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Abstract 
 
Understanding organizational buying behavior is an area of social science which 
continuously experiences increased interest as business competition is more intense than 
ever. The interest radiates both from academia and the business world. This Master’s 
Thesis reports a study made for Ericsson Enterprise AB, Sweden. It explores the buying 
behavior of small and medium sized Swedish businesses and organizations in the context 
of buying a communications solution. A communications solution is an assortment of 
products and services that keep a business connected both internally and to the outside 
world through for example telephony and e-mail. The study is characterized as 
exploratory and descriptive as it tries to add to the understanding of how buying actually 
takes place set in what is shown to be a much unexplored context; the purchase of a 
communications solution.  
 
In the constant strive for attaining and retaining market share, giants of the 
telecommunications industry are currently intensifying their focus on the smaller business 
and enterprise segment. This has increased the interest to gain a better understanding of 
the characteristics of organizational buying in smaller businesses and organizations. More 
specifically searching for answers to questions such as who the key decider is? Who are 
the influencers? What influences the choice of retailer? What are the inherent needs of 
the small and medium sized business segment? What weight is put on financial 
considerations of a potential purchase? 
 
A multiple-case study was conducted with five cases - all organizations situated in 
Stockholm, Sweden. Investigating the decision process of a purchase and what people are 
involved it was found that the process is often simplified compared to that found when 
studying larger organizations. In addition to this, the number of people involved will also 
be fewer. It is invariably the CEO who makes the final decision to buy, but under strong 
influence from whoever has been left in charge of the project of finding a new solution.  
 
The main conclusion drawn from this study is that the buying behavior of smaller 
Swedish businesses and organizations is characterized by an informal internal atmosphere 
requiring a different approach from suppliers than when dealing with larger enterprises. 
A potential supplier must be able to understand the business environment in which an 
organization operates – view things from their perspective and understand their problems. 
Through this, the benefits of a new solution will be better understood and perhaps spark 
the very important feeling of getting value for money. A second important conclusion is 
that getting the best adapted solution is more important than its initial cost, even for 
smaller organizations which can be under financial restrictions.  
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CHAPTER ONE – INTRODUCTION AND RESEARCH PROBLEM 
 

 

Chapter 1 - Introduction and Research Problem 
 
The aim of this chapter is to give a short introduction and explanation of the research 
area and problem. This chapter aims to bring validation to the relevancy of this thesis, 
positively arguing its place as a compelling Master’s Thesis. 
 

1.1 Introduction 
The arrival of the year 2000 might have proven to be less exciting than many had 
predicted. The new millennium does however show a world in more and faster change 
than ever before, particularly in the world of business. One of these changes discussed by 
Dwyer and Tanner (2002) is that for over a decade we have seen big corporations that 
used to be pillars of western society forced to downsize due to the economic pressures of 
global competition and slowing economies. 
 
Both North America and Europe see high unemployment rates as a result of the market 
changes. This has however caused an increased interest in an expanding business 
segment that has shown to replace many of the lost jobs; small and medium sized 
enterprises (SMEs). The European Union (EU) has increased research in the area of 
SMEs by establishing the European Observatory of Small and Medium sized Enterprises 
in 1992. They define the SME sector to be made up of enterprises which employ fewer 
than 250 persons (See Appendix I for a complete definition). According to their report 
“SMEs in Europe 2003” there is a strong connection between SMEs and the financial 
wellbeing of the European economy in the new millennium.  
 
In 2003 the Observatory reported that in the Western Europe business market there were 
around 19 million enterprises, of which only 40, 000 could be counted as larger 
enterprises. This means that the vast majority of enterprises in this market are SMEs 
(99.8 %), and they employ approximately 70% of the workforce. The statistics provided 
by the Observatory of European SMEs clearly show that much employment historically 
found in larger enterprises has swiftly moved into smaller enterprises the last few years 
and continues to do so. The report also goes on to emphasize the importance of SMEs for 
the economic growth in Europe, both present and future.  
 
More local studies are also contributing to the understanding that SMEs are playing an 
increasingly important part in assuring the wellbeing of national economies. Recent 
research by the Swedish National Agency for Economic and Regional Growth (Nutek) 
for example highlights that SMEs have become more and more important for the 
economic growth of the Swedish economy and its job market (Levin and Weström, 2003).  
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1.2 Study Background - An Expanding Market 
The situation in which all European SMEs find themselves is as a result of globalization 
highly competitive (SMEs in Europe, 2003). A study by Prabhaker, Sheehan, and Coppett 
(1997) explores and emphasizes the need for any business to invest in advanced 
technology that is to be included in the business strategy in order to maintain their 
competitiveness in the changing market.  
 
Research by Taylor and Murphy (2004) clearly shows how information and electronic-
business technologies (IT and e-business) offer growth opportunities for SMEs. Their 
study does however also point out the fact that many SMEs are still somewhat reluctant 
to invest in new technology further than absolutely necessary in the wake of the burst of 
the dot-com bubble1. They argue that available technology for SMEs must be seen more 
as a means to an end, i.e. maintained competitiveness, rather than an end itself. Marketing 
new technological innovations to these firms should highlight and clearly explain the 
gained benefits for the company if any investment is to be made (ibid).  
 
Prabhaker et al. (1997) state a very important part of this technological advancement 
aimed at reassuring competitiveness to lie in the area of business communications. They 
discuss the increased importance for any business to be able to both more frequently and 
faster communicate with current and potential customers, vendors and business partners. 
 
A (business) communications solution is an assortment of products and services that keep 
a business connected both internally and to the outside world through for example 
telephony and e-mail. Voice telephony is still the major form of communication for 
business users, but changes are on the way (Ericsson White Paper, 2004). Technological 
advancement has paved the way for converging voice, data, and video communication 
which is showing to be increasingly important for business users as well as mobility and 
flexibility. Office telephony, office mail, mobile computing, and mobile telephony that 
all used to work separately are now being woven together for even greater benefits for the 
business user (ibid).  
 
Research into the offerings of some of the largest providers of these business and 
communications solutions (e.g. Ericsson Enterprise AB, Siemens Enterprise Network 
Solutions, Philips Business Communications, Nortel, and Alcatel Enterprise Solutions) 
shows that they mostly offer the same possibilities but in a slightly varying package. 
They are realizing the potential of the business solution market and that investments in 
Information and Communication Technologies (ICT) are of interest to almost any type of 
business (Ericsson White Paper, 2004; Siemens Journal, 2005).  
 
 
 
 
 
1 In the late 1990s the world market was littered with so called dot-com (Internet) companies with highly 
overvalued stocks. This value bubble eventually burst in late 2000 through 2001 leaving many companies 
bankrupt as well as a high level of mistrust of the IT industry (Taylor and Murphy, 2004). 
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In an article in the Swedish technology journal NyTeknik (Nokia och Ericsson, 2005) 
more affirmation is given to this expanding battlefield of telecommunication: the 
business communications market. This market is not interested in the sound of call tones 
or build-in low-end cameras, but rather seeks e-mail in addition to secure scalable 
solutions that can be integrated into to the current business system. Providing enterprises 
with these solutions is recognized as a key growth area with significant opportunities and 
this market is predicted to grow from 116 billion SEK in 2004 to over 169 billion SEK in 
2008 (ibid). 
 
It is clear that there is a need for technological advancement in SMEs and there are many 
companies out there providing various solutions. An important point made by Taylor and 
Murphy (2004) is however that SMEs often appear to be unaware of the potential of the 
new technological innovations available to them and how they can be used to enhance 
their business operations.  
 
The marketing of innovations to SMEs has undergone considerable analysis and debate, 
particularly in relation to new technologies as highlighted by Harker and Van Akkeren 
(2002). They underline that efforts to market technological innovations (such as a 
communications solution) to SMEs has shown to be a minefield of emotions, attitudes, 
behavioral intentions and perceptions. In addition to this, Harker and Van Akkeren list 
many of the very influential factors such as cost and technical complexity, the level of 
computer literacy of the owner/manager, and the size, sector and status of the firm in 
question. In addition to this SMEs are identified as being a very heterogenic group of 
businesses that is very difficult to generalize about - what works for one firm will not 
necessarily work for another firm (Taylor and Murphy, 2004).  
 

1.2.1 Organizational Buying Behavior 
In this minefield of marketing difficulties, solution providers competing for market share 
will ask themselves the highly relevant question: How do we make SMEs choose to buy 
one of our solutions and not that of the competition? 
 
The question raised above is a rewritten form of questions that scholars have been asking 
for many years such as: How do organizations buy? Why do they buy in a certain way? 
Who is involved in the buying? What variables are influencing the way organizations buy? 
(Baptista and Forsberg, 1997) 
 
The way in which businesses buy is described through what is known as Organizational 
Buying Behavior (OBB). OBB has often historically been referred to as Industrial Buying 
Behavior (IBB) since the vast majority of research in the field has been done on the 
manufacturing industry2. With OBB an understanding is sought of how buying actually 
takes place and who are involved in the process leading to decisions that will more or less 
 
 

2 The term OBB is more general but the two have however been known to be used interchangeably in the 
literature. In order to keep consistency and ease of read, the term OBB will exclusively be used throughout 
this thesis unless a citation/quote is made. 
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affect the organization in question. 
 
Baptista and Forsberg (1997) argue that industry specific needs can be a factor resulting 
in differentiation in OBB. They hence continue to highlight the importance to study the 
topic on an industry-by-industry basis. With this the authors provide a certain level of 
understanding for the need to narrow down research to certain industries in order to avoid 
making the potential huge mistake of generalizing results of OBB found on for example 
larger enterprises and thinking they apply in the same way in smaller corporations.  
 
Mazzarol and Choo (2003) emphasize the importance of understanding the process of 
organizational buying as it still is the framework in use today to explore the decision 
making process of smaller firms. They together with other studies such as Jocumsen 
(2004) and Taylor and Murphy (2004) have nevertheless much focus on the lack of 
accordance in big business OBB models being applied to smaller firms. Smaller firms are 
for example less likely to have the complexity associated with the purchasing process of 
larger businesses.  

1.3 Problem Discussion and Research Problem 
Research on the OBB of SMEs is still scarce as this chapter has put forth, but the interest 
from both academia and the industry is very much alive. From a business point of view 
the interest lies in simply making more businesses buy their products and services. From 
the academic standpoint the interest is more one of increased understanding of how 
SMEs behave in different purchasing situations; gaining further knowledge in the 
relatively unexplored area of OBB in SMEs. The discussion so far points to a situation in 
which communications solution providers would like to increase their understanding of 
how SMEs perform their purchasing activities and what the influences on those activities 
are that will ultimately affect the final choice of what is to be invested in.  
 
The introduction has given clear hints to an area relatively unexplored and from this 
background a question emerges defining the general problem area that is to be explored: 
 

How do SMEs purchase? 
 
The question raised above is however very general and much in the same way as a market 
needs to be segmented, the problem area will be much more manageable if it is divided 
into smaller pieces. Throughout the discussion so far an interest in the growing market of 
providing business communications solutions has dominated and puts into context the 
specific buying situation in which SMEs in this case will be studied. Further given that 
this study is taking place in Sweden the simplest choice of market to investigate is the 
Swedish one, which has been shown to be following mainstream Europe seeing an 
increased importance of SME business and growth. The discussion can then be concluded 
in a more manageable and interesting research problem described as: 
 

How can the buying behavior of Swedish SMEs be characterized when purchasing a 
Communications Solution? 

 

 4



CHAPTER ONE – INTRODUCTION AND RESEARCH PROBLEM 
 

 
1.4 Outline of the Study 
Before continuing, a brief overview of the outline of this study will be provided, as 
illustrated below in figure 1. Following the problem area introduction and the definition 
of the research problem in this chapter, a theoretical review will provide the theories that 
will serve as a basis for two essential parts of the study. Firstly it will be used to help 
define an even further subdivision of the research problem in the form of research 
questions. Secondly it will help to provide a theoretical foundation with which the 
research questions are to be answered. By answering the proposed research questions, the 
research problem will ultimately be more manageable and more plausible answers can 
emerge. The structure of the theoretical foundation based on the theoretical review takes 
the form of a frame of reference or framework. Following this a more extensive 
classification of this study as well as a detailed recap of how the elements of the research 
process were conducted are presented in the methodology chapter. Consecutively the 
actual empirical data collected for the study is first presented, and then analyzed to be 
succeeded by the final chapter in which the findings are discussed, conclusions are drawn, 
and suggestions for further research are laid forth. 
 
 

Figure 1: Outline of the Study  

 

 

Findings and Conclusions 

 

Data Analysis 

 

Presentation of Collected Data 

 

Methodology 

Introduction and Research 
Problem 

 

Theoretical Review 

 

Frame of Reference 
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Chapter 2 - Theoretical Review 
“Theories are a picture of how the world works.” 

 – Dwyer and Tanner (2002, p.119) 
 
In this chapter a selected group of theories judged to be relevant to the research problem 
are presented. The theoretical review is to serve as a base from which the study’s 
research questions can emerge and eventually be answered.  
 

2.1 Introduction - Literature Research 
Before continuing the exploration of OBB a small overview of the sources of information 
for this theoretical review and the previous introductory chapter will be presented. An 
extensive search of literature and articles was conducted through the library of Luleå 
University of Technology, Sweden, using their online search system Lucia. Several 
Marketing and Management Journals (e.g. Journal of Small Business and Enterprise 
Development, Journal of Business and Industrial Marketing) were also searched using the 
full-text online database Emerald. Finally, some news material from Swedish journals 
such as NyTeknik proved useful to some extent.  
 
During the research for this chapter it was found that the vast majority of OBB research 
has indeed been performed on larger corporations, hence many theories presented are 
derived from studying larger organizations. This fact does however add to validate the 
relevancy of this thesis as more research on the world of SMEs is undoubtedly needed. 
 

2.2 Classification of Organizational Buying Behavior 
Important basic concepts and models of OBB were laid out over 30 years ago through 
pioneering work such as Robinson, Faris and Wind (1967), Webster and Wind (1972), 
and Sheth (1973). The models and ideas that were provided have proven to be quite 
popular and used by many in the further understanding of OBB. Adding however the lack 
of universal acceptance of any one model in particular (Bunn, 1994). 
 
Webster and Wind (1972) stress the importance of understanding the authority structure 
of an organization in order to properly observe the decision process. Their study provides 
an early model of OBB (See Appendix II). A framework for analyzing OBB could aid in 
the design of a marketing strategy. They gave a general model that thus suffers from all 
the weaknesses which that entails. Exploring buying decisions the authors give examples 
of influential variables in the form of individual, social, organizational and 
environmental.  
 
Sheth (1973) tries to summarize the research that had been conducted into a more 
realistic and useful conceptualization through the development of an integrative model of 
industrial buying behavior (See Appendix III). A necessary condition of his model is 
again that a systematic examination of the power positions of the various individuals 
involved in the industrial buying decisions is conducted, much in agreement with 
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Webster and Wind (1972). Sheth (1973) concludes however by mentioning the 
importance to realize that not all industrial decisions are the outcomes of a systematic 
decision making process. Some might be strictly based on a set of situational factors for 
which theorizing or model building will not be relevant or useful. Seth (1973) suggests 
the option in such cases to be to build a list of empirical observations of the ad hoc events 
that makes the studied buying situation unsuited to compare with any theory or models. 
 
In his original model, Sheth (1973) leans towards the idea that the size of a company has 
influence on the decision process. Individual decision making being favored in smaller 
firms and the more large-scale public corporations with considerable decentralization will 
prefer a more joint decision process.  
 
More than twenty years later, Sheth (1996) sits down to reflect upon his original model, 
how it has been affected over the years and how it has affected the views on industrial 
buying behavior. He concludes that perhaps the most popular area of research in OBB 
has been the understanding of the decision-making process.  
 
Sheth (1996) further goes on to talk about possible paradigm shifts due to changes on the 
global scene affecting OBB as depicted in figure 2 below. He stresses the need to learn 
new concepts, methods, and theories that are appropriate for the new world of OBB. He 
continues to mention the potential existence of a crisis of relevance – some aspects of 
what scholars have been looking at has shown to be of no substantial relevance to the 
questions at hand.  
 

 

 
 

Global  
competitiveness 

Figure 2: Changing Paradigms of OBB 

Source: Sheth (1996, p.11) 
 
 

3 The Total Quality Management (TQM) philosophy revolves around ideas regarding management’s 
commitment to attaining quality of products and services through the notion that efforts must permeate the 
entire corporation and not be focused solely on individual departments (Dwyer and Tanner, 2002). 

Changing paradigms 
of procurement 

Technology  
enablers 

TQM3 
philosophy 

Industry 
restructuring 
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The shifts in paradigms will according to Sheth (1996) go on to push OBB to go through 
a two-dimensional shift (figure 3) from transaction centered to relational-centered and 
from domestic to global sourcing philosophy (globalization). The author himself has 
moved much in the same manor with regards to his views over the years; more and more 
towards the study of organizational relationships instead of the study of stale objective 
processes.  
 

 

 
 

Future procurement 
practices 

Transaction Relationship 

Past procurement 
practices 

Global 
sourcing 

Domestic 
sourcing 

Figure 3: Two-Dimensional Shift in OBB 

Source: Sheth (1996, p.11) 
 
An important contribution to the study of OBB was when Wind and Thomas (1981) gave 
an overview of all the material related to OBB and provided a good division of the major 
areas into three sections:  
 

• The Buying Process  
• The Buying Center 
• Factors Affecting the Buying Process and Buying Center 
 

These three categories give an easier structure to follow in the description and study of 
OBB, and each aspect will be looked into in the remainder of this chapter. 
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2.3 The Buying Process 
“Understanding the process is like understanding the rules of any game; if you don’t 
know how to score, you are unlikely to win.”  

 - Dwyer and Tanner (2002, p.72) 
 
Through the development of a general model of rational organizational decision making, 
the concept of the buying process has emerged. Webster and Wind (1972) bring the 
concept into perspective by saying that the organizational buying process is a form of 
problem solving; satisfying a perceived need in the organization that can potentially be 
solved through some buying action.  
 
Many different versions of the buying process have been discussed throughout the 
decades, but they all follow a common thread starting at the recognition of a need or 
initiation to the end decision or actual purchase. Some studies add a post-purchase 
evaluation as a step in the process as well. 
 
One of the original versions by Robinson et al. (1967) is still in use and is described in 
recent publishing such as Dwyer and Tanner (2002) where they provide the eight-step 
buying process also referred to as the buy-phase model:  
 

Table 1: Buy-Phase Model / Buying Process 

Step/Phase Name 
1 Recognition of a need 
2 Definition of the product-type needed 
3 Development of detailed specifications 
4 Search for qualified suppliers 
5 Acquisition and analysis of proposals 
6 Evaluation of proposals and selection of supplier 
7 Selection of an order procedure 
8 Evaluation of product performance 

Source: Dwyer and Tanner (2002, p.73) 
 
Dwyer and Tanner (2002) go on to highlight the importance of marketers getting 
involved as early as possible in the decision process in order to increase their chances of 
success. 
 
The buy-phase model is the first part of two in the buy-grid model or buy-grid framework 
developed by Robinson et al. (1967). The second part of the model is that of the buy-class 
which is thought to be one of the factors possibly affecting the process of buying shown 
above. In their study they show that each buying situation can be characterized according 
to: 
 

• The newness of the problem to the buying influences and decision makers, 
• Information requirements of the buying influences and decision makers, 
• New alternatives given serious consideration by the buying decision makers. 
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The listed buying situation characteristics are linked to each buy-class as shown in table 2 
below. 
 

Table 2: Distinguishing Characteristics of Buying Situations 

Type of Buying 
Situation 

(Buy-class) 

Newness of the 
Problem 

Information 
Requirements 

Consideration of 
New Alternatives 

New Task High Maximum Important 
Modified Rebuy Medium Moderate Limited 
Straight Rebuy Low Minimal None 

Source: Robinson et al. (1967, p.25) 
 
The buy-classes are described by Dwyer and Tanner (2002) as follows: 
 

• New Buy (Task)– Product or service has never been purchased before and every 
step in the buying process is taken 

• Straight Rebuy - Automatic buying where only two steps are taken, those of need 
recognition and placing an order 

• Modified Rebuy – Here a variety of steps of the buying process can be taken. The 
class describes situations such as when a company is contemplating a rebuy but 
want to shop around for alternatives or perhaps change supplier.  

 
It should be noted that even though the description above by Dwyer and Tanner (2002) is 
based on the original by Robinson et al. (1967), there are some small differences. Dwyer 
and Tanner (2002) clearly state a new buy to involve no previous experience at all of the 
new type of purchase whereas Robinson et al. (1967) are somewhat more wide in their 
definition stating that in a new task little or no relevant experience can be drawn upon. 
Important to note is also the difference of labeling: new task or new buy depending on the 
source, but basically is referring to the same situation. Robinson et al. (1967) mention the 
high importance of the new task situation to marketers, as it is from this experience that 
later purchasing patterns will evolve. Further, marketers who are not current suppliers 
aim at converting straight rebuy situations to modified rebuys so that they may enter the 
list of possible suppliers. Adding also that the modified rebuy situation can develop from 
either a new task or straight rebuy situation.  
 
Some work has shown that perhaps not too much confidence should be put into the buy-
class variable when predicting OBB. Bellizzi and McVey (1983) give strong arguments 
stating that the buy-class is not significantly related to buyer behavior. They also argue 
that previous work done on the topic such as that of Robinson et al. (1967) may have 
been too subjective, limiting the use of buy-class to that of structuring OBB when 
observing it. 
 
Patton, Puto, and King (1986) continue to discuss the relevancy of the buy-class model. 
Here they do not go further than just mentioning the lack of real strong evidence leaning 
either way. They further open a discussion to say that maybe ‘buy-class’ is not strong 
enough to describe complex industrial purchases. The same buy-class will be affected by 
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for example; loyalty to a given supplier, financial point of view (price, gain/loss), and 
perceived risk involved. 
 
Baptista and Forsberg (1997) provide some comments on the study of the buying process. 
The authors recognize that even though extensive research has been done, much of the 
conceptualization is still based on the conceptual framework laid out by Robinson et al. 
(1967) several decades in the past. This is not necessarily recognized as a bad thing by 
Baptista and Forsberg (1997) but rather highlights that it has continuously been of 
interest to look at the buying process as a sequential number of steps as laid out by earlier 
work. Some research has however shown that these steps can overlap and also sometimes 
be executed in parallel, but again not to the point where the usefulness of the buying 
process concept and model suffers diminished relevancy in OBB (ibid). 
 
Jocumsen (2004) argues that the boundaries between steps in a decision process are far 
more unclear in the small business environment than in larger firms. According to him 
literature often suggests the opposite and strives to provide well-defined steps with clear 
boundaries executed in a sequential manner. In a small business environment these 
borders are blurred, the steps often include considerable overlaps and are executed in a 
non-sequential way. In conclusion, small businesses do follow a much less complex 
decision process, both in terms of steps followed and the methods used to carry out the 
steps. This is much to the contrary of research done so far, again pointing out that the vast 
majority of such has been based on large organizations (ibid).  
 

2.3.1 A First Emerged Research Question 
So far in this chapter a very fundamental concept of OBB has been introduced in the form 
of the buying process. Set in the context of this study’s problem area, the following 
research question can be defined before continuing the exploration of OBB: 

 
RQ1: How can the buying process of Swedish SMEs when purchasing a communications 

solution be characterized? 
 

2.4 The Buying Center 
If only one individual is involved in a purchase decision for an organization it is said to 
be an autonomous decision (Dwyer and Tanner, 2002). For the case when more people 
are involved in the buying process, the existence of a so called buying center4 is 
recognized. The term was first seen in the work of Robinson et al. (1967). 
 
Dwyer and Tanner (2002) list a few typical situations in which a buying center can occur. 
They first give the example that a buying center can be established simply because of an 
organization’s policy to do so. A second reason for a buying center to evolve is due to the 
level of risk that is associated with a certain decision. The authors mainly mention three 
types of risk: 
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• Financial/economic – The cost of a product might end up being higher than the 
gain 

• Performance – A product might not perform as intended. Closely linked to the 
above mentioned economic risk; if a product does not perform as predicted, high 
financial losses might entail. 

• Social/ego – A purchase might not meet the approval of a certain reference group 
such as coworkers or the buyer’s supervisor(s)  

 
There are further three different ways discussed by Dwyer and Tanner (2002) in which 
buyers generally are found to reduce the perceived risk: 
 

• Gather more information 
• Remain loyal to present suppliers 
• Spread the risk (either among other members of the organization and/or among 

suppliers) 
 

2.4.1 Roles in the Buying Center 
Webster and Wind (1972) describe the buying center as the unit of an organization that is 
involved in a particular buying process. The roles identified in their study are the user, 
influencer, decider, buyer, and gatekeeper. Later work have tried to recognize other 
additional roles such as Bonoma (1982) adding a sixth role to the buying center with the 
initiator. Dwyer and Tanner (2002) also mention a seventh by including the so called 
controller. Recent versions of the buying center can thus include all of these roles 
summarized and described in table 3. 
 

Table 3: The Identified Possible Roles of the Buying Center 

Role Description 
User The user that will utilize the purchased product 

Influencer Directly or indirectly influences the decision process by providing information and 
criteria for evaluating alternative buying actions 

Decider Has authority to make the final choice 
Buyer Has formal responsibility and authority for contracting 

Gatekeeper Controls the flow of information into the buying center 
Initiator Starts the purchase process by recognizing the need 

Controller Controls or sets the budget for the purchase 
Source: Adapted from Webster and Wind (1972), Bonoma (1982), and Dwyer and Tanner 
(2002) 
 
According to Webster and Wind (1972) several individuals might play the same role such 
as that of being an influencer in the buying center. They further mention that the opposite 
is also possible such as one person occupying several roles. 
 
 
4 Some literature uses the terminology decision making unit (DMU) to describe the buying center, but 
throughout this thesis the latter is used for sake of consistency  
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In a study exploring which buying decisions are made by individuals and not by groups, 
Patton et al. (1986) strongly support the concept of the buying center stating it to be 
theoretically sound.  An important finding in their study is that many industrial buying 
decisions can be made by individuals (autonomous decisions). In their work the 
individual decisions were found to be made predominantly in modified rebuy situations, 
where the complexity of the purchase is often decreased. They also found that loyalty to 
existing suppliers seems to have effect on the extent of individual decision making, i.e. 
the more loyalty felt to a particular supplier, the higher are the chances that individual 
decisions can take place.  
 
Of interest is also the accordance with other studies such as Bellizzi (1981) and Grønhaug 
(1977) with regards to joint versus individual decision making. Both recognizing that 
firm size has influence on how decisions are made, seeing joint decisions in bigger 
businesses and individual decisions more frequent in smaller corporations. 
 

2.4.2 Influence in the Buying Center 
The issue of who in the buying center will have the strongest influence is from a 
marketing perspective of central importance to understand (Baptista and Forsberg, 1997). 
The difficulty of measuring which individuals in the buying center will have the strongest 
influence is that power does not always correlate perfectly with organizational rank or 
authority (Bonoma, 1982).  
 
Bonoma (1982) not only discusses the buying center itself but also the relative basis of 
power therein as displayed in table 4. A certain power base is characterized by Bonoma 
(1982) as being either positive (champion) or negative (veto). It should hence be 
understood that an individual’s official status in a firm does not necessarily mean that 
they will have a certain level of influence in the buying center. In reality the powerful 
individuals in a decision are often invisible (ibid).  
 
In a related study, Crow and Lindquist (1985) stress the influence of buyers’ educational 
level, deeming it more important than other factors such as age, gender or experience in 
affecting both the number of people in the buying center and the amount of perceived 
self-influence felt by the buyer. They continue to add that a firm’s characteristics are 
more important than the individual buyer’s to determine the size of and the relative 
influence of members within the buying center.  
 
In conclusion to the discussion of bases of power in the buying organization, Bonoma 
(1982) highlights the importance of understanding how buying takes place in a specific 
business. Sellers must understand how buying occurs as well as the other way around; 
buyers must understand selling.  
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Table 4: Bases of Power 

Type of Power Champion (+) Veto (-) 
Reward: 
Ability to provide monetary, social, political, or psychological 
rewards to others for compliance 
 

 

  

 

Coercive: 
Ability to provide monetary or other punishments for 
noncompliance 

 

  
 

 

Attraction: 
Ability to elicit compliance from others because they like you 
 

 

  

 

  
Expert: 
Ability to elicit compliance because of technical expertise, 
either actual or reputed 
 

  

  

Status: 
Compliance-gaining ability derived from a   
Legitimate position of power in a company 
 

  

  

Source: Bonoma (1982, p.6) 
 

2.4.3 Composition of the Buying Center 
In order to gain further understanding of the characteristics of the buying center it is 
important to not only identify its roles and relative influences as done above, but also to 
comprehend its composition. This is expressed through different dimensions such as the 
size of the buying center for example (Dwyer and Tanner, 2002). Earlier work such as 
Johnston and Bonoma (1981) label the size or number of individuals involved in the 
buying center as its extensivity.  
 
Dwyer and Tanner (2002) go on to provide descriptions of some of the dimensions of the 
buying center. They speak first of the time dimension which describes an important 
characteristic of the buying center; members can come and go. The more people that are 
involved in the buying center for only a short period of time throughout the buying 
process, the more it will suffer from what is called time fragmentation. The importance of 
the understanding of this for the marketer is that not all people might be involved in the 
buying center all throughout the decision process. Hence an individual proven to be very 
influential in one step (e.g. the recognition of a need and initiation) might not at all be so 
in a later phase.  
 
Secondly, Dwyer and Tanner (2002) explain the vertical dimension; the number of layers 
of management involved, and the horizontal dimension; the number of departments 
involved. The problem presented to the marketer is then to effectively reach all the 
people needed throughout the hierarchy and/or departments. These dimensions are based 
on the original work of Johnston and Bonoma (1981) where they are referred to as 
vertical and lateral involvement respectively.  
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Johnston and Bonoma (1981) mention the connectedness of the buying center when 
describing the group dynamics of the buying decision. It is a measure indicating the 
degree to which the members of the buying center are linked with each other by two-way 
communications concerning the purchase. It is suggested to be expressed as a percentage 
of the total possible communications connections that can exist in the buying center. The 
case of total connectedness is when every member of the buying center has had two-way 
communications with all other members.  
 
Another important dimension covered by Johnston and Bonoma (1981) is that of 
centrality of the purchasing manager in the buying communication network. It is 
expressed as the sum of all the communications of the purchasing manager regarding a 
purchase weighed against the total number of individuals in the buying center. The higher 
level of centrality the purchasing manager has, the higher level of involvement he/she has 
in the buying process.  
 
A final dimension described by Dwyer and Tanner (2002) is the formalization dimension, 
which is the level of formal documented procedures or policies that are followed by the 
buying center. It affects how purchases are officially supposed to be conducted by the 
members of the buying center. On the topic of formalities, it can be added that the authors 
clearly dictate the buying center as an informal group. A formal version of a buying 
center is referred to as a Cross-Functional Team (ibid). 
 
To conclude the exploration of the buying center a slight return to studies such as 
Webster and Wind (1972) is in order. They mention the importance of not only seeing the 
composition of the buying center, but also understanding the influence of its dimensions. 
A good understanding of the buying center and its influences will help a marketer to 
better know towards who to direct the marketing efforts and also how to behave towards 
that or those  particular individuals. 
 

2.4.4 A Second Emerged Research Question 
With the introduction and description of a second fundamental concept of OBB, the 
buying center, the following research question is laid forth: 
 
RQ2: How can the buying center of Swedish SMEs when purchasing a communications 

solution be characterized? 
 

2.5 Factors Affecting the Buying Process and the Buying Center 
Now that a brief overview of what the buying process and the buying center actually are 
has been provided, the focus turns to how they are affected by different factors and also 
what these factors are. The following section discusses the influencing factors of both the 
buying center and the buying process at the same time since their relation to each other is 
so strong. 
 

 15



CHAPTER TWO - THEORETICAL REVIEW 
 
 

Dwyer and Tanner (2002) address this topic as the buying determinants theory – a rather 
general theory of why buyers buy. In this theory the buyer’s behavior is described 
through the combined effects of four factors: individual, organizational, market, and 
environmental. These listed factors are almost identical to those provided by Webster and 
Wind (1972) mentioned earlier. The only difference being that the market factor is 
replaced by the social factor.  
 
Wind and Thomas (1980) provide another fairly foreseeable overview of the influential 
factors and subdivide them into the following structure: 
 

• The Buying Situation 
• Personal Factors 
• Interpersonal Factors 
• Organizational Factors 
• Inter-organizational Factors 
• Environmental Factors 

 
Each of these listed factors will briefly be explained in the subsections to follow. 
 

2.5.1 The Buying Situation 
Earlier during the discussion of the buy-grid framework, three basic characteristics of a 
buying situation were also introduced:  new task or buy, straight rebuy, and modified 
rebuy. Continuing the discussion regarding the influence of the characteristics of a 
particular buying situation, the topic has been found to be very focused on risk, a factor 
with association to all the influences to be discussed. As earlier mentioned, a buying 
center is more likely to evolve if there is an augmented level of risk involved in a 
purchase. Sheth (1973) explored this area particularly with regards to time pressure to 
close a deal and the level of perceived risk involved in a purchase. What he found is that 
time pressure has a clear connection to, and is associated with, less complex buying 
processes.  
 
Looking closer at risk and SMEs, Mazzarol and Choo (2003) point out the importance to 
realize that for small business managers a new investment can often involve a higher 
level of risk than in a larger company. They give the reason for this to be that SME 
managers are often more personally liable for the risks involved with a decision.  
 
Gilmore, Carson, and O’Donnell (2004) performed a study on small business owners and 
managers with regards to their attitude towards risk. The general perception of risk is that 
something will fail, even though risk can still involve a win-win situation (e.g. the “risk” 
of improved profits to be less than expected). The study found that managers of smaller 
businesses either draw upon experience to manage risks or through extensive use of 
networking. The study also shows that apparently entrepreneurs are not at all more prone 
to take risks than the regular small business manager, rather the opposite. This goes 
somewhat against popular belief about entrepreneurs (ibid). 
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With regards to IT-investments, Harker and Van Akkeren (2002) highlight return on 
investment (ROI) as an important factor as SMEs can have very limited financial 
resources and might require quicker returns to ensure medium-term survival. Taylor and 
Murphy (2004) explore this issue further reminding that some SMEs may not have the 
luxury of experimenting with IT. They are not keen to invest in something with high 
initial set-up costs and perceived on-going costs. 
 

2.5.2 Personal Factors 
It is important to understand the organizational buyer’s characteristics and especially 
his/her predispositions, preference structure, and decision model as the basis for 
marketing strategy decisions (Webster and Wind, 1972).  
 
When exploring what will influence the individuals that are active in the buying process, 
Weiss and Heide (1993) found that organizations’ experience in high technology markets 
has a strong influence on the duration of the search process. Factors discussed are first a 
buyer’s perceived pace of technological change and the level of technological 
heterogeneity (the degree of dissimilarity between the elements in a particular market) 
influencing their search efforts and the duration of the entire process of gathering 
necessary information for a purchase.  They found that for high technology markets 
inexperienced buyers may tend to perceive higher levels of heterogeneity in contrast to 
more experienced who might develop the skill to identify what data to disregard. The 
perception of a rapid pace of technological change tends to decrease process duration. 
They add that the search process represents a vendor’s “window of opportunity” during 
which buyers are likely to be most susceptible to marketing efforts. During the search 
process it was found that, “a buyer’s search strategy will be determined entirely by his or 
her perception of the relevant market, regardless of its actual conditions” (op cit, p.222). 
A final point made is that high technology markets may at times be characterized by such 
extreme levels of heterogeneity that search activity is discouraged altogether (ibid). 
 
Bunn (1994) found that a potential buyer in lack of experience will clearly show an 
increase in search effort prolonging the search process. The elongation of the process is 
also a result of these buyers’ increased perception of technological heterogeneity due to 
the mentioned knowledge gap. Bunn’s (1994) study also shows, as the work of Weiss and 
Heide (1993), that an individual’s perception of market change seems to be more 
influential than the market’s actual condition.  
 
On the topic of lack of experience and expertise Harker and Van Akkeren (2002) 
emphasize the important attributes to market being ease of use and usefulness as they are 
believed to strongly affect the acceptance by owners/managers of SMEs. They stress the 
need to help a potential purchaser relate to the context in which the new technology can 
be used for business purposes. They summarize the most important characteristics of an 
owner or manager in a small business influencing an IT investment to be:  
 

• Perceived benefits  
• Computer literacy 
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• Assertiveness 
• Perceived control 
• Subjective norm 
• Mistrust of IT industry 
• Time pressure 

 
Harker and Van Akkeren (2002) go on to highlight the lack of interest SME owners and 
managers have in architecture and standardization issues of the technologies themselves. 
It is rather suggested that they require a device that provides efficient, effective access 
and communication applications personalized to their individual needs. They further state 
that the level of mistrust of the IT industry is an important influential factor for partial- 
and full-adopters of IT, while non-adopters are less concerned with this. This is believed 
to be due to the non-adopters lack of experience gained through earlier purchases.  
 

2.5.3 Interpersonal Factors 
Webster and Wind (1972) state that, “an understanding of the nature of interpersonal 
relationships in the buying organization is an important basis for the development of 
marketing strategy” (op cit, p.18). This justifies the importance to explore the 
relationships between individuals.  
 
A bigger buying center will mean more people interacting which can lead to more 
conflict emerging. Grønhaug’s (1977) study based on companies in Norway 
unmistakably shows that bigger corporations are more prone to conflict in their decision 
making since more people are in general involved in the purchase situations. Crow and 
Lindquist (1985) add to the discussion by concluding that more complex decisions having 
more people involved will lead to single individuals feeling less and less influential in the 
decision process.  
 
Mitev and Marsh (1998) found that much of the decision making in a small business 
follows the general often ad hoc manor of small businesses. Decisions are often based on 
an informal exchange of ideas with other managers and whatever information that could 
be discovered through personal research, consuming a considerable amount of time and 
effort. The general SME management practice was found to be based on short-term, 
informal, ad hoc lines, whereas IT related issues are stated to often require a more 
systematic approach to management and decision making. 
 

2.5.4 Organizational Factors 
Webster and Wind (1972) define the organizational influences as “those factors that 
cause individual decision makers to act differently than they would if they were 
functioning alone or in a different organization” (op cit, p.14). When discussing this 
aspect, the authors dictate that no factor is more critical to understand than that of the 
authority structure of an organization as previously mentioned. The reason for this is 
given to be that it is the authority structure that determines who sets the goals and who 
evaluates organizational performance.  
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Grønhaug (1977) gives hints as to the influence of company size seeing power more 
centralized in small businesses and also that they weigh the financial factors of a new buy 
higher than larger firms due to their often more limited resources. It is evident that 
organizations may vary both in problem solving capacity and decision making style 
depending on the characteristics of the firm (ibid). 
 
Harker and Van Akkeren’s (2002) recent study of the marketing of mobile data 
technologies to SMEs concludes that important factors to consider are those of company 
size, sector and status of the firm. They go on to mention important aspects in need of 
consideration such as whether or not the firm is ready for technological innovations; the 
external pressure to adopt; customer/supplier dependency; structural sophistication of the 
firm; and finally the information intensity, i.e. the amount of information handled by the 
business. 
 
Discussing further the structural sophistication mentioned by Harker and Van Akkeren 
(2002), variation in the structure of a business has been found to render it more or less 
accessible to new technology in other studies as well. For example Joyce and Woods 
(2003) explore the organizational structure versus how prone the company is for growth 
and innovation. They divide the process of managing change into three phases: decision-
making phase, planning phase, and implementation phase. They found that strategic 
management systems are more often found in companies prone for change and innovation 
- the more structure and planning a company has, the easier it will be able to adapt to 
technological change.  
 
In contradiction to potential external environmental forces, Jocumsen (2004) found that 
processes followed by small business owners and managers are generally not influenced 
by external factors. With regards to internal factors he lists the most influential to be: 
 

• Decision importance 
• Firm size 
• Success of business 
• Organizational structure 
• Educational level and risk tolerance of manager 

 
Taylor and Murphy (2004) explore further the barriers of entry into the digital economy 
of the new century. As other studies mentioned have also shown, probably the most 
discussed barrier is the lack of experience in SMEs with regards to technology - They are 
simply not aware of the potential of Information and Communications Technologies (ICT) 
to enhance their business operations. Technology can often be considered to be non-
applicable either to the product and services offered, or simply the manner in which a 
firm chooses to do its business (ibid).  
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2.5.5 Inter-Organizational Factors 
Patton et al. (1986) explore the topic of vendor or supplier selection in modified rebuy 
situations. They provide some understanding with regards to the level of importance and 
hence influence previous supplier relationships will have when a new purchase situation 
has arisen. As mentioned earlier, they found that if supplier preference already exists with 
a firm, the level of individual decision making will be increased when considering a 
purchase from an already “in” supplier. If no previous experience exists however, it is 
more likely that a purchasing group such as a buying center will form. In their 
conclusions they mention the importance of “in” suppliers to maintain a high level of 
performance in order to avoid the vendor selection decision to go from being autonomous 
to a group decision favoring other suppliers as well. 
 
In the beginning of this chapter a two-dimensional shift discussed by Sheth (1996) was 
introduced. He recognizes the shift from transaction centered to relational-centered and 
from domestic to global sourcing philosophy (globalization) in organizations. He 
discusses the increased focus on relationships and partnering and goes on to highlight the 
importance of trying to answer questions such as whether or not bonding with suppliers 
and forming relationships actually are worth while. 
 
Dwyer and Tanner (2002) define an inter-organizational network as a strategically 
significant web of organizations, specifically likely to evolve when complexity and risk is 
increased in a firm’s business. If a company is included in a formal network or some type 
of alliance it can have great affect on certain aspects of a business, not to mention how 
decisions regarding technological investments are made (Harker and Van Akkeren, 2002).  
 
Dwyer and Tanner (2002) continue to explore inter-organizational relationships through 
purchasing philosophy; an influence limiting the type of relationship in which a company 
can engage. They state that partnering relationships are more likely to be established if 
the vendor provides one or more of the following. 
 

• High-purchase-volume materials, components, or products of strategic importance 
• Specialized products requiring information and training for effective use 
• Services that require specialized knowledge for cost reductions or performance 
• Materials that no other supplier can provide 

 
Finally, the status of the firm can influence the level of influence a firm is subjected to 
and the amount of influence it can have on other businesses (Harker and Van Akkeren, 
2002). 
 

2.5.6 Environmental Factors 
The more difficult factors to influence are those related to the environment in which a 
business or other organization operates. Environmental aspects such as politics, 
economics, social and legal can have enormous influence on how decisions are made 
(Dwyer and Tanner, 2002). The environmental influences are according to Webster and 
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Wind (1972) often subtle and pervasive and also difficult to identify and to measure. The 
authors divide them into the following: physical, technological, economic, political, legal, 
and cultural factors. 
 
The environmental aspects show their influence in four distinct ways according to 
Webster and Wind (1972). Firstly they define the availability of goods and services; 
secondly they define the general business conditions facing the buying organization.  The 
third influence comes from culture, social, legal, and political forces that set the values 
and norms guiding inter-organizational and interpersonal relationships. The final big 
influence surfaces through the environments affect on information flow into the buying 
organization through for example media or other marketing communications from 
potential suppliers, or other impersonal or personal channels.  
 
Physical  
Typical examples are that of geographic location or reach for example, climate, and also 
ecological factors (ibid).  
 
Technological  
The focus of this study is much associated with technological change and its possible 
effects on SMEs. Much of the discussion so far in this chapter has already to some extent 
touched SME characteristics with regards to technological change. A focused study is 
that of Harker and Van Akkeren (2002) adding that the rate of IT-adoption is becoming 
increasingly important to business longevity in the twenty-first century. A recent study by 
Taylor and Murphy (2004) suggests however that due to the recent downsides of the new 
economy such as the dot-com bust, as mentioned in the first chapter, many companies are 
left not too keen to engage in the use of certain innovative technologies. They particularly 
mention the lack of interest to engage in e-commerce and e-business any more that 
absolutely necessary.  
 
Economic 
External economic factors such as whether the market is experiencing economic boom or 
downturns will have a huge impact on the will to invest for example (Webster and Wind, 
1972). 
 
Political  
Political aspects such as government regulation will invariably affect businesses. Taylor 
and Murphy (2004) discuss the fact that because of economic globalization, many 
governments are seeking to promote the “new economy” also known as the “knowledge 
economy” in order to retain an international competitive advantage and hope to generate 
economic dynamism, growth and with it more jobs. The transition to this knowledge 
economy is recognized to be the path to sustainable economy growth, particularly in 
Europe as expressed by: 
 
“SME engagement with e-business technologies is described as “critical” if the EU 
collectively is to become a dynamic and competitive knowledge-based economy”  

– (op cit, p.281) 
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Legal  
The issue of legal factors is closely linked to politics. As more and more businesses are 
forced to international competition so grows the need to understand the different legal 
environments in which a business will operate. What is considered acceptable business 
practice in one country might be considered questionable or maybe even illegal in 
another and hence affect the way a business is allowed to operate (Dwyer and Tanner, 
2002).  
 
Looking at Europe, the EU is striving to create a common market for all member states. 
The introduction of the common currency euro being the official currency of the 
Economic and Monetary Union is an example of a key component of the EU integration 
strategy. As discussed by LeClair (2000), the increased internationalization must entail an 
increased understanding of national differences in the member states with regard to 
policy implementation. The EU provides directives with regards to issues such as 
advertising, products, and electronic commerce, but the directive allows for cultural and 
structural adaptation in Member States, hence still allowing for a certain level of 
heterogeneity in business law. LeClair (2000) highlights the importance for businesses to 
keep up to date with the emerging regulations that can affect their way of doing business. 
 
Cultural 
A simple example is the need to understand that with different cultures come different 
perceptions of how things are supposed to work. China can serve as an example. Dwyer 
and Tanner (2002) mention the strong difference in business culture that exists between 
western nations and China. Giving gifts in a business context is very common in China, 
even to the level that some gifts would be considered bribery in the West, but this not 
really being the case.   
 

2.5.7 A Final Emerged Research Question 
The final research question that is identified to deal with the research problem is based on 
the influential factors discussed in this section and is defined as follows: 

 
RQ3: Which are the most significant factors that affect the buying process and the buying 

center of Swedish SMEs when purchasing a communications solution? 
 

2.6 Summary 
In this chapter an overview of the topic of OBB with a special interest in SMEs and their 
adaptation of new technology has led to the definition of three research questions which 
will be the basis for working with the research problem. The next chapter will connect the 
research questions to specific extraction from the theoretical review through the 
construction of the frame of reference for this study.  
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Chapter 3 - Frame of Reference 
 
After the short presentation in the previous chapter of relevant theories covering the area 
of interest, this chapter gives an extraction of the theories covered put together into a 
frame of reference that will be used when collecting and analyzing data to answer the 
research questions of this study.  
 

3.1 Introduction 
A very popular description of the concept and use of a theoretical frame of reference or 
framework is provided by Miles and Huberman (1994). They basically state it to be an 
explanation and depiction of what exactly is to be studied, thus helping to understand 
what data to collect that can help in answering the posed research questions and 
ultimately tackle the research problem. A developed framework should be based upon a 
study’s research questions and help explain key factors and constructs, identify variables 
and also discuss their interdependency (ibid). Adding to the contextual understanding 
does perhaps Bunn (1994) stating that “the theoretical understanding of any area of the 
firm begins with the identification of relevant variables to study” (op cit, p.167).  
 
The first chapter introduced the area of OBB and the recent increased interest to 
specifically study the buying behavior of SMEs. More explicitly still it was shown that a 
currently competitive and potentially profitable future market is that of providing new 
telecommunications innovations to SMEs. The purpose of this study is to investigate and 
try to gain an understanding of how Swedish SMEs purchase a so called communications 
solution: What steps are taken and how? Who are involved in the process? And what 
factors can influence the process and final decision?   
 
With this in mind the remainder of this chapter is divided into four sections. The first 
three each focus on one particular research question of those formulated in the previous 
chapter:  
 
RQ1: How can the buying process of Swedish SMEs when purchasing a communications 

solution be characterized? 
 

RQ2: How can the buying center of Swedish SMEs when purchasing a communications 
solution be characterized? 

 
RQ3: Which are the most significant factors that affect the buying process and the buying 

center of Swedish SMEs when purchasing a communications solution? 
 
The final section will then summarize the relevant theories that will be used into an 
emerged frame of reference or framework that will act as the core theoretical reference of 
this study. 
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3.2 Research Question One Revisited 
Previously, a selection of theories which conceptualize the buying process and divide it 
into a number of steps or phases was presented. One of the most popular definitions of 
the buying process has been shown to have been laid out several decades ago by 
Robinson et al. (1967). The continuous validity of their original buy-phase model is 
supported by its appearance in fairly recent work such as Dwyer and Tanner (2002). 
 
The first research question is aimed at trying to characterize the buying process of 
Swedish SMEs in the context of buying a communications solution. In order to help in 
gaining such an understanding it will be useful to have a foundation such as that of the 
buying process described above. Below in table 5 is a summary of the theories regarding 
the research question. With regards to the complexity of the buying process particularly 
in SMEs, the work of Jocumsen (2004) will also be of importance.  
 
Operationalization 
The issue of operationalization regards that of how the actual measuring will take place in 
order to collect data that will aid in answering the research question. It will here be based 
on the discussed theories summarized in table 5 below. Using the listed content of the 
theories, the empirical data collection will be a search for: a description of the activities 
undertaken during the purchase of a communications solution in Swedish SMEs. 
 

Table 5: Summary of Theories Regarding Research Question One 

Research Question Theory Content 
 
 
 
 
 

RQ1: How can the buying 
process of Swedish SMEs 

when purchasing a 
communications solution 

be characterized? 

 
The Buying Process / Buy-
Phase model 
 
(Robinson et al., 1967; Dwyer 
and Tanner, 2002)  
 
 
 
 
 
 
 
 
 
 
(Jocumsen, 2004) 
 

 
Steps/Phases 
- Recognition of a need 
- Definition of the product type 
needed 
- Development of detailed 
specifications 
- Search for qualified suppliers 
- Acquisition and analysis of 
proposals 
- Evaluation of proposals and 
selection of supplier- Selection 
of an order procedure 
- Evaluation of product 
performance 
 
SMEs specifically 
- Blurred step boundaries 
- Non-sequential execution 
- Less complex process 
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3.3 Research Question Two Revisited 
In strong connection to the buying process the concept of the buying center has evolved, 
initially introduced in pioneering work such as Robinson et al. (1967) and Webster and 
Wind (1972) as presented earlier. The buying center helps to identify the individuals 
involved in the buying process and their interaction. Throughout the decades some 
additional roles in the buying center have been added such as the Initiator by Bonoma 
(1982). In addition to this, Johnston and Bonoma (1981) as well as Dwyer and Tanner 
(2002) discuss the importance and influence of dimensions such as time (when an 
individual is active in the buying center) and level of vertical versus horizontal spread of 
roles in the company’s organizational structure. Johnston and Bonoma (1981) also look at 
the number of individuals involved in the buying decision through the extensivity of the 
buying center. They go on to explore the characteristics of communications in the buying 
center expressed through its connectedness and also specifically that of the purchasing 
manager through its centrality. Baptista and Forsberg (1997) add a discussion with 
regards to the centrality of the purchasing manager in the buying center. They state that it 
is not always the case that the purchasing manager will be playing the central role. Based 
on this they go on to redefine or adjust centrality to be seen as: The position that is 
performing the task as a leader (coordinator) of information gathering, processing, and 
evaluation. This view will also be used in this study. Dwyer and Tanner (2002) finally 
mention the level of formalization of the buying center’s activities. 
 
Operationalization 
The second research question was formulated in the purpose of trying to characterize the 
buying center that can be found in the case of Swedish SMEs buying a communications 
solution. The operationalization of the variables describing the buying center and its 
composition will be based on the studies listed in table 6 on the following page. The data 
collection will be aimed at first identifying the individuals who are involved and their 
role in the purchase of a communications solution. Secondly an understanding of the 
composition of the buying center in the given purchasing situation is sought, as is 
expressed through its dimensions. Finally, a comprehension of the different relative 
influence of the individuals in the buying center in the purchase of a communications 
solution in Swedish SMEs is also sought. 
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Table 6: Summary of Theories Regarding Research Question Two 

Research Question Theory Content 
 

 
 

RQ2: How can the buying 
center of Swedish SMEs 

when purchasing a 
communications solution 

be characterized? 

 
The Buying Center 
 
(Robinson et al., 1967; Webster 
and Wind 1972; Bonoma, 1982; 
Dwyer and Tanner, 2002) 
 
 
 
 
(Johnston and Bonoma, 1981; 
Dwyer and Tanner, 2002) 
 
 
 
 
 
 
(Bonoma, 1982) 
 

 
Roles 
- Initiator 
- User 
- Influencer 
- Controller 
- Decider 
- Buyer 
- Gatekeeper 
 
Dimensions 
- Time 
- Vertical/Horizontal  
- Formalization  
- Extensivity 
- Connectedness 
- Centrality 
 
Influence 
 

 

3.4 Research Question Three Revisited 
The final research question proposed binds the first two together by focusing on the 
interconnected influences on the buying process and the buying center. A review of 
available material has strengthened the view that studies focusing more on SMEs and 
their adaptation of new technological innovations are somewhat scarce.  
 
The general lack of research focusing on IT-adoption in SMEs can make it tempting to 
try to include all the touched factors also in the framework. This would however be quite 
a cumbersome task and judged to simply be too large for the scope of this study. A 
selection of the discussed factors will rather with motivation be included in the final 
framework.  
 
The influence of the buying situation such as time pressure, risk, and monetary value, 
mentioned by Sheth (1972) is further put into context by Harker and Van Akkeren who 
include return on investment to be a strong influence with regards to IT-adoption in 
SMEs. 
 
Both personal and interpersonal influences are judged to be important as also pointed out 
by Harker and Van Akkeren (2002) in the given context. Particularly they mention the 
possible level of mistrust of the IT-industry.  
 
Further it will be of interest to investigate the influence of experience and hence 
perception as discussed both by Weiss and Heide (1993) and Harker and Van Akkeren 
(2002) in the context of purchasing high technology products and services. In relation to 
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these factors an understanding of what form of social interaction that dominates both 
internally and externally in the business environment, be it informal of formal, can 
perhaps also give a better view of the buying behavior.  
 
In connection to the topic of experience it will be of interest to explore the relationships 
and preferences that might exist with current suppliers and how they can affect the 
buying behavior as partly discussed by Patton et al. (1986).  
 
Organizational and inter-organizational factors will further mainly be focused on the 
level of networking involved in the given context, the financial resources available to the 
business with regards to IT-investments as well as the influence of the organizations 
structure, readiness and adaptability to IT innovations. 
 
Finally, the context of buying a communications solution can of course also be influenced 
by environmental factors; the most apparent here perhaps being the economic state and 
trust of the market rendering businesses more or less keen to invest in new technology. 
Both LeClair (2000) and Taylor and Murphy (2004) add to the discussion of political and 
legal implications on everyday business caused by the new emerging economy of the 
twenty-first century and technology’s role therein.  
 
Operationalization 
The operationalization of the factors possibly influencing the buying process and the 
buying center will be based on the discussed theories above. A summary of the theories is 
presented in table 7 on the following page. The table lists factors that can possibly affect 
the buying behavior in the given purchasing situation. When collecting empirical data, 
the issue will hence be to try to collect as much information as possible that might 
indicate that some of these theories also apply to the context of this study. Of course it is 
also important to see if any influencing factors might exist that have not been listed here 
in the hope of being able to give hints to possible future additions to the theory of OBB.  
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Table 7: Summary of Theories Regarding Research Question Three 

Research Question Theory Content 
 
The Buying Situation 
 
(Sheth, 1973; Harker and Van 
Akkeren, 2002; Dwyer and 
Tanner, 2002; Mazzarol and 
Choo, 2003; Gilmore et al., 
2004) 
 

 
- Time pressure 
- Risk 
- Monetary value 
- ROI 
 
- New task 
- Straight rebuy 
- Modified rebuy 
 

 
Personal Factors 
 
(Weiss and Heide, 1993; Bunn, 
1994; Harker and Van Akkeren, 
2002) 
 

 
- Experience  
- Perception 
- Mistrust of the IT industry 
 

 
Interpersonal Factors 
 
(Grønhaug’s, 1977; Crow and 
Lindquist, 1985; Mitev and 
Marsh, 1998) 
 

 
- Conflict 
- Perceived influence 
- Formality / Informality 
- Networking 
 

 
Organizational Factors 
 
(Grønhaug, 1977; Harker and 
Van Akkeren, 2002; Joyce and 
Woods, 2003; Jocumsen, 2004; 
Taylor and Murphy, 2004) 
 

 
- Size  
- Structure 
- Financial resources 
- Readiness 
- Adaptability 
 

 
Inter-Organizational Factors 
 
(Patton et al., 1986; Sheth, 1996; 
Dwyer and Tanner, 2002; Harker 
and Van Akkeren, 2002) 
 

 
- Status of the firm 
- Networking 
- Retailer preference 

 
 
 

RQ3: Which are the most 
significant factors that 

affect the buying process 
and the buying center of 

Swedish SMEs when 
purchasing a 

communications solution? 
 
 
 
 
 
 
 
 
 
 
 
 

 
Environmental Factors 
 
(Webster and Wind, 1972; 
LeClair, 2000; Dwyer and 
Tanner, 2002; Taylor and 
Murphy, 2004) 
 

 
- Physical 
- Technological 
- Economical 
- Political 
- Legal 
- Culture 
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3.5 Emerged Frame of Reference 
In the previous sections theories that will be used to answer the research questions have 
been summarized. Below in figure 4 is an illustration of the emerged frame of reference 
that will be used in this study.  
 
 

RQ1Buying Process 
Steps/Phases RQ31 - Recognition of a need Influencing Factors 
2 - Definition of the product-type needed 
3 - Development of detailed specifications 

Figure 4: Emerged Frame of Reference 

Environmental Factors 

Inter-organizational Factors 

Organizational Factors 

Interpersonal Factors 

4 - Search for qualified suppliers 
5 - Acquisition and analysis of proposals 
6 - Evaluation of proposals and selection of supplier
7 - Selection of an order procedure 
8 - Evaluation of product performance 
 

SMEs specifically 
- Blurred step boundaries 
- Non-sequential execution 
- Less complex process 

Buying Center 
Roles 
 Initiator / User / Influencer / Controller / Decider / 
Buyer /Gatekeeper 
Dimensions 
 Time / Horizontal / Vertical / Formalization / 
Extensivity / Connectedness / Centrality 
Influence 

RQ2

Buying Situation 

Personal Factors 
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Chapter 4 – Methodology 
 
In this chapter a thorough explanation of the methodology used throughout this project is 
presented as well as classification of the study. The methodology presents how the data 
collection for the research has been performed and also discusses its correctness or 
validity, as well as how collected data was analyzed. Further, motivation is given to the 
choices made and also a recap of problems encountered throughout the work is put forth.  
 

4.1 Research Purpose 
There are many different ways to both conduct and classify research. According to Patel 
and Davidson (2003) most research can be classified based on how much prior 
knowledge exists regarding a certain problem area before a study begins. The first level 
of classification is determined by the purpose of the study as being exploratory, 
descriptive or explanatory. 
 
When the knowledge of a certain area is relatively limited or even non-existent, a study 
will be of an exploratory nature. Patel and Davidson (2003) say that the aim of an 
exploratory study is to retain as much knowledge as possible in the defined problem area 
in trying to get a balanced all-round understanding of the subject. Given the founding 
qualities of exploratory studies they are also often used as indicators for further studies. 
 
Moving on to present the second classification type; a descriptive study is recognized 
when an extensive knowledgebase already exists focused on the topic in question. Patel 
and Davidson (2003) seeing this being when the subject has begun to be systemized using 
for example models which in turn are used in a study to describe contemporary or past 
events. Descriptive studies are hence limited to a few chosen aspects of the phenomenon 
to be studied and should leave these details more thoroughly described and understood.  
 
An explanatory study requires more previous knowledge of the subject than the first two. 
As explained by Patel and Davidson (2003) it is when there is enough accumulated 
knowledge in an area to be able to deduce assumptions on real conditions based on 
available theory. These assumptions that are to be investigated can take the form of “if… 
then…” relationships known as stating a hypothesis that is hence to be proved or 
disproved through a study.  
 
How can thus the purpose of this thesis be characterized? Both Yin (2002) and Patel and 
Davidson (2003) make it clear that these mentioned research characteristics can overlap 
and that the classification is mainly used to aid in avoiding gross misjudgment of the 
choice of research strategy. An overlapping study can typically arise when the problem 
area has previous descriptions but lacks knowledge relating to the aspects that are to be 
described in a specific study. As shown through the preceding chapters the problem area 
of OBB does have extensive descriptive material at hand, but it has been highlighted that 
the research regarding OBB in SMEs is scarce, and even more so with regards to IT-
investments specifically. Given this context, this study hence seeks to describe the 
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variables involved when Swedish SMEs purchase a communications solution, but given 
that this area has also shown to be relatively unexplored, the research also has 
exploratory characteristics. Finally, it was concluded that there is not a strong enough 
empirical knowledgebase aimed at this specific problem area to permit the study to have 
any explanatory characteristics. 
 

4.2 Research Approach 
Regarding research approach there are two main aspects to be discussed; first the 
relationship between theory and reality, and secondly how to generate, work with, and 
analyze the data to be collected.  
 

4.2.1 Deductive versus Inductive Research 
Whether research is deductive or inductive depends on how the study relates theory to 
reality. Patel and Davidson (2003) describe deductive research to be when existing theory 
and principles are the basis for conclusions regarding specific studied events. An already 
existing theory acts as the basis for what information is to be collected, how the 
information will be interpreted and how to relate the findings to existing theory. The 
authors add that a deductive approach increases the level of objectivity in a study through 
the fact that it is based on existing theory, hence perhaps decreasing a researcher’s 
subjective perceptions affecting that study. This fact can of course also mean that 
research will be restricted in its innovativeness and perhaps some interesting discoveries 
will be eluded. This is when an inductive research approach can be useful as it makes for 
more exploratory research. An inductive approach will mean that there is no base in 
pervious generally accepted theory, and rather the researcher will try to formulate new 
theory (ibid).  
 
Patel and Davidson (2003) touch a third approach as well named abduction which is a 
combination of the deductive and inductive approaches; first develop a new theory 
inductively, and then try to improve its validity through deductive research applying the 
new theory in a separate study.  
 
The scope of this study and the time pressure associated with it leaves it not prone to try 
to evolve new theories, but rather add to the validity of existing theories applied in a new 
context; theories regarding IT-adoption in SMEs applied to a Swedish market context 
focusing on the purchase of a communications solution. With this in mind this study is 
concluded to be using a deductive approach as it tries to apply existing theory to reality.  
 

4.2.2 Qualitative versus Quantitative Research 
The second issue regards the choice of what type of data to collect which in turn dictates 
how the data later will be analyzed. Patel and Davidson (2003) describe quantitative 
research as an approach that will imply measurements during data collection followed by 
statistical processing and analysis. This can often also be referred to the collecting of 
“hard” data in the form of numbers. It is the preferred approach when asking questions 
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such as “how many”, “how much”, and “in what extent”. Qualitative research on the 
other hand relies on the collecting of “soft” data taking the form of for example 
qualitative interviews. Qualitative studies will involve what is called verbal analysis 
being expressed in text as questions asked often involve the interpretation and 
understanding of people’s experiences or answering “What is this?” or “What are the 
underlying patterns?”. Patel and Davidson (2003) further argue that the choice of which 
approach to use is guided principally by the way the research problem has been 
formulated.  
 
What approach did then apply to this study? The problem area is clearly addressed in a 
way that leaves it difficult to quantify and express using numbers. The research questions 
are first rather pointed towards understanding the characteristics of the buying process 
and buying center of Swedish SME’s; a form of “What is this?” question. Secondly this 
study is seeking underlying patterns of influence on these concepts which in turn requires 
an understanding of the human involvement in the given context. Based on these 
arguments an understanding emerges that this research will mainly radiate qualitative 
characteristics.  
 
A final note is that even though the quantitative and qualitative approaches are often 
clearly separated, it should be duly understood that there is a strong and essential 
common ground between them (Yin, 2002). Patel and Davidson (2003) give the 
perspective of viewing the two as endpoints in a continuum from the use of statistical 
analysis methods to that of verbal analysis methods, and most social science research is 
anchored somewhere in-between the two ends.  
 

4.3 Research Strategy 
Thus far this study has been shown to be descriptive and exploratory as well as deductive 
since a theoretical base will be used. Further, a qualitative approach has been selected 
dictating what type of data to collect and how it should be analyzed. Now the question 
falls on what research strategy will be the most formidable to aid in providing the best 
possible answers to the research questions and ultimately the research problem within the 
timeframe of the study? Yin (2002) discusses five different strategies and when each is 
suitable; experiments, surveys, archival analysis, histories, and case studies. He further 
explains the three conditions that dictate which strategy should be used. Table 8 on the 
following page illustrates the relationship between different conditions and the research 
strategies.  
 
Without going into further detail on the different strategy options, the choice for this 
research was to conduct a case study. According to Yin (2002) case studies are in general 
the preferred strategy when “how” or “why” questions are being posed, when the 
investigator has little control over events, and when the focus is on a contemporary 
phenomenon within some real-life context. The research questions posed in this study are 
judged to be of “how” question type and what is to be studied are contemporary events 
that the researcher has no control over. Looking again at table 8, this excludes all but case 
study research strategy as an option for this study. Yin (2002) notes however that the 
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potential strategies do overlap, and several choices may exist for the same study. Case 
studies are however a very common strategy used in many situations studying individual, 
group, and organizational, social, political, and related phenomena. The choice of using a 
case study strategy was also influenced by looking at similar work on the topic of OBB 
such as Baptista and Forsberg (1997) who successfully applied the strategy when 
studying the same concepts but in a different context.  
 

Table 8: Relevant Situations for Different Research Strategies 

Strategy Form of Research 
Question 

Required Control of 
Behavioral Events? 

Focuses on 
Contemporary 

Events? 
Experiment How, why? Yes Yes 

Survey Who, what, where, how 
many, how much? 

 
No 

 
Yes 

Archival 
analysis 

Who, what, where, how 
many, how much? 

 
No 

 
Yes/No 

History How, why? No No 
Case study How, why? No Yes 

Source: Yin (2002, p.5) 
 
According to Yin (2002) case studies is a preferred method when examining 
contemporary events, but when the relevant behaviors cannot be manipulated. This is as 
mentioned exactly the case here. Patel and Davidson (2003) give further motivation for 
the choice as being ideal when studying organizations and processes as well as changes 
therein.  
 

4.3.1 Case Study Design 
With the choice of doing a case study there were some issues that arose with regards to 
the design. More specifically what is of interest here was the choice of doing a multiple-
case study or a single case study, and also defining the units of analysis.  
 
Yin (2002) states that the unit of analysis is related to the fundamental problem of 
defining what the “case” is. He further provides a general guide that a tentative definition 
of the unit of analysis should be related to the definition of the original research questions. 
In addition to this, a theoretical background (and framework) is an aid in properly 
defining the research design. With this in mind the identified units of analysis were 
logically defined through the conceptual framework as: the buying process, the buying 
center, and the factors that affect the buying process and the buying center, all set in the 
context of Swedish SMEs buying a communications solution. When several units of 
analysis are identified in a case study it is called an embedded case study design.  
 
A general suggestion from Yin (2002) when comparing different types of designs for 
case studies is to strive for the use of a multiple-case study as it entails more robust 
research. With a case study the aim can be to do analytic generalization as opposed to 
statistical generalization. With analytic conclusions arriving from two or more cases, 
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there is a much higher possibility to expand the external generalization of the findings, 
than compared to looking at only one case. Adding however that due to the small scope 
of this study and the limited timeframe it had, no generalizations have been expected to 
be drawn, but rather perhaps some patterns would emerge that can spark further studies. 
The basic types of designs for case studies are illustrated in figure 5 below. In conclusion 
of the discussion so far this research used an embedded multiple-case design seen in the 
lower right corner of the figure. Several small cases were studied, each having the three 
mentioned embedded units of analysis in the hope of creating a more robust study in a 
much unexplored context.  
 

 

single-case designs multiple-case designs 

CONTEXT CONTEXT CONTEXT Case Case

Case 

Figure 5: Basic Types of Designs for Case Studies 

Source: Yin (2002, p.40) 
 

4.4 Sample Selection 
Through the research questions posed there were already restrictions imposed on the 
possible sample selection for this study; Swedish SMEs. This was still however a very 
vast base for selection. This section contains an overview of the selection process and 
motivation for the final selections.  
 
As highlighted by Patel and Davidson (2003) a study can be under both time pressure and 
have financial restraints hindering certain selections to be made that might have proven to 
provide better results. In such cases a researcher is forced to use a group that is available. 
Yin (2002) adds by saying that in general main criteria for selecting case studies can be 
convenience, access, and geographic proximity. Further it is important to gain the right 
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level of access to an organization or interviewee, making sure that enough information 
can be collected to enable a good analysis (ibid).  
 
Yin (2002) puts much weight on the importance of doing a pilot study, based on which a 
better sample selection can be made. The time limit of this study did not allow for such a 
venture, and has thus suffered somewhat from problems which in retrospect perhaps 
could have been avoided. First of all, this thesis was written on commission for Ericsson 
Enterprise AB. The appointed supervisor from that company, Mr. Anders L. Johansson, 
allowed for a very free selection of companies. One request was however to try to focus 
on SMEs with less than 100 employees. An initial suggestion from Mr. L. Johansson was 
to study roughly 8-10 companies, a figure soon found to be too cumbersome for a 
multiple-case study of this kind. Further there has been no limitation as to what type of 
business would be interesting to look at. From Ericsson Enterprise AB’s perspective 
basically any type of organization with SME characteristics is interesting to gain a better 
understanding of. This reflection has very much influenced the choices made. 
 
From the academic standpoint, research will be far more robust if a researcher can narrow 
down the scope of a study to a level where the number of variables (variations in 
company characteristics) is as limited as possible. With this in mind, this study has tried 
to make a motivated balance between catering to the requests from Ericsson Enterprise 
AB and the requirements needed for the approval of this study as a Master’s Thesis.  
 
If any official method definition can be put on this study, it would be judgmental 
sampling, but adding that strong influence came from previously mentioned factors such 
as convenience, access, and geographic proximity. The process of finding suitable study 
objects was a project in itself and looking back there are many aspects which could have 
been done far better. The study was first of all localized to the Stockholm region. The 
search to find suitable SMEs was mainly based on two sources; an Internet database and 
contacts through one of Ericsson Enterprise AB’s retailers of communications solutions. 
The search began by searching one of Sweden’s most extensive free online databases of 
businesses and organizations; eniro. Having been given completely free hands on the 
choice, except for the main boundary of looking at Swedish SMEs, much consideration 
was initially given to what type of business would be interesting to investigate. Changes 
had to be made throughout the search as difficulties arose mainly in finding businesses 
big enough for the study and also willing to participate. Through initial contact via phone 
with many companies it was found that smaller businesses are often much pressured for 
time and could not set aside enough time for this study. Help was later given in a short 
list of potential companies attained through a retailer of Ericsson Enterprise AB’s 
solutions. This second source was a contact by the name of Mr. Peter Bonde at a retailer 
called telenova.  
 
After roughly 14 suitable companies had been found, partly through the eniro database 
and partly through telenova, the process began of contacting them and finding out which 
would be interested in the study. The first step here was to send a well constructed e-mail 
to each company. In the e-mail a short presentation of the thesis and ongoing study was 
presented aimed at raising an interest with the company addressed. On average a week 
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after having sent the e-mail, the selected firms were contacted via telephone, using the e-
mail as a reference point during the conversation. Having sent an e-mail in advance was 
very useful to give a slower and more professional introduction of the project instead of 
just calling directly and having to quickly sum up a presentation of the study over the 
phone to some un-expecting manager or receptionist, as experience has clearly shown.  
 
The result of the search was five organizations willing to participate in the study. They 
are listed in table 9 below. Due to the qualitative nature of the research, this number was 
deemed to be suitable and the search phase was concluded.  
 
The validity of the final choices made will be discussed later in more detail (Section 4.7, 
p.38), but the basic criteria looked for will be mentioned here briefly. First of all no 
consideration was made to the turnover of a company as suggested by the European 
Commission, but rather the main focus was on the number of employees. Secondly, no 
consideration was taken to whether or not they had recently installed a new 
communications solution or not, but in the final selection all but one had a fairly new 
communications solution. The other case was however in the process of buying a new 
solution. This situation meant that the cases found were judged to be able to provide a 
very good empirical base of information as they would all have the purchase fairly fresh 
in memory and be able to recollect it in detail. Another reason for letting all the 
organizations found be included in the final report is much due to the exploratory nature 
of this research. Keeping for example an association in the study, which consideration to 
display enough SME characteristics to be a suitable case, can and perhaps should be 
debated. The choice to keep the association was partly based on its SME characteristics, 
but much also for the search for potential networking activities with the lawyer firm also 
included in the study.  
 

Table 9: Listing of Chosen Case Study Objects 

Chosen Case Study Objects Generic Characteristics 
Alcadon AB   
 

With around 50 employees the company is a 
Scandinavian-wide provider of products in data 
and telecommunications.  

Sveriges Advokatsamfund  
 

The Swedish Bar Association works for the unity 
of Swedish lawyers and aids and influences law 
development in Sweden. Their office has roughly 
30 employees. 

Bygganalys AB 
 

Employing circa 50 people the company is a well 
established economics consultancy firm in the area 
of building and construction. 

ebab 
 

A construction project management consultancy 
firm with around 70 employees. 

Gernandt & Danielsson Advokatbyrå KB 
 

A law firm dealing with Swedish and International 
business law having 85 employees.  
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4.5 Data Collection Method 
Yin (2002) lists the most commonly used data collection methods in case studies to be: 
documentation, archival records, interviews, direct observations, participant-observations, 
and physical artifacts. He adds however that a complete listing of all possible methods 
would be quite extensive including for example films and photographs. Each collection 
method has its strengths and weaknesses. A complete listing of these strengths and 
weaknesses adapted from Yin (2002) can be found in Appendix IV. According to Yin 
(2002) one of the most important sources of case study information is the interview. 
Conducting interviews was the primary method of data collection in this study and will 
hence be discussed further. The strengths and weaknesses of using the interview method 
are displayed in table 10. These listed characteristics of the interview as a source of 
evidence were kept in mind throughout the process of preparing and performing the 
interviews for this study in hope of attaining the best possible results. Other methods such 
as observing the process of buying a communications solution was simply not possible 
and had to be set aside. Yin’s (2002) discussion of attaining a convergence of evidence 
through the use of several sources of information was also considered but the limitations 
and nature of this study did not allow for such an endeavor. It can be added however that 
documentation was to a very limited extent used as a second source of information in the 
way of searching the Internet homepage of each respective organization for basic 
information.  
 

Table 10: Interviews as a Source of Evidence: Strengths and Weaknesses 

Source of Evidence Strength Weaknesses 
 
Interviews 

 
• targeted – focuses 

directly on case study 
topic 

• insightful – provides 
perceived causal 
inferences 

 
• bias due to poorly 

constructed questions 
• response bias 
• inaccuracies due to 

poor recall 
• reflexivity – 

interviewee gives what 
interviewer wants to 
hear 

 
Source: Adapted from Yin (2002) 
 
Focusing hence only on interviews, Yin (2002) discusses three different types:  
  

• Open-ended Interviews where key respondents can be asked about facts as 
well as allowing for a discussion regarding personal opinions about events.  

• Focused Interviews are more a type of semi-structured interviews where an 
informal conversation can be attained, but within certain boundaries set by for 
example an interview guide.  

• Structured Interviews often resemble surveys as they follow a more structured 
questionnaire throughout the interview.  
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The choice for this study was to conduct focused personal interviews. It was the 
technique judged to be able to provide the best possible answers to the research questions. 
An interview guide was constructed both in Swedish and English (See Appendices V and 
VI). Noting however that only the Swedish interview guide was actually used as all 
interviewees were Swedish. The English interview guide did however serve as a basis for 
the translation of the interview protocol and data presentation in the next chapter.  
 
The interview guide in Swedish was sent to each respondent one week before the 
respective interview took place in order to allow for any potential preparation that might 
be needed. This also allowed for a better understanding of how the interview would 
proceed and time to reflect so that the actual interview would pass smoothly. The 
interview guide was in addition to this helpful as a form for taking notes during an actual 
interview. Each interview was conducted on-site at the respective business (or association) 
and recorded using a digital video camera (set on only recording sound) for future 
reference – with the approval of the interviewee. Telephone interviews were an option, 
but the lack of social interaction in their use was judged to simply bee too impersonal and 
might prohibit a good discussion of the topic to evolve. When each respective interview 
protocol had been finished it was sent to each respective respondent in order to give them 
each the chance to review the material that later would serve as the base for analysis, thus 
increasing the validity of the research as discussed later in this chapter when looking at 
the quality of this study. 
 

4.6 Data Analysis 
Yin (2002) provides an array of different analytic techniques that are possible to use with 
qualitative case studies. When constructing a general analytic strategy, he discusses three 
specifically; relying on theoretical propositions, thinking about rival explanations, and 
developing a case description. 
 
The general analysis method used in this study relies on the theoretical propositions laid 
out in earlier chapters summarized in the study’s framework. This method is also the one 
most encouraged by Yin (2002). The second method presented bares similarity to the first 
but can be useful even in the absence of theoretical propositions, particularly when doing 
case study evaluations. The third and final method is useful if there have been difficulties 
in using the first two. Developing a case description will entail developing a descriptive 
framework for organizing the case study when presenting each case. This means that no 
attention would be given to a previously defined frame of reference.  
 
Yin (2002) further discusses different techniques used in a general analysis. Thus far the 
use of a multiple-case study design has already been discussed, and hence a logical 
proceeding is to conduct first within-case analysis followed by cross-case analysis before 
summary conclusions are drawn; as has been the analysis approach in this study. Starting 
with a within-case analysis the collected data was laid against the framework to identify 
similarities and differences individually for each case and each research question 
accordingly. With a following cross-case analysis, the cases were put together for 
comparison in a more holistic analysis. The process is illustrated in figure 6.  
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1 – Within-Case Analysis 

Data Case 5 

Figure 6: General Analytic Strategy Adapted for this Study 

 

4.7 Quality of the Research 
The final aspect to be discussed regarding the research methodology is that of the quality 
of the study and what has been done to try to improve and assure it throughout the 
research process. According to Yin (2002) there are basically four different logical tests 
that have been commonly used to establish the quality of social research.  
 

• Construct Validity: establishing correct operational measures for the concepts 
being studied 

• Internal validity (for explanatory or casual studies only, and not for descriptive or 
exploratory studies): establishing a causal relationship, whereby certain 
conditions are shown to lead to other conditions, as distinguished from spurious 
relationships 

• External validity: establishing the domain to which a study’s findings can be 
generalized 

• Reliability: demonstrating that the operations of a study – such as the data 
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Based on the list provided by Yin (2002) those tests which were of concern in this study 
are construct and external validity as well as reliability. According to Patel and Davidson 
(2003), the validity of a qualitative study goes through the entire research process and is 
expressed for example in the way a researcher applies his or her knowledge of the topic 
being studied throughout the study. Validity with regards to the actual collection of data 
is hence tied to the perceived ability of the researcher to capture a plausible interpretation 
of the studied phenomenon. They further conclude that each qualitative research process 
is unique and it is next to impossible to develop some fixed rules or procedures to ensure 
validity. Yin (2002) lists some widely used tests to deal with overall case study quality as 
illustrated in table 11 below.  
 

Table 11: Case Study Tactics for Three Design Tests 

Tests Case Study Tactic Phase in research in 
which tactic occurs 

Construct validity • Use multiple sources of 
evidence  

• Establish chain of 
evidence 

• Have key informants 
review draft case study 
report 

Data collection 
 
Data collection 
 
Composition 

External validity • Use theory in single-
case studies 

• Use replication logic in 
multiple-case studies 

Research design 
 
Research design 

Reliability • Use case study protocol 
• Develop case study 

database 

Data collection 
 
Data collection 

Source: Adapted from Yin (2002, p.34) 
 
Patel and Davidson (2003) also discuss some general techniques that can be helpful in 
perhaps not ensuring, but rather improving the validity of qualitative research. 
Triangulation (also discussed by Yin, 2002) means the use of several different data 
collection methods in the aim of improving validity. For this study the possibility to use 
several sources of evidence has however been somewhat limited as discussed earlier. 
Many qualitative studies, including this one, are based on interviews. Suggested by Patel 
and Davidson (2003) is to not forget about the difference between the spoken language 
and written language when writing interview protocols. Concerning the establishing of a 
chain of evidence, this study is based on theory from which a logical stream has tried to 
be maintained throughout the study. Regarding the third suggested tactic to improve 
construct validity, the respondent from each organization was sent the interview protocol 
of their respective interview for them to review before any analysis was made as stated 
earlier when discussing data collection methods. In addition to this, the interview guide 
questions were reviewed by both the academic supervisor for this study, as well as the 
supervisor from Ericsson Enterprise AB well in advance of the scheduled interviews. 
Finally the study has been subjected to several reviews and preparatory presentations 
before being handed in for a final examination. Patel and Davidson (2003) give a good 
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summary to the issue of construct validity saying that a good qualitative analysis is 
recognized by a good internal logic where the different parts relate to a meaningful whole. 
This further pushed the idea that the validity of a study of this kind should be judged on 
the study’s completeness. Throughout reading the thesis an impression of solidity should 
shine through, and the research questions should be answered in a believable way.  
 
This being a multiple-case study, Yin (2002) recommends the use of replication logic to 
improve the external validity – the problem of knowing whether a study’s findings can be 
generalized beyond the immediate case study. Replication logic deals with the issue of 
whether or not the added theory from this study (or each case therein) can be replicated in 
a new study (or a following case in this study). As has been mention earlier, the findings 
of this research are not intended to be generalized. This has not however meant that 
replication logic has not been a topic of reflection throughout the research, rather the 
opposite, as potential patterns have been of interest to discover.  
 
Regarding the criteria of reliability, probably the most important issue here was to reflect 
upon the level of bias present when conducting the interviews. The respondents were 
aware of Ericsson Enterprise AB being the principal of the study. Further, the interviewer 
could to some extent take the party of Ericsson Enterprise AB during the “free” 
discussion of each interview. These factors were taken into consideration as the analysis 
proceeded.  
 
A suggestion by Yin (2002) is to construct a case study protocol - make the research 
process as operational as possible. This very chapter is aimed as filling that purpose of 
clarifying exactly how the study was conducted. Finally, Yin (2002) suggests the 
construction of a case study database in which all the material related to the case study 
should be saved but might not be used in the final report. No formal adaptation of a case 
study database can be said to have been used during this study, but to the researcher’s 
best ability, the majority of the material used is available on request for review. 
 

4.8 Summary 
The length of this chapter clearly shows the difficulty in properly defining a study and 
how to decide on a good strategy that will enable the best possible results. Table 12 
shows a simple summary of the chosen research path of the study.  
 

Table 12: Selected Research Path of this Study 

Research Aspect Choice for this Study 
Purpose Explore and describe 
Approach Deductive and qualitative  
Strategy Multiple-case study with embedded units of 

analysis 
Sample Selection Judgmental 
Data Collection Method Interview and documentation 
General Analytic Strategy  Relying on theoretical propositions / Conceptual 

framework. 
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Chapter 5 - Presentation of Collected Data 
 
This chapter presents the organizations that were included in this study and also the data 
collected from the interview held with each one. The companies are presented in a 
chronological order based on when each interview took place. In turn each case is 
divided starting with a small presentation of the company or organization in question 
followed by the actual interview. Each interview took on average one and a half hours to 
complete and was recorded so that they all were saved for future reference.  
 

5.1 Case 1: Alcadon AB 
Alcadon AB is a Scandinavian-wide provider of products for data and 
telecommunications with an offering of around 1200 articles. The company was founded 
in 1988 and now has regional offices and stock at several locations throughout the Nordic 
countries. Its headquarters is located in Stockholm, and local offices for Sweden are 
found in Gothenburg, Malmö, and Norrköping. They also have offices in Denmark 
(Alcadon A/S, Copenhagen), Finland (Alcadon Oy, Helsinki), and Norway (Alcadon A/S, 
Oslo). The company employs 50 people, 35 of which work in Stockholm.  
 
Alcadon is included in the Alca Communications Group consisting of Alcadon and a 
smaller company by the name AlcaCom. The Alca Communications Group is in turn 
owned by the American based MRV Communications Inc.  
 

5.1.1 Interview 
A face to face interview took place 15th of June 2005 in the Alca building situated in 
Stockholm, Sweden. The respondent was Mr. David Vikström who is the manager of IT 
and telecommunications issues for the company. The responsibility for company 
telephony has been assigned to him since approximately one year. Mr. Vikström has no 
specific academic background but has much work experience within his area of expertise. 
According to him, the company is very traditional in its way of doing business and sees 
no specific changes coming in the next ten years.  
 
When discussing possible desirable future technological innovations an interest was clear 
that the company would like to increase their mobility by eventually having their order 
system available out in the field through for example a PDA or a smartphone5. Today 
sellers and service technicians have to make a call to gather information or place an order. 
A good innovation would be if a seller on the spot could give information about for 
instance current stock levels of a certain product by just using his mobile phone or PDA 
and also order it through that same channel. It is today possible to access these functions  
 
 
5 PDA is short for Personal Digital Assistant. It is a small handheld computer that usually comes with a 
calendar and word-processing capabilities. A smartphone is a combination of a mobile phone and a PDA, 
e.g. SonyEricsson P900 series.   
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through the Internet, but on-site with a client or from a hotel room the process of 
connecting a portable computer to the Internet is considered too complicated and does not 
always work when they connect using a mobile phone with GPRS6. 
 
Looking at their current communications solution, it is based on a telephone switch 
bought in 1995 of the brand LG/Goldstar. It has begun to show its age and “when” rather 
than “if” it breaks down, there is a fear that it will be difficult to find spare parts to such 
an old system. With regards to mobile phones it was indicated that what brand or type of 
phone that is used is of no importance. What matters is that it all works the way it should. 
Further, e-mail is used often for communication. In addition to this, programs such as 
Skype (Internet Telephony) and MSN Messenger (Internet Chatting) are used frequently 
in inter-office communications and works very well. Skype is used extensively when 
communicating with the offices in Norway, Finland, and Denmark. 
 
In terms of the most innovative new solutions, with a potential future investment, the 
company has been looking at solutions involving IP-telephony in which all internal calls 
run over the company’s data network. Another idea that has been discussed is to stop 
using fixed phones entirely and only use mobile phones, without a switch altogether.  
 

5.1.2 The Buying Process 
The next section of the interview looked closer at the actual process of Alcadon AB 
potentially purchasing a new communications solution; from initial recognition of a need 
to post-purchase evaluation. It was pointed out that due to the simple structure of a small 
business such as Alcadon AB there are not that many managers to report to. This means 
that employees can always go directly to top-management.  
 
When discussing what Alcadon AB requires from a company before it can be considered 
as a solution provider, its age came up as being very important. With this is meant how 
well established the potential supplier is on the market. A certain amount of skepticism 
exists towards novice businesses, even though they might be offering the better deal or 
more advanced solution. A potential supplier has to be established on the market since a 
minimum of 5-6 years. In addition to this, a supplier’s ability to offer good service and 
support is highly valued. 
 
A series of steps in the purchasing process were fairly easily recognized and are 
displayed in table 13 on the next page.  
 
 
 
 
 
 
 
6 GPRS is short for General Packet Radio Service and is a transmission technique enabling data transfer to 
and from mobile phones that are equipped with the function.  
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Table 13: Identified Steps in the Buying Process of Alcadon AB when Purchasing a 
Communications Solution 

Step Name / 
Department  

Description 

 
1 

 

 
Initiation / 

Recognition of a need 
by the manager of IT 

and 
telecommunications 

 

 
He has realized the need for a new system and brings the issue to the 
CEO. The managerial body is formed consisting of the manager of IT 
and telecommunications, the CEO and the purchasing manager. 

 
2 

 
Need analysis by the 
manager of IT and 
telecommunications 

 

 
The manager of IT and telecommunications discusses the new system 
with all people that will be affected by the change in order to hear 
what they have to say, e.g. collecting special requests. It all happens 
somewhat informally and before any contact with potential suppliers.  
 

 
3 

 
Search for possible 

suppliers by the 
manager of IT and 
telecommunications 

 

 
He personally looks up potential suppliers of a future communications 
solution and handles all relations with them. Generally with regards to 
suppliers of communications solutions, Alcadon AB has a good 
understanding of where to turn. 
 

 
4 

 
Analysis of quotations 

by the managerial 
body 

 

The manager of IT and telecommunications gathers quotations from 
potential suppliers and 2-3 meetings are held together to discuss and 
double check in order to try to make the best choice possible. The 
ease of operations was mentioned as there are no middle managers; 
employees can always go directly to the CEO. 
 

 
(5) 

 
Halt in the process 

 
In this particular case, an investment and installation of a new 
business system in the near future has come in the way of the 
investment of a new switch. This means that the investment in a new 
switch is being postponed. 
 

 
6 

 
Budget - CEO 

 
Somewhat of a formality in the case of a new communications 
solution, but Alcadon still needs the approval of the owner MRV 
Communications Inc. The influence of MRV Communications Inc. in 
the matter is not seen as too strong however. Once they have 
approval, all responsibility lies with the CEO.  
 

 
7 

 
Decision to buy by the 

managerial body 
 

 
A final meeting is held to make an official decision to buy.  
 

 
8 

 

Contract Signing –
CEO 

 

 

It is always the CEO that signs the contracts for major purchases.  

 
9 

 

Feedback – After 
purchase evaluation  

 

Since the business is so small, it is easy to attain the opinion of each 
employee. What will be new this time around is the potential extra 
money spent on having a proper service and support contract for the 
system. 
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During contact with suppliers, it has been found that suppliers are often keen to give good 
ideas on how to solve different problems. It is from this interaction the idea of IP-
telephony discussed earlier was introduced. This is the case when dealing with very 
knowledgeable individuals. Sometimes they have met with only sellers, and clearly their 
lack of technical expertise is a minus and meetings including a technician from that 
supplier are often preferred instead of only communicating with a seller. The respondent 
mentioned that sellers often have a tendency to state that certain implementations will be 
“so easy to do”, only to be proven to be littered with problems.  
 

5.1.3 The Buying Center 
It has been the manager of IT and telecommunications who has been the one to initiate a 
potential purchase through the recognition of a need. Once he had been given the go 
ahead from the CEO to investigate further, he spoke to the majority of people working in 
the company since they are all the end users that will be affected by the change. The most 
influential group is the managerial body consisting of manager of IT and 
telecommunications, the CEO, and the purchasing manager. There is a clear tendency to 
keep work at work and not discuss issues related to the business at home for example. All 
issues are resolved at the workplace and not influenced by people outside of work (e.g. 
family and friends). The decision group is very small and no conflicts exist with regards 
to the issue of a new communications solution. It is the CEO who is responsible for 
setting up a budget for the project, which he in turn must get approval for from MRV (a 
mere formality as Alcadon AB has never had problems getting investments approved in 
the past). Once the approval is attained, it is the CEO who signs all eventual contracts 
with the supplier. Throughout the process it is the manager of IT and telecommunication 
who handles most of the information flow to the CEO and the purchasing manager with 
regards to the investment. The information flow is often very informal and frequent as 
they see each other daily at the office and much information can pass from one to the 
other through everyday conversations rather than official meetings. The mentioned 
managerial group has the strongest influence on the final decision and its members are 
active throughout the entire process, much due to the size of the business, as they see 
each other on a daily basis. 
 
With any new investment, the company always speaks to the people who will be affected 
by the change, thus allowing for opinions to be heard. In the case of a new 
communications solution, more specifically a new telephone switch, it was mentioned 
that for example the receptionist can be present at some meetings since she will be using 
the system daily and her needs should be understood. In the end however, her influence is 
only perceived to be indirect, it is the managerial body that has the final say in the matter.  
 
When asking about what would influence an individual to be active in the buying center, 
it became clear that a person’s title in the company has much less influence than simply 
his or her knowledge and experience – what they can add to the discussion. Again, the 
reason for this is believed to be the size and simple structure of the company. Everyone 
who can add something important to the discussion gets the chance to do so.  
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5.1.4 The Influences on the Buying Process and the Buying Center 
Technology 
The first topic to look at was whether or not technology is considered to be a threat. 
Technology is much seen as a threat, mainly with regarding to security issues. With any 
new technology, Alcadon AB has explicit requirements regarding security. If someone 
steals one of their portable computers for example, that individual should not be able to 
access the information on that computer, nor be able to use it to access their online 
ordering system. Good reliable security is a key issue that will strongly affect the 
company’s final choice. 
 
A question was to what level Alcadon AB feels it has to adapt to a new solution, 
compared to the other way around. It was understood that certain adaptation is accepted, 
but not too extensively as that would rather mean a loss of interest to invest in the first 
place. It was noted however that with change there will always be those who are not 
completely satisfied.  
 
Competition 
As a company, Alcadon AB does not feel threatened by the technological advancement of 
its competitors. A reason for this is given to be the difficulty to know what the 
competition is up to. The eye on the competition is more focused on what type of 
products they are introducing to the market, rather than how they operate. 
 
Other Key Influences 
When presented with a short list of factors to be discussed regarding their level of 
influence, the issue of cost proved to be of little importance. It is deemed much more 
important to get the best possible solution. A new solution does bring benefits to the 
business’ operations, but it was clearly added that the cost is perceived to be higher than 
the perceived end benefits of using a newer system. As mentioned earlier in the interview, 
the need was recognized through the fact that their system is getting old, not that it lacks 
any functionality. On the topic of upgradeability it is not really that important since they 
will probably be replacing the entire system again roughly ten years after it has been 
installed. This fact also leaves compatibility with the old system to be of no interest. 
When discussing the possibility of Alcadon AB not being under the ownership of MRV 
Communications Inc. and what that would do to the factor of cost for the solution, the 
answer was that it would not change the situation noticeably. The reason given for this 
was the general weight that all employees put on having a good reliable system; it is in 
the core of a functional business operation. 
 
There is an expressed interest to collect a few different offerings from different suppliers. 
There is no official rule that a minimum number of quotations must be collected, but it is 
rather an issue of common sense. It has been a while since they bought their current 
system, and hence their perception of how much a new solution should cost today might 
be in need of a fresher knowledge base before any decisions can be made. They try to 
collect 3-5 offerings to compare with. The process of comparing can sometimes be 
tedious with regards to a communications solution as the amount of details on a quotation 
can be quite cumbersome to handle and gain a good overall understanding of. 
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Regarding the issue of standardization (e.g. only using one type or brand of mobile phone) 
it was again implied that due to the size of the business, no such measures are at all 
needed. The same belief is held with regards to affects on jobs, their operation is too 
small for any noticeable changes. 
 
There is a certain level of understanding that excellent communications is to some extent 
required in order to remain competitive in today’s market. The respondent noted however 
that if a good customer base is already established, as with the case of Alcadon AB, this 
factor’s impact might not be as strong as for less established firms. He feels that some 
people often strive to always have the latest innovation, something that in turn usually 
brings with it difficulties simply because things are so new. He also feels that there are 
today too many different ways to communicate (fixed phone, mobile phone, Skype, MSN, 
e-mail, etc.). 
 
The final big influence with importance was mentioned several times throughout the 
interview to be the combination of a well working system to which there is excellent 
service and support available. The speed of that support is a big issue; if any problems are 
encountered, it will be expected to be taken care of the following business day at the 
latest.  
 
Advice to Others 
As a final question the respondent was asked what advice he would give to anyone 
thinking of investing in a newer communications solution for their business. He said that 
he would urge companies to maybe not invest too heavily in extra advanced functions 
that in the end might not be used at all. Things should be kept simple. There needs to be a 
common level that makes the system useable by everyone since the level of interest in 
advanced functions will always vary from person to person.  
 

5.2 Case 2: Sveriges Advokatsamfund 
Sveriges Advokatsamfund translates into the Swedish Bar Association. It has roughly 30 
employees at its office situated in the center of Stockholm. The association was founded 
through a private initiative in 1887 and acted as a private organization until 1948 when it 
gained the official status of being the national association for Swedish lawyers. Only a 
member of the ssociation has the right to use the title “advokat”7 in Sweden. The official 
recognition does not make it a public authority however, and hence it is completely 
reliant on membership fees in order to continue funding its operation. It can be said that it 
is the association’s members who are its owners and it is described to be a so called 
public cooperation, i.e. in between a public and private organization. 
 
 
 
 
 
 
 

7 Swedish for lawyer 
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It continuously works for the unity of Swedish lawyers, making sure that they all follow 
certain rules and ethics. It also aids and influences the law development in Sweden. The 
association itself is not engaged in any business activity but rather authorizes lawyers by 
accepting them as members.  
 

5.2.1 Interview 
An interview with the association’s General Counsel Mr. Ragnar Palmkvist took place on 
20th of June 2005 in Stockholm.  
 
The association recently installed a new communications solution after problems with 
their old one. The older solution was installed in 1994 and was leased at a high rate. The 
system was of type Ericsson BusinessPhone and since it turned out to not be upgradeable, 
an entirely new system was installed during the autumn of 2004. The new solution is also 
from Ericsson, but this time it’s based on an Ericsson BusinessPhone 128i switch.  
 
There are still some possible additions to be made to the new solution. In the future, they 
hope to be able to use the Mobile Extension feature of the BusinessPhone 128i. The 
people who need a mobile phone have one and the choice of model and brand is up to the 
individual. Some have also the added possibility to synchronize their e-mail with their 
mobile phone, an option available with a Qtek Smartphone.  
 
One of the reasons they chose to invest when they did was influenced by the factor that 
they had some money left over from the budget. The extra money was decided to be put 
on the project of getting a new communications solution.  
 

5.2.2 The Buying Process 
It is usually not the General Counsel who is in charge of this type of issue, but since the 
administrative manager was too busy to handle the matter and due to personal technical 
interest he took on the responsibility of the project. Table 14 shows the identified steps.  
 
During the discussion it became apparent that all suppliers had in all cases but one 
offered solutions based on a system from Ericsson (one supplier had a solution from the 
company Avaya). The knowledge of other companies providing communications 
solutions was found to be very limited, adding also that before the purchase of the 
communications solution, there was no previous experience of such a purchase. With the 
purchase that has taken place, extensive experience has nonetheless been attained, and if 
a purchase had been done today, things might have run more smoothly. Due to the 
discovered high focus on Ericsson products, a decision was taken to exclude the other 
option in order to make comparing quotations easier. It appears that the choice of brand 
does not matter too much however, it is rather more important that the whole package is 
good.  
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Table 14: Identified Steps in the Buying Process of Sveriges Advokatsamfund when 
Purchasing a Communications Solution 

Step Name / 
Department  

Description 

 
1 

 

 
Initiation / 

Recognition of a need 
through general 

discussion 
 

 
After some difficulties with their old system, it became more and 
more a topic of discussion to invest in a newer system. Since the 
official person who should take care of this type of issue 
(administrative manager) was too busy, the task fell to the General 
Counsel after having shown some interest regarding finding a newer 
and better solution after the approval of the Secretary General Anne 
Ramberg. 
 

 
2 

 
Need analysis by the 

General Counsel 
talking to all future 

users 
 

 
The General Counsel asked those who would be affected the most 
(i.e. receptionist and secretaries) to find out if they had any 
preferences. A general discussion was held. Contact was also made 
with the law office Gernandt & Danielsson since it was known that 
they recently had installed a new system of their own.  (Some contact 
was also taken with the law office Mannheimer Swartling but 
comparison proved difficult due to the size of that firm of around 500 
employees). 
 

 
3 
 

 
Development of 

detailed specification 
by the General 

Counsel 
 

 
After having done sufficient research a more detailed specification of 
what was wanted could be put together in writing.  
 

 
4 

 
Search for possible 

suppliers 
by the General 

Counsel 
 

 
Contact was made with 4-5 suppliers in order to collect a few 
quotations. Most suppliers were found by searching the Internet. 
 

 
5 

 
Analysis of quotations 

by the General 
Counsel 

 

 
A difficulty in the process was that of learning how to compare 
different quotations as each supplier has a different way of doing 
things. Those suppliers with the most interesting (and understandable) 
quotations were contacted for further meetings and discussion. 
 

 
6 
 
 

 
Decision to buy by the 

Secretary General  
 

 
The final decision to invest is always taken by the Secretary General 
Anne Ramberg. Her decision was in this case next to completely 
influenced by the recommendations of the General Counsel. 
 

 
7 
 

 
Contract signing by 
the General Counsel 

 

 
In this case it was the General Counsel who was given authority to 
also go through with the actual purchase and sign the contract(s).  

 
8 

 
Feedback – After 
purchase evaluation 

 
No formal evaluation has taken place but the “general discussion” 
indicates that people are satisfied with the results and use of the new 
solution.  
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One quotation they looked at came from a company that by chance heard about the 
potential investment through one of the janitors at the office. Another was collected from 
the company that deals with the association’s computer systems and network. In the end, 
the supplier that gave the best impression was telenova, and worth adding is that their 
solution was not the cheapest one. In this case, the added benefits outweighed the costs as 
they have a better working solution now.  
 
With regards to the criteria for being considered as a potential supplier, what is valued is 
their level of professionalism and their compliance in helping to find the best solution for 
the organization. An example given was that when in contact with the big Swedish phone 
company Telia, the respondent found himself in an impersonal web that was too 
complicated and inevitably Telia was cast aside in favor of smaller suppliers (fairly early 
in the process). He feels that with the supplier they chose in the end (telenova), he can 
call them in the morning about some problem, and they will be helping him by the same 
afternoon, i.e. good personal customer service. 
 
During the initial search for suppliers, the factors described above had no influence, it 
was rather once some quotations had been collected and contact had been more frequent 
with potential suppliers that preferences emerged. At that point, the impression of 
personal concern and interest on the part of the supplier played a key influence on the 
decision to move forward and set up a meeting with the supplier. A supplier’s sales 
representative does not need to be too polite, as long as they have good knowledge and 
expertise in the area in question. Another important factor brought up was the 
competence a supplier showed in properly being able to explain the different costs 
involved; their ability to give confidence that the association was looking at something 
that really gave value for money.  
 

5.2.3 The Buying Center 
Generally, the person in charge of IT-issues is the administrative manager. This person 
was as mentioned earlier too busy to engage in the project of finding a new 
communications solution so the task fell on the General Counsel. A secondary 
responsible is the janitor, Mr. Stefan Westlund, who has continuously participated in 
courses throughout his employment to increase his maintenance capabilities of IT. 
 
Since the initial decision to purchase a new communications solution arose much from 
general discussion and on and off problems with the old solution, it is difficult to set a 
name on a single individual having recognized the need. It is however the Secretary 
General that officially makes the decision to start with a new project such as the one in 
question. The end users are all employees at the office in Stockholm, all being affected to 
varying degree. Even though all final decisions are made by the Secretary General, the 
General Counsel had very strong influence on the decisions made since he collected all 
the data and performed all the analysis. The General Counsel also had the responsibility 
to set up a budget for the project. There is an official chief of finance, but for this project 
it was judged to be handled mostly by the General Counsel himself. After a decision had 
been made, it has also been his responsibility to sign and verify all contracts. Looking at 
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this particular case of buying a communications solution there has not really been any 
formal formation of a purchasing group. The General Counsel has been the only one 
continuously involved in the process; others have come and gone (e.g. when he has 
needed clearance from the Secretary General to go forward with a proposed plan). Finally, 
it is the General Counsel who is judged to have handled all the information regarding the 
purchase.  
 
The janitor, Mr. Westlund, helped out in figuring out how the actual implementation 
would look in practical terms, e.g. what new cables that would need to be added. To a 
certain extent he was participating in earlier discussions as well (before the purchase 
decision was made), but his influence on the final decision was very limited. 
 
A final important point made on the topic was that the association operates in a somewhat 
informal atmosphere making some tasks in the process easier going, such as the passing 
and gathering of information.  
 

5.2.4 The Influences on the Buying Process and the Buying Center  
Technology 
The influence technology can have is not seen as a threat. Technology is rather regarded 
as a useful tool. Security is nonetheless somewhat of an issue since the lawyer profession 
requires a certain level of professional secrecy.  
 
Even though they now have a system that can be upgraded, it is clear that it is difficult 
today to say how things will look in another ten years time. For now, with the fresh new 
system installed, there is hopefully not any need for an upgrade for a very long time (as 
long as the system stays operational). The added functionality today compared to their 
old solution is exactly what they had in mind. Adding however that if some new 
innovation shows up it will always be interesting to hear about it.  
 
Regarding the level that the employees must adapt to a new solution versus the other way 
around, not much adaptation is recognized. The new solution has rather made everyday 
operations easier and has not been seen as an obstacle in any way.  
 
Other Key Influences 
A factor that was brought up several times during the interview was the need to feel that 
you get value for your money when engaging in such a big investment and change as a 
new communications solution.  
 
When presented with a number of different factors that can have varying influence, it was 
first noted that there were financial restrictions on the purchase. A maximum cost had 
been set that should not be surpassed. The cost after the actual purchase, such as service 
and support, was also a key issue in which it was decided to exclude the cost of potential 
spare parts needed if something breaks down. The extra monthly fee to have spare parts 
included did not give the important feeling of value for money. With regards to the 
current level of expertise the staff had before the purchase was made, it was a mandatory 
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part of any offer from suppliers that courses were to be held to educate the staff. Apart 
from these mentioned influential factors, another dominant was again the choice of a 
good supplier that gave the best professional impression. It was very important to be able 
to deal with a business that has good customer relations. Finally, there was no need for 
some sort of standardized solution (e.g. a general standard that would apply to lawyer 
firms). The speed at which the new solution would be implemented had some 
significance as due to budgetary reasons, it was important that the decision was made and 
installation initiated before 1st of January 2005.  
 
Advice to Others 
The final question was what advice would be given to any company or organization that 
is considering investing in a newer communications solution. The importance to 
understand what it is you are buying was first emphasized. For the sake of simplicity, 
they also recommend that you stick to one brand for the entire solution. A good idea is to 
contact some other organizations that have already purchased from the supplier you are 
considering in order to get the perspective of another customer (a note to add here is that 
the General Counsel did this but was provided these contacts through the supplier, hence 
the supplier could of course freely pick good examples of satisfied customers having 
successful solutions implemented). 
 

5.3 Case 3: Bygganalys AB 
Bygganalys AB was founded in 1952 and is a consultancy firm in the area building and 
construction economics and also engages to a certain extent in construction project 
management. It currently has 53 employees and its head office is found in Stockholm. 
The company is owned by its employees and former employees. Only current employees 
are allowed to own stocks with which they have voting power. In the future they hope to 
change that to only allow current employees to be stockholders. 
 
Their strongest competitive power is said to be their long experience (many employees 
have been with the company for decades) and the good mix of projects in building and 
construction.  
 

5.3.1 Interview 
The interview took place 23rd of June 2005 at Bygganalys’s head office in Stockholm. 
The respondent was Mr. Thomas Dynesius who works in the IT department of the 
company.  
 
The first topic of discussion after a general introduction of the company was what 
technological innovations would be accepted in the company. Quickly the conversation 
fell on the topic of making what is already available today more simple. An example is 
trying to get e-mail into your mobile to which they have tried to find an easy solution 
without greater success. They have for example explored the use of the BlackBerry 
wireless platform for e-mail from the Canadian based company Research In Motion 
(RIM).  
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When discussing any possible need to be more mobile and flexible in their work, it 
clearly depends on what the telecommunications industry is offering. Further explaining, 
it was emphasized that the CEO of the company is, even though somewhat interested in 
technology, very picky about new innovations on the market being useful. It is imperative 
that new technology helps out to make everyday business and operations easier and does 
not add extra frustration or tension. An example where a solution could be useful is for 
example when a project manager is out on the field with some client a few days a week 
and might need to be able to access his e-mail and other data remotely on-site. Today 
they sometimes set up a dedicated line between the companies, a complicated matter in 
which e-mail and other data directly to a mobile phone would be a positive innovative 
change. When discussing the possibility of using portable computers, it was added that 
sometimes people work on a construction site where a portable computer can easily come 
in harms way. A portable computer is in general still a fairly big device to carry around.  
 
The company moved to its current location as recently as two years ago. With the move 
they saw the opportunity to switch from their older communications solution to 
something simpler. The choice fell on completely excluding having a switch of their own 
to instead focus on a mobile solution (in which the solution provider will work as the 
switch). Their old solution was based on a switch of the brand Goldstar (LG Electronics) 
installed in the mid 1980s. 
 
The new solution is completely mobile and is based on the Vodafone Mobile Office 
solution. Even though the new solution meant using only mobile phones, they decided to 
keep the area code in their numbers (prefix (0)8 for Stockholm) partly because they had 
been using the numbers for a long time (since early 1990s) and also because they feel 
they would lose some trust from their customers were they to only use mobile numbers 
(prefix (0)7 in Sweden). Keeping a prefix that implies a fixed office gives a more 
professional impression but now means that each employee has both a (0)8 and a (0)7 
number, each going to the same mobile phone. The current office only has three fixed 
phone lines used for faxing and banking for instance.  
 
With regards to the choice of mobile phones, some restrictions were put in place. Only 
phones from Nokia and SonyEricsson have been an option but even this has shown to 
sometimes cause compatibility problems. The majority of employees today use the 
SonyEricsson T630 mobile phone. Some also use the SonyEricsson P900 series in the 
aim of being able to get e-mail through it in the near future (They will be testing in the 
autumn of 2005). The alternative model from Nokia would be the Nokia 9500 
Communicator. One of the discovered downsides of using these new smartphone models 
is that since they are a bit closer to being a regular computer they can sometimes suffer 
from the same problems such as crashing for instance.  
 
After an internal study they found that generally, if you are a novice user of mobile 
phones, a SonyEricsson model is easier to get started with. In the case of Nokia however, 
it seems that if you have ever started using a Nokia, even though it might have a longer 
learning curve, it still ends up being more of a favorite in the long run than in the case of 
someone using a SonyEricsson phone. SonyEricsson’s phones are judged to have a more 
natural menu system that is easier to learn for a beginner and hence the choice has fallen 
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more and more to only using SonyEricsson phones. The SonyEricsson P900 series gives 
a better impression for future use than does the Nokia option.  
 

5.3.2 The Buying Process 
After having discussed both their old solution somewhat and the current communications 
solution in some detail, a closer look was taken on what the process of getting the new 
solution looked like. The identified steps are presented in table 15.  
 
The basic requirement before being considered as a supplier of a communications 
solution was that the supplier could offer the wanted service. Since Bygganalys AB 
eventually only became interested in a complete mobile solution, the question of 
coverage became crucial. A second experience in this case is that some of the offers that 
came up were from companies that did not have a complete solution finished yet, which 
of course took them off the list, no matter how great their solution would be when 
finished. A final important factor spoken of was that of references. A potential supplier 
should be able to provide some good references to add to their credibility. Bygganalys 
AB does however do some investigative work themselves if deemed necessary.  
 
An interesting point here in the discussion was the view on the current expansion of 3G8 
services. The opinion of the respondent was that the GSM9 networks suffice for most of 
the functionality needed by a business today. In spite of this, no providers are planning to 
expand their GSM coverage, but rather solely focus on the 3G expansion, which today 
does not really offer anything interesting for the business user. 
 
With the new solution, Bygganalys AB switched from using Telia’s mobile network to 
Vodafone’s which meant a slight decrease in GSM-coverage. This caused some 
discomfort with certain employees. Attitudes have become more positive with time as the 
new functionality of this solution outweighs the downside of slightly decreased coverage.  
The final choice became Vodafone not only because they have good coverage but also 
because they were really the only ones that could provide a technical solution that was 
satisfying. 
 

Table 15: Identified Steps in the Buying Process of Bygganalys AB when Purchasing a 
Communications Solution 

Step Name / 
Department  

Description 

 
1 

 

 
Initiation / 

Recognition of a need 
by the CEO 

 

 
The CEO of the company is fairly interested in technology and what it 
can do to help out. He saw an opportunity when they were changing 
office location. He felt that the old solution was somewhat 
complicated and he did not want to move it along with them to the 
new location. He also decided that specifically mobile solutions 
should be investigated.  
 

 

8 Third-Generation Cell-Phone Technology 
9 Global System for Mobile Communications (cellular phone technology) 
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2 

 
Need analysis by the 
respondent from the 

IT department 
together with IT 

manager 
 

 
The project did not become a dedicated task, but rather something 
done on the side of regular operations. Only those employees that 
were deemed to have special needs or would be extra affected by the 
change were interviewed (fairly informally). 
 

 
3 

 
Search for possible 

suppliers by the 
respondent 

 

 
The initial search was an unbiased collection of quotations. Both 
mixed and strictly mobile solutions were looked at for comparison. 5-
6 sellers came to visit. Another 4-5 were contacted. They still come 
by now and then for demonstrations and promotion (even though 
Bygganalys has a bound contract for several years to come). Some 
that were contacted for request for quotation did not even reply. Here 
a key influential individual stepped in; a consultant named Roger 
Malm from a potential supplier called InfraSystems. If it were not for 
the enthusiasm and commitment shown by Mr. Malm to help with the 
difficult calculations and comparisons, it is believed that the company 
would have ended up with an old-style solution: mixing mobiles, 
wireless, and terminals using a private switch.  
 

 
4 

 
Analysis of quotations 

– the respondent  
IT manager  

managerial body10  
 

 
A collection of 5-10 quotations had been assembled. They were 
analyzed by the respondent and the IT manager. Those that seemed to 
be worthwhile (3-4) solutions were then given to the managerial body 
through the IT manager.  
 

 
5 
 
 

 
Decision to buy by the 

CEO with the 
managerial body  

 
 

 
A mobile solution proved to be roughly 30% more expensive annually 
than a mixed solution. This was however judged to be acceptable 
given the benefits of avoiding having a switch of their own. Even 
though it was InfraSystems that suggested the winning concept, the 
turn of events was that the supplier of the solution InfraSystems was 
offering, Vodafone, decided to step in and take over the deal since 
they judged it to be too big to be handled by InfraSystems. 
InfraSystems were only allowed to keep the right to sell the actual 
mobile phones that would be used. 

 
6 

 
Contract  Signing by 

the CEO  
 

 
Once the final choice had been made it was the CEO who signed all 
the contracts. This is always the case when dealing with binding 
contracts.  
 

 
7 

 
Feedback – After 

purchase evaluation   
 

 
Every year the company has a general survey regarding the wellbeing 
of its employees. In this survey questions with affiliation to the 
communications solution exist. On a day to day basis however, the IT 
department is contacted if problems occur. If problems cannot be 
solved internally, they have a service contract with Vodafone.  
 

 

 

 

10 The managerial body consists of the CEO and all the managers of each department of the company (i.e. 
IT, Administration, etc.).  
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5.3.3 The Buying Center 
As earlier mentioned, it is the IT department that is in charge of this type of investment. 
Since the IT manager was a bit too occupied when starting the process of buying a new 
communications solution, the task was delegated to the respondent who can be said to be 
the only individual active in project constantly throughout the entire buying process.  
 
The IT manager has been with the company for a few decades and has an academic 
background in construction engineering. The respondent, Mr. Dynesius, is in turn a high 
school engineer in electronics/telephony and has several years’ background working for 
Ericsson among others. He mentioned that given his experience of working both for big 
and small companies, he feels that a bigger company definitely has more power to push 
forward and implement new technological innovations in the company than do smaller 
businesses. 
 
The initiator of the purchase was the CEO who is always keen on trying out new 
technology (or other innovations) if it can help simplify everyday business operations. 
The end users, or the individuals that would be affected by the change, were everyone in 
the business. The most influential people internally on the final decision was first of all 
the respondent who was left in charge of the project and secondly the IT manager. In 
addition to this, it was highlighted that the consultant from InfraSystems had shown great 
interest in helping Bygganalys AB find a good solution. This consultant can be said to 
have had tremendous influence since he helped calculate the comparisons and understand 
the changes, and in so doing kept Bygganalys AB interested in a new solution. Without 
him, it is not sure that a new solution would have been adapted at all. Responsible for the 
budget of the purchase was the IT manger. The budget was partly drawn from a so called 
IT-experiment budget that the company sets aside for these types of projects.  
 
All final decisions were made by the managerial group lead by the CEO. The CEO signs 
all contracts. In this case the contracts had been partly read by the respondent left in 
charge of the project and also more thoroughly reviewed by the company lawyers. The 
CEO also often reads through contracts properly before signing. 
 
Throughout the entire process, next to all information has passed through the respondent 
(and the IT manager as the first was fairly new to the company at the time) who feels that 
involvement in the buying center is very much influenced by an individual’s knowledge 
of the subject. If someone has had something interesting to add, they have had the 
opportunity to speak their mind. If you want to influence a decision, you have to be 
knowledgeable in the area the decision concerns. It is not at all a problem for someone in 
the IT department to go directly to the CEO with information, i.e. there is no rule that it 
must pass through the IT manager. It goes via the IT manager often due to simplicity 
since the CEO is often out on errands. 
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5.3.4 The Influences on the Buying Process and the Buying Center  
Technology 
The aspect of changing technology is not seen as much of a threat but rather as a potential 
useful tool. If a technology does not contribute in a positive way it is rejected. In 
connection to technology, a complete understanding of what a new solution can do is not 
judged to be a sole influence. As long as it can perform the required tasks, other 
functionality might remain unknown to the people using the equipment without any harm 
done.  
 
On the topic of technology, it was also mentioned that sellers who come to illustrate 
different solutions and innovations often use too many technical terms that are judged to 
be difficult to understand for someone lacking experience. Customers are not interested 
in fancy words, but rather that the product or service works the way they want it to. 
 
Competition 
No attention at all is paid to what the competition might be up to. It does not pay to keep 
track of them nor is it possible to do so. The need to have excellent communications is 
however recognized as a necessity to maintain a proper level of professionalism on the 
market, regardless of what the competition might be doing.  
 
Other Key Influences 
During the initiation of the buying process, the IT department had put together a short list 
of factors regarding the purchase and presented it to the managerial body in order to get 
them ranked. The most important aspect ended up being to find a mobile solution to 
create a more flexible working environment that does not require a switch. On a shared 
second place were possibilities to upgrade later (relating to the discussion of the future of 
GSM) and the affect on jobs (level of current knowledge, amount of time needed to learn 
the new system), leaning again towards keeping things as simple as possible. All 
throughout the discussion of a newer solution, a key issue was always to keep it simple; it 
should be less complicated than the former solution used. Following this, flexibility was 
put as an influential factor. After that, the possible need to follow some sort of 
standardization was ranked; such as for instance choosing to stick to certain brands and 
models only. The cost of a new solution was placed last. The company considered it a 
good investment and has a special IT budget which could be used.  
 
The transition from the old to the new solution was less dramatic than expected. Two 
half-day courses were held by someone from Vodafone to introduce the new system. The 
courses were scheduled a while after the implementation had started in order to give 
people a chance to try things out and gather questions.  
 
Advice to Others 
When asked to give advice to others prospecting for a new communications solution, the 
first tip would be to find someone to work with who is familiar with the market (such as 
the consultant from InfraSystems in this case). This will aid tremendously in making a 
better judgment of costs and possibilities. In addition to this, it is crucial to have 
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performed a good need analysis and hence have a proper understanding of what it is you 
want to be able to do with the new solution; how it should fit into your operations. 
Looking back, Bygganalys AB feels they could have done a better job of putting together 
a need analysis before going to suppliers. Their scope of possible needs and wants was 
too wide and hence it was a bit difficult to compare one idea with another. 
 

5.4 Case 4: ebab 
The ebab group is a consultancy firm in the area of management of construction projects 
with around 70 employees divided into ebab Stockholm, ebab Göteborg, and 
Installationsteknik AB. It was established in 1982 and has three private owners who are 
all members of the company board, the CEO being one of them. The current CEO was 
also one of three original founders of the business.  
 
They feel that their main competitive power is their enthusiasm and their innovative 
thinking. They show what they would like to change, see where improvements can be 
made, and try to find better cost efficiency. They are not afraid to take a basic idea given 
from say an architect and try to help find improvements.   
 

5.4.1 Interview 
An interview was held at ebab’s head office in Stockholm 29th of June 2005 with Mr. 
Kjell Karlström who manages the coordination between ebab and the companies to which 
they outsource their IT and telephony needs.  
 
When discussing the topic of what ebab could benefit from in terms of a future 
technological innovation, attaining faster communications seemed most interesting. The 
company is in the business of project management in construction. This means that they 
have many on-site so called project offices that are equipped with all the needed 
communicative tools such as phone, fax, and a computer with a connection to the Internet. 
At the time of the interview, the company had about 15 of these project offices 
operational and they all currently use ADSL11 for communications with the head office 
and the outside world. For each new construction site with a mobile office, ebab 
establishes a new ADSL connection with new phone numbers using the regular telephone 
system. In the future it would be great if the process of setting up a working office with 
regards to communications could be done faster and simpler.  
 
Currently the company is slowly investigating the possibility to use IP-telephony so that 
the numbers to each project office will be more permanent and can go through ebab’s 
own company switch. As a business, ebab does feel a certain need to become more 
flexible and mobile, but adding that new innovations must come at a reasonable cost in 
order to be interesting. 
 
 

11 Asymmetric Digital Subscriber Line, a technology that allows for high speed transfer of data over regular 
phone-lines 
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With regards to the added costs of new innovations, the respondent highlighted the fact 
that many people in the construction industry have little understanding of them. Received 
quotations and frequent invoices are often too technical and difficult to understand and 
can evoke reactions if not properly explained. The old school engineers can easily 
understand the need for an added (expensive) crane on a construction site, but if the costs 
of IT for one of the project offices increase slightly, they instantly become suspicious. 
 
The company’s current switch was not bought new from a retailer. The case was rather 
that a fairly new, but used, switch was attained at a good price through personal 
connections. Installed at ebab’s head office in Stockholm, this switch is an Ericsson 
BusinessPhone 250 switch (connected through an ISDN12 multi-line with 30 channels). 
The transition to this new system was very smooth since it was installed in parallel of the 
process of relocating the company’s head office one and a half years ago. The earlier 
system was of the brand LG/Goldstar. As earlier mentioned, the internal and external 
communications regarding the on-site project offices are managed using ADSL. Mobile 
phones are also used and the choice of brand is limited to Nokia or SonyEricsson. Telia 
are used as a provider for all telephony.  
 
The choice of buying a used Ericsson BusinessPhone 250 system was much based on the 
good price attained. Given that they were able to get a good deal, some leniency was 
given to it having to be exactly what was needed. In addition to this, the system is new 
enough to be upgradeable so they can add functionality in the future. 
 

5.4.2 The Buying Process 
As mentioned earlier the process of finding a new communications solution was initiated 
in parallel with the relocating of the head office. The respondent, Mr. Karlström, was the 
coordinator of the move. Since he had some previous telecommunications experience (9 
years at Nokia) he also became the coordinator of finding a new communications solution. 
The steps identified are summarized in table 16. 
 
Moving on to discuss important requirements that must be met before a supplier can be 
seriously considered for the final purchase, ebab feels that it must be they themselves 
who have control of the situation. In addition to this, ebab must have confidence in the 
potential supplier on a personal level; a good connection must be felt. It should be ebab 
that says how things should work, and not the other way around. This personal trust is 
developed through the supplier’s way of understanding how ebab operates and does 
business; the way the supplier can understand ebab’s problems. 
 
 
 
 
 
 
 

12 Integrated Services Digital Network - A digital network that through the same port can provide speech, 
data, text, and image traffic.  
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 Table 16: Identified Steps in the Buying Process of ebab when Purchasing a 
Communications Solution 

Step Name / 
Department  

Description 

 
1 

 

 
Initiation   

by the coordinator of 
office relation  (the 

respondent) 

 
Through general discussion during for example coffee breaks, the 
need for change became clear. With the move it fell on the person in 
charge of that to also take care of finding a new communications 
solution. It was also he who had listened to the conversations during 
coffee breaks and realized that they should not drag the old switch 
and its problems with them.  
 

 
2 

 
Need analysis by the 
coordinator of office 

relocation 
 

 
First of all, a simple cost estimate needed to be done and shown to the 
CEO, who in turn gives a go or no go.  
 
Once the coordinator of the office relocation had the CEO’s approval, 
he began to informally collect information about what people in the 
company might want and need, and also asked around in other 
businesses he knew had newer solutions. It became clear early in the 
process that their old switch could not be upgraded. Not all employees 
in ebab were spoken too, but rather those that would be the most 
affected by the change (reception) and those that could have some 
useful comments or special needs.  
 

 
3 
 

 
Search for suppliers 

by the  
coordinator of office 

relocation 
 

 
This step was done much in parallel with the former as some ideas or 
quotations were brought back to people that could give useful 
comments. Two quotations had been received when the opportunity 
arose to buy a used switch through personal contacts. The price on a 
used switch was so beneficial that all other offers were dropped.  
 

 
4 
 

 
Decision to buy by the 

CEO (and the 
coordinator of office 

relocation) 
 

 
The different alternatives were brought to the CEO and discussed 
with him. It was clear that buying a used solution was the cheapest 
option by far, even if not all requirements could be met from the 
beginning with the used switch; it would have to be upgraded to a 
certain extent.  
 

 
5 

 
Contract signing by 

the CEO 
 

 
The majority of contracts are signed by the CEO.  

 
6 
 
 

 
Feedback – After 

purchase evaluation 

 
Once the system had been installed, an e-mail was sent to everyone 
stating that the installation of the new solution was finished and if any 
problems arise they should turn to either the coordinator of the office 
relocation (the respondent who also is IT coordinator), or the 
reception. No real official feedback activity has been performed 
besides this e-mail. 
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5.4.3 The Buying Center 
Unofficially it is the respondent who is in charge of IT and communications since he is 
the coordinator with the firms to which these are outsourced. He has earlier worked as an 
IT project manager and computer supplier giving him good previous experience making 
him suited for the task. He has been working for ebab since over five years.  
 
Touching the buying process again, but more in the purpose of seeing who is involved 
rather than what steps are involved, initiation was much seen to be through the general 
discussion in combination with the physical change of location. The end users of the new 
communications solution was everyone in the company. The most influential people on 
the purchase were first of all the coordinator himself and in turn all the people in the 
company who would be the final users. Not to forget the influence that the personal 
friend of the coordinator in turn had on him regarding the choice of solution. Even though 
calculations on proposals were done by the respondent, it was the managerial group 
(consisting of the CEO and the two other owners) that was officially responsible for the 
budget of the purchase. It was the CEO who made the final decision and signed all the 
necessary contracts.  
 
As earlier mentioned, during the need analysis, it was more convenient to discuss with 
people internally who had some previous experience in the area who could hence provide 
useful information. The people that would be using the switch intensively such as the 
reception were often involved in the process since they needed to understand all the 
functionality of the new system. This reflects the criteria to participate in the buying 
center: an individual’s need of new functionality and his or her previous experience. This 
in turn means that people could take part of the buying center fairly random and 
unknowingly as no formal purchase group was ever formed. It was however only the 
respondent himself who can be judged to have been active throughout the entire process 
as well as having handled most of the information flow regarding the purchase. He 
highlighted the fact that in general things work on a very informal level in the company; 
everyone can talk to everyone.  
 

5.4.4 The Influences on the Buying Process and the Buying Center  
Technology 
The potential influence that technology can have on ebab is only seen as positive. If well 
adapted and adjusted it can help bring many benefits. The company is not in any way an 
early adopter of new innovations, they rather prefer to wait and see if things have gone 
alright for others using a new technology. It is important that a new technology is useful 
and that it can be adapted to their way of doing business. Finally, any new technological 
investment must be in a system robust enough to last for several years (>5 yrs) without 
becoming obsolete.  
 
Competition 
They pay no attention to what the competition might be up to with regards to 
communications, but add that they agree that good communications is a requirement for 
good sustainable customer relations. 
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Other Key Influences 
When presented with a list of factors that can have varying influence it first became clear 
that cost is an important issue due to the characteristics of the company; a new solution 
should not cost too much as motivating a cost can be difficult. Given that they have 
bought a used switch, the benefits seem to outweigh the cost, but had they been forced to 
buy a completely new system, that perception might have been different. Cost is further 
forced to balance with the factor of being able to upgrade the system in the future.  
 
When searching for a new solution, ebab did not care too much about the compatibility 
with its employees’ then current knowledge base and how they would adapt to the new 
system; people have had to learn how to use it on their own spare time. This at the same 
time as the time to learn the new system should be as short as possible and no 
compatibility with the old system was at all deemed interesting. Adding that ebab has 
never really had to adapt to a new solution at all. It has rather been the opposite case. 
 
The company also judged flexibility and some level of standardization to be fairly 
important for the future use of a communications solution. Any possible affect the new 
solution could have on jobs was not considered at all.  
 
During a general discussion concerning strong influences, it was further highlighted that 
ebab is involved on different levels with hundreds of consultancy firms in varying 
businesses. This means that ebab can very easily get in touch with experts in areas which 
are interesting to them.  
 
Advice to Others 
An intuitive advice, given how things came to pass for ebab, was that companies should 
try to get a look at the used market before settling for something new and expensive.  
 
A second important advice is to try to get good margins on the capacity of the system in 
which you choose to invest. There should for instance be plenty of room in the switch if 
future users need to be added, e.g. when the company decides to hire more people. For 
example a company with 80 employees should not invest in a switch only capable of 100 
connections since those will fill up sooner than expected.  
 

5.5 Case 5: Gernandt & Danielsson Advokatbyrå KB 
This law firm (GDA) was founded in 1992 by six lawyers who had been working 
together for many years. The legal area they focus on is that of Swedish and international 
business law, i.e. they have no private clients, only corporations. GDA is an expanding, 
independent law firm with a wide judicial sphere of competence. From the original 
roughly 20 employees, the business has grown to around 85 employees today, of whom 
55 are jurists and lawyers. What they consider to be their strongest competitive edge is 
their expertise in the transferring of companies (e.g. mergers).  
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5.5.1 Interview 
An interview with GDA’s IT manager Mr. Henrik Svensson took place on 12th of July 
2005 at the firm’s office situated in the center of Stockholm.  
 
When discussing their current solution and possible technological innovations that might 
be interesting, it became clear that the firm is already very mobile and technologically 
advanced. The use of the available solutions is however not always completely accepted 
by some of the more old school employees. The mobility is there, but simply not used to 
the full by everyone. To this end, their current solution satisfies their business needs very 
well.  
 
Looking closer at their current solution, its core is an Ericsson MD110 switch that was 
installed in the spring of 2001. An upgrade was recently performed through which digital 
connections were added (Spring 2005). Before performing the upgrade, it was a 
requirement from Ericsson that a hardware upgrade to the latest version was performed 
before any new licenses could be purchased. All the terminals (phones) use regular digital 
slots and the analog slots in the switch are used for fax. IP-telephony has been discussed, 
but not found to really add anything; the company already has all the necessary digital 
phone-lines drawn in the office where needed, so why start using IP instead? 
 
Regarding mobile phones, the solution varies much from person to person. Generally, 
those who want to be able to read and write e-mail through their phones have been 
provided with a Qtek smartphone, but some people have shown an interest in also having 
the option of choosing the BlackBerry terminal. They have looked at implementing e-
mail using the SonyEricsson P900 series, but have found it to compromise the firm’s 
network firewall settings too much for it to be doable. In this type of business, jurists who 
have not yet attained the title of lawyer have a fixed salary every month just like 
IT/Admin./Economy. Those that are lawyers and have worked with the company for 
more than three years go over to working on accord where they pay their own 
communication costs; hence they have much greater freedom when it comes to selecting 
their own personal phone.  
 
The supplier was a company by the name of teleoffice which some time after the 
purchase was bought by telenor, a fact that GDA is happy about since they feel they have 
received more professional service now that a bigger company has taken over.  

5.5.2 The Buying Process 
The budget year for GDA is set at September-September. The entire process of buying 
the current switch lasted from October (2000) to March / April the following year. The 
identified steps of that process are listed and described in table 17 below.  
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Table 17: Identified Steps in the Buying Process of GDA when Purchasing a 
Communications Solution 

Step Name / 
Department  

Description 

 
1 

 

 
Reception / IT 

department  
recognizes the need 

 
Regarding the switch that was installed in 2001, the need for a newer 
switch was much realized through a receptionist with experience from 
other firms who hence pointed out the lack of functionality that the 
GDA switch had in comparison with what was used to. This 
information was passed on to the board through the IT department.  
 

 
2 

 
Budget Meeting 

with 
the IT manager, the 

Administrative 
manager, and the 

CEO (plus possibly 
the board)  

 

 
Before the process could begin, a budget meeting was held to go over 
the financial issues of a possible purchase and set up an understanding 
of the costs. A very rough estimate was made and of key importance 
is always to motivate cost versus functionality. Often the CEO can 
directly alone decide whether to move forward or not, but in the case 
of such a big investment as a new switch the CEO met with the entire 
board at a later occasion before a decision was made. When 
something passes by the CEO the questions are usually “how much 
does it cost?” and “what benefits will it give us?” 
 

 
3 

 
Collection of requests 

by the 
IT manager (IT 

department) 

 
Before buying the switch, there could be a small meeting with 
someone from each department of the firm to hear if any special 
requests existed. They generally operate internally in a very informal 
atmosphere and information can be passed around easily. The IT 
manager usually knows who to turn to in each department to get the 
best feedback on an issue. 
 

 
4 

 
Search for supplier 

by 
IT manager / IT 

department 

 
It was the IT department that was (naturally) in charge of finding a 
new solution. The IT manager at the time visited several possible 
suppliers which each showcased their solutions. With the IT manager 
in the showrooms was usually also a receptionist and a secretary from 
GDA. If the IT manager would be searching for a new system today, 
he does not feel he is bound to the current supplier but would try to 
collect data from others as well. Stating that it all depends on how 
satisfied you are with your current supplier and who gives the best 
value for money. There is no rule that several quotations must be 
collected, but it is praxis. Specifically in the cases when much money 
is involved in order to be able to compare prices between different 
suppliers’ offers. 
  

 
5 

 
Actual purchase by 

the CEO 

 
It is the CEO who signs the contracts (alternatively two partners when 
the CEO is not available) and later it is the IT department which is left 
in charge of the installation. The chosen system just went off the 
market the moment the contracts were signed. Because of this they 
were offered an Ericsson MD110 at the same price to compensate.  
 

 
6 

 
Evaluation 

 
No official evaluation has taken place, but rather a continuous show 
of satisfaction or dissatisfaction from the employees. 
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When the topic of discussion fell on what requirements a potential supplier should meet 
in order to be interesting to GDA, the most evident requirement was stated to be that the 
supplier should have some references. This opinion was much based on the fact that the 
company had problems with the installation of their current system which took six 
months to complete, but still some pre-contracted functionality is missing today. Adding 
that with a bigger supplier a certain sense of assurance and security usually follows.  
 

5.5.3 The Buying Center 
The next part of the interview looked at the typical composition of the buying center of 
GDA. With regards to IT in general the initiators are usually either the IT department 
(80%) or other employees (20%) in the company who see something that they think is in 
need of a change. In the case of the new switch bought in 2001, it was triggered through 
an external receptionist who temporarily was with GDA. Since this receptionist had been 
working with many solutions, it was pointed out that the one that GDA was using lacked 
much of the functionality available in other businesses.  
 
When trying to identify the end users of a new solution, it is deemed to be everyone more 
or less. Emphasis was however put on the reception with regards to a new switch, as they 
would be the ones that using it on a daily basis.  
 
Again looking at the case of the switch bought in 2001, it was the then current IT 
manager who is judged to have been the most influential individual regarding the 
purchase. The high influence is strongly connected to the fact that it is the IT manager 
who controls most of the information flow regarding a purchase of this kind. Regarding 
influence on IT purchases it was however also mentioned that lawyers of the firm are not 
timid about speaking their mind if they have seen some new high-tech gadget or solution 
that they like. The business is very prestigious, and having the latest equipment or 
solution can be very highly valued in the aim of showing professionalism and better class 
than the competition. 
 
Moving on to the topic of the purchase budget, it is the IT manager who is responsible for 
setting up and following budgets regarding IT purchases. It is however the CEO that 
signs all eventual contracts. If the CEO is not available, the alternative is to get contracts 
signed by two partners of the firm.  
 
For IT purchases, it became clear that a type of formal purchase group does evolve 
consisting of the IT manager, the administration manager and finally the CEO. Hence it is 
mainly an individual’s position in the company that dictates his or her presence in this 
purchasing group. During the process of an IT purchase it is mainly the IT manager who 
can be said to be active throughout the entire process. Much information about the 
progression of a purchase is more likely to pass through everyday conversations rather 
than formal meetings held.  
 
The technical interest of the CEO can vary very much since the holder of the post 
changes every two years. They have however always shown trust in the IT department 
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and listened to the arguments that they bring. This can in turn however mean that the 
person in charge of making important decisions might not be the same at the time of 
purchase as at the time of renewal of say service contracts.  
 

5.5.4 The Influences on the Buying Process and the Buying Center 
Technology 
New technology is considered a threat mainly based on its cost. It is very expensive to 
always get the latest technology. Besides that, the employees are not resisting new 
technology. The business their in requires constant availability and many jurists often 
want to work during all hours of the day, hence having many communication channels 
can be beneficial. The IT department is a large part of the budget of the firm testifying its 
importance to GDA.  
 
GDA does not feel that they fully need to understand the advantages with a new 
technology before investing in it, as long as the firm’s basic requirements are met. If any 
adaptation is made, it is usually the administrative portion of the firm who has to do so 
since they do not always have the same freedom of choice as the lawyers and jurists. For 
example secretaries can have demands from lawyers to be able to do this or that with the 
available equipment.  
 
Some outside influence that GDA feels can affect the company’s IT decisions comes 
from their IT support partner InfraSystems. The IT manager also has some personal 
contact with people in that firm. Since InfraSystems is a consultancy firm they have 
people who have seen many different solutions in IT and can hence provide good 
feedback to someone who spends his days in the GDA office. 
 
Competition 
Another very strong influence mostly regarding for example mobile phones and other 
technical gadgets comes from the competition. This is expressed in the way that the 
company’s employees might meet employees from other law firms with “the latest thing” 
and given that the business is as mentioned earlier very prestigious, GDA will be forced 
through its employees to also get “the latest thing”. This type of influence does not 
however extend to the choice of switch or its functionality. Having the ability to read e-
mail through the mobile phone using a Qtek smartphone is an excellent example of such 
a gadget that was spotted out in the field and then put to the attention of the IT 
department. In this case however, the request was to get the BlackBerry solution, but the 
IT department managed to convince a few to try Qtek instead as it works better with their 
current mail system. Some are still asking for BlackBerry from time to time, but has 
mainly accepted Qtek and found it to be an even better solution. Some of the Qtek phones 
in use have Pocket Word and Pocket Excel. BlackBerry will require an extra server and 
hence more administration, a fact which makes it less interesting to invest in. 
 
Other Key Influences 
When presented with a list of some specific possible key influences, it became apparent 
that the issue of cost had fairly little influence. The only aspect of cost that seemed to 
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have some influence on GDA’s decisions was that of possible future maintenance costs. 
When they bought their current solution in 2001 they had a clear interest in assuring the 
possibility for later upgrades. For this particular buy they had however no interest in 
finding some sort of compatibility with their old switch, nor was any attention paid to 
what the competition might be using.  
 
When purchasing any new IT equipment in general, the firm does not pay much attention 
to the current knowledge level of its employees but simplicity is a plus in order to 
minimize the time needed to learn and adjust to new technology. No one wants to put in 
too much of an effort to learn some new functionality. Technology needs to be secure, yet 
simple. Eventually needed courses are however not seen as a hindering when making a 
new investment. Finally, there has never been any consideration taken regarding the 
possible affect new technology might have on jobs such as employee redundancy or other 
changes in the work environment. Many affects are instead often discovered randomly. 
 
Ability to upgrade has become an issue as they do wonder how long they will be able to 
use their system. How long before a new major upgrade will be needed? In connection to 
this, there is no estimated timeframe during which the system is expected to last as it is 
difficult to know what the market will look like in say five years time.  
 
A final very important key influential factor mentioned was that of “down-time” of the 
system. Whenever an IT investment is made, particularly if it involves changes in the 
network or switch, the time needed to install and configure is always considered before a 
final decision is made. In the type of business the firm operates people have a tendency to 
keenly work whenever they want, often including nights and weekends. The switch, e-
mail and document handling are very crucial and must basically never shut down. In 
general their system layout has many safety aspects such as extra power supplies and 
several safety copies of data on several hard drives in order to ensure that many things 
must go wrong before any information or functionality is lost. In the business they are in, 
it is considered crucial to be available next to all hours of the day through several 
communication channels. This to increase the level of professional treatment they can 
offer clients.  
 
The issue of down-time was also highlighted when discussing the best and worst 
experiences with their current solution. The hardware installation of their switch was very 
easy and took only a weekend to complete, whereas the software configuration to add all 
the wanted functionality ended after six months with still many functions missing. During 
the software installation of their new switch a big problem was that the software 
developed by Ericsson required some configuration changes in their server system that 
did not work well with other parts of their solution. This is what sparked the problems as 
GDA did not want to change their already working software setup just to adapt to the 
switch. A factor of frustration was for example that GDA had been told that “this” and 
“that” would work, only to find out it required a ticked box in configuration that made 
another part of the system stop working. What made it worse was that this insight came 
after the system had been bought and was in the process of being installed.  
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Another negative experience has also to do with down-time. One time when their Internet 
provider performed an upgrade of GDA’s mail server, the firm ended up having no e-
mail capabilities during an entire weekend, which is quite a lot of time from their 
perspective.  
 
Whenever talking to suppliers, the IT manager has learned from experience that he 
always wants to talk to a technician before anything is done to the system. One time he 
had booked everything for a change in the system, but not spoken to the technician who 
would come by, ending up in a situation where the technician shows up at the booked 
time only to state that he cannot do what was requested to the system. This again falls 
back to the issue of down-time of the system. It is very frustrating to have had found and 
booked a time slot only to see it turn into wasted time. A general feeling is that more 
professional suppliers understand this and will have made sure a technician is well 
informed before showing up. Sometimes it has however been GDA to initiate this 
understanding.  
 
Advice to Others 
After the experiences of dealing with a smaller supplier, GDA feels that they would 
recommend others to seek contact with larger and more experienced suppliers with good 
references. Avoid flashy sales people from smaller firms. Remember that a switch is a 
large system that will require much support both during installation and afterwards. Try 
to get an understanding of how a new solution (switch) will fit into your current 
operations and (IT) environment in order to get all the benefits advertised. It is also 
recommended to get a good understanding of the future upgrade possibilities with the 
new system. Finally, try to have an agreement that a certain number of functions must be 
installed and working before the deal is completely closed and money transferred.  
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Chapter 6 – Data Analysis 
 
The previous chapter presented the collected data from the interviews that were 
performed for this study. The next step is to analyze the collected data. The chapter is 
divided in accordance with the research questions. For each research question, first a 
within-case analysis is performed for each case individually followed by a cross-case 
analysis before continuing with the next research question.  
 

6.1 The Buying Process 

6.1.1 Case 1: Alcadon AB 
The first company interviewed was at the time in the process of potentially investing in a 
new communications solution since they judged their current switch as too old and in 
need of an upgrade or replacement before it all just fell apart. Below in table 18 the buy-
phase model or buying process of the framework is lined up against that found for 
Alcadon AB.  
 

Table 18: Buying Process of Alcadon AB Visualized Against the Theoretical Framework 

The Buying Process   Buying Process of Alcadon  
1. Recognition of a need 1. Initiation / Recognition of a need 
2. Definition of the product-type needed 
3. Development of detailed specifications 

2. Need analysis 

4. Search for qualified suppliers 3. Search for possible suppliers 
5. Acquisition and analysis of proposals 4. Analysis of quotations 
 (5. Halt in the process) 

6. Calculation and approval of a budget 6. Evaluation of proposals and selection of supplier 
7. Final decision to buy 

7. Selection of an order procedure 8. Contract signing 
8. Evaluation of product performance 

 

(9. Feedback / After purchase evaluation) 
 
When looking at the two processes illustrated above it is clear that there is a relatively 
strong accordance with Alcadon AB’s buying process and that provided by the theoretical 
framework. The need analysis is fairly informal and based much on simple person to 
person talks finding out what functionality employees might want in a new switch. After 
a few quotations or proposals are gathered a few meetings are held by the managerial 
body at Alcadon AB to analyze the proposals and double check to make sure everything 
is they way it should be. During these meetings they also evaluate the proposals and 
finally make a selection of supplier. A phase not technically accountable as a stage in the 
process is shown in parentheses as the fifth step for Alcadon AB. It has been included 
here because it is an event that has halted the process of purchasing a communications 
solution. This indicates that the investment does not have top priority with Alcadon AB 
and has hence been put aside until other more important and urgent issues have been 
resolved. In this case the installation of a new business system took priority. The project 
of finding a new communications solution is hence not a dedicated task for the manager 
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of IT and telecommunications. Once the process will continue for Alcadon AB the next 
phase is to calculate and get approval for a budget for the purchase followed by a final 
decision to buy.  
 
After the actual purchase has been made there is an important difference to note. In the 
buying phase of the framework a last phase counted is that of performing some form of 
evaluation of product performance. This is a phase not directly recognized by Alcadon 
AB as a part of the buying process. They have no official evaluation planed as it is not 
regarded to be necessary, again putting into focus the informal atmosphere of the 
company implying that there is a continuous evaluation through everyday discussions.  
 

6.1.2 Case 2: Sveriges Advokatsamfund  
The second case involves an organization that has already invested in a new 
communications solution installed during the autumn of 2004. Below in table 19 the 
buying process of Sveriges Advokatsamfund is lined up against that provided by the 
framework. What follows is then a closer look at connections between the illustrated 
processes.  
 

Table 19: Buying Process of Sveriges Advokatsamfund Visualized Against the Theoretical 
Framework 

The Buying Process  Buying Process of Sveriges 
Advokatsamfund 

1. Recognition of a need 1. Recognition of a need  
2. Definition of the product-type needed 2. Need analysis  
3. Development of detailed specifications 3. Development of detailed specification 
4. Search for qualified suppliers 4. Search for qualified suppliers 
5. Acquisition and analysis of proposals 5. Analysis of quotations  
6. Evaluation of proposals and selection of supplier 6. Decision to buy 
7. Selection of an order procedure 7. Contract signing 
8. Evaluation of product performance 

 

(8.  Feedback / After purchase evaluation) 
 
The recognition of a need and the initiation of the process to follow had three elements in 
itself. First it became evident that a new system was perhaps worth looking at since the 
old system began to show its age and lack of functionality. The second factor was that the 
budget of the year allowed for an investment to be made and hence the final step of 
starting the process came with the decision to do so. Here it should be added that the task 
was appointed to the General Counsel to which this was not a dedicated task, but still 
under time pressure to finish within the budgetary year. An informal collection of 
information followed by talking to the future users of the system in order to get an 
increased understanding and define the product type needed. The search for suppliers 
started mainly through searching the Internet. A collection of 4-5 proposals were 
acquired and analyzed and those suppliers deemed the most interesting were contacted 
further.  
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Any post-purchase evaluation of product performance is not really viewed as an actual 
step in the buying process. Any official evaluation is rather replaced by the general 
everyday discussion between coworkers (and in this case they seem to be happy with the 
new solution). 
 

6.1.3 Case 3: Bygganalys AB 
Below in table 20 the framework is put side by side with the buy-phases identified for 
Bygganalys AB. 
 

Table 20: Buying Process of Bygganalys AB Visualized Against the Theoretical 
Framework 

The Buying Process  Buying Process of Bygganalys AB 
1. Recognition of a need 1. Initiation / Recognition of a need  
2. Definition of the product-type needed 
3. Development of detailed specifications 

2. Need analysis  

4. Search for qualified suppliers 3. Search for possible suppliers 
5. Acquisition and analysis of proposals 4. Analysis of quotations 
6. Evaluation of proposals and selection of supplier 5. Decision to buy 
7. Selection of an order procedure 6. Contract signing 
8. Evaluation of product performance 

 

7. Annual general survey 
 
The table above indicates clear accordance between the framework and Bygganalys AB’s 
behavior in the given purchasing situation. When the company was in the process of 
relocating their head office a few year back it was suggested that the old solution should 
not be brought with them to the new location. The IT department of the company was left 
in charge of the process which did not become a dedicated task but rather added to the 
workload of business as usual. The next step was to conduct a need analysis where 
information from co-workers was gathered to find special needs and requirements 
helping to understand what type of solution was needed. An unbiased search for possible 
suppliers took place to collect a number of quotations for comparison. Following the 
acquisition and analysis of proposals a few were selected to be shown to the managerial 
body who then took the decision to buy.  
 
In the case of Bygganalys AB there is a certain level of formal evaluation of product 
performance which takes the form of an annual questionnaire given to the employees 
which consists of general questions about how things work in the company, the wellbeing 
of the employees and also asks if the used equipment is satisfactory; a topic under which 
issues regarding the communications solution can fall.  
 

6.1.4 Case 4: ebab 
The fourth case also involves a closer look at the buying process of a consultancy firm in 
the building and construction industry. Table 21 will be used to compare the buying 
process of the company ebab with that of the framework. 
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Table 21: Buying Process of ebab Visualized Against the Theoretical Framework 

The Buying Process  Buying Process of ebab 
1. Recognition of a need 1. Initiation / Recognition of a need  
2. Definition of the product-type needed 
3. Development of detailed specifications 

2. Need analysis  

4. Search for qualified suppliers 
5. Acquisition and analysis of proposals 

3. Search for possible suppliers 

6. Evaluation of proposals and selection of supplier 4. Decision to buy 
7. Selection of an order procedure 5. Contract signing 
8. Evaluation of product performance 

 

(6. E-mail stating finished installation) 
 
At first glance ebab’s buying process gives the impression of being a simplified version 
of the framework. The need recognition is a clearly identifiable step that happened in 
connection with a relocation of their head office. An informal need analysis took place 
once the CEO approved an initial cost estimate. The process took place on the side of 
relocating the head office and can hence not in itself been seen as a dedicated task leaving 
all other aspects of the move aside. 
 
During the search for qualified suppliers a good deal on a used switch surfaced and sped 
up the process leading to a decision to buy. There was a continuous process of acquiring 
and analyzing proposals as well as updating the need analysis hence clearly showing the 
blurred borders and non-sequential execution suggested by the framework through 
Jocumsen (2004). During the continuous evaluation of proposals a new supplier option 
emerged changing the possible supplier selection from being based on new solutions to 
purchasing a used switch. 
 
The company has not had any official evaluation of product performance as it is more 
just through everyday discussions during say coffee breaks. Once the new system had 
been installed the coordinator of the project sent out an e-email to all employees stating 
its completion and what to do if any problems occur.  
 

6.1.5 Case 5: Gernandt & Danielsson Advokatbyrå KB 
The final case investigates the buying process of a law firm. The process in question is 
lined up against the framework buying process in table 22 below.  
 

Table 22: Buying Process of GDA Visualized Against the Theoretical Framework 

The Buying Process  Buying Process of GDA 
1. Recognition of the need 1. Recognition of a need 
2. Approval at budget meeting 

2. Definition of the product-type needed 
3. Development of detailed specifications 

3. Collection of requests 

4. Search for qualified suppliers 
5. Acquisition and analysis of proposals 
6. Evaluation of proposals and selection of supplier 

4. Search for supplier 

7. Selection of an order procedure 5. Purchase 
8. Evaluation of product performance 

 

(6. Evaluation) 
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The initiation of the buying process was much due to a receptionist working for the firm 
who had experience from other firms and their systems (switches). The receptionist 
helped to point out the lack of functionality in GDA’s solution. This came to the attention 
of the IT department which at the following budget meeting with the board pointed this 
out and the process of finding a newer system began. The IT department was left in 
charge of the project. Regarding the following phase of collecting requests the level of 
informal communication internally in the firm aided in making it an easy process. The 
next phase of searching for possible suppliers included visiting different suppliers who 
showed off their offerings through their own demo-systems. The selection was fairly 
unbiased and the choice fell on the system giving the most value for money.  
 
There has been no official evaluation of the system in use. The IT department rather 
interprets the continuous show of satisfaction of dissatisfaction from the firm’s 
employees.  
 

6.1.6 Cross-Case Analysis 
The final step in the analysis of the buying process is to compare the findings from each 
case in the search for similarities and dissimilarities. The cases are from a fairly wide 
array of organizations, but still the context in question has shown that they all follow a 
logical buying process bearing resemblance to that of the framework. The found buying 
process of each case and the framework are illustrated in table 23 on the next page.  
 
For each case the process has been shown to be fairly informal with regards to internal 
matters such as need analysis and collection of requests, the latter not showing any signs 
of initial retailer preferences. In addition to this, the task has been found to rarely be 
dedicated, but rather an addition to the regular workload. It should be noted that there is 
seldom any formal type of evaluation taking place with regards to a purchase of this kind. 
The studied cases rather show continuous informal evaluation of the products taking form 
of everyday conversations internally in the organization. 
 
A final important note should be that both firms involved in construction project 
management (Bygganalys AB and ebab) recognized the need in connection with a 
relocation of their respective head office.  
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Table 23: The Identified Buying Process of Each Case 

The Buying 
Process 

Case 1: 
Alcadon 

AB 

Case 2: 
Sveriges 
Advokat-
samfund 

Case 3: 
Bygganalys 

AB 

Case 4: 
ebab 

Case 5: 
GDA 

1. Recognition 
of a need 

1. Initiation / 
Recognition 
of a need 

1. Recognition 
of a need  

1. Initiation / 
Recognition of 
a need  

1. Initiation / 
Recognition 
of a need  

1. Recognition 
of the need 
 
2. Approval at 
budget 
meeting 

2. Definition of 
the product-
type needed 

2. Need 
analysis  

3. Development 
of detailed 
specifications 

2. Need 
analysis 

3. 
Development 
of detailed 
specification 

2. Need 
analysis  

2. Need 
analysis  

3. Collection 
of requests 

4. Search for 
qualified 
suppliers 

3. Search for 
possible 
suppliers 

4. Search for 
qualified 
suppliers 

3. Search for 
possible 
suppliers 

5. Acquisition 
and analysis of 
proposals 

4. Analysis 
of 
quotations 

 (5. Halt in 
the process) 

5. Analysis of 
quotations  

4. Analysis of 
quotations 

3. Search for 
possible 
suppliers 

6. Evaluation of 
proposals and 
selection of 
supplier 

6. 
Calculation 
and approval 
of a budget 
 
7. Final 
decision to 
buy 

6. Decision to 
buy 

5. Decision to 
buy 

4. Decision to 
buy 

4. Search for 
supplier 

7. Selection of 
an order 
procedure 

8. Contract 
signing 

7. Contract 
signing 

6. Contract 
signing 

5. Contract 
signing 

5. Purchase 

8. Evaluation of 
product 
performance 

(9. Feedback 
/ After 
purchase 
evaluation) 

(8.  Feedback / 
After purchase 
evaluation) 

7. Annual 
general survey 

(6. E-mail 
stating 
finished 
installation) 

(6. Evaluation) 

 

6.2 The Buying Center 
The second concept to be analyzed is that of the buying center. The framework developed 
for this study identifies up to seven potential roles; initiator, user, influencer, controller, 
decider, buyer, and gatekeeper. Different dimensions of the buying center have also been 
touched such as the vertical versus horizontal involvement in the company structure and 
also the level of formalization that the buying center is subjected to. In this section the 
identified characteristics of the buying center in each case will be analyzed followed 
again by a comparison of the cases.  
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6.2.1 Case 1: Alcadon AB 
When the process of buying a new switch began for Alcadon AB a managerial body was 
formed consisting of the manager of IT and telecommunications, the CEO, and thirdly 
the purchasing manager. This is the identified group that plays a key role in the buying 
process. Table 24 lists the findings for Alcadon AB lined up against the framework. 
 

Table 24: The Buying Center of Alcadon AB when Buying a Communications Solution 

Role Assumed in Alcadon AB by 
Initiator Manager of IT and telecommunications 

User Everyone in the company 
Influencer Managerial group consisting of the CEO, IT manager and the purchasing 

manager 
Controller CEO (must however seek approval from the owner MRV Communications Inc. 

for large purchases) 
Decider CEO 
Buyer CEO 

Gatekeeper Manager of IT and telecommunications 
 
The initiator of the potential purchase was the manager of IT and telecommunications 
who saw the need for a new switch. In trying to find the best solution the managerial 
group has the main influence on the final decision, but it is in most cases the manager of 
IT and telecommunications who has acted as the gatekeeper for the process as he has 
been in charge of handling most of the information regarding the issue.  
 
When the final decision is to be made it is the CEO who is in the center acting as decider. 
The CEO also is in charge of getting the budget for the purchase approved (controller) 
which he seeks from the owner company MRV Communications Inc. Since it is the CEO 
who will sign all the potential contracts he can also be considered to take the role of 
buyer.  
 
Looking further at the dimensions of the Alcadon AB buying center it is found to be 
fairly small and mainly focuses around the three people in the managerial group who 
discuss the issue. There is really only one person who is in charge of the process and that 
is the manager of IT and telecommunications through which most information passes, 
showing a high level of centrality as discussed in the framework. The informal 
atmosphere in the company also allows for a high level of connectedness, but cannot be 
seen as high outside the immediate managerial group in any phase of the buying process.  
 
The departmental structure of the company is very simple, but vertical and horizontal 
involvement can still be identified as the CEO from the top level is involved together 
with the manager of IT and telecommunications and the purchasing manager which 
constitutes a simple yet distinguishable form of horizontal cooperation between two 
departments and vertically with top management.  
 
Even though the managerial group is a form of semi-formal purchasing group, it is not by 
the company specifically recognized as such nor does it follow any identified formal 
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policy or procedure. The people that are active in the buying center can come and go, 
given for example that the receptionist at the company can participate in some meetings 
to explain her needs. Hence it is clear that time plays a role as well to determine who will 
be in the buying center. A person’s personal knowledge or experience is judged to be 
very influential, adding however that a person such as the CEO is present due to his 
position and level of authority.  
 

6.2.2 Case 2: Sveriges Advokatsamfund 
When the time came for the association to invest in a newer communications solution the 
first thing that became clear is that the person who usually is in charge of such projects, 
the administrative manager, was busy with other things. Given that the project was under 
a certain amount of time pressure, the task was delegated to someone else, in this case the 
General Counsel who had shown some interest in doing so. Table 25 visualizes the found 
connections between people involved in the buying center and the framework.  
 

Table 25: The Buying Center of Sveriges Advokatsamfund when Buying a 
Communications Solution 

Role Assumed in Sveriges Advokatsamfund by 
Initiator Secretary General 

User All employees 
Influencer General Counsel 
Controller General Counsel 

Decider Secretary General 
Buyer General Counsel 

Gatekeeper General Counsel 
 
Officially it is the Secretary General who acted as the initiator of the buying process by 
approving the project. The General Counsel who was put in charge of the project has 
been the main influencer internally on the final decision. It is he who has had control over 
the budget (after a pre-set limit) and also been the final official buyer of the solution. 
Because the project has been solely in the General Counsel’s hands he is also identified 
as the gatekeeper who completely handles the flow of information to the decision maker. 
Important to add is however that the final decision to buy, even though strongly 
influenced by the General Counsel, still laid in the hands of the Secretary General, who 
plays a part similar to that of a CEO in a regular business.  
 
What is identified is a very simple buying center that focuses around the General Counsel 
who has been the only individual active in every step of the process; hence a high level of 
centrality. The size of the buying center is very small and the people active in it depended 
much on where in the buying process the project has been, hence time does play a part. In 
connection to this the level of connectedness will vary and is found to generally be fairly 
low; full confidence had been given to the General Counsel regarding the issue so little 
communication took place without him included.  
 

 76



CHAPTER SIX – DATA ANALYSIS 
 
 

The association has a very simple structure and the only vertical cooperation that can be 
identified is that leading to the General Secretary, but also down a bit as the General 
Counsel at times had help from one of the janitors when discussing actual practical 
implementation of the solution. In this particular case given the structure of the 
organization it is difficult to distinguish between horizontal and vertical involvement as 
for example the cooperation with the janitor can perhaps be viewed as a simple form of 
both.  
 
Seeing that such a big task of purchasing a new communications solution easily can be 
past on to someone who shows interest clearly dictates the lack of formal policy with 
regards to the issue; the General Counsel did not have a specific plan to follow. Linking 
back further to the framework, the collected data shows that it is not necessarily an 
individual’s education or expertise that puts that person in the buying center, but in this 
case it can be a show of interest for the project.  
 

6.2.3 Case 3: Bygganalys AB 
In the case of Bygganalys AB the company does have a specific IT department that 
officially handles issues and projects such as that of purchasing a communications 
solution. The company does hence have a small yet clearly defined group that has a level 
of formal responsibility for the task. The people involved in the buying center at 
Bygganalys AB could easily be identified and are listed in table 26 below.  
 

Table 26: The Buying Center of Bygganalys AB when Buying a Communications Solution 

Role Assumed in Bygganalys AB by 
Initiator CEO 

User Everyone in the company 
Influencer Internally: IT department 

Externally: Enthusiastic consultant 
Controller IT manager 

Decider CEO 
Buyer CEO 

Gatekeeper Respondent from the IT department who managed the project 
 
The table above connects the identified roles to the provided framework. In the case of 
Bygganalys AB the CEO is fairly interested in technology and what it can do to help the 
business. When the company was going to re-locate its head office he saw the 
opportunity to get rid of their old switch and solution which was thought to be too mixed. 
The CEO hence acted as the initiator of the project to find a new communications 
solution. It is further the CEO who is the final decider and buyer of the solution, though 
strongly influenced by the IT department. 
 
The task automatically fell on the IT department and responsibility for the budget is put 
on the IT manager making him the controller. The IT department may have handled all 
internal influence but to put the role to one person it was in this case a consultant from 
one of the potential suppliers who is identified to have had the most influence due to his 
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high enthusiasm to help. Without this external influence it is possible that Bygganalys 
AB would have given up as the process of comparing and understanding different offers 
was too complex. The control of the IT department sets the size of the buying center, 
leaving it mainly consisting of three individuals in the company: the CEO, the IT 
manager, and the coordinator of the project. The individual who coordinated the project 
internally in the IT department can be identified as the gatekeeper as all externally 
gathered information passed through him, then via the IT manager up to the CEO. Worth 
adding is that this way of passing information takes this particular form more due to 
simplicity rather than strict formal rules. This pattern further indicates a slightly weaker 
level of centrality as the coordinator of the project did not necessarily have much 
communications with all members of the buying center. In connection to this, the level of 
connectedness of the buying center cannot be identified as particularly strong.  
 
In the process of buying a communications solution there has been no formal horizontal 
coordination between departments, but it is clear that a vertical involvement exists since 
it is the CEO that took the final decision to buy.  
 

6.2.4 Case 4: ebab 
For the company ebab the spark that initiated the buying process was very much linked to 
the relocation of their head office. The formal coordinator of the move realized through 
the general discussion between co-workers that the company should not drag their old 
solution with them to the new location. The coordinator is hence identified as the initiator 
of the buying process. The evolved buying center in ebab when they bought a new 
communications solution is shown in table 27 below.  
 

Table 27: The Buying Center of ebab when Buying a Communications Solution 

Role Assumed in ebab by 
Initiator Project coordinator for head office relocation 

User Everyone in the company. Reception in particular 
Influencer Internally: Project coordinator for head office relocation 

Externally: Personal friend 
Controller Managerial group consisting of the CEO and the remaining two owners of the company 

Decider CEO 
Buyer CEO 

Gatekeeper Project coordinator for head office relocation 
 
It has been the coordinator of the move who has had responsibility for the project and can 
be seen as both the information provider, i.e. gatekeeper, and the main internal influencer. 
This also indicates a high level of centrality around the project coordinator. It is 
important to add here that the final solution was brought forth through personal 
connections and hence the coordinator has in turn been influenced externally by a 
personal friend.  
 
It has also been the coordinator who has put together the final budget for the solution, but 
he had to seek approval for it from the managerial group lead by the CEO, making the 
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latter the controller. Again it is the CEO that is the final decider and signs all contracts 
making him the official buyer of the new solution.  
 
The size of the buying center is varies with vertical cooperation when the coordinator of 
the project has sought approval or advice from the CEO or managerial group and 
horizontal cooperation can be identified as receptionists were often involved as well. The 
involvement of the reception is also identified as an influence as they needed to be able to 
properly understand the functionality of a newer switch.  
 
Due to the informal atmosphere of the company, the coordinator did not see any 
restrictions in who takes part in the buying center, which is rather based on what an 
individual can add to the discussion. In association with this, the connectedness of the 
buying center is viewed as fairly high as information regarding the purchase could 
internally easily pass around between the members of the buying center. 
 
Finally, no formal policy to follow for the purchase can be identified. 
 

6.2.5 Case 5: Gernandt & Danielsson Advokatbyrå KB 
In the case of GDA, the initiation of the buying process was a receptionist pointing out 
the lack of functionality in GDA’s system compared to what was used to. In a general 
discussion about initiation of IT purchases it was concluded that the IT department acted 
as initiator roughly four out of five times and the rest of the time it would be other 
employees of the firm. Table 28 lists the identified roles of the GDA buying center. 
 

Table 28: The Buying Center of GDA when Buying a Communications Solution 

Role Assumed in GDA by 
Initiator Temporary receptionist 

User Everyone in the firm. Reception in particular 
Influencer IT manager 
Controller IT manager 

Decider CEO 
Buyer CEO or two partners if the previous is N/A 

Gatekeeper IT manager 
 
The GDA buying center is characterized by a high level of centrality around the IT 
manager. It is the IT manager who is judged to be the most influential with regard to IT 
purchases, but it is also realized that the informal atmosphere of the firm means that most 
people are allowed to speak their mind. With this in mind the buying center can also be 
seen to have a fairly high level of connectedness.  
 
The IT manager handles most of the information regarding a purchase and is hence also 
the identified gatekeeper. It is further also the IT manager who sets up the budget for an 
IT purchase and makes sure it is followed after approval from top management. 
Decisions are made by the CEO of the company who also signs all contracts. If the CEO 
is not available for signing, there is however the option of two partners signing instead. It 
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should also be added that the CEO position in the firm changes every other year between 
partners of the firm and hence the interest in technology can vary with it.  
 
A type of formal group does evolve for IT purchases consisting of the IT manager, the 
CEO and finally the administration manager who all sit down together when decisions 
are to be made. Hence is it mainly an individual’s position in the firm that dictates 
official buying center participation. It is however only the IT manager who is active 
continuously throughout the buying process and time is thus found to play a role 
influencing how many people will be engaged in the process.  
 
Finally, with regards to vertical and horizontal cooperation, it can be viewed as a small 
pyramid. The vertical involvement being the involvement of the CEO and the horizontal 
or cross-departmental cooperation is that of the IT manager and the manager of 
administration as well as the reception and secretary in the case of the new solution. 
 

6.2.6 Cross-Case Analysis 
To conclude the analysis of the roles and dimensions of the buying center, a comparison 
between the cases will now be conducted. To help gain a better overview of the roles 
identified in each case, table 29 summarizes the findings.  
 
Each case has shown to be somewhat unique in the way the initiation of the buying 
process occurs. If any pattern is to be discussed it would be that an informal atmosphere 
with general discussion among co-workers can lead to the conclusion that something 
should be done about the current solution. Employees can get their opinions heard as a 
new solution will affect everyone in the organization to some extent.  
 
The main end users of a new system can often be identified as those working at the 
reception of the respective organization, but with the understanding that every employee 
will be a user more or less. The reception is often involved in the buying process to some 
extent, but their influence in the final decision is fairly limited.  
 
When comparing the different buying centers, the size is found to usually be very small, 
ranging from one person to three depending on which part of the buying process is active. 
Each process can be said to be characterized by some level of time fragmentation, as the 
active members of the buying center will always vary throughout the buying process. In 
each case the CEO (or the Secretary General in the case of Sveriges Advokatsamfund) 
plays a key role as decision maker and in four out of five cases signs all the contracts 
(again the case that differs is that of Sveriges Advokatsamfund with the General Counsel 
signing contracts). It is in connection with the variation of the size of the buying center 
that vertical and horizontal involvement emerges but is in all cases logically very limited 
again due to the size of the buying center.  
 
The cases show a fairly high level of centrality. The assigned project manager or 
coordinator will act as the center of communications. Often only one individual will be 
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left in charge of the purchase and that person will also be in contact with all other people 
involved, hence the high level of centrality.  
 

Table 29: Identified Roles in the Buying Center of Each Case 

Role Case 1: 
Alcadon AB 

Case 2: 
Sveriges 
Advokat-
samfund 

Case 3: 
Bygganalys 

AB 

Case 4: 
ebab 

Case 5: 
GDA 

Initiator Manager of IT 
and 
telecommunica
tions 

Secretary 
General 

CEO Project 
coordinator for 
head office 
relocation 

Temporary 
receptionist 

User Everyone in 
the company 

Everyone in 
the company 

Everyone in 
the company 

Everyone in 
the company. 
Specifically the 
reception. 

Everyone in 
the firm. 
Specifically the 
reception. 

Influencer Managerial 
group (CEO, 
IT manager 
and the 
purchasing 
manager) 

General 
Counsel 

Internally: IT 
department 
Externally: 
Enthusiastic 
consultant 

Internally: 
Project 
coordinator for 
head office 
relocation 
Externally: 
Personal friend 

IT manager 

Controller CEO  General 
Counsel 

IT manager Managerial 
group (CEO 
and the 
remaining two 
owners of the 
company) 

IT manager 

Decider CEO  Secretary 
General 

CEO CEO CEO 

Buyer CEO General 
Counsel 

CEO CEO CEO or two 
partners if the 
previous is 
N/A 

Gatekeeper Manager of IT 
and 
telecommunica
tions 

General 
Counsel 

Respondent 
from the IT 
department 
who managed 
the project 

Project 
coordinator for 
head office 
relocation 

IT manager 

 
Regarding connectedness all organizations studied allow for a high level of 
connectedness, but the actual level of connectedness that will exist is judged to be based 
somewhat on an individual’s level of interest. This means that the members of the buying 
center are free to communicate with each other regarding the issue in questions, but they 
might not see any need to do so. Given however that the active buying center is 
invariably small most of the time throughout the buying process, the level of 
connectedness of the active members of the buying center is concluded to be high.  
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With regards to the role of controller, each case shows differences. This is believed to be 
because of the varying organizational structure even in these small organizations making 
for variation in who will be in charge of setting up a budget for the purchase.  
 
Regarding the role of influencer it has in most cases been found to be the person in 
charge of the investment project who has been seen as taking the role even if this is not 
the individual who actually makes the final decision. Final decisions are invariably made 
by the head of the organization, but under strong influence from the identified 
influencer(s). The role of gatekeeper is found to strongly relate to that of influencer as 
most information is filtered through the person who leads the project, i.e. the main 
influencer. Not forgetting however that strong influence can come from an external 
source such as a consultant in the case of Bygganalys AB without whom the final 
purchase might never have taken place, or a personal friend as in the case of ebab.  
 

6.3 Factors Affecting the Buying Process and the Buying Center 
The final factors to be analyzed are those that potentially affect the buying process and 
the buying center. For each case a connection with the relevant framework is sought at 
the same time as a search for possible additional influences is conducted. Based on the 
developed framework each case is subdivided into; the buying situation, personal factors, 
interpersonal factors, organizational factors, inter-organizational factors, and 
environmental factors.  
 

6.3.1 Case 1: Alcadon AB 
The Buying Situation 
There is no impression that they are under any particular authority driven time pressure to 
install a new solution, but the need is rather guided by the general feeling that the switch 
in use will break down without warning and cause a halt in operations. The evaluated risk 
of buying a new solution seems minimal besides the fact that the transition must be 
simple and the new switch has to work instantly.   
 
Personal Factors 
It is clear that some adaptation to new innovations will take place, but also that there are 
always those that will not be entirely happy with some new technology. It is further clear 
that a certain level of mistrust of sellers does exist as they have a tendency to state that 
some implementation will be “so easy to do”, but end up being very difficult. Ideas from 
suppliers are encouraged, but should be discussed also with technicians from that supplier 
in order to create a better understanding of what is actually possible in reality. Things 
should be kept simple. In addition to this, it is often found that offers from different 
suppliers can be very difficult to compare entailing augmented uncertainty in the 
investment. The perceived difficulty is judged to originate much from the rarity of the 
purchase; a new system is only invested in possibly once every ten years.  
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Interpersonal Factors 
There is much internal networking thanks to the relaxed informal atmosphere and no 
conflicts seem to exist regarding the issue in question. Important to note is that the 
perception is that work stays at work and no external personal influence exists with 
regards to this issue.  
 
Organizational Factors 
The company is owned by MRV Communications Inc. and must seek approval before 
any larger investments can be made. This is however not considered to be too strong of 
an influence by Alcadon AB themselves as this factor is more of a formality mostly. It is 
not likely that Alcadon AB would be told what communications solution to invest in. 
Cost is not as important as having a good reliable system with an excellent support and 
service contract. Upgradeability of the old system is not an issue nor will the new be 
chosen on that ground since it is felt that an entirely new system will be invested in again 
in another ten years time.  
 
The company displays more laggard characteristics when it comes to IT adoption as they 
are aware that with new technology many difficulties can come with it in its introductory 
stage before it with time can become interesting to them. There is really no felt need to 
have the latest solution in order to stay competitive since they already have such a strong 
customer base. The feeling is rather that there are perhaps today too many different 
alternatives to communicate.  
 
Inter-Organizational Factors 
Alcadon AB does not in any way follow the advancements of other companies with 
regards to communications and no networking can be identified to take place in this 
purchasing context. It is simply not considered to be worthwhile to engage in such 
activities.  
 
Environmental Factors 
The advancement of technology means an increased focus on security which is very 
important for the company. With any new technology, the company has strict 
requirements with regards to security.  
 

6.3.2 Case 2: Sveriges Advokatsamfund 
The Buying Situation 
With the purchase of a new solution there was a certain aspect of time pressure as the 
installation needed to commence before the end of the budgetary year. There were also 
financial restrictions on the purchase, but the money available proved adequate to get a 
very good solution. Given that they now have a better working system than before the 
association feels that the benefits gained were worth the cost.  
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Personal Factors 
In the beginning of the search for potential suppliers, the search was initially unbiased 
since the experience level of the buyer was relatively low regarding this type of purchase. 
A preference emerged towards suppliers that could provide the best value for money, i.e. 
the best perceived benefits contra cost. A good level of professionalism and expertise was 
highly valued by the buyer together with personal assistance in finding the best possible 
solution. It was imperative that a supplier could motivate and explain the different costs 
involved. 
 
Interpersonal Factors 
Throughout the process of buying a new communications solution the number of people 
involved has been fairly few. This together with the fairly informal internal atmosphere 
has made the entire process very smooth. 
 
Organizational Factors 
The organization adapted to the new solution with ease, much since the older system had 
begun to show its age and a new system with better functionality was very well accepted. 
In order to aid in the easy adjustment they made the choice to try to stick to one brand for 
the entire solution if possible. The new system was financed by a left-over budget so a 
restriction did exist, but there were enough resources to get a good system. The system 
bought was not the cheapest, but rather as earlier mentioned that which gave the best 
impression of getting value for money. As an organization the association feels they are 
indeed in need of a good solution in order to maintain a professional image towards its 
members.  
 
Inter-Organizational Factors 
Since the organization is in the heart of the Swedish law society they can easily make 
contact with different law firms to find out what they have bought for their solution, 
which is exactly the case here. Hence a level of networking did exist and had an influence.  
 
Environmental Factors 
Even though they do not feel that technology is a threat, but rather an aid to everyday 
work, they do to some extent have to consider the legal issue of passing information 
around which might be delicate. The lawyer profession does require a certain level of 
secrecy that should be kept in mind.  
 

6.3.3 Case 3: Bygganalys AB 
The Buying Situation 
The company was on the move when the new system was to be installed and hence there 
was a level of time pressure associated with the purchase. Cost was an issue as far as 
being able to properly motivate a higher cost. In this case an entire mobile solution 
implied an increase of annual communications costs by 30%, but was judged acceptable 
as the gained benefits of a mobile solution outweighed the extra cost. With the new 
solution compatibility with the old system was not interesting but consideration was put 
to the future upgradeability of the newer solution. 
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Personal Factors 
The CEO of the company is fairly interested in new technology, but has the strict rule 
that it must be beneficial to everyday operations. New innovations are also to an extent 
considered to be too complicated even in their basic composition; there is too much 
functionality available that simply is not used. There was limited experience with this 
particular type of purchase since the pervious solution was old, allowing for an unbiased 
search for suppliers in the beginning. In connection to this lack of experience, a higher 
level of technical language by sellers was perceived where there should rather be more 
focus on how a solution could benefit the company.  
 
Interpersonal Factors 
In this case there was a strong external entrant into the buying center that saved the 
investment; a consultant from a potential supplier. The evolved cooperation with this 
individual made Bygganalys AB keep their interest in continuing the search for a new 
solution. They had earlier begun to lose interest since the comparison between different 
offerings proved very difficult.  
 
The internal atmosphere of the business is very informal and there are no particular rules 
that need to be followed with regards to the passing of information, it is rather a question 
of convenience.  
 
Organizational Factors 
A general perception is that a larger organization can much easier push forward and 
implement new technological innovations than Bygganalys AB. The structure of the 
company does however allow for a certain level of advancement. The IT department has 
an experimental IT budget with which they can try out new innovations and evaluate 
them. Hence the company can perhaps be identified to be ready for new IT innovations, 
but with an IT department making sure that technology is there to help and nothing else. 
An example is the internal survey they have done to find out which mobile phones will 
work best with everyone in order to arrive at some level of internal standardization.  
 
Inter-Organizational Factors 
Fairly little networking can be detected for this particular activity. Nor has any 
consideration been taken to what the competition might be doing with regards to their 
communications solution, an activity that simply would not be worth while nor be 
possible.  
 
Environmental Factors 
The final solution is completely mobile and hence an evolved issue was that of coverage 
of the mobile network that would be used. With the new solution the company switched 
to a supplier with slightly less coverage but a better overall technical solution. They are 
using a GSM network, which is sufficient for business activities, but were faced with the 
fact that no suppliers are choosing to expand their GSM coverage as the 3G technology is 
spreading instead. 3G has however yet to show its benefits for the business user.  
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6.3.4 Case 4: ebab 
The Buying Situation 
Cost is an important factor that must not be neglected. All new investments must be well 
motivated. Cost is forced to balance with future possibilities for upgrades so that the 
system can be useful as long as possible. The investment was under some time pressure 
as it took place in connection with a relocation of the head office.  
 
Personal Factors 
The individual in charge of the purchase had extensive previous experience with 
communications as he has worked at a large company in the telecommunications industry 
for several years. This prompted for a good understanding of what needed to be done and 
who to talk to in order to get the best possible result.  
 
Interpersonal Factors 
In the context of buying a communications solution interpersonal networking played a 
crucial part for ebab as it was through a personal non-work related friend which the new 
solution was attained.  
 
In order to be considered as a supplier for ebab, not only with regards to a 
communications solution, ebab is clear that it requires a good connection on the personal 
level. A supplier must give confidence and show professionalism by showing that they 
understand the way ebab operates and can gain an understanding of ebab’s problems; 
view things from their perspective. This personal impression reflects the informal 
atmosphere in which ebab internally is used to work in. 
 
Organizational Factors 
Even though cost has been mentioned to be an issue, the organization itself is not 
hindered by cost, but rather sees the motivation of it to be important in retaining a good 
business health. New innovations must come at a reasonable cost in order to be 
interesting. The bought switch might not have had all the wanted functionality in its 
original shape, but since it was upgradeable it was still considered and in combination 
with an excellent price it proved to be just right.  
 
The company also feels in general regarding purchases that it must be ebab itself that has 
control over the situation. A solution must adapt to them, not the other way around. Ebab 
is not an early adopter of new technology but rather waits to see how things have worked 
out for others using it. Once a solution has been bought it must be robust enough to last 
for several years without becoming obsolete.  
 
Inter-Organizational Factors 
The company is operating in a very network intense business environment and they feel 
that they can easily get in contact with experts in an area that has proved to be interesting 
to ebab. When searching for a new solution ebab used this network as some businesses 
that were known to have recently invested in a new solution themselves were contacted.  
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Environmental Factors 
With proper motivation new technology is accepted in the business and not at all seen as 
a threat.  
 

6.3.5 Case 5: Gernandt & Danielsson Advokatbyrå KB 
The Buying Situation 
The issue of “down-time” highlights the risk involved in any changes to the system. Any 
new addition to the current solution must be able to be installed very quickly and without 
shutdowns as some employees must be reachable next to all the time. Any compatibility 
with the old solution was not sought, but with the new they made sure that upgrades are 
possible.  
 
Personal Factors 
After some bad experiences with their original supplier, the requirement that a potential 
supplier should have some references has evolved. Experience has further taught the firm 
that technicians should be present when discussing changes to their current solution. A 
certain level of mistrust has resulted from just talking to sellers who are unable to 
understand the IT environment in which GDA operates.  
 
Interpersonal Factors 
The atmosphere in the company is internally somewhat informal and employees (mainly 
lawyers) who have seen something new and interesting are not afraid to speak their mind 
and ask for it from the IT department. Regarding the switch however, their interest was 
minimal and hence their influence also.  
 
As already discussed when looking at GDA’s buying center, the holder of the CEO post 
of the firm changes every second year and the interest in IT from top management can 
hence vary with it. 
 
Organizational Factors 
It is of key importance to motivate cost versus functionality. The IT part of the firm does 
account for a large part of the budget and its importance does shine through and makes 
the business judged to be structurally ready for IT innovations. Further, as a company 
GDA feels somewhat safer having a larger supplier as that usually means better security 
and customer service. 
 
The adoption of new technology varies within the firm. Due to the structure of the 
business it is usually only the administrative portion that can be forced to adapt to new 
technology if required.  
 
Inter-Organizational Factors 
The IT department of the firm has good contacts with several IT companies that keep 
them up to date with what is happening on the market. At the time of the investment for 
the switch currently in use however, this was not the case and it is perhaps because of that 
they ended up with some problems during the installation.  
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Environmental Factors 
The only felt threat of technology is its cost. In the very prestigious environment in which 
the firm operates, requests can entail expensive investments in the latest flashy 
innovation. The level of adoption can to some extent be influenced by the fact that a new 
technology must be secure enough to be able to use it in the legal profession.  
 

6.3.6 Cross-Case Analysis  
The final analysis takes a look at all the found influences from each case and looks at 
them from a holistic view in the search for similarities and dissimilarities. Table 30 lists 
the more easily recognized influential factors in order to get a better overview of the 
findings.  
 
The Buying Situation 
It is difficult to spot a pattern with regards to time pressure as this factor has varied in 
each case. Of more concern has been that given the centrality of a communications 
solution to the business operation, much consideration has invariably been identified with 
regards to minimizing the affects of the installation of a new switch on everyday business. 
The risk of possible problems with an installation causing the organization’s 
communications to be disturbed is found to be of very high concern in each case. 
 
It is further clear that the buying situation in itself can emerge not so much because of a 
felt need for new functionality, but rather the worry or risk that the old system will stop 
functioning properly or is simply too complicated. Looking for example at the two cases 
involving firms active in the construction industry the need for a new solution arose in 
connection with a relocation of the head office. In both cases there was a felt need that 
the older more complicated, mixed, or simply out-dated solution should not be dragged 
along with the company to a new location.  
 
Invariably the cases have involved a situation in which a completely new solution, i.e. 
discarding old system upgrades, has been found to be the only option for change. All 
buyers have been fairly inexperienced with the type of purchase in question and have 
with gained knowledge understood the importance of having a solution that can be 
upgraded in the future.  
 
Personal Factors 
Investing in a new communications solution is a fairly rare process that occurs roughly 
every tenth year in the organizations studied. The people involved in the process have 
been inexperienced with this type of purchase and in all cases the initial search for 
suppliers is concluded to have been unbiased. It is rather the gained experience 
throughout the buying process that has led to perceptions about the industry. Looking for 
example at the two cases Alcadon AB and GDA, who after experience clearly express the 
need to talk to more than just sellers when investing in IT solutions in general.  
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Interpersonal Factors 
A new communications solution is hardly an investment that is prone to internal conflict 
in any of the cases, but noting the fact that it is difficult to make everyone happy. There 
will always be those who express dismay when some new technology is presented to 
them that they are forced to use. In each case an informal atmosphere seems to dominate 
the internal communications and hence information about a purchase can pass freely 
within the business and opinions are not found to be hindered in any way.  
 
Strong external influence on the interpersonal level was found in two cases: Bygganalys 
AB and ebab. The external influence in these two cases does however differ and hence 
the similarity ends at the recognition of their respective existence.  

 

Table 30: Main Influencing Factors of Each Case 

Influencing 
Factors 

Case 1: 
Alcadon 

AB 

Case 2: 
Sveriges 
Advokat-
samfund 

Case 3: 
Bygganalys 

AB 

Case 4: 
ebab 

Case 5: 
GDA 

 
The Buying 

Situation 

Simple 
transition 

Time 
pressure to 
start 
installation 

Time 
pressure as 
installation 
needed to 
coincide with 
office 
relocation 

Time 
pressure as 
installation 
needed to 
coincide with 
office 
relocation 

Simple 
transition 
minimizing 
“down-time” 
of 
communicatio
ns 

 
Personal 

Some mistrust 
of IT industry  

Suppliers must 
motivate 
benefits 
contra costs  

Solution must 
be simple and 
the benefits 
clearly 
understood 

Strong 
previous 
telecommunica
tions 
experience 

Some mistrust 
of IT industry 

 
Interpersonal 

Informal 
internal 
atmosphere 

Informal 
internal 
atmosphere 

Informal 
internal 
atmosphere 

Informal 
internal 
atmosphere.  

Informal 
internal 
atmosphere 

 
Organizational 

No immediate 
financial 
restriction 

Financial 
restrictions, 
but not 
strongly felt 
influence 

Good 
motivation of 
cost = no 
immediate 
financial 
restriction 

Good 
motivation of 
cost = no 
immediate 
financial 
restriction 

Good 
motivation of 
cost = no 
immediate 
financial 
restriction 

 
Inter-

Organizational 

No felt 
influence 

Networking to 
a limited 
extent 

No felt 
influence 

Networking 
was used to 
ask other 
businesses 
about their 
solutions 

Networking 
not used for 
current 
solution, but 
would be used 
in a future 
investment 

 
Environmental 

Technology 
must be secure 

Technology 
must be secure 

Coverage 
issue of chosen 
mobile 
network 

No felt 
immediate 
influence.  

Technology 
must be secure 
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Organizational Factors 
It seems that with proper motivation cost is not so much of an issue in balance with 
benefits gained. If the individual in charge of the investment in each case can motivate a 
cost increase versus gained benefits for the company, a higher cost appears to be 
acceptable. None of the firms give the impression of being hindered by lack of financial 
resources, but the restriction of needing to motivate cost is always there.  
 
Three out of the five studied organizations have a special IT department giving the 
impression of a higher readiness or adaptability to new technology. The other two; 
Sveriges Advokatsamfund and ebab; do however also show a strong IT adoption thus 
showing that the presence of such an organizational structure has in these cases shown no 
solid difference with regards to influencing IT adoption in comparison with those 
organizations having an official IT department. This can of course also be the case 
because the individual left in charge of the purchase in both these cases respectively have 
had either personal previous experience in the field leaving him semi-responsible for IT 
(ebab) or just a level of personal interest in IT innovations as in the second case (Sveriges 
Advokatsamfund).  
 
Inter-Organizational Factors 
With regards to inter-organizational activities or networking, the findings give a very 
heterogenic view with regards to the use of networking in general. Looking closer at the 
case of buying a communications solution some degree of networking is only detectable 
in the case of Sveriges Advokatsamfund and ebab as some contacts were made in each 
case with different firms in order to find out what kind of system they had invested in.  
 
Further it seems that to keep track of what the competition is up to is usually not 
considered to be interesting in any of the cases except for the law firm, where prestige 
can play an important part in the case of smaller purchases such as mobile phones.  
 
With regards to retailer preference as mentioned in the framework, the discussion so far 
clearly shows that none of the cases show any specific retailer preference in the 
beginning of the decision process. They have all rather developed certain criteria as their 
experience level has increased as partly discussed under the topic of personal factors 
earlier. There is no indication of brand or retailer loyalty as all organizations will rather 
do the initial research fairly unbiased in order to shop around for the best possible 
solution for them.  
 
Environmental Factors 
The influences of environmental factors are not found to be strong in either of the cases 
in the study’s context. The main issue discussed is the technological advancement and the 
potential forced compliance with new innovations. The findings show that in most cases 
(all but Alcadon AB) technology is not seen so much as a threat, but rather as a potential 
benefit to the organization if properly applied. The only real concern mentioned was that 
of security and keeping up a good professional impression. It is found to be invariably 
more important to have a good working solution than the latest innovation with which 
there can still be market introduction problems.   
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Chapter 7 – Findings and Conclusions  
 
In this final chapter the concluded answers to the research questions will be provided. 
Further, a discussion will be held as to the implications of this research both from an 
academic standpoint as well as business management point of view. 
 

7.1 Findings Regarding the Buying Process 
The first research question laid forth in this study was aimed at trying to characterize the 
buying process of Swedish SMEs in the context of buying a communications solution. 
The cases studied have shown buying processes invariantly resembling that provided by 
the framework but with small differences that should be noted. First of all, as suggested 
by the framework through Jocumsen (2004), SMEs often follow a less complex decision 
process in which the boundaries between steps or phases are often blurred and can 
overlap. The findings here do to some extent coincide with this theory. In no case was the 
buying process found to be an officially recognized formal procedure, but rather an 
evolved logical process that applies to purchases of this kind. In addition to this, it is not 
a dedicated task, but rather an addition to the regular workload of the individual or group 
left responsible for the purchase. 
 
Investing in a communications solution is judged to be a very rare purchase; hence a high 
level of inexperience is often present affecting the process partly by often resulting in an 
initially unbiased collection of quotations for comparison, i.e. no supplier preference 
seems to dominate until some experience is attained.  
 
The initiation of the buying process is concluded to be fairly unique to each case, but if 
any pattern is to be mentioned it is the discovery that office relocation has in two of the 
five investigated cases been identified as a key factor in recognizing the need for a newer 
solution. A company is unlikely to want to drag an outdated solution with it to a new 
location.  Any disturbance in operations related to the transition to a new solution will be 
added to those inevitable with the change of office location.  
 
Further, it seems rare that any official evaluation of an investment such as a 
communications solution will take place. The emerged pattern is rather that everyday 
informal discussion is sufficient to collect information regarding satisfaction or 
dissatisfaction of the purchase. 
 
To sum up the discussion on the findings with regards to the buying process, a short list is 
presented with the conclusions drawn: 
 

 No official process, but logical steps are taken which all bear strong 
resemblance to earlier studies defining the buying process 

 
 Unbiased collection of requests and supplier offers  
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 Not a dedicated task  
 

 Need recognition can emerge through an inevitable disturbance in operations 
such as office relocation. The transition to a new communications solution 
(switch) will only be added to the inherent difficulties of the move. 

 
 Usually the step of post-purchase evaluation is excluded  

 

7.2 Findings Regarding the Buying Center 
The second research question regards the individuals who are active in the buying 
process. What conclusions can hence be drawn with regards to the characteristics of the 
buying center of Swedish SMEs when purchasing a communications solution?  
 
First of all it is concluded that an informal atmosphere dominates in the organizations 
studied. No formal policies with regards to how specifically this type of purchase should 
be conducted have been identified, but rather praxis applying to general purchasing in the 
organization will also apply here. The informal atmosphere means that anyone within the 
organization who has something to add to the discussion will usually get the opportunity 
to do so without being hindered by for example the company’s hierarchical structure. 
Even though everybody in an organization is always considered to be end users of the 
system, special considerations often involve the reception. The people there will hence 
often be found involved in the buying process to some extent, but with fairly limited 
influence on the final decision.  
 
As suggested by Webster and Wind (1972), the same role can be played by several 
individuals or one and the same individual. This reflection is shown to apply in this 
study’s context; typically the roles of decider and buyer will be taken by the head of the 
organization. Further the roles of gatekeeper and (internal) influencer will be played by 
the same individual which will be the purchase or project coordinator.  
 
With regards to the role of controller, every organization will usually display unique 
characteristics as to who will be in charge of setting up a budget for the purchase and 
following it. The role of controller is concluded to be much guided by the authority 
structure of the organization meaning that sometimes the person left in charge of the 
process of finding a new solution might not in all cases have been given full authority 
over the budget of the purchase.  
 
The dimensions described by Johnston and Bonoma (1981) as well as Dwyer and Tanner 
(2002) have also proved useful when describing the buying center. The buying center 
identified is invariably very small with usually just one person acting as the project 
manager or coordinator. The CEO or head of the organization does invariably participate 
to some extent, but his or her interest in the purchase can vary and hence the role is only 
to give or deny approval for some part of the purchase as well as signing all important 
contracts. The aspect of approving a certain step in the process is in some work 
associated with yet another role in the buying center not mentioned earlier, that of the 
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approver (Kotler, 2003). The role is defined as: the people who authorize the proposed 
actions of deciders or buyers (Kotler, 2003). 
 
In conclusion a listing of the characteristics of the buying center of Swedish SMEs when 
buying a communications solution is presented: 
 

 The role of initiator cannot be predicted as the recognition of a need can come 
from many different sources and often be elicited from organizational 
consensus (general discussion) that there is a need for a change 

 
 The end users of the solution is always recognized as everyone in the 

organization, but special understanding usually exists with regards to catering 
to the receptions special needs 

 
 Key influencer and gatekeeper are roles often played by the same individual 

 
 External influencers can exist, but their influence is found to be filtered 

through the main internal influencer or gatekeeper of the organization 
 

 The individual with authority over the budget of the purchase (controller) will 
vary from organization to organization 

 
 The final decision to buy is often taken alone by the head of the organization 

who also acts as the buyer signing all necessary contracts. The final decision 
is however strongly influenced by the identified influencer(s). 

 
 An informal atmosphere invariably dominates allowing for anyone in the 

organization who is interested to get their opinion heard  
 

 The buying center will invariably be subjected to time fragmentation as the 
number of people involved will vary throughout the buying process (and 
hence also the level of vertical and horizontal coordination) 

 
 The buying center rarely follows a formal policy. It is rather praxis that 

dictates its activities. 
 

7.3 Findings Regarding the Factors Affecting the Buying 
Process and the Buying Center 
The additional factors that can affect the buying process and the buying center have been 
shown to be numerous. With the help of the developed framework, analysis has provided 
some general characteristics that will be discussed and are recognized to be specifically 
important in the given context.  
 
First of all, with regards to the buying situation, time pressure associated with the 
installation of a new solution - when it takes place and how much time it will require - is 
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concluded to play a crucial part in influencing the choices made. A key risk is expressed 
through the fact that given the centrality of a communications solution to an 
organization’s operations, any changes must be sure to not disturb everyday business to 
any large extent.  
 
Due to the rarity of the type of purchase investigated, the experience level of individuals 
involved has been found to be fairly low. In all cases a completely new solution has been 
found to be the only option for a change since the old solution or switch was simply too 
old to be upgradeable. This might in fact indicate that the market is currently going 
through an upgrade phase as many businesses are realizing the fading quality of their old 
solutions. All newer solutions are however highly upgradeable and the possibility to 
upgrade is concluded to often be an issue when discussing a purchase with a supplier. 
With connection to the lack of experience in the early phases of the buying process, it is 
clear that no previous supplier preference seems to exist allowing for an initially unbiased 
search for suppliers. With time however, each company has evolved preferences both on 
a personal and organizational level. A good example is the often evolved preference to 
get to talk to a technician from the supplier before a purchase takes place and not just 
meet or talk with the sellers in order to make sure a new product will work properly in 
their own IT environment. It should be added that this is a phenomena discussed by 
Robinson et al. (1967) as creeping commitment: as more decisions are made (experience 
gained) the number of possible alternatives will reduce. All cases have shown a fairly 
open-minded view in the beginning of the buying process only to later evolve certain 
preferences as to how things should work and what is required from a supplier before a 
final decision is made. This highlights the importance of a potential supplier to get in as 
early as possible in the buying process. The earlier the entrance, the less solid the 
requirements from the buyer will be to be considered as a supplier.  
 
On an organizational level, all cases in this study show a fairly high level of IT adoption 
and no real variation with regards to the influence of their respective organizational 
structure on IT adoption can clearly be identified. In conclusion, the presence of an IT 
department might have influence on the ease of IT adoption, i.e. making the firm more 
ready for new innovations, but its existence shows no clear indication regarding the level 
of that adoption, i.e. how extensively IT is used in operations. The financial resources 
available to each studied organization do vary, but in the study’s context it seems 
invariably more important to get a good solution. Cost is hence concluded to not be an 
obstacle as long as it is well motivated through a good understanding of benefits gained 
through an investment. IT innovations must always be adapted to the business and not the 
other way around. If a new technology cannot be adapted it will not at all be interesting in 
the first place. 
 
Moving on to the issue of inter-organizational factors, the main factor in focus here has 
been to look at the potential influence of networking activities. The degree to which 
networking is used varies, but it is concluded to be a potentially strong influence as 
businesses are not afraid if necessary to contact other businesses to find out how they 
have solved their communicative needs. Another inter-organizational influence, however 
only detected in one case should also be noted: prestige can, particularly in law firms, 
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strongly influence for example the choice of mobile phones and other smaller devices 
that will be on display in the presence of competitors. All studied cases have also given 
the general opinion that excellent communications is important in the aim of maintaining 
a professional image and retain good customer relations.  
 
Throughout the discussion of possible influential environmental factors, the issue of 
technological advancement and its affects has dominated. The conclusion drawn is that 
technology in itself is not seen as threatening as long as the issue of security is resolved. 
A new technology must be secure and adaptable to a business’ operations. The only other 
environmental influence really discussed was that of legal implications only mentioned in 
the cases with organizations dealing much with more delicate information such as the law 
firm, again a factor with strong linkage to security. 
 

7.4 Conclusions Regarding the Research Problem 
In the first chapter, the reader was introduced to the research problem of this study: 
 

How can the buying behavior of Swedish SMEs be characterized when purchasing a 
Communications Solution? 

 
In order to better understand the research problem and also answer it, the three research 
questions that have been answered in the previous sections where introduced gradually in 
chapter two. What more can now be said regarding the research problem based on the 
findings presented? 
 
Much as previous theories have suggested regarding SMEs, it has been found that the 
buying process of Swedish SMEs is also inherently less complex than what is usually 
found in the case of larger organizations. The buying activities do however follow a 
logical path that coincides fairly well with previous theories. The buying center is then in 
connection to this typically very informal in its proceedings and communications. The 
number of people actively involved in the purchase will often be very few; in most cases 
only one individual is left in charge of the purchase as a type of project coordinator. 
Finally, it is important to realize that the factors that affect the buying behavior in the 
given context can be numerous as has been discussed in more detail previously in section 
7.3 above. The following two sections will focus on the implications, both on theory and 
on management, of the findings and conclusions presented.  
 

7.5 Implications on Relevant Theory 
As has been mentioned several times throughout this thesis, the findings of this study 
should not in any way be generalized. Research at this level can only be regarded as a 
form of exploratory study possibly paving the way and inspiring future more extensive 
research projects. With this understanding, a discussion should of course however evolve 
with regards to how the conclusions relate to the theories and framework presented as a 
basis for the analysis. Does this study add to the validity of earlier theories? Does it 
perhaps show indications of new patterns that have not been discussed before?  
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The study is concluded to have given some added validity to previous research with 
regards to for example to use of the buy-phase model to describe OBB as well as to the 
added conclusions by Jocumsen (2004) that SMEs often display mainly less complex 
versions of the original models. The same discussion applies to the buying center as it is 
also deemed to have been useful in describing the buying behavior in this study’s context.  
 
The work of Harker and Van Akkeren (2002) should also specifically be mentioned as 
their proposed influential factors have shown importance in the studied cases of Swedish 
SMEs (Their study having been conducted on Australian SMEs). Perceived benefits, 
perceived control, mistrust of the IT industry, as well as structure and readiness of the 
firm are all good examples of factors mentioned that are concluded to be of importance 
also in Swedish organizations with regards to their level of IT-adoption. 
 

7.6 Implications on Management 
The managerial implications that are to be discussed here are directed mainly at 
management gaining a better understanding of how SMEs buy a communications solution 
and ultimately better being able to provide SMEs with the type of products and services 
they require. Key topics that have specifically been requested by the supervisor of this 
study to investigate are that of: Who is the key decision maker? Who is or are the key 
influencers? What influences the choice of retailer? What are the inherent needs of the 
SME segment? And finally what weight is put on financial considerations in a potential 
purchase? 
 
With these factors in mind the first implication is that management must understand that 
the involvement of the CEO of an SME with regards to the purchase of a 
communications solution is often very limited. The head of the organization will be the 
one making the final decision to buy and sign the contracts, but is concluded to be under 
strong influence from the individual or individuals who have been left in charge of the 
investment. Hence it is rather the people or individual to which the task has been 
delegated that will have an augmented level of influence on the final decision. Due to the 
size of SMEs, these people must always be able to motivate cost versus gained benefits 
for the organization to the CEO if any purchase is to be made. Given also that it is often 
only one person who will be in charge of the project of finding a new communications 
solution, the issue of personal connection and trust will be of importance when dealing 
with potential suppliers. The supplier contact must maintain a professional personal 
impression throughout the decision process.  As a final important point with regards to 
influences it should be understood that it is not necessarily an individual’s position in the 
company that will be of key importance to determine his or her level of influence. This 
means that marketing efforts can perhaps be focused on people who show an interest; 
someone who will listen to the ideas and in turn will market them internally to the other 
people of the firm.  
 
Further, it must be understood that any retailer preference is rare in this context as the 
level of previous experience with this type of purchase is often limited. The organizations 
studied showed no particular retailer or brand preference but rather always seek the best 
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possible solution for what they judge to be a reasonable cost. New technology is 
expensive, but with proper motivation of cost versus gained benefits, it is rare that an 
SME will choose the cheapest solution. Getting “value for your money” is an important 
feeling and will outweigh solely striving for a minimal initial cost of investing.  
 
With regards to the needs of SMEs, it is imperative that a potential supplier can display 
an understanding of how the potential customer conducts their business – view things 
from the customer’s perspective and understand their problems, ultimately helping to 
solve them. Based on this a supplier should be able to highlight and explain in what ways 
their solution will improve a business’ operations; how the system will work in a specific 
business/IT environment. The organizations studied here have not shown any greater 
interest in the benefits of a new solution further than the fact that they will have a better 
functioning system. This means that a new solution will rather be invested in when the 
older is beginning to show its age rather than direct felt lack of functionality. With this 
understanding it seems that the organizations here have however often had an interest in 
the possibility to upgrade the new system they have chosen to invest in. This means that 
they might for the moment only be interested in getting an updated better functioning 
solution, but in the future will be interested in innovative upgrades that might benefit the 
company.  
 
A clear understanding of the benefits of a new communications solution is a requirement 
that must not be overlooked. There should perhaps not be too much focus on the 
technology itself, but rather what benefits it can bring to the business; what it can be used 
for. Simplicity both in the use of and transition to new technology is in connection to this 
an issue that can often be discussed as the requirements of each organization will vary. 
Meaning in turn also that the people affected by a change will often request simplicity, 
but the perception of what is simple will vary from person to person and inevitably from 
business to business. Finally, suppliers must then be able to put the customer business in 
the center, making the buying organization feel they understand and have control over the 
situation as well as confidence that the transition to a newer system will be without 
difficulties.  
 

7.7 Final Words and Suggestions for Further Research 
Hopefully this thesis has first of all been able to increase the readers understanding how 
Swedish SMEs purchase a communications solution. In addition to this, the study in its 
entirety might also provide a better understanding of the area of OBB, perhaps even 
sparked further interest in the topic.  
 
To conclude, the reader is urged to try to judge this thesis in its completeness and through 
so doing understand that the answers given here must not be seen as absolute. The subject 
described and explored is as discussed in the methodology chapter characterized by 
qualitative case study research and hence carries with it certain inherent difficulties with 
regards to generalization for instance. It can be asked for example whether or not the 
answers given during interviews would be answered in a different way if the research was 
to be conducted anew. Have really the proper questions been asked that were needed to 
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provide plausible answers to the research questions? Some ideas for further research are 
given to suggest what might be done to help in partly validating this study, as well as 
continue to increase the understanding of OBB in the context in question: 
 

 Conduct the same type of study but with more cases in order to augment the 
validity of the research 

 
 Conduct the same study but with a different selection of case study objects 

more focused on one type of organization 
 

 Conduct a study with more focus on the influential factors for example. This 
study has tried to cover a fairly vast area; a future suggestion would be to only 
focus on one of the three research questions investigated here. 

  
 Look at another region of Sweden. Stockholm based businesses might be 

characterized by a different financial situation and attitude towards IT than 
other regions. 

 
 Conduct a study more from the retailers’ perspective in order to gain a better 

understanding of how they perceive the buying behavior of their customers 
 

 Conduct a study wherein the case study objects have next to no previous 
experience in buying a communications solution. This study has been very 
focused on organizations with some level of experience and understanding of 
what a communications solution is. 

 
 Conduct a quantitative study with which clearer statistics can be given as to 

how many people are involved in the buying center and how many steps are 
taken in the buying process. In the same way next to all factors discussed in 
this thesis can be explored such as: How many SMEs feel they are under time 
pressure to buy a solution? How many feel they are under the influence of 
other businesses? etc. 
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Appendix I - Commission of European Communities 
2003 Definition of SMEs 
 

• The category of micro, small and medium-sized enterprises (SMEs) is made up of 
enterprises which employ fewer than 250 persons and which have an annual 
turnover not exceeding 50 million EUR, and/or an annual balance sheet total not 
exceeding EUR 43 million. 

 
• Within the SME category, a small enterprise is defined as an enterprise which 

employ fewer than 50 persons and whose annual turnover and/or annual balance 
sheet total does not exceed EUR 10 million. 

 
• Within the SME category, a micro-enterprise is defined as an enterprise which 

employs fewer than 10 persons and whose annual turnover and/or annual balance 
sheet total does not exceed EUR 2 million. 
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Appendix II – A General Model for Understanding 
Organizational Buying Behavior 

 

 
Source: Webster and Wind (1972, p15)
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Appendix III – An Integrative Model of Industrial Buyer 
Behavior 
 

 
Source: Sheth (1972, p51)
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Appendix IV – Six Sources of Evidence: Strengths and 
Weaknesses 
 

Source of Evidence Strengths Weaknesses 
 
Documentation 

• stable – can be reviewed 
repeatedly 

• unobtrusive – not 
created as a result of the 
case study 

• exact –contains exact 
names, references, and 
details of an event 

• broad coverage – long 
span of time, many 
events, and many 
settings 

• retrievability – can be 
low  

• biased selectivity, if 
collection is incomplete 

• reporting bias – reflects 
(unknown) bias of 
author 

• access – may be 
deliberately blocked 

 
Archival records  

• [same as above for 
documentation] 

• precise and quantitative  

• [same as above for 
documentation] 

• accessibility due to 
privacy reasons 

 
Interviews 

• targeted – focuses 
directly on case study 
topic 

• insightful – provides 
perceived causal 
inferences 

• bias due to poorly 
constructed questions 

• response bias 
• inaccuracies due to poor 

recall 
• reflexivity – interviewee 

gives what interviewer 
wants to hear 

 
Direct Observations 

• reality – covers events in 
real time 

• contextual – covers 
context of event 

• time-consuming 
• selectivity – unless 

broad coverage 
• reflexivity – event may 

proceed differently 
because it is being 
observed 

• cost – hours needed by 
human observers  

 
Participant-Observation 

• [Same as above for 
direct observations] 

• insightful into 
interpersonal behavior 
and motives 

• [Same as above for 
direct observations] 

• bias due to investigator’s 
manipulation of events 

 
Physical Artifacts  

• insightful into cultural 
features 

• insightful into technical 
operations 

• selectivity 
• availability 

Source: Yin (2002) 
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Appendix V – Swedish Interview Guide 
 
Generell information 
 
Företagets namn: 
 
Respondent: 
 
Titel: 
 
Antal år vid företaget: 
 
Telefon: 
 
Fax: 
 
E-post: 
 
Datum: 
 
Allmänna frågor om företaget 
 

1. I vilken bransch är företaget verksamt? 
 

2. Hur länge har företaget funnits? 
 

3. Hur många anställda har företaget idag?  
 

4. Hur ser ägandestrukturen ut i företaget? 
  

5. Vad anser ni vara företagets starkaste konkurrenskraft?  
 

6. Var god och ange organisationsstrukturen av företaget. 
 

7. Vad är företagets kortsiktiga respektive långsiktiga mål, om dessa existerar? 
 

8. Vad skulle ni vilja se i en teknologisk innovation som kan påverka 
kommunikationen i ert företag på ett positivt sätt? 

 
9. Upplever ni ett ökat behov av att vara mer mobil och flexibel i ert sätt att arbeta 

då man talar om kommunikationsbehov?  
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Nuvarande lösning 
 

10. Kan ni vänligen kort beskriva er nuvarande kommunikationslösning? (Telefoner, 
faxar, telefonväxlar, elektronisk post, mobiltelefoner etc.) 

 
11. Hur länge har ni använt er av den nuvarande lösningen? 

 
12. Vilka märken använder ni? Varför har ni valt just det märket/de märkena? 

 
13. Möter er nuvarande kommunikationslösning de affärsmässiga krav som ställts?  

 
14. Då ni installerade den nuvarande kommunikationslösningen, var övergången som 

förväntat eller stötte ni på oväntade hinder och/eller underlättanden? 
 

15. Vart vänder ni er om problem dyker upp med den nuvarande lösningen? 
 

• Annan personal vid företaget? 
• Tillverkaren? 
• Återförsäljaren? 
• Externa konsulter? 
• Annat (Var god och ange detaljer)? 
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Frågor angående inköpsprocessen 
 

16. Var god beskriv varje steg och antalet steg som tas innan man når ett beslut att 
köpa och inkludera även eventuella utvärderingar efter köp. 

 
Steg Namn / Berörd 

avdelning 
Beskrivning 

1   
 

2   
 

3   
 

4   
 

5   
 

6   
 

7   
 

8   
 

9   
 

10   
 

11   
 

…   
 

 
 

17. Vilka är de främsta kraven som ett företag måste uppfylla för att kunna övervägas 
som en leverantör av en kommunikationslösning? 

 
18. Vilka är de viktigaste påverkande faktorerna då ni överväger olika erbjudanden 

från diverse leverantörer vid val av slutgiltig leverantör? 
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Frågor angående identifiering av avdelningar och individer involverade 
i inköpsprocessen 
 

19. Finns det någon IT-ansvarig och/eller ansvarig för kommunikation?  
 
20. Om så, vad är den professionella respektive akademiska bakgrunden? 

 
21. Hur länge har denna person/dessa personer varit anställda vid företaget? 

 
22. Vilka individer skulle ni vid köpet av en kommunikationslösning identifiera som: : 

 
Roll Uppgift / Titel / Avdelning 

…initierare av inköpsprocessen genom att 
upptäcka/inse behovet av en ny lösning? 

 

…de slutgiltiga användarna av lösningen?  
 

…de(n) mest inflytelserika på det slutgiltiga 
beslutet? 

 
 

…ansvarig(a) för budgeten för 
investeringen? 

 
 

…beslutsfattare med auktoritet att ta det 
sista beslutet? 

 

…köpare som har ansvar och auktoritet för 
kontraktsskrivning? 

 

…individ som tar hand om den mesta av 
informationsflödet angående köpet?  

 

 
 

23. Vilka faktorer känner ni är mest inflytelserika vid bestämmandet om en individ 
kommer vara aktiv i inköpsprocessen samt dess nivå av inflytande?  

 
24. Upplever ni att det bildas någon form av formell inköpsgrupp inom företaget eller 

hamnar individer slumpmässigt där? 
 

25. Är de individer som nämnts ovan kontinuerligt med och aktiva i inköpsprocessen 
från början till slut?  
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Frågor angående influenserna på inköpsprocessen och dess involverade 
individer 
 

26. Upplever ni teknologi som ett hot?  
  Om ja, på vilket sätt?  
 
  Om nej, på vilket sätt? 
  

27. Till vilken grad upplever ni att ni måste förstå fullständigt vad fördelarna med den 
nya teknologin är för företaget innan ni investerar i en ny/uppgraderad 
kommunikationslösning? 

 
28. Skulle ni använda er av konsulter vid köpet av en kommunikationslösning och i så 

fall till vilken grad?  
 

29. Hur långt skulle ert företag vara berett att gå för att anpassa sättet ni arbetar på 
kontra den nya lösningen måste anpassa sig till ert nuvarande sätt att arbeta?  

 
30. Finns det några individer utanför företaget som kan tänkas influera ett beslut att 

investera? Vem/vilka är det om så är fallet?  
 

31. Hur mycket är beslutet påverkat av de teknologiska framstegen som görs av era 
konkurrenter? 
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32. Vilka av de följande faktorerna är extra viktiga för er att gå igenom innan ni 
beslutar om att investera i någon form av uppgradering eller helt ny 
kommunikationslösning?  

 
• Kostnad för själva köpet  
• Kostnad för underhåll  
• Kostnad för uppgradering  
• Framtida behov/möjligheter till att uppgradera 
• Nuvarande kunskapsnivå hos de anställda  
• Kompatibiliteten med det äldre systemet  
• Flexibilitet  
• Konkurrenters användande av egen kommunikationslösning och annan IT 
• Behovet av att standardisera erat system 
• Tid som krävs att vänja sig vid och lära sig den nya tekniken och nya sättet 

att arbeta på 
• Påverkan på nuvarande jobb 
• Annat: Var god och ange detaljer 

 
33. Vad är den bästa respektive sämsta erfarenheten som ni har när det gäller 

introduktionen samt användandet av någon form av kommunikationslösning? 
 

Bästa: 
 
 
Sämsta:  
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34. Vänligen utvärdera följande påståenden: 
 
 Instämmer 

helt 
Instämmer 

delvis 
Håller delvis 

inte med 
Håller 

fullständigt inte 
med 

Vet ej 

 
Ni känner att ni måste 
anpassa er mer till en ny 
lösning än vad den måste 
anpassas till ert sätt att göra 
affärer. 
 

     

 
Ni känner att kostnaderna 
att introducera en ny 
lösning är högre än de 
vunna fördelarna.  
 

     

 
Man måste ha väldigt goda 
kommunikationsmöjligheter 
för att förbli 
konkurrenskraftig på 
dagens marknad.  
 

     

 
Jag kommer lätt på saker 
som skulle kunna förbättra 
effektiviteten i vår 
nuvarande 
kommunikation …där en ny 
eller uppdaterad lösning 
skulle kunna vara bra. 
 

     

 
Jag vet inte riktigt var jag 
ska vända mig för goda råd 
om hur man investerar i en 
bra lösning. 
 

     

 
 

35. Vad för råd skulle ni ge till ett företag som funderar på att investera i en nyare 
kommunikationslösning?  
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Appendix VI – English Interview Guide 
 
General Information 
 
Company name: 
 
Respondent: 
 
Title: 
 
Number of years at the company: 
 
Telephone: 
 
Fax: 
 
E-mail: 
 
Date: 
 
General Questions 
 

1. What type of business are you in? 
 

2. How long has the company been established? 
 

3. Exactly how many people are currently employed in the company?  
 

4. What is the current owner situation in the company? 
 

5. What do you consider to be your most competitive advantage(s)? 
 

6. Please describe the organizational structure of the company. 
 

7. What are the company’s short-term and/or long-term objectives, if such exist? 
 

8. What would you like to see in a technological innovation affecting your 
company’s communications in a positive way?  

 
9. Do you feel and increased need to be more mobile and flexible in the way you 

work with regards to communication needs?  

 113



     

Current situation 
 

10. Could you please briefly describe simply your current communications solution? 
(Phones, faxes, telephone switches, email, mobile phones etc.) 

 
11. How long have you been using the current solution? 

 
12. What brands are you using? Why did you chose that/those particular brand(s)? 

 
13. Does your communications solution meet your business expectations? 

 
14. When you earlier installed a communications solution was the transition as 

anticipated or did you encounter some unexpected problems/relieves?  
 

15.  If you encounter problems with any aspect of your current solution, where do you 
go to seek advice/help? 

 
• Internal staff 
• Manufacturer 
• Supplier 
• External consultants 
• Other (Please give details below)? 
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Questions Regarding the Buying Process 
 

16. Please try to describe each step and the number of steps taken before a purchase 
decision is reached, and also including post-purchase evaluation(s). 

 
Step Name / 

Department 
involved 

Description 

1   
 

2   
 

3   
 

4   
 

5   
 

6   
 

7   
 

8   
 

9   
 

10   
 

11   
 

…   
 

 
 

17. What are the prerequisites that a company should have in order to be considered 
as a supplier of a communications solution? 

 
18. When evaluating proposals and bids from potential suppliers of a communications 

solution, which are the factors that your company most takes into consideration 
for a final supplier selection? 
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Questions Regarding the Buying Center 
 

19. Is there someone in charge of IT/Communication? 
 

20. What is their professional and educational background? 
 

21. How long have they worked for the company? 
 

22. When purchasing a communications solution, which person(s) would you identify 
as: 

 
Role Position / Title / Department 

…the initiator(s) of the buying process by 
recognizing the need? 

 

…the end user(s) of the solution?  
 

…the most influential on the end decision?  
 

…controller of the budget for the purchase?  
 

…the deciders(s) with the authority to make 
the final choice? 

 

…the buyer with responsibility and 
authority for contracting? 

 

…individual(s) who handle the most of the 
information regarding the purchase? 

 

 
 

23. What factors do you feel are most influential in determining whether or not an 
individual will be in the buying process and center, and also that person’s level of 
influence? 

 
24. Is the buying center that is formed a formal group that your company puts 

together or informal created in a more ad hoc manor? 
 

25. Are the people in the above mentioned buying center active and informed 
throughout the entire buying process? 
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Questions Regarding the Influences on the Buying Process and the 
Buying Center 
 

26. Do you feel that technology is a threat?  
  If yes, than in what way? 
 
  If no, than in what way? 
  

27. To what extent do you feel there is a need to understand completely what the 
benefits of a new technology will be to your business before investing in a 
new/upgraded communications solution? 

 
28. Would you use consultants when purchasing a communications solution and if so 

to what extent? 
 

29. How far would your company be willing to change and adapt to a new solution 
versus the new solution being adapted to your way of doing business? 

 
30. Are there any people outside the immediate business that have influence in a 

purchase decision? Who would they be? 
 

31. How much is the decision affected by technological advancements of your 
competitors? 
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32. Before you make an investment in any addition to the current communications 
solution or complete new solution, what of the following factors (if any) would 
you take into consideration? 

 
• Costs of purchase 
• Costs of maintenance 
• Costs of upgrading 
• Future needs/Potential for later upgrade/Upgradeability 
• Skill level of existing workforce 
• Compatibility with older system(s) 
• Flexibility  
• Competitors’ use of a communications solution and IT 
• Need to standardize 
• Adaptation time - Time needed to familiarize yourself/staff with new     

technology 
• The impact on jobs 
• Other: Please provide details below 

 
33. What is the best and worst experience with the introduction of a new 

solution/addition to solution? 
 
Best: 

 
 

Worst:  
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34. Please evaluate the following statements: 
 
 Strongly Agree Agree Disagree Strongly Disagree Don’t 

know 
 
You feel you have to 
adapt more to a new 
solution than it has 
to adapt to your way 
of doing business. 
 

     

 
You feel that the cost 
of introducing a new 
solution is more than 
the benefits gained. 
 

     

 
You need to have 
excellent 
communications in 
order to remain 
competitive in 
today’s market. 
 

     

 
I can think of things 
that could improve 
the efficiency of our 
communications… 
Where a new 
solution might be 
suitable? 
 

     

 
I do not really know 
where to go for good 
advice on how to 
purchase a good 
solution. 
 

     

 
 

35. What advice would you give to anyone thinking of investing in a newer 
communications solution? 
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Appendix VII – Various Suggested Websites 
 
www.advokatsamfundet.se
www.alcadon.se
www.avaya.com
www.blackberry.com
www.bygganalys.se
www.ebab.se
www.eniro.se
www.ericsson.com/enterprise
www.gda.se
www.infrasystems.se
www.msn.com
www.rim.com
www.skype.com
www.telenova.se
www.telia.se
www.vodafone.se
www.lge.com
www.qtek.nu
www.emeraldinsight.com
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http://www.blackberry.com/
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http://www.eniro.se/
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http://www.telia.se/
http://www.vodafone.se/
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