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Abstract

The objective of this thesis is to investigate how the influences of the Internet on the
Organisational Buying Behaviour of professional services can be characterised.

The way organisations purchase services is one of the most important questions to the
business marketing managers of today. The buying of professional services by organisations
i1s complex and difficult to analyse. Each organisation has their own way of purchasing and
these ways are better known as the organisational buying process. The people involved in this
process form the buying centre, and the factors that influence the buying organisation are the
influencing factors in the Organisational Buying Behaviour.

In recent years access to new techniques is easier and cheaper. More and more companies
adapt their system to the Internet. The Internet offer different blends of opportunities to
companies due to variances in speed of, control over, and access to communication and
distribution channels. The Internet as a marketing channel will revolutionise the service
business. However, this depends on how many added values there are in the Internet
communication. These communications and distribution functions will change the traditional
way of conducting business.

The Organisational Buying Behaviour is a complex and dynamic process that requires plenty
of information. Purchasing professional services involves a lot of risks, time and money.
Selection of professional services requires information, knowledge and know-how about the
related subject and area. However, Internet provides the seller and the buying company,
opportunities and access to information and eases the way to find what is required. At the
same time this communication tool is threatening to change and influence the way businesses
are conducted. Therefore, marketers have to identify the reasons to, and have an
understanding of, how the influence of Internet can affect different processes.

The investigation in this thesis was conducted through four case studies. The necessary data
collection was performed through four personal interviews. The survey of literature contains
different models within the frame of Organisational Buying Behaviour of professional
services, such as, the buying process, the buying centre and the influencing factors on the
Organisational Buying Behaviour. Also, theories regarding the Internet and different
communication models are described. These models are discussed further in the frame of
references.

The result of the case studies shows that the influences of the Internet affect the buying
process in a way that makes the process faster and more efficient. However, the buying centre
was not considered to be affected. The respondents did neither believe that the influences of
Internet had changed the influencing factors in the Organisational Buying Behaviour. These
results are based on the information that was available at the time when the data was
collected. Additionally I had the possibility of interviewing only one person at each selected
company.
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1 Introduction

This chapter contains a discussion regarding Organisational Buying Behaviour (OBB), and
the expansion of Internet with respect to the industrial service area. At the end of this chapter
a research problem will be formulated.

1.1 Background

Since the initial days of the Industrial Revolution, the Industrial Market has been the priority
of one person’s high standard of living (Reeder, Brierty, Reeder, 1991). Industrial marketers
serve the largest market of all, the industrial market. The volume of transactions in industrial
markets significantly exceeds that of the ultimate consumer market. The characteristic of this
market is the enormous amount of diversity both in customers served and products sold.
(Hutt, Speh, 1995)

Industrial Marketing is the business activity performed to facilitate the exchange processes
between producers and organisational customers with unique needs to be solved (Morris,
1992). According to Reeder et al (1991) all marketing strategies must begin with a thorough
understanding of Organisation Buying Behaviour as this entails a different knowledge about
the buying situation, process and criteria to apply when making purchasing decisions.
Furthermore, understanding of Organisational Buying Behaviour is fundamental for the
supplier of an industrial firm in order to perceive how to satisfy customer demand in an
optimal way. (Baptista, Forsberg, 1997)

Understanding the purchasing process in business markets is required to be aware of what is
involved when an organisation buys goods and/or services. In most cases, the purchasing
department, who are in charge to make the buy, does not directly use those goods and/or
services even though it has the responsibility for buying them. Many other departments may
be involved, and these typically influence the goods and/or services bought as well as the
choice of suppliers. (Haas, 1995)

Further, Haas (1995) stated that organisational buying is not simply the action someone takes.
It is actually the outcome of interactions between purchasing professionals. And those who
are involved in the process may in one way or another influence what is being purchased, and
supplied. More likely, organisational buying is a problem-solving stream of behaviours, and
those who are involved are differentiated by their function and position in that stream.

The service sector is a growing part of the economy in many countries. Published in The
Economics (February 20, 1993, p. 63), countries such as Great Britain, France and Italy, the
service sector contribution to gross domestic product is more than 20 percent of GDP. To be
able to survive in this sector, it is necessary to offer the market services that are perceived as
having quality. (Bostrom, 1995) Providers of professional business services are becoming
more convinced of the need to adapt a greater marketing orientation when conducting their
business activities. This situation has arisen because of the increase in competitive activity
and the relaxation of restrictions imposed by professional associations on soliciting clients. To
provide useful information for the development of effective marketing programs, professional
service firms need to obtain a good understanding of the decision-making process of
organisational buyers. (Philip, Dawes, Patterson, Midgley, 1997) Professional services can be
classified into two areas, consumer services and producer services. Industrial buyers acquire
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those services that are sold to firms, such as, marketing research studies, auditing,
architectural design studies, and management consulting. (Bowman, & Lele-Pingle, 1997)

According to Haas (1995), there are three basic reasons to use business services. First, service
organisations often offer a specialisation that is difficult to have in-house within the buying
organisation. Second, the service firms always try to update the customer with rapidly change
areas outside its area of expertise. Third, use of service organisation permits some customer to
be more flexible in the way that their fixed costs are reduced. All of these reasons require a
constant information exchange between service organisations and their customers.

Nowadays, the evolution of technology has changed the traditional way of purchasing. New
tools have opened a new era and new opportunities in every part of the market. The arrival of
the Internet as a multifaceted tool continues to change the performance of the organisations.
(Smith, Berry, & Pulford, 1998)

The environment that today’s companies are operating in differs from what it was two
decades ago. The enormous variety of marketing communications tools, such as, radio,
television, press, mail and the Internet, create these days media communication. Some of
these tools make the communication channels more effective with respect to time and
geographical aspects. The most fertile ground for Business-to-Business media opportunities
today is the Internet. (Smith et. al., 1998)

According to Ellsworth and Ellsworth (1997), the Internet and its graphical interface, the
World Wide Web (WWW), are key components of an electronic commerce initiative that is
playing an ever-increasing role in the future of the global marketplace. Indeed, many firms are
bringing global market edge to provincial businesses by adopting the WWW. Incorporating
the WWW into a firm's business strategy eliminates a number of national and global market
entry barriers, such as marketing cost, distribution, and shelf-space acquisition.

Today, the WWW has become a very useful tool in many areas, such as in business, for
research and educational objectives, search of information, marketing activities and so on.
The latest expansion of Internet is driven by marketing initiatives as it provides products and
product information to potential customers. It offers marketers and advertisers the opportunity
to make available full-colour virtual catalogues, it provides on-screen order forms and the
possibility to assess customer feedback either quantitatively or qualitatively. Samli, Wills and
Herbig (1997), stated that, in the future the WWW is expected to offer a much broader range
of benefits to both suppliers and customers, due to improved international communication
generated by the Internet.

The Internet, unlike traditional media, is characterised by interaction and it facilitates two-
way communication between actors. These exchanges are, however, not physically face-to-
face. Since the Internet is a global network, accessible at all times, as stated above, it is not
bound by geographic location or time. (Pitt, Berthon, & Watson, 1996) Furthermore, there is
another perspective to this issue. For instance anyone who can compose a business letter,
using a word processor, posses enough knowledge to be able to conduct business, and even
negotiations, through an online connection on the Internet. This means that people can,
without any face-to-face contacts still be able to meet each other and manage their regular
work such as communication, businesses and negotiation. (Yudkin, 1995)
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In an article published 1997, Wang stated that, this powerful information communication
channel is continuously changing yesterday’s behaviour in the business environment. Such
changes will significantly affect areas such as, the economics of marketing channels,
organisation structures, and the appearance of the products or the services that we are
purchasing. The restructuring of distributors and buying process may also occur.

1.2 Problem formulation

According to Haas (1995), the way organisations purchase products is one of the most
important questions to the business-marketing managers of today. The buying of goods and
services by organisations is complex and difficult to analyse. Over the years, many models
have been developed in attempt to explain Organisational Buying Behaviour. Without the
understanding of this, the marketing strategies and the tactical programs of the company
cannot or will not be developed efficiently. (ibid)

Already in 1985 Mdller explained that, the difficulty of modelling Organisational Buying
Behaviour is related to its complex dynamic character. Organisational buying is an example of
a multiphase, multi-person, multi-departmental, and multi-objective process. It is composed
of individual, department, and company level interactions. To clarify the nature of the
organisational buying process, a multidisciplinary perspective way of analyse is required.
Haas (1995) describe that it is the business-marketing managers who are the one that are
involved in this complex process with the following tasks:

e Determine the process by which customer organisations buy goods and services.

e Discover who in the customer organisations participates in this process and at what
stage of the process each becomes involved.

¢ Find out what each of those people is seeking from the purchase, i.e. what their buying
motives are.

e Discover what factors influence the interaction of the participants in the process.

This means that the business marketer cannot simply focus his or her efforts on the purchasing
departments of the customer, but to the external factors and the whole decision chain as well.

Each organisation has their own way of purchasing different kind of products. These "ways"
are better known as the organisational buying process. The influences that in some way are
involved in this process are said to be members in the buying centre for this particular
product. Haas (1995, p. 179) states that, “a good definition of a buying influence is anyone
within the purchasing firm who not only has the power to make a decision in favour of the
product involved, but who also may be able to cast a negative vote against that product”.

Once the composition of a buying centre is determined, the business marketer faces the
problem of determining the relative influence by each member. All buying influences are not
equal in power and each has more or less influence in the purchasing process. If the marketing
manager can determine what characteristics differentiate these key-buying influences from the
others, it may be possible to identify them and focus the marketing efforts in their direction.
In spite of this, the selling company has to be clear of what kind of product it offer the market.
(ibid)
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Hope and Miihlemann (1997) have described the purchasing in the business world as
something that the purchaser receives in exchange for some form of payment, and that
something is the output of some kind of process. This process is a product of the
transformation or production process, which could be goods or a service, or a combination of
both. However, the tangibility is what separate goods and services.

Further, Palmer (1998, p. 2) stated that “Modern definition of services focus on the fact that a
service in itself produces no tangible output, although it may be instrumental in producing
some tangible output.” However, there is a contemporary definition that is provided by Kotler,
Armstrong (1996):

“A service is any activity or benefit that one party can offer to another which is essentially
intangible and does not result in the ownership of anything. Its production may or may not be
tied to a physical product.”

Furthermore, Gronroos (1990) suggested that it would be better to also look at the
characteristics of services that seem to be common for most services. Over the years several
different characteristics of services have been suggested, usually in the literature services are
compared with physical goods. According to Hoffman and Bateson (1997), service marketing
is different and more difficult to analyse than the goods marketing because of major
differences between goods and services. Further they describe the major differences between
goods and services into four unique characteristics, intangibility, inseparability, heterogeneity
and perishability. The reason that services said to be intangible is because of their
performance. Services cannot be touched or seen in the same way as goods, and consumers’
judgement about them is more subjective then objective. The inseparability means that
services first are sold then produced and consumed simultaneously compare to goods.
Heterogeneity refers to the variation in consistency from one service transaction to the next.
Neither this will make the producer able to measure the quality before the services reach the
consumer. Unlike goods, the services cannot be saved and stocked, this due to the fact that

they are consumed during the time they are produced. This is what perishability refers to
(ibid.).

Jackson and Cooper (1988) proposed two additional trials, instead of these four
characteristics, that are unique to industrial services, namely specialisation and technology.
However, industrial services are more complex technically in nature in comparison to
consumer services. According to Gummesson (1978), professional services or consultant
services are complex industrial services and have four characteristics. The service shall be
executive by individual professional by specialist know-how, known in the market with a
specific title. The service shall also be diagnosed and formulated as a problem and goal for the
behalf of the Buyer.

Many factors contribute to increasing the risk involved in the decision of purchasing
professional services. These risks could be everything from the characteristics of services,
organisational risks, to the high financial risk or the consciousness of the decision and extent
of linked decisions. The decision making process can involve eight stages; problem
identification, determining of the problem is to be handled internally or externally, identifying
possible consultants, searching for information about consultants, evaluating consultants,

selecting consultants, managing the project and reviewing the consultant’s performance.
(Mitchell, 1994)
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Moreover, the purchase of services can involve significant investments of time, money and
personnel without any guarantee of a successful outcome. The problem facing the prospective
user of professional services are formidable, rapidly increasing costs, a proliferation of
specialised services from which to choose, unfamiliar jargon and technology of the field.
(Lebell, 1975) However, it is always possible to reduce the risks and costs. One of the
numerous options is to have a more market-oriented perspective on the subject and even
diverse promotional tools that affect the cost reduction. Using the technology as tools in a
certain way can provide new opportunities. (Boyt, & Harvey, 1997) In recent years access to
new techniques is easier and cheaper. More and more companies are adapting their system to
this revolutionary superhighway communication system, Internet Poon and Swatman (1997).

The Internet provides opportunities for an organisation to enhance its business in a cost-
effective and practical manner. That is, the Internet can be use to conduct marketing research,
reach new markets, serve customer problems, and communicate more efficiently with
business partners. The Internet is a practical tool for gathering information concerning
customers, competitors, and potential market. It is also useful when communicating
information about companies and/or products. (Poon, & Jevons, 1997; Quelch, & Klein,
1996; Hamill, & Gregory, 1997)

In what way Internet as a marketing channel will revolutionise service business depends on
how many added values there are in Internet communications and transactions compared to
existing alternatives. The added value will vary between different markets and between
company types. The Internet will offer different blends of opportunities to large multinational
companies compared to small businesses due to variances in speed of, control over, and
access to communication and distribution channels. (Quelch, & Klein, 1996)

David Roberts (1999) stated in an article that the Internet could be used to “re-engineer” a
company in a way that will have impact on revenue and cost, however, one that is difficult to
measure. Moreover, several new opportunities appears for those who want to use this new
opening to new markets where companies can reach selected customers with information that
is of value. Kasper, van Helsdingen and de Vries (1999) discuss on one hand that the Internet
has a communication and a distribution function and also the way companies offer their
services via Internet. On the other hand they indicate the effect that the Internet has on the
purchaser’s buying decisions, due to the fact that the Internet change the traditional way of
communication.

To summarise the problem formulation of this thesis, it is important to clearly separate the
three introduced research areas, Organisational Buying Behaviour, professional services and
the Internet, from each other and at the same time see the relation between them. As it has
been mentioned before, the Organisational Buying Behaviour is a complex and dynamic
process that requires plenty of information. Also, the characteristic of services shows an
abstract and complex behaviour. Purchasing professional services involves a lot of risks, time
and money. Selection of professional services requires information, knowledge and know-
how about the related subject and area. However, Internet provides, the seller and the buying
company, opportunities and access to information and eases the way to find what is required.
At the same time this communication tool is threatening to change and influence the way
businesses are conducted. Therefore, marketers have to identify the reasons to, and have an
understanding of, how the influence of Internet can affect different processes.
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The problem that will be in focus in this thesis is how the elements in the buying process will
be influenced when Internet is used in the buying process. Due to the facts that Internet will
influence and change the Organisational Buying Behaviour along with the people involved in
the process, the buying centre, this research will focus on the influences in the buying process,
the buying centre and also the influencing factors in the Organisational Buying Behaviour.
Further, this research will also examine how Internet will influence the purchasing of
professional services and why it does so.

With respect to the problem discussion, the following research problem will be investigated:

How can the influences of Internet on the organisational buying behaviour of
professional services be characterised?
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2 Survey of Literature

In the previous chapter we generally discussed the Industrial market and the Organisation
Buying Behaviour, Services, the evolution of the Internet, and at the end of chapter one a
problem was formulated. Due to the fact that studies have already been performed in these
fields, it is of importance to review different findings and thoughts in order to create a basis
for the formulation of relevant research questions.

2.1 Introduction to Organisation Buying Behaviour

The buying of goods and services by organisations should not be considered as a simple
action that is easy to analyse. (Haas, 1995; Hutt, Speh, 1992, Webster & Wind, 1972) The
Organisational buyer tends to be influenced by a huge array of myriad forces coming from
inside and outside the organisation and their thorough analysis may help to build responsible
marketing strategies. Over the years, great effort has been devoted for researchers to develop
models as an attempt to explain the so called Organisational Buying Behaviour (Banting, P.,
Beracs, J., Gross, A., 1991).

Yet, in the late 1960, interest started to grow dramatically in this Organisational Buying
Behaviour area. In 1967, Robinson, Faris and Wind published “Organisational Buying and
Creative Marketing”, featuring a model for the Organisational Buying Process and the
Buygrid framework. Moriarty referred to it as one of the most useful analytical tools for both
academics and practitioners interested in Organisational Buying Behaviour, while others
simply refer to it as classic (Haas (1992).

Shortly later, in 1972, Webster and Wind categorised Organisational Buying Behaviour
models as “task”, “non-task” and “complex” models. Task models were defined to explain
Organisational Buying Behaviour focusing on those variables that were seen to have a direct
relationship with the purchasing decision itself. Amongst these variables, price is the most
common, and many task models use it as a base (Haas, 1995). These models, as defined in the
study, are rather simplistic and ignore the human component of the process. On the contrary,
non-task models focus on those variables, which have little directly to do with the specific
problem to solve. These kinds of models introduce non-economic factors as influences in the
purchasing situation, focusing heavily on the human element involved (Ibid). Haas also
suggest that the weaknesses of these models come from their focus on specific phenomena,
excluding all other possible influences. Complex or joint models consider more than a single
variable or set of them. They mix task and non-task models with the aim to explain
Organisational Buying Behaviour better, (Webster & Wind, 1972).
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Tables 2:1. Summary of Models of Organisational Buying Behaviour

Task models Task models attempt to | Minimum Price Model, Lowest
explain Organisational | Total Cost Model, Rational Buyer
Buying Behaviour by | Model, Materials Management
focusing on variables directly | Model, = Reciprocal =~ Buying
related to purchasing | Model,  Constrained  Choice
decisions Model
Nontask models Nontask models bring the | Ego Enhancement Model,
human element into the | Perceived Risk Model, Dyadic
organisational buying | Interaction Model, Lateral
processes and introduce non | Relationship Model, Buying
economic variables Influences Model, Diffusion
Process Model
Complex or joint | Complex or joint models | Decision Process Model,
models consider more than a single | Competitive Activity
variable or set of variables | (COMPACT) Model, Buygrid
and may combine task and | Model, Sheth Industrial Buyer
nontask models to better | Behaviour Model, Webster and
understand organisational | Wind  Organisational ~Buying
buying Behaviour  Model,  Problem
Solving Stream Model, Buyer’s
Decision Framing Process Model,
Participation  and  Influence
Model

Source: Business Marketing. A Managerial Approach, p. 168, Haas, R. W, (1995),
Ohio: South-Western College Pub, cop.

In 1973, Sheth published the “model of Industrial Buyer Behaviour”. Although, (Morris,
1992) and (Johnston and Lewin, 1996) stated that, this model has some points common with
the Webster and Wind, it tends to emphasise more on the psychology and decision-making
process found in organisational buying. According to Sheth, there are three principal features
that combined explain the outcome of the purchasing decision. These are (1) the conditions
that precipitate joint decision making, (2) the psychological world of the individuals involved,
and (3) the inevitable conflict among those involved in the decision process and resolution of
this conflict.

Johnston and Lewin (1996) wrote that the three basic works by (Robinson, Faris and Wind
(1967); Webster and Wind (1972) and Seth (1973)) composed the basic foundation for
studying Organisational Buying Behaviour. Since their publication, more than 25 years ago,
most of the articles in this area have been devoted to extend or test (partially or totally) the
models proposed by these authors, with just a few exceptions.

Furthermore, it is also considered that these three basic models, however, have a number of
limitations. It is suggested that they cannot be applied to all types of organisations and buying
situations and that they do not attempt to explain the interaction among the variables
identified as important in the process. Another limitation considered is the little stress these
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models do in the fact that marketers can affect buying decisions (Morris, M.T; 1992 pp. 140-
151).

In 1980, Wind and Thomas proposed a paper to pinpoint some of the major conceptual and
methodological issues involved in Organisational Buying Behaviour. They propose a
classification of Organisational Buying Research efforts divided into Academic and Industry
Based. They, furthermore, established that it was those academic studies that concerned a
better understanding of the Organisational Buying Behaviour. Where also three major areas
were classified:

e The Buying Process
e The Buying Centre
e Factors influences the Organisational Buying Behaviour

These conceptual areas can provide the basis for organising much of the diverse posterior
research efforts in Organisational Buying Behaviour. Illustrative findings from each of them
will be reviewed in the following chapters.

2.2 General models of buying process

According to Haas (1995) p. 170, the conceptual model of the Organisational Buying Process
is described as an eight-stage model starting with “using department requires a product or
service” and ending with “Follow-up is conducted with using department to determine if
ordered product and services meet departmental expectation”. (ibid) However, this eight-
stage model is widely known as Buygrid Framework. In general, the Buygrid Framework
compares the three buyclasses, or buying situations, with eight progressive stages in buying,
or buyphases. The buyphases are an expression of the progression of thoughts and activities
that a Buyer goes through in the sequence of activities leading to a purchase Robinson, Faris
and Wind (1967). These sequential steps and the buyclasses are presented in table 2:2.
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Table 2:2. The buygrid Analytic Framework for Organisational Buying Situations

Buyclasses New Modified Straight
Buyphases Task Rebuy Rebuy

—

. Anticipation or recognition of a problem (need) and a

general solution

2. Determination of charactaristics and quantity of needed

item

3. Description of characteristics and quantity of needed item

4. Search for and qualification of potential sources

5. Acquisition and analysis of proposals

6. Evaluation of proposals and selection of supplier(s)

7. Selection of an order routine

8. Performance feedback and evaluation

Source: “Understanding the Industrial Buyer” of P. J. Robinson, C W. Faris, and Y.
Wind, 1967, Marketing Science Institute 3.

In the model, these stages in buying are compared with three types of buying situations,
referred to as buyclasses (Ibid.)

The buyphases are described a sequence in order as follow:

Anticipation or Recognition of a Problem (Need): the two possibilities that can take place
here. One appear in the buying organisation in form of problem recognition and the other one
can come from a potential supplier who already is involved, in form of need for a product or
service, in the buying organisation. In this phase it is of importance to differ recognition of the
problem from awareness which will result in solve of the need through the purchase. Many
circumstances can cause the problem recognition to appear, these could be such as: shelf
inventory running down, customers asking for features than actual products do not offer,
equipment that must be changed because it is obsolete or it has broken down.

Determination of the Characteristics and Quantity of the Needed Item: those involved at this
point must determine how the problem can be solved. They have to specify the requirements
and their needs. When the knowledge is not enough, people outside the company have to be
involved, as well as information sources. One lead to the other, the next step will be the
follow step to this one.

Description of the Characteristics and Quantity of the Needed Item: due to above, the only
task at this phase is to specify and detail the requirements and not go further with any general

decision.

Search for and Qualification of Potential Sources: at this phase, organisations solve their
problems searching alternative ways to of satisfying their requirements. The supplier selection

10
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criteria vary with the buying organisation, buying situation and buying influences involved.
However, alternative sources are screened and evaluated before a decision is taken.
Depending on how the suppliers cover organisation’s needs, they will qualify. Still, it is here
that the decision-makers will choose one or another vendor as a supplier.

Acquisition and Analysis of Proposals: after screening suppliers, buying organisation request
proposals. It is also here that catalogues will be exchanged and prices discussed. If the
circumstances turn to be a complex situation, negotiations whit offers and contra-offers will
be needed. As it was in the case of phase 2 and 3, people involve in phase 4 and 5 are usually
the same. Due to this fact and also the similarity between these two phases, sometimes it is
hard to separate and identify these phases.

Evaluation of Proposals and Selection of Suppliers: the various offers from potential vendors
are evaluated in this phase. Negotiations will start to take place between the selected suppliers
and the buying company. Issues such as price, deliveries, terms, and other aspects will be
clarified and the negotiation part will come to an end. After evaluating all the proposals, one
or more of them will be approved and other rejected. This phase could be seen as the end of
preparatory for an order.

Selection of an Order Routine: order will be given to the supplier and the item will be
received, this could be a description of the seventh phase. This phase also includes the
internal and external aspects, such as, preparation process for the order, the handle over
process to the supplier, how the item should be received. However, the internal aspects are
those only within the buying organisation and the external refers to those outside the buying
organisation.

Performance Feedback and Evaluation: the purchasing process does not determinate when
the item is accepted, paid and used by the organisation. At this phase the buying organisation
will evaluate the supplier and the product and/or service that were purchased. They will check
if there is something wrong to take in considers for further purchase. Experience is a degree, it
provides good information for free and if organisations do not use this they lose or at least do
not gain knowledge to use during next purchase. The more information organisations collect
about suppliers, the easier is the selection of the suppliers in the buying process. The feedback
reports about the evaluation can be formal or informal, the important issues is the context of
the report.

The phases of the buying process are strongly interrelated. In practice, it may be difficult to
identify when one phase ends and the next begin. Depending on the case, every phase
prioritise more or less important. Even though a buying process starts does not guarantee that
all the steps will be followed from the recognition of the problem until the final phase.
Further, the three classes of buying are new-task, modified rebuy and straight rebuy. Kotler
(1984, p. 164-165) provides a description of each buyclass and the operational implication of
each classification, ranging from, the routine purchasing situation to the exceptional purchase.

New-Task: the new task purchase occurs when a purchaser is buying a product or service for
the first time, which has a significant element of risk. The greater the cost and/or risk, the
larger number of decision participants and the greater their information needs and information
seeking. According to the author, because of the complicated selling involved in the new task
purchase, many companies use a special sale force made up of their best people in order to
address the many potential areas of information requirements.

11
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Modified rebuy: the modified rebuy purchase describes a situation where the Buyer may want
to modify or confirm product specifications; such as, price, other terms of purchase, or
suppliers. This modified purchase situation may expand the number of decision participants
within the firm, possibly including operations and marketing inputs as well as others.

Straight rebuy: the straight rebuy purchase describes the buying situation where the
purchasing department reorders on a routine basis. The Buyer chooses from the suppliers on
its “approved or homologated list”, giving weight to its past buying satisfaction with various
suppliers. The “in” suppliers make an effort to maintain product and service quality.

The buying process for professional industrial services differs considerably because of the
involvement of more stages. However, this is due to the increasing risks when buying
professional services and also the difficulty to classify the product (Mitchell, 1994). The
buying process of services is more complex then the buying process of goods because of their
intangibility (Fitzsimmons et al, 1998).

In 1998 Mitchell, examine the risk factor when purchasing industrial professional services.
The result does not indicate any big differences in risk factor regard New Task or Modified
rebuy. Due to this fact and that purchasing of professional services is so risky there are not
major differences if it is a first time buy or modified rebuy. (ibid.)

In this section relevant theories on the buying process for services and the buying process for
professional services will be described. This, due to the fact that companies can use one of the
buying processes depending on how they identify the services, professional or ordinary.

According to Hutt and Speh, (1995), an important factor in the industrial exchange process is
to understand how the buying process is conducted. To achieve the optimal result in this
interaction between companies, the selling company must understand in what way the process
are carried out by the organisational buyer. Further, Hutt and Speh (1995) stress that
Organisational Buying Behaviour can best be understood from the perspective of the decision
process. Organisational buying is seen as a process rather than as an isolate act or event.

Morris (1992), define this insight of looking at industrial buying as a process as “simple and
yet, far-reaching”. He further continues by describing this process as a logical sequence of
purchasing-related decision that have to be made in each stage. These stages take place over
time, frequently over months or years. (see Table 2:3)

12
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Table 2:3. Twenty Potential Decision Facing the Industrial Buyer

1.

10.
11.
12.
13.

14.
15.
16.
17.
18.
19.
20.

Is the need or problem pressing enough that it must be acted on now? If now, how
long can action be deferred?

What types of products or services could conceivably be used to solve our need or
problem?

Should we make the item ourselves?

Must a new product be designed, or has vendor already developed an acceptable
product?

Should a value analysis be performed?

What is the highest price we can afford to pay?

What trade-offs are we prepared to make between price and other product/vendor
attributes?

Which information sources will we rely upon?

How many vendors should be considered?

Which attributes will be stressed in evaluating vendors?

Should bids be solicited?

Should the item be released or purchased outright?

How far can a given vendor be pushed in negotiations? On what issues will that
vendor bend the most?

How much inventory should a vendor be willing to keep on hand?

Should we split our order among several vendors?

Is a long-term contract in our interest?

What contractual guarantees will we require?

How shell we establish our order routine?

After a purchase, how will vendor performance be evaluated?

How will we deal whit inadequate product or vendor performance?

As it has been discussed before, there is no single format dictating how organisations actually
purchase goods and services. However, there is a relatively standard organisational buying
process that follows in most situations. Even though this process may be traced after all, this
is only one way to describe this complex process, which is referred to as The Conceptual
Model for the Organisational Buying Process, generally, see figure 2.1, (Haas, 1995, P. 166-

199).
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Using department sends requisition to purchasing
denartment reauestine needed nroduct or service

Purchasing department conducts search for qualified suppliers
of reauested nroduct or service.

Purchasing department contacts qualified suppliers
and solicits nronosals via hid or nesotiation

Proposals are analysed based on required specifications,
nrice deliverv schednler service ete

A single supplier or a set of suppliers is selected
bhased on resnlts of analvses of nronosals.

Purchase order is placed with selected supplier or suppliers.

Ordered products or services are delivered and payment is
made to sunnlier or sunnliers

Follow-up is conducted with using department to determine if
ordered

Figure 2:1. Conceptual Model of the Organisational Buying Process
Source: Business Marketing. A Managerial Approach (p. 170), Haas, R. W., 1995,
Ohio: South-Western College Pub, cop.

The first step in this model is to recognize the problem. Imagine that a department discovers a
problem in its operation that it believes may be solved by purchasing a certain product or
service. The department will then specify the request, which will be sent to the company’s
purchasing department. The purchasing department then starts to search for qualified sources
or suppliers. At this stage, when sources are determined, proposals based on specifications are
defined, however, factors such as, price, delivery and service will be analysed. Here, the
make-or-buy decision will be investigated, when compression between the offer and
production cost is done. If the price is too high in comparison to the cost of manufacturing the
buying process may be terminated. Further, if buying seems more optimal than making the
product or service the process continues. It is now time to select supplier or suppliers after
analysing the proposals. The order is then placed and the copy of the purchase order is sent to
the department of origin, also other parameters will be involved, such as, accounting, credit,
and economy division. After the selected product or service is received and used, a follow up
with the department of origin is conducted to determine if the needs were met. This is critical
since this may determine if the selected product or service will be purchased again or not.

14
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As it was mentioned before, there are variations in this process, this is only a sample of how
the buying process could be conducted.

Organisational buying activities focusing on the level of experience and information that are
required for certain purchase of products or services. Making a routine purchase, the Buyers
need little information because of their past experience. When a purchasing situation is
entirely new, information needs may be extensive due to the firm’s lack of experience with
the product, service, or suppliers. (Reeder, Brierty & Reeder, 1991)

During the buying process, a sequence of activities occurs. By tracing these activities it is not
difficult to uncover the critical decision phases and evolving information requirements of
buying situations. The buying process is usually described as a series of mental stages that
include problem recognition, information search, information evaluating, purchasing
decision-making, and post-purchase behaviour. (Kotler, 1991)

Reeder, Brierty & Reeder, (1991) mean that, it actually is the physically observable stages that
turns to mental stages in the industrial purchasing decision process, because of the
involvement of several people in each phase. Moreover, these stages are illustrated in figure
and also described each stage in word and separated them into eight significant phases (see
figure 2.2 on page 17).

The fist phase, Anticipation or Recognition of a Problem (Need), begins by recognition of a
problem, need, or potential opportunity. Such may originate when equipment breaks down,
existing materials are unsatisfactory, or products become outmoded. However, it may also
occur outside the buying organisation when the marketer recognises opportunities for
potential performance improvement. However, the one who recognises the problem or the
needs, the initiate, will have a distinct advantage in influencing the final decision in term of
selecting supplier.

In the second phase, Determination of the Characteristics and Quality of Needed Item, refer to
how the problem has to be solved. It is here where the buying organisation members have to
specify the problem and solution alternative displays. The firm will seek answer to such
questions as: “What performance specifications need to be met?” “What types of goods and
services should be considered?” and “What quantities will be needed?”
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External
stimulus

Problem,

Problem

e solution, ”Make or Buy?”
recognition choice alternatives
Internal
stimulus
/ ”Make or Buy?” \‘
Previous
suppliers
Solution choice: Type of Searching
Purchase product production? for qualified New
suppliers / suppliers
Suppliers
screening
Contact with
potential suppliers
Proposal Proposal Supplier/buyer
acquisition evaluation Information
evchanoe
Contact with
potential
suppliers
A 4
Supplier Order Feedback on
selection »  routine »  performance
ectahliched

Figure 2:2. The Purchasing Decision Process in a new task situation

Source: Industrial Marketing. Analysis, planning, and Control (p. 80), Reeder, R. R; Brierty,

E. G, & Reeder, B.H, (1991). Englewood Clifts, N.J.: Prentice Hall, cop.

Phase tree, Description of the Characteristics and Quantity of the Needed Item, is often a
critical phase for the marketer. It is often during this phase that the Influencers who prepare to
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affect specifications enter the purchasing process. The tasks will be moved from the
department heads to s and manufacturing personal. Moreover, others will also be involved in
the process while the buying Influencers begin to look outside the firm suppliers and product
information for assistance in developing specifications. In other words, the buying situation is
in progress until the firm begins its outside search for information. At this phase, the suppliers
have an opportunity to develop a relationship with the Influencers that will give them
opportunity towards their competitive.

In the fourth phase, Search for and Qualification of Potential Sources, describe the search
process for alternative sources of suppliers. This lead to the qualification of suppliers, which
will vary with the type of buying organisation, the specific buying situation, and the buying
Influencers involved. The important issue with this phase is that decision-makers have
determined which suppliers will be considered as potential vendors.

The fifth phase, Acquisition and Analysis of proposal, is the phase when the bureaucracy
process takes place. It is at this time where a request for specific proposal will be made and
many months may be spent in exchanging proposals and counterproposals. In such purchase
situations, the need for information is extensive, and a great deal of time is given to analysing
proposals and comparing the products, services, and costs. It is also of importance to mention
that phases four and five may occur simultaneously in case of straight rebuy. However, in
more complex situations, phases four and five are separated and distinct.

At the sixth phase, Evaluation and selection of suppliers, are when the various proposals of
competing vendors are analysed and also firms facing a make-or-buy decision. This since the
proposals is compared to the cost of producing the needs within the buying firm. If the firm
decides to produce the needs by its own, the buying process terminates. Otherwise,
negotiations may continue with selected suppliers on terms, prices, deliveries, or other
aspects, until the suppliers become vendor or vendors.

The seventh phase, Selection of an Order Routine, refer to the establishment of the order
routines where the purchase orders will be sent to the selected vendors and the status report to
the using department. Also other involved departments will get notified regarding the process.
However, the purchase process is not complete until the ordered item is delivered and
accepted for use. The user department does not view its problems solved until the specified
product or service has been received and it is available for use. Due to this fact, this phase is
critical for the suppliers.

Phase eight, Performance Feedback and Evaluation, is the final phase of the buying process
consists of formal and informal reviews and feedback regarding the performance of the
delivered item, as well as vendor performance. The user department will evaluate whether the
purchased item solved their initial problem and/or needs. If it did not, suppliers that were
screened earlier may be given further consideration. Feedback given can cause the various
members of the decision-making unit to re-examine their positions. Further, it is also here that
the purchasing department can collect information for the future buy.
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2.2.1 The buying process of professional services

In 1979, Gronroos described the industrial buying process for services as a three-stage
process, (Table 2.3). This three-stage process follow in order; the initial stage, the purchasing
stage and the consumption stage contain eight factors that begin with need awareness and
terminate with the evaluation of services.

Table 2:4. The industrial service procurement

The initial stage

The purchasing stage

the consumption stage

Need awareness

Quotation/proposal request

Service produced

Information gathering

Make or buy decision

Evaluation of
proposals/quests

Service consumed

Service evaluated

Source: “An applied Theory For Marketing Industrial Services” of Christian Gronroos, 1979,
Industrial Marketing Management 8. 46.

The initial stage in the industrial service procurement is characterised by need awareness,
which forces the Buyer to gather information and also to consider the buying or solving the
needs in one or the other way. If there is a buying decision taking place at the second stage,
the purchasing stage, Buyers at this stage will overview the information that has been
gathered for evaluating possible service products. At the final stage, the consumption stage,
the service is produced, consumed, evaluated and the buying process is over.

Further Gronroos (1979) state that, generally these three stages can be described from a
marketer’s point of view, these are as follow:

e (1) the initial stage is to develop interest in the firm and its service
e (2) the purchasing stage is to turn the general interest into sale
e (3) the consumption stage is to secure resale and thus develop enduring client contacts

When looking at these stages as more neutral to one another, the buying process begins when
the Buyer discovers a need. However, in the beginning this need is unspecified and unclear.
To recover this need the Buyer will search for possible solutions before gathering information
regarding the suppliers. However, a decision about how solving this need will be taken, either
to solve this internal or external. During the buying process several offers will be collected
before a decision takes place. At the final stage the selected service is consumed before the
selected evaluation of the service (ibid).

Further, Gronroos (1979) continues that this model is not fully applicable to the professional
industrial services. This since, the selection of professional services will involve factors such
as the high risks that the Buyer has to take. In these situations, the Buyer will use external
data for selection of supplier (Mitchell, 1994). In an article (1998), Fitzsimmons, Noh and
Thies, discuss the importance of service implementation in an organisation. They mean that,
how important a service means for an organisation depends on how the organisation will be
affected of the service. When buying low influence services the cost will be the most
important factor, while a high influence service make the buying process more complex and a
higher level of decision makers in the organisation will be involved in the buying process.
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Due to the fact that the purchase of professional industrial services often influences the whole
buying organisation the conclusion is that the buying process will be more complex and a new
model presented of Stock and Zinszer (1987) will be implemented.

In an article in (1987) Stock and Zinszer present a buying process model for professional
industrial services in five stages including in order, Problem identification, search, selection,
management of the project and post choice evaluation, (table 2.5).

Table 2:5. The consultant selection decision process

Need awareness |Identification of|Evaluation and

possible recommendation

consultant of consultant
Make or buy |Information Selection of | Management of
decision gathering about | consultant the project

the consultant

Source: “The industrial Purchasing Decision for Professional Services” of J.R Stock, and P.H.
Zinszer, 1987, Journal of Business Research 15, 7.

As it can be seen in table 2.2, the first column contains the need awareness and make or buy
decision factors that are similar to the initial stage in the industrial service procurement. In the
second step the Buyers collect information regarding the needs for evaluation and finally
selection of the consultant in the third stage. The major different between this model and the
one presented by Gronroos (1979), see table 2.4, is the management of the project, which also
can be seen as an important part of the ensemble between the consultant and the client.
According to Jackson, Neidell and Lunsford (1995), this is a critical stage in the buying
process of services because of the characteristics of services. In the final stage of this model
evaluation of the services presented by the consultant will take place. The main areas that
matter are how the consultant has handled the budget and the time schedule. Furthermore,
even the subjective factors are of importance such as the quality of the project, the
consultant’s flexibility and communication with the customers.

2.3 General description of buying centre

It is widely acknowledged that organisational purchasing involves different participants
(Wind & Thomas, 1980, pp. 240). This is one of the major features that make it a complex
problem (Webster & Wind, 1972 pp.6). “One approach towards understanding purchasing in
business is to fetch the decision process as involving a number of roles, rather than simply a
set of individuals or departments.” (As quoted from Morris, 1992, pp. 125)

After having looked at the interaction within the buying process I will now turn our attention
to another type of interaction, the one taking place inside the Buying Centre (BC). The buying
centre refers to all those individuals inside an organisation and that are involved in the buying
process for a specific product.
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Wind and Thomas in 1980 published an article that reviewed the current status of literature
about the Organisational Buying Behaviour. When dealing with the Buying Centre they split
the different issues of study by researchers in three different categories.

Identifying the Composition of the Buying Centre
Roles in the Buying Centre
Influences in the Buying Centre

In this thesis, these three areas will be examined and discussed.

23.1

The buying centre regarding professional services

Webster and Wind in 1972 remark that the composition of this buying centre varies according
to the buying situation and depends in great part on the nature of the buying task and the
structure of the organisation that purchases. In 1981 Johnston and Bonoma claimed that,
within the buying process and industrial services, no two purchases in any given company are
alike, nor two companies in a similar buying situation follow the same pattern. However, the
buying centre exists as a communication network that does not necessarily resemble the
formal organisation. Further, they settled that five different dimensions of the BC could be
identified when the group of individuals that forms the making-decision unit gets involved in
a particular purchase. These five dimensions are:

Vertical Involvement refers to the number of managerial levels in the organisation
hierarchy that get involved in the decision of organisational buying.

Lateral Involvement: This dimension takes into account the number of department and
divisions that get involved from the buying network, and that get involved in a
particular purchasing decision.

Extensivity depicts the total number of individuals participating in the purchase. As
more than one person may be involved from each hierarchic level, this dimension does
not have to coincide with the Vertical and Lateral Involvement.

Connectedness: This concept is associated to the degree to which members in the
buying centre are connected, communicate, one to each other.

Centrality of the Purchasing Manager: It shows the extent to which the purchasing
decisions go through the purchasing department.

These five communication concepts have been illustrated graphically. Figure 2:3 presents a
conceptual picture of an organisation’s buying centre for a specific hypothetical purchase.
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Vendor
Organisation Buying Organisation Others
Board of Directors O O O O O O L O Consultant
Top Management
(President/CEO) O O O O O O
VP of Purchase
O Functional >O Purchasing Manager
Vice President In Another Company
Division/
Department Heed
O >
B 4
Department
O Members O O O O
Clerical
ololojolololomue] | 10]0]e)
Legend Measures
O individual Vertical involvement: 5 levels of 6
. buying centre member Lateral involvement: 11 departments/divisions of 13

Extensivity: 25 total individuals involved in the firm
<4—>» direction of communication
Connectedness: 56 communications of 600 possible

Figure 2.3. A communication picture of a Buying Centre
Source: The Buying Centre Structure and Interaction Patterns (p. 147), Bonoma, T. V., &
Johnston, W. J., 1981, Journal of Marketing, 45.

According to Morris (1992), all these dimensions have important implications for Marketers.
He states that the more vertical levels involved, the more influence those at high levels have
in the buying decision. Greater Lateral involvement shows less formality and involves more
conflict. Extensivity is defined as ‘a concern’, as the complexity and duration increases with
it, becoming more difficult for the marketer to reach those persons involved in the decision
process. Connectedness is also of importance as it depends on that the marketing message has
to be communicated separately to some of the members of the Buying Centre. It is also
suggested that connectedness may help to identify the ‘central players’ in the purchase.
Centrality is, lastly, regarded as relevant in the process.
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According to Webster and Wind (1972), members in the buying centre may assume different
roles throughout the purchasing process. The identification of the roles they play in this
decision unit will help to better understand the nature of interpersonal influences in the buying
centre. In the same year they settled the existence of five different roles performed by the
different participants in the buying centre. These are:

e Users or those who will actually be using the end product or service in question.

e Influencers who do not make a specific choice, but significantly may impact the
purchasing decision.

e Buyers are the ones with formal authority to select the vendor and to arrange all
contractual terms.

e Deciders defined as all members with the formal or informal power to select the
vendor.

e Gatekeepers or those who control the flow of information on its way to the Buying
Centre.

Wind &Thomas (1980, pp.239-261) in their review of the state-of-art of Organisational
Buying Behaviour settled that the general findings obtained up to the moment on the
composition of the Buying Centre showed that it may vary by organisation and, even in a
given organisation, by buying situation and other specific characteristics.

In 1982, Bonoma analysed different purchasing situations with the aim to identify where the
major influence in the buying centre was. He added the Initiator (the one to first recognise or
anticipate a problem that might be solved by buying a good or service) as a role to perform in
the buying centre to those previously identified by Webster and Wind in 1972 (see above). He
concluded that the participants of the buying centre could perform six different roles:

1. Initiator

2. Gatekeeper
3. Influencers
4. Deciders

5. Purchases
6. Users

According to Mattson (1998), identification of these roles can be difficult to when purchasing
services. However, it is of importance to identify all the individuals who may be involved in
the buying process and understand the kind of influence exerted by each one. (ibid)

As it has been mentioned before, Webster and Wind (1972) identified the roles in the buying
centre and also described their influence in the buying process. However, they also specify
their description of, what they call the buying decision process. These roles have been
occurring among those members who are involved in the different part of the buying decision
process. According to Webster and Wind (1972), it is quite likely that several individuals will
occupy the same role within the buying centre, and that one individual may occupy two or
more roles. Further, the authors stressed that all members in the buying centre can be seen as
Influencers but not all Influencers occupy other roles. The roles in the buying centre that have
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been identified by Webster and Wind (1972) are: Users, Influencers, Buyers, Deciders, and
Gatekeepers. Also, to visualise the influence of those defined roles in the buying process, they
present a table with definitions (see table 2:6)

Table 2:6. Roles and Decision Stages in the Buying Centre

User Influencer Buyer Decider Gatekeeper
Identification of Need ¥ X
Establishing Specifications
and Scheduling the b4 X b4 X
Purchase
Identifying Buying X X X X
Alternatives
Evaluating Alternative b4 X b4
Buying Actions
Selecting the Suppliers b4 X b4 X

Source: Organisational Buying Behaviour (p. 80), Webster, F. E. Jr., & Wind, Y., 1972,
Englewood Cliffs, N.J.: Prentice-Hall.

Only because of the complicity and multiperspective definition on the terms, it is of
importance to clarify the description and the meaning behind every parameter. Due to this fact
here below, Webster’s and Wind’s explanation regard the influence of the defined roles in the
buying centre will be presented.

The term of User refers to those who initiate the buying process or even formulate the specific
purchase requirements. Users may exert their influence either individually or collectively.
There is also no limit of their influence to these particular roles. Since, the performance of
purchased goods or services is often subject for grievance from the union members, these may
band together to influence the purchase of goods or services. Therefore, can the Users
influence the purchase either in a positive- or negative- way.

The organisational members who influence the buying or usage decisions directly are
Influencers. They exert their influence either by defining criteria that could result in purchase
of other items or just provide information that could affect the selection of suppliers. The
Influencers are often behaving similar in all kind of industries. However, they are hard to
identify due to their multifunctional positions.

Purchasing manager, Purchasing Agent, or Buyer, are some of the names that buyers category
could be called. The main task of these people is to selecting the suppliers and arranges the
terms of the purchase. Others can always influence these people either formally or informally,
even though Buyers may have formal authority for committing contract with suppliers. The
influence of the Buyers comes at various stages of the buying decision process but especially
at the supplier selection stage. It should also be stressed that the Buyer’s influence depends on
the nature of the buying task. If it is a straight rebuy, it is a question of a routing task and the
influence from the Buyers are less then if it is a new task.
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“Deciders are those members of the organisation who have either formal or informal power to
determine the final selection of suppliers." (Webster & Wind, 1972, P. 79) Even though
Buyers are the ones who select the suppliers, it is not necessarily they who have the final
decision in the process. It is also difficult to determine when and who make the decision. It is
also critical to know how the decider are, since their influence are more powerful than the
Buyers due to the committing the contract.

During the buying process a lot of information flows trough the members. Those who control
these information flows are the Gatekeepers. According to Webster and Wind (1972), the best
example of a Gatekeeper in a formal organisation is the purchasing agent or Buyer. These are
those who have the authority to managing the relationship with the vendors. However, they
are not the only Gatekeepers in the organisation. Others that are worth to mentioning are the
salesmen, the general management, or the technical personnel who have the information
regarding the product or the needed service. Since the Gatekeepers actively influence the
definition of the feasible set of buying alternatives, the outcome can result in indirect
influence of the purchasing decision.

2.4 Selection criteria

According to Day and Barksdale (1992) organisations used systematic selection criteria when
selecting suppliers to ensure that the purchase of a certain product guarantees them their
requests. When or if there is a need and it is identified, the purchase of the product will please
their demands, at the same time they get the best benefits of the purchase as well (Kotler,
1991). Further, Day and Barksdale (1992) discuss how firms select professional services. The
main purpose of their study was to examine what executives and clients consider as important
when selecting supplier of professional services. The result indicated in four major
dimensions as follow:

perceived expertise, expertise, and competence of the providers

the provider’s understanding of the client’s needs and interests

the provider’s relationship and communications skills

the likelihood of the provider conforming to contractual and administrative requirements

=

Industrial customer satisfaction is based on the performance relative expectation for the
purchaser and that customer satisfaction may occur when purchase expectations are met or
confirmed (Tanner, 1996). Further, Lapierre (1997) consider that the customer satisfaction is
the product value in this kind of transaction. The very same year Lapierre developed a model
(The Value Creation Model), see figure 2.4, that describes the value increasing when
purchasing professional services, see figure 2.4.
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Figure 2:4. The Value Creation Model
Source: “What does value mean in business-to-business professional services?”” of J. Lapierre,
1997, International Journal of Service Industry Management 8. 390.

Second level

This model contains two levels of values. The first level represents the value created by the
exchange during the transaction and is defined into technical quality, functional quality,
image and relational variables. This is the value that customer will face during the interaction
process. The second level, value in use, is suggested to financial, social, operational and
strategic variables. Value in use refers to the customer satisfaction when using a professional
service.

2.5 Factors that influence the organisational buying behaviour

The organisation buying behaviour is influenced by a wide array of forces inside and outside
the organisation. Knowledge about these factors provides the marketers an understanding of
the Buyer’s behaviour, which is necessarily to plan and build up a strategic market plan. (Hutt
& Speh, 1995) The main point of this section is to review some literature devoted to the study
additional to identifying the factors that influence the organisational buying process and the
buying centre.

In 1972, Webster and Wind classified various influences on Organisational Buying Behaviour.
Further, in 1995 Hutt and Speh describe these influences as forces that are divided into several
sub influences. However, in this thesis only the influences that are directly linked to the
buying decision will be explained.

There are six types of environmental forces that influence the Organisational Buying
Behaviour: economical, political, legal, cultural, physical, and technological.

Economical influences

The economical influence refers to the general condition and the economical environment that
influence an organisation’s ability to a degree and its willingness to buy. The general
condition of the economy is reflected in economic growth, employment, price stability,
income and the availability of resources, money and credit.
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Political and legal influences

The political factor refers to the government attitudes towards business and social service
activities and the legal part includes forces at the state and local levels that specify the
boundaries of the buyer- seller relationship. Moreover, the political environment includes
tariffs and trade agreements with other countries.

Cultural influences

This is the society that provides the shape and behaviour of the people in an organisation. The
habits, norms, customs and traditions passed on from generation to another influence the
structure and functions of the organisation in various aspects.

Physical influences

The geographical location and climate of an organisation are the factors that are included in
the physical influences. The physical influences are due to the initial selection of a location by
an organisation.

Technical influences

The changes in the technology can restructure an industry and organisational buying plan.
“The technological environment defines the availability of goods and services to the buying
organisation and, in turn the quality of goods and services that the organisation can provide to
its consumers.”(Hutt & Speh, Business Marketing Management, 1995, pp 98) This influences
the composition of the decision-making unit in the buying organisation. Increasing of the
technological changes declines the importance of the . Also, the importance of engineering
personal tends to increase in the organisation.

An understanding of the organisational hierarchy and the relationship between the purchasing
department and other departments provide information on interaction, relation and behaviour
in the buying organisation. There are four factors that create the organisational forces:
organisational climate, organisational positioning of purchasing, centralisation versus
decentralisation, and contributing factors of centralisation of procurement.

Organisational Climate

The organisational climate refers to the health or sickness of an organisation. Different
organisational climates can be observed in two competitive organisation of comparable size.
Due to this fact, it is important to analyse the organisational climate, for tailoring a sell
strategy.

Organisational Positioning of Purchasing
This factor refers to the type of organisational structure. Here the main task is to position the
purchasing department or just to identify where the purchasing decisions are made. The
appearance of the purchasing department provides the necessary information to identify if the
purchasing is centralised or decentralised.

Centralisation versus Decentralisation

These two types of organisational structures differ practically. Centralisation leads to
specialisation. Knowledge about the suppliers increase and personnel involved in the buying
process develop their skills. Centralisation refers to long term relationship while
decentralisation is made for the short-term relationship with the supplier.
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Centralisation of Procurement: Contributing Factors

There are several factors that strongly point out the reason for a centralised purchasing unit.
These factors are as follow: Commonality of requirements, Cost-saving potential, Structure of
supply industry, and involvement of engineering in purchasing. All of the contributing factors
provide the Buyer more efficient way of purchasing. However, the nature of the supplier can
also determine whether purchasing is centralised.

Even though the Purchasing Manager is making buying decision independently, there are
people that influence him or her during the buying process. People involved in this complex
process will have their opinion that will affect the process in whole. These people form the
Buying Centre, see 2:3, who are all the organisational members involved in the purchasing
decision. Influences that have been recognised in the Group Forces area are the influences on
the buying centre.

Since the individuals in an organisation are the ones making decisions and not the
organisation, and each member of the buying centre has a unique personality, it is important to
review and understand the influences that appear on the individuals. These influences are
bounded to situations and elements that emerge during the buying process. These situations
and elements are: differing evaluation criteria, understanding the reward and measurement
system, responsive marketing strategy, information processing selective processes, memory,
external memory, risk-reduction strategies, anticipating perceived-risk level, and individual
versus group decision making.

Differing Evaluative Criteria

In the evaluation criteria, Buyer compares the alternatives. People involved in the buying
centre have different background and due to this fact they will have different opinion on the
product or service. However, these may conflict.

Understanding the Reward and Measurement System

The factors that will motivate the Buyer are the influencing factors. Everyone in the buying
centre has his or her own objectives. For example, the s have been rewarded to reducing the
cost of materials, meanwhile the s have been rewarded to improving the quality of the
product. These differences will lead to conflict in the buying group. However, it is a way to
resolve those kinds of problems. An example of this is to change the reward system, and
combined performance in meeting the organisational goals.

Responsive Marketing Strategy

The correct information, or the key important information, must be passed on to the right
person. It is consider that the marketer has to identify the decision-makers in the buying
centre and inform him or her about the factors that will interest them. In this case, the
marketer reduces the risks that the individuals in the process will response his or hers
requirements and demands.

Information Processing

This is about how to let the information flow in an organisation. It is necessary to identify
what kind of information the individual organisational buyer will pay attention to. Factors
such as, comprehend and retain has an important bearing on buying decision.
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Selective Processes

There are several selective processes that will influence the way an individual decision maker
responses to the requirements. This is due to the fact that the buying process takes time and
the Buyer seller contact is infrequent. The selective processes are as follow: selective
exposure, selective attention, selective perception, and selective retention.

Memo

What information should be stored? According to memory theorists there are three types of
memory storage system: sensory stores, short-term memory store, and a long-term memory
store. However, the information that should bee stored is the information that is considered
important to achieving goals or that can be easily stored. Moreover, the individual’s
expectation regarding the usage of the information will affect the priority for selecting what to
store.

External Memory

This refers to the external collection of information that Buyer does have, such as, catalogues,
technical reports, on-line computer system. This will influence the individuals in the
purchasing company, since the new interaction between seller and the Buyer may have
changed the terms or bring the separate units to the common market.

Risk-Reduction Strategies

Individual in the purchasing organisation always try to reduce risks, when taking any
decision. To do this, organisational buyer seems to use four risk-reduction strategies: external
uncertainty reduction, internal uncertainty reduction, external consequences reduction, and
internal consequences reduction. All these strategies will influence the individuals when they
face the buying situation.

Anticipating Perceived-Risk Level

It refers to the importance of marketer’s strategic plan so that he or she avoids failure. To do
this, one has to carefully consider the level of risks that their product or service will evoke for
a particular buying organisation and for a specific decision-maker.

Individual versus Group Decision Making

Whether it is a group or an individual decision in a buying situation is important to identify
the structure of the decision-making unit. Individual decision making occur in the buying
organisation for straight- and modify rebuys situations when the risk factors are low. The
group decision-making unit involves more people and the influences on individuals have to be
identified. According to Hutt and Speh 1995 p.118, Jagdish Sheth has theorises following
factors that influences group decision-making unit.

Product-Specific Factors

1 Perceived risk. The higher the level of perceived risk, the greater the likelihood that the
decision will be made.

2 Type of purchase. New-task buying situations are more likely to involve group decision
making (for example, a first-time purchase of a computer)

3 Time pressure. With minimal time constraints, group decision-making becomes more
feasible.
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Company-Specific Factors

1 Size. Large companies tend to use group decision making.

2 Degree of centralisation. The more decentralised an organisation, the more likely
decisions will be made by a group.

2.5.1 Factors that influencing organisational buying behaviour of professional services

In every decision that is taken there are always factors that effects and influences the process.
Understanding the influences on the buying decision is of importance for the Marketing
manager. This is because of having an understanding about how and why the Buyer selects a
specific product will make it easier for the marketer to introduce and sell the product.
(Kauffman, 1996). In 1972, Webster and Wind described and discussed four influencing
factors for the purchasing situations. However, these four are divided into two subgroups, (see
table 2:8).

Table 2:8. Influence factors in the buying decision

Task related Nontask related
Individual To make the cheap buy Personal valuation and needs
Social Informal discussions
Organisational Policy regard the suppliers Evaluation methods about the
own purchasing personal
Environmental Expected price change Political climate

Source: “A General Model for Understanding Organisation Buying Behaviour” of F. E.
Webster, Jr and Y. Wind, 1972, Journal of Marketing 6, 13.

Individual influences

The individuals are the targets for the marketer within the purchasing organisation. These are
the ones who actually make the buying decision. The psychological facts direct the process
depending on their position and the buying situation. The buying motive is a combination of
the individual and the purchasing organisation’s goals. Understanding who are involved in the
buying process and their roles inside the organisation is a vital thing to take into
consideration, into the market strategy, in business marketing.

Social influences

Understanding of the interaction between those who are involved in the buying process is also
of importance for in order to get a clearer picture of the buying behaviour. First, the rolls have
to be identified; secondly, the variables that influence the interaction among the individuals
inside the purchasing organisation and also interaction between the individuals as a group and
the external individuals.

Organisational influences

The organisation factors of importance in purchasing decisions include Goals and Objectives,
Structure, Policies and Procedures, and lastly Resources. Goals and Objectives will determine
to a long extend the attributes stressed in the buying decision process, and, in a more indirect

29



How can the influences of Internet on the organisational buying behaviour of professional services be characterised?

way, may also influence the composition of the Buying Centre (BC). The Structural factor
often refers to the level of centralisation or decentralisation and may also be related to the
policies and procedures implemented for making purchase decisions. Finally, constraint
resources (Company size, net assets, technical and managerial capabilities, amongst others),
impact on the buying decisions.

Environmental influences

Environmental factors are considered to include everything outside the organisation. Further
subdivided in six different groups of interactions, Physical, Technological, Economic,
Political, Legal, and Cultural, generated by many types of organisations (labour unions,
government, suppliers, customers, trade associations, professional groups, other business and
social institutions). According to the model, the flow of information into the Purchasing Firm,
the availability of goods and services, general business conditions and, values and norms are
results of these variables.

According to Baptista & Forsberg, (1997 p. 57), a very important issue from the marketing
point of view is to determine “who is the most influential in the buying centre”. Unfortunately
the one who has the most influence or as Bonoma (1982) explained, the most powerful, is
often invisible, at least to vendor representatives. Further he continues that, power does not
correlate perfectly with organisational rank. In the same year Bonoma introduced the basis of
power, where he used the sources of power identified by French and Raven in 1959. In 1982,
(Exhibit II, Bases of power, p. 115), Bonoma categorised the major power bases into two
categories. If their influence is positive (champion power) if negative (veto power). See table
2:7.

In 1987 Susan Lynn presented a result of a study that analyses the structure of a buying centre
for purchasing of professional services. This study was based on a mail questionnaire to
survey Chief Executive Officers (CEO), Chief Financial Officers (CFO), and Controllers in
556 businesses firms regarding the structure of the buying centre for professional services in
their firms. According to the result, decisions were more often jointly made in large
companies and independently made in smaller companies. Further, when influence is
measured either as the average number of decision steps at which different participants are
involved or as the average influence of different participants across all decision steps, the
result indicated the following in order:

Most influential buying centre members

e CEO
e CFO
e Chairman of the Board of Directors

Less influential buying centre members

e Other Board Members

e Individual involved in the financial functions of their organisation (Treasure, Internal
Auditor and Controller)

e Qutsiders (corporate-attorney, -banker and —underwriter)
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The result also indicated that the influence of different buying centre members varies in
business firms with different characteristics. In smaller firms the CEO and the Corporate
Underwriter are more influential, while in the larger firms the Audit Committee and the CFO
are more influential. (ibid.)

Table 2:7. The Bases of Power

Type of manpower Champion or Veto
Reward:

Ability to provide monetary,

social, political or ‘

psychological rewards to
others for compliance
Coercive:

Ability to provide monetary

or other punishments for ‘
non compliance
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: “Major Sales: Who really does the buying” of T. V. Bonoma, 1982, Harvard
Business Review (May-June), 115.

2.6 Effects of the Internet on the OBB of professional services

According to Berthon, Lane and Watson (1998), a company’s web site is the one that compose
selling and advertising. In other words the web site create a dialog which can be compared to
personal selling at the same time that the web site also create awareness without a notice of
interactive two-way-communication. This is the web site’s functionality as promotional tools.
However, the purpose of the promotional tools is to generate higher turnover. Further, they
state that a combination of different promotional tools is suitable in different phases of the
buying process. Finally they explain that Internet take different position in the buying stages
due to its effectiveness.
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Normally, firms communicate with their customers through various media. Traditionally,
these media follow a passive one-to-many communication model as shown in Figure 2:5,
where C represents the customer and F represents the firm. (Hoffman et al., 1996)

F
F
Content
y
Content Medium Content
Content

Figure 2:5. One-to-Many communication model

Source: “Marketing in hypermedia computer-mediated environments: Conceptual
foundations” of Hoffman, D. L., & Novak, T. P., (1996), Journal of Marketing, 60(3), 53.

(F = firm / C = Customer)

The Internet can improve the speed and effectiveness of a company’s access to information, as
well as expand a company’s communication abilities and is certainly a technology option
worth consideration. (Cronin, 1995)

The Internet as both medium and market has the possibility to change the traditional passive
role of customers as receivers of marketing communications, and gives them greater control
over the search and acquisition process of relevant information, and further allows them to
become active participants in the marketing process. Firms have the opportunity to be closer
to the customer by the benefit of the interactivity of the Internet. (Hoffman & Novak, 1996)
The information transfer through the Internet can reduce costs by replacing communications
trough less cost-efficient channels (Quelch & Klein, 1996)

As described above, a Web site can be used to lead customers and potential customers through
successive phases of the buying process. The conversion model explains how companies can
use Internet to successfully lead the Buyers to a purchase. The conversion model thus relates
to the buying process (Berthon et al., 1996, P. 46-49). The stages are described below and can
be seen in figure 2:6.
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Awareness Efficiency: How to attract the customer to the company’s Web site.

Locability/Attractability Efficiency: The intention is to aim to get customer who knows about
the company to find the company’s Web site.

Contact Efficiency: The objective is to get the visitor to stay on the site. Therefore the material
should be readable and should be a possibility to gain something from the visit.

Conversion Efficiency: The company establishes a dialog with the visitor to get as much
information as possible.

Retention Efficiency: Focus on transforming purchases to repurchases. For example, regular
updating and refreshing of the web site.

Web Site Efficiency: The objective is to see if the advertising- and marketing activities have
been met. (ibid)

1. Awareness Efficiency

|

2. Locability/Attractability

3. Contact Efficiency

4. Conversion Efficiency

5. Retention Efficiency

) 4
6. Web Site Efficiency

Figure 2:6. The Conversion Model

Source: “The World Wide Web as an Advertising Medium: Toward an Understanding of
Conversion Efficiency” of P. Berthon, and L. F. Pitt, (1996), Journal of Advertising Research,
36(1), 43-54.

Brannback (1997) developed a model, the ICDT-model, which is an interpretation of the
Internet where the market space is seen as an information space (IS), a communication space
(CS), a distribution space (DS), and a transaction space (TS). The model, which can be seen
in Figure 2:7, serves as a means to determine a company’s Internet maturity since when a

company is entering the market space it is likely to move through the spaces sequentially.
(ibid)
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MARKET
SPACE

Figure 2:7. The ICDT-model

Source: “Is the Internet changing the dominant logic of marketing?” of M. Brannback, (1997),
European Management Journal 15(6), 698-707.

(S = Space / I = Information / C = Communication / T = Transaction / D = Distribution)

The IS is a global billboard where the main activity seems to be broadcasting on the Internet
in the terms of homepages and display catalogues, i. e. a platform for information gathering.
Most companies active in the information space do not seem to have a clear Internet strategy.
The reason is, according to Briannback (1997), that companies active on the Internet in this
fashion are using it as just another extension of already existing marketing communication
tools as TV, radio, newspaper, billboards, etc. In the CS a desegregation begins between
content, context, and infrastructure. Content no longer means product, location is no longer
physical and customers and businesses meet to exchange ideas, experiences, opinions etc.
This space requires new resource allocation from within the company, which means that the
firm needs to assign personnel to deal with this new incoming communication to avoid
spreading bad-will rather then the intended goodwill. (ibid)

The DS changes the context in that it stresses the electronic nature of transactions. This space
is best suited for products and services that can be digitised. Distribution is no longer
dependent on specific opening hours, the products or services are accessible 24 hours a day.
The TS is the most advanced market space and also the least exploited one. Here the Internet
is used for more formal transactions like invoices, orders, and payments. The reasons for not
relying on and exploiting this market space more actively are due to legal, security and
reliability issues. (Brannback, 1997)

2.6 Summary

The aim of this chapter was to collect information regarding the subjects that was presented
and described in the previous chapter namely, Organisational Buying Behaviour, Professional
services and the Internet.

In chapter 2.2 the buying process, both for services and professional services were described.
This due to the similarity between these two theories and the already acknowledgement about
how it actually works in the companies. This refers to how the procedure in the companies
might be conducted when buying these kinds of services. Theories regarding the buying
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centre (chapter 2.3) includes definitions and explanations, and theories regarding how
companies selecting suppliers (chapter 2.4) including the importance of the value, will
facilitate the understanding of the subjects and will also create a basis for analyses. Chapter
2.5 is the substance of the factors that create the base for the analyses in the theses. Finally
chapter 2.6 guide us to the theories regarding the Internet and its role as a communication
tools.

In this phase, the problem has been formulated and an overview of literature has been
presented. The next chapter, Frame of Reference, will contain a problem discussion and the
research questions which will specify the study area in this thesis.

2.7 The research questions

In the survey of literature three research areas, Organisational Buying Behaviour, Professional
services and Internet, connected to the research problem have been identified. One research
question will be formulated with respect to each selected area, the buying process, the buying
centre and the influencing factors.

The first area identified, when selecting suppliers through Internet, is the processes. They are
many factors that will be influenced in this way of purchasing compare with the traditional
way. This will be the area for the first research question in this thesis.

QI. How can the influence of Internet utilisation on the Buying Process of professional
services be described?

This complex process involves people who are more or less key to the purchase. Since those
who are in charge and have influence in this process will directly be influenced by Internet as
a new tool. Their traditional role and the interaction with this tool will create a new situation
where their objectives may be different. However, knowledge regarding how they will be
influenced is a hint for those who will become in contact with the Internet as a marketing tool.
Due to this fact the second question is formulated as follow.

Q2. How can the influences of Internet utilisation on the Buying Centre regarding
professional services be described?

Buying professional services involve a large number of risks money and time. However, this
is not the only factor. In the matter of fact, there is no guarantee that your purchase of this
kind of service will fulfil your requirements. In this case the creation of value when selecting
professionals will be affected since using Internet will reduce the possibility to analyse the
selection as in comparison to the traditional way. This is important knowledge for both side,
the marketer who will introduce the service and the purchaser who will analyse the service
before signing a contract. Referring to the above, the third research question is formulated as
follow.

Q3. How does Internet utilisation influence the influencing factors of the organisational
buying behaviour of professional services?
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3 Frame of Reference

In the previous chapter, literature has been reviewed with the aim to better understand the
problem of this study and the variables in it. This chapter begins with a brief summary from
chapter one as introduction, the problem will be discussed and research questions formulated.
However, the main aim of this chapter is to present the frame of reference build for the study.

3.1 Introduction

In the first chapter the importance of an understanding of Organisational Buying Behaviour
and the complexity of the buying process was described. The growth of the service sector in
the industrial market and its activity in this field was the second area that created and shaped
the problem formulation of this thesis. Finally the introduction of information technology and
its new role in the market presented us to the Internet as a superhighway communication tool.
At the end of chapter one, relation between these three fields and also how they are connected
with each other was presented. The interaction between the areas, and the importance of how
they influencing each other, where also mentioned. In conclusion a problem could be
formulated “How can the influences of Internet on the organisational buying behaviour of
professional services be characterised?” and in order to answer this question, three research
questions were developed. Each of these three questions has been focused in a certain area.
However, together they will reflect the problem formulation.

3.2 Selection of the frame of reference

The frame of reference is developed with respect to the research problem. In this part of the
study, theoretical models will be presented and tied to each of the questions. Before starting to
describe and discuss the selected research questions, one fact has to be clarified. According to
Jobber (1998), Organisational Buying Behaviour could be seen as a three-dimension
perspective. He stress that understanding of the customers’ behaviour, the selling
organisations have to understand who buys, how they buy, and the choice criteria. These three
create the shell of the organisations buying behaviour. However, in this thesis the research
questions are defined to describe these areas so that the bases for the analyse of the empirical
research will be secured.

The first research question, “How can the influence of Internet utilisation on the Buying
Process of professional services be described? ” reflects on one of the complex process that is
operating in the industry, the buying process. This procedure is a multi stages process that
contains several factors due to the regulations, terms and conditions. However, there are
several models that describe the buying process in different ways even though the philosophy
behind these descriptions has the same basis. The only part that is different is the point of
view that has separated the models from each other. In other word, these models looking at
the process in different perspectives. Already in 1967 the buygrid framework where presented
by Robinson, Faris and Wind. This model presents the buyclasses and the buyphases. The
eight-stage model begins with the anticipation or recognition of a problem and ends with the
performance feedback and evaluation. All these phases are only a conceptualisation of how
the firms are working during the buying process. Further, in 1992 Morris looking at the
buying process in other perspective. He describes this process as logical sequences of
purchase related decisions that have to be made at each stage. Therefore, Morris presents
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twenty potential decisions facing the industrial buyer, which Hutt and Speh also stressed as
better perspective to understanding the Organisational Buying Behaviour. Moreover, Haas
(1995) presented the conceptual model for the organisational buying process in form of one
way to describe this complex process. The conceptual model, which is similar to other
presented models of the buying process, repeats the philosophy behind the character of the
purchasing process. Other authors have pointed out the importance of the information flow
during the buying process. Reeder, Brierty, and Reeder (1991), also discussed the purchasing
decision process in a new task situation and the importance of collecting information as one
of factors in buy class for a successful purchase decision.

As mentioned before, the buying process could be seen in different perspectives even though
the models are similar; there are factors that lie as bases for selecting models. In this thesis,
only the buying process for professional services will be examined. However, the buying
process might differ for very similar purchase due to the company manner. However, two
models are selected here, the buying process for services (table 3:1) and the buying process
for professional industrial services (table 3:2), since both models are describe the buying
process with respect to professional services.

Table 3:1. The industrial service procurement

The initial stage

The purchasing stage

The consumption stage

Need awareness

Quotation/proposal request

Service produced

Information gathering

Make or buy decision

Evaluation of
proposals/quests

Service consumed

Service evaluated

Source: “An applied Theory For Marketing Industrial Services” of Christian Gronroos, 1979,
Industrial Marketing Management 8. 46.

According to Gronroos (1979), the buying process for services contains three general stages.
Further, Gronroos describe the initial stage as a part of process as characteristics to gathering
information that result in a make-or-buy decision. Moreover, he continues to see this stage
from a marketer’s point of view as developing interest in firm and its service. The second
stage, the purchasing stage, is the information overview, which result in evaluation regard to
the venture. Even here, he sees this part from the marketer’s point of view as possibility to
turn the general interest into sale. The final part of this model, the consumption stage, is
where the service is produced, consumed and evaluated. Gronroos stresses that marketers
have to give attention to this part as it secure the resale and developing the enduring client
contacts. However, these stages including, the initial stage, the purchasing stage and the
consumption stage, is not full applicable when purchasing professional industrial services.
Due to the fact that purchasing of professional services involve high risk factors that the
Buyer has to consider. Therefore, it is of importance to view on the other, more detailed and
suitable model that consider these factors. In 1987, Stock and Zinzer presented the consultant
selection decision process, figure 3:2.
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Table 3:2. The consultant selection decision process

Problem Search Choice Management of | Post choice
recognition the project evaluation
Need awareness | Identification of | Evaluation and
possible recommendation
consultant of consultant
Make or buy |Information Selection of | Management of
decision gathering about | consultant the project
the consultant

Source: “The industrial Purchasing Decision for Professional Services” of J.R Stock, and P.H.
Zinszer, 1987, Journal of Business Research 15, 7.

This five stage model including in order, problem identification, search, selection,
management of the project and post choice evaluation, is similar to the model presented by
Gronroos. However, the major difference between these models is the management of the
project. This stage can bee seen as an important part of the interaction between the consultant
and the client. Further, Stock and Zinzer discusses the important factors during this process
such as, the quality of the project, the consultant’s flexibility and the communication with the
customer. Moreover, they point out the main areas that are of matter is how the consultant
handling the budget and the time factors.

During the buying process all the models have one common denominator, information. The
demand of gathering information is important. However, the Internet can bee used as an
information channel providing the customer the required information. In the theory chapter
three models about the Internet as a communication channel where presented and discussed.
These three models, One-to-Many Marketing Communication model, see figure 2:6, the
conversion model and the ICDT-model, describe the communication through Internet in
different ways. However, two of these models, the conversion model (figure 3:1) and the
ICDT-model (figure 3:2) explain the role of Internet in the buying process.
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1. Awareness Efficiency

]

2. Locability/Attractability

3. Contact Efficiency

4. Conversion Efficiency

5. Retention Efficiency

v
6. Web Site Efficiency

Figure 3:1. The Conversion Model

Source: “The World Wide Web as an Advertising Medium: Toward an Understanding of
Conversion Efficiency” of P. Berthon, and L. F. Pitt, (1996), Journal of Advertising Research,
36(1), 43-54.

The conversion model begins with awareness efficiency and has the web site efficiency as the
final stage. Even though this model separates the stages from each other, the main task here is
to achieve the best and most efficient result in all the stages. The conversion model explains
the companies’ way of using the Internet in optimal ways to get the Buyers to make
purchases, this, through several efficient stages. However, the buying process requires plenty
of information. Due to this fact, the objective of contact efficiency is to make it easy for the
costumer to gain information and also to stay on the site, and the conversion efficiency refer
to establishment of a dialog between company and the visitor as much as possible, it is of
importance to look deeper in these factors. Moreover, to be able to use this model a company
has to define it self in the market space. This is what the ICDT-model (figure 3:2) is
describing.
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MARKET

SPACE

Figure 3:2. ICDT-model

Source: “Is the Internet changing the dominant logic of marketing?”” of M. Brannback, (1997),
European Management Journal 15(6), 698-707.

(S = Space / I = Information / C = Communication / T = Transaction / D = Distribution)

The ICDT-model is an interpretation of the Internet where the market space is seen as an
information space (IS), a communication space (CS), a distribution space (DS), and a
transaction space (TS). Due to the fact that the importance of information gathering is the
focus during the initial stage in the buying process the IS part of this model is a requirement
to overview. The IS where the main activity seems to be broadcasting on the Internet in the
form of homepages and display catalogues, which also can be seen as a platform for
information gathering. The other factors that inflate the rest of the market space refer to more
physical characteristics such as transaction of objects and distribution prospects. Therefore,
the information space (IS) could influence the buying process both in positive and/or negative
way.

Since, the purpose of the first research question is to examine how the Internet influence the
buying process, the theories that will be applied on the first research question are as follow:

e The initial stage in Gronroos’s model presented in table 3:1.

e The second stage in stock and Zinszer’s model presented in table 3:2.

e The conversion efficiency and the retention efficiency from the conversion model
presented in figure 3:1.

e The IS section of the ICDT-model presented in figure 3:2.

Due to the fact that the individuals are the one who are making the decisions and not the
organisation, and each member of the buying centre has a unique character, it is important to
review and understand the behaviour of the individuals. This is what the second research
question, “How can the influences of Internet utilisation on the Buying Centre regarding
professional services be described?” focuses on, the individual’s role and the influence of the
Internet on those involved in the buying process.

Since, the purpose of the second research question is to examine how the Internet influence

the people involved within the buying process, related literature studies regarding buying
centre and Internet have been reviewed.
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According to Wind and Tomas (1980), when dealing with the buying centre three different
areas are of matter, identifying the composition of the buying centre, roles in the buying
centre, and influences in the buying centre. Identifying the compositions of the buying centre
could be described in five dimensions, vertical involvement, lateral involvement, extensivity
connectedness, and centrality of the purchasing management. However, they all refer to the
type of organisational structure and how the members can influence the buying process.
Further, Webster and Wind (1972) discuss and describe the roles in the buying centre and they
presented five different roles such as, Users, Influencers, Buyers, Deciders, and Gatekeepers,
as members in the buying centre. In the same year they also identified these roles in combine
to the stages in the buying process (table 3.3).

Table 3:3. Roles and Decision Stages in the Buying Centre

User Influencer Buyer | Decider Gatekeeper
Identification of Need X X
Establishing Specifications X X X X
and Scheduling the
Purchase
Identifying Buying X X X X
Alternatives
Evaluating Alternative x X X
Buying Actions
Selecting the Suppliers X X X X

Source: Organisational Buying Behaviour (p. 80), Webster, F. E. Jr., & Wind, Y., 1972,
Englewood Cliffs, N.J.: Prentice-Hall.

Even though these roles are rather easy to describe and discuss, they are more difficult to
identify. This since, the people involved in the process, depending on the kind of purchase,
the level in the process, and the purchase situation, they change their previous roles. However,
more important issue in this case is to determine who the most influential in the buying centre
is (Baptista & Forsberg, 1997). In 1982 Bonoma introduced the basis of power where he
categorised the major power bases into two categories, positive influence (champion power),
negative influence (veto power). This model use to be implemented as a hint to identify the
character of the Influencers. When the identification part is done, the marketer can use this
information to affect the process in his or hers favour.

These models describe the individuals and how to identify those in the buying centre.
However, due to the fact that information flow is of importance and the Gatekeeper is the one
who can prevent the information flow, we could say that in this case identification of the
Gatekeeper is a must.

Purchasing services require information, which will be analysed of people in the buying
centre. As mentioned before, everyone have their own role in the organisation with their
certain influence. The most important for the marketer is to identify the roles of those
involved and at the same time analyse their opinions regarding the tools he or she is going to
use. In 1998 Quelch and Klein stated that using the Internet as a marketing communication
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tool can improve the speed and effectiveness of a company’s access to information. Moreover,
in 1996 Hoffman and Novak stressed that firms have the opportunity to be closer to the
customer by the benefits of the interactivity of the Internet. To clarify their arguments, a
model was presented (figure 3:3).

F
F
Content
y
Content Medium Content
Content

Figure 3:3. One-to-Many communication model

Source: “Marketing in hypermedia computer-mediated environments: Conceptual
foundations” of Hoffman, D. L., & Novak, T. P., (1996), Journal of Marketing, 60(3), 53.

(F = firm / C = Customer)

This figure describes interactions between the firm (F) and its customers (C) as it also identify
the Internet as a passive one-to-many communication model. The authors also stress the
improvement of speed and effectiveness of a company’s access to information in case of using
Internet as a communication medium. They further continue to mark the changes that possibly
occur, in term of using this kind of marketing communication medium. These changes refer to
the traditional passive role of customers as receivers. People will have access to the
information twenty four hours day, seven days a week, four weeks a month, and twelve
months a year. Also, it is of importance to point out the availability of information, which is
requested from the customers during the interaction, through this superhighway
communication tool.

In conclusion of the discussion above the following facts have to be taken in consideration.
These facts are also the one that create the theoretical bases of the second research question.
Fact that people involved in the buying centre can change roles depending on the type of
purchase, the buying stage, and other influencing factors. Moreover, the information flows are
significant in the process for optimal outcome. Also, the importance of using Internet during
this process will ease the information collection for the customers. However, people in the
buying centre will be influenced of several factors and since the Internet, as a marketing tool,
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will contribute new forces it is of importance to study how the behaviour of the buying centre
can change.

To sum up the theoretical part regarding the buying centre and involvement of the Internet as
a marketing tool, the following models will be use.

e Roles and Decision Stages in the Buying Centre, Table 3:3
e The New Model of One-to-Many Marketing Communications for the Web, figure 3:3.

The third research question, “How does Internet utilisation influence the influencing factors
of the organisational buying behaviour of professional services?” is actually one of the
factors that influencing the buying process, the buying centre, and the selection criteria when
buying professional services. The influencing factors have been identified and discussed from
many perspectives. However, in 1972 Webster and Wind discussed four influencing factors in
the buying decision (table 3:4). These four factors individual, social, organisational and
environmental, and each of them can be task or nontask related. Further, the importance of
information and its flow through out the process both external and internal has been
discussed. Regarding this, and involvement of individuals in the process, the individual
factors have to be focused. The individuals are those who actually influencing the buying
decision, this depending on their positions and the buying situation. Understanding this factor
will easy the penetration and help the marketer to build up a comprehensive marketing
strategy.

Table 3:4. Influence factors in the buying decision

Task related Nontask related
Individual To make the cheap buy Personal valuation and needs
Social Informal discussions
Organisational Policy regard the suppliers Evaluation methods about the
own purchasing personal
Environmental Expected price change Political climate

Source: “A General Model for Understanding Organisation Buying Behaviour” of F. E.
Webster, Jr and Y. Wind, 1972, Journal of Marketing 6, 13.

In 1995 Hutt and Speh described these influences, table 3:4, as forces and also divided them
into several sub influences. These sub influences are describing and dividing the topics into
more detailed areas. For example, that the environmental factors also refer to the technical
forces as influences and its rapid changes in the industrial world that influence those who
make decisions. Also the cultural influences could be an issue of importance regarding to its
affect on the individuals. Since, the main focus has been reflected on the information flow and
how it can be influence by the Internet both the individual and environmental factors have to
be considered. Moreover, to be able to relate the technical issues as influences on the
Organisational Byuing Behaviour, reflect on the pure technical behaviour has to be reviewed.

Using Internet as a tool will influence the purchaser’s judgment since the face-to-face contact
is not available. However, there are methods that will ease the interaction and at the same time
create values for the customers. As mentioned above, Hoffman and Novak (1996) stressed
that; firms have the opportunities to be closer to the costumer by the benefit of the
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interactivity of the Internet. The fourth steps in the conversion model, conversion efficiency,
describe the possibility of establishment of a dialog between the visitor and the website.
Regarding this, one has to consider the fact that Internet will influence the behaviour and it is
of importance to identify in which way it will act.

The theoretical parts that will create the basis for the third research question are:

¢ Individual influencing factors in the buying decision presented in table 3.4

e The environmental forces that Hutt and Speh described after Webster and Wind’s
classifications of influences.

e The conversion model, with focus on the fourth step in the model, conversion
efficiency.

All these three questions will fulfil the purpose of our study. The theories selected will be
applied to comply the academicals part of this thesis.

3.3 Summary

The aim of this chapter was to review and discuss the research questions base on theories that
where presented in chapter two. However, through out the discussions new perspectives create
the shape of the research studies. Moreover, the conclusion based on the previous resolution
putt the study further to the empirical level. Further, the frame of reference completed the
theoretical basis for the studies, which is summarised and also connect the selected
framework to each of the research question. This can be seen in table 3:5.

Table 3:5. Emerged framework for the case study

Research question Framework

1 How can the influence of e The initial stage in Gronroos’s model.
Internet utilisation on the e The second stage in Stock and Zinszer’s model.
Buying Process of e The retention efficiency from the conversion model.
professional services be e The IS section of the ICDT-model.

described?

2 How can the influences Decision stages and Roles in the Buying Centre
of Internet utilisation on e The New Model of One-to-Many Marketing
the Buying Centre Communications for the Web.
regarding professional
services be described?

3 How does Internet e Individual influencing factors in the buying decision
utilisation influence the presented in table 3.4
influencing factors of the e The environmental forces that Hutt and Speh
organisational buying described after Webster and Wind’s classifications of
behaviour of professional influences.
services? e The conversion model, with focus on the fourth step

in the model, conversion efficiency.
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4  Research Methodology

In this chapter methods adopted to carry out this research will be explained and justified. This
chapter will describe how the chosen subjects have been treated. Since the choice of method
depends on the research questions, the selected method has to be considering this fact.
Further, the problems that have been faced during this research have also been included in this
chapter. Finally, discussion regards the validity and reliability will complete the methodology
in this thesis.

4.1 Introduction

To clarify how this chapter is worked out, figure 4.1 will present an overview of the research
process. Each block represents a set of methods, which will then be elaborate. Furthermore,
each selected method will then be justified with some quality criteria to contribute a higher
reliability and validity of the research.

1. Research To Explore and/or Describe and/or Explain
Purpose > Y
2. Research
Method L Qualitative vs. Quantitative IS
Inductive vs. Deductive ~
3. Research ) )
Strategy Case study, Archival Analysis, Surveys,
Experiments, Histories >
4. Sample Q
Selection > Non probability vs. Probability > l '
S. Data
Collection IS Tools for Collecting Data L

Figure 4:1. The selection of methodology
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4.2 Research Purpose

According to Yin (1994) research strategies can be used for the purpose to explore, describe,
or explain.

Exploratory studies aim for basic knowledge within the problem area (Wallén, 1996). These
studies are suitable when a problem is difficult to demarcate and when relevant theory is
unclear. They are further appropriate when important characteristics and relations are hard to
determine. (Wiedersheim-Paul & Eriksson, 1997) Moreover, Foster (1998) claims that an
exploratory research often involves the tackling of new problems, issues, and topics, about
which little are known.

Descriptive research is mainly focusing on describing characteristics of a population or a
phenomenon. It aims to provide an accurate picture of some aspects of the market
environment. Descriptive research may concern past or existing relationships and is
recommended when the researcher search data, often secondary, in order to describe a few
aspects of a clearly structured problem. (Aaker & Day, 1990)

Explanatory research is useful for studying relations between causes and symptoms. The
researcher tries to identify the factors, which together cause a certain phenomena
(Wiedersheim-Paul & Eriksson, 1997).

Which category a study belongs to depends on ambitions and knowledge within the research
area (Wallén, 1996). In this thesis the main objective has been to characterise the Internet
influences on Organisational Buying Behaviour. According to the three categories explained
above, the research strategy in this thesis lay between Characterise and Descriptive. The
research is mainly of exploratory character considering the fact that influencing factor regard
to the Internet in the frame of organizational buying behaviour is relatively new and that it
does not exist any clear theory that connects all of the research areas together. Moreover,
since the aim of this thesis is to describe the influences of Internet on the Organisational
Byuing Behaviour of professional services. In addition, I have not been able to find other
studies that focus on the exact same problem, and with respect to the aim of this research the
research strategy lies between categories Exploratory and Descriptive.

4.3 Research Method

There are two ways of approaching the data investigated, qualitative or quantitative. Which
one the researcher should employ depends on the nature of information needed to answer the
stated research questions. (Yin, 1989)

Qualitative studies are conducted, according to Yin (1989), when the researcher collects,
analyses, and interprets detailed data concerning ideas, feelings, and attitudes. Furthermore,
Yin (1989) states that qualitative methods are often related to case studies, where the aim is to
receive thorough information and thereby obtain a deep understanding of the research
problem. Holme &Solvang (1997) states that qualitative means gathering, analysing and
interpreting data that cannot be quantified. A qualitative research is characterized by a great
closeness to the respondents or to the source that the data is being collected from. The data
should be collected in circumstances that are similar to ordinary and everyday conversation.
Because the researchers only use guidelines, which give the respondents a chance to affect the
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dialog, this form of interview will provide the interviewers with reliable information. (Holme
& Solvan, 1997)

Quantitative research is often formalised and well structured. Selectivity and distance to the
source of information also characterise this method. The researcher has beforehand decided
what questions to be asked without considering whether the respondent find them important
or not. This gives the researcher a high degree of control. (Holme & Solvang, 1997)
Quantitative research is usually associated with the natural science mode of research where
data is quantitative, obtained from samples and observations seeking for relationships and
patterns that can be expressed in numbers rather then words. (Tull & Hawkins, 1990)

With respect to the frame of reference, the research will focus on a Qualitative research
method. The aim will be to investigate, further search for information and facts that will fulfil
the purpose of this thesis.

4.4 Research Strategy

To select research strategy, relevant situations for different strategies will be overviewed with
respect to previews selections. Yin (1994) argues that there are three conditions that
distinguish the strategies. These conditions are based on the form of stated research question,
if control over behavioural events is required, and the degree of focus on contemporary versus
historical events. This is shown in table 4:1.

TABLE 4:1. Relevant situations for different strategies

Research Strategy Form of Research Requires Control Focuses on
Question Over Behavioural Contemporary
Events? Events?
Experiment How, why Yes Yes
Survey Who, what, where No Yes
How many/much
Archival Analysis Who, what, where No Yes/No
How many/much
History How, why No No
Case Study How, why No Yes

Source: Case study research: design and methods (p. 6), Yin, Robert K., 1994, Thousand
Oaks, CA: Sage, cop.

Selecting the research strategy, different relevant situations have to be considered. Since the
form of research questions in this study is “how, why”, Experiment, History and Case Study
is possible. Further, since there is no possibility of Control over Behavioural Events, only
History and Case Study is left as research strategy. Moreover, Focus on Contemporary Event
is required. Due to this fact, Case Study will be selected as the research technique in the
thesis.
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4.5 Data Collection

The choice of method for data collection is highly influenced by the chosen research strategy.
(Holme & Solvang, 1997) There are two major approaches to gather information about a
situation, person, problem, or phenomenon. The first approach is used when the information
required is already available and only need to be extracted. This kind of data, available from
secondary sources, is therefore called secondary data. The second approach to information
gathering is used when the information needed must be collected from primary sources, which
yields primary data. (Kumar, 1999) Secondary data is data that has already been collected by
someone else for another purpose, whereas primary data is collected directly by the researcher
for a specific purpose (Wiedersheim & Eriksson, 1997)

As stated earlier, case study has been chosen as a research strategy. Yin (1994) claims that the
data collection process for case studies is more complex that the process used in other
research strategies. He recognizes that data can be collected for case studies in six different
sources of evidence. These can be reviewed in table 4:2.
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TABLE 4:2. Six sources of evidence: Strengths and weaknesses

Sources of evidence Strengths Weaknesses
Documentation Stable - can be reviewed Retrievability — can be low.

repeatedly. Biased selectivity, if
Unobtrusive — not created as | collection is incomplete.
a result of the case study. Reporting bias — reflects
Exact — contains exact (unknown) bias of author.
names, references, and details | Access — may be deliberately
of an event. blocked.

Broad coverage — long span
of time, many events, and
many settings.

Archival Records Same as above for Same as above for
documentation. documentation.
Precise and quantitative. Accessibility due to privacy
reasons.
Interviews Targeted — focused directly Bias due to poorly
on case study topic. constructed questions.
Insightful — provides Response bias.
perceived causal inferences. | Inaccuracies due to poor
recall.

Reflexivity — interviewees
gives what interviewer wants

to hear.
Reality — covers events in Time-consuming.
real time. Selectivity — unless broad
Contextual — covers context | coverage.
of event. Reflexivity — event may

DI ODERE DI proceed differently because it

is being observed.
Cost — hours needed by
human observers.

Participant Observation Same as above for direct Same as above for direct
observations. observations.
Insightful into interpersonal | Bias due to investigator’s
behaviour and motives. manipulation of events.
Physical Artifacts Insightful into cultural Selectivity.
features. Availability.
Insightful into technical
operations.

Source: Case study research: design and methods (p. 80), Yin, Robert K., 1994, Thousand
Oaks, CA: Sage, cop.

In this thesis, there was no possibility to find documentation regard the research problem,
neither any archival record. Considering direct observation, participating observation or
physical artefacts required fully access to whole Organisational Buying Behaviour. There was
no possibility to access the information in this way. Due to the facts, regard to data collection
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method and also the source of evidence that are presented in table 4:2, in order to obtain the
necessarily information in this research, primary information were collected in form of
interviews.

4.6 Sample Selection

According to Zikmund (1994), there are two sampling techniques, probability and non-
probability. The probability samples are samples in which every element has a known nonzero
probability of being selected. The non-probability sampling is when we take samples without
assessing the probability of any particular element to be chosen. In other words, the selection
could be said to rely on personal judgment.

Due to the fact that this study is based on qualitative research, the selection of companies has
been based on non-probability techniques of sampling. Furthermore, the selection based on
personal judgment was on the following criteria. Selection based on already stable companies,
from public and private sector, acting in different markets. The selection was also based on
the fact that all four companies had access to different kind of in-house professional. It is of
importance to stress that all the selected companies has been selected based on the fact that
they have used the Internet in order to purchase professional services.

Moreover, the selection of the companies has also been based on geographical facts. To save
time the selected companies have been located close to the city of Luled. The chosen
companies have been selected after they fulfilled the criteria.

4.7 Data Analysis

The analysis of case study evidence is one of the last developed and most difficult aspects of
doing case studies (Yin, 1994). Further Yin explains that the investigation should start with a
general analytical strategy which will provide the researcher for what to analyse and why.
This could say relying on theoretical propositions and developing a case description (ibid).
Further, to obtain the complete view on the research study, the result, and at the same time to
be able to describe the influences of the Internet on the Organisational Buying Behaviour of
professional services, the existing data collected from the cases will be compared with the
theory used to build the frame of reference. This is called Within-case analysis.

The within-case analysis allow us to take the data collected for each case and compare it with
against the emerged frame of reference. At this stage similarities and differences will be

identified and pointed out.

Furthermore, data from the case studies will also be compared to each other. This is called
cross-case analysis.

In conclusion, the data collected in this thesis will be analysed, first in the form of within-case
analysis and then finally in the form of cross-case analysis.
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4.8 Validity and Reliability

According to Eriksson and Wiederheim-Paul (1997), there are two important criteria that can
be used to determine the quality and trustworthiness of a research work. These are reliability
and validity.

Validity shows if the researcher has established correct operational measures for the concept
being studied. Yin (1994) further on defines reliability as “demonstrating that the operations
of a study, such as the data collection procedures, can be repeated with the same results”
(p.33). When using reliability the researcher has the goal of minimizing the errors and biases
in the study. Another researcher that later conducts the same research over again and follows
the same procedures as described, should arrive at the same findings and conclusions as the
previous researcher. For the researcher to be able to repeat a previous case study there is a
prerequisite that the procedures followed in the earlier case are documented. Therefore a good
guideline is to conduct the research so that an auditor could repeat the procedures and arrive
at the same results. However, in this thesis selection of the interviewers and the way the data
was collected result in high validity and reliability, since the questions could be explained, to
right person, at the same time that the explanation was not leading the respondent to the
answer.

4.9 Summary

In this chapter the methodology of the research has been presented. Different ways to
strategies have been discussed, and different perspectives have been presented. Basically, the
aim of this research has been to explore the influences of the Internet on the Organisational
Buying Behaviour of professional services. This has been done as partly descriptive and
partly explorative, with a qualitative research method. The research technique that has been
used in this thesis is based on case study, where the data has been collected from personal
interviews. The companies to conform the samples have been selected on a judgmental base,
non-probability sampling.
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5 Case Studies and Data Presentation

In this chapter the data that has been collected in the frame of this thesis will be presented.

5.1 Introduction

The case study has been based on the interview guide presented in appendix A. The data
presented here are divided after selected company. The result of these interviews will be
presented in order of short presentation of the company, introductory information, general
information regard the buying process, information regard the buying of professional services,
the role of those involved in the buying process, and finally how Internet utilisation can
influence the buying behaviour of the company. This will give the reader an objective insight
into the case studies and also make it possible for the reader to be critical to the analysis of
data. The companies to analyse in this thesis are as follow:

e SSAB Tunnplat
e Erisoft

e Tulldata

e Vattenfall

5.2 SSAB

SSAB Tunnpldt (Svenskt Stidl AB) is Luled's largest private company, with almost 1 700
employees. The company is also Scandinavia's largest sheet metal manufacturer, and one of
the giants in producing high-tensile steel in Western Europe with SEK 9 billions sale value
per year. Other companies that base their activities on SSAB’s steel surround SSAB Tunnplat.
Inexa Profiler buys liquid steel and manufactures railway tracks and steel section for ships.
Plannja manufactures structural steel sheet and SSAB Hardtech makes safety components for
the automotive industry. SSAB Tunnpldt in Luled manufactures 2 million tonnes and
approximately 200 different types of steel annually which provide the company an estimated
total annual sale of SEK 4 billions. Moreover, the company’s purchase of services is
approximately SEK 20 millions in 2001. The respondent indicated that this number is only
regard the purchase of professional services.

Even though SSAB Tunnplét in Luled has the leading role in their industry, only ten to twenty
employees have access to Internet in their office. These are the managers of the IT and
purchasing departments of the company. However, there are possibilities for those who want
to get access to Internet. The company has established Internet kiosks where the employees
can use the Internet in private case. The reason says to be protection of company’s sensitive
data. It should be mentioned that this is only in SSAB Tunnplét and not SSAB in general.
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5.2.1 The General Buying Process

The general buying process could say to be divide into three “buy” due to the type of
purchase. The first buy refer to buy for the inventories, which is automatically through the
computer system. The second refers to maintain buy for machinery where the local supplier
use to satisfy SSAB Tunnplédt’s demand, and the third refer to buy of professional services.
However, in this case only the third type of buy is presented, this due to the selected research
problem. The company also has general agreements with several suppliers where all the
necessary objectives are negotiated once a year. Moreover, the policy of the company direct
the purchaser to first go through the company channels, which is the suppliers that they have
general agreements with and then if the already selected suppliers do not have the possibility
to supply the purchaser have to find other vendors. It is of importance to stress that SSAB’s
buying process for all consultant services is similar.

5.2.2 The Buying Process

The information regarding the buying process obtained from the interview will be presented
in the form of stages with explanation regarding each stage. It has to be mentioned that the
buying process of professional services and buying process of services does not differ
considerably. Further the influences from the Internet on this process will be present.

1. Need awareness
- At this stage a need will be identified and all the factors that have to be
fixed will be written down for further documentation.

2. Specification of the need
- The need will then be detailed and specified. All the necessary facts
will be included. This will be the basis for the make or buy decision.

3. “Make or Buy decision”

- When the specifications are detailed, the internal resources will be
analysed. The specification will be sent over to possible departments
including the requirements. If the need can be solved through the
internal resources, the process will end here. Otherwise a buy decision
will be made and the process will continue.

4. Identification of possible suppliers
- After the specification of the need and a buy decision, conceivable
suppliers will be selected for the next stage. The specification will be
send over to the possible suppliers, see next step, and an offer will be
received.

5. Information gathering about the suppliers
- As it has been mentioned before, the suppliers that SSAB has general
agreements with will be the first choice. If they cannot solve the
problem, information regarding “external” suppliers will be collected,
otherwise the process will continue further to next stage. Gather
information about the suppliers is depending of contacts and
recommendation. The own information channels are of high priority in
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this case. Thereafter, the information will be collected through other
available channels such as Internet.

6. Analysis of possible suppliers
- The offers from the suppliers will be analysis and preparation for
selection of supplier or suppliers will take place.

7. Selection of supplier or suppliers
- It is important to point out that, when selecting the supplier the most
important factors are the technical capacity, the time factor and the cost
of the supplier.

8. Evaluation of performance
- After the execution of the contract, a report will be handled over from
the Factory Manager where the job has been performed. However, this
report will be documented and used the next time the supplier is
selected.

The Purchaser at SSAB believes that Internet can be a good assistant during the buying
process when the purchase is in form of large volume. This since, the information gathering
regard the needs will be much faster and easier. However, he also believes that most of the
information available on the website varies from time to time. It is too much commercial and
not so much facts. The most interesting information that can be found at company’s websites
is the economical facts and data.

Moreover, when asking what the purchaser would demand in order to get better access to
information, he answered as follow:

e Relevant information regarding selling company, and the services that are offered.

e More specific information related to their business area, product, services, and resources.

e Also if there is any possibility to put the specifications directly at the website, and also to
create the possibility for the visitor to have access to a request form.

5.2.3 The Buying Centre

The buying centre refers to the people involved in the buying process. During the interview,
questions related to this subject provide the following information. The main purpose is to
identify those who are involved in the buying process, in other words, which position they
have, what they do and their main role in each stage in the buying process. During the
interview questions related to the buying centre and how the Internet could influence or
change this area were achieved, however, the respondent did not believed any influences from
the Internet could affect this area.

The buying centre in SSAB involves four persons. These are the Factory Manager (FM) who
is the one that recognise the problem, the Initiator and the User. The Technical Manager (TM),
who specifies the need, who makes the “Make or Buy” decision, also recommend the possible
consultant. The Purchasing Manager (PM) is who make the decision and buy the required
services.
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Table 5:1. Roles and involvements in the Buying Centre (SSAB)

User

Influencer

Buyer

Decider

Gatekeeper

Identification of Need

M

Establishing Specifications
and Scheduling the
Purchase

™

Identifying Buying
Alternatives

™

PS

Evaluating Alternative
Buying Actions

™

PM

PM

PS

Selecting the Suppliers

PM

PM

Purchasing Secretary (PS), Purchasing Manager (PM), Technical Manager (TM), Factory

Manager (FM)

Finally, the Purchasing Secretary (PS) is the one who help the Purchasing Manager to
administrate the buy. To clarify where these people are involved in the buying process the

table 5:1 has been made.

5.2.4 The Influences on the Buying Process and the Buying Centre

During the interview information regarding the influencing factors on the buying process and
the buying centre was collected. The influencing factors were related to the Internet and
Internet related areas. It has to be mentioned that information obtained from the interview has
been asked as opinion based on the experience of the company. However, the responder has

motivated all the answers, see table 5:2.
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Table 5:2. Influencing factors regard to the Organisational Buying Behaviour (SSAB)

2

4

Motivation

The experience of the consultant company

Better cooperation,
team working.

The rumour of the company

This can affect
SSAB’s rumour.

The consultant who are working towards you

Better cooperation,
team working.

The rumour of the companies consultants

Better cooperation,
team working.

The clients of the company

Has nothing to do
with the consultant
company.

The cost of the consultant service

The cost factor is not
important if the
requirements are
fulfilled.

The geographical location of the company

How the work is
performed is more
important then
where it is done.

The availability of the consultants

One the consultant
received the
objectives, the
availability of the
supplier is not
important.

To have a face to face contact during the
selection process

You have to see,
know and feel.
Handshake is very
important.

To communicate through the Internet

This will integrate
the relation between
two parts. Much
faster interaction.

The legal issues when purchasing trough the
Internet

Very important, due
to clarification of
responsibility.
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5.3 Erisoft

Ericsson is the world's leading supplier of telecommunications equipment. In order to retain
its position, new, improved products must constantly be developed. Therefore, Ericsson has
established several subsidiary companies to obtain their business plans. One of these
subsidiary companies is Erisoft. Erisoft has approximately 550 employees, 250 of whom work
at the Head Office in Luled and generate approximately SEK 1 billion per year.

The company primarily concentrates on the design, development and maintenance of software
products and systems. However, the Erisoft is active in four areas of business such as, radio
base systems, mobile telephones and terminals, switchboard systems, and line systems. The
company works on everything from research and development of digital signal processing,
speech coding and radio network simulation to development of switchboards, radio base
stations and line systems for tele-communications networks. In other words, Erisoft can be
describe as a modern and High-Tech company where almost every employee has Internet
access and use this tool in direct link to their daily routines. This data also reflects on the way
of how the company’s purchasing department is structured. There are four people working in
the purchasing department and all of them have fully Internet connection. Moreover, the
company has developed an internal order system, which affects the buying process
considerably. The purchasing department handles services for somewhere between SEK 150
to 200 million.

5.3.1 The General Buying Process

The general buying process could be described as the only buying process within Erisoft. The
company has developed a purchasing software system where it can also be described as part
of the buying process. This system is working similarly to a manual order routine, which
reduces the administrative process of the buying process. However, a short description of the
system is as follows. First the Initiator who wants to order enter the system with its own
identification, this person can be anyone. Second, the Initiator has to specify the need and fill
in all the details that are of importance. When the form is complete the order will
automatically be sent over to the Initiator’s manager and the purchasing department. Also, the
order will be defined with a specific order number. This system is generating throughout the
whole organisation. It should also be indicated that the buying process of services and buying
process of professional services are similar and the same method is used in both cases.

5.3.2 The Buying Process

During the interview the following information regarding the buying process were obtained.
This information will be presented in the form of stages and an explanation will be written
down in connection to the stages. Thereafter the influences of the Internet on this buying
process will be presented.

57



How can the influences of Internet on the organisational buying behaviour of professional services be characterised?

1. Need awareness
- Someone within the company discover a need which will be turned into
an order.

2. “Make-or- Buy” decision
- Usually the buy decision will be made since the Initiator will send an
internal inquiry before starting the buying process. It also has to be
mentioned that the buy decision will be made due to lack of resources.

3. Specification and order
- The discovered need will be specified and ordered at the same time in
order to fulfil the order form. This will then be processed by the
automatically computer-based order system.

4. Order approved
- The manager of the one who order the purchase has to accept the
purchase to make the buying process continue.

5. Information gathering regarding the service provider
- After the acceptance of the order, the purchasing department will gather
information regarding the service provider. The internal channels will
be informed and if the internal sources cannot satisfy the need external
sources will be examine. This is a process based on experience and
contact channels. The purchaser will use all available information
sources to collect necessarily data.

6. Analysis of possible service provider
- This will be done due to company regulation and the service that can be
offered. Usually, there are some criteria that have to be fulfilled before
the buy can be executed.

7. Selection of possible service provider
- When all the details are cleared and the service provider have accepted
and fulfilled Erisoft’s criteria, the purchaser will select the supplier.

8. Evaluation of performance
- Those who have been working with the consultant will give feedback
of the consultant’s performance in form of report, which will be filed at
the purchasing department. This will help the purchaser next time
during the selection process.

The Purchasing Manager at Erisoft believes that Internet can be of help during the buying
process because of three major reasons. The first is the rapid locability that Internet provides
through its search engines. This will be the first direction that will save the purchaser time.
Further, the Internet could provide you the information that is required, even though it is not
enough, it will be a hint for further examination.

Moreover, the information available on the websites is mostly general information and not

information that can estimate an objective judgment. Further, this information is not always
updated and cannot be seen as reliable. It is not always one can get access to information
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trough searching the Internet. However, as it has been mentioned before, the Internet can bee
used as a first hint. Regard the information gathering trough the Internet and how to get better
access to information the Purchasing Manager stressed that more specific information ought
to be available at the websites.

5.3.3 The buying Centre

The people involved in the buying process are as follow:

e The Initiator or Engineer (E)

- Is the one who discover the need, make the buy decision, order and specify the need,
uses the service and also report the performance of the service providers.

e The Manager of the Initiator or the Technical Manager (TM)

- Is the one who attests the order due to the department’s budget.

e The purchaser or The Purchasing Manager (PM)

- Is who that gather information, analyse the service provider, selects the service provider,
purchase the service, and file the performance report.

These people all have access to the internal computer-based purchasing system and everyone
can follow the purchase since all transactions will be documented. Due to this fact the role of
each person will be easier to identify. Also, all information will be available for all members
in the buying centre, regardless of the geographical location. This will affect the buying centre
in positive way since the information flows easily. In order to better understand the relation
between the buying process and the buying centre table 5:3 has been established.

Table 5:3. Roles and involvements in the Buying Centre (Erisoft)

User Influencer Buyer | Decider Gatekeeper

Identification of Need E E

Establishing Specifications E ™
and Scheduling the
Purchase

Identifying Buying PM PM
Alternatives

Evaluating Alternative PM PM
Buying Actions

Selecting the Suppliers PM PM

Engineer (E), Purchasing Manager (PM), Technical Manager (TM)

Regarding the buying centre and how the Internet can influence this section, the respondent
indicated the rise of communication efficiency between people both internal and external.
This could affect the administrative process in better and more efficient ways in the term of
saving time.
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5.3.4 The Influences on the Buying Process and the Buying Centre

Information regard the influencing factors on buying process and buying centre has been
obtained during the interview. The questions have been formulated reflecting on company’s
experience of using Internet. Even though some part of the interview has been questioned in
form of scale alternatives questions, the interviewer has motivate each of the statements in all
the answers. See table 5:4.

Table 5:4. Influencing factors regard to the Organisational Buying Behaviour (Erisoft)

2 4 Motivation
The experience of the consultant company Better performance,
more efficient
The rumour of the company b4 Our judgment is based

on facts.

The consultant who are working towards
you

Team working is very
important

The rumour of the companies consultants

Due to our
cooperation with the
Swedish defence
industry, it is very
important.

The clients of the company

This is related to our
competitor.

The cost of the consultant service

Important but not the
final call.

The geographical location of the company

Due to the
communication. The
close the cheaper.

The availability of the consultants

Communication is
very important. The
consultant has to work
inside Erisoft.

To have a face to face contact during the
selection process

This varies due to the
type of position. In
other words, at
individual bases.

To communicate through the Internet

E-mail is the most
important tools.
Otherwise, not
Internet as a
communication
channel.

The legal issues when purchasing trough the
Internet

This is important since
we have to replace the
traditional way of
purchasing.
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5.4 Tulldata

Tulldata is a subsidiary company of the Swedish Tullverket, Customs, located in Luleé.
Tulldata with the total number of 90 employees delivers IT solution to other divisions within
Tullverket. These IT based solutions includes software, hardware, and supports bout to
internal and external user in this business area that also generate about SEK 200 millions.
Moreover, the main purpose of Tulldata is not only to support the rest of Tullverket’s
divisions, but also to develop new systems that can handle all the necessary functionality that
is required. Due to this fact, several major projects have been developed, which have involved
many consultancy companies. The company’s sale value per year is estimated to SEK 80
billions and the annual purchase of services reached the level of SEK 15 millions. It should
also be indicated that all of the company’s employees have access to Internet.

5.4.1 The General Buying Process

The general buying process at Tulldata is totally dependent on the regulations and praxis that
have been implanted in the company due to the high security of their operations. This obstacle
and limit to the flexibility of the company and repugnance the business activities. Another
part of the complexity of the buying process is referring to the value of the purchase. If the
purchase value is higher than SEK 100,010 the buy has to be approved by regional manager.
Further, if the purchase value indicate over SEK 1,3 million the selection process has to be
due to the EU’s, European Union’s, regulation, which is a open advert in special magazine
that is published within the EU. All of these regulations bring on a bureaucracy that reduces
autonomy of Tulldata’s purchasing department.

Due to all these regulations, Tulldata has build up a relationship with already selected
suppliers to make the buying process more flexible. This has been implemented especially in
the case of purchasing of professional services.

5.4.2 The Buying Process

The buying process of professional services has also been affected by all the regulation that
Tulldata has to follow. Due to this fact Tulldata has established general agreement with five
different service providers that supply Tulldata with consultants. In purpose to clarify the
buying process, following stages have been explored. This information has been obtained
from the interview.
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1. Need awareness
- This is the initial stage in the buying process. It is here that a problem
arises and creates a need.

2. Specification of the need
- The need will be detailed in form technical and time specification. The
technical specification refers to the knowledge that is required and the
time factor refer to the duration of carry out the job and solve the
problem.

3. “Make-or-Buy” decision
- At this stage, due to the specifications the internal resources will be
examined to determine if the problem can be solved internally. If yes,
the process will end here, otherwise the buying process will continue to
the next stage.

4. The profile definition
- Using the specifications as basis, the profile of the consultant will be
specified in form of qualifications.

5. Proposal request
- The profile definition will be sent to the companies that have general
agreements with Tulldata. This is usually handled by E-mail.

6. Evaluation of consultant
- The consultant will be compared to the defined profile to examine if he
or she fulfils the requirements. Further, the offer from the company will
also be examined. If the companies that have received the proposal
cannot attain the requirements search for new suppliers start, otherwise
the selection stage will determine the process.

7. Information gathering
- This will be done through the “human channels” such as,
recommendation of consultants, suggestion from other companies or
recommendation from internal personnel. However, experience is one
of the most important factors.

8. Selection of a consultant
- If the consultant fulfils the requirements and the purchase value is
approved according to the company regulations, the consultant will be
selected.

9. Management of the project
- At this phase of the buying process, the consultant is working within
the company and is part of the company. However, this is only due to
the request from Tulldata.

The buying process ends here, even though there are some company regulations that indicate

the importance of documentation of the consultant’s performance. But, this never happens.
However, it will be included as experience in form of memory for the employees.
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Furthermore, the Purchasing Manager at Tulldata believes that the Internet can be of help
during the buying process in the way to clarify the related factors. For example, separation of
information related to the subjects in form of economical data and the company’s visions and
business activities at the same time in the same place. According to this method, the collection
of information will be much easier and the purchaser will save time. However, today the
information available on the websites is often superficial and not the information that are
required for the purchase. Moreover, he believes that the information is updated and reliable
but not enough. Most of the information that is available is in purpose to make the visitor
contact the company. In order to get better access to information the Purchasing Manager
answered, “Give me the same information that the sales persons from the company have to
say”. Also, make the websites more flexible, in the meaning of separate the important factors
from the unimportant factors.

5.4.3 The Buying Centre

The buying centre in Tulldata involves ten people. These are different employees depending
on the type of purchase and the purchasing value. Usually the general procedure is the same.
It also should be stressed that in some cases people in the buying centre can be from the
outside but still belong to the parent company, Tullverket. Due to this fact the involvements in
form of positions and also the number of precipitates have been printed in the table 5:5.
People involved in the buying process are:

e Internal Personal (IP) who identify the needs.

e A group of Technical Managers (TM) that specify the needs.

e A Project Manager (PM) who is in the process from “make or buy decision” until the
management of the end of the process.

e A Manager of the Project Manager (MPM), evaluate the consultant and also selects the
one.

e Administration (AD) who manage the project after the selection.

The information obtained from the interview has been placed in table 5:5 only to create a
picture of the relation between the buying centre and the buying process.

Further more, he does not believe that Internet can change or influence the buying centre and
people involved in it.
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Table 5:5. Roles and involvements in the Buying Centre (Tulldata)

User

Influencer

Buyer

Decider

Gatekeeper

Identification of Need

1P

Establishing Specifications
and Scheduling the
Purchase

™

Identifying Buying
Alternatives

PM

PM

Evaluating Alternative
Buying Actions

PM

MPM

PM

Selecting the Suppliers

PM

MPM

PM

Internal Personal (IP), Technical Manager (TM), Purchasing Manager (PM), Manager of the

Project Manager (MPM)

5.4.4 The Influences on the Buying Process and the Buying Centre

Information regarding the influencing factors and how Internet can influence the influencing
factors of the buying process and the buying centre have been obtained from the interview.
This information have been collected partly as direct questions regard the buying process and
buying centre and how the Internet can influence these processes and the people involved in
it, part as several alternative statements where the respondent has marked the importance of
these in the purchasing of professional services with motivation to each. These can be seen in

table 5:6 here below.
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Table 5:6. Influencing factors regard to the Organisational Buying Behaviour (Tulldata)

2

4

Motivation

The experience of the consultant company

It is important that the
company value our
business and at the
same time are
productive.

The rumour of the company

We base our
judgments on facts.

The consultant who are working towards
you

It is important that the
company value our
business and at the
same time are
productive.

The rumour of the companies consultants

Reliability, trust, and
behaviour are
important factors in
our company.

The clients of the company

Not important, they
have to suit our
company.

The cost of the consultant service

Important but at the
same time it is the qu-
ality that is of matter.

The geographical location of the company

Important, since the
consultant has to work
inside our company
and this is a matter of
expenses.

The availability of the consultants

Important, since the
consultant has to work
inside our company
and this is a matter of
expenses.

To have a face to face contact during the
selection process

The agreements bases
on facts on the
contract are important.

To communicate through the Internet

Important, due to
information flow, for
example E-mail. Also
easier to contact the
respondent.

The legal issues when purchasing trough the
Internet

Not important since
no purchase trough the
Internet. All sensitive
documents will be
handled over face to
face.
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5.5 Vattenfall

Vattenfall group is one of biggest electric power supplier in Sweden. Hydro power, nuclear
power and thermal power are within the company’s business framework. Vattenfall distribute
and sells electricity and heat and provides energy services and solutions in the domestic
market which is in the Northern Europe. With an annual turnover SEK 101 millions and about
30 thousand employees, the company sees its future role in the international market important
even in other business areas. In Luled, Vattenfall operate within hydro and thermal power and
also take care of operation and maintenance. With a total number of employees 13 thousand
and SEK 30 millions annual sale per year, Vattenfall in Lulea is one of the important division
of this group. Not to mention, the purchase of services is SEK 7 million in Luled compare to
SEK 12 million in the whole concern.

5.5.1 The General Buying Process

The general buying process at the case of Vattenfall is divided into three different types of
purchases, products, services and entrepreneurial services. However, the way of executing the
buying process could be similar regarding these three types of purchases. The companies’ own
resources are the first hint for the purchaser to begin the buying process of the awareness
needed. Furthermore the company try to fill the gaps to send over a purpose within the own
organisation or those companies that have had general agreements with Vattenfall. In other
words, the purchaser always goes through the right channels before contacting external
resources.

5.5.2 The Buying Process

The buying process of professional services has also been affected of all the AF97 that
Vattenfall has to follow this since the company has some demands when selecting consultant.
There is differences between the general buying process and the buying process of consultant
in the way that the general buying process could be described simpler and it is free from
obligations. The reason is the demand of knowledge that is required in the case of consultants.

1. Need awareness
- This is the first stage in the buying process. At this stage, the need will
be recognised.

2. Specification of the need
- The already identified needs will be described in details with regard of
its technical complicity. The reason is to make a foundation for the
technical specifications.

3. “Make-or-Buy” decision
- If the company has the resources to solve the internal need then the
buying process will end here, otherwise the buy decision will continue
to the next stage.
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4. Information gathering

- This will be done through the internal channels such as,
recommendation of consultants, suggestions from other companies or
recommendation from internal personnel. It should also be stressed that
almost every consultant that will be selected has been recommended
from someone who knows him or her.

5. Organise information
- At this stage the information that has been gathered will be sent to the
authorised manager for evaluation.

6. Identification and Evaluation of possible consultant
- When the information has been organised, the possible consultant will
be identified and the specifications will be sent over to the suppliers
and an offer will be received.

7. Analysis of possible supplier
- The offers from the suppliers will be analysed and compared to
company regulations and policies.

8. Selection of supplier
- The most important factor at this stage is that the consultant has the
required knowledge.

9. Evaluation of performance

- When the consultant’s job is done and the contract has been executed, a
report from the one who ordered the job will be sent over to the
purchasing department. This report will be used the next time the
company will select the consultant.

Further, the respondent at Vattenfall believes that most of the information that will be
collected during the buying process is trough the “own human channels” and “own
experience”. However, he believes that the role of the Internet increasing as information and
communication centre. This will clock up the order routine and also make it more efficient.
Furthermore he continues that, to establish this kind of method some kind of “order portal”
has to be developed. The respondent believes that today’s information on web sites is general,
but good enough to create a comprehensive picture. Even though the information available on
the web sites varies, the access to the information is good and there is no need to increase the
facts and the information on the Internet.

5.5.3 The Buying Centre

The buying centre refers to the people that are involved in the buying process. In Vattenfall
people who are involved in the buying process are internal personnel involved in different
levels of the organisation. However, the aim of identification of these people is to connect
each task to each stage in the buying process and also to identify each role.
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The buying centre in the Vattenfall involves up to five people. First is one person who
recognises the problem, the Initiator and User (1), it can be anyone. Second is the Manager of
the Initiator (MI), who is the one that specifies the needs and also recommends possible
consultants. Further the Manager of External Costs (MEC), who calculates the costs and
compare these to the budget. These facts will be reviewed by the Project Manager (PM) or the
department manager. If there are any corrections he will organise it, otherwise all the
documents will be handled over to the Vice President (VP), of the company who make the
buy decision. In purpose to clarify the roles and the involvement of these people in the buying
process the below table, (table 5:7), has been made.

Table 5:7. Roles and involvements in the Buying Centre (Vattenfall)
User Influencer Buyer | Decider Gatekeeper

Identification of Need |

Establishing Specifications MI
and Scheduling the
Purchase

Identifying Buying MI MEC MEC
Alternatives
Evaluating Alternative MEC MEC
Buying Actions
Selecting the Suppliers MEC VP MEC

Initiator (I), Manager of the Initiator (MI), Manager of External Costs (MEC), Vice President
(VP)

He further states that he does not believe that Internet can influence the buying centre and the
people involved in it.

5.5.4 The Influences on the Buying Process and the Buying Centre

In order to collect information regarding the influencing factors on the buying process and the
buying centre questions in the same form as the previous interviews, part as direct questions
and part as several alternative statements where the respondent has marked the importance of
the statements and motivated them at the same time. The result can be seen in table 5:8.
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Table 5:8. Influencing factors regard to the Organisational Buying Behaviour
(Vattenfall)

Motivation

The experience of the consultant company

It is important that the
company is
competent, and the
experience is one of
these facts.

The rumour of the company

Reliability is very
important. We have to
be sure on this.

The consultant who are working towards
you

It is important that the
consultant can co-
operate with us in the
organisation.

The rumour of the companies consultants

Reliability, trust, and
behaviour are
important factors in
our company.

The clients of the company

Not important, The
company is important.

The cost of the consultant service

Important but at the
same time it is the
quality that is of
matter.

The geographical location of the company

Not so important, the
importance here is that
the job has to be done.

The availability of the consultants

Not so important.
Since we can
communicate trough
email or cell phone.

To have a face to face contact during the
selection process

This is a matter of
personal judgement.
You have to see who
they are.

To communicate through the Internet

Important, due to
information flow, for
example E-mail. Also
easier to contact the
respondent.

The legal issues when purchasing trough the
Internet

Not important since
no purchase can not
be done trough the
Internet. All sensitive
documents will be
handled over face to
face.
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6  Data Analysis

The objective of this chapter is to analyse the collected data from the empirical study in form
of within-case analysis as well as cross-case analysis.

6.1 Introduction

The collected data will be analysed in form of within-case analysis, see figure 6:1. At this
stage, data presented in the previous chapter will be compared with the selected theory in
frame of reference. This chapter will show how the cases of this study differ from the frame of
reference. Finally, the cross-case analysis, see figure 6:2, will provide this thesis a complete
analysis for conclusions. The intention of this chapter is to know how this study differs from
the theoretical models and how it also differs compared to other cases. The data will be
analysed using similar structure as in the previous chapter, buying process, buying centre, and
the influencing factors from the Internet.

SSAB /Research \
Erisoft 1im Questions (RQ)
in the Frame of
Tulldata Reference
| Vattenfall e First RQ
- e Second RQ
UL e Third RQ

N /
COMPARISON

Within-case analysis

Identifying similarities and dissimilarities with
the frame of reference

Figure 6:1. Within-case analysis
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6.2 Within-case analysis

In this section each company will be analysed separately in the same structure as in previous
chapters. The analyses will be presented in form of a matrix to allow systematic comparisons.
Further, as it can bee seen in figure 6:1, the aim of this part of the analysis is to present
similarities and dissimilarities aligned with the conceptual framework build for this thesis.

6.2.1 The Buying Process

The data collected, referring to the buying process in the selected companies, is visualised in
table 6:1 and 6:2. This data will then be compared against the models selected in the frame of
reference. Displayed in columns each company is presented separately. Moreover, the first
part of the buying process is the theoretical model presented by Gronroos, and the second part
is the second stage in Stock and Zinszer’s model.

Table 6:1. The Buying Process of Companies in the Sample for Case No. 1 and 2

Frame of Reference Case No.1 Frame of Reference Case No. 2
the buying process SSAB the buying process Erisoft
Need awareness Need awareness Need awareness Need awareness
Information gathering | Specification of Information gathering
the need
Make or buy decision | “Make or Buy Make or buy decision | “Make-or- Buy”
decision” decision
Identification of Identification of Specification
possible consultant possible suppliers and order
Information gathering | Information Order approved
about the consultant gathering about
the suppliers
Evaluation and Analysis of " | Identification of
recommendation of possible suppliers possible consultant
consultant
Selection of consultant | Selection of Information gathering | Information
supplier/suppliers about the consultant gathering regard
the service
provider
Performance feedback | Evaluation of Evaluation and Analysis of
and evaluation performance recommendation of possible service
consultant provider
Selection of Selection of
consultant possible service
provider
Performance feedback | Evaluation of
and evaluation performance
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The data collected from SSAB shows that the buying process at the company begins with the
same stage as it is described by Gronroos. However, the information gathering does apply as
in the theory but in term of the specification of the need. This is due to the regulations in the
general agreements that SSAB has with different service providers. The other similarities that
can be seen between SSAB’s buying process and the theory described by Gronroos are the
“Make-or-Buy decision” and the “Identification of possible consultant”. Further in the
process, looking at the Stock and Zinszer’s model, the company first gathers information
about the suppliers before identifying possible consultant. However, the rest of the stages are
as it is described in the theory.

In case number two, Erisoft, the ““Make-or-Buy” decision” will be taken before “Information
gathering”. This is regarded to and based on the already existing information at the time the
problem is discovered. This information can be received from the Erisoft’s own computer
system that is available in the company’s intranet. In fact, based on this information and
within this system the order has to be specified and approved before any consultant is
identified. These are the differences in the buying process at Erisoft. The rest of the buying
process in this case is similar to the selected theoretical framework regarding the buying
process.

Table 6:2. The Buying Process of Companies in the Sample for Case No. 3 and 4

about the consultant

Frame of Reference Case No. 3 Frame of Reference Case No. 4
the buying process Tulldata the buying process Vattenfall
Need awareness Need awareness Need awareness Need
awareness
Information gathering | Specification of Information gathering | Specification of
the need the need
Make or buy decision | “Make-or-Buy” Make or buy decision | “Make-or-Buy”
decision decision
Identification of The profile Identification of
possible consultant definition possible consultant
Proposal request Information gathering | Information

gathering about
the suppliers

Evaluation of

Organise the

consultant collected
. information
Information gathering | Information Evaluation and Identification
about the consultant gathering recommendation of and Evaluation
consultant of possible
consultant
Evaluation and Analysis of
recommendation of possible
consultant Suppliers
Selection of consultant | Selection of Selection of Selection of
supplier/suppliers consultant supplier
Performance feedback | Management of Performance feedback | Evaluation of
and evaluation the project and evaluation performance
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The initial stages, in the buying process, at Tulldata are similar to the theory. However, due to
governmental restrictions, Tulldata has to select the service provider that will fit the profile set
up by the Swedish government. This makes the buying process of this company different from
the compared theory. The general agreements that Tulldata has with already existing suppliers
have to be followed. This means that suppliers who have these kinds of agreements will be
selected due to the stage of “Proposal request” and “Evaluation of consultant”, and the
selection process will end. Otherwise the process will continue with the search for a new
service provider. At this stage, similar to the theory, information will be gathered. But no
“Evaluation and recommendation of consultant” will be done as it has been described in the
theory. Further, the rest of the buying process can be compared with the theoretical model.

The initial stages, in the buying process, in Vattenfall are similar to the theoretical model and
the stages described by Gronroos. However, in this company the “Information gathering”
about the supplier will not be based on the “Identification of possible consultant” as in theory.
This is due to the fact that the "Information gathering about the supplier" is mostly done
through recommendation from Internal Personal or other personal contact channels, which
will lead to the next difference in the buying process, “organise the collected information”.
However, even though “Identification and Evaluation of possible consultant” is similar to the
theory “Analysis of possible suppliers” will occur before selecting a supplier. Generally
speaking, the similarity in this case is the stresses of importance on gathering information
regarding the suppliers, before identifying the possible one, as it is in the selected Stock and
Zinszer’s model.

The retention efficiency that describes the case of repurchase is important. This is a major fact
in all cases, since the Internet is one of the information channels that are used in purpose of
information gathering. Furthermore, all respondents require some kind of updated information
from their supplier or service provider. Not to mention that the Information Space (IS) in the
ISDT-model, it is critical to keep the relation alive between the purchaser and the service
provider. In conclusion, updated information is critical to fulfil the repurchase purpose.

Further, in all cases the influence that the Internet has on the buying process, in term of the
rapid and relatively easy way to search for new information, were also stressed. In other
words, access to this IS leads to a time saving process, when using the Internet during a
buying process.

6.2.2 The Buying Centre

The theoretical framework with regard to the buying centre will be presented beside the data
collected from the interviews. This will make it easier to clearly notice the differences
between the theory and the result from the case studies. Because of the differences in stages
only the stages presented in theory and the involvement of people in these stages will be
presented. These data will be presented in the form of a matrix in table 6:3, with the same
structure as before.
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Table 6:3. Roles and Decision Stages in the Buying Centre
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With regard to the table 6:3, Roles and Decision Stages in the Buying Centre (RDS in BC),
the identified roles in each case do not always follow the theoretical suggested roles in
decision stages.

Erisoft has less people involved in the buying centre. Still these persons have to take their
roles in the buying centre during the buying process. The User and the Influencer are only
involved in the initial phases of the process, but the Buyer, Decider and the Gate-keeper
appears to be involved in the end phases. Even here, the difference between theory and the
result from the case study is clearly different.

Case number three, Tulldata is very special. In this case the Buyer is the one that match the
theoretical description in the buying centre. However, even here the other roles appear to be
different from the theoretical described involvement. The people involved in the buying
process in this company are affected due to the strict regulations and the number of people
involved.

In case of SSAB, the Initiator who is the User only identifies the need and then does not take
part in the rest of the process. The Influencer is not the one who has to identify the need, but
the one who has the most important role in the buying process. This since, this person has a
key role during the establishment of the specification and is also involved in the evaluation of
the supplier.

The last company, which is included in table 6:3 Vattenfall, does not match the theory either.
The User is not involved in the process more than in the first stage. The Influencer does not
appearing in all stages as it is in the theory. The Decider gets in to his position at the last stage
in the process. The restrictions and the complexity of the company make the roles
significantly clear within the frame of the buying process at Vattenfall. However, the
identified roles do not follow the roles in the theory.
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In case of the one-to-many communication model the respondents stressed respond the
importance of gathering information through Internet as important. Since the information that
will be distributed through out the whole buying process, can be received of every one in the
buying centre, the roles will differ from the traditional theoretical model. However, none of
the companies beside Erisoft believes that the Internet influences the buying centre. Erisoft’s
Purchasing Manager stresses the ease in the administrative process, which affects people in
the buying process in a positive way.

In conclusion, all cases differ from the described theory and none of the cases follow the same
pattern. Furthermore, access to the relevant information and the availability of the amount of
data, changes the roles and effects the actions of each of these roles in the buying centre. The
reason for this is the way the buying centre is handling communication tools such as e-mail
and computer systems.

6.2.3 The influencing factors

Regard to the collected data and the selected theories, here below a within-case analyse
regarding three theories, conversion efficiency, Individual influencing factors and the
environmental forces will be presented. First the conversion efficiency regarding to the
experience from the respondents will be discussed.

The selected theory regards to this issue, stresses the importance of having a communication
and establishment of a dialog with the visitor trough the company’s website. However in this
thesis the s who have been interviewed had the possibility to describe their opinion on this
issue. In all cases no one of the interviewers had any experience of this issue. Not as it should
have been, was the common comment related to conversion efficiency. However, the s
emphasis this issue and they all agree about the positive effect that the establishment of a
dialog through the website would have on the purchase. Moreover all the interviewers would
prefer if the information on the websites could be more divided and separated in groups of
relevant categories. This presentation of the information should have same classification as it
has when it is presented in a traditional way. Moreover, they continue to stress the importance
to be able to review the product and service specifications directly on the Internet.

Furthermore, since the respondents measure the value of how important the subject of each
issue is in the buying decision process, in a one-to-five scale, where one is less important and
five is very important, the data will be presented as it was answered, see table 6:4.

To continue the analyses and answer the question regarding the Internet influences on the
organisational buying process, the individual influence factors on the buying decision will be
compared with the theory. In the case of influencing factors the individual factors will be
reviewed. This is with regard to the subject of cost.
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Table 6:4. Comparison of the Individual Influence Factors (cost)

Theory SSAB Erisoft Tulldata Vattenfall
To make the |2 4 4 3
cheap buy

Note: 1 is less important 5 is most important

The result from table 6:4 shows the importance of costs, when selecting service supplier.
However, respondents in case two, three and four, motivate their answer and explain that the
cost is not the “final call” in a decision process. But in case number one, SSAB’s Purchasing
Manager did not believe that the cost of the services are important at all. The experience and
qualifications of the consultant is more important. Since the individuals are the target for the
marketer and the majority of the cases identify the cost as important and using the Internet
makes the face-to-face contact less during the buying process, the identification of individuals
gets more difficult.

Finally analysis of the environment forces will fulfil the purpose of this thesis third research
question. Due to the fact that interviewers answer these questions, including the motivations
to each answer, here below in the table “YES” indicates influence and “NO” indicates that the
process will not be influenced of the specific force.

Table 6:5. Comparison of the Environmental Forces

Theory SSAB Erisoft Tulldata Vattenfall
Economical YES YES YES YES
influences

Political and YES YES YES NO
legal

influences

Cultural YES YES YES YES
influences

Physical NO YES YES NO
influences

Technical YES YES YES YES
influences

As it can be seen from the table, most of the environmental forces influence the organisational
buying process. However, in these cases one must not forget that the answers from each
marketing manager are based on the business area that the specific company is active in. In
the case of Erisoft, all the influences are of importance since this company cooperates with
the Swedish defence industry, the Purchasing Manager expresses his company’s attitude
regarding this area as “Erisoft cannot effort any mistake”. You can see the same pattern in
case number three, Tulldata. Even in this case governmental restrictions have to be followed.

Looking at SSAB and Vattenfall, not all of the environmental forces are influencing the

process, even though the economical, cultural and the technical influences are of importance
in all cases.

76



How can the influences of Internet on the organisational buying behaviour of professional services be characterised?

6.3 Cross-case analysis

This analysis will draw comparisons and similarities between the cases, see figure 6:2, in
order to establish patterns which can provide this thesis relevant information. The analyses
will be presented in the same order as in previous chapters.

The first analysis with focus on the buying process will be conducted with respect to the result
from the within-case analyses, which is the presented results from table 6:1 and 6:2. Secondly
the buying centre will be analysed. At this stage, the analyses will be based on the result that
is presented in table 6:3. Even here, comparison in similarities and differences between the
cases will be done. At last, the same procedure as in the buying process and buying centre
will be conducted on the influence factors.

The comparison between the cases and identification of similarities and differences, in order
to find out how influencing factors affect each company, will establish the pattern.
Furthermore, the result of these analyses will lay the foundation for the conclusion and
discussion in the next chapter.

Erisoft Erisoft
SSAB SSAB
Tulldata Tulldata
Vattenfall Vattenfall

COMPARISON

Cross-case analyses

Identifying similarities and differences

Figure 6:2. Cross-case analysis
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6.3.1 The Buying Process

In the Buying Process (BP), each case has its own way of performance. However, there are
some similarities between the cases. Here below, each step will be reviewed and compared
between these selected cases, see table 6:1 and 6:2.

Need awareness is the first step in the buying process in all cases. Further, the second step in
the BP, the “specification of the need”, case number two Erisoft, does not follow the rest of
the cases. This, due to the fact that the knowledge of the Initiator and the User is in the level
that allows him/her to decide if the need can be bought or made within the company. Due to
this fact, the difference between the second case and the third step will appear.

The “Information gathering” and “Identification of possible consultant” before “Analyse of
possible supplier”, differ between case number one and four, from case two and three.
However, the similarity between all cases is that, each company first gather information, then
identify and analyses before the selection of the supplier is made. The order of each step in
the buying process is regarding to the restrictions or the organisation structure at each
company.

When looking at the retention efficiency, all cases have the same requirements. The need for
updated information from the Internet site, of the vendor company, is required in case of
repurchase. In other words, the purchasers need updated information every time they visit the
vendor’s information site on the Internet.

6.3.2 The Buying Centre

The buying centre that is presented in table 6:3, refers to the “Roles and Decision Stages” in
the Buying Centre. However, the User appears in the first step, which is the same thing in all
cases. The Influencer acts different in all the cases. Further, the Buyer performs in the same
way in all cases, beside in case one SSAB. In case number one and three the Deciders follow
the same pattern. However, there are no similarities in case number two and four. Looking at
the Gate-keeper the pattern is the same as it is in the role of the Buyer. Even here, SSAB
differ from the rest of the cases.

None of the cases have exactly the same pattern. However, case number one SSAB differ
more from the rest of the cases. Furthermore, the only homogeneous answers that was
common for all the responder’s was the importance of gathering information through the
Internet. This is due to the fact that this information can be reached by everyone in the buying
centre. In all cases beside Erisoft, the respondents believe that the Internet can influence the
buying centre. The Purchasing Manager at Erisoft believes that the Internet influences the
buying centre in term of a more efficient administrative process where the people involved in
the buying process saves time.
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6.3.3 The influencing factors

The influencing factors with regard to the cross-case analyses will show the similarities and
dissimilarities between the cases. Referring to table 6:4 and 6:5, the pattern shows the clear
similarity in case number two Erisoft and three Tulldata. This pattern is regarding to the
relation these two companies have with the Swedish government. “No mistakes can be done
when handling sensitive data”, was the common comment from all interviewed purchasers.
However, in case number one and four, SSAB and Vattenfall, technical, cultural and
economical influences will affect them. No physical influences effects SSAB. In case number
four Vattenfall, no political, legal, nor do any physical influences effect this company. These
since there are clear restrictions on how to handle these issues. This shows that the physical
influences do not affect either SSAB or Vattenfall, which is the similar pattern between these
cases.

Looking at the influencing factors, two of the cases behave exactly in the same way, case
number two and three, Erisoft and Tulldata. Moreover, even tough case number one and four
do not have exactly the same pattern, the similarity in the way of what is important and how
the influences will be affected by Internet, can be seen between these cases.

6.4 Summary

The objective of this chapter was to compare each case with the selected theory from the
frame of reference and also to compare the cases with each other to better specify the pattern
in this study. This resulted in a within-case and a cross-case analyse that clarify the picture
which will be the base for discussion and recommendation in the next chapter. Furthermore,
in the next chapter discussions will be based on these analyses with the purpose to answer the
research questions of this thesis.
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7  Discussion and recommendations

The aim of this chapter is to discuss the results from the analyses in the previous chapter.
Trough discussion, comments and conclusions regarding the results from each case the
research questions and the research problem will be answered. Finally, recommendation about
further research within this area will put an end to this thesis.

7.1 Discussion

In all cases that have been studied in this thesis the buying process, buying centre and the
influences regarding organisation buying behaviour have been researched. However, the main
purpose of this thesis has been to explore the influences of Internet on the Organisational
Buying Behaviour of professional services. Therefore, three research questions have been
designed and will be answered with respect to the result from the interviews.

1. How can the influence of Internet utilisation on the Buying Process of professional
services be described?

2. How can the influences of Internet utilisation on the Buying Centre regarding
professional services be described?

3. How does Internet utilisation influence the influencing factors of the organisational
buying behaviour of professional services?

7.1.1 Findings concerning the first research question

Looking at the first research area, the selected theory describes the initial and the second stage
in the buying process, these stages from Gronroos, Stock and Zinzer’s model in order. In these
models the importance and value of information have been mentioned. The same issue can be
noticed in all cases, even though the steps do not always follow the same order. In case
number two, Erisoft, the “Make-or-Buy decision” came before “Specification and order”. This
is regard to the excellent and well documented information system that is in use within the
company’s intranet. However, the importance of using the Internet is not only regarding to the
information collecting from the vendors, it is also to communicate between each department
and facility.

The other aspect that is important to describe in the case of using Internet in the buying
process, is the access to updated real time information that is mentioned in the retention
efficiency. In order to do so, the information space has to be available for this purpose. As it
can be seen from the results, in all cases this has been mentioned as a critical factor.

In conclusion, influence of Internet on the buying process is the value and importance of the
access to available and updated information in case of both internal and external information
gathering. This is with respect to the “information gathering” about the needs, when using the
search engines that is available on the Internet, in case of collecting information regarding the
supplier or suppliers. These speed up the process and save time and money.
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7.1.2  Findings concerning the second research question

The buying centre, which involves the people in the Organisational Buying Behaviour, is the
second research area in this thesis. Here, the decision stages are in focus at the same time that
the One-to-Many communication model will explain the importance of the Internet on this
area. The involvement of different people in different decision stages in the process shows the
value of sharing the same information between everyone. The role of every single individual
in the process requires that the same content is available for all the people in the buying
centre. In this research the results shows that the Gatekeeper appears when the identification
of the buying alternatives is starting. Further compared to the theory, the Gatekeeper will be
involved in more stages.

The User does not have any involvements in any other part of the decision stages, beside the
first stage. Erisoft is the only company in which the Decider only appears to be involved in
the second stage of the process, Establishing Specifications and Scheduling the Purchase. At
this stage the involvement of the Influencer is also clear in all cases. The Influencer appears to
be less involved than the theory has described this role. The same pattern can describe the role
of the Buyer.

In conclusion, the people involved in the buying centre, can access the same information. This
can make the role of the Gatekeeper less important, as the one who can keep the information
from the rest of the members in the buying centre. This since, the information is available for
everyone. The Gatekeeper will get more involved in the decision stages and work side by side
with the Buyer, and handling (handle) more sensitive information. Moreover, since the
collection of the information and the facts can be gathered more easily trough the Internet, the
importance of Influencer will decrease. The same pattern can be observed regarding the User.
Moreover, the influence of Internet on the buying centre is the increase of the information
flow and also the rise of communication between the people both internal and external. This
save time and makes the administrative process easier.

7.1.3  Findings concerning the third research question

There are several influencing factors within the Organisational Buying Behaviour. In this
thesis, individual influencing factors in the buying decision have been considered. As it can be
seen in the result of the analyses, this influence varies from case to case. SSAB, do not
consider this influence to be of high priority. Meanwhile, two of the selected cases, Erisoft
and Tulldata, whom are operating in the same business area, indicate the value of this subject
high.

Further, the same pattern in the case of environmental forces can verify the conclusion
regarding these influencing factors. This can be related to the type of regulations and the
market, which these companies are operating in. Moreover, the conversion efficiency, in case
to have a dialog when entering the Internet, all the companies indicated the same result. This
result marks the importance of having a dialog through the Internet and also to have correct
and updated information.

These factors, will affect the Organisational Buying Behaviour in the following way;
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The individual influencing factors will not be influencing at all, since the price of the
suppliers is not affected if they use the Internet or not. However, if the service can be provided
through the Internet and the transportation costs decreases, then the total cost of the services
will be reduced. Only in this case the Internet will influence the Organisational Buying
Behaviour. The environmental forces will also be affected. The issues that can be mentioned
are the loss of face-to-face contact, not fully developed regulation regarding the Internet area,
and the economical influences.

In conclusion, the positive way that these influences affect the Organisational Buying
Behaviour, is the decreasing of costs. However, the loss of the face-to-face contact and in case
of not creating a dialog through the Internet, the affects of it will be negative.

7.2 Conclusion

In the beginning of this thesis, in chapter one, three different research areas where introduced,
the Organisational Buying Behaviour, professional services and the Internet. The connection
between these areas where also discussed and finally a research problem was formulated.

To fulfil the purpose of this thesis, three research questions were designed and answered to
make it possible to answer the research problem.

The main conclusion regarding the research problem is that the influences of the Internet
affect the Organisational Buying Behaviour of professional services. The affect on this area is
the efficient way of handling the administrative process and also the availability of
information between the members of the buying centre. This, due to the fact, that the
organisations will have advantages from accessing the information that the service providers
are offering through the Internet, to the people within the organisation. Not to mention that the
cost reduction when using the Internet offers extraordinary value to the companies.

The results of the case studies also indicate that a positive atmosphere is created within the
organisation, in term of adapting the Internet as a tool in the buying process. The role of those
involved in the buying organisation will also be clearer, at the same time that the number of
buying centre is cut down. The information flow between these people is also more efficient
in terms of using the Internet as a communication tool.

Even though there are differences between the cases in this study, and none of them have the
exactly same pattern, the result indicates the need of information that is received when using
the Internet. Even the way that Internet makes it possible to communicate more between
organisations was pointed out. These factors save time and reduce costs at the same time that
the process also gets easier to explore. This is regarding to the fact that the same information
is accessible at the same time, between the same authorised people.

Finally, to summarise the main conclusion in other words one could say that; Technology,
such as Internet, has provided many new tools to this business area. Using these kinds of tools
will assist organisations to achieve information that takes them to a new era. However, by the
time these case studies were done, and referring to the results from the interviews, the
respondents did not believe that the influences of Internet had changed the Organisational
Buying Behaviour of professional services.
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7.3 Recommendation regarding further research

In recent years, Organisational Buying Behaviour has attracted increasing academic research
efforts. In spite of a great number of studies, the conceptualisation of Organisational Buying
Behaviour is still in an immature phase. There are several possibilities for further research.
One could be to study how the marketing of professional services through the Internet could
be described. Also, study the Internet influences on the selling process, this in form of
qualitative research.

Another possibility for further research is to see if the size of the company will affect the

Organisational Buying Behaviour of professional services, with respect to the Internet
influences.
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APPENDIX A

Part I

What is the total number of people working for your company?

Identify the type of industry in which your firm is active?

What is your company’s sale value per year?

Please list the principle products manufactured at your location, and provide an estimated
total annual sales value.

Please indicate how many employees at your purchasing department, which have access to the
Internet in percentages? (In work)

What is the total annual purchase value of services handled by your purchasing department?
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Part II

Could you please describe the stages of your company’s general buying process?

How do you identify a need?

How do you gather information regard your needs?

How do you take a “Make or Buy decision”, based on what?
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If you take a buy decision, could you please describe the process of buying consultancy
services?

Is it different from the general process?
In what way?
Why?

2.2 How do you collect information about the consultant?
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2.3 When do you think Internet can be/or is a help during the buying process, why?

2.4 If you collect the information through the Internet, what is your opinion regarding the
following statements?

What is your opinion regard the information available on the website?

Do you think that the website is updated and the information on the website reliable?

Do you get access to all the information that is needed through out your search?

92



How can the influences of Internet on the organisational buying behaviour of professional services be characterised?

Do you feel that your requests are questioned by the visited company’s website?

What would you demand in order to get better access to information?
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Part III

How many different people are involved in the buying process and in what stages?

Could you please describe the administrative process during the buying process?

In what way may/may not Internet change this process?
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What is the task of those involved in the buying process?

What information does these people have at the purchasing time?

Do you have someone or anyone in your organisation that controls the information flow
through out the process?

Who?
When?
Why?
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Part IV

How important do you find the following factors, when purchasing professional services?
Please, mark the 1-5 for each of the bellowing factors and motivate each.

1. NOT important

5. Very important

The experience of the consultant company

The rumour of the company

The consultant who are working towards you

The rumour of the companies consultants

The clients of the company

The cost of the consultant service

The geographical location of the company

The availability of the consultants

To have a face to face contact during the selection process

To communicate through the Internet

The legal issues when purchasing trough the Internet
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Is it something that has not been mentioned here during this interview that you want to
indicate?
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