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Understanding the value of a product or service is vital in order to make justifiable 
investment decisions. This is very important in the software industry, where big share 
of the total impact consists of indirect and intangible value. 
 
The objective of the thesis is to analyze what kind of value spend analysis tool creates 
for companies. The study also investigates which functionalities could increase the 
experienced value for customer. The purpose was to extend the research on the value 
on procurement analytics solution, and especially get structured view of the value 
created by the solution. At the same time, the study allows the case company to 
compare their value proposition with realized customer value.  Thesis leans on theory 
around customer value and value proposition.  
 
The study was conducted as qualitative study, where five customer companies were 
interviewed. The total value was divided into four main levels, where value elements 
were recognized and categorized. Conclusions were derived by combining and 
comparing the results of the semi-structured interviews with literature on the value of 
procurement analytics. 
 
Results of the study show, that the solution creates value on individual, business 
process, organization and strategic level. A table of recognized value elements is 
formed as a result of the study. Visibility and transparency of spend data from different 
sources were the most valuable element. These elements have indirect impact to 
realization of many other elements. 
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Tuotteen tai palvelun arvon ymmärtäminen on olennaista, jotta voidaan tehdä 
perusteltuja investointipäätöksiä. Erityisesti ohjelmistoalalla, jossa tuotteen 
kokonaisarvo muodostuu suurilta osin epäsuorista ja aineettomista elementeistä, 
arvon hahmottaminen ja sen ymmärrettävä kommunikointi on tärkeää. 

Työn tavoitteena on analysoida millaista arvoa kuluanalyysityökalu tuottaa yrityksille. 
Tutkimuksen tavoitteena on myös selvittää mitkä toiminnallisuudet lisäisivät asiakkaan 
kokemaa arvoa. Tarkoitus on täydentää tutkimustietoa hankinta-analytiikan 
tuottamaan arvoon liittyen, ja luoda strukturoitu näkemys siitä millaista arvoa 
kuluanalyysityökalu luo sitä käyttävälle yritykselle. Tutkimus luo samalla 
mahdollisuuden case-yritykselle verrata nykyistä arvolupaustaan toteutuneeseen 
arvoon. Työ perustuu asiakasarvoon ja arvolupaukseen liittyvään teoriaan. 

Työ toteutetaan kvalitatiivisena tutkimuksena, jossa haastatellaan viittä 
kuluanalyysityökalua käyttävää asiakasyritystä. Kokonaisarvo jaetaan neljään eri 
tasoon, joihin liittyvät arvoelementit pyritään löytämään ja tunnistamaan sekä 
yhdistämällä, että vertailemalla haastatteludataa aiheeseen liittyvän kirjallisuuden 
kanssa. 

Tulokset osoittavat, että kuluanalyysityökalu luo arvoa yksilön, liiketoimintaprosessien, 
organisaation sekä strategian tasoilla. Löydetyistä arvoelementeistä koottu taulukko 
muodostaa työn päätuloksen. Läpinäkyvyys hankintadataan osoittautui kaikkein 
arvokkaimmaksi elementiksi tutkimuksen perusteella. Tällä on epäsuora vaikutus 
monen muunkin arvoelementin toteutumiseen.   
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1 INTRODUCTION 

 

1.1 Background 

Nowadays, businesses are utilizing analytics in many ways in various processes. The 

amount of data keeps on growing in an exponential pace and so do the new solutions 

related to data crunching. (Chiang et al., 2018, p. 384) More detailed and richer data 

brings value to data-driven decision making which allow firms to make better argued 

decisions in terms of suppliers, investments decisions or even mergers and 

acquisitions. Data science has generated a whole new business of analytics, and 

nowadays there is a vast number of firms offering different solutions for analysing 

companies’ business data. At the same time the customers are becoming more 

demanding and value conscious, which challenges the analytics providers to prove 

their power and separate themselves from the crowd. (Lark, 2019) 

Understanding the customer value, a firm is delivering to customers, is a key factor in 

order to find ways to differentiate from competitors in a business market, where the 

number of competitive products is increasing. Customers often encounter value 

ambiguity or uncertainty of supplier’s offerings in the market, which leads customers 

easily to make the purchasing decision only based on the lowest price. This is the 

reason why the demonstration of total perceived value is crucial. Suppliers should be 

able to communicate to customers the tangible and intangible benefits of a product or 

a service. (Anderson et al., 2006, pp. 92-93; Keränen, 2014, p. 57) 

 

Unfortunately, it is common that business analytics fails to prove its full potential when 

looking into ratio of economic investment. Even though there are lots of money and 

resources invested in big analytics, there are still just anecdotal evidence of both 

success and failure that have been reported. (Chiang et al., 2018, 384) Giving a 

specific objective value for business analytics solution is challenging because its main 

purpose is to create insight more than give straight advice what should be done with 

it. Especially solution providers often find difficulties to quantify the value of the 

offerings. (Storbacka, 2011, p. 705) The monetary value realizes often through the 

decision or activity taken based on the insight. (Stubbs 2011, p. 10) Analytics products 
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or solutions could be counted as “credence goods” mentioned by Hsieh et. al (2005), 

which value are difficult to assess because they are usually service intensive and 

technically complex offerings. Töllner et al. (2011, pp. 718, 720) describe that value 

assessment of complex solution offerings may require observing the other firms’ 

experience with similar products in the market, which brings suppliers’ brand, 

reputation and reference companies in a big role.  

 

Procurement analytics is a rapidly growing form of business analytics, which includes 

quantitative ways of collecting and analysing procurement data in order to get insights 

for making better decisions. A market research published by research firm 

MarketsandMarkets (2019) estimates global Procurement analytics market to grow 

from year 2018 level of USD 1,6 billion to USD 4,1 billion by 2023, having compound 

annual growth rate 20.4% during the mentioned period.  But still, many of the 

organizations are just beginning their “analytics journey” (Ruehle, 2020). Procurement 

analytics consists of different solutions of supplier evaluation, spend analytics, demand 

forecasting and contract management. The perceived value of specific procurement 

analytics solutions or tools has been explored relatively little, and target of the study is 

to get more information about the topic through a business case study. Competition is 

high among the business analytics software providers (Allied Market Research, 2020) 

and ability to argument the value provided by the solution may be the crucial factor to 

be selected when the client companies compare the possible options in the market. 

(Stubbs, 2011, pp. 173-174) 

 

1.2 Research objectives and scope 

The objective of the study is to explore the customer value of procurement analytics 

solution through business case study, which is the most commonly used way to 

evaluate the value created by business analytics solution (Stubbs, 2011, p. 108). The 

purpose is to examine one of the case company’s modules, spend analysis tool, which 

allows customers to get visibility to their data from multiple different sources of data 

and capability to drill down to their enriched and mapped data using different filters in 

a visual platform. The study aims to find out the key elements forming the total value 
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provided by the solution. Different perspectives as organizational vs. individual level 

and tangible vs. intangible benefit will be taken into consideration to analyse the value. 

Customer value measurement has been described as a difficult process which may 

require a time frame of many years (Lindberg & Nordin, 2008, p. 294). For this reason, 

the main focus has been kept in analysing of the realized customer value perceived by 

the customers. Existing research related to customer value and value proposition is 

exploited to find best practices to assess and analyse the value and benefits.  

 

Because business analytics is an umbrella term for almost all data analytics related 

business activities, subcategory procurement analytics has been chosen to limit the 

research scope of literature review. The study aims to find out is it possible to quantify 

the customer value provided by the Spend Analysis solution, but big part of the analysis 

will be kept on the qualitative level. The research framework consists of three layers, 

that are presented in figure 1. The research problem forms the first layer. This is divided 

into three research questions, which form the second layer. The third layer, the last 

part of the framework includes the sources of information to answer to the research 

questions and solve the research problem. 

Figure 1 Research framework 
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Research question 1: Which elements form the customer value of spend 

analysis tool? 

The main research question pursues to answer, which are the different elements 

forming the total value of procurement analytics tool, and what is their impact on the 

company’s performance. The conclusions will be derived both from the existing 

literature around procurement analytics and spend analysis solution, as well as from 

the interviews with customer companies using the spend analysis   Since the value 

provided by the procurement analytics solution is unambiguous, this question helps to 

identify different aspects of the value. In this study, product is considered as “bundle 

of benefits”, where the benefits are the elements forming the total value for the 

customer (Blythe, 2009).  

 

Research question 2: How the perceived customer value meets the value 

proposition? 

Investigation of the value elements gives a good opportunity to compare the perceived 

customer value to the value proposition of the solution given by case company Sievo. 

Because there hasn’t been such a wide-range study to the value customers 

experience, the research brings explored information also for case company to the 

realization of their value proposition in customer firms. The results are intended to 

support existing value proposition, but also give possibility find new aspects of the 

value, that could drive the company to adjust or reformat their value proposition of the 

solution.   

 

Research question 3: What functionalities and improvements would increase the 

perceived customer value? 

The third research question aims to find out what improvements would increase the 

total customer value of spend analysis. This helps to understand better companies’ 

requirements and needs towards the solution and give also signal if there are some 

common ideas for development that several interviewed companies share. This 
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information creates basis for further scientific research of increasing the value of spend 

analysis.  

 

1.3 Research method 

Qualitative research methodology is utilized in the study. This is a method used for 

gaining understanding on group or individual level, and it is based on to discover 

common themes in the research data. Source of the data is the most often an interview, 

but it can vary from open questionnaires to videos or anything that broadens human 

understanding. (Denzin, 2000; Denzin & Lincoln 2008, pp. 3-5) Because research 

questions can be seen complex due to many forms of value, a case study by gathering 

data from interviews is considered to be the most comprehensive approach for study’s 

purpose. As Birkinshaw et al. (2011, p. 574) states in his article, qualitative methods 

can critically help to interpret complex plurality of contexts and achieve deep contextual 

understanding. 

 

The research data consists of the literature around the value of procurement analytics 

and spend analysis topic, and also interview data from the semi-structured interviews 

of real customer companies of Sievo. Therefore, study follows abductive approach that 

aims to “generate new theoretical insights that can reframe empirical findings in 

contrast to existing theories.” (Timmermans & Tavory, 2012, p. 174) Interview results 

are compared with the existing literature, where conformability and anomalies are 

analysed. A deeper look to the research design is taken in the beginning of chapter 

three, where the ideology behind the interview questions, data sampling and interview 

execution are discussed. 

 

1.4 Structure of the thesis 

Thesis has been divided into four main chapters. The first one is introduction chapter, 

where the background, scope and research questions and objectives are described. 

Second chapter consists of literature review, which forms the theoretical framework of 

the study. The objective of the second chapter is to introduce concepts of customer 

value and value proposition, and present the prior research on procurement analytics 



6 

 

   

 

and spend analysis. Third chapter is the empirical part of the study. This is followed by 

discussion where the results are reflected to the literature. 

 

Purpose of the first chapter’s is to open the background of the thesis and lead the 

reader into the context of procurement analytics. Also, the research questions and 

limitations of the topic are presented.  

 

The second chapter forms the literature review of the study. The second chapter takes 

a look to the concept of customer value and value elements by using the research and 

literature related to the topics. The objective of the chapter is to observe customer 

value extensively, but also narrow down the concept to meet the purpose of the study. 

Because customer value has been investigated and conceptualized through the 

decades, there are many approaches and versions, so limitation of the aspect is 

relevant.    

 

End part of chapter two narrows down the topic further by introducing spend analysis 

solution in general. To understand better the function logic and the whole data process 

in spend analysis, a framework called ETLA (Extraction, Transformation, Loading and 

Analysis) is presented in the chapter. The chapter concentrates also to the value 

creation methods of spend analysis and shows the results that have been already 

explored in previous studies. In the end of the chapter the theoretical framework is 

summarized and visualized. 

 

The third chapter is the main part of the study, which starts by introducing the 

procurement analytics tool of case company to get familiar with the product in question. 

The first part is followed by introduction to research design, where the ideology, 

construction and execution of the interviews are presented. The interview results are 

presented next. This part of the chapter has been designed to match with the 

theoretical framework of the value of analytics. This means that the results of the value 

is analysed in individual, business process, strategic and organizations level, because 

according to studied information, the value streams of the business analytics in general 

are occurring on different levels. The chapters aim to consider also the different roles 
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of the interviewees and try to observe if there are some differences between them 

when it comes to perceived value. 

 

In the fourth chapter the results of the interviews are analysed further, and they will be 

compared towards the existing literature of value of spend analysis. The purpose is to 

analyse similarities and differences between the existing literature and the interview 

results and combine and form the final results that answer to the research questions. 

The academic role of the study is discussed also in this chapter.  

 

The fifth and the last chapter sums up the study, by summarizing the research and the 

main results. All the research questions are gone through and the main results are 

combined in a table. The possibilities for the future research are also analysed in the 

chapter. Structure of the study is presented in figure 2. 

 Figure 2 Input-output chart of the study structure 
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1.5 Case company Sievo 

The topic is initiated by Sievo, a Finnish mid-sized procurement analytics SaaS 

provider. The company was established back in 2003 and it employs over 180 people. 

Annual sales in 2019 was 13,6 million euros. Sievo has its headquarters in Helsinki 

and subsidiary office in Chicago. Client base of Sievo consists of international clients, 

in manufacturing, consumer goods and services sectors. Sievo does collaboration with 

multiple partner firms, which extends the capabilities and services Sievo is able to 

provide to its customers. This includes third party data providers to enrich procurement 

data or get better sustainability related information, some technology providers to 

increase the performance of the solutions and analytics capabilities and besides these 

other procurement platform providers or consulting firms.  

 

Sievo’s offering consists of five procurement analytics solutions, designed to help the 

procurement spend management. The main solutions are Spend Analysis, Savings 

Lifecycle, Spend Forecasting, Contract management and Procurement Benchmarking 

which allow customers to perform not only analysis for historical data, but also create 

forecasts and gives tools for comprehensive analytics and managing supplier 

contracts. Sievo allows regular, monthly or even weekly data extractions from their 

data sources so clients are able to see up-to-date, processed and classified data in the 

interactive visualization tool.  
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2 LITERATURE REVIEW 

 

Chapter opens the concept of customer value and its different forms and 

interpretations in the literature. The purpose is to gather background information and 

create adequate understanding of the customer value and value proposition.  The 

chapter aims to cover the development of the concept of customer value, and drill down 

into tangible and intangible forms of value. Besides that, also the definitions of value 

proposition are presented in the end of the chapter. From the sub-chapter 2.3 onwards, 

the focus is turned into procurement analytics and spend analysis tool. This part of 

literature review introduces the area of procurement analytics and the working logic of 

spend analysis tool, which will be in centre point of the study. After that, prior research 

on the value of the spend analysis is presented, which creates a baseline for the 

empirical study. 

 

2.1 Customer value 

Customer value is one of the most central concepts in marketing but also important 

topic in the area of product development. It doesn’t mean only the straight profit it 

delivers, and literature shows that it consists of many different forms, aspects and 

interpretations. In this chapter the main definitions of customer value are presented, 

and the three main perspectives of customer value creation are discussed. The chapter 

shows also the different types of customer value, which is very crucial because 

literature shows that the value of analytics realizes in many forms.  

 

Customer value has been conceptualized extensively through the years. Within the 

literature authors alternatively use terms “customer value”, “value for the customer” or 

just “value” in a demand side context. Miles (1989) notes that there are many different 

meanings of customer value and points out that the term doesn’t have any universal 

definition and it usually varies by author. Roughly, customer value can be understood 

as both, the value customers are delivering for the supplier, but also the value created 

by the supplier for the customer. (Woodall, 2003, p. 1) In the supplier’s perspective 

customers are seen as key asset of the firm and they observe the customers mainly 
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from the profitability point of view. From customer perspective the value is created 

through the product and services provided by supplier. Ulaga (2001, pp. 316-317) 

recognizes the same perspectives, but besides customers and suppliers (or buyers 

and sellers) point of view, adds the buyer-seller perspective, which sees that firms 

create the value within the networks through partnering, relationships and alliances. 

The paradigm of customer value is changing more and more towards collaborative 

value creation, because it has been recognized that the value is not created by 

companies acting alone. (Beattie & Smith, 2013, p. 250) The three perspectives of 

customer value are presented in Figure 3. Another clarification for the interpretation 

concerns the type of the value: Often, customer value is defined as a monetary 

business value, but in marketing and strategic texts it has been also described as the 

sum of both monetary and non-monetary benefits. (Ramsay, 2005, p. 554) To sum up 

the interpretation of customer value in this study, it is understood as the sum of both 

monetary and non-monetary value elements experienced by customer. 

 

 

Figure 3 The three perspectives of customer value (applied from Ulaga, 2001, p. 317) 
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Customer value has been defined in different ways in the literature. Christopher (1982) 

describes the customer value in business markets as monetary equivalent for 

customer firm’s willingness to pay for the set of perceived benefits that offerings 

provide. Forbis and Mehta (1981, pp. 32-33) presents a term “economic value for the 

customer” (EVC), which means the maximum amount a customer is willing to pay, 

taking into consideration their knowledge about both the product in question and the 

competing product offerings. Ramsay (2005) separates customer value into perceived 

value and exchange value, where exchange value is the maximum amount that 

customer is willing to pay for the product or service. Exchange value has also other 

slightly different definition. It is defined as “goodness for exchange with something 

else” by Ng and Smith (2012, p. 215). Almost all of the previous definitions were closely 

related to the monetary value of the benefits, and this is one, really common way to 

see the value. 

 

Zeithaml (1988, p. 14) has given one of most universally accepted version of customer 

value and describes it as evaluation of the utility of product based on observation what 

is received and what is given. “Usage value” is a term introduced by Reuter (1986) as 

well, which refers to the value associated with the performance of the product. This 

has been used especially in the context of industrial products.  According to many 

authors (Ulaga & Eggert, 2006, p. 314), customer value is a trade-off between the 

sacrifices and benefits involved in the service or product. It can be both monetary or 

non-monetary, and they are often affected by personal aspect. That means personal 

characteristics such as needs, knowledge or previous experience have an effect on 

the experienced value of customer. Dumond (2000, p. 1062) summarizes that 

“customer value is perceived by customers rather than objectively determined by the 

seller”, and this is the reason why it is important to get customer involved in the 

investigation of the value created by a product or service.  

 

Besides conservative value approach where the value can be only in monetary form, 

there can be found more and more literature about intangible value. In Ministry of 

Employment and the Economy’s report (2015, p. 10) it is stated that importance of 

intangible value creation to the economy can be compared to the tangible value 
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creation. In the report there is mentioned that intangible value is central factor 

especially in digital business. In the same report it is told that intangible capital or value, 

is usually divided into three categories, which are human capital, structural capital and 

relational capital. Human capital refers to knowledge and expertise inside the 

organization and structural capital “structures the operation in a new way and also 

enables scalability”. The last category, relational capital enables joint value creation 

with the customer through the interaction. Relational capital is not so relevant in the 

context of this study because the purpose is to concentrate into the spend analysis tool 

itself and not the relationships. To give some examples of intangible value, brand 

value, expertise, customer insight and corporate culture can be given.  

 

The research of customer value can be divided into two streams. (Lindgreen & 

Wynstra, 2005, p. 733), 

 

1. The value of goods and services (Tangible benefits) 

2. The value of buyer-seller relationship (Intangible benefits).  

 

The first stream, the value of goods and services, consists of mainly tangible benefits. 

For most of the firms tangible benefits form the main requirements for the financial 

release.(Wiley 2011, p. 106) Tangible benefits are associated with economic return 

and can be always measured in monetary value, which means the value is indisputable 

as long as the scale and objectives has been determined clearly. Improvement in 

profitability or liquidity, cost reductions and deferred investments are examples of the 

tangible measures. Because tangible benefits can be evaluated with a numeric value, 

it is obvious that they are suitable for comparison of different offerings. 

 

The second stream consists of mainly intangible benefits, which are usually difficult, or 

even impossible to quantify. Improved effectiveness in the decision making, better 

business knowledge or time savings are examples of these benefits which can be 

difficult to quantify, but no one can resist that they are affecting positively on company’s 

performance indirectly. Big part of the benefits achieved by business intelligence are 

intangible. (Gibson et al. 2004, pp. 297, 302) 
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Especially in B2B markets value can’t be seen to exist in only one level. So, the total 

value that product is offering is not related only to functional measurements, but there 

is usually perceived value also on individual level. This value addresses personal, 

highly emotional concerns. The role of subjective value elements has become 

increasingly important. For example, there can be significantly high importance with 

the consequences how buying a specific product or from a specific firm can affects to 

the reputation of a buyer firm. Bain & Company (2018) has created a framework for 

analysing the value in business-to-business markets to help B2B suppliers to better 

understand the both the objective and subjective aspects of the value in different levels. 

They combined and formed the different elements of value into a pyramid where the 

most objective elements are at the bottom of the pyramid and more subjective 

elements are higher. Understanding the different forms and elements of B2B value 

helps suppliers to understand better spectrum of customer priorities. In the value 

pyramid, value itself is divided into functional value, ease of doing business value, 

individual value and inspirational value. (Almquist et al., 2018, pp. 75-78) 

 

Functional value addresses usually companies’ product or economic needs when it 

comes to performance. For example, reducing costs, profitability improvement or 

scalability are functional value elements. This is very traditional way to analyse the 

value especially among more conservative industries, as manufacturing. Ease of doing 

business value refers to elements that makes the business easier, such as time 

savings or reduced effort. (Almquist et al., 2018, p. 75) 

 

Also Battaglia et al. (2015, p. 242) sees that value adding elements forms the total 

value. Predominant value adding elements affect purchasing decisions, but also 

establish relationships between companies. Ali-Marttila (2013) mentions in her 

research that value elements provide a way to present the benefits of the product or 

service offering. The value identified in this way gives more concrete understanding for 

the managers, which make the value assessment and strategic decision making  

easier for them. Tynninen et al. (2012) summarizes that the value element discussion 

has been more general in the business-to-customer context, but lately it has spread 
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also to the business-to-business area. After that, there has been some further research 

on the value element topic in B2B markets. Probably, one of the most conspicuous 

publications on value element topic related to B2B context is the Bain & Company’s 

“B2B elements of value” that was discussed earlier. 

 

Blythe (2009) introduces product as a bundle of benefits and mentions that product 

“only become valuable at the same time when the benefits happen.” This is an 

approach which has been exploited especially in the context of marketing. For the 

producer of the product or service is the end result of production related factors, as 

raw materials, labor and capital, but from customer’s perspective it is rather defined by 

the benefits it delivers. In this approach, the distinction has to be made between a 

benefit and a feature. Features products or services characteristics, which can be 

turned to benefits by marketer by describing what the each of the features mean. Blythe 

divides the benefits into five different categories.  

 

First one is functional benefits, which describe products capability to do the things 

customers expect it to do. The second category is called operational benefits, that is 

almost similar as functional benefits, but this applies especially to B-to-B markets. 

These are benefits that improve customers internal processes, increasing for example 

profitability or productivity. The third category is personal benefits. These benefits are 

almost always intangible, and they bring customer personal, psychological value. 

Quality is the fourth category. This is defined as the relationship between the 

expectations of the product and the realized experience of the product. Thus, high 

quality refers to that the customers expect high performance from the product and that 

it is reliable. Customers are often also willing to pay extra for high quality benefits. The 

last category is financial benefits, which refers to investment potential 

 

Blythe introduces benefits also in different layers, which are core product, tangible 

product, augmented product and potential product. The different levels are shown in 

figure 4. 
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The core product represents the main benefits of the product. These benefits are 

usually similar ones than other competing products have, and there is not a much 

differentiation in this stage. Tangible product is the next layer of benefits, and this 

describes the overall benefits of the product. Tangible product level consists of 

product’s practical aspects, communicating the ways how the benefits are being 

delivered. Blythe (2009, pp. 66-67) uses an example of a car. Core benefits of a car 

would be transportation for people and luggage, while the tangible product would 

include the seating, engine, car’s design and number of seats in the car and so on. 

The augmented product layer represents all the additional benefits and extra features 

that distinguish the product from the other ones in the market. Potential product is the 

outside layer of the benefit “circle” and it represents all the benefits that the product 

might have in the future after product development. These are the benefits that 

customers see attractive and it is also one reason for purchasing the product. Later in 

this study, spend analysis tool will be analyzed through these layers, utilizing the 

information from the customer interviews. 

 

Figure 4 Layers of benefits (applied from Blythe, 2009, p. 67) 
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2.2 Value proposition 

Perceived customer value is often compared to the value proposition of the product. 

The term value proposition was originally introduced in 1983 by a strategy consultant, 

Michael Lanning. After that, “value proposition”, or “customer value proposition” has 

spread as one of the most widely used terms in business world and further on concept 

has developed to its latest form (Anderson et al. 2006, p. 91; Lanning, 2020, p. 306).  

Generally, value proposition is a strategic tool for companies to communicate how they 

provide value for their customers. Payne et al. (2017, p. 467) specified customer value 

proposition in their article after drilling down into literature extensively: “A customer 

value proposition (CVP) is a strategic tool facilitating communication of an 

organization’s ability to share resources and offer a superior value package to targeted 

customers”. Skålén et al. (2015, p. 144) sees value propositions in similar way, 

presenting them as promises of value creation, which are built on resources and 

practices. 

 

Payne et al. (2017, p. 469) sum up the development of the value proposition in the 

literature and they notice that the concept has extended and there have been changes 

in the perspective during the years. For example, there has been discussion of wider 

range of stakeholders, or changing the focus more on environmental, social and ethical 

issue within the concept of value proposition. From Payne’s article it can be deduced 

that discussion about customer value proposition has moved towards reciprocal value 

propositions, where the target is to facilitate the co-creation of value and experiences. 

 

Lanning (2020, p. 307) criticizes an approach of value proposition where it is only seen 

as tool for communicating the value, and emphasizes that it is also important to  answer 

to the question how the business makes the value actually happen, and value 

proposition should include also the value delivery part. According to the author, in 

optimal situation value proposition drives all important assets and functions that may 

have an impact to customer. 
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In business-to-business markets value proposition doesn’t only communicate the 

value, but reciprocal engagement of all applicable actors is needed.  Some researchers 

recommend that companies should have at least two value propositions for business 

customers. The first one should be the original value proposition, which is based on 

innovative offer, and the second one is “leveraging assistance” value proposition, 

telling what customer company gets in return for the resources and support it provides. 

This approach has been suggested especially for technology companies.  (Eggert, 

2018, pp. 87-88; Wouters, 2018) 

 

2.3 Procurement analytics and spend analysis 

This chapter introduces procurement data analytics, where the main focus will be in 

spend analysis solution and how it has been presented in the literature. Understanding 

of the working logic of the tool is important to understand the value creating 

mechanisms that will be analysed more later in the study. The chapter presents also 

what is the current understanding about the value of spend analysis based on literature 

around the solution.  This allows comparison between the findings of the interviews 

and the researched information that will be analysed in the penultimate chapter. 

 

Procurement analytics is a term used for business analytics activities related to the 

procurement function. It is a process of collecting the procurement data, and by 

processing and analyzing turning it to actionable insights. There are different terms for 

procurement analytics and in some sources procurement analytics equals just data 

analytics in procurement context.  Procurement analytics is assisting companies in 

human analysis, helping to make procurement managers better decisions, identify the 

opportunities in the procurement strategy. (Sievo, 2020) The term has been introduced 

by the companies offering the business analytics solution for procurement sector. 

There are multiple solutions that can be considered to relate to procurement analytics. 

Nicoletti (2020, p. 33) tells that data analytics is one of the most important enablers 

and key success factors for advanced future procurement, or “procurement 4.0” as he 

describes. Author also says that big data in analytics can help automate the operational 
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decision making in procurement and also help make better decisions by bringing more 

information to managers. 

 

Spend analysis is a set of procurement analytics tools, consisting of multiple features 

for companies to get better visibility to their data. Pandit and Marmaris (2008, p. 5) 

state that spend analysis is “the starting point of strategic sourcing” and they list the 

main purposes and use cases for spend analysis solution. Spend analysis solution is 

based on dimensional modeling, which divides the data into context and 

measurements. Measurements are numerical values and quantities, which are 

associated to one or more contexts. Examples of the contexts, or so called dimensions 

can be supplier, cost center, time and geography, while the measures would be then 

supplier count and spend over the different dimensions. Often, the logic is called as 

spend cube, which describes the model where the spend can be seen in different 

dimensions. Figure 5 presents example of visualized model of spend cube, with time, 

supplier and commodity dimension. 

 

 

Spend analysis provides tools for companies to perform profound analysis for their 

historical spend data and procurement process, helping them to identify cost reduction 

opportunities and also promoting insightful sourcing decisions. It usually  

Figure 5 Visualized spend cube (applied from Pandit & Marmanis, 2008, p. 16) 
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allows companies to recognize their top commodities and analyze the spend trend over 

the years. Also, with spend analysis companies can analyze their suppliers and for 

example figure out which suppliers are the most valuable ones or find the amount of 

spending for nonpreferred suppliers. Because there is always cost for using spend 

analysis software, it is obvious that not all companies have a similar need for spend 

analysis. Usually bigger companies need spend analysis where the volumes are 

bigger, they are physically dislocated and there are multiple procurement centers. It 

has been proven that spend analysis brings value especially there where the 

procurement is not centralized. (Maržić et al., 2014, p. 1498) 

 

Spend analysis has roots in 1980’s automotive industry when some of the top 

companies wanted to rationalize and streamline their supply base. This was a big jump 

for companies from tactical level goals to strategic level in sourcing. Introduction of 

strategic sourcing had direct impact to the success, and it realized for example in 

earnings per share of these automotive companies. Quickly after that, in the early and 

middle 1990’s several specialized consulting houses appeared, providing client 

organizations help to reduce their procurement costs. Spend analysis solutions were 

designed around supplier rationalization around key commodities, meaning 

aggregating spend associated with each supplier, segmenting it by using intelligent 

techniques and finding their strategic value in order to make decisions if they worth 

retaining. The focus of spend analysis was first on the indirect categories, expanding 

then in the early 2000’s into maintenance, repair and operations categories and further 

to direct spend categories. (Pandit and Marmaris, 2008, pp. 10-11) 

 

Companies started to demand more granular analysis in order to identify more 

opportunities such as volume discounts, unrealized rebates, item price variance, which 

required more advanced enrichment platforms and more advanced application. (Pandit 

and Marmaris, 2008, p. 11) According to the survey of Aberdeen Group (2011), top 

initiatives for spend analysis are related to poor data quality, difficulties to identify cost 

savings opportunities and lack of measurable insight into the initiatives and laborious 

process of managing and collecting the company data and pressure. Also, difficulty to 
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identify the top spend categories is considered as one of the main reasons for usage 

of spend analysis. Spend analysis purpose is to give an overall picture of the 

company’s sourcing. Figure 6 shows the spend analysis processes. 

 

 

Data process in spend analysis is based on ETLA (Extraction, Transformation, Loading 

and Analysis). Procurement data is extracted periodically from all the relevant data 

sources and transactional systems. Besides databases, the data can be also from 

many kinds of sources, as different files or web locations. As a next step, procurement 

data needs to be transformed into common format. This means data normalization, 

conversion of currencies and other units of measure. Building product, services and 

supplier hierarchy is another central part of data transformation step. Supplier 

hierarchy means consolidation of naturally connected vendors e.g. different country 

locations or duplicate entries under the same supplier name in order to help to 

determine the total spend under the supplier. Product or services hierarchy helps 

organizations to analyze their spend in the multilevel hierarchy. After the data 

transformation, data will be loaded into a database. The last step of the process is data 

analysis, which allows users to create the reports, and do hierarchical and 

Figure 6 Spend analysis processes (applied from Sievo, 2020) 
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multidimensional analysis for the transformed data. Visualization is important element 

of the data analysis. It allows users to slice and dice the data more effectively to find 

the insights.  (Maržić et al., 2014, p. 1499) 

 

2.4 Value creation of information technology solutions 

To be able to assess the customer value it is important to understand the logic how 

information technology and business analytics translate to competitive advantage. The 

success of the data analytics projects is not only dependent on infrastructure, 

knowledge, data management tools and data analysts, but it requires also 

understanding how the IT solutions or analytics translate to competitive advantage or 

value.  Mature understanding of business analytics is needed in order to create value 

from the analytics. Davenport and Harris (2007) point out that there are several factors 

such as management commitment, organizational structure and successful strategic 

planning that are needed to gain overall success with analytics. Also, authors note that 

it is often just few analytics groups who are responsible for both creation of the insight 

but also execution of it. IT solutions have been recognized to deliver multilevel value, 

meaning that total value is visible on organizational level, system or process level and 

individual level. When talking about business analytics solution as spend analysis, it is 

important to understand that the value is not created by analysis itself: without an action 

there is no value. There are some ideologies or frameworks developed for basis of 

understanding and evaluating the value provided by IT and analytics.  (Mirani & 

Lederer, 1998; Chiang et al. 2018; Töhönen et. al, 2020) 

 

Value on organizational level shows the total impact of IT. This means the value can 

be seen as improvement in company or business unit profitability, performance or 

something else quantifiable measurement. For example, Return On Investment (ROI) 

and Net Present Value (NPV) are organizational level measurements. Organizational 

level targets are driven by both strategic and operational business goals, and they are 

further disseminated downwards to process and individual levels.  (Seddon et al., 

1999; Martinssons, 1999; Petter et al., 2008; Töhönen et al., 2020) 
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Stubbs (2011, p. 132) introduces strategic value as one impact of business analytics, 

which can be considered to belong to organizational value. Business analytics can 

result in improved supplier relationships through more optimized demand forecasting 

and planning.  Business analytics solutions also give better insight to the data, which 

creates value on organizational level through better strategic and operational 

decisions.  

 

Second level of IT value creation is business process level, where the organizational 

resources and investments are turned into business value. Tallon et al. (2000, p. 149) 

point out that IT can bring improvements in the individual business processes or 

interprocess linkages. This matches quite well to already discussed Bain & Company’s 

“The B2B elements of value” pyramid’s ease of doing business value category, which 

consists of both objective and subjective elements. These are the elements that, as 

the name explains, make it easier to do business. In the context of business analytics 

or IT solution in general, value created in this level can result in time savings, reduction 

of effort, or just simplifying or reorganizing a process, but it could also be realized as 

enhancement in the relationship between different parties. 

 

IT creates value also on individual level, and users are often the first interface 

between the IT solution and the business system. Individual users experience the 

benefits of IT in their daily work, and they play a significant role as a mediating factor 

between the impacts and organizational benefits. Individual value may not be directly 

measurable but is important in order to build confidence towards the product and get 

acceptance for new IT investment. (Stubbs, 2011, p. 92; Töhönen et al., 2020) The 

overall success of analytics is not obvious, and it is usually linked to organizational 

structure, successful strategic planning and commitment of the management. Also 

analytics maturity can be considered to leverage the success of analytics solution, it 

describes how well the organization is getting the best possible value from their data. 

(Stubbs, 2011, pp. 10-161; Jenner, 2020; Ruehle, 2020) 

 

To understand the different interpretations of value at various positions, Töhönen et al. 

(2020) have developed a conceptual framework that covers 1) varying stakeholder 
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views on value; 2) logic for interpretations of value and 3) evaluation views for 

understanding systematic value. The framework was developed by combining 

information from the relevant literature and case interviews. Attendees were five case 

companies in different industries that were customers of an IT service provider. The 

framework uses multiple levels of analysis in order to understand better the complex 

system of IT solution’s value creation. There are two parts in the framework: 

recognizing the impacts of information technology system and valuing it. There are 

three perspectives in the framework. Levels of analysis is the first one, where the 

value is investigated inside a business system. There the value is identified in the 

different positions of the company. The positions where the value is observed, are 

organization, process and individual that were already discussed. 

 

The second perspective is called Valuing logics, which covers three approaches for 

determining value. Net comparison is an approach where the sacrifices and benefits 

are compared together, and this follows the “exchange value” determination by Ng and 

Smith (2012), which was presented in the earlier chapter of value definitions.  Besides 

net comparison valuing logic, there is also means-end logic, which focuses on value 

creation mechanics. Töhönen et al. (2020) describes how means-end chains create 

hierarchies of goal structures that are used to link alternative goals of various 

stakeholders within the business system. These goal structures form the value creation 

mechanisms. Information technology solutions have also instrumental value, being 

enabler to achieve goals and create value. The last logic in the valuing logics 

perspective is “experience”, which refers to individuals perception of the realization of 

the impacts of the IT solution. This is usually just a starting point before the other 

valuing logics are utilized. Still, individuals experience can be seen as an important 

factor for IT solution’s capabilities in order to be attractive target for investment. 

 

Evaluation views is the last perspective of the framework. This part is aimed to 

elaborate the systemic nature of value, but also lifecycle of the value over time. 

Evaluation views perspective is divided to behavioral and structural views. Value 

creating elements and their interconnections within the business system can be 

analyzed through the structural view. In this way, structural view can be easily tied to 
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the other value element literature presented so far. (Tynninen et al, 2012; Battaglia et 

al., 2015; Ali-Marttila, 2017). Behavioral view is supposed to enrich the understanding 

gained in structural view. Basically, time is the factor that is separating the behavioral 

view from the structural one. Value elements can behave in different ways, some of 

them being static whereas some of them change over time so they are dynamic.  

 

Realized value and potential value together formulate the continuum of value lifecycle. 

Realized value is always historical, already happened value, whereas potential value 

is something expected. In this area of the framework, Blythe’s (2009, p. 67) benefit 

layers ideology can be utilized. It was presented earlier, where the inner layers form 

the core product and other realized benefits and value, and the outer layer represents 

the potential benefits that can be achieved in the future. The last part of evaluation 

views perspective of the framework are Qualitative and quantitative views, which are 

important in operationalization of the value determination and creation. Value 

composing or adding elements and value creating mechanisms, other complementary 

value creation factors or value outcomes are ways to operationalize the total value. 

Various value abstraction levels and value evaluation can be applied for these 

qualitative and quantitative views. The evaluation can be done both for tangible or 

intangible issues. Figure 7 sums up the conceptual framework for IT value evaluation. 

 

 

Figure 7 Conceptual framework with three perspectives for valuing IT (applied from Töhönen 

et al. 2020) 
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As discussed, business analytics solution creates value on different levels and forms. 

Both, intangible and tangible value needs to be taken into account when evaluating the 

total value of business analytics. Stubbs (2011, p. 107) provides a framework called 

“Value Matrix” (Figure 8) in his book to divide the sources of value business analytics 

project can create. The horizontal axis defines the tangibility of the benefits, and the 

vertical axis instead determines the scope of benefits. Compared to the levels 

described so far, the framework lacks the “process” level of value. Instead of that, it 

presents the tangible and intangible value on both organizational and personal level, 

and their role in the analytics project.  

 

The framework describes the roles of different types of benefits. The upper left corner 

of the matrix includes contains the most traditional and visible value. This part usually 

justifies the investment into new solution in the first place because of clear, hard 

definitions and measurability. The next box in the matrix on the right, intangible 

organizational benefits supports the strategic objectives in intangible way. While 

tangible organizational benefits form the core of the business case, intangible 

organizational benefits support it with soft definitions. Personal benefits create 

commitment towards the analytics project and therefore makes it more preferable 

investment option. This is also the perspective where the value is demonstrated for the 

users. Intangible benefits from personal perspective align to personal satisfaction, that 

drives political commitment. Tangible benefits align to personally measurable goals, 

which support more professional commitment. (Stubbs, 2011, p. 107) 
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Figure 8 Value matrix (applied from Stubbs, 2011, p. 107) 

 

Evaluation of IT solution’s value is a challenging task because of its nature, and it has 

been explored through the decades. (Mirani & Lederer, 1998; Töhönen et al. 2020; 

Melville et. al). Töhönen et al. (2015) list ten main challenges in IT value evaluation 

(Table 1) . First of all, many of the impacts are hidden and intangible, but also delayed, 

meaning that there can be long causal chains from IT impacts in the performance 

goals. This makes the measurability difficult. Also, success of the solutions depends 

on interactions with several factors. Impacts of IT solutions are often multilevel and 

broad, which means that the evaluation needs to be done on multiple organizational 

levels in many dimensions to get the overall picture of the value. Because IT solutions 

value assessment methods and theories are still relatively immature, there are not so 

entrenched methods available, but the information is rather scattered. The same can 

be said in general about IT evaluation practices. 
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Table 1 Challenges in IT value evaluation (applied from Töhönen et al., 2015, p. 166) 

 

Analytics maturity is a factor that affects to the effectiveness of the analytics in the 

organization. Procurement analytics itself doesn’t create value, but it requires also 

capabilities from the company. Usually, the more mature the company is when it comes 

to analytics utilization, the more it gains value of it. But at the same time the systems 

and mechanisms become more complex. Findings in Lavalle et al. (2011, p. 21) article 

show that biggest challenges in analytics adoption are managerial and cultural, and 

the top performing organizations are twice as likely to apply analytics to activities. The 

analytics “journey” starts normally from descriptive analytics. This type of analytics 

looks always backwards, so the historical data is analyzed. Descriptive analytics, as 

its name implies, describes what has happened in the past based on all the available 

data points.  

 

The next step in this so-called analytic value escalator is diagnostic analytics, which 

goes a step further in analysis and is able to explain why certain things happened. 

Diagnostic analytics is followed by predictive analytics. It takes a big step forward by 

moving the time perspective towards the future. Predictive analytics aim to recognize 

patterns and trends in the data in order to forecast behavior of demand, prices or some 

other relevant factor. Prescriptive analytics is the last and the most developed version 

of analytics. Besides the predictive models, prescriptive analytics is capable to suggest 

preferred decision and actions, which make it very valuable tool for companies. 

Analytics maturity steps are presented in figure 9. (Ruehle, 2020) 

Origin of challenges Description

Focus on IT Wide spectrum of possible purposes on IT

Nature of business system Socio-technical system creates complexity

Volume of IT impacts Wide spectrum of possible IT impacts

Complementarity IT success depends on interactions with multiple factors

Traceability for causes and effects
Indirect and long causal chains from IT impacts to 

performance goals

Time and dynamics Delays and evolving impacts

Observability and measurability Intangible and hidden impacts

Accountability for business impacts Wide impacts are hard to cover with existing business 

Maturity of methods and theories Theoretical basis of IT value evaluation is scattered

Maturity of practices Inadequate evaluation practives and missing evaluation 
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   Figure 9 The analytics journey (applied from Ruehle, 2020) 

 

2.5 Research on value of spend analysis 

Spend analysis systems and solutions have been researched in a few studies in last 

years and also the value provided by the tool has been under discussion. Often, when 

looking at value of spend analysis, the focus is concentrated only to the monetary 

savings gained through the solution. This is understandable, because this is often the 

main goal companies are striving with the help of the tool. Though, it would be good to 

see that there are usually diverse values the tool can bring. This chapter presents what 

has been researched on this area so far, to bring background for the analysis in the 

discussion part of the study. 

 

At first, researched information about the savings gained through the tool is analyzed. 

The visibility that tool gives into organization’s procurement allows organization to find 

the areas for process improvement and cost reduction, which after all lowers the overall 

cost of company’s procurement. Probably one of the most extensive research done for 

the spend analysis is a book written by Pandit and Marmanis (2008). They state 

already in the beginning of their book that the savings gained by the tool can range 

from 2 to 25% of total spend. This is realized through identifying strategic sourcing 
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opportunities and by reducing company’s expenses through increased compliance in 

the procurement. This means possible savings opportunities of spend analysis can be 

divided into two categories: spend-level opportunities and transaction level 

opportunities. Strategic sourcing opportunities or “spend opportunities” are gained 

through supplier rationalization and demand aggregation. These can include activities 

as reduction of number of vendors per commodity, avoidance of non-preferred 

suppliers or consolidation of contracts across business units.  

 

Reduction of maverick spend, increased contract compliance and vendor rebates are 

the main enablers for increased compliance that leads to savings. These belong to the 

transaction level savings opportunities mentioned earlier. Authors have illustrated ROI 

calculation in their book for the savings that can be gained through spend analysis, 

which are based on the case studies. When they analyze the return on investment 

(ROI) calculation, they emphasize that there are always dependencies and 

uncertainties in the realization of the value, because the actual savings are realized 

through use of advanced sourcing techniques. They recognize that not all the 

estimated savings can be realized, why it is challenging to calculate accurately what is 

the ROI associated with the spend analysis implementation itself. Table 2 shows 

Pandit’s and Marmanis’ illustration of conservative scenario of ROI of spend analysis 

solution.  
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Table 2 Conservative ROI scenario of spend analysis solution (applied from Pandit & Marmanis, 

2008, p. 30) 

 

In this illustration, company has defined list of approved suppliers for 25% of their 

spend. Company finds out that they are using some unapproved suppliers, which price 

are 10% higher than the approved ones. Based on this information they can initiate a 

savings project in order to change the spending behavior in the applicable category. 

Hence, better visibility to the spend allows firm to reduce their bypass costs by 10% 

and get additional volume discounts worth of 2%. This ends up in approximately 3% of 

return of the total category spend. This was one type of savings opportunity. Pandit & 

Marmanis (2008, pp. 32-33) have done similar calculations for various other savings 

opportunities gained by spend analysis, which are listed in Appendix 1 with their 

explanations. The opportunity categories are strategic sourcing, buyer compliance, 

supplier compliance, incumbent rebates and renegotiation, purchasing, payment, 

purchase volume and specifications.    The savings per opportunity vary from 0.15% 

up to 10% in their scenario, and after summing them up, the total savings opportunity 

is 23,6% of the total spend. 

 

According to the literature, nearly all the tangible benefits of spend analysis are in some 

ways improving performance of the organization. Roughly said, this performance 

improvement is related cost reductions, that can be gained in many different ways 

(Partida, 2012). Rudzki et al. (2006, p. 56) lists tangible benefits of advanced 

Conservative scenario Input Calculation

Spend on indirect goods and services 1000,000,000

Percentage of spend with approved suppliers defined 25 % 250,000,000

•  Portion of this spend through bypass suppliers 33 % 82,500,000

Bypass reduction through spend analysis 33 % 27,225,000

Savings from reducing bypass

•  Savings from using approved versus unapproved suppliers 10 % 2,722,500

•  Savings from additional volume discounts with suppliers 2 % 544,500

Internal costs from effort to change spending behavior (200,000)

Savings through spend analysis 3,067,000
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purchasing methods, where spend analysis plays a significant role. First of all, they 

allow improvement in working capital which is gained through better payment terms 

and inventory programs with suppliers. Increased visibility contributes also risk 

management in procurement and enables hedging towards pricing volatility. Efficiency 

of the supply chain and also organizational effectiveness are about to increase through 

advanced solutions in procurement. This is told to be realized as supplier delivery 

performance, supplier nonconformance, and customer satisfaction for example. As 

briefly mentioned by Pandit and Marmaris, also Rudzki (2006, p. 66) highlights that 

advanced solutions as spend analysis enhances organizational compliance with 

contracts.  

 

Effective use of spend analysis can lead to monetary savings, which are gained in 

some of three ways, (Pandit & Marmanis, 2008, p. 24; Rudzki et al. 2006, p. 72) 

 

1. Through strategic sourcing 

2. Reduction of maverick spend 

3. By avoiding spend leakage. 

 

First point, strategic sourcing means that spend analysis helps companies to find the 

strategic suppliers and further on reduce the number of suppliers. This leads to 

discounts and also increased quality of products. Also, spend analysis has a positive 

impact on supplier relationships, which have valuable consequences. This is related to 

reduction of underperforming suppliers, when companies are allowed to work more 

closely with their suppliers and establish more efficient procurement processes. 

(Partida, 2012)  

 

Second point, maverick spend is reduced by increasing the amount of contracted 

buying, and also by improving the business processes inside the organization, as 

setting internal procurement guidelines. Spend analysis helps companies to avoid 

spend leakage by giving better visibility to suppliers’ compliance to contract terms. This 

part from Rudzki’s et al. (2006, p. 18) list includes the transaction level savings 

opportunities presented by also Pandit and Marmanis (2008, pp. 66-67).  If there are 
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not proper controls put in place, some of the negotiated savings may leak out. In order 

to gain the best possible value from the spend analysis, these three activities should 

be carried on repeatedly. Earlier, the cost reductions were estimated by the   Rudzki 

et al. (2006, p.72) have listed the potential savings for following spend categories 

presented in table 3. The savings can be gained with the three methods discussed.  

 

 

Partida (2012, p. 54) finds lots of similarities in the value as discussed so far, but adds 

also benefits related to efficiency improvement of personnel. APAQ’s research showed 

that the companies engaging in spend analysis solution are performing better in 

purchase order processing. This was seen as a clear difference in the number of 

processed purchase orders between companies with and without spend analysis. 

Author describes that benefits of the spend analysis that turn into realized value, can 

be seen as cost effectiveness, process efficiency, staff productivity and cycle time. 

Based on Partida’s (2012) article, there can be significant differences in the costs of 

materials and services purchased between the company that has initiated a spend 

analysis and the company that hasn’t. 

 

Supplier risk management is widely recognized benefit of spend analysis in the 

literature, which is leading to savings both in a short and long term. (Moretto et al. 

Table 3 Possible savings in common commodities (applied from Rudzki et al. 2006, 

p. 72) 

Category Saving

Raw materials 2-5%

Packaging 10-20%

Indirect materials and services 10-20%

Information technology 15-30%

Professional services (including 

consulting, legal, human resources) 8-15%

Capital projects 7-15%

Other indirects (non-production costs) 5-15%

Media/Marketing/Promotional costs 10-20%

Logistics 7-15%
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2017) In Aberbeen group’s study (2011) best-in-class performers with spend analysis 

were able to improve their supplier understanding with spend analysis dashboards and 

tools.  

 

Intangible benefits of the spend analysis are the ones that have often indirect impact 

on the tangible value.  From the intangible benefits, increased compliance in the 

procurement is one of the most referred one in the literature. Ruehle (2020) recognizes 

four main areas where spend analytics can promote compliance. They are purchase 

order compliance, contract compliance, vendor master compliance and invoice 

compliance. Other intangible benefits, or “soft dollars”, the tool can provide are better 

decision-making abilities and enhanced budget preparation and reporting. (Pandit and 

Marmanis, 2008, p. 26) In these activities the value can’t be measured straightforward, 

but undoubtedly, they have value-creating consequences. Besides the already 

mentioned benefits, Maržić et al. (2014, pp. 1498-1499) add there improvement of data 

consistency and accuracy and reduction of procurement function’s dependency. 

 

2.6 Theoretical framework 

Theoretical framework creates the background for the research framework (Figure 1). 

This means that perspective of the value evaluation, and the interview questions are 

supported by theory around the topic. Theoretical framework of the study consists of 

four main concepts, which are procurement analytics, spend analysis, value 

proposition and customer value. Spend analysis, which is a one concept under the 

procurement analytics topic, works as a context, where the customer value and the 

expected value are compared. The study drills down to spend analysis by presenting 

the discussion in literature about the solution in general, but also how it can lead to 

potential savings.  

 

The expected value equals the value proposition provided by the firm, and within this 

study value proposition of the spend analysis tool will be in the focus. Value proposition 

has a central role in business within the supplier-client relationship. It defines the 

customer expectations and helps suppliers stand out from the other offering in the 
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market. Customer value is widely explored in the literature, and there are several 

definitions and aspects how it can be observer In this study, a similar type of approach 

is used as in Ali-Marttila’s (2017) and Tynninen’s (2012) studies to observe the total 

value. Customer value is formed by multiple different value elements, which can be 

categorized in different dimensions. The first recognized dimension the type of the 

value, which tells us if the value is tangible or intangible. The other dimension is the 

level of the value, which takes a look to where the value is created. 

 

Customer value evaluation is the last area of the theoretical framework. In this study it 

is seen from procurement analytics perspective and in this theoretical part there was 

investigated what kind of practices are used in the value estimation of business 

analytics in general and what kind of value there has been found from the spend 

visibility solutions so far. Figure 10 presents the theoretical framework of the study.  

 

 

Figure 10. Theoretical framework of the study 
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3 CASE STUDY: SIEVO 

 

In this chapter the results and findings of the interview are presented. The chapter 

starts with introduction to Sievo’s spend analysis solution, where the “ETLA” process 

is described in the tool’s context. Also, different dashboards of the solution are gone 

through shortly. After this, there is a discussion about the value proposition of the 

spend analysis solution that will be compared later to the results gained from the 

interview data. Value proposition is followed by research design part, where the 

construction and implementation of the interviews are described. This part gives 

elaborate information about type of the interview and it’s structure, and presents the 

interview companies and respondents. This is followed by the chapter where the 

results of the interviews are presented. The structure follows the approach of the 

theoretical framework, so the results are divided into individual, business process, 

strategic and organizational value areas. This chapter presents also the development 

ideas that could increase the experienced value of the tool. In the end of the chapter, 

identified value elements are compared to the value proposition of case company 

Sievo to see if it is aligned with the realized value. 

 

3.1 Spend analysis solution 

Spend analysis is the biggest solution area of Sievo. It is a procurement analysis tool 

which is designed for companies to get visibility to their spend data. Customers have 

a web-based user interface where they can drill down into their spend data by using 

interactive charts and diagrams. 

 

Data flow logic of the tool follows almost similar ETLA process as presented earlier in 

the literature review of spend analysis. The data is extracted on regular basis from 

customer’s data sources. Data can be delivered in multiple ways. One option is to use 

Sievo’s own data extractor which is installed to client’s ERP system. Extractor is set to 

perform the data extraction automatically on regular basis at certain time. It is also 

possible that client builds the automation and extracts the data by themselves and 

transfers then the files to Sievo via SSH File Transfer Protocol (SFTP), which is a 
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protocol used for delivering files securely between two parties. Besides these, web 

upload is one way for customer to deliver the data, where the data is extracted by client 

and the transfer happens through file import platform Sievo’s web application.   

 

Data staging step follows the extraction, where the data is checked in terms of quality, 

translations are made for the required data sets and the new rows are inserted or 

updated into the relevant tables in the database. There are always some irrelevant 

data that client doesn’t want to be shown in the spend reporting, as internal costs or 

taxes, which are also excluded in the data processing, or data “transformation” phase, 

as it says in ETLA. In Sievo’s spend visibility solution the spend is presented as a 

multidimensional spend cube. This means that the spend is categorized in multiple 

different dimensions, so the tool allows the user to investigate the spend over product 

categories, operational units, countries or for example risk classes. Data classification 

is one part of the service. 

 

Interactive reports and dashboards of the integrated QlikSense visualization tool fulfills 

the “Analysis” part of ETLA. They allow the user to analyze the spend data in multiple 

ways and apply filters on data attributes and dimension categories. The source-to-

screen process of Sievo is presented in figure 11. 

Figure 11 Simplified process flow through Sievo system 
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There are a few standard dashboards in the solution, and the clients may have also 

some dashboards customized only for their specific use. There are several standard 

dashboards that belong to spend analysis tool, which give different insights for different 

persons in the procurement organization. One of them gives an overview of the spend 

in different dimensions, and other ones drill down in a more detailed way to the 

suppliers, supplier tail sourcing geography or performance within the payment terms. 

There is also a possibility to see the initial transaction lines if the user wants to have a 

very detailed view over spend with the selected filters and selections. Spend analysis 

tool allows the user to build a graph or table by themselves in so called “self service” 

dashboard, where one can select any attributes wanted to be shown in the chart area. 

 

3.2 Value proposition 

As delineated in the literature part, value proposition is strategic tool for companies to 

communicate how they provide value for their customers. Value proposition of spend 

analysis can be derived from Sievo’s web page and the sales materials. The following 

value creating streams can be found based on this information.  

 

Spend analysis helps companies to achieve full visibility on their cleaned, classified 

end enriched procurement spend. With this information they can identify potential 

savings opportunities from various sources, and further on realize incremental savings. 

With the visibility to the spend data, management of risk and maverick spending 

becomes easier which helps to ensure compliance. According to Sievo, the tool helps 

to reduce for instance contract risk by bringing visibility to the spend without a contract 

which translates often into lower costs. Improvement of the supplier performance is 

mentioned to be one of the key benefits. By recognizing the most valuable suppliers, 

a firm can push more proactive supplier development. (Sievo, 2020) 

 

The tool delivers value also through internal benchmarking across business units. 

From strategic point of view this is a central factor helping executives in decision-

making. Another strategic value driver is that spend analysis allows firms to recognize 

potential collaborative sourcing actions as identifying commonly used suppliers or 
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commonly used products or services, and bundling them in order to achieve better 

contract terms and savings. The visibility gives better tools for the strategic planning of 

different functions. It is obvious that procurement functions benefits from that, but also 

finance department can utilize the information to understand the corporate spend in a 

better way and get more accurate information for the accounting reports. Key benefits 

of the spend analysis tool described in Sievo’s website are show in the figure 12. 

 

The visibility can be seen as an enabling factor for the value that can be derived from 

the tool. If the value proposition needs to be summarized in one sentence the following 

reference from Sievo’s web page can be used:  

 

“Data from spend analysis can improve visibility into corporate spend, as well as drive 

performance improvement, contract compliance, and most importantly, cost savings.” 

 

When it comes to savings itself, Sievo states that utilizing analytics usually lead in the 

range of 3-11% of savings of the total spend depending on the analytics maturity of the 

firm. This can be achieved through supplier rationalization, competitive tendering, 

Figure 12 Benefits of spend analysis (applied from Sievo, 2020) 
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product/service standardization, payment terms improvements and process efficiency 

and global price compliance. Also, customization of the tool is promoted to be one of 

the value-creating elements. This basically means possibility to build customer specific 

dashboards and charts or configuration of custom calculations for client-specific needs. 

(Sievo, 2020) 

 

3.3 Research design 

As discussed, qualitative research method is used in the study. Research data is a 

combination of the literature information and customer interviews. This chapter 

presents the design and the implementation of the research and explains why the 

certain research method was selected. Besides this, it also presents the construction 

of the interview. Customer companies and the interviewees are presented shortly to 

give a picture about industries of the companies and positions of the interviewed 

persons.  

 

The interview method needs to be selected based on the type of the research problem. 

The case study was based on semi-structured interview. This is a interview method 

where the interviewer has constructed a predetermined list of questions, in order to 

guide the discussion in a way that that support the research’s structure. In semi-

structured interview some aspects are seen as fixed, but not all. In contrast to 

structured interview where the answer options are pre-determined, semi-structured 

interviews give more room for the interviewees to explore the issues they feel 

important. This kind of interview allows sufficiently broad discussion on the topic. 

(Eskola & Suoranta 1998, p. 63; Longhurst, 2003, p.105) The method was selected 

because from the perspective of the study it is relevant that the interviewees can openly 

share their thoughts and tell honestly their opinion about the perceived value, and not 

follow predetermined expectations for the answers. Open answers for the questions 

enable wider answers, which help interviewees to cover the topic better. However, 

having the structure behind the interview ensures that all the areas are covered, and 

the interviews are more comparable than in an open interview which reminds the most 

a normal conversation. (Eskola & Suoranta 1998, p. 64) 
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Interview data was gathered from 5 customer companies of Sievo. The companies 

were selected so that they represent different industries. There were companies from 

both manufacturing, services and fast-moving consumer goods sectors. This follows 

the division of customer clusters in Sievo. Respondents represent different positions 

in the organizations, as category manager, procurement manager, procurement 

director, head of procurement and general manager. Obviously, participants in different 

positions use spend analysis tool in various ways, this type of sample was expected to 

give a broader understanding about the total value. Some of the participants work also 

as a so called Sievo super user, who is responsible for tasks, such as promoting, 

maintaining, development and user trainings of the tool, who were able to give their 

opinion from some other users perspective as well. Variation amongst interviewees 

makes it possible to compare the results more easily between each other, and find out 

if it affects to the experienced value. There was one respondent from three of the 

companies, and 2 respondents from two of the companies. All of the customers were 

large-size companies, varying from a few billions up to over ten billion on annual 

revenue. Table 4 gives short introduction to the interviewed companies and 

interviewees.  

 

Table 4 Interview details 

 

The questions were formed based on the similar idea Longhurst  (2003) describes in 

his book. Interview start with the topics that interviewees feel likely comfortable to 

answer to. The persons are first asked to give some background information, as their 

role in the organization, main responsibilities and experience with the spend analysis 

Code Industry Position Duration

A Consumer goods Group procurement manager 52m 32s

B Manufacturing Category manager 38m 33s

C Energy Development manager 37m 15s

D1 Telecoms Procurement director 50m 30s

D2 Telecoms Head of procurement 41m 53s

E1 Telecoms Supply chain manager 1h 5m

E2 Telecoms General manager 55m 16s
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solution. Going forward, the questions gets more detailed. They aim to figure out how 

the person uses the solution to understand the context better. After this, is the main 

part where the interviewee is guided to think the value provided by the tool through 

multidimensional structure, where the value is created in different ways and on multiple 

levels, as many authors have stated. All the interview questions are listed in appendix 

2. (Stubbs, 2011, p. 100; Töhönen et al., 2020, p. 8)  

 

The interviews were held in Microsoft Teams between 20th of August and 31st of 

August, 2020. On average, interview duration was 48 minutes and 43 seconds. In six 

of the interviews English was used as interview language, but since one of the 

companies was Finnish, that interview was conducted in Finnish. The shortest 

interview took 37 minutes and 15 seconds, and the longest one took 1 hour and 5 

minutes. In all the interviews the predetermined list of questions was gone through in 

order to cover all the areas.  

 

Qualitative analysis can be divided to two main stages, which are simplification of the 

results and interpretation of the results. These can be also called as analysis and 

synthesis. The interview data was first simplified and classified. There are two separate 

functions that can help simplification: observation from only one theoretical 

perspective, and combination of the observations. When observing the interview data, 

it could be possible to see results from many perspectives. Thus, it is vital to keep the 

theoretical framework of the study background to avoid the research material expand 

too much. This also makes it easier to stay in context.  

 

Combination of the similarities means that distinct “raw perceptions” with same type of 

attributes are combined as one group of perceptions. The next step, interpretation of 

the results aims to aggregate the results to form answer to the research problem. In 

this phase the data is analyzed in various ways to derive findings from the data. 

(Alasuutari 2011, p.32; Hirsijärvi & Hurme 2015, pp. 144, 150) In this study, “coding” 

of the results was implemented by analyzing the data and marking the sentences and 

words that were referring to different themes. These themes were determined during 

coding by finding concepts behind the answers. In the end, themes found from the 
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interview data are combined in order to see an classified overall picture of the results.   

Summarized results of the interview were tabulated in order to make the comparison 

of the answers easier. Steps of the data analysis process used in the study is show in 

figure 13 below. 

 

 

Figure 13 Data analysis process steps (applied from Hirsijärvi & Hurme, 2015, p. 144) 

 

In the end, the parts of the data are combined again after classification and the results 

can be seen and interpreted to answer the research questions. The results are also 

compared to the literature on procurement analytics to observe the congruence and 

divergence between them. 

 

3.4 The results of the interviews 

In this chapter, the results of the empirical research are presented. The value is 

observed in different dimensions, according the thoughts of many authors in business 

and procurement analytics literature. So, the value of the spend analysis is observed 

from individual, business process, organization and strategic perspective. These 

dimensions are not mutually exclusive, so the same value creating elements may 

create value in different dimensions. Undoubtedly, based on the interviews it can be 

said, that the most important value elements created by spend analysis tool are 

visibility and transparency. These elements are also enabling many other value 

elements to actualize, as can be discovered from the results. The chapter aims also to 
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bring up distinctive experiences about the value for the respondents in different roles 

in organization. 

 

The first questions were addressed to get background information about the role of 

Sievo’s spend analysis in their work to understand better the value from respondent’s 

perspective. It appeared that respondents use spend analysis in various ways. Many 

persons told it is used for getting overview about the current situation within 

procurement. Based on the answers, the closer one was to a senior position the more 

high level information is needed. The executive level uses a lot of spend overview and 

supplier overview dashboards, which give a high level understanding about the current 

situation across the business. For category manager, the self service is the most used 

dashboard, and it mainly help him with the category management. In general, self 

service was the most used dashboard. It was mentioned by all the respondents.  

 

3.4.1 Individual value 

From individual’s perspective spend analysis has a big role in making things easier 

and more accessible, and giving lots of visibility to procurement function. Preparation 

for the meetings or presentations was brought up in many of the interviews. Depending 

on the role, it could be a discussion with management team, or with the supplier, the 

tool helps respondents to prepare themselves and through deeper knowledge on the 

context, it helps the person to have a meaningful conversation with internal or external 

stakeholders. According to many respondent, credibility to numbers gained through 

the spend analysis tool was one driving factor that increased distinctly the success in 

the meetings and presentations. Instead of using days or weeks preparing for the 

meeting, users are able to get comprehensive overview in minutes. Because of the 

ability to know things better, respondents also feel themselves more professional in 

their work and discussions. This derives also to increased satisfaction in the work. The 

following comments from the interviewees supports these findings. 
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“I'm doing, or strategic presentations that I'm doing, then I often look at Sievo and 

prepare spend report, in our historical spend report, because obviously that's key to 

where are we going”. (Interviewee E2, 2020) 

 

“Now I go to management, stand in front of them and can tell them how much money 

spend and we get spend with whom. If I had that question a year ago I wouldn’t have 

been able to quite really tell them. And then, I don’t look like a professional procurement 

person, because I don’t have the overview. So I think it just gives us the information 

we need to deliver better results in the end.”  

 

“Personally, without this tool it would be really difficult to have meaningful 

conversations with my team about what we are doing, what’s the potential.” 

(Interviewee D1, 2020) 

 

“It shows our stakeholders that we are also professional people. We work based on 

facts, and we wanna discuss these things because we believe we can to do better on 

certain areas. So it’s professionalization of our ways of working, our processes.” 

(Interviewee D2, 2020) 

 

Simplicity of the tool was mentioned a few of the answers. This was especially 

highlighted within companies that had the newer version of the visualization tool, 

QlikSense, in use. In general, ease of use makes it quick to find the relevant data, and 

saving time on personal level. From super user’s perspective, who is responsible for 

managing the use of the tool on customer side, the individual value was realized also 

through decreased number of supportive tasks for the employees. This could be an 

employee asking super user to find him/her some specific information or to print a 

report. This can be seen as a clear evidence of the value derived by the easiness and 

simplicity of the tool. Also, according to other users, spend analysis tool helps reduce 

the time used for manual work and channel the resources to more creative and 

productive work. Interviewee in Company C brought up a point that easiness of use 

drives the usability of the tool and in that way leads to better results. 
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“I have noticed that the new analytics tool has reduced requests from the employees, 

that “can you do this and that”. I can notice that people can go to spend overview sheet 

by themselves and take a screenshot. It has reduced significantly that kind of service 

from me.”   

 

“From my point of view, I would raise that we can extract the data from millions of 

different sources into one model, which can be utilized easily. Also ease of use is 

important. It doesn’t matter if the data is high quality, if it is not easily accessible for the 

end-users. It wouldn’t fly in the same way then.” 

 (Interviewee C, 2020) 

 

From data accessibility point of view spend analysis allows some users to see 

information that wouldn’t otherwise be available for them. Therefore, having all the 

procurement data in hands makes it possible to make insights and be more proactive 

on individual level. Also, for example for a category manager it is basically single 

source of truth 

 

“I use the vendor overview a lot, and because I don’t have access to our SAP. It’s very, 

very useful” (Interviewee A, 2020) 

 

To sum up what value spend analysis brings for individual perspective based on the 

interviews, it gives ability to find relevant, even detailed information about spend 

quickly. Because of that, users are in better position when going to internal or external 

meetings. Hence, results of the meetings are often also better. The tangible benefits 

on individual level consist of time savings and efficiency for the individual gained 

through easiness and accessibility. Credibility of the numbers and increased 

professionalism can be counted as intangible ones. Individual value elements are 

presented in table 5 
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Table 5 Individual value elements 

Activity Value element 

Supplier meetings • Expertise 

• Efficiency 

Data searching • Time saving, efficiency 

• Visibility 

Reporting • Time saving 

Daily work • Satisfaction 

• Time saving 

 

 
3.4.2 Value in business processes 

According to the interviews, big portion of tangible value of spend analysis tool lays in 

business processes. As expected, the value coming from spend analysis is 

concentrated mainly around processes linked to procurement. Having a consolidated 

view to the procurement process through all the data sources brings many benefits. 

Monitoring of the procurement function utilizes the data that can be found from spend 

analysis tool. Optimization and improvement of the procurement process may be the 

biggest benefit of the spend analysis, which can be identified from the answers. This 

means the tool makes it possible to find opportunities to optimize procurement process. 

Examples of procurement process optimization interviewees mentioned were related 

to consolidation of supplier base, improvement in buying process as PO coverage 

increase, risk reduction, maverick spend reduction. 

 

“Now, with spend visibility we as a procurement organization can be proactive, we can 

go and see where there might be opportunities within our spend, there might be 

opportunities within supplier base, consolidating, improving payment terms, 

renegotiate. So the range of information has been made available for us in a nice 

format and actually allows not only know what our spend is but actually to be much 

more strategic as a procurement organization” (Interviewee D2, 2020) 
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Company E highlighted the visibility to procurement compliance, which means 

basically if the company is following the protocols in purchasing activities. This means 

basically purchasing items with contract, having purchase order linked to purchases 

and following also other possible established guidelines within procurement. Also 

procurement fraud identification was highlighted as one element that gives a starting 

point for improving procurement compliance.  

 

“Unfortunately we have a lot of tail suppliers. We have also contracts in place, but still 

we are buying from other suppliers. It is a clear saving, if we can increase the 

compliance and reduce the number of suppliers. That’s something what we’ve found 

from Sievo.” (Interviewee C, 2020) 

 

“From a business process perspective, as I mentioned, it helps with the, first of all 

having visibility what is happening in the business, where are the violations, what 

violations are happening, and once identified what are the violation it helps you to 

correct your existing process or define policies that will help you and move away from 

maverick or ensure process are followed..as the example that I gave you earlier, like 

PO coverage” (Interviewee E2, 2020) 

 

Optimization of the buying process is heavily linked to compliance, and almost all of 

the respondents mentioned some improvements to it. Having visibility to purchase 

order coverage within spend helps procurement to recognize development areas in the 

purchasing and further on increase the coverage. Improvement in purchase order 

coverage reduces maverick spend and therefore risks in purchasing gets lower and it 

gives also better understanding what, when and how much have been purchased. 

Spend analysis tool gives visibility also to contract coverage, so how much the 

company is buying by using contracts. Increased amount of purchases done with 

contract realizes in savings, because that usually means lower prices for the material. 

 

Many interviewees told that spend analysis boosts procurement function’s role as a 

part of the organization. It came up that the visibility the tool brings allows procurement 

to be more trusted partner. This is due to that spend visibility helps procurement to 
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generate fact-based insights and actions. For example, procurement director in 

Company D mentioned that the tool helps procurement move out from being just 

support function to be more proactive partner. Because of the support data from 

visibility to the data brings, the tool helps procurement function get their projects and 

initiatives through easier. These can be various development or optimization projects 

for procurement for example. With the fact-based figures and visualization, needs for 

a certain project is easier to argument for management team for example. 

 

“But that is really where at least 50% of the value lies. That is us procurement, being a 

much more embedded and trusted partner is the right word to the organization rather 

than being just a support function that does your RFP and negotiation, and that’s where 

you have the value and that’s why Sievo spend analysis supports”  

 

“That (the tool) is so ruthless and the numbers are not lying, so it is definitely that. So, 

it is so much easier to discuss what is the additional value we bring, when we can give 

an example, that you have now thousand suppliers where you are purchasing with 

1000 €. It is so much more visual to show than just say it in words.” 

(Interviewee C, 2020) 

 

Another buying process, comprehensive visibility and data credibility improving benefit 

that appeared in the results was improvement of overall data quality. Some companies 

have struggled with poor quality data, which have a straight impact on credibility, and 

further on the usability of data suffers. Often the problem is due to laziness or disregard 

in buying process. Also lack of standardized process for documenting better what has 

been bought lowers the data quality. The more informative data points there are 

attached to each transaction, the better users can also trust to data and they can get 

more out of it. Categorization of the data is also then easier and more accurate. In 

spend analysis tool it is a quite straightforward to find if the data is lacking some data 

points, or if they are unusable. This can be also found through incorrect classifications 

done for some specific spend. By finding the issues in data quality, companies are 

capable of setting organized strategy to improve the data quality. Also procurement 

fraud identification came up as a one point that visibility in the tool enhances. This 
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means basically tracking all kinds of violations in procurement processes, which can 

include purchases from unqualified suppliers, buying overpriced goods or for example 

excluding the preferred vendors in bidding process.  Company E described the data 

quality improvement ability as follows. 

 

“See, if the data is not entered correctly in the system, then what you will analyze will 

be incorrect. Garbage in, garbage out. So what we also are looking, we have been 

doing this exercise, is look at the quality of the data, that is there in Sievo, and identify 

which of the opcos quality is not so good, then go and educate them to put in the way 

the data is input into the source transactions, the POs, and the invoices. And we have 

seen significant improvement happening in those areas.”  (Interviewee E2, 2020) 

 

Time savings in various processes and the efficiency gained through it was one of the 

main themes that come up in each interview. Getting a consolidated view of all the 

data sources makes procurement process and development a way more efficient 

according to the answers. There are lots of reporting needs for different stakeholders 

within procurement function, so capability to access all the data and visual reports in 

the tool saves time. Said in more concrete way, if all the data gathering, validating and 

combining the results in a report has before Sievo taken days or even weeks, with 

spend analysis this can be possible in minutes. Category manager from Company B 

gave an example how the tool is saving time for him when doing category planning.  

 

“In my job it saves a lot of time, especially chronological time. I can send an email to 

my colleague in local procurement and the guy sitting at a plant doing the purchase 

orders saying, how much we spend on this. Did we ever buy this from that supplier. 

What is the current contract price of that? Then I have to wait for 1-2 days him to reply. 

Instead of that I just can find that all in two minutes. So it would take me the think time 

2 minutes to write email, it would just take 2 days to get the answer.” (Interviewee B, 

2020) 

 

Company E told that before Sievo, with their old spend solution their reporting cycle 

was a way longer, because data collecting time itself took 3 months on average. The 
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two biggest differences compared to Sievo’s spend analysis were told to be non-

automated extraction, and that the old solution was not cloud based. After the collection 

it took about another 3 three months to classify the data. So, there was a delay in the 

visibility and the company was not able to do analyze even close real-time data do 

actions based on to the present information. In that sense, automated data extraction 

related to spend analysis tool has helped their reporting and data analyzing process 

by giving access to the latest procurement data. 

 

Almost every company has their own key performance indicators (KPIs). Procurement 

function also has it owns, and spend analysis tool had helped all the interviewees to 

measure and follow their own metrics. KPIs gained through spend analysis help 

organizations in setting and following their targets, and seeing their position and 

direction in wider picture. Based on that information managers are able to make action 

plans  based on real facts and numbers. Usually procurement has common KPIs for 

the whole procurement department. There were lots of common measures between 

interviewed organizations, as PO coverage, contract coverage, number of suppliers 

and savings. Especially PO and contract coverage are measures where the 

improvements can be seen straight in maverick spending. Besides the common ones, 

there were some differing KPIs that were important only for specific persons. For Sievo 

super users, especially data extracted on time and amount of unclassified spend were 

in the focus. These are measure that affect straight to procurement’s reporting 

capability, whether the spend is categorized, and if the data is extracted on time and 

thus the latest data is available as soon as possible.  

 

There is really thin line between the value of procurement analytics in management 

process and strategic value of analytics, because management process includes also 

strategic planning. Anyhow, value provided to both of these areas is pretty similar. As 

many interviewees mentioned, having a full visibility to data allows fact based planning 

and follow up abilities for management, which leads to better results. 

 

“One of the areas that I would also recommend is procurement fraud identification. So 

procurement fraud identification, I mean that is an area which we have mentioned in 
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the past, but at least some things have to be got upfront, but at least if the system is 

able to bring out those anomalies as to if there are similar invoices with the same 

amount to the same supplier.” (Interviewee C, 2020) 

 

Prioritization of tasks and projects belongs often under management responsibilities, 

and the visibility gave according to some interviews the information to make decisions 

which activities and projects should be prioritized at the certain moment. This helps 

managers to allocate the resources in more efficient way, so that the tasks are being 

done in order of importance.  

 

“I mean, are we focusing then on the right things or are we just focusing on what 

business tells us to do. Now, with spend visibility we as a procurement organization 

can be proactive, we can go and see where there might be opportunities within our 

spend, there might be opportunities within supplier base, consolidating, improving 

payment terms, renegotiate” (Interviewee D1, 2020) 

 

Payment term optimization is clearly one of the main value elements the tool is creating 

indirectly, and this can be observed from many answers. Spend analysis tool allows 

companies to track their payment term compliance. So, meaning if the invoices are 

paid too early, or if they are often late. Finding opportunities where payment terms 

could be renegotiated is also example of turning visibility to value. Obviously, 

optimization of payments and payment terms leads to optimization of working capital. 

Company A had a situation with their supplier that the supplier was claiming that 

Company is always paying late, but they were able to prove with the exact payment 

information from Sievo, that the supplier was wrong. This is an example where the tool 

brings value to supplier relationship management and also reputation. The following 

phrases from the interviews support the value gained through payment term 

optimization. 

 

“for payment terms it’s very important, because one big supplier said that we pay late, 

they said that were are paying in 45 days, Sievo showed 20 days, and actually the 

supplier confirmed after that we were right.”  
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“If you want monetarize solution, it could be the optimization of the working capital, 

payment terms. So if you want to extend this comment, you could really use Sievo in 

the optimization of the working capital. This is the payment terms.” (Interviewee A, 

2020) 

 

Value elements that can be derived from all the found benefits in procurement related 

business processes are the efficiency and time savings. From structural point of view, 

these benefits in business processes can be seen as value creating elements. Based 

on the interview data, the biggest impacts can be seen in improvement of purchasing 

process, improved data quality, payment term follow-up and optimization and 

management process. Also from reporting point of view, charts and visuals were said 

to bring power to the presentations, which can be driving many important initiatives. 

Table 6 sums up the value elements that spend analysis creates directly and indirectly 

in discussed business processes. 

 

Table 6 Value elements of spend analysis in business processes 

Business process Value element 

Purchasing • Purchasing compliance 
• Data quality improvement 

Reporting 

• Credibility 
• Time saving 
• Efficiency 
• Power of visualization 

Payment process • Optimization of payment 
process 

Management • Visibility 
• Targets and follow-up 

 

 

3.4.3 Strategic value 

Strategic value of the tool appeared in two different ways in interviews: Both in category 

strategy management and overall procurement strategy management. According to all 

interviews, the tool brings important background information support for planning and 
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decision making. Consolidated view across the whole organization seems to be the 

key element generating the strategic value. The strategic value was often mentioned 

to relate to building forecasts of a future spend and creating strategic plans based on 

the insights from historical data. As mentioned also by Company E’s interviewee, every 

strategy is driven by the data so it can be stated as very crucial element from strategic 

perspective. The use of the tool was recognized to be very strategic and proactive 

especially on group level in the organization, whereas on local level it was more 

reactive. Naturally, the more proactively companies are able to utilize the tool in 

strategic sense, the better is the realized strategic value for the company. 

Central role of spend analysis in category management was adduced by Company D. 

They mentioned that the tool has enabled for them a proper category management. 

Category managers uses the tool for planning strategy for their categories. This means 

basically planning purchasing volumes and prices based for example on the forecasts, 

or doing plans regarding used suppliers. Interviewed category manager told that 

support for the strategic planning can be found from internal benchmarking. This 

means for instance, using the tool to find information how much the spend is versus 

other plant or between same type of products, to understand better if there are any 

synergies or economy of scale. The following was discussed about category strategy.  

 

“But in terms of using the data in Sievo, I thing every category strategy is driven by the 

data, but whether that....Whatever saving that category manager are making is being 

driven by the insights. It 's one of the contributors to that saving is the insight we are 

getting from Sievo.” (Interviewee E1, 2020) 

 

“Sometimes it helps me to understand how much we are spending on a plant versus 

another plant on the same type of products, to understand if there is any synergies or 

if there is any economy of scale.” (Interviewee B, 2020) 

 

In all the answers one common point within strategic value was how the visibility 

supports the planning and implementation of new strategies. Having data from different 

units and plants in multiple countries helps procurement directors to move an 
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organization to a certain direction, and trace and follow up the progress. Here, the 

spend analysis tool was mentioned to be a strategic tool, because it enables the 

executives to set realistic targets. This was mentioned also when discussing about 

value in management in business process chapter, but the same element can be 

considered to be part of strategic value element as well. 

 

“And without Sievo, as I said before we were extremely challenged in setting a hard 

and ambitious target for our team for our department. With Sievo that’s much easier, 

it’s a much easier to track it and follow up and make sure we deliver it, and that actually 

has a lot of strategic value as well.” (Interviewee D1, 2020) 

 

Risk management is relevant within procurement function, because delivery of different 

materials, products and services must be protected even if there occur interruptions in 

some supply chains occasionally. Risk management part of the tool was a common 

topic in many interviews when discussing about the strategic value. Ongoing corona 

virus situation and trade war between USA and China highlighted also significance of 

companies’ risk management abilities. Because the spend analysis tool allows 

companies to see their spend across various data points, they are more conscious 

about the risks and risk levels for different commodities.  

 

Regional risk analysis was mentioned in many interviews. Because the data contains 

regional information and it is classified in many customer environments in country 

dimension, the companies are able to track how their spend is divided across the 

countries and for example if some commodity is sourced only from one country. This 

helps them to analyse and manage the risks related to sourcing geography. This also 

allows procurement managers to plan their sourcing strategically so that the risk level 

stays tolerable. 

 

“I mean the actionable insights are the supplier risk framework when it comes to..if you 

look at what is your spread of your spend within a particular category. But then for a 

particular supplier or a group of suppliers within a category, are they across in the 

multiple operating countries, or are they only specific to a country or is it a single 
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source, so what is the operational risk, you know the organizational risk associated 

with that. “ (Interviewee E1, 2020) 

 

Many companies have also possibility to see risk ratings of different suppliers, and this 

was mentioned to enhance supplier risk management and strategic planning through 

that. General manager in Company E told that vendor risk knowledge is vital in their 

industry, because some of their suppliers have major fallouts with US and there can 

be sanctions and entity listing in place in the future. This kind of actions can lead to 

cutting off a certain supply chain, and especially if it is a big supplier for the company, 

there may be “a massive impact on your abilities to operate”, as he said. Spend 

analysis helps them to see how exposed they are for specific risks. He mentioned that 

they are relying more and more on spend data to understand their geographic risk and 

where their spend resides. The analysis could be for example seeking what is the split 

between their vendors in each of their operating countries, and creating a heatmap of 

the risk exposure in certain areas. This data they could use to forecast the future how 

exposed they could be if carrying on this projectory. This risk analysis is supportive 

information for the strategic planning the tool allows companies to perform. 

 

Uncertain conditions in the world and in the market have affect also to the procurement, 

for example through deviating raw material prices, and risks in supply chains. Ongoing 

covid-19 pandemic has increased the uncertainty in many supply chains all over the 

world, and this is an area where spend analysis tool has given help for some 

interviewed companies.  

 

“Back to the covid situation we've been in. Having that visibility where our spend is 

coming or going, allows us to identify the hot spots and countries where that could 

potentially impact our supply chains. But again, using the spend data to extrapolate 

and say, based on these projects, we could award these suppliers with this amount of 

spend and this is how their overall market share looks like, so it's very useful helping 

in that” (Interviewee E2, 2020) 
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In addition, there is still one aspect of strategic value that can be derived indirectly from 

some responses presented in earlier subchapters. This is related to discussion around 

correct preparation for supplier meetings and being equipped with all the needed 

information. When employees in procurement are capable to approach their suppliers 

in very professional way and bring up the best possible option for both sides, it can 

have nothing but positive impact on supplier relationships. This can be counted as 

strategic value. 

 

Strategic value of the spend analysis tool is based on the visibility to spend data. 

Having the consolidated view across all the units helps the company to see their 

sourcing in a bigger picture and allows them to make plans that drive their overall 

objectives. In the interviews there occurred that the tool enables a proper category 

management. It gives key support in the planning of category strategy, and it also helps 

to follow the realization of the strategy. Risk management ability brought by the tool 

was another big area from strategic perspective. It gives companies possibility to see 

their sourcing risks based on different variables, as geography or number of suppliers 

for a certain materials or services. Strategic value elements are gathered in table 7. 

 

Table 7 Strategic value elements of spend analysis tool 

Activity Value element 

Category strategy • Transparency 
• Innovation (ideas) 
• Risk reduction 

Procurement organization’s strategy • Transparency 
• Innovation 
• Risk reduction 

Risk management • Visibility 
• Risk reduction 

Supplier relationship management • Stronger supplier relationships 
• Reputation 
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3.4.4 Organizational value 

Value elements on organizational level are more tangible than the other ones 

presented so far. Organizational value belongs to functional value area of Bain & 

Company’s B2B elements of value pyramid presented in the literature part. Functional 

value is divided in the pyramid into economic and performance parts, and there was a 

similar idea in the interviews when discussing about this level of value of spend 

analysis. It was be noticed, that for some interviewees it was difficult to expand the 

value thinking to the whole organizations level, because the tool is strictly related to 

procurement. Still, there were lots of topics which could be derived from the overall 

answers. 

 

As discussed earlier, most of the tangible benefits are not created by itself, but it 

depends always about the actions of the user whether the potential tangible value 

realizes. The first, and probably the most obvious value that falls into this category, 

which was mentioned in the all interviews, were the saving opportunities that can be 

found in the spend analysis tool. Later on, these savings opportunities are realized as 

cost reduction if the responsible persons take the required action. Because the relation 

to the saving itself is indirect, the saved amount can’t be attributed completely to spend 

analysis tool, even though the impact is big. Company D’s respondent described the 

relation to savings as follows. 

 

“Yes, I would say we do that (find actionable insights) every day but we don’t attribute 

the saving directly to Sievo spend analysis. We attribute it to what has been done in a 

given project. We quantify these savings almost every day, but I can’t tell you that 10% 

of that is because we have SIevo spend analysis. I would say the most of it is related 

to us having Sievo in place and spend analysis because it allows us to create the 

pipeline and work on those things.” (Interviewee D1, 2020) 

 

Savings are gained through all optimization activities, like supplier tail optimization, 

supplier consolidation and contract done in the procurement. Lifting the value up to the 

organizations level, making sure, that organizations cost of goods sold are on the right 
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level. Also, payment term optimization helps companies to optimize their working 

capital, and this can be seen as organizational value. There were asked in the 

interviews if companies have measured the value of the savings gained through spend 

analysis, but none of them had a process for measuring it even though they 

acknowledged that the tool shares a big part of the savings. Some interviewees 

estimated that 10%-20% could be maybe attributed for spend analysis from the saving. 

One interviewee said that even though there is cost of Sievo, they are financing it 

already in the reduced manhours used for gathering data and sorting out incorrect 

data. Here Company E gives example about savings gained through supplier tail 

optimization: 

 

“As I mentioned this supplier tail, we go very clear cases where in the past we've looked 

to the supplier tail and we have minimized from sort of 5-6 vendors down to 1-2 vendors 

and delivered an immediate impact of 10-15% savings on harvested from that supplier 

tail reduction.” (Interviewee E2, 2020) 

 

There was also discussion about that tool helps to educate the organization in a 

positive manner and promote better governance within the organization. There was 

one example with Company D where company’s IT organization wasn’t paying any 

attention to the costs of equipment they were buying, which has ended up in a situation 

where they paid also a consultancy part of the service even though they had the same 

service elsewhere. In one interview it was mentioned that the tool allows to challenge 

the current business in a positive sense which can be driving factor business 

development. This mean that more people are able to recognize areas where 

procurement function could be doing better. 

 

One example about tangible value for the organization was mentioned by company E, 

which is using spend analysis tool also for invoicing calculation. This calculation is 

based on purchasing made by local purchasing units from the agreed suppliers. 

Interviewee E1 said that they have been able to advance their invoicing process by 

one month related to due to the automatic calculation in place, which is a sign of 

efficiency improvement.  
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One of the interviewees thought the organizational value from even deeper perspective 

and described how it can have role in employee retention. As it appeared in the 

individual value, that spend analysis allows procurement people to be more 

professional in their work because of the information they have in their hands, it makes 

procurement function even more attractive place to work. Obviously, this encourages 

the employees to stay in the organization and in the procurement and therefore saves 

the resources of hiring and training new people. 

 

All in all, the biggest organizational value element is the monetary saving that can be 

gained through different optimization activities. This can be seen straight in the whole 

organization’s performance. Also, organization’s ability to challenge and develop 

current processes and operating models in procurement was increased according to 

many interviews. Other, more indirect value creating factor was the employee retention 

in the organization. Value elements that can be derived from the answer on 

organizational level are presented in the table 8. 

 

Table 8 Organizational level value elements 

Area Value element 

Procurement • Cost reduction 
• Performance 
• Working capital improvement 

Employee retention • Savings 

 

 

3.4.5 Development 

The purpose of the interview was also to find out possible improvements or 

functionalities that would increase the value gained from spend analysis tool. This 

chapter sums up the development themes that were introduced by the respondents. 

 

One topic, that that came up in four out of seven interviews, was interconnectability or 

integrability to other solutions. There were different business reasons for the better 
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integrability. For two companies the data from Sievo would be useful in another 

systems as well. Company A’s respondent mentioned that they would be really 

interested to have push-back possibility, so that the enriched and processed data from 

Sievo could be sent back to their ERP in order to enhance the quality in their own 

system. Through Sievo, they get for example sustainability data, which they said would 

be really useful also in their ERP. In turn, Company C use to have the Sievo data also 

in their general reporting, and they would like to have the integration to enable 

automated data importing between the systems. They are handling it manually at the 

moment, so the added value there would be time saving and efficiency in the reporting 

process.  

 

Company E suggested, that possibility to interconnect between Sievo and the new 

business analytics platform they are building would be useful to gain more out of the 

available data. Company D expressed an idea about integration to any sourcing tool. 

This would make procurement easier for them, because then they would go from 

analysis part to execution part within the same tool. Based on this it can be concluded 

that the added value in company D’s improvement idea would be more efficient usage 

of procurement resources, and savings gained through that. It is good to note, that this 

kind of improvement doesn’t concern anymore the spend analysis solution itself but 

the whole Sievo service, so it goes a bit out of the scope of this study. But definitely 

worth of investigating in further research. 

 

Another development idea, that was brought out is to increase the proactivity in the 

tool. Company E suggested that the tool could point out things that doesn’t seem to be 

right within the procurement data. Interviewee mentioned that it would be really useful 

if the tool could identify and highlight such trends pointing to anomalies in their spend 

data, so the users could react to them when the time is right. This would also result as 

reduction in employee’s time to investigate the possible anomalies. In terms of 

automation there was suggested by one interviewee that they would like to have 

automatically predefined scheduled reports sent to email for the persons who need this 

information.  
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Improvement in classification accuracy was mentioned in three out of seven interviews 

as factor that would increase the experienced value for customer. This refers to the 

mappings of transaction data to the existing product hierarchy. Respondents hoped 

that AI could be utilized even more in order to get automatically good quality 

classifications. Two companies estimated that spend analysis tool is not used in it’s full 

potential because not all people in the procurement organization are fully aware of best 

practices and possible tips and tricks in the tool. As a solution for this, other company 

suggested to arrange some regular trainings for companies in order to keep the skills 

on right level and also keep client informed about the latest product updates. 

 

One concern that occurred in two interviews, was that the tool gets too complicated 

with new add-ons and with increasing number of different dashboards, and if the tool 

gets too complicated, usability can suffer. Request from company D was to concentrate 

and refine the current spend analytics areas in the tool to keep them the best in the 

market, and don’t get lost too much into additional services. General manager in 

Company E thought that there may be already too many options visible in the 

dashboard selections and suggested that they would benefit if only relevant 

dashboards would be visible for certain users. This is not straight functionality 

improvement, but more related to interface and outlook of the tool which could improve 

the user experience. Value-adding development improvements and functionalities 

presented by interviewees are listed in table 9. 

 

Table 9 Value-adding development improvements and functionalities 

Development area Added value 

Integrability to more interfaces • Increased visibility 
• Efficiency 

Tool proactivity • Cost savings through early 
actions 

• Time saving 
Classification accuracy • Credibility 

• Increased visibility 
Automated reports • Time savings 

o This could also promote 
even better usage of the tool 
in the company 
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In addition to the mentioned value-adding ideas, there was a clear point that is not 

related straight to the product itself. It has a big role in the adoption of the tool, using 

the tool in its full potential and the last but not the least, in the realized value. Some 

interviewees recognized that they or other users in the company might not have the 

best skills to use the tool, or they are not aware of the best practices, tips and tricks or 

some new features of the tool. Therefore, there could be need for more trainings. 

Company A suggested that trainings could be organized regularly in order to make 

sure the users have the best possible knowledge and they are fully aware of the new 

feature. Also, this would make sure that also new people joining the company would 

have proper training and no knowledge wouldn’t be lost. 

 

3.4.6 Actualization of value proposition 

When it was asked straight from the interviewees about the fulfilment of the 

expectations of the spend analysis tool, most of the answers were affirmative. This 

question was asked because the expectations customer have of the product, should 

be more or less in line with the value proposition. In part of the interviews, classification 

accuracy was declared to be only factor where they would expect higher quality and 

increased usage of machine learning, but at the same time some respondents noted 

that it is also dependent on the data quality in the ERP system. This is supported for 

instance by the following reply for this question: 

 

“It's yes, but what is the extend, I think there is always this content among the users, 

key users on the quality of classification. And it is double fold. There is element of issue 

with source data itself, there is also element of the lack of knowledge or let's say 

domain knowledge of the people who are doing the classification” (Interviewee E1, 

2020) 

 

Based on only the answers received for the straight question, it could be stated that 

the value proposition is nearly aligned with the realized customer value, but it is good 

to analyze this a little bit further by taking a look to the interview data and what 

customers answered to other questions. 
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As it was presented earlier in this chapter, value proposition of spend analysis stated 

that spend analysis “can improve visibility to corporate spend, as well as drive 

performance improvement, contract compliance, and most importantly, cost savings.” 

The benefits were specified into seven different objects. Getting full visibility on spend, 

finding savings opportunities, improving risk management, streamlining the operations, 

supplier performance improvement and performance benchmarking and enhancing 

data driven were all covered in the interviews in some ways. Visibility gained through 

the tool was the biggest benefit according to all interviewees. Streamlining the 

operations, realized in customer organizations by simplifying and speeding up the 

reporting process with company-wide aggregated data and ready-to-use reports in 

different dashboards.  

 

Budgeting was one process where the help of the tool was identified. Value gained 

through better risk management came up in the interviews when respondents 

mentioned about transparency to the supply chains and ability to track the risk in 

procurement for example by countries and suppliers. The help to the uncertainty 

caused by the current corona virus situation was mentioned also in interviews, and this 

is one aspect of tool’s value in the area of risk management. The exact savings amount 

is quite a difficult to compare with the mentioned 3% -11% savings amount, because 

none of the customers hadn’t had such a measure for the aggregated savings gained 

through the insights. Still it is obvious that the tool enables the savings, which was 

highlighted in many interviews 

 

3.4.7 Other insights from the interviews 

From the different areas of spend analysis, self-service was the most popular 

dashboard. It was mentioned as one in all the interviews when asked about the favorite 

dashboards. Reason for that is the flexibility of the dashboard, because it allows user 

to build all kinds of charts and tables with any data points and measures they want. 

Easiness and quickness in using the reporting tool were highlighted especially by the 

customers who had QlikSense visualization tool instead of QlikView. One interviewee, 

who had seen the migration from old to new visualization platform, mentioned that user 
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requests to help with generating different reports were decreased clearly after 

transition to QlikSense.  

 

When looking at differences between the roles, some conclusions can be done even 

though all the interviewees mentioned that visibility and transparency are the most 

valuable elements.  It could be seen that for executive level interviewees, the ability to 

see high level data quickly in the overview dashboards plays a big role. Also, ability to 

follow-up KPIs and improve in KPIs were important things for them. Persons in supply 

chain development positions appreciated the automated data extraction and 

consolidated view of the spend data as well as time savings and efficiency these things 

created. They also emphasized that the ability to drive certain change in policies and 

procedures more easily with the help of data was a valuable element of the tool. For 

category manager the tool created a lot of personal and strategic value through quick 

access to data across the units. This helps category manager especially when planning 

a strategy for category or doing regular negotiations with suppliers.  
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4 DISCUSSION 

 

This chapter places the gathered information into frameworks presented in the 

literature review of information technology valuation. The structure of the interviews, 

and the results chapter helped to pre-process the interview data in order to make it 

easier to analyze through the frameworks. Besides Töhönen et al. (2020) IT valuing 

framework, the solution is also analyzed by using the “bundle of benefits” approach by 

Blythe (2009, pp. 63-65) to sum up the value of spend analysis tool and form as 

versatile and clear picture of the total value. Also, the purpose of this chapter is to 

analyze the insights from the interviews in relation to the existing literature and point 

out the similarities and differences. In the end of the chapter, benefits of spend analysis 

tool is demonstrated through the layers of benefits model.  

 

The value was analysed in all of the three levels, organizational, business process and 

individual levels as the framework suggests. When looking at the value first in 

organization level, the researched information clearly pointed out the spend analysis’ 

contribution to monetary savings and organizations’ improved performance. In a few 

of the studies relative savings numbers were even generated based on estimations 

and calculations based on real cases. (Rudzki et al. 2006, p. 72; Pandit & Marmaris, 

2008, pp. 30-43; Stubbs, 2011, pp. 126-127) In many interviews it was acknowledged 

that there is a clear relation between the tool and savings. Role of the spend analysis 

tool was seen in a similar way in some interviews as it was stated in many sources 

about spend analysis or business analytics in general. (Limberakis 2012; Stubbs, 

2011; Bayrak, 2015) The tool was mentioned to be the one of the crucial building blocks 

to enable the continuous improvement in the procurement function and the factor that 

is needed to make the savings to realize. As it was said in the interviews, the total 

savings amount can’t be attributed for the tool because there are also other factors, 

but it certainly has a significant role in that. Estimations in part of the interviews 

expected savings from spend analysis tool to be 10%-20% of the total savings.  

The value in organizational level refers to all aspects that promote organization’s 

position or improve its performance. Organizational level in the framework mainly 

contains quantitative measures which are often related to monetary values. This 
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follows the traditional definition of value, being monetary equivalent for the given 

sacrifice. (Forbis and Mehta, 1981, p. 32; Christopher,1982; Ramsay, 2005) The 

savings are generated through many flows that spend analysis allows. One of the most 

recognized organizational benefits that was mentioned in many interviews was the 

optimization in working capital through improvements in the payment terms. This is 

aligned with Morette et al. (2017) finding in their case study, where they concluded that 

big data helps monitoring of supplier performance and improve working capital 

management. Economic measures are and will be important factors also in the future 

when companies are investing in new solutions, so importance of this area can’t be 

underrated. (Stubbs, 2011, pp. 118-119) 

 

Overall effect of big data analytics on company’s performance was divided to financial 

and strategic performance, which is also supported by the information gained in the 

interviews. Productivity improvement of the employees through faster access to the 

data belongs to main value elements of spend analysis that was observed in the 

interviews. This is a point that has been noted also by some authors. (Pandit & 

Marmanis, 2008, p. 28; Partida, 2012) When looking at the insights through the 

framework of Töhönen et al. (2012, p. 9), net comparison in this context means the 

difference between the costs of the tool and the monetary benefits that are gained 

through the discovered ways. As one interviewee mentioned, spend analysis was 

funding its costs already through the time savings and efficiency gained through it. 

Means-end logic was told to focus more on the value creation mechanisms rather than 

the end results. Procurement analytics, and more specifically spend analysis solution 

creates an instrumental value, being a strategic enabler for the tangible and intangible 

value to realize. This was a point highlighted by some interviewees and also many 

researchers. (Limberakis, 2012, p. 12; Ruehle, 2020) 

 

Even though the savings were recognized as a big part of the tool’s value, some other 

areas were highlighted even more in the interviews. When asking about the top-rated 

value element in the interviews, the visibility and transparency were the most popular 

ones and they were mentioned in all of the interviews. It could be speculated that these 

elements are still on quite a general level, and if they should be considered more as 
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enabling factors that are leading to value in the end. This depends a lot on the 

approach, but it can be understood based on the interview data, that visibility and 

transparency gained through the tool are extremely important aspects. Also, another 

heavily emphasized aspect in the value was the easiness to access the data, and the 

time savings which are caused by the tool. 

 

Indirect impacts or intangible value of spend analysis are not very widely explored 

areas in the literature, so this research brings more visibility to that aspect. However, 

the role of intangible value is proven to be significant with digital solutions.  Personal 

value and individual perceptions of the impacts of spend analysis represent the 

experience logic in the IT value assessment framework of Töhönen et al. (2020, p. 9). 

Employee satisfaction and employee retention are good examples of the indirect value 

and impacts of the increased visibility that was identified in the interviews, but in the 

literature their role has been still rather small.  

 

It can be said based on the interviews that a big portion of the value lays on personal 

level. According to interviewees, the visibility brought a lot of certainty for decision-

making and provides comprehensive basis for preparation for meetings with key 

suppliers. This can be interpreted to enhance the experience on both, customer’s and 

supplier’s sides, and probably the meetings are also way more efficient if the 

background information is completely clear.  The experienced value of customers that 

came up in the interviews were related to efficiency, time savings, easiness and 

expertise. All of these have been discussed at least indirectly also in the explored 

literature. One aspect that is not presented a lot in the literature, is employee 

satisfaction and personal feeling about their work that is gained through. The most of 

the individual value elements are qualitative, on personal level productivity 

improvement can be seen as quantitative. 

 

When looking at the framework of Töhönen et al. (2020, p. 10), time is one 

considerable factor when evaluating value. It is distinctive factor between realized and 

potential value. Realized value is the value that is currently perceived, and it covers 

the other but the outer layer in Blythe’s (2009, p. 67) layers of benefits model. Potential 
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value relates to the future. This is the outer layer of Blythe’s model and represents the 

expectations and potential that product may become in the future. All the value adding 

elements that were found in the interviews belong to this potential product layer, which 

may represent reality in the future. Better possibility to integrate the tool to other 

platforms and systems would reduce some manual work and improve data quality 

according to some interviewees. Integrability to sourcing platform was also raised up 

in one interview. Based on observations made at work in Sievo, this kind of “one stop 

shop” procurement platform, where everything can be done from data analysis until 

purchase, is sharing opinions. Part of the customers would prefer a source-to-contract 

platform for procurement, but for someone it is better to have the analytics in one 

software. For example, if a company only concentrates on providing analytics, it is 

obvious that quality of analysis is then probably higher. Future will show how the trend 

develops, but at least currently both approaches are supported. 

 

The impact of analytics maturity to the realized value was one aspect that was 

supposed to be analyzed also in the interviews. There was one question related to this 

area in the interview questions, but it was found out that in order to get a valid answer 

for this question, more detailed analysis would be needed regards the current state of 

business analytics. 

 

If spend analysis is tied-up with bundle of benefits model of Blythe (2009), regular data 

extraction and increased visibility to procurement data provided by the tool represent 

the functional benefits. Those are the factors that customers expect to get when they 

use spend analysis tool. As it was said in the literature review, operational benefits are 

benefits that improve customers’ internal processes. In spend analysis context, 

operational benefits consist of transparency to the procurement spend, easiness and 

time savings gained through ready-to-use reports and quick accessibility to company-

wide data. Individual value elements, efficiency, time saving, expertise and satisfaction 

represent the personal benefits. Quality, which was the fourth benefit category in 

Blythe’s model can be tied with the question on value proposition. Finally, financial 

benefits are all the monetary benefits discussed so far. This means all the cost 

reduction gained through different savings, working capital optimization and time 
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savings. The results of the interviews are shown in benefits layers framework (Blythe, 

2009) in figure 14.  

 

 

Figure 14 Layers of benefits of spend analysis 
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5 CONCLUSIONS 

 

The main purpose of the thesis was to investigate the value created through spend 

analysis solution. The approach was to find value elements that form the total value by 

combining the information researched so far in the literature and the data from 

customer firms of the case company Sievo. Based on the earlier research on the nature 

of value of business analytics, the value evaluation framework was constructed to 

analyze the value in three different main levels. The interview questions were formed 

so that the all levels of value were considered. The study managed to find answers to 

the main and sub research questions. Results are summarized below. 

 

Which elements form the customer value of spend analysis tool? 

In the value assessment methodology of spend analysis, the framework of Töhönen et 

al. (2020), and value elements ideology applied from Bain & Company (2018), 

Tynninen et al. (2012) and Ali-Marttila (2017) was utilized. The study exploited also 

bundle of benefits ideology by Blythe (2009) for categorizing the benefits further. The 

value elements were investigated through multidimensional model from organizations’ 

business processes and individuals’ perspectives. Visibility and transparency were the 

most important value creating elements according to the interviewees. Visibility to the 

all spend data can be seen also as a factor that enables the most of the recognized 

value elements. Table 10 shows a structured view of the found value elements of 

spend analysis tool. The tangible value elements are coloured in light blue and 

intangible value elements are white. 
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Table 10 Value elements of spend analysis tool  

 

 

How the perceived customer value meets the value proposition? 

In the fourth chapter the promoted value and value-adding elements of case 

company’s spend analysis tool were compared to the interview answers and it was 

found that value proposition is aligned with the value proposition. When it comes to 

savings amount, a valid comparison wasn’t possible. This was because the customer 

firms didn’t have standardized processes to measure savings from insights made in 

the spend analysis tool. In the literature, the calculated or estimated number varied 

from a few percent up to 20% depending on the category, and it can be expected that 

approximately similar numbers are achieved within client companies if a valid 

measurement could be executed. Intangible value elements were highlighted in the 

interviews, and they could be notified in the value proposition even more because 

clients consider them important.  

 

Level Value elements
·         Cost reduction
·         Working capital optimization
·         Performance
·    Risk reduction

·         Reinforcement of supplier relationships
·         Reputation
·         Competitive advantage
·         Data quality improvement
·         Time saving
·         Efficiency
·         Optimization of payment process
·         Purchasing compliance
·         Power of visualization
·         Targets and follow-up for management
·         Efficiency
·         Time saving
·     Expertise

·        Work satisfaction

Organization

Business process

Individual 

Stategic
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What functionalities and improvements would increase the experienced 

customer value? 

Some ideas were presented in the interviews, that could enhance the perceived value 

of the tool. Better interconnectability to other platforms, and possibility to have more 

services integrated to the same interface would increase the value according to many 

respondents by giving more visibility and making procurement more efficient. Also, 

increased proactivity of the tool and “push-back” ability to enrich customers’ data in 

their own data bases with data from spend analysis were pointed out by multiple 

interviewees. 

 

This study replied to question, what are the elements that form the total customer value 

of spend analysis solution. Still, there would be room for deeper research on the value 

of some areas that were excluded from this study. In future research, realized value of 

intangible value elements of spend analysis could be investigated to have better 

understanding of the value area, that is absolutely recognized but its contribution for 

the organization is still quite unclear. Another topic that was also discussed briefly in 

the earlier chapter, was impact of analytics maturity to realized savings of spend 

analysis, which could be researched in the future. Also, more case studies about the 

gained savings considering tangible and intangible impacts would be needed in order 

to make reliable conclusions about the total monetary value of spend analysis. This 

would be also beneficial for analytics software providers to develop their value-based 

pricing models. 
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Appendix 1. Expected savings from sourcing initiatives driven by spend analysis 

(applied from Pandit & Marmanis, 2008, pp. 32-33) 

   

 

APPENDICES 

 

 

 

Savings category Description

Projected Cost Savings as 

Percentage of Impactable 

Spend Base

Strategic sourcing

Detailed analysis of requirements, selection of lowest-

cost suppliers, fact-based negotiation, and 

implementation of best-in-class contracts

10 %

Buyer compliance
Identification and reduction of spend volumes which 

bypass existing preferred supplier contracts
3 %

Supplier compliance

Identification of supplier pricing errors relative to 

contract and receipt of retroactive compensation and 

penalties

2 %

Incumbent rebates and renegotiation

Receipt of retroactive rebates and/or immediate 

renegotiation of pricing with incumbent suppliers 

resulting from a detailed knowledge of spend with 

these suppliers; also  includes any increased discounts 

with incumbents due to increased volumes and 

leverage

2 %

Purchasing
Move paper -based requisition and purchasing process 

to e-procurement
0,15 %

Payment Move paper invoices to P-cards 0,45 %

Purchase volume
Maintain usage within budget requirements and 

avoid overbuying due to easier buying process
3 %

Specifications
Enable ability to monitor and challenge user 

specifications  as approapriate
3 %



Appendix 2. Interview questions.  

   

 

QUESTIONS: 

 

Background 

1. What is your position? Could you explain shortly your responsibilities? 

2. How long have you used Sievo? What kind of role Sievo has in your position? 

3. Did you use some other type of solution for procurement spend analysis 

before Sievo? If yes, what kind of solution it was? Did you face some 

challenges with the old approach? What kind of? 

4. How would you see that business analytics is utilized in your organization in 

general? Is it only for analysing historical data to produce insights about the 

present, or is it utilized also for forecasting/scenario planning? Is data used to 

guide actions? 

 

Use of spend analysis tool 

5. What components/dashboards of Spend analysis do you use the most? 

6. How often do you use Spend analysis and what are you using it for? What 

reports do you utilize? 

7. What are the main KPIs you follow in Spend analysis tool?  

8. What costs do you follow in the tool? Is there some specific spend category, 

indirect/direct spend or all the spend? 

9. Do you feel that you know how to navigate the tool as well as you would like? 

Has there been enough training concerning the spend analysis tool? 

10. How widely Sievo is in use in your organization? 

 

 Benefits / Value 

11. How Spend analysis has made the daily tasks easier for you? 

12. What do you consider as the main benefits of Spend analysis for you on 

individual level? 

13. In general level, what kind value Spend Analysis brings to business 

processes. 



Appendix 2. Interview questions. (Continues) 

14. What kind of value do you think spend analysis provides from the 

organizations point of view? 

15. How about strategic value? What kind of strategic benefits could the tool 

bring?  

16. Are there some other factors that you consider as valuable in Spend Analysis 

tool? 

17. From the benefits mentioned earlier what do you think holds the highest 

value? 

18. Have you obtained some actionable insights by using Spend analysis? 

o Could you give some examples? 

o Have you measured the monetary value of actions made by these 

findings?    

 

Development 

19. Do you think spend analysis has fulfilled the purpose it was acquired for?  

20. What kind of improvement(s) or functionality(ies) would improve the value 

Spend analysis delivers? 

 

 


