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Nowadays companies are seeking ways to battle against information overload through 

effective information management in which information is shared in the right form, using 

the correct tools and channels with the correct people in the time needed. Having a dynamic 

business environment such as a project business can bring uncertainties to the management 

of information. The purpose of this study was to understand how information is currently 

managed in the case company’s project purchasing process and what needs to be done to 

make the information management more efficient.  

To gain a deeper understanding of project business, purchasing, and value stream mapping, 

literature was examined from different sources including research articles, practical guides 

as well and case company documentation. To gain detailed knowledge about the information 

flow in the project purchasing process, qualitative research in the form of an interview was 

conducted with the case company’s professionals participating in the project purchasing 

process. The interview consisted of predetermined questions still allowing participants to 

share their personal experiences. Those responses from interviews relating to the topic of the 

research were analysed using the coding method.  

Analysed results were divided into three categories to answer the proposed research 

questions. A project purchasing process flowchart was conducted to illustrate the flow of 

information within the process. Value Stream Mapping (VSM) ideology was taken into use 

when findings from the research were introduced as non-value-adding information covering 

disruptions in the information flow and value-adding information covering suggestions for 

improving information flow in the project purchasing process.   
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Nykyään yritykset etsivät tapoja taistella informaatiokuormitusta vastaan tehokkaalla 

informaatiohallinnalla, jossa informaatiota jaetaan oikeassa muodossa, oikeita työkaluja ja 

kanavia käyttäen, oikeiden ihmisten kanssa tarvittavassa ajassa. Dynaaminen 

liiketoimintaympäristö, kuten projektiliiketoiminta voi tuoda omat epävarmuustekijänsä 

informaation hallintaan. Tämän tutkimuksen tarkoituksena oli ymmärtää, miten 

informaatiota hallitaan tällä hetkellä kohdeyrityksen projektin ostoprosessissa ja mitä 

informaation hallinnan tehostamiseksi on tehtävä.  

Projektiliiketoiminnan, hankinnan ja arvovirtakartoituksen ymmärtämiseksi syvällisemmin 

tutkittiin kirjallisuutta eri lähteistä, kuten tutkimusartikkeleista, käytännön oppaista sekä 

kohdeyrityksen omasta dokumentaatiosta. Yksityiskohtaisen tiedon saamiseksi, projektin 

ostoprosessin informaation kulusta tehtiin laadullinen tutkimus haastattelun muodossa 

kohdeyrityksen projektin ostoprosessiin osallistuvien ammattilaisten kanssa. Haastattelu 

koostui ennaltamääräystä kysymyksistä, silti antaen osallistujien jakaa omia kokemuksiaan. 

Tutkimusaiheeseen liittyviä haastattelujen vastauksia analysoitiin koodausmenetelmällä.  

Analysoidut tulokset jaettiin kolmeen kategoriaan vastaamaan esitettyihin 

tutkimuskysymyksiin. Projektin ostoprosessin vuokaavio havainnollistaa informaation 

kulkua prosessin sisällä. Arvovirtauskartoitus ideologia otettiin käyttöön, kun tutkimuksen 

tulokset esiteltiin ei-arvoa lisäävänä informaationa, joka kattaa informaatiokulun häiriöt ja 

lisäarvoa tuottavana informaationa, joka kattaa ehdotuksia informaatiokulun parantamiseksi 

projektin ostoprosessissa.   
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1  Introduction 

Information overload - this is the feeling that many of us individuals as well as organizations 

can relate to. Today, information is more accessible than ever before, which emphasizes the 

huge amount of knowledge that can be shared among individuals. The question remains 

whether all this information brings value to the recipient. Brennan (2011, 123) describes 

information overload as a situation in which the handling of information in the form of 

gathering, processing, and saving becomes impossible. Avison & Torkdazeh (2008, 317) 

take this thought further by mentioning that productivity can be negatively affected by the 

overload of information. Brennan and other researchers (Brennan 2011, 123; Eppler & 

Mengis 2004) agree on the negative effect of information overload on productivity when 

stating that positive performance corresponds to the amount of information received. The 

negative effects of information overload can result in making bad decisions, working 

inefficiently, wasting time, multitasking as well as miscommunicating. (Brennan 2011, 124; 

Eppler & Mengis 2004).  Avison & Torkzadeh (26, 2008) encourage understanding the key 

elements of information when highlighting the need to know the generation, usage, 

maintenance, and integration of information in serving the organization. 

Case company, operating in an international business-to-business environment tailored for 

project business has faced the challenges of today’s information management. The company 

is seeking efficient ways regarding the usage, sharing, storing, transmitting, and updating of 

relevant information to answer the challenges of information overload. Although this 

dilemma can be seen in multiple different functions of a single company this thesis takes a 

closer look into the purchasing process of the case company and focuses on information 

management regarding that process specialized in project business. To sum up, the 

background of this study comes from a need, likewise to the start of a purchasing process. 

That need involves structuring, guide lining, and making clarifications to the huge amount 

of information that needs to be dealt with by different professionals in the project purchasing 

process.  
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“Since today’s business environment is dynamic, the information management 

systems need to be resilient in order to be easily changeable to changing 

needs.” (Avison & Torkzadeh 2008, 25.) 

Research builds a foundation for the case company to manage information regarding the 

project purchasing process. Based on this research, the case company can utilize the 

information in forming their guideline, in other words, a “project purchasing process map” 

serving purchasers as well as other parties involved in the project purchasing process. This 

guideline answers the modern need of being flexible for changes.  

What makes a process such as a purchasing process challenging sometimes is that the flow 

of information is influenced by a huge number of different professionals executing their 

responsibility areas. According to Samli et al. (1988, 23), factors influencing can be 

“individual, organizations, environmental, uncertainty, societal/cultural, and governmental 

and regulation”. Nieminen (3, 2016) emphasizes the need for setting clear responsibility 

areas for each of the functions in a process. The need for clear responsibility areas relates to 

the linking of different activities in a process, meaning that either the success or failure made 

in a previous process affects the next process. In other words, everyone participating in a 

process is responsible for the success of their area and this way to the whole process.   

“Information they receive should be accurate, quantifiable, verifiable, 

accessible, free from bias, comprehensive, appropriate, clear, precise and 

timely.” (Samli et al. 1988, 23.) 

Samli et al. (1988, 23) representation of receiving information can be described as picture 

perfect, but on most occasions, the reality can be quite different. This thesis will analyse the 

project purchasing process and focus especially on the information flowing through every 

step in the process linked and influenced by one another making it highly vulnerable to 

changes. The vulnerability to information changes is one of the reasons why the flow of 

information needs to be researched in the project purchasing process of the case company. 

To look more closely at the case company’s project purchasing process, verifications are 

made to find applicable purchasing process steps and participating professionals. Figure 1 

illustrates the case company’s project purchasing process including relevant professionals. 

This process is used throughout the thesis. 
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Regarding the case company, the biggest influence on the running of the purchasing process 

is the case company’s operating environment - project business. Likewise, to a purchasing 

process, projects also involve activities in a process as well as different professionals, each 

individually managing their tasks, timeline, and budget. According to Mäntyneva (2016, 98-

99), organizations tailored for project business have interdependence between their 

operations quality and project quality. Managing a project serves as a guiding principle in 

this thesis because the usual characteristics regarding a project such as managing time and 

costs while bringing the project through successfully influence the purchasing process. Still, 

the bottom line is that neither the project nor the purchasing process happens without 

information flow and management.  

To find out which are the critical and not-so-critical activities happening in the project 

purchasing process information flow, the Value Stream Mapping (VSM) tool will be used. 

VSM is a process helping to identify those activities that create value usually straight to 

customers as well which are non-value-adding ones, in other words, those which create waste 

DEFINING A NEED 
(SCOPE)

(Project Management, 
Engineering & Purchasing)

SUPPLIER SELECTION

(Project Management, 
Engineering & Purchasing)

ISSUING A CONTRACT 
AND/OR PURCHASE 

ORDER

(Project Management, 
Engineering, Purchasing, 

Quality Management/ 
Expediting & Logistics)

SUPPLY CONTROL

(Project Management, 
Purchasing, Quality 

Management / Expediting & 
Logistics)

DELIVERY & 
ACCEPTANCE

(Project Management, 
Purchasing, Quality 

Management & Invoice 
Handling)

Figure 1 Case Company's Project Purchasing Process 
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and costs (Shuwei et al. 2021, 936; 938). The qualitative research method will be used to 

gather an overview of the case company’s project purchasing process information flow and 

collect feedback regarding well-found practices as well as possible disruptions in the 

information flow. A draft of how the information is currently flowing in the project 

purchasing process will be drawn up using a qualitative method of an interview. Answers 

from the interview will help to visualize and draw how the information inputs and outputs 

are flowing within the project purchasing process. Also, the interview aims to find out the 

best ways of using, sharing, storing, transmitting, and updating relevant information as well 

as allowing respondents to make improvement suggestions. The intention is to find out 

which information adds value to the process, and which information is seen as non-value-

adding. Based on the interview the project purchasing process can be modified to answer the 

needs of the professionals to make the process more efficient. This modified process can 

serve as the basis for creating the guideline “project purchasing process map”.   

This issue should be studied to ensure that the professionals in the case company can 

demonstrate their abilities and know-how in executing their responsibility area tasks 

efficiently. Prerequisites for this to happen require that the information they need for 

fulfilling their responsibilities has been made available and easy to access. Also, this study 

helps to understand each discipline’s important role in information management in the 

project purchasing process. One side goal would be that the professionals would feel heard 

and valued regarding their experiences and perspectives for giving their time to this research 

(Saldana 2011, 79).  In the best-case scenario, this study helps in understanding the possible 

communication barriers that may hinder every process and, hopefully, unite professionals 

into more unified cooperation.  

I am currently working in purchasing and have experience in this specific field and ideas on 

how to make corrective changes. I have also experienced the information overflow which 

gives me great motivation and opportunity to find ways to tackle this and at the same time 

deepen my skillset regarding purchasing. Information gathered from the interviews will help 

someone like me who has started the journey within the project purchasing process to 

understand how the process works and which information is needed to make the process 

succeed. Information received from this thesis can be found important in making the project 

purchasing process more successful in time and budget as well as improving communication 

in the organization. Results received from this thesis can help to strengthen the valuable links 
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in a project purchasing process when participating professionals can understand the 

important linkage between these functions. Different organizations as well as individuals 

can relate to the situation of having a huge amount of knowledge available. This study can 

help organizations as well as individuals how to manage the information in a way that adds 

value to everyday operations and life itself.  

1.1  Research problems, objectives, and limitations 

The problem is how to create a guideline that serves all the professionals involved in the 

process, in other words, finding a way of using, sharing, storing, transmitting, and updating 

relevant information so that it answers to all the needs in the process. Being able to produce 

such a guideline, the following questions must be answered:   

The Main Research Question (RQ) for the thesis is:  

How is information currently managed in the project purchasing process of the case 

company and what kind of information management is developed to make the project 

purchasing process more efficient? 

The main research objective is:  

To create a process map for managing information in the project purchasing process of 

the case company. 

Supporting research questions to answer the main research question are divided into 

questioning the value-adding and non-value-adding activities. Clear and precise 

identification of what the research is going to accomplish can be described with research 

objectives (Saunders & Philip 2011, 18). Sub-research questions as well as sub-research 

objectives are illustrated in Table 1.  

When sub-research questions are divided into questions regarding the value-adding and non-

value-adding activities, the results can be easily divided. Background to the SQ1 is based on 

the literature review of this thesis in which the basic elements of the purchasing process are 

compared to a project purchasing process as well as information gathered from the 

interviews.  
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Table 1 Research Questions & Research Objectives 

SUB-RESEARCH QUESTION SUB-RESEARCH OBJECTIVE 

Value-adding 

SQ1 What information is needed in the case 

company’s project purchasing process? 

1a To organize information relating to the case 

company’s project purchasing process. 

1b To clarify the responsibility roles in the project 

purchasing process 

1c To lay a foundation for continuous updates and 

improvements 

SQ2 Which ways of using, sharing, storing, 

transmitting, and updating information in the project 

purchasing process have been found best among 

professionals? 

2a To guide professionals in executing the project 

purchasing process 

2b To make information easily accessible in time of 

demand.  

 

Non-value-adding 

SQ3 What are the causes for disruption of 

information flow in the project purchasing process? 

3 To keep those activities that add value to the process 

SQ4 Which ways of using, sharing, storing, 

transmitting, and updating information in the project 

purchasing process have not worked among 

professionals? 

4 To keep those activities that add value to the process 

 

For SQ2, SQ3, and SQ4 literature review can give examples and improvement suggestions 

that can be further analysed with reflections on the case company’s experiences via research. 

Used research method will be looked at more carefully in the research methodology section. 

The results from the interview as well as used secondary data will help to answer the main 

and sub-research question and main and sub-research objectives.  

There are certain limitations to the study. The study investigates the concept of the project 

purchasing process from the case company’s viewpoint and does not cover more detailed 

parts of the project purchasing process such as supplier relationship management. In other 

words, the study focuses on internal information management in the project purchasing 

process over external. Despite information management being an important topic in this 

thesis, the study does not investigate detailed knowledge regarding the operations of 

information management systems even though they play a role in storing and transmitting 

information. Limitations have also been made regarding the participating professionals in 

this study. Professionals’ responses gathered from the interview are limited to those people 

in the case company working along the project purchasing process. In addition, not every 
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professional from each function is interviewed due to time restrictions. The only function in 

which all professionals are interviewed is purchasing. Also, certain limitations have been 

made on the case company side regarding certain divisions’ business units. The reason for 

limitations is in keeping the study and concepts to their limits time and scope-wise.  

The validity and reliability of the study can be affected by the results of the interview. 

Failures in reliability and validity can happen if the interview questions do not serve the aim 

of the study or if they are not understood the way wanted. Other reasons for affecting the 

validity and reliability of interview questions are not answering the research questions and 

as a result, the research objectives of the study cannot be met. Also, the study cannot be seen 

as a success if there is not enough information to correspond to the actions in the case 

company’s project purchasing process. To increase the validity and reliability of the study 

these possible obstacles must be realized, and the best way to try to be avoided.  

1.2  Key concepts and structure of the thesis 

 Key concepts of the study include “Procurement”, “Purchasing Process”, “Project”, 

“Information Management” and “Value Stream Mapping”. Concepts are explained 

individually but also combined to answer the research questions. The mission is to keep 

information flowing as well as the project environment alongside the whole text. Project and 

information management have been seen as a guideline for this thesis because of their effect 

on the main topic of the thesis case company’s project purchasing process. These concepts 

will be looked at from the perspective of the purchasing process. Procurement is explained 

from the perspective of setting guidelines for the processes involved in purchasing. Theory 

regarding Value Stream Mapping (VSM) is looked at from the information flow perspective 

to help identify those activities in the information flow that add value, and that do not. Key 

concepts of the study are illustrated in Figure 2.  

Project business determines the operations and strategy of procurement. Procurement guides 

the purchasing process influenced by the project business. Information runs through all the 

operations and this way influences the outcome of all the steps involved. The question 

remains which of this information can be seen as value-adding and which is non-value-

adding? 
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Key concepts of the study are looked at more in detail in the theory chapter. Section 2.1 

begins by describing the definition of a process as well as looking more into the concept of 

Value Stream Mapping (VSM). Also, this section gives insights into how the information 

flows within a process. This section follows with section 2.2. covering procurement 

following the sections of 2.3 in which the characteristic of a project is described. Chapter 

2.4 presents the project purchasing process with its sub-chapters 2.4.1-2.4.5 each 

representing the verified project purchasing process steps for this thesis. The flow of 

information and its management are looked more into from the perspective of these concepts 

in the mentioned sections.  

After the theory chapter, chapter 3 focuses on introducing the research methodology used in 

this thesis. Also, within this chapter methods regarding conducting the research as well as 

collecting data are described in more detail. This chapter is followed by chapter 4 focusing 

on analysing the gathered data by introducing the project purchasing process flowchart in 

sections 4.1, 4.1.1-4.1.5. The created project purchasing process flowchart can be found in 

Appendix 7. Also, in the analysis chapter, the non-value-adding disruptions in information 

flow are introduced in sections 4.2, 4.2.1-4.2.6 as well as value-adding improvement 

suggestions to the flow of information in sections 4.3, 4.3.1-.4.3.5. Fourth chapter ends with 

summarizing the development suggestions for improving the flow of information in the 

project purchasing process. Throughout the fourth chapter, proposed sub-research questions 

for the thesis are answered. 

 

Figure 2 Theoretical framework 
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Chapter 5 focuses on discussing the analysed findings from the research with relevant 

secondary data from the case company’s materials and related literature. Chapter 5 answers 

the main research question of this thesis. Chapter 6 finishes this thesis with conclusions and 

analyses of whether research objectives have been reached. Also, the limitations regarding 

the thesis are considered as well as generalizability. The chapter ends with learnings, 

managerial implications, and proposed future research topics.   
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2  Theoretical background 

This chapter provides the theoretical framework of the thesis and introduces the main topics 

which are closely related to the research of this thesis. Literature for the theoretical parts has 

been gathered using professional guidelines and research articles closely related to the topic. 

The first section focuses on explaining the characteristics of a process, the concept of Value 

Stream Mapping (VSM), and information flow which are crucial in understanding the thesis. 

These follow the sections covering and explaining the role of procurement, the 

characteristics of a project, and describing the steps in a project purchasing process as a way 

of linking the theory into more practicality.  

2.1  Mapping information value streams in a process 

A process can be long or short, logical, or complicated but it always has a start and an end. 

Processes are part of our everyday activities, and this thesis can be one process to mention. 

In short, this thesis process started with a research topic, followed by executing the research, 

and ended up with a research outcome. A process can be described as a series of actions that 

prepare for a desired outcome. To have the desired outcome, the process should initial only 

those activities that create value, in other words, help to reach the outcome that is wanted. 

Value Stream Mapping (VSM) is a process helping to identify those activities that create 

value usually straight to customers and which are non-value-adding ones, in other words, 

those that create waste and costs. (Shuwei et al. 2021, 936; 938.) Waste has often been 

described as e.g., waiting times, unnecessary actions in the process, and defects (Brennan 

2011, 123). When a process is described, it makes it easier to see and identify besides the 

values and wastes, all the parties that are involved in the process. (Nieminen 2016, 4.2). The 

idea is to understand the big picture and this way see if there is more room for cooperation 

and communication (Nieminen 2016, 4.2).   

Shuwei et al. (2021, 936) introduce Procurement Value Stream Mapping (P-VSM) in which 

they combine procurement activities and value stream mapping ideology. When combined 

in a traditional purchasing process, P-VSM can identify the material flow, time flow, and 
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most importantly as a topic of this thesis the information flow. Avison and Torkzadeh (2008, 

21) summarize the meaning of information in the following way:  

“Information comes from selecting, summarizing, and presenting facts in such 

a way that it is useful to the recipient”. 

In this case, one can argue what is considered useful information to the recipient since there 

can be many differences depending on the information receiver. The main idea of an 

information system on the other hand is to assemble, store, process, and deliver information 

to the ones needing it (Avison & Torkzadeh 2008, 21).  Simpson & Prusak (1994, 414) share 

the thought relevant to this thesis by mentioning that the value of information can be 

measured according to the benefit gained from its use. In this case, two aspects can be drawn 

together regarding how information is provided and, on the other hand, how it is used 

(Simpson & Prusak 1994, 414). Draft & Macintosh (1981, 210) distinguishes information 

from communication by stating that communication may only be words or numbers but 

received information need to change knowledge.  

Simpson & Prusak (1994, 415) introduce their “value-added model” in which processes 

adding value to the information are based on truth, guidance, accessibility, scarcity, and 

weight (Simpson & Prusak 1994, 415). These attributes can be well-fitted to the information 

flow in the project purchasing process. The model is illustrated in Figure 3.  

 

Figure 3 Value-adding information model (adapted from Simpson & Prusak 1994, 415) 

Value- 
adding 

infromation

Truth

Scarcity

GuidanceAccessibility
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Especially the first attribute called truth, is quite vital to make a process succeed. Simpson 

& Prusak (1994, 416) certainly highlight the importance of truthful information but state that 

in working environments with fast changes, many may have to be satisfied with available 

information even if there is no certainty whether that information is the absolute truth. This 

is well applicable to the project purchasing process in which projects are dynamic and 

participants need to have confidence in the information received.  

When referring to the scarcity of information Simpson & Prusak (1994, 416) raise the topic 

of competitive advantage which can be achieved with information not accessible to 

everyone. In the project business and purchasing process this can refer to previous project 

information and experiences which can bring a competitive advantage regarding the next 

projects.  

The information that gives guidance is well suited to a process context in which actions take 

place according to a guided process (Simpon & Prusak 1994, 416). In a way, this thesis can 

be seen as guidance to add value to the information since the information flow in the project 

purchasing process is being examined in the research. Simpson & Prusak (1994, 416) add to 

the guidance attribute of information the attribute of “predictiveness”. According to them, 

predictive information can give information regarding the past, present, or future. 

Predictiveness can be applied to projects and purchases in which past and current 

information guides future projects and purchases.  

“Accessibility – the availability of information to its potential user when 

needed and in a from which they can use” (Simpson & Prusak 1994, 417). 

Accessibility of information plays a vital role when looking at the information flow in the 

project purchasing process. Participants should know how to search for information, have 

access to information, gather information, and be able to include relevant information over 

irrelevant (Simpson & Prusak 1994, 417).  

Which affects how relevant, or irrelevant some information is seen is the last attribute called 

weight. Whether the recipient takes the information seriously, in other words, finds it 

relevant there is a willingness to act upon it. (Simpson & Prusak 1994, 417). Weight of 

information is highly applicable to actions in a process that needs information to move 

forward (Simpson & Prusak 1994, 417). For instance, in a purchasing process, certain 

information for actions is needed before moving to the next steps. Simpson & Prusak (1994, 

417) add concepts of time and accuracy to the weight attribute, meaning that timing and 
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accuracy of information relate to the weight receipt of information. In project business, 

where timing is key, this attribute can be found quite relevant.  

When it comes to the developing process, one way to develop is to eliminate everything that 

does not create value for the end-customer. All listed value-adding information attributes by 

Simpson & Prusak may help to identify those activities in the information flow point of view 

that add and do not add value. Still, the process should be as simple as possible so the 

development activities can be easily achieved (Nieminen 2016, 4.2). Process development 

helps in achieving the most reasonable and efficient way of operating as a unified 

organization. To work, all the members involved should take the modified process as a part 

of their daily tasks. (Nieminen 2016, 4.2).   

2.2  Procurement guide lining the actions to serve the project 

As the case company is working in a project environment, the main function of the 

procurement process is to serve the needs and obligations of the business, in other words, 

the project (Nieminen 2016, 3.6). Procurement, purchasing, and sourcing are largely 

mentioned together. Some companies use two subfunctions of procurement which are 

divided into Operative and Strategic Procurement. Operative Procurement includes daily 

operations within purchasing whereas Strategic Procurement focuses more on the business 

development side such as focusing on opportunities in cooperation within a long-term 

perspective and having a reliable procurement strategy. (Nieminen 2016, 1.2-1.3.)  Chen et 

al. (2023, 70) state that the size of the company and its culture affect the processes of 

procurement. Still, procurement usually consists of buying products or services from a 

reliable service provider at a reasonable price (Chen et al., 2023, 71). Procurement as a 

function supports the main functions of the company and procurement strategy should be in 

line with the business strategy (Nieminen 2016, 1.2, 2.1). The role of procurement can be 

seen to provide cost-effectiveness to the whole supply chain as well as to the end-customer 

(Nieminen 2016, 1.2). Nieminen (2016, 1.3) highlights the important role of procurement 

when stating that on average procurement covers 50 % of revenue.  

Shuwei et al. (2021, 936) conclude that the procurement role is in planning, organizing, 

coordinating, and controlling. Nieminen (2016, 1.6) states the main tasks dealing with 

procurement are to ensure timely supply and quality, minimize costs and risks, join in 
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research and development activities as well invite suppliers to join. Also, improve 

standardization, decrease stock to meet shorter delivery times, have flexibility in supplier 

cooperation, and make continuous scanning of synergies. According to Shuwei et al. (2021, 

936), procurement activities include those activities that do not add value such as “waiting 

time, duplicating efforts, confused labor structure, expensive procurement costs, lack of 

flexibility in the supply mechanism and false information.” Also, in global procurement, 

including countries from different regions there can be multiple different expenses such as 

negotiations, expediting, logistic solutions, and quality follow-ups (Nieminen 2016, 2.2).  In 

other words, already mentioned wastes in the Value Stream Mapping model can be identified 

in the procurement activities. The increased role of risk management can be highlighted 

since current events with the COVID-19 pandemic, supply chain disruptions and crises, price 

fluctuations, and availability of raw materials and components have also had their effect on 

procurement activities (Nieminen 2016, 1.3).  

2.3  Definition and characteristics of a project 

A project business is a growing business operation in which project results are based on the 

requirements of the ordering organization (Mäntyneva 2016, 10). Hartel (2022, 3) highlights 

the importance of projects by mentioning that 50 % of work is nowadays carried out as 

projects in many companies. Chua & Godinot (2006, 67) continue that projects are getting 

even more complex and involving professionals from various specializations and disciplines. 

Mäntyneva (2016, 11) and Avison & Torkzadeh (2008, 23) explain that executing a project 

can be one way of answering the special needs of a customer. A case company, operating in 

a project business, can be characterized exactly this way since its execution of projects is 

formed according to the wishes of the customer.  

Many scholars draw similar conclusions when defining distinctives for a project. 

Distinctives to a project are illustrated in Figure 4. Illustration aims to identify how topics in 

the outer ring contribute to the central idea. Mäntyneva (2016, 11) describes the project 

activities to be pre-set and unique. Olson (2014, 2-3) agrees with the uniqueness of a project 

but adds that the activities can be complex and a set of different activities. Hartel (2022, 29), 

on the other hand, questions the uniqueness of projects since project managers are 

encouraged to lead the project uniformly but still with the emphasis that every project is 
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different. One common factor in describing a project relates to the concept of time. 

Mäntyneva (2016, 11), Avison & Torkazeh (2008, 23) and Nachbagauer (2022, 147) share 

the common thought that in projects time is limited with certain restrictions which are 

usually deadlines. Kalff (2022, 90) states that time in the form of a schedule makes the 

project exist. Nachbagauer (2022, 147) adds that time presents past, present, and future.  

Projects are limited costs-wise, and budgets are usually used since resources can be limited 

(Mäntyneva 2016, 11; Avison & Torkzadeh 2008, 23). On top of this, the project has a goal 

that the project manager is set guiding the whole team to accomplish while mitigating all the 

risks involved (Mäntyvena 2016, 11). Avison & Tokzadeh (2008, 23) add to the project’s 

distinctive to be a non-routine job which can be argued since a project usually entails many 

tasks that can be repeated project after project.  

Figure 4 illustrates a triangle pointing toward three distinctives which are scope, time, and 

budget. Triple constraints, also known as The Iron Triangle, illustrate the dependency and 

relationship between these distinctives over one another. (Pollack et al. 2018, 527). It also 

represents fundamental performance criteria in which it can be assessed whether the project 

has been delivered on time, according to budget, and on the agreed scope (Pollack et al. 

2018, 527). It can still be argued whether just these three distinctives can tell the whole 

Project

Pre-set & 
unique 

activities 
(Scope)

Risks

Time

Resources

Budget

Goal

Figure 4 Project Characteristics & Triple Constraints (adapted from Avison & Torkzadeh 2008, 23; Kalff 2022, 
90; Mäntyneva 2016, 11; Nachbagauer 2022, 147; Pollack et al. 2018, 527) 
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performance of a project and nowadays there is more emphasis on the satisfaction of the 

client (Pollack et al. 2018, 544). The relationships between these distinctives can be seen in, 

for instance, whether there is a change in scope, there is usually a change at least in one of 

the other triangle tips, meaning, time, budget, or both. In a way this thought can be applied 

to the process ideology since a project can be described as a process, if one activity is delayed 

it will influence the resources available in timewise for the next activity. Nachbagauer (2022, 

146) points out relating to the time constraint by mentioning that when there is not enough 

time to search for information, do in-depth planning, and manage resources, buffered time 

can help deal with these tasks. Understanding how project distinctives affect project success 

is fundamental to the whole project team.  

According to Mäntyneva (2016, 11) having a project organization can make resource use 

more efficient since roles are distributed and members involved have the motivation to drive 

for the best result. Olson (2014, 2) takes this thought further when mentioning that projects 

are cutting organizational lines, in other words, projects require knowledge of different 

functions in the process. As phases in the project increase, the more complex the information 

gets (Avison & Torkzadeh 2008, 431). Daim et al. (2012, 201) agree with this thought that 

multiple stakeholders in projects increase the amounts of channels that need to be used and 

these channels make the information more complex, and this way increases communication 

problems. Nachbagauer (2022, 149) comes to similar conclusions when mentioning that 

spanning organizational boundaries affects the ability to coordinate information in adequate 

time structures. Despite all the responsibility areas and strict guidelines referred to when 

considering a project, it is still mostly a dialogue in which different opinions of 

representatives are heard and acknowledged (Mäntyneva 2016, 119). Mäntyneva (2016, 151-

152) continues that an organization has a superior competence level when the competence 

levels of different professionals are brought together.  

2.3.1  Information flow from planning, controlling, and closing a project 

As already mentioned, a project follows the process model. As mentioned by Mäntyneva 

(2016, 72-73) 

“In the activity network, the tasks related to the project are described as a series 

following each other from left to right, while the dependencies between the 

tasks are taken into account “. 
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The main steps in the project timeline include planning, controlling, and closing a project 

which is introduced next.  

Planning a project 

Already mentioned distinctives to a project, as explained in Figure 4, are to be set in the first 

phase of a project which is planning. It is well known that even if projects are well planned 

there is always something happening which was not expected. Saxena & McDonagh (2022, 

181) highlight the need for modern organizations to be resilient to adapt to changes. In 

project business, where change is constant, resiliency is a must. For the nature of always 

occurring changes, planning but also reserving time for managing the changes or even risks 

can help to mitigate or overcome them. (Mäntyneva 2016, 137). Information gathered in the 

planning face helps to coordinate the entire project. Information is gathered, for instance, 

regarding the scope, requirements, availability of resources, milestones, schedule, and 

budget (Tomczyk 2005, 163). Still, managing a project, and forming a plan regarding risks, 

communication, quality, and change management plays an essential role (Tomczyk 2005, 

163). Nachbagauer (2022, 154) states that determining time structures for “project start, 

milestones, project review, and project end” can help to decrease coming pressures relating 

to the project from the organization. According to Mäntyneva (2016, 55-56), the most 

important agendas in the planning phase are project schedule, costs, and needed resources. 

Planning project purchases help in being prepared e.g., material price increases. To plan a 

project there are several things to consider and these can include researching, 

communicating, and documenting information (Tomczyk 2005, 163).  

The most important step in the planning of the project is planning how the scope of supply 

will be delivered to the end -customer. For this purpose, Word Breakdown Structure (WBS) 

is used in helping project teams carry out the total scope of the project by dividing needed 

actions into smaller pieces called work packages. (PMI 2019, 3.)  WBS structure works as a 

way of visualizing and communicating to project team members the scope, schedule, budget, 

risks, and progress regarding a project. (PMI 2019, 5.) Hillson (2003, 86) sees it essential to 

structure large amounts of information into smaller pieces to make sure that everything 

necessary is considered. Thinking this from an information flow point of view, breaking vast 

amounts of information can help members understand the big picture and bring focus to the 

activities that are crucial for one’s function. One clear distinctive of a WBS structure is its 

way of representing work in a project in a hierarchical form starting from level 1 as the top 
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level and moving decamping levels below that. (Hillson 2003, 86; PMI 2019, 31.). In this 

case, it means that Top Level 1 is, for instance, a bicycle. Below there are wheels (1.1) and 

below this are the front wheel (1.1.1) and rear wheel (1.1.2).  (PMI 2019, 43.) This example 

of a bicycle pinpoints this view of work packages when it comes to WBS structure. 

According to PMI (2019, 61), WBS can also be used to indicate which work package belongs 

to which organizational unit’s activities by forming the Organizational Breakdown Structure 

OBS. This can be a good way of sharing responsibility areas between different work 

packages. All in all, how detailed the WBS structure is highly dependent on the size of a 

product. Activities when building the structure involve identifying the deliverables and 

actions, structuring the WBS with top levels decomposing lower levels, and creating 

identification codes. (PMI 2019, 66).  

Kick-offs are one good way of sharing responsibilities and getting to know the project and 

project organization (Mäntyneva 2016, 86). Besides project kick-off meetings, there can be 

different functions holding their kick-off meetings such as purchasing and engineering which 

can look at the situation from their own function’s perspective. Kick-offs can be said to be a 

crucial part of project communications and this way should be attended. Hartel (2022, 56) 

highlights the importance of a kick-off meeting by stating that if there are not enough 

preparations done for the kick-off meeting, this can decrease project teams’ motivation and 

compromise the success of the project. The agenda for the kick-off meeting can include: 

• “Scope and goals of the project, 

• Project background, 

• Purchasing scope, 

• Time Schedule and deadlines, 

• Roles and responsibilities of the project members and subcontractors, 

• Rules on how to handle the project, problem collection, 

• Common ways of working and reporting in the project, 

• Starting the work with the project organization,  

• Training project organization, 

• Getting to know project organization”. (Hartel 2022, 57; Mäntyneva 2016, 86.) 

Different departments in the organization can be influenced by several business processes 

(Saxena & McDonagh 2022, 182). Especially in projects in which multiple different 

operators and organizations are involved, the central dependency between the functions must 
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be understood (Mäntyneva 2016, 72). Chua & Codinot (2006, 67) agree on this by 

mentioning that this dependency between functions needs coordination. According to 

Mäntyneva (2016, 26) within the project, there are often situations when the knowledge and 

expertise of other project members are needed, and this is why capabilities in working in a 

group or pairs are highly appreciated. Hartel (2022, 4) verifies the need for teamwork since 

the issues that arise during a project might be too demanding for just one person to take care 

of. Many scholars have highlighted the dilemma of responsibility sharing in a project 

organization. Mäntyneva (2016, 71) states that forgetfulness can happen in those areas of the 

project where there is not a clear person nominated as responsible for a specific task. 

Therefore, the responsibility matrix helps to share the responsibilities within the project 

organization and guide actions. Most importantly, the responsibility matrix helps to decrease 

unnecessary messages when the persons who need to be involved in the messages are 

contacted based on the matrix (Mäntyneva 2016, 30). Besides a responsibility matrix, a 

communication plan can help to set guidelines for communications in a project. Daim et al. 

(2012, 202) and Carvalho (2008) state that projects lacking a communication plan are facing 

a barrier to project success. Mäntyneva (2016, 111) pinpoints the details that would need to 

be included in a project communication plan regarding what information is needed, who is 

responsible for sharing information, and which channels are utilized at which time. Daim et 

al. (2012, 204) bring out an important note regarding the importance of sharing knowledge 

in a team and working synchronized even if a project manager is guiding the project.  

Controlling a project 

As it is often mentioned, a grounding built well in a planning phase serves the rest of the 

project. Plans made previously are crucial in guiding, monitoring, and controlling the project 

in the right direction. In the controlling phase of a project, competencies in managing and 

change management play a role. According to Tomczyk (2005, 164), current progress and 

performance can be measured by the project plan. When a project is ongoing, there are 

resources following the schedule and progress of the project so that the organization can 

react if there is a need for that (Mäntyneva 2016, 17). To keep the project within its triple 

constraints, sometimes adjustments need to be made. Project managers should realize how 

one delay in the project steps affects the next steps of the project and try to mitigate such 

delays (Mäntyneva 2016, 35). Kalff (2022, 83) adds to this thought that in the controlling 

phase of a project, the established schedule needs to be aligned if delays occur. Tomczyk 
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(2005,165) emphasizes in evaluating which corrective actions create the most effective 

outcome. Agreed corrective actions should be then implemented as requests for changes and 

finally adapted and updated in the project plan. This modified new plan should then guide 

the project into delivering the project on time, within budget and scope (Kalff (2022, 93).  In 

case there are changes in the project plans, it is the project manager’s responsibility to make 

sure that all the planning documentation is up to date, and that all changes are communicated 

clearly to the project members. (Tomczyk, 2005, 164.) In case changes need to be made in 

the project, those always need written acceptance, especially if the changes need to be argued 

(Mäntyneva 2016, 106).  When changes are documented, they are easier to distribute around 

the project organization. Nachbagauer (2022, 150) concludes by stating that the 

interdependencies between different functions in a project are shifting throughout the 

controlling phase which means that timeframes and adjustments need to be discussed with 

the whole project team.  

It can be said that the project manager has a vital role in controlling the project. According 

to Wen & Qiang (2019), the aspects shaping a project manager’s skills and knowledge relate 

to the project manager’s knowledge regarding the technology used in the project, experience 

in management, and awareness of risks. One of the many tasks of a project manager in the 

controlling phase is to lead the project team. This leading can happen in multiple ways such 

as holding status meetings, communicating information regarding the project in the form of 

progress reports, and offering guidance when needed (Tomczyk 2005, 164). According to 

Mäntyneva (2016, 99), a project manager should provide all the necessary tools and 

information to the project organization so that in case of problems, there are ways to meddle 

in and this way create quality work. Kalff (2020, 95) agrees with this thought by mentioning 

that everyone participating in the project should have information regarding the status of the 

project and key milestones.  Mäntyneva (2016, 111) states that most of the problems that 

occur in a project are problems relating to project communication. To have a good 

atmosphere and succeed in a project it is vitally important that the messages reach the right 

people (Mäntyneva 2016, 111).  

“In terms of project management, key communication skills are sharing ideas, 

solving problems cooperatively, and distributing updated information” 

(Mäntyneva 2016, 113). 

The project environment certainly brings challenges to the organization’s communication 

because of the project’s characteristics regarding constant change and uncertainty pinpointed 
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with time pressures (Olson 2014, 23).  Mäntyneva (2016, 112) brings out an interesting point 

of view when mentions that to make the project communication succeed it needs to stand 

out from all the other communication happening in an organization. Nowadays, especially 

when there are multiple different communication platforms involved, getting a certain 

message to stand out is a challenge. In the worst-case scenario, if the communication and 

information sharing are not working in the project, it can end up failing the entire project 

(Mäntyneva 2016, 112). Avison and Torkzadeh (2008, 67) add to this thought the 

dimensions of the amount of information whether it is too much or too little. They state that 

if a person feels like having the information repeatedly and sees it as not useful to their 

function, the person tends to pay less attention. This highlights the role of excess 

information. It is also worth mentioning getting to know the project team. A barrier to 

communication in a project might also be a difference in perception (Daim et al. 2012, 202; 

Carvalho, 2008). It might be that when knowing the persons, you are working with, it might 

be easier to understand their perceptions.  

Nowadays project organizations can be spread around different countries, especially when 

working on international projects (Mäntyneva 2016, 27). In international projects, there are 

certain dilemmas when dealing with the project, mostly nowadays in a virtual environment 

(Mäntyneva 2016, 27). Mäntyneva states (2016, 28) that one of the problems when working 

in a virtual environment is that there can be more misunderstandings since people are not 

communicating face-to-face. Also, simple facts such as time zones and cultural differences 

can challenge handling international projects. Just as simple as different languages or 

business systems can create a barrier in communication (Daim et al. 2012, 202; Carvalho, 

2008). In addition, it must be mentioned that it is not only about the cultural differences but 

the differences in being in a certain position can bring. For example, there might be different 

ways of thinking with an engineer and controller.  

Closing a project 

Closing a project and reaching the goals of the project is the last step. Since projects can be 

different timewise the closure of a project can change from a few weeks to years. When a 

project is completed, it is usually handed over from the project manager and execution team 

to the owner of the process or, in other words, the client (Hartel 2022, 48). When the 

executed project scope corresponds to the desired outcome of a client, a project can be seen 

as a success, and closing procedures for the project can begin (Mäntyneva 2016, 111). These 
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procedures can include acceptance of deliverables, releasing used resources, information 

archiving of the project, and one of the most important ones, holding and/or documenting 

lessons learned (Tomczyk 2005, 166). According to Wen & Qiang, (2019), the project 

closing phase often receives too limited attention. The reasons for this can be numerous. For 

instance, project closure can be seen as an obligated administrative procedure, resources 

needed for project closure are already occupied with new projects, there are not enough tools 

or guidelines to support proper project closing or team members are not motivated for a 

project closure for less successful projects (Wen & Qiang 2019; Andersen et al., 2002; 

Lechler & Thomas, 2015; Hartel 2022, 86.) Still, this step is part of the project and crucially 

affecting the future projects to come. Hartel (2022, 48) agrees with this thought since 

according to him information gathered from comparing the achieved results with the planned 

project can be beneficial to the next projects.  

When a project starts with a kick-off meeting including all relevant participants, a lessons-

learned meeting can be a way of gathering the project team back together to evaluate the 

success of the project. Despite evaluating the actual outcome of the project, evaluating the 

management, controlling, and guiding of the project from each function’s representatives’ 

point of view is valuable information regarding new projects. According to Mäntyneva 

(2016, 100), it is vital to understand and acknowledge how the expectations for the project 

match their experience and their satisfaction with the project management. The main idea of 

the lessons learned is to see which activities created value in the project and which created 

waste. This similar value-adding and non-value-adding can also be looked at from the 

information flow point of view. Reflections can be made regarding which information shared 

created value in terms of truth, scarcity, guide, accessibility, or weight and whether there 

was information that did not fill any of the terms. In the project closing stage, project 

managers also manage the external stakeholder relationships in which communication skills 

are again highly valued (Wen & Qiang, 2019). These closing moments with stakeholders 

can be significant for future projects.  

2.4  Purchasing process in a project environment  

Purchases made within projects are one of the biggest costs in a project (Mäntyneva 

2016.56). Nieminen (2016, 3.2) highlights the costs which relate to the process before 
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purchase such as finding, comparing, and choosing suppliers as well as after purchase 

regarding possible fixes, maintenance, delays in delivery, training, and cooperation. Actual 

costs of purchases can be compared to the budgeted costs to see the performance cost-wise. 

Actual costs include the total costs from all the operations, for instance, logistics costs and 

material price increases, etc. (Nieminen 2016, 3.6). After the project, it is important to see 

the actual costs of the purchasing to forecast budgeting for new projects since according to 

Nieminen (2016, 3.6) if measurements are done falsely or inadequately it can risk the 

decision-making.  

In projects, the purchasing organizations are involved because of their expertise in knowing 

how to acquire the best possible products or services while meeting the contractual 

requirements of the project (Tomczyk 2005, 140). Process such as purchasing involves 

multiple professionals combining their expertise. Nieminen (2016, 3.6) furthers this thought 

by expressing the important role of cooperation in a successful purchasing process. There is 

no doubt that good communication skills are highly valued (Nieminen 2016, 3). 

Representatives of different functions participate in the purchasing process. In a process as 

such roles and responsibility areas must be clearly defined in every step of the process to 

make the process succeed. (Nieminen 2016, 3). 

Factors affecting the buying process can relate to an organization’s size, structure, work 

climate, and abilities to use technologies for communication (Lau et al. 2003, 84-87). 

Mäntyneva (2016, 56) highlights that market scanning, contract establishment, and resource 

use both inside and outside the company are key activities in controlling purchases.   

“Operating in an environment in which change is constant, also known as a 

dynamic environment, there needs to be more information gathering and 

processing” (Galbraith, 1977; Lau et al. 2003, 86).  

This level of uncertainty, brought together with task interdependence can be characterized 

to be a perfect fit for the project purchasing process in which there is a dependence between 

the tasks in a project purchasing process, but the project is bringing its dynamic environment 

to the process and resulting increase in the level of uncertainty. (Galbraith, 1977; Lau et al. 

2003, 84-87). Despite the dynamic environment brought by projects, purchasing needs to 

fully fulfil obligations by meeting the customer demands with the lowest possible costs in 

time and the right quality.  
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In this thesis, the project purchasing process is divided into five steps including defining a 

need (scope), choosing a supplier, executing a contract and/ or purchase order, supply 

control, and delivery and acceptance. The following sections from 2.4.1 to 2.4.5 will take a 

closer look at these steps.  

2.4.1  Defining a need (Scope) is critical for the success of the project 

Nieminen (2016, 3) highlights the influence of how one step in a process reflects the other 

and makes a statement that the purchasing process is somewhat doomed to fail whether there 

have been already mistakes made in the first step of the process. Defining a need answer to 

the questions 

• What is needed? 

• Who is needing? 

• In which quantity, quality, time, and cost? 

• How is this need fulfilled? 

• Who is fulfilling this need? 

• In which requirements the need can be fulfilled? 

When defining the need, the features of the supply such as its strategic importance, value, 

and risks follow through the whole supply this way affecting the stakeholders within the 

process, without forgetting the importance of the supply market and availability. (Nieminen 

2016, 3.6.) Defining a need (scope) involves multiple criteria and specifications to be 

followed and defined during the first step of the purchasing process. A specification can 

involve, for instance, requirements relating to quality, materials, certifications, legal, 

compliance, and sustainability (Nieminen 2016, 3.1). In a project environment, budget, 

schedule, and required quality can make this process even more complex. 

Timing matters when defining the specifications of what is needed. It is good to start early 

the process because then a company has more time to have a dialogue with the suppliers and 

focus on the whole market situation and this way come up with the best possible solution for 

the end-customer. (Nieminen 2016, 3.1.) The more specific the product or service is the 

narrower the next steps. If the need is defined on a broad specification, there is more room 

for the next steps. (Nieminen 2016, 3.1.) This highlights the importance of having the need 

defined clearly to all parties involved in the purchasing process.  According to Quigley et al. 
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(1993, 106) need definition step starts the information flow in which requirements for the 

purchased product or service are specified. Lau et al. (2003, 84) highlight the first pitfall that 

can already occur in the first step of the purchasing process regarding the information lacking 

usually affects negatively on the effectiveness of the purchasing tasks. Nieminen (2016, 

11.2) responds to this dilemma with the thought of using systematically gathered information 

from previous purchasing activities to guide future purchases. This thought can be applied 

to the project purchasing process in which information from previous project purchases can 

help to guide future projects and preferably help to avoid making past mistakes. Quigley et 

al. (1993, 106) state that this kind of rebuy situation can be usually handled with experience, 

with few individuals involved, and information usually flows as it should to the next step. In 

situations in which the complexity of the need increases, more individuals need to be 

involved in the process, and the number of information increases (Quigley et al. 1993, 106). 

Draft & Macintosh (1981) share this thought that when complexity and non-routines increase 

so does the processing of information. This same thought is well-known in the project 

business in which the complexity of a project affects the size of the project plan and increases 

the amount of information needed (Kalff 2022, 94). The information characteristics by 

Quigley et al. (1993, 106-109) are divided into “Straight Rebuy”, “Modified Rebuy” and 

“New task rebuy” illustrated in Figure 5. When the needed amount of information increases 

so does the number of participants involved in the decision making. As a result, information 

must be shared among the organization with professionals from different departments as 

well as respecting the end client needs (Quickly et al. 1993, 107; Nieminen 2016, 11.2.) As 

a result, cooperative activities in defining a scope can lead to better success in the next steps. 
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Still, at this phase it is important not to forget the effects of the company’s social culture, 

mission, and operating environment and its effects on the information exchange in defining 

a need (Quigley et al. 1993, 106).  According to Quigley et al. (1993, 107), an organization’s 

structure and company direction determine how the individuals are organized and appointed 

in the decision-making process. In other words, a company’s culture influences the 

information flow starting from the first step of defining a need. 

2.4.2  Choosing a supplier to meet customer demands 

The more the company uses money for purchasing, the bigger becomes the role of the 

suppliers (Nieminen 2016, 1.3). After the need (scope) has been defined and understood 

within the organization, the next step in the purchasing process is to choose a supplier to 

supply the product or service (Nieminen 2016, 3.1). Choosing a supplier process is described 

in Figure 6. Figure has divided the process into three steps including scanning potential 

suppliers, request for information (RFI) and/or request for quotation (RFQ), and comparison 

of quotation (CoQ). Figure looks at these activities from the normal purchasing versus 

project purchasing point of view to illustrate the information that is needed when choosing 

a supplier in a project purchasing process.  

When it comes to scanning potential suppliers, selection can already be narrowed if 

specifications in the scope of supply require specific knowledge and skills from the supplier. 

To avoid misunderstandings within the company or supplier it should be checked whether 

there is a contract already made for the correct supplier to the specified need (Nieminen 

2016, 3.2). Especially in rebuy situations when the scope is clearly defined, contracts ease 

up the time used in this step (Quigley et al. 1993, 107). Searching for potential suppliers is 

needed if there is no contract with existing ones available (Quigley et al. 1993, 107). The 

amount of time this process can take is hugely dependent on the complexity of the scope. 

This process involves scanning the markets and finding ways to approach potential suppliers 

with buyers’ professional knowledge of suppliers in the area (Nieminen 2016, 3.2). Quigley 

et al. (1993, 197) add that in this stage, especially with a modified rebuy and new buy, 

professionals from other functions of the company can be needed, for instance, engineers, 

quality control specialists, and logistics specialists. 
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Figure 6 Steps in choosing a supplier (According to Nieminen 2016, 3.2; Tomczyk 2005, 141-142) 

To innovate and make cost savings it is important to scan new potential suppliers and not 

just use the ones which have already been used before (Nieminen 2016, 3.2). When looking 

for potential suppliers following the financial situation of a supplier, checking compliance 

requirements are up to date without forgetting suppliers’ social responsibility are crucial 

matter before even seeing the full potential of a supplier (Nieminen 2016, 2.2). Within the 

case company, the company’s policies already take a stand regarding which suppliers can be 

seen as accepted business partners. Quigley et al. (1992, 107) see the company’s policies 

regarding choosing suppliers as business partners as filters to control the information flow. 

In project business, end-customers usually make requirements regarding the suppliers that 

can be accepted. This preferred supplier list can include details regarding specific 

geographical areas preferred to be sourced from in the eyes of the end-customer. A preferred 

supplier list then narrows the upcoming steps in the project purchasing process.  

Requisition for information (RFI) and requisition for quotation (RFQ) are activities 

involving in choosing a supplier (Nieminen 2016, 3.2). RFI can be used for new suppliers 

whereas RFQ can be used straight away if the supplier is already a known business partner. 

Formulation of RFQ can be a time-consuming task. Especially in a project environment, 

information regarding different specifications and requirements must be gathered using 

Comparison of quotation (CoQ) +  Negotatiations

Project

Determinants: price and TCO, previous reference, project 
requirements / end customer, country/region, delivery time

Normal

Determinants: price and  TCO 

Request for information (RFI) and/or Request for Quotation (RFQ)

Project

Project specific information 

Normal

Appropriate level of requirements for the product to a 
service. 

Scanning potential suppliers

Project

According to Preferred Supplier List and defined need 
(scope). Using already made contracts. 

Normal

Searching supplier markets based on defined need (scope). 
Using already made contracts. 
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different tools within the company as well as cooperating with different professionals from 

other functions. Nieminen (2016, 3.2) highlights the role of indicating in the RFQ the basis 

for price definition whether it is based on e.g., unit prices, hourly rates, or follows an index. 

Any requirements regarding the supply should be transmitted to the receiving RFQ suppliers 

so that the suppliers are aware of the requirements.  

Only those quotations which respond to the asked information can be compared with one 

another. In case, that there is missing information or interpretations, the buyer should ask 

the supplier for clarifications. (Nieminen 2016, 3.2.)  Negotiations are usually held after the 

comparison of quotations with potential suppliers (Nieminen 2016, 3.2).  In projects, 

negotiations usually include, besides the representatives of purchasing and occasionally 

engineering, the project manager. It can be said that in the final call regarding the choice of 

supplier, price is often a crucial matter. Still, Nieminen (2016, 3.2) likes to point out that 

more than price, Total Cost of Ownership (TCO) is usually the determining factor. TCO 

usually involves all the costs relating to a purchase which can include the costs relating to 

processing the order, terms of payment, contractual items, logistics, quality management, 

etc. (Nieminen 2016, 3.2). When it comes to projects, the supplier’s reference from previous 

projects, factors regarding the supplier’s country or region as well as the ability to meet 

delivery time affect the final call.  

2.4.3  Executing a contract and/or Purchase Order to mitigate supply risks 

A formal contract and/or purchase order is needed for the supply of a product or service from 

the seller to the buyer. Formal order helps to coordinate and follow the supply. This step in 

the project purchasing process starts to involve other professionals in different departments 

and their expertise in moving the supply forward. Contracts should be easily accessible and 

available so that they are used when needed and the maximum benefit can be drawn 

(Nieminen 2016, 3.3). 

“The purchase decision is based upon the information that has been collected, 

how it was obtained, who obtained it, and how was shared and evaluated within 

the confines of the buying center.” (Quigley et al. 1993, 113–114). 

Especially in projects in which many of the obligations and requirements are built to answer 

the end-customer needs, making sure that purchase orders and or contracts include all 
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necessary information is important. Contracts help the parties in sharing rights, obligations, 

and risks involved in the supply (Nieminen 2016, 3.3). Executing a contract and/or purchase 

order is one way of mitigating possible risks relating to the supply. Critical items in purchase 

orders and contracts, especially in a project environment, relate to terms of payments, 

warranties, and penalties. According to Nieminen (2016, 3.4), the basic elements of what 

information needs to be involved in a purchase order are: 

• “Purchase order number/reference number, 

• Scope (product or service), 

• Unit price (including VAT information), 

• Quantity (format), 

• Delivery date, Delivery address, Delivery term, 

• Invoicing address, Invoicing instructions, 

• Terms of payments, 

• Quality Requirements, 

• Penalties, Warranties, 

• Other terms”. 

Other relevant information that might be affecting the processing of the purchase order 

especially in the international business context can be e.g., currency risks when dealing with 

different currencies or customs handling when moving goods internationally (Croxton 2003, 

23). In this case company, like in most companies, purchase order execution is happening in 

an Enterprise Resource Planning (ERP) system. Purchase orders can be executed with a 

Purchase Requisition (PR). 

From the executed purchase order and/or contract the purchase shall move forward to the 

next professionals handling the delivery. This transition from purchasing to the delivery and 

quality management of the product or service is vital. Especially when looked at from the 

information flow point of view there is much at stake for the value of the information in 

terms of truth, scarcity, guide, accessibility, and weight.  
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2.4.4  Supply control managing the supply of goods in the agreed schedule, quality, 

and quantity 

Especially when dealing with critical, larger, and more complex deliveries, a supply control 

function is needed to make sure that the supply of the goods is happening according to the 

agreed terms and timeline. In the case company, functions controlling the supply involve 

logistics, quality management, and expediting. The performance and information sharing 

level of the steps before the supply control, play a vital role in the success of this step. These 

supply control functions, and their activities are looked at next.  

Logistics 

Logistics is the link between purchased products and end-customer. In the case company’s 

project purchasing process, logistics plays a vital role. What can be applied to the case 

company’s project logistics is the delivery of equipment or large quantities of goods which 

require high demands from logistics providers, commercial and management points of view. 

(Hartel 2022, 147). In international projects, business route planning and modes of 

transportation affect the project timeframe and costs (Croxton 2003, 24). Hartel (2022, 19, 

24) points out the trends which are currently affecting the field of logistics which can include, 

for instance, globalization and risk management as well as securing the supply chains. The 

case company operating in the international project business can be said to be vulnerable to 

these trends as well. Especially when it comes to planning deliveries for longer routes there 

can be more risks involved in the delivery because of: “higher number of different modes of 

transport, additional handling process, administrative activities such as customs and longer 

travel times to local suppliers”. (Hartel 2022, 24). Also, packing is one aspect that requires 

cooperation between buyers’ and suppliers’ teams. To the TCO, logistics costs are a crucial 

factor. Hartel (2022, 30) mentions a case in which this thought of impacts on cost from 

logistics operations was given little attention when all attention was given to comparing part 

prices of suppliers.  

Expediting  

An interesting discovery was made in the article by Willoughby (2005, 233) in which he 

states that there is far too much optimism within organizations regarding project schedules 

since projects are never completed on time. One solution to make sure that projects are 
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delivered on time can be to use a function called expediting to supervise the delivery. 

Willoughby (2005, 231) concludes the role of expediting is in monitoring that the supplier’s 

performance is meeting the required quality and deadlines when supplying their products.  

“Therefore, one could postulate that the manner in which the expediting 

function is executed plays a substantial role in the performance of all types of 

projects.” (Willoughby 2005, 231). 

Certain criticism relates to this function being expensive for the project. Willoughby (2005, 

233) states that since the function’s role is to guarantee that purchased goods are meeting 

the project schedules and that the project can be finished in time, costs, for instance, to fast 

logistics can be quite heavy. Also, the function needs resources and some projects might not 

have the budget. This function, like all others in the project purchasing process, is affected 

by the purchase order and/ or contract made by the purchasing function. Agreements made 

regarding the performance measurements from the supplier’s side are important 

(Willoughby 2005, 234). Expediting function can help to follow up on the supply, especially 

if the delivery times tend to be longer and this way receive up-to-date progress regarding 

e.g., manufacturing of a product in supply. With delivery expediting the company can make 

sure that the right products are delivered as agreed, at the correct time, and to the right place 

(Nieminen 2016, 3.5). Willoughby (2005, 234) adds the role of supplier relationship 

management regarding supply control by mentioning that keeping in touch with the supplier 

can help to identify possible risks in the supply before they occur. Taking this thought 

further, information received from expediting steps regarding the supplier’s performance can 

help to evaluate the supplier for future projects.  

Quality Management 

Quality management is a critical part of the purchasing process. With quality management, 

it is made sure that the service or product that has been purchased follows the requirements 

set by the buyer company which is usually based on end-customer requirements as well as 

larger quality requirements that are agreed upon on a global level (Nieminen 2016, 2.2). This 

quality should be followed and monitored according to agreed terms and preset schedules 

(Nieminen 2016, 2.2). In the case company’s project purchasing process supply control step, 

both expediting, and quality monitoring are used to reach the agreed delivery time and scope. 

Supplier audits are one way of making sure that the chosen supplier has all the requirements 

needed to fulfil its duty. Sometimes even services within supplier production facilities are 
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needed especially when certain quality requirements are determining the supply (Nieminen 

2016, 3.5).  Besides the Code of Conduct and audits, there is still a need for cooperation and 

trust between purchasing organizations and suppliers (Nieminen 2016, 7.3).  

2.4.5  Delivered and accepted goods and services 

When the received order and executed purchase order match, the order invoice can be paid 

according to payment terms. (Nieminen 2016, 7.3). Also, it must be made sure that the 

correct documentation is received from the supplier (Nieminen 2016, 3.5). Delivered and 

accepted goods can be seen as a closing point for the purchasing process, in case, if any later 

defaults arrive. This closure can be compared to the project closure in which evaluations in 

the form of lessons learned from the executed purchases can be done. According to Nieminen 

(2016, 3.6), this evaluation is the basis for continuous improvements within the purchasing 

process. Evaluating the execution of the purchasing process and suppliers as well as 

especially the cooperation with the project management team is crucial. These evaluations 

can increase transparency within purchasing activities and improve communication between 

different functions of the company (Nieminen 2016, 3.6).   
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3  Research Methodology 

This chapter provides information regarding the used research method, describes how the 

research was planned and conducted, and how data was gathered for further analysis.  

3.1  Qualitative research in the form of an interview 

Qualitative research can be described as flexible, unstructured, and based on verbal analyses 

(Hammersley 2013, 12). It is often described to be a method to use for studying “natural 

settings” such as people’s everyday lives (Hammersley 2013, 13). The focus of this research 

is on understanding ways of working with those professionals who are involved in the case 

company’s project purchasing process as well as finding possible disruptions in the 

information flow during the process. In other words, studying the natural setting of 

professionals’ everyday work in the project purchasing process. To do the study, there was 

a need to discover how participants could openly share their feelings and experiences 

regarding their field of specialty with predetermined guiding questions. For this reason, a 

qualitative method in the form of an interview was used as the primary research methodology 

for this thesis. This method was discovered to be the best data collection technique in helping 

to gather credible information and meet research objectives. According to Hammersley 

(2013, 12), respondents have the freedom to elaborate or make specifications if needed due 

to the unstructured approach when it comes to qualitative research. Also, an interview can 

be seen as an effective research method for this study since it helps in identifying how the 

project purchasing process currently runs by seeking causal relations and detecting possible 

disruption in information by documenting practices found discursive (Hammersley 2013, 

68).  

To quantify and guide the data collection, secondary data from the case company’s process 

descriptions, manuals, and guidelines were used in drawing the project purchasing process 

of the company. According to Saldana (2011, 76) collecting data from different sources can 

help to gain a deeper understanding and wider perspectives.  

The purchasing process sets boundaries to which data is relevant for the research. For that 

reason, only information regarding the case company’s project purchasing process was seen 
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as valid for the research. Specifications were made to the sample size since only those 

professionals who are involved in the case company’s project purchasing process were 

selected to be interviewed for the research.  

The research process is inspired by a research journal from Jing et al. (2021) in which they 

map the process flow on the procurement value stream mapping their case study of 

investigating the effect of value stream mapping on procurement effectiveness. Another 

inspiration for the research process comes from the research article from Brennan (2011) in 

which the information overload is looked at from the perspectives “Today, principles and 

practices” (TPS) with methods of “Direct Observation”, “Standardizations” and “Types of 

waste”. The research process for this study is described in Figure 7. As it is described in the 

research article by Brennan (2011, 125) direct observation is used to acquire information on 

the techniques of how information is processed. In the research for this thesis, knowledge on 

how information is currently flowing in the project purchasing process was acquired through 

an interview. In the interview, value-adding and non-value-adding activities found among 

professionals were asked. According to Brennan (2011, 126), this step can be described as a 

gap analysis for analyzing what information is necessary to receive but not received but also, 

on the other hand, what information is received but not found relevant.  

 

Direct observation: Conduct an interview:

Case Company's current purchasing process, information 
flow & Value-adding + Non-value-adding activities

Type of waste: Draw Case Company's current purchasing 
process information flow & Discover which means of 
working create value and which do not

Standardization: Modify Case Company's information flow 
in the purchasing process according to suggestions and 
relevant literature & Highlight good and bad practices

Figure 7 Research process (Adapted from Jing et al. 2021; Brennan 2011, 125-126) 
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After observing the current project purchasing process of the company and creating a gap 

analysis, it is possible to detect the waste. In information overload, the waste can be 

considered some information that is not necessarily needed (Brennan 2011, 126). This can 

include all sorts of excess information, with short e-mail replies such as “Thanks!” or just 

being as CC “carbon copy” in a message regarding information not relevant to one’s duties 

(Brennan 2011, 127; Goldsborought, 2009). Other types of waste included in the information 

overload regarding multitasking and keeping information for possible future purposes can 

be found burdening and inefficient (Brennan 2011, 127).  

The last step of the above process description is to standardize those processes that are found 

efficient inside the organization and exclude bad practices. According to Brennan (2011, 

126), ways to simplify a process to answer the needs of the participating professionals can 

help in shrinking the information overload.  

Based on interviews and relevant literature the aim is to answer the main and sub-research 

questions and to fulfill the objectives of the study. This research will help to answer those 

research questions divided into value-adding and non-value-adding activities. This division 

can help the professionals in analyzing both effective and ineffective methods of using, 

sharing, storing, transmitting, and updating information in the project purchasing process. 

Based on the interview the current project purchasing process information flow can be drawn 

as well and modifications can be suggested to guide the case company’s project purchasing 

information flow. The results from the interview can be seen as a success when all the 

research questions are answered, and research objectives are reached. By mapping the 

current project purchasing process regarding information management with its value-adding 

and non-value-adding activities, the result will serve as a future guideline to keep on 

improving the activities to more efficient ones. 

3.2  Conducting interviews 

Interview questions were formed based on secondary material from relevant literature 

regarding the project purchasing process, the case company’s guidelines, and process 

descriptions. Also, the thesis examiner and case company contact person were involved. 

Questions were formed in an interview form including information regarding the 

interviewer’s contact information, the aim of the thesis, the project purchasing process 
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description, meanings, definitions, and instructions, besides the actual questions. Questions 

that were asked from the respondent depended on the function in which the respondent is 

working, meaning, that changes in question perspectives were made. Altogether there were 

six interview forms conducted in PDF form and they are in Appendix 1, Appendix 2, 

Appendix 3, Appendix 4, Appendix 5, and Appendix 6. The main steps, corresponding to 

the actual project purchasing process steps of the case company, were introduced to the 

participants. The steps included information regarding the participating professionals 

involved in each step. The main idea of the interview and preset guiding questions from each 

participant is illustrated in Table 2. 

Defined project purchasing process steps, as illustrated in Table 2, consist of five steps, 

which include examples of several actions to be taken before moving to the next steps in the 

project purchasing process. These actions were pre-determined from secondary data from 

the case company’s own documents and process descriptions to guide participants in the 

interview. Participants who are involved in the project purchasing process were determined 

with the pre-determined actions in the case company’s project purchasing process. In other 

words, a sampling frame is used since the sample is preselected, with a listed population 

(Saunders & Philip 2011, 133).   

Professionals from purchasing, project management, engineering, logistics, quality 

management/expediting, and invoice handling were interviewed for the study. By selecting 

professionals from different functions interacting with each other on the day-to-day project 

purchasing process, more credibility and truthfulness with different viewpoints were 

gathered (Saldana 2011, 76).  

Professionals participating in the project purchasing process were divided based on two 

criteria: 

• Are the professional conducting activities in one or more of the project purchasing 

process steps/-s? In which step? 

Based on this answer, participants were divided into: 

• Professionals gathering and sharing information from one or more steps. 

• Professionals sharing and receiving information from one or more steps. 

 



37 
 

 

 Table 2 Structure of the interview 

 

 

 

INVOLVED PROFESSIONALS  

 

GATHERING INFORMATION 

(INPUT),  

EXECUTING ACTIONS, 

SHARING INFORMATION 

(OUTPUT) 

 

IN THE PROJECT PURCHASING 

PROCESS STEP 

 

 

PROJECT PURCHASING 

PROCESS STEPS 

INVOLVED PROFESSIONALS 

 

SHARING INFORMATION 

(INPUT), 

RECEIVING INFORMATION 

(OUTPUT) 

 

IN THE PROJECT 

PURCHASING PROCESS STEP 

INPUT ACTION OUTPUT 
 

INPUT OUTPUT 

Purchasing 

 

1. DEFINING A NEED (SCOPE) 

 

(Including e.g., technical specification, 

purchasing lists, and kick-off meetings) 

 

Project Management & 

Engineering 

Purchasing 

 

2. CHOOSING A SUPPLIER 

 

(Including e.g., supplier lists, RFQ, 

Supplier Relationship Management 

(SRM), Comparison of Quotations (Da-

CoQ), TCO, and negotiations) 

 

Project Management & 

Engineering 

Purchasing 

 

3. EXECUTING A CONTRACT 

AND / OR PURCHASE ORDER 

 

(Including e.g., purchase requisitions, 

purchase order and/or contract 

documentation + project-specific 

attachments, negotiations) 

 

Project Management, 

Engineering, Logistics, Quality 

Management / Expediting 

Logistics & Quality Management / 

Expediting 

 

4. SUPPLY CONTROL 

(Including e.g., activities in logistics, 

expediting & quality management) 

 

Project Management & 

Purchasing 

Quality Management / Expediting 

& Invoice Handling 

 

5. DELIVERY & ACCEPTANCE 

 

(Including e.g., quality management & 

final documentation, invoice handling) 

 

 

Project Management & 

Purchasing 



38 
 

 

Since not every participant was involved in each step of the project purchasing process, there 

had to be made changes regarding from whom certain actions in the process are asked and 

from which perspective. For example, certain professionals in the project purchasing process 

can be involved only in one action, for instance, invoice handling in the delivery & 

acceptance step. This means that the invoice handling department was only asked about the 

questions regarding step number 5. Delivery & Acceptance regarding information gathering 

(input), executing actions, and sharing information (output) from the delivery & acceptance 

step. On the other hand, project management and purchasing were not active participants in 

the step but were seen as participants sharing (input) and receiving (output) information from 

this step.  

To find out how the information flows, actions were divided into information inputs and 

outputs. Information inputs are needed to execute the action in the step. Participants who 

were characterized as acting participants in the chosen step were asked what information 

needed to be gathered to execute the action/-s in the step. On the other hand, participants, 

who only shared information for this step, were asked what kind of information they shared 

for the step. This way, a match between gathered information and shared information could 

be identified.  Inputs of information can be received by using several channels and tools to 

execute the action in steps. As well as searching for information to execute the action might 

need several tools. The questions also aim to discover which information is hard to find or 

get to execute the action as well as which channels work best, and which complicate the 

receiving of information. These questions were aimed at identifying possible disruptions in 

the information flow. Tools are described with what is meant by them to the participants and 

channels are stated in the interview by using the most used channels in the company such as 

e-mail, Teams chat, Teams channel, phone call, text message, and face-to-face.  

Information outputs from each step are crucial to the next steps in the project purchasing 

process. Participants who were characterized as acting participants share information 

(output) from their activities. Sharing of this information can be done in means of different 

tools and/or channels. Other professionals, in the project purchasing process who are not 

active participants receive this information (output).  

Table 3 illustrates an example of the whole process. Project management and purchasing 

share information (input) to invoice handler. The invoice handler gathers information (input) 

for the execution of actions in invoice handling. The invoice handler shares information from 
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invoice handling (output) and this information is received by e.g., project management and 

purchasing.  

Table 3 Example of information flow process 

PROFESSIONAL INPUT ACTION OUTPUT PROFESSIONAL 

Project Management 

& Purchasing 

 

Shares 

 

 

Gathers 

 

Invoice 

handling 

actions 

 

Shares 

 

 

Receives 

 

 

Project Management 

& Purchasing 

 

After the interview questions were determined and accepted by the case company contact 

person and thesis examiner, interview respondents were contacted using different tools such 

as Teams calls and chats as well as e-mail. Contacted respondents represented the functions 

displayed in the project purchasing process steps, in other words, the functions that were 

categorized being part of the process. These functions include Project management, 

Engineering, Purchasing, Quality Management / Expediting, Logistics, and Invoice 

Handling. The purchasing function was the only function in which all professionals were 

interviewed. For other functions limitations needed to be made due to the limited amount of 

time. The aim of the thesis was explained to the respondent as well as their willingness to 

participate in the interview was asked. To increase possible respondents’ willingness to 

participate, the ability to explain their functions’ actions and wishes to develop the project 

purchasing process to a way of answering all functions’ needs was highlighted. In other 

words, it was clearly stated that respondents do have the ability to speak up regarding 

possible disruptions and bad practices in the project purchasing process information flow. 

According to Hammersley (2013, 68), the unstructured approach in the interview usually 

helps the respondents to respond in their own terms. Besides information regarding the 

interview content, respondents were asked for a suitable date for an interview which was 

described to be held as a Teams meeting that would be recorded to have the ability to analyse 

the data at a further stage. When the date was set for an interview, a calendar meeting request 

was sent via e-mail which included as an attachment the proper interview form for each 

function’s representative so that the respondent could familiarise oneself with the material 

and questions before the interview. All interview meetings were scheduled during 
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summertime from June to August 2023. The scheduled time reserved for each interview was 

from one to two hours.  

All the interviews started in a similar way, which meant that the interviewer explained the 

main aim of the thesis and why this interview needed to be held. The interviewer explained 

which other functions were to be interviewed. Respondents were encouraged to ask 

questions regarding the research. The interviewer shared the screen in the Teams meeting so 

that the respondent had the interview form material available. Video ability was not used 

during the interviews. Despite all the interview meetings starting the same way, there were 

a lot of differences in how the interview moved forward. As it turned out during the first 

interviews, the interview form and its questions were more of a guiding question to keep the 

conversation going and keeping it in the right theme rather than the interviewer would have 

even made sure that every question would be asked. The most important discovery in the 

interview was that the interviewer could listen and make sure to understand the respondent’s 

perspectives and feelings (Hammersley 2013, 68). Some wanted to share the screen and 

explain and visualize their actions within the project purchasing process. Some had already 

prepared a process description of their activities which corresponded with the asked 

questions. After a few interviews when more data was received regarding the actions of one 

function, the interviewer already used this knowledge to find corresponding answers from 

another function. Altogether, twelve interviews were conducted with the following 

representation of each function as illustrated in Table 4.  

Table 4 Each function’s professionals’ representation in the interview 

Function How many persons interviewed 

Project Management 3 

Engineering 1 

Purchasing  5 

Logistics 1 

Quality Management / Expediting 1 

Invoice Handling 1 

 

Respondents were given the ability to choose the language of the interview. They were 

informed that the thesis was in the English language as well as the interview form. Out of 
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twelve interviews, only one interview was held in English, and all others in Finnish. 

Interviews lasted in total from one hour to almost four hours.  

3.3  Collecting data 

Conducting data analysis can be an efficient way to reveal gained insights from the executed 

research (Saldana 2011, 90). All interviews were recorded since it made it easier to listen to 

them again for structuring the data. Since interviews were conducted over a long period, 

reflection and analyses were already made after each interview (Saldana 2011, 90).  

Interviews were listened to once more, and data was written into an Excel sheet by 

transcribing the interviews (Saldana 2011, 90). Excel contained its tab for each respondent 

and the same questions that were in the interview form as well as an additional column for 

additional comments. The date when the interview took place was listed in the Excel. Since 

most of the interviews were held in Finnish the interview material must be translated to Excel 

from Finnish to English. For some words, a translator was used to have the correct meaning 

available.  

Since there were professionals who were asked the same questions, patterns in the 

respondent’s answers were a good way to start analysing data. According to Saldana (2011, 

91) categorizing gathered data into applicable groups can help to organize and clarify 

features and their possible interrelations. Discovering interrelations between respondents’ 

answers was particularly important for this research since the nature of actions in the project 

purchasing process involved interrelations. Saldana (2011, 92) points out that discovering 

how categories “interact” with each other can help with analyses. According to Saldana 

(2011, 92), interaction can be seen as how categories might affect one another or even create 

a “domino effect”.  

As data was received from interviews, more categorization was made regarding the 

presentation of the research. Since the main goal of the thesis was to build a project 

purchasing process map to manage the information, a flowchart was used for this purpose, 

and it will be looked more into in the next chapter. Also, other data discovered from the 

interviews was seen best to be illustrated in the form of tables. Below data collection methods 

are shortly introduced before moving to illustrate them in the chapter 4 analysis of the results.  
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Flowchart representing the information flow in the project purchasing process 

To visualize how the information is currently running in the project purchasing process of 

the case company, a flowchart was created. Data inserted into the Excel file from interviews 

worked as a process description for the project purchasing process in which information 

inputs, actions, and outputs are displayed.  

Coding non-value-adding information in the project purchasing process (disruptions) 

Verbal data gathering used in qualitative research can be applied in seeking non-value-

adding information in the project purchasing process. According to Hammersley (2013, 14), 

qualitative research can help to identify crucial factors when comparing one or more found 

cases. This means that by comparing discovered cases that have been notified as non-value-

adding ones, with enough information crucial factors can be discovered. This kind of in-

depth study can help to seek patterns (Hammersley, 201350). Interviewers were asked 

questions regarding disruptions in the information flow in the project purchasing process. 

Questions that were asked from the participants depending on the function are listed in Table 

5.  

Table 5 Non-value-adding questions for interview participants 

 

INVOLVED PROFESSIONALS 

 

GATHERING INFORMATION (INPUT), 

EXECUTING ACTIONS, 

SHARING INFORMATION (OUTPUT) 

 

IN THE PROJECT PURCHASING PROCESS STEP 

 

 

INVOLVED PROFESSIONALS 

 

SHARING INFORMATION (INPUT), 

RECEIVING INFORMATION 

(OUTPUT) 

 

IN THE PROJECT PURCHASING 

PROCESS STEP 

INPUT ACTION OUTPUT INPUT OUTPUT 

- What information do 

you struggle to 

receive for this step? 

- What information is 

hard to find for this 

step? 

- Which channels 

complicate the 

information receiving 

for this step? 

 

- Which tool/-s 

complicate the 

execution of actions 

in this step? 

- Which channel/-s 

complicate sharing 

of information from 

this step? 

- Which channel/-s 

complicate the 

information sharing 

for this step? 

- Which tool/-s 

complicates the 

information saving 

for this step? 

 

- Which channel/-s 

complicate the 

information receiving 

from this step? 

- What information do 

you struggle to receive 

from this step? 

- What information is 

hard to find from this 

step? 

 

The aim of gathering information regarding the disruptions in the information flow was to 

gather an overview of the actions done in the process which are not seen as value-adding 
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according to respondents. These so-called “bad practices”, need to be introduced so that they 

can be avoided in the future. To some of the disruptions, improvement suggestions were 

given which are looked at next.   

Coding value-adding information in the project purchasing process 

Discovering the value-adding information from the interview data, a coding method was 

applied. According to Saldana (2011, 95), coding helps to classify data for further analysis. 

Information used for coding experiments was respondents’ answers to the questions asked 

in each step of the project purchasing process covering inputs, actions, and outputs. 

Predetermined questions were structured in a way to give the respondents the possibility to 

give improvement suggestions on information flow within the project purchasing. Questions 

that were asked from the participants depending on the function are listed in Table 6. 

Table 6 Value-adding questions for interview participants 

 

INVOLVED PROFESSIONALS 

 

GATHERING INFORMATION (INPUT), 

EXECUTING ACTIONS, 

SHARING INFORMATION (OUTPUT) 

 

IN THE PROJECT PURCHASING PROCESS STEP 

 

 

INVOLVED PROFESSIONALS 

 

SHARING INFORMATION (INPUT), 

RECEIVING INFORMATION 

(OUTPUT) 

 

IN THE PROJECT PURCHASING 

PROCESS STEP 

INPUT ACTION OUTPUT INPUT OUTPUT 

Suggestions for 

improving 

information 

gathering in this 

step? 

Suggestions for 

improving the 

execution of actions 

in this step? 

Suggestions for 

improving 

information 

sharing from this 

step? 

Suggestions for 

improving 

information 

sharing for this 

step? 

Suggestions for 

improving 

information received 

from this step? 

 

Suggestions for improvements were discovered as value-adding points to the project 

purchasing process. With suggestions from professionals, possible improvements can be 

made to better respond to the needs of the organization. Since all professionals representing 

their functions had the opportunity to express their improvement ideas, there were multiple 

different suggestions relating to different themes. As a result, some coding needed to be done 

to categorize the data. Project purchasing process steps work as a foundation for the coding 

practices since received data can be indicated to belong to certain project purchasing process 

steps. With this coding, it was guaranteed that the suggestions would add value to the 

information in the project purchasing process. Cross-case analysis which is one method used 
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in qualitative research can be applied to this data analysing since similarities between 

different respondent’s improvement suggestions were identified (Hammersley 2013, 50). 

Results from the coding experience will be looked more into in the following chapter in 

which results are analysed and presented. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



45 
 

 

4  Analysis of Results 

This chapter analyses the results of this research and is divided into four parts. First, in 

section 4.1, the project purchasing process flowchart is introduced. This follows section 4.2 

covering the non-value-adding information, in other words, disruptions, found in the 

research. Section 4.3, on the other hand, introduces the value-adding information found in 

the research and focuses on giving improvement suggestions to the flow of information. This 

chapter ends with section 4.4 introducing a few additional improvement suggestions 

regarding effective communication and summarises the already made analysis. All sections 

aim to answer the proposed sub-research questions.  

4.1  Project Purchasing Process Flowchart 

In the project purchasing process, information flows from inputs to actions and outputs. 

Since the project purchasing process is a process, it was discovered that a flowchart would 

be the best way to visualize this process. This flowchart was used to visualize how 

information is running from one project purchasing process step to another. The project 

purchasing process flowchart will answer the sub-research question: 

SQ1 What information is needed in the case company’s project purchasing process? 

The project purchasing process steps are illustrated in the flowchart to guide the reader on 

how the process is going. Also, the flowchart aims to give evidence on how certain 

information in the process can be determinant for some actions to be taken place in the 

process. The most used ways of transferring information were found to be e-mail, sharing 

links, chatting, and calling as well as keeping meetings. The project purchasing process 

flowchart is illustrated in Appendix 7 and it will be summarized in the next sections.  

4.1.1  Defining a need (scope) 

When sales professionals have sold the project and all end-customer contract documents 

including attachments are ready, this information is shared with the project and a sales 
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transfer meeting can be held. Sales transfer meeting, according to its name, transfers the sold 

project from sales to the project execution team. This meeting is usually held by the 

nominated sales professional. If there is not an official sales transfer meeting, then the project 

starts with a project kick-off meeting which is held by the project manager and sales assisting 

the meeting. The meeting contains information on what has been sold, for whom, in which 

schedule, in which country, start date, equipment scope, mechanical warranties, delivery 

restrictions, organization chart, etc. Nowadays, these meetings are usually held in Teams. 

One distinctive is that the sales transfer meeting usually includes specific people such as the 

nominated lead buyer but to the project kick-off meeting all purchasers are invited. Still, of 

course with case-by-case differences. From these meetings, memos should be drawn and 

saved to the project in the Document Management System (DMS). The budget is built per 

Work Breakdown Structure (WBS) equipment in the Enterprise Resource Management 

(ERP) system together with sales, project manager, and controller. The budget per WBS 

works as a basis for the creation of the Purchasing Plan (PurPlan) in the ERP system. The 

budget drawn from the ERP system limits supplier choice. At the same time project schedule 

is built and the most important purchases are scheduled in ERP and MS Office together with 

the project manager and scheduler. Altogether schedule should include a schedule planned 

for the purchasing, engineering, manufacturing, logistics, and installation. This schedule is 

saved to the project in DMS. The schedule should let the purchaser know when the goods 

need to be bought and delivered according to the project schedule. This information can help 

in planning the requests for quotations.  

 All end-customer contract documents including attachments should be saved in DMS. The 

meaning of these documents is well visualized in the project purchasing process flowchart 

in which all the instructions formed for the purchases from different functions are based on 

the end-customer contract and its attachments. These function-specific instructions are 

looked at next. 

Document delivery instructions 

Project assistants prepare document delivery instructions together with the project manager. 

These instructions inform the supplier when, to which address, and in which format and 

language documents need to be delivered.  

Engineering documents 
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Engineering provides needed documents for the scope of supply, special requirements, and 

technical specifications. For some products, there are requirements lists or technical 

instructions made together with purchasing. For bigger projects Project Engineering 

Manager (PEM) is used in coordinating information regarding the customer’s special 

requirements and that the project is following the set standards. All in all, instructions are 

gathered for the manufacturer regarding what needs to be considered. These are usually 

transmitted by e-mail and saved in DMS.  

Logistics instructions 

Logistics instructions on how to handle goods packing and marking are prepared by the 

logistics department, shared with the project execution team via e-mail, and saved in DMS. 

These instructions include specific Excel sheets for the supplier to fill when the goods are 

ready for shipping. Before logistics can start making the packing, marking, and shipping 

instructions, they should have the project's commercial agreement and specific attachments 

available since there can be indications regarding customer standards for delivering the 

products. In case needed, logistics can provide information regarding the modes of shipment 

and help purchasing in choosing correct Incoterms together with the tax department.  

Invoicing instructions 

Country-specific invoicing instructions are prepared by the tax department and saved in the 

case company’s connect webpage as well as in some projects saved in DMS. Instructions 

should be checked according to country.  

Expediting instructions 

The expediting function provides instructions for suppliers on how to report the progress of 

their supply. These instructions are shared via e-mail to purchasing and saved in DMS.  

Quality instructions 

Quality has formed its folder in DMS containing all relevant quality instructions based on 

project documentation and end-customer contract. A Quality Monitoring Plan (QMP) will 

be done based on the equipment on PurPlan. Quality check what equipment the end-

customer contract includes and looks the same equipment from the PurPlan, in other words, 

the main equipment. Quality instructions can include summaries of specific areas to guide 

suppliers in having the goods according to scope. Still, product-specific quality instructions 
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need to be added according to purchased goods and those can be checked from the project 

QMP or asked from quality professionals. QMP also includes information regarding what 

kind of visits need to be done to the supplier’s unit. Quality uploads this information in the 

QMP once a month and at the same time, the reports from manufacturing, inspections, 

expediting, and memos are uploaded to DMS. These reports are usually shared via e-mail 

with relevant project execution team members.  

The lead buyer nominated for the project attends to sales transfer meeting and is responsible 

for sharing information with the rest of the purchasing team. According to respondents, 

project highlights from a purchasing perspective include overall scope, some highlights from 

technical specifications, commercial terms, warranties, force majeure clauses, and specific 

quality requirements. Also, information regarding some specific differences to previous 

projects as well as budget information can be shared. These highlights are usually shared 

with the purchasing team via e-mail.  

A project purchasing kick-off meeting will be held to go through the scope, what has been 

sold and what will be bought, who is involved in making the project, schedule, project 

specialties, and invoicing instructions. This meeting is held together with the lead purchaser 

as well as the project manager, including the project execution team. This meeting is highly 

focused on the purchasing and supply control side of the project. Purchasing Report which 

is based on the PurPlan and budget indicating the equipment per WBS element is used in 

this meeting to go through the scope. The purchasing report works as a tool for purchasing 

and project managers to look through the scope and see which items still need to be bought. 

The end document of purchasing reporting includes, for instance, a meeting memo from the 

kick-off meeting, progress and cost charts, and special requirements regarding the project. 

This purchasing report is saved in DMS and updated on an approximately monthly basis 

together with purchasers and project managers depending on the project. Critical purchases 

and risks in deliveries are looked at and ensured that engineering provides binding 

documents. The most critical items can be those which have the longest delivery time. The 

most critical purchases need to be checked up front with the lead buyer in the project to make 

sure that the purchasing will run smoothly and according to the project time frame. Also, the 

end-customer’s preferred supplier list is important since it already narrows down suppliers 

that can be used.  The lead buyer is responsible for creating purchasing order text which can 

be used in ERP making the purchase order (PO) according to project documentation. These 
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texts are saved to the project in DMS and shared with the purchasing team. Besides the texts, 

the lead buyer can create a folder including all relevant project-specific attachments from 

each function which need to be included when a PO is sent to the supplier. This is then one 

way for a purchaser to gather all relevant information for the PO.  

4.1.2  Choosing a supplier 

As it is visualized in the project purchasing process flowchart, information available in the 

DMS system works as a foundation for choosing a supplier step. First, one limitation to the 

supplier selection is the end-customer’s preferred supplier list including all approved 

suppliers. Technical specifications and engineering documents are used in specifying the 

scope of supply. Some specific information regarding the project is summarized in meeting 

memos from sales transfer meetings, project, engineering, and purchasing kick-off meetings. 

Besides this information, the flowchart illustrates other information affecting the supplier 

choice which is coded in lavender colour and shaped as a hexagon. These determinants 

include gathering information about the market situation as well as the supplier’s financial 

stability. The case company has specific tools for the use of gathering reports from these 

statuses. When pondering about the potential suppliers, information is shared between 

project managers and purchasers regarding the cross-project capacity information. There is 

a need to know whether potential suppliers are already booked for other projects. This 

information can be drawn from the company’s ERP system. The company’s Supplier 

Relationship Management (SRM) system contains all relevant information regarding those 

suppliers that have been registered to the system. From this system, purchasers can find 

information on whether there is a contract and price list created for a specific supplier or 

whether the supplier has any references from previous projects. This system also provides 

information regarding executed audits, supplier ratings, and information regarding total 

purchase order volume globally. Whether there is a need to look for new suppliers, SRM can 

propose possible vendors used by other locations. Scanning suppliers online as well as 

visiting fairs can be another change in getting to know new suppliers. When new suppliers 

are looked at, project management, engineering, and quality can be involved in finding 

potential suitable suppliers for the case company’s project needs. The company’s internal 

approved supplier list which can be found on the company’s connect page takes a stand on 
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which suppliers to use. All mentioned information will help the purchaser to gather an 

overall idea of potential suppliers. as well as help in comparing quotations. 

When a Request for Quotations (RFQ) is made, it is sent by e-mail to potential suppliers, 

engineering, project manager, and quality keeping in mind the project schedule. RFQ usually 

includes project information, offer according to related documents, delivery date, standards, 

sizing, materials, quality, incoterms, instructions on progress reporting, documentation, 

packing, marking, and shipping, pricing, and its requirements, terms of payment, warranty, 

purchasing terms, contact persons and attachments. Offers are received per e-mail and there 

are substantial differences globally on whether offers are received according to deadline. 

When offers from suppliers are received it is checked whether offers technically match the 

scope of supply and if the price is competitive. The desired scope might not always be 

realized in the offer. As a reason more time needs to be taken to clarify the scope and these 

clarifications can tie resources from other functions. Finally, negotiations are held with a 

few suppliers to discuss the technical aspects as well as pricing. Usually, the case is that after 

the negotiations when technical aspects are gone through it is found that revision needs to 

be made to the offer. This need for clarification is illustrated in the flowchart since the 

comparison of quotations (CoQ) cannot begin before the quotations are comparable with 

each other.  

According to the project manager, suppliers are compared quite often with engineering, 

quality, and purchasing. All functions have been given the possibility to share their opinions 

and experiences from previous projects. Especially at this point, the supplier capacity plays 

a vital role in whether the project execution team believes that the supplier has enough 

capacity to fulfil its duties. According to one project manager, the role of engineering in this 

part is important since it must make sure that everything that needs to be bought is bought. 

The case company has certain internal rules regarding when quotations need to be reported 

in a Digital Comparison of Quotations (Da-CoQ) system. Usually, in purchases which are 

dealing with higher risks or costs, more participants are involved in the decision-making. 

This tool helps to track reported CoQs per available budget, report total costs, delivery time 

and term, packing costs, and quality costs. With the Da-CoQ tool, purchases are also 

accepted by other members of the project execution team and procurement. On the other 

hand, whether there is not a need to do a Da-CoQ, offers can be compared in any way suitable 

to the purchaser such as Excel. Project managers felt that comparison of quotations excels 
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made by purchasers are an excellent way of representing the relevant attributes when 

comparing offers. This Excel file can be then saved in the Da-CoQ system, DMS, and easily 

shared via e-mail. Sometimes two, or three rounds with suppliers are held before making the 

final decision. According, to case company guidelines, the final call regarding the chosen 

supplier is made by the project manager but still, it is highlighted that it is a joint decision.  

4.1.3  Executing a contract and/ or purchase order 

The project purchasing process starts with the creation of a Purchase Requisition (PR). 

According to company guidelines, this has been nominated to be the responsibility of the 

project manager. Since there are multiple ways and timelines for creating the PRs within the 

company which change per project manager, PR creation has been illustrated in the 

execution of a contract and/or purchase order in the flowchart. This is for that reason because 

this is the last moment when the PR should be created since the purchase order requires a 

purchase requisition. Done and released PRs are usually shared via e-mail by the project 

manager to the purchaser. Sometimes, PR can be found in the project PurPlan in the ERP 

system. Information received from PR has a high impact on the upcoming activities in the 

process and as a reason, the information should be accurate. Information usually included in 

the PR includes material, item name, supplier, item text, and quotation number. The delivery 

date is usually delivered separately since it is usually checked by the project manager before 

handing in the PR. However, in the flowchart, all necessary information found important by 

other functions is highlighted in the step 3. Executing a contract and/or purchase order. 

When conducting a PO, purchasers like to look at previous POs from the ERP system to 

make sure what information is usually included, still depending on the equipment or service 

to be purchased. All relevant project-specific attachments coming from different functions 

as described before are gathered mostly from e-mail and the DMS system. PO or contract 

including attachments is sent by e-mail to the supplier as well as by carbon copy (CC) to the 

relevant project execution functions such as project management, engineering, logistics, 

quality/expediting, and invoice handling. PO or contract is saved in ERP and DMS to the 

project. The naming of these documents should include all relevant information including 

the project name, WBS number, Purchase Order number, scope of supply, and supplier. 
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Also, in DMS, metadata should be filled besides obligatory fields such as supplier and WBS 

number.  

When it comes to order confirmation (OC), this is received from the supplier and compared 

to the PO. Whether OC differs from the PO, verification can be asked from the supplier. If 

modifications need to be made to the PO, for instance on the delivery date, modification is 

made, and if necessary new version will be sent to the supplier and project execution team. 

A new version is saved in DMS and ERP systems. When OC matches the PO, confirmation 

is set as received for each item line in the PO and saved at least in PO attachments in the 

ERP system. 

4.1.4  Supply control 

At this point, reports are coming from the supply control functions such as quality and 

expediting. Quality sends quality control visit reports, manufacturing and quality reports as 

well as makes updates to the QMP so that everyone can follow up on which visits have been 

made and when. In quality visits, the overall quality and progress of the delivery are checked 

and made sure that manufacturing follows the agreed scope. Project managers as well as 

other functions might be involved in these visits. Quality might check the packages as far as 

they have capabilities and know-how but sometimes logistics are using packing experts for 

these checks. At this point of the project, the project execution team can have quality reviews 

to discuss the supplier’s quality.  

Expediting gathers the supplier’s manufacturing progress per project and shares this 

information with the project execution team. Expediting contacts suppliers and receives 

progress reports from suppliers in every two weeks or monthly depending on the project. 

Supplier’s reports include information regarding the percentage progress of orders received 

and confirmed, engineering and manufacturing planning, materials purchasing, materials 

receiving, manufacturing, final inspection, and packing. This concludes a total percentage 

which can be then moved forward to the scheduling department of the project. These reports 

sometimes have photos in them. The expediting summary report is saved to the project in 

DMS. Also, asking for release notes has been added as one responsibility for expediting, and 

release notes received from suppliers are saved to the project expediting folder.   
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Quality visit reports, QMP as well as expediting reports help the last function in this supply 

control which is logistics. Logistics can start planning their deliveries with the information 

they receive from these functions regarding the progress of the supply. These three functions, 

logistics, quality, and expediting work together closely in this supply control step to share 

information. The project manager controls that the information is shared in this step and that 

everything is running the way it should. Still, the most important information for logistics is 

the PO. As already mentioned in the PR part, information coming from the PR and PO are 

determinant factors for logistics. This information helps logistics to plan the delivery as well 

as make sure that goods are moving according to global requirements and protocols. The 

purchaser sends project-specific logistics instructions and Excel files as attachments to the 

PO to the supplier. The supplier fills in the Excel and sends it the back to project logistics 

contact person. Before shipment, photos of packing are required from suppliers to ensure 

that the packing is done according to instructions. Logistics works quite independently at 

this point and only if the packing has been done insufficiently, misunderstanding with taxes, 

or modifications to the PO need to be made, logistics involves purchasing in this step.   

4.1.5  Delivery & Acceptance 

Supplier sends final documentation regarding supplied equipment to project assistants who 

transfer these documents to the quality department. Quality check final documentation in 

DMS. Documents are either approved or rejected depending on their match to the quality 

requirements. The quality department uses DMS metadata to inform whether documents are 

checked or not. Modifications to the documentation need to be made by the supplier if the 

documents are faulty. When a supplier sends new modified documents, they need to be 

checked again.  

The invoice handler receives the invoice from the supplier as well as any other guarantee 

forms that might have been delivered earlier in the process. First, the invoice handler should 

be able to find from the invoice which PO and project the invoice is for. The invoice handler 

checks that the invoice matches the PO by checking which are the payment terms, what has 

been ordered, and at which value. The invoice handler also checks whether there is a match 

between the invoicing instructions used in the PO and Value Added Tax (VAT) in the 

invoice. Sometimes, the invoice handler needs to contact logistics to inquire more 



54 
 

 

information regarding how the goods have been moved since it affects the VAT information. 

On top of these, the invoice handler checks whether the receipt of the goods is done, and all 

final documents have been received, checked, and approved. Then invoice handler sets an 

approval round for the invoice that needs to be approved by the project manager in the ERP 

system. In case, for instance, final documents have not yet been delivered or checked and 

approved, the invoice handler ads quality function as a part of this inquiry round. The invoice 

handler waits until quality has approved the final documentation received from the supplier. 

After quality has notified that the final documents are approved and the project manager has 

accepted the invoice in the ERP system, the invoice handler can forward the invoice for 

payment according to agreed payment terms and at this point, logistics inserts the goods as 

receipt in ERP. 

Many changes to the POs might need to be made since, for instance, a change in scope can 

result in additional costs. These modifications are usually added to the PO by the purchaser 

with the given PR by the project manager. A change order is this way created to be in line 

with the invoice. 

4.2  Disruption in the information flow creating non-value-adding information 

Non-value-adding information in this thesis is described with disruptions. Disruptions in the 

information flow can cause delays in the process and as a reason, these disruptions should 

be discovered and mitigated or even removed. This section aims to clearly state which were 

the most common disruptions experienced by each professional at each step of the project 

purchasing process. Also aim is to dig deeper and understand which are the consequences of 

these disruptions to the whole information flow in the process. This section aims to respond 

to the following sub-research questions: 

SQ3 What are the causes for disruption of information flow in the project purchasing 

process? 

SQ4 Which ways of using, sharing, storing, transmitting, and updating information in 

the project purchasing process have not worked among professionals? 

Gathering information regarding the disruptions in the information flow in the project 

purchasing process was discovered to be a way of answering these sub-research questions. 
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This was done by categorizing information per project purchasing process step in helping to 

identify to which step each disruption belongs. This way there was a possibility to discover 

whether there are more disruptions for one step compared to another. These were listed as 

non-value-adding information since either information was not received, or there was too 

much of it or this information included mistakes so that clarifications needed to be made. 

First Table 7 summarizes the non-value-adding information or disruptions for the project 

purchasing process steps 1. Defining a need (scope) and 2. Choosing a supplier and 3. 

Executing a contract and/or purchase order. The disruptions are looked at more in detail and 

explained with the comments from interview respondents. This section focuses on 

introducing and explaining the disruptions but does not give improvement suggestions on 

how to tackle them, since this is done in section 4.3. 

4.2.1  Disruption in defining a need (scope) 

End-customer contract and technical documentation & Sales transfer meeting 

As it was stated by all respondents as well as visualized in the project purchasing process 

flowchart, end-customer contract, technical documentation, and all attachments are vital for 

all functions participating in this process. Since these documents are the basis for instruction 

creation for multiple functions, they need to be available as soon as possible. Respondents 

commented that these documents can be divided at least between two tools which are Teams 

folders and DMS causing confusion. Also, many comments were given that technical 

specifications include mistakes and false information which makes it difficult to grasp what 

is correct in the document and what is not. This false information can mislead those functions 

that have different levels of know-how regarding the technical aspects. One respondent 

mentioned that these documents might not include all promises made between salespeople 

and customer in a reported format and as a result, some promises can be found out later 

causing possible disruptions to the process.  

Besides these documents, one important way of delivering the information regarding the 

sold project is the sales transfer meeting. According to project managers, there are 

differences between salespeople whether they keep this meeting or whether there is just the 

project kick-off meeting held by the project manager. 
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Table 7 Non-value-adding information in the project purchasing process part 1. 

Non-value-adding information (disruptions in information flow) 

1. Defining a need (scope) 

End-customer contract & Technical 

documentation 

- Saved in multiple locations. 

- Not found early enough. 

- Technical documentation including 

mistakes or missing information. 

- Technical standards and requirements did 

not receive enough attention. 

 

Sales transfer meeting 

- Not holding this meeting separately from 

the project kick-off meeting. 

- Differences between salespeople in 

conducting these meetings. 

 

Engineering documentation 

- Information related to the latest 

version of the documents is hard 

to receive/find. 

- Different naming habits for the 

documents. 

 

Purchasing Plan (PurPlan) 

- Not active early enough. 

- Not including all equipment and 

services per WBS element.  

- Including false data. 

- Not including PRs. 

 

 

2. Choosing a supplier 

TCO methodology 

- All relevant functions affecting the total 

costs are not included in choosing a 

supplier. 

- TCO thinking is not actively in use. 

 

Request for Quotation (RFQ) 

- Supplier is overloaded with irrelevant information in the RFQ phase. 

- Suppliers might be contacted too often. 

 

3. Executing a contract and/or purchase order 

Purchase Requisition 

- Not received in time. 

- Differences in from whom and when to 

receive for purchasing. 

- PMs hand over their responsibility in 

making PRs to someone else. 

- Wrong material numbers 

- Materials not released by engineering in 

time. 

- Material acquisition takes time. 

- Not enough knowledge inside the house 

for creating purchase requisitions. 

- Wrong item descriptions. 

- Combination of products purchased and 

PR lines do not correspond to the delivery 

follow-up. 

- Difficulties in creating PRs for more 

specified or smaller equipment. 

- Doesn’t seem to be a way of continuously 

developing and monitoring the efficiency of 

this process. 

 

Quality documentation 

- Difficulties in understanding 

and gathering correct quality 

documentation for that equipment 

are not listed in QMP.  

Purchase Orders 

- Including long texts takes time. 

- Purchase orders are too wide and too 

long. 

- Purchase orders do not include 

everything that is needed by other 

functions. 

 

 

Project managers reported that by just keeping the project kick-off meeting there is a risk 

that something crucial which should have been mentioned is forgotten. There was a feeling 

that if project managers were responsible for holding the meeting, there would not be enough 

presence for the salespeople to share their knowledge regarding the sold project.  
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Engineering documentation 

Another commonly raised issue between interviewed functions related to engineering 

documents. There was a difficulty in receiving verified information regarding whether an 

engineering document saved in the DMS was the final version. This uncertainty affected in 

causing disruptions in moving forward with purchasing. As a reason, additional 

communication with engineers always needed to take place since there was a need to verify 

the latest document version. Quite many purchasers had the experience that when a purchase 

was already done with engineering documents, a new version of documents was announced. 

Meaning that the information on the PO and its attachments was no longer up to date. 

Updating relevant documentation and sharing information with suppliers as well as other 

functions caused additional work and took time from other activities. Also, respondents 

stated that there has not been a common naming procedure for engineering documents which 

again caused disruptions in finding correct documents for POs. On top of this, sometimes 

naming used in the documents didn’t make sense to other functions.   

Purchasing plan (Purplan) 

The PurPlan works as a base for the upcoming purchases to take place. It should represent 

all equipment and services per WBS element. This plan is used by all the functions, and it 

includes relevant information for their work. The most common comments causing 

disruptions in the information flow related to the information lacking in PurPlan. This meant 

that not all equipment or services were included in the plan. This caused disruptions in 

project purchasing since in the worst-case scenario, equipment or services that should have 

been bought were not bought. Mostly, the ones that were missing from the plan were smaller 

items but still affected the total scope. Another point from the purchasing point of view was 

that there were differences between projects regarding whether PRs were available in the 

PurPlan. Additional communication is again needed, if the PurPlan does not include PRs. 

According to logistics the challenge with PurPlan is that it might not include all items which 

need to be followed, which makes the following quite impossible for logistics. Logistics 

mentioned that they try to trust that the information on PurPlan is truthful. Troubles were 

also reported by the participants in not having PurPlan early enough to plan purchases and 

to create QMP for quality.  
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4.2.2  Disruption in choosing a supplier 

Total Cost of Ownership (TCO) 

Even though it was stated that there is a lot of cooperation between all functions within the 

project purchasing process, the Total Cost of Ownership (TCO) methodology doesn’t seem 

to unite functions. This thinking was especially noticed in the discussions with purchasing 

and logistics. Purchasing stated that current purchasing only in some cases contributes to the 

ideology of TCO. Logistics saw this problem even worse since they felt that their functions’ 

influence on the TCO had not been considered when choosing suppliers. According to 

logistics respondent, costs in logistics always seems to be realized during their activities in 

supply control.  

Request for Quotation (RFQ) 

Requests for Quotation (RFQ) handled by the purchasers seemed to include too much 

information and this way burden the suppliers. According to one respondent suppliers are 

sent information that is not relevant at that phase of the project purchasing process. This 

overload of information can make it difficult for new suppliers to offer. It might be that the 

supplier is wondering which of this information is relevant to know for the offer and in the 

worst case forget to include what is necessary. Also, one respondent mentioned the following 

related to the frequency of contacting the supplier:  

“Quotations from suppliers might also be already asked in the sales phase and 

when those are asked multiple times in a row (worst case scenario, not leading 

to a deal) the suppliers start to frustrate”. 

4.2.3  Disruptions in executing a contract and/or purchase order 

Purchase Requisition (PR) 

One of the most raised disruptions in the flow of information and performance of activities 

in the project purchasing process was influenced by the Purchase Requisition (PR). During 

the interviews there were many comments relating to this and some of them are examined 

next.  
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First, it was made clear that PR was somewhat key determinant before a project purchasing 

process could begin. One of the respondents stated:  

“Purchase order process starts with purchase requisition”. 

It was clearly stated that the project manager should be responsible for creating PRs for the 

purchasing department. Still, according to the interviews, there were quite many disruptions 

in this process. Starting with who is creating PR, the comment to this was that this depends 

on the project manager. Sometimes project manager can transfer this responsibility to 

another person who has the right to do the PR. In case a project manager does the PR there 

were wide differences between the project managers and how they create the PRs. So, the 

purchaser will never know from whom the PR is going to be received and what is the quality 

of this PR. Then many comments were given about the PRs not being ready in time which 

ended up prolonging the project purchasing process as well as other activities. Purchasers 

stated that the PR content cannot, in many cases be trusted, so purchasers needed to check 

whether everything was according to their knowledge. Purchasers reported that they needed 

to assist the project managers with the PRs, quite often, just to get the process forward. One 

common factor found among the respondents, related to PR material management. Project 

managers reported it was complicated to get the materials to the PRs since the correct 

materials were considered hard to find. Some said that the reason for this is that engineering 

does not release the materials into usage early enough and some stated that correct materials 

especially for special equipment or accessories were hard to find. Also, the wait for new 

materials for the PRs was too long in a fast-phase project environment. One comment was 

that project managers do the best they can with the time they have. If there is not enough 

time available, shortcuts are taken. One purchaser wondered about the current PR creation 

process:  

“Is there just too much going on with the PMs that they do not have the time? 

Do not understand the meaning of it? “ 

The meaning of the PR was thought by the logistics professionals: 

“PRs might be opened in a rush not thinking about the consequences.” 

Professionals clarified a bit more about the situation when it comes to the consequences. As 

it was already mentioned, purchasers do not trust the information stated in the PR. As a 

reason, modifications often needed to be made. In case, when modifications were not made, 

some worst-case scenarios were witnessed by the logistics department. When logistics are 
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preparing documentation for shipping, those documents are based on PO item lines. PO item 

lines are based on the information coming from the PR. These item lines describe what has 

been bought, as detailed as possible. Item description such as “accessories” has been used 

quite often which does not tell anything about the actual items purchased. Other information 

visible and needed for logistics are quantity, delivery date, item/ order sum, incoterms, 

additional packing purchased, delivery address, and invoicing instructions. Logistics follow 

up on certain quantities stated in the purchase order and check if everything purchased has 

been delivered. With incorrect quantities, there can be consequences that not everything that 

has been purchased has been delivered. Delivery date affects not only logistics but 

expediting and quality as well as of course project scheduling.  

What was an interesting discovery from the PR disruptions was that the receiving party, 

which is mostly purchasers, has not given any feedback about the challenges when it comes 

to receiving PRs to the project managers. On the other hand, project managers stated that 

they would like to hear feedback regarding this process since they would want to make it as 

easy as possible for the purchasers.  

Quality documentation 

The purchaser collects quality documents to be sent to the supplier with the purchase orders. 

One purchaser wondered: 

“How much it is our responsibility to collect all technical documentation to the 

PO or to contract?” 

A common obstacle between purchasers was in finding correct quality documentation. To 

main equipment, the Quality Monitoring Plan (QMP) was used to check the required 

documentation and according to respondents, this works extremely well. On the other hand, 

disruptions in information flow were experienced when looking for quality documents for 

the equipment that was not part of the QMP: 

“Could be more cooperation with quality. It would be nice to receive more 

information regarding what kind of quality requirements are needed for which 

equipment. This information can be of course received from the QMP (Quality 

Monitoring Plan), but which quality requirements are needed for everything 

else (smaller equipment, etc.) this information is hard to find or know. What is 

enough and what is maybe too much? Of course, purchasers can always ask 

for this information, but this also takes some time. This information regarding 

the inadequate quality documentation might come up when the invoice has 

been received”. 
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Purchase orders 

Creating POs was found to be time-consuming by purchasing professionals. One cause for 

this was the length of the PO which tended to end up being quite long when all information 

from other functions were included. Many comments were given that due to the length of 

these orders, suppliers might not read everything stated in the POs causing disruptions later 

in the process. When inquired from other functions concerning the information in the PO, 

according to logistics these orders did not include information relevant to their function. This 

relates to the PR disruptions described above.  

Second Table 8 below, continues the project purchasing process by summarizing the non-

value-adding information for steps 4. Supply control and 5. Delivery & Acceptance. It also 

introduces disruptions in the information flow in the whole process. The disruptions in the 

information flow are looked at in more detail and explained with the comments from 

interview respondents. This section focuses on introducing and explaining the disruptions 

but does not give improvement suggestions on how to tackle them, since this is done in 

section 4.3. 

4.2.4  Disruptions in supply control 

Expediting function & reporting 

One of the most controversial topics during the interviews was the role of expediting and its 

reports. Since there were both opinions, good and poor, stated for this function, this section 

focuses more on the low lights of this function, since the highlights are looked at more in 

detail in the value-adding section 4.3. in which suggestions for improvements are given.   

Firstly, there were comments relating to the truthfulness of the information: 

“The function is looking for its place and is under development. In case the 

supplier is manufacturing equipment, we might have Quality Control doing 

checks at the manufacturing unit and this person does the progress report on 

top of this expediting ask for the Excel file from the supplier regarding the 

progress with possible photos. In the expediting e-mail when they state the 

percentage of manufacturing progress, this information might not be that 

accurate. If the PM and quality manager go to see the progress in real-time the 

situation might be different than what is stated in the expediting report. This 

situation is difficult for the logistics since they are not receiving the correct 

information”. 



62 
 

 

 

Table 8 Non-value-adding information in the project purchasing process part 2. 

Non-value-adding information (disruptions in the information flow) 

4. Supply control 

Expediting function & reporting 

- In the fast phase projects are too slow in 

providing information. 

- Too distant from the suppliers. 

- More photos regarding the progress in 

reports.  

- Suppliers not interested in filling reports. 

- Too few resources. 

- Information is not truthful. 

- No information regarding has some delays 

have been agreed upon or not. 

Supplier’s performance 

- Not followed and monitored by equipment by function.  

- Information gathered not used in other functions for upcoming projects.  

- Information from installation not connected to engineering and purchasing.  

- Responsibilities and activities in handling OTP data.  

- Information is not shared regarding coming supplier visits between 

different functions to attract more people to visit suppliers.  

 

5. Delivery & Acceptance 

Invoice handling & Final documentation 

- Invoices with insufficient information. 

- Logistics have not inserted Goods Receipt in Purchase Order in ERP. 

- Wrong invoicing instructions are used. 

- Final document checking takes time and resources. 

- Often faults in final documents and requested modifications take time. 

 

Disruption in the whole process 

Change management 

- How to deal with changes in engineering 

documents, POs, etc.  

- Who is responsible for updating changes 

and sharing information? 

- How information should be shared? 

 

Project meetings 

- There are differences between 

project managers who hold 

regular project progress 

meetings held or not and those 

who are invited to these 

meetings.  

 

Resources 

- Not having enough resources 

for specific tasks. 

Saving and naming information 

- Saving information into wrong tools / 

not saving information at all. 

- Not using standard naming on 

documents. 

- Information is not saved early enough in 

the process. 

 

Sharing / not sharing information 

- Distributing emails to non-effecting 

parties. 

- Not sharing information at all, sharing 

information too late. 

 

 

To defend this situation with expediting, a comment was given that current resources in 

expediting cannot cover the workload to produce truthful information. Expediting was 

viewed to be constantly asking after the non-received reports from suppliers. For this, a 

comment was given when this situation was viewed from the supplier’s side: 

“In many cases, it might be that our suppliers are rather manufacturing our 

products than willing to fill in any excels”. 

Another question raised during the interviews related to the expediting reports and who is 

taking care of whether the supplier has announced a delay in delivery. Logistics mentioned 

that whether this kind of information was received no one seemed to do anything about it. 
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The project manager said that this situation has been quite often handled by the project 

manager since at this point purchasing has already been done and the goods are moved to 

supply control. Also, logistics need to get involved since they need to know new delivery 

dates. It turned out that this responsibility area had not been that well considered and decided.  

Supplier’s performance 

Following, reporting, and controlling the supplier’s performance were seen as major 

disruptions in the information flow, especially when considering future projects. Firstly, 

according to respondent feedback from functions such as logistics, expediting, and quality 

concerning supplier’s performance was not received: 

“We do not receive feedback from this step in the purchasing process, which 

would be extremely important to receive so that we could insist on better 

performance from our suppliers. Feedback regarding delivery times, and 

quality issues but also feedback regarding what went well. How well has the 

supplier performed in creating the documentation and delivering 

documentation? If there are problems in documentation this knowledge might 

not reach us so that we could insist on better documentation”.  

Secondly, there were challenges noticed in gathering this kind of information for future 

usage:  

“Maybe there could be a need to get the On Time Delivery (OTP) information, 

but it should come straight from a system. In case it is collected manually there 

is a lot of work. Then there also should be correct delivery days and we could 

straight up see the information was the equipment delivered or not. Still, there 

should also be a record regarding all previous deliveries to have more data 

about the capabilities and whether is there a certain trend. Who collects this 

data and does this person have the time and resources? At this point the data is 

received by interviewing PMs, how everything has gone, or the reports from 

the quality department are considered”.  

Thirdly, using this information for future projects was highlighted: 

“We do not receive information on how the suppliers have performed in our 

projects. If a supplier fails in one project and in a new project, there is a new 

purchaser and PM, that information about the supplier's failure might not reach 

the next project. For example, issues with deliveries (being late) or issues with 

quality. Would need to look at the supply ability of a supplier between projects. 

Also, to make sure that the supplier knows what we expect from them as a 

supplier. Late deliveries and problems with quality are usually dealt with at the 

project end meetings but this can be 2 years from when the problems have 

occurred and at this time the supplier has been used all over again”.  
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Also, comments were given to the lessons learned meetings to which information regarding 

supplier performance should be gathered. One respondent commented that information 

regarding smaller deliveries, or supplier’s capacities in delivering documentation were not 

topics that were discussed in these meetings. Also, another one mentioned that whether the 

lessons-learned meeting was held, really depends on the project manager having the time to 

hold it.   

Lastly, there was a comment relating to seeing both sides of this performance measurement 

since not always suppliers are causing defaults in the delivery: 

“We also tend to blame the supplier and we are quite bad at giving a helping 

hand even though we have a lot of knowledge within the house. The same 

mistakes are repeated in the next project”.  

4.2.5  Disruptions in delivery & acceptance 

Invoice handling & Final documentation 

As it was well discovered during the interviews, many disruptions earlier in the project 

purchasing process, finally end up in the workload of the invoice handler. The invoice 

handler stated that too often there is a problem that there is no indication of an order in the 

invoice received from the supplier. In this case, the invoice handler needed to the use ERP 

system to find the relevant PO for the invoice. Also, when the PO was found it might be that 

it did not include information regarding relevant contact persons such as project manager, 

quality, and logistics. The invoice handler stated that this information is required so that the 

invoice can be moved forward to the quality for final documentation check and the project 

manager for approval. PO containing insufficient information might end up forcing the 

invoice handler to open the DMS system and find an organization chart for a specific project 

to find the correct contact persons. All in all, if an invoice does not include needed 

information, there are many tools in which information needs to be collected to move on 

with one’s actions.  

Invoice handler often asks for information from logistics regarding the goods movement 

which represents a basis for VAT information so that the invoice can be handled correctly. 

The invoice handler stated: 
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“There might be a lot of changes in these regarding where products are left and 

where are they delivered. It might be just a flight change. This information is 

highly needed in invoice handling because it makes a difference in the 

invoicing instructions, what information needs to be in the invoice, and which 

VAT code is used. There might be substantial costs involved if we use the 

wrong VAT instructions”.  

The invoice handler pressed the issue on how it is vital to check the invoicing instructions 

carefully: 

“In some cases, the invoice can be faulty, usually if there should have been 

considered some specific invoicing instructions. In this case, the invoice needs 

to be corrected. There are still a lot of faulty invoicing instructions in the 

orders. But the case can be also that the supplier does not read our multiple 

attachments, and this is the reason why the invoicing is faulty. I send an e-mail 

to the supplier and ask for a new invoice with the correct details. These 

discussions also employ people from logistics, purchasing, invoice handling, 

and tax department”. 

Logistics are usually not in time to insert the receipt of the goods into the purchase order in 

the ERP system. According to logistics, this is usually done in a late stage due to changes 

that are quite common in projects but sometimes this action is forgotten. Due to this, the 

invoice handler needs to ask the logistics professionals to perform this action since this needs 

to be done latest when the project is closed. This causes some additional communication and 

work for the invoice handler.  

Receiving final documentation from suppliers and the quality department having the time to 

check them was another common discussion during the interviews. Final documentation 

needs to be received from the supplier before the invoice can be paid. The invoice handler 

commented on this: 

“When we receive the documentation, it takes a while before quality has had 

the time to check the documents especially if there is a need to ask for more 

information or change something in the documentation. Documentation is 

always asked from the quality department with inquiries from the ERP system 

because even if I could verify whether the documentation is checked DMS 

system, I don’t have enough knowledge to know whether these documents are 

okay or not. Asking after the quality documentation employs the quality 

department, purchasers, and invoice department. I need to come back to the 

same invoice all over again until everything is okay, and the invoice can be 

paid.” 

The quality department commented on the final documentation check: 
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“Since we have 60 days net in use in our purchases, we will receive the invoice 

before we receive the documentation. But it is only the quality department that 

has the responsibility in getting the final documents”.  

4.2.6  Disruptions in the information flow of the whole process 

Next disruptions in the information flow are looked at from the whole project purchasing 

process point of view. These disruptions cannot be applied to just one project purchasing 

process step but rather all of them.   

Change management 

Change management can be applied to any changes happening in the project purchasing 

process that need to be managed. Looking from a project point of view, change management 

should be constant since changes are occurring all the time. When it comes to purchasing 

and engineering cooperation, the discussion was raised about whether there is enough shared 

information between these functions on how to manage changes and which tools and 

channels should be used. Engineering commented: 

“In case there is a need to revise an engineering document, something that was 

not considered in the order, how are the costs made by revisions dealt with? 

And if there are revisions to the engineering documents, can this information 

be straightly communicated to the supplier, or does the purchaser need to be 

involved?” 

The invoice handler on the other hand commented on whether purchasers always remember 

to modify the purchase orders according to actual costs. Modifications take time as well and 

sometimes can even employ several people. 

Project meetings 

The project execution team shared a common view regarding the differences between project 

managers on whether they keep project meetings during the project. Two opposites of this 

are either keeping project status meetings e.g., monthly, or not having these meetings at all. 

According to the project manager who does not keep regular project status meetings the 

reason is that in bigger projects there is just not enough time to prepare everything for the 

meetings. When you have too many tasks to handle, meetings are usually the first activities 

left out to save some time. This project manager was keeping up with all the key persons in 

the project execution team daily to share information. On the opposite, another project 
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manager held regular project status meetings monthly. At this meeting, all professionals 

from the project execution team are invited including all purchases and not just lead buyers 

to look together at the status of the project in a Teams meeting. The idea of these meetings 

is to give all functions the possibility to share their point of view regarding which are the 

current highlights and low lights in the project.  

Saving, naming & sharing information 

Differences in naming documents were discovered as major disruptions in the information 

flow. When there is no common naming in use, it takes time to find information and decide 

whether to trust the information source. Different naming habits were also discovered in e-

mail headings: 

“It causes a lot of confusion when some people are using different titles in the 

e-mails during e-mail conversations (changing the title). A lot of people search 

with a title from their e-mail folders”. 

Also, respondents highlighted the need for common sense when it comes to sending e-mails. 

Not every e-mail is worth sending for. On top of this, if there is no consideration taken to 

whom the e-mail is sent, it might just expand the information overload to people who do not 

need it. One comment was given regarding the tools for sharing information:  

“E-mail is the main channel since e-mail is directed to the person for actions. 

This way there is no need to waste time on figuring out whether there are 

actions that need to be done or not. When there are multiple channels used, you 

must figure out the ones you should do something about”. 

When it comes to saving information, it was discovered that Teams folders disrupt finding 

the information because the channels were hard to work with. The concluding comment was 

given about the saving of information: 

“It does not matter what tool is used for saving information as long as the place 

where everything is saved is known”. 

4.3  Suggestions to improve value-adding information 

One of the most important research discoveries can be said to be the respondents’ ability to 

give concrete suggestions on how to improve the information flow within the project 

purchasing process. On top of this, experiences gained from the interviews gave a strong 

feeling that respondents were thinking about how their actions influence the actions of other 
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functions. During each interview, respondents were asked to give suggestions for 

improvements in the information flow of the project purchasing process. How this was asked 

from the respondents during the interview was already explained in section 3.3. This section 

aims to respond to the following sub-research question: 

SQ2 Which ways of using, sharing, storing, transmitting, and updating information in 

the project purchasing process have been found best among professionals? 

Gathering information regarding the improvements of the information flow in the project 

purchasing process was discovered to be a way of answering this research question. This 

was done by categorizing information per project purchasing process step in helping to 

identify which step each improvement suggestion belongs. This way there was a possibility 

to discover whether there are more improvement suggestions for one step compared to 

another. First Table 9 summarizes the improvement points for the project purchasing process 

steps 1. Defining a need (scope) and 2. Choosing a supplier. The improvement suggestions 

are looked at more in detail and explained with the comments from interview respondents.  

4.3.1  Improvement suggestions for defining a need (scope) 

As it was already discovered in the theory section of this thesis, defining a need (scope) was 

seen as an extremely important step for the success of the purchasing process. So, it was 

stated as well by one of the project managers:  

“This is a vital part of PM's journey and if there are days in the project in which 

you are doing a longer day and pushing yourself, these are those days”. 

Technical specification  

As was highlighted by the respondents and especially the project managers, the end-

customer contract is the most valuable document when it comes to executing a project. One 

of the documents included in the end-customer contract is the technical specification, 

specifying, the scope of the project. This document is valuable to many functions including 

purchasing. For this reason, an improvement suggestion regarding the technical specification 

is made to ensure that the document initials all promises made in a recorded format. Also, it 

should be made sure that this document is available in the correct form, time, and need as 

well as it is accessible to the whole project execution team. 
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Table 9  Value-adding information in the project purchasing process part 1. 

Value-adding information 

1. Defining a need (scope) 

Technical 

specification: 

- Ensuring the 

information contains all 

promises that are 

recorded. 

- Information needed 

should be specified by 

sales and execution 

teams (past project 

knowledge). 

- Saved in one location 

(DMS) including 

relevant documentation 

decided together with 

the sales and execution 

team. 

 

Purchasing kick-off meeting 

memo: 

- Memo should be updated to 

guide professionals with 

scope and project guidelines. 

- Adding preferred supplier 

list as a part of the memo to 

go through in the meeting. 

 

 

Engineering documents: 

- Common naming guideline for all 

engineering documents including 

mandatory field filling in DMS. 

- More focus on delivering information 

on those products not managed by the 

product home (past project knowledge). 

- Information regarding updates / latest 

version should be shared and/or made 

visible to other functions. 

 

Defining a need meeting for specific 

equipment 

- Gathering information in defining 

scope, and kick-off meetings for larger 

purchases involving a greater amount of 

information. 

 

Project Engineering Manager (PEM) 

-PEM gathering required information and 

involving already in the inquiry stage. 

 

Purchasing Plan 

(PurPlan): 

- Should include all 

information that needs to 

be acted upon. Including 

total scope. 

 

Project Schedule: 

- Common practice in 

building project schedules 

including all information 

that needs to be acted 

upon: schedule planned 

for engineering, 

purchasing, 

manufacturing, logistics, 

and installation. 

 

2. Choosing a supplier 

Supplier Capacity 

Information: 

 

- Increase availability of 

supplier capacity 

information to help 

purchasing and project 

management to guide 

future purchases. 

 

SRM tool usage: 

- Creating accessible 

information in SRM 

e.g., working as a 

centralized system 

gathering information 

regarding supplier 

capacities and booked 

status. 

 

 

 

 

 

Request for Quotation 

(RFQ) 

 

Keeping up with suppliers 

before RFQ sending: 

- Contacting suppliers to 

inquire about information 

relating to capacities and 

fostering buyer-supplier 

relationships. 

RFQ guideline: 

- Conducting guidelines 

helping professionals in 

keeping information short, 

specific, clear, and in a 

structured format. 

Follow with → 

RFQ template: 

- Common template to guide 

professionals in including 

relevant information to the 

RFQ. 

Sending RFQ: 

- Keeping information 

relevant to the current state. 

- Finding balance regarding 

information occurrences with 

the supplier 

Saving RFQs in DMS 

- Saving RFQ e-mail 

including attachments to 

DMS project purchasing to 

guide future purchases. 

 

Total Cost of Ownership (TCO) 

Increase TCO methodology 

- Joint efforts in choosing a supplier when 

combining experiences from different 

disciplines: Project Management, Quality, 

Purchasing, Engineering, and Logistics. 

 

Engineering cooperation with 

suppliers: 

- Appreciating the long-term cooperation 

in sharing knowledge and information to 

technical solutions to foster engineering-

buyer-supplier relationships. 

 

Country-specific 

invoicing instructions: 

 

- Adding country-specific 

invoicing instructions as a 

part of the supplier 

selection process. 

- Sharing information 

regarding country-specific 

invoicing instructions to 

suppliers well beforehand.  
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Respondents had strong agreement that the technical specification should be saved in DMS 

including all relevant documentation decided together with the sales and execution team. It 

should be decided together with the sales and execution team which documents are necessary 

for the other functions. As already mentioned, respondents felt that the technical 

specification sometimes included false information or mistakes. As a reason, the proposition 

is made to take corrective actions for this information by using past project knowledge to 

see whether corrections are in order. Gathering past project knowledge together with the 

sales and execution teams can help in viewing the important points from both perspectives. 

Past project knowledge can be applied to purchasing, where there was a feeling that there 

was a huge difference regarding the information that needed to be gathered into buying 

equipment that is not managed by the case company’s product home compared to other 

equipment. Since it was found out that some equipment seemed to occur in the scope project 

after project, that was handled by the product home, this equipment would need a follow-up. 

Again, gathering information from previous projects could help to decrease the amount of 

information that would need to be normally gathered.  

Purchasing kick-off meetings 

The case company arranges purchasing kick-off meetings which are held by the lead buyer, 

together with the project manager, and including all relevant project team people from 

different functions. There was a common understanding between respondents from different 

functions that these meetings are an extremely good way to look at the project, scope, 

requirements, schedule, and team. This has been seen as a good way of kicking the start of 

the purchases. This meeting includes a memo called “Purchasing kick-off meeting memo” 

which includes all relevant information regarding the already mentioned project key 

concepts. Still, feedback was given to this memo being unclear and as a result, suggestions 

for improvements were given. Respondents wanted to make the memo more functional to 

clarify it to the whole project team. For example, the current memo gave information 

regarding, for instance, invoicing instructions by mentioning “Look Document Management 

System (DMS)”. This meant that the documents didn’t include information but obligated the 

reader or listener to go to a tool to find the information. One respondent stated that it would 

be good that this document would give a summary regarding each characteristic of the 

project, for instance, scope, invoicing, quality requirements, etc. This way a person would 

have general knowledge regarding the most important topics and would not have to look at 
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this information oneself. Also, an improvement suggestion regarding adding the preferred 

supplier’s list to this meeting memo was proposed since in this meeting the scope will be 

gone through, and knowing available suppliers to use, will help this process. Packing issues 

were one dilemma that raised many questions among professionals, since professionals not 

working within logistics couldn’t understand what is meant by all regulations. In the 

company, there is a lot of past project knowledge and examples of how the packing has been 

done the wrong way. Maybe in the purchasing kick-off meeting more emphasis could be 

taken to this matter.  

Engineering documents: 

What was already noticed in the disruptions of information flow was when professionals 

were not using common ways of naming documents. As was mentioned in the disruptions 

part, this multiplies professional working time when looking for information that is not 

named correctly. When it comes to the engineering documents, respondents felt the same. 

As a reason proposition to create a common naming guideline for all engineering documents 

is made. These documents should instruct the correct mandatory field filling in the DMS 

system.  

Gathering a need (scope) included a lot of information that needed to be gathered and sent 

to the supplier. During the interviews, both professionals from engineering and purchasing 

revealed the complicated situation regarding receiving information from either the updates 

in an engineering document or notification that the latest version is available. Therefore, a 

proposition is made to encourage the case company to pay more attention to this dilemma to 

find a common way used by everyone in this function to share information regarding the 

latest version of these documents. One way of gathering this information would be to keep 

kick-offs, especially for equipment that is larger and more complex and requires knowledge 

from different functions. This kind of kick-off pre-purchase would gather all professionals 

together in sharing information and gathering all relevant and up-to-date information 

regarding the scope like engineering documents, quality documents, etc. These meetings 

might answer the dilemma which was stated by engineering:  

“Engineers do not actively follow all the equipment being purchased because 

it is mostly the responsibility of the project and PM. Still of course engineers 

do worry about these and might have to ask the purchaser if they are bought. 

Sometimes when the purchase has been made it was forgotten to agree upon 
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some documentation which should be delivered to engineering, especially to 

have them on time”. 

Another way, proposed by one respondent was that the Project Engineering Manager (PEM) 

would be responsible for gathering this documentation and this way being involved already 

at the inquiry stage. This was an interesting discovery since one engineer was pondering the 

relationship between PEMs and purchasing and questioning whether there are cooperation 

activities between these functions. According to engineering PEMs are good at coordinating 

that we follow the customer standards. It can be concluded that it was found from this 

interview that there could be more cooperation possibilities between PEMs and purchasing 

in projects, so this is one aspect to be considered by the case company. 

Purchasing Plan (Purplan) 

The case company uses PurPlan in its ERP system to track the progress of purchasing per 

WBS element. This plan was mentioned to be extremely important, especially for project 

managers, purchasing, quality/expediting, and logistics. According to one respondent: 

“PurPlan is vital to search for information regarding what is ordered and what 

still needs to be ordered”. 

Purchasing uses this information in PurPlan to execute their purchases. According to 

purchasing, unfortunately, this information is quite often in projects lacking behind. 

Meaning that some of the equipment is not listed in this plan. As already mentioned in the 

disruptions parts this can create confusion regarding the scope. As a reason, a proposition is 

to take the PurPlan under development and see whether changes can be made to include the 

total scope in the PurPlan. Maybe it would be good to look at previous projects and see 

whether there is a trend regarding the missing items on the PurPlan and whether something 

can be done to solve this issue and ease up the project team’s work.  

Project Schedule 

When it comes to project schedules it must be mentioned again the influence of dynamic 

environment. Schedule lives, but still main milestones are usually conducted in the planning 

phase of a project. In purchasing, like in all functions in a project, schedule is an important 

factor to guide the workload. There was a mention that there have been differences per 

project regarding how detailed the project schedule is. Looking from a purchasing point of 

view, the schedule should be as detailed as possible so that the timing of the entire project 

purchasing process can be planned. As a reason, there is a proposition made regarding having 
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common practices in building project schedules including information that needs to be acted 

upon: schedule for engineering, purchasing, manufacturing, logistics, and installation.   

4.3.2  Improvement suggestions for choosing a supplier 

The vitality of this step was emphasized since it has a huge impact on the next steps in the 

project as well as on the whole success of the project.   

Supplier Capacity Information 

Supplier capacity information was one of the most mentioned topics in this phase of the 

project purchasing process. According to project managers, this information is vital in the 

choosing supplier’s part so that correct decisions can be made regarding which suppliers can 

answer our needs. The proposition has been made regarding the accessibility of this 

information and suggested that the case company’s Supplier Relationship Management 

(SRM) tool would be used to gather information regarding supplier’s capacities in one 

system which is accessed globally. This might require modifying the system to answer the 

case company’s needs.  

Request for Quotation (RFQ) 

When it comes to sending the RFQs there were many improvement suggestions on how to 

improve this step in the process. One respondent commented the following regarding the 

RFQ phase: 

“When it comes to sending RFQs we shouldn't include so much data to start 

with, just relevant information for that stage. The current amount of data we 

include in an RFQ might scare our supplier from offering. The information or 

data we include could be already in a specific format and clearly structured. 

Before sending the RFQ it would be good to give a call to the supplier and ask 

a bit beforehand what is their current capacity etc. Might be also easier to get 

the RFQs and raise the interest to offer.” 

Respondents’ comments emphasized the need for making modifications. For this reason, the 

proposition is made for an RFQ guideline that would state the general minimum 

requirements for the RFQ and give guidance to the structure and format. It is suggested that 

the content of this guideline would be gone through with involving professionals from 

purchasing, project management, engineering, quality/expediting as well as logistics. The 

aim of gathering all professionals together would be to examine which of the information is 
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necessary to be delivered to the supplier when sending RFQs. This guideline can follow up 

with a common RFQ template which was discovered that the company does not currently 

have. There are templates used for RFQ for specific equipment or service and other ones are 

done per e-mail. Due to this, a proposition in creating a common template for RFQ could be 

created to make sure that information needed at this phase is transmitted to the suppliers via 

template and this way guide the suppliers in giving accurate quotations. A common format 

used in all RFQs will help the purchasers include all relevant information and give the 

supplier a clear and structured package every time.  

As the respondent already mentioned, keeping up with suppliers before sending the RFQs is 

a good way to inquire information about the current capacity of suppliers. Also, these 

contacts can raise interest in the offering, and foster buyer-supplier relationships. Hopefully 

turning out to be beneficial in receiving offers. In the best-case scenario, taking the time to 

contact the suppliers and ask about their current operations can help in building strong 

supplier relationships. Strong supplier relationships can always be considered a competitive 

advantage. One improvement suggestion relates to the frequency of contacting suppliers. 

Like it was mentioned in the disruptions part, reoccurring contact which in the end does not, 

in many cases, lead to a deal might scare suppliers away from offering which is never a good 

solution for a company. As reason proposition is made to evaluate the frequency of 

contacting the supplier and who is doing it and when.  

Total Cost Ownership (TCO) 

“Choosing a supplier is a teamwork in which the knowledge of participating 

functions is heard.” 

It was understandable from the interviews that even if the final call regarding which supplier 

is chosen is the responsibility of a project manager, it is still a teamwork in which opinions 

and experiences are shared. Some factors influencing the choice of supplier were said to be 

reliability, price, quality, market situation, previous experience, capacity, and cooperation 

with suppliers. Even though, all the respondents felt that choosing a supplier was a 

teamwork, there was still a tiny doubt from the engineering department whether the long-

term cooperation with specific suppliers has always been taken into consideration. 

Respondent felt that in some cases, years of cooperation and shared knowledge have been 

wasted when the choice of supplier was not considered from this side. As a result of this, a 

proposition is made to increase competitive advantage regarding technical cooperation. 
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More focus on acknowledging the years of cooperation should be considered in fostering the 

engineering-buyer-supplier relationships.  

As it turned out, the Total Cost of Ownership (TCO) concept was not that well fitted into the 

case company’s project purchasing process step of choosing a supplier. According to most 

of the respondents, the team that is sharing thoughts regarding the supplier selection 

consisted of the project manager, purchaser, quality, and engineering. In some larger 

equipment, the costs of freight were considered and as a result, this information was acquired 

from logistics. Still, the logistics professional response awoke the improvement suggestions 

relating to TCO: 

“Logistics could be already part of the choosing a supplier decision because of 

the TCO thinking. The pricing might double if these have not been taken 

logistics costs early enough into account. Which suppliers are easy to work 

with and which are not”. 

This response highlights the need for logistics information as well. When this was proposed 

to a project manager, there was a clear agreement on this. According to the project manager’s 

response: 

“Involving logistics and engineering more in the choosing a supplier stage. For 

instance, logistics might have that kind of knowledge regarding e.g., supplier 

premises on how goods can be moved that it restricted the supplier's which can 

be used. Also, the delivery term is a vital factor because how goods are moving 

affects the schedule”. 

The project manager gave this idea a thought by thinking of holding a milestone meeting in 

this phase when supplier selection is ongoing to invite all the professionals (PM, purchasing, 

quality, engineering, and logistics) in the discussion to say their own opinions and 

experiences regarding suppliers. Involving all professionals joining this discussion is acting 

according to the TCO methodology. 

Country-specific invoicing instructions 

One other benefit could be gained from this TCO methodology and combining all 

professionals in the supplier selections. As was already mentioned in the disruptions part, 

country-specific invoicing instructions are a critical element of this process, and if handled 

incorrectly, they can cause additional costs and a lot of extra work for functions such as 

purchasing, logistics, tax department, and invoice handling. Logistics professionals stated 

the following: 
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“Figuring out a way when there is the correct time to check whether there have 

been the correct invoicing instructions and VAT in use. Usually, if something 

goes wrong a lot of activities regarding this matter have already been done and 

they need to be done all over again. We have countries in which is not even 

possible to export goods outside of the EU and many suppliers might not be 

willing to export outside of the EU because they have agreed upon doing inside 

trading in the EU”. 

Since the format of the invoicing instruction is highly dependent on the goods movement, 

the logistics department is a vital key in this as well as the case company’s tax department 

in giving instructions. When choosing suppliers and weighing their delivery options the 

country-specific invoicing instructions can already be considered. Focusing some time on 

this early in the process can help to save time further and in the best-case scenario, have 

these documents correct. When it comes to the contract and/or purchase order stage, there is 

so much information to be considered so having one puzzle solved beforehand would not 

harm. This can be connected to the invoice handler’s wish to emphasize to the suppliers the 

invoicing instructions, especially in cases, that require more attention. Correct invoicing 

could be one of the topics mentioned in negotiations to increase the ability of suppliers to 

handle this process correctly. Giving guidance to the supplier early in the process regarding 

country-specific invoicing instructions keeps the purchaser, logistics, and invoice handler in 

the loop. Still, it must be mentioned that due to the project environment, this information 

might change when the purchasing process proceeds so modifications might need to be 

made. Still, at least in some cases handling this early in the process can save time and 

resources when moving forward.  

Second Table 10 below, continues the project purchasing process by summarizing the 

improvement points for steps 3. Executing a contract and/or purchase order, 4. Supply 

control and 5. Delivery & Acceptance. The improvement suggestions are looked at more in 

detail and explained with the comments from interview respondents.  

4.3.3  Improvement suggestions for executing a contract and/or purchase order 

Purchase Requisitions (PR) 

The many disruptions in the PR process were announced in the disruptions part. There was 

a need to have more unified practices between project managers in creating the PRs. This 
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could help the next steps such as purchasing, and logistics to have the information they need 

to move on with their activities. According to purchasing:  

“Somebody should teach how the PRs are done in practice for the PMs, as well 

as the shortcuts”. 

As a result, a proposition is made to increase resourcing in teaching common ways of 

creating a PR. The importance of PR should be highlighted as it has been already done in 

this thesis. Since project managers have a key role in this creation, their opinions for 

improvement suggestions need to be heard. Project managers expressed their feelings on 

how they would want to serve the next steps in creating the PRs correctly. Still, a few notices 

about the current process itself were made: 

“Our PR process should be easy and resilient to serve the project needs and all 

functions”. 

Another comment stated: 

“Purchase Requisition should be received in the time of demand, and it should 

possess needed quality”. 

Most of the dilemmas that project managers had related to gathering correct material 

numbers or having them released for usage by engineering.  

Like it was mentioned already in the disruptions part, project managers would like to receive 

feedback regarding the PR process and until now, purchasers have not given any. So, it seems 

that there is a topic that would need more communication between these parties as well as 

follow-ups regarding possible improvement decisions and activities. 

Purchase Order and/or Contract 

Some improvement suggestions were made for the handling of purchase orders and 

contracts. For contracts, there was a need to have one common place for updated contract 

documents that match the current instructions of the case company. This location should be 

notified to the needed professionals. Gathering information to the POs was found time-

consuming by the purchasers. Modifying the relevant texts needed for the PO or using an 

ERP layout option could save time and effort.  
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Table 10 Table 10 Value-adding information in the project purchasing process part 2. 

Value-adding information 

3. Executing a contract and/or purchase order 

Purchase Requisition (PR) 
- A common way of creating PRs to 

guide the information flow in the project 

purchasing process. 

- Material & Material group handling 

for the PR and sharing this knowledge 

into real practice for engineering and 

project management. 

- More resources are needed to teach 

professionals how to create correct and 

according-to-guidelines PRs. 

 

PR development process: 

- More information should be shared 

regarding experiences from PR 

development process work as well as 

feedback to the Project managers. 

 

Purchase Orders and/or contracts 
Contract templates 

- One place for all templates which are updated to match current 
instructions. 

PO texts: 

- Simplifying to make information clear, applicable, and easy to 
understand (layout option per project in use). 

PO minimum requirements 

- What has been bought (corresponding to the actual purchased items 
or services) 

- Quantity 

- Delivery Date 
- Item/order sum 

- Incoterms  

- Additional purchased packing (if applicable) 
- Correct country-specific invoicing instructions 

- Correct ship-to-party address details 

- ERP (conf. control key) 
- Payment terms 

- Key contacts: PM, logistics and quality 

Guideline for naming PO and contract documents 

- Common naming guideline for all PO and contract documents 

including mandatory field filling in DMS. 

Signing documents: 

- Better accessibility and easy usage for signing documents. 

Sharing information 

- Common practice/guidelines in sharing purchase orders and/or 
contracts to specific functions. 

Saving executed PO and contract 

- PO or contract e-mail should be saved to ERP as well as DMS. 

 

Quality attachments 
 

Creation of a “common catalog” 

for quality 
- Catalog including information 

regarding minimum quality 

requirements per equipment, especially 

regarding smaller accessories. 

 

Logistics attachments 
 

Project logistics instructions 

- Common naming guideline for 

logistics attachment saved in zip. file in 

DMS. 

 

4. Supply control 

Supply control visits including 

purchasers: 

- To engage purchasers with products, 

quality, and suppliers to foster supplier 

relationships. 

- Visits also when there is not a project 

ongoing. 

 

 

Expediting 

-More focus on the essential role of expediting in being proactive 

function, knowing suppliers, and gathering supplier performance 

information. 

 

 

Supplier Performance data 
- Information regarding compensations 
on reclamations. 

- Pros or cons of quality information, 

delivering goods and documents as well 
as communication to help in future 

purchases and cooperation with 

suppliers.  
- Way to manage gained data over a 

longer period to spot trends = Supplier 

ratings. 
- Project manager involvement in 

supplier ratings. 

- Using in-house knowledge to 
cooperate with suppliers to make a win-

win situation for both parties.  

- Mutual understanding of both parties’ 

goals.  

- Quality per project, per supplier. 
Information checked before sending 

RFQs. 

On-Time Performance (OTP) 
- Accurate OTP data follow-up should 

be implemented to gain truthful 
information. 

-Penalties and compensations for delayed 

deliveries should be reformed. 

 

5. Delivery & Acceptance 

Final Documentation 
- More resources or easier ways of handling and checking final documentation to guide the next steps in the process. 
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The importance of PR was already mentioned previously, and its importance is reinforced 

when conducting a PO. As stated by other functions, and especially logistics certain 

minimum requirements need to be set up in the PO. These include a correct description of 

what has been bought (corresponding to the actual purchased item or service), correct 

quantity, and correct ship-to-party address which should at least be coming from the created 

PR. On top of this, delivery date, item/order sum, incoterms, and additional purchased 

packing (if applicable) and inserting confirmation control key in ERP are extremely 

important to logistics functions. Then to ease up the work for invoicing, the purchase order 

should include correct country-specific invoicing instructions, payment terms, and key 

contacts listed per project which are the project manager, logistics, and quality. To have 

these minimum requirements stated in the PR and PO maybe in the future it will help the 

other functions to do their activities. 

Since the situation with the current signing procedure in the company has been noticed to be 

quite time-consuming a proposition is made for the company to look for a solution that serves 

all professionals and saves time.  

A common agreement was made regarding how purchase orders or contracts including their 

attachments should be shared with other functions. Since it was agreed by everyone, a 

proposition is made that the purchase order or contract including the attachment should be 

shared via e-mail to the supplier and as carbon copies (cc) to the project manager, 

engineering, logistics, quality, expediting (when applicable), and invoice handler. This way 

every function can categorize the received message in the way found best for them and 

access this information when needed.  

It was understood in the interviews that functions have different perspectives in looking for 

executed contracts and purchase orders depending on their actions in the project. Project 

managers, engineers, quality, and expediting look for this information in the project folder 

in the DMS system. Partly because, for instance in engineering, not everyone has rights to 

ERP or know-how in using it. On the other hand, functions such as logistics and invoice 

handling, who are executing most of their actions in ERP, use this system to find information. 

So, despite there being a lot of debate about where this information should be saved, the 

proposition at least for now is to save the PO or contract including attachments in ERP and 

DMS to serve all functions participating in the project purchasing process. Then, when it 

comes to saving information there is a huge need to follow correct naming instructions. Even 
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if purchasing had the feeling that correct naming had been followed when saving purchase 

orders or contracts, other functions seemed to doubt this. Since the case company does not 

currently have instructions on how to name documents per project, the proposition is made 

to create a common guideline for naming all PO and contract documents including 

instructions on mandatory fields filling in DMS. This instruction could be saved in DMS 

project purchasing so it is accessible for those professionals needing it.   

Quality & Logistics attachments 

As was mentioned in the disruptions part, many concerns and doubts related to purchasing 

having correct quality documents in their POs or contracts. This was particularly realized 

when buying smaller equipment which was not included in the QMP. A proposition on how 

to handle this came from one respondent: 

“For smaller equipment, which is reoccurring project after project containing 

similar specifications, could there be a common "catalog” from where the 

purchaser could easily spot which quality requirements are necessary (at least 

the minimum) for each piece of equipment?” 

Past project knowledge could be again used for this as well as the experiences and know-

how from different disciplines. Nevertheless, the improvement suggestion is to deepen the 

focus on this area as well as to ease up the information gathering for purchasing.  

As has been mentioned quite many times, different ways of naming documents seem to cause 

disruptions in quite many functions. Respondents felt that logistics were using different ways 

of gathering their relevant documentation for the project as well as having different naming 

styles. That is why, for clarification, a common naming guideline per project is suggested 

for logistics as well. On top of this, a request is made to save logistics attachments in one 

zip. file in DMS.  

4.3.4  Improvement suggestions for supply control 

Supply control visits 

An experience was shared regarding the lack of information shared from planned or executed 

supply control visits. An improvement suggestion is made to invite more functions in the 

supply control visits and this way engage people in the ongoing project.  Whether there are 
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any visits planned, these should be shared with the project execution team, for instance, in 

project status meetings.  

Expediting 

As was discovered in the disruptions, the role and function of expediting shared opinions 

among the respondents. What can be summarized from these opinions is that some sort of 

development actions regarding this function should be considered so that it would serve the 

project. The importance of expediting as a function was described in the following way: 

“Expediting is a function determining the success of all the operations in the 

project from the point of view of the deliveries. They make changes to the 

whole schedule if something is delayed. It’s a pity that the function is not 

receiving the respect that it needs. It guides the operations regarding if 

suppliers are late or not and it has a huge impact on the whole success of the 

project”.  

Suggestions for improving the role of expediting were made: 

“It could be used more to make presumptions and follow-ups and make it an 

asset. Some PMs might be used to get the information from logistics, but this 

can be considered as a waste of resources”. 

“The role of expediting could be more proactive in knowing which items are 

critical and acting on these rather than just waiting for the reports”. 

It was mentioned by a project manager that there is a lot of pressure in the transfer from 

expediting to logistics and this point needs to be looked after so it goes smoothly. There was 

a well-found practice found by the project manager that has been in use already in smaller 

projects to increase the proactiveness of expediting as well as sharing information between 

different disciplines in supply control: 

“We have a meeting once a month involving PM, scheduler, logistics, 

expediting, and quality. For this meeting, the scheduler has looked at the next 

scheduled manufacturing finishes for the next month. Expediting has looked at 

whether we have received a report from a supplier and if we have not, 

expediting starts to pressure the supplier. With this meeting, logistics is also 

aware of which upcoming orders are to be finished to plan the deliveries. This 

has been experienced to be a good meeting for all participating functions”. 

There was an understanding from many functions that this function is needed but it just needs 

to serve the project better. Expediting’s role in getting to know the suppliers a bit better can 

reinforce good progress reporting cooperation. Already mentioned, meetings with specific 

functions are a great way of sharing up-to-date information. Although, that meeting structure 
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should be tested in bigger project settings. All in all, a proposition is made to focus on the 

essential role of expediting in being proactive function, knowing suppliers, and gathering 

supplier performance information. 

Supplier Performance Data 

Information that seemed to be lacking in the project purchasing process, was seemed to be 

information on supplier performance. Moreover, this information was not gathered in a 

centralized way to guide future purchases. It must be mentioned that information regarding 

supplier performance was received, but mostly this information was only shared when 

something negative had happened. Information regarding well-handled document deliveries, 

cooperation, and quality didn’t seem to reach people. So, besides cons, pros regarding 

quality, delivering goods and documents and communication should be shared within the 

project execution team to guide future purchases and cooperation with suppliers. When it 

comes to evaluating the supplier’s performance and its highlights and lowlights, centralized 

data collection over a longer period can help to spot trends within the areas of evaluation. It 

was mentioned during the interviews that a supplier’s performance can change quite rapidly, 

and conclusions shouldn’t be made with just one experience. This is why this trend spotting 

for a longer period can be useful. The case company is currently doing supplier ratings for 

specific suppliers in which suppliers are evaluated based on certain criteria with the help of 

functions such as purchasing, engineering, logistics, quality, and expediting. These ratings 

are executed in the case company’s SRM system and spread on a global level. This system 

currently works as a basis for evaluating supplier’s performance over a longer period. Its 

functionalities and evaluation criteria, as well as a proper evaluation time frame, should be 

considered to make the system correspond to the case company’s needs. It was found out 

during the interviews that project managers are not part of this evaluation even though they 

possess a huge amount of information from the start of the project until the end regarding 

the supplier’s performance. Also, project managers have information regarding which 

function areas have had the most problems or succeeded during the project. As a proposition, 

project managers having their projects executed in the rated time frame should be invited to 

share their thoughts concerning supplier performance. Maybe this way, the case company 

could respond to one suggestion in which there would be information available regarding 

quality per project, per supplier. This information regarding the suppliers’ performance 

should be checked and evaluated before sending RFQs for coming projects.  
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The supplier’s performance should be looked at from the viewpoint of how the case company 

has acted towards the supplier in providing information, communicating, and cooperating.  

As was mentioned in the disruptions part, the case company tends to blame the supplier and 

not offer a helping hand when needed. It is vitally important that the conversation starts 

within the supplier ratings and continues to the conversations with the supplier. Too often, 

the rating results that are reported in the system do not reach the supplier for development 

activities. So, sharing this information with suppliers and highlighting successes, and needed 

improvements from both sides to cooperate with suppliers in creating a win-win situation 

for both parties. To reach the goals of both parties, there needs to be a mutual understanding 

of which activities need to be done.  

On-Time Performance 

One area in measuring suppliers' performance relates to the On-Time-Performance (OTP) 

data. This was one of the areas that needed development according to the case company’s 

respondents so that they would have actual data regarding on-time delivery performance. 

The accuracy of this data still seems to be lacking but currently, there is more focus on 

developing this area in the company and gaining OTP data to follow up on whether there are 

trends within suppliers delivering late. When looked at from a purchasing point of view, the 

development activities in OTP calculation should guide in reforming the discussions for 

penalties and compensations for late deliveries.  

4.3.5  Improvement suggestions for delivery & acceptance 

Final documentation 

The efficiency of receiving final documentation from a supplier and checking these 

documents by the quality department was questioned in the disruptions part. Also, the quality 

department thought that maybe some improvements could be made to make the process more 

efficient. What left wondering was whether there is a common trend between those final 

documents that need to be sent back to the suppliers for modifications. If certain areas need 

improvement, these again should be highlighted to the supplier in supplier ratings or 

meetings. Also, what can be applied to other functions' instructions as well as to the 

instructions relating to conducting quality documents is whether suppliers understand the 
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case company’s instructions and can act according to them. Mutual understanding when it 

comes to giving and receiving instructions is quite vital. Receiving more accurate final 

documentation can help to reduce the amount of documentation that needs to be checked 

Still, some considerations could be made for having extra resources for this specific function. 

4.4  Development of efficient information management in the project purchasing 

process 

On top of all the disruptions and improvement suggestions presented in previous sections, 

this section looks more into how information is provided and used to give development 

suggestions to the information flow in the project purchasing process. Despite there being 

information disruptions here and there in different functions and suggestions on how to 

improve them, the most important thing is according to the project manager: 

“Key word is handling the big picture”. 

This big picture handling relates to the following topics of understanding project purchasing 

process functions and their roles in communicating and sharing information by using calls, 

channels/tools, and meetings which are summarized in Table 11 below.  

Table 11 Ways of sharing information in the project purchasing process 

Understanding project purchasing process functions and their activities 

Communicating/sharing information 

Face-to-face, Teams/ Phone 

calls, Teams/Phone chats 
Channels / Tools 
 

E-mail: 
- E-mail is the king. 

- More training and attendance in e-

mail training. 

DMS: 
- Official project management 

system where all official project 

documents should be saved when 

applicable. 

Teams: 
- Modifying documents. 

- Meetings and chats. 

- Sharing information e.g., on the 

status of a project. 

- Sharing photos. 

 

 

 

Meetings 

 

Project Status Meetings: 
- Common practices between project 

managers in holding meetings and 

discovering applicability to bigger 

projects. 

Project Purchasing Status 

Meetings: 
- Holding these meetings in the 

future as well. 

Manufacturer closing meeting: 
- Giving feedback on supplier 

performance as well as receiving 

feedback from the supplier side. 

Engineering & Purchasing 

Cooperation Meetings: 
- Sharing knowledge between these 

functions and improving cooperation. 
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Before communication and sharing of information can happen by using different ways and 

tools, there is a need to understand other functions in the project purchasing process and 

what kind of actions they are executing. One respondent commented on this in the following 

way:  

“The most important improvement suggestion is to understand what is 

happening in the other functions”. 

To share correct information with correct people, there is a need-to-know what information 

is relevant to this function and what is not. Previous sections in this thesis should already 

help in understanding what information is needed for each function. Still, getting to know 

each function a bit better can be proposed as an improvement suggestion to the case 

company.  

As communication affects the whole success of the project purchasing process, it is a vital 

topic to discuss. One respondent summarized the importance of communication: 

“It does not matter what the channel is for communication if there is 

communication. True communication is sharing correct knowledge at the right 

time focusing on objectives rather than subjective feelings. In the worst-case 

scenario, communication can be deconstructive and decentralizing causing 

more confusion”. 

Nowadays, different channels and tools are part of communication and information sharing. 

Respondents strongly felt that face-to-face communication and interactions as well as giving 

phone or team calls are still the best ways to reach people, especially in a rush. When it 

comes to channels to share information, respondents had common views concerning the 

important role of e-mail in their work. Many agreed on the easy usability of e-mails when it 

comes to searching for information. Also, many used their individually created folder 

structure to categorize their e-mails. One even said that currently, no tool can beat e-mail. 

Still, the respondents felt that sometimes e-mail is causing information overload. This 

overload can be caused by individuals receiving e-mails that are not relevant to one's role. 

That is why the easiest way to decrease the number of e-mails is to send that e-mail to only 

those people who need it. As the important role of e-mail was discovered in the interviews, 

a proposition is made to ensure that all functions are receiving enough training regarding the 

usage of e-mail and how to control the flow of information in this tool. To make sure that 

individuals are taking the time to deepen their knowledge regarding e-mail usage, managers 

should take the responsibility to control their piers attendance to these trainings.  
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In the case company, information is shared via different tools besides e-mail. Two tools 

mainly used were the case company’s document management system DMS and Teams. One 

respondent summarized the core functions of these two tools: 

“What is important that everyone should understand in the beginning is that 

the tool used for revising documents, official document saving, and 

information shared with the customer is always DMS. Teams can be 

considered as a vital tool in sharing pictures and files that are under work which 

multiple persons can modify at the same time”. 

Saving project-specific information in DMS corresponds to one respondent’s wish to have 

all relevant information systematically controlled. The use of Teams, on the other hand, 

depended on the respondent. Some wanted to use it just for modifying documents, meetings, 

and chats whereas some expanded the use to sharing on a general level regarding what is 

happening in a project.  

The last improvement suggestion for communicating and sharing information relates to 

meetings. Meetings were already mentioned in the disruptions part of this thesis in which 

the different styles between project managers in having status meetings for the project were 

analysed. Still, most respondents felt that there was a need for these status meetings during 

the project. One respondent commented:  

“There could always be project meetings regularly so that nothing is forgotten 

and it's a forum where the knowledge is shared for other functions”. 

More press on this important topic in having project status meetings was concluded by a 

project manager: 

“One of the most vital parts of managing a project is to manage the information 

flow, communication, and collaboration and this is done through agreed 

meetings in which people are encouraged to ask questions and share 

knowledge. One of the main tasks of a project manager is to coordinate the 

activities in each function and to make sure that the information is flowing 

between these functions. When information is moving, the actions are set to be 

moving as well. Inputs and outputs of the information is the main task of the 

PM. When info is received it's shared with the correct people”.  

Besides having project status meetings, purchasing status meetings were found extremely 

good among the professionals. A purchasing report helps to go through what still needs to 

be purchased for the project as well as having updated information regarding the already 

spent money and budget. For instance, one project manager commented that in this meeting 

there is the possibility to share information regarding, for instance, which engineering 
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documents are still pending as well as information received from the end-customer. So, it 

can be concluded that these meetings should go on. 

Increasing the evaluation of supplier’s performance as previously discussed can be 

developed by having so-called manufacturer closing meetings. According to the project 

manager:  

“When something has gone wrong, especially in cases where there are just a 

few suppliers for a particular equipment manufacturer closing meeting can be 

held. Purchasing is involved in this because the idea is that this information 

would help the next projects. As well as engineering, quality, expediting, and 

logistics. We share our views on what went wrong and what should be 

developed and then the supplier can also comment on whether our actions were 

good. This has been shared inside the organization as a memo”.  

One new meeting request related to the cooperation between engineering and purchasing. 

Meeting to look after the engineering status of projects, share current knowledge, discuss 

how engineering work affects purchasing, and check responsibility areas can help in sharing 

information and maybe even more development ideas might come up. For this reason, an 

engineering and purchasing cooperation meeting is proposed as an improvement suggestion.  
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5  Discussion 

The main research question (RQ) for this thesis stated: 

How is information currently managed in the project purchasing process of the case 

company and what kind of information management is developed to make the project 

purchasing process more efficient? 

Starting with the first part of the research question which the current management of 

information in the project purchasing process was pondered. Section 4.1 covering the project 

purchasing process flowchart answers this question by introducing the flow of information 

within a project purchasing process with a flowchart presented in Appendix 7. The section 

also gives more analysis of the matter in the text part.   

Continuing with the second part of the research question regarding what kind of information 

management should be developed to make the project purchasing process more efficient. 

First, section 4.2 gave examples of disruptions in the information flow that create non-value-

adding information. Non-value-adding information can create waste and costs (Shuwei et al. 

2021, 936; 938). These examples represent those ways of executing activities in the process 

that need to be avoided since they have been highlighted by professionals as disruptions. 

These activities disrupted the information flow related to either not having correct 

information available at the time needed or the opposite, having too much information 

available, in the form of so-called information overload. Also, troubles relating to where to 

find information, what naming has been used to save the information, or who is the correct 

contact person to discuss the information were discovered.  

As was highlighted in the interviews, the first step in the project purchasing process 

regarding scope definition affects the success of the upcoming steps. This though was agreed 

in the theory part in which it was highlighted that information lacking in defining a need 

(scope) step can be the first pitfall in effecting negatively on the effectiveness of the 

purchasing tasks (Lau et al. 2003, 84). The amount of information was highlighted by 

Quigley et al. (1993) who stated how the amount of information increases when the purchase 

is not a rebuy situation but more complex. When the complexity of information increases 

more individuals representing different functions need to be involved (Quigley et al. 1993). 
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This again raised a problem which was noticed during the interviews and stated by 

Mäntyneva (2016, 111), that most of the problems that occur in a project are problems 

relating to project communication. Olson (2014, 2) agreed with this as well and continued 

that since projects are cutting organizational lines, there is a need for projects to acquire 

knowledge from different functions in the process. In addition, it was discovered that 

different functions and their professionals have their ways of working. This was well 

highlighted in the actions of project managers who all had their ways of managing a project 

which confused the project execution team. One major challenge related to the differences 

among project managers in keeping meetings regarding the project. Hartel (2022, 56) already 

took this to the start of the project in which he concluded that if there are not enough 

preparations done for the kick-off meeting, this can decrease project teams’ motivation and 

compromise the success of the project. 

Section 4.2 covering disruptions was followed by section 4.3 covering value-adding 

information which summarized professionals' suggestions on how to improve the 

information flow. Some of these improvement suggestions had a connection to the 

disruptions. Having the non-value-adding and value-adding information, the case company 

has a full picture of the ups and downs in the project purchasing process information flow.  

For instance, to the already mentioned missing information, having false information, or 

finding it difficult to find information participants gave a lot of improvement suggestions. 

These suggestions included in knowing what information should be provided to whom, how 

it should be saved, and which tool or channels should be used. On top of this, many wishes 

were given to ensure more focus on having end-customer contract documents available in 

DMS, pressing more concerns about those products missing from the PurPlan and ensuring 

the correctness of the PR. It is essential to structure large amounts of information into smaller 

pieces to make sure that everything necessary is considered (Hillson 2003, 86). Also, as was 

mentioned by Kalff (2022, 90) schedule makes the project exist so, having unified ways of 

building a schedule to serve the project execution team can be said to be crucial information 

to move on with one’s activities. To build a purchasing plan Nieminen (2016, 11.2) 

suggested using systematically gathered information from previous purchasing activities to 

guide future purchases. Another point that was already highlighted in the disruptions part 

was the lack of Total Cost of Ownership (TCO) thinking when choosing suppliers. This was 

especially highlighted by logistics which made sense since according to Croxton (2003, 24), 

in international project business route planning and modes of transportation affect the project 
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timeframe and costs. As a result, more focus on this matter was suggested by the participants 

which can be agreed by Nieminen (2016, 3.2) as well who pointed out that nowadays when 

choosing a supplier TCO is usually the determining factor rather than price. Staying with the 

topic relating to value-adding information regarding the suppliers. The role of expediting 

was criticized as well as praised in the previous sections. Improvement suggestions were 

given on making the functions more proactive which was supported by the literature by 

Willoughby (2005, 234) stating that keeping in touch with the supplier can help to identify 

possible risks in the supply before they occur. Since more information regarding the 

supplier’s performance was seen as a major lack in the process, improvement suggestions 

for that were made as well. Supplier evaluations including information gathered from 

different disciplines per supplier per project was one of the improvement suggestion ideas 

as well to add value-adding information to the process. According to Nieminen (2016, 3.6), 

these evaluations can increase transparency within purchasing activities and improve 

communication within different functions of the company. As already mentioned, 

differences between project managers confused the project purchasing process so it meant 

that possible solutions to this dilemma needed to be addressed. In a dynamic environment 

such as projects, Tomczyk (2005, 164) crystallized one of the most important activities of a 

project manager when stating that in case there are changes in the project plans, is the project 

manager’s responsibility to make sure that the planning documentation is up to date, and that 

all changes are communicated clearly to the project members. This thought can be expanded 

in having project meetings which was highly wished by the project execution team. There 

were many justifications from different literature for holding these meetings and sharing 

information. Holding status meetings, communicating information regarding the project in 

the form of progress reports, and offering guidance when needed were key activities in 

controlling a project (Tomczyk 2005, 164). Even more justification was given by Kalff 

(2020, 95) by mentioning that everyone participating in the project should have information 

regarding the status of the project and key milestones. Pollack et al. (2018, 527) continued 

that in the status meetings, participants can check the situation regarding the fundamental 

performance criteria in which it can be assessed whether the project has been delivered on 

time, according to budget, and on the agreed scope. As a side effect of having these project 

meetings, Nachbagauer (2022, 154) stated that determining time structures for “project start, 

milestones, project review, and project end” can help to decrease the coming pressures 

relating to the project from the organization. 
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Coming back to making information management more efficient as stated in the main 

research question. When combining these results with Value Steam Mapping (VSM) 

ideology, some activities add value to the process. On the opposite, some activities do not 

add value and are so-called waste resulting in, for instance, increased waiting time. 

Depending on case by case, the company can start to evaluate those disruptions in the project 

purchasing process information flow by first concentrating on whether presented 

improvement suggestions can help to decrease or overcome found disruptions. If there is not 

a match in the improvement suggestions, the company can evaluate alternative approaches 

to overcome reported disruptions since they have them already available. Describing how 

the information is managed in the process makes it easier to see and identify besides the 

values and wastes, all the parties that are involved in the process. (Nieminen 2016, 4.2).  

The effectiveness of the project purchasing process information flow can be assessed by 

minimizing non-value-adding information from the process and increasing value-adding 

information to serve all professionals participating in the project purchasing process. To help 

the case company in increasing value-adding information the “value-adding model” of 

information by Simpson & Prusak (1994, 415) can be utilized. As explained in the theory 

section, this model categorized value-adding information based on at least one of the five 

attributes called truth, scarcity, guided, accessible, or weight as presented in Table 12. Used 

attributes from Simpson & Prusak as well as concepts regarding the same aspects from 

different research have been brought together to clarify the meaning of these attributes in 

this research. The below table tends to give a deeper understanding of the five attributes so 

that their meaning in influencing the value-adding aspect of information can be understood. 

Like it was mentioned in the disruptions, communication can be said to be somewhat of a 

key to success. Respondents highlighted it does not matter which channels or tools are used 

for communicating, the most important thing is that there is communication. It can be said 

allowing the respondents to see the big picture via the interviews helped these professionals 

see the possibilities for further cooperation and communication (Nieminen 2016, 4.2). Still, 

as it was highlighted there is a need to understand other functions and activities to be able to 

deliver correct information at the time needed. 
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Table 12 Value-adding information characteristics 

 

Since roles are defined by their mutual expectations it is vital to understand how one’s 

actions may influence the other. Knowing which activities belong to one’s role may help to 

decrease at least negative influences. Also understanding different perceptions can be 

valuable since Daim et al. (2012, 202) stated that differences in perception might be a barrier 

to communication. As a result, knowing other's perceptions can help to ease communication. 

This thought can be applied to the statement by Avison & Torkzadeh (26, 2008) in which 

they encouraged understating the generation, usage, maintenance, and integration of 

information in serving the organization.  

Value-adding information characteristics  

Truth - “Information they receive should be accurate, 

quantifiable, verifiable, accessible, free from bias, 

comprehensive, appropriate, clear, precise and 

timely.” (Samli et al. 1988, 23.) 

- The information is updated (Mäntyneva 2016,113). 

- Information in dynamic environments might not be 

absolute truth and needs more time to process. 

Simpson & Prusak 1994,416; Galbraith, 1977; Lau 

et al. 2003, 86.) 

Scarcity  - Information is not accessible to everyone creating 

a competitive advantage (Simpson & Prusak 1994, 

416). 

Guided (predictiveness) - Information giving guidance (information giving 

guidance to past, present, and future). (Simpson & 

Prusak 1994, 416.) 

- Information is needed but also who is responsible 

for sharing information and which channels are 

utilized in which time (Mäntyneva 2016,111). 

- Information received from previous activities to 

guide future activities (Nieminen 2016, 11.2). 

- Information guidelines and policies control the 

flow of information (Quigley et al. 1992, 107). 

Accessible - The information available in the correct form in 

time of need (Simpson & Prusak 1994, 417) 

- Information is shared with the correct people. 

(Daim et al. 2012, 204; Mäntyneva 2016, 111.) 

Weight - Information is seen as important by the recipient to 

act upon it (Simpson & Prusak 1994, 417).  

- Information seems useful to the recipient (Avison 

& Torkzadeh 2008, 21). 

- Information is not too reoccurring (Avison & 

Torkzahed 2008,67). 
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All in all, it must be mentioned that tackling the disruptions in the information flow or taking 

improvement suggestions for further development can be a challenge due to the project 

business environment given its constant changes to activities. Avison & Torkzadeh (2008, 

25) agree with this as they stated that the cause of the dynamic business environment, to 

which the project business belongs, systems to handle information need to be resilient in 

answering the needs of the project. To conclude, it can be said that the systems, tools, and 

channels in which the participating project professionals work and execute their everyday 

activities should be resilient in answering the needs of these professionals, the project, and 

the end-customer. Also, this thought of resiliency can be applied to sharing information 

among the project members. Knowing the information, the other function needs, in which 

time, and in which format as well as making sure to pay in mind the next step in the project 

purchasing process can make the information sharing resilient and prepared for coming 

changes. Mäntyneva (2016, 119) mentioned that despite all the responsibility areas and strict 

guidelines referred to when considering a project, it is still mostly a dialogue in which 

different opinions of representatives are heard and acknowledged. When working together 

with different functions the role of communication and information management increases 

resulting in affecting the entire project. Successful information management in the project 

purchasing process reflects the satisfaction of the end-customer.  
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6  Conclusions 

This thesis aimed to understand how the information is managed in the project purchasing 

process of the case company and what can be done to develop it into a more efficient one. 

To understand different perceptions in the project purchasing process, interviews were 

conducted in which professionals from project management, purchasing, logistics, 

engineering, quality/expediting, and invoice handling were interviewed. These professionals 

shared their experiences, highlighted possible disruptions in the information flow, and gave 

improvement suggestions on how to make the project purchasing process information flow 

more efficient. In other words, how to increase the value-adding information in the process. 

Based on interview findings, three results were drawn to the case company. First, in section 

4.1 project purchasing process flowchart was drawn as it is illustrated in Appendix 7 to 

visualize how the information is currently managed in the project purchasing process. Next 

in section 4.2, the disruptions, in other words, non-value-adding information, in the 

information flow were introduced per project purchasing process step. This followed section 

4.3, improvement suggestions, in other words, value-adding information, in the information 

flow were introduced per project purchasing process step. These sections also aimed to 

answer the proposed sub-research questions. In chapter 5 results were analysed together with 

relevant literature and the main research question was answered.  

The reaching of the main objective and sub-objectives through this research is analysed next. 

To start with the sub-objectives, the project purchasing process flowchart aimed to reach 

objectives in organizing information relating to the case company’s project purchasing 

process (1a) and to clarify the responsibility roles in the project purchasing process (1b). 

These two sub-objectives were reached through the visualization in the flowchart. The last 

sub-objective relating to the flowchart is stated to lay a foundation for continuous updates 

and improvements (1c). The possibility of reaching this sub-objective is hard to evaluate 

since at this point, there is not enough knowledge of whether the case company will use the 

flowchart as a basis for updating and improving the information management in the project 

purchasing process. Next sub-objectives related to the value-adding information in the 

project purchasing process and these sub-objectives stated to guide professionals in 

executing the project purchasing process (2a) and to make information easily accessible in 

time of demand (2b). Research succeeded in giving examples from professionals regarding 
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where information should be saved, how and to whom it should be shared, and how it should 

be named. Whether these research objectives are reached depends on the case company’s 

focus on guiding information saving, sharing, and naming in the future. The last sub-

objectives related to the non-value-adding information in the project purchasing process, in 

other words, activities that cause disruptions to the flow of information. The sub-objectives 

aimed to keep those activities in the process that add value (3 & 4), so like previously 

mentioned information that guides the professionals and makes information easily accessible 

in time of demand. The disruptions found among professionals in the information flow have 

been clearly stated in this thesis, but whether the case company has the resources to tackle 

all of them remains to be seen. Finally, the main research objective of this thesis was to 

create a process map for managing information in the project purchasing process of the case 

company. The main research objective can be said to be reached with the project purchasing 

process flowchart. All in all, research objectives were at least mainly reached through this 

research, but it must be stated that the actual evaluation of reaching these objectives can be 

done only if the development ideas are implemented by the case company.  

6.1  Limitations and generalizability 

There were limitations made for this study and after the research, it was found that some 

more limitations need to be stated. Starting with the interviews made for the research, the 

sample size from different functions could have been bigger, meaning that there would have 

been more representatives, for instance, project managers or engineers to share their 

thoughts. Also, especially when many differences were discovered between the project 

managers it would have been valuable to have more information available regarding these 

different ways of managing a project. Now, these findings are based just on the responses of 

three professionals working within project management. However, including more 

professionals in the interviews could have required a different method in conducting the 

research, for instance, doing an online survey instead of an interview due to the time limit. 

The interview questions were predetermined based on function. Maybe instead of this 

predetermination all functions could have been asked all interview questions for each of the 

project purchasing process steps. This is because it was discovered during the interviews that 

all functions are somewhat involved in the project purchasing process from the start, despite 

invoice handling. Also, some functions were not participating in this research such as project 
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assistant and sales which could have increased the knowledge gained from this research. 

Still, it must be mentioned that enough data was discovered this way as well. All interviews 

were held in Teams but in all the interviews cameras were off. In case cameras would have 

been on, maybe more assumptions could have been drawn based on facial expressions. Of 

all the interviews, only one interview was held in English and all rest in Finnish. This meant 

that most of the interviews had to be translated into data collection and analysis. Whether 

information has been translated incorrectly might affect the results. One factor affecting the 

data collection from the interviews was that during the interviews it was discovered that 

there were differences among participants in how well they had familiarized themselves with 

the interview questions and prepared for the interview.   

Even though in the limitations of this thesis it was stated that the focus is more on internal 

information sharing than external, the thesis covers external information sharing as well. 

This is due to the pressing concern relating to information gathered from suppliers’ 

performance which seemed to be lacking in the case company. As a result, some focus was 

given to the information gathered externally, e.g., from suppliers.  

During the interviews, it was found out that the case company is currently going through 

organizational changes which does influence the results of this research as well. This 

organizational change was brought up many times in the interviews, but since it is still in the 

beginning, it is not considered in this research. The hope is, that the results from this research 

can be considered as valuable information for the changes in the case company’s 

organization.  

The generalizability of this research can be evaluated. It can be that other companies are 

dealing with information overload and how to manage the information during a growing 

number of channels to communicate and share information with. The case company is 

dealing with specific areas of disruptions and improvement suggestions for the information 

flow which are highly influenced by the operating environment, project, and international 

business context. Nevertheless, maybe similar improvement points can be found in other 

companies operating in similar business environments. Still, the results drawn from this 

research are highly based on this case company.  
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6.2  Learnings, managerial implications, and future research 

This research increased the knowledge level of the writer throughout the research journey. 

At least for the writer, this research helped to understand the case company’s project 

purchasing process including its relevant functions involved and their everyday activities. 

This research highlighted how especially important it is to understand the roles and activities 

of other functions and execute one's activities always with the next step in mind. Since, 

during this research, there was a deep dive into the project business, the main key point that 

was learned was that projects are dynamic and professionals executing their actions in them 

must be prepared to move forward with partial knowledge. In a way, this is a bit controversial 

since the idea of this thesis was to develop information management into a more effective 

one. Still, this partial knowledge is somewhat everyday life in project business and the hope 

is that from this research the participating professionals will understand this.  

Humans have their ways of executing activities and sharing information. This was well 

discovered during this research. This led to the thought that maybe it is so, that the 

professionals participating in the project are making the project unique in their different ways 

of managing the project rather than the actual scope. In a way then, differences in project 

managing styles can make the projects unique. Still, different ways of working should not 

be the reason for causing disruptions in the information flow in the forms of having different 

ways of saving, updating, naming, sharing, and transferring information. Common 

guidelines in helping professionals execute their everyday activities should be used 

universally, even if someone disagrees. It is up to oneself to follow certain guidelines. The 

main goal, in the end, is to have an effective project purchasing process.  

Something that needs to be highlighted is that developing information management in the 

project purchasing process is a joint effort from all the functions participating in the process. 

One weak link not joining the effort of developing this process can jeopardize the 

effectiveness of the entire process.  One very good example from the research is the purchase 

requisition process in which having insufficient PR details resulted in insufficient purchase 

orders ending up causing a lot of extra work for supply control as well as invoice handling. 

Realizing the cause-and-effect relationship in the project purchasing process is quite 

valuable information for those professionals participating in this process.  
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Based on the findings, an improvement suggestion is given to the case company in improving 

the company culture towards more adaptability in making developments, improvements, and 

monitoring them. Whether an improvement is implemented but not monitored how the 

improvement is seen in practice in everyday activities of the professionals, a company cannot 

make conclusions about whether the development was successful or not. It is well 

understood that a company operating in a fast-paced project environment might not have the 

needed resources or time to develop the process. Still, it must be remembered as it was 

highlighted multiple times during the interviews, that mistakes made in one project seem to 

occur in the next one. Maybe this thought can enlighten why it is necessary to evaluate, 

develop, monitor, and change the process.  

The wide collection of findings from this research can serve for future research ideas. When 

looked at from the case company’s point of view, the communication between project 

participants could be investigated more deeply. Focusing more on actual communication 

rather than the information itself which was the main topic of this thesis. Communication 

instructions or communication matrix might be still something that the case company is 

missing. Since, gathering data from supplier’s performance was one hot topic during the 

interviews maybe more research could be done regarding evaluating, strengthening, and 

developing the supplier’s performance to gather that valuable information from the supply 

chain and suppliers.
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Appendix 1. Interview Form_Project management 

 

 

DEVELOPMENT OF INFORMATION MANAGEMENT IN 

PROJECT PURCHASING PROCESS 

Interview Form 

 

What does this research aim to achieve and how? 

Aim is to gather an overview of the case company’s project purchasing process information flow. To achieve 

this, feedback is gathered regarding the common practices found among professionals, in using, sharing, 

storing, transmitting, and updating relevant information in the project purchasing process. A draft of how the 

information is currently flowing in the project purchasing process will be drawn up using a qualitative method 

of an interview. Answers from the interview will help to visualise how the information inputs and outputs are 

flowing within the project purchasing process. As a side effect both good and poor practices in the flow of the 

information can be captured. Based on the interview and relevant literature, project purchasing process can be 

modified to answer the needs of the professionals to make the process more efficient to the case company, all 

stakeholders and end customer.  

 

Focus area:  

Project Purchasing Process & Involved Professionals 

 

 

DEFINING A NEED 
(SCOPE)

(Project Management, 
Engineering & Purchasing)

SUPPLIER SELECTION

(Project Management, 
Engineering & Purchasing)

ISSUING A CONTRACT 
AND/OR PURCHASE 

ORDER

(Project Management, 
Engineering, Purchasing, 

Quality Management / 
Expediting & Logistics)

SUPPLY CONTROL

(Project Management, 
Purchasing, Quality 

Management / Expediting & 
Logistics)

DELIVERY & 
ACCPETANCE

(Project Management, 
Purchasing, Quality 

Management &  Invoice 
Handling)



 

 

 

 

 

 

MEANINGS & DEFINITIONS 

Channels refer to:  

o e-mail,  

o teams channel / teams chat / teams call, 

o mobile phone call / mobile phone text,  

o via company x used tools e.g., ERP, DMS tools etc.  

o OneDrive share,  

o internal file share,  

o face-to-face,  

o something else, which way? 

 

Tools refer to:  

Company x used tools in which information can be and/or saved, transmitted, updated such as ERP, SRM, 

DMS, TEAMS, DA-COQ, Comos, Shipping plan, Fiori, Office tools, internal file share etc. 

Professionals refer to:  

Area of expertise e.g., project management, engineering, purchasing, logistics, expediting, quality 

management and invoice handling. 

 

INSTRUCTIONS: 

 

Answer the questions starting on the next page. Since there can’t be one perfect answer to all the questions and 

professionals involved can use multiple different approaches in accomplishing their tasks, I kindly ask you to 

focus on the most common ways found among the professionals. Words such as tools, channels and 

professionals are used in the questions and their meaning is explained above. Feel free to share your thoughts 

openly but always focusing on the information relating to each step.  

 

 

 

 



 

 

 

 

 

 

 

 

PURCHASING PROCESS STEPS & QUESTIONS (Project Management) 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

 

 

 

 

 

 

DEFINING A NEED 

(SCOPE) 

Including e.g., technical 

specification, purchasing lists, 

kick-off meeting 

 

Information input to the execution 

of actions in defining a need (scope): 

- What information do you share 

for this step? 

- To which professional/-s do you 

share this information? 

- Which channel/-s do you use to 

share this information? 

- Which channel/-s work best in 

sharing information for this step? 

Why? 

- Which channel/-s complicate the 

information sharing for this step? 

If so, why? 

- Which tool/-s do you use to save 

the information for this step? 

- Which tool/-s work best in 

saving information for this step? 

Why? 

- Which tool/-s complicate 

information saving for this step? 

If so, why? 

- Suggestions for improving 

information sharing for this step? 

Information output from the 

executed actions in defining a need 

(scope): 

- What information do you 

receive from this step? 

- From which professional/-s do 

you receive information? 

- Which channel/-s are used to 

share information? 

- Which channel/-s work best in 

receiving information from this 

step? Why? 

- Which channel/-s complicate 

receiving information from this 

step? If so, why? 

- What information do you 

struggle to receive from this 

step? If so, why? 

- What information is hard to 

find from this step? If so, why?  

- Suggestions for improving 

information receiving from this 

step? 

 

1 

Information input to the execution 

of actions in choosing supplier: 

- What information do you share 

for this step? 

- To which professional/-s do you 

share this information? 

- Which channel/-s do you use to 

share this information? 

- Which channel/-s work best in 

sharing information for this step? 

Why? 

- Which channel/-s complicate the 

information sharing for this step? 

If so, why? 

- Which tool/-s do you use to save 

the information for this step? 

- Which tool/-s work best in 

saving information for this step? 

Why? 

- Which tool/-s complicate 

information saving for this step? 

If so, why? 

- Suggestions for improving 

information sharing for this step? 

Information output from the 

executed actions in choosing 

supplier: 

- What information do you 

receive from this step? 

- From which professional/-s do 

you receive information? 

- Which channel/-s are used to 

share information? 

- Which channel/-s work best in 

receiving information from this 

step? Why? 

- Which channel/-s complicate 

receiving information from this 

step? If so, why? 

- What information do you 

struggle to receive from this 

step? If so, why? 

- What information is hard to 

find from this step? If so, why? 

- Suggestions for improving 

information receiving from this 

step?  

 

CHOOSING SUPPLIER 

Including e.g., supplier lists, RFQ, 

Supplier Relationship 

Management (SRM), Comparison 

of Quotations (Da-CoQ), TCO, 

negotiations 

 

2 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

Information input to the execution 

of contract and/or purchase order: 

- What information do you share 

for this step? 

- To which professional/-s do 

you share this information? 

- Which channel/-s do you use to 

share this information? 

- Which channel/-s work best in 

sharing information for this 

step? Why? 

- Which channel/-s complicate 

the information sharing for this 

step? If so, why? 

- Which tool/-s do you use to 

save the information for this 

step? 

- Which tool/-s work best in 

saving information for this 

step? Why? 

- Which tool/-s complicate 

information saving for this 

step? If so, why? 

- Suggestions for improving 

information sharing for this 

step? 

3 

Information output from the 

executed contract and/ or purchase 

order: 

- What information do you receive 

from this step? 

- From which professional/-s do 

you receive information? 

- Which channel/-s are used to 

share information? 

- Which channel/-s work best in 

receiving information from this 

step? Why? 

- Which channel/-s complicate 

receiving information from this 

step? If so, why? 

- What information do you 

struggle to receive from this 

step? If so, why? 

- What information is hard to 

find from this step? If so, why? 

- Suggestions for improving 

information receiving from this 

step? 

EXECUTING A 

CONTRACT AND/OR 

PURCHASE ORDER 

Including e.g., purchase 

requisition, purchase order 

and/or contract documentation + 

project specific attachments, 

negotiations 

 

Information input to the execution 

of actions in supply control: 

- What information do you share 

for this step? 

- To which professional/-s do 

you share this information? 

- Which channel/-s do you use to 

share this information? 

- Which channel/-s work best in 

sharing information for this 

step? Why? 

- Which channel/-s complicate 

the information sharing for this 

step? If so, why? 

- Which tool/-s do you use to 

save the information for this 

step? 

- Which tool/-s work best in 

saving information for this 

step? Why? 

- Which tool/-s complicate 

information saving for this 

step? If so, why? 

- Suggestions for improving 

information sharing for this 

step? 

4 

Information output from the 

executed actions in supply control: 

- What information do you 

receive from this step? 

- From which professional/-s do 

you receive information? 

- Which channel/-s are used to 

share information? 

- Which channel/-s work best in 

receiving information from this 

step? Why? 

- Which channel/-s complicate 

receiving information from this 

step? If so, why? 

- What information do you 

struggle to receive from this 

step? If so, why? 

- What information is hard to 

find from this step? If so, why?  

- Suggestions for improving 

information receiving from this 

step? 

 

SUPPLY CONTROL 

Including e.g., activities in 

logistics, expediting & quality 

management  

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Information input to the 

execution of actions in delivery & 

acceptance: 

- What information do you 

share for this step? 

- To which professional/-s do 

you share this information? 

- Which channel/-s do you use 

to share this information? 

- Which channel/-s work best 

in sharing information for this 

step? Why? 

- Which channel/-s complicate 

the information sharing for 

this step? If so, why? 

- Which tool/-s do you use to 

save the information for this 

step? 

- Which tool/-s work best in 

saving information for this 

step? Why? 

- Which tool/-s complicate 

information saving for this 

step? If so, why? 

- Suggestions for improving 

information sharing for this 

step? 

 

5 

DELIVERY & 

ACCEPTANCE 

Including e.g., quality 

management & final 

documentation, invoice handling 

 

Information output from the 

executed actions in delivery & 

acceptance: 

- What information do you 

receive from this step? 

- From which professional/-s do 

you receive information? 

- Which channel/-s are used to 

share information? 

- Which channel/-s work best in 

receiving information from this 

step? Why? 

- Which channel/-s complicate 

receiving information from this 

step? If so, why? 

- What information do you 

struggle to receive from this 

step? If so, why? 

- What information is hard to 

find from this step? If so, why?  

- Suggestions for improving 

information receiving from this 

step? 

 



 

 

 

Appendix 2. Interview Form_Engineering 

 

MEANINGS & DEFINITIONS 

Channels refer to:  

o e-mail,  

o teams channel / teams chat / teams call, 

o mobile phone call / mobile phone text,  

o via company x used tools e.g., ERP, DMS tools etc. 

o OneDrive share,  

o internal file share,  

o face-to-face,  

o something else, which way? 

 

Tools refer to:  

Company x used tools in which information can be and/or saved, transmitted, updated such as ERP, SRM, 

DMS, TEAMS, DA-COQ, Comos, Shipping plan, Fiori, Office tools, internal file share etc. 

 

Professionals refer to:  

Area of expertise e.g., project management, engineering, purchasing, logistics, expediting, quality 

management and invoice handling. 

 

 

INSTRUCTIONS: 

For this interview, Engineering is set to be involved in following project purchasing process steps: 

STEP NAME OF STEP ROLE 

1 
DEFINING A NEED (SCOPE) 

Giving information to the 

execution of defining a need 

(scope) and receiving 

information from executed 

actions in defining a need 

(scope) 

2 
CHOOSING SUPPLIER 

Giving information to the 

execution of choosing supplier 

and receiving information from 

executed actions in choosing 

supplier 

 

 

3 

 

 

EXECUTING A CONTRACT 

AND/OR PURCHASE 

ORDER 

Giving information to the 

execution of contract and/ or 

purchase order and receiving 

information from executed 

contract and/or purchase order 

 

 

Answer the questions starting on the next page. Since there can’t be one perfect answer to all the questions and 

professionals involved can use multiple different approaches in accomplishing their tasks, I kindly ask you to 

focus on the most common ways found among the professionals. Words such as tools, channels and 

professionals are used in the questions and their meaning is explained above. Feel free to share your thoughts 

openly but always focusing on the information relating to each step. 



 

 

 

 

 

  

 

 

 

PURCHASING PROCESS STEPS & QUESTIONS (Engineering) 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

 

 

 

 

 

 

DEFINING A NEED 

(SCOPE) 

Including e.g., technical 

specifications, purchasing lists, 

kick-off meeting 

 

 

Information input to the execution 

of actions in defining a need 

(scope): 

- What information do you share 

for this step? 

- To which professional/-s do you 

share this information? 

- Which channel/-s do you use to 

share this information? 

- Which channel/-s work best in 

sharing information for this step? 

Why? 

- Which channel/-s complicate the 

information sharing for this step? 

If so, why? 

- Which tool/-s do you use to save 

the information for this step? 

- Which tool/-s work best in 

saving information for this step? 

Why? 

- Which tool/-s complicate 

information saving for this step? 

If so, why? 

- Suggestions for improving 

information sharing for this step? 

 

Information output from the 

executed actions in defining a need 

(scope): 

- What information do you 

receive from this step? 

- From which professional/-s do 

you receive information? 

- Which channel/-s are used to 

share information? 

- Which channel/-s work best in 

receiving information from this 

step? Why? 

- Which channel/-s complicate 

receiving information from this 

step? If so, why? 

- What information do you 

struggle to receive from this 

step? If so, why? 

- What information is hard to 

find from this step? If so, why?  

- Suggestions for improving 

information receiving from this 

step? 

 

1 

Information input to the execution 

of actions in choosing supplier: 

- What information do you share 

for this step? 

- To which professional/-s do you 

share this information? 

- Which channel/-s do you use to 

share this information? 

- Which channel/-s work best in 

sharing information for this step? 

Why? 

- Which channel/-s complicate the 

information sharing for this step? 

If so, why? 

- Which tool/-s do you use to save 

the information for this step? 

- Which tool/-s work best in 

saving information for this step? 

Why? 

- Which tool/-s complicate 

information saving for this step? 

If so, why? 

- Suggestions for improving 

information sharing for this step? 

 

Information output from the 

executed actions in choosing 

supplier: 

- What information do you 

receive from this step? 

- From which professional/-s do 

you receive information? 

- Which channel/-s are used to 

share information? 

- Which channel/-s work best in 

receiving information from this 

step? Why? 

- Which channel/-s complicate 

receiving information from this 

step? If so, why? 

- What information do you 

struggle to receive from this 

step? If so, why? 

- What information is hard to 

find from this step? If so, why?  

- Suggestions for improving 

information receiving from this 

step? 

 

CHOOSING SUPPLIER 

Including e.g., supplier lists, RFQ, 

Supplier Relationship Management 

(SRM), Comparison of Quotations 

(Da-CoQ), TCO, negotiations 

 

2 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Information input to the execution 

of contract and/or purchase order: 

- What information do you share 

for this step? 

- To which professional/-s do you 

share this information? 

- Which channel/-s do you use to 

share this information? 

- Which channel/-s work best in 

sharing information for this step? 

Why? 

- Which channel/-s complicate the 

information sharing for this step? 

If so, why? 

- Which tool/-s do you use to save 

the information for this step? 

- Which tool/-s work best in 

saving information for this step? 

Why? 

- Which tool/-s complicate 

information saving for this step? 

If so, why? 

- Suggestions for improving 

information sharing for this step? 

3 

Information output from the 

executed contract and/ or purchase 

order: 

- What information do you receive 

from this step? 

- From which professional/-s do 

you receive information? 

- Which channel/-s are used to 

share information? 

- Which channel/-s work best in 

receiving information from this 

step? Why? 

- Which channel/-s complicate 

receiving information from this 

step? If so, why? 

- What information do you 

struggle to receive from this 

step? If so, why? 

- What information is hard to find 

from this step? If so, why?  

- Suggestions for improving 

information receiving from this 

step? 

 

EXECUTING A 

CONTRACT AND/OR 

PURCHASE ORDER 

Including e.g., purchase 

requisition, purchase order/and 

or contract documentation + 

project specific attachment, 

negotiations 

 



 

 

 

Appendix 3. Interview Form_Purchasing  

 

MEANINGS & DEFINITIONS 
 

Channels refer to:  

o e-mail,  

o teams channel / teams chat / teams call, 

o mobile phone call / mobile phone text,  

o via company x used tools e.g., ERP, DMS tools etc.  

o OneDrive share,  

o internal file share,  

o face-to-face,  

o something else, which way? 
 

Tools refer to:  

Company x used tools in which information can be and/or saved, transmitted, updated such as ERP, 

SRM, DMS, TEAMS, DA-COQ, Comos, Shipping plan, Fiori, Office tools, internal file share etc.  

 

Professionals refer to:  

Area of expertise e.g., project management, engineering, purchasing, logistics, expediting, quality 

management and invoice handling.  

 

 

INSTRUCTIONS: 

Following project purchasing process steps are involved in the interview: 

 

STEP NAME OF STEP ROLE 

1 
DEFINING A NEED (SCOPE) 

Gathering information for defining a need 

(scope), executing actions in defining a 

need (scope), and sharing information 

from executed actions in defining a need 

(scope) 

2 
CHOOSING SUPPLIER 

Gathering information for choosing 

supplier, executing actions in choosing 

supplier, and sharing information from 

executed actions in choosing supplier 

 

 

3 

 

 

EXECUTING A CONTRACT 

AND/OR PURCHASE ORDER 

Gathering information for executing a 

contract and/or purchase order, executing 

contract and/or purchase order, and 

sharing information from executed 

contract and/or purchase order 

4 
SUPPLY CONTROL 

Giving information for the execution of 

supply control and receiving information 

from executed actions in supply control 

5 
DELIVERY & ACCEPTANCE 

Giving information for the execution of 

delivery & acceptance and receiving 

information from executed actions in 

delivery & acceptance 



 

 

 

 

 

 

Note! 

Questions for step 1 (Defining a need (scope), 2 (Choosing supplier), 3 (Executing a contract and/or 

purchase order) are different to the questions in step number 4 (Supply control) and 5 (Delivery and 

acceptance) since they are looked from a different point of view, as explained in the above table (role).  

 

Answer the questions starting below. Since there can’t be one perfect answer to all the questions and 

professionals involved can use multiple different approaches in accomplishing their tasks, I kindly ask 

you to focus on the most common ways found among the professionals. Words such as tools, channels 

and professionals are used in the questions and their meaning is explained above. Feel free to share your 

thoughts openly but always focusing on the information relating to each step.  

 

 

PURCHASING PROCESS STEPS & QUESTIONS (Purchasing) 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

DEFINING A NEED (SCOPE) 

 
Including e.g., technical specification, 

purchasing lists kick-off meeting 

Information input to the 

execution of actions in defining a 

need (scope): 

 
- What information do you 

need in this step? 

- From which professional/-s 

do you get this information? 

- Which channel/-s are used to 

share the information? 

- Which tool/-s do you use to 

gather information for this 

step? 

- What information do you 

struggle to receive for this 

step? If so, why? 

- What information is hard to 

find for this step? If so, why? 

- Which channel/-s work best 

in receiving information for 

this step? Why? 

- Which channel/-s complicate 

the information receiving for 

this step? If so, why? 
- Suggestions for improving 

information gathering for this 

step? 

 

Executing actions in defining a need 

(scope): 

 
- Which tool/-s and/or channel/-s 

do you use in this step? 

- In which tool/-s do you save 

information in this step? 

- Which tool/-s work best in this 

step? Why? 

- Which tool/-s complicate the 

execution of actions in this step? 

If so, why? 

- Suggestions for improving 

execution of actions in this step? 

 

Information output from the 

executed actions in defining a 

need (scope): 
 

- What information do you 

share from this step? 

- To which professional/-s do 

you share information from 

this step? 

- Which channel/-s do you 

use to share this 

information? 

- Which channel/-s work best 

in sharing information from 

this step? Why? 

- Which channel/-s 

complicate sharing of 

information from this step? 

If so, why?  

- Suggestions for improving 

information sharing from 

this step? 

 

1 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

2 

CHOOSING SUPPLIER: 

 
Including e.g., supplier lists, RFQ, 

Supplier Relationship Management 

(SRM), Comparison of Quotations 

(Da-CoQ), TCO, negotiations 

 

Executing actions in choosing 

supplier: 

 
- Which tool/-s and/or channel/-s 

do you use in this step? 

- In which tool/-s do you save 

information in this step? 

- Which tool/-s work best in this 

step? Why? 

- Which tool/-s complicate the 

execution of actions in this 

step? If so, why? 

- Suggestions for improving 

execution of actions in this 

step? 

 

Information input to the 

execution of actions in choosing 

supplier: 

 
- What information do you 

need in this step? 

- From which professional/-s do 

you get this information? 

- Which channel/-s are used to 

share the information? 

- Which tool/-s do you use to 

gather information for this 

step? 

- What information do you 

struggle to receive for this 

step? If so, why? 

- What information is hard to 

find for this step? If so, why? 

- Which channel/-s work best 

in receiving information for 

this step? Why? 

- Which channel/-s complicate 

the information receiving for 

this step? If so, why? 
- Suggestions for improving 

information gathering for this 

step? 

Information output from the 

executed actions in choosing 

supplier: 
 

- What information do you 

share from this step? 

- To which professional/-s 

do you share information 

from this step? 

- Which channel/-s do you 

use to share this 

information? 

- Which channel/-s work 

best in sharing information 

from this step? Why? 

- Which channel/-s 

complicate sharing of 

information from this step? 

If so, why? 

- Suggestions for improving 

information sharing from 

this step? 

 

 

 

 

 

 

    

 

 

 

 

Information input to executing a 

contract and/or purchase order: 
 

- What information do you 

need in this step? 

- From which professional/-s 

do you get this information? 

- Which channel/-s are used to 

share the information? 

- Which tool/-s do you use to 

gather information for this 

step? 

- What information do you 

struggle to receive for this 

step? If so, why? 

- What information is hard to 

find for this step? If so, why? 

- Which channel/-s work best 

in receiving information for 

this step? Why? 

- Which channel/-s complicate 

the information receiving for 

this step? If so, why? 
- Suggestions for improving 

information gathering for this 

step? 

3 

EXECUTING A CONTRACT 

AND/OR PURCHASE ORDER: 

 
Including e.g., purchase requisition, 

purchase order and/or contract 

documentation + project specific 

attachments, negotiations 

Executing a contract and/or 

purchase order: 

 
- Which tool/-s and/or channel/-s 

do you use in this step? 

- In which tool/-s do you save 

information in this step? 

- Which tool/-s work best in this 

step? Why? 

- Which tool/-s complicate the 

execution of actions in this step? 

If so, why? 

- Suggestions for improving 

execution of actions in this step? 

Information output from the 

executed contract and/or 

purchase order: 
 

- What information do you 

share from this step? 

- To which professional/-s 

do you share information 

from this step? 

- Which channel/-s do you 

use to share this 

information? 

- Which channel/-s work 

best in sharing information 

from this step? Why? 

- Which channel/-s 

complicate sharing of 

information from this step? 

If so, why?  

- Suggestions for improving 

information sharing from 

this step? 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

   

 

 

 

 

  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

SUPPLY CONTROL 

 
Including e.g., activities in 

logistics, expediting & quality 

management 

Information input to the execution 

of actions in supply control: 

 
- What information do you share 

for this step? 

- To which professional/-s do you 

share this information? 

- Which channel/-s do you use to 

share this information? 

- Which channel/-s work best in 

sharing information for this 

step? Why? 

- Which channel/-s complicate 

the information sharing for this 

step? If so, why? 

- Which tool/-s do you use to save 

the information for this step? 

- Which tool/-s work best in 

saving information for this step? 

Why? 

- Which tool/-s complicate 

information saving for this step? 

If so, why? 

- Suggestions for improving 

information sharing for this 

step? 

Information output from the 

executed actions in supply control: 

 
- What information do you receive 

from this step? 

- From which professional/-s do 

you receive information from this 

step? 

- Which channel/-s are used to 

share information? 

- Which channel/-s work best in 

receiving information from this 

step? Why? 

- Which channel/-s complicate 

receiving information from this 

step? If so, why? 

- What information do you struggle 

to receive from this step? If so, 

why? 

- What information is hard to find 

from this step? If so, why?  

- Suggestions for improving 

information receiving from this 

step? 

 

4 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

Information input to the execution 

of actions in delivery & acceptance: 

 
- What information do you share 

for this step? 

- To which professional/-s do you 

share this information? 

- Which channel/-s do you use to 

share this information? 

- Which channel/-s work best in 

sharing information for this 

step? Why? 

- Which channel/-s complicate 

the information sharing for this 

step? If so, why? 

- Which tool/-s do you use to save 

the information for this step? 

- Which tool/-s work best in 

saving information for this step? 

Why? 

- Which tool/-s complicate 

information saving for this step? 

If so, why? 

- Suggestions for improving 

information sharing for this 

step? 

DELIVERY & 

ACCEPTANCE 

 
Including e.g.,  

quality management & final 

documentation, invoice handling 

 

Information output from the 

executed actions in delivery & 

acceptance: 

 
- What information do you receive 

from this step? 

- From which professional/-s do you 

receive information from this step? 

- Which channel/-s are used to share 

information? 

- Which channel/-s work best in 

receiving information from this 

step? Why? 

- Which channel/-s complicate 

receiving information from this 

step? If so, why? 

- What information do you struggle 

to receive from this step? If so, 

why? 

- What information is hard to find 

from this step? If so, why? 

- Suggestions for improving 

information receiving from this 

step? 

5 



 

 

 

Appendix 4. Interview Form_Quality Management/Expediting 

 

MEANINGS & DEFINITIONS 

Channels refer to:  

o e-mail,  

o teams channel / teams chat / teams call, 

o mobile phone call / mobile phone text,  

o via company x used tools e.g., ERP, DMS tools etc.   

o OneDrive share,  

o internal file share,  

o face-to-face,  

o something else, which way? 

o  

Tools refer to:  

Company x used tools in which information can be and/or saved, transmitted, updated such as ERP, SRM, 

DMS, TEAMS, DA-COQ, Comos, Shipping plan, Fiori, Office tools, internal file share etc.  

 

Professionals refer to:  

Area of expertise e.g., project management, engineering, purchasing, logistics, expediting, quality 

management and invoice handling.  

 

 

INSTRUCTIONS: 

For this interview, Quality Management and Expediting are set to be involved in following project 

purchasing process steps: 

 

STEP NAME OF STEP ROLE 

3 
EXECUTING A CONTRACT 

AND/OR PURCHASE 

ORDER 

Giving information to the 

execution of contract and/ or 

purchase order and receiving 

information from executed 

contract and/or purchase order 

4 
SUPPLY CONTROL 

Gathering information for 

supply control, executing 

actions in supply control, and 

sharing information from 

executed actions in supply 

control 

 

 

5 

 

 

DELIVERY & ACCEPTANCE 

Gathering information for 

delivery & acceptance, 

executing actions in delivery & 

acceptance, and sharing 

information from executed 

actions in delivery & 

acceptance 

 

Note! 

Questions for step 3 (executing a contract and/or purchase order) are different to the questions in step number 

4 (supply control) and 5 (delivery & acceptance) since they are looked at from a different point of view, as 

explained in the above table (role). Words such as tools, channels and professionals are used in the questions 

and their meaning is explained above.  



 

 

 

 

 

 

 

Answer the questions starting below. Since there can’t be one perfect answer to all the questions and 

professionals involved can use multiple different approaches in accomplishing their tasks, I kindly ask you to 

focus on the most common ways found among the professionals. Words such as tools, channels and 

professionals are used in the questions and their meaning is explained above. Feel free to share your thoughts 

openly but always focusing on the information relating to each step. 

 

 

PURCHASING PROCESS STEPS & QUESTIONS (Quality Management / Expediting) 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Information input to the execution 

of contract and/or purchase order: 

- What information do you share 

for this step? 

- To which professional/-s do you 

share this information? 

- Which channel/-s do you use to 

share this information? 

- Which channel/-s work best in 

sharing information for this step? 

Why? 

- Which channel/-s complicate the 

information sharing for this step? 

If so, why? 

- Which tool/-s do you use to save 

the information for this step? 

- Which tool/-s work best in 

saving information for this step? 

Why? 

- Which tool/-s complicate 

information saving for this step? 

If so, why? 

- Suggestion for improving 

information sharing for this step? 

 

3 

Information output from the 

executed contract and/ or 

purchase order: 

- What information do you 

receive from this step? 

- From which professional/-s do 

you receive information? 

- Which channel/-s are used to 

share information? 

- Which channel/-s work best in 

receiving information from this 

step? Why? 

- Which channel/-s complicate 

receiving information from this 

step? If so, why? 

- What information do you 

struggle to receive from this 

step? If so, why? 

- What information is hard to 

find from this step? If so, why?  

- Suggestions for improving 

information receiving from this 

step? 

 

EXECUTING A CONTRACT 

AND/OR PURCHASE 

ORDER 

Including e.g., purchase requisition, 

purchase order/and or contract 

documentation + project specific 

attachments, negotiations 

 



 

 

 

 

 

 

 

  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

 

 

 

 

 

 

 

Information input to the execution 

of actions in supply control: 

- What information do you need 

in this step? 

- From which professional/-s do 

you get this information? 

- Which channel/-s are used to 

share the information? 

- Which tool/-s do you use to 

gather information for this step? 

- What information do you 

struggle to receive for this step? 

If so, why? 

- What information is hard to 

find for this step? If so, why? 

- Which channel/-s work best in 

receiving information for this 

step? Why? 

- Which channel/-s complicate 

the information receiving for 

this step? If so, why? 
- Suggestions for improving 

information gathering for this 

step? 

 

4 

Information output from the 

executed actions in supply 

control: 

- What information do you 

share from this step? 

- To which professional/-s do 

you share information from 

this step? 

- Which channel/-s do you use 

to share this information? 

- Which channel/-s work best 

in sharing information from 

this step? Why? 

- Which channel/-s complicate 

sharing of information from 

this step? If so, why?  

- Suggestions for improving 

information sharing from this 

step? 

 

SUPPLY CONTROL 

Including e.g., activities in 

logistics, expediting & quality 

management 

 

Information input to the execution 

of actions in delivery & acceptance: 

- What information do you need 

in this step? 

- From which professional/-s do 

you get this information? 

- Which channel/-s are used to 

share the information? 

- Which tool/-s do you use to 

gather information for this step? 

- What information do you 

struggle to receive for this step? 

If so, why? 

- What information is hard to 

find for this step? If so, why? 

- Which channel/-s work best in 

receiving information for this 

step? Why? 

- Which channel/-s complicate 

the information receiving for 

this step? If so, why? 
- Suggestions for improving 

information gathering for this 

step? 

 

5 

DELIVERY & ACCEPTANCE 

Including e.g., quality management 

& final documentation, invoice 

handling 

 

Information output from the 

executed actions in delivery & 

acceptance: 

- What information do you 

share from this step? 

- To which professional/-s do 

you share information from 

this step? 

- Which channel/-s do you use 

to share this information? 

- Which channel/-s work best 

in sharing information from 

this step? Why? 

- Which channel/-s complicate 

sharing of information from 

this step? If so, why?  

- Suggestions for improving 

information sharing from this 

step? 

 

Executing actions in supply 

control: 

- Which tool/-s and/or channel/-

s do you use in this step? 

- In which tool/-s do you save 

information in this step? 

- Which tool/-s work best in 

this step? Why? 

- Which tool/-s complicate the 

execution of actions in this 

step? If so, why? 

- Suggestions for improving 

execution of actions in this 

step? 

 



 

 

 

Appendix 5. Interview Form_Logistics 

 

MEANINGS & DEFINITIONS 
 

Channels refer to:  

o e-mail,  

o teams channel / teams chat / teams call, 

o mobile phone call / mobile phone text,  

o via company x used tools e.g., ERP, DMS tools etc.  

o OneDrive share,  

o internal file share,  

o face-to-face,  

o something else, which way? 

 

Tools refer to:  

Company x used tools in which information can be and/or saved, transmitted, updated such as ERP, 

SRM, DMS, TEAMS, DA-COQ, Comos, Shipping plan, Fiori, Office tools, internal file share etc. 

 

Professionals refer to:  

Area of expertise e.g., project management, engineering, purchasing, logistics, expediting, quality 

management and invoice handling.  

 

 

INSTRUCTIONS: 

 

For this interview, Logistics is set to be involved in following project purchasing process steps: 

 

STEP NAME OF STEP ROLE 

3 
EXECUTING A CONTRACT 

AND/OR PURCHASE 

ORDER 

Giving information to the 

execution of contract and/ or 

purchase order and receiving 

information from executed 

contract and/or purchase order 

4 
SUPPLY CONTROL 

Gathering information for 

supply control, executing 

actions in supply control, and 

sharing information from 

executed actions in supply 

control 

 

Note! 

Questions for step 3 (executing a contract and/ or purchase order) are different to the questions in step 

4 (supply control) since they are looked at from a different point of view, as explained in the above 

table (role). Words such as tools, channels and professionals are used in the questions and their meaning 

is explained above.   

 

Answer the questions starting on the next page. Since there can’t be one perfect answer to all the 

questions and professionals involved can use multiple different approaches in accomplishing their tasks, 

I kindly ask you to focus on the most common ways found among the professionals. Feel free to share 

your thoughts openly but always focusing on the information relating to each step. 



 

 

 

 

PURCHASING PROCESS STEPS & QUESTIONS (Logistics) 

 

 

 

 

 

 

 
 

    

 

 

 

 

 

 

 

 

   

 

 

 

 

  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Information input to executing 

a contract and/or purchase 

order: 
 

- What information do you 

share for this step? 

- To which professional/-s do 

you share this information? 

- Which channel/-s do you 

use to share this 

information? 

- Which channel/-s work best 

in sharing information for 

this step? Why? 

- Which channel/-s 

complicate the information 

sharing for this step? If so, 

why? 

- Which tool/-s do you use to 

save the information for this 

step? 

- Which tool/-s work best in 

saving information for this 

step? Why? 

- Which tool/-s complicate 

information saving for this 

step? If so, why? 

- Suggestion for improving 

information sharing for this 

step? 

 

EXECUTING A 

CONTRACT AND/OR 

PURCHASE ORDER: 

 
Including e.g., purchase 

requisition, purchase order/and 

or contract documentation + 

project specific attachments, 

negotiations 

 

Executing actions in supply 

control: 

 
- Which tool/-s and/or 

channel/-s do you use in 

this step? 

- In which tool/-s do you 

save information in this 

step? 

- Which tool/-s work best 

in this step? Why? 

- Which tool/-s complicate 

the execution of actions in 

this step? If so, why? 

- Suggestions for improving 

execution of actions in this 

step? 

 

Information output from the 

executed contract and/or 

purchase order: 
 

- What information do you 

receive from this step? 

- From which professional/-s 

do you receive information? 

- Which channel/-s are used 

to share information? 

- Which channel/-s work 

best in receiving 

information from this step? 

Why? 

- Which channel/-s 

complicate receiving 

information from this step? 

If so, why? 

- What information do you 

struggle to receive from 

this step? If so, why? 

- What information is hard to 

find from this step? If so, 

why?  

- Suggestions for improving 

information receiving from 

this step? 

 

SUPPLY CONTROL 

 
Including e.g., activities in 

logistics, expediting & quality 

management 

Information input to the 

execution of actions in supply 

control: 

 
- What information do you 

need in this step? 

- From which professional/-s 

do you get this information? 

- Which channel/-s are used 

to share the information? 

- Which tool/-s do you use to 

gather information for this 

step? 

- What information do you 

struggle to receive for this 

step? If so, why? 

- What information is hard to 

find for this step? If so, 

why? 

- Which channel/-s work best 

in receiving information for 

this step? Why? 

- Which channel/-s 

complicate the information 

receiving for this step? If so, 

why? 
- Suggestions for improving 

information gathering for 

this step? 

 

4 

Information output from the 

executed actions in supply 

control: 
 

- What information do you 

share from this step? 

- To which professional/-s do 

you share information from 

this step? 

- Which channel/-s do you 

use to share this 

information? 

- Which channel/-s work 

best in sharing information 

from this step? Why? 

- Which channel/-s 

complicate sharing of 

information from this step? 

If so, why?  

- Suggestions for improving 

information sharing in from 

this step? 

3 



 

 

 

Appendix 6. Interview Form_Invoice Handling 

 

 

MEANINGS & DEFINITIONS 
 

Channels refer to:  

o e-mail,  

o teams channel / teams chat / teams call, 

o mobile phone call / mobile phone text,  

o via company x used tools e.g., ERP, DMS tools etc. 

o OneDrive share,  

o internal file share,  

o face-to-face,  

o something else, which way? 

 

Tools refer to:  

Company x used tools in which information can be and/or saved, transmitted, updated such as ERP, 

SRM, DMS, TEAMS, DA-COQ, Comos, Shipping plan, Fiori, Office tools, internal file share etc. 

 

Professionals refer to:  

Area of expertise e.g., project management, engineering, purchasing, logistics, expediting, quality 

management and invoice handling.  

 

 

INSTRUCTIONS: 

 

For this interview, Invoice Handling is set to be involved in following project purchasing process 

steps: 

 

STEP NAME OF STEP ROLE 

5 DELIVERY & 

ACCEPTANCE 

Gathering information for the 

execution of delivery & 

acceptance, executing delivery 

& acceptance, and sharing 

information from executed 

actions in delivery & 

acceptance 

 

Answer the questions starting on the next page. Since there can’t be one perfect answer to all the 

questions and professionals involved can use multiple different approaches in accomplishing their tasks, 

I kindly ask you to focus on the most common ways found among the professionals. Words such as 

tools, channels and professionals are used in the questions and their meaning is explained above. Feel 

free to share your thoughts openly but always focusing on the information relating to each step. 

 

 

 



 

 

 

 

 

 

 

PURCHASING PROCESS STEP & QUESTIONS (Invoice Handling) 

 

 

 

 

 

 

 
 

    

 

 

 

 

 

 

 

 

   

 

 

 

 

  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Executing actions in delivery & 

acceptance: 

 
- Which tool/-s and/or 

channel/-s do you use in 

this step? 

- In which tool/-s do you 

save information in this 

step? 

- Which tool/-s work best in 

this step? Why? 

- Which tool/-s complicate 

the execution of actions in 

this step? If so, why? 

- Suggestions for improving 

execution of actions in this 

step? 

 

DELIVERY & 

ACCEPTANCE 

 
Including e.g., 

quality management & final 

documentation, invoice handling 

Information input to the 

execution of actions in delivery 

& acceptance: 

 
- What information do you 

need in this step? 

- From which professional/-s 

do you get this information? 

- Which channel/-s are used 

to share the information? 

- Which tool/-s do you use to 

gather information for this 

step? 

- What information do you 

struggle to receive for this 

step? If so, why? 

- What information is hard to 

find for this step? If so, 

why? 

- Which channel/-s work best 

in receiving information for 

this step? Why? 

- Which channel/-s 

complicate the information 

receiving for this step? If so, 

why? 
- Suggestions for improving 

information gathering for 

this step? 

 

5 

Information output from the 

execution actions in delivery & 

acceptance: 
 

- What information do you 

share from this step? 

- To which professional/-s do 

you share information? 

- Which channel/-s do you 

use to share this 

information? 

- Which channel/-s work 

best in sharing information 

from this step? Why? 

- Which channel/-s 

complicate sharing of 

information from this step? 

If so, why?  

- Suggestions for improving 

information sharing from 

this step? 



 

 

 

Appendix 7. Project Purchasing Process Flowchart 


