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Abstract 
 
Course: Master thesis in Business Administration and Economics, Major of Logistic, 30 

hp, 4FE19E, VT17 

Authors: Daniella Pavkovic & Alexandra Valhed 

Supervisor: Hana Hulthén 

Examiner: Helena Forslund 

 

Title:  How to eliminate non-value added activities within eGrocery - a case study at a 

global grocery supplier 

 

Background: An increase in eGrocery usage has occurred due to a more stressful every 

day living with busy schedules and the desire to save time (Emec, Catay and Bozkaya 

2015). Companies are getting involved with eGrocery primary to strengthening the 

consumer loyalty (Saskia, Marei and Blanquart 2016). Jaca et al., (2012) claim that 

well-functioning processes within eGrocery will contribute to economic development of 

the company which in turn can lead to higher level of consumer satisfaction, higher 

return on investments and a greater efficiency in processes. However, in order to enable 

improvements of a process and increase the efficiency, non-value added activities need 

to be eliminated (Librelato et al., 2013).  

 

Purpose: The purpose of the thesis is to propose a framework for elimiating non-value 

added activities related to information sharing in the eGrocery order fulfilment process.  

 

Method: The study has a qualitative approach and, in order to answer the purpose of the 

study, the authors have performed a case study at a global grocery supplier. Empirical 

data has been collected through focus groups and interviews. 

 

Conclusion: An amount of 81 % of the activities within the order fulfilment process 

towards Shopr are considered to be non-value added. These were identified by a 

creation of a Value Stream Mapping. The non-value added activities depend primary on 

manual handling of the operations and insufficient information sharing within the own 

company as well as between the global grocery supplier and Shopr. In order to eliminate 

these non-value added activities a Future State Map should be created. Furthermore, 
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focus should be on elimination of the silos within the company and integration of an 

integrated information system. This applies for the global grocery supplier as well as 

other global companies involved with eGrocery. 

 

Key words: Non-value added activities, eGrocery, Order fulfilment process, information 
process, silos 
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Prologue 

The grocery industry is highly competitive with small margins (Saskia, Marei and 

Blanquart 2016). Companies in the grocery industry therefore need to strive to be 

involved with new technologies, such as Electronic Commerce, in order to sustain 

competitive on the market (Hackney, Grant and Birtwistle 2006). 

 

On initiative of the non-profit industry organization Danish DLF, 80-100 of Denmark’s 

largest suppliers, including the global grocery supplier, have recently launched an 

electronic grocery-website called Shopr. This website was launched in May 2016 in order 

to even the leverage of the retailers. Consumers can purchase products from all of the 

suppliers simultaneously, and receive the groceries delivered home at an agreed time. 

Shopr has a wide range of products from food to toilet requisites and beverages. The 

administration and deliveries are managed by Shopr, a team put together by DLF. The 

suppliers involved with Shopr pay an amount of money for each purchased order to 

maintain the website. Shopr is operating the ordering from the consumers, the delivery 

from their own warehouse to the homes of the consumers and the invoicing of the 

purchased products on behalf of the supplier (Nordic Logistics Manager 20170126).  
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1 Introduction 
 

The introduction chapter will begin with a case company description followed by a 

presentation of the background of the studied subject. Further, a problem discussion will 

take place which will be divided into two parts. The first section intends to problematize 

the current situation at the eGrocery market that the literature highlights as well as the 

issues the global grocery supplier experience. The second part of the problem discussion 

will focus on the importance of improving a process. Each part will culminate into a 

research question. Finally, the purpose of the study, a summarization of the research 

questions and disposition will be presented.  

 

1.1. Company description  

 

The global grocery supplier is one of the world’s leading companies within food, health 

and wellness. The global grocery supplier’s strategy is to encourage their consumers to a 

healthier lifestyle, by offering support to a healthy living through all stages in life. Being 

a leading company on the market by developing innovating products, expanding their 

product category and being available to the consumers are an important part of the 

company’s strategy.  

 

The focus of this study a global grocery supplier in Denmark which has no physical store 

or a website available for consumers to purchase products. Thereby, the company has 

been required to use retailers in order to reach their consumers. However, the global 

grocery supplier has recently launched an electronic grocery-website called Shopr, 

together with 80-100 of Denmark’s largest suppliers (Nordic Logistics Manager 

20170126). Electronic grocery, shortened eGrocery, can be defined as the process when 

consumers order groceries at a website and either collect the groceries at a physical store 

or having them delivered all the way home (Cagliano, De Marco and Rafele 2016). The 

Nordic Logistics Manager at the global grocery supplier (20170126) claims that the 

retailers have had the ability to choose which of the supplier’s products to launch to the 

market and to what price. However, with this website The global grocery supplier have 

the possibility to offer a wider product range and could in the long term regain the power 

of the retailers. Further, the global grocery supplier can set their own recommended prices 
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of the products and choose campaigns without using retailers to reach their consumers, 

as shown within the dotted line in figure 1 (ibid.). 

 

 
Figure 1 The different distribution channels 

 

In the co-operation with Shopr, the global grocery supplier is required to maintain the 

stock availability of the products and handling of the internal activities of the order 

fulfilment process, as illustrated in figure 2. The four different departments; Commercial 

Department, Supply Planning Department, Material Handling and Customer Service are 

included in this order fulfilment process towards Shopr. The Commercial Department’s 

main function is to maintain the stock availability and decide which products that should 

be available on Shopr. The Supply Planner is in charge of the creation of the internal 

purchase order and the transfer of products from the warehouse of the global grocery 

supplier to the Shopr warehouse. Material Handling is managing the goods received and 

the products in The global grocery supplier’s internal system that is required in order to 

create an invoice of the products sold on Shopr, which is the task of Customer Service 

(Nordic Logistics Manager 20170223). According to the Nordic Logistics manager 

(20170126), the main reason for why the global grocery supplier initiated the co-

operation with Shopr was to satisfy the consumer. However, this study will only focus on 

the non-value added activities related to information sharing between the different 

departments at the global grocery supplier and between the global grocery supplier and 

Shopr, as demonstrated within the dotted line in figure 2. As mentioned, Shopr has all of 

the contact with the consumers and will therefore not be included in this part of the 

process.  
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Figure 2 The order fulfilment process towards Shopr 

 

 

Shopr enables the companies to reach their consumers without the traditional power of 

retailers. However, the global grocery supplier has experienced some issues with this 

order fulfilment process which have made it difficult to continue the development of the 

global grocery supplier’s co-operation with Shopr. This is, according to the Nordic 

Logistics Manager (20170126) necessary if the company want to proceed with the Shopr 

website (Ibid.). 
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1.2. Background 

 

Due to globalization, the business market is increasingly becoming more complex and 

the environment that companies operate at is highly competitive with a wide range of 

different consumers (Valmohammadi and Dashti 2015). A more stressful everyday living 

with busy schedules and the desire to save time have resulted in the development of 

electronic commerce. Electronic commerce, shortened eCommerce, is the ability of 

purchasing orders online (Emec, Catay and Bozkaya 2015). Large firms often use 

eCommerce in order to keep market shares while small and medium firms need online 

sales to be able to gain competitive advantage (Li, Xie and Zhao 2015). This way of 

purchasing is thereby increasingly having a larger importance in many different industries 

(ibid.), especially the grocery industry (Karolefski 2016). According to Saskia, Marei and 

Blanquart (2016), two of the main reasons for entering the eCommerce market within the 

grocery industry are the possibility of getting a growth in sales and strengthening the 

consumer loyalty. 

 

The grocery industry is known to be relatively traditional but has lately been forced to 

adapt to new trends and technological developments (Wijnands et al., 2008). Due to 

changing consumer expectations and demands (Jaca, Santos, Errasti and Viles 2012; 

Valomhammadi and Dashti 2015), technological developments and trends (Colla and 

Lapoule, 2012) the grocery industry is continuously under development (Jaca et al., 2012; 

Valomhammadi and Dashti 2015). According to the Nordic Logistics Manager at The 

global grocery supplier (20170126), two types of eGrocery exists; either the retailers own 

the products until they are purchased by the end consumer or the suppliers does. The 

ownership of the products entails the authority to determine the price and campaigns of 

the products. Moreover, the owner has the right to decide which products that are being 

introduced to the market and in addition, where to locate them in the store (ibid.). 

Traditional eGrocery, when the retailer has the ownership of the products, often offers 

groceries from a huge range of brands that are being found in supermarkets. There has 

been an increased amount of these sites during the last years. Today 84 % of all eGrocery 

consumption is made by these retail-owned sites which represents 50 % of the total 

spending on online-shopping (Karolefski 2016). Differently from the traditional 
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eGrocery, the supplier-owned eGrocery is quite unexplored (Cagliano, De Marco, Rafele, 

Brafanini and Gobbato 2015; Durand and Gonzales-Feliu 2012).  

 

Jaca et al., (2012) claim that well-functioning processes within eGrocery will contribute 

to economic development of the company which in turn can lead to higher level of 

consumer satisfaction, higher return on investments and a greater efficiency. Efficiency 

is defined as the relationship between the useful work that has been performed in a process 

compared to the total energy used. Doing things right, reducing non-value added activities 

and gaining higher returns are associated with increased efficiency (Nayak 2017). 

However, in order to achieve all these advantages a process needs to be value added 

(Mattsson 2000). The changed business environment has resulted in supply chains with 

several integrating players (Valmohammadi and Dashti 2015). Many supply chains today 

consist of processes which are integrated with other stakeholders, for instance, a 

company’s order fulfilment process. An order fulfilment process extends from the point 

when an order is received until the order is delivered. These processes tend to consist of 

a high percentage of non-value added activities (Mattsson 2000). Frater (2005) explains 

that non-value added activities are activities within a process that does not add any value 

to the end consumer. Even though the definition of non-value added activities is quite 

clear it often occurs difficulties locating and identifying these activities in a process 

(Ljungberg and Larsson 2012). In order to enable improvements of and increase the 

efficiency, non-value added activities need to be eliminated (Librelato, Lacerda, 

Rodrigues and Veit 2013).  

 

1.3. Problem discussion 

In order to stay competitive on the market companies need to get involved with new 

technologies, such as eGrocery (Hackney, Grant and Birtwistle, 2006). However, there 

exist several issues which together contribute to the struggle companies experience when 

being involved with eGrocery (Cagliano, De Marco and Rafele 2016). These issues 

generate non-value added activities in the processes within eGrocery which inhibits 

efficiency (Cagliano et al., 2015). 
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1.3.1. Non-value added activities related to information sharing within the order 

fulfilment process of towards Shopr 

Even though the importance of eGrocery has been highlighted, the industry is 

characterized with issues and activities that do not add any value to the 

consumers (Cagliano, De Marco and Rafele 2016). The global grocery supplier on this 

study is experiencing several difficulties with the order fulfilment process towards Shopr. 

For instance, the stock is owned by the global grocery supplier but managed by Shopr. 

The interactions between both parts have not yet been established which has resulted in 

poor stock availability, expired products and an unawareness of possible damage of the 

delivered products to the Shopr warehouse (Nordic Logistics Manager 20170126).  Poor 

logistics and insufficient control of both physical and informational flows in the eGrocery 

industry are highlighted as contributing factors for why companies are struggling within 

this industry (Cagliano, De Marco and Rafele 2016).  

 

Lack of information sharing and integration between the different activities in the supply 

chain is also quite common within this industry (Cagliano, De Marco and Rafele 2016) 

as well as in integrated processes across companies, such as order fulfilment processes 

(Mattsson 2000). The Nordic Logistics Manager at the global grocery supplier 

(20170126) claims that there are not only the information sharing and interaction with 

Shopr that are lacking but also between employees and departments within the own 

company. Espino-Rodriguez and Rodriguez-Diaz (2013) point out that lacking 

integration within an order fulfilment process often depends on desynchronized systems 

which often causes decreased efficiency and significantly increased costs. Due to that the 

order fulfilment process towards Shopr is relatively new and unmapped, the different 

departments within the process are not fully aware of how their activities affect the work 

in the other departments (Nordic Logistics Manager 20170126).  

 

Douglas, Antony and Douglas (2014) point out that rework, checking other employee's 

work and doing things others already have done are non-value added activities that can 

occur in many organizations. Cagliano et al., (2015) claim that these are a result of poor 

information sharing. The Nordic Logistics Manager at the global grocery supplier 

(20170126) emphasize that these types of non-value added activities are relatively 

common in the order fulfilment process towards Shopr and that they need to be identified 
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and eliminated if the global grocery supplier intend to remain the process within the 

company and continue investing time and effort in Shopr. However, Ljungberg and 

Larsson (2012) claim that it is quite difficult to locate and identify the non-value added 

activities. 

 

Moreover, many activities within the order fulfilment process towards Shopr are currently 

manually operated due to that the process is not being fully implemented, neither at the 

global grocery supplier as an organization or into their internal systems. The non-value 

added activities in the process absorbs an amount of both time and money which results 

in financial loss for the global grocery supplier (Nordic Logistics Manager 20170126). 

Librelato et al., (2014) claim that in order to create an understanding of the order process 

the non-value added activities need to be identified and then eliminated in order to 

contribute to an increased quality and efficiency within the company. The time spent on 

the order fulfilment process today is bearable for the different departments, but as the 

sales at Shopr increase, which the global grocery supplier estimates, they will no longer 

be able to perform according to the Nordic Logistics Manager at the global grocery 

supplier (20170126). It is therefore substantial for the global grocery supplier to decide 

whether to fully commit and continue to invest time and effort in this eGrocery site or to 

leave.  

 

This problem discussion leads therefore to the following research question: 

 

Which non-value added activities related to information sharing at the global grocery 

supplier can be identified in the order fulfilment process towards the eGrocery site 

Shopr?   

 

 

1.3.2. Addressing the non-value activities related to information sharing and 

enable improvements within the order fulfilment process towards Shopr 

The order fulfilment process towards Shopr is at the moment very time consuming. 

However, since this website still is quite new, there is not yet many purchase orders from 

the consumers (Nordic Logistics Manager 20170126). Karolefski (2016) argues that the 

current volume of online grocery sales is overall a relatively small and that it is fairly 
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important to develop the process in order to make eGrocery profitable and as efficient as 

possible. Otherwise, there might be an increased negative financial impact as the 

percentage of sales grows (ibid.) which Anesbury et al., (2016) predict will occur. If the 

global grocery supplier still wants to continue reaching their consumers through Shopr, 

the currently existing process, with the amount of non-value added activities will not be 

possible as the number of orders increase (Nordic Logistics Manager 20170126).  

 

In order to streamline and simplify a process the non-value added activities need to be 

identified and then reduced or, in best cases, eliminated. The reduction and elimination 

of these activities are considered to be the biggest challenge in a process (Douglas, 

Antony and Douglas 2015). In order to examine the necessary changes for improvements 

of the process, a future state map could be created according to Abdulmalek and Rajgopal 

(2007). A future state map facilitates the founding of non-value added activities and 

creates a distinct objective of how the process should be (ibid.). The Nordic Logistics 

Manager (20170126) explains that the order fulfilment process at the global grocery 

supplier is not only undeveloped with a great amount of manually operations, but also 

unmapped. This contributes to difficulties to find and eliminating the non-value added 

activities that exist in the process. Therefore, improving the process is a substantial issue 

for the global grocery supplier (ibid.).  

 

Cagliano et al., (2015) point out that the existing literature of eGrocery is relatively 

unexplored and that it mostly describes the consumers’ point of view and neither the 

suppliers nor the retailers’ perspective. Hübner, Kuhn and Wollenburg (2016) highlight 

that there exist different gaps in the current literature regarding logistic activities within 

the grocery industry. Moreover, the grocery industry is fundamentally different compared 

to other industries and existing literature therefore cannot be applied (ibid.). Kervenoael 

et al., (2006) argues that a framework need to be developed in order to address an 

unexplored gap in the literature. Cagliano et al., (2015) confirm and claim that the success 

of the eGrocery depends on the availability of frameworks (ibid.). A framework can be 

developed by defining the different factors, issues and constraints that exist within an area 

and can furthermore be used to co-ordinate and consider the interdependencies between 

the factors (Hübner, Kuhn and Wollenburg 2016). The development of a framework will 

enable the suppliers to prioritize the contributing factors which are influencing the 
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eGrocery industry and in turn decide which factor to primary focus on (Cagliano et al., 

2015). 

 

The problem discussion above leads to the following research question: 

 

How can the identified non-value added activities related to information sharing at the 

global grocery supplier be addressed in order to improve the order fulfilment process 

towards Shopr?  

 

1.4. Purpose  

The purpose of the thesis is to propose a framework for eliminating non-value added 

activities related to information sharing in the eGrocery order fulfilment process.  

 

1.5. Research questions 

1.   Which non-value added activities related to information sharing at the global 

grocery supplier can be identified in the order fulfilment process towards the 

eGrocery site Shopr?   

2.   How can the identified non-value added activities related to information sharing 

at the global grocery supplier be addressed in order to improve the order fulfilment 

process towards Shopr?  
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1.6 Disposition 

 

 

 

 

Intoduction

• The introduction chapter will begin with a case study description followed by a 
presentation of the background of the studied subject. A problem discussion will take place 
which will be divided into two sections. Each part will culminate into a research question. 
Finally, the purpose of the study, a summarization of the research question and disposition 
will be presented. 

Methodology

•The approach of the study will be presented in this chapter. Every section will initially begin 
with theory regardin each part of the methodology. Thereafter, an explanation of how each 
research method have been approached in this study will be presented.

Theoretical	  
Framework

•This chapter includes theory that is necessary in order to answer the research questions. 
Thereby, this chapter will conclude theory regarding Value Stream Mapping, non-value added 
activitites related to information sharing and how to eliminate these. Further, theory regardin 
the eGrocery industry with a focus on the current situation and information sharing will be 
presented.

Empirical	  
Data

•Initially the current handling of the studied order fulfilment process will be presented followed 
by empirical data regarding the eGrocery industry with focus on the current situation and 
information sharing out of the case company's perspective.

Analysis

•The chapter will be divided into two sections; one per each research question. With the 
theoretical framework and empirical data as basis, the two research questions will be analysed 
and answered.

Result	  
Discussion

•This chapter intends to develop the framework out of the findings from the analysis combined 
with the theoretical framework and thereby answer the purpose of this study.

Conclusion

•The final conclusion of the both research questions will be presented as well as the practival 
and theoretical contribution of this study. Limitation of the study, future research and the 
ethical considerations and quality creiteria of the study will also be included in this chapter.

Figure	  3	  Disposition	  of	  the	  study 
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2 Methodology 
 

In this chapter, every section will initially begin with theory regarding each part of the 

methodology. Thereafter an explanation of how every research method have been 

approached in this study will be presented. Firstly, the research strategy, case study as 

research design, sampling method, and data collection will be described. Further, 

sections in this chapter are analytic method and ethical principles. Finally, the quality 

criteria and a summarization of this chapter will be presented in order to get a clear 

overview of the approach in the study.  

 

2.1 Research Strategy 

 

The concept research strategy illuminates the implementation of research within business 

economics and contains qualitative and quantitative research methods (Bryman and Bell 

2013). According to Björklund and Paulsson (2012) it is the purpose of the research that 

decide which of these methods that should be used. Quantitative research is a research 

strategy which emphasizes the collection and analysing of data. Qualitative research put 

highlight on words, instead of data. Qualitative research is used to develop a deeper 

understanding of a specific problem or a situation and to approach the relationship 

between theory and research (Bryman and Bell, 2013).  Interviews and focus groups are 

most suitable when executing a qualitative research (Björklund and Paulsson 2012). 

According to Damgaard, Freytag and Darmer (2000), it is beneficial to use qualitative 

research methods when accomplish a case study since it contributes to a deeper 

understanding of complex situations. However, Bryman and Bell (2013) claim that 

criticism has been directed to qualitative research methods since the research often is 

subjective due to the results generally is based on the researchers’ opinions of what is 

meaningful for the study.  

 

2.1.1 Selection of research strategy  

The purpose of this study is to evaluate the order fulfilment process towards Shopr at the 

global grocery supplier which is why a qualitative research method has been applied. 

Interviews and a focus group have been used to map the process and thereby identify 

possible non-value added activities. On these basis, suggestions of improvements of the 
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order fulfilment process have been developed. The study has been put through a deeper 

research in order to develop a future state map of the order fulfilment process to 

implement the proposed suggestions. In addition, a framework has been developed to 

describe how global companies in the grocery industry can manage the non-value added 

activities related to information sharing within eGrocery, which has resulted in a 

qualitative structure.  

 

2.2 Case study as research design 

 

A case study contributes an empirical research which study a current situation, 

organization or process in its real context. It is categorized as an approach where the 

researchers are interested in illuminate unique traits in different specific cases instead of 

developing general conclusions suitable for the population (Yin 2007). Bryman and Bell 

(2013) claim that a case study hold one detailed and thorough case with complexity and 

a genuine result. A case study can be used in both quantitative and qualitative methods 

but often associated with the last mentioned. Case studies is considerate being flexible 

since it can adapt a specific company or situation (Ibid.). According to Yin (2007) a case 

study require several different sources of information than other research designs.  

 

2.2.1 Case study for this research 

A case study is most suitable for this study since it is solely the global grocery supplier 

which has been examined. Since the study hold one specific case, a deeply and detailed 

research has been performed in order to acquire a true result. An objective of this study 

has been adapted to the particular company to propose suggestions of improvements to 

the order fulfilment process towards Shopr. The main purpose of this study is to develop 

a framework suitable for the grocery industry, not the entire population. Many different 

sources of information have been applied for the study, for instance, focus groups, 

interviews and articles.      
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2.3. Sampling Method 

 

A non-random sampling method in a study tends to result in a less generalizable result 

compared to a random sampling. This, because the participants are representing a selected 

part of the population. The researchers which use a non-random sampling method may 

use convenience judgement in order to select the elements in the sample. This method 

involves that the researcher sample the most readily and available elements that can 

provide the information that is required (Bryman and Bell 2013). According to Yin 

(2007), a snowball sample is a method within the non-random sampling. Snowball sample 

is a method where the study is based on a small number of people which are considered 

relevant because of their expertise or experience. Further, the researcher uses these initial 

participants in order to connect with more potential participants (Bryman and Bell 2013). 

Yin (2007) points out that snowball sampling usually is used in qualitative studies due 

the aim in these studies often is not to get generalizable results. 

 

2.3.1 Selection of sampling method 

Since this study is a qualitative research, the non-random- and snowball sample are 

therefore the most suitable methods for this study. Further, this study does not have the 

purpose to generalizable the result on a greater population, but a specific industry, which 

validate the chosen methods even more. The first contact was made with the Customer 

Service Manager at the global grocery supplier and further contact could thereafter be 

made with the Nordic Logistics Manager of the company. Then, in turn, connection was 

made with a several other employees included in the different departments within the 

order fulfilment process towards Shopr at the global grocery supplier, which all hold the 

expertise and experience needed for the study.  

 

2.4 Data Collection 

 

When collecting data for a study, the researcher can either use primary data or secondary 

data (Björklund and Paulsson 2012). The definition of primary data is information that 

has been actively collected from the researcher through, for example, interviews or 

observations (Saunders, Lewis and Thornhill 2009). Yin (2007) points out that interviews 
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are one of the most important sources of information. Secondary data is often collected 

by others than the researcher and for another purpose than the actual study. Journal 

articles, books and online data are sources where secondary data can be gathered 

(Saunders, Lewis and Thornhill 2009). In order to confirm and build reliability the 

collected information of the study need to consist of a several different sources (Yin and 

Retzlaff 2013).  

 

Bryman and Bell (2013) describes three different types of interviews; structural, 

unstructured and semi-structural. Established and in advantage prepared and written 

questions characterize structural interviews. The questions are asked in the same order as 

they are in the questionnaire. Unstructured interviews tend to resemble a normal 

conversation where questions, within the researched topic, are asked randomly. Björklund 

and Paulsson (2012) argue that leading questions should be avoided when executing 

unstructured interviews. In semi-structured interviews the questions have been 

established in advantage but the respondent has the opportunity to express his or her 

opinions and speak more freely. The questions do not need to be asked in the same order 

as they are in the questionnaire, there is also a possibility to ask follow-up questions 

during the semi-structural interview (Bryman and Bell 2013). Yin and Retzlaff (2013) 

explain that the purpose of the study determines which interview method that is most 

suitable for the study.  

 

By using focus groups, the method of interviewing involves more than one participant, 

commonly at least four interviewing persons. A Focus group concern a specific theme, 

often with the purpose to research the chosen subject at depth (Bryman and Bell 2015). 

According to Bryman and Bell (2015), this type of interviewing method is often used for 

a qualitative research. An important aspect of focus groups is the group's common 

apprehension of the objective. The researchers should therefore initially inform the 

participants of the purpose of the focus group. In addition, Bryman and Bell (2015) claim 

that there exist a couple of issues with the selection of participants of the focus group. In 

particular, during the decision of deciding to gather a neutral group or a group with the 

right competences (ibid.). 
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2.4.1. Selection of the data collection methods 

The collection of data has in this study been divided into three section; after the two 

research questions and the purpose of the study. 

 

2.4.1.1. Which non-value added activities related to information sharing at the global 

grocery supplier can be identified in the order fulfilment process towards the eGrocery 

site Shopr?   

 

The first research question consists of an identification of the non-value added activities 

of the order fulfilment process towards Shopr at the global grocery supplier. By mapping 

the order fulfilment process, these activities can be established. The collection of 

empirical data has foremost been assembled by the use of primary data. Semi-structured 

and unstructured interviews have been performed with the different employees at the 

company in order to gather useful information. By interviewing different employees at 

the global grocery supplier, within the process, a more distinct picture of the present 

situation is achieved.  In addition, to identify the non-value added activities a focus group 

have been used where the participants discussed the specific order fulfilment process 

towards Shopr. The focus group took place at the Nordic head office at the global grocery 

supplier in Denmark and included the different employees from the concerned 

departments. The focus group begun with a discussion about the current order fulfilment 

process in order to determine the activities performed within the different departments, 

which was useful when mapping the process. The last part of the discussion included how 

the employees in the process believed that the cooperation with Shopr should be in the 

future and how the communication between the departments of the global grocery 

supplier could improve to ease their work.  

 

 
Table  1 The participants of the focus group 

The Nordic Logistics Manager

• The overall responsibilty of the process 
The Commercial Manager

• Managing the creation of the Order Proposal
The Supply Planner

• Managing the creation of the Purchase Order
The Nordic Logistics Coordinator

• Managing the Goods Received and unblocking of products
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In order to complement the empirical data of interviews and focus groups, secondary data 

of documents and PowerPoints from the concerning company have been gathered. The 

collection of secondary data to the theoretical framework have been assembled by 

searching for academic articles on One Search, Google Scholar and Business Source 

Premier. Literature on advanced level have complemented the academic articles.  

 

 
Figure 4 Search words for Research Question 1 

 

2.4.1.2. How can the identified non-value added activities related to information 

sharing at the global grocery supplier be addressed in order to improve the order 

fulfilment process towards Shopr?  

 
The second research question aim to address improvements to the order fulfilment process 

towards Shopr at the global grocery supplier by eliminating the non-value added activities 

and developing a future state map. The empirical framework is based on the discussion 

about developments of the process from previously mentioned focus group. In this focus 

group the participants discussed which activities that needs to be improved or eliminated. 

This was complemented with unstructured interviews with employees from the different 

departments. Secondary data to the theory section have been collected similarly as 

mentioned in 2.4.1.1. 

 

Search 
words

eGrocery

Value Stream Mapping

Information Process

Non-value added activities

Evaluation of a value stream mapping

Order fulfilment process
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Figure 5 Search words for Research Question 2 

 
2.4.1.3 The developing of the framework regarding the non-value added activities 

related to information sharing  

 
The purpose of the study aims to develop a framework of how to manage the non-value 

added activities related to information sharing within the eGrocery industry. The 

framework has been developed based on the conclusions of the research questions.  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Search 
Words

Future State Map

Elimination of non-value added activities

Improvements of non-value added activities

Information sharing

Silos

Communication

Integration
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2.4.1.4 Summary of data collection  
 
The table show a summary of the activities for the data collection of the study. In addition, 

which method that have been used, the participants and in which purpose the activity had, 

is stated.    

 

 

2.5 Analytic method  

 

In a qualitative method, the analysis does not follow a certain structure and is usually 

flexible where the researcher often jumps between the different phases of the study (Yin 

and Retzlaff 2013). However, according to Yin (2007) a case study can be divided into 

the parts of analytical strategy and analytical technique (ibid.). 

 

Table	  	  2	  Summary	  of	  data	  
collection 

Meeting at the Swedish office 
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2.5.1 Analytical Strategy  

Theoretical hypothesis, to perform case descriptions and rival explanations are three 

different strategies to use in an analysis. The theoretical hypothesis claims to be important 

since the goal with the research exists within the research questions. A case description 

is a method which explains the deposition of how the case study will be performed. Rival 

explanations mean that the researchers could test competing explanation and draw 

conclusions from these. This is considered to be a useful strategy since it means that 

already assumed causes to the result could have other forms of impact. By the researchers, 

before the data collection, being aware of that other explanation can occur is it easier to 

reflect over this in the analysis (Yin 2007). 

 

2.5.2. Analytical Technique 

In a case study, 5 different analytical techniques could be adopted; pattern comparison, 

design of explanation, syntheses based on different cases, program logical models and 

time series analysis.  

 

As the analytic technique pattern comparison sounds, it means that a comparison of two 

patterns are being made. One pattern from the empirical data and one that is expected. 

The internal validity for the case study increases if these patterns correspond. By 

designing explanations, a structure of pattern comparison accomplishes where the causal 

relations confirm. Syntheses based on different cases assume that the analysis is based on 

different case studies. Program logical models is useful for a chain of events with a 

continuously pattern where the causes affect each other. The last, time series analysis is 

mainly performed during an experiment where there needs to be an exact and complex 

pattern (Yin 2007).  

 

2.5.3 Authors’ approach  

Since the purpose of the case study was formulated by the global grocery supplier, a case 

description will be performed in this study which will generate the conclusions. Rival 

explanation or theoretical hypothesis will therefore not be used. The empirical data has 

been compared to the theoretical framework, which is why pattern comparison has been 

operated in order to increase the internal validly of the research. The collected data from 

the different focus groups and interviews have been the basis for the analysis where a 
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comparison with the existing theoretical framework has been made in order to identify 

and eliminate the non-value added activities within the order fulfilment process. Based 

on the analysis of the research questions the framework has been developed. The 

framework which intends to describe how companies can manage the non-value added 

activities related to information sharing within eGrocery, is based on experiences by the 

global grocery supplier and stated by the theoretical framework. 

 

The case study has been divided into sections regarding the different research questions. 

The theoretical and empirical framework have been applied to the both research questions 

and the development of the framework. The two research questions have been analysed 

separately where the mapping of the process from the first research question creates the 

basis for the analysis of the second research question.   

 

The first analysis is divided into three different section, identification of the process, 

designing of the Value Stream Mapping and evaluation of activities in order to answer 

the first research question of identifying the non-value added activities. In the 

identification of the process, a description of the different activities takes place. In the 

designing of the Value Stream Mapping, the actual mapping of the process was performed 

in order to identify the activities. Finally, the evaluation of the non-value added activities 

was made where they were categorised according to the definitions of Hicks (2007) and 

(Bevilacqua, Ciarapica and Paciarotti 2015) and how much non-value added time is spent 

on the order fulfilment process towards Shopr by the global grocery supplier.  

 

The second analysis contains the elimination of the identified non-value added activities 

from the first analysis. Elimination or reduction of each activity which do not add any 

value was considered after possibility. The improved activities were then performed in 

two future state maps which showed the possible reduction of time for the order fulfilment 

process both in short and long term. The framework of managing the non-value added 

activities related to information sharing within the eGrocery industry contain issues 

experienced by The global grocery supplier and issues identified by the theoretical 

framework.  
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Figure 6 Model of the analysis 

 

2.6. Ethical Principles   

 

According to Bryman and Bell (2013), ethical principles can arise during the different 

phases of the research process. Integrity, anonymity and confidentiality of the people 

involved in the study are a couple of ethical issues claimed by professional organizations 

as American Academy of Management (AoM) and Market Research Society (MRS) and 

can arise within a business economic research (ibid.). Bryman and Bell (2013) have 

formulated additional ethical principles:   

  

Harm to the participants: The concerning participants should be informed about the 

purpose of the study. The participants should also receive information about the different 

sections included in the study (Bryman and Bell 2013). According to Björklund and 

Paulsson (2012), by giving the participants information about the disposition of the 

research, an open communication is enabled, which benefit the handling of the ethical 

issues. The researchers of this study have, in agreement with The global grocery supplier, 

agreed on a purpose of the study suitable for both parts. In addition, The global grocery 
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supplier has received a detailed plan on how the study will be structured and performed. 

The participants in the research are well-informed about the purpose of the study and in 

which way they contribute to the result.  

 

Lack of informed consent: The participants should be aware of that their involvement in 

the study is optional and that they are able to, whenever during the process, end the 

agreement of the research (Bryman and Bell 2013). The global grocery supplier is 

informed and aware of that they can end the collaboration at any time if they wish to. The 

participants are not forced to be either interviewed or answer questions if they object.  

 

Invasion of privacy: This ethical issue concerns the privacy of the participants of the 

research. Anonymity is critical since the study can expose vulnerable information 

(Björklund and Paulsson 2012). It is significant to handle the information from the 

participants with confidentiality. The personal records should be kept where no 

unauthorized could receive access to them (Bryman and Bell 2013). Neither The global 

grocery supplier or the participants are mentioned in the published study which thereby 

fulfil the requirement of anonymity and confidentiality. The received information will be 

handed with great caution in order not to get uncovered.   

 

Deception: The collected information used in the study are not allowed to be used for 

other than the research project. It is neither allowed to distort the information in one way 

or another to aim to a requested result (Bryman and Bell 2013). The researchers of this 

study will not use the collected information to other than the purpose of the study. They 

will neither try to absorb the information to be interpreted differently.  

 

Affiliation and conflicts of interest: It is not permitted to withhold information, or define 

the study in a biased way in order to hold a wanted result. Giving the participants incorrect 

and misleading information is neither acceptable (Bryman and Bell 2013). According to 

Björklund and Paulsson (2012), by allowing the participants re-read a print-out of the 

interviews or/and a draft of the study could prevent misunderstandings. In this study, the 

company will be able to review a draft of the study and request changes in order to 

eliminate misunderstandings. The researchers will not ask questions that could either be 

misleading nor biased. The participants of the study have been informed of the collected 
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information to eliminate the misunderstanding. The researches have also not asked 

questions that could be misinterpreted.  

 

2.7 Quality Criteria  

 

When assessing the quality of collected data, it is important to consider certain aspects in 

order to receive a correct apprehension of the study. Credibility, reliability, dependability 

and possibility to support the result and conclusions is four concepts that is suitable for a 

case study. These criteria are usually named reliability, internal validity, external validity 

and construct validity (Yin 2007).  

 

Reliability is the concern whether or not the results of the study is repeatable, if the same 

result achieves when re-doing the specific research, but at a different time (Björklund and 

Paulsson 2012). An essentialness of receiving reliability is to strictly record each step of 

the the study (Yin 2007; Björklund and Paulsson 2012). Validity means in what extend 

the integrity of the result is generated from the collected data and analysis. This criterion 

is divided into internal validity, external validity and construct validity (Yin 2007). 

Internal validity is related to causality (Bryman and Bell 2013), and is used when the 

researchers want to see how situation X lead to situation Y. In qualitative studies, internal 

validity is concerned being beneficial since the researches during a longer period of time 

execute observations. If the theory and the study show a significant correlation, is it 

implying that high internal validity is reached (ibid.). External validity is related to if the 

results of the study can be generalised to other purposes or populations than what is 

aimed. This quality criterion is usually not connected to case studies since the result 

seldom can be generalized to a population (ibid.). However, according to Yin (2007) 

external validity can be reach by using existing theory. Construct validity mean that the 

researchers study the subject and gather information and data that is relevant for the study 

(Bryman and Bell 2013). In order to reach a high construct validity of a case study, the 

researcher should use several different sources when collecting data. In addition, it is 

important to give the participants of the study the possibility to re-read a draft of the study 

(Yin 2007).  
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In this study empirical material required when identifying and eliminating non-value 

added activities in the order fulfilment process towards Shopr at the global grocery 

supplier has been gathered foremost through semi-structured interviews, unstructured 

interviews and focus groups. The researchers have during a long period of time identified 

and evaluated the non-value added activities which strengthen internal validity. By 

interviewing several different representatives at the global grocery supplier with great 

knowledge of the order fulfilment process relevant empirical information have been 

collected. In addition, the business representative has been given the possibility to read 

and approve the study. This enhance that the construct validity is proved. In order to reach 

reliability, the researchers have documented each step of the study to ease other 

researchers to perform the same study.  

 

Within an analytic generalizability, the focus is on generalisation and development of a 

theoretical framework. When performing a case study, it eases the possibility to draw 

general conclusions since an already developed theoretical framework is applied on the 

case study in order to comparison the result (Yin 2007). This study does not aim to 

generalise the result of the study to the greater population. However, the researchers have 

aimed to contribute new relevant theory and are hopeful that other companies in similar 

situation can find the study helpful.   
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2.8 Summary  

 

 
Table  3 Summary of the methodology 
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3.Theoretical framework 

The theoretical framework consists of two sections; Value Stream Mapping and 

elimination of non-value added activities related to information sharing and the eGrocery 

industry. These will be presented more in detail in the initial stage of every section.  

 

 
Figure 7 Summary of the theoretical framework 

 

3.1 Value Stream Mapping and elimination of non-value added 

activities related to information sharing 

Initially, theory regarding the definition and procedure of a Value Stream Mapping will 

be explained which in turn is divided into three sections; identification of the process, the 

designing of a Value Stream Mapping and evaluation of the process. Furthermore, the 

definition and classification of non-value added activities related to information sharing 

and elimination of these together with theory regarding Future State Map will be 

presented.  

 

3.1.1 Value Stream Mapping  

A value stream is a combination of all the activities, both value and non-value added, that 

are required to produce a product or deliver a service. Frater (2005) explains that non-

value added activities are activities within a process that do not add any value to the end 

consumer. An effective tool to ensure that the value of the flow within a company 

operates, is value stream mapping, shortened VSM (Abdulmalek and Rajgopal 2007). 

According to Ljungberg and Larsson (2012), VSM is a detailed mapping of the flow of 
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material and information within a certain part of a company. VSM is a well-known tool 

within lean which enables a visual understanding of a process (Abdulmalek and Rajgopal 

2007). The main objectives with VSM are to identify the process, understand how the 

different activities are connected and eliminate any non-value added activities of the 

process (Abdulmalek and Rajgopal, 2007; Ali, Petersen and Schneider, 2016). 

Ljungberg and Larsson (2012) explain when mapping the process one can easily describe 

the activities within the company and how they co-operate to create value for the 

consumers. In addition, VSM enables a deeper comprehension for the employees to 

understand the process, which can be difficult in a complex organization. The activities 

performed within a part of an organization are affecting activities in other departments in 

the company. If the employees do not understand the connection between the different 

activities, difficulties might arise (ibid.). 

 

By performing a VSM of a current process, identifying the value and non-value added 

activities in order to eliminate these, a company can develop an approach on how to get 

more effective (Ali, Petersen and Schneider 2016). VSM is particularly important when 

developing and improving a new process, since it creates a common basis for the process 

which enable more well thought-out decisions to be made (Abdulmalek and Rajgopal 

2007). According to Paradiso and Cruickshank (2007) there is three steps on how to 

perform a VSM: 

 

1.   Identification of the process – Aims to give an understanding of the process and 

settle the grounds for the value stream mapping 

2.   Designing of the VSM – Executing a detailed map of the process included all the 

activities 

3.   Evaluation of the process – Identifying non-value added activities and shortages 

 

3.1.1.1 Identification of the process 
 
The first step, identification of the process, aims to create a basic understanding about the 

process (Paradiso and Cruickshank 2007). According to Paradiso and Cruickshank (2007) 

it is important to determine the limits, for example state a beginning and an end of the 

process, in order to get a clear apprehension. This step also includes to identify which 

activities that are required to produce the product or deliver the service (Lacerda, Xambre 
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and Alvelos 2016). Questions as why, what, who and when should be answered when 

aiming to receive a broad picture of the process. However, it is crucial not to only focus 

on the details, but to get an overview of the process in order to get a fundamental 

understanding (Ljungberg and Larsson 2012).  

 
3.1.1.2 Designing of the VSM 
 
The designing of VSM is the second step and foremost includes a detailed graphic 

explanation of the process and activities. When creating a distinct understanding of the 

process, it is easier to examine which activities that require improvements (Paradiso and 

Cruickshank 2007).  

Further, Paradiso and Cruickshank (2007) claim that it is easy to fall into the traditional 

functional organization structure when designing a VSM. By naming the different 

departments, included in the process, with what is performed rather than what is 

associated with their function, could avoid the traditional thinking (Paradiso and 

Cruickshank 2007; Ljungberg and Larsson 2012). To gather the needed information to 

complete a VSM, a so-called process walk can be in order. This method contains that a 

few people have the responsibility to design the VSM by interviewing the concerning 

employees in the included departments of the process in the same order as the process 

flows. If the employees are included during the mapping of the process, they could 

contribute with knowledge and competence in order to create a more well-developed 

VSM (Ljungberg and Larsson 2012). Having a clear purpose and objective of the outcome 

of the process, makes it more easy to stay on track and not be misled during the designing 

of the VSM (Paradiso and Cruickshank 2007). 

According to Lacerda, Xambre and Alvelos (2016) VSM is a pencil and paper tool with 

different symbols. Larsson (2008) has stated a few symbols that are useful when 

developing a VSM. 
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Figure 8 Symbols used in the VSM 

 

3.1.1.3 Evaluation of the process 

The ultimate goal with VSM is to identify all types of non-value added activities. When 

the value is identified and the process mapped, it is essential to evaluate the outcome 

(Lacerda, Xambre and Alvelos 2016). VSM makes the non-value added activities visible. 

However, the only way to identify the non-value added activities is to understand the 

types that do not contribute any value to the process (Ljungberg and Larsson 2012). An 

approach to evaluate the VSM is to carefully go through each activity and examine if it 

gives value or no-value to the process. It is important that the accomplished process state 

the current situation and not a desirable future, which in turn could be executed later if 

wanted. Evaluating the process, and later reducing the non-value added activities, does 

not only increase the efficiency, but also the quality of the activities (Lacerda, Xambre 

and Alvelos 2016).  

 

3.1.2. Non-value added activities related to information sharing 

Non-value added activities are known as a part of the lean philosophy (Bevilacqua, 

Ciarapica and Paciarotti 2015; Thürer, Tomasevic and Stevenson 2017). Larsson (2008) 

emphasizes that lean can be implemented in all kinds of operations, even in 

administrational processes which constitutes of informational flows. According to Hicks 

et al., (2004), non-value added activities may occur from the relationship between 

processes or within an individual process. One source to the appearance of non-value 

added activities is unclear communication (Thürer, Tomasevic and Stevenson 2017). 

Generic non-value added activities, which many organizations are struggling with, are, 
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for instance; rework, working in badly designed information systems, checking other 

people’s work and dealing with failure demand (Douglas, Antony and Douglas 2014). 

Mattsson (2000) points out that the amount of non-value added activities tend to be higher 

when companies have integrated processes with other market players.  

 

3.1.2.1. Classification of the non-value added activities related to information sharing 

Ljungberg and Larsson (2012) claim that it exists seven different types of non-value 

added activities which need to be eliminated in an organization; overproduction, 

waiting, inventory, transportation, motion, over-processing and defects. These seven 

traditional non-value added activities are designed out of a manufacturing process 

perspective (Hicks, Culley and McMahon 2006; Bevilacqua, Ciarapica and Paciarotti 

2015). According to Hicks, Culley and McMahon (2006) it does not exist any 

classification of non-value added activities for information management processes. 

Hicks (2007) has therefore, based on these relevant traditional types of non-value added 

activities, developed an alternative classification which is more suitable for 

informational management processes. This have in turn generated four types of non-

value added activities; failure demand, flow demand, flow excess and flawed flow 

(Hicks 2007; Bevilacqua, Ciarapica and Paciarotti 2015). These are presented below: 

 

Failure demand 

Includes activities and resources which are necessary in order to overcome the lack of 

information in a process. These activities require a need of acquiring additional 

information (Hicks 2007). Manual systems and data entry, inability performing functions 

due to failure in the information flow and inadequate information flow from consumers 

and/or sales are a non-value added activity classified as failure demand (Bevilacqua, 

Ciarapica and Paciarotti 2015).  

 

Flow demand 

This type of non-value added activity relates to the necessary time and resources spent on 

identifying information required in order to provide an effective information flow 

(Bevilacqua, Ciarapica and Paciarotti 2015). Poorly functional processes due to the 

inability of automatically exchange information, lack of control and flow of information 
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due to insufficient information and the required time, resources and effort when an 

employee need to locate new accurate information are non-value added activities which 

according to Hicks (2007) are in the category of flow demand.  

 

Flow excess 

The required time and resources spent on overcoming excessive information relates to the 

third type of non-value added activity named flow excess. This non-value added activity 

occurs when excessive information is stored due to lack of understanding how, where and 

when it should be used (Hicks 2007). The resources related to identify the necessary 

information to flow are also non-value added activities (Bevilacqua, Ciarapica and 

Paciarotti 2015).  

 

Flawed flow 

The resources and activities required to verify or correct information are included in the 

fourth and last type of non-value added activity called flawed flow (Bevilacqua, Ciarapica 

and Paciarotti 2015). This type of non-value added activity can occur due to existing 

unnecessary activities within the process or inaccurate information that requires 

employees to spend time on updating the information (Hicks 2007).    

 

3.1.3. Elimination of the non-value added activities related to information sharing  

When performing a VSM, one needs to be conscious of that the mapping itself will not 

result in improvements of the process. The mapping is only the first step of the 

development and is needed in order to be able to thorough evaluate the process and 

eliminate the identified non-value added activities (Ljungberg and Larsson 2012).  When 

there exists non-value added activities in a process both unnecessary time and resources 

are consumed which results in a more expensive output (Lacerda, Xambre and Alvelos 

2016). Kajdan (2008) claims that higher return on investments and eventually higher 

profit therefore occurs when reducing the non-value added activities among all business 

processes in a company. By eliminating these, the process could become more efficient 

and the quality of the activities could increase. 
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The secret of the success of VSM is its directness which is not only a tool of 

improvements but also a guidance for reaching a more efficient future state of a process 

(Schmidtkea, Heisera and Hinrichsen 2014). By identifying the non-value added activities 

and eliminating them, a future state map could be developed to become reality in a short 

period of time. This map becomes the indicator for making the necessary changes to 

improve the process. However, it is important that the employees included in the process 

all understand the mapping in order to understand the future state map (Abdulmalek and 

Rajgopal 2007). According to Lacerda, Xambre and Alvelos (2016), it is important to 

remember that there is no end to the reduction of the non-value added activities from the 

process. A company must always strive to continously eliminate these activities to reach 

efficiency (ibid.). 

In order to maintain an efficient process and enable elimination of non-value added 

activities a company have to increase the integration between the activities as well as the 

information sharing (Mattsson 2000). This can be done with an integrated information 

system (Luo, Fan and Zhang 2016).  Roberts (2011) points out that the elimination of 

silos also is essential when striving for an efficient process.   

 
3.1.3.1.Integrated Information System 
 

In order to ensure that the process is efficient, the activities need to be integrated with 

each other. Interfaces between companies in a supply chain are becoming increasingly 

important due to the external pressure to respond quickly on changes at a volatile market. 

These interfaces between companies often create the greatest opportunities to improve 

operations within a process and make it more efficient (Mattsson 2000). The efficiency 

within the entire process needs to be increased in order to operate a business successfully 

(Kämäräinen and Punakivi 2002). Thürer, Tomasevic and Stevenson (2017) highlight that 

unclear information sharing is a source to non-value added activities. Tight integration 

and information sharing between business processes are essential as well as co-ordination 

between an organization’s functional departments such as logistics, inventory 

management and sales (Luo, Fan and Zhang 2016). Mattsson (2000) argues that 

companies also need to make sure they have an accurate stock availability when selling 

products to consumers. In order to improve the inventory visibility companies can use 
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solutions such as an integrated information system which will get real-time information 

of the stock availability (ibid.).  

 

If there exist processes that are integrated with other market players, the employees in 

both companies need to be allowed to assume responsibilities in each other’s companies 

and the integration of the processes should therefore be built on mutual trust and co-

operation. A prerequisite for integrating processes is a common information system which 

can provide the information required for both parties as well as the different functions 

and departments internally in each company. If no mutual information system exists, the 

communication will be limited. An integrated information system will provide the 

possibility to exchange information which will ease the information sharing and the 

integration (Mattsson 2000). An integrated information system is defined as a system 

where a user may interchange and share information at any location within an 

interconnected network. In order to implement an integrated information system a 

common information database is required. When using an integrated information system 

companies have the possibility to share information between all the shopping channels 

which also enables the automatization of online purchasing and order fulfilment processes 

(Luo, Fan and Zhang 2016).   

 

3.1.3.2.Elimination of silos  
 
Information sharing is considered to be important in order to reduce uncertainty in a 

process (Mattsson 2000). Silos is described as the inability and lack of information 

sharing and integration between the activities in a process (Roberts 2011) and can, 

according to Schütz and Bloch (2006), happen even in the best of enterprises. Silos can 

appear within or between the different departments in an organization and/or between 

organizations (Willcock 2014). The later is often caused due to failure to partner 

efficiently. However, it entails a number of negative consequences such as increased 

frictional stress and loss in time and quality (Schütz and Bloch 2006). Furthermore, 

Willcock (2014) highlight significant additional financial costs, lack of shared learning 

and innovation and conflicts as negative outcome of silos. Roberts (2011) argues that the 

silos within the process needs to be eliminated to achieve a successful process. In order 

to succeed with making a process more efficient individuals in the different teams in a 

company’s functions need to adapt the mind-set that they are dependent on other people's’ 
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actions in order to perform their own work. Moreover, an understanding regarding that 

their own actions do affect other people further in the process is required (Larsson 2008). 

Roberts (2011) highlights face-to-face communication as a fairly important factor when 

striving for elimination of silos within a company.  

 

Willcock (2014) argues that work against the reduction of silos needs to be done in three 

different levels; individual level, the team level and the company level. Every individual 

in a company need to take responsibility for their role in the company and increase their 

flexibility in order to improve the relationships at the workplace. Moreover, to reduce 

silos companies need to educate the different teams within a company together instead of 

individually, according to Agnes (2016). During these lessons the benefits from a 

collaborative working environment and common goals should be highlighted. Cross-

departmental team-building exercises are a great way to stimulate the collaboration 

between the different departments within a company (ibid.). Initiative and direction 

towards a non-silos company needs to come from the management and team-leaders in 

order to succeed (Willcock 2014; Agnes 2016). The actions from the leaders work as a 

catalyst for the rest of the organization (Willcock 2014). Furthermore, the management 

need to reward the collaboration that exists in order to show that they have acknowledged 

the effort from the employees and stimulate further collaborations.  

 

3.2.   The eGrocery industry 

This section will initially describe the current situation at the eGrocery industry, the 

reasons for why companies get involved and the generically issues which are 

characterizing the industry. Thereafter, issues which generates non-value added 

activities related to information sharing within eGrocery will be presented. 

 

3.2.1. The current situation at the eGrocery industry  

There are several reasons for why companies are entering the eGrocery industry (Saskia, 

Marei and Blanquart 2016). The eGrocery industry is an up-and-coming market according 

to Anesbury et al., (2016). However, it is still considered to be quite small but rapidly 

growing with an annual percentage of 14 % over the last 5 years (Anesbury et al., 2016). 

The eGrocery industry is, according to Goethals, Leclerq-Vandelannoitte and Tütüncü 

(2011) one of the fastest growing industries within eCommerce and is, according to 
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Anesbury et al., (2016) anticipated to increase in line with an older growing population 

who are more familiar with the constantly developing communication and technology. 

Furthermore, the eGrocery is a possibility for companies to gain additional consumer 

groups (Saskia, Marei and Blanquart 2016) and a way to be visible and make the 

consumer aware of their brand and products (Ke, Chen and Su 2016). At the same time 

eGrocery entails a possibility to develop long-term relationships and loyalty towards the 

consumers (Cagliano et al., 2015).  

 

However, Cagliano, De Marco and Rafele (2016) claim that the eGrocery industry has 

not been very successful. The industry is characterized with low margins (Saskia, Marei 

and Blanquart 2016), low order frequency (Kämäräinen and Punakivi 2002) and 

consequently almost every company loses money when entering the eGrocery industry 

(Småros, Holmström and Kämäräinen 2000; Saskia, Marei and Blanquart 2016). 

Furthermore, Saskia, Marei and Blanquart (2016) and Cagliano, De Marco and Rafele 

(2016) explain that the eGrocery industry is highly competitive which results in that many 

companies are experiencing difficulties entering the eGrocery industry and managing 

surviving at this market. The first few years in the eGrocery are the hardest for a company 

due to the very dynamic market with a lot of changing players (Saskia, Marei and 

Blanquart 2016). 

 

3.2.2. Information sharing within eGrocery  

When entering the eGrocery industry companies are enforced to get involved with new 

actors and therefore also develop new relations with these (Saskia, Marei and Blanquart 

2016). Cagliano, De Marco and Rafele (2016) point out that one of the root causes for the 

non-successful eGrocery industry is supply chain fragmentation between the market 

players. This is a result of, among other factors, poor information sharing (Cagliano, De 

Marco and Rafele 2016; Karolefski 2016). Information flow within a company connects 

the different departments and the employees operating in them. It is therefore fairly 

important that the information is accurate, complete and updated in order to avoid non-

value added activities (Bevilacqua, Ciarapica and Paciarotti 2015).   

The unsuccessful eGrocery industry also depends on a high degree of poor control over 

the logistics flows (Cagliano, De Marco and Rafele 2016; Karolefski 2016; Goethals, 

Leclercq-Vandelannoitte, Tütüncü 2012), which, according to Cagliano, De Marco and 
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Rafele (2016) also is a consequence of poor information sharing. Poor logistics flows 

result in an insufficient control of both physical and informational flows within the 

eGrocery industry which is another contributing factor for why companies are struggling 

with eGrocery (Batarfi, Jaber and Aljazzar 2017). When there is a failure within some of 

the logistics activities in the process towards a website, such as delay, loss or expired 

goods, there can be a decrease of purchases from the consumers according to Durand and 

Gonzales-Feliu (2012). Mattsson (2000) claims that it is also quite common that activities 

are made duplicate, which can occur with activities such as checking the quantity of goods 

and repacking the goods several times. These kind of activities are non-value added and 

generate costs (Douglas, Antony and Douglas 2014). The lack of services such as run 

outs has been a great weakness for many companies in this industry (Kämäräinen and 

Punakivi 2002).  
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4.  Empirical Data  
This chapter will be divided into two sections. Firstly, the current handling of the 

activities within the order fulfilment process towards Shopr will be presented. Thereafter, 

an illustrating overview of the explained process will take place. Finally, empirical data 

regarding the current situation of eGrocery experienced out of the global grocery 

supplier’s point if view and information sharing within eGrocery will be presented.  

 

 

Figure 9 Summary of the empirical data 

 

4.1 The current order fulfilment process at the global grocery supplier 

Initially, a mapping of the process will take place in order to illustrate an overview of the 

order fulfilment process towards Shopr. The creation of the order proposal, creation of 

the purchase order, unblocking of the products and invoicing are the activities included 

in the order fulfilment process and will be presented below in the mentioned order.   

 

4.1.1 Mapping of the current order fulfilment process at the global grocery 

supplier 

The different departments involved in the order fulfilment process towards Shopr at the 

global grocery supplier are the Commercial Department, the Supply Planning 

Department, Material Handling and Customer Service. These departments are handling 

the activities of the information flow aiming to manage the order fulfilment process. Some 

of the departments are well-aware of that their activities add no value to the process while 

other departments do not have the same apprehension of the non-value added work their 

activities create for the departments further in the process. It is mainly the non-value 
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added activities that the global grocery supplier is experiencing issues with, and not the 

non-value added time spent between each activity (Nordic Logistics Manager 20170126). 

 

 
 

 
 
 
 
 
 
 
 

Figure	  10	  Mapping	  of	  the	  order	  fulfilment	  
process 
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4.1.1.1 Creation of the Order Proposal - (Commercial Department) 
 
The Commercial Department is responsible for the activities that are related to Shopr. 

The department is ensuring that the product description of the company's products is up 

to date on the Shopr website, updating the stock keeping unit-number in the internal 

system and activating new products and driving campaigns. Regular meetings with the 

Marketing - and Sales Departments and the Trade Department at the global grocery 

supplier are assuring that the departments are having the same idea for the company’s 

future campaigns. In addition, the Commercial Department is responsible for deciding 

both maximum and minimum stock at the Shopr warehouse and also when to re-stock the 

products. The mentioned meetings with the different departments at the global grocery 

supplier give an indication of how the stock at the Shopr warehouse should be regulated 

(Commercial Manager 20170126). 

 

The Commercial Department’s main responsibility of the order fulfilment process is to 

maintain the stock availability of the products and deciding which products that needs to 

be re-stocked (1) which is approximately twice a month. The Commercial Manager 

creates an order proposal in an excel-file (2) of what is needed to be re-stored at the Shopr 

warehouse. This order proposal is sent forward by e-mail (3) to the Supply Planner in 

order to transfer the goods from the global grocery supplier’s warehouse to the warehouse 

of Shopr (Commercial Manager 20170126).  

 

4.1.1.2 Creation of the Purchase Order - (Supply Planning Department) 
 
The Supply Planner receives the excel-file (4) from the Commercial Department with the 

order proposal, approximately twice a month. Firstly, the Supply Planner checks if there 

has been a change of the stock keeping unit - number (SKU-number) on the different 

products.  

 

The different products are often changing recipes and packages, which in turn requires 

new SKU-numbers. These are in most cases not updated in the internal system of The 

global grocery supplier. If the Supply Planner do not perform this activity, they might 

receive an error message with the information that the products are out of stock, when 

they are actually placed on the storing shelf in the warehouse of the global grocery 
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supplier but with different SKU-numbers. Feedback is then sent back to the Commercial 

Department to update the internal system. However, sometimes the issue with the same 

SKU-number keeps happening because it has not been updated by the Commercial 

Department. The Supply Planner makes a quick check if all products are in stock (5) and 

if that is the case, the purchase order received from the Commercial Department is copy 

pasted line by line from the excel-file into their internal system (6) (Supply Planner 

20170226).  

 

The consumers automatically put their purchase orders in eaches at the Shopr website, 

but the excel-file sent by the Commercial Department is stated in cases. The Supply 

Planner is thereby required to convert the cases into eaches, by confirming how many 

eaches there are in one case for that specific product in the product description. However, 

sometimes the product description is unclear, and the Supply Planner is enforced to check 

the internal master data for the correct information. This activity is also performed by line 

and is necessary since the internal system only shows eaches when creating an Inter 

market supply (IMS), also called an internal purchase order (PO). However, the Supply 

Planner must convert the orders to cases again (7), since the order to the Shopr Warehouse 

must be in cases (Supply Planner 20170226). However, according to the Nordic Logistics 

Manager (20170223) the unit in the internal system could be changed with help of the IT 

department in order to ease the work of the Supply Planner.  

 

The Supply Planner puts the order information including the purchased products, quantity 

and delivery date into their internal system in order to create an internal PO. The 

warehouse of Shopr has not been given a specific plant number, created by the global 

grocery supplier, yet. This means that the Supply Planner therefore must change the 

address per order on the internal PO to Shopr since it can not be automatized without a 

plant number. In addition, the Supply Planner must add an invoice code to the PO which 

today is a blank space in their system (7). The codes need to be added manually and by 

line on every product at the moment (Supply Planner 20170226).  

 

When the internal PO is created, it is sent via interface to the warehouse of the global 

grocery supplier (8). The Supply Planner does, however, not get a Goods Issue or a 

notification that the goods are on their way to the warehouse of Shopr. The Supply 



 

 

 

  55 (105) 
 

Planner sends an e-mail to the Material Handling department attached with the internal 

PO, in order to update the internal system (Supply Planner 20170226).  

 

4.1.1.3 Unblocking Products - (Material Handling Department) 
 
The Material Handling department receives the PO (10) from the Supply Planner in an e-

mail to a common inbox. When receiving the e-mail, the Material Handling Department 

is doing Goods Received (GR) to adjust the stock balance in the internal system (11) in 

order to see what is kept at the Shopr warehouse. This is often performed before the goods 

are delivered from the warehouse of the global grocery supplier to the warehouse of Shopr 

without any information about the condition of the products (Nordic Logistics 

Coordinator 20170226).  

 

In order for Customer Service, the next department in the process, to be able to create an 

invoice of the sold products to Shopr, the Material Handling Department must unblock 

possible blocked products in the global grocery supplier’s internal system (12). A product 

gets blocked, for instance, when it has expired or for any other reasons can not be sold. 

However, the internal system at the global grocery supplier is not connected with the 

system at Shopr which means that there is no live update, or almost any update, on the 

stock availability at the Shopr Warehouse. Due to this, the Material Handling department 

does not know if the expired products already are sold or if they are left in stock. The 

department therefore need to unblock all the products placed at the warehouse of Shopr, 

product by product. At the moment, the amount of products are not many, but will 

increase as the sales grows (Nordic Logistics Coordinator 20170226). According to The 

Nordic Logistics Manager (20170226) the activities performed by Material Handling 

should be unnecessary but currently has to be executed since the global grocery supplier 

do not have an interface solution with Shopr.  

 

4.1.1.4 Creation of the Invoice - (Customer Service Department)  
 
Shopr sends a sales list (13) to the Commercial Department (14), which basically just 

forward the list to Customer Service. When Customer Service receive the sales list (15), 

they create an invoice to Shopr (16) of the purchased products, which Shopr already has 

received payment for from the consumers. The creation of the invoice is made manually 

and line by line once a month and is very time consuming. When the invoice is created 
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the stock balanced in the internal system becomes updated. An invoice is usually created 

once a month, depending on the amount of sold products (Commercial Manager 

20170226).  

 

4.1.1.5 Warehouses of The global grocery supplier and Shopr 
 
When the warehouse of the global grocery supplier receives the PO (17) from Supply 

Planner they begin to picking and packing the products (18) in order to send it to the 

Shopr warehouse (19). When the Shopr warehouse receives the products (20) they put it 

on stock which makes it ready to be sold to the consumer (The Nordic Logistics Manager 

20170123).  

 

The global grocery supplier has two warehouses in Denmark. The warehouse in 

Flensburg is used to provide the products needed at the Shopr Warehouse. Due to being 

able to decide prices and campaigns by themselves, the product stored at the Shopr 

warehouse is owned by the global grocery supplier. If not, the global grocery supplier 

could not make these decisions and Shopr would have the authority by Danish 

law.  However, since Shopr receives the ordering from the consumers and also handling 

the deliveries, they are managing the warehouse for the global grocery supplier. Shopr 

can therefore see a live update of the stock availability of the global grocery supplier’s 

products at the warehouse. This is something the global grocery supplier does not get 

notice about which makes it difficult to create an accurate order proposal according to the 

Commercial Manager (20170223). The stock balanced will not be updated until the 

invoice is created and even then it might not be correct.  

 

 
4.2 The eGrocery industry at the global grocery supplier 

This section will initially describe the current situation at the global grocery supplier 

within eGrocery, the reasons why the global grocery supplier is involved and generically 

issues experienced. Thereafter issues which generated non-value added activities related 

to information sharing within eGrocery will be presented.  
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4.2.1 The current situation at the global grocery supplier within eGrocery  

The eCommerce Manager (20170323) claims that the reason for why the global grocery 

supplier entered the market was due to the up-and-coming trend. Together with the 80-

100 companies included in Shopr, the global grocery supplier was one of the first to reach 

their consumers without retailers. However, the Nordic Logistics Manager (20170126) 

claims that the global grocery supplier has spent much money on this co-operation with 

Shopr on for example the warehouse and implementing the process in the company. In 

addition to this, the current order volume at the website is still very low, as shown in 

figure 10, in contrast to the expected amount of orders of approximately 1000. The 

average amount of orders each month is 98 and the amount of orders are increasing in a 

fluctuated speed. The Nordic Logistics Manager (20170223) claims it is difficult for the 

global grocery supplier to by themselves increase the amount of orders since there are 80-

100 other suppliers included in Shopr which all need to do their part. In addition, due to 

that the process is currently not financial sustainable, not much time are prioritized to the 

order fulfilment process towards Shopr by the leaders of the company. This makes it even 

more difficult for the departments to improve the process (Ibid.).  

 

 
Figure 11 Orders per month 
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4.2.2 Information sharing within eGrocery at The global grocery supplier 

According to the Commercial Manager (20170223) the communication between the 

global grocery supplier and Shopr is limited which cause that products easily run out of 

stock and expire at the Shopr Warehouse. When the Shopr warehouse receives the 

products from the warehouse of the global grocery supplier, they do not notify that the 

delivery was accomplished by sending a Goods Received. Neither information if the 

deliveries included damaged products or lack some products are shared between the both 

parts (ibid.). However, an integrated information system, an interface between the global 

grocery supplier and Shopr is currently not possible to implement due to the lack of 

resources given to the order fulfilment process towards Shopr. An integrated system can 

be set up, but is a matter of the cost in relation to return on investment. An internal 

information system would ease the determination of the re-stock of products due to the 

stock balanced being live updated (Nordic Logistics Manager 20170126). 

 

The ignorance of the activities in the process at the global grocery supplier cause an 

absence of understatement of the work executed in the departments. This creates 

additional work and sometimes irritation between the employees due to the process un-

smoothness. Currently, the different departments are creating a function oriented way to 

handle the process, instead of co-operating with each other. The Nordic Logistics 

Manager (20170223) claims that even the employees believe that they work inefficient 

and are silo-orientated within the whole supply chain, which is causing more confusion 

and complication of their work (Ibid.). 
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5. Analysis  
This chapter will be divided into two sections, one section per each research question. 

The first section tends to perform a Value Stream Mapping of the order fulfilment process 

towards Shopr at t0he global grocery company by using the three steps; identification of 

the process, designing of the process and evaluation of the process. The second section 

will in turn address improvements and create a future state map of the mentioned process.  

 

5.1. Non-value added activities related to information sharing in the 

order fulfilment process towards Shopr 

This analysis will, with empirical data and the theoretical framework as basis, analyse 

the question; Which non-value added activities related to information sharing at the 

global grocery supplier can be identified in the order fulfilment process towards the 

eGrocery site Shopr?   

 

By performing a VSM, value and non-value added activities can visually be exposed in 

order to develop the process to become more efficient (Ali, Petersen and Schneider 2016). 

The Nordic Logistics Manager (20170226) claims that the global grocery supplier has 

considerable issues with managing the fairly new order fulfilment process towards Shopr, 

which is both inefficient and confusing. According to Abdulmalek and Rajgopal (2007), 

it is essential to perform a VSM when developing a new process in order to create a 

common understanding of the process and ease the work. The experienced issues at the 

global grocery supplier might emerge from the fact that the order fulfilment process 

towards Shopr is unstructured and unclear which have been the case from the very 

beginning of launching of the Shopr website. Paradiso and Cruickshank (2007) mention 

three steps on how to perform a VSM; identification of the process, designing of the 

process and evaluation of the process. By creating a VSM for the order fulfilment process 

towards Shopr according to the three steps Paradiso and Cruickshank (2007) highlighted, 

the global grocery supplier can receive a greater comprehension of the process. 

 

5.1.1. Identification of the order fulfilment process towards Shopr 

Paradiso and Cruickshank (2007) argue that before creating the actual VSM a basic 

understanding of the process is necessary. Currently, the understanding of the process at 

the global grocery supplier is vague. The Nordic Logistics Manager (20170226) claims 
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that a few of the departments included in the order fulfilment process towards Shopr are 

unaware of how their performance of the activities affect the other departments’ activities. 

A VSM enables a deeper comprehension of the process for the employees which can be 

difficult in a complex organization (Ljungberg and Larsson 2012), such as the global 

grocery supplier. Ljungberg and Larsson (2012) point out that if the employees do not 

understand the connection between the activities and how their work affect the others’, 

difficulties might arise. The current situation at the global grocery supplier involves lack 

of understanding of the order fulfilment process (Nordic Logistics Manager 20170226), 

which could generate the issues with performing the activities within the process.  

 

In order to get a clear apprehension of the process it is important to determine the limits 

(Paradiso and Cruickshank 2007) and state the activities that are required to perform the 

process (Lacerda, Xambre and Alvelos 2016). The analyzed order fulfilment process 

towards Shopr is purely informational and begins when the Commercial Department 

creates an order proposal and ends with the Customer Service Department sends an 

invoice to Shopr. According to the Nordic Logistics Manager (20170226), the activities 

in the order fulfilment process towards Shopr that foremost create value are the creation 

of the order proposal, transferring of the products and sending the invoice to Shopr. The 

order proposal is fairly important since run-outs of products could lead to dissatisfied 

consumers that might not return to the website, which Durand and Gonzalez-Feliu (2012) 

confirms. Transferring of products to the Shopr warehouse might be essential due to 

Shopr being able to deliver the products at the agreed time to the consumers. For the 

global grocery supplier, creating an invoice is important in order to receive the payment 

from Shopr of the purchased products.  

 

The global grocery supplier is characterized with departments which are supposed to co-

operate with each other but currently have the main focus on operating their own activities 

and therefore do not get a proper overview of the process. Ljungberg and Larsson (2012) 

claim that it is important to answer questions such as what, why, who and when to get the 

wanted apprehension of the process. These questions enable an understanding of every 

activity of the process for all the employees included in the process (ibid.). I table 4 based 

on the order fulfilment process towards the global grocery supplier in order to get an 

overall perspective and to understand the activities further.  
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Table  4 Overview of the order fulfilment process 

 
5.1.2. Designing of the order fulfilment process towards Shopr 

The graphic designing of the process ease, according to Paradiso and Cruickshank (2007) 

the possibility to examine which activities that require improvements. To avoid the 

traditional thinking of the process, the departments should, according to Paradiso and 

Cruickshank (2007) be named with what is performed within them. Therefore, the 

different departments have been named creation of the order proposal, creation a purchase 

order, unblocking the products and invoicing in order to focus on the activities rather than 

departments.  

 

5.1.2.1. Creation of the order proposal - (Commercial Department) 
 
The activity of creating an order proposal begins with determining which products that 

should be re-stocked at the Shopr warehouse followed by developing the excel-file with 

the order proposal sent by e-mail to the department further in the process (Commercial 

Manager 20170223). These activities are performed approximately twice a month by the 

Commercial Department. The time spent on the determination of the re-stock is estimated 

to 60 minutes each month (Appendix 1). However, the Commercial Manager (20170223) 

claims that the insufficient communication with Shopr, makes it difficult to proceed these 

activities accurate.  

 

The creation of the order proposal in an excel-file is estimated the time of 80 minutes a 

month (Appendix 1) due to manually operations which is a result of the absence of a live 
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update of the stock balance at the Shopr warehouse. However, according to the 

Commercial Manager (20170223) this activity could only take half of the time if there 

was an integrated system between Shopr and the global grocery supplier or another way 

to know the exact amount of products on stock. The time spent on sending the e-mail is 

approximately 8 minutes a month (Appendix 1). 

 

5.1.2.2. Creation of the PO - (Supply Planning Department) 
 
The activity of creation of the purchase order includes several different actions; checking 

stock availability and changes of the SKU:s, sending feedback to the Commercial 

Department, copy the order proposal into the internal system, converting units by 

verifying the information in the master data in order to finally be able to create the PO. 

Further, the supply planner is required to change the address and insert PO-numbers since 

the Shopr warehouse has not been given a plant number by the global grocery supplier. 

All these actions are manually operated and relatively time consuming according to the 

Supply Planner at the global grocery supplier (20170223). Currently the order frequency 

is low but if it increases, which the global grocery supplier hopes and Anesbury et al., 

(2016) predicts, this activity will absorb more time.  

 

The time spent on checking the SKU:s and stock availability is approximately 12 minutes, 

sending feedback is estimated to 10 minutes, copy the purchase order into the internal 

system 6 minutes, changing to cases takes 12 minutes to perform. The estimated time to 

create the order proposal is 8 minutes and sending the purchase order in an email takes 4 

minutes (Appendix 1). The supply Planner claims that all of the activities without creation 

of the order proposal should be able to be eliminated or reduced.   

 

5.1.2.3. Unblocking the products - (Material Handling Department) 
 
Handling the goods received is performed as soon as the Supply Planner is sending the 

purchase order. Goods received is executed based on the PO sent by the Supply planner 

in order to adjust the stock balance in their internal system (Nordic Logistics Coordinator 

20170223). This action is necessary in order to see which products that are available at 

the Shopr warehouse. However, since the stock balance is un-updated at the Shopr 

Warehouse there is no possibility of knowing the exact amount of products on stock 

anyway (Commercial Manager 20170223). Some of the products delivered to the Shopr 
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warehouse might be damaged and unable to be sold. However, this information does not 

reach the global grocery supplier. Thereby, it is necessary to unblock all the products in 

the internal system in order to be able to create an invoice. The unblocking is operated 

line by line which with an increasing number of orders, as predicted by Anesbury et al., 

(2016), will generate more time spent on this activity. The time absorb on these activities 

are 10 minutes of the handling of the goods received and 60 minutes of unblocking 

products in the internal system (Appendix 1). 

 

5.1.2.4. Creation of the invoice - (Customer Service Department) 
 
The invoicing activity towards Shopr is manually operated and needs to be executed line-

by-line based on the sales list sent by Shopr to the global grocery supplier. Today the 

operations regarding the invoicing is manageable due to the low order frequency, which 

Kämäräinen and Punakivi (2002) claims is a common issue within eGrocery. As the sales 

grows, which is anticipated according to Anesbury et al., (2016), the lines of the invoice 

will increase as well as the time spent on the invoicing activity, which consequently might 

not be manageable.  

 

Currently, the Customer Service Manager spends 240 minutes (four hours) on invoicing 

(Appendix 1), due to the manual handling and claims that 210 minutes are classified as 

non-value added time. The non-value added time will probably increase in line with the 

increased number of orders. With the current way of working this activity might therefore 

not be able to be operated efficiently in the future.  
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Figure 12 VSM of the order fulfilment process 

 

Figure 11 illustrates the total time of 510 minutes (8.5 hours) a month spent on the order 

fulfilment process towards Shopr in a VSM. All the current activities are included in the 

VSM, which also show the total time of all the time spent by each department in order to 

receive a broader picture of the process. The amount of time spent on this process might 

seem as little but needs to take into comparison with the few orders the global grocery 

supplier is having at the moment.  

 

5.1.3. Evaluation of the non value-added activities related to information sharing 

of the order fulfilment process towards Shopr 

Lacerda, Xambre and Alvelos (2016) claim that it is essential to evaluate the outcome of 

the VSM in order to make the non-value added activities visible. However, the only way 

to identify the non-value added activities is to understand the types that do not contribute 

any value to the process. By examine if any of the activities are value or non-value added, 

the VSM can be evaluated (Ljungberg and Larsson 2012). Since the order fulfilment 

process towards Shopr is time consuming, the global grocery supplier is in need to 

evaluate the process and identify the non-value added activities in order to increase the 

efficiency of the activities which Lacerda, Xambre and Alvelos (2016) emphasize is a 

benefit gained when implementing this last step of the VSM.   
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5.1.3.1. Creation of the Order Proposal (OP) - (Commercial Department) 
 
The activity of creating the order proposal is, according to the Commercial Manager 

(20170223), considered to be value added since it is needed in order to re-stock products 

at the warehouse for the consumers to purchase. However, the insufficient 

communication with Shopr, such as non-existing live update of stock balance, generates 

non-value added activities later in the order fulfilment process, such as unblocking 

products. Hicks et al., (2004) argues that non-value added activities often occurs in the 

relationship between two different processes, which can be considered to be the case 

between Shopr and the global grocery supplier. The integration between the order 

fulfilment processes between these two market players integrates with each other but 

without sufficient communication which creates non-value added activities. Thürer, 

Tomasevic and Stevenson (2017) confirm that unclear communication is a source to non-

value added activities.  

 

The Commercial Manager (20170223) claims that half of the time spent on creating the 

order proposal in the excel file is value added. However, the manually creation of the 

excel-file adds no value to the consumers and is therefore according to Frater (2005) a 

non value added activity. Manual systems are, according to Bevilacqua, Ciarapica and 

Paciarotti (2015) non-value added activities classified as failure demand. Therefore, the 

creation of the excel-file should be considered to be a non-value added activity. 

Furthermore, the activity when Commercial Manager sends the order proposal by e-mail 

to the Supply Planner is also operated manually and the entire time spent on this activity 

is thereby non-value added and classified as failure demand.  

 

 
Figure 13 Creation of the Order Proposal 
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5.1.3.2. Creation of the Purchase Order (PO) - (Supply Planning Department) 
 
When the Supply Planner checks the SKU:s, time is spent on identifying information that 

is required. These activities included in checking other people’s work and reworking what 

others already have done, are non-value added activities according to Douglas, Antony 

and Douglas (2014). Bevilacqua, Ciarapica and Paciarotti (2015) claim that this non-

value added activity is classified as flow demand. Furthermore, Hicks (2007) points out 

that insufficient information and effort to locate new accurate information, like the Supply 

Planner needs to do, confirms that this activity is non-value added. The activity of 

verifying the information are known as the non-value added activity called flawed flow 

(Bevilacqua, Ciarapica and Paciarotti 2015) and occurs due to unnecessary activities 

within the process according to Hicks (2007).  

 

It is important that the information within the company is accurate, complete and updated 

according to Bevilacqua, Ciarapica and Paciarotti (2015), which is not the case at the 

global grocery supplier. Sending feedback occurs due to the lack of integration and 

communication between the different departments. This is non-value activity due to 

failure of the information flow which Bevilacqua, Ciarapica and Paciarotti (2015) state is 

classified as failure demand. Activities that are necessary due to lacking information in 

the process are according to Hicks (2007) known as that type of non-value added activity.  

 

The activity of changing units adds resources that is spent on identifying information that 

is required in the process. Due to the poorly function of automatically exchanged 

information of the units’ cases and eaches and classified as flow demand (Bevilacqua, 

Ciarapica and Paciarotti 2015; Hicks 2007). The activity of changing the PO number and 

address in the purchase order add time spent on updating information. These are 

unnecessary activities within the process and are according to Hicks (2007) classified as 

flawed flow. Thürer, Tomasevic and Stevenson (2017) highlight unclear communication 

as a source to non-value added activities. Luo, Fan and Zhang (2016) claim that there 

often, in large firms such as the global grocery supplier, exists constraints with the 

information capacity due to a high degree of structural complexity. The only activity that 

creates value is creation of the PO in this part of the process.  
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The activities of copy the order proposal into the internal system and sending the e-mail 

are both classified as failure demand since the activities are manually performed and do 

not add any value to the consumers.   

 
Figure 14 Creation of the Purchase Order 

 

5.1.3.3. Unblocking products - (Material Handling Department) 
 
The handling of goods received is an activity needed in order to adjust the stock balance 

in the internal system of the global grocery supplier. However, since there is no live 

update of the stock balance or a goods received sent by Shopr (Commercial Manager 

20170223), there might not be the right amount of every product in the internal system 

due to damaged and expired products. The goods received should therefore be sent by 

Shopr, instead of the Supply Planner, to the Material Handling Department with the 

correct amount of delivered products.   

 

Nordic Logistics Coordinator unblock all the products in the internal system, even if they 

are expired or not, due to the inaccurate stock balance. Poor control over the logistic flows 

is one difficulty experienced in the eGrocery industry (Cagliano, De Marco and Rafele 
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2016; Karolefski 2016; Goethals, Leclercq-Vandelannoitte, Tütüncü 2012). This might 

be a reason why the global grocery supplier has issues with the stock balance. If it would 

exist live update of the stock availability the Nordic Logistics Coordinator would only 

have to unblock the expired products and not all the products. The activity to correct 

information within a process is stated to be non-value added (Bevilacqua, Ciarapica and 

Paciarotti 2015).  The time spent on unnecessary actions by an employee to update 

inaccurate information is according to Hicks (2007) classified as flawed flow and is a 

non-value added activity.   

 

 
Figure 15 Handling the GR and unblocking of the products 

 

5.1.3.4. Creation of the invoice - (Customer Service Department) 
 
The invoicing of the sold products to Shopr is currently very time consuming to the global 

grocery supplier. Of the 4 hours spend on this activity, the Nordic Logistics Manager 

(20170223) claims that only 30 minutes are value added. Invoicing is as mentioned 

operated manually line by line, which according to Bevilacqua, Ciarapica and Paciarotti 

(2015) is a non-value added activity under the category failure demand. 

 

 
Figure 16 Creation of the invoice 

 

Based on the different activities in the different departments a VSM have been 

illustrated. The global grocery supplier puts 81 % of their time on non-value added 

activities in the order fulfilment process towards Shopr.  
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Figure 17 Total non-value added time of the order fulfilment process 

 

5.2. Addressing the non-value added activities related to information 

sharing within the order fulfilment process towards Shopr 

This analysis will, with empirical data and the theoretical framework as basis, analyze 

the question; How can the identified non-value added activities related to information 

sharing at the global grocery supplier be addressed in order to improve the order 

fulfilment process towards Shopr? 

 

When creating a VSM the non-value added activities gets highlighted but the issues and 

the process remain unchanged (Ljungberg and Larsson 2012). By eliminating the non-

value added activities the process can be more efficient and the quality within the 

activities might increase (Lacerda, Xambre and Alvelos 2016). Due to the confusing and 

non-efficient order fulfilment process towards Shopr, the global grocery supplier is in 

great need for an improvement in order to continue developing the co-operation. Because 

the order fulfilment process towards Shopr is aligned between the global grocery supplier 

and Shopr the amount of non-value added activities tend to increase according to 

Mattsson (2000). It is therefore essential for the global grocery supplier to eliminate the 

non-value added activities in this order fulfilment process.  
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An other factor that might affect the amount of non-value added activities is the order 

frequency. If the orders increase the time spent on each activity might as well increase. 

Currently, companies within eGrocery are experiencing low order frequency which is one 

of the reasons for why it is struggling to operate at this market (Kämäräinen and Punakivi 

2002). The global grocery supplier is finding it challenging to influence the order 

frequency at Shopr by themselves due to the composition of Shopr with 80-100 suppliers 

together owning the website without a managing third part. This constitutes into issues 

when, for instance, marketing the website in order to increase the order volume. If one 

company alone invests in marketing the website, with the purpose of increasing the order 

frequency, the other companies might benefit without spending any money themselves. 

Even though the companies within Shopr are considered to be business partners they are 

simultaneously each other’s competitors (The Nordic Logistics Manager 20170511). 

Thereby, the possibilities of influencing the order frequency are considered limited out of 

the global grocery supplier’s perspective. However, Goethals, Leclerq-Vandelannoitte 

and Tütüncü (2011) and Anesbury et al., (2016) predicts that the overall order frequency 

at the eGrocery market will increase in the future. Nevertheless, if the global grocery 

supplier determines to continue with the Shopr website without improvements and the 

order frequency increases, the current way of working might not be manageable. 

 

5.2.1. Creation of the Order Proposal - (Commercial Department) 

The creation of the Order Proposal consists of the operations of developing the order 

proposal in excel and sending the e-mail to the Supply Planner. 

 

5.2.1.1  Developing an order proposal in excel 
 
Currently the Commercial Manager spends 60 minutes a month of value added time to 

determine the products that need to be re-stocked at the Shopr warehouse. Even though 

the implementation of an integrated system is not possible at the moment, continuously 

contact with Shopr about which products that need to be re-stocked, preferably once a 

week, could increase the accuracy of the stock balance. The Commercial Manager could 

both reduce the time spent on this activity and in addition update the stock balance on 

weekly basis. This could also ease the activities further in the process.  
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The creation of the order proposal in the excel-file constitutes of a manual way of 

working, which currently absorbs 80 minutes which are all non-value added. Bevilacqua, 

Ciarapica and Paciarotti (2015) argue that manual handling is non-value added and 

therefore this entire activity should be eliminated. If the Commercial Manager only 

determine the maximum and minimum stock of the products available on Shopr and 

update the stock balance once a week, the Supply Planner knows what to transfer from 

the warehouse of the global grocery supplier to the Shopr warehouse, based on that 

information. The activity of creating the excel-file will in that case not be needed in the 

order fulfilment process towards Shopr. Therefore, this activity could be fully eliminated.  

 
Figure 18 Improved time of creation of the excel-file 

 

5.2.1.2  Sending the e-mail  
 
The activity of sending the e-mail with the excel-file of the order proposal is manually 

operated and is according to Bevilacqua, Ciarapica and Paciarotti (2015) a non-value 

added activity. If the global grocery supplier decides to eliminate the creation of the excel-

file performed by the Commercial Manager and instead let the Supply Planner examine 

which products that need to be restock based on the maximum and minimum stock 

balanced, this activity will not be necessary either and could be eliminated.  

 

 
Figure 19 Improved time of sending the e-mail 
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5.2.2. Creating the Purchase Order - (Supply Planning Department) 

The creation of the Purchase Order consist of checking the SKU:s and stock availability, 

sending feedback, copying the Order Proposal into the internal system, changing the 

cases, adding PO number and address and finally sending the e-mail to the Material 

Handling Department.  

 

5.2.2.1 Checking the SKU:s and stock availability and sending feedback 
 
Time consumed when checking the SKU:s and the stock availability are currently 

estimated to 6 minutes whence every minute is considered to be non-value added time 

due to the operation of checking other people's’ work. Douglas, Antony and Douglas 

(2014) argue that this is common non-value added activities in many organizations. In 

order to make a process more efficient (Larsson 2008) employees operating within the 

process need to have a mind-set that their own work affect others and vice versa (Larsson 

2008). If the Supply Planner handle the activity of maintaining the re-stock, the checking 

of SKU:s and sending feedback will neither be necessary. This due to that the Supply 

Planner might already know the correct SKU:s of the products and will not be needed to 

check whether or not they are correct. The Supply Planner could only choose the correct 

one from the beginning and therefore neither has to send feedback to the Commercial 

Department. Thereby, the 12 and 10 minutes of non-value added time will also be 

eliminated.   

 

 

 
Figure 20 Improved time of checking SKU:s and stock availability 
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Figure 21 Improved time of sending feedback 

 

 

5.2.2.2 Copying the order proposal into the internal system 
 
Currently, this activity of copying the order proposal into the internal system consists of 

6 minutes which all are non-value added due to the manual handling as Bevilacqua, 

Ciarapica and Paciarotti (2015) point out. As mentioned before, it the global grocery 

supplier decide to switch the previous activities to the Supply Planner, this activity will 

neither be needed since the Supply Planner already know what to type into the internal 

system and do not need to copy paste.  

 

 
Figure 22 Improved time of copy paste the OP into the internal system 

 

However, the elimination of the activity performed by the Commercial Manager results 

in an additional activity for the Supply Planner. The maintaining of the re-stock by the 

Supply Planner is a new activity that needs to be executed. It is difficult to know exactly 

the amount of time this activity will take, but to considerate the time of creation of the 

order proposal of 20 minutes of value added time one can assume that this activity will 

take a similar long time.   
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5.2.2.3 Changing to cases and add PO number and address 
 
The activity of changing the units is considered to be non-value added due to the rework 

that occurs according to Bevilacqua, Ciarapica and Paciarotti (2015) and Hicks (2007). 

Currently, the units need to change several times which is regarded as time-consuming 

and is in need for change. As the Nordic Logistics Manager (20170223) points out that 

the change of the required units in the internal system is however not impossible. The 

most convenient choice of units for this activity is considered to be cases since the orders 

to the Shopr Warehouse is in cases. The activity of changing units can therefore be 

eliminated.  

 

If a plant number of the Shopr warehouse would be created the activity of adding the PO 

address could be eliminated. However, plant number could only be created if there exists 

an integrated information system with Shopr. Thereby, this activity cannot be eliminated 

in the short term. The adding of PO number, line by line, are manually handling and 

therefore time consuming. The internal system at the global grocery supplier does not 

handle activities within these types of integrated processes between companies, thereby, 

this activity is required even though it is non-value added. An elimination of this activity 

will currently only save a few minutes but as the sale grows, the time spent on this activity 

might not be manageable. The elimination of changing units might reduce the time spent 

on this activity from 12 minutes to 9 minutes.  

 

 

Figure 23 Improved time of changing to cases and adding PO-number and address 
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5.2.2.4 Sending the e-mail 

The activity of sending the e-mail to Material Handling cannot without interface within 

the global grocery supplier for this order fulfilment process towards Shopr be 

eliminated. Therefore, the time om 4 minutes of non-value added time will remain.  

 
Figure 24 Improved time of sending the e-mail 

 

5.2.3. Unblocking the products – (Material Handling Department) 

Since the unblocking is made manually line-by-line it is non-value added according to 

Bevilacqua, Ciarapica and Paciarotti (2015). Due to the non-live updated stock 

availability between the global grocery supplier and Shopr, the Nordic Logistics 

Coordinator needs to unblock every product in the internal system. However, not every 

product is available for sale, because it might have been expired or already purchased by 

a consumer (ibid.). Mattsson (2000) highlights the importance of having an accurate stock 

availability which an integrated information system creates opportunities for. Companies 

can improve their operations and work more efficient (ibid.) which the global grocery 

supplier are in need of when operating this activity. This non-value added activity of 60 

minutes could be reduced if the stock balance is updated, since the Nordic Logistics 

Coordinator only would need to unblock the expired products, instead of all of the 

products. The time spent on this activity could therefore be reduced to 30 minutes since 

the amount of lines to unblock would decrease. However, if there would exist an 

integrated information system between the two parties the stock availability would always 

be updated. If the amount of orders increase, which is predicted (Goethals, Leclerq-

Vandelannoitte and Tütüncü 2011; Anesbury et al., 2016), the lines to unblock will also 

increase as well as the time spent on performing this activity. Thereby, this activity is in 

great need for an improvement which can improve the non-value added time.  
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Figure 25 Improved time of unblocking of the products 

 

5.2.4. Creating the invoice – (Customer Service Department) 

Since this activity also is operated line by line, like a several other activities in this 

process, it is considered to be non-value added (Bevilacqua, Ciarapica and Paciarotti 

2015). With a time of 4 whole hours this activity is the most time-consuming and non-

value added in the order fulfilment process towards Shopr. However, the ways for 

improvement are limited according to the Commercial Manager (20170223).  

 

As the sales grow the orders which need to be invoiced will also increase (Anesbury et 

al., 2016). This, in turn will most likely generate more non-value added time which will 

be unmanageable for the global grocery supplier. Therefore, an alternative solution might 

be to consider to outsource this activity in order to make a more efficient order fulfilment 

process. 

 

 
Figure 26 Improved time of creation of the invoice 

 

5.2.5 Future state map 

A VSM do not only reveal improvements but also guidance for reaching an efficient 

future state map (Schmidtkea, Heisera and Hinrichsen 2014). This future state map could 
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be implemented in a short period of time by identifying non-value added activities and 

eliminating them. The new evaluated map will become an indicator of what changes is 

needed to improve the process (Abdulmalek and Rajgopal 2007). Since the order 

fulfilment process towards Shopr currently is containing of 81 % of non-value added time, 

the global grocery supplier is in great need of improving the process in order to streamline 

the activities. Kajdan (2008) claims that an outcome of reducing the non-value added 

activities is higher return on investments and eventually higher profit. When 

implementing the future state map, the global grocery supplier might receive higher return 

on the investment which in turn could lead to that the management notice that the co-

operation with Shopr could be profitable in the future and choose to put more resources 

on the process which the Nordic Logistics Manager (20170223) claims is an issue at the 

moment.  

 

 

Figure 27 Future state map of the order fulfilment process 

 

Based on the elimination of non-value added activities of the process a future state map 

of the order fulfilment process towards Shopr has been developed. The non-value added 

activities has foremost been reduced in the beginning of the process. The activities of 

creating an OP could be eliminated and the Commercial Manager should only maintain 

weekly contact with Shopr in order to update the stock balanced due to the absence of an 
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integrated information system. The Supply Planner has on the other hand received the 

activity of examine which products that requires re-stock. However, a lot of time of the 

other activities has been eliminated which ease the work.  

 

Moreover, the last two activities; unblocking the products and creation an invoice to 

Shopr will remain the same in the short turn. These might be reduced if the global grocery 

supplier would implement an integrated information system with Shopr and share even 

more accurate information between both parts. However, since the global grocery 

supplier stated that an integrated system not is not an option to implement at the company 

at the moment that has been taking into consideration when developing the future state 

map.  

 

 
Figure 28 Reduction of the non-value added activities 

 

In the short turn, the global grocery supplier could eliminate a few of the non-value 

added activities within the order fulfilment process towards Shopr. The total time spent 

on the process reduces with 109 minutes and the total amount of non-value added time 

reduces from 81 % to 69 % with the future state map. However, if the global grocery 

supplier fully commit to this website and integrate an informational system and 

interface with Shopr both the amount of time spent on unblocking products and creating 
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an invoice might be eliminated as well. Even though the amount of hours spent on the 

process is few, it has to be taken into consideration with the low order frequency. If they 

decide to fully invest in Shopr and manage to bring up the amount of orders some of the 

manual handled operations that remains in the process, even after eliminating the non-

value added activities, would not still be possible to operate sustainably. However, the 

global grocery supplier currently does not prioritize an integrated information system 

with Shopr due to being too costly for the current low volume of orders. 

Simultaneously, a new internal system might be necessary if the order volume 

increases. This can be considered to be a vicious spiral. An investment in Shopr 

involves a big risk and a lot of money.  

 

Since the eGroery industry is an up-and coming market the sales is anticipated to increase 

in the future according to Goethals, Leclercq-Vandelannoitte and Tütüncü (2011). 

Therefore, the current way of working might need to change in order to have a 

manageable process. By integrating an information system in this aligned order fulfilment 

process between the global grocery supplier and Shopr, which Mattsson (2000) suggests, 

the possibility of sharing information, closer integration and co-operation between The 

global grocery supplier and Shopr will occur. This, in turn enables an automatization of 

many activities within the process (Lou, Fan and Zhang 2016) which might decrease the 

time spent on the process even more.  With an integrated information system, the 

possibility of reducing run outs and expired goods might occur due to a more correct order 

proposal, which in turn could increase the consumer value due to the products desired 

will be in stock.  
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6 Result discussion 
In this chapter the identified issues related to information sharing within eGrocery at the 

global grocery supplier will, combined with the theoretical framework, provide the basis 

to the development of a framework. The developed framework will present how 

companies within eGrocery can handle non-value added activities related to information 

sharing.  

 

6.1. Non-value added activities related to information sharing within 

eGrocery  

 
The eGrocery industry is characterized with several issues which make it difficult for 

companies to survive at this market. The existing literature regarding eGrocery is 

relatively unexplored out of a supplier point of view. It has been highlighted that the 

success within the eGrocery industry depends on the availability of frameworks (Cagliano 

et al., 2015). According to Kämäräinen and Punakivi (2002) it is possible to turn the 

negative aspects of the eGrocery into a successful industry. The efficiency within the 

entire process needs to be increased (ibid.). Therefore, this discussion below will develop 

a framework describing how companies in the grocery industry can handle the non-value 

added activities related to information sharing in an order fulfilment process within 

eGrocery.  

 

6.1.1 Value stream mapping 

The global grocery supplier is currently experiencing low order frequency at Shopr, 

which is characterizing the entire eGrocery industry according Kämäräinen and Punakivi 

(2002). Thereby, the time spent on the order fulfilment process towards Shopr and the 

non-value added activities might not be noticeable at the moment. Companies might 

therefore not feel the need of an improvement of the order fulfilment process. However, 

the order volume is anticipated to increase (Anesbury et al., 2016) which might affect the 

process more than expected and in turn be more time-consuming when improving the 

process.  

 

By performing a VSM of the unmapped and confusing order fulfilment process towards 

Shopr a reduction of the non-value added time within the process have been made. The 
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time spent on the order fulfilment process has been reduced with 109 minutes and the 

non-value added activities have decreased from 81 % to 69 % by the performance a VSM 

and the future state map. The elimination of the non-value added activities have resulted 

in an increasingly overall more efficient process which Ali, Petersen and Schneider 

(2016) point out is one of the outcomes when performing a VSM. Due to the eGrocery 

being relatively new and unexplored (Cagliano et., al 2015) companies might not be 

aware of the needed activities within the order fulfilment process. Thereby the activities 

included in the process might be operated inefficiently and, in addition, not by the best 

suited department. The VSM enables a company to highlight the activities which are in 

need of an improvement (Paradiso and Cruickshank 2007) and have in the order 

fulfilment process towards Shopr pointed out relevant changes of the performance of the 

activities which has reduced the non-value added time and activities. For instance, the 

activity of determine the re-stock has been transferred from the Commercial Manager to 

the Supply Planner. This has reduced the non-value added time with 60 minutes and in 

addition the time spent by the Supply Planner has become more value added. 

Furthermore, the creation of the VSM of the order fulfilment process towards Shopr has 

highlighted re-work and duplications as non-value added and thereby enabled an 

elimination of these which in term contributes to a more efficient process, which Douglas, 

Antony and Douglas (2014) claim are generic non-value added activities. These non-

value added activities are common within many companies (ibid.). 

 

6.1.2 Silos 

The Nordic Logistic Manager (20170223) states that the global grocery supplier are very 

silos-orientated which aggravates the performance of the order fulfilment process towards 

Shopr. Silos occurs due to lack of integration and information sharing and entails several 

negative aspects such as increased friction stress, loss in time and quality (Schütz and 

Bloch 2006), additional financial costs, lack of innovation and increased conflicts 

(Willcock 2014). These are consequences experienced by the global grocery supplier 

within the order fulfilment process towards Shopr. The employees at the global grocery 

supplier argue that they work insufficiently which also reflects the process. The great 

amount of re-work and duplications are also consequences of being silos-orientated which 

might increase the time spent on the process and in turn the financial loss. Companies 

should therefore strive to eliminate the silos. In order to succeed with any process, the 
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employees within the different departments need to be aware of how their operations 

affect others in the process (Larsson 2008). This is non-existent within the order 

fulfilment process at the global grocery supplier and might be one of the main reason for 

the occurrence of silos. The work of reducing silos needs to be executed in terms of 

educating the entire company together as well as encourage the individual employees to 

take responsibility for their role in the company in order to increase the information 

sharing and the relationships at the workplace (Agnes 2016). Some of the employees at 

the global grocery supplier included in the order fulfilment process towards Shopr are not 

aware of how their performed activities create non-value added activities further in the 

process. This might be a consequence of the silos-orientated company that the global 

grocery supplier is. In addition, the unawareness might make it difficult for an 

improvement of the process since The global grocery supplier do not see the need of it. 

By increase the face-to-face communication which Agnes (2006) suggests, as well as 

clear direction and initiatives from the management (Willcock 2014: Agnes 2006), the 

overall efficiency within the process might increase. It is essential that initiative comes 

from the management due to the actions work as a catalyst (Willcock 2014) which 

influences the company spirit. In order to achieve the efficient process and eliminate silos 

the employees need to be rewarded for their work to increase the collaboration between 

departments and information sharing. All these action of reducing silos in an order 

fulfilment process might generate less non-value added activities and thereby the overall 

efficiency.  

 

6.1.3 Integrated information system  

The absence of information sharing within a process is common within eGrocery 

(Cagliano, De Marco and Rafele 2016; Karolefski 2016; Goethals, Leclerq-

Vandelannoitte, Tütücü 2012). The global grocery supplier is experiencing issues with 

information sharing which in turn reflects the inaccurate stock balance due to un-updated 

information. Bevilacqua, Ciarapica and Paciarotti (2015) point out the importance of the 

information being accurate, complete and updated in order to avoid non-value added 

activites. The absence of these criteras generates issues like run outs and expired goods 

at the Shopr warehouse which Durand and Gonzales-Feliu (2012) claim are a result of 

failure of the logistic activities. Cagliano, De Marci and Rafele (2016) add that this is a 
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consequence of poor information sharing. Thereby, the information sharing is considered 

to be a main key to a successful eGrocery industry.  

 

An integrated information system is according to Mattsson (2000) considered to be a great 

tool when developing the information sharing within a company as well as between 

different market players. By implementing an integrated information system, the 

activities within a process can get more incorporated which could enable an improvement 

of the overall process and in turn increase the efficiency due to the possibility of 

eliminating non-value added activities. With an integrated information system, the 

information sharing might be simplified and, in turn, might enable more accurate, updated 

and complete information. This could reduce, or in best cases, eliminate the issues of 

inaccurate stock which in turn generates run outs and expired goods. By eliminate these 

issues which are considerate to be non-value added activities according to Douglas, 

Antony and Douglas (2014) the overall efficiency might increase which in turn decrease 

the financial loss. Luo, Fan and Zhang (2016) highlight the possibility of automatization 

of an order fulfilment processes when implementing an integrating information system, 

which also will eliminate non-value added activities due to the elimination of manual 

handling which Hicks (2007) claims is non-value added. An integrated information 

system could be suitable to be implemented by the global grocery supplier in order to 

eliminate the unblocking of products and the creation of invoicing in the long term.  

 

6.1.4 The development of the Framework 

In order to reduce or eliminate the non-value added activities related to information 

sharing of an order fulfilment process within the eGrocery industry three founded tools 

could be used. A VSM is the fundamental approach to, firstly, identify the process in 

order to find the non-value added activities which need to be reduced or eliminated. It 

enables a creation of an understanding of the process and how the different activities are 

linked together. By working against the lack of information sharing and silos might be 

the next step of increasing efficiency in the process. The employees need to understand 

that their individual effort of reducing silos and open up the information sharing is as 

important as the work by the entire company. The most essential tool to eliminate non-

value added activities within the order fulfilment process and increase the information 

sharing might be an integrated information system between the company and external 
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parts. However, this are both time-consuming and expensive for companies to implement. 

A consideration of how much of the non-value added activities that could be reduced with 

an integrated information system and the amount of time and money spent need to be 

taken. By using these three tools the issues that contributes to non-value added activities 

might be overturned and in addition help companies to increase the efficiency with the 

processes and in turn succeed with eGrocery. This framework has been developed in order 

to ease for companies within eGrocery to manage the non-value added activities related 

to information sharing within an order fulfilment process. Caglinao et al., (2015) 

highlights that due to the unexplored eGrocery the availability of frameworks are the key 

to success. Thereby, the contribution of this framework might hopefully generate success 

within the eGrocery industry.  

 

 

 

 

 

 

 

 

 

 

Figure	  29	  Framework	  of	  how	  to	  eliminate	  non-‐value	  added	  activities 
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7 Conclusion 
This chapter aims to present the results of the two research questions of this thesis. 

Furthermore, this final chapter will present the outcome of the purpose which aimed to 

develop a framework in order to explain how companies in the grocery industry can 

manage the non-value added activities related to information sharing within eGrocery. 

Finally, future research, limitations, ethical considerations and quality criteria of the 

study will be presented.  

 

7.1. Conclusions of the study  

The results of the research questions that have been characterising this thesis will be 

presented below. These two questions intended to identify the non-value added activities 

related to information sharing in the order fulfilment process towards Shopr and in turn 

suggest how these non-value added activities can be addressed in order to improve the 

process and develop a future state map. 

 

7.1.1. Which non-value added activities related to information sharing at the global 

grocery supplier can be identified in the order fulfilment process towards the 

eGrocery site Shopr?   

In the order fulfilment process towards Shopr several non-value added activities have 

been identified. In the creation of the order proposal the manual operated activities of 

creating the excel-file and sending the e-mail are considered to be non-value added. The 

determination of the re-stock is a value added activity. However, due to the lack of 

information of which products that exists on stock the operations get complicated. This in 

turn results in non-value added activities further in the process. Creating the excel-file 

and sending the e-mail of the order proposal are classified as the non-value added activity 

failure demand. 

 

All the activities required in order to create the PO are manually handled and need to be 

executed line by line and are in addition very time consuming. Due to insufficient, 

wrongly received information and lack of integration between the different departments 

working with the order fulfilment process, the creation of the PO generates a several types 

of non-value added activities. The non-value added activities identified in this department 

are checking the SKU:s and stock availability, sending feedback of SKU:s, changing units 
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of the products and changing the PO number and address. Currently, the order frequency 

is low which makes this activity manageable, but as sales grows the time spent on this 

activity will rise to an unmanageable level. The checking of SKU:s and changing units 

are classified as flow demand, check the availability is considered to be failure demand 

and changing PO number and address are classified as the non-value added activity 

flawed flow.  

 

The handling of the goods received is an activity that is necessary for the global grocery 

supplier to know which amount of products that are on stock. However, this information 

should the Material Handling department receive from Shopr instead of the Supply 

Planner in order to update the internal system with the correct stock balance. The 

unblocking of the products in the internal system is considered to be a non-value added 

activity since it is performed manually and line by line. As mentioned, as the order 

frequency increase this activity will be very time consuming. The unblock of the products 

is a non-value added activity classified as flawed flow.   

 

Even the activity of creating an invoice is managed manually and line by line which 

makes this the most time consuming activity of 210 non-value added of 240 minutes. This 

activity is also affected by an increase of the order frequency. Since the Customer Service 

manager is already spending a great amount of time on this activity, an increase of order 

frequency will make it unbearable to continue with the same procedure. This activity is 

considered to be the non-value added activity failure demand.  

 

 
7.1.2. How can the identified non-value added activities related to information 

sharing at the global grocery supplier be addressed in order to improve the order 

fulfilment process towards Shopr?  

The order fulfilment process towards Shopr consists of 81 % non-value added time even 

though the current order volume is in average 98 order per month. Even though the 

amount of order is low the process includes a high percentage of non-value added time 

and is considered to be inefficient. The overall order frequency within eGrocery is 

estimated to increase in the future, however the global grocery supplier themselves are 

considered to have limited possibilities to affect the amount of orders. Nevertheless, 

continuing with the current way of working of the order fulfilment process towards 
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Shopr is considered not to be sustainable due to the amount of non-value added time 

spent on operating the activities. The process is considered to be in a great need of an 

improvement and will not be manageable if the sales increase.  

 

Several improvements have been identified through the performed VSM at the order 

fulfilment process towards Shopr. The time spent on the creation of the excel-file at the 

Commercial Department can be eliminated by transferring this operation to the Supply 

Planning Department. The Commercial Manager should thereby only determine the 

maximum and minimum stock of the products at the website and based on this 

information the Supply Planner can create the excel-file and in turn directly know what 

to transfer to the Shopr Warehouse. This will save time and make it possible to 

eliminate other activities further in the process. The operation of sending the e-mail 

with the order proposal will, for instance, be eliminated. The time eliminated at the 

Commercial Department will thereby be 80 minutes for the creation of the excel-file 

and 8 minutes of sending the e-mail to the Supply Planner. 

 

When the Supply Planner is maintaining the re-stock the operations of checking SKU:s 

and sending feedback will be eliminated. In turn, totally 22 minutes will be eliminated 

from the process; 10 minutes for not having to send feedback and 12 minutes for not 

having to check the SKU:s. The activity of copying the order proposal into the internal 

system will not either be needed in the process since the Supply Planner already know 

what to type into the internal system. The elimination of the operation of copy pasting is 

generating 6 minutes of saved time. However, the maintaining of the re-stock, which 

now is transferred from the Commercial Manager to the Supply Planner, will generate 

some additional time for the Supply Planner which has been estimated to be 

approximately 20 minutes. Consequently, the total time spent on the order fulfilment 

process towards Shopr will decrease.  

 

It is furthermore considered very time-consuming and non-value added when the 

Supply Planner changes the units. Since the orders from Shopr warehouse is in cases a 

change in the internal system to be in cases is thereby the most convenient change. This 

would reduce the time spent on this activity with 3 minutes. The operation of adding the 

PO address could also be eliminated if a plant number of the Shopr warehouse would be 
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created. However, the internal system is in need of a big investment in order to integrate 

the order fulfilment process towards Shopr and manage this change. The same applies 

for the activity of unblocking the products which is operated manually and is therefore 

very time-consuming. With an integrated information system of the order fulfilment 

process towards Shopr, this activity could be radically timely reduced and the efficiency 

of the process would increase. However, the global grocery supplier does not currently 

consider this as an alterative due to the high costs required. Thereby, this activity 

remains unchanged and unimproved. The investment in an integrated information 

system is considered to be a vicious circle. It is required if the process should be 

manageable in the future with increased sales. Simultaneously, it is a huge investment 

associated with a great risk which is can not be justified with this current low amount of 

sales. However, if the global grocery supplier tends to continue with Shopr and invest 

time, money and effort a consideration should be given to invest in an integrated 

information system of the order fulfilment process towards Shopr.  

 

With 240 minutes spent each month, invoicing is the most time-consuming activity in 

the order fulfilment process towards Shopr. However, this activity is required and can 

not be improved. The amount of minutes will increase in line with increased orders due 

to the manual handling and the activity will thereby not be manageable. Consequently, 

the suggestion for this activity is a consideration of outsourcing the invoicing in order to 

perform a more efficient order fulfilment process towards Shopr. 

 

7.2. Contributions to the study  
This study has contributed with both practical and theoretical implications which will be 

presented below.  

 
7.2.1.   The practical contribution of the study 

This study contributes with practical implications in terms of a mapping of the activities 

included in the order fulfilment process towards Shopr. Through the mapping an 

identification of the non-value added activities and causes for why these might have 

occurred and ways of elimination have been presented. The study has identified that the 

main reason for the occurrence of non-value added activities in the order fulfilment 

process towards Shopr depends on poor information sharing between the global grocery 

supplier and Shopr as well as between the departments within the own company. In 
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addition, the departments tend to work very silos-orientated which contributes to the 

insufficient information sharing and lack of integration between the departments 

operating in this process. By creating a Value Stream Mapping, suggesting changes of 

the way of handling the activities and presenting ways to eliminate silos a future state 

map of an order fulfilment process towards Shopr has been created. The future state 

map provides an improved order fulfilment process towards Shopr which saves 109 

minutes of the operated time each month which in turn will save both time and money 

on this process and in addition make it manageable in the future if the sales increases. 

The percentage of non-value added activities decreases from 81% of 69%.  

 

 
Figure 30 Future state map of the non-value added activities 

 
 
7.2.2.   The theoretical contributions of the study 

The global grocery supplier has, as many other companies involved with eGrocery, 

experienced issues which generates to non-value added activities and in turn makes the 

processes included within eGrocery inefficient. The lack of information sharing is 

considered to be the main reason for these issues. Due to the lack of research and the 

need for additional theoretical contribution regarding eGrocery the authors of this thesis 

have developed a framework. The framework presents how companies in the grocery 
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industry can eliminate the non-value added activities related to information sharing in 

an order fulfilment process within eGrocery.  

 

 

When handling the non-value added activities related to information sharing within 

eGrocery three tools that can be applied; VSM, elimination of silos and investment in an 

integrated information system. To eliminate the non-value added activities related to 

information sharing and in turn make the process more efficient companies primary 

need develop a VSM. A VSM generates an understanding of how the different activities 

are linked together and highlights non-value added activities. After the development of 

a VSM a company should work in order to eliminate silos. The elimination of silos will 

increase the information sharing and integration within the different departments as well 

as between the own company and other market players which also will result in a more 

efficient process. Finally, a company need to consider to invest in an integrated 

information system due to the reduction of many non-value added activities that the 

industry is characterized with. Not all improvements can be done simultaneously due to 

for instance financial and time-based limitations. Companies should, however, take 

these different tools into account when working in the direction of eliminating non-

value added activities related to information sharing of the order fulfilment process 

within eGrocery. These tools will increase the information sharing, make the process 

Figure	  31	  Framework	  of	  how	  to	  eliminate	  non-‐value	  added	  activities 
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more efficient and, in turn, make the company one step closer to succeeding with 

eGrocery.   

 

7.3. Limitations  
The study is based on empirical material only from one case company which can be 

criticized. In addition, the eGrocery is being theoretically unexplored. Consequently, 

not all issues which generates non-value added activities related to information sharing 

might have been highlighted in the developed framework. Furthermore, the study has 

only been focused on the non-value added time of the activities in the order fulfilment 

process towards Shopr and not transformed this time into money which can be 

criticized. However, the authors have, in agreement with the global grocery supplier, 

decided that the current amount of money is not considered to be relevant to calculate 

and analyse in this study. 

 

7.4. Future Research  
Due to eGrocery being relatively unexplored form the supplier and retailer point of view 

there exist lot of gaps that are in need of research. The type of eGrocery where the 

supplier owns the products is least explored. Due to the supplier offering their products 

through different retailers as well as trough their own channel, which this type of 

eGrocery enables, conflicts of interest might occur. In the future it might therefore be 

interesting to investigate the consequences of the conflict of interest that might occur 

between the supplier and retailer.  

 

An extend focus on the logistic activities included in the processes within eGrocery is 

essential. Due to failure in the logistics activities being one of the main reasons for why 

companies are failing eGrocery additional research is needed in order for companies to 

manage operating at this market successfully. Furthermore, the study has not included 

the activities of deliveries or the return flow of the products in the framework. This 

would be interesting to investigate due to these logistic activities being important in 

order to create value to consumers which is one of the main reasons why companies get 

involved with eGrocery.  
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7.5. The ethical considerations and quality criteria of the study 
All the participants of this study have been informed of the purpose of this thesis. The 

authors have thereby been taken the ethical considerations into account. The 

participants of the study have also been informed of the possibility of abstaining 

interviews. The authors have also received the rights to record the interviews 

performed. By not mentioning the global grocery supplier or any participants by name 

in the published version of this thesis. Thereby, the requirement of confidentiality has 

been fulfilled. Furthermore, the information received has not been used in any other 

purpose than creating this thesis.  

 

The global grocery supplier has had the opportunity to confirm the information 

provided. Furthermore, the thesis has been continuously read by a supervisor at 

Linnaeus University. Therefore, the validity as well as the reliability is considered to be 

maintained. The diversity of sources, both theoretical and empirical, reinforces the 

reliability and conceptual validity of the essay. 
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9 Appendix  

9.1 Summary of the times spent on each activity 
 

 
 
 
9.2. Semi-structured interviews 

This thesis includes two semi-structured interviews, performed 2017-03-23, one focus 

group and one individual interview with the eCommerce Manager.  

 

9.2.1. Focus Group  

The focus group included The Nordic Logistic Manager, The Commercial Manager, 

The Supply Planner and The Nordic Logistic Coordinator, 2017-03-23. 

 
-   Which activities in this process do you believe are the most time consuming? 

-   How do you experience the communication between you/your different 

departments within The global grocery supplier regarding the process towards 

Shopr? 

-   What do you believe need to be changed/developed in order to improve this? 

-   How do you see the relationship between The global grocery supplier and 

Shopr? 
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-   What do you believe need to be changed/developed in order to improve this? 

-   How would you like the communication between The global grocery supplier 

and Shopr to be? 

-   What need to be improved in order to reach that? 

-   In general, how do you believe that the process could be improved? 

-   Do you think it will be a conflict of interest with you retailers? 

-   How do you think it will affect your relation with these? 

 

9.2.2. Interview with the eCommerce Manager  

Interview with the eCommerce Manager, 2017-03-23.  

 
-   How long have you been selling your products on the eGrocery market?  

-   Which are the main reasons for why you entered this market? 

-   Do you experience that this industry is characterized with low margins? 

-   Have you experienced that you have lost money since you introduced 

eGrocery/eCommerce in the company? 

-   If yes, do you believe it is worth it? Why? 

-   Have you noticed any changes in consumers’ behaviour since The global 

grocery supplier got involved with eGrocery/eCommerce?  

-   Which difficulties do you experience with the market since you introduced 

Shopr? 

-   Which are the main reasons to why you invested in Shopr?  

-   Is it easier for the global grocery supplier to keep track of your competitors since 

you entered the eGrocery market? 

-   How do you believe that the market will develop in 10 years? 

-   What do you believe The global grocery supplier would have to do in order to 

keep up with the future changes? 
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