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Abstract 
Course: Degree Project in Supply Chain Management, the Business Administration and 

Economics Programme, 4FE19E 

Authors: Matilda Engblom and Katarina Nyberg  

Supervisor: Arash Kordestani 

Examiner: Helena Forslund  

Title: Following the Recipe Brings Franchisees to the Table - A Case Study Consolidating 

Purchasing and Calculating Cost Savings at Franchisees  

 

Background: As a franchisor, Company X does not have insight or control in purchasing at 

their franchisees. Spend analysis is a tool used to identify current purchased volumes and 

costs. An aim with spend analysis is to decrease the cost and analyse the spend. There are four 

different types of consolidation that can consolidate the current purchased volumes and create 

purchasing cost savings. They are article, volume, supplier and transport consolidation. 

However, identifying the current situation can be hard in the franchise concept and therefore 

hard to create purchasing cost savings. It is therefore of need for the franchisor to have insight 

and control over their franchisees in purchasing.  

 

Purpose: The purpose of this study is mainly to identify how the current purchased volumes 

can be consolidated to create purchasing cost savings for the franchisees of Company X in the 

Middle East. In addition, calculate the purchasing cost savings that consolidation could lead 

to. As well as, investigate how a franchisor can regain insight and control in purchasing over 

their franchisees. 

 

Methodology: This case study had a mixed research strategy of explanatory sequential 

design. Empirical data was collected by both unstructured, semi-structured and structured 

interviews. The analytical methodology was based on pattern matching. Confidentiality has 

been of great focus during the study for ethical considerations. 

  

Conclusion: The current purchased volumes and costs were identified, enabling different 

types of consolidation and calculations for purchasing costs. The consolidation model (Figure 

28, p. 43) illustrates four different types of consolidation, article, volume, supplier and 

transportation, which should be followed. Lastly, Table 38 (p. 85) presents actions for 

regaining insight and control over franchisees.  

 

Key Words: Spend Analysis, Franchising, Consolidation, Purchasing Cost Savings, 

Franchisor-franchisee relationship, Regain Insight and Control   
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1 Introduction 

In this introduction chapter, firstly, a background description is given about 

Company X. Furthermore, a description is given on franchising, spend analyses, 

consolidation and purchasing volume and cost. This is followed by three problem 

discussions that discuss each research question. These problem discussions create 

the research questions, as well as the purpose of this study. Lastly, the disposition of 

the study is presented in Figure 1 (p. 8).  

 

1.1 Background  

The company studied will be named Company X throughout the whole study due to 

confidential information. This also applies to the company’s franchisees. Company X is a 

multinational company and the franchisor in a franchisor-franchisee relationship. The 

majority of their stores are owned and controlled by Company X itself, but some of the stores 

are managed by franchisees. Sagell and Carlsson (2005, p. 15) define the concept franchise as: 

“Franchise are defined as: a set of rights that enjoy industrial legal or intellectual property rights in 

trademarks, company names, store signs, usage patterns, designs, copyrights, know-how or patents 

used in the resale of goods or the provision of services to end users.”  

In the concept of franchising, the franchisor is the company that allows another company or 

individual to use their brand and run a business like the franchisors. The franchisee is the 

company or individual that uses the franchisor’s brand (Ideström & Fernlund, 2015). The 

franchisees are authorized to sell and market the article range and manages stores around the 

world in Company X’s brand (Project Manager, 2018-11-30).  

 

Company X uses category management in purchasing and has several categories, the category 

this study will focus on is food. Company X handles the purchasing of all categories in the 

company, including the franchisees. However, the franchisees purchase the food category by 

themselves. This means that Company X does not have any control or insight in the 

purchasing of the food category which is something that they want to have (Project Manager, 

2018-11-30).  
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Consequently, Company X wants to identify the purchased volumes for their franchisees in 

the Middle East and investigate how this can be consolidated to create cost savings within 

purchasing (Project Manager, 2018-11-13). This study will investigate in the Middle East 

since the Project Manager indicated that this area has the most potential for improvements. 

The estimation of the most potential of improvements is based on the enthusiasm and 

communication with the franchisees in this area (Project Manager, 2018-11-30).  

 

Spend analysis is a tool for investigating purchasing and the current situation (Ateş, van Raaij 

& Wynstra, 2018). Spend analyses can help a company to identify how the different costs are 

distributed between categories and suppliers (Mällroth & Rafiey, 2016). In addition, Carlsson 

(2015) describes that spend analyses identifies purchased volumes and number of suppliers. 

This will result in an important strategic decision about sourcing and purchasing (Mällroth & 

Rafiey, 2016).  

 

Further, cost savings within purchasing will be enabled for a company since the costs of 

purchasing can be identified (Carlsson, 2015). One option to reduce costs is to consolidate 

(Shestakov, 2017). Consolidation can be used in different types of ways e.g. it can be used to 

consolidate volumes or transportations (Hall, 1987). Vaillancourt (2016, p. 3) defines 

consolidation as: 

“Consolidation is a topic that is generally understood in the business literature as combining certain 

activities or materials that have common attributes to improve the overall performance of firms.”  

Purchased volume is described as the sum of a period’s average consumption. Additionally, 

the purchased cost is the sum of total purchase in a certain currency and period (Project 

Manager, 2018-11-30). To specify, the direct material cost and the indirect costs are the two 

parts of purchasing costs. The direct costs are the cost for the article and the indirect costs are 

related to logistics e.g. transport, inventory and administration. Meaning that purchasing cost 

savings will be achieved when reducing the total purchased cost both direct and indirect (van 

Weele, 2014). 
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1.2 Problem Discussion  

1.2.1 Research Question 1 

How can spend analysis identify the current purchased volumes and costs for the 

franchisees of Company X in the Middle East?  

 

Company X has three franchisees in the Middle East which are currently controlling their own 

purchasing within the food category. They do not have any control or insight into the 

purchasing process of these franchisees. Articles, number of suppliers, purchasing costs and 

volumes of articles are therefore unknown. However, Company X is aware of the problem 

with several suppliers for each article (Project Manager, 2018-11-30).  

 

Spend analyses and collection of data is therefore of interest. This, since the Project Manager, 

believes that cost savings can be done and want to have more insight and control in the 

franchisees’ purchasing of the food category (Project Manager, 2019-02-13). Moreover, a 

common challenge for the franchise concept is sharing data in both directions. Sharing data is 

important so that the franchisor has control over their own brand and so that the franchisee 

can get the support they need (Chute, 2010).  

 

According to Carlsson (2015) spend analysis can be used as a tool to help identify purchased 

volumes and costs along with the number of suppliers. Bush (2017) state that spend analysis 

is a way for businesses to classify and aggregate spend data. This, to identify possible 

opportunities regarding cost savings and performance improvements (Bush, 2017). In 

addition, creating a detailed understanding of the current situation is important for future 

improvements (Payne, Dorn & Podolak, 2011). Consequently, identifying spend for the 

franchisees is the first step of gaining insight for Company X (Project Manager, 2018-11-30). 

Also, identifying spend allows companies to find opportunities to consolidate volumes and 

suppliers resulting in possible cost savings (Partida, 2012).  

 

Thus, the first research question will refer to the identification of the current purchased 

volumes and costs in the Middle East and is formulated as followed: How can spend analysis 

identify the current purchased volumes and costs for the franchisees of Company X in the 

Middle East?  
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1.2.2 Research Question 2 

How can the current purchased volumes be consolidated and what will the purchasing 

cost saving be for the franchisees of Company X in the Middle East? 

 

As mentioned before, spend analyses can enable Company X to identify the purchasing costs 

and make costs savings within purchasing. This, since the spend analysis, will identify 

purchased volumes and therefore also the costs for the current situation (Carlsson, 2015). 

Furthermore, purchasing cost savings can be achieved by e.g. consolidate purchased volumes 

and the supplier base (Shestakov, 2017). Spend analyses enlightens possibilities to combine 

purchasing volumes while reducing the number of suppliers (Monczka et al., 2016). 

 

The current situation illustrated by spend analysis will enlighten the possible areas of 

improvements. By collecting data of volumes and suppliers, the authors and Project Manager 

are expecting to see purchasing volume consolidation opportunities in the Middle East 

between the three franchisees. Company X wants to gain control over the purchasing of their 

franchisees to improve both businesses. Also, to get a consistent food experience for 

customers all around the world (Project Manager, 2019-01-15). Furthermore, consolidation of 

purchased volumes is of interest in this area along with establishing supplier relationships 

(Project Manager, 2018-11-30). 

 

van Weele (2014) explains that purchasing is responsible for cost control and reduction of 

costs. Therefore, the most dominant objectives of purchasing are traditionally cost 

management and cost savings (Ateş, van Raaij & Wynstra, 2018). Consolidation has several 

potential benefits such as reduced purchasing costs, increased productivity of core logistics 

activities, broadening logistics services, lower cost for more qualitative logistics services, 

negotiation with larger shippers and general cost savings (Vaillancourt, 2016).  

 

A cost saving is substantial for purchasing in a company and can involve changing articles or 

the supplier base (van Weele, 2014). Hepsing and Schiele (2016) present volume bundling, 

price evaluations and optimisation of supply relationships as examples of potential cost 

savings strategies for purchasing. Volume bundling means leveraging larger purchasing 

volumes at suppliers, also known as consolidating purchased volumes. Equally important, 
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purchasing consolidated volumes can be used to negotiate prices and get discounts at 

suppliers due to the scale effects (Hepsing & Schiele, 2016).  

 

Company X and their franchisees wish to be presented the actual approximate cost savings 

that are possible through the new scenario from Research Question 1. Due to the fact of 

proving the importance of regulating the purchasing for franchisees in the food category 

(Project Manager, 2019-02-13).  

 

These reasons result in Research Question 2 and are based on the first research question 

which identifies the current situation. Thus, Research Question 2 will investigate in the 

consolidation of purchased volumes and the purchasing cost savings and is formulated as 

followed: How can the current purchased volumes be consolidated and what will the 

purchasing cost saving be for the franchisees of Company X in the Middle East? 

 

1.2.3 Research Question 3 

How can a franchisor regain insight and control over their franchisees in purchasing?  

 

Crucial for the franchise concept is support from the franchisor and brand performance from 

the franchisee (Nyadzayo, Matanda & Ewing, 2015). Between the franchisor and franchisees, 

there is a business relationship that builds upon a contract (Baresa, Ivanovic & Bogdan, 

2017). Shaikh (2016) points out the importance of fairness in this relationship to benefit more 

for both parties.  

 

The agreement between the two parties could, for example, include advice and assistance in 

purchasing. Furthermore, one major disadvantage for a franchisor is the loss of control over 

the franchisees’ business, like purchasing, when the franchisees manage it independently 

(Baresa, Ivanovic & Bogdan, 2017). However, it is the franchisor's responsibility to gain 

control in such operations, since they have knowledge about the brand and franchise concept. 

The franchise concept is important for both the franchisor and franchisee to maintain the 

brand of the business no matter where and who is managing it (Ideström & Fernlund, 2015). 

Zachary (2011) also describes that intervention might be necessary if decisions by a 

franchisee are not according to the agreement.  
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According to Brown (2017) franchise business researches has increased the last years but 

research of control rights in a franchise is still incomplete. Control rights are important in the 

aspect of the power relation between a franchisor and its franchisees. Both internal and 

external factors affect the power relation. Research in the general marketplace for the 

franchisor’s power is missing and constraints the franchisees (Brown, 2017).  

 

Furthermore, one important value in a franchisor-franchisee relationship is communication 

since it will enable them to work as a team, in both difficult and successful times. The 

franchisor can share its competence to make the franchisee gain more confidence and engage 

more in the system. This is important for both the franchisor and franchisee to gain success in 

different situations (Grace et al., 2016). Support from the franchisor is important to decrease a 

“free-riding” behaviour of franchisees and to ensure efficiency. The support can be either 

education or support in business activities, for example, purchasing (Nyadzayo, Matanda & 

Ewing, 2015). Correspondingly, there is a gap in franchise research according to Yeung, 

Brookes and Altinay (2016).  

 

Consequently, the third research question will be: How can a franchisor regain insight and 

control over their franchisees in purchasing?  

 

In addition, when the authors searched for literature and studies within franchisor regaining 

insight and control in purchasing, there were no results. This research question aims to fill the 

research gap in the research of franchisor-franchisee’s control relation.  

 

1.3 Research Questions  

1. How can spend analysis identify the current purchased volumes and costs for the 

franchisees of Company X in the Middle East?  

2. How can the current purchased volumes be consolidated and what will the purchasing 

cost saving be for the franchisees of Company X in the Middle East? 

3. How can a franchisor regain insight and control over their franchisees in purchasing?  
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1.4 Purpose  

The purpose of this study is mainly to identify how the current purchased volumes can be 

consolidated to create purchasing cost savings for the franchisees of Company X in the 

Middle East. In addition, calculate the purchasing cost savings that consolidation could lead 

to. As well as, investigate how a franchisor can regain insight and control in purchasing over 

their franchisees. 

 

1.5 Limitations 

This study will be limited to data from the financial year of 2018 and will be presented on a 

yearly basis. Meaning that the authors will not be able to see the purchased volumes for each 

month. Consequently, the authors will not be able to take season based sales into 

consideration.  
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1.6 Disposition 

 

Figure 1: Disposition of thesis (Own illustration)   
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2 Research Methodology 

This chapter aims to explain the approach used to answer the research questions of 

this study. The theoretical frame of each subchapter is described, followed by the 

authors’ motivation for each choice of method. Firstly, the research strategy is 

presented, followed by the research design which explains the study and why 

explanatory sequential design fits for this study. This is followed by sample selection, 

data collection and data analysis which explains the selection of respondents and 

how the data was gathered and analysed. Furthermore, the quality criterias, ethical 

considerations and individual contribution are presented. The chapter is summarised 

in Table 3 (p. 22). 

 

2.1 Research Strategy 

Quantitative and qualitative research can be used separately or combined (Bryman & Bell, 

2017). It is called a mixed method research when combined. This means that the data will be 

of both quantitative and qualitative character. One approach of mixed method research is 

explanatory sequential design, see Figure 2 (Creswell & Plano Clark, 2011). The first step is 

to collect quantitative data and analyse it, followed by qualitative data collection and analysis. 

The reason for following up with qualitative data is to help explain and elaborate on the 

quantitative results. Lastly, these are connected in an interpretation (Ivankova, Creswell & 

Stick, 2006). 

 

Figure 2: The explanatory sequential design (Own illustration based on Creswell & Plano Clark, 2011, p. 69) 

 

The research strategy used in this study was the explanatory sequential design. The gathered 

quantitative data has created a general understanding of the current situation. It was then 

supplemented by qualitative data collected from interviews to complement and support the 

collected quantitative data. This, to understand the collected data and refine the quantitative 

results. Also, to create a deeper understanding of the situation and how it can be improved, 

along with the ability to explain the quantitative data in more detail. The quantitative and 

qualitative data has been handled separately until a later stage where they were integrated. At 
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this stage, the results from previous questions were used once again in Research Question 3 

for a thorough understanding. 

 

2.2 Research Design 

Yin (2006) state that a case study is an empirical study that is used when a study aims to answer 

research questions about how and why. A case study is often used to study a certain event that 

concerns individual, organizational or social factors (Yin, 2006). The data is collected through 

different interviews and observations to enable the case to be thoroughly described (Bryman & 

Bell, 2017).  

 

Figure 3 illustrates the hierarchy of Company X. The three franchisees were investigated but from 

Company X’s point of view. 

 

Figure 3: Hierarchy of Company X (Own illustration) 

 

A case study was used in this study to answer the three research questions since the authors 

were assigned this project. The authors considered this as the most suitable research study 

because of the practical problem discussions and research questions that this study aims to 

solve. The solutions presented in this study is unique for the case studied and can, therefore, 

not be generalized for application on other companies. However, the study aims to investigate 

how a franchisor can regain insight and control in purchasing over their franchisee which 

resulted in a theoretical implication. 
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2.3 Sample Selection 

Choosing the right respondents is important for every research study (Bryman & Bell, 2017). 

Bryman and Bell (2017) present two different approaches for choosing the sampling of 

respondents for a study. The approaches are probability sample and non-probability sample. A 

representative sample needs to be done to enable the generalisation of the result to the population 

(Bell, Bryman & Harley, 2019). 

 

In the non-probability sample, the sample is not randomly chosen. There will be some units of the 

population that are more likely to be chosen for the sample than others (Bell, Bryman & Harley, 

2019).  Bell, Bryman and Harley (2019) presents two types of non-probability sample, 

convenience sample and quota sample.  

 

In a convenience sample, the respondents are chosen based on availability (Bell, Bryman & 

Harley, 2019). This technique has often a higher respondent frequency with interesting and useful 

information for a study, but the result will not be generalizable (Bryman & Bell, 2017). One type 

of convenience sample is snowball sampling (Bell, Bryman & Harley, 2019). In snowball 

sampling, the researcher initially contacts respondents that are relevant for the subject of the study 

and then used to contact further relevant respondents. The recommendations for new respondents 

are made until the researcher has enough sample data (Bryman & Bell, 2017).  

  

The respondents for this study were based on a selection of convenience and snowball sampling. 

All interviews were made with respondents selected by the authors in consultation with the Project 

Manager. However, the Project Manager contacted further respondents that were relevant for this 

study. The chosen respondents from Company X was the Project Manager, Business Developers, 

Business Navigator, Country Manager and the franchisees and their Food and Beverage Managers 

in the Middle East (see Table 1).  

 

These were the most relevant respondents for this study since the Project Manager instituted the 

project and the franchisees were the ones that could give the authors insight into their purchasing. 

The three franchisees were important to the study since the purchasing data was collected from 

them which made it possible to investigate in the research questions. The respondents from the 

three franchisees were Food and Beverage Managers. Respondents from Company X was 
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suggested by the Project Manager due to the knowledge about the company and their co-workers. 

The other respondents contributed with relevant information needed for this study. 

 

Information regarding the articles of Company X needed to be gathered to be able to investigate 

the possible cost savings. The business developers had information about the different articles, 

volumes and suppliers. Three different business developers were contacted to cover the articles 

they were responsible for. In addition, a business navigator was interviewed for updated prices 

including transportation. Both, the franchisees in the Middle East and business developers were 

provided by the Project Manager of Company X. Table 1 illustrates all interview respondents used 

in this study.  

 

Table 1: Summary of interview respondents (Own illustration) 

 

2.4 Data Collection  

There are two different types of data, primary and secondary. The primary data is the data or 

information created by yourself or collected with e.g. surveys or interviews. The secondary 

data is already collected data and can be for example documents, websites, studies and 

databases (Eriksson & Wiedersheim, 2014). 

 

2.4.1 Primary Data  

This study uses both primary and secondary data to get the result as precise as it can be. The 

primary data that were used were collected by interviews and email. 19 interviews have been 

made and have been both unstructured, semi-structured and structured. The data collected by 

email will be the forms that the Food and Beverage Managers sent back to the authors. 

However, the Franchisees also answered questions regarding their company and data. In 

addition, data was collected by email from both the business developers and business 

navigator. The collection of data from the franchisees and their statistics of purchasing was 

for the financial year of 2018. The form and questions can be seen in Appendix A. It was 
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created together with the Project Manager from Company X and the parameters used were the 

ones the Project Manager considered as the most important. The unit, yearly avg consumption 

FY18 and total purchase in euro were all parameters used in the form. 

 

See Figure 4 for the food category hierarchy, divided into categories, segments and sub-

segments. The parameters in the figure below, were also included in the form and were filled 

in by the three franchisees. Company X has different food categories but only two categories, 

animal and plant-based, was investigated in this study. Each category is divided into different 

segments and each segment is divided into sub-segments. The articles investigated in this 

study were the ones connected to these segments by Project Manager’s request. 

 

Figure 4: Food category hierarchy (own illustration based on Project Manager, 2018-11-30) 

 

The authors have cleaned the data by linking the different articles to the right segment, so the data 

is consistent. Also, article descriptions were changed to a common name for that article. This to be 

able to compare the articles that were the same. 

 

The authors did choose between three different interview methods. An interview can be structured, 

semi-structured or unstructured (Bryman & Bell, 2017). This study has used all of them. An 

unstructured interview looks like an everyday conversation where the interviewer asks questions 

that the respondent can answer what they want about (Bryman & Bell, 2017). This interview 

method was used at the meetings with the Project Manager and Country Manager to get an 

overview of the project, problem and to discuss the company and franchisees. Some of the 

interviews made with the Project Manager were used for the authors’ understanding of the project 

and the remaining used as a contribution to this study.  
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Interview 6 with the Project Manager 2018-12-10 was to understand the data and clarify variables 

and definitions. Moreover, the interviews held 2019-04-12 and 2019-05-10 with both Project 

Manager and Country Manager was also for the aim of understanding, discussing and updating on 

the project. Lastly, the interview with the Business Navigator on the 2019-05-14 was also for the 

purpose of a deeper understanding. 

 

Unstructured interviews were of best fit for these respondents since the subject was extensive. The 

authors wanted to be able to have good conversations with no constraints to get the most out of 

each interview occasion with the Project Manager and Country Manager. In addition, unstructured 

interviews were used when interviewing Business Developer 1, Business Developer 3 and 

Business Navigator. This method was used since the authors held this interview to get an 

understanding of the data.  

 

The interviewer has a number of general questions prepared when executing a semi-structured 

interview. However, the sequence of the questions does not need to be consistent along with 

having the opportunity to ask further questions which is not stated in the interview guide (Bryman, 

Bell & Harley, 2019). This interview method was used when interviewing the Business 

Developers and Food Demand Coordinator regarding information about the different articles. An 

interview guide was used and can be seen in Appendix B. The business developers were asked to 

provide prices and specifications of articles in Company X’s article range, for the purpose of being 

compared to the current situation. Therefore, the interview was made by email since the authors 

needed to collect article data of extent. For the same reason, the Food Demand Coordinator was 

interviewed by email collecting labelling costs for articles to the Middle East. This was followed 

up with a short phone call where authors got a deeper understanding of the calculations.  

 

A structured interview has a number of questions set by the interviewer and the respondents will 

be asked the same questions. This, to get the answers to be aggregated and specific (Bryman, Bell 

& Harley, 2019). This interview method was used when collecting the data from the franchisees 

and business navigator, which were made by email. The interview made with the Food and 

Beverage Managers was created as a survey since they filled in a form and could only fill in 

exactly what the interviewers asked for. These interviews were used to collect empirical data for 

both the first and second research question. The reason for using email was mainly because of the 

geographical distance and the magnitude of data. In Appendix A the interview guide used is 

presented.  
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Lastly, the Business Navigator was interviewed. Using a structured interview since the authors had 

specific questions regarding landed prices and sourcing set up. This data was also of quantitative 

character and was therefore chosen to be collected by email. See Appendix C for interview guide. 

However, the attached file was not included due to confidentiality. Common for all these 

structured interviews is the motive for using email when data was collected, since regardless of 

meeting them in person the data, due to its large scope, had to be shared in excel. 

 

Table 2 presents the empirical data collected in forms of who was interviewed, date of interview, 

type of interview, how long it took and what the topic of the interview was.  

 

Table 2: Empirical data collection (Own illustration) 
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2.4.2 Secondary Data  

The secondary data used to answer the research questions contains both scientific articles, 

literature within spend analysis, purchasing cost savings, consolidation and franchising. 

OneSearch, Google Scholar, Business Source Premier and Emerald Insight were used to find 

articles to use in the theoretical chapters. OneSearch were also used to find literature such as 

books.  

 

The following search words have been used to find relevant theory: 

 

Research Question 1: 

Spend Analysis, Conducting Spend Analyses, Producing Spend Analyses, Spend analyses 

 

Research Question 2: 

Supply Based Reduction, Purchasing cost savings, Cost Savings, Cost Reduction Supply Chain, 

Supply Base Cost Savings Procurement, Cost Savings Purchasing, Cost Reduction, Consolidation, 

Consolidation in purchasing, Consolidation in distribution, Volume consolidation, Supplier 

consolidation, Consolidation Strategies, Transport consolidation, Freight consolidation  

  

Research Question 3: 

Franchise, Franchise Relationship, Franchisee, Control Franchise, Franchising, Franchisor 

control, Franchise purchasing, Insight franchisor  

 

2.5 Data Analysis  

Yin (2018) presents five techniques of analysing data. The most common one is pattern matching. 

Pattern matching means comparing empirical data, which is based on case study findings, with a 

predicted conclusion made before data collection. Therefore, in pattern matching, researchers 

should be able to connect predicted findings or theory to an operational pattern. Figure 5 presents 

the process for pattern matching. It has two directions, theoretical and observational, where these 

meet in the middle to be pattern matched (Yin, 2018).  
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Figure 5: Pattern matching model (Own illustration based on Yin, 2018) 

 

For this study, the technique of pattern matching was used to analyse the collected data. Analysing 

the data was done separately for each research question and was approached as in Figure 5. In 

addition, the analysis was done differently for the questions. This study’s analytical model is 

presented in Figure 6. Research Question 1 was necessary to be able to gather a common 

understanding of the current situation. Research Question 2 proceeds from the first one creating a 

relation between the two questions.  
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All questions have their own theoretical chapter and empirical data that was compared and 

connected. For the third research question, the previous questions were used as the foundation. The 

two first research questions were of help in contributing to the analysis for question three as 

illustrated in Figure 6. Since the third research question did contribute to theoretical implication, 

both new theory and empirical data were presented along with it being based on previous chapters. 

For the last chapter, all the analysis was gathered and summarised presenting the general findings 

for this study. Along with the study’s implications, reflections and critique, ethical considerations 

and further research.  

 

Figure 6: Analytical Model (Own Illustration) 
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Research Question 1 was based on a spend analysis and analysing the data was the second step in 

spend analyses, where the yearly average consumptions were sorted from biggest to smallest (see 

Appendix E) after summarising volumes for the same articles from all franchisees. The third step 

in this analysis was to connect the number of suppliers to a certain article description. The fourth 

step was to create a Pivot table to enable the authors to see the potential for improvements.  

 

2.6 Quality Criterias  

The most important quality criterias for the business research are reliability, construct validity, 

external validity and internal validity presented by Yin (2018). Reliability is of concern in a 

method of quantitative research. This by reasons if the study’s result is repeatable or not and if the 

measures applied to the business and management are consistent (Yin, 2018).  

 

Construct validity is about identifying the correct measures for the study. The external validity 

displays if and how the findings of the study can be generalised. Lastly, internal validity seeks to 

find causal relationships between causes and effects (Yin, 2018).   

 

To achieve reliability for this study, the choices of the method was presented to make sure that 

other researchers can use the same type on a different company. The interview guides and used 

form for the data collection are available in Appendix A, B and C. This to enable others to repeat 

those interviews as well.  

 

Construct validity was confirmed when the data analysed by the authors. The correct measures and 

the most relevant measures were identified after the data had been collected. Making sure that the 

collected data was of purpose for the research questions. Furthermore, construct validity has been 

secured by using several sources for the gathering of both theoretical and empirical data. The 

theoretical data by several written sources and the empirical data by different interview 

respondents together with multiple occasions.  

 

The results and findings of this study were based on existing theory and can, therefore, achieve 

external validity. Research Question 3 strengthened external validity since it was generalizable.  
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Internal validity was confirmed by analysing the empirical data and the theoretical data in the form 

of a analyse chapter for each research question. As mentioned before, pattern matching was used 

to analyse the collected data which also will contribute to internal validity.  

 

2.7 Ethical Considerations  

Bell, Bryman and Harley (2019) present four ethical principles that should be followed when a 

study is made. They are the avoidance of harm, informed consent, protection of privacy through 

confidentiality and preventing deception. Avoidance of harm means that the participants cannot be 

harmed either physical or physiological. Informed consent means that the authors have given 

information about the project so that the participants can give their consent to participate or not 

with knowledge about what the study will demand from them. Protection of privacy through for 

example confidentiality means that the participant’s privacy needs to be protected. Preventing 

deception means that the study itself is not allowed to mislead the participants (Bell, Bryman & 

Harley, 2019). 

 

The purpose of this study was discussed and developed together with the Project Manager and was 

presented to all respondents. The authors also informed the participants that they could end the 

participation of the study at any time since their participation was optional. Therefore, avoidance 

of harm has been considered. Also, all participants were rigorously informed regarding the project 

and what it would demand from them before starting interviews. In addition, the authors confirmed 

the prevention of deception by updating all participants in the process and avoiding misleading 

questions.  

 

The participants from both the Franchisees and Company X got the opportunity to be anonymous. 

Company X chose not to be mentioned in this study as well as their franchisees since there was 

sensitive information. This was the reason why both the company and franchisees were not 

mentioned by their real name. The numbers presented in this study were also manipulated and was 

therefore not real. For the same reason as to why respondents were not presented, it was of 

sensitive information and the real numbers were only for the participants to see. The numbers were 

presented in proportion, this so the result was accurate. The information and data gathered for this 

study were only used in this study and were not shared with anyone else since it was of great 

importance for Company X. The results were shared with both Company X and their franchisees. 
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Confidentiality has played an important role in this study. The ethical principles were followed by 

taking the four ethical principles into consideration.  

 

2.8 Individual Contribution 

There has been a good dialogue between the two authors throughout the whole process within this 

study. Discussions have been done before every chapter to distinct the plan and to divide the 

allocation of work for the reason of an equal contribution. Both authors did also participate in all 

interviews for understanding and confirmation.  

2.8.1 Introduction 

In this chapter, there was a lot of discussion between the authors to be able to point out the 

most important and meaningful information for this study. The introduction chapter was 

firmly built on the first couple of interviews with the Project Manager where both authors 

participated. 

 

2.8.2 Research Methodology  

When writing the method chapter, the different subchapters was divided between the authors since 

the method chapter contains the great scope of information. The division was based on sharing the 

workload and use the time as efficient as possible. After reading about the different methods and 

before selecting the methods used, the authors had an open discussion about which was the most 

appropriate for this study.  

 

2.8.3 Research Question 1 

During this chapter, it was important for both authors to create a detailed understanding of 

both theory and empirical data. To understand the current situation and be able to investigate 

further. Therefore, the collaboration and participation from both authors were important and 

collateral.  

 

2.8.4 Research Question 2  

Research Question 2 was comprehensive which resulted in the allocation of work between the 

two authors after discussions regarding the disposition of the chapter. The theoretical chapter 

was divided between the authors to be able to use the time as efficient as possible. For this 

chapter, there were a lot of data that required time and focus which resulted in consulting 
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between the two authors. The consultation was used in the empirical and analytical chapter 

where the authors worked together to get a better understanding and greater findings. 

Resulting in an equal individual contribution of this chapter. 

 

2.8.5 Research Question 3 

Both the theoretical and empirical chapter was equally divided between the two authors. A 

discussion regarding what theory and which empirical data that was of interest. The analysis 

was conducted by both authors in collaboration while discussing and analysing the outcome 

of the theoretical and empirical data.  

 

2.8.6 Conclusion  

The last chapter was written and discussed with an equal contribution by both authors. 

Concluding all the research questions, the result of the study and summarising it. In addition, 

a discussion about reflections and critique, practical and theoretical implications, ethical 

consideration and further research regarding this study was conducted.  

 

2.9 Summary of Research Methodology 

Table 3 presents the summary of methodology. 

 

Table 3: Summary of research methodology (Own illustration)  
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3 Research Question 1  

How can spend analysis identify the current purchased volumes and costs for the franchisees 

of Company X in the Middle East? 

This chapter aims to answer Research Question 1. Firstly, a theoretical chapter 

about spend analysis is presented. Thereafter, the empirical data is presented as a 

spend analysis since it is necessary for the first research question. The analysis 

processes the spend analysis on the three franchisees of Company X in the Middle 

East. Lastly, the conclusion is made. The disposition to answer the first research 

question is illustrated in Figure 7. 

 

Figure 7: Disposition of chapter 3 (Own illustration) 

 

3.1 Theoretical Chapter 

This subchapter presents the theory needed to answer the first research question. 

Spend analysis is thoroughly presented and a summarised Figure of spend analysis 

is illustrated, see Figure 9 (p. 26). 

 

3.1.1 Spend Analysis  

Spend analyses are used to identify purchased volumes but also to evaluate the suppliers 

(Carlsson, 2015). Spend analyses can help a company distribute purchasing costs (Mällroth & 

Rafiey, 2016). Bush (2017) defines spend analyses as a process to classify and aggregate 
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spend data to gain visibility in cost savings and overall performance improvements. In 

addition, spend analyses can identify not only the current situation but also enlighten cost 

saving opportunities (Limberakis, 2012). Also, the contribution of spend analyses is 

information and insight into purchasing (Partida, 2012).  

 

The first step in spend analyses is to collect data about the volume purchased and spend per 

supplier or categories in an excel file. Variables of the data could be articles, volume, spend, 

price and suppliers. Excel will continue to be used as a tool in the further steps of spend 

analyses. This data will be found in the company’s payable or business system (Monczka et 

al., 2016; Mällroth & Rafiey, 2016). Collecting data from the last 12 months will be of most 

usage according to Payne, Dorn and Podolak (2011) for the gathered information to be of best 

relevance. It will summarise all purchasing data into a database of its own. This will make it 

possible to combine data and find cost savings opportunities in terms of volume consolidation 

(Bragg, 2010). Cleansing and structuring the data might be necessary. Cleaning by using the 

same names for the same articles. This to create a common structure for the data, especially if 

it is gathered from different units (Pandit & Marmanis, 2008).  

 

The second step is to sort the volume of purchased articles from biggest to smallest, with help 

from excel, by filtering and sorting the data. This, to be able to see which articles that have the 

greatest volume and identify consolidation opportunities (Monczka et al., 2016; Mällroth & 

Rafiey, 2016).  

 

The third step is to connect the suppliers with a certain article. Enabling the company to 

recognise were supplier base reductions can be made (Monczka et al., 2016). Consequently, 

not only purchasing costs but also with which supplier is identified. As a result, an overall 

view of the entire purchasing process and opportunities to consolidate both suppliers and 

purchased volumes will be presented. Consolidated suppliers and purchased volumes can 

result in better supplier relationships and prices (Partida, 2012).  

 

The fourth step is to create a Pivot analysis, so the company can see the total spend per article. 

This can be done in excel by using their pivot tool with the aim of sorting and combining 

complex data (Monczka et al., 2016). This analysis can be used as a final step in spend 

analyses to categorise spend per article and enable improvements on article level (Mällroth & 

Rafiey, 2016; Payne, Dorn & Podolak, 2011).  
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Table 4 summarises the steps of spend analysis according to Monczka et al., (2016), Mällroth and 

Rafiey (2016), Pandit and Marmanis (2008), Partida (2012) and Payne, Dorn and Podolak (2011). 

Firstly, the starting point is to collect data. This to get a detailed understanding of the current 

situation (Monczka et al., 2016; Mällroth & Rafiey, 2016). Pandit and Marmanis (2008) describe 

that cleaning and structuring the data are a part of the first step. Secondly, sorting the volumes 

from biggest to smallest identifying the greatest volume of articles and go downstream (Payne, 

Dorn & Podolak, 2011). Thirdly, connecting the number of suppliers with certain articles to enable 

reducing the number of suppliers (Monczka et al., 2016). The fourth and last step is creating a 

pivot analysis to enable the company to identify the total spend per article (Monczka et al., 2016; 

Mällroth & Rafiey, 2016; Payne, Dorn & Podolak, 2011).  

 

Table 4: Steps for spend analysis (Own illustration based on Monczka et al., 2016; Mällroth & Rafiey, 2016; Pandit & 

Marmanis, 2008; Partida, 2012; Payne, Dorn & Podolak, 2011) 

 

Limberakis (2012) presents another spend analysis approach where there are six steps, see Figure 

8. Starting with defining the scope of spend that will be investigated. Then extracting spend data 

meaning collecting data, as Mällroth and Rafiey (2016) starts the process with. This step is very 

important to achieve full visibility, even more, crucial if data is collected from different sources. 

Making sure that it is the same type of data and has the right variables. The next step is to cleanse, 

categorise and enrich the collected data. By checking e.g. article descriptions, units, currencies and 

dates. If this is not done, opportunities might go unnoticed and the category spend might be 

misleading. Especially if data has been collected from different sources, where the same type of 

articles potentially have different names. Further on, a spend profile is created for the purpose of 

allocating costs. Analysing the spend data is the next step to be able to identify opportunities 

available from the spend analysis (Limberakis, 2012). 

 

Figure 8: Spend analysis process (Own illustration based on Limberakis, 2012, p. 14) 
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Table 4 and Figure 8 have been integrated to create a more detailed process for spend 

analysis. In summary, spend analysis is presented in Figure 9. The first step, define spend 

scope means that the company needs to take a decision on which spend that should be 

investigated (Limberakis, 2012). The second step will be to collect spend data on the decided 

spend scope (Limberakis, 2012; Monczka et al., 2016; Mällroth & Rafiey, 2016). The third 

step will be clean and structure the data which will increase the understanding and get a 

common structure on the data (Limberakis, 2012; Pandit & Marmanis, 2008).  

 

Create spend profile has the same meaning as step two and three in Table 4. Therefore, Figure 

9 will only have sorted volumes from biggest to smallest and connect the number of suppliers 

with articles, this to get a better understanding of the analysis. This will be the fourth and fifth 

step (Monczka et al., 2016; Mällroth & Rafiey, 2016; Payne, Dorn & Podolak, 2011). The 

sixth step will be creating a pivot analysis to enable the company to see the total spend per 

article (Monczka et al., 2016). The seventh step will be analysing spend data where analysis is 

done on the previous steps (Limberakis, 2012). Identify opportunities is the final step and 

means that the company will identify opportunities for improvements (Limberakis, 2012). 

Figure 9 will be used structuring and analysing chapter three.  

 

Figure 9: Approach of spend analysis (Own Illustration based on Limberakis, 2012, p. 14; Monczka et al., 2016; Mällroth & 

Rafiey, 2016; Pandit & Marmanis, 2008) 

 

3.2 Empirical Data 

This subchapter aims to describe the empirical data used to answer the first research 

question. The collected data can be seen in Appendix D, E, F and G. 

 

3.2.1 Spend Analysis on the Current Purchased Volumes and Costs 

The data collected for this research question has been summarised in a database and can be 

seen in Appendix D. It illustrates each franchisee’s purchasing volume and costs during 2018 

and for which country. Even if the article description is the same, each row presents one 

article identification (ID). The three franchisees have collected the data from their own 
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business systems. However, they use the same business system which enables the same 

quality and equivalence of the data collected. The data presented in Appendix D is both 

cleaned and structured since it needed cleaning for all three franchisees. The first thing made 

was connecting the articles to the right generic description, sub-segment, segment and 

category. Thereafter, articles that were the same was renamed to the same article description. 

This to enable easier identification and analysis of the current purchased volumes. Irrelevant 

columns with data were deleted to get a better structure and overview of the data (Food and 

Beverage Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and 

Beverage Manager 3, 2018-11-25; Project Manager, 2019-02-13). 

 

There are three franchisees in the Middle East, with a total of 24 stores in eight different 

countries. As presented in Table 5, Franchisee 1 has stores in the United Arab Emirates 

(UAE), Egypt (EGY) and Qatar (QAT), moreover, they have a distribution centre (DC) in 

Dubai. Franchisee 2 has stores in Kuwait (KUW), Jordan (JOD) and Morocco (MAR). Even 

though Morocco is not located in the Middle East, Franchisee 2 has business at the site and is 

therefore investigated. Franchisee 3 has stores in Saudi Arabia (KSA) and Bahrain, however, 

Bahrain has no data from 2018 since it has yet not opened (Food and Beverage Manager 1, 

2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 

2018-11-25; Project Manager, 2019-02-13). 

 

Table 5: Franchisees in the Middle East along with their countries (Own illustration based on Project Manager, 2018-11-30) 

 

Figure 10 presents a map of the Middle East with the three franchisees’ locations. Franchisee 

1 is marked with yellow dots, Franchisee 2 with grey dots and Franchisee 3 with orange dots. 

 

Figure 10: Map of the Middle East with Franchisees’ locations (Own illustration based on Google Maps, 2019; Project 

Manager, 2018-11-30) 
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As illustrated in Figure 4 (p. 13), there are two categories used by Company X within the food 

category. As seen in Appendix D the category column is divided into either plant or animal-

based articles. These categories are divided into different segments. Plant-based segments are 

coffee, fruit & vegetables frozen, grain, rice and veg. Animal-based segments are meat and 

seafood. The segments are separated into sub-segments e.g. potato, beef or vegetables. A 

generic description and article description are also presented. Specification weight - single 

quantity and pack size are presented in the next columns. Thereafter, the price per KG in EUR 

is presented, which is the landed price for each country. Followed by the yearly average 

consumption presented in KG. Unit is presented in the next column of Appendix D and is 

either KG or PCS. The last column presented is the total purchase in EURO (Project Manager, 

2019-02-13).  

 

Appendix E presents the different articles from biggest to smallest sorted by volume. The 

columns have the same meaning as in Appendix D. However, there are six additional columns 

that explain which franchisee that has purchased a certain article and for which country. The 

franchisees are marked with an X if the certain article is purchased together with the country. 

This illustrates that several of the articles are purchased by more than one franchisee.  

 

Therefore, the volume for the same articles is summarised for all franchisees to get a better 

view of the current situation and opportunities for improvements. The five articles with the 

greatest purchased volumes are hash brown, soft roll Shawarma, chicken hotdog, chicken 

chunk and french fries, see Table 6. Since soft roll Shawarma is in PCS this cannot be 

compared with the others (Food and Beverage Manager 1, 2018-12-05; Food and Beverage 

Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25). 

 

Table 6: Top five volume articles (Own illustration based on Food and Beverage Manager 1, 2018-12-05; Food and Beverage 

Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25) 
 

 

Appendix F presents the number of suppliers linked to certain articles. The nine articles with 

the greatest number of suppliers are presented in Table 7. There are 79 unique suppliers 
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however some of them are used for several articles (Food and Beverage Manager 1, 2018-12-

05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25).  

 

Table 7: Top five articles with the greatest number of suppliers (Own illustration based on Food and Beverage Manager 1, 

2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25) 

 

Appendix G presents a pivot table of the current purchased volume and costs. The five articles 

with the largest purchase in EUR are salmon fillet, chicken hotdog, chicken Shawarma, 

salmon fillet - M and beef meatballs, see Table 8 (Food and Beverage Manager 1, 2018-12-

05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25). 

 

Table 8: Top five articles with the largest purchase in EURO (Own illustration based on Food and Beverage Manager 1, 

2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25) 
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3.3 Analysis 

This subchapter uses the theory presented and implements it on the empirical data to 

get a better understanding of the current situation and analysing it. The spend 

analysis presented in the empirical data will be used to identify the current situation. 

 

3.3.1 Analysis of the Current Purchased Volumes and Costs 

The spend analysis presented in the empirical data will be used in this analysis. Figure 9 (p. 

26) will be implemented on the empirical data. For each step, Figure 11-18 will highlight the 

current step investigated. This will result in an analysis of the spend analysis and identify the 

current situation.  

 

3.3.1.1 Define Spend Scope 

 

Figure 11: Approach of spend analysis (Own illustration based on Limberakis, 2012, p. 14; Monczka et al., 2016; Mällroth & 

Rafiey, 2016; Pandit & Marmanis, 2008) 

 

Firstly, the spend scope was defined as purchasing within the food category at the three 

franchisees by Project Manager (2018-11-13). Which Limberakis (2012) presents as the first 

step in spend analysis, see Figure 11. The franchisees have stores in the Middle East, and 

therefore they are investigated together. Also, the Project Manager (2018-11-30) indicated 

that this area has the most potential for improvements. Defining the spend scope is important 

for the outcome of spend analysis. Since it is a process where spend data will be classified to 

gain more visibility into cost savings and overall performance improvements (Bush, 2017). 

The output from this step is guidelines, which is illustrated in Figure 12. The guidelines were 

given from the Project Manager which made it easier for the authors to define the spend 

scope. The guidelines given were purchasing within food at the franchisees in the Middle East 

(Project Manager, 2018-11-30).  
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Figure 12: Output from the spend analysis step, define spend scope (Own illustration based on Bush, 2017; Limberakis, 

2012; Project Manager, 2018-11-30) 

 

3.3.1.2 Collect Spend Data  

 

Figure 13: Approach of spend analysis (Own illustration based on Limberakis, 2012, p. 14; Monczka et al., 2016; Mällroth & 

Rafiey, 2016; Pandit & Marmanis, 2008) 

 

According to Monczka et al. (2016) and Mällroth and Rafiey (2016), the second step in a 

spend analysis is to collect spend data, see Figure 13. The data collected was gathered from 

the three franchisees of Company X in the Middle East and presents 12 months of data (see 

Appendix D). This is, according to Payne, Dorn and Podolak (2011) the best timeframe to use 

to get as relevant data as possible. In addition, the franchisees use the same business systems 

which enable quality and equivalence of the data. Limberakis (2012) state that this step is 

important since it secures that the data is consistent even though collected from different 

sources.  

 

The collected data illustrates 146 articles when summarising the three franchisees’ purchased 

data in Appendix D. However, some of the article descriptions are the same which means that 

the franchisees purchase the same articles but with different article IDs (Partida, 2012). In 

total, there are seven segments and twelve sub-segments that the franchisees use. The output 

from this step is illustrated in Figure 14. Persistent articles in different segments were 

identified which is explained as the same article but different article ID (Food and Beverage 

Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage 

Manager 3, 2018-11-25; Project Manager, 2019-02-13). 
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Figure 14: Output from the spend analysis step, collect spend data (Own illustration based on Food and Beverage Manager 1, 

2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25; Monczka et al., 2016; 

Project Manager, 2019-02-13) 

 

3.3.1.3 Clean and Structure Data  

 

Figure 15: Approach of spend analysis (Own illustration based on Limberakis, 2012, p. 14; Monczka et al., 2016; Mällroth & 

Rafiey, 2016; Pandit & Marmanis, 2008) 

 

The third step in spend analysis were, clean and structure data, see Figure 15 (Limberakis, 2012; 

Monczka et al., 2016; Mällroth & Rafiey, 2016; Pandit & Marmanis, 2008). The data were 

carefully investigated to be cleansed, structured and presented in Appendix D. As mentioned 

before, cleaning was made by linking different articles to the right article description, generic 

description, sub-segments, segments and category to achieve consistent data (Food and Beverage 

Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 

3, 2018-11-25; Project Manager, 2019-02-13). As Limberakis (2012) describes, this as an 

important step to avoid misunderstanding. This step is described as an enrichment of collected data 

through cleaning and categorising (Limberakis, 2012). 

 

A common structure and deeper understanding of the data is achieved when cleaning and 

structuring the data (Limberakis, 2012; Pandit & Marmanis, 2008). While going through the 

gathered empirical data from different sources there were some inconsistencies, in terms of names, 

segments, sub-segments and generic descriptions. Therefore, it was changed in this step to be able 

to handle and analyse the data correctly. The cleansed data is purchased articles to the 24 stores in 

the Middle East (Food and Beverage Manager 1, 2018-12-05; Food and Beverage Manager 2, 

2018-11-29; Food and Beverage Manager 3, 2018-11-25; Project Manager, 2019-02-13).  
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The step of cleaning and structuring data is even more important in those cases where data has 

been collected from different sources since the same type of articles can have different names 

(Limberakis, 2012). The output from this step was inconsistency and is illustrated in Figure 16. 

Inconsistencies were identified e.g. different article descriptions for the same articles, wrong 

generic description and articles were linked to the wrong variable. This was cleaned and changed 

in this step of spend analysis (Food and Beverage Manager 1, 2018-12-05; Food and Beverage 

Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25; Limberakis, 2012; Project 

Manager, 2019-02-13).  

 

Figure 16: Output from the spend analysis step, clean and structure data (Own illustration based on Food and Beverage 

Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25; 

Limberakis, 2012; Project Manager, 2019-02-13) 

 

3.3.1.4 Sort Volumes from Biggest to Smallest 

 

Figure 17: Approach of spend analysis (Own illustration based on Limberakis, 2012, p. 14; Monczka et al., 2016; Mällroth & 

Rafiey, 2016; Pandit & Marmanis, 2008) 

 

The next step of spend analysis is to sort the total volume of purchased articles from biggest 

to smallest, see Figure 17 (Monczka et al., 2016; Mällroth & Rafiey, 2016). This step enables 

Company X to identify the articles purchased with the largest volume. As seen in Appendix E, 

there are many articles that several franchisees purchase which enables consolidation of 

volumes. This means that each franchisee has an individual article ID for a certain article even 

though the articles are the same. The sum of the purchased volumes for an article enables 

Company X to see that the franchisees purchase the same articles (Food and Beverage 

Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage 

Manager 3, 2018-11-25).  
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As mentioned before, the five articles with the greatest purchased volumes are hash brown, 

soft roll Shawarma, chicken hotdog, chicken chunk and french fries. Hash brown is purchased 

by all franchisees and distributed to four countries. However, Soft roll Shawarma, presented 

in PCS, is only purchased by Franchisee 2 for Kuwait which indicates that this article has high 

demand from customers. Chicken hotdog is purchased by Franchisee 1 and 2 and is sold in 

four countries. Chicken chunk is also only purchased and sold by one franchisee in one 

country. This also indicates that there is a high demand on this article (Food and Beverage 

Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage 

Manager 3, 2018-11-25).  

 

Lastly, french fries are purchased by all franchisees and are sold in five countries. This means 

that the spend analysis has enabled Company X to identify the purchased volumes of all 

franchisees in the Middle East (Carlsson, 2015). The output from this step is illustrated in 

Figure 18. There is an opportunity for consolidation of purchased volumes since there are 

different article IDs for the same article. High demands were also identified even though only 

one franchisee purchases that article e.g. soft roll Shawarma (Food and Beverage Manager 1, 

2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 

2018-11-25; Project Manager, 2019-02-13). 

 
Figure 18: Output from the spend analysis step, sort volumes from biggest to smallest (Own illustration based on Food and 

Beverage Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25; 

Monczka et al., 2016; Mällroth & Rafiey, 2016; Project Manager, 2019-02-13)  

 

3.3.1.5  Connect number of Suppliers with Articles 

 
Figure 19: Approach of spend analysis (Own illustration based on Limberakis, 2012, p. 14; Monczka et al., 2016; Mällroth & 

Rafiey, 2016; Pandit & Marmanis, 2008) 
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The fifth step in spend analyses is to present the number of suppliers per article, see Figure 19 

(Monczka et al., 2016). As mentioned before, chicken breast boneless with eight suppliers has the 

largest number of suppliers. Thereafter, comes basmati rice with six suppliers. This follows with 

seven articles that all have five number of suppliers, see Table 7 for article description (p. 29). 

 

Table 7 (p. 29) shows that there are many opportunities for reducing the supplier base (Monczka et 

al., 2016). As seen in Appendix F the top nine articles with the number of suppliers from eight to 

five are purchased by all three franchisees. Except for smoked salmon that is not purchased by 

Franchisee 3. There are 79 suppliers for 53 articles, however, one supplier can be used for several 

articles. Due to the fact that the articles are purchased by several franchisees, this enables great 

opportunities for supplier base reduction (Food and Beverage Manager 1, 2018-12-05; Food and 

Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25).  

 

Partida (2012) also argues that the identification of the number of suppliers per article will give 

Company X opportunities to do both consolidations on suppliers and purchased volumes. 

However, the supplier base reduction cannot be accomplished without collaboration between the 

three franchisees (Project Manager, 2019-02-13). The output from this step is many articles with 

multiple suppliers. The output is illustrated in Figure 20 (Food and Beverage Manager 1, 2018-12-

05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25; 

Monczka et al., 2016). 

 

 

Figure 20: Output from the spend analysis step, connect number of suppliers with articles (own illustration based on Food 

and Beverage Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-

25; Monczka et al., 2016) 
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3.3.1.6 Create Pivot Analysis  

 

Figure 21: Approach of spend analysis (Own illustration based on Limberakis, 2012, p. 14; Monczka et al., 2016; Mällroth & 

Rafiey, 2016; Pandit & Marmanis, 2008) 

 

The sixth step in spend analysis is creating a pivot analysis, see Figure 21 (Monczka et al., 2016). 

As mentioned before, the five articles with the largest purchase in EUR are presented in Table 8 

(p. 29). Salmon fillet is one of the articles with the greatest purchase in EUR together with five 

suppliers. This can enable an opportunity for Company X to reduce the number of suppliers which 

can result in cost savings since the purchasing in EUR will be lower (Partida, 2012). Chicken 

hotdog is one of the articles with the second largest purchase in EUR together with the third 

largest purchased volume.  

 

In addition, Mällroth and Rafiey (2016) and Payne, Dorn and Podolak (2011) describes that the 

final step will enable Company X to see the correlation between spend per article and avg 

consumption. This may result in opportunities for lower purchasing costs along with managing the 

article range. The output from this spend analysis step is illustrated in Figure 22. The pivot 

analysis shows the relationship between volumes, suppliers and articles (Food and Beverage 

Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 

3, 2018-11-25; Monczka et al., 2016). 

 

Figure 22: Output from the spend analysis step, create pivot analysis (Own illustration based on Food and Beverage Manager 

1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25; Monczka et al., 

2016) 
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3.3.1.7 Analyse Spend Data  

 

Figure 23: Approach of spend analysis (Own illustration based on Limberakis, 2012, p. 14; Monczka et al., 2016; Mällroth & 

Rafiey, 2016; Pandit & Marmanis, 2008) 

 

To be able to identify possible opportunities the spend data needs to be analysed by going 

through the previous steps, see Figure 23 (Limberakis, 2012). The output for this step has 

been summarised in Figure 24. The spend analysis has given Company X an indication of the 

current situation with their franchisees in the Middle East. There are three franchisees with 24 

stores in seven countries. They purchase 146 articles in total, however, some of them are the 

same but with different article IDs and can be reduced to 53 articles. There are several articles 

with significant volumes even though only purchased by one franchisee. The franchisees use 

79 suppliers in total for 53 articles. The pivot analysis identifies relations between volumes, 

suppliers and articles which enables great opportunities for improvements (Food and 

Beverage Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and 

Beverage Manager 3, 2018-11-25; Limberakis, 2012; Project Manager, 2019-02-13). 

 

Figure 24: Output from the spend analysis step, analysing spend data (Own illustration based on Food and Beverage Manager 

1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25; Limberakis, 2012; 

Project Manager, 2019-02-13) 

 

3.3.1.8 Identify Opportunities  

 

Figure 25: Approach of spend analysis (Own illustration based on Limberakis, 2012, p. 14; Monczka et al., 2016; Mällroth & 

Rafiey, 2016; Pandit & Marmanis, 2008) 
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Lastly, opportunities for improvements have been identified throughout the steps of spend 

analysis, see Figure 25 (Limberakis, 2012). To summarise the previous steps, there are several 

opportunities for different types of consolidation as a tool for improvement. Since the 

franchisees investigated are in the same area, there are opportunities for transportation 

consolidation. However, Morocco is not in the same area as the other countries which makes 

it difficult for collaboration. When collecting the data, there was identified different article 

IDs for the same articles which gives Company X an opportunity to investigate in the article 

range. Several articles are purchased by more than one franchisee which can enable 

improvements and opportunities to consolidate volumes (Food and Beverage Manager 1, 

2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 

2018-11-25; Project Manager, 2019-02-13).  

 

Furthermore, there were several suppliers identified for single articles which provides an 

opportunity to reduce the number of suppliers for each article. The pivot analysis enables 

Company X to see spend in relation to avg consumption which will give opportunities to 

lower the total spend along with managing the article range and supplier base. The output is 

presented in Figure 26 and identifies the opportunities for improvements. These opportunities 

will be investigated even further in the second research question (Food and Beverage 

Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage 

Manager 3, 2018-11-25; Limberakis, 2012; Project Manager, 2019-02-13). 

 
Figure 26: Output from the spend analysis step, identify opportunities (Own illustration based on Food and Beverage 

Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25; 

Limberakis, 2012; Project Manager, 2019-02-13) 
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3.4 Conclusion 

This subchapter concludes chapter three and answers the first research question 

“How can spend analysis identify the current purchased volumes and costs for the 

franchisees of Company X in the Middle East?”. 

 

The spend analysis identified the purchased volumes and costs which enables Company X to get a 

better insight into their franchisees’ businesses. Company X can see the total spend per article and 

country for all three franchisees. One of the primary findings is the franchisees’ purchasing of the 

same articles but with different article IDs. When summarising the same articles for the 

franchisees, there were greater purchasing volumes which enables Company X to identify the 

entire volume for each article. One other major finding is the number of suppliers for each article. 

Company X was aware of the problem with several suppliers for each article but did not know the 

exact number.  

 

The spend analysis output from each step is summarised in Table 9.  

 
Table 9: Analyse of spend analysis (Own illustration based on Food and Beverage Manager 1, 2018-12-05; Food and 

Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25; Limberakis, 2012; Monczka et al., 2016; 

Mällroth & Rafiey, 2016; Project Manager, 2019-02-13) 

 

Lastly, the pivot table (see Appendix G) illustrates the total spend per article where spend and 

volume can be analysed in a further research question. The identified purchased volumes and 

costs have enlightened opportunities for improvements and cost savings in terms of the 

consolidation. Opportunities by using consolidation as a tool for improvements will be 

investigated in the second research question.  
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4 Research Question 2 

How can the current purchased volumes be consolidated and what will the purchasing cost 

saving be for the franchisees of Company X in the Middle East? 

This chapter aims to answer Research Question 2. Firstly, a theoretical chapter 

about consolidation and purchasing cost savings is presented. Secondly, the 

empirical data is presented as consolidation opportunities and calculations. Thirdly, 

the analysis combines the theory and empirical data according to the consolidation 

model (see Figure 28, p. 43). Lastly, the conclusion is made. The disposition to 

answer the second research question is illustrated in Figure 27. 

 

Figure 27: Disposition of chapter 4 (Own illustration) 
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4.1 Theoretical Chapter 

This subchapter presents the theory needed to answer the second research question. 

Firstly, four types of consolidation are presented. Followed by purchasing costs 

savings and calculations. 

 

4.1.1 Consolidation  

Partida (2012) discuss spend analysis as a visibility tool in purchasing which can allow a 

company to identify consolidation opportunities. Reduction of costs and a desire to improve 

efficiency are often the drivers for consolidation, where activities or materials are combined 

to improve overall performance (Vaillancourt, 2016). Coordinating consolidation should 

include volume planning and analysis, product range management and supplier selection 

(Cyplik & Malinowska, 2015). 

 

Consolidation can result in several potential benefits e.g. reduction of purchasing costs, 

increased productivity of core logistics activities, cost savings of non-core activities, 

broadening logistics services, lower costs for more qualitative logistics services, negotiation 

with larger shippers and general cost savings depending on the type of consolidation. The 

consolidations types presented are article, volume, supplier and transport consolidation 

(Vaillancourt, 2016).  

 

4.1.1.1 Article Consolidation  

Consolidation of articles has made group purchasing possible (Nollet & Beaulieu, 2003). 

Regrouping purchase to gain certain benefits is called purchasing consolidation (Vaillancourt, 

2016). Therefore, combing articles into purchasing groups with similar functions and 

purchasing requirements gives opportunities for cost savings (Cyplik & Malinowska, 2015). 

A purchasing group contains articles with similarities that serves a specific function for the 

business (Heikkilä & Kaipia, 2009). The article range can be standardised, and volumes can 

be consolidated (Cyplik & Malinowska, 2015). 
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4.1.1.2 Volume Consolidation 

Volume consolidation means leveraging larger purchasing volumes (Hepsing & Schiele, 2016). 

Proven to be a significant cost saving approach is reducing the number of suppliers and then 

consolidating the purchasing volume from the chosen supplier or suppliers. Doing so, the company 

consolidating will get a larger purchase volume and be able to negotiate price reduction and 

volume discounts (Bragg, 2010).  

 

Consolidate volumes across locations is another alternative if there are several sites that are 

purchasing the same articles. In these cases, the data should be handled together and then 

purchased as one to increase purchased order volumes (Payne, Dorn & Podolak, 2011).  

 

The integration with suppliers increases when volumes are consolidated, creating more 

effective and coordinated activities leading to cost savings. Volume consolidation can also 

lead to meaningful bargaining power in supplier relationships and needs to be done before 

reducing the supplier base (Cai, Yang & Hu, 2010).  

 

4.1.1.3 Supplier Consolidation  

Commonly, businesses have several suppliers due to globalisation. Therefore, the ability to 

identify the right suppliers among several potentials has become more important. With this 

intention, building supplier relationship has grown significantly. Supplier consolidation has 

for these reasons also increased (Kumar, Clemens & Keller, 2014).  

 

Furthermore, the increased supply risk when consolidating suppliers could be avoided by 

having a backup-supplier. Supplier consolidation can lead to cost reductions, assuring quality 

and deliveries and encourage supplier relationships (Kumar, Clemens & Keller, 2014). 

Additionally, supplier consolidation can enable information visibility between suppliers and 

buyers (Kar & Pani, 2014). Consolidating volumes at the selected supplier can result in 

volume discounts (Ellegaard & Koch, 2012).  

 

Reducing the supplier base can have multiple benefits, mostly in terms of costs. Benefits like 

the higher quality of coordination, better delivery performance, continuous improvements and 

innovation. Cost wise, a reduction in the supplier base is proven to be cost-effective. 

Consequently, there are some downsides with a smaller supplier base, such as higher supply 
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risk and increased dependency on the current suppliers (Meena & Sarmah, 2016). 

  

4.1.1.4 Transport Consolidation  

Vaillancourt (2016, p. 3) defines transport consolidation as:  

 

“Transportation consolidation is the dispatch of small amounts of material in a single large more 

economic load.” 

Purchased orders are consolidated at the same vehicle to maximize utilization (Ke & 

Bookbinder, 2018). Consolidation of transport is an effective way to achieve cost savings 

(Zhou, van Hui & Liang, 2011). Transport consolidation could help production to plan and 

consolidate ordered volumes and can result in a collaboration opportunity (Lai, Cai & Li, 

2017). 

 

Centralizing warehouses in form of distribution centres is another opportunity that can be 

used for transport consolidation. This means the consolidation of articles in fewer physical 

places and cross-docking activities (Vaillancourt, 2016).  

 

4.1.1.5 Consolidation Model 

Figure 28 summarises the four types of consolidation and they are related and based on each 

other (Bragg, 2010; Cai, Yang & Hu, 2010; Cyplik & Malinowska, 2015; Ellegaard & Koch, 

2012; Heikkilä & Kaipia, 2009; Hepsing & Schiele, 2016; Kar & Pani, 2014; Ke & 

Bookbinder, 2018; Kumar, Clemens & Keller, 2014; Lai, Cai & Li, 2017; Meena & Sarmah, 

2016; Nollet & Beaulieu, 2003; Payne, Dorn & Podolak, 2011; Vaillancourt, 2016; Zhou, van 

Hui & Liang, 2011).  

 
Figure 28 :Consolidation model (Own illustration based on Bragg, 2010; Cai, Yang & Hu, 2010; Cyplik & Malinowska, 

2015; Ellegaard & Koch, 2012; Heikkilä & Kaipia, 2009; Hepsing & Schiele, 2016; Kar & Pani, 2014; Ke & Bookbinder, 

2018; Kumar, Clemens & Keller, 2014; Lai, Cai & Li, 2017; Meena & Sarmah, 2016; Nollet & Beaulieu, 2003; Payne, Dorn 

& Podolak, 2011; Vaillancourt, 2016; Zhou, van Hui & Liang, 2011) 
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4.1.2 Purchasing Cost Savings  

Mällroth and Rafiey (2016) describe that spend analyses may indicate in which area of the 

company that needs improvements and can, according to Partida (2012) be purchasing cost 

savings. van Weele (2014) presents the primary tasks and responsibilities of purchasing where 

one of them is cost control and cost savings in purchasing spend.  

 

Cyplik and Malinowska (2015) express that the best way of saving costs in purchasing is to 

gather purchased volumes in categories. By using category management, the company can 

easier allocate costs and spend in each category (O’Brien, 2012). Combining volumes also 

makes it possible to consolidate at an early stage and from this point, purchasers can negotiate 

with suppliers about terms and prices (Cyplik & Malinowska, 2015).  

 

Cost savings is of a company's interest since it is the easiest way to increase profit. There are 

two opportunities for cost savings in purchasing. Firstly, purchasing is a time-consuming and 

long process which should be streamlined to reduce costs. Secondly, while streamlining the 

process of purchasing spend analyses can be used to illustrate more savings (Bragg, 2010). 

 

4.1.2.1 Calculating Purchasing Cost Savings  

Measuring purchasing costs is hard, the problem lies in how they are defined. Since activities 

of purchasing are cross-functional, purchasing savings are quite challenging to specify to just 

purchasing. In theory, cost savings are calculated by taking the historical purchasing cost 

subtracted with the new purchasing cost. If the new purchasing cost is higher, there will be an 

increased purchasing cost instead of a purchasing cost saving (van Weele, 2018).  

 

(Own illustration based on van Weele, 2018) 

 

 

 

 



 

45 

 

4.2 Empirical Data  

This subchapter aims to describe the empirical data used to answer the second 

research question. The purpose of this chapter is to identify consolidation 

opportunities along with purchasing cost savings.  

 

Generally, the empirical data are presented from two possible scenarios, either collaboration 

between Franchisee 1, 2 and 3 or purchasing via Company X. The scenario of purchasing via 

Company has two opportunities, either to distribute directly to each country or use the 

distribution centre in Dubai. The option to use the distribution centre in Dubai is only 

available if all franchisees are interested. In addition, calculated purchasing cost savings will 

only be done on the scenario if purchased via Company X (Country Manager & Project 

Manager, 2019-05-09; Project Manager, 2019-01-30).  

 

4.2.1 Consolidation of Current Purchased Volumes  

The opportunities for improvements presented in Research Question 1 will be further 

investigated in this research question. Table 9 (p. 39), presents the opportunities for 

improvements when using consolidation as a tool for improvements. The opportunities for 

consolidation will be presented in the following subchapters.  

 

4.2.1.1 Article Consolidation  

Firstly, article consolidation for each franchisee will be presented. Secondly, if purchased via 

Company X.  

 

Franchisee 1  

The data is presented in Appendix D. Franchisee 1 had nine different beef cuts ordered in 

2018. Whereas, the article description beef striploin is purchased independently with three 

different article IDs. The same is applied to meatballs. Both beef striploin and meatballs are 

ordered article ID per country. Furthermore, Franchisee 1 is ordering two article IDs of 

sausage in different sizes for two countries. The pattern is the same for the sub-segment 

poultry, there are several article IDs ordered with the same attributes. For example, chicken 

breast boneless, chicken Shawarma and chicken whole are all ordered as one article ID per 

country (Food and Beverage Manager 1, 2018-12-05).  
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In addition, there are three article IDs in the generic description breaded within the poultry 

sub-segment, such as chicken strips twice and chicken chunk. Where the United Arab 

Emirates receives both strips and chunks. For the rice segment there are both ordered basmati 

and egyptian rice, see Table 11, three article IDs of basmati rice and two article IDs of 

egyptian rice. Both Egypt and the United Arab Emirates receives both basmati and egyptian 

rice. Table 10 illustrates the possible article consolidation where the article range could be 

changed to either chicken strips or chicken chunk and basmati rice or egyptian rice (Food and 

Beverage Manager 1, 2018-12-05). 

 
Table 10: Summarisation of Franchisee 1’s possible article consolidation (Own illustration based on Food and Beverage 

Manager 1, 2018-12-05) 

 

The same pattern is seen in the seafood segment. There are three article IDs ordered for 

salmon fillet and smoked salmon for all Franchisee 1’s countries. In addition, there are four 

article IDs for shrimps. Where Franchisee 1 has ordered two articles of shrimps too Qatar see 

Appendix D. However, cut green beans have two article IDs but are purchased to only one 

country see Table 12. The three sub-segments prove great opportunities for article 

consolidation (Food and Beverage Manager 1, 2018-12-05). 

 

The mentioned articles are summarised in Table 11 and illustrate the number of article IDs 

along with how many countries they are purchased to. The opportunities are to consolidate 

and reduce the number of article IDs. 

 
Table 11: Summarisation of franchisee’s 1 article IDs and countries (Own illustration based on Food and Beverage Manager 

1, 2018-12-05) 
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Franchisee 2  

There are opportunities for article consolidation when investigating the purchased volumes of 

Franchisee 2. The data is presented in Appendix D. Franchisee 2 purchases three article IDs 

for meatballs to three different countries. The same pattern is seen for sausage, where two 

article ID of beef sausage is purchased for two different countries. As further investigated, the 

problem of using one type of article for each country is reoccurring, see Table 12. However, 

chicken breast boneless is also purchased with different article IDs for Jordan and one specific 

article for each country. In addition, cuisse de poulet is purchased with two different article 

IDs for the same country (Food and Beverage Manager 2, 2018-11-29).  

 

When investigating in Franchisee 2’s purchasing pattern for seafood, the problem with one 

article ID for each country continues. Furthermore, the salmon fillet is purchased with three 

article IDs for two countries and Jordan has two article IDs. Smoked salmon has the same 

pattern (Food and Beverage Manager 2, 2018-11-29).  

 

Table 12 presents Franchisee 2’s article IDs together, with the number of countries it is 

purchased for. 

 
Table 12: Summarisation of Franchisee 2’s article IDs and countries (Own illustration based on Food and Beverage Manager 

2, 2018-11-29) 

 

Further on, the pattern continues when investigating in the plant category. Hash brown has 

two article IDs for Kuwait and Jordan, the same applies to hot dog bread and mashed potatoes 

were two article IDs are used for both Jordan and Morocco. Mixed vegetables have three 

different article IDs for both Jordan, Kuwait and Morocco. Moreover, Franchisee 2 purchases 
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two different types of rice, basmati and egyptian. Basmati rice is purchased to both Jordan and 

Kuwait but has two different article IDs see Table 13 (Food and Beverage Manager 2, 2018-

11-29).  

 
Table 13: Summarisation of Franchisee 2’s possible article consolidation (Own illustration based on Food and Beverage 

Manager 2, 2018-11-29) 
 

Franchisee 3  

Currently, there are no opportunities for article consolidation for Franchisee 3 since they 

purchase one article ID per article and country. However, if collaboration between the three 

franchisees will be of interest there are opportunities for consolidation (Food and Beverage 

Manager 3, 2018-11-25).  

 

Company X Scenario  

Furthermore, there are further opportunities for consolidation if the three franchisees purchase 

via Company X and adjust to their article range. This, since the franchisees, purchase several 

articles that are the same which enables even further article consolidation. Appendix G 

presents the different article IDs summarised to general article descriptions. Company X is 

also able to have an impact on the article range since they are the franchisor and wants 

customers to have the same experience globally (Project Manager, 2019-01-15).  

 

As shown in Appendix H, the top article descriptions with most article IDs is chicken breast 

boneless which is distributed to seven countries. Further on, beef meatballs and salmon fillet 

have seven article IDs with six receiving countries. Shrimps have two more article IDs than 

receiving countries. Meaning that the two countries purchase two different article IDs 

although they are the same. 36 articles are purchased with more than one article ID. The 

remaining 16 articles are purchased as one article ID and to one country. Since the franchisees 

purchase similar articles, there are several opportunities for further article consolidation if the 

franchisees purchase via Company X (Food and Beverage Manager 1, 2018-12-05; Food and 

Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25). 
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Moreover, an investigation on the article range can be made on the articles only purchased by 

one franchisee. However, the volume needs to be taken into consideration when looking at the 

article range (Project Manager, 2019-01-15).  

 

4.2.1.2 Volume Consolidation  

As presented before, the franchisees use different article IDs for the same article. Appendix E 

presents a consolidated list were the same article description with different article IDs has 

been added together. This enables the volumes to be presented together for all franchisees. By 

taking control over their franchisees, Company X can use the volumes for each article in 

negotiations with the suppliers to reduce the price. The four articles with the smallest volume 

are only purchased by Franchisee 2 and for one country (Project Manager, 2019-01-30). This 

can be an opportunity to reduce the article range or use similar articles that other franchisees 

also purchase. Likewise, this can be done in the Middle East by franchisees collaborating and 

negotiating with their current suppliers (Food and Beverage Manager 1, 2018-12-05; Food 

and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25).  

 

Table 14 presents the articles with the greatest volume, all above 100 000 KG. Soft roll 

Shawarma is the seconds largest, presented in PCS, though it is only purchased by Franchisee 

2 and distributed only to Kuwait. Therefore, there will not be consolidation opportunities in 

volume. Third greatest volume is the chicken hotdog previous purchased with four different 

article IDs, the volume can be consolidated with a total volume of 1 060 157 KG see Table 14 

(Food and Beverage Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; 

Food and Beverage Manager 3, 2018-11-25). 

 
Table 14: Total volume for franchisees for top 13 articles (Own illustration based on Food and Beverage Manager 1, 2018-

12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25) 
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Chicken breast boneless which had the greatest number of article IDs has a total volume of 

135 142 KG. Shrimps and prawns had four article IDs and a volume of 31 035 KG. Beef 

meatballs seven article IDs with a total volume of 225 947 KG. French fries have a volume 

consumption of 640 398 KG and is currently using five article IDs (Food and Beverage 

Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage 

Manager 3, 2018-11-25). 

 

4.2.1.3  Supplier Consolidation 

Table 15 presents the number of suppliers per article. The articles with the greatest impact at a 

supplier consolidation are chicken breast boneless, basmati rice and beef meatballs. However, 

every article with more than one supplier has opportunities to reduce the supplier base either 

by supplying from Company X or other suppliers currently used. As Table 15 illustrates there 

are 34 articles with more than one supplier which means 34 opportunities to supplier 

consolidation. There are 22 articles that have more than two suppliers and should firstly be of 

focus for consolidation (Food and Beverage Manager 1, 2018-12-05; Food and Beverage 

Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25). 

 
Table 15: Number of suppliers per article (Own illustration based on Food and Beverage Manager 1, 2018-12-05; Food and 

Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25) 
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One scenario as explained is purchasing via Company X and that would mean using them as a 

supplier. Company X has several suppliers for their article range with established supplier 

relationships and delivering large volumes around the world either from their distribution 

centre or directly from the supplier (Project Manager, 2019-01-30). 

 

4.2.1.4 Transport Consolidation  

Franchisee 1 uses partly transport consolidation through their distribution centre in Dubai and 

then to the stores (Food and Beverage Manager 1, 2018-12-05). Otherwise, there is no 

information on any consolidation of transport in the Middle East. However, Franchisee 2 and 

Franchisee 3 has facilities in each of their countries. If articles, volumes and suppliers will be 

consolidated, it is easier to make transportation consolidation. In Figure 29, the area of 

possible transportation consolidation has been marked with a circle (Food and Beverage 

Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage 

Manager 3, 2018-11-25). Due to the distance to Morocco, transportation consolidation will 

not be of option (Project Manager, 2019-04-05). However, there is potential in the area 

around Saudi Arabia (Food and Beverage Manager 1, 2018-12-05; Food and Beverage 

Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25). 

 
Figure 29: Map of the Middle East representing all franchisees and transportation consolidation area (Own illustration based 

on Google Maps, 2019; Project Manager, 2019-04-05) 
 

As presented before, one scenario is to purchase via Company X and distribute to each 

country, although meaning longer lead times (Project Manager, 2019-01-15). However, one 

possibility within this scenario is to purchase via Company X to the distribution centre in 

Dubai, where there is a better opportunity for transport consolidation. However, handling 
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costs and cost for transportation from the distribution centre to each country and location will 

be added (Project Manager, 2019-04-05; Country Manager & Project Manager, 2019-05-09).  

 

4.2.2 Purchasing Cost Savings in the Company X scenario 

4.2.2.1 Calculated Purchasing Cost Savings  

Firstly, calculations for each franchisee and country will be presented based on the current 

situation and prices from Company X. Then, the opportunity to use the distribution centre in 

Dubai will be presented. The landed price/KG will be compared with what the franchisees pay 

today and what they could pay if purchasing via Company X. However, the prices from 

Company X may not be competitive compared to the current prices. Since gathering volumes 

at Company X’s suppliers and sending containers to the Middle East, might result in increased 

transportation costs. If not, the volume discounts are beneficial. In the current situation, there 

are multiple local suppliers and is of foremost interest to compare the costs (Country Manager 

& Project Manager, 2019-05-09).  

 

However, the calculations will only take ten articles into consideration. Since these articles 

were convenient and prices available. Also, a good start if decided to be implemented in a 

trial period (Country Manager & Project Manager, 2019-05-09).  

 

In Table 16, the chosen ten articles are presented in the left column. Followed by the landed 

prices/KG to each country. The landed price/KG includes all costs from supplier to store 

(Business Developer 1, 2019-05-10; Business Developer 2, 2019-02-13; Business Developer 

3, 2019-05-10; Business Navigator, 2019-04-25; Country Manager & Project Manager, 2019-

05-09; Food Demand Coordinator, 2019-05-16). The articles not presented for some countries 

means that they are currently not purchasing that article (Food and Beverage Manager 1, 

2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 

2018-11-25). 
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Table 16: Landed price/KG for chosen articles (Own illustration based on Business Developer 1, 2019-05-10; Business 

Developer 2, 2019-02-13; Business Developer 3, 2019-05-10; Business Navigator, 2019-04-25; Country Manager & Project 

Manager, 2019-05-09; Food Demand Coordinator, 2019-05-16) 

 

Presented below, is the current purchasing costs specified for each franchisee and country. 

Yearly avg consumption FY18 in KG, total purchase and landed price/KG before 

consolidation the current situation. The landed price/KG and total purchase based on yearly 

average consumption FY18 in KG after the consolidation is presented (Food and Beverage 

Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage 

Manager 3, 2018-11-25).  

 

Franchisee 1 

Table 17 presents the comparison of the costs before and after consolidation for Franchisee 1 

in Egypt. Franchisee 1 has better prices for both mixed vegetables, salmon fillet and salmon 

fillet - M (Business Developer 2, 2019-02-13; Business Developer 3, 2019-05-10; Business 

Navigator, 2019-04-25; Food and Beverage Manager 1, 2018-12-05; Food Demand 

Coordinator, 2019-05-16).  

 
Table 17: Calculated purchasing costs for Egypt (Own illustration based on Business Developer 2, 2019-02-13; Business 

Developer 3, 2019-05-10; Business Navigator, 2019-04-25; Food and Beverage Manager 1, 2018-12-05; Food Demand 

Coordinator, 2019-05-16) 
 

Table 18 presents the costs before and after consolidation for Franchisee 1 in Qatar. However, 

Franchisee 1 has better prices for all three articles presented (Business Developer 2, 2019-02-

13; Business Navigator, 2019-04-25; Food and Beverage Manager 1, 2018-12-05; Food 

Demand Coordinator, 2019-05-16).  
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Table 18: Calculated purchasing costs for Qatar (Own illustration based on Business Developer 2, 2019-02-13; Business 

Navigator, 2019-04-25; Food and Beverage Manager 1, 2018-12-05; Food Demand Coordinator, 2019-05-16) 
 

Table 19 presents the purchasing cost saving for Franchisee 1 in UAE. As seen before, 

Franchisee 1 has better prices for several articles. However, there are purchasing cost saving 

opportunities for french fries and mashed potatoes if purchasing via Company X (Business 

Developer 2, 2019-02-13; Business Developer 3, 2019-05-10; Business Navigator, 2019-04-

25; Food and Beverage Manager 1, 2018-12-05; Food Demand Coordinator, 2019-05-16). 

 
Table 19: Calculated purchasing costs for UAE (Own illustration based on Business Developer 2, 2019-02-13; Business 

Developer 3, 2019-05-10; Business Navigator, 2019-04-25; Food and Beverage Manager 1, 2018-12-05; Food Demand 

Coordinator, 2019-05-16) 

 

Franchisee 2 

Table 20 presents the purchasing cost saving for Franchisee 2 in Jordan. Jordan has many 

opportunities for cost savings which are presented below. However, salmon fillet - M and 

shrimp do not have any cost savings if purchased via Company X (Business Developer 2, 

2019-02-13; Business Navigator, 2019-04-25; Food and Beverage Manager 2, 2018-11-29; 

Food Demand Coordinator, 2019-05-16). 
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Table 20: Calculated purchasing costs for Jordan (Own illustration based on Business Developer 2, 2019-02-13; Business 

Developer 3, 2019-05-10; Business Navigator, 2019-04-25; Food and Beverage Manager 2, 2018-11-29; Food Demand 

Coordinator, 2019-05-16) 
 

Table 21 presents the purchasing cost savings for Franchisee 2 in Kuwait. As presented, there 

are great opportunities for purchasing cost savings if Franchisee 2 purchases via Company X. 

Cut green beans have the greatest percentage of cost savings on 61%. However, when it 

comes to hash brown they are already purchasing it with a better price (Business Developers 

2, 2019-02-13; Business Developer 3, 2019-05-10; Business Navigator, 2019-04-25; Food 

and Beverage Manager 2, 2018-11-29; Food Demand Coordinator, 2019-05-16). 

 
Table 21: Calculated purchasing costs for Kuwait (Own illustration based on Business Developer 2, 2019-02-13; Business 

Developer 3, 2019-05-10; Business Navigator, 2019-04-25; Food and Beverage Manager 2, 2018-11-29; Food Demand 

Coordinator, 2019-05-16) 
 

Table 22 presents the purchasing cost savings for Franchisee 2 in Morocco. There are cost 

savings opportunities for four articles if purchased via Company X (Business Developer 1, 

2019-05-10; Business Developer 2, 2019-02-13; Business Developer 3, 2019-05-10; Business 

Navigator, 2019-04-25; Food and Beverage Manager 2, 2018-11-29; Food Demand 

Coordinator, 2019-05-16). 
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Table 22: Calculated purchasing costs for Morocco (Own illustration based on Business Developer 1, 2019-05-10; Business 

Developer 2, 2019-02-13; Business Developer 3, 2019-05-10; Business Navigator, 2019-04-25; Food and Beverage Manager 

2, 2018-11-29; Food Demand Coordinator, 2019-05-16) 

 

Franchisee 3  

Table 23 presents the purchasing cost savings for Franchisee 3 in KSA. KSA has one great 

cost saving on mashed potatoes along with two smaller savings. However, the other articles 

do not have any cost savings since Franchisee 3 has better prices for these articles (Business 

Developer 1, 2019-05-10; Business Developer 2, 2019-02-13; Business Developer 3, 2019-

05-10; Business Navigator, 2019-04-25; Food and Beverage Manager 3, 2018-11-25; Food 

Demand Coordinator, 2019-05-16).  

 
Table 23: Calculated purchasing costs for KSA (Own illustration based on Business Developer 1, 2019-05-10; Business 

Developer 2, 2019-02-13; Business Developer 3, 2019-05-10; Business Navigator, 2019-04-25; Food and Beverage Manager, 

2018-11-25; Food Demand Coordinator, 2019-05-16) 

 

Purchasing cost savings via Company X through DC in Dubai  

Since the landed price/KG presented for UAE when collaborating between the franchisees will be 

the same if distributed through DC in Dubai, no further cost savings will be presented. No 

purchasing cost savings will be presented for Morocco since it is located far from Dubai and will 

not be an option. In addition, no data is presented for Egypt and Qatar since no cost savings are 

identified (Business Navigator, 2019-04-25; Project Manager, 2019-04-05).  
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The purchasing cost savings for Jordan is presented below if distributed through DC in Dubai. 

According to Table 24, the total purchasing cost saving is 52% (Business Developer 3, 2019-05-

10; Business Navigator, 2019-04-25; Food and Beverage Manager 2, 2018-11-29; Food Demand 

Coordinator, 2019-05-16).  

 
Table 24: Jordan’s purchasing cost savings for DC scenario (Own illustration based on Business Developer 3, 2019-05-10; 

Business Navigator, 2019-04-25; Food and Beverage Manager 2, 2018-11-29; Food Demand Coordinator, 2019-05-16) 

 

Table 25 presents the purchasing cost savings for Franchisee 2 in Kuwait if distributed 

through DC in Dubai. The total purchasing cost saving is 17% (Business Developer 2, 2019-

02-13; Business Developer 3, 2019-05-10; Business Navigator, 2019-04-25; Food and 

Beverage Manager 2, 2018-11-29; Food Demand Coordinator, 2019-05-16). 

 
Table 25: Kuwait’s purchasing cost savings for DC scenario (Own illustration based on Business Developer 2, 2019-02-13; 

Business Developer 3, 2019-05-10; Business Navigator, 2019-04-25; Food and Beverage Manager 2, 2018-11-29; Food 

Demand Coordinator, 2019-05-16) 

 

In Table 26, the purchasing cost savings are presented for Franchisee 3 in KSA if distributed 

through DC in Dubai. The total purchasing cost savings is 17% (Business Developer 2, 2019-02-

13; Business Developer 3, 2019-05-10; Business Navigator, 2019-04-25; Food and Beverage 

Manager, 2018-11-25; Food Demand Coordinator, 2019-05-16).  
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Table 26: KSA’s purchasing cost savings for DC scenario (Own illustration based on Business Developer 2, 2019-02-13; 

Business Developer 3, 2019-05-10; Business Navigator, 2019-04-25; Food and Beverage Manager, 2018-11-25; Food 

Demand Coordinator, 2019-05-16) 

 

4.3 Analysis  

This subchapter uses the theory and implements it on the empirical data to discuss 

and get a better understanding of the opportunities for consolidation and purchasing 

cost savings. 

 

4.3.1 Analysis of Consolidation  

Identifying opportunities for improvements is the last step in spend analysis (Limberakis, 

2012). Presented in previous research question in Figure 12 (p. 31) was the consolidation 

opportunities found from the spend analysis. Especially in volumes, article range, suppliers 

and transportation (Food and Beverage Manager 1, 2018-12-05; Food and Beverage Manager 

2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25; Project Manager, 2019-02-13).  

 

As Partida (2012) mentioned, spend analysis can help to find opportunities for consolidation, 

for the aim of reducing costs and improve performance. Consolidation is proven to give 

companies benefits such as reduction of purchasing costs (Vaillancourt, 2016). Purchasing 

consolidation should include volume planning, product range management and supplier 

selection according to Cyplik and Malinowska (2015).  
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4.3.1.1 Article Consolidation 

 
Figure 30: Consolidation model - article consolidation (Own illustration based on Bragg, 2010; Cai, Yang & Hu, 2010; 

Cyplik & Malinowska, 2015; Ellegaard & Koch, 2012; Heikkilä & Kaipia, 2009; Hepsing & Schiele, 2016; Kar & Pani, 

2014; Ke & Bookbinder, 2018; Kumar, Clemens & Keller, 2014; Lai, Cai & Li, 2017; Meena & Sarmah, 2016; Nollet & 

Beaulieu, 2003; Payne, Dorn & Podolak, 2011; Vaillancourt, 2016; Zhou, van Hui & Liang, 2011)  

 

The first step in the consolidation model is article consolidation, see Figure 30. 

 

Collaboration between Franchisee 1, 2 and 3  

As Heikkilä and Kaipia (2009) stated, a purchasing group contains articles with similar 

attributes. If a collaboration between the three franchisees becomes reality, the purchasing 

group needs to be revised and a common article range needs to be developed (Food and 

Beverage Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and 

Beverage Manager 3, 2018-11-25). This would also mean standardising the article range as 

Cyplik and Malinowska (2015) presents as a part of article consolidation.  

 

There are several opportunities for article consolidation since the three franchisees purchase 

the food category individually. Table 27 is based on the master data presented in Appendix D 

and presents the article consolidation opportunities if a collaboration between the three 

franchisees is done. However, articles with three article IDs is not included in the Table. This, 

to discuss the most noticeable article consolidation opportunities (Food and Beverage 

Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage 

Manager 3, 2018-11-25). 
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Table 27: Article consolidation possibilities when collaboration between Franchisee 1, 2 and 3 (Based on Food and Beverage 

Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25) 

 

All three franchisees purchase both basmati rice and egyptian rice which results in nine article 

IDs for nine countries. Vaillancourt (2016) describes that consolidation means combining 

similarities which is something that can be implemented on rice by choosing one article ID 

(Food and Beverage Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; 

Food and Beverage Manager 3, 2018-11-25). 

 

Chicken breast boneless has eight article IDs and is purchased for seven countries. This 

indicates that two article IDs are used for one country which makes it even more necessary to 

consolidate that article. Therefore, one article ID should be used for the article since all article 

IDs has the same function and therefore enable opportunities for cost savings (Cyplik & 

Malinowska, 2015; Food and Beverage Manager 1, 2018-12-05; Food and Beverage Manager 

2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25; Heikkilä & Kaipia, 2009).  

 

It is even of greater importance consolidating the articles with several article IDs purchased 

for one country. Cuisse de poulet is purchased with two article IDs for one country which 

means that Franchisee 2 can do this article consolidation by themselves. The same applies to 
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shrimp where Franchisee 1 can article consolidate for both Qatar and UAE. Consolidation of 

articles and sorting articles with similar functions can enable cost savings (Cyplik & 

Malinowska, 2015; Food and Beverage Manager 1, 2018-12-05; Food and Beverage Manager 

2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25; Nollet & Beaulieu, 2003; 

Vaillancourt, 2016).  

 

Chicken strips are purchased by Franchisee 1 and 3 with a total of three article IDs for three 

countries. This makes it possible for article consolidation. Although, an article consolidation 

can be done, Franchisee 1 purchases chicken chunk for the same country as chicken strips. 

These articles are different, but the attributes and functions are the same and for those reasons, 

one article ID should be chosen (Cyplik & Malinowska, 2015). Preferably, chicken strips 

even though chicken chunk has a greater volume chicken strips is purchased for several 

countries, see Appendix E (Food and Beverage Manager 1, 2018-12-05; Food and Beverage 

Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25).  

 

Furthermore, the articles with one article ID for each country should be article consolidated to 

only one article ID (Food and Beverage Manager 1, 2018-12-05; Food and Beverage Manager 

2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25). The article consolidation can 

give opportunities for purchasing cost savings and increase productivity (Cyplik & 

Malinowska, 2015; Vaillancourt, 2016). There are great opportunities for article consolidation 

by having a collaboration between the three franchisees. This could improve the overall 

performance by just combing articles that already have the same attributes (Vaillancourt, 

2016). Doing this, the article range will be standardised for all three franchisees and volume 

consolidation will be the next step (Cyplik & Malinowska, 2015).  

 

Purchasing via Company X 

If all three franchisees purchase via Company X, there are even greater opportunities for 

article consolidation. This since a common article range for all franchisees will be used which 

will enable consistency in all countries (Project Manager, 2019-04-05). A common article 

range will also result in standardised articles (Cyplik & Malinowska, 2015). The articles with 

more than two article IDs would be consolidated to one article ID if purchased via Company 

X which would result in the same article ID for all countries. This would result in an article 

consolidation from 146 article IDs to 53 article IDs. Purchasing via Company X would also 

mean that all three franchisees would follow Company X’s concept regarding food (Food and 
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Beverage Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and 

Beverage Manager 3, 2018-11-25; Project Manager, 2019-04-05).  

 

4.3.1.2 Volume Consolidation  

 

Figure 31: Consolidation model - volume consolidation (Own illustration based on Bragg, 2010; Cai, Yang & Hu, 2010; 

Cyplik & Malinowska, 2015; Ellegaard & Koch, 2012; Heikkilä & Kaipia, 2009; Hepsing & Schiele, 2016; Kar & Pani, 

2014; Ke & Bookbinder, 2018; Kumar, Clemens & Keller, 2014; Lai, Cai & Li, 2017; Meena & Sarmah, 2016; Nollet & 

Beaulieu, 2003; Payne, Dorn & Podolak, 2011; Vaillancourt, 2016; Zhou, van Hui & Liang, 2011) 

 

The second step in the consolidation model is volume consolidation, see Figure 31.  

 

Collaboration between Franchisee 1, 2 and 3  

After the article consolidation and standardisation of the article range has been done, there are 

further consolidation opportunities in volumes and leveraging them, see Figure 31 (Cyplik & 

Malinowska, 2015; Hepsing & Schiele, 2016). The volume consolidation can be seen in 

Appendix E and the article IDs with similar function has been summarised and added 

together. This enables volumes to be consolidated for all franchisees when purchased via 

Company X or from other suppliers (Food and Beverage Manager 1, 2018-12-05; Food and 

Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25). This can help 

to reduce the supplier base and ease supplier negotiations. In result, this can lead to price 

reductions of articles and volume discounts at suppliers (Bragg, 2010).  

 

Purchasing via Company X  

Purchasing via Company X means leveraging all three franchisees volumes and consolidate 

them to the Middle East along with gathering and handling their data together (Payne, Dorn & 

Podolak, 2011). This was also the reason for creating a common database for this area (Food 

and Beverage Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and 

Beverage Manager 3, 2018-11-25; Project Manager, 2019-01-15).  
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Table 15 (p. 50) summarises the 13 articles with the largest volumes. The greatest volume is 

of 1 129 086 KG and is for the article hash brown (Food and Beverage Manager 1, 2018-12-

05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25). 

For this article, there is a great bargaining power opportunity for supplier negotiation for 

Company X to achieve better prices since they have established suppliers (Cai, Yang & Hu, 

2010; Project Manager, 2019-01-30).  

 

Soft roll Shawarma is bought in pieces and a volume of 1 068 600 PCS and could also be 

used for leveraging volumes at suppliers. For chicken hotdog, there is a total volume that can 

be negotiated via Company X of 1 060 157 KG (Food and Beverage Manager 1, 2018-12-05; 

Food and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25). All 

these suggestions could be used to get a more cost-effective purchasing. In result, the supplier 

base can be reduced, and supplier integration increased (Cai, Yang & Hu, 2010). 

 

4.3.1.3 Supplier Consolidation 

 

Figure 32: Consolidation model - supplier consolidation (Own illustration based on Bragg, 2010; Cai, Yang & Hu, 2010; 

Cyplik & Malinowska, 2015; Ellegaard & Koch, 2012; Heikkilä & Kaipia, 2009; Hepsing & Schiele, 2016; Kar & Pani, 

2014; Ke & Bookbinder, 2018; Kumar, Clemens & Keller, 2014; Lai, Cai & Li, 2017; Meena & Sarmah, 2016; Nollet & 

Beaulieu, 2003; Payne, Dorn & Podolak, 2011; Vaillancourt, 2016; Zhou, van Hui & Liang, 2011) 

 

The next step is to consolidate suppliers, see Figure 32. Appendix F illustrates the number of 

suppliers used for each article description, where 32 articles have more than one supplier. 

Therefore, there are opportunities for supplier consolidation both by collaborating in the 

Middle East or purchase via Company X (Food and Beverage Manager 1, 2018-12-05; Food 

and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25). Kumar, 

Clemens and Keller (2014) mention that is it common to have several suppliers due to the 

globalisation. Therefore, finding the right supplier has become even more important. 
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Accordingly, supplier consolidation has increased, ensuring effective supplier management 

and building supplier relationships (Kumar, Clemens & Keller, 2014). 

 

Collaboration between Franchisee 1, 2 and 3  

All 32 articles with more than one supplier have an opportunity for consolidation and 

reducing the supplier base (see Appendix F). Especially, for chicken breast boneless and 

basmati rice that has 8 and 6 suppliers. Franchisee 1, 2 and 3 should reduce the number of 

suppliers, see Table 28 (Food and Beverage Manager 1, 2018-12-05; Food and Beverage 

Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25). To keep in mind that 

the supplier risk and dependency on the supplier increase when reducing the supplier base 

(Meena & Sarmah, 2016). 

 

When reducing the number of suppliers and consolidating them, it is important to avoid 

increased supply risk by having a backup-supplier (Kumar, Clemens & Keller, 2014). With 

this in mind, the 22 articles with more than two suppliers will be of first focus for the 

franchisees (Food and Beverage Manager 1, 2018-12-05; Food and Beverage Manager 2, 

2018-11-29; Food and Beverage Manager 3, 2018-11-25). Supplier consolidation opportunity 

can lead to cost reductions, assuring quality at all franchisees while encouraging supplier 

relationships (Kumar, Clemens & Keller, 2014). 

 

Consolidated purchasing volumes can be of big help when consolidating suppliers (Food and 

Beverage Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and 

Beverage Manager 3, 2018-11-25). Ellegaard and Koch (2012) state could lead to volume 

discounts at suppliers by choosing a supplier and negotiating prices (Ellegaard & Koch, 

2012). Franchisee 1, 2 and 3 are currently using eight suppliers for chicken breast boneless 

with a volume of 135 142 KG. Turning to one or two suppliers and negotiating this volume 

could hopefully result in volume discounts and a better supplier relationship. Another 

opportunity could also be transportation consolidation from the supplier. Firstly, the 

franchisees must make sure that one supplier can handle the bigger volume (Food and 

Beverage Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and 

Beverage Manager 3, 2018-11-25). Also, as Kar and Pani (2014) describes it can enable more 

information visibility between suppliers and franchisees.  
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Table 28 presents distinct supplier consolidation opportunities. The current situation 

illustrates that there are several suppliers used and that the consolidation opportunity is to 

reduce the number of suppliers (Food and Beverage Manager 1, 2018-12-05; Food and 

Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25). 

 
Table 28: Supplier consolidation opportunities for collaboration between Franchisee 1, 2 and 3 (Own illustration based on 

Food and Beverage Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 

2018-11-25; Kumar, Clemens & Keller, 2014) 
 

Purchasing via Company X  

The consolidated volumes can also be of importance in a possible scenario with Company X 

as a supplier. Company X has established relationships and prices with stable suppliers for its 

range. The volumes at suppliers can be increased by using the total purchase volumes from 

Franchisee 1, 2 and 3 (Project Manager, 2019-01-30). Ellegaard and Koch (2012) explain this 

to lead to volume discounts at suppliers. Negotiating even better prices with greater volumes 

(Ellegaard & Koch, 2012). Meaning that the current situation where there are eight suppliers 

used for chicken breast boneless (see Table 29 would result in one supplier, Company X. 

Where Company X can add 135 142 KGs to their total volume (Food and Beverage Manager 

1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 

2018-11-25).  

 

Furthermore, basmati rice with six suppliers could also be consolidated to one by purchasing 

via Company X (Food and Beverage Manager 1, 2018-12-05; Food and Beverage Manager 2, 

2018-11-29; Food and Beverage Manager 3, 2018-11-25). Reducing the supplier base can 

have several benefits, especially in costs. Building these supplier relationships and purchasing 

bigger volumes can also lead to a higher quality of coordination, better delivery performance, 

continuous improvements in articles and innovation (Meena & Sarmah, 2016). As can be seen 

in Table 29 there are supplier consolidation opportunities which means reducing the supplier 
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base (Food and Beverage Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-

29; Food and Beverage Manager 3, 2018-11-25). Meena and Sarmah (2016) also mean that 

cost wise, a supplier reduction is cost-effective. By purchasing via Company X who has 

established supplier relationships, franchisees avoid the supplier risk of choosing their own 

(Project Manager, 2019-01-30).  

 

Table 29 presents the nine articles for with the most suppliers and therefore greatest 

opportunity for consolidation. First, illustrating the current situation followed by the possible 

scenario purchasing via Company X (Food and Beverage Manager 1, 2018-12-05; Food and 

Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25). 

 
Table 29: Supplier consolidation opportunities if purchased via Company X (Own illustration based on Food and Beverage 

Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25; Meena & 

Sarmah, 2016; Project Manager, 2019-01-15; Project Manager, 2019-01-30) 
 

To clarify, the opportunity when purchasing via Company X’s global range and therefore 

using them as a supplier. Which or how many suppliers Company X uses for each product 

might be unknown, but then it will be up to Company X to provide articles to Franchisee 1, 2 

and 3. Therefore, supplier consolidation will require franchisees to find the right supplier who 

can supply the larger volumes at the right quality (Project Manager, 2019-02-13).  
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4.3.1.4 Transport Consolidation 

 
Figure 33: Consolidation model - transport consolidation (Own illustration based on Bragg, 2010; Cai, Yang & Hu, 2010; 

Cyplik & Malinowska, 2015; Ellegaard & Koch, 2012; Heikkilä & Kaipia, 2009; Hepsing & Schiele, 2016; Kar & Pani, 

2014; Ke & Bookbinder, 2018; Kumar, Clemens & Keller, 2014; Lai, Cai & Li, 2017; Meena & Sarmah, 2016; Nollet & 

Beaulieu, 2003; Payne, Dorn & Podolak, 2011; Vaillancourt, 2016; Zhou, van Hui & Liang, 2011) 

Transport consolidations are easier to make if article, volume and supplier consolidations has 

been done before, as illustrated in Figure 33 (Food and Beverage Manager 1, 2018-12-05; 

Food and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25). Ke 

and Bookbinder (2018) and Vaillancourt (2016) defines transport consolidation as different 

orders being transported in the same vehicle to maximise the utilization. This is currently only 

used by Franchisee 1 when transported to their distribution centre in Dubai (Food and 

Beverage Manager 1, 2018-12-05).  

 

As presented before, there are two scenarios. Either a collaboration between the three 

franchisees or to purchase via Company X (Project Manager, 2019-01-15). However, the 

second scenario has two opportunities. The first opportunity is to purchase via Company X 

and distribute to each country. Although, this opportunity will mean long lead times (Project 

Manager, 2019-04-05). However, transport consolidation is a useful tool to achieve cost 

savings and maximize the utilisation of trucks and reduce unfilled space in trucks (Zhou, van 

Hui & Liang, 2011). The second opportunity is to use the distribution centre in Dubai (Project 

Manager, 2019-04-05).  

 

Collaboration between Franchisee 1, 2 and 3  

Figure 29 (p. 51) illustrates the area of transport consolidation opportunities around the area 

of Saudi Arabia. Morocco is located far apart from the other countries which do not enable 

any transport consolidations for this country. However, the other countries located in the 

Middle East has opportunities for transport consolidation. Especially if supplier consolidation 
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has been made (Food and Beverage Manager 1, 2018-12-05; Food and Beverage Manager 2, 

2018-11-29; Food and Beverage Manager 3, 2018-11-25). In reality, there is no chance for 

any further transport consolidation if collaborate between the three franchisees (Project 

Manager, 2019-04-05). 

 

Purchasing via Company X  

If purchased via Company X, the transportation consolidation opportunities would be 

consolidating each country volumes for one or several articles if shipped from the same 

location (Project Manager, 2019-04-05). Although, this can help to achieve cost savings and 

maximize the utilisation of trucks and reduce unfilled space in trucks (Zhou, van Hui & 

Liang, 2011). 

 

The opportunity when distributing to the DC in Dubai has the greatest opportunity for 

transport consolidation, see Figure 34. This scenario enables opportunities for transport 

consolidation, both to DC but also from DC to the different countries and their facilities 

(Project Manager, 2019-04-05; Project Manager & Country Manager, 2019-05-09). Transport 

consolidation will be enabled by using one distribution centre which will act as a centralized 

warehouse (Vaillancourt, 2016).  

 

This will also mean that articles and ordered volumes can be consolidated in the production 

and cross-docking activities, as well as in storage (Lai, Cai & Li, 2017; Vaillancourt, 2016). 

Consolidation in the production, cross-docking activities and storage can enable cost savings. 

However, a handling cost and the cost for distribution to the different countries will be added 

which each franchisee needs to consider when reviewing this possibility (Project Manager, 

2019-04-05). In addition, an opportunity for collaboration between the three Franchisees will 

be achievable when using transport consolidation which can enable cost savings but also 

further collaborations (Lai, Cai & Li, 2017). 
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Figure 34: Possible scenario of transport consolidation (Own illustration based on Project Manager, 2019-05-09) 

 

4.3.2 Analysis of Purchasing Cost Savings Company X scenario  

Spend analyses can lead to possible purchasing cost saving opportunities (Mällroth & Rafiey, 

2016; Partida, 2012). Therefore, a scenario where franchisees would purchase via Company X 

will be investigated. Both for each franchisee and to the distribution centre in Dubai (Country 

Manager & Project Manager, 2019-05-09).  

 

Cost savings in purchasing is argued to be one of the primary tasks of purchasing according to 

van Weele (2015). Comparisons have been made with the price paid today by franchisees and 

the possible new purchasing price if purchased via Company X (Country Manager & Project 

Manager, 2019-05-09). Which van Weele (2018) presents as a cost saving, subtracting the 

new purchasing cost with the historical purchasing cost. It is hard to measure the purchasing 

cost because of the definition difficulties since purchasing is cross-functional it can be hard 

specifying the costs savings to just purchasing (van Weele, 2018).  

 

According to Cyplik and Malinowska (2015), the best way of saving purchasing costs is to 

gather purchasing volumes in categories. However, since the distance from a supplier would 

increase, the gathered volumes from the Middle East might not be competitive with the 

current paid prices. Therefore, it is important to compare these costs since the gathered 

volume from the Middle East might lead to reduced costs (Business Navigator, 2019-04-25; 

Country Manager & Project Manager, 2019-05-09). This would also mean allocating costs 

and spend in common categories (O’Brien, 2012).  
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Since costs savings can increase profit it is of interest for both Company X and their 

franchisees if these cost savings are substantial (Bragg, 2012; Country Manager & Project 

Manager, 2019-05-09). The calculations are based on the ten chosen articles since the prices 

were available and were of good fit in a trial period (Country Manager & Project Manager, 

2019-05-09). Changing the way of purchasing and streamlining it, can help to create cost 

savings (Bragg, 2012). Table 16 (p. 53) presents the chosen articles along with the landed 

price/KG including all costs for each country, also illustrating that the ten articles are not 

purchased to all countries (Business Developer 1, 2019-05-10; Business Developer 2, 2019-

02-13; Business Developer 3, 2019-05-10; Business Navigator, 2019-04-25; Country 

Manager & Project Manager, 2019-05-09; Food and Beverage Manager 1, 2018-12-05; Food 

and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25; Food 

Demand Coordinator, 2019-05-16).  

 

Franchisee 1  

For UAE, Franchisee 1 can make a total purchasing cost saving of 126 396 EUR by 

purchasing via Company X. Mashed potatoes have a remarkable cost saving percentage of 69 

% which can be seen in Table 30. However, there were no purchasing cost savings available 

for these articles for Egypt and Qatar (Business Developer 3, 2019-05-10; Business 

Navigator, 2019-04-25; Food and Beverage Manager 1, 2018-12-05; Food Demand 

Coordinator, 2019-05-16). 

 
Table 30: Calculated purchasing cost savings for UAE (Own illustration based on Business Developer 3, 2019-05-10; 

Business Navigator, 2019-04-25; Food and Beverage Manager 1, 2018-12-05; Food Demand Coordinator, 2019-05-16) 

 

Franchisee 2 

Franchisee 2 has purchasing cost savings opportunities, for all of its countries. See Table 31 for the 

cost savings for Jordan. The total cost saving will be 106 438 EUR and exceptional savings for 

french fries, mashed potatoes and mixed vegetables (Business Developer 2, 2019-02-13; Business 

Developer 3, 2019-05-10; Business Navigator, 2019-04-25; Food and Beverage Manager, 2018-

11-29; Food Demand Coordinator, 2019-05-16).  
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Table 31: Calculated purchasing cost savings for Jordan (Own illustration based on Business Developer 2, 2019-02-13; 

Business Developer 3, 2019-05-10; Business Navigator, 2019-04-25; Food and Beverage Manager 2, 2018-11-29; Food 

Demand Coordinator, 2019-05-16) 

 

Kuwait’s total purchasing cost savings are illustrated in Table 32. All three cost savings are 

quite substantial and will result in a total cost saving of 69 849 EUR (Business Developer 3, 

2019-05-10; Business Navigator, 2019-04-25; Food and Beverage Manager, 2018-11-29; 

Food Demand Coordinator, 2019-05-16). 

 
Table 32: Calculated purchasing cost savings for Kuwait (Own illustration based on Business Developer 3, 2019-05-10; 

Business Navigator, 2019-04-25; Food and Beverage Manager 2, 2018-11-29; Food Demand Coordinator, 2019-05-16) 

 

In Table 33, Morocco's purchasing cost saving is presented and will be 23 689 EUR (Business 

Developer 1, 2019-05-10; Business Developer 2, 2019-02-13; Business Developer 3, 2019-

05-10; Business Navigator, 2019-04-25; Food and Beverage Manager 2, 2018-11-29; Food 

Demand Coordinator, 2019-05-16). 

 
Table 33: Calculated purchasing cost savings for Morocco (Own illustration based on Business Developer 1, 2019-05-10; 

Business Developer 2, 2019-02-13; Business Developer 3, 2019-05-10; Business Navigator, 2019-04-258; Food and 

Beverage Manager 2, 2018-11-29; Food Demand Coordinator, 2019-05-16) 
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Franchisee 3  

For Franchisee 3 and KSA, the total purchasing cost saving will be 229 462 EUR where the most 

impressive cost saving is for mashed potatoes, see Table 34 (Business Developer 2, 2019-02-13; 

Business Developer 3, 2019-05-10; Business Navigator, 2019-04-25; Food and Beverage Manager 

3, 2018-11-25; Food Demand Coordinator, 2019-05-16).  

 
Table 34: Calculated purchasing cost savings for KSA (Own illustration based on Business Developer 2, 2019-02-13; 

Business Developer 3, 2019-05-10; Business Navigator, 2019-04-25; Food and Beverage Manager 3, 2018-11-25; Food 

Demand Coordinator, 2019-05-16) 
 

Even though the total purchasing cost might be high, it is the percentage that is comparable for the 

countries. Also, to keep in mind there might be some hidden costs and the calculations can deviate 

if implemented. An explanation for those articles with no cost savings is the higher landed 

price/KG from Company X. The higher price is due to either a higher article price or the additional 

transportation from Company X’s suppliers. It can also differ due to having some local suppliers in 

the current situation (Business Developer 1, 2019-05-10; Business Developer 2, 2019-02-13; 

Business Developer 3, 2019-05-10; Business Navigator, 2019-04-25; Country Manager & Project 

Manager, 2019-05-09; Food and Beverage Manager 1, 2018-12-05; Food and Beverage Manager 

2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25; Food Demand Coordinator, 2019-05-

16).  

 

Purchasing cost savings via Company X through DC in Dubai 

The total purchasing cost savings for each country is presented in Table 17-23 (pp. 53-56). The 

total purchasing cost savings to DC in Dubai is presented in Table 24-26 (pp. 56-58). These 

purchasing cost savings are summarised in Table 35 below. As illustrated, Jordan and Saudi 

Arabia are the only two countries that will have a greater percentage of saving if distributed 

through DC in Dubai. However, additional costs for handling, administration, customs and 

transportation from DC to each country has to be considered since this kind of data was not 

available. This means that the option of distributing to DC in Dubai is not an option for the other 

countries and maybe not even for Saudi Arabia and Jordan due to the additional costs. However, 

all franchisees need to be on board to make it possible to use this option (Business Developer 1, 
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2019-05-10; Business Developer 2, 2019-02-13; Business Developer 3, 2019-05-10; Business 

Navigator, 2019-04-25; Country Manager & Project Manager, 2019-05-09; Food and Beverage 

Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 

3, 2018-11-25; Food Demand Coordinator, 2019-05-16). 

 
Table 35: Comparison of the two options if purchasing via Company X (Business Developer 1, 2019-05-10; Business 

Developer 2, 2019-02-13; Business Developer 3, 2019-05-10; Business Navigator, 2019-04-25; Country Manager & Project 

Manager, 2019-05-09; Food and Beverage Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and 

Beverage Manager 3, 2018-11-25; Food Demand Coordinator, 2019-05-16) 

 

 

4.4 Conclusion 

This chapter summarises chapter four and answers Research Question 2 “How can 

the current purchased volumes be consolidated and what will the purchasing cost 

saving be for the franchisees of Company X in the Middle East?” 

 

The current purchased volumes for the three franchisees in the Middle East can be 

consolidated in four different ways. It can be article, volume, supplier and transport 

consolidated. The current situation and the consolidation opportunities are divided into two 

different possible scenarios, either to collaborate between the three franchisees or purchase 

via Company X. The recommendation for the franchisees is to follow the consolidation model 

presented, see Figure 28 (p. 43), and implement the possible opportunities for consolidation 

see Table 36.  

 

Article and volume consolidation have the same opportunities for consolidation in both 

possible scenarios. Article consolidation can be made by choosing one article ID for the same 

articles or articles that are similar. Volume consolidation can be made by summarising the 

volumes for the same article from all three franchisees. Collaboration between the three 

franchisees can be supplier consolidated by reducing the number of suppliers and transport 

consolidated by consolidating the transport in the Middle East. Purchasing via Company X 

will enable supplier consolidation since Company X will be seen as the supplier which 
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reduces the number of suppliers for the articles presented to one supplier. Transport 

consolidation will also be made by consolidating transportation to either each country or DC 

in Dubai.  

 
Table 36: Recommendations for consolidation (Own illustration based on Bookbinder, 2018; Bragg, 2010; Cai, Yang & Hu, 

2010; Cyplik & Malinowska, 2015; Ellegaard & Koch, 2012; Food and Beverage Manager 1, 2018-12-05; Food and 

Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25; Heikkilä & Kaipia, 2009; Kar & Pani, 2014; 

Kumar, Clemens & Keller, 2014; Lai, Cai & Li, 2017; Limberakis, 2012; Meena & Sarmah, 2016; Nollet & Beaulieu, 2003; 

Partida, 2012; Payne, Dorn & Podolak, 2011; Project Manager, 2019-01-30; Project Manager, 2019-02-13; Project Manager, 

2019-04-05; Vaillancourt, 2016; Zhou, van Hui & Liang, 2011)  

 

The total purchasing cost savings in percentage are presented in Table 37 which indicates that 

the franchisees should consider purchasing the articles from Company X. However, there are 

limited cost savings due to more competitive landed prices in the Middle East and local 

suppliers.  

 
Table 37: Total purchasing cost savings % for each country (Own illustration based on Business Developer 1, 2019-05-10; 

Business Developer 2, 2019-02-13; Business Developer 3, 2019-05-10; Business Navigator, 2019-04-25; Food and Beverage 

Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage Manager, 2018-11-25; Food 

Demand Coordinator, 2019-05-16) 

 

If instead purchasing together to the distribution centre in Dubai, only Jordan and Saudi 

Arabia have a greater percentage of savings in this option, see Table 35 (p. 73). However, all 

franchisees need to take the decision to distribute through DC in Dubai to enable this option 

to be in consideration, as well as unknown additional costs. Consequently, this option will not 

be the optimal solution to create cost savings for the franchisees. 
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5 Research Question 3 

How can a franchisor regain insight and control over their franchisees in purchasing? 

This chapter aims to answer Research Question 3 and generate theoretical 

implications of this study. Firstly, a theoretical chapter about franchising is 

presented. Followed by empirical data collected from Company X together with 

previous research questions. Lastly, a conclusion is made. The disposition to answer 

the third research question is illustrated in Figure 35. 

 
Figure 35: Disposition of chapter 5 (Own illustration) 
 

5.1 Theoretical Chapter 

This subchapter presents the theory needed to answer the third research question. 

Firstly, franchising is presented with franchisor-franchisee relationship together 

with insight and control of a franchisor. 

 

5.1.1 Franchising 

The franchising concept gives the right for a franchisee to use the franchisor's brand and 

products in return for an annual fee. An agreement is of importance to have a functional 

franchising relationship. The reasons for a franchisor to franchise their brand are rapid growth 

while not making large capital outlays, wasting resources and taking big risks. Along with the 

positive impact on organisational growth. However, franchisees can enter a market more 
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easily with an established brand and lower risk than new ventures (Yan & Wang, 2012; 

Zachary et al., 2011).  

 

There are three different types of franchising: Business Format Franchising, Product 

Distribution Franchising and Trade Name Franchising. Business Format Franchising is the 

concept where the collaboration is the most developed between the two actors and is often the 

concept associated with franchising. The franchisees use the entire company name and are 

fully integrated with the company including education and marketing. Product Distribution 

Franchising is the least developed collaboration which means that the sales contains products 

and looks like a resale collaboration. Trade Name Franchising gives the franchisees the right 

to use the company's brand and looks like a license agreement (Ideström & Fernlund, 2015). 

 

The decision-making process differs between the different types of franchise, but generally, if 

decisions are not according to the organizational concept of the franchisor, actions will be 

made. It might be in terms of e.g. intervention and/or fees when decisions of franchisees are 

against the aspirations of the franchisor. For this reason, it is important to find franchisees that 

shares values and organisational identity with the franchisor (Zachary, 2011). 

 

The Franchise concept can generate benefits for both franchisors and franchisees, some 

examples are business expansion, better management capability and sharing business risk 

(Baresa, Ivanovic & Bogdan, 2017). 

 

5.1.1.1 Franchisor-Franchisee Relationship 

The relationship between franchisor-franchisee is decided in the franchise prospectus. The 

franchise prospectus is a document that along with the agreement works as a decision basis 

when the franchisee chose to agree with the franchising concept. The franchise prospectus 

should e.g. contain the business concept along with the allocation of work, responsibility and 

relationship between franchisor-franchisee. The content should be everything a prospect of 

franchisee needs to know before an agreement is signed (Ideström & Fernlund, 2015).  

Moreover, the agreement should include policies, procedures, relationship building activities 

and brand management strategies. These are based on information from the franchisees 

perspective as well as their own to achieve a positive relationship (Badrinarayanan, Suh & 

Kim, 2016). 
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Ideström and Fernlund (2015) argue that the relationship between franchisor-franchisee is at 

its strongest at the beginning of the franchising concept. This, since the franchisor and 

franchisee solve problems together and the franchisor has only a few franchisees. Due to the 

close relationship, the trustworthiness is both growing and becoming stronger. As time goes 

by, more franchisees are recruited, and the franchisor-franchisee relationship is getting harder 

to maintain. In addition, the franchisor needs to manage franchisees with poor results and give 

them more attention. The franchisees with good results are getting more independent and the 

franchisor-franchisee relationship weaker (Ideström & Fernlund, 2015).  

 

When more franchisees are recruited it is easier than for the first franchisee since there are 

routines along with a strong concept. The risk for these franchisees will be less than for the 

first franchisees that took a huge risk. The franchisor is getting a higher revenue in relation to 

more franchisees. However, the franchisor-franchisee relationship is getting even weaker 

since the franchisor does not have the time to maintain all of them (Ideström & Fernlund, 

2015). According to Noblitt et al. (2017), a good successful franchisor-franchisee relationship 

is built on four key factors, willingness to learn, teamwork, dedication and patience.  

 

Generally, a franchisee is expecting four things from their franchisor entering the agreement 

and relationship. Firstly, for the franchisors to take a supportive and business advisory role. 

Secondly, focusing on expansion and innovation for the business to stay competitive. Thirdly, 

offer a standardised way of working. Lastly, brand management where the franchisor is 

responsible for the development and reputation of the brand (Noblitt et al., 2017).  

 

On the other hand, the franchisor has three expectations for its franchisee. Firstly, franchisees 

have to follow the franchisor’s system, operations and the standard offered by the franchisor. 

Secondly, for the franchisee to manage growth and success. Lastly, to market and upholding 

the franchisor’s brand image in their area (Noblitt et al., 2017). 

 

Although franchisors and franchisees have much in common, the economic motives might not 

always be aligned. Franchisees focus on their own profitability while the franchisor generally 

aspires to maximise sales. Therefore, control and insight of a franchisor might be necessary 

(Croonen & Broekhuizen, 2017).  
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5.1.1.2 Insight and Control of a Franchisor 

A franchisor-franchisee relationship is characterised by uneven control where the franchisee is 

vulnerable (Croonen & Broekhuizen, 2017). Ideström and Fernlund (2015) describe that the 

franchisor has a need of having control over their franchisees. This, to control the franchisees 

to manage their businesses by the concept and are following rules and laws. The franchising 

concept will lose its competitive advantage if individual franchisees are managing their 

businesses in a different direction. This is a disadvantage for both the franchisor and 

franchisees. The franchising concept can be of competitive advantage, it is therefore of great 

importance for the franchisor to have control over their entire business (Ideström & Fernlund, 

2015). Furthermore, a franchisor needs to have control over their franchisees to avoid risks 

and protecting the brand along with ensuring contract loyalty (Watson et al., 2016).  

 

However, the allocation of work may contribute to less control over certain activities or 

processes such as purchasing and accounting (Ideström & Fernlund, 2015). Kellner et al. 

(2014) state that franchisees will develop their own routines and systems if there is a lack of 

control from the franchisor. The franchising concept enables the franchisor to have control 

over daily activities and processes such as brand marketing, product development and control 

of quality. This, to create the same experience for the customers. However, control over core 

business activities and processes such as purchasing are fundamental but can be difficult to 

gain. Nonetheless, the control over core business activities is of great importance to minimise 

the risk of damaging the concept (Kellner et al., 2014). Also, franchisors need to have control 

and standardise the franchising concept to ensure brand uniformity, quality and cost 

reductions. One important factor for both relationships and the ability for the franchisor to 

have control is willingness from the franchisee (Watson et al., 2016).  

 

Watson et al. (2016) also discuss the importance of having control in the “right way”. To 

some extent it can be of advantage, from the franchisee’s perspective, to have some 

independence and flexibility. In addition, for the franchisees not to lose trust in their 

franchisor if they are being pushed and over watched (Watson et al., 2016). Therefore, it is 

important for the franchisor to understand the franchisees perspective and encouraging trust, 

compliance and commitment (Badrinarayanan, Suh & Kim, 2016; Croonen & Broekhuizen, 

2017). 
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5.2 Empirical Data 

This subchapter uses empirical data from Research Questions 1 and 2. Also adding 

new empirical data from both Company X and Franchisee 1, 2 and 3. 

 

5.2.1 Franchisor-Franchisee Relationship  

Franchisee 1, 2 and 3 are operating with Company X’s brand through a franchisor-franchisee 

agreement. Franchisees can operate and sell Company X products. The franchising concept 

helps Company X to operate all over the world. The agreement contains regulations and 

guidelines for the relationship. They should all contribute to the development of the concept.  

It is harder to keep a detailed track of the franchisees as the concept grows bigger and more 

franchisees are being signed. To be able to keep a competitive advantage, Company X wants 

to make sure that their franchisees have the best opportunity for competitive advantage. 

Commonly, by looking at a franchisee’s numbers the business is growing and has a good 

revenue. However, forgetting that there might be improvements to be done anyways (Project 

Manager, 2018-11-13).  

 

The current agreement does not contain any requirements of suppliers for the food category 

aside for quality rules and article range. Meaning that franchisees get to choose their own 

suppliers. In this situation, three independently franchisees in the same area has been 

supplying from different suppliers even though they have the same article range, which is 

presented in Appendix F and H. This was shown when given an insight of the franchisees 

purchasing through a spend analysis, which Company X had no view over. Gaining insight 

lead to the revelation of the need for regaining control, for both Company X but mostly for 

the franchisees. Furthermore, Company X did not have any control over the franchisees 

purchasing (Food and Beverage Manager 1, 2018-12-05; Food and Beverage Manager 2, 

2018-11-29; Food and Beverage Manager 3, 2018-11-25; Project Manager, 2019-02-13).  

 

5.2.2 Insight and Control of a Franchisor  

Losing insight and control is easy, regaining it is harder. Involving franchisees in the project 

with the goal of creating costs savings if often motivating. Company X have had successful 

similar projects within the company before the idea came to implement it for franchisees, the 

idea of consolidating purchasing to create cost savings. Mainly, to gain insight into the current 
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situation (Project Manager, 2019-01-15). The spend analysis enabled the franchisees to 

compare their purchasing spend with each other, seeing volume consolidation opportunities 

but also seeing the pattern of suppliers. Providing cost saving calculations with articles from 

Company X’s article range was also motivating for the franchisees to start a collaboration. 

Saving costs but also gaining a collaboration in the Middle East area along with a better 

collaborative relationship with their franchisor was of interest (Food and Beverage Manager 

1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 

2018-11-25).  

 

For Company X, this project is not about taking over, it is about improving the situation for 

their franchisees.  Enabling greater collaboration between franchisees and franchisor but also 

to help them realise the opportunity for area collaboration. Also, from Company X’s 

perspective regaining control and insight. This project started for curious reasons but lead to 

more opportunities than just cost savings (Project Manager, 2019-04-05). For Franchisee 1, 2 

and 3 this was an opportunity to grow and create collaboration in the area, along with saving 

purchasing costs. Also, ensuring article quality in collaboration with Company X (Food and 

Beverage Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and 

Beverage Manager 3, 2018-11-25). 

 

5.3 Analysis 

This subchapter uses the theory and implements it on the empirical data presented. 

 

It can be identified that the used franchising type, for Company X and their franchisees, is 

Business Format Franchising, since the collaboration is fully integrated. Also, the businesses 

are integrated with each other (Food and Beverage Manager 1, 2018-12-05; Food and 

Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25; Ideström & 

Fernlund, 2015; Project Manager, 2019-02-13).  

 

The franchising concept has effects on growth for companies (Yan & Wang, 2012; Zachary et 

al., 2011) and helps Company X to manage stores all over the world (Project Manager, 2018-

11-13). Along with enabling franchisors to grow with less risk and investments. On the other 

hand, franchisees have an easier start-up with a stable and strong brand entering the market 
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(Yan & Wang, 2012; Zachary et al., 2011). For Company X, this concept has also been a 

strategy to contribute to the development of the brand, also to strengthen competitive 

advantage. The relationship that Company X strives to have with their franchisees may be 

affected (Project Manager, 2018-11-13). Furthermore, the concept generates benefits for both 

parties for better business expansion and a sharing of risks (Baresa, Ivanovic & Bogdan, 

2017).  

 

5.3.1 Analysis of the Franchisor-Franchisee Relationship  

The relationship between franchisor and franchisees is more than just the agreement (Project 

Manager, 2019-02-13). However, an agreement between the two parties is highly important 

and it is the prospectus that decides how the franchisor's brand can be operated. The 

agreement also determines how the responsibilities are allocated between the franchisor and 

franchisee (Ideström & Fernlund, 2015). There is a franchisor-franchisee agreement between 

Company X and Franchisee 1, 2 and 3 that regulates how the franchisees are allowed to 

operate Company X’s brand. For purchasing, there has not been specifics in how to operate 

the function in the agreement. The only regulation has been regarding article range, therefore 

they can choose their own suppliers (Project Manager, 2018-11-13). As Badrinarayanan, Suh 

and Kim (2016) explain the agreement should also contain policies, procedures, relationship 

building activities and brand management strategies. In addition, these should be based on 

both the franchisor and franchisees’ perspective to accomplish a positive and collaborative 

relationship (Badrinarayanan, Suh & Kim, 2016).  

 

The lack of constraints has led to a bigger supplier base in the Middle East. Also, several 

article IDs with the same functions has been identified leading to more purchasing costs. 

When Company X gained insight of their franchisees' purchasing, it was identified that 

regaining control is beneficial for the two parties (Food and Beverage Manager 1, 2018-12-

05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25; 

Project Manager, 2019-02-13). As spend analysis illustrated, identifying purchased volumes 

and costs has enabled franchisees and franchisor to classify spend data. With the purpose of 

gaining visibility into cost savings and overall performance improvements (Bush, 2017; 

Carlsson, 2015) 
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As the number of franchisees increases, it is harder to have a detailed track of them (Project 

Manager, 2018-11-13). Ideström and Fernlund (2015) have also argued that it is harder to 

maintain good relationships with several franchisees. This may lead to more attention focused 

on the franchisees with poor business results. The pattern also shows that franchisees with 

good results become more independent (Ideström & Fernlund, 2015). However, there might 

be significant improvements and opportunities for the franchisees with good results. 

Therefore, the relationship and collaboration are important for Company X, to ensure 

competitive advantages and give their franchisees the best opportunity to be successful 

(Project Manager, 2018-11-13). This relationship is often at its strongest in the beginning. A 

strong relationship is beneficial for problem solving and collaboration (Ideström & Fernlund, 

2015).  

 

Franchisees should expect their franchisors to act as a supportive and advisory business 

partner offering a standardised way of working (Noblitt et al., 2017). Company X aspires to 

provide alternative cheaper articles from the global range (Project Manager, 2019-04-05). For 

the franchisor to be able to focus on expansion, competitive advantage and brand 

development (Noblitt et al., 2017). Which Company X ensures by the franchising concept 

(Project Manager, 2018-11-13). In return, the franchisor should expect the franchisee to 

follow the provided concept, successfully grow the business and uphold the franchisor’s brand 

image (Noblitt et al., 2017). During the project, Franchisee 1, 2 and 3 have been open-minded 

and willing to collaborate with Company X to achieve competitive advantage and save costs 

(Project Manager, 2019-04-05).  

 

The four key factors of a good successful franchisor-franchisee relationship are the 

willingness to learn, teamwork, dedication and patience according to Noblitt et al. (2017). 

Spend analysis helps the franchisees to see opportunities for cost savings and motivation of a 

collaboration. Making it possible to compare their purchasing spend and volumes to see the 

pattern. Providing motivation for a better franchisor-franchisee relationship. Which leads to a 

willingness to learn more about the potential cost savings, while working together with 

teamwork, dedication and patience in the process (Food and Beverage Manager 1, 2018-12-

05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25).  

 

Furthermore, it is important to understand the economic motives of the franchisor and 

franchisees since it is not always aligned. Generally, franchisors want to maximise sales for 
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all their businesses while franchisees only have its own profitability to focus on (Croonen & 

Broekhuizen, 2017). Company X’s franchisees located in the same area has independently 

supplying articles with the same attributes, resulting in bigger a supplier base (Food and 

Beverage Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and 

Beverage Manager 3, 2018-11-25). Making insight and control of a franchisor on their 

franchisees’ business even more necessary (Croonen & Broekhuizen, 2017).  

  

5.3.2 Analysis on Insight and Control of a Franchisor  

To make sure that the agreement is followed and the brand image is protected, the franchisor 

needs to have control over their franchisees (Ideström & Fernlund, 2015). According to 

Croonen and Broekhuizen (2017), a franchising relationship is characterised by uneven 

control leaving the franchisee vulnerable. As the number of franchisees increases it is easy to 

lose insight and control for the franchisor but regaining it is harder (Project Manager, 2019-

01-15). The allocation of work also contributes to the loss of control in processes such as 

purchasing. Furthermore, the competitive advantage will suffer if the franchisees’ businesses 

are going in the wrong direction, which is a disadvantage for both parties (Ideström & 

Fernlund, 2015).  

 

Consequently, motivating an investigated project (Project Manager, 2019-11-30). This can 

also contribute to more insight, control, collaboration and a better relationship for the 

franchisor. The primary contributions of spend analysis are information and insight along with 

opportunities for costs savings (Limberakis, 2012; Partida, 2012). This project has been 

interesting for Franchisee 1, 2 and 3 dues to cost saving opportunities (Food and Beverage 

Manager 1, 2018-12-05; Food and Beverage Manager 2, 2018-11-29; Food and Beverage 

Manager 3, 2018-11-25; Project Manager, 2019-01-15). Sharing values and collaboration 

projects is important for the franchisor-franchisee relationship (Zachary, 2011).  

 

Franchisors need to have some control over their franchisees to standardise the concept and 

ensure brand uniformity, quality and cost reductions (Watson et al., 2016). To clarify, it was 

not about taking over and manage the purchasing but rather to regain insight and control for 

Company X. Furthermore, to integrate the franchisees in the Middle East with each other 

(Project Manager, 2019-04-05). According to Kellner et al. (2014) franchisees will establish 

their own routines if there is a lack of control from the franchisor, which the identified current 
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situation illustrates (Food and Beverage Manager 1, 2018-12-05; Food and Beverage Manager 

2, 2018-11-29; Food and Beverage Manager 3, 2018-11-25; Project Manager, 2019-02-13). A 

franchisor-franchisee agreement should enable the franchisor to control daily activities and 

processes to ensure quality. Although, regaining control over purchasing can be difficult. 

However, this is of great concern to avoid damaging the brand (Kellner et al., 2014). Also, a 

willingness from the franchisee is needed for this to be possible (Watson et al., 2016).  

 

Watson et al. (2016) discuss the “right way” of having control. Company X did not start this 

project to take over the franchisees' purchasing, rather support and help them realise that there 

might be better supplying opportunities. Therefore, providing franchisees with cost savings 

calculations can be motivating for investigating those opportunities. For the sake of cost 

savings but also a collaboration in the Middle East and a better relationship with their 

franchisor (Food and Beverage Manager 1, 2018-12-05; Food and Beverage Manager 2, 

2018-11-29; Food and Beverage Manager 3, 2018-11-25).  

 

Making sure, that the franchisees’ can be flexible and independent (Watson et al., 2016) while 

clarifying to them that this is only a suggestion (Project Manager, 2019-04-05). For the 

franchisees not to feel over watch and losing trust in their franchisor. Moreover, it is 

important for the franchisor to understand their franchisees perspective (Badrinarayanan, Suh 

& Kim, 2016). Where they encourage trust, compliance and commitment (Croonen & 

Broekhuizen, 2017). 

 

5.4 Conclusion 

This subchapter summarises chapter five and aims to answer the third research 

question “How can a franchisor regain insight and control over their franchisees in 

purchasing?”. 

 

A franchisor can regain insight and control over their franchisees in purchasing in many ways, 

see table 38. Firstly, the agreement between the two parties can make the franchisor have 

insight and control from the beginning which then can result in a good franchisor-franchisee 

relationship. A good relationship builds on great communication, trust, compliance and 

commitment from both parties. Secondly, a good agreement and relationship will enable the 
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franchisor to have control in the right way which means that they will have control but also 

trust their franchisees. Having control in the right way, along with insight will enable 

standardisation of purchasing activities and therefore make sure of quality, consistency and 

not damaging the brand. Lastly, a collaborative project that will benefit both parties will result 

in more control and insight for the franchisor along with opportunities for improvements for 

the franchisee. Spend analysis is an example of a tool that can be used in a collaborative 

project where the cost savings can be used to motivate the franchisees to collaborate in a 

project.  

 

Table 38 presents suggestions on how to regain insight and control over franchisees. 

 
Table 38: Conclusion of Research Question 3 (Own illustration based on Badrinarayanan, Suh & Kim, 2016; Croonen & 

Broekhuizen, 2017; Ideström & Fernlund, 2015; Limberakis, 2012; Noblitt et al., 2017; Partida, 2012; Project Manager, 

2019-02-13; Watson et al., 2016)  
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6 Conclusion 

This chapter aims to summarise the study and the result of each research question. 

Followed by reflections and critique to this study, then presenting the study’s 

implications both practical and theoretical. Lastly, further research is discussed. 

 

6.1 Results of Research Questions  

The results for each research question are presented below.  

 

6.1.1 Result of Research Question 1 

“How can spend analysis identify the current purchased volumes and costs for the franchisees 

of Company X in the Middle East?”  

 

By going through the steps of spend analysis in Figure 9 (p. 26) the current purchased 

volumes and cost were identified for the franchisees of Company X in the Middle East. Total 

purchasing cost per article was presented for each franchisee and country. One major finding 

was that there were several article IDs used for the same article, resulting in a scattered 

volume and the importance of gathering the same article IDs. Another essential conclusion 

was the identification of a big supplier base, displaying great collaboration and consolidation 

opportunities in the Middle East. The last step of spend analysis was identifying the 

opportunities and was identified as consolidate transport, investigate in article range, 

consolidate volumes and reduce the number of suppliers.  

 

6.1.2 Result of Research Question 2 

“How can the current purchased volumes be consolidated and what will the purchasing cost 

saving be for the franchisees of Company X in the Middle East?”  

 

Consolidation opportunities for articles, volumes, suppliers and transportation is all available 

for both scenarios creating a common article range and supplier base, with the opportunity to 

consolidate volumes for discounts and transportation. The second scenario is the opportunity 

to purchase via Company X. Article and volume consolidation opportunities are alike in both 
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scenarios based on the output of using only one article ID per article, resulting in a changed 

article range from 146 to 53 article IDs.  

 

For volume consolidation, the opportunity is to gather purchasing volumes for articles and 

negotiate volume discounts at suppliers. Regarding supplier consolidation, the ambition for 

both scenarios is to reduce the supplier base. However, the scenario if purchasing via 

Company X means using them as one trustworthy supplier. Lastly, transport consolidation is 

possible in both scenarios in different ways. For collaboration in the Middle East, transport 

could be consolidated from common suppliers. Purchasing via Company X would mean a 

transport consolidation from Company X or directly from Company X’s suppliers to each 

country or the distribution centre in Dubai.  

 

One benefit of consolidation is purchasing cost savings. However, in this case, the 

consolidation did not enable great purchasing cost savings due to higher landed prices from 

Company X. In addition, the franchisees use local suppliers which reduces transportation 

costs. Regardless, Franchisee 2 and 3 can make cost savings for all their countries and 

Franchisee 1 for one if purchasing via Company X and distribute to each country. The other 

option was to use the distribution centre in Dubai with the Middle East’s total volume and 

further transportation to each country. Benefiting only Jordan and Saudi Arabia, but unknown 

additional costs will be added. Therefore, this option might not be of consideration for the 

franchisees which will make the final decision.  

 

6.1.3 Result of Research Question 3 

“How can a franchisor regain insight and control over their franchisees in purchasing?”  

 

A franchisor can regain both insight and control over their franchisees in purchasing (see 

Table 38, p. 85) by e.g. following the agreement. It is important to aim for a collaborative and 

trustful franchisor-franchisee relationship. This should be characterised by a willingness to 

learn, teamwork, dedication and patience. Variously, communication is extremely important 

for a successful relationship and an indicator of regaining insight and control.  

 

Trust, compliance and commitment are also vital for a good relationship between franchisor 

and franchisee. Diversely, meaning regaining control in the “right way” and not overrule the 
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franchisee but instead create a collaborate project aiming to improve the business. Insight is, 

therefore, a very good start. Providing a standardisation of purchasing activities can also be a 

contributor to gain insight and control. Confirmed is that spend analysis can be a tool for this 

as well, regaining insight of purchasing volumes and costs and motivating a collaborative 

project with franchisees to work with a better purchasing setup with cost savings.  

 

6.2 The Study’s Implications 

The practical and theoretical implications are presented below.  

 

6.2.1 Practical Implications 

This study’s implications have mostly been of practical nature since the authors of this study 

got the assignment from Company X. The assignment was to identify and analyse the 

opportunities for consolidation and purchasing cost savings in their franchisor-franchisee 

relationship. The authors have done this by firstly using spend analysis as a tool to identify the 

current purchased volumes and costs. This is something that Company X have not had the 

opportunity or resources. However, it is of great importance since this gave Company X 

insight over their franchisees’ purchasing. Thereafter, did the authors identify and analyse the 

spend analysis along with opportunities for consolidation. Based on the current volumes, 

recommendations for consolidation was presented in two scenarios, collaboration between the 

three franchisees or purchase via Company X. This to illustrate and present the 

recommendations of improvements by using consolidation.  

 

In addition, purchasing cost savings were calculated based on the current purchased volumes 

and costs. The purchasing cost savings was used to prove the advantage of collaboration. 

However, the purchasing cost saving was only made for ten articles but the result from this 

study can be used in the future to calculate further savings for other articles. The results are 

according to the authors applicable for Company X which indicates that this study has 

practical implications.  

  

6.2.2 Theoretical Implications  

This study contributes to theoretical implications by presenting an approach to spend analysis, 

see Figure 9 (p. 26). Since this is an integrated model which can be used for more detailed 

spend analyses. Furthermore, a consolidation model has been presented (see Figure 28, p. 43). 
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This can help to support companies who want to consolidate on different levels following the 

hierarchy. Another theoretical implication is describing how a franchisor can regain insight 

and control over their franchisees in purchasing. This is investigated in the third research 

question.  

 

The empirical data is based on Company X and how they have managed to regain insight and 

control over their franchisees. However, this has been matched with the theoretical data which 

means that similar companies can use the same actions. The suggestions are presented in 

Table 38 (p. 85. By following these suggestions presented in the last research question, 

companies which are the franchisor in a franchisor-franchisee relationship can regain insight 

and control over their franchisees. The study has theoretical implications since the suggestions 

can be used by companies that have franchisees and has not been investigated before. In 

addition, this can also cause further research within this area.  

 

6.3 Reflections and Critique to This Study  

For reflections and critique, data collection was made from three different franchisees. 

Therefore, this data could be questioned since they might be using different definitions for 

variables. Also, because of this data has been gathered via email and an excel form due to the 

remarkable geographical distance. Therefore, there might have been some misunderstanding 

and confusion in communication. However, this is something that the authors attempted to 

counter, by persistently confirming data and definitions with respondents.  

 

In addition, the cost savings have only been calculated on a few selected articles due to the 

constrained time frame. Consequently, the cost savings cannot be applied to the full article 

range. Instead, it can be used to create a business case to start to implement suggested 

recommendations to improve Franchisee 1, 2 and 3’s businesses and see if it is applicable. 

Also, they need to keep in mind that the costs can deviate if implemented further on. The 

purchasing costs can change in the future if renegotiated or in the event of supplier switch.  

 

Furthermore, the empirical data for Research Question 3 can be seen as a small scale. Since 

this was only based on the information gathered from Company X but from two perspectives. 

The authors would have preferred to use an additional respondent from another company to 

get a deeper understanding and analysis. Despite that, the authors wanted to generalizable the 
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empirical data by integrating the found franchising theory for the study. Thereupon, the 

authors had to do comprehensive theoretical research. In addition, it was difficult finding 

relevant sources regarding regaining insight and control. All things considered, in great effort 

authors succeeded to produce a theoretical implication for the franchising concept.  

 

6.4 Ethical Considerations  

During the data collection, all involved respondents were informed about the study’s purpose  

and they were given the choice to participate willingly. The authors avoided misleading 

questions and gave the respondents the opportunity to share their knowledge and insight into 

the purpose of this study. All respondents were anonymous, along with the confidentiality of 

the company’s name and data. To strengthen the study’s reliability and validity, the content 

has continuously been shared and checked by both Company X, Franchisee 1, 2 and 3 and 

supervisor at Linnaeus University.  

 

6.5 Further Research 

From a practical point of view, further research should be a cost calculation for the full range 

of franchisees. Also, planning development of an eventual implementation of 

recommendations regarding consolidation, regardless of which scenario is the most suitable. It 

would also be interesting to research other tools for identifying purchasing volumes and costs 

or evaluate spend analysis by comparing it to other relevant means. Another interesting 

research from a practical view should include a case study of how a franchisor can regain 

insight and control over their franchisees, in purchasing or another core activity. Hopefully, 

with help from this study. Theoretically, further research on insight and control is necessary 

with the focus of a franchisee’s perspective. 
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Appendices 

Appendix A. Interview guide for franchisees 

Hi,  

  

We are Matilda and Katarina, Students at Linnaeus University in Sweden with Supply Chain 

Management. 

We have been recruited from now and until the end of May for helping the Project Manager 

of Company X. Xxx, Company X. Our project is about consolidating volume and supporting 

you to get an even better business set up for food.  

  

We are currently trying to collect all the data that we need to make the consolidation as good 

as possible. Therefore, we kindly ask you to fill in the form that you can find in the attached 

file. The red lines are an example on how it should be filled in. Please note, we need you to 

fill in the used volume for the whole calendar year of 2018 on the whole range.  

 

Furthermore, we would like to know where you collect the data from and what type of 

business system that you use?  

  

 

We need to have an answer at the latest on the 11th of December!  

  

Kind regards,  

Matilda and Katarina  

  

Ps. do not hesitate to contact us or Project Manager if you have any question  
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Appendix B. Interview guide for Business Developers 

Hi Business Developer X,  

 

We are working with Project Manager, regarding the consolidation in the Middle East for the 

franchisees in this area.  

 

Do you have any updated prices for the articles in the Middle East project? We need this data 

at the latest of the 5th of April. If updated prices are not available, do you have any kind of 

average price for each article, purchased by Company X? 

 

Please also fill in article ID, specification weight and if there is any other important 

information. 

 

See attached file for articles and fill in those you are responsible for.  

 

Kind Regards, Matilda and Katarina 

 

 

  



 

3 

 

Appendix C. Interview guide for Business Navigator 

Hi Business Navigator,  

 

We are Matilda and Katarina and are two students working with Project Manager on a project 

for consolidation in the Middle East. We are wondering if you could help us?  

 

We need landed prices (including transportation) for each franchisee on the articles in the 

attached file and for the countries specified.  

 

Is transport directly from the supplier or from Company X distribution centre?  

Does the price include labelling? If not, what is the price for labelling?  

 

Kind Regards,  

Matilda and Katarina  

 

Ps. please let us know if it is something you are wondering.
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Appendix D. Database for All Three Franchisees
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Appendix E. Sort Volume from Biggest to Smallest  
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Appendix F. Connect Number of Suppliers with Articles 
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Appendix G. Create a Pivot Analysis  
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Appendix H. Number of article IDs for all franchisees 

 

 

 

 


