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Abstract 
Organisations must change in order to be able to follow the expansion in the world and be 
competitive along with other organisations at the global market. To successfully efficient 
the organisations reduce their purchasing costs for material and products. One way to re-
duce the purchasing costs is to centralise all purchases in an organisation. When a big or-
ganisation does that, they use, among other things, the economies of scale. (Personal com-
munication, Department Manager, 2005-06-17 and Senior adviser, IMS ITP, 2005-08-15) 

While studying Information Logistics, 140 p, at the Centrum för Informationslogistik in 
Ljungby, has IKEA IT been our co-operating company. When we talked with our Depart-
ment Manager during our internship, she describes co-operation problems between the 
units when they purchase IT-related indirect material. Indirect material is products that 
support the daily work within the organisation. 

Since IKEA recently started a central purchasing function for indirect material our assign-
ment was to see how IKEA could be more efficient when purchasing IT-related indirect 
material. Different units at IKEA are involved during central purchases of IT-related indi-
rect material. The fact that many conflicts arise when different units are to co-operate is 
well known (Gadde & Håkansson, 1998). We found this very interesting and therefore our 
chose of subject. 

The co-operation conflicts that have arose during our investigation shows clear signals in 
the theory about why they arise. According to Danermark (2000) it is more a rule than an 
exception that it anticipates a competition. Different occupational groups have different 
prestige and power, the bigger the difference is the bigger is the probability that a problem 
regarding co-operation arise. 

One difficulty with centralized purchases is to get the different units at the organisation to 
co-operate. Co-operation problems could be caused by many factors for example did the 
different units use different terminologies and could therefore be misunderstood. (Gadde 
& Håkansson, 1998)  

Unique for IKEA’s organisation is that all different units work against the same business 
concept, goal and vision (Personal communication, Senior adviser, 2005-08-15). As long as 
the involved units are independent and do not have identical purposes will there always be 
conflicts (Gadde & Håkansson, 1998). Heide, Johansson and Simonsson (2005) considers 
that the visions are build up on different goals. These goals are in its parts build up on a 
number of strategies.  

All IKEA-units struggle towards the same vision and goal, but the different units use dif-
ferent strategies to reach the goals. This different strategy creates conflicts when the differ-
ent IKEA-units should co-operate.  

To make the most optimized purchase for IKEA should the purchasing department handle 
the contacts with the suppliers (Personal communication, Purchase Process Manager, 2005-
08-27). That generates a conflict when the other involved units also want to make the first 
contact (Personal communication, Process Owner, 2005-09-07 and Project Manager 2005-
09-23). One problem is that the purchasing department today have a lack of resources and 
do not have time to handle all purchases and delegate some purchases to the other in-
volved units. This gives a double message about how IKEA want the purchasing process 
to work.  
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Sammanfattning 
Organisationer har blivit tvingade att effektivisera sina verksamheter, för att vara konkur-
renskraftiga på marknaden. För att lyckas med detta behöver organisationen sänka kostna-
derna, på material och produkter som organisationen köper in. Ett sätt att effektivisera och 
sänka inköpskostnaden är att centralisera inköpen. När en stor organisation gör detta ut-
nyttjar de bland annat skalfördelarna. (Personlig kommunikation, Department Manager, 
2005-06-17 och Senior adviser, IMS ITP, 2005-08-15) 

Vi har under våran utbildning, Informationslogistik 140p, haft IKEA IT som fadderföre-
tag. Efter att vi genomfört en 20 veckors praktik på IKEA IT beslutade vi tillsammans med 
våran dåvarande chef att vi skulle skriva våran C-uppsats om hur IKEA kan genom bättre 
samverkan och kommunikation effektivisera sina inköp av indirekt material. IKEA: s cent-
raliserade inköpsavdelning är nyuppstartad och det finns ännu ingen inarbetad arbetsrutin 
hur ett inköp skall gå till.  

Då IKEA nyligen startat upp sin centrala inköpsenhet för indirekt material, blev vår upp-
gift att se till hur IKEA kan bli mer effektiva när de skall köpa in IT-relaterat indirekt mate-
rial. Olika enheter inom IKEA är involverade under inköpsprocessen. Att det uppstår kon-
flikter när olika enheter skall samarbeta är väl känt sedan innan (Gadde & Håkansson, 
1998). Vi fann detta intressant och därav vårt val av ämne. 

Enligt Danermark (2000) är det snarare en regel än ett undan tag att det förekommer kon-
kurrens inom en organisation. Olika yrkesgrupper har olika prestige och makt, ju större 
dessa skillnader är desto större är sannolikheten att problem med samverkan uppstår. In-
nan inköpsavdelningen för indirekt material startades hanterade de olika enheterna själva 
sina inköp. Detta medförde att det förekom flera leverantörsrelationer från flera olika enhe-
ter.  

En av svårigheterna med centraliserade inköp, är att få organisationens olika enheter att 
samverka. Samverkningsproblem kan bero på många faktorer, exempelvis att de enheterna 
använder sig av olika terminologier och därför missuppfattar varandra. (Gadde & Håkans-
son, 1998) 

Unikt för IKEA organisationen är att alla dess enheter arbetar mot ett och samma mål 
(Personlig kommunikation, Senior adviser, 2005-08-15). Så länge de involverade parterna är 
självständiga och inte har identiska målsättningar, kommer det alltid att finnas konflikter 
(Gadde & Håkansson, 1998). Heide, Johansson och Simonsson (2005) anser att visionen 
byggs upp av olika mål. Dessa mål bygger i sin tur på ett antal strategier. Alla enheter inom 
IKEA strävar efter samma vision och mål, men de olika enheterna använder olika strategier 
för att uppnå dessa mål. Detta leder också till konflikter då de olika enheterna inte är ense 
om vilka inköp som skall prioriteras. 

IKEA vill att den första leverantörskontakten skall tas av inköpsavdelningen, detta för att 
inköp och förhandlingsprocessen skall bli så optimal som möjligt för IKEA organisationen 
(Personlig kommunikation, Purchase Process Manager, 2005-08-27). De andra involverade 
enheterna motsäger sig detta då de anser att de behöver kontakta leverantören av olika an-
ledningar innan en inköpsförhandling påbörjas (Personlig kommunikation, Process Owner, 
2005-09-07 och Project Manager 2005-09-23). Ett problem är att inköpsavdelningen idag 
har en resursbrist i form av tid, därav överlåter de vissa inköp till de andra enheterna. Detta 
leder till ett dubbelt budskap om hur inköpsprocessen skall gå till. 



 

 v

Foreword 
We will start with to thank all the employees at IKEA that have helped us. You all have 
been very helpful and without your help could we not been able to write this essay.  

We will also thank our teacher Klas Gäre from the University of Växjö and the opponent 
group from Centrum för Informationslogistik (CIL), for your support during the creation of this 
essay. 

And finally a huge thanks to Ulla-Margarethe Carlsson, librarian of the CIL library in 
Ljungby for your enormous support to find relevant literature. 

 

 

Helsingborg 2006-01-04 

Anna Eriksson  Marcus Nilsson 

 

____________ _____________ 

  



 

 i

Table of contents 

1 Introduction................................................................................ 1 

2 Problem ...................................................................................... 1 

3 Purpose ...................................................................................... 2 

4 Description of the organisation................................................ 2 
4.1 Main processes................................................................................... 2 
4.2 IKEA-units involved in the purchasing process .................................. 3 

4.2.1 User Organisation, U O ............................................................... 4 
4.2.2 IKEA IT, IT ................................................................................... 4 
4.2.3 IKEA Indirect Material Service, IMS ............................................ 5 

4.3 Summary of organisation description ................................................. 6 

5 Demarcations............................................................................. 7 

6 Definitions .................................................................................. 7 

7 Method........................................................................................ 8 

8 Frame of reference .................................................................... 9 
8.1 Co-operation ..................................................................................... 10 

8.1.1 Co-operation as a process ........................................................ 10 
8.1.2 Co-operation at different levels ................................................. 11 

8.2 Communication ................................................................................. 11 
8.2.1 Internal communication ............................................................. 11 

8.2.1.1 Intranet ...................................................................................................13 
8.2.1.2 eProcurement.........................................................................................13 

8.2.2 External communication ............................................................ 13 
8.2.3 Organisation communication..................................................... 14 
8.2.4 Management and communication ............................................. 14 

8.2.4.1 Subculture creates problem in organisations ..........................................15 
8.2.5 Three different types of communication .................................... 16 
8.2.6 The communications co-coordinative role in the purchase 
network.................................................................................................. 16 

8.3 Strategy, goal and vision .................................................................. 17 
8.3.1 How the leaders should reach out with their messages ........... 17 

8.4 Conflicts ............................................................................................ 18 
8.4.1 Conflicts based on stress and misunderstanding ..................... 18 
8.4.2 Conflicts arisen from power conflicts......................................... 19 
8.4.3 Favourable conflicts in the interplay.......................................... 19 

8.5 Purchase........................................................................................... 20 
8.5.1 What is an efficient purchase? .................................................. 20 
8.5.2 The best buy is not the same thing as the lowest price ............ 20 
8.5.3 Centralized purchase ................................................................ 21 

8.6 Summary of the frame of reference.................................................. 23 

9 Questions of investigation...................................................... 24 

10 Result of our investigation at IKEA .................................. 24 



 

 ii

10.1 How do the different IKEA-units look at the purchasing process? ... 24 
10.1.1 The purchasing process from U O´s point of view.................. 25 
10.1.2 The purchasing process from IT´s point of view ..................... 25 
10.1.3 The purchasing process from IMS ITP´s point of view ........... 27 

10.2 How does the communication flow against the suppliers work today?
 29 

10.2.1 IMS – Supplier ......................................................................... 29 
10.2.1.1 Purchasing portal..................................................................................30 

10.2.2 IT – Supplier ............................................................................ 30 
10.2.3 U O – Supplier ......................................................................... 31 
10.2.4 Specification of requirements.................................................. 31 

10.3 Which are the most obvious conflicts in the purchasing process?... 31 
10.3.1 Who should contact the supplier? ........................................... 32 
10.3.2 Hard to adjust to the new processes....................................... 32 
10.3.3 Different perspective in different occasions ............................ 32 
10.3.4 Separated priorities ................................................................. 33 
10.3.5 Different terminologies between the different units................. 33 
10.3.6 Other conflicts.......................................................................... 34 

10.4 How do the employees interpret and react to the information that the 
management communicate? ....................................................................... 35 

10.4.1 How important is the communication about the concept of IMS 
ITP? 36 

10.5 Summary from the result of our investigation at IKEA...................... 36 

11 Analysis .............................................................................. 37 
11.1 How do the different IKEA-units look at the purchasing process? ... 38 

11.1.1 Co-ordinating in a central purchasing organisation................. 40 
11.2 How does the communication flow against the suppliers work today?
 41 
11.3 Which are the most obvious conflicts in the purchasing process?... 42 

11.3.1 Who should contact the supplier? ........................................... 42 
11.3.2 Hard to delegate responsibilities ............................................. 42 
11.3.3 Different directives at different moments................................. 42 
11.3.4 Separated priorities and strategies ......................................... 43 

11.3.4.1 Subculture ............................................................................................43 
11.3.5 The terminology....................................................................... 44 
11.3.6 Other conflicts.......................................................................... 44 

11.3.6.1 The lack of time and stress leads to bad response...............................44 
11.4 How do the employees interpret and react to the information that the 
management communicate? ....................................................................... 44 

11.4.1 How important is the communication about the concept of IMS 
ITP? 45 

11.5 Summary........................................................................................... 46 

12 Conclusions........................................................................ 47 

13 Concluding discussion...................................................... 48 
13.1 IMS ITP is recently implemented...................................................... 48 

13.1.1 How will the implementation affect the purchasing process in 
the future? ............................................................................................. 49 
13.1.2 Co-operate beyond the unit boundaries.................................. 49 



 

 iii

13.2 Wrong prioritizes by IMS ITP ............................................................ 49 
13.2.1 Store Operations project ......................................................... 50 

13.3 Difficult to find correct information .................................................... 50 
13.4 Proposal for further investigations .................................................... 50 

13.4.1 The Specification of requirements........................................... 50 
13.5 General suggestions for other organisations.................................... 51 
13.6 Method criticism................................................................................ 52 

References..................................................................................... 53 
Literature ............................................................................................... 53 
Articles................................................................................................... 53 
IKEA´s intranet ...................................................................................... 54 
Internet .................................................................................................. 55 
Co-operating company reports ............................................................. 55 
Organisation material ............................................................................ 55 
Interviewed persons .............................................................................. 55 

 

List of figures  
 1.  The three main processes of the IKEA-organisation……………3 
 2. Organisation chart over IKEA-organisation………………………4 
 3. Organisation chart over IKEA IT.....……………………………....5 
 4.  Organisation chart over IKEA IMS……………………………......6
 5. Demarcrations……………………………………………………….…7 
  6.  Different types of internal communication.……………………...12 
  7.  The base model…………………………………………………...15 
  8.  The participator model…………………………………………....15 
  9. The relation between vision, goal and strategy………………...17 
  10. The different combinations of interplay and conflict…………19 
  11. Condition for an efficient purchase……………………………...20 
  12. Complete conditions for the efficient of a purchase……………20 
  13. A products costs illustrated as an iceberg….…………………..21 
  14. The purchasing process according to U O……………………..25 
  15. The purchasing process according to IT………………………..26  
  16. The purchasing process according to IMS ITP……………….27 
  17. The different communication channels with the suppliers….…29 
  18. The requested communication channel with the suppliers…...29 
 
List of tables  
  1. Different purchase philosophies…………………….………………20 
  2. Contact profiles for the purchaser of different products………….22 
  3. Other conflicts………………………………………….……………..34 
  4. Analysis of the purchasing process…..…………………………….38 

Appendix 
  1. Interview questions 

 



 

 1

1 Introduction 
The development in the world moves faster and faster and the organisations have to be 
more efficient in order to be able to make competitive products in the future. The new or-
ganisational structure is the result of this. Organisations must change in order to be able to 
follow the expansion in the world and be competitive along with other organisations in the 
global market. To successfully efficient the organisations reduce their purchasing costs for 
material and products. One way to reduce the purchasing costs is to centralise all purchases 
in an organisation. When a big organisation does that, they use, among other things, the 
economies of scale. This means that organisations purchase a larger quantity of material or 
products from one supplier. Another step in this central purchasing strategy is to centralise 
the purchase of indirect material. Indirect material is products that an organisation needs in 
order to be able to produce the products that they sell, for example computers and com-
puter applications. (Personal communication, Department Manager, 2005-06-17 and Senior 
adviser, IMS ITP, 2005-08-15) 

While studying Information Logistics, 140 p, at the Centrum för Informationslogistik in 
Ljungby, has IKEA IT been our co-operating company. In most of our courses we have 
compared the IKEA-organisation to the theory we have learned in class. We have also 
been at a 20 p internship at IKEA IT, therefore it was rather easy to decide on the topic of 
our essay. When we talked with our department manager during our internship, she de-
scribed co-operation problems between the units involved when purchasing IT-related in-
direct material at IKEA. We thought this was an information logistics problem and a very 
interesting subject. 

Since IKEA recently started a central purchasing function for indirect material our assign-
ment was to see how IKEA could be more efficient when purchasing IT-related indirect 
material. Different units at IKEA are involved during central purchases of IT-related indi-
rect material. The fact that many conflicts arise when different units are to co-operate is 
well known, but a very interesting subject to describe. (Personal communication, Depart-
ment Manager, 2005-06-17 and Senior adviser, IMS ITP, 2005-08-15)  

With relevant literature and different research methods we will describe general co-
operation problems that arise between different IKEA-units during the purchasing process 
of IT-related indirect material. 

2 Problem 
Big companies or organisations have started centralising their purchases of indirect mate-
rial. There are a lot of reasons to centralise purchases of indirect material. The main reason 
is to take advantage of the economies of scale. Employees that have purchase as their main 
assignment can work with purchases all the time. That way the organisation uses their em-
ployees more effectively, instead of having a responsible purchaser in every unit of the or-
ganisation that have a lot of other assignments as well. 

The organisation can also use their employees that have purchases as their main assignment 
more effectively when they centralise the purchase. 

One big difficulty with centralised purchases is to get the different units to co-operate. Co-
operation problems are due to a lot of factors. 
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In order to be able to find factors that depend on co-operation problems we will seek the 
answers to questions such as: 

• How do the different IKEA-units look at the purchasing process? 

• How does the communication flow against the suppliers work today? 

• Which are the most obvious conflicts in the purchasing process? 

• How do the employees interpret and react to the information that the management 
communicate? 

o How important is the communication about the concept of IMS ITP? 

Good answers to questions like these could give the reader an understanding of the impor-
tance of co-operation and communication during the purchasing process of indirect mate-
rial. 

3 Purpose 
The purpose of this essay is to illustrate the importance of co-operation and communica-
tion during the purchasing process of indirect material in organisations with a centralised 
purchasing unit. 

4 Description of the organisation 
Ingvar Kamprad registered IKEA as a company in 1943. In the beginning IKEA was only 
a mail-order business, but the company developed into having furnished exhibitions and 
direct selling to costumers. Fifteen years into the company history, IKEA opened the first 
store in Älmhult. There are 220 IKEA-stores in 33 countries today, including the fran-
chised stores, and the number will increase even more in the future. (Carlsson, J., Eriksson, 
A. & Nilsson, M. 2002 and Inter IKEA Systems B.V., 2005a) 

The business concept is the same for the whole organisation. It says: 

”We shall offer a wide range of well-designed, functional home furnishing products at 
prices so low that as many people as possible will be able to afford them.” (Inter IKEA Sy-
stems B.V. 1999) 

This Business concept is written in Ingvar Kamprad´s will, which was signed 20 December 
1976. (Inter IKEA Systems B.V. 1999)   

4.1 Main processes  
To be able to live in accordance with the business concept, see chapter 4, every IKEA-unit 
in the organisation must work as effectively as possible towards the main processes. 

IKEA has three main processes (see figure 1), which all have the same goal, ”make our 
customer’s needs into customer success”. Among these main processes, the business 
processes, are all the other IKEA-units that act as supporting functions. The three main 
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processes are (Personal communication, Business Service Responsible, IKEA IT, 2005-09-
20 and Inter IKEA Systems B.V., 2005b): 

                 

Figure 1: The three main processes of the IKEA-organisation. Source: Own picture and Inter IKEA Systems 
B.V. (2005c) 

Creating the Home Furnishing Offer – “Creating and developing our range for a better 
everyday life at home. An offer with good function, design and customer experienced 
product quality at a low price with meaning”. Includes IKEA´s range and product devel-
opment, and all systems that can be combined with the range. 

Supplying –”Making our range available for the customers by buying, producing and dis-
tributing it at the lowest cost and high customer experienced product quality”. Handle the 
store support, warehousing and distribution. 

Communicating & Selling –“In an inspiring way helping customers preparing, selecting 
and buying from our product range in store, catalogue and other media”. Includes what the 
costumer sees as IKEA. The process gives directives about how IKEA should be adver-
tised to the costumer. It could be by the catalogue or Internet for example. 

All IKEA-units lie outside these three main processes and work as functions that support 
the main processes so they can reach the main goals. (Inter IKEA System B.V. 2005b and 
personal communication, Process Owner, 2005-09-07 and Business Service Responsible, 
IKEA IT, 2005-09-20) 

4.2 IKEA-units involved in the purchasing process 
When an IT-related product is to be purchased three different IKEA-units within the 
IKEA-organisation are involved. These three units are:  

• User Organisation (U O), see Marketing & Sales in figure 2  
• IKEA IT (IT), see figure 2 
• IKEA Indirect Material Service (IMS), see figure 2 

 

Figure 2 below shows an organisation chart of IKEA. The three units that are involved in 
our essay are encircled. 

One fundamental factor to the problems of how an IT-related purchase should be handled 
is that there is no common method of how a purchase should be done. Today the different 
units work with old routines or what is best for their own unit. One of the main reasons 
that there is no common method of how a purchase should be handled is that one of the 
involved units, IMS, was recently established.  
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Figure 2: Organisation chart over IKEA-organisation. Source: Senior adviser, IMS ITP, 2005-12-08 

In the chapter below the involved units in the purchasing process for IT-related products 
will be introduced.  

4.2.1 User Organisation, U O 
User Organisation, U O, is involved in Marketing & Sales (see figure 2), which is an IKEA-
Group staff function that is divided into five regions, North-, South-, Middle Europe, 
North America and Asia Pacific. By supporting one of the three main processes, Commu-
nicating & Selling, works with the improvement and development of the global selling in 
these five regions. (Personal Communication, Process Owner, 2005-09-07 and Inter IKEA 
Systems B.V. 2005d) 

4.2.2 IKEA IT, IT 
The purpose of IKEA IT is to maintain and develop new systems which are used to make 
the whole organisation more efficient. 

IKEA IT is divided into four main units (see figure 3) which are divided in a matrix (see 
figure 3), after IKEA´s main processes (see chapter 4.1 Main processes): 
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Figure 3: The upper part of the figure represents the IT organisation. IT is divided in four main units, see the 
upper circle. Below the arrows each of these four units are described in a matrix from how IT works from the 
main process. The main process that we have looked at in this essay is the Communicating & Selling process, 
the lower circle in the figure. Source: Manipulated picture of Inter IKEA Systems B.V. (2005e) and Inter 
IKEA Systems B.V. (2005f) 

• Business Development (IT BD) – “defines and meets the need of IT support for 
the business processes within IKEA” The needs from Marketing & Sales (Inter 
IKEA Systems B.V. 2005g).  

• Information System (IT IS) – “provides a user-friendly Information System that 
supports the business processes within IKEA” (Inter IKEA Systems B.V. 2005h). 

• Operations - “provides reliable yet flexible operations of the IKEA Information 
System” (Inter IKEA Systems B.V. 2005i). 

• Helpdesk – “provides support to the users of the IKEA Information System, 
where and when it is needed” (Inter IKEA Systems B.V. 2005j). 

4.2.3 IKEA Indirect Material Service, IMS 
The main task of IKEA Indirect Material Service (IMS) is to handle all purchases of indi-
rect material that the IKEA-organisation needs to support sales in the stores. 

The IKEA-organisation wanted to gain control of all purchases. This was very difficult be-
fore, when all purchases were handled by every IKEA-unit itself. But the IKEA-
organisation also wanted to use the economies of scale to centralise the purchases that they 
have as a big global organisation. They wanted to buy a bigger amount of products from 
one supplier that could deliver and handle the maintenance to all IKEA-units in the world. 
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By doing this IKEA could reduce the price, but also gain a win-win situation (see chapter 6 
Definitions) with the supplier that was chosen by IKEA. The IMS-unit should principally 
handle the large purchases where they could make the largest cost savings. (Personal com-
munication, Category Manager, IMS ITP, 2005-09-20) 

IMS is a support unit (see figure 2). We have only researched the IT & Communication 
(see figure 4), since this department is concentrated on IT-purchases. The department is 
today named IT & Communication IT Procurement (ITP).  

 

                   

Figure 4: Organisation chart over IKEA IMS. Source: Manipulated picture from IKEA Indirect Material Ser-
vice AB 2005. 

IMS ITP includes six Product Areas, where the departments are responsible for different 
areas:  

• Consulting & Service 
• Business Solutions 
• IT Software 
• IT Hardware 
• Office & Facility Equipment 
• Telecommunications      

4.3 Summary of organisation description 
IKEA has three main processes, which intent upon the same goal, ”make our customer’s 
needs into customer success”. Among these main processes, the business processes, are 
all the other IKEA-units that act as supporting functions. We focus on the process named 
Communicating & Selling. 

IKEA did centralise all purchases of indirect material because they want use the scale of 
economies that they have as a global organisation. But IKEA discovered that it is difficult 
to get different units to co-operate and achieve to reach a common goal. 

When an IT-related product should be purchased are three different IKEA-units within the 
IKEA-organisation involved. Those three units are:  

• User Organisation, U O 
• IKEA IT, IT 
• IKEA Indirect Material Service, IMS 

(Personal communication, Department manager, IKEA IT, 2005-06-17 and Senior adviser, 
IMS ITP 2005-08-15) 
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5 Demarcations 
In this essay we have decided to limit us to only look at how IKEA's co-operation and 
communication works internally during the purchasing process of indirect material for or-
ganisations with a centralised purchasing department. 

We have focused our research to the different units which make contacts with the different 
suppliers and therefore limited us towards the different ways of contacts that are possible 
for a supplier to make with IKEA. 

Another limit we have chosen to set is to only look at how the communication works until 
the negotiation is closed (see figure 5). Therefore we have not investigated how the co-
operation between the different units works during a product's lifecycle. Co-operation dur-
ing a product's lifecycle could for example be how the communication between the in-
volved units works when a purchase follow-up is made. We have also limited us to how 
contracts, license agreements and purchasing of consult services are made.  

 

Figure 5: The part of the purchasing process which we focused on in this essay. Source: Our own picture. 

We have also chosen not to look at how a specification of requirements is made. We be-
lieve that there are reasons to investigate which IKEA-unit that should be responsible for 
which part of the specification of requirements. During our investigation we have noticed 
that there are disagreements as to how the different IKEA-units should be involved in the 
specification of requirements. 

6 Definitions 
In order to make it easier for the reader to understand the meaning of various concepts 
that are included in our essay they are described below: 

Best Buy  Purchase concept that describes the best buy, when for example 
education, administration and development are included in the 
purchasing calculation. Best buy should not be mixed up with 
Best price, which only calculates the purchasing cost. 

DP, Decision Points Concept that is used in the PPS-model to divide a project into 
different phases. The project manager needs to get an approval 
from the steering group to continue to the next Decision Point. 

DP 1-3 Preliminary study of a project. 

 
DP 4-6 Implementation of a project. 

 
DP 7, 8 The termination phase of a project. 
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Economies of scale Lower price per unit as a result of increased volumes. (Heather, 
2002). 

eProcurement A purchasing portal that could be placed on a company’s or or-
ganisation's intranet. The purpose of the purchasing portal is to 
make the purchase more efficient by lowering the amount of 
actors that are involved in a purchase process. 

Indirect material Products that support the support the daily work, for example 
computers, printers, scanners, clothes etc. 

PPS   Practical Project Steering, Tietoenators project model which 
IKEA use. 

RFI  To be able to get a complete picture of the needs, the purchaser 
Request for Information writes an RFI. An RFI is a document that not is as formal as an 
  RFP, which gives the suppliers a description of the purchaser's 
  needs. 

RFP  Is a more detailed purpose that is sent to the supplier, when the  
Request for Proposal answers from the RFI has been examined by the purchaser.  

RFQ  Is the final quotation, which make the basis of the purchase. 
Request for Quotation 

ROI Concept that is used to see when the invested money is repaid. 
Return of Investment 

TCOO  Concept that is used to describe the total cost of a product. In 
Total cost Of Ownership  the total cost education, maintenance, administration, 
  development and other things besides the actual purchase price 
  calculated in order to be able to see how much a product will 
  actually cost. 

Win-win situation  A business solution which is to the advantage of all involved 
parts. 

7 Method 
IKEA is a complex organisation, both the structure and the ownership. To be able to fulfil 
our goal, we made a thorough research to get a greater knowledge of how IKEA’s purchas-
ing process works. To been able to get a better understanding of how the purchasing proc-
ess works and what opinion the employees have of the purchasing process we interviewed 
employees at IKEA’s three involved units in the purchasing process for indirect IT-
material: IT, U O and IMS ITP. Most of the interviews took place in IKEA’s departments 
in Helsingborg, but we also talked with employees at IKEA’s departments in Älmhult. We 
have been interviewing employees at different levels to get a better knowledge of what 
both people in management positions and people that uses the management's communica-
tion processes think. In the beginning of the interviews, we asked the same question to 
each interviewee. We also asked detailed questions about specific areas that the interviewee 
has special knowledge about. For example, if the interviewee was a purchaser, we focused 
on purchase questions. All the persons who we interviewed, has answered the question in 
Appendix 1. Interview questions.    
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We choose the interview method to get as many perspectives as possible on the purchasing 
process of indirect material (see chapter 6 Definitions). It is also important to understand 
what is good and what is not as good in the process.  

In our case study have we also collected material from IKEA’s intranet, to understand how 
the IKEA-organisation and purchasing process works.  

In the beginning of our case study we had problem making appointments with the employ-
ees that we thought were important to talk to. But this is a general problem, because both 
the employees at IKEA and we have a lot to do. 

It is however important to collect relevant facts from as many sources within the different 
IKEA-units as possible, to be able to give the reader a neutral picture of the purchasing 
process. During the interviews we also got an understanding of how the employees thought 
about the other units' assignments and got their approach of what they do. We noticed 
conflicts in co-operation and communication between the different IKEA-units during 
those interviews. But this method was a good way to discover those conflicts. The most 
obvious conclikts were discovered during our interviews within IKEA. These five conflicts 
were discreibed for us by the interviwed persones. Therefore consider we these five as the 
most obvious.  

We did focus on co-operation conflicts that we discovered in our case study. The theory 
helped us getting a greater knowledge of how and why co-operation problems arise. The 
theory that we used in our frame of reference attaches to the conceptions that we made our 
purpose and problems from.  

To get a greater knowledge of how to make a purchase did we found a lot of material on 
Internet. We have both studied other essays with purchase as their main subject, but also 
some articles from the Internet, that we collected facts from. When we searched for rele-
vant material, on the Internet, we noticed that we could not find lots of facts about our 
subject. 

We used the city library of Helsingborg, the University library of Lund and the CIL library 
in Ljungby when we searched for relevant literature. Since there have not been any studies 
about our specific subject we found literature about subjects like communication, purchas-
ing, project management, processes and organisations. We combined the most interesting 
parts of each subject in our frame of reference. 

To handle the received information, we needed to demarcation our work to some units at 
IKEA. We still think that the contents is complex, but all the information that is present in 
the essay is relevant for the subject and for our investigation. Because of the organisations 
complexity became our problem, frame of reference, result of our investigation at IKEA 
and the analysis also complex. We consider it necessary to describe the organisationen and 
its complexity to give the reader an example from the reality. 

8 Frame of reference 
In this chapter will we describe the most general concepts, regarding our goal. We will also 
describe relevant concepts, to explain the importance of internal communication. 
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8.1 Co-operation 
Grant (1996) in Berggren, C. and Lindkvist, L. (2001) describe control problems from two 
dimensions, co-ordination problems which are founded in the involved individual’s differ-
ent focus, interests and goals with their work. The other problem, the clear co-ordination 
problem, is about how the individual’s knowledge and efforts can co-ordinate to fill the or-
ganisation's wanted results.    

According to Danermark (2000) few words awaken such feelings of hope, expectations and 
even dissatisfaction such as the word co-operation. The hope is that the organisation 
should be run more efficiently, cheaper and better with co-ordination. 

To the individual co-worker, who is responsible for the co-operation to take place, the 
word can be both positive and negative. 

With the positive goes to learn new things, sharing knowledge and experience with others 
and also seeing the business developing. These are important elements for a continuing 
competence development in a place of work. (Danermark,  2000) 

The negative with co-operation is that it can be experienced as uneasy. Co-operation often 
signifies a radical change of work. When a co-operation process starts, is it hard to imagine 
the finished result, co-operation also takes time. (Danermark,  2000)  

It is not unusual, according to Danermark (2000), that there are differences between power 
and influence among those who should co-operate. The differences can originate in educa-
tion, sex, position, etc. Different education-levels can lead to different ways at looking at 
and explaining a problem, which contributes to different ideas of how the problem should 
be solved. In other words- a conflict has arisen. (Danermark,  2000)  

8.1.1 Co-operation as a process 
Every day we work together with other people without thinking about it. It is a natural part 
of the workday. Our social life is built on working with other people. However, co-
operation means that an individual together with other individuals, often persons with 
other education-levels and different positions together work towards common goals. Co-
operation is therefore “purposefully, goal-oriented actions which perform together with 
others in a clearly defined group where the reference is to define the problem and purpose” 
(Danermark,  2000). All co-operations have an object – you co-operate towards something.  

There are differences and similarities among the different occupational groups that co-
operate within an organisation, so that they together will attain a result. The conclusive dif-
ferences between the involved occupational groups are that each of these is a specialist 
within their own area of work. In an organisation it is more a rule then an exception, says 
Danermark (2000), which competition participates. Different occupational groups have dif-
ferent views on prestige and power. The bigger the differences are, the bigger the probabil-
ity that problems with co-operation arise. (Danermark,  2000)   

It is hard to understand each other if we do not have knowledge about what lays behind 
our way of acting when co-operating- our standpoint control, consciously or uncon-
sciously, how we define problems and also attack them. It is important to try to make the 
disagreement into a resource, through learning from each other and developing. Not to get 
into conflicts concerning whose view is the best. “Successful co-operation is about know-
ing each other's points of view and communicate around them” (Danermark,  2000). 
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In order to communicate with each other, the language is of significance. The different 
groups have to speak the same language. Every occupational group develop their own con-
cept. Since co-operation often means meetings between people who speak different lan-
guages, this is a constant problem. The men are afraid of showing ignorance by asking what 
an unknown word implies. Co-operation problems can arise when someone tries to shut 
out or push down others using the language. (Danermark,  2000)  

Danermark (2000) argues that there often is deficiencies reference management function 
regarding co-operation project. One reason for the indistinct management function can be 
the lack of time, which leads to a question about priority. 

According to Danermark´s experience, the leadership must have an active role during the 
whole process Danermark (2000). Questions always arise which are best handled on a man-
agement level. If the management is absent or passive on these occasions, co-operation 
consequences can arise.   

A co-operation process should, according to Danermark (2000), be seen as a learning proc-
ess, where questions about power, efficiency and emotions have influence. This also has 
consequences for the set goals and evaluating the achievement. (Danermark,  2000) 

8.1.2 Co-operation at different levels 
Co-operations occur in four different levels. The lowest ambition level is made up of occu-
pational groups who call in to give advice and support in a work. A higher level is a struc-
tural way to co-ordinate so they add to each other to reach the best possible result. The 
third type of co-operation consists of clearly defined cases where the co-operating parts 
create a new form of working for a common task. The most ambitious level is when two or 
more businesses work together. (Danermark,  2000) 

8.2 Communication 
According to Håkansson and Wootz (1978) in Gadde and Håkansson (1998) a purchaser’s 
effort consists of two thirds of communication. There are two main categories of informa-
tion connected to a purchase, internal and external communication. Falkheimer (2001) 
opinion is that the internal and external communication floats together. This depends 
among other things on the organisational structure that changes and becomes more flat 
and of network character. With network Falkheimer (2001) means that the organisation 
among other things integrates its supplier. An example can be to integrate the supplier’s in-
ternal network with the organisational network. This way the internal communication will 
be accessible for external interested parties. Falkheimer (2001) says it is wrong to speak 
about internal and external communication. 

8.2.1 Internal communication 
”Internal communication is a transfer of message between people whose relations is dura-
bly structured to reach a defined goal” (Strid, 1999). 

Internal communication Strid (1999) argues is all kinds of messages transporting between 
individuals within an organisation. The message can be either verbal or written. According 
to Strid (1999), there are four different types of internal communication. These four differ-
ent types will be introduced in figure 6 below. 
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Figure 6: Different types of internal communication. Source: Strid (1999) 

Internal communication is necessary for companies and organisations to work. Both the 
sender and the receiver have realized the need of communication, which has lead to higher 
demands of communication (Strid, 1999).   

Information is necessary partly to exercise a decision influence, but also partly to exercise 
self-determination over ones own work. Working process also puts an increased demand of 
the co-workers' knowledge, which demands increased information. Delegation and decen-
tralisation also demands increased communication (Strid, 1999).    

In force of the information channels within companies and organisations, one can distin-
guish between direct and indirect channels. The most common information channels are, 
according to Strid (1999): 

• Direct information channel 
o Supervisor/manager 

The supervisor or manager is the most common information channel. Most of the time, 
the supervisor or manager does not possess education within communication have not 
learned how important communication is, which leads to that they do not understand the 
importance of internal communication. 

o Co-worker 
According to Strid (1999), the co-workers are seen as an information source in two differ-
ent ways. Partly positive, when a co-worker with a special knowledge or experience inter-
prets information from the leadership. Co-workers information can also be seen as nega-
tive when spreading rumours. 

o Place of work or information meetings 
It is hard to gather co-workers to different meetings. Strid (1999) considers information 
meetings are considered as attempts to give information, which leads to a passive listening 
on the part of the co-workers. 

It is important that there is an actual purpose for the meeting. There should also be a need 
for the employees to participate. The meeting must be structured without being too formal, 
and the number of participants should not be bigger then that the participators can make 
their opinion heard (Strid, 1999). 

• Indirect information channels are: 
o Mass media 
o Staff paper 
o Notice board 
o Other internal channels as video and cable-TV 
o New information technology 

(Strid, 1999) 
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8.2.1.1 Intranet 
Intranet is one of the new information technologies. The introduction of intranet has cre-
ated a medium where all information can be kept to let the co-workers themselves look for 
and collect relevant information. 

The intranet has also made it possible for co-workers with different expert knowledge to 
share their information. This has resulted in that the intranet can be seen as a tool, which 
makes the organisation transparent and democratic. All the employees, no matter what po-
sition, get access to the information they need through the intranet. Heide, Johansson and 
Simonsson (2005) says that the information itself does not give knowledge, but it is an im-
portant condition among other things for the organisational learning.  

To get the information published so that all within the organisation understand the con-
tents is difficult.  This can result in that the information will be published in a simplified 
way so it can be interpreted by as many as possible. Dixon (2000) in Heide et al. (2005) 
means that many organisations consider it enough to transfer and store information by a 
medium to move knowledge from one person to another. Simply put, this might lead to 
that the organisations rely too much on the intranet and focus lies on collecting and storing 
information, instead of re-using the knowledge (Heide et al. 2005).    

8.2.1.2 eProcurement 
eProcurement (see chapter 6 Definitions) is the same as intranet as a form of new informa-
tion technology. According to Ilveby, J. and Jerneborg, M. (2002) advantages and disadvan-
tages of eProcurement’s are: 

1. The eMarketplace minimizes the channel fragment towards the supplier market. 
2. The eMarketplace's role is first on the technical level. 
3. The number of transactions is the important thing, not the order value. 
4. The person responsible for purchases needs to put lots of efforts into being able 

to get the ones placing orders to buy products with already signed agreements. 
5. To allow purchases outside agreements is necessary to reach success. 
6. eProcurement can give the highest tangible and visible effects and there is money 

to save.  
7. To succeed, the process ought to stay in focus. 
8. The statistics that the purchase generates is usable for further negotiations. 
9. eProcurement increases the weight of that the obtaining process not longer ought 

to contemplate as a process, without clear divide into both a tactical and an opera-
tive process. 

10. A price decreases at the suppliers render when the purchaser has a personal rela-
tionship with the supplier. 

8.2.2 External communication 
External communication is the communication, which among other things takes place to-
wards the supplier. The extent of external communication depends on the complexity with 
the purchase. What is common for both internal and external communication is that it is 
not possible to generalize all types of purchase, and in that way standardize the routines. 
Depending on the purchases' complexity, different communication channels are used. 
Some purchase can be standardized while others only can be standardized to a certain de-
gree, or is entirely impossible to standardize. (Gadde & Håkansson, 1998)     
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8.2.3 Organisation communication 
The thought within organisations is to create a surplus value, according to Heide et al. 
(2005), to provide different competences that should work towards the same goal, contrib-
utes as a result in a shorter time, than if it were to be done individually. 

According to Heide et al. (2005) organisations are social collectives “where the members 
interact according to some patterns to co-operate their activities and reach collective and 
personal goals”. Heide et al. (2005) view organisations as ”social phenomenon where 
interaction and communication is the base for the business”.  

An organisation consists generally of man, goals, structure, activities and culture. The 
communication is important for the organisation members to accept the organisational 
goals and also translate the goals into action. (Heide et al. 2005) 

Organisation communication is often described as formal and informal meetings between 
different persons within the organisation, thus internal communication. But according to 
Heide et al. (2005) the organisation communication is not only about internal communica-
tion, but also external communication. The new information technology has contributed to 
that virtual organisations and organisation network have been created, which leads to that 
external interested parties, for example consultants, can take part of the organisations in-
ternal communication. (Heide et al. 2005) 

The organisational structure has changed in time, from traditional and bureaucratic to post 
bureaucratic organisations. With a post bureaucratic organisation means an organisation 
that constantly works with changes, learning, delegating, teamwork, etc. (Heide et al. 2005) 

In a post bureaucratic organisation communication is a central and important part. The 
new information technology facilities contribute to that the employees instead of being 
“fed” with information should search for the information themselves, for example on the 
intranet. A clear and working dialogue between the employees is needed in order to suc-
ceed with established and efficient work in a post bureaucratic organisation. (Heide et al. 
2005) 

8.2.4 Management and communication 
There is a strong connection between management and communication. A manager’s daily 
assignments consist of communication 80 % of the working time, Heide et al. (2005). To 
reach the common apprehension regarding norm and values a planned communication ef-
fort is needed The leaders' role has changed gradually as the organisation structure has 
changed, when the organisations have become flat network or project based organisations. 
Many managers still see themselves as an information distributor. But in today’s organisa-
tions the co-workers themselves should search for and interpret the information to make 
decisions. Therefore the manager's most important assignments today are to: 

• Sift and sort – help the co-worker to sort out important information 
• Enable and explain – complex messages about the organisations vision, goal and 

strategies. 
• Initiate and create conditions for a dialogue – the dialogue is important to create an 

opinion about complex messages and in consequence of delegating, participation 
and learning. 
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Figure 7: The base model for communication. Source: Shannon & Weaver (1949) in Falkheimer (2001) 

The above points have leaded to that the leader should lead, inspire and motivate the co-
workers to perform their working assignments and not be a person who make decisions for 
the co-workers. This have lead to that there are completely other demands on the employ-
ees in today’s organisations. Therefore Heide et al. (2005) means that not only talk about 
the communicative leadership, but also about communicative co-workers, which insists on 
that the co-workers are interested of engage themselves. (Heide et al. 2005) 

 

 

 

 

 

Instead of seeing the communication as something a sender conveys to a receiver, the 
communication should instead be seen as something which occurs between two or more 
participators. A lot of what are being out communicated from the management occurs after 
the base model (see figure 7), according to Falkheimer (2001). The thing, which character-
izes the base model, is that, the communication only goes one way, from the sender to the 
receiver. There is no room for interpretation and discussion with the sender. Falkheimer 
(2001), considers that the communication instead should go through the participator model 
(see figure 8). (Falkheimer, 2001) 

The characteristic for the participator model is that instead of a sender and a receiver in the 
communication, there are participators. The participator discusses and interprets the in-
formation to reach a common apprehension of the message, irrespective of the person be-
ing a sender or receiver. Falkheimer (2001) means that the dialogue is an important factor 
of success for modern organisations to create a common apprehension of the communica-
tion. It is important to understand that the result of the communication message is not 
reached if the receiver cannot interpret the communication contents in the same way as the 
sender. (Falkheimer, 2001)  

                     

Figure 8: The participator model. Source: Our own interpret of Falkheimer (2001) 

8.2.4.1 Subculture creates problem in organisations 
When the communication between the different units does not work, it can in big organisa-
tions depend on the fact that the co-worker finds it difficult to identify themselves with 
persons from other parts of the organisation. Subcultures are created where groups have 

Information Sender Receiver Destina-

Interference
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their own norms, meanings and values. When different subcultures meet, it takes time to 
create a common opinion created view on problem and how these problems should be 
solved. Also differences in power and status create impediments for communication, and 
the leader’s assignment is therefore to create a secure climate of communication and to en-
courage discussions. (Heide et al. 2005)  

8.2.5 Three different types of communication 
In Heide et al. (2005) there are three different types of communication, they are: 

• Planned communication 
Internal communication is planned because the communication should be as effective as 
possible. The planning can be regarded that organisations position to what, when and how 
something should be communicated. But also through whom the communication should 
go to make the message as effective as possible. It is nevertheless important not to confuse 
the planned and strategic communication. The strategic communication is about to inform 
instead of communicate. 

• Personal communication 
It is possible to give the co-worker information in the shape of planned information. But to 
get assignments about example changes where, when, how and why, a personal contact is 
often necessary to succeed. In personal communication is it easier to create content for the 
change. 

• Symbolic communication  
The planned and personal communication only makes up for a little piece of the communi-
cation within the entire organisation. It is important to arouse attention through actions 
and occurrence. In that way a co-worker can for example put the change in relation to the 
connection and get a better understanding of how the change should be done. (Heide et al. 
2005) 

8.2.6 The communications co-coordinative role in the purchase network 
“The integration function is the communication form which focuses on co-ordinating of 
assignment, work allowance, group co-ordinating or to get members to work towards the 
same goal”, Heide et al. (2005).    

The co-coordinative role of communication is described by Gadde and Håkansson (1998) 
as “the co-coordinative role should together establish the different activities in the net-
work”. 

The authors mean that it is important to know in which order the different moment should 
be done. To succeed is it necessary to together establish and structure the different mo-
ments in the purchasing process. (Gadde & Håkansson, 1998) 

A good co-ordination can lead to that the resources can be used in a more efficient way.  In 
organisations with a strong degree of specialization the co-coordinative role is especially 
important. In these organisations, the need for information is complicated both regarding 
the purpose with the communication and on the character of what the communication 
should involve. (Gadde & Håkansson, 1998) 
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8.3 Strategy, goal and vision 
A vision is built up by different goals, these goals are constructed after a number of strate-
gies (se figure 9), according to Heide et al. (2005). The goal is something measurable and 
important to reach, while the vision principal assignment is to engage and motivate the 
employees through something to struggle for.  

The goal is a central part of the organisation, and there are goals with different characters, 
depending on which organisational level the goals are made. Goals that are made “high” up 
in the organisation are called strategic goal and cover many years. The strategic goals are 
usually generally shaped. To become more specified, they are being transformed to con-
crete goals for the parties within the organisation which should act so the strategic goals 
will be filled. (Heide et al. 2005)  

                                   

Figure 9: The relation between vision, goal and strategy. Source: Heide et al. (2005) 

To be successful in conveying an organisation's vision, goal and strategies, Heide et al. 
(2005) consider the confidence of the leader and the solidarity with the co-worker impor-
tant. 

In Heide et al. (2005) Johansson (2003) and Simonsson (2002) says the companies’ com-
munications competence is not enough. They argue that the organisation members have a 
hard time taking to the changes, when the communication about how the change should be 
done is defective. The problem consider Fairhult, Jorgan and Neuwirth (1997) in Heide et 
al. (2005) depends on that the leaders and key persons do not get any training in 
communication, they do not know how they should act during ordinary conversations to 
reach the strategy.      

Simonsson (2002) considers in Heide et al. (2005) that “in a big organisation it is hard for 
the leaders on a higher level to get enough knowledge about the co-workers day.” There-
fore it is relevant that the leaders are out in the activity and personally communicate the 
messages to the organisation members. Then they also got feed back from what the co-
workers find difficult. (Heide et al. 2005) 

8.3.1 How the leaders should reach out with their messages 
Heide et al. (2005) gives four pieces of advice about how a leader should reach out with the 
vision, goal or strategy within an organisation: 
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• Leaders need education in communication. 
• Take a receiver perspective, or let the co-workers themselves identify their informa-

tion needs. Use the competence of the co-worker and let them state how they want 
to work to reach the management’s visions, goals and strategies. 

• Do not let the visions, goals and strategies become “empty rhetoric”. It is impor-
tant to follow on the messages to see what can be better in the future. 

• The strategy must be discussed and translated to the individual organisation mem-
bers’ workday, to become reached.   

8.4 Conflicts  
According to Ahrenfelt and Berner (2003) conflicts can be grouped by different perspec-
tives. A coarse group is open and hidden conflicts, also known and unknown conflicts. 

A hidden conflict creates a bigger problem and more costs than what an open conflict 
does. A hidden conflict is not acknowledged in the working place, even if all know about it. 
An open conflict is instead known even if it not is accepted. (Ahrenfelt & Berner, 2003)  

In organisations there co-workers have a defective communication, hidden conflicts will 
arise. An unknown conflict is in our unknown and can among other things be created after 
a change. Conflicts can also arise with stress, misunderstanding and power conflicts. When 
conflicts become obvious, between co-operative groups, it depends on that the routines 
that should control the contact and teamwork not have been thoroughly worked through. 
(Ahrenfelt & Berner, 2003) 

8.4.1 Conflicts based on stress and misunderstanding 
It is easy for a misunderstanding to arise in a situation if there not is any contact between 
the involved. The lack of time could be a contribution factor for that no contact is taken 
during the purchasing process.  “Negative stress can cause misunderstanding which leads 
to conflicts”, which leads to that stress disturb the communication between people”. 
(Ahrenfelt & Berner, 2003) 

Another conflict, which is connected to the lack of time, is when one group contact the 
other group more when they have much to do. The contact feels as a stress and not as an 
opportunity. This creates a we against them condition. (Ahrenfelt & Berner, 2003) 

Stress can also arise because of external factors. The world around us continuously creates 
new conflicts on all levels within an organisation when “the own business is influenced by 
the world around and the world around influences the own business in a constant ensem-
ble”. Some examples on external factors that can lead to stress can be the state of the mar-
ket and mass media (Ahrenfelt & Berner, 2003). During a boom stress and conflicts can be 
about the high working speed, which has to be kept and also how much work every indi-
vidual have. During a depression, with possible notices, stress and conflicts about inner 
worry and insecurity arise. Mass media can create stress within a company by noticing a 
business action or product. This leads to that the co-workers within the company devote  
time to discuss and handle the attention. (Ahrenfelt & Berner, 2003)  

Even Heide et al. (2005) considers that problem with stress can be due to the deficient 
communication regarding the change process. During changes the demand on internal 
communication becomes much bigger. (Heide et al. 2005) 
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8.4.2 Conflicts arisen from power conflicts 
Power is a common source of conflicts. “Power is to know how to influence a condition or 
stage”. Known or unknown the men fight for getting power in their own day, which influ-
ence their own situation. (Ahrenfelt & Berner, 2003) 

“All work of changing is not about a perspective about power distribution” Ahrenfelt and 
Berner (2003). Of a changing work, the power is changed within the organisation. This can 
lead to that all possible conflicts arise. This in part can lead to the co-workers devoting 
more time and energy to power conflicts instead of working. Conflicts make co-operation 
not work. (Ahrenfelt & Berner, 2003) 

When an organisation does not work, is it not necessary the hierarch structure that is 
wrong, according to Ahrenfelt and Berner (2003). It can be the way of exercising the 
power, which has been bad. For example, if responsibility is delegated, should also the au-
thorities and the power that is needed be delegated. Otherwise it is no delegating, which 
leads to a power conflict between different central and local levels. (Ahrenfelt & Berner, 
2003) 

During the later years when an organisation only changes the structure, for example mak-
ing it flat, actual change will occur if the power distribution is not changed. 

It is important to not underrate the time factor when a change is made. If a structure 
changes, a change process will be followed, this has to go through thoroughly. Otherwise 
will conflicts will arise, which can influence the results. (Ahrenfelt & Berner, 2003) 

8.4.3 Favourable conflicts in the interplay 
To develop the new supplier relations there are many according to Gadde and Håkansson 
(1998) who presuppose that conflicts have to be eliminated. This is a misunderstanding, 
considers Gadde and Håkansson (1998). Conflicts are important for an efficient connec-
tion, in the same way as the interplay. This is illustrated in the figure below. 

                             

Figure 10: The connection between different combinations of interplay and conflict. Source: Gadde & 
Håkansson (1998) 

As long as the involved parties are independent and do not have identical purposes, there 
will be conflicts. 

The communication process is maybe the most important function according to Kauf-
mann, G. and Kaufmann A. (2005). This because of that the communication process 
”strengthens the social interplay and co-operation between the different groups and de-
partments in the organisation”. (Kaufmann, G. & Kaufmann A. 2005) 
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8.5 Purchase 
Purchasing strategies proceed from two different philosophies, the classical purchasing phi-
losophy (transaction and competitor concentrated) and the modern purchasing philosophy 
(relation and co-operative concentrated). The differences between the different philoso-
phies are shown in the table below. 

Table 1: That which define and separate the different purchase philosophies. Source: Axelsson (1998) 

”The Classical philosophy”  ”The Modern philosophy” 

Many alternative suppliers (at least three)  Few, one (or two alternative) suppliers 

Utilize the competition between the suppliers  
Utilize the co-operating possibilities with the sup-
pliers 

In the short term – every business is a new decision 
opportunity  

In the long term – problem are being solved within 
the relation 

8.5.1 What is an efficient purchase? 
According to Axelsson (1998) the conditions for an efficient purchase is that the purchases 
fulfil two conditions. The first condition is that “the resources that have been staked within 
the purchase function should give (at least) the same value in return as the costs for the ac-
complishment” (Axelsson,  1998). This can be expressed in the formula in figure 11. 

 

Figure 11: Base condition for an efficient purchase. Source: Axelsson (1998) 

The second condition became essential when the company has several interesting liner in 
the area to choose among, and also that the resources are limited. Here must the condition 
be stated as “the staking within the purchase must generate a big as the value which the 
smallest value creating alternative which have been considered” (Axelsson,  1998). Analo-
gous with the first condition formula can this be stated as in figure 12. 

 

Figure 12: Complete conditions for the efficient of a purchase. Source: Axelsson (1998) 

The two above conditions can be seen as a starting-point for what the investments within 
the purchase can give back in return, with other words the return of investment (ROI) (see 
chapter 6 Definitions). (Axelsson,  1998) 

8.5.2 The best buy is not the same thing as the lowest price 
Gadde and Håkansson (1998) describes the price as a little part of the total costs for a 
product. They compare the purchasing costs with an iceberg (se figure 13) where the com-
panies can make the mistake by only looking at the product price.  
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Figure 13: A products costs, illustrated as an iceberg. Source: Avery (1996:45) in Gadde & Håkansson (1998) 

Under the surface (see figure 13) exist a lot of influence factors, which are easy to forget. 
These factors can be: maintenance, education, installation, the life cycle and administrative 
costs. (Gadde & Håkansson, 1998) 

If the purchasing costs are 100, consider Gadde and Håkansson (1998) that the indirect 
costs 2,5 times bigger. With these wants the authors elucidate the weight of being con-
scious about the surrounding factors, which can affect the purchasing cost. 

The cost for handling the purchase orders for indirect material states up to 20 dollars by 
order, according to Gadde and Håkansson (1998). This strengthens the advantages with a 
close supplier co-operation regarding the total cost, and then among other things the ad-
ministrative handling can become more effective. (Gadde & Håkansson, 1998) 

8.5.3 Centralized purchase 
Indirect material describes Simchi-Levi, D., Kaminsky and Simchi-Levi, E. (2003) as, ”indi-
rect materials are often referred to as maintenance, repair, and operations (MRO) and in-
clude components that are not part of the finished product or the manufacturing process 
but are essential for the Business”.  

According to Falkenberg, O. and Nilsson, J. (2005), the organisations often seen indirect 
material as ”non critical”. Falkenberg, O. and Nilsson, J. (2005) considers that ”companies 
can benefit considerably from centralising purchasing of indirect material”.  

Larger organisations have realized the advantages of centralizing their purchase, to take ad-
vantages of the economies of scale. With focus on the centralized purchase of manufactur-
ing material, is the centralized purchase of indirect material overlooked. (Falkenberg, O. & 
Nilsson, J. 2005) 

With a centralized purchasing department, can the purchaser be more specialized on the 
purchase. They also receive knowledge about the different suppliers, which affect the or-
ganisation. A central purchase department founds it hard, to keep the contact with all de 
departments that should use the purchased products. (Gadde & Håkansson, 1998) 

If the organisation had a decentralized purchase, is it easier to keep the internal contact 
with the user. A decentralise purchasing organisation also gives a better relation with few 
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suppliers, which every part of the organisation handles. A decentralizing led to a worse ex-
ternal view. (Gadde & Håkansson, 1998) 

The largest disadvantage with a centralized purchasing process is, according to Gadde and 
Håkansson (1998), that the internal communication is being affected. A “we” against 
“them” feeling are created between the persons in the production and the person in the 
purchasing departments. The purchases become a special function and not an integrated 
part of the business. (Gadde & Håkansson, 1998) 

To use the advantages with a centralized purchasing department, must the entire organisa-
tion be managed centrally. It is harder for an organisation to utilize the advantaged, which a 
centralized purchase brings, where the knowledge level differs between the different de-
partments. To succeed insists an internal and efficiently communicating network, where the 
co-workers knowledge can be mediated. Therefore affects the way of working of the or-
ganisations construction for how the communication occurs internal. (Gadde & Håkans-
son, 1998) 

Within a centralized purchasing department, the responsibilities areas often distributes after 
the product areas, for example purchase of: raw material, semi manufactured articles, indi-
rect material etc. Within the different product areas is it usual with a distribution of the re-
sponsibility after the specific products. The need of communication differs between the 
different purchasing areas. With this considers Gadde and Håkansson (1998) that it is not 
possible to generalize the communication way, instead has the communication been ad-
justed after the product type. This will be illustrated in table 2. 

Table 2: Contact profiles for the purchaser of different products. Source: Håkansson & Wootz, B. (1975) in 
Gadde & Håkansson (1998)  

  
Purchaser or 
raw material 

Purchaser of two different 
components 

Purchaser of equip-
ment 

  I II III IV 

Internal contact with the user 9 17 21 42 

Contact with the supplier 56 22 22 13 

Contacts within the purchasing 
departments 16 12 10 9 

Other purchasing activities 
which not signifies any contacts 19 49 47 36 

Total 100% 100% 100% 100% 

 

Before some result can be achieved from the new purchasing strategy, the purchasing 
strategies and policies needs to be matched with the organisation strategies. Plan of actions 
also have to be worked through and mediated internal before a satisfied result can be 
reached. The organisation has to understand the importance of mediating their purchasing 
strategies and policies internal within the company (Van Weele, A. J. 2003). 
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8.6 Summary of the frame of reference 
Larger organisations have understood the importance of centralizing their purchase, to use 
the economies of scales. (Falkenberg, O. & Nilsson, J. 2005)  

To use the advantages with a centralized purchasing department, the entire organisation 
has to be managed centrally. It is harder for an organisation there the knowledge levels dif-
fers between the different areas, to utilize the advantages, which a centralizing of the pur-
chase brings. (Gadde & Håkansson, 1998) 

Within a central purchase department is the responsibility often spread over the product 
area, for example: raw material, semi manufactured article, indirect material etc. Within the 
different product areas is it usual with a distribution of the responsibility for the specific 
products (Gadde and Håkansson 1998). The need of communication differs between the 
different purchasing areas. Purchase of indirect material is the purchase that needs most in-
ternal communication, according to Håkansson and Wootz, B. (1975) in Gadde and 
Håkansson (1998).  

Håkansson and Wootz, B. (1978) in Gadde and Håkansson (1998) also says that a pur-
chaser’s effort consists of two thirds of communication. There are two mainly categories of 
information in relation to a purchase, internal and external communication.     

As internal communication, counts Strid (1999) all the types of message mediation between 
individuals within an organisation. The message can be either verbal or written. 

A lot of the communication between the units, in an organisation with a central purchase 
department, occurs by e-mail. The different units also use the intranet to keep their co-
operating units updated. (Heide et al. 2005)  

An organisation generally consists; humans, goals, structures, activities and cultures. To ac-
cept the goals is the communication important to all members of the organisation, and also 
to implement the goals into action. (Heide et al. 2005)  

The organisational communication often describes as formal and informal meetings be-
tween different persons within the organisation, in other words internal communication. 
According to Heide et al. (2005) the organisational communication is not only about the in-
ternal communication, it is also about the external communication. The new information 
technology has contributed to that virtual organisations, and also created organisational 
networks, which leads to that external interested parties, for example consultants, can take 
part of the organisations internal communication. (Heide et al. 2005) 

When some kind of communication takes place, will also conflicts arise. These can be 
group into open and hidden, and also known and unknown conflicts. In organisations 
there co-workers have an insufficient communication, arose hidden conflicts. An unknown 
conflict exists in our unconscious and can arise after a change. Conflicts can also arise be-
cause of stress, misunderstanding and power conflicts. When conflicts became known, be-
tween co-operative groups, could it depend on insufficient routines that should control the 
contact and co-operating. (Ahrenfelt & Berner 2003) 

Power is a usual conflict source. “Power is to influence a condition or a period”. Known or 
unknown people fights for power in their daily work to influence their own situation 
(Ahrenfelt & Berner, 2003). With a new way of working can the power be changed within 
an organisation, which leads to that many conflicts can arise. This could lead to that the co-
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workers spend more time and energy on the power conflict instead of working. (Ahrenfelt 
& Berner, 2003) 

9 Questions of investigation 
We want to describe how co-operation could contribute to a more efficient and cost saving 
purchasing process. To elucidate our problem and purpose, have our focus been on the 
conceptions co-operation and communication during the purchasing process of indirect 
material in organisations with a central purchasing division. To be able to answer main 
problem, the importance of co-operation and communication during the purchasing proc-
ess of indirect material, have we divided the problem into sub questions. This sub ques-
tions are: 

• How do the different IKEA-units look at the purchasing process? 

• How does the communication flow against the suppliers work today? 

• Which are the most obvious conflicts in the purchasing process? 

• How do the employees interpret and react to the information that the management 
communicate? 

o How important is the communication about the concept of IMS ITP? 

10 Result of our investigation at IKEA  
To been able to answer our questions of investigation did we make an investigation of how 
the different units think about the purchasing process from their perspective (see chapter 
10.1). 

How the communication been handled against suppliers will be described in chapter 10.2 

The most apparent conflicts will be presented in chapter 10.3 and other conflicts that were 
discovered during the investigation will be described in table 3. 

How the employees interpret the information that is communicated will be handled in 
chapter 10.4 and how important is the communication about the concept of IMS ITP will 
be described in chapter 10.4.1.  

10.1 How do the different IKEA-units look at the purchasing 
process? 
In this chapter will the result from our interviews that refers to how the different units look 
at the purchasing process be described.  

The purchasing process starts with an idea from U O (see chapter 10.1.1) through IT (see 
chapter 10.1.2) to IMS ITP and the actual purchase (see chapter 10.1.3). In every chapter 
there an IKEA-unit describes their own view of the process, does U O correspond to pur-
ple circles (see figure 14, 15 and 16). IT corresponds to light green circles, and the ap-
pointed project group will correspond to dark green circles and IMS ITP as yellow circles.  
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10.1.1 The purchasing process from U O´s point of view 
It could essentially be anyone that comes up with an idea or suggestion to improvements of 
the organisations daily work. The main actors that bring new ideas to U O (see figure 14) 
are customers, users, co-workers, process owners and IoS, IKEA of Sweden.  

The process owner or U O will decide if a decision should be further handled or not. The 
process owner or U O examinees the suggestions by two criterions:  

1 – Payoff / benefit – which profits or use can the new innovation bring to IKEA. 

2 – Legal demands – one example could be how the solution or product is handled 
globally, without any legal problems.  

A handover is made in the third step (see figure 14) between U O and IT. In this handover 
gives U O IT a description of what the new solution or products should solve, not how 
they should solve the problem. IT makes a preliminary study there they see if they should 
develop a solution by their own, or buy a solution from a supplier. (Personal Communica-
tion, Process Owner, 2005-09-07) 

When the preliminary study is finished, a handover is made between IT and the process 
owner. In this step do the process owners make a Return Of Investment-analyse (ROI). 
The process owner decides if they should continue to develop or purchase the product, 
with support from the ROI. If the process owner has the opinion that the solution is worth 
to invest in, does the solution been prioritized in a priority-list, with other projects that are 
in progress at IT. (Personal Communication, Process Owner, 2005-09-07) 

IMS ITP been involved in step number eight (see figure 14). Both IMS ITP and IT investi-
gate the market for both internal and external suppliers. After that are different suppliers 
invited to IMS ITP to talk about IKEA´s demands and goals with the product. This is the 
first step of the negotiation. IMS ITP suggests one or few appropriate supplier to the proc-
ess owner. It is always the process owner who makes the final decision if the purchase 
should go through or not. (Personal Communication, Process Owner, 2005-09-07)  

 

10.1.2 The purchasing process from IT´s point of view  
When U O decides that there is a need of a product in the business operation, does U O 
contact IT Business Development (IT BD) (see figure 15). IT BD re-create U O´s func-
tionally demands on the product, to a specification of requirements about which solution 
IT will deliver (Personal communication, Department Manager IKEA IT, 2005-10-11).  

Figure 14: The purchasing process according to U O. Source: Our own picture and personal communication, Process Owner, 2005-09-07
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The specification of requirements both contains functionally1 and non-functionally2 de-
mands. A decision if they should proceed with the solution is made when the specification 
of requirements is done. If they should proceed with the solution do they start a project. A 
project manager from IT Information Systems (IT IS) (see figure 15). The assigned project 
manager receives the specification of requirements and the project directive from IT BD. 
The project directive describes the background, why IKEA decides to start the project and 
the project idea. The project directive also gives the project manager a budget to proceed 
with a project preliminary study. (Personal communication, Product Area Manager IKEA 
IT, 2005-09-14, Business Service Responsible, IKEA IT, 2005-09-20, Project Manager, 
IKEA IT, 2005-09-23 and Department Manager IKEA IT, 2005-10-11.) 

IT IS decides how IT should work to achieve the demands (see figure 3). If they decide to 
purchase something from an external company, it is IT IS who compares the specification 
of requirements with the products.  

 

The project manager creates a more detailed specification of requirements and a budget 
from the project directive and the specification of requirements. In this well-defined speci-
fication of requirements has the project manager also described which resources he/she 
will need. This corresponds to Decision point (DP) 1-3 (see chapter 6 Definitions) in 
IKEA´s project steering model (PPS) (see chapter 6 Definitions). A steering group must 
approve every DP to be able to proceed to the next DP. When the steering group has ap-
proved the preliminary study, DP 3, starts the accomplishment, DP 4-6 (see chapter 6 
Definitions) of the project and the project closure occur in DP 7 and 8 (see chapter 6 
Definitions). (Personal communication, Product Area Manager IKEA IT, 2005-09-14, 
Business Service Responsible, IKEA IT, 2005-09-20, Project Manager, IKEA IT, 2005-09-
23 and Department Manager IKEA IT, 2005-10-11.)  

                                                 
1 Demands for what the product shall handle. 

2 Demands that do not affect the actual product, Non-functional demands affect factors like performance 
and legal demands. 

Figure 15: The purchasing process according to IT. Source: Our own picture and personal communication, Product 
Area Manager, IKEA IT, 2005-09-14, Business Service Responsible, IKEA IT, 2005-09-20 and Project Manager, 
IKEA IT,  2005-09-23 
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The project manager already knows if they need to purchase something with help from 
IMS ITP in the preliminary study. IT IS contacts IMS ITP when they have found a number 
of suitable suppliers that fulfil the demands. If a project only chooses one product or sup-
plier is it difficult for IMS ITP to handle the purchase as they wish (see chapter 10.2). (Per-
sonal communication, Product Area Manager IKEA IT, 2005-09-14, Business Service Re-
sponsible, IKEA IT, 2005-09-20, Project Manager, IKEA IT, 2005-09-23 and Department 
Manager IKEA IT, 2005-10-11.) 

10.1.3 The purchasing process from IMS ITP´s point of view  
IMS ITP received a need for a purchase from: 

• IT BD – Contacts IMS ITP when an IT-related product needs to be purchased. 

• U O – Contacts IMS ITP when they need products which not are IT-related. 

• IMS and IMS ITP– When IMS or IMS ITP needs to purchase something to them 
self. 

 
Needs that arrives to IMS ITP are inspected, to see if they will meet IKEA´s policies and 
rules (see figure 16 step 2). If the purchases offend against any rule or policy will IMS ITP 
not go through with the purchase. If the purchase seems to be relevant but IMS ITP does 
not have any recourse that can handle the purchase, the ITP Council3 has to decide which 
priority it will have. (Personal communication, Category Manager, IMS ITP, 2005-09-22) 
 
If IMS ITP has available recourses for a need that not offend against IKEA´s rules or poli-
cies, should the need be prioritized in IMS ITP´s priority-list. IMS ITP follows the ongoing 
business plan, which is based on the priority-list. ITP Council and some other interest 
groups have some affect of how the different project is prioritized. (Personal communica-
tion, Category Manager, IMS ITP, 2005-09-22) 

 

Figure 16: The purchasing process from IMS ITP´s point of view. Source: Our own picture interprets from 
personal communication with, Category Manager, IMS ITP, 2005-09-22 

                                                 
3 ITP Council decides what IMS ITP should invest in and if more resources will be needed. 
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IMS ITP´s own main purpose are to purchase products, there they could make the largest 
cost reduces. When IMS ITP do not considers that a purchase will bring any particularly 
cost savings (see Not ITP in figure 16), they delegate the purchase to IT and apply to a 
guideline, which give advice of how to make a purchase. (Personal communication, Cate-
gory Manager, IMS ITP, 2005-09-22) 

IMS ITP´s purchasing process is divided into six steps. These steps are: 

1. Initiation & Project Preparation 
When IMS ITP communicated with U O and IT do they create a preliminary study with 
three different aspects: 

 - How do IKEA want the solution to work? Users from different countries been involved 
to get their answers to the question. This creates a global perspective for the solution.  
- Which dependencies have the solution to other products at IKEA?  
- Which are the product demands, both functionally and non-functionally?  
 
A suitable supplier will be evaluated from this criteria’s. IKEA wants an open specification 
of requirements that is not too detailed at this stage. If it is too detailed, will some suppliers 
be excluded, even if they have a solution to IKEA´s problem. (Personal communication, 
Purchase Process Manager, IMS, 2005-08-25 and Purchaser, IMS ITP, 2005-09-26)  
  

2. Internal & External Mapping 
If it is possible to us another agreement that IKEA already have with a supplier will they 
use that. But if there not is any agreement, will IMS ITP accomplish a global market analy-
sis, to see which suppliers those are suitable. IMS ITP does sometimes use a supporting 
units, both internal and external, to evaluate the market. 

When the evaluation of the market is done, does IMS ITP go through earlier agreement to 
find out what could be improved in a new agreement. (Personal communication, Purchase 
Process Manager, IMS, 2005-08-25 and Purchaser, IMS ITP, 2005-09-26) 
 

3. RFI/RFQ Process & Supplier Pre-selection  

When the suppliers been evaluated from the criteria’s (from step one see figure 16) sends 
IMS IPT out an RFI (see chapter 6 Definitions), to approximately ten chosen suppliers. Of 
the received answers from the RFI will IMS ITP choose two or three suppliers that they 
think are the most suitable. 

Those suppliers are invited to a workshop there everyone in the project group participates, 
(see circle 3 in figure 16). The different supplier shows their product in different scenarios. 
From these demonstrations writes IMS ITP a RFP (see chapter 6 Definitions), which is a 
more detailed specification of requirements of what IKEA wants to purchase. IKEA 
knows more specific what their needs are and what it will cost in this phase. (Personal 
communication, Purchase Process Manager, IMS, 2005-08-25 and Purchaser, IMS ITP, 
2005-09-26) 
 

4. Negotiation & Final Selection  

During the actually negotiation, IMS ITP prefers to negotiate with two suppliers. This to 
be able to compare different prices for different parts of the solution. Which supplier 
IKEA choose, decides by the steering-group. (Personal communication, Purchase Process 
Manager, IMS, 2005-08-25 and Purchaser, IMS ITP, 2005-09-26) 
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5. Contract Implementation & Administration 
6. Contract Follow Up & Supplier Monitoring 

(Personal communication, Purchase Process Manager, IMS, 2005-08-25 and Purchaser, 
IMS ITP, 2005-09-26) 

10.2 How does the communication flow against the suppliers 
work today? 
In figure 17 will today’s communication channels between IKEA and the supplier will be 
shown. Each unit has their own reason to contact the supplier, these reasons are presented 
under 10.2.1, 10.2.2 and 10.2.3. 

 

Figure 17: Communicating flow of how the different units communicate with the supplier. Source: Our own 
picture. 

IMS wants to keep the only contact with the supplier and would like the organisation to co-
operative as the figure 18 is illustrates before IMS contacts the supplier. (Personal commu-
nication, Purchase Process Manager, IMS, 2005-08-25 and Purchaser, IMS ITP, 2005-09-
26)  

 

Figure 18: How IMS ITP wants the co-operation and communication to work with the suppliers during a 
purchase. Source: Our own picture. 

10.2.1 IMS – Supplier 
All contacts with a supplier should today be handled by IMS ITP. It is important that IMS 
ITP communicate this information to other IKEA-units and describe their purpose of why 
they act as they do. 

Due to lack of time could not IMS ITP handle all needs that surround a purchase. One rea-
son could be that IMS ITP is in an implementation phase and need to close the ongoing 
purchases. (Personal communication, Purchase Process Manager, IMS, 2005-08-25, Cate-
gory Manager, IMS ITP, 2005-09-22, Purchaser, IMS ITP, 2005-09-22 and Purchaser, IMS 
ITP, 2005-09-26) 
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When IMS ITP starts to negotiate about a certain product, is it important that IT not has 
chosen a supplier. This leads to a minimizing of IMS ITP´s negotiation advantages there 
they could play different suppliers against each other. IT can investigate the market, but not 
make any contacts with the supplier. 

IMS ITP has purchase as their main assignment, and therefore also the best knowledge of 
how to do a purchase. When IMS ITP has the best knowledge to negotiate the best price, is 
it an advantage to let IMS ITP perform the purchase. IKEA uses their recourses in the 
most efficient way. (Personal communication, Purchase Process Manager, IMS, 2005-08-
25, Category Manager, IMS ITP, 2005-09-22, Purchaser, IMS ITP, 2005-09-22 and Pur-
chaser, IMS ITP, 2005-09-26) 

IMS ITP has also the best knowledge of what products IKEA already have purchased. If 
IMS ITP handles the purchase will IKEA minimize the risk to have more than one supplier 
for one product. IMS ITP could also use the economies of scale if more than one project 
needs the same kind of product, by make a common purchase for these products. Shorter 
lead-times on a purchase will be the result when IMS ITP gets a greater expert knowledge 
of the products they purchase. IMS ITP does not need to contact the other IKEA-units as 
frequently, when they know more about the product. (Personal communication, Purchase 
Process Manager, IMS, 2005-08-25, Category Manager, IMS ITP, 2005-09-22, Purchaser, 
IMS ITP, 2005-09-22 and Purchaser, IMS ITP, 2005-09-26) 

10.2.1.1 Purchasing portal 
IMS has invested in a new purchasing portal4, which will rationalize IKEA´s purchases of 
indirect material. One of IKEA´s non-functional demand is that their suppliers should 
have a homepage there the employees can buy products from the supplier. When a supplier 
and IKEA come to an agreement, the supplier has to create an IKEA specific homepage. 
The supplier’s IKEA-specific homepage does only contain the products that the supplier 
has an agreement on with IKEA. (Personal communication, Purchaser, IMS ITP, 2005-09-
22)  

At IMS purchasing portal are links to all the suppliers IKEA-specific pages. This makes it 
possible for an IKEA-employee to purchase a product from a supplier themselves, without 
contact IMS. Another advantage with the IMS purchasing portal is that it is possible to get 
statistics of the purchases, when ever IMS needs that. This makes it very easy to control if 
the IKEA-units buy more or less products then IMS has an agreement on with the sup-
plier. (Personal communication, Purchaser, IMS ITP, 2005-09-22) 

10.2.2 IT – Supplier 
Before IMS ITP existed was all IT-related purchases handled by IT. IT wants to be in-
volved in the decision of which product that should be purchased, since IT has the best 
knowledge of the products. 

The project manager together with U O develops the specification of requirements which 
IMS ITP uses when they make a purchase. There is a risk that the specification of require-

                                                 
4 When this essay was written, had not IMS ITP implemented their purchasing portal yet, which leads to that 

their opinions are asumtions. 
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ments been to detailed, which leads to a conflict (see chapter 10.2.4 and 13.4.1). (Personal 
communication, Product Area Manager IKEA IT, 2005-09-14) 

Today when IMS ITP has a lack of resources, results that in that IT is delegated the re-
sponsibility for some of IMS ITP´s assignments. This creates a double message, when IT 
should contact a supplier at one purchase but not in another (see chapter 10.3.3 and table 
4). (Personal communication, Product Area Manager IKEA IT, 2005-09-14) 

When IT handles a purchase could it lead to that the purchase does not follow the way 
IKEA wants. IT has not the best knowledge of how to perform a purchase, which could 
result in that some important clauses will be forgotten. (Personal communication, Product 
Area Manager IKEA IT, 2005-09-14) 

IT thinks that they do not receive as much feedback from IMS ITP as they wants, for ex-
ample how the negotiation proceeds during the purchase. IT considers it critical that they 
not received enough feedback from IMS ITP. IMS ITP has no deeper product knowledge 
today, which can lead to an optimized purchase. (Personal communication, Product Area 
Manager IKEA IT, 2005-09-14) 

10.2.3 U O – Supplier 
Before IMS ITP existed was all purchases handled by U O and IT. Today do they not want 
to give up the contacts they have made with their suppliers, causes a conflict. 

One way to remain high product knowledge, is to keep the contact with the suppliers.  
Then will U O still be able to decide what should be purchased, to make the business more 
efficient. 

One disadvantage to give U O and IT the option to contact suppliers is that they could be 
blinded by one supplier’s product. This could lead to a disadvantage position in the nego-
tiation. IT and U O do not have purchases as their main assignment, which also could be 
another disadvantage for IKEA. U O´s main focus should be to find the demands in the 
business and not how to solve them. (Personal communication, Process owner, 2005-09-
07) 

10.2.4 Specification of requirements 
Even if we chose to demarcate us towards the specification of requirements and its com-
plexity of problems, will we shortly indicate on the existing conflict. IMS ITP thinks that 
the specification of requirements is far to detailed, this leads to that IMS ITP not can play 
off the different suppliers against each other. Because they will be out-sorted with the de-
tailed specification of requirements, before any negotiation has started. In most of the cases 
does IMS ITP need a communication with one or more suppliers, to been able to create a 
detailed specification of requirements. (Personal communication, Purchase Process Man-
ager, IMS, 2005-08-27) 

10.3 Which are the most obvious conflicts in the purchasing 
process? 
In this part will the most apparent co-operationally problems in the purchasing process are 
described. The other, miner apparent, problems we found during our investigation will be 
described in Other conflicts (see chapter 10.3.6). 



 

 32

10.3.1 Who should contact the supplier?  
U O and IT consider IMS ITP to be a bottleneck during a purchase. IMS ITP is not fast 
enough when they should make a purchase according to people we interviewed at U O and 
IT.  IMS ITP means that they been involved in the purchasing process far too late and that 
the IMS ITP-unit is recently started. (Personal communication, Project Manager, IKEA IT, 
2005-09-23, Process Owner, 2005-09-07, Product Area Manager IKEA IT, 2005-09-14, 
Business Service Responsible, IKEA IT, 2005-09-20, Category Manager, IMS ITP, 2005-
09-22 and Purchaser, IMS ITP, 2005-09-22) 

IMS ITP wants to make the first contact with a supplier to optimize the negotiation phase 
as much as possible for IKEA. When the different IKEA-units wants to contact the sup-
plier in different phases, will it contributes to not make the purchase as optimized as possi-
ble. U O estimate that they needs keep them self upgraded whit which products that the 
market has to offer, to bring new solution to the business. IT wants to contact the suppli-
ers because they assert that they have the best product knowledge. When IT thinks that a 
purchase is running out of time and that they have not heard anything from IMS ITP, did 
they contact a supplier themselves. (Personal communication, Project Manager, IKEA IT, 
2005-09-23, Process Owner, 2005-09-07, Product Area Manager IKEA IT, 2005-09-14, 
Business Service Responsible, IKEA IT, 2005-09-20, Category Manager, IMS ITP, 2005-
09-22 and Purchaser, IMS ITP, 2005-09-22) 

IMS ITP considers this as a conflict because IT makes the first contact with a supplier be-
fore IMS ITP has been involved. This creates a problem for IMS ITP when they can not 
play the different suppliers against each other in the beginning of the purchasing process. 
(Personal communication, Project Manager, IKEA IT, 2005-09-23, Process Owner, 2005-
09-07, Product Area Manager IKEA IT, 2005-09-14, Business Service Responsible, IKEA 
IT, 2005-09-20, Category Manager, IMS ITP, 2005-09-22 and Purchaser, IMS ITP, 2005-
09-22) 

10.3.2 Hard to adjust to the new processes 
U O and IT were responsible for the purchases of indirect material before IMS ITP ex-
isted. During this period created U O and IT a relationship with different suppliers. When 
persons within the IT-unit handled the supplier relation during a considerable time, con-
flicts arise when these relations are taken away from them. A purchaser at IMS ITP com-
pared an assignment with a little baby they not want to let go. He meant that it is hard to 
give away an assignment to another person, which you are enthusiastic about. IT has the 
expert knowledge according to products, and IMS ITP has the purchasing knowledge. 
(Personal communication, purchasers, IMS ITP, 2005-09-22). 

10.3.3 Different perspective in different occasions 
IMS ITP should always handle the first contact with a supplier today, and remain the rela-
tionship with the suppliers. IMS ITP gives IT and U O and unclear picture, when they 
sometimes let IT and U O handle the purchase themselves. This creates a conflict when 
IMS ITP is not always communicates the same message about who should make the first 
contact with a supplier. (Personal communication, Project Manager, IKEA IT, 2005-09-23, 
Product Area Manager IKEA IT, 2005-09-14, Business Service Responsible, IKEA IT, 
2005-09-20 and Category Manager, IMS ITP, 2005-09-22) 
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A purchase that not gives IMS ITP any larger cost savings is down prioritized. Either han-
dles IT or the stores these down-prioritized purchases themselves.  

If IT contacts IMS ITP in an earlier phase of a project, could IMS ITP ask IT to find a 
suitable supplier, and then handle the negotiation. IMS ITP wants to be involved in the 
whole purchase but due to lack of recourses must they delegate some parts of the purchase. 
This could be confusing for IT, when they should contact the supplier themselves or when 
they not should. (Personal communication, Project Manager, IKEA IT, 2005-09-23, Prod-
uct Area Manager IKEA IT, 2005-09-14, Business Service Responsible, IKEA IT, 2005-09-
20 and Category Manager, IMS ITP, 2005-09-22)  

It is important to point out that this only seems to occurs in minor purchases, like the one 
that are called Store Operation project. Store Operation projects are not that big and only 
last for a year or less. The participants of the project want to know which product IMS ITP 
will purchase in an early phase of the project. For example is it important that they know 
which hardware IMS ITP will purchase, so they can start develop appropriate software. 
The whole project will be delayed if they do not get that information. (Personal communi-
cation, Project Manager, IKEA IT, 2005-09-23, Product Area Manager IKEA IT, 2005-09-
14, Business Service Responsible, IKEA IT, 2005-09-20 and Category Manager, IMS ITP, 
2005-09-22) 

Another aspect is that IMS ITP lost the control of which suppliers they have an agreement 
with and how the support will be handled if IMS ITP delegates their purchases. (Personal 
communication, Project Manager, IKEA IT, 2005-09-23, Product Area Manager IKEA IT, 
2005-09-14, Business Service Responsible, IKEA IT, 2005-09-20 and Category Manager, 
IMS ITP, 2005-09-22) 

10.3.4 Separated priorities  
Every unit strive towards to reach the same vision and goal, but the different units’ uses 
different strategies to achieve those goal and visions. 

The purpose with IMS ITP is to reduce the purchasing costs and then they prioritizes the 
purchases with the largest potential to make a cost saving. 

The purpose for IT is too efficient the organisation with IT technical solutions. If a pur-
chase with a low cost saving potential will be handled fast by IMS ITP could it bring more 
benefit to the whole organisation, then a purchase with large cost savings will do for IMS 
ITP. (Personal communication, Purchaser, IMS ITP, 2005-09-26). 

10.3.5 Different terminologies between the different units  
There are no terminology standards within the IKEA-organisation. Differences in termi-
nologies could for example contribute confusion when a specification of requirements is 
made. IT means that U O usually knows which solution they want, but have difficulties to 
define what they want to purchase. (Personal communication, Product Area Manager, 
IKEA IT, 2005-09-15 and Senior adviser, IMS ITP, 2005-08-15) 

Another example is when IMS ITP talks about Best Buy, and mean the same thing as IT 
but they call it Total Cost of Ownership (TCOO) (See chapter 6 Definitions). 

IT talks about TCOO when they describe which factors that is crucial when they should 
choose a supplier. According to IT is not the lowest price always the best price. The price 
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is only one of many factors that affect the total price of a product. For example is it impor-
tant to calculate the cost for the entire lifecycle. A product could be very cheep to pur-
chase, but expensive to maintain, and a new product could bring large educational costs. In 
the end could the best buy be a product that was expensive to purchase. (Personal commu-
nication, Product Area Manager, IKEA IT, 2005-09-15 and Senior adviser, IMS ITP, 2005-
08-15)  

Instead of TCOO is IMS ITP talking about Best Buy, but IMS ITP also means that it is 
important to not always look at the lowest price. But IT consider that Best Buy is not as ex-
tensive as TCOO, IT think that Best Buy focus more on factors that affect the actual pur-
chase. Examples of factors that affect Best Buy could be: 

• If the supplier could deliver global to every country there IKEA are presented 

• If the supplier could produce the amount of products that IKEA are ordering 

• If the supplier could be integrated with IKEA´s infrastructure.  

(Personal communication, Product Area Manager, IKEA IT, 2005-09-15 and Senior ad-
viser, IMS ITP, 2005-08-15) 

10.3.6 Other conflicts 
In the table below will we describe other conflicts that we found during our investigation. 
The table is divided into four columns, three columns with the involved units and one col-
umn with the differences and similarities. When a cell is marked with an X, the unit has no 
opinion. 

Table 3: This table shows the minor conflicts between the units.  

U O IT IMS ITP Differences/Similarities 

U O thinks that 
IKEA in general 
could be better 
to make their 
preliminary 
studies of pro-
jects. 

 

X IMS ITP thinks that U O is too ea-
ger and they use their informal 
communication channels when 
they want anything from another 
unit. But when they do this, the 
orderer that uses the correct, for-
mal way will be put aside, which is 
not to any favour to IKEA. 

All units prioritize themselves in-
stead of the whole organisation, 
which is a similarity between the 
different units. 

Both U O and IMS ITP indicate 
that IT could be better organized. 
They think that IT should put more 
focus on their preliminary study 
and calculate how much recourses 
they need to escalate earlier in the 
projects. 

X IT thinks that U O 
only should focus 
on the needs and 
let IT focus on 
how to solve the 
needs. 

  

IMS ITP wants to be involved ear-
lier in the purchasing process, then 
they are today. IMS ITP thinks that 
they could make a better global 
search, if they were involved ear-
lier. They should also be able to 
know the demands of a product 

The different units have differ-
ences, when there are not any clear 
directives of how to act from the 
management.  

Similarities are that they both want 
to control the whole process, and 
also that they prioritize their own 
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earlier then today. unit. 

X X IMS ITP thinks that the specifica-
tion of requirements is too detailed 
when they contact the suppliers for 
the first time. When the suppliers 
do not get any time to adjust or 
give any other solutions of a prob-
lem, could it cause that some sup-
pliers being excluded before the 
negotiation has started. 

IMS ITP thinks that it is hard to 
determine if the purchaser or or-
derer is professional in their criti-
cism or if they act from personal 
experiences. For example if they 
should buy a Nokia or Ericsson 
cell phone.  

The different units have different 
opinions about how the specifica-
tion of requirements should be for-
mulated.  

The employees have personal ex-
periences of different products or 
brands. This could favour personal 
opinions before what is best for 
IKEA. 

X IT would like to 
have a decided 
method of working 
or checklist of how 
to act when they 
should give IMS 
ITP the informa-
tion they would 
like to have during 
a purchase. 

IT would also re-
ceive more feed-
back from IMS 
ITP regarding how 
the purchase pro-
ceeds.   

IMS ITP must double-check if IT 
has missed any information about 
the product requirements. Since 
there is not any template that 
makes it easier for IT. 

But IMS ITP thinks that it is hard 
to make one general template, 
when the differences between IT-
related products could be very 
wide. And different products need 
different requirements.  

 

The different units use different 
method of working to specify the 
product requirements. 

There is no directive about how the 
communication should work be-
tween the involved units during the 
purchasing process.  

 

  

 

(Personal communication, Project Manager, IKEA IT, 2005-09-23, Process Owner, 2005-
09-07, Product Area Manager, IKEA IT, 2005-09-14, Business Service Responsible, IKEA 
IT, 2005-09-20, Category Manager, IMS ITP, 2005-09-22, Purchaser, IMS ITP, 2005-09-26 
and Purchaser, IMS ITP, 2005-09-22) 

10.4 How do the employees interpret and react to the informa-
tion that the management communicate? 
The employees at IKEA feel that they are overloaded with information. They think that 
they have difficulties to understand and use all the information that is sent out from the 
management. For that reason, the employees only interpret the information that is impor-
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tant for them at the moment. (Personal communication, Project Manager, IKEA IT, 2005-
09-23) 

Later on, when an employee works with another assignment or a new project, has not the 
employee put any notice to a message that was sent out from the management. Either 
could the employee ask his/her colleagues what to do or act by the old known routines. 
The first alternative could be time-consuming if the employee does not know which col-
league that knows the answer or where the information could be found. The second alter-
native results in a longer implementation time for management changes. (Personal com-
munication, Project Manager, IKEA IT, 2005-09-23) 

IKEA´s intranet contains both relevant and irrelevant information. This lead to an infor-
mation overflow, which makes it hard for the employees to find the information they 
search for. If the employee can not find correct information is it hard to act in a correct 
way. Should the employee ask his/her informal contact to help them, would it affect the 
other employees that have acted correct and follow the formal procedure. (Personal com-
munication, Project Manager, IKEA IT, 2005-09-23)  

10.4.1 How important is the communication about the concept of IMS 
ITP? 
It is important that IKEA´s supplier inform their distributor about what have been decided 
in the agreement, most important is the price agreement (Personal communication, Pur-
chaser, IMS ITP, 2005-09-22). Could one store buy a product at a distributor to a lower 
price than IKEA have an agreement on will the entire concept collapse. If all stores should 
have the best prices as possible, is it important that all stores follow the decided way to 
purchase a product. IKEA could not follow the agreement if one store buys a product 
from a local distributor, this could for example lead to maintenance or support problems. 
(Personal communication, Purchaser, IMS ITP, 2005-09-22) 

If a purchaser at a store find a lower price than IKEA have negotiated should he/she in-
form IMS ITP, and they could negotiate a new global agreement with the supplier. 

It is usual that a distributor wants IKEA as a customer, and decrease the prices because 
they want to create a good relation. What the distributors not think of, is that he/she can 
not deliver the volumes that IKEA wants to purchase. This must be handled on a higher 
global level at the suppliers. (Personal communication, Purchaser, IMS ITP, 2005-09-22) 

10.5 Summary from the result of our investigation at IKEA 
The different parts have in general the same opinion on the purchasing process. A similar-
ity between the units is that the different units concentrate more on their own parts of the 
purchasing process.  

The different units want to reach the same goal, but uses different strategies to achieve 
these goals. This different strategy creates conflicts when the different units should co-
operate.  

IMS wants to be involved earlier in the purchasing process, then they are today. And IT 
wants a better dialogue between IMS ITP and themselves. 
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To make the most optimized purchase for IKEA should IMS ITP handle the contacts with 
the suppliers. That generates a conflict when both IT and U O also wants to make the first 
contact. IT, because they have the best product knowledge and U O wants to be updated 
on what the suppliers have to offer on the global market. The different units want to con-
tact the supplier at different occasions, contributes that the purchase will not be optimized 
for IKEA. Sometimes when IMS ITP delegates the negotiation to IT, will that create a 
double message. 

Other conflicts are: 

• Unclear view at the specification of requirements. 

• The different units use different terminologies, which can lead to a misunderstand-
ing. 

There is an information overload at IKEA, which results in that the employees can not 
handle all information that are communicated to them. When they can not interpret all 
information will that create a conflict between the different units, when some acts correctly 
and some do not. Each unit prioritize themselves and do not always see what is best for the 
organisation. 

The information about how IMS ITP will work has not yet reached the rest of the organi-
sation. When the new routines are settled should the new method of working be more effi-
cient then the old one. (Personal communication, Project Manager, IKEA IT, 2005-09-23, 
Process Owner, 2005-09-07, Senior adviser, IMS ITP, 2005-09-26, Product Area Manager, 
IKEA IT, 2005-09-14, Business Service Responsible, IKEA IT, 2005-09-20, Category 
Manager, IMS ITP, 2005-09-22, Purchaser, IMS ITP, 2005-09-26 and Purchaser, IMS ITP, 
2005-09-22) 

11 Analysis 
In our analysis part we will analysis our questions of investigation (see chapter 10) and also 
lead a discussion about whether the frame of reference (see chapter 8) supports or contra-
dicts with our results. 

According to Falkenberg, O. and Nilsson, J. (2005) organisations often sees indirect mate-
rial as ”non critical”. IKEA differs from the other organisations and sees big advantages, 
not at least large cost savings by accomplish central purchase of indirect material. Falken-
berg, O. and Nilsson, J. (2005) shares IKEA´s opinion then they consider that ”companies 
can benefit considerably from centralizing purchasing of indirect material”.  

Indirect material has not always been prioritized when organisations started to centralize 
their purchase, to benefit the economies of scale. The Senior Adviser at IMS ITP, consider 
that IKEA as many other organisation overlooked the costs by purchase of indirect mate-
rial. Simchi-Levi et al. (2003) and Falkenberg, O. and Nilsson, J. (2005) criticize that the or-
ganisations overlooked the savings that could have been done.  
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11.1 How do the different IKEA-units look at the purchasing 
process? 
We show how the purchasing process from the different units point of view in chapter 
10.1. In the following table have we put together the steps and analyse them. Also the dif-
ferences and similarities are being analysed in the table 4.  

Note, there the text is italic, it is how the units want the process to be done. When a cell is 
marked with an X, the unit has nothing to do regarding to the step. A big arrow indicates 
that IMS ITP delegate a purchase to IT. When a “-“ is present in the column differences 
and similarities, have we not anything to add. 

Table 4: Analyse of the differences and similarities between the different units look at the purchasing process. 

Process step U O IT IMS ITP Differences/ 
Similarities 

ANALYSE 

1. Idea Receives from 
the business 

X X - Only one involved 
unit. 

2. Decision about 
the idea 

Judges the idea 
from two cri-
terions.  

X X - Only one involved 
unit. 

3. Need / Solu-
tion result in a 
specification of 
requirements 

Presents the 
needs and de-
liver a project 
directive to IT 

Presents pro-
posals on solu-
tions. 

X Differences in 
the languages 
regarding how 
to define the 
needs. 

Problems regarding the 
terminology in the co-
operations. 

See chapter 10.3.5 

4. Preliminary 
study 

X Reconnoitre the 
global market 
and make a 
rough calcula-
tion of the pro-
ject budget. 

X - Only one involved 
unit. 

5. Decision about 
project 

Decision 
about if it is 
worth to ac-
complish the 
solution.  

If yes, priori-
tizes the pro-
ject into U O´s 
priority list.   

The project ar-
range into IT´s 
priority list. 

X - Even that the project is 
prioritized into both IT 
and U O´s priority lists 
it does not need to be 
prioritized into IMS 
ITP´s priority list.  

6. The projects 
preliminary study 

X A more detailed 
plan of the 
needed re-
sources for the 
project. 

Initiation & Pro-
ject Preparation 

Internal & Exter-
nal Mapping 

- In this phase, IMS ITP 
wants to be involved. 
So they have plenty of 
time to be familiar with 
the project. They can 
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now also start to 
search for an earlier 
purchase of the same 
product. 

7. Project X Accomplish-
ment of the pro-
ject (including a 
possible pur-
chase). 

X - Only one involved 
unit. 

8. Purchase 

- If the project 
includes a pur-
chase, a case will 
be sent between 
IT and IMS ITP. 

X Sends a case to 
IMS ITP. 

Receive the case 
and decides 
which purchas-
ing function that 
should handle 
the purchase. 

IT works from 
old routines 
and calls a 
purchaser and 
in that way 
evade the 
formal routine 

IMS ITP is being in-
volved in this step. 

Then IMS is a recently 
implemented unit do 
the co-workers work 
from old routines. This 
leads to that the per-
sons who follow the 
new method of work-
ing (which not has 
been established yet) 
are being disregarded. 

9. Inspection and 
prioritization of 
the purchase.  

X X IMS ITP in-
spects the poli-
cies & rules, and 
then prioritizes 
it into their pri-
ority list. 

- Should only involve 
one unit.  

When IMS ITP re-
ceived a case, they in-
spect that the purchase 
follows the IKEA rule 
and policies. At some 
purchases IMS ITP 
delegates the purchase 
to the orderer and sug-
gests to follow a guide-
line from IMS ITP. 

The purchases 
preliminary study 

X  Initiation & Pro-
ject Preparation 

Internal & Ex-
ternal Mapping 

IT felt the 
delegation of 
the prelimi-
nary study as 
unclear of how 
the purchase 
should be ac-
complished. 

Should only involve 
one unit.  

IMS ITP begins their 
preliminary study of 
the purchase. 

When IMS ITP felt 
that they have a lack of 
time, they sometimes 
delegate the step to IT.

10. The purchase X  RFI/RFQ Proc-
ess & Supplier 

From IT´s 
point of view 

Should only involve
one unit.  
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Pre-selection contributes the 
delegating of 
the purchase 
unclear of how 
the purchase 
should be 
done. 

The lack of time con-
tributes to that IMS 
ITP delegate some 
purchase to IT.  

11. Negotiation X X Negotiation & 
Final Selection 

- Should only involve 
one unit. 

 

U O has in their process (see figure 14) focused on the beginning and end of the process. 
IT has put their focus on the middle part of the process (see figure 15), while IMS ITP´s 
most important part is the purchase and the negotiation, therefore their focus on these 
parts (see figure 16).   

IMS ITP will nevertheless bee involved earlier in the process, already at step six. Today 
they are first being involved at step eight. This to get more time to be familiar with the pur-
chase, and also get more time to accomplish their preliminary study and search the global 
market. Today is there a lack of time at IMS ITP, this is one of the reasons why they want 
to be involved earlier in the process. A result of the lack of time is that IMS ITP delegate 
some purchase to IT. This creates an unclear picture of how the purchasing process should 
be done and how the different units should work. (Personal communication, Project Man-
ager, IKEA IT, 2005-09-23, Process Owner, 2005-09-07, Senior adviser, IMS ITP, 2005-
09-26, Product Area Manager, IKEA IT, 2005-09-14, Business Service Responsible, IKEA 
IT, 2005-09-20, Category Manager, IMS ITP, 2005-09-22, Purchaser, IMS ITP, 2005-09-26 
and Purchaser, IMS ITP, 2005-09-22)   

According to Danermark (2000) is the differences and similarities between the units, which 
are co-operating during the purchase process, necessarily to together achieve a fulfilled re-
sult. The determining difference between the units is their different opinions about how 
the purchasing process should be accomplished. The different units’ opinions are built up 
on the co-workers competence. Danermark (2000) considers that it is sooner a rule than an 
exception, that it occurs a competition within an organisation. Different units have their 
own prestige and power, the probability to a problem increases the more the differences 
are. 

11.1.1 Co-ordinating in a central purchasing organisation 
The IKEA-organisation is managed centrally. Gadde and Håkansson (1998) considers that 
a centralized organisation is necessarily, to utilize the advantages. The authors also consider 
that it is harder to use the advantages with a centralized purchase function, when the com-
petence differs. Gadde and Håkansson (1998) means that it is difficult to generalize the 
need and the way of communicate during the purchase. Product areas and also separate 
products, has sometimes different communication needs, therefore distinguish the way of 
communicating. This is illustrated in table 2. 

IMS ITP is conscious about the different communicational needs and has tried to solve the 
problem by distributing the responsibility into different product areas. Within the different 
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product areas, different purchasers are responsible for their own area. In this way gets the 
product responsible purchaser a better knowledge within their own area, which results in 
that the purchaser can focus on these products. (Personal communication, Purchaser, IMS 
ITP, 2005-09-26 and Senior adviser, IMS ITP, 2005-09-26)   

11.2 How does the communication flow against the suppliers 
work today? 
IKEA would like to integrate and co-operate with their suppliers. On IMS ITP´s purchas-
ing portal, should there be a link to the entire supplier’s homepage. The co-workers could 
be able to order products without contacting someone from IMS ITP, there IMS ITP al-
ready had a negotiated agreement (Personal communication, Purchaser IMS ITP). When an 
organisation integrates their suppliers, will the internal and external communication be in-
tegrated (Falkheimer, 2001 and Personal communication, Purchaser, IMS ITP, 2005-09-22)  

The co-workers at IT want to introduce a standardizing or a template of how a purchase 
should be done. This to use the competence in the most efficient way, within the IKEA-
organisation. Nevertheless considers Gadde and Håkansson (1998), that it depends on 
what kind of product, which have been purchased. The complexity of a purchase, decides 
which kind of communication channel that should be used. Some purchase can be stan-
dardize, while others only can be a little bit standardize or at nothing at all.      

IMS ITP knows about the complexity of a purchase and integrates the supplier’s homepage 
on IMS purchasing portal. Examples on these products are screens, printers, scanners etc. 
Regarding to purchases of large and complex system, a different kind of communication 
has to be used. IMS ITP and Ilveby, J. and Jerneborg, M. (2002), means that a large 
achievement is demand before a co-worker can make a purchase on the purchasing portal. 
(Personal communication, Purchaser, IMS ITP, 2005-09-22) 

If Ilveby, J. and Jerneborg, M. (2002) advantages and disadvantages are shared with how 
IKEA look at the purchasing portal. Nevertheless two points differs, point two and five. 
These two points contradict the IMS ITP´s view regarding to eProcurement. 

• Point two 
The rule of the eMarket place is mostly on the technical level according to Ilveby, J. and 
Jerneborg, M. (2002). IMS ITP considers that with an integrated eMarket place, should the 
focus be on the efficient and lead to costs savings. To make this possible, the technique has 
to be used in the right way (Personal communication, Purchaser, IMS ITP, 2005-09-22) 
 

• Point five 
To allow purchase without an agreement is necessary to reach success. This is according to 
IKEA, entirely unacceptable. In a big organisation as IKEA, is it hard to control the pur-
chase.  It is even harder if the co-workers can buy products without an agreement. Only 
products at the purchasing portal should be possible to buy. The suppliers other products 
should not be present at the IKEA-specific site. (Personal communication, Purchaser, IMS 
ITP, 2005-09-22) 
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11.3 Which are the most obvious conflicts in the purchasing 
process? 
According to Danermark (2000), can an organisation by co-operation be handled more ef-
fective, better and more cost efficient. This can be apprehension both positive and negative 
from the co-workers.   

The positive is that IKEA has created a new unit, IMS, which handle all the purchase of 
indirect material. With this new unit, is the organisation more effective regarding their pur-
chase of indirect material. The negative is the anxiety, which arise when a radical change is 
made.  

11.3.1 Who should contact the supplier? 
In an organisation is it more a rule than an exception that there is a competition, consider 
Danermark (2000). Different occupational groups have their own prestige and power. How 
larger these differences are, the larger is the probability that problems regarding co-
operation arise. U O considers that IMS ITP is a bottleneck and that IT not focuses on 
their preliminary studies. While IT says that U O only should focus on the needs and not 
the solutions. 

IT wants to contact the supplier, and do this, because IT considers that they have the best 
product knowledge. Because they want to decide what should be purchased. U O keeps the 
contact with the suppliers, to keeps themselves updated. This leads to that they can make 
decision regarding to the stores future, to efficient the business. (Personal communications, 
Process Owner, 2005-09-07, Project Manager, 2005-09-23 and Business Service Responsi-
ble, IKEA IT, 2005-09-20) 

11.3.2 Hard to delegate responsibilities 
At the recently implementation of IMS ITP was there already a hidden conflict, the earlier 
purchaser within the organisation did not want to delegate their old assignments.  

To make IMS ITP more efficient, the IKEA-organisation demands a co-operation between 
the different units, for example U O, IT and IMS ITP. It is not unusual according to Dan-
ermark (2000) that there are differences between power and influence among the co-
operations. The differences can depend on education, sex, position etc. Different educa-
tions lead to different perspectives of the problem and explanations, which contributes in 
different ideas of how the problem should be solved. In this case, the purchaser (IMS ITP), 
co-workers within the business area (U O) and co-workers with technical background (IT) 
should co-operate. (Personal communication, Process Owner, 2005-09-07) 

11.3.3 Different directives at different moments 
“The co-coordinative rule, combine the different activities, within the network”, Gadde 
and Håkansson (1998). The bigger the organisation is the more important becomes the 
communication.  

To utilize the competence within an organisation, a functional and coordinative communi-
cation needed. Purchase is one of many areas there IKEA wants to utilize their compe-
tence within the organisation to reach the best result. 
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To succeed with the above, Heide et al. (2005) mean that an integrated function of com-
munication is needed. This type of communication should among other things co-ordinate 
and delegate assignments. It should also get the co-worker to work towards the same goals. 
Gadde and Håkansson (1998) considers that it is important to divide the different purchas-
ing areas to the right person in the correct order. They we had spoken to within IT say that 
the instructions are unclear from IMS ITP, when a purchase has to be done. For example 
IMS ITP delegates some purchase, those they not have time to accomplish, to other units.  

IKEA is an organisation with a wide competence of specializing. In these organisations is 
the coordinating of the communication especially important, considers Gadde L.-E. and 
Håkansson (1998). The needs of information within these organisations are complicated, 
both regarding how to communicate and the contents of the communication. (Gadde & 
Håkansson, 1998 and Personal communication, Project Manager, IKEA IT, 2005-09-23) 

11.3.4 Separated priorities and strategies 
As long as the involved units are independent and not have the same identical purposes, 
will there always be conflicts (Gadde & Håkansson, 1998). All the units have the same 
business concept, goals and visions. Heide et al. (2005) considers that the vision is build up 
on different goals. These goals are build up on a number of strategies. The goals have to be 
measurable and reachable. The main assignment for the vision is to engage and motivate 
the co-workers by having something to reach for. All the units within IKEA reach for the 
same vision and goal, but they have different strategies of how they should reach these 
goals.  

IMS ITP´s goal is to reduce the purchasing costs, there have IMS ITP its own priority list 
over the products and services that should be purchased. IT´s goal is among other things 
to effective IKEA´s business activities, with IT technical solutions. When the different 
units should reach a goal, have they different priorities of what they consider most impor-
tant. This creates a conflict between IMS ITP and IT, when they focus on different pur-
chases. 

To succeed with the mediating of an organisations vision, goals and strategies consider 
Heide et al. (2005) that the confidence for the managers and solidarity are two important 
factors. It is important that the persons within IKEA, who works with the changes of the 
organisation, translate the visions and goals into strategies. The management of IKEA 
should adjust how the organisation is changed, and give every individual more responsibil-
ity. The communication rule within the leadership is the most important assignment for a 
manager, according to Heide et al. (2005) correspond communication to 80 % of the lead-
ers’ effort. (Personal communication, Category Manager, IMS ITP, 2005-09-22, Process 
Owner, 2005-09-07, Purchaser, IMS ITP, 2005-09-26 and Project Manager, IKEA IT, 
2005-09-23) 

11.3.4.1 Subculture 
If the individual not understand why he/she should act in a certain way to reach a goal, 
creates a subculture, which opposes the organisational changes.  

The different units could sometimes act as individual subcultures, and prioritize their own 
unit, instead of focusing of that the best for IKEA is. According to Heide et al. (2005) is a 
subculture created when a group has their own norms, meanings and values. When differ-
ent subcultures meet, it takes time to create a common opinion of what the problem is and 
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how it should be solved. Heide et al. (2005) also means that the difference in power and 
status are an obstacle for the communication. To avoid subcultures and reach common ap-
prehensions regarding to norms and values demands a planed communication effort, Heide 
et al. (2005). (Project Manager, IKEA IT, 2005-09-23) 

11.3.5 The terminology 
The different groups use their own conceptions and are not enough involved in each 
other’s terms to reach a common interpreting of the communication. When co-operation 
often signifies meetings between people who speaks different languages, is a constantly 
problem, considers Danermark (2000).  

When they tried to use the IT terminology, has it occurred cases within IKEA, when U O 
has meant one thing but told IT another (Personal communication, Project Manager, 2005-
09-23 and Business Service Responsible, IKEA IT, 2005-09-20). 

Another example is when IMS ITP concentrates of Best Buy, while IT calls it TCOO. 

IT speaks about TCOO when they describe the factors, which is conclusive when a sup-
plier should be chosen. IT means that the lowest price not has to be the best alternative. 
The price is just a small part of many factors, which influence the total price of a product 
Personal communication, Purchaser, IMS ITP, 2005-09-22.  

IMS ITP describes the purchase as Best Buy, it is not only the price which is the important, 
and it also includes other factors. See more about this in chapter 8.5.2. 

Gadde and Håkansson (1998) describes the price as a small part of the total costs of a 
product. They compare the purchasing costs with an iceberg (see figure 13), there the com-
panies can make the mistake and only see to the price of the products. Below the surface 
(see figure 13) are affecting factors, which are easy to forget. These factors can be: mainte-
nance, education, installation, the life cycle and administrative costs. (Personal communica-
tion, Purchaser, IMS ITP, 2005-09-22)  

11.3.6 Other conflicts 
In the chapter below, will we introduced a conflict that is representative in the table over 
other co-operation problems, which we chose to analysis more. 

11.3.6.1 The lack of time and stress leads to bad response 
The employees at IT consider that they try to reach IMS ITP but without any response. 
This situation is according to Ahrenfelt and Berner, B. (2003) a conflict, which is connected 
to the lack of time. Misunderstandings easily arise when there is no contact between the in-
volved. A lack of time can be a contributed factor. “Negative stress can cause misunder-
standings which leads to conflicts”, which leads to that stress disturb the communication 
between people (Ahrenfelt & Berner, 2003). 

11.4 How do the employees interpret and react to the informa-
tion that the management communicate? 
Strid (1999) explains the internal communication as a “message transferring between hu-
mans whose relation is durable structured to reach a common goal”. All kinds of message 
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mediation between individuals within an organisation, considers Strid (1999) as internal 
communication. The message can be either verbal or written. 

When the management at IKEA mediates information to the co-workers, they foremost 
use a one-way communication, which includes the intranet and the e-mail function. Falk-
heimer (2001) describes one-way communication as an ineffective communication form. 
Because it infrequently creates a dialogue between sender and receiver of the information 
(see figure 7). Falkheimer (2001) means that it is first when the sender and the receiver 
reach a mutual understanding, can the communication bee seen as successful (see figure 8). 
The co-workers at IKEA, which we have spoken to, considers that they got to much in-
formation by mail, and that they only focus on the information that is important for the 
moment. (Personal communication, Project Manager, 2005-09-23)   

The information quantity has increased on the organisations intranet, which leads to an in-
formation abundance, IKEA´s intranet is no exception. It is nearly impossible to find the 
right information because of the abundance. (Personal communication, Project Manager, 
2005-09-23)  

It is importance to constantly work with the intranet and begin to delete irrelevant informa-
tion, before new information is published. (Falkheimer, 2001).   

We have felt that the greater part of the employees, which we have spoken to within 
IKEA, is critical to their intranet. This can depend on the ignorance about the structure 
and also how the intranet should be used. The mainly criticism is that it is hard to find what 
they searching for, and also that the intranet not is updated continuously. (Personal com-
munication, Project Manager, 2005-09-23, Senior advisor, IMS ITP, 2005-09-26 and Pur-
chaser, IMS ITP, 2005-09-22) 

In the new organisation, the manager should not act as an information carrier, instead 
he/she should motivates and inspire the co-workers to search, interpret and make deci-
sions based on the available information. As important as the communicative leadership is 
the communicative member ship.  To reach a common understanding demands that the 
co-worker is engaged and interested to create an open and common dialogue, Heide et al. 
(2005). 

11.4.1 How important is the communication about the concept of IMS 
ITP? 
When IKEA decided to introduce IMS ITP, a “we” against “them” feeling was created, 
and the purchase responsibility was taken away from IT and U O. Gadde and Håkansson 
(1998) considers that this is the foremost disadvantage with a centralized purchasing func-
tion. “The purchase becomes a special function and not an integrated part of the business” 
(Gadde & Håkansson, 1998). (Personal communication, Purchaser, IMS ITP, 2005-09-22) 

IMS ITP has to mediate how they want the other units to act, and also to focus on the dia-
logue with the other units. This because, IT and U O should give their opinion of how they 
would like to work, and also give IMS ITP an understanding about how the other units 
have interpret their information. The employees should not see the organisation change as 
empty rhetoric, which is usual, according to Heide et al. (2005). 

Likewise the stores need to know the routines about how they should act when they are 
going to buy indirect material (Personal communication, Purchaser, IMS ITP, 2005-09-22). 
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11.5 Summary 
IKEA differs from many other organisations, they ignore what other says and go its own 
way. They have for example centralized their purchase of indirect material. Indirect mate-
rial is often seen as “non critical”, according to Falkenberg, O. and Nilsson, J. (2005). 

While the different IKEA-units not are familiar within each other area, has it been hard to 
compile an analysis the differences between the steps in the purchase processes. U O fo-
cuses in the beginning and in the end, IT at the middle part and IMS ITP on the negotia-
tion part.   

The co-operation conflicts that have arisen during our investigation, shows clear signals in 
the theory about why they arisen. According to Danermark (2000) is it more a rule than an 
exception that it anticipates a competition. Different occupational groups have different 
prestige and power, the probability to a problem increases the more the differences are. 
The different occupational groups use their own concepts and are not enough familiar in 
each other’s terms. When co-operation often involves meetings between people who 
speaks different languages is this a constantly problem, consider Danermark (2000).  

As long as the involved units are independent and do not have identical purposes will there 
always be conflicts (Gadde & Håkansson, 1998). All the IKEA-units have the same busi-
ness concept, goals and visions. Heide et al. (2005) considers that the visions are build up 
on different goals. These goals are build up on a number of strategies. All the units within 
IKEA reach for the same vision and goal, but they have different strategies of how they 
should reach these goals. (Personal communication, Senior advisor, IMS ITP, 2005-08-15)     

The lack of time leads both to defective communication between the units and also that 
IMS ITP delegate some purchases to the other units. To utilize the competence within the 
organisation, a working and coordinative communication is needed. The purchase is one of 
many areas, there IKEA wants to utilize all their competence within the organisation to 
reach the best result. Gadde and Håkansson (1998) considers that it is important to distrib-
ute the different purchasing areas to right person in correct order. They we have spoken to, 
at IT, say that the directive of how a purchase should be done is unclear from IMS ITP, of 
how a purchase should be done. (Personal communication, Product Area Manager, IKEA 
IT, 2005-10-14, Purchaser, IMS ITP, 2005-09-22 and Project Manager, 2005-09-23) 

When the management at IKEA mediates information to the co-workers, they foremost 
use a one-way communication, which includes the intranet and the e-mail function. Falk-
heimer (2001) describes one-way communication as an ineffective communication form. 
Because it infrequently creates a dialogue between sender and receiver of the information. 
The co-workers at IKEA, which we have spoken to, consider that they got to much infor-
mation by e-mail and that they only focus on the information that is important for the 
moment. Personal communication, Product Area Manager, IKEA IT, 2005-10-14, Senior 
advisor, IMS ITP, 2005-09-26 and Project Manager, 2005-09-23)  

The information quantity has increased on organisations intranet, which leads to an infor-
mation abundance. The intranet of IKEA is not an exception. It is nearly impossible to 
find the right information because of the abundance. (Personal communication, Project 
Manager, 2005-09-23)  

IMS ITP has to mediate how they want the other units to act, and also to focus on the dia-
logue with the other units (Personal communication, Product Area Manager, 2005-10-14). 
This because, IT and U O should give their opinion of how they would like to work, and 
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also give IMS ITP an understanding about how the other units have interpret their infor-
mation, according to Heide et al. (2005). It is also relevant that the stores know how they 
should do when they are going to buy indirect material. 

12 Conclusions 
Below will we present the conclusions that we have found in our analysis. We will answer 
each questions of investigation separately in our conclusion. 

• How do the different IKEA-units look at the purchase process?  

When the different IKEA-units focus on their part of the purchasing process, did we come 
to the conclusions that the different IKEA-units does not differ that much. One thing that 
we think is unclear is which IKEA-unit that should make the first contact with the other 
units.  

• How does the communication flow against the suppliers work today? 

Today the different IKEA-unit wants to handle the contacts with a supplier for different 
reasons that favour the own unit. 

To gain trust at the suppliers do we think that IKEA should use one unit that should han-
dle the relationship with the suppliers. We think that IMS ITP should handle the supplier 
contact when the new method of working is settled. To succeed must IMS ITP be better to 
co-ordinate their purchasing process to the other units.  

IMS ITP must keep the other IKEA-units informed during an ongoing purchase through 
formal communication channels that are settled together with the other units. We think 
that the other units will gain their confidence for IMS ITP if they know how the purchase 
proceeds.  

• Which are the most obvious conflicts in the purchasing process? 

During our investigation did we found a number of conflicts regarding whom being re-
sponsible for the different parts of the purchasing process. We find out that it was a bal-
ance of power, lack of time and different priorities that causes a lot of the co-operational 
conflicts that we discovered. In our investigation have we found that most of the other 
conflicts and co-operational problem are based on these three conflicts. 

Another deficiency is the double messages that IMS ITP gives the other units when they 
sometimes tell them to handle the purchase themselves, and sometimes to contact IMS 
ITP. Both IMS ITP and IT must understand and act in a way that pleases all involved 
parts. We are in the opinion that otherwise, the risk of conflicts between the units will arise.  

IMS ITP purpose offends against IT´s functionality. This generates a conflict when the dif-
ferent units prioritize different purchases. We think that it could be difficult to balance 
which purchase that is best for the entire IKEA-organisation. We consider therefore that 
there only should be one priority list for the entire organisation. 

One example of a dispute among the terminologies is that IMS ITP uses Best Buy and IT 
TCOO, when they decides which product that is the most suitable to purchase. We think 
that IMS ITP and IT talks about the same factors, but uses different terminologies. When 
they use different terminologies could a conflict arise out of the uncertainties of what the 
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other unit meant, even if they mean the same thing. The different units should decide one 
terminology and together decide the meaning of that expression, to minimize the misinter-
pretation.  

Due to ambiguousness in the terminologies is it relevant that the needs of a product are 
well defined before they made a purchase. 

• How do the employees interpret and react to the information that the management 
communicate? 

The IKEA-organisation must adjust their way of communicate to different occasions, to be 
able to spread the information in a way that makes it understandable for all the employees. 
The information should be spread through different information channels, depend on who 
the receiver of the information is. We think that IKEA should investigate their planned 
communication. With planned communication intend Heide et al. (2005) that all internal 
communication should be planned to get the best effect as possible. The planning could be 
from how the sender is or in what way they should communicate to get the information to 
be as effective as possible.  

o How important is the communication about the concept of IMS ITP? 

IMS ITP is in an implementation phase and the full potential have not yet been achieved. 
This is something that will take time to achieve. Before any result can be evaluated of a new 
purchasing process do the purchasing strategies and policies be matched with IKEA´s or-
ganisational strategies. A method of working must also be developed and communicated to 
the involved units at IKEA before they could achieve the goal with IMS ITP. The entire 
organisation must understand how important it is to communicate the strategies and poli-
cies within the organisation.  

It is important that all units understand IMS ITP´s assignment, which contributes to a 
more efficient organisation. The management for IKEA must be certain that the commu-
nication about IMS ITP´s assignment has been reach to every part of the organisation. For 
example, the purchase responsible at each store must know where a product could be pur-
chased. All units should also know how to act when a need arises, to speed up the purchase 
process further. 

13 Concluding discussion 
In this chapter will we give our own comments about the communication and co-
operational problems that we have described in our essay. We will also give suggestions to 
further investigations and criticize the methods that we used.   

13.1 IMS ITP is recently implemented 
In large and complex organisations, it takes time to accomplish a change. IMS ITP is a re-
cently implemented unit and their working process is still unclear for the other units. If our 
investigation was been done in a year later, should certainly the conflicts and co-operation 
problems be fewer. 

According to us is it important that the units together decide about how the purchasing 
process should take place. A confrontation between the units regarding the process, can 
lead to a common understanding for the actions. Instead of that only one unit, in this case 
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IMS ITP decides how the other units should work. Conflicts improve the co-operations 
between units, according to Gadde and Håkansson (1998). Hopefully will the best result 
come out and also the most optimal solution for the IKEA, if the three units compromised 
after a dialogue.   

U O and IT consider IMS ITP as a bottleneck, we believe that this is based on that IMS 
ITP is recently implemented. U O and IT which are established unites differs from IMS 
ITP, because U O and IT have an established method of working. From this follows the 
apprehension that IMS ITP is a bottleneck.  

13.1.1 How will the implementation affect the purchasing process in the 
future? 
We consider that the process could be implemented much faster if the routines and com-
munication strategies were decided before the start of the implementation. A better pre-
liminary study could in our opinion create a faster implementation phase. We think that 
IKEA works in the right direction and the purchasing process will settle and be effective 
when all units know how to act, when they want to make a purchase. It is important that 
the different involved units come up with a common solution about how the purchase can 
be as optimized as possible for the organisation. 

13.1.2 Co-operate beyond the unit boundaries  
We think that IKEA must work more with how they want the different units, with differ-
ent knowledge and goals to co-operate and communicate with each other. The cost savings 
that a central purchasing unit for indirect material will bring, is in our opinion enormous, 
especially for a global organisation as IKEA. But to been able to use all the possibilities and 
potentials, IKEA must put more effort on how they want the different involved units to 
act. 

One solution could be to have an employee that works beyond the actual boundaries that 
we have found in our investigation. 

It is hard for one or few persons to have knowledge of the complete purchasing process, 
especially in a complex organisation like IKEA. Our opinion is that IKEA should have at 
least one person that works together with all the involved units within the organisation. Be-
cause one of the largest issues, that we found in our investigation, is that the different units 
prioritize themselves first and the global IKEA second. We think that an employee with 
knowledge about how to co-operate and communicate, should inform the different units 
about how IKEA wants the purchasing process to work. These will both give the different 
units a better knowledge of how and why the other units act like they do, but it will also 
give the process a neutral person that works as a negotiator between the units. The units 
can also contact this person, if they have any questions regarding the process. This co-
operator or negotiator should only work whit this question in the implementation phase of 
the process or until he/she feel that all involved persons know how to act. 

13.2 Wrong prioritizes by IMS ITP 
Our opinion is that IMS ITP do not prioritize the smaller projects, instead do they concen-
trate on the bigger projects were they could make larger cost savings. They concentrate on 
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these purchases because IMS ITP wants to achieve the demands to reduce the purchase 
costs. 

A small purchase could in the end give IKEA a large profit, even if it the purchase means a 
small cost saving for IMS ITP. But a purchase with a low cost saving could be send back to 
IT. We think that IMS ITP should focus on what is best for the organisation and not to 
achieve their own goals. 

If IMS ITP delegate some purchase to IT could it creates conflicts and co-operational 
problems between the units. This could lead to that IMS ITP gets a bad reputation by the 
other units.  

13.2.1 Store Operations project  
Smaller projects, that should be carried out to the business more quickly, are named Store 
Operation projects. These usually have a tendency to be held up during the purchase. Our 
solution is that these purchases should be handled separately from other purchases by IMS 
ITP. These smaller projects could have their own purchasing channel. 

13.3 Difficult to find correct information 
Arranged meetings is often apprehended as information-less or an attempt to give informa-
tion, which lead to a passive listening from the co-workers point of view, according to Strid 
(1999). But Heide et al. (2005) say that personal communication is important, when it be-
come easier to create a consistency. With the new information technology facilities should 
the co-workers, instead of being “fed” with information search for the information them-
selves. To succeed with this, needs a clear and working dialogue between the employees, 
consider Heide et al. (2005).  

Among the IKEA employees who we have spoken to, they consider that it is hard to find 
the information they want on the intranet. This is a problem that we also discovered when 
we searched for information to this essay. Due to the difficulties in finding the correct in-
formation and the lack of time, instead you contact the persons who know where the in-
formation is. This creates a conflict then the co-workers with the largest personal network 
within the organisation, gets benefits when using informal communication channels. In this 
way they squeeze themselves before their colleagues, who reached and interpret the infor-
mation correctly. The individual persons that use the informal way can not see the disad-
vantages for IKEA in this way of working.  

13.4 Proposal for further investigations  
We consider it suitable that within a year make a thoroughly investigation of the three in-
volved units; U O, IT and IMS ITP. To compare the result with our investigation, also in 
more detail study where the lacks of co-operation and communications are. Then IKEA 
could compare our investigation with the new results, and see if there have been any im-
provements. They will also get an apprehension about what could be better in the future. 

13.4.1 The Specification of requirements 
To develop the new supplier channels are there many according to Gadde and Håkansson 
(1998) who presuppose that the conflicts should be eliminated. Gadde and Håkansson 
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(1998) means that this is a misunderstanding. They believe that there must be both an in-
terplay and conflicts to reach an efficient communication, which is illustrated in figure 10. 
The employees at IMS ITP who we have spoken with, also confirms this. They want a 
close co-operation with their suppliers, there a certain degree of conflicts is needed to get 
an inspire confidence co-operation.   

We consider that IKEA uses their suppliers’ competence, when they make a purchase. 
There will nevertheless be a problem if IKEA provides a too much detailed specification of 
requirements, at the first contact with the supplier. If the specification of requirements is 
too detailed, we consider that it can obstruct the suppliers’ scope for their own solutions, 
when the supplier has the best knowledge about what they can achieve with their products. 

We never found out, whether IMS ITP and IT uses the same name of the specification of 
requirements or the RFI. We had chosen to demarcate from this subject. But according to 
us, IKEA should do further investigations about this. IMS ITP considers that the specifica-
tion of requirements is to detail to play off a greater number of suppliers during the nego-
tiation. They mean that the detailed specification of requirements from IT only allows a 
few numbers of suppliers to take part in the negotiation, were these are the only ones that 
fulfil all the demands from the specification of requirements.  

According to us, considers IT that the negotiation takes to much time, also that since IT 
has the best product knowledge, they want to make the specification of requirements as de-
tailed as possible so that the product fulfil all the demands.     

If IMS ITP shows IT (the project manager or the orderer) how their negotiation process is 
accomplished, will the understanding for the IMS ITP´s actions become clearer for the 
other units. 

13.5 General suggestions for other organisations 
One important thing with the implementation of a centralized purchasing process, is that 
the organisation itself has to be centralized. Otherwise the organisation is not able to 
achieved the economies of scale which is the main reason for a centralized purchaseing de-
partment. 

Besides from the above, our result could be used in many different situations. It is not only 
relevant for a centralized purchasing process. Organisations can also use these suggestions 
when they are going to implement a new process or when they need to communicate be-
tween different units. Below we describe some suggestions that the organisation could use 
when they change their organisational structure.   

• Be aware of the complexity when different occupational groups should co-operate. 

• Decide and follow a common terminology within the entire organisation. 

• Involve all the concerned units and let them participate in the implementation of 
the new purchasing process. This will lead to a democratical view and all units have 
got the possibility to give their opinion.  

• Make sure that the different units have interpret the information about the new 
process before the execution. 
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• Decide one common way to communicate between the involved units during the 
purchasing process, before the implementation. 

13.6 Method criticism 
Our essay consist of a case study and a study there we compare the result from the case 
study with the theory. We motivate our chose of method then the purchase process is so 
new and there are not so many internal documents about how the units should act.  

The first thing we did was to look at the three units views of the purchasing process, by in-
terviewing employees at the involved IKEA-units. A disadvantage with interviewing people 
is that it is up to us to interpret how trustworthy the source is. It was hard to reach the con-
flicts within the company, when the co-workers did not acknowledge that there were any 
conflicts. But with right questions, did we receive the information we wanted. We had to 
reformulate our question to be able to receive the wanted information. We could not ask 
the question “Is there any conflicts between the units?” Instead we needed to ask questions 
about possible conflicts and interpret and analyse the answers. 

A problem was to get an overview of the process, when the different units focused on their 
own unit. Another problem was that the employees within a unit could have different opin-
ions about the process.  

An advantage was that there where a lot of authors within the subjects, were it easy to find 
relevant theories. We could also make a discussion between the authors, when we have 
found different literature, which contains the same theories. All the theories that we 
brought in this essay are known and that strengthen the trustworthiness surrounding our 
discussion. 
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Appendix 1. Interview questions 
This appendix gives examples of questions which we have used during the intervjues.  

• Which is your point of view regarding to the purchasing process? 

• Could you describe your part of the organisation? 

• Could you describe your assignment at IKEA? 

• Do you think that you are able to affect the process? 

• When do you think IMS ITP shold be contacted? 

• Do you have any contacts with the supplier? 

• How do you communicate between the different units? 

• How do you get information? 

• Is there anything you consider that need to be improved? 

• How is the following-up process handled? 

• Who affects the priorization of your daily work? 
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