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Tutkimuksen tavoitteet
Tämän tutkimuksen tarkoituksena oli lisätä ymmärtämystämme organisaatioiden 
ostokäyttäytymisestä. Tutkimusaihetta tarkasteltiin teollisen markkinoijan 
näkökulmasta. Tutkimuksessa käsiteltiin organisaatioiden ostokäyttäytymisen eri osa- 
alueita, kuten ostotilanteet, ostopäätösprosessi, ostokeskus ja ostokriteerit. Tavoitteena 
oli luoda seikkaperäinen näkemys paperin ostamisesta ranskalaisten 
kantokassinvalmistaj ien keskuudessa.

Tutkimuksen taustaa
Tutkimusaiheen valintaan vaikutti yritysten olennainen tarve ymmärtää perinpohjin 
asiakkaidensa ostokäyttäytyminen voidakseen suunnitella tehokkaasti markkinointi- ja 
myyntitoimenpiteensä. Organisaatioiden ostokäyttäytymisen tutkimuskenttä on vielä 
hajanainen, eivätkä esimerkiksi erikoispaperit, kuten kantokasseihin käytettävät 
paperilaadut, ole saaneet merkittävää huomiota osakseen.

Tutkimuksen toteutus
Tutkimuksessa esitettävät tiedot perustuvat kirjallisuuskatsaukseen sekä ranskalaisten 
kantokassinvalmistaj ien haastatteluihin. Tutkimus on luoteeltaan kvalitatiivinen ja 
kuvaileva. Tapaustutkimus (case) -menetelmää käytettiin, jotta tutkimusilmiöstä 
saataisiin mahdollisimman autenttinen kuva.

Tulokset
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kuvaukseen. Tutkimustulokset olivat tietyssä määrin yhdenmukaiset aiemman 
kirjallisuuden kanssa. Ranskalaisesten kantokassinvalmistaj ien ostamisessa erottui 
selkeästi kaksi erilaista ostotilannetta: uusi tehtävä ja uudelleenosto. Sen sijaan ero 
suoran uudelleenoston ja muunnellun uudelleenoston välillä ei käynyt ilmi. 
Kantokassinvalmistajien ostopäätösprosessi vaikutti olevan yksinkertaisempi kuin 
kahdeksanportainen ostovaihemalli. Käytännössä joidenkin prosessin vaiheiden 
läpikäyminen saattoi myös jäädä ostajalta huomaamatta. Aiempaa kirjallisuutta tukien 
myös ranskalaisten kantokassin valmistajien keskuudessa yleensä useampi henkilö 
vaikuttaa ostopäätöksen syntymiseen. Tutkimustulokset osoittivat myös, että heidän 
tärkeimmät ostokriteerinsä ovat hinta-laatusuhde, laatu, hinta, toimituksen luotettavuus 
ja varastointi.

Avainsanat
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Objective of the Study
The purpose of the study was to advance our understanding about organizational buying 
from the viewpoint of an industrial marketer. Various aspects of organizational buying 
behavior were analyzed clarifying the concepts of different buying situations, purchase 
decision-making process, buying center and purchase criteria. The objective of the study 
was to provide with insights into the paper purchasing among French carrier bag 
producers.

Background to the Study
The research subject was chosen since it is essential for the selling companies to have a 
comprehensive knowledge about their customers’ buying behavior in order to plan their 
marketing and selling efforts more effectively. Today, the research in the area of 
organizational buying is still fragmented and the field of speciality papers including bag 
papers, for instance, has not received a significant attention in buying research.

Implementation of the Study
The data presented in the study is gathered through a literature review in the research 
area and interviews conducted in the French carrier bag sector. The nature of the study 
can be characterized as qualitative and descriptive. The case-study method was applied 
to provide with authentic insights into the research phenomenon.

Findings
The major contribution of this study is the empirical illustration of concrete 
organizational buying practices. The results of the study were consistent with the 
existing literature to some extent. However, on the basis of the findings two different 
types of buying situations, new task and rebuy, could be clearly distinguished while no 
division into straight and modified rebuy situations was made. French carrier bag 
converters’ buying processes appeared to be simpler than the eight-step buyphase 
model. Sometimes various phases of the process are covered without really recognizing 
them. Supporting the existing literature, also among carrier bag producers several 
persons tend to influence the purchase decision-making. Yet, the findings indicated that 
the most important criteria affecting the carrier bag converters’ purchase decision
making are price-quality relationship, quality, price, delivery reliability and stocking 
service.

Key Words
Industrial marketing, organizational buying, buyer-seller interaction, buying situation, 
purchase decision-making process, buying center and purchase criteria.
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1 INTRODUCTION

In this introductory chapter the background to the study will be explained by describing 

the research area. Then research gap will be established followed by presenting the 

research purpose and questions of the study. Thereafter, some key concepts and 

limitations of the study will be explained. The introduction ends up by clarifying the 

structure of the study.

1.1 Background to the Study

In the highly competitive world of today, all the companies aiming to rise above the 

competition work hard to continuously improve their performance. Companies’ 

strategies guide performance of different functions, among them marketing. In order to 

develop one’s marketing activities, some kind of prediction of buyer behavior is needed. 

It has even been argued that understanding organizational buying forms a prerequisite 

for efficient industrial marketing planning, (e.g., Möller 1981:7, Möller and Laaksonen 

1984:1-3) Very often in practice the buying behavior of the industrial customers is 

believed to be generally known within a selling company even though no systematic 

research has been carried out. This is, however, in contradiction with the argument that 

effective marketing and selling would heavily depend upon a steady flow of information 

about, for instance, customers’ buying behavior and market conditions provided by 

formal research. (Webster Jr. 1979:3)

Organizational buying can be regarded as a complex research area comprising a 

considerable range of related issues. Due to this multiplicity, the research in the area has 

been criticized for its fragmented nature. The available literature concerning 

organizational buying comes from a variety of areas with marketing, organizational 

behavior, purchasing and economics providing the major areas of interest. (Parkinson 

and Baker 1986:5) During the past two decades the importance of combining the 

analysis of organizational buying and industrial marketing has been emphasized. Since 

these two phenomena confront and interact in business markets, it has been claimed that 

research focusing exclusively on either one phenomenon does not give a complete 

picture of the issue. Especially International Marketing and Purchasing (IMP) -Group

1



consisting of European researchers has been active in investigating international 

marketing and purchasing the emphasis being assigned to the interaction and 

relationships between buying and selling companies. (Håkansson 1982, Parkinson and 

Baker 1986)

Industrial marketing has been described as evolutionary experiencing incremental 

changes. Möller and Wilson (1995) argue that during the late 1980s the view on 

industrial marketing changed remarkably since it was recognized that it is frequently 

based on long-term interaction and cooperation between buying and selling companies 

instead of only single transactions taking place. As the future is likely to bring along 

among other things shorter time spans, turbulence in economies and better-informed 

buyers facing more highly skilled sellers, the industrial marketers should possess more 

in-depth knowledge and have a hold of more accurate and timely information about 

buying behavior than in the past. The analysis of organizational buying behavior 

provides marketing and selling personnel with some practical values by helping, for 

instance, to identify and evaluate the need for market information, to interpret available 

market information and to better predict and understand the buyers’ activities and 

reactions. (Wilson 1981:18)

1.2 Research Gap

Traditionally industrial marketers have appeared to not to utilize knowledge based on 

organizational buying behavior to the maximum extent while planning their marketing 

and selling efforts. Due to its high complexity, organizational purchase decision-making 

seems to be difficult to investigate thoroughly. The number of people that may 

participate in organizational buying and the numerous factors that bear on a purchase 

decision generally make systematic and comprehensive research quite time-consuming 

and expensive. The phenomenon has been tried to conceptualize in various models but, 

after all, conceptual and empirical elements of organizational buying have turned out to 

be divergent and no single coherent theory has been synthesized. All this has resulted in 

the fragmented nature of much of the published organizational buying research and 

relatively non-representative samples of most academic studies. Additionally, much of 

the research has tended to focus exclusively on analyzing organizational buying with
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scant attention given to the fact that buying can be considered to interact with selling. 

(Moriarty 1983:15, Wind and Thomas 1980)

Paper bag market in the Western Europe is expected to grow only at a moderate pace in 

the next few years. (Korpivaara 1998) Therefore, it will be more essential than ever for 

the selling companies to acquire accurate information about their customers’ buying in 

order to remain competitive. As to the printing and writing papers, several studies (e.g., 

Korpisaari 1988, Puustinen in Valtonen 1991) have shown that technical properties and 

price play a crucial role in purchasing. However, there is not much evidence about 

buying behavior in the field of speciality papers, and more specifically in the sector of 

bag papers bought by carrier bag converters. Among the possible reasons why a 

thorough knowledge about the speciality papers’ converters’ buying has not been 

systematically acquired may be that traditionally in the Finnish paper industry the 

greatest emphasis has not been put either on customer orientation or on marketing and 

selling efforts. (Juslin and Pesonen 1994) Another point is that sometimes the 

significance of speciality papers’ sectors has perhaps been somewhat disregarded in 

favor of printing and writing papers which represent much larger volumes and therefore, 

are typically of a greater interest for the society. Generally speaking raw materials and 

components have usually received less attention in buying research than for instance, 

capital goods, in spite of their substantial impact on profits and smooth production. 

(Möller 1981:10) Due to all that presented above, this study aims at digging deep in bag 

paper sector which falls within the speciality papers’ field. Buying decision-making 

among carrier bag converters offers an interesting task in France which belongs to the 

most important consumers and producers of carrier bags in Europe.

1.3 Research Purpose and Questions of the Study

The research problem incorporates in the lack of realizing that an advanced knowledge 

about organizational buying would contribute to selling more effectively. Thus, the 

purpose of the study is to broaden our understanding about organizational buying by 

adopting an interaction approach to examine organizational buying from the viewpoint 

of an industrial marketer. The study aims at clarifying the nature of different buying 

situations, purchase decision-making process, buying center and various purchase
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criteria. The objective is to provide with insights into the paper purchasing among 

French carrier bag producers while the importance of an in-depth understanding about 

the customers’ buying behavior is emphasized. An attempt is made to bring up accurate 

information and new ideas to marketing and sales people on how the knowledge about 

carrier bag converters’ buying behavior could be exploited more fully.

The study aims at providing with answers to the following questions:

■ How is an industrial purchase decision made among the French carrier bag 

converters?

■ How does their buying procedures differ in different situations?

■ How do different persons affect the French carrier bag converters’ purchase 

decision-making?

■ How do the carrier bag converters perceive different evaluative criteria influencing 

their purchase decision-making?

1.4 Definitions and Limitations

Some of the key concepts of the study will be highlighted here. Other concepts will be 

defined when they come up. Additionally, due to the technical nature of the case 

industry, several terms related to the subject will be explained more in detail in 

Appendices I, II and III with the aim to clarify the overall picture of the research issue.

Organizational buying, or synonymously industrial buying, is often described as an 

interaction process with multiple objectives between the selling and buying companies. 

(Möller and Laaksonen 1984:1-3) According to another definition it is “a decision

making process by which formal organizations establish the need for purchased 

products and services, and identify, evaluate, and choose among alternative products 

and suppliers”. Consequently, it has been argued that organizational buying is much 

more than a simple act of placing an order with a supplier. (Webster and Wind 1972:1- 

2) In this study the terms “buying”, “purchasing” and “procurement” as well as the 

corresponding verbs are used synonymously.
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Organizational buying occurs in organizational markets, which can be classified into 

industrial markets, reseller markets, and government markets. This study is limited to 

analyzing industrial markets, or in other words producer or business markets, in which 

buying companies purchase goods and services to aid them in producing other goods 

and services. (Kotier 1984:162)

Industrial marketing, which can interchangeably be called business-to-business 

marketing or just shortly business marketing, is defined as marketing targeted at 

organizational customers instead of individual consumers. Consequently, it occurs in 

organizational markets similarly to the organizational buying. (Rope and Vahvaselkä 

1992:281) The term industrial marketer will be used to refer to a company exercising 

among others both marketing and selling functions, which are not to be considered 

synonyms. However, in this study the terms “industrial marketer”, “selling company”, 

“seller”, or “supplier” will be used interchangeably in some places referring to the 

whole company without specifying the organizational structure with different functions. 

As this study focuses on examining converters buying bag papers for carrier bag 

production, the sellers in the market are paper suppliers.

The empirical part of this study concentrates on examining the organizational buying of 

French carrier bag producers who buy paper to print and convert it into bags. Hence, the 

purchased item is paper and in this study, the term bag paper will be used to refer to 

paper grades that are most commonly used in paper bag converting. Thus, the term 

points to so called kraft paper which is produced both bleached and unbleached. Mainly, 

according to the paper finition method, the krafts used for bags can be further divided in 

MG (machine glazed) and MF (machine finished) papers. Sometimes also recycled and 

bleached coated grades are used. (Manner 1993, Korpivaara 1998) Despite the carrier 

bags, other end-use areas as well as other markets are not included in the scope. In order 

to allow for a better identification of the specific niche subject to evaluation, the end-use 

area of carrier bags and the concept of carrier bag will be explained in detail in 

Appendices I and III.

As to the limitations of the study, some concentration is indispensable due to the vast 

fields of organizational buying and industrial marketing and the numerous concepts 

related to them. The focus of this study is on the buying process and evaluative criteria
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applied when purchasing. The concepts of a buying center and buying situations will 

also be discussed due to their centrality in the context of each industrial purchase 

decision. The discussion on the buying center will concentrate on the composition of the 

center and on the functional origin of the buying center members. The examination of 

the general environmental influences, which are not part of any one decision but form 

the overall context in which purchase decisions are taken, is excluded. Consequently, 

factors related to external environment (structure of supply market, nature of 

competition, governmental intervention and changes in technology), organizational 

characteristics (organizational structure, communication systems, management quality 

and production technology), interpersonal relationships (relationships between 

organizational members participating in the buying process), and individual 

characteristics (age, education, organizational position, innovativeness, need for 

certainty and buying-related knowledge) go beyond the scope of this study and will not 

be analyzed. Despite excluding from this study, the influence on organizational buying 

of the factors related to internal and external environment is acknowledged and 

industrial marketers are encouraged to acquire a good knowledge of these contextual 

factors, too.

1.5 Structure of the Study

This study is divided into five main chapters. The first chapter introduces to the reader 

the research area, research purpose and questions of the study. Also the key concepts 

and limitations to the study will be clarified and the structure of the study summarized. 

Following the introductory chapter, the second one presents the theoretical foundations 

of the study. First, the distinctive characteristics of organizational buying and industrial 

marketing will be discussed. Thereafter, the reader will be familiarized with different 

concepts useful while examining organizational buying. At the end of the chapter, a 

concluding framework will be presented.

The third chapter concentrates on discussing the methodological issues. Research design 

will be described followed by explaining the execution of the empirical study. To 

conclude the methodological discussion, validity and reliability of the study will be 

assessed. In the fourth chapter an overview is provided on the paper bag market in
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Western Europe and in France as well as on the carrier bag market in France. Then the 

companies that participated in the study will be introduced before moving on to the 

analysis of the French carrier bag producers’ buying behavior. The concluding Chapter 

5 summarizes the major findings and presents managerial implications as well as 

suggestions for future research.

2 LITERATURE REVIEW

This chapter will provide with an overview of existing literature on organizational 

buying and industrial marketing. These two phenomena confront in organizational 

markets while purchasing of industrial goods is seen, as defined earlier, as an interaction 

process between the buying and selling company within a certain environment. On the 

other hand, the task of marketing is to interpret the product characteristics in terms of 

benefits to the buyer aiming at mutually satisfying exchanges between the buyer and 

seller. Marketing and purchasing have often been analyzed separately although the 

interaction between them has been recognized. All along the following literature review 

the buyer-seller interface will be taken into consideration while applying the supplier’s 

perspective. To begin with, the special features of organizational buying and industrial 

marketing will be evaluated followed by discussing the latest evolution of marketing 

and purchasing function. The interaction between buying and selling companies, which 

frequently leads to establishing relationships, will be brought up by presenting an 

interaction model. The importance of acquiring knowledge about buying behavior being 

emphasized, the central concepts of organizational purchasing are analyzed from the 

perspective of an industrial marketer. The literature review ends up in a framework 

which concludes the discussion presented in this chapter.
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2.1 Distinctive Characteristics of Organizational Buying and 
Industrial Marketing

In this section the characteristics of organizational buying and industrial marketing that 

distinguish them from individual buying behavior and marketing occurring in consumer 

markets will be presented. To begin with, the industrial marketer faces normally fewer 

and larger buyers than a consumer marketer. Due to this fact, it is often pointed out that 

a single customer or even an individual order may be of a significant importance for the 

supplier. (McTavish and Maitland 1980:6) Mahin (1991:23) claims that in comparison 

to consumer markets, the purchasing power is concentrated in business markets in a 

way that often 20% of the customer base accounts for 80% of a selling company’s total 

sales. This argument is contradictory with a traditional view according to which the 

business market structure is relatively atomized with numerous buyers and sellers and 

with prevailing ease and speed of supplier change as well as the ease of suppliers’ 

market entry or exit. On the other hand, the traditional view is challenged also by the 

researchers of the International Marketing and Purchasing (IMP) Group who stress the 

stability of industrial market structures. They maintain that the buying and selling 

companies present in a specific industrial market know each other well and are, 

therefore, aware of any movements in either the buying or selling market. Besides, 

those movements are relatively few and occur often slowly. Hence, it seems likely that 

close and long lasting relationships reflect the stability of the market. (Håkansson 

1982:1-6)

Another distinctive character is that the industrial market is easily identifiable in 

comparison to the consumer market. There are, however, both narrow and broad sectors 

in industrial markets but they all remain easy to identify. An example of a broader 

market is the one of a manufacturer of wood-working machinery who has its customers 

in building, furniture, saw mills, railways, as well as in shipyards. Among the 

advantages of a readily identifiable market are, for instance, a lesser need for marketing 

research, easy focusing on the target market enabling more effective research and 

development. (McTavish and Maitland 1980:12) Furthermore, a special feature in 

industrial markets is that the demand for industrial goods is derived from the demand on 

the consumer market, i.e., from the demand for the products of which the purchased 

item form a part or is needed to produce. In order to not to lose sight of changing market
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preferences, an industrial marketer should observe the needs and market trends 

originating from the end product’s markets. Followingly, both the industrial marketer’s 

and the organizational buyer’s businesses are ultimately dependent on consumer 

demand. (Kotier 1984:162-163, McTavish and Maitland 1980:24, Mahin 1991:9-10) In 

the context of this study, it can be stated consequently that the demand for bag papers is 

derived from the demand for paper bags.

Some more factors distinguishing marketing and purchasing in business and consumer 

markets are that business organizations tend to have a more complex purchasing 

process, different purchasing motives and a higher level of interaction among the 

persons that participate in buying than do consumers. Due to the fact that there are 

several persons influencing the organizational buying, it is important for a seller to 

notice that a purchase decision must fulfill heterogeneous needs of different functional 

areas and of different organizational levels. (Valtonen 1991:2-3, Webster Jr. and Wind 

1972:6-7) An argument suggests that organizational buyers are rationally motivated 

omitting emotional factors from the consideration. Accordingly, the purchasing of 

industrial goods would typically be based on an objective evaluation of technical and 

commercial criteria. On the other hand, however, the fact that organizational buyers are 

human beings and thus, susceptible to emotions has long been recognized. Industrial 

marketers cannot therefore ignore the significance of human attitudes, behavior and 

motivational forces. Buying involves easily hierarchical and organizational pressures on 

those who perform or influence the purchasing, which speaks for the need to meet also 

other criteria than economic and technical ones. (McTavish and Maitland 1980:7,46) 

Nevertheless, rational motives seem to be frequently more stressed since companies’ 

professional experts buy to meet production needs for defect-free material and on-time 

deliveries at their own customers. Additionally, a business purchase affects the firm’s 

financial result, whereas a consumer purchase contributes to the well-being of a family 

or an individual. For these reasons all aspects of a sales proposition including technical 

support capabilities, financial terms, and delivery schedules, are carefully evaluated 

while the importance of personal selling and expertise of the sales personnel are 

emphasized. (Mahin 1991:8, McTavish and Maitland 1980:6)

Another point adding to the complexity of the purchase decision-making process as well 

as to the need for seller’s technical competencies, is the technically complicated nature
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of industrial products. Since they are aimed to be used in the buyer’s own activities, the 

buying company is considerably dependent on the seller regarding, for instance, the 

conformity of quality and quantity. On the other hand, the seller is argued to need 

technical competencies to comprehend the buyer’s technical and economic activities so 

that they can better meet the buyer’s needs. (Webster Jr. and Wind 1972:6-7) Industrial 

products differ from consumer products also in terms of product development process. 

A higher proportion of new industrial product ideas originates from customer than on 

consumer market. The reason for this is claimed to be partly larger customers’ own 

technical idea-generating personnel and partly the continuous interactive relationships 

that often exists between business marketers and their customers. (Mahin 1991:24) 

Additionally, several facts presented above suggest that a functional interdependence 

prevails at the selling and buying company. (Vaitonen 1991:2-3, Webster Jr. and Wind 

1972:6-7)

To summarize this chapter, Table 1 resumes the main distinctive features of 

organizational buying and industrial marketing occurring in industrial markets in 

comparison to purchasing and marketing in consumer markets.
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Table 1. Distinctive Characteristics of Organizational Buying and Industrial 

____________ Marketing Compared to Individual Purchasing and Consumer Marketing.

Business Market Consumer Market

Purchasing power is concentrated. Purchasing power is dispersed.

Market is easily identifiable. Market is more difficult to identify.

Demand is derived. Demand comes directly from final users.

Long lasting buyer-seller relations. Short term transactions.

Buying process contains more stages and

is more complex.

Buying process contains fewer stages and

is less complex.

Higher level of interaction among the

persons that participate in buying.

Lower level of interaction among the

persons that influence the buying.

Professional buyers. Consumers lack specialized knowledge.

Organizations buy to satisfy the needs of

their customers.

Consumers buy products or services to

satisfy their personal needs.

Personal selling is emphasized. Advertising is emphasized.

Products are technically complex. Products are not so complex technically.

Customer-active product development

process.

Customer-passive product development

process.

Source: Adapted from Mahin 1991:21-23.

In the following chapter, changing views on marketing and purchasing will be discussed 

in order to highlight the evolution of these two functions interacting in industrial 

markets.

2.1.1 Latest Directions in Marketing and Purchasing

In this chapter, the changing views on industrial marketing and organizational buying 

will be presented. The old way of thinking in business markets was characterized by 

more or less adversarial relationships between buyers and suppliers, a short-term 

orientation, buying based on lowest prices, inspection of incoming shipments, large 

inventories and little interaction with suppliers apart from the initial negotiations and 

possible complaints. Nowadays, companies are searching for being more efficient by

11



collaborating with their counterparts. Fewer suppliers are often used but then buyers and 

sellers view themselves more as long-term partners sharing information and 

technologies more openly than in the past. (Wilson 1994)

In marketing literature, the 1950s has been named the era of mass-marketing and the 

1970s the era of market segmentations, whereas the 1990s represent highly personalized 

or focused marketing which is most widely called relationship marketing. Although the 

term has only recently been taken into use, Buttle (1996) points out that it has been 

practiced to some extent already for a long time among some industrial marketers. The 

essence of relationship marketing is developing mutually beneficial long-term 

relationships between buyers and sellers and the importance of retaining existing 

customers is brought up instead of strongly emphasizing winning new customers. 

Among other terms used to describe the shift from transaction-orientation towards close 

buyer-seller relations can be mentioned interactive marketing or customer partnering. 

Along with the focus shift towards closer long-term relationships, marketing’s role as a 

management function is concentrated on ensuring that every aspect of the business is 

focused on continuously delivering superior value to customers. Also informing other 

functions about customers’ activities and needs as well as changes occurring in them 

can be considered a marketing task. Briefly, the industrial marketing is about linking the 

seller’s and the buyer’s production systems and in order to be successful, relationship 

marketing requires cooperative behavior from the both parties. Although the future of 

marketing is widely seen to rely on relationship marketing and the phenomenon is 

commonly spreading out, it is worth noticing that it is stronger in some sectors and 

industries than others. Interestingly, it has also been argued that close buyer-seller 

relationships are not necessarily even desirable in all situations. Having a close relation 

in longer term, as emphasized in relationship marketing, has indeed a different meaning 

in different sectors and thus, marketers should assess how much closeness is appropriate 

to a given situation. (Buttle 1996, Håkansson 1980, Jackson 1985, Morgan and Hunt 

1994, Webster Jr. 1992, Wilson 1994)

As to the buying, since the 1980s the area of purchasing and resource management has 

been subject to an increasing attention. This is, in general, due to the increase in value 

of purchased items as a percentage of total revenue for manufacturing firms, an 

expansion of foreign sourcing and the increased rate of technological change

12



accompanied by shortened product life cycles. While an effectively operating 

purchasing function can make an important contribution to company results by keeping 

costs down, the significance of planning for supply markets has been recognized. 

Consequently, the role of purchasing as a strategic function has come up. Purchasing 

has been defined to be in charge of acquiring all goods and services, which are 

necessary for running, maintaining and managing the company’s activities, in the most 

favorable conditions. To be more precise, right quality should be obtained in the right 

quantity, at the right price and from the right source to be delivered at the right moment. 

(Parkinson and Baker 1986:43-46, Soukup 1987, Van Weele 1994:8-9) The acquisition 

of goods as mentioned above requires not only the selection of competent suppliers but 

also working with them to develop continuously their quality, delivery and other 

capabilities. (Hahn et al. 1990) As the supplier development activity is gaining more 

and more attention, buyers have more frequently an intention to work with suppliers on 

a continual basis in a closer relationship and thus, the nature of the buyer-seller 

relationships is experiencing changes. Among the indicators of this change are claimed 

to be the implementations of just-in-time (JIT) programs, increasing product quality, 

and the buyers’ increasingly proactive attitude towards suppliers. (Wilson 1994) 

Anyway it seems rather clear that the ultimate objective of organizations involved in a 

relationship is attaining of goals that are unachievable by organizations independently. 

(Morgan and Hunt 1994)

To sum up this chapter, it can be stated that today, the focus shift from individual 

transactions, like sale and purchase, to relationships is emphasized in the areas of 

marketing and purchasing. This indicates closer interaction between buyers and sellers 

over timein order to develop relations. In the following chapter, the organizational 

buying will be assessed from an interactive perspective.

2.1.2 Interaction Approach to Organizational Buying

In the previous chapter, the distinctive characteristics of organizational buying and 

industrial marketing as well as the latest directions in those areas were presented. Now 

the interplay of these phenomena through the buying and selling companies will be 

analyzed. An interaction approach will be adopted the discussion being mainly based on
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the interaction model presented by the International Marketing and Purchasing (IMP) 

Group which is specialized in investigating industrial buyer-seller interface. (Håkansson 

1982).

It has been argued that research that focuses exclusively on either buying or selling is 

not highly successful in capturing the dynamic exchanges that develop and vary over 

time in a buyer-seller relationship. Parkinson and Baker (1986:190-192) argue that any 

analysis of organizational buying behavior should recognize that the buyer is an active 

participant in purchasing and that buying decisions are the consequence of interaction 

between supplier and buyer. European scholars, notably the IMP-Group (Håkansson 

1982), have long maintained that the important unit of analysis to fully comprehend the 

nature of industrial marketing is the buyer-seller relationship. But it is only in 1980s that 

considerable attention has been given to the proposition that buyers and sellers are 

partners in an exchange process to which both bring professional skills or benefits to the 

other. Interaction in long term builds usually up a closer relationship between the 

interactive parties. To describe the buyer-seller interaction, the IMP-Group has created a 

model which is explained in the following.

Interaction Model

The interaction framework developed by the IMP-Group has its roots in the evolutions 

of the marketing literature with an emphasis on inter-company relationships. The 

interaction approach is built on several factors, which the earlier studies of the IMP- 

Group have indicated to be important in industrial markets although they seem to have 

been generally somewhat neglected in other previous research. Firstly, both buyer and 

seller are considered active participants in the market. Any one of them may be engaged 

in preparing specifications for a needed item or for an offering, or in searching to find a 

suitable buyer or seller. On the contrary to more traditional attitudes, the seller is not 

regarded as the sole active partner but the buyer may also attempt to manipulate and 

control the transaction process. Interaction in fact occurs when both parties recognize 

their mutual interdependence and are interested in each other’s resources. Secondly, the 

relationship between buyer and seller is frequently close and long-term involving a 

complex pattem of interaction between and within each company. Consequently, the 

marketers’ and buyers’ task is not simply making a straightforward sale or purchase but 

it may have more to do with maintaining the relationship. Thirdly, the links between the
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buying and selling company often become institutionalized into a set of roles. This 

means that each party expects the other to perform a certain task. The division of the 

responsibility may be problematic in such areas as product development, stock keeping, 

and product testing. All in all, adjusting is most probably needed in organizations and 

operations and both co-operation and conflicts may occur. Fourthly, the significance of 

past purchases and the associated buyer-seller relationship are emphasized in the 

context of infrequently purchased products whereas close relations are typically 

considered important especially in the context of continuous raw material or component 

supply. (Cunningham 1980, Håkansson 1982:14)

As mentioned earlier, marketing and purchasing of industrial goods can be seen as an 

interaction process between two parties, i.e., buyer and seller, within a certain 

environment. In the interaction model presented by the IMP-Group four groups of 

variables describe and influence the interaction between buying and selling companies. 

These variables form the main elements of the model (Håkansson 1982:14-15):

1) The interaction process,

2) The parties involved in the interaction process, both as organizations and as 

individuals,

3) The environment within which interaction takes place, and

4) The atmosphere affecting and affected by the interaction.

The model is shown below in Figure 1.
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Figure 1. An Illustration of the Interaction Model.

Environment
(market structure, dynamism, internationalization, 
position in the manufacturing channel, social system)

Atmosphere
(power/dependence, cooperation, closeness, expectations)

Organization
Technology
Structure
Strategy

Individual

Short term: exchange episodes 
(product/service, information, 
financial and social)

Interaction Process

Long term: relationships
(institutionalization,
adaptations)

Organization
Technology
Structure
Strategy

Individual

Source: Based on Håkansson ( 1992:24).

Interaction Process

The first element of the model, the interaction process, is described to consist of short

term individual episodes, like the placing and delivering of a particular order, as well as 

of longer-term aspects of buyer-seller relationship. The longer-term features of the 

relationship both affect and may be affected by each episode. To begin with, we will 

discuss the episodes. The episodes occurring in an industrial market relationship involve 

four types of exchange between two parties. These are: 1) product or service exchange, 

2) information exchange, 3) financial exchange, and 4) social exchange. The exchange 

of product or service forms frequently the core of the exchange. Therefore, its 

characteristics are likely to have a significant effect on the whole relationship. For 

instance, uncertainty associated with the product is likely to have an impact on the final 

result of an episode. The interesting aspects of information exchange comprise the
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content of information, the width and depth of relevant information as well as the 

formality of the information exchange. The amount of money involved in financial 

exchange indicates the economic importance of the relationship. Social exchange, in 

turn, has an important function in reducing perceived uncertainties and building up trust 

between buyer and seller. (Håkansson 1982:16-17)

Next the longer-term dimension of the interaction process will be discussed. As 

mentioned earlier, relationships between buyers and sellers are based on individual 

exchange episodes. The routinization of these episodes over a period of time leads to 

expectations in both parties building up contact patterns and finally institutionalized 

roles within the relation. An interesting point is that information and social exchange 

between parties can continue for a considerable time without any exchange of product 

or money taking place. Another important aspect of the relationship is the adaptations, 

which either one party may make. Adaptations may occur, for instance, in product, in 

financial arrangements, in information routines or in social relations. They can occur 

both over the time involving many individual transactions and during a single major 

transaction process. To the adaptation benefits belong, e.g., cost reduction, increased 

revenues or differential control over the exchange. Although adaptations can come 

about in an unconscious manner as a relationship develops, it is important to notice that 

the manipulation of the adaptations may be part of a conscious strategy. Hence, 

modifications to product, delivery, pricing and information routines can belong to the 

seller’s marketing strategy. Similarly, the buying company may consider adaptations in 

its product requirements, productions methods, the price it is prepared to accept, its 

information needs and the modification of its own delivery or stocking policies. 

(Håkansson 1982:17-18, Seyed Mohamed 1989:2-3)

Participants in the Interaction Process

The second main element of the interaction model consists of the interacting parties 

encompassing the selling and buying companies as well as the individuals representing 

them. The main characteristics related to the organization are technology, organizational 

size, structure and strategy as well as organizational experience. Technical issues are 

often crucial in industrial markets to the extent that the aim of the interaction process 

could be described as reaching a fit between the buyer and seller technologies. The size 

and the power of the buying and selling company, in turn, define their basic positions
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from which to interact. Usually, a large firm with considerable resources is more likely 

to dominate its customers or suppliers than a smaller firm. Also the structure of each 

organization in terms of the degree of centralization, specialization and formalization 

has an impact on the interaction process. In the short term, organizational structures are 

seen to form the framework within which interaction takes place whereas in the longer 

term an individual exchange episode or continuous interaction may modify the 

structure. Strategies of the buying and selling company participating in the interaction 

do naturally influence considerably both the marketing and purchasing actions. 

Organizational experience refers to a company’s experience of the current and other 

relationships and their management. Besides organizations, also the individuals 

representing them affect the interaction process. There are always at least two 

individuals, typically a buying agent and a salesman, but more commonly several 

individuals from different functions and organizational levels. When they exchange 

information and build up social relations, their experience, personalities and motivations 

have an impact on their behavior. (Håkansson 1982:18-19)

Environment and Atmosphere

The third fundamental element of the interaction model is the environment within which 

the interaction takes place. The environmental context has several aspects, which are the 

following: market structure, dynamism, internationalization, position in the 

manufacturing channel and the social system. Each buyer-seller relationship is actually 

one of numerous similar relationships existing either nationally or internationally within 

the same market. The structure of the market depends on several things, such as the 

concentration of buyers and sellers and the rate of change in the market. In a dynamic 

environment, close relationships facilitate predicting changes in the market. On the 

other hand, the opportunity costs in terms of the development of other market actors can 

be high when relying only on a few existing relationships. Internationalization of the 

environment affects interaction process by motivating to develop international 

relationships, which in turn may require changes in the organization. Further, different 

positions in the manufacturing channel influence differently the interaction process. The 

last aspect of the environment is the social system surrounding a given relationship. 

Attitudes, perceptions and practices of a social system have an impact on the occurring 

interaction as they differ from one social system to another. Finally, the fourth main 

element in the interaction model is the overall atmosphere of the relationship. The
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atmosphere constitutes of the power-dependence relation, the state of conflict or co

operation, overall closeness or distance between the buyer and seller and the companies’ 

mutual expectations. There are both advantages and disadvantages connected with 

different atmospheres. The atmosphere may also determine the supplier’s image and 

reputation over a long time. (Cunningham 1980, Håkansson 1982:20-22)

Implications of the Interaction Model

Implications of the interaction model for marketing and purchasing management include 

a couple of points. First, from the marketing perspective the implications concern 

allocation of resources and design of competitive means. The model indicates that the 

selling company should decide in order to be efficient how to limit its activities to 

certain types of buyer relationships according to its technology, organization and 

knowledge. The seller should also develop a policy on how to deal with different 

customers. As to designing competitive means, the long-term goal is to have a 

controlled development of relationships in terms of power-dependence and cooperation- 

conflict aspects. In short term, the aim is to attain an efficient way of handling the 

different exchange processes. Second, the implications of interaction model to 

purchasing are similar to marketing concerning the selection of appropriate partners to 

be suppliers as well as the subsequent management of the relations. (Cunningham 1980, 

Håkansson 1982:25-26) To be able to utilize the supplier’s capabilities effectively, the 

buying firm should have a full knowledge of the supplier as well as the supplier should 

thoroughly know the buying company. This demand for mutual knowledge means that a 

buyer-seller relationship can be seen as an investment by both counterparts. (Håkansson 

1980)

To conclude, it can be stated that among the reasons that make a close interaction 

interesting for a supplier or a buying company can be mentioned the need to increase 

the efficiency of business transactions in order to obtain lower costs, higher profits and 

the organization’s improved control of some part of its environment. (Cunningham 

1980, Håkansson 1982:22) On the other hand, it has been suggested that it is in 

particular the increasing quality requirements that have induced buyers and suppliers to 

become more cooperative and to consider continuous interaction in a long term in order 

to build up closer relationships. Interaction allows both parties to benefit from the 

other’s technical expertise. (Cunningham 1980, Wilson 1994) Several reasons
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encourage buyers to commit to the same supplier over a longer period. First, the search 

and evaluation of new potential suppliers requires substantial efforts and costs as well as 

a risk of supplier nonperformance. Second, it may be easier to remain with the current 

supplier than to switch due to the eventual adaptations that may have taken place in 

terms of operating routines, machinery, production processes and knowledge. 

(Håkansson 1982:3-4, Jackson 1985)

Shortly, the buyer-seller interaction is a dynamic process varying in intensity and 

requiring adaptations by either or both parties. Clearly, the relationships can involve 

both conflict as well as cooperation. Next we will move on to examining more in detail 

the buyer’s activities in the interaction, i.e., organizational buying will be assessed from 

the seller’s point of view.

2.2 Examination of Organizational Buying

Planning effective marketing strategies is argued to require knowledge of the buyer’s 

behavior, the buying process, and the various influences and motivations that affect the 

buying. (Robinson et al. 1967:183) Therefore, some key concepts will be discussed in 

this chapter in order to clarify the multiple nature of industrial buying for the marketers.

Various models have been created to describe organizational buying behavior, which 

can be approached from different viewpoints depending upon the analyst’s purpose and 

favored discipline. (Webster Jr. and Wind 1972:12) Buying as such has been 

characterized as a dynamic decisioning process involving diverse functional areas and 

hierarchical levels within an organization. This process is seen to include a sequence of 

activities of varying complexity. (Robinson et al. 1967:12) Following a complicated 

process, purchasing decisions are claimed to have a complex nature due to the variety of 

activities and the number of people involved. (Churchill Jr. et al. 1993:26)

In the following sections, some key concepts of organizational buying are analyzed. 

First, different buying situations will be introduced. Second, purchasing will be 

described as a process consisting of several phases. Thereafter, the people involved in
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buying as well as multiple as well as multiple purchase criteria will be brought into 

discussion.

2.2.1 Buying Situations

The buying situation forms one of the central units while analyzing purchasing. A 

specific buying situation develops when some problem or need involving procurement 

of a good or a service arises. For the evaluation of different buying situations, Robinson 

et al. (1967) have developed a buyclass framework which has been appraised as one of 

the most useful analytical tools for both academics and practitioners interested in 

organizational buying behavior. (Anderson et al. 1987) The model suggests that when 

regarding industrial purchasing as a problem-solving process, there are three 

fundamentally distinct situations which form the following buyclasses: new task, 

modified rebuy and straight rebuy. This view is shared by other researchers (e.g., 

Howard and Sheth 1969 in Wind and Thomas 1980) and three buying situations have 

also been named respectively as extensive problem solving, limited problem solving 

and routinized response behavior. Any buying situation can be regarded as belonging to 

one of the mentioned classes and differentiated according to its primary characteristics. 

Those characteristics are newness of the problem, information requirements and 

consideration of new alternatives, as illustrated in Table 2. According to Robinson et al. 

(1967:25), buying behavior is different in each situation. In line with this logic, the 

supplier activities should also take various forms depending on the situation and the 

buyer’s consequent needs from the marketer. (Robinson et al. 1967:23-25)

Table 2. Distinctive Characteristics of Buying Situations.

TYPE OF

BUYING

SITUATION

Newness of the

Problem

Information

Requirements

Consideration of

New Alternatives

New Task High Maximum Important

Modified Rebuy Medium Moderate Limited

Straight Rebuy Low Minimal None

Source: Based on Robinson et al. (1967:25)
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A new task is considered being the most challenging for the buyer involving a 

significant need for information and a search for new alternatives while buying a 

product for the first time. Among things that have to be determined can be product 

specifications, price limits, delivery terms and times, service terms, payment terms, 

order quantities, acceptable suppliers, and the selected supplier. A new task situation 

also forms the greatest opportunity and challenge for the marketer who tries to provide 

helpful assistance and to define an offer that matches the needs. From the marketer’s 

viewpoint, it is important to notice that in this situation the buying pattern is typically 

set for the more routine purchases that will follow. Therefore, the ability of the supplier 

to understand the needs and solve the problems of the buying company appears to be 

most critical in new task situations. (Robinson et al. 1967:23-29,196) In the context of 

this study, a new task could the purchase of a new, previously untried paper grade for a 

certain application.

Quite contrary to a new task, a straight rebuy occurs on a routine basis with minimal 

needs for information the previously established criteria being applied and without 

considering new alternatives. The buying company only considers the same purchasing 

solutions that it considered the last time when buying. A stimulus for a straight rebuy 

may be a given stock level or, for example, a perceived need in the manufacturing to 

buy again of some already known item. In a straight rebuy, there may be variations from 

time to time, for instance, in the quantity purchased or in some physical product 

properties on the condition that these changes do not necessitate neither a réévaluation 

of the purchasing alternatives, nor changes in the purchasing procedure. Actual 

suppliers typically make an effort to maintain competitive product and service quality in 

order to build a strong buyer-seller relationship and to increase the market share. At the 

same time, they should remain alert to needs which may change and give space for new 

suppliers. Anyhow, it seems often difficult for a new supplier to sell into a straight 

rebuy situation, as the buyers tend to place a lot of weight on the past experience with 

suppliers. (Robinson et al. 1967:23-29)

Modified rebuys are often believed to be the most frequent among the industrial 

purchases, even though some researchers (e.g., Anderson et al. 1987, McTavish and 

Maitland 1980:41) claim the straight rebuy to be the most common type of industrial 

purchase. These contradictory arguments appear to depend on how strictly some minor
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variations, for instance in the purchased quantity, are regarded as real modifications. 

Modified rebuy - situations may involve some minor changes in the purchase terms or 

even major modifications of product specifications. The most essential is that different 

purchase alternatives are reevaluated since the buying company is convinced that it is 

worthwhile due to, for instance, eventual cost savings or quality improvement in an end 

product to search for additional information and alternatives before making the decision. 

The fact that the buyer is not totally satisfied with the current supplier acts often as a 

stimulus for a modified rebuy. Modifying the purchasing requirements leads sometimes 

to a supplier change and therefore, a modified rebuy situation creates a threat for the 

current supplier, whereas it forms an opportunity for other suppliers to gain some new 

business. (Moriarty 1983:18-19, Robinson et al. 1967:25-32) As to paper purchasing, an 

example of a modified rebuy could be a crucial change in the basis weight or a change 

of the paper shade necessitating a réévaluation of the potentially convenient paper 

grades.

The buyclass model has often been criticized for its simplicity which has, however, 

been the primary reason for its popularity, too. It has been suggested that a distinction 

should be made according to different product types. Also, the model seems to neglect 

the significance of the purchase as well as the complexity of the evaluation task. 

Nevertheless, the buyclass model has proved to be a useful concept in analyzing 

organizational buying. (Anderson et al. 1987) In the following section, buying process 

during which different buying situations occur will be explained.

2.2.2 Organizational Buying Process

Organizational buying is frequently assessed with an aid of a process model consisting 

of a series of steps. This kind of model generally provides with a good overall 

impression about purchase decision-making involving a sequence of incremental 

choices as well as interaction with selling companies. The fact that there are multiple 

buying process models (see Wind and Thomas 1980), which are continuously being 

reshaped, points to the problematic nature of modeling the organizational buying 

process. This is perhaps partly due to the fact that the process takes different forms 

according to a large number of reasons, like type of product and industry, nature of
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product requirements, buying situation, perceived product importance, size of the 

buying organization, clarity of organizational objectives, openness of communication 

and the buyers’ markets. (Möller and Alios 1983:15, Parkinson and Baker 1986:125) 

Many classifications of the phases in the buying process have been proposed but there is 

not a universal list which would always fit. This is because sometimes some stages may 

be skipped or combined together with another step. Nevertheless, there is always a 

number of key decision points, regardless the buying situation, which the industrial 

marketer must identify. (Robinson et al. 1967:11)

Robinson, Paris, and Wind (1967:11-14) have developed a widely quoted eight-step 

buyphase model independent of product category, which provides a useful general 

perspective on an industrial buying procedure for the planning and execution of efficient 

industrial marketing efforts. This model, which is illustrated later in this chapter in 

Figure 2, constitutes of the following steps (Robinson et al. 1967:14):

1) Anticipation or recognition of a problem (need).

2) Determination of characteristics and quantity of needed item.

3) Description of characteristics and quantity of needed item.

4) Search for and qualification of potential sources.

5) Acquisition and analysis of proposals.

6) Evaluation of proposals and selection of supplier(s).

7) Selection of an order routine.

8) Performance feedback and evaluation.

The buying decision process begins as soon as a problem or a need that can be solved or 

fulfilled through a purchase has been recognized. A need to purchase may arise from, 

for instance, a low stock level, modified product requirements, technological advances 

or unsatisfactory performance of the currently purchased item. A stimulating force to 

start a purchasing process may also be a potential supplier who anticipates or 

precipitates a need within the buying organization or whose sales personnel makes the 

buyer doubt whether a product he is currently using is really the best possible choice. 

Thus, marketing opportunities at this phase depend on how well the supplier 

comprehends the customer’s business and problems. (Möller 1981:17, Robinson et al. 

1967:13-15,184)
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In the second phase of buying process, the buying company must determine which 

requirements the purchased item should meet and what quantity is needed which already 

limits the number of possible alternatives. While the buyer is still screening all the 

possible choices, the selling company would do well by providing the customer with 

information and technical assistance. The third phase extends the second one by 

describing in detail the characteristics and quantity of the needed item. This description 

actually states the evaluative purchase criteria which then form a basis for action during 

the later phases of buying process. It has been argued that at this point, the supplier may 

have a valuable opportunity to provide with tailored information and thus, influence in 

buying since it is at this phase that the buyer begins to search for specific information 

about product specifications and availability of goods. However, it is often considered 

problematic for marketer to identify multiple attributes which might influence the 

buying decision. Since more than one person is likely to be involved in the decision 

process in each purchasing situation, as will be explained in the next chapter, the 

difficulty lies in determining what factors each participant in buying process believes to 

be important. (Möller 1981:17-18, Parkinson and Baker 1986:89, Robinson et al. 

1967:15-16,187)

Once the requirements for the purchased item have been defined, the alternative sources 

of supply are searched for as a fourth step. Sometimes, however, screening and 

evaluation of alternative sources occur simultaneously and interact with criteria 

formation. As a result of this stage, one or several suppliers are considered qualified as 

potential sellers. What the marketer could do is to make sure of having convinced the 

buyer of his company’s capabilities to meet particular needs. The fifth phase, in turn, 

concerns acquisition and analysis of suppliers’ proposals. Frequently in the context of 

relatively routinized purchasing, this phase involves merely telephoning a supplier to 

obtain information about prices and deliveries, for example. In many buying situations, 

phases four and five take place simultaneously being almost indistinguishable. This is 

especially the case when the buying company feels to need only relatively little 

information about purchasing alternatives. (Möller 1981:24, Robinson et al.1967:16-17)

The sixth phase encompasses evaluation of proposals and selection of supplier(s). 

Various offers from potential suppliers are analyzed and a number of discussions may 

take place between the buying and selling companies before the final selection. Next
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phase in the buying process has been defined as a selection of an order routine, which 

begins when an order is given to the seller and ends only when the item is actually 

delivered and accepted for use. Order routines include, e.g., preparation of the purchase 

order, reception and inspection of the goods, inventory management and reordering. 

Activities undertaken in phase seven are actually post-purchase activities, which are 

frequently regarded as of little value to understanding of either purchase decisions or 

marketing. The last step of the buyphase model comprises evaluation of the supplier’s 

performance and feedback. The evaluation covers the questions how well the purchased 

product solved the problem and how well the seller performed. Monitoring supplier 

performance provides important feedback for the qualification of suppliers in future 

purchasing. Feedback may take either informal or formal form. (Robinson et al. 

1967:17-18) Supposing that the buyer has been satisfied with a purchase in all respects, 

further purchases can be expected to follow as suggested below in Figure 2.
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Figure 2. The Buyphase Model.

Anticipation or Recognition of a Problem or a Need.

Determination of Characteristics and Quantity of Needed 
Item.

Description of Characteristics and Quantity of Needed Item.

Search for and Qualification of Potential Sources.

Acquisition and Analysis of Proposals. 

i_________________ i

Evaluation of Proposals and Selection of Suppliers).

Selection of an Order Routine.

Performance Feedback and Evaluation.

1~ -

Next purchase.

Source: Adapted from Robinson et al. (1967:15-18).

From the perspective of the selling company, a number of important selling 

opportunities occur during buying process. Specifically, the potential customer is trying 

to define the need for products or services, to identify potential suppliers, to evaluate 

their marketing mixes, negotiate for and enter into an agreement about purchase terms, 

complete a purchase, and evaluate the purchase’s utility in facilitating organizational 

goals. (Wesley and Boles 1994:188) It would be essential for the seller to acknowledge 

that while performing these activities the buyer usually reaches for the objectives which 

might include the following points (McTavish and Maitland 1980:7):

1) Maintenance of supply continuity to support manufacturing schedules;
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2) Taking care of procurement with the minimum investment in stocks consistent with 

safety and economic advantage;

3) Avoiding duplication, waste and obsolescence with respect to purchased items;

4) Maintenance of quality standards in purchased goods based on suitability for use;

5) Acquisition of necessary supplies at the lowest cost consistent with the quality and 

service required.

Since the organizational buying process is transactional and interactive in nature, sales 

personnel can be an active participant in much of their customer’s activities representing 

the selling company in various purchase decision points and making propositions that 

would aid the buyer to achieve the objectives mentioned above. During the buying 

process it is frequently the sales person who helps a company to see a need or provides 

with the necessary information for the supplier choice. Sales personnel should be 

encouraged to get involved in the buying process as early as possible since it has been 

argued that the earlier involved, the higher the probability of getting a sale. (Wesley and 

Boles 1994:188-189)

Interestingly, the relative importance of buying process phases seems to vary from 

purchase to purchase. A thorough understanding of different buying situations, which 

are described in previous chapter, would allow the marketer to better identify the critical 

phases in which to intervene. It has been claimed that the more complex the buying 

situation, for instance the acquisition of complicated capital equipment, the earlier the 

most critical phase of buying process generally occurs in order to determine whether the 

investment should be accomplished at all. In more routine-like purchases, the 

concentration may be laid on the later stages putting efforts on evaluation and selection 

of supplier. Undoubtedly, it can be queried whether an industrial marketer may be 

expected to establish strategies comprising all the critical phases. Instead, it might be 

more realistic to concentrate on some key decision points. (McTavish and Maitland 

1980:34-35, Robinson et al. 1967:15-18)

Wilson (1991:28) shares the view that an understanding of the buying process would be 

of great aid for the selling company. Moreover, he suggests that both buyer and seller 

are often stuck to an expected sequence of actions the goal of which is a purchase, or 

respectively, a sale. In line with this view, the buying process is seen as ‘a mechanistic 

ritual according to a preconceived scheme’ while buyers and sellers follow learned
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interaction sequences. Followingly, it is questionable whether the selling company 

should attempt to make a deviation from the preconceived pattern of actions in order to 

differentiate from its competitors, for instance, or whether it should follow the 

expectations of the buyer and seller. (Wilson 1991:28)

Despite the good basis the buyphase model and the buying process models in general 

provide for analyzing the industrial buying behavior, they do have some deficiencies. A 

process model cannot be considered to represent a specific organizational buying 

decision-making, since in reality some of the stages may be omitted or may occur 

simultaneously, as mentioned in the beginning of this chapter. The process may even be 

gone through without really recognizing the different stages. Additionally, within 

different phases, there is likely to be a considerable amount of recycling, i.e., the 

process may revert to earlier stages and certain steps may be repeated several times. 

Hence, a purchase decision-making process cannot be regarded as going straight 

through some steps before ending up to a decision. Furthermore, it is argued that the 

output quality of the preceding phases in the buying process determines to a large extent 

the output quality of the subsequent phases. On the other words, deficiencies in one 

phase, for example incorrect technical specifications, are likely to lead to problems in 

the later phases. (Möller and Alios 1983:15, Parkinson and Baker 1986:79) It can be, 

however, questioned to what extent this argument applies to situations in which a lot of 

reconsideration and reverting to the previous phases has taken place.

To conclude the discussion about the buying decision-making process, it can be stated 

that the different phases of the process are in fact closely interrelated. In practice, some 

phases may occur simultaneously and it may be difficult to determine precisely where 

one phase ends and another begins. Similarly, the relative emphasis assigned to each 

phase varies a lot. After all, it is important to notice that a purchasing process represents 

a dynamic, ongoing and continuously changing interaction of people and influences. In 

the next chapter, persons participating in organizational buying are brought into the 

discussion.
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2.2.3 Buying Center

Once in a while a question arises who actually makes organizational purchase decisions. 

If a company has a purchasing department, members of its personnel are most probably 

involved in buying. But also persons from other departments are very likely to 

somehow participate in buying and it has been claimed that ultimately organizational 

buying decisions are rarely taken by only one individual. According to an argument, 

success in industrial marketing depends indeed on how well the seller has been able to 

identify where in the buying company the different influences on the purchasing 

decision come from, i.e., who are involved in decisions leading to a purchase and what 

their responsibilities are. Once this has been identified, the supplier can more effectively 

focus its marketing efforts targeting persuasive communication more directly to the 

persons concerned. (Moriarty 1983:31, Parkinson and Baker 1986:18-19) To clarify the 

matter of several persons influencing buying decisions, the concept of the buying center 

will be adopted.

According to a definition, all the people who somehow participate in purchasing 

decision process can be referred to as a buying center, or interchangeably decision

making unit. These people do not in fact constitute a formal group and they may have 

only little contact with each other. (Churchill Jr. et al. 1993:28, McTavish and Maitland 

1980:35) In general, the composition of the buying center varies by organization and 

even within a given organization, by buying situation. Members of the buying center 

may originate from different functional areas or organizational levels of the company, 

and consequently, their roles in decision making process often vary. Regarding their 

role, participants in the buying process can be grouped into six categories: initiators, 

users, influencers, gatekeepers, buyers and deciders, as indicated below in Figure 3. 

However, there may be several persons in the same role within the buying center. 

Neither it is rare that one individual occupies two or more roles, e.g., the role of buyer 

and gatekeeper. Furthermore, all members of the buying center can be seen as 

influencers but not all influencers occupy other roles. (Churchill Jr. et al. 1993:26, 

Moriarty 1983:33, Webster Jr. and Wind 1972:77-80, Wind and Thomas 1980) In the 

following paragraphs, the different roles in the buying center will be shortly 

characterized.
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Figure 3. Members of the Buying Center.

Initiator

Influencer

Decider

Gatekeeper

Source: Based on Churchill Jr. et al. (1993:26).

Firstly, initiators are the people who trigger the buying process by a perception of a 

problem or opportunity that may require a purchase. The initiator can be almost anyone 

in the company. Secondly, users, who work with the purchased product or service, for 

instance in the production department, often act as initiators in a buying process 

indicating the need for a specific product. Besides, users frequently play an important 

role in determining specifications for the purchased good or service. Thirdly, 

influences affect directly or indirectly either by defining criteria to use in making the 

purchase decision or by providing information with which to evaluate alternative 

products and suppliers. Interestingly, these persons may not always even be centrally 

involved in buying. Technical personnel is frequently a significant influencer in 

manufacturing companies, especially in situations involving the development of new 

products to be manufactured by the buying company, for instance. Influencers may also 

indicate the needs in terms of production scheduling.

Buyer is the fourth role in the buying center. Depending on the company and its size, 

the title of the person holding the buyer’s role can be, e.g., purchasing manager, buyer 

or purchasing agent. Sometimes even the managing director or another manager may 

occupy this role. Buyers are the members of the buying center with formal authority for 

selecting the supplier and agreeing on the terms of purchase. Buyers may, however, be
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constrained by technical or other specifications determined by other members of the 

buying center. (Churchill Jr. et al. 1993:26-27, Moriarty 1983:32-33, Webster Jr. and 

Wind 1972:78-79) To describe more in detail the formal buying responsibilities of the 

buyer, the six organizational tasks are typically listed as follows (Webster Jr. and Wind 

1972:81):

1) Negotiating prices and other terms of sale with the seller.

2) Generating alternative solutions to the buying problem and keeping organization 

members informed of market conditions.

3) Protecting the company’s cost structure.

4) Assuring long-term sources of supply.

5) Maintaining generally good relationships with suppliers.

6) Managing the mechanics of the procurement process, including, e.g., placing orders.

Deciders, in turn, are the members of the buying center who have either formal or 

informal power to make the final decision about the product and supplier. Often the 

buyer is the decider but it is also possible that somebody else determines the final 

selection and the buyer will only take care of the implementation. Furthermore, it has 

been argued that in practice it is not always evident to define when the decision is 

actually made and who is the true decider because of the multiple persons participating 

in the buying process and the interaction between them. Still another role in the buying 

center is gatekeepers. Gatekeepers control the contents and the amount of information 

that reaches other participants in the buying process. Typically, buyers occupy the role 

of a gatekeeper managing, for example, the information flows from the suppliers’ sales 

personnel. Additionally, the buying company’s sales persons, general management or 

technical personnel may control information flows and in doing so indirectly influence 

the purchasing decision. (Churchill Jr. et al. 1993:26-27, Moriarty 1983:32-33, Webster 

Jr. and Wind 1972:78-79)

Different members of the buying center may participate and influence at different stages 

in the decision process. For the marketer, it would be valuable to know at what stage in 

the buying process each buying center member affects and is his contribution marginal, 

substantial or critical as well as which evaluation criteria each decision participant uses. 

It is important to notice that the job title alone does not necessarily indicate the 

involvement in purchasing process and may even be misleading. This supports the view
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that it would be essential to identify precisely in which terms each person exerts 

influence. (McTavish and Maitland 1980:37,Webster Jr. and Wind 1972:77, Wilson 

1991:31-32) Usually, buying situation, product complexity as well as commercial 

uncertainty and the importance of the purchase to the company affect the composition 

of the buying center. Product complexity refers to the relationship of the product 

technology and the existing technical knowledge of the customer whereas commercial 

uncertainty relates to the degree of business risk and its impact on company profits. As 

an example can be mentioned that when technology is complex and untried as well as 

commercial risks are high, numerous persons from allover the company are argued to be 

involved. Another example suggests that with high product complexity and low 

commercial uncertainty technical experts will be dominant in the buying center. 

(Churchill Jr. et al. 1993:28, McTavish and Maitland 1980:35-36, Parkinson and Baker 

1986:21, Webster Jr. and Wind 1972:77) Next various evaluative criteria that the 

buying center applies when buying will be dealt with.

2.2.4 Purchase Criteria

In the following subchapters, the criteria that are commonly used to evaluate purchase 

alternatives will be presented. The outcome of the industrial purchasing process is 

determined by a large number of factors. These factors are often in the literature 

referred to with such terms as, purchase decision criteria, buying motives or attributes, 

which all basically refer to the same thing with a slightly different connotation. A 

motive has indeed been defined as a need or desire that causes a buyer to act, whereas a 

criterion commonly refers to a standard or a measure by which a buyer judges and 

decides about the purchase. On the other hand, an attribute can be defined as a property 

or a feature representative of a thing. (Mahin 1991:114) The terms mentioned above 

will be used interchangeably in the context of this study.

In general, the number of factors affecting the purchase decision is relatively high. At 

different stages of the buying process, products and their suppliers are regarded as 

consisting of multiple attributes, such as technical characteristics, price, ability to 

supply in terms of quantity and time and attributes concerning relation with the selling 

company. These attributes form the decisive purchase criteria which define the buying
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goals. (Möller 1983a:7) Some of the criteria may be called threshold criteria meaning 

that a given attribute, like price or technical specifications, has to pass a certain 

threshold value in order to be acceptable. (Möller 1983b: 16) It is also useful to notice 

that certain criteria may be interrelated or conditionally linked to each other. (Möller 

and Laaksonen 1984:17-19) Additionally, the importance assigned to the criteria by 

different functions may even conflict, e.g., by engineering valuing product quality and 

purchasing assigning the most importance to maximum price advantage and economy in 

delivery-related things. Perception of evaluative criteria and of purchased product differ 

among the participants influencing in buying decision as a result of differences in 

source and type of information, educational backgrounds, functional origin, 

interpretation of relevant information and level of satisfaction with past purchases. 

Knowledge of the criteria that key buying center participants use is of significant 

operational value to the selling company when designing new products and when 

developing and targeting personal selling efforts. (Hutt and Speh 1995:113, Mahin 

1991:114-115)

Also the importance of the evaluative criteria may vary, for instance, according to 

product type, industry, size and type of the organization, number of the phases in the 

decision process and buying situation. Consequently, marketing strategies should be 

adapted in order to sell effectively. (Möller and Laaksonen 1984:17-19) Mahin 

(1991:114-115) provides with an example of how the purchasing motives may vary in 

line with the product type. He quotes a study according to which the five most 

important buying motives are a seller’s delivery capability, technical capability, quality, 

repair service, and price when capital goods are acquired. However, when purchasing 

components the five most important motives are delivery, quality, price, production 

facilities, and management control systems. Furthermore, Wilson (1991:180-181) 

distinguishes a category of non-differentiated products, which are produced to a 

standard or fixed specification and bought only in response to basic and essential needs. 

He argues that non-differentiated are used in markets where purchasing decision is 

mainly governed by rational factors, overwhelmingly price. Among non-differentiated 

products are mentioned, for instance, base metals, chemicals, valves, cables and 

plywood. (Wilson 1991:180-181) In line with this logic, one would be likely to add also 

paper into this group.
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Several researchers (Hill et al. 1975:55, Oglethorpe 1992, Wilson 1991:39-40,64) 

suggest that buyers typically evaluate the various attributes as a package within which 

tradeoffs among the attributes are possible. Buyers are claimed to have as a main goal 

the satisfaction of their customers. While attempting to satisfy them, the buying 

companies search for a convenient total offer in which the entity of different aspects 

meets their needs. It has even been argued that the buyers would not necessarily 

distinguish between the different attributes included in the offer. This is, however, 

questionable since the attributes like product, service and price form the differentiating 

features of the offer which can be translated into benefits for the customer. Ultimately, it 

is these benefits that the buying company is interested in. (Oglethorpe 1992, Wilson 

1991:39) As to individual purchase criteria, the purchase decision has traditionally 

appeared to be based on so-called ‘hard’ factors such as cost, quality and delivery 

reliability. When buyers and sellers start thinking about building up closer relationships, 

which nowadays occurs increasingly, other ‘softer’ factors related to buyer-seller 

interaction are taken into consideration, too. (Wilson 1994)

To conclude, it would be important for an industrial seller to identify the actual and 

latent needs of the buying companies as well as the most important attributes affecting 

the purchase decision and the value set on each criterion. (Wilson 1991:39-40) The 

following section will cope with different purchase criteria divided under four titles: 

quality, price, service and characteristics related to buyer-seller relationship.

2.2.4.1 Quality

In this context, the term quality refers to product quality and its different aspects. It has 

been argued that rising customer expectations and increasing international competition 

have in fact made product quality the strategic issue of the 1990s. (Hutt and Speh 

1995:289) Very generally, the cost and quality of a product are mentioned among the 

most important criteria influencing a purchase decision. For consumer and industrial 

products alike, a reason that is often given for choosing one product instead of another 

is that the chosen one is of better quality at a competitive price. The concept of quality 

is, however, multidimensional and has been defined as the rated ability of a product to 

perform its functions, i.e., to fit to its intended use. It has been argued that from a
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marketing viewpoint quality should be measured in terms of buyers’ perception of 

quality. Perception of quality is usually formed by a bundle of attributes, such as: form, 

taste, color, technical properties, how it functions in use, reliability, the package, the 

label, the warranty, the manufacturer’s reputation, the country of origin, support 

services and the price in comparison to competitive products. (Cateora and Graham 

1999:353-355, 384; Kotier 1984:479)

A superior product quality in comparison to the competitors is claimed to increase 

performance in two ways. Firstly, in the short run, superior quality enables profit 

increases through premium prices. Secondly, on the long run, superior quality or quality 

improvements provide with a more effective way for a business to grow. (Woodside 

1994) Perhaps it should be, however, taken into consideration how the customers 

perceive the relationship between quality and price. In comparison to its price, a product 

should not fall short of performance expectations. Neither should a product exceed the 

requirements of the buyer’s intended use because it normally means a higher price. 

From the seller’s viewpoint, the goal is to create customer satisfaction and earn the 

desired level of profit. Hence, for the seller too high a level of quality means sacrificing 

profits unnecessarily while too low a level may result in lost customers. To summarize, 

quality that meets precisely the buyer’s requirements is of interest for both the seller and 

the buyer since product quality features that a buyer does not want or cannot effectively 

use do not improve the perception of quality in the buyer’s mind. Besides, the customer 

is likely to feel paying also for the unneeded quality regardless of the price. (Cateora 

and Graham 1999:384, Hill et al.l975:55, Hutt and Speh 1995:290) Next the price will 

be discussed as a purchase criterion.

2.2.4.2 Price

It has been argued that the price setter at the selling company should know the firm’s 

objectives, markets, costs, competition and customer demand patterns, which is 

however not evident if time is short, information is incomplete, and business climate is 

changing rapidly. In general, rising expectations for product and service quality, 

growing competition, expanding technology and changing consumer requirements call 

for a rather active approach to pricing. (Hutt and Speh 1995:436) Consequently,
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variables that seem to have a direct impact on price changes are product quality, costs, 

competitiveness in the market, customers’ price sensitivity and pricing strategy 

objectives of the organization. (Woodside 1994)

Price as a purchase criterion is not always just simply the price but may encompass also 

related factors, like the terms of payment (payment period and credit terms) and rebates. 

In addition to that, the buyers are argued to frequently take into consideration also the 

costs and working time involved in processing a material as well as the waste from the 

use of a given material while evaluating prices. Setting a price is not an easy task for a 

seller taking into consideration that each price will have a different impact on such 

objectives as profits, sales revenue, and customer retention and market share. According 

to Kotier (1984:506), price setting procedure has several steps. It starts with selecting 

the pricing objective, determining demand as well as estimating costs and ends up with 

analyzing competitors’ prices and offers. The result of the procedure is a price that the 

buyer will evaluate together with the other attributes affecting the buying situation. (Hill 

et al. 1975:57, Kotler 1984:69, 503)

2.2.4.3 Service

Among other things, also the service aspect generally has an impact on the purchase 

decision of any goods. Commonly service is composed of various elements such as, 

reliable delivery, prompt quotation, technical advice and assistance, after-sales service, 

complaint handling, warranty, sales representation, wide product range of manufacturer, 

innovative suggestions, rapid support for special needs, and stocking possibilities. 

(Kotler 1984:493) Relying strongly on certain aspects of service, such as stocking and 

technical assistance, induces sometimes the buying company’s clear dependence on a 

given supplier. As to the delivery, there are often two aspects, the speed and certainty of 

the delivery service, that are evaluated. There is often a trade-off between these aspects, 

which makes the buyer to choose whether a slower but more reliable is preferred to a 

possibly rapid delivery. (Hill et al. 1975:56-57) An interesting point that challenges 

both stocking and delivery services is the just-in-time (JIT) management which is today 

applied in numerous companies. A central view is that all inventories are to be 

eliminated or minimized all materials becoming available precisely at the moment when
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they are needed in the production process and exactly in right quantity. (Van Weele 

1994:127, Wilson 1991:61-63)

It has been claimed that the marketer needs to survey buyers to identify the main 

services that are valued and their relative importance. A service can, however, be highly 

significant to a buying company and yet not determine purchase decision-making if all 

the suppliers offer the similar service. (Kotler 1984:493) From the perspective of this 

study, the main components of service are delivery reliability, stocking possibilities and 

support to development of customers’ activities.

2.2.4.4 Characteristics Related to Buyer-Seller Relationship

Robinson et al. (1967:139) suggested already in 1960s that both buyers and sellers 

appeared to be primarily interested in establishing long-term mutually beneficial 

relationships instead of only accomplishing a sale or a purchase. Nevertheless, the 

interaction criteria have often been neglected or handled in a restricted manner in a 

number of studies and dominated by product and supplier related criteria in purchase 

decision-making. (Möller 1984:17-53) Today, the trend toward closer relationships 

between manufacturers and their suppliers is accelerating in many sectors of the 

business market. Among other things, the demand for improved quality, developing 

technology, and the increased adoption of a just-in-time operations philosophy support 

the movement towards closer buyer-seller relationship. (Hutt and Speh 1995:508-510)

Relationships appear to be built on two main dimensions: satisfaction and trust. 

Satisfaction with the selling company is achieved when a lasting bond has been created 

between buyer and seller assuring that the seller will continue to meet the buyer’s 

expectations. Ease of contact with the sales personnel, commercial flexibility as well as 

the reputation of the seller as a reliable supplier commonly enhance the feeling of 

satisfaction. Trust, in turn, is defined as a willingness to rely on an exchange partner in 

whom one has confidence. Trust can be obtained by not knowingly distorting 

information and taking care of the customer’s interests. While doing what has been 

promised, the supplier should not spare effort nor cost in order to maintain the 

confidence that in general clearly strengthens buyer-seller relationships. In buyer-seller
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bargaining situations, trust appears to be central to achieving constructive dialogue and 

cooperative problem solving. (Hill et al. 1975:11, Hutt and Speh 1995:508-510, Morgan 

and Hunt 1994) In a close relationship in longer term some learning occurs creating 

stability, source loyalty and inertia due to such things as a feeling of security between 

familiar counterparts and friendship. (Hutt and Speh 1995:508-510, Håkansson 1982:3- 

4) It has been argued that when rival suppliers have similar offers the loyalty to the 

actual supplier may have a crucial importance to the buying decision. (McTavish and 

Maitland 1980:8)

The continuity of buyer-seller interaction has been argued to create ongoing 

opportunities for the seller to identify the customer’s unmet needs and propose new 

business. In the process of building a closer buyer-seller relationship, the industrial sales 

personnel is considered to be in a key role. Sales people have the closes contact with the 

buyers in the market and thus, they are in the best position to observe how the needs 

change over time. The quality of a buyer-seller relationship is enhanced if the 

salesperson is able to reduce the uncertainty that the buyer confronts when making a 

purchase decision. (Hutt and Speh 1995:508-510, Parkinson and Baker 1986:3)

2.3 Theoretical Framework

This chapter synthesizes the discussion about industrial marketing, organizational 

buying and their interaction. The framework of the study will be illustrated at the end of 

this chapter.

As stated earlier in this study, marketing and purchasing have often been analyzed 

separately which does not provide with a full picture of two interacting phenomena. The 

interaction between buying and selling companies is about mutually satisfying exchange 

relationships. It demands that both partners conduct a dialogue through which they 

communicate their expectations of the other and adjust their behavior accordingly in 

longer term, as suggested by the interaction model in Chapter 2.1.2. (Håkansson 1982, 

Parkinson and Baker 1986:188) Continuous interaction in longer term appears to make 

buyer-seller relationships closer. Once a relation is established, the significance of 

strengthening and developing it is strongly emphasized. For suppliers it is important to
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be prepared to adapt to the needs of their customers instead of only offering acceptable 

products at acceptable prices. (Seyed Mohamed 1989:22) In general, the closer the 

relation between buyer and seller, the better the selling company is able to identify and 

focus on varying customer needs. Close customer-orientation is repeatedly argued to be 

a prerequisite for the most successful suppliers. (Wilson 1994)

Möller and Wilson (1995:19) present that transactional behavior in a form of exchange 

episodes will anyway remain an important part of buyer-seller interaction. Nevertheless, 

deliberately creating closer relations or partnerships between suppliers and buying 

companies is getting a more and more critical role. It has been argued that relatively 

strong relationships between buyers and sellers have long been part of industrial buying 

behavior. The difference is that these relationships have grown over time in a natural 

way as the individuals involved have developed personal relationships and as the 

exchange process has been beneficial to both parties. Today, in contrast, the creation of 

relationships often belongs to the strategic planning in order to be more successful in 

one’s industry. Further, Möller and Wilson (1995:19) predict that the rapid movement 

into relationships may bring along an increase in the number of unsuccessful relations. 

One thing that may contribute to creating a successful exchange relation could be a 

comprehensive knowledge about one’s partner. From the seller’s viewpoint this means 

an in-depth understanding of its customers’ buying behavior which culminates in 

various emerging buying situations, purchase decision-making process, the composition 

of the buying center and purchase criteria, as indicated in the theoretical framework in 

Figure 4. These concepts were analyzed in Chapter 2.2 attempting to highlight how they 

could be useful, when well known, for selling companies. It has been argued that 

industrial marketing strategies typically rely on knowledge of organizational buying 

behavior, which is, however, very generally based on intuition, direct contact and 

experience with customers. Contrarily, the consumer marketer usually builds marketing 

activities on an explicit understanding of consumer behavior gained with the help of 

thorough research, which might be of help similarly in industrial marketing. (Moriarty 

1983:1)

Anyway, sellers’ current perception of organizational buying provides a basis for 

marketing strategies and is indispensable to some extent in order to satisfy the actual 

customers and strengthen the existing relationships as well as to increase the selling
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company’s market share in the long run. The more the seller knows about buying, the 

more effectively he can sell. Being a more effective seller means in practical terms the 

following (Nicosia and Wind 1977:2):

■ Keeping the actual customers: In order to do that a seller should observe how the 

customer is doing with the purchased product; whether he is satisfied with the 

product or not and what are the problems he possibly anticipates.

■ Continuously improving performance: To guarantee a favorable performance 

development, a seller should steadily study his customers to find out emerging needs 

and to meet the current needs more completely.

■ Quick corrective actions: In order to take corrective actions soonest possible, a seller 

must be able to determine the reasons in case the purchased product fails to fulfill 

the agreed requirements or if the customer is planning to change the supplier.

■ Anticipation: In order to be able to anticipate customers’ reactions to technological 

and other environmental changes, a seller must monitor customers’ changing needs.

As a short conclusion to the literature review on industrial marketing and organizational 

buying, it can be stated that the interface between these two phenomena consists of 

multiple aspects and influencing factors. A crucial issue is the development of a closer 

long-term relationship between organizational buyer and industrial marketer with the 

aim that it will bring mutual benefits in long term. From the seller’s perspective, a 

thorough knowledge about the buyer’s purchasing activities as well as the evaluative 

criteria would be of great aid while approaching the buying company. The 

argumentation presented leads to the theoretical framework illustrated below in Figure 

4.
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Figure 4. The Theoretical Framework.
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■ The buying center concept
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3 METHODOLOGY

This chapter consists of introducing the research approach as well as of describing how 

the empirical part of the study has been conducted. To begin with, the research design 

will be presented and thereafter, methods used in data collection and analysis will be 

explained. The chapter ends up in discussing the reliability and validity of the study.

3.1 Research Design

In conformity with the research purpose and the research questions, which are presented 

in Chapter 1.3, the case study method was considered the most suitable research 

approach in this study. According to Yin (1989:20-29), the case study strategy is 

generally best applicable for “how” and “why” questions which are asked about a 

synchronous set of events over which the researcher has little or no control. 

Furthermore, Yin (1989:14) argues that the case study method allows retaining of the 

holistic and meaningful characteristics of those events. The case studies have typically 

focused on topics, like “decisions”, “organizations”, “processes” and “events”. (Yin 

1989:23) Aaker and Day (1986:129) have briefly characterized a case study to be a 

comprehensive description and analysis of a single situation. Meanwhile, Yin (1989:23) 

says it more precisely defining a case study as an empirical inquiry that investigates a 

contemporary phenomenon within its real-life context, when the boundaries between 

phenomenon and context are not clearly evident, and in which multiple sources of 

evidence are used. Distinctly, the research phenomenon in this study is researched in a 

real-life context, among the French carrier bag producers.

When distinguishing between quantitative and qualitative research, this study represents 

the latter. Qualitative research method is generally considered more appropriate to 

answer questions of what, how and why, while quantitative research addresses usually 

questions of who, where and when. (Baker 1991:33) Followingly, Baker (1991:33) 

suggests using qualitative research method, e.g., to understand the nature of a decision

making process. This view is supported by the fact that qualitative data provides a 

strong possibility for understanding latent, underlying, or non-obvious and complex 

issues. (Miles and Huberman 1994:10) The purpose of qualitative research is typically
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to produce earlier unfamiliar information in order to gain deeper and different insights 

into, and understanding of, key findings, which also characterizes the purpose of this 

study. Consequently, it can be pointed out that qualitative research does not attempt to 

come up with generalizable results. (Alasuutari 1994:189-203, Lehman et al. 1998:130, 

Maykut and Morehouse 1994:43-44)

Furthermore, all research approaches can be classified into one of three general 

categories of research: exploratory, descriptive, and causal or explanatory, which seems 

to be a more frequently used term in the context of case studies. This classification is 

made according to the nature of the research purpose. (Aaker and Day 1986:51, Yin 

1989:13) The purpose of this study refers to a descriptive case study, as the aim is to 

broaden and deepen knowledge about organizational buying decision-making from the 

supplier’s viewpoint. Typically, the purpose of descriptive research is to create an 

authentic and truthful snapshot of a specific aspect. Hypotheses may exist but they are 

often tentative and speculative. (Aaker and Day 1986:51-52) The concept of description 

has also been defined to mean “making complicated things understandable by reducing 

them to their component parts”. (Miles and Huberman 1994:35) In line with that, the 

different concepts related to organizational buying such as buying process and buying 

center, for instance, are explained in detail.

Yet case studies can be divided into multiple-case and single-case studies, which can be 

categorized further into holistic and embedded case studies. The latter classification 

occurs according to the number of units of analysis a holistic case study consisting of 

only one unit, whereas an embedded case study comprises more than one clearly 

identifiable unit of analysis. (Yin 1989:27-31) A single-case approach is adopted in this 

study researching the ensemble of organizational buying comprising the decision

making process and the purchase criteria. Additionally, the approach is embedded 

French paper bag converters serving as units of analysis. The embedded design is used 

to enhance the insights into the single case. Single case was preferred to reveal holistic 

and meaningful characteristics of the complex process of buying which occurs 

commonly across the buying companies. It is actually typical of qualitative studies to 

assess the acquired data as an entity. (Alasuutari 1994:28)
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To conclude, the empirical part of this study can be described as an embedded single

case study with a descriptive nature.

3.2 Data Collection

Case Selection
Within the range of speciality papers, the carrier bag end-use area provides a 

challenging niche in France for a paper supplier since France is one of the biggest 

producer and consumer of carrier bags in Europe. Thus, it was chosen to study in detail 

organizational buying among French carrier bag producers. Also the author’s personal 

interest in this specific industry and the possibility to stay in France during the study 

contributed to the choice of research object. At the moment of defining the paper bag 

converters subject to the study as units of analysis, there were eight carrier bag 

producers present in the French market, according to the knowledge of one of the 

biggest bag paper suppliers. One might consider it questionable whether this knowledge 

explicitly covers all the eventual converters. However, it appears that all the players in 

the market know each other relatively well, which suggests that any supplier would be 

well aware of the existing potential or eventual entrants into the market. Thus, one is 

likely to believe that no one carrier bag converter was left out from the consideration 

when selecting the companies to contact. It was decided to ask all the known carrier bag 

converters to participate in the study in order to increase the validity of the study. 

Obtaining the contact information of the carrier bag producers was relatively easy, as 

they all were or had already been in contact with the paper supplier in concern. The 

usual intermediary at the buying company was first contacted by phone by the 

salesperson with whom they were used to communicate. During the phone calls, the 

topic of the study was shortly introduced, and an appointment made if the buying 

company agreed to participate in the study.

Finally, six out of eight carrier bag converters were reachable for a study interview. The 

six companies that were interviewed about their paper purchase decision making are in 

chronological interviewing order:

■ STTP Emballage

■ Cuer
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■ Mühe et Avons

■ Smurfit Lembacel

■ B RJ Emballages

■ Pichón Papier

Meanwhile, in order to obtain the most possible of information on the field, the 

interview outline was sent by mail to the two other carrier bag producers: C.E.E. 

Schisler and Rotosac. Only the former of the companies returned the answers. The latter 

was contacted several times by phone in order to encourage him to answer but without 

any success. It can be queried whether the persons responsible for buying considered 

that answering would have required information of a confidential nature, which they 

were not willing to share. Besides interviewing the buying companies for the study, the 

salesmen of UPM Pack S.A., which belongs to the biggest bag paper suppliers in France 

as already mentioned earlier, were asked for the commentaries from the supplier’s 

perspective on the same questions than the buyers. This was done in order to get a 

complementary and comparative view on buying among the bag converters.

Sources of Evidence

For case studies, there are six eventual sources of evidence: documents, archival 

records, interviews, direct observation, participant-observation, and physical artifacts. 

Yin (1989:20) argues that the strength of the case study lies on its ability to cope with a 

full variety of evidence. Followingly, this section will illustrate how the data collection 

was accomplished by exploiting each of the sources mentioned above.

Interviews

The importance of the interview as a source of evidence is emphasized in the context of 

the case study. (Yin 1989:88) Miles and Huberman (1994:10) regard as a major strength 

of the interview the fact that data can be collected in close proximity to a local setting, 

rather than through the mail or over the phone. All the interviews for this study were 

conducted face to face with the person responsible for purchasing. Usually, the study 

interview was combined with an ordinary visit by the salesperson for practical reasons 

(use of time, transport, etc.), and therefore, the researcher was accompanied to all 

interviews by the salesperson of UPM Pack S.A. with the aid of whom the appointment 

was made. Additionally, during three interviews a person representing a paper mill or 

the headquarters was present due to another matter to be discussed during the same
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visit. It had to be taken into consideration that, mostly due to busy schedules, the 

customers do not wish to be visited too often. Interviews were conducted mainly during 

the winter in 1999. To be more precise, the first interview took place in January, three in 

February, while one was conducted in April and the last one in the beginning of July.

A focus-type of interview was adopted and thus, the researcher followed a certain 

interview guideline with an attempt to cover a specific list of topics and hence, avoiding 

irrelevant responses. (Cox Jr.l979:252, Yin 1989:89) The interview outline is illustrated 

in French and in English in Appendices IV and V respectively. This type of focused or 

semi-structured interviewing is considered especially effective when the allocated time 

is limited, as usually was the case with the persons interviewed for this study. (Aaker 

and Day 1986:123) During the interviews, a conversational manner was assumed by 

using mainly open-ended questions which typically encourage the interviewees for fresh 

commentaries featured by unexpected facts or attitudes. (Aaker and Day 1986:123)

Aaker and Day (1986:124) recommend a structured questionnaire to be left behind for 

any specific data needed. In this study, to obtain more detailed information about how 

the importance of different purchase criteria is evaluated by carrier bag converters, a 

questionnaire was asked to be filled in by the respondents. However, when possible 

within the time limits, this questionnaire was to be filled in immediately after the 

interview. This was due to the experience and anticipations of respondents forgetting to 

return the questionnaire afterwards.

All the interviews were tape recorded with a permission of the interviewee, which 

permitted the researcher to better concentrate on the interview situation. The use of a 

tape recorder also guarantees the most accurate rendition of interviews. (Yin 1989:90) 

Additionally, notes were taken along the interview when needed to capture 

complementary comments. The fact that the researcher has a fluent command of French 

allowed the interviews to be conducted in French. French is the mother tongue of all the 

respondents and hence, it can be stated that no language barrier restricted the answering 

of the interviewees. On the other hand, discussing with the French salesman who also 

was present at the interview allowed the researcher to check that any eventually unclear 

points were clarified.
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Observations

All the interviews for this study were conducted at the place of the interviewed bag 

producer, which provided a possibility for direct observations at the case study site. 

Observations were made throughout the visits and are of a casual nature providing only 

additional information about things like the status of the respondent within the 

organization indicated by, e.g., the location or the furnishings of the respondent’s office. 

Also participant-observation can be mentioned as one source of evidence providing 

supplementary information for this study. Yin (1989:92) defines participant-observation 

as a special mode of observation in which the researcher may take a variety of roles in 

natural settings. Potential roles range from having casual interactions with the persons 

involved in the case study situation to undertaking specific functional activities. An 

example of the latter, which characterizes also this study, is serving as a staff member in 

an organizational setting. Working as a sales assistant at a paper supplier’s sales office 

gave the researcher an opportunity to perceive the paper bag converters’ buying in a real 

context from the perspective of a paper supplier, and also to broaden her knowledge in 

the industry. Informal discussions with the customers as well as the sales persons served 

as useful sources of complementary information. Through participant observation, a 

valuable insight was gained into the case study phenomenon and the risk of becoming a 

supporter of the organization being studied was avoided by remaining external to the 

units of analysis, i.e., carrier bag producers.

Documents and Physical Artifacts

Documents as a source of information can in general take many forms, such as written 

reports of event, letters and other written communication, internal documents, formal 

studies or news-clippings and articles appearing in the mass media. Especially of use for 

this study were internal documents, a study and news-clippings, which have contributed 

to forming a picture of the paper bag industry. On the contrary, it has become obvious 

during different phases of the study that there are no published data, like statistics, on 

the sector of French carrier bag producers alone. Also, definitions about the different 

sectors on the paper bag market seem to be quite obscure and wavering, and therefore, 

information sources do not always make clear distinction between different types of 

paper bags. The interviewees actually formed a better source of this kind of information.
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Regarding, physical artifacts as a source of evidence, Yin (1989:94) states that a 

technological device, a tool or instrument, a work of art, or some other physical 

evidence may be collected or observed as part of a field visit. During some of the 

interview visits for this study, there was an opportunity to observe carrier bags and other 

converted products, e.g., at the reception halls, which provided an overall picture of the 

converter’s production variety.

3.3 Data Analysis

Each of the interviews conducted among the bag converters was transcribed word by 

word in French and saved in a computer file. Preparing a complete transcript from a 

taped interview is seen to be of a significant importance especially when interviews 

form a main source of data for a qualitative study. Furthermore, it is recommendable to 

transcribe an interview soon after it has taken place. (Maykut and Morehouse 1994:100) 

In this study, the transcribing occurred within a week after the interview so that the 

researcher still had the given interview fresh in mind. After the first typing, a printout 

was taken and the interview tape was listened for a second time in order to verify that 

everything was correctly written down. Then after corrections, a final printout was taken 

for the analysis. Before a deeper analysis of the data gathered in the interviews, the 

pieces of information were grouped according to different themes in order to clarify the 

ensemble of the answers provided by different units of analysis.

As stated by Maykut and Morehouse (1994:121), the process of qualitative data analysis 

takes various forms, but it is fundamentally “a nonmathematical analytical procedure 

that involves examining the meaning of people’s words and actions”. In this study the 

analysis concentrates on pondering the interviewees’ answers and comments deriving 

the research findings inductively from that data and attempting to understand more 

about the phenomenon. The aim is, in fact, to build up a picture of the paper purchasing 

among French carrier bag producers in terms of what would be important for the paper 

suppliers to know by describing what the researcher has understood on the basis of the 

interviews. This picture should be recognizable by the people who have participated in 

the study. The analysis of qualitative data based on the interviews is completed by the 

analysis of the answers to the structured questions. The structured questions mainly
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concerning purchase criteria contributed by offering specific data on the relative 

importance of different purchase criteria.

3.4 Validity and Reliability

The quality of a research design can be tested in terms of several aspects of validity and 

reliability to prove whether the design represents a logical set of statements or not. Yin 

(1989:27) argues that to improve the quality, the case study researcher should maximize 

the following aspects of the study: construct validity, internal validity (only for 

explanatory or causal case studies), external validity and reliability.

First, construct validity can be reached by developing a correct operational set of 

measures for the concepts being studied. To increase the construct validity of this study, 

multiple sources of evidence, such as several interviews, documents and observations, 

were used during the data collection phase. The use of different sources of information 

enhances the likelihood of that the phenomenon of interest is understood from various 

points of view and that the findings are accurate. (Maykut and Morehouse 1994:146, 

Yin 1989:42,97) Additionally, maintaining a chain of evidence contributes to increasing 

the construct validity of this study. The aim of creating a chain of evidence is to allow 

the reader of the case study to follow the derivation of any evidence from initial 

research questions to conclusions. Thus, it can be shown that the information presented 

in the study corresponds to the original evidence. In this study, the citations to the 

collected data built up a chain of evidence. (Yin 1989:102)

Second, another relevant aspect to test the quality of a descriptive study is the external 

validity, which deals with establishing the domain to which a study’s findings can be 

generalized. (Yin 1989:38-44) In this study, the researcher is striving to generalize a set 

of results concerning French paper bag producers’ buying decision-making to a broader 

theory about organizational buying from an industrial marketer’s perspective. 

Consequently, the enumeration of statistical frequencies and generalization to 

populations or universes are excluded.
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The third aspect to test the quality of a study is reliability. The aim of testing reliability 

is to assure that another researcher can repeat the same study arriving at the same 

findings. (Yin 1989:45) Therefore, the other researcher should be able to understand the 

research path taken and judge the trustworthiness of outcomes of a specific study. 

(Maykut and Morehouse 1994:146) The data, on which the conclusions of this study are 

based, is filed in complete form and thus available for review later on. The only 

exception is the information gathered through informal discussions and direct or 

participant observations that is not systematically categorized. Since this kind of 

information was used in a corroborative manner to support other information, it can not 

be considered to reduce the reliability of the study to any significant degree. To 

contribute to the reliability of this study, data collection and analysis phases are 

described in Chapter 3.

4 EMPIRICAL PART OF THE STUDY

In this chapter one scene in the field of industrial marketing and organizational buying 

will be presented. To begin with, paper bag market in the Western Europe and in France 

as well as the French carrier bag market will be characterized followed by an 

introduction of the buying companies that participated in the study. Also UPM Pack 

S.A., which is used as an example of a supplier, will be presented. Thereafter, buying 

behavior of the French carrier bag producers is analyzed in detail in terms of various 

buying situations, the buying process, the buying center and different purchase criteria.

4.1 Characteristics of the Industry

In the following, the paper bag market in general will be characterized in the Western 

Europe and in France. Due to the fact that no detailed comparable statistics are available 

on the carrier bag sector alone, this sector will be dealt with as a part of the paper bag 

market in general. In industrial field, in general, the quantity and quality of official and 

semi-official data frequently appear somewhat problematic. In contrast with consumer 

markets, information is often difficult to acquire, which in turn has decreased 

motivations to carry out formal market research. However, special characteristics of the
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French carrier bag market will be described in the Chapter 4.1.3 mainly on the basis of 

the information gathered in the interviews.

4.1.2 Paper Bag Market in Western Europe and in France

Paper bag market in Western Europe (the EU-countries, Norway and Switzerland) totals 

approximately 500.000 tons of paper and is showing a slightly growing tendency in 

several sectors. The biggest markets are Germany, the United Kingdom, France and 

Italy. Today, the number of paper bag converters in Western Europe approaches one 

hundred. So far they have stayed rather local with typically only one production site. 

The threat of new entrants on the bag market may incorporate as the paper sack market 

is maturing. Some sack converters have once started with paper bag production or still 

produce a little of them, and thus, their interests in developing their bag production 

businesses might easily rise. (Korpivaara 1998:3-31)

Principal End-Uses

Today, the main end-use sectors on the bag market are fashion boutiques (20%), 

department and retail stores (19%), and bread and bakery (sugar and flour) (19%), the 

rest of the market representing various miscellaneous end-uses such as, take-away, pet 

food, animal feed, agricultural, advertising, fruits and vegetables, refuse and sweets. 

The boutique bag sector has been estimated to grow at an annual rate of 1,5 %. 

(Korpivaara 1998:3-23) Plastic bags form a threat of substitution in the Western 

European paper bag market. Consequently, the emphasis in paper bag production lies in 

bread, sugar, and flour packaging which are more difficult to substitute. While 

comparing paper bags with plastic bags, among the disadvantages of paper bag can be 

stated a higher price and the fact that paper bags take up lots of space during transport 

and storing. On the other hand, paper bag has a more environmentally friendly image 

than plastic bag and can serve as an image-builder. Additionally, it is claimed to be 

more effective as advertising and promotion medium, as it tends to gather more 

attention than plastic bag. Nevertheless, the consumption of plastic bags has been 

increasing faster than the consumption of paper bags. (Korpivaara 1998:3-15, Manner 

1993)
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Paper Bag Trade

Paper bag trade can be characterized as relatively local and thus, the volumes traded in 

Western Europe account only for 15 % of the local production. Carrier bags are anyhow 

traded more than paper pouches. Within Western Europe, Germany (37.000 tons) and 

Italy (25.000 tons) are the two most significant exporting countries. After them France 

holds a third position as a paper bag exporter with about 11.000 tons. The main 

destinations for German paper bags are the Netherlands, France and the U.K. The 

Italians are especially well known as important exporters of high-quality carrier bags, 

which are mainly sold to France and Germany. As to the imports, France with some 

23.000 tons is the biggest importer of paper bags in Western Europe followed by 

Germany (17.000 tons), the U.K. (12.000 tons) and the Netherlands (12.000 tons). 

(Korpivaara 1998:103)

Main Bag Paper Grades

The most consumed paper grade on the European bag market is unbleached MF kraft 

with a share of 40 % of the total consumption, followed by bleached MF kraft with a 27 

% -share. Thereafter, bleached MG kraft presents 11 % and unbleached MG kraft 9 % 

of the bag paper consumption, while bleached coated kraft has a share of 5 %. A 

common trend towards lighter basis weights allover the paper industry has its 

reflections also on paper bag market. Environmental arguments have also caused 

moving from bleached krafts to unbleached or even recycled grades. In contradiction 

with this, the search for improved quality image and printing results has led to a move 

towards more upgraded or bleached qualities in paper bag market. (Korpivaara 1998:3- 

30)

Kraft Paper Producers

Among the main Western European kraft paper producers are UPM-Kymmene, Stora 

Enso, AssiDomän, and Papeteries de Gascogne. The total MF- and MG -kraft paper 

production capacity in Western Europe was estimated at 1,69 million tons in 1998. The 

production of these grades is concentrated in Sweden, Italy and Finland which together 

account for some 58 % of the total Western European capacity. Other major producing 

countries include France, Germany and Spain. The paper production for bags is 

estimated to amount to 517.000 tons. Due to a wide variety of MF- and MG -kraft 

paper applications, the structure of the supplier market is very fragmented paper
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producers representing a wide range of kraft papers. Producing industry is characterized 

by a large number of small producers. The five largest kraft producers account for 

approximately 43 % of the total capacity, which is significantly less than in the area of 

publication papers. (Korpivaara 1998:65-66)

French Paper Bag Market

Paper bag market in France is often dealt with as a part of a broader concept of the 

paper packaging market. According to a study (Institut Xerfi 1999:9-11), the growth of 

the paper packaging market in general was stabilized in 1997 and was decreasing at the 

rate of 3 % in 1998. The main reasons for the declining market seem to be the 

substituting materials and the imported goods. The competition on the market is seen to 

remain rather tight also due to the expectations for rising raw material prices. Belonging 

to the paper packaging market, paper bag market represents a total turnover of around 

500 million FRF corresponding to a production of over 3 billion bags and a 

consumption of 30.000 tons of paper. (COFEPAC:1998)

4.1.3 Carrier Bag Market in France

During this decade the number of carrier bag producers has increased considerably on 

the French market. A significant market growth has attracted several converters to start 

carrier bag production, which has lead to a relatively intense competition. Additionally, 

the Italian bag converters importing high quality carrier bags contribute to the intensity 

of the market rivalry. The estimations about the size of the French carrier bag market 

vary a lot due to the fact that the sector has not been defined accurately enough and no 

statistics on the carrier bag sector alone are available. According to the various 

estimations, it seems that approximately 10.000 - 20.000 tons of purchased paper is 

used for carrier bag production. On the other hand, the annual consumption of carrier 

bags amounts to approximately 100 million bags, a part of which is however imported. 

It is also important to notice that France is a relatively important exporter of paper bags. 

(Chambre Syndicale des Fabricants de Sacs Papier 1996)

Since the beginning of the 1990s the carrier bag market has been constantly increasing 

in France. Market growth has been partly due to the fact that paper bag has been
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substituting plastic bag as a carrier bag. Today, there are different kinds of views on the 

future development of the production and consumption of paper carrier bags. On the 

other hand, the market evolution seems to have stabilized and only a moderate increase, 

if any, can be expected during the next years. However, some converters do not see the 

market stable. Instead, they expect the market to continue along a steady upward trend. 

Paper bag’s future outlook in the carrier bag sector relies on its appearance, style, and 

image, which distinguish it from plastic bag. Some kind of ecological trend is also 

prevailing in France preferring a more natural image of paper as a raw material in 

comparison to plastic. Nevertheless, this ecological trend is by no means so strong as in 

some other countries, like in Germany.

Regarding the characteristics of paper, there is a general tendency towards lighter paper 

basis weights allover the paper industry, as mentioned earlier. Challenging for the 

carrier bag sector is that habitual strength properties are required from papers in lighter 

weights. The demand for papers enabling improved printing results is increasing as well 

due to a considerable advertising value of carrier bags. As to the basis weight, on the 

contrary to the general tendency, one may face some demand also for paper with an 

especially high basis weight in the niche of high-class carrier bags. This reflects an 

Italian mode for solid carrier bags of superior quality.

The biggest bag paper suppliers serving French carrier bag producers are the Nordic 

companies: AssiDomän, UPM Pack S.A. and Korsnäs. In addition to them, some Italian 

and Spanish paper suppliers are most strongly present according to the interviewed 

carrier bag converters. In the next chapter, UPM Pack S.A. will be shortly introduced in 

a role of an important bag paper supplier. Similarly, the buying companies that 

participated in the study will be presented.

4.2 Introduction of the Participating Companies

Buying companies attending this study were chosen on the basis that they produce 

carrier bags from paper in France. Seven participating companies (BRJ Emballages, 

C.E.E. Schisler, Cuer, Milhe et Avons, Pichón Papier, Smurfit Lembacel and S.T.T.P. 

Emballages) form a somewhat heterogeneous group of converters the turnover ranging
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from 10 Million FRF to 600 Million FRF and the number of employees from 47 to 485. 

Turnover and number of personnel per company is illustrated in Table 3. Mostly the bag 

converters have only one production plant, which is located at the same place with the 

offices, and one machine dedicated to carrier bag production. An exception to this is 

Smurfit Lembacel, the biggest carrier bag producer in France, who has altogether five 

separate production plants with 17 bag converting machines. Also C.E.E. Schisler has 

several machines but they all are located at the same plant. Typically, all the carrier bag 

converters produce several other paper products (e.g., sacks, pouches or giftwrap) or 

some plastic products (plastic bags) in addition to carrier bags. One of the companies 

has only started producing paper carrier bags in the beginning of the year 1999, whereas 

some other companies have much longer experience in the field.

Table 3. Turnover and Number of Personnel by Carrier Bag Converter.

Company Personnel
Turnover (1998) 

Million FRF

BRJ Emballages 47 45

C.E.E. Schisler 320 250

Cuer 50 73

Milhe et Avons 80 90

Pichón Papier 50 10

Smurfit Lembacel (France) 485 600

S.T.T.P. Emballage 80 65

Now UPM Pack S.A. will be familiarized as a part of the division UPM Converting of 

the Group UPM-Kymmene. With success based on market and technology leadership in 

selected business areas UPM-Kymmene belongs to the leading forest industry 

companies in the world with a turnover of 49.735 Million FIM in 1998. The Group 

consists of six divisions operating in the following fields: magazine papers (UPM- 

Kymmene Magazine), newsprint (UPM-Kymmene Newsprint), fine papers (UPM- 

Kymmene Fine), converting materials (UPM Converting), sawmilling (UPM-Kymmene 

Timber) and plywood (Schauman Wood). Printing papers form the principal activity of 

the Group representing 57 % of the Group turnover in 1998, whereas the division UPM 

Converting counted for 20 % of the total turnover. The division employs approximately
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7.900 persons and has paper machine equipment the capacity of which amounts to 

740.000 tons. UPM Converting is both a converter of paper and plastic products, as well 

as a raw material or speciality paper supplier for the paper converting industry. Its 

products covered still in 1998 the following four main end-use areas: self-adhesives, 

packaging materials, envelopes, and hygienic products. Since then the business unit 

specializing in hygienic products has been sold. In the field of speciality papers, the 

Group is placed among the European leaders. (UPM-Kymmene 1998a,d; 1999a,b,d)

The UPM-Kymmene products are sold globally through a vast sales network reaching 

to five continents. The local presence of the Group is assured through 170 branch 

offices taking care of sales and distribution. On the main markets, subsidiaries have 

been established to serve as local sales offices, while on the other markets agent 

agreements have been concluded. Regarding marketing and sales, they are managed by 

coordinating groups responsibilities being divided between sales companies and paper 

mills. UPM Pack S.A. in France is an example of a subsidiary owned 100 % by the 

Group UPM-Kymmene. (UPM-Kymmene 1998a)

UPM Pack S.A. consists of three different offices in France employing 17 persons. The 

offices are situated in Epemon, Lyon and Paris and they are specialized in selling 

speciality papers as well as paper laminates to a variety of applications, such as reel and 

ream wrapping, self-adhesive labels, envelopes, flexible packaging, sacks and bags. The 

sales responsibilities have been defined according to the end-use areas between the sales 

personnel in three offices. The annual turnover is around 500 Million FRF which 

corresponds to approximately 100.000 tons of paper sold. (Revue du Papier Carton 

1997, UPM Pack S.A. 1998)

4.3 French Carrier Bag Producers’ Purchase Decision-Making

At the first sight, the buying process of the French carrier bag converters seems quite a 

simple action consisting of not so many phases. It could be summarized briefly quoting 

the words of one interviewee:

“The buyer negotiates the price and then places the order.”
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This refers also a frequent impression according to which one person in the buying 

company makes purchase decisions. Consequently, not much consideration is typically 

given at the seller’s side whether there are any other persons who have had their say 

before the final purchase decision. However, the buying process is seen to differ 

depending on the buying situation. Thus, buying seems to become more complex when 

the customer does not know the supplier or the product is unknown. In that case, 

probably samples are required with a price offer and then a trial reel to test the quality. 

Strict buying decision processes with multiple stages appear rarely. The converters 

describe their buying as occurring in a rather flexible way. Said one interviewee:

“We work it out in a way that best suits to us in a given situation.”

The interviews conducted among the French paper bag converters have shown up their 

buying decision making to be not such an extremely complex process often due a 

relatively little structure of the company. However, there is more than meets the eye at 

the first sight and that would deserve a second thought when planning to emphasize 

marketing and selling efforts.

4.3.1 Different Buying Situations

As explained in Chapter 2.2.1, there are commonly three distinguishable buying 

situations: the new task, the modified rebuy and the straight rebuy. According to the 

buying situation, the buying behavior tends to vary and consequently, also the supplier 

activities should adapt. Carrier bag converters appear to make a clear distinction 

between the new task situation and the rebuy-situations. However, the difference 

between a straight rebuy and the modified rebuy is not brought up.

As to the rebuy-situations, the buying is relatively routinized and it is sometimes only a 

question of comparing prices and delivery times of several regular suppliers, their 

service and quality being already known. The buyer may just ask for price and delivery 

time offers on the basis of which a decision can be made. Frequently some minor 

changes in specifications, like the reel width or diameter, take place without 

necessitating any specific trial order or wider inquiries and evaluations. This kind of 

behavior in rebuy-situations corresponds to what has been suggested in the buyclass
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model created by Robinson et al. (1967). Hence, in rebuy-situations information 

requirements are not very significant new alternatives being considered to limited extent 

if at all.

In the context of a new task, where either the product or the supplier is not known, the 

buying procedure gets multiple characteristics. To start with, the converter may wish to 

receive samples with a price and a delivery time on the basis of which several offers are 

compared to each other. The buyer typically discusses the potential new purchase with 

different parties like production personnel, salesmen and directors. After all the 

comments, a commonly satisfying buying solution should be found. Thereafter, a trial 

reel is commonly ordered of one or several grades depending on the case to make sure 

that the paper will be suitable for the intended application and will run well on the 

converter’s machine. Also ordering of an industrial trial of several of tons occurs 

sometimes allowing the buyer to test paper in a more realistic scale. A person 

responsible for the production is typically one who is in charge of reporting the results 

of trials to the buying agent. The results are analyzed and conclusion drawn, for 

instance, on the runnability and printability. There may by a need for a trial even when 

the grade is not brand new but, e.g., a major modification has been made on paper 

properties. The converter may wish to get assured how the modified grade suits to his 

purposes. Another situation might be that the converter gets into a new market and 

wishes to do tests to ensure the adaptability of a paper grade for the purposes of the 

customer(s) in the new market.

In bigger organizations, the trial order procedure tends to be more formalized. For 

instance, the purchasing department may require a follow-up sheet to be filled in by the 

persons involved in the trial procedure. This sheet must be systematically filled in and 

returned to the purchasing department for the analysis. A new product must pass tests at 

several stages and a previously unknown supplier is under a close observation during a 

certain time before getting completely qualified as a supplier. If a supplier is already 

known beforehand, a trial procedure may be somewhat accelerated.

To sum up, it can be stated that carrier bag converters’ buying could be categorized into 

two distinctive classes: the new task and the rebuy. In new task situations can be clearly 

recognized extensive problem solving in comparison to rebuy situations. Rebuy
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situations could be characterized either by limited problem solving or routinized buying 

behavior.

4.3.2 Buying Process

According to the interviewees, the buying procedures in carrier bag producing 

companies do not seem to be very complicated, neither do they seem to comprise so 

many distinct phases compared to the buyphase model presented in Chapter 2.2.2. One 

of the buyers characterized the buying in his company like this:

“Once we have agreed with a supplier on the price, delivery time, and the 
quality and quantity to be delivered, we just send our order; it is very 
simple.”

This description is a typical one, as the buying appears to be so evident for the persons 

who are daily involved in it. This is especially typical of smaller organizations. 

According to the following example, purchasing appears to be more formally organized 

in bigger structures:

“First, the buyer negotiates all the purchasing conditions with suppliers 
at the headquarters after which all the conditions are registered in a 
company internal computer system. Then, each production site monthly 
informs the buyer about the quantities per paper grade needed for the 
next month’s production. The buyer indicates the name of the supplier to 
the production site from where an order sheet is sent by fax to the 
supplier, as well as to the buyer through a computerized system. At the 
headquarters is also decided from which papers are needed samples to be 
taken at a production imit who sends them to a central laboratory for an 
analysis.”

However, when taking a deeper look into the matter also in smaller organizations, it can 

be noticed that during the buying process some of the phases are covered even though 

they do not necessarily come up so distinctively. It might also be argued that some of 

the process stages are gone through without really recognizing them. Next, the 

buyphase model will be applied to the carrier bag producers’ buying at several stages.

The first phase concerns anticipation or recognition of a problem or a need. In a typical 

case, a signal to buy comes from the warehouse or from the production, who notice a 

need for a given paper which is to be put into production at a given date. If there is not
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enough or not at all stock in a required paper grade, it has to be bought and so the 

buying agent gets an indication of what is needed. The second and third step of the 

buyphase model, i.e., the determination and description of characteristics and quantity 

of needed item, can be combined for the purposes of this study. The interviewees did 

not really specify how the purchase requirements are exactly determined. The evaluative 

criteria naturally depend on each purchase and its purpose. At this phase, the buyer is 

generally likely to get comments from different functional areas concerning e.g., the 

product specifications.

In practice, buyphases four and five, search for and qualification of potential sources as 

well as acquisition and analysis of proposals, take place simultaneously. While 

searching for a convenient paper, the needed information is mainly received and 

analyzed in return. A thorough qualification of potential suppliers occurs only in the 

case of trial orders when a new grade is tested for a new market. Normally, formal 

competitive bidding does not take place but the approach is more straightforward. 

Usually, some details concerning for instance price and delivery time are checked by a 

phone call if they may have been subject to alteration. One interviewee stated as 

follows:

“It goes always in the same way, I mean that I work always with the 
suppliers that I know. I mean that I know their service and I know their 
products. What I need to know for a purchase is actually the delivery 
time and the price.”

At the sixth stage of the buyphase model, the proposals are evaluated and suppliers) 

selected. Among the bag converters one buyer stated:

“Suppliers are evaluated by comparing products, prices, and services.”

Products, prices and services are naturally compared in terms of the requirements that 

the buying company has set on a purchased item. In general, several discussions 

between the buyer and the seller occur still at this phase but the interviewed buyers did 

not specifically mention if that is the case or do they mostly already have the needed 

elements at this point. The seventh phase concerns selection of an order routine. Order 

routines that include, e.g., preparation of the purchase order, reception and inspection of 

the goods, inventory management and reordering are mainly company internal activities 

and are typically considered of little value to purchasing or marketing function.
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Therefore, no specific information was gathered concerning them and neither did it 

come up by itself. It can be queried whether the respondents did not associate those 

activities to the actual buying.

At the eight stage, performance feedback and supplier evaluation take place. It can be 

stated that not all paper bag converters evaluate their suppliers systematically. Reasons 

for not carrying out a systematic supplier evaluation can be, e.g., the fact that no 

specific measuring means for the evaluation have been established or that the buying 

company itself is not yet ISO-certified. One of the companies arranges annual internal 

discussions to evaluate suppliers. Additionally, the company does have a regular quality 

control system at the reception of raw materials even though other aspects related to 

suppliers are not analyzed. Two of the interviewees reasoned the fact of not having an 

evaluation system like this:

“We do not systematically evaluate our suppliers. We have not created 
any special measuring tools for that. A supplier can be evaluated in terms 
of the duration of the relationship. Our evaluation is not objective but 
sensitive on the basis of feelings.”

“At the moment we do not evaluate our suppliers systematically, since 
we ourselves have not yet obtained ISO-9000 certification. But we will 
soon and then we will be obliged to carry out a systematic evaluation.”

On the other hand, those bag converters who carry out a systematic supplier evaluation 

have various ways to do it ranging from an easily handled percentage system to a well 

organized computerized system. Two buyers themselves described their evaluation 

system followingly:

“On a daily basis, our production plants note which deliveries arrived in 
time and which not, and all the non-conformities. All that is registered in 
a computer system. Then, once a year the comments of each production 
plant on each supplier are put together and this synthesis is analyzed by 
discussing specific points.”

“We compare the total number of deliveries with the number of 
deliveries in which there were some non-conformities or remarks to be 
made. Like this we get a percentage of non-conform deliveries. When the 
percentage amounts to 10 %, then we send a warning note to the supplier 
pointing that out.”

From the supplier’s perspective, supplier evaluations are often more or less a formality

that the buying companies have to fulfill the ISO-certification requirements. This view
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is supported by the fact that there are more and more converters who send to paper 

suppliers their evaluation results once or twice a year, for instance. Sometimes even a 

converter, with whom there is no regular business, may send his evaluation results 

assessing supplier’s activities in detail. This appears somewhat odd considering that his 

knowledge about the matter can be neither very vast nor deep on the basis of only few 

lots. In front of good evaluation results, the supplier tends to have no reaction. 

However, when facing non-satisfying evaluations, an explanation is asked in order to 

see more precisely if there is something special to improve.

To conclude, it can be stated that the eight-step buyphase model basically provides a 

good starting point to assess the buying process among French carrier bag converters. 

However, one would be likely to suggest a slightly simplified version of a process 

model in order to better describe their buying and to reduce overlapping of certain 

stages by focusing on the essential. A simplified model could consist of the five 

following steps: 1) recognition of the need to purchase a given paper grade, 2) definition 

of specifications and quantity of the purchased item, 3) inquiries, 4) evaluation of offers 

and selection of the purchased item and its supplier, and 5) eventual supplier evaluation. 

As buying process is regarded as an ongoing and evolutionary phenomenon, it can be 

expected that after the last phase in the process model, supplier evaluation, the process 

restarts either from the beginning or from another phase in order to make further 

purchases. An adapted model is illustrated below in Figure 5.
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Figure 5._____The Adapted Buying Process Model.

Recognition of Need for a Given Paper 
Grade.

Definition of Specifications and Quantity.

Inquiries.

Evaluation of Offers and Purchase 
Decision.

Supplier Evaluation.

Next purchase.

Source: Adapted from Robinson et al. (1967:15-18).
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4.3.3 Participants in the Purchase Decision-Making

To aid in the analysis of the persons influencing in bag paper buying, the concept of 

buying center will be adopted. As explained earlier in Chapter 2.2.3, all the people who 

participate in purchasing decision process can be referred to as a buying center. Within 

the buying center, the people take different roles, which are named as follows: initiator, 

user, influencer, buyer, decider and gatekeeper.

Typically in the French carrier bag producing companies, there is one person who is 

principally responsible for making purchase decisions. In literature, the term buyer or 

decider is frequently used to refer to a person who vis-à-vis the supplier makes the final 

buying decision. Among the bag converters this person is often titled a buyer, but even a 

managing director may be in charge of buying especially in smaller organizations. 

Besides the buyer, there is most often approximately 1 - 4 other persons who in some 

way may have an impact on the purchase decision. First, technical or quality experts, or 

R&D personnel, or production personnel are frequently mentioned as a source of advice 

as to a convenient product quality and other technical information. Nevertheless, they 

are not necessarily asked for advice systematically for each purchase. In some cases 

they are mentioned to intervene only if some problems faced or if a somehow special 

production is in concern. As to the concept of the buying center, technical or production 

personnel could be called influences since they typically contribute to defining criteria 

used in purchasing. They can also be seen in the role of initiators, who trigger the 

buying process by perceiving a need to purchase, or users working with the product. 

Second, personnel responsible for supplies and warehouse may affect purchase decision. 

Their role is most typically the one of the initiators as they indicate the right moment to 

buy or actually, the required moment to receive the goods, i.e., to have the goods at their 

disposition.

Third, also the directors of the buying company affect the purchasing decision at times. 

They may, for instance, point out advantages and disadvantages of the suppliers and 

hence, direct towards the final decision on the supplier and the paper. It can thus be 

stated that the directors take often a role of influencer or gatekeeper in the buying 

center. Still another potential source of influence are the salesmen of the buying
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company. They provide, in tum, valuable information concerning their customers’ 

needs and requirements for the final product, which naturally have a reflection on raw 

material specifications. The influence of the salesmen and the information they bring 

with them from the customers is repeatedly considered more significant than the 

influence of, for example, the production personnel. The salesmen of the buying 

company typically affect in a role of influencer or even initiator at the moment of 

purchasing. Below in Table 4, the buying center roles among French carrier bag 

converters are resumed. It can be seen that different roles are assumed in a flexible way. 

Frequently, the same people like technical and production personnel, for instance, act in 

several roles such as initiator, user and influencer. One would be likely to suppose this 

kind of behavior to be especially typical of relatively smaller organizations.

Table 4. Buying Center Roles.

Role Description Example

Initiator Recognizes a need for a paper 
purchase.

Personnel responsible for
supplier and warehouse, 
technical and production 
personnel, salesmen

User Actually uses the purchased paper.
Technical and production 
personnel

Influencer Affects definition of specifications.
Technical and production
personnel, managers, 
salesmen

Buyer Has formal authority to implement 
the purchase.

Buyer, managing director

Decider Actually makes the final buying 
situation.

Buyer, managing director

Gatekeeper Controls information flows. Managers

Source: Adapted from Mahin (1991) and Webster, Jr. and Wind (1972).

Some buyers emphasize that despite all the advice from the other persons affecting the 

purchasing decision, it is the buyer himself or herself who makes the final decision. One 

of the interviewees put it like this:

“It is me who places the order and it is only my decision. This means that 
there is a person who is responsible for the production and who indicates
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me when it is a right moment to order. He also suggests what in his 
opinion would be best to buy but after all it is me who makes the final 
decision.”

While receiving advice and comments from the experts of different task-areas, one of 

the main concentrations of a buying agent is the economic perspective or in other words 

price and other costs related to a purchase. As one of the buyers stated:

“Purchasing represents a great share in the turnover and therefore, it is 
evident that the economic viewpoint of buying cannot be neglected. Too 
high prices paid for the purchases reflect directly in the result.”

The role of the buyer may also comprise the search for new potential products. How 

actively new potential is looked for depends most obviously on the available time and 

the market situation. On the other hand, an initiative for a new grade may also come on 

the request of a salesman of the buying company or of technical personnel.

It seems that if the person making the buying decision has also other responsibilities, 

like those of a managing director, he is more likely to point out that a technical expert or 

a production chief has an influence on the buying decision. The influence incorporates 

usually in a form of technical advice, a recommendation concerning the quality, or a 

signal to order a given quantity of a given grade. It is interesting to note also that the 

purchase decision-maker is not always the one who in practice passes the order to a 

supplier. Instead the order may come from, e.g., from a person who works in the 

warehouse or in the production taking care of that the needed raw materials are always 

available. This gives the impression that once a suitable supplier for a given grade has 

been found, at the moment of each routine buy all the details are not discussed between 

the buying decision maker and the supplier. Thus, the person who recognizes a need for 

a given grade may place the order eventually after having discussed with other persons 

concerned including the actual buying agent.

Members of the buying center rely always on some evaluative criteria during the buying 

process. In the next chapter it will be discussed how various attributes of the offer are 

perceived by carrier bag producing companies.
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4.3.4 Purchase Criteria

In general, different persons affecting the buying decision do not necessarily have the 

same purchasing motives. Therefore, depending on the person’s functional and 

hierarchical position in the company as well as on the assumed role in the buying center 

the evaluative criteria applied may vary. Before discussing in detail several purchase 

criteria, a look will be taken how the supplier side sees the different factors affecting 

buying decision. Also a couple of interesting points like what decides which of the 

suppliers is contacted first, and when the supplier is changed, and whether the 

converters’ customers influence in paper buying decision will be described.

From the paper supplier’s perspective it seems that among the most important decision 

criteria are price, quality, service, size of supplier and buyer-seller relationship. An 

impression prevails that price plays frequently a decisive role when buying bag papers; 

it even looks to be a common reason to change supplier. From the supplier’s viewpoint, 

other reasons for a supplier change might be a quality that does not meet the 

requirements, delayed deliveries or disagreement between seller and buyer. On the other 

hand, an ideal supplier is seen as a one who has an appropriate relationship between 

price and quality, i.e., who can provide a quality that meets the requirements at a 

competitive price. In addition to that, an ideal supplier should guarantee a good service, 

e.g., in-time deliveries and competency to solve eventual problems.

The buyers do not actually indicate any specific criteria to determine which supplier is 

contacted at the first place. When a purchase decision needs to be made, paper bag 

converters tend to contact first the suppliers with whom they work regularly. Sometimes 

it means that an order is simply faxed or sent by mail to the current supplier without any 

specific inquiries. In other words:

“Once a supplier of a paper grade that is convenient in all the respects 
has been found and there have not been any problems, there is no need to 
carry out a systematic research for each and every order”.

Thus, while the potential suppliers for a given paper grade are known, no rule appears to 

exist about which supplier is contacted first. Basically, it depends on the moment when 

the decision has to be made, on the objective of purchase and on the previous
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experience with a supplier. One makes the decision “on the basis of feelings”, whereas 

another takes into consideration the annual quantities allowing for a quantity rebate. 

Once in a while, a supplier may be chosen only due to the best possible delivery time.

On the other hand, the motives that lead to a supplier change are rather evident. Reasons 

to change the supplier do actually feature the factors influencing most significantly 

purchase decisions. In general, paper bag converters change supplier when they are no 

longer satisfied with their actual supplier in terms of price or quality, for example. 

Consequently, if a converter finds another quality that could be interchangeably used for 

a given application at a better price, he might change the supplier. Also if a quality 

problem comes up or the deliveries are not executed at the agreed date, or stocking 

agreement is discontinued, a converter may urge to find another supplier. Some 

converters give clearly an impression of being loyal by saying that as long as everything 

goes fine, there is no need to change the supplier. On the contrary to that, there are 

converters whose buying agents are active in looking around in the market for other 

potential suppliers.

Another interesting point worth considering is whether the converters’ customers 

influence the converters’ buying in some way. Basically, the influence of the carrier bag 

converters’ customers is somehow reflected in all the buying decisions. It is like a chain 

reaction, or as one interviewee put it:

“I only buy paper which pleases our customers.”

Thus, the purpose of requirements set on the paper by a converter is to produce carrier 

bags with an appearance and properties desired by his customers. Relatively seldom, 

converters’ customers insist on using a grade manufactured by a certain paper supplier. 

Instead, they affect in terms of quality requesting for certain visual aspects and strength 

properties, the essential being that the delivered quality is consistent. The challenge is to 

provide with a product that corresponds to the needs being neither more nor less. Apart 

from the quality, customers of carrier bag converters affect paper purchase regarding the 

delivery time requirements. Bag converter has to deliver his customer at a certain date, 

which dictates time limits for a paper delivery if the converter has no stock or too little 

in stock at his place. To conclude, a bag converter attempts to meet the needs of his 

customers with the aid of a paper supplier.
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Now in the following sections, the most important criteria affecting the carrier bag 

converters’ purchase decision will be discussed in detail. When summing up the 

interviews conducted for the study, the most significant decision criteria are loosely 

defined quality, price, and service, as believed also at the supplier side. Some deeper 

consideration is however needed in order to broaden the picture of what is included in 

the concepts of quality, price and service, and how these and some other criteria are 

assessed in relation to each other. Interestingly, not all the buyers are willing to put the 

purchase criteria in a hierarchical order. This is justified by saying that not a single 

criterion is relevant but it is an ensemble of various factors that counts.

4.3.4.1 Quality

As stated earlier in Chapter 2.2.4.1, the quality perceived by the buyer consists of 

several dimensions. In this study, the quality perception is concentrated on how the 

paper functions in use and how well it meets the needs of the buyer.

Somewhat on the contrary to what is thought at the seller’s side, quality is typically 

mentioned as the most important decision criterion. Paper quality is critical because 

paper is used the buying company’s own production and thus, it incorporates in the 

quality of the final product. The converters’ reasoning goes as follows:

“Quality is the decisive factor number one because our mission is to 
make high quality paper bags.”

“In terms of quality, the esthetic aspect of the final product that we make 
is very important. Either our customer accepts the esthetics of our 
product or not.”

On the other hand, among the reasons for not mentioning quality as the most important 

decisive factor was the fact that quality problems were not currently present. Anyway, it 

was emphasized as an extremely important factor.

For the converter it is essential that the paper, the appearance of which pleases the 

customer, has suitable mechanic properties in order to run well on the converting and 

printing machines. Additionally, the paper has to have a sufficient stiffness and strength 

properties to serve well in the final application as a carrier bag. Commonly, the
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converters expect all the paper characteristics in general to be in a relatively advanced 

level. Some minimum criteria are also frequently set on the mechanic quality of paper, 

and for instance, the paper surface has to be of a quality that guarantees a good printing 

result. As one interviewee stated:

“More precisely, dusting should not occur. Paper surface should be even
so that paper would absorb a suitable amount of ink.”

Another thing that contributes to an improved appearance aspect is the gloss of paper 

surface. Also a sufficient opacity is appreciated. Interestingly, the customers of one 

converter who had started producing carrier bags out of paper in a lighter basis weight 

have complained about the lighter paper being more transparent. This makes the bag 

less stylish as the reinforcing piece of paper that also attaches the handle to the bag is 

more visible.

All in all, one of the most important elements of the quality is its consistency. For the 

converters it is extremely important that the defined level of product quality is 

maintained so that it is continuously in conformity with the requirements. This goes to 

the appearance of paper, like shade, as well as to the strength properties. When asking 

from French carrier bag converters, why they actually buy from UPM Pack S.A., 

several reasons are brought up but first of all, one gets convinced that a good product 

quality weighs a lot. Among the buyers UPM Pack S.A. seems to be a supplier who is 

especially known for high quality products that meet the technical requirements 

allowing for good printing results, for instance.

4.3.4.2 Price

Another highly significant decision criterion appears to be the price. This is certainly 

due to the fact that bag papers can still be regarded as rather standardized bulk products, 

which is often the case as to any raw materials, although differentiation occurs to some 

extent in this field. If the price is the only difference between two offers similar in terms 

of product characteristics, a bag converter is likely to turn to the more inexpensive 

choice in many situations when the other factors are not weighing more. One of the 

interviewees described the importance of the price like this:
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“As to the price, it has to be competitive. One does not buy only for the 
price’s sake, the product has to be of an appropriate quality, too. But 
unfortunately the price today belongs to the ensemble.”

When dividing price related criteria into four sub-areas like, reasonable price level, 

stability of prices, possibility to negotiate special prices or rebates and flexibility in 

negotiating appropriate terms of payment, the converters assessed all of them to be 

important. A reasonable price level and price stability are the most decisive factors for 

some, whereas the buyers, who give an impression of being somewhat loyal towards 

their suppliers, prioritize price stability and flexibility in negotiating special prices and 

other terms. The following comments highlight how the derived demand supports the 

importance of price stability.

“An ideal supplier does not often change his prices, which allows us to 
keep our prices stable. This, in turn, is highly appreciated by our own 
customers.”

“Cyclical price changes make it extremely difficult for a converter to 
keep pace with continuously changing raw material prices. We, stuck 
between suppliers and our customers, should adjust prices for our 
products. Sometimes it is easier not to increase the price and neither to 
reduce it with the cycles.”

For instance, UPM Pack S.A. has been criticized for not having stable prices. Instead, 

the company always aims at adapting its prices according to prevailing business cycles 

and among the converters UPM Pack S.A. is regarded as inflexible to negotiate prices. 

Said by an interviewee:

“UPM Pack never starts suggesting prices decreases. Sometimes it is 
somewhat tiring for us to try negotiating lower prices.”

Additionally, prices of UPM Pack S.A. are in general considered high among French 

carrier bag converters who perceive a reasonable price level as a highly important 

factor. Since the price is often in practice evaluated in comparison to the quality of 

paper, next the relationship between price and quality will be assessed.
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4.3.4.3 Price-Quality Relationship

Besides quality and price have been discussed previously as separate purchase criteria, 

the price-quality relationship is brought up here as one specific criterion since it seems 

to be highly emphasized among the bag converters. Although product quality is 

frequently brought up as the most important purchase criteria, it has to be taken into 

consideration that nevertheless, bag converters are not ready “to buy quality at any 

price”. In fact, what they are looking for is an appropriate relationship between quality 

and price. In other words, bag converters search for a quality that meets all their 

requirements at a price that they perceive to be in line with the required product 

characteristics. The price should also be competitive in comparison to other similar 

products. The importance of an appropriate relationship between price and quality is 

supported by the following comments:

“There is always the rivalry on the market and a buyer’s duty is to keep 
himself or herself informed about the situation in the market. Even 
though we are satisfied with our actual suppliers, we keep looking 
around. It is somewhat complicated since one wants to buy good quality 
but the price has to be in accordance. On the other hand, one does not 
buy only for the price’s sake, the product has to be of an appropriate 
quality, too. “

“The ideal supplier offers the best price-quality relationship.”

Interestingly, French carrier bag converters mention a correct relationship between price 

and quality among the most important reasons to buy from UPM Pack S.A. However, 

when assessing price as such they perceive it to belong to the weakest points of the 

supplier. To conclude, it seems that a strong emphasis is put on acquiring good quality 

at a competitive price.

4.3.4.4 Service

Today service is a significant factor influencing the paper purchase decision of the 

French carrier bag producers. Typically, the service aspect is taken into consideration 

once some suppliers have equally fulfilled product quality and price requirements. 

Moreover, if the buying company does not consider the service satisfying, the result 

may be a change of supplier. The service concept constitutes of numerous attributes. In
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the following, some major service components like delivery and stocking will be 

discussed in more detail.

First, delivery is an important service component comprising several aspects such as, 

reliability of the delivery, length of delivery time, and delivery conditions. The 

reliability of a delivery can be measured in terms of the conformity of quality and 

quantity as well as punctuality. At times the delivery time is a crucial factor in buying 

decision-making. Respecting the delivery times is of a primary importance because the 

paper is to be used in the converter’s own production process which has its time limits, 

too. The argument that the non-respect of delivery times lead sometimes to changing 

supplier is confirmed by a comment of one interviewee:

“I may also change the supplier because of problems related to delivery 
times. It counts if the delivery of the goods has been promised for a 
given date but then the goods are not delivered at time.”

Additionally, a short delivery time from the mill to the customer would be appreciated. 

As a consequence of a short delivery time, the buyer does not need to plan the purchases 

so long time in advance, which enables more accurate estimations of the needed paper. 

Otherwise, it is appreciated if deliveries at a short notice can be arranged from a 

warehouse located closer to the customer than the mill. Still one thing in terms of 

deliveries is that the converters seem to value the possibility to get only small quantities 

delivered at one time. This would naturally aid them in avoiding to tie up storing space 

and also capital.

Regarding the delivery, converters acknowledged relatively long delivery times as a 

weakness of UPM Pack S.A. The impression of long and inflexible delivery times is 

based on the fact that bag papers are produced in Finland and to the production time has 

to be added the time of transportation. Typically the transportation occurs first by ship 

to a harbor in France or in Belgium, and then from the harbor by truck to the customer. 

The truth cannot be neglected that the transportation takes a certain time which is by no 

means shortened by driving regulations in the countries concerned. Another thing is that 

the length of the perceived delivery time depends also on the moment when the buyer 

sends his order to the seller. Paper mills have somewhat regularly production campaigns 

during which various grades are produced in a certain order that is defined beforehand. 

Production campaigns may be accomplished, for instance, in four-week cycles.
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Therefore, the delivery time of an order that is received right after finishing an 

appropriate production run is much longer than of an order received just before starting 

the making.

Second, the converters highly appreciate the stocking possibility offered by the 

supplier. This is often due to the fact that the converter may not have enough space in 

his own warehouse to guarantee the prompt and sufficient availability of the needed raw 

materials. Like one of the interviewees puts it:

“Today the stocking service is especially important. For us it is 
indispensable because for keeping stocks, a lot of space would be 
needed. We do not have facilities to keep enough stock and neither can 
we allow running out of stock. Therefore, from our point of view, the 
stocking service is very interesting.”

As mentioned above, stocking is appreciated also due to the fact that it enables 

delivering at a relatively short notice, which contributes to the flexibility of converters’ 

activities. Today the converters see the stocking service as a necessity and they aim at 

keeping only minimal stocks at their own facilities. One advantage of UPM Pack S.A. 

as a bag paper supplier is the possibility to offer stocking service.

The third service aspect that frequently came up in the interviews is the contribution to 

the development of the converter’s activities. Converters more or less expect the 

paper suppliers to be proactive and serve as sources for new ideas that would aid in 

developing converters’ business. Paper suppliers should also continuously develop their 

own activities, which then supports the development of converters’ activities. 

Furthermore, converters rate highly prompt answers to their inquiries and questions 

in daily business. A supplier who is capable of consulting and providing the converter 

with technical information is valued. The need for technical advice is accentuated in a 

situation where the converter is searching for a new grade. Besides having the sales 

personnel easily available for any advice, the buyers seem to appreciate the possibility 

to have the technical assistance of the paper mill’s personnel if needed. Regarding UPM 

Pack S.A., the relatively long distance between the paper mills and the sales office as 

well as the French customers has shrunk in the minds of converters thanks to a well 

working connection between the local sales personnel and the production units. An 

efficient organization enables to react promptly to customers’ demands.
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A wide product variety also forms one service element. Carrier bag converters 

evaluate a paper supplier higher if a wide range of products is available. On one hand, 

the fact that the buyer is aware of wide choice possibilities appears to give more 

flexibility for his or her work. On the other hand, a wide variety of different paper 

grades proves that the supplier is an expert on the field. This applies also to UPM Pack 

S.A. which is described as a reliable and professional supplier able to provide with a 

variety of different kinds of papers. Customers tend to think that whatever applications 

in concern, UPM Pack S.A. will find a suitable grade to offer. Regular production 

programs, in turn, enhance the service level indicating a regular supply of a given 

grade which facilitates the buyer’s planning task.

ISO-certification can be regarded as a minor component of service but it is an actual 

topic nowadays. The trend is towards ISO-certification in the paper and paper 

converting industry, and the majority of paper suppliers appear to have the certification 

for their products. Although, the buyers in converting companies do not regard ISO- 

certification as a primary criterion in paper purchases, it may improve the image of the 

offered service in the minds of converters. The view of ISO-certification not being 

primarily a decisive factor is supported by the following opinions:

“For me it is not really a necessity for the moment to have ISO-
certification. I think that it is not any guarantee.”

“If a good supplier does not have ISO-certification for its products, it is
not a reason to stop working with him.”

Although the buyers do not see it indispensable for a paper supplier to have ISO- 

certified products, they think that it indicates certain security for them and for their 

customers as well. Therefore, it is, however, somewhat important to have ISO- 

certification and in some cases, a priority may even be given in product selection thanks 

to the ISO-certificate. ISO-certification as an indicator of security was commented like 

this:

“I do not think that it is indispensable. But I believe that it makes 
companies to reorganize their procedures, which means reviewing the 
tasks and missions of each. Consequently, everything is re-evaluated and 
controlled which is important in order to improve customer satisfaction.”
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“It simplifies our task because we do not need to pay so much attention 
for certain things.”

Also from the paper supplier’s perspective it seems that having ISO-certification for the 

different paper grades is or will soon be a necessity for any paper supplier. Today, it is 

seen like a mode and something that everybody is asking for.

“Having ISO-certified products is a proof of a serious supplier.”

4.3.4.5 Characteristics Related to Buyer-Seller Relationship

The quality of buyer-seller relationship can be distinguished as a fourth main group of 

criteria affecting the purchase decision. This factor is typically brought up after quality, 

price and service indicating that it is taken into consideration mostly when no 

significant distinction can be made on the basis of other criteria. Anyway, the different 

aspects of buyer-seller relationship clearly do have some importance in buying.

The buyer-seller relationship can be characterized by the quality of human contact and 

ease of contact which contribute to building customer satisfaction. For the buyer it is 

important to have a confident feeling that at the seller’s side there is always someone 

available to advice and even the contact by phone is important. By the ease of contact 

can be referred to both having easily the sales personnel available and discussing openly 

all the matters. In the discussions the commercial flexibility may play a role as to 

whether the buyer feels that things can be negotiated in a satisfying way making efforts 

to find alternative solutions. One interviewee commented the importance of the human 

contact like this:

“If the offered quality, price and delivery time are exactly the same, the 
quality of the relationship enters into the consideration: If I do not get 
well along with the sales personnel of one supplier, then I buy from 
another supplier.”

Carrier bag converters named repeatedly ease of contact as a strength of UPM Pack S.A. 

They acknowledged that dialogue with this company is of a good quality and an answer 

is always provided; even in problematic situations the customer is not left alone with the 

problems. Summarized one of the interviewees:
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“It is important to have a regular contact and that we have a feeling that 
the supplier’s sales personnel is there for us.”

Suppliers can obtain buyers’ trust by conveying realistic information about the market 

situation and price development, for instance. The fact that supplier traditionally has a 

good reputation in the industry and is perhaps already familiar to the buying company 

also supports to building a trustworthy relationship. The buyers think that it is useful or 

even indispensable to visit the paper mills that produce paper they are purchasing. This 

is because it gives new ideas and broadens one’s knowledge about paper making as well 

as enables to get to know people working at the mill. Naturally, visiting paper mills may 

deepen the relationship between the buyer and the seller by providing a holistic picture 

of the supplier’s organization. As to UPM Pack S.A., the company has a reputation as a 

reliable and well working organization. Due to its long traditions in the industry, the 

company is already familiar to a majority of the significant converters, which is likely to 

support in building trustworthy relations with them.

As mentioned earlier, in many sectors of the business market there is a trend toward 

closer relationships between manufacturers and their suppliers in the form of 

cooperation or partnerships, for example. According to the interviews, also the French 

carrier bag converters value to some extent a closer relationship although long-term 

purchasing agreements are not necessarily preferred. A partnership is seen to consist of 

a continuous interactive relation with a supplier at a long term. Open communication 

and common development projects are seen as important elements. Quoting the 

interviewees' words a partnership can be described as follows:

"A partnership consists of reciprocal confidence and reciprocal 
information exchange. In a partnership the supplier aids us in finding 
answers for the arising questions. A written agreement is not necessary 
because there is the confidence. "

"A partnership arises with a supplier who is capable of guaranteeing us 
on a long term a quality, a price, and a service that meet our needs."

"For me there is some kind of a partnership when we work with a 
supplier and everything is going fine. Even when there should be any 
problem, a dialogue exists and neither one nor other partner is afraid of 
admitting it. For me a partnership means handling matters thoroughly 
both parties being sincere."
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The buyers' comments give impression that need and willingness for closer relationships 

with suppliers exist at least to some extent among the carrier bag converters. A familiar 

supplier with whom previous experience has been satisfactory is generally highly rated. 

The following comments support this view:

"My buying policy is based on loyalty, and I prefer having a durable 
partnership-like relationship with a supplier instead of systematically 
searching for the lowest price."

"In general, we do not change suppliers every year. The advantage is a 
mutual security between us and suppliers. Our company is of too a 
significant size to work hazardously; we need to guarantee the continuity 
of the relationship.”

To summarize this chapter analyzing the criteria affecting the purchase decision 

making, the characteristics of an ideal paper supplier will be briefly highlighted. One of 

the interviewees described the ideal supplier like this:

“An ideal bag paper supplier allows the bag converter to meet the needs 
of his customers. Therefore, it is in fact our customers who could judge 
on the ideal supplier.”

This statement refers to the fact that a paper supplier should have an eye also on the 

customers’ customers market since the demand is derived from there. Another 

description of the ideal supplier points out rather compactly many of the most important 

purchase criteria:

“An ideal supplier provides with a desired paper quality: good quality 
with the shortest possible delivery time, at a good price, and with service 
like stocking available. When a new product is in concern, an ideal 
supplier could also give advice in terms of appropriate paper grades.”

All in all, quite challenging criteria ranging from “non-defect quality” to “the shortest 

possible delivery time” are set on paper suppliers among the French carrier bag 

producers.

79



5 CONCLUSIONS

As stated in the beginning of this study, the purpose was to advance our understanding 

about organizational buying by adopting an interaction approach to examine 

organizational buying from the viewpoint of an industrial marketer. The concentration 

was laid on clarifying the concepts of different buying situations, purchase decision

making process, buying center and various purchase criteria among the French carrier 

bag converters in order to provide paper suppliers with valuable information. Since the 

organizational buying is an interactive process involving selling companies, it is 

essential for the paper suppliers to acquire in-depth knowledge about their customers’ 

buying behavior in the market that can be expected to grow only at a moderate pace in 

next few years.

The value of this study lies in the empirical illustration of concrete organizational 

practices in the field of industrial buying among French carrier bag producers. The 

findings as such are perhaps neither highly surprising nor revolutionary but they are 

likely to contribute to a better understanding of buying behavior in general and 

particularly of carrier bag producers’ buying behavior. In this concluding chapter, first 

the major findings of the study will be summarized. Thereafter, managerial implications 

of the findings will be clarified. At the end some suggestions for future research will be 

brought up.

5.1 Major Findings

The analysis of different buying situations among French earner bag producers showed 

that basically two different types of buying situations can be identified. According to 

the buyclass model presented in Chapter 2.2.1, these could be named new task and 

rebuy. The straight and modified rebuy situations were not clearly distinguishable 

among carrier bag converters. In rebuy situations, in general, the buying is relatively 

routinized. Information requirements are not significant and new product or supplier 

alternatives are considered only to limited extent. In new task situations, in turn, the 

buying procedure appears to get more complicated as the product and/or the supplier is 

not known. Consequently, a lot of information is needed compared to rebuy situations, 

as also suggested by Robinson et al. (1967:25)

80



Regarding the buying process, French carrier bag producers’ buying does not appear to 

be highly complex. Most typically a signal to buy comes from the warehouse or from 

the production where a need for a given paper is noticed. Then the buying center, 

supervised by a buyer or a managing director, defines what requirements are to be set 

for the purchased item. Followingly, a suitable supplier of an appropriate paper grade is 

searched for by comparing products, prices and services. After the delivery of paper, the 

buying companies often evaluate buyers in a more or less formal way. As explained 

earlier in Chapter 4.3.2, carrier bag converters’ buying largely features the widely 

known eight-step buyphase model presented in Chapter 2.2.2. (Robinson et al. 1967) 

Nevertheless, a simplified model consisting of five steps seems to be more convenient 

to describe their buying and is shown in Figure 5 earlier in this study. The five 

outstanding stages are: 1) recognition of the need to purchase a given paper grade, 2) 

definition of specifications and quantity of the purchased item, 3) inquiries, 4) 

evaluation of offers and selection of the purchased item and its supplier, and 5) eventual 

supplier evaluation. The buying procedure gets somewhat more complicated in a 

situation where either the product or the supplier is not known, as explained above. In 

that case samples and a trial order may be part of the process leading to a final purchase 

decision about a convenient paper grade. A lot of discussions would be conducted and 

eventually numerous potential suppliers contacted in order to compare prices and 

qualities. Also generally an industrial buying process takes different forms according to 

a large number of reasons, like type of product and industry, buying situations and 

perceived product importance, for instance. Therefore, there are multiple models that 

are frequently reshaped. (Möller and Alios 1983:15, Parkinson and Baker 1986:125)

On the basis of the study, it can be concluded that there are usually 1-4 persons in 

addition to the buyer who in some way influence the final paper purchase decision 

among French carrier bag converters. This is in harmony with the argument that 

ultimately organizational buying decisions are rarely taken by only one individual but 

typically affected by several persons. (Webster Jr. and Wind 1972:77-80) The buyer has 

the most central role being in charge of making the final buying situation and typically 

seeing after the economic side of the purchase. Production or R&D personnel act 

commonly as important sources of technical information concerning product quality, 

whereas personnel responsible for supplies and warehouse often indicate the need to
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purchase. Various directors and managers of the buying company may, in turn, have an 

impact in a form of suggestions that direct the decision-making. Also the salesmen of 

the buying company typically affect the buying by conveying their customers’ needs 

and requirements.

The study indicated that the most important criteria affecting the carrier bag converters’ 

purchase decision-making are price-quality relationship, quality, price, delivery 

reliability and stocking service. Quality and price were both mentioned as extremely 

significant criteria. However, in the context of both of them, the buyers stated that it is 

actually the price-quality relationship that counts the most. Converters are not ready to 

buy good quality at whatever price but neither would they buy paper only because of its 

low price. Therefore, it appears to be important to find an appropriate relation between 

quality and price. Commonly, it is valuable to notice that certain criteria may be 

interrelated or conditionally linked to each other. (Möller 1984:17-19) As to a reliable 

delivery, it is one that is executed punctually at the agreed time. Besides, the quality and 

quantity delivered have to be in harmony with the requirements of the buying company. 

Still another important criterion today is the possibility to offer stocking service, which 

highly appreciated in general, and for some it is a prerequisite for regular buying.

Regarding the factors related to buyer-seller interaction, they are typically taken into 

consideration only when no distinction between products or suppliers can be made on 

the basis of criteria related to quality, price and service. This is consistent with purchase 

decision-making in general when characteristics of buyer-seller relationship are 

dominated by other attributes. (Möller 1984:17-53) Carrier bag producers mentioned a 

reciprocal confidence and information exchange as indicators of a closer cooperative 

relationship. Also, constructive dialogue and cooperative problem solving belong 

essentially to it. The continuity of buyer-seller relations seemed to be appreciated. 

According to the literature, continuous interaction in longer term appears to make 

relationships closer. (Seyed Mohamed 1989:22) Continuity has stated to create loyalty, 

mutual security and stability. Previous research has suggested that in longer term some 

adaptations may occur in a buyer-seller relationship. Social relations, for instance, are 

likely to be subject to adaptations while over time, some kind of a friendship may 

emerge between the buying agent and sales person. Commonly, in the interaction 

between the persons representing buying and selling companies the individuals’
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experience, personalities and motivations influence their behavior. (Håkansson 

1982:17-18) However, the findings of this study did not reveal anything referring to an 

impact of, e.g., a friendship or personal advantages on their purchase decision. All in 

all, an impression was given of rather rational procedures. Nevertheless, a good quality 

of human contact and commercial flexibility were mentioned to increase satisfaction 

with the supplier. This makes one to query whether individuals’ personal motivations do 

anyhow influence buying decisions.

5.2 Managerial Implications

The importance of having a thorough knowledge about the organizational buying is 

often emphasized and even considered a prerequisite for effective planning industrial 

marketing and selling efforts. Therefore, this study has attempted to provide with an 

empirical illustration of organizational buying practices in the French carrier bag sector. 

In this chapter, some ideas for the development of the supplier activities are brought up.

To begin with, it would be valuable for the suppliers to be able to recognize what kind 

of buying situation is concerned in a each given case. By evaluating primary 

characteristics of a specific buying situation, i.e., newness of the problem, information 

requirements and consideration of new alternatives, a supplier would be well prepared 

to adapt its marketing and selling efforts to buyers’ needs. In a new task situation 

among French carrier bag converters, the supplier would do well, for example, by 

providing with lots of tailored technical advice concerning the suitability of different 

paper grades.

Regarding the buying process, it would be useful for suppliers to be able to identify a 

couple of key decision points in which they could intervene by offering advice or a 

specific paper grade apt to the buyer’s needs. (McTavish and Maitland 1980:34-35) 

Good timing of exerting influence on a buying process would necessitate, for instance, 

knowledge about a converter’s production cycles or changing needs. All in all, 

anticipating converters’ activities would be crucial during the whole process. As to the 

participants in the purchase decision-making, selling companies should attempt to 

benefit from the fact that people from different functional areas and organizational
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levels of the company can have an impact on the purchase decision. (Webster and Wind 

1972:77-80) If a paper supplier succeeded in convincing a bag converter’s technical 

people about superior technical properties of a paper grade, they could, in turn, put 

pressure on the buyer and deciders to emphasize the technical viewpoint and to give less 

attention to the economic factors.

Now the managerial implications of findings concerning different purchase criteria will 

be dealt with. Quality being one of the most critical attributes, paper suppliers should 

not, however, neglect the fact that a competitive price counts, too. Once a given paper 

grade fits to an intended use although not being of the highest quality, a buyer may 

make his purchase decision in favor of a better price. The selling companies should bear 

in mind that product quality features which a buyer does not want or cannot effectively 

use do not improve the perception of quality in the buyer’s mind. (Cateora and Graham 

1999:384) Furthermore, price and especially the price-quality relationship are 

significant decisive purchase criteria. Therefore, paper suppliers whose prices are 

perceived high or who are regarded as inflexible in price negotiations should consider if 

it was somehow possible to change or soften that image. Although it was a company 

policy to keep pace with market fluctuations by continuously adjusting prices, an 

attempt could be made to give an impression that the company is not necessarily the 

first one to increase prices but actually all the suppliers act rather simultaneously. As to 

the price-quality relationship, one should carefully consider the positioning of an 

upgraded or a totally new paper grade so that the relationship between price and quality 

would be perceived correct and the price as such would remain competitive.

Reliability of a delivery, which can be measured in terms of the conformity of quality 

and quantity as well as punctuality, was rated high among French carrier bag converters. 

Especially respecting the delivery times was stated to be often of a primary importance 

for a converter. In that case the selling company should do its utmost to avoid any 

delays. It should be assured that all the parties involved at the seller’s side, including 

production, distribution and sales personnel, are aware of the given time limits well in 

advance. Still, the sales personnel could deepen their knowledge about shipping 

schedules and alternative shipping routes in order to contribute to the punctual 

execution of deliveries at the customer. The rate of fulfilling the requirements for the
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conformity of quality and quantity could be increased by ensuring appropriate 

information flows within the selling company.

Another aspect of delivery that receives a lot of attention from the buyers is the length 

of delivery time. Sometimes a relatively long delivery time is due to a substantial 

physical distance, which applies for example to UPM Pack S.A. whose production units 

are located in Finland whereas the customers are in France. In order to shorten the 

delivery time vis-à-vis the customers, two things could be taken into consideration. 

First, through stocking service the delivery time can be shortened from the customer’s 

point of view. A question arises, however, where the limit for the profitability lies. For 

the supplier it is not interesting either to have plenty of paper lying in stock for an 

unknown period of time even though it would be very much appreciated by the 

converters. Perhaps a closer planning together with the buyer and the supplier would 

help to some extent. The selling company could study what the accurate time and 

quantity limits are so that stocking service would remain profitable. The stocking 

conditions in terms of maximum time and quantities could then be explained to the 

buyer who could optimize the benefit from the offered stocking possibility at least in 

some regular grades. In some cases the delivery time might be indirectly shortened by 

better keeping the customers informed about the production schedules. It is however not 

sufficient to know the production schedules as such, but the sales personnel should also 

add to the customers’ understanding the time needed for the transport after the paper has 

come out from the machine. If the buyer is well aware of when is the last day to place 

the order and when the paper can be delivered at their place from that making, he or she 

can better plan the purchases even at the relatively short notice. A prerequisite for this is 

naturally that the sales personnel should immediately get information of any 

modifications in the production and also the buyer should be kept up-to-date.

Another service aspect that would deserve special attention is the contribution to the 

development of the converter’s activities. In the interviews it came up that the 

converters appreciate proactive suppliers taking initiatives. An initiative could be taken 

over, e.g., to suggest new grades or to give technical advice. Sometimes the buyers may 

need advice concerning things like product qualities but they do not perhaps know 

enough about different alternatives to take the first step in getting additional advice. 

They may also be too busy to search for new information. Therefore, for the supplier it
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is worth bringing up new product and development ideas and technical advice although 

nobody especially asks for it. However, in the carrier bag sector it may be difficult to 

develop a totally new paper grade or to diversify the product offering, as suggested by 

the bag producers. This is mainly due to the fact that each paper mill needs a minimum 

quantity in a given grade and basis weight before it is interesting enough to start up the 

paper machine. Taking special grades into the production would necessitate a very close 

coordination between the sales and production, and perhaps also between different 

production units. Besides bringing up new product ideas, it might be a good idea to once 

in a while to refresh the buyers’ memory about the existing grades. At different 

moments there may be demand for different shades or feltmarks etc., or a buyer who has 

been concentrated only on a certain grade may not come to think about the existence of 

the others.

It appears that in many ways a closer cooperation between the seller and the buyer could 

be useful to develop one’s activities. As it was stated that there are several persons in a 

buying company who somehow affect the purchase decision, a closer relationship 

would perhaps allow the seller to interact more also with other persons of the 

organization than the buyer. This might be useful when, for instance, convincing the 

customer about the advantages offered by the product letting the economic viewpoint 

aside. In a buyer-seller relationship, mutual information exchange and confidence 

seemed highly appreciated. Therefore, suppliers should pay special attention to 

maintaining open communication and trust with buying companies. Additionally, 

selling companies should consider how to allocate their resources for various types of 

relationships in terms of technology, organization and knowledge. As to managing the 

relations, in short term suppliers should aim at obtaining an efficient way of handling 

the exchange processes. In longer term, power-dependence and cooperation-conflict 

aspects should be carefully considered in order to ensure a controlled development of 

relationships.

As to creating new business, a good idea might be trying to obtain information about or 

even meet some customers of carrier bag converters. Since the demand is derived, as 

stated earlier, the customers’ customers may serve as important source of ideas for 

development. They might broaden the knowledge about new or latent dimensions of 

carrier bag market. On the other hand, a paper supplier could give them ideas that might
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later on develop into a demand for a certain kind of a paper. All in all, in order to create 

new business, it would be essential to keep constantly an eye on the market evolution. If 

ever there are new converters that enter into the carrier bag sector, it would be valuable 

to be the first to notice it. Observing changes in the production capacity and the number 

of bag converting machines may also reveal either new entrants or other market 

changes.

5.3 Suggestions for Future Research

Wide fields of industrial marketing and organizational buying as well as the interplay 

between these two phenomena offer almost endless opportunities for further 

investigation. Some issues that in the light of this study would be interesting to further 

examination are discussed in the following.

The results of this study can be considered indicative to some extent also on some other 

markets in Western Europe, for instance. However, some differences would be likely to 

arise due to such things as different markets structure, organization size or cultural 

characteristics like consumption patterns. Therefore, a separate study could focus on the 

buying behavior of carrier bag converters in other markets like Italy and Germany, for 

example. In addition to the carrier bag sector, also other end use areas like envelopes, 

sacks or self-adhesives would provide an interesting research object.

Furthermore, the scope of a similar study could be expanded by including the 

examination of the general environmental factors which was limited beyond the scope 

of this study in Chapter 1.4. To those factors that form the overall context of all buying 

decisions belong things related to external environment, organizational characteristics, 

interpersonal relationships as well as individual characteristics. Interviewing the 

converters’ customers would provide with an especially interesting contribution to the 

research area. Future studies could also go further by interviewing several persons from 

each buying company. The interviewees from different functional areas and 

organizational levels would broaden and deepen our knowledge about the phenomenon.
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Since this study was a qualitative one gathering most of the empirical information in the 

interviews, another meaningful approach could be achieved by combining qualitative 

and quantitative methods. When examining organizational buying a quantitative 

method, like a conjoint analysis, would be especially useful in pondering the differences 

in how the importance of various purchase criteria is perceived. As a concluding 

remark, it can be stated that in general, more studies should be focused on analyzing 

organizational buying which still presents quite a fragmented research area.
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APPENDIX I

Carrier Bags as an End-Use Area

The general paper classification system of Jaakko Pöyry (Ryti 1974:151-154), which is 

presented in detail in Appendix П, divides different papers and paperboards into four 

main categories:

1) Printing, writing and related papers and paperboards,

2) Wrapping, packaging and building papers and paperboards,

3) Cleaning tissues, and

4) Papers and paperboards for miscellaneous purposes.

Further, several subcategories are distinguished on the basis of raw material, 

manufacturing method, and end-use. According to this classification, bag papers, which 

are of interest for this study, fall within the subgroup of wrapping and packaging papers. 

Excluding paperboards, a rough division can be made on the basis of end-use sectors 

into printing and writing papers and speciality papers. Consequently, bag papers belong 

to the latter category. The range of speciality papers is, however, quite heterogeneous as 

to possible end-use applications. Therefore, it can be further divided into several sub

categories like, for instance, envelopes, self-adhesive labels, bags and sacks. If we adopt 

a detailed end-use classification of the Group UPM-Kymmene (presented in the end of 

this appendix) featuring the general paper classification, a further distinction can be 

made among bag papers between the following end-uses: flour and sugar bags, earner 

bags, retail bags and other bags. (UPM-Kymmene 1998b) The niche of carrier bags is 

the main concentration of this study.

It can be stated, however, that Korpivaara (1998) takes a different viewpoint on how to 

distinguish between different paper bag - applications. He divides paper bags in two 

wide categories: 1) carrier bags and 2) pouches/bags. These categories comprise then 

various end-uses as follows:

1) Carrier bags: department stores, fashion boutiques, animal feed, pet food, 

advertising, agricultural, refuse, and fruits and vegetables.

2) Bags/Pouches: bread/sugar/flour, take-away, fruits and vegetables, fashion 

boutiques, pet food, advertising, agricultural and sweets.
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This study relies on the definition of carrier bag sector presented by Group UPM- 

Kymmene due to its more explicit nature. As a more specific and narrow definition, it 

can be considered more appropriate for paper sales and buying purposes. The end-use 

classification of UPM-Kymmene is illustrated on next page.
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APPENDIX П

Jaakko Pöyry GENERAL PAPER CLASSIFICATION SYSTEM

1. PRINTING, WRITING AND RELATED PAPERS AND PAPERBOARDS

1.1 Wood-containing Papers

1.1.1 Newsprint
■ Normal Basis Weight Newsprint
■ Lightweight Newsprint

1.1.2 Magazine Papers
■ SC Magazine Papers
■ MF Magazine Papers
■ Coated Magazine Papers

1.2 Woodfree Papers

1.2.1 Printing, Writing and Drawing Papers and
Paperboards

■ Uncoated Papers
■ Coated Papers

1.2.2 Business Papers
■ Typewriting Papers and Related Papers
■ Punch Papers for Data Processing
■ Impression Copy Papers
■ Optical Reproduction Papers

2. WRAPPING, PACKAGING AND BUILDING PAPERS AND PAPERBOARDS

2.1 Wrapping and Packaging Papers

2.1.1 Unprocessed Papers
■ Wrapping Papers
■ Bag Papers
■ Sack Papers
■ Spinning Papers
■ Greaseproof Papers
■ Glassines
■ Vegetable Parchments

2.1.2 Coating, Laminating and Impregnation Base Papers
■ Wrapping Papers
■ Gumming Papers
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2.2 Packaging Paperboards

2.2.1 Boxboards
■ Folding Boxboards
■ Chipboards
■ Solid Paperboards

2.2.2 Containerboards
■ Corrugated Paperboards
■ Solid Containerboards

2.3 Building Papers and Paperboards

2.3.1 Unprocessed Papers and Paperboards
■ Wall Lining Board
■ Building Boards

2.3.2 Coating, Laminating and Impregnation Base Papers
■ Moisture Insulating Papers and Paperboards
■ Roofing or Flooring Felts
■ Absorbent Papers and Paperboards
■ Wallpapers

3. CLEANING TISSUES

3.1 CelluloseWadding
3.2 Facial and Napkin Tissues
3.3 Toilet Papers
3.4 Toweling Papers

4. PAPERS AND PAPERBOARDS FOR MISCELLANEOUS PURPOSES

Source: Ryti 1974:153
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APPENDIX III

Concept of Carrier Bag

Due to the fact that the interviewed bag converters are French and the interviews were 

conducted in French, it is necessary to precise the concept of carrier bag which is very 

central to this study. In French language, the English word “bag” is translated by sac. 

However, in the context of paper industry, it is important to notice that also the English 

word “sack” is translated by sac. In order to distinguish between “bag” and “sack”, a 

notion of the size is applied, small and medium (sacs petite et moyenne contenance) 

referring to “bags”, whereas large (sacs grande contenance) refers to “sacks”.

In turn, the French Chambre Syndicale des Fabricants de Sacs Papier (1996) introduces 

another way to categorize paper bags and sacks. A division is made into three classes:

1) “industrial sacks” (sacs industriels; minimum contents of 10 liters),

2) “consumer bags” (sacs de conditionnement grand public; maximum contents of 10 

liters) and “retail bags” (sacs de distribution), and

3) “small bags” (petits sacs).

Basically this categorization also makes a distinction between small, medium and large 

size. A further division is still made defining two types of medium sized bags: 

“consumer bags” and “retail bags”. Followingly, carrier bags belong to “consumer 

bags”. As an example of fields of application are mentioned clothing and luxurious 

goods, the advertising value of carrier bags being emphasized. (Chambre Syndicale des 

Fabricants de Sacs Papier 1996)

In this study the word “carrier bag” will be used as an equivalent to the French word sac 

boutique. According to a definition (UPM-Kymmene 1998b), the concept of carrier bag 

comprises all “boutique and supermarket carrier bags” and refers to block bottom bags 

with some kind of a handle, different from paper pouches in the form of flat or gussetted 

flat bags without handle. However, a question may arise whether in French the word 

cabas can be used synonymously with the word sac boutique. Sometimes in practice, 

cabas is regarded, similarly with sac de luxe, as one type of sac boutique. On the 

contrary, often terms sac boutique and cabas are used interchangeably referring to a
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carrier bag as defined above. Due to an obvious lack of one unambiguous generally 

used classification for different kind of paper bags, the latter interpretation will be 

adopted for the purposes of this study without searching to distinguish between different 

subtypes of carrier bag.
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APPENDIX IV

Interview Outline in French:

■ Elements de base : Nom de Société
Nom du Groupe 
Chiffre d’Affaires 
Effectifs
Adresse de siège social et de(s) site(s) de production 
Nombre de machines de production de sacs papier 
Consommation annuelle de papier par qualité et par g/m2

■ Combien de fournisseurs vous livrent régulièrement du papier pour la fabrication 
des sacs ?

■ Quelle est la répartition de vos fournisseurs de papier les plus importants ?

■ Votre fournisseur idéal, comment est-il ?

■ Pour quelles raisons changeriez-vous un fournisseur pour un autre ?

■ Avez-vous des accords d’achats sur le long terme avec vos fournisseurs ?

■ Comment définiriez-vous un partenariat entre l’acheteur et le fournisseur ?

■ Avez-vous l’experience de partenariats dans votre industrie ? Si oui, pourriez-vous 
la décrire ? Si non, auriez-vous l’intérêt d’établir une relation de partenariat avec vos 
fournisseurs les plus importants ?

■ Combien de vos fournisseurs sont certifiés ISO ? Est-il important d’être certifié ISO 
pour vos fournisseurs ?

■ Effectuez-vous une évaluation systématique de vos fournisseurs ? Si oui, comment ?

■ Pourriez-vous décrire les procédures d’achat de votre entreprise ?

■ Au moment de l’achat de papier, comment décidez-vous quel fournisseur à contacter 
en premier ?

■ Pourriez-vous décrire l’influence de vos clients sur votre décision d’achat ?

■ Pourriez-vous décrire l’influence de vos clients sur votre décision d’achat ?

■ Connaissez-vous les noms de marques de tous les papiers que vous achetez ?

■ Savez-vous de quelle usine provient chaque qualité de papier ?

■ Pour quelles raisons achetez-vous actuellement chez UPM Pack S.A. ?
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■ Qui considérez-vous comme le plus grand concurrent de UPM Pack S.A. ?

■ Connaissez-vous toute la gamme des produits de UPM Pack S.A. ?

■ Quelle est votre impression générale de UPM Pack S.A. comme fournisseur ? 
(forces et faiblesses)

■ A votre avis, quelles sont les principales tendances sur le marché ?

■ Comment devraient réagir les fournisseurs de papier en face de ces tendances ?

■ Quelles sont les cinq facteurs les plus importants dans l’ordre hiérarchique qui ont 
une influence sur votre décision d’achat ?

■ Veuillez évaluer l’importance des facteurs suivants sur votre décision d’achat de 
papier. (Entourez l’alternative la plus appropriée : 1 = sans importance, 2 = peu 
important, 3 = important.)

A) Facteurs Relatifs au Fournisseur

1) Le fournisseur vous est familier. 12 3
2) Le fournisseur est situé près de vos locaux. 12 3
3) Votre relation avec le fournisseur est traditionnellement bonne. 12 3
4) Le fournisseur a une bonne réputation en général. 1 2 3
5) Le fournisseur s’adapte facilement aux modifications du marché. 12 3
6) Les unités de productions de fournisseur ont des campagnes de production

flexibles. 12 3
7) Le foumsseur a une large gamme de différents papiers. 12 3
8) Le fournisseur est flexible quant à négocier les spécifications du produit. 12 3
9) Votre interlocuteur chez le fournisseur est facilement joignable. 12 3
10) Votre interlocuteur réagit rapidement à vos demandes. 12 3
11) Le personnel de vente a de bonnes connaissances en matière technique. 12 3
12) Pour choisir une qualité appropriée, l’acheteur a facilement l’assistance technique de

l’usine. 12 3
13) Le fournisseur est présent à la transformation des bobines d’essai. 12 3
14) Le personnel de vente a de bonnes connaissances en traitement des

réclamations. 1 2 3
15) Il y a une possibilité pour les projets de développement communs. 12 3
16) Les produits fournis sont certifiés ISO. 12 3
17) Les produits fournis tiennent en compte des demandes environnementales. 12 3

^ Quels sont les trois critères qui vous semblent les plus importants (dans l’ordre
hiérarchique) dans la liste ci-dessus ? 1.......................................................................

2..............................................................................
3.......................................................................

D’autres facteurs relatifs au fournisseur que vous considérez importants mais qui ne 
sont pas mentionnés sur la liste :.............................................................................................
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B) Facteurs Relatifs aux Livraisons

1) Flexibilité à négocier des conditions de livraison appropriées. 12 3
2) Les livraisons sont effectuées ponctuellement. 12 3
3) Conformité de la quantité. 12 3
4) Conformité de la qualité. 12 3
5) Livraisons sont possibles même avec un court préavis. 12 3
6) Possibilité de garder le moins possible de stock chez vous. 12 3
7) Possibilité pour livraison des petites quantités à la fois. 12 3
8) Possibilité de garder du stock de sécurité dans les locaux du fournisseur. 12 3

^ Quels sont les trois critères qui vous semblent les plus importants (dans l’ordre
hiérarchique) dans la liste ci-dessus ? 1.......................................................................

2..............................................................................
3.......................................................................

D’autres facteurs relatifs aux livraisons que vous considérez importants mais qui ne sont 
pas mentionnés sur la liste :......................................................................................................

C) Facteurs Relatifs au Prix et Règlement

1) Niveaux de prix raisonnable. 12 3
2) Stabilité des prix. 12 3
3) Possibilité à négocier des prix spéciaux ou des rabais. 12 3
4) Flexibilité à négocier des conditions de paiement appropriées. 12 3

^ Quels sont les trois critères qui vous semblent les plus importants (dans l’ordre
hiérarchique) dans la liste ci-dessus ? 1.......................................................................

2..............................................................................
3.......................................................................

D’autres facteurs relatifs au prix et règlement que vous considérez importants mais qui 
ne sont pas mentionnés sur la liste :........................................................................................

D) Facteurs Relatifs au Papier

1) Constance de qualité. 12 3
2) Caractéristiques techniques élevées. 12 3
3) Bonne machinabilité. 12 3
4) Bas taux de poussière. 12 3
5) Bonne résistance à la rupture. 1 2 3
6) Bonne résistance à l’éclatement. 12 3
7) Brillance de la surface du papier. 12 3
8) Opacité appropriée. 12 3
9) Papier apte au contact alimentaire. 12 3
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^ Quels sont les trois critères qui vous semblent les plus importants (dans l’ordre
hiérarchique) dans la liste ci-dessus ? 1.......................................................................

2..............................................................................
3.......................................................................

D’autres facteurs relatifs au papier que vous considérez importants mais qui ne sont pas 
mentionnés sur la liste :............................................................................................................
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APPENDIX V
Interview Outline - English Version

■ Background information: Name of the Company
Name of the Group 
Turnover
Number of personnel
Location of headquarters and production site(s) 
Number of paper bag converting machines 
Annual paper consumption in tons by paper grade 
and by substance (g/m2)

■ How many suppliers do provide your regularly with paper for paper bag production?

■ What are the percentage shares of your suppliers in your total bag paper deliveries?

■ What is your ideal paper supplier like?

■ For what reasons would you change a supplier for another?

■ Do you have long term purchase agreements with your suppliers?

■ How would you define a concept of partnership between the buyer and the seller?

■ Do you have any experience of a partnership-like relationship in your industry? If 
yes, please describe how it works. If not, would you be willing to build a 
partnership-like relation with our most important suppliers?

■ How many of your suppliers are ISO-certified? Do you consider it important for a 
supplier to be ISO-certified?

■ Do you systematically evaluate your suppliers? If yes, please describe how.

■ Could you please describe the buying procedure in your company?

■ How do you decide which supplier to contact first when paper needed?

■ How does your customers affect your purchase decisions?

■ Do you know the (brand) names of the paper that you buy?

■ Do you know from which paper mill each paper quality comes from?

■ Why are you actually buying from UPM Pack S.A.?

■ Who do you see as UPM Pack S.A.’s biggest competitor?

■ Do you know the whole range of UPM Pack S.A.’s products?
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■ What is your overall impression of UPM Pack S.A. as a supplier? (strengths and 
weaknesses)

■ What do you see as main trends in the paper bag market today?

■ How should paper suppliers react to the market trends?

■ What are the five most important factors affecting typically your choice of a paper 
supplier? (Please give them in the hierarchical order; the most important first.)

■ Please evaluate the importance of the following factors when choosing a paper 
supplier. (Circle the most appropriate alternative: 1 = not important, 2 = somewhat 
important, 3 = important.)

A) Factors Related to Supplier

1) Supplier is familiar to you.
2) Supplier is located close to you.
3) You have traditionally good relations with the supplier.
4) Supplier has generally a good reputation.
5) Supplier adapts easily to market changes.
6) Supplier’s production units have flexible production programs.
7) Supplier has a vast range of different paper grades.
8) Supplier is flexible in negotiating product specifications.
9) Your contact person is easy to reach.
10) Your contact person reacts fast to your inquiries.
11) Sales personnel has a high level of technical expertise.
12) Technical assistance is provided when selecting suitable paper grade.
13) Supplier participates in the converting of the trial reels.
14) Expertise of the sales personnel in handling the complaints and claims.
15) There is a possibility for mutual development projects.
16) Supplier’s products are ISO-certified.
17) Supplier’s products meet the ecological requirements.

1 2 3 
1 2 3 
1 2 3 
1 2 3 
1 2 3 
1 2 3 
1 2 3 
1 2 3 
1 2 3 
1 2 3 
1 2 3 
1 2 3 
1 2 3 
1 2 3 
1 2 3 
1 2 3 
1 2 3

Please name the three most important factors (in the hierarchical order) in the above
list related to supplier characteristics. 1.......................................................................

2..............................................................................
3.......................................................................

Any other factors that you consider important but were not mentioned in the list? Please 
specify..........................................................................................................................................

B) Factors Related to Deliveries

1) Flexibility to negotiate suitable terms of delivery. 1 2
2) Deliveries are punctual. 1 2
3) Conformity of the delivered quantity. 1 2
4) Conformity of the delivered quality. 1 2

3
3
3
3
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5) Deliveries are possible even at a short notice. 12 3
6) Possibility to minimize paper stock at your place. 12 3
7) Possibility for small just-in-time deliveries. 12 3
8) Possibility to keep “security stock” in the harbor (at supplier’s place). 1 2 3

^ Please name the three most important factors (in the hierarchical order) in the above
list related to deliveries. 1.......................................................................

2..............................................................................
3.......................................................................

Any other factors that you consider important but were not mentioned in the list? Please 
specify...........................................................................................................................................

C) Factors Related to Price and Payment

1) Reasonable price level. 12 3
2) Stability of prices. 12 3
3) Possibility to negotiate special prices or discounts. 12 3
4) Flexibility to negotiate suitable terms of payment. 12 3

^ Please name the three most important factors (in the hierarchical order) in the above
list related to price and payment. 1.......................................................................

2..............................................................................
3.......................................................................

Any other factors that you consider important but were not mentioned in the list? Please 
specify...........................................................................................................................................

D) Factors Related to Paper

1) Quality consistency.
2) Technically competitive paper.
3) Good machinability.
4) Low level of dusting.
5) Good tensile strength properties.
6) Good bursting strength properties.
7) Gloss of the paper surface.
8) Appropriate opacity.
9) Suitability for food contact.

1 2 3 
1 2 3 
1 2 3 
1 2 3 
1 2 3 
1 2 3 
1 2 3 
1 2 3 
1 2 3

^ Please name the three most important factors (in the hierarchical order) in the above
list related to paper properties. 1.......................................................................

2..............................................................................
3.......................................................................

Any other factors that you consider important but were not mentioned in the list? Please 
specify...........................................................................................................................................
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