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I Abstract 
 

This thesis researches how to successfully deal with the complexity of the implementation of a P-

Card solution. The subject is studied from both an academic and a practical perspective, resulting in 

conceptual frameworks which represent the conditions needed for a successful implementation of a 

P-Card solution. The solution to deal with the complexity of the implementation of a P-Card solution 

is eventually presented in a P-Card solution Implementation Tool. This tool is based on an integrated 

framework of both conceptual frameworks and the overall knowledge gained in this thesis. This P-

Card solution Implementation Tool will guide an organization through the implementation phases of 

a P-Card solution. It can also be used to assess an organizations’ appropriateness for the P-Card 

solution, or the correctness of a previous/current implementation. 

 



ii 

 

II Summary 
 

An unsuccessful implementation of a P-Card solution at the company ‘ASML’ gave rise to the 

research in this thesis. Hence, this thesis pursues to define the conditions that an organization needs 

to meet in order to successfully implement a Procurement Card (P-Card) solution.  The definition of 

these conditions is necessary, due to the complexity of the implementation of a P-Card solution. This 

complexity is inherent to the features of a P-Card solution. The main component of this P-Card 

solution, is the P-Card itself; the P-Card offers a credit card like purchase solution, a complete P-Card 

solution makes sure that everything is electronically integrated in an organizations’ purchasing 

processes. A Procurement Card (P-Card) solution therefore belongs to the class of Electronic 

Procurement (E-Procurement) solutions. E-Procurement solutions are dedicated information 

systems used for streamlining the purchasing process (Puschmann and Alt, 2005). A P-Card solution 

streamlines the order-to-pay cycle from the purchasing process; it can therefore be more specifically 

classified as an Order-to-Pay (OTP) E-Procurement solution. Within this order-to-pay cycle, a P-Card 

solution aims for a better spend control, more efficient handling, and (better) generation of 

management information (Boulianne, 2005). The main benefits of the P-Card solution are caused by 

the changes it brings to an organization’s purchasing processes. When looking at it purely financially, 

research by a consultancy firm (Accenture, 2007) has indicated that that for every invoice handled by 

a P-Card solution, instead of a traditional purchasing method, an organization could easily save up to 

40€-91€ per invoice (depending on the original amount of required manual paper labor 

This thesis deals with the complexity of the implementation of a P-Card solution, by studying the 

subject from both an academic and a practical perspective. These perspectives will thus define the 

conditions that an organization needs to meet in order to successfully implement a P-Card solution, 

from both an academic and a practical perspective. The academic perspective is achieved via an 

extensive literature study, while the practical perspective is achieved via a P-Card Best Practices 

study and a case study. Consequently, the main achievement of this thesis is a P-Card 

Implementation Tool that defines the conditions that an organization needs to meet in order to 

successfully implement a P-Card solution (both from an academic and a practical perspective). This 

tool will guide an organization through the implementation phases of a P-Card solution by means of 

a step-by-step method, which ascertains that all the conditions needed for a successful 

implementation are met and which justifies each step via an explanation of its importance. 

Additionally, the tool assesses if the P-Card solution is suitable for the organization, and the tool can 

be used for a complete assessment/evaluation of a previous/current implementation. The P-Card 

solution Implementation Tool is eventually created by using a framework, which combines both the 

academic and practical perspective, as a foundation together with all the knowledge gained during 

the thesis. In order to reach this achievement, the following main research question is defined: 

“What are the conditions for a successful implementation of a Procurement Card (P-Card) solution 

and how can these be met?” It is answered via a research approach and related research questions 

summarized in the following research model: 
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Research model 

 

 

Following the research model, a literature study has been conducted based upon specific 

contributions on P-Card solutions, E-Procurement solutions, and contributions on how to implement 

complex systems solutions in organizations. The knowledge gained from the literature study resulted 

in the creation of a Theoretical Framework. This Theoretical Framework is created as follows. A 

literature study on Change Management and Business Process Redesign each eventually led to 

(implementation) step-models, which showed how to successfully deal with the (process) changes 

that the implementation of the P-Card solution causes throughout the organization. The steps from 

the Change Model (by Mento et al., 2002) combined with the steps from the BPR Model (by Adesola 

and Baines, 2005) therefore results in an extended (process) change roadmap of the steps necessary 

for successful (process) change. Common phases of the BPR methodologies (Initiation, Diagnosis, 

Design, Implementation and Process Management) are used to define the general phases. 

Additionally, the literature study on Electronic Procurement led to success factors which are 

included to show possible factors that, during the following of this (process) change roadmap, need 

to be taken into account.  If the concepts presented in the Theoretical Framework are not correctly 

applied, theoretically the chance of an unsuccessful implementation will increase; a solution could 

possibly not reach its expected benefits, or the implementation of the solution could completely fail.  

The practical perspective was researched through a Best Practices study, resulting in a 

Practitioner Framework and a list of Best Practices risks and solutions. In the Practitioner 

Framework, a roadmap is presented which identifies specific implementation phases and related 
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steps. It also provides specific guidelines on what departments to involve. If the ideas presented in 

the Practitioner Framework are not correctly applied, chances of project failure will increase. 

Following our Best Practices study, an in-depth case study was conducted. The case study included 

interviews, questionnaires and data examinations conducted at the company ‘ASML’. The 

conclusions of the case study resulted from a consistent method of analysis which was derived from 

the so-called Integrated Framework. In this Integrated Framework, the Theoretical Framework is 

integrated into the Practitioner Framework. By analyzing the case study via this Integrated 

Framework, insights in motivations behind the frameworks’ concepts were gained, and it was 

learned why the implementation of a P-Card solution at ASML failed. By applying the methodology 

as reflected in our Integrated Framework on the actual situation at ASML, we were able to reveal 

what conditions (needed for a successful implementation) were not met by ASML. More specifically, 

we identified the following main causes for project failure:  

I. A new project leader, selected to take over the management of the P-Card solution after the 

implementation had finished, was inadequately trained. 

II. During the implementation the final phase of the Integrated Framework was completely 

skipped. This final phase was important to ascertain acceptance of the P-Card solution in the 

organization’s culture; since this was never done, the P-Card solution was not yet truly 

accepted when the implementation was already finished. 

III. During the implementation, the P-Card users were not adequately approached. They should 

have been communicated about and trained on the P-Card solution more appropriately. 

More effort towards user friendliness of the P-Card solution should have been made. 

IV. The selection of suppliers for the P-Card solution was inappropriate. Suppliers were 

previously selected with a criterion of only involving the ones with commodity value of 

under €2000. In order to reach the full potential of the P-Card solution, every supplier with a 

high number of invoices should have been considered. 

V. No additional measures were taken to help the change to ‘take’ and thrive in a supportive 

environment. The P-Card solution could have been linked to KPI’s or other kinds of measures 

in order to ascertain that it was accepted into the working culture. 

VI. No rewards were given to the project team for their progress and commitment. This, 

combining with the skipping of the final implementation phase, caused that no one actually 

felt responsible towards the P-Card solution after the implementation project was finished. 

The P-Card solution Implementation Tool is eventually created by using the Integrated 

Framework as a foundation together with all the knowledge gained during the thesis, especially the 

insights in motivations behind the concepts (learned from the case study). From the P-Card 

Implementation Tool, it is derived how ASML should counteract the causes for project failure. The 

following recommendations apply:  

I. The new project leader should be given additional training.  

II. The steps from the final phase should still be executed. 

III. Additional effort towards attaining end-user compliance should be made. In general, 

additional communication, training, and focus on user-friendliness will be necessary.  

IV. The selection of additional suppliers should be made without maintaining the criterion of 

selecting only commodities with a low value (under €2000).  

V. The NPR buyers should be motivated via KPI’s (linked to bonuses)to actively connect new 

suppliers to the P-Card solution. The users should be motivated to use the P-Card solution 

via additional promotion of the P-Card solution. 
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VI. The organization in charge of the P-Card solution could be motivated for effort towards the 

P-Card solution by means of KPI’s linked to bonuses, e.g., P-Card usage level or P-Card 

solution turnover. 

Practitioners in general should use the P-Card solution Implementation tool as their guide. The 

learnings from this thesis emphasize the following attention points: 

• Ensure senior management commitment from the start (initiation) of the project. 

• Work towards end-user compliance from the start of the project.  

• Realize the criticality of sound business process redesign for project success.  

• Ascertain that the critical steps in the tool are correctly executed. 

• Do not underestimate the effort required for a successful implementation of a P-Card 

solution.   

• Do not underestimate the project management skills and effort required to manage an 

interdepartmental endeavor like the implementation of a P-Card solution. 

• Do not start the implementation of a P-Card solution without sufficient knowledge of a P-

Card solution (a subject specialist). 

• Do not hasten through the final phase of the implementation. 

In conclusion, through the P Card Implementation Tool companies are able to identify 

beforehand what conditions should be met when deciding about the implementation of a P-Card 

solution in a corporate environment. When doing so managers can avoid significant financial loss 

and disappointment related to the failure of these complex business solutions. 
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Introduction 

 
This thesis researches the implementation of a Procurement Card (P-Card) solution. The P-Card itself 

offers a credit card like purchase solution, a complete P-Card solution makes sure that everything is 

electronically integrated in an organizations’ purchasing processes. Hence, a Procurement Card (P-

Card) solution belongs to the class of Electronic Procurement (E-Procurement) solutions. E-

Procurement solutions are dedicated information systems used for streamlining the purchasing 

process (Puschmann and Alt, 2005). A P-Card solution streamlines the order-to-pay cycle from the 

purchasing process; it can therefore be more specifically classified as an Order-to-Pay (OTP) E-

Procurement solution. Within this order-to-pay cycle, a P-Card solution aims for better spend 

control, more efficient handling, and (better) generation of management information (Boulianne, 

2005).  

The implementation of these E-Procurement solutions is very complex, this is for example caused 

by things such as: the integration of software with current systems, compliance of end-users, the 

technological ability of suppliers. Nevertheless, these causes for complexity are just the ones specific 

to the implementation of an E-Procurement solution itself (the type of implementation); they do not 

cover the overall impact of the implementation on an organization. Many additional complexities 

are caused by the managing of an implementation and the changes it creates throughout the 

organization. The changes these E-Procurement solutions create throughout the organization are in 

general rather large, due to their interdepartmental nature. More specifically, the implementation of 

a P-Card solution itself could have an impact on departments related to Purchasing, IT, Finance, 

Legal, and Internal Control. Additionally, the actual users of the P-Card solution could be located in 

any department throughout the organization. As a P-Card solution is mostly implemented for 

thousands of different low-risk/low-value items, the implementation of a P-Card solution could also 

affect thousands of different suppliers. Each of these suppliers will also have to implement the 

changes necessary for the P-Card solution. In conclusion, the implementation of a P-Card solution 

has an effect on many different parties, both within (different departments from) the organization 

itself and its suppliers. Besides these complexities caused by both the type of implementation (E-

Procurement solution) and the managing of this implementation and the changes it creates 

throughout the organization, other important specific tactical/strategic P-Card solution related 

considerations have to be made. For example: criteria for the selection of suppliers for the P-Card 

solution, the criteria for the selection of P-Card users, the creation of a control framework to 

minimize (potential) abuse, the optimization of the usability of the P-Card solution. This thesis will 

deal with the complexity of the implementation of a P-Card solution, by studying the subject from 

both an academic and a practical perspective. The academic perspective will be achieved via an 

extensive literature study, while the practical perspective will be achieved via a P-Card Best Practices 

study and a case study.  

The main achievement of this thesis is a P-Card Implementation Tool which defines the 

conditions that an organization needs to meet in order to successfully implement a P-Card solution, 

both from an academic and a practical perspective. This tool will guide an organization through the 

implementation phases of a P-Card solution by means of a step-by-step method. It can also be used 

to assess an organizations’ appropriateness for the P-Card solution, or the correctness of a 

previous/current implementation. 

The structure of this chapter is as follows. The first section ‘Procurement Card’ will present the 

main topic of this thesis. The second section ‘Research Objective and Approach’ will describe the 
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main objective of this thesis, how it will be approached, its research model, and its related research 

questions. The third section ‘Research Methodology’ will address the methodology of the research, 

showing how each method of research was executed. The final section ‘Overview of thesis’ will 

present a complete overview of this thesis.  

 

1.1 Procurement Card 

This section will introduce the main topic of this thesis: the Procurement Card. Firstly, the function of 

the P-Card will be explained. Secondly, its main advantages and benefits will be discussed. Thirdly its 

disadvantages will be discussed. Fourthly, the complexity of its implementation will be discussed. 

Lastly, the section will be concluded by a summary of its contents. 

 

The Procurement Card (P-Card) allows an employee (in name of the company, a corporate 

department, or the person itself) to purchase needed goods/services without going through the 

regular authorization procedure, but instead uses a credit card like procedure (Boulianne, 2005). The 

P-Card differs from a typical credit card in that it has special rules and information attached to it, the 

most common being: spending limits, types of purchase (items/services), and the designation of a 

group of people authorized to use it (Graves, 1998). A complete P-Card solution offers a financial 

transaction system by a bank (the P-Card system) integrated in an Electronic Procurement system 

with an Electronic catalog system. Figure 1.1 shows a Flow diagram of the electronic communication 

of the P-Card solution and its components, from the perspective of the organization. The P-Card user 

in the organization uses an E-Catalog System to select a P-Card purchase. An Electronic catalog (or E-

catalog) system could be defined as a system that electronically represents information about the 

products/services available for purchase (Baron, Shaw and Bailey, 2000). Next, the P-Card purchase 

request is send to the supplier. This supplier then sends notice to the bank about the P-Card 

transaction, which checks if the purchase is legit (i.e., if the user is allowed to make this kind of 

purchase); if so, the bank immediately transfers funds to the supplier (comparable to how a ‘normal’ 

credit card payment is done). Additionally, the bank sends information about the P-Card order to an 

Electronic Procurement system, which feeds information about the P-Card order back to P-Card user 

(and the organization). This information is later used for the P-Card user to check if the correct 

purchases are assigned to them (to the correct P-Card) and for a manager to check if the purchases 

by the user were allowed. An Electronic Procurement (or E-Procurement) system uses Internet 

technology to facilitate the purchasing process (adapted from de Boer et al, 2002; Presutti, 2003). 

Therefore, since the P-Card solution as a whole facilitates the purchasing process, it could also be 

considered an E-Procurement system (or solution); or more specifically, an Order-to-Pay (OTP) E-

Procurement solution, as it facilitates the order-to-pay cycle from the purchasing process. However, 

the electronic communication between the bank and the organization is done by a system which 

could be considered an E-Procurement system in its own right. This ‘integrated’ E-Procurement 

system is mostly web-based and also provided and maintained by the financial bank. Although it is 

only just for this study to correctly define the P-Card solution, a P-Card system (the financial 

transaction system by the bank) in itself without the other components is practically the same as a 

credit card (but solely used in a business-to-business environment). Therefore, from now on only 

when referring to using the P-Card as a ‘normal’ credit card (or anything related thereto), should the 

P-Card system (i.e., the financial transaction system by the bank) be considered separately from the 

other components; consequently, the term P-Card will also refer to the complete P-Card solution.  
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Figure 1.1 Flow diagram of the electronic communication of the P-Card solution 

  

Boulianne (2005) describes a P-Card (solution) as a low-risk, low-cost instrument that streamlines 

the purchasing process by reducing costs and freeing management auditors to perform more 

productive activities, along with allowing management control mechanisms to be set through 

specific user spend profiles and the insight in spend behavior. This leads to one of the most 

important advantages of the P-Card: it enables organizations to reduce costs and perform activities 

more efficiently (Bergeron and Raymond, 2005). Another important advantage compared to other E-

Procurement solutions is its low IT-related costs; many E-Procurement solutions require the 

implementation of costly IT systems (Rajkumar, 2001), while the P-Card mainly uses IT resources 

provided by external parties. Like mentioned before, most of the IT systems for the P-Card are 

provided and maintained by a bank (just like the IT systems for a credit card would be). Moreover, 

financial information created by the P-Card’s IT systems can be processed by almost any General 

Ledger system (e.g., SAP). Consequently, the organization will only have to deal with some minor 

adjustments to its current IT systems (business intranet) to implement the P-Card solution, primarily 

the creation of an (relatively inexpensive) E-catalog system. Due to these relatively low IT costs, the 

costs of a P-Card implementation are mostly related to project management and adjustments to the 

transactional system (for accounting purposes). The payback period of a P-Card solution could 

therefore easily be within one year (Hagen, Ham and Beer, 2006). The advantages of the P-Card 

mentioned could indirectly result in many other advantages like: 

• A decrease in maverick buying due to the presence of a suitable purchasing process. 

• Improved satisfaction of end-users and suppliers. End-users will be able to order 

products/services more directly without the need of communication with buyers. Suppliers 

will receive their payment much sooner than in traditional purchasing procedures. 

• More detailed purchasing information. The financial information created by the P-Card 

purchases (and its IT systems) could be processed for more detailed information. 
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It can be concluded that the change the P-Card solution brings in the purchasing process, is 

mostly responsible for its benefits. When looking at it purely financially, research by a consultancy 

firm (Accenture, 2007) has indicated that an average traditional purchasing process costs €59 - €100 

per invoice (depending on the required amount of manual paper labor), while P-Card solutions 

allowed organizations to reduce process costs down to €9 – €19 per invoice. This implies that for 

every invoice handled by a P-Card solution, instead of a traditional method, an organization could 

easily save up to 40€-91€. Figure 1.2 shows the process models of a traditional and a P-Card 

purchasing process with the involved organizational departments. This figure clearly shows the large 

decrease in purchasing process steps required by a P-Card solution compared to a more traditional 

purchasing procedure. Moreover, both the Procurement department and the accounting 

department are no longer involved in the purchasing process. The invoice is now paid directly by a 

financial bank (the external party), which is selected by the organization to control their P-Card 

purchases account. An additional aspect however, is the requirement of weekly checks by (at least) 

the user and a manager, called reconciling statements; this check consists of logging into an online 

financial system, which shows the P-Card purchases made by a certain user. Each user should check 

if the correct purchases are assigned to them (to prevent abuse by others) and a manager should 

check if the purchases by the user were allowed (to prevent abuse by the user itself). 

 

Figure 1.2 Process models of a traditional and P-Card purchasing process 

 

This leads to some of the disadvantages of a P-Card solution. Employees must be trained in the 

usage of the P-Card solution, both for ordering and for checking their purchases. The checking of 

these purchases could take up a fair amount of time, especially for managers with many personnel 

under them. Nevertheless, the required FTE’s for checking these purchases, are still incredibly small 

in comparison to the FTE’s required for traditional purchasing processes. The accountants and 

buyers will need to learn to accept their excluded role in the P-Card purchasing process, which could 
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lead to work reduction (and possibly job loss). While it was stated before that the P-Card solution 

has relatively low implementation costs, it however also has some recurring maintenance costs. 

Additionally, the bank will also start charging recurring service costs if the volume of P-Card 

purchases is below a certain level. As a result, for organizations with a large volume of P-Card 

transactions the recurring costs will be practically negligible, but for organizations with a low volume 

of P-Card transactions (mostly smaller organizations), these costs could considerably decrease the 

cost savings potential of a P-Card solution (Graves, 1998). Another disadvantage is related to the 

willingness and ability of a supplier to accept P-Card purchases (Graves, 1998). A supplier could 

process a P-Card like a normal credit card, but this would negate some important benefits of a P-

Card solution. Firstly, by processing it as a normal credit card transaction the connection with the 

organizations’ IT system is lost and therefore a large part of the financial information is lost. 

Secondly, the employee in need of the purchase would have to communicate with the supplier 

directly (on an individual basis) and this will neglect possible agreements buyers made with certain 

suppliers (comparable to maverick buying). Therefore, it is advisable to have the suppliers also 

implement the P-Card solution at their side; this requires for the organization to inform the bank 

about a new supplier addition. The P-Card solution at their side, however, only consists of a method 

of communication (about the transaction) with both the P-Card user and the bank (which would 

preferably be automated through usage of IT). Nevertheless, this will also bring small recurring costs: 

the bank providing the P-Card services usually charges the supplier a (small) percentage of the total 

transaction amount (and possibly some additional fixed costs). The supplier therefore, should be 

willing to accept this (small) decrease in profit.  

Even as the advantages of a P-Card solution greatly outweigh its disadvantages (most 

disadvantages can be rather easily dealt with or overcome), the possible problems in its 

implementation should not be underestimated. As mentioned in the introduction of this study, one 

of the main causes of the complexity of an implementation of a P-Card solution, lies in its 

interdepartmental nature. The most common departments affected by the implementation of a P-

Card solution are related to: Purchasing, IT, Finance, Legal, and Internal Control. Purchasing will play 

an important role in selecting and convincing the suppliers for the P-Card solution. IT will play an 

important role in the integration of the P-Card solution in the current IT infrastructure (and its 

maintenance). Finance will play an important role in the adjustment of the transaction systems. 

Legal will be concerned over the implications of the total control over the P-Card service by the bank 

and the sensitivity of the financial information. Internal Control will aim for SOX compliance and 

other control regulations. All these different departments will therefore have to be closely involved 

and coordinated during the implementation of a P-Card solution, but even more important: 

convinced of the benefits of the P-Card solution. This leads to a very important point: all stake-

holders involved with the implementation of the P-Card solution, will have to be convinced of its 

benefits. Stakeholders include (but are not limited to): all the employees (from different 

departments) involved with the implementation and maintenance, senior management, the 

eventual end-users, and the suppliers. Nonetheless, this is just the tip of the iceberg, related to 

human factors. Many (other) important considerations have to be made during the implementation 

of a P-Card solution, both strategical and tactical in nature; e.g., the criteria for the selection of 

suppliers for the P-Card solution, the criteria for the selection of P-Card users, the creation of a 

control framework to minimize (potential) abuse, the optimization of the usability of the P-Card 

solution. All these considerations will eventually be dealt with in this thesis. 
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In summary, The Procurement Card (P-Card) allows an employee (in name of the company, a 

corporate department, or the person itself) to purchase needed goods/services without going 

through the regular authorization procedure, but instead uses a credit card like procedure with 

special rules and information attached to it (Boulianne, 2005; Graves, 1998). A complete P-Card 

solution offers a financial transaction system by a bank (the P-Card system) integrated in an 

Electronic Procurement system with an Electronic catalog system. One of its most important 

advantages is that it enables organizations to reduce costs and perform activities more efficiently 

(Bergeron and Raymond, 2005), while it has low IT-related cost in comparison to other E-

Procurement solutions. Other (indirect) advantages are related to: a decrease in maverick buying, 

improved satisfaction of end-users and suppliers, and more detailed purchasing information. All in 

all, it can be concluded that the change the P-Card solution brings in the purchasing process, is 

mostly responsible for its benefits. The P-Card solution causes a large decrease in necessary 

purchasing process steps, involving only half of the departments required in a traditional purchasing 

process; this could lead to a cost savings potential of 40€-91€ per invoice. The only disadvantages 

the P-Card has is that it needs some additional IT training of employees, the functional changes need 

to be accepted throughout the organization, some potential costs are involved by the P-Card 

services of the bank, and lastly some additional changes (and minor decreases in profit) are required 

from the suppliers. Even though the advantages greatly outweigh the disadvantages, the 

complexities caused by its implementation mentioned before, should not be underestimated. Many 

important considerations have to be made during the implementation of a P-Card solution, related 

to human-factors, but also considerations both strategic and tactical in nature. As stated before, all 

these considerations will eventually be dealt with in this thesis. 

 

1.2 Research Objective and Approach 

This section will present the research objective and its approach. Firstly, the main objective of this 

thesis will be explained. Secondly, the approach taken to achieve this objective will be presented. 

Lastly, the research questions that are formulated to guide this thesis in fulfilling its objective will be 

described. 

 

The main objective of this thesis is to create a P-Card Implementation Tool, which defines the 

conditions that an organization needs to meet in order to successfully implement a P-Card solution. 

This tool will guide an organization through the implementation phases of a P-Card solution by 

means of a step-by-step method, which ensures that all the conditions needed for a successful 

implementation are met and which justifies each step via an explanation of its importance. 

Additionally, the tool assesses if the P-Card solution is suitable for the organization, and the tool can 

be used for a complete assessment/evaluation of a previous/current implementation. 

The conditions that an organization needs to meet in order to successfully implement a P-Card 

solution, will be defined from both an academic and a practical perspective. The academic 

perspective will be achieved via a literature study and the practical perspective via a Best Practices 

and case study. In order to achieve a broad insight in how to ensure the success of an 

implementation, the term ‘conditions’ is taken very loosely. Therefore, the ‘conditions’ expressed in 

these studies can be in all kinds of forms, as long as they have an influence on the chance of an 

implementation being successful. They can for example be expressed in: steps that should be 

followed to guarantee a successful implementation, or specific attention points (e.g., success 

factors) that need to be taken into account. 



9 

 

The literature study will research the topics of Procurement Card, Electronic Procurement, 

Change Management and Business Process Redesign. Literature on the P-Card (solution) itself will go 

into more detail on the specific P-Card related conditions (as presented in section 1.1). Literature on 

E-Procurement will help deal with the complexities related to the specific type of implementation (E-

Procurement solution). Literature on Change Management will help deal with the managing of an 

implementation and the changes it creates throughout the organization. Business Process Redesign 

literature will go into more detail on how specific processes, affected by the change in the 

organization, should be dealt with. From the overall knowledge gained in this literature study, a 

Theoretical Framework will be created. Thus, this Theoretical Framework will define an academic 

perspective on the conditions that an organization needs to meet in order to successfully implement 

a P-Card solution. 

The Best Practices study will research Information of implementations of P-Card solutions in 

other organizations and the Best Practices they pursued. This will result in a Practitioner Framework 

(a roadmap of procedures that need to be followed for the implementation of a P-Card solution) and 

an additional list of Best Practices known risks and solutions. This Practitioner Framework will define 

a practical perspective on the conditions that an organization needs to meet in order to successfully 

implement a P-Card solution. 

The combination of both frameworks will lead to an Integrated Framework. This Integrated 

Framework will thereby define the conditions that an organization needs to meet in order to 

successfully implement a P-Card solution, both from an academic and a practical perspective. This 

framework is used to analyze a case at the company ‘ASML’. Through this analysis, insights in 

motivations behind the concepts from the Integrated Framework are obtained. Additionally, 

recommendations for ‘ASML’ will be given to solve the reasons why the implementation failed and 

to prevent this from happening with future projects.  

The P-Card solution Implementation Tool is eventually created by using the Integrated 

Framework as a foundation and by integrating all the additional knowledge gained during this thesis 

upon that foundation. This additional knowledge is mainly represented by the known Best Practices 

risks and solutions, and the insights in the motivation behind the concepts from the Integrated 

Framework (gained by the case study). Detailed insights in the concepts from the Integrated 

Framework are of course already presented in both the literature and Best Practices study.  

This complete research approach is summarized in the research model (Figure 1.3). It leads to the 

following research questions and deliverables. 

Main Research Question: What are the conditions for a successful implementation of a 

Procurement Card (P-Card) solution and how can these be met? 

Main Deliverable: a tool (P-Card Implementation Tool) that guides an organization through the 

implementation phases of a P-Card solution by means of a step-by-step method, which ensures 

that all these conditions are met. Each step will be justified via an explanation of their importance. 

Additionally, the tool assesses if the P-Card solution is suitable for the organization, and the tool 

can be used for a complete assessment/evaluation of a previous/current implementation. 

 

 



10 

 

Resulted in

Case Study

P-Card 

Implementation 

Tool

Practitioner

Framework

Theoretical 

Framework

Integrated 

Framework

Best Practices 

Study

Literature Study on 

topics: Procurement 

Card, Electronic 

Procuremet,  Change 

Management, and 

Business Process 

Redesign 

Analysis

Resulted in

Combined into

Design

Resulted in

Was applied to

Practical Perspective

Academical Perspective

Figure 1.3 Research model 

 

Research Questions: 

1. What are the conditions for a successful implementation of a P-Card solution according to 

scientific knowledge on Electronic Procurement, Change Management and Business Process 

Redesign? 

Deliverable: a framework (Theoretical Framework) presenting the conditions for a successful 

implementation of a P-Card solution presented based on these scientific movements. 

2. Why has the P-Card project at ASML failed (Case Study)? 

3. What are the current Best Practices for implementation of a P-Card system? 

Deliverable: a framework (Practitioner Framework) presenting the conditions for a successful 

implementation of a P-Card solution based on these Best Practices. 

4. What are the general conditions for a successful implementation of a P-Card solution? 

Deliverable: a framework (Integrated Framework) presenting the conditions for a successful 

implementation of a P-Card solution based on both the scientific movements and the Best 

Practices. 

5. How should ASML redesign their P-Card project to meet the required conditions? 

6. What can organizations do to prevent P-Card implementation problems? What are important 

attention points? 
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1.3 Research Methodology 

This section will present the research methodology and thesis deliverables. Firstly, the literature study 

method will be described. Secondly, the Best Practices study method will be described. Thirdly, Case 

Study method based on its interviews, questionnaires, and data examination will be described.  

 

The first method of research used in this thesis, was the literature study. The literature study was 

used to study the conditions, that an organization needs to meet in order to successfully implement 

a P-Card solution, from an academic perspective. To guard the quality of the knowledge gained from 

this literature study, the literature research focused on articles from reputable authors with many 

citations and from respected journals.  

The second method of research used in this thesis, was a study of Best Practices. The Best 

Practices study was used to study the conditions, that an organization needs to meet in order to 

successfully implement a P-Card solution, from a practical perspective. A senior consultant, who has 

guided many P-Card implementations, was able to provide information of successful P-Card 

implementations in other organizations and the Best Practices they pursued. P-Card implementation 

guides from other consulting firms (Atos Origin, Accenture) and studies from the Aberdeen Group 

were used to verify and complement them.  

The third method of research used this thesis, was the case study. The case study allows 

researchers to study examples in a practical context so that one is able to translate them to more 

general statements. Another unique strength of a case study is that it deals with a full variety of 

evidence (Yin, 2003). The case study was used to gain knowledge on why the P-Card project failed at 

ASML and to gain further insight in the practical aspects of a P-Card implementation. Interviews, 

questionnaires and data examinations were conducted to obtain the information necessary for this 

study. Interviews were held to obtain detailed information on how ASML fared in comparison to the 

Integrated Framework and why the Procurement Card project failed at ASML. In order to have been 

able to research all possible aspects of the project failure, representatives from all personnel that is 

in some way related to or affected by the P-Card, were interviewed: the P-Card project leaders, 

ASML managers, personnel from involved departments, and the P-Card users. 

The P-Card users were mainly questioned via questionnaires and some in-depth interviews. The 

influence of the users on the P-Card solution is related to their willingness to use it, therefore the 

theme of the questionnaires and interviews was mostly related to finding out if the appropriate 

measures were taken to achieve their compliance. The in-depth interviews were complementary to 

the questionnaires; they allowed for deeper explanation and therefore clearer understanding of the 

possible user-related reasons behind non-compliance. To achieve reliable results, the interviewees 

were each randomly selected from a group of users which filled in the same reasons for non-

compliance on the questionnaire (thereby each different possible reason for non-compliance was 

researched). The total amount of P-Card users at the time had received the questionnaire (42 users). 

The questionnaires strove for maximum reliability by rephrasing the same question in different 

ways, e.g., reverse questions, use of different synonyms (Yin, 2003).  

An extensive amount of documents (and other data) was available on the implementation; it 

consisted of many of the deliverables of the project and the agreements made (e.g. change plans, 

communication plans, legal agreements) and the steps they followed for implementation. A data 

examination of the documents provided validation for the interviews and additional detailed 

information that allowed comparison to the Integrated Framework. 
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The response from the interviewees and the data were validated and checked for reliability 

through interviews with the Business Process Owner of the Procurement Card, the Procurement 

Card administrator and the Department Manager (of the department where the P-Card is 

implemented); responses from the Business Process Owner for example were also 

validated/checked for reliability via an interview with the Procurement Card administrator and the 

Department manager.  Moreover, a senior consultant, who has implemented the Procurement Card 

in many different organizations, was able to validate the overall conclusions. 

 

1.4 Overview of Thesis 

This section presents an overview of the thesis and its subsequent chapters. 

 

The second chapter will present the literature study of the thesis. The aim of this literature study is 

to overview and review current academic literature to gain an academic perspective on the 

conditions needed for a successful implementation of a P-Card solution. All in all, the second chapter 

answers the first research question “What are the conditions for a successful implementation of a P-

Card solution according to scientific knowledge on Electronic Procurement, Change Management 

and Business Process Redesign?” via the deliverable of a framework (Theoretical Framework) 

presenting the conditions for a successful implementation of a P-Card solution presented based on 

these scientific movements. 

The third chapter will present the Best Practices study of the thesis. This study will complement 

the academic perspective from the literature study (and Theoretical Framework), with a practical 

perspective, to deal with the more tactical/strategic nature of a P-Card solution itself. All in all, the 

third chapter will answer the third research question “What are the current Best Practices for 

implementation of a P-Card system?” via the deliverable of a framework (Practitioner Framework) 

presenting the conditions for a successful implementation of a P-Card solution based on these Best 

Practices. 

The fourth chapter will present an Integrated Framework. Now that both the academic and the 

practical perspective on the conditions needed for a successful implementation of a P-Card solution 

have been presented, an even more complete framework for the implementation of a P-Card 

solution can be created: the Integrated Framework. This framework will be created via an 

integration of the Theoretical Framework into the Practitioner Framework. This chapter will thereby 

answer the fourth research question “What are the general conditions for a successful 

implementation of a P-Card solution?” via the deliverable of a framework (Integrated Framework) 

presenting the conditions for a successful implementation of a P-Card solution based on both an 

academic and a practical perspective. 

The fifth chapter will present the case study. This study will complement the Integrated 

Framework with additional insights derived from the experiences of the organization ‘ASML’ (which 

will be presented in the P-Card Implementation Tool). Additionally, the second research question 

“Why has the P-Card project at ASML failed (Case Study)?” can now finally be answered. 

The sixth chapter will present the P-Card Implementation Tool. This tool will guide an 

organization through the implementation phases of a P-Card solution by means of a step-by-step 

method, which ensures that all the conditions needed for a successful implementation are met and 

which justifies each step via an explanation of its importance. Additionally, through the first two 

phases it assesses if the P-Card solution is suitable for the organization, while the complete tool can 

be used to assess/evaluate a previous/current implementation. This chapter will answer the main 
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research question “what are the conditions for a successful implementation of a Procurement Card 

(P-Card) solution and how can these be met?” by presenting its deliverable of the P-Card solution 

Implementation Tool. 

The seventh chapter will conclude the thesis. A feedback to the research questions and their 

deliverables will be given to present a short summary of the thesis. From this feedback, 

recommendations for the company (of the case), practitioners and researchers will be derived. The 

corresponding limitations of this thesis will be presented. Thereby, this chapter will also answer the 

fifth and sixth research question “How should ASML redesign their P-Card project to meet the 

required conditions?” and “What can organizations do to prevent P-Card implementation problems? 

What are important attention points?”. Lastly, an epilogue will end this thesis on a personal note. 
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2 Literature Study  
 

This chapter will present the literature study of the thesis. The aim of this literature study is to 

overview and review current academic literature to gain an academic perspective on the conditions 

needed for a successful implementation of a P-Card solution.  

The introduction of this thesis already mentioned the complex nature of an implementation of a 

P-Card solution. This literature study will deal with the many different complexities caused by the 

specific type of implementation (an E-Procurement solution). Nevertheless, these do not cover the 

overall impact of the implementation on an organization. Therefore, this literature study will also 

take additional complexities into account, caused by the managing of an implementation and the 

changes it creates throughout the organization (in general). They lead to many important conditions 

needed for a successful implementation of a P-Card solution. To deal with the complexities related 

to the specific type of implementation (E-Procurement solution) the topic of E-Procurement will be 

studied. The topics of Change Management and Business Process Redesign will both be studied to 

deal with the managing of an implementation and the changes it creates throughout the 

organization. Business Process Redesign literature will go into more detail on how specific processes, 

affected by the change in the organization, should be dealt with. How these scientific topics are 

related is depicted in Figure 2.1. The topic of Electronic Procurement will be researched as the main 

class of the P-Card, in the area of Non-Product Related (NPR) Procurement. The topic of Change 

Management and its sub-topic Business Process Redesign will be researched in relation to Electronic 

Procurement and subsequently the P-Card, within the area of NPR Procurement. 

In academic literature, the potential of the P-Card (solution) is vividly discussed. Multiple 

academic sources estimate that only 25 percent of its market potential has been reached in terms of 

transactions numbers (Avery, 2003; Fargo, 2001; Gamble, 2003). Besides its (financial) potential, 

however, there is still much for academic literature to discuss. The use of electronic communications 

for NPR goods has emerged much later than for product-related goods, due to low transaction 

volumes, low product values and low strategic importance of these goods. Eventually however, it 

has faced a large-scale application in practice, due to increased awareness of NPR purchasings’ large 

effect on total costs figures (and its associated cost savings potential). The concept of these NPR E-

Procurement solutions (such as the P-Card solution) have also been described broadly in the 

literature, however, studies on how companies use these NPR E-Procurement solutions and what 

factors are critical to their implementation are only emerging (Puschmann and Alt, 2005). Moreover, 

aspects surrounding a P-Card solutions’ implementation and the management of its resulting effect 

of organizational change, have so far been hardly researched (Boulianne, 2005; Gamble, 2003, Davila 

et al., 2003). A study by de Boer et al. (2002) shows that a better (management of) implementation 

of E-Procurement could lead to a drastic reduction in different categories of transaction and 

communication costs. Considering that the true potential of the P-Card technology lies in its ability 

to decrease transaction and communication costs, further investigation in its implementation seems 

to be required. Thus, while the potential of the P-Card (solution) is vividly discussed in academic 

literature, research in its implementation and the management of its resulting effect of 

organizational change, is still in its infancy and more in-depth research surrounding these aspects 

should be conducted. 
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All in all, this literature study will answer the following research question: “What are the 

conditions for a successful implementation of a P-Card solution according to scientific knowledge on 

Electronic Procurement, Change Management and Business Process Redesign?” This will result in the 

following deliverable: a framework (Theoretical Framework) presenting the conditions for a 

successful implementation of a P-Card solution presented based on these scientific movements. 

 

 
Figure 2.1 Relation of scientific topics 

 

The structure of this chapter is as follows. Firstly, in the continuation of this introduction the topic 

of Non-Product Related Procurement will be introduced and some recent literature on this topic will 

be discussed in the first section ‘Non-Product Related Procurement’. The following sections of this 

paper will each focus on one of the scientific movements. The second section ‘Electronic 

Procurement’ will discuss current academic literature in the area of Electronic Procurement and will 

try to define ‘success factors’ for a sound P-Card implementation defined within this movement. The 

third section ‘Change Management’ will discuss current academic literature in the area of 

(Organizational) Change Management and will try to define conditions for sound change 

management. The fourth section ‘Business Process Redesign’ will discuss current academic literature 

in the area of Business Process Redesign and will try to define conditions for sound business process 

redesign.  The fifth section ‘Theoretical Framework’ will suggest a framework for the 

implementation of a P-Card solution, based on the knowledge gained from the scientific movements 

discussed in the former chapters. The last section ‘Literature Study Conclusions’ will conclude the 

literature study. 
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2.1 Non-Product Related Procurement 

This section will briefly introduce the topic of Non-Product Related Procurement, as it is the main 

area of research for this thesis.  

 

The area of procurement is a very much researched discipline; its numerous dedicated journals (e.g., 

International Journal of Procurement Management, Journal of Purchasing and Supply Management, 

Journal of Public Procurement) are the proof of that. However, most of its research is within the area 

of product related procurement, procurement related to the core-product of the organization, 

instead of non-product related (NPR) procurement. Indeed, the area of NPR goods and services (also 

known as indirect goods/services) has been researched very limitedly and has mostly been neglected 

by management professionals (de Boer et al, 2003; Fearon and Bales, 1995). 

NPR purchases support and facilitate all activities within an organization besides those from 

primary production processes. NPR purchases (indirect goods) thus include capital equipment (e.g., 

vehicles), services (e.g., health care plans, insurance, advertising, legal assistance, and 

telecommunications), and many of the maintenance repair and operating supplies (e.g., stationary, 

mail and printing equipment). NPR purchases do not include the goods and services used in an 

organization’s primary operations, like raw materials, production items. Besides these 

characteristics, Telgen and de Boer (1995) have defined the following typical characteristics of NPR-

purchases: 

• NPR-purchases comprise a wide range of goods and services (non-standard items), 

which are often purchased from an even larger number of suppliers. 

• NPR-purchases and their underlying ordering cycles are often time consuming. The 

characteristic mentioned above often leads to many small orders: due to the great 

differences between these non-standard items and their different suppliers, each of 

these non-standard items will result in a small order (containing a low quantity of items) 

for which a complete ordering cycle will have to be followed; while in the case of 

standard items a much smaller number of order cycles (containing a much larger 

quantity of items) will be enough for the complete catalogue. 

• NPR-purchases show high end-user involvement in the tactical purchasing phases which 

implies that NPR purchasing takes place virtually everywhere in a firm; 

• In total a lot of money is involved in NPR purchasing.  

Especially the last characteristic should emphasize the importance of NPR purchases to 

management professionals (and the incongruity of ignoring it). While most companies spend more 

than half their sales turn-over on purchased parts and services (van Weele, 2005), at many service 

and government organizations the total purchase volume can be considered as NPR-expenditures, 

even large corporations involved in manufacturing and/or retail operations typically spend over 30 

percent of their revenue on NPR purchases (de Boer et al, 2003).  
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2.2 Electronic Procurement 

This section will briefly discuss current academic literature in the area of Electronic Procurement and, 

most importantly, will try to define ‘success factors’ for a sound P-Card implementation. Firstly, the 

concept of Electronic Procurement will be introduced. Secondly, the topic of ‘success factors’ will be 

introduced. Lastly, a list of conceptual Electronic Procurement success factors (created from the 

literary sources) will be presented and reflected upon. 

 

Electronic Procurement (or E-Procurement), previously defined as the use of Internet technology to 

facilitate the purchasing process (adapted from de Boer et al, 2002; Presutti, 2003), is nowadays an 

indispensible concept in the area of purchasing. Already throughout the 90s, it was one of the most 

important trends in purchasing (Trent and Monckza, 1998). Trent and Monckza (1998) concluded, by 

matter of a data analysis of leading worldwide firms, that an ever increasing emphasis on E-

Procurement would follow. The years following proved them right: numerous different researchers 

all reported independently on the abundant potential merits of various E-Procurement types 

(Smeltzer and Ruzicka, 2000; Croom, 2000; Aberdeen, 2001; Eyholzer and Hunziker, 2000; Andersen, 

2001). One of its most important merits comes from the manner in which E-Procurement can 

drastically reduce different categories of transaction and communication costs (de Boer et al, 2002). 

E-Procurement enables companies to decentralize operational procurement processes and 

centralize strategic procurement processes as a result of the higher supply chain transparency 

provided by E-Procurement systems; this results in faster and more efficient operational 

procurement processes, which bypass the purchasing department and enables the Procurement 

department to concentrate on more strategic tasks (Puschmann and Alt, 2005). In any case, E-

Procurement has left its permanent mark in purchasing, both academicly and professionally.  

E-Procurement could also be classified as Electronic commerce (E-commerce), the use of 

electronic systems in the exchange of goods/services/information (Baron et al., 2000). There is 

consumer-oriented E-commerce and business-to-business E-Commerce. This study in the area of 

procurement, of course focuses on a business-to-business environment. Besides E-Procurement, 

other important fields in E-commerce are E-auction, E-market and E-catalog. E-auctions are digital 

auctions, which allow online bidding on goods or services from a number of known or unknown 

suppliers (Hartley, Lane and Yunsook, 2004). E-markets can be defined as a digital infrastructure that 

supports industrial commerce (Ivang and Sørensen, 2005). E-catalog has previously already been 

defined as the electronic representation of information about products/services available for 

purchase (Baron, Shaw and Bailey, 2000). Note though, that these terms are not mutually exclusive; 

an E-auction for example could also be defined as a digital infrastructure. Therefore in academic 

literature, these terms are interchangeably used. Moreover, when used in a business-to-business 

environment and thus probably facilitating the purchasing process, each of these systems could also 

be referred to as E-Procurement systems. The further division in different E-commerce types then 

only underlines the specific function that each of them fulfills in the facilitation of the purchasing 

process. Consequently, many authors have divided E-Procurement itself into different types of 

categories which cover most of the characteristics from these E-commerce types and additional 

ones. De Boer et al. (2002) have made a pretty thorough overview (which is cited and used by many 

different other authors). They made the following division in types: E-MRO and web-based ERP, E-

sourcing and E-tendering, E-reverse auctioning, and E-informing (De Boer et al., 2002). E-MRO and 

web-based ERP are defined as the processes of creating and approving purchasing requisitions, 

placing purchase orders and receiving the goods or services ordered via a software system based on 
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internet technology; E-MRO deals with indirect items (MRO), web-based ERP deals with product-

related items. E-sourcing and E-tendering each cover some of the E-market characteristics (and thus 

uses a digital infrastructure). E-sourcing is the process of identifying new suppliers for a specific 

category of purchasing requirements using internet technology. E-tendering is the process of 

sending requests for information and prices to suppliers and receiving the responses using internet 

technology. E-(reverse) auctioning of course covers some of the E-auction characteristics. Reverse E-

auctions specifically, allow suppliers to compete dynamically, in real-time, for a buyer's business. 

Lastly, E-informing is the process of gathering and distributing purchasing information both from and 

to internal and external parties using internet technology. As the P-Card solution is mostly used for 

the purchase of NPR goods, it could also be categorized as E-MRO; the P-Card solution consists of 

processes of creating and approving purchasing requisitions, placing purchase orders and receiving 

NPR goods or services ordered via a software system based on internet technology. 

Considering the important influence E-Procurement has on the purchasing function, many 

important design choices are related to the area of E-Procurement, e.g., how to select a suitable E-

Procurement solution, how to successfully implement the E-Procurement solution. The conditions 

related to these implementation design choices, are mostly covered by the so-called ‘success 

factors’. In addition, the concept of success factors itself has many different names and forms, e.g., 

critical (success) factors, drivers for success, failure factors, challenges to implementation (e.g., 

Viehland, 2000; Angeles and Nath (2007); Puschmann and Alt, 2005). While its name may change, it 

is always related to factors which either influence the chance of a successful, or a failing, 

implementation. In order to define these success factors related to the area of E-Procurement (E-

MRO), an extensive literature research on academic sources on E-Procurement (implementation) 

has been conducted. Based on these literary sources, the 12 most common success factors have 

been defined and assessed for their possible relevance for the P-Card (and thus the thesis itself). The 

most common success factors were created as follows. Firstly, an extensive literature research was 

conducted to search for possible statements related to E-Procurement success factors. Secondly, the 

ones that were found to be supported by at least one other author (not necessary explicitly in the 

exact same form) were included. Lastly, the names of the success factors were chosen with the 

intention to cover its literature-based content as much as possible. Below in Table 2.1 an overview of 

all the created success factors and their contributors is given. 
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Success Factor Contributors 
Number of 

Contributors 

Business 

process 

redesign 

Puschmann and Alt (2005), Angeles and Nath (2007), Attaran and 

Attaran (2002), Rajkumar (2001), Lin and Hsieh (2000), Kanakamedala 

et al. (2003) and Croom (2000). 

7 

Central control 

coordination 

Puschmann and Alt (2005), Subramaniam and Shaw (2002), Bartels 

(2004), Davila et al. (2003), Orr (2002), and Finnegan and Longaigh 

(2004). 

6 

Commitment of 

senior 

management 

Basu et al. (2002), Prabhu and Robson (2000), Viehland (2000). 

3 

Cost 

management 

Rajkumar (2001) and Hope-Ross, et al. (2000). 
2 

End-user 

compliance 

Angeles and Nath (2007), Hope-Ross et al. (2000), Attaran and Attaran 

(2002), Rajkumar (2001), Aisbett et al. (2005), and Orr (2002). 
6 

Governing Changchit (2008), Rajkumar (2001), and Hope-Ross et al. (2000). 3 

Software 

selection 

Hope-Ross et al. (2000), Rajkumar (2001), Puschmann and Alt (2005), 

Angeles and Nath (2007), Kanakamedala et al. (2003), Roth (2001), and 

Bartels (2004). 

7 

Software 

Integration 

Angeles and Nath (2007), Puschmann and Alt (2005), Rajkumar (2001) 

and Attaran and Attaran (2002). 
4 

Spend behavior 

insight 

Bushell (2004) and Kanakamedala et al. (2003). 
2 

Strategy 

alignment 

Phaal et al. (2009), Puschmann and Alt (2005), Kanakamedala et al. 

(2003) and Croom (2000). 
4 

Supplier 

technological 

ability 

Rajkumar (2001), Hope-Ross et al. (2000), Hannon (2001), and Min and 

Galle (2001). 4 

Suppliers and 

contracts 

consolidation 

Kanakamedala, Ramsdell, and Roche (2003), Puschmann and Alt 

(2005), Roth (2001), and Angeles and Nath (2007). 4 

Table 2.1 Overview of contributors 

 

Table 2.1 clearly shows that many different authors contributed. Nevertheless, there are seven 

contributors which could be considered the main contributors. Together these main contributors 

cover all of the success factors, while the others each only cover a maximum of two factors. The 

other contributors can therefore be considered support for the findings by the main contributors. An 

overview of these main contributors and their respective contribution to each of the created success 

factors is given below in Table 2.2.  
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Author 

 

Success Factor 

Rajkumar 

(2001) 

Puschmann 

and Alt 

(2005) 

Angeles 

and 

Nath 

(2007) 

Hope-

Ross 

et al. 

(2000) 

Kanakamedala, 

Ramsdell and 

Roche (2003) 

Viehland 

(2000) 

Attaran 

and 

Attaran 

(2002) 

Business process 

redesign 
√ √ √  √  √ 

Central control 

coordination 
 √      

Commitment of 

senior management 
     √  

Cost management √   √    

End-user compliance √  √ √  √ √ 

Governing √   √    

Software selection √ √ √ √ √   

Software Integration √ √ √   √ √ 

Spend behavior 

insight 
    √   

Strategy alignment  √   √   

Supplier 

technological ability 
√   √    

Suppliers and 

contracts 

consolidation 

 √ √  √ √  

Table 2.2 Overview of the main contributors and the factors they contributed to 

 

Most of the research from these main contributors is still very conceptual. Meaning, they have not 

been empirically tested in the way they should be or the methodology behind defining them has not 

been probably addressed. To define a true E-Procurement success factor, it should be proven that its 

presence in one company caused success, while at the same time its absence in another company 

caused less success/failure (all other things being equal as much as possible). While most of the 

researchers (from the main contributors) researched the factors present in a successful 

implementation, additional empirical research in less successful/failing implementations should be 

conducted, like in this study. Therefore, although all of these factors could be considered as still very 

conceptual, they are also very useful for this study’s additional research. Consequently, an overview 

of all of the common success factors created from these literary sources, will lead to a good 

foundation for this study. Thus, below an overview is given of the 12 most common success factors, 

their background in literature, and an assessment of their possible relevance for the P-Card (and 

thus this thesis).  
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Business process redesign 

In order to gain efficiency improvements, a redesign of the E-Procurement related procurement 

processes must be made (Puschmann and Alt, 2005). Redesigning business processes looks into 

rationalizing the flow of transactions and information both within the firm and outside its 

boundaries, particularly in relationship with its suppliers, with the enabling support of the E-

Procurement solution (Angeles and Nath, 2007). Significant benefits from E-Procurement can only be 

achieved when procurement business processes are accordingly re-engineered and subsequent 

modifications are applied to employee behavior and their relationships with suppliers (Attaran and 

Attaran, 2002; Rajkumar, 2001; Lin and Hsieh, 2000). Kanakamedala et al. (2003) found in their 

research that a company which used a new E-Procurement solution, but did not change its related 

business practices, achieved the opposite effect of the solutions’ intentions.  

This factor also seems to be rather trivial; a new E-Procurement system could of course not be 

successfully implemented without a good adjustment of the processes surrounding it. However, 

research shows that many organizations underestimate the effort in redesigning these surrounding 

processes, necessary to gain the full benefits of the E-Procurement System (Croom, 2000). This 

factor therefore seems to be very relevant for the P-Card solution. 

 

Central control coordination  

This factor is about the central control coordination of supplier management and (more specifically) 

control of contracts, product data, catalogs, and price updates for procurement. 

This factor is mentioned one way or another by a lot of different academic sources, e.g., 

Puschmann and Alt (2005) clearly state the necessity of the creation of a central coordination 

instance in order for E-Procurement to be successful. Subramaniam and Shaw (2002) mention 

centralization of purchasing business processes via E-Procurement and state the following benefits: 

administrative costs will be spread over a larger volume of purchases, and more favorable prices and 

terms for goods and/or services can be negotiated. 

This factor could be very relevant for the P-Card solution, since Bartels (2004) recommends that 

the organization centralizes its control for NPR procurement. In addition, many firms start their first 

attempts at centralization via E-Procurement in the area of NPR goods/services (Davila et al., 2003; 

Orr, 2002). Finnegan and Longaigh (2004) confirmed the importance of information technology on 

control and coordination.  

 

Commitment of senior management 

This factor is an important topic in many different management related research areas (e.g., Basu et 

al., 2002; Prabhu and Robson, 2000). Organizational commitment, senior management involvement, 

and team involvement are typically expected to have a positive impact on the achievement of 

strategic objectives (Basu et al., 2002). An e-business strategy does not happen without the 

leadership and commitment of the senior executives of the business (Viehland, 2000). These sources 

seem to prove its relevancy for many different types of projects, however, most of the academic 

research has only found empirical evidence for strategic objectives; it therefore depends on the 

strategic importance of an E-Procurement solution’s implementation, how relevant senior 

management commitment really is. Fortunately, the perceived strategic importance of NPR 

Procurement has greatly increased, due to increased awareness of NPR purchasings’ large effect on 

total costs figures (and its associated cost savings potential). Since the P-Card is related to NPR 

goods/services, its perceived strategic importance should be high enough. Furthermore, a lot of 
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research also concludes that NPR procurement often should require a much higher level of 

perceived strategic importance in the overall company strategy (de Boer and Pop-Sitar, 2001; de 

Boer et al, 2003). Therefore the factor seems to be relevant enough for the P-Card solution. 

 

Cost management 

This factor may seem rather trivial, but research shows that mishaps in cost management still 

happen much too often. Organizations should be cautious about calculating the costs of E-

Procurement solutions and should anticipate the less visible items that could account for a great part 

of the costs (Rajkumar, 2001). These less visible items, hidden costs, could easily exceed licensing 

and maintenance costs by five or ten times (Hope-Ross et al., 2000). They can consist of any of the 

following items: implementation (e.g., consulting fees), integration (e.g., human resource 

management systems, equipment asset management, IT asset management and financials), content 

aggregation and rationalization, catalog and search engine, transactions, supplier enablement, user 

training, business process reengineering, associated licensing costs (e.g., additional database 

management system fees and integration-ware licensing), and administration (e.g., requisitioning, 

ordering, matching, and payment processing) (Hope-Ross et al., 2000). 

The relevancy of this factor for the P-Card solution seems to be pretty high, because a great deal 

of its intended product portfolio consists of products of low value (de Boer et al., 2003), therefore 

every unnecessary extra costs created by bad cost management for the P-Card solution, will have a 

significant impact on the total costs. 

 

End-user compliance 

This factor comes forward from one of the most important E-Procurement systems stakeholders, the 

end-users. Angeles and Nath (2007) state that end-user/employee behavior has the greatest impact 

on the possible success of an E-Procurement initiative; end-users/employees should be influenced to 

accept the new systems. End-users resist learning new E-Procurement systems, especially if they 

have alternative means for purchasing, e.g., expensive submissions. The organization usually cannot 

stop using these older instruments, through which it needs to interact with suppliers on the low-end 

of the technological spectrum (Hope-Ross et al., 2000). Employees often feel threatened by new 

technology; they need to know the reasons for and advantages of using this technology. It is very 

important to communicate openly with employees, teach them about the technology, answer their 

questions and calm their anxieties (Attaran and Attaran, 2002; Viehland, 2000). End-users are 

hesitant to learn software products that are in their final stage of development, knowing that 

changes in their functionality will keep coming (Rajkumar, 2001). 

End-user compliance is also very important to prevent ‘maverick buying’. Maverick buying refers 

to the purchase of goods or services without using the organizations’ formally defined processes and 

authorized vendors (Aisbett et al., 2005). Maverick buying has a number of negative  effects: it 

deprives the organization of the ability to collect data on its employees’ spend patterns and 

therefore the organization loses visibility and control over its expenditures; in addition it raises 

procurement costs for the firm by as much as 20 percent compared to purchases negotiated by the 

organizations’ purchasing professionals (Orr, 2002). 

These academic sources show the relevance of making sure that your end-users will comply with 

an E-Procurement system and is therefore surely also very relevant for the P-Card solution. 
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Governing 

This factor is related to the ever increasing importance of data protection (Changchit 2008) and the 

governing of computerized rules.  Rajkumar (2001) and Hope-Ross et al. (2000) wrote about 

governing the E-Procurement tasks, by imbedding certain workflow rules in the software. Important 

workflow rules are: access and privilege rules, non-repudiation rules, and pricing rules. Access and 

privilege rules govern information and assure that it is presented to authorized users; non-

repudiation rules govern the communication between buyer and supplier and ensure that their 

electronic communication is authentic; pricing rules govern the preset thresholds of prices and alerts 

a buyer if a certain supplier has increased its prices beyond the preset threshold. 

Since these rules are a prerequisite for adequate E-Procurement business, they also seem 

relevant for the P-Card solution. 

 

Software selection 

Organizations need to develop a solid business case for subscribing to E-Procurement software and 

services through a cost-benefit analysis (Hope-Ross et al., 2000). Organizations may have to deal 

with multiple vendors, each specializing in different E-Procurement software functionalities 

(Rajkumar, 2001). One important aspect of the E-Procurement software is its maturity. This aspect 

comes forward from the many limitations end-users might experience using E-Procurement software 

(Angeles and Nath, 2007). Some E-Procurement software packages cannot manage the complexities 

of things like different jurisdictions, currencies, tax structures. Other packages lack comprehensive 

payment and settlement features like sophisticated invoicing, payment, reconciliation, 

authentication, and security; or they lack higher-end features like demand management, spending 

analysis capabilities and the ability to consolidate general ledger and invoicing systems 

(Kanakamedala et al., 2003; Roth, 2001). Bartels (2004) mentions the trends in E-Procurement 

software packages; software vendors have added functionalities like automated spend analysis, 

employee purchasing transactions tracking, and corporate sourcing policy compliance assessment. 

The importance of this factor comes forward from its complexity. Puschman and Alt (2005) 

heavily recommend building an overall strategy for the selection of the E-Procurement software. 

This factor is definitely very important, it is the ‘foundation’ of the E-Procurement solution. There 

are multiple providers of P-Card solutions, therefore it is surely also very important to follows these 

guidelines for the selection of a P-Card solution. 

 

Software integration 

Another important aspect of the E-Procurement software is its integration with other relevant 

systems (Angeles and Nath, 2007). Angeles and Nath (2007) argue that it is often difficult to maintain 

control and data management standards when adding other procurement systems. An important 

difficulty that rises when systems are not fully integrated, is a missing connection between 

transactions from different parts of the system. Therefore, Puschmann and Alt (2005) also agree that 

in order for E-Procurement to be successful, you have to make sure that the E-Procurement system 

is integrated with other relevant systems and that services are standardized. Good software alone is 

not enough, it should innovate, entertain and enhance the entire experience surrounding the 

product, therefore a good integration in the complete process from selection, ordering to receiving 

and service, is a must (Viehland, 2000). 

Another important aspect of the E-Procurement software is the use of standard interchange 

formats. For example, standardization of codes used for product-related information and meeting 

the format requirements of different catalog content, will be specific challenges for E-Procurement 
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(Rajkumar, 2001). Some E-Procurement systems are unable to handle multiple data formats from 

major vendors, and are therefore unable to have a back-end integration with the organizations’ 

existing business applications (Attaran and Attaran, 2002). 

This factor is definitely very important. Previously, the E-Procurement software was referred to 

as the ‘foundation’ of the E-Procurement system; without a good integration of this foundation, the 

software is practically useless. The same surely applies to the P-Card solution; it should be 

undemanding to integrate its software package with other relevant systems. 

 

Spend behavior insight 

This factor is related to the importance of insight in purchasing spend behavior of end users, their 

‘visibility’. ‘Visibility’ means making transparent: which employee is doing the spending, how much is 

he spending, on what item/service is he spending, and with which supplier is he spending (Bushell, 

2004).  Managers should link savings targets in each spend category to departmental budgets, track 

the actual savings, and tie the bottom line to individual or departmental performance evaluations 

(Kanakamedala et al., 2003). 

This factor presents concerns related to the importance of clearly visible spend behavior; while 

the ‘visibility’ of an E-Procurement system is mostly related to its design, academic literature clearly 

presses the importance of it and it could therefore also be formulated as a prerequisite for the 

successful implementation of a P-Card solution: it should lead to a better insight in purchasing spend 

behavior. 

 

Strategy alignment 

This factor can easily be supported by stating the proven importance of good strategic planning 

(Phaal et al., 2009). Puschmann and Alt (2005) found that in order for E-Procurement to be 

successful, the E-Procurement strategies need to be aligned with the overall procurement strategy.  

Research by Kanakamedala et al. (2003) confirmed how a company that bases its E-Procurement 

Solution on a sound procurement strategy, saves more for each purchase it manages to push 

through its solution.  

This factor seems rather trivial, if the E-Procurement strategy is not aligned with the overall 

strategy, the system will never reach its full potential. However, research shows that many 

organizations underestimate this aspect (Croom, 2000). The strategy for the P-Card solution should 

fit with the overall strategy to reach its full potential, therefore this factor can be considered 

relevant. 

 

Supplier technological ability  

Organizations will increasingly rely on their suppliers’ ability to connect with them electronically and 

support the catalog creation and maintenance issues involved in E-Procurement. Therefore, buyers 

need to carefully select suppliers who are in the best position to respond to their E-Procurement 

solutions’ technology (Rajkumar, 2001). Certain suppliers will not be able to keep up with buyers’ 

technological requirements (Hope-Ross et al., 2000). Organizations need to be prepared to 

underwrite the costs of getting valued, but underequipped/incapable, suppliers on board of 

important E-Procurement solutions. Buyers need to know if transaction fees are an issue for critical 

suppliers, because these additional costs will very likely be passed on to the buyers (Hope-Ross et 

al., 2000). Organizations will need to deal with the technological immaturity of a number of suppliers 

and their refusal to respond to E-Procurement initiatives (Hannon, 2001; Min and Galle, 2001). 
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A study by Min and Galle study (2001) indicates that organization size appears to be an important 

issue for this factor. Small organizations are reluctant to innovate and tend to lack the technical 

competence, personnel, and IT infrastructure needed to respond to an organization’s requests to 

connect with them using E-Procurement solutions. 

This factor is an important aspect of the selection for a certain supplier and a complementation 

of the factor ‘consolidate suppliers and contracts’; it could be reasoned that in the pre-selection 

stage of a (key) supplier for the P-Card solution a careful investigation in its technological ability will 

prevent many future problems. 

 

Suppliers and contracts consolidation 

Many different aspects of this factor are discussed in a great variety of academic sources. Important 

aspects of the consolidation of suppliers and contracts, are related to the selection of preferred 

suppliers and critical supplier involvement. Kanakamedala et al. (2003) found many advantages for 

the use of preferred suppliers in combination with certain E-Procurement solutions. Puschmann and 

Alt (2005) found that in order to maximize potential success of an E-Procurement solution, it is 

necessary to involve your critical suppliers at an early stage. If they are not involved at an early 

stage, this could lead to unwillingness to work with the E-Procurement Solution at a later stage 

(which would lead to a much costlier possible cancellation of the implementation). A study by Roth 

(2001) shows that firms which were most successful with their E-Procurement practices, also cut 

back on the number of vendors they had contracts with and consolidated these vendors. 

Angeles and Nath (2007) also specifically mention the importance of involving preferred and 

critical suppliers in planning for E-Procurement at an early stage and enforcing on-contract buying 

with preferred suppliers. The key to success lies in being able to share rich information, form 

dynamic relationships and making deals (Viehland, 2000). The list of candidate suppliers for E-

Procurement initiatives should be minimized; this can be achieved by focusing on only those with 

previous E-Procurement engagements with other customers, those interested in emerging 

innovations, and those that have the local decision-making authority to approve the investments 

and business process changes necessary. 

All these numerous sources underline the importance of supplier and contract consolidation with 

E-Procurement; its relevance for the P-Card solution can therefore hardly be doubted. 

 

Overall, it can be concluded that the created E-Procurement success factors could clearly have a 

utility in defining the conditions needed for a successful implementation of a P-Card solution. 

Additional value could also be achieved through more in-depth focus on specific E-Procurement 

solutions, such as the P-Card solution, since the academic sources mostly focused on the 

implementation of a general E-Procurement solution. Therefore, this thesis will bring a great 

academic contribution. 
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2.3 Change Management 

This section will discuss current academic literature in the area of (Organizational) Change 

Management (with a focus on its relation to Electronic Procurement and subsequently the P-Card) 

and, most importantly, will try to define prerequisites/antecedents for sound change management.  

Firstly a brief introduction to the topic of Change Management and its most important models will be 

made. Secondly a focus on the most comprehensive model will be made. Lastly, a brief overall 

reflection on the topic will be given.  

 

The introduction of this paper already discussed the importance of change management for an 

implementation like the P-Card solution. Change Management will help deal with the complexities 

caused by the managing of an implementation and the changes it creates throughout the 

organization. 

The research on Change Management and its effects on organizations first started in the area of 

Psychology (Social Psychology). Nowadays, the area of Change Management has evolved as a 

completely new research area of its own and many different journals with a main focus on Change 

Management currently exist, e.g., ‘Journal of Change Management’. Nevertheless, one of its first 

generally accepted models was created in the area of Psychology, by Lewin (1947). Lewin (1947) 

described change as a three stage process. He called the first stage ‘unfreezing’, in which the 

organization overcomes inertia and dismantles its existing mindset. This existing mindset is guarded 

by ‘Defense mechanisms’ (Schafer, 1968), a Freudian psychoanalytic term for unconscious 

psychological strategies brought into play by various entities to cope with reality and to maintain 

self-image. In the second stage, the actual change occurs. In this period, there is confusion and 

transition. The organization will be aware that ‘old ways’ are being challenged but there is not yet a 

clear picture of how to replace these ‘old ways’. The third (and final) stage, is called ‘freezing’ (often 

called ‘refreezing’ by other authors (Alas, 2007)). In this stage the new mindset is crystallizing within 

the organization and the comfort levels of the people is returning to previous levels. 

While Lewin’s model is over 60 years old, it is still used as a foundation for many new (more 

comprehensive) models, e.g., Garvin (2000), Mento, Jones and Dirndorfer (2002), Styhre (2002), Alas 

(2007). However, since Lewis’ model is very conceptual, more strategical models (e.g., Kelly and 

Amburgery, 1991; Kotter, 1995; Rajagopalan and Spreitzer, 1997; Zajac, Kraatz and Bresser, 2000) or 

tactical models (e.g., Jick, 1991; Stoddard and Jarvenpaa, 1995; Burnes, 2005; Paton and McCalman, 

2008) have been created since then. While these models give a great insight into different important 

antecedents of the change management process, none of them separately covers all of them 

completely. Therefore, Mento et al. (2002) decided to combine different types of models together, to 

create a more comprehensive model (see Figure 2.2 at the end of the section). They used the 

strategical model from Kotter (1995), the tactical model from Jick (1991) and a practically verified 

model based on Lewin’s conceptual model (reported in Garvin, 2000). Kotter’s model is an eight step 

model for transforming organizations aimed at the strategic level of the change management 

process. It was developed after a study of over 100 organizations (varying in size and industry type). 

Jick’s model is on a more tactical level and guides (and evaluates) the implementation of an 

organizational change. The practically verified model based on Lewin’s conceptual model, is created 

from a practical implementation of change at the company General Electric. Based on the most 

important lessons learned from these three different change (implementation) models and filtered 

through their experience in practical research, Mento et al. (2002) created one of the most 

comprehensive change (implementation) models available in academic literature. Therefore, this 
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research will now focus on their model. The model, shown in Table 2.3, consists of 12 recommended 

steps when one wants to implement change. 

 

Step Contents 

1 The idea and its context 

2 Define the change initiative 

3 Evaluate the climate for change 

4 Develop a change plan 

5 Find and cultivate a sponsor 

6 Prepare the target audience, the recipients of change 

7 Create the cultural fit – making the change last 

8 
Develop and choose a change leader team and start 

the change 

9 Create small wins for motivation 

10 Constantly and strategically communicate the change 

11 Measure progress of the change effort 

12 Integrate lessons learned 

Table 2.3 Change (Implementation) model by Mento, Jones and Dirndorfer (2002) 

 

Each step will now be shortly discussed. Step 1 consists of idea generation using creative thinking 

techniques as well as developing and nurturing ideas through networks. In step 2 the roles of 

strategists, implementers, and recipients will be defined and the organization and its need for 

change will be analyzed. In step 3 the stress on the organization and past history of success or failure 

with change need to be considered. Step 4 involves crafting an implementation plan; the power 

dynamics in the organization and the complicated interdependencies involved need to be carefully 

considered. Step 5 consists of finding a powerful sponsor, who is able to facilitate driving the change 

process due to his extensive resources and considerable powers of influence through established 

organizational networks. In step 6 it is important that change resistors are understood and learned 

from; different tactics should be considered to deal with differential levels of support for the change 

effort. In step 7 the change manager needs to consider changes in organization design factors, such 

as structure, measurement systems, reward systems, and development systems that are needed to 

help the change to ‘take’ and thrive in a supportive environment. In step 8 a team is carefully chosen 

for the change effort and the actual change is started; the team members should be committed, 

competent, and share the same goal. Step 9 consists of rewarding the progress made toward 

intermediate milestones along the change journey. During step 10, change implementers need to 

explain, listen to and work with change recipients to continuously keep preparing them for the 

impending change. In step 11 change implementers must take great pains to ensure that change 

measures have fidelity while assessing progress towards the change, with a focus on tangible 

accomplishments, as opposed to measures of activities. Finally in step 12, the efforts to capture and 

diffuse knowledge gained in the change effort, must be carefully and systematically captured, 

gathered and diffused so that learning is continuous and the same mistakes are not repeated again. 

Overall, it can be concluded that many models have been created over the years to support in 

change management. While there are many small differences, they can roughly be divided into three 

types of models: a conceptual model (mostly based on Lewin (1947), a strategical model, and a 
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tactical model. While many researchers focus on each of these types separately, a study done by 

Mento et al. (2002) has resulted in a comprehensive new model in which all of them are integrated 

together. This has resulted in a 12-step model, which could easily be translated into antecedents for 

the execution of change management, consequently also the change management required for the 

implementation of a P-Card solution.  



29 

 

 
Figure 2.2 Three Change Management models combined (source: Mento, Jones and Dirndorfer, 2002) 
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2.4 Business Process Redesign 

This section will discuss current academic literature in the area of Business Process Redesign (with a 

focus on its relation to Electronic Procurement and subsequently the P-Card) and, most importantly, 

will try to define conditions for a sound business process redesign.  Firstly a brief introduction to the 

topic of Business Process Redesign will be made. Secondly a selection of a prime example of a BPR 

methodology will be made. Lastly, a brief overall reflection on the topic will be given. 

 

The study of Change Management literature showed how to deal with the managing of an 

implementation and the changes it creates throughout the organization. Business Process Redesign 

(BPR) could be considered a subtopic of Change Management. Business Process Redesign literature 

goes into more detail on how specific processes, affected by the change in the organization, should 

be dealt with. The previously defined success factor ‘business process redesign’ also stresses the 

importance of a sound redesign of the related processes for a successful implementation.  

Business process redesign (BPR) became very popular in the 1990s, when many US companies 

embraced redesign/reengineering as an effective tool to implement changes to make the 

organization more efficient and competitive (Attaran, 2004). Many companies were motivated by 

the realization that there was a need to speed up the process, reduce needed resources, improve 

productivity and efficiency, and improve competitiveness. The changing economic environment has 

led to an ever increasing interest in BPR; one survey showed that about 85% of all surveyed 

organizations were currently involved in one or more BPR projects (Ranganathana and Dhaliwal, 

2001). However, different surveys also report failure rates as high as 70% (Wu, 2002). Various 

reasons exist for these failures, but most of these reasons could have been prevented if the right 

model in implementing a sound BPR had been available and successfully followed (Wu, 2002). 

However, many researchers have defined a different type of model/methodology. While most of 

these differences can be very small, this study will seeks to find a prime example of an academicly 

based methodology. An example of a non-suitable methodology is based on research by Muthu, 

Whitman and Cheraghi (2006). They claim to have created a consolidated methodology for BPR 

based on other methodologies (see Figure 2.3). The academic value of their model, however, can 

easily be doubted due to their low number of respected sources; the other methodologies are 

created by unknown sources (non-scholarly). Most of all, their models has a lot of overlap with the 

Change (Implementation) model by Mento et al. (2002) and thereby focuses too little on the specific 

processes that are affected by the change in the organization (and more on change in general). 

Adesola and Baines (2005) have also created a methodology based on the analysis of different 

methodologies (see Figure 2.4 for the model with explanation of each step). They, however, have 

also tested their methodoloy through case studies, while their original models were based on more 

respected sources, i.e., Kettinger et al (1997), Harrington (1991), Smart et al. (1998) and Klein (1994). 

In addition, they made a decomposition of the most common phases of the BPR methodologies: 

Initiation, Diagnosis, Design, Implementation and Process Management; the decomposition of these 

most common phases is confirmed by another research to be appropriate for any change initiative 

(Stoica, Chawat and Shin, 2003). Figure 2.5 shows an integration of these common phases onto the 

BPR model by Adesola and Baines (2005). All in all, considering its academic basis, extensive 

description of activities and techniques, and actual focus on the specific processes, the methodology 

created by Adesola and Baines (2005) can be chosen as a prime example of BPR methodology. 

 



 

Steps 

Prepare for 

PBR Analyze As

Process

1 
Build Cross 

functional team 

Create Activity 

Models

2 
Identify Customer 

driven objective 

Create Process 

Models

3 
Develop Strategic 

Purpose 

Simulate & 

Perform ABC

4  

Identify 

disconnects & 

value adding 

processes

Figure 2.3 A Consolidated methodology for BPR (source: Muthu, Whitman and Cheraghi, 2006)

 

Figure 2.4 BPR Model by Adesola and Baines (2005) with
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A Consolidated methodology for BPR (source: Muthu, Whitman and Cheraghi, 2006)

BPR Model by Adesola and Baines (2005) with step descriptions and related techniqu
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A Consolidated methodology for BPR (source: Muthu, Whitman and Cheraghi, 2006) 
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Steps 

Initiation Diagnosis Design Implementation Process 

Management 

1 
Understand 

business needs 

Model and 

analyze process 
Redesign process 

Implement new 

processes 

Assess new 

process and 

methodology 

2 
Understand the 

process 
 

Design To-Be 

processes 
 

Review new 

process 

Figure 2.5 BPR model by Adesola and Baines (2005) represented in phases  

 

Overall, it can be concluded that while many different models/methodologies exist for BPR, most 

of them follow the same common phases. Therefore, the actual interpretation of these phases can 

be attributed to a difference in preference or environment. Moreover, no true methodology for the 

environment of the P-Card solution has yet been created. Given that Adesola and Baines (2005) have 

created an academicly sound methodology with an extensive description of activities and 

techniques, their methodology is selected as a suitable model, which is interpretable to the 

environment of the P-Card solution.  The importance of this model for an implementation of a P-

Card solution is stressed by the (previously defined) success factor ‘Business process redesign’. 

Without a sound business process redesign, significant benefits of the P-Card solution will not be 

achieved (Attaran and Attaran, 2002; Rajkumar, 2001; Lin and Hsieh, 2000). Kanakamedala et al. 

(2003) even found in their research that a company which used a new E-Procurement solution, but 

did not change its related business practices, achieved the opposite effect of the solutions’ 

intentions. In addition, the research by Wu (2002) reported a failure rate of BPR projects as high as 

70% which could (mostly) have been prevented if the right model in implementing a sound BPR had 

been available. All of this underlines the importance of a sound BPR model for the implementation 

of a P-Card solution.  All in all, in order to successfully implement a P-Card solution, a sound BPR 

model like the one presented by Adesola and Baines (2005) should be followed. Thus, the presented 

BPR model by Adesola and Baines (2005) shows how specific processes, affected by the change a P-

Card solution causes in the organization, should be correctly dealt with. 
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2.5 Theoretical Framework 

In this section a framework will be created that combines all of the conditions (in whatever form they 

may be) from the different scientific movements. This Theoretical Framework will therefore define 

the conditions for a successful implementation of a Procurement Card solution within the area of 

Non-Product Related Procurement, from the studied literary sources. Firstly, the manner in which the 

framework is created and should be interpreted will be discussed. Secondly, the framework’s 

contents will be discussed. 

 

The chapters Change Management and Business Process Redesign each eventually led to 

(implementation) step-models, which showed how to successfully deal with the (process) changes 

that the implementation of the P-Card solution causes throughout the organization. The steps from 

the Change Model (by Mento et al., 2002) combined with the steps from the BPR Model (by Adesola 

and Baines, 2005) therefore result in an extended (process) change roadmap of the steps necessary 

for successful (process) change.  

Since the most common phases of the BPR methodologies (Initiation, Diagnosis, Design, 

Implementation and Process Management) were deemed appropriate for any change initiative 

(Stoica, Chawat and Shin, 2003), they will be used to define the general phases. Additionally, the 

success factors (defined in section 2.2) will be included to show possible factors that, during the 

following of this (process) change roadmap, need to be taken into account. For each of these success 

factors it is shown in which phases they theoretically could be applicable, in order to ensure that 

they are fully satisfied during the implementation. This therefore depends on both the context of the 

success factor itself (found in academic literature) and of the phase (for each of the success factors, 

this will be explained after the framework is shown). Together they form a Theoretical Framework, 

that will eventually be used as a foundation (integrated in another Framework) for the analysis of 

the case study; by comparing the actual method of implementation that was used in the case, to a 

theoretical method for a successful implementation (presented in the Theoretical Framework), it 

could be deduced what mistakes have been made. The Theoretical Framework is given in Figure 2.6. 

A guide to how the Theoretical Framework should be interpreted is as follows. The phases show 

the common BPR phases (Initiation, Diagnosis, Design, Implementation and Process Management). 

The blue colored steps are related to the selected BPR Model from Adesola and Baines (2005), while 

the green colored steps are related to the Change Model from Mento et al. (2002). For the Success 

Factors it is shown in which phases they are relevant. For example, in the initiation Phase the 

following steps should be followed:  

Step 1: The idea and its context (based on Mento et al. Change Model). 

Step 2: Understand business needs (based on Adesola and Baines BPR model). 

Step 3: Understand the process (based on Adesola and Baines BPR model). 

Step 4: Define the change initiative (based on Mento et al. Change Model). 

While the following Success Factors are applicable and should therefore be pursued: ‘Commitment 

of senior management’, ‘End-user compliance’, and ‘Strategy alignment’.  
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Steps 

Phase 1 

Initiation 

Phase 2 

Diagnosis 

Phase 3 

Design 

Phase 4 

Implementation 

Phase 5 

Process 

Management 

1 
The idea and its 

context 

Model and 

analyze process 

Redesign 

process 

Implement new 

processes 

Assess new 

process and 

methodology 

2 
Understand 

business needs 

Evaluate the 

climate for 

change 

Prepare the 

target 

audience, the 

recipients of 

change 

Develop and 

choose a 

change leader 

team and start 

the change 

Review new 

process 

3 
Understand the 

process 

Develop a 

change plan 

Create the 

cultural fit – 

making the 

change last 

Create small 

wins for 

motivation 

Measure 

progress of the 

change effort 

4 

Define the 

change 

initiative 

Find and 

cultivate a 

sponsor 

 

Constantly and 

strategically 

communicate 

the change 

 

Success Factors  

BPR   √ √ √ 
Central  Control 

Coordination 
  √ √ √ 

Commitment 

senior manag. 
√ √ √ √ √ 

Cost 

management 
 √ √ √ √ 

End-user 

compliance 
√ √ √ √ √ 

Governing   √ √ √ 
Software 

selection 
  √   

Software 

integration 
  √ √  

Spend beh. 

insight 
  √ √  

Strategy 

alignment 
√ √ √ √ √ 

Supplier techn. 

ability 
  √ √ √ 

Suppl./contracts 

consolidation 
  √ √ √ 

Figure 2.6 Theoretical Framework for the successful implementation of a P-Card solution  
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The Theoretical Framework will now be discussed. An organization needs to satisfy the concepts 

presented in the Theoretical Framework, otherwise the chance of an unsuccessful implementation 

will increase. By following the presented steps during each phase of implementation, an 

organization ensures that sound change management and BPR are applied (in accordance with the 

presented academic literature). By accounting for the success factors applicable during a certain 

phase, an organization ensures that chances of an unsuccessful implementation are theoretically 

minimized. The success factors are represented below the steps. The Theoretical Framework 

presents the success factors and the phases in which they could theoretically be applicable, in order 

to ensure that they are fully satisfied during the implementation. This therefore depends on both 

the context of the success factor itself (found in academic literature) and of the phase. For each of 

the success factors, this will now be discussed. 

• Business Process Redesign 

This success factor will theoretically need to be taken into account when there is an actual 

redesigning of processes. This starts in the ‘Design’ phase with the step ‘Redesign process’. 

Next, in the following phases the steps ‘Implement new processes’, ‘Asses new process and 

methodology’, and ‘Review new process’  could all possible be related to BPR. Therefore, the 

success factor BPR could theoretically be applicable from the ‘Design’ phase onwards. 

• Central Control Coordination 

This success factor will theoretically need to be taken into account as soon as supplier 

management comes into play. During the initiation and diagnosis of the project, no supplier 

management is applicable, because no actual suppliers are selected yet. As soon as the 

‘Design’ phase starts, the actual designing should account for supplier management. The 

phases onwards theoretically might also have an effect on supplier management, because 

during the implementation and process management the selection of additional suppliers 

could theoretically be possible for a P-Card solution. 

• Commitment of senior management 

This success factor will theoretically need to be taken into account during the complete 

implementation. Senior management has an important influence on continuation of the 

project after each phase and literature stresses the importance of their commitment from 

the start on (in order to ensure their approval). 

• Cost management 

This success factor will theoretically need to be taken into account as soon as a budget has 

been created. In the ‘Diagnosis’ phase in the step ‘Model and analyze the process’ the 

financial aspects of the process should also be known. Therefore, from the ‘Diagnosis’ phase 

onwards costs will theoretically have to be managed. 

• End-user compliance 

This success factor will theoretically have to be taken into account during the complete 

implementation. Literature stresses that in order to gain end-user compliance, it is 

important to involve them from the start. 

• Governing 

This success factor will theoretically have to be taken into account as soon as the (governing) 

rules of the solution are designed (and need to be followed afterwards). Therefore, from the 

‘Design’ phase onwards this success factor could theoretically be applicable. 
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• Software selection 

This success factor will theoretically have to be taken into account in the phase in which the 

actual software selection takes place. Therefore, this success factor theoretically only applies 

for the ‘Design’ phase. 

• Software integration 

This success factor will theoretically have to be taken into account during the phases in 

which the integration is either planned (designed) or performed. Therefore, the ‘Design’ and 

‘Implementation’ phase is where this success factor is theoretically applicable. 

• Spend behavior insight 

This success factor will theoretically have to be taken into account when the solution is 

designed and actually integrated in the current system (related to the success factor 

‘Software integration’). Therefore, this success factor is theoretically applicable in the phases 

‘Design’ and ‘Implementation’. 

• Strategy alignment 

This success factor will theoretically have to be taken into account during the complete 

implementation. During every phase it should be ensured that the implementation aligns 

with the overall procurement strategy, in order to account for this success factor.  

• Supplier technological ability 

This success factor will theoretically have to be taken into account as soon as suppliers are 

going to be selected. From the ‘Design’ phase onwards an E-Procurement solution could be 

involved with the selection of (new/additional) suppliers. 

• Suppliers and contracts consolidation 

This success factor will theoretically have to be taken into account as soon as supplier 

management comes into play. During the initiation and diagnosis of the project, no supplier 

management is applicable, because no actual suppliers are selected yet. As soon as the 

‘Design’ phase starts, the actual designing should account for supplier management. The 

phases onwards theoretically might also have an effect on supplier management, because 

during the implementation and process management the selection of additional suppliers 

could theoretically be possible for a P-Card solution. 

 

2.6 Literature Study Conclusions 

In this section the knowledge gained in this literature study will be summarized and concluded by 

some final remarks.  

 

In this literature study, literature on E-Procurement showed how to deal with the many different 

complexities caused by the specific type of implementation (an E-Procurement solution). Change 

Management and Business Process Management literature helped to deal with the managing of an 

implementation and the (process) changes the P-Card solution causes throughout the organization. 

Through the studies of these scientific movements, this literature study answered the following 

research question: “What are the conditions needed for a successful implementation of a 

Procurement Card (P-Card) solution according to scientific knowledge on Electronic Procurement, 

Change Management and Business Process Redesign?” In summary, the following answer applies: 

during the implementation of a P-Card solution, an organization should ensure that the 

implementation and (process) changes are carefully managed in accordance to a sound Change 
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Management and BPR model, such as the ones defined by Mento, Jones and Dirndorfer (2002) and 

Adesola and Baines (2005). While carefully following these implementation models, the organization 

should account for (at least) the 12 success factors defined in this literature study.  If not, the chance 

of a failing implementation increases (in theory).  

The introduction of this thesis mentioned the great interdepartmental changes a P-Card solution 

causes throughout the organization, thus the arguments for sound change management and 

business process redesign could possibly be even more important than for other types of 

implementations. The relevance for the P-Card solution has been explained for every (created) 

success factor; some success factors were contributed by more authors than others, nevertheless, a 

distinction in their specific relevance cannot be made. Additional research is necessary to define the 

specific relevance (/criticality) of a success factor, while most research at this point is still very 

conceptual. Actually, all of the conditions presented in this chapter are conceptual in nature. 

Therefore, the addition of the practical approach presented later on in this thesis will interpret this 

conceptual knowledge to an actual implementation of a P-Card solution. 

All in all, the key insights from this chapter are presented in its specific deliverable, the 

Theoretical Framework for the successful implementation of a P-Card solution. 
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3 Best Practices Study 
 

This chapter will present the Best Practices study of the thesis. This study will complement the 

academic perspective from the literature study (and Theoretical Framework), with a practical 

perspective, to deal with the more tactical/strategical nature of a P-Card solution itself. 

A dictionary (businessdictionary.com) describes Best Practice as: 

“A technique, method, process, activity, incentive, or reward that is believed to be more effective at 

delivering a particular outcome than any other technique, method, process, etc. when applied to a 

particular condition or circumstance. The idea is that with proper processes, checks, and testing, a 

desired outcome can be delivered with fewer problems and unforeseen complications. Best Practices 

can also be defined as the most efficient (least amount of effort) and effective (best results) way of 

accomplishing a task, based on repeatable procedures that have proven themselves over time for 

large numbers of people.”  

This dictionary definition is interpreted and used as a basis for a more applicable version for the 

objective of this study. This led to the following definition of Best Practices: ‘methods which are 

believed to be most efficient and effective at accomplishing a task, based on repeatable procedures 

that have proven themselves by practice of a large number of people.’ 

To stay truthful to the definition, the Best Practices of the implementation of a P-Card solution 

will have to be defined by procedures proven by practice of a large number of people. In order to 

attain these ‘procedures’, a senior consultant with experience in many (over 10) P-Card 

implementations was pursued. Fortunately, this senior consultant was able to provide a roadmap of 

procedures used for the implementation of a P-Card solution. Additional P-Card implementation 

guides from other consulting firms (Atos Origin, Accenture) and studies from the Aberdeen Group 

were used to verify and complement them. The guides from both consulting firms were based upon 

experiences of multiple consultants (from the firm) on the implementation of a P-Card solution in 

the past years. The studies from the Aberdeen group were based upon a data analysis of their large 

number of data collected during research in the field (of P-Card solutions). 

All in all, this chapter will mainly answer the following research question: “What are the current 

Best Practices for implementation of a P-Card system?” The result will be presented in the 

deliverable: a framework (Practitioner Framework) presenting the conditions for a successful 

implementation of a P-Card solution based on these Best Practices. The conditions in this case, are 

represented by steps (Best Practices) that should be followed to guarantee a successful 

implementation. 

The structure is as follows. The first section ‘Practitioner Framework’ will present the framework 

based on these Best Practices. The second section ‘Best Practices Risks and Solutions’ will be 

describe some of the most important risks and solutions involved in implementing a P-Card solution. 

The last section ‘Best Practices Conclusions’ will conclude this chapter. 

 

3.1 Practitioner Framework 

This section will present the Practitioner Framework, a framework that presents a practical 

(practitioners’) perspective on the (successful) implementation of a P-Card solution. 

  

The Practitioner Framework was created as follows. The roadmap of procedures from the senior 

consultant was used as a foundation. Since the roadmap was very concise in its nature, knowledge 
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gained from studying the topic of P-Card was used to interpret it; this interpretation was verified and 

complemented via an additional interview with the senior consultant. Next, basic steps for each 

phase were derived from the roadmap. These basic steps were compared with guides from other 

consulting firms (Atos Origin, Accenture) to complement/adjust them to cover all of the involved 

basic steps in a certain phase. Additionally, studies from the Aberdeen Group on P-Card Best 

Practices were used to verify and complement them. Next, information about the involved 

departments was added, again based on knowledge gained from studying the topic of P-Card (see 

also section 1.1), and integrated in the framework (presented by colors).   

Figure 3.1 shows the Practitioner Framework. In order to understand the colors in the model, Table 

3.1 shows the composition of the project functions, their main role and responsibility, and the 

source of the personnel. While not every organization has a department for each function (especially 

smaller organizations), each function will eventually be performed by a certain organization 

member. The color of the row of a function also represents the color used in the Practitioner 

Framework to indicate that personnel from that function will need to be involved. On the pages 

following the Practitioner Framework, each of the phases will be elaborated on extensively. 

 

Function Main role and 

responsibility 

Source 

Project leaders 

Project management/ 

Change management and 

P-Card expertise 

A Project manager selected from senior management of 

the (NPR) Procurement department / a staff member 

responsible for (NPR) Procurement function, and an 

internal/external P-Card implementation expert  

Financial 

Master data gathering 

and analysis, selecting of 

P-Card issue bank 

Member(s) from Finance department / member(s) 

responsible for Financial function 

Internal 

Control/Legal 

Control Framework, 

VAT policies, other control 

policies 

Member(s) from Internal Control and Legal department / 

member(s) responsible for Internal Control and Legal function 

Purchasing 

Supplier on-boarding, 

process redesign, content 

management 

Member(s) from (NPR) Procurement department (buyers)/ 

member(s) responsible for (NPR) purchasing function 

IT 
General Ledger system 

interfacing, website 

Member(s) from IT department / member(s) responsible for IT 

function 

Bank 

Card configuration, 

issuance, connecting 

suppliers 

Bank personnel responsible for P-Card program 

Table 3.1 Project functions and their Practitioner Framework colors 
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Steps 

Phase 1 

Design solution 

Phase 2 

Build solution 

Phase 3 

Roll out and finalize 

content 

Phase 4 

Handover to 

standing organization 

1 Set up the project 
Configuration of 

reporting tool 

Issuance of P-Card 

numbers 

Transfer of 

responsibilities to 

standing organization 

2 
Validate purchasing 

policy 

Create interface to 

General Ledger system 
Training of reporting tool 

Continued procurement 

processes redesign / 

website content 

adjustments 

3 Define KPI’s 
Create P-Card blueprint 

 

Make contractual 

agreements with 

suppliers 

Evaluation of the project 

4 
Create a description of 

the P-Card processes 

Create (online) training 

modules 

Agree connection with 

envisaged suppliers 

 

Discharge of project 

team / steering 

committee and wrap up 

5 
Define Control 

Framework 
Build P-Card website 

Connect agreed 

suppliers 

 

6 
Analyze spend and 

transaction numbers 

Create link to Purchasing 

portal 

Redesign processes / P-

Card website content 

maintenance 

7 
Define short term/long 

term supplier enroll plan  

Communication to 

(potential) users 

Create long term 

supplier adoption plan 

8 
Create communication 

plan 

Communication to 

relevant suppliers 

Set up and train standing 

organization 

9 
Select P-Card issuing 

bank 
Determine roll out plan 

Communication to 

(potential) users 

10 

Determine method of 

integration in General 

Ledger system 

Perform final test 

Close monitoring of 

transactions during 

initial period 

11 

Design of P-Card 

Website / link to 

Purchasing Portal 

Go live 

 

12 

Define structure of 

standing organization 

(and its specific roles) 

 

Figure 3.1 Practitioner Framework for the successful implementation of a P-Card solution 

  



41 

 

Phase 1: Design solution 

At the start of phase 1 the project team members (see Table 3.1) and the steering committee will 

have to be assigned. The project team members will eventually be responsible for the complete 

project, while the steering committee is responsible for the governance of the project and at the 

same time assures support from senior management. Therefore, the steering committee will have to 

consist of senior managers from (at least) the Financial, (NPR) Procurement and IT department, 

completed with the project manager himself. The members of the steering committee themselves 

will not actually have to participate in the project (besides the project manager of course), but they 

do have to allow their personnel to be involved and thereby need to support the project. In order to 

achieve this support, regular meetings with the steering committee and the project group should 

take place during the project. In the next step, the purchasing policy will have to be validated 

together with the Internal Control and Legal departments, to make sure that the P-Card solution 

conforms to it. To motivate project members, KPI’s will have to be defined corresponding with 

project milestones. Next, the new P-Card processes will have to be described in order for the (NPR) 

Procurement department to know how their purchasing processes will eventually have to be 

redesigned. After that, the Internal Control and Legal departments will have to define a control 

framework together with the project leaders. This Control Framework will define the (legal) 

guidelines/risks and associated controls of the P-Card solution. For example, a risk could be 

‘inappropriate use of P-Card’ and a control would then be ‘having users sign an acknowledgement of 

responsibilities document, before P-Card issue’ (see Appendix 8.1 for an example of a complete 

Control Framework). In the following step, the Finance department will have to make an analysis of 

the total spend and transaction numbers of the (NPR) Procurement department from a 

representative time period. The term ‘representative time period’ stresses that the time period, 

from which the financial data is gathered, should represent future numbers as much as possible.  For 

example, if the situation is rather the same as last year (thus about the same purchases and 

vendors), an analysis of last year’s spend would be suffice, otherwise extrapolation could be a 

necessity. These spend and transaction numbers will eventually be used to evaluate which suppliers 

are appropriate for the P-Card solution; as was explained in the P-Card chapter, the solutions’ direct 

financial savings are caused by its greatly lowered purchasing process costs (it could go down from 

100€ to 9€); therefore only suppliers with a sufficient number of transactions (and thus invoices) are 

appropriate. Traditional Best Practices suggests to only select suppliers with purchases of low value, 

high volume products, but this suggestion is questionable (this will be more extensively elaborated 

on later). In the next step, the project leaders should define a supplier enroll plan (both for short and 

long term) together with buyers from the (NPR) Procurement department. The financial analysis 

made by the Finance department in the previous step, will be used as a starting point. Buyers can 

further elaborate on the appropriateness of specific selection criteria (e.g., a certain category of 

commodities might not be appropriate for the P-Card). Next a communication plan will be created. 

This communication plan will describe how the P-Card solution will be introduced to the 

organization and how it will be explained to each stakeholder.  This explanation contains everything 

a specific stakeholder would need to know, e.g., the reasons for the P-Card implementation, its main 

functions, its future users (see Appendix 8.2 for an example of a communication plan). In the next 

step, the project leaders should select a card issuing bank, the provider of the financial P-Card 

service, together with the Finance department. The card issuing bank also provides a (mostly web-

based) electronic reporting tool; nevertheless, a different (more extensive) reporting tool could be 

acquired from the market. A main selection criterion should be if the bank is compatible with the P-
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Card processes previously described. Additional selection criteria could be related to: the rates they 

charge, its reputation (with suppliers), its possibility (and convenience) to function with the 

organizations’ current bank account (a more thorough example of a good set of criteria is available 

at Appendix 8.3). Next, the IT department together with the P-Card expert should assess the 

necessary data elements and interface techniques, to integrate the P-Card solution into the current 

General Ledger systems. Additionally, the IT department should design a P-Card website which will 

eventually be linked to a user-accessible Purchasing Portal. These designs should be approved by the 

project leaders. Finally, this phase ends with the definition of the structure of the standing 

organization (and its specific roles). The structure of the standing organizations defines how the 

organization around the P-Card will be structured after the project is finished. Consequently, P-Card 

solution related roles will have to be defined for organization members after the project is finished. 

 

Phase 2: Build solution 

Phase 2 will rely heavily on the IT department. At the start of phase 2 the IT department together 

with the P-Card expert will have to configure the reporting tool (the reporting tool itself is supplied 

by the bank or can be acquired from the market); the reporting tool will allow for the 

users/managers/potential additional controllers to check if the correct purchases are assigned 

to/made by someone (reconcile a statement). Next, the IT department will have to create the 

interface between the P-Card solution and the General Ledger system. In the step that follows, the 

bank (issuing the P-Card) should create a card blueprint; this blueprint shows how the transaction 

between the organization, the bank and the supplier will take place. In the next step, the (online) 

trainings modules are created by the IT department; these training modules teach the users how to 

make a P-Card purchase, and teach the users/managers/potential additional controllers how to 

reconcile a statement. Next, the IT department should build the P-Card website (based on its design) 

and should eventually link it to the Purchasing Portal. In the following steps, both the (potential) 

users and the relevant suppliers should be communicated about the P-Card solution according to the 

communication plan. In the following step, the roll out plan will be determined; this plan will state 

how the roll out will be approached for the initial P-Card users, the items/services (commodities), 

and their suppliers. Next, a final test will be performed; this test will assure that the P-Card solution 

is fully functional. Lastly, this phase will end with the go live of the P-Card solution, meaning a small 

group of pre-selected users and suppliers will be allowed to start using the solution.  

 

Phase 3: Roll out and finalize content 

This phase starts with the issuance of P-Cards (P-Card numbers actually, since no tangible cards will 

be distributed) to the total number of (potential) P-Card users. These (potential) P-Card users will 

mostly be selected based on their previous role in ordering a certain commodity, i.e., generally all 

the employees that used to request purchases from suppliers that are now processed via the P-Card, 

could be applicable for a P-Card. However, there is not always a need to give each employee a P-

Card, especially if each of them individually does not need many purchases. For employees physically 

close to each other, a single employee could be selected that makes the P-Card purchases for them 

(e.g., a secretary). Moreover, too many different P-Card users will result in a loss of control and 

overview in the financial numbers. All in all, employees that need many purchases should be given a 

P-Card individually, and employees that only make purchases on occasion should be able to make 

their P-Card purchases through one appointed individual (physically close to them). Additional P-

Card users might be selected later upon personal request (it should be evaluated, however, how 
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much this person really needs it). In the next step, usage of the reporting tool will be further trained 

via personal coaching (in addition to the training modules). After that, the buyers will need to make 

contractual agreements with the selected suppliers to use the P-Card as a payment channel. 

Consequently, the project leaders will have to agree upon the envisaged suppliers and officially 

request the bank for a connection to the P-Card solution for these suppliers. Following, the bank will 

have to connect the agreed suppliers. In the next step, the (NPR) Procurement department will have 

to redesign their processes for items/services (commodities) ordered via the P-Card solution. 

Moreover, they will have to take over the P-Card website maintenance from the IT department, and 

update the website content with P-Card selected commodities and related procedures. Next, the 

(NPR) Procurement department together with the project leaders will have to create a long term 

supplier adoption plan; this plan shows what suppliers might be eligible for the P-Card solution in 

the future and what criteria will be used for potential new suppliers. Next, the standing organization 

(i.e. the organization after the project is finished) that will have to take control of the P-Card solution 

will be set up; roles will be distributed to the remaining organization members will and they will be 

trained in how to perform their specific role. In the following step, another communication round to 

the (potential) users will be done; this is to make sure that each of the (potential) users understand 

the P-Card solution. Finally, this phase ends with a close monitoring of transactions during initial 

period, to track the progress of P-Card solution usage and to discover possible errors in the solution. 

 

Phase 4: Handover to standing organization 

In this final phase, the project will be finished and the responsibilities for the P-Card solution will first 

be transferred to the standing organization. Since adding suppliers/commodities to the P-Card 

solution will be an ongoing process, a continued redesign of the purchasing processes and the 

website content will have to take place by the (NPR) Procurement department. Lastly, the project 

will be evaluated to learn for future project endeavors and the project team and steering committee 

will be discharged. 

 

Although the Practitioner Framework was verified by additional consultants and studies from the 

Aberdeen Group, and thus agreed with their interpretations, one important point deviated from the 

Best Practices research by the Aberdeen Group (2003). This will now be discussed. Tradional P-Card 

Best Practices (affirmed by both the senior consultant and other consultants) suggest using P-Card 

only for low value, high volume products. This comes forward from the idea that these low cost 

products could potentially have more expensive purchasing processes, than their actual value. 

Nevertheless, according to the Aberdeen Group purchasing card benchmark report (Aberdeen, 

2003), Best Practice purchasing card programs “do not confine” purchasing to the traditional 

spending of low-dollar, high-transaction goods and services. To maximize P-Card savings potential, 

these purchases should include off-contract, non-traditional, non-purchase order, ad-hoc, and 

incidental purchasing. Nevertheless, many of these suggestions are only applicable to countries in 

which many suppliers are already connected (e.g., USA) to the P-Card and therefore ad-hoc P-Card 

ordering could go via the P-Card solution. However, these suggestions could be interpreted for the 

situation in the Netherlands (were not many suppliers are connected to the P-Card as off now), to 

use the P-Card for suppliers with a high volume independently of its value; this could results in a 

great number of cost savings, based on the number of invoices. As was stated before, each invoice 

processed via a P-Card solution instead of the traditional method, will result in a cost saving; thus, 

the higher the volume of the commodity, the higher the potential savings there could result from a 
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P-Card solution. Note though, that not many organizations are eager to allow their P-Card users to 

have an unlimited spending maximum (due to abuse); to prevent abuse, the control framework 

would have to be adapted to include control of these higher spending limits. 

 

3.2 Best Practice Risks and Solutions 

This section will describe some of the most important risks and solutions involved in implementing a 

P-Card solution. 

 

The senior consultant and additional consultants also provided a list of risks and their solutions, they 

experienced when following the implementation model in practice. These risks and solutions are 

applicable to the conditions presented earlier in the Practitioner Framework. The most important 

risk and their solutions will now be discussed. 

• No senior management support/ project sponsorship. To manage this risk a steering 

committee should be installed right from the very start. For this very reason the assignment 

of a steering committee is placed at the start of the project in the phase-model. The 

members of the steering committee themselves will not actually have to participate in the 

project (besides the project manager of course), but they do have to allow their personnel to 

be involved and thereby need to support the project. In order to achieve this support, 

regular meetings with the steering committee and the project group should take place 

during each phase. 

• No acceptance of process and control framework. To manage this risk it is possible to use 

the most conservative approach, acceptable to all stakeholders. Nevertheless, this will result 

in additional complications, e.g., it may be less convenient to card holders/managers, it may 

reduce saving levels, it may reduce the potential of using the P-Card solution for higher value 

commodities. 

• IT department is unable to participate. To manage this risk, the components which the IT 

department should have created, could be replaced by solutions available on the market. 

The components which require less IT skills could be created by other personnel (e.g., the 

website). However, if the inability comes forward from (temporary) capacity problems, the 

less important components (like the P-Card website) could be postponed until capacity is 

available. Managing this risk, will of course lead to increased project costs.  

• Absence of an overall Purchasing policy. To manage this risk a complete purchasing policy 

will have to be created from scratch (together with the (NPR) Procurement department and 

the Legal department). 

Besides these large (mostly costly) risks, there are also some risks which should be manageable, 

even though they have a greater chance of occurring. These are the following: 

• A lack of compliance to the new process/slow adoption of new processes. 

• Reluctance of suppliers to sign on/more time required to sign on. 

• Change management could take more time.  

All of these risks should be manageable through good project management (and people 

management); suppliers unwilling to cooperate could eventually be replaced by other suppliers (if 

not critical). Most of these risks will however create a slightly longer throughput time, which of 

course could result in a small increase in project costs.  
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To offer some valuable insight in the financial risks of the P-Card solution, the average estimated 

cost figures related to the implementation of a P-Card solution will now be presented. 

• The project setup cost of € 413K. These consist of project management (€ 105k), setup of 

project organization and pilot project (€ 23k), design of P-Card process and select tooling (€ 

45k), building of P-Card transactional system (its integration) and intranet portal (€ 195K), 

implementation of P-Card process and tooling (€ 30k), and lastly the go live phase (€ 15K).  

• Recurring costs of € 75k per year. These costs are based on keeping the system operational 

and the potential costs of the P-Card services of the bank.  

 

3.3 Best Practices Conclusions 

In this section the knowledge gained in this Best Practices study will be summarized and concluded by 

some final remarks. 

 

In this Best Practices study, the academic perspective from the literature study has been 

complemented by a practical perspective, to deal with the more tactical/strategic nature of a P-Card 

solution itself. Through the study of these Best Practices, the following research question was 

answered: “What are the current Best Practices for implementation of a P-Card system?” The result 

was presented in the deliverable:  the Practitioner Framework, presenting the conditions for a 

successful implementation of a P-Card solution based on these Best Practices. 

The Best Practices Study presented in this chapter leads to an extensive overview of the practical 

conditions an organization needs to apply to in order to successfully implement a P-Card solution. It 

is important that each of the steps presented in the Practitioner Framework are correctly executed; 

the involved consultants learned from experience that even a seemingly insignificant step, could 

increase the chance of an unsuccessful implementation. A deviation from these steps will at best 

lead to a delay in project throughput time, in order to correct the mistake. For example, if the 

communication towards the suppliers is not adequately executed, it could result in the necessity of 

approaching each of the suppliers individually to gain their commitment to the P-Card solution. At 

worst it could lead to a (partly) failure of the implementation. For example, if the integration with 

the current General Ledger system is not adequately executed, this will lead to a loss in functionality 

of the P-Card solution (a partly failure). Moreover, if the steering committee is not successfully 

established, this could lead to a lack of senior management commitment, which could in turn result 

in abandonment of the project (a complete failure). The risks and solutions also presented in this 

chapter provide a good complementation for the Practitioner Framework; organizations can learn 

how to deal with the risks and thus again prevent project failure. The knowledge presented in this 

chapter is very practical in nature. By combining this practical knowledge with the conceptual 

knowledge gained in the literature study, a thorough insight on the actual implementation of a P-

Card solution will be available. 
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4 Integrated Framework 
 

This chapter will present an Integrated Framework. Now that both the academic and the practical 

perspective on the conditions needed for a successful implementation of a P-Card solution have 

been presented, an even more complete framework for the implementation of a P-Card solution can 

be created: the Integrated Framework. This framework will be created via an integration of the 

Theoretical Framework into the Practitioner Framework. This chapter will thereby answer the 

research question “What are the general conditions for a successful implementation of a P-Card 

solution?” via the deliverable of a framework (Integrated Framework) presenting the conditions for a 

successful implementation of a P-Card solution based on both an academic and a practical 

perspective. 

To achieve an integration of the Theoretical Framework into the Practitioner Framework, both 

frameworks are compared and, if appropriate, steps from the Theoretical Framework not present in 

the Practitioner Framework will be integrated and interpreted for the P-Card solution (in a practical 

manner). Both the Initiation and Diagnosis phases from the Theoretical Framework are not present 

in the Practitioner Framework, therefore it is integrated and interpreted for the P-Card solution. The 

step ‘Find and cultivate a sponsor’ is removed as it is already covered by the creation of the Steering 

Committee (executed in step ‘Define the change initiative’). The Design phase from the Theoretical 

Framework mostly corresponds to the Practitioner Framework, except the step ‘create the cultural 

fit – make the change last’ is not present, therefore it too is integrated and interpreted for the P-

Card solution, while the step ‘Set up the project’ is already covered by the step ‘Define the change 

initiative’ (from the Initiation phase) and therefore removed. From the Implementation phase of the 

Theoretical Framework, only the step ‘Create small wins for motivation’ is missing from the 

Practitioner Framework, therefore it too is integrated and interpreted. Finally, from the Process 

Management phase in the Theoretical Framework the ‘Measure progress of the change effort’ is the 

last missing step from the Practitioner Framework, so it too is integrated and interpreted. The 

Integrated Framework is shown in Figure 4.1, Figure 4.2, and Figure 4.3. Figure 4.3 shows an 

overview of the phases and their relevant success factors (as defined in section 2.2). The success 

factors are shown throughout the phases in which they are both theoretically and practically 

applicable, in order to ensure that they are fully satisfied during the implementation. This therefore 

depends on both the context of the success factor itself (found in academic literature) and the way 

in which they can practically be applied within a certain phase. To ensure that chances of an 

unsuccessful failure are theoretically still minimized, the success factors will need to be taken into 

account in the same phases as represented in the Theoretical Framework. Therefore, the 

representation of the success factors is exactly similar to the Theoretical Framework, except for the 

success factors of the ‘Implementation’ phase. This is caused by the practical interpretation of the 

‘Implementation’ phase into two phases, the ‘Build solution’ and ‘Roll out and finalize content’ 

phases. Certain factors are practically applied in both phases, others in only one of them. For 

example: the success factor ‘Supplier technological ability’ is practically applied during phase 5 in the 

step ‘Create long term supplier adoption plan’, while in phase 4 no determination of a supplier’s 

technological ability is done. Nonetheless, these success factors are still accounted for in the 

‘Implementation’ phase (as they should be according to scientific literature). Moreover, they are 

now also colored according to the Project function colors (Table 3.1); meaning that the 

corresponding color shows which department (/function) will mainly be responsible for taking the 

respective success factors into account. This assigning is based on the context of the success factor 
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and the main roles/responsibilities from the different functions as defined by the Best Practices. For 

example: the success factor related to ‘suppliers and contract consolidation’ is of course the 

responsibility of the (NPR) Procurement department, while ‘end-user compliance’ should be taken 

care of by the project team (as mentioned in the Practitioner Framework).  

The added/adjusted steps in the Integrated Framework (Figure 4.1 and Figure 4.2) and their 

interpretation for the P-Card solution, will now be shortly explained. Phase 1: Initiation. Step 1: 

‘Realize the context of a P-Card solution’. In this step an organization should realize what the 

consequences of implementing a P-Card solution are. Therefore, they should realize the 

characteristics of a P-Card solution; its cost savings potential is only applicable if your organization 

has many suppliers that lead to many invoices and your current purchasing processes consist of 

much manual and paper intensive labor. Moreover, the P-Card solution will have an effect 

throughout your organization (as discussed before). Step 2: ‘Understand the business expectations 

and needs for a P-Card solution’. In this step, the vision the business has of the P-Card solution 

should be formed and strategic objectives should be determined and established in measurable 

targets. Through this vision, initial approval and project resources should be obtained. A competitor 

analysis should be performed; the impact the P-Card solution had on their business could aid in the 

formation of your own vision. Additionally, a competitor analysis should be used to learn from 

possible alternatives that competitors are using. Step 3: ‘Identify, model and evaluate the current 

purchasing processes’. In this step the current purchasing process should be identified, modeled, 

and evaluated. In addition, this model will be used for a more detailed analysis later on (and for 

comparison purposes). Step 4: ‘Define the change initiative’. The roles of strategists, implementers, 

and recipients will have to be defined and the organization and its need for change will have to be 

analyzed based on the general consensus of this initiative. This initiative consists of the future P-Card 

users, the project team members (see Table 3.1), and the steering committee as defined earlier in 

the Practitioner Framework. The steering committee can be regarded as the project sponsors; they 

should be able to facilitate driving the change process due to their extensive resources and 

considerable powers of influence through established organizational networks. Their support thus 

should ensure commitment from the entire organization and prevent cancellation of the project 

through decision of higher management who is able to facilitate driving the change process due to 

his extensive resources and considerable powers of influence through established organizational 

networks Phase 2: Diagnosis. Step 1: ‘Estimate the P-Card solutions’ financial impact’. In this step the 

model of the current purchasing processes should be used to assess the financial impact of the P-

Card solution. This analysis should lead to a deduction of the savings potential of the P-Card 

solution; based on the purchasing processes’ current amount of invoices and manual (paper-

intensive) labor. A comparison of the (estimated) costs of the current purchasing processes, to the 

expected costs of the P-Card solutions’ purchasing processes (9€ – 19€ per invoice) should now be 

done. Finally, include the average project costs of €413k of the P-Card and its recurring maintenance 

costs of €75k a year, to calculate your expected payback period. Only if this analysis is within 

expectations (defined in the second step of phase 1), should the organization continue to follow the 

next steps. Step 2: ‘Evaluate the climate for change’. In this step a final consideration regarding the 

organizations’ readiness for the change should be made. Therefore, the stress on the organization 

and past history of success or failure with change need to be carefully considered and learned from. 

Step 3: ‘Develop a change plan’. In this step the implementation plan should be crafted; the power 

dynamics in the organization and the complicated interdependencies involved with a P-Card solution 

need to be carefully considered.  The next step additions are each in different phases. Phase 3: 



48 

 

Design solution. Step 12: ‘Create the cultural fit for the P-Card solution – making the change last. In 

this step the project manager needs to consider implementing the P-Card solution in organization 

design factors, such as structure, measurement systems, reward systems, and development systems 

that are needed to help the change to ‘take’ and thrive in a supportive environment. Phase 4: Build 

solution. Step 12: “Reward the project team for its progress thus far (KPI related)”. This step is 

adjusted from the ‘Create small wins for motivation’ step, the project team should be rewarded for 

their progress thus far in comparison to the project KPI’s (that were defined in Phase 3, Step 2) in 

order to keep the change initiative motive and the change process going smoothly. An addition has 

been made to Phase 6. Step 2: ‘Continued procurement processes redesign/ website content 

adjustments. Review these new processes’. Review these new processes regularly has been added to 

make sure that the processes stay efficient and effective. Lastly, step 3: ‘Keep monitoring progress of 

the P-Card solution’ has been added to underline that the organization should keep measuring the 

progress of the change effort and that it should be ensured that change measures have fidelity, with 

a focus on tangible accomplishments (as opposed to measures of activities).  
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Steps 

Phase 1 

Initiation 

Phase 2 

Diagnosis 

Phase 3 

Design solution 

1 
Realize the context of a 

P-Card solution 

Estimate the P-Card 

solutions’ financial impact 
Validate purchasing policy 

2 

Understand the business 

expectations and needs for a 

P-Card solution 

Evaluate the climate for 

change 
Define KPI’s 

3 

Identify, model and 

evaluate the current 

purchasing processes. 

Develop a change plan 
Create a description of the P-Card 

processes 

4 Define the change initiative  Define Control Framework 

5  Analyze spend and transaction numbers 

6 

 

Define  short/long term supplier enroll 

plan  

7 Create communication plan 

8 Select card issuing bank 

9 
Determine method of integration in 

General Ledger system 

10 
Design of P-Card Website/ link to 

Purchasing Portal 

11 
Define structure of standing 

organization (and its specific roles 

12 
Create the cultural fit for the P-Card 

solution – making the change last 

Figure 4.1 Integrated Framework for the successful implementation of a P-Card solution - phase 1 to 3 
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Steps 

Phase 4 

Build solution 

Phase 5 

Roll out and finalize 

content 

Phase 6 

Handover to standing organization 

1 
Configuration of reporting 

tool 

Issuance of P-Card 

numbers 

Transfer of responsibilities to standing 

organization 

2 
Create interface to General 

Ledger system 
Training of reporting tool 

Continued procurement processes 

redesign / website content adjustments. 

(Review these new processes regularly) 

3 
Create P-Card blueprint 

 

Make contractual 

agreements with suppliers 

Keep monitoring progress of the P-

Card solution 

4 
Create (online) training 

modules 

Agree connection with 

envisaged suppliers 
Evaluation of the project 

5 Build P-Card website Connect agreed suppliers 

Discharge of project team / steering 

committee and wrap up 

6 
Create link to Purchasing 

portal 

Redesign processes / P-

Card website content 

maintenance 

 

7 
Communication to 

(potential) users 

Create long term supplier 

adoption plan 

8 
Communication to relevant 

suppliers 

Set up and train standing 

organization 

9 Determine roll out plan 
Communication to 

(potential) users 

10 Perform final test 

Close monitoring of 

transactions during initial 

period 

11 Go live 

 

12 

Reward the project team for 

its progress thus far (KPI 

related) 

Figure 4.2 Integrated Framework for the successful implementation of a P-Card solution - phase 4 to 6 
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Success Factors 

Phase 1 

Initiation 

Phase 2 

Diagnosis 

Phase 3 

Design 

solution 

Phase 4 

Build 

solution 

Phase 5 

Roll out and 

finalize 

content 

Phase 6 

Handover to 

standing 

organization 

BPR    √ √ √ √ 

Central  Control 

Coordination 
   √  √ √ 

Commitment 

senior manag. 
√ √ √ √ √ √ 

Cost 

management 
 √ √ √ √ √ 

End-user 

compliance 
√ √ √ √ √ √ 

Governing   √ √ √ √ 

Software 

selection 
  √    

Software 

integration 
  √ √   

Spend beh. 

insight 
  √ √   

Strategy 

alignment 
√ √ √  √ √ 

Supplier techn. 

ability 
  √  √ √ 

Suppl./contracts 

consolidation 
  √  √ √ 

Figure 4.3 Integrated Framework phases and their relevant success factors 

 

 

The Integrated Framework will now be discussed. An organization needs to satisfy the ideas 

presented in the Integrated Framework, otherwise chances of project failure will increase (this is 

both academically and practically substantiated). By following the presented steps during each 

phase of implementation, an organization ensures that sound change management and BPR are 

applied (in accordance with the presented academic literature), while following the practical steps 

necessary for the correct implementation of a P-Card solution. By taking into account the success 

factors during each phase, an organization ensures that chances of an unsuccessful implementation 

are minimized. The main achievement of the Integrated Framework, in comparison to the other 

frameworks, is its completeness (both academically and practically substantiated) and overall 

interpretation (in a practical manner) for the P-Card solution. Each phase now accounts for all the 

steps from both frameworks in an interpreted and practical manner for the P-Card solution. The 

success factors (as explained earlier) are represented throughout their practical interpretation of the 

phases, colored with their practical interpretation of the required function/department. 
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5 Case Study 
 

In this chapter a case study will be presented. This study will complement the Integrated Framework 

with additional insights in the motivation behind the concepts/ideas. Academic studies on the P-

Card so far have mainly been conducted in the US; the P-Card has not been initiated everywhere at 

the same time, so there could be geographical differences in P-Card implementation and utilization 

(Boulianne, 2005; Hintz, 1998). Studies on the P-Card solution have generally used the survey 

method as the way to gather information. Boulianne (2005) states that interviews, observation, and 

system documentation examination through a case study should be performed to corroborate the 

survey results obtained, since this will lead to a greater insight in the reasoning behind survey 

answers found in all those studies. Therefore, this case study will also gain insights that have not 

previously been researched. The method of this case study has been described extensively in the 

‘Research Methodology’ (section 1.3). Meanwhile, this chapter will also answer the research 

question: “Why has the P-Card project at ASML failed?”.  

The structure of this chapter is as follows. The first section ‘Company Background - ASML’ will 

introduce the company at which the case study is held. The second section ‘Case Background’ will 

define the case. The third section ‘Case Analysis’ will present the analysis of the case. The final 

section ‘Case Study Conclusions’ will conclude this chapter. 

 

5.1 Company Background – ASML 

This section will introduce the company at which the case study is held by giving a general overview 

of the company and the specific department of the study. 

 

ASML is a manufacturer of lithography systems for the semiconductor industry. ASML designs, 

develops, integrates, markets and services these advanced systems, for their customers – the 

chipmakers – in order to reduce size and increase the functionality of microchips and consumer 

electronic equipment. ASML currently has a market share of over 65% in the lithography market, 

which represented a total of 5 billion Euros in 2008. In this market, ASML has only two competitors: 

the Japanese companies Canon and Nikon. ASML operates through the mission statement: “To 

provide leading-edge imaging solutions to continuously improve our customers’ global 

competitiveness”. Through this mission statement ASML stresses the central role that their 

customers play. 

ASML designs, builds and sells the lithography systems, but outsources the production of all 

components to more than 600 suppliers at home and abroad (90% of the manufacturing costs of an 

ASML system are outsourced). This underlines the importance of the Procurement department. 

ASML’s Procurement department has the following mission statement: “Create, maintain and qualify 

a global supplier network that enables the execution of the ASML development, production and 

customer support plans and operates according to the principles of Value Sourcing”. This mission 

statement centers on the principles of Value Sourcing. Value Sourcing is a purchasing management 

model which links the performance of the supply base directly with the requirements and wishes 

imposed by ASML’s customers. The added value ASML can create for its customers is thereby 

directly related to the added value provided by the ASML supply-chain. 

ASML’s Procurement department can be divided into two sections, product related and non-

product related. While product related plays a very important role, non-product related should not 
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be underestimated. In 2008 the non-product related Procurement department had a total cost 

figure of almost 800 million Euros, while the whole Procurement department had a total cost figure 

of 2100 million Euros. 

 

5.2 Case Background 

This section will present the case of this study. 

 

ASML has a great dependency on the economic climate; the fluctuations in the economic climate 

also cause its profit margins to fluctuate. Therefore, ASML wants each of its departments to 

continue to decrease their operating costs and one area that is increasingly being focused on for 

further cost saving possibilities, is the area of Non-Product Related (NPR) procurement.  

Due to the Procurement Department manager’s positive previous experience with the 

Procurement Card (P-Card), it managed to create a lot of savings for low value spend at Philips, he 

suggested for ASML to also implement the P-Card solution. An analysis from a consultancy firm 

eventually convinced management of the potential benefits of the P-Card solution and made them 

approve the P-Card project. However, after almost 2 years, the P-Card solution is performing greatly 

under expectations. Therefore, the case of this study will be defined as the (failing) implementation 

of the P-Card project at ASML.  

 

 

5.3 Case Analysis 

In this section the case will be analyzed. Firstly, an introduction of the events (causes) that led to the 

case will be given. Secondly, the Integrated Framework will be used to analyze the deviation of the 

case from the implementation steps. Thirdly, the Integrated Framework will be used to analyze the 

extent to which the case successfully applied the success factors. Fourthly, a short remark will be 

given on the extent to which the case involved the correct departments. 

 

The Case Background from the previous section mentioned that the implementation of the P-Card 

project at ASML failed. Before this failed implementation can be analyzed more deeply, it first must 

be defined why the project was considered to have failed. Therefore, the consecutive events that 

started the project and eventually led to its failure will now be discussed. 

On August 2006, senior management at ASML ordered Atos Origin Consulting to research the 

possible outcomes of a P-Card implementation. Atos Origin’s business case showed expected savings 

of 0.3 Mln/year (worst case) up to 1.1 Mln/year (best case) based on 6,096 (worst) up to 13,031 

(best) invoices that would be annually replaced by the P-Card; each invoice processed through the P-

Card solution instead of the previous purchasing process, was expected to results in a cost reduction 

from €87 to €15, a saving of over 80%. Based on these numbers, they also calculated a payback 

period between 5 to 29 months. These outcomes convinced senior management at ASML to approve 

the P-Card project. Consequently, the NPR department hired a professional consultant (with 

previous experience in implementing the P-Card) to kick off the P-Card project on July 2007. The 

expected roll-out of the project was on February 2008 and the handover to standard organization on 

March 2008. The actual roll-out ended to be on October 2008 and the handover to standard 

organization November 2008.   

As of March 2009 only 171 invoices had been replaced by the P-Card (from October 2008 up to 

then), with only 25 active P-Card users (holders) and only 16 active P-Card vendors (vendors who 
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allow the P-Card to be used for procuring their products). This is a great deviation from the expected 

worst case scenario of 6,096 invoices being replaced by the P-Card on an annual basis. Additionally, 

while its expected payback period has not yet passed, if the P-Card project follows its current 

projection, the worst case scenario of a payback period of 29 months will be more than significantly 

exceeded. As a result, it can be concluded that the implementation of the P-Card project at ASML 

has failed.  

Now it is clear why the implementation of the P-Card project at ASML is considered to be a 

failure, the Integrated Framework (for the implementation of a P-Card solution) will be used to study 

the possible underlying causes of the failed P-Card implementation. Therefore, for each step and 

success factor from the framework, an analysis will be made to see if ASML deviated from that step 

or did not fulfill a certain success factor. Figure 5.1 shows a Cause and Effect diagram of the case and 

the underlying causes this analysis will seek to define via the Integrated Framework (shown as 

question marks).  

 

 

 

Figure 5.1 Cause and effect diagram with unknown underlying causes 

 

The Integrated Framework (see Figure 4.1, Figure 4.2, and Figure 4.3) will now be used for 

analysis. Firstly, the way ASML approached each step will be analyzed and compared to the 

Integrated Framework (presenting the ideal approach); from the deviations it can be derived what 

led to the failure of the project. For a complete step-by-step analysis of the case, see Appendix 1. 

The deviations in each phase will now be presented. 

 

Initiation and Diagnosis  

During the Initiation phase and Diagnosis phase, the P-Card solution implementation (project) at 

ASML carefully followed a sound project approach, except for the assigning of a steering committee. 

The steering committee was assigned at the start of the Design solution phase, instead of the end of 

the initiation phase. Otherwise, no deviations from the ideal approach exist in these phases. 
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Design solution 

During the Design solution phase, the following deviations were present: 

• The steering committee was only assigned at the start of this phase, instead of the end of the 

initiation phase. This could lead to an uncertainty in the commitment of senior management 

commitment. However, fortunately senior management eventually committed itself to the 

project. The overall consequences of this will be discussed in the analysis of the success factor 

‘Senior management commitment’. 

• The analysis of the spend and transaction numbers was only based on commodities 

(items/sercices) with a low value (under €2000). Thereby, the P-Card solution’s (savings) 

potential was greatly limited; a deeper analysis showed that by including additional suppliers 

with a higher value limit, a large amount of additional savings can be reached (see Appendix 3). 

The top 10 of NPR suppliers with a high amount of invoices, have a cost savings potential of 

almost 1,5 million euros (when connected to the P-Card solution, instead of the traditional 

purchasing method). This is especially remarkable, considering the very low cost savings of the P-

Card solution at ASML at this point (under 50.000 euros). All in all, if this step had been executed 

correctly the project might have been protected from failure. 

• At the end of the Design solution phase, no additional measures were taken to help the change 

to ‘take’ and thrive in a supportive environment (e.g. creating KPI’s for the P-Card solution). This 

influenced the usage level of the P-Card solution and feeling of responsibility from the standing 

organization. With a higher usage level, failure of the project could have been prevented. 

Additionally, if the team members would have felt more responsible for the P-Card solution, 

they would have felt the need to correctly finish the implementation of the P-Card; this would 

have been a great resource towards preventing the failure. 

 

Build solution 

During the Build solution phase, the following deviations were present: 

• In the Build solution phase, no (online) training modules were created. Instead, instructions 

were sent via e-mail and shown online on the P-Card website, with an additional training 

session.  A questionnaire measuring the effectiveness of this training showed that 17,5% of the 

intended P-Card users found the instructions to be unclear/ totally unclear (see Appendix 2). The 

overall consequences of this will be discussed in the analysis of the success factor ‘End-user 

compliance’. 

• The link to the Purchasing portal created difficulties, because no Purchasing Portal yet existed; 

each commodity had its own specific (online) procedure for ordering, depending on the 

department responsible for it. This caused to a lot of confusion for the P-Card users, the 

additional questionnaire showed that the order procedure was therefore misunderstood by 22% 

(see Appendix 2). The overall consequences of this will be discussed in the analysis of the success 

factor ‘End-user compliance’. 

• There is some reason for doubt in the effectiveness of the communication to the relevant 

suppliers. A decent amount of them had to be contacted personally after the project was 

transferred to the standing organization, to assure understanding of the P-Card solution (which 

eventually did extend the project throughput time). The overall consequences of this will be 

discussed in the analysis of the success factor ‘Suppliers and contracts consolidation’. 

• No rewards were given to the project team for their progress and commitment. Additional 

interviewing showed that after the consultant left, no one really felt responsible for the P-Card 
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solution. This feeling of responsibility towards the P-Card solution, could have been achieved if 

team members were appropriately rewarded. All in all, this contributed to the failure of the 

project; if the team members would have felt more responsible for the P-Card solution, they 

would have felt the need to correctly finish the implementation of the P-Card; this would have 

been a great resource towards preventing the failure. 

 

 

Roll out and finalize content 

During the Roll out and finalize content phase, the following deviations were present: 

• No additional training for the reporting tool was given; online instructions were again e-mailed 

and available on the P-Card website for reviewing. A questionnaire measuring the effectiveness 

of the training of the reporting tool showed that only 65% found the instructions to be clear (see 

Appendix 2). The overall consequences of this will be discussed in the analysis of the success 

factor ‘End-user compliance’. 

• No contractual agreements were made with the suppliers to use the P-Card as a payment 

channel. Also an amount of suppliers were confused and were unwilling to use the P-Card until 

the moment after they were personally contacted by the standing organization (as explained 

earlier). The long term for supplier adoption plan (created by the consultant) again only focused 

on a low value/high volume selection criterion. As stated before, this has greatly limited the 

(savings) potential of the P-Card solution. The overall consequences of this will be discussed in 

the analysis of the success factor ‘Suppliers and contracts consolidation’. 

• While a buyer (from the NPR Procurement department) was appointed to take over the job of 

the consultant prematurely, this buyer had many other responsibilities, and was instructed to 

spend as little time as possible on P-card; the transfer of activities from the consultant to the 

buyer was in general terms and there was no training plan available. Therefore, the consultant 

had to revisit ASML at several occasions to fill in this buyer on the specific details of the P-

Card solution. This resulted in a large increase in project throughput time. This particular 

deviation influenced the complete continuation of the project after phase 5; thus all the 

problems that occurred after phase 5, could have been prevented if only this deviation 

had not existed. Therefore, this deviation had a major influence on the failure of the 

project. 

• Another round of communication to (potential) users was again only done via e-mail. This last 

attempt at communication eventually led to a satisfaction level of 65% of the P-card users (as 

measured in a questionnaire). The overall consequences of this will be discussed in the analysis 

of the success factor ‘End-user compliance’. 

• While no specific problems arose in the initial period of the P-Card solution, a concerning 

number of P-Card users, had a (very) low usage level. If the final phase had been correctly 

executed, the low usage level of the P-Card would have been spotted on time through the 

monitoring of the project; thus, its underlying causes could have been properly (and timely) 

researched and addressed. All in all, this was an important cause for the failure of the project; 

the low usage level prevented the P-Card solution from operating properly. 
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Handover to standing organization 

Eventually, the final phase of the project, Handover to standing organization, was never really 

executed. The consultant was forced to leave the P-Card project before it had actually finished (due 

to circumstances). Moreover, as stated before, the newly elected project manager was sunk in other 

responsibilities. When it came to be that he was to replace the consultant in a much earlier stage, he 

was mostly too unprepared for his role and under capacitated. Consequently, the P-Card solution 

and its processes were not reviewed by the project manager(s) for almost a year. Only then was the 

progress of the P-Card solution again assessed (which eventually led to the case). 

 

Now that the execution of the steps has been analyzed, the success factors will be analyzed. 

Consequently, for the success factors will now be discussed how (if at all) ASML dealt with them in 

each of their relevant phases. Below in Figure 5.2 a graphical overview is given; if a tick is colored 

red, it means ASML did not take it into account (sufficiently) at that particular phase. 

 

Success Factors 

Phase 1 

Initiation 

Phase 2 

Diagnosis 

Phase 3 

Design 

solution 

Phase 4 

Build 

solution 

Phase 5 

Roll out and 

finalize 

content 

Phase 6 

Handover to 

standing 

organization 

BPR    √ √ √ √ 

Central  Control 

Coordination 
   √  √ √ 

Commitment 

senior manag. 
√ √ √ √ √ √ 

Cost 

management 
 √ √ √ √ √ 

End-user 

compliance 
√ √ √ √ √ √ 

Governing   √ √ √ √ 

Software 

selection 
  √    

Software 

integration 
  √ √   

Spend beh. 

insight 
  √ √   

Strategy 

alignment 
√ √ √  √ √ 

Supplier techn. 

ability 
  √  √ √ 

Suppl./contracts 

consolidation 
  √  √ √ 
Figure 5.2 Success factors ASML took (insufficiently) into account 

 

  



58 

 

Business process redesign  

This factor was mostly taken well into account by the NPR Procurement department. However, 

because the final phase of the project was never really executed, the business processes (and their 

redesign) have not been reviewed in the last phase by the project leaders. 

 

Central control coordination  

This factor was taken well into account during the compete project. Since the responsibility for the 

central control coordination of the P-Card solution was already completely transferred to the NPR 

Procurement department during phase 5 (as it should have been), the NPR Procurement department 

continued in phase 6 (without project guidance however) to execute their central control 

coordination. For example, the selection of suppliers for the P-Card solution was centrally done by 

the NPR Procurement department. However, its full potential was not reached due to the low P-Card 

usage level. With a higher level of P-Card usage more spend information comes available, which can 

be used for a better centrally coordinated strategy (especially because a higher user level of the P-

Card will lead to less maverick buying). 

 

Commitment of senior management  

This factor was not taken into account during the second and the last phase of the project. The 

steering committee was only created at the start of phase 3, instead of the end of phase 1, thus no 

commitment had been achieved yet during phases 1 and 2. Fortunately, they were eventually able to 

achieve senior management commitment at the start of phase 3 and thus no problems arose. 

However, this was very risky; if eventually no senior management commitment had been achieved, 

all the time/energy consumed by phase 2 would have gone to waste. Because the final phase was 

never executed, no senior commitment was pursued during this final phase. This caused serious 

problems: when some time had passed after the consultant left, senior management again needed 

to be convinced of the P-Card solution. They were considering project cancellation, since its 

promised benefits had not yet been achieved. Fortunately however, senior management was 

eventually convinced; nevertheless, this caused a large increase in project throughput time (and 

almost caused the implementation to remain failed). 

 

Cost management  

The cost management during the project phases was done successfully, up to the last phase 

(because it had not been executed). After phase 5, the costs were not even actually managed 

anymore due to the low priority assigned to the project (for over a year). This caused some serious 

unnecessary cost increase of the project, which also influenced the decision of senior management 

to consider cancelling the project.  

 

End-user compliance 

 As can be deducted from the user analysis (see Appendix 2), the end-user compliance success 

factors was not taken into account successfully from phase 4 (Build solution) onwards. While a 

communication plan had been created in phase 3, the execution of this plan was inadequate. The 

questionnaire results from the user analysis (Appendix 2) stress this inadequacy: an overall low 

usage level and insufficient satisfaction and communication effectiveness levels. The influence of 

this inadequacy was further enhanced by the skipping of the final phase. If the final phase had been 

correctly executed, the low usage level of the P-Card would have been spotted on time through the 

monitoring of the project; thus, its underlying causes could have been properly (and timely) 

researched and addressed. All in all, this was an important cause for the failure of the project; the 
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low usage level prevented the P-Card solution from operating properly. Moreover, this again led to 

decision of senior management to consider cancelling the project. This could also be considered to 

have caused a serious delay in project throughput time, while the case study eventually led to a 

continuation of the project. 

 

Governing  

This factor was taken well into account during the complete project, while governing rules were 

already set before the start of the last phase (as defined by the Integrated Framework) and they 

were continuously taken into account by the P-Card solution (as opposed to neglected from the last 

phase onwards). The governing rules were set for sufficient situations; these situations were as 

follows. The P-Card ordering procedure, created by the consultant, requires a unique ID combined 

with a personal password. The selected reporting tool uses access and privilege rules, which 

determine what users are able to see the financial statements (e.g., only a P-Card user and the 

persons responsible for validating his purchases, can see his financial statements). The 

communication between the buyer and supplier is protected by encryption. Because pricing rules 

are set in advance, no deviation from them is possible. Moreover, if governing rules are broken, they 

can be corrected by discovering the mistake in the reporting tool and requesting a reversal. 

 

Software selection 

 This success factor was taken well into account; no problems with the software selection existed 

during any of its relevant phases. The consultant carefully assessed the consequences of acquiring a 

reporting tool from the market versus using the one provided by the bank. This assessment led to 

the conclusion that the reporting tool provided by the bank was sufficient for the described P-Card 

processes, while having much lower maintenance costs. 

 

Software integration This success factor was taken well into account during its relevant phases; the 

software was well integrated into the General Ledger system of ASML (SAP).  

 

Spend behavior insight  

This success factor was taken well into account during its relevant phases. The P-Card solution was 

well able to provide user statistics that could be analyzed through the General Ledger system of 

ASML (SAP). 

 

Strategy alignment  

This factor was taken into account well enough during the complete project. The correctly 

performed validation of the purchasing policy already made sure that the implementation agreed 

with the general policy (based on the procurement strategy). The general NPR Procurement strategy 

was in line with the P-Card solution strategy (as pursued during the first phase). While the final 

phase was not executed, the NPR Procurement department made sure that selection of new 

suppliers for the P-Card solution was in line with their strategy, thus this caused no additional 

problems for the strategy alignment. 

 

Supplier technological ability  

This factor was not taken into account well enough during each of its relevant phases. The user 

analysis (Appendix 2) showed that many users had difficulties with the ambiguity of the P-Card order 
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procedure of the suppliers itself. This is caused due to the (electronic) communication method of the 

supplier. For example, due to a low IT skill level an online P-Card purchase order form could have a 

very low user friendliness. In earlier phases it should have been evaluated which suppliers were 

technologically able to provide a user-friendly ordering procedure. In addition, suppliers with a low 

technological skill level could have been offered a suggestion for some kind of standard solution 

(available on the market). The negligence of this success factor also influenced the low usage level of 

the P-Card solution and thus indirectly contributed to the project failure; consequently, this also 

indirectly influenced the decision of senior management to consider cancelling the project. All in all, 

this factor further influenced the project throughput time; had suppliers with higher technological 

abilities been selected, a higher P-Card usage level could have been sooner reached. 

 

Suppliers and contracts consolidation  

This factor was not taken into account well enough during each of its relevant phases. As stated 

before, during phase 3 (Design solution) the analysis of spend and transaction numbers was only 

based on commodities with a low value (under €2000); this lead to an insufficient selection of 

suppliers and thus missing many of its involved advantages (as described in the definition of the 

success factor in section 2.2). While during phase 4 (Build solution) the adequacy of the 

communication to the suppliers can be doubted (as described before), this also counteracted against 

the advantages of suppliers and contracts consolidation.  While in phase 5 (Roll out) no contractual 

agreements were made with the suppliers, the success factors was completely ignored. The skipping 

of the final phase had no additional consequences for this success factor, nevertheless, the errors  in 

the previous phases influenced the suppliers and contracts consolidation until long after they were 

made. All in all, the consequences of this are at first mostly related to a longer project throughput 

time. However, indirectly it caused major problems. Because this factor was not successfully taken 

into account, the addition of suppliers to the P-Card solution went slower than it should have gone. 

This also greatly influenced the low usage level of the P-Card; the user analysis (Appendix 2) showed 

that the most important reason for low usage was the low availability of suppliers. Consequently, 

this also had a major influence on the failing of the project and the decision of senior management 

to consider cancelling the project. 

 

Now that the success factors have been analyzed, the final part of the analysis can be done: 

assessing if the correct departments had been involved. During the complete project ASML involved 

the correct departments (/functions) as shown in the Integrated Framework. Except of course for 

the final phase, as it had never been executed; the consequences of that have already been 

discussed during the previous parts of the analysis. The correct execution of this department 

involvement was achieved by correctly assigning the project team members and steering committee. 

 

5.4 Case Study Conclusions 

In this section the case study will be concluded. Firstly, a remark on the additional insights derived 

from the case study will be made. Secondly, a feedback to the cause and effect diagram (Figure 3.1) 

will be made to derive the most important causes for project failure at ASML.  

 

From the case study additional insights in motivations behind the concepts from the Integrated 

Framework can be derived. An example of a very important insight is: while the last phase of the 

implementation may seem to be just ‘icing on the cake’, it is very crucial for the implementation. 
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Without a decent final phase, the project runs a risk of failure. Another example of an important 

insight is: when end-users are not correctly approached from the start of the project, this will 

continue to hinder the project throughout the complete implementation (and possibly lead to 

project failure). These insights and other (less important) insights derived from the ASML case will be 

presented throughout the P-Card Implementation Tool and conclusions of this thesis.  

Through this case study the following research question was also answered: “Why has the P-Card 

project at ASML failed?”. When looking back at the cause and effect diagram (Figure 5.1), the 

underlying causes for the project failure can now be defined. The most important causes for project 

failure are: 

• The inadequate training of the new project leader (that had to take over responsibilities 

from the consultant). 

• At the end of the Design solution phase, no additional measures were taken to help the 

change to ‘take’ and thrive in a supportive environment (e.g. creating KPI’s for the P-Card 

solution). 

• No rewards were given to the project team for their progress and commitment. 

• The skipping of the final phase; this played a major part in the insufficient satisfaction of 

most of the success factors (that were unsatisfactory accounted for). 

• Insufficient satisfaction of the success factor ‘End-user compliance’ during other phases: 

inadequate execution of the communication plan, inadequate training, no purchasing portal. 

• Insufficient satisfaction of the success factor ‘Supplier technological ability’ during other 

phases: inadequate assessment of the suppliers’ technological ability. 

• Insufficient satisfaction of the success factor ‘Suppliers and contracts consolidation’ during 

other phases: inadequate execution of the communication plan, absence of contractual 

agreements, but most of all the wrongly executed analysis of spend and transaction 

numbers (it was only based on commodities with a low value of under €2000). 

From this analysis ASML can learn what went wrong and how the causes should have been 

prevented. In the conclusion of this thesis, recommendations for ASML will be made based on these 

causes for project failure; from that, ASML can learn how to redesign their P-Card project in order to 

meet the conditions required for a successful implementation.  

 



62 

 

6 P-Card Solution Implementation Tool 
 

This chapter will answer the main research question “what are the conditions for a successful 

implementation of a Procurement Card (P-Card) solution and how can these be met?” by presenting 

its deliverable: the P-Card solution Implementation Tool. This tool will guide an organization through 

the implementation phases of a P-Card solution by means of a step-by-step method, which ensures 

that all the conditions needed for a successful implementation are met and which justifies each step 

via an explanation of its importance. Additionally, through the first two phases it assesses if the P-

Card solution is suitable for the organization, while the complete tool can be used to assess/evaluate 

a previous/current implementation. To further increase usability, examples are given for certain 

steps (like the ones in Appendix 8). 

The P-Card solution Implementation tool uses the Integrated Framework with the Success Factors 

integrated into the steps (or represented in the justification of a certain step). Appendix 5 shows 

how the success factors are represented throughout the tool (in accordance with the Integrated 

Framework). This Integrated Framework is complemented with additional and detailed knowledge 

gained during this thesis.  The additional knowledge is mainly represented by the known Best 

Practices risks and solutions, and the additional insights in the motivation behind the concepts/ideas 

from the Integrated Framework (gained by the case study); they provide the consequences of 

inadequately executing a step (together with the consequences given in scientific literature). 

Detailed insights in the concepts from the Integrated Framework were gained by both the literature 

and Best Practices study, while the case study also provided specific details and experiences of the P-

Card solution in a working environment. The tool also shows if certain steps are (less) critical, 

determined by experience from the consultants, experiences from the ASML case, the risks involved 

(as provided by the Best Practices), the amount of influence it could have on a certain success factor, 

or simply the characteristics of the P-Card solution (certain steps are necessary for its basic 

functionality). 

 The tool can be used as follows. The steps during each implementation phase consist of 

elements. For each of these elements, a question assesses how well an organization 

performs/expects to perform/has performed for that element. As soon as the user has selected his 

answer, the consequences and criticality (for the implementation’s success) of this answer will be 

shown. Some elements of a certain step will be less critical, while other elements are a requisite for 

successfully continuing the implementation. If a user has not satisfied a less critical element, the tool 

will display an orange tick behind the step title and an explanation of the value of the element. If a 

user has not satisfied a critical element, the tool will display a red cross behind the step title and 

explain why this element is critical for the implementation. Some steps consist of both critical and 

less critical steps; the tool will show the red cross for as long as the critical elements have not been 

satisfied. If all elements have been satisfied for a certain step, a green tick will be displayed behind 

the step title. The questions for most elements consist of a yes/no answer, while for some elements 

the user should judge the quality of its satisfaction. For yes/no answers, a critical element will either 

result in a green tick or a red cross (with explanation), while a less critical element can result 

(depending on other elements in a certain step) in both a green tick, orange tick (with explanation), 

or red cross (with explanation). For elements with multiple answers, a fully satisfied element display 

a green tick, a less satisfied element an orange tick with explanation, and an unsatisfied element a 

red tick with explanation. For example: if the user indicates that he has limitedly created a cultural 
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fit, an orange tick with explanation will appear, but if he indicates that he has extensively created a 

cultural fit, a green tick will appear.  

Below in Figure 6.1 and Figure 6.2, an overview with every element satisfied is given of the P-Card 

solution Implementation Tool. Appendix 4 presents a more thorough version that shows the 

consequences of not/less satisfying a step. In addition, the P-Card Implementation tool can be 

viewed online at http://www.student.tue.nl/P/f.h.j.teunissen/start.htm.   

 

 
Figure 6.1 P-Card solution Implementation Tool (Total Satisfaction) - phase 1 to 3 
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Figure 6.2 P-Card solution Implementation Tool (Total Satisfaction) - phase 4 to 6 
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7 Conclusions 
 

This chapter will conclude the thesis.  The thesis pursued to find out how to successfully deal with 

the complexity of the implementation of a P-Card solution: the complexity caused by the type of 

implementation (an implementation of an E-Procurement solution), the managing of an 

implementation and the changes it creates throughout the organization, and other important 

specific tactical/strategic P-Card solution related considerations. This thesis has dealt with the 

complexity of the implementation of a P-Card solution, by studying the subject from both an 

academic and a practical perspective. The academic perspective was achieved via an extensive 

literature study, while the practical perspective was achieved via a P-Card Best Practices study and a 

case study. The extensive literature research on success factors and subsequent definition of success 

factors, will make a scientific contribution in the areas of E-Procurement and success factors. 

Moreover, the frameworks created for both perspectives will make a contribution to the scientific 

community, overlapping multiple areas of research. The solution to deal with the complexity of the 

implementation of a P-Card solution was eventually presented in a P-Card solution Implementation 

Tool. This Tool represents the main objective of the thesis and (research area overlapping) 

contribution to the scientific community, created from the overall knowledge gained in this thesis. 

This P-Card solution Implementation Tool will guide an organization through the implementation 

phases of a P-Card solution. It can also be used to assess an organizations’ appropriateness for the P-

Card solution, or the correctness of a previous/current implementation. Towards the main objective 

a research approach was represented in a main research question, divided in related research 

questions. Since these research questions and their deliverables grasp the main objective of this 

thesis, a feedback to these research questions and their deliverables will be given to present a short 

summary of the thesis. From this feedback, recommendations for the company (of the case), 

practitioners and researchers will be derived. The corresponding limitations of this thesis will be 

presented. Lastly, an epilogue will end this thesis on a personal note. 

Consequently, the structure of this chapter is as follows. In the first section ‘Feedback to 

Research Questions’ the summarizing feedback to the research questions will be presented. In the 

second section ‘Recommendations for Company’ recommendations will be given for the company. In 

the third section ‘Recommendations for Practitioners’ recommendations will be presented for 

practitioners in general. In the fourth section ‘Recommendations for Future Research’ 

recommendations will be made for academic researchers. In the fifth section ‘Limitations’ the 

limitations of this thesis will be described. In the final section ‘Epilogue’ a personal retrospective on 

the creation process of this thesis will be given. 

 

7.1 Feedback to Research Questions 

This section will give a feedback to the research questions and their deliverables to present a short 

summary of the thesis. 

 

Each of the research questions presented in this thesis was answered towards answering the 

following Main Research Question: What are the conditions for a successful implementation of a 

Procurement Card (P-Card) solution and how can these be met? In order to achieve a broad insight 

in how to ensure the success of an implementation, the term ‘conditions’ was taken very loosely. 

Therefore, the ‘conditions’ expressed in this thesis were from all kinds of forms, as long as they had 
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an influence on the chance of an implementation being successful. Consequently, they were 

expressed in steps that should be followed to guarantee a successful implementation, and specific 

attention points (i.e., success factors) that need to be taken into account. The related research 

questions sought out to define these conditions from both an academic and a practical perspective.  

The academic perspective was presented in the creation of a Theoretical Framework. This 

Theoretical Framework showed how to deal with the implementation of a P-Card solution via the 

academic concepts of E-Procurement success factors, a Change Management implementation 

model, and a Business Process Redesign implementation model. If these concepts are not correctly 

applied, theoretically the chance of a failing implementation will increase; a solution could possibly 

not reach its expected benefits, or the implementation of the solution could completely fail. 

The practical perspective was presented in the creation of a Practitioners Framework. This 

Practitioner Framework showed how to deal with the implementation of a P-Card solution via the 

practical concept of Best Practices. If this concept is not correctly applied, experience from 

practitioners has taught us that this could increase the chance of an unsuccessful implementation; 

this will result at best in a delay in project throughput time, at worst in a complete project failure.  

The combination of both this academic and practical perspective was presented in the creation of 

an Integrated Framework. This Integrated Framework showed how to deal with the implementation 

of a P-Card solution from both an academic and a practical perspective. Additionally, this Integrated 

Framework was applied to the analysis of a case study. From this analysis, additional insights could 

be derived from the experiences of the organization ASML. These additional insights were added 

upon the knowledge gained thus far to eventually create the P-Card Implementation Tool, which 

used the Integrated Framework as its main foundation.  

Through these deliverables, all of the research questions were answered, except  

“How should ASML redesign their P-Card project to meet the required conditions?” and 

“What can organizations do to prevent P-Card implementation problems? What are important 

attention points?”, which will both be answered in the remainder of this chapter. 

 

7.2 Recommendations for Company 

This section will present the recommendations for the company, based on the analysis of the case 

and the P-Card Implementation Tool.  

 

Through this section, the following research question will be answered: “How should ASML redesign 

their P-Card project to meet the required conditions?”. For each cause of project failure, it will be 

presented how to remove it and thus meet the required conditions for a successful implementation. 

The main causes of failure, as presented in the ‘Case Study Conclusions’ (section 5.4), will be used as 

a starting point and the P-Card Implementation Tool will be used as a foundation for the 

recommendations. Table 7.1 below shows the causes for project failure and their related 

recommendations. 

 

Causes for project failure Recommendations 

The inadequate training of 

the new project leader. 

Give additional training to the new project leader. 

The skipping of the final 

phase. 

The steps from the final phase should still be executed: 

• The transfer of the responsibilities should be evaluated. It 
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should be ensured that each of the members of the standing 

organization is correctly set up and trained. 

• The P-Card solution and its processes should be reviewed by 

the standing organization. 

• The P-Card solution’s progress should be continuously 

monitored. Ongoing efforts towards making sure that the P-Card 

solution is accepted should be made. If something indicates that 

forces are working against this effort, they should be countered 

immediately. and adequate action should be taking if something 

indicates that  

• The project should be evaluated and a final wrap up session 

should be held; through this wrap up session the recommendations 

presented here should be discussed and used to form future 

expectations of the P-Card solution.  Through this effort, ongoing 

senior management commitment will be assured. 

Insufficient satisfaction of 

the success factor ‘End-

user compliance’ during 

other phases 

Additional effort towards attaining end-user compliance should be 

made. The user analysis (Appendix 2) should be used to learn where 

those efforts are needed. In general, additional communication and 

training will be necessary. A Purchasing portal should be created. A 

design for this purchasing portal has been created (see Appendix 6).  

Other end-user compliance related success factors (‘Supplier 

technological ability’ and ‘Suppliers and contracts consolidation’) will 

be discussed below.  

Insufficient satisfaction of 

the success factor ‘Supplier 

technological ability’ during 

other phases 

Additional effort towards the selection of technologically suitable 

suppliers should be made. For current suppliers it should be assessed 

if the end-users deem them to be suitable enough in collaboration 

with the NPR Procurement department. 

Insufficient satisfaction of 

the success factor 

‘Suppliers and contracts 

consolidation’ during other 

phases 

The selection of additional suppliers should be made without 

maintaining the criterion of selecting only commodities with a low 

value (under €2000). An ASML P-Card Savings Potential Tool (see 

Appendix 3) has been created, to guide ASML in the selection of these 

suppliers. This tool uses a buyer-centered approach; for each buyer 

their specific suppliers will be presented with their suitability for the P-

Card solution based on their cost savings potential. The buyer himself 

should assess the appropriateness related to factors outside its 

financial potential (technological ability, alignment with procurement 

strategy). 

 

No additional measures 

were taken to help the 

change to ‘take’ and thrive 

in a supportive 

environment. 

 

The NPR buyers should be motivated via KPI’s (linked to bonuses)to 

actively connect new suppliers to the P-Card solution, based on usage 

of the ASML P-Card Savings Potential Tool (see Appendix 3). The users 

should be motivated to use the P-Card solution via additional 

promotion of the P-Card solution. 

No rewards were given to 

the project team for their 

progress and commitment. 

 

This cause can unfortunately not be recovered. However, the standing 

organization could be motivated for effort towards the P-Card solution 

by means of KPI’s linked to bonuses, e.g., P-Card usage level or P-Card 

solution turnover. 

Table 7.1 Causes for project failure and their related recommendations 
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7.3 Recommendations for Practitioners 

This section will present the recommendations for practitioners of the implementation of a P-Card 

solution (in general). These recommendations will be based on the P-Card Implementation Tool.  

 

Through this section, the following research question will be answered: “What can organizations do 

to prevent P-Card implementation problems? What are important attention points?“. In order to 

make sure that P-Card implementation problems are prevented, the P-Card Implementation Tool 

presented in this thesis should be used as a guide.  Be prepared for increases in throughput time 

when the P-Card Implementation tool cannot be correctly followed; if too many deviations exist, be 

prepared for project failure. Thus, ensure that the critical steps in the tool are correctly executed, 

while the less critical steps should be correctly executed to minimize project throughput time. 

 

Attention points: 

• Ensure senior management commitment from the start (initiation) of the project. Assign a 

steering committee from the start of the project; make sure that this steering committee is 

able to facilitate driving the change process and thus has extensive resources and 

considerable powers of influence through established organizational networks. Their 

support thus should ensure commitment from the entire organization and prevent 

cancellation of the project through decision of higher management 

•  Work towards end-user compliance from the start of the project. Involve the end-users 

from the start of the project and communicate adequately. 

• Realize the criticality of sound business process redesign for project success.  

• The effort required for a successful implementation of a P-Card solution should not be 

underestimated; if the right amount of resources are not available, do not start an 

implementation of a P-Card solution.   

• The project management skills and effort required to manage an interdepartmental 

endeavor like the implementation of a P-Card solution should not be underestimated. 

• The implementation of a P-Card solution should not be started without sufficient knowledge 

of a P-Card solution (a subject specialist); certain steps (e.g., the integration into the current 

system) require knowledge not easily available. While a bank provides most of the P-Card 

solution, they will not be able to support in most of the implementation steps. 

• Do not hasten through the final phase of the implementation; while it may seem that your 

implementation is already finished via previous phases, the final phase is one of the most 

important phases to ensure acceptance of the P-Card solution. If not correctly executed, 

your implementation project could still fail after all the effort that has already been made. 

 

7.4 Recommendations for Future Research 

This section will present recommendations for future research that could possibly be conducted by 

academic researchers. Firstly, an overview of suggestions for complementary future research will be 

given. Secondly, a hypothesis for future research will be given. 

 

The suggestions for complementary future research are as follows: 

• Additional literature research could be done on related scientific topics, such as innovation 

management and project management to add to the strong theoretical foundation. These 
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additional scientific sources should add even more clarification to the different complexities 

involved in the implementation of a P-Card solution.  

• The appropriateness of the frameworks should be confirmed by additional research. 

• Additional practices (like Best Practices) should be researched from other practitioners and 

compared to the one presented in this thesis. Important deviations should be empirically 

researched to understand which practice will give the highest chance of a successful 

implementation of a P-Card solution. 

• Additional case studies of failed implementations of a P-Card solution should be conducted 

to attain additional insights for the P-Card Implementation Tool and to verify insights found 

in this thesis (e.g., the designation of most important success factors). 

• The P-Card Implementation Tool should be empirically tested. Both in the same, as in 

different industries as the one of ASML (to ascertain its general applicability). The criticality 

of steps should be confirmed by these empirical tests. 

Additionally, this case study has led to an insight that needs to be confirmed via additional 

research. This insight is expressed in the following hypothesis: while each of the success factors can 

contribute to project success, the most important success factors for the implementation of a P-Card 

solution are: ‘Senior management commitment’, ‘End-user compliance’, and ‘Business Process 

Redesign’. The reasoning behind this hypothesis is as follows. 

The success factor ‘Senior management commitment’ was derived to be very important from the 

case study. When satisfying this success factor, the success factors ‘Strategy alignment’ and ‘Cost 

management’ will indirectly be accounted for. Without a good alignment with strategy or cost 

management, the implementation will probably automatically lose senior management 

commitment. On the other hand, if it does not lose senior management commitment, this also 

means that they are less important for project success; the success factors of ‘Strategy alignment’ 

and ‘Cost management’ are mostly only important for project success if senior management also 

finds them to be important.  

The success factor ‘End-user compliance’ is very important throughout the complete 

implementation, as we learned from the case study.  When satisfying this success factor, the success 

factor ‘Supplier technological ability’ will also be indirectly accounted for; if the supplier’s 

technological ability is insufficient, end-user compliance will probably automatically also decrease. 

On the other hand, if end-user compliance does not decrease, this also means that the supplier’s 

technological ability is less important for project success; the success factor ‘Supplier technological 

ability’ is mostly only important for project success if the end-users also find it to be important. 

Additionally, this ‘Supplier technological ability’ success factor could most of the time easily be dealt 

with by replacing non-critical suppliers (almost all of the P-Card solution suppliers). 

The success factor ‘Business Process Redesign’ is very important as derived from the literature 

study. Due to sound BPR in the case study, its importance cannot be confirmed. Nevertheless, its 

presence throughout the Practitioners Framework stresses how important the practitioners also 

deemed it to be. 

The success factors ‘Central control coordination’ and ‘Suppliers and contracts consolidation’ 

should mostly already be covered by the standard procurement strategy. Every organization that has 

a decent procurement strategy, already applies these success factors. If the organization does not 

have a decent procurement strategy, the efficiency and effectiveness of a P-Card solution can be 

doubted. 
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The success factor ‘Governing’ is also important, but is mostly already covered by (legal) business 

regulations. Moreover, it is mostly already integrated in standard E-Procurement solutions. If it is 

not, an organization should be wary of the quality of such a solution. 

The success factors ‘Software integration’, ‘Software selection’ and ‘Spend behavior insight’ are 

also mostly covered by the nature of the P-Card solution. While one of the P-Card solutions main 

characteristics is its possibility for additional financial insight, the possibility for a good integration in 

current systems, which automatically leads to a good insight in spend behavior, is mostly already 

covered by its design. The ‘Software selection’ success factor is still very important, but since the P-

Card solution requires such low IT resources from the organization, it will not be so costly and 

problematic to replace wrongly selected software (as opposed to other kinds of E-Procurement 

solutions). 

All in all, the reasoning behind this hypothesis should be confirmed via additional research. Most 

importantly, the correlation between the success factors should be researched (for the P-Card 

solution). 

 

7.5 Limitations 

This section will present the limitations of this thesis.  

 

The limitations of this research are as follows: 

• Generally, it can be said that most of the concepts presented in this thesis should be verified 

by additional research. While all of the findings have been validated and checked for 

reliability by multiple sources, accidental bias due to other factors (e.g., the environment, 

the subjectivity of the researcher) can never be completely prevented. More specifically, the 

literature study presented in this thesis is based on an extensive literature research, 

nevertheless it is possible that other available literature has been overlooked. Thus, certain 

success factors, change management models, and BPR models could have been overlooked. 

• The concepts presented in the Theoretical Framework were assumed to be fully 

interpretable to the environment of the P-Card solution. While the implementation of a P-

Card solution complies with the characteristics of the scientific movements (E-Procurement 

solution, change management and BPR), it could still be that P-Card solution has some kind 

of additional characteristics which make the scientific movements inappropriate for the P-

Card solution.  

• The creation of both the frameworks without a doubt involved personal bias of the creator. 

For the Theoretical Framework the steps were placed into the common BPR phases, where 

the creator found them to be appropriate. The decision of this appropriateness cannot be 

supported by literature, because it has not been done before. Additionally, the 

interpretation of the Theoretical Framework into the Integrated Framework again involves 

personal bias, because this interpretation has not been done before. All of this should be 

confirmed via additional research. 

• The creation of the success factors was initially based on academic resources which mostly 

had not been empirically tested in the way they should have been or which have not 

properly addressed the methodology behind defining them (see Appendix 7 for a deeper 

discussion on the main contributors). The thesis tried to confirm the most important success 

factors for the implementation of a P-Card solution via the case study of ASML (a failed 

implementation). Nevertheless, there is a possible existence of unverifiable assumptions 
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made in the sources for the success factors, regarding the causal relation to project success. 

Subsequently, it is also assumed that no intermediating or moderating variables are present. 

This assumption, however, could be false; the initial creation of success factors could have 

been biased due to the possibly biased sources. Thus, while the most important success 

factors could possibly be selected based on this original bias, it is possible that they are not 

directly causally related to project success. Furthermore, additional confirmation of the 

causal relation should be made by additional research on failed implementations (as 

presented in the recommendations for future research). 

• The experiences of the consultants that added to the Best Practices have been assumed to 

be reliable after verification by multiple sources. Nevertheless, it could still be that even 

more additional Best Practices sources would have lead to discrepancies. 

• Only one case study was present in this thesis; its findings should be verified via additional 

case studies. The experiences that added insight to the P-Card Implementation Tool, could 

have been specific to the case and thus not generalizable. 

• The P-Card Implementation tool shows the criticality of its steps. While this method 

increases the usefulness of the tool, the allocation of criticality is not entirely scientifically 

correct (the method is explained in Chapter 6). This allocation of criticality still needs 

additional confirmation. Therefore, additional research into the factors behind the 

determination of criticality of each step needs to be performed.  

 

7.6 Epilogue 

This section will present an epilogue. Through this epilogue, the thesis will be ended via a personal 

retrospective on its creation process. 

 

The creation of this thesis has been the most challenging, but also the most rewarding experience of 

my entire life. The most difficult part of the thesis for me was to decide the direction in which I 

wanted to go. Therefore, I spend a lot of energy going into directions that lately were abandoned. 

Nevertheless, from each of these directions I received an intangible gift, which unfortunately cannot 

be directly presented in the other chapters of this thesis; the lessons I learned from the mistakes I 

made, may be the most valuable lessons learned. The most important lesson for me is probably not 

to dive into one direction, without making sure that it is what you really want (or need). Fortunately, 

my first supervisor was able to steer me into the direction I really wanted to go, nevertheless, in the 

future I should be able to do this for myself (thanks to the lessons I learned). Another difficulty of the 

creation process for me, lies in one of my personal characteristics. I happen to be a perfectionist, 

which can be very good for the quality of work, but can unfortunately also result in losing way too 

much time focusing on unnecessary details. Therefore, I spend much time during the creation of this 

thesis on changing/adjusting elements of the thesis which I could have probably better spend on 

other more important tasks. Actually, if my first supervisor had not friendly coerced me into finishing 

my thesis, I could have continued to refine this thesis for at least two more months. Probably most 

of the energy would have been put into elements people would not even notice. Therefore, I think 

for future projects it is important for me to learn when to separate important tasks from the less 

important and to know when to quit. All in all, this creation process has not been as fluently as it 

could have been, but I think I really learned from it and in some level it has not only negatively 

contributed to the thesis, but also increased its overall quality.  
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9 Appendices 
 

Appendix 1: Step-By-Step Analysis of Case 

 

Phase 1: Initiation 

Step 1: ‘Realize the context of a P-Card solution’. ASML surely realized the context of a P-Card 

solution considering its senior manager from the NPR Procurement department previously 

experienced it at another company, where it was used to create a lot of savings for low value/high 

volume products (as mentioned in the case background) 

Step 2: ‘Understand the business expectations and needs for a P-Card solution’. ASML surely 

understood the business expectations and needs, thanks to the analysis done by the consultancy 

firm (Atos Origin); it presented a best- and worst case scenario and defined the benefits/risks from 

the implementation. 

Step 3: ‘Identify and model the current purchasing processes’. The analysis of the consultancy firm 

(Atos Origin) showed insight in the current purchasing processes in great detail. 

Step 4: ‘Define the change initiative’. During this step, ASML hired a consultant for the 

implementation. This consultant made a thorough investigation of every role (strategists, 

implementers, and recipients) and presented it to ASML. The general consensus of the need for 

change came from the ASML’s great dependency on the economic climate; the fluctuations in the 

economic climate also cause its profit margins to fluctuate. Therefore, ASML needed each of its 

departments to continue to decrease their operating costs and the department of NPR Procurement 

was now  increasingly being focused on for further cost saving possibilities. Therefore, while this 

need for change influenced their job security, general consensus of the organizations’ employees on 

their need for change was present. 

 

Phase 2: Diagnosis 

Step 1: ‘Estimate the P-Card solution’s financial impact’. Also covered by the analysis of the 

consultancy firm (Atos Origin) and additionally by the consultant; the consultancy firm made an 

extensive worst- and best case analysis (with payback period) and showed how the current 

purchasing processes looked like in comparison to the P-Card solution’s processes. The consultant 

hired for implementation, made his own analysis and estimation of the expected costs and savings 

(which roughly corresponded with each other). 

Step 2: ‘Evaluate the climate for change’. The organization had past experience with the 

implementations of E-Procurement and those projects all ended successfully. However, the 

bureaucracy of the firm was known to impede fast changes. Implementations like the P-Card 

Solution, which require the consent of many different departments, therefore can be expected to 

take a longer time. Nevertheless, the organization should be ready to cope with the change.  

Step 3: ‘Develop a change plan’. The consultant carefully constructed a change plan which dealt 

with the complexities of the P-Card solution. This change plan eventually received consensus from all 

the involved departments. 

Step 4: ‘Find and cultivate a sponsor’. The sponsor was found in the head of the Procurement 

department (covering both NPR and product-related Procurement departments). This senior 

manager had extensive resources and considerable powers of influence throughout the 
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organization; he surely was suitable as a sponsor. The risk of ‘no project sponsorship’ was therefore 

note applicable at this point. 

  

Phase 3: Design solution 

Step 1: ‘Set up the project’. A project team was assigned roughly in agreement with Error! 

Reference source not found.. The senior manager of the NPR Procurement department was 

appointed as co-project manager, while the consultant acted as both project manager and P-Card 

expert. From each involved department members were selected to fulfill their department’s specific 

role. However, no steering committee was assigned as of this point, but at the end of phase 1. 

Step 2: ‘Validate purchasing policy’.  The purchasing policy was validated and the P-Card solution 

conformed to the purchasing policy. 

Step 3: ‘Define KPI’s’.  KPI’s were defined. 

Step 4: ‘Create description of P-Card processes’. The consultant created an extensive amount of 

documents to describe how the P-Card processes would eventually come to be. 

Step 5: ‘Define Control Framework’. A control framework was created in consultation with the 

Internal Control and Legal departments, which all stakeholders agreed upon. The risk of ‘no 

acceptance of control framework’ was therefore not applicable to ASML.  

Step 6: ‘Analyze spend and transaction numbers’. The Finance department (Accounts Payable) did 

an extensive analysis of the spend and transaction numbers; however, they were given the 

assignment of the consultant to only calculate spend and transaction numbers for commodities 

(items/sercices) with a low value (under €2000). As pointed out in the Best Practices Study (of 

Chapter 3), implementing the P-Card solution only for low value products, could greatly limit its 

(savings) potential.  

Step 7: ‘Define short/long term supplier enroll plan’.  The consultant constructed a supplier enroll 

plan (short/long term) based on the low value/high volume analysis made in the previous step and 

discussed their appropriateness with the buyers (from the NPR Procurement department). 

Step 8: ‘Create communication plan’. The consultant created an extensive communication plan for 

each stakeholder. The effectiveness of this plan (and its communication) will be discussed later on 

(at the communication steps) 

Step 9: ‘Select P-Card issuing bank’. The project team made an analysis together with the Finance 

department, to select between the suitable banks Citibank, Amex, ABN-AMRO. The criteria they 

used can be seen in Appendix 8.3. 

Step 10: ‘Determine method for integration with Enterprise system ´. The IT department was 

competent enough to determine the correct data elements and interface technique. So, thus at this 

point the risk of ‘IT department is unable to participate’ is not applicable. 

Step 11: ‘Design of P-Card Website/link to Purchasing Portal.’ The design of the P-Card website was 

assigned to a competent employee outside of the IT department and approved by the project 

leaders. The employee was competent enough to complete this process. 

Step 12: ‘Define structure of standing organization (and its specific roles)’. The consultant made a 

careful assessment of how the standing organization should pick-up the P-Card project once he was 

finished. 

Step 13: ‘Create the cultural fit for the P-Card solution – making the change last’. At this moment 

the P-Card solution was not implemented in any organization design factors, such as structure, 

measurement systems, reward systems (e.g., create KPI’s for the P-Card solution). Thus, no 

additional measures were taken to help the change to ‘take’ and thrive in a supportive environment. 
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Phase 4: Build solution 

Step 1: ‘Configuration of reporting tool’. The IT department was able to configure the reporting 

tool, thus again, the risk of ‘IT department is unable to participate’ is not applicable at this point. 

Step 2: ‘Create interface to Enterprise system´. The IT department was also able to create the 

interface to the Enterprise system, therefore no external solutions had to be bought, i.e., the risk of 

‘IT department is unable to participate’ is still not applicable at this point. 

Step 3: ‘Create P-Card blueprint’. The bank was able to provide a blueprint due to previous P-Card 

endeavors they had pursued. 

Step 4: ‘Create (on line) training modules’. No (online) training modules were created. Instead, 

instructions were sent via e-mail and shown online on the P-Card website. Additionally, a training 

session was organized. 

Step 5: ‘Build P-Card website’. The employee assigned to the P-Card website was able to build it 

according to its designs.  

Step 6: ‘Create link to Purchasing portal’. This step created some difficulty; as of this moment no 

purchasing portal existed. For each commodity an employee had to go to the specific department 

responsible for it, e.g., if it needed an IT commodity, it had to contact the IT department, if it needed 

to order flowers, it had to contact the NPR Procurement department. Each of these departments, 

however, did present online access to their methods of ordering. 

Step 7: ‘Communication to (potential) users’. The communication plan was executed via e-mail and 

the specific training session. The effectiveness of this execution, however, can be doubted as shown 

in the user analysis (Appendix 2). 

Step 8: ‘Communication to relevant suppliers´. The suppliers were contacted according to the 

communication plan. The effectiveness of this execution, however, can be doubted. There was an 

amount of suppliers that were still confused about the P-Card solution after the communication plan 

was executed. Therefore, each of these suppliers had to be personally contacted by the standing 

organization after the project was transferred to them. This eventually, however, solved any 

miscommunications (but did extend the project throughput time). 

Step 9: ‘Determine roll out plan’. The consultant carefully constructed a roll out plan that was 

authorized by senior management and the related departments. 

Step 10: ‘Perform final test’. A final test was successfully executed; the minimum requirements for 

the P-Card solution to function, were successfully implemented. 

Step 11: ‘Go live’. The go live step of the implementation was successfully entered; as the final test 

already proved, the minimum requirements for the P-Card solution were in place. 

Step 12: ‘Reward the project team for its progress thus far (KPI related) ´. No rewards were given to 

the project team for their progress and commitment. 

 

Phase 5: Roll out and finalize content 

Step 1: ‘Issuance of P-Ccard numbers´. P-Cards were requested for 44 initial P-Card users, based on 

previous estimations of their usage. Only a small amount of employees requested a P-Card on their 

own initiative. 

Step 2: ‘Training reporting tool’. Usage of the reporting tool was already explained in the training 

session, therefore no additional personal coaching was performed. Online instructions were again e-

mailed and available on the P-Card website for reviewing. 
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Step 3: ‘Make contractual agreements with suppliers’. Instead of the buyers, the project leaders 

themselves made the contractual agreements with the suppliers. As mentioned before, while most 

suppliers contractually agreed, still an amount of suppliers were confused and did not contractually 

agree until the moment after they were personally contacted by the standing organization.  

Step 4: ‘Agree connection with envisaged suppliers´. Since the project leaders themselves made the 

contractual agreements, they quickly send a request to the bank for the connections. 

Step 5: ‘Connect agreed suppliers’. The bank was mostly able to connect suppliers within 48 hours 

after request (this also applies to additional requests made by the standing organization after the 

project was finished). 

Step 6: ‘Redesign processes / P-Card website content maintenance’. The P-Card purchasing 

processes were accordingly redesigned by the NPR Procurement department and an appointed 

(competent) buyer took over the maintenance of the P-Card website (to update it with additional 

suppliers/commodities). 

Step 7: ‘Create long term supplier adoption plan’. The consultant provided ASML with a long term 

supplier adoption plan based on his low value/high volume selection criteria. As stated before, this 

could greatly limit the (savings) potential of the P-Card solution. 

Step 8: ‘Set up and train standing organization’. The consultant trained a buyer from the NPR 

department in the P-Card solution to take over his job after the project was finished. However, while 

this buyer had many other responsibilities, many of this training was soon forgotten. Therefore, the 

consultant had to revisit ASML at many occasions to fill in this buyer on the specific details of the P-

Card solution. 

Step 9: ‘Communication to (potential) users’. This communication was again only done via e-mail; 

The effectiveness of this execution, can again be doubted as shown in the user analysis (Appendix 2). 

Step 10: ‘Close monitoring of transactions during initial period´.While no specific problems arose, a 

concerning number of the 44 P-Card users, had a 0% usage of their P-Card in the first months, while 

the total usage number was rather low. However, considering the implementation of P-Card was 

only just finished, no reasons for real concerns were necessary at this moment. Moreover, the usage 

level will be further elaborated on in the user satisfaction analysis. 

 

Phase 6: Handover to standing organization 

Due to a new low in the economic climate, ASML’s profits suffered even more. Therefore, the needs 

for extreme cutbacks were a necessity. The highest ranks of management therefore forced all 

departments to relieve their external employees (if possible). Consequently, the consultant was 

forced to leave the P-Card project before it had actually finished. Moreover, as stated before, the 

newly elected project manager was sunk in other responsibilities. When it came to be that he was to 

replace the consultant in a much earlier stage, he was mostly too unprepared and under capacitated 

for his role.  All in all, Phase 6 was mostly skipped, but some elaborations on the specific steps will be 

made nonetheless. 

Step 1: ‘Transfer of responsibilities to standing organization’. As explained, this step was not 

successfully done. 

Step 2: ‘Continued procurement processes redesign / website content adjustments. (Review these 

new processes regularly).’ Since the NPR Procurement department was in charge of this step, they 

did execute the necessary adjustments to the processes/website. These new processes, however, 

were not reviewed by the project manager(s). 
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Step 3: ‘Keep monitoring progress of the P-Card solution’. This step was not successfully done, and 

only after almost a year later, was the progress of the P-Card solution again assessed (which 

eventually led to the case). 

Step 4: ‘Evaluation of the project’. This step was also skipped. 

Step 5: ‘Discharge of project team / steering committee and wrap up’. This step was executed 

before the actual start of phase 6. 
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Appendix 2: User Analysis 

 

Appendix 2.1: Results 

To gain a deeper insight in the users of the P-Card and their influences on the steps and (mostly) the 

success factors, they will be analyzed. Firstly, their general usage level and satisfaction will be 

measured. Secondly, a more in-depth analysis of these subjects will be done. Thirdly, an analysis of 

the effectiveness of the communication to the users will be made, to have a better insight in that 

category. 

 

In order to be able to define user satisfaction levels a questionnaire was held (see Appendix 2.2). 

During the questionnaire the P-Card had 44 ‘users’. These ‘users’ are employees that were 

appointed to use the P-Card (mostly 1 tot 3 months ago). All of the P-Card holders were asked to fill 

in the questionnaire and eventually 23 of them responded (a response rate of 52%). Firstly, the 

questionnaire asked each P-Card user if they had ever used the P-Card and to estimate their 

expected actual annual P-Card usage. The expected annual usage is shown below in Table 9.1. 

 

 

                                                             Rating 

Subject 

0 times 
1 to 3 

times 

4 to 10 

times 

10 or 

more 

times 

Estimation of P-Card usage 

(population: 23) 
26% 61% 4% 9% 

Table 9.1 Estimation of annual P-Card usage 

 

Table 9.1 clearly shows that almost 26% of the total population expected to never even used the P-

Card; this happened to be all of the ‘users’ who also never had used the P-Card up to now.  It also 

shows that most of the users only expect to use it very occasionally. Secondly, the users were asked 

to rate their general satisfaction with the P-Card solution. To achieve reliable results, only the ones 

actually using the P-Card system will be considered. The results are shown below in Table 9.2. 

 

 

                                                             Rating 

Subject 

Totally 

Unsatisfied 
Unsatisfied Neutral Satisfied 

More than 

satisfied 

General satisfaction (population: 17) 
6% 12% 17% 47% 18% 

Table 9.2 General satisfaction 

 

From the general satisfaction analysis, it could be concluded that while most of the users are 

satisfied, there was still a large portion of the users (36%) that were not satisfied. 

 A deeper analysis for the reasons behind the low usage number and dissatisfaction, was done 

through additional questions in the questionnaire (see Appendix 2.2) and complementary 

interviews. To achieve reliable results, the interviewees were each randomly selected from a group 

of users which filled in the same reasons for dissatisfaction on the questionnaire (thereby each 

different possible reason for dissatisfaction was researched). 
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Reasons for low usage level 

The P-Card users that felt they were using the P-Card very little, stated the following main reasons: 

• No need for the P-Card yet (possibly because supplier does not yet use P-Card?) (6 

holders, or 26%).  

• I don’t make a lot of purchases (3 holders, or 13%) 

• Too little suppliers use P-Card (9 holders, or 39%).  

 

Reasons for medium to high usage level 

The P-Card users that felt they were using the P-Card on an average basis or more, stated the 

following main reasons: 

• The order process is quicker than with the former method (3 holders, or 13%). 

• The P-Card order process is less ambiguous than the former method (2 holders, or 

9%). 

 

The most important conclusion from this analysis is that more suppliers need to be added to the P-

Card in order to increase the usage level and the people that do use the P-Card feel that the ordering 

process has improved over the former method. 

 

Reasons for low satisfaction 

The P-Card users that experienced a low satisfaction level, stated the following main reasons: 

• Lack of communication; many of the unsatisfied users felt that they were not 

sufficiently informed of the Procurement Card and its procedures. 

• The ambiguity of the P-Card order procedure of the suppliers itself; the order 

procedure of the P-Card exists of both a part within the system boundaries of ASML and one 

within that of the supplier. While the order procedure of the P-Card system within ASML is 

very comprehensible, each supplier has its own unique order procedure and this sometimes 

lead to confusion. 

 

In order to have more details on the effectiveness of the communication, different aspects of the P-

Card that the users have to deal with have been analyzed. Firstly, they were asked to rate how well 

they felt to be generally informed about the P-Card solution. Secondly, they were asked to rate how 

well they felt to be informed about the P-Card application process (the ability to request a P-Card).  

Thirdly, they were asked to rate how well they understood the P-Card reporting tool. Lastly, they 

were asked to rate how well they understood the P-Card order procedure. The results of these 

questions are shown in Table 9.3. 

 

 

                                                           Rating 

Subject 

Totally 

Unclear 
Unclear Neutral Clear 

More than 

Clear 

General information on P-Card 

(population: 23) 
8% 9% 9% 65% 9% 

P-Card application process 

(population: 23) 8% 9% 26% 48% 9% 

P-Card reporting tool (population: 20; 

3 never used the website) 
10% 5% 20% 55% 10% 
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P-Card order procedure (population: 

17; 6 never ordered with P-Card) 
6% 12% 17% 53% 12% 

Table 9.3 Effectiveness of communication 

 

Each of the subjects and their respective analysis will now be shortly discussed. 

Information on P-Card application process 

From this analysis it can be concluded that most of the P-Card holders were sufficiently informed on 

the P-Card application process, while some miscommunication prevented the complete target group 

to be effectively informed. Nonetheless, some individual cases felt so badly informed that they 

expressed themselves with frustration.  

Clearity P-Card application process 

This analysis (and written comments for holders) shows that especially at the start of the project 

there was a lot of ambiguity about the P-Card application process. A clear lack of communication 

was therefore present at the start of the project launch.  

Clearity P-Card website 

Once more from this analysis (and especially the written comments of the holders), it can be 

concluded that the P-Card holders who found the website to be unclear, mainly found this due to a 

lack of communication to instruct them about the website procedure. 

Clearity P-Card order procedure  

Again from this analysis (and the P-Card holders’ comments) it could be concluded that a lot of P-

Card holders have problems with the ambiguity of the P-Card order procedure of the suppliers itself; 

a lot of communication with the supplier is sometimes necessary (and the P-Card should prevent 

this). The other P-Card holders have fewer problems with the procedure, but this could also be 

related to the (minimum) amount of different suppliers they have to deal with. 

 

General conclusion users 

• Lack of communication; while the largest part of P-Card holders are satisfied with 

the information they received and the usage of the P-Card, there are still cases who clearly 

needed to be better informed.  

• More P-Card suppliers are needed; too increase the level of P-Card usage more 

suppliers will have to be added. 

• The ambiguity of the P-Card order procedure of the suppliers itself; each supplier 

has its own unique order procedure and this sometimes lead to confusion, especially when 

one P-Card holders needs to purchase from a lot of different suppliers. 

• Lack of process control; some P-Card holders confirmed the lack of control and 

suggested that the control function still needed a lot of improvement (at the moment not 

enough holders/controllers/ supervisors perform their control function). 

 

 

 

Appendix 2.2: Questionnaire 

The questionnaire was executed in a Dutch organization, therefore the questions were posed in 

Dutch. 

 

Beste P-card eigenaar, 

Sinds enige tijd ben je in het bezit van P-card en heb je in meer of mindere mate kunnen wennen 

aan het gebruik ervan. Omdat het een nieuwe toepassing betreft, zijn we benieuwd naar jouw 
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ervaringen tot nu toe. Als er puntjes voor verbetering zijn willen we graag onderzoeken wat de 

mogelijkheden zijn om het gebruik van P-card zo nuttig en prettig mogelijk voor je te maken. Wil 

je daarom meewerken aan de mini-enquête en deze uiterlijk 13 Mei ingevuld terugsturen? 

 

Naam:.................................................................(mag anoniem, maar liefst niet!) 

Jouw P-card profiel:...................................................................... 

 

Maak het vakje van je keuze rood (□) 

 

1. Hoelang heb je de P-card al in je bezit: 

□ Minder dan 1 maand 

□ 1 – 3 maanden 

□ Meer dan 3 maanden 

 

 

2. Schatting huidige gebruik P-card per maand: 

□ 0 keer  

□ 1-3 keer  

□ 4-10 keer 

□ 10 of meer keren � geschatte aantal: ..... 

 

3a. (Indien van toepassing) Ik maak weinig gebruik van de P-card omdat: 

□ De bestelprocedure niet duidelijk is 

□ De P-card bestelling omslachtiger is dan de voorgaande manier van bestellen 

□ Niet voldoende producten/ diensten via de P-card te bestellen zijn 

□ Andere reden, namelijk:.................................................................. 
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3b. (Indien van toepassing) Ik maak veel gebruik van de P-card omdat: 

□ Het bestelproces sneller verloopt dan bij de voorgaande manier van bestellen 

□ De P-card bestelling minder omslachtig is dan de voorgaande manier van bestellen 

□ Veel producten/ diensten via de P-card te bestellen zijn 

□ Andere reden, namelijk:................................................................... 

 

Geef bij onderstaande vragen aan:     

1= Helemaal Oneens      2= Oneens       3= Neutraal        4= Mee Eens       5= Helemaal Mee 

Eens 

P-card voorlichting  

Ik ben voldoende voorgelicht over de P-card  □1 □2 □3 □4 □5 

De P-card aanvraagprocedure was duidelijk 

adadadada 
□1 □2 □3 □4 □5 

Toelichting/ opmerking: 

 

................................................................................................................................... 

 

 

P-card gebruik 

 

De P-card reporting tool is duidelijk □1 □2 □3 □4 □5 

Toelichting/opmerking:  

................................................................................................................................... 

De P-card bestelprocedure is duidelijk □1 □2 □3 □4 □5 

Toelichting/opmerking:  

 

................................................................................................................................... 
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Ik ben tevreden over het bestellen met de P-card □1 □2 □3 □4 □5 

Toelichting/opmerking:  

 

................................................................................................................................... 

 

 

Heb je nog overige suggesties met betrekking tot P-card? 

.........................................................................................................................................

............... 

 

.........................................................................................................................................

............... 

 

 

Dankjewel voor je medewerking! 
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Appendix 3: P-Card Savings Potential ASML 

 
ASML Explanation of P-Card Savings Potential Tool (in Dutch) 

 

De belangrijkste kolommen zijn de SP kolommen (SP staat voor ‘Savings Potential’). Deze kolommen 

tonen de potentiële besparing, op proceskosten volgens de Atos Origin case en uitgaand van de 

financiële gegevens van 2008, indien alle facturen met een maximum waarde van 2500, 5000, 

10.000 of 20.000 overgaan op P-card.  

 

Zie bijvoorbeeld SP ≤ 2500 kolom: hierin wordt dus weergegeven welke besparing er per vendor 

bereikt kan worden indien alle facturen met een waarde onder 2500 euro over gaan op P-card. N.B. 

dit betekent dus niet dat een bepaalde vendor geen facturen met een waarde boven de 2500 euro 

kan hebben, maar er wordt er dan dus simpelweg vanuit gegaan dat een factuur met een waarde 

boven 2500 euro geen gebruik maakt van P-card en gewoon via een PO gaat. Om meer details te 

krijgen over welke waarden de facturen dan wel daadwerkelijk hebben zijn er de overige kolommen 

(met gegevens over gemiddelden, percentages van het aantal facturen onder bepaalde waarden, 

etc.). 

 

De scenario’s komen dan dus als volgt aan bod: 

 

Scenario 1: alle potentiële vendors met facturen onder 2500 euro. 

Nadat de juiste ‘Buyer Code’ is geselecteerd, sorteer kolom ‘SP ≤ 2500’ afnemend (descending).  

 

Scenario 2: alle potentiële vendors met facturen onder 5000 euro. 

Nadat de juiste ‘Buyer Code’ is geselecteerd, sorteer kolom ‘SP ≤ 5000’ afnemend (descending).  

 

Scenario 3: Alle potentiële vendors met een hoog aantal facturen.  

Nadat de juiste ‘Buyer Code’ is geselecteerd, sorteer kolom ‘Total SP Process Costs (EUR)’ afnemend 

(descending); hierdoor wordt er dus puur gekeken naar het aantal facturen, losstaand van de 

mogelijke hoge waarden. 

 

Overige scenarios  

Er kan ook nog gekeken worden naar facturen met een waarde tot maximaal EUR 10.000 of EUR 

20.000 via sorteren (afnemend) van de kolommen SP ≤ 10000 en SP ≤ 20000. 
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P-card Supply Base ASML Analysis Method for 2008 created by Ferdi Teunissen 

 

SAP 

FBL1N  

Layout: /AP CashFlow; Type: All; Line Item Selection: All Items; Posting Date: 01/01/2008 – 

15/02/2009 

 

Vendor Accounts: Multiple Selection of all the vendor(s) (codes) from NPR Workbench with a NL 

spend > 0. 

 

Copy data to Excel in multiple parts (6 parts for 2008) to stay below Excel file size limit. 

 

 

Excel 

 

1. Delete all rows with Doc Type not equal to KA, KG, KR or RE (these Doc types are 

invoices). 

2. Delete all rows with doc. date beyond 01.01.2008 – 31.12.2008 

3. Delete all the other unnecessary columns as shown in ‘All Invoices Vendors Final 

Cleaned Overview.xls’ 

4. Use formulas from ‘All Invoices Vendors Final Cleaned Overview.xls’ and ‘All Invoices 

Vendors Final Cleaned Overview V2.xls’ to calculate needed numbers. 

5. When all numbers for the different vendors have been calculated, the full list of 

invoices is no longer needed and only an overview of the vendors is needed. Use Data – 

Filter – Advanced Filter and select “Unique Records Only” to keep only 1 row for every 

vendor. Copy the filtered data to a new Excel document. 

6. Use NPR Workbench file to connect Vendor Codes with Vendor Names and Buyer 

Codes. 

7. Use ‘P-card SP Vendor Overview.xls’ as a guide for the layout and final numbers. 

 

 

N.B. To calculate the formulas a fast CPU is needed (due to the very large amount of records)! 
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The ASML P-Card Savings Potential tool created by Ferdi Teunissen 
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Usage of the tool: 
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Appendix 4: P-Card Implementation Tool (Complete) 

 

This appendix presents the tool with every element unsatisfied or not fully satisfied. Thereby, the 

consequences of not/less satisfying a step are shown, and the complete tool can be viewed. 
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Step 12 from phase 3 has an additional answer: 
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Step 1 from phase 5 has an additional answer: 
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Appendix 5: Success Factors in P-Card Solution Implementation Tool 

 

In this appendix, it is shown how the success factors are satisfied in the P-Card solution 

Implementation Tool. Additionally, the steps are colored according to the involved departments 

(according to Table 3.1). 
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Appendix 6: The Creation of a Purchasing Portal 

 

This appendix shows the Purchasing Portal created for ASML to increase user-friendliness. 
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Appendix 7: Discussion of Main Contributors for the Success Factors 

 

For pragmatic reasons, only the work of the main contributors will now be more deeply discussed. 

Rajkumar (2001) wrote an article, in which he reviews the technologies for E-Procurement, 

discusses the key success factors for implementing them, presents a life cycle for implementing E-

Procurement, and outlines the steps needed for implementing MRO goods. The success factors are 

claimed to be key and thus critical for success. Rajkumar (2001) is a respected author and (his article) 

is cited by many. Nevertheless, in his article he never explains how and where from these factors 

were deduced. It seems probable that he formulated the factors based on his own academic 

knowledge or experience. This of course, is surely not enough to prove the reliability of his success 

factors. Therefore, Rajkumar’s factors need more complementary sources to be considered even 

slightly reliable. 

Puschmann and Alt (2005) conducted a benchmark study to gain insight in how European and 

North American companies successfully used and introduced E-Procurement Solutions and which 

critical factors led to their success. The aim of the benchmark study was to select the most 

successful practitioners of E-Procurement; objects of comparison and criteria were defined by a 

team of purchasing specialists and information management experts from a university. Next, the 

benchmark study was conducted through a questionnaire, which was send to 120 potential 

successful practice companies from different industries. From the questionnaire results and some 

additional phone interviews, eventually the 5 companies which were deemed the most successful 

practitioners of E-Procurement were selected. These 5 companies were analyzed in more detail; 

from this analysis their set of generalized success factors was defined. This automatically leads to 

one of the most important limitations of their study: the definition of their success factors was 

eventually based on an analysis of only 5 companies. Moreover, all analyzed solutions emphasized 

on different parts of the purchasing process. Consequently, each of the defined success factors was 

actually only based on one company’s success. Earlier in this chapter a success factor was defined as 

a factor which influences the chance of a successful implementation. Therefore, in order to be sure 

that the factors defined by Puschmann and Alt (2005) are indeed actual success factors, a 

comparison should have been made to a company with ‘less’ success due to not complying with a 

certain success factor. As this was not the case, the success factors presented by Puschmann and Alt 

(2005) are certainly an interesting starting point, but the research on which they were based is 

surely not enough to prove them to be true E-Procurement success factors.  

Angeles and Nath (2007) conducted a literature and questionnaire study to pursue the 

understanding of current business-to-business E-Procurement practices, by describing the success 

factors and challenges to its implementation in the corporate setting. The authors firstly created an 

initial conceptual list of success factors based upon a literature review. Secondly, via input of E-

Procurement executives, they transformed this list into a questionnaire; they worded each factor so 

that it could be rated in terms of criticality. This eventually resulted in 185 usable questionnaires 

from a random sample of procurement managers and professionals listed in the roster of the 

Institute for Supply Management and the Council of Logistics Management.  Thirdly, they conducted 

a factor analysis to come up with their six success factors. The limitations of this research are mostly 

caused by the research method, the questionnaire. The questionnaire measures the opinion of the 

managers/professionals, instead of the actual relation to ‘success’ (of course a good measure for 

success should also be chosen). Like Puschmann and Alt (2005), to measure the true relation of a 

certain factor to ‘success’, a comparison should have been made between a successful company and 
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a company with less ‘success’ due to (not) complying with a certain success factor. All in all, it can be 

concluded that while the research from Angeles and Nath (2007) surely gives a nice contribution, 

their success factors cannot be considered accurate as long as the required empirical testing 

(comparison to a less successful company) has not been executed. 

Hope-Ross, Luebbers, Purchase and Reily (2000) are consultants and researchers for the Gartner 

Group. Together they wrote an article on E-Procurement, in which they covered its characteristics 

and potential advantages, but more importantly: its potential pitfalls. The potential pitfalls they 

describe come forward from years of experience with E-Procurement solution projects and data 

analysis. Because these potential pitfalls could eventually lead to a failed implementation, the 

method of preventing them could surely account as factors necessary for success. In their article 

they present their reasoning about these potential pitfalls, but the proof for their reasoning comes 

forward from their years of experience in E-Procurement solutions projects and the extensive data 

analyses from the Gartner Group. The trustworthiness of their contribution could of course be 

doubted while no repeatable methodology for their statements is presented in the article. However, 

since their article could damage the highly esteemed reputation of the Gartner Group, its permission 

for publishing could indicate that sound research was conducted. Nevertheless, additional empirical 

research would be needed to remove all doubts. 

Kanakamedala, Ramsdell, and Roche (2003) are McKinsey consultants and researchers, who 

wrote an article for the paper McKinsey Quartely. In their article they wrote about the potential of E-

Procurement solutions and how to unlock this potential. The methods for the ‘unlocking’ of these 

potentials could be regarded as success factors.  They conducted their research via interviews with 

purchasing, finance, IT, and business-unit managers at more than 40 companies as well as an 

analysis of their quantitative purchasing data. Additionally, they drew on their own experience in 

helping clients with purchasing and IT issues. In their research they carefully compared successful 

and unsuccessful ventures in the business practices they pursued, related to the implementation of 

a new E-Procurement solution. In addition, they even quantified most of their findings. Therefore, 

while they did not explicitly name them success factors, their research is one of the few that actually 

has empirical proof for their statements and thus makes a valuable contribution to the defining of 

true E-Procurement success factors. 

Viehland (2000) wrote an article supported by mini-case studies to define the six most important 

critical factors for developing an E-Business strategy. Viehland (2000) classifies E-Procurement as an 

E-Business application. The author first defines E-Business and places it in an historical context with 

its evolution through the electronic commerce concept. Next he presents their six critical success 

factors, defined as factors that are considered critical to the success of the e-business strategy. The 

author claims, that a successful performance in the area presented by the critical success factor, will 

assure the success of the strategy and the attainment of the organization's goals.  Each of the critical 

success factors is then explained and the reasoning (of the author himself) behind them is revealed; 

some of the reasoning is supported by academic sources, but only few. Mini-case studies are 

presented to illustrate the application of the critical success factors in real businesses. Most of these 

mini-case studies consist of simple examples of success stories, but one mini-case study more 

appropriately compares a company that ‘failed’ to one that ‘succeeded’ due to neglecting/complying 

to the success factor. In conclusion, while the author sometimes makes somewhat of an effort to 

supports his claims, he unfortunately mostly does not. 

Attaran and Attaran (2002) wrote an article that discusses current trends in E-Procurement. The 

main focus of the article is therefore not on any success factor. The trends they discuss are either 
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based on research done by others or based on the authors’ own academic knowledge. Since the 

main focus of the article is not on any success factor, they are not explicitly mentioned. However, 

the authors do bring attention to certain ‘implementation issues’ which could be regarded as success 

factors. Moreover, their ‘implementation issues’ are cited by many other authors. Nonetheless, like 

the other authors, none of their ‘success factors’ are accompanied by (empirical) proof; therefore 

the success factors can again only be accepted on a conceptual basis. 
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Appendix 8: Examples 

 

Appendix 8.1: P-card Control Framework 

 

1. Definitions 

 

P-card is a special credit card with following characteristics: 

- It is a personal card, registered on the name of a company employee 

- The expenses made with the card are charged to a bank account of the 

   company 

- Spend limits can be set per card, per transaction and/or per month 

- Suppliers and supplier categories can be blocked per card 

- The card statements provide line item detail and VAT evidence (Level 3) 

- The card optionally may be configured to additionally support Level 1 

   (same data as regular credit cards, providing no line item detail; no VAT 

   evidence).  

 - Dependant on the chosen set up, the card may a physical plastic card or  

   virtual card, i.e. a card number. 

 

 

A P-card  procurement channel is a Requisition-to-Pay process with following characteristics: 

 - Commodity and vendor selection done by requisitioner 

- No prior monetary approval by a superior (budget holder) 

  - No commodity approval (in-process) of purchasing dpt. 

- No PO issued; No invoice received 

- Settlement by means of a credit card with Level 3 capability 

- Additional requirements / limitations as defined in the P-card policy, 

  (document ‘’P-card policy version 5’’) 

The P-card procurement channel processes are defined in document “P-card process flows AAB” 

and form the basis for this Control Framework. 

 

 

2. Objective 

 

The P-card procurement channel is introduced to provide selected cardholders a simple and fast 

means for ordering low value spend items and services. At the same time, the company will be 

benefit from lower workflow cost associated with the simplified Requisition-to-Pay (compared to the 

traditional workflow). The P-card procurement channel will improve compliance to the purchasing 

policy and will improve spend transparency and spend audit. Improved compliance and transparency 

enable more accurate assessment of outstanding financial commitments. 

 

 

3. Risks and Controls 

The following control risk areas are distinguished and described in the following sections: 

 



129 

 

- Controls on card-issuance 

- Controls on usage 

- Controls on termination  

- Controls on system & process 

 

 

3.1 Controls on card-issuance 

 

 

Risk identified 

3.1.1. 

Cards being issued to not authorized persons 

Acceptance Level Not acceptable 

Controls 1. Application forms must to be countersigned by responsible 

supervisor and controller sector. 

2. P-card administrator confirms receipt of application form to 

supervisor with cc to applicant and controller. 

3. The bank will accept applications exclusively from the P-card 

administrator. Only hard copy applications are accepted. 

4. On quarterly basis the system administrator sends an overview of 

all active users to the respective supervisors/ controllers . The 

supervisor has the obligation to act on errors in this list and 

inform the system administrator immediately, who can take the 

appropriate action. 

 

 

Risk identified 

3.1.2 

P-card sent to wrong addressee 

Acceptance Level Not acceptable 

Controls 1. The card will be sent in inactive mode to user. P-card has to be 

activated by requestor. Requestor identifies himself by 

confirmation of code indicated on application form. If match is 

negative the card remains inactive 

 

 

Risk identified 

3.1.3 

On the application form a higher than allowed spend limit is requested 

Acceptance Level Not acceptable 

Controls 1. Amounts are preprinted on form.  

2. All forms are sent to P-card administrator who checks on 

maximum spend limits prior to sending application form to the 

issuing bank. 

 

 

Risk identified 

3.1.4 

Exit procedure (upon labour contract termination) is not updated.  

Acceptance Level Not acceptable 

Controls 1. During the Build phase of the implementation project, HR will be 

instructed to updated the Exit procedure. 

2. On quarterly basis the system administrator sends an overview of 
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all active users to the respective supervisors/ controllers. The 

supervisor has the obligation to act on errors in this list and 

inform the system administrator immediately, who can take the 

appropriate action. 

 

 

 

 

 

3.2 Controls on P-card usage 

 

Risk identified 

3.2.1 

Inappropriate use (private spend). 

 

Acceptance Level Not acceptable. 

Controls 1. User has to sign an ‘Acknowledgement of Responsibilitities 

doucument’ for Card holders (see below), in which user 

acknowledges the consequences (up to dismissal) 

2. Supervisor has to sign an ‘Acknowledgement of Responsibilities’ 

document for supervisors (see: ……….). 

3. User has the obligation to confirm all transactions in the report 

tool. On a monthly basis, the P-card administrator runs a report in 

the reporting tool showing all non-compliances with mentioned 

obligation and informs the respective supervisors accordingly. 

4. The supervisor has the obligation to run on quarterly???? basis a 

spend report in the reporting tool showing transactions by user. 

The supervisor will be informed of the new import of transactions 

every month. 

5. Controller will run report quarterly sector wide. 

 

 

 

Risk identified 

3.2.2 

Inappropriate use (business spend – exceeding limits). 

 

Acceptance Level Not acceptable. 

Controls 1. Each transaction is checked prior to purchase against two spend 

limits set per card: a limit per transaction and a limit per month. 

2. Every month P-card administrator will perform a check via the 

reporting tool whether the monthly limits are adhered to.  

 

 

Risk identified 

3.2.3 

Inappropriate use (business spend – non compliance). 

 

Acceptance Level Conditionally acceptable 

Controls 1. The card has been blocked for certain Merchant Category Codes 

(MCC’S). 

2. The Pcard administrator will send monthly report on spend above 

1000 EUR to the responsible supervisor of the Pcard holder. 

3. On random basis non compliance will be addressed by the 
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Purchasing department through the superiors of the Pcard holder.  

4. Some specific category cards are used (IT hardware/ software) 

 

 

Risk identified 

3.2.4 

VAT reclaim missed in case of Level 1 spend without tax receipt. 

Acceptance Level Conditionally acceptable. 

Controls 1. The P-card administrator makes monthly report on Level 1 spend 

without evidence.  

2. For non-frequent, low value transactions, the potential loss is 

irrelevant, and therefore not a risk. 

 

 

Risk identified 

3.2.5 

VAT reclaimed for Level 1 transaction, but availability of evidence 

erroneously indicated in the reporting tool or expense report (with 

attached receipt) lost. 

Acceptance Level Not acceptable 

Controls Enterprise controller reconciles all incoming documents against the 

statements in the reporting tool and takes appropriate action. 

 

 

Risk identified 

3.2.6 

Card useable for all suppliers accepting credit cards leading to non 

compliance of the selected supplier list 

Acceptance Level Conditionally acceptable 

Controls 1. See risk identified 3.2.1 

2. Spend categories excluded 

 

 

Risk identified 

3.2.7 

Card useable for all suppliers accepting credit cards leading to missing 

automatic VAT reclaim 

Acceptance Level Conditionally acceptable 

Controls Only a risk if this happens frequently of in case VAT evidence is lost. 

This risk is mitigated with controls described in 3.2.4. 

 

 

Risk identified  

3.2.8 

P-card number deployed to other person or other person starts to use 

P-card without P-card holder noticing. 

Acceptance Level Strictly forbidden. Cardholder agreement term 3. 

Controls 1. Abuse visible for cardholder through reporting tool. Cardholder 

starts “dispute transaction” procedure in reporting tool. Repeated 

abuse must be reported to the P-card administrator via the 

‘stolen card procedure’. 

 

 

Risk identified  Pcard deployed to a non-payroll employee 
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3.2.9 

Acceptance Level Conditionally acceptable 

Controls 1. Supervisor responsible to audit spend 

2. NO P-card TO NON-PAYROLL 

 

 

Risk identified 

3.2.10 

P-card holder can spend without prior approval. 

Acceptance Level Not acceptable. 

Controls 1. No card application form will be forwarded to the issuing bank, 

without supervisor approval. Herewith every transaction within 

the defined spend limits is authorized by the supervisor upfront. 

See 3.2.2.  

2. Each individual transaction is captured by the reporting tool and 

subjected to mandatory control checks by supervisor and 

controller.  

 

 

Risk identified 

3.2.11 

Merchant charges other than agreed tariff, or charges without 

delivery. 

Acceptance Level Not acceptable. 

Controls 1. Abuse visible for cardholder through reporting tool. Cardholder 

starts “dispute transaction” procedure. Repeated abuse must be 

reported to the P-card administrator and bank to ear mark 

merchant as blocked. 

 

 

Risk identified 

3.2.12 

Invoice issued for VAT reclaim purposes only (level 1), is erroneously 

treated by Account Payable as to paid invoice. 

Acceptance Level Not acceptable. 

Controls 1. User creates expense report in the reporing tool after having 

confirmed the expense. 

2. Invoices will be accompanied by expense report when sent to the 

enterprise controller. 

 

 

 

3.3 Controls on termination 

 

 

Risk identified 

3.3.1 

P-cards used after termination of labour contract 

Acceptance Level Not acceptable 

Controls 1. P-card withdrawal part of HRM exit procedure (see 3.1.4) 

2. On quarterly basis the system administrator sends an overview of 

all active users to the respective supervisors. The supervisor has 

the obligation to act on errors in this list and inform the system 
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administrator immediately, who can take the appropriate action. 

 

 

Risk identified 

2.3.2 

Pcard user moves internally, card used for account of wrong 

department. 

Acceptance Level Conditionally acceptable 

Controls Supervisor informs P-card administrator. 

Depending on the situation, the card will be either be withdrawn or 

connected to a new cost center. The supervisor of new cost center will 

need to sign. 

 

 

 

 

3.4 Controls on systems and procedures 

 

Risk identified 

3.4.1 

Pcards used after termination of labour contract 

Acceptance Level Not acceptable 

Controls 1.    P-card withdrawal part of HRM exit procedure (see 3.1.4) 

2.    On quarterly basis the system administrator sends an overview of 

all active users to the respective supervisors. The supervisor has the 

obligation to act on errors in this list and inform the system administrator 

immediately, who can take the appropriate action. 

 

 

 

Risk identified 

3.4.2 

Direct Debit from issuing bank is intercepted and manipulated. 

Acceptance Level Not acceptable 

Controls Monthly reconciliation by the Enterprise Controller on Direct Debit 

amount and sum of transaction details. 

 

 

 

Risk identified 

3.4.3 

Invoice data is not captured in SAP (or any other accounting system). 

Acceptance Level Acceptable 

Controls Invoices have been eliminated from the process on purpose. A/P is 

outsourced (for free) to the card issuing bank. Nevertheless each 

transaction is captured with all details in the reporting tool, which makes 

it possible to audit all spend at any time (also historical data). 
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Risk identified 

3.4.4 

Card details are stolen from the reporting tool for misuse 

Acceptance Level Not acceptable 

Controls 1. No screens or reports show the full card number 

2. In case the details are stolen electronically, there are two 

controls. 

• The 3-digit (CVC) code: not stored in ProMaster 

• The expiry date  

 

 

Risk identified 

2.4.6 

Supervisor can’t perform checks as described in this control framework 

Acceptance Level Not acceptable 

Controls The P-card administrator registers in the reporting tool the relevant 

supervisor to the P-card holder upon application of the latter. 
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P-card holder Acknowledgement of Responsibilities 

 

Participation in the Purchasing Card (P-card) program brings upon you certain responsibilities. Even 

if the P-card is in your name, it remains The company’s property and must be used in an appropriate 

manner. By accepting and /or using the P-card, you confirm that you are familiar with the The 

Company’s P-card Policy and The instructions For Use and that you agree to abide them. 

The Company’s P-card Policy and The Instructions For Use can be found on the P-card web site and 

may change from time to time. 

  

In particular, following obligations and responsibilities apply to the use of the P-card: 

1. Within the boundaries of the The Company’s P-card Policy, the P-card holder is allowed to 

use the P-card to purchase goods and services on behalf of The Company in the course of 

his/her work. The Company may withdraw a P-card at any time. Possession of a P-card is not 

an entitlement, nor is it related to a particular grade or position. 

2. The P-card holder will only use the P-card for making purchases on behalf of The Company 

and will not use the P-card for purchases for personal use.. 

3. The P-card may only be used for purchases which satisfy a reasonable business requirement, 

in line with The Company’s code of conduct. 

4. The P-card is a personal card. The P-card holder is the only person who may use the P-card 

and is responsible for the expenses made with the P-card. The P-card holder will keep the P-

card in a secure location and will not put the card at the disposal of others. 

5. Inappropriate use of the P-card may lead to disciplinary actions, possibly even to dismissal of 

the P-card holder. 

6. All purchases are charged via the P-card to a bank account of The Company. In case of a 

purchase from a preferred supplier (as listed on the P-card web site), the P-card holder will 

not receive any invoice. In case of a purchase from a non preferred supplier, the P-card 

holder will ask for an invoice and will follow the processing instructions as mentioned in The 

instructions For Use on the P-card web site. 

7. The P-card holder will check the electronic P-card statements at least once a month, before 

financial month end closing. In case of discrepancies between the actual purchases and the 

P-card statement, the P-cardholder will create a dispute notice as indicated in The 

instructions For Use on the P-card web site. The P-card holder will report repeated 

discrepancies to the P-card administrator (contact details, see P-card website). 

8. The P-card holder will immediately report loss or theft of his/her P-card to the P-card 

administrator, to the local police and to the issuing bank (contact details, see P-card web 

site) 

9. A P-card holder must surrender his or her P-card on leaving The Company’s employment or 

on request of The Company. 

10. P-card holder is obliged to use the preferred suppliers as listed at the Pcard web site, 

wherever possible.  

 

___________________________________________________________________ 

 

By signing below: 

- I have read and understood The Company’s P-card Policy and The Instructions for Use. 

- I certify that as a participating P-cardholder of The company’s P-card Program, I 

  understand and accept the obligations and assume the responsibilities listed above. 
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P-card holder Signature     Title 

 

            

P-card holder       Date 

  

 

Acknowledgement of Responsibilities of Supervisor  

 

Participation in the Purchasing Card (P-card) program brings upon the P-card holder certain 

responsibilities. The P-card is The company’s property and must be used in an appropriate manner. 

By accepting and /or using the P-card, the P-card holders within your area of supervision have 

confirmed that they are familiar with the The Company’s P-card Policy and The instructions For Use 

and that they agree to abide them. 

The Company’s P-card Policy and The Instructions For Use can be found on the P-card web site and 

may change from time to time. 

In your role as Supervisor you will exercise controls on the use of P-card to ensure that the P-card is 

used in accordance with The company’s P-card Policy and The Instructions for Use. 

  

In particular, following obligations and responsibilities apply to the Supervisor: 

1. Approving / rejecting P-cardholder applications with your area of supervision. 

2. Within the boundaries of The Company’s P-card policy, set spend limits and block 

Merchants or groups of Merchants form usage of the P-card.  

3. Monitor usage of the card in accordance with The Company’s P-card Policy and The 

Instructions For Use. Take corrective measures in case of non compliance. 

4. In case of a P-card holder moving to another department, the Supervisor will notify P-

card administrator (contact details, see P-card web site). 

5. Monitor that cardholders at least once a month before month end closing reconcile 

transactions and submit receipts as appropriate. In case of P-card holders failing to do 

so, review their transactions before month end closing and take corrective measures 

toward the relevant P-card holders. 

6. Check spending behaviour (not necessarily by line item) of the P-card holders in the area 

of his/her supervision, against The Company’s P-card Policy, Code of Conduct and 

normal business practices. 

7. Withdrawal of a P-card from P-card holders, who (repeatedly) violate policies, 

instructions and who do not comply to normal business practices. Take disciplinary 

measures against those P-card holders.  

 

By signing below: 

- I have read and understood The Company’s P-card Policy and The Instructions for Use. 

- I certify that as a Supervisor within The Company’s P-card Program, I 

  understand and accept the obligations and assume the responsibilities listed above. 

 

 

           

Supervisor Signature     Title 
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Supervisor      Date 

 

Appendix 8.2: Communication Plans 

 

Messages for All Employees 

• What is a P-card? Why do we need it? 

• The P-card procurement channel is a requisition-to-pay process  

• P-card amidst other R2P channels  

• Who are P-card holders? 

• What purchases can be made with the card? 

• More info on the web page 

Timing: Phase 3, when distributing the cards. 

 

Messages for P-Card users 

• What is a P-card? Why do we need it? 

• P-card program overview  

• P-card holder role. What is expected from them?  

• Advance information on training 

• P-card usage after go-live  

• P-card best practices, after go-live  

Timing: At the start of phase 2, Invitation for training at the start of Phase 3 

Remark: P-card holder will receive a formal training, during phase 3 

 

Messages for Supervisors 

• What is a P-card? Why do we need it? 

• P-card amidst other R2P channels  

• P-card program overview  

• Supervisor. What is expected from them?  

• Advance information on training for their staff  

• P-card usage after go-live  

• P-card best practices, after go-live  

• More info on the web page 

Timing: At the start of phase 2. Reminder at the start of phase 3. 

 

Messages for senior managers 

• What is a P-card? Why do we need it? 

• P-card program overview  

• P-card usage after go-live  

• P-card best practices, after go-live  

• More info on the web page 

Timing: At the start of phase 2. Update at the start of phase 3. 
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Messages for suppliers 

• What is a P-card? Why does the organization implement it? 

• P-card program overview  

• What’s in it for them? 

• What is expected from them? 

• Technical requirements  

• Getting connected. How and when? What do they need to do? 

• More info: Web page of the issuing Bank; P-card coordinator at organization 

Timing: At the start of phase 2, Reminder at the start of phase 3 

Remark: A supplier information meeting will be held during phase 2 

 

Appendix 8.3: Criteria for Selection of Card Issuing Bank 

 

Post go-live 

• List of suppliers connected 

• Clear-to-pay applications supported 

• Cost (structure) for suppliers 

• Cost (structure) for customer 

• Annual card subscription fee (physical 

card) 

• Leadtime to create new card 

• Insurance package provided 

• Set up of merchant blocking 

• Spend limits provided 

• Month closing date 

• Direct debit date 

 

 Implementation project 

• Cost (structure) for supplier connection 

• Lead time for supplier connection after 

agreement 

• Cost (structure) for customer 

 

 Reporting tool (reporting tool selection) 

• Cost structure 

• Multicard capability 
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