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Executive Summary
Involvement of procurement in marketing decision-making 
has demonstrated an increasing value in achieving cost-ef-
ficiencies, with savings of up to 15% or more and increment 
in ROI. This has, therefore, affected the way marketing spend-
ing is managed in an enterprise. Both marketing and procure-
ment are going through a transition process where roles and 
responsibilities are shifted and a new collaborative business 
model is developed.

As result of this transition process the terms of the playing 
field for agencies is changing and they have to adapt their way 
of doing business. iVentions has conducted in-depth research 
involving top procurement decision-makers of large interna-
tional companies to tap into deep insights about their values 
and selection criteria.

Based on the findings of the study we can conclude that event 
agencies of the future have to understand real needs and val-
ues of both brand-side marketing professionals and also pro-
curement. Procurement professionals have evolved from being 
primarily concerned about costs to appreciating more esoteric 
aspects that strengthen relationships with marketing agencies. 
What is valued more are the core competences of the agency: 
its ability to create events with real impact by implementing 
innovative ideas and logistic efficiency. The main objective of 
procurement is to establish strong, long-lasting relationships 
with the agencies that can satisfy demands of their marketing 
counterparts. At the same time, great importance is given to 
price transparency and international coverage with consistent 
high levels of professional service.
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About this White Paper

Background and Objectives
A slowly recovering economy, lingering unemployment, changing consumption habits and other 
macro-economic factors continue to pressure marketing leaders to drive immediate results 
and, at the same time, efficiently spend scarce funds. In the circumstances of tighter market-
ing budgets, involvement of procurement has demonstrated an increasing value in achieving 
cost-efficiencies. This has, therefore, affected the way marketing spending is managed in an 
enterprise. It has become clear that closer collaboration between marketing and procurement 
creates opportunities to increase marketing’s total return on investment. 

Hence, top-level executives have enabled procurement to have more influence over marketing 
spending decision-making. This has resulted in a transition climate for both marketing and 
procurement where roles and responsibilities have been shifted. A new model of collaboration 
between the two departments is still under development, and in order to generate expected 
results, all stakeholders need to manage this transition with openness and high levels of com-
munication about their respective challenges. 

In this changing climate, agency-side marketing professionals, such as event agencies, have to 
change the way in which they conduct business and adapt to the new client requirements. Com-
pensation models are being rewritten. They are asked to be more transparent: expose costs and 
other closely held financial data. At the same time, agencies are expected to offer creative and 
innovative ideas, demonstrate operational efficiencies and their expertise in the implementation 
of the state of the art technologies that will enhance brand value.       
 
Approach
In order to tap into real insights about the actual role and influence of procurement in marketing 
spending decision-making and their selection criteria, iVentions has conducted in-depth re-
search involving top procurement decision-makers of large international companies. This White 
Paper presents results and conclusions of the study and also includes findings of other relevant 
research papers and articles. These aggregated market insights enable us to obtain a clear 
picture of how the relationship between marketing and procurement has changed over the last 
years and what are the consequences for all the parties involved. 

Structure
In the first part of the White Paper we analyze the benefits of closer collaboration between pro-
curement and marketing. Further on, we look at the current state of the collaboration and the 
area of influence of procurement. Later, we discuss the next steps of the transition and what are 
the consequences for the event agencies. At the end, we touch upon some research insights 
that give some food for thought.
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focusing on demand generation, the results 
were impressive - tens of millions of dollars 
have been saved at multiple levels over the 
last 14 years.

Cost savings
Based on the results of different studies (GPJ, 
AERCE, Claritum, etc.) we can conclude that 
procurement’s involvement in marketing de-
cision-making can achieve cost savings of 
up to 15% or even more. For the marketing 
budgets of large corporations this percentage 
translates into millions of Euros saved or rein-
vested in marketing spend categories.  
 
The percentage of savings achieved depends 
on the degree of influence and control that 
procurement has over marketing decision-
making. According to the “Marketing & Pro-
curement” study conducted by GPJ in 2010 
(later referred to as the M&P study), 51% of the 
procurement groups with the highest influence 
level achieve 15% or greater savings. Further-
more, the study suggests that even very low 
levels of procurement involvement can yield 
substantial cost savings of at least 5%. There-
fore, at all levels of procurement involvement, 
companies are saving plenty simply by tak-
ing more structured, strategic approaches to 
managing their marketing spends.

Why closer collaboration?

Effective & efficient spending strat-
egy
Externally, there are several forces driving 
marketing and procurement to collaborate. 
For one, the economy mandates it. Recent 
recession considerably reduced marketing 
budgets and drove many B2B and B2C com-
panies to require more and more measurable 
value from their marketing efforts. This is 
where involvement of procurement is required 
in order to develop marketing spending strat-
egies that are effective and efficient.
 
Systematic and analytical approach
Traditionally, marketing budgeting has been 
mostly based on estimates. However, to 
achieve value maximization, transparency 
and accountability in pricing practices are 
required. What are the specific cost drivers 
behind a particular marketing effort, whether 
it is traditional or social media? Are there low-
cost sourcing options available? What are 
the costs from second-tier suppliers? What 
savings can be achieved from redeploying a 
marketing effort through another channel? To 
answer all these questions a systematic and 
analytical approach is required. 
 

Efficient management of suppliers
Procurement can help marketers manage their 
suppliers, this ensures that the supply base 
is secure and fail-safe and also means that 
marketers understand the need to be system-
atically aware of new suppliers and services, 
rather than relying on personal contacts and 
‘knee-jerk’ responses when situations change 
unexpectedly. It is clear that marketing and 
procurement have very complementary skill 
sets in terms of creating efficiencies. At the 
same time, procurement relieves marketing of 
different tasks that are not part of their core 
expertise.
 
Best practice example
One example of best practice is the case of 
IBM. Back in 1998, IBM had hundreds of sup-
pliers worldwide, who in turn outsourced to 
hundreds of other suppliers. In addition, they 
operated on a “one-size-fits-all” event model 
that was large, expensive, and not grounded 
in data or performance. But by consolidat-
ing with one partner, integrating procurement 
with marketing, optimizing the portfolio, and 

Transparency and account-
ability in pricing practices 
are required to achieve val-
ue maximization

Marketing and procurement 
have very complementary 
skill sets in terms of creat-
ing efficiencies

Procurement’s involvement 
in marketing decision-mak-
ing can achieve cost sav-
ings of up to 15% or more

The stronger the influence 
of procurement, the higher 
the opportunities of savings
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Current state of the transition

Influence of procurement is growing
So the first question is, what is the current po-
sition of procurement? Recent studies dem-
onstrate that corporate procurement depart-
ments are gradually expanding their influence 
into the marketing spend categories (this 
category refers to advertising, PR, event mar-
keting and communication). However, there is 
little evidence that influence is transitioning to 
overt control over strategic decision-making. 
The recent White Paper of Marketing Supply 
Chain acknowledges that “as far as the CPOs 
are concerned, marketing still lags behind 
other major areas of spend. Transformation of 
the role of procurement in marketing from a 
tactical service function to taking a strategic 
leadership role is still a rarity”. 

Influence vs. Control
According to the study of EventView 2010 
“procurement is playing an increasing role, 
with nearly double the number of respondents 
indicating that role is “high” as compared to 
the previous year, and the percentage of those 
who indicate procurement’s role is “low” is 
down by 25%”. One of the top 10 insights of 
the M&P study is that procurement influ-
ences but does not control management of 
the marketing spend categories. On a scale of 
1 to 10—with one being equal to no influence, 
five being equal to strong influence/no control 
and 10 being equal total control, nearly three-
quarters (71%) of procurement organizations 
participating in the study rate their involve-
ment as FIVE or lower.

Based on the in depth interviews carried out 
by iVentions, procurement executives on av-
erage rate their degree of influence/control as 
SIX (on the scale 1-10). This score very much 

depends on the sector and where the com-
pany is based. In sectors such as IT and Tel-
ecommunications this score is much higher 
and the marketing procurement department is 
much more mature. Also, marketing procure-
ment is a much more common practice for 
US companies that are quite advanced in the 
transition process. 
 
US-based companies are leading the 
transition
Whereas, in the European companies, market-
ing procurement departments are still com-
paratively young with a small team: on aver-
age 8-10 people/per country are responsible 
for marketing purchasing overall and only up 
to 2 people are specialized in events purchas-
ing. What’s more, as opposed to US-based 
companies where most of the marketing deci-
sions are HQ-driven, European-based compa-
nies tend to decentralize the decision making 
regarding marketing spending. Each country 
is responsible for its budget and has the free-
dom to select its own suppliers based on their 
own criteria. 

Spain is also advancing 
In Spain, 48% of procurement departments 
state that they already have an established 
relationship with marketing, however, their 
influence in the decision-making regarding 
marketing spending remains limited. This is 
one of the key results of a six-months in depth 
study carried out by the Spanish Procurement 
Association AERCE and Grupo Consultores, 
that includes participation of procurement 
experts from such companies as Repsol, 
Endesa, Nestlé, Iberdrola, Panrico, Gas Natu-
ral Fenosa, Diageo and Orange, among other 
Spanish and international companies. Results 
of the study reaffirm that closer collaboration 
between marketing and procurement is nec-
essary and companies in Spain are already 
taking steps forward: in 2010 a third of pro-
curement departments participated in con-
tracting marketing services, whereas in 2008 
only 7% was involved.

Procurement departments 
are gradually expanding 
their influence

Procurement influences but 
does not control manage-
ment of marketing spend-
ing

On average, procurement 
executives rate their influ-
ence degree as 6 out of 10

Marketing procurement is 
still a growing field
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small purchasing departments don´t have 
professionals with the required expertise to 
make decisions regarding such complex cat-
egories as events.  

Participation by process steps
According to the M&P study, some two-thirds 
of procurement groups get involved in com-
petitive bids with marketing agencies while 
fewer than 40% influence the budget-setting 
process for marketing.

Alignment of interest will bridge the 
gap
Even though the influence of procurement is 
growing, there is still tension between the two 
departments. According to the M&P study, 
only 13% of the participants say they have 
reached a state of being highly integrated and 
collaborative compared to some 56% who cite 
their relationship as minimally collaborative or 
worse. One of the insights of this study is that 
much of the tension between marketing and 
procurement could be alleviated with greater 
alignment of functional objectives, communi-
cation, cross-functional education, and earlier 
timing of collaboration. 

Area of influence of Procurement

Next steps of the transition

Participation by marketing spend 
categories
When asked to identify which marketing spend 
categories procurement influences most, it is 
clear that the most mature departments have 
full control across all categories including 
events, PR, advertising and media buying and 
purchasing of marketing material. Whereas, 
departments that are at the early stage of 
their development have limited influence and 
they only participate in the decision-making 
regarding purchasing of marketing material, 
among other categories that are more com-
modity related. This is also due to the fact that 

Influence will continue to grow
When asked what are the expected future 
trends of this transition process, most of the 
participants of the iVentions study say that 
the influence of procurement will steadily in-
crease. There is a common aim to work in a 
more structured way and be more aware of the 
legal and contractual aspects. What is impor-
tant to point out is that procurement manag-
ers (mostly in Europe) are not aiming to take 
full control over marketing spend categories, 
most consider that procurement should be 
involved in 70-80% of the decision-making 
and the rest should be influenced by mar-
keting. There is more value generated in the 
collaboration by combining complementary 
expertise.  

Young departments partici-
pate mainly in the purchas-
ing of marketing material

Procurement gets mostly 
involved in competitive bids

The influence of procure-
ment will steadily increase 
but will never have total 
control of marketing deci-
sion making

Greater alignment of func-
tional objectives, communi-
cation and cross-functional 
education is needed

Major process steps in marketing decision-making

Competitive bidding 65%

Define supplier universe 54%

Negotiate with agencies 52%

Select agencies 45%

Monitor agency work/performance 43%

Conduct formal agency reviews 39%

Set budgets 37%
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Next steps of the transition

Timing is important! 
The timing of procurement’s involvement in 
the strategic planning and activity cycle for 
marketing spending is often overlooked. In-
volving procurement near the end of the pro-
cess after an agency selection has been made, 
just in time for final negotiations, diminishes 
procurement’s ability to do anything but as-
sume a difficult adversary stance or to focus 
on anything besides agency rates and terms. 
Sixty-five percent of companies typically in-
volve procurement at the middle or later in the 
strategic planning and activity cycle for mar-
keting spend. At the same time, 66% of pro-
curement executives say a key to improving 
collaboration is to start involving procurement 
much earlier. The earlier procurement gets in-
volved in discussions and strategic planning 
for marketing spend, the more it believes it 
can positively influence marketing spend ef-
fectiveness and ROI.

Greater involvement of top manage-
ment
In the iVentions study we have also looked into 
the insights of what are considered to be the 
main barriers that restrict the expansion of the 
influence of procurement and what is required 
to stimulate this growth. Some consider that 
it is a very strategic step to give procure-
ment the decision power over new spending 
categories and it has to be supported by top 
management of the company. The transition 
process of closer collaboration between mar-
keting and procurement needs to be carefully 
monitored and both parties have to be con-
vinced that this change will bring added value 
not only for their respective departments but 
also for the whole organization. Top execu-
tives are the ones responsible for successful 
completion of this task. 
 
Correct positioning – service provider
Others consider that marketing departments 
are still skeptical regarding the involvement 
of procurement and see it as a bureaucratic 
step in an already complex process. Market-
ing seems to have the opinion that procure-
ment is delaying the decision-making process 
by only asking questions such as “why was 
this supplier selected and not another” and, at 
the same time, not bringing any added-value. 
In order to be successful in this transition pro-
cess, it is important to have marketing people 

that support the idea of involving procure-
ment and see potential benefits of this closer 
relationship. It is also suggested that procure-
ment should position itself as a service pro-
vider and not as a department that wants to 
take over the decision-power. What’s more, it 
is key to have more procurement profession-
als specialized in specific areas such as mar-
keting services. 

Evolution of marketing procurement
It is clear from the above conclusions that the 
alignment of functional objectives and estab-
lishment of common selection criteria are re-
quired to bridge the gap and deliver improved 
marketing spend effectiveness. Hence both 
departments have to learn from each other via 
open communication and develop expertise in 
the complementary field. 

Marketing Services Procurement manager 
at Janssen EMEA considers that the profile 
of marketing procurement experts has been 
evolving. “Initially, when procurement started 
to have increasing role and in the marketing 
decision-making, they applied the same rules 
and techniques to procuring marketing ser-
vices as they did to buying commodities. This 
did two things: it alienated procurement from 
marketing, and it alienated procurement from 
the agencies”. 

The earlier procurement 
gets involved the more 
chance there is to positively 
influence

Top-level management 
should be the initiator and 
supporter of the change

Procurement should posi-
tion itself as a service pro-
vider
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can partner with and move the discussion be-
yond the project brief via creative approaches 
to partnering.” 
 
Full involvement in all steps of the process
According to several experts, marketing pro-
curement is moving away from the idea of 
“buying in bulk” towards full involvement 
with agency and marketing teams. Where this 
good practice is happening, it is translating to 
a better understanding of the role of the agen-
cy as procurement begins to recognize the 
value of good strategic and creative thinking 
and specialized support.
 
At every point, marketing, agencies and pro-
curement are now linked together: at all steps 
starting from pitching till the evaluation of 
the deliverables. All should be welcoming the 
evolution of the role of procurement and see 
these teams as new allies, working together 
to improve efficiency, creativity and drive stra-
tegic focus in order to deliver the value that 
is needed in today’s challenging environment.

It is not just about cost-reduction
Marketers began to demand more savvy pro-
curement partners that understood the funda-
mentals of marketing. Someone who under-
stood the wider objectives of the organization 
and could make the right connections, both 
internally and externally, to help drive growth 
and not only focus on cost containment.
According to the Vice-President within Jans-
sen’s strategic marketing group: “The pro-
curement function in most businesses started 
out focusing on reducing costs and achiev-
ing more for the money spent. I believe that 
in order to be successful in the future this 
needs to evolve beyond a singular focus on 
cost-reduction, as this is not sustainable for 
either party.  It is not just about reducing the 
price but more about selecting supplier part-
ners that are knowledgeable people, who un-
derstand client’s environment and who can 
add value in helping them address their needs 
beyond a specific project brief.  This value is 
worth paying for and a focus on cost reduc-
tion does not allow this to be realized. The 
procurement function is in a position to facili-
tate this discussion, identify suppliers who we 

Procurement ́s function is 
evolving beyond a singular 
focus on cost- reduction

Procurement is moving 
towards full involvement 
with agency and marketing 
teams

Next steps of the transition

Alig
nmen

t o
f 

inter
es

ts

Earlier tim
ing

Greater involve-
ment of top 
management

Evolution of 

marketing

procurement

Positioning as service provider

Marketing
Bridging the gap

Procurement

© iVentions
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on the scale from 1 to 10).

It is not just about the price
It is curious to see that “Price” is not the top 
criteria in the ranking. This demonstrates 
that procurement professionals have evolved 
from being primarily concerned about costs 
to appreciating more esoteric aspects that 
strengthen relationships with marketing 
agencies. What is valued more are the core 
competences of the agency: its ability to cre-
ate events with real impact by implementing 
innovative ideas and logistic efficiency. 

New rules
As result of this transition process the rules of 
the game have changed and agencies have to 
adapt to the new trends and become aware of 
the procurement-driven values of the selec-
tion process. The iVentions study provides us 
with thorough insights about the selection cri-
teria of procurement. These findings are key in 
the evolution of the agencies’ business model.   
 
When asked to rate key criteria for selecting 
agency partners, the following average rank-
ing is given (scores are given for each aspect 

Changing playing field for agencies

Rules of the game have 
changed for agencies

What is valued most are 
core competences: creativ-
ity and operational efficien-
cies

The key is proven expertise 
and experience in the sec-
tor

Raking of most valued aspects in agencies

Innovation & Creativity 9.5

Create Events with Real Impact 9.3

Operational & Logistic Efficiency 8.8

Transparent Costs 8.3

Specialised in our industry 8.3

Prices / Rates

Risk Assessment & Management

Use of High-Technology

International Coverage / Flexibility

Independent from other Suppliers

7.5

6.8

6.5

5.5

3.3

© iVentions

• With an approach to establish long-term 
partnership relationship. 

• Transparency in price setting, clear iden-
tification of the margins of each item.

• Good combination of internal operational 
strengths and innovative approach. 

• Delivery of measurable results.
• International coverage with consistent 

high level of professionalism in all coun-
tries.

Characteristics of ideal event agency
When asked to describe some characteristics 
of an ideal event agency, from the point of 
view of procurement, the following additional 
aspects were identified: 

• Good understanding of the brand values 
and needs. 

• Experience and expertise in the client 
sector.
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Outsourcing of marketing purchas-
ing?
While procurement departments are in their 
process of development and still don’t have 
experts for marketing service purchasing, 
some companies decide to outsource this 
task to third parties – professionals that offer 
in-house service for event management. We 
asked if this was an interesting solution for 
the participants of our study. In general, pro-
curement managers prefer not to outsource to 
third parties but to develop the strengths in-
ternally: enhance collaboration with the mar-
keting team and increase the number of em-
ployees of the purchasing department.   

Frequent review of relationships? 
The study also shows that relationships with 
the suppliers are reviewed every 2-3 years. 
As the marketing needs are always evolving, 
procurement has to be constantly on the out-
look for new ideas and innovative solutions. 
Therefore, new agencies that can offer inno-
vative cost-efficient solutions are always on 
their radar.

Food for thought…

Centralization in decision-making?
As the geography of where events take place 
is expanding and international companies 
are looking for agencies with global reach 
we have asked how do procurement profes-
sionals deal with their internationals needs? 
The answers to the question whether they are 
looking to centralize event procurement with 
international agencies were diverse. Some 
mentioned that they are already doing it: they 
have established a common selection criteria 
and have done “the hard work” of selecting a 
list of 3-4 preferred suppliers that cover their 
needs in different countries. However, most 
have identified that the competences of these 
international agencies are not the same in all 
the countries where they operate and local 
suppliers are needed to complement in some 
areas. Whereas, other procurement profes-
sionals stated that their companies have no 
interest to centralize the decision-making and 
suppliers are selected independently in each 
country based on the local needs and require-
ments. What does this mean for the agencies? 
They should have both strong international 
presence and in each country deliver high 
quality professional service. 

Not all companies are mov-
ing towards regional cen-
tralization of the decision-
making

Companies put more focus 
to develop internal procure-
ment teams

Innovative and cost-effi-
cient solutions are always 
on the radar
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Conclusions

The playing field of marketing services purchasing is changing with the changing role of pro-
curement. As the collaboration between marketing and procurement becomes closer and their 
objectives become more aligned, procurement professionals are able to deliver more added val-
ue in the decision-making and, hence, increment ROI for the marketing department. At the same 
time, timing is very important, the earlier procurement gets involved in different aspects of the 
decision-making, the greater are the opportunities of creating added value. 
 
As result of the transition process, the rules of the game for agencies have changed. In search 
for long-term partners, the selection criteria of agencies have been reviewed. The main ob-
jective of procurement professionals is to concentrate their business relationship with fewer, 
high-performing marketing agencies and service providers who will cover the needs of their 
marketing counterparts.
Therefore, agencies of the future should develop their business proposition based on the as-
pects that are valued both by marketing and procurement. They key insights of the current study 
show that the following characteristics are most valued:

•	 Innovative & Creative approach
•	 Operational	and	Logistic	efficiency
•	 Transparency in price
•	 Cost-efficient	solutions
•	 Measurable results 
•	 Partnership approach in establishing long-term relationships
•	 International coverage with consistency in the quality of service
•	 Good understanding of the brand values and needs
•	 Specialization in the sector of the client

Agencies that will be able to adapt to these requirements and learn how to establish strong 
relationships not just with the marketing team but also with procurement, will win this tough 
competition and will become leaders in their market.

Collaboration = 
efficiency &
cost savings
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Recommendations for procurement,
marketing and agencies

As mentioned in this White Paper, the transition process of procurement obtaining a more in-
creasing role in marketing decision-making is not as straightforward as some initially expected. 
Alignment of interests is an intense process where all sides have to work together to design a 
new, collaborative business model from which all can benefit. Based on the overview of all the 
findings mentioned in this paper and with a practical approach in mind, we suggest the following 
recommendations for procurement executives, brand-side marketing executives and agencies.

For procurement executives

• Emphasize value of introducing specialized procurement skill sets — deep analysis 
of internal needs, creation of long-term strategy, bringing innovations from suppliers, 
performance metrics design/implementation, supplier relationship management and 
development—to marketing spend owners.

• Emphasize spend effectiveness - it can be ROI or/and TCO (total cost ownership) met-
rics instead of just straight forward cost savings/budget reductions.

• Alleviate marketing partners’ fears about losing control over critical decision-making 
by developing collaborative approach and aligning with global company strategy.

• Focus on working with brand- and agency-side marketers to design rigorous working 
models for measuring marketing spend performance/effectiveness (then tie compen-
sation to performance).

• Take time to educate marketing where it needs to be educated about procurement 
disciplines.

For brand-side marketing executives

• Create a framework for procurement that focuses on its strengths: structure and con-
tinuing improvement of the processes, tools and methods for suppliers selection and 
evaluation, TCO–total cost ownership approach, cost transparency, ongoing struc-
tured reviews etc.

• Invite procurement to the table in more areas (for example, agency performance review 
and management).

• Invite procurement to the table sooner.
• Take time to educate procurement where it needs to be educated about marketing 

disciplines.

For agency-side marketing executives

• Consider new compensation models; collaborate with procurement and brand-side 
marketers to design models that reward performance effectiveness/improvement.

• Communicate with procurement in a clear and open way.
• Be transparent about your pricing model.
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Methodology of
the iVentions study
There are several existing studies related to the topic of the current White Paper, 
however, we decided to take one step further and obtain real practical insights. 
We did 10 in-depth interviews with senior procurement executives from all around 
Europe. The main goal of this study was to tap into deep insights about what is 
valued most by procurement when they select marketing services suppliers, how 
they perceive their current role in the management of marketing spending and what 
are the next steps in the transition process to closer collaboration. 
Interviewed participants represent the following industries: 

• IT
• FMCG: Food & Beverages 
• Professional Services
• Hotels
• Sports fashion
• Telecommunications 
 
Procurement executives of the following companies were interviewed (names of 
the interviewees are kept strictly confidential): 

• Adidas
• AT Kearney
• Beiersdorf AG
• Chupa Chups
• Danone
• Heineken
• Karlsberg  
• Microsoft
• NH Hotels
• Orange
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About iVentions
International event architecture agency

iVentions is a Pan-European event agency with a different approach towards production of im-
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iVentions engages in the full setup of events for both corporate and public clients. As part of our 
wide spectrum of services we offer “iVentions Framework Service”, which is a unique proposi-
tion in the market for corporate clients.  
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