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A Theory-Based Perspective on Maturity Models in 
Purchasing and Supply Management  

Jörg Schweiger 

Abstract 

The goal of this contribution is to critically analyze and discuss the published 
maturity models in scientific literature and management-oriented models offered 
from specialized consulting companies over the last three decades. In detail, 18 
maturity models published from authors with an academic or scientific 
background and 14 maturity models offered from consulting firms were 
examined. In this research the following main issues that contribute to maturity 
in PSM were detected: purchasing controlling and performance management, a 
differentiated supplier (relationship) management, ICT (information and 
communication technology) support for routine tasks and for decision support, 
cross functional trained and skilled employees, clear interfaces and 
communication structures within a company and with the most important 
suppliers as well as a long-term strategic and goal orientation in purchasing and 
supply management (PSM). 
Based on these preliminary findings and a clear plan for further examination, a 
framework of an ongoing research project will be presented, with the goal to 
establish an original purchasing maturity framework that can be adapted 
according to a firm’s characteristics and contextual aspects.  
 
Keywords: purchasing maturity, purchasing excellence, purchasing 
development, research paper 
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1. Introduction  

With a 60 to 70 percent share of total revenue, the costs for purchased parts 
have the greatest leverage effect on operating results in the main industries like 
metal, automotive or electronics (Arnolds et al., 2013; Wallner, Schweiger, 2012; 
BME, 2011; Ortner et al., 2011). This is mainly due to the ongoing trend of cutting 
the internal value adding process and relocating parts of the value chain to 
different suppliers worldwide. Besides this economic impact, Purchasing and 
Supply Management (PSM) has to face several internationally driven trends 
(Spina et al., 2013; Tate et al., 2013; Aberdeen, 2014; Roland Berger, 2014) that 
have to be anticipated and managed in a professional way. Examples are the 
management of volatility and risks, the integration of the supplier base within the 
value chain, intelligent spend management and sustainability issues. 
To cope with that a high level of professionalism in the purchasing function is 
crucial (Rozemeijer et al., 2003). More and more companies are becoming aware 
of the fact that a strategic and innovative orientation within the purchasing 
department can have a major impact on a company’s success. Examples are the 
employment of strategic purchasing managers, the establishment of 
comprehensive IT- and controlling tools as well as programs for green 
procurement and sustainability or structured development of suppliers. These 
initiatives mark the will of a company and its purchasing department to become 
more professional (Schweiger, 2009). PSM professionals often see (too) many 
things to (concurrently) improve, but the link from the initiatives to the overall 
PSM and firm's performance is not always easy to define. Moreover, the handling 
of too many initiatives and actions alongside daily business inevitably leads to 
more diversity and complexity for the employees in the purchasing department, 
which may again provoke counter-productive effects. This is a serious aspect, 
especially for small and medium sized companies with limited organizational 
resources as well as an operational focus on getting the materials to a good price, 
in the defined quality and in time (Sollish/Semanik, 2012). Based on the facts 
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above, it appears crucial to gain the knowledge and abilities for setting proper 
priorities in order to achieve a more powerful and competitive PSM. 
In this context, purchasing maturity models (PMM) can be applied. Over the last 
decades several scientific as well as practical oriented PMM have been 
developed, that describe "several stages an organization is expected to go 
through in its quest for greater sophistication” (Schiele 2007, p.274). These 
models offer many suggestions what a company - and in this specific context the 
PSM department - should do to reach the next maturity level. The hypothesis is 
that mature purchasing organizations apply best practices, while unsophisticated 
organizations fail to employ them (Chiesa et al., 1996; Ellram et al., 2002). The 
assumption is that greater maturity is associated with better (business) 
performance.  

2. Research goals and methodology 

The goal of this contribution is to present an overview of the published maturity 
models in scientific literature and management-oriented models offered from 
specialized consulting companies in this field over the last three decades. The 
focus lies on the areas of maturity assessment covered in these models. Besides, 
it should be determined if there are content-related or methodical deviations 
between the academic compared with the management-oriented PMM (table 1). 
• Research Question 1: What are the critical success factors that decide about 

the maturity level of an industrial purchasing department based on PMM?  
• Research Question 2: Is there a deviation in the focus of the academic 

compared with the management-oriented PMM? 
In order to give a critical, objective and transparent overview of the existing 
scientific PMM, a literature review was conducted (Rousseau et al., 2008). 
Therefore, the list with the most important peer-reviewed journals in PSM, 
analytically derived from Wynstra (2010), was taken as a basis and was extended 
with other scientific journals and databases in the PSM area (table 2). 
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Research Question 1 What are the critical success factors that decide 
about the maturity level of an industrial purchasing 
department based on PMM? 

Research Question 2 Is there a deviation in the focus of the academic 
compared with the management-oriented PMM? 

Tab. 1: Research questions 

In order to identify the relevant contributions for the defined research goal, an 
iterative approach has proven to make particular sense (Sartor et al., 2013). As 
a first step a (1) title search for the mentioned journals for the period 1984-2014 
was carried out, followed by a (2) keyword search (all except full text). The initial 
keywords were "Purchasing Maturity", "Supply Management Maturity", 
"Procurement Maturity", "Supply Chain Management Maturity" and "Supply 
Maturity" and "Maturity models". Subsequently and based on the first results, the 
following keywords were added to the keyword search: "Purchasing Excellence", 
"Supply Management Excellence", "Procurement Excellence", "Supply Chain 
Management Excellence", "Supply Excellence", "Purchasing Audit", "Supply 
Management Audit", "Procurement Audit", "Supply Chain Management Audit", 
"Purchasing Power", "Supply Management Power", "Supply Chain Management 
Power", "Procurement Power", "Worlds Class Purchasing", "World Class Supply 
Management", "World Class Supply Chain Management" and "World Class 
Procurement". Simultaneously, a (3) crosscheck was undertaken by searching 
the electronic databases Emerald, ABI/Inform Global - T&I ProQuest, EBSCO 
Business Source Premier and Wiley separately. For a final countercheck and as 
a necessary means of gaining information about management oriented maturity 
models, a (4) keyword search on www.google.de was conducted.  

Relevant PSM-
journals (1999-
2008) based on 
Wynstra (2010) 

Journal of Purchasing and Supply Management 

Journal of Supply Chain Management  

Supply Chain Management: An International Journal  
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International Journal of Operations and Production 
Management 

International Journal of Production Economics 

International Journal of Production Research 

Journal of Business and Industrial Marketing 

Journal of Business Research 

Journal of Operations Management 

Industrial Marketing Management 
Extended list  International Journal of Physical Distribution and Logistics 

Management  

Journal of Business Logistics 

Supply Chain Management Review  

Harvard Business Review 

MIT-Sloan Management Review 

Industrial Management 

Benchmarking 

Tab. 2: Selected journals for literature review 

At the same time (5) webpages of specified consulting companies in the area of 
PSM (Forbes- and Vault-Ranking of TOP-Consulting Companies; Brand Eins, 
Special Edition “Consulting Companies") and well known PSM institutions were 
searched for useful information and if possible a direct contact by mail and 
telephone was established (table 3). 
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Contacted 
Consulting 
companies 

Accenture, adcpi Consulting, ADR international, Arthur D. 
Little, A.T. Kearney, Bain & Company, Boston Consulting 
Group, Bearing Point, booz&co, Cell Consulting, Effico-
Consulting, futurepurchasing, H & Z, Horváth und Partner, 
Innovative Management Partner, Insight Sourcing Group, 
Kerkhoff Consulting, McKinsey, MHP, OC&C Strategy 
Consultants, Oliver Wyman, OptiAchats, PA Consulting 
Group, pm2Consult, PMMS Consulting Group, Porsche 
Consulting, Purspective, PricewaterhouseCoopers, Roland 
Berger, sourceone Management Services, Spring 
Procurement, Strategic Procurement Solutions, synGroup 

Contacted 
PSM 
institutions 

Aberdeen, Bundesverband für Materialwirtschaft, Einkauf und 
Logistik e.V (BME), CAPS Research/University of Arizona, 
Chartered Institute of Purchasing & Supply Management, 
Gartner, Institute of Supply Management, National 
Procurement Institute, Supply Chain Management 
Association, The Institute for Public Procurement, The 
International Federation of Purchasing and Supply 
Management 

Tab. 3: Consulted PSM consultants and institutions  

3. Purchasing maturity models at a glance 

At this stage of research (07/2014), it was possible to deduce a list of 18 scientific 
maturity models and 14 management-oriented models that include both 
operational and strategic aspects of holistic PSM. Purchasing maturity models 
with a focus on single PSM aspects were excluded. Examples are maturity 
models in the area of global sourcing maturity from Trent/Monczka (2003), 
supplier integration/supply chain integration from Childerhouse et al. (2012), 
Facett (2008), Johnson (1997) and Cox (1996) or a maturity model concerning 
MRO purchasing from Barry/Cavinato (1996) or supply chain operations from 
Netland (2011). In order to develop an original PMM, the findings of these models 
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as well as maturity aspects from holistic management frameworks in PSM (e.g. 
Four pillars of purchasing and supply chain excellence by Monczka et al., 2009; 
Cycle of holistic purchasing management by Schweiger et al., 2009; Supply 
Management Navigator by Jahns, 2005; see table 7) and results from current 
studies about challenges and trends in Purchasing (e.g. Aberdeen, 2014; Roland 
Berger, 2014; Spina et al., 2013; A.T. Kearney, 2011) will be considered (see 
also chapter 5).  
As table four shows, the different PMM distinguish between three to ten different 
maturity levels (see also Schumacher et al., 2008 and Schiele, 2007). The 
average of maturity levels is between four to five. Whereas some authors 
deduced the maturity aspects mainly from theory (e.g. Van Weele, 2010/1998, 
Monczka et al., 2010; Dobler et al., 1996; Sysons, 1989/1994) others also 
included the opinion of (practical) experts (e.g. Paulraj et al., 2006; Burt, Doyle, 
1994; Freeman, Cavinato, 1990; Bhote, 1989; Reck, Long, 1988) in form of 
interviews or applying the Delphi method (Reyes, Giachetti, 2010). Only six 
models have been empirically tested so far (Reyes, Giachetti, 2010; Schiele, 
2007; Cousins et al., 2006; Paulraj et al., 2006; Lockamy, McCormack, 2004 and 
Monczka, Trent, 1991/1992). 
Twelve out of 33 contacted consulting companies replied on the request if they 
ever had a PMM in their portfolio and forwarded direct feedback or detailed 
further information. Some of them - like McKinsey or Arthur D. Little - changed 
the name of their PMM over the time and carried out some adaptions. There is 
also a close interrelation between the models from Arthur D. Little, IMP 
Consulting and Cell Consulting (together with University St. Gallen) as those are 
based on the "Purchasing Performance Index" from 2002 (Vollrath, Nase, 2003). 
As scientific models, also the management-oriented PMM distinguish between 
different levels of maturity. The number of stages here ranges between three 
(Purchasing EmPowerment) and five (e.g. Stages of purchasing maturity). When 
the name of the author/s is/are added in brackets (Table 5), publications (journals 
or books) are available for this PMM. In the other cases, the information was 
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gathered from the respective website or from directly contacting and interviewing 
the company.  

Name of PMM Author(s) Year Levels  

Strategic stages in purchasing Reck/Long 1988 4 

The four stages of supply management Bhote 1989 4 

Fitting purchasing to the strategic firm Freeman/ 
Cavinato 

1990  4 

Towards purchasing excellence/MSU Monczka/ 
Trent 

1991/ 
1992 

10 

American Keiretsu Burt/Doyle 1992 4 

Purchase position benchmarking Sysons 1989/ 
1994 

3 

From reactive to strategic procurement Dobler et al. 1996 4 

Purchasing development model Van  
Weele et al. 

1998 6 

Purchasing development stages Jones 1999 5 

World Class Supply Management Burt/Starling 2002 4 

Supply chain management process 
maturity model 

Lockamy/ 
McCormack 

2004 5 

Tab. 4: List of scientific PMM  

The main difference is that the authors of the management-oriented models 
emphasize on the integration of their consulting experience into their PMM. 
Scientific and academic findings are of course indirectly integrated into these 
models, but the consideration of specialized expertise and thorough knowledge 
of various industries makes them unique. For assessing the PSM maturity the 
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management-oriented PMM usually follow a two-step approach. First, the 
respective company is asked to fill out a questionnaire for a self-assessment and 
subsequently gets a first feedback about the performance in each of the 
evaluation areas (e.g. Innovative Management Partner, OptiAchats). Based on 
that, detailed fee-based workshops, analyses and interviews are usually offered 
in order to derive rooms for improvement. The PMM of Cell Consulting, A.D. Little 
and A.T. Kearney are based on a benchmarking to evaluate the progress of the 
purchasing function in the different industries and sectors. By filling out a 
questionnaire, a company can take part in the survey. As a result, the company 
receives a maturity profile relatively to the relevant industry or other options of 
comparison. 

Company PMM 

McKinsey & 
Company 

Stages of purchasing maturity (Cammish/Keough, 
1991, Keough, 1993) 
Stages of purchasing suphistication (Kraljic, 1983) 

Roland Berger Purchasing EmPowerment (Voegele/Schientek, 
2002) 

H&Z Management-oriented purchasing analysis 
(Schumacher et al., 2008) 

Horváth & Partners 360° Procurement Performance Analysis 

A.T. Kearney Assessment of Excellence in Procurement 

Arthur D. Little Purchasing Value Excellence 
Purchasing Performance Excellence 

Cell Consulting/ 
University St. 
Gallen 

Purchasing Performance Index 

OptiAchats Purchasing Maturity Model 

539 



Jörg Schweiger 

Company PMM 

Innovative 
Management Partner 

Procurement Performance Excellence 

Strategic 
Procurement 
Solutions 

360° Supply Management Efficiency Review 

Mercer Levels of Procurement development  
(Anderson/Katz, 1998) 

ADC Performance 
Improvements 

Best Value Procurement 

Tab: 5: Management-oriented PMM  

4. Content-related and descriptive findings  

4.1 Common consensus of PSM maturity 
For the development of the original PSM maturity framework it was interesting to 
find out if there is a common consensus about maturity in PSM. For that reason 
each of the assessment areas from the single maturity models were listed and 
compared with each other in a matrix. By doing that, it was possible to detect the 
following eight main areas of professionalism out of 50 sub-areas by clustering 
the elements that substantially belong together: 

• Controlling & Performance Management (CO) 
• Organization & Internal interfaces (ORG) 
• Supplier (Relationship) Management & External interfaces (SRM) 
• Strategy & Plans (S&P) 
• Process Excellence & ICT (P&IT) 
• Talents & Skills (T&S) 
• Innovation & Methods (I&M) 
• Sustainability Issues (SUS) 
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Schiele (2007) who also did a comparison between the PMM published between 
1988 and 2006 chose the clusters "Planning", "Structural organization", "Process 
organization", "Human Resources", "Controlling" and "Collaborative supply 
relation". By doing so, especially the strategic, the innovative as well as the talent 
management and sustainable aspects are not sufficiently emphasized (even 
though they are partly integrated and addressed as sub-areas in his PMM). 
Also by analyzing the most frequently mentioned areas of maturity within the 
considered scientific PMM, ten areas were detected. Those ten points can be 
applied as a sort of PSM maturity quick check (table 6) to determine if the PSM 
department in a company is already on a high maturity level or if a detailed 
maturity analysis and improvement project would make sense.  
The management-oriented models differ from the scientific based PMM only in 
one of those ten aspects mentioned above: A clear commodity structure with 
clear defined lead-buyers and differentiated strategies is defined as one of the 
top 10 maturity issues. All the other issues are of equal importance. 
Only aspects/criteria of the category "innovation & methods" (e.g. carry out 
benchmarking studies to continuously improve PSM, bringing innovation to the 
company through intensive market scans, positioning PSM personnel as 
entrepreneurs) and "sustainability issues" (e.g. code of conduct/CSR agreement 
with suppliers, regular green procurement initiatives with suppliers) did not make 
it on the top ten list. This appears interesting considering the vast number of 
studies and publications that point out the necessity of this issue 
(Kornegay,Olson, 2013; Ageron et al., 2012; Reuter et al., 2010). It is plausible 
to deduce that sustainability issues are important and that there is a need for 
such an intense discussion, but in a sense of maturity the other aspects are 
currently of priority interest. 
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No. Aspects of high PSM maturity 

1. Established Controlling and Performance Management: Key 
performance indicators are defined and regularly reported. Based on 
that, initiatives for improvement are implemented. PSM is able to link 
its influence on the firm's overall performance. (CO) 

2 Structured supplier (relationship) management is established: First, a 
closed loop from supplier scouting and analysis using a replicable 
supplier evaluation in a cross-functional team is implemented. 
Furthermore, supplier qualification programs and consistent supplier 
assessment methods with fixed feedback of results as a basis for 
supplier development are applied. Clear rules for the phasing-out of 
suppliers are documented. Supplier motivation programs or supplier 
awards are also part of the companies' SRM. (SRM) 

3 Early PSM/supplier involvement: PSM is an integral part in new 
product development projects. Moreover, PSM takes over the role as 
the integrator of knowledge from the supplier market into product or 
process innovation projects. (SRM) 

4 ICT/eProcurement support: For routine tasks and for decision support 
ICT is available and the PSM personnel is trained to use the systems 
in an effective and efficient way. The PSM personnel has the right 
level of information concerning PSM specific ICT. (P&IT) 

5 Defined interfaces: The process interfaces as well as the 
communication structures are clearly defined to the relevant 
departments (e.g. production planning, logistics, sales, R&D). 
Temporary cross-functional teams for e.g. new product ramp up are 
installed with a fixed member of PSM. The core PSM processes are 
documented and fulfill the compliance guidelines. (ORG) 
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No. Aspects of high PSM maturity 

6 Lean processes: Core processes concerning the information and 
material flow with all the key-suppliers are established. Logistic 
systems (e.g. VMI, consignment stocks) are discussed and 
implemented if necessary. (SRM) 

7 Professional Training: There is a structured skill and talent 
management for PSM employees, e.g. employees are sent for 
internal and external education/training and job rotation is offered. 
(T&S) 

8 Long-term strategic orientation: Based on a corporate strategy, PSM 
develops short-, mid- and long-term plans. The PSM team knows 
about the plans and can participate in the creation of the plans. All 
the plans are available in written form. (S&P) 

9 Customer orientation: The needs of the internal and external 
customers are known and PSM regularly asks for feedback. (ORG) 

10 TOP Management commitment/visibility: There is a high visibility of 
the Purchasing Manager and the PSM team in the Board of Directors. 
The PSM department is at a senior hierarchical level. At least PSM 
topics are regularly on the agenda of the Top Management meetings. 
(ORG) 

Tab. 6: PSM maturity quick check 

4.2 Points of further discussion  
As mentioned before, the analyzed PMM offer three to ten stages that should be 
auditable. The respective maturity level is usually determined by the evaluation 
of answers, check-list points or assessed statements (usually on a Likert scale) 
in a self- or external evaluation.  
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Most of the models - especially the scientific models - describe one final stage a 
company is expected in order to reach for being "world class". This issue needs 
further research, which also considers various contextual aspects. Also, it is 
highly unlikely and nearly impossible to apply a single PMM to all types of 
companies and branches; however this is what most of these models do. As an 
example, there must be rather one most appropriate maturity level depending on 
the business and corporate context (e.g. Rozemejer et al., 2003; Keough, 1993) 
and not one best maturity point. Especially when thinking of the imbalance of 
power between a big supplier and a small buying firm some maturity aspects like 
"supplier integration with VMI" or "long term contracts to fix optimum price level" 
would be theoretically right but in most of the practical cases unrealistic. This 
suggests that there is one theoretical highest point of maturity to reach, and one 
realistic maturity point to reach with proportional effort. It makes sense to 
benchmark with the best comparable companies (e.g. branch, size, geography). 
That means that when assessing the maturity of a PSM department not the 
absolute value within the different areas of maturity should be of primary interest. 
The maturity value compared to companies of a similar/comparable size or/and 
from the same branch should be the first benchmarks to look at.  
Another relevant aspect in the discussion is that a minimum maturity level is 
required for applying sophisticated methods and strategies (Schiele, 2007). This 
implies that for applying advanced methods, instruments or processes that 
should lead the PSM department to a higher maturity level, a basic training of the 
PSM personnel is needed. In this context, Lockamy/McCormack (2004) speak 
about a culture of process excellence that is a necessary foundation to achieve 
the subsequent levels. If a company does not ensure this culture and the 
necessary abilities, the performance level of the department can go down 
instead. Reasons for that are demotivation or overcharging the PSM personnel 
because of asking them to do things they are not able/trained and willing to do. 
This effect can be defined as "counterproductive effect of maturity initiatives", 
leading to one missing question in the PMM discussion that should be also part 
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of further research: How to manage the change process of reaching and staying 
on the higher maturity level?  

5. Further research steps to design a new PMM 

For designing an original purchasing maturity model that should be theoretically 
grounded but also applicable, it seems to make sense to include both theoretical 
(primarily based on dominant scientific theory) and practical (primarily based on 
project experience) aspects, and to go through the following process to collect 
the main aspects of a mature PSM: 

• Analysis of the existing PMM  
• Analysis of management models/frameworks in PSM 
• Analysis of studies about trends and challenges in PSM  
• Expert Circles to get practical input  

As presented in this contribution, the existing maturity models of the last three 
decades were analyzed and based on the preliminary research eight main areas 
of maturity could have been deduced. In a next step the following management 
models/frameworks in PSM (2000-2014, table 7) will be analyzed to match the 
criteria: 
Subsequently, the criteria of professional PSM according to the PMM and the 
analyzed frameworks will be compared to the results of studies (2000-2014) 
about trends and challenges in PSM. A final expert circle with PSM professionals 
from Austrian companies as well as experts from specialized consulting 
companies in the PSM area is planned until the end of 2014. 
Based on these findings, a new PSM maturity framework (figure 1) will be 
developed. To verify and to ensure the applicability, the model will be discussed 
with the expert circle mentioned above and then tested in three case studies in 
2015. 
The framework consists of a self-assessment module, to locate the maturity level 
of a company. The detected maturity level can then be displayed compared to 

545 



Jörg Schweiger 

the theoretical/scientific opinion about excellence, or to the relevant industry 
benchmark. For this reason a benchmark database has to be set-up. 
Optionally, an in-depth analysis and assessment executed by a third party in form 
of an Purchasing Audit (van Weele, 2010; Scheuing, 1989) can be carried out. 
After the assessment of the maturity level, standardized improvement paths will 
be displayed. 
Finally, the PSM maturity framework will be tested in three case studies. 
Therefore it will be introduced in three companies in the beginning of 2015. 
Based on the initial assessment, rooms for improvement will be deduced together 
with the company and responsibilities for the implementation and the controlling 
of the realization will be defined. In autumn, the assessment will be repeated in 
order to examine if there is an improvement due to the adoption of the theoretical 
advice. This approach of accompanying a company over a longer period of time 
using the PMM as a management framework and not only to examine the 
maturity level at a single point of time is a still unexplored area of research 
(Reyes/Giachetti, 2010). Doing that, it is possible to study the causal strength 
between adopting the improvement advice and actual long-term improvements. 
  

546 



A Theory-Based Perspective on Maturity Models  

Model/Framework Author(s) Year of 
publication 

SCOR Model SCC 2012 

Management of requirements in 
collaborations 

Ortner et al. 2011 

Four Pillars of Purchasing and Supply 
Chain Excellence 

Monczka et al. 2009 

Cycle of holistic purchasing management Schweiger et al.  2009 

Potential Analysis in Purchasing  Wildemann 2008 

Framework for Managing External 
Resources 

EFQM 2006 

House of Sourcing and Supply 
Management 

Eßig 2005 

Supply Management Navigator Jahns 2005 

Model/Framework Author(s) Year of 
publication 

The 21st Century Logistics framework Clossa/Mollenkopf 2004 

Supply Chain Management Excellence 
Model 

Wong 2003 

The strategic supply wheel  Cousins 2002 

Integrated St. Galler purchasing 
management approach 

Jahns 2001 

Tab. 7: Management models/frameworks for PSM 
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management-oriented background, were analyzed and a common consensus of 
PMM maturity in terms of a quick check was derived. It was also possible to show 
that there are not any serious substantial differences between the scientific and 
the management-oriented PMM.  
Based on these findings and continuing research, the developed model should 
be designed as a management framework starting from the initial assessment of 
the PSM maturity in a company until the realization of the improvement paths 
that should lead to higher maturity.  
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