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1.0 Introduction
Procurement can be broadly defined as “the acquisition of goods, services, capabilities, and knowledge required by businesses from the right source, at the right quality, in the right quantity, at the right price, and at the right time to effectively maintain and manage the company's primary and support activities” (Shah and Hasan, 2016).  
Within this report, Brush Switchgear (previously Hawker Siddeley Switchgear), a leading manufacturer of medium voltage switchgear is used as a case study to critically evaluate the procurement strategies employed. The evolution of procurement and the utilisation of the Karljic Matrix is discussed. This report will also contemplate Brush Switchgear’s strategic mission to achieve greater sustainability, by employing a sustainable procurement strategy. The green procurement strategy, e-procurement and outsourcing at Brush Switchgear will also be explored.
Finally, this report demonstrates how a critical evaluation, based on the case study, highlights the advantages and disadvantages of procurement strategies within an organisation.
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2.1 What is procurement
Shah and Hasan (2016) and procurement-academy.com (20121) explain that it is imperative that organisations acknowledge that procurement needs careful consideration and constant evaluation. Procurement, which requires the involvement of all sections in an organisation, can be difficult to manage, but it is a procedure that cannot be detached in organisations
Rushton, Croucher and Baker (1989) assert that, for an organisation to experience success, the procurement process is a crucial factor, as it guarantees acceptable levels of supplies to ensure no delays in daily production. As importance is laid on reducing costs through effective procurement, larger organisations will usually have a specific section that handles the voluminous transactions.
Diploma in procurement and supply (2021) state that procurement can be best described via the five rights; right price, right quality, right time, right quantity and right place.
· Price includes costs sustained by the service or product, moving the service or product via the supply chain and the cost of conveying them through the environment.
· Ensuring the quality and standards of the service or product requested.
· Time and cost are frequently deliberated over together and procurement personnel are required to consider all areas of time. 
· Quantity determines that the purchaser buy the correct amount of service or product, as increased costs or unfulfilled sales would result from over or under quantities.
· Place concerns services and goods being delivered to the correct place. In supply chain management and transportation planning, the ‘Last Mile’, which accentuates the focus on the right place, is a term utilised to explain the progress of services and goods from a transportation center to an end location. 

2.2 The evolution of procurement 
Procurement was not considered critical to the performance and competitiveness of an organisation until the second half of the 20th century, when developments in global markets and the progress in procurement systems brought about change. Dahwa, Al-Hakim and Ng (2013) identified crucial environmental aspects, shortages of necessary commodities and the demand for competent and effectual sourcing and procedures, as influencing developments in procurement methods.
According to Rejeb, Sule and Keogh (2018) the evolution of digitisation of procurement undertakings has impacted positively upon the procurement operation, as electronic procurement (e-procurement) intensifies the efficiency of procurement tasks. Traditional procurement processes resulted in "one-to-one" contact between purchaser and supplier, but digitisation provides the opportunity to collate information gathered on a digital platform. This information is accessible, processed and shared with all supply chain associates. 
Sustainable, competitive advantage is a goal for many organisations, and this has resulted in recognition of the valuable role of procurement. Dahwa et al., (2013) contend that procurement procedures are gaining in importance for organisations, as these procedures have shifted from being administrative to strategic and are a factor in gaining a competitive advantage. Past studies demonstrated that an organisation’s procurement operations considered organisational needs, building connections with suppliers and comprehending customer requirements. As supply 
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chain management has evolved, procurement procedures make a greater contribution to the competitiveness and proficiency of an organisation. Current studies demonstrate the positive impact effective procurement procedures can have on quality of products, relationships between purchaser and supplier and on organisation performance. 

3.0 Procurement Strategy 
“Procurement strategy refers to a long-term plan to cost-effectively acquire the necessary supplies from a list of efficient vendors who will deliver quality goods on time, abiding by the purchasing terms” (Kissflow.com, 2021).  A procurement strategy will often rely on certain elements, including the budget available and potential risks and focus on options, and incorporate the aim to increase organically and lessen costs. 
Brush Switchgear is reputed for high quality product performance, innovation and supplying superior service standards to, for example, consumers in the key utilities, industries and transport around the world. The CEO of brush switchgear states that “by having a procurement strategy it helps the procurement department to underpin the strategic plan and provides a strategic focus for the role of the procurement team. Though savings is a significant part of the procurement contribution our function should look beyond savings as being the only value that is on offer. The strategy should incorporate wider social economic and environmental aims and consider how these align with business needs and how procurement assistance can be translated into activities that will contribute and support the businesses goals” (Kissflow.com, 2021).

4.0 The Karljic Matrix 
The Karljic Matrix can be used to categorise and analyse the purchasing folder of an organisation and is favoured when establishing a procurement strategy. Diploma in procurement (2012) and Caniels and Gelderman (2005) determined that Peter Kraljic viewed a purchasing strategy as reliant on two significant factors, supply risk and profit impact. Supply risk is evaluated in terms of quantity of suppliers, obtainability, storage hazards, substitution chances, competitive demand and manufacture of purchase opportunities. Profit impact signifies the quantity bought, the impact on product quality, the proportion of purchase cost or the impact on organisation expansion. Kraljic recognises four sorts of product groups in supply risk and profit impact as shown in figure 1.
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(Figure 1, Mindtools.com, 2021)

Leverage items – Leverage products combine low supply risk with a large part of the end products cost. A further strategy in this section is to develop a strategic partnership.
Bottleneck items – These products are at risk concerning their supply and have modest influence on an organisation’s financial outcomes. A suggested replacement strategy is to seek alternative suppliers and shift to the non-critical quadrant.
Non-critical items – These items normally have low value per unit, trigger a small number of technical or organisation related issues and various alternate suppliers can be located. Therefore, buyers pooling purchasing needs is recommended. 
Strategic items – These items are valuable due to their significant impact on high supply risk, as these products can frequently only be bought from a single source, and profit. The advice in this quadrant is to sustain a strategic partnership, end a partnership or locate a new supplier.
Kraljic stated that “the general idea of the portfolio approach is to minimise supply vulnerability and reduce costs, by making the most of potential buying power’’ (Caniels and Gelderman, 2005).  Procurement then becomes a strategic activity and Kralijic maintains that purchasing becomes supply management. Therefore, dependence and power are a significant factor in the Kraljic approach and effect the procurement strategy option in each quadrant. 
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5.0 Brush Switchgear’s Procurement strategy 
Strategy is the way in which an organisation develops in relation to procurement procedures aligned with its strategic mission. 
Sustainable Procurement is a “process of acquiring goods, works and services from a supplier that provides the optimum combination of whole life costs and benefits to meet the customer’s requirements. It is a process whereby organisations meet their needs for goods, services, works and utilities in a way that achieves value for money on a whole life basis in terms of generating benefits not only to the organisation, but also to society and the economy, while minimising damage to the environment” (Kalubanga, 2012). 
To achieve greater sustainability is part of Brush Switchgear’s strategic mission and employing a sustainable procurement strategy will support them in attaining their mission. The organisation has a focus on reducing waste, prevailing over supply chain risk, improving organisational efficiency and achieving a competitive position while taking into consideration environmental issues from a competitive perspective. Sustainable procurement, for Brush Switchgear, is focused on where products originate from, what they are made from, who made them, how they are transported and how they are ultimately disposed of. It means considering environmental, economic and social impacts in purchasing options, which includes improving cost, obtainability, quality, environmental lifespan impact and social impacts. The CEO of Brush Switchgear maintains that “a sustainable procurement strategy is “critical” to the survival of the business” (brush.eu, 2021). Brush switchgear identified the need to employ this strategy to maintain a competitive advantage, as other organisations are developing more sustainable practices and a greater number of consumers are seeking sustainable products. 
A review of literature by Kalubanga (2012) demonstrates that, when sustainable procurement is employed successfully, it has the possibility to impact on reducing costs, timescales and risks, increasing sales and profit margins and enhancing company reputation and stakeholder relationships.

5.1 Green Procurement 
An escalation in environmental regulations, combined with increased pressure from a range of stakeholders, has resulted in environmental initiatives developing into a basis for competitive equivalence. Sustainable procurement is integrated by Brush Switchgear through a green procurement strategy. Green procurement is defined as “affirmative selection and acquisition of products and services that most effectively minimise negative environmental impacts over their life cycle of manufacturing, transportation, use and recycling or disposal” (Dubey, Bag, Ali and Venkatesh, 2013). 
When utilising green procurement, Brush Switchgear ensure the environmental aspect is considered together with other dimensions, including quality, technology, cost and other strategic important variables, when procurement decisions are made.  This is illustrated when examining Brush Switchgear’s green procurement strategy, as part of this strategy is to work in partnership with suppliers and support their endeavors to lessen environmental impacts by making changes to choices made regarding materials used and product design. Brush Switchgear are being more 
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discerning when establishing sources of supply and active management, between them and the supplier, is required from raw materials to end disposal of the product. 
Brush Switchgear give priority to suppliers offering environment friendly materials and end products. Brush Switchgear work with their suppliers to guarantee that materials and equipment and their manufacture are environmentally friendly. As this strategy moves along the supply chain, ‘greening’ results.
Brush Switchgear have identified advantages from incorporating a green procurement strategy, including cost reduction. For example, landscaping products, paper to electronics, and transportation are competitive with regards to quality and can over time, cost less over the life of the product. Most of these products use less resources, such as water and energy, thus reduce costs and, as environmentally friendly products cause low levels of waste, lessens the cost of waste and hazardous material control. 
Environmental initiatives have improved the competitive standing and moderated market risks for Brush Switchgear. Furthermore, by promoting green procurement and being environmentally friendly, Brush Switchgear have acquired trust from customers. A range of stakeholders and consumers support the green movement, thus a green procurement strategy lessens risk, enhances market reputation and brand image and facilitates competitive advantage.
Brush Switchgear have identified some challenges of green procurement. Rais, Bidin, Bohari and Saferi (2018) state that “a low level of knowledge and understanding are obstructing the implementation of green procurement in organisations” (Rais, Bidin, Bohari and Saferi, 2018).  Brush Switchgear identified the time needed for implementation of green procurement, reliance on customary working practices and the difficulty in changing procurement behavior as challenges. 
It can be argued that there are many advantages to establishing green procurement in an organisation, and that the advantages clearly outweigh the disadvantages. Dubey et al., (2013) assert that greening the supply chain has many advantages for an organisation, such as, reduced costs and enabling suppliers to contribute to decisions made that endorse environmental innovation. Case studies from organisations in Australia and Europe illustrate that adopting green procurement aids gaining a competitive advantage, as it improves financial and operational performance.

5.2 E-procurement 
Through e-procurement, Brush Switchgear integrates a sustainable procurement strategy. “E-procurement includes web technology-based purchasing solutions aimed at simplifying commercial transactions within and between organisations and information technology solutions for ordering, logistics and handling systems as well as for payment systems” (Ramkumar and Jenamani, 2015). 
E-procurement, which is efficient, automated and paperless, encourages the sustainable procurement of services and products. Brush Switchgear incorporate their invoicing, leading to automatically produced purchase orders, which lessens paper utilisation and accelerates the purchasing procedure. E-procurement is also incorporated in resource planning, initiating a paperless workflow, thus reducing the use of paper lessens the impact on forests, limits air, water 
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and pollution, generates less waste, reduces energy use and climate change emissions and ultimately saves costs over time. 
E-procurement provides an improved system of monitoring and managing sustainable purchasing policies for Brush Switchgear. It provides online accessibility to information about suppliers, such as environmental policies, government and environmental agency accreditations and sustainable purchasing policies. This results in a selection of appropriate sustainable suppliers to choose from, improved price arbitration and enhanced obtainability of sustainable products. 
Ramkumar and Jenamani (2015) identified that E-procurement, “is a tool that streamlines the procurement processes and improves productivity and efﬁciency” Ramkumar and Jenamani, 2015). The advantages to an organisation, such as Brush Switchgear, includes controlled spend, reduced cycle time, dissident spend and enhanced efficiency. Therefore, by operating a sustainable procurement project by employing e-procurement procedures, Brush Switchgear can diminish the challenges.
An e-procurement strategy has some risks, such as the initial costs of moving to sustainable, environmentally friendly products, the availability of these products due to stock quantities held by suppliers and the ability to secure updated product details, which include environmental specifications. 

5.3 Outsourcing 
Outsourcing can be defined as the system of delegating operations to a third party, who can complete work better, at a lower cost and swifter. Brush Switchgear utilises outsourcing as part of their procurement strategy, focusing on central to value activities and outsourcing noncore activities to a trusted third party. 
Brush Switchgear excel at assembling on the production line, but face delays due to waiting for sub-assemblies from other divisions as specific resources are not required full-time in the organisation. Technical expertise and maintenance are required intermittently, and the cost of employing and training a computer support technician is high, so outsourcing this operation is beneficial to the organisation. Brush Switchgear also outsource to enable them to have access to skilled specialists, for flexibility to reflect changing organisation environments and improved performance offered by the outsourcer company due to economies of scale. 
Tayauova (2012) maintains that the most noteworthy benefits of outsourcing include reduced costs, flexibility, improved performance, access to specialist personnel, focus on core activities and improved competitive position. 
Although there are many benefits to outsourcing there are disadvantages, such as loss in managerial control over outsourced operations. Outsourcing needs to be selected in a manner that does not have a negative impact on the quality of services and goods produced and its standing on the market. There is also the disadvantage of hidden costs associated with additional charges for the service provided, not covered in the contract. 
Brush Switchgear’s main challenge with their outsourcing strategy is sustainability and the ability to meet their sustainable procurement strategy.  The organisation works with their outsourcing suppliers to ensure that environmentally friendly materials and equipment are used and that 
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production processes are environmentally friendly. Brush Switchgear work with outsourcing suppliers to have products delivered in bulk, to reduce packaging and ensure use of recyclable packaging, and to lessen transport pollution, due to a more efficiently packed delivery truck and reduced travel. Greater efficiency in transportation will thus help reduce CO2 emissions and help save the environment. 
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6.0 Conclusion
Research acquired for this report demonstrates that the procurement strategies employed at Brush Switchgear have a positive impact, as verified by the success of Brush Switchgear as a global company. Brush Switchgear acknowledge that a sustainable procurement strategy, incorporating social, economic and environmental aims, is crucial if they are to maintain a competitive advantage and meet the demand for sustainable products. 

This report demonstrates that there are advantages and disadvantages to green procurement, e-procurement and outsourcing but It can be argued that the advantages outweigh the disadvantages. 

In conclusion, current studies demonstrate the positive impact effective procurement procedures can have that when sustainable procurement is employed successfully, it enhances company reputation and stakeholder relationships.
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