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Hello - I’m Geni 

 Europe & UAE 
 18 years Strategic Procurement 

o 11 - Procter & Gamble 
o 7 - Consultant & Trainer 
o Training for CIPS since 2016 
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Direct 
 Indirect 

 Innovation 
Marketing 
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You can’t put a price on Creativity 
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Safety 

Innovation 
Creativity 
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Why look at Marketing? 
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Category least known by Procurement… 
yet one of most complex 

Case study 

Marketing 
challenges Learnings Reapply to 

your work 
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Procter & Gamble 

170+ yo 
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Marketing Spend 
8 Billion USD  

No Procurement involvement! 
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But you know nothing about Marketing 
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Advertising / Creative 

Media Planning & Buying 

Advertising / Creative 

1. Complex Category => Many Sub-Categories 
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Agencies going  
‘Through  
The Line’ 

are ‘Integrated’ 
 Public Relations 

POS Design 

Research 

Events 

Sampling 

Brand Consultancies 

Direct-to-Consumer 

Business Gifts 

ATL 
Above - The - Line 

BTL 
Below - The - Line 

Mass media advertising, anyone 
passing can get the message: 
TV, Print, Radio, OOH 

Advertising targeted to 
very specific clients or 
consumers, potentially 
with a 1-to-1 contact 
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1. Complex Category => Many Sub-Categories 

LEARNINGS 
 The Procurement process is the same irrelevant of 

what you buy 
 You will always be learning new things => don’t let 

anyone put you off 
 Understand that covering a new category properly 

can take years 
 Understand who is who early on 
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1. Complex Category => Many Sub-Categories 

REAPPLY 
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 Prioritise by 
Spend and Risk 

 Scheme out how 
it all interacts 

Understand their 
processes, internal 
& external 
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It’s not up to us, it’s up to the agency 
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2. Extensive Supply Chain… Network! 
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Advertising / Creative Agency Tier 1 

Tier 2 

Tier 3 

Tiers 4+ 

Production House 
Shooting 

Post-Production House 
Editing 

Events 

Vertical or Horizontal Integration is very common! 

Promoters 

Talent Manager 

Models / Actors 

Creative Retouchers Fabricators 

Lighting 

Casting 

Film Director 
Photographer 

Make-Up 
Graphic Designer Location 

Stock Images 

Music Composers 

Clothes Stylists 
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2. Extensive Supply Chain… Network! 
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LEARNINGS 
 Despite your long Procurement experience, expect to 

find the oddest things  

 Try to understand how far up/down the tiers you can 
go 

 Ask, ask, ask! When you are new, they won’t mind 

 Challenge cautiously 
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2. Extensive Supply Chain… Network! 
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REAPPLY 

 Plot multi-tier 
supplier network 

 Understand power 
hierarchies between 
companies 
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If they say No, we say No 
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3. Very Picky Stakeholders 
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Marketing AdProd Managers 
or External Consultants Ad Agency 

Procurement 

Management 

  

 

 
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3. Very Picky Stakeholders 
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LEARNINGS 
 You might need to adapt a more flexible approach in 

certain industries 

 Tackle the most difficult relationships first 

 Even the most supportive management may not be 
there when you expect them to 

 Fast initial results are critical 
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3. Very Picky Stakeholders 
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REAPPLY 

 Get “plugged in” by 
influential stakeholders 

 Work on your CRM & SRM 

 Earn their trust fast 
“In Rome do as the Romans do” 

 Figure out different 
relational dynamics 
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What’s your budget? 
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4. Many Compensation Methods 

A. Commissions System 
 Media pays 15% of earned from client back to agency 

B. Mark-ups / Percentage Charges 
 Agency charges a % fee over bills paid to third parties (Tier 2+) 

C. Negotiated Fees 
 Project: Fixed fee based on the brief. Can be based on client’s 

budget. 
 Retainer: Monthly average cost for annual estimated projects. 
 Cost-Plus: Total cost of work + agreed % of profit. 
 Time Sheets & Day/Hour Rates: Agreed ratecard charged over 

time registered. 
 Incentive-Based: Fees & bonuses based on KPIs and results 

achieved. 
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TRADITIONAL 

BECOMING 
POPULAR A mixture of the above will be more realistic 
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4. Many Compensation Methods 
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LEARNINGS 

 Compensation methods can be wacky due to 
“historical purposes”  

 You might need to challenge everything. They may 
not like it, but it’ll bring you the results 

 Don’t be afraid to propose new ways of doing things 

 

 



In partnership with 

4. Many Compensation Methods 
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REAPPLY 

 Remember you are 
the client 

KPIs = Bonus / Penalties 

Get to the nitty-
gritty of where 
the cash flows 

 Figure out when it’s 
worth to look at the 
bigger picture 
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But we need the best 
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5. Quality Variations, Same Service 
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5. Quality Variations, Same Service 
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LEARNINGS 
 Understand their concerns and POVs 

 Challenge their requirements 

 Exceptions may need to be taken into consideration 
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5. Quality Variations, Same Service 
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REAPPLY 

 Allow for exceptions 
(e.g. Star photographers) 

Understand when 
is good vs. very 
good required 

 Ask a lot to find out 
the missing pieces 
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CREATIVE RETOUCHERS 
Buying Creatively – Case Study 
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Retouching of the raw visual 

and/or 

Composition of several visuals 

 

for the creation of the Master Artwork 

Creative Retouching UK 
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The Raw Visuals 
= unretouched images 

(50-350 MB, these were 92MB) 

 Photographer takes 000s photos 
 Picks 3 which sends to Agency 
 Agency chooses 1 w/ Marketing 
 Agency sends to Creative 

Retoucher, along with other 
“Elements” and “Brief” 

The Raw Visuals 
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 Can be in 
different 
formats (List of 
items on Word 
doc, scribbles over 
photograph) 

 As a PDF 
with little 
“Post-it” 
notes 

 E.g. “take 
strap out” 

The Photographer => Retoucher Brief 
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 Cost structure:  
 $/Hour * number of hours for job 

 Physical Proofs (used internally and to send to clients) 

 Triple bidding: time consuming 

 WE 1.8M$ spend: UK 49%, DACH 23%, France 20% 

Background 
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 Many retouchers used 

 High disparity of pricing paid 

 Faster approval process if eliminating triple 
bidding 

 

Opportunities 
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 No compromise on Creativity nor Quality 

 There must be a choice available 

 Photographers may object (e.g. Star photographers) 

 Agencies have their own in-house retouchers 

 Cost structure still depends on number of hours for job 

Watch-outs 
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How do you ensure best costs  
while providing choice,  

maintaining creativity and quality  
and generally keeping the agencies happy? 

Challenge 
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 Run an enquiry 

 Run a blind test 

 Put all judges together in one room! 

Solution 
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 Interviewed roster agencies on best procedure 

 All provided feedback on list of 71 retouchers and 
added any others they would recommend 

 Identified 3 categories of retouching:  

1. Beauty Critical (Max Factor) 

2. Beauty Non-Critical (Pantene) 

3. Non-Beauty (Ariel) 

 Asked 3 largest roster agencies to provide me with their 
chosen brief for the most critical brands in each 
category (S&S, Leo Burnett, Grey) 

Method 
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 RFI send to 71 suppliers 

 RFQ sent to 15 suppliers, including agency in-house 
retouchers… 2 pulled out when read enquiry docs! 

 RFQ: 
 $/hour for retouching 

 $/item (e.g. paper proofs) 

 For each Brief: Total $ and # hours taken to do 

RFI / RFQ 
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 All retouched images had to be sent to me electronically 
and on a paper proof 

 Identified each image with a random number and used 
different methods to track them back in case of queries 

Ensure fairness 
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 Presented these to all agencies, at the same time, in the 
same room, to ensure that we had exactly the same lighting 
conditions and that they agreed at least on their joint 
preferred 6 top suppliers for each brief (+ top 3). 
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 Final approved list: 
 2 newcomers 

 2 agency owned 

 2 post-production studios  

 Savings  
 UK: $ 390K (~45%)  

 Total WE: $ 800K  

Results 
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 2 year allocations w/ qualitative review after 12m 

 No volume commitments 

 No more than 40% of P&G business/supplier 

 Double bidding will still take place => suppliers still need to be 
competitive on # hours 

 Exceptions (e.g. Star photographers w/specific style) will need 
alignment w/Marketing Procurement 

Control Methods 
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Thank you  

Questions? 
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