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Competition among companies gets harder every year. Those companies which are capable 
of transforming their business, will survive. One of the megatrends, called Product-as-a-
Service (PaaS), is a way to increase profitability in a long run. The case company has been 
successful in product selling, however the company introduced a new sales business model 
which aims at increasing revenue by investing in service business. This study focused on 
the new sales model and it introduced a plan how to deploy the model in the case company. 
 
This study started by analysing the current state in the case company. In this stage, data 
was gathered by interviewing the stakeholders that revealed the gaps between the new and 
old sales models. This stage was followed by a literature review. The review concentrated 
on change management and behavioural change in order to fill the gaps. A conceptual 
framework was developed from the literature review. Next, the stakeholders added their rec-
ommendations to the conceptual framework, and finally this initial proposal was introduced 
to the managers. 
 
The study revealed that the managers need to focus on communication and leadership dur-
ing the deployment. Communication, with a leadership method, aims at increasing overall 
commitment. These are the main parts of this seven step deployment plan. In addition, the 
plan includes minor topics, e.g. readiness, responsibilities and motivation. For the managers, 
the deployment plan offers a simple way to plan and implement the needed changes and 
finally utilize the learnings in the future.  
 
The case company may consider, if the structure of this thesis is applicable in other change 
projects. Change agents in the company have to plan, execute and evaluate change pro-
jects and this thesis might offer some ideas how to assess readiness from the company as 
well as from individuals’ perspective.      
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1 Introduction 

Services has become a significant revenue source for many companies in recent years. 

Many organizations identify the need for offering support and services during the whole 

product life cycle. For an organization, service offerings might provide competitive edge 

in highly competitive markets, where the quality of products is equal high with each other 

and price erosion cuts margins. 

The academic world, plenty of research has been carried out to study Product-Service 

Systems (PPS) and servitization. Both terms elaborate how companies, especially in the 

manufacturing, could add value to customers by offering additional services to the main 

products of companies. In addition, a great deal of research has focused on customer 

value and how companies should adapt customer values to their products and services.   

On the other hand, changing people working habits, adapting new working methods and 

driving change throughout organizations have been found challenging. Most of change 

projects do not achieve expected targets. Megatrends such as digitalization helps com-

panies to perform better and it might improve overall business but still, organizations are 

made of people. Those people are the change makers in the rapidly changing world. It 

has been said that change is here to stay and people are forced to adapt a new normal. 

The ongoing Covid-19 pandemic has shown that people are able to alter and adapt when 

there is a true need for it.   

1.1 Business Context 

The case company is operating in eye care and they are globally the biggest in the in-

dustry, with more than 20.000 employees globally. The company consists of two busi-

ness units, Surgical and Vision Care. Surgical business is focused on eye surgery prod-

ucts and Vision Care comprises contact lenses and ocular health products. The case 

company estimated in 2018 that market size for surgical segment is approximately $ 9 

billion and at the same time surgical business unit’s revenue was $ 4 billion. The case 

company’s annual revenue has been approx. $ 7 billion. 

Recently the case company was separated from a parent company. Being an individual 

stand-alone company, the company had to revise their strategy and vision. The company 
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announces that in the future sustainable growth is generated from key products, new 

technology, markets growth and new business models.  

In the Nordic cluster, in Denmark, the headquarter and business back-up functions are 

being grouped. All other Nordic countries have branch offices, which include local sales 

and technical services operations.  

1.2 Business Challenge, Objective and Outcome 

One of the strategy pillars of the case company are new business models, which would 

be more customer value-based models. The new strategy pillar is focusing on the pro-

cedures of customer instead of looking at it from one product or service side. Recently, 

based on the company strategy, a new sales business model was launched to deliver 

better service to the customers. In the surgical business unit, the new sales model con-

tains the company’s operations such as sales, technical services and clinical application 

training support.   

The new sales business model is expected to increase the company’s revenue, but it is 

unknown how the model will influence the company’s operations. Therefore, the objec-

tive of this thesis is to propose a plan how to deploy the new sales business model to 

the Nordic region. The expected outcome would be a deployment plan.  

This thesis focuses only on Surgical business operations.   

 

1.3 Thesis Outline 

The case company has not had a service business strategy that would aim at selling 

support and consultation services to the customers. Typically, the customers have re-

ceived support on a side of their product purchases. As a good example from the past, 

if a customer faced an issue or a problem, they just contacted their favorite representa-

tive in the company, the representative forwarded the problem to a corresponding per-

son, and the customer’s problem was solved eventually. The above description illustrates 

the need to improve the entire service business, starting from service offerings for the 
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customers and internal functions of the company. Today, the case company aims at ser-

vicing the customers in a professional way and secondly, make the service business a 

strong part of the new independent company.  

This thesis offers a deployment plan, which includes proposal how to deploy the new 

sales business model to the Nordic. This thesis is built on seven sections. First, the ob-

jective is defined based on the business challenge, which is followed by the research 

design in section 2. This section describes the research approach, the methods to gather 

the data and the design that shows how the sections are linked to each other.  Section 

3 analyzes the current sales model and the problems in it. The following section reviews 

literature from change management perspective and several other areas that were seen 

as problems in the deployment of the new model. The outcome of this section is a con-

ceptual framework that is a starting point for the next section. Section 5 shows how the 

initial proposal is created with the stakeholders and section 6 describes how the manag-

ers modified it as this being the validation process of the deployment plan. Finally, in the 

last section, includes a summary, evaluation and recommended next steps for the case 

company to put the plan into action.    
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2 Method and Material 

This section explains the research approach, research design, data collection and anal-

ysis methods used in this Thesis. 

2.1 Research Approach 

Research aims to increase understanding and knowledge of a topic or issue. Similarly, 

the business world demands better performance and there are constant need for devel-

opment and change. Therefore, Saunders et al. (2012:8) highlights that business re-

search projects can be put on a line where at one end of the line applied research aims 

to present business issues to managers so they can understand it and act on it, i.e. make 

practical applications. At the opposite end of the line is basic research that focuses on 

understanding the processes and outcomes in business. Kothari (2004) states that “Ap-

plied research aims at finding a solution for an immediate problem facing a society or an 

industrial/business organization” 

Kananen (2013) emphasizes that design research is conducted in organizations to im-

prove operations. He states that the purpose of design research is to change current 

process, services or situations. Kananen (2013:44) highlights that action research and 

design research aims to change or improvement. However, in action research, the re-

searcher is working with those who are directly involved in the operations of the business. 

He continues by stating that action research is “best suited for situations where the object 

is a group and its operations”.    

There are different methods to gather data and the researcher has a central role in de-

sign research because he/she collects the data. To understand a phenomenon, qualita-

tive research is a suitable method. Without understanding the phenomenon, develop-

ment work is not possible to convert into a research. In qualitative research, interviews 

are conducted by asking open question. Trochim and Donelly (2008) mention that qual-

itative research is suitable to get a more in-depth view on a phenomenon. When con-

ducting interviews, the researcher could utilize different methods to collect data. One 

method is to observe during the data gathering. Tools to observe are i.e. video recording 

and writing down as many things associated with the situation. Another way is to conduct 

theme interviews. It can be used when it is required to define a problem, evaluating ef-

fectiveness or evaluating results. The researcher should conduct a technique where a 

theme interview progresses from general matters to detailed (Kananen, 2013).  
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To find out what would be the deployment plan (outcome of this thesis), the best suited 

method was to ask stakeholders opinions and let them openly describe their opinions. 

Kananen (2013) states that the qualitative method is best suited for a situation which 

seeks to achieve a deeper understanding on a phenomenon. In researches where the 

qualitative method is utilized, those use words and sentences to understand and interpret 

the problem at hand. Kananen (2013) continues by stating that the qualitative method 

has no firm guidelines, meaning that the outcomes of the qualitative method direct the 

progress of the research.  

In this study, the objective was to propose a plan how to deploy a new sales business 

model to the Nordic region. This thesis was aimed to help the managers to deploy a 

choice of a strategy of the case company and therefore improve business processes and 

create new knowledge. As the purpose of this thesis was to understand how to deploy 

and additionally understand the cross-functional business processes, action research 

approach was selected. Stakeholders interviews were conducted using open questions 

and theme interviews to provide detailed information and deeper understanding for the 

purposes of this research. The qualitative method was chosen for data collection be-

cause it best suits the purpose of this thesis. 

2.2 Research Design 

In this study, the research design consists of five stages. The design starts from the 

objective that springs from the case company’s business challenge. Each independent 

stage provides an outcome that is utilized in the following stage.  The Research design 

for this thesis is shown in figure 1.  
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Figure 1. Research design for this thesis. 

As seen in the above figure, the research design has five stages. In the first stage, the 

objective of the study was selected. It reflects the business challenge where the case 

company aims to find new revenue flow from the service business. The second stage 

targeted to find out the current state of the case company. Interviews (data 1) was con-

ducted with the stakeholders who were affected by the new business model and the 

current model. The outcome of the interviews was a list of features that distinguishes 

between the old and new models and strengths/weaknesses that affects to the deploy-

ment of the model. In the following stage, literature was reviewed to discover ideas that 

would help to deploy the features. In stage four, a proposal how to deploy the new sales 

business model, was created based on the findings from literature, the current state anal-

ysis and the input from stakeholders (data 2). In the fifth stage, the initial proposal was 

presented to the decision makers. Based on the interviews in data3, adjustments were 

made to the initial proposal. 

Figure 1 illustrates how the outcome of this study, the deployment plan, was put together. 

Several interview rounds took place in data 1 collection. Over the interview rounds ben-

efits and obstacles were identified to successfully deploy the new service business 

model. The Second data collection (data 2) concentrated on working on the points that 

was discovered from the current stage analysis. In data 3 collection, where the final pro-

posal was created, decision makers were interviewed. The next chapter illustrates how 

data was collected and analyzed.   
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2.3 Data Collection and Analysis 

This section describes how Data 1-3 was collected in three different stages shown in 

figure 1. Table 1 below presents the data collection plan. It shows that interviews and 

workshops were the main methods to gather data. In the first data collection round was 

shown a leaflet, which described the new sales model.  
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Table 1. Data collection 

 CONTENT SOURCE INFORMANT TIMING OUTCOME 

DATA 1 

ANALYSIS OF CUR-

RENT SALES BUSI-

NESS MODEL and 

NEW SALES BUSI-

NESS MODEL 

Description of current sales 

model 

Description of new sales 

model 

Stakeholders interviews 

Leaflet of the intro-

duced new sales model 

Sales manager 

Sales reps 

Clinical Application 

specialist (CAS) 

Field engineers 

January  

2020 

Summary of gaps of the 

sales models 

 

Obstacles with current 

tools and way of working 

DATA 2 

DEVELOPING A DE-

PLOYMENT PLAN 

How to deploy the step plan 

How to improve communi-

cation 

How to improve leadership 

Stakeholder  interviews 

Stakeholder workshop 

Sales reps 

Clinical Application 

specialist (CAS) 

Field engineers 

May – 

December 

2020 

Initial proposal of a de-

ployment plan 

DATA 3 

VALIDATION OF PRO-

POSED PLAN 

Improvement ideas to initial 

proposal 
Managers workshop 

Sales manager 

Key account manager 

February 

2021 

Final proposal 

of a deployment 

plan 
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As seen in table 1, Data 1 was collected by conducting face-to-face meetings at the 

premises of the case company or Skype calls with the stakeholders. The first round of 

interviews aimed to understand the current service models, its benefits and weaknesses 

from different aspects. At the same interview round the new model was discussed and 

what benefits and challenges it has from individual stakeholder’s point of view. The in-

terviews were conducted asking mainly open questions where the stakeholder stated 

their insights descriptively. The interviews were audio-recorded and documented into the 

field notes.  

The initial proposal was built with the stakeholders. This data 2 was gathered by inter-

views, either in face-to-face meeting or remotely. The sales reps, clinical application spe-

cialist and engineers took part in this data collection round, including eight interviews in 

total. Their recommendations were noted down and the interviews were audio recorded.  

In the last data collection round (data 3), the recommendations were presented to the 

managers. The first meeting focused on the recommendations. The managers discussed 

about the modifications which were needed in the deployment plan. In the second meet-

ing were discussed more in detail, how the modifications fit in to the plan and finally the 

deployment plan was validated. Table 2 shows in detail the how the data in this thesis 

was gathered.     

Table 2. Data collection and interviews with the stakeholders 

 Participants / 

role 

Data type Topic, description Date, 

length 

Documented 

as 

 Data 1, for the Current state analysis (Section 3 or 4) 

1 Respondent 1:  

Engineer 1,  

Face-to-face 
meeting 

Technical Service processes 
and describing current model 

Jan 
2020,  

1 hour 

Field notes 
and recording 

2 Respondent 2:  

Engineer 2,  

Face to face 
Interview 

 

Technical Service processes 
and describing current model 

Jan 

2020,  

1 hour 

Field notes 
and recording 

3 Respondent 3: 

Engineer 3,  

Skype meeting 

 

Technical Service processes 
and describing current model 

Jan 

2020,  

45 min 

Field notes 
and recording 

4 Respondent 4: 

Sales rep 1;  

Face to face 
interview 

 

Sales processes and describing 
current model  

Jan  

2020,  

1 hour 

Field notes 
and recording 

5 Respondent 5:  Skype meeting Sales processes and describing 
current model 

Jan Field notes 
and recording 
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Sales rep 2;   2020,  

1 hour 

6 Respondent 6: 

Sales manager,  

Face-to-face 
Interview 

 

Sales processes and Nordic 
sales  

Jan 

2020,  

1 hour 

Field notes 
and recording 

7 Respondent 7: 

Sales rep 3 

Face-to-face 
Interview 

 

Sales processes and describing 
current model 

Jan 

2020,  

1 hour 

Field notes 
and recording 

8 Respondent 8: 

CAS,  

Face-to-face 
Interview 

 

Describing CAS daily work and 
collaboration with others  

Jan 

2020,  

45min 

Field notes 
and recording 

 Data 2, for Proposal building (Section 5) 

9  

Respondent 9, 
engineer  

 

Face-to-face 
interview 

 

Building a proposal, demo pro-
cess  

May 
2020, 1h 
15min 

Field notes 
and recording 

10 Respondent 10,  
CAS 

Face-to-face 
interview 

Building a proposal May 
2020, 1h 
30min 

Field notes 
and recording 

11 Respondent 11, 
engineer  

Face-to-face 
interview 

Building a proposal, demo pro-
cess 

May 
2020, 1h 
15min 

Field notes 
and recordings 

12 Respondent 12, 
Sales rep,  

Skype meeting Building a proposal, demo pro-
cess 

June 
2020, 1h 
45min 

Field notes 
and recording 

13 Respondent 13, 
Sales rep,  

Skype meeting Building a proposal Novem-
ber 2020, 
1h 15min 

Field notes 
and recording 

14 Respondent 14, 

Sales rep  

Skype meeting Building a proposal Decem-
ber 2020, 
1h 30min 

Field notes 
and recording 

 Data 3, from Validation (Section 6) 

15 Respondent 13: 

Sales manager 

Respondent 14: 

Key account 
manager 

Group inter-
view 

Validation, evaluation of the Pro-
posal 

February 
2021, 
60min 

Field notes  

16 Respondent 13: 

Sales manager 

Respondent 14: 

Key account 
manager 

Group inter-
view, Final 
presentation 

Validation, the deployment plan February 
2021, 45 
min 

Field notes 

 

In total, there were 16 interview sessions and average duration was 60 minutes. In addi-

tion, the author of this thesis looked up any documentation that would be significant for 

this thesis. However, it was found that the case company do not introduce process flows 
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diagrams or process maps, even if these type of documents have been created by the 

process owners. Table 3 shows a document, which was given by the case company. As 

part of the current state analysis, the author of this thesis reviewed the document.   

 

Table 3. Document in data1 

 Name of the document Number of 
pages/other 
content 

Description 

A Leaflet  16 pages 
New model description, roles 
and responsibilities 

 

As seen in Table 3, one document was analyzed for the current state analysis. The doc-

ument was shown to the stakeholders when the interview rounds were conducted to get 

them fully understand the new sales model, which was presented to personnel by the 

management.   

The main purpose was to understand stakeholders’ visions of the models. The main 

method was to conduct interviews (data1) and collect information. The information was 

the main source for the current state analysis. The current state analysis is described in 

the following section 3. 
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3 Current State Analysis 

This section analyses the current state of the case company. This section reviews the 

new sales model, the old sales model and the results of the stakeholders interviews. The 

outcome of this chapter are several aspects that are used to construct the conceptual 

framework in section 4.  

3.1 Overview of the Current State Analysis Stage 

The objective of this thesis is to offer a deployment plan how to deploy the new sales 

model. Gaining understanding of the current state, eight interviews were conducted with 

the stakeholders. Some of the interviews were face-to-face meetings as some of those 

were Skype meetings. Every meeting started with a short presentation about the target 

and the structure of this thesis. Secondly, the interviewer aimed to receive common un-

derstanding of the new model with the stakeholders and avoid the discussion to get side-

tracked. In addition, the interviewer aimed to prepare the participant to describe these 

two models. 

After discussions about the models, the interviewer shifted the discussion towards as-

pects, views and points that the stakeholders found hindering the deployment of the new 

model. Finally, these matters were noted and categorized.    

For the Current State Analysis, it was requested from the case company for all relevant 

documents that refers to the new model. Management had earlier shared a leaflet to all 

personnel and it was shown to the participants in the beginning of the interviews. There 

are some documents related to process flows that describe the current model, but it was 

found that participants could not locate those or they have never seen those. Obviously, 

no-one is referring to these documents in the daily business.  

The next chapters present the models from the stakeholders’ point of view. First, the 

current sales model is presented and it is followed by the new sales model. Finally, the 

gaps between these two models and the obstacles are summarized. 
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3.2 Description of the current sales model 

This chapter explains the old sales model in the case company. It consists of Sales, 

Technical Service (TS) and Clinical Application specialist (CAS) teams in each Nor-

dic country. Supporting functions and Customer Service (CS) are located in Denmark. 

The case company is organized as a matrix organization, where the sales division is one 

silo in the matrix. Supporting function such as finance, marketing, compliance and logistic 

are supporting all the silos in the organization. The Nordic sales manager is reporting to 

higher management level outside of Nordics. The local sales managers in each Nordic 

country is reporting to the Nordic sales manager.   

Technical services are reporting to the Nordic Sales Manager by the Nordic Technical 

Service Manager. Each Nordic country has their own team of engineers. Some countries 

have Team Leaders who have local responsibility to lead TS operation. 

Clinical application specialist (CAS) are their own group and they report to their manager 

outside of the Nordic organization. CAS personnel work quite independently. Typi-

cally, customers call them directly or local sales representative contacts them to get sup-

port.    

3.2.1 Sales team 

In each Nordic country, sales reps’ duties have been organized in a way that corresponds 

to the customer’s needs and the company’s product portfolio, which is quite comprehen-

sive, compared to other competitors in the market. Product offering covers consumables, 

medical devices, single used products, several different types of implantable. Sales team 

categorizes customers based on their potential and focus on products that would fit to 

customer’s needs. 

The sales rep’s typical workday could include customer visits which could include 

demonstrating new products, training and guiding the user to choose the right product 

for the right need and sharing the best practices to the clinical personnel how to utilize 

products in daily use. A tender process can be seen as a part of sales teams main duties 

because the process includes promotion of products and services. In this study, above-

mentioned activities are called Active selling operations.  
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Quite often, the customers want to know what the status of their product order is. Then, 

the sales rep typically traces customers’ shipments and backorders from the main ware-

house and handles product complaints. In this study, these sales reps action are called 

Resolving customer issues.  

The case company demands that documentation must be done properly so later on the 

quality inspectors could audit what was done, where and when. Such a documentation 

could include reporting information to CRM system such as products that were discussed 

in the meetings, who was/were involved and possible future actions. Further, the sales 

rep has to produce sales forecasts for management needs. In addition, sales rep is re-

sponsible to create and modify tailor-made customer packages. In this study, these are 

called Admin work and organizing. 

In the upcoming chapters, these activities are described in depth.  

3.2.1.1 Active selling operations – Public tender process 

Among sales reps, active selling operations are known as true sales work. Typically, this 

takes place at customers’ premises as well as in conferences where the sales rep meets 

customers. Common for these operations are that the sales rep has face-to-face meeting 

with customers. The sales reps find these moments worthy for promoting products and 

also find potential sales leads for the future. As a sales rep is working at customers’ 

premises, he/she is able to observe customers’ working environment. Because of the 

wide product portfolio of the case company, the sales rep has possibilities to promote 

the company’s product that would cover competitor’s products, which are in use at cus-

tomers’ clinic. 

The above description can be seen as the first step in public tender process. The below 

table shows in green the processes how tender process flow begins from the opportunity 

identification. Table 4 describes the process of selling a medical device.  
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Table 4. The process of selling medical devices 

 

As can be seen in table 4, the opportunity identification (in green) is one of the key active 

selling operations what the sales rep has to perform successfully. The goal is to demon-

strate the benefits of products and services to customers so that customers would define 

specifications for public tender in favor of the features of the case company’s product.  

During the next steps, customers define the specifications of the public tender based on 

the offering of service suppliers. Depending on how well product or service features fit 

the need of customers, customers might highlight some features that should be part of 

the specifications. Those could be recommended or mandatory features. The tender is 

published with the specifications and all service providers who take part on the offering, 

should fill all the necessary fields in tender.   

Demonstration means that customers can see how the product works in their daily use. 

The case company offers different types of medical devices and the demo process is 

described in below picture.  

 

Sales process 
Phase → 

Role ↓ 

Opportunity identification,  
Lead mapping  

Demo 
Tender preparation, 

approval and management 
signatures 

Installing a device 

CUSTOMER 

2 - Customer is willing to 
demo the equipment 

 4 - device satisfies and the 
customer wants to have an 

offer of a new device 

6 - Customer approves the 
terms of the tender and 

signs it 

8 - device installed, training 
starts 

Sales rep 

1 - Organize customer visit, 
identify opportunities, hand-

out marketing material.  

3 - Organize the demo with 
coordinator and demo 
contract with tender 

manager 

5 – Checks for price from 
pricing tool  

 
5.3 Hand-out signed tender 

to customer.  

7.2 - Be available, prepare 
training.  

Marketing and finance 
M&F 

  5.1 - Get approval for device 
prices and calculate tender 
for EFA, rental or  cash deal 

 

Tender manager 

 3.1 Prepare demo contract, 
get signature from 

management 

5.2 - Prepare tender for 
selected deal. Send it to 

sales rep.  

 

Coordinator 

 3.2 Find available demo 
device and arrange 

transportation 

 7 - Arrange new device 
transportation 

Technical service 

 3.3 Prepare medical device, 
installation of the device 

 7.1 - Installation of new 
medical device, get 

signature to installation form 

TOOLS  
Excel(available demo), Word 

(contract), email, phone 
Word (tender), Pricing tool 

(price check) 
 

Material needed: Marketing material 
Demo contract, installation 

form 
Tender with all info, price Installation form 

Supporting function: Marketing, sales coordinator 
Tender manager, 

coordinator 
Tender manager, Marketing 

and Finance 
Coordinator 
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Figure 2. Demo process 

As can be seen in figure 2, there are several internal stakeholders. First, the sales rep 

should check where available demo devices are. Second, the customer and the case 

company must conclude an agreement that specifies the terms. Terms are quite general, 

but they define responsibilities of both parties in quite a detailed way. Third, when the 

agreement is signed, the case company organizes transportation from the main ware-

house or from the local sales office. This process typically starts when the sales rep 

contacts a marketing assistant and asks for a demo device to be shipped to the customer. 

The marketing assistant has an Excel file that is updated every time when demo devices 

are transported to a different location. No-one else has access to the file. If it is found 

that demo device is available at the sales office in the corresponding country, the mar-

keting assistant contacts local service engineers and asks for support with packing and 

preparing demo device. There might be a need for a transportation box but there are less 

transportation boxes than demo devices. Separately of the demo device process, is a 

process for transportation boxes. In addition, the demo devices are stored in the main 

warehouse in Denmark. Fourth, the demo devices are shipped either from the ware-

house or from the local sales office to the customer site. Finally, as the demo device 

arrives to the customer, the service engineer must unpack the device from the transpor-

tation box and perform mandatory test that verifies the operation of the device. 

 

Customer 
(local 

country) 

 

Sales rep 
(local 

country) 

 

Coordinator 
(back-office) 

 

Contract 
manager 

 

Main 
warehouse 

(outsourced) 

 

Tech service 
– TS 
(local 

country) 

 

Available 

demo 

units? 

Demo unit in 

local TS office 

Accepts customers 

demo request 

Demo unit in 

warehouse 

Preparing needed 

customer info for 

demo contract and 

send it to contract 

mgr. 

Scheduling the 

demo period and 

ask coordinator 

availability of 

demo unit 

 

Informs 

coordinator  

Organizes 
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expected 

delivery date? 

Shippin

g from? 

Willing to 

have demo 

Customer signs the 

contract and sends it 

back with signature 

Demo unit arrives to 

customer 

TS installs the 

equip. And 

signs the 

installation form 

and saves it to 

SMS 

Proposal of demo 

period 

Receives the contract and 

review it 
Contract signed and send to 

customer and create 

installation form for TS 

TS prepares for 

installation 

TS prints the 

installation form 

1 

2 

3 

4 

5 
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For the private companies, the tender process varies compared to the public tender pro-

cess. The purpose of the tender process in public sector is to make sure that the process 

is fair and visible and all providers are equally informed from the beginning of the tender 

process. Private companies could skip the tender process to some extent and proceed 

to purchasing the product without informing other providers. Private companies could 

pick-up a step or steps from the public tender process and then conclude which products 

to purchase.        

3.2.1.2 Resolving customer problems 

The ownership of the customer relationships has been divided based on the customers 

demographical locations among the sales reps. Basically the idea is that remote cus-

tomer locations are supported by the closest living sales rep to reduce travel time to 

customers’ premises. In the Nordics, customers are mostly located in areas where citi-

zens are located. Excluding Norway, big portion of customers in the Nordics are located 

seemingly close to each capital city. It means that the most suitable and often the fastest 

travel method is car.   

During customer visits, the sales rep hears many other topics that are not related to 

active selling. These matters are reflecting the case company’s capability to supply prod-

ucts to customers and the quality of products. Resolving customer problems typically 

starts from a phone call, an email or a face-to-face contact where customers want to 

highlight that products are defective. In such a case, information about the product, such 

as serial number, batch number and product code should be gathered. If the product 

failure can be considered a risk to end-users, the sales rep must immediately proceed 

information for further handling and inform the complaint department of the case com-

pany.   

The most common cases are where customers have ordered products, but they have 

received only portion of the ordered parts. Sometimes all the products are in backorder 

and estimated time of arrival is unknown.  A customer order is a separated process and 

its owner is Customer Service department in Denmark. Ideally, the sales rep should not 

be involved in the process. Since they visit frequently meeting customers, the sales rep 

becomes involved during discussions. Maintaining good relationships with the custom-

ers, the sales rep has to express interest in and take necessary actions to discover the 

status of the delivery. Typically, it means that the sales rep calls to a Customer Service 
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Agent and together they try to find the status of shipment. Often the Customer Service 

agent finds the order from the system and informs the sales rep of the status of the 

shipment and possible delivery date. Later on, the sales rep informs the customer. 

Sometimes products are needed urgently. A customer might call a sales rep and explain 

their situation that ordered products are in backorder which is why they would need prod-

ucts immediately. If the customer is part of a big private clinic chain, it might be that 

missing products could be found from another clinic that belongs to the same private 

chain. As the situation is crucial to the customer, the sales rep does everything he/she 

can and pick-ups products from another clinic and delivers it to another one. This is the 

way to guarantee that the customer is able to proceed in their business. Most importantly, 

customer satisfaction is maintained.     

3.2.1.3 Admin work and organizing 

The sales teams’ responsibility is to provide necessary reports to the management to 

support decision-making. The management informs the sales reps by an email to draw 

up a sales forecast report that includes estimation of presumptive sales per each cus-

tomer account. The sales rep produces the report based on their “hunch” that is his or 

her own raw estimation how much customers would consume products during the up-

coming months. Quite often, these kind of requests have high urgency and the sales rep 

should be able to respond ASAP. It means there are no possibilities to analyze situation 

thoroughly.   

As part of the active selling operations, the sales rep has meeting with wide range of 

customers. During meetings, discussion might cover e.g. topics of products, prices, us-

age, feedback etc. After meetings, the sales rep writes a short report to CRM that covers 

all topics and products, which were discussed during the meetings. The CRM system 

allows user to pick-up the right product that was discussed and the contact person. Data, 

time and place are included in the report. In the CRM system, the report is called an 

event. The CRM system allows the management to measure the sales reps productivity 

and conclude whether the sales reps are meeting the targets.  

The case company’s portfolio is the widest in the industry. It includes many small single 

used items that are consumed in eye surgeries. Such an item could be but is not limited 

to syringes, knifes probes and tips. For the sake of simplicity, items are not separately 
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shipped, stored and sent to customers. The case company offers a custom-made pack-

age that includes only the items that customers want to use in eye surgeries. The sales 

rep is responsible for building up such a package together with each customer that in-

cludes all the relevant items that the user wants to use. Depending on the customer 

account, there might be several users and each of them might have their own custom-

made package. When the case company launches new single-use products or the user 

would like to replace a product, which is part of the custom-made package, the sales 

reps have to update and modify the current package for every user separately. Finally, 

the sales rep informs manufacturing plant and later new modified packages are shipped 

from the factory to the customer.  

3.2.1.4 The incentive program 

The more the sales team sells – the higher is the bonus payouts. In practice, the com-

pany has set sales targets for each product category in the Nordics and then sales tar-

gets are cascaded down to sales personnel level. Beginning of the year, each sales rep 

discusses with the sales manager and they estimate together how much each customer 

could buy products per product category during the year. Then sales targets for each 

product category are defined and these are attached to the incentive program. If targets 

are reached or exceeded, the sales rep receives bonus-payout every quarter.  

The incentive program intention is to generate more sales. Typically, single use products 

are prioritized in the program and e.g. medical devices are included in a different pro-

gram. Successful sales of a medical device entitles a sales rep for a lump sum bonus 

payout. The incentive program excludes all the costs saving targets.    

Besides the above mentioned sales targets, the company organizes a sales competition 

for the sales reps. The rules of the competition are created by the global franchise head 

and simply, the sales rep who sells the most per pre-chosen product category, wins a 

luxury trip for two persons. The rules take in to account the market maturity and the 

market size. With the rules, everyone should have equal starting point to take part in the 

competition.    
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3.2.2 Technical service 

Technical service (TS) includes 11 engineers in the Nordics. In each Nordic country, 

excluding Iceland, are located 2-3 field engineers. A team leader, who is in charge of 

leading local country TS team, reports to the Nordic TS manager. The team leaders are 

only in Finland and Sweden. Other engineers respond directly to the Nordic TS manager.  

In the old sales model, Technical service has several duties. The main duty is to maintain 

and service all the installed medical devices at the customer’s sites. Some of these med-

ical devices are movable and others are permanently installed. To maintain and service 

the devices, the engineers have several measuring instruments that are needed to verify 

that the medical devices meet specifications, which are set by the manufacturer and are 

included in the quality manual. These instruments are used to measure e.g. energy, volt-

age, resistance and laser beam power or energy. In addition to above mentioned duties, 

TS are offering and selling service contracts to the customers but this activity is not seen 

so urgent than maintaining and servicing the medical devices.  

The next chapters deal with engineer’s duties in more depth. 

3.2.2.1 Engineers field work 

In Technical Service (TS), a fieldwork is defined as a work that is maintaining and ser-

vicing medical devices at customers’ sites. The most typical types of fieldwork are pre-

ventive maintenance, installation, repair, upgrade and retrofit. The case company has 

defined for each medical device their own preventive maintenance cycle. The cycle is 

typically 6 or 12 months. In practice, it means that an engineer contacts a customer for 

scheduling a visit and on agreed time, the engineer arrives to the customer site. During 

the preventive maintenance visit, the engineer follows a proper test procedure for a spe-

cific medical device that is given by the case company. The test procedure includes sev-

eral measurements, tasks, adjustments, parts replacement and overall check-up and 

these are documented in to a data sheet. When the work is done at customers’ sites, 

afterwards the engineer sends service reports to customers. The service report is down-

loaded from the CRM system.  

The installation activity starts from the sales team. The sales rep or the manager informs 

all the internal stakeholders that a customer has purchased a medical device and it 
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should be delivered and installed before given due date. From the Technical Service 

point of view, the device needs to be unpacked, assembled and tested before the device 

is ready for use. Depending of the type of the device, installation might take 1-10 days 

and 1-3 engineers are needed to complete the installation at the customer site. Finally, 

the test procedure is performed, the data sheet is filled, and then the device is ready for 

use.  

The global headquarter informs Technical Service if there is a need for upgrade or ret-

rofit. Upgrade is improving or adding features of the device and retrofit enhances relia-

bility of the device. Retrofits are published over the lifetime of the medical devices and 

those could be implemented immediately or during the next visit. Quite often, retrofits 

and upgrades are performed at the same time with preventive maintenance visits. The 

same documentation procedure is followed like in other fieldwork, but completion of ret-

rofit is required in the CRM system. 

From the CRM system, the engineers can check all the upcoming preventive mainte-

nance visits. However, field repairs and some of retrofits are unplanned. Customers 

might call an engineer and inform on that a device has malfunctioned. The nature of the 

problem defines which actions are taken. Some problems might be fixed over the phone. 

If the problem on hand needs the engineer actions at customers’ sites, the engineer 

schedules visits to customers. Depending on the urgency or the level of a service con-

tract, the engineer decides how critical the situation is. The problem might need other 

engineers support because not all the engineers in the Nordics are qualified to service 

every type of medical devices. Secondly, the engineer, who receives the call from the 

customer, might be booked for other activities. In these cases, the engineer contacts 

other engineers in the Nordics and asks for support. The service contracts are covered 

later in section 3.2.2.2 

3.2.2.2 Offering the service contracts 

As previously described, the outcome of a sales process is an installed medical device.  

The company gives a 1-2 year warranty on the device. At the end of the warranty, the 

Technical service starts service contract negotiating with a customer. There are three 

types of service contracts to offer. These are described in table 5. 
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Table 5. Service contract tiers - old sales business model 

Service contracts tier 1 tier 2 tier 3 

(X = included)    

Preventive maintenance (PM) x x x 

Labor and travel of repair calls  x x 

Spare parts   x 

As shown in table 5, the lowest tier of the service contract (tier 1) includes only preventive 

maintenance visits. The middle tier of the service contract (tier 2) includes tier 1 plus all 

the labor and travel costs that are related to repair calls. The highest tier of the service 

contract (tier 3) includes tier 1 and tier 2 plus all the parts that need to be replaced during 

repair calls. Tier 3 is called a full service contract among customers. The higher tier of 

the service contract – the higher is the priority of field repairs and the more expensive is 

the contract.    

As described above, the engineer is responsible for offering service contracts to custom-

ers. However, offering service contracts has lower priority because maintaining the de-

vices is the main duty of the Technical Services. Service contract negotiations are mainly 

conducted by emails or by phone calls. It is rare that the engineer would travel to have a 

face-to-face meeting and negotiate with customers. Face-to-face meeting might take 

place if the engineer has other activities on customer’s site.  

3.2.2.3 Calibration of the measuring instruments 

When the engineer is conducting fieldwork activities, he/she has to use instruments to 

measure voltage, flow, pressure, laser beam energy or power. These measuring instru-

ments must be calibrated according to the quality manual. Calibration cycle could be 12-

24 months, depending on the instrument in question. All the instruments are listed in an 

outsourced database that is maintained and controlled by a qualified calibration com-

pany. Additionally, the instruments are listed in the CRM system and each engineer has 

to monitor and control his/her own instruments. From the CRM and the outsourced da-

tabase could be found all the relevant info regarding the instruments. Such an info in-

cludes calibration certificates, calibration due dates and the current owner of the instru-

ment.  
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Several actions must take place when the calibration due date of the instrument is expir-

ing. First, an automatic email is sent from the calibration company. The email describes 

a list of the instruments that calibration due date is expiring in the corresponding country. 

Second, the engineer locates the instruments and takes the back-up instruments from 

the shelf in to use. Third, the engineer sends an email to the calibration company and 

ask for a delivery address. Fourth, as the engineers receive a reply with the address, the 

engineer packs the instruments and creates a shipment request to a local courier com-

pany. As the package has been sent, the calibration takes 3 weeks to 2 months when 

the engineer receives instruments back from the calibrator.  

The above describes the primary actions that need to be performed and the outcome is 

a shipment of instruments. In addition, several actions need to be taken care of when 

the instruments come back from the calibrator. First, the engineer must check what the 

incoming status of the instrument was on the calibration certificate. The calibrator cali-

brates the instrument as it was received and the calibration certificate describes weather 

the instrument met the specifications or not. If the incoming inspection was found within 

the specification, the engineer makes a note to the outsourced database that the instru-

ment is OK for use. If the incoming status was found out of specification, the engineer 

has to inform a nominated engineer who conducts Out Of Specification (OOS) report. 

The OOS report includes assessments of the impact to the product and patient safety. 

The nominated engineer makes a risk valuation of the event. Based on the report, Quality 

Assurance finally concludes what actions are needed to be done. The OOS report is 

uploaded to the outsourced database. The instrument is adjusted and re-calibrated and 

then it is valid for use. Table 6 shows the calibration process. The process consist of two 

part, sending and receiving test instruments, roles and duties included in the parts. 
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Table 6. Calibration process 

 

As seen in table 6, the calibration process includes several steps. Finally, when every-

thing is settled, the engineer updates the instrument record in the CRM system. Infor-

mation that needs to be updated includes new calibration due date and the calibration 

certificate number. Afterwards, if needed, the engineer could trace the instrument and all 

the activities where the instrument was used. It helps to locate all the medical devices 

where faulty instrument was used.    

3.2.2.4 The Courtesy visits 

The purpose of the visits is to utilize engineers’ good reputation among customers. In 

practice, the engineer had unplanned or planned visit to one of the customers and in-

quired after the customer’s overall situation. The idea is that the engineer could spot a 

sales lead or could be informed of something relevant from which the company would 

benefit. Such relevant information could be an upcoming purchase, information about 

competitors or some changes in the business environment.  
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Courtesy visits have the lowest priority in the Technical Service. Only when overall work 

situation is calm, the engineers perform the courtesy visits. However, the objective is to 

conduct agreed number of visits during the year.  

3.2.2.5 The CRM system 

In the old sales model, the CRM system was introduced in 2010. It is a web based soft-

ware that included the sales rep’s activities as well as the engineer’s activities. All med-

ical devices and measuring instruments were there as a single record and service activ-

ities are recorded under medical device records. The CRM system is only for document-

ing and it has limited features to run reports. The CRM system is not able to generate 

costs and income reports, and only reliable reports are engineers’ labor and travel re-

ports. The engineers could export service reports and then send it to the customer by 

email. The same service report was used for invoicing; the engineer had to export the 

service report from an event and save it to a shared network folder. The customer service 

agent processes the report manually by inputting the data to another system to generate 

an invoice. The CRM system is only for reporting all the fieldwork activities, the calibra-

tion certificates and the courtesy visits.  

3.2.2.6 The incentive program 

The engineers are entitled to an incentive program. The program is built on several key 

pillars that would encourage the engineers to perform the fieldwork faster, in time and 

document all the events correctly and immediately to the CRM system. The payout is 

depending on above-mentioned elements. In addition to these elements, the payout re-

flects the company’s overall sales, the increase of the TS sales and the increased num-

ber of the service contracts. Some of these elements have more weight in the program 

than others. 

The company offers a bonus to engineers that is result of a sales lead or a signed service 

agreement. If the engineer manages to find a sales lead that later transmits to a deal of 

a medical device, the engineer is eligible for a lump sum. For the signed service agree-

ment, the lump sum is paid if the engineer handles the negotiation process from the 

beginning to the end. The sum reflects the total value the service contract.  
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3.2.3 Clinical application specialist (CAS) 

The main activity for a clinical application specialist (CAS) is to offer training. The spe-

cialist has high-level knowledge from optics, mathematics and eye anatomy. In daily 

work, the specialist has to apply the knowledge and train users that they could utilize 

medical devices and achieve best possible outcomes for end-users.  

Vision correction includes multiple different parameters that describes curvature, dis-

tance, model and thickness. With these parameters, diagnostic medical devices calcu-

late mathematic models and generates 3D maps from human eye. The user typically 

cannot fully understand the results if he/she does not have enough mathematical and 

logical competences. The clinical application specialist is helping the user to perform 

measurements correctly so that the results are reliable. The specialist helps the user to 

interpret the results. Based on the results, the user draws a conclusion and actions that 

are needed to correct end-user’s vision.  

The specialist’s work is quite independent. In the Nordics, there are two specialists and 

they report to a manager who is head of European CAS team. Mainly their customers 

are in the Nordics but it is not rare that they would support other European countries.  

In the Nordics, the specialist works closely with sales teams in each country. Typically, 

a sales rep contacts a specialist and asks for a training to support a customer. In addition, 

a customer might contact directly with the specialist and ask for help in a challenging 

case. The user might want to have a second opinion or recommendations from the spe-

cialist whether or not vision should be corrected.   

The CAS has to use CRM system to report all the visits and training. The CAS uses the 

CRM the same way like a sales rep, they have to create an event and describe what 

topics were covered and what actions were taken.    

In this sub-chapter the old sales model was described from TS, CAS and the sales teams 

perspective. In addition different duties  were described in daily work they have and IT-

tools that are used to document and maintain all necessary information. The description 

of the old sales model was based on the stakeholders’ interviews. In the next chapter, 

the new model, which was recently launched in the company, is described.  
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3.3 Description of the new sales model 

In this chapter is described the new sales model. Eventually the new model will replace 

the old model. The objective of this thesis is to offer a plan how to deploy the new model 

in the Nordics.   

Recently, the case company has introduced the new sales model to the personnel who 

are working in the surgical department in the Nordics. Together with the model launch, 

a new CRM system was launched and the old CRM system is accessible as read-only.  

The new sales model aims to increase sales of the TS and CAS services, which means 

that product and consumables sales are left out from the new model as these are part of 

a different sales model.   

In the new sales model, the basic idea centers on the medical device and actions that 

are needed in different stages of the model. Figure 3 shows the sequences around the 

medical device.   

 

Figure 3. New selling model 

As seen from figure 3, the model has three distinguishing sections and four action areas 

that involve stakeholders input. The next chapter describes the service contracts, roles 

and activities in more depth. 
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3.3.1 Service contracts 

The service contract offering of the company includes four distinct tiers, where tier one 

(1) represents the lowest and cheapest contract and tier 4 the highest and most expen-

sive contract.  

Tier 1 contains 1-2 preventive maintenance (PM) visits per one medical device. The 

number of PM visits is part of a medical device maintenance program, which states in 

detail what steps the engineer should take to complete a PM. The outcome of the PM 

visit is recorded to a data sheet, which indicates the steps the engineer has taken to 

guarantee that the device operates according to the service test procedure.   

Sometimes, customers’ device might breakdown and the engineer has to travel to cus-

tomers and take necessary actions to fix problems. Naturally, this requires labor and 

travel time and in some cases, spare parts are needed to fix devices. These events are 

called repair calls, and all costs are charged if customers have tier 1 or no service con-

tracts at all. Tier 2 includes discount of labor, parts and travel costs of repair calls. In 

addition, there is a response time guarantee, which means engineers must be at cus-

tomers’ site within the guaranteed time but it is not a promise that devices are fixed and 

operational in mentioned time. Still, tier 2 includes the PM visits like in tier 1. 

Tier 2 includes CAS support. In practice, two CAS visits are included in the contract. A 

CAS visit consists of one-day support or training for the customer. The CAS can consult 

the user or train the customer’s personnel to utilize the features of the device.  

Tier 3 is like tier 2, but with an extension of full coverage of the costs of repair calls. In a 

case of a repair call, there are no extra charges to the customer. In addition, it includes 

3 CAS visits per period.  

The highest tier 4, has the same features as tier 3 but exception to the tier 3 is that 

response time is 24 hours and there are 5 CAS visits in total included to the contract.  

The below table shows the service contracts and the different features.  
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Table 7. Service contract tiers - new sales model 

 

As shown in table 7, PM is included in every service contract. Labor, travel and spare 

parts have separated list prices and those are invoiced separately if the customer has 

not a service contract, which would cover repair calls. The service contract is valid for 12 

months and it is renewed if the customer or the company do not want to terminate it. The 

price of the contract is in conjunction with the tier. The higher the tier – the higher the 

price.   

3.3.2 New roles and responsibilities 

In the new model, sales reps, engineers and clinical application specialists (CAS) have 

new roles and responsibilities. The sales model highlights activities in different sections 

for the sales reps, engineers and CAS.  

3.3.2.1 Device sale 

In the new model, a sale of a device starts from a sales lead. In practice, this means that 

after a sales rep’s visit, the customer wants to test run the device in his/her premises. 

This is known as a demonstration process and the process works the same way as de-

scribed earlier in section 3.2.1.1 – Active selling operations – Public tender process. The 

demonstration phase might take a few weeks and during that time, the sales rep tries to 

convince the customer about the service offerings among other things. The service of-

fering of the new model was described earlier in section 3.3.1.  

Service contract tier 1 tier 2 tier 3 tier 4 

( X = included)     

Preventive maintenance (PM) X X X X 

Labor and travel of repair calls  discount X X 

Service spare parts  discount X X 

Response time  48h 48h 24h 

CAS visits  1 3 5 
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During the device sale, the sales rep determinates the service offering, which would fit 

the need of the customer and asks for approval for the price of the service from the 

management. Finally, the sales rep negotiates with the customer and the expected out-

come of the device sale section would be a sold device with a service contract.   

Selling a device is the sales rep’s role. The role includes the responsibility to sell the 

service contract at the same time with the device. The engineers or the CAS are not 

actively participating in the device sale process, but they could support the process by 

sharing knowledge and experiences to the customer if needed. However, they should be 

aware of the needs of the customer and emphasize the benefit of their service offerings.  

3.3.2.2 End of warranty/contract 

As the device is sold, warranty period takes 12-24 months, depending on the negotiated 

contract with the customer. In previous chapter it was explained that the service contract 

is sold at the same time when the device is sold. However, that is not always the case. 

Especially in the old sales model, quite many devices were sold without a service con-

tract. In the new model, part of the sales rep role is to ensure that devices are covered 

with a service contract when warranty periods expire. Before contacting the customer 

and offering the service contract, the sales rep gathers all the relevant customer infor-

mation and tries to understand the need of the customer. The next step for the sales rep 

is to determine what would be relevant service offering for the customer and then contact 

the customer to inform that warranty has expired and offer the service contract. The 

expected outcome would be a finalized and signed service contract after the warranty 

period.  

The service contract period is typically 12 months and it is renewed if the customer or 

the company do not want to terminate it before the period ends. One-year period gives 

to the sales rep a possibility to upgrade current service contract. In such a case, the 

procedure would work the same way like above mentioned.  

The activities, after the warranty or contract, involves the sales rep to contact customers. 

The engineers or CAS could support the sales rep by providing relevant information that 

could help the sales rep convincing customers to have service contracts.      

3.3.2.3 Service delivery 



31 

 

 

When the device has been sold and the service contract has been signed, begins the 

service delivery. It means that customers receive TS or CAS services as needed during 

the 12 months period. During this period, the customer could contact a sales rep, an 

engineer or a CAS to ask for support with an issue or malfunction of the device. One of 

the stakeholders receives the request and informs corresponding site, whether the ques-

tion is related to technical issues or user training demand. Depending on the tier of the 

service contract of the customer, the support could be fully included, partly included or 

fully excluded.  

Above is an example, how the process of servicing the customer could start. In the new 

model, this is seen as a possibility to upgrade current customer service contracts. This 

requires that the engineer or the CAS have to inform the customer about potential addi-

tional fees and promote the benefits of having a higher tier of service contract. In addition, 

the engineer or CAS has to be open-minded and detect the customer’s openness to 

upgrade current service contract. If the customer is willing to upgrade their service con-

tract, it must be communicated with the sales rep. Finally, the sales rep asks for price 

approval and later on offers the upgraded contract to the customer.  

During the service delivery, the role of the engineer and CAS is to detect upselling op-

portunities and inform the customer about different possibilities the company has to offer. 

However, the service contract negotiation is the sales rep’s duty. The expected outcome 

would be that the service delivery would satisfy the customer and upgrade opportunity is 

identified.   

3.3.2.4 Portfolio review 

As has been described the new model, the outcome of every chapter to sell the service 

contract to the customer. In the model, the portfolio review indicates a back-up system, 

whose main purpose is to maintain clear overview of the customer’s portfolio. It can be 

seen as a process where the sales rep identifies opportunities to sell or upgrade service 

contracts, he/she lists the opportunities and finally makes a plan how to approach the 

customer to sign a service contract.    

In this sub-section, the new sales model was described. The description was based on 

the document, a leaflet, and the stakeholders’ interviews where they described the new 
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sales model from their side. In the next chapter is described the gaps between the mod-

els.  

3.4 Identifying features between the old and new sales model 

The gaps between these two sales models relate to service selling. In the old model, 

Technical services, Clinical Application Specialist and sales teams have their own, inde-

pendent roles in the business. The new sales model combines all three functions under 

the same sales model. The goal for the new sales model is to increase service sales.  

Sections 3.2 and 3.3 described the current and new sales models. In the following chap-

ters the gaps between the models are studied in depth.    

3.4.1 Service contract offering and new roles 

When the old sales model was described in chapter 3.2, it was found that one of the 

engineers’ responsibilities was to negotiate and offer the service contracts. The contract 

offering included three different tiers, from preventive maintenance to full service con-

tract. For the engineer, this was not his/her main duty but the engineer is entitled to bonus 

pay-outs if he/she succeeds to sell a service contract.  

The new sales model, described in chapter 3.3, highlights that one part of the sales rep 

new duties is collecting information of the customer, reviewing contract status, prepare 

service contract offering and negotiate the contract with the customer. The sale rep has 

to communicate with the engineer and CAS to achieve full understanding of customer’s 

needs.  

Besides, the sales rep should understand the service contract offering that has four dis-

tinguish tiers. For example, during the customer visit, the sales rep should be able to 

highlight the benefits of CAS services because those have always been free of charge 

to the customer.   

3.4.2 CRM 

The new CRM system was launched at the same time with the new sales model. In the 

old model, the CRM was used for more than 10 years, the system had no link to other 
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CRM systems like invoicing, and the system could not generate any meaningful reports 

to support decision-making.  

The new CRM is fully integrated to other systems and the user operates the system with 

several devices like cell phone, tablet (iPad) or laptop. The new CRM system facilitates 

report printouts and automatic reminders that each user is able to set-up. The new sys-

tem saves time, it is easy to use and it is easily accessible.    

3.4.3 Incentive 

In the old model, the engineer is entitled to bonus if he/she handled all the negotiation 

process and the outcome was a signed service contract. In the same model, the sales 

rep is not entitled to incentives that would relate to service selling.  

So far, in the new model, the case company has not come up with a proposal of incentive 

program that would affect the sales rep or engineers. 

3.5 Analysis of potential weaknesses of the new sales model 

As mentioned earlier, the new sales model was recently introduced to the personnel and 

the implementing phase is still ongoing. For this thesis, it was considered what might be 

potential weaknesses by interviewing the sales people, engineers and specialist. The 

stakeholders mirrored the introduced model to the old model and below some of the 

challenges the stakeholders raised are highlighted.  

3.5.1 Training 

For a sales rep, selling services could be something new. For many years, the sales rep 

has focused only on demonstrating the products and endorsing the benefits to the cus-

tomer. Sales rep 2 has long history selling and promoting products to our customers. 

However, the challenge is services. She stated: 

“I know our products well and it is easy to promote those to our customers. I have 
not sold services before and selling something technical feels difficult to me“ 
(sales rep 2) 
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Sales rep 2 finds that service selling is new and that could lead to reluctance, if the 

company does not support individual towards new challenges. Still, the company has 

long experience in organizing trainings. Sales rep 1 described the company’s training in 

the following way:  

“The company’s training is like a brainwash, it is generally high-level training. 
(sales rep1) “ 

The training program for the sales reps is found quite comprehensive and the company 

is willing to invest resources to the training courses. During the interviews, quite many 

stakeholders stated the same as sales rep 1. Besides, it was seen as a positive factor 

that the company has made a strategic choice to invest in training. It positively motivates 

personnel in the company.  

Obviously, the new service contract offering was not clear to everybody. In the new ser-

vice contract offering (table 7), four tiers have distinguishing benefits. One of the benefits 

is response time and among the sales reps and engineers, it was understood differently. 

The engineers found response time as a due time when the engineer must be at site to 

fix the problem, while some of the sales reps found it as a deadline when the device was 

operational again.    

3.5.2 Communication 

The new model was introduced in a one-day meeting. The sales, engineer and CAS as 

well as the supporting function participated together in the meeting. In the meeting, first 

the new model was introduced briefly. The managers highlighted that the new model will 

be financially significant in the future because Product-to-Service is a general trend in 

the business and the case company finds that the new model will facilitate higher reve-

nue flow. After the model introduction, group training took place and a board game was 

played that symbolizes different scenarios where service sales could happen and it high-

lighted the roles and responsibilities in the new model. After the board game, a wrap-up 

session was held, where the benefits of the new model were once again highlighted to 

the personnel.  

When personnel came back from the meeting, everything continued as usual. One of the 

engineers stated that: 
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 “Training to the new model took place through a board game but since then 
nothing happened and I felt that no-one took the necessary steps to implement 
the new sales model” (Engineer 1) 

The managers did not communicate after the meeting, action plans were missing and 

no-one took a leading role and demonstrated how to continue when everybody had still 

all the learnings fresh in mind.  

One of the sales rep expected that the managers would have organized follow-up meet-

ings or at least sent out emails that would demonstrate the importance of the model and 

encourage the sales reps to prioritize activities that would support the deployment of the 

model.  

3.5.3 CRM 

The new CRM was launched for the sales teams earlier but it did not support all the 

features because TS adopted the system at the same time with the new sales model 

launch. However, with some experience of the use of the system, some of the sales reps 

and CAS indicated that the new service contract offering includes number of CAS visits 

(table 7). One concern was that there is no possibility to track the number of performed 

CAS visits. As it seems, the only way is to count every single events of CAS visits and 

meanwhile consider how many of those have been performed during the current service 

contract period. The CAS stated that it could be easily miscalculated the visits that belong 

to the current contract period, which would lead to an unjustified invoice or free of charge 

CAS visit to the customer.  

The new model demands that the sales rep follows and controls the status of the service 

contract of the customer during the lifetime as described in figure 3. During the interview 

rounds, many of the sales reps raised an issue, how to control and monitor the customer 

information if this is going to be one of the sales rep’s duties. In the CRM, all the service 

contract information (start date, period, price etc.) is visible for TS but for the sales rep, 

there is no possibility to list the contracts. The CRM system does not fully support the 

new model.  
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3.5.4 Way of Working 

There are plenty of processes where different stakeholders are involved. The demo pro-

cess involves stakeholders from TS, Tender management, the sales rep, warehouse and 

a coordinator like described in section 3.2.1.1 Active selling operations – Public tender 

process. It is obvious to everybody in the process that it is time consuming and it could 

be streamlined. Besides, the organization chart for the supporting functions in Denmark 

changed and coordinator’s role was eliminated. The question raised by a sales rep 1 

describes the situation in this new model well: 

“ Who is responsible for the demo process?” (sales rep1) 

The process is missing a leader who would keep track of demo devices. If there was a 

need for a demo device, the sales rep might have called the coordinator and asked to 

organize shipments as needed. However, as the coordinator’s role is not there anymore, 

the process should be re-designed so it would be as streamlined as possible.   

In section 3.2.2.3 was described calibration of measuring instruments. This process be-

longs to the engineers. One of the engineers stated: 

“ You have to send emails back and forth to just to get an address where to ship 
the instrument. And still, you lose easily tracking during the 3 months what it 
takes when the instrument is sent back to me. It is almost impossible to follow 
where the instrument is when it is needed!” (engineer 2) 

In addition to the shipment of an instrument, there are still two databases where the data 

of the measuring instrument is stored. One is the outsourced database and other one is 

the company owned CRM system. Both systems include the same data, but the out-

sourced database is sending out automatic emails every month to remind of upcoming 

calibrations. It is the engineer’s responsibility to add the data and make sure that it is 

valid.  

In the old model, part of the sales rep’s admin duties was to estimate sales when man-

agement required (described in 3.2.1.3). One of the sales reps wondered why there is 

such an urgency with the forecast. She pointed out that the figures should be found from 

the actual sales reports, but only the management has access to these. Such a simple 

thing could be easily avoided.  
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3.5.5 Incentives 

Among the sales reps, “What is in it for me” was mentioned in all the interviews. One of 

the key messages that became clear was heard from sales rep 3. He stated: 

“Bonuses are guiding sales reps efforts” (sales rep3) 

For a successful deployment of the new model, incentives is one of the key factors that 

affects the sales rep efforts. Because the sales rep has other incentive programs that 

focuses on product selling, it is important that service selling has reliable rewarding plan. 

However, the sales manager noted: 

“There has been no incentives selling services for the sales teams before” (sales 
manager) 

There is a significant gap between the models because product selling has had the high-

est priority and therefore incentive programs have been tailored to support product sell-

ing. Only engineers have had possibilities to earn if a service contract was signed.  

Two engineers stated that they felt motivated to offer and sell service contracts. They 

both stated “it is a nice challenge” still being unware of each other statements. However, 

the new model clearly defines that the responsibility belongs to the sales rep and engi-

neers and CAS should support the sales to find upselling opportunities. These two engi-

neers found that it is too early to say how they would cover the lost challenge in their job.  

3.6 Summary of key new features of the new model to be deployed and potential weak-

nesses of the new model (Data Collection 1) 

Related to the interviews and the new features of the new model, the following summa-

rizes the main aspects that were found in the Current State Analysis. 

The main feature of the new model is the sales reps new responsibility of selling services. 

Like previously stated, the responsibility is new and it distinguish from the old sales 

model. At the same time, the engineer’s responsibility was narrowed and in the new 

model the engineers and CAS have supportive role, their responsibility is to help the 

sales rep to detect upselling opportunities.   
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Taking in to account the objective of this thesis, the new model launch must be seen in 

bigger picture and consider the aspects that hinder the deployment of the new model. 

These are communication from the management, training, the CRM system, effective 

way of working and incentives. Based on the interviews, the author of this thesis came 

to the conclusion that communication and way of working are the most important as-

pects. However, without incentives, training and the CRM system utilization, the deploy-

ment of the new model would be brief. Table 8 summarizes the findings of the Current 

State Analysis. 

Table 8. The outcome of the CSA 

Category Weaknesses 

Communication Lack of interactions and commitment from the top-management 

Way of Working 
Demo process and calibration of measurement instruments are 

time consuming processes, including several steps. 

CRM utilization Missing features that would support the new model 

Training Not enough knowledge of selling services 

Incentives No reward system in place 

As seen in table 8, these aspects were seen as obstacles in deploying the new sales 

model. The current state analysis also revealed some strength such as the collaboration 

among the sales, technical service and CAS teams. It was stated that experiences and 

knowledge were often transferred between colleagues and they supported each other 

well.  

The purpose of this chapter was to analyze the current state of the case company.  The 

next chapter reviews existing knowledge about change management. It incorporates a 

few known change step models and eventually, a conceptual framework is constructed. 

In chapter 5, the conceptual framework is presented to the stakeholders to be analyzed 

and commented.  
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4 Conceptual framework 

This section reviews existing knowledge about change management. Existing 

knowledge is a literature review and the review focuses on topics that relate to the find-

ings in chapter 3 and the objective of this thesis. Finally, the conceptual framework was 

constructed based on the findings in chapter 3 and existing knowledge in chapter 4. The 

conceptual framework considers the aspects that were found to be relevant in the de-

ployment of the sales model.     

The literature review focused on two well-known change management models. The re-

view was built on Lewin’s theory that is a three-step plan. The first step in Lewin’s theory 

is unfreeze, which prepares the change project. The change step indicates the actions 

that are needed in the change project. The purpose of the last step, refreeze, is to insti-

tutionalize the changes.  

In parallel with Lewin’s theory, Kotter’s 8-step change model was reviewed. Kotter’s 

model and Lewin’s theory are overlapping and in this thesis the unfreeze stage and steps 

1 – 3 in the Kotter’s model were described together. The Lewin’s change step theory 

covers steps 5 – 7 in the Kotter’s model and the refreeze and the Kotter’s last step are 

described in the same section. Communication, which is the fourth step in the Kotter’s 

model, was covered in a separate section. Additionally, a number of studies, which relate 

to the findings in chapter 3, were reviewed. The purpose of those are to enrich and take 

a deeper look at phenomenon in question. 

4.1 Unfreeze – setting the stage 

In the academic world, there are some definitions for the term change management. One 

of the definitions is “the process of continually renewing an organization’s direction, struc-

ture and capabilities to serve ever-changing needs of external and internal customers” 

(Moran and Brightman, 2011). Burnes (2004) states that change is a feature that is al-

ways present. However, considering the number of studies covering change manage-

ment, one may suppose that change management has a place in organizations. Sec-

ondly, the general objective of studies are to offer methods to move from an unsatisfac-

tory state to a desired state.    
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Kurt Lewin created a Changing As Three Step –model which aims to increase group 

performance (Lewin 2004:330). The first step is “unfreeze”. In this step, Lewin highlighted 

that prejudices against the change, are deducted. He studied this from social and psy-

chological perspectives and represented his results utilizing mathematical modeling. In 

the change, to reach higher level of performance, “will power” is needed. This demon-

strates the intention to reach a goal and it corresponds to a force (Lewin 2004:175). The 

force produce movement towards the goal. In addition, he defined a term “life space”. 

The life space consists of a person and a psychological environment where he/she is 

living. For a group, life space is an environment as it exists for the group (Lewin, K. 2004, 

162). 

Behavioral change (B) of a person (P) is a function (F) of a person and of his environment 

(E) 𝐵 = 𝐹(𝑃, 𝐸) (Lewin 2004:337). These two elements P and E are not independent of 

each other. As previously mentioned, the life space consists of the person and his envi-

ronment, it can be said that the behavioral change is happens in the life space.  

There are several types of forces. Driving forces, being positive, leads to movement to-

wards the goal and restraining forces, being negative, are seen as physical or social 

obstacles that might hinder the movement towards the goal. In the life space, negative 

forces are related to “the nature of barrier region” for the group and for the individual, the 

matter relates to his ability. Induced forces are defined as someone acting on the person 

in the direction towards the goal (Lewin 2004).   

In order to achieve a higher performance level of the group, first is needed comprehen-

sive understanding of the dynamics of the group life. It includes assessment of the desire 

for the chance and resistance to the change (Lewin 2004:309). The performance level 

changes if the positive forces are stronger that the negative forces. 

In change processes, change resistance should be minimized. In the academic world, 

unfreeze can be seen as reducing the resistance (Weisbord, 1988; Gray and Starke, 

1988) to change or from top-management’s commitment to increase the driving forces 

in organization (Eccles 1994; Kotter 1995: 59-67). These two forces are Lewin’s own 

technique, commonly known as the force-field analysis.  
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4.1.1 Creating a sense of urgency 

Kotter presented his 8-step change model in 1995. He grounds his theory in observations 

by watching more than 100 companies’ efforts to make fundamental changes in business 

environments. Based on his experience, he highlights that every step is important in the 

model. Skipping or performing carelessly a step could have devastating consequences. 

The only way to achieve the best possible outcome of a change, all eight steps should 

go through carefully.       

Kotter (2008) considers creating an urgency from several aspects. He highlights that a 

sense of urgency is needed because people will not change if they do not see the need 

to do so. This is a critical step in a change project. Without motivation, stakeholders will 

not work together and needed efforts to make to change fade away.  

Kotter (2008) mentions a term complacency. In dictionary, the term complacency means 

“a feeling of calm satisfaction with your own abilities or situation that prevents you from 

trying harder” (Cambridge.org. 2019) He states that in organizations where complacency 

is high, people do not see the need for a change and the transformation is likely to fail. 

A sense of urgency is needed. Kotter defines the term sense of urgency as “action on 

critical issues are needed now” and he continues, “making real progress every single 

day” (Kotter 2008: 7). Successful change project starts when a group of executives have 

high urgency level and the same time complacency is low in the organization. 

For managers, who are accountable for a change project, it could be difficult to spot the 

reasons of complacency. Kotter listed nine sources of complacency and offered methods 

how to increase the urgency level. These are shown in table 9. 

    



42 

 

 

Table 9. Sources of complacency 

 

 

As seen in table 9, Kotter offers methods to tackle complacency by increasing the ur-

gency level. He highlights that crisis could be utilized to create urgency in organizations. 

However, some mistakes should be avoided. First, there should be a plan and actions 

how to utilize the crisis. Secondly, if the crisis is created without a strong link to a real 

problem, people do not buy the purpose of the crisis and that could turn to anger among 

people. Thirdly, it does not make sense to wait the crisis to come. It might never come. 

Last, assess crisis tolerance in advance. It could happen that people would avoid crisis 

at all costs and that could lead to a disaster. If an organization is not equipped well to 

Sources of complacency 
Increasing the urgency 

level 
  

No major and visible crisis Create a crisis 

Too many visible resources 
Decrease extra signs of 

success 

Low KPI targets 
Set targets high that those 

cannot be achieved with current 
way of working 

Organizational structures that 
focus employees on narrow 

functional goals 

Set goals for bigger teams and 
hold teams accountable 

Internal measurement systems 
that focus on the wrong 

performance indexes 

Show financial and customer 
survey reports to people and 

point-out weaknesses 

No feedback from external 
stakeholders 

Enable communication between 
people and unsatisfied 

customer/suppliers/stakeholder 

Lack of confrontation culture 
Bring outsider in to enable 

managers to see relevant data 
in meetings 

Denial of problems 
Provide honest information 

about the problem to people. 
Avoid "happy talk" 

Happy talk by the management 

Share information about the 
opportunities, rewards and 

communicate what is stopping 
to achieve these goals 
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face the change, that could lead to a negative spiral. At the end, the organization might 

lack of funding to implement needed change efforts (Kotter 2008:136-140). 

As a CEO of Kone, Alahuhta (2015) had a well running business and they had no real 

crisis in front of them. However, a well performing company needed a reason to create 

a sense of urgency to carry out a change throughout the company. The management 

decided to compare and visualize key economic indicators against their main competi-

tors. It created the need for the change as it pointed out how much they could lose if the 

change is postponed.         

4.1.2 Create the guiding coalition 

Kotter’s next step in his model is to assemble a group of people who have enough au-

thority in the organization to lead the change. The purpose of the guiding coalition is to 

create a vision for attempts that are needed in the change process and communicate it 

well to the organization.  

No one is able to make a change by himself. These days business is running fast forward 

and is so complex that a team, which is created to guide change initiative in the organi-

zation, should include managers with special know-how. These managers should have 

enough position power to implement change efforts. However, if any key managers are 

left out, these could resist change efforts and block progress afterwards. Then the ques-

tion is how to inspire them to join in the change or should these managers be ignored 

and maybe assign another position where they cannot block the change. Two other as-

pects relate to personality of a manager. A chosen manager in a team should have 

enough credibility so that employees believe his message. Another needed characteris-

tic is leadership skills. Leadership drives the change (Kotter 1995: 57) and it is needed 

when communicating the vision, direction of the change and empowering people. How-

ever, management skills are needed in parallel to keep the process in control (Kotter 

1995:64-65)     

Strong leadership is essential in change process. Many researches have been made 

where have been studied, what the characteristic behaviors and leadership in high per-

forming teams are. One of those (Ammeter and Dukerich, 2002) is a survey that covered 

151 project teams. They found out in their analysis that leader’s behavior was a signifi-
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cant predictor of a team performance. Characteristics for leader’s behaviors was 1) com-

municated projects’ goals 2) projects’ goals and team members’ goals are aligned 3) 

feeling of empowerment and 4) good work ethic. According to the study, these leader 

behaviors have significant role in actual success of teams.  

Globalization has influenced working methods especially in big companies. Organiza-

tions are establishing teams that are working remotely, over the borders. Virtual teams 

are common and working in virtual teams could be a challenge. Horwitz et al. (2006) 

made a survey to identify factors that affect to operation of virtual teams. They found that 

virtual teams need appropriate technology to support their communication. Davison et 

al. (1996) nominated different leadership styles in a lifecycle of virtual teams. Mentioned 

styles are the advocate (before team creation), the catalyst (as team develops) and the 

integrator (as team matures). If teams lack of above-mentioned leadership styles, lacks 

of technology to support communication as well lacks of communication, it finally leads 

to lack of commitment and trust in teams.  

Kotter (1995) highlights that trust in teamwork is a critical element. If there is no trust, 

teamwork usually fails. Team building offers a way to increase trust in the team. The 

purpose of team building sessions is to encourage people to have honest discussion 

about issues and opportunities in the organization. It will open communication channels 

and creates mutual understanding between people. All these activities are designed to 

motivate the growth of trust. At the end, trust assists in creating shared objective (Kotter 

1995: 65).   

Like Kotter (1995) states, no-one is able to lead and manage the change process by 

himself. People who are leading the change are critical to success.  

4.1.3 Developing a vision and strategy 

When the guiding coalition is established, the next step in Kotter’s model is to create a 

vision and strategy. The vision serves three purposes. First, it should explain the direc-

tion for the change. Secondly, it should motivate people to take action in the direction. 

Third, it helps coordinate the actions of people (Kotter 1995: 68-69). The guiding coalition 

should take enough trouble to create a vision that is clear and makes sense. The out-

come of a blurry vision could take the organization to a wrong path that is leading the 

change to an undesired direction. 
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Vision creation is important and there are plenty of studies in research literature. Kotter 

(1995) states that a powerful vision alters current behaviors and attitudes in the organi-

zation. In addition, it shows long-term goals of the organization and the clear vision 

makes it easier for employees to understand and act on it. However, in this step, from a 

strategy aspect it should be considered what could be factors that could hinder or facili-

tate a change process. Researchers have studied change resistance and change read-

iness. Some studies focus on organization capability to offer an environment, which fa-

cilitates individuals’ behavioral change. Some other studies cover leadership in change 

projects, individuals’ aspect on change project and culture in organization, just to name 

a few study topics.  

4.1.3.2 Readiness to change 

Defining readiness from individual side can be seen as the “cognitive precursor to the 

behavior of either resistance to, or support for a change effort”, as Armenakis et al. (1993) 

defined it. Readiness is “a mindset that exists among employees during the implemen-

tation of organizational changes” (Amenakis and Fredenberger, 1997). Individuals can 

be seen in key roles in organizational change. However, defining organizational readi-

ness is harder because organization itself is “the results of some amalgamation of the 

activities of individual organizational members” (George and Jone, 2001:420). Holt et al. 

(2010) defined organizational readiness for change as how well people in organization 

are psychologically and behaviorally prepared to implement change. Distinguish organi-

zational readiness and individual readiness are shown in a model made by Timmings et 

al. (2016). They divide individual and organizational readiness in four categories. Indi-

vidual psychological (IP) factors that relate to problem recognition and what changes are 

required. Individual structural (IS) relates to knowledge, skills and perform actions that 

are needed in change. Organization psychological (OP) connects to collective commit-

ment and efficacy of members in organization. Organizational structural (OS) relates to 

human and material resources, communication and formal policy.  

McNabb and Sepic (1995) analyzed a multiunit federal agency, which was adopting TQM 

initiative in an organization. Their study design contained measurement of organization 

culture, operating climate, organization policies, performance outcomes and organiza-

tional readiness for change. They collected qualitative and quantitative data gathering of 

265 staff and supervisory personnel. They found that communication problems could be 

a cause of hostility between people who resist and who accept change. Toppert (1993) 
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highlights that behavioral skills should be in place before training of new processes could 

start. Managers have an important role in here. They have to facilitate an atmosphere of 

trust, openness and innovation in organizations that would assist people to do their job 

well (Radin and Coffee, 1993).  

An empirical investigation was conducted that focused on individual fear of change and 

organizational readiness to change and how these two hypothesis would affect individu-

als’ job performance in a sales organization (Weeks et al., 2004). It was found that sales 

managers’ job performance increases if organization readiness is in place. Moreover, 

those sales managers who are fearful of change, they are searching for organizational 

readiness to change. 

This sub-chapter covered literature knowledge concerning aspects that are needed in 

the first stage of the Lewin’s model. Evidence from literature showed that decision mak-

ers, which is a group of well-selected leaders, should consider the importance of com-

munication and assess stakeholders’ readiness in a change project. The next sub-chap-

ter reviews literature relating to Lewin’s next step, which is change.     

4.2 Change – deploying the plan 

The first step “unfreeze” prepared the change. The second step in Lewin’s model is 

“change”. The planned change happens in individual level and in group level. A person, 

who acts as resistance to change, force field analysis describes the restraining forces 

that hinder the person to move to a higher performance level. The person is part of a 

group and therefore group standards are important in the change because these will 

facilitate the change of the person. However, it is important to pay attention to group 

culture. If the group has strong accepted culture among its members, it minimizes indi-

vidual’s resistance to chance compared to a standard group and group decisions seem 

to last longer (Lewin 2004:331-332).  

As the decision is made, the change does not begin without motivation. “The decision 

links motivation to action” (Lewin 2004:333), and lectures and discussions are effective 

ways increase motivation towards the desired goal. However, learning has a place in 

change. Learning affects the individual as change in cognitive structure (knowledge), as 

change in motivation and as change in group belongingness (Lewin 2004: 216). As men-



47 

 

 

tioned, group belongingness induces decisions that last longer and experienced experi-

ences as a group, put pressure on an individual to act in compliance with the group 

norms. In addition, learning modifies motivation, values and needs of the individual and 

the way the individual sees the physical and social worlds (Lewin 2004:49-50). 

Lewin highlighted couple of learning methods which facilitates acceptance of new values. 

When teaching people, all the members (teachers, students) have to have a feeling of 

being one team and commonly shared values. During the learning process, individuals 

have a chance to express their own opinions that results in higher group belongingness. 

Finally, when the group discover the facts by themselves, these discovered “facts” be-

come group’s facts. In the end, individuals in the group truly believe to these discovered 

facts (Lewin 2004:55). 

4.2.1 Empower board-based actions 

In Kotter’s model, the fifth step relates to people encouragement to take some control of 

the change process. Empowered employees are implementing the change and manag-

ers’ role is to support and remove obstacles that could hinder the change project. Typical 

obstacles relate to people’s skills, IT-systems that are in use, organization structures and 

managers’ support. Kotter highlights that training is an important factor in the empower-

ment step because organizations have no time to get rid of all obstacles. This requires 

leadership because manager’s command-and control behavior do not facilitate the 

change of social skills that are needed in change. However, the main thing in this step is 

action, to empower people and maintain the credibility of the change effort. (Kotter, 1995) 

4.2.1.2 Knowledge work and lean principles  

As Lewin (2004) stated the circle of planning, action and analysis is well-suited method 

in the action stage. In recent years, Lean and six sigma methods have become com-

monly known in manufacturing industry. However, the same principles in continuous im-

provement can be utilized in service business. In an article six principles  was proposed 

where knowledge is a dominant factor of success (Staats and Upton, 2011). The first 

principle was to review all the waste in the process. In a daily work at the office, it could 

be seen as number of emails sent, meetings and report generation. These actions should 

be sought and assessed to find out what is the value of the action. One method of the 

value assessment could be 5 Why’s, which identifies the purpose of the action. 
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The second principle is to find out all the work that could be standardized. Plenty of work 

is done the same way and for this type of work, it would be beneficial to create a process 

to simplify a workflow. Process creation could increase resistance among stakeholders, 

but communication of the benefits of the process should convince all the involved parties 

(Staast and Upton, 2011).  

The third principle refers to communication. It emphasizes the importance of understand-

ing the need, use and place of communication. The benefit of a good communication 

practice is that stakeholders do not have to use their valuable time to understand the 

message. The message should be formulated in a way that stakeholders can understand 

it. As outcomes of lean processes are communicated in a structured and solid way, it 

decreases disagreements because process outcomes are based on results and stand-

ardized work, not on intuition (Staats and Upton, 2011).  

The fourth principle covers problem detection in knowledge work. Individual has account-

ability to detect problems and fix it with support from colleagues or managers. An organ-

ization has to create a work environment where all stakeholders have necessary support 

and info available to avoid similar problems happening again. Problem solving should be 

communicated to all relevant people e.g. by video. A process to solve problems should 

be in place to be able to act fast and organization should learn how to improve the pro-

cess (Staats and Upton, 2011).     

The fifth and sixth principle describes that managers should be involved in lean 

knowledge work, and adapting new processes and new ways of working is continuous 

improvement. It should start from small groups and then later on adopt in bigger scale 

(Staats and Upton, 2011).   

4.2.1.2 CRM utilization 

Customer Relationship Management (CRM) has been defined in many ways in academic 

literature. Some of them are “an e-commerce application” (Khanna, 2001), “a business 

strategy combined with technology to effectively manage the complete customer life-

cycle” (Smith, 2001) and a term for methodologies, technologies and e-commerce capa-

bilities used by companies to manage customer relationships (Stone & Woodcock, 

2001).  
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Today, customers have many channels to contact service providers. Digitalization has 

opened new channels but still, old methods (e.g. face-to-face) should be in place to sup-

port customers and secure their satisfaction. On the other hand, organizations should 

maximize customer value and focus on profitability. Payne & Frow (2004) studied the 

strategic role of multichannel integration process in CRM, and they proposed an ap-

proach to the development of an integrated multichannel strategy. It consists of six key 

steps: developing objectives, understanding customer and channel touchpoints, a stra-

tegic review of industry structure and channel options, understanding shifts in channel 

usage patterns, channel economics and develop an integrated channel management 

strategy. Table 10 below summarizes the strategy steps and the purpose of an individual 

step.  

Table 10. Strategic CRM - the steps and purposes 

 

As seen in table 10, the objective setting should focus on customer experience and sat-

isfaction as well as higher sales and profit. The second step is to analyze the needs and 

wants of the customer and how the analysis could be utilized in channel touchpoints. 

The third step, different channel options of the organization and competitors are ana-

lyzed. The idea is to assess the usage of channels in different stage of the interaction 

with the customer. Followed by the fourth step, it elaborates how shifts between channels 

Steps Purpose

Developing strategic 

multichannel 

objectives

Higher customer

- experience

- satisfaction

- sales

Understand customer 

and channel 

touchpoints to leverage 

advantage

Understanding 

customer 

- needs, wants, 

concerns

-> identify channel 

touchpoints

Undertake a review of 

industry structure and 

channel options

Analysis of channel 

alternatives 

- competitors

- organization

Undertake shifts in 

channel usage patterns

Understand how 

shifts occur in 

channel usage 

patterns

Review channel 

economics

Analysis of channel 

costs 

Developping an 

integrated channel 

management srategy

Decision making 

based on objectives
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are found and in the fifth step the costs of the channels are reviewed. In the final step, 

decisions are made based on the previous steps. All the advantages and challenges of 

customer interactions are analyzed and appropriate method to interact with customer are 

chosen. The chosen strategy would consider e.g. the cost of the channel, the importance 

of the customer, the complexity of the activity, and the customer segment. The outcome 

would be a right type of an interaction method that would suit a specific customer seg-

ment in the best possible way (Payne and Frow, 2004). 

The authors highlight challenges in adopting the approach. The benefits to the customer 

should be understood by the organization. The organization could easily think that the 

benefits are the same for both, but that could be a wrong assumption. Secondly, the 

organization should focus on internal communication and changing stakeholders’ atti-

tudes and behaviors. Stakeholders should understand the purpose of the integrated mul-

tichannel strategy. However, changing behavior to desired direction, management 

should consider appropriate incentive to stakeholders (Payne and Frow, 2004).  

Customer relationships are evolving over the lifetime and organizations should focus on 

assessing relationships constantly. To fully understand the relationship state, Zhang et 

al. (2018) created a model that aims to detect the state and the quality of customer rela-

tionships. The quality is assessed in four dimensions, trust, commitment, dependence, 

and norms. The states are transactional, transitional, communal and damaged. The idea 

is to categorize customer relationships and adapt corresponding strategy for each cate-

gory. As seen in the below table, the relationship states and dimensions are summarized.  
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Table 11. Business relationship  

   

Table 11 demonstrates four relationship dimensions. These dimensions are assessed 

by surveys that are sent to customers periodically. In addition, traditional measurements 

like sales figures are measured simultaneously. Finally, organization is able to categorize 

each relationship and take the needed actions to the reach goals.  

Typical for the transactional state, being the most common state, is that sales figures are 

low, trust, commitment and dependence are in low or medium level and norms are in a 

low level. Lack of trust in customer relationship relates to business partner’s reliability 

and intentions. If there is no commitment, it is an indication that there is not enough 

aspiration and willingness to maintain relationships. Dependence relates to a situation 

where no other alternatives exist for partners and norms reflects a situation where both 

partners works towards mutual and individual targets (Zhang et al., 2018).  

Communal is the most profitable state of relationship. All the dimensions are in high-level 

and sales numbers are the highest of all categories. Organizations have to assess all 

the processes and CRM channels with these customers. The goal would be a long-term 

customer relationship (Zhang et al., 2018).           

Ideally, CRM could be an element that is a competitive edge against competitors. CRM 

could prevent customers to switch service provider. However, organizations should as-

sess and categorize customers and then apply corresponding strategy to get them to the 

communal state (Zhang et al., 2018).  

Relationship dimensions

↓ Transactional Transitional Communal Damaged

Trust Low/medium Higher Highest Low

Commitment Low/medium Higher Highest Low

Dependence Low/medium Higher Highest Medium/High

Norms Low Higher Highest Lowest

Level of sales and growth Low Higher Highest Weak

NEEDED Communication

Dedicated sales 

rep

or investement 

Assess negotiation 

processes, avoid 

possible conflicts, focus 

on fairness, distribution 

of profits

find 

reconcile, 

heal the 

relationship

GOAL
Increase sales

Cost-effectly

Increase in 

customer loyalty

high sales growth

Keep the customer
Keep the 

customer

Relationship state
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4.2.1.2 Plan-Do-Study-Act  

In the change stage, new approaches to problems are found. In organizations, continu-

ous improvement can be seen as a cycle where actions and outcomes are constantly 

reviewed. That could be adopted in a process designing where no process exists or a 

process need to be designed. W. Edwards Deming introduced Plan-Do-Study-Act 

(PDSA) cycle in 1986. He produced the feedback loop to help managers to determine 

why products deviates from customers’ requirements. The feedback loop is a useful tool 

to use in planning change as well as in continuous improvement.   

Plan step is to define objective, identify a change or a test that is aimed at improvement. 

In this step, the plan should answer questions like who, what, where, when. An outcome 

of this step could be a new business process. In the next step, Do, the plan is executed. 

At the same time, all problems and observations should be documented. In Study step, 

the data and reports are analyzed that were generated in the previous step and those 

are compared to the objective in the first step for learning purposes. The last step, Act, 

asks what changes are to be made and what would be the input for a next cycle, which 

would start for a new cycle (Deming, 1986).  

4.2.2 Generate short terms wins        

Kotter (1995) wants to demonstrate that all the efforts made in a change process are 

recognized and it is essential to celebrate those who are the change-makers in organi-

zations. Without small victories, there is a chance of losing momentum. Small victories 

are indications to the guiding team that created vision is clear. However, based on the 

learnings from the previous steps, this could be a place for a small alignment to the 

vision.  

Short term wins are important because it shows to people that hard work is paying off. It 

builds credibility among people that change efforts are needed. Characteristics for a 

good short term win is that it is visible. People can see that results are real. Second, it is 

unambiguous, which means that hardly no-one can argue against it. Third, it relates to 

the change efforts (Kotter 1995:121-122).  

Managers leading styles should be a good combination of leadership and management. 

Management is especially important because someone has to keep the change process 
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in control. However, leadership is needed in restructurings, turnarounds and cultural 

changes. From a leading style aspect, leadership without management leads to unpre-

dictable short term wins and management without leadership might generate short term 

wins but sustained change results are rare (Kotter 1995:129).     

4.2.2.1 Motivation   

Even Kotter highlights the recognition of the change-makers, a change process might 

face setbacks and employees’ motivation towards common goal could be jeopardized. 

The purpose of incentives is to motivate and that is typically based on the level of 

achieved targets. In a sales organization, these are sales target. Besides, big corpora-

tions often express that motivated employees are their most valuable asset in competi-

tion. Employees’ well-being can be considered as a significant cause in a change pro-

cess and in a constantly changing business environment.  

Herzberg et al. (1959) developed a motivation theory, which is known as two-factor the-

ory. He conducted a survey among engineers and accountants and the responses were 

analyzed in order to find factors that caused satisfaction or dissatisfaction in work. He 

divided the determinants as motivating (causing satisfaction) and as hygiene/mainte-

nance (causing dissatisfaction) factors. The table  below presents motivating factors and 

hygiene factors. 

Table 12. Motivating and Hygiene factors 

Motivating factors Hygiene factors 

Recognition, achievement, advance-
ment, nature of the work under-
taken, responsibility 

Pay, company policies, relationship with super-
visors, working conditions, feelings associated 
with lack of status or security 

If these factors are present staff will 
feel motivated 

If these factors fall below a certain level dissat-
isfaction sets in 

As seen in table 12, motivation factors are divided to two categories. Herzberg noted that 

motivating factors are continuing and these factors prevent job dissatisfaction. In addi-

tion, motivating factors increases engagement, productivity and job satisfaction.  

If factors are set to a scale as high or low, a conclusion of employees’ behavior can be 

drawn.  
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Table 13. Employees' behavior and motivation levels 

 

As seen in table 13, lack of hygiene factor causes complaints about work environment. 

If motivating factors are low, it affects employees’ motivation to work.  

At the same time, clear rules and goals for employees are needed. As the expectations 

are defined in the organization and people know what they are supposed to do, it be-

comes easier to identify and recognize high performers. Manager’s duty is to clarify what 

the wanted outcome might look like. Recognition should be tailored that it would feel 

personalized, trusted and valued for an employee. Otherwise, recognition is easily for-

gotten and the purpose, bringing out of the best in people, is missed. From manager’s 

perspective, they have to know their subordinates well; how they feel, what are their 

values and what they think (Kouzes and Posner, 2012).      

4.2.3 Consolidate gains and make more change 

Kotter (1995) gives a warning to managers that they have a temptation to declare victory 

of the change project too early. He states that it is essential to managers to see big 

picture and align systems and structures even there are evidence of improvement. There 

are plenty of elements that should be altered during change process. For example, in-

teractions with other peers, habits, organizational structure and culture. These should be 

fully grounded in to organizations. Integrating change into organizations takes time.   

Organizations success relates to capacity for continuous adaptation (Weick and Quinn, 

1999). As change is here to stay and organizations must learn to adapt it in to their 

culture, Kerber and Buono (2005) propose that change actions that link to continuous 

improvement can be made by “encourage people to initiate and experiment with chang-

ing”. This is in line with Kotter’s step 5 that describes leadership should be utilized, in-

stead of command-and-control to change people’s behaviors.    

Motivating Hygiene Employees behavior

High High Motivation to work well, fewer complaints about work environment

High Low Motivation to work well, many complaints about work environment

Low High Lower motivation to work, fewer complaints about work environment

Low Low Lower motivation to work, many complaints about work environment

Factors
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Big organizations have several independent divisions, functions and teams that are in-

terdependence of others. If changes influence on several independent parties at once, 

making decisions or creating reporting line could be a difficult task in such an organiza-

tion. Kotter (1995) offers leadership as a tool to tackle issues, and highlights that unnec-

essary interdependences should be eliminated. However, in a change project, designing 

organization that would tackle known issues should be considered.  

Kesler and Kates (2010) offer a model that highlights several key points in organization 

design. Organization design should reflect to a chosen strategy. As the strategy is clear, 

it will solve the problem that is defined by organization. Galbraith’s (1995) Star Model 

helps to identify requirements and selecting appropriate organizational architecture. Uti-

lizing the Star Model, managers can assess processes, practices, structures and take 

into consideration rewarding and people management. At the same time, the organiza-

tion must consider what the key aspects are that make possible to execute the chosen 

strategy, and consider these aspects in organization design (Kesler and Kates, 2010).   

A matrix organization is a combination of two or more building blocks that have the ben-

efits of centralized functional departments and simple lines of business structure. How-

ever, it has its disadvantages. Objectives and priorities are in conflict for complex work 

in a matrix organization. If a matrix is a chosen design type for an organization, managers 

should promote collaborative decision making and define decision rights around shared 

objectives. Setting a shared vision, creating high degree of buy-in, and building energy 

among decision makers in the matrix organization, is a better approach than acting as 

supervisor for all the members in the matrix (Kesler and Kates, 2010).  

This sub-chapter presented literature knowledge concerning aspects that are needed in 

the second stage of Lewin’s model. Evidence from literature showed that making the 

most of a CRM system, managers must consider their business widely starting from stra-

tegic aspects to customer facing situations. However, all processes should be effective 

and continuously improved. Keeping in mind that people are the most valuable asset in 

an organization, this sub-chapter described motivation factors. Finally, organization de-

sign and aspects that should be considered were covered. Next sub-chapter reviews 

literature relating to Lewin’s last step, which is refreeze. 
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4.3 Refreeze 

Until reaching the last step, “refreeze”, first Lewin’s model aimed at breaking custom or 

social habits (“unfreeze”) and then reduce inner resistance and change group norms 

(“change”). The last step aims at the permanence of the new norms and habits. 

Lewin highlights that forces have to be measured and analyzed quantitatively because 

group decisions have to stick and the decisions might not hold alone. Analysis clarifies 

opposing forces, capabilities of individuals, differences of individuals and relations be-

tween forces, capabilities and needs. This helps to detect the problems, which are re-

lated to social change and change resistance, and it permits general statements con-

cerning some aspects of the problem. The outcome of the analysis, concerning the re-

sistance and the group norms, helps to make conclusions how much change efforts are 

needed to change attitudes, conduct and values of a group (Lewin 2004:334-335).   

Atmosphere, being a key element of an environment, is created by leaders. Democratic 

atmosphere represents a situation which includes group discussion about the target, 

commonly agreed policies and members of group could organize subgroups without 

leader’s involvement. Authoritarian groups have features such as strong leaders create 

policies, the future vision is unclear to group, leaders determinate tasks and individuals 

who perform those and leaders remain aside of group activities. As these two type of 

situations were studied, it was found that in the democratic group, behavior is less hos-

tage among group members than in the authoritarian group. There is more “we” feeling, 

social status among members is equal and individual could acquire leadership. If an in-

dividual was moved between groups, he/she adapted new group’s behavior quickly. 

(Lewin 2004:61-67) 

4.3.1 Anchor new approaches in the corporate culture 

In the last step in the Kotter’s model emphasizes that learned behaviors are institution-

alized in the organization’s culture. These are done by showing employees how new 

learned attitudes and behaviors had effect on performance. In addition, it is important 

that managers adapt new approaches. As Kotter states, there is a risk if a succession 

decision fails in the organization, it could undermine years of hard work. Managers 

should be integral part of change efforts (Kotter 1995). 
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People, who are responsible to lead the change in organizations should be supported. 

Support should include mentoring, training, and shadowing opportunities. In addition, 

communication and recognition of change efforts should be published and informed in 

multiple forms. This way the organization highlights the value of the change and it shows 

the amount of effort that has been invested into the change. At the end, these methods 

help change to be sustained (Massey and Williams, 2006).  

Organization culture could be defined as how people in an organization do things and 

how people behave every day. Leadership’s role is to drive that behavior. One of the 

most powerful ways is to communicate culture from top of the organization. Managers 

should keep in mind that when communicating culture, the message should be simple. 

It should be repeated whenever there is a place for it and message should be linked to 

employees or consumer brands, systems and history. In the end, what the company is 

communicating, should be measurable (Parker, 2011).   

One way of institutionalizing learned behaviors in the organization’s culture, is involve-

ment. Gibbons (2015) offers a model how to increase engagement. There are five steps 

as seen in figure 4.  

 

Figure 4. Increasing engagement in organizations 

At the lowest step of involvement, it is told what is to be done. Selling means what and 

why something is to be done. Testing refers to a situation where something should be 

done and how to improve upon it. Consulting creates more involvement and there par-

ticipants choose a direction from given parameters. Co-create refers to a situation where 



58 

 

 

participants create a model from a blank sheet, defining vision and strategy how they 

achieve new desired state and what are the principles that are applied during the journey. 

Utilizing this involvement strategy, stakeholders in the organization feel that they are part 

of the big picture (Gibbons, 2015). 

However, there are some risks, which leaders should avoid when selecting the appropri-

ate step of involvement. First, enough people should be involved to avoid weak compli-

ance and disagreement. Secondly, leaders are insufficiently directive and they have too 

much involvement. Lastly, involvement rises discussion and disagreement that could 

lead to endless meetings. Leaders should make clear which aspects of a change are 

under discussion (Gibbons, 2015).   

4.4 Communication, Leadership and Trust building 

In Kotter’s model, communication is the fourth step that is taking place after the vision 

and strategy creation step and before the empowering step. However, in this thesis, 

communication, leadership and trust building was discussed in one section. The reason 

for different approach will be explained in the following sections. 

Communication 

Kotter highlights that sharing “a sense of a desired future can help to motivate and coor-

dinate the kinds of actions that create transformations” (Kotter 1995: 85). However, un-

dercommunicating by the management is quite common problem.  The management do 

not talk enough about the vision, the vision is blurry, or the urgency rate is not high 

enough.  

To cover the gap of undercommunicating, Kotter (1995) proposes eight key elements to 

communicate vision effectively: 

- Keep it simple; communication works best when it is simple and direct 

- Use of metaphors, analogies and examples; these can make a message memo-

rable 
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- Different forums; utilize different communication methods to attain people atten-

tion and spread the message 

- Repeat; communicating could happen almost everywhere which finally adds up 

the amount of communication of the vision 

- Through leadership; behave and act accordingly  

- Avoid inconsistence in a message delivery; if mixed signals cannot be eliminated, 

they should be explained 

- Two-way communication; best way to convince people and provide answers to 

concerning issues 

In two-way communication, created vision is challenged and argued but the main goal is 

to help people to accept the vision, achieve buy-in feeling (Kotter, 1995). Argyris (1994) 

goes beyond and claims that communication should be targeted to individuals’ intrinsic 

motivation. As an example of problem solving, managers should not have a caring ap-

proach when subordinates face a problem, kind of lend their high-level authority to get 

rid of the problem. Instead, managers should influence subordinates attitudes and be-

haviors and rather ask what blocks individuals to communicate with others, are there any 

fears or how could the organization design help to take such an initiative. With the caring 

approach, managers gives their commitment to tackle the problem and for subordinates, 

it is external commitment as it comes from an outside source. External commitment har-

nesses external motivation. Subordinates should analyze their own behavior and moti-

vation and avoid describing the faults of other. What organizations wants are people who 

are able to fill the needs of an organization, constantly and creatively. Communication 

demands more of everyone involved, like self-awareness, candor and responsibility, be-

ing aimed at intrinsic motivation.           

Alahuhta (2015) emphasizes that change communication in organizations needs contin-

uous monitoring to make sure messages are received all over in the organization. It re-

quires that communication is repeated utilizing different communication channels. In ad-

dition, the message should include positive progress and achievement that increases 

awareness of the change efforts among people.   
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Leadership 

Kotter (1995:25) states “leadership defines what the future should look like, aligns people 

with that vision, and inspires them to make it happen despite the obstacles”. On the other 

hand, management is seen as “a set of processes that keep a complicated system of 

people and technology running smoothly”. He assess that in a successful change 70 to 

90 percent is leadership.  

Academic literature consists plenty of definitions for leadership. Quite common for all of 

them seem to be that leadership needs followers whose behavior and attitudes are al-

tered by the methods of leadership. The difference between management and leadership 

is that management produces order and consistency and leadership produces change 

and movement. Leadership requires understanding of meaning, being visionary, open 

minded and fair-minded, just to mention few. In addition, leadership is socially con-

structed because followers are motivated to follow leaders who have personal qualities 

that followers respect. Some of the attributes are honesty, integrity, courage, intelligent, 

clear communicator and empathic nature (McCalman et al., 2015).  

Alahuhta (2015:141) highlights five key pillar in leading people. Those are:  

- Trust building; being consistent, listening others, keep promises.  

- Positive attitude; creates environment for different aspects and energizes people 

- Focus on developing people skills; increases a sense of importance and positive 

atmosphere 

- Understands essential; leaders describes clearly even abstract issues and how 

those reflects to everyday work 

- Spirit to achieve; leaders have to show their desire to achieve common goals and 

they are proud of seeing others learning and thriving  

If all the five key pillars are in place, it generates positive spirit in organizations. Employ-

ees share feelings of trust, togetherness and being important. Good spirit is maintained 
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by communicating clearly and finding the right balance of details in messaging (Alahuhta, 

2015). 

Trust building 

High team trust can be defined through several components (Ferrel and Kline, 2018): 

 All team members are expected to follow through on commitments and interde-

pendencies  

 Team members are willing to be vulnerable when uncertainly arises 

 Team members are confident that other members take action for the good of the 

team.  

In order to a team to perform at the highest level, effective communication and trust must 

be in place. In a trustful environment, employees are willing to invest their own time and 

resources to support other team members. One of the effective ways to build trust is to 

organize face-to-face meetings in team formation. It helps especially when objectives 

are being set and agreements defined. If team members shares their own values and 

experiences, it increases mutual understanding among the team and allows its members 

to be vulnerable in the team whose members can be trusted (Ferrel and Kline, 2018).   

To choose right communication method, Ferrel and Kline (2018) categorized different 

communication methods to two-axis chart that describes synchronicity and richness of 

communication. Richness of communication refers to the amount of shared information 

and synchronicity refers to a scale of real-time vs. non-real time of communication. In-

person communication is the most richness and synchronicity method of communication 

as it happens in real-time, and through the communication method facial expressions 

and voice intonation are convoyed, which help correctly to interpret the intended mes-

sage. In addition, it facilitates trust building in relationships. Depending on built trust and 

the need for communication, different communication methods could be utilized like tel-

ephone, emails or instant messaging.  

Matti Alahuhta (2015) the CEO of Kone and Risto Siilasmaa (2018) the chairman of 

Nokia, emphasize that trust building starts from top management level. Alahuhta (2015: 
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142) states that when people keep their promises, communicating straight, avoid politic 

in decision making, listen and are present, these factors increase trust building. Siilas-

maa (2018) states that trust is built on two pillars, transparency and equality. Transpar-

ency includes sharing information among team members and equality means that eve-

rybody is heard, getting a feeling of solidarity. 

Today organizations have spread over country borders or even different time zones. Or-

ganizations have developed several communication methods that are cost effective and 

easy to use. However, interactions variate from face-to-face meetings to emails. To get 

best out of employees skills, organizations should keep in mind which type of communi-

cation methods suit best the current need of optimizing team trust, coordination and com-

munication (Ferrel and Kline, 2018).  

4.5 Conceptual Framework of This Thesis 

The conceptual Framework was built on Lewin’s change theory, which is a three-step 

change step model. The model is divided to sections: unfreeze, change and refreeze.  At 

the same time was presented Kotter’s eight-step change model. These two models are 

the foundation of the conceptual framework of this thesis. In each step additional refer-

ences was introduced. These were selected in order to achieve deeper understanding 

of the phenomenon in question. Communication, Leadership and Trust were covered as 

one entity, because in this thesis, those were seen to affect all the steps in the change 

process.  The conceptual framework is shown in figure 5.  
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Figure 5. Conceptual Framework

Unfreeze 

A sense of urgency (Kotter, 1995) 

Visualize (Alahuhta, 2015) 
Killing complacency (Kotter, 2008) 

Create a guiding coalition (Kotter, 

1995) 

Team of believers (Ammater et al., 
2002) 
Enough team players (Kotter, 1995) 
Position power (Kotter, 1995) 

Developing a vision and strategy 

(Kotter, 1995) 

Vision (Kotter, 1995) 
Change readiness (Armenakis and 
Fredenberger, 1997) 
 
Organizational readiness (Holt et 
al.,2010; Timmings et al.,2016) 
 
Individual readiness (Timmings et al., 
2016) 

Change 

Empower board-based actions 
(Kotter, 1995) 
 
Knowledge work (Staats and Upton, 
2011) 
CRM 

- Multichannel strategy 
(Payne and Frow, 2004) 

- Customer categories, CRM 
and strategy (Zhang et 
al.,2018) 

Continuous improvement 

- PDSA ( Deming, 1986) 
 

Short term wins (Kotter, 1995) 
 
Motivation (Hertzberg et al.,1959) 
Recognition (Kouzes and Posner, 

2012) 
 

Refreeze 

Anchor new approaches in the 
corporate culture (Kotter, 1995) 
 
Support to leaders, recognition (Mas-
sey and Williams, 2006) 
Communicate culture (Parker, 2012) 
 
Institutionalizing new behaviors (Gib-
bons, 2015) 

 
 

COMMUNICATION  
Communicating vision effectively (Kotter, 1995) 
Targeting to intrinsic motivation (Argyris, 1995) 

Repeated (Alahuhta, 2015; Parker 2012) 
LEADERSHIP 

Needed features (Kotter 1995; McCalman et al.,2015; Alahuhta, 2015) 
Leadership styles (Davison et al., 1996) 

TRUST 
Needed components (Ferrel and Kline, 2018) 

Communication methods (Ferrel and Kline, 2018) 
Management behaviors (Alahuhta, 2015; Siilasmaa, 2018) 

Consolidate gains and make 
more change (Kotter, 1995) 
 
Organizational design (Kesler and 
Kates,2010) 
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In figure 5, each step must be fully go through before moving on to the next step. All the 

steps that are included in the unfreeze, should be completed cautiously before moving 

to the change step. In addition, the entire step in the change step should be completed 

before continuing to the refreeze step. However, the leaders should communicate during 

the change process, they must act like leaders who creates trust among people.  

A sense of urgency: A change process requires a need or needs that feeds the change 

process. Everybody who is part of the change process should understand why the 

change is taking place. It should be used to tackle existing complacency by visualizing 

the need to everybody. Feeling of importance is needed all over the organization.  

Create a guiding coalition: the managers who are chosen to lead the change must 

have enough authority, members must look the phenomenon in question widely from 

different aspects and they should advocate leadership skills. Good communication meth-

ods creates trust in the team. 

Develop a vision and strategy: The vision tells what the new desired state is. During a 

strategy process, the leaders must create an overall picture of issues that hinder the 

change process. In addition, the leaders must consider which functions could help the 

organization in the change process. It requires that the leaders know their subordinates. 

The leaders must understand the need of communication, expressing the need for the 

change and build trust in the organization.     

Empowered board-based actions: taking into account the objective of this thesis, the 

selected themes relate to improving processes, continuous improvement of the pro-

cesses and interactions with the customers. In the change step, the leaders must advo-

cate clear communication to the internal stakeholders and focus on changing their be-

haviors and attitudes. Leadership methods are utilized to change social skills. If the 

change faces setbacks, the leaders should talk about the vision, the common goal of the 

company, instead of giving direct commands to the subordinates.  

Short terms wins: motivation factors are important as it drives individuals further to-

wards the common goal. The leaders should consider recognition as a method to point 

out that the change efforts are paying off. In addition, the leaders should communicate 

what the expected outcome might look like.  

Consolidate gains and make more change: organizations’ layout should reflect to the 

chosen strategy. Independent functions must work well together to succeed in complex 

environment. Command lines are not linear, however decision-making should take place 

immediately and time wasting should be avoided. The leaders must be open-minded, to 



69 

 

 

not only look after short term wins but also being a visionary who understands essential 

parts of the big picture.  

Anchor new approaches in the corporate culture: Finally, everybody should have 

adopted new behaviors and attitudes. It should start from the top management and cas-

cade down to the lowest level in the organization. The leaders could be supported by 

others leaders using methods like mentoring. Changing culture requires leadership to 

alter behaviors, and simple communication about the culture. Engaging people creates 

feeling of being involved in the change. 

Communication, leadership and trust: Communication is needed in every mentioned 

step. It is not just one step between strategy creation and people empowerment. Com-

munication starts from the beginning by expressing the need for the change, continued 

by the benefits for the company and individuals during the change step model. Commu-

nication does not limit to face-to-face but it consists of several communication channels 

that are available. The change needs “soft skills” from leaders. Leadership styles and 

methods are utilized every time when there is a need to alter behaviors and attitudes. 

Leaders must be present, listen, avoid politics and communicate clearly. Honesty, integ-

rity, courage, intelligent are attributes that build respect among followers. In a trustful 

team, people have the courage to share their ideas and they are committed to achieve 

goals.         

This chapter described how the Conceptual Framework (CF) was built. The CF in-

cludes elements from social and psychological literature and it uses Kotter’s organiza-

tional change model as a framework. These can be seen the main components of the 

CF, however the CF offers building blocks to assess readiness, improve current way of 

working, and also highlights the importance of leadership, communication and trust in 

the organization. The CF was discussed with the stakeholders and based on their feed-

back, a proposal was built. Chapter 5 describes how the proposal was built and in 

Chapter 6, focus will shift to the managers. The managers gave ideas and the out-

come, the deployment plan, was finalized.     
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5 Building Proposal how to deploy the new sales business model for the 

Case Company 

This section integrates the findings of the Current State Analysis (CSA), the Conceptual 

Framework (CF) and the data 2 interviews, which were conducted in this stage. The 

outcome of this chapter is an initial deployment plan of the sales model for the case 

company. 

5.1 Overview of the Proposal Building Stage 

The purpose of this section was to offer a proposal to the managers how to deploy the 

new sales model in the Nordic organization. The proposal was based on the findings in 

the CSA, combined with the CF and the stakeholders’ interviews in this building proposal 

stage. The interviews, which were conducted in the CSA, revealed that communication, 

training, way of working, the CRM system and incentives were the main concerns of the 

stakeholders. The literature review focused on the aspects of changing people’s behav-

iors and attitudes by the methods of leadership, and also introduced individual’s motiva-

tion factors. On the other side, the review focused on aspects, which could improve daily 

work in organizations. The conceptual framework was built on Kotter’s model. However, 

the intention was to highlight the need for communication, trust and leadership in every 

step of the Kotter’s model, because in the literature review, these elements were found 

critical for success in a change project.  

The Proposal Building Stage was conducted by gathering feedback from the stakehold-

ers. Feedback was collected in the interview sessions. Each interview session started 

by introducing the findings in the CSA, continued by explaining the CF and then asking 

the stakeholders for ideas, practices and suggestions how each step in the CF could be 

performed better. In the upcoming chapters, the stakeholders’ input are presented in 

depth and in the same order as the CF, which was covered in section 4. Finally, the 

proposal was presented to the managers, which is covered in the following section, Val-

idation of the Proposal. 
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5.2 The findings from the stakeholders’ interviews (Data 2) 

The stakeholder’s proposal is shown in table 14. This table presents Kotter’s eight steps 

and also it shortly describes the key points which were gathered from the interviews.  

Table 14. The stakeholders' proposal – key points 

# Step 
Stakeholders 

proposal 
Description of the step 

1 
Create a sense of 

urgency 

The reasons or 
needs for the 
change are 

linked to cus-
tomers. 

The stakeholders want that the man-
agers understand fully why the change 

is needed.  
 

The managers need comprehensive 
picture how the internal and external 

customers benefits. 

2 
Create a guiding 

coalition 

Departments 
that are in-

cluded: Sales, 
Technical Ser-

vice, CAS, 
Pricing man-

ager, support-
ing functions, 

trainers. 

CSA revealed that the team had two 
managers. More decision makers are 

needed and the team might have 
stakeholders from the field forces.  

 
Aim to create a team with diversity, 
people with different skills, back-

ground and knowledge are needed. 

3 
Create a vision 

and strategy 

Training, mate-
rial, plan the 

kick-off meet-
ing 

The guiding coalition plans training, 
training material and the kick-off meet-

ing.  
Make sure that the timing for the 

launch is right. 

4 
Empower board-

based actions 

Processes, 
CRM automa-

tion, roles 

The actions aim to increase effective-
ness. With the CRM system, some 

processes are automated.  
 

In addition, the CRM is modified that it 
supports the new model.  

 
The stakeholders together define roles 
and responsibilities for different cus-

tomer segments. 

5 
Generate short 

terms wins 

Recognition, 
transparency, 
competition 

The managers point out methods and 
actions which improve the deploy-

ment. Teams and individuals are re-
warded, based on their achievements 

and/or behavior. 
 

In order to motivate, a competition is 
organized and a winning team is re-

warded. 
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6 
Consolidate gains 
and make more 

change 

Reminding, 
meetings, 

roles. 

The CRM system reminds automati-
cally when time to contact customers 

is. 
 

Best practices so far are shared in 
meetings and roles are fine-tuned as 

needed. 

7 
Attaching behav-
iors in the culture 

Mentoring, 
coaching 

The idea is to learn during the change 
and share knowledge about methods 

which changed behaviors. Experi-
enced leaders helps inexperienced 

leaders. 

  Communication 

Gather infor-
mation, launch 
the model, re-
port the out-

come 

In the beginning, utilize two-way com-
munication. Intention is to gather infor-

mation and understand the need for 
the change. 

 
The managers take the lead of launch-
ing the model in the kick-off meeting. 

 
Last, honestly tell how well the new 

sales model reached its goal 

  Leadership 

Atmosphere 
where people 
can express 

their ideas, en-
courage and 
reward, key 
learnings 

The mangers need to create “we” feel-
ing and ensure real sense of belong-
ing. This fosters group atmosphere. 

 
Inspire people in action steps to take 

smart risks and reward fast imple-
menters. 

 
Afterwards, assess the leadership 

methods. What was the right method 
in a specific situation?    

  Trust Build trust 

Recent change projects have failed 
because no-one truly believed that 

managers stand behind projects. The 
managers in this deployment have to 
be present, committed and conclusion 

orientated 

 

The idea is to complete the steps in the table in order. The key point of a step is in the 

middle column and in the right column the stakeholders’ proposals are described. The 

following chapters elaborate the steps and give concrete ideas how to deploy the steps. 

However communication, leadership and trust are expressed superficially, because 

these are part of every step of the proposal. The following chapters review the proposal 

step-by-step.  
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5.2.1 How to create a sense of urgency  

In the meeting where the new model was presented, the managers highlighted that the 

need for the new sales model is to generate higher revenue flow from the service busi-

ness. The company highlighted that there is potential to grow in the service business. 

The stakeholders understood the message and agreed with it, however, the managers 

did not highlight the need strongly. 

The stakeholders emphasized three issues, which should be fully understood by the 

managers when aiming at creating a sense of urgency. First, the needs or the reasons 

for the deployment of the new sales model must be clear for the managers who are 

running the change process. In addition, the purpose of the new sales model must be 

clear for each individuals. Second, the managers should be able to answer why the new 

model is needed. As the stakeholders proposed, the managers could have had a debate 

with the employees before creating the guiding coalition. During these discussions, the 

managers could have found topics, which would have helped to communicate the needs 

later in the change process. Third, the managers should had visited all possible parties 

(e.g. finance, HR, supporting functions) and taken into consideration are there any rea-

sons why a party should have been ignored or included in the change process. 

According to the stakeholders, the managers should be able to answer why the company 

is running the change process and what the company wants to achieve. In addition, 

communication increases awareness of the upcoming change, readiness for the change, 

and engagement among the stakeholders.     

The stakeholders proposed concrete examples, which create a sense of urgency. As the 

company consider the need from the company’s perspective, the reasons for the change 

are not the same for the customers. If the reasons for selling services to the customers 

are linked to the need for the change for the company, the company creates a solid need 

to the sales teams and the need will be part of the sales rep’s communication as need-

ed. Some good examples from the previous product launches have shown that rumors 

of the upcoming product launches increases general awareness of the launch among 

the customers. This has been an unconsciousness method to increase a sense of ur-

gency, because the customers understand the need of a new product, which has not 

been launched yet. 



74 

 

 

5.2.2 How to create a guiding coalition 

The guiding coalition included the sales manager and the technical service manager. For 

a successful change project, the stakeholders stated it was not enough to run the 

change. Viewpoints from pricing, financing, supporting and training were missing. The 

technical service manager covered the role of Clinical Application specialist (CAS), how-

ever the manager had not enough expertise of the function itself. 

The stakeholders pointed out that the guiding coalition would have more credibility if the 

team included persons from wider area of the business. These persons could be from 

above mentioned parties but the guiding coalition should also include employees from 

the bottom level of the organization because the new sales model affects these people. 

As the guiding coalition includes people with decision power and also the insights from 

the field, the stakeholders found it as a comprehensive team to run the change. 

A stakeholder proposed that qualities of each team member could be utilized in the 

change project. If a person had credibility in the organization, it would benefit the coalition 

if the sales model would face setbacks in the future. People believe the person who has 

long experience with the company, is able to create trust among the co-workers, and has 

not a manager role. That person’s credibility could be utilized whenever there is a need 

to inform the personnel about the process. 

The business is complex and the company has several different sales models, which aim 

to increase product sales. The stakeholders found service selling as a sales model, 

which is especially, in a link with device pricing. As an example where a device price is 

low compared to a service contract price, the sales teams cannot build any reasonable 

sales arguments why no one would like to have expensive service contract for an inex-

pensive device. In order to solve this, the company must involve strategic pricing man-

agers to the guiding coalition group. In addition, as the Nordic organization is one entity, 

there are still differences in the market between five countries and therefore the guiding 

team must consider what the country specific market features are.    

The outcome of this step is a guiding coalition that has enough decision power from all 

the business areas and people around the organization with different skills and charac-

teristics.    
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5.2.3 How to create a vision and strategy 

As mentioned, the case company aims at higher revenue flow with the new sales model. 

The strategy should consider all the current processes and think about how the model 

would change the business in each country. The stakeholders fully understood that no 

business model is completely ready when it is deployed, however, all the critical aspects 

must be assessed before the launch. The guiding coalition should have dialogs with the 

sales managers, the engineers and the Clinical Application Specialists, in order to detect 

matters, which could hinder the deployment of the new sales model. It could be said that 

the previously mentioned are the main stakeholders but the new sales model influences 

finance, supporting functions, pricing teams and contract management as well.  

The stakeholders suggested that before the one-day meeting, where the new model was 

presented, the company should have prepared training schedules and training materials. 

The training in the one-day meeting should be tailor-made for each functions the change 

project affects. It is expected that wide range of questions arise from the personnel and 

the guiding team should be prepared to answer as comprehensively as possible.   

The company must consider carefully what the right timing would be. The change project 

takes resources widely across the company and therefore the guiding team has to allo-

cate scarce resources to this project. One of the biggest IT project of the company’s 

history was launched a few months earlier. In addition, three months later, the company 

introduced an organizational change, where some of the positions were terminated and 

new positions were created. The stakeholders found that the company struggled with 

another change projects at the same time. 

The outcome of this step is a strategy, which covers the main gaps between these two 

models. Moving to the new sales model requires that the guiding coalition builds a train-

ing plan, prepares needed material, and opens a platform that is an easy-access 

knowledge hub for the personnel. Finally, the guiding coalition should plan the one-day 

meeting and focus on the introduction of the new sales model. All the previously men-

tioned elements are needed in the next step. 
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5.2.4 How to create empower board-based actions 

In the one-day meeting, the afternoon was booked for trainings where the sales teams, 

the engineers and the clinical application specialists played a board game that symbol-

ized different service sales scenarios. The purpose was to get familiar with the respon-

sibilities in the new model. After the meeting, some emails were sent by the managers 

over the next few months. The sales teams categorized customers based on their service 

sales potential. However, the stakeholders would have needed involvement from the 

managers immediately after the meeting.  

The stakeholders proposed that the managers take part in the planning stage after the 

model launch. This was seen important because different customers and different situa-

tions need clear guidance and also the pre-defined roles and responsibilities are not 

covering e.g. big private customers and public customers exactly the same way. To 

tackle these issues, the stakeholders came up with ideas, which would help planning 

and executing the plan in real business situations. 

First, the CRM system lacks of data that helps the stakeholders to recognize potential 

service sales opportunities. The sales reps proposed that each customer accounts are 

visualized in a way, which could help the sales rep to detect the current contract tier, 

annual sales figures, the number of CAS visits, in one screen. Another proposition was 

that a user could build his/her own dashboard view, which would include all the relevant 

information. One stakeholder proposed that the CRM system could trigger an automatic 

message to customers if warranty is expiring or repair costs of their devices have risen 

over the years. For a customer that could be a reason to upgrade current service agree-

ment. The CRM should be built on a purpose, which would help a sales rep to recognize 

the current state of a customer or a group of customers, and which are the actions that 

the sales team should perform next. 

From the engineers’ point of view, the CRM should simplify the demo process. Previ-

ously, organizing the demo with different stakeholders needed lots of communication by 

email and contract were hand-filled separately for each demonstration. In the below 

workflow the proposed demo process is described.  
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Figure 6. Proposed demo process 

As seen in the above figure, the Technical Service and the sales built a process, which 

includes automatic and manual communication. The CRM system is able to send simple 

messages when a condition is met. In addition, an installation form or a contract tem-

plate could be automatically prefilled with simple data such as serial numbers, customer 

address, phone numbers etc. by the CRM system. The stakeholders proposed that the 

demo process could be modified as follows: 1) The process starts when a sales rep 

choose a correct customer account. The account includes all necessary information 

about the customer. 2) The CRM system automatically checks from the database where 

the nearest demo device is located and prepopulates serial numbers, models, ad-

dresses, contact information into the installation form and the contract. 3) The contract 

manager verifies that the contract includes all the necessary information. Before sending 

the con-tract to the customer by email, the contract manager signs the contract. 4) The 

customer signs the contract and sends it back. However, receiving the contract is an 

automatic process because the contract is saved automatically to the CRM. 5) An engi-
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neer from the Technical Service is able to download the installation form, which is re-

quired when the demo device is installed. 6) The engineer contacts the customer and 

organizes demo device transportation to the customer on agreed time. 7) As the demo 

device is installed and the demo form is signed, 8) the engineer informs the sales rep 

who schedules the training with the customer. 9) The demo forms are saved to the CRM 

by the engineer. 

The sales reps highlighted that communication towards customers in the demo process 

should be manual because the demo process was found to be an important part of the 

tender process. Secondly, customers might want to ask questions, which could be re-

lated topics that are outside of the demo process. Finally, the CRM should visualize the 

steps of the demo process by colors, as traffic lights. 

Collaboration has always been strong among the sales, engineers and CAS. Simultane-

ously, each previously mentioned groups have strong relationships with the customers. 

The stakeholders highlighted that each groups have their corresponding customer con-

tact. For example, the sales reps communicate frequently with nurses and doctors, the 

sales managers communicate with the head doctors and the engineers with MedTech 

staff. Therefore, all the groups must have tailor-made message that fits to a specific 

customer. 

In this empower step, the stakeholders wanted that the managers are part of the planning 

process. By communicating, the managers help the stakeholders to see why the change 

is needed, what are the benefits and at the same time, the managers get a better picture 

what are realistic expectations for each country or a customer segment. One of their 

main duties is to motivate the stakeholders and make sure that all invincible is-sues are 

solved.     

5.2.5 How to generate short terms win 

During the stakeholders’ interviews, almost everyone highlighted the need of incentive 

as one important part of the deployment. Typically, money has satisfied the sales reps. 

However, when the company wants to motivate desired behaviors and attitudes, this 

thesis looks at motivation from tangible, non-cash aspect. 
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One aspect, which everybody highlighted during the interviews, was recognition. The 

company must see enough trouble to recognize individuals or teams who are performing 

well or those ones who are the first ones to implement an action plan. Local managers 

decide what would be a correct method to recognize an individual. Some of the stake-

holders do not want to be on spotlight, on the other hand someone enjoys public recog-

nition. However, one of the stakeholders pointed out, the management should communi-

cate possible failures as well. The idea is not to blame someone of a bad choice or 

decision. Actually, the idea is to bring up all the good or bad methods and inform every-

body, which practices works as well those ones that do not work so well. This helps the 

stakeholders in the deployment and it would generate an atmosphere where is room for 

failures and possibility to learn from mistakes. Finally, this kind of behavior demonstrates 

one of the key value of the company, courage. The company accepts that individuals are 

trying new methods and they are allowed to take smart risks, which would benefit the 

company and the employees. 

One of the stakeholders proposed that the company should organize a competition, 

which would aim at rewarding teams that are the fastest in implementing the planned 

actions. In this competition are pre-chosen customers, which are seen to be the easiest 

to win. The management should decide are the teams or countries competing against 

one another. Even there are some cross-border teams, typically all the KPIs in the com-

pany are measured in country level and it would make sense to reward teams in the 

country. For example, a fine-dining voucher would feel a personalized award. 

Internal competition encourages country teams to compete against others with a positive 

spirit. However, ongoing monitoring needs a scoreboard. The scoreboard shows live sit-

uation which of the teams are performing the best. The guiding coalition decides which 

are best suited KPIs to measure. One of the stakeholder proposed that whenever a mile-

stone is reached, the managers acknowledge the achievement. 

The managers’ involvement is needed. In the previous steps, the guiding team has com-

municated the outcomes. In this step, the stakeholders want that the local manager 

acknowledges the teams or individuals and the guiding team oversees the change pro-

ject. The guiding team could introduce every quarter how well the Nordic is ranked 

among other regions in Europe. However, the local managers’ responsibility is to lead 

the teams and guide, motivate and acknowledge that the stakeholders take actions in 

order to achieve goals. 
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5.2.6 How to consolidate gains and make more change 

The purpose of this step is to make sure that the change do not stop and new ways of 

working are truly implemented as part of the new model. At this point of the deployment 

of the new sales model must be secured in such a way that the CRM system supports 

the new model. The stakeholders highlighted that the CRM informs automatically the 

sales teams when e.g. warranty of a device is expiring. This was seen as a method to 

update current situations and remind the sales rep of needed actions.  

The stakeholders wanted that experiences and best practices are shared frequently. 

They proposed that analyzing all the efforts during the change project continuously, it 

helps to detect the methods, which are proven to work over time, and the company could 

invest resources to support the change as needed. In addition, this is the step where 

roles are refined, if needed. With increasing experience of selling services, the teams 

are able to choose, which the key drivers are important to the different customers, who 

are the customer’s decision makers and which group should have the initial contact to 

the customer.    

The management’s role is to support and monitor the change project. If setbacks arose, 

the management would be responsible to fix problems ASAP and make sure that the 

change does not stop there. Secondly, the stakeholders found communication important. 

This is needed because the stakeholders want to see the local managers’ involvement, 

which creates trust that the change project is running all the time and it is important for 

the company. 

5.2.7 Attaching behaviors in the culture 

The company should be able to learn during the change project. It is important because 

the business is complex, there are multiple teams and these teams should work seam-

lessly together in the future. The company has Values&Behaviors (V&B) blueprint, which 

highlights the desired behaviors how work is done in the company.  

In the future, leaders should be assigned to a project based on his/her leadership capa-

bilities. If a person showed talents that help in a specific type of a project, the company 
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should recognize these persons and involve them to next guiding coalitions as needed. 

These persons will become new leaders and the company benefits as the persons will 

stay in the company and gather experiences, which are useful anchoring new desired 

behaviors to the culture. Communication, leadership and trust building anchor behaviors. 

5.2.8 Communication 

Communication is the only way to spread a message across the company. However, this 

proposal was built based on two-way communication. In this deployment, the stakehold-

ers proposed that the communication starts from the first step, where the managers 

openly discuss with the employees to understand the needs. At this point, the need for 

the sales model might be fuzzy. In the second step, utilizing two-way communication 

right persons are found to the guiding coalition. As the vision and the strategy is clear, 

the new sales model is communicated to the stakeholders as part of step five, empower 

board-based actions. In this step communication has an important part because the pur-

pose is to emphasize the need of the new sales model, what the desired end-state would 

be and then explain what type of training and supporting functions are available for all 

the personnel. The proposal suggests that this would be one day introduction. The guid-

ing team could consider if they would like to present the model in a special venue, which 

would impress the personnel and create positive atmosphere.  

The guiding coalition has had dialogues with the main stakeholders in the previous steps. 

Moving forward, the nature of communication becomes more instructive and motivating. 

In the end, the stakeholders want to receive an overview, what went well and where 

teams could have done better, communicated by the management.     

5.2.9 Leadership 

The stakeholders highlighted that the managers are needed to create an atmosphere 

where everybody is heard and individuals would have a feeling of being part of something 

new. As a starting point of the change project, the managers’ task is to be available, 

open-minded and curious for all the ideas. As the vision becomes clear, their role is to 

engage the stakeholders and later the teams to work towards the common goal. The 

stakeholders pointed out that the managers are the ones who ensure that the change is 

not blocked for any reasons in the beginning. 
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When the change project reaches the fifth and sixth step, the managers encourage the 

teams to take smart risks. Rewarding is one of the key methods to increase commitment 

and the stakeholders wanted that those who are the fastest to implement plans, are rec-

ognized. However, one of the main responsibilities of the managers is continuous follow-

up of targets. This responsibility needs a tough approach by the managers. 

Finally, from leadership perspective, the guiding coalition reviews the different leadership 

methods during the change. The purpose is to learn which methods work in different 

situations and also share these experiences with the managers. This is the way to secure 

that the knowledge is spread within the teams. 

5.2.10 Trust 

Trust is a function of leadership and communication. Earlier the stakeholders proposed 

that the guiding coalition includes an experienced and trusted person from the field 

forces. In addition, the managers should be available, show commitment and aim at 

achieving results. It has been quite typical that some of the recent change projects have 

failed and the stakeholders have had difficulties to believe that this time the needed 

change is important and the management is fully supporting this initiative.  

5.3 Initial proposal  

The stakeholder’s proposal is shown in table 15. This table presents Kotter’s eight steps 

and also it shortly described what were the main points that was found from the CF. The 

findings from the CSA was added in corresponding step. The stakeholders’ proposal is 

divided in four rows in the table. In the table, the ‘step’ includes stakeholders’ input for a 

step, indicating stakeholders’ proposal how the step could be completed. Communica-

tion and leadership demonstrate the main aspects that the managers should consider in 

different stages of the change project. In this proposal, trust was seen as a function of 

communication and leadership. 
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Table 15. Initial proposal 

 

 

In the above table is shown concrete ideas from the stakeholders. Because every step 

should be fully completed before moving forward, the stakeholders wanted to give ideas 
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to the managers how to deploy the model. The proposals for the steps are quite concrete, 

however communication, leadership and trust are expressed superficially. It was seen 

that communication and leadership are linked together, but still these cannot be put un-

der the same category. The stakeholders wanted to highlight the importance of these 

and therefore include these in to the proposal separately.      

In the next section, the proposal was presented to the managers of the case company. 

The managers gave their feedback and the proposal was developed, being the final de-

ployment plan.  
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6 Validation of the Proposal 

This section reports the results of the validation stage and points to further developments 

from the initial proposal.  At the end of this section, the final proposal is presented.   

 

6.1 Overview of the Validation Stage  

In this validation stage, the stakeholders’ proposal was presented to the managers. Two 

meetings took place and in the first meeting was explained the CSA, followed by the CF 

and finally the proposal, which was developed in Section 5. The findings in the CSA 

demonstrated the gaps between the old and new sales models. The literature review 

consisted of change models and also topics that covered the issues which were found in 

the CSA stage. The CF was built on Lewin’s “Changing As Three Steps” (Unfreeze-

Change-Refreeze) which describes human and group behavioral change. In addition, 

Kotter’s eight step change model studied organizations and the model offers simplistic 

framework for managers to implement a change project. The stakeholders’ proposal fol-

lowed Kotter’s model.  

The managers found that step model is a good approach for this type of change project. 

They agreed that some part of the change relates to attitudes and behaviors (mindset) 

and as well changing the processes and tools. However, the managers wanted to add 

some more concrete actions, which would speed-up the deployment. The managers 

highlighted the sense of urgency should be linked to concrete examples, the project are 

split in to smaller pieces and these pieces have owners, data package should be offered, 

the launch is deployed in phases, communication focus more to achieve buy-in and fi-

nally, discussion raised how this change is measured. 

6.2 Findings of Data Collection 3  

The below table shows the development ideas in yellow. The table shows the how the 

deployment plan was built. Each seven steps include collected data from each data col-

lection points (1,2,3) and the CF describes the main idea from literature review.   



81 

 

 

Table 16. Managers' development ideas (data 3) 

 

The managers wanted categorize some of the steps under bigger entities. Champion 

role is a person who has more responsibilities, data package and wave launch are cre-

ated to support the role, communication ensures that the stakeholders’ engagement, and 

in addition to the proposal, the change is measured during the deployment. The following 

chapters cover the managers’ development ideas. 

1 - a sense of 

urgency

2 - create a 

guiding coalition

3 - develop a 

vision and 

strategy

5 - empower 

broad-based 

actions

6 - generate short 

term wins

7 - Consolidate 

gains & make 

more change

8 - Anchor new 

approaches in the 

culture

CSA

Data 1

" no time" 

(potential to 

grow)

2 managers

1 day board 

game, some 

action plans

CF
The need for 

change
Enough power

Clear vision and 

readiness

Skills, processes, 

CRM, continuous 

improvement

Motivate, 

recognize

Organization 

design, new ways 

of working

Mentoring, 

engagement

Step

The need is linked 

between 

customers and the 

company. This 

helps the sales 

reps to 

communicate the 

need to the 

customers. Idea: 

spread positive 

rumors before 

the launch.  

The sales model 

affects multiple 

parties in the 

company. The 

guiding coalition 

includes managers 

with decision 

power from sales, 

TS, CAS, pricing, 

IT. Idea: 

Nominate a 

subordinate, who 

has long 

experience and 

trusted among 

others, from the 

field forces.

Schedule training, 

material. When is 

the right time? 

Idea: open a web 

platform. Include 

all the needed 

information 

there. 

Utilize the CRM 

system. If 

possible, try to 

automate as many 

labor processes 

as possible. Set 

up roles and 

duties. Outline a 

tailor-made sales 

pitch. Idea: make 

available service 

and sales 

history. Book 

enough time

Organize a 

competition which 

includes 

customers that are 

assumed to be the 

easiest to win. 

Reward fast 

implementers. 

Idea: create a 

visually 

compelling 

webpage which 

indicates the 

results and the 

standings of the 

competition.

Analyze way of 

working and see 

which are the 

practices that 

works and invest 

in those. Consider 

are there needs to 

refine the roles. 

Idea: the local 

managers' 

responsibility is 

to run the 

change. 

What are the key 

learning of this 

change project? 

Identify 

successors and let 

them run next 

projects.

Communication 

Validation 

Data 3

Communication 

Leadership

Take key 

learnings. 

Experienced 

leaders are role 

models for young 

managers

Trust

Measure 

Validation 

Data 3

The link between 

other sales 

models

Revenue in the old model
Revenue, Gross Margin targets and service industry 

standards

Managers are present, committed, conclusion orientated. 

Champion role

Data package

Step 

Validation 

Data 3 Wave launch

Buy-in feeling from the beginning, why this is needed, continuous communication of the 

targets

Stakeholders' proposal - Data 2

Gather information. Communicate the need for the 

change, the benefits for individual, customer, the company 

(two-way communication).

Top managers present the model. 

Local managers communicate with 

teams. Cross-team discussion. 

Share stories when collaboration 

worked well. Honestly look back and 

see if the vision was right, where the 

company stands now.

Atmosphere where new ideas are welcomed, new ideas 

are heard, people work towards common goal. Managers 

are available if setbacks faced.

Encourage people. Reward fast 

implementers. Continuous follow-up on 

targets.
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6.2.1 Development idea – a sense of urgency 

This sales model aims at increasing revenue flow from services. In the case company, 

the product portfolio is wide including consumables and special accessories and these 

are consumed in an eye surgery. In this change project, a sense of urgency is not only 

linked to maintenance of customers’ devices, it links to all other sales business models 

of the case company. Considering that a customer’s device breaks down and an expen-

sive repair is needed, it means that products are not consumed and it will impact other 

sales targets. The responsibility to sell services belongs to the sales reps. In addition, 

promoting and selling consumables and products that are needed in eye surgery opera-

tions, is the job of the sales reps too. In the big picture, increasing the sense of urgency 

should focus on adding different sales models together. As an outcome, the sales reps 

fully understand reasons why this model must be deployed now and with an urgency. 

From the managers’ perspective, this is more concrete reason that helps the sales reps 

to understand the reason for the change.  

 

6.2.2 Development idea – Champion role 

In the stakeholders’ proposal, it was proposed that the guiding team includes more peo-

ple from different side of the business. The purpose of this approach was to secure all 

relevant views, which could impact to the model deployment. The managers’ intention 

was to give more responsibilities to a nominated person. This person is responsible for 

a customer segment or a product category. The champion role (or a person) is part of 

the guiding team, he/she is building plans in the strategy step and deploying the model 

on his/her responsibility areas. The managers reminded that the case company has a 

matrix organization, but mostly stakeholders are working in different roles and their direct 

manager may not be involved in this model deployment. With a data package, champion 

role can, together with the sales teams, plan right type of approach to each customers.  

6.2.3 Development idea – Data package 

Considering the service contract tiers, complex product portfolios and customer seg-

ments, one could think that the environment is challenging to understand it completely. 

Still, the company has categorized their customers based on sales, growth potential and 



83 

 

 

the level of technology in use. All these add layers which are part of different sales mod-

els, such as product sales etc.  

The managers pointed out that in some aspects the model deployment is easier if in the 

strategy step is created a data package that includes all relevant information for nomi-

nated persons (champion roles). These data packages include comprehensive infor-

mation about the customers, which products they consume, who are the decision mak-

ers, and the service history of the devices. With these packages, people in charge (cham-

pion role) could plan sales arguments with the sales teams and focus on customers who 

are seen as the easiest ones. The managers stated the data package, as it is built in the 

strategy step by the guiding coalition, saves time in the fifth step. As the stakeholders 

proposed, step 5 - the empower broad-based actions, takes time until the step is com-

pleted fully.  

6.2.4 Development idea – Wave launch 

The managers wanted that the model is deployed in phases, or in waves. The managers 

highlighted that not all the customers cannot be switched at once and a more detailed 

plan is needed to generate short term wins. This is part of the champion role, as the 

person is in charge of a customer segment or a product category. The champion role 

includes planning the wave launches, when to launch and how to do that.    

6.2.5 Development idea – Communication 

The managers agreed that communication is a challenge and it is difficult to determinate 

what amount, when and which method communication should be done. For this change 

project, the managers highlighted couple of things. The most important aspect is to gen-

erate buy-in feeling which is important for the sales reps. Secondly, another important 

factor is to answer why we are part of this change. In addition, it is important to com-

municate the targets continuously. 
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6.2.6 Development idea – measuring the change 

This change is partly soft change, which means the change is more about changing 

mindsets, and partly improving tools which the company has in use. The managers high-

lighted that if the company wants to measure change, they should define what is the 

starting point and what are they aiming at (targets). As it is difficult to measure the change 

of mindsets, the managers wanted to focus on measurable parameters such as sales 

numbers and gross margins. Sales numbers are easy to measure and the growth of 

sales becomes visible. Gross margin describes how continuous improvement of pro-

cesses and ways of working improve the business. However, the question is that how 

the company performs against its competitors. The managers found that these three 

parameters are the easiest to measure and are valuable for the company. If a project 

has a starting point, the managers questioned should there be an end point. This ques-

tion remained open because the service business is one of the main pillars in the com-

pany’s strategy. At the moment there is no end point for this change project in sight and 

now it is difficult to determinate when this change is accomplished.   

6.3 Final Proposal 

This thesis was undertaken to design a plan, how to deploy the new sales business 

model to the case company. In the below table, can be seen the outcome of this study, 

the development plan. The top half of the table illustrates Kotter’s eight steps, introducing 

the main points of the steps and the content of each step. The bottom half of the table 

presents the communication, leadership, trust and measuring the change.  
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Table 17. The deployment plan 

 

1 - a sense of 

urgency

2 - create a 

guiding coalition

3 - develop a 

vision and 

strategy

5 - empower 

broad-based 

actions

6 - generate short 

term wins

7 - Consolidate 

gains & make 

more change

8 - Anchor new 

approaches in the 

culture

STEP

Concrete 

examples of a 

sense of urgency

Champion role,

Needed managers

Customer Data 

package,

Training

Responsibility 

/ content

The need is linked 

between product 

selling models, this 

service model and 

the need of 

customers. 

The guiding 

coalition 

includes:

- Managers

  * Sales

  * Technical 

Service

  * CAS

  * IT

  * Pricing

- Champion role 

persons 

Champion role, 

Managers: 

Customer Data 

package

 - decision makers 

 - used products

 - sales and 

service history, 

Training and 

material are 

prepared. 

Managers:

Focus on 

improvement of 

processes and the 

CRM. 

Champion role:

Each roles and 

duties to be 

discussed with the 

Champion role.

Champion role:

Categorize the 

customers and 

schedule a plan 

with the sales 

teams for each 

category

Champion role: 

Analyze way of 

working and see 

which are the 

practices that 

works and invest 

in those. Consider 

are there needs to 

refine the roles. 

The guiding 

coalition:

What are the key 

learning of this 

change project? 

Identify 

successors and let 

them run next 

projects.

COMMUNICATION

Communication 

includes

Leadership

Take key 

learnings. 

Experienced 

leaders are role 

models for young 

managers

Trust

MEASURE 

CHANGE

The deployment plan

Managers are present, committed, conclusion orientated. 

Revenue in the old model
Revenue, Gross Margin targets and service industry 

standards

The guiding coalition: 

Buy-in feeling from the beginning, why this is needed, continuous communication of the targets

Gather information. Communicate the need for the 

change, the benefits for individual, customer, the company 

(two-way communication).

Top managers present the model. 

Local managers communicate with 

teams. Cross-team discussion. 

Share stories when collaboration 

worked well. Honestly look back and 

see if the vision was right, where the 

company stands now.

Atmosphere where new ideas are welcomed, new ideas 

are heard, people work towards common goal. Managers 

are available if setbacks faced.

Encourage people. Reward fast 

implementers. Continuous follow-up on 

targets.

Wave launch

Responsible : Champion Role
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As stated earlier, the steps in table 17 must be completed in order. The deployment plan 

highlights the role concerned and guides them to communicate, choose a leadership 

method and act in a way that builds trust in the company. In addition, the deployment 

plan points out improvement areas, such as processes and the CRM system, which were 

seen as obstacles in the deployment. The last step offers ideas, which aim at giving more 

challenges for successors in the future and keep them in the company. This could 

change the environment to be more capable to deploy changes in the future.  
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7 Conclusions 

This section introduces an executive summary, which explains the results of this thesis 

and how the proposal was built. It is followed by recommendations that should be con-

sidered by the case company when the proposal is implemented. Finally, this thesis 

evaluation is reviewed from validity, reliability and logic perspectives. 

 

7.1 Executive Summary 

Product-to-Service is a megatrend, which aims at offering solutions to customers. There 

are many successful examples where a company has transformed its product business 

towards service business, especially in B2B industry. For example, GE turbines is one 

of the most commonly used business case, which describes how they sell turbine’s up-

time for airlines. In this thesis, the case company has discovered potential to grow in 

service business. The potential needs to be utilized with a sales business model, which 

was presented by the company. However, the model has not been fully deployed and 

the objective of this thesis is to propose a plan how to deploy the model in the Nordic 

region.  

This thesis was done by following a structure, which started with the current state anal-

ysis (CSA). In the CSA, several interviews were conducted and the outcome was several 

gaps between the old and the new sales model, and the challenges that were seen to 

hinder the deployment. The CSA was followed by the literature review, which focused on 

change management, and several minor themes that were found critical in the CSA. The 

outcome of the literature review was a conceptual framework (CF). The CF put together 

the findings from the CSA and the literature review. The CF was the foundation for the 

initial proposal, which was built together with the stakeholders. Finally, the proposal was 

shown to the managers and some modifications were made to the final deployment plan. 

The CSA revealed that a successful deployment needs better communication from the 

management. In addition, the stakeholders pointed out that the CRM system does not 

support the new model, there are troublesome processes, no training to sell services and 

general change resistance was observed. In general, the stakeholders found plenty of 

issues, however, one strength was mentioned, collaboration. When the analysis was 

completed, the CF was created. The CF followed Kotter’s 8-step change model. At the 

same time, it was considered how a step reflects on the findings in the CSA. This was 
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taken into account in the CF, which includes elements from team building, readiness, 

continuous improvement, CRM, motivation, communication and leadership.   

The initial proposal was developed together with the stakeholders. The stakeholders pro-

posed aspects, which need to be considered before deploying the new sales model. 

Communication is two-way from the beginning and together with leadership methods, 

trust is built in the company. Readiness is assessed in advance, people’s motivation 

helps the deployment and continuous improvement together with the CRM secure that 

the actions are deployed effectively. First wins are rewarded and best practices are 

shared. 

The initial proposal was presented to the managers. Based on the manager’s feedback, 

a champion role, is created. This function ensures that the nominated persons are run-

ning the change. The managers offers a tool, a data package, which includes all the 

relevant information for the persons. The launch of the model happens in waves. Com-

munication aims at increasing buy-in feeling in the organization. Finally, the change is 

measured and communicated frequently.  

In order to achieve higher service revenue flow, this deployment plan offers a holistic 

view how to run a change in the company. Motivated employees are the most valuable 

asset for the company and the company needs to offer them support, tools and an envi-

ronment where people are heard. The aspects introduced in this thesis hail from the 

stakeholders who have more than 55 years of experience in total in the business. Their 

knowledge is in this thesis and in the future, the company can take parts of the deploy-

ment plan and utilize these as needed.  

7.2 Managerial Implications / Next Steps and Recommendations toward Implementa-

tion 

The deployment plan indicates the needed changes in general level. The sales model 

deployment needs some time and resources from several parties. These are mainly 

managers but also people from the field forces and supporting functions. In order to 

achieve the target, more detailed action plan is needed. 
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This thesis highlighted managers’ involvement and participation during the deployment. 

Communication and leadership are the main elements, which the managers can utilize 

when leading a team or a change project. Communicated messages should be clear and 

repeated, the right leadership method for the right moment should be considered. The 

benefit of a wider group of managers stimulates discussion. Finally, the decisions made 

by the wider group of managers are likely to be the right ones as compared to decisions 

of a single manager. As a result, the first recommendation is to organize a meeting with 

managers. 

Different people have different skills. The case company has talented individuals all over 

the organization. The dilemma is that talented people are lost in the big organization 

matrix. The second recommendation for the managers is to assess the needed skills and 

identify individuals with the needed skills.  

As today, the new sales business model has been introduced. Looking at the deployment 

plan, it can be argued that the deployment is at step 5 – empower board-based actions. 

If two previously mentioned recommendations have been completed, in the last recom-

mendation, the talent is put into practice. In the CSA was mentioned that the CRM sys-

tem does not support the new model. Or the CRM system could be more automatic. The 

management should assess where the pain points are and allocate resources as 

needed.  

Whenever the deployment plan passes step 5 successfully, the deployment plan is sort 

of a guiding book because no-one cannot give really detailed instructions for the future. 

The managers might consider is it worth describing the deployment plan in public to the 

personnel.   

7.3 Thesis Evaluation 

The objective was to propose a plan how to deploy the new sales model in the Nordic. 

In order to develop the deployment plan, the first step was to assess the current state by 

interviewing the stakeholders. As the author of this thesis understood the current state 

in the company, the literature review followed. The review focused on aspects, which 

were found in the current state analysis. Finally, the initial proposal was introduced to 

the managers and the management approved the plan with developments.  
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The most vulnerable part of the deployment plan is the current state analysis. The 

change, which took place in the case company, was unclear for many people. The intro-

duced model was not clear for most of the stakeholders and describing the new model 

before the actual interview took half of the time in the first round interviews. In the end, 

after 60-90 minutes, the interviewees started to lose interest and the quality of their inputs 

declined. Secondly, the interviewer asked open questions and let the interviewees de-

scribe openly the models and the issues in it. At some points, discussion wandered and 

the interviewer could not control it and valuable time was wasted. Some of the interviews 

were conducted remotely, but the best-suited method would have been face-to-face 

meetings.  This method helps to observe interviewees’ body language, tone of voice and 

facial impressions during face-to-face meetings. If one meeting presented the purpose 

and the new model to all the stakeholders at once, the interviews would have focused 

only on the stakeholder’s inputs.   

Eight stakeholders were interviewed in the first interview round. Reflecting the number 

on total number of potential stakeholders, participation rate among different parties re-

mained low. Only 30% of the sales reps of the case company were interviewed. How-

ever, consistency seemed to be high because they pointed out the same issues. The 

higher participation rate correlates with the validity, which means that correct things are 

researched. One may ask, is it enough that only one person analyzes the data. Reliability 

could have increased if the data analysis would have done “blind”, meaning that several 

people would have analyzed the data and the categorized subjects individually.     

One could argue that some part of the literature review would had taken place before the 

CSA. Some of the outcomes from the CSA relates to social interactions and behaviors 

(e.g. change resistance). The interviewer had no deeper knowledge of the subject and 

therefore discussions stayed in superficial level. More experienced interviewer could 

have found different root causes for the phenomenon in question. Otherwise, the litera-

ture review focused on the subjects, which were found in the CSA. 

Having a critical view on the initial objective and the research design, the outcome of the 

CSA is not only the gaps between two models but in addition several issues, which the 

stakeholders pointed out during the first round interviews. According to the stakeholders, 

the new model is simple and the only difference (gap) is the responsibility to sell services. 

In this thesis, subjects such as CRM, processes, bonus may not fall in to category of “a 
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gap”, because “a gap” is not defined in depth. However, it raises a question who would 

have benefit of this thesis if it focused only on one gap. Maybe “a gap” should have been 

defined in the CSA.  

In this thesis, the literature review consisted of two quite well-known change models. It 

has been argued (Appelbaum et al. 2012) that Kotter’s model lacks of research studies 

that would cover all the steps. The model is grounded on Kotter’s personal experience 

and experience in business context. In addition, Kotter states that every step must be 

followed in sequence. However, different difficulties what might be faced during the 

change process, could need additional step to get over the obstacles. It can be seen that 

8-step model is too simple for a complex change projects.  

A perfect thesis, which would have the same objective and comparing such a thesis to 

this work, it is clear that these are not on the same level. However, without relevant 

experience, knowledge and skills, it is impossible to evaluate how well this thesis 

reached the target. The case company is still deploying the new model and this plan was 

introduced to the managers, but no one can tell is the new sales model going to be a 

success or not.        

7.3.1 Validity 

Research credibility consists of two concepts, reliability and validity. Validity means that 

the correct things are researched (Kananen, 2013). Silverman (2006) defines validity in 

qualitative research as its ability to illustrate exactly the social phenomena in question. 

Validity has sub-categories such as internal and external validity. External validity aims 

to generalize a research and internal validity reflects how a research process was con-

ducted and documented (Kananen, 2013). Triangulation is appropriate method for a 

study to increase validity. In triangulation is compared different methods (like observation 

and interviews) to different kinds of data (quantitative and qualitative). Basically, when 

the objective is looked at from different standpoints, it creates more true and certain 

representation of the object (Silverman, 2006).  

In this thesis, the validity of the data gathering was confirmed by explaining the purpose 

of the thesis beginning of every interview. By following this pre-structure approach, the 

stakeholders were informed equally before the actual interview. All the interviews in data 
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1 and data 2 were audio-recorded. As mentioned in the previous chapter, most of the 

interviews were conducted remotely, mainly because of the pandemic situation. From 

the validity perspective, face-to-face meetings would have given more validity during the 

data-gathering stages. 

The case company has process maps and charts, which describes internal processes 

but no one was not able to locate those or did not know what the context in it is. Review-

ing such a documentation in the CSA had made no sense, even though it would have 

been another data source and therefore increased overall validity of this thesis when all 

the documentation would have been available for the interviewees. The only document 

was the leaflet, which described the new sales model. However, it was not familiar for 

the stakeholders.  

7.3.2 Reliability 

Reliability means the consistency of the results that have been obtained. It means that 

everyone can reproduce the same results (Kananen, 2013). To make research more 

reliable, Silverman (2006) proposes that research strategy and data analysis methods 

should be described in detail. He states that researchers should invest their efforts to 

observations when conducting an interview. In practice, an interviewer should take notes 

at the time of an interview, expand the notes after the interview and keep temporarily 

running record of analysis and interpretation. The interviewer should make sure that 

every interviewee understands the question the same way. This helps the interviewer 

standardize and categorize the data. Secondly, several people, like analysts, could an-

alyze theoretical analysis and data analysis. As there are more analysts included in the 

analysis process, the more reliable the analysis will become. 

Data1 gathering included several interviews. The author of this thesis analyzed the data 

and categorized subjects to own categories. The findings from data1 were updated in a 

table after every interview. The table indicated the most common subjects that were dis-

cussed during the interviews. One may ask, is it enough that only one person analyzes 

the data. Reliability could have increased if the data analysis had been done “blind”, 

meaning that several people had analyzed the data and the categorized subjects. In the 

second round interviews, the CF was the foundation of the initial proposal and therefore 
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the interview focused on one change step at a time. In that sense, discussion followed 

the CF, which can be seen as pre-categorized table like in data1. 

7.3.3 Logic 

The structure of this thesis follows a design that is introduced in chapter 2.2 Research 

Design. The case company had a business challenge (service business) that set the 

objective (to propose a deployment plan), for this thesis. As a starting point for develop-

ing the plan, the current state was analyzed, followed by the literature review, initial pro-

posal and the feedback from the managers, which represents the validation process of 

the thesis. The above mentioned plan was prepared first and then followed accurately 

during the research. This is a logical structure to build a deployment plan for the case 

company. 

7.3.4 Relevance 

The case company has been successful to sell products over the years and as today, 

the company is market leader in quite many product categories of their business. As this 

study showed, employees have had difficulties to adapt the new sales model that focuses 

on selling services. Being successful in the future, the company has now a possibility to 

aim at internal functions that improves several areas such as support, CRM, collabora-

tion, communication and leadership. With these actions, the deployment of the new sales 

model is a step closer to the desired end state than before.  

In a long run, some of the proposals help the case company to succeed with the upcom-

ing change projects. Especially communication, leadership and trust building, these are 

the elements, which are crucial for success. As it is important to be well prepared for a 

deployment of a change project, there still should be enough room for teams to imple-

ment the project. No one knows what the right balance is, but sharing experiences of the 

change helps the company to be better positioned in the future. 

7.4 Closing Words 

It is always a challenge to be part of a change. When something must be changed, the 

brains signals it is better to stay where you are right now. However, it is obvious that 

companies cannot survive if they decided to stay where they are now.  
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Consultants have outstanding business cases where companies have transformed their 

business upside down. And with a success, of course. These companies have just made 

a decision and then transformed their business. Is it that simple? 

This thesis has shown that a change is not just a business decision and then everything 

works smoothly. The change is about people, how they act, are they motivated, are they 

willing to work harder and do they want to achieve the same as the company. The change 

is partly about the tools and systems, but those are run and supported by people.   

Change is never-ending cycle. Those who have the right mindset and willing to change, 

are the winners of the future. We just have to start somewhere.  



 

  95 

 

 

References 

Alahuhta, M. (2015). Johtajuus: Kirkas suunta ja ihmisten voima. Docendo, Jyväskylä.  

Ammeter, Anthony P;Dukerich, Janet M (2002). Leadership, team building, and team 
member characteristics in high performance project teams. Engineering 
Management Journal. Vol 14, No.4, pp. 3-10 

Appelbaum, Steven & Habashy, Sally & Malo, Jean-Luc & Shafiq, Hisham. (2012). Back 
to the future: Revisiting Kotter's 1996 change model. Journal of Management 
Development. 31. 764-782.) 

Argyris, C., (1994). Good communication that blocks learning. Harvard Business Re-
view, 72(4), pp.77-85. 

Armenakis, A.A. and Fredenberger, W. (1997), “Organizational change readiness prac-
tices of business turnaround change agents”, Knowledge and Process Man-
agement, Vol. 4 No. 4, pp. 143-152. 

Armenakis, A.A., Harris, S.G. and Mossholder, K.W. (1993), “Creating readiness for or-
ganizational change”, Human Relations, Vol. 46 No. 6, pp. 681-702. 

Burnes, B. (2004) Managing Change: A Strategic Approach to Organisational Dynamics, 
4th edn (Harlow: Prentice Hall) 

Cambridge.org. (2019). Cambridge Dictionary | English Dictionary, Translations & The-
saurus. [online] Available at: https://dictionary.cambridge.org. 

David E. McNabb and F. Thomas Sepic (1995). Culture, Climate, and Total Quality Man-
agement: Measuring Readiness for Change. Public Productivity & Manage-
ment Review, Vol. 18, No. 4, pp. 369-385 

Davison, S.C., Hambrick, D.C., Snell, S.A. and Snow, C.C. (1996), “Use transnational 
teams to globalise your company”, Organizational Dynamics, pp. 50-67 

Deming WE. Out of the crisis (1986). Cambridge, MA: Massachusetts Institute of Tech-
nology Center for Advanced Engineering Study xiii, 1991;507 

Eccles, A. (1994) Succeeding With Change: Implementing Action-Driven Strategies, 
McGraw-Hill, London 

Ferrell, J. & Kline, K. 2018, "Facilitating Trust and Communication in Virtual Teams", 
People and Strategy, vol. 41, no. 2, pp. 30-35. 

Frank M. Horwitz, Desmond Bravington and Ulrik Silvis (2006). The promise of virtual 
teams: identifying key factors in effectiveness and failure. Journal of Euro-
pean Industrial Training Vol. 30, pp 472-494 

Galbraith, J.R. (2002), Designing organizations: An executive guide to strategy, struc-
ture, and process - New and revised ed., Jossey-Bass, San Francisco, CA. 

George, J.M. and Jones, G.R. (2001), “Towards a process model of individual change in 
organizations”, Human Relations, Vol. 54 No. 4, pp. 419-444. 

https://dictionary.cambridge.org/


 

  96 

 

 

Gibbons P. (2015). The Science of Successful Organizational ChangeHow Leaders Set 
Strategy, Change Behavior, and Create an Agile Culture. PH Professional 
Business. Available from: https://learning.oreilly.com/library/view/the-sci-
ence-of/9780133994834/ (Accessed 30 April 2020) 

Gray J.L. and Starke, F.A. (1988) Organisational Behaviour Concepts and Application, 
Merrill Publishing Co., Basingstoke, Hants, fourth ed 

Herzberg, F., Mausner, B., & Snyderman, B. B. (1959). The motivation to work. New 
York, John Wiley & Sons. 

Holt DT, Helfrich CD, Hall CG, Weiner BJ. (2010) Are you ready? How health profes-
sionals can comprehensively conceptualize readiness for change, J Gen In-
tern Med. Vol 25(1): pp. 50–55. 

Horwitz, Frank & Bravington, Desmond & Silvis, Ulrik. (2006). The promise of virtual 
teams: Identifying key factors in effectiveness and failure. Journal of Euro-
pean Industrial Training. 30. 472-494.  

Kananen, J. 2013. Design research (applied action research) as thesis research: A prac-
tical guide for thesis research. Jyväskylä: Jyväskylän ammattikorkeakoulu : 
[jakaja: Jyväskylän ammattikorkeakoulun kirjasto]. 

KERBER, Kenneth; BUONO, Anthony F. Rethinking organizational change: Reframing 
the challenge of change management. Organization Development Journal, 
2005, 23.3: 23. 

Kesler, G and Kates, A. (2011) Leading organization design: how to make organization 
design decisions to drive the results you want. 1st ed. Available from: 
https://learning.oreilly.com/library/view/leading-organization-de-
sign/9780470589595/ (Accessed 1 May 2020) 

Khanna, Sunil. "Measuring the CRM ROI: Show them benefits." accessed November 20 
(2001): 2002. 

Kothari, C 2004, Research Methodology : Methods and Techniques, New Age Interna-
tional Ltd, Daryaganj. Available from: ProQuest Ebook Central. [14 March 
2020]. 

Kotter, J. (2008). A sense of urgency. Harward Business Press, Massachusetts 

Kotter, J.P. (1995) ‘Leading change: why transformation efforts fail’, Harvard Business 
Review, Vol. 73, No. 2, pp.59-67.) 

Kouzes J.M and Barry Z. (2012) The leadership challenge : how to make extraordinary 
things happen in organizations. 5th ed. Jossey-Bass. Available from: 
https://learning.oreilly.com/library/view/the-leadership-chal-
lenge/9781118281963/ (Ac-cessed 1 May, 2020) 

Lewin, K. 2004. Resolving social conflicts & field theory in social science. 3. pr. Wash-
ington, DC: American Psychological Association. 



 

  97 

 

 

Massey, L. & Williams, S. 2006, "Implementing change: the perspective of NHS change 
agents", Leadership & Organization Development Journal, vol. 27, no. 8, pp. 
667-681. 

McCalman, J. Paton, R and Siebert, S. (2015). Change Management: A Guide to Effec-
tive Implementation. 4th ed. UK: Sage. 

McNabb, D. and Sepic, T. (1995) Public Productivity & Management Review, Vol. 18, 
No. 4, pp.369-385. 

Moran, J. W. and Brightman, B. K. (2001) ‘Leading organizational change’, Career De-
velopment International, 6(2), pp. 111 –118. 

Parker, M. (2011). Culture Connection: How Developing a Winning Culture Will Give 
Your Organization a Competitive Advantage. McGraw-Hill. Available from 
https://learning.oreilly.com/library/view/culture-connection-
how/9780071788762/ (Ac-cessed 30 April 2020) 

Payne, Adrian; Frow, Pennie. The role of multichannel integration in customer relation-
ship management. Industrial marketing management, 2004, 33.6: 527-538. 

Radin, B., and Coffee, J. N (1993). A Critique of TQM: Problems of Implementation in 
the Public Sector. Public Administration Quarterly, Vol.17, pp.42-53. 

Saunders, M., Lewis, P. & Thornhill, A. 2012. Research methods for business students. 
6th ed. Harlow: Pearson Education. 

Siilasmaa R. (2018). Transforming NOKIA: The Power of Paranoid Optimism to Lead 
Through Colossal Change. McGraw-Hill. Available from: https://learn-
ing.oreilly.com/library/view/transforming-nokia-the/9781260128734/ (Ac-
cessed 3 May 2020) 

Silverman, D. 2006. Interpreting qualitative data: Methods for analyzing talk, text and 
interaction. 3rd ed. London: Sage. 

Smith, K. (2001) Getting payback from CRM. Webcast on www.CRMGuru.com, Novem-
ber. 

Staats, B. R. and Upton B.R. (2011). Lean knowledge work, Harvard Business Re-view 

Stone, Merlin, and Neil Woodcock. "Defining CRM and assessing its quality." Successful 
customer relationship marketing (2001): 3-20. 

Timmings, C., Khan, S., Moore, J.E. et al. Ready, Set, Change! Development and usa-
bility testing of an online readiness for change decision support tool for 
healthcare organizations. BMC Med Inform Decis Mak 16, 24 (2016). 
https://doi.org/10.1186/s12911-016-0262-y 

Toppert B (1993). TQM and Participative Management Issues. The Public Manager, Vol 
22, pp. 70-72. 

Trochim, W., & Donnelly, J. (2008). The research methods knowledge base (3rd ed.). 
Mason, OH: Cengage Learning. 

https://doi.org/10.1186/s12911-016-0262-y


 

  98 

 

 

Weeks, William & Roberts, James & Chonko, Lawrence & Jones, Eli. (2004). Organiza-
tional Readiness for Change, Individual Fear of Change, and Sales Manager 
Performance: An Empirical Investigation. Journal of Personal Selling & Sales 
Management. 24. 7-17. 

Weick, K.E. & Quinn, R.E. (1999). Organizational change and development. In J.T. 
Spence, J.M. Darley, & D.J. Foss (Eds.), Annual Review of Psychology (pp. 
361-386). Palo Alto, CA: Annual Reviews. 

Weisbord, M.R., (1988) Productive Workplaces: Organizing and Managing for Dignity, 
Meaning and Community, Jossey-Bass, San Francisco, CA., USA 

ZHANG, Jonathan Z.; WATSON IV, George F.; PALMATIER, Robert W. Customer rela-
tionships evolve-so must your CRM strategy. MIT Sloan Management Re-
view, 2018, 59.3: 1-7. 

 

 


	1 Introduction
	1.1 Business Context
	1.2 Business Challenge, Objective and Outcome
	1.3 Thesis Outline

	2 Method and Material
	2.1 Research Approach
	2.2 Research Design
	2.3 Data Collection and Analysis

	3 Current State Analysis
	3.1 Overview of the Current State Analysis Stage
	3.2 Description of the current sales model
	3.2.1 Sales team
	3.2.1.1 Active selling operations – Public tender process
	3.2.1.2 Resolving customer problems
	3.2.1.3 Admin work and organizing
	3.2.1.4 The incentive program
	3.2.2 Technical service
	3.2.2.1 Engineers field work
	3.2.2.2 Offering the service contracts
	3.2.2.3 Calibration of the measuring instruments
	3.2.2.4 The Courtesy visits
	3.2.2.5 The CRM system
	3.2.2.6 The incentive program
	3.2.3 Clinical application specialist (CAS)

	3.3 Description of the new sales model
	3.3.1 Service contracts
	3.3.2 New roles and responsibilities
	3.3.2.1 Device sale
	3.3.2.2 End of warranty/contract
	3.3.2.3 Service delivery
	3.3.2.4 Portfolio review

	3.4 Identifying features between the old and new sales model
	3.4.1 Service contract offering and new roles
	3.4.2 CRM
	3.4.3 Incentive

	3.5 Analysis of potential weaknesses of the new sales model
	3.5.1 Training
	3.5.2 Communication
	3.5.3 CRM
	3.5.4 Way of Working
	3.5.5 Incentives

	3.6 Summary of key new features of the new model to be deployed and potential weaknesses of the new model (Data Collection 1)

	4 Conceptual framework
	4.1 Unfreeze – setting the stage
	4.1.1 Creating a sense of urgency
	4.1.2 Create the guiding coalition
	4.1.3 Developing a vision and strategy
	4.1.3.2 Readiness to change


	4.2 Change – deploying the plan
	4.2.1 Empower board-based actions
	4.2.1.2 Knowledge work and lean principles
	4.2.1.2 CRM utilization
	4.2.1.2 Plan-Do-Study-Act

	4.2.2 Generate short terms wins
	4.2.2.1 Motivation

	4.2.3 Consolidate gains and make more change

	4.3 Refreeze
	4.3.1 Anchor new approaches in the corporate culture

	4.4 Communication, Leadership and Trust building
	4.5 Conceptual Framework of This Thesis

	5 Building Proposal how to deploy the new sales business model for the Case Company
	5.1 Overview of the Proposal Building Stage
	5.2 The findings from the stakeholders’ interviews (Data 2)
	5.2.1 How to create a sense of urgency
	5.2.2 How to create a guiding coalition
	5.2.3 How to create a vision and strategy
	5.2.4 How to create empower board-based actions
	5.2.5 How to generate short terms win
	5.2.6 How to consolidate gains and make more change
	5.2.7 Attaching behaviors in the culture
	5.2.8 Communication
	5.2.9 Leadership
	5.2.10 Trust

	5.3 Initial proposal

	6 Validation of the Proposal
	6.1 Overview of the Validation Stage
	6.2 Findings of Data Collection 3
	6.2.1 Development idea – a sense of urgency
	6.2.2 Development idea – Champion role
	6.2.3 Development idea – Data package
	6.2.4 Development idea – Wave launch
	6.2.5 Development idea – Communication
	6.2.6 Development idea – measuring the change

	6.3 Final Proposal

	7 Conclusions
	7.1 Executive Summary
	7.2 Managerial Implications / Next Steps and Recommendations toward Implementation
	7.3 Thesis Evaluation
	7.3.1 Validity
	7.3.2 Reliability
	7.3.3 Logic
	7.3.4 Relevance

	7.4 Closing Words

	References

