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Change in the business world of today generates constant pressure on compa-
nies, and organisational change is rather impossible to successfully manage
without the full support of the corporate culture, as culture is the driving force of
an organisation. How can companies keep up with the change and begin a
transformation project without losing touch of the corporate culture?

This research was commissioned to a case company Company X in Finland,
which started an organisation-wide culture transformation project in March
2020. A new CRM tool, Salesforce, was introduced to use in hopes of advanc-
ing the organisational culture change towards a sales-focused sales and client
leadership culture. The goal of this research was to find out how successful the
start of the transformation was and whether the organisation was moving to-
wards the right direction in terms of a full-scale cultural change.

The research was conducted as a case study with a mix of qualitative and
quantitative methods. Data was collected through a questionnaire, of which a
total of 77 responses were received. Secondary sales data provided by the
case company. The sales data was extracted from the case company’s previ-
ous ERP system and compared with Salesforce’s data extract to find out indica-
tions of changes in sales-related behaviour.

The results indicated that the case company was progressing towards success-
fully changing its organisational culture; employees were supportive of the
change and the behavioural patterns related to sales activities indicated in-
crease and positive developments. However, some adjustments would need to
be made to ensure the employees’ continued level of motivation and commit-
ment towards the transformation goals, which for example were: continued and
more focused training and sharing knowledge, ensuring leaders show example,
strategy reminders and also creating a better model for goals and compensa-
tions.

Key words: sales culture, organisational culture, organisational culture change,
sales management, sales culture change, culture change, CRM
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1 INTRODUCTION

It was Winston Churchill who said that “to improve is to change; to be perfect is
to change often” (Lewis 2011). Change in the business world of today is nothing
new and the pressures of the constantly changing environmental and technolog-
ical surroundings have a huge impact on organisations and their cultures as well.
The question is: how to keep up with the change without losing touch of one’s
corporate culture? Organisational change is rather impossible to successfully
manage without the support of corporate culture, as culture is linked to anything
and everything; it leads the way of the organisation towards the common vision
and strategy. Cultures are important and maintain a lot of power, since they de-
termine what the company is capable of doing (Katzenbach, James & Gretchen
2018).

This research was commissioned to a case company Company X, which started
and continues to undergo a culture change since March 2020. This research aims
to find out how successful has the start of transformation towards sales and client
leadership culture been so far, and whether the organisation is moving towards
the right direction in terms of a full-scale cultural change. Based on the findings,
the aspiration is to locate indications of potential problems or challenges and also,
to find insight on what kind of corrective actions would be required for succeeding
better.

1.1 Background

A new customer relationship management (hereinafter CRM) tool, Salesforce,
was introduced to use in Company X on 31 March 2020, which was the starting
point to a drastic and comprehensive transformation journey and culture change
towards a sales-focused organisation culture. The transformation towards a more
structured and focused sales and client leadership culture became part of the
new strategy of the case company and the vision was to not only to create a
stronger and aligned sales culture where sales activity and opportunity recording
are done timely and proactively by the employees, but also to deliver better cus-

tomer experience and build better relationships, ensure transparency into the
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company’s and also global network’s sales management pipelines, increase col-

laboration, as well as eventually increase win rates (Internal material, 2020).

One of the most visible changes in terms of behaviour was that Salesforce Ii-
censes were only granted to a limited number of employees, who were closely
related to sales operations. This meant that the tasks, such as opportunity and
client data recording, which were performed by the administrative personnel be-
fore, needed to now be completed by the license holders instead. In fact the pre-
vious Enterprise Resource Planning (hereinafter as ERP) system utilised at Com-
pany X was not a proper CRM tool, as only the won proposals were recorded and
therefore, there was neither visibility over all of the cases nor on the case com-
pany employees or client contacts behind them. Therefore, the new CRM tool

was indeed needed.

1.2 Case company

This thesis was conducted to Company X, which is a Finnish member firm of a
global network of organisations. It is a member firm of a global network, which
operates in more than 150 countries and with more than 284 thousand employ-
ees. The Finnish firm employs around 1 200 people across 13 offices in the fields

of consulting, deals, tax, legal, audit and other assurance services.

Due to the size of the network and competitiveness of the field, changes needed
to be made in terms of sales management in order to keep up with the perpetually
developing business environment and to make engagements more profitable to
the organisation. This is why the new strategy of the case company was focused

on sales and client leadership, and why the new CRM tool was introduced to use.

1.3 Objectives

The purpose was firstly to measure the progress of the organisational culture
change methods introduced in the case company in the context of sales and client
leadership and secondly, find out useful information for continuing with the jour-
ney towards successfully adopting a new company culture. Or in other words,

how to make organisational culture change a success story.



The focus of this research was to see whether introducing the new CRM tool,
Salesforce, has increased and helped change the sales and client leadership be-
haviour so far. Have employees in fact started entering sales-related activities
and opportunities in increasing amounts, and most importantly, has the case
company’s culture and employees shown change towards behaviour that focuses
on sales and client leadership? Do the employees really understand and advance

the communicated notion behind the new strategy and the change it brings?

1.4 Research question

The research question of this report was formulated based on two main areas of
focus: organisational culture transformation and sales activity management, both
of which are incorporated into the key research question and its sub-questions

stated here.

Is the case company on the right track towards successfully changing
its organisational culture?

- Are the employees motivated to use Salesforce and do they support the
organisational culture change?

- Is the current organisational culture, leadership and employee behaviour
showing focus towards sales and client leadership since Salesforce was
adopted?

- Did the adoption of Salesforce encourage and increase sales-oriented

behaviour in the case company?

1.5 Delimitations of the study

Since conducting a research on company culture change can be a wholesome
and lengthy process, this study was only limited to reflecting on whether the case
company is moving towards the right direction in terms of its sales culture adop-
tion process. The reason was that the period during which this study was per-
formed is not long enough for thoroughly investigating long-term culture change
in an organisation. Additionally, since the focus point of this study was limited to

sales culture, merely the personnel taking part in the sales-related operations on
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a daily basis were asked to answer to a questionnaire for the purpose of this

study.

The methods chosen to conduct this research were knowingly limited to the anal-
ysis of questionnaire results and data extract, since they would best help bringing
out answers to the research question presented in this report. There were plenty
of internal communications, materials, training and so forth available for investi-
gation in terms of the transformation project, however, those were scoped out
due to being excessive for this study in question. Merely a few materials related
to strategy and vision of the change project were utilised to help present the back-

ground of this study, this was mentioned in section 1.1. of this report.

1.6 Research structure

As presented in Figure 1, this Master’s thesis consists of four key sections: the-
ory, research methods, results and discussion. First is the theory section, in which
the theoretical frameworks around organisational cultures as well as sales man-
agement are introduced. The organisational culture part covers the basics of cor-
porate culture, some of the key cultural models and sums up some of the themes
around culture change. Sales management proportion focuses instead on the
sales management aspects, such as CRM and creating and managing a sales

culture.

This is followed by the research methods portion, which covers the empirical as-
pect of this study. It consists of a description of the research process and methods
chosen for data collection, which were questionnaire, extracting and analysing
data provided by the case company and observation. Observation was not a pri-
mary method, hence the slightly different coloring as seen from Figure 1. The
paragraph also presents how the data was analysed and lastly, but very im-

portantly, a contemplation of the ethics of this research.

Moving on to the actual collected data: the chapter titled “research results” sum-
marises the findings of the data extract analysis and the questionnaire. The ques-

tionnaire results are divided into two headlines: 1) sales culture and transfor-
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mation and 2) sales activities and opportunities, the first one referring to the or-
ganisational culture aspect and the second to sales management, following the

similar structure as in the theory section.

Lastly, the discussion paragraph presents the key themes, which were formulated
based on the findings presented in the research results part of this thesis. And
based on those key themes, conclusions and recommendations are introduced.
This report is finalised by giving suggestions for further research that came up as

a result of this study.

Theory

Organisational culture Sales management

Research methods

Questionnaire Data extract

Research results

Discussion & suggestions for further
research

FIGURE 1. The research structure.
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2 ORGANISATIONAL CULTURE

In this chapter, the theoretical framework relating to organisational culture and
culture change are presented. This section consists of a definition of culture, fol-
lowed by a reflection on culture’s linkage with strategy, the different theories of
organisational cultures and lastly, organisational culture change to wrap up the
theory discussion. The purpose is to present existing literature and reflect it on

the topic in question.

2.1 Defining culture and organisational culture

The definition and contents of culture has been argued by experts for ages, which
is why it is safe to say that there are quite a few different ways to define it. Hof-
stede, Hofstede and Minkov (2010, 516) assert that culture is “the collective pro-
gramming of the mind that distinguishes the members of one group or category
of people from others”, while Trompenaars & Hampden-Turner (2020) define that
culture to an organisation is what personality is to an individual: a hidden, but
unifying theme, which gives meaning, direction, and mobilisation that are key in
the company’s ability to deal with the challenges it faces. Katzenbach et al.
(2018), on the other hand, indicate that such factors as shared attitudes, habits
and behaviour, emotions and how a group sees the surrounding world, as well
as the unspoken expectations we pose to one another while working together,

are what creates a company culture.

Williams (2015) shares that there are three different senses when it comes to
culture; process, group’s way of life and activity. Seeing culture as a process re-
fers to individuals’ cultural enrichment or, in other words, being cultured, while
understanding culture as a certain group’s way of life can for example refer to the
culture that a certain country or company portrays. Lastly, culture as an activity
relates to the culture learned for example at museums, concerts or through
books. When discussing culture people tend to lean on one of the three aspects,
as they all are very different and they compete with one another. (Rothman 2014;
Williams 2015.)
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Each company’s culture can be seen for example through how the leadership
behaves, how the organisation communicates both internally and externally and
also, how open they are about their affairs and operations. But what really makes
an organisational culture? There are some key factors identified, such as 1) val-
ues, 2) hierarchy, 3) urgency, 4) orientation and 5) subcultures. Firstly and most
importantly, each organisation has their core values and characteristics, or traits,
which create the heart of the company: these key traits are shared across the
company forming a basic structure of how the group of employees think, feel, and
behave. It is essential for the leaders to recognize and understand them in order
to seamlessly face and handle the cultural challenges met on the way. (Katzen-
bach et al. 2018; SHRM n.d.)

Secondly, the degree of hierarchy also plays an important role in the company
culture, as it shows the extent to which the traditional channels of authority are
followed and how formal it is. The degree of urgency instead states how fast de-
cision-making and innovation processes are driven, while the fourth factor, orien-
tation, refers to companies’ dominant way of valuing either people or tasks and
choosing which functional areas to focus on in their everyday businesses. (SHRM
n.d.)

Lastly, to make it even more complex, culture not only is led by its overall fea-
tures, but also forms many subcultures. The subcultures of a company can be for
example based on the field, product line, geographical location or leadership, and
they can sometimes be as strong or even stronger than the dominant organisa-
tional culture. Especially now during the 21st century, subcultures’ alignment has
become vital due to company mergers and acquisitions in which cultures also
merge with one another; globalisation, which enables multicultural organisations
and technological advancements allowing employees to work more flexibly when
and where they want to. It is essential for the leaders to understand and manage
the subculture dynamics and ensure that they are in line with the company’s mis-
sion and goals. (Kotter 2012, 156; Schein 2009.)

Hofstede has identified a total of four types of cultures, which are: optimal, actual,
perceived and ideal work environment culture. Optimal culture aims to answer

one of the key questions arose when investigating organisational cultures — which
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type of culture should organisations strive for? Actual culture, on the other hand,
measures simply the culture each organisational currently has and perceived cul-
ture is the culture that people in the organisation think it has. Lastly, the ideal
work environment measures what kind of culture the employees would love to
have. (Hofstede Insights 2019.) What makes this interesting is the fact that inside
a company there must be differences in how people perceive their current culture
and where they would personally like the company to be at. Up to some point the
employees can and should have a say on it, but, eventually it is the leadership

that guides the way.

To highlight the importance of culture it needs to be said that when an organisa-
tion sustains a strong culture, employees fully understand what the management
is expecting from them and know to expect a reward for acting under the organi-
sation’s values (SHRM n.d.). As mentioned above, the leaders’ role is central.
When leaders really comprehend the cultural pinpoints and challenges of their
company, they are able to lead and navigate the organisation towards the desired

direction far more efficiently.

2.2 Culture as a strategic asset

Having said that there are many ways to define culture, it's huge importance in
terms of organisation’s success and strategic value has been acknowledged by
many. Organisational culture is a strategic asset, which increases the adaptability
and suitability of an organisation and its environment (Aktas, Cicek & Kiyak 2011,
1561). Strategy together with culture are the key elements used by the leadership
in hopes of maintaining organisational viability and performance; strategy guides
people and leads the company towards its goals, while culture not only explains
the goals through values and beliefs, but also helps guide tasks through shared
assumptions and group principles (Groysberg, Lee, Price & Cheng 2018). This is
why it is easy to see the enormous impact the different cultural aspects have on
organisations and how challenging it is to really comprehend and manage them

for the benefit of the company.

Katzenbach et al. (2018) state that there is a strong link between company culture

and strategy and operating model — business strategy helps direct the company
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to the desired direction and the operating model provides the plan to reach there,
whereas culture is the motivation that guides and supports these two. Culture
indicates the level of commitment and passion the employees have for reaching
the wanted goal and instead of trying to fix a company culture, it should be aligned
with the strategy. (Katzenbach et al. 2018.) This coherent triad of business strat-

egy, operation model and culture is indicated in Figure 2.

Business

strategy

ﬁ Operating

model

FIGURE 2. The triad of business strategy, operation model and culture (Katzen-
bach et al. 2018).

2.3 Theories of organisational cultures

When it comes to changing company culture, the first step that the leadership
needs to take is to create an accurate description on the problem and the kind of
change they want to make. The second step is to assess the current culture and
evaluate how it will assist or slow the change process down. (Schein 2016, 271.)
There are multiple theories available and a lot of interesting research conducted
on the topic, however, for the purpose of the report, the models by researchers
such as Schein, Hofstede, Trompenaars and Schneider were chosen. They are
probably the most commonly known and referenced theoretical frameworks for

assessing and defining organisational cultures.
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2.3.1 Schein’s model

According to Schein it takes time for companies to build a culture. Employees
start forming it based on their past experiences, after going through changes and
having to adapt to changes in environment. (Juneja n.d.) Schein’s model states
that cultures can be, in general, analysed in three different levels: artifacts, es-
poused beliefs and values and basic underlying assumptions, as indicated in Fig-
ure 3. The term “level” refers to the degree in which a cultural phenomenon is
visible to an observer, and the levels vary from clearly open and tangible mani-
festations to intangible and unconscious conclusions, which are at the core of the
culture. (Schein & Schein 2016, 17-18.)

1. Artifacts

* Visible and feelable structures and processes
* (Observed behavior

— Difficult to decipher

2. Espoused Beliefs and Values
o |deals, goals, values, aspirations

* |deologies
» Rationalizations
— May or may not be congruent with behavior and other artifacts

3. Basic Underlying Assumptions
» Unconscious, taken-for-granted beliefs and values
— Determine behavior, perception, thought, and feeling

FIGURE 3. The three levels of cultures (Schein & Schein 2016, 17).

Schein and Schein (2016, 17) define artifacts as “the phenomena that you would
see, hear, and feel when you encounter a new group with an unfamiliar culture.”
Artifacts can for example include such visible matters as routines and manners,
language, technology, style, emotions, clothing, et cetera. Most especially, it is
the climate, or the manifestation of a certain group’s culture, that counts. It should
be pointed out that at this level of culture, the assumptions are easy to observe,

yet hard for an outsider to interpret. (Schein & Schein 2016, 17-19.)

Once a new group has been created, they will slowly start creating shared values
or beliefs, which, if proven useful, ultimately turn into assumptions shared by the
entire group. This starts happening once the new group is first confronted with
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challenges that need solving; in this phase the group starts already identifying
leaders, as some of the individuals naturally try to influence others to adopt an
approach of their choosing. As soon as the members solidify these mutual beliefs
and values, they are to be taken for granted inside the group. When analysing
espoused beliefs and values one should remember to not only sort out the ones
coherent with the assumptions that guide performance and those part of the ide-
ology or philosophy of the company, but also the rationalisations or future goals.
This is due to the fact that espoused beliefs and values are in most cases so
abstract that they can be inconsistent with one another. (Schein & Schein 2016,
19-21.) One practical example of this would be a company whose strategy is to
focus on impeccable quality, and radically diminishing all operating expenses
both at the same time. These both aspects can be difficult for the employees to

deliver.

“When a solution to a problem works repeatedly, it comes to be taken for granted”
(Schein & Schein 2016, 21). Therefore, if a certain hypothesis has repeatedly
been proven useful, the group starts to slowly treat it as reality. Basic assump-
tions are the factors that determine what we pay attention to, what different things
mean for us, how we react and what actions we choose to take in different sce-
narios. These basic assumptions generally are non-debatable and non-confront-
ing, which means that it is incredibly difficult to try and change them. People also
tend to be most comfortable among the likes of people sharing similar assump-
tions. As an example, basic unconscious assumptions stem from the fundamental
aspects of life, such as human nature and activities, group and individualism, the
importance of work and family, role of men and women and so on. Broader as-
sumptions about human nature are what usually derive from the vast culture
where the organisation belongs in, or from the units across companies. (Schein
& Schein 2016, 21-25.)

This three-level model of culture by Schein & Schein (2016, 29) highlights the
importance of differentiating the visible and experienced artifacts from the mutual
beliefs and values (the espoused values) and from the basic underlying assump-
tions that lead the behaviour. Siame-Moono (2018) also asserts that the artifacts
of cultures are easily adaptable and can be quite effortlessly changed, however

the latter levels are harder to adjust since they are deeply embedded in cultures.
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2.3.2 Hofstede’s model

Geert Hofstede together with his team conducted a study of organisational cul-
tures in 1980’s, which helped to identify six dimensions of organisational cultures
based on strategic practices: 1) process-oriented versus results-oriented, 2) em-
ployee-oriented versus job-oriented, 3) local versus professional, 4) open system
versus closed system, 5) easygoing work discipline versus strict work discipline,
and 6) internally driven versus externally driven (Hofstede et al. 2010, 354; Hof-

stede Insights n.d.). Each of these practices are detailed below.

Process-oriented versus results-oriented

The effectiveness of the organisation is the core of this first dimension; process-
oriented culture focuses on the way the employees carry out the work and on the
results-oriented culture, the focus is reaching goals or results. Employees are
more likely to avoid risks and special attention is paid to following rules and reg-
ulations as well as monitoring in the process-oriented culture, whereas in a very
goal-oriented culture risk-taking is normal when putting in maximum efforts. (Hof-
stede et al. 2010, 355; Hofstede Insights n.d.) Companies working for example in
the field of consulting services would most probably fall into the category of pro-
cess-oriented culture, since everything is highly regulated and quality is con-

trolled by multiple external parties.

Employee-oriented versus job-oriented

Employee-orientation focuses on one end more on employees and on the other
end on the completion of job. Employee-oriented cultures are where employees
feel that their personal issues are paid attention to and that the company takes
responsibility over employee satisfaction and welfare and that relevant decisions
were made by groups or committees. In work-oriented organisations, high pres-
sure to do the work at the expense of employees can be experienced. The em-
ployees in this culture perceive that only the work that they do interests their lead-
ers. (Hofstede et al. 2010, 356; Hofstede Insights n.d.)
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Local versus professional

The identity of employees working in a local culture strongly stems from the or-
ganisation; they are very focused internally and there is a strong social control to
be like everyone else under the same unit. Also, employees’ social and family
background are taken into account as much as their competence for the job. In a
professional culture, on the other hand, each employee’s identity is determined
by profession and role in the company instead. (Hofstede et al. 2010, 356-357;
Hofstede Insights n.d.)

Open system versus closed system

This dimension answers to the question: how accessible is the organisation?
Open culture welcomes new employees and is in general, very open both inter-
nally as well as externally. (Hofstede et al. 2010, 357; Hofstede Insights n.d.)
Closed culture is the opposite; closed and secretive, as described by Hofstede et
al. (2010, 357): “In the closed system units, the organization and its people were
felt to be closed and secretive, even among insiders; only very special people
fitted into the organization, and new employees needed more than a year to feel
at home (in the most closed unit, one member of the managing board confessed

that he still felt like an outsider after twenty-two years).”

Easygoing work discipline versus strict work discipline

In the fifth dimension, the core lies in the internal structuring, level of control and
discipline of an organisation. Easygoing cultures have agile structures, are un-
predictable and have a low level of control and discipline, costs are secondary
issues on the agenda. However, in a stricter work discipline, employees are cost-
conscious, punctual, serious and unwritten codes for instance related to clothing
and behaviour can be often noted. (Hofstede et al. 2010, 357; Hofstede Insights
n.d.) Presumably some of the older and bigger law firms could more likely be
categorised as having a stricter work discipline, while some smaller and agile
startups would be more easygoing. Which is of course an overly generalised as-
sumption, however, helps alleviate the pain of trying to figure out to which ex-

treme end which company could be allocated to.
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Internally driven versus externally driven

This last dimension deals with customer orientation. In an internally driven culture
it is obvious for the employees that they themselves know what is best for the
customer and to the world outside — they emphasize organisational procedures,
rather than gaining results. Whereas in externally driven cultures it is common to

emphasize customer needs. (Hofstede et al. 2010, 358; Hofstede Insights n.d.)

After taking a look at the six dimensions structured by Hofstede et al., it is worth
mentioning the criticism this model, like most other models as well, has received.
The model has been criticised for many reasons, for instance for being outdated,
for the method in which the data was collected — a survey, for the fact that the
data was collected from one company — IBM, and also for the fact that six dimen-
sions are not enough for determining organisational cultures (Eringa, Caudron,
Rieck, Xie & Gerhardt 2015, 187-188; Orr & Hauser 2008, 6-10). It is needless to
say that no model is exhaustive; meaning that everything is not as black and
white in terms of cultures and investigating cultural distinctions of organisations,
however, they provide an excellent method and framework for identifying the key
points, which then again help investigating further and utilising that valuable data
for the company’s advantage. That should be the main focus when investigating

cultural aspects.

2.3.3 Trompenaars’ model

Trompenaars and Hampden-Turner (2020) assert that cultures ought to be inves-
tigated in the way through which they choose solutions to problems, and the prob-
lems should be looked into under these three categories: those arising from peo-
ple’s relationships, those appearing within time and those relating to the environ-
ment. Based on the solutions chosen by the cultures, the seven fundamental di-
mensions of culture, usually referred to as Trompenaars cultural dimensions, can
be identified. (Trompenaars & Hampden-Turner 2020.) Figure 4 presents the

dimensions.
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Trompenaars Cultural Dimensions

Universalism Particularism
Individualism Communitarianism
Specific Diffuse
Neutral Affective
Achievement Ascription
Sequential time Synchronous time
Internal direction External direction

FIGURE 4. Trompenaars Cultural Dimensions (EPM, n.d.).

The first cultural dimension, universalism versus particularism, refers to rules
versus exceptions, or in simpler words, how we judge other people’s behaviour.
Universalist cultures encounter being obligated to maintain the universally agreed
standards of their culture, while the particularist cultures are more obliged by their
relationships. For example, cultures leaning towards particularism pay special at-
tention to friendship and less attention is given to abstract societal codes, while
universalist cultures are more rule-based and following of standards and values

is important. (Trompenaars & Hampden-Turner 2020; Mulder 2015.)

The second dimension focuses on the conflict between individuality and the in-
terest of the group and common goals; the key question is whether the people
primarily consider themselves as individuals or part of the group? Individualistic
organisations have been constructed to serve individual owners, employees and
customers and relationships are built for the purpose of individual interests,
whereas in communitarian organisations it is the community and sharing of so-
cial connection that creates meaning and purpose. (Trompenaars & Hampden-
Turner 2020.)

Neutral versus emotional on the other hand relies on the degree of expressing
feelings. Neutral cultures control and refrain from showing emotion, but emotional
cultures express their emotions quite openly and spontaneously. (Trompenaars

& Hampden-Turner 2020; Mulder 2015.) As a practical example of countries with
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such cultures could be Japan or Germany as neutral and Spain or for example
some of the Middle-Eastern countries as the cultures being more on the emo-

tional side.

The culture’s degree of involvement is measured on the dimension called spe-
cific versus diffuse. In a specific culture people easily share their space and
approaching others can often be done very informally both in private and public
context. In diffuse cultures, however, a level of formality is given great value to
and each person’s private space is more protected. (Trompenaars & Hampden-
Turner 2020; Mulder 2015.) In the context of a business meeting specific cultures
would for example be more likely to stick to a certain structure and keep their
distance, while diffuse cultures usually want to mix their private lives more with

the business and let the discussion flow in a more unstructured manner.

Trompenaars and Hampden-Turner (2020) state in the fifth dimension called
achievement versus ascription that “all societies give certain of their members
higher status than others, signaling that unusual attention should be focused
upon such people and their activities.” When achievement-centered cultures de-
termine people’s worth on how they perform and what they have achieved so far,
the ascription-oriented cultures on the other hand consider that a person’s status
is based on such factors as age, class, gender, education and so forth. In short,
the achieved status refers to doing and ascribed status to being. Respect in
achievement-oriented culture can be gained through skills and knowledge, while
seniority is what gains respect in ascribed cultures. (Trompenaars & Hampden-
Turner 2020; Mulder 2015.)

Cultures have very different ways of measuring and understanding time, which is
why the sequential versus synchronous time is defined as the sixth dimension.
Sequential time is linear and measures the past, present and future in a concrete
manner by using years, months, weeks, days and hours. Synchronous time, how-
ever, is more abstract and works on various projects at the same time — the focus
is on the rhythm of the group and nature. (Trompenaars & Hampden-Turner 2020;
Mulder 2015.) As an example, sequential cultures are more likely to have planned

a project step by step in advance and most probably would be more aggravated
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than the opposite cultures when encountering something surprising that makes

them fall behind their schedule.

Lastly, the dimension of internal versus outer direction concentrates on how
people experience their environment. Mulder (2015) states that “People in west-
ern cultures are mainly outer-directed and they want to control their environment
as much as possible. In many non-western cultures it is more about living in har-
mony with the environment; there are forces that cannot be controlled or influ-

enced and therefore you have to adapt yourself to these external circumstances.”

Trompenaars and Hampden-Turner (2020) argue that the seven linear dimen-
sions of culture detailed above need to also be considered in two dimensions,
which creates four orientation-based quadrants that can be used to identify or-
ganisational cultures: equality-hierarchy and person-task. Based on this, corpo-
rate cultures can be divided into four categories: family, Eiffel tower, guided mis-

sile and incubator, as depicted in Figure 5.

Egalitarian

Person-onented culture Task-onented culture

INCUBATOR, GUIDED MISSILE

Person Task

FAMILY EIFFEL TOWER

Person-criented culture Role-oriented culture

Hierarchical

FIGURE 5. Four types of corporate culture (Trompenaars & Hampden-Turner
2020).

Organisations which have a family-oriented culture are not only personal with

face-to-face encounters, but also hierarchical while carrying roles that could be
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compared with a father and children of an actual family — this results in power-
oriented yet caring culture. Eiffel tower culture is highly hierarchical as well as
it symbolises leadership being narrow at the top and broad at the base; a stable
and stiff culture where everything is coordinated from the top down. How it differs
from the family-oriented culture is the strict distribution and coherence between
the different levels; if one level does not perform their duties, everything fails.

(Trompenaars & Hampden-Turner 2020.)

The guided missile and incubator cultures on the other hand are on the egal-
itarian side of the scale, which means that they are less hierarchical. The guided
missile culture resembles the Eiffel tower in terms of being impersonal and ori-
ented to tasks, however it is more rational as everything is performed keeping the
strategy and targets in mind. Employees working in an incubator culture are per-
son-oriented like the family culture and their motto is “existence precedes organ-
isation”, meaning that companies should serve for their employees’ self-expres-

sion and self-fulfilment freely. (Trompenaars & Hampden-Turner 2020.)

Even though these four categories are recognisable by many, it is important to
note that the world of today also has its own impact on cultures. Technological
advancements have impacted and will continue to have a big influence on cul-
tures, which gives an extra spice on the mix. That is what makes investigating

and identifying cultures interesting yet challenging.

2.3.4 Schneider’s model

According to Schneider (2017) “Culture is essentially formed by what it takes for
your people to fully deliver on your enterprise’s customer promise. It is driven by
the nature of your business and what it takes for you to succeed in your market-
place.” Thus, Schneider's model is based on four aspects: collaboration, control,
competence and cultivation, which are also presented in Figure 6. Assessing or-
ganisation’s culture with the help of this model has been proven useful as a dis-
cussion tool for planning and during organisational transformation projects.
(Patary 2015.)
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Schneider Cultural Model

Collaborative k; Control

Cultivation Competency

The Reengineering Alternative, Willlam Schneider

FIGURE 6. Schneider Culture Model (Patary 2015).

Controlling cultures enjoy certainty, predictability and safety; the core idea is that
the organisation as a system comes first. In these organisations, power is the
fundamental motive. Goals are carefully set and followed and it is extremely im-
portant to meet them. Organisations having a controlling culture usually find it
difficult to maintain, grow and ensure the well-being and success of their com-
pany. To put it short; the motto of control cultures would be “we succeed by get-
ting and keeping control”. (Patary 2015; Schneider 2000; Schneider 2017.)

In collaborative cultures working together, synergy and alliance is the key. These
cultures ensure coherence and orientation towards customers. In such cultures,
the link between experience and reality often imposes difficulties. As the third
core culture we have a competence culture, which is all about distinction and
being unique. In these cultures, the core is ensuring unparalleled products or ser-
vices are being produced and also, achieving goals is essential similarly as in the
controlling culture. (Patary 2015; Schneider 2000; Schneider 2017.) Schneider’s
(Patary 2015) cultural model asserts that competency cultures can be briefly iden-

tified with the slogan “we succeed by being the best”.

Lastly, the cultivation culture is motivated by enrichment, growth and fulfilment of
the customer’s potential. In this culture ideals and values are made real, focus is

on linking what is absorbed and put to use. Value-centered goal achievement and
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self-actualisation is important, and issues are likely to be caused by the connec-
tion between values and ideals and which of those are actually put to use and
which one’s not. (Patary 2015; Schneider 2000; Schneider 2017.) According to
Schneider (2000), an issue is identified in this culture in terms of values: “the
basic issue here is the connection between the values and ideals of the organi-

zation and the extent to which those values and ideals are being operationalized.”

As already mentioned, the model by Schneider could be utilised as a brainstorm-
ing model for change projects — investigating and finding congruence from each
of the four different aspects could help organisations to identify what the major
cultural characteristics of their organisation are and what is leading the way of
their company and employees’ behaviour (Patary 2015). This information is vital
when planning a change of any scale, since it is always something that needs

careful consideration and complete understanding before jumping on it.

2.3.5 Reflection on case company’s organisational culture

As characterised already in this report, there are quite a few literary reflections
available on cultures that can help differentiate cultures from others and identify
their special features. Even though organisations are a mix of many cultures,
there usually is one dominant culture and several subcultures, all of which are
together leading the way of the organisation. In this chapter, the author of this
thesis presents a short summary of her personal point of view of the Company
X’s company culture with the help of the organisational culture theories already

covered in this section of the report.

The Company X’s organisational culture, at the time of the study was conducted,
was dominated by goal-orientation, hierarchy and bureaucracy. The guided mis-
sile culture by Trompenaars & Hampden-Turner as well as Hofstede’s results-
and work-oriented culture models both portray similar characteristics: expertise
is power and there is a strict orientation towards achieving goals; processes are
somewhat heavy and bureaucratic, and top-down guidance on roles is strongly
built in the organisation culture. The core of the culture is that the work needs to

get done: if long working days are needed to get the job done, that sort of com-
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mitment is unspokenly expected from the employees. In addition to that, the or-
ganisation functions very rationally and everything is strongly linked with the

shared strategy and targets.

The size of the organisation network, competitiveness and field of the business
all contribute to the employees’ high tendency to avoid risks and strictly monitor
and follow rules and regulations. These are the usual characteristics of a process-
oriented culture by Hofstede and similar features are also portrayed in Schnei-
der’s controlling culture, where certainty, predictability and safety are the key el-
ements. However, this contradicts with the results-oriented culture stated above,
in which organisations are supposedly more prone to risk-taking, whereas in
Company X’s case that is exactly the opposite. This is an excellent example of
how cultures are not simple to define using one model, and they may very well

contain conflicting attributes.

Company X is a also somewhat communitarian organisation (by Trompenaars &
Hampden-Turner) as its employees share a special bond and social connection,
which creates meaning and purpose for them; the employees of the organisation
feel being part of something big and they work hard to get there. Employees place
a strong level of trust between one another; everyone takes responsibility for their
own work and personal development within the company, each individual per-
son’s roles are broad and many are doing multiple projects at the same time.
They work hard and support each other which creates a sense of community.
Feedback and innovation is encouraged both upwards and downwards, however,
as the underlying culture is still somewhat bureaucratic, the truth is that lower

levels’ feedback is sometimes not reaching the attention of the top levels.

How does Company X’s culture support change? The change pace is quite ex-
hausting and sometimes it might feel like transformation projects are done just
for the sake of change. The Finnish case company is smaller than in most other
countries, which enables it to be more agile towards change. However, being a
part of an enormous network, no change for example of an IT system or process
can be introduced without the pre-approval of the network, which does bring
some hindrances and heavy administration to the table. Participation in planning

and introducing change projects is mostly limited to the upper levels, and the
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people performing the work relating to the change, have a very little say in it.
Change and innovation is supported, but not everyone is part of it. Sales culture
change is discussed in section 3 of this report, but the next paragraph digs deep

into the different theories of culture change and its challenges.

2.4 Organisational culture change

After taking a look into the few most common models for determining organisa-
tional cultures, it is time to move on to the theories that support change manage-
ment. Hofstede et al. (2010, 375) claim that “although culture is a “soft” charac-
teristic, changing it calls for “hard” measures”. The key for understanding cultural
change is to appreciate that culture is a set of rules and methods evolved by the
organisation to deal with the regular problems encountered (Trompenaars &
Hampden-Turner 2020). Culture has been widely recognised to be driven by
emotional aspects; cultures tell their members who they are, how to behave and
how to feel good about themselves, which is why changing culture can be a dis-
tressing matter to advance as it usually causes anxiety in the organisation. (Kat-
zenbach et al. 2018; Schein & Schein 2016, 23-27.)

Cultures are prone to naturally resist change, however, organisations can be
pushed towards changes either big or small by all types of cultural, environment
or internal reasons (Hofstede et al. 2010, 477; Lewis 2011). The need for organ-
isational change usually stems from a business problem that needs to be fixed,
but such factors as the business environment, competition or advances in tech-
nology might require companies to change (Schein & Schein 2016, 255-256.) The
traditional change management measures can be useful for redirecting some as-
pects of an organisation, such as planning communications during a troubling
financial situation or reorganising incentives due to a new strategy, however,
emotional strategy is an entirely different playfield where rational measures are

not likely to work in the long run (Katzenbach et al. 2018).

It is important to remember the fact that the key in changing an organisation's
culture is employees’ genuine emotional engagement, which is required for the
change to become rooted in the company culture. As already mentioned, the first

step is to locate and comprehend the cultural DNA of the organisation and change
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some of that, since long-lasting change will not happen with methods that merely
scratch the surface. (Katzenbach et al. 2018; Schein & Schein 2016, 23-27.) Suc-
cessful change takes time and patience, as well as repetition and agility, which is
why careful planning and utilising the different models available for identifying the
current culture and its core aspects is essential. Only after a thorough background
work should a change project commence, since change for the sake of change

is useless.

Groysberg et al (2018) state rather harshly that “culture eats strategy for break-
fast”. What it means is that the best leaders are able to tell what their organisa-
tion’s key cultural characteristics are and can sense when change is needed.
However, there are also many organisations where this aspect is not given much
thought; the area in most cases is either completely unmanaged or for example
delegated to Human Resources (hereinafter as HR). Such leaders might have
formulated excellent strategic plans, which sadly usually go wrong as the leader-

ship has failed to understand their culture’s dynamics. (Groysberg et al 2018.)

In the following chapters change theories in terms of organisational cultural
change by Cameron and Green, by Groysberg et al as well as Trompenaars &
Hampden-Turner are presented, followed by a summary of possible pitfalls re-

lated to culture change.
241 Culture change through nine themes
Cameron and Green (2012, 338-341) suggest that a set of nine themes is re-

quired for changing an organisation's culture; these themes presented in Figure

7 help leadership to address the issues during cultural change.
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Always link to
organisational vision,
mission and objectives

Remember that the how is

as important as the what AL EL

Create a sense of urgency Create a community of

and continually reinforce Build on the old, and step focused and flexible

into the new

the need to change leaders

Attend to stakeholder Generate enabling Insist on collective
issues mechanisms ownership of the changes

FIGURE 7. Themes for culture change (Cameron & Green 2012, 338-341).

Always link to organisational vision, mission and objectives

Organisations should only start cultural change once the current culture does not
support reaching strategic goals. Business strategy is the starting point in deter-
mining which areas need improvement. It also is essential to ensure that there is
a clear vision and a real need for change, as employees need to be convinced of
the proposed change and understand the logic behind it, rather than trying to
force change. When people are convinced that the change is good, they are

drawn towards the unified vision. (Cameron & Green 2012, 338.)

Create a sense of urgency and continually reinforce the need to change
Cameron and Green (2012, 339) suggest that introducing a new internal or ex-
ternal element, such as a new Chief Executive Officer (hereinafter as CEQO) with
restructuring ideas will confuse an organisation's current day to day activities,
which results in creating a good push towards making change happen. This is
based on Virginia Satir's model in which an organisation needs to undergo
change after something new enters and starts to rock the boat (Cameron & Green
2012, 40, 339).

Attend to stakeholder issues

Stakeholders are the heart of the transformation, which is why they need to be
taken into account: the leadership should put themselves into the shareholders’s
shoes and involve them as much as possible. No matter if the change is proposed
for positive or negative reasons, the change project’s success lies on the em-

ployee engagement. (Cameron & Green 2012, 339.) Already during the planning
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phase, it is important to involve all related parties to the discussion; when every-
one feels like their opinions and ideas are valued and taken into account, they

are more likely to welcome and advance the change.

Remember that the how is as important as the what

According to Cameron & Green (2012, 339), “if your organization has a set of
core values, and of course it does explicitly or implicitly, then you need to manage
the cultural change in line with these values”. Thus, integrity in culture change is
important — if leadership does not keep their promises, employees are not fully
engaged in advancing the change (Cameron & Green 2012, 339). What this
means is that if you say one thing and do another, you are very likely to fail —
leading by example and behaving as opposed to what was promised, indeed

have a surprisingly big impact on how change is embraced and accepted.

Build on the old, and step into the new

Whenever a new way of doing things is needed, it is important to not to try and
change everything, as there probably are strengths that should be retained and
built on. In this step, creativity and actually getting things done are essential.
Planning needs to be left behind and get the desired change ongoing. (Cameron
& Green 2012, 339-340.) This point presumably is a noticeable issue in many of
the companies today, since change is quick and constant: new tools, methods
and technologies are introduced in a fast pace, and in addition to that, all other
internal or external factors (like Covid-19 pandemic) may impose companies to
quickly adapt to a completely new world of working. This is why this step is difficult
to pay enough attention to and ensure that the change pace does not overwhelm

employees and all other related parties.

Generate enabling mechanisms

“It is important to generate enabling mechanisms such as reward systems and
planning and performance management systems that support the objectives and
preferred behaviours of the new culture” (Cameron & Green 2012, 340). In other
words, leaders should ensure that employees understand the goals linked with
organisational goals and follow them. Again, employees are more likely to sup-
port change when they know what is needed from them to support the change

and how their performance is measured and rewarded.
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Act as role models

Cameron & Green (2012, 340) assert that employees need support and guidance
especially in the beginning of the change and that is why role models should be
appointed; the role models assist employees through the difficult stages of form-
ing the new ways of working and thinking. Coaches or supervisors positively lead-
ing the way and supporting their peers is an example of a method utilised by

many of the companies for this purpose.

Create a community of focused and flexible leaders

Leaders have a central role in change, as employees not only want clear, strong
and focused change leadership, but they also need flexibility and quick reacting
in the case that plans do not go accordingly (Cameron & Green 2012, 340-341).
Smaller companies are more likely to be more agile in terms of changing direction
if a barrier occurs during the transformation project, however, with careful plan-
ning and preparing towards potential risks, even the bigger companies ought to

be able to reroute their way whenever encountering issues.

Insist on collective ownership of the changes

There are many cases in which the HR department has been made in charge of
cultural change, while the CEO together with the senior management takes
charge of the strategic change. This is not a solid plan, since it will result in lead-
ership becoming disconnected from the cultural issues and not being able to act
as role models for the rest anymore. It will also lead to increased change re-

sistance among employees. (Cameron & Green 2012, 341).

2.4.2 Four levers for evolving a culture

Groysberg et al (2018) summarise in their Harvard Business Review -article that
there are four practices that lead to successful cultural change: 1) articulate the
aspiration, 2) select and develop leaders who align with the target culture, 3) use
organisational conversations about culture to underscore the importance of

change, and 4) reinforce the desired change through organisational design.
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The first lever, articulating the aspiration, highlights the importance of planning,
as also noted in the model by Cameron and Green, but also points out how es-
sential it is to focus on the next steps as well. Groysberg et al (2018) refer to the
fact that creating a new culture should always begin by analysing the current as
the first step. The analysis should be done by using a framework that can be
openly shared within the company. Additionally, management ought to under-
stand the outcomes of the culture and how it aligns with current and future market
and overall conditions. It is a good idea to frame the change to the current busi-
ness-related challenges and opportunities, but also to aspirations and upcoming
trends. (Groysberg et al 2018.)

Secondly, leaders in line with the target culture should be chosen, as they are
important role models for others. Leaders who are unsupportive can be re-ener-
gised to the important change management role through training and education.
It is important to note that cultural change can lead to turnover. As the third point,
the importance of discussion around change should be highlighted. Employees
observe and share their experiences on how leaders act and once they recognise
new behavioural models, they will start acting differently as well. This creates a
loop of positive feedback. Social media discussion and having change champions

are a few good examples of this. (Kotter 2012, 166; Groysberg et al 2018.)

Lastly, Groysberg et al (2018) points out that “when a company’s structures, sys-
tems, and processes are aligned and support the aspirational culture and strat-
egy, instigating new culture styles and behaviors will become far easier”. Perfor-
mance management, as an example, can be used to support and encourage em-
ployees and with training target culture can be consolidated. (Kotter 2012, 166;
Groysberg et al 2018.) What this means is that introducing a new method and
expecting everyone to take it in is not merely enough — company’s structures,
approval processes and rewarding measures are a few examples of what might

also need to be altered to support the change in a more comprehensive way.
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2.4.3 Framework for managing culture change

Trompenaars & Hampden-Turner (2020) claim that most culture change models
can be criticised for two reasons: they underestimate the difficulty involved in
achieving as well as sustaining change, and secondly, they cast aside the current
situation in favor of a new future, thus getting rid of the best that already existed.
This is why the two authors instead suggest an alternative approach to change,
which in practice investigates the current corporate culture, as perceived by the
employees, and contrasts it with what each would consider to be the ideal culture.
In this framework it is important for the leaders to note that change should not go
from one extreme value to another, but instead develop a new business mission
which is compatible with the existing culture. (Trompenaars & Hampden-Turner
2020.) Figure 8 presents the framework in a simple and understandable flow chart

format.
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FIGURE 8. Framework for managing change (Trompenaars & Hampden-Turner
2020).

In practice, the model by Trompenaars & Hampden-Turner (2020) identifies that
there are eight steps that should be utilised when planning a change intervention.
The steps were created to ensure that the management carefully considers the
basic dilemmas they need to resolve to make their current business into the de-

sired one, and as one might recall from section 2.3.3. of this thesis, Trompenaars
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and Hampden-Turner (2020) established that cultures need to be evaluated
based on their way of choosing solutions to problems. Therefore, the fifth step of

their list, as shown below, is one of the most crucial ones:

1. creating an envisioned future,

2. investigating the current corporate culture with the cross-cultural profiler,
hereinafter as CCP,

3. identifying core values and key purpose,

4. defining the ideal corporate culture with CCP,

5. defining major business dilemmas caused by the tensions between
envisioned future and key purpose and between current and ideal
corporate cultures,

6. reconciling four or five major business dilemmas,

7. investigating the current leadership competence, and

8. implementing new design and concrete action points. (Trompenaars &
Hampden-Turner 2020.)

What was interesting about this model, called “new framework” by Trompenaars
and Hampden-Turner, was its approach and methods. They argue that the tradi-
tional change processes almost without exceptions always require a change in
behaviour or values from one to the other, while in their model the integration is
smoother and resistance to change can be broken as the current values can be
retained and developed. In short: “it is a process of enriching values through
change rather than replacing one value or behavior with another” (Trompenaars
& Hampden-Turner 2020). This sounds almost too good to be true, yet quite in-

telligible at the same time.

2.4.4 Potential pitfalls of culture change

Culture change is a challenge, which can be defeated or at least encountered
with a thorough risk analysis, which considers the potential and most plausible
difficulties. In this chapter, the most common ones are presented. Schein and
Schein (2016, 338) state that “one of the biggest mistakes that leaders make
when they undertake change initiatives is to be vague about their change goals

and to assume that “culture change” would be needed”. Another big yet common
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pitfall is the leader's inability to sell the change vision to those who are operation-
ally responsible in the grass root level for pulling it off: cooperation can be gained

when change is viewed as necessary and appropriate (Lewis 2011).

According to Kotter (2012, 88-89), the change vision needs to be carefully estab-
lished and if done so, there are two steps of communication that usually define
how the organisation will succeed with the change; first is the urgency rate of the
change, which should be high enough or the audience will be lost right at the
beginning, and secondly, the group guiding the transformation should be carefully
chosen to ensure that appropriate communication is created. In addition to this,
it is often noticed that during culture change it is common for the new symbols,
such as a new logo, name or slogans to receive the most attention. They are
easily visible, yet play only the most superficial part of culture: without any funda-
mental changes in the culture’s deeper levels, values and rituals, it will all just
wear off very quickly. (Hofstede et al. 2010, 376.) This is why the current culture’s
characteristics, strategy, vision, objectives and so forth would need to strictly walk

hand in hand with the organisational change.

As stated above, communication is one of the key methods in successful organ-
isational change. Lewis (2011) asserts that “communication is key in triggering
all change” and it is extremely important to practice clear communication, partly
because it can be very difficult to do and if performed carelessly, can stir the pot
and merely confuse all related parties. However, one should be careful not to
think that communication in change is everything; change consists of multiple
resources, meaning that when something fails, communicative methods are often
at an important role in helping to mediate them. (Lewis 2011.) The most common
trap is to either under- or overcommunicate or to send inconsistent messages,

which will most likely result in failures (Kotter 2012, 87).

Secondly, it is important for the employees to experience success and see the
results. If employees detect that the new way of working pays off by for instance
increasing efficiency or customer satisfaction, it is natural for them to internalise
it quicker. Leaders can communicate new vision, goals and means, introduce
new rewarding and control systems, however, none of those make culture change

happen unless people become satisfied and start sharing experiences with each
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other. (Kotter 2012, 166; Schein & Schein 2016, 338-339.) People are the key
during change and their thoughts and concerns as well as suggestions for im-

provement should be put attention to and taken seriously, if hoping to succeed.

When trying to unlearn some cultural aspects like developed and comfortable
routines or processes employees have become used to, it can often be experi-
enced as psychologically challenging. Employees might think that the old way
was better and that it is not worth the trouble to start for example learning a new
tool from scratch. In order for change leaders to prepare for this challenge, it is
smart to reserve time for employees to first unlearn the old before bringing in the
new. (Schein & Schein 2016, 339.) The dilemma is to try being agile and to move
quickly to keep up with competition and technological advancements, but not too
fast at the same time. If an organisation is too eager to change everything, it might

just result in people falling back into old patterns and resisting change.

Lastly, Schein and Schein (2016, 339) argue that “as task complexity and sys-
temic interdependency increases, change becomes perpetual”. This is common
in many organisations today, as technology is increasingly complex and organi-
sations are culturally very diverse. New behaviour is introduced, which brings up
completely new reactions from the surrounding environment, and which in its turn
again creates disappointment, anxiety and starts to spark motivation to start other
change projects. It can very easily become an endless circle. (Schein & Schein
2016, 339.) Korpimies (2020) investigates in her change leadership article how
constant change is part of the business today; the biggest issue is to try to change
too many matters at the same time — if the leaders fail to prioritize the different
changes, every employee will take it upon themselves to decide what they start

adopting. That sounds like the start of an absolute chaos.
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3 SALES MANAGEMENT

This chapter examines the theoretical framework in terms of sales management.
First, a definition of sales management is presented, which is followed by a few
examples of processes for managing sales, as well as the topic of customer re-
lationship management. The last part of this chapter covers the aspects of sales
management culture, which links the organisational culture theory represented in
the previous chapter together with the sales management outlined in this part of

the report.

It is worthwhile to mention that when referring to the case company, the term
“sales and client leadership” is used in this report in replacement of sales man-
agement. The reason is that the sales and client leadership -term is utilised in
Company X’s strategy. In this chapter, however, the term sales management is
utilised due to its use in the literary references. Both terms, however, refer to the

same topic.

3.1 Definition of sales and sales management

In order to understand the complexity of sales management, it is essential to first
grasp the idea of sales. Dixon and Tanner (2012) define sales as “the phenome-
non of human-driven interaction between and within individuals/organizations in
order to bring about economic exchange within a value-creation context.” Sales
management, on the other hand, is a management task which comprises leading,
coordinating and supporting a company’s sales activities; it is a strategy for sales
and organising sales operations in line with the vision and strategy of the com-

pany (Parravicini 2015).

Sales management is a process in which teams, operations and techniques are
coordinated and strategies developed and analysed, in order to assist organisa-
tions to reach and beat sales targets. Strategic management of sales is a must in
all revenue making businesses. Also, if companies are willing to successfully
manage their sales processes, sales technology and tools are needed - this is
more commonly referred to as customer relationship management, CRM, which

is further explained in the following subchapter. (Pipedrive n.d.)
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According to Baker (2020), a sales management process covers four main com-
ponents: people, strategy, activity and reporting. People highlight the fact that a
sales team is only as good as their manager, which is why a solid and well-trained
sales personnel is needed. Sales team should also be aware of the strategy and
vision, which is shared and managed by team managers. In addition to that, man-
agers are in an important role in supervising the team'’s efforts; winnings are cel-
ebrated and losses are turned to good learning points together as a team. The
last step, reporting, means systematic and timely reporting and analysing of sales
activities. This area helps find out such crucial information as for example win
rates and average sales cycles for future projections. (Baker 2020; Junkkari
2020.)

3.2 Customer relationship management (CRM)

Customer relationship management, or CRM, can be referred to as the primary
tool that links the customer with the organisation’s sales department. CRM pro-
vides an organised platform where current and prospective client relationships
can be managed. It is the value that organisations place on the relationship be-
tween their business and customers, and it does not matter whether the organi-
sation is product or service driven, but the whole business process must be in-
volved. (Anderson & Kerr 2002; Santos 2019, 132.)

The goal is to help store and share information across different departments in
an organisation in order to bring out the best customer experience. CRM imple-
mentation can not only assist in providing a better understanding of customer
behavior, but also on their significance to the business. (Santos 2019, 132.) What
the CRM tools do is they bring value to the organisation; they assist the sales
team and management in tracking and reporting sales opportunities and mile-
stones, having an overall structured view of what is to come and the potential
revenue they bring, and also for example measuring conversion rates step by
step (James & Martini 2012, 121; Pipedrive n.d.; Weinberg 2015, 22). When the
use of CRM is carefully planned and trained to the employees, as well as timely

monitored, it is easy to see what kind of benefits it can bring to the company.



38

However, the importance of the efforts before, during and after the CRM imple-
mentation still needs to be highlighted, as the company is more likely to be

headed to a very bumpy road if they are not paid enough attention to.

There are three components, according to Santos (2019, 133), to which CRM can
be categorised into: customer service, campaign management and salesforce
automation. Customer service is the customers’ first point of contact and every
step of the way is recorded and saved to a CRM tool. Campaign management is
then used by the marketing team for attracting new customers and CRM is again
used for recording the deals, customer responses and analysis methods utilised
during the campaign. Lastly, salesforce automation increases efficiency and
helps to avoid duplications, as CRM increases transparency. (Santos 2019, 133-
135.)

When a company is considering moving towards a customer relationship format,
there are three aspects to pay special attention to, which are retention, develop-
ing customer potential and lastly, de-selecting customers. Customer retention
can be difficult due to increased competition and the average annual rate for com-
panies to lose customers can be as high as between 15-50 per cent, which is why
there is a lot of pressure to keep the current customers satisfied. The second
point, developing customer potential, is to think how to turn the one-time custom-
ers into regulars. The third and controversial element is de-selection of custom-
ers; or in other words, starting to lose the customers that do not offer long-term
value in the future. (Anderson & Kerr 2002.) De-selection of customers can be a
difficult point to cover, however it could later not only result in better overall results
for the company while being able to fully commit to a limited scope of clients and
leaving the unprofitable ones out. In addition to that, considering to de-select
one’s customers could potentially help the sales team’s resourcing and workload

issues as well.

In regards to creating a CRM tool in an organisation, Roberts-Phelps (2001, 4)
suggests the following four step scheme:

1. segmentation,

2. analysing current behaviour,

3. developing strategy to achieve target, and
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4. behaviour maintenance.

In the beginning of the process, the organisation should investigate and analyse
the current data; all the systems, information, marketing knowledge and so on. In
the second step, customers are segmented by value and potential value as well
as previous behaviour, which is then compared with patterns and behaviour of
what it is targeted for the future. This is followed by strategy development and
investigating the actual technology available to achieve the anticipated level of
relationship management. In the final stage, the findings are measured and thor-
oughly tested to ensure that the methods will work on a bigger scale. (Roberts-
Phelps 2001, 4-6.)

James & Martini (2012, 123) assert that “the key to effective sales management
through sales process is combining the underlying skills with the process.” When
sales managers take it upon themselves to ensure that their sales team is
equipped to work, manage and finalise sales with the help of the tools in use, the
sales representative is ready to succeed (James & Martini 2012, 123). This is
why leadership ought to arrange regular training and support for their team, and
also ensure the sales team members support their peers as well, instead of heav-
ily competing and working against each other. Lastly, ensuring the discussion
and feedback constantly flows easily from top-down and back up makes sales

employees more committed to the work and the company.

3.2.1 Potential challenges of CRM

It is good to understand that introducing customer relationship tools will not bring
a solution to all the problems: the use has to be carefully planned and monitored
within the organisation. Weinberg (2015, 28) examines this with the question: “is
your CRM working for you or are you working for it?”. There are many cases in
which companies go under the latter category, which can create issues. If sales
managers and personnel start focusing more on merely timely recording their
sales opportunities in the CRM tool instead of doing the actual work, the organi-
sation is fast forwarding to the undesired direction. (Weinberg 2015, 25-28.)
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The traditional way of perceiving a sales process was that sales professionals do
something for the customer, however in today’s technology and vendor-driven
world the emphasis is on doing something to the customer. This is supported by
the fact that the original technology for selling was called SFA, which is short for
Sales Force Automation, whereas today it is called CRM, or Customer Relation-
ship Management. Name is different, but the concept is the same: applying fac-
tory type automation to the sales environment. The emphasis turned to standard-
ising sales processes, which CRM helps to monitor. (James & Martini 2012, 121-
124.) If organisations fail to change their old mindsets in regards to attending to
their customers , it is tough for them to win new clients and retain the old ones.
Customers are knowledgeable and can be quick to change the service provider

if they do not feel valued.

The General Data Protection Regulation, or hereinafter as GDPR, which came
forth in 2018, was a serious wake up call for many companies as they had to start
paying real attention to the condition of their current client register (Holopainen,
2019). One of the obvious challenges with a CRM is to ensure the data there is
up to date. In other words this means to encourage and ensure the employees
record their sales activities in the database instead of falling back into the old
customs of keeping a database in everyone’s own emails. Quality CRM data is
extremely helpful for the entire company, but also helps the organisation to avoid

any GDPR related issues if carefully taken care of.

3.3 Creating and managing a sales culture

There are many strategies and methods for organisations to uncover and put to
use when it comes to sales cultures. Some researchers claim that the key issues
are mainly caused by the lack of training arranged for the sales employees, whilst
others see the main issue within leadership behaviour instead. However, what
can be agreed on is that there are multiple factors which either directly or indi-

rectly have an impact on sales culture.

Weinberg (2015, 5) declares that “Organizations don’t change from the bottom
by improving the skills, techniques, and attitudes of their salespeople. To truly

transform the results and health of an entire sales team, the leader and the culture
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must be transformed.” This is why it is extremely common that the sales issues
are not caused by the sales team, but instead it actually stems from the company
culture and how they are led. (Weinberg 2015, 8-13.) James and Martini (2012,
124) on the other hand, state that creating an organisational culture that encour-
ages creativity is essential for the purpose of establishing a sales culture. This is
due to the fact that selling is consultative and customer-focused and therefore
requires a level of creativity; a day in sales can for instance include building so-
lutions, finding even better ways to serve customers and solving different organ-

isational issues (James and Martini (2012, 124).

In a sustainable and productive sales culture, the focus is on goals and results:
the sales team needs to understand what is expected of them, under what
grounds are they evaluated and what processes there are for monitoring achieve-
ments (Weinberg 2015, 8-13). The sales process needs to be depicted in a clear
and concise manner, which is essential for sales people to succeed in their work.
This not only includes a concrete sales process description, but also clear nu-
meric goals and information on how performance is measured, as well as tools
and processes that are effortless to use. The sales process should be created in
collaboration with the sales team, as if they feel left out of the planning or feel like
the process is not useful, they are not likely to adopt it to use. (Junkkari 2020;
Tracy 2015.) Like mentioned earlier, involving the team members and maintain-
ing a stream of clear and open two-way communication is key; hearing what em-
ployees have to say in terms of goals and performance measurement lead to

better involvement.

Tracy (2015) points out that the top leadership plays a big role in sales perfor-
mance and that there are two qualities that good bosses entail: clarity and con-
sideration to the individuals in your team. In terms of clarity, Tracy (2015) says
that “in my experience, clarity is 95 percent of success, not only in business and
sales, but in life.” Leaders need to consider the management style viable for the
purpose and team. One method is telling, which in other words, is being more
directive and hands-on, while a selling style is where the leader encourages and
persuades the sales team by telling them what they should do and why. Third
method of management is for experienced employees who need little guidance,

and the last one is motivating, in which the leader creates incentives to make
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employees perform at the highest level. (Tracy 2015.) There are of course many
ways to lead and support one’s sales team and it can be difficult in the beginning
to find what is the right choice for a specific group of people, as everyone is indi-
vidual. However, listening to the team, and deciding the best suitable methods

together might just be the key to success.

In relation to clarity and openness of management, Weinberg (2015, 127) lists
that sales managers’ three key tasks include: conducting one-on-one meetings
with sales personnel, leading team meetings, and lastly, working alongside the
sales team by observing and coaching. All the above mentioned tasks contribute
to improving the organisation's sales culture, leading methods, managing the
team as well as the sales process: they assist team managers to get an idea on
the sales team’s activities and whether there is some training or coaching re-
quired to be able to perform even better. The meetings held together with the
entire sales team are critical for building a winning culture, since they foster com-
petition, elaborate vision, enable sharing of best practices, challenges the team
and not only builds trust and relationships among the team members, but also

connects the team in a completely new way. (Weinberg 2015, 128-154.)

James and Martini (2012, 115-126) add that building an effective sales team not
only consists of scientific hiring, training and coaching, but also of effective use
of sales technology and building a culture of innovation and creative leadership.
Consultative and customer-focused methods encourage and increase problem-
solving skills, team work and bring out new means that the sales employees can
serve their customers It can be challenging for the organisations to find the right
employees for the job: the employees who trust and support the leadership, are
well equipped to do the work, know how to utilise the CRM tools and have an
upward career path are more likely to stay in the company for long time. (James
& Martini 2012, 115-126).

After taking a look at the theory behind sales management and creating a sales
culture, it is crucial to point out how enormous change was experienced in 2020-
2021 (when this thesis was conducted) due to the spread of the Covid-19 pan-
demic. Many companies needed to quickly transform from face-to-face sales

meetings to online, regardless of having the technical requirements set up and
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prepared for it, or not. Sales operations faced deep challenges; since spending
had significantly decreased, it inevitably also had an impact on the case com-
pany.The pandemic at the time of this research was still quite a new external
factor, but it is interesting to see what the future will look like for sales and sales

management.
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4 RESEARCH METHODS AND METHODOLOGY

This chapter describes the research methods and methodology, as well as the
process used while conducting this study, followed by data analytics and the as-
pect of research ethics. A case study approach and both qualitative and quanti-
tative methods were chosen for the purpose of this thesis. These are explained
in detail in the following subchapters and the full research methods process is

briefly illustrated in the Figure 9 below.

Case study

Data collection — Data analysis

Categorising &

Qualitative Quantitative organising

Questionnaire + Data extract +
observation observation

Conclusions

FIGURE 9. The research methods and process of this thesis.

4.1 Research methods

As depicted in Figure 9 this research was conducted as a case study and with a
mix of qualitative and quantitative methods. Since case study has proven to be
useful for finding out the narrative behind the results and providing context to
outcome data, it is the approach chosen for this research (Neale, Thapa & Boyce
2006, 4).

Case study method is not only useful when investigating a certain phenomenon
and hoping to gain insight on what happens in a given situation, but also for pin-
pointing the reasons behind a project's success, or what were the challenges and
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difficulties behind it (Farquhar 2012; Neale et al. 2006, 3). Simons (2009, 21) also
states that “Case study is an in-depth exploration from multiple perspectives of
the complexity and uniqueness of a particular project, policy, institution, program

or system in a ‘real life’ context.”

According to Farquhar (2012) there are three different case study designs: single-
case, multiple-case and embedded-research design. The single-case model
simply focuses on one case, whereas the multiple-case design has a more broad
focus as it is used mainly for comparing and contrasting multiple cases and phe-
nomena at the same time. For this study the embedded case study was chosen,
as it allows in-depth research across organisational units and assists in generat-
ing subtle yet rich data that characterises case study research. (Farquhar 2012.)
Due to the size and structure of the case company and since the focus of this
study was the organisational culture change in the aspect of sales and client lead-
ership, the embedded approach was found most suitable. The key is one case in

which multiple research questions are analysed.

The key advantage of case study is that it gives much more detailed information
than other methods can provide and it also allows to demonstrate the complete
story through data collected by using multiple methods. However, most common
difficulties faced with a case study method are the length, lack of rigor and not
being generalizable. Case study is a thorough method with much detailed infor-
mation, so one should be careful not to make it too detailed and secondly, case
studies have been seen as less rigorous than other methods as there is a risk of
bias in findings. This is why it is essential to ensure validity and reliability while
conducting the study. The last most common pitfall is not being able to generalize
one case from another. However, case studies can also be prone to overgener-
alization, which can happen after a few examples are chosen and after that the
researcher assumes without evidence that they are typical of the population. (Far-
quhar 2012; Neale et al. 2006, 4.)
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4.2 Data collection methods

Case studies rely on various methods and sources of information to provide as
complete a picture as possible (Neale et al. 2006, 7). According to Farquhar
(2012) “the strength of case study research is its capability of studying a research
question or problem in depth and in context, therefore the data collection proce-
dures should overall complement this characteristic.” Case study research is of-
ten considered a research strategy that consists of qualitative data, however, var-
ious data collection methods can be utilised in it. There are three suitable data
collection methods for case study research: survey, observation and interview,
all of which can be used quantitatively or qualitatively. (Farquhar 2012.) In this
research the following methods were utilised: a collection and analysis of data
through an employee questionnaire and a comparison of two ERP sales data

extracts, as well as observation.

When using quantitative methods, numerical data is generated and utilised, and
when measuring quantitative data, it is first essential to identify the key attributes
and after that, those are measured against numeric values. Qualitative methods
instead use non-numerical data and methods, such as interviews. Qualitative
data is more suitable for in-depth investigations. (Farquhar 2012; Saunders,
Thornhill & Lewis 2019, 175.)

Case studies typically combine primary and secondary sources of data, which
consist of both qualitative and quantitative data, as indicated in Figure 10. Primary
data is new data that has been collected specifically for the research project and
the goal is to find new information in terms of the research question, whereas
secondary data can consist of existing materials from internal or external data
sources. Primary data techniques are surveys, interviews and observation, each
of which can lead to qualitative and quantitative data collection. While secondary
data sources can for example be meeting minutes, internal reports or external
statistics. (Farquhar 2012.) This research utilises primary sources and both qual-
itative and quantitative data, which are further described in the following subchap-
ters.
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Data Qualitative data sources Quantitative data sources

Primary interviews (face to face, phone, online) survey, observation, experiment
focus groups, participant observation,
diaries

Secondary minutes of meetings, internal reports, spreadsheets, graphs, annual
consultancy reports, market research reports, external statistics, panel
reports, government and EU data data, UK and EU data

FIGURE 10. Qualitative and quantitative data sources for case study research
(Farquhar 2012).

4.2.1 Questionnaire

Questionnaires can be useful when wanting to gather data from 20+ people and
knowing the respondee scope and the questions are straightforward. Most com-
monly used and effective way is to use a self-administered online questionnaire.
(Farquhar 2012.) For this study, primary data was collected through an online
questionnaire using Google Forms. The questionnaire was designed to provide
both qualitative and quantitative data on the matter at hand, which is why the

online question pattern consisted of both open and closed questions.

When planning the use of a questionnaire as part of the data collection, sufficient
amount of time should be left for preparation. When designing a questionnaire,
the researcher should carefully consider who will be able to provide the infor-
mation needed (sampling), whether the questions really answer to the dedicated
research question and in order to get the right kind of data, one should at least

consider testing the survey beforehand. (Farquhar 2012.)

According to Easterby-Smith, Thorpe and Jackson (2008) “the aim of rigorous
sampling is to achieve representativeness and precision”. The scope of the ques-
tionnaire was limited to Salesforce license holders, a total of approximately 600
persons working in the case company in different roles and departments. Em-
ployees without a Salesforce license were left out of the scope due to the fact
that recording sales activities in the CRM tool was not part of their jobs.

The requestees were asked to answer to statements on a Likert scale of 1 t0o 5

(1=strongly disagree, 5=strongly agree), followed by open questions to prompt
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requestees to give more insight to their answers. Likert scale was chosen as it is
especially useful for mapping opinions. (Aaltola & Valli 2018.) The questions were
structured keeping in mind the research question and theoretical framework and
thus, divided into two main categories; sales culture and transformation, and
sales activities and opportunities. The questions are attached to this report in

Appendix 1.

To avoid misunderstandings in terms of the question formats and wording, the
questionnaire was tested by a few employees in advance. This is highly sup-
ported by Farquhar (2012), who states that researcher has only one opportunity
to collect the data, which is why he advises “to test your instrument, first in a pre-
test with informed colleagues and then through a pilot with a small sample of the
population of interest.” This allows to check that the questions are easily under-
standable, bring out needed answers and indicate a good response rate and does
not take too long to complete. (Farquhar 2012.) After the successful testing of the
questionnaire, the questionnaire was finalised and sent out. The respondents

were given two weeks two answer to it.

4.2.2 Data extract

Stewart & Kamins (1993, 3) assert that “an investigation of secondary sources
provides an opportunity to learn what is already known, and what remains to be
learned, about a particular topic”. To reach conclusions, researchers often com-
bine and use several sources to reach conclusions not suggested by any one
source (Stewart & Kamins 1993, 3). In this study two extracts of sales activity
data was run from the ERP system to gain insight on the sales and client leader-
ship change in the case company. The collected data is secondary and of quan-

titative nature.

The data was extracted from the previous and current ERP systems in two sep-
arate sections to be able to compare as well as summarise findings. This was
completed in order to point out whether the case company’s sales culture and
employee behaviour had shown change so far and whether the change project

was on the right track towards a long-lasting organisational culture transfor-
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mation. Stewart & Kamins (1994, 5) support the use of secondary data as a com-
parative tool since it can be very useful in examining differences or trends in be-

tween data.

The first sample data was extracted of the period April-October 2019 and com-
pared with another extract from April-October 2020. The data related to sales
activities of 2019 was taken out from the previous ERP system, while the newer
set of comparison data was run from the new CRM software, Salesforce. The
comparability of the data was carefully considered beforehand since in the previ-
ous ERP only the won sales activities were registered, however, in Salesforce
not only all activities regardless of being won or lost, but also sales meetings and
leads were logged in the system. Therefore, there would be an evident increase
in the registered sales activities when comparing the data between the two differ-

ent ERP systems.

The coronavirus Covid-19’s impact on sales was also taken into account in this
research: instead of researching whether Salesforce has increased sales in the
case company, the increase in the amount of registered activities and change in
the behaviour was investigated. The change in employee behaviour was deter-
mined in terms of who were registering the activities and sales contacts in

Salesforce (license holders or administrative), as opposed to the previous ERP.

4.2.3 Observation

Since the author of this report was working at the case company while conducting
the study, it should be mentioned that observation has in one way or another
impacted this report (even though not used as a primary method). According to
Simons (2009, 55) “observation is present throughout the whole research pro-
cess from the moment you enter the field until you leave.” By observing research-
ers can find norms and values that are part of an organisation’s culture or sub-
culture, and observations can also be of assistance in cross-checking as well as
strengthening the validity of the data obtained through the research (Simons
2009, 55).
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In spite of the author not having a direct link with the transformation project stud-
ied in this research, it is important to understand that personal observation and
already having a deep understanding of the case company’s operations have
evidently had at least an underlying impact on the way this report was constructed
and how the results were interpreted. However, the author did not let her personal
views affect the interpretation of the results, as it is needless to say that those

should always be handled without any personal bias.

4.3 Data analysis

“The first step in any analysis is to put the data into the format that you need to
carry out the procedures of measurement that you have planned”, states Far-
quhar (2012). The data extract from the older ERP was summarised and com-
pared against the newer version of data. The goal was to find change in behaviour
in the use of Salesforce, but also to see whether there were any regional or de-
partment-related differences in the use, or other emerging patterns to point out
(Farquhar 2012).

The data received from the questionnaire was analysed with the help of coding.
The responses were thoroughly investigated, summarised and categorised in
themes in order to dig deep into the research topic. The results of the question-
naire helped to measure the overall success and direction of the transformation
project and also, as stated by Farquhar (2012), highlight relationships between

variables.

4.4 Research ethics

Ethics is not only the current behaviour but also how one should behave when
interacting with people (Simons 2009, 96). Hamilton & Corbett-Whittier (2013, 64-
65) assert that there are two principles that guide ethics: respect and responsibil-
ity; and ethical behaviour is built of honesty, objectivity, carefulness, safety as
well as openness. In the research process this means creating a relationship with
participants that respects human dignity, integrity and creates trust; or in other

words “doing no harm
ing data and reporting. (Simons 2009, 96-97.)

. It is essentially important to keep this in mind while gain-
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It was decided at an early stage of this research that the case company should
remain anonymous, since this study was handling confidential sales data as well
as sensitive information on employee behaviour and company culture. In this
study, the ethical aspects were taken into account while planning, conducting the
questionnaire and also while collecting and reporting the data received. Espe-
cially when hoping to gain useful and truthful data from the questionnaire, it was
ensured and also informed to the respondents that they could not be identified
from the answers received. Therefore, no personal data, such as emails or names
were collected in the questionnaire. The data extract did however contain per-
sonal data, and that is why that data was handled with care and not released to

any party outside than the author and the representative from the commissioning

party.

The scope and research question of this study were carefully discussed with the
commissioning party before commencing the work to ensure that the author was
on the same page with the hoped outcome of the research. Prior to releasing this
report for distribution, the commissioning party reviewed it in order to ensure that
no sensitive data was released. This process is also acknowledged by Hamilton
& Corbett-Whittier (2013, 67), who not only suggest sending out a written pro-
posal and gaining permission to it before any work commences, but also ensuring

that both parties are in agreement with how and where the findings will be shared.

According to Hamilton & Corbett-Whittier (2013, 70) “if you have engaged in re-
search around sensitive topics, you may need to ensure that after the research
has finished, information and other resources are made available to participants.”
It was discussed with the commissioning party whether the summary of the re-
sults of the study would be distributed in the case company. It was evident that
no responses nor any sales data from where employees would be able to identify
their colleagues would be shared, however, it was decided that a summary and
key findings of the study would be disseminated inside the company. This way
employees were able to see that their efforts and opinions have been taken into
account, and based on which the case company had drafted responses for de-

veloping the transformation project’s next steps.
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Since observation was used as one of the secondary research methods, it was
important to ensure that no personal views and opinions would affect the re-
search. No conclusions could be made based on the author’s personal views, but
instead fully based on the facts presented in the data and results. Sanger (1996,
5) states that ‘we look where we expect to find rather than opening ourselves to
any possibility that might turn up’. This refers to the fact that while observing,
researchers should remember to not fall into the trap of simply affirming what was
already known; this is why it is important to not let the previous knowledge over-

rule being open to recognizing the unexpected (Simons 2009, 57).
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5 RESEARCH RESULTS

This chapter covers the results collected during this research using the methods
described in the section. First a short description of the questionnaire details and
demographics are presented, followed by a detailed demonstration of the ques-
tionnaire’s key results and findings, and lastly, the findings of the data extracts
are summarised. The results of both the questionnaire and data extract were an-
alysed and cross examined, resulting in a few key themes that are analysed in

the discussion -section of this thesis.

5.1 Questionnaire findings

A link to the Google Forms questionnaire was sent to approximately 600 employ-
ees (the Salesforce license holders of the case company) and 77 answers were
received, giving it an answer percentage of 13 %. The results were analysed with
the help of the Pivot tool in Excel. It is worthwhile to mention that since 13 % was
a rather low participation rate, the results provided a framework to the momen-

tarily situation, however not a complete picture of the progress.

There were three sections to the questionnaire: 1) demographics, 2) sales culture
and transformation, and 3) sales activities and opportunities. In the demographics
-section the respondents were asked to fill in a few background details considered
useful for this research. These details are further examined in the next subchap-
ter. The questions 1-7 under section “sales culture and transformation” concen-
trated on the aspect of culture transformation and client leadership in terms of
Salesforce, while the questions 8-16 under section three were dedicated to sales
activities and opportunities and the use of Salesforce. The full list of questions

can be found from Appendix 1 of this report.

There were 13 questions or statements, to which the respondents were asked to
answer on the Likert scale of 1 to 5 (1=strongly disagree, 2=disagree, 3=neither
agree nor disagree, 4=agree, 5=strongly agree) and below each of the 13 ques-
tions, there was a non-mandatory open question -field titled "Why/why not?
Please give an example” or similar to encourage the respondents to freely give

their thoughts on the specific question if they wanted to. In addition to that, there
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was one mandatory open question and also a few questions structured in a dif-
ferent manner (these are individually described in the results -section of this par-

agraph), which altogether made 16 questions.

5.1.1 Questionnaire demographics

Demographic questions such as gender, age, location or education, to name a
few, can be used to find trends among respondents and can also help explain
some of the results received (Toor 2020). For the sake of this research, the ques-
tionnaire contained the following demographic questions: role, department, office
location and development goals relating to sales and client leadership. These
factors were considered to best bring out any possible trends and/or distribution

in the data, which would contribute to the analysis of the results.

The majority of the respondents of the questionnaire (91 %) were located in Hel-
sinki and the rest, 9 % in regional offices. The most responses were received
from the department of Helsinki’'s Assurance services (40 %) and Advisory (34
%), followed by Tax & Legal with 13 % and Private Company Services, hereinaf-
ter as PCS (in other words; regional offices) representing a total of 13 per cent of
the responses. To put this to scale, out of the total 600 Salesforce licensees in
the case company, the majority, 84 %, were at the time of the research working
in Helsinki (34 % in Assurance, 29 % in Advisory and 21 % in Tax & Legal) and
16 % in regional offices in Finland (11 % in Assurance, 2 % in Advisory and 3 %

in Tax & Legal). These details are demonstrated in Figure 11.
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Questionnaire responses and Licensees

Licences; 16 %

Licences; 34 %
Responses 15 %

- ] sinki Az C
Responses 40 % Helsinki Assurance

Helsinki Advisory
Responses 13 %

Licences; 21 % Helsinki Tax & Lega

PCS jregional offices)
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FIGURE 11. Questionnaire responses and Licensees.

One of the demographic questions focused on the respondents’ roles; majority
were either Managers (31 %) or Senior Managers (21 %), but there were also
Directors (17 %), Senior Associates (14 %) and Partners (12 %) among answers
as well as a few Associates (2 %) and other roles (3 %) in the mix. Lastly, the
respondents were asked to indicate what kind of personal goals they had relating
to sales and client leadership, a vast majority (91 %) seemed to be aware of them,
while only 9 % stated “N/A /| am not sure”. The reason why this was asked was
that it has been proven by many researchers that in addition to having clear and
concrete goals, employees should understand how those are linked with the or-
ganisational goals and strategy, since that helps the companies to achieve their
objectives and finally, reach desired behaviour (Cameron & Green 2012, 340;
Schein & Schein 2016, 338).

Since the questionnaire was answered by quite a broad spectrum of different
roles and departments, the assumption was made that the results provided a rea-
sonable view of the topic, keeping in mind the low response rate of 13 per cent.
Answers were received from all of the departments and also a satisfying amount
from employees outside of Helsinki, which meant that no certain group or region

was over represented in the results.
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5.1.2 Questionnaire results — sales culture and transformation

The

havi

questions 1-7 concentrated on the employees’ motivation and possible be-

oural change towards a more structured sales and client leadership culture

after the new CRM tool, Salesforce, was adopted to use in the case company.

The

goal of this first set of questions was to, in addition to the key question (Is

the case company on the right track towards successfully changing its organisa-

tional culture?), especially answer the following two research sub-questions of

this

thesis:

Are the employees motivated to use Salesforce and do they support the
organisational culture change?

Is the current organisational culture, leadership and employee behaviour
showing focus towards sales and client leadership since Salesforce was

adopted?

A summary of the numeric results (scale 1-5) of questions 1-6 are represented in

Figure 12, while the results of the open question number 7 are demonstrated at

the end of this chapter.

60 %

Summary - Sales culture and transformation (Questions 1-8)
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FIGURE 12. Summary — Sales culture and transformation (Questions 1-6).
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Question 1

The first question, “it has been clearly communicated to me and | understand why
Salesforce was introduced to use in [the company]”, focused on communication
and understanding the grounds of the culture change. Lewis (2011) calls com-
munication translating, which means implementing “any new tool or technique,
process, or method of doing, from knowledge to practice”. When change is being
implemented, strategic communication practices can help the different stakehold-
ers describe, persuade, guide, resist, and evaluate the new and old practices
(Lewis 2011). On average, the respondents unanimously seemed to have
grasped the key reasons behind the deployment of Salesforce, as shown in Fig-

ure 12; 90 % answered either 4 (agree) or 5 (strongly agree).

Many respondents correctly stated some of the key reasons for the change, such
as better management of sales pipeline and customer relationships, increased
cooperation and transparency. Some also knew to mention that the sales culture
change was linked to the new strategy of the case company, but not that many.
Like already pointed out in the theory section, Katzenbach et al. (2018) asserted,
the business strategy, operation model and culture are in strong coherence: busi-
ness strategy directs the company towards the desired direction, the operating
model represents the plan to reach there and culture is the motivation that guides
and supports these two. When employees thoroughly understand the new stra-
tegic goals and what is expected from them in order to make it happen, they will

be more engaged in bringing the new behaviour and culture forward.

In reference to this, quite a few respondents pointed out in the open comments
that the communication mainly focused on boosting the use of Salesforce, while

the aspect of cultural change was left with very little attention:

More noise about Salesforce, than sales itself (Manager, Tax & Legal).

It was not 100 % clear at the beginning, what happens after the actual im-

plementation of Salesforce. The culture transformation has not had similar

hype than the implementation part. (Senior Manager, Assurance.)
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Covid-19 certainly has impacted the culture part as there is less interaction
in real life. | think enough focus should be put on the culture change as well,

So it's not forgotten. (Senior Manager, Assurance.)

It was left unclear in Assurance on who is using Salesforce, why are we
using it and whose responsibility it is. It would have been easy to communi-
cate this on an engagement level, but | have not heard anything yet. (Man-

ager, Assurance.)

The comments indicated that the communications related to Salesforce imple-
mentation did successfully reach most people, but seemed to lack clear guidance
and systematic approach towards the actual organisational change that the new
CRM tool assisted in bringing forth in the case company. In other words, there
was much more focus on the actual tool, Salesforce, rather than the sales culture
change and strategy linked with it. It was Hofstede et al. (2010, 376), who stated
that it is very common during culture change for the new symbols to attract the
most attention as they are easily visible, however, they only play the most super-
ficial level of culture, and if change does not reach the deeper levels of the culture,
it will all just fade away quickly. Additionally, it was mentioned that there was more
communication prior and during the first steps of the implementation, but was

lacking follow-up efforts later on.

Question 2

The second question “the deployment of Salesforce has made me focus more on
sales and client leadership” resulted in an average score of 3,4 (out of 5), as the
results show in Figure 12. What was noteworthy among the responses was that
65 % of respondents in Assurance chose the grade between 1-3, while Advisory
it was the opposite; 65 % of them chose a grade 4 or 5 and only 35 % chose 1-
3. On the role-level the behavioural change related to sales and client leadership
in Assurance did not reach the same level as it had managed to achieve in Advi-
sory. Manager and Senior Manager -level employees especially had found them-
selves focusing more on sales since the CRM tool was introduced, as 62 % of

them answered between 4-5.
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It became clear from the results that the lack of time in orienting oneself to the
new tool had brought its challenges in, however, on a positive side, some stated
that due to the increased transparency they were able to see their colleagues
closing sales, which inspired them to do the same. Also, the system had in-
creased discipline which had been especially helpful to the leadership and man-

agers to monitor the progress:

Salesforce is a good tool for leading sales and receiving extra information
from clients. However it has brought a lot of extra work regarding opening
the jobs and registering opportunities when there are plenty of projects and
conversations going on. It feels that there is not enough time to report eve-

rything needed in the Salesforce. (Senior Manager, PCS.)

Salesforce has brought two additional aspects 1) | am more precise marking
my efforts and | do look for info from Salesforce prior to meeting 2) This has
enabled Sales Management for the first time in the company history — partly
because | could use Salesforce as a catalyst to demolish the old unstruc-

tured way. (Partner, Advisory.)

Question 3

The respondents’ motivation to change and registering their sales activities and
opportunities in Salesforce was measured in the third question: “| am motivated
to use Salesforce for registering my sales activities and opportunities”. The aver-
age score was 3,6 and results were very divided; only a half of Assurance and
Tax & Legal employees chose to either agree or strongly agree with the state-
ment, while Advisory and PCS showed more motivation with 70 %. Special de-
motivation was indicated by the Managers of Assurance, who gave an average
score of only 2,7. A few respondents from Assurance shared that due to lack of
time to learn how to use the tool and due to the technical difficulties it initially had,
they have remained demotivated and thus, refrained from fully changing their be-

haviour.

More than a few respondents pointed out that this change has resulted in moving
administrative work from one place to another, which has in many cases been

one of central causes of their lack of motivation:
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Salesforce has increased work that was earlier done by the back office and
support personnel. Their expertise is now going to vain, while managers try
to insert information to Salesforce. Client data and creating of opportunities
should remain as the job of the support personnel. Maintaining sales related
information and communication can be the responsibility of the people doing
client-related work. It takes an unreasonable amount of time to set up a

client and opportunity in Salesforce. (Manager, Assurance.)

Creating more mandatory administrative work is not exactly motivating

(Manager, Advisory).

It is very difficult to open clients and jobs in Salesforce, why administrative

work has been dumped on the assurance teams? (Manager, Assurance).

Question 4

The question 4 “| have received enough support and training during deployment
of Salesforce, and | know who | should contact for help”, was asked in order to
find out whether there was something that could have been done differently dur-
ing implementation in terms of coaching and training. The Partners and Directors
among the respondents seemed the most satisfied with the help they had re-
ceived so far; 77 % answered either 4 or 5. Overall, 68 % of respondents were
satisfied with the support and answered to either agree or strongly agree with the
statement above, however there were a few intriguing responses related to the

topic:

Training was given before the launch, but after that there hasn't really been
continuous support for us, but we've mainly tackled all problems ourselves
(Manager, PCS).

Salesforce is a huge investment both in software and training costs. But it

is not a one time investment, it should be continuous. (Manager, PCS.)
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Cannot complain that there would be no support, but still, the support and
training is based on the user manuals that are complicated as the system is

complicated (Senior Manager, Tax & Legal).

Like Tracy (2015) pointed out, continuous coaching and sales management train-
ing should be arranged for sales employees to ensure they keep on the right
track. One of the sales management’s key tasks includes working alongside the
sales team by observing and coaching. This is to find out if for example further
training or support is required for the team to be able to perform even better; when
the sales team is well equipped to work, manage and finalise sales, they are in
for success. (James & Martini 2012, 123; Weinberg 2015, 127.) Also, if employ-
ees feel they are not getting the support they need, it becomes more and more
difficult to change their mindsets and regain their confidence on the new sales

culture later on in the run.

It was a conscious decision by the transformation project leadership that no tra-
ditional classroom training was to be arranged during this sales transformation
project: a coaching network system was created instead, in which each employee
was assigned with a coach. Based on the results it seems that for the most part
it did work and there was a lot of positive feedback on the support received from
coaches, however, continuous support after the implementation was missing as
stated in the few comments above. Furthermore, some respondents stated that
more training would be needed in terms of closing sales, as the support obtained
by the time of the questionnaire was sent had mainly focused on the technical

side:

| feel like we should get more training on sales strategy, tactics, how to close
sales, who to approach in the organisation, etc. | have received none of this;
just the mechanics of the sales process but it doesn't help me close sales. |
have personally received coaching from some seniors which has been ex-
tremely helpful. (Manager, Advisory.)
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Concerning training it was also mentioned by a few respondents that even the
more junior-level employees should be included in the sales management pro-
cess and taught sales-related thinking from early on. Below are a few suggestions

from respondents related to the topic:

| think the Salesforce license should be more freely available to associates,
not only through the exception process as in my case, as it is important to
get used to a new way of working and selling from the start of work in [com-

pany]. (Associate, Tax & Legal.)

Thinking in terms of sales should be integrated as part of the Assurance
training path already starting from A1 level. Of course there can’t be direct
sales targets, but the goal could for example be x amount of leads. (Man-

ager, Assurance.)

It is crucial to develop strategic sales capabilities and provide training so
that the knowledge trickles from partners and directors to more junior level
experts. This probably happens informally to some extent but we absolutely
should receive formal training on this, especially when getting a manager

promotion. (Manager, Advisory.)

Questions 5-6

Questions 5 and 6 “I have noticed a change in the [company] culture in terms of
sales and client leadership since Salesforce was deployed” and “I have noticed
a change in my own ways of working and thinking in terms of sales and client
leadership since Salesforce was deployed” dug deep into the respondents’ expe-
riences of organisational culture change in the case company. As shown in Figure
12, around 40 % of respondents agreed with the statements giving average re-
sponse rates of 3,2 and 3 4.

Respondents from the Advisory department indicated having noticed a slightly
bigger change in their own sales related behaviour, compared to how the entire
company’s culture and behaviour had changed; 54 % answered between 4-5 to
question 5, while 62 % to question 6. PCS respondents also showed a similar

development with 30 % responding between 4-5 to question 5 and 70 % chose
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the grade 4-5 to question 6. Assurance respondents, however, showed an en-
tirely opposite direction; 61 % responded between 1-3 to both questions, which
meant that only 39 % agreed having detected some sales related cultural change

in their own behaviour.

The open comments, however, expressed discrepancies on the topic:

Have not seen any real change in people's or my own sales behaviour (Sen-

ior Manager, Assurance).

Salesforce is used in many team meetings (Senior Manager, Advisory).

Yes, in certain cases | have noticed a change. For example: | have been
contacted by specialists from other business units regarding my clients and
this has been documented in Salesforce and assigned to other specialists

with whom we have contacted the client. (Director, Assurance.)

The results indicate that the sales culture transformation is on the right track,
however, more employees should be involved and contribute to the change for it
to prosper. As advised in the theory part of this research, it is the employees’
genuine emotional engagement that is needed for the change to become rooted
in the company culture (Katzenbach et al. 2018; Schein & Schein 2016, 23-27).
Below are a few direct quotes from the responses related to all employees’ com-

mitment to the change:

Broader usage is still required to get the full benefits. We are headed to the

right direction, however. (Director, Advisory.)

Some have taken an active role, but the majority of the people don't see the
added value and disregard the power of the tool (Senior Associate, Advi-
sory).

Also, the impact that leaders’ engagement and acting as examples has on the
culture change, should not be belittled. Unsupportive leaders can do more harm

than good. Leaders are in a central role during change; employees not only need
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clear and strong change guidance, but also flexibility in case plans need to be
changed on the way (Cameron & Green 2012, 340-341). A few respondents
pointed out that leadership has not always shown the best example through their

actions:

| still feel many people (partners especially) don't register their opportunities
and conversations but instead write emails — the example should come from

the top (Director, Advisory).

Cameron & Green (2012, 338) assert that the key step in their nine themes of
cultural change is to always link it with the organisation’s strategy, since it is the
starting point in determining the areas that need improvement: “People need to
be convinced by a compelling vision rather than compelled in a coercive way.
They need to see the overwhelming logic of the proposed changes. The more
people are drawn towards the vision the better.” The strategy was accurately ex-
pressed as they key driver or culture change among the questionnaire responses,

below is a good quote that summarizes the importance of the topic nicely:

I don't think this is driven by Salesforce, but our Strategy. Salesforce is
needed, I'm not saying that it isn’t, but | don't think it's driving much itself.

(Director, Assurance.)

Question 7

The questionnaire’s section of sales culture and client leadership transformation
was summarised with the following open question: “Overall, how do you feel
about the sales culture transformation at [the company]? Why?”. Plenty of useful
comments were received on the topic and the overall feeling among the respond-
ents was excitement and many mentioned that the start has shown positive re-
sults, however, there is still a long way to go for a more thorough change in cul-

ture.

The case company had not yet been able to fully embrace the sales culture ac-
cording to several respondents; and as mentioned already, many respondents
stated that they had not noticed a change in the organisational sales culture other

than introducing the Salesforce tool for use. In other words, the methods and the



65

tool had so far changed but culture had not. It came clear among the responses
that the employees would like to know more of the sales transformation strategy
itself, as the main focus has been overly focused on the technical aspects of
Salesforce and introducing the tool to use. Below are a few quotes from the re-

sponses received.

| think that the culture is pretty much the same. We got a new tool to register
and follow our sales but that is all for now. Maybe we have recognised that

sales should be followed better and more. (Associate, PCS.)

We really need a CRM and sales oriented culture, but | feel that now we

serve Salesforce not vice versa (Senior Manager, Tax & Legal.)

It's been quite Salesforce-driven, but | would hope that there would be a
more systematic department level "sales transformation strategy and action
plan" which would encompass fully also the "less system-related aspects”
+ really drive harmonization & optimization of sales practices across differ-
ent "dimensions". Or maybe there is and I'm just not aware of it... (Senior

Manager, Advisory.)

The responses indicate the employees concern over the amount of work
Salesforce currently takes. Under the “potential challenges or CRM” section of
this report, the importance of understanding that a CRM tool is not the solution to
all problems, was highlighted. With careful planning however, one can avoid fall-
ing into the troublesome category where the company works for the CRM tool,
instead of the other way around. If sales employees’ main focus becomes to rec-
ord their sales activities instead of performing the work, the company is heading
the wrong way. (Weinberg 2015, 25-28.) To summarise, tools do not change the

culture, it is the people.

As earlier stated in this report by Weinberg (2015, 8-13), in a sustainable and
productive sales culture the focus is on goals and results — once employees un-
derstand their personal goals and how their performance is evaluated and moni-
toring is done, employees perform better. Even though 91 % indicated in the de-

mographics -part of the questionnaire being aware of their personal goals related
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to sales and client leadership, some respondents pointed out in the open com-

ments that there is some dissatisfaction over the topic:

There is still no real focus in Assurance on sales. There are no clear com-
pensation incentives to do this. Yes | do believe that it has an overall impact
but | still feel that people do not think that the compensation is not fair when
you cannot see the direct relationship with your activities. (Director, Assur-

ance.)

The sales targets are very high and we get no guidance as to how to reach
them. The targets are the same for everyone regardless of whether trying
to develop a new service area, or selling an established service that has
already got references etc. This leads to suboptimisation and a short-term
vision, where people have to either sacrifice getting to their targets / reach-
ing anything higher than an impact tier 3-4 or stick to selling the old services.
This is not motivating or conducive to a culture of innovation, which | believe
is in the end crucial to ensuring top talent retention and maintaining [com-

pany] ahead of our clients instead of being reactive. (Manager, Advisory.)

The fifth culture change theme by Cameron & Green (2012, 340) suggested to
build on the old and after that, step into the new: “You will need to retain and build
on the current strengths and ensure that you do not throw the baby out with the
bathwater.” Trompenaars & Hampden-Turner (2020) also presented in their
change framework that the core is to retain the current values and develop them
towards the envisioned future. The similar kind of lack of focus and trying to
change too much at the same time was mentioned by a few respondents. One
Senior Manager from Assurance for example stated “I was excited about
Salesforce but | think that we're trying to do too many things with it.“ The adoption
of the new CRM tool, Salesforce, was itself a big project in terms of getting all
employees accustomed to new processes and ways of working, not forgetting the

adoption of a sales-focused culture, which was also pushed at the same time.

Quite a few respondents stated again that more training and knowledge sharing
would be needed in terms of Salesforce and sales transformation for a better

adoption of the new culture, as seen from the comments below. When employees
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experience success and see the positive results, they tend to internalise new
methods quicker; leaders can do whatever it takes to enable the change, how-
ever, culture change does not happen unless people become satisfied and start
sharing experiences. (Kotter 2012, 166; Schein & Schein 2016, 338-339.)

Assurance would need more guidance and best practices on how to utilize
Salesforce as we are not performing sales activities daily. Also would like to

know how to include younger team members. (Manager, Assurance.)

| think there's still quite a bit of work to be done especially in daily practices
regarding the use of Salesforce. | haven't had personal success stories yet
revolving around the use of Salesforce and it would be interesting to hear

some concrete examples of it. (Senior Associate, Advisory.)

| believe that the benefits of using Salesforce are not known to many, which

hinders the sales culture transformation (Senior Associate, Tax & Legal.)

Lastly, it came through from the results that especially the Assurance employees
had experienced challenges with the sales culture transformation and the use of

the new CRM tool. Below are just a few examples of them.

In my opinion the deployment of Salesforce has not impacted the sales cul-

ture of the regional offices (Manager, Assurance).

| think we are going towards the right direction. One thing that | hope is that
we would not compare the other departments with Assurance as for us Man-
agers-Directors we spend just a very marginal time on sales activities. We
have client relationships that last for decades and the environment is so

different compared to the other departments. (Director, Assurance.)

Slowly but surely. People have a bit of a negative view on sales (in Assur-
ance) and we should see it more as client service and client excellence.

Hoping for more collaboration between departments. (Director, Assurance.)
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5.1.3 Questionnaire results — sales activities and opportunities

The questions 8-16 were dedicated to sales activities and opportunities and the
use of the Salesforce tool. The goal of these questions was to especially focus
on the last sub-research question of this thesis: did the adoption of Salesforce
encourage and increase sales-oriented behaviour in the case company? First
there is a summary of questions 8, 10-11 and 13-16 on the scale of 1-5, as de-
picted in Figure 13 below, and the results of question 9 and 12 are demonstrated

separately later on in this chapter due to different scaling and request nature.

Summary - Sales activities and opportunities
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FIGURE 13. Summary — Sales activities and opportunities (Questions 8, 10-11
and 13-16).

Question 8

The question 8 “| know how to use and | utilise Salesforce for registering my sales
activities and opportunities” reached an average rate of 3,9, which was the high-
est score among the questions of this section of the questionnaire, as drawn in
Figure 13. A total of 59 of the 77 respondents replied that they either agree or

strongly agree with the statement in question 8.

There was no quotable difference across departments; more than 70 % of the
employees in each department (Assurance, Advisory, Tax & Legal and PCS)
agreed with it. Some of the open comments, however, once again (like in question
4’s results) indicated that further training would be needed since the new CRM
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tool is difficult to use. One Manager working in the regional offices said he/she is
still waiting for coaching on the use of the tool, while a Senior Associate from
Advisory was content and seemed to have received enough support and training.
Lack of time to focus on learning the new tool also was mentioned by some of

the respondents mainly from Assurance.

With the guidelines, you can't use the system intuitively, but have to always

be conscious of the risk management and processes (Manager, Advisory).

The user interface is not as intuitive as | thought from a service that costs
so much. Too many irrelevant fields are there that will never be used — or
maybe there needs to be a clearer reasoning for filling out all those fields.

(Senior Associate, Advisory.)

Salesforce is complex and creating routine opportunities takes an excessive

amount of time (Manager, Assurance).

Question 9

The Figure 14 presents a summary of how long it takes for the respondents to
complete different tasks in Salesforce. This question was added to the question-
naire in order to gain data and better understanding on how time consuming the
different tasks actually were; this helped indicate whether there were some areas
which needed special attention or corrective actions from the case company’s

end.

Based on the results, creating a sales-related activity and a client contact were
seen more effortless than creating an opportunity, which seemed to take the most
time according to the respondents: 58 % stated that a contact takes less than 5
minutes to create, while opportunity creation was said by 35 % to take between
5-10 minutes and 30 % responded more than 10 minutes. Creating an account
was not yet performed by many during the time the questionnaire was rolled out,
which is why 42 % answered “N/A (I haven’t done this myself so far)” on it. Op-

portunity creation definitely was considered the most time-consuming, which is a
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good point to further investigate in the case company whether robotics or alter-
native solutions could be developed to support the process in a more efficient

way.

Summary - Time spent on Salesforce features
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FIGURE 14. Summary — Time spent on Salesforce features (Question 9).

Question 10

The 10th question delved into the success of the case company’s sales transfor-
mation project with the question “I have continued using emails instead of
Salesforce chatter for managing my sales activities together with my colleagues”,
which obtained an average score of 3,8. What it meant was that 66 % of the
respondents agreed and had still adhered to old methods, such as sending emails
for managing their sales activities instead of completely switching to Salesforce.
Chatter is a collaboration tool inside Salesforce that users can utilise for instance

for giving a status update on a sales activity or such.

Respondents pointed out that emails and phone calls are still more efficient meth-
ods of reaching their colleagues quickly and also to ensure follow up, as shown
below. Many respondents stated that they tried switching to Salesforce, but their
colleagues’ passiveness towards the change made them in some cases to even

return to their old behaviours as well.
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Easier to reach people by email, since not that many check their daily digest

/ notifications in Salesforce (Senior Associate, Advisory).

Using both in parallel to ensure timely reaction (Director, Assurance).

Other people don't read/notice my chatter messages although | tag them.
Faster to just email instead of send an email saying "go read this in

Salesforce". (Senior Associate, Advisory.)

I'm trying to use chatter as much as possible even though | see that not
everyone else is doing that. Sometimes I'm preferring email if the matter
includes sensitive information that cannot be published in Salesforce (how-
ever, | do recognize that high-level comments could still be booked in
Salesforce). (Manager, PCS.)

A Director from Assurance said it well that the transition towards Salesforce “only
works if everybody spends more time on Salesforce than email”’, which undoubt-
edly relates to the fact that old habits are hard to unlearn. Schein & Schein (2016,
339) asserted that it is common to think the old ways were better and that it is not
worth the trouble to start learning new methods, which is why it would be smart
reserve time for employees to first unlearn the old habits and only after that start

bringing in the new.

Question 11

As presented in Figure 13, half of the respondents (51 %) chose a grade between
1-3 and 49 % between 4-5 to the question number 11 “Registering and managing
my sales activities and opportunities in Salesforce is more efficient as opposed
to how | processed them earlier”. Especially the Partners and Directors were
more satisfied with the tool’s efficiency, since 68 % of them chose either to agree
(grade 4) or strongly agree (grade 5) with the statement above, while Senior As-
sociates and Associates were the least satisfied among the respondents with only

38 % of them choosing the grade 4 or 5.

Based on the results, there is a clear distinction between the respondents who

have seen the efficiencies that the new CRM tool has brought in and between the
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others who have not. Prior to Salesforce, the case company’s administrative per-
sonnel were responsible for registering all opportunities to the previous ERP sys-
tem and there was no CRM system for registering rest of their sales activities,
such as sales meetings or leads at all, so every employee had their own systems
or manners of performing the work (such as excels, emails or similar). This was
a big change especially for the employees who were previously not used to re-
cording their sales activities anywhere or were able to ask assistance from the

administration for the purpose.

Question 12

In the question 12 the respondents were asked to give an overall grade between
1-5 to Salesforce as the tool for managing their sales activities and opportunities.
The results are shown in Figure 15. On average, the respondents scored
Salesforce with the grade 3,4: 6 % were unsatisfied and 10 % considered the tool
to be sufficient, while 25 % said it was satisfactory and 55 % regarded it very
good and lastly, 4 % thought it was an excellent tool for the purpose. Respond-
ents from Advisory and PCS were most satisfied with the tool, as 62 % of Advisory
and 70 % of PCS respondents chose grade 4-5, while Assurance and Tax & Legal
respondents were almost 50-50 divided between being satisfied and not at all

satisfied. There were no differences between respondents’ roles worth mention-

ing.

Overall grade to Salesforce
5 - Excellent: 4 % 1- Unsatisfactory, 6 %

Z - Sufficient, 10 %

3 - Satisfactory, 25%
4 -Very good, 55 % atistactony

FIGURE 15. Overall grade to Salesforce (Question 12).
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Question 13

The question “| regularly maintain my client contacts in Salesforce and feel it is
important to keep them up to date” was dedicated to the management of client
contact data due to the fact that one of the key factors when it comes to CRM, is
ensuring that the past, current and prospective client relationship data is up to
date (Anderson & Kerr 2002; Santos 2019, 132). The average score was 3,2 and

the spread is visible in Figure 13.

In PCS the respondents seemed to really understand the importance of client
data management, as 70 % of them responded either to agree or strongly agree
with the statement. However, the Assurance and Advisory showed an entirely
different trend as only 23 % of Assurance and 38 % of Advisory respondents
chose the score 4 or 5. It was also noteworthy that of Partners and Directors, 77
% said they do not maintain their client contacts regularly and they do not think it
is important to keep them up to date. This re-brings up the question of leading by
example, in which they are in a very crucial role — unsupportive leaders can be
harmful during change. This is why leaders chosen for the task at hand should

always be in line with the target culture (Kotter 2012, 166; Groysberg et al 2018).

The respondents explained that they understand the importance of managing
one’s client contact data, but are either too busy with other work, do not know

how or are not motivated enough to do it:

I know it's important but as | don't see the progress it's not motivating

enough (Director, Advisory).

| think it is very important to have a clear master database for client infor-
mation. | have mostly updated client contacts if | had to create one for an
opportunity but | haven't kept up with the information or checked whether

some information is outdated. (Senior Associate, Advisory.)

No process nor clear guidelines who should do what (Senior Manager, Ad-

visory).
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I’'m not sure what my contacts are and how to see them (Partner, Assur-

ance).

Some also pointed out that they do not know how to do the updates efficiently,
which indicates that further support and sharing of best practices would be
needed to ensure people’s interest towards the use of the tool and into the sales

management practices is not lost:

Requires quite a lot of manual effort. Introhive helps a bit even though it's maybe
not the most self-explanatory tool... Would be great if there could be some more
automation based on LinkedIn, i.e. when a person changes role/company there,
this would automatically trigger some "easy to act on" update suggestion to the
contact owner (which cannot be easily simply skipped...). (Senior Manager, Ad-

visory.)

Question 14

The Figure 13 indicates that 42 % of respondents chose 3 — Neither agree nor
disagree to question 14 “The deployment of Salesforce has helped me increase
cooperation across departments for example by involving my colleagues when
interacting with clients”. The average score to this question was 3,2. The Assur-
ance and Tax Senior Managers and Managers who answered to this question-
naire gave the lowest average score, 2,8, while other roles did not show as much

disagreement with the statement.

According to many of the respondents, openness and cooperation has indeed
increased with the help of Salesforce, and many also have found the data rec-

orded in the tool useful in terms of cooperation with their colleagues:

This is one area that Salesforce has helped tremendously (Director, Advi-

sory).

Easier to see what other departments are up to (Senior Associate, Advi-

sory).
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| feel that the cooperation has increased but | cannot say that it's only be-

cause of Salesforce (Manager, PCS).

There were also more passive comments received on the topic, which very aptly
pointed out that the CRM tool is not the one doing the work and inspiring cooper-
ation, it is the people. A few of these comments are listed below. In reference to
this, it is essential to keep in mind that if sales personnel become more focused
on timely recording their sales opportunities rather than doing the actual work,
the organisation is moving fast towards an undesired direction (Weinberg 2015,
25-28).

Not any essential effects to co-operations (Manager, Assurance).

Salesforce does not engage users (across departments), it just records
them. People and the actual reason for cooperation engage users. (Partner,

Advisory.)

I don't know how Salesforce should support me with this task (Director, Ad-

visory).

My cross departmental co-operation and contacts are not based on an IT

system (Senior Manager, Assurance).

Questions 15-16

The question 15 “Information visible in Salesforce has helped me to have better
conversations with client contacts” received the lowest average grade (3,0)
among questions under the section sales activities and opportunities. As indi-
cated in the spread in Figure 13, 27 % of the respondents chose to either disagree
or strongly disagree with the statement, which indicates the highest dissatisfac-
tion rate of all the questions in the questionnaire. There were no major differences
among the departments, however, Advisory and Tax & Legal indicated an even
bigger dissatisfaction rate: 85 % in Advisory and 80 % in Tax & Legal answered
between 1-3. In addition to that, 80 % of Managers and Senior Managers also
answered between 1-3, while other roles seemed to have found Salesforce

slightly more helpful in maintaining their client conversations.
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As opposed to question 15, the questionnaire’s last statement focused on the
internal collaboration and whether Salesforce has been found helpful in maintain-
ing internal sales related conversations: “Information visible in Salesforce has
helped me to have better conversations internally with colleagues”. While only 23
% of the respondents agreed or strongly agreed that client conversations had
improved due to the data found from Salesforce, 40 % agreed or strongly agreed
that there has been positive advancements over internal conversations. Partners
and Directors, as well as Managers and Senior Managers were slightly more
sceptical; nearly 60 % of respondents in both groups were more likely to disagree

with the statement.

The respondents identified some positive sides that the Salesforce tool has
brought (or would bring) in the case company in terms of increased transparency

and visibility over who is doing what:

Can identify who has recently talked to the client already and see what the

client has been previously interested in (Associate, Tax & Legal).

Yes, because now | know what other departments have done to the client.
Before | didn't know what work other departments had done because the

information never reached me. (Manager, Assurance.)

If the information on meetings and completed procedures is up to date in
Salesforce, you can check there to see where we are at prior to calling the
client. No need to check with the client whether things have proceeded.

(Manager, Assurance.)

Salesforce supports with sales management meetings (Director, Advisory).

Regardless of the positive aspects, many pointed out that there is a lot of poten-
tial, however, much more needs to be done before they are able to get there. Like
the comments below describe, it is apparent that further actions are needed to
ensure that more people start utilising Salesforce for registering their client data.
As mentioned earlier in this report, Baker (2020) and Junkkari (2020) assert that
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one of the key steps in sales management is to timely report one’s sales activities,
since that is what helps identifying critical client information like win rates, aver-

age sales cycles and future prospects.

Salesforce does not yet include so much information that would have helped

me in client conversations (Senior Manager, PCS).

A lot of client contact data is still missing — for example if we want to under-
stand who knows client X in country Z, it's not necessary yet recorded in

Salesforce (Manager, Advisory).

The data is not sufficient yet (Senior Associate, Advisory).

Salesforce is not yet used in a way that it would offer valuable information
(Manager, PCS).

We are still struggling with the Client account team for getting the right data
to see the opportunities, client contacts etc. The dashboards are not good.

(Senior Associate, Advisory.)

5.2 Data extract findings

The main purpose of the data extracts was to help investigate and measure the
current success and direction of the organisational culture change. For this pur-
pose, sales-related data, such as activities and opportunities as well as client
contacts created within the timeframe of April-October 2019 were extracted from
the previous ERP system and compared with a similar extract from April-October
2020 from the new system, Salesforce. Comparing the two sets of data and
cross-checking them against the questionnaire findings helped indicate whether
employees’ behaviour in terms of sales and client leadership is moving towards

the desired direction.

The administrative employees were mainly responsible for registering and main-
taining the sales data in the previous ERP, however, since Salesforce was intro-

duced, the task was moved to the attention of the employees personally involved
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with sales. The employees involved with sales were now responsible for main-
taining their own sales contacts and opportunities themselves. In terms of the
data extracts this meant that there should be clear change in the roles performing
the work. Also, since in the previous ERP only the won activities were registered,
while in Salesforce, all activities regardless of being won or lost, but also sales
meetings and leads were logged in the system. Therefore, there would be an
evident increase in the numeric amount of registered sales activities when com-
paring the data between the two different ERP systems. The findings of the data
extracts are broken down below under three categories: opportunities, contacts

and activities.

Opportunities

In terms of opportunities, it was clear to see a change in behaviour as 100 % of
them were created by administrative personnel in the past, while in Salesforce,
only 15 % and the rest, 85 % were completed by other roles. Figure 16 below
indicates the roles who registered opportunities in Salesforce between April-Oc-
tober 2020. It was noteworthy in the Salesforce data that out of the 1 330 oppor-
tunities created in Assurance, 32 % were created by administrative roles, while
for example in Tax & Legal out of the total of 1 164 opportunities, only 1 % were
created by the administrative employees. This can of course be explained by the
business side differences in practices and through the fact that in Assurance only
Managers and above have a Salesforce license, while in Tax & Legal also Asso-

ciates and Senior Associates are granted licenses to use the tool.

Created opportunities by role in Salesforce

Administrative
15 %

Assodate/Senior
Aszodate

r
5%

Manager/Senior
Manager

43 %

Director/Partner
37T %
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FIGURE 16. Created opportunities by role in Salesforce.

Contacts

When comparing the contact creation data between previous ERP and
Salesforce, it is clear to see that the numbers have increased — only 28 % percent
of administrative personnel had still registered contact data since the adoption of
Salesforce, while before it was as much as 92 %. The breakdown between roles
is demonstrated in Figure 17. During the previous ERP, the creation and mainte-
nance of client contacts were majorly controlled by the administration, as out of
approximately 2 300 contacts created in between April-October 2019 only 8 %
were done by other roles than administrative. However, out of the approximately
3 700 contacts created a year later in Salesforce, administrative personnel were

responsible for only 28 % of them.

Created contacts by role Salesforce vs Previous ERP

100 %o 97 %
90 %
20 %
70 %
&0 %
50 %

Ay o
ry

. 28 %
iy

3% 20 %
20% 10%
10 %2 1% 7% 5%
0% — [ ]

Administr aive AssociEtefSenior Manager/Senior Director/Partner
AseoCigte Manager

m Previous ERP  m Salesforce

FIGURE 17. Created contacts by role Salesforce vs previous ERP.

The biggest change in behaviour in terms of created contacts was found in Advi-
sory, since in the previous ERP administration created 89 % of all of their con-
tacts, while in Salesforce the same figure was only 9 %. Other departments, As-
surance and Tax & Legal, also showed a significant decrease, but not as drasti-
cally as in Advisory; in Assurance 43 % and in Tax & Legal 38 % of contacts were
still created by Administrative roles since Salesforce was taken into use in the

case company.
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Activities

The activities in this context refer for example to registering of sales-related calls,
meetings with clients, emails and advancing sales tasks or other activities relating
to sales. During the previous ERP system it was technically possible, but not that
common (as the system was not meant for it) for employees to register their sales
activities into one place for everyone to see: only nearly 500 of such activities
were registered within April-October 2019, while it increased to around 5 100 ac-
tivities within the timeframe of April-October 2020. Since the previous ERP was
not really set up for sales data management, it is important to underline that the
figures between previous ERP and Salesforce are not comparable, but instead
useful to be utilised for indicating who has been recording the activities in the

system; administration or sales employees.

As shown in Figure 18, the responsibility has clearly moved from the attention of
administration to the other roles. In Advisory and Assurance, Partners or Direc-
tors and Managers or Senior Managers have been more active as around 60-70
% of the activities in those departments were created by them. While in Tax &
Legal, the Manager-levels were responsible for 40 % and Directors or Partners,

54 % of the activities registered in their department.

Activities by role Salesforce vs Previous ERP

&0 %
&0 %
50 %
39 % 40 %
40 %
B
30 % 8%
20 % 15%
10 %
10 % - 6% .
0% [
Administraive Associate/Senior Manager/Senior Director/Partner
Assorciate Manager
m Previous ERP Salesforce

FIGURE 18. Activities by role Salesforce vs previous ERP.



81

6 DISCUSSION

Based on the findings specified in the previous chapter, there were three key
themes that came up as a result of this research: training, goals and compensa-
tions, as well as the fact that people are the ones who change culture, not tools.
A summary of these key themes is detailed in the first subchapter, followed by
the related conclusions and recommendations and finally, suggestions for further

research.

6.1 Key themes

People change culture, not the tool

As suggested by many of the respondents, there indeed was a need for a struc-
tured CRM tool for managing one’s sales data. However, everyone needs to be
involved in advancing the change for it to succeed and to become rooted in the
organisation culture — this was one of the key challenges noted during this re-
search. Infact, it is not the start of the use of the new CRM tool, Salesforce, that

in itself changes the culture, it is the people.

Changing an organisational culture is a challenge that takes thorough planning
and is not something that should be done in a rush, nor without a clear vision.
The questionnaire unfolded that to some extent the respondents seemed to have
been confused about the goals and vision of the culture change, and how it is
linked to the organisation's new strategy. It seems there was a good plan, how-
ever, the communications of it did not seem to completely reach the crowds; em-
ployees were unaware of what was expected from them in terms of assisting the
organisation in reaching its strategic goals related to sales and client leadership.
In other words, the change in culture did not receive the same attention as the
new CRM tool, Salesforce, and its functionalities, did.

In addition to this, the results showed that a better lead by example -methods
would have been needed from the management, as respondents found it demo-
tivating to change their own behaviour when some of their peers were stuck with
old manners and even showed resistance towards change. Like the results of

question 13 indicated, 77 % of Partners and Directors said they do not maintain
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their client contacts regularly and they do not think it is important to keep them up
to date, but interestingly they are usually the ones who have the most relevant
client data to maintain. It was also mentioned that there should have been more
time left for unlearning the old, before being able to completely adapt to the new.
In reference to that, respondents claimed that too many things were tried to be
changed at the same time, which created frustration while trying to absorb too

much at once.

After analysing the data extracts, it was easy to see the drastic increase in ex-
perts’ administrative work; more than 10 000 activities, opportunities and client
data were created by them in the new CRM, which is an enormous increase from
the earlier amount of around 500 from the year before. The new tool meant a
complete change in roles and processes, as what was used to be done by ad-
ministration, had to be done by the experts themselves. Based on the results, this
caused a lack of motivation. Administrative work is something that the experts
have experienced as unmotivational for ages; the common perception is that the
more administrative work there is, the less time there is to do sales and eventually
create revenue for the company. This is something that is very common in many

of the professional organisations, like in the case company as well.

Training

The results of the questionnaire revealed that the employees wanted more fo-
cused training in terms of the CRM tool — training that would better take into ac-
count the differences between the different departments. This was due to the fact
that the support provided previously was found unfair and nonfunctional since
there are differences between the departments in terms of the amounts of clients
and opportunities, as well as the nature of the engagements. More repetition was
also said to be needed to ensure the correct use and interest towards the use of
Salesforce, as that would help increase the shared benéefits.

What also was an interesting point was that the current training had been very
much focused on the technical aspects of the tool, while many expressed that
they would also need training on sales aspects and how to for instance actually
close sales. This kind of training, according to the respondents, would be good to

have starting from earlier stages in one’s career at the case company.
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It was suggested that a Salesforce license and sales training could be granted
more freely also to the junior-level employees, since that would help embed the
new way of working and sales-related thinking and working into the culture from
early on. Respondents especially from Assurance pointed out that due to the na-
ture of the business they are involved in, sales is considered quite a narrow play-
ing field, however, with correct training and creating a sales-focused mindset also
for the junior-level employees, they could be able to better assist bringing the

sales leads into the company’s other departments.

Goals & compensations

The goals and compensations were chosen as one of the key findings of this
research since it came across as being a very burning topic in the case company.
Respondents were stating fairly adamantly that the focus points in relation to
sales and sales goals as well as compensation incentives should be differentiated
across the departments. The fact is that the departments and their businesses
are very different from one another, in which case it would be fair to see differ-

ences in terms of goals and compensation as well.

Respondents also expressed that more efforts would need to be done in order to
attain everyone’s absolute focus towards sales. Lack of clear compensation in-
centives was mentioned as being one of the barriers hindering the change of the
employees’ mindset towards more sales-centered. The bare fact is, as mentioned
earlier in the theory part of this report by Junkkari (2020), that when employees
understand what is expected from them and how performance is measured, they

are more likely to succeed in their work.
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6.2 Conclusions and recommendations

To reach the core of this thesis, how did the findings answer the research ques-

tion and its sub-questions?

Is the case company on the right track towards successfully changing its
organisational culture?

- Are the employees motivated to use Salesforce and do they support the
organisational culture change?

- Is the current organisational culture, leadership and employee behaviour
showing focus towards sales and client leadership since Salesforce was
adopted?

- Did the adoption of Salesforce encourage and increase sales-oriented be-

haviour in the case company?

It is safe to say that even though it was an early stage of the change when this
research was conducted, the case company was progressing towards success-
fully changing its organisational culture. The employees were mainly motivated
and supportive of the change and the behavioural patterns related to recording
of sales activities indicated increase and positive developments; both the general
atmosphere that came across from the questionnaire results and findings from
the data extract indicated an emergence of culture change. However, based on
the key findings presented in the previous chapter, some adjustments would need
to be made to ensure the employees’ continued level of motivation and commit-
ment towards the transformation goals, as well as a deeper understanding of

what is going on in terms of the change.

One of the key findings of this research was that the employees clearly had failed
to fully understand that there even was a culture change going on. Salesforce
received a lot of attention, which was good since it was in a crucial position in
terms of moving towards a sales and client leadership culture, however,
Salesforce is only a tool supporting the change, and does not change anything
on its own. What it did was that it created confusion as many did not understand
the bigger picture behind the use of Salesforce. This again brings out the question

of strategy and how it was communicated to the employees, or as Baker (2020)
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said that it is critical to build a sales process, which follows the set a vision and
strategy, as it keeps the team aligned and working towards the same goals. In-
terestingly 91 % stated in the questionnaire to be aware of their personal sales-

related goals, but in practice it did not seem to be the case.

Many respondents found the current goals and compensations, at least to some
extent, a frustrating and demotivating topic. Which is why it is recommended to
effectively and timely communicate reminders of strategy together with a crystal
clear guidance on the related individual goals and compensations. In other words
it would mean communicating on a very concrete level instead of an abstract high
level, that “this is what we need from you to do to get where we want to be at”
and “this is how your performance will be measured”. Culture and its strong link-
age towards strategy, as well as clear two-communication related to it is not a
thing to be dismissed, with a focus especially on the communication being from
top-down to the other way as well. When processes are created in collaboration
and considering each individual, employees are more likely to adopt it to use
(Junkkari 2020; Tracy 2015). In terms of compensations Schneider (2017) nicely
points out that the fundamentals for successfully adapting to change are to first
create a profit-sharing program of which everyone benefits from if the organisa-
tion succeeds, then implement a system for goal-attainment and lastly, to cele-

brate accomplishments throughout the way.

What also came across from the findings was a method for elevating and main-
taining motivation; arranging more focused sales training for each of the depart-
ments separately. The business-related differences should be better taken into
consideration during the training. Many respondents stated that they needed and
wanted training related to sales and that it would be a good idea to not only add
it among the standard points of the junior employees’ annual training programme,
but also for newly joined employees. Tracy (2015) as well highlights the im-
portance of training by stating that employees are able to keep on the right track

with the help of continuous sales management coaching and training.

In addition to training, the respondents pointed out that useful channels and meth-
ods of sharing success stories and best practices in the use of Salesforce as well

as in sales practices, would be very much needed. When employees are aware
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of the benefits and achievements their peers have reached, their motivation not
only towards the use of Salesforce but also towards the new sales culture, could
grow positively and it would be faster for them to internalise the new. To quote
Schein & Schein (2016, 338-339) “A leader can impose new ways of doing things,
can articulate new goals and means, and can change reward and control sys-
tems, but none of those changes will produce culture change unless the new way
of doing things actually works better and provides the members a new set of
shared experiences that eventually become perceived to be a change in the cul-

ture.”

Involving the junior levels in all sales activities and processes from early on was
also something that was considered beneficial, as it would help build better un-
derstanding of sales topics from early on and eventually, could assist in further
embedding the sales and client leadership culture in the case company. The re-
sults also unveiled that the senior levels would also need training or at least a
gentle reminder in order to be better examples for the juniors. The power of lead-

ing by example should never be underestimated.

The scale of the change was big and a lot to process at one time, however, it
does not mean it was done wrong. As indicated in the results, a big change and
not having enough time to get accustomed to it could risk leaving everyone over-
whelmed and opposed towards changing their behaviour. Changes in organisa-
tions, no matter how big or small, can easily come undone even after years or
effort if the company does not succeed in firmly anchoring the new methods in
the company’s norms and values (Hofstede et al. 2010, 375-377; Kotter 2012,
157). The solution could for example be to take smaller steps at a time and not
being too ambitious with it, as well as actively and timely listening to employees'
concerns and suggestions for improvement, and most importantly, putting them

quickly into use whenever possible.

In reference to this, it ought to be also mentioned that ensuring the current organ-
isational structures, systems and processes actually support the desired culture
is essential, since that significantly helps the adoption of the new culture (Groys-

berg et al 2018). The questionnaire results indicated a confusion in regards to
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this matter and respondents pointed out that since the case company’s depart-
ments and their businesses are very different from each other, why was the
change introduced to everyone without considering these particular differences?
The way the case company employees experienced it was that a certain pre
structured change template was enforced to be put to use everywhere, without
paying enough attention to the dissimilarities. Few examples of how to fix this
would be to effectively collect feedback from all levels of employees and to be
agile in rerouting the change on the way based on the comments and findings

received.

Additionally, the author of this research also wanted to point out after observing
the employees and the general discussion over the change project on the side-
line, that the quality and correctness of the data inserted in Salesforce could suf-
fer if no continuous training and sharing of knowledge and best practices was
arranged and paid more attention to in the future. There was a lot of tacit
knowledge that the administrative personnel knew and shared amongst each
other while doing the work in the previous ERP system. The experts who already
have limited time to complete the tasks, may cut corners simply due to the lack
of time or knowledge, which would in worst case scenario result in poor quality of

data.

Cultural changes always require a psychologically painful period of unlearning
the old, before being able to fully embrace the new (Schein & Schein 2016, 339).
Since the culture transformation in the case company was rather in its baby steps
while this research was conducted, it was noticeable that the psychologically
painful period was afoot at the time. Respondents declared that too many things
were tried to be changed at the same time — the culture, the tools and processes,
the people doing the work and so forth. More administrative work was now
pushed to the experts’ table and they did not seem too excited about it. Culture

change is definitely a project that can easily fail.
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6.3 Suggestions for further research

As mentioned earlier in this report, conducting a comprehensive research on cul-
ture change can take years and years, which is why it was not possible to study
a complete culture change while the new CRM tool was just recently adopted to
use. However, this research provided a good starting point to further investiga-
tions of culture change on a larger scale in the future. Since this research gave
information on the current success of the transformation project in the case com-
pany, it would be interesting to conduct another touch point within a couple years

to see whether the change has actually succeeded or not.

Additionally, it would be great to find out the entire company’s sentiment and point
of view on the culture transformation, as inevitably in a company of more than a
thousand employees the change has had some either direct or indirect impact on
their role or ways of working, regardless of working with sales directly or not. This
research was limited to investigating the sales culture transformation, which is
why the questionnaire was sent to the experts who work with sales, while the
administration and junior-level roles were completely scoped out. Especially the
administrative personnel would most probably have quite a good insight on the

topic, since it impacted their roles and ways of working quite drastically as well.

At the time of this research, the Covid-19 pandemic was changing the world quite
drastically, therefore it would be worthwhile to study how it had changed the man-
agement of company cultures. Many companies quickly had to adapt to remote
working, which brought challenges to companies where the culture is very much
focused on face-to-face collaboration. How did it impact the culture? What does
the leadership have to do differently to reach the employees and ensure they are

doing well?

Lastly, it would be really interesting to be able to investigate during culture change
that does the new accomplished culture really match with the ideal and do all the
employees in different roles and functions agree with and understand it. Subcul-
tures are also an intriguing topic; some of the dominant subcultures can over-
power even the dominant key cultures, so how can the company recognise and

maintain them? There are also other interesting aspects of transformation that
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could be looked further into; communications, leadership performance during
change, change resistance, project management, what drives change motivation,

just to mention a few examples. There are endless options.
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APPENDICES

Appendix 1. Questionnaire.

Salesforce survey 16.-30.11.2020

This survey is a part of a Master's Thesis research conducted for [the company]
in the aspect of sales and client leadership transformation. The results are used
for investigating organisational culture transformation, but also for gaining useful
insights on the current status and success in introducing Salesforce at [the com-

pany].

There are three sections to this survey: 1) background information, 2) sales cul-
ture and transformation, and 3) sales activities and opportunities.

Your answer and feedback is extremely valuable, so please take a moment to
answer this survey. All answers will be handled anonymously. The survey is
open until 30 November 2020.

A big thank you in advance for your time!

Grade

Partner

Director

Senior Manager
Manager

Senior Associate
Associate

Other

Nookowh=

Line of Service
1. Assurance

2. Tax & Legal
3. Advisory
4. PCS

Office location
1. Helsinki
2. Hameenlinna
3. Jyvaskyla
4. Kuopio
5. Lahti
6. Lappeenranta
7. Maarianhamina
8. Oulu
9. Rovaniemi
10. Seinajoki
11.Tampere
12. Turku

13.Vaasa
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I have following yearly goals relating to sales and client leadership (you
can choose more than 1)

Client revenue target

Business unit / team revenue target

Personal revenue target

Participating in a certain number of offers

Developing an integrated solution

Developing a focus account

N/A /| am not sure

Nookwh=

Sales culture and transformation

This section covers a few questions dedicated to sales culture and transfor-
mation at [the company]. In this section we want you to focus on the aspect of
culture transformation and client leadership in terms of the Salesforce tool.

Please answer the questions below truthfully and provide examples. Your an-
swers and feedback are extremely valuable and will be handled anonymously.

1. It has been clearly communicated to me and | understand why
Salesforce was introduced to use in [the company]
i.  Strongly disagree
i. Disagree
iii.  Neither agree nor disagree
iv. Agree
v.  Strongly agree

Why? What do you assume were the reasons behind it? (open question)

2. The deployment of Salesforce has made me focus more on sales and cli-
ent leadership
i.  Strongly disagree
i. Disagree
iii.  Neither agree nor disagree
iv. Agree
v.  Strongly agree

Why/why not? Please give an example (open question)

3. | am motivated to use Salesforce for registering my sales activities and
opportunities
i. Strongly disagree
ii. Disagree
iii.  Neither agree nor disagree
iv. Agree
v.  Strongly agree

Why/why not? Please give an example (open question)
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4. | have received enough support and training during deployment of
Salesforce, and | know who | should contact for help
i.  Strongly disagree
ii. Disagree
iii.  Neither agree nor disagree
iv. Agree
v. Strongly agree

Why/why not? Please give an example (open question)

5. | have noticed a change in [the company] culture in terms of sales and
client leadership since Salesforce was deployed
i.  Strongly disagree
i. Disagree
iii.  Neither agree nor disagree
iv. Agree
v.  Strongly agree

How? Please give an example (open question)

6. | have noticed a change in my own ways of working and thinking in terms
of sales and client leadership since Salesforce was deployed
i.  Strongly disagree
ii. Disagree
iii.  Neither agree nor disagree
iv. Agree
v. Strongly agree

How? Please give an example (open question)

7. Overall, how do you feel about the sales culture transformation at [the
company]? Why?

Sales activities and opportunities
This section covers a few questions dedicated to sales activities and opportuni-
ties and we want you to focus on your use of Salesforce tool.

Please answer the questions below truthfully and provide examples. Your an-
swers and feedback are extremely valuable and will be handled anonymously.

8. | know how to use and | utilise Salesforce for registering my sales activi-
ties and opportunities
i.  Strongly disagree
i. Disagree
iii.  Neither agree nor disagree
iv. Agree
v. Strongly agree

Why/why not? (open question)
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9. Please estimate how long it take for you to

. Create an opportunity in Salesforce

e Less than 5 minutes

e 5-10 minutes

e More than 10 minutes

¢ N/A (I haven’t done this myself so far)

2. Create a sales activity (e.g. a client meeting) in Salesforce

e Less than 5 minutes

e 5-10 minutes

e More than 10 minutes

¢ N/A (I haven’t done this myself so far)

3. Create a client contact in Salesforce

e Less than 5 minutes

e 5-10 minutes

e More than 10 minutes

¢ N/A (I haven’t done this myself so far)

4. Create an account (i.e. client) in Salesforce

e Less than 5 minutes

e 5-10 minutes

e More than 10 minutes

¢ N/A (I haven’t done this myself so far)

10. | have continued using emails instead of Salesforce chatter for managing
my sales activities together with my colleagues

i.

ii.
iii.
iv.
V.

Strongly disagree
Disagree

Neither agree nor disagree
Agree

Strongly agree

Please explain in a few words why (open question)

11. Registering and managing my sales activities and opportunities in
Salesforce is more efficient as opposed to how | processed them earlier

i.
ii.
iii.
iv.
V.

Strongly disagree
Disagree

Neither agree nor disagree
Agree

Strongly agree

Why/why not? Please give an example (open question)

12. Please give an overall grade between 1-5 to Salesforce as the tool for
managing your sales activities and opportunities



13. | regularly maintain my client contacts in Salesforce and feel it is im-
portant to keep them up to date

i.  Strongly disagree

i.

ii.

iv.

V.

Why/why not? (open question)

Unsatisfactory

Sufficient

Satisfactory

Very good
Excellent

Disagree

Neither agree nor disagree

Agree

Strongly agree
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14. The deployment of Salesforce has helped me increase xLoS cooperation
e.g. by involving my [company] colleagues when interacting with clients

i.
ii.
iii.
iv.
V.

Why/why not? Please give an example (open question)

Strongly disagree

Disagree

Neither agree nor disagree

Agree

Strongly agree

15. Information visible in Salesforce has helped me to have better conversa-

tions with client contacts

i.  Strongly disagree
ii.
iii.
iv.
V.

Why/why not? Please give an example (open question)

Disagree

Neither agree nor disagree

Agree

Strongly agree

16. Information visible in Salesforce has helped me to have better conversa-

tions internally with colleagues

i.  Strongly disagree
i.
ii.
iv.
V.

Why/why not? Please give an example (open question)

Open for further comments/feedback e.g. regarding sales culture transfor-
mation, sales activities or Salesforce. The floor is yours:

Disagree

Neither agree nor disagree

Agree

Strongly agree
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