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on tutkittu, mutta ainoastaan vähän projektiympäristössä sen epäj atkuvuuksineen, 
ainutlaatuisuuksineen ja kompleksisuuksineen. Tämä tutkimus osaltaan vie sitä tutkimusaluetta 
eteenpäin identifioimalla organisaatiojärjestelyjä myynti-toteutusprojektirajapinnan organisoimiseen; 
löytämällä tekijöitä jotka vaikuttavat organisoimiseen sekä kartoittamalla mahdollisuudet standardoida 
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1. Introduction
The global organization poses many challenges to its managers, one of which is to 

integrate the differentiated, geographically dispersed parts of the organization to work 

towards the goal of the whole organization. When this integration challenge is placed 

into a project context an even more delicate problem is created, due to the uniqueness, 

complexity and discontinuity by definition included in projects.

There are studies on integration in multinational organizations; [see e.g. Egelhoff, 1988] 

however, they are mainly conducted in companies with continuous operations and not in 

a project context. Studies bridging project marketing and execution are scarce [Cova and 

Salle, 2005], Thus, this study hopes to bring new insights into how integration over the 

interface between project marketing and execution in a global project environment can 

be achieved.

In this research I choose to approach the project marketing-execution interface by taking 

an information-processing perspective [Galbraith, 1974], The empirical data stems from 

the subunit EFFESS of the global project supplier Automation Company (AC). The 

challenges pointed out by the management there show that the project marketing- 

execution challenge is interesting not only from a theoretical point of view, but also as a 

real concern for the managers of a business with globally dispersed sales units and more 

centralized units providing project quotation support and execution.

1.1. Objectives of the research and research questions

1.1.1. Definition of the project marketing-execution interface

Organizing the interface between project marketing and project execution in a global 

organization is a challenge of integration between different departments in different 

countries, which in practice concerns acquiring the right information and knowledge and 

communicating it to the right parties at the right time. Particularly it is about processing 

the information from the customer, the own accumulated knowledge and possible new
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data into a competitive offering, a quotation. If the contract is won, the quotation and 

contract information is processed further into specifications for manufacturing and the 

end result is a project product, which is delivered to the client.

The interface between project marketing and project execution is here studied through 

the interface between a single sales project and its following execution project. It is an 

interface between individuals through the roles and responsibilities they have and the 

tasks they perform in the project. People belonging to the marketing or sales office 

represent project marketing. Individuals from the project execution unit represent project 

execution. These individuals interact with each other during both the sales and the 

execution project, which again leads to questions on how to organize these persons, the 

responsibilities for tasks and decisions and communication between the actors etc. in 

order to manage the whole project process effectively.

It should be noted that the line between what tasks the individuals mentioned above 

perform is not so clear-cut. E.g. the project executors can play an important role in 

project marketing with regard to coming projects by delivering an excellent project 

product. Therefore, this definition of project marketing and execution should not be 

mixed with the project phases with similar names (sales project, execution project).

1.1.2. Objectives

This research aims at clarifying which organizational arrangements are effective in the 

interface between project marketing and execution in projects of global organizations. 

With an organizational arrangement I here mean how the responsibilities for tasks and 

decisions are distributed between a sales project team and the respective execution 

project team and which individual roles these teams include. It also consists of how the 

individuals communicate in order to transfer knowledge from execution to the sales 

project as well as project specific information from the sales project to the execution 

project. An arrangement in the interface is effective when it enables for the needed 

information to be processed and transferred as well as for maintaining and fostering the 

relationship with the customer.
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The effective organizational arrangements are expected to be different in different 

projects and therefore another objective is to find the factors that affect the organizing of 

the project marketing-execution interface so that these can be taken into account in the 

decision making at EFFESS.

As EFFESS uses a common process model for their project, a third objective is to find 

out to what extent the organizing of the interface can be standardized throughout a 
global organization.

By involving relevant persons at EFFESS in the research process as well as by 

communicating the findings to relevant actors in the organization the study aims at 

increasing trust between the individuals in the project unit at EFFESS and the sales 

offices of EFFESS. This, together with a better understanding of the current ways of 

action, enhances cooperation and improves overall efficiency and so improves 

EFFESS’s possibilities to deliver successful projects.

1.1.3. Research questions

The research objectives are approached through the research questions below. The 

research questions are addressed by focusing on the effectiveness of interface 
management.

The main question of this research can be formulated in the following.

How to manage the interface between project marketing and project 

execution in a globally dispersed organization effectively?

However, this question considers a wide scope and this study cannot encompass the 

whole of it in one bite. Therefore, I answer to it by answering three sub questions.

Managing the interface effectively is considered to consist of managing the transfer of 

project information from the sales team to the execution team as well as managing the 

relationship with the customer. The problem in the interface situation is that the 

knowledge about the project first exists among the persons involved in the sales project 

and then has to be transferred to the execution project team. Additionally, due to the
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discontinuity by definition included in project marketing, there are challenges in 

preserving the relationship with the customer throughout the whole project process. 

There is also the aspect of how to maintain clarity in responsibilities for client contact 

when different teams are involved. This gives the first sub question.

Ql. Which are the effective organizational arrangements for managing the 

interface?

The effective organizing of the interface is anticipated to be dependent on different 

situational and project-specific factors. Through the second sub question I dig into these 

factors.

Q2. Which factors affect the organizing of the interface?

The last sub-question approaches the challenge and possibility of using standardized 

organizing of the project marketing-execution interface.

Q3. If organizing of single projects is standardized, what could this 

standardization be like and how effective is this organizational arrangement 

for managing the interface in individual projects?

1.2. Research method
This research was conducted as a qualitative, comparative case study. Data for the 

research was gathered both from literature and from three EFFESS delivery projects. 

This chapter gives a rough picture of how the data was collected and analyzed. A more 

detailed description of the empirical methods can be found in the beginning of chapter 4.

1.2.1. Theoretical basis and analysis

I choose to base this study on contingency theory [Lawrence and Lorsch, 1967] using 

the information processing perspective [Galbraith, 1974; Daft and Lengel, 1986]. These 

authors do not put the information processing perspective into a project context so I here 

apply it in the context of global project suppliers and, more specifically, to the interface 

between project marketing and execution. I support this application by project marketing
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[Cova and Salle, 2005, Skaates and Tikkanen 2003; Mandjåk and Veres, 1998]], project 

management [Turner, 1999; Artto, Kujala and Martinsuo, 2006] and project business 

literature [Artto and Wikström, 2005], Additionally, there are strong similarities between 

headquarters-subsidiary relations in a multinational corporation (MNC) and the relations 

between the globally dispersed sales offices and the more centralized project unit at 

EFFESS. Therefore literature on headquarters-subsidiary management in multinational 

corporations is brought up [Ghoshal and Nohria, 1989; Nohria and Ghoshal, 1994].

The literature review and analysis end up in a framework for factors affecting the 

organizational arrangement of the interface as well as suggestions for organizational 

arrangements to be used under certain circumstances. The empirical analysis is then 

based on this framework.

1.2.2. Empirical data collection

The empirical study is based primarily on three sales project-execution project 

interfaces, which I call the case projects. Though, some empirical data about the 

organizing of the project marketing-execution interface at a more general level was also 

collected. The empirical data of this study was gathered mainly through interviews, but 

also by studying project specific documentation and the documentation regarding the 

process model for projects in the EFFESS Intranet. Additionally an interactive workshop 

session was held with the EFFESS project unit management team in order to verify the 

factors affecting the organizing as well as the organizational arrangements.

A retrospective approach

In this study the empirical data was collected mainly retrospectively because of practical 

constraints. It was not possible to wait for suitable case projects to appear, as it was 

difficult to estimate when the ongoing sales projects would, if at all, end up in execution 

projects. Therefore case projects that were already in the execution phase were selected. 

Since most of the project phases that are at focus in this study had already passed, most 

of the data was collected retrospectively. Because the early phases of the case projects 

already had elapsed the respondents are thought to be able to be quite objective with
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regard to them. However, it is recognized that they might be subjective for example 

when it comes to explaining their own part in successes and failures in the project. An 

advantage of the retrospective approach is that the whole picture of the interface 

between the sales and execution project is clear and that the outcome of the initial 

project phases is known.

The retrospective approach introduces the risk that people might have forgotten things 

because they happened a relatively long time ago. The respondents also have many 

projects going on at the same time, which might lead to that they remember things from 

some other project. I took this into account by selecting the case projects among the 

projects, which had been sold quite recently in order to ensure that the persons involved 

would remember the details.

Selection of case projects

In order to get a broad view of the interface between project marketing and project 

execution, the case projects were selected from sales offices in different countries. 

Additionally, as there was thought to be differences between different kinds of projects, 

two of the projects were selected from the E&HC industry and one from the P&P 

industry. The case projects were also selected based on the suggestions made by 

EFFESS management regarding where they had experienced problems and where the 

project had gone well. The above mentioned reasons resulted in the following three 

projects being selected: Kappa, Gamma and Theta. The two E&HC projects are Kappa 

and Gamma, while the Theta project is conducted in the P&P industry. The geographical 

dispersion of the project can be seen in Figure 1. The case projects are elaborated in 

more detail in chapter 4.
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Kappa final 
destination of 
delivery (IRN)

Theta sales office 
and project team 
locations (FIN)

Gamma project 
team location 
(FIN)

Theta final 
destination of
delivery (IND)

--------

Kappa 
project team 
location (UK)

Kappa sales 
office location 
(FRA)

Gamma sales 
office location 
(ITA)

Gamma final 
destination of 
delivery (ARE)

Figure 1. The geographical locations of the case project sales offices, execution project teams and

final destinations of the deliveries.

1.2.3. Empirical Analysis

The empirical analysis consists of two parts. First the empirical data is merely presented 

as descriptions of the case projects. This presentation was made by reading through the 

transcribed interviews with the case project people and extracting the data related to the 

case projects. Also visualizations of the case projects were used to help in understanding 

the projects. These case project presentations give a picture of the present state at 

EFFESS, which is one of the objectives of this study. The presentation contains a 

description of each case project and the individuals involved in it, their responsibilities 

and connections with each other. Each project is then analyzed based on the framework 

developed from literature and the integrating mechanisms as well as the reasons for 

choosing them are identified.

A cross-case analysis is performed over all three case projects. The cross-case analysis 

compares the organizational arrangements in the different projects as well as the reasons
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for choosing those arrangements. Based on that analysis a discussion is conducted to 

evaluate which organizational arrangements are suitable where and when. This then 

gives hints whether an arrangement is suitable for standardization or if it is project or 

context specific.

1.3. Scope of the study
Projects are a common form to conduct business today and they come in many shapes 

and sizes. There are investment projects and delivery projects, which can be further 

categorized into partial projects, turn-key projects and turn-key plus projects. In this 

study I focus on multinational organizations serving as project suppliers for partial 

delivery projects. The project product delivered by these project suppliers is part of a 

larger project (e.g. a power plant or factory) which is managed by the contractor and 

delivered to an end customer. A simple case describing the organizations involved can 

be seen in Figure 2. There might also be several contractors delivering parts of the whole 

facility to the end customer.

End customer

Contractor

Project 
supplier C

Project 
supplier A

Project 
supplier B

Figure 2. Supply chain structure for large industry projects.

The integration challenge addressed in this study exists at the level of departments. 

However, in this study I look at it through single projects. Additionally the research is 

restricted to the following project phases in the EFFESS process model for projects: 

quotation preparation (from receiving the enquiry), negotiations, finalizing of the 

contract, and execution until the commissioning begins (Figure 3).
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Scope of this study

Sales work 
independent of 

any project

Sales project Execution project

Quotation
preparation

Negotiations Finalize
contract

Definition Implementation Commissioning

L i

Enquiry Contract signed

Figure 3. Project phases that belong to the scope of this study, based on the EFFESS project model. 

This timely scope is chosen as most of the interface between project marketing and 

execution in a single project happens during these phases. Additionally, the empirical 

case projects restricted the study to comprise these phases, as they had not progressed 

further at the time of the study.

This research also concentrates on the organizing of the project marketing-execution 

interface in single projects; although it is acknowledged that there exists an interface 

between project marketing and project execution continuously during and between 

projects.

This study does not take into account how the common process model for projects at 

EFFESS was made nor introduced, even though this might have an impact on its 

acceptance. However, the model was introduced so many years ago that it should be of 

minor importance today.

1.4. Definitions and abbreviations

AC

EFFESS

E&HC

Equivocality

Automation Company 

Automation Company subunit 

Energy and hydrocarbon

Equivocality refers to the ambiguity and confusion that exists in 

decision making. Not to be confused with uncertainty.

Markus Lampenius, 2006 9



Execution project The phases of the project during which the definitions are made, 

the work is implemented and the final product is commissioned 

to the customer/end-user.

Execution (project) team

LNG

The organizational formation that is responsible for performing

the execution project work.

Liquid Natural Gas

MNC Multinational Corporation

Organizational arrangement

An organizational arrangement consists of the assignment of

PE

people to temporary or permanent organizations. It includes the

roles of these people and the assigning of tasks to them. It also

includes the mechanisms for integrating between the different

organizations.

Project engineer, a member of the execution project team.

PM Execution project manager

P&P Pulp and paper

QE Project quotation engineer, who organizationally belongs to the 

project unit. The QE gives technical support during the sales

project.

Sales project The work done to achieve an order for a certain project. It starts

with the reception of an enquiry en ends either when the contract

is signed with the customer or when the customer informs that he

has chosen another supplier.

Sales team The temporary organization responsible for the sales project.

SM Sales manager or sales person
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Uncertainty Uncertainty is the lack of answers to explicit questions. Not to be

confused with equivocality.

1.5. About this study and document
This Master’s thesis is conducted as a part of the Global Project Strategies-research 

project (GPS), which is a joint research effort of Helsinki University of Technology, 

Helsinki School of Economics and VTT Technical Research Centre of Finland. This 

study positions in a part of GPS carried out for the Finnish automation equipment 

supplier AC.

This study is structured as follows. In the first chapter a background to the research is 

given, after which the objectives, the research questions and the research methods are 

presented. The chapter is concluded by a list of abbreviations and definitions as well as 

this presentation of the structure of the study. The second chapter is a review of 

literature together with an analysis. The third chapter first presents the empirical 

methods in more detail. After that comes a presentation of the organization studied, of 

the process model for projects it use as well as of the case projects. The fourth chapter 

includes a cross-case analysis of the three case projects. Chapter five combines the 

theory developed in chapter two with the empirical findings. Chapter six summarizes the 

conclusions of the study as well as presents managerial and theoretical implications.
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2. The interface between project marketing and project 

execution

This chapter first presents the two research disciplines of project marketing and project 

management. Short introductions to the literature available on both project marketing 

and project management are given. After that the project process and the interface 

between project marketing and project execution during the project process are 

presented.

2.1. The research disciplines of project marketing and project 
management

Project management and project marketing have developed as two separate research 

disciplines. Project Management has been studied for many years and there is an 

extensive body of knowledge focusing on the management of individual projects (e.g. 

PMBoK, 1996). This literature concentrates on managing certain parts of a single 

project: the scope, the schedule, the organization etc and not until recently project 

management has been put in a business perspective. The interested reader is advised to 

look at e.g. Morris and Pinto [2004] for a collection of articles concerning the 

management of projects. Artto and Wikström [2005] again give a thorough review as 

well as a definition of project business.

Project marketing is quite new as a research topic (see e.g. Skaates and Tikkanen [2003] 

for a thorough review) and there is only little research to bridge the two disciplines of 

project marketing and project management [Cova and Salle, 2005], In the same way as 

there is friction between the departments of project marketing and executing there is 

“competition” between the two research fields. Should project management be seen as 

part of a broader project marketing or vice versa? This study does not make a standpoint 

for neither of the alternatives, but it is important to notice that the practitioners in the 

companies probably belong more to either the project marketing or project management 

school depending on their education and background and the department they belong to.
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This in tum affects whether they are likely to emphasize technical matters or customer 

relations in the projects.

2.2. The project process
One way to illustrate the interface between project marketing and project execution is by 

their processes. The six phases of a project: search, preparation, bidding, negotiation, 

implementation, transition were first described by Holstius [1987] and later by Cova and 

Holstius [1993]. Project marketing concentrates on the first four phases, while project 

management concerns the implementation and transition phases. Although the research 

discipline of project marketing research recognizes the implementation project after the 

marketing effort and project management literature knows that there exists a marketing 

and sales process before the execution begins, there is only little written on the actual 

interface between the two processes. When conducting the literature review I did 

searches with keywords (project, marketing, sales, execution, and implementation) in 

databases (ProQuest [ProQuest], ScienceDirect [ScienceDirect] and JSTOR [JSTOR]) 

with relevant journals and the result was that not much has been written explicitly on 

how to organize the project marketing-execution interface.

Some scarce evidence was found, but mainly the researcher’s have stayed in their own 

discipline. For example Cova, Ghauri and Salle [2002, p. 53], in their textbook on 

project marketing, describe the transition of the project from marketing to execution 

with the sentence: “The contract is then handed over to designers and engineers so that 

they can plan, design and start work on the project”. This is only one piece of evidence 

of how project marketing literature does not give very much advice about how to 

organize the interface between project marketing and project execution. Similarly 

traditional project management literature does not mostly take project marketing into 

account, as it mainly focuses on the management of single projects [Cova and Salle, 

2005].

However, when it comes to recent literature on project business some advice on how to 

organize the project marketing-execution interface can be found. The new textbook of
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Artto, Martinsuo and Kujala [2006] takes a project business view on project 

management and includes among others a whole chapter for project marketing. They 

present some thoughts about how to manage the interface between project marketing and 

execution.

Project marketing

Preparing 

to quote

Quotation

preparation

Negotiations 

and contract

Execution project

Figure 4. Project marketing and project execution can be performed in parallel [Artto, Martinsuo 

and Kujala, 2006].

Artto et al. [ibid, p. 101] state that the sales and execution project can be made in 

parallel. They also note that coordination and cooperation between the two processes is 

needed (see Figure 4). Many important decisions, which have implications for later 

phases, are made during the marketing and sales phase [ibid, p. 55],

2.2.1. The sales project

The sales project is a cooperative effort executed by a sales team lead by a responsible 

sales project manager. The team consists of persons with the required competencies 

from the whole organization. Roles in the sales team are commonly: sales project 

manager, sales managers, quotation engineer, (preliminary appointed) project manager, 

product specialists. The size of the sales team is adjusted according to the size of the 

project and in small projects the same individual can fulfill several roles. The contact 

with the client is important during the sales project and Artto et al. point out that the 

persons chosen to interact with the client should be matched with the persons interacting
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from the client’s side (structural isomorphism), [ibid, p. 93-94] The more confident one 

is to get the deal, the earlier more resources can be tied to the project.

Artto et al. [ibid, p. 90-91] state that the project must be properly transferred from the 

marketing team to the execution team. The project manager does not have all 

information even if he participated in the sales phase. The sales project manager is 

responsible to transfer all necessary information to the project manager (explicit 

documents and tacit knowledge).

2.2.2. The execution project

The planning of the execution project is often lead by the project manager or the person 

thought to be project manager, with other people involved as required. For example 

there can be a sales person or customer responsible (Key Account Manager) taking care 

of the customer together with the project manager. The planning of the execution project 

can be made in parallel with project marketing and rough planning is actually started 

already during the sales project as part of the quotation, [ibid.] One question which 

arises is if the people from the sales department should do the planning during the 

quotation stage themselves, if there should be centralized quotation support or if 

someone from the execution project team should be involved. The answer largely 

depends on the level of technical detail that is required as well as the complexity of the 

solution.

In general it can be said that the clearer the responsibilities are distributed the better. At 

least the responsibility distribution should be agreed among the project team members 

[ibid.]. For example responsibility charts can be used [Turner, 1999].

Summing the above up, I can conclude that there are some pieces of advice for 

organizing the interface between project marketing and project management can be 

found in the literature about project marketing, project management and project 

business. However, now I move over to organizational theory and see what it suggests 

regarding the organizing of the interface.
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3. Organizing the project marketing-project execution 

interface - an information processing perspective
The effective organizing of the project marketing-execution interface is a challenge of 

interdepartmental integration. There have only been few attempts to bridge the gap 

between project marketing and project management [Cova and Salle, 2005] so this study 

serves an obvious need. I could have chosen to base the research on other studies of 

interdepartmental integration, from for example the operations management field (see 

e.g. Shapiro, 1977). However, in this research I choose a contingency theory approach 

and an information processing perspective [Bums and Stalker, 1961; Lawrence and 

Lorsch, 1967; Galbraith, 1974; Daft and Lengel, 1986; Egelhoff, 1988; Van de Ven, 

Delbecq and Koenig, 1976] to address the challenge of organizing the interface between 

project marketing and project execution effectively. Egelhoff [1988] used the 

information processing perspective when studying the organizing of the multinational 

enterprise so it should be applicable in this kind of setting.

The contingency approach suggests that different organizational arrangements should be 

applied for different technologies and in different environments [Lawrence and Lorsch, 

1967]. The approach of this literature study is therefore also well suited for studying the 

possibility of standardization of the interface organizing.

In order to take the challenge of managing the relation between globally dispersed 

subsidiaries and headquarters in a multinational corporation into account I dig into the 

work of Ghoshal and Nohria [Ghoshal and Nohria, 1989; Nohria and Ghoshal, 1994].

In the following sections, I first recognize the need for different organizational stmctures 

in different environments and situations. I then examine five sources of information 

processing (technology, interdepartmental relation, environment, subsidiary resources 

and customer relationship) and which requirements they put on the organizational 

arrangements in the interface context. Thereafter, sources providing information 

processing capacity are presented. Finally the sources of information processing
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requirements and capacity are brought together into a framework, which is then put into 

the context of the project marketing-execution interface.

3.1. Definitions
Uncertainty is a central concept in the information processing perspective. Daft and 

Lengel [1986] present three sources of uncertainty: technology, interdepartmental 

relations and the environment, which all are of relevance in this study. Daft and Lengel 

also contend that uncertainty alone is not enough to determine the amount and kind of 

information processing capacity needed. They stress that also equivocality should be 

taken in as a second factor influencing information processing. While uncertainty is the 

lack of answers to explicit questions, equivocality refers to the ambiguity and confusion 

that exists in decision making. Their proposition is that uncertainty can be reduced by 

adding more information into the process. Equivocality is reduced by structural 

mechanisms that enable debate and clarification rather than provide a larger amount of 

data.

This study uses the term organizational arrangement as defined earlier in chapter 1.1.2, 

although organizational theorists use the term organizational structure (see e.g. Hatch, 

1997, p. 161). I feel that for most of the people who will read this thesis the term 

organizational arrangement is easier to understand, because it emphasizes an active role 

of arranging instead of the structure which can easily be seen to be more passive and 

stable.

3.2. One superior way to organize does not exist
For a long time most scholars in line with classical business theory thought that there 

was one superior way of organizing the company to reach optimal performance. This 

belongs to what organization theorists call the Classical School [Hatch, 1997]. 

According to it, when the one superior way to organize was found, it would apply for all 

organizations in all kind of environments. That this might not be the case was 

recognized more widely in the 1960s when the contingency theory broke through. At
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that time among others Lawrence and Lorsch [1967] presented their famous research. 

They were among the first to take a contingency perspective on organizational design 

when they argued that if high performance is to be achieved, firms should be organized 

in different ways depending on the requirements of the environment.

Lawrence and Lorsch [ibid] made an extensive research, in which they studied high and 

low performing companies in three different industries: the plastics industry 

characterized by rapid technological, scientific and market change; a segment of the 

food industry characterized by slower growth and scientific development than the 

plastics industry; and the container industry, which was seen to be stable. They managed 

to show that organizations in fact differ based on in what kind of environment they are 

in, and that the high-performing organizations have a fit between the requirements of the 

environment and the degree of differentiation enabling the organization to cope with the 

environmental requirements.

Lawrence and Lorsch [1967] present three reasons for why functional differentiation 

occurs in organizations. One is the degree of certainty, which they split certainty into 

techno-economic, market and science certainty. The higher the uncertainty the more 

differentiation is needed. Another factor is goal orientation. If one objective is dominant, 

then that can be a reason for lower differentiation, since all functions are concerned with 

it and thus handle it in the same manner. The last reason is time orientation. Some 

functional departments are working with longer term feedback, while others get 

feedback more immediately. These together affect how differentiated an organization is 

and thus suggests which organizational arrangements should be adopted for integration.

Lawrence and Lorsch [1967] were the first to relate functional differentiation to the 

problems it induces in integration between departments. They found that integration is 

more difficult the more differentiated the organization is. As they say there is a built in 

conflict of interests. E.g. the sales man wants to sell to a lower price to be able to sell 

more and get his bonuses, while the plant manager wants a higher internal price to allow 

for higher production costs. However, the problem is not always as clear as this.
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In a project context the demands expressed by the customer are likely to change during 

the individual sales process. In addition, the network of customers, end-users, 

subcontractors etc differs from project to project and so the project marketing-execution 

interface calls for flexibility in the integration process. In an international environment 

there are some additional aspects and it is generally more difficult to achieve integration 

[Stopford and Wells, 1972 according to Cray, 1984], There are differences in legislation 

between the host and the home country and the subsidiaries must also be differentiated 

to such an extent that they can confront the local markets, culture and customs. These 

properties of the subsidiary together with the challenges from the unique project process 

must then be put in a stmcture providing the best possible contribution to the MNC as a 

whole [Wilkins, 1974 according to Cray, 1984],

The integration binding together the differentiated parts of the organization can take 

many forms like cross-functional teams, rules and procedures, IT-systems, integrators 

etc [Galbraith, 1974, Daft and Lengel, 1986]. The goal is to make the different parts of 

the organization to work together to achieve the goals of the entire corporation. In the 

next section I will look at integration from an information processing perspective.

3.3. The information processing perspective
Galbraith [1974] presents the integration of subtasks into the completion of a global task 

as the problem of organization design. He takes an information processing perspective 

towards integration when trying to solve that problem. A basic proposition in the 

information processing perspective is that the information processing capacity of the 

organizational arrangements should fit the information processing requirements, which 

in turn depend on the uncertainty and equivocality of the information at hand [Galbraith, 

1974; Daft and Lengel 1986].

Daft and Lengel [1986] studied the organizational information processing requirements 

and their relation to structural design. The contribution of Daft and Lengel [1986] is that 

they split the need for processing information into two. The one is that information must 

be processed in order to reduce uncertainty. This is done by increasing the amount of
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information. The other is that information is processed because of the need to reduce 

equivocality. This again is done by applying appropriate structural mechanisms that 

provide rich media. In the following section I will examine five sources of uncertainty 

and equivocality or, in other words, information processing requirements.

3.4. Sources of information processing requirements

In this section I present five sources of information processing requirements. Three of 

the sources stem from the work of Daft and Lengel [1986]. They present three sources of 

information processing: technology, interdepartmental relations and environment. In 

order to take the aspects of the relations between dispersed subsidiaries and more 

centralized units into account I have the fourth source, which is the subsidiary resources 

[based on Ghoshal and Nohria, 1989; Nohria and Ghoshal, 1994], And finally, because 

the relationship with the customer is emphasized in project marketing it is handled as a 

separate source, even though it also could be seen as a part of the environment.

3.4.1. Technology

Daft and Lengel [1986] describe technology as “the knowledge, tools and techniques 

used to transform inputs into organizational outputs”. This definition of technology is 

close to what organization theorists call core technology [Hatch, 1997, p. 131]. Daft and 

Lengel [1986] explain technology by presenting it along two axes (Figure 5) building on 

the model by Perrow [1967]. These axes are task analyzability and task variety.

Task analyzability stands for the way persons react when problems occur. If a task is 

analyzable there is a clear, objective procedure to follow. If the task is less analyzable, 

there is no such clear procedure, but people rely on experience and own judgment. Task 

variety concerns the number of unanticipated and novel events during the conversion 

process. When variety is high it means that the persons involved do not know what will 

happen or which problems there will be before they occur. [Daft and Lengel, 1986]
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Unanalyzable

ANALYZABILITY

Analyzable

Craft technology

Structure
- Rich media to resolve 

unanalyzable issues
- Small amount of 

information

Routine technology

Structure
- Media of low richness
- Small amount of 

information

Nonroutine technology

Structure
- Rich media to resolve 

unanalyzable issues
- Large amount of 

information to handle 
exceptions

Structure
- Media of low richness
- Large amount of 

information to handle 
frequent exceptions

Engineering technology

Low VARIETY High

Figure 5. Relationship of department technology with structure and information required for task 

accomplishment [Daft and Lengel, 1986].

If I placed projects in the Daft and Lengel [1986] framework, they would probably occur 

most in the nonroutine technology square. However, in this study I scale the framework 

so that the lowest variety is the lowest variety that occurs in projects and likewise the 

highest variety is the highest variety in projects. The same is done for analyzability. This 

means I get a narrower framework, which is covers the range of projects having different 

technologies. At the same time as I scale the framework, I note that the differences 

between the categories become smaller and that they might not be of as significant 

importance as in the original framework.

By using the scaled framework I can sort project marketing-project execution interfaces 

according to the technology in the interface and get different kind of solutions for 

organizing the structure depending on the technology.
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3.4.2. Interdepartmental relations

Interdepartmental relations were suggested already by Galbraith [1974], though he calls 

them lateral information processing. The two dimensions of interdepartmental relations 

used by Daft and Lengel [1986] are differentiation and interdependence (Figure 6).

Differentiation was elaborated earlier and is about that each department develops its own 

functional specialization, time horizon, goals, frame of reference and jargon [Daft and 

Lengel, 1986]. People in different departments also have different thought worlds 

[Dougherty, 1992] These combined with different experiences, cognitive elements and 

national cultures of people makes interdepartmental communications complex, 

ambiguous and difficult to interpret [Daft and Lengel, 1986, based on Allen and Cohen, 

1969 and Gruber, Ponsgen and Prakke, 1974]. The differentiation is related to 

equivocality and therefore the structural elements should provide conflict confrontation 

and resolution devices as well as mechanisms for sorting out misunderstandings [Daft 

and Lengel, 1986].

Uncertainty is related to the strength of interdependence, the rate to which departments 

are dependent on each other [Thompson, 1967]. Higher interdependence means more 

uncertainty since the actions of one department might implicate a need for adaptation in 

other departments. Lower interdependence means more stability, autonomy and higher 

certainty. [Van de Yen et al., 1976; Daft and Lengel 1986]
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High

DIFFERENCE

Structure
- Rich media to resolve 

differences
- Small amount of 

information

Structure
- Rich media to resolve 

differences
- Large amount of 

information to handle 
interdependence

BETWEEN
DEPARTMENTS Structure Structure

- Media of lower richness - Media of lower
- Small amount of richness

information - Large amount of

Low information to handle 
interdependence

Low INTERDEPENDENCE High
BETWEEN 

DEPARTMENTS

Figure 6. Relationship of interdepartmental characteristics with structure and information required 

for coordination [Daft and Lengel, 1986].

3.4.3. Environment

Daft and Lengel’s third source of information processing, i.e. uncertainty and 

equivocality is the environment (Figure 7). I here choose to exclude the customer 

relationship from the environment and treat it as a separate source of information 

processing requirements.

The equivocality with regard to the environment stems from “the analyzability of cause- 

effect relationships in the external environment”. If the analyzability is high managers 

can rely on sufficient amounts of information when making decisions. And 

correspondingly, when the analyzability is low managers must confront and discuss the 

questions that arise and come to a common understanding and interpretation. [Daft and 

Lengel, 1986]

Organizations can be either active or passive data collectors. In hostile environments the 

incentives for gathering data about the environment are higher. In more stable
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environments with less competition there is more certainty and the need to collect data is 

lower. [Daft and Lengel, 1986] However, if the organization has a central role in the 

business network it might get quite a deal of useful information without specifically 

searching for it.

Unanalyzable

CAUSE-EFFECT

Structure
- Rich media to resolve 

equivocal cues
- Small amount of 

information

Structure
- Rich media to resolve 

equivocal cues
- Large amount of 

information to reduce 
uncertainty

RELATIONSHIPS
ANALYZABILITY Structure Structure

- Media of lower richness - Media of lower
- Small amount of richness

information - Large amount of

Analvzable

information to reduce 
uncertainty

Low ORGANIZATIONAL High
INTRUSIVENESS

Figure 7. Relationship of environmental characteristics with structure and information required for 

scanning and interpretation [Daft and Lengel, 1986].

3.4.4. Subsidiary resources - an MNC headquarters-subsidiary 

perspective to the project marketing-execution interface

I have now elaborated three sources of information processing requirements and 

continue with the multinational headquarters-subsidiary perspective of the project 

marketing-execution interface. Integrating in a multinational company differs from 

integration in a mono-national company in that the integration takes place also over 

national borders. In addition to the challenges normally present in integration, I here face 

the challenges of different cultures, languages, time zones etc. The relationship between 

project execution and the sales offices is not purely a headquarters-subsidiary 

relationship, but is a relationship between a central support function and a globally 

distributed function. However, the integration over that interface is seen to resemble the
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integration between subsidiaries and headquarters in an MNC to such an extent that 

literature from that field can be used.

In their research Ghoshal and Nohria [1989] conducted a survey on 618 headquarters- 

subsidiary relations in 66 of the largest European and North American MNCs. The 

resources of the MNC are scarce and different integrative processes have different costs 

so it is necessary to choose an effective combination of integrative structure depending 

on the context. Ghoshal and Nohria [1989] differentiated the headquarters-subsidiary 

relationships on two dimensions: the complexity of the environment and the amount of 

resources of the subsidiary and managed to show that certain integrative structures were 

connected to certain amounts of environmental complexity and levels of resources in the 

subsidiary. They make the notation that it is also possible that the context might be a 

product of the structure and not vice versa [Bartlett and Ghoshal, 1986 according to 

Ghoshal and Nohria, 1989]. However, they found support for the structure “fits” 

presented in Figure 8. I already assessed the environment, but the local subsidiary 

resources is a new factor. The Ghoshal and Nohria [1989] matrix suggests that the MNC 

should adopt different kinds of centralization and formalization strategies depending on 

both the value of the relationships of the subsidiary and the complexity of the subsidiary 

environment. In their words there should be a differentiated fit, preferably 

complemented with the shared values [Nohria and Ghoshal, 1994], which are presented 

in subsection 3.5.3.

Nohria and Ghoshal also found in their empirical study that for multinational 

corporations it seems that differentiating the structure of the relationships between 

subsidiaries and headquarters not only improves the performance of the subsidiary but 

also of the MNC as a whole. However, they state that the costs of achieving that state 

must be compared to the benefits. [Nohria and Ghoshal, 1994]
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High Centralization: Moderate Centralization: Low

Formalization: Low Formalization: Moderate

Environmental

Complexity

Centralization: High Centralization: Low

Low
Formalization: Low Formalization: High

Low High
Local subsidiary Resources

Figure 8. Structure and context framework for headquarters-subsidiary relations [Nohria and 

Ghoshal, 1994],

3.4.5. The perspective of customer relationship

Project marketing emphasizes the customer relationship and I therefore lift it up as an 

information processing requirements-source of its own, instead of merely including it in 

the environment-source. The customer must be cared of in order to succeed in business 

and it is especially important and challenging in the discontinuous project business. 

[Skaates, Tikkanen and Lindblom, 2002] and thus it plays an important role in the 

interface between project marketing and project execution. I return to this in the 

conclusions of the literature analysis section.

3.5. Sources of information processing capacity

According to the information processing perspective the information processing 

requirements should be met by a corresponding information processing capacity of the 

organization. Different mechanisms of integration and coordination provide different 

information processing capacities and I now present integrating mechanisms with rising 

information processing capacity.

Galbraith [1974] presents three mechanisms for integration and Daft and Lengel [1986] 

(Figure 9) give seven structural mechanisms with differing information processing
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capacities. Additionally, Ghoshal and Nohria [1989] present three ways of organizing 

the headquarters-subsidiary relationship. All these organizational arrangements are 

presented in Table 1 to show that similarities exist between them. How they are related 

to each other is elaborated in the subsections below.

Table 1. There are similarities between the integrating mechanisms of Galbraith [1974], Daft and 

Lengel’s [1986] structural mechanisms and Ghoshal and Nohria’s [1989] structural elements of

headquarters-subsidiary relations.

Galbraith’s integrating
mechanisms

Daft and Lengel’s structural 
mechanisms for information 
processing

Ghoshal and Nohria’s 
structural elements of 
headquarters-subsidiary 
relations

Coordination by rules or programs Rules and regulations
Formal information system

Formalization

Coordination through hierarchy Special reports
Direct contact

Centralization

Coordination by targets or goals Planning Normative integration
Integrator
Group meetings

3.5.1. Coordination by rules or programs

The first of Galbraith’s mechanisms is coordination by rules or programs. This 

mechanism was identified already by March and Simon [1958] and suits predictable, 

routine tasks. The activities specified are performed without inter-unit communication. 

This mechanism is also suggested by Daft and Lengel [1986] and it has the lowest 

information processing capacity. [Galbraith, 1974] Also the formal information systems 

presented by Daft and Lengel [1986] are similar to this category of coordination 

mechanisms.

Close to coordination by rules or programs is formalization, which Ghoshal and Nohria 

[1989] suggest as one way of organizing the headquarters-subsidiary relationship in 

MNCs. They present the thoughts of Nelson and Winter [Nelson and Winter, 1982] and 

interpret formalization as “the routinization of decision-making and resource allocation. 

Agarwal [1999] says that formalization means that rules and procedures are applied and 

controlled to ensure all staff works in the same way.

Formalization might create inertia, which constrains rapid adaptation to changing 

environmental demands [Hannan and Freeman, 1977 according to Ghoshal and Nohria,
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1989], Ghoshal and Nohria [1989] found empirically that formalization was high also in 

more complex situations, which was against what they had expected. They conclude that 

a possible reason is that also autonomous behavior and innovation must be executed 

within a structured context [Burgelman, 1983, according to Ghoshal and Nohria, 1989],

Agarwal [1999] studied the impact of formalization on sales persons and found that it is 

in conflict with the sales persons’ desire for autonomy. This causes a decline in sales 

persons’ organizational commitment as well as higher role ambiguity and role conflict 

for the sales persons. Agarwal shows that choosing the output-based control strategy 

(see section 3.5.3) reduces the role ambiguity and increases organizational commitment. 

The process-based strategy did not be seen to have any significant impact on role 

ambiguity, role conflict or organizational commitment.

3.5.2. Coordination through hierarchy

The second coordination mechanism presented by Galbraith is coordination through 

hierarchy. This mechanism provides information processing capacity for handling the 

situations, which are not specified in the rules and programs. Exceptions are transferred 

up the hierarchy until the level where the global information exists and the decision can 

be made. [Galbraith, 1974] These exceptions can take for example the form of the direct 

contact or special reports suggested by Daft and Lengel [1986] as a means of 

information processing. However, this approach is not suitable when the amount of 

exceptions grow too large, because then the hierarchy becomes overloaded [Galbraith, 

1974],

Related to coordination through hierarchy is centralization, which is a fundamental 

concept in the headquarters-subsidiary relationship research. It is the mechanism to 

govern a hierarchically organized decision-making process. Egelhoff [1988, p. 129] 

provides an extensive review of the studies on the subject. If the number of exceptions is 

low centralization can be used, but if the number of exceptions is high the centralized 

unit will become overloaded and thus decentralization is preferable.
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Centralization is the least expensive approach to integration. It is easy to institutionalize, 

but requires continuous administrative attention. [Ghoshal and Nohria, 1989] A 

disadvantage of it is that the decisions made are done based on the knowledge in the 

headquarters not taking full advantage of the know-how in the subsidiaries. It suits 

situations where data can be formalized and quantifiable. If the data is qualitative and 

ambiguous the decisions should be brought down to the level where the information is. 

[Galbraith, 1974] For example complexity or heterogeneity among subsidiaries is a 

reason not to centralize, because in those cases the hierarchy would easily be overloaded 

with information [Egelhoff, 1988].

3.5.3. Coordination by targets or goals

The third alternative presented by Galbraith is coordination by targets or goals and it 

was also recognized by March and Simon [1958]. In this approach no specific actions 

are developed, but goals are set, which lead the different parts of the organization 

towards the same ultimate target. Plans are made to reduce the need for communication 

between units as long as the plans are followed [Daft and Lengel, 1986]. The critical 

factor is to be able to set the right sub goals. This mechanism has the highest information 

processing capacity of the three presented by Galbraith [1974],

Coordination by targets or goals is comparable to normative integration. Through 

normative integration it is possible to reach consensus and shared values [Van Maanen 

and Schein, 1979 according to Ghoshal and Nohria, 1989]. Ouchi [1980] presents the 

idea that the goals of the subsidiary and the headquarters should be combined to a 

common, shared goal in order to facilitate cooperation and participative decision 
making.

Normative integration is the most expensive approach. It involves a great deal of 

investment in reaching the state with shared values and also in keeping that state. It is 

advantageous compared to the other approaches enabling pooling of resources and 

competencies and thus allows for harnessing the benefits from the complementarities in 

those competencies. [Ghoshal and Nohria, 1989]
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Nohria and Ghoshal [1994] suggest the headquarters-subsidiary relation to be managed 

by what they call ‘shared values’. They base it on the idea presented by Parsons 

[Parsons, 1956 according to Nohria and Ghoshal, 1994] and it means that the 

headquarters and the subsidiaries develop common values and interests, which guide 

their activities.

The shared values-approach is a normative integration process. Shared values increase 

the probability that different subsidiaries will work towards the same goal even if there 

are no formal guidelines or control [Chakravarthy and Lorange, 1989 according to 

Nohria and Ghoshal, 1994], However, the shared values approach does not mean that 

there is no hierarchy or any bureaucratic elements to govern headquarters-subsidiary 

relationships. It only implies that the emphasis is put on the shared values. Nohria and 

Ghoshal present empirical evidence that the performance of firms adopting both 

differentiated fit and shared values is significantly better than the performance of firms 

in the other three categories (high differentiated fit, low shared values; low differentiated 

fit, high shared values; low differentiated fit, low shared values). [Nohria and Ghoshal, 

1994]

The shared values can be built by focusing on selection, training and rotation of 

managers [Edstrom and Galbraith, 1977 according to Nohria and Ghoshal, 1994]. Also 

open communication between headquarters and subsidiaries as well as between the 

subsidiaries is essential [Martinez and Jarillo, 1989; Bartlett and Ghoshal, 1989 

according to Nohria and Ghoshal, 1994],

3.5.4. Integrators and group meetings

Daft and Lengel [1986] additionally present two structural mechanisms that cannot be fit 

into the three coordination mechanisms presented Galbraith [1974], These are 

integrators and group meetings. An integrator represents an assignment of an individual 

to a position where boundaries are crossed. Group meetings are among the best 

arrangement for reducing equivocality. [Daft and Lengel, 1986] They include teams, 

task forces and committees [Galbraith 1974; Van de Yen et al., 1976]. Group meetings
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are good for overcoming differences and building understanding as well as agreement 

[Daft and Lengel, 1986] and are frequently used in projects.

3.5.5. Uncertainty or equivocality reduction

Galbraith [1974] base his reasoning on that the more uncertainty there is, the more 

information must be processed in order to execute the task properly. Daft and Lengel 

[1986] explicitly separate the need to reduce uncertainty by adding more information 

from the need to reduce equivocality by applying rich media mechanisms. In Figure 9 

the seven structural mechanisms of Daft and Lengel [ibid.] are presented. The figure 

illustrates that the different mechanisms reduce both uncertainty and equivocality, 

although some are more focused at reducing either one.

Group meetings and integrators are among the best to reduce equivocality, while rules, 

regulations and formal information systems are the preferable choices for handling 

uncertainty. Special reports, planning and direct contact can serve as both rich media and 

uncertainty reducers to about the same degree.

Structure facilitates Structure facilitates
less rich, impersonal media rich, personal media

Rules and 
regulations

Formal
information

system Special reports Planning Direct contact Integrator
Group

meetings

Equivocality reduction 
(Clarify, reach agreement, 
decide which questions to ask)Uncertainty reduction 

(Obtain additional data, seek 
answers to explicit questions)

Figure 9. Information role of structural characteristics for reducing equivocality or uncertainty 

[Daft and Lengel, 1986].
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3.6. Conclusions of the literature analysis
In the two previous sections, 3.4 and 3.5 I elaborated five sources of information 

processing requirements and a set of integration mechanisms providing information 

processing capacity for meeting those requirements. The literature analysis is now 

concluded by first summarizing those sources as well as the integrating mechanisms in a 

framework originally developed by Tushman and Nadler [1978]. Thereafter, I round up 

by putting the sources of information processing requirements and the integrating 

mechanisms into the context of the project marketing-execution interface.

3.6.1. Fitting the information processing capacity to the 

requirements - a framework

Daft and Lengel [1986, originally from Tushman and Nadler, 1978] present a framework 

for describing the fit between information processing requirements and capacity. I now 

widen their framework by putting all the sources of information processing requirements 

and capacity into it (see Figure 10).

The idea of the framework is that the integrating mechanisms should provide the 

information processing capacity that is required by the technology, the interdepartmental 

relations, the environment, the subsidiary resources and the customer relationship. 

Effectiveness is achieved when there is a fit between the requirements and the capacity 

to reduce uncertainty and equivocality. This means that there should be organizational 

arrangements that provide a sufficient amount and richness of information [Daft and 

Lengel, 1986]. In the next section I elaborate what this means in a project context.
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Figure 10. Summary of the information processing requirements and integrating mechanisms 

(organizational arrangements) of the project marketing-execution interface [based on Daft and 

Lengel, 1986, originally from Tushman and Nadler, 1978].

3.6.2. Applying the framework in a project marketing-execution 

interface context

Except for the subsection on customer relationships the works referred above in sections 

3.4 and 3.5 were not specifically in a project context. In this section I one by one address 

the sources of information processing as well as the integration mechanisms in a project 

context.

Sources of information processing requirements

The sources of information processing are the factors affecting the organizing of the 

interface. Depending on the sources present the interface between project marketing and 

execution should be organized differently so that the fit suggested by the developed 

framework can be achieved. I now address each source of information processing 

requirement as interpreted in the interface context.
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Technology

Depending on the project product there need to be different amounts of information and 

rich media mechanisms. A highly specified, but explicitly expressed project product asks 

for more information, while a tacit product that is not clearly defined suggests that more 

rich media mechanisms are used. The same can be said about the project process. If the 

project follows a previously defined process, one can probably rely more on 

information, while if the process is novel there is a greater need for rich media.

Interdepartmental relations

The interdependence between project marketing and project execution is quite high. 

Easily one thinks that the dependence goes only in the same direction as the project 

moves, i.e. is sequential [Thompson, 1967], which means that the execution has to adapt 

to what is decided in the marketing phase. This is true; however, there is also a loop 

back since the marketing and sales of future projects is dependent on the success of 

previous deliveries (e.g. Artto, Kujala and Martinsuo, 2006, p 355). For example, if a 

customer conceives he got a good project, he will more likely order the next project 

from the same supplier. Therefore it should be in the interest of project marketing to do 

what they can to ensure not only a successful sales project, but also a smooth execution 

project. All in all, I end up with a situation in which both project marketing and project 

execution are dependent on each other to quite an amount. This means that the interface 

between project marketing and execution includes what Thompson [1967] calls 

reciprocal interdependence.

The amount of interdependence is also dependent on the skills of the two departments. 

Can project marketing make a successful sales project with a good and realistic 

quotation and reasonable contract without the assistance and knowledge from the 

executing side? And can the executing team take care of the client contact alone or does 

it need the help of the sales person? If the skills to handle different tasks are lower then 

there most likely is a higher interdependence, or the quality of the performance is lower.
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The uniqueness by definition inherent in projects means it is more difficult to leam and 

understand the technology, because it is not the same from project to project. Though, 

there will be similar parts in the projects and for example in process technology projects 

some standard products can be applied to certain processes and this anyone can leam. 

However, when it comes to more sophisticated processes when more complex solutions 

are required the sales department will be more dependent on technological knowledge 

from the quotation support and project execution side and this increases 

interdependence. In the same manner if the customer is strategically important the 

executing team is more dependent on the sales person or key account manager.

Environment

The multinational project marketing-execution interface is affected by different 

environments. There is the environment of the project execution department and the 

different environments of the sales offices. Also, if projects are conducted in different 

industries, there can be environmental differences between the industries. For example, 

the organization can be well established in one area and trying to establish such a 

position in another. This means that the attributes of the environment can vary from 

project to project and from sales office to sales office. And with differing requirements 

from the environment different information processing solutions are needed.

Subsidiary resources

Projects are related to higher environmental complexity and so is project marketing 

(DUC framework, Mandjåk and Veres, 1998). Therefore the project marketing 

subsidiaries are assumed to occur mainly in the upper half of the Ghoshal and Nohria 

[1989] matrix (Figure 8). However, projects are also conducted in environments with 

lower complexity so they might occur there, too.

In a project marketing environment where the marketing is performed by geographically 

dispersed, relatively small subsidiaries (sales offices) the level of resources of the 

subsidiary is not as trivial an issue as it first may seem. The material resources of the 

subsidiary are quite simple and might consist of premises and some inventories needed
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to perform the sales work. However, the tacit capital which exists in the individuals and 

in their relationships with customers and other institutions might be of very high value 

not only to the subsidiary, but also to the MNC as a whole. On the other hand, if the 

individuals do not possess certain skills or relationships, the resources of the subsidiary 

might be quite low. Based upon the above the sales office subsidiaries are distributed 

between the extremes of the local subsidiary resources axis.

Customer relationship

Project marketing is characterized by discontinuity, uniqueness and complexity [see e.g. 

Skaates and Tikkanen, 2003 for a thorough review]. This makes the relationship 

building with the client more challenging than in environments with continuous 

transactions. The relationship with the client impacts on at what stage in the customer’s 

buying process you are allowed in. The earlier one can get in the greater are the 

possibilities that one can make the client adapt his process/product so that it fits one’s 

own solution. Another aspect stemming from the discontinuity is that the sales persons 

must use every chance they can to be in contact with the customer. In addition to these 

there are the aspects of the customer wanting to use familiar suppliers (nationality, 

culture, earlier experience) etc.

Sources of information processing capacity

Now that I have elaborated the sources giving rise to information processing 

requirements, I can address the integrating mechanisms that answer to those 

requirements.

Coordination by rules or programs

Formalizing projects is a bit contradictory since projects exist to execute tasks that are 

unique. However, it has been found to be effective to use certain types of project 

management standardization [Milosevic, Inman and Lane, 2001],
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When it comes to the interface between project marketing and execution there can be 

defined procedures in order to ensure that all necessary information gets transferred and 

processed. That is important especially if the persons are in different locations and do 

not meet regularly. Also formal information systems can help to transfer larger amounts 

of data over the interface.

Though, the inertia induced by formalization should be assessed carefully as projects 

often ask for flexible solutions. This, together with the negative impact formalization 

can have on sales people’s commitment, means that formalization should be used with 

care in the project marketing-execution interface.

Coordination through hierarchy

Projects often have a steering group [Turner, 1999] to which it report e.g. at milestones 

and major decision are taken by that committee. During the sales project there might not 

be such a steering group, but the sales people are in contact with their managers and 

potentially involved project people with their overheads. The contacts to the overheads 

can be by documents, which it better for transferring more information, or by personal 

contact, which is a richer media.

In a situation with globally dispersed sales units and centralized project support the 

exceptions that occur during quotation preparation are concentrated to the same project 

support unit. This means it can get overloaded quite easily. On the other hand it means 

that all knowledge and learnings are accumulated there and thus available for use in all 

projects. Though, as Ghoshal and Nohria [1989] point out, there is a danger of loosing 

the contact to the local level and not using the knowledge in the subsidiary efficiently, 

when decisions are made centrally.

Coordination by targets or goals

Coordination by targets or goals suits a project context as the project itself exists in order 

to reach a specified goal. An output-based control strategy is also favored be sales 

people according to Agarwal [1999], For the project marketing-execution interface the
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challenge is to set the right goals. As Lawrence and Lorsch [1967] say the different 

departments have different goals and thus here is a potential conflict present. In order to 

prevent conflicts clear and commonly agreed goals should be set. Also shared values 

could be developed within and between both departments as well as sales project and 

execution project teams. Though, because of the inherent conflict there should be 

conflict solving procedures in place also.

Integrators

Integrators belong to the rich media integrating mechanisms and are needed to transfer 

the often tacit information over the project marketing-execution interface. In the project 

marketing-execution interface there can be an integrator in two ways, which are not 

mutually exclusive. Either people from the execution project side can be involved in the 

sales project or then sales people can stay involved during the execution project. For 

example Artto et al. [2006] mention that the project manager (PM) can be involved in 

the sales project and thus he serves as an integrator bringing knowledge from the 

execution side into the sales project and taking the experiences from the sales project 

with him to the execution project. The other way round would be to have the sales 

person involved in the execution projects to such an extent that he could bring 

knowledge into coming sales projects. He would then also serve as the integrator from 

the sales project to the execution project.

Meetings

Meetings are important in projects and it is an integrating mechanism belonging to rich 

media. As Turner [1999] points out that meeting people in person, face-to-face, is 

important in order to get functioning, international project organization. This applies 

both to the sales project team and the execution project team.

3.6.3. Final remarks

In this literature analysis I identified five factors giving rise to certain kinds of 

information processing requirements in certain situations. The organizational
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arrangements chosen should provide an information processing capacity that fits these 

requirements and I presented five integrating mechanisms or sources of information 

processing capacity. These sources of information processing requirements and capacity 

were concluded in a framework, which was then put into the context of the project 

marketing-execution interface. This framework is then used later, when analyzing the 

empirical data from the three case projects.
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4. Empirical data collection and analysis
In this chapter I first describe how the data for the empirical analysis was collected. 

Then I present the method for analyzing the data. Thereafter, the actual collected data is 

presented. That part starts with a presentation of the company studied and the process 

model for projects it uses. Finally, the three case projects are presented and analyzed.

4.1. Methodology

As mentioned in the first chapter the empirical study is based primarily on three sales 

project-execution project interfaces, which I call the case projects. In addition to the 

case-specific data I also collected some general data about the organizing of the project 

marketing interface as well as about the organization studied. The data was collected by 

interviews, from documentation and in one interactive workshop session. Most of the 

data was collected retrospectively as explained in the beginning.

4.1.1. Selection of case projects

The case projects were selected in order to get a broad view of the interface between 

project marketing and project execution. The resource constraints enabled for selecting 

three projects that were already in the execution phase.

The three projects selected come from different sales offices in France (Kappa), Italy 

(Gamma) and Finland (Theta). The Kappa project was sold in France to a major French 

contractor, the quotation support was made by a project unit quotation engineer based in 

France and the project execution was performed by the UK project unit. The final 

destination is in Iran. The Gamma project was sold in Italy to an Italian contractor and 

both quotation support and project execution was made in Helsinki. The final destination 

is in the United Arab Emirates. The Theta project is delivered to India. The sales work 

as well as the project work for that project was carried out in Finland. The customer is 

the offices in Finland and Sweden of another division of the same corporation AC 

belongs to. The geographical locations of the case projects are summarized in Figure 11.
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In the same figure the setting between the final destination of delivery, the sales office 

location and the project team location is shown with triangles. It can be seen that for the 

Theta project no triangle is formed as the project includes two countries only.

destination of 
delivery (ARE)

Theta sales office 
and project team 
locations (FIN)

Kappa 
project team 
location (UK)

Kappa sales 
office location 
(FRA)
—

Gamma sales 
office location 
(ITA)

Kappa final 
destination of 
delivery (IRN)

Gamma project 
team location 
(FIN)

Figure 11. The geographical locations of the case project sales offices, execution project teams and 

final destinations of the deliveries.

In order to be able to compare the effect of different business environments and 

customer relationships on the organizational arrangements of the project marketing- 

execution interface, two of the projects were selected from the E&HC industry and one 

from the P&P industry. It can be mentioned here that EFFESS is a big player in the P&P 

industry, while it is significantly smaller in the E&HC business. Additionally the 

businesses of P&P and E&HC are quite different. The case projects were also selected 

based on the suggestions made by EFFESS management regarding where they had 

experienced problems and where the project had gone well. The characteristics of the 

case projects are summarized in Table 2.
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Table 2. Summary of the characteristics of the case projects.

Characteristic of project Kappa Gamma Theta
Industry E&HC E&HC P&P
Complexity of project Not complex Tight schedule Easy
Size 1 MEUR 1,8 MEUR 1,8 MEUR
Sales office/quotation engineer nationality French/French Italian/Finnish Finnish/Finnish
Sales office/project manager nationality French/The UK Italian/Finnish Finnish/, Finnish
Contractor/sales office nationality French/French Italian/Italian Finnish+Swedish 

/Finnish, but 
from the same 
corporation

4.1.2. Data collection 

Interviews

Skaates and Tikkanen [2003] suggest that project marketing is studied using intensive, 

focused and qualitative methods based on multiple actors-informants’ own constructions 

of their situations. In this research, data was gathered through interviews with several 

persons from each case project as well as other relevant people. When selecting the 

respondents for this study the goal was to have as balanced as possible a distribution of 

respondents from the sales offices and the project unit. Although it was not possible to 

achieve a numeral balance, I believe the relevant aspects from both the marketing and 

the execution side were collected. The respondents from the case projects, the project 

manager (PM), the sales manager or sales person (SM), the quotation engineer (QE), the 

project engineer (PE) were selected based on their roles in the sales and execution 

projects. In addition to these, information was gathered by interviewing the engineering 

managers, who assign PMs, QEs and PEs, the project unit and the sales offices directors 

as well as some other persons with knowledge about the organizing of the project 

marketing-execution interface.

In total 19 interviews of roughly one hour each were conducted. Of these 11 were with 

people involved in one of the case projects, while 8 were either management level or 

other knowledgeable persons (Table 3). As many interviews as possible (14) were 

conducted as face-to-face interviews. The rest were conducted by phone.
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Table 3. The respondents in the interviews.
Interviewees: position, organizational unit, 
country location

Business
line/industry

Face-to-
face/telephone

Involved in case 
project

Director, Project Unit (PU), FIN Face-to-face No specific project
National sales director, FRA, FRA Mainly E&HC Face-to-face No specific project
Sales Director, Field Systems Sales FIN, FIN Mainly P&P Face-to-face No specific project
Engineering Mgr, PU UK, UK E&HC Face-to-face No specific project
Engineering Mgr, PU FIN, FIN E&HC Face-to-face No specific project
Engineering Mgr, PU FIN, FIN P&P Face-to-face No specific project
Manager, Day-to-day quotation support, FIN P&P and E&HC Face-to-face No specific project
Sales Mgr, Sales IT A, IT A Mainly E&HC Face-to-face Gamma
Project Manager, PU FIN, FIN E&HC Face-to-face Gamma
Quotation Engineer, PU FIN, FIN E&HC Face-to-face Gamma
Project Engineer, PU FIN, FIN E&HC Face-to-face Gamma
Sales manager, Sales FRA, FRA E&HC Telephone Kappa
Project Manager, PU UK E&HC Face-to-face Kappa
Quotation Engineer, PU UK, FRA E&HC Telephone Kappa
Project Engineer, PU UK, UK E&HC Telephone Kappa
Sales Manager, KAM Group FIN, FIN P&P Telephone Theta
Project Manager, PU FIN, FIN P&P Face-to-face Theta
Project Engineer, PU FIN, FIN P&P Face-to-face Theta
Project Manager, PU FIN, FIN P&P Telephone No specific project
The interviews were conducted as semi-structured interviews. The guiding questions

evolved during the time of the study. In the beginning they sprang from the EFFESS 

process model for projects, while they towards the end were more general about the 

organizing of the interface. This was so, because the focus of the research also evolved 

in the same manner. Due to time constraints, not all details could be clarified in all 

interviews.

I attempted to make the persons from the case projects describe the ways of action that 

existed in the case project separately from the possible better ways of working he could 

come up with. When the respondent can answer to the interview questions by relating to 

a real project it improves reliability. The questions posed to the management were on a 

more general level since they could not relate to the case projects as their involvement in 

them was minor.

However, it should be mentioned that in the interviews the respondents quite easily 

started to talk about how projects are done in general instead of telling about the specific 

case project. The reasons for the respondents starting to answer more generally are that 

they work with several projects at a time and do not necessarily remember data from
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single projects. Also the researcher could have been more assertive. Finally, the semi 

structured approach led to that in different interviews different areas were emphasized.

All interviews, but one were recorded and transcribed before analysis. During the one 

interview that was not recorded notes were taken and these were then checked with a 

researcher colleague who was also present during the interview.

Documentation

Project documentation regarding the case projects was assessed to complement the data 

from the interviews. The documentation assessed includes project plans and minutes of 

meetings. Additionally, documentation regarding the process model for projects in the 

EFFESS Intranet was examined.

Workshop

One workshop session was conducted with the EFFESS project unit management team. 

It consisted of a Decision Explorer (software tool) aided session where the management 

team together with the assistance of the researchers (the author and another GPS 

researcher) recognized factors affecting the organizing of the interface between project 

marketing and execution as well as best practices for the organizational structures for 

handling the interface. The session gave both new data as well as served to verify the 

factors affecting the organizing of the interface and the organizational arrangements 

found in the case projects.

4.1.3. Analyzing method

The empirical analysis consists of two parts. First the empirical data is merely presented 

as descriptions of the case projects. This presentation was made by reading through the 

transcribed interviews with the case project people and extracting the data related to the 

case projects. In order to get a through picture of the projects they were visualized. An 

example of a visualization can be found in Appendix A. In the visualization all 

individuals or involved organizational units were represented with an oval. Into that
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oval, all data from the interviews that related to that individual or organizational unit 

was put. The data was color coded based on the respondents in order to be able to see 

who had said what. Based on these case project visualizations the case project 

descriptions were written. The mere project descriptions already provide a picture of the 

present state and ways of action at EFFESS.

The sources of information processing requirements in each case project were identified 

as well as the integrating mechanisms. They were identified by using the visualizations, 

by reading through the interviews and the case project descriptions. When I had 

identified the organizational arrangements it was possible to find the reasons for 

selecting those arrangements.

The case project descriptions below first include a presentation of the individuals 

involved. Thereafter, the sales project is gone through, then the transfer to execution and 

finally the execution project. The description is concluded by the respondents’ views on 

how the project has succeeded till the point of the interview. After the description comes 

the analysis, which is based on the framework developed in literature. There the sources 

of information processing requirements are identified together with the organizational 

arrangements for answering to each requirement.

Cross-case analysis

When the case projects had been assessed individually, a cross-case analysis was 

performed over all three case projects. There the projects are compared in order to find 

the organizational arrangements that are suitable to be used in several kinds of projects 

and the ones that are project-specific.

I identify the arrangements that are similar and those that differ from each other. I also 

qualitatively evaluate the effectiveness of the arrangements based on how effective they 

are for transferring project data from the sales project to the execution project and how 

effective they are for managing the customer relationship.
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Discussion

The cross case analysis is followed by a discussion which elaborates the organizational 

arrangements and the reasons for them. This discussion is supported with findings from 

the non-case project specific data from the interviews. The organizational arrangements 

are identified and structured according to three project phases: the sales project, the 

transfer from sales to execution and the execution project. Thereafter, the factors 

affecting the organizing of the interface as well as the organizational arrangements are 

summarized based on what kind of source of information processing requirement or 

capacity they are. The factors and arrangements that are not related to the information 

processing are presented as other factors and arrangements respectively. After that 

standardization as a way of managing the organizing of the project marketing-execution 

interface is addressed and the suitability for standardization of the organizational 

arrangements is presented. Finally, the empirically found sources of information 

processing requirements and capacity are brought into the framework developed based 

on literature.

4.2. Presenting AC and EFFESS
Automation Company (AC) is headquartered in Helsinki, Finland. AC is one part of a 

global engineering and technology corporation. AC specializes in automation and 

information management application networks and systems, field control technology and 

life cycle performance services. In total AC employs around 3200 people. The main 

customers of AC are in the pulp and paper as well as power, energy, oil and gas 

industries. This research was conducted in the part of AC specializing in field control 

technology, the AC EFFESS business line (EFFESS).

EFFESS delivers field systems technology to customers both through delivery projects 

and on a day-to-day business basis. Strategic importance, size and complexity are among 

the factors that decide whether a delivery should be handled as day-to-day business or 

whether it should be treated as a project. EFFESS sells field equipment both on a day-to- 

day basis and as project deliveries. The practical difference lies in that if it is a day-to
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day delivery, the sales office takes care of the whole process from quotation to delivery. 

On the contrary, if the delivery is decided to be a project, the sales office prepares the 

quotation with the assistance of the project unit and when the project is awarded it is 

transferred to a project unit project team for execution. The projects of EFFESS vary in 

size from roughly 300kEUR to over 10 MEUR. EFFESS has many projects going on at 

the same time and also the execution project staff can be involved in several projects 

simultaneously.

4.2.1. The organization 

The project unit

EFFESS has a project unit, which is responsible for providing project quotation support 

and project execution to the sales units. The project unit is geographically concentrated 

to an office in connection to the AC and EFFESS headquarters in Finland, but also has 

presence in the UK, France, China and Brazil.

The EFFESS project unit (Figure 12) is mainly located in Helsinki in Finland with 

branches in the UK and China and personnel also in France and Brazil. The project unit 

is currently part of the EFFESS operations; however, earlier it used to be part of the 

EFFESS sales organization. In Finland the project unit is divided into two parts, the one 

taking care of the P&P projects and the other managing the E&HC projects. Each of the 

two parts is headed by an engineering manager. The UK project unit takes care mainly 

of E&HC projects and quotations. The Chinese project unit is being established after 

some personnel changes and is not considered in this study, as there were a lot of 

personnel changes going on when the research was conducted.

The project unit staff consists of projects managers (PM), project engineers (PE), 

quotation engineers (QE) and project assistants. The project organization for P&P 

projects does not include any separate QEs, but the PEs serve as both QE in the sales 

project and PE in the execution project. In order to be able to compare the E&HC and 

P&P project in this study I use the term QE, when the P&P PE gives quotation support 

and PE, when he does the tasks in the execution project.

Markus Lampenius, 2006 47



5 project managers, 
4 project engineers, 
2 quotat. engineers, 
4 project assistants

1 project manager,
1 quotation engineer, 
3 project engineers,
1 project assistant

1 project manager,
1 project engineer, 
3 quotat. engineers, 
1 project assistant

7 project managers, 
4 project engineers, 
3 project assistants

Engineering 
Manager, all types 

China

Engineering 
Manager, E&HC 

Finland

Project unit director

Engineering 
Manager, E&HC 

UK

Engineering 
Manager, P&P 

Finland

Figure 12. The EFFESS project unit organization.

The sales offices

EFFESS serves its customers through a couple of dozens of sales offices around the 

globe. Most of the P&P projects are sold by the Nordic sales offices, while most of the 

other sales offices are involved primarily in E&HC projects. These sales offices are 

independent companies under the corporation umbrella. The sales offices are responsible 

for both day-to-day and project sales. Sometimes people are dedicated to either one, but 

otherwise they can do both. The sales people are often divided into external and internal 

sales people. The external or outside sales people are primarily in contact with the 

customers, while the internal or inside sales people prepare quotations etc. at the own 

office.
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Figure 13. The EFFESS sales organization.

4.2.2. Challenges encountered in practice at EFFESS

I here present the challenges that the EFFESS management expressed before the 

research. Some of these occur also later in the empirical findings.

The EFFESS project unit several years ago introduced a common process model in order 

to standardize the organizing of the projects and thus the interfaces between the project 

unit, the sales offices and the customers. The process model is also thought to include 

practices that are favored by the customers.

The EFFESS project unit management has no means to force the sales units to employ 

certain practices. Therefore, the model has been introduced among others by pointing at 

the benefits it brings. The result is that most sales units already work according to the 

guidelines of the EFFESS project process model. However the following challenges 

regarding the interface between project marketing and execution were presented by the 

project unit management.
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In general the P&P projects have smoother integration between marketing and 

execution. The practices on the P&P side are in line with the process model and the 

EFFESS management would like the same practices to be used also in the E&HC 

projects to a greater extent than is the case at the moment. They say it is even more 

important that the E&HC projects use the common process model since the larger 

E&HC projects (e.g. oil refineries) often are split into several partial deliveries, which 

are quoted by different EFFESS sales units for different contractors. Sometimes 

different EFFESS sales units can be asked to quote the same project, but to different 

contractors. Therefore, in order to coordinate these projects effectively, common ways 

of working are needed.

Another challenge, which concerns mainly E&HC projects, is that some sales units still 

have diverse opinions regarding the organizing of the interface between project 

marketing and execution and this brings diversity to the procedures, when 

standardization is the goal. For example, one concrete problem is that some salespersons 

want to stay actively in the projects even after the sales project has become an execution 

project. This behavior hinders clear and direct communication between the customer and 

the executing team. It also keeps the salesperson busy not allowing him to focus on the 

next sales project.

There is also a risk of sub-optimization when different actors in the projects are able to 

emphasize their own part of the project. Here the integrating mechanisms must ensure 

that the project is conducted in a way that is most effective for the whole organization.

There are claims that these above mentioned challenges stem from among others cultural 

differences (national, organizational or both) between the sales units and the project unit. 

However, it seems as there are other reasons like lack of trust and understanding 

between individuals of different departments, too. The question can also be posed if 

standardization is the most effective way to solve the challenge of integration.
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4.2.3. The EFFESS global process model for projects

The many sales offices have diverging ways of action and this poses challenges to the 

organization executing the projects. EFFESS is trying to standardize the project process 

by using a common global process model for their projects. The model has been 

introduced and applied roughly seven years ago, but there are still improvements to be 

made. The management finds the model and the organizational arrangements it suggests 

to be one of the cornerstones to success. I now first assess the motivations for using a 

common model and then go through the model itself.

Motivation for using a common model

The EFFESS main objective, which is the reason for the process model for projects, is to 

have a business model that fully complies with the customers’ needs, business processes 

and buying cycle.

The process model for projects brings several benefits. For example the use of a sales 

team and thus involving people from the project unit (QE, PM) into the sales projects, 

brings the latest project experiences into the quotations. It also prevents known problems 

from being included in the quotations. Additionally, it provides the sales people with 

feedback from the execution projects. For the project executors it is good to get 

information about the projects beforehand. When the project execution starts they are 

already familiar with it. Finally, it enables better estimation of project resources needed.

The use of globally centralized quotation support and project execution staff can also 

help to even fluctuations in the demand. Additionally, one project unit manager told that 

when the customers are conducting their business as projects it is a competitive 

advantage to be able to deliver in a project-oriented way as compared to delivering the 

equipment only.

The project process suggested by the model

The EFFESS process model for projects physically exists in a concise visual as well as 

textual documentation. The process model defines projects as “Anything that we decide
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to be managed as a project”. The EFFESS process model for projects is based on 

phasing the projects into three main phases: project sales, project execution and local 

sales and services (Figure 14). Clear responsibilities during the phases, clear transitions 

between the phases and team work are key concepts. As this study focuses on the 

interface between the project sales and the execution project, I will concentrate on the 

sales project part of project sales, the hand over to project execution and the part of the 

execution project until the commissioning begins.

Project sales Project execution Local sales and
Responsible: Sales Responsible: Project services

project manager manager Responsible: Sales manager

Hand over Hand over

Figure 14. The EFFESS process model for projects - the three main phases.

Project sales consist of the continuous sales work that is done in between projects as 

well as the sales effort for a certain project opportunity, the sales project. The EFFESS 

process model for projects proposes the use of a sales team instead of individual 

salesmen for quoting the projects. The sales person needs to be complemented by a sales 

team, because the project scopes are getting too wide for one person to manage on one’s 

own. When the sales person is supported by a team he also has more time to spend with 

the customer. The sales team is engaged from the time the enquiry is received, and that 

is defined as the start of the sales project.

A sales project consists of three sub phases: quotation preparation, negotiations and 

finalizing of the contract. The preparation of the quotation includes such tasks as 

determining the scope of delivery, selecting the right products, defining schedules etc. If 

the quotation is successful you are invited to the negotiations where first technical and 

then commercial details are elaborated. After that (or in reality also sometimes in 

parallel) comes the transfer to the execution project team. The execution project starts 

with a definition phase, after which come the implementation and finally the 

commissioning. When the project has been finally accepted by the customer, the project
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information is transferred to the local sales office in the area where the facility of the end 

customer lies.

The responsibility for the sales project is on the sales project manager from the local 

sales office and/or on key account management, depending on the situation. This 

responsible person decides on the quotation and contract content and especially on the 

commercial content. Also the margin calculations are on his responsibility. However, the 

model suggests that the content of the quotation should be made in cooperation with the 

sales team to which belongs the execution project manager (PM).

The sales office informs the project unit engineering manager about the new sales 

project and then he appoints QEs or PMs to the sales teams. The PM is responsible for 

the technical content in the quotation. Either he does it himself or arranges for it to be 

done. It also includes the project schedule and project organization. The PM (or the 

people he arranges to do the technical quotation work) brings technical process 

knowledge into the sales team.

If the key account manager is involved he takes care of customer contacts. He also has 

knowledge about the key account agreement. Additionally, product managers and 

service managers can be involved as required to provide deep process knowledge and 

information about service products respectively.

The key members of an execution project team are the PM, PE(s) and assistant(s), lead 

engineer, purchase manager(s), product engineering/instrumentation engineering, 

product manager, sales project manager and others as required. The engineering 

manager appoints project assistant(s) from a pool of resources.

The PM is the “managing director” of the company called project. As a member of the 

sales team he makes the technical part of quotations and also creates the foundation for 

smooth cooperation with the client project manager. He is responsible for arranging the 

kickoff meeting, where the information is transferred from the sales project to the 

execution project. In the execution project he leads and guides the work, the customer 

interface and quality assurance and controls that the project progresses according to
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schedule. He is also responsible for financial and contractual follow-up and to produce 

add-on sales.

4.3. The three case projects

In this section the three case projects studied will be described based on the data from 

interviews and project documentation. For each project, first the individuals involved are 

presented. Then the project is presented in two subsections the phases: quoting and 

negotiations as well as start-up and execution. After that the respondents’ evaluation of 

the project are presented. After each project an analysis is made according to the 

framework developed based on literature.

In addition to the data directly related to the cases, a lot of data about the organizing of 

the interface between project marketing and execution, about how EFFESS works etc 

was gathered. It is not presented here, but is brought into the discussion chapter to 

support the findings from the analysis of the case projects.

4.3.1. The Kappa project

In the Kappa project EFFESS supplies mainly control valves for a steam cracker process 

in an ethylene plant located in the Middle East. The total investment of the end customer 

is roughly 170 MEUR, whereof the EFFESS part is about 1 MEUR. EFFESS delivers its 

part to a major French contractor, which again supplies to the end customer. It is the first 

project the EFFESS Paris sales office has done for this end customer.

The possibility for the Kappa project became clear during spring 2005. The first 

quotations were made then by the EFFESS Paris sales office and the contract was 

awarded in the beginning of August the same year. The original scope is supplied during 

the first half of 2006, while the additional sales are delivered later. The scope of the 

project is relatively simple and there are no real complex technical issues. However, it 

has been changing a lot, which has caused challenges.
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The sales people

The Kappa project was sold by the EFFESS sales office in Paris. In France the sales is 

concentrated to E&HC projects as more than 70 % of the turnover comes from them. 

Except for Paris, in France there are also sales offices in Marseille and Wittenheim. The 

location in Paris is strategic since many contractors, as the one of Kappa, have their 

offices there. In the Paris office there are roughly a dozen salesmen. The French sales 

offices belong to the subsidiary EFFESS France.

The sales staff in the Paris office is divided into inside and outside sales persons. The 

relationship with customers is the main responsibility of the outside sales persons, while 

the inside sales persons are involved with supporting these outside salesmen with 

quotations, technical clarifications and so on. The basic idea is that the inside sales 

people primarily do quotations for the day-to-day deliveries. For that they can be in 

direct contact with the EFFESS day-to-day quotation support unit in Helsinki, where 

each sales office has its own contact person. If the delivery is decided to be a project, 

quotation assistance is requested from the project unit to help the sales people in the 

sales office. The external salesman interviewed says that the inside salesmen can 

manage also larger project quotations. However, he finds that the lack of time of the 

inside salesmen is why EFFESS has founded a particular project unit for taking care of 

those quotations. He also says that the sales office by no means has got resources for the 

project execution.

The sales team of Kappa consisted of both experienced and more inexperienced persons 

from a project point of view. The head of the sales office, who is also the national 

director of France, has a near 20 years experience from EFFESS sales work. The 

external salesman has roughly seven years of experience. Five of those he has been a 

sales engineer and now he is business development manager for projects. However, he 

was new to this customer and had just got the responsibility for that customer, because 

the sales person who had been responsible for that customer had recently left the Paris 

office. The sales person who had left the company did not only do outside sales work, 

but also inside so actually there was lack of an inside sales person, too. Therefore, the
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QE from the project unit served as an internal sales engineer in the beginning of the 

quotation phase instead of merely giving advice to the sales persons in the sales office. It 

was the first time for him in such a role, where he had to go and meet the customer.

When the project was already in the quotation stage a new internal sales person was 

transferred to Paris from the Marseille office and the Kappa project was then his 

responsibility. At that time the project unit QE handed the quotation responsibility over 

to the new person and left the project. This new inside sales person left EFFESS during 

the Kappa project and could therefore not be interviewed in this research.

The QE is not normally in contact with the customer as this would confuse the customer. 

The technical issues are discussed by the inside sales guy with the corresponding part 

from the customer side, while the commercial issues in the Kappa project were dealt 

with by an external sales person and the head of the sales office.

The project people

The Kappa project was assisted by project unit staff from the UK project unit. The UK 

project unit does almost exclusively energy and hydro carbon projects. They do 

quotations and project work globally for the sales offices that ask for support. The UK 

project unit is headed by an Engineering Manager responsible for developing the 

quotation process. In addition to him, in the UK there is a QE, a PE, a PM and a project 

assistant. The UK project unit also has two QEs (one at the time of Kappa) based in 

Marseille in France.

The Kappa QE says that he does roughly two quotations per month. The quotation he 

prepares includes the technical issues as well as an internal factory price. He has been 

serving as a QE for two and a half years and before that four-five years as an inside 

quotation engineer. The Kappa quotation was the first firm quotation he did. Before that 

he had done only bids (budget quotations).

The Kappa execution project team consists of the PM, a PE and a project assistant, who 

are all located in the UK project unit office. The PM had to do quite a lot in the Kappa 

project since the PE then was new in this function.
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The PE has an extensive background both in EFFESS since 14 years and in another 

company 22 years before that. He has also experience from being on the other side of the 

table as a purchasing manager. He has been involved in four projects including his 

ongoing ones. In the Kappa project he was mainly concerned with documentation, 

drawings etc.

The project assistant in the UK is responsible for the documents sent to the customer. In 

addition to the people in the UK there is a project assistant in Helsinki responsible for 

feeding the data into the manufacturing system. Also the sales person could have a role 

here, but since he has left the company, those responsibilities are shared among the PM, 

the external sales person and the head of the French sales office in the Kappa project.

The project process 

Quoting and negotiations

The original quotation was sent to the customer in January 2005 and it happened at a 

time when there was movement in the Paris sales office with one sales person leaving 

the company. The sales office asked the project unit for assistance with the quotation 

and the project unit QE ended up serving as an internal sales engineer in the beginning 

of the project as described above. This is not normal, but the exceptional situation 

required it. Though, the QE did only technical clarifications with the customer. The 

commercial issues were dealt with by the head of the sales office, who is also the 

national director of France, as well as by the outside sales person.

Later during the quotation phase, the new inside sales person (sales engineer), 

transferred to the Paris sales office from another AC office in France, was appointed to 

this project. The QE, who had been in contact with the customer, introduced this sales 

engineer to the customer at the first technical clarification meeting. From there on, this 

new sales engineer coordinated the sales project. A drawback here is that this new sales 

engineer, as mentioned, no longer is in the service of EFFESS and it was impossible to 

reach him for an interview. Therefore, concerning the data collection of this study, it was 

not possible to get information from the person who was involved the most at that time
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period (from the moment that sales engineer got in charge of the project until it was 

transferred to the executing team). The QE, however, reports that the scope was not clear 

after the first clarification meeting.

The competition for this project was hard and the customer requested many changes. 

The QE reports that the client could call almost every day to request changes. Though, 

they gradually stopped to call him after the responsibility for the quotation was 

transferred to the new sales engineer. However, the new sales engineer handled all the 

revisions and changes requested by the customer by himself, without asking the QE for 

technical support. The process model does not specify in which situations the QE should 

be involved during the sales project. However, the QE says it would have been 

impossible for him to do his work if he had had to follow the Kappa project during the 

whole time of quotation preparation. In this case the quotation preparation took almost 

six months, and the QE thought he should be able to concentrate on other projects also. 

The external sales person adds that during those revisions it is necessary to be close to 

the customer and, therefore, the revisions should be made by the sales office and not by 

the QE. The PM thinks that this applies for the commercial revisions only and that the 

technical revisions should be assisted by a person from the project unit (QE or PM).

In addition to the QE and the sales persons there was a product manager involved to 

evaluate the compatibility of the client’s and EFFESS’s software.

The new sales engineer revised the initial quotation and the order was finally confirmed 

by the customer on August 4th 2005. Also the external sales person was involved in all 

the negotiations with the customer.

Start-up and execution

The PM got to know about the project after it had been awarded to EFFESS in the 

beginning of August. It was just before he went on a three weeks holiday so the project 

could not be started until the end of August. On August 23rd 2005 an internal kickoff 

meeting was held in the EFFESS sales office in Paris. In that meeting the project was 

transferred from sales to execution. Present in the meeting were the PM, the PE, the new
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inside sales person as well as the outside sales person. Also the head of the sales office 

was present for half of the meeting. The QE from the project unit was not present. The 

PM comments that it would be favorable if you had that kind of meeting as soon as 

possible. If you fall behind at that stage you will be chasing the schedule for the whole 

project.

Two-three weeks after the internal kickoff there was a meeting at the customer’s 

premises in which the PM took part. The reason for this meeting was to clarify what the 

customer really wanted. What they put on paper is not necessarily what they want, the 

PM says.

After receiving the project the PM found quite an amount of mistakes concerning the 

pricing in the final quotation. E.g. there were prices missing for items which had been 

quoted. The PM made notes of these flaws into the project plan and in the interview 

states that there is not much of margin left in the project.

I cannot know why there were missing prices in the quotation, because the person 

responsible could not be asked. However, the PM thinks they were due to inexperience 

and the pressure the new sales engineer was put under. The PE, who has got experience 

from being a purchaser, says it is quite normal that such items fall off during the 

negotiations, as the customer wants to buy to the cheapest possible price. He adds that 

another reason is that all groups within EFFESS have their own agendas. The sales 

persons have their sales targets, while the project executors want as clean orders as 

possible.

The head of the sales office again considers this Kappa sales project and order a success, 

because it was awarded to EFFESS after a lot of hard work of the sales team and says 

the unclear issues happened because the sales engineer left the company.

However, all those things took their time to sort out and the order was entered into the 

manufacturing system about two-four weeks after the internal kickoff. This time could 

be called the internal definition phase, which is done by the PM and engineer together 

with engineering. When it comes to confirming definitions with the customer the PM 

says that it is a continuous process through the project. In this case the definitions were
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changed partly because of the unclear issues in the quotation, but also because of the 

changed process values of the customer. It is remarked that there are redefinitions even 

if the quotation is made by an experienced QE.

In the Kappa project there has been direct communication between the project executors 

and the customer. On the customer side there have been some personnel changes, so the 

same engineers have not been involved during the whole project. The EFFESS sales 

people have not been involved in the execution project, as they are involved only if there 

are commercial problems.

The PM thinks the project is progressing fine. At the moment of the interview he was 

actually quoting additional equipment to the customer. During the project he earned the 

confidence of the head of the French sales office and, as the sales engineer had left, he 

did the quotation for the additional valves. The PM says that in his view the best way to 

conduct the projects would be that the project team would be responsible for all things 

during the execution phase, also the commercial issues.

In this project EFFESS has used an e-business system of the customer to upload 

documents. There have been a lot of comments and revisions and the PE use the word 

pernickety to describe the customer. A part of the comments came because of the 

limitations of the EFFESS drawing system. As the project execution team is sitting in 

the same office space they can sort such problems out easily by discussing with each 

other.

The respondents’ evaluation of the project

The Kappa project was not seen to be a good example of a typical project due to the 

exceptional situation with personnel changes.

The PM considers the project to be a technical success. However, he thinks that the 

commercial result is quite bad since the margins disappeared due to the mistakes made 

in the quotation. He thinks the technical success depends on the improvements that have 

been made to the manufacturing system. He also mentions that he does not find it to be
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his task to go and complain to the sales person who made the mistakes. It is somebody 

higher who should do that.

When the QE now looks back he says that in the future there should be a clearer scope 

from the beginning. This is however, not always possible. He thinks it should be defined 

who is involved with what responsibilities and when the job starts and when it ends. In 

this particular project a lot of people were changing so the information was not always 

clear to everybody. The QE continues that perhaps the project unit should have been 

involved during the commercial clarifications and the critical moments of negotiations 

also. If the PM were involved at that stage it would be easier for him to take control over 

the project. Now there is a gap as to what happened between when the QE left the 

project and the PM got it.

Kappa was not seen to be a very global project even if the final destination is in the 

Middle East. It was seen to be between three countries quite close to each other. 

However, the PM recognizes that also the customer can be global in that they need to get 

approval from their units around the world.

Analysis and discussion of the Kappa project

The Kappa project was sold in kind of an exceptional situation with the QE being the 

inside sales person. However, projects are unique and the unexpected can always happen 

so the Kappa project is useful as an example of how the interface between the UK 

project people and the French sales office works.

Figure 15 is based on the framework developed in the literature part of this study. It 

presents the sources of information processing requirements that were identified in 

Kappa as well as the integrating mechanisms, the sources of information processing 

capacity. In the following I address these sources to see if there was a fit between the 

requirements and the capacity. The analysis is structured according to the sources of 

information processing requirements. I also recognize that there are other factors 

enabling or constraining the use of particular organizational arrangements.
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Sources of Information Integrating mechanisms
processing requirements

Coordination by rules and programs
Technology The EFFESS global process model for projects

Not a complex project product EFFESS manufacturing IT system
A lot of changes to the scope, long Customer’s documentation handling system
quotation process Coordination through hierarchy

Interdepartmental relations The quotation was made completely by a project unit
National cultural differences did not QE
play a role Coordination by targets or goals

Environment Project plan
EFFESS is a small player in the E&C Integrators
industry QE served as inside sales person (sales engineer)
Tough competition QE was not involved until the transfer to the execution

Subsidiary resources project
The sales engineer was not so PM was not involved in the sales project
experienced with projects Meetings
Lack of resources in sales office Technical clarification meeting with customer

Customer relationship Internal kickoff meeting (sales and project people
The first project for this end customer present, but not QE)
Tough competition Kickoff meeting with customer (sales and project people
Detailed quotation was required present)

<

Effect achieved

Information
processing
capacity

Information
processing
requirements

Figure 15. The factors affecting the organizing of the project marketing-execution interface and the 

integrating mechanisms providing information processing capacity in the Kappa project.

Technology

The Kappa project product was not very complex, which means that the tasks should 

have been quite analyzable. However, there were a lot of changes requested by the 

customer, which means that the tasks variety was high. There were clarifications with 

the customer in order to agree on the technical part of the quotation. The own 

manufacturing IT system and the customer’s documentation system for transferring and 

storing documents were used. This means that there were both large amounts of 

information processed as well as rich media mechanisms to handle the technology 

information processing requirements.
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Additionally, the many changes requested by the customer also led to a long quotation 

process, which impacted negatively on the possibility to use the QE as an integrator 

between the sales and execution projects. The QE said that he could not be involved 

during the whole quotation preparation process, but only in the beginning as he has to 

focus on other projects. He also said that he generally makes a first version of the 

quotation and then hands it over to the local sales office, which is responsible for the 

revisions. As the sales engineer then had made quite a lot of changes there was no idea 

to involve the QE in the transfer to execution as he did not know the latest version of the 

quotation well. This meant that the project execution team had to rely on the information 

from the sales person, which in the Kappa project was a bit unclear.

Interdepartmental relations

It could have been expected that there exists some tensions between the Englishmen and 

the Frenchmen due to historical and cultural reasons, but nothing in that way was 

noticed. Nor was the language considered to be a problem, even if it sometimes was 

limited as seen from the UK people’s point of view.

The Paris sales office director told that he is quite dependent on the project unit for 

getting quotation and project execution support from the project unit. This is because he 

cannot hire people for one project and then fire them when the project is over. However, 

he notes that he has some sales engineers who can do project quotations for simpler 

projects. The project unit again is dependent on the sales office for getting adequate 

information about the projects. In this not so complex project the reciprocal 

interdependence was still quite high depending on the lack of resources in the sales 

office at that time.

There were both phone/email contacts as well as meetings between sales and execution 

people to bridge the differences between the units and to transfer the necessary 

information.
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Environment

The environment was quite tough and the competition for the project was hard. 

Additionally EFFESS is quite a small player in the E&HC industry, where no actor has a 

position similar to that of EFFESS in the P&P industry. This means that EFFESS could 

not be so sure to get the project, which affects the amount of resources to be used during 

quotation preparation and negotiations.

Tough competition also means that risks sometimes must be taken. Now there were 

some prices missing in the quotation. I cannot know whether the customer chose 

EFFESS because of the unintended discount or not. Though, sometimes a project with a 

definition that is not favorable for execution has to be quoted if you want to get into a 

new market.

Subsidiary resources

The beginning of the sales project was characterized by creative use of the QE, as he 

was put in the role of an inside sales person. This was because lack of resources at the 

sales office, but it shows flexibility of the organization. That the QE acts as an inside 

salesman is not normal procedure. Though, for the QE in Kappa, it is normal that he 

does a complete version of the first quotation.

There was also lack of resources in the sales office during the execution project, which 

meant that the PM quoted some additional equipment. Actually, the PM thinks that the 

execution projects including the commercial issues should be dealt with exclusively by 

the execution project team. Additionally, the new sales engineer was not so experienced 

with projects, which led to challenges in the beginning of the execution project. The low 

resources in the subsidiary meant that a larger responsibility was put on the centralized 

project support.

Customer relationship

It was the first project EFFESS made for this end customer and thus the relationship is 

not so strong yet. There was tough competition for this project, which impacted the
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organizing as described above. In this project, as in other E&HC projects, a very detailed 

quotation was required by the contractor and this demanded quite an effort from the QE.

Other factors

The Kappa project started rapidly after the PM returned from his vacation. Probably he 

was the best alternative to be the PM, but it was not good to appoint a person who starts 

with a three week vacation. If the execution project people had been involved during the 

quotation phase they would have known about the project coming earlier than now was 

the case. It was said that at least it would have made the PM’s task easier.

The personnel resources of the project unit and more specifically the QE is said to be the 

reason why they cannot follow the whole sales project. However, the sales office is not 

so fond of using the services of the project unit as it is quite expensive. They also have 

personnel who can do at least simpler quotations themselves. Also the lack of resources 

for quotation support is one thing that hinders good performance in the Paris sales office.

Concluding the Kappa project

There seems to be quite a nice fit between the information processing requirements and 

capacity in the Kappa project. However, some deviations can be mentioned. First, the 

actual available resources in both the sales office and the project unit placed some 

constraints on why the optimal choices could not be made. Also the price of the project 

support services is a factor. Though, some unconventional approaches were taken to 

solve the challenges. Second, the integration between the sales and the execution project 

could have been better with the QE being involved longer and/or the PM coming in 

earlier. This would among others have given assistance to the new sales engineer.

4.3.2. The Gamma project

The Gamma project is part of a large hydrocarbon project in the Gulf area. The EFFESS 

part was sold to a major Italian contractor, while the end customer is in Abu Dhabi and 

the destination of the equipment is in the United Arab Emirate.
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The scope of the project is a bit complex because of the demanding LNG (Liquid 

Natural Gas) process. It requires certain materials, which again implies that the 

composition of the material must be monitored, so that it stays within certain limits. 

Quantitatively the delivery, including additional sales, consists of about 50 valve 

combinations. That is not so many, but the financial value of 1.8 MEUR is quite large 

for EFFESS. At the time of the interviews there was hope of quoting additional 

equipment to an amount of 600 kEUR, and later the order for the additional equipment 

also was made. This project is important in order to convince the customer of the 

reliability of EFFESS as a supplier of this kind of equipment.

The sales people

The Gamma project was quoted for and sold by the EFFESS sales office in Milan in 

Italy. As Milan is the business center of Italy, the main part of the EFFESS sales 

personnel in Italy is located there. There is a small sales office in Rome also and all in 

all there are 22 persons in Italy, three of which are in Rome and the rest in Milan. 

Located in the industrial area of Italy, the Milan office is well placed to serve the Italian 

contractors there. The Italian sales offices together form the subsidiary AC Italy.

In Italy, as in France, there is the system with inside and outside sales persons. The sales 

person interviewed from the Gamma project is an outside sales person. He claims that 

there is not such a sharp split between the activities of the inside and the outside 

salesmen. All have access to the same information and the inside persons visit the 

customer as well. He says that it is good to have different persons in contact with the 

customer as “you can penetrate the customer at different layers, which is helpful at the 

end of the day”.

The sales persons follow certain customers, and the sales person interviewed says that he 

does some day-to-day business for his customers in addition to the project sales. The 

sales people in Milan do the project quotations as far as they can and then they request 

help for the items they are not sure about. Most of the sales people have a technical 

background, and the sales person says that it is important to do the quotation yourself
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because then you are able to answer the questions the customer poses. Therefore the 

Italian sales people have chosen to do as much of the quotations as they can themselves 

even if it means that they can do fewer of them. The sales person points out that they are 

involved so much in the execution project, because they think it is best for the customer. 

He does not know whether customers in other countries would like the same treatment 

as the Italian customers, but guesses that the conditions in for example France could be 

the same.

The sales person in the Gamma project started working for EFFESS 14 years ago. He 

worked for a competitor for two years and then again returned to EFFESS and Milan 5 

years ago. He has sold about ten projects, and tells that he has always used the same QE 

from the Helsinki office. Sometimes they asked for support from the UK project unit, 

but they were overloaded and could not give support. Since that they have always used 

the Finnish project unit and for his part that particular QE. In the Gamma project the 

sales person has also been in contact with the EFFESS sales office in Dubai, which will 

be responsible for the Gamma equipment after it is handed over to the customer at the 

plant.

The project people

The Gamma project was quoted by the Italian salesmen and a QE from the Helsinki 

project unit. The project is executed by a project unit PM and PE together with 

assistants, all from the Helsinki project unit.

The QE supporting the Italians in the Gamma project owns extensive experience. He has 

been working for EFFESS in different positions for about 20 years during the last 22-23 

years. For 1.5 years he worked for another company. He has experience from being 

quality engineer, in the sales office abroad, product manager, PE and PM. He has 

worked almost exclusively with energy and hydrocarbon projects for the last 15 years. 

As a QE, he has mainly done quotations for Italy and Russia.

The QE wants the sales office to send him a filled-out spreadsheet with empty slots at 

the positions for which they need support. When he gets that information, he knows by
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experience whom to ask for advice among the metallurgists, the product managers, the 

head designers and so on. Additionally, there are country and culture specific details 

which must be recognized either by the QE or the sales person as they exist only as 

knowledge in people’s heads. The QE has pricing information, which he uses to price 

the equipment in the quotation, but in extraordinary cases he asks the pricing unit for 

assistance. Then he puts it all together and returns it to the sales office.

The QE says that his scope of work is narrower than for example that of the Kappa 

project QE. While that QE can travel to any sales office for a week and do whole 

quotations with all details, the Finnish QE says that he only clarifies the technical 

solution like the material, the structure of the valve, as well as the price and schedule for 

delivering that solution. In other words he does the tasks, which require the deepest 

process knowledge and leaves the simpler ones to others. For example, the salesman is 

responsible for adding the other parts that make it a complete quotation. The QE thinks 

it is an advantage that EFFESS has the possibility to choose between the two ways of 

action.

At the moment of the interview the PM told that he had five projects going on, two of 

which were in the closing phase. As he is involved E&HC projects he has to travel quite 

a lot, since there are only few such projects in Finland. When a sales office has got a 

project, it means that he has to travel there to meet both the customer, the contractor, as 

well as the end customer. The PM therefore says he is working in a global organization.

The PE in the Gamma project started working for EFFESS in seven years ago as a 

quotation engineer on the day-to-day business side. Two years ago he moved to the 

project unit to become a PE in a very large project that involved four different 

customers. Now his responsibilities include going through the specifications when the 

project is transferred to execution. The products must be specified so that the project 

assistant can feed them into the manufacturing system. When the inspections start he is 

responsible for them as well as for the documentation. Though, this distribution of 

responsibilities depends on how much of the different activities the PM does. Some of 

them are more interested in the technical things and others less.
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The project process

Quoting and negotiations

The EFFESS Milan sales office started quoting, when the whole Gamma project was in 

the bid stage. This was roughly two years before the contract was awarded to EFFESS. 

The sales person says they always try to be involved as early as possible because then 

they can build the relationship with the client and the whole project will go smoother. At 

that time EFFESS was solving some problems at another Gamma refinery so the 

contractor also thought that EFFESS would be an alternative the end customer would 

like. However, the scope of delivery requested by the contractor was divided into two 

parts, of which the one consisting of rotary valves was awarded to EFFESS.

The sales person together with the staff in the Milan sales office did most of the 

quotation preparation work. The sales persons have some technical background and can 

be in contact with the product managers and the pricing unit directly if they need 

assistance. However, there were some technically demanding items for which he 

requested help from the QE. The QE was contacted for the first time in the middle of 

August 2005, but the intensive phase was September-October 2005. The QE finds it 

good that the sales office manages the easier items themselves. It shows that they have 

knowledge. However, different sales offices have different capabilities of doing so and 

also the workload of the sales office plays a role. The sales person again mentions that it 

is good to get the verification for the selected solutions from the QE, because when he 

goes to the client he wants to have the best solution to offer.

The QE suggests that the sales office would send him all the material they have received 

from the customer. Now he only got summaries put together by the sales office. With his 

experience he can read the specifications quite quickly and find the important issues. 

After he has recognized the demanding items he involves product managers and pricing 

staff as required. Then he puts the quotation together and returns it to the sales office.
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There was one revision round to the quotation. The QE tells that if the changes are minor 

the sales offices handle them themselves. In this project however, there were such 

complex changes that he was involved.

During the quotation phase there was one meeting between the sales person, the QE and 

a production manager. This was because of some technical requirement from the 

customer. This meeting was held in Helsinki, as the sales person was there for other 

reasons.

The sales person says that normally when he goes to the negotiations with the customer 

most technical issues have already been clarified, so it is more about the financial issues.

The PM was not involved during the quotation preparation or negotiations. This is often 

the case and then the PM does not know how the negotiations went. The PM says he is 

interested from the time the project is transferred to his team for execution. He has been 

involved in the quotation phase in other projects, but as this is a normal delivery project 

he was not involved.

Start-up and execution

The project was awarded to EFFESS on December 1st 2005. The PM and PE got to 

know about the project on Friday December 16th. At that time over two weeks of the 

delivery time had already elapsed and Christmas holidays were in sight. The briefing of 

the PM and the PE by the sales person took place in the Helsinki office on that day and 

lasted for about one hour. The PM ironically describes the project as a “Christmas gift in 

advance” and the PE had to cancel some Christmas vacation days to be able to handle 

the project.

When the contractors send the enquiries they do not have their final process values 

ready. This leads to changes later, which is a challenge for the supplier. The sales person 

says that the trend goes more and more towards this direction, not only with the 

customer in this project, but with all customers. When the project was transferred, it was 

noticed that the process design of the customer was not ready so some equipment had to 

be redefined. It is common that the customer’s process design is not stable even when
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they order the field equipment from EFFESS. The changes together with the late start in 

this project made the schedule quite critical according to the project executors. The sales 

person again is quite confident with regard to successful delivery of the project, as there 

is a relatively safe delivery time and a good margin.

The start up was very abrupt as the customer thought the implementation had started in 

the beginning of December. The QE remembers that there was only a brief transfer of 

the project information to the executing team. It lasted about one day and was a very 

unofficial meeting. The PE says that there was not really time to think twice in the 

beginning. It was a calculated risk that was taken. They knew what the valve types 

would be, but it all had to be specified further later in the project. The PE suggests that it 

would be good to know about the coming project in advance and that the transfer from 

sales to execution should be made sooner after the order is confirmed.

When the project started in December 2005, the project team together with assistance 

from product managers and designers specified the changed products. Although there 

were some things, which the executors chose to specify a bit differently than in the 

quotation in order to be on the safe side later in the project, the PM says that in this 

project the changes mainly came from changes made by the customer and not because of 

mistakes in the quotation process.

The designing department was overloaded by normal work and also due to an internal 

development project. The PE tells that since they could not expect a short lead-time from 

the designers, they had to do some special arrangements to be able to buy the critical 

components without designing the whole solution first. The manufacturing system only 

accepts product codes for products that are completely designed and the purchasers 

normally get their information from the data in the manufacturing system. Both the PM 

and the PE were involved in this process, which included direct contacts to 

manufacturing. The PE says that the financial responsibility is on the PM, so it is in his 

interest that the project is moving.

There was a kickoff meeting with the customer on January 17th 2006 in Milan. The PM 

and engineer as well as the outside sales person and his inside colleague from Italy
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visited the meeting at the client’s premises. In that meeting the communication channels 

were defined and direct contacts between the EFFESS executing team and the 

corresponding persons at the client were established. However, the customer mostly 

sends e.g. requests for changes to the sales person, who then forwards them to the PM. 

The PE says that before, the Italian sales persons were even more involved in the 

execution project not letting the executing team in, but he continues that it has been a lot 

better in this project. The sales person says that it is the Italian way of business that the 

sales person should be involved in execution and that it is what the customer expects. He 

says the customer calls him even on weekends and that he must be able to provide good 

service every time. To be able to give that service he must be involved. He finds it 

important to be in close contact with the customer also during project execution. There 

must be enough resources to serve the customer as the customer expects rapid responses 

to his requests. The sales person, however, points out that he does not do any changes 

without confirming with the PM.

There was also an internal kickoff meeting on lanuary 26th 2006. This was a mandatory 

event, where the project team and the sales person went through the details of the 

project. In this project the participants in that meeting were only from the executing side: 

the engineering manager, the PM and the PE.

There have been some communication problems between sales and execution also in this 

project. The PM tells about one episode from the execution phase, where the sales 

person phoned him about some changes. They had a chat for some minutes and 

according to the EFFESS rules, what has been agreed on the phone should always be 

confirmed by e-mail. However, the sales person did not do this, but he sent an e-mail - 

in Italian - to the customer and copied it to the PM. The PM speaks only very basic 

Italian, so he replied that he needed the e-mail in English, which is the language agreed 

to be used in contacts between EFFESS and the customer. The PM was frustrated and 

told that it was the second time this had happened.

At the time of the interview, the first parts of the equipment was at the assembly stage 

and the PM thought the project was going fine. He also had a feeling that there might be
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some challenges when it comes to putting together the equipment of EFFESS with the 

equipment bought from a competitor. The sales person is confident that the project will 

succeed and says they were lucky that he could negotiate some more weeks of delivery 

time with the customer.

The respondents’ evaluation of the project

The QE judges this as a project, which has been conducted according to normal 

procedures. The PE tells that this project has brought improvement into the ways of 

cooperation between the individuals in the Helsinki project unit and the individuals in 

the Italian sales. Before, they used to be very protective with their clients and would not 

let the project executors to have direct contacts with the customer. He mentions another 

large project in which he had no contact with the end customer, but in this project there 

are direct communication channels between the customer and the project executors. 

Though, the PE says that sometimes you notice that the sales person and the customer 

have been in contact with each other.

The Italian contractor involved as customer in the Gamma project conducted an audit at 

EFFESS and then they requested that the EFFESS execution project team would be in 

direct contact with their own project team not having the sales person as a middleman.

Analysis and discussion of the Gamma project

The Gamma project is a good example of E&HC projects. It involves an interface 

between the Italian sales office and the project people in Helsinki.

Figure 16 is based on the framework developed in the literature part of this study. It 

presents the sources of information processing requirements that were identified in 

Gamma as well as the integrating mechanisms, the sources of information processing 

capacity. In the following I address these sources to see if there was a fit between the 

requirements and the capacity. The analysis is structured according to the sources of 

information processing requirements. I also recognize that there are other factors 

enabling or constraining the use of particular organizational arrangements.
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Effect achieved

Information
processing
requirements

Information
processing
capacity

Sources of Information processing 
requirements

Technology 
Tight schedule

Interdepartmental relations
Physical distance between individuals

Environment
EFFESS small player in E&HC industry 

Subsidiary resources 
Skilled sales people 

Customer relationship 
Customer relationship 
Customer’s preferred ways of working 
Sales person’s need to know quotation to be 
able to serve the customer 
Detailed quotation required

Integrating mechanisms

Coordination by rules and programs
The EFFESS global process model for projects 
EFFESS manufacturing IT system and data 
sheets
Internal rules

Coordination through hierarchy
Direct contact 
Project reports
QE-PE informal project transfer

Coordination by targets or goals 
Project plan 

Integrators
QE stayed during the whole sales project 
Sales person stayed in the execution project

Meetings
Execution team meetings 
Kickoff with the customer

Figure 16. The factors affecting the organizing of the project marketing-execution interface and the 

integrating mechanisms providing information processing capacity in the Gamma project.

Technology

The Gamma project was not very complex, but the schedule was quite tight, partly 

depending on the slightly late start. The Gamma project reveals that the manufacturing 

system is not so flexible. When the designers could not design the valves so that they 

could have been fed into the manufacturing system, the project team had to deal directly 

with the manufacturing to get the purchases done on time. This is an example of how 

direct contact and face-to-face meetings as rich media mechanisms were used to solve an 

exception in a procedure that normally use a formal information system.
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Interdepartmental relations

The cultural differences were said to play a role in the project. And the respondents said 

it was the national culture that was the reason for some of the challenges. However, it 

seems as it could also be a matter of organizational culture differences. This should be 

further studied as I can not draw any conclusions based on the data in this study. 

Though, it seems as there are noticeable differences between the departments. Though, 

due to historical reasons it is not easy to overcome those challenges in one project, but it 

must be made gradually. There is also the geographical distance, which prevents ad-hoc 
meetings.

The Italian sales office has skilled sales people, who can do also project quotations. This 

means that they are not so dependent on the project unit and in fact earlier have 

preferred to do quite a lot themselves. In this project it meant that they sent only the 

items they could not quote themselves to the QE, who made that part.

The conclusion is that not so much information was processed and that more rich media 

mechanisms perhaps would not have solved the challenges with the difference between 

the departments.

Environment

The Gamma project was an E&HC project sold to a familiar Italian contractor. There 

were no special information requirements from the environment other than that EFFESS 

is a small player in the E&HC market, which impacts on the resources used before the 

order.

Subsidiary resources

The Italian Milan sales office has the capacity for doing technical parts of the quotations, 

and in Gamma, as normally, expressed a need for assistance for technically more 

complex items only. In the Gamma project this meant that there was a balance between 

the needs of the sales office and what the QE wants to offer. Thanks to the technical 

knowledge of the sales office, they can handle minor changes to the scope themselves
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and need to contact the QE for larger revisions only. The Gamma QE does not want to 

do the easy things and now did only the complex parts of the quotation, though; he was 

involved during the whole sales project. When the QE had been involved during the 

whole sales project he could transfer the project data he possessed to the PE in an 

unofficial meeting.

Because of the skills that exist in the sales office, there is not such a great need to use the 

central project support.

Customer relationship

From the interview with the sales person it was possible to recognize that the customer 

relationship is very important to him as it ensures future projects. The sales person says 

it is the Italian way of working that requires the sales people to stay in the project also 

during the execution phase. It can be mentioned here that it has also been the case in 

other sales offices than the Italian that the salesmen wanted to be the contact person 

towards the customer during the execution project. However, when those salesmen got 

the experience from some projects, where the PM and PE had direct communication 

with the client they found it a good way of working and are now letting the project 

people in. Therefore, some people in the project unit say that it is a question of maturity 

also with the Italian sales office and that they will go towards letting the project people 

in more and more. It was also said that it has been better with this project. Another point 

to this is that the auditors of the contractor in this project requested that there should be 

direct contacts between the customer project team and the EFFESS execution project 

team. However, the views of the auditors are not necessarily the same as the views of the 

customers’ purchasers and project people. Therefore, the customer sometimes is in 

contact with the EFFESS salesman also in technical issues.

The sales person says he must know what he is offering and he ensures this by doing as 

much of the quotation as he can together with his colleagues at the sales office. He says 

he needs this knowledge in order to be able to serve the customer well. He says he needs 

to be active during project execution so that he can serve the customer then also.
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The sales person wants to penetrate the customer at several levels. If I take this idea 

further, it would be even better to have someone from the project unit (QE, PM, PE, 

engineering manager) present who would be able to be in deeper contact with the 

technical persons on the customer’s side. That could at the same time provide integration 

between the sales and execution projects.

Even though there is a good relationship between EFFESS and the contractor a detailed 

quotation was required.

Other factors

The project did not start as soon as it was won. The reason for this remains unclear, but 

it was caused either by the sales office not passing the information about the won project 

to the E&HC engineering manager or by the engineering manager not being able to 

appoint resources to the project. It can also be because of both reasons.

The PE and the PM assessed the customer requirements and the products offered after 

the order had been received. This seems to be a necessary stage because there are often 

some small things to be adjusted from the quotation and additionally the customer might 

have expressed changes to the requirements. This stage also served as a way for the PM 

and PE to get into the project. Even though the PM says that he is not so interested in the 

quotation phase, the questions arises what the need for the assessment of the 

specifications would be if the PM or PE were involved already during the sales project. 

It would perhaps substitute for the introduction of the project people to the project and 

for the flaws in the quotation. The adjustments to the specifications, which arise due to 

changes requested by the customer, would still need to be dealt with.

The reason for the sales people to stay out of the execution project is that they then can 

focus more on the coming projects. However, at the time of the interviews, there were 

very many projects coming and the project unit could not handle them all. This meant 

that the engineering manager had to contact the sales offices to ask, if they could take 

care of the execution of the smaller coming projects. This was clearly a drawback for the
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project unit as they had to suggest a solution that was completely the opposite of how 

they would like it to work.

Most of the communication during the sales project was by telephone and e-mail. There 

was only one face-to-face meeting. As the QE, the PE and the PM sit in the same office 

space it was possible to arrange for an informal session where the QE transferred the 

information he had about the project to the project team.

There was the official kickoff meeting, but neither the sales person nor the QE took part 

in that. The reason might be that the PM and PE had met with the sales person at the 

customer’s location in Italy a week before and that a new meeting was not reasonable to 

be arranged due to the geographical distance.

Concluding the Gamma project

Concluding the thoughts about the Gamma project, I can say that there is a fit between 

the information processing requirements and the information processing capacity of the 

organizational arrangements.

Some good practice organizational arrangements were used in this project. First, the QE 

effort was minimized, which was preferable as the QE is a scarce resource. Second, as 

the project unit people involved sat in the same location they could meet easily 

compared to the sales team, which met only once and that also thanks to a coincidence.

There were also some challenges e.g. with the differences between the departments. The 

sales people wanted to take a larger role also during the execution project, while the 

project people want the sales people to step aside. Though, it was reported that the 

situation had got a lot better with this project. Regarding the information processing the 

manufacturing IT system did not provide the flexibility needed by the project. Also, the 

project people got into the project only after the project had been awarded to EFFESS 

and the question arises to what extent and in what kind of projects they should be 

involved earlier as the project model suggests and could this also be of benefit for the 

success of the sales project. When the project unit was overloaded with projects, it was
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difficult to convince the sales offices that the project unit is capable of taking care of the 

projects better than the sales offices.

4.3.3. The Theta project

The Theta project is part of a larger project sold by the Paper division of the corporation 

AC belongs to. The super project was sold to India by the Paper division sales offices in 

Sweden (the bleaching plant) and Finland (the digester). The EFFESS part consists of a 

couple of hundred valves, level switches and analyzers, which are all among the 

products offered by EFFESS.

The value of this project is roughly 1.8 MEUR and the scope is quite clear. Both the PM 

and the sales person say it is among the easiest projects. One respondent-thinks this is 

not a project, but more like an equipment delivery only.

The sales people

The project was sold by the EFFESS KAM (Key Account Management) sales group in 

Finland. The Paper division of the corporation is one of their key account customers.

The sales person involved in the Theta project has a background in a large, Finnish pulp 

and paper company, where he was for 15 years on the automation side. He has now been 

selling projects for roughly 1.5 years and before that he was in the regional day-to-day 

sales in Finland for three years. During the time at EFFESS he has sold around 10 

projects. He says that these projects include field equipment only and that they are 

relatively simple compared to the larger projects including installation etc.

In the Theta project there was also a sales project manager involved. She is the leader of 

the KAM sales group the salesman belongs to. Because of the simplicity of the project 
her role was quite small.

The project people

The project work was executed by a PM and a PE both located in the project unit in 

Helsinki. In addition to them there were some project assistants.
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The PM graduated as an engineer 11 years ago and worked for a company importing 

equipment similar to what EFFESS manufactures. He joined EFFESS some eight years 

ago and has worked as a PM for seven years. He has been involved in about 12 projects, 

most of which have been in South America.

The PE in Theta also served as QE for the project. He has been working for EFFESS for 

18 years and has been involved with different sales support activities and now since five 

years he is a PE for pulp and paper projects. His background includes also deliveries 

from the energy and hydro carbon side. At the moment he has several projects going on, 

three of which are in the active phase.

The project process 

Quoting and negotiations

The enquiry for the Theta project was received in mid February 2006. It was easy to 

quote, because the client had thought carefully about what he wanted and the process 

values in the enquiry did not change. The quotation was prepared by different persons. 

The PE was responsible for quoting the valves based on the customer requirements, 

which he had got from the sales person. He did the quotation by himself as there was no 

reason for involving others. As the enquiry was clear the PE did not have to contact the 

customer during quotation preparation. The PE also did the internal pricing according to 

the pricing instructions he had been given by the sales person. The PM finds it good that 

the PE was involved in the quotation phase, because then he could bring the knowledge 

from that stage into the execution phase. “It would be difficult if the PE was not the 

QE”. It was the first time the sales person did not do the technical quotation by himself 

and he thinks this is a good way of working, though he comments that it is dependent on 

the workload of both himself and the project unit.

A product manager for the switch products, located in EFFESS domestic sales in 

Finland, was involved during the sales project for assistance in quoting the level 

switches/gamma switches together with the sales person. This product manager has an
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important role during execution also. Additionally, the analyzer product people made the 

quotation for the analyzers according to the specifications given by the customer.

The sales person did some of the technical parts of the quotation, because the project 

unit did not have enough free resources at the moment. This was not seen to be a 

problem since the sales person is experienced also technically and is seen to be able to 

handle those issues. The sales person has done the technical parts of quotations before 

and likes to do them. Though, the PM noticed that the information possessed by the sales 

person did not transfer into the execution project like the information possessed by the 

PE.

The sales person had a coordinating role collecting all parts together and sending the 

whole package to the customer. There were about two weeks of time to prepare the 

quotation. After that EFFESS was invited to the client’s premises for negotiations. The 

sales person, the PE and the PM met for the first time to discuss the project before going 

to those negotiations. The sales person and the PM went to the negotiations and on the 

first day the technical issues were worked through and two days later in the second 

session a deal was reached. In the negotiations the commercial responsibilities are on the 

sales person. However, as the technical solutions are discussed there it is useful for the 

PM to be present. One analyzer product person together with the sales project manager 

negotiated about the analyzers with the customer.

The PM was appointed immediately as this project opportunity was recognized. 

However, he was not involved in the quotation preparation work, but got involved, when 

it was time for the first negotiations at the client’s premises. The sales person points out 

that the PM should be informed, that the project is coming, but that there is no need for 

him to be involved in the quotation preparation phase. The PM does not agree with this. 

The engineering manager says it is good to involve the PM in quotation preparation at 

least in large projects.

When the negotiations with the customer are at hand, it is time for the PM to step in, 

according to the sales person. Before, it used to be so that the PM was appointed after 

the contract was signed and that was not good. It is better for both the sales person as
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well as for the PM if he is involved when the negotiations at the client’s premises start. 

Then he knows what has been agreed on and why certain selections have been made. 

And the benefits are accentuated if the project is more complex, e.g. includes 

installation, start-up etc.

The sales person explains that when Paper division has got an order for which they need 

the field systems they have to buy them from someone. And of course they want 

equipment from inside the corporation instead of some competitor’s equipment, unless 

that is a demand from the customer. But in the negotiations this means that the focus is 

more on technical issues, because the prices have been agreed on a more general basis, 

as the Paper division is one of the key accounts.

Start-up and execution

The project knowledge must be transferred to the executing team from the sales person 

as he is not actively involved in the execution project. Therefore a kickoff meeting is 

held when the project is won. The Theta project had such an internal start-up meeting in 

the end of March 2006. The participants were the PM, the sales person, the PE, the 

project assistant and a product assistant for the switch products. After this meeting there 

has not been any reason to meet with this group, because the P&P products are so clear 

and familiar that the names and codes tell what it is about. Additionally, there are no 

inspections like in the E&HC projects.

During the execution project, the PE is responsible for the equipment and its 

specifications. If there are changes he sorts out how they affect the scope. The PE says 

he has got fewer responsibilities in his P&P projects than have got his colleagues, who 

do E&HC projects. When the product codes have been fed into the system, it proceeds to 

production, and it does not have to be monitored all the time, while in the E&HC 

projects there are inspections, visits at the foundries and so on.

The PM takes care of keeping the project on time etc. The sales person, again, has a 

supportive function and is involved if there are additional sales or other things to sort 

out. At the time of the interview the sales person was involved in settling out the
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problems with the permission for importing radioactive equipment to India. Both the PM 

and the PE have direct communication channels to the customer, which can be used 

when necessary.

At the time of the interviews the project was in the manufacturing stage and was seen to 

be on schedule. The sales person was a bit concerned about the delivery of the analyzers, 

because they contain radioactive material. The permission for importing such goods to 

India should be acquired by the customer and it was still not got.

The sales person thought it was important to have a successful delivery, as that would 

enable better business with the customer in the future.

The respondents’ evaluation of the project

The respondents indicate that the procedure is quite the same to sell inside the 

corporation as to an outside client. There are some pre-agreed price lists, which are 

followed so the main issue was to clarify the technical things.

The PM has a feeling that EFFESS was the only one invited to negotiations. Despite 

that, the price cannot be set at too high a level, since the Paper division has reference 

price lists to which they compare the offers of EFFESS.

Even though the equipment is finally delivered to India the respondents do not see this 

as a global project. The persons they are in contact with are mostly inside the borders of 

Finland. However, English language is required and Swedish would be good to know, at 

least for the sales person.

It was the first time the sales person had a QE to support him and he finds this to be a 

good way of working. However, he states that it depends on the workload of the project 

unit if that is possible.

Analysis and discussion of the Theta project

The Theta project is a very simple project and somebody even refused to call it a project. 

However, according to the EFFESS definition of a project it is a project and, therefore,
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suits the purposes of this study as it includes the interface between the sales project and 

the execution project. However, it is not seen to be a global project.

Figure 17 is based on the framework developed in the literature part of this study. It 

presents the sources of information processing requirements that were identified in Theta 

as well as the integrating mechanisms, the sources of information processing capacity. In 

the following I address these sources to see if there was a fit between the requirements 

and the capacity. The analysis is structured according to the sources of information 

processing requirements. I also recognize that there are other factors enabling or 

constraining the use of particular organizational arrangements.

Effect achieved

Information
processing
capacity

Information
processing
requirements

Coordination by rules and programs
The EFFESS global process model for 
projects

Coordination through hierarchy
Direct contact

Coordination by targets or goals
Project plan 

Integrators 
QE and PE same person 
PM involved in negotiations with customer

Meetings
Execution team meetings 
Negotiations with the customer

Integrating mechanisms

Technology 
An easy project 

Interdepartmental relations 
Sales and project unit close to each other and in 
same country 

Environment
EFFESS large player in P&P industry 
Company history 

Subsidiary resources 
Skilled sales people 

Customer relationship 
Deep customer relationship 
High probability of getting the order 
Clear and feasible requirements from customer 
Detailed quotation not required

Sources of information processing 
requirements

Figure 17. The factors affecting the organizing of the project marketing-execution interface and the 

integrating mechanisms providing information processing capacity in the Theta project.
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Technology

The Theta project was not complex and the task was clear. In addition to that the 

customer expressed its requirements clearly. This meant that the need to process 

information was quite small. The negotiations were conducted at the customer’s location 

and the PM participated in them. The PE and QE was the same person and he served as 

an integrator over the interface between the sales project and the execution project. This 

was possible as the effort required by that person during the execution project allows 

him to do quotations for coming projects.

Interdepartmental relations

The sales people and project people were from the same country and additionally at 

locations, which enable frequent meetings. The sales person was skilled and said this 

was the first time he was supported by a quotation engineer. Earlier ha did it all himself. 

Thus both the interdependence and difference between the departments is small and not 

much information had to be processed for them to understand each other.

Environment

Theta was a P&P project and EFFESS, AC and the whole corporation has a strong 

position and long history in that industry. The P&P industry is dominated by a few large 

players and thus quite easy to analyze. Also EFFESS thanks to its history possess large 

amounts of knowledge about the industry. The market share of EFFESS is large, 

probably over 50 % and as the chance of getting the project is high, the effort during the 

sales project can be significant. Also in P&P projects EFFESS, thanks to reputation and 

experience, can make the quotations at a more general level, going into the details only 

after the order. Therefore the information that has to be processed in the project 

marketing-execution interface is moderate.
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Subsidiary resources

It seems that the EFFESS KAM sales group has the capacity of doing quite a deal of 

technical specifications for the quotations. This is also recognized by the project unit 

and, therefore, it is accepted that they do it, although it is also mentioned that the sales 

people should concentrate on selling. It is also a question about resources, as the project 

unit not necessarily can give quotation support to all the sales projects and then it is 

good if the sales office can manage part of the quotations themselves.

The quotation work in Theta involved quite a lot of different people and the sales person 

served as a coordinator for that part. The role of the QE was that of specifying certain 

parts of the technical quotation. This means that even though the QE was the same 

person as the PE some data remained with those other people involved in the quotation. 

Still, it seems that there were no larger problems in the project because of this.

This was the first time the sales person of Theta used the centralized quotation support. 

Though, it was mentioned that his colleagues, who sell larger projects do it more often.

Customer relationship

The customer relationship in Theta was a bit special since it was a part of the same 

corporation. This meant that information could be transferred quite easily and also that 

the customer knew what to ask for. This decreased the amount of information that had to 

be processed.

As the information processing requirements are low it leads to the question if Theta used 

unnecessary heavy information processing mechanisms. The EFFESS process model 

suggests that the PM should be involved during the quotation phase and here he was not 

involved until the negotiations begun because it was considered unnecessary for him to 

be involved earlier. Though, it can be questioned if the PM should be involved at all 

during the preparation of the quotation or if it is enough when he comes in at the 

negotiations stage. Additionally, as the salesman had also technical knowledge, it can be 

questioned if the PM needed to be present in the negotiations in such a simple project as
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Theta or could he had caught up with the project by getting the documentation and 

arranging the kickoff meeting. In larger projects the benefits of being present in both the 

quotation preparation and negotiations are higher.

Other factors

Very few project meetings were held. One was the sales team meeting before going to 

the negotiations and another was the kickoff meeting. As the project has progressed well 

it seems as the small amount of meetings really was because of the simplicity of the 

project. Otherwise, it would have been possible that for example the sales person or the 

PM would have done a lot of things himself and not bothered to gather the project team 

together. It cannot be verified based on this one project, but the PE says that there 

generally is not a need for many meetings in P&P projects.

The sales person is not seen to be involved in the execution project according to the PE. 

However, the sales person himself says that he is fully involved with settling things out 

regarding the import permission for part of the delivery. That the PE does not know 

about this might depend on that the equipment for which the permission is needed does 

not belong to the part quoted by him.

Concluding the Theta project

It can be said that there is a fit between the information processing requirements of 

Theta and the integrating mechanisms it used. However, it seems as almost too heavy 

integration mechanisms were used. If the costs for using them are not higher than the 

benefits it is ok, but if the benefits are lower they should be reconsidered. What I also 

can conclude is that the need for involving the PM in the sales project depends on the 

size project. Also in P&P projects it is possible to use the PE as QE and it was said that 

it keeps the PEs motivated. Finally, there were only few meetings.
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4.4. Empirical cross-case analysis

This analysis evaluates the three cases projects and identifies their organizational 

arrangements for bridging the gap between project marketing and project execution. The 

analysis is conducted as a cross case analysis in three parts, following the project phases. 

The first part goes into the organizational arrangements during the sales project, the 

second into the arrangements of the transfer of the project from sales to execution and 

the third into the organizational arrangements of the execution project. As this study is 

done on the level of individual sales and execution projects, I focus on the organizational 

setting of which persons are needed in the sales and execution projects. I also address 

how to distribute the tasks between those people as well as how the communication is to 

be organized.

I only identify those organizational arrangements that are used in the case projects, still 

keeping in mind that there might be arrangements, which do not appear in these projects. 

Each organizational arrangement and how it was used in each case project is presented 

in its own subsection. For each arrangement also the integration mechanism category it 

belongs to is presented.

4.4.1. Organizational arrangements during the sales project

This first section summarizes and analyzes the organizational arrangements during the 

sales projects of our three case projects (Table 4).
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Table 4. Organizational arrangements in the case projects during the sales project.

Organizational 
arrangements 
during sales 
project

Kappa Gamma Theta Integration
mechanism

Sales person is 
responsible for 
quotation 
preparation

• Yes. In the beginning 
the QE was 
responsible as he was 
the inside sales 
person

• Yes • Yes Coordination 
through hierarchy 
(Decentralization)

QE support in the 
sales project

• QE involved only in 
the beginning to do 
the initial quotation

• QE did a complete, 
initial quotation

• QE involved 
throughout the 
sales project

• QE did only 
the parts the 
sales office 
could not do

• QE involved 
throughout the 
sales project.

• QE did the 
whole part for 
certain 
products

Coordination 
through hierarchy 
(Centralization, 
decentralization)

QE serves as 
inside sales person

• Yes, because of lack 
of staff at sales office

• No • No Integrator

PE to be QE • No • No • Yes and it is 
practice in
P&P projects

Integrator

PM involved in
quotation
preparation

• No • No • No, but was 
appointed 
already before 
that stage

Integrator

PM involved in 
negotiations with 
customer

• No • No • Yes Integrator, group 
meeting

Customer interface • External sales person 
contacts commercial 
customer people; 
internal sales person 
contacts technical 
customer people

• There was at least 
one technical 
clarification meeting 
with the customer

• External and 
internal sales 
people contact 
customer 
together

• Sales person 
contacts 
customer, but 
also the QE 
could be in 
contact if 
needed

Coordination 
through hierarchy 
(Decentralization), 
group meeting

Internal
communications:
meetings

• No meetings reported • One sales team 
meeting (ad- 
hoc)

• Sales team met 
before the 
negotiations

Group meeting

Sales person is responsible for the quotation work

In all three projects the sales person was responsible for the quotation preparation, 

though, it appeared in slightly different ways. In Kappa the sales person was responsible

Markus Lampenius, 2006 89



for the whole quotation. First it was the QE who was the inside sales person responsible 

for the quotation and then he handed it over to the new inside sales person, who took 

care of all revisions and changes by himself. In the Gamma project the sales person was 

supported by a QE for certain technically demanding parts. He wanted to do as much as 

possible himself as he then knows what has been quoted. This is practice in Italy. The 

Theta sales person coordinated the quotation preparation and involved different people 

according to the products required in the offering. This was the first time he did not do 

everything himself, but was assisted by a QE. He is known to be able to do also the 

technical part of the quotation and did so also in this project.

Having the sales person to be responsible for the quotation work means the decision 

making is decentralized to the local level, which is needed in order to take the local 

needs into account properly.

The role of the quotation engineer differs between the projects 

Duration of QE involvement

The role of the QE was different in the different projects. In Kappa the QE was involved 

deepest in the sales project, as he was inside sales person in the beginning, however after 

having done the complete initial version of the quotation and having handed it over to 

the new sales person he was not involved at all in the revisions and changes. Both the 

Gamma and Theta QEs were involved from the beginning until the handover to 

execution. The Kappa QE explains that he was not involved any longer because the 

quotation process was lengthy and time consuming because of the many changes 

requested by the customer and that he has got other quotations to take care of. Regarding 

changes from the Gamma QE again reports that what he does for the initial quotation 

will apply in 80 % of the cases. Thus, the revisions and changes are not a reason for him 

to get out of the sales project after the initial quotation has been made.
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Part of the quotation done by QE

The Kappa QE did a complete quotation before he left the sales project. In Gamma the 

QE only made the most technically demanding parts of the quotation and said he would 

not be motivated to do all the other things, which are also required for the quotation to 

be complete. The Theta QE did the whole part, which the sales person requested him to 

do, however there were also other people, specialized in certain products, involved in 

assisting the sales person with the quotation.

QE involvement and success of quotation

When I compare the involvement of the QE to the success of the quotation phase I get 

that the two projects, where the QE was involved throughout the sales projects, were 

successful in that they resulted in contracts as well as did not contain any “surprises” for 

the executing team. The Kappa quotation could easily be seen as a failure as on the one 

hand the new sales person in Kappa made mistakes as reported by the PM and these 

might have been avoided if the QE would have been involved. On the other hand the 

contract was won in very tough competition and it was considered a success by the head 

of the sales office. It is possible that it were the missing prices in the quotation that made 

the price such that the customer decided to choose EFFESS. The conclusion of this is 

that involving the QE in the sales project most likely improves the quality of the 

quotation from an execution project point of view and thus leads to less to a more 

efficient start of the execution project.

When the QE is involved in the quotation preparation there is centralization and when 

the quotation is made in the sales office the decisions are decentralized there. The QE 

can also serve as an integrator between the sales and execution project, but a prerequisite 

for that is that he is involved during the whole quotation process.

The QE served as inside sales person

To have the QE to serve as an inside sales person was an exceptional solution that was 

chosen in the Kappa project due to lack of staff at the sales office. Though, it shows that
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the quotation engineer is a technically skilful person, who can do also sales tasks in a 

similar manner, as the sales persons can do technical tasks. The use of the quotation 

engineer in the role of the internal sales person is a sign of organizational flexibility, 

which is a competitive advantage in project business. When the QE serves as an inside 

sales person he is an integrator.

Project engineer to be quotation engineer

In the interviews it was often said that there are differences between how the P&P and 

E&HC projects work, and this is one of those differences. In the Theta project the PE 

also functioned as QE, which is normal in P&P projects.

The quite obvious evidence from the Theta project says that it is easier to transfer the 

project information from sales to execution, when the PE is involved in the sales project 

as a QE. The QE serves as an integrator providing for both information transfer and 

reduction of equivocality.

However, when E&HC projects are in question it was strongly emphasized that it is not 

feasible for the PE to be the QE. One reason is that the E&HC PE has more tasks during 

the execution project and thus cannot free resources for preparing a quotation. Another 

reason is the scarcity of persons with skills enough to be QE. It is easier to find people 

with PE skills. A third reason comes from these, and is that the skills required from the 

E&HC QE and PE are quite different.

Involving the PM in the sales project

The PM was involved in none of the quotation preparation phases; even though the 

project model suggests that he should have been involved. It was also mentioned that it 

is not necessary to involve the PM in that part. This raises the question, if it all is 

necessary to strive for to have the PM involved there, even though that is what the 

EPEESS process model for projects suggests. Several respondents though, said it is good 

to involve the PM in the quotation preparation of large projects. E.g. The Gamma PM 

has been involved in the sales project of a very large project and there it is beneficial.
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The Theta project was the only one in which the PM was involved before the order. The 

Theta PM was appointed as soon as the project opportunity was identified and came in 

to the negotiations, and this seems to be a favorable time to involve him, as he then 

knows what has been agreed on with the customer. Also the evidence from Kappa 

supports that it could have been good to involve the PM already before the order. Now 

the Kappa PM had to do quite a lot of clarifications in the beginning. However, the 

Gamma quotation and project went well without involving the PM before the project 

was won and that PM also says he is not interested in being involved in sales projects of 

this kind.

When the PM is involved in the sales project he acts as an integrator between the sales 

project and the execution project. Also the element of group meetings is present if he is 

involved in negotiations or sales project team meetings.

Customer interface during sales project

The contacts to the customer during the quotation preparation appear to take place at two 

levels in the Kappa project and at one level in the Gamma and Theta projects. In the 

Kappa project the inside sales person (also the QE when he was inside salesman) was in 

contact with the technical people on the customer’s side, while the external sales person 

and the head of the sales unit were in contact regarding commercial issues. In the Kappa 

project there was at least one meeting for clarifying technical details with the customer.

In the Gamma project the external sales person involved his inside colleague into the 

contacts with the customer. Together they handled both the technical and the 

commercial issues.

In Theta the sales person was in contact with the customer in that he received the 

quotation by e-mail and sent it to the QE and also through the negotiations, in which he 

participated together with the PM. The Theta enquiry was so clear that there was no 

reason for the QE to ask for clarifications, but if there had been a need he would have 

been in direct contact with the customer.
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Managing the customer interface included different amounts of centralization. Also 

group meetings existed.

Internal communication during sales project

The Gamma project included one face-to-face meeting with the sales team to clear some 

technical issues out. No such meetings were reported from Kappa. The Gamma meeting 

seems to have been an ad-hoc meeting and not one that exists in all projects. In Theta the 

sales team met face-to-face before the negotiations.

4.4.2. Organizational arrangements during project transfer from 

sales to execution

The organizational arrangements during project transfer from sales to execution are 

presented in Table 5 and they are further elaborated in the subsections of this chapter.

Table 5. Organizational arrangements during project transfer from sales to execution.

Organizational 
arrangements 
during project 
transfer from 
sales to 
execution

Kappa Gamma Theta Integration
mechanism

Kickoff meeting 
held

• Yes, in the local 
sales office. The
PM and PE were 
present as well as 
sales people.

• Yes, in project unit 
office Helsinki, PE, 
PM and 
engineering 
manager present

• Yes, in project 
unit office, 
Helsinki, PM, 
PE/QE, sales 
person, 
assistants

Group
meeting

Informal, face-to- 
face, project 
transfer between
QE and PE

• No • Yes • Not needed, 
because
PE=QE.

Direct contact

Kickoff meeting in all projects

A kickoff meeting was held in the beginning of all three case projects. The Kappa 

kickoff meeting was held in the local sales office. The PE and PM traveled there from 

the UK. Also the head of the sales office and the inside and outside sales persons were
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present. The Kappa QE was not involved since so much had been changed from the 

initial quotation that he could not comment on it any more.

The Gamma kickoff was held officially in January 2006 with representatives of the 

project unit only (engineering manager, PM and PE). However, already in December 

there was a brief meeting between the sales person, the PM and the PE. This meeting 

also served as kind of a kickoff meeting.

The Theta execution project team met for what they called a start-up meeting in which 

the PM, PE/QE, sales person and project assistants took part.

From the Kappa project it was said that the kickoff meeting should be held as soon as 

possible. In both the Kappa and the Gamma cases the transfer was made in a hurry, in 

Kappa because the PM was on summer vacation for three weeks in the beginning and in 

Gamma because the start was a bit late, the schedule was tight and Christmas was 
coming.

The kickoff meeting as a group meeting served to transfer information, but is especially 

good for solving unclear issues.

Other communication practices for transferring the project

In the Gamma project the QE handed the project material over to the PE in an informal 

meeting. This was integration through direct contact. In the Kappa project this handing 

over occurred between the PM and the new inside sales person. In Theta the PE already 

had that information as he had quoted it so such a handover was not needed. The PM for 

that project adds that it would be difficult if the QE were another person than the PE. 

The Theta PM also reported that there were some challenges with transferring the 

information regarding the parts of the quotation for which the sales person had made the 

technical part. Nothing like this was reported from the Kappa or from the Gamma 

project.
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4.4.3. Organizational arrangements during project execution

The organizational arrangements for bridging the interface between project marketing 

and execution during the execution project are presented in Table 6. The arrangements 

are elaborated in the following subsections.
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Table 6. Organizational arrangements during the execution project.

Organizational 
arrangements 
during project 
execution

Kappa Gamma Theta Integration
mechanism

PM is responsible 
for the execution 
project

• Yes, and had to 
do quite a lot 
since the PE was 
new in his 
function

• Yes • Yes Coordination
through
hierarchy
(Centralization)

PE role in 
execution project

• Mainly 
documentation

• Documentation and 
inspections

• The line between the 
PM and PE tasks not 
so clear

• The PE reports 
he has
considerably 
less to do than 
his E&HC 
colleagues.

Not an
integrating
arrangement

PM and PE go 
through quotation 
after the order is 
received.

• Not reported 
explicitly, but 
probably yes.

• Yes. • No, not 
necessary.

Coordination 
by rules and 
programs

The QE
involvement in the 
execution project

• Not involved as 
had left the 
project earlier.

• Not involved. It 
would be a waste of 
resources to use the 
technically very 
knowledgeable QE 
e.g. as PE.

• Involved as
PE.

Integrator

Sales people in 
execution project

• Supportive role 
regarding 
commercial 
issues only.

• Takes an active role 
concerning both 
technical and 
commercial issues

• The preferred contact 
for the customer 
according to himself.

• Supporting 
role. Involved 
in solving 
import 
permission 
issue.

Integrator

PM handles also 
commercial issues

• Yes, because the 
inside sales 
person left the 
company the 
sales office 
needed 
assistance.

• No • No Coordination
through
hierarchy
(Centralization)

Customer interface • Kickoff at 
customer’s 
location. Both 
project and sales 
people present.

• Direct contacts 
between 
executing team 
and customer

• Kickoff at 
customer’s location. 
Both project and 
sales people present.

• Direct contacts 
between executing 
team and customer, 
however, the contacts 
sometimes go via the 
sales person.

• No kickoff 
with customer 
needed thanks 
to a clear 
order.

• Direct contacts 
between 
executing team 
and customer

Group meeting

Location of 
execution team

• PM, PE in same 
office

• PM, PE and QE in 
same office

• PM, PE/QE in 
same office

Direct contact, 
group meeting
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The PM is responsible for the execution project

In each project it was recognized that the responsibility for the execution project is on 

the PM, which means that the decision making is centralized to the project unit although 

the PM has freedom to decide inside his project. The Gamma sales person says that if 

the customer requests a change through him, he first checks it with the PM and then 

answers to the customer. In the Kappa project the PM additionally had to take quite a lot 

of tasks onto himself, as the PE was new in the group and handled mostly 

documentation issues. The Gamma PE reports that the division of tasks between the PM 

and the PE depends on the preferences of the PM.

The PE in the execution project

The PE in E&HC and P&P projects are reported to have quite different responsibilities. 

The scope of tasks for the E&HC PE is much wider. The Gamma PE for example took 

care of inspections of material. The Theta PE reports that he has considerably less to do 

in the execution project than his colleagues in E&HC projects. In Theta he took care of 

specifications and any changes to them during execution. The Kappa PE was new in his 

function, so the PM did part of the tasks that normally belong to the PE.

PM and PE go through quotation after order

In the beginning of the Gamma project, the PM and PE went through the last version of 

the quotation and analyzed the requirements of the customer. This was done in order to 

ensure that what had been offered fit the customer’s need. This was seen to be necessary, 

even though the QE was competent and had made a good quality quotation. Also the QE 

recognized the need for this assessment. The changes, which the PM and PE made were 

not because of errors made by the QE or sales person, but because of changes requested 

by the customer. This also serves as a way for the PM and PE to get into the project.

An assessment like the one described above was not seen to be necessary in the Theta 

project nor in P&P projects in general.
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This assessment of the quotation is done systematically in every E&HC project and can 

thus be seen as kind of an integrating mechanism coordinating by rules and regulations.

The QE in the execution project

In Theta the PE was the QE so in that way the QE was involved also in the execution 

project, where he acted as an integrator. However, the QE was not involved in the 

execution projects of Kappa or Gamma. It was said that it would be a waste of resources 

to use the technically skilled QE to do the tasks of a PE.

Sales people in execution project

There are two different views on how sales should be involved in the execution project. 

The one is that sales should be supportive only and the other is that sales should take an 

active role.

In the Kappa project the role of sales during project execution was quite small. As the 

inside sales person left the company, he was not involved in the project any longer. The 

external sales person, as well as the head of the sales office, was responsible for any 

commercial changes, but their roles seem to have been small. The Theta sales person 

also had a supporting role during the execution project. He was e.g. involved in solving 

some problems with import permissions.

The Gamma project sales person took an active role in the project, which can be seen for 

example from the dispute about the e-mail in Italian. He says that he needs to be active 

because of the Italian way of doing business. The customers want to be in contact with 

him and he has to have the information they ask for, both technical and commercial. 

This research does not answer to what the Italian way is like, however, the audit made 

by the Italian contractor in Gamma tells that also they want to be in direct contact with 

the executing PM and PE and not only with the sales person.

Ideally, when sales people are involved in the execution project they act as integrators 

bringing information and equivocality reduction. However, here it seems like the 

involvement of sales people in the execution project did not bring that so much as it
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seemed as the sales people focused more on the customer than on the execution project 

team.

PM handles also commercial issues

In Kappa the PM not only handled the execution of the already sold project, but he also 

did the quotation for some additional parts. He did it because the sales office suffered of 

lack of resources after the new inside sales person had left the company. The PM reports 

that he gained the confidence of the head of the Paris sales office during the execution of 

the project and therefore was let in to quote the additional sales. In the Theta nothing 

like this was reported and in Gamma the sales person was responsible for all the 

commercial issues.

An arrangement like this means that the decision making is centralized, which might 

lead to loosing the contact with the local level. However, as it is done in the context of 

an individual project it can still succeed well.

Customer interface

In the beginning of both the Kappa and the Gamma projects there were kickoff meetings 

also at the customers’ locations. There the salesmen and in the Gamma meeting both the 

PM and PE and in the Kappa meeting the PM were present. The Theta project reports 

that no such meeting was needed. Everything was clear enough when the order was 

received. These group meetings transferred information and reduced equivocality.

In that Gamma kickoff meeting rules for the communication were set. They consist of 

who should be included on the distribution list etc. Because these rules had been set in 

the beginning the PM was even more irritated by the behavior of the sales man in the 

dispute with the e-mail in Italian. There the communication rules which were set up in 

the beginning were broken by the Italian sales person, which upset the Finnish PM.

All projects have had direct communication channels from the executing team to the 

customer. Additionally the Kappa team reports that there have been no language 

problems.
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Location of the project team

The Kappa execution team says that it was easy to sort things out as they are sitting in 

the same office space. Thus it is easy for them to be in direct contact and arrange group 

meetings.

Markus Lampenius, 2006 101



5. Discussion

In this chapter I first discuss the different organizational arrangements found by 

considering the empirical study at a more general level. Later the empirical findings are 

compared to the findings from literature. The factors affecting the organizing of the 

interface, the organizational arrangements for organizing the interface and the possibility 

to standardize are assessed. Thereafter, the empirical findings are brought into the 

framework developed in the literature chapter. Finally I address the reliability of the 

study.

5.1. Organizational arrangements and reasons for choosing 
them

In this section I elaborate organizational arrangements for organizing the interface 

between project marketing and execution and the reasons for choosing those 

arrangements. I follow the same phase division as in section 4.4 above. However, here 

several organizational arrangements are assessed in the same section as they are closely 

related to each other. I also take in more general arguments from the interviews than 

those explicitly connected to the case projects and discuss how suitable the 

organizational arrangements are for standardization.

5.1.1. Organizational arrangements for the sales project

The quotation preparation phase is important with regard to the interface between sales 

and execution in that several decisions made there will have implications for the whole 

project. The quality of the quotation is two-dimensional. First, there is the technical 

quality, which tells how well the scope offered suits the requirements of the customer. 

The second dimension is the commercial quality. For the customer both dimensions are 

important. In the projects of this study the technical scope was first worked out and 

when it was accepted by the customer the financials were negotiated on. A risk was seen 

to be that in negotiations between the customer’s purchasers and the supplier’s salesmen 

the technical quality easily falls aside and emphasis is put on the financial figures.
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However, from the supplier’s point of view it is essential that the scope remains such 

that it will give a solution that provides the functionalities the customer requires in order 

to gain acceptance of the project product. The solution should also be manufacturable 

within budget.

In order to ensure the technical quality of the quotation the sales persons have not only 

commercial skills, but also technical know-how. However, in an even more complex 

world the technical knowledge about all products cannot be possessed by one person and 

thus the sales person will need support when preparing the quotation. This study 

suggests that the quotation preparation should be conducted by local sales persons who 

are assisted by QEs. In very large projects also the PM should be involved already in the 

quotation preparation. Next I discuss how the responsibilities should be distributed 
during quotation preparation.

Sales person is responsible - QE gives support

Based on the three case projects it seems that there should be a sales person being 

responsible for that the quotation is done and a QE giving technical support. This sales 

person does not necessarily have the authority to do the commercial decisions alone, but 

coordinates and finalizes the quotation. He can be an inside or outside sales person or 

even a quotation engineer as seen in Kappa. The commercial issues in the quotation are 

decided on by the sales project manager who is an external sales person, head of the 

sales office or key account manager. There are different views on how much the 

responsible sales person should do himself or how much he should ask for assistance 

from others like the QE, product managers etc. The QE can have different roles, 

depending on his skills, the need for support, the workload etc. The individuals involved 

in the quotation preparation are showed in Figure 18.
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Figure 18. The people involved in the quotation preparation and their relationships.

The sales offices gladly use the support of QEs, but there are some prerequisites. First 

the price must be right, because if it is cheaper to do the job in the sales office it is 

tempting to do it there, especially if there are free resources. Second, there should be 

support when it is asked for. There must be enough QEs and if there is not, they should 

be carefully directed to the strategically most important quotations.

Balance QE and sales person effort - use scarcest resources most 

effectively

Since there is lack of knowledgeable QEs and more projects opportunities available than 

can be quoted for it is necessary to use the QE resources wisely. From the case projects 

it is obvious that the QEs have different roles depending on their skills.

The challenge is to find the optimal balance between the skills and effort of the salesman 

and the QE. Such a balance ensures high quality of the quotation and does not overload 

the QE with unnecessary trivial tasks and his capacity and his motivation stays high. The 

skills and effort of the sales person ideally should be adjusted based on the QE skills as 

the QE resources are the scarcest. However, as there is lack of skilled sales personnel in
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some sales offices the balance must be adjusted to them also. In such situations the QE 

probably has to take more responsibility for the whole technical part of the quotation, 

which leads to him being overloaded more easily. The main thing, however, is to avoid 

the gap presented in Figure 19 and to achieve a win-win situation for the sales person 

and the QE. There must be no gap during the whole sales project and not only in the 

beginning of the quotation preparation.

Total effort needed ........... :
Salesman effort

Salesman c ffort~~'~-~-^__ meets QE effort
does not meet Qb t 
effort -> a gap

' -> no gap

QE does more Sales person does more

Figure 19. The quotation preparation work is divided between the sales person and the quotation 

engineer. The efforts of those two should meet in a fit.

It is a competitive advantage to be flexible with regard to the use of resources. In times 

of many projects the sales persons do more of the technical parts and if there are less 

project opportunities the QEs do more of the technical parts and the sales people 

concentrate on selling. Similarly, it is also good to have the flexibility that the QE can 

support the sales office with complete quotations, i.e. the QE serves as an inside sales 
person.

The effort needed to prepare the quotation is one major factor when trying to establish a 

fit between the sales person and the QE. The effort level obviously is dependent on 

project size and complexity, but also on the amount of changes requested by the 

customer. Some customers request more changes than others and those changes then 

lead to more effort being required from both the salesman and the QE. Such changes 

may come from the customer’s evolving process design; from personnel changes in both 

the customer and the supplier organizations. Also lack of experience level of the people 

involved is one reason for changes. By minimizing the amount of changes the effort 

needed from the sales person and the QE can be kept lower.
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Another major factor affecting the effort needed in the quotation is the business practice. 

The E&HC project quotations currently must be made at a much more detailed level 

than the P&P quotations, because that is how the business works. If this level of detail 

could be decreased, the amount of resources needed for the quotation preparation phase 

would be significantly lower.

I can conclude this part by stating that one key success factor is to have technically 

skilled salesmen, who can take care of less complex technical issues as this frees up the 

more scarce QE resources. And further if the sales people are inexperienced the QE must 

give sufficient support in order to ensure a smooth execution project.

Both technical and commercial know-how is needed

From the case projects it seems as the Gamma and Theta sales persons were more 

knowledgeable about projects than the new inside sales engineer was in Kappa and that 

view is also supported by project unit people. Basing the analysis simply on this view, 

together with the Ghoshal and Nohria [1989] framework for headquarters-subsidiary 

relations I could conclude that a subsidiary with lower resources (i.e. sales person with 

lower technical skills), which does not get the centralized support it need, performs 

worse than one that gets the support. This would lead further to the conclusion, 

supported by the Ghoshal and Nohria framework, that such subsidiaries should be more 

centralized than those with higher resources if high technical quality of the quotation is 

to be achieved. However, in such an analysis I would look at the one side of the coin 

only. When I take a second look at the Kappa quotation, based on the opinion of the 

head of the Paris sales office that it was a very successful sales project I get a different 

picture. I cannot say that the quotation was a failure, even though it caused challenges 

for the executing team. This is an example of the clashing objectives between sales and 

operations, or project marketing and project execution in this case. However, as the 

successful execution of the project is a way of preparing the road for coming projects it 

should be in the interest of the salesman not to do too unrealistic a quotation. Still, if his 

bonuses are based on the sales volume that might be too far-fetched reasoning.
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What I can conclude, is that it seems as there are better possibilities to reach a 

technically good result and to prepare for a smooth start of the execution project if the 

quotation engineer is involved during the whole quotation process, especially if the 

products are more demanding or the skill level of the sales person is lower. This view is 

thus supported by Ghoshal and Nohria’s framework. Sometimes though, it might be 

necessary for the sales person to put a bit optimistic things in the quotation in order to 

get the order, which most likely will lead to challenges in the execution project.

I will return later to the advantages that can be taken of the QE in the transfer, when he 

has been involved in the whole quotation preparation phase and knows the quotation.

The PM’s role in quotation preparation

From our three case projects there is no evidence that it would be beneficial to involve 

the PM in the preparation of quotation for projects like the ones studied here. As our 

sample is so narrow, it is not possible to draw the conclusion that it would be an 

effective organizational arrangement in all kinds of projects. Several respondents 

suggest that in larger projects the need to involve the PM also in the quotation phase is 

evident. However, what I can conclude from this study is that the PM should be involved 

in the quotation preparation with care as the resources are scarce and that in simple 

equipment delivery projects the need for involving the PM is small.

One sales office manager claims that what is needed during the E&HC sales projects is 

not knowledge about how the project will be managed, but about the technology. If the 

PM’s role in the quotation is that of giving technical support only, he can also be 

replaced by the QE or PE, who can do that task as well.

Project engineer to be also quotation engineer

The benefits of using the PE as a QE are several. The PE then serves as an integrator 

[Daft and Lengel 1986, Table 1] between the sales project team and the execution 

project team. This gives advantages like lessons learned from ongoing projects can be 

easily transferred into new quotations; project information is easily brought from the

Markus Lampenius, 2006 107



sales project into the execution project etc. However, for this arrangement to be feasible 

there must be symmetry between the effort needed in the quotation phase and the effort 

needed in the execution phase as well as symmetry between the qualities needed from 

the person in both the quotation phase and the execution phase.

In the P&P projects there seems to exist such symmetries. It is possible for the PE to 

prepare quotations at the same time as he is following the ongoing projects as the 

execution phase in P&P projects is quite lightweight for the PE. Though, the engineering 

manager point out that it is challenging to appoint the right staff to the right projects 

with this kind of an arrangement. However, as I elaborated above, the effort required in 

the quotation phase differs to quite an extent between the P&P and E&HC projects. In 

the E&HC projects the quotation preparation phase is more knowledge intensive; 

demanding specific knowledge from the QE and all the technical details must be 

specified already in the quotation, which means quite an effort.

The E&HC execution phase again asks for a PE who can do technical matters, but not at 

the same level as in the quotation, who can organize and also is able to be in contact 

with the customer to deal with inspections of the equipment etc. This means that he 

cannot be quoting other projects during execution of the ongoing project nor could he 

execute projects at the same time as he is preparing a quotation. A fact is also that most 

E&HC PEs do not have the skills needed to do quotations.

Altogether this means that it would be a waste of resources to use the scarce, technically 

skilful E&HC quotation engineer, like the one in the Gamma project, to look after the 

execution project. Therefore the conclusion is that the PE should be used as QE in P&P 

projects, but not in E&HC projects.

Customer interface during sales project

During the quotation preparation it seems as there should be contacts between the 

salesmen and the customer, but that the QE should not contact the customer directly as 

this would confuse the customer. This probably also depends on the size of the project.
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In very large sales projects it can be an idea to establish contacts between the customer 

technical part and the QE or PM in order to ensure smooth exchange of information.

Organizational arrangements for the negotiations

The negotiations with the customer were mostly started after the technical part of the 

quotation had been accepted by the customer. The PM was not involved in the 

negotiations in the two E&HC projects

When the PM comes into the project at the stage of negotiations he serves as an 

integrator in two ways. He brings technical know-how to the negotiations and thus 

ensures that the solution offered is both feasible and manufacturable. Also he then 

knows what has been agreed with the customer and why certain choices have been made 

and brings all that information into the execution project. Thus it can be concluded that 

by having the PM involved a smoother and more efficient transition to the execution 

phase can be achieved. Though, I note that if the PM or someone else from the execution 

side is involved in the sales project it might lead to that fewer risks are taken and, if you 

are too careful, you will lose your business.

However, the empirical evidence from this study shows that the above suggested 

organizational arrangement is not used in all projects. For the E&HC projects the PM is 

reported to be appointed after the project order is received and then he naturally is not 

involved in the negotiations either. The reasons for the PM not being appointed earlier 

are several. The lack of resources is the primary one. Also the risk of not getting the 

project was mentioned as one reason for why the PM should not be involved. The hit 

rate of E&HC projects is suggested, by the EFFESS project unit and sales office 

managers, to be roughly one fourth of that of P&P projects. A third reason suggested is 

that some of the equipment delivery projects are so simple that it is not necessary to be 

involved. The benefits achieved do not motivate it.
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Figure 20. An example of the total use of project manager resources when involving him early or 

after the order. The shaded blue area is smaller and thus the project manager should be involved 

early in this case.

In Figure 20 two different scenarios are depicted. The shaded area represents the 

resources used if the project manager was appointed before the order and the dotted area 

the resources used if he were involved only after the order. It can be seen that in this 

case the shaded area is smaller than the dotted one and it would have been more efficient 

to involve the PM early. In reality, however, it is difficult to estimate how much 

smoother the project transition and execution will be if the PM is involved early and 

what that means with regard to the need for resources. Additionally, the probability of 

getting the order must be estimated.

Table 7 presents four different imaginary scenarios with differing hit rates and PM 

involvements in the sales project. The numbers in the table are not absolute, but relative 

to each other. The starting point is a project where the PM is not involved in the sales 

project. It has requires an effort of 100 resource units during the execution project. The 

workload in the execution project if the PM is involved is estimated by the project unit 

director to be 70 % of the workload if the PM was not involved in the sales project and 

is therefore 70 resource units. In order to achieve that decrease in required efforts during 

the execution project the PM must make an effort in the sales project. That effort is 

estimated to be 10 % of the effort in the execution project and is thus 7 resource units.
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In the table I compare the total effort per executed project when the PM is involved in 

the sales project and when he is not. The numbers in the table are just estimates and 

quantitative research is needed to get the real figures. For it to be effective to involve the 

PM in the sales project the hit rate must be high enough, the PM effort in the sales 

project small enough and finally the total effort in the execution project must be 

significantly lower than if the PM was not involved in the sales project.

The first scenario is near the hit rate suggested by the respondents for the E&HC 

projects. It can be seen that in such a case it is not effective to involve the PM in the 

sales project. However, when the hit rate is increased, for example based on previous 

experience with the customer or products, we get to and beyond the second scenario. 

There the hit rate is increased to the level where it becomes beneficial to involve the PM 

in the sales project. Another way to make it effective to involve the PM is to improve the 

ways of action to such an amount that the effort by the PM during the sales project can 

be decreased, while the same decrease in effort in the execution project is kept intact. 

This is described in the third scenario. The fourth scenario represents a situation where 

the supplier is quite sure the project will be won. The project unit director says this is the 

hit rate for “sure” projects in the Italian and French sales offices. When the hit rate is at 

that level it becomes beneficial to involve the PM early as the effort most often can be 

taken advantage of.
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Table 7. Different scenarios for involving the project manager in the sales project.

Scenario
Hit
rate

PM
effort in
sales
project
(resource
units)

Effort in
execution,
PM not
involved
in sales
(resource
units)

Effort in
execution,
PM
involved 
in sales 
(resource 
units)

Effort/ 
execution 
project, PM not 
involved in sales 
project
(resource units)

Effort/ 
execution 
project, PM 
involved in 
sales project 
(resource 
units)

1. Low hit rate, 
normal PM effort in 
sales project 15 % 7 100 70 117 100
2. High hit rate, 
normal PM effort in 
sales project 24% 7 100 70 99 100
3. Low hit rate, low 
PM effort in sales 
project 15 % 3 100 79 99 100
4. Very high hit 
rate, normal PM 
effort in sales 
project 65 % 7 100 70 81 100

This study cannot answer completely to what kind of hit rates are needed and which kind 

of projects benefit from involving the PM early. Still, one answer is found from the P&P 

projects where this organizational arrangement is used. In the P&P projects there are 

enough resources to involve the PM early and it is done. So most likely it is a good 

procedure with the hit rate and complexity of the P&P projects. Though, it is difficult to 

transfer this learning to the E&HC projects as they are different from the P&P projects 

both with regard to complexity, customer relationships (long tradition in P&P, personal 

relationships) and market share (P&P is much higher, perhaps 4-5 times higher. Exact 

figures could not be obtained).

Summarizing the organizational arrangements during the sales project

The organizational arrangements, used to bridge the gap between project marketing and 

execution during the sales project, are summarized in Table 8. In that table I also present 

the factors affecting the choice of arrangement. Additionally the suitability for
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standardization of the arrangement is also in the table. The standardization is further 

discussed in section 5.2.3.

Table 8. Organizational arrangements during the sales project, factors affecting them and 

possibility of standardization.

Organizational 
arrangements during 
sales project

Factors affecting the choice 
of this arrangement

Standardization possibility

Sales person is responsible 
for quotation preparation

• Decentralization to stay in contact 
with local level

• Clear division of responsibilities

• Yes, this should be standard in 
all projects.

QE involvement and part of 
quotation made by QE

• QE and sales resources available
• Quotation preparation effort 

Duration of quotation preparation
• Complexity and novelty of the 

solution
• Cost of quotation support
• Skills of QE and sales staff
• Need for sales person to know 

quotation

• There should be a balance 
between the different factors, 
mainly between the skills and 
efforts of the sales person and the 
QE.

QE serves as inside sales 
person

• Sales office resource need
• The skills of the QE

• This arrangement is an 
exceptional solution to use when 
flexibility is needed

PE to be QE • Symmetry between the effort and 
skill required in the quotation and 
execution phases

• The P&P projects can use this 
arrangement as standard. For the 
E&HC projects it is not suitable 
due to the different skills 
required from the PE and the QE.

PM involvement in 
quotation preparation

• Project size
• Probability of getting the order
• Resource availability

• Effective probably in very large 
projects only. The P&P projects 
have higher hit rate so there this 
arrangement is more likely to be 
suitable.

PM involvement in 
negotiations with customer

• Project complexity and size
• Resource availability
• Probability of getting the order

• Seems to be an effective 
arrangement in most projects 
except for the simplest ones.

Sales people responsible for 
customer interface during 
quotation preparation

• Technical skills of sales people
• Size and complexity of project

• Sales people in most projects. In 
larger and more complex projects 
direct contacts between the QE 
and PM and the customer can 
probably be beneficial.

Sales team face-to-face 
meetings

• Complexity and novelty of 
solution

• Size of project

• These can be ad-hoc meetings 
arranged when needed.
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5.1.2. Organizational arrangements for transferring the project 
from sales to execution

Kickoff meeting

A kickoff meeting was held in the beginning of every execution project so it can be 

assumed it is an effective organizational arrangement, which is also widely supported in 

project management literature [e.g. Turner, 1999]. In that meeting the execution project 

team starts the project up, shares information and agrees on how the project should be 

implemented.

Thus, it can be concluded that a face-to-face kickoff meeting involving sales person(s), 

PM, PE and other executing team members should be held. Through that meeting both 

uncertainty and equivocality in the execution project can be reduced.

Emphasis should be put on ensuring that the information possessed by the persons, who 

are involved in the sales project, but not in the execution project, is transferred properly 

and completely in the beginning of the project or even already during the sales project.

QE involved until the transfer

It is advantageous to have the QE involved until the end of the sales project, since he has 

a deeper technical knowledge of the project than the sales person and thus is better fit to 

transfer it to the PE and the rest of the executing team.

The suggestion is to involve the QE during the whole sales project. He should be present 

in the technical negotiations with the customer or brief the PM thoroughly before that. 

He should also be involved in the transfer of the project from sales to execution. 

Preferably he should transfer it in a face-to-face meeting with representatives of the 

executing team. If such a meeting cannot be held it is important to arrange for the 

information to be transferred e.g. by arranging a phone/video conference, e-mail 

discussion or similar.
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Summarizing the organizational arrangements during the transfer of 

the project from sales to execution

The organizational arrangements, used to bridge the gap between project marketing and 

execution during the transfer of the project from sales to execution, are summarized in 

Table 9. In that table I also present the factors affecting the choice of arrangement. 

Additionally the suitability for standardization of the arrangement is also in the table.

Table 9. Organizational arrangements during the transfer of the project from sales to execution, 

factors affecting them and possibility of standardization.

Organizational 
arrangements during 
project transfer from 
sales to execution

Factors affecting the 
choice of this 
arrangement

Standardization possibility

Kickoff meeting • The amount of equivocal 
issues in the project

• The size and complexity of 
the project

• The involvement of 
executing people in the sales 
project

• Every project should have a kickoff 
meeting.

• The participants can be decided based 
on the issues needed to clear out.

Informal, face-to-face, 
project transfer between
QE and PE

• Physical distance between
PE and QE

• Complexity and equivocality

• This is good to have if possible, but the 
costs for the meeting must be compared 
to the benefits.

• It is not needed when the PE is the QE.

5.1.3. Organizational arrangements for the execution project

The interface between project marketing and execution is less complex during project 

execution than during the earlier phases of the project. This is because most of the 

critical decisions have been made and the project is implemented according to a 

prepared plan. The greatest challenges here are related to the role of the sales people.

From the empirical evidence in the case projects we learn that the tasks in the execution 

projects are be divided quite freely among the PM and PE depending on their skills and 

preferences. Though, it should be remembered that it is the PM who has got the final 

say.
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As described above there are different views on the role of sales people in the execution 

project. The Italian sales person argues that there are national and cultural differences, 

which require the local sales person to be involved, while others think that is not 

necessary.

The conflict stems from the different agendas and objectives of the different 

organizational units. The primary goal of the execution project team is to deliver a good 

project product according to the agreed specifications, within budget and on time. The 

goal of the sales person during the execution project is to foster the relationship with the 

client in order to ensure future business.

Arrangements for customer contact

At EFFESS the aim is to have direct contacts between the executing team and the 

corresponding people on the customer’s side. This is also the case in all three case 

projects. However, in the Gamma project the sales person insists that he should be in 

contact with the customer also regarding other issues than commercial changes and 

additional sales. He wants to be involved in the technical matters and maintains that he 

is the preferred contact for the customer. This can also depend on the sales person not 

trusting the executing team fully.

The customer’s auditors suggested that there should be direct contacts between the 

EFFESS execution project team and their own corresponding party. It is possible 

though, that the persons at the customer, who are in contact with the EFFESS sales 

person, do not agree with what the auditor suggested and that they prefer to be in contact 

with the familiar EFFESS sales person, who speaks Italian.

This study cannot answer to how the Italian way of doing business differs from other 

countries. Therefore I cannot say whether this behavior by the Italian sales people is 

because of specific Italian conditions or due to the Italian sales people wanting to keep 

the projects in their hands. What can be said is that other sales offices earlier acted in the 

same way as the Italians do now, but now are used to letting the executing team take 

care of the execution project. Therefore it perhaps is a question about maturity with
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regard to using the practices suggested by the model and this would suggest that the 

Italians gradually move towards the practices that are used in the other sales offices.

Arrangements for additional sales

Sales people report that they are responsible for potential additional sales during the 

execution project. However, in the Kappa project the PM quoted some additional 

equipment and expressed the view that the execution project team should take care of 

everything with regard to the execution project, including commercial issues and 

additional sales.

To be able to use the execution project team for making quotations for additional sales 

again shows flexibility from the organization. However, it also imposes some 

challenges. Making quotations requires know-how from the project manager, which all 

necessarily do not have. As the sales person is a member of the executing team his 

resources and know-how should be used for the commercial issues and additional sales 

arising during the execution project. If that is not possible other solutions, like using the 

project manager must be considered.

The QE in the execution project

In the projects where the QE does not continue as PE his role after the transfer is one of 

giving advice only. He has no active role, but answers to questions from the execution 

team. This seems to be an efficient way of working, which lets the QE focus on new 

quotations.

Summarizing the organizational arrangements during the execution 

project

The organizational arrangements, used to bridge the gap between project marketing and 

execution during project execution, are summarized in Table 10. The table also presents 

the factors affecting the choice of arrangement. Additionally the suitability for 

standardization of the arrangement is there.
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Table 10. Organizational arrangements during project execution, factors affecting them and

possibility of standardization.

Organizational 
arrangements during 
execution project

Factors affecting the choice 
of this arrangement

Standardization possibility

PM is responsible for the 
execution project

• Clarity of responsibilities • This arrangement should be 
standard in all projects.

PM-PE responsibility 
distribution

• PM and PE skills, preferences 
and workload

• Project size

• No need to standardize. This can 
be adjusted based on the workload, 
preferences and skills of the PM 
and PE.

PM and PE go through 
quotation after the order is 
received.

• Complexity of solution
• Size of project
• Skill of QE/sales person

• This seems to be necessary in all 
E&HC projects, but not in P&P 
projects.

The QE not actively 
involved in the execution 
project

• Complexity of solution
• Size of project

• The QE should not be actively 
involved in the execution project 
unless it is the PE/PM who is QE.

• The QE should be available to 
answer questions from the 
executing team.

Sales people in execution 
project

• Customer relationship, 
customer’s preferences of contact 
person

• The working times at the 
customer location

• The technical skills of sales
• The clarity of communication
• The need to sell more
• The commercial skills of 

executing team

• In most projects the sales person 
has only a supportive role.

• Sales actively involved only if 
demanded by the customer

PM handles also 
commercial issues

• Sales office resource need
• Commercial skills of PM

• This arrangement can be used 
when flexibility is needed.
Otherwise the sales people handle 
commercial issues.

Kickoff with customer • Complexity of project
• Clarity of customer’s 

requirements
• Feasibility of customer’s 

requirements

• Should exist in most projects
• Though, in very clear cases it 

might not be necessary

Contacts with customer • Customer relationship
• Customer preferences

• Direct contacts between the project 
executors and the customer in all 
projects.

Execution team in same 
office

• Location of team members
• Complexity of project
• Amount of changes

• If possible it is good to have the 
team in the same location.
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5.2. Comparing the results to literature
In this section I first compare the factors affecting the choice of organizational 

arrangement from literature to the empirically found factors. This summarizes the 

discussion around research question Q2. Second, I structure the organizational 

arrangements according to the information processing mechanisms presented in the 

literature study. This is related to research question Ql. Third, I assess the 

standardization of the organizational arrangements, which concerns the third research 

question. Finally, the empirically found sources of information processing requirements 

and capacity are brought into the framework developed in the literature analysis.

5.2.1. The factors affecting the organizing of the interface

For each case project I identified the sources of information processing requirements. In 

the previous section I assessed these and also other factors affecting the organizing of 

the project marketing-execution interface. I now conclude all these factors affecting the 

organizing of the interface. In Table 111 structure them according to the five sources of 

information processing requirements as well as one additional “other factors” category 

for the factors not seen to be sources of information processing requirements.
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Table 11. Factors affecting the organizing of the interface between project marketing and execution.

Sources of Information processing requirements_______________________
Technology
• Project size
• Project scope complexity and novelty
• Complexity of project process

• Amount of changes and revisions
• Duration of the sales project

• Project information equivocality
• Symmetry between the effort and skill required in the quotation and execution 

phases
• Location of team individuals 

Interdepartmental relations
• Physical distance between individuals
• Organizational culture differences
• Cost of quotation support

Environment
• Market position
• Company history 

Subsidiary resources
• The skills of the sales personnel
• Value of sales persons’ relationships with customers
• Sales office resource need and availability

Customer relationship
• Quality of customer relationship
• Customer’s preferred of ways of working (e.g. preferred PM based on earlier 

experience or personal relationships)
• Sales person’s need to know the quotation to be able to serve the customer
• Probability of getting the order
• Clarity and feasibility of customer’s requirements
• Level of quotation detail required 
» Need to be present locally

Other factors
• Project unit resource availability
• The need for clear responsibilities
• The need for clear communication
• The effect of other organizational arrangements
• Objectives and preferences of individuals or departments
• Skills of project unit individuals
• Cost of project support services____________________________________________

That some of the empirically found factors are not directly sources of information

processing requirements is probably because reality is more complex than the 

information processing perspective assumes. Four of these other factors: resource 

availability, clear responsibilities and communication as well as the effect of other 

organizational arrangements are quite self explaining. The “objectives and preferences 

of individuals or departments”-factor is a manifestation of the clashing objectives in

Markus Lampenius, 2006 120



differentiated organizations. The skills of the available individuals is an important factor 

that must be taken into account. In an ideal world we would always have the resources 

that best fit the positions in the organization, but in reality we have to play with the 

resources we have got. Finally, the cost of the project support services impacts on how 

eager the sales offices are to use the services.

5.2.2. The organizational arrangements in the interface

The first research question Q1 asks for the effective organizational arrangements to 

organize the interface between project marketing and execution. These were elaborated 

first case by case in section 4.3 and then on a cross-case basis. They were further 

assessed above in section 5.1 and their effectiveness in different situations was 

evaluated. In Table 12, I now summarize all the identified organizational arrangements 

using the five sources of information processing presented in the literature review.
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Table 12. Organizational arrangements for bridging the gap between project marketing and 

execution.

Sources of Information processing capacity
Group meetings
• Sales team meetings
• Execution team meetings
• Meetings with the customer
• Locating team members close to each other
Integrator
• QE serves as inside sales person
• PE to be QE
• QE stays in the whole sales project and in the transfer to execution
• PM participates in quotation preparation and negotiations
• Sales person stays in the execution project
Coordination by targets or goals
• Project plan
Coordination through hierarchy
• Sales person is responsible for quotation preparation
• Sales person is responsible for customer contact during the sales project
• QE gives quotation support
• QE-PE informal project transfer
• PM is responsible for the execution project
• PM handles also commercial issues like additional sales
• Informal meetings, telephone conversations and e-mail contact
• Monthly project reports
Coordination by rules and regulations
• PM and PE go through quotation after the order is received
• Manufacturing IT-sy stem
• Datasheets
• The process model for projects
• Other internal rules, e.g. confirm telephone agreements by e-mail
Other organizational arrangements
PM-PE responsibility distribution decided on project by project__________________

From Table 12 we can see that the information processing mechanisms used in the case 

projects were capable of handling both uncertainty and equivocality. This suits well with 

what literature suggests. Projects generally need close personal communication practices 

to solve the issues that arise because of the uniqueness and complexity inherent in 

projects. However, in the projects I have studied, also the product coding for the 

manufacturing system plays an essential role. It is needed to processing and transfer 

large amounts of information regarding the products to be manufactured.
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5.2.3. Standardizing the organizing of the interface

The third research question considers standardization of the organizing of the interface 

between project marketing and execution. Based on the discussion above in section 5.1 I 

come to that standardization is possible and also effective for several of the 

organizational arrangements used for bridging the gap between project sales and project 

execution. However, not all arrangements are effective in all kind of projects and some 

of the arrangements were used to cope in exceptional situations. This is in line with 

Milosevic, Inman and Ozbay [2001], who say that standardization of project 

management does not necessarily lead to higher project effectiveness. Therefore, careful 

attention should be shown when choosing the arrangements that are standardized and 

those that are allowed to vary. Additionally, standardization does not necessarily mean 

that one way is used in all situations. It can also mean that certain solutions are used 

under certain circumstances. In order to be most effective there should be both 

standardization and local and project specific adaptation.

In this study I conclude that having a sales person responsible for the sales project and a 

PM responsible for the execution project are arrangements that should exist in all 

projects. Also kickoff meetings internally and with the customer are feasible to have in 

all projects, except for the simplest ones. Meetings during the sales and execution 

project can be held depending on the requirements of the project. The responsibility for 

customer contact preferably is on the sales person during the sales projects and on the 

PM during the execution projects. At least there should be direct contacts between the 

executing team and the customer. It seems as it is effective to involve the QE until the 

transfer from sales to execution in all projects. Additionally, it is good if the QE can 

transfer the project to the execution team in a face to face meeting. Finally, the teams 

should preferably be chosen from the same offices in order enable communication and 

ad-hoc meetings.

The PM involvement in the quotation preparation and negotiations varies depending on 

the project as elaborated in detail earlier. However, in most projects it seems that is 

effective to involve the PM in the negotiations.
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The need to involve the sales person in the execution project seems to be sales office 

specific. Though, as it exists in one sales office only and other sales offices have learned 

to let the execution team take the whole responsibility for the execution project it could 

be possible to do that also with this one sales office. It should be possible to explain the 

benefits of direct contact between the executing team and the customer to the customer.

There are two organizational arrangements that are clearly industry specific. The first is 

that for all P&P projects the PE is the same person as the QE. Due to the different 

requirements on the E&HC QE and PE together with the scarce amount of E&HC QEs it 

is neither feasible nor possible to use this arrangement there. The second arrangement is 

that the PE and PM of E&HC projects go through the quotation after the order has been 

received. This arrangement seems not to use the resources most effectively and it should 

be considered whether the quotation could be made so that this stage could be omitted.

It should be noted that this research has studied standardization from the viewpoint of 

single projects. However, the benefits from standardization appear not only in single 

projects, but also at a higher level, for example as a common face outwards. Therefore it 

should be remembered that standardization of organizational arrangements can be useful 

and feasible also when it is not the most effective choice for the individual project. In the 

project marketing and execution interface, I think such standardization might be needed 

primarily concerning the organizational arrangements that have an interface towards the 

customer. Relationships and trust can be built more easily and when the customers see 

that the supplier works in a proper and consistent way.

5.2.4. Concluding the discussion

I now conclude this discussion by taking the empirical findings into the framework 

developed in the theoretical part of the study. Into that framework I now bring the 

factors affecting the organizing of the project marketing-execution interface as well as 

the organizational arrangements that I see are the most important ones (see Figure 21).

In addition to the sources of information processing requirements in Figure 21, the 

following factors affect the organizing of the interface significantly. The resources and
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skills available in the project unit put constraints on the organizing. Additionally, the 

effects of the individual arrangements must be taken into account so that the 

arrangements complement each other and not oppose one another.

Technology
Project scope complexity 
and novelty
Sales project scope and 
duration
Geographical location of 
involved individuals
Interdepartmental
relations
Physical distance between 
individuals
Organizational culture 
differences 
Environment 
Market position 
Subsidiary resources 
Sales people skills 
Sales people’s customer 
relationships 
Customer relationship 
Quality of customer 
relationship
Need to be present locally

FIT

Information Information
* processing processing *

requirements capacity

Effectiveness achieved by 
matching information 

processing requirements 
and capacity

Group meetings 
Face-to-face meetings 
Integrator 
PE to be QE
QE stays in the whole sales 
project and in the transfer to 
execution
PM participates in (quotation 
preparation and) negotiations
Coordination by targets or 
goals
Project plan
Coordination through 
hierarchy
Sales person is responsible for 
sales project
QE-PE face-to-face project 
transfer
PM is responsible for the 
execution project
Coordination by rules and 
regulations
Manufacturing IT-system 
The process model for projects

Figure 21. Summarizing the most important sources of information processing requirements and 

capacity through the framework developed based on literature.

5.3. Reliability evaluation
First, in this study I assessed three case projects representing different sets of factors 

affecting the organizing of the interface as well as organizational arrangements. This 

means that generalization must be made with care. By using an in-depth assessment of 

the cases and the reasoning behind the choices made in them I try to improve the 

generalizability of the organizational arrangements to other similar situations.

The information processing perspective, which is used in this study, has not been proved 

to be a cause effect relationship [Egelhoff, 1988] However, it has been shown in many 

cases that companies having a fit between the information processing requirements and
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capacity are performing well. There have no studies, which would have shown 

companies that have a fit between their information processing requirements and 

capacity and still are performing badly [Egelhoff, 1988].
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6. Conclusions
In the beginning of this study I define the objectives. They are to clarify which the 

effective organizational arrangements for organizing the interface between project 

marketing and execution are; to find the factors affecting this organizing; to see if the 

organizing can be standardized and finally to increase trust and understanding among the 

departments at EFFESS. The objective is to contribute to the scarce research of the 

interface between project marketing and project management.

I start the study by defining three research questions and a method which include a 

literature review and an empirical study of three project marketing-execution cases. I 

assess literature about the information processing perspective, multinational 

headquarters-subsidiary relations and customer relationships. As a result I propose a new 

framework (Figure 10), which suggests that the organizing of the interface depends on 

five factors: the technology, interdepartmental relations, the environment, subsidiary 

resources and the customer relationship.

To collect data I interviewed 19 persons, both related to the cases or other 

knowledgeable and studied project documentation. Based on the data I describe the case 

projects and analyze them. As the result of the cross-case analysis I get the 

organizational arrangements in the project marketing-execution interface of the three 

cases. I further discuss these organizational arrangements and the reasons for them and 

come to a result that suggests which organizational arrangements are effective in 

different situations. I note that some organizational arrangements can be standardized, 

but that some organizational arrangements are effective only in particular situations and 

projects.

A remarkable note is that at the start of this research there were expectations to find 

some challenges because of national cultural differences. Although there were some 

challenges with a particular sales office the national cultural differences did not seem to 

play any greater role in these projects, even though that was what was claimed by the 

respondents. However, the differences in organizational culture between the
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organizational units seem to be more important. The cultural challenges are studied more 

thoroughly by a researcher colleague and the results from that research give a deeper 

insight into also the challenges of different organizational cultures [Nummelin, 2005], I 

now conclude this study with some implications for EFFESS as well as for further 

academic research.

6.1. Managerial implications
During this study I have recognized the project unit to be the bottle neck for selling and 

executing projects at EFFESS. The sales people could sell more and more equipment 

could be manufactured, but the capabilities to give quotation support and to execute 

projects are no enough. There are different solutions to removing that bottle neck and in 

this research have focused on how to organizing the interface between project marketing 

and execution and which organizational arrangements are the most effective. In the 

previous chapter a set of organizational arrangements that were found to be effective for 

managing the interface were elaborated. Also the standardization possibility of those 

arrangements was assessed. As this study is done in one organization and bases on three 

case projects only the suggestions are strongly connected to the context of the 

organization studied. I will now present some concrete suggestions for both the EFFESS 

management and for managers in organizations encountering similar challenges. I also 

have some other findings, which are not directly coupled to the organizing of the 

interface and they are presented briefly in the end.

6.1.1. Adequate quotation support resources

The organizational arrangements for managing the interface between project marketing 

and execution in single projects are elaborated in the discussion chapter above and I will 

not repeat them here. However, for the organizing of the sales project it is critical that 

the project unit is able to provide enough quotation support resources, though keeping 

the responsibility for the quotation in the hands of the local sales people or key account 

manager. These quotation support resources should be suited to the sales resources in 

order to use the scarcest resources most efficiently. The current E&HC quotation support
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resources at EFFESS seem to be too scarce and should be complemented with additional 

ones. There should be adequate training for both new and existing sales and quotation 

support people. Potential quotation engineers can be found from the day-to-day 

quotation engineers and from the inside sales people. It is probably easier to find sales 

new sales people as the technical skills required from them are not so extensive. 

Depending on, which resources there is more of, sales or technical, the fit between the 

quotation support and sales can be adjusted to use the scarcest resources as effectively as 

possible.

6.1.2. Closer customer relationships

Deeper relationships with key E&HC customers, both contractors serving as customers 

and end customers, should be built. When these customers trust EFFESS as a supplier, 

the level of detail required in the quotation can be more like the level in the P&P 

quotations. The customer should be convinced of the benefits this would bring to him 

also. He would not have to assess the quotations of several potential suppliers, which is a 

time consuming activity. The close relationships can perhaps not be achieved in the 

short term and a prerequisite probably is that EFFESS needs staff members who 

understand whole E&HC processes and not only single applications. This implies a need 

for recruitment of new resources and/or training of existing ones. Because there are so 

many different E&HC processes and licenses it is necessary to focus on a limited scope 

of contractors (licenses) and processes in order to manage them. Also relationship 

building can be more efficient if there is a clearly defined focus group. If and when new 

resources are hired they could preferably be hired from countries where the chosen 

E&HC processes are common. In that case the people have good knowledge of the 

processes and perhaps relationships to other individuals in that industry, for example to 

contractors or end customers.

6.1.3. Measurement system needed

A global system collecting data about the bids, the projects, hit rates for 

countries/customers, project unit workload etc is needed for several reasons. However,
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as there is an existing system at EFFESS and it should be studied which of the 

requirements below it fulfills and to which parts it must be further developed.

First, it would be important to coordinate the GO/NO-GO decisions on a global level in 

order to prioritize the quotation work. The system would include data on project 

opportunities together with estimations for time of order, scope etc. It would also include 

data about the ongoing projects and the workload of the project unit. Based on that data 

the GO/NO-GO decisions could be taken at a more global level and not at the level of 

the individual sales office, which is now more or less the case. This would make the 

estimation of the need for resources from the project unit easier.

The system could also be used to find and select the projects that need early involvement 

of the executing people. As I stated above the effective involvement of the PM in the 

sales project is based on the benefits it brings to the execution project as well as on the 

hit rate of the projects. As the resources are scarce it is important not to use expensive 

organizational arrangements, when it is not necessary.

Third, we have seen that the sales and execution people have their own goals, which lead 

to conflicts as they emphasize different aspects of the projects. The measurement system 

should also include measures for evaluating executed projects. These measures should 

then provide a basis for counting the bonuses for both sales and execution people.

6.1.4. Other remarks

EFFESS already have rules for GO/NO-GO decisions, but these rules might have to be 

sharpened. If the selected customers and processes were fewer it would be easier to cope 

with the demand and thus serve those customers better.

Further, if the project unit cannot cope with the demand, the projects should be assessed 

on a global level and the simplest ones should be transferred to the day-to-day side and 

thus be conducted by the sales people.

The E&HC projects are more global than the P&P projects. That the final destination of 

the delivered equipment is another country does not make the project very global if all 

project team members as well as the customer come from the same country. This is one
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difference between projects and there are several others, which have been described 

above. Therefore, the process model for projects should be updated. The former version 

is based on one single standard way of doing things. The new version should include 

contingencies and remarks that different procedures are effective under different 

circumstances and thus standardization should be applied selectively.

The last remark concerns the manufacturing system. Now it is based on the requirements 

of day-to-day business, but it should be developed to suit also the requirements of 

projects better. However, I cannot say exactly how the systems should be designed, but 

the projects ask for e.g. flexibility. How to develop the system must be the focus of 
another study.

Whether the customers want to be in contact with the sales person or directly with the 

executing team is also an issue, which could not be verified in this study. Thus it could 

be the focus of a research directed directly to the customers. Our suggestion is that in the 

cases where the customer wants to be in direct contacts, such communication practices 

should be established. In other cases there should be direct communication between the 
executing teams of the supplier and the contractor.

Another issue, that could be the focus of coming research, is the centralization of 

quotation support and project people. Now there are quotation support and project 

people both in the sales offices (inside sales persons, people dedicated to small projects) 

and in the project unit. With regard to gaining an overview of all projects it would be 

good to centralize these resources. The centralization could be done organizationally and 

not physically. This could also help in evening the global demand for quotation support.

Finally it can be said that open communication within and between departments and 
projects is a factor critical to success.

6.2. Theoretical implications

This research uses the information processing perspective for studying the organizing of 

the project marketing-execution interface. The framework developed based on that 

literature was brought into a project marketing-execution interface context. Based on
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that, the empirical assessment was performed. Now it would be relevant to study the 

project marketing-execution interface also quantitatively with different projects in 

different organizations to see if any patterns for the effective organizational 

arrangements can be found. However, it might prove difficult to find a large enough 

amount of projects that fit the purposes of such a study.

At the outset of this research national cultural differences and challenges were expected 

to play a great role in organizing the interface. However, the results do not point at such 

an importance of national culture in organizing the interface between project marketing 

and management in a globally dispersed organization. No greater challenges because of 

national cultural difference were found, though, it was mentioned that it is easier to work 

with people from the same kind of culture (the Scandinavian based P&P industry). This 

leads further to an interesting research topic. Which are the things that are blamed to 

occur because of cultural differences when they in fact happen because of company 

specific, human, industry or other reasons?
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Sales project manager
Project manager said...

Engineering
Project manager 

said...
External sales person

Sales person said...

The contractor 
Project manager said..
Project engineer said.. 

Quotation engineer said.
The project 

manager
Project manager 

said...

internal sales engineer/sales project 
engineer

Project manager said...
Sales person said... 

Quotation engineer said...

The project engineer
Project engineer said...
Project manager said...

Documentation Assistant, UK
Project engineer said...
Project manager said...

The quotation engineer
Project manager said... 

Sales person said...
Quotation engineer said...

Product manager
Project manager said.

Project manager: blue text 
Sales person: green text
Project engineer: orange text
Quotation engineer: violet text
Project plan: black text

General...
Project manager said... 
Sales person said...
Project engineer said... 
Quotation engineer said... 
Sales office director said...

Kappa

(
Project assistant,

FIN \

Project manager J
said... y'

Timeline

Quotation by QE Clarification No data on this part 
spring 2005 meeting with

customer, new sales 
engineer and QE

4th of August 2005 
Contract signed

23rd of August 
2005 Internal Kick
off in Paris

The internal 
definition period 
started after the 
internal kickoff 
meeting.

6,h September 2005
Kick-ofwith
customer

-beginning of 
October 2005 order 
entered into mfg 
systems

March 2006 
inspections

Spring 2006, almost 
complete

Appendix A



Gamma Project manager: blue text
Sales person: green text
Project engineer: orange text 
Quotation engineer: violet text 
Project plan: black text

General...
Project engineer said...
Project manager said...
Sales person said...
Quotation engineer said...

The sales manager
Project manager said.. 

Sales person said... 
Quotation engineer said

The quotation engineer
-Did the job well.

Sales person said... 
Quotation engineer said...

Timeline

Quoted when 17th August 1st December 16th December 2005
contractor 2005 QE 2005 Contract First briefing of executing
was at bid involved signed team
stage. First 
quote in 2004

Product managers
Project manager 

said...

The project manager
Project engineer said...
Project manager said... 

Sales person said...

Delivery centre
Project engineer 

said...

The contractor
Project manager 

said...
Sales person said. The designers

Project engineer 
said...

The project engineer
Project engineer said...
Project manager said...

sales office at 
location of the end 

customer
Project manager 

said...

9th March 2006 
First equipment 
in assembly.

17th January 2006 26th January 2006
Kick-off with Internal Kick-off
contractor in Italy

Week 7 2006
Pre-inspection
meeting May 2006 

Delivery



Theta Sales project manager
Project manager said... 

Sales person said...

Project manager: blue text 
Sales person: green text
Project engineer: orange text

The analyzer 
people

Sales person said...

Project manager said... 
Sales person said...
Project engineer said...

The project engineer (also 
quotation engineer)

Project manager said... 
Sales person said...

Project engineer said...

Product 
manager 

(switches) 
Project manager 

said...

The customer
Sales person said...

Project engineer said...

The sales person 
Project manager said 

Sales person said...
Project engineer said The designers

Project manager 
said...

Project engineer 
said...

The project manager
Project manager said...
Project engineer said...

13th February 2006 Meeting before going to 15th March and 17th March 2006 27th March 2006 Week 31 2006
First contact from client the customer. Negotiations at client Internal start-up meeting Delivery

Timeline




