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Abstract

The paper 1s a case study with Patria Land (the Company) as a client. The phenomenon behind the
research 1s the complexity of choosing the “right” customers for doing business with. This 1s the case
with virtually every company, not just the chent of this paper.

The research problem in this research 1s “How can the Company develop a rigorous and unambiguous
internal process for addressing the inifial inquinies from potential customers?” To provide an answer to
the set problem, there are two additional research questions, which are “What happens within the
Company when an imtial mquiry comes in?” and “"What does creating an unambiguous process for
addressing the imtial inquiries from potential customers require from the Company?”

Because of the complexity of the subject as well as the problem being quite company-specific, there were
not any ready-made solutions or theories to be applied. Therefore, providing a solution for the research
problem required combiming different theories with each other. For the empirical nature of the problem,
action research was chosen to be used as a method of conducting this research. The theoretical approach
mncluded comparing traditional project management procedures with agile ones and what are the reasons
why agile project management should be used in providing an answer for the research problem in this
research. In addition to this comparison, the commumication aspect was determuned as being one of the
challenges of the Company. Thus, the concept of business communication 1s covered in this paper.
Brninging the business communication of the Company up-to-date was chosen to be done with the help of
mobile applications and a company called AppGyver 1s used as an example of such provider in this
paper. Lastly, the process that 15 created in the paper 1s based on using the concept of a hybrid team and
therefore 1t 1s covered in detail.

Because of the empirical nature of the research problem, mterviewing certam key employees of the
Company was deemed as being the best method of gathening the empinical data. The interviews were
qualitative, semi-structured by nature and were conducted as ethnographic interviews.

The conclusions of the paper are that the Company did not have an unambiguous process for addressing
the mitial inquiries from potential customers and it was highly dependent on the person getting the
mqury how it was addressed. As for what does it require to create an unambiguous process for
addressing the 1mitial inquiries, it was deternuned that the Company needs to have a hybnid quotation
team that uses specific mobile applications to improve things such as communication and operates
according to the agile project management methodology. The actual process created for addressing the
mitial inquuries 1s based on forming the said hybrid quotation team. The process has five different stages
that are: 1. Imtial mnquiry comes in, 2. The inquiry 1s directed to the hybrid quotation team and 1s
evaluated by the team, 3. Deciding on whether to start the quotation process, 4. Quotation process and 5.
Decision from the customer.
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1 INTRODUCTION

1.1 Introduction to the Topic

It goes without saying that having a successful business requres customers. Not any
customers but such that benefit you. As m all other things in life, it 1s virtually
impossible to gain something without giving up something and that ultimately forms
a relationship. The same 1s true in doing business as well, meaming that not only does
the customer have to benefit you, you have to benefit the customer in some way as
well for them to choose you over your competitors. The importance of this
relationship 1s even more important in companies that are in project-based business,
meaning that their business 1s based on projects that have a start and an ending.
Ultimately this relates to the importance of choosing the “right” customers to do
business with; in other words, which are the customers that being in a relationship
with brings benefits to both parties. This 1s the case with all companies wanting to
succeed no matter the industry they are mn.

“Lots of good indrvidual efforts, but not much coherence ™ That 1s a direct quotation
from one of the employees of Patria Land (the Company), the client behind this
research. That quotation sums the purpose of this paper perfectly as it identifies the
main problem of the Company right to the point. The Company has a problem in
addressing mmtial inquiries from potential customers as they cwrently have no
distinctive process for doing that which consequently led to conducting this research
for creating that kind of process.

Because of the complexity of choosing the right customers and the fact that the
research problem of this research is inspired by a concrete need of an individual
company, there are not any ready-made solutions or theories to solve the problem.
Instead, providing a solution for the Company requires combining different theories
with each other as becomes evident in the following chapters.

Because of the nature of the problem it was necessary to get acquainted with the
situation of the Company first-hand night at the beginning of the process. This kind



of approach meant that action research was the best way of conducting thus research.
This 1s because in action research after the mitial planning phase that 1s a part of
every research, there 1s an acting phase right after (Lewin 1946); interviewing the
key employees and getting the hang of current situation of the Company in this case.
Therefore, this paper also has the empirical findings gained from the qualitative,
semi-structured interviews with key employees of the Company already m the
second chapter, before the theoretical part of the paper.

The business of the Company 1s project-based which means that project management
1s an obvious point to start with mn terms of the literature review. The Company’s
current use of one of the models of the traditional project management methodology
called “waterfall” model (Baird & Riggins 2012), meant that the definitions and
charactenistics of traditional project management procedures was a starting point of
the literature review. Based on the challenges that came up in the interviews,
comparing the traditional approach with the agile project management procedures
became necessary. Agile project management methods have certain features
differentiating them from the traditional ones, the most evident being that the agile
methods are designed as being iterative and therefore reducing risks (Murzaer &
Mabin 2017; Conforto et al. 2014) whereas project management 1s based on rigid and
precisely planned phases that are not returned to once completed (Baird & Riggins
2012; McConnell 2010; Banica et al. 2017).

Communication was not only mentioned as one of the challenge of the Company in
the interviews but 1s also an essential part of facilitating the use of agile project
management methodologies (Dyba & Dingsoyr 2008). Instead of focusing the at
least 126 different defimitions for communication (Dance and Larson 1976), the
focus 1n this research was on the concept of business commumnication. The different
skills that are included in business communication (Boarcas 2017; Waldeck et al.
2012) form a good base for the use of a hybrid team in addressing the mitial inquiries
from potential customers.

A team that uses virtual tools alongside the traditional face-to-face commumcation 1s
called a hybrid team (Schroeder 2013) and this method was chosen to be used in this

research to not only improve the communication of the Company as they already



have certain accelerators (Schroeder 2013) enabling the use of a hybnd team, but
also to better incorporating the agile project management methodology in the process
of addressing the mitial inquiries from potential customers.

Using a hybrid team model means that there needs to be modem tools and ways for
the members of the team to communicate with each other. Based on the mterviews
these tools are not up-to-date at the moment and therefore the mobile applications are
infroduced as a solution for this and a company called AppGyver as an example of
the provider of those applications.

By combining all the concepts mentioned above, it was possible to come up with a
solution to both research questions and the actual research problem introduced in the
following chapter.

1.2 Research Question and Objectives

The research problem for the paper was defined by the Company. They have a clear
need for a distinctive and unambiguous process for addressing the imtial inquiries
from potential customers who are looking varying information before the actual
request for information. Therefore, the research problem as a whole for this research
15 the following:

"How can the Company develop a rigorous and unambiguous internal process for
addressing the initial inquiries from potential customers?”

At the moment, the Company does not have a concrete process for addressing all the
different mmquries they get from potential customers around the world. That 15 a
problem since as was found in interviewing key personnel from the Company, there
have been beneficial projects of which the Company has missed out on for the simple
reason that an indridual employee has decided that an inqury should not cause any
actions. That 1s why there needs to be an unambiguous and ngorous process through
which all inquiries go through so that situations like that can be avoided. Another
reason for the need of an unambiguous process 1s the scope of inquinies which ranges
from a simple A4 sheet to a pile documents depicting very specific requirements.



The solution for the set research problem can be provided by answering the
following two questions:

"What happens within the Company when an initial inquiry comes in? "

As was already mentioned, there 1s no distinctive process for an inquiry to go
through the Company at the moment. For creating such unambiguous process, it 1s
first essential to find out how an mmtial inquiry moves within the Company at the
moment; in other words, how do the mquiries enter the Company and from where,
what happens after that and who are responsible for all these different actions?

"What does creating an unambiguous process for addressing the initial inquiries
Jfrom potential customers reguire from the Company?

Although there 1s a clear need for an unambiguous process by the Company, it needs
to be determined what the Company has to do differently for being able to implement
the set process that 1s created in this research. These issues include things such as

current project management methods and communication tools, for example.

Providing the answer for the two latter questions will enable solving the actual
research problem

1.3 The Structure of the Paper

The paper starts with an introduction chapter that 1s divided into three parts. The first
part consists of introduction of the general problem of the Company as well as the
theoretical concepts behind this paper. The second part depicts the actual research

problem and the research questions aimed at helping provide a solution for the
research problem. The third part describes the structure of this paper.

The second chapter depicts the actual research process. The chapter starts with
describing action research that was chosen as the most suitable method for this kind
of research. After that, it 1s explained why the interview style was chosen to be
qualitative and semu-structured and also the theories behind these concepts. The



second part of the chapter revolves around the actual problem setting, meaning that
the Company and the industry it operates in and also the problem they have that has
been the inspiration behind this research are introduced.

Third chapter 1s the first of two theoretical chapters and is about defimng the
different concepts of project management and the history behind them The chapter
begins by explaining the concepts of a project and 1s followed up by describing the
history of project management. The second part of the chapter 1s about describing
and comparing the fraditional project management and the concept of agile project
management (APM) and why the Company should choose APM as their method on
project management.

The fowrth chapter, which 1s the latter of the two theoretical chapters, revolves
around communication. The first part of the chapter defines the broad concept of
communication as well as the concept of business communication. The latter part 1s
about using modern tools of communication in a hybnd team, which 1s also being
infroduced in the chapter. Moreover, the chapter 1s concluded with introducing the
mobile applications made with a company called AppGyver’s development platform

as an example for improving communication.

Fifth chapter i1s about answering the set research questions by combining the
different theornes and concepts introduced in previous chapters with the empincal
findings. The chapter begins with comparing different ways of how the Company
could begin to buld an unambiguous process for addressing the imtial inquiries in
relation to whether they should have a specific quotation team or not. The second
part of the chapter discusses the modern ways of improving communication. The last
part of the chapter provides a solution for set research problem by ntroducing a
novel hybrid quotation team based on the different concepts and the empincal
findings discussed in previous chapters.

Lastly, the sixth chapter concludes this paper by analyzing what can be learmed from
this paper both conceptually and managenially, what are its hmitations and discusses
the directions for future research.
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2 RESEARCH METHOD AND EMPIRICAL PROELEM SETTING

2.1 Research Method

Action research was selected as the research method as it seemed to be most fitting
because of the practicality of the problem as well as 1t being very company-specific
thus requiring a practical aspect in doing research. Furthermore, quahtative, semu-
structured interviews of key personnel of the Company were used to gain msight and
knowledge for the purposes of thus research.

211 Action Research

As Reason and Bradbury (2001,1) state, “There 1s no “short answer to the question
“What 1s action research?’” Even though the field of action research is varied,
through their research Reason and Bradbury (2001, 1) are able to recognize five
characteristics of action research that are broadly shared features between the
different definitions. These features are human flourishing, practical issues,
knowledge-in-action, participation and democracy and emergent developmental
form. Moreover, action research revolves around practicality and participation in a
way that it tries to offer concrete solutions to be tested out for the problem in
question. Moreover, as McMNiff (2017, 20) states, action research should not be used
to draw companisons, show statistical correlations or demonstrate a cause-and-effect
relationship. That 1s because action research’s emphasis 1s on taking action to
improve the things under research.

The origins of action research are usually traced back to social experiment of Kurt
Lewin in the 1940s (Costello 2003, 7). However, action research takes influence
from contemporary critique of positivist science and scientism, Marast dictum,
ferminism and experimental learming and psychotherapy among others, meaning that
it has no single place of origin to be pointed out (Reason & Bradbury 2001, 3). In
addition to its diverse ongins, the theoretical inspiration of action research itself has
also mfluences from pragmatic philosophy, critical thinking, practice of democracy,
liberationist thought, humamistic and transpersonal psychology, constructiomst
theory, systems thinking and more recently complexity theory (Reason & Bradbury
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2001, 3). Reason and Bradbury (2001, 3) see tlus kind of refusal to adopt one
theoretical perspective as an expression of a post-modern sentiment.

Based on these diverse ongins and theoretical inspirations, it comes as no surprise
that there are many different defimtions for action research, some even confradicting
each other. However, despite the multitude of different defimtions, there are certain
things m the research process that are mutual for all the different defimtions. The
most evident of these charactenistics 1s the cyclical nature of the process and its
pursuit to combine action and research. The basic model for action research was
provided by Kurt Lewin (1946) and 1t consists of four stages:

1. Plan (Planning to implement an activity or activities)

Act (Implementing the planned activities)

Observe (Observing the outcomes of activities)

Reflect (Reflecting on what happened and planning further
activities if necessary)

oW

Diack (2002) took the defimition one step further by argming that action research 1s
characterized by an action leading to critical reflection and then perhaps to further
actions. Therefore, the cycle can have more than one level as the reflection stage
might spur new plans to be tested and therefore the cycle starts over once again
(Costello 2003, 3-8)

As has already been noted previously, the reason why action research was deemed as
the most suitable method for tlus particular research 1s because of the Company’s
concrete need for an unambiguous process for their operations. That means that there
needs to be a theoretical background for the process (plan) which then has to be
implemented (act) and seeing that does 1t work in practice (observe). After that, there
needs to be discussion of whether the said process 1s usable or if there 1s something
to be modified (reflect). Therefore, retelling the mentioned process, this research
proceeded as follows:

1) The planning phase included the process of going through discussions with
the contact persons of the Company for defimng what the actual research
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problem could be. Identifying the problem was followed by the process of
fisuning out the best way of providing a solution for the problem. This
mcluded choosing the appropnate research method as well as formulating the
questions to be asked from the key employees of the Company chosen to give
their views on matters regarding the research problem The method of
mterviewing was qualitative and the mnterviews themselves were semi-
structured by nature to get as comprehensive view on things as possible. This
phase was done through the time period between January 2017 and Apnl
2017.

2) Acting on the set plan began at the junction of Apnil 2017 and May 2017. The
biggest part of tlus phase was conducting the interviews planned in the
previous phase. After conducting the seven interviews, began the process of
littering and analyzing the answers. This process lasted until August 2017

3) The findings from the nterviews and the preliminary new process were
miroduced to the contact people from the Company in late August 2017
Because of time limitations it was not possible to both implement the process
as such and observe 1t as well That 1s why this phase was simply observing
how the preliminary process was received by the contact people of the
Company and what they thought of 1t.

4) In this research, the reflecting phase included discussing the created
preliminary process with the contact people of the Company after presenting
it to them and then taking these discussions mto account in making necessary

modifications to the process.

Method for collecting data was literature review for the theoretical background and
as was mentioned during explaimng the different phases of thus research, qualitative,
semi-structured interviews were used for getting the pnmary and most up-to-date
empirical data of the Company’s current situation and processes.

2.1.2 Qualitative, Semi-Structured Interviews
As Gubrium and Holstemn (2001, 83) put it, qualitative mterviewing is based on

“conversation, with the emphasis on researchers asking questions and histening, and
respondents answering”. In addition, 1n quahtative imterviews the respondents are
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seen as meaning makers who can offer their views and tell the background on things
instead of just stating facts (Gubrium & Holsten 2001, 83) Gubrium and Holstein
(2001, 86) go on to quote Kvale (1996, 4) by stating that a qualitative interview 1s

open-ended in a way that the main focus on it 1s who the “journey” i1s being made
with rather than having a set path to follow mgorously. In other words, it 1s more
important to let the interviewees elaborate and focus on things they think as
important while still having loose guidelines on the conversation. Bryman (2012,
470) brings up a number of ways a qualitative interview differs from a quantitatrve

one:

1)

2)

3)

4)

5)

The approach of a qualitative mterview 1s a lot less structured than a
quantitative one. This 1s because in quantitative research the structure 1s there
to maximize the rehiability and validity of the research whereas in qualitative
research the emphasis 1s more on greater generality.

The interviewee’s point of view 1s much more emphasized in qualitative
mterviews whereas i quantitative interviews the emphasis 1s on the
mterviewer’s views.

“Rambling” and elaborating are things that are actually often encouraged in
qualitative interviews whereas in quantitative ones they are usually avoided.
Qualitative interviews can depart from the schedule or a guide that 1s used in
the mterview based on the interviewee’s responses. In quantitative interviews,
however, this can lead to jeopardizing the standardization of the interviewing
process. Therefore, the qualitatrve interviews tend to be flexible as the focus
can be shifted based on the answers of the interviewee. Moreover, the
answers in a qualitative mterview are expected to be rich and detailed
whereas in quantitative ones the answers are supposed to be such that can be
coded and processed quickly.

In qualitative interview, an interviewee can very well be interviewed multiple
times 1f there 1s a need while mn quantitative interview the interviewees are
mterviewed only once unless 1t 1s a longitudinal research in question.

For these reasons, qualitative interview was chosen as a method for collecting

information in this research as the purpose of the research was finding out how
things are currently and what could be done differently or improved. Therefore, 1t
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was crucial to hear about the current situation from the key employees of the
Company through their own words.

Kvale (1996, 88) suggests that an interview has seven different stages:

1) Thematizing
2) Designing
3) Interviewing
4) Transcribing
5) Analyzing
6) Verifying
7) Reporting

Thematizing refers to thinking about the interest of the topic to the researcher and
how 1t fits with the mterview method. Moreover, the aim of quahtative interview 1s
to thematize the respondent’s experience as well. In designing the interview, the
researcher must consider the existing literature and other data on the subject to
determine whether a new qualitative interview 1s necessary. Also, the researcher
needs to take into account how much time they have to complete the research, what
kind of access they have to the interviewees and also the financial as well as
emotional costs for conducting the research. After this, there i1s the actual
interviewing phase of the selected mterviewees, transcribing and analyzing what was
gotten from the interviewees as well as verifying and reporting the results afterwards
{Gubrium & Holstemn 2001, 86.)

There are many different types of qualitative interviews that can be chosen. The
biggest difference maker in these different types 1s whether the interview 1s a
structured or an unstructured one. A structured interview, such as a survey, has a pre-
defined set of questions made by the interviewer and the purpose of the interview 1s
to get answers from the interviewee on those particular questions. An unstructured
interview, on the other hand, 1s one where the interviewer may have vaguely defined
the topics they want to talk about during the mnterview, an “aide-mémoire™ of sorts,
but each mterview on the same topic can differ sigmficantly between the different
interviewees. That 1s why an unstructured interview 1s many times very sumilar to a
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normal conversation as the interviewer simply follows up points brought up in the
answers that they think are worth following (Bryman 2012, 471.)

The method chosen for thus research 1s called a semu-structured interview. What this
means 15 that the interviews have a flexible and flmd structure and have only a
general list of questions to be covered in each of the interviews, an interview guide in
other words. Moreover, interview gumde does not limt the mterviewer to ask
questions outside the list in occasions where the interviewee brings up an interesting
point that needs to be followed up. However, although there 1s much freedom on the
interviewer, the interview gmde 1s still used so that every question 1s asked of every
interviewee regardless of what things are brought up and therefore every topic 1s
covered with each interviewee (Bryman 2012, 471.)

As will become evident in the following chapters, there were specific topics to be
discussed with all of the interviewees but there was still always room for the
interviewee to elaborate and focus on things they regarded as important. That was
done 1n order to get as wide perspective as possible on the current processes and also
the views and opinions of the mnterviewees on different things. As Lewis-Beck et al.
(The SAGE Encyclopedia of Social Science Research Methods 2004) state, “the
relatively open, flexible, and interactive approach to interview structure 1s generally
intended to generate interviewees' accounts of their own perspectives, perceptions,
experiences, understandings, interpretations, and interactions”. Guiding questions are
there, however, to ensure that all wanted topics are still covered to some extent in

each mterview.

According to Lewis-Beck et al (The SAGE Encyclopedia of Social Science
Research Methods 2004), there are three distinct semi-structured interview types to
be recognized: ethnographic, psychoanalytic and life or oral listory interviews.
Ethnographic interviews are defined as usually being used as a part of a broader
research. They are often conducted with ongoing relationships in the field and the
data of various sorts 1s created both within and outside the interviews. In analyzing
interview data, a large emphasis 15 put on the interviewees’ own interpretations and
understandings. That 1s why in this research, the interviews were the ethnographic
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type as the views and opmions of the interviewees on the Company’s current
processes were crucial factors for this research.

2.2 Empirical Problem Setting
221 Company and Industry Description

Patria Land 1s part of the Patria Group and operates in the defence and secunty field.
(Patria 1) As a whole, the structure of the Patria Group 1s as follows:

Aviation Systems Aero-
structures

Figure 1. The Siructure of Patria Group (Patria 2 2017)

As can be seen, Land 1s just one part of the diverse operations of the Patria Group.
Land’s turnover was 50,3 mullion euros in 2015 and it employed 292 people (Fonecta
2017). Land specializes in gh quality armored wheeled vehicles, mortar systems
and related life cycle support services. As for the armored wheeled vehicles, Land’s
key product 1s the Patria AMV and Patria 1s widely considered as an undisputed
market leader in the segment of modermn armored wheeled 8x8 vehicles. (Patna 3
2017) In the segment of mortar systems, Land 1s also considered of being the global
market leader with their core product Patria Nemo mortar system. (Patria 4 2017)

Land operates in the defence industry that has certamn key features that makes 1t
significantly different from many other fields of business. One 1s that the industry 1s
highly regulated (at least for the companies based within the European Union
countries). One example of these regulations is a thing that came up n the mterviews
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which was that before starting any of their projects, Land first needs to get an export
permit from the Finmish government that they are able to do business with a customer
of a specific country. Moreover, not only has the permit be requested before the start
of the project, 1t also has to be vahd still at the point of the actual beginning of the
project, which could be several months after the granting of the mitial permit. What
this means 1s that it obviously limits the potential customers of Land, for example.
Another feature affecting especially the initial inquiries i1s the nature of the
relationship between the buyer and the supplier that differs sipmificantly from the
same relationships on many other industries. What this means in practice 1s that as
became evident in the interviews, the supphier has to reveal much more information
about themselves already in the quotation phase (even before making the quotation)
for staymng 1n competition than on most fields.

All in all, Land’s client base consists of the armed forces of different countries
around the world in an industry that 1s very different by nature in comparison to other
fields of business.

222 The Empirical Problem of the Company

The main motivation for this research 1s a concrete need from the Company to
research the subject at hand. They have an actual need for a process for addressing
the mmtial inquiries from potential customers. That 1s because the mnquuries differ a lot
in the complexity of requirements from the potential customers and therefore the
Company needs a ngorous and unambiguous process to, first and foremost,
determine which inquinies are feasible and should be considered further. The
complexity and quahty of different inquiries has a lot to do with cultural differences
between different countries the customers operate in, for example. This point came
up during the interviews. What this means in practice 1s that there are different ways
of doing inquiries in different countries which consequently makes the inquiries
differ a lot from each other mn terms of how specific they are in techmecal

requirements, for example.

Therefore, this research 1s done to address an emerged problem for which there 1s no
concrete and unambipuous process yet. Thus, creating this kind of process will help
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the Company as they can save work hours when they are able to differentiate
different inquiries right as they armve and allocate sufficient resources to each.
Consequently, the Company 1s able to make their operations more cost-efficient in
this regard. Moreover, the Company states on their website that one of their values 1s
that “"Our operations are customer oriented” and continues to elaborate that this
means that they want to deepen co-operation with their customers, to be a flexible
partner, to keep their promises, to be open and learn from the feedback and know
how to interact with people from different cultures. Therefore, providing the
Company with a process to differentiate and address the imitial inquinies in a better
way enables them to fulfill this value even better (Patria 2017.)

2.3 Empirical Findings

231 Conductmg the Interviews

As was mentioned in sub-chapter 2.1, semi-structured interviews were used n this
research to gather primary data of the Company’s current situation and how they
currently do the things related to this research. There were seven interviews in total
and all of them were conducted as individual face-to-face interviews with the
interviewees. The persons to be interviewed were selected together with the two
contact persons (also included in the seven interviewees) from the company and the
selection was based on interviewing people from many different positions to get as
wide and diverse picture of the current situation of the Company as possible. The
interviews were recorded with the consent of interviewees and transcribed based on
the records afterwards.

Below 1s a table of the interviewees with the date of the mnterview, the name of the

interviewee and their respective title:

Date Interviewee Title

2442017 Heikki Vilkuna Sales Support Manager
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2542017 Markku Koivisto Vice President, Key Accounts

952017 Kan Grin Vice President, Vehicles Product Line
952017 Markus Louhivuon Vice President, Marketing

1052017 Antti Huuskonen Director, Business Development

1052017 Janne Kopra Vice President, Key Accounts

1052017 Pasi Niemi Vice President, Industnialisation & Services

Table 1. The Interviewees.

The length of the mterviews varied from approximately 24 nunutes to as long as one
hour and 11 minutes. The transcriptions from which the results in the next chapter

are from, consisted of a total of approzumately 50,5 pages.

232 Findings From the Interviews

First question for all the interviewees was: “How does an mitial mquiry from a
potential customer advance in the orgamzation and how 1s 1t determined which
inquiries are worth a more thorough look?” The interviewees all agreed upon the fact
that there 1s not one particular place or person in the company where the inquiry 1s
always going to come. Thus, the interviewees mentioned that an inquiry can come to
a particular person in a company (a key account manager usually), as an email to the
info mail of the Company, as a phone call to the Company’s switchboard or to the
corporation from where 1t 1s then directed to some person in the company. However,
even though ways of getting an inquiry are far and many, the interviewees did not
see this as a problem because as they acknowledged, the Company cannot linut their
potential customers to resort to just one method, and that one method only, for
making the mquiries.
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As for how the mnquiry advances after coming in, the interviewees also agreed on the
fact that the advancement depends largely of the case; meaning that there 1s not a
particular process by which all of the inquiries go through but mstead are heawvily
dependent on the person who gets the inqury, for example. There have even been
cases in which some person has gotten an inquiry and simply decided themselves that
1t 15 an inquiry that does not need any further action without even taking the imnquiry
forward to anyone else in the company. Few of the mterviewees acknowledged
situations like these and stated that sometimes there really are times where this kind
of behavior 1s acceptable as some of the mquries truly are of such nature that an
experienced person knows that there 1s no need to bring that particular inquiry any
further mn the company because of some limutations of the inquiry, for example.
However, they also mentioned that there have also been cases where the mqury
actually should have been brought forward in the company and should have been
gone through with more people to decide whether its viable or not.

When an inquiry goes forward in the company, it “somehow finds its way to
marketing and sales”, according to the interviewees. Responses to the mquries and
to even possible requests for information (RFI) are done in teams. Depending on the
quality and size of the inquiry, a team responding to the inquiry includes key account
manager, project manager, Systems Engineermg Manager (SEM), acquisition
manager and a person that 1s responsible for the quotation documentation. In
practice, the process includes a number of phases.

First, the inquiry 1s investigated to determune if there 1s a possibility to offer
something based on 1t. This phase involves product line managers for analyzing what
kind of case 1s at hand and what could be the best product or products to offer based
on the Company’s own offering. The case 1s also analyzed using PESTEL analysis,
for example. After this the steps are as follows:

1) Preliminary evaluation of the project.

2) If the decision 1s made to start making a quotation, the requirements of the
client are evaluated.

3) Decisions on what to offer are made, meaning that the offering 1s defined and
documented.
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4) Pricing of what 1s decided to offer.

Some customers demand that the Company has to come demonstrate the product or
products so that customer can see it in action and possibly test 1t themselves. This
requires arranging a demo session from the Company. However, as said, not all
customers demand this so therefore this phase 1s optional in many cases. The cycle
above 1s then repeated even two to three times based on the size of the project at
hand. In this process as well, the level of how systematically the process proceeds 1s
highly dependent on the person mn charge of the project, according to the

interviewees.

After 1t 1s decided that an inquiry i1s worth of further investigation, a project 1s
formed. In this phase, the cycle mentioned in the previous paragraph start. During
this phase, 1t 1s also necessary to make a decision on whether to make a quotation for
the potential customer. These kinds of decisions are made with the help of a
Waterfall model, which 1s one model of the traditional project management models
(Baird & Riggins 2012), and according to the interviewees, the forum for these
decisions 15 1n the management group of sales and marketing department. In practice,
the management group of sales and marketing discusses the projects in their monthly
meetings and then makes decisions on which projects to pursue. Sometimes the cases
are of the magmtude that they require the approval of the management of whole
corporation. There are many things to take into consideration when making a
decision on whether to make a quotation or not:

1) How well do the requirements of the potential customer fit the Company’s
own offering?

2) What kind of profit can be expected?

3) What kind of technology and systems are required?

4) Rusk analysis, mcluding the risks and benefits of local manufacturing partner,
schedule demanded by the potential customer, the requirement of possible
countertrades and other risks

5) Resource load regarding other ongoing projects

6) Does the potential customer have a real budget for the project and does an
actual project even exist?



7) Export permit and the political factors affecting getting one

8) The size of the project in terms of whether 1t 1s possible to go in as a prime
contractor

9) Possibilities for further trade

10) The competitiveness of own quotation in relation with the ones from

competitors

As for the 1ssue of who 15 in charge for the project, all interviewees agreed on that
the key account manager is the one who 1s ultimately responsible for the project.
Depending on the project, the key account manager could also have a SEM and/or a
person responsible for the quotation documentation and/or people from different
departments (acquisitions, after sales marketing) to help them As the project tums
into an execution project, the project manager takes a larper role m leading the
project. That 1s because as one inferviewee stated: “As the project formalizes, the
abilities of a key account manager to handle the project start to run out.” However,
even though a project manager takes larger role at this point, it 1s still the key account
manager who 15 ultimately responsible for the project.

The mterviewees were also asked how decisions on what to offer are made if an
inquiry lacks specific requirements, and where such decisions are made. Once again,
some interviewees suggested that it 15 dependent on the key account manager that has
gotten the mquiry and how that particular person decides to proceed the matter. No
matter how the mqury proceeds, a few interviewees told that the key account
manager should in any case try to find out the real need of the potential customer.
One of the interviewees also stressed the fact that it should be found out whether the
person making the mquiry 1s an agent of some sort or actually a person that 1s
somehow responsible for the upcoming RFI. The most usual route for this kind of
inquiry 1s that the key account manager takes the matter to product line managers and
together with them figures out what the best offering for that particular customer
could be. That decision, according to one of the interviewees, 1s made based on the
current offering of the company. If the cwrent offering does not have just that
product, i1t 1s necessary to consider whether it 1s worth to start making something
fitting the case through research and development. Another thing to consider 1s the
offering of competitors and comparing those to the Company’s own. One of the
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interviewees even talked about considenng trade-offs i deciding what could be
offered, meaming that the requirements of a potential customer mught sometimes
contradict each other; in other words, something must be given in order of getting
something else. The interviewees mostly agreed on what 1s said of the process above,
but one of them raised the issue of key account managers not always asking the
product line managers what should be offered but mnstead make the decision
themselves. One of the interviewees also mentioned that there 1s a “small mafia”
inside the company that decides what to offer. This can be seen as an indication that
the decision-making process might not be as transparent currently as it should be.

In relation to deciding what to offer, the interviewees were asked a question on how
they decide how to offer, as in whether the company goes in as prime contractor, as a
subcontractor or as a technology suppher. The decision i1s obviously highly
dependent on what 1s the best decision in each case. Sometimes that decision can be
postponed quite far along the hine of the project’s lifeline wiile at other times 1t can
and even must be made nght away. One of the interviewees mentioned that there
have also been cases i which the potential customer has informed already on their
RFI who the prime conftractor 1s thus making the decision easy for the Company. In
those cases, the only thing left to do for the Company 1s to consider whether that
prime 1s someone who the Company wants the project done with. In cases that the
Company has the sole power to make the decision on how to offer, the matter 1s first
brought to the meeting of management group of sales and marketing by the key
account manager where 1t 1s discussed and finally decided at the steering group of the
project that has board members of the company n 1t as well.

The mterviewees were also asked a question about what things in the current process
are working well and what are the things that need updating. The things that were
working fine at the moment had a lot to do with competence and know-how. Most of
the interviewees noted that there are competent people working in the Company who
know what they are doing and do their job well. People working on technical aspects
of things as well as around making quotations to potential customers were mentioned
especially as being such individuals. Another thing many of the interviewees pointed
out was that thinps are done rather quickly, meaning, for example, that when a key
account manager has figured out the real need of a potential customer, the process of
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investipating what to offer and making the quotation itself happens rapidly. Other
good things mentioned were that solutions are highly customer tailored, networking
has been done well, there 1s a lot of capacity available in the Company and that
unofficial information flow within the Company works well.

When asking about what 1s not possibly being done so well currently, it was evident
that there are many things that require improving. One of the interviewees mentioned
that it would be beneficial if they had a specific quotation project team that 1s
dedicated 1n answering RFIs and RFQs (Request For Quotation). At the moment
people are chosen to answer these while also handling their main responsibilities,
meaning that there are often problems in the beginning of preparing an answer with
getting everyone up to speed and on the same page with everything. Having a
dedicated team whose main responsibility i1s preparing the answers to inquiries, RFIs
and RFQs would make the process much more efficient. The same interviewee also
mentioned that 1t would be good to formalize sales projects somehow because at the
moment, there 1s a lot of vanation on how each project 1s handled as some are
jumped right into without that much planning while others are planned meticulously.
Furthermore, all projects should be lead the same way and have a concrete project
management with deadlines and actual financial monitoring. Another thing brought
up was that the quality of the quotation documentation varies too much currently.
One thing affecting that 1s that the Company does not have a concrete template for
the documentation meaning that they often copy some previous quotation documents
which exposes them to making mistakes on prices or some other crucial information.
Another thing the Company 1s lacking relating to this 1s that they do not have a list of
references of previous cases or some kind of list of things that potential customers
usually ask for. Creating a template that could be used as a base for making the
documentation i each project would improve the situation in this regard.

As was mentioned previously in this chapter, product lines, their managers
especially, take part in deciding what would be best to offer for a potential customer.
One of the interviewees, however, made the notion that the role of product lines
should be clarified as at the moment the company has a habit of “multi-roling
everything” which results in projects not having a so-called summarizing force that
would coordinate the big picture. That leads to situations where there are no early
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stage meetings where the product line, for example, could better take part in the
decision-making and especially on the technical aspects that should be in their hands.

Another problem that was brought up by one of the interviewees was that there 1s too
much to do for an individual employee (sometimes employees even gather too much
to do themselves) which leads to not creating and developing processes and things
that could benefit the company and make activities more efficient. This can lead to
situations described by another interviewee with a quote that was in the beginning of
the paper as well: “Lots of good mdividual efforts, but not much coherence ” In other
words, the difference between a top-notch performance and an average performance
1s far too big. Another cause for this, according to the mterviewee, 1s that there 1s no
formalized way of doing things.

The big theme that came up with every interviewee was that the process for handling
the mquinies coming 1n 1s mcomplete and 1s largely dependent on the person handling
the mquiry at the moment. What this basically means 1s that currently there might not
even be any record of an mqury if the person receiving it has decided just by
themselves that i1t i1s not worth any further action. According to one of the
interviewees this has resulted to situations where the Company has lost many smaller
projects for the simple reason that the individual recerving the inquiry has not seen 1t
as beneficial for some reason. Also, there have been situations where simlar
inquiries have come up again a few years later and since there 1s no concrete records
of past inquinies, the Company addresses it all over again. By having a formalized
process on how an mquiry should advance within the company, the Company could
get replicability and thus make activities more efficient. Another thing that would
make the early stage processes more efficient according to one of the interviewees
would be to make an “info package” of sorts in which would be the rough estimate
prices and mformation on the most common products the company makes. These
prices would have been approved in the management already so that the most basic
inquiries could be “fast-tracked”, so to say, through the Company. The info package
would also make answering the inquiries much faster and thus more efficient.

One of the mterviewees recognized few particular questions that should always be
asked from a person mquiring mformation:
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1. Do they have a budget?

What are the requirements?

Is there a concrete project that actually exists?
When 15 the RFI coming out?

Who 15 the end-user?

I

If the person mnquiring 1s a “free-nder” (only an agent
representing the customer with no formal role in the
customers company), what 1s the background of the
company they represent and can they send some additional

technical requirements?

If all these check out, the interviewee himself then would ask the person inquiring to
take hum to the customer to see things himself If even thus is fine, then the case 1s an
acceptable one for the Company.

In addition to the above-mentioned 1ssues, a number of other singular 1ssues were
brought up:

1)

2)

3)

4)

The Waterfall mode] behind the Gate decisions 1s too slow and unclear at the
moment. Decisions require a lot of background material which slows down
decision-making remarkably. That 1s why sales processes are often started
even before the necessary Gate decisions are made. Also, there are no records
of Gate decisions made so that they could easily be reviewed afterwards.

Key account managers should always figure out the actual need of a potential
customer, especially when an inquiry 1s a vague one. Some of the key account
managers do this but not all of them. They should also be able to have an
mfluence on the potential customer even before the RFI so that the Company
gets the requirements beneficial for them on the RFI making them more
tempting than their competitors. This requires networking and having strong
local networks n different countries.

When hining new people, their current networks should be taken into account
more and benefits of those for the Company should be emphasized.

The significance of networking should be emphasized by the Company.
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8)

9)
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The Company should develop their business intelligence, meaning that they
should have msight on different countries’ hardware situations, for example,
even before there 1s an inquiry or and RFI. That 1s why the Company needs
local agents i different countries to get this kind of information that would
otherwise be mostly maccessible.

The sales process should be developed so that Sales Director does not have to
do the actual selling themselves but instead simply focus on helping the sales
people do the best work possible and possibly just being a part of the biggest
cases. Relating to this is also the fact that sales people as well have too much
activities currently that are not the ones they get paid for. These include
activities such as financial reporting and project reporting, for example.

There should be a few different ways of doing things based on how big a
possible project 1s, where it 1s located, what kind of price range 1t 1s in and so
on. This would bring unity between different projects.

There has been a lack of ability to take risks in recent years. This 15 because
not trusting in one’s own abilities because past failures in projects but also
about the upper management where all the people do not necessarily have the
required competence for their responsibilities. Thus, there should be more
dynamics in the operations just for the simple fact that the owner base of the
Company 1s strong.

The commumication between different projects should be improved. Currently
there 1s little to none communication between different projects which
consequently results in doing simlar things and solving same problems by
themselves in individual projects.

10) The making of business plan 1s started too late or 1t 1s not done at all. That

means that the plan of how things should be done 1s purely in the minds of
mdividual persons which mm turn results 1n many different problems.
Currently there 1s always a team who 1s responsible of doing the business
plan and the ultimate responsibility of this 1s on the key account manager.

However, 1t 1s still not working at the moment.

11) There are about 20 different projects on the to-do st at the moment which

brings a leadership problem as each project demands three to four competent
people and the number of these people that exist 1s obviously hmited.
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12) Currently after each project a “lessons leamed- document™ 1s done, but these
documents are never revisited so the benefits do not shift into upcoming

projects.

Based on these findings, 1t can be said that the main problems for the Company relate
to not having unambiguous processes and having challenges in communication.
Therefore, the following chapters aim at bringing answers to these problems.
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3 PROJECT MANAGEMENT

3.1 'What is Project Management?

3.1.1 Defining the Concept of a Project

Project 1s a concept that has multiple defimtions. The Project Management Institute
defines 1t as "a temporary endeavor undertaken to create a unique product or service.
Temporary means that every project has a definite end. Unique means that the
product or service 1s different in some distingmshing way from all similar products
or services”. (Duncan 1996, 2) Another definition made by Rodney Turner (2000, 4)
defines a project as “a temporary orgamzation to which resources are assigned to do
work to deliver beneficial chanpe” As can be see, the unifying factor in the
defimitions 1s that a project 15 temporary by its nature. What this means 1s that a
project has certain key features that include: (Duncan 1996, 2-3)

1) A start and a finish

2) A life-cycle, meaning that there 1s a start and a finish with varying number of
distinctive phases in between them

3) A specific budget

4) Some activities that are umique and non-repetitive

5) Use of resources from possibly different departments and therefore there 1s

need for coordination

A single point of responsibility; a project manager, for example

7) Team which has roles and relationships subject to change that need to be
developed, defined and established

2

In addition to these features, a project always has a purpose of fulfilling the needs
and expectations of different stakeholders. (Duncan 1996, 3) Finding out the
different stakeholders, besides the client or clhients, and their needs and expectations
1s vital for the project manager in terms of having a successful project.

Project management i1s an important concept regarding the Company as their
business revolves strongly around defined projects with different customers. The
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following sub-chapters define what 1s meant by project management and what kind
of history 1t has.

3.1.2 History of Project Management

The ongins of project management are often traced back as far as the construction of
the Egyptian Pyramids and the Great Wall of China even if there 1s no documented
evidence of this to be found, however. As for the modem-day project management,
Henry Gantt’s bar chart (Gantt chart) below from the early 1900s 1s often regarded as
the basis for the modern-day project management (Burke 1999, 11-12.)
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Figure 2. A bar chari based on Henry Gantt’s original bar chart from the early 1900s.
(Smartsheet 2017)

The chart was originally designed as a visual aid for planming and controlling Gantt’s
shipbuilding projects. As can be seen from the figure above, the chart distinguishes
different tasks of a project making 1t easier to see what has already been done as well
as what 1s still ahead. As simple as 1t 15, the Gantt chart 1s still widely used in today’s
world. (Burke 1999, 12)

As said, the Gantt chart 1s regarded as the basis for the modern-day project
management but most of the techmques used today have their origins in the 1950s
and 1960s and were almost completely developed by the US defence-aerospace
industry; Department of Defence and NASA m other words. These techniques
include program evaluation and review techmique (PERT), earned walue,
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configuration management, value engineering and work breakdown structures
(WBS) while also contributing to the development of the critical path method (CPM)
and the precedence diagram method (PDM) (Burke 1999, 13))

Today there can be seen a distinction between a so-called traditional project
management and agile project management and the following sub-chapter focuses on
defining each and what differentiates them from each other.

3.2 Traditional Project Management Versus Agile Project Management
3.2.1 Traditional Project Management

As was mentioned in the previous sub-chapter, the roots of project management are
in the midpoint of the 20® century when companies where trying to find ways to
orgamize and structure their work more efficiently (McConnell 2010). The defimtion
of traditional project management methodology has since been modified many times
and nowadays, the definition 15 as follows, according to McConnell (2010):

Project Management Methodology 1s a strictly defined combination of
logically related practices, methods and processes that determine how best to
plan, develop, control and deliver a project throughout the continuous
implementation process until successful completion and termination. It 1s a
scientifically-proven, systematic and disciplined approach to project design,
execution and completion

As said, traditional project management methodology aims at enabling the manager
to control the big picture by providing a nigorous framework of what needs to be
done and at what point (McConnell 2010).

Banica et al. (2017) make reference to Project Management Body of Knowledge by
infroducing the five stages of traditional project management:

1) Imitiation

Initiation stage includes considering the general requirements of the project and
whether there 1s an opportumty to start the project based on a feasibility study.
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2) Planning

If deemed worth taking on, the project moves on to the planming stage that 1s also the
most important stage of the project in traditional project management. In this stage a
rigorous plan for different activities, resources, deadlines and delivery times 1s
created. Moreover, the roles and responsibilities of different team members are
clearly defined at thus stage.

3) Execution

Execution stage obviously refers to carrying out the project according to the set
plans. It also overlaps with the next phase as the execution needs to be monitored and
controlled to ensure the set objectives, quality and budget are met.

4) Performance/monitoring

The performance and monitoring stage 1s crucial for the success of the project since
as was stated in the execution stage, it ensures that the project meets the set
objectives, quality and budget. Doing this periodically helps the manager notice
possible deviations and thus bring the project back on track, so to say.

5) Project closure

The closure stage means that the project has come to an end and the results along
with possible failures in the project are assessed by the project manager and the
customer representatives, if there are such. Moreover, the budget of the project 1s
also finalized.

McConnell (2010) has the same first three stages but the next two are control and
integration and validation before the closure stage. Nevertheless, the point being in
both cases that i traditional project management, there are clearly defined stages
that follow each other consequently and rigorously. Moreover, models based on
traditional approach assume that once a phase 1s done, 1t 1s not returned to; hence the
often-used name “waterfall” approach (Baird & Riggins 2012). The Gate decisions
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mentioned by the interviewees refer to just that approach as the term Gate 1s the
notion of not going back to the previous stage.

To answer the criticism that the traditional project management has received for 1ts
rigidity (Banica et al. 2017) and that linear methods are well-known for often
becoming nisky and thus costly as the project progresses if the requirements of the
project change (Krutchen 2001), agile project management was developed.

3.22 Agile Project Management

Agile project management (APM) as a concept became known as some of the
methods developed specifically for the software industry (such as Scrum, Lean
Software and others) disseminated. The methods were called “lightweight” or “agile™
and the people behind them drew up a manifesto in the beginning of the 21* century
called "Mamfesto for Agile Software Development™ that 1s considered as the first
step in expanding the APM (Conforto et al. 2014.) This fact makes it evident why the
focus of APM application has mainly been on the software industry.

Conforto et al. (2014) define APM as “an approach based on a set of principles,
whose goal 15 to render the process of project management simpler, more flexible
and iterative in order to achieve better performance (cost, time and quality), with less
management effort and higher levels of innovation and added walue for the
customer”. Another defimition 1s provided by Mirzaei and Mabin (2017) who suggest
that APM i1s a concept that bears a number of project development methodologies
that are based on iterative development. Moreover, the different APM methodologies
are often considered of bemng used to mitigate nisks, thus reducing the probabihty of
failure of the project especially if camed out mm a fast-changing environment
(Walczak & Kuchta 2013). The umfymg factor between different defimitions seems
to be that APM 1s maimnly used as a solution for dealing with uncertainty and
therefore mitigating risks (Mirzae1 & Mabin 2017). The APM methods include the
same stages as the traditional methods but the difference comes from the fact that
these stages are repeated in “cycles” whereas in traditional methods once a phase 1s
passed, 1t 1s not refurmed to (Baird & Riggins 2012).
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For making use of APM successful, Conforto et al. (2014) introduce certain practices
and tools to be used:

1) Product vision

2) Simple project plan communication tools and processes

3) Iterative planmng

4) Developing activities using self-managed and self-directed teams in the
project plan

5) Usmng self-managed and self-directed teams in the project monitoring and
updating activities

6) Frequently apply project plan momtoring and updating processes

The practices mentioned above are defined by Conforto et al. (2014) as “a specific
type of “management action™ that contributes to the execution of a process and that
may employ one or more techniques and tools”. In practice, product vision refers to
the use of visual tools like visual boards, sticky-notes and fipures or drawings, for
example. The aim 1s to provide a simple picture of the general design and it requires
active collaboration and communication from the team members. Iterative planning
differentiates from ftraditional project planning in a sense that instead of having a
single plan for the entire project, there 1s a plan that is constantly revised and
improved stage by stage throughout the project cycle. Being able to improve and
update the project plan requires developing activities using self-managed and self-
directed teams to ensure their commitment and involvement in improving the project
plan. This 1s vital for the fact that having a commtted team updating and improving
the project plan helps momitoring the progress of the project (Conforto et al. 2014.)

In addition to the practices, Conforto et al (2014) identifies ten most common
enablers for the use of APM_ These ten enablers are:

1) Orgamzational structure type

2) Multidisciplinary project teams (various competences)

3) New product development process formalization level

4) Customer/stakeholder involvement i the product development process
5) Supplier or partner involvement in the product development process
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6) Project team members’ experience (in years)

7) Project manager experience (in years)

8) Project team size (number of project team members)

9) Project team dedication (time dedicated exclusively for the project)
10) Project team location

In their research Conforto et al. (2014) aimed to figure out what kind of companies
were most smted for APM implementation. Through their research they discovered
that in general, the project team as well as the project manager mdividually has an
experience of two years or more on projects. In addition to the experience of team
members, they also need to be able to work both together as well as alone. This 1s
because of the uncertainties regarding agile projects where the team members mght
be working simultaneously on many different things doing something together and
something on their own and having to change between different actions on short
notice. (Chin 2004, 93)

Also, the compames most apt to APM implementation have small project teams in
size and have a tendency to employ multidisciplinary project teams which bring
together competencies from key departments of the company. The benefits of having
a small team 1s also confirmed by Lewis (2012) who states that a high performing
team usually consists of a small group of people that have complimentary skills and
are committed to common goal or goals and have sinular working approach.
Moreover, according to Chin (2004, 94-95), from the skills perspective it 1s more
important to have “soft skills” such as flexibility and adaptability than having purely
technical expertise. This 1s because the nature of agile projects where things are
bound to change rather quickly, meaning that people need to be able to these changes
quickly as well. (Chin 2004, 94-95)

As for the challenges of APM implementation, Conforto et al. (2014) mention the co-
location and team dedication. In other words, only a small percentage of the
companies in the research had team members working in a single location and even
less had team members working full time on their projects. Conforto et al. (2014)
provide a number of reasons why companies should change just these factors for
successful APM mmplementation. They make reference to studies done of size and
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location from 1990s onwards by (Smith & Reinertsen, 1992; Zirger & Hartley, 1996;
Verganti, 1999). These authors have provided evidence that innovative projects
require the use of small teams, meaning teams up to 15 people, that are co-located
and fully allocated. This notion 1s supported also by Dyba and Dingsoyr (2008) who
state that APM methods work best with skilled people in small to medium sized
teams m environments that facilitate communication. In addition, having people
focus on single project at a time 1s strongly recommended by some APM authors as
this allows for “greater concentration on the work, focus and commitment, creativity
and interaction among team members, supported by a shared and holistic vision of
the project’s challenges and goals™ as Conforto et al (2014) state. The importance of
co-location 1s highlighted by Carbonell and Rodniguez (2006) who argue that for
some compames the most important factor of APM mmplementation is the ease of
access to data which enables fast decision-making and having a co-location for a
team ensures just that. As for the mvolvement of customers and stakeholders,
Conforto et al. (2014) sugpest that active involvement has many positive aspects
including increased speed of mnovation, avoiding excessive costs of features not
wanted by the customers, reduced time and costs of product development, reduced
number of errors related to business requirements, higher product quality through
better understanding of customers’ needs and a better ability to negotiate customers’
expectations. Involvement of the supplier in product development 1s said to help
reduce cycle time and avoid delays.

For the aspect of what kind of orgamzational structure 1s most swmtable for APM
implementation, the literature does not give an unambiguous answer. (Conforto et al.
2014) However, Conforto et al. (2014) make reference to Highsmmth (2004), Cohn
(2005), Chow and Cao (2008) and Chen, Damanpour and Reilly (2010) who state
that the need for full dedication from the project team means that having a project-
oriented structure with fully dedicated project teams could be the best. Tlis 1s
because this kind of structure could provide autonomy in decision-making for the
project manager as well as the whole project team. Lastly, as for the aspect of
product development process formalization, Conforto et al. (2014) suggest that
“partially formalized process could contribute toward a better adaptation to different
types of projects, with a higher or lower degree of innovation™.
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3.2.3 The Reasons for Choosing APM Over Classical Project Management

Previous sub-chapter introduced the concept of APM and the factors that make a
company suitable for implementing it. Maybe the biggest factors for reasomng the
use of APM were having small project teams and the tendency of employing
multidiseiphinary teams. In the Company’s case, the projects require a lot of expertise
on many different things. These include things relating to the products themselves
(the specification of the vehicle and weapon systems, for example) as well as the
actual process of preparing a possible quotation (costs, profits and legal
requirements, for example). Furthermore, 1t became evident in the mterviews that
one of the Company’s biggest strengths 1s having skilled people in the projects,
meaning that the teams are relatively small which fits straight into one of the
enablers of APM of having a small project team (up to 15 members). Other enablers
mentioned to make a company apt to APM were the co-location of the project team
and being fully allocated on the project, meaning that they have no other duty than
focusing on the project. Moreover, having a team focusing on a single project was
suggested of being even more beneficial.

Besides the enablers, another thing supporting the choosing of APM is that empirical
data gathered from a range of different industries indicates that the use of APM has a
positive impact on a project’s success, no matter the complexity of the project
(Serrador & Pinto 2015). Therefore, the fifth chapter introduces the model that 1s
based on these notions. In addition fo these facts, the commumication needs to
improve and the next chapter brings answers to this.
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4 COMMUNICATION

4.1 Business Communication

41.1 Communication as a Concept

Communication was a theme that came up in most of the interviews and it became
evident time and time again that there are clear challenges regarding communication
and by solving those challenges, the standardization of processes becomes a lot

easier.

Communication has a multitude of different defimitions. According to Eisend (2016),
who makes reference fo Dance and Larson (1976), there are at least 126 different
definitions listed of human communication. Most of these agree on the idea that
communication 15 “processing, conveying, sharng, or negotiating meaning between
at least two enftifies through the use of mutually understood signs, such as language
or pictures”. (Eisend 2016) The Collins English Dictionary defines the verb
communicate as “to impart (knowledge) or exchange (thoughts, feelings, or 1deas) by
speech, wrniting, pestures, etc.; to allow (a feeling, emotion, etc.) to be sensed (by)
wilhngly or unwillingly; transmit (to) and to have a sympathetic mutual
understanding”. (Boarcas 2017) Moreover, Hosseim (2017) makes reference to
Tourish and Hargie (2009) in stating that more recent defimtions of communication
have emphasized the information and idea exchange as part of communication.

412 Business Commumnication Skills

The term busmess communication skills refers to being able to express yourself in a
way that other people understand you (Boarcéis 2017). Boarcis (2017) explams by
making reference to Longman Dictionary of Contemporary English (1995) that the
benefits of having good business communication skills bring commercial benefits to
a company by, for example, making collaboration between members of the company
more productive. (Andrews 2017) Having good business commumcation skills 1s not
tied to some particular industry or industries but mstead apply to every company, no
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matter the mdustry. (Waldeck et al 2012) Busmess communication skills can be
categorized in three basic categories: (Boarcis 2017)

1) Orgamzational communication skills

Organizational commmunication skills meclude skills the orgamzation uses to
commumicate with all mternal and external stakeholders. This enables coordination
among people as well as orgamized behavior. In practice, organizational
commumnication skills include the ability of mitiating open discussion, resolving
conflict, creating information networks, teaching important skills, using information
technology, providing performance feedback, negotiating, writing business
correspondence and making convincing presentations.

2) Leadership commumication skills

Whereas the organizational communication skills concern the whole orgamzation,
leadership communication skills instead are skills for the managers to effectively
communicate with employees and key external stakeholders. The methods for doing
this include stories, informality, metaphors, openness and strategic dialogue. These
are used to create trusting and supportive relationships among colleagues and staff
(Boarcis 2017.) Therefore, actual leadership communication skills include arousing
enthusiasm, being a change catalyst, creating group synergy, building team bonds,
expressing encouragement, providing motivation, being persuasive and building

3) Interpersonal commumication skills

The last category of the three revolves around personal communication between
individual members of the orgamization. What this means in practice 1s that the
individuals communicate with different internal and external stakeholders in regards
with exchanging thoughts in verbal and non-verbal contexts by sharing information
with each other or just simply maintaimng social relationships in personal one-on-
one situations (Boarcés 2017.) Practical examples of these skills include skills such
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as active lhistemng, bulding rapport, demonstrating emotion self-control, building
trust and relating to people of diverse backgrounds.

In addition to the different categones of business communication skills mentioned
above, the communication can furthermore be defined either as internal or external.
Internal business commumication refers to the communication that takes place
between two or more parties within the orgamzation whereas the external
commumnication refers to the transfer of information and knowledge between the
members of the orgamzation and some stakeholders outside the orgamization
(Boarcés 2017)

Becoming a successful professional an individual needs to master the above-
mentioned skills as the commumcation element 1s a wital part of any orgamzation
(Boarcis 2017) and a central part in the success of an individual and the orgamization
as a whole. (Waldeck et al. 2012)

In addition to the skills above, Waldeck et al. (2012) have researched the
contemporary busimess communication as a subject and concluded that there are six
important business communication skills in today’s world:

1) Relationship and interpersonal commumnication
These include skills that help individuals in imitiating maintamning or disengaging
different work-related relationships whether they are internal (co-workers and
superiors, for example) or external (clients, for example).

2) Mediated commumcation

Mediated communication 1s about and individual’s ability to use different
communication technologies appropriately and also effectively.

3) Intergroup communication
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Intergroup commumication mcludes skills that relate to communicating within and
across different groups. A prime example of this 1s competent communication

between people from different generations.

4) The ability to communicate enthusiasm, creativity and an entrepreneurial
spirit

This appears, for example, in engaging others to embrace new ideas.

5) Nonverbal communication

Nonverbal communication in business communication terms includes things such as

being on time, dressing properly and writing clearly and accurately, for example.

6) Speaking and lhistening

Not only listening, but actively histeming, meamng that the person truly lets the other
know that they are truly heard, for example.

Obviously, the rapid technological advancements in recent decades have had an
effect on business communication skills as well Most clearly this can be seen as the
increased role of the Intermnet in business commumcation (Boarcas 2017). What this
basically means 1s that while the role of Internet in business commumecation 1s “very
complex, varied and of great importance”, the Internet 15 a way to increase effective
communication both internally and externally by making it easier to connect with
others quckly and more often and usually no matter the physical place of different
individuals. (Boarcds 2017) The technological advancements have made it so that
even though the human relationships are still the key to business success, 1t 1s crucial
for a company to take these advancements into account and respond to them if they
wish to stay in business. (Boarcis 2017) In addition to the technological
advancements and changes, there are also changes in the society as a whole, as well
as m how business 1s made and these will consequently have their own effects on

business communication and how it evolves and changes. (Waldeck et al. 2012)
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The next sub-chapter covers the hybrd team that 1s bult around the benefits of these
technological advancements and how the different business commmumication skills
mentioned above are taken into account 1n 1t.

4.2 Communication in a Hybrid Team

421 Whatis a Hybnnd Team?

Schroeder (2013) suggests that a hybrid team 1s a team where there 1s “some face-to-
face mteraction along with a healthy dose of wirtual interaction” The concept of
hybrid team has its roots in the research of global teams.

When trying to define a global team, you first need to determune what a team 1s.
According to Schroeder (2013), many authors begin the process by making a
distinction between a group and a team Schroeder (2013) makes reference to
Klimoski and Mohammed (1994) that in a group the tenure between the people and
the responsibilities can vary a lot whereas in a team the members are differentiated
and interdependent. The concept of a global team builds on these factors whale also
adding the geopraphic distance and technology-supported commmunication, for
example, to the mix Therefore, as an example of a defimtion for a global team,
Maznevski and Chudoba (2000) define 1t the following way:

Global virtual teams are groups that (a) are identified by their organization(s)
and members as a team; (b) are responsible for making and/or implementing
decisions important to the organization’s global strategy; (c) use technology-
supported communication substantially more than face-to-face communication;
and (d) work and live in different countries.

As can be seen from the quote, Maznevski and Chudoba (2000) talk about global
virtual teams which, according to Schroeder (2013), 1s an implication of how global
teams were almost always discussed as a subcategory to virtual teams when first
infroduced. Chunowsky and Rojas (2003) offer another definition that 1s designed
specifically in defining a virtual team by stating that “a virtual team 1s a group of
people with complementary competencies executing simultaneous, collaboratrve
work processes through electronic media without regard to geographic location™.
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Having described the global team, there are two different possibilities of a global
team:

1) An entirely virtual team that never meets face-to-face during the team’s
existence (as was defined above by Chinowsky and Rojas (2003))

2) A hybnd team that has a mix of some face-to-face interaction with the heavy
dose of virtual interactions in-between.

The concept of hybrid team stems from the fact that it 1s becoming harder and harder
to find purely virtual or purely collocated teams in contemporary orgamzations and
thus teams in today’s orgamzations should be characterized as more or less virtual.
{(Workman 2007; Hosseini & Chileshe 2013; Hossemm et al. 2016)

As Schroeder (2013) states, the different technological advancements have provided
teams different kinds of opportunities to commumnicate with each other even over
long distances and that without these advancements, virtual and hybrid teams would
not exist. The use of these different advancements proved to be virtually non-existent
in the Company based on the interviews and thus one possible solution for improving
the sifuation 1s introduced n the following sub-chapter.

Schroeder (2013) also demonstrates different accelerators and decelerators relating to
choosing the hybnd team model. The accelerators and decelerators were researched
in relation to aspects of strategy, structure, systems, shared values, leadership style,
skills staff and global working. In relation to strategy, Schroeder (2013) suggests that
the accelerators are:

1) Senior leadership commmumicates clearly to the team and the team 1s aligned
around their objective.

2) The team uses a face-to-face meeting to formulate and align their strategy
right from the get-go.

3) The team develops, uses and revisits a team charter and team strategy map.

4) Dufferent key functions in the orgamization’s value chain start commumcating

early on with each other.
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5) The task team 1s appointed to 1s regarded as important and difficult and thus
the team 1s given approprnate support.

The first four decelerators are the opposites of the first four accelerators. In addition,
one other decelerator 1s that the project 1s not of a high-priority meaning that team
members are moved off and keep changing throughout the project.

As for the structure aspect, the Schroeder (2013) finds just one accelerator which 1s
that the core team and the extended team structures work well, meaning that the
commumnication goes seamlessly back and forth. The only decelerator, on the other
hand, relates to some members not being a part of the global team and thus feeling
left out.

In the systems perspective, the only accelerator i1s having systems that work well
regardless of differences in geographies. Because of this, team members are able to
save time and effort by not doing overlapping activities, according to Schroeder
(2013). Consequently, not having these kinds of systems but instead different
systems in different geographies, is seen as one of two decelerators. The other
decelerator 15 not having “all standard operating procedures up to date as global
standard operating procedures”. (Schroeder 2013)

All three of the accelerators regarding the shared values aspect are quite similar.
These three are that all team members are committed to the outcome, the team forms
team spirit/chemistry and that everyone on the team has a say on things and 1s thus
able to voice their opimions. The two decelerators are that the shared values are
overshadowed by the dysfunctions in team dynamics and that one or more team
members value their own expertise and opinions so much that they do not value
others” mputs and ideas.

The first of leadership style accelerators is related to the whole team as in that the
team 15 empowered to making decisions. The other three, however, are focused on
the actual team leader. These three are that first of all, the leader i1s effective and the
second being that the leader respects each and every one of the members of the team
and shares mformation instead of imposing. Lastly, the leader 1s able to facilitate the
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movement from open and rich dialogue to decision-making stage as well. As for the
decelerators, the first one 1s having a team that 1s not empowered to make decisions.
The other three are that the leader lacks strong team leadership, the leader 1s too
authoritarian and does not use enough dialogue and coaching on the team and that
the leader 1s not able to convert the open and diverse discussions into actual decision-
making.

From the skills perspective, there are numerous accelerators to be found according to
Schroeder (2013). First 1s that team 1s able to not only make decisions but also to
stick with those decisions. Besides this, there are four interrelated accelerators which
relate to the commumnication of the team These are that the members of the team
communicate well with each other, they engage in open and rich conversations, they
respect each other’s opinions and expertise and also have healthy conflict. Lastly, an
important accelerator 1s that the members build a cohesive team. The decelerators
include lack of communication or even poor skills in communicating with the global
colleagues, “over-talking™ 1ssues without actual decisions, having a team where the
members do not respect each other’s opimions and expertise and ultimately that the
team members do not function well together.

In relation to staff, the only accelerator identified 1s that there 1s flexubility m having
the night people at the team at the nght time. In other words, the members of the team
are carefully selected and there 1s no hesitation in making changes in personnel when
there 1s a need. The decelerators in this regard are that the roles between colleagues
are vague and that there is little to none influence on the team leader on who 1s
assigned to the team.

Lastly, there are three different accelerators to be identified relating to global
working. First 1s that face-to-face meetings have a positive impact on the team’s
effectiveness by, for example, enabling the team members to see each other’s facial
expressions and body language thus making you get to know the persons better.
Another upside of the face-to-face meetings 1s the second accelerator that is that the
face-to-face meetings lead to better virtual team work after these meetings. The third
accelerator 1s that the members of the team have good “global working™ skills,
meaning that the members truly have a global mindset in domng their work. The
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decelerators, on the other hand, include the lack of face-to-face meetings that has a
negative effect on the team’s effectiveness. Also, it impacts the virtual work
negatively afterwards which 1s considered the second decelerator according to
Schroeder (2013). The third decelerator 1s that team members do not possess the
global working skills.

Improving the commumication in the hybnid team requires some updating on the
commumnication tools of the Company and the following sub-chapter offers one

solution for this in terms of mobile apphlications.

422 AppGyver as an Enabler of Improving Communication

The mobile phone industry, smartphones especially, have seen major advancements
especially mn the 21th century. The number of smartphone users in 2017 was 2,32
billion and 1s still nsing. (Statista 2017) This means that one of the best ways to
improve commumnication and formalize processes would be the use of mobile
applications. Creating these kinds of mobile applications can be done through, for
example, a Finnish company called AppGyver. AppGyver was chosen to be used as
an example in this research as they are virtually the only provider on the Finmsh
market with this kind of solution at the moment. They describe themselves as

follows:

“AppGyver 1s the leading provider of innovative app development tools smtable for
novice and seasoned developers alike. Founded in 2010 and with offices m San
Fransisco, US A and Helsinki, Finland, AppGyver has earned the trust of over
150,00 developers and top Fortune 500 compames worldwide. In 2014 AppGyver
was a winner of The Red Herning Europe 100 award.” (AppGyver 2017)

The actual product 15 a visual development platform for “creating and publishing
apps around data, with focus on improving business processes”. These applications
can be built visually and much faster than with other solutions and the applications
can be related to workflow, data collection, IoT, business management and offline-

to-onhne, for example (AppGyver 2017.)
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There are multiple reasons for the Company to choose AppGyver specifically:

1) The wisual development platform AppGyver has for creating mobile
applications requires no programming skills from the person using it. They
only need to have basic knowledge of creating applications.

2) AppGyver 1s a Finmsh company so being in contact in the case of possible
problems, for example, 1s supposedly fast and easy.

3) The information in the application does not go to a cloud or to AppGyver’s
storage of some sort, for example. Instead, the information 1s kept only in the
Company’s hands. This 1s a highly important factor for the Company as they
are operating in defence mdustry and deal with confidential information on a
constant basis.

4) As was mentioned m one of the previous paragraphs, the creation of
applications with AppGyver’s platform 1s much faster than with other
solutions, meaming that not only are the applications created fast but they can
also be modified and developed easily as well.

In the Company’s case, there are multiple areas that a mobile application could

g
R
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Business Processes sDocument reviews, automatic follow-ups
ETHGESREGEEE GRS sMobile checklists, work order management
Collaboration *Progress tracking, file library, ideas inbox, chat
SIS ESR LI TW=0 *Salesforce dashboard

sActivity stream, centralized file storage, knowledge base

Figure 3. Areas the Company could improve with the help of AppGyver.

For the business processes, the platform can help the Company to automate a lot of
things done by hand at the moment. What this basically means 1s that the application
has some functions that have an automation mle, meaning that there 1s some kind of
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trigger condition for completing a specific task, for example, and completing that
task friggers some kind of action, a push nofification, for example As for the
business processes for the Company, the application could, for example, include the
document review possibility that would make the work of the quotation team more
efficient as they could see all the documents related to the quotation through the
application and all of them could easily make the necessary modifications directly
through the application without having to download and send different versions
through email, for example. There is also a possibility to add a feature that sends a
push notification to a specific person right when their imnput 1s needed on something
as well as creating automatic task creation to easily see who has done what and who
has still something to do (AppGyver 1 2017.)

In terms of business management, the platform can be used in creating a “mm-ERP
(Enterprise Resource Planning)” or “mum-CRM (Customer Relationship
Management” that can be tailored to the Company’s needs and essentially makes the
management of different thinps easier and more efficient. In practice, the Company
could have an application that has a mobile checklist which could, for example,
depict the different phases of the quotation process so that everyone can see the pomnt
where the project 1s going and also that each and every step 1s completed (AppGyver
22017)

Collaboration refers to the application bringing employees closer to each other in
terms of communicating and information sharing by enabling them communicating
directly through the application. From the collaboration point of view the application
could have functionalities such as chat for the members of a particular quotation
team lesseming the need of emails and formal meetings, a file library for storing all
project-related materials in one place, ideas inbox for discussing what to offer for a
particular potential customer and also a progress tracker specific for a particular
project so that everybody 1s on the same page on what 1s done and what 15 not

(AppGyver 3 2017.)

Developing the Company’s business intelligence was an aspect that came up in the
interviews. From the application standpoint, this could be improved as data can be
agpregated from multiple sources which makes decision-making faster and easier as
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the necessary data and information can all be found in one place. Maybe the most
useful functionality for business intelligence for the Company would be a salesforce
dashboard. This would bring all the key metrics and information together in a simple
form especially for the upper management making the decisions so that they save
time from going through different sources of information to get every piece of
information necessary for making decisions. This would be beneficial especially in
regards the different Gate decisions the management makes as it became evident in
many of the interviews that the decision-making at the moment 1s too slow and it 1s
mostly unclear how much and what information 1s needed in making which decisions

(AppGyver 4 2017.)

It did not explicitly come up during the interviews whether the Company has an
intranet of some kind or not but even so, it appeared as if a lot of communicating 1s
done through emails and in the cormndors of the building. Therefore, the application
could help mn this regard by collecting data from employees and storing it in one
place and this in order makes internal processes flow faster as all the information 1s
centralized in one place where 1t can easily be accessed by any employee in need of
the information thus saving employees a lot of time looking through different sources
of mmformation to find the information they need In practice this could mean
functionahties such as the already mentioned centralized file storage, a knowledge
base to store information about current and previous projects to be referenced in
future and an activity stream to keep people working in different projects (if there are
multiple quotation teams, for example) on the same map on what stage each project
in the Company currently 1s (AppGyver 5 2017.)

Combiming the different concepts introduced i this and in the previous chapters
enables the creating an unambiguous model that i1s mntroduced m the following
chapter.
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5 CREATING AN UNAMEBIGOUS PROCESS FOR ADDRESSING
INITIAL INQUIRIES BY FORMING A HYBRID TEAM

5.1 APM as an Answer for Creating an Unambiguous Process for Addressing
the Initial Inquiries

As has become evident many times in this paper, the Company lacks an
unambiguous process for handhing the mitial inquiries coming from potential
customers. With the help of APM methodology, the process could be constructed in
one of two ways. This 1s dependent on whether the Company decides to form a
quotation team whose main responsibility 1s simply making quotations on different
projects.

5.1.1 Not Having a Specific Quotation Team

If the Company for some reason decides that there 1s no need for a specific quotation
team, the process could consist of five stages:

1) The imtial inquiry comes imside the Company through one of many channels

As became evident in the interviews, there are a number of ways an iitial inquiry
can come in the Company. These ways include the Patria corporation, fairs, project
senunars, defence attachés, partner networks and industrial partners as well as
through various procurement notice portals. However, this 1s not seen as a bad thing
as all interviewees mentioned that they simply cannot limit potential customers to
some preset ways of contacting the Company.

2) The 1mtial inquiry 1s evaluated by the person recerving it

One of the biggest problems for the Company regarding the imtial inquiries 1s that
there are many inquiries that leave no trace of their existence, meamng that there are
cases where the person receiving an imitial mquiry simply makes an individual
decision that certain mquiry deserves no further action, for example. Many of the
interviewees mentioned that there are indeed inquiries that a skillful employee can
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dismiss right away simply based on its structure or some “red flags”. These “red
flags™ can be that, for example, the country from which the inquiry comes from 1s on
the list of European Union’s non-export countries. However, even these inquiries
should still leave some kind of paper-trail somewhere so that it 1s known what kind
of mquiries the Company 15 getting and it 1s ensured that all the mquries that are
dismissed are done so for the appropriate reasons. To improve the process of which
inquiries to move forward, a list of things to ask from a person making the mqury
should be standardized. This list could be based on the things one of the interviewee
said they are using themselves at the moment. These things were:

1. Isthere a concrete project actually behind the inquiry?

2. Does the potential customer have a real budget for the
project and how big 1t 15?

What are the requirements of the potential customer?
When 15 the Request for Information coming out?

Who 15 the end user?

A

If the inqury comes from a “free nder” that represents
some company, What 1s the background of the company
they represent, what 1s the need of the company and are
there some specific requirements they could send?

If all the above check out, the person evaluating the inquiry could then ask from the
inquirer whether they can visit the company or country in question to see the project
themselves. If even this can be arranged, it 1s a clear sign that there 1s a real project
and the imnquiry 1s something that can be put forward.

3) Inquury is evaluated as a good one
When the imnquiry i1s deternuned to be a good one, it 1s at this point at the latest
directed to the appropmate key account manager This 1s if the inqury had not

mitially come to the key account manager directly.

4) Adding the project in the mobile application and gathering a team for 1t
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After getting an inquury that 1s evaluated as a good one, the account manager adds 1t
to the mobile application and contacts the line managers and the person responsible
for quotation documentation to start gathering a team for the project. These people
form the mitial team for the project and will also arrange a meeting where they can
form guidelines for the project.

5) Gathening the project team

During the meeting with the key account manager, line managers and the person
responsible for quotation documentation, they together form the puidelines for the
project and eventually round up all the people needed in that particular project. All of
these people are given the rights for the project in the mobile application.

Having these five steps ensures that each inquiry 1s handled the same way.

5.1.2 Forming a Specific Quotation Team

As came up in one of the mterviews, forming a quotation team that specializes in the
quotation process and making the necessary quotation documents would make the

process more efficient in many ways:

1) There would be a specific team already in place to start the quotation process
as soon as possible which makes starting the process quicker.

2) As the quotation process 1s the main responsibility of the members i the
team  there could be information and experiences from many different
quotation processes which lessens the need to gather additional information
from different sources as the knowledge and information 1s already within the
team.

3) Having a specific quotation team could make addressing an inquiry more
efficient in a way that when the person recerving the inquiry has evaluated 1t
as a good one based on the factors mentioned earlier, they could then simply
direct the inquiry to the quotation team saving time from forming the team
and having different meetings based on what kind of team should be selected.
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As with when there 1s no specific quotation team, the first three steps are the same
also when there 15 a quotation team. After that, there would be only one step which 1s
that the account manager adds the project in the mobile application and directs the
inquiry to the quotation team. The key account manager 1s obviously the main person
responsible for the whole project even 1if there 15 a quotation team but now there 1s no
need to spend time in gathering the team from many different people.

For the Company, the most essential thing 1s to differentiate potential customers
based on how complex requirements they have in their inquiries. This 15 because
being able to do this enables a better allocation of resources which improves the
efficiency of the Company’s operations and frees up resources to be used where they

are needed the most.

Based on the interviews made, the biggest challenges for the company are
communication and standardization of processes. It came up in most of the
interviews that the main method of communicating these kinds of project-related
things 1s email Another thing that rose from the interviews was that the Company
wants to “multi-role” people which means that there’s not much spare time for an
individual employee and thus sending emails can be a time-consuming and
inefficient way of communicating. That leads the discussion towards the question of
which option should the Company choose.

5.1.3 'What Option Should the Company Choose?

As was explaned in the third chapter, the Company has many characteristics that
support using APM. Therefore, they should also consider having a dedicated team
whose members are fully dedicated both on the process of evaluating the imtial
inquiries and also afterwards on the actual quotation process itself. In an ideal world,
the team would have just one project to work on at a time but then again, 1t might be
impossible as the Company’s business 1s based on projects and therefore they have
multiple projects simultaneously all the time and having different teams for each
project would prove to be difficult to carry out.
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When forming the team to focus on the evaluation of the imtial mquuries and the
quotation process that follows, some key aspects should be kept in mund in
accordance with APM:

1) The team should consist of 15 people at most. As became evident, one of the
main strengths of the company 1s wide and thorough knowledge throughout
the organization and therefore this should be highly feasible.

2) The team should have people with diverse knowledge on different things. In
the Company’s case that means having people that know the technical
specifications of different products that can be produced, people that have
expertise on the quotation process itself, people that are experts in legal
factors and people that have knowledge of different kinds of customers.

3) The main responsibility of the members of the team should be focusing on the
evaluation of inquiries and the possible quotation process that follows. The
mterviews revealed that at the moment the situation 1s such that the people
that are responsible for different parts of the quotation process are doing it
alongside with their main responsibilities, whatever those may be.

The main challenges the Company needs to figure out when forming a team of this
kind 1s that what modifications do they have to make on their operations as a whole,
so that they can “tie” certain people to the newly created team to focus solely on the
evaluation of imtial inquiries and the possible quotation process that follows.
Basically, they have two options: to hire people to the new team that 1s formed or to
hire people to replace those people that are moved from their current responsibilities
to bemng only in the team that 1s formed. Considering that one of the main strengths
of the Company 1s having skillful people with vast knowledge on different parts of
these kinds of projects, 1t would be beneficial to choose the latter option so that the
Company could use that expertise and knowledge that already 1s in-house the most
efficient way possible.

5.2 Improving Communication Through Maobile Applications

As was stated previously in this paper, the advancements in the smartphone industry
have been dramatic and a large number of people have one nowadays (Statista 2017).



35

Therefore, what better way to enhance the commumnication than creating a mobaile
application for 1t? The visual mobile application development platform of AppGyver
was mtroduced as an example for creating one m the chapter 4.2.2. When created for
the hybrid quotation team that 1s introduced n the following sub-chapter, the mobile
application could have the following features:

Mobile Progress Centralized
checklists tracking file storage

Knowledge
base

Figure 4. The features of a mobile application for the hybrid quotation team.

Mobile checklists mean that every team member knows the stages of evaluating an
mitial mnquiry and the possible quotation project after that and at what stage 15 a
particular project at any given time. In practice, this means that every team member
has certain tasks to be completed and has a specific checklist to help keep track of all
these tasks. Obviously, this makes it easier for not only an indrndual team member
but the team as a whole to comprehend the situation of the project and that
everything that 1s needed to be done actually gets done.

Progress fracking 1s closely related to the mobile checklists as 1t shows the overall
progress of the project which consequently helps the management of the project, for
example, in that they have a clearer picture of the situation of the project as a whole.

Centrahized file storage enables the team to store all the necessary information in the
application itself. Obviously, the Company already has some storages in place but
having the possibility to have them in the mobile application as well would be very
beneficial as a team member could access it virtually anywhere with a couple of
chicks on their smartphone.
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Knowledge base could provide a solution for one of the problems of the Company
that rose during the mterviews. That 1s the fact that they have a lot of knowledge on
the quotation projects in-house and write a “lessons learned” document after each
project as well, but the problem is that these resources are barely used. Having a
knowledge base could enable storing not only the lessons learned documents but also
the implicit knowledge gained through trial-and-error so that the processes could
improve over time. Also, having the knowledge base in a mobile application would
improve the accessibility and thus possibly making the knowledge something that 1s
actually used on a constant basis.

Having a project-related chat function in the application would surely improve
commumnication. First of all, having a chat would simplify the communication outside
formal face-to-face meetings as it would be much simpler than sending numerous
emails. Secondly, the need for calling a number of different people by phone or
arranging a formal meeting to inform the team would lessen and that will surely
make the team much more efficient mn its activities.

As was mentioned i chapter 4.1.2, busimess communication can be categorized to
three basic categories: organizational communication skills, leadership
commumcation skills and interpersonal communication skills. In terms of
orgamzational commumcation skills, the mobile applications could improve the
communication by, most obviously, enabling the use of information technology.
Moreover, mitiating open discussion becomes easier as people can communicate no
matter the place and time and each member 1s sure to have their voices heard. Also,
resolving conflicts becomes faster as 1t 1s possible to intervene much faster than
waiting for the next face-to-face meeting and also the negotiating between team
members 15 exercised a lot more than doing 1t just in the face-to-face meetings.

As for the leadership commumnication skills, the benefits of the application are largely
dependent on how the team leader uses 1t. The leadership commumication skills are
basically different forms of encouraging the team members and unifying the team
Therefore, 1t 15 up to the team leader whether they take the time to praise the
individual members for performing specific tasks, for example, or by making sure
that everyone’s voices and opimons are heard and that the team feels like they are a
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team and not just a group of individuals. The concrete features to do this include the
chat option and being aware of the checklists and progress tracking so that the leader
15 able to acknowledge good performances as well as those that need intervening.

For the interpersonal communication skills, the main things the application can help
the team with 1s bulding trust and rapport. The main feature for this 1s the progress
tracker where each member can clearly see what each of them has already done for
the project. That 1s a big factor in bulding an individual member’s trust on other
members of the team and confidence that the other members are doing their part as

well.
5.3 A Hybrid Quotation Team
As was mentioned m chapter 5.1.3., the Company should form a specific quotation

team This team could be constructed of people with responsibility of the following

Areas

Legal and
regulatory

Quotation

Management process and
documents

Product Customer
specifications knowledge

Figure 5. Hybrid Quotation Team.

The team should have people with five different aspects of knowledge so that there 1s
knowledge of the legal things, the quotation process and necessary documents
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relating to it, customers, specifications of own products and also a person or persons
responsible for the project as a whole. There could be more than five people but the
main point 1s that all the above-mentioned things are covered.

The person or persons that represent legal and regulatory knowledge are responsible
for making sure that the quotation process 1s carned out according to different laws
and repulations while also keeping in nund different contractual aspects. What this
means in practice 1s that there needs to be knowledge of the appropnate laws that
affect the quotation process and the possible project that follows in all countries that
are somehow involved. In addition, they need to make sure that contracts related to
the process are fair and just and done correctly. An industry-specific task 1s to make
sure that the export permut can be obtamned to the country where the potential
customer operates 1n and that 1t 1s granted on time_

Knowledge of the quotation process and documents means that there needs to be a
person or persons who are aware what needs to be done and when whale also keeping
track of the numerous documents related to the quotation process and making sure
that all necessary documents are bemg produced. In other words, these people are
responsible for making sure that the necessary documents are the way they should be
and are delivered to the potential customer on time.

Customer knowledge refers to the knowledge relating to the potential customer,
meaning the customer itself their wants and needs and also understanding the
environment (and country as a whole) they operate in, for example This kind of
knowledge enables the team to make an even better quotation to differentiate the
Company positively from 1ts competitors.

Knowledge of product specifications refers to people who have the best knowledge
of what the Company can and should offer and what it cannot and should not do. It
became evident during the interviews that the different product line managers are the
people with this kind of knowledge. Having tlhis knowledge in the team means that
the team does not offer potential customers something they cannot or should not do
and thus they are able to operate more efficiently.
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Every team needs management and that 1s the case in the hybnd quotation team as
well. With all the people having the above-mentioned skillsets, there needs to be a

person or persons responsible for the whole team so that everything gets done and
that everything 1s done on time.

By having a hybnd quotation team that i1s specifically designed to focus on
quotations, multiple benefits are achieved:

1)

2)

3)

There 1s much less need to organize different things as the team 1s already
fanuliar with each other and stays the same from project to project. That was
one of the problems in the cwrent situation that came up during the
mterviews and having a specific team where every member’s main
responsibility 1s related to the different quotation processes would mitigate
that problem sigmficantly. Also, the leaming curve 1s steep and the
mformation and expeniences that are gained can be transferred between
projects effortlessly.

By having a specific hybnid quotation team, not only does it benefit the
Company but obviously the potential customers of the Company benefit as
well. That 1s because the team 1s better aware of the project as a whole when
the quotation process 1s the main responsibility of each member and they are
also able to learn from previous projects and transfer what was leamed into
the new projects. That way the quality of quotations gets better and better
over time meaning added value for the potential customers as well.

Having a team that 1s hybrid by its nature means that there 1s not that much of
a need to have as much formal or unformal face-to-face meetings as in a
traditional team  What this enables 1s that people can work more efficiently as
they can communicate in multiple ways while also keeping track of what
stage things are at. Obviously, for the team to be hybnid there needs to be the
tools and ways for the members to keep in touch and bemng aware of the
project and that 1s why the company AppGyver was introduced as an example

of a provider of one solution for this.

The new process for addressing mitial inquiries from potential customers with a
hybrid quotation team could be as follows:



2. The inguiry is
1. Initial inquiry comes directed to the hybrid
in quotation team and is
evaluated by the team

3. Deciding on whether
to start the guotation
process

5. Decision from the

customer 4. Quotation process

Figure 6. New process for handling initial inquiries.

As can be seen from the figure, there are five different phases:

1) Imtial mquiry comes in

It does not really matter to where or whom the mitial inquiry comes to. What matters
1s that the person getting the mmquiry knows what needs to be done with 1t. That 1s
that the person should forward the inquiry to the leader of the hybrid quotation team.
To “smooth™ the process even further, the Company could create a list of “must-
have” qualifications (not bemmg on the European Umion’s non-export list, for
example) that need to be fulfilled in order to even forwarding the mquiry to the team
Obviously, these qualifications then need to be taught to each member of the

Company that might get these inquiries.

2) The inquiry 1s directed to the hybrid quotation team and 1s evaluated by the
team

If the inquiry 1s not something that a person recerving it can directly dismiss, 1t 1s
forwarded to the quotation team fo be evaluated further If the team comes to a
conclusion that the inquiry is an appropnate one, they then start working on 1t
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further. The evaluation process should include at least the following things that came

up 1n one of the mterviews:

1. Does the potential customer have a (real) budget?
What are the requirements of the customer?

Is there a concrete project that actually exists?
When 15 the RFI coming out?

Who 15 the end-user?

I

If the person inquinng i1s a “free-nder”, what 15 the
background of the firm or country they represent and can
he send some additional technical requirements?

3) Deciding on whether to start the quotation process

This phase includes not only the decision on whether the project would be beneficial
for the Company but also presenting the potential project to the management of the
Company. This 1s done (especially in the big cases) to get the needed approval from
the management to move forward with the actual quotation process.

4) Quotation process

If all the previous phases check out, 1t 1s time to start the actual quotation process. In
the quotation phase the use of the mobile applications becomes even more important
as the number of things needed to be done increases significantly meaming that the
importance of project management 1s emphasized even more and the features such as
mobile checklists, progress tracking, centralized file storage, knowledge base and
chat m the mobile applications prove their worth in doing just that. Furthermore, as
has been stated that when there 1s a specific quotation team that also uses the mobile
applications, the quality of quotation processes has the possibility of improving and
developing over time as the team 1s able to learn from past successes and nustakes.
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5) Decision from the customer

The last phase 1s obviously largely dependent on the customer. In either case, the
quotation project as such ends and the quotation team can focus on other projects on
their table. Obviously, the best-case scenario 1s that the customer approves the
quotation and the quotation team can then forward the project to the person

responsible for the execution project where the products in the quotation are actually
delivered to the customer.
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6 CONCLUSIONS

6.1 Conceptual Implications

The research was done so that the Company could get a solution to their problem
which was the lack of an unambiguous process for addressing initial inquiries from
potential customers. To answer the set research questions, there was a need to find
appropriate theories and concepts to be used and then to define them As was
mentioned in the introduction, the subject of this research was of the nature that there
were not any ready-made theories to be applied. What this meant was that there was
a need to combine and adapt theories for the purposes of this particular research.

The Company’s business 1s mghly project-based meaning that project management 1s
a vital concept to cover and discuss. The definitions of Duncan (1996, 2) and Turner
(2000, 4) suggested that the mamn feature of a project 1s that it 1s temporary by 1ts
nature and has certamn other key features that Duncan (1996, 2-3) identified.
Furthermore, as Duncan (1996, 3) states, the mamn goal of any piven project 1s
fulfillng the needs and expectations of different stakeholders. Therefore,
successfully managing a project requires that the person m charge 1s conscious of
these features and goals.

Defiming what 1s meant with the concept of a project makes 1t possible to talk about
project management itself. Traditional project management methodology 1s based on
making ngorous plans and having clearly defined stages follow one another
(McConnell 2010), hence the often-used name “waterfall” approach (Bawrd &
Riggins 2012). Today’s projects, however, are often carmned out in rapidly changing
environments which means that there 1s a need for methodologies that can reduce the
risk on these kinds of projects (Walczak & Kuchta 2013) and as Kurtchen (2001)
suggests, Waterfall methods become increasingly nisky in environments where
project requurements are likely to change; the uncertainty of getting an export permit
being a good example of just that in the Company’s case. Examiming the literature on
traditional project management also revealed that the Gate decisions the Company 1s
currently using are virtually the different stages of a Waterfall model.
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APM was designed to mutigate the risks emerging mn using the traditional project
management methods as it 1s based on iterative development and the 1dea that project
management should be flexible so that there 1s less management effort and more
innovation which leads to added value for the customer (Mirzaei & Mabin 2017;
Conforto et al. 2014). In the Company’s case, the use of APM is justifiable as the
projects are different from each other and there are factors such as the export permuts,
for example, that create a lot of uncertainty regarding the projects. Therefore, using
APM brings a lot of benefits for the Company as becomes evident in the next sub-
chapter. Also, in addition to the benefits described in the following chapter, the
empirical data gathered from a range of different industries indicates that the use of
APM has a positive impact on a project’s success, no matter the complexity of the
project (Serrador & Pinto 2015). As has become ewvident in this research, APM
should not be tied to some particular mndustries as it has use in all companies dealing
with projects; especially with projects that have high likelihood of having changes in

environment and requirements from the customer, for example.

Using APM requures that the project team communicates actively and well with each
other (Conforto et al. 2014.), so therefore it 15 essential to cover the concept of
commumnication as well When talking about communication, it 1s vital to clearly
define what kind of commumcation 1s in question because as Dance and Larson
(1976) point out, there are at least 126 different definitions for communication. For
the purposes of this research, business commumication was deemed as most
appropriate. Boarcis (2017) mtroduced business communication as being able to
express yourself in a way that other people understand you and that it can be divided
into three different categornies (orgamizational commumnication skills, leadership
commumnication skills and interpersonal communication skills) which all have their
own unique characteristics. The importance of business communication becomes
evident in Boarcis’ (2017) suggestion that to become a successful professional, an
indrndual needs to master the business commumcation skills as the commumication
element 1s a vital part of any orgamzation. Therefore, as communication was deemed
as one of the problems for the Company through the interviews, 1t was vital to put an
emphasis on the business communication aspect with the help of the mobile
application, for example The idea of using mobile applications to improve

communication used m this paper 1s rather new and is therefore worth more research
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on other industries and companies as well and 15 a good example how
communication can be improved with the different tools of modern day.

At the moment, there 1s not a specific team for addressing the initial inquiries from
potential customers and the idea of maybe having one was orgmally raised during
the interviews with the key employees of the Company. By refining this idea a bit
further, 1t started to seem that 1t would actually be an 1dea worth considering. When
examimng the theories behind different kinds of teams, the theory about hybnd
teams rose above all else because of its virtual aspect. As Schroeder (2013)
described, a hybnid team 1s a team that has the traditional face-to-face activities but in
addition has the virtual aspect as part of its activities as well What this means in
practice 1s that in addition to the face-to-face meetings the team has different
technological tools and methods of keeping in touch. Examples of these are different
video conference tools and applications, computers and also mobile applications. The
concept of a hybrid team was chosen to be used in this case especially from the
communication perspective. That 1s because in a hybrid team, the commumication 1s
not just the traditional face-to-face, email or phone but instead the team members
have ways of communicating through chat and mobile checklists, for example, from
any place and in any time. That modermzes the Company’s communication in a great
way. The research on hybrid teams has previously revolved around global teams.
Therefore, the concept of having a team that 1s co-located but still a hybnid one, as 1s
suggested in this paper, 1s something that has not received attention previously.
Having a co-located hybrid team makes the idea of a hybnd team easier to
accomplish as the possibility of meeting face-to-face 1s a lot more easy to arrange
when all the people are already at the same campus than if they are around the world.

By combiming all these concepts, it was possible to formulate a process mntroduced in
chapter 53 that would provide a solution for the set research problem

6.2 Managerial Implications
As was stated in the second chapter, the research problem of this research was very

practical; creating a process for evaluating and addressing the imtial inquiries from
potential customers. The inferviews were a pgreat help in discovering the two main
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challenges the Company was facing regarding the subject: not having an
unambiguous process and not having as good commumication throughout the
orgamzation as they should have Moreover, the interviews were a great source of

providing an answer to one of the research questions which was:

"What happens within the Company when an initial inquiry comes in? "

The interviews revealed that the mitial inquiry has a number of different ways 1t can
come within the Company and that this 1s not seen as problem by the employees of
the Company. Not only was the way in an ambiguous one, but so was the mquury’s
route within the Company as well Some inquries were said to have been
acknowledged simply by the person recerving it and that person has made an
independent decision what to do with 1it. When m the house, there was a process of
sort to be distinguished based on the mnterviews on how the imquiry goes forward:

1) Preliminary evaluation of the project.

2) If the decision 1s made to start making a quotation, the requirements of the
client are evaluated.

3) Decisions on what to offer are made, meaning that the offering 1s defined and
documented.

4) Pricing of what 1s decided to offer.

This cycle was said to be gone through a couple of times. However, there were still
mentions that regardless of this, there 1s still vanation on this process depending on
the people responsible for it. The process introduced 1n chapter 5.3 brings a solution
for this particular research question through the first two phases of 1t.

The second research question of the paper was:

"What does creating an unambiguous process for addressing the initial inquiries
from potential customers require from the Company?”’
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The mterviews revealed two main problems: lack of orgamzing regarding project
management and challenges in commumication By examining theories relating to

these 1ssues, some appropriate theories rose up quite quickly.

In terms of the Company’s business that 1s mainly project-based, 1t was beneficial to
study theories regarding project management. Although it became evident in the
interviews that the company has some kind of methods reparding project
management, (Waterfall, for example) 1t was still clear that there was a clear need for
an unambiguous process especially for handling the imtial inquiries from potential
customers. After examining different theories, it seemed that APM would be the best
solution for the Company. There are a number of reasons for this conclusion:

1) The Company 1s already using people with different skillsets and expertise in
the quotation process. Therefore, it can be said that the current teams are
multidisciplinary which was also mentioned as one of the enablers of using
APM.

2) The mterviews revealed that the different quotation teams are rather small in
size which 1s in line with one of the enablers of APM as having a team of
under 15 people.

3) The interviews also revealed that one of the main strengths of the Company 1s
having people with much experience and know-how. This fact fulfills two of
the enablers of the APM which were the expenience of both members of the
team as well as the project manager’s.

4) Last but not least 1s that the current quotation teams are co-located at the
headquarters of the Company which was also one of the enablers of using
APM.

As can be seen, the Company has a number of enablers already in place for using the
APM. Possibly the biggest factor hindering the creation of an unambiguous process
1s not having a specific quotation team and therefore having the people on the team
focus on the quotation process side-by-side with their main responsibilities, whatever
those may be. Having a specific quotation team would also enable one more of the
enablers of using APM which was that every member of the team would be working
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on the quotation processes full-time. To create a solution for this, the hybnd
quotation team was mtroduced.

The selection of the hybrid team model was encouraged by the fact that
commumnication in the Company 1s currently not at the level it should be. It became
evident through the mterviews that commumcation methods in the Company are very
“old school” at the moment, meaning that communication 1s mainly done through
face-to-face meetings, coffee table discussions and through phone calls and emails. It
became clear quite quickly in the research process that there are a number of
different possible methods of communication that are inspired by the technological
advancements in the recent decades. The method chosen for this case was mobile
applications and a Finmsh company called AppGyver was chosen as an example
provider of those. There were a couple of concrete reasons why mobile applications
specifically could improve the Company’s communication:

1) The use of appropriate mobile applications lessens the need for formal face-
to-face meetings which consequently makes communication more efficient as
the people can communicate wherever they are at a particular moment.

2) Usmg mobile applications unifies communication and also makes 1t simpler
when comparing to sending emails, for example Sending different versions
of some document, for example, through email 1s not only time-consuming
but some emails might even get lost in the flood of different messages many
people get throughout their days. A mobile application therefore makes it
easier to communicate and share mformation when there 1s a specific channel
forit.

3) Things relating to project management become much more efficient and
easier as people are, for example, able to update their progress with a simple
push of a button.

Enhancing communication with mobile applications sparked the idea of applyng the
hybrid team model As was introduced i chapter 4.2.1, hybrnid team 1s something
that has traditionally been used in global settings, meaming that the team has member
from different parts of the world. The reason why it was still chosen to use in this
particular case was that certain aspects of it would be very beneficial for the
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Company. First, having a team that 1s not purely dependent on the face-to-face
meetings makes operating more efficient. Second, having a specific team to work
specifically in different quotation processes enables better learning from past
successes and failures which consequently makes future quotation processes better
and more efficient. Lastly, having a hybrid quotation team would make the creation
of a umfied and unambiguous process on handhng mitial inquiries from potential
customers much easier. Therefore, being able to create an unambiguous process for
addressing the imitial inquiries from potential customers requires forming a hybnd
quotation team that 1s led according to APM and that uses mobile applications as a
tool for improving communication and project management. After that, it 1s possible
to answer the main research problem of this paper, which was:

"How can the Company develop a rigorous and unambiguous internal process for
addressing the initial inquiries from potential customers?”

The solution for this 1s the process introduced in chapter 5.3 and can be seen as a
recap 1n the figure below:

2. The inguiry is
1. Initial inquiry comes directed to the hybrid
in quotation team and is
evaluated by the team

3. Deciding on whether
to start the guotation
process

5. Decision from the

4, Quotation process
customer Q P

Figure 7. A Summary of the Created Process
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By forming a hybnd quotation team that operates according to this process, the
Company could get much-needed assertiveness for addressing the mitial inquiries.
Not only does the process provide a solution for the Company, but 1t 1s also
something that provides a framework to be used by other companies on the same
industry or sinular companies on other industries dealing with similar problems as
well. As has been stated in this paper, the complexity of choosing the right customers
1s true for virtually every company no matter the industry. Therefore, having a
process such as this to be used as a framework would be lighly beneficial for many
similar companies.

6.3 Limitations

The mam limitation of this research is that the empirical part 1s purely based on the
interviews of a number of key employees of the Company regarding this topic. In
other words, there was not an observation period, for example, to see first-hand the
current situation of different current processes and ways of doing things regarding
the topic. This was because of limitations on time and other resources for carrying
out this research. Another limitation that was caused by the limited time period was
that it was not possible to implement the created process and also observe and
evaluate its performance as 1t would have taken a lot more fime than it was able to be
spent on this research.

The theoretical background used in this research 1s based on general findings from
many different fields and it 1s therefore questionable how well they suit the defence
industry the Company represents. This 1s because the defence industry has certain
unique key features absent from other industries. Also, the process created mn this
research 1s largely based on the interviews of the key employees of the Company,
meaning that 1t 1s highly case-specific and therefore would require more research to
be transferred as such to another company.

6.4 Directions for Future Research

In this research, the most obvious topic for future research would be to mvestigate
how well the process created in this research has worked for the Company and
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whether there has been some modifications or additions needed to be made.
Moreover, it would be interesting to see whether the created process could be
transferrable to other compames as well.

Also, the theories used in this research were designed to and researched on other
industries, so doing a research of applying these theories on the defence industry
where the Company operates in would be beneficial The APM procedures especially
have received quite liftle attention in research on other than the software industry
which also played a part in limtations of this research as was mentioned in the
previous sub-chapter. Also, as was stated in chapter 6.1, the concept of using mobile
applications to improve communication 1s something that should be researched more
in the future.

From the Company’s perspective it would be beneficial to use the principles of
action research mn evaluating the process created in this research to scrutimze the
effectiveness of the process and being able to make necessary modifications to 1t at
regular intervals.
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