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CRM-system is one of the most comprehensive sources of data for managers to 

utilize in decision-making. The goal of this study is to find out how the case-

company can further utilize CRM data in proactive sales management. In the 

theoretical part of the study, a literature review consisting of academic literature 

about customer-supplier relationship, segmentation, sales management, customer 

relationship management, sales forecasting and datamining is made. In the 

empirical part of the study, the current usage of CRM-data in the case company is 

examined through 7 in-depth interviews. 

In implications, two tools have been chosen for sales representatives to easily 

follow their performance and react to the trends in it proactively. Through proactive 

sales management, the case company will be able to fulfil customers’ latent and 

future needs. In addition, the data collection and analysis processes in the case 

company have been unified and developed further. The most important finding of 

the study is the importance of data quality in analytical processes. This is why the 

case company should have processes for ensuring that the amount of data is 

sufficient, it is in correct format and that it is up-to-date. Datamining is a way of 

using data to understand customer behavior better. This is why it is a great 

supportive tool for the case company when segmenting its customers. 
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CRM-järjestelmä on yksi kattavimmista tietolähteistä, jota yrityksen johto voi 

käyttää päätöksenteon tukena. Tämän tutkimuksen tavoitteena on selvittää, miten 

case-yrityksessä voidaan hyödyntää CRM-dataa proaktiivisen myynnin 

kehittämisessä. Työn teoreettisessa osuudessa pääosassa on kirjallisuuskatsaus, 

jossa on käsitelty akateemista kirjallisuutta liittyen asiakas-toimittaja – suhteisiin, 

segmentointiin, myynnin johtamiseen, asiakkuudenhallintaan, myynnin 

ennustamiseen sekä dataminingiin. Työn empiriaosiossa on kartoitettu CRM-datan 

käytön nykytila case-yrityksessä 7 haastattelun avulla. 

Työn tuloksissa esitellään kaksi työkalua, joiden avulla yksittäinen myyjä voi 

seurata omaa suorittamista sekä reagoida siinä tapahtuviin muutoksiin 

proaktiivisesti. Proaktiivisen myynnin avulla yritys pystyy täyttämään myös 

asiakkaiden piilevät sekä tulevat tarpeet. Tämän lisäksi työssä on 

yhdenmukaistettu sekä kehitetty case-yrityksen datankeruu- sekä 

analysointiprosesseja. Työn keskeisimpänä havaintona on datan laadun suuri 

merkitys analyysiprosessissa. Tämän vuoksi yrityksen tulee luoda prosessit, joiden 

avulla varmistetaan että dataa on tarpeeksi, se on oikeassa muodossa eikä se ole 

vanhentunutta. Datamining on tapa hyödyntää dataa asiakaskäyttäytymisen 

parempaan ymmärtämiseen. Tämän johdosta se on mainio työkalu case-

yritykselle etenkin segmentoinnin tueksi.  
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1 INTRODUCTION 
 

CRM data is one of the most comprehensive information for managers to be used 

in decision-making. However, because of the vast amount of it, many companies 

have not realized the importance of analyzing it and integrating it into the 

company´s strategical decision-making process. (Stein, Smith and Lancioni 2013, 

p. 855). The traditional view of CRM has been to sell more products and services 

to customers. In this setting, customer data is used for the benefit of the company 

rather than the customer. In recent years, the focus has shifted towards increasing 

customer value and companies have started to use customer data for the benefit of 

the customer. (Saarijärvi, Karjaluoto and Kuusela 2013, p. 584-585). This study 

will focus on finding different methods of utilizing CRM data in business 

development, especially in proactive sales management. Air compressor market is 

extremely competitive thus requiring companies to find new ways of refining their 

business processes and serve their customers better. When refining these processes, 

CRM data plays a key role. 

 

The characteristics of CRM data have been well covered in academic literature (e.g. 

Payne and Frow 2005, Peelen 2005) Utilizing datamining tools in CRM has also 

been studied well (e.g. Ahn, Kim and Han 2003). Proactive market orientation as 

well as sales management have been covered well in the academic literature as well 

(Mohr, Sengupta and Slater 2010; Miller 2009). However, the linkage between the 

concept of proactive sales management and CRM data is yet to be studied by the 

academic literature. This study will contribute to academic literature by finding how 

proactive sales management and CRM can be linked together to provide superior 

value proposition for the customer. 

 

Each company has an individual strategy and value proposition. Because of this, 

the measurements and key point indicators (KPI) are individual for a company. 

(Peelen 2005, p. 283-284). This is why there can be no general guideline for the 

metrics the company should follow in order of provide superior customer value. 

The goal of this study is to find the right measurement and KPIs for the case 
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company to be used in proactive sales management. As a result, a balanced 

scorecard is refined for the case company. This study will study the metrics to be 

followed both from the point-of-view of a sales manager as well as from the point-

of-view of a sales representative. In addition, this study will also recommend the 

tools the company should utilize when segmenting its customers. 

 

1.1 Research questions and objectives 

 

The goal of this study is to find out how CRM data and datamining can be further 

utilized in proactive sales management inside the case company. With this in mind, 

research questions and objectives have been formed (table 1) 

 

Table 1. Research questions and objectives 

Research question Objective 

1. How can proactive sales 

management and CRM data be further 

utilized in the case company? 

Find ways how proactive market 

orientation could be further utilized in 

the company’s sales process. 

Find out how the case company should 

use CRM data in proactive sales 

management. 

2. How should the case company 

segment its customers? 

Find the tools and criteria the case 

company should use when segmenting 

its customers 

 

The goal of the first research question is to analyze the company could utilize the 

concept of proactive sales management further. Another objective of the first 

research question is to find out ways how the company could use CRM data better 

in sales management. The aim is to find the metrics that should be followed in CRM 

data in order of shifting its sales orientation towards being more proactive. The 

study will also look at the key metrics and find ways how the company should react 

to the changes in these metrics. The second research question aims at finding the 

best tools for segmentation for the case company. The most suitable method and 
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criteria for segmentation are determined with help of academic literature a well as 

information gained by interviewing the company’s employees. 

 

This study will cover all four divisions of the case company. However, since some 

of the processes, such as segmentation, differ between divisions, the division selling 

small industrial air equipment is used as an example. Because of the difference in 

market situation, a single market had to be chosen as a focus point. Finland was 

chosen as a focus market because of convenience of collecting data through 

interviews. 

 

The research questions are answered with the help of qualitative methods. Case 

company’s employees have been interviewed in the process of mapping out the 

current situation for the usage of CRM data and proactive sales management in the 

company as well as finding out if there are best practices that could be scaled up to 

be used by all of the sales representatives.  

 

1.2 Structure of the study 

 

The structure of the study is illustrated in figure 1. 
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Figure 1. Structure of the study 

 

The goal of the first chapter, introduction, is to familiarize the reader with the 

setting of the study. It illustrates the gap in current academic literature as well as 

refines the research questions and objectives. The second chapter, Proactive market 

orientation, covers the current academic literature about proactive market 

orientation, customer-supplier relationships, segmentation and sales management. 

This is followed by the third chapter, customer relationship management, which 

includes current academic knowledge about CRM strategy, CRM system, CRM 

data, analytical CRM, forecasting in CRM, reporting in CRM as well as sales 

forecasting. The fourth chapter, Datamining, covers the current academic literature 

about datamining. The fifth chapter, methodology, will illustrate the methodological 
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how to improve the 
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case company
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choices made for the study as well as the reasons behind the choices. This is 

followed by the sixth chapter, case company, which illustrates the current situation 

in the case company as well as includes the analysis of the interviews. The final 

chapter, analysis, reflects the current situation with current academic literature in 

order of finding the development points in proactive sales management as well as 

in CRM data usage and make actionable recommendations for them.  

 

1.3 Overview of the study 

 

The literature review has been conducted using academic literature about proactive 

market orientation, customer relationship management as well as datamining. Both 

primary sources (such as books and scientific publications) and secondary sources 

(such as magazines) have been used in the literature review. Primary sources were 

used for finding out the scientific background of the concept and secondary sources 

to search for more practical examples of the concept.  

 

A single case study is selected as research strategy. This research strategy was 

chosen because of the nature of the research question. For example, the Key 

Performance Indicators for CRM data are company-specific which means that they 

cannot be taken straight from literature or through benchmarking from other cases.  

 

The data for the study was collected by conducting seven semi-structured 

interviews. The interviewees are all case company´s employees. The data from the 

interviews was used for understand the current stage of CRM usage in the case 

company as well as to see how well the concept of proactive sales management has 

been adopted by the case company. The reliability of the study is ensured by 

recording and transcribing all of the interviews. This way, another researcher can 

conduct the research with same data and see, if similar conclusions can be drawn. 

The external validity of the study is not significant since the ways of utilizing CRM 

data in proactive sales management are company specific. However, because the 

goal of the study is to find out how the case company can utilize CRM data in 

proactive sales management, the results do not have to be generalizable.   
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In the analysis part, two tools (balanced scorecard and 30-60-90 –report) are 

extracted from academic literature and refined to suit the case company’s needs. 

These tools will help the sales representatives to work more proactively. 

Recommendations on how to collect, handle and analyze data in the CRM system 

have also been made. These include such factors as what data should be recorded 

in the CRM system, how and by whom it should be analyzed as well as when can 

the CRM data be treated as being outdated. The lead generation process of the case 

company has also been refined to make it simpler and more efficient. In the study, 

the current segmentation process of the case company is reflected to academic 

literature and suggestions are made on how to make it more sophisticated and how 

datamining could be utilized in it. In addition, criterion for evaluating the urgency 

of a sales lead as well as the likelihood that a sales opportunity will convert to actual 

sales are established in the study. 
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2 PROACTIVE MARKET ORIENTATION 
 

Market orientation is defined by the company´s ability to gather intelligence about 

the forces affecting the market and using this information to guide company 

strategy (Mohr et al. 2010. p. 106). Kohli and Jaworski (1990, p. 1) define market 

orientation as the organizations ability to implement its marketing concept. This 

intelligence includes different kinds of information about the trends and 

stakeholders in the market, such as current and future customer needs, emerging 

technologies as well as competitors’ capabilities and strategies. Information can be 

gathered from multiple sources including trade shows, customer hotlines, working 

with lead users and customer visits. Market orientation has been divided into two 

categories: responsive market orientation and proactive market orientation. (Mohr 

et al. 2010, p. 106) 

 

The starting point of market orientation is market intelligence. Besides customers’ 

needs and preferences, market intelligence also includes analysis of exogenous 

factors that are influencing them. There can be several exogenous factors, such as 

competitive environment and governmental regulations. Market intelligence is not 

only focused on customers’ current needs, but on latent and future needs as well. 

There are a great variety of ways for companies to generate market intelligence. 

These include such tools as surveys, informal discussions with trade partners, 

analysis of worldwide databases and customer attitude surveys. The task of 

gathering and analyzing market intelligence is not only the task of marketing 

department; other departments should seek for customer insights from their own 

point-of-view. (Kohli and Jaworski 1990, p. 4-5) 

 

In 1990’s, the companies were focused on acting according to customers expressed 

needs (Storbacka and Lehtinen 2001, p. 3). In reactive market orientation, the 

company focuses on gathering information about expressed customer needs as well 

as about current competitive threats. Although it is good to gather information about 

current customer needs and competitive environment, things can change rapidly. 

Reactive marketing orientation reduces the innovativeness of the company, as it 
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cannot see hidden and latent customer needs. The competitors will gain huge 

competitive advantage if they spot these needs and start to fulfil them. The tendency 

to serve current customers with existing technology is called Marketing myopia. 

Focusing too narrowly on current customer can result in Tyranny of served market 

where the company does not realize that the needs of current market has already 

been satisfied and it will not produce further profits for the company. By focusing 

on current competitive environment, the company may not spot market trends or 

competitors, that are not yet a threat but might become such within the next couple 

of years. (Mohr et al. 2010, p. 106-107) 

 

Proactive market orientation is in the other end of the intelligence continuum. In it, 

the company focuses on gathering information about future and latent customer 

needs. They are also collecting and analyzing intelligence about anticipated 

competitive threats as well as about emerging technological trends in the industry. 

This orientation will enable the company to begin satisfying customer needs that 

their competitors have not spotted yet thus gaining a bigger share of market. 

Proactive market orientation also enables the company to start serving new markets, 

where the competition is not as fierce as in current market. Serving customer’s 

latent needs can result in “Wow”-effect by the customer thus increasing the 

products value in customer’s eyes. This will result in a situation where the company 

is able to collect a bigger profit margin from the customer. The “Wow”-effect can 

also decrease the risk of losing the customer to competitor. (Mohr et al. 2010, p. 

107) 

 

2.1 Customer-Supplier relationship 

 

A customer-supplier relationship includes at least one encounter between the two 

parties (Storbacka and Lehtinen 2001, p. 39). Peelen (2005, p. 25) distinguishes two 

kinds of relationships, primary and secondary. A primary relationship, like a love 

relationship between two individuals, is rather diffuse and based on emotional 

bonds. People involved in these kinds of relationships usually know each other very 

well and the relationships are not regulated by strict contracts. In contrast, 
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secondary relationships are relatively short-term with a limited amount of social 

interaction between the participants. The rules of these kind of relationships are 

usually rather strict and social roles are well defined. Since there is no emotional 

bond between the players, they can be easily replaced. The area that falls in between 

primary and secondary relationships is rather large. The customer-supplier 

relationship can be a secondary relationship by nature or fall in the gap between 

primary and secondary relationships. Different types of supplier-customer 

relationships along with their characteristics are illustrated in table 2. 

 

Table 2. Types of customer-supplier relationships and their characteristics (Peelen 

2005, p. 26) 

Type of relationship Characteristics 

Prospect The first transaction has not yet taken 

place. 

Client/Customer Transaction has taken place but the 

relationship is not yet long-term. 

Ambassador/Supporter The relationship is long-term but not 

felt by both parties. 

Partner Both players have taken an active 

position in the relationship. 

 

Peelen (2005, p. 25) has divided commitment into three categories: personal, moral 

and structural commitment. Personal commitment tells the company to which 

extent a single individual is willing to contribute to the relationship and develop it 

further. In moral commitment, people are feeling an obligation to contribute to the 

relationship even though they are not necessarily willing to do so. In structural 

commitment, the company is making investments into the relationships because it 

is integrated deep into their processes, such as a CRM software. It would require 

significant investments to replace the supplier-customer relationship in this case. 

The commitment of both parties in customer-supplier –relationship should be taken 

into account when looking at them. A situation where one party is more committed 
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to the relationship than the other than the other one is known as a disproportional 

commitment. (Peelen 2005, p. 25-33) 

 

Another key component of a customer-supplier -relationship is trust. It is a necessity 

for the development and growth of the relationship. It can be associated with such 

qualities as honesty, involvement, fairness and responsibility. There are three levels 

of trust that can be identified. The bottom level of trust includes a specific behavior 

of the partner, such as following established rules. The middle level of trust includes 

the characteristics of the partner. These may include, for example, the motivation 

and commitment of the counterpart. At the top level of trust, we find overall 

standards, such as honesty. When the other part is trusted, the company is more 

willing to make bigger investments in the relationship since they are confident that 

the counterpart is willing to do the same. Trust also increases the customer’s 

tolerance in cases where transactions do not live up to their expectations. (Peelen 

2005, p. 34)  

 

Trust and commitment do not form instantly in a relationship. Instead, they take 

time to build up. The company needs to gain insight into relationship development 

process and how it can be influenced. In the beginning of the customer-supplier 

relationship, it is based on the exchange of goods and services for money and the 

exchange of personal resources is limited. This kind of relationship has to be 

developed into long-term by focusing in cross selling and aiming to be seen as a 

“total solution provider” by the customer. After this, the exchange of personal 

information becomes a natural part of the relationship and mutual respect can keep 

growing. Both supplier and customer should have certain capabilities to enable the 

growth and development of the relationship. Besides this, both supplier and 

customer must have capacity for empathy. In other words, they must be able to view 

the situation through their counterpart’s eyes. This requires that the counterparts are 

willing to share information and expose themselves to each other. Customer and 

supplier must trust each other since by sharing information openly they are putting 

themselves in vulnerable position. Showing empathy can be especially hard for 
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salespeople since their best interest is to present the company’s products in positive 

light and admitting vulnerabilities can be hard. (Peelen 2005, p. 35) 

 

Dwyer, Schurr and Oh (1987, p. 15-20) have distinguished five different stages in 

a customer-supplier -relationship. In the first stage, the customer and supplier 

become aware of each other. They are positioning themselves and making sure, that 

the other party also knows about their existence. When bilateral interactions begin 

to appear, the relationship has entered the second stage, exploration. The beginning 

of this stage is characterized by attraction. It may develop based on shared interests 

and goals or perceived personality. Empathy starts to play a big role in second stage. 

The number of transactions is increased and dialogue between supplier and 

customer is initiated. The starting of negotiations is a sign that both parties are 

interested in each other. During this stage, the promises made to the customer 

during communication are fulfilled for the first time. However, since the 

relationship is still in early stage, the switching costs for the customer are relatively 

low. Exchange of information as well as monitoring the reciprocity is crucial for 

the relationship to move to the third stage. It is known as growth stage and 

characterized by deeper negotiations, establishing the norms and expectations for 

the relationship as well as exchanging more information. In this stage, the parties 

are willing to take more risk and since they are beginning to trust the counterpart. 

The customer is learning about the supplier’s offerings and starting to evaluate the 

supplier based on its performance rather than reputation. However, customer’s 

commitment might drop slightly since they are starting to evaluate the actual value-

of-money of supplier’s products. The third stage is the riskiest stage when it comes 

to termination of the relationship. The fourth stage, also known as commitment or 

saturation, is characterized by the relationship reaching its maximum level of 

commitment and mutual trust. A great deal of resources are exchanged, also non-

concrete and personal, and the relationship is stabilized. If problems occur, they are 

solved openly and constructively. Social and non-social relationships make the 

relationship stable. The risk for termination of relationship is low since the customer 

has become accustomed with suppliers products and methods. In the final stage, the 

continuation of the relationship is at stake because the parties are not anymore 



 12 

committed to invest resources into the relationship and develop it further. The 

relationship can enter decline stage after any of the previous stages. The cause of 

decline may lie in different expectations for the relationship or simply the fact that 

the customer does not need the supplier’s product anymore. (Peelen 2005, p. 35-

38) It is important that the company notices the signals that the customer is about 

to end the relationship with it. These signals may be direct, such as decreasing value 

and frequency of purchases, or indirect, such as the amount of complains. 

(Storbacka and Lehtinen 2001, p. 91) 

 

The overall goal of CRM is to increase customer value. Several dimensions can be 

measured to determine customer relationship value. When refining its CRM 

strategy, the company must decide which dimensions it should measure in 

determining customer relationship value. One of the most used dimension is 

relationship profitability. It can be calculated for a specific time period (e.g. a fiscal 

year) by subtracting relationship costs from relationship revenue. Relationship 

profitability can be managed by increasing customer revenue and decreasing the 

relationship management costs. Another dimension that can be taken into account 

when determining relationship value is relationship longevity. It tells the company 

how long the relationship has lasted. It can prove to be challenging for the company 

to manage relationship longevity since there are several factors influencing it, such 

as customer retention an satisfaction. Other dimensions the company may take into 

account when calculating customer relationship value include competence, 

reference and potential value. Competence value tells the company how valuable 

the customer is in terms of developing company’s competencies. Challenging and 

demanding customers may require the company to develop new competencies. 

Reference value includes the customer value as a reference point for potential 

customers. Customers with high reference value are willing to recommend the 

products they are using to potential customers. Potential value aims at getting a 

glimpse of the future value of the customer value. This value can be used to 

determine if a customer that currently has a negative relationship value will become 

profitable in the future. (Storbacka and Lehtinen 2001, p. 14-17) 
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Winning a share of customers mind is a key component in developing customer-

supplier relationship. The company provides the customer with information about 

how its products and services should be used. By sharing this information the 

company can show how its knowledge can add additional value to the customers 

own value creation process. If this information is communicated to the customer 

efficiently, it is likely they can justify the purchasing decision to themselves as well 

as to other decision makers. The more value the customer sees in the relationship, 

the more likely it will purchase again from the same supplier. This is why it is 

important for the company not only to communicate the benefits of the product and 

service itself but also the potential value of the customer-supplier relationship for 

the customer. (Storbacka and Lehtinen 2001, p. 32) 

 

There are two main tools for generating customer relationships. The first one is 

affinity group marketing. In it, the company markets its products to the members of 

an organization through the organizations themselves. It relies heavily on word-of-

mouth, a fact that existing customers are willing to tell others about the superiority 

of the relationship with the company. The aim of affinity group marketing is to 

increase the collaboration with the group to an extent where customizing products 

for that specific group becomes profitable. The second tool is developing 

spearheads. Customers are seldom willing to invest a lot of time and resources to 

the relationship they have just started. A spearhead is “a spark” that will ignite the 

new relationship and encourage the customer invest in it and develop it further. 

(Storbacka and Lehtinen 2001, p. 72-74) 

 

2.2 Segmentation 

 

Segmentation of customers is one of the most fundamental parts of a company’s 

value creation and marketing processes (Kotler and Keller 2016, p. 57). Every 

customer is unique. However, it requires a lot of resources to serve and target every 

customer individually. This is why companies are starting to divide their customers 

into homogeneous groups, segments. There are several criteria for segmentation. In 

business-to-business –environment, there are several criteria for segmentation. 
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(Peelen 2005, p. 223). Kotler and Keller (2016, p. 284) has distinguished five 

categories for segmentation. They start from the industry level and come down to 

the characteristics of the customer’s employee, with whom the company is in 

contact. These five categories are: 

- Demographic factors, such as industrial classes, company size and location 

- Operating variables, such as customer capabilities and technology 

- Purchasing approach. This defines how customers purchasing process and 

relationship management are organized. 

- Situational factors, such as order size, application and urgency. 

- Personal characteristics about the customer. 

 

There are five different criteria for effective segmentation. The first one is 

measurability. It should be possible to measure the size, purchasing power as well 

as the characteristics of the segment. The second criteria is that the segments should 

be substantial. They should be big and profitable enough to be served with tailored 

value proposition. The third criteria includes accessibility of the segment. The 

company should be able to effectively serve and reach the segment. It should also 

be differentiable. The customers inside the segment are distinguishable and respond 

differently from other segments to different kinds of actions taken by the company. 

Finally, the segment should be actionable. This means that a clear action program 

can be formulated to serve the segment. (Kotler and Keller 2016, p. 284) 

 

Customers can also be segmented based on their propensity to buy. In this 

segmentation model, the customers are divided into four segments. The first 

segment includes customers who are “Early Adopters”. They are willing to take the 

risk in purchasing products that have just entered the market. They are in most cases 

thrilled by technological innovations. The second segment includes so-called 

“Pragmatists”. They are willing to purchase new products right after the company 

has shown that they actually bring the additional value that is promised. When 

selling to these customers, references play an important role. The third segment, 

“Skeptics”, includes customers who require that the value of the product is well 

proven before they are willing to purchase it. The chance of the purchase can be 
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increased with money-back guarantees and rebates. The customers in the final 

segment are called “Laggards”. They are willing to buy the product and adopt a new 

technology only after it has become an industry standard. They are not likely to 

have a positive response into new promotion campaigns. (Dyche 2001, p. 23) 

 

Besides the segmentation criteria presented above, there are a lot of other 

segmentation solutions, such as clusters and discriminant analyses. These two 

methods are mostly used in market research. The goal of cluster analysis is to divide 

the customers into several groups, clusters, based on two or more segmentation 

criteria. A customer can only belong to one cluster and they are not allowed to 

overlap each other. The most used form of cluster analysis is K-means –analysis. 

In it, the user specifies the number of clusters to be found before the analysis. The 

computer will then analyze random variables from the customers and divide them 

into a number of clusters set by the user. A customer belongs to the cluster that is 

closest to it. After the first round, the computer will calculate the average score for 

given segmentation criteria inside the cluster. After this, the customers are allocated 

to a cluster that has the closest average score to their individual score. This process 

is repeated until a new round is no longer giving an improved solution. Determining 

the number of clusters needed is more or less a guessing game. Because of this and 

several other arbitrary decisions made by the user, the results of K-means analysis 

should be treated with caution. One way of testing the reliability of K-means –

analysis is to divide the set of data into two or more parts and perform the analysis 

to each part separately. If there is only a slight deviation in the cluster 

characteristics, the result can be treated as being reliable. The cluster solution can 

also be tested using discriminant analysis. In it, a model for allocating the customer 

observations into classes is developed. The model is based on known customer 

segment and known values for customer segmentation. If the model divides the 

customers into similar classes as cluster analysis, they can be considered reliable.  

(Peelen 2005, p. 225-226) 

 

Recency-frequency-monetary value (RFM) -analysis is one of the most classical 

tools used by direct marketers to segment the customers based on their behavior. It 
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is calculated from every purchase the customer makes. In it, each aspect (recency, 

frequency and monetary value) is given a weight based on their importance. In most 

cases, recency is the most important factor thus getting a larger weight in the 

calculations. The scores used for the aspect vary between companies. For example, 

the company can decide that it will give full score for recency if the customer has 

purchased within a month, half the score if purchase was made within a year and if 

it has been more than 5 years since the last purchase, the customer will be given 

minimum point for recency. The company can also calculate cumulative RFM, 

where it combines the RFM-score from every purchase the customer has made this 

year. The advantage of RFM is that it is a relatively simple tool to be used for 

predicting customer behavior. The data used for RFM calculations is simple, 

transactional data and usually easily accessible. The disadvantage of using RFM 

analysis for segmentation is that the “top” segments are targeted more often with 

marketing campaigns. These customers might thus feel pressurized and decrease 

their commitment for the relationship. (Peelen 2005, p. 238) 

 

One of the tools that could be used for segmentation of customers is the customer 

pyramid (figure 2). At the top of the pyramid, there are so called “A” customers. 

There are not many of them, but they generate a significant amount of company’s 

annual sales. At the bottom of the pyramid, there are “C” customers, who contribute 

to annual sales very little. In between, we find the “B” customers. The sales 

proportions by “A” customers may be so large that a single account manager cannot 

handle them; a dedicated account team must handle the relationships. These 

customers usually require a lot of customization to be made to the product. The 

employees in account teams can originate from different backgrounds, such as 

logistics, sales support and production. When selecting suitable team members, 

individual characteristics play a key role. After all, the team is responsible of 

establishing and developing a relationship with the customer. The composition of 

the team may vary over time. (Peelen 2005, p. 73-74) 

 

 



 17 

 

Number of customers (%)                Sales of profit share 

Figure 2. Customer pyramid (Peelen 2005, p. 73) 

 

Since the “B” customers do not require as much attention and customization of 

products as “A” customers, they can be managed by a single account manager. 

He/She is responsible for a limited number of customers. The vast amount of “C” 

customers can be assigned for a customer group manager, helpdesk or customer 

service. These customers have very little sales potential and make small purchases. 

However, it is vital to develop relationship with these customers as well, since they 

may increase their purchases in the future. (Peelen 2005, p. 74) 

 

2.2.1 Customer lifetime value 

 

Another useful tool for customer segmentation is lifetime value. It is defined as the 

net present value of the future contribution the customer makes to the profit of the 

company. Theoretically, the most accurate way of calculating this is to allocate 

customer-specific incomes and expenses to each individual customer. The cost of 

maintaining the customer relationship as well as acquisition cost should be taken 

into account when calculating the lifetime value of a customer. However, assigning 

expenses to each individual customer can be tricky. Companies usually have very 

little information about the costs that are incurred to a specific customer. 

Calculations of standard costs should give the company an estimate about the costs 

of customer acquisition and relationship management. Depending on the reliability 

and accuracy of standard costs calculations, the company may decide to allocate 

either more or fewer expenses to a customer. If data about the cost of relationship 

management is not available, customer lifetime value can be calculated using only 
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transaction costs. For the lifetime cost calculations to be possible, the customer has 

to be identified. This can be hard if the product was sold through an intermediary 

or if the company has not kept a central database for customer identification. 

(Peelen 2005, 275-278) 

 

Of course, not all customer value is financial and easily measurable. Lifetime value 

is only a calculation of the future economic value of the customer; it does not take 

into account the non-economic value of the customer. Measuring it is not an easy 

task. Decisions how to manage customer relationships should not be based only on 

the financial aspect. If the company does this, they are in danger of managing the 

relationship based on transactions, which will limit the development of it. (Peelen 

2005, p. 281) 

 

2.2.2 Balanced Scorecard 

 

Financial data provides very little basis for communication, monitoring as well as 

finalizing of policy. Non-economic factors can be taken into account when 

supplementing the customer’s profile, but this is still not enough. The company 

needs data that can explain how the customer and supplier value may be realized. 

(Peelen 2005, p. 282-283). Balanced scorecard combines financial information 

from past performance with the metrics of the drivers for future performance. The 

framework for balanced scorecard consists of four perspectives: financial, 

customer, internal business process as well as learning and growth. The objectives 

and measures of the organization, which are derived from vision and strategy, are 

viewed from all four perspectives.  Balanced scorecard is not only a measurement 

system but also a management system. It can be used by the company in several 

ways, such as (Kaplan and Norton 1996, p. 7-19): 

- clarify and gain consensus about company’s strategy 

- communicate the strategy throughout the whole organization 

- align business unit goals with corporate strategy 

- link strategic objectives into long-term planning 

- identify and align strategic initiatives 
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- perform systematic and periodical reviews of company’s strategy 

- obtain feedback to improve company’s strategy. 

 

Several measures can be used for the perspectives in balanced scorecard. These 

measures include, for example, economic value added, return on investment, 

profitability and asset returns. Each measure chosen for financial objectives should 

provide a cause-and-effect –relationship that will ultimately culminate to improved 

financial performance. The financial objectives represent the organizations ultimate 

goal: provide superior revenue with the resources allocated to each unit. The 

balanced scorecard not only provides managers with a tool to measure financial 

performance but also determine the variables that are most important in creating 

and achieving long-term objectives. Each objective in other perspectives of the 

scorecard should be aimed towards achieving one or more of the financial 

objectives (Kaplan and Norton 1996, p. 61) 

 

After the formulation of customer perspective, the managers should have a clear 

vision who are their target customers and how they can be measured.  Customer 

perspective may be measured by using such factors as satisfaction, retention, market 

share and account share. However, it can be challenging to measure customer 

satisfaction and retention. Especially with retention, the company can measure it 

only when it is too late (e.g. the customer is lost). These measures do not contribute 

to the employees’ day-to-day activities in order of achieving desired outcomes. It 

is the management’s task to figure out what the target segments value and how this 

can be included into the company’s value proposition. After this, they can select 

from three different categories attributes that, if satisfied, will contribute to 

retaining and expanding business activities with the targeted segments. The three 

categories of attributes are product and service attributes (such as functionality, 

quality and price), customer relationship (quality of purchasing experience and 

personal relationships) as well as image and reputation. By aligning the objectives 

and measures across all three classes, managers are able to focus on delivering 

superior customer value to targeted customer segments. (Kaplan and Norton 1996, 

p. 85) 
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When studying internal business-processes, the managers are focused on 

identifying critical business processes in which the company must excel in order of 

meeting the objectives of shareholders and targeted customer segments. One of the 

main component of the internal business-process –perspective is company’s 

innovation process. It highlight the importance of identifying the right target 

segments for the company and the development process of products and services 

that will satisfy the needs of those target segments. Besides the innovation process, 

the company should also look for measures in cost, quality, time and performance 

characteristics. These characteristics will enable the company to produce superior 

products and services in a cost-efficient manner for its target segments. (Kaplan and 

Norton 1996, p. 115-116) 

 

The organizational ability to reach the goals in financial, customer and internal 

business-process –perspectives relies on organizational capabilities for learning and 

growth. There are three factors that play a key role in organizational learning and 

growth: employees, systems and organizational alignment. Aiming for superior 

performance will usually require the company to make significant investment in 

people, systems and processes. Employee satisfaction, productivity and retention 

provide key measures for from investments in employees, systems and 

organizational alignment. These measures are more generic than some measures for 

other perspectives. The drivers for learning and growth perspective are strategic job 

coverage, strategic information availability as well as degree of personal, team and 

departmental alignment with organizational goals and objectives. (Kaplan and 

Norton 1996, p. 146) 

 

However, balanced scorecard is more than just a mixture of 15 to 25 financial and 

non-financial measures that are grouped into four perspectives. Managers should 

be able to communicate the business unit’s strategy through the scorecard. This can 

be done by linking outcome and performance driver measures into cause-and-effect 

relationships. Since the outcome measures are looking at past performance, the 

focus should be on performance driver measures. They give the managers an insight 
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what the organization should be doing today in order of creating superior customer 

value in the future. Using only outcome measures will lead to inability to determine 

how the organizational goals can be achieved and eventually to actions with only a 

short-term outcome. However, performance driver measures cannot be used alone 

since they will encourage the organization to create improvement locally that will 

deliver neither short- nor long-term value. (Kaplan and Norton 1996, p. 165-166) 

 

2.3 Sales management 

 

Sales management is managing the process between marketing (developing sales 

opportunities) and customer support (after-sales activities) (Vavricka and Trailer 

1997, p. 2). Traditionally, sales departments have operated without having a formal 

sales strategy for the salespersons to follow. Each salesperson has their own way of 

doing sales and it is impossible for the managers to see sales as a process. (Vavricka 

and Trailer 1997, p. 1). In order of managing sales efficiently, the company must 

first define its sales process. It reflects accurately the products and services it is 

selling and its customers. By identifying and addressing the customer’s actual 

problems, the company can create a sales process that enables it to reach the 

financial objectives. (Yan, Gong, Sun, Huang and Chu 2015, p. 1).  

 

A common way of visualizing sales process is a pipeline. In it, the prospects are 

placed on a pipeline depending on their maturity of making a buying decision. The 

input of the pipeline is sales leads, which are usually produced through marketing 

campaigns, and the output is revenue and profit through placed orders. In between, 

customer’s problems are located and addressed, commitment, trust and credibility 

are built, and a solution is produced in cooperation with the customer. (Vavricka 

and Trailer 1997, p. 1-2). Each prospect is allocated to a sales representative, who 

is responsible of leading the customer through the entire pipeline. Sales pipeline 

provides the company with an overview about the stage of each individual 

opportunity. The goal of sales pipeline management is to maximize the amount of 

leads that are converted into actual sales. (Yan et al. 2015, p. 1) However, many 

companies struggle to define their sales pipeline and do not know how it can be 
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utilized in opportunity management. The sales pipeline should be considered as a 

tool to visualize how and where the salespersons spent their valuable working time. 

Sales pipeline should not be viewed as a linear process, because each opportunity 

has its own characteristics. Instead, there should different stages through which the 

opportunity is taken. These stages are defined by likelihood of the opportunity 

reaching the end of the pipeline as well as priority. (Estrada 2017, p. 36) 

 

If the company wants to manage its sales pipeline proactively, it has to perform 

analysis on it. Companies usually perform multiple, continuous analysis on leads 

that are inside the sales pipeline to assess the performance of an individual sales 

representative and the likelihood that the lead is converted into actual sales. 

Digitalization of sales pipeline enables the company to forecast the development of 

sales pipeline better as well as to improve its overall sales pipeline management. 

However, the vast amount of customer data rises up a question; how can the sales 

pipeline management system be used efficiently to increase the lead-to-purchase –

ratio? The salesperson has to be able to estimate the quality of the lead based on its 

attributes in order of not including leads that have a very small likelihood of turning 

into actual revenue into the pipeline. (Yan et al. 2015, p. 1) 

 

Among sales managers, it is a common way of thinking that deals that are won are 

great, deals that are lost are bad and deals that are pending are ok, because there is 

still a chance that they might be won. However, Miller (2009, p. 168) turns this 

thinking around. He states that deals, which are in pending-status, are the worst. 

The company can learn from lost deals and refine its business processes so that it 

will not lose another deal because of the same reason. On the other hand, deals that 

are pending are still in the sales pipeline and take a lot of valuable resources. The 

reason behind the pending-status may be that the customer is leaning towards a 

competitor or that the project is postponed to the future.  

 

In sales management, it is crucial to make goals, both long- and short-term, that are 

measurable and communicate them efficiently to sales representatives. By being 

measurable, the goals are much easier to complete. When communicating the goals 
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efficiently, the sales manager is able to convince others to work towards the goals. 

A sales manager should have both long- and short-term goals. If the focus is only 

on long-term goals, there is a risk that the sales manager will lose interest towards 

achieving them as they seem too far to be reached. (Miller 2009, p. 224-228)  

 

There are three key issues in sales management: managing time, planning and 

implementing measurable objectives. The key issue in managing time is to focus 

on most profitable customers. Time should be managed proactively instead of just 

taking every opportunity and finding a slot for it in the calendar. Customer’s value 

to the company should be taken into account to determine how much time should 

be allocated to it. In most cases, the customers with negative value take up most of 

the sales representatives and sales managers’ time. If the company does not spend 

time with the most valuable customers, they are in danger of losing them to 

competitors. (Miller 2009, p. 44-48) 

 

In proactive sales management, 50 percent of the time should be used to think about 

the future. Depending on the position (first-line, second-line or senior), a sales 

manager should live 1-18 months in the future. It can be challenging to think about 

the future when you are constantly bombarded with e-mails and calls that require 

you to take reactive action. One way of dealing with the pressure of being reactive 

is to schedule the first hour of every working day to future planning. This way, you 

will use 5 hours a week to plan the future and being proactive. (Miller 2009, p. 54-

55) 

 

Without proper measurement, it is impossible to manage the sales process. 

Traditionally in sales management, success in sales has been measured by 

comparing current performance against measurement quota. However, these 

numbers only tell about the past performance. When a sales manager focuses only 

in measuring revenue, he/she is being reactive instead of proactive. Revenue can be 

used in future planning in long perspective but on short, quarter-to-quarter 

perspective, they are less useful. The other drawback of measuring revenue is that 

it cannot be affected. Instead, the manager should look for tasks and functions that 
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contribute to the revenue and try to affect them. Instead, the performance of 

salespeople can be measured by multiplying frequency and competency. Frequency 

can include such factors as number of sales calls, number of customer visits and 

number of opportunities inserted into sales pipeline whereas competencies include 

such skills as sales cycle control, qualifying skills, prospecting skills and 

negotiation skills. Combining frequency with competency generates revenue. 

(Miller 2009, p. 55-59) 

 

A typical sales forecast made by a salesperson divides the opportunities into three 

categories: A, B and C. Opportunities that belong to the A category are those that 

the salesperson thinks are the most likely to win during given time period (e.g. 

current fiscal year). Opportunities that belong to categories B and C should not be 

kept in the sales forecast. Instead, they should be kept as insurance in case some of 

the A category opportunities are not won. By allowing the salespersons to include 

only category A opportunities into their forecasts, the sales manager can be more 

confident that the forecasts are reliable and can be achieved. Besides working as an 

insurance, category B and C opportunities also illustrate the actual size of the sales 

pipeline to the sales manager. One way for a sales representative to track his/her 

opportunities and the likelihood that they will turn into actual sales is to make a 30-

60-90 -report. It is also a great tools for sales manager to look into the future. A 

sales representative updates the report weekly by identifying opportunities that 

were won during the week by putting the revenue in the report, opportunities that 

were lost during the week by putting an “x” in the report and opportunities that are 

pending by putting a zero in the report. At the end of the month, the sales 

representative must decide for each individual opportunity whether it was won, lost 

or still pending. With the help of the report, the salesperson can easily track the 

status of the opportunity. If the opportunity has been in pending-status for more 

than 90 days, dropping it from the forecast should be considered since the likelihood 

of it turning into actual sales decreases over time. The 30-60-90 –report also allows 

the sales manager to track salespersons performance constantly and reward them 

on quarterly basis. (Miller 2009, p. 169-183) 
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3 CUSTOMER RELATIONSHIP MANAGEMENT 
 

Kotler and Keller (2016, p. 43-44) define holistic marketing as a concept that 

recognizes the broadness of different marketing activities and binds them together. 

It consists of four components: relationship marketing, internal marketing, 

performance marketing and integrated marketing. These components are further 

divided into constituents. The goal of relationship marketing is to build long-lasting 

relationships with each constituent. The constituents in relationship management 

are customers, employees, partners and financial community. Thus, Customer 

Relationship Management (CRM) can be defined as a concept of building long-

lasting relationships with customers in order of keeping them buying the company’s 

products. 

 

 In today’s extremely competitive business environment, it is important that a 

company knows its own business operations, its customers and its competitors as 

well as possible (Kostojohn, Johnson and Paulen 2011, p. 1). Companies have to 

switch their thinking from business transaction-based into customer relationship-

based (Storbacka and Lehtinen 2001, p. 116). Bose (2002, p.89) defines that CRM 

is an integration of technologies and business processes used to satisfy the needs of 

a customer during any given interaction. In Customer Relationship Management 

(CRM), also called sometimes as Customer Relationship Marketing, the company 

tries to develop a close, long-term relationship with its customers, which will 

eventually lead to win-win solutions (Mohr et al. 2009 p. 174). The term has 

emerged from information technology vendor community in late 20th century 

(Payne and Frow 2005; p. 167). CRM is a market philosophy, in which the company 

recognizes its desirable customers, is able to fulfil their different needs and keeps 

them coming back for additional purchases. However, as Payne and Frow (2005 p. 

167-168) point out, the definition of CRM is not unified. Some managers see it as 

an e-commerce solution while others may find it more of a call center type of a 

solution. However, after the introduction of the concept of CRM, companies have 

shifted their focus from managing and maximizing the value of their product 
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portfolio into managing and maximizing the value of their customer portfolio. 

(Mohr et al. 2009 p. 174; Kostojohn et al. 2011, p. 1).  

 

Before implementing any kind of CRM software into the organization, the company 

must remember that the software itself cannot solve all problems of the company. 

As discussed above, implementation of CRM should rather be seen as a change in 

company focus towards being much more customer-oriented. (Mohr et al. 2009, p. 

181). Companies CRM capabilities reflect its skills and knowledge in establishing, 

managing and developing customer relationships that are beneficial for its business 

goals. CRM capabilities consist of customer interaction management capability, 

customer relationship upgrading capability as well as customer win-back capability. 

There is a significant, positive correlation between company’s CRM capabilities 

and business performance. However, the company must be able to deploy valuable 

CRM resources, such as CRM technology and customer-centric organizational 

system, to build CRM capabilities before they contribute to superior business 

performance. (Wang and Feng 2012, p. 122-125) 

 

3.1 CRM Strategy 

 

CRM should be seen as a business strategy. It is based on an IT infrastructure that 

is constantly developed and aims at developing long-term, mutually beneficial 

customer relationships. It affects every department in the company: IT, marketing, 

human resources, sales, finance etc. CRM strategy provides guidelines for every 

department that is in contact with the customer. Even the back office, whose task is 

to fulfil the promises made by the front office, has to learn to serve individual 

customers. The most crucial part of any CRM strategy is the IT department, whose 

job is to build the infrastructure for the CRM software. However, the company has  

to realize that the software is not the key to success, it is the overall strategy that 

matters. (Peelen 2005, p. 6) 

 

CRM data is an excellent tool to be used in strategic decision-making. The main 

challenge is the vast amount of data available in CRM. The data must be analyzed 



 27 

by the management in such way that it enlightens them the industry trends, changing 

customer needs and the evolution of customer-supplier –relationship. It is therefore 

crucial to code these customer-supplier –relationships from the beginning and to 

report the results of analyses in such form that it can be utilized in decision-making 

process. Only a few organizations have the necessary resources to code the 

relationships afterwards by revisiting CRM records. (Stein et al. 2013, p. 858) 

 

Most CRM strategies aim at increasing efficiency as well as reliability. For 

example, self-service check-in kiosks at airports are not only more convenient for 

the passenger but also more efficient from the airlines point-of-view since they are 

able to check in passengers faster. Well-defined, efficient process leads to increased 

customer satisfaction and thus to competitive advantage. Another goal of CRM 

strategy might be to reach customer intimacy. This means that the company is 

working in close co-operation with its customers. This way, they get to know one 

another as well as help, trust and commit to each other in long-term thus achieving 

sustainable success in competitive environment. (Peelen 2005, p. 6-7) 

 

Peelen (2005) has identified four cornerstones of CRM. The development of these 

four competencies must occur in simultaneous, balanced manner. It is not desirable 

that one of the competencies is developed ahead of the others. The four 

competencies are: 

- Customer knowledge 

- Relationship strategy 

- Communication 

- The individual value proposition 

 

In order of developing long-term customer relationships, the company must first 

know its customers. The company must be able to identify the customer they are 

currently working with and know their profile. The capability of developing this 

kind of individual customer knowledge must be developed. Customer information 

in databases must be current and correct. This data can be supplemented with the 

outcomes of anonymous market research to make the customer profile more 
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complete. When expanding customer data, economic considerations and 

manageability play a vital role. If the company collects too much data about the 

customer, it may lose the initial focus of CRM. With customer knowledge, the 

company must be able to serve the customer better when needed and in more 

targeted manner. Data that does not contribute to this goal must not be processed or 

stored in the database. The company should use customer information to develop 

mutually beneficial, long-term customer-supplier relationships. Stimulating the 

customer for merely transactions does not contribute to this goal. The company 

should not abandon the customer once the transaction is complete. It should rather 

be seen as a starting point of a deep and long relationship.  (Peelen 2005, p. 8) 

 

Communication is a vital part of any company’s CRM strategy. Maintaining the 

customer-supplier communication may seem an easy task but the quality of these 

kind of conversations is rather basic. The conversation is maintained only in urgent 

matters and is not spontaneous in nature. Besides, these conversations have usually 

a negative outcome when the company discovers that their systems are not capable 

of handling these kind of deviations from normal procedures. Many companies 

have no experience in maintaining the conversation yet again maintaining it in 

today’s multi-channel environment. The customer should be able to resume the 

conversation they started in one channel in another channel without any repetition 

or reiteration. (Peelen 2005, p. 8-9) 

 

After identifying the customer’s profile, developing a relationship as well as 

maintaining conversation with them is easier. Thus, the company can offer the 

customer a tailored value proposition. This means that the physical product, service 

as well as price are tailored for each individual customer. The company has 

developed a skill of customizing its offering to every customer, one way or another. 

However, there are pitfalls in customized value propositions. One of them is that 

companies let the customer tailor the value proposition too much, which can lead 

to inefficiencies in product manufacturing. The company cannot benefit from 

economies of scale and every single product is somehow different from others so 

nobody can guarantee the quality. It is also much harder to service a set of products 
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where every single one is somehow customized to customer’s preferences. (Peelen 

2005, p. 9-10) 

 

The company has several tactics to be used for increasing customer value and 

loyalty. These tactics include: 

- Cross-selling and up-selling 

- Customer retention 

- Behavior prediction 

- Customer profitability and value modelling 

- Channel optimization 

- Personalization 

- Event-based marketing 

 

In cross-selling, the customer is encouraged to by an additional product or service 

with the purchase of a product. This can be done, for example, through promotional 

campaigns that are targeted for customers who have bought a specific product 

recently. In up-selling, the customer is encouraged to switch the product or service 

they are about to buy into a more premium variant (this will bring more profits for 

the company). In both cross- and up-selling, the goal is to make the customer more 

profitable for the company. The company must understand what kind of additional 

products/upgraded products they are offering for the customer. If the company 

offers the customer a product that has a negative profit margin, the customer 

becomes less profitable for the company. Customer retention includes analyzing 

why customers are leaving the company and taking actions to minimize this. It relies 

on the fact that keeping an existing customer is far more cost efficient than acquiring 

a new one. (Dyche 2001, p. 31-33) 

 

Behavior prediction includes models and techniques that help the company to 

understand how the customer is likely to behave in the future. Behavior prediction 

is further discussed in chapter 3.5. Customer profitability and value modelling is 

not an easy task. Customer value is not only monetary, also such factors as referred 

customers and contribution to the company’s R&D activities have to be taken into 
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account when calculating and modelling it. The measurement of customer value is 

data-intensive, which means that amount of high-quality customer data has to be 

vast. Channel optimization involves the company knowing how to approach and 

interact with its customers. The company must know what is the best way to 

approach each individual customer and manage each channel in an efficient way. 

Personalization includes the company personalizing each customer interaction 

based on known customer characteristics and behavior. The idea of personalization 

is to produce tailored messaging to the customer through various channels. In event-

based marketing, the company is segmenting its customers based on an event that 

has occurred to them recently. For instance, the company can make a targeted 

marketing campaign to customers who have moved or made a company acquisition 

recently. (Dyche 2001, p. 33-41) 

 

The development of a company’s CRM strategy involves combining two different 

strategies: business strategy and customer strategy. The interrelationship between 

these two affects significantly the success of CRM strategy. The business strategy 

needs to be considered before customer strategy since it affects the development 

and evolution over time of the latter one. The business strategy development 

process should be started with a review of company’s mission, vision as well as 

values and see how they correspond to the concept of CRM. This is followed by an 

analysis of competitive and industry environments. Whereas top-level managers 

typically develop business strategy, the marketing department is responsible of the 

customer strategy. It involves studying current and potential customer bases and 

defining clear segmentation criteria for them. The marketing department must 

decide whether to use mass marketing, marketing for small customer segments or 

one-to-one marketing. (Payne and Frow 2005, p. 170) 

 

3.2 CRM System 

 

To be able to take full advantage of the concept of CRM the company must invest 

in CRM software. On general level, these softwares are used for capturing and 

storing data about customers from every transaction they have with the company 
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(Mohr et al. 2009 p. 180). After collection, the data is analyzed and used to better 

understand and serve the customer.  CRM software can be further divided into 6 

different subcategories: sales force automation (SFA), call-center automation, 

marketing automation, web sales, web configurators as well as web analysis and 

marketing (Mohr et al. 2009 p. 180).  

 

In early 1990, the sales representatives were really struggling with the vast amount 

of data they had about customers. There was no unified way of documenting the 

data and communicating it efficiently to the sales managers. The sales 

representatives took very little effort in synchronizing their own documentation 

with the company’s customer database. The data sharing between customer 

database and sales representatives was one-way. The sales representatives could 

access the customer database but could not update the most recent customer 

activities there by themselves. This resulted in outdated customer database. (Dyche 

2001, p. 79-81) Todays SFA-platforms allow the sales representatives to track 

accounts and prospects. They are notified every time something changes inside the 

account (new contact person is added, the customer calls the service desk to 

complain about a product etc.) (Mohr et al. 2009 p. 181). This helps the sales 

representative to track the status of the account and evaluate, if the customer may 

be interested in purchasing additional products (Dyche 2001, p. 81-82). SFA also 

allows the automation of some functions, such as price enquiry and formation of a 

sales quote, and allows the sales representatives to perform these actions with their 

own devices in real-time while having a discussion with the customer instead of 

having to contact the back office by phone (Dyche 2001, p. 80).  The original goal 

of SFA products was to improve sales force productivity and help sales 

representatives to document their activities. However, in recent years, the SFA 

products have become more focused in enhancing customer relationships as well as 

improving customer satisfaction. (Dyche 2001, p. 77). Some SFA applications are 

capable of distributing sales leads automatically based on territory or a specific 

knowledge of the sales representative. SFA tools also enable the company to track 

such lead attributes as known product interest and likely competitors thus giving 
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the opportunity to analyze the likelihood that the lead is converted into sales and 

make more precise sales forecasts. (Dyche 2001, p. 85-86) 

 

If the CRM system has been integrated to the company’s inbound calling software, 

the customer service representative can immediately see the customers profile when 

they call (Mohr et al. 2009, p. 181-182). The customer service representative can 

see, what kind of products the customer has, when they have called last time, how 

many purchases they have made in the past and if they have faced similar issues 

previously. Thus, the customer service representative can anticipate what kind of 

response the customer would have to his/her suggestions. For example, if the 

customer is calling because of a malfunctioning product and has faced the same 

issue before, he customer service representative can suggest a replacement of the 

whole product instead of just fixing the broken part in order of avoiding the problem 

occurring again.  

 

Dyche (2001, p. 263) has defined four principal factors why companies fail in their 

CRM projects. These factors, “The Four P’s”, are Process, Perception, Privacy and 

Politics. Process includes situations where the company is unwilling or slow to 

change its business practices to better support the development of long-term 

customer relationships. Companies must know the nature of their business 

processes prior to implementing CRM. If this is not done, the company can for 

example invest in a CRM tool that supports repeatable processes although the 

company’s business processes are not defined well enough to be repeatable. The 

employees must also be committed in adopting to new CRM processes. Otherwise, 

they will simply stick to the old way of doing things. The employees must also have 

a perception of CRM being a way of doing their work more efficiently, not as it 

being another software just wasting their valuable time. Privacy is a big issue in 

CRM data collection and analysis. It is further discussed in chapter 3.3. Politics 

include such activities as skunkworks. They are CRM projects that are quietly 

developed outside of the “proper” route, the IT department. They are usually a sign 

of an urgent need for CRM implementation combined with cynicism about running 

the project the traditional way. Another political scenario is developing a data 
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warehouse or another CRM-related function separately and simply calling it a 

CRM-system. Thus, the company lacks a proper CRM strategy.  (Dyche 2001, p. 

263-267) 

 

3.3 CRM data 

 

CRM data is one of the most comprehensive and important set of information for 

managers to be used in decision-making processes. The information is stored in 

huge data libraries that include every transaction the customer has had with the 

company in the past. Today, most organizations see these CRM data libraries as 

archives that can be used by the salesforce to review new quotas with the previous 

purchases made by the customer and for managers to give the necessary back-up 

information in case of a contract dispute. However, some organizations have started 

to see CRM data as an asset and begun to use it when refining the company’s value 

proposition in order of developing competitive advantage. (Stein, A., Smith, M. F., 

Lancioni, R. A. 2013. p. 855-856).  

 

The collection, collation and use of customer data and information from all 

customer contact points in order of understanding the customer and producing 

appropriate marketing responses is referred in academic literature as information 

management process. The key elements for information management process 

include the data repository, IT systems, analytical tools as well as front and back 

office applications. In a data repository, every historical data the company has about 

its current and previous customers. IT systems include every piece of hardware, 

middleware and software used in the organization. The organizations ability to 

implement new components into its IT systems without disrupting its core business 

operations is very important. Analytical tools include the set of tools that are used 

to make different kinds of analysis from customer data. Front office applications 

include technologies the company uses to support all activities that involve direct 

contact with the customer, such as SFA and call center management. Back office 

applications include all the activities that support internal business functions, such 

as human resources, procurement and warehouse management. Both front and back 
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office applications need to be connected with each other to ensure fluent data flow 

between them. (Payne and Frow 2005, p. 173) 

 

Saarijärvi, Karjaluoto and Kuusela (2013, p. 584-585) state that the role of customer 

data has remained limited and narrow in the evolution process of CRM. However, 

according to Thaler (2011), the companies are gradually shifting their focus towards 

sharing the information what they are collecting from customers with them. The 

data may be used for customers benefit, for example, through a third-party app, that 

can suggest the customer how to save money and resources based on their actual 

use of the product. Saarijärvi, Kuusela, Kannan, Kulkarni and Rintamäki (2016, p. 

227) use the term Reverse use of CRM data for this kind of action. Customer data 

is processed and converted to a format where can be efficiently communicated back 

to the customer and it is meaningful to them.  

 

The company must understand the decision criteria the customer has when making 

purchasing decisions. These decision criteria can include such factors as product 

price, availability, quality, services as well as a combination of several factors. The 

company should be able to map customer’s decision variables in contrast with 

decision-making process. This way, the company can find the customer’s “ideal 

point”, a combination of different variables where the likelihood for purchase is the 

highest. It is individual for every customer. There are a number of quantitative 

techniques developed to find these “ideal points”. These techniques include factor 

analysis, conjoint analysis and discrete choice modelling. Data for these analyses is 

usually collected in form of a survey. (Stein et al. 2013, p. 857) 

 

Over time, the data about customer becomes outdated and loses its value. The 

managers must define some limitations and guidelines about when the data should 

be treated as being outdated. For example, it is probably the best idea businesswise 

to treat a customer that paid a bill late 20 years ago as a delinquent payer. The 

managers must also decide that after how long period of no transactions can the 

account be still treated as an active customer. (Peelen 2005, p. 196-197) 
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There are several sources for collecting customer data. The sources can be divided 

into two categories: internal and external (presented in table 3). 

 

Table 3. Sources of customer data. (Peelen 2005, p. 197) 

Internal External 

Contact database of contact center External databases 

Product database  

Transaction database  

Sales information system  

Marketing database  

 

The company has to be able to collect information from multiple internal sources 

in order of developing a comprehensive customer profile. In general, internal 

sources of data are easier and cheaper to maintain than external sources. External 

sources are external databases that are collected and maintained by third-party 

actors. The company can purchase or rent access to these databases to complement 

their otherwise incomplete customer profile. The company can for example 

purchase the results of a survey made by a marketing research company. This 

information can be used when estimating the company’s share of customer’s wallet 

and customer’s attitude towards the company. The purchased information can also 

about the characteristics of companies in a geographical area. This way, the 

company can estimate such characteristics as size and number of employees of the 

customer. In order of making the decision whether to invest in external sources of 

customer data, the manager must consider multiple factors: 

- To what extent can the data be used? Are the customer ok with the fact 

that we have a lot of data about them? 

- What is the quality of the data we are about to purchase?  

- How well the set of data represents the whole industry? Can we generalize 

the data? 

- How well can the database be linked with the company’s internal 

database? 
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- How much does access to the database cost and under which conditions 

can the data be used? 

 

It is recommended for the database to be first tested before making the full purchase 

decision. This way the company is able to estimate whether the database actually 

lives up to its expectations. External databases can also be used to look up for new 

prospects. They can be run against the company’s current customer database to look 

for customers that have similar characteristics as current customers but are not 

currently buying from the company. (Peelen 2005, p. 197-201) 

 

The quality of customer data has to be managed. Good-quality customer data is a 

consequence of organizational learning process and it leads to improved 

organizational performance. Customer data quality is not only a technical problem; 

it also has some organizational dimensions. The company has to understand the 

type of customer information that is needed and how this information can be used 

and analyzed. The key aspect in customer data quality is organizational culture. An 

organizational culture that is committed to create high quality CRM data will 

eventually lead to better business performance. There is also a distinguishable chain 

of events with improved customer data quality. First, cross-functional cooperation 

has to be improved followed by improved data sharing before overall customer data 

quality can be improved. (Peltier, Zahay and Lehmann 2013, p. 7-8) 

 

Customer data is a valuable asset for the company. However, it must look at the 

data-collection methods as well as data usage in analysis from the customer’s point-

of-view. Does the customer allow data to be collected and used in analysis? (Peelen 

2005, p. 106).  In order of maintaining a strong relationship with the customer, the 

data collecting and analysis process has to be transparent (Payne 2008, p. 270). 

When the data-collection and –analysis processes are transparent and the company 

can show that the data is used to produce additional value, the customer is more 

likely to accept it. There is always the risk that the company might misuse customer 

data by trying to take full advantage of the customer through it. This is referred in 

academic literature as the “dark side” of CRM. This is a risk especially when the 
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company sees CRM data as a way of extracting additional value from the customer. 

They do not realize that the actual purpose of CRM is the ability of reaching the 

strategic goals of the company through development of long-term relationships. 

(Frow, P., Payne, A., Wilkerson, I. F., Young, L. 2011. p. 81-84). To avoid this kind 

of misuse of information, customer data should be viewed as customer´s data. This 

way, customer data is not only used for the benefit of the company but as a 

component in its value-creating process. (Saarijärvi, et al. 2016, p. 228) 

 

Dyche (2001, p. 264-266) distinguishes the following actions the company should 

take to make sure that the customer data is collected and analyzed in proper manner: 

- Quid pro quo: customers are more likely to share and allow the collection 

of information if they feel like they are getting something in return. By 

integrating collected customer data into its value proposition, the company 

can make sure that the customer stays motivated to continue interacting 

with it through multiple touchpoints. 

- The company should post their privacy policy conspicuously on its 

website and other customer touchpoints. 

-  Deciding whether to let the customer opt-in or opt-out from different 

marketing channels. This decision can be made for a single marketing 

channel or, if appropriate, for a single customer.  

- Customer should have access to all data that is collected about them as 

well as the analysis made from the data. This may also be beneficial for 

customer relationship as the customer starts to see the company more as a 

partner rather than a supplier.  

- Privacy preference should be collected from every customer and included 

in customer profile. 

- Not every employee should have access to the entire set of customer data. 

Data should only be accessed when it is necessary for analysis.  

- If the company resources permit it, Chief Privacy Officer (CPO) and Chief 

Customer Officer (CCO) should be appointed. Their task is to enforce 

company privacy policy and communicate it clearly both internally and 

externally.  
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The exchange of data has increased significantly in recent years. This is why 

European Commission has established a General Data Protection Regulation 

(GDPR) -directive that defines what data can be collected about the customer as 

well as how it can be used and stored. The regulation states that any processing of 

personal data should be fair and lawful. The process of collecting, using, analyzing 

or otherwise processing customer data must be transparent. This means that data 

about the process should be easily accessible as well as easy to understand. 

(European Parliament 2016) 

 

3.4 Analytical CRM 

 

According to Kon, Yu and Hou (2010, p. 1642), CRM software functions can be 

divided into two categories: operational CRM and analytical CRM. Operational 

CRM include all the functions of CRM that enable the company to automate and 

manage processes, such as sales force automation and customer service processes 

and collection of basic customer data. However, there is no point of collecting 

customer data if it is not analyzed and exploited for business development purposes 

(Hamelin, Chari and Srivstava 2012, p. 6). The need to equip CRM systems with 

analytical and datamining tools lead to the introduction of analytical CRM (Ahn, 

Seok and Kyung, 2003, p. 327-328) 

 

The purpose of acquiring customer knowledge is not only for the company to learn 

who their customers are (their profiles and segmentation criteria) but also what kind 

of patterns their behavior follows (Xu, M., Walton, J. 2005, p. 962). The patterns 

in customer’s behavior can be utilized to predict customer’s future actions, e.g. the 

timing and size of their next purchase. Acquiring customer knowledge should be 

treated as a continuous process collecting information about current and potential 

customers. (Xu and Walton 2005, p. 962).  

 

Analytical CRM enables the company to develop its competitive advantage by 

increasing the organizational ability to improve sales performance, marketing 



 39 

analytics and customer services. The advantages of operational CRM have reached 

their peak and managers have started to seek competitive advantage from 

continuous analysis of customer data. Analytical CRM can lead to several 

organizational benefits, including: 

- Increased capability for cross- and upselling 

- Ability for targeted marketing 

- Improved market basket analysis 

- Improved fraud detection 

- Improved ability for segmenting customers   

 

Analytical CRM can be supplemented with datamining tools (further discussed in 

chapter 4). Datamining tools can be used to detect and analyze hidden as well as 

unknown patterns from customer database. They can also be used for customer 

segmentation as well as customer behavior modelling. (Ranjan and Bhatnagar 2011, 

p. 131-146) 

 

The framework of analytical CRM begins by identifying strategically significant 

customers. They can be divided into four different categories, the first one being 

high lifetime value customers. In this category, the company calculates the present-

day value of all future profits the company may make from the relationship. All 

customers are not worth keeping, some may even have negative profit for the 

company in the future. For example, even though the customer may be profitable 

today, the relationship may require a significant amount of maintenance cost (such 

as discounts) in the future which will result in negative profit. The second type of 

strategically significant customers are benchmarks. They may not be the best 

customers for the company when it comes to profitability or sales volume, but they 

act as early adopters in the market. They are willing to take the risk and make 

purchases when new products are introduced to the market. They give the company 

valuable feedback about the new product, help develop it and provide essential 

references that the company can use to boost the sales of the product. In third group, 

there are customers who trigger changes in supplying company. Like benchmarks, 

they may not be the most profitable customer and may be extremely demanding. 
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However, through the feedback from them, the company may be able to create 

additional value for the customer through e.g. developing the product or finding 

new usage for it. The last group of customers includes those who “absorb” a great 

amount of fixed costs. This way, the company can increase profit margins for other 

customers thus switching some customers to being profitable for the company. An 

effective analytical CRM should be able to detect, analyze and track strategically 

significant customer on continuous basis. (Xu and Walton, 2005, p. 963-964)  

 

After identifying strategically significant customers, they have to be segmented. 

Analytical CRM helps the company to profile existing customers and develop 

appropriate segmentation criteria for them. Even though customer profiling is more 

a function of operational CRM, it provides the company with a comprehensive view 

of the customer that needs to be looked at when trying to understand the customer 

behavior better. Through segmentation, the company is able to develop more 

specific marketing and sales actions for the customer, which will result in better 

response from the customer. (Xu and Walton, 2005, p. 964) 

 

After segmenting the customers, the company can start to track and model customer 

behavior patterns with analytical CRM. The process, illustrated in figure 3, includes 

segmentation of target customer groups, establishing measurement criteria for 

measuring customer behavior, monitoring and tracking changes in behavior, 

generating behavior patterns and predicting possible future behavior based on them. 

(Xu and Walton, 2005, p. 965) 
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Figure 3. Customer behavior modelling (Xu and Walton, 2005, p. 965) 

 

Because the behavior patterns of customers are not necessarily the same, a specific 

segment needs to be chosen for modelling. Customer behavior can also be used as 

segmentation criteria. For example, customers can be segmented based on the 

frequency of calls to customer service. Based on this kind of segmentation, the 

company can monitor and anticipate customer behavior. For the company, it is often 

hard to determinate what needs to be measured and how. Behavior patterns that 

should be measured by analytical CRM include purchasing behavior, contact 

behavior, retention behavior, respond behavior as well as migration and defection 

behavior. In order of detecting possible customer behavior patterns, customer 

behavior has to be monitored constantly. Managers have to be able to detect 

abnormal patterns in order of taking corrective actions as soon as possible. Tracking 

and generating emerging patterns should be based on pre-defined criteria to guide 

what should be monitored and how. Detecting, comparing, reasoning and alerting 

about emerging patterns is not an easy task for analytical CRM system. This is why 

some additional functions, such as intelligent agent and expert systems may need 

to be integrated to the system. In final stage, analytical CRM is able of producing 

good quality predictions of customers’ future behavior and actions based on the 

patterns generated in previous stages. These predictions enable managers to get a 

Target customer 
groups

Measuring 
criteria for 
customer 
behavior

Tracking and 
monitoring of 

behavior

Changes in 
customer 
behavior

Predicting future 
behavior



 42 

glimpse of the future state of the customer and provide a guideline on how the 

account should be managed. (Xu and Walton, 2005, p. 965-967) 

 

Predicting the customer’s future behavior can be done with the help of several tools 

illustrated in table 4. (Dyche 2001, p. 33) 

 

Table 4. Tools for predicting customer’s future behavior. (Dyche 2001, p. 33) 

Propensity-to-buy analysis Understanding how likely it is for the 

customer to buy a specific product 

Next sequential purchase Prediction of which product or service 

the customer is going to buy next 

Product affinity analysis Analyzing which products are 

purchased together 

Price elasticity modelling and dynamic 

pricing 

Determining the optimal price for the 

product for a specific customer 

segment 

 

By predicting customer’s future behavior, the company is able to make a series of 

decisions. They can make special offers to customers who are in danger of churning 

and refine targeted marketing campaigns to more specific customer segments. The 

company is also able to bundle products and services together to increase sales and 

profitability as well as increase cross-selling of products. (Dyche 2001, p. 33-34) 

 

Based on CRM data, the company must be able to profile its customers. Identifying 

customers includes knowing the fixed characteristics of the customer, such as 

company name, address, VAT number etc. For the purpose of analytical CRM, it is 

necessary for the company to further profile the customer. This kind of data can be 

collected from multiple databases. The data is recorded in tables, where a customer 

is represented in one row and customer characteristics, such as date of last purchase 

and amount spent are represented in columns. Common elements enable two or 

more tables to be merged. The managers must decide how complete they want the 

customer profile to be. Does the company actually need data about how long the 
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customer has spent in company’s website? Maintaining multiple databases requires 

a lot of resources and some important data might be lost “in the noise”. (Peelen 

2005, p. 193-194) 

 

Because of the vast amount of collected data, the managers usually decide to ignore 

some of it in order of developing a more easily maintained and better customer 

profile. Some characteristics, such as segmentation and customer lifetime value, 

require a lot of analysis and calculation. Aspects and characteristics of customer 

profile are presented in table 5. (Peelen 2005, p. 194) 

 

Table 5. Customer profile. (Peelen 2005, p. 195) 

Aspect Characteristic 

Segment The segment to which the customer 

should belong. 

Customer value Annual turnover. Contribution to 

annual profit. Share of wallet. Lifetime 

value. 

Transactions Turnover and profit of the purchase. 

Characteristics of it. Payment behavior 

and method. 

Products Products the customer has, purchase 

dates and quantities. Warranty 

expiration date and repairs performed 

for products. 

Communication through the Internet Address used for log in. Page used to 

enter site. Clickstream. Duration of 

visit. Response for banners. 

Communication through telephone Topic time and initiation of phone calls 

with customer. Contact person. 

Other communication Mailings the customer has received and 

response to them. Customers preferred 
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communication channel. 

Communication channels the customer 

wants to be excluded from. 

Satisfaction Customer satisfaction with products, 

service, communication as well as 

overall satisfaction 

Customer characteristics Identification data. Industry code. Size 

of company. Type of legal entity. 

Number of employees. 

 

Transaction data may be collected separately from each individual purchase the 

customer makes. The cumulative annual turnover and characteristic of each 

individual purchase can be registered simultaneously. In order of producing a 

summary for decision making purposes, transaction data has been divided into three 

categories in marketing: 

- Recency data. How recent was customer’s last purchase? 

- Frequency data. How many purchases and payments has the customer 

made this quarter or this year? 

- Monetary data. What is the monetary value of customer’s purchases and 

payments this quarter or this year? 

 

Measuring product purchases and ownership is relatively straightforward. This data 

can also include information about competitors’ products the customer owns. 

Keeping track of telephone conversations is essential for development of the 

relationship with customer. A record about the time and length of the conversation, 

contact person, subject of the conversation and whether the call was inbound or 

outbound has to be maintained. Data about the communication through the Internet 

requires a lot of resources for data management as the amount of data is enormous 

and require a lot of computer processing capabilities. It is essential that the 

information collected online is available for processing as the company can respond 

much faster to raising customer demand as well as developing opportunities. Data 
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about communication through the Internet enables the company to make its website 

more user-friendly and intuitive. Data about customer satisfaction does not reflect 

the customer’s behavior but instead reveals customers attitude that may not be 

observed otherwise. Satisfaction is usually measured with an interval scale that 

contains minimum and maximum value. Satisfaction between the intervals cannot 

be measured. Some additional characteristics are easy to measure while other are 

not. When making decisions about which characteristics the company wants to 

measure, this factor has to be taken into account. (Peelen 2005, p. 194-196) 

 

3.5 Forecasting in CRM 

 

For managers, one of them most useful functions of a CRM system is the ability to 

make different kinds of reliable forecasts. The large amount of customer data 

enables the forecasting models to be developed based on the previous behavior of 

the customer or similar customers.  

 

Day (1994, p. 38) defines capabilites as being ”Complex bundles of skills and 

accumulated knowledge, exercised through organizational processes, that enable 

firms to coordinate activities and make use of their assets”. Furthermore, Day 

(1994, p. 41) divides organizational capabilities into three categories based on their 

orientation and focus. Inside-out –processes include processes, that are oriented and 

focus on companys internal capabilities, such as financial management, technology 

development and human resources management. Outside in –processes, such as 

market sensing, technology monitoring and customer linking, include capabilities 

that bring outside information into the internal operations of the company in order 

of responding to possibilities available in the market. Spanning processes are 

located in between outside in- and inside-out –processes working as a “binding 

force” between these two. Spanning processes include customer order fulfillment, 

pricing, purchasing, customer service delivery, new product development and 

strategy development. Because of the nature of spanning activities, they use the 

analyses produced both through outside-in and inside-out –processes. 
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To be able to compete in todays extremely competitive environment, the company 

must develop some sort of competitive advantage. To be able to achieve this kind 

of advantage, the company must have some business capabilities where they 

outperform their competitors. (Davis and Mentzer 2007, p. 477). This kind of 

competitive advantage may include superior supplier network, market knowledge 

or pricing models. 

 

Because of the nature of spanning processes, they are not only responsible for 

internal process improvement but also for achieving external targets. This is why it 

is important for spanning processes to allign process performance with external 

target. This will ensure that all those involved in spanning activities will pay 

attention to serving both internal and external customers as well as possible (Day 

1994, p. 42). Companys level of sales forecasting capability has a positive effect on 

the level of sales forecasting performance. (Davis and Mentzer 2007, p. 481)  

 

Even though accuracy is one of the key factor to consider when choosing 

forecasting method, it is not the only one. Other factors, that should be taken into 

account, include ease of interpretaion, ease of use, flexibility, the avaliability of 

data and ease of implementation. (Yokuma and Armstrong 1995, p. 593-594) 

 

3.6 Reporting in CRM 

 

The production of different kinds of reports is one of the key functionalities of a 

CRM system. It is not only a productivity tool for users and way of streamlining 

business processes but also a way of accessing information that help the company 

to make better business decisions (Kostojohn, Johnson, Paulen, 2011, p. 152). 

Dyche (2001, p. 208) has defined four reporting requirements that the CRM system 

should be able perform: 

- Ability to push pre-formatted reports to end user 

- Ability for end user to perform ad hoc reporting 

- Ability for end user to create local canned reports 

- Ability for end user to extract data from local analysis 
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A good metric or Key Performance Indicator (KPI) in a CRM report should be 

easily understood and aligned with company goals. The company should also be 

able to measure the metric accurately with the data available. (Kostojohn et al. 2011, 

p. 152-153). Paulen and Flinken (2009, p. 39) have distinguished some 

characteristics for a good metric: 

- The metric is specific 

- The metric is clearly owned by a given department or group 

- The metric is measurable 

- The metric can be produced in timely manner 

- The quantity of metrics in one scorecard should be limited 

- Metrics must have concrete targets 

- Metrics must be aligned with company´s goals 

 

For the metric to be specific it must be easily explained and understood by any 

reasonable person within the organization. If the metric is not specified enough, it 

can be hard for employees to understand what it is supposed to measure and how it 

can be affected. The ownership of the metric must be clear in order of avoiding 

situations where nobody is responsible of tracking it and taking corrective actions 

when necessary. The metric used in a scorecard must also be measurable. 

Otherwise, the metric cannot be used for decision-making since the value of the 

metric would be based on guessing. The time interval within which the metric is 

updated should be taken into account when designing scorecards. It is not smart to 

include metrics that are update monthly into a scorecard that is evaluated weekly. 

The number of metrics and KPIs in one scorecard should be limited. Otherwise, the 

amount of time used to make the scorecard will increase and important KPIs can be 

lost in the vast amount of metrics. The targets set for metrics must be aligned with 

the company’s business strategy as well as take into account such factors as 

seasonal changes in sales. (Paulen and Flinken 2009, p. 39-41). 
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4 DATAMINING 
 

Data analysis is the process between collecting the data and utilizing it in strategic 

and tactical decision making. During this process, the data becomes market 

intelligence. (Stein et al. 2013, p. 859). The increasing amount of customer data as 

well as need for faster analysis have led to a need for an inductive method in order 

of finding out relationships and patterns between different sets of data (Peelen 2005, 

p. 214). This information is used by the company to understand their customers and 

own business processes better (Dyche 2001, p. 133). A useful concept for this need 

is datamining. Datamining takes advantage of machine learning and adaptive 

techniques thus releasing resources that were dedicated for normal statistical 

analysis. The origin of datamining techniques (presented in table 6) lies in artificial 

intelligence. (Peelen 2005, p. 214-215) 

 

Table 6. Datamining techniques (Peelen 2005, p. 215; Payne 2008, p. 248-249) 

Technique Description 

Neural networks Neural networks try to imitate 

biological neural systems. It consists of 

several neurons linked closely together. 

If one neuron recieves a number of 

stimuli that exceeds a threshold value, 

it will send a stimulus to connected 

neurons. Neural networks consists of 

input and output layers with “hidden” 

layers between them. The weight of the 

nodes in hidden level is determinated 

when training the network. 

Evolutionary computing Collection of algorithms based on 

biological evolutional processes. It is 

used for prediction, optimisation, 

classification and design of decision 

rules. 
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Association rules Defining patterns based on the 

relationships between known cutomer 

characteristics and aspects of their 

behaviour 

Decision trees Dividing a database into several classes 

that have as much different reaction as 

possible to a selected output. Based on 

this classification, understandable 

business rules are developed. 

Case-based reasoning When a new problem occurs, the 

solution is developed based on the 

solutions for similar cases in the past. 

Because of this, an extensive database 

about problems and solutions is 

maintained. 

 

In order of achieving full benefit from their CRM system, the company must 

establish programs to access CRM data on efficient and constant basis. For 

example, the company has to establish a datamining plan, that takes use of all the 

records the company has from interactions with its customers. Executing the 

datamining plan requires dedication from several departments in the organization. 

It begins with recording every single interaction the company has with its 

customers’, coding these interactions in meaningful ways, reporting CRM output 

regularly and assessing the quality of the output as well as a decision by the manager 

to switch traditional decision-making methods into data-based methods. 

Datamining process is illustrated in figure 4. (Stein et al. 2013, p. 859). Several 

methods of datamining can be used in each CRM element (Bahari and Elayidom 

2015, p. 726). Proper coding of CRM data is very important in order of deciding 

whether the data can be used for analysis. One of the worst mistakes the user can 

make is defining the customer too narrowly or too widely thus reducing the specifity 

and generalisability of the input. The right degree of customer definition will 

improve with general use of data. To avoid this mistake, a general classification 
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scheme should be developed by the company.  The datamining plan is useless if the 

salespersons coding the interactions are not trained or motivated to code the 

interactions properly. (Stein et al. 2013, p. 859) 

 

 

Figure 4. CRM Datamining process in B2B-environment. (Stein et al. 2013, p. 859) 

 

Besides finding and developing patterns between different sets of data, datamining 

can also be used to test and confirm the relationships found during the process. 

There are several venodrs for datamining tools, such as SPSS, MATLAB and SAS. 

Some of the software available in the market has been developed for a specific 

purpose. Although datamining tools help the user develop the relationships and 

patterns between sets of data, it still requires some knowledge of analytics and 

datamining techniques from the user. The software does not with a straight solution 

when raw data is inputted, the solution must also be analysed and the user must 

know which datamining technique should be used. (Peelen 2005, p. 216-217) 

 

In addition to the datamining techniques presented in table 6, Payne (2008, p. 248-

249) has introduced a couple of additional datamining tools: Visualization tools as 

well as segmentation, prediction, devialtion detection and link analysis. 
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Identify changing 
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supplier -interaction 

dynamics that require 
CRM data input
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Visualization tools in datamining applications enable presentation of a complex set 

of data in more understandable format without leaving any essential data out. These 

tools enable the interpretation of data without further analytical skills. They also 

help to make sure that everyone has a similar view of the data. Segmentation 

includes dividing customers into groups based on the common characteristics they 

have with other customers. It can be done manually, where datamining is used to 

estimate if current segmentation criteria is appropriate, or automatically, where 

segmentation criteria are developed using datamining techniques. Predictive tools 

help the company to develop a model, based on historical customer data, that can 

predict what kind of effect such activities as a marketing campaign and introduction 

of a new product might have on the customer. Deviation detecting tools enable the 

company to look at data that falls outside defined segmentation clusters. This can 

be used to detect abnormal behaviour and unusual transaction patterns. Link 

analysis is used for finding relationships between sets of data entries. Instead of 

focusing in single data objects (e.g. customers), link analysis tries to find 

relationships between them. However, link analysis requires a lot resources, both 

money and computing power. (Payne 2008, p. 248-249) 

 

Payne (2008, p. 249) has also presented task-specific analysis tools. These include: 

- Market segmentation analysis 

- Affinity grouping 

- churn management 

- customer profiling 

- profitability analysis 

- Online analytical processes (OLAP) 

 

As discussed in chapter 2.2, customers can be divided into segments based on their 

basic characteristics (e.g. industry and geographical location). However, this kind 

of segmentation is limited and does not provide us with any insight about the 

preferences or behaviour of the customer. Instead, with the help of market 

segmentation analysis, customer clusters can be created based on historical sales 

data. When tailoring a special offer or campaign for every cluster, the company is 
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much more likely to attract the customers attention. New segments can be 

developed by using two methods: visual analysis and automatic cluster detection. 

In visualization, we plot the customers based on two or three characteristics. Once 

the customers have been plotted, clusters can be detected from the set of plots. 

However, visual analysis is only useful when dealing with two or three customer 

characteristics. There are several types of automatic cluster detection. The most 

used method (K-means) splits the database into user-defined segments. Antoher 

method, known as agglomeration, starts by treating each customer as an individual 

cluster. Then it starts to look for similarities and combine clusters until only a small 

number of them remain. Affinity grouping is a datamining tool that is used to 

identify data items that are somehow associated with one another. One of the 

application of affinity grouping is generating association rules through link analysis 

process described above. (Payne 2008, p. 251-252) 

 

Churn management is important for companies in order of surviving in the 

extremely competitive business environment. The first step of churn management 

is measuring current churn and understanding it in the context of entire supply 

chain. The aim of the first step is to detect problem points in the companys 

distribution network. Here, the use of online analytical processes is justified since 

with them, churn rates can be associated with geographical areas, dealers, service 

contracts etc. The second step is to target customers that have a large churn rate 

with retention campaigns and offers. Reactive churn management includes 

providing customer service representatives with churn analysis whereas proactive 

churn managements includes identifying problem customer segments and 

contacting them with retention campaign before they contact the customer service. 

Customer profiling (further discussed in chapter 2.2) aims at modeling customer 

activity. This way the company can tailor the value proposition. Profitability 

analysis is focused on analysing the profitability of a customer instead of a product 

or service. In profitability analysis, data is collected from multiple databases and 

analysed to determinate the customer lifetime value. (Payne 2008, p. 252-254) 
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The difference between traditional datamining tools and online analytical 

processing (OLAP) is that OLAP does not search for patterns in the data. Instead,  

additional value to existing datamining tools. OLAP tools have an advanced 

graphical user interface that enable employees with little knowledge about 

statistical tools to access large quantities of data easily. In the hearth of OLAP tools 

user interface is a new database containing data from data repository that is stored 

using specific structures to make the data easier to analyze. Because of the new 

database, OLAP tools can produce reports in seconds. However, this kind of fast 

processing of data can lead to losing some precision in stored data. Traditional 

datamining and OLAP tools have also different orientation to time. Traditional 

datamining tools tend to look to the future in order of finding out new ways to serve 

the customers future needs better. OLAP tools have more historical focus as the 

reports tell the company its recent performance. They can be used to detect problem 

spots in companys business processes. However, OLAP tools do not provide 

information about why those specific spots are problematic. Traditional datamining 

tools can help the company in finding out reasons for the problems. After this 

analysis, OLAP tools can be used to present the results in simplier, graphical format. 

The main advantage of OLAP tools is that they enable the use of database to much 

wider range of employees within the organisation. (Payne 2008, p. 254-255) 

 

Dyche (2001, p. 133-134) distinquishes three types of datamining that are relevant 

for CRM: prediction, sequence and association. Prediction provides a model of 

customer behaviour based on historicl data. These models can be used, for instance, 

to predict which product the customer is going to purchase next based on historical 

data about the customers purchases as well as data about the purchases of similar 

customers. When analyzing sequences, the company is looking for a combination 

of activities that occur in particular order. The company can look for sequences in 

actions captured from multiple databases thus trying to understand customer 

behaviour better. In association analysis, groups of similar items or events are 

detected from large databases. It can for example detect what products are 

purchased together. Association can be used to target special pricing for customers 
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that have bought a specificic product or for market basket analysis. (Dyche 2001, 

p. 133-134; Farooqi and Raza 2012, p.3) 

 

There are several different opportunities and challenges datamining posesses to the 

company. Using several datamining techniques in sequence enables the company 

to look and analyse the data from several point-of-views. Data has to also be 

integrated before it can be analysed with datamining techniques. Data integration 

includes collecting data about the customer from different databases. Datamining 

tools also enable the company to analyse heterogeneous data, such as audio data, 

temporal data and text data. The company must also be able to deal with noisy data. 

The patterns developed by datamining techniques have to be tested before they can 

be actually applied. This can be done through vigorous statistical analyses. 

Datamining tools are good for developing models of customer behaviour since they 

take information from several customer touch points into account. It is essential that 

datamining tools are input with good quality data. It should be in unified format, 

low-cost and include as little noisy data as possible. The company must also 

remember that for the datamining applications to work properly, they require a 

minimum amount of customer data. If this is not available, the models cannot be 

trusted or generalised. (Farooqi and Raza 2012, p.4) 

 

One of the main differences between datamining and other decision-making 

analyses is that datamining requires a special software as well as a lot of statistical 

knowledge from the user of the different algorithms and their applicability to 

business problems. Although the decision-makers do not necessarily mine the data 

by themselves, they utilise the results (either presented in graphical format with 

OLAP or deployed to a database for general query access) in making decisions that 

affect customer relationships. There are a lot of ways to use the datamining in CRM. 

These include such activities as targeting potential customers, modeling current 

customers’ behaviour patterns to avoid retention and forecasting customers’ 

behaviour. Many companies have dedicted datamining servers that are inputted 

with customer data records from several sources in order of detecting and analysing 

patterns in them. Since datamining requires a lot of processing power from the 
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server, having dedicated servers for it reduce the load on other servers. Datamining 

servers are usually linked to companys data warehouse so that the analysts can 

easily perform what-if –analysis. (Dyche 2001, p. 134)  
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5 METHODOLOGY 

 

Because the goal of this study is to find out how the case company can utilize CRM 

data in proactive sales management, the most suitable method for this study is a 

case study. Every company is different, has different kinds of customers and uses 

different KPIs in sales management. The research was carried out during spring 

2018. 

 

The goal in evaluative research is to find out how well something works (Saunders, 

Lewis and Thornhill 2016, p. 176). Because the goal of the study is to find out how 

CRM data could be utilized in proactive sales management inside the case 

company, the research is meant to fulfil evaluative purpose and it was chosen as a 

research design for the study. Through evaluative research design, it is possible to 

study the current usage of CRM data and datamining tools in the case company, 

reflect it to the literature and make recommendations based on it. Inductive 

approach was chosen because it enables the recommendations to be developed 

based on the data collected (Saunders et al. 2016, p. 147). This way, the points that 

rose up during the interviews can be utilized. In comparison, deductive approach 

would mean the theory to be developed and then tested in order of confirming its 

applicability to that specific problem. Since the current situation of CRM data and 

datamining tools usage was not well known before the study, the development of 

theory before collecting the data was not possible. Abductive approach would mean 

that after the theory has been developed inductively, it would be tested for its 

applicability in the given setting (Saunders et al. 2016, p. 148). The results of better 

utilizing the CRM data and datamining tools in proactive sales management do not 

show instantly. Because of the limited time available to conduct the study, 

abduction was out of question as a research approach. 

 

Because the appropriate usage of CRM data and datamining tools is industry-

specific, a single case study is chosen as a case study strategy (Saunders et al.  2016, 

p. 186). Using multiple cases for reference would have led to the search of 

benchmarks in other companies who have used CRM longer and are also managing 
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their sales proactively. Searching for these kind of companies would have been hard 

and there would have been no guarantee about the willingness to give information 

needed for benchmarking. This is the kind of information very few companies are 

willing to give. Single case study reduces the generalizability of the results but since 

the data is analyzed and conclusions are drawn for a specific company, the results 

do not have to be generalizable. An embedded case study is a case study method 

where multiple units of analysis are present (Saunders et al. 2016, p. 187). Because 

of the possibility to analyze multiple sub-units that are using CRM system in the 

case company (sales management, field sales and marketing) embedded case study 

was chosen as a method of study.  

 

In purposive sampling, you are able to select the cases used in the study by yourself 

in order of answering your research question and reach the objectives if the study 

as well as possible. Purposive sampling is chosen as a sampling strategy because it 

allows the selection of cases based on their relevance for the study. For example, 

one sales representative was not interviewed for the study since he started working 

in January 2018, which means that interviewing him would not have brought 

additional value for the study. Choosing a purposive sampling strategy does not 

affect the research since the purpose of it is to find out how the case company could 

utilize CRM data in proactive sales management. This is why the results are not 

supposed to be generalizable. One sub-category of purposive sampling, where cases 

are chosen from several sub-groups (e.g. having the same occupation or working in 

the same department) is heterogeneous sampling. (Saunders et al. 2016, p. 301). It 

is chosen as sampling method for this study as it allows the analysis of CRM data 

to be studied from the point-of-views of marketing, sales management and field 

sales. For data collection purposes, five sales representatives, a marketing specialist 

and a business line manager were interviewed. The business line manager as well 

as the marketing specialist were chosen to be interviewed since the study also 

covers such fields as customer segmentation and proactive sales management from 

managerial perspective even though the focus is on sales representative’s level. Five 

sales representatives were interviewed for the study since this way, current practices 

can be analyzed much more thoroughly and different practices currently utilized by 
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different sales representatives can be reflected against existing theory in order of 

finding out the best practices. If only one sales representative would have been 

interviewed, the possibility that wrong conclusions could be drawn from the 

interview would have increased significantly. 

 

5.1 Data collection and analysis 

 

Qualitative data collection methods are used for collecting as well as analyzing data 

that is expressed through words and images instead of numbers (Saunders et al. 

2016, p. 569). Because the data is collected in order of understanding the current 

utilization of CRM data and datamining tools in the company, qualitative data 

collection methods are the most appropriate. The data was collected using in-depth 

interviews (Presented in table 7). All these recorded using a recording device in 

order of transcripting them afterwards. Interviews were chosen as the primary 

method of collecting the data since it gives access to such information as the 

individual sales pipeline management. The interviews were semi-structured in 

order, because the current situation was not known well beforehand. The interview 

guidelines are presented (in Finnish) in Appendix 1. The structure of the interview 

for the sales representatives was refined after each interview. Each interview was 

transcripted and the transcripts were used for understanding context, which is 

fundamental in a case study (Saunders, Lewis and Thornhill 2016, p. 185). Because 

the small amount of interviews, the data was easy to manage and no further coding 

of the transcripts is needed. 

 

Table 7. Interviews 

Position of the interviewee Duration of the interview Method of interview 

Business line manager 81 min Face-to-face 

Marketing specialist 35 min Face-to-face 

Sales representative 18 min Phone 

Sales representative 36 min Phone 

Sales representative 15 min Phone 

Sales representative 22 min Phone 
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Sales representative 30 min Phone 

 

 

In addition, for analysis of the current state of the company, secondary data is 

collected from internal documents as well as from archival records. Documents 

used for the study include mainly PowerPoint presentations used for internal 

meetings/education for employees in managerial level. However, the documents 

only show how things should be in the company from the perspective of the 

management; the information retrieved from the documents is reflected to the 

information collected by interviews in order of justifying the accuracy of it on the 

level of a sales representative. The archival data used in the study is extracted 

mainly from the case company´s CRM database. Archival data is used to assess the 

trustworthiness of the data collected in the interviews. Archival records was the 

only source of quantitative data used in the study. Because the CRM database is a 

general database (not collected for a specific purpose), the data extracted from it 

can be treated as being reliable. Multiple sources of data was chosen because of the 

nature of a case study. Using only a single source of data it is only possible to look 

at the phenomenon from a single point-of-view. This will significantly decrease the 

trustworthiness as well as accuracy of the study. Using multiple sources of evidence 

for the case study increases the validity of the study. Because of the sensitivity of 

the information (e.g. the case company’s customer database) used in the study, 

constructing a case study database is not feasible. If a case study database would be 

constructed, there would be a risk that competitors will get access to the information 

and will use it for their own benefit.   

 

Reliability measures how well the same findings can be reached by another 

researcher in similar setting. There are four different threats to reliability: 

participant error, participant bias, researcher error and researcher bias. Participant 

error refers to the situation when the data is collected. For example, if employees’ 

attitude towards their work is studied, it is not smart to collect data on Monday 

morning. Participant bias refers to a situation where the participant does not want 

to tell the truth because it may be disadvantageous for them. Researcher error 
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includes situations where outside factors, such as hunger and tiredness affect the 

researcher. Researcher bias discusses situations where the researches analyses and 

draws conclusions from the data in such way that they support his /her own 

opinions. (Saunders et al. 2016, p. 202). In this study, participant error is minimized 

by letting all the interviewees decide a suitable time for the interview. Participant 

error is minimized by maintaining respondent anonymity and choosing the research 

questions in such way that they are not disadvantageous for the participants. 

Researcher error is minimized by dividing the workload of the most time 

consuming tasks, such as transcribing the interviews, into several days. One threat 

to researcher bias is that the researcher is simultaneously working for the case 

company as sales support trainee. However, the researcher bias is maintained as 

low as possible by ensuring an objective perspective in the study.  

 

There are two possible choices for the time horizon of the study: cross-sectional 

and longitudinal. In cross-sectional studies, the phenomenon is studied in a 

particular time thus eliminating time as a variable in the study. In comparison, 

longitudinal studies are conducted when time is one of the key variables in the 

study. These studies may be studying such factors as human development or the 

effect a certain action has on the organization. (Saunders et al. 2016, p. 200-201). 

Because the study had to be conducted during spring 2018, a cross-sectional time 

horizon is the only feasible option for this study. Using cross-sectional time horizon 

will also remove the risk of mortality and instrumentation, which increases the 

validity of the study (Saunders et al. 2016, p. 204). 

 

Validity measures the extent to which the study actually measures what it is 

supposed to measure as well as how well the results can be generalized. There are 

five different threats to validity: history, testing, instrumentation, mortality and 

maturation. History discusses the effects of previous events that change the study 

setting and how the respondent view the situation. Testing refers to situations where 

the knowledge that they are being tested affects the results. Instrumentation 

includes situations where the participants are given new sets of tools between 

different rounds of interviews. This will obviously interfere with the results. 
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Mortality refers to the situation where the person taking part in the study leaves the 

company or changes department during the study. Maturity refers to situation where 

a change in participant’s world outside of the study has an effect on the results. 

(Saunders et al. 2016, p. 202-204). The effect of history in the study is small since 

the risk of an event that would interfere with the results is small. Testing does not 

possess a threat to the validity of the study since the participants were informed that 

the tools that will be developed based on the interviews would help them to use the 

CRM system more efficiently. Since the data is collected with one round of 

interviews, instrumentation or mortality do not possess a threat to validity of the 

study. Because qualitative data is only used to study the current situation in CRM 

usage and proactive sales management in the case company, maturation does not 

have an effect in the validity of the study. The nature of case study design means 

that the goal of the study is not for the results to be generalizable.  
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6 CASE COMPANY 

 

In this chapter, the current situation in the case company is illustrated using the data 

from the interviews. The chapter begins with an overview of the case company and 

the CRM system they are currently using. This is followed by a look at case 

company’s customers. After this, the case company’s sales process is illustrated. 

Finally, sales management in the case company is studied.  

 

The case company is part of a larger corporation established in Stockholm in 1873. 

The annual revenue of the corporation was 12 billion euros in 2017. The company 

has currently four divisions in Finland, AII (responsible of compressors up to 

90kW, accessories to them as well as for nitrogen and oxygen generators), AIF 

(responsible for large compressors as well as of some of the biggest and most 

demanding customers), CTS (responsible of service and spare parts) and CTV 

(responsible for vacuum pumps).  

 

The corporate mission of the case company is profitable growth. This is done by 

providing efficient compressed air and industrial gas solutions as well as exceeding 

customers’ expectations. The corporate strategy is divided into four pillars: 

innovation, market share & customer share growth, operational excellence and 

people. They are efficiently and constantly searching for new potential in an 

innovative way as well as the development of new, innovative sales tools to help 

the sales representatives improve their performance. The case company aims at 

improving market share by focusing on improved hit rate as well as presence in the 

market. Increasing customer share includes selling additional products, such as 

dryers, filters and industrial gas solutions, to a customer who has already purchased 

a compressor. Operational excellence means that the case company is trying to 

increase reliability and speed while simultaneously are several ways the case 

company is trying to stay innovative. They are introducing new products, refine the 

core components of the products to make them more energy-efficient as well as 

bringing cost and working capital down. The final pillar of the corporate strategy, 

people, means that the company is committed to invest in its workforce. They see 
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that investing in our people is investing in our future. The objective of investing in 

people is to ensure that they have the competence and confidence to achieve their 

goals, their mission. Of course, this is just a general strategy given from the 

corporate level and they can be, to some extent, altered in local level. The case 

company should not take the strategy and KPIs given form corporate level as a 

single source of truth, since especially the choice of KPIs is strongly affected by the 

competitive environment. 

 

Currently, the case company is using Cloud for Customer developed by SAP 

Hybrids as their CRM system. It has been used since 2015. The software is cloud-

based, and each user is able to access the CRM system from their personal computer 

as well as from their mobile devices. Cloud for Customer has ready-made 

dashboards as well as different kinds of reports to be run both by a sales 

representative as well as by a business line manager.  

 

The CRM system is currently used, to some extent, for forward planning. All the 

appointments the sales representative has are booked in advance and inserted to the 

CRM system. The same is done for each phone call. A sales representative typically 

uses one to three hours in a day when operating in the CRM system. They are using 

the software mainly for making quotations for the customers. Sales representatives 

are also using the system to keep track of their appointments, see what kind of 

products the customer has purchased previously and keep track of open 

opportunities. Each of the sales representatives has the CRM system installed in 

their phone and tablet computer, but most of them find the computer to be the most 

comfortable interface for the CRM system.  

 

The case company is actively utilizing proactive sales management. The business 

line manager lives 2-4 weeks in the future and takes all his actions accordingly. Past 

performance is only evaluated in order of understanding how the company has been 

performing in the past. This information is analyzed and conclusions are made to 

determine on which fields the company has to refine its processes in the future. The 

sales representatives will also get information about their past performance from 
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the business line manager in order of figuring out how well ahead/how far behind 

they are from their annual sales target. However, the proactive attitude towards sales 

is only applied in the managerial level. When the sales representatives start fully 

utilizing the different proactive capabilities of the CRM system, such as 

appointment planning and reflecting own performance against set goals. Every time 

the business line manager meets a sales representative, either face-to-face or during 

a telephone conversation, he has one thing in mind that the sales representative 

needs to improve on. The business line manager tries to lead the sales 

representatives to be proactive during each contact he has with them. By this 

method, the sales representatives will eventually adopt a proactive orientation 

towards sales.  

 

In addition to the CRM system, the case company is currently also utilizing a market 

intelligence software. The main purpose for the software is that it can be used to 

look for new sales opportunities. It can detect from internet publications (e.g. 

corporate news, construction permits filed for the city council and open job 

opportunities inside the company) changes the company is making and notify the 

user about these. The system can be used for analyzing current customers, look for 

new prospects as well as to see how well competitors are doing. This software can 

be treated as a datamining application since it is “mining” data about the customer 

from the internet and presenting it in an understandable format. The user can create 

target groups based on several factors, such as industry, number of employees, 

annual revenue or search terms, in the software and then export them to Excel. 

These target groups can be analyzed inside the software in several ways. They can 

be presented, for instance, in a map that can help the company to determine in which 

geographical area its customers are located or in which are a specific industry is 

currently focusing and making investments. Besides the map functionality, the 

software also has an analysis function, where it shows the user such information as 

the most common location of a company as well as the annual revenue of the 

companies inside the target group. It is also able to present the user with information 

about how active the companies inside the target group are in social media as well 

as the financial development of the target group. This data can be used by the user 
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to determine if actions, such as a targeted marketing campaign, should be taken for 

the target group. The analysis feature can also be used to analyze the current 

customers and segmentation criteria to determine, for example, if the companies 

inside the segment have a large variance in their annual revenue as well as how fast 

the segment growing and in which geographical area the companies are focused in. 

The software also has a function utilizing artificial intelligence, which enables that 

the software can be taught to see what a good prospect is for the company. When 

the company is searching for new prospects, the software can put the most suitable 

in the top of the list so that the company can see that they are the ones it should be 

focusing on and with biggest sales potential. However, it takes time for this to 

happen since the criteria for a suitable prospect have to be taught for the software 

first. The software can be integrated to the company’s CRM system. The software 

provider has ready-made integrations with some CRM systems (e.g. Salesforce and 

Microsoft Dynamics CRM). The applications programming interface is also 

provided to the customer so that they can build the interface between the software 

and their own CRM system. It depends on how the linkage is built if the information 

is updated automatically or not. In the ready-made linkages, the information is 

updated automatically between the software and the CRM system once every hour. 

The information exchange between the software and a CRM system is two-way, 

which means that information about current customers, such as the time of last 

purchase, is updated to the software and it provides such information as customer 

contacts and financial figures to the CRM system. 

 

6.1 Case company´s customers 

 

The customers of the case company are all those companies who are using 

compressed air and other products, such as oxygen and nitrogen generators, the case 

company is manufacturing. The customers are mainly operating in different fields 

of manufacturing technology.  
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6.1.1 Customer segmentation 

 

The customers are currently divided into segments mainly based on the industry, 

such as metallurgy and food industry, they are operating in. Other segmentation 

criteria include the usage of different kinds of products (e.g. nitrogen generators) or 

geographical location of the company. This means that all the segmentation criteria 

are demographic besides the technology the customer is using, which is an 

operating criterion. All of the industries using compressed air are seen as customers. 

However, because of the limited resources of the case company, some industries 

get more attention than others do. Because of the limited amount of resources, the 

company has also decided to focus only on customers with an annual revenue 

greater than 500 000 euros. Some campaigns are run for companies smaller than 

these, such as for bakeries, who use compressed air. However, the goal of these 

campaigns is to remind them about the existence of case company and not a lot of 

resources are allocated for the campaign.  

 

The marketing department does the segmentation in co-operation with sales 

representatives as well as business line managers. The sales representatives may tell 

the marketing department, for example, which customers in their area use nitrogen 

and then the marketing department will design and run a targeted campaign for 

them. Besides telling the marketing department about which customers to target, 

the sales representatives do not pay a lot of attention to customer segmentation. 

Four of the five sales representatives interviewed said that they have never been 

paying more attention to one customer segment than to others. They explained the 

behavior with the fact that they have to grab onto every possible opportunity in 

order for the business to grow. This is why they cannot put more focus on a 

specified customer segment. The fifth sales representative told a case from two 

years back when he had noticed that the construction industry is doing well in 

Finland. This is why he decided to contact two large concrete block manufacturers 

and make a mapping about the state of their air compressors in factories across 

Finland. Focusing on concrete block manufacturers lead to significant orders from 

both companies targeted. The marketing department focuses on the customer 
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segmentation only when running a campaign for a specific segment in order of 

tailoring it to suit the segment better. The segmentation of the customers of AIF 

(compressors over 90kW and some of the biggest companies with smaller 

compressors) is different. In this division, key account managers handle the sales 

process and each of them is responsible of a special number of industries.  

 

6.1.2 Customer behavior 

 

The case company is not paying much attention into customer behavior. The reason 

for the little amount of knowledge about customer behavior is the limited amount 

of resources. The case company has discovered some patterns in customer behavior, 

such as that hospitals usually use a third-party contractor who is responsible of 

buying the equipment. In AIF division, the purchasing decision is usually made by 

a specific purchasing department. However, in AII division, the purchasing decision 

is usually made by a production or service manager who will only get an 

authorization to make the purchase from top-level management. Also, especially in 

smaller companies, the opinions of people who are actually operating and using the 

product is taken into account when choosing the supplier. However, the company 

has not gathered data about this, it is just information the marketing specialist has 

gotten from the sales representatives. The sales representatives have acquired this 

information through their experience. One of the sales representatives said, that in 

his area, the customer usually sets a person with a lot of technical knowledge to 

conduct the search for suppliers and set the requirements for the product. Thus, the 

decision is made in the upper level of management.  

 

The case company is currently using an additional software, which will give them 

signals about such factors, as new nominations, investment decisions and published 

board minutes from a specified industry or several industries. These signals can be 

used to make sure, that the company is indeed the first one to provide a solution for 

the customers emerging need. The signals can also be used to determine which 

industries are currently booming, and targeted marketing campaigns can be run for 

these industries. Business line manager has a telephone conference with the sales 
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representatives where they discuss about which industries are doing well and in 

which the company is losing its market share. However, since nobody knows the 

actual size of the industry, it is almost impossible to determine what kind of a 

market share the company has in it. The company only has information about the 

total size of the market, so market share by segment is just a rough estimate. Some 

conclusions about the trend in growth and market share in a specific industry can 

be made from the information, how many projects have been won or lost. 

 

6.2 Sales process 

 

The duration of sales process in the case company varies from one day to several 

years. This is why the duration of open opportunities cannot be analyzed without 

looking at other information in the quotation. Of course, if the sales representative 

has simply postponed the closing date of the opportunity several times without 

changing the status of it, the business line manager will discuss about the state of 

the opportunity with the sales representative.  

 

The case company utilizes up selling in its sales process. If a customer has a basic 

version of a compressor, next time they need to replace it they are offered with an 

advanced version of the same compressor that will provide additional vale for the 

customer. The basic product of the case company is an air compressor. Up selling 

is also in question when the case company tries to sell customers, who are already 

using their air compressors, additional products from the same division such as 

dryers, receivers and nitrogen generators. Cross selling between departments is 

done mainly in form of service contracts. If the customer is interested in both the 

machine as well as in the service contract for it, the sales representatives from both 

divisions work together to bundle an offer for the customer.  

 

The case company has recently been focusing on sales funnel quality. This includes 

doing individual analysis, providing focused end user training, increasing device 

usage as well as improving the quality of all data in the CRM system. When doing 

individual analysis, the sales manager tracks down and analyses the activities and 
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KPIs for each individual sales representative. To help the sales manager with these 

analyses, the case company is using a reporting software, Qlikview. This software 

takes information from the CRM database and drills it down to reports. These 

reports can be produced for each region, sales representative or product line. The 

software also shows the trend of the KPIs, which is not possible n the CRM system. 

In Qlikview, trending dashboard is used for individual analysis of a sales 

representative. It includes six different key performance indicators: leads, 

opportunities, appointments/visits, quotes, hit rate and operating result. The sales 

manager should only compare sales representatives from the same business line 

with each other by taking the business background of that specific business line into 

account. Another dashboard used for overall quality checks of the sales funnel is 

leading dashboard, which includes three different key performance indicators: 

leads, opportunities and appointments. The business line manager is able to access 

a specific lead, opportunity or appointment in the CRM system by simply clicking 

on it in Qlikview.  

 

The first thing the business line manager pays attention to in the sales pipeline are 

past opportunities. These are the opportunities in which the closing date has 

expired. Sales pipeline is also used as an important source of information for sales 

predictions the business line manager has to make every quarter. When the 

company knows the average percentage of opportunities that will reach the end of 

the pipeline, convert into sales, they can calculate an estimate about future sales 

performance. If the sales representative does not have enough opportunities 

entering the pipeline, such actions as marketing campaigns are run for that specific 

sales area are run to increase the amount of opportunities. Sales pipeline is an 

important indicator in proactive sales management since it provides the company a 

glimpse of possible future performance. There is a possibility in the CRM system 

to simulate the development of sales pipeline when such factors as the percentage 

of opportunities reaching the end of the pipeline and the average time an 

opportunity stays in the pipeline are altered. However, the business line manager is 

currently not using this functionality. Instead, he is calculating the forecasts by 

himself.  
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Providing focused end user training includes finding the points with which each 

individual sales representative is struggling. After this, training focusing on these 

specific points is provided to each sales representative. These specific points of 

development are found in individual analysis for sales representatives. End user 

training also includes training the sales representatives to take full advantage of the 

CRM system and enter data to it as complete as possible while simultaneously 

maintaining high data quality. Increasing device usage encourages the sales 

representatives to take full advantage of the CRM system in all available platforms. 

They do not necessarily have to wait until they are at the office to update 

information about the sales meeting with a customer they just attended; they are 

able to do it on their mobile device. This saves valuable time and with this kind of 

policy, the company is able to confirm that all important information is recorded 

since the sales representative can still memorize everything discussed with the 

customer during the meeting. It also enables each end user who need information 

about the customer to access and take use of the updates in customer’s status as 

soon as possible. 

 

A CRM system is nearly useless if the data that is stored about the customers is not 

complete and has a bad quality. This is why the case company is focusing on the 

quality of all data in the CRM system. One of the most crucial points in data quality 

is duplicate customer accounts. Each sales representative conducts the check for 

duplicate accounts on regular basis. Duplicates are checked by looking at the 

overview of all accounts in the CRM system and then removing and combining 

duplicate accounts. Another key component in data quality the case company is 

focusing on are accounts without a business line. These accounts are checked by 

filtering the overview of all accounts by business line.  Each sales representative is 

advised to create custom filters to the CRM system to make the check for any 

incorrect data as easy and as seamless as possible. Sales managers are also advised 

to follow the quality of CRM data and share the golden rules of CRM data with the 

sales representatives who are struggling to input data to the CRM system correctly. 

Sales representatives are trained and motivated on regular basis to enter the data 
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correctly. It is important that the sales representatives realize the importance of 

good quality CRM data since otherwise it becomes challenging to motivate them to 

input the data as correctly and as complete as possible. The sales manager should 

be giving constructive feedback based on individual analysis to make sure that the 

sales representatives are motivated and capable of inputting data into the CRM 

system correctly.  

 

Removing accounts in case the customer does not exist anymore is tricky. It has to 

be done on corporate level by asking the global CRM support to delete the account. 

On local level, the customer account can only be made obsolete. The problem with 

the customers in Cloud for Sales –CRM system is that it is directly linked into the 

SAP Enterprise Resource Planning (ERP)-system. This means that each sold-to 

account in SAP ERP is transferred into the CRM system. If the company wants to 

change some information about the customer, the changes have to be conducted 

first in ERP-database. Because the time of sales representatives is limited, they do 

not change or fix the data in CRM system unless it has an effect on their daily 

activities, such as making quotations.  

 

Another factor the case company has recently been focusing on is business 

potential. It is looked through five different key performance indicators. The first 

KPI is percentage of lost opportunity with unknown competitor. This tells the 

company how fast the market is changing as well as how many new competitors 

are entering the market. The second KPI to be studied is percentage value of won 

opportunities with known competitor. With this KPI, the company can estimate how 

its market share is developing in comparison with its traditional competitors’ 

market share. Third KPI to be followed is average number of activities per lost 

opportunity vs won opportunity. This KPI tells the company how much effort it 

takes to turn an opportunity into actual sales order. The fourth factor the business 

line manager should follow is the average number of quotes per lost opportunity vs 

won opportunity. This will tell the company, for example, how many times the price 

must be redefined before reaching actual sales. It helps the company to estimate 

whether the customers are making purchase decisions based only on price or the 
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actual value of the product. The final KPI is opportunity analysis: stopped vs lost. 

It provides the company with an analysis about the amount of stopped opportunities 

in comparison with lost opportunities as well as reasons behind them. 

 

Customer data is utilized in the case company especially when designing marketing 

campaigns. Current customers are removed from the campaigns to focus the time 

spent on acquiring new customers and increase market share. The CRM system also 

contains information about the running hours of the customer’s compressor if it is 

connected to the case company’s maintenance network. This information has also 

been used in customer segmentation to target customers whose machines are 

reaching the end of their lifespan. The marketing department is also capable of 

designing a campaign for customers who have not been visited in the past 12 months 

based on the information in CRM system.  

 

Business line manager is constantly evaluating the pipelines of each of his sales 

representatives to determine which of them have not enough opportunities in their 

pipeline to reach the designated target. In this case, the business line manager 

contacts the sales representative and tries to help them by evaluating several factors. 

The first step is to find the customers the sales representative has not visited or been 

in contact with during the past 12 months. These customers might have some sales 

potential that is easy to turn into orders since they are already using the case 

company’s products. The second step is to evaluate which prospects have no 

appointments booked on them. It is crucial to book appointments with the prospect 

as soon as possible in order of avoiding competition. The third stage is to look at 

the leads that are still in open status and have not been contacted. It is important to 

distinguish when the lead is actually not a lead anymore since the customer is no 

longer interested in the product or has already purchased it from competitor. The 

final step is to evaluate the amount of marketing campaigns run in the area of which 

the sales representative is responsible. If no marketing campaign has been run in 

the area for a long time, the sales representative should brainstorm ideas about a 

new campaign with marketing department and business line manager. This way, the 

amount of qualified leads can be increased, which will eventually result in an 
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increase in the number of opportunities. Because of these activities performed by 

the business line manager, the sales representatives should be able to see the benefit 

of keeping their sales pipeline up to date. Also the business line manager can benefit 

from these activities by identifying where the gaps in the sales pipeline lie and 

taking actions accordingly.   

 

In the case company’s service division, data about customer satisfaction is collected 

through a survey, which is sent to the customer after certain types of service 

activities. However, the sales divisions do not have this kind of tool to measure 

customer satisfaction. This means that the only way the company can know that a 

customer is unsatisfied with current products is that they contact the company and 

express their dissatisfaction.  

 

Current lead generation process in the case company is illustrated in figure 5. The 

path of the lead in sales funnel is followed and the revenue generated by the lead is 

compared to the cost of acquiring it. The leads are analyzed by the marketing 

department as well as the business line manager. The leads are analyzed with the 

help of the reports provided in Cloud for Sales (e.g. campaign scorecard) as well as 

with Qlikview. The key performance indicators followed in leads include the 

amount of leads, the conversion rate into opportunities, the value of opportunities 

generated from leads, and the value of actual sales from leads. Currently, there is 

no report that includes all these KPIs, which means that the data for analysis has to 

be collected from several different reports. A salesperson usually checks the leads 

allocated for them at least once a week. A sales representative will also receive an 

e-mail when a new lead is allocated for them. A sales representative will check the 

lead and see, if it requires immediate actions to be taken. Otherwise, the sales 

representative will try to contact the contact person in the lead within few days. If 

there is a possibility for sales, the sales representative will convert the lead into an 

opportunity with a closing date, value and likelihood of success. One of the sales 

representatives found that there is a correlation between how fast the lead is taken 

care of and how likely it is, that it will lead into an order. He said that in sales, the 

company that is providing their solution for the customer’s problem first has a 



 74 

significant advantage over the competitors. The company that offers the solution 

first can, at least to some extent, define the “rules of the game” which makes it more 

challenging for competitors to offer their solutions. If there is a possibility for sales 

in the future, for example next year, 4 out of 5 sales representatives interviewed 

convert the lead into opportunity instantly and set the closing date to the future, 

when the customer will be ready to make a purchasing decision. The fifth sales 

representative will leave the lead as open, and convert it to an opportunity when the 

customer will actually have a need for the product. The time used for processing 

open leads varies significantly. One of the sales representatives said that processing 

leads will take from half an hour to several hours of his working time weekly. Most 

of the working time of a sales representative is used for processing open 

opportunities.  

 

 

Figure 5. Current lead generation process for AII 

 

In the case company, all leads that reach a sales representative are prequalified. This 

is done because of the vast amount of leads and limited time of the sales 

representatives. The company cannot only measure the absolute amount of leads; 

the quality of them has to be taken into account as well. It is seen as a better trade-

off that a few opportunities are lost because of a wrong judgement by the person 
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who is qualifying the leads than that all possible leads would be inserted into the 

CRM system without first prequalifying them. Trying to contact these leads would 

take a significant portion of sales representatives weekly working time and would 

inevitably affect their sales performance. Prequalifying leads will also affect the 

way the lead is handled. When the lead is prequalified, the sales representative will 

believe that there is a high potential of the lead turning into an actual opportunity. 

This is why the sales representative will start to process the lead faster.   

 

All of the sales representatives interviewed say that the likelihood set for the 

opportunity is just a very rough estimate and they do not have any sort of process 

for estimating it. One of the sales representatives interviewed said that he only gives 

a likelihood of 50% or more to opportunities that are opened for the company’s 

current customers. If the opportunity does not lead to an order, it can either be 

stopped or set as lost. An opportunity is lost, when the customer purchases a similar 

product from a competitor and set as stopped, if the customer decides to, for 

example, still keep operating with the current product or finds an alternative 

solution for the problem. The sales representative can choose a reason for the loss 

from a drop-down list or write his own explanation why the deal was lost. The CRM 

system can only make analysis from the reasons from the drop-down list. Written 

comments have to be analyzed individually by the business line manager. The sales 

representatives are mainly using the reasons from the drop-down list. They choose 

the most appropriate reason for the loss. However, as one of the sales representative 

said, it is not always easy to figure out the reason why the deal was lost. The 

customers are rarely willing to give any kind of reason and if they do, the sales 

representative has to assess if the customer is giving the actual reason why they 

chose to purchase competitors product. Figuring out the reason and inputting it to 

the CRM system would also take a big part of the sales representative’s valuable 

working time.  

 

Some of the sales representatives are keeping track of their own performance 

through the CRM system. One of the five sales representatives said, that he does 

not keep a track of their own performance through the CRM system, he relies on 
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the information he receives from the business line manager to keep track of his own 

performance. The rest of the sales representatives interviewed for the study said that 

they are, at least to some extent, following their own performance. The sales 

representatives are currently keeping track of their own performance through the 

home page of the CRM system, where they can see their performance (Year-to-

date), hit rate (Month-to-date), closing rate (current month) and win/loss analysis 

(Last 365 days) as their Key Performance Indicators.  

 

Customer references are used in the sales process whenever appropriate. Some of 

the sales representatives pointed out, that not all customers appreciate and trust 

references as much as others do. This is why using them is not an applicable method 

of sales for all customers. It is up to the sales representative to make a decision what 

is the best way to convince the customer about the additional value the company’s 

products will provide. One sales representative told that he had used an effective 

sales method, where he would pick up the potential customers decision maker, take 

him to see similar compressor in operation and in a lot of cases, close the deal on 

the drive back.  

 

Sales predictions are made in co-operation between the sales representative and 

business line managers. The sales representative will suggest a sales budget for the 

business line manager, which he will then accept. The sales budget is made to be 

rather optimistic. Business line manager gets a general sales goal from corporate 

level that he will then allocate to sales representatives. Each area has a different 

potential, so it cannot be simply divided by the number of sales representatives. 

Even though the sales representative can make the final decision about the sales 

budget for upcoming year, the business line manager has to make sure that the goal 

set from above is fulfilled. This is why he cannot accept budgets that are set low. 

The predictions cannot be too optimistic, since the sales representatives are paid 

more if they reach their target. The goals cannot be set simply by saying that the 

company needs to grow its sales by 20% and multiplying last year’s sales by this 

percentage. If this is done, the sales representative will not be committed to the 

goal. 
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6.3 Sales management 

 

The sales representatives are followed and evaluated individually by more than 50 

KPIs. The KPIs to be followed are not given strictly by the top management, but 

the dashboards created to the CRM system are guiding the business line manager 

on which KPIs he should be focusing on. The KPIs are first analyzed in general 

level to determine the company trend. This is followed by analysis on individual 

sales representative level. This is done since all the actions are taken on individual 

level. One of them is the value and number of orders. This is also one of the topics 

discussed with the sales representative on an individual one-to-one –conversation 

conducted every other week. This is, of course, historical data and should not be 

used for proactive sales management. In addition, it does not tell the whole truth 

since some negotiation processes can take a while. A sales representative may, for 

example, have only a few orders in the last quarter of the year but a lot of 

negotiations in process, which will lead to orders next January. The number of 

orders is used as a background information, since the most important thing is to 

make as much profit as possible. The business line manager is also looking at KPIs 

about invoicing, but they are not used in everyday sales management since it is 

lagging data and dependent on the fact when the product is actually delivered to the 

customer. One of the most important KPIs the business line manager is following 

today are the ones related to opportunities. The analysis of opportunities includes 

such factors as opportunity closing dates and opportunity status updates as well as 

other KPIs that show whether the CRM system is used actively. The business line 

manager has also started to follow and evaluate, if the sales representatives are 

planning their activities, such as appointments through the CRM system. Through 

this analysis, the business line manager is seeking for efficiency as well as tries to 

make the sales representatives look 2-4 weeks ahead. If the sales representatives do 

not plan their activities, they are simply running after each opportunity and the 

efficiency will go down significantly. The business line manager also evaluates the 

sales pipeline every day: how much is the value of it, are there enough opportunities 

in the top of the pipeline, are there enough deals exiting the pipeline and what is the 
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conversion ratio in the pipeline. In addition, the won and lost orders are analyzed. 

From lost orders, there is a dashboard in CRM titled Win/Loss dashboard, which 

shows, for instance, the value of lost deals, in which sales phase were they lost as 

well as the reason why they were lost.  All of the KPIs that are in focus in the one-

to-one discussions are ones that the sales representatives can see in the dashboards 

accessible for them in the CRM software. 

 

Customer retention is followed on regular basis in the case company. They are 

currently analyzing, how many of the deals are lost and won for current customer 

and prospective customers. This was described by the business line manager as a 

“leaking bucket”, where the company analyses whether it is actually losing more 

current customers to competitors than it is acquiring new customers and take actions 

accordingly. However, in this analysis, it has to be taken into account to which kind 

of current customer the deal was lost. For example, some bigger projects may be 

conducted through a contractor where they are the purchasing party. If the 

contractor loses the deal to another contractor, the case company will also lose the 

deal. This may be shown in the analysis as a significant increase in lost orders to 

current customers but since the case company cannot affect the probability that the 

contractor will win the deal, actions cannot be taken to prevent this from happening 

again. This is also the case with several other KPIs. The reasons behind the changes 

in numbers have to be analyzed deeper and it has to be evaluated whether the 

company should be concerned and take corrective actions.  

 

The managerial level of the case company has a clear proactive market orientation. 

Business line manager plans all his activities 2-4 weeks ahead and the company is 

constantly seeking for new markets to serve.  In addition, the software, the company 

also gets information about which industries are growing and how fast from such 

general sources as reports produced by The Association of Finnish Technical 

Traders. 
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7 ANALYSIS 

 

In this chapter, the current situation in the case company is reflected to the academic 

literature. Conclusions are drawn in order of answering the research questions set 

in chapter 1.1. The structure of this chapter follows the structure of the literature 

review.  

 

Two tools (balanced scorecard and 30-60-90 –report) were selected to help sales 

representatives be more proactive. In addition, the current state of CRM usage is 

reflected to the literature and recommendations are made on improving the 

collection, handling and analysis of the CRM data. The suitability of current 

segmentation criteria is evaluated using the concepts found on academic literature 

and recommendations are made how the case company could improve them through 

e.g. different datamining tools. In each recommendation, the required resources are 

taken into consideration. 

 

From sales management’s perspective, the lead generation process is redefined in 

order of making it more clear and efficient. In addition to this, the state of case 

company’s customer relationships is evaluated using academic literature and 

recommendations to improve the situation are made. 

 

7.1 Proactive sales management 

 

The problem in proactive market orientation inside the company is that the sales 

representatives are currently not working according to it. They are grabbing onto 

each opportunity that comes on their way. This is mainly a result of the limited time 

they have. The efficiency of sales representatives can be improved by forward 

planning, e.g. inputting appointments and phone calls to the CRM system as soon 

as the time is agreed with the customer. Each time a sales representative plans at 

calling the customer e.g. next week, he should schedule the phone call and input it 

to the CRM system. This will help the sales representative to plan his daily activities 

better as well as ensure that the phone call is made next week and it is not postponed. 
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Obviously, forward planning can sometimes become challenging. A customer may 

need a compressor as soon as possible in which case that specific customer is given 

a priority and other opportunities that are in progress will be postponed. Through 

forward planning, the sales representative will be able to work much more 

efficiently and thus have time to take care of e.g. current customers that the 

company has not contacted in a long time.  

 

Based on the interviews, the lead generation process was refined (illustrated in 

figure 6). The change made to the lead generation process is that the signals the 

company will be getting through the marketing intelligence software will be 

qualified into leads by the marketing support. Currently the sales representatives 

are handling them. In the future, the marketing support will start following the 

predefined signals (e.g. construction permits and news about investments) and call 

the companies in order of determining if the sales potential is big enough for a lead 

to be generated. This way, the signals can be handled much more efficiently and 

the sales representatives can focus on converting opportunities into actual orders 

and developing relationships with the company’s current customers. When 

marketing support is qualifying the leads, there is a risk that a misjudgment is made. 

This would mean that the marketing support determines that there is no sales 

potential for the customer even though the customer would be interested in 

purchasing a product from the company. However, by centralizing the lead 

qualification to the marketing support will increase the efficiency of the process, 

which will ultimately increase the total number of qualified leads allocated to each 

sales representative. The centralization will also mean that the marketing support 

will have less time for cold calling. However, the main task of marketing support 

should be to produce as many high-quality leads as possible. The likelihood that a 

prospect is interested in purchasing the company’s products is much higher if there 

is an initial signal that the prospect might have a need for the product than if the 

company is simply contacting prospects from a cold-calling list. For example, in 10 

hours marketing support employee would be able to prospect 100 customers 

produce 10 high-quality leads. If the average value of an opportunity is 10 000 

euros, these would increase the total size of the pipeline by 100 000 euros. If the 
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marketing support would instead prospect the customers based on the signals from 

the market intelligence software, the amount of calls would decrease to 80 in 10 

hours. However, because there is already an indicator that the customer may be 

ready to purchase a product, the hit rate would significantly increase from “pure” 

cold calling. We can assume, that out of 80 prospects, the marketing support can 

produce 15 high-quality leads (hit rate would thus be 18,75%). If the average value 

of an opportunity remains the same, the sales pipeline would grow by 150 000 

euros. 

 

 

Figure 6. Redefined lead generation process 

 

Currently, the marketing support employee is a part-time position for AII division. 

Other divisions in the company are currently not utilizing marketing support. 

Switching this position to full-time would enable lead generation for all divisions 

of the case company. This is essential since only one division cannot be responsible 

for growing the business. Since the employee is currently working 2-3 days/week, 

the cost of marketing support would double if it would be switched to a full-time 

position. However, since other divisions besides AII do not currently have any lead 
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generation, the potential for business growth is enormous. This would also open up 

further possibilities for the marketing support when prospecting the customers. 

Currently, the marketing support is prospecting customers who would be interested 

in acquiring additional products to either replace older equipment or expand the 

production of compressed air. If the marketing support resource would be divided 

between all divisions of the company, the marketing support could continue the 

conversation with the customer even though they are not interested in acquiring 

additional products (e.g. prospecting if they are interested in servicing their 

equipment). 

 

Currently, the urgency of the lead (whether the lead is hot, warm or cold) is used in 

inconsistent matter. It is important that the sales representatives have common 

criteria in judging the urgency of the lead since otherwise the analysis of the open 

leads becomes difficult. It is hard for the business line manager to evaluate the open 

leads on country level if each sales representative has his own criteria for evaluating 

the urgency of the lead. This is why a common standard for evaluating the urgency 

of the lead is developed (Table 8). Classifying the leads will also enable the sales 

representative to focus his time to leads that are most likely to result in actual sales. 

Because the likelihood that a lead will convert into actual sales decreases over time, 

actions are recommended for each urgency level.  

 

Table 8. Lead urgency criteria 

Urgency Characteristics Actions 

Hot - The lead has been 

prequalified by 

marketing support. 

- The customer is in 

urgent need of the 

product.  

- The customer has 

contacted the 

company 

The customer should 

be contacted within 

24 hours.  
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- Internal lead and the 

customer is an “A” 

customer 

Warm - The lead is generated 

through cold calling 

or marketing 

campaign 

- Internal lead and the 

customer belongs 

either to “B” or “C” 

category 

- The customer is not 

currently using the 

company’s products 

The customer should 

be contacted within 

48 hours 

Cold - The customer is not 

in urgent need of the 

product (the closing 

date of the lead is 

further than 3 

months away) 

The customer should 

be contacted within 

one week. 

 

One issue with “hot” leads is that if there are too many of them, the “hot” status 

loses its meaning. The urgency of the lead will start playing no role for the sales 

representatives and leads, that are actually urgent, will get lost “in the noise”. This 

situation can be avoided by determining a criterion that no more than 20% of leads 

should be classified as being hot. If this ratio is exceeded, the sales representative 

should review the open leads and set the status of least urgent leads from hot to 

warm.  

 

Leads, where the customer is not in urgent need of the product, but is still interested 

to receive a quotation, should be classified as being warm. However, since the 

customer’s interest in the product may have been risen due to a marketing 
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campaign/cold call, the sales representative should contact the customer within next 

two days. This is because the customer’s interest in the company´s product will 

decrease over time. Most of the leads will fall into this category, which is 

acceptable.  

 

Cold leads are cases, where the customer indicates that the need for the product will 

be in the future (further than 3 months away). This is why the lead the lead is not 

as urgent to be taken care of as the lead of other categories. However, the sales 

representative should not postpone contacting the lead too long since otherwise the 

customer will feel like they are forgotten or they may have changed their mind. As 

discussed in chapter 2.3, the likelihood that a lead is converted into an opportunity 

decreases over time.  

 

The lead should be converted into an opportunity as soon as the sales representative 

knows which products the customer is offered. This way, the opportunity will enter 

the pipeline as early as possible and the weighted value of the opportunity can be 

calculated. This will help the sales representatives as well as the business line 

manager to plan their activities proactively. Currently, the sales representatives are 

converting the leads into opportunities in different points, which makes comparing 

them with each other difficult. If the sales representative does not know which 

products he is offering to the customer, he should always keep track of the lead 

progress (when has the customer been contacted and when will they be contacted 

next time) in lead notes. The next call should also be put under “activities” sector 

of the account, so that the sales representative will remember to handle the lead and 

turn it into an opportunity as soon as possible. This will also show the business line 

manager that the sales representative has not forgotten to take care of the lead. 

 

7.2 Customer-supplier relationship 

 

Currently the customer has most of the responsibility in developing the customer-

supplier relationship with the case company. This is inevitable since a salesperson 

may have more than 1000 customers in his area. It is simply impossible to contact 
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customers once every year to see how they are doing and evaluate if there would be 

a possibility to sell additional products and thus develop the relationship further. 

When the customer is in need of replacing their current equipment, the switching 

costs are not tremendous. The relationship between customer and the case company 

will only reach the highest level of relationship, partner, if both parties pursue it. 

This may become a problem since the higher the level of commitment is, the more 

beneficial the relationship is for both parties.  

 

One solution to this problem would be to categorize the customers according to the 

level of the relationship the company has with them. This can be evaluated by 

looking at the size of purchases by the customer, the amount of them as well as the 

competitive environment on that account. If the relationship is at a high level, the 

company should contact the customer on regular basis in order of making sure all 

the current as well as the future needs of the customer are properly fulfilled. This 

way the customer will also feel that the company is actually interested in them and 

willing to contribute to the development of the relationship. The relationships with 

customers with whom the company has a lower level of supplier-customer 

relationship a marketing campaign can be targeted. This will enable the company 

to contact several customers in a cost-efficient manner and see, which customers 

are willing to develop the relationship. Since the resources are limited, the company 

should only develop relationships with customers who are committed to the 

relationship as well.  

 

Currently, a lot of the relationships the company has with its customers are based 

on exchange of goods with very limited exchange of personal resources, such as 

information about the business processes. This is a signal that the relationships are 

still in early stage and there is a lot of room for improvement in them. These 

relationships can be developed further by focusing on cross-selling (e.g. selling a 

service contract to the customer). By providing a “total solution” for the customer 

(installation of the product, taking the old product away as well as providing a 

service contract for the customer) will make the customer see the company in a 

different light, which will eventually result in further development of the 
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relationship. It is important to develop the relationships to be as deep as possible 

because the deeper the relationship with the customer is, the smaller is the 

possibility that the customer will churn. Developing customer relationships will 

require some investments from the company. However, if the customer churns, 

acquiring a new customer to replace the gap in annual revenue will require even 

more resources. Having a strong relationship with the customer will enable the 

company to use them as a reference for prospects. In addition, the effect of word-

of-mouth marketing should not be underestimated. The customer will recommend 

the company’s products to other actors in the industry thus creating an affinity 

group. Through affinity group marketing, the company will eventually be able to 

customize its products in a profitable way to the target group. 

 

The case company is currently not collecting any feedback from its customers. The 

only way the company is currently getting feedback is if the customer contacts the 

company. There is a possibility to send a net promoter score survey to 

customers/prospects automatically after predefined triggers are fulfilled. The results 

from the surveys can be linked automatically to the customers’ accounts and they 

can be used to determine how satisfied the customer is. Through a survey sent to 

each customer purchasing the company’s product, the company can learn where it 

is good at and where it needs to improve. This is very valuable information for the 

company since it gives them an outsider’s opinion. Sometimes it can be hard to 

detect flaws in own processes from inside. Knowing where they excel is also 

valuable information for the case company. If the company does not know these 

points, they fail to develop them further and thus give competitors’ a chance to 

catch up. This will obviously result in the company losing its competitive 

advantage. The result of the survey can be also compared with the results from 

previous surveys made for the same customer. This information will give the 

company a chance to analyze what is the trend of the relationship and how likely it 

is that the customer will be switching to competitor. Sending a survey to the 

customers who chose not to buy competitor’s products is also a viable option. It 

would provide the company with further information about why the deal was lost. 

If it seems like the deals are lost because of same reason, the company can make an 
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action plan to improve these points thus improving customer retention. Through the 

survey, the company can also try to seek patterns that lead to purchasing decision 

in order of understanding customer behavior better.  

 

Since the survey can be done and the score can be linked automatically in the CRM 

system, sending the survey would not require the company to acquire additional 

resources. The only thing that cannot be automated is the analysis of the results. 

This task can be allocated to the marketing department or to a specific employee 

who is responsible for customer data analysis and data quality management. 

 

7.3 Segmentation 

 

Segmentation based on industries is very straightforward. It provides the company 

with an opportunity to target industries that are booming and in which they are 

losing market share. One problem with this method is that the industries to which 

the customer is working in are poorly listed in the CRM system. If this would be 

updated, the company would be able to analyze such factors as customer retention 

and won deals in a specific industry. This would allow the company to see which 

industries are booming and in which it is losing its market share. The industries are 

classified according to North American Industry Classification System (NAICS). 

For example, won and lost opportunities can be analyzed in the CRM system based 

on NAICS codes. However, the industry classification can become challenging 

since the Finnish National Industry Classification System is based on Nomenclature 

générale des Activités dans les Communautés Européennes (NACE), which is the 

industry classification standard to be used inside the European Union 

(Tilastokeskus 2008, p. 3). Tools that can help to transfer the industry code from 

NACE to NAICS exist but the case company does currently not utilize them.  

 

However, searching the industry code for each customer first in NACE, translating 

it to NAICS and inputting it to the CRM system will take a significant amount of 

time and resources. Currently, the company has a little less than 6000 active 

customers. Assuming that it would take approximately 2 minutes for one employee 
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to search, convert and input the correct industry into the CRM system. This means 

that in one day (7,5 hours) the employee would be able to insert the correct industry 

to 225 accounts. Divide this by the amount of accounts (6 000) we can determine 

that it would take approximately 30 days for one employee to do this which is a bit 

over a month months. Because the industry classifications are not currently inserted 

into the CRM system properly, other tools, such as market intelligence software, 

have to be used to determine the industries. This is why such features of the CRM 

system as campaigns for different industries cannot be currently used.  

 

The company is currently trying to exclude companies with an annual revenue less 

than 500 000 euros from their marketing campaigns. This should be continued, 

since these companies have a very limited purchasing power. It is likely that the 

customers will put a huge value to price, which can lead to a fierce competition. 

Limited annual revenue can also become an obstacle in up-selling if the customer 

simply cannot afford to buy a better product. Since smaller companies have similar 

behavior regardless of the industry they are operating in, a separate segment should 

be created. The basic sales process combined with the limited up-selling potential 

of the segment means that the resellers are able to handle the selling to the segment 

without the company losing too much brand value. Letting the resellers handle the 

sales to this segment would mean that the sales representatives would have more 

time to handle the more demanding (thus also profitable) customers and develop 

existing customer relationships.  

 

When looking at the current segmentation criteria based on the five criteria for 

effective segmentation (Kotler and Keller 2016, p. 284), significant flaws cannot be 

detected. The current segmentation criteria does not fulfil the first criterion 

(measurability) well since the company does not know the size or purchasing power 

of the segment. They have some information about the characteristics of the 

segment, such as how purchasing is usually done in the industry. The current 

segmentation criteria fulfils the second criterion for effective segmentation, 

substantial size of segments, is well fulfilled since the segments targeted are usually 

substantial and profitable enough to be served with a tailored value proposition. The 
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third criterion, accessibility of the segment, is also well fulfilled. The company is 

currently able to effectively reach the segments with help of targeted mailing 

campaigns and market intelligence software. All the segments have a similar way 

of responding to general marketing campaigns. However, they have different things 

they value when making decisions. Some industries may value the compressed air 

to be oil-free and as pure as possible while others value the compressor to be as 

energy-efficient as possible. Because all the customers inside an industry are 

reacting to a marketing campaign similarly, a specific action plan can be formed for 

each segment. 

 

However, basing segmentation on only basic characteristics of the customer is 

dangerous. There is a huge variation in the sizes of the segments and inside the 

segments, the number of employees in a company can range from one to several 

thousand. This will become a problem especially when the company wants to 

analyze the behavior of the customer. Bigger companies have more organizational 

structure, for example, a separate purchasing department, and thus the purchasing 

process has much more stakeholders involved in it. However, smaller companies 

do not have these kinds of departments. In them, a single person can be using the 

equipment, defining the specifications for new equipment and making the 

purchasing decision. They will take different factors when making purchasing 

decisions and usually pay more attention to such factors as the ease of usage and 

availability of service for the equipment. This is one of the reasons why the 

customers inside an industry may still have completely different behavior patterns. 

Thus, a conclusion can be drawn that the current segmentation criteria is not as 

efficient as possible.  

 

One solution for the inefficiency of the segmentation is to divide the segments into 

smaller sub-segments. In them, the customers would have similar behavior, for 

example, when making purchases thus enabling the company to make predictions 

based on customer behavior. By having a similar purchasing pattern inside a sub-

segment, they can also be targeted more specifically. This way the company can 

more easily target the actual decision-maker of the company. When dividing an 
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industry into several segments, the company has to make sure that the new segments 

are large enough to be profitably served and that they differ enough in their behavior 

patterns from other segments. The company should also be able to measure the size 

and purchasing power of the new segment reliably. This will enable the company 

to analyze the development of it as well as their market share inside it. 

 

One way of segmenting current customers is to divide them into A, B and C 

accounts. It can be done for entire customer base or help to further classify the 

customers inside an existing segment. A-accounts are the ones that bring in most of 

the revenue (around 65%) and require more customization for the products than 

other customers. Because of these, they require a significant portion of the sales 

representatives time but, on the other hand, they are the most profitable customers 

for the company. The company should do everything possible to avoid these 

customers escaping to the competitor and make sure they stay as satisfied as 

possible. Opportunities for these accounts should be given priority and the sales 

representative should be aware what kind of situation the customers currently have 

and how they behave (e.g. how they respond to different kinds of marketing and 

what kind of signals usually lead to emergence of need for a new product). Large 

portions of customers (around 80%) fall in the C category. These customers can be 

distinguished by small purchases (purchasing and operating bottom-of-line 

products) and not a lot of effort should be made to fulfil their needs. The company 

should not allow a lot of product customization since this would tie a lot of the 

company’s resources into a customer that is not very profitable. However, the C 

accounts should not be totally forgotten since there is always the possibility that 

they will grow to become B, or even A category customers. B customers are 

probably the most hardest to evaluate. When doing this, the overall growth potential 

of the customer should be taken into account; how big is the industry the customer 

is operating in and how well it is currently doing. By evaluating the overall growth 

potential of the customer the company can determine how likely it is that the 

customer will become an A account in the future. On the other hand, some of the 

customers in B category can drop to C category in the future, which means that the 
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company must choose wisely how much they are putting effort to fulfilling the 

customers’ needs.  

 

In every case, all different segments should be input as independent target groups 

into the market intelligence software. This way, the company is able to analyze such 

characteristics as size, growth rate, and location of the companies as well as 

presence in social media of the companies inside the segment. This information can 

be used when, for example, making decisions if it is an optimal time to make a 

marketing campaign for that specific segment. If the average revenue for the 

companies inside the segment has been declining for the past 5 years, it is highly 

likely that they are not ready to make any substantial investments in near future.  

Presence in social media can be used to evaluate the most efficient method of 

contacting the segment. If the companies inside the segment are present in social 

media, contacting them through traditional mail is not necessarily the most efficient 

method.  

 

Further segmentation of the customers will require the company to acquire 

additional resources. For example, the time to categorize each account to A, B or C 

category (which is possible in the CRM system) has to be conducted manually. This 

means that each time a prospect is converted into a customer, the marketing 

department has to decide to which category the customer belongs. In addition, since 

the customer situation can change (e.g. their revenue can grow) the category of it is 

not static. Instead, the customers inside the categories as well as the criteria of the 

categorization should be evaluated on regular basis.  

 

7.4 Balanced scorecard 

 

One of the biggest problems in the case company is that the sales representatives 

do not work proactively. This problem can be addressed by creating a balanced 

scorecard (presented in table 9) to help them distinguish which financial and non-

financial KPIs they should be following and how they are interlinked. Since there 

are hundreds of KPIs available for extraction from the CRM system, all of them 
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cannot be used for analysis. It is extremely important to distinguish the linkages 

between the KPIs in order of finding the actual cause for a problem. If the sales 

representative is not capable of finding out the reason behind bad performance in a 

specific KPI and simply tries to effect only it, he is not necessarily affecting the 

actual cause of the problem and it will occur soon again. The KPIs are chosen so 

that they are easily accessible for the sales representatives through dashboards. This 

way, following them regularly should not take too much of the sales representatives 

valuable time. Since each sales representative has a different sales potential in their 

area, the targets for each KPI have to be set individually. The goal of the balanced 

scorecard is to show the sales representatives which factors they should follow, how 

they are interconnected and, ultimately, which actions should be taken to fix the 

changes in them. 

 

Table 9. Balanced Scorecard 

Perspective Objective KPI 

Financial Profitable growth Won/Loss revenue, 

opportunity value by 

business catalog group, 

revenue growth 

Customer Increase market share Win ratio, Lost/Won 

against competitor, Hit 

rate 

 Increase customer share My customer vs. 

prospect leads 

Internal business process Innovation Reason for won/lost 

opportunities 

Learning and growth People Customer visit 

efficiency, Win ratio 

 

Won/loss revenue is a good indicator for profitable growth. It tells the sales 

representative how much money is coming in as well as how much revenue is lost 

to competitor. Even though this is lagging information, it still gives the sales 



 93 

representative indication how he is currently doing. Won/loss revenue can also be 

used in market share approximation. The goal in this indicator is to look at the trend; 

is the KPI growing or declining. Decline in won/loss revenue can be, for example, 

an indicator of a too small sales pipeline. This can be fixed by focusing on inserting 

more high-quality opportunities into the sales pipeline, which can be achieved by 

designing a new marketing campaign in co-operation with the marketing 

department as well as trying to contact current customers, who have old equipment 

and with whom the company has not been in contact for a long time. Through this 

KPI, a sales representative can also see if competitors are gaining market share in 

the area.  

 

By looking at opportunity value by business group catalog the sales representative 

is able of determine from which product categories the sales growth is emerging. 

For the growth to be as profitable as possible, most of the sales growth should 

emerge from the top-end of the product line where profit margins are higher. If the 

sales growth is coming from low-end product groups, the sales representative could 

increase the amount of higher-end products sold by focusing on up-selling to 

existing customers. The sales representative could look, for instance, for customers 

in his area, who have a basic air compressor that has been acquired several years 

ago, contact them and try to sell them a compressor with sophisticated technology. 

However, growth coming solely from high-end product categories can be an 

indicator that the company is losing its market share in the basic product categories. 

This should be compensated by designing a marketing campaign for smaller 

prospects (annual revenue less than 500 000 euros) who have just a basic need for 

compressed air. The less profitable product segments should not be forgotten 

because if a competitor gets hand on these customers, the possibility that they will 

purchase the case company’s product when they are in need of a more sophisticated 

compressor deceases significantly. 

 

Win ratio indicates how well the sales representative is closing deals. This KPI will 

help the sales representative to see where he needs to improve in order of reaching 

his goal and growing the revenue. If the sales representative is not able to reach his 
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goal even though he has a good win ratio, his sales pipeline is not large enough and 

more opportunities should enter into it. New opportunities can be created by 

marketing activities as well as by developing existing customer relationships e.g. 

through up-selling. Declining win ratio can be a result of several things. If win ratio 

is decreasing and the combined revenue of won and lost opportunities remains the 

same, conclusions can be drawn that competitors are gaining more market share in 

the area. Win ratio can also be decreasing because of increased number of 

opportunities in the pipeline. An indication of this would be that the combined 

revenue of won and lost deals is increasing. In this case, the sales representative 

simply does not have enough time to have full focus on every single opportunity, 

which inevitably means that some of them are lost. At this point, the sales 

representative has to think how to prioritize the opportunities so that the most 

valuable deals are won. For instance, a sales representative should prioritize 

opportunities that are made for current customers since this will increase customer 

retention.  

 

Lost/Won against competitor is another KPI that tells the sales representative how 

well he is performing compared to competitors. If the ratio between lost and won 

against competitor is going up, appropriate actions should be considered. Increase 

in deals lost against competitor can be a signal that the competitor is aggressively 

trying to gain market share in the area through e.g. pricing and marketing 

campaigns. The reason behind the increase in deals lost against competitor can be 

found in reason for lost opportunities –KPI. If price is the most common factor in 

lost deals, the lost against competitor –KPI can be decreased by focusing more on 

the points where the company excels compared to competitors. This way, the 

customer understands the additional value the company’s product is bringing to him 

and will tolerate a higher price. 

 

Market share cannot be grown unless the sales representative pays attention to his 

hit rate. It tells the sales representative how many leads are converted into sales. 

Decreasing hit rate is an indicator of inefficiencies in the sales process. These may 

be due to the fact that the sales representative has difficulties in closing the deals or 
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that the sales representative does not have enough time to take care of all his 

opportunities. In case the hit rate is showing a decreasing trend, the sales 

representative should analyze his sales process and detect the reason behind the 

decrease. One reason for decrease in hit rate may be that the sales representative’s 

pipeline has grown significantly. This will automatically decrease the hit rate, but 

at the same time, increase the actual amount of deals that reach the end of the 

pipeline.  

 

My customers vs. prospects leads tells the sales representative how well current 

accounts are taken care of in his area. It is always easier to sell a product to a current 

customer than to a prospect. Increase portion of prospects leads indicates that the 

sales representative is using more time to take care of prospects. Obviously, if a 

marketing campaign for companies who are currently not the company’s customers 

is run in the area, it is inevitable that the ratio will switch more towards prospects. 

A switch in the KPI towards prospects leads can also be an indicator that current 

customers are not taken care of well enough. This can be altered by looking for 

current customers who have not been contacted during the past years. This way the 

number of leads produced for current customers will increase. If the KPI is 

switching towards current customers leads, it can be an indication that the sales 

representative is using most of his time developing existing customer relationships. 

For the company to grow, it needs to acquire new customers constantly. This is why 

a sales representative should not use all his time to take care of existing customer 

relationships. The number of prospects leads can be increased by marketing 

activities.  

 

Reason for won opportunities indicates the sales representative in which points he 

and the company is superior to the competitors. These points should be followed 

because if some of them are removed from the list, it can indicate that the customers 

do not value them anymore or that the attribute is no longer superior to the 

competitor. It is important that the sales representative follows the reason for won 

opportunities in order of determining which attributes he should be highlighting to 

the customer to ensure the highest possible likelihood of sales. Reason for lost 
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opportunities should also be followed since it tells the sales representative where he 

and the company are inferior to the competitors. These attributes should be taken 

into account when selling a product to the customer. This way the sales 

representative can try to avoid the competitors getting a competitive edge on the 

market. Of course, it is not always possible to determine the reason for won or lost 

opportunity. Especially for lost opportunities, the customer may not be willing to 

give the actual reason and may just say that the determining factor was price since 

it gives them an easy exit from the situation. The data could be collected via a 

survey, which would give results that are more reliable since they do not have to 

tell the reason directly to the sales representative via phone or e-mail. This will 

increase the likelihood that the customer is giving the actual reason why the deal 

was won or lost. The sales representative should choose the reason form the CRM 

system that corresponds to the actual reason best. The sales representative should 

not choose e.g. pricing for all lost opportunities if it is not the actual reason behind 

the loss. If this is done, the sales representative and the company cannot determine 

where they are inferior which will allow the competitors to develop these attributes 

even further. Documenting the reason for won or lost opportunity can also be 

utilized when interacting with the customer next time. It gives the company an 

indication what the customer values and which attributes do not provide additional 

value for them. For instance, if the last opportunity for the customer was lost 

because of price, next time the customer requests a quotation the sales 

representative will know that the customer values price above everything else and 

he can avoid pricing the company out of the competition. 

 

Customer visit efficiency tells the sales representative how many appointments with 

the customer it usually takes to reach an order. This KPI should be followed because 

it is a restricting parameter in sales growth. A sales representative has limited 

amount of time and if they cannot improve their efficiency, increasing the amount 

of opportunities in sales pipeline will not affect the revenue generated by the sales 

representative since he cannot reach enough deals. It would only reduce his hit rate. 

Decreased customer visit efficiency tells that the sales representative is visiting 

customers without selling the products and closing deals. Customer visit efficiency 
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can be increased by trying to close the deal more aggressively and discussing the 

customer’s situation more profoundly during the initial meeting with the customer. 

In addition, win ratio will also tell the sales representative how well his own 

performance is developing.  

 

Since most of the sales representatives are currently not following their own 

performance, following the KPIs in balanced scorecard will be added to their daily 

tasks thus increasing their working time. However, the KPIs are chosen so that they 

can be easily accessed by the sales representatives and the amount of KPIs is 

limited. This way, analyzing them will not take more than 5-10 minutes of the sales 

representatives daily working time. Besides, following the KPIs in the balanced 

scorecard will help the sales representatives to work more proactively, which will 

free up their time. The balanced scorecard will also help the business line manager 

in sales management since the sales representatives are following their own 

activities proactively and have a tool of evaluating the actions needed if the KPIs 

are going in the wrong direction. There is less need for the business line manager 

to tell the sales representatives which KPIs are going in the wrong direction and 

what actions he should take to fix this. This will allow the business line manager to 

focus on other tasks he has. 

 

7.5 30-60-90 Report 

 

As discussed earlier, one of the most crucial issues currently in the case company 

is that the sales representatives are yet to buy the concept of proactive sales. Instead, 

they are selling on reactive basis. In order of helping the sales representatives work 

on proactive basis, a 30-60-90 –report was created (presented in Appendix 2). Each 

time the sales representative creates a new opportunity, he puts the weighted value 

of the opportunity into the month where he expects it to turn into an actual sales. If 

the opportunity is lost, the value is replaced with “x”. In the end of the month, if an 

opportunity that was scheduled to turn into sales this month has not done so, the 

value is replaced by a zero. This way, the sales representative is also reminded to 

keep the closing date of the opportunity up-to-date in the CRM system so that the 
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sales pipeline will not have opportunities which closing date has expired. If a zero 

is put several months in a row for an opportunity, the sales representative can easily 

see that he is facing difficulties closing the deal and act accordingly. Weighted 

values should be used since they give a much more accurate picture about the size 

of the pipeline than actual values. For example, even though the actual value of the 

opportunities due to close this year would be 1 500 000 euros and the sales 

representative seems to be reaching his annual target, if the likelihood of those 

opportunities is set to 20%, there is only a small likelihood that the actual revenue 

from those opportunities will be higher than 1 000 000 euros. By only looking at 

the actual values the sales representative may get an illusion that he is able to reach 

his target with current pipeline even though the pipeline would still require more 

opportunities so that the sales representative would have a chance reaching his 

target. 

 

The sales representative should update the 30-60-90 –report on continuous basis. 

This way, updating it will not be forgotten and the updates will not be piled up to 

form a big, time-consuming task. In the end of each month, the sales representative 

should look at his report and analyze which deals were lost or postponed that month. 

Because the chance that an opportunity will convert into actual sales decreases over 

time (Miller 2009, p.175) the probability for the opportunity should be decreased 

in the CRM system if the closing date has been slipping. For example, if the 

probability is set to 80%, but the closing date has been slipping for the last three 

months, lowering the probability to 60% should be considered. Of course, the 

reasons behind the slipping should be taken into account. For instance, if the reason 

why the closing date has been slipping is because the customer has not yet gotten a 

clearance from the managerial level to make the purchase, the probability in the 

CRM system should remain the same. However, if the slipping is because the 

customer has not decided if the quotation should be accepted or not, the probability 

should be decreased. It may be that the customer is still waiting a quotation from a 

competitor or that they are still comparing the options they have in order of fulfilling 

their need.  
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Using the 30-60-90 –report will not require the case company to have any additional 

resources. It is likely that the sales representatives will have objections against the 

report at first because they may see it as just another administrative report that takes 

up their valuable time. However, after using the report for a while the sales 

representatives are likely to notice that it will help them control their open 

opportunities as well as see their current sales pipeline progress.  

 

7.6 CRM Data 

 

Currently, the amount data that is collected to the CRM system is not sufficient for 

proper analysis or to be used in segmentation. It should be supplemented with data 

of such characteristics as annual revenue and correct industry code in order of 

making further analysis for the purpose of segmentation.  

 

It is important for the company to have information about the revenue of its current 

customers. This information is currently not collected in the CRM system. The 

easiest way to collect this information to the CRM system would be to synchronize 

it to the market intelligence software in which case the information would be 

automatically updated to the CRM system. Currently, the company has almost 

6 000 active customers which means that it would be an enormous task to search 

and insert the annual revenue of each account into the CRM system. Besides, this 

would need to be done in the beginning of each fiscal year. The easiest option for 

updating the annual revenue of each account would be to integrate the CRM system 

into the market intelligence software. However, there is no information when this 

will become possible and if the company has the rights to make the sync. The 

information about annual revenue of the current customers can be used to analyze 

such Key Performance Indicators as share of customer’s wallet and the size of 

market. Having an information about the customer’s revenue would also enable 

segmentation to be made inside the CRM software based. Customers could be 

segmented based on their actual size, which would enable the company to analyze 

and target the companies with largest sales potential. A customer with annual 

revenue of less than 500 000 euros has very limited potential for up- and cross-
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selling. Of course, these analyses can currently be made in the market intelligence 

software but making this analysis in the CRM system would simplify the process 

much more since the data would not have to be extracted from a separate software. 

In addition, the analytical tools of the CRM system are much more sophisticated 

than the ones available in the market intelligence software. For example, the CRM 

system enables the company to classify their customers into A, B and C accounts 

automatically based on their relevance to the company (SAP Help Portal 2018). If 

the analysis is made in the market intelligence software, the company has to classify 

its customer into these accounts manually. 

 

The case company is currently not collecting all information about the customers 

that could be collected and registered into the CRM system. This kind of 

information is, for example, customer revenue and contact person’s gender. 

Collecting and analyzing them would require the case company to acquire 

additional resources. The General Data Protection Regulation (GDPR) will also 

require the case company to think about what kind of data they collect and store 

from the customer since they have to prove that it is relevant. For example, when a 

contact person reties, all information about him/her has to be deleted from the CRM 

system since it is not relevant anymore. The customer has an option to tell the case 

company that they do not want to be included in certain types of campaigns, such 

as e-mail campaigns. However, none of the customers have chosen to use this 

option. Since the marketing campaigns are not run through the CRM system, the 

status of each customer (whether they have decided to be excluded from e.g. e-mail 

campaigns) would have to be checked manually for each individual customer.  

 

The quality of CRM data is one of the most crucial factors in CRM success. 

Currently, the quality of CRM data is not well maintained in the company. There 

are duplicate accounts in the customer database and there are, for example, contact 

persons in the system who no longer work for the customer. However, irrelevant 

information will be cleaned from the system soon because of General Data 

Protection Regulation (GDPR), which will become effective in May 2018. This will 

not affect duplicate accounts. They are relevant information since they may contain 
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information about the products the customer is currently using or the contact 

information. Combining duplicate accounts is essential for analytical purposes. The 

system cannot combine the information from several accounts that belong to one 

single customer. Because of this, the customer can be put to a wrong segment since 

the purchases the customer has made recently as well as information about the 

products the customer is currently using can be located inside different accounts. 

The company may also get an indication that the account has not been contacted 

within the previous 24 months even though they purchased a product just a couple 

of months ago. Having several accounts for a single customer also increases the 

time a sales representative uses to analyze the current situation with the customer 

when making a quotation for them. This may lead to a situation where duplicate 

quotations are made for the same customer, which may confuse the customer 

especially if the quotations have different pricing. The problem with the quality of 

the CRM data is that the sales representatives see fixing incorrect data as being an 

administrative task requiring a lot of their valuable time. This means that they are 

currently not committed to keep the customer database up-to-date. If nobody is 

keeping the customer database up-to-date, the amount of irrelevant data will 

inevitably increase. This will make the search for information inside the database 

harder and could interfere with the analysis run by the CRM system. The sales 

representatives should take keeping the CRM database up-to-date as a daily routine. 

If it is conducted frequently enough, it will not take a significant amount of time 

and the company can be sure that the information in its customer database is 

relevant and up-to-date. However, if the customer database is not updated 

frequently, the amount of inaccurate data will pile up and correcting it will take a 

significant portion of the sales representatives time. If the sales representative is too 

busy or incapable of fixing the false data in the database, he should at least notify 

the marketing department or sales support about the inaccuracy so that it can be 

fixed. The main responsibility of keeping especially the contact information up-to-

date should be allocated to the sales representatives since they are the ones who are 

in direct contact with the customer and have the best information about the 

customers situation. 
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CRM data should be communicated efficiently back to the customer. This can be 

done by launching a targeted marketing campaign to customers whose compressors 

that the company has noticed are reaching the end of their lifetime. This way, the 

customer would see that collecting data is actually beneficial for them. Thus, they 

would be much more willing to share further information about their activities and 

answer, for example, the questions about the actual reason behind lost or won 

opportunity. If the customer data is not communicated back to the customer, they 

may see the collection of it to be negatively affecting their business. When GDPR 

becomes effective, the company has to be able to provide all the data related to the 

customer and information about the usage of it when requested by the customer. 

When the data is communicated efficiently back to the customer, it is much more 

likely that they will remain satisfied and not request this information. The more the 

customers are willing to share information about their business activities, the easier 

it becomes to segment them, serve their needs better as well as to predict their future 

behavior more accurately. 

 

When looking at the CRM data, the company must decide to which extent the data 

can be treated as being current. If a company has purchased one product ten years 

ago, can it be still be treated as a current customer? The line should be drawn to the 

use of the product. A lifetime of a compressor can be more than 15 years, which 

means that the purchasing cycle of the customer may be relatively long. However, 

even though the product has been acquired by the customer 15 years ago, if it is still 

in use the customer should be treated as current customer. If the product is no longer 

in use and the customer has not made additional purchases within the previous 24 

months, it should not be treated as being a current customer. Contractors/OEMs are 

much more problematic. They do not own the products themselves so the analysis 

of how current the customer is cannot be based on the usage of the product. For 

contractors, the requests for a quotation should be taken into account. If they are 

still regularly requesting quotations from the company, they should be treated as 

current customers since there is a significant likelihood that they will be purchasing 

the company’s products again. However, if the contractor/OEM has not made a 

purchase or requested a quotation from the company during the past two years, it 
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should not be treated as a current customer. If all the customers who have purchased 

the company’s products, the size of customer database inside the CRM system 

would increase rapidly. This would inevitably lead to a point where it becomes 

difficult to manage and the quality of data would be affected. Having customers 

that are not current will also affect the analysis made in the CRM system. For 

example, it may seem that the company has 90 percent of company’s inside a 

specific industry as their customers even though the actual market share of the 

company is 50 percent. In addition, if the purchasing activity would be used as a 

segmentation criterion, the bottom segment (customers with least amount of 

purchasing activity) would be big and the result would be a situation where some 

of the customers that would belong to the bottom segment would be put in higher 

segment.  

 

The company has a lot of customer data available for collection. However, not all 

of it is relevant and can be used for analysis. Collecting data that is not usable for 

analysis wastes valuable resources (e.g. employees time) and increases the size of 

the database. This will lead to an increase of “noisy data” thus making it more 

challenging to locate and analyze data that is relevant for the company. For 

example, there is an option to include the points of interest of the customers contact 

person in the account, but there is no point of recording this information since the 

company cannot use it for further analysis. The information that is currently not 

collected or it is recorded poorly in the CRM system is presented in table 10. 

 

Table 10. Information in the CRM system 

General information  

 Industry 

 Annual Revenue 

Opportunity  

 Reason if won/lost 

 Probability 

 Competitors 

Quotation  
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 Probability 

Activities  

 Notes 

 

Having information about the annual revenue of its customers will provide the case 

company with further possibilities for segmentation. When designing a marketing 

campaign, the smallest companies (customers with annual revenue under 500 000 

euros) should be included in a single segment, regardless of the industry they are 

operating in. They usually buy only smaller compressors and the company should 

not waste too much time and resources to satisfy their needs. This information will 

also enable the company to see how its customers are doing financially and thus 

predict if a need for new products or services could rise in near future.  

 

Recording the reason for won/lost opportunity is essential for the company’s 

development. If the company does not know in which factors it is superior to its 

competitors, it cannot develop these competences further thus allowing competitors 

to catch up. Next time, when making a quotation for the customer, the sales 

representative can look why the opportunity was won or lost the previous time in 

order of evaluating which factors the customer values and which factors do not play 

a significant role to him/her. It is also important for the company to know where it 

falls behind competition in order of developing these factors. Recording a reason 

for lost opportunity can also indicate an emerging change in customer’s 

preferences. If this is not spotted by the company, it will continue serving 

customers’ previous needs while competitors are fulfilling customers’ current 

needs.  

 

Every time a new opportunity is created, a probability for it turning into actual sales 

is set. However, the problem is that the sales representatives do not pay much 

attention to it. They simply put a random probability to an opportunity because the 

system requires them to do so. It is important that the sales representatives do not 

just put a random number to the probability because it affects the weighted value of 

their pipeline. If the probability of the opportunity cannot be treated as being 
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reliable, the weighted value of sales pipeline cannot be used for analysis. There 

should be different levels for probability that the sales representatives could use for 

estimating the probability for an opportunity (presented in table 11). It is important 

that all sales representatives have common standards for evaluating the probability 

since otherwise it becomes hard to analyze the weighted value of the sales 

representative’s pipeline and compare them with each other.  

 

From the business line manager’s perspective, it is easy to see if the probabilities 

are input correctly. For example, if the average value for the probability is around 

40% but in the same time 75% if the opportunities are won, it is not hard to see that 

the probabilities are not input correctly. There can be two reasons for this: either 

the sales representatives are not inputting the probabilities according to the given 

criteria (presented in table 11) or that the criteria for different probabilities need 

adjustment. If the sales representatives do not input the probability correctly, the 

business line manager has to train the sales representatives about the different 

probability levels and enforce them to use them correctly. However, if the sales 

representatives input the probability according to the given criteria but still the 

average probability does not correspond to the actual percentage of opportunities 

won, the criteria have to be changed. If the set opportunities do not correspond to 

the actual likelihood of the opportunity being won, weighted values cannot be used 

in reports and analysis as they cannot be considered to be reliable.   

 

Table 11. Probabilities for opportunities 

Probability Description 

20% There is a lot of competition. The 

customer is currently using 

competitor’s products and has been 

satisfied with them. One/several 

competitors have already submitted 

their quotations and the customer has 

had appointments with them. The lead 

that preceded the opportunity is more 
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than two weeks old. The customer is 

not in urgent need for new equipment. 

Competitors are dominating in this 

industrial segment. 

40% There is only one competitor. The 

customer is currently using 

competitor’s products and has been 

satisfied with them. The quotation has 

been requested simultaneously from 

competitor. The customer is currently 

in need of the product. The lead is less 

than one week old. The competitive 

environment in this industrial segment 

is neutral. 

60% The customer is currently using our 

products or using competitor’s 

products but unsatisfied with them. We 

are the first one from whom the 

customer has requested a quotation. 

The lead is generated from a marketing 

campaign. We are market leaders 

inside the specific industrial segment. 

80% The customer has been using our 

products for a long time and is satisfied. 

The customer is in urgent need of a 

product and we are the first supplier 

they have contacted/has contacted 

them. There is no competition or we 

have a superior offer for the customer. 

We are dominating the market inside 

the specific industrial segment. The 

customer has expressed that they want 
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to keep purchasing our products in the 

future.  

 

According to Miller (2009, p. 169) opportunities can be categorized into A, B and 

C opportunities. In this case, opportunities with a likelihood of 80% can be treated 

as A, opportunities with a likelihood of either 60% or 40% as B, and opportunities 

with a likelihood of 20% as C opportunities. This classification helps the sales 

representatives which opportunities he should be focusing on. Keeping the C 

opportunities in the pipeline should be considered, especially if they are high in 

value. If these kind of opportunities are kept in the sales forecast, the sales pipeline 

may seem much healthier than it actually is. The likelihood of C opportunities 

reaching actual sales is low and thus the sales representative should not waste too 

much of his valuable time trying to fulfil the needs of these customers.  

 

Competitors should be recorded inside the opportunity in order of analyzing which 

competitors are present in the industrial segment. This information is essential in 

order of determining the competitive situation inside the segment. It is important 

for the competitor to be linked to the opportunity as soon as the sales representative 

knows about them as this way the competitive environment can be analyzed based 

on current situation, not on lagging data. If it seems like that more competitors are 

entering the market and current competitors are increasing their market share, the 

company must take actions (e.g. launch a marketing campaign) in order of securing 

its current position in the market. Of course, the company is not always able to get 

information about the competitive situation of the opportunity but combining 

information from several opportunities will give a decent picture of the situation in 

the market. Next time an opportunity is opened for the customer, the sales 

representative can look at previous opportunity and see, what kind of competition 

the company faced back then. This information can be used for evaluating the 

likelihood for competition in this opportunity and designing the quotation 

accordingly. 
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In notes, the sales representative should describe what has been discussed and 

agreed with the customer during an appointment, phone call or e-mail conversation. 

This is important since it enables the sales representative to refer to previously 

agreed points in upcoming conversations with the customer. By recording the things 

that were agreed upon, the sales representative can make sure that he remembers 

the important details about product specification when forwarding the order to the 

sales support and factory. It is also important to record information about each 

important conversation with the customer. This is done cases where the sales 

representative responsible for the quotation is not able to take care of it because he 

has left the company, works currently in a different position or is on holiday. This 

way, it is easy for the sales representative replacing or filling in for him to get a 

hang of the situation with the customer and reduces the likelihood of situations 

where the customer has to go through same conversation with two different sales 

representatives to get what he/she wants. It is also much easier for the sales support, 

service department as well as for the business line manager to answer the customers 

questions if they know what has been discussed and agreed with them and they are 

able to refer to these conversations. The notes do not have to be long, just a couple 

of words about what has been discussed with the customer and what was agreed. 

The sales representatives should update the notes right after the activity. If they 

have just left the appointment, they can update the notes using their mobile 

phone/tablet computer. This way, they still remember the conversation well and 

updating notes do not pile up thus becoming a big task. Since a sales representative 

may get several phone calls from a customer within one hour, it is not possible to 

record every single one of them. However, each appointment with the customer, 

planned phone call as well as each conversation containing essential information 

for the opportunity/quotation should be recorded.  

 

7.7 Datamining 

 

Currently, datamining tools cannot be used in segmentation because the interactions 

with the customer are coded inconsistently. The company currently has the market 

intelligence software that can be used for datamining purposes. The market 
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intelligence software can be treated as an online analytical processing (OLAP) tool. 

It requires very little statistical knowledge from the user and provides data in an 

easy-to-read, graphical format. It can provide the company with analysis about 

different customer segments within seconds. However, as typical for OLAP tools, 

the data that is analyzed is historical data. It has to be further analyzed in order of 

predicting future customer behavior as well as upcoming market trends. Unlike 

traditional datamining tools, the market intelligence software does not search for 

patterns in the data. This is the reasons why the company should have additional 

datamining capabilities working alongside the market intelligence software.  

 

The company has the capability of gathering marketing intelligence through a 

specific software. Specific criteria, such as new investment decisions and 

recruitment processes can be followed and the user can receive a notification from 

changes in these factors. However, the software is currently only used by the 

business line manager, marketing specialist and two out of six sales representatives. 

The possibilities of this software are enormous. It is currently used by the business 

line manager, marketing department as well as by two out of six sales 

representatives. The company currently uses the software for marketing purposes 

to search for new prospects and extract lists for marketing campaign purposes. This 

means that there is still a significant amount of potential the company. In order of 

reaching full potential of the software, it should be accessible for all six sales 

representatives.  

 

The marketing department should create a target group for each individual sales 

representative that would include all current customers in his area. This will enable 

the sales representative to see how fast his area is growing and which industries are 

booming. He will also be able to analyze in which geographical area his customers 

are located using the map feature. A list about the current customers, with whom 

the company has not been in contact for a long time, should also be created. This 

way, every time a sales representative is going to a customer appointment, he can 

use the map feature to see if there are any current customers nearby who have not 

been visited for a long time and try to schedule an appointment with them as well. 
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The sales representatives have currently an excel-list of the customers who are 

operating the company’s equipment. The customers are categorized in the list by 

their postal code, which means that the sales representative can search the list for 

customers in the area where he has scheduled a meeting. However, using the market 

intelligence tool will enable the sales representative to visually see where the 

customers are located on a map. This way, they can also see if there are customers, 

who have not been visited in a long time, also en route to the customer. The analysis, 

such as revenue growth inside the target group, can be used to indicate the growth 

potential in the sales representative’s area. This information can be used when the 

sales representative is, in cooperation with the business line manager, estimating 

next year’s budget.  

 

The software should also be used in determining how good the quality of the lead. 

This can be done by analyzing what kind of information the software has found 

about the company; have they recently applied for new construction permits, are 

they recruiting new production employees etc. By identifying the lead quality the 

person responsible of acquiring the leads (e.g. cold calling or qualifying leads 

bought from outside) can determine if the lead is “hot” and thus give the sales 

representative an indication about how soon the lead should be taken care of. The 

person who is creating the lead should provide the sales representative with 

information about the signals the software gives for the company. In the interviews, 

the sales representatives told that they do not pay attention in the field telling them 

how “hot” or “cold” the lead is, but they always read the text field. By knowing 

how good quality the lead is the sales representative can determine how fast the 

lead is contacted. He is also much more prepared when making the first contact that 

will leave the customer with an impression that the company is actually interested 

in their activity. 

 

The market intelligence software can also be used for competitor analysis. For 

example, if a competitor is recruiting heavily, it may be an indication that they are 

growing and may become a bigger threat in the future. This information can be used 

to launch aggressive marketing campaigns to current customers in order of making 
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sure that customer retention remains at a high level. If a competitor is investing in 

a new production facility, it is inevitable that they are trying to aggressively increase 

their market share and the company must decide upon appropriate counteractions.  

 

When looking at marketing, the case company should be using the market 

intelligence software as tool for segmentation. The software can be used to study 

current segments, see how they are growing and in which geographical area they 

are focused in. Automated segmentation is not available in the software, but it can 

be used for manual segmentation (checking if current segmentation criteria is 

applicable). A target group should be created for each segment in order of analyzing 

that specific segment and determining how to serve the needs of that segment. For 

example, the software gives information about how well the companies are present 

in social media. Sending a brochure through traditional mail may not necessarily be 

the most effective way of reaching these companies. Instead, such channels as e-

mail and social media (e.g. twitter and LinkedIn) would be much more effective in 

reaching these companies.  

 

Further utilizing the market intelligence software will not require the company to 

acquire any additional resources. For the sales representatives, the usage of the 

market intelligence software should be taking no longer than half an hour in a week. 

This is a small price to pay when compared with the benefits (e.g. increased 

efficiency as well as volume of sales) the sales representatives will gain by using 

the software. From the perspective of the marketing support, the amount of calls 

will decrease. However, the total number of high-quality leads generated by the 

marketing support will increase. From the business line manager’s perspective, the 

workload will not increase after further utilizing the market intelligence software. 

He would be conducting the activities anyway, so the software will simply provide 

him with additional tools to help perform the analysis. From the perspective of 

marketing, further utilizing the software will not require much more time than they 

are currently using. At first, the time used for the software will increase because of 

the creation of target groups. However, after this is done, they are rather easy to 
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maintain. Besides, the task of following the signals will be moved to the marketing 

support, which will free up the marketing specialists time.  

 

The company should have additional datamining capabilities in order of utilizing 

full potential of its customer data. It should be used for detecting patterns in current 

customer behavior. These patterns can be further utilized in segmentation by 

defining the segmentation criteria based on customer behavior and response to 

certain marketing activities. This way, the company can maximize the effectiveness 

of different kinds of marketing campaigns by targeting the customers who will be 

most likely to have a positive respond to the campaign. By segmenting the 

customers based on their reaction to a certain marketing activity the company can 

also analyze which marketing channel would be the best to reach a specific 

industrial segment.  

 

K-means method would allow the company to create feasible segments based on 

several characteristics of the customer. The analysis should be based on such 

customer characteristics as customer’s annual revenue, date of latest purchase, 

number of products the customer has as well as customer lifetime value. With the 

last three customer characteristics, the company is able to classify the customers 

based on their recency, frequency, monetary –characteristics. Segmenting its 

customers based on these characteristics will allow the company to analyze the state 

of its customer relationships. The problem with this kind of datamining is that it 

requires a specific software to be conducted. In addition, it requires the user to have 

some kind of knowledge about statistics and different methods of datamining. 

Acquiring the capability for K-means analysis would require the company to make 

investments into datamining software. However, it is not smart to invest in 

datamining software simply for the purpose of segmentation. Besides this, the 

datamining software could also be utilized in customer behavior prediction. This 

information can be used when analyzing how a customer will react to a specific 

marketing campaign. Utilizing datamining would most likely require hiring 

additional workforce with statistical capabilities. This is due to a fact that 

datamining requires a lot of time, which is currently a very limited resource in the 
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case company. It is also essential for the person using the datamining software to 

have knowledge about clustering in order of choosing the correct customer 

characteristics as well as analyzing the data provided by the software. Datamining 

software is somehow similar in characteristics with CRM software. It provides the 

company with enormous amount of data analysis but unless the company does not 

know how to utilize them, it is almost useless.  

 

Currently, the case company is not managing retention well. Part of the reason for 

this is that the reason for lost opportunities is not recorded properly. This would 

allow the company to analyze the reasons behind increased retention rate inside a 

segment. It is important the churn management is proactive which means that the 

company identifies the segments with an increased retention rate and launches a 

retention campaign in order of avoiding further increase in churn rate inside that 

specific segment. Increased retention rate inside a segment as well as reasons 

behind it can be analyzed by making a specific target group in the market 

intelligence software for customers for whom the company has lost an opportunity. 

Every time a sales representative loses an opportunity to a competitor, he will add 

the customer into this target group. After this, the analytical tools, such as mapping 

the customer, can be used to see in which segments customers are churning and if 

here is some linkage, such as geographical area, between the customers that are 

currently churning. Further analyzing the retention in the CRM system will allow 

the company to find out reasons behind it. The market intelligence software will 

also allow the company to extract a list of customers that have left the company. 

This list can be used for sending a survey to these customers in order of finding out 

points where the company can improve.  

 

One of the key points in proactive sales management is fulfilling customers’ latent 

and future needs instead of current and previous needs. Detecting patterns in 

customer behavior will help the company significantly when analyzing customers’ 

future needs. Before these kinds of datamining tools can be utilized properly, the 

customer data has to be supplemented with such data as customers’ annual revenue 

as well as correct industries they are operating in.  
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Using the market intelligence software as a primary datamining tool should be 

continued and further refined in the future. This refining will mean further utilizing 

the analysis functions of the software as well as supplementing the system with data 

extracted from CRM system. However, as discussed earlier, the market intelligence 

software should not be used as a single tool for datamining. The data extracted from 

datamining tools should be presented in graphical format so that analyzing it is as 

easy and quick as possible. However, the datamining process cannot be initiated 

unless the data in CRM system is coded properly. This is why the first priority for 

the company should be to train its employees to insert the required data to the CRM 

system and control the quality of the data.  

 

Internally, the datamining process could be conducted by a Business Process 

Manager. This resource would be divided between all companies of the corporation 

(Compressor, Tools and Power Technique). The Business Process Manager would 

ensure that the data quality in CRM system is high, act as a CRM lead as well as 

operate the datamining process. As discussed above, this would require the 

Business Process Manager to have at least some knowledge about different 

datamining tools as well as about statistical analysis. This is necessary in order of 

choosing the most appropriate datamining tools as well as parameters for them. 

Datamining is a continuous process and the effectiveness of the criteria used in it 

needs to be evaluated constantly. This way they can be adjusted if they seem to be 

inefficient.  Because the datamining process requires constant evaluation which 

requires a lot of time, the process should not be handled by e.g. the marketing 

specialist. As a CRM lead, the Business Process Manager would be responsible of 

providing training for the CRM system as well as, in cooperation with business line 

managers, design the reports and KPIs for the system. The Business Process 

Manager would enable each of the companies to utilize datamining in their daily 

activities, such as segmentation. For example, being able to predict customer 

behavior will enable the company to react proactively to emerging customer needs 

thus being a significant competitive advantage. Business development manager will 

also free up resources from other personnel by acting as a CRM lead for all of the 
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companies. For example, in Atlas Copco Compressors, the CRM lead is currently 

the business line manager of AII division. Centralizing the task of CRM lead to the 

Business Process Manager would enable the business line manager to focus more 

on other duties he has. By dividing the resource between all three companies, the 

cost of the Business Process Manager would remain reasonable.   

 

7.8 Limitations and future research 

 

The most noticeable limitation for this study is that it represents only the case 

company. The recommendations are tailored to suit its sales process as well as 

customer base. This limitation is a significant barrier for generalization of the 

results. However, the results can be generalized, at least to some extent, in other 

companies that belong to the same corporation. One relative field for future study 

in the case company would be to find out how the results should be modified to suit 

the needs of the same divisions in other countries. Another study that could be 

conducted is refining the results of this study after they have been deployed. 

However, the results of the study do not necessarily show up immediately so 

conducting this kind of study is applicable only after the results have been put to 

use for several years.  

 

Second limitation for this study is that it only makes recommendations for the use 

of datamining tools in segmentation. Because of the currently limited amount of 

CRM data (e.g. information about annual revenue of the customers), it was not 

possible to test the recommended segmentation methods and criteria in action. 

Instead, the most suitable segmentation method and criteria was chosen based on 

academic literature and interviews.  This provides a space for future research. After 

the CRM database has been completed with the data recommended in this study, a 

study can be conducted where different datamining tools and segmentation criteria 

are tested in order of finding out the most suitable one for the case company. 
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8 SUMMARY 

 

The purpose of the study was to illustrate how CRM data can be utilized in proactive 

sales management. In the theoretical part, proactive sales management and CRM 

data were viewed from three main perspectives found from the literature: proactive 

market orientation, customer relationship management and datamining. 

 

The first finding of the study is that the current problem with proactive sales 

management in the case company is that the sales representatives are currently 

working more reactively than proactively. They are currently recording only the 

minimal amount of data into the CRM system, which is an obstacle for further 

analysis of the CRM data. The second finding is that the sales process in the case 

company lacks general guidelines for such activities as evaluating the qualification 

level of a lead and probability in opportunities. 

 

In order of answering the first research question, balanced scorecard and 30-60-90 

–report were developed to help the company further utilize proactive sales 

management in its sales process. These frameworks will guide the sales 

representatives to follow and analyze different KPIs of CRM data. For the purpose 

of proactive sales management, the CRM data should be efficiently communicated 

back to the customer. This way, the customer will be much more willing to share 

information about their business processes thus enabling the company to understand 

customer behavior better. The data can be communicated back to the customer by 

targeting customers with older equipment with a marketing campaign. The case 

company should use datamining tools, especially cluster analysis when segmenting 

its customers. The segmentation criteria should be based on such factors as 

customer´s annual revenue, lifetime value and state of relationship with the 

company. 
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APPENDIX 

 

Appendix 1 

 

Interview structure for sales representatives: 

 

Liidit ja opportunityt: 

- Seuraatko liidejä? 

o Minkä analyysin kautta? 

o Kuinka nopeasti pyrit hoitamaan ne? 

- Milloin käännät liidin opportunityksi?  

- Miten arvioit opportunityn todennäköisyyden? 

- Jos myyntimahdollisuus tulee vasta myöhemmin (esim. puolen vuoden 

päästä) niin jätätkö liidin ”roikkumaan” sinne asti vai käännätkö sen heti 

opportunityksi? 

- Mikäli et saa yhteyshenkilöön yhteyttä, kuinka monta kertaa yrität 

uudelleen? 

- Kuinka paljon aikaa käytät aikaa avoimina olevien liidien käsittelyyn 

suhteessa avoinna oleviin opportuniteihin? 

- Miten arvioit liidin ”kuumuuden”? Miten se vaikuttaa liidin käsittelyyn? 

- Kuinka nopeasti liidin saamisen jälkeen pyrit olemaan asiakkaaseen 

yhteydessä? 

o Vaikuttaako tähän se, mistä lähteestä liidi on tullut? 

- Millä perusteella opportunity stopataan tai merkataan hävityksi? 

- Vaikuttaako se, kuinka nopeasti asiakkaaseen otetaan yhteyttä, liidin 

konvertoitumiseen? 

 

Oma suorittaminen: 

- Minkä raporttien/mitä dashboardilta seuraat omaa suorittamista? 

- Kuinka usein? 

- Miten reagoit muutoksiin? 

 

Asiakkaan käyttäytyminen: 

- Kuinka hyvin koet tuntevasi oman alueen asiakkaiden käyttäytymisen? 

o Kuinka paljon käytät asiakasreferenssejä myyntitilanteessa? 

o Kuinka paljon hyödynnetään cross-sellingiä ja up-sellingiä? 

- Oletko havainnut selkeitä kaavoja erilaisten asiakkaiden käyttäytymisessä? 

Hyödynnätkö niitä myyntityössä? 



 

o Kuka tekee päätöksiä asiakkaalla (tuotantopäälliköt, 

tehdaspäälliköt, ylempi johto)? 

 

CRM järjestelmä. 

- Kuinka paljon käytät siihen työaikaa? 

- Mihin kaikkeen käytät sitä? 

- Hyödynnätkö sitä kaikkia laitteita (tietokone, puhelin, pädi)? 

- Hyödynnätkö kaikkia ominaisuuksia?  

- Miten reagoit vanhentuneeseen/virheelliseen tietoon? 

- Kuinka paljon asiakkaan kanssa käydystä keskustelusta tallennat C4S:ään? 

- Kuinka paljon hyödynnät C4S:stä löytyvää dataa myyntitilanteessa? 

o Mitä dataa sieltä hyödynnät? 

- Jos opportunity hävitään, laitatko C4S:ään tarkempaa syytä, miksi se 

hävittiin? 

 

Segmentointi: 

- Huomioitko segmentointia mitenkään päivittäisessä myyntityössä (esim. 

tietyn tyyppisiin asiakkaisiin panostetaan enemmän?) 

- Käytätkö tietyn tyyppisiin asiakkaisiin enemmän/vähemmän aikaa kun 

toisiin? 

o Minkä asiakkaan ominaisuuden vuoksi näin on? 

 

Myyntiennusteet: 

- Kuka tekee myyntiennusteet? 

- Millä perusteella ne tehdään? 

o Kuinka paljon edellisen vuoden lukuja hyödynnetään? 

o Mitä ennusteissa otetaan huomioon? 

o Kuinka paljon käytetään ”hihavakioita”? 

- Tehdäänkö ne optimistisesti vai pessimistisesti? 

 

Asiakassuhteet: 

- Tarjousta tehtäessä, kuinka paljon kiinnität huomiota asiakkaan 

mahdollisesti tulevaisuudessa tulevaan arvoon? 

 

Oma alue: 

- Kuinka hyvin koet tietäväsi oman ja kilpailijoiden markkina-aseman 

omalla alueella? 



 

- Kuinka aktiivisesti seuraat sitä ja otat yhteyttä asiakkaisiin, joihin ei ole 

oltu yhteydessä pitkään aikaan? 

 

Interview structure for marketing specialist: 

 

Segmentointikriteerit 

- Kuinka monta segmenttiä yrityksellä on?  

o Kuinka suuria segmentit ovat? (liikevaihto, asiakasmäärä)  

- Millä perusteella asiakkaat segmentoidaan? 

- Miten segmentointia hyödynnetään tällä hetkellä markkinoinnissa? 

- Kuinka usein segmentointikriteerejä tarkastellaan? 

- Tulevatko ne yläpuolelta?  

- Mitä työkaluja hyödynnetään segmentoinnissa? 

 

Asiakkaiden käyttäytyminen 

- Kuinka hyvin asiakkaiden käyttäytyminen tunnetaan?  

- Mitä dataa analysoidaan ja miten? 

- Miten käyttäytymistä hyödynnetään markkinoinnissa? 

o Mitä ennustetaan? 

- Mitä KPI:ta seurataan?  

- Miksi? 

- Kuka seuraa? 

- Kuinka usein? 

- Miten reagoidaan? 

- Hyödynnetäänkö cross- tai up-sellingiä markkinoinnissa?  

 

Liidit 

- Miten seurataan?  

- Minkä raportin kautta? 

- Mitä KPIta seurataan? 

- Kuka seuraa?  

- Kuinka usein seurataan?  

- Miten niihin reagoidaan? 

 

Datan keruu asiakkaasta: 

- Mitä dataa kerätään? Miten? 

- Kuka vastaa datan keruusta?  

- Miten asiakasdatan laatua valvotaan?  



 

- Miten asiakasdataa hyödynnetään lisäarvon tuottamisessa?  

- Miten asiakkaan kokonaisarvo mitataan? 

- Onko asiakkaalla mahdollisuus ilmaista, mitä kautta hän haluaa 

yhteydenoton? Onko GDPR otettu huomioon? Miten vaikuttaa 

toimintaan? 

 

Asiakkaan kontaktointi: 

- Mitä eri metodeja asiakkaiden kontaktointiin on?  

- Tiedetäänkö, mitä kautta asiakas on paras saavuttaa?  

- Kuinka automatisoituja esim. sähköpostikamppanjat ovat? 

- Kuinka hyvin asiakkaiden reaktiot kampanjoihin on dokumentoitu? 

- Miten eri kanavien tuottavuutta seurataan?  

 

Asiakastyytyväisyys 

- Seurataanko?  

- Millä mittareilla? 

- Miten reagoidaan? Segmenttitasolla, yleisellä tasolla? 

- Miten varmistetaan, etteivät asiakkaat siirry kilpailijoiden leiviin? 

 

Interview guideline for Business Line Manager: 

 

Myynnin johtaminen: 

- Mitä KPIta seurataan (tiimitasolla/yksittäisen myyjän tasolla) 

o Millä perusteella KPIt valittu? Tulevatko yläpuolelta? 

- Minkä analyysin kautta? 

- Seurataanko vain taloudellisia mittareita vai esimerkiksi asiakassuhteiden 

pysymistä/kuntoa?  

- Miten suhtaudutaan opportuniteihin, joiden status on pending? Kuinka 

kauan niiden annetaan olla siinä tilassa? 

- Kuinka paljon aikaa keskimäärin käytetään tulevaisuuden suunnitteluun? 

 

Segmentointi: 

- Kuinka paljon hyödynnetään myynnin ohjauksessa? 

- Kuinka paljon myynnissä/myynnin ohjauksessa (hinnoittelussa yms.) 

otetaan huomioon asiakassuhteen elinkaaren aikana tulevat tuotot 

o Otetaanko huomioon vain mahdolliset rahalliset tuotot vai 

huomioidaanko myös ei-rahallinen hyöty (esim. referenssinä 

toimiminen) 



 

 

Sales pipeline: 

- Mihin hyödynnetään? Hyödynnetäänkö esimerkiksi myyjän ajankäytön 

analysoinnissa? 

- Nähdäänkö sales pipeline lineaarisena prosessina vai ennemminkin 

prosessina, jossa on eri vaiheita? 

- Miten sales pipelinea analysoidaan? 

o Mitä KPIta seurataan? 

o Minkä raporttien kautta? 

- Käytetäänkö C4S:n simulointityökaluja hyödyksi? 

 

Myynnin ennustaminen: 

- Kuka tekee ennustukset? 

- Perustuvatko ne historialliseen dataan? 

- Jätetäänkö ennusteisiin pelivaraa? 

- Miten epävarmuus otetaan huomioon? 

- Miten ennusteiden todenmukaisuutta arvioidaan? Käytetäänkö jotain 

työkaluja? 

- Ovatko ennusteet enemmän pessimistisiä kuin optimistisia? 

 

CRM data: 

- Kuinka paljon hyödynnetään myynninohjauksessa? 

o Mitä dataa hyödynnetään? 

o Miten sitä hyödynnetään? 

o Kerätäänkö asiakasdataa tarpeeksi? 

 

Asiakkaiden käyttäytyminen: 

- Kuinka paljon tiedetään eri asiakassegmenttien käyttäytymisestä? 

o Mitä siitä tiedetään? 

o Miten tietoa hyödynnetään myynnissä? 

o Mihin tieto perustuu? 

- Customer retention: 

o Miten sitä mitataan? 

o Kuinka aggressiivisesti siihen puututaan? 

o Seurataanko sitä yleisellä tasolla vai myyjätasolla? 

 

 

 

 



 

Appendix 2 

 

30-60-90 –report: 
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