
  

 

 

 

 

 

 

 

 

 

 

 

Moving from Practice towards Science 

Defining Go-to-market model and setting it up to turn potential into profit 
 

 

 

Authors:  Mauritz Börjeson 

 Andreas Pettersson 

Supervisor:  Owe R. Hedström 

 



 

  

 

 

 

 

 

 

 

“The greater danger for most of us is not that our aim is too 

high and we miss it, but that it is too low and we reach it” 

- Michelangelo 

 

  

 
Moving from Practice toward Science:  

Defining Go-To-Market model and setting it up to turn potential into profit 



 

 

 

 

 

 

 

 

  

 
Mauritz Börjeson 

Andreas Pettersson 



 

Acknowledgements 

Welcome to the arguably most well-read chapter of a thesis, where more or less eager readers want 
to find out who has contributed to the content or even who has meant something in the life of a 
bachelor student. Over the years Inger Granberg and her colleagues in the student expedition have 
provided us with unconditional help and everlasting enthusiasm, thank you.  A big thank you also to 
the few students that brought much needed ambition to USBE, our studies would not have been the 
same without you. 

Our stakeholders should be pleased to know that this thesis has been supervised by the almost 
legendary Owe R. Hedström. His unique way of tutoring and supervising has encouraged us to stretch 
our capabilities which have prepared us for the independency required as we head out of academia. 
Thank you for that Owe. We also want to thank Christer Eklund at Atea for providing us with great 
access to his organization. The internal communication has been almost flawless and that has been 
crucial in order to deliver this work on time. The interviewees and all other contributors from Atea 
deserve to be recognized too and we also want to thank Nicke Rydgren from GREAT for valuable 
input.  

Being people that do not like nor have time for cuing it has been invaluable to have access to the 
private library of Pontus Berg and for on-the-fly comments from Jessica Eriksson on methodology. 
We also had the pleasure to discuss this project with Minna Levin - a great friend and colleague. 
Minna butchered our initial draft and her imperative for a more distinct structure has helped reform 
our thinking completely. Her contribution to this paper is by that fact alone worth recognition 
beyond these few lines. A word of appreciation is in order to all our friends and connections who 
have helped us logistically and socially through the research process but mostly for enduring our 
thesis-humor that we in retrospect realize was only funny to us. We hereby want to invite you to take 
part of the rest the thesis that to us is exciting in so many ways. We can guarantee that it will be 
different from your average read.  

  

 
Moving from Practice toward Science:  

Defining Go-To-Market model and setting it up to turn potential into profit 



 

  

 
Mauritz Börjeson 

Andreas Pettersson 



 

Table of content 

 

EXECUTIVE SUMMARY .......................................................................................................................................  

1 FRAMING THE CASE ....................................................................................................................................... 1 

2 THE CASE ....................................................................................................................................................... 3 

2.1 PURPOSE .......................................................................................................................................................... 3 
2.2 THEORETICAL DELIMITATIONS ............................................................................................................................... 3 
2.3 PHYSICAL DELIMITATIONS .................................................................................................................................... 3 
2.3 CONCEPT DEFINITIONS ........................................................................................................................................ 3 

3 ABOUT ATEA ................................................................................................................................................. 5 

4 RESEARCH STRATEGY .................................................................................................................................... 7 

4.1 ARGUING FOR A QUALITATIVE RESEARCH MODEL ...................................................................................................... 7 
4.2 PROVIDING STRUCTURE THROUGH THEMATIZATION ................................................................................................ 10 
4.3 GETTING READY FOR ACTION; SUBJECTS, SITES AND INTERVIEWS ................................................................................ 11 
4.4 EVALUATING ACTION; CREDIBILITY, AUTHENTICITY AND ACCESS ................................................................................. 13 
4.5 ETHICAL CONSIDERATIONS AND OTHER HUMAN ASPECTS .......................................................................................... 16 
4.6 TRUTH AND THE PROCESSES OF WRITING, INTERPRETATION AND ANALYSIS ................................................................... 17 

5 LEARNING FROM OTHERS; THEORY, RESEARCH AND PREVIOUS STUDIES .................................................... 21 

5.1 GO-TO-MARKET AND UNDERLYING ECONOMICS ..................................................................................................... 22 
5.2 UNDERSTANDING THE MARKET ........................................................................................................................... 24 
5.3 UNDERSTANDING THE ORGANIZATION .................................................................................................................. 26 
5.4 PROCESSES AND SUPPORTING FUNCTIONS ............................................................................................................. 29 

6 DESCRIBING IMPERFECT PRACTICE .............................................................................................................. 35 

6.1 DESCRIBING THE MARKET................................................................................................................................... 35 
6.2 DESCRIBING THE ORGANIZATION ......................................................................................................................... 37 
6.3 PROCESSES AND SUPPORTING FUNCTIONS ............................................................................................................. 40 
6.4 CONCEPTUALIZATION OF ISSUES IN KEY GTM COMPONENTS ..................................................................................... 42 

7 MOVING FROM PRACTICE TOWARDS SCIENCE ............................................................................................ 43 

7.1 STRATEGY ....................................................................................................................................................... 46 
7.2 SEGMENTATION ............................................................................................................................................... 49 
7.3 SALES CHANNELS .............................................................................................................................................. 50 
7.4 SUPPORT FUNCTIONS AND CENTRAL RESOURCES ..................................................................................................... 53 
7.5 RISK FACTORS AND MITIGATING ACTION ................................................................................................................ 55 

8 MOVING BEYOND ........................................................................................................................................ 57 

8.1 TRANSFERABILITY ............................................................................................................................................. 57 
8.2 ON MULTI METHODOLOGY AND THE HALO EFFECT ................................................................................................... 59 

LISTING REFERENCES AND APPENDIX 1-4 ....................................................................................................... 62 

  

 
Moving from Practice toward Science:  

Defining Go-To-Market model and setting it up to turn potential into profit 



 

  

 
Mauritz Börjeson 

Andreas Pettersson 



 

Table of figures 

 

3 ABOUT ATEA ................................................................................................................................................. 5 

3.0.1 ATEA ORGANIZATIONAL STRUCTURE .................................................................................................................... 5 
3.0.2 IDEAL SUPPLIER OF IT INFRASTRUCTURE ............................................................................................................... 6 

 

4 RESEARCH STRATEGY .................................................................................................................................... 7 

4.1.1 RESEARCH APPROACHES ................................................................................................................................... 8 
4.1.2 BÖRJESON & PETTERSSON´S RESEARCH PROCESS ................................................................................................... 8 
4.2.1 THEMATIZATION OF THE RESEARCH PROBLEM ..................................................................................................... 10 
4.6.1 MOVING THROUGH THE TRILATERAL TRUTH CONCEPT .......................................................................................... 17 
4.6.2 QUALITATIVE DATA ANALYSIS ........................................................................................................................... 18 

5 LEARNING FROM OTHERS; THEORY, RESEARCH AND PREVIOUS STUDIES .................................................... 21 

5.2.1 PORTER´S FIVE FORCES ................................................................................................................................... 24 
5.3.1 PUSHING DOWN SALES TO LOWER COST CHANNELS .............................................................................................. 28 
5.4.1 EXPANDED LOYALTY LADDER ........................................................................................................................... 30 
5.4.2 CUSTOMER EXPERIENCE MANAGEMENT ............................................................................................................ 32 
5.4.3 THE SALES PROCESS ....................................................................................................................................... 34 

6 DESCRIBING IMPERFECT PRACTICE .............................................................................................................. 35 

6.4.1 CONCEPTUALIZATION OF ISSUES IN KEY GTM COMPONENTS ................................................................................. 42 
 

7 MOVING FROM PRACTICE TOWARDS SCIENCE ............................................................................................ 43 

7.0.1 THE CONCEPT GO-TO-MARKET MODEL ............................................................................................................. 44 
7.0.2 MULTIPLE GO-TO-MARKET MODELS ................................................................................................................ 45 
7.1.1 CUSTOMER COST-BENEFIT DEVELOPMENT THROUGH TIME ..................................................................................... 46 
7.1.2 ACTUAL VS. CONSTANT DEFECTION RATES .......................................................................................................... 47 
7.1.3 THE POCKET PRICE WATERFALL ......................................................................................................................... 48 
7.3.1 CHANNEL SUGGESTIONS PRODUCT/VOLUME, STOCKHOLM MIDMARKET ................................................................. 50 
7.3.2 CHANNEL ACTIVITIES FOR PRODUCT/VOLUME ON ATEA MIDMARKET ...................................................................... 52 
7.5.1 KEY RISK FACTORS ......................................................................................................................................... 56 

  

 
Moving from Practice toward Science:  

Defining Go-To-Market model and setting it up to turn potential into profit 



 

Abbreviations and interview subject codes 

 

AM   Account Manager 

B2B   Business to Business 

B2C   Business to Consumer 

CE   Customer Experience 

CEM   Customer Experience Management 

CEP   Corporate Enterprise Public Segment (over a thousand employees) 

CRM   Customer Relationship Management 

GTM   Go-to-market 

KAM   Key Account Manager 

MM   Midmarket Segment (100 - 1000 employees) 

OEM   Original Equipment Manufacturer 

RM   Relationship Marketing 

SMB   Small Medium Business (1 - 1000 employees) 

 

Ec1   External Consultant 

Hq1   Business Analyst 

Hq2   Head of eSHOP 

Hq3   Marketing Manager 

Hq4   Deputy CEO 

Hq5   Controller 

Kr1   Kvantum Region North  

Kr2   Kvantum Region Mid  

Ma1   Maxi Region West 

Ma2   Maxi Region South 

Ms1   Maxi Region Stockholm 
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Reader´s roadmap 

The reader´s roadmap is not meant to tell you what you find where, but what you can expect to find 
and why. After this brief outline you are equipped to navigate through the rest of the thesis, hopefully 
feeling confident about its structure. We strongly encourage you to read the thesis from beginning to 
end as it has been written to build up to the conclusions in a way that enhances understanding. To 
decrease your urge to handle this like a traditional thesis – jumping between chapters and focusing 
only on the summary and conclusions - we present you with this roadmap. 

  Gives you a theoretical background to the research problem and brings 

before you recent studies that point out its dignity. 

Besides the obvious, a presentation of the research problem, the problem is 

delimited theoretically and delimited practically. Frequently used concepts 

are also defined to equip you for further reading. 

Gives you a practical background to the research problem by giving you 

necessary facts about the case we are studying and funneling down their 

near history in what builds up to the research problem. 

With understanding from previous chapters you are ready for a discussion 

about multiple aspects of the research strategy. The chapter contains 

familiar and new components of what is traditionally the method chapter. 

The theory chapter has been placed as close to the analysis chapter as 

possible to enhance your understanding. Different sources, as indicated by 

the chapter name, are all used because the field is still emerging. 

This chapter is part of the analysis and focuses on the current state of Atea. 

It is not merely a presentation of empirical data but is our analysis of the 

current state as interpreted from our empirical material. 

Based on our interpretations of the empirical data we give the go-to-market 

concept a holistic definition in theoretical and organizational context. Using 

the concept we apply theories to improve the case we have studied. 

In moving beyond we discuss transferability. Implications to this and future 

studies are discussed and our sources are criticized in terms of the halo 

effect. 
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Executive summary 
 

Firms are today struggling with setting up successful go-to-market models.  Go-to-market (GMT) 
expenses are reported to be a considerable part of company spending, but in many cases without 
yielding enough return. This case study investigated the concept of go-to-market models and how 
companies successfully can set it up to turn potential into profit. Atea was struggling with setting up 
their go-to-market model for Midmarket in Stockholm for their Product/volume offering and their 
dilemma constituted a great opportunity for expanding the relative young field of GTM research. 

The problem was approached using an abductive research strategy. The study moved back and forth 
between theory and empirical data gathered primarily by in-depth and semi-structured interviews 
with managers at high level in Atea. The nature of the GTM concept was thoroughly examined 
including its relation to other parts of the organization and the assumptions about underlying 
economics. Structure throughout the whole research process was achieved by thematization of the 
problem and methodological adherence. 

Merging the empirical findings with existing theory resulted in the first holistic definition of go-to-
market model that relates the concept to overall strategy and marketing strategy. It 
successfully connects the different components of the GTM-model with each other. Relevant 
theories are connected to the framework as aid for using the concept as a tool for analysis.   

Our findings show that the GTM-model should be an extension of the marketing strategy and the 
overall business strategy. When setting up a GTM-model it is therefore crucial that the setup has its 
roots in the overall strategy of the company to ensure a setup that is consistent with the company’s 
brand promise. The GTM-model itself is constructed from four main areas; GTM-strategy, 
segmentation, channel choices and systems and support. GTM-strategy concerns aligning the GTM 
setup with the overall firm and marketing strategies but also setting priorities based on the 
underlying economics of target clients as well as priorities based on market data of what are the 
driving factors of those underlying economics. The segmentation must all available data and should 
be based on variables of customer needs in terms of problems, buying behavior or desired customer 
experience. The channels have to reflect the potential of the client and a model has been developed 
for prioritizing channel choices. The channel choices also depend on the product or service the 
company is taking to the market. Finally the supporting functions need to have a lean set-up where 
focus is on cost efficiency while providing the core functions with the support they need. The support 
function should be responsible for tracking the data required to assess the underlying economics. 
The four distinct parts are closely integrated and changes in one part will have implications in the 
other parts.  

For Atea a series of actions were developed to improve their performance and profitability of their 
GTM-model for their Midmarket in Stockholm. The findings of this case study are transferable to the 
other regions of Atea Sweden but also to other companies within the same industry. The generic 
concept definition of GTM model is transferable beyond this limit to include all complex business but 
further research has been suggested to validate these findings. The building blocks and relative 
importance of the four parts will vary from industry to industry, and from company to company, with 
regard to the unique capabilities of each specific case.  

The model is the first holistic model of the GTM concept that puts the GTM-model in the context of 
the whole company and provides a definition to avoid concept confusion while being a practical 
framework to use for analysis. It will therefore be of help to both practitioners setting up successful 
GTM-models and to researcher of the field of GTM strategy and GTM models. 
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1 Framing the case 

Occasionally issues arise that are of greater importance than normal day-to-day decisions. To get 
help with critical issues firms often turn to consultants for advice but some firms turn to academia for 
help. Atea turned to two researchers at Umeå School of Business with the problem of how to improve 
their go-to-market model in order to get it researchable and scientifically grounded. The project was 
accepted as the practical and theoretical implications span across businesses and across industries. 
The following background puts you in the theoretical and practical context. 

 

Potential is not profit! Sorry but we are not stating the obvious and it has to be said. Potential is an 
important concept affecting manager's decision making, decisions made to achieve competitive 
advantage. Long term competitive advantage is really an enabler of profit. In the struggle for 
competitive advantage firms have for a long time deployed different strategies to beat competition. 
Strategies vary from outsourcing to in-sourcing, lean production to value chain advantages to 
operational excellence in combination with appropriate branding and positioning (Slack et al 2007). 
In recent years, value chain management and in particularly upstream advantages have been in focus 
according to a McKinsey study (2008).  

Managers that used to tweak upstream advantages in the value chain such as production, 
procurement and delivery, are currently experiencing diminishing returns to scale (BCG & CMO 
Council 2008; 2). Focus has moved from these traditional focus areas to go-to-market strategy and 
the model used to deploy it. In a new era of competition managers find themselves in a paradox, 
increasingly caught in between not affording to deliver all customer expectations, yet not affording 
not to. Despite its importance few firms are satisfied with their go-to-market models according to a 
Boston Consultancy Group study released in the end of 2008 (2008; 2-4). Friedman, author of several 
books on related topics goes as far as to say; 

“Most executives today believe that going to market through a single, company-owned face-to-
face channel is an expensive, growth-limiting and competitively catastrophic approach, and they 
are right” (Friedman, 2002; 3) 

It gets more interesting. Business to business firms have done less changes in their go-to-market set-
up to meet the increased competition while business to consumer firms have been more apt to try 
innovative ways of reaching their target markets (BCG & CMO Council, 2008; 3). With an obvious 
increased focus on the concept of go-to-market we set out looking for what it is and how it is being 
managed. Go-to-market models are covered by consultancy firms and other practitioners but the 
academic pool of sources is relatively dry. Theories that could make up the concept of go-to-market 
do exist however. Porter writes that the marketing strategy should depend on the objectives of the 
firm and its strategy (2001; 10). Marketing strategy would be part of and derived from overall 
strategy, which in turn should be a guiding force for the go-to-market approach. In business-to-
consumer marketing the famous four Ps, or marketing mix, have been combined in different ways to 
particular segments (Blythe, 2006; 53-54). As implicitly suggested segmentation is a key ingredient in 
any marketing approach including business-to-business (Magnus Söderlund, 1998; 15). He argues 
that customers differ and that classical variables for segmenting the market, for example headcount 
and turnover, are not appropriate for segmenting the market. Rather, he argues, firms should choose 
variables that have higher impact on their particular business (1998; 18), but on a more generic level 
he suggest a customer potential perspective in the segmentation. Gummesson (1995) put emphasis 
on relationship marketing and criticize the traditional view of marketing and its inherent 
assumptions. From his perspective it is the relationship to the customer that allows a firm to gain 
long term trust and involvement with their clients (1995; 2), and that not only price-quality is of value 
to customers but also being recognized as people. H. Schmitt really tries to take the above 

1 

 
Moving from Practice toward Science:  

Defining Go-To-Market model and setting it up to turn potential into profit 



 

perspectives to another level through a concept he calls customer experience management. It is a 
framework developed to produce a brand consistent experience for customers in a particular 
segment (2004; 35). Customer experience management is about addressing different customers with 
different expectations in different ways just like business to consumer firms. Traditionally the 
assumptions that hide behind go-to-market decisions have been that market share or other 
substitute variables leads to profitability.  Profitability is lifted by many authors as an issue not well 
understood by practitioners, Porter (1996, 2001, 2002), Reichheld (1996), Wuebker and Baugarten 
(2008) and because of that firms are practically struggling with how to achieve it (McKinsey; 2008).  

According to a McKinsey interview in 2008, go-to-market strategies and models are today more of an 
art than a science. Given the recent events in terms of financial crisis new pressures are at work in 
organizations and the nature of both markets and competition is changing. Firms’ go-to-market 
expenses are reported to be a considerable part of company spending (Kotler et al. 2005; 815), but 
evidently managers are still not happy with their capabilities and their execution, citing a report from 
BCG & CMO Council; 

“When asked to assess their go-to-market processes and capabilities, multinational companies 
acknowledge significant deficiencies in their overall marketing and sales effectiveness. In fact, 
most respondents give themselves distinctly low marks. It is clear that empowering front-line 
marketing and sales professionals with better customer analytics, insights, market segmentation 
and messaging can both improve return on investment and drive significant revenue growth. Yet, 
these self-critical responses point to the pressing need for companies to rethink and recalibrate 
existing capabilities in order to achieve a true go-to-market advantage over competitors.” (BCG & 
CMO Council, 2008; 4) 

This study aims to investigate what is needed for managers to successfully deal with their go-to-
market approach. In order to answer that question one must know what a go-to-market model is, 
what logics it rests on and how the set-up can be scientifically leveraged to achieve competitive 
advantage and ultimately turning potential into profit.   
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2 The case 

What is the concept go-to-market model and how can it be set 

up to turn potential into profit in complex business? 

2.1 Purpose 
The purpose of this study is to shed some light on the concept go-to-market model. Different go-to-
market components will be analyzed, discussed and evaluated with regard to how they can turn 
potential into profit. The findings will be used to improve a specific case to illustrate its application.  

2.2 Theoretical delimitations 
Product quality will not be measured and is assumed to be meeting customer expectations. During 
the course of the study we realized further delimitations. Product messaging has been covered to the 
extent that it relates to the go-to-market concept but not deeper. The same is true for sales force 
incentives which have been touched upon but have not been covered in depth. Risk assessment and 
change management are both out of scope for this study and have only been mentioned briefly. 

2.3 Physical delimitations 
In order to study the concept of go-to-market we chose to do a case study of Atea Sweden. This 
choice was made because Atea is explicitly using the concept go-to-market model in their business 
and it has similarities to the firms that have appeared in previous studies on go-to-market models. 
Because GTM is a business priority in Atea we were ensured full access which made the case even 
better suited for research. Furthermore there are indications that the concept of go-to-market was 
born in the business where Atea operates, which is High Tech IT (interview with N. Rydgren, 2009-04-
26). Complex business have a lot of choices in reaching the market which gives the go-to-market 
model deployed an even more strategic importance for competitive advantage compared to firms in 
less complex business.  

2.4 Concept definitions 
A number of concepts that we have frequently used have different meaning depending on author 
and context. Because they are essential for understanding the reasoning of this thesis they are 
presented already at this point. The value we put into the words are: 

Potential; The possible revenue earnings from a customer over its expected business life. 

Profit; [Revenue from a client – Costs for keeping that client]. Given this definition a profitable 
customer is a customer where the cost of attracting and retaining that customer is lower than the 
revenue from the sales. 

Go-to-market; Part of the research problem is to more tightly define go-to-market and thus what a 
go-to-market model means. However there were a number of perspectives available at the outset of 
this study. To make it transparent from where we came, this definition was our understanding of 
what a go-to-market model was on the outset: A go-to-market model is a way of organizing your 
resources to effectively bring a new product to an existing market, or an existing product to a new 
market.  
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3 About Atea 

Because this case study is done within Atea we want to provide you with some understanding of the 
firm. The following chapter is meant to communicate the overall structure of Atea and the journey the 
company has made over the last few years to become the organization it is today and its future 
direction. After reading this you will be equipped with enough information to properly follow the rest 
of the paper. 

Between year 2003 and today what is now Atea Sweden made a series of bold and aggressive 
acquisitions to achieve their target of becoming Sweden’s biggest supplier of IT-infrastructure. As a 
result, today´s Atea originates from over ten different firms, amongst the more well known were 
Martinsson, Top Nordic, the infrastructure part of WM-Data and Ementor. The result is the largest IT 
infrastructure provider in Sweden, and Atea ASA is by far the largest provider in Scandinavia and the 
third largest in Europe with a turnover of roughly 18 billion SEK in 2008. 

In Scandinavia Atea is organized in to a large extent autonomous national set-ups. Because of the 
geographical nature of Sweden there is a regional set-up to serve its customers locally. Like many 
firms today Atea is using a matrix organization in order to blend the regional structure with the 
different offers that they have. Atea has five main offers; products, services, servers, client solutions 
and communication. The following picture illustrates the organizational structure. 

 

 

 

 

 

 

 

 

 

 

 

Atea’s brand promise is to be the Swedish Champions in IT infrastructure. The message has been 
communicated through a campaign using the Swedish national team in Athletics as their face figures. 

In terms of positioning Atea wants to be seen be a partner to its clients in what they like to call one 

stop shop. According to Exido (IT-barometern), that have measured the market position for IT 
infrastructure firms in Sweden, about 30% of the respondents in the market consider Atea to be their 
ideal supplier, giving Atea a much stronger position than the other industry giants.  

 

Figure 3.0.1 – Atea organizational structure 
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Atea’s deputy CEO is thrilled over the latest measurements from Exido and says;  

”The campaign using the Swedish national athletic team has been extremely successful 
for our brand. It has elevated a brand that about 30% of our target market wants to see 
as a partner in implementing their IT infrastructure”  

This however, is not yet reflected in their results in terms of market share. The market in which Atea 
operates has a total value of 58 billion SEK and the parts of the market that Atea is specifically 
targeting has a total market share value of roughly 40 billion SEK. Atea today posses around 12% 
market share despite 30% of the clients stating that they see Atea as their ideal partner. The large 
discrepancy is clearly attributed to the go-to-market capabilities. 

Atea divides the market into three main segments, corporate enterprise public (CEP), Midmarket 
(MM) and small business (SB) which is consistent with how American OEMs segment their market. 
Atea’s focus is traditionally on the CEP market but their ambition is to serve the Midmarket as well. 
The small segment remains out of scope in the current strategy.  The go-to-market model used for 
Product/Volume is formally the same for all segments and there are clear differences between the 
regions in market performance. Generalists (AMs) and Specialists are both working on the same 
clients to deliver superior value. The main sales channel is relationship sales driven by a face-to-face 
outside sales force complemented by a smaller inside sales force. There are really no alternative sales 
channels though there are a few different ways of communicating with the clients. 

The go-to-market model used to reach the market is different for the different offerings. The 
decision making is decentralized to the regions. The regional masters, responsible for the different 
offers, also have many degrees of freedom on what go-to-market strategy they want to use. In the 
beginning of 2009 it was obvious that the GTM model for Product/Volume in region Stockholm was 
not optimal as too much business was lost in the Midmarket. The performance of the Midmarket was 
not good enough relative to the corporate enterprise segment, but also compared to the Midmarket 
segment performance in the other Regions. To achieve the growth targets of the Group, 20 billion in 
turn over with a 5% profit margin, significant improvements are needed and evaluating and tweaking 
the GTM capabilities is today work in progress and it was in this process Atea turned to academia.  
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Figure 3.0.2 - Ideal supplier for implementation of IT-infrastructure (Exido/IT-barometern) 
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4 Research strategy 

Having provided you with a theoretical and practical background of the problem it is time to present 
how it was addressed. Because of criticism that lacking structure casts doubt on much qualitative 
research (Robert K. Yin, 2007; 27), emphasis has been placed on structuring all parts of the work. We 
have thoroughly worked on being transparent to raise the credibility of this paper. In the following 
chapter choices in terms of what, why and how we have done things are discussed. This chapter takes 
you through the steps from model choice all the way to analytical method and critical examination. 

4.1 Arguing for a qualitative research model  
To in depth map out the distinct parts of a go-to-market model and where it is delimited in relation 
to other parts of the organization, a combination of observation and interviews across several firms 
might have been the best option, or at least a good compliment in terms of research strategy. Yet, 
with the given time frame and the purpose in mind, we focused on Atea. The choice of a qualitative 
research strategy is essentially based in our interest in the perceptions of go-to-market model across 
people holding different responsibilities in the organization as those people are working with the 
delivery of the concept. More than measuring we wanted to understand and discover what the 
concept really is as well as how and why it is being used. On another level these choices are 
grounded in our ontological standpoint of social constructivism which means that we believe 
objective reality to lie beyond human perception and we thus need to interpret subjective reality 
(Bryman & Bell,2007; 24). Clarifying our view further, human agency and the social structure coexist 
in an intimate nature where the repetition of acts produce structures that later constrain individuals 
because the acts are repeated over time (Giddens; 1984). Yet the structures are only constraining the 
individual as far as the individuals actually adhere to the structures. Thus, because institutionalized 
structures largely influence individual behavior there is a need to understand those structures in 
order to understand the individual (Giddens, 1984). Practically this translates in this case to Atea 
having its own language and rules that would not be meaningful to a complete stranger of the 
organization, and we therefore had to understand the language and the structure of Atea in order to 
understand their reality which is the setting of their GTM models. And without a proper GTM 
understanding Atea´s GTM model would not work as intended. To arrive at the desired 
understanding a qualitative research was required and interviews were found appropriate. Our 
epistemological view point of indirect realism holds that the role of research is and should be more 
than understanding the subjective meaning of social action. Indirect realism strictly implies that all 
external reality exists in its true objective form, independent but impossible to fully perceive. Our 
position is that we all live in our subjective dual reality that is like a veil between the external reality 
and every individual´s own perception of it as it was once put by (Harold I. Brown 1988; 72). 
Summarizing our view of what can be considered true knowledge, finding an absolute truth is 
extremely difficult if not impossible, and in addition finding an absolute truth would not be value 
adding as it must be connected human context (Giddens, 1984). For us that mean that the output has 
to be actionable for Atea and it must contribute to their understanding of their own reality and that 
is the human context for this research that Giddens speak of. 

Our position in terms of ontology and epistemology is consistent with a qualitative research method 
and supports the choice of interviews as the primary activity of data collection. It is also well suited 
for the purpose thereby achieving a high level of integration between ontology, epistemology and 
research strategy thoroughly argued by Ulrika Nylén (2005; 45). Before going into the interviews we 
want to make a few more arguments for our model choice. A quantitative research design is suitable 
for reporting that - action A will lead to a probable outcome of B - but it does not tell us about how A 
was transformed or why, which is the nature of a qualitative study (Gale Miller, Robert Dingwall and 
Elisabeth Murphy edited by Silverman 2004; 327). Vastly simplified we needed to know how and why 
GTM models are used, in this case for Atea, which is why a qualitative method was chosen.  
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According to Steinar Kvale researchers conducting interviews need a certain level of theoretical 
understanding to maximize interview output (1997; 120), which effectively terminated the option of 
using a strict inductive approach as that requires no, or close to no, theoretical understanding prior 
to the study. Given the researchers preconceptions – one researcher having built sales organizations 
before and the other researcher having insights into Atea because of family connections – it would 
arguably be hard to even attempt a strictly inductive approach. Those preconceptions are also 
important for you to carry with you as you proceed through the paper because our preconceptions 
have had impact on our choices. Moreover, despite trying we believe it is naïve for researchers to 
think that they are and can be completely value free, the best we can do is to be as transparent as 
possible. 

Having decided against an inductive approach, testing a hypothesis in a deductive method was also 
discarded. The option was considered too narrow to serve the purpose of the study after consulting 
literature on the topic (Alvesson Sköldberg, 1996). The choice landed in an abductive research model 
that Johansson-Lindfors suggest as appropriate when collecting a wide range of data (1993; 59). The 
following figure comprehensively illustrates the difference between the choices. 

 

 

 

 

 

Alvesson and Sköldberg further argues that an abductive approach is distinctly more preferable than 
both a strict inductive and strict deductive approach because it goes beyond simple fact distillation 
and allows for capitalizing on already developed theory by moving back and forth between theory 
and empirical findings (1994; 45). Because secondary data in the form of theories, scientific articles 
and previous studies are integrated in all stages of the thesis, in particular in analysis and 
conclusions, it is from the synthesis of secondary and primary data that our result has emerged. The 
above figure is a conceptual presentation of the abductive approach and the process which we have 
followed is depicted below.  

 

 

 

 

 

 

 

 

 

 

 

Theory 

Empirical evidence 

Deductive Inductive Abductive 

Figure 4.1.1 – Research approaches, Alvesson Sköldberg (1996) 

Research question 

Selecting subjects and sites 

Data gathering - Interviews 

Interpretation of data 

Theoretical work and analysis Adjust research question 

Collection of further data 

Findings and conclusions 

Theory search and problem break down 

Iterative part of the research model 

Figure 4.1.2 – Börjeson & Pettersson´s research process (2009), building on ideas by Bryman and 

Bell (2007) 
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Important to notice is the iterative part of the model where further data gathering and analysis is an 
intertwined process. Already during the first interview the importance of Relationship Marketing was 
highlighted and we brought in more theory on that topic. Given new theoretical understanding we 
achieved new insights from the current material. Moreover, the interview with the external 
consultant gave further insights into previous work on go-to-market models which led to a change in 
the research question, follow-up questions with the other interview subjects and collection of more 
data. This means that even though we had certain amount of theories in the start, a large part of our 
theory chapter was consecutively changed throughout the research process. The theories are thus 
subject to the analytical process and some synthesis of theories has been made. Critical examination 
of the theories in relation to how well they fit the case has thus been an integral part of the work. 
More about this is found later in the chapter when the analysis method is discussed. 
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4.2 Providing structure through thematization  
A number of renowned authors argue the importance of structuring and aligning the data gathering 
process with the method and analysis (Bryman & Bell 2007; 479, Johansson Lindfors 1993; 120). We 
draw on arguments by Bryman and Bell (2007; 479) and Steinar Kvale (1997; 108) that deploying a 
theme strategy provides better structure throughout the planning and execution phases, because 
links between theory and analysis are made straightforward throughout the paper. The following 
themes were developed as researchable key components that constitute the final concept of GTM 
which is the final theme: 
 

 

 

 

 

 

 

 

 

 Theme 1 - Understanding the market 
 

 Theme 2 - Understanding the organization 
 

 Theme 3 - Processes and support functions 
 

 Theme 4 - GTM model  
 
 

The themes have more impact on the research than one first realizes. Not only do the theory chapter 
and the analysis chapters follow this thematic organization, but the themes have also facilitated as 
well as limited the data collection. More about how the themes have evolved and impacted the study 
is found in the next sections.   

GTM 

Understanding 

the market 

Understanding 

the organization 
Processes and support 

functions 

Table 4.2.1 – Thematization of the research problem, Börjeson & Pettersson 2009 
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4.3 Getting ready for action; Subjects, sites and interviews  
The research subjects were identified with the help of a manager from head quarters and a Business 
Analyst for the Product/Volume offering. Lincoln and Guba (1985) argue the importance of purpose 
sampling through using persons with the most insight of the research problem to guide the sample. 
Johansson Lindfors also points to the importance of choosing the right interview subjects as it affects 
the entire qualitative research process (1993; 90-100), because it sets the boundaries for the 
empirical data.  

It was understood early on after a briefing by the CEO that awareness and an understanding of the 

differences between the regions was central to success of the study and therefore it was natural to 

select the five heads of the Product/Volume offering for each region for the initial interviews. 
Business analyst Oskar Sjöstrand was also brought in initially to capture existing business insights and 
an external consultant from GREAT was selected to contribute with critical perspectives. Helene 
Svensson, head of the Atea eSHOP was selected because she runs an e-channel and we wanted to 
map out and link its current use and future potential for increasing the market share in the 
Midmarket. In general this is an ambitious amount of interviews, but Kvale states explicitly what we 
were thinking; 

On the question; “How many respondents do I need?” he answers “Interview as many people as 
you need in order to find out what you want to know” (Kvale, 1997; 97) 

As the interviews proceeded questions were clarified and new questions arose. To fill the gaps in our 
understanding two more people we added to the subject list. Controller Tanja Yliniva was 
interviewed over the phone regarding perspectives on profitability, an issue that had come up during 
initial analysis of the first interviews. The marketing manager Magnus Salbring was also contacted 
with questions relating to his role. The original interview subjects were also contacted with follow-up 
questions. Lastly the deputy CEO was interviewed to capture remaining information and to validate 
the previously gathered information and interpretations. Speaking of capturing information the 
interviews were recorded, fully transcribed and double notes were taken too. How the material was 
processed is covered in the analysis section. Adding to our understanding two briefing meetings were 
hosted by Atea. In the first, CEO Lars Pettersson briefed us about company history in a one hour 
session and in the second, Christer Eklund and Oskar Sjöstrand briefed us on more problem specific 
issues in another hour-long meeting. We have also had access to company documents and material 
that supported us in building organizational understanding. The briefings were not recorded and the 
secondary source data has only played a minor role in the analysis, serving as a checkup and a 
reference point to improve our understanding.   

The bulk of the interviews were conducted on Atea premises in rooms constructed for client and 
project meetings. In advance we visited these sites in person to assure that they were well suited for 
conducting interviews. Kvale points out that the interview quality in essence dictates the quality of 
the entire research (1997), which is why we wanted to put effort on all aspects of the interview 
including the sites. It was therefore decided to use Atea’s video conference facilities for the 
interviews made over distance. The top-of-the-line technology provided a much better replication of 
a face-to-face interview than a phone interview and made sure that we got the undivided attention 
of the interviewees. Even though real face-to-face interviews would have been optimal the sites 
selected met the quality criteria of calmness, comfort, seeing each other and undivided attention as 
defined by Bryman and Bell (2007; 481).  
 
Lacking experience of conducting exploratory interviews in research was a major reason for why we 
used The qualitative research interview by Steinar Kvale (1997) much like a handbook. Special 
emphasis was put on the interview quality criteria. Phrasing open and short questions and following 
up key aspects of the answers during the interview was prepared and mentally planned in advance 

 
Moving from Practice toward Science:  

Defining Go-To-Market model and setting it up to turn potential into profit 

11 



 

according to recommendations by Kvale (1997; 134). The rich possibilities for the interviewer to 
develop knowledge, insight and intuition (1997; 82), were deciding factors for why we chose a semi-
structured interview. Another important aspect was the reported advantages of a semi-structure in 
connecting with the interview subjects socially (Ely et al. 1991; 66). Our perception is that the semi-
structure of the interviews facilitated the degrees of freedom needed to nurture the human aspects 
of the meeting while at the same time proving enough structure to extract the information we 
sought.  
 
Framing the interview properly was important in order to communicate the purpose of the interview 
for better answer results (Kvale, 1997; 120). Revealing the background and overall purpose of the 
research was thus essential for us. Careful framing, transparency about ourselves and providing the 
purpose of the research enabled us to communicate a professional and hopefully humble impression 
of ourselves. Since the first minutes of an interview decides its outcome (Kvale 1997; 120), we tried 
to get a good contact with the interviewees by listening carefully, showing interest in the answers 
and respecting the interviewee as follow up to a professional framing aimed to inspire confidence in 
our competence.  

A desire to understand the subject´s perceptions of the research themes in accordance with our 
ontological stand point was an explicit and central principle. Steinar Kvale has based on his vast 
experiences of conducting interviews written about needed skills and traits of the interviewer.  

 “The interviewer is the tool of research. A competent interviewer is an expert both on the 
subject of the interview and on human interplay. The interviewer must be able to make quick 
decision concerning what should be asked and how it should be asked” (1997;136) 

Consequently it was of high importance for us to research the subject and themes beforehand. 
Therefore, before we conducted the interviews we looked into theory written concerning the 
research themes but some of the theories presented in the next section have been added as our 
understanding grew as we got more empirical evidence. The research themes presented in 4.2 were 
used to structure the interviews. The main themes served as open discussion starters and follow-ups 
were based on emerging issues and prepared sub-themes. The topic structure of the semi-structured 
interviews can be found in Appendix 3. We also decided to follow the point made by Jan Trost in his 
book Kvalitativa Intervjuer to have both researchers present during the interview (2005; 46). The 
main reasons were to capture as many aspects and nuances as possible while at the same time 
training the less experienced interviewer as a positive side effect. By always conducting the 
interviews together, well prepared and in a planned manner we as far as possible ensured that we 
did not miss any relevant information, which otherwise is one of the drawbacks Bryan and Bell point 
out in using semi-structured interviews (2007; 412). The negative effects of a distorted power 
relationship from being two interviewers is considered of minimal importance due to the social 
ranking of the people being interviewed as well as extensive ice breaking before the interviews 
started. We used Kvale’s ten qualification criteria’s for the interviewer as a guideline for how to 
conduct the interviews using dry-runs to practice our skills. Please see Appendix 2 to see the criteria 
listed. 
 
  

 
Mauritz Börjeson 

Andreas Pettersson 

12 



 

4.4 Evaluating action; Credibility, authenticity and access  
The research conducted shares aspects to action research in the involvement and participation of 
actual company activity, why intersubjectivity must be discussed. Intersubjectivity is sometimes 
looked upon as a cause of bias in practical research because the researcher has its own role in the 
context being studied (Prus, 1996; 187-188). From an author perspective the negative aspects of 
interpersonality issues are very small as our practical involvement was very small due to us not being 
truly integrated in the firm or funded by them. The positive aspects of interpersonality are the shared 
understanding that emerged during the learning process constituting interviews. Further supporting 
credibility of the study is the level of managers that were interviewed to arrive at new 
understanding. The situation during the interviews have been summarized in Appendix 1, but the 
small-talk after the interviews, where in-confidence comments were offered, further strengthens our 
belief that the data is credible.  

Not being biased towards the organization does not mean that we have not impacted the study by 
who we are as researchers in the process of doing research. Our preconceptions and personalities 
have affected how the thematization was done, which in turn limited the data gathering. Our 
personalities and social competence has impacted the interview situation and the information that 
we have been able to extract from there and our ontological and epistemological position have set 
the limits for what we accept as true or true knowledge. We have tried to be transparent of the 
process by describing our research strategy and choices but the reader needs to realize that we have 
chosen those strategies based on who we are and how we view the world. The same is true for the 
theories that have been synthesized in later chapters. Though it is a product of reasoning around 
existing theories, as action oriented individuals with a practical purpose, we have taken the freedom 
to interpret not only our own empirical material but other people´s theories too. Through analytical 
work we have applied or combined theories to serve our purpose. More traditional researchers 
might not give themselves the degrees of freedom needed to do such work and that is how we as 
researchers have affected the study on yet another level. We share the standpoint of Adornos (1961) 
who expressed aversion to the researcher being reduced to a register device thus proposing a more 
active role of the researcher (Alvesson and Sköldberg 1994; 327). Moreover, K.Yin also argues for 
practical use as a measure of credibility. The chapter Moving from practice to science 
contains practical application based on our findings and that alone should illustrate its applicability of 
this paper in practice. Our preconceptions might in this case serve the purpose of increasing the 
credibility of the work given that we have previous experiences relating to the issue about which we 
are writing and instead of bias, it according to Yin, makes the work more realistic (2007; 167-168). 

You will notice that only a limited amount of data has been presented in the analysis chapter. That is 
strongly connected to the purpose of practicality, but it leaves a few things out for the reader. It is a 
very conscious choice despite suggestions in literature that as much empirical data as possible is 
desirable to make the analysis more credible. Instead of presenting excessive amounts of data we 
have worked hard on being transparent with our choices and presented the data in a way that 
creates the most meaning in accordance with the research strategy. Furthermore the attentive 
reader will realized that we did not conduct all the interviews in exactly the same way. Most 
interviews were semi-structured while the interview with Hq5 was a structured phone interview. Our 
interpretation regarding the latter is having a phone interview did not impact the output negatively 
as the questions were straight forward. In retrospect we still think a phone interview was sufficient 
for the purpose. The interviews conducted through video conference using state-of-the-art 
technology replicated face-to-face limited only in prohibiting physical contact. Because eye contact 
can be kept and body language is visible as if were in a real meeting  we believe, just like we have 
argued in the method chapter, that these interviews hold the same quality in terms of richness, 
nuances and interpretivity. There is a second issue to critically review that connects to the 
information that is conveyed in the interviews. It is the fact that the manager’s interviewed are 
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responsible for their respective areas and it is in their interest to make things look good officially 
charging their position with vested interests.  

Reliability and validity are really instruments for quantitative studies and are not well suited for 
measuring quality in qualitative research (Trost, 1993; 67, Johansson Lindfors 1993; 161). Instead we 
want to discuss more qualitative topics that we think make the paper more trustworthy. The 
interviews were recorded; fully transcribed and on top of that double notes were taken during the 
interviews. Looking at the double notes after the interviews very similar things had been recorded 
and this is a measure of consistency in interpretations. All the records have also been filed and kept. 
Validity is another concept, borrowed from quantitative studies but that has been adapted by some 
authors for qualitative studies. Usually word or concept validity is discussed in quantitative research 
but those measures of validity are not really interesting in interview research as the point of an 
interview is to understand what the respondent really means. Having used Kvale´s book The 
qualitative research interview (1997) as a handbook we used his rewriting of validity concept in our 
work. With his concept in mind, we have through thematization, planning, interviewing, data 
reduction, analysis, verification and final reporting (1997; 85, 213, 214) been working with validating 
our activities and findings as a process, not as a mere validation activity in the end of the study to see 
if it ended up being valid or not. To support the claim of credibility and authenticity the paper was 
sent back to a selection of participants for review before release. Moreover, what makes our findings 
authentic is that upon the possibility to reply to the transcriptions, we received remarks on good 
parts of the interviews with additional explanations and comments to aid interpretation. 
Furthermore, during some interviews the interview subject had a, what can be described as a small 
aha moment, when a new realization dawned.  

Now to what is perhaps unusual, the formidable access in terms of time with interview subjects and 
company information we enjoyed throughout the research.  The great access relates to the fact that 
the research issue was a company priority and adds credibility to our findings as it reduces the risk of 
narrow or selective perspectives. Furthermore, the line-up of interview subjects is strong and 
supports our findings in terms of credibility since it is the very practitioners working with delivering 
and managing the GTM model that have been interviewed. The company and the people in the case 
have all been identified by name so the reader can use whatever information they might have about 
the case in order to critically examine this work and its conclusions - which according to Robert K. Yin 
(2007; 187) as well as Jan Trost (1993; 62) is one of the strongest quality criteria´s for a case study. 
From the feed back to the paper it was obvious that there is agreement on the underlying situation 
or ‘facts’ which ensures consistency of interpretation. In Appendix 1 you will find a table of the 
interview subjects, their roles and a brief summary of our perceptions of the interview situation. In 
our research diary we have written about the feeling we got during the interview and the metaphors 
we used there have been used in the table on recommendation of Ely et al. (1991; 198) to capture 
the essence using very little space. The metaphors were later removed due to ethical considerations. 
However, names and positions are publicized with the consent from the interview subjects. Note that 
each interviewee has been given a code that will be used in the analysis chapters. The codes are 
found in the Abbreviations section in the beginning of the paper. The fact that the CEO took personal 
time to brief us on the topic should also serve as an indication to the organizations willingness to 
contribute. Being a generative study with a goal of improving the situation in which the interview 
subjects live - and that ultimately turning potential into profit is not only good but desirable for the 
interview subjects - was advantageous in terms of getting access. The willingness to contribute was 

very high which is access to the individual, and willingness to participate was high too which is access 

to the organization. We thus enjoyed great access from both a horizontal and a vertical perspective. 
When talking about access in interviews a matrix is sometimes used to evaluate the interviews. In the 
boxes a short description of how we related to each situation during the interviews has been 
entered. 
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A rough estimation is that 80-90% of the answers were in the knows and says box which is the 

preferred interview situation. Sometimes however interview subjects were elusive in their answers 
to the point that we could not pin it down properly. These answers have been considered carefully in 
the interpretation. During a few interviews it was possible to sense a concern with the interview 
subjects about how the information would be used which is likley due to the fact that they are 
responsible for a position and want to both look good towards top management and to affect the 
outcome of potential decisions coming out of the final product. In nearly all of the few situations 
where it occurred we managed to change situations from knows but does not say to knows and says 
but in a few cases we had to leave being aware of the fact that answers were carefully considered 
from a very specific point of view and awareness of that has helped us in the interpretation stage. 
The ability to move beyond what has been said requires interpretation and reflection. The reactions 
from the interview subjects during the later interviews indicate that the interpretations from our 
frame of reference are interesting and authentic to the point where it touches and enhances 
practitioners own understanding.  

We have also tried to adapt the communication of this paper to the multiple target audience of 
professional practitioners as well as to researchers in academia. The style of writing has been 
adapted to engage a reader that is not used to the dry language sometimes associated with 
academia. According to several authors (Trost 1993, Kvale 1997 and K. Yin, 2007) researchers have 
traditionally not been working hard enough on writing an engaging piece of material. This gave us 
additional motivation to present our findings differently from what you normally find in academic 
papers. 

Lastly we want to comment on the deviation from the local rule in Umeå of typing out the page 
number when referencing. Sometimes the reference lack page number. This is not because we do 
not know the page number or because of a typing error, but because it is sometimes not possible and 
sometimes even misguiding to type a specific page number. For example, when referencing to Seth 
Godin´s permission marketing, we are referring to the concept discussed through all the pages in his 
book, why referring to a specific page number be much too limited if not incorrect.   

Table 4.4.1 – Interview access and actions, building on ideas from Owe. R Hedström (2009) 
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4.5 Ethical considerations and other human aspects 
Since  research with humans as participants must serve both the interest of science and the interest 
of humans (Kvale 1997;104), the result of our interviews should not only be of value for our thesis 
supervisor at the university and at Atea, but also for the interviewees. In preparing for the interview 
we acquired informed consent which is not only important from an ethical perspective but 
successfully handled it helps to build confidence in the relationship between interviewee and the 
researcher (Kvale 1997; 142).  

Informed consent means informing the interviewees about the purpose and the structure of the 
research, and what consequences it might have to participate. Because the research subjects were 
chosen from inside of the company with an expectation to contribute more or less explicit, we chose 
to offer the research subjects an option where we would use their answers without identifying the 
source in our thesis and the possibility of selecting sections that would not be presented at all.  We 
made this choice to protect the research subjects from possible consequences in hope of providing 
more security to the subject and increase their confidence in us as well as to demonstrate integrity in 
our research as a purpose in itself.   

It was also important to us that the interviewees got access to the fruits for our work. Transcriptions 
were sent back for approval before we proceeded with analysis and copies of the finished work were 
made available to the interview subjects on request. This consideration relates to future studies to 
and rests on our belief that people will not be willing to help out science if the benefits do not rain 
down to the participants. Copies of the late drafts were made available for final comments which 
according to K. Yin is supposed to improve the validity of the case study and represents good 
research conduct (2007; 187). 

Confidentiality is of concern during the analysis and when reporting the findings as well. There is a 
fine balance between respecting personal integrity and demonstrating integrity as in honestly 
reporting the findings from analysis (Kvale & Brinkmann, 2009; 14). We carefully considered our 
conclusions and how we presented individuals with respect to their integrity. Individuals can often 
draw valuable input from critical perspectives (Kvale & Brinkmann, 2009; 15) and we hope that the 
individuals in our research will be satisfied with our efforts and enjoy the fruits of the research in 
their daily work. 
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4.6 Truth and the processes of writing, interpretation and analysis 
Having argued for our personal view of the world and knowledge in terms of ontological and 
epistemological position it is now more interesting to discuss the practical implications of those 
positions rather than further explaining the positions philosophically. Even though not conceptually 
complete the trilateral truth concept developed by Alvesson, Sköldberg (1994; 36) is a useful 
framework and is used as a base line for reasoning. 

 

 

 

 

 

 

 

Getting as close as possible to absolute truth, a strategy in the intercept of meaning (interpretation) 
and correspondence (observation) is consistent with our philosophical position. The purpose of this 
research however, calls for a more practical approach which suggests moving from the intercept of 
correspondence and meaning, towards ending up in application as indicated by the arrow in the 
above model. According to Alvesson and Sköldberg it is natural to move in between these truth 
strategies in different phases of the research (1994; 38).  

A true hermeneutic position has meaning as the main strategy. The move from meaning towards 
correspondence has been done consciously to satisfy our dualistic position of knowledge and truth, 
thereby securing the quality of the gathered data and analysis. However, truth and true knowledge 
would in itself not be useful beyond the practical value it can add in relation to the purpose of the 
study (Alvesson and Sköldberg 1994; 36). As such, the choice of research method, data gathering and 
initial analysis reflected our position in the trilateral triangle quite specifically (see origin of arrow in 
above model). In concrete terms that means that we cross checked certain messages from the 
interviews with company documentation to make sure that meaning did not turn into a totally 
subjective story. The further the study proceeded the more the pragmatic perspective was applied 
where the final interpretations and suggestions in 6 Moving from Practice toward Science chapter are 
of quite pragmatic nature. Thus, securing the data was done with much more strict emphasis on 
truth and gradually through the analysis, conclusions and imperatives for action moved towards 
adding practical value as that was of higher importance. 

When choosing a suitable method for analyzing our data, we read Ulrika Nyléns book “Att presentera 
kvalitativa data” (2005) which has an extensive overview of useful analytical methods. We 
considered using the narrative method which tries to organize the social reality and our knowledge 
about it through stories. Narrative research concerns gathering data from the chosen research site in 
order to generate stories about it (Ulrika Nylén 2005; 48). However, this method focused too much 
on the social reality and the stories people tell to fit our stand point, but also it did not suit the 
purpose of our study completely. Yet, some aspects of the narrative perspective have been brought 
into the paper in that there is a story line to which all of the parts connect, a choice that was partially 
made to improve readability and partially as it is a useful tool to communicate insights. Stringency 
was of greatest importance which is why emphasis has been put on the heading of each block while 
numerous subheadings have been avoided as it cognitively separates inseparable parts (Johansson 
Lindfors, 1993; 175). Also worth noticing is that, in principle, citations have been presented separate 

The arrow represents how we moved in between the truth strategies as the study proceeded. 

Figure 4.6.1 – Moving through the trilateral truth concept, building on the concept by 

(Alvesson, Sköldberg, 1994; 36) 

Meaning Correspondence 

Application 
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from the rest of the text to really emphasize key points. In chapter 6 Describing Imperfect Practice 
however this principle is not followed and instead citations are part of the flowing text, again with 
the objective to achieve readability. Building on the same logic of improving readability and 
understanding, the names of the interview subjects have been coded in most of the flowing text.  

After thorough consideration we decided to modify grounded theory to suit the purpose of our 
study. In short, the aim of grounded is to generate theory through comparative analysis, verifying as 
much as possible of the findings with accurate evidence and other theories (Glaser and Strauss 1967; 
28). However, grounded theory is too rigid in relation to the expected output so we reworked Glaser 
and Strauss framework according to Kvale’s perspective of a much more pragmatic condensation of 
the empirical data (2007; 108). Condensation is in itself the first step of the analysis, as data relevant 
to the purpose is elevated and presented before a more critical analysis on that data proceeds. A 
model developed by Miles and Huberman in their book Qualitative Data Analysis proved to contain 
the elements we were looking for (1994; 12) 

 

 

 

 

 

 

 

 

As implied by the figure above, each step contains elements of analysis. In fact almost every choice 
made while working on this thesis contain an integral part of analysis. Anticipatory data reduction 
means reducing data now that could have been retrieved in the future. It occurs consciously, or 
sometimes sub-consciously, by the choices of questions and interview subject seen from the 
perspective of the purpose. This in itself is part of the analysis as it affects what conclusions that can 
come out of the data (Miles & Huberman 1994; 10), which how our thematization exercised even 
more impact on the work than meets the eye (Kvale 2007; 37-43). 

Having completed each interview we moved between the reductions of data, into data display and 
further into the verifying and conclusions part, and then back to data reduction for another cycle. 
Over time a vague image of our destination, which was formed early on in the research, molded and 
changed. Gradually through the process a more grounded picture emerged, tightened by condensed 
empirical data and theory work as the study proceeded. One of the most important reasons for 
selecting the data reduction option was our awareness of the dangers involved with drawing 
premature conclusions as a consequence of too much material (Miles & Huberman, 2002; 17, K. Yin, 
2005; 163). Another important reason for data reduction was that the abductive research model 
does not have a clear problem formulation in terms of a straight forward hypothesis. In other words 
it allows for mistakes and therefore any interpretations should ideally be verified from more than 
one angle (Alvesson, Sköldberg, 1994; 47) – something achieved through using this circular 
methodology and through triangulation in terms of truth strategies. 

Before moving on to the data reduction however, we would like to illustrate how our own 
understanding developed throughout the research. Our progress can be compared to an exponential 
curve where interviews in the beginning of the work were more of a one-way story from subject to 

Data 
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Data 
reduction 

Data display 

Conclusions; 
Drawing/Verifying 

Figure 4.6.2 - Qualitative Data Analysis, Miles and Huberman (1994; 12) 
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interviewer rather than a dialogue. Critical questions were scarce at first, but as we learned and 
grew, our follow-up questions become sharper and more abundant. The following quote from the 
research diary captures quite well what we experienced half way into the project; 

“With the understanding that we now have developed we could have been so much more critical 
in the early interviews. Ideally we would go another round with all of them!” (2009-04-23) 

And we did go back with follow-up questions. Reducing data was initially done through lifting out the 
data that that fit with the research themes with great care for consistency as consistency of 
judgment is of great importance in analysis (Boyatzis, 1998; 144). The themes are what Enroth (1984; 
144-150) refers to as a structured break down of different levels of information, where the go-to-
market model is this research´s overall concept. Even though this mapping reduced the data slightly, 
most of the data did relate to the themes, which is natural given that the data was retrieved using 
the themes in the first place. However, everything was not important for the research question so 
the process continued. Some things were deemed interesting but could not be directly mapped to 
our themes. Those items were organized in sub-themes that could later be mapped out into the main 
themes much like in thematic network analysis (Jennifer Attride-Stirling, 2001). The second order of 
data reduction was done through elevating what we, from the theories and our total understanding, 
considered to be the most critical regarding the go-to-market models, and leaving the other material 
behind. A critical part of this data reduction process which  also includes interpretation of meaning, 
was the translation of the original interview transcripts from Swedish into English. The order of 
transcribing in the native language before translating it to the reporting language is suggested by 
Bryman and Bell (2007; 490) and Steinar Kvale (1997; 149). It is a time consuming process which 
requires both reflection, backtracking to interview notes and recording as well as re-phrasing or 
paraphrasing what has been said to reflect the meaning of what has been said from a micro as well 
as holistic perspective (Alvesson, Sköldberg, 1994; 164-169), why it is also critical in the 
interpretation of meaning. It was also here that we noticed, and again quoting our research diary; 

“The questions were brilliant seen in writing. But unfortunately the variables presented early on 
in the question were often not part of the answer and we many times failed to realize that fact 
during the interviews” (2009-05-10) 

In some cases we have interpreted the lack of addressing the complete question as lack of 
knowledge, not knowing and not saying and sometimes as knowing not saying. In the former we 
believe that associations would have come to the interview subjects regarding all parts of the 
questions had the answer been known. In the latter we could simply not be too sure of the meaning 
in those answers. 

For further analysis data was arranged in a matrix where the items could be compared in terms of 
implications for the different type of regions Maxi and Kvantum. For analytical purposes a number of 
constellations of looking at a reduced amount of data was used to capture a width of the most 
important perspectives and their implications as suggested by Miles & Huberman (1994; 148-171). 
We want to put emphasis here on this being a part of the analytical process. We reduced the data 
and presented it in many forms for our own analytical discussions. Mind-maps, tables and flow charts 
are only examples of a large number of ways we arranged the data to arrive at critical perspectives. 
Everything that did not pass this critical verifying stage, seen as irrelevant in light of the purpose, has 
been kept outside this paper. We often turned back to the holistic impression from the mass of data 
as another verifying action.  

Through the analytical process theoretical search was also done to explain new insights. Rounds of 
analytical work, data gathering and theory search were repeated several times, and each time new 
iterations in the Qualitative Data Analysis model were incurred, see figure 4.6.2. Yet it is essential 
that you understand this processes to realize the depth of the analysis. Again quoting the research 
diary; 

 
Moving from Practice toward Science:  

Defining Go-To-Market model and setting it up to turn potential into profit 

19 



 

“Having gathered so much empirical data and read up on so much theory we begin to feel like we 
understand less than we did the first few days. I guess we have to trust our method and the 
process to take us to our destination.” (2009-04-25) 

And it is a flowing process. Each and single step in these circles within circles cannot possibly be 
accounted for in a meaningful way and by all rights should not be (Ely, 1996). Yet that was the 
process by which we moved through the analytical work. In a way the things that we do present in 
the analysis and conclusion chapters are grounded in the sense that Glaser and Strauss (1967) mean, 
yet through a less rigid process. You will be able to follow key steps in the analysis chapters. The 
analysis chapters start out interpreting the current situation and analysis of the GTM concept and 
future actions follow next. All data broken out of the original transcriptions have been subject to 
interpretation and analysis and we consider it senseless in this type of research to present anything 
less than original transcripts as even close to objective.  
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5 Learning from others; theory, research and previous studies 

The theory chapter is divided into the four research themes. The first part contains previous studies on 
go-to-market models and approaches and draws information mainly from previous studies. The other 
themes contain theories that apply to a go-to-market model indirectly. This structure will give you an 
easy overview of the chapter, and it will enhance the visibility of the connection between the research 
problem and the theory chapter. We have made a deliberate effort to draw on theories from Swedish 
authors and Swedish studies because a major stakeholder to this study is Atea Sweden. The logic 
behind choosing Swedish research is that theories generated in the Swedish market would be more 
useful in relation to comparable theories that have emerged from a North American context. The 
theories have been critically examined to ensure that they fit the purpose of the study. 

 

 Go-to-market and underlying economics 

Go-to-market issues have been researched by various consultancies and some of the 
most solid perspectives are presented in this chapter. They bring value in terms of a 
aiding your understanding of GTM and will be important for you to connect the rest of 
the theories to in a meaningful way which is why it is now placed first among the 
themes. 

 Understanding the market 

Porter´s five forces is the main theoretical model used and complimentary authors have 
been brought in to explain the different forces and their implications on business. 

 Understanding the organization 

Corporate culture, management philosophy and resource allocation issues are brought 
up. Possible consequences of status between different roles and consequences of group 
versus individual reward systems are presented too. 

 Processes and support functions 

Roles and responsibilities, segmentation both how and why based on what is brought up 
and different authors opinion on how to organize core and support activities. Hunt and 
farm approaches are described at length including customer relation management and 
relationship marketing as well as customer experience perspectives. Sales support 
processes are presented along with the selling process. 
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5.1 Go-to-market and underlying economics 
In a book Go-to-market strategy by Friedman (2002) discusses parts of GTM strategy and addresses 
in particular channel choices and objectives to which he suggests tangible solutions. The go-to-
market strategy is not however, conceptually ordered in the organization and there is little 
theoretical background to the choices. Further the concept of go to market model is not defined 
even though the book indicates that it is mainly about what, to whom and by what means (2002). As 
such the book is good but is lacking the contextual structure to perform analysis and the theories 
behind the suggestions are not transparent. There is little if anything about what information is 
needed to make channel choices or how to gather that information yet it presents a number of 
suggestions that are presented later in the theory chapter. The book is the best written material on 
GTM strategy so far and constituted the best start for GTM research.  
 
According to other practitioners, functions such as marketing, branding, product management, 
portfolio packaging and sales as well as account management and pricing strategies are part of what 
makes up a firms go-to-market model (BCG & CMO Council, 2008; 3). The go-to-market capabilities of 
firms have moved up from being subordinate to supply chain management, operational effectiveness 
and overhead cost reduction in terms of corporate priority to being one of the top priorities (BCG & 
CMO Council, 2008; 2-4). Emerging as a concept to bring new products into an existing market, what 
in product market expansion grid would be the top right quadrant (Kotler et al. 2005; 66), as a way 
for Microsoft to bring innovations to the market, the concept has today developed to a way for firms 
to continually improve their delivery of their internal capabilities to the market. Numerous 
practitioners speak of the go-to-market concept as being a way for firms to organize their sales 
organization, channel choice, pricing choices and portfolio messages to different segments (BCG, 
McKinsey, Microsoft, Atea). 

The objectives of the GTM set-up are often to gain market share or revenue increases apart from just 
selling the firm´s products. What drives firm bottom line results is different depending on the nature 
of business but in complex product businesses what drives bottom line is often poorly understood 

(Marn, Roegner, Zawada 2003; 1). Successful strategy should be founded with the goal of 
achieving superior long-term return on investment (Porter, 2001; 10). Without a focus on 
profitability a company can never generate long term economic value. Porter argues that 
when companies set their strategic goals in terms of volume or market share without a clear 
center in profitability, the result will often be a poor strategy with a low chance of success. 
Profit must be the key underlying objective of GTM-strategy too, and a key reason of why it 
many times is not, but instead substituted with market share and revenue, is because the 
numbers are not facilitated by the current accounting regimes (Reichheld, 1996; 217). Smith 
and Dikolli also arrive at the conclusion that accounting policy does affect bottom line 
profitability (1995; 1). Also Wuebker and Baugarten argue that profitability should be the key 
perspective for firms to base decisions on (2008; 1). The underlying economics of the clients and 
pricing are main items that are inadequately understood, but need to be understood to increase 
profitability.  As a way of improving profitability Wuebker and Baugarten shows, by casing a bank, 
that a price increase of 10% could lead to a 100% increase in profitability while cost cutting and 
volume increases of 10% are only half as effective and that the effects of pricing is inherently 
dependent on the cost structure of what is being sold (2008; 1). In The power of pricing the authors 
establish a similar relationship where a 1% price increase gave an 8% operating profit increase on the 
case they highlighted (Marn, Roegner and Zawada, 2003; 2).  

The authors from McKinsey (2003) along with Wuebker and Baugarten (2008) argue that price is the 
main profit driver and that firms need to pay more attention to their pricing strategies. A consistent 
pricing strategy is according to Wuebker and Baugarten achieved through a five step process that 
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include setting up strategic objectives aligned with firm brand, checking the as-is situation, 
structuring price decisions, implementing the pricing strategy by assigning responsible, aligning 
incentives and systems to finally continuously monitoring, controlling and improving the pricing 
strategy (2008; 2-4). A very recent study of the Swedish SMB market for IT infrastructure products 
reveals that customers rank price only as the eighth most important factor in the process of choosing 
a supplier (Westman-Wall and Hultbom 2009; 15), which is an opportunity for smart pricing. 

Retention is also a powerful force to consider when striving to improve bottom line (Reichheld, 1996; 
34). A 5 % increase in customer retention could result in remarkable improvements of customer 
lifetime value ranging from 30-95%. Reichheld further argues customer retention holds higher 
potential to improve firm bottom line than cost cutting, but to realize how it is essential to 
understand the customer life time structures (1996; 128, 54). To make good decisions one has to 
understand the cost composition of customers, the cohort customer retention curves and discount 
potential revenue to present value to account for the time value of money. He shows that by 
applying a constant-rate assumption by average calculations on defection rates the customer lifetime 
value is overestimated by up to 40% (1996; 55). Similar economics, he claims, are at work when it 
comes to employee retention and efficiency (1996; 100). 

The relatively short description of GTM in this chapter is partly because there is little written on the 
concept and partly because specifics that relate to the research themes have been lifted out and 
assigned to its theme. Remember that the themes together make up the GTM concept. The theories 
that relate to the themes will now be presented in consecutive order. 
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5.2 Understanding the market 
Michael Porter´s five competitive forces (1985; 5) is a model that determines industry profitability 
and has been the starting point for at last two decades perspectives of looking at the external 
environment of organizations. Porter argues that because the first fundamental determinant of a 
firm’s profitability is the attractiveness of the industry, competitive strategy must be founded in an 
understanding of the competition that determines the industry’s attractiveness.  

 

 

 

 

 

 

 

 

 

 

 

Using Porter´s framework we draw from the knowledge of other authors to explain the different 
forces. The forces, or market determinants, all have important issues that need to be analyzed in 
order to establish the market attractiveness (Porter, 1985; 6). Another situation where this model is 
applicable is when looking at different product lines or lines of business from the perspective of 
where they are in the product life cycle and/or maturity of the market (Steane, 2008). The existence 
of substitutes has an effect on all the forces. The combined strength of all forces determines the 
attractiveness of the industry. However, the five forces model can also be used for analyzing markets 
and segments of an industry.  

Substitute products always depress price and reduces the profitability in what is a commoditization 
of products (Faulkner and Campbell, 2003; 13). One mitigating strategy is product differentiation 
which is concerned with the bending of the demand curve.  As put by Wendell R. Smith in her paper 
Product Differentiation and Market Segmentation as Alternative Marketing Strategies; 

“It [differentiation] is an attempt to shift or to change the slope of the demand curve for the 
market offering of an individual supplier” (Smith, 1956; 8) 

New entrants are a threat because they bring substitutes with the above explained consequences. 
Consequently the barriers to entry must be considered (Porter; 1985; 5-10). Current barriers could be 
mapped and how they can be manipulated through different activities should be strategically 
addressed. As globalization is tearing down national borders national markets are losing relative 
market share value due to price competition and increased competition. Thus other capabilities of 
differentiation and increasing entry costs for entrants must be developed to stay competitive 
(Barnes, 2000; 43). It is also important to consider the possibilities of reaching economies of scale in 
the market. That often requires that firms achieve a critical mass which is sometimes accomplished 
though M&A activities (Steane, 2008). In addition, potential moves should be analyzed in terms of 
what actions that will lead competitors to retaliate. Slightly more difficult but also more rewarding is 
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Figure 5.2.1 - Porter´s Five Forces, Porter (1985) 
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to determine the buying behavior of the target segments, and thereby adapt the pricing and 
differentiation strategies (Kotler et al. 2005; 311).  

Buyers’ negotiation power is determined by a number of factors such as their buying power, the 
buyer volume, their cost of switching products, existence of substitute products and their price 
elasticity. The switching cost for customers, the firm´s access to different distribution channels and 
substitutes along with the identity of the brand are some of the most important determinants 
(Porter, 1995; 7). The negotiation power is to some extent also decided by the substitutes from 
competitors and the regulations of the market.  

Considering the supplier side it is important to look at presence of substitute inputs, at the 
integration in the supply chain and to pay attention to the differentiation of inputs as well as cost of 
switching suppliers (Porter, 1995; 5, Faulkner, 2002; 12). The suppliers might also be able to bargain 
which is a function of a large number of factors including supplier´s differentiation, number of 
available suppliers and ability to by-pass the supply chain as in the case of Dell Computers (Friedman, 
2005; 277).   

The fifth is the intensity of rivalry among existing firms in that industry. The industry can be 
characterized in terms of how tough the competition is and the type of market situation usually gives 
a good indication. The competitive situation ranges from almost no competition for Monopolies to a 
stable and not so fierce competition when the market is held by oligopolies to the other extreme end 
of hyper competition. 

The forces in themselves are rather straight forward and you should now have an idea about what 
factors affect competition and thus industry attractiveness. The slightly more challenging task is to 
measure and determine the nature of the five forces. Firms in the market often develop a good sense 
of understanding of what their industry competition is like. In section 5.4 you will find out more 
about the processes for managing and mapping some of the forces.   
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5.3 Understanding the organization 
Strategy concerns where you are today, where you want to go, and choosing how you are supposed 
to get there (Peter Steane, 2008, Porter, 1996).  Strategy is the roadmap that the company should 
use in order to ensure that all departments and functions are working together, and in the right 
direction. Over time. Successful strategy should be founded with the goal of achieving superior long-
term return on investment (Porter, 2001; 10). Without a focus on profitability a company can never 
generate long term economic value. Porter argues that when companies set their strategic goals 
terms of volume or market shares without a clear center in profitability, the result will often be a 
poor strategy with a low chance of success. Different writers on the subject argues for different 
approaches, but they all have in common a holistic perspective where it is crucial that the strategy is 
coherent with the company’s capabilities and that all activities of the company is governed by the 
same roadmap (Peter Steane, 2008, Porter 2001; 1-10).  

Achieving competitive advantage, have seen a changed of focus during the last decades. As the 
business environment becomes more dynamic, perspectives on strategy must follow correspondingly 
(Barnes 2000; 43). From focusing on the company’s internal core competencies, to placing the 
organization attractively in the market, to the current shift in focus that is moving towards how to 
deliver your products and services to the market in the best way. Note that what has been 
historically in focus is not less important, but businesses are experiencing diminishing returns to scale 
(BCG & CMO Council, 2008). Firm must thus focus their resources to build competitive capabilities 
where they will have the highest impact (Porter, 2001; 10). This implies that the strategy impacts the 
allocation of resources. How a firm is organized to meet its strategic objectives quite obviously is a 
significant part of a firm´s resources and consequently its costs (Kotler et al 2005; 815). It thus 
becomes critical for firms to develop capabilities to organize themselves in a way that allows superior 
value creation in a cost effective manner (BCG & CMO Council, 2008).  

How firms are organized limits individuals behavior. The organizational structure affects the 
individual and if the individual follows the structures the acts become institutionalized habits 
(Giddens, 1984). Because the effects the organizational set-up has on individual behavior it is 
important for managers to select ways of organizing their organizations that is aligned with the 
strategic objectives (Jacobson och Torsvik, 2002; 123, 138). Structural design should then be based 
on the degree to which parties within the organization must cooperate in order for them to perform 
well (2002; 138). Managers’ ability to conceptualize is thus important for determining the 
consequences of different set-ups in relation to the strategic objectives. Failure to accurately and 
precisely managing such effects could lead to very particular problems.  

One such problem is the silo effect which often effectively kills off innovation (Steane, 2008). An 
example of a silo-effect is losing cooperation between functions or offers due to isolation and 
competition. A mitigating strategy to deal with silo-effects is to have a matrix structure, a structure 
that is also used for managing large organizations with cross-functional activities in for example 
market offers through regions. Bloisi et al writes about goal incompatibilities that can be 
consequences of a matrix structure which can lead to win-lose competition and insufficiently and 
unfairly shared resources as a potential problem for matrix organizations (2003), and for individuals 
multiple sources of decision is identified as a source of conflict (Jacobsen and Torsvik 2002; 224-226). 
This impacts and is impacted by the role expectations and job design in degree of ambiguity and 
conflict between them. The management guru Peter Drucker (cited in Management and 
organizational behavior by Wendy Bloisi 2007; 214) writes that management by objectives (MBO) 
sets priorities that will increase the motivation of the employees and guide the actions towards the 
intended state. The method consists of four steps employed both by the manager and the 
employees. Firstly, there needs to be an agreement on goals and targets. Secondly, planning of how 
to reach the objectives needs to be conducted. Thirdly, there needs to be corrective actions to keep 
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the performances on target and lastly, there should be reoccurring measurements, reviews and 
rewards.  

Alignment of rewards and objectives of the sales people is according to Bloisi et al of particular 
importance (2007; 214). Organization can be looked upon as a system in which changes in one part 
will have changes in the other (Svedberg, 2002), which puts high requirements on alignment. 
Determining how to deal with the above choices can only be done in a conceptually integral way 
when strategic objectives are known. 

How the sales people´s time, expectations and rewards are organized strongly drives how the sales 
force deploys their creativity. It further affects the well-being and motivation which are key aspects 
for the sales person to build value adding relationships (Kotler et al, 2005; 821). How the sales force 
is organized should be guided by the marketing strategy that is directly connected to the overall 
corporate strategy. Thus, organizing the sales force and the sales activity it is crucial to take a holistic 
perspective and ensure that the chosen activities are aligned with the overall strategy (Ingram et al 
2002; 559). 

Sales force structure can be set-up in many different ways. Territorial or geographical setups are 
common choices as well as product structures, and often a matrix structure is even used (Kotler et al. 
2005; 814). Also common today is customer structures where the sales force is assigned along a 
customer segment or an industry line. Mixing up all of the above is called a complex sales force 
structure (Kotler et al. 2005; 815), but these are not the only dimensions of the sales force 
organization. Demand generation is usually an overhead function that utilizes different channels and 
the sales force is often also divided along the dimension of outside or inside sales force (2005; 815). 
An inside sales force can both service a company´s customers or potential customers through the 
phone, receiving client visits or taking work load off the outside sales force to help them focus on 
relationship building. Another common use of inside sales force is telemarketing which in literature is 
described as a cost effective way of doing sales because of the high number of possible customer 
interactions that can be achieved in a day (Kotler et al. 2005; 815). Team selling, using multiple 
competencies on the same account is a way of organizing yourself around major accounts in terms of 
volume and complexity. In business-to-business relationships an account manager is often assigned 
to service the account and build the relationship with the customer to move up the loyalty ladder 
and expand sales (Christopher et al, 2002; 48, Kotler et al. 2005; 817).  

Increasing the complexity of strategy decisions and what sales channels to use is the unprecedented 
era of consumer power (Loewe and Bonchek 1999; 1). Customers today have their own databases 
and tracking technologies (the internet, researchers marks) which means that retailers can no longer 
set the rules and prices as they wish. As Loewe and Bonchek writes; 

“What I want, where I want it, when I want it, and how I want it, is the credo of the emerging 
consumer… The empowered consumer wants it all; customized products and attentive service 
without the luxury prices that usually accompany them. In sectors as diverse as computers, 
clothing and vitamins, manufacturers and retailers are deploying new technologies and business 
models to provide custom-made products and personalized experiences at competitive prices.” 
(1991; 1) 

Furthermore, all customers do not want to buy in the same way, and are not equally profitable. 
Consequently companies today are increasingly using multiple sales channels as part of their sales 
strategy. They are combining sales forces with telemarketing, websites and other channels to 
respond to competitor actions, save transaction costs and to increase market penetration (Wallace et 
al 2004; 249, Schoenbachler and Gordon 2002; 42). In the picture on the next page Lawrence 
Friedman illustrates how multiple sale-channels can reduce costs by migration of proper selling tasks 
to lower-coast channels (2002; 237).  
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As the figures shows, a movement of any sales function to lower-cost channels will reduce costs and 
free up resources to reach more customers in more markets. Friedman argues however that the key 
issue is to migrate appropriate tasks to alternative channels (2002; 237). For example, lead 
generation and customer support might be done online, but the sale closure face-to-face by field 
reps. Important to note however, is that the sales strategy must consider the attributes of the 
product. Care must be taken to ensure that the offering is sold through the appropriate channels 
(Friedman 2002; 40-42). Setting up a successful multi-channel has many benefits. Friedman argues 
that it will increase the selling time of the direct sales force with up to 20 %, decrease costs, increase 
the total volume of sales leads and increase the profitability (2002; 238). Moreover, Wallace et al 
argues that multiple channel strategies can increase customer loyalty through enhanced customer 
satisfaction since customer needs are met through a greater and deeper mix of sales channels (2004; 
250). Increased customer loyalty comes foremost from the opportunity for the retailer to provide its 
customer with great customer experiences and contact through more channels. However, managing 
multiple sales channels presents companies with the challenge of attracting new customers with 
additional channels and making sure that the new channels are not cannibalizing on the already 
existing.  

The solution for how to handle multiple sales channels lies in focusing on the activity and the 
customer, and not the channels per se (Schoenbachler and Gordon 2002; 43-46). Keeping the brand 
image consistent throughout all channels is a key issue to avoid the brand identity to become 
fragmented and unclear to the customers, which can be done by focusing on the customers, rather 
than the channel for communication (2002; 45). More practically, J. Baiden, cited by Schoenbachler 
and Gordon, argues that there are five keys to successfully managing a multi-channel environment. 
Baiden argues that by promoting the brand, knowing the customer, target your advertising, integrate 
fulfillment and watching the costs companies can successfully handle multiple sales channels (2002; 
46), and the channel choices should really be about meeting the customer in their way at costs 
appropriate to that experience (Wallace et al 2004; 259). 

  

Figure 5.3.1 - Pushing down sales tasks to lower cost channels, Friedman (2002) 
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5.4 Processes and supporting functions 
Traditionally the business to business (B2B) markets has been viewed as unique and different from 
the consumer markets. Longer purchase cycles and fragmented market structures, multiple 
individuals involved in the purchase process and more complex products differentiate the B2B 
market from the B2C market (Coviello and Brodie 2001; 2). Webster (1978; 24) argues that since the 
B2B markets and the consumer markets are so different, they each call for different marketing 
approaches. Grönros (1991; 4) questions this view and argues that the best marketing strategy 
depends on what types of customer the firm is serving, and how mature the market it is serving is. 
Thus a company might serve a consumer market and a business market in the same way if the 
customers share the same attributes. Aligned with this thinking is the recent trend of B2B companies 
attracting marketers from consumer markets in order to capitalize on their enormous knowledge of 
customer behaviors, since business and consumers are sharing more and more attributes (Pleasance, 
2008). As a result of their investigation on how different marketing approaches for consumer and 
B2B really are, Coviello and Brodie (2001; 15) concludes that it will become more important to 
capitalize on the vast information in databases in order to better segment the markets and offer 
tailor-made products and services in order to successfully service your customers. B2B in particular 
should develop better transactional marketing abilities and could learn much from the business to 
consumer businesses which traditionally have been using the information in their databases 
successfully. Strengthening this perspective Coviello and Brodie (2001; 7) refers to a study made by 
Jackson and Cooper and notes that although it is generally accepted that consumers and business 
have different buying behaviors, differences in marketing approaches have little valid ground. 
Furthermore, they have reviewed nine other investigations on the subject, and conclude that there is 
hardly any empirical evidence for differences in market approach for the consumer and the business 
markets. Similar indication is provided in a recent interview with McKinsey´s  Darren Pleasance 
(2008) and even the well known Kotler indicates this type of buying behavior in businesses to 
business situations (Kotler et al. 2005; 311). In the Buying decision behavior matrix by Kotler the 
upper left corner defines significant differences between brands and high involvement on behalf of 
the customers as complex buying behavior (Kotler et al, 2005; 276 – 277). The model is constructed 
for consumers but the SMB market procurement officers ought to have at least a similar behavior, 
but to a lesser extent, as the choices are more complex and thus less straightforward. Studies in 
consumer markets show that advice significantly impacts the outcome of complex buying (Devlin, 
1997; 16). SMBs in particular often have a single responsible procurement person and should thus be 
significantly affected by advice. 

Relationship building is a key activity of business to business marketing (Håkansson and 
Snehota  1995; 4; Hutt and Speh 1998; 32), because knowing the client gives you access to their 
needs and behaviors (Gummesson, 1995). Christopher et al (1991) explains relationship marketing as 
focused on retaining customers over the long term by emphasizing customer contact and customer 
commitment. Palmer (1997) criticizes relationship marketing by questioning it as a tool to apply in a 
global context why we in this section choose to draw from a number of Swedish authors. Grönros 
(1991; 2) paints a picture by saying that relationship marketing is concerned with using a company’s 
resources such as people, technology and systems in a way that the customer trusts the firm, leading 
to a maintained and strengthened relationships. A cornerstone in the logics of relationship marketing 
is to move up the so called loyalty ladder (Gummesson, 1995; 29). The model on the next page is a 
synthesis of the Relationship Continuum by Zeithaml’s et al (2009; 177-182), and the expanded 
Loyalty Ladder that Christopher et al (2002; 48) built on Raphel & Raphel´s original concept of loyalty 
ladder. Olsson and Åhlen merge and integrate the perspectives on relationship marketing to the 
different stages in the loyalty ladder in that model (2009; 18). Based on Raichheld´s The Loyalty Effect 
we have after critical examination further extended the model to include profit on the Y-axis under 
the assumption that the firm is choosing the right clients. 
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 Usually a customer moves stepwise up the ladder, but it is possible that a customer can move from 
being a prospect to an advocate in one leap (Raphel & Raphel, 1995; 181). Reichheld shows in his 
book that it is loyalty that drives profitable growth. Loyalty is the consequence of value creation, and 
true value creation happens in the top of the loyalty ladder (1996; 3). Further adding he writes that it 
is real value creation for the client that matters, and clients are prepared to pay for perceived value 
creation (1996; 19), and leaves a word of warning about staring blindly at profit or quality. 
Continuing he points to the importance of choosing the right customers (1996; 21), and that failing to 
do so will destroy value (1996; 34). Right customers are according to him clients that the firm can 
serve well while being paid accordingly. 

By the imperative to choose the right customers Reichheld implicitly argues that all customers are 
not the same. Söderlund cunningly writes that approaching all customers in the same way is 
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therefore seldom a successful strategy (1998; 18). Considering the customers’ different needs and 
adapting the offer accordingly can consequently lead to a strong competitive advantage. Segmenting 
your customers described as a three stage process where the aim is to decide how the company 
should match the needs of their customers. The first step is the actual segmentation, grouping the 
customers into segments with similar needs (Söderlund 1998; 18), or according to whom the firm can 
add most value or what potential clients are inherently more loyal (Reichheld, 1996; 63-64). A central 
choice in the first stage of the segmentation is to identify what customer characteristics that are 
important for your business objectives. These characteristics should tell the company about 
customer needs, how to reach the customer, how to approach them and if the customer are 
profitable and even their level of loyalty. The second step of the segmenting process is choosing 
which segment(s) to work with. This is a process where the company must decide what value it can 
offer its customers, and what value the company can extract from its customers in exchange (Payne 
and Frow 2005; 4). This step looks at the inherent characteristics of the segment. By looking at 
profitability development over time, competitive pressure and availability of collaborators the 
company should chose the segments that looks attractive and that it can service in a superior way. 
Note the connection to Porter´s five forces. The third step concerns translating the information about 
the customers and chosen segments into appropriate action. Choosing appropriate action means 
adapting the company offer to suit the target segment(s) needs and creating a convincing message 
that is delivered by the right channels, making sure that the message reaches its target (Magnus 
Söderlund 1998; 15-20). The bulk of the work when segmenting the customer base is identifying the 
characteristics that will constitute the base for the segmentation. Sitting behind your desk, trying to 
“think up” segments, instead of doing actual research, has been concluded a non-successful method. 
Segmenting the customers by demographics or size seldom works since it says little about the need 
of the customer. The segmentation should also the expected profitability over the life cycle of that 
customer to have an ideal base for structuring a strategic GTM model on (Lemon et. al 2002; 3). The 
marketer should focus on maximizing the net customer value over time and it is thus critical to 
understand that the segmentation does not have a purpose in itself, but is a necessary tool to 
achieve an end (Chu Chai Henry Chan, 2007; 1). 

The imperative to choose the right customers is further strengthened by Prof. Bernd H. Smith that in 
a survey conducted with more than a hundred U.S managers answered that the single most 
important success factor in their industry was customer focus. Despite the undisputable importance 
of focusing on the customer, the customer experience is in many cases far from optimally managed. 
Schmitt has suggested a framework consisting of five steps to enable the companies to manage their 
customer experience.  
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CEM enables companies to segment customers in terms of experience wanted instead of segmenting 
according to the customer in terms of size, employees and products which might or might not make 
out a common denominator for the firms which will help in the value creation process. CEM also 
allows firms to effectively communicate internally and externally what value the company offer and 
how this is achieved by the organization and its products and services. To successfully communicate 
customer value, it has to be defined in terms of customer satisfaction, and there needs to be a way 
to successfully track the effects (Kotler et al. 2005; 463). Schmitt argues that most branding issues 
are really about the customer experience with the brand and by managing and ensuring a customer 
experience consistent with the brand promise companies will achieve both higher growth and 
increased profitability (2004; 35).  

How to retrieve the market information needed to facilitate the above processes is practically 
addressed by Wharton professor George S. Day that argues for Market Sensing as a way to stay 
connected with the market (2004; 80). Without a capacity to sense the market, anticipating shifts in 
customer requirements and emerging competitors, a company will continually miss opportunities 
and might not be able to do more than to catch up. Professor Day encourages continuous 
experimentation and the building of culture, in particular among front line employees, of open 
minded inquiry. The information gathered by this Market Sensing should later be classified and 
simplified before it can be analyzed and acted upon. By translating the information into knowledge, 
the company can take advantage of spotted market opportunities. To establish a process of learning, 
where the company continuously improves, it must have a system for capturing and retaining the 
information and knowledge gathered. Furthermore, this knowledge must be shared in a knowledge 
base that everyone in the organization can access in order to prevent that these insights get lost. 
(Day, 2004) 

Customer relationship management (CRM) is a concept that tries to capture the above in a customer 
centric manner. As the name suggests it is concerned with customer relationships. CRM is founded 
on the belief that customers should be managed as important assets, that not all customers are 
desirable and that customers vary in their needs. It is by understanding customers and customer 

1. Analyzing the 
customers 
(requires a 
segmentation) 

2. Building the 
experiential 
platform 

3. Designing the 
brand experience 

4. Structuring the 
delivery of the 
customer 
experience 

5. Continuous 
innovation around 
the customer 
experience 

Analyzing the 
experiential world 
of the customer. 
What is the context 
and market require-
ments that affects 
the customer exp-
erience? This step 
provides original 
insight into the 
world of the 
customer and en-
ables the manag-
ement to relate 
customer needs to 
the company offer. 

 

Building the exp-
eriential platform. 
What experience 
and value can the 
customer expect 
from the product or 
service, and what 
platform should be 
used for connecting 
strategy and imple-
mentation? The 
second step allows 
the company to 
create a theme for 
coordinating 
communicating and 
marketing efforts. 

 

Designing the brand 
experience – what 
features and 
product aesthetics 
can the customer 
expect and how 
should this message 
be designed? The 
third step focuses 
on designing a 
brand experience 
with desirable 
elements based on 
the first two steps. 

Structuring the 
customer interface. 
How is the meeting 
with the customer 
structured? What is 
the customer 
feeling after the 
meeting? Step four 
focuses on giving 
the customer the 
desired service and 
information in the 
right interactive 
way. 

 

Engaging in con-
tinous innovation. 
Is the experience 
being constantly 
improved? Being 
innovative enables 
the company to 
demonstrate to 
customers that the 
company can create 
new and needed 
experiences on a 
continuous basis. 

Figure 5.4.2 - Customer Experience Management, Schmitt (2004) 
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profitability companies can maximize their profit by tailoring the right offerings to the right 
customers (Kutner and Cripps 1997; 1). One key issue Reichheld brings forward is that firms do not 
know how to find out the cost structure of their customers and what is worse is that they do now 
know that they don´t know (1996; 35). Customer relationship management is a strategic approach 
that unites the potential of relationship marketing and IT in order to develop successful relations 
with key customers and key segments (Payne and Frow 2005; 2).  Relationship marketing concerns 
the improvement of long run profitability through a focus shift from an emphasis on acquiring new 
customers to focusing on retaining existing customers and managing these effectively (Ryals and 
Knox 2001; 5). IT systems in its turn offers operational improvements, a chance to capture, analyze 
and act upon customer data in real time and the possibility of closer and more successful 
relationships with customers (Boulding et al 2005; 1-12). The quality of the organization´s customer 
information and the management of its relationships with its customers are crucial determinants of 
the success of an organization (Ryals and Knox 2001; 6). A common pitfall is to implement a CRM IT 
support system and then believe the job is done because CRM is more of a mind-set and perspective 
on the business rather than a system (Friedman 2002; 256-257). 

To achieve successful relationships technology and processes are vitally important, but it is the 
employees, the individual that is the most crucial part of the relation.  As a consequence, the 
employees should be measured and rewarded for being customer oriented (McDonald, 1993; 12), 
and here it is a vital difference if rewards are connected to acquisition, turnover or profitability 
(Reichheld, 1996; 81). One problem that Hall (1997; 41-42) notes with integration of customer data is 
that individuals see customers as theirs, and a release of their customer data to another function is a 
signal of loss of power. Another problem that Ryals and Knox (2001; 2-3) write about is that 
functional boundaries can limit employee’s ability to fulfill their roles effectively. These two problems 
together enhance the previously mentioned silo effect addressed in 5.2 Understanding the 
Organization. Therefore, an integrated approach of CRM is preferable, where functions such as sales, 
marketing and finance are all combined to create a holistic and successful implementation of CRM. A 
holistic approach is also preferable since it increases the organizations ability to gather and deploy 
information about its customers from all departments and all channels in the organization and 
enables it to integrate the information with other relevant data (Payne and Frow 2005; 5).  

To ensure that the value creation process ends with a superior customer experience the company 
must analyze the needs of its customers and the relative importance of product or service attributes. 
Since not all customers are equally profitable, the next step concerns analyzing customer profitability 
across customer segments. This step not only concerns the an analysis of the profitability of acquiring 
new customers, but also of the profitability of cross-selling, up-selling and customer retention (Payne 
and Frow 2005). It is important to note that the process of analyzing what customers to serve also 
enables the organization to identify what customers not to serve. Another attractive aspect of CRM is 
that it, when used properly, not only focuses on current customer satisfaction, but also incorporates 
the customers’ future expectations and considerations (Lemon et al 2002; 12). Lemon et al provides 
extensive evidence of that consumers incorporate future expectations into their purchase decisions 
which is why it is so important for companies who wants to build long-lasting relationships to 
consider the future expectations of the customers. They conclude that marketers that still believe in 
a static world where an understanding of its customers current satisfaction and purchase patterns is 
enough, are missing significant opportunities. They argue that successful marketers today have to 
understand not only aspects of the past and present but also future expectations of their customers 
in order to manage and build successful customer relationships.  

Somewhat contrasting to the CRM perspective that you can manage the relation to your customers, 
is permission marketing (Godin, 1999). The main difference in perspective being that permission 
marketing has the customer behind the steering wheel. The concepts are really not in opposition to 
each other but it is the paradigm behind the concept that is interesting. Newell writes in his book 
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How to Win by letting Customers Manage Relationships that it should really be about CMR, customer 
managed relationships (2003). And this really comes out of necessity as today´s customers are more 
empowered than ever before (2003; xiv, Loewe and Bonchek 1999; 1) and the nature of e-interaction 
that allows the client to steer. Customer managed relationships require a high frequency of 
interaction for maintaining the dialogue (Newell, 2003; 123), and is likely most suitable online. The 
perspective is applied through asking customers permission for marketing to them in order avoid 
bad-will or ruining relationships for being disruptive. Spamming potential clients is not a good way of 
starting a business relationship. Relationships can only be started with permission from the customer 
(Godin, 1999). 

Regardless of perspective, establishing successful and lasting relationships with customers may 
indeed have many benefits. Reichheld mentions several reasons to why the profitability of retaining 
customers is so high (1996; preface). For example, the cost of acquisition of new customers may be 
high, customers buy more over time leading to higher revenues over time and retained and satisfied 
customers are good references to other potential customers and a successful relationship has a value 
for the customers as well, making the customer less price-sensitive (1996, 19). In light of this insight 
the less obvious but important question for you as a manager to ask yourself is; what is a customer 
lifetime of referrals worth? (Kotler et al, 2005; 13). 

The above theories are really addressing support processes for the sales force where the latter 
continues to hold a vital role in many organizations. Kotler et al (2005; 823) describes the personal 
selling process as a step–by-step process that has been visualized below; 

 

 

 

 

 

Though the assumptions behind this set-up is somehow transactional in nature the business 
processes described in this chapter supports the sales force throughout the whole figure. Prospecting 
and qualifying in particular could be made completely as a back-office support function giving the 
sales force more room to focus on the relationship building. Approaching, presentations and follow-
ups could be facilitated by supporting functions too. The key aspects of the relationship building 
besides having the right person in the right place, as in personal chemistry and rapport, is in the 
accountability, pro-activeness and level of value delivered (Kotler et al. 2005; 476). Accountability 
being delivering on what is promised in terms of both products and services as well as personal 
contact and follow-ups. Pro-activity being how well the sales person understands the business of the 
customer and come with appropriate proposals. Successfully satisfying their needs eventually helps 
you create enough value to move up the loyalty ladder and up in profit margin (2005; 476-477). Note 
how the action steps are similar to the sales actions in Figure 5.3.1.  

The theories presented under chapter 5 have been used to understand the empirical material 
gathered and has been the building block of our analysis and conclusions. The theories have been 
structured and condensed in our GTM model framework that is part of the analysis chapter, which is 
why a summarizing framework of the theories and previous studies is not presented. 
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Figure 5.4.3 – The sales process, Kotler et al (2005) 
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6 Describing Imperfect Practice 

This chapter is a presentation of the current state of Atea based on our interpretation of the situation 
as understood from the interviews in the light of theory chapter, with the purpose of the thesis in 
mind. Therefore it is part of the analysis and should not be viewed only as a presentation of the 
empirical data. In the end of this chapter the revealed structures and problems will be conceptually 
elevated to a higher level of abstraction for an easy overview.  

6.1 Describing the market 
If you have paid attention you will have realized that all regions Atea is focusing on the two upper 
segments MM and CEP. As Hq2 says; “we cut the tail years back because that market was not 
profitable business” referring to the original Atea’s national decision to focus fully on the CEP 
segment.  Through the integrations mentioned in About Atea however, they acquired the capabilities 
to go after the midmarket too. These integrations have affected the regions differently, depending 
on the location of the acquired companies’ offices.  

The regions external environments differ significantly. The bracket 50+ employees range 
from about 30 companies in Region North to thousands in Region South. Midmarket in 
Umeå is tiny in comparison to the MM in Stockholm. As stated by Kr1 “Kista business park in 
Stockholm alone, is larger than our total market”. As a result of the different sizes of the regional 
markets, the knowledge of existing and potential customers differs accordingly. Kr2 argued that they 
had “complete understanding of our market, both existing and potential customers”. This 
perspective is similarly argued by Kr1 who says that they do not even need segmentation as they 
know everyone in detail. Mr1 and Mr2 explains that their markets are too large to have a complete 
understanding and that they therefore do not possess full knowledge about their customers, which is 
true for their potential customers in particular. 

Also, as a consequence of their different external environments, the interviewees expressed very 
different opinions concerning where they had the biggest market potential, both in terms of offerings 
and segments. Kr1 says that their go-to-market set-up rests on the hypothesis that client-solutions 
drives sales of the four other offers of Atea as well. He says that municipalities in particularly in times 
of financial uncertainty are stable partners where a lot of business can still be taken. Ma1 mentions a 
specific opportunity with the public sector to be Student-PC’s and Kr2 stated that “even a small 
municipality with 10 000 inhabitants often have over 1000 clients installed, and in addition needs 
server and communication solutions, thus constituting a huge potential for Atea”. Ma2 also viewed 
the CEP segment and the public sector in particular as having the most potential, saying that ”it is not 
as sensitive to the current state of the market… Moreover, Atea’s offering is more suitable for bigger 
enterprises and the public sector”. The biggest market potential, given their current capabilities, 
seems therefore to lie in the CEP market and at municipalities in particular. Ms1 argues that the 
emerging trend of student PC’s is crucial for the Product/Volume offering in general and for region 
Stockholm in particular. He believes it’s going to be crucial for Atea to capitalize on this opportunity 
and that they might need to develop special competencies to do so. It is key for you to realize that by 
potential in this section is referring to absolute numbers or revenue, not profit potential. The profit 
margins on the different clients are unknown. 

Ma1 explicitly states that the Midmarket holds a lot of untapped potential and is requesting that 
measures be taken nationally to improve the capabilities which he claims will require investments. To 
this it must be noted however that the Midmarket in Stockholm is enormous and the request for this 
study came from Ms1 which means that they also consider MM important. Furthermore, the 
Kvantum regions might not express a huge untapped potential for the Midmarket because they are 
already quite effectively farming this market which is evident by the share of wallet held in these 
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firms in comparison to the other regions. However Atea´s total market share is still small, around 10-
15% on average which means that in aggregate the Midmarket is holding a huge market potential for 
Atea especially in the light of the Exido report. Therefore, better addressing the midmarket in 
Stockholm is important for achieving higher market share and doing so profitably. 

To build capabilities in the Midmarket customer understanding is key. As you have understood by 
now there are huge variations in the customer understanding in particular regarding Midmarket 
clients, across the country. However, Atea is currently working to improve their knowledge of their 
customers. Hq1 refers to the project Business Intelligence Atea (BIA), a project that calculates 
customer potential based on turnover, number of employees and industry type according to keys 
identified in deep-studies of firm´s IT spending and budget compositions. The driver of potential is 
size and IT intensity whereas traditionally headcount along with turnover was used as an 
estimate. Ec1 further explains that “the best part of the BIA, as we planned it, is that it calculates the 
potential per line item” which means that you get the potential for every firm within each of Atea´s 
offerings. The project was completed only in February and its uses are not fully exploited at this point 
of time. 

In the Kvantum regions Atea´s value proposition is rather unique and the industry competition as 
characterized by rivalry is not as fierce as in the Maxi regions. There are less substitutes and the 
market is strongly characterized by long relationships that serves as an effective barrier to new 
entrants given the small size of the market. This situation is to some extent also affects the buyers 
negotiating power in a positive direction for Atea. 

In the Maxi regions the industry competition is fierce and there are more substitutes. The suppliers 
and OEMs are fighting directly for the customers too, and the buyers negotiating power is thus 
higher. The go-to-market capabilities in Maxi regions are characterized by specialist offers that are 
developed to topple over the big prey. The Midmarket has competition from a number of more firms 
in comparison to the Kvantum regions. The threat from new entrants is also higher especially with 
targeted offers to specific niches of the IT-environment which Atea is serving holistically. 

Summarizing, the external environment differs and generalizations cannot be made across the 
country. Yet it seems that we are dealing with two types of markets. The two Kvantum regions were 
similar in current state and outlook, whereas the two Maxi regions shared the same characteristics. 
Atea´s distinction between Kvantum and Maxi thus seemed like a logical division and well-founded 
regarding competition and size but it might not hold for the MM characteristics and this might not 
hold for differences in approach to that market segment.  
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6.2 Describing the organization 

Our impression is that overall strategy and marketing strategy is in general poorly understood in all 
levels of the organization except for the highest level. The reasons for that seem to be low message 
penetration due to heritage. Hq4 says that “our heritage is a key reason for the slow penetration of 
the new Atea strategy”. Since the GTM model is largely a regional matter where the regions are 
strategizing on their own, the link to the national strategy is not strong. The Kvantum Regions are 
suffering less from the M&A activities than the Maxi Regions where historical corporate cultures are 
still not yet washed out and might not be for some time to come which explains a degree of 
resistance to change. A quote from Kr1 helps to explain the resistance to central strategy in the 
Kvantum regions; “two years ago they tried to roll out a Stockholm GTM across the country, but we 
simply refused” he says while referring to the strategy not considering regional differences. Our 
interpretation however is that regional differences are only part of the reasons. The roll-out and the 
decision making process and its underlying logics could most likely have been improved by 
integrating more people in the decision process and been smarter communicated through 
involvement of the people concerned. 

Reconnecting to the strategy issue, only the Hq2 has connected their activity to the national strategy 
and brand promise. In general customers are targeted without fully knowing the impact on bottom-
line results and the economics of acquisition costs and retention. Client tenure is not being tracked 
and furthermore different concepts are understood differently and overall the impression is a bit 
unfocused with regard to regional differences. It seems that the company history is also affecting 
how well the set-up between the offerings interlink. The thinking in the top layers of the organization 
is rather coherent and theoretically solid but it is not penetrating further down and our impression is 
that front-line employees are not armed with all available corporate insights. Conceptualization of 
sales pitches has been done to an extent that seems reasonable but the conceptual organizational 
understanding from a bird´s perspective in middle management remains unclear. Metaphorically 
speaking Atea´s machinery seems to need lubrication. 

In the two Kvantum regions the external environment has made them work largely with account 
managers (AM) and in the case it is needed, specialists are called in for support. Kr1 “Here in the 
north we only have a certain amount of customers and it all comes down to relations. The sales 
people are generalists, great business people, and the specialists are brought in only when needed” 
adding that they cannot financially motivate carrying specialists because of the costs. They have 
mapped their customers and given each AM a specific set of customers to work with. The AMs 
sometimes represent one offering in particular with more specific knowledge and using their 
different skills they can help each other out in specific cases to decrease dependency on specialists in 
order to reduce costs. Regarding the external environment they have full knowledge of the needs of 
their customers and are approaching their customers with client adapted offerings. Where they do 
not have business today they are constantly scanning for opportunities to come in with sharp offers. 
A go-through of all companies, existing and potential is done on an annual basis where every 
customer is discussed. Consultants are contacted to give extra support and knowledge and are in 
some cases even client responsible. In both Kvantum regions they are working successfully to get 
consultants attached to the customers early on. Kr2 “we are quite successfully using consultants in 
the pre-sale phase” and Kr1 says that “it is critical for us to quickly move into consultation. It 
improves our credibility with the customer and the customers will pay for the value we are adding”. 
Further he explains that the perceived value increases when paying for consultation. 

 The logic behind having mainly AMs is according to Kr2 “to use the competency of the account 
managers and that the account managers during a longer period of time have the same set of 
customers to enable them to nurture successful relationships”. The AMs sell the whole concept of 
Atea which includes all offerings, not just the Product/Volume offering. The AM is described as a 
door opener to specialist and consultants who do not have natural relationships with the firms and 
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would be costly to use in such a manner. Another positive aspect is that the specialists within the 
different offerings are clearly focused on their offering alone which is the only thing that they are 
measured on. Kr2 says “the AM already have the contact and can serve the specialist with a suitable 
way in at the customer and can organize the meeting to ensure that the specialist are getting 
through”. Kr1 and Kr2 are both working with consultants as a support to the AM and their belief is 
that the benefits with using consultants are twofold. A consultant both add trustworthiness and the 
customers are more likely to pay for their help since “it is actually a consultation and the customers 
are prepared to pay for it… As soon as it is a sales people who is in charge of the sales process, the 
customers expect that it should be for free” says Kr1. 

The culture in the two Kvantum regions is characterized by team work and group thinking, rather 
than individual thinking. Kr2 says that “I feel that my sales people are working together. Everyone is 
helping each other out” and Kr1 expresses that their culture is characterized by team work as well. 
This is supported by having group quota measurement for the salespeople in Region North and a 
blend of individual and group measurement in Region Mid. Moreover, since their markets constitutes 
by a limited number of companies and potential customers, the sales force could not afford to have a 
preference for certain customers and the salespeople are thus working with companies out of both 
the CEP and MM segment. Because of this division there is no real difference in status between the 
segments. 

Face-to-face sales and relationship marketing is at the essence of the go-to-market capabilities in the 
Kvantum regions. This is partly explained by their external environment, and the following statement 
by Kr1 highlights it well “if we would lose the trust of the customer, which new ones can we find?! 
Since we don’t have that many customers around the corner, we have developed a deep care for our 
customers”. Adding to the picture the market holds only a few competitors. It is thus important for 
the customer to have a stable relationship to their suppliers as solid supplier options are not easily 
found. Atea´s set-up overall seems well suited for the external reality as described in terms of 
Porter´s five forces. 

Slightly in contrast to the Kvantum regions the maxi regions are approaching the MM and CEP 
segments differently. The national direction is poorly understood but the regions argue that 
differences in environment are demanding different approaches. Citing Mr1 “Concerning the CEP 
market we have a constellation people consisting often of a Key Account Manager together with 
specialists that are developing the contract. These affairs demand much more resources and 
sometimes up to 6-7 people are working on the same customer. Looking at the midmarket we are 
working a lot with Atea Direct”. Atea direct is their internal sales organization that exists all over 
Sweden.  

The higher revenue customers in the Maxi regions CEP and upper MM segments allows for teams of 
specialists and a KAM to gun at the same target. Generalists and specialist hunt together but the MM 
is left largely to Atea Direct. The active processing of the MM is a copy of the CEP set-up only with 
fewer people involved on each customer but the main idea is to come in sharp with specialists before 
AMs are attached to the client. Where focus is still on relationships the perspective is more that the 
customer needs the best offer and if they cannot get that there is no reason to switch supplier. The 
only chance to tear the customers from the ties of their existing relationships is by offering superior 
value. Customers are buying a profession not a relation and the relation develops out of that. It is 
unclear however how much of these perspectives come out of tradition and how much is grounded 
in market insights. 

We interpret the mind-set in the Maxi regions to be biased by their tradition and capabilities of 
serving the CEP segment. The status of running on the MM segment is lower and the cost and profit 
structure of the MM is not well understood. More than that however there is a lack of investment in 
approaching the MM and appropriate channels are underdeveloped. The lack of understanding of 
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MM or the presence of greater interest and understanding of the CEP segment is evident from the 
answers from the interviews with the Maxi regions; when asked about the MM there is a clear 
tendency to quickly slide over to talk about CEP. Looking at the numbers of actual activity there is 
little focus on the MM in particular in terms of hunting new clients. This is also confirmed when 
looking at the market share figures and share of wallet per client between the MM and CEP. 

The Maxi regions are currently experimenting with the go-to-market set-up especially regarding the 
roles and responsibilities division between the specialists and the generalists. A definite answer on 
the current set-up is therefore difficult to give as it today is somewhat fluid. What can be said 
however is that Kvantum and Maxi have different GTM set-ups for their Midmarkets which lead to 
different customer experiences depending on to which region you go. The target picture is unclear or 
poorly communicated throughout the organization. Some problems that can be related to sub-
optimization of the matrix structure exist. Where specialists have attained customers and no AM has 
been assigned there are few, yet some, problems with silo-effect as in the whole concept of Atea not 
really coming through. Activities between the specialists of the different offerings are not 
coordinated properly. Pricing structures are not deliberately set-up to match between the different 
channels resulting in complications and channel conflict according to Hq2. The price structure is the 
same no matter the sales channel. Whether the customer orders from Atea through telephone, the 
eSHOP or through field reps, the price is the same. Furthermore, there exist no clear division of tasks 
between the sales channels and sales people which all seems to be responsible for lead generation, 
opportunity scanning and negotiation and closure. 

The sales organization for Product/Volume in Stockholm consists of 32 employees covering both CEP 
and MM. Of the 32 employees, 21 are generalists and 11 specialists. Out of the 21 generalists four 
are internal account managers (IAMs) that serve the midmarket and two of the specialists are 
connected to the IAMs. This set-up is a trial set-up and an attempt to improve the go-to-
market approach on the Stockholm MM by changing the sales channel´s resource priorities and 
method by changing the measurement. Worth noticing is that this trial set-up is the only way the 
MM is currently being directly addressed by the sales force. The difference between the IAM and the 
AM set-up being used traditionally is that the IAM has a much larger portfolio of clients and potential 
clients to work on. Emphasis is instead of building relationships and waiting for a deal, to scan for 
opportunities in the portfolio and to target the opportunities specifically. The opportunity is instead 
used as a starting point for the relationship. The project is run by an external consultant that is 
helping Atea to improve their go-to-market capabilities, the same consultant that is also behind the 
Business Intelligence Atea material. 

Summarizing, strategic thinking is good and exist in the highest level of the organization, but the 
impression is that strategy is not penetrating the organization. One major contributing factor is the 
complex heritage of Atea. The GTM setup for midmarket seems to be a regional matter and the 
setup differs between Maxi and Kvantum. In the Kvantum regions Atea is working largely with AM’s, 
successfully supported with consultants and specialists. As a result of their external environment, 
they have been able to in detail map their customers and have given each AM a specific set of 
customers. The culture in the regions  is characterized by team work and a focus on relationship 
building. In the Maxi regions Atea is using different approaches for the CEP and the MM. At the CEP 
segment they are working with a KAM together with specialists. The CEP have historically been 
where most effort has been put, but they are currently increasing the focus on the MM. At the MM 
Atea is largely working with Atea direct, their internal sales organization. In addition to Atea direct 
they are working AM’s, but not to the extent as they do in the Kvantum regions. Instead they are 
working a lot with specialists bearing out sharp offers, based on the belief that the customer needs 
the best offer possible and if they cannot get that there is no reason to switch supplier. If the reason 
consultants are not used like in the Kvantum regions is due to the nature of the external environment 
is unclear but our interpretation is that such explanation is not fully viable. 
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6.3 Processes and supporting functions  
The Product/Volume offering is using market share as their key performance measurement. Sales 
strategy of Product/Volume rests on an assumption that products are fueling sales within the other 
offers and that the PC is fueling sales within the product offer. The former assumption is probably 
true in CEP business deals, but Ec1 has a different perspective regarding the hypothesis when it 
comes to the MM and says “that is not true. At least not today. It is a possibility but it is not true 
today. If you look at how many customers that buy PCs from Atea and nothing else the hypothesis is 
rejected”. The latter hypothesis seems to hold however. 

The profit margins of customers in different segments is unknown, not to speak of each individual 
customer. As of today the bottom-line figure is only available on aggregate by region. The margins on 
each client with all costs considered remains unknown but there is a project running with the aim of 
establishing these figures led by Hq5. Clients are targeted based on potential but the smaller the deal 
the less understanding there is of profitability, again no one is sure of the profit margins per client. 
The situation is not as bad as it sound however, with years of experience and rough estimates there 
is a profitability mind-set, yet it is not exact enough to make accurate GTM decisions on.    

The national segmentation is based on headcount. Ms1 says that “the segmentation is based on the 
OEMs way of segmenting the market” but it is evident that the segmentation on Headcount alone is 
not supporting the sales organization. Hq2 as well as Kr1 and Kr2 all agree to what Ec1 says 
“headcount is quite a pointless segmentation” as it is not used practically at all by the regions and 
the sales force. Hq2 claims that “there is a need to package offers to support the sales people” and 
that meaningful packaging will only happen if there is a more fine grained segmentation. This is 
particularly true for the Maxi regions as the Kvantum regions know all customers. The new, 2009-02 
material Business Intelligence Atea, is a great step towards providing a better segmentation. Being 
able to read off customer potential, share of wallet and then addressing what Hq4 calls the “white 
space” is a much more tangible and practical way of estimating client cost-benefit compared to just 
using gut-feeling. 

The core functions that are run by the regions include the direct sales activities and inside sales. No 
national directive is de facto governing how this set-up is used and each region is responsible for 
finding what works best in their region. National supporting functions for the sales people include 
trainings, a CRM system and conceptualization of offerings. Even though a good CRM-system in use it 
is currently not used to gather market signals on an aggregate level. Hq1 said however that the 
communication between head quarters and the sales people are working fine, but we found no 
systematic approach to gather important market signals. The BIA-project is improving their 
understanding of customer potential, but it does not generate any information on changing market 
needs. 

The general marketing is a demand generating activity that is a national resource mostly focused on 
branding. Recall the Exido research and the discrepancy between market share and customers 
willingness to do business with Atea. Existing clients have access to a virtual tool called eSHOP. It is 
reached through Atea.se and more than a web shop it is a professional procurement tool originally 
developed for professional corporate procurement officers and is thus an online support for value 
creation more than an alternative or complementing sales channel. All current clients have a 
possibility to use the online tool and it is the same across the country. In general customers that are 
on the platform will have KAMs or AMs connected to them too. The eSHOP is not an open-website 
and while being a useful tool it might not be the optimal solution for achieving lower cost 
transactions. The eSHOP is also nationally administered and is a platform available to all the regions 
to transfer their customers to. How well national support functions are actually supporting the 
regions is hard to measure but without doubt there is room for improvement.  
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Despite there being analysts working with evaluations, market research and review of pricing Hq4 
reveals that pricing could probably be improved considerably which is also a point shared with Hq1 
and Ms1. Even though Atea have worked hard to simplify the price setting for the sales people, it still 
needs improvements. The sales people still finds it somewhat difficult to use, and the sales people is 
not focused enough on analyzing the competitive situation of their customers in order to set prices 
accordingly. Customer orientation exists in the thinking and mirroring the client is a key concept for 
Atea.  

Summarizing, Atea’s segmentation is guiding some aspect of Atea’s GTM thinking in the setup of 
generalists versus specialists, but the segmentation is not used for creating specific offers to specific 
customers. Furthermore, the basis for the segmentation is headcount rather than underlying 
economics and that further increases the confusion of who should be doing what. Central functions 
such as pricing and packaging exists and are undergoing development but there is room for 
improvement. Currently however, the sales people complain about the pricing structure being 
complex and profitability is probably affected negatively. Customer data could be better traced and 
client perspectives could be more integrated in decision making. 
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6.4 Conceptualization of issues in key GTM components 
It is time to turn to what has emerged as key aspects of GTM and key issues that the case study has 
helped reveal. The case has provided valuable insights into where improvements can be made with 
the potential to significantly improve bottom-line results. What is presented in the model below is a 
condensation of some of the most severe pains that we found and logical conclusions thereof. 

 

  
 Go-to-market strategy has to build on the overall and marketing strategy. The how 

to go-to-market can be seen as a separate concept but has to be closely interlinked 

in reality. Else both customers and front-line employees might be confused 

 Ideally it should be hard to tell where marketing ends and sales begin. Without a 

clear linkage activities tend not to synergize properly 

 GTM model should define what, to whom and who is responsible – but also by what 

means and what is the end objective. Hard facts on underlying economics are 

needed to provide the right focus and objectives  

 
 Different value offers should be directed to the appropriate client base 

 A proper segmentation should be based on variables that allows for profitable 

business. Headcount is generally a poor variable. Customer life time potential, 

acquisition cost, client benefit and customer needs are harder to build a 

segmentation on but will enhance performance over time 

 A good segmentation is key for understanding how much to invest in client 

acquisition in a segment and how to allocate resources 

 With a clear segmentation it is easier to provide support, campaigns, information, 

expertise and offers for relationship sales people to bring forward 

  The channel choices have to reflect the value of the client you go after or serve and 

channel choices must reflect that accordingly 

 Channel activities must be coordinated to avoid cannibalization, brand confusion 

and wasted resources. Clear rules are needed to avoid channel conflict 

 The lower on the relationship ladder the lower cost channel is desirable. The same 

is true for low margin or low profit segments – it has to be reflected in the channel 

choice 

 Different sales channels carry different offers or messages variably well 

  Even decentralized organizations need support functions. Support functions tend to 

show returns to scale 

 Companies must organizing functions so that the sales reps in the field have as 

much cost effective support as possible. Relationship marketing is expensive so 

their time should really be building relationships and nurturing partnerships 

 Organizations with complex structure and offers should consider to centralize or 

semi-centralize pricing, demand generation, market research and segment-targeted 

market offers 

 IT systems such as CRM, Market Sensing, client tools etc should be used to 
compile and track aggregate knowledge of underlying economics and 
packaging it to front-line employees 

Figure 6.4.1 – Conceptualization of issues in key GTM components Börjeson and Pettersson 

(2009) 
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7 Moving from Practice towards Science 

Merging understanding from the theory chapter of how companies are approaching their markets, 
with the understanding from the empirical data, we now present our concept of Go-to-market 
model. The model presented is conceptualized from a broad perspective to create a holistic overview 
of the concept – something that up to now has been lacking in science. Using the concept we 
structure applicable theories to come up with concrete suggestion for Atea´s Stockholm midmarket to 
show-case how the concept of GTM can be used to turn potential into profit. 

Previous studies and theory cover different aspects and different components of what is by 
practitioners referred to as go-to-market model. In Framing the Case you got a quick overview of 
those theories and in Learning from Others some of them were explained at length. There were also 
some clues as to the origin of the GTM concept; a way of taking an innovation to the market.  

Throughout this research the concept confusion regarding GTM has been evident. None of the 
interviewees have had the same definition of GTM even though the perceptions have been rather 
close. This represents a small practical problem on a day-to-day basis but when trying to enhance a 
firm´s go to market capabilities it is critical to have a structured way of analysis. However, until today 
there has been no attempt to connect all the different parts of a Go-to-market model in a 
comprehensive framework. Therefore, complementing existing theory with empirical findings, the 
following section attempts to explain the concept of GTM model and how it interlinks with other 
parts of the organization. We are excited to introduce an academic definition of the concept GTM 
which is an important contribution to an emerging field. Drawing from the key issues identified in the 
empirical data and presented in the previous chapter, we have found that a go-to-market model 
concerns more than just how companies are approaching their markets. By believing that Go-to-
market models can be separated from overall strategy and marketing strategy, companies will soon 
find themselves swimming against the current. Yes, as the name suggest, a Go-to-market models 
concerns how the companies are going to their markets, but it must be seen as more than just the 
how. A Go-to-market model is an extension of the marketing strategy, and also the overall strategy. 
Designing a Go-to-market model is a complex business that must be constructed by people with a 
holistic picture of the company and its business. This because the setup must be based on a deep 
understanding of the market, underlying economics of clients and overall business strategy to 
mention only a few of the many issues that have to be considered. Building a GTM model on market 
share objectives alone will not provide sustainable competitive advantage to organizations and hard 
numbers and facts need to be distilled into more tangible and actionable output and objectives. 

“Management by objectives work if you know the objectives. Ninety percent of the time you 
don´t” (Peter Drucker cited in Great writers on organization, Plug and Hickson, 2007; 162) 

The picture on the next page is drawn to define a GTM model and its tangent to other concepts and 
parts of the organization. The picture could of course be expanded to show the link to different 
support functions such as Finance and HR and Operations where HR for instance would be 
responsible for recruiting the right talent for the sales force. For an expanded picture of how the 
marketing function relates to the rest of the organization please see Slack et. al, 2007; 6 fig 1.1 . The 
empirical information gathered in this case study shows the most important aspects of a GTM model 
and those are presented in the picture below. To put emphasis on key components additional links to 
other departments are therefore deliberately not shown in the picture. The model assumes that 
existing resources in the organization are considered and used as efficiently as possible when 
calibrating the model in a specific organization. The arrows between the parts of the GTM model 
indicates that the individual parts of the model are closely intertwined and changes in one part is 
likely to affect the other parts too.  
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As indicated by the picture the go-to-market model is a model that guides how companies’ 
profitability take the right products to the right customers through the right channels and it is thus 
about the sales organization or how sales is organized. It defines how the firm should be organized to 
achieve this in a cost effective way that is consistent with the brand. Moreover, the model synergizes 
between different offers, or different go-to-market models within the same firm, because 
segmentation channels and support functions are seen as shared resources which allows for a lean 
set-up. The GTM model´s conceptual place in the organization is subordinated to marketing strategy 
but is separate from the delivery processes and the transformation of resources. Thus a go-to-market 
model is a way of bringing both new and existing products or services to existing or new markets. 

The GTM model is not necessarily concerned with specific messages or the positioning of individual 
products or services. Specific items in Atea´s case need their own message development. For 
example, products in a product range are part of the same GTM model but might be positioned in 
different ways in the minds of the consumer. Certain products might for specific reasons be excluded 
or included in specific sales channels depending on circumstances. For some companies each product 
might constitute what Atea bundles as offers and an example of that could be that Iphone gets its 
own GTM model because it is such a dominant product for Apple. What will constitute an offer worth 
its own GTM model depends on the organization and their strategy in a given situation. Either way 
the concept is applicable. Our finding is partially in line with Friedman´s somewhat incomplete 
definition as presented in the theory chapter, but our definition complements and expands it to a 
more complete state which is framed contextually. As such, our definition helps tighten the 
practitioners’ concept theoretically.  

Figure 7.0.1, The concept go-to-market model, Börjeson & Pettersson (2009) 

 
Mauritz Börjeson 

Andreas Pettersson 

44 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

would practically translate into binding the GTM models closer together and ensure that resources 
that could be shared are shared and that the sum of the GTM models build up the Atea brand, much 
like the pages of a book build up the story. Individual pages might contain something useful but it is 
only bound together in the right order that they come to their full potential.  

Having presented a definition the concept of GTM from a bird´s perspective in more scientific terms 
it is time to move into the concretization phase. Note how the Product/Volume offering is in focus on 
the bottom sheet in the model above. Using the Product/Volume offering of Atea Stockholm we will 
now structure theories for each part of the GTM framework and apply them to the Midmarket to 
land in actual suggestions of how to set it up to turn potential into profit. As such it should provide 
guidance on its use that can aid practitioners in other settings to apply theories within the framework 
to improve their business. Please keep in mind that a thorough understanding of the external 
environment is essential to meaningfully apply theories in the GTM framework. Care has been taken 
to populate the concept with synthesized theories that are flexible enough to account for many 
different situations which is why practitioners should find the theories useful too, yet we suggest a 
critical examination of the model and how it fits to your business before use. 

  

Before applying our findings on the case study, 
it is important to illustrate how multiple  GTM-
models are connected within the organization. 
For firms with numerous products and services 
there might be a need for different go-to-
market models for the different offerings. Just 
because they are different they are not, and 
should not be completely independent 
however. The figure on the left shows how the 
GTM relates to the overall strategy just like 
argued on the previous page. This clarifies that 
the different GTM models all will affect each 
other, but also that they might share 
resources. As an example not all offerings 
might be interested in targeting the same 
segments, yet economies of scale could be 
achieved from segmenting centrally. The same 
is true for channel choices and supporting 
systems. However, channels for one product 
or service might not be appropriate for 
another product or service at all (Friedman, 
2002; 238), but at the same time shared 
resources can yield productivity enhancement 
if managed correctly.  

In Atea we found the different GTM models to 
be too separated. An analogy might help make 
the point clear. If the GTM models are the 
pages of a book they need to be bound 
together by the back of the book. In Atea that 

 

Figure 7.0.2 - Multiple go-to-market models, Börjeson & Pettersson (2009) 
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7.1 Strategy 
The Go-to-market strategy for Midmarket in Stockholm should be connected to Atea’s overall 
strategy and brand promise. Currently, the link between overall business strategy, marketing strategy 
and Go-to-market strategy is insufficient. The distinct lack of referral to marketing strategy and 
overall brand promise is in itself evidence that efforts must be made to improve the understanding of 
the strategies and how it links to GTM. When setting up the GTM-model, competitors and their GTM-
models must analyzed to understand the industry profitability and the opportunities the market 
holds (Porter 1985;5). The GTM-model should also be based on an understanding of which customers 
that are profitable and how much it costs to approach them (Porter 2001;10). Profitability should be 
an underlying objective of the Go-to-market strategy that should affect everything from the 
segmentation, channel choices, and the support organization. Creating a Go-to-market strategy that 
successfully attracts every single customer on a market does not makes sense if Atea is losing money 
on the customers they attract. Ensuring that the customers are profitable is thus an imperative if 
Atea should be able to turn potential into profit. Ensuring profitability should be the focus of 
everyone, not only the strategist setting the strategy but it needs to become a mind-set carried by 
the front-line employees. Therefore, it is important that this mindset is communicated throughout 
the whole organization, from top management down the organization to the sales force responsible 
for carrying out the Go-to-market model.  

Building on idea´s from Reichheld (1996; 39) we have constructed a hypothetical case to illustrate 
underlying economics of customer life-cycle value. Assuming the staples represented in the graph 
below were true, it would take until year three (third bar) before a client reaches break-even. Some 
clients however, might have costs that are never recovered and such unhealthy client relationships 
should not be maintained at all. The point is that acquiring new customers is often a cost that it takes 
years to recover, which is why it’s imperative to focus on retaining profitable customers and only 
acquire customers that the company believe have a NPV over the customers expected business life. 

 

 

 

 

 

 

 

 

 

 

 

Having looked at pay-back period it becomes unavoidable to also raise the question of defection 
rates. Companies often use average calculations to calculate the cost and tenure of defection 
(Reichheld 1996). Assuming that the above graph showing revenue versus cost is correct, using an 
average retention calculation would vastly overestimate customer value, see left bar chart compared 
to the right in the graph below.  

Figure 7.1.1 - Customer cost-benefit development through time Börjeson & 

Pettersson building on ideas from (Reichheld 1996; 39) 
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This figure shows that actual defection rates the first three years are much higher in “reality”, and all 
of these early defectors are outside the time span for break even. These non-profitable customers 
have to be carried by the profitable customers. Thus dropping not-profitable segments or increasing 
retention rates could thus have a large impact on the profit, ceteris paribus. 

Tracking the acquisition cost and retention rates is therefore crucial if the company should be able to 
determine the profitability of their customers. We therefore suggest that Atea create a system for 
tracking these issues. The point is that strategic decisions require better data to decrease guesswork 
and improve probability of success. Furthermore, the tenure is currently not being measured 
according to Hq4, and our strong advice is that tenure should be reviewed every now and then if not 
constantly tracked as the key to much bottom-line improvement could be hiding there. However, this 
constitutes a problem because even though most of the technology to measure and track these 
numbers is in place, it will be harder to track what the clients are buying from other suppliers, which 
is connected to tenure. Tenure is tracked more easily on subscriptions compared to where every 
purchase constitutes an active decision.  

Since Atea has historically not been actively targeting their Midmarket in Stockholm there are in 
relative terms much fewer customers to retain compared to the CEP market and to the MM of other 
regions. It is therefore crucial to be aware of the above reasoning so that when entering the 
midmarket in Stockholm actively, it is done in the best possible way, with the awareness that 
relationships take time to build and payoff is in the future. We here argue that profit and not market 
share should be the target objective through which the go-to-market model is constructed. We 
welcome the initiative to illuminate customer profitability that is currently in progress led by Hq5. 
Atea’s economic muscle might motivate capturing MS in the downturn at a cost higher than 
competitors if managers are confident it can be turned when the market recovers. However, it is a 
too risky strategy in our opinion as it teaches the clients unsustainable expectations while having a 
high level of uncertainty. 

Tangent to the issues of underlying economics is the issue of pricing that Hq4 says could be 
improved. The graph on the next page is again a hypothetical case that displays pricing effects. 
Assuming that the six “discounts” listed  are real and that a price increase on list price carries through 
the waterfall to what is called the pocket price, the case shows a 20% bottom line increase from a 4% 
price increase. 

Figure 7.1.2 - Actual versus constant defection rates, Reichheld 1996; 54 

Real shape Avarage tenure 
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Marn, Roegner and Zawada (2003) argue that managers should not be afraid of increasing the prices 
marginally for a large effect on the bottom line result. The graph shows how a small price increase in 
list prices has a much larger impact in the end. In line with this argumentation we think that it is 
important to monitor products and services to determine which ones are price sensitive and which 
are not. We have found that often the sales force is putting the same price levels across all the 
products to a client but possibly certain products are more price sensitive and others and PC could be 
sold at a 5% profit margin to stay competitive on the decision making part of the deal while cables or 
other auxiliary products could be sold at much higher margins, say 200%. To capitalize on this 
possibility we suggest the five step process suggested by Wuebker and Baugarten, setting up 
strategic objectives aligned with firm brand, checking the as-is situation, structuring price decisions, 
implementing the pricing strategy by assigning responsible, aligning incentives and systems to finally 
continuously monitoring, controlling and improving the pricing strategy (2008; 2-4). Succeeding with 
this requires a central approach, argued for under Support functions and central resources. 

In strategy it is not enough to merely consider the current state. Future expectations and clients 
future behaviors need to be anticipated as a dynamic world keeps changing and implementation 
takes time (Barnes, 2000; 42-48). The latest market research data, released 2009-05-25 by Westman-
Wall and Hultbom, ranks client satisfaction factors for IT infrastructure products such as copy 
machines and IT solutions on the SMB market in Sweden. The authors conclude that product quality, 
user friendliness and technical support as the top three aspects for customer satisfaction. Moreover, 
their study shows on an ordinal scale, that what can be summarized as accessibility and a friendly 
purchasing process are the deciding factors for SMB firms in choosing a supplier. Price only ranked 
number eight among the factors measured. (2009; 15) There is a window of opportunity for Atea to 
capitalize on the market situation through smart pricing and thereby improve their margins.  

Figure 7.1.3 - The pocket price waterfall, Marn, Roegner and Zawada (2003) 
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7.2 Segmentation 
Atea’s current segmentation, originating from the OEM is not doing its job. The aim with segmenting 
your customers is to decide how the company should match the needs of its customers (Söderlund 
1998; 18), but today it does nothing more than stating the amount of workers a company have. Atea 
needs to understand that segmentation is a necessary tool to achieve an end, and not a purpose in 
itself (Chan 2007; 1), where the purpose is to address the right customers, with the right offer to 
extract the maximum amount of value (Kutner and Cripps 1997; 2). Today Atea´s  segmentation is 
not used for creating strategies of how to approach specific customers and segments are not clearly 
specified to the point where they are useful tools. We suggest Atea to rework its segmentation in 
order to make it a useful tool for its sales people. This would for Midmarket in Stockholm mean that 
they should analyze its customers and decide which segments to approach, which value offer to 
approach them with, and through which channels (Söderlund 1998; 18, Payne and Frow 2005). 
Central to the decision of choosing which customers to approach must be profitability and this 
connects to the issue of underlying economics discussed in the previous section. If Atea chooses to 
go after all customers on the Midmarket, they must find an approach that for each customer has a 
positive net present value. When looking at the net present value of a customer, not only the value 
of current business should be considered, but the total value of the entire life of the relationship with 
the customer should be taken into account (Kotler et al 2005; 476, Lemon et al 2002; 12), including 
the probability of defection. This should be done not by having a vague idea of what a customer 
might bring to Atea over its lifetime, but by crunching actual numbers to get a definite answer of 
what the value of a particular customer is. This calculation can later guide Atea in its channel choices. 
For example, it could mean that Atea should approach the smallest customers with their open-web 
and more general advertising, whereas they should approach bigger customers with multiple 
channels, such as their website, IAMs and consultants under the assumed correlation of size and 
profitability. As more data is gathered the models for calculating client value can be updated. The 
segmentation should, as more data becomes available, consider future development of that segment 
(Lemon et al 2002; 12) 

Moreover, a proper segmentation will facilitate the possibility of packing specific value offers to 
those clients. That is crucial in order to achieve sharp offers at a low cost through appropriate 
channels. We suggest Municipalities as a good place to start with these specific value offers since 
they are characterized by similar behavior in terms of purchasing patterns and buying power. 
Student PCs is probably one of the areas where this approach could be deployed successfully for the 
Product/Volume offer. Perhaps supplier requirements in the public bidding process could be pushed 
up to effectively block new entrants and thereby decrease competition (Porter, 1985). In-house 
capabilities for packaging products to specific segments can be found with the Server Storage 
offering that according to Hq4 has “come the farthest in packaging offers”. We see a possibility to 
attract talent from the business to consumer markets to strengthen Atea’s own capabilities in this 
field (Pleasance, 2008), or possibly transferring top talent from the CEP segment to help develop 
MM. Additionally it can be said that Atea could, and in our opinion should, benchmark against 
competitors that do have good SMB capabilities. 

In the next chapter sales channels and channel actions will be discussed. These actions of course 
depend on the segmentation. What we refer to as Midmarket is the official MM segment and it is for 
that segment we have based our suggestions but still that is rather blunt frame of reference. It is 
better to think about our suggestions in the lower MM range. As a more fine grained segmentation is 
not yet available let’s assume the limit is floating but the upper end MM customers could enjoy the 
same treatment that is currently successful on the CEP segment. If and when a new segmentation is 
used the sales channels and activities would be segment specific to provide the right customer 
experience at appropriate costs (Schmitt, 2004 and Kutner and Cripps 1997). 
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7.3 Sales channels 
Atea need to make their channel choices with two things in mind. First they must consider 
profitability, attracting the right customers to the lowest possible cost. Secondly, they must align 
their channels with their customers. We first synthesized a number of theories into the loyalty ladder 
in the theory chapter. Adapting the model with theories from Ingram et al. we have used the 
framework to draw a new model for channel choices connected to the loyalty ladder and customer 
potential. CEP companies and other high potential contracts must be cared for in the best way. For 
midmarket firms the logic is that the higher in the loyalty ladder they get the more profitable they 
get. The key difference between our reworked loyalty ladder is that potential on the Y-axis can be 
used to plot segments on the axis. The formula then says that even low potential customers can be 
profitable if approached through the right channels. What is not visible in the illustration is the 
proportional movement along the relative channel expense axis to the potential axis. Thus a firm 
plotted high on the potential axis motivates a higher channel expense. Into the model below we have 
entered our channel suggestions for the Stockholm Midmarket. Keep in mind that Atea’s other offers 
might need other channels, and that up-sales, cross-sales and consultant time, must be deliberately 
and actively pushed by the channels being used. Because margins are likely depressed on prestigious 
CEP clients care must be taken as profit margins may be low even though potential is very high. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

The sales force has traditionally been in the mind-set that it is worth putting a lot of time into the 
clients. Ec1 says “Atea is a classical sales organization where it has traditionally been worth it for the 
sales person to put a lot of time on each client. This is well suited for the enterprise segment but 
looking at small and mid-sized customers this approach is not quite profitable”. Having both AMs and 
Specialists working the same MM client is considerably increasing acquisition costs. From a historical 
perspective the product margins used to be higher and customers then got used to getting a lot of 
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Figure 7.3.1 - Channel suggestions, Product/Volume, Stockholm Midmarket (Börjeson & 
Pettersson, 2009) 
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time from the sales reps where it today does not make economic sense. Ec1 says that “customers 
and suppliers teach the customers. If suppliers with high margins taught the customer that they give 
a lot of time they [the clients] get used to that. That makes it difficult to come and tell the client that 
they now need to pay for what they used to get for free”. The point is that Atea needs to teach the 
customers and, in essence, shift their expectations. From a profitability perspective the current 
methods are not effective. We therefore suggest that the relation is only started on when the 
opportunity arises when it comes to MM clients, and that the sales force has a role to push in the 
consultant to early on move over to consultative knowledge. Sharp offers using specialists should 
come in only in critical situation on demand or should possibly even be something the client is paying 
for. There are lessons to be learned from how the Umeå office is working with regard to reducing the 
amount of specialists as they represent too high costs for everything less than focused use on the 
MM. Hunting, or the acquisition of new clients on the MM, should ideally be done though low-cost 
sales channels. The Exido study mentioned in the company background indicate that the brand 
awareness is there and that it is really about reaching out – accessibility – through appropriate 
channels while farming can be done through relationship marketing, just like our suggestions in the 
model above indicate. To clarify the above suggestions first transactions with potential customers 
will be opportunity based and from there focus will shift to relationship marketing using transactions 
as a reason to communicate. 

Speaking of different sales channels it will become important to encourage customers to use more 
cost effective channels (Friedman, 2002). We suggest that a twofold discrimination to incentivize the 
transfer between channels. The first one is that price could be discriminated between the web and 
the phone where a fixed fee or a percentage add to the price using the phone channel would cover 
the costs for the time usage and at the same time encourage customers to try the web. Secondly, we 
suggest that preferred channel choices are enhanced to deliver expected customer value. We 
suggest that Atea choose a setup with an open-web to enable their customers to shop on their own 
terms, something that is becoming more and more important today (Loewe and Bonchek 2001;1). An 
open-web would also give Atea the possibility of picking up SB through a low cost transaction 
channel and would in a way remove the current logics behind not serving this segment at all. By 
having an open-web Atea have the possibility of a high market penetration to a low cost, if done 
correctly. It is critical that the open-web is positioned correctly and builds on consumer insights from 
their market. Low cost promotions could rapidly lead to commodization of products and services and 
that must be avoided with great effort. Hq2 and Ec1 both think that this is achievable and according 
to Hq2 access and simplicity along with well known brands are key factors for SMB buyers in terms of 
satisfaction. Since consultation is usually needed with complex choices it is essential that offers are 
pre-packaged and that they are accurate and forceful (Devlin, 1997; 16). To not cannibalize on 
already existing structures it is essential that the system can measure from who’s market sales is 
coming, so that the revenues can be allocated to the proper cost area. Not successfully accounting 
for the numbers will almost guarantee a conflict with existing channels (Bloisi et al. 2003). Friedman 
(2002; 229) communicates the importance of channels having specific roles within the sales process 
so that the channels does not cannibalize on each other. Dividing the channel responsibilities the 
open-web is likely to be a smart option for the Product/Volume offering to address MM clients but 
the other offerings might be more dependent on human interaction or other sales channels. Channel 
choices have an effect on the complete value chain so an analysis will have to be made and all 
responsible managers should be aware of the target picture so that implications can be mapped and 
managed.  

The national coverage of offices is a value-complement as clients would be able to access 
consultancy services regionally despite a customer being a web-client. The technology for open-web 
already exists in the Group and in Denmark Atea is improving it as we are typing up this paper. An 
open-web to gather up MM and SB combined with a marketing campaign directed towards MM or 
even SMB will give Atea good market penetration to a low cost and a considerable better position to 
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pickup SB sales than through the current channels. Automating payments and invoices, e-invoicing 
and similar automations might further provide possibilities of cost cutting. We suggest the open-web 
to be supplemented with a team of relationship sales people equipped with phones, as tele-contact 
is measured to be a cost effective way of reaching high client volumes (Friedman, 2002; 37). Our 
suggestion is that the Product/Volume offering approaches the OEM to have them help carry the 
cost of this channel, which ought to be achievable as it is a win-win if the offers are packaged 
properly. In this way each channel takes on specialized roles where a critical success factor will be to 
coordinate channel activities to deliver consistently on the brand promise. If possible this should be 
kept in-house for control reasons. 

The IAM will mainly focus on the bigger customers at the Midmarket and their task will be to open 
doors for the consultants. The use of consultants has been very successful in the Kvantum region and 
their results in the latest quarter are clearly showing that their setup on the Midmarket is delivering 
more profit than the setup in the Maxi regions (quarterly results from Atea). By promoting the brand 
Atea and focusing on the customers in all sales channels Atea can ensure that they will stay 
consistent to their brand (Schoenbachler and Gordon 2002;45). Since implementing an IT 
environment is complex it should be possible to educate the clients to pay for advice while giving 
them access to products at lower margins. It is crucial that up-sales, cross sales and consultant 
activities can be offered through the web in a competitive manner but also that clients can give 
permission for being contacted by tele-sales for follow-ups to start relationship building (Newell, 
2003; 123) and that the AMs and IAMs get the consultations going early on in the process. 

To summarize our suggestions we have adapted the model on channel activities by Friedman (2002; 
236) to the activities and channels of Atea. To aid interpretation, AMs and Specialists are considered 
field reps and the IAM activities are split into field rep and telechannels. Consultants that do pre-sales 
activities without charging money has been considered field reps too. Internet in the figure regards 
the open-web as we see the eSHOP as a procurement tool that adds value to larger current clients 
and not as an individual sales channel. Each main activity of the sales process, as we have empirically 
interpreted it, has been plotted in the figure and the variables are consistent with the previously 
used variables. Lastly, recall from the theory chapter that sales people must be measured on the 
outcome you want to have (Bloisi et al 2007; 214). 

 

 

  

Figure 7.3.2 – Channel activities for Product/Volume on Atea MM (Börjeson & Pettersson, 2009) 
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7.4 Support functions and central resources 
There are several functions that need to be centrally controlled in the organization. Pricing for 
example is a function that should be controlled centrally by someone specialized in analyzing and 
setting prices. There should be some degree of freedom for the local salesperson to analyze where 
(s)he is exposed to competition so that prices can be set accordingly. The sales rep´s pricing today 
however, often leads to “equal margin pricing on all products in a deal” according to Hq2 and that is 
not preferable. Furthermore interviewees in several cases argued that the price function was difficult 
to understand and that a lot of the sales reps did not understand it fully. We argue that the 
salespeople must have better access to analytics on customer price sensitivity for different products 
in order to achieve a higher profitability by better pricing. Thus price analysis and pricing suggestions 
for different products should be centrally administrated to support the sales reps. This argument is 
supported both by Wuebker and Baugarten (2008) and by our empirical data.  
  
Picking up shifts in customer requirements and emerging competitors (Day 2004; 80) should also be a 
central function as well to ensure methodology for securing the data. The most cost effective way 
would be to run continuous market research as a centralized function as it will facilitate aggregate 
knowledge building on the corporate level that could be used in current and future strategy. In a way 
this relates to what Payne and Frow writes about customer relationship, which unites the potential 
of relationship marketing and IT in order to develop successful relations with key customers and key 
segments (2005; 2). During our interviews it was clear that too many trusted their gut feeling of what 
customers wanted and the best way to approach them and that market sensing should structured in 
more scientific terms than today. Hq4 referred to two cases where they had actively sought the 
opinions of their customers, and that they were still capitalizing on that information. We believe 
however that this should be done on a continuous basis and through a more systematic approach. 
Atea currently possess the technology and systems to do so but it could be more effectively deployed 
(Boulding et al 2005; 1-12). Atea direct for example could be a cost effective and continuous way of 
letting the customers have a say concerning Atea’s services, products and personnel with less bias 
than field reps that are agents of both the firm and the client. Fixed surveys and studies could be 
used to follow-up over time and internet forms could be deployed with discounts or upgrades as 
incentives. Client integration could be much tighter in decision making, in particular regarding the 
MM decisions as the companies own capabilities on the MM are considerably lower than for the CEP 
segment. We suggest that existing and potential clients are invited to be part of the discussion of 
how best to serve this market (Håkansson and Snehota, 1995). A crucial issue here is that the 
information gathered must be passed on to the front personnel to give them customer insights from 
an aggregate level and the packaging of market insights should be a central function too in order to 
make the insights penetrate to front-line employees throughout Atea.  
 
We suggest that the packaging of offers should be part of Atea’s support functions. In order to cut 
costs and deliver a brand image that is consistent throughout all of Atea’s 27 offices there should be 
a central function responsible for packaging offers to target specific customers. This support function 
should work closely interlinked with both the pricing function and the market sensing function, since 
the packaging of products will need both information about the customers and price information in 
order to target the right customers with the right offerings at the right price. Naturally, it should also 
be closely connected to the marketing department since the packaging should be done from a 
marketing perspective. The emphasis should be on sales however, where currently branding efforts 
are in focus. During the interview with Hq4 it became clear that this thinking is emerging in the 
company, and we argue that it should continue. The sales reps must have access to these offerings to 
carry them to the clients but the message could be delivered through lead generating marketing and 
the open-web as well. Pre packaged offers are essential for successful interactions with clients on the 
web. With the proposed open-web, Atea can lever on the price support function and marketing 
sensing support function to deliver a web shop that will increase the market penetration and is 
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consistent to all other offerings of Atea. Because an open-web already exists in Denmark it should 
therefore not constitute a big problem to launch it in Sweden too in terms of technology. The largest 
obstacle will be building the required organization since Atea Sweden lack the experience and 
possibly competence to run such initiative. As already mentioned, the benefits with an open-web are 
many have been argued for in channel choices. The open-web should be easily accessible and 
possibly that could be achieved through voluntary identification where the identification could be 
used to present the most suitable offers for the client based on the segment to which they relate 
where unidentified clients would be taken to a window with a set of standard offers that are adapted 
for different segments and thereby pick the one that suits them the most. These type of functions 
have a national reach as anyone could surf in the open-web. The central functions should be hosting 
and developing this open-web as well as gathering business data but also measuring to what region 
the sales comes from so that the revenues can be allocated to them, the latter to make sure that the 
open-web is not cannibalizing on existing channels. 
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7.5 Risk factors and mitigating action 
No action should be taken without carefully considering the consequences, both negative and 
positive. Likewise no suggestions or imperatives for action are complete without considering the risks 
involved. In moving from the current to the target situation there are a number of factors to consider 
in terms of change management and those actions have to be deeply considered for success in the 
endeavor. Before that however, decisions have to be made of what the envisioned target situation is. 
The suggestions presented in this thesis are considered in terms of risk as we would not suggest 
actions that are riskier than the expected return motivates. A full risk-perspective however, is far 
beyond the scope of this thesis and what we can provide with the information we have researched. A 
proper business case should ideally be developed in which variables can be sensitivity tested to trace 
impact and costs. Despite that there are some obvious risks that are briefly outlined in a table on the 
next page. The table serves as a summary of the risk assessment that has been part of the analysis. 
For a few of the issues mitigating actions have been suggested but for other issues experts in the 
field should make the assessment. Please be attentive to the fact that we have outlined are only the 
most obvious risks from our perspective based on the theories that we have used and based on the 
current situation as we interpret it from the empirical data. The issues we have tried to draw 
attention to need to be addressed by appropriate managers to consider the real business impact of 
those suggestions and there are likely to be risks that we have not considered. Even though risk 
management and change management are outside the scope of this thesis it is important for us to 
alert users of our suggestions and our concept of GTM model that risks and change management 
must be considered in application.  
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 When realigning the GTM models to national strategy there is a risk that local understanding is 

lost. When creating one Atea is important care must be taken to capitalize on local insights 

appropriately 

 Because of failed roll-outs in the past there is a risk of resistance to change in the organization 

 If moving towards more prepackaged offers to customers there is a risk that the intended 

customers does not feel identified by the offer which would be counter productive 

 Existing data does not support informed strategic decisions based on underlying economics but 

such data might be expensive to retrieve and in case the current business is not having any 

systematic symptoms in terms of underlying economics and the pay-back time could be long.  

 Segmenting the market could prove a challenging task and experienced professionals would have to 

be deployed for this task 

 Previous studies have indicated that better segmentation provides better results. When realigning 

the GTM models to national strategy there is a risk that local understanding is lost 

  There is a risk of allocating customers to segments and then targeting them with segment adapted 

offers though they do not share important characteristics with that segment 

 Starting with relatively simple segments and relatively simple offers might build capability 

  The risk of channel conflict has been mentioned before. Tracking, allocation and clear roles and 

responsibilities for each channel is key in avoiding channel conflict 

 Atea has no tradition of working with an open-web in Sweden. There are a number of risks to be 

considered with the open-web that should be addressed by management: 

o The Danish and Swedish markets differ greatly in terms of customer loyalty and in terms of 

competition so Danish insights might not be transferable 

o There needs to be a substantial organization working with packaging offers for the open-

web, making the target clients feel identified upon entry 

o If the open-web does not have a successful launch it is likely to be hard to recover and 

recapture competitiveness 

o The risk of positioning Atea as a product provider rather than a partner 

o The risk of increased competition and competitor reactions with open-web channels, for 

instance OEMs 

 Tele-sales should be used for opportunity identification. Selling over the phone might damage the 

brand and provides less opportunity for relationship building than a face-to-face visit 

 Demand generating marketing needs to be critically examined in order not to damage the 

exceptionally good branding of ATEA as IT infrastructure partner 

 Reducing the Specialists activity from running on clients to forming package offers and to be on 

demand could lead to less drive and sharpness of the current sales activities.  

 

o  

 

 Acquiring new IT systems is expensive. Use existing systems as far as possible for tracking data for 

underlying economics 

 The point of centralizing and sharing resources is to make support functions lean, accessible and 

good. Unless there is positive return on centralizing a function it should not be commenced 

 Customer orientation is a mind set. Critique to Market Sensing might be that data gathered without a 

clear method could be biased to the point where no material is better than the gathered material. 

Customers should be integrated into the decision processes but with a clear method 

 The risk of not finding the right talent but the current market situation might be advantageous.  

 There is a risk that data is stored and gathered that never reaches front-line  

Figure 7.5.1 – Key risk factors connected to our suggestions (Börjeson & Pettersson, 2009) 
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8 Moving beyond 

Moving beyond the specific case addressed in this research it is even more exciting to discuss 
transferrability of the findings.The impact of our theory choices on this paper and its implications for 
future studies is critically examined. After this chapter you should be able to critically examine our 
work, deeply understand its limitations and leave with a feeling of motivation to act – wether it is 
implementing the suggestions in your business or contributing to the expanding field of GTM. 

8.1 Transferability 
Non complex business might not need a go-to-market model as it might be irrelevant to them. A 
kiosk for example might be concerned with messaging or displays but it is in itself an end channel 
with a fixed physical position so a GTM model would for a Kiosk owner be irrelevant. Our 
contribution is first and foremost to complex businesses in providing a definition to the practitioner´s 
term. Its practical use is evidence of its relevance. In general, one case is not enough to confirm 
transferability, but we like to quote an analogy to the human body from our research diary; 

“if you study the human hand, describe it and its functions, you don´t have to research every 
persons hand or n hands to assume it holds true for everyone. Of course, specific functions the 
hand can do, like playing chords on a guitar, requires further analysis and every person might not 
have the same ability. But the concept of the hand and its main functions remain the same” 
(2009-05-18) 

Transferability refers to how well research findings from one case are transferable to other cases and 
is furthermore looked upon as important truth criteria in depictive studies (Johansson Lindfors; 1993, 
169).  This study is not quite depictive yet not theory generating. A concept has been defined and 
then existing theories have been applied within the frame of the concept to arrive at concrete 
conclusions of how to improve results. As such it is more of a framework through which theories can 
be applied and it ought to be a useful tool for many complex businesses in the western world. 
Regarding the theories we have structured within the GTM framework the transferability is lower but 
to what degree is unclear. The logic behind segmentation still holds and the synthesized theories that 
make up the channel suggestions are adaptable to numerous situations. However, some of the 
theories incorporated have received critique of not being representative outside a western context. 
We do think that the figure channel suggestions and represented theories are transferable within 
this limit but the populatory reach of the study is too narrow for that level of conceptualization to 
really claim transferability (Johansson Lindfors 1993; 169). Also the claim that understanding the 
underlying economics is crucial for GTM decisions is likely transferrable too based on simple logical 
reasoning more than anything else. Channel choices, segmentation logics and the supporting 
structures suggested are targeted to Atea’s business based on the internal and external 
environment. Any organization has to consider their own situation and the relevance of the theories 
to their context if they are to successfully use the GTM concept for improving their business. 
However, most of the theories and synthesis of theories we have used are flexible enough to account 
for different situations hence adaption to any organization in complex product business should be 
possible after critical examination. The definition of the concept in itself should help practitioners to 
avoid concept confusion and to sort their thoughts on the topic. 

It would be desirable to run comparable case studies possibly by different methods to validate the 
findings of this paper. The GTM concept suggested here could preferably be validated through 
studying other cases to see if the concept holds (Sapsford and Jupp 1996; 21-22). Our suggestions 
could be tested on similar cases and possibly even in a completely different case in order to establish 
to what degree suggestions are transferable as well. To develop an even deeper understanding of the 
go-to-market concept that holds an increasingly important position in terms of creating competitive 
advantage in organizations today, a direct follow-up study to this would be to track the result of 
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suggested changes in Atea and to measure to what degree those suggestions turned potential into 
profit. That would be an important contribution to the science of go-to-market models. 
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8.2 On multi methodology and the halo effect  
And so it is time for the final discussion from a methodological perspective as promised in the 
disposition. You already know that we used secondary data in the form of previous theories, research 
and studies but the reader should know that other secondary data was consulted too. Company 
information, presentation and reports are all part of our understanding and bits and pieces of that 
information has been used in the analysis as it is part of our tacit knowledge. It might be criticized 
that some of this data is quantitative in nature, none of it has been collected by us and that we do 
not have a method for the interpretation of this data. That is correct. However, as researchers we 
considered using all available data to be more accurate than excluding available data because there 
was no clear methodology, especially in the light of how carefully it was used. Recall the trilateral 
truth concept and us cross-checking the answers with hard data to see if there were any major 
inconsistencies. The concept is sometimes referred to as triangulation (Johansson Lindfors, 1993; 
131). It is common in research today to use what is called a multi methodology and it adds 
truthfulness and credibility to the data since all single methods for data gathering have their 
shortcomings (Johansson Lindfors, 1993; 130-131, K. Yin, 2007; 163).  

Philip M. Rosenzweig wrote a book on the halo effect which is also the name of the book (2007). It is 
rooted in the theory of cognitive dissonance and people’s wish for a cohesive world view that makes 
people disregard facts that do not fit their framework. Rosenzweig also questions the correlation and 
causality in research especially regarding popular books on organizations claiming that they are 
based on questionable data and that the proposed causality is often false (2007). The halo effect is 
strengthened like rings on the water as more research uses questionable sources as frame of 
reference. In the method chapter the choices of theories have been argued for, but fact remains that 
some of the secondary data that falls under previous studies are not peer-reviewed and might suffer 
from the correlation problem discussed by Rosenzweig. Since the concept of GTM is emerging in 
literature most writers on the subject have referenced each other. It is difficult to evaluate if 
different studies that are completely independent of each other have yielded the same result as we 
have not had the luxury to the access and that amount of material, mostly because the field despite 
having been around since the dawn of man is so young academically. Even though the secondary 
sources have been used defensively in the analysis, the theories and previous studies have affected 
both our overall understanding in general and the questions we have been asking in particular. Our 
core focus has been on the empirical data but still the above argued problem has to be considered. 
This papers scientific contribution is after all a synthesis of the empirical evidence and previous 
research and the reader should be aware of this in particular if the reader intends to use it as a basis 
for future research or studies. 
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“Plans are only good intentions unless they immediately 

degenerate into hard work” 

- Peter Drucker  
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Appendix 1 – Summary of interview subjects 

 

  

Name/Date Position/Code Format Perceptions/Time 
Peter Kocsis 
2009-04-07 

Regionally 
responsible North 
Kr1 

In a section of Peter´s office 
meant for meetings on Atea 
premises 

Duration 1h. 

Mattias Lindell 
2009-04-09 

Regionally 
responsible Mid 
Kv2 

Interview through Atea’s hi-
technology video conference 
facilities 

Duration 1h. 

 

Christer Eklund 
2009-04-22 

Master 
Product/Volume 

Ms1 

Interview in a nice meeting 
room on Atea premises 

Duration 50 min. 

Lars-Åke 
Johansson   
2009-04-15 

Regionally 
responsible 
Product, West 
Ma1 

Interview through Atea’s hi-
technology video conference 
facilities 

Duration 1h 5 min. 

Peter 
Hagström 
2009-04-14 

Regionally 
responsible South 

Ma2 

Interview through Atea’s hi-
technology video conference 
facilities 

Duration 1h 5 min. 

Oskar 
Sjöstrand 
2009-04-22 

Analyst 
Product/Volume 
Hq1 

Interview in a nice meeting 
room on Atea premises 

Duration 1h 10 min. 

Helene 
Svensson 
2009-04-22 

Responsible Atea 
eSHOP 
Hq2 

Interview in a nice meeting 
room on Atea premises 

Duration 1h. 

Magnus   
2009-04-27 

Marketing manager 
Hq3 

e-mail conversation Answered a number of follow-up 
questions 

Björn-Erik 
Karlsson  
2009-05-12 

Deputy CEO 
Hq4 

Interview through Atea’s hi-
technology video conference 
facilities 

Duration 1h. 

Tanja Yliniva 
2009-04-22, 27 

Controller 
Hq5 

Phone interview Duration 12 min. 

Nicke Rydgren 
2009-04-23 

External consultant, 
GREAT 
Ec1 

Interview in a meeting room on 
GREAT premises 

Duration 1h 10 min. 

 

Explaining the 
codes 

Kvantum = Kv 
Maxi = Ma 
Stockholm = Ms1 
Head quarters = Hq 
External = Ec 
1-n = north to south 

The codes have been used in 
the analysis when quoting the 
interview subjects to improve 
overview and readability as the 
codes are easier to write and 
remember compared to names 
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Appendix 2 - Kvale’s 10 qualification criteria’s for the interviewer 

1.      Knowledgeable. He should have vast knowledge about the subject for the interview, be 
able to keep a initiated conversation about it; knows the most important aspect about the 
subject and thus know what questions to go on with without trying to show off his 
knowledge 

2.      Structuring. Presenting an aim with the interview, describing how the interview will be 
conducted and rounding of the interview with a short summary and a final chance for the 
interviewee to ask questions 

3.      Precise. Asking précis, simple and short questions; speaks clearly and understandably, 
doesn’t abuse academic language or work jargon. 

4.      Friendly. Allows the interviewee to finish what she is saying, allowing her to think and talk 
in her own speed. Is easy, tolerating pauses, and implies that it is alright to bring forward 
unconventional and provocative statements and emotionally filled things. 

5.       Emotional. Listening actively to what is said, hearing the nuances in an answer and seeks to 
get a full description of these nuances. Is empathic, hearing the emotional message of what 
is said, does not only hear what is said, but also what is not said. Knows when a subject is too 
emotional to be researched. 

6.      Open. Hear what aspects of the research subject that is important to the interviewee. 
Listening with never-ending focus and is open to new aspects that the interviewee might 
bring up. 

7.      Leading. Knows what he is interested in; feels the aim of the interview, knows what is 
important to get knowledge about. Controls the process of the interview and is not afraid of 
interrupting the interviewee if she is straying from the subject. 

8.      Critical. Does not take what is said for granted but asks critical questions to test the 
reliability and validity of what is said. This critical control might concern both observable 
grounds for the interviewee’s answers but also the answers logical coherency. 

9.      Good memory. Remembers what is said during the interview and can recall earlier 
statements and ask to get them developed and can bind together what has been said during 
different parts of the interview. 

10.  Interpreting. Is able during the whole interview to clarify and widen the meaning of what has 
been said; presents interpretations of what has been said in order to get confirmation or 
disconfirmation from the interviewee. 
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Appendix 3 – Interview discussion starters 

 
Theme 1 – The external environment 
Competition 
Market Potential 
- CEP market 
- MM market 
What drives sales 
- Product or other offerings 
Timing of entry 
- CEP market 
- MM market 
 
Theme 2 – The organization  
Culture 
- Preference of segment 
- Focus on segment 
- Team spirit between sales people and segments 
Competition in the matrix and between offers 
Status of the different segments 

Theme 3 – Processes, support and procedures 
Responsibilities 
Segmentation  
- How are the sales people assigned to the different markets 
Procedures – hunt and farm approaches 
- Is everyone hunting 
- Guidelines and processes 
Feedback and analysis of business 
- to what extent 
- for everyone 
Bonuses and wages 
- how are these connected to performance 
- different rewards for CEP and MM 
Support processes 

Theme 4 – GTM 
Sales channels 
Channel purposes 
Sales processes and pitches 
Attitudes 
GTM understanding 
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Appendix 4 - Extracts from our research diary 

During the research we have documented our activities day by day, writing down time spent on 
different activities. The research diary served as a planning and tracking tool as well as a personal 
diary for the research process. You have seen a few quotes from private conversations written down 
in the diary that related to the work. Other things were recorded to such as frustrations, the feeling 
before, during and after different situations and our thoughts about the research process on the day 
of writing. We believe that it does not make sense to publish the personal comments without 
rewriting them for reasons of our private integrity but also from the fact that they would probably 
not make much sense without having been in the situation from which the comments occurred. 
Below however, our plan and the follow-up of that plan has been tracked. It will show the reader 
what type of activities that have been happening during the course of the research. Of course there 
are much more nuances under each item, but the tables below are rough estimates of the activities 
that we have been working on and when during the ten week project the different activities were 
done. 

At the outset of the study we made a plan with clear deadlines for each phase of the research where 
we viewed many of the activities as separate from each other. Time was not allocated in hours but 
each phase was addressed from by a break down into actionable tasks. The graph below has weeks 
on the x-axis and is a visual representation of our plan as it looked in the first week of the study.  

 

 

 

 

 

 

 

 

 

In retrospect a good plan is of great help in getting things done on time and a good way of securing 
the quality of the activities by careful consideration in advance. The plan did not hold perfectly of 
course. Activities that we thought were clearly separable from each other were not. Meetings were 
rescheduled, activities depended on and affected each other and the time allocation for different 
activities turned out to be imprecise.  

The following table summarizes the actual activities. The attentive reader can see the clear link 
between the activities in the graph below and the iterative part of our research model. Theory 
search, theory work and data gathering and analysis are now much more intertwined compared to 
the plan. Proof reading and rewriting that is an important aspect also of analysis too much more time 
and energy than was planned for originally. Overall however we are satisfied with the original plan as 
it got us started in a good way early on.  
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We realized that a time break down of the actual activities is more useful for anyone intending to 
conduct follow-up research or launch a similar research project. The table below summarizes the 
man-hours put into each activity. Everything below five hours has been excluded or allocated to one 
of the core activities to make the table reader friendly. The hours below are working hours by activity 
and week for the two of us and they sum up to just above full working time. They are not hours 
allocated for work - but effective working time. There are probably between 50-100 untracked hours 
of additional reflection and discussion and random work. 

 

 

 

 

 

 

 

 

Let us conclude by summarizing a few learning points 

 You cannot plan for all contingencies but a good plan is key for getting where you want. 

 Starting early and working hard consistently pays off. 

 If you miss a working day you lose a lot of time. Time is hard to recapture. 

 Keeping a detailed research diary is very useful during analysis as it is a tool for reflection and 

a source of information. It is particularly useful for remembering interview situations. 

 Transcribing takes time. One hour of interviews took eight hours of typing on average. 

 It is easy to over-estimate time input. Tracking the time provides excellent feedback. 
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