


 

 

Abstract 

This  thesis  investigates what  large business‐to‐business organizations should  focus on, when 

they  change  their  business model  from  being  based  on  product  sales  to  being  based  on 

solution  sales. When organizations  are based on  solution  sales,  they  focus  on  creating  and 

delivering customized products or services, which can improve the business of their customers. 

As the  investigation carried out  in the thesis  is based on what organizations should focus on, 

when  they  change  into  solution  sales,  the  two main  theoretical  subjects  of  the  thesis  are 

“change management” and “solution sales”.  

 

The thesis has been conducted as a case study and Ericsson Latin America has been the unit of 

analysis. Ericsson represents a valid unit of analysis as they are currently transforming  into a 

business model which  is based on  solution  sales. As  the analysis provided great  insight  into 

Ericsson’s transformation, we  found  it appropriate to develop specific advises  for Ericsson  in 

order to improve their chance of a successful transformation. These are included in the thesis.  

 

Finally,  the  investigation has  found seven  focus points we believe  large business‐to‐business 

organizations  should  focus on, when  they  change  their business model  into being based on 

solution sales. The analysis has triggered the identification of the seven focus points, which are 

all  backed  up  by  the  theory  section.  Last,  it  is  shown when we  believe  the  different  focus 

points should be emphasized during a transformation.  

 

 

 

 

 

 

 

 

 

 

 



 

 

Preface 

This Master’s  thesis  is conducted  in connection with  the completion of  the master’s degree; 

International Technology Management at Copenhagen Institute of Technology.  

 

The purpose of the master’s thesis is to demonstrate the ability to deliver a report that is both 

valid  and  reliable  through  the  understanding  and  use  of  different  academic  theories. 

Furthermore,  it  is  to  prepare  a  suitable  analysis  based  on  relevant  theories  and  to make 

thought reflections. 

 

The  thesis  investigates  a  general  phenomenon  and  uses  Ericsson  Latin  America  (after  this, 

Ericsson)  as  the  unit  of  analysis.  Therefore,  the  thesis  is  conducted  in  cooperation  with 

Ericsson Region Latin America in São Paulo, Brazil.  
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3.5.3. The final phase 

Based on the analysis and knowledge from the theory, specific proposals have been identified 

for Ericsson. After this, the specific proposals were revised and transformed into focus points. 

This was done in order to make them general and make them fit all large product based 

business-to-business organizations that want to change into a solution selling organization. 

The following figure illustrates the process in chronological order.    

 

 

 

 

3.6. Theory selection 

Academic theories for this thesis have been chosen in order to provide an adequate answer to 

the problem statement. As the problem statement requests an investigation on how 

organizations should change their business from being based on selling product to being based 

on selling solutions, theories on change management and on solution sales have been 

selected.  

 

It has been chosen to include theories on change management to cover the transformational 

aspect of companies changing into being based on solution sales. As a change alone implies 

many different challenges, it is believed that several of the problems organizations face, are 

May 

 

April 

 

21th Feb. 

 

31th May 

 

Organizational overview 

Transformation overview 

Methodology 

Theory investigation  

Problem statement 

Theory section 

 Data collection 

 Analysis 

 Proposals 

 Focus points 

 
Figure 3, Illustration of the process in chronological order 
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implementation of a change and the right side represents the opposite, a slow implementation 

where everything is not planned out from the beginning. The fast implementation suggests a 

harsh, brutal strategy towards resistance such as forcing people to adapt and cooperate. This 

strategy can be attractive when the change is urgent and needs to be implemented as quickly 

as possible. Slow implementation suggests a much more supportive and involving strategy 

towards resistance. This strategy focuses on community and the idea that the best results are 

made when people stand together. When people are resisting they should still be confronted, 

but instead of giving them an ultimatum and forcing them to cooperate, they are enlightened, 

involved, helped and trained as an attempt to have them support the change. Furthermore, 

several of these things are done before the actual resistance emerges in order to minimize it. 

 

 

Figure 5, Strategic continuum 
Source: Kotter and Schlesinger, 1979 Adapted 

Figure 5 shows this strategic continuum. Below the continuum some factors are shown. These 

factors have influence on where the implementation process should be situated on the 

continuum. The arrows illustrate in which strategic direction the factors should lead the 

implementation process.  

 

 In general, leaders should move as far to the right on the continuum as possible when 

implementing change projects. To take community into account and create a joint idea of the 

direction always leaves a bigger chance for success. Nevertheless, it should be noted that the 

different strategies should be used depending on the situation which is why leaders should not 

always choose the same strategy.  

Much resistance anticipated 

The resistors hold a lot of power 

Initiators need a lot of help to change 

The change is very urgent 

Clearly planned 
Little involvement of others 
Attempt to overcome any resistance 

Fast Slow 

Strategic continuum 

Not clearly planned in the beginning 
Lots of involvement of others 

Attempt to minimize any resistance 
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Figure 6 suggests a change in the sales focus from the manufacturer, which is a more 

traditional and transactional focus, to the end-user as this can make customers more 

competitive in the end-user markets. Furthermore, there is abundant evidence indicating that 

the priority for major customers is customer understanding rather than simply buying products 

(Piercy & Lane, 2009).  

 

Even though solution sales occurs simple in figure 6, changing a business model from product 

sales to solution sales is very difficult and will demand tremendous organizational changes. 

Solution sale is about understanding the entire market from a holistic point of view and create 

a strategy aligned with this view. Furthermore, solution sales involves being able to create and 

sell solutions that fit the customers and can add value to their business. If this is done right it 

will not only provide greater customer satisfaction and cooperation, but it will also provide the 

possibility to affect the customers and thus the market in a desirable direction. This is because 

having a holistic view of the market situation makes it possible for sales organizations to 

identify new opportunities downstream in the supply chain all the way to the end-user market. 

Following figure 7 shows this phenomenon.  

 

Manufacturer 

Manufacturer 

Manufacturer 

Customer 

Customer 

Customer 

End-user 

End-user 

End-user 

Turn product 
into cash flow 

Customer 
satisfaction and 

retention 

Opportunities to 
make the 

customer more 
competitive in 

end-use markets 

Traditional sales focus 

New strategic  
sales focus 

 

Figure 6, Changing the emphasis in strategic sales from manufacturer to end-user 
Source: Piercy & Lane, 2005 

 



    
 

                                                                                                                                                                   45 
 

 

Figure 7, Market opportunities downstream in the supply chain 
Own construction 

 

If the sales organizations hold a holistic view of the market they are able to spot new 

technology or trends, which the customers are not able to see alone due to their focused 

market view.  

 

4.2.2. Uniting the sales- and marketing department 

This section will show why and how leading scholars within the field of solution sales believe it 

is important for the sales- and marketing department to change their ways of working. This will 

be done by investigating the problems and challenges involved for the sales- and marketing 

organization. Finally, there will be some elaboration on the importance of aligning these two 

departments and on the challenges of making it work.  

 

4.2.2.1. The change in sales capabilities 

For a sales organization to be able to utilize the possibilities that lie within a solution selling 

company, it needs to change from an operational focus towards strategic a focus which should 

be aligned with the corporate strategy. The sales department should increasingly be involved 

not only in executing strategy, but also in driving strategic initiatives towards both the 

customers and the organization (Storbacka et al. 2011). 

 

In 2007 Howard Stevens and Theodore Kinni concluded a study of 80,000 business buyers, 

served by 210,000 salespeople in 15 different industries over a 14-year period to determine 

what buyers typically define as value. They came up with seven main expectations buyers have 

for their relationship with a salesperson: (Lane and Piercy, 2009) 
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department. Otherwise the operation of the company will be incoherent and it will be difficult 

to convince customers that suited solutions that are up- to- date with the overall market can 

be delivered. 

 

Therefore, in most parts of the operation, marketing should change from traditional marketing 

where own products are in focus, into being a market research organization with emphasis on 

internal marketing based on the research. The market research should help the sales 

organization understand the market and their customers’ competitive situation. As the sales 

organizations are often divided into segments or specific customer groups, they will often have 

a very narrow view of the market and not have the holistic view that may bring forward 

opportunities. The importance of the collaboration and how it should work are elaborated in 

section 4.2.2.3.   

 

Internal marketing should be done to “sell” the customer internally in the organization which 

following figure 9 shows. 

 

Figure 9, Internal and external marketing roles.  
Source: Adapted from Piercy and Lane, 2009 

 

Research has shown the importance of internal marketing. A research at Northwestern 

University in the US has found internal marketing to be one of the top three determinants of a 

company’s financial performance. It clearly indicates that companies with better integration of 

external market trends and processes are more successful (Chang, 2005). Other studies have 

also shown that organizations are struggling to deliver valuable solutions to customers due to 

inadequate investments in internal marketing (Marketing Week, 2003).   
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It is argued that the processes related to making solution sales and a market oriented 

organization work efficiently, are related to an organizational restructuring. A core challenge in 

making an organizational restructuring is changing into a more horizontal organizational 

design. A more horizontal design is appropriate as this is better suited for cross functional 

work and process oriented work. The importance of having a flat structure and working 

process oriented is recognized as this seems to be the case for most companies that are 

successfully operating solution sales (LaForge et al., 2009). 

  

4.2.4. Underlying thoughts 

The previous sections describe the theory behind solutions sales. No models or figures 

describing how solution sales should be structured have been found. However, following figure 

10 shows how solution sales in our opinion should be structured. Our opinion is based on the 

theory.  

 

 

Figure 10, Solution sales information flow  
Own construction 

 

The figure illustrates the structure and the information flow through a solution selling 

organization. Support represents all operational, technical or delivering parts of the 

organization. Thereby the figure shows how sales- and marketing departments should collect 

information about the market and the customers and share it internally. Based on this shared 
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EP has been established in order to support key account managers and account managers in 

handling and serving customers. Normally, key account managers and account managers were 

the only ones who dealt with customers, but now the idea is that EP should support them 

when it comes to technical issues. In general, EP’s job is to become a connecting link between 

sales and operations by creating individual solutions for customers. This includes both solving 

problems presented by the customer, but also by seeing what the customers need and require. 

This transformation has led to the need of a more proactive customer approach concerning 

opportunities for both new and existing customers.   
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Figure 11, Former business structure in Ericsson 
Source: Ericsson 

 

Figure 12, New business structure in Ericsson  
Source: Ericsson 
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It is especially clear that this sense of urgency comes from specific presentations and is not 

something they have developed themselves as individuals. This is because many of the 

expressions the employees used, when elaborating on why the change has been initiated and 

whether it was necessary or not, were the same. Was this sense of urgency developed 

individually through a general impression of Ericsson and the competitive situation, it is not 

likely that the answers were that much alike. In general, the employees said that Ericsson has 

had large declines in market shares and that Ericsson is being pressured from other 

competitors.  They emphasized that when it comes to manufacturing and delivering products, 

other companies are able to do it less expensive and still maintain a high quality. Years ago, 

Ericsson used to be known for their quality, so even though they were a bit more expensive, 

customers had a reason to choose Ericsson’s products. However, the employees do not believe 

customers have this reason anymore. The quality of products from other companies has 

increased and they are now just as good as Ericsson’s products. According to the employees, 

this means that if Ericsson continues their way of doing business, they will experience a 

significant decrease in sales and thus the overall performance.  

 

The presentations the employees have seen are presentations coming from the top 

management, especially from Hans Vestberg, CEO of Ericsson. The following figure shows a 

future with declining sales if nothing is done and is an example of what Ericsson has showed 

their employees in order to create the sense of urgency. 

 

 

 

 

Even though current declining market shares were mentioned, it was clear through the 

interviews and figure 15 above that the sense of urgency has been built on poor expected 

”Do nothing scenario” from 
actual region sale 

forecast 

2010     2011     2012     2013 

Figure 15, Forecast for regional sales if nothing is done 
Source: Ericsson 
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top management. Again this is based on the fact that the employees use several of the same 

phrases and expressions when they explain what the vision entails. Among the employees, the 

general perception of the vision is that Ericsson wants to change into selling solutions and not 

just products. They want to approach customers proactively and show them the potential 

possibilities within Ericsson’s products combined with the service Ericsson offers. Therefore, 

approaching the customers before they even know they have a problem or a potential 

possibility, and convincing them that Ericsson’s products and services can increase their 

profitability is what Ericsson believes is the way they need to do business in the future.  

 

In order to convince the employees that the vision will take Ericsson in the right direction and 

that the transformation will lead to a better and more profitable situation in the future, the 

following figure has been showed in presentations.  

 

 

 

Figure 17 shows the same future situation as figure 15 that was used to create a sense of 

urgency. However, on this figure Ericsson has shown how different initiatives related to the 

change can affect the future results in a profitable way.  

 

It seems that the presentations showing the attractive future situation have worked. People 

are truly convinced that not only is change necessary, changing in this specific direction is the 

right thing to do. It is not always given that if a sense of urgency is created within employees, 

they will embrace the change. It must be presumed that sometimes people agree on a high 

level of urgency for a change, but they may not agree on which direction the company should 

take.  

2010     2011     2012     2013 

Strategic initiatives beyond 

Business as usual 

Strategic initiatives 

Strategic initiatives 

Business as usual 

 

Figure 17, Forecast for regional sales, if the change is implemented 
Source, Ericsson 
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people. Whether or not this is true is not possible to conclude, but it is possible to evaluate the 

processes that are related to the change and performed by people. If milestones are created 

and aligned with the overall transformation strategy, it would be possible to evaluate the 

transformation and determine if progress are made. As solution sales include much more 

customer interaction than traditional product sales, a milestone aligned with the 

transformation in Ericsson could involve the amount of time, technical sales people should 

spend with customers.    

 

In general, it is clear that the employees miss a plan for the transformation and they lack a 

practical direction for how they should work. Milestones could indicate the direction, but at 

the moment it seems that the only thing that is giving the transformation a direction is the 

vision. People know in which direction to work solely due to the vision, but there should still be 

milestones along the way to confirm that they are moving in the right direction. The following 

figure illustrates the importance of having milestones even though a good vision is created.  

 

Figure 25, The importance of having milestones 
Own construction 

 

Ericsson has created a good vision, but they lack the milestones, which prolongs the 

transformation process and creates a lot of unnecessary work.  

 

Vision Vision 

Vision but no milestones Vision and milestones 

Milestones 
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the resistance will remain there. The reasons for why Ericsson is not confronting resistance can 

be many. One of them could be that there is no culture or history for confronting people like 

that. Another reason could be that management is not aware of who is resisting. However, due 

to general conversations in Ericsson, this is not likely. It seemed like people knew very well 

who was resisting the change. According to the employees the reason for why resistance is not 

confronted is because the managers, who should confront resisting employees, are resisting as 

well. If this is true, it can be a huge problem for Ericsson. If those people who should lead the 

change are against it, they will not encourage change from their employees and maybe even 

prevent it.  

 

“People are not confronted directly because their managers are probably 

resisting the change as well “ 

 

In general, it seems that resistance from managers is a problem for the transformation. The 

following figure 28 shows a presumed picture of where in the organization the resistance is 

located. The assumption is based on information from interviews.  

 

 

 

 

Figure 28 shows that especially middle management is creating the resistance. This is 

something Ericsson needs to confront as it can be fatal for the transformation if it continues. If 

Ericsson’s strategy is to replace the people they do not believe will be able to change, it seems 

like middle management would be a good place to start the replacing.  
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Figure 28, Resistance located in Ericsson 
Own construction 
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Aside for the interdependencies, figure 37 also shows that no solution for the lack of 

leadership and lack of knowledge sharing has been identified. One could argue that training 

could alleviate these problems, but we do not believe that it would have any greater effects. 

For this change, managers lack initiative and they do not set an example of how to change. In 

order to change this, managers must recognize their responsibility and take on a leading role.  

 

We do not believe training within knowledge sharing would have noticeable effects either. 

Sharing knowledge should not be difficult, but it requires time and discipline. Hopefully some 

of the other solutions can bring down the workload and in that way, release time so 

employees feel they can afford spending time on knowledge sharing. However, sharing 

Prioritize 
opportunities 

Align measurement 
systems 

Internal 
marketing Not working cross-

functional 

Inefficiency 

Lack of leadership 

High workload 
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sharing 
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the customers 
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Figure 37, Interdependencies of problems and solutions 
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Appendix 1, Preliminary interview list 

Name Position Location Date 

Hans Sjögren  Head of Business Operations in RLAM4 Sao Paulo, Brazil 07-03 

Raphael Olivares Perez 
Head of Mobil Network 
Industrialization 

Sao Paulo, Brazil 02-03 

Andre Kraemer Head of Solutions Development Sao Paulo, Brazil 04-03 

Creusa Carvalho PC CSI Regional director Sao Paulo, Brazil 01-03 

Debora Milone Sales Operation Driver Sao Paulo, Brazil 08-03 

Marise Luca 
Head of practice, Consumer & Business 
Application 

Sao Paulo, Brazil 02-03 

Mauricio Mahfud Head of proposal Management RLAM Sao Paulo, Brazil 28-02 

Thomas Wavelet Head of Business Development Sao Paulo, Brazil 02-03 

Andre Machado KAM VIVO & Telefonica Sao Paulo, Brazil 10-03 

Rogerio Loripe KAM TIM & INTELIG. Brazil Sao Paulo, Brazil 15-03 

Rodrigo Grigoletti 
Process, Methods and Tool Team 
leader 

Sao Paulo, Brazil 28-02 

Bernhard Kaufmann Head of finance competence center Sao Paulo, Brazil 01-03 

Marcelo Gallotta Head of engagement development Sao Paulo, Brazil 02-03 

 

  

                                                            
4 RLAM stands for Region Latin America. The abbreviation RLAM is used in appendix as this is commonly 
used by employees 
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Appendix 2, Preliminary interview notes 

KAMs doesn’t update SMIS due to next year’s budget. If management sees all the 

opportunities (missed) they argue for a smaller budget.  

When SMIS is not updated people don’t have sufficient information regarding specific 

assignments.  

He questions whether or not they (EP) possess the right people.  

The sales processes are not aligned. He has a guy preparing a general sales process WoW that 

should be finished mid-April.  

Everybody has made their own customer knowledge, there is no knowledge sharing.  

CU owns the customer engagement. 

Needs to be decided which new markets should be attacked. 

 

Everybody is talking about the big change. Don’t listen to them. Nothing is changed. They only 

say it because they are afraid. 

They are trying to develop a new business model for Ericsson. 

They are trying to be the operator’s operator where they sell a service instead of network 

The growth will not be as big as it used to. They foresee that there will be a small growth, so 

shareholders are pushing for new cash flow opportunities.  

Look at whatever you have and do it more efficient.  

The challenges ahead are huge.  

They are not that used to deliver services. 

 

They have separate data systems to run the company.  

To many tools that can’t communicate together. 

Data in SMIS and CATS aren’t as reliable as should be, because people don’t put data in when 

they should. 

 

In general a lot of matrix forms, which is often not shown in organization diagrams. 

Their target is built on net sales. 

 

The 280 days come from Sergio Chirocha. He started to ask question to KAMs and members of 

leadership team. They gave some numbers based on opinions and experiences.  

Proposal: The 30 days was calculated in workshop where they drew maps and stuff.  
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Appendix 3, Semi-structured interview 

list 

  

Name Position 
Organizational 
Belonging 

Location Date 

Carla Belitardo Head of Market development 
RLAM Market 
Development 

Sao Paulo, 
Brazil 

13-04 

Jesper Rhode Head of business Innovation,  
partnership and alliance 

RLAM new business 
Innovation,  
partnership and alliance 

Sao Paulo, 
Brazil 

28-04 

Andre Gildin Head of business intelligence & 
programs 

RLAM strategy & 
marketing 

Sao Paulo, 
Brazil 

12-04 

Andre Machado KAM Vivo & Telefonica CU Brazil 
Sao Paulo, 
Brazil 

14-04 

Rogerio Loripe KAM TIM & Intelig CU Brazil 
Sao Paulo, 
Brazil 

18-04 

Hans Sjogren Head of business operations Engagement practices 
Sao Paulo, 
Brazil 

27-04 

Peter Michelson Head of Mobile Broadband Engagement practices 
San José, 
Costa Rica 

12-04 

Margarete Iramina Engagement consultant 
Engagement practices 
MBB Solutions Brazil 

Sao Paulo, 
Brazil 

20-04 

Luciana Pailo Head of solutions development 
Engagement practices 
MBB Solutions Brazil 

Sao Paulo, 
Brazil 

14-04 

Mats Palving Head of Operations & Business 
Support Systems 

Engagement practices 
OBS(OSS/BSS) 

Sao Paulo, 
Brazil 

15-04 

Marcelo Gallotta Head of engagement 
development 

Engagement practices  
OBS(OSS/BSS) 

Sao Paulo, 
Brazil 

13-04 

Rodrigo Calache Head of Development 
Engagement practices 
OBS(OSS/BSS) BSS 
Solutions 

Sao Paulo, 
Brazil 

14-04 

Odair Civelli Junior Solutions architect 
Engagement practices 
OBS(OSS/BSS) BSS 
Solutions 

Sao Paulo, 
Brazil 

14-04 

Bengt Rosengren Strategy execution 
RLAM strategy & 
marketing 

Sao Paulo, 
Brazil 

29-04 
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Appendix 4, Interview questions 

 

We are investigating the change in Ericsson. This interview however will only be focusing on 

the change Ericsson has made towards becoming more consulting and solutions oriented. 

 

What do you consider as you must important role towards the customer?  

What do you consider as you must important role towards Ericsson? 

Why do you think the change was initiated? 

Do you think it was necessary? 

What is the overall purpose of the transformation? 

Do you think there is an overall vision for the transformation? 

How do you know that? How has the vision been communicated? 

Do you believe in the vision? 

Do you think management in general believes in the transformation? 

Do you fell Ericsson is a product selling or solution selling company? And what will it be in the 

future? 

What is your biggest challenge in changing from product to solutions sale? 

Do you ever evaluate the transformation or does management? 

When it is evaluated, how does it happen? 

How often do you/they evaluate? 

Are there prepared milestones?  

Do you think they are consistent with the transformation strategy? 

Are there defined sales roles with responsibilities for different kinds of  

Have people had training to improve their consultative and value-selling skills?  

Has there been a shift in where the technical knowledge is in Ericsson? 

Do you think everybody knows exactly what their new role is? 

Are you comfortable with your role? 

Do you think everybody is comfortable with their new role? 

EP has been established as part of the transformation. Are there any other organizational 

changes related to the transformation? 

Do you think there should be more or other organizational changes? 

Has anything changed within the measurements systems? 

Are the measures individual or are they also team based? 
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Appendix 5, Semi-structured interview 

notes 

What do you consider as your must important role towards the customer?  

• Biggest role. Innovation. He interacts directly with customers regarding innovation.  

• To transfer needs and issues into solutions. Understanding everything around the customer 

and find solutions. 

• For the customer’s perspective, the values are the consultative approach. There are business 

requirement that needs to be translated to what Ericsson should do. 

•Leader of engagements. He has direct contact with customers and helps them find something 

attracting in Ericsson.  

• Making sure we win the deals, but also understanding the needs of the customer. We listen 

but not always understand. The cultural change is in the DNA of a technology provider. We 

need to understand the underlying issues, report back to Ericsson and find out how Ericsson 

can assist. We are not there jet but it is where we need to go.  

• To help them and support them in order to make them successful in their business. To 

Ericsson: Help generate revenue. 

• He must represent the customers’ interest in Ericsson, meaning their needs, what they need 

to buy or if they have problems with Ericsson. Ex. If they are upset, they will complain to him 

and the opposite, if they are happy they will also come to him.  

• Her role is to understand the market needs, transport, government, security and medical. 

They look at these segmented market opportunities. Her customers are the nontraditional 

customers.  

• To be able to do the technical selling. To find the technical argumentation for the money 

they want the customers to pay.  

 

What do you consider as you must important role towards Ericsson? 

• To bring the customer understanding of Ericsson back to Ericsson. A survey of customer 

satisfaction don’t bring in the knowledge of how the customer feels about Ericsson the same 

way as being at the customer and interact with them. 

And as a pre-sale person, he needs to identify how Ericsson can help the customer.  
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