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Abstract 

An important indicator of the efficiency of the presales process of telecommunication 

services can be defined as the number of proposals won out of the total number of 

proposals processed, or win rate, as referred to in this thesis. The win rate when 

considered in context of the targeted yearly revenues can point towards the 

resources required to achieve the revenue target. This study was aimed to analyze 

the presales process and how management control systems are used at presales 

phase of the international services business unit of SpainTel Telecommunication 

Services (a fictitious company name used for this thesis). The obvious way forward 

in this direction was to analyze the effectiveness of the management controls and 

how can the win rate of proposals, which was found to be low during the search, be 

improved using the principles of management control, which has execution focus 

and aims at impacting employee behavior in order to achieve organizational 

objectives.  

The author investigated on the control problems and the key performance indicators 

of the unit in order to find any inconsistencies. The interviews and current literature 

on sales seemed to indicate a pattern of critical success factors that impact the win 

rate of proposals during presales phase. Additionally, there seemed some links 

between these success factors and problems that were observed at the unit. This led 

the author to suggest some improvements to solve some of the observed problems 

and improve the win rate. The author has also proposed a framework of critical 

success factors for presales win rate. It is important to note that win rate, when put in 

the context of the financial-results controls mechanisms currently implemented at the 
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unit, assumes far greater importance and can help plan resources needed for 

presales, besides helping to define reasonable and achievable revenue budget 

targets. After all, win rate depends on how well the presales process is executed.  

This research work was conducted as a single case study based on the philosophy 

of interpretivism by collecting and analyzing qualitative data using various semi-

structured interviews and theme-based discussions with key informants at the 

business unit. A survey was conducted in order to achieve basic data triangulation 

while judging the robustness of the framework of critical success factors of presales 

win rate, which the author is proposing as part of the findings of this work. Other key 

findings of the work include a proposed extension of the Malmi (2008) model 

applicable for telecommunication presales, two new key performance indicators 

which if monitored and used as suggested can help the business unit in improving 

the win rate, and a list of suggestions for the business unit in order to address 

current control problems. 

 

Keywords: presales, management control systems, critical success factors. 
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List of Acronyms 
Acronym Explanation 

BU Business Unit 

IMIM International Master of Industrial Management 

ISBU International Services Business Unit. Also referred to as “the business 

unit” 

ISP Internet Service Providers 

IP Internet Protocol 

MC Management Control 

MCS Management Control System 

MNC Multi-National Corporation 

MPLS Multiprotocol Label Switching 

OB Operational Business unit (another name given to SpainTel companies 

in other regions) 

Off-net Country where SpainTel network/ infrastructure is not present 

On-Net Country where SpainTel network/ infrastructure is present 

POP Point of Presence (means presence of SpainTel MPLS network and 

office) 

RFI Request for Information 

RFP Request for Proposal. Also referred to as “proposal” in this report 

SalesForce A tool used to enter requests for proposals. Different from the term 

“salesforce” used to mean people from the sales teams 

SIGMA SpainTel proprietary software used for handling service requests, 

provisioning, billing, etc. 

SME Small and Medium Enterprise 

STS SpainTel Telecommunication Services (also referred to as “the case 

study company” in this report 

SdE SpainTel de Espana 

SEN SpainTel entities 

SEN A SpainTel at the “A” end of a circuit (requesting SpainTel entity) 

SEN B SpainTel at the “B” end of a circuit (destination SpainTel entity) 

SMS SpainTel Multinational Solutions 

VOIP Voice Over Internet Protocol 

 

Notes:  

1. Presales process: The process followed from the receipt of a request for proposal 

(RFP) from the customer to the generation of the corresponding commercial offer 

by presales teams at the business unit is called the presales process.  

2. On-net country: The country where the company is able to provide services using 

its own infrastructure (MPLS network). 
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1 INTRODUCTION 

The telecom industry, especially the long-distance telecom business is a very 

dynamic market due to market liberalization, intense competition, rapid technological 

advancements and non-stop price declines. The entry of companies like Google is 

leading to a lot of uncertainty in this industry. Increasingly, millions of consumers 

have discovered that they do not need a telephone and the services of an 

international carrier to communicate with their family, friends and business partners 

abroad (Telegeography report, 2010 p. 2). The increasing demand for cross-border 

communication is being met by computer-to-computer Voice over Internet Protocol 

(VOIP) services like Skype. In fact, cross-border traffic routed via Skype is 

experiencing an astonishing growth. The internet-based services like Skype, Google 

voice and other VOIP applications are both enabled by and are competing against 

infrastructure providers like SpainTel (a fictitious company name used for this thesis) 

without investing in the infrastructure they use to provide their services. The 

infrastructure providers, on the other hand, are experiencing almost zero voice 

revenue and traffic growth due to this phenomenon, even when the total international 

voice traffic continues to grow (Ibid., p. 1). This missing traffic growth is attributed to 

the “skype effect” (Ibid., p. 3) and is shown in figure 24 of Appendix C. 

Moreover, since the IP bandwidth consumption is increasing due to the advent of 

smart phones and like, telecom service providers are being forced to make tough 

choices about investments in new IP infrastructure (e.g., under-sea cables) and IP 

network backbone just to be able to sustain the current levels of (almost flat) 

revenues. This phenomenon is shown in figure 25 of Appendix C. 

Additionally, advancements in data transmission technologies have made the data 

services cheaper and more efficient for customers. Lunt (1996) noted how moving 

from Leased Lines technology  to Frame Relay technology resulted in cost savings 

and efficient operations for the Hancock bank. A decade later, Rhode (2006) 

demystified the Multi-Protocol Label Switching (MPLS) technology procurement for 

enterprises while arguing that the move from Frame Relay technology to MPLS 

technology was going to be mandatory. In his article, he also mentioned about the 

savings that could result due to the regulatory effects upon moving to the MPLS 

technology (MPLS being a service which is free from universal service surcharges) 

(Ibid., p25). For carriers and service providers like SpainTel, this means that the data 

services are also becoming more and more competitive while margins on those 

services are decreasing. This brings forth the need to reduce costs of providing 

those services (through operational excellence, competitive agreements, etc,) and to 

diversify the services that these service providers provide to their customers.  

Depending on the type of user, the total telecom market can be roughly divided into 

four segments. These are Carriers, Corporate (big companies), Small and Medium 

Enterprises (SMEs), and Residential. The SpainTel group as a whole has decided to 

address the market according to these segments. Consequently, SpainTel 
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Telecommunication Services (STS, the SpainTel company where the author 

conducted this research and often referred to as “the case study company” in this 

thesis) is focusing on the wholesale part of two segments, namely, Corporate and 

Carriers. Furthermore, to provide the best service experience to its customers, the 

company is responsible for offering all kinds of telecom services to these two 

segments, namely, voice, data, capacity, IP, outsourcing (of data centers for cloud 

computing), other services, etc. The case study company was created as an 

instrumental company to aggregate the volumes of services being sold by all other 

SpainTel group entities so as to leverage the value creation (achieve economies of 

scale) while negotiating with suppliers and partners and to develop new business. 

Out of total revenues of SpainTel Telecommunication Services, 10% is contributed 

by the International Services Business Unit where the author conducted this 

research.  The unit is responsible for providing data, mobile, fixed and Telepresence 

services to corporations, multinationals and carriers. The remaining 90% of the 

company revenue comes from other business units. The company is the single point 

of contact for managing relations between third party networks and SpainTel 

networks for the requested services. 

Until year 2010, the company belonged to the organization of SpainTel Latin-

America, but as the European Multi-National Corporations business grew, a shift in 

strategy resulted in the company moving to the organization of SpainTel Europe. The 

main reason behind this change in parent organization of the company from 

SpainTel Latin-America to SpainTel Europe was to enable it to be closer to its 

customers so that they can be served in a better (customized) way. The new 

organization is shown in figure 26 of Appendix C. 

Additionally, year 2011 has seen organizational changes inside the company and the  

unit due to the need to monetize the investments (capital and operational expenses) 

made by the company during the past years (several new Points of Presence were 

started, offices were opened, etc). These investments were made in order to grow 

the revenues of the company without paying much attention to margins/ profits. 

Starting this year, the emphasis is on ensuring profitability of the operations. 

By the admission of the CEO during an address, the case study company is in 

growth mode. This means that it plans to grow both in terms of the revenues it 

generates and in terms of the volumes of services it offers to its customers. The rate 

at which the company can grow is proportional to the efficiency of its operations. 

This change of the company ownership (management) from SpainTel Latin America 

to SpainTel Europe, the shift of focus from only revenues to profitability, the need to 

grow revenues & service volumes as part of growth plans, and dynamism of the 

operating environment which is inherent in the telecom industry calls for a review of 

the management control systems currently employed at the unit. The unit is mainly 

responsible for providing presales support to other SpainTel group entities (sales 
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channels) which can be called the internal customers of this unit. It does not have a 

direct commercial relationship with the end customer. 

In brief, the process followed from the receipt of a request for proposal (RFP) from 

the customer to the generation of the corresponding commercial offer by the 

presales teams at the unit is called the presales process. This is depicted in the 

figure 1 below.  

  

 

In this figure, the presales process has been shown as a block that accepts the 

incoming requests for proposals from the sales channel and cost base from the back 

office team and generates the final commercial offer which is forwarded to the sales 

channel to be forwarded to the customer. An important input to this process is from 

the Back Office which provides the cost base to build the commercial offer. 

In most companies, focusing on improving the management control systems will 

provide higher payoffs as compared to focusing on improving strategy (Merchant & 

Van der Stede, 2007). Since management control systems have focus on execution 

(Ibid.), it could be very important to re-look at those systems currently in place at the 

unit to evaluate whether they are in-line with and actually can help achieve the 

business unit‟s objectives. A review of those management control systems in context 

of the presales workflow could highlight control-costs (in terms of time, effort and 

opportunity cost), thereby kick-starting appropriate management discussions on what 

could be improved to increase the win rate of proposals.  

According to the findings of research that the London School of Economics 

conducted on mid-sized manufacturing companies, improved management practice 

is one of the most effective ways for a firm to outperform its peers (Bloom, Dorgan, 

Dowdy, & Reenen, 2007, p. 3). For companies, this translates to the fact that they 

can achieve dramatic improvements in performance simply by adopting good 

practices used elsewhere (Ibid, p3).  

If the unit could evolve an environment (through operational excellence – focusing on 

management control systems) that increases the probability of winning a higher 

percentage of its total received requests for proposals than what it currently does 

Presales 

Process Request for 

Proposal 

Commercial 

Offer 

Back Office 

C
o

s
t 

Figure 1: The (simplified) presales process at the business unit 
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and does it with quality and efficiency (which could mean, among other things, 

reduced costs of providing those services), the unit stands higher chances of 

increasing both the revenues and the margins while selling the company‟s diversified 

services. Broadly, the main aims of this research work were to describe what kind of 

management control systems could be appropriate in a telecom services presales 

context described above, to identify control problems, and to suggest improvements 

to the management control systems at the unit. Hence, it was believed that this 

research work will be particularly useful to the unit and to the company. 

1.1 Presales – an introduction 

Presales is the name given to the activity to transform or customize the products and 

services of a company according to the requirements of the customer. As mentioned 

earlier, the presales activity happens before the actual “sale” of the services (that is, 

before the customer decides to buy the services). There is a special presales team 

that helps the sales team in creating a suitable technical solution fitting the needs of 

the customer. In the case of SpainTel, the sales teams belong to different SpainTel-

group entities and the presales team belongs to the case study company when 

referring to the sale of international services. The presales team uses software 

systems and tools, most important of which are SIGMA and SalesForce, in order to 

create the commercial offer for the sales team. 

In the telecom market, presales works as follows: When a large company, e.g. DHL, 

wants to purchase telecom services in different countries all over the world, it 

prepares a request for information (called RFI) containing details of the requested 

services, and invites 10 to 12 telecom service providers to participate in the RFI and 

respond to it with their best offers. The service providers respond to the RFI in due 

time and wait for the customer to notify them of the outcome of the RFI stage.  

Based on the capabilities of the service providers in providing the requested 

services, the customer short-lists 4 or 5 service providers from the original list of 10 

to 12 to whom the RFI was sent. These 4 or 5 service providers are then requested 

to participate in a request for proposal (called RFP) and put forward their best bid or 

commercial offer for the requested services. Upon receiving the bids from the short-

listed service providers, the customer evaluates the bids in terms of quality of the 

technical solution and the price proposed by the service providers.  

If the customer wishes, it may again short-list 2 or 3 service providers for a second 

round of RFP requesting them to improve the technical solution or the quoted prices 

further. Finally, the customer decides to buy services from the provider which it 

thinks can best match its technical solution and price needs. The presales process 

can last for weeks, or perhaps, months before the customer decision can be known. 
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1.2 Problem description: Low win rate  

Mathematically, using the concept of probability, the win rate at the unit can be 

defined as follows: 

 

It can be expressed both in terms of revenues corresponding to the requests for 

proposals and/ or in terms of the number of requests for proposals processed. It is 

worthwhile to note that some requests for proposals could be worth less money but 

might require more effort whereas some other requests for proposals could be worth 

more money and might require less effort. On the whole, a general feeling of all the 

managers at the unit is that the win rate of presales phase is low and could be 

improved. They perceive that out of the total processed proposals, a rather low 

percentage is converted into orders. 

When calculated in terms of number of proposals handled (and not in terms of 

revenues), the win rate of a direct competitor of the company in Spain was found to 

be higher than what the managers at the unit had expected. Curiously enough, this 

competitor is not an incumbent in Spain – meaning that Spain is the not its primary 

market. The low win rate at the unit could be a problem indicating that the unit is not 

able to monetize the efforts spent in creating commercial offers, something which 

consume valuable resources in terms of time of the presales engineers. Ideally, the 

win rate should be put in context of revenue targets and resource planning at the 

unit. Win rate is an indicator of the efficiency of presales process. It can go a long 

way in setting realistic yearly revenue budget targets and also help plan the number 

of resources required to reach that target. 

Given the organizational capabilities (scale and scope) of the group, including the 

legacy of belonging to a strong and old telecom house, the SpainTel group, and a 

large coverage footprint spanning several continents, the company should be the 

preferred provider of customers where it has footprint. On average, the customer 

sends requests for proposals to 10-12 telecom service providers including SpainTel. 

Many times, SpainTel is able to get into the short-list where it is competing against 2 

or 3 other providers. Despite SpainTel being a big company the win rate is low. 

Additionally, there are approximations about the real win rate at the unit. Although 

there are budgetary targets which are supposed to be reached every year, there is 

no firm percentage of win rate which the unit wants to achieve or has achieved, 

either in terms of the number of proposals handled or in terms of revenues of those 

proposals. The software systems (SIGMA and SalesForce) used during presales 

phase do not faithfully represent the reality of the business, as some proposals are 

not entered or cannot be entered into the systems. With this in mind, the author 



Management control and presales 2011 

 

18 Upkar Kaur – M.Sc. (IMIM) master thesis  
 

started investigating on the management control systems, what impacts the presales 

process and hence the win rate. 

As explained at the beginning of this chapter, it is very important to analyze and 

ensure that all organizational efforts are being directed towards winning a higher 

percentage of proposals that are being processed by the presales teams. 

Management control systems and tools impact any business to a great extent. 

Hence, it will be of interest to telecom companies to understand whether they have 

the best presales process execution mechanism to meet the sales and revenue 

challenges presented by the changing global communications scenario. 

1.3 Research question(s)  

This research work was intended to answer the following research question: 

How management control systems are used during the telecommunication services 

presales phase at the business unit of a company, and how can the win rate of 

proposals be improved?  

The addressed sub-topics include: 

 The mapping of management control systems currently implemented at the 

business unit, evaluation of their effectiveness, and exploring the concept of 

presales control – how to evaluate the performance of presales engineers? 

 What kind of control problems can affect the presales process? Suggestions 

on possible improvements to solve some of the observed problems. Which 

Key Performance Indicators (KPIs) are currently being used at the unit? Are 

there any missing KPIs? 

 Identification of critical success factors of presales process that can help 

increase the win rate of proposals at the unit.  

1.4 Purpose 

The purpose of this explanatory study was to understand what management control 

systems and practices were used at the presales process of selling 

telecommunications services to corporations, carriers and multinational customers of 

SpainTel. This was done with a view of finding out how these management control 

systems impact the business performance (win rate) at the unit. Towards that end, it 

was important to understand the effectiveness of the controls and how the 

implemented systems and mechanisms influence the day to day tasks of presales 

managers and engineers who are engaged in answering the requests for proposals. 

Furthermore, this study was also aimed at highlighting the control problems that 

existed at the unit, how they impacted the win rate and how (whether) the managers 

were addressing them. Additionally, it was important to identify the key performance 
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indicators used at the business unit to understand how the unit was performing and 

whether there were any missing performance indicators. The findings pointed out 

towards an inconsistency on the type and number of indicators monitored by 

different presales managers and the fact that two important indicators were not being 

monitored.  The entire work was carried out as a single case study. Finally, an 

attempt was made to generalize the findings of the work through „analytical 

generalization‟. An investigation into whether the obtained insights can be applied to 

other telecom companies and industries was also made. 

1.5 Delimitations – Theoretical & Empirical 

The research was conducted at the International Services Business Unit (ISBU 

presales for corporations) of SpainTel Telecommunication Services and, hence, the 

conclusions drawn are applicable to this unit but might also be applicable to presales 

departments of other SpainTel group companies and other telecom companies 

engaged in similar businesses. While acknowledging the vastness of the 

management control systems literature, only the concepts mentioned in chapter-3 

were explored for the purpose of this thesis. 

1.6 Target Group 

The study is intended to bring valuable insights to researchers in the field of 

management control who might want to build upon this work and to practitioners who 

might be interested in the final learning from this work. The author has made some 

recommendations based on the analysis, which, if implemented, will benefit the unit. 

For fellow students like the author herself, this work provides a peek into the 

workings of the complex and large SpainTel group which consists of several 

companies, diverse investments and interests all around the world. 

1.7 Introduction to the company and to the research setting 

SpainTel is a privately-held Spanish telecommunications company headquartered in 

Madrid (Spain) and operating in more than 25 countries providing communication, 

information and entertainment solutions to its more than 287.6 million customers 

worldwide (SpainTel website 2011). It is among the world‟s five largest telecom 

companies by market capitalization and has significant presence in Europe and the 

Americas with over 60% of its business outside of its home market (Ibid.). 

SpainTel Telecommunication Services (STS) is a part of the SpainTel group and 

offers international telecommunication services on a global scale (SpainTel website 

2011).  The services include international voice, capacity, IP interconnectivity, 

satellite services, corporate and mobile services, international services to 

corporations, Telepresence, new global services (e.g.: IT solutions) etc. It has an 

international network of over 45000 kilometers of optical fiber cables (Ibid.). A high-

level organization chart of SpainTel group can be seen in figure 26 of Appendix C 
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SpainTel Telecommunication Services was created as an instrumental company to 

help other SpainTel group companies do their business effectively. It is not a 

company which is well-known in the market. (interview with director of business unit) 

The company provides aforementioned services to other multinational companies in 

the SpainTel group, to fixed and mobile carriers, to Internet Service Providers, and to 

content providers, by leveraging its extensive MPLS network with points of presence 

in 40 countries and with agreements with fixed and mobile carriers and integrators 

(STS website, 2011a).  

“SpainTel Telecommunication Services is a factory of international services” 

(conversation with manager of presales Back Office) 

The company is organized into several business units and groups as depicted in the 

organizational chart shown in figure 2 below.  

 

Figure 2: Organizational chart of SpainTel Telecommunication Services (STS) 
 (Source: STS internal documents) 

The author conducted her research work at the International Services Business Unit 

(ISBU). This is a special business unit that sells services to big corporations and 

multinationals through the sales channels which are other SpainTel-group 

companies local to the country where the service requests originate.  

1.7.1 Organization of the International Services Business Unit (ISBU) 

The International Services Business Unit is organized as a set of three verticals, 

namely Presales Spain, Presales Europe and Presales Americas. This division of the 

unit into verticals is simply based on the geographical location of the service-

requesting sales channel that initiates the presales service requests. It is worth 

mentioning that, for the purpose of this research work, the empirical data 

corresponds to the data collected from presales Spain and presales Europe. 

Presales Americas has been excluded as this team is not based in the Madrid office. 

The three presales verticals are supported by a team called Back Office which 

provides a competitive cost base for building the commercial offer. It is important to 

note that the services are being requested internationally and not just in Europe or 

Spain. This translates to the fact that Back Office has a very important role in making 
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the commercial offer competitive in order to enable the company and the sales 

channels (SpainTel of Spain, or SpainTel of South America, or SpainTel Europe) to 

win the business. 

For example: If a Spanish multinational customer initiates a request for proposal 

towards SpainTel of Spain for diverse services in countries other than Spain, 

SpainTel of Spain will contact the unit‟s vertical Presales Spain for getting a 

commercial offer to answer the request for proposal. For those services that are 

being requested as a part of this proposal (by the same customer), but are being 

requested inside Spain, the SpainTel of Spain is responsible for providing those 

services without any involvement of the unit‟s presales teams.  

So, as mentioned before, the case study company provides international services to 

its customers (which are the requesting SpainTel-group entities). It is worth noting 

that the company is never contacted directly by the end customers. It always 

receives requests through the local country SpainTel group entity (which is also 

called OB or SEN) which assumes the role of a sales channel. The three presales 

verticals at the unit are responsible for delivering the best possible commercial offer 

to the requesting entity. The definition of presales process for the purpose of this 

work is: 

The process followed from the receipt of a request for proposal (RFP) to the 

generation of the corresponding commercial offer by presales teams at International 

Services Business Unit is called the presales process.  

The figure 3 below shows organization of the international services business unit. 

 

Figure 3: Organization of International Services Business Unit (ISBU) 
 (Source: STS internal documents) 

The unit also has two support horizontals namely Internal Management and 

Marketing Operational. The Internal Management provides support to all the three 

presales verticals, first during presales stage and later (when the proposal has been 

accepted by the end customer) during the provisioning stage by providing project 

management related support. During the presales phase, the Internal Management 

is responsible for making day to day business operations at the unit as smooth as 

possible by providing support with internal work processes, systems and tools, 

trainings, technical knowhow, follow-up (reporting) on Key Performance Indicators 

using the SIGMA tool, support with new product and service launches and any other 

business inside the unit that cannot be handled elsewhere. As can be seen, Internal 
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Management is responsible for some of the control activities (e.g., reporting, follow-

up, etc) at the unit. 

Marketing Operational, on the other hand, provides help with new product launches, 

creation of product marketing manuals, technical solution documentation, pricing 

tools (database of prices), trainings and communication, etc. 

As shown in figure 3, the unit also has one monitoring horizontal, namely Business 

Control. It performs management control related activities like revenue analysis, key 

performance indicators monitoring, service provisioning follow-up, capital expenses 

and operational expenses business case preparation, business performance 

analysis, yearly budget preparation and its related coordination within and outside 

the unit, profitability monitoring, etc. These functions will be explained in detail in the 

empirical findings section under appropriate headings. 

1.7.2 Presales workflow at the unit 

The high level work flow is shown in the figure 4 and figure 5 on the pages that 

follow. Briefly, the steps can be summarized as follows: 

1. Receive the request for proposal from a SpainTel entity. 

2. Allocate a presales engineer for technical solution design and validation. 

3. Get B-end quotation: Generation and forwarding of the cost base by Back Office 

to the presales engineer (can be seen in figure 1). B-end is the destination end of 

the requested service. 

4. Create the commercial offer by adding costs of STS (SpainTel 

Telecommunication Services) international network, a fixed markup (in case of 

off-net country) and other relevant costs (costs of hardware, etc) to the cost base 

5. Forward the commercial offer to the requesting SpainTel entity. 
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Figure 4: Presales stage high-level workflow 
 (Source:STS internal documents) (SEN=SpainTel Entity;A=originating & B=destination side) 

The presales process is carried out using a tool called SIGMA, which was developed 

internally by SpainTel. As shown in figure 4 above, the process starts when a 

multinational customer sends the request for proposal to a SpainTel entity (identified 

as SEN A in the figure) by email, etc. Upon receiving the request, the SEN A 

registers the service request inside the SIGMA tool. The service request arrives at 

the desk of STS presales B, who validates the service request, designs the technical 

solution corresponding to the received service requests and generates supplier 

bid(s) corresponding to the request(s).  

The STS presales team is assisted by the back-office team (shown in figure 1 on 

page 12) which is responsible for providing the cost base for the received service 

request. The costs are obtained either from the SpainTel entity (shown as SEN B in 

the figure and called on-net country) if the requested service is in a country where 
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SpainTel network is present or from the third party suppliers (where SpainTel 

network is not present, also called off-net country). The costs can be budgetary costs 

(approximate costs maintained by Marketing Operational in various tools) if there is 

not enough time to get the actual costs from the providers.  

The supplier bids are quoted in SIGMA together with the obtained costs. These costs 

are used to generate the price for each requested service. The STS presales does 

so by adding the costs of STS international MPLS network and a  margin to the cost 

base, and forwards the commercial bid to the requesting entity. After receiving the 

commercial bid, the requesting entity creates a final bid by adding its own mark-up to 

the commercial bid and forwards the same to the customer who made the request. 

When the customer likes the commercial bid (the price and the technical solution) 

and formally accepts the bid, the bid becomes an order and the ordering process 

starts in the SIGMA tool. The same is outlined in figure 5 on the next page. 

The process starts with the customer making an order request to the SpainTel entity. 

The entity formally accepts the order request in SIGMA and provides the commercial 

data of the customer. This order request lands at the STS presale ordering step 

which verifies the commercial data and starts the provisioning step by creating a 

provisioning order.  

In the ordering stage, it is mandatory to enter the actual costs from the suppliers in 

the supplier bids (SB). Provisioning is the step of deployment of the ordered service, 

and is carried out by the STS provisioning department only after all the supplier bids 

are entered into SIGMA and quoted appropriately. In the case when the supplier is a 

third party supplier, the provisioning order is validated by STS provisioning and 

passed on to the purchasing department, who then coordinates with third party 

suppliers to make the required purchases using purchase order forms. 

When the supplier is another SpainTel entity, the supplier bid becomes a supplier 

order and the entity carries out the local provisioning step. Finally, the STS presales 

creates the billing plan which finishes the ordering process. Once the services are 

up, the billing and accounting department take over and start charging the customer. 
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Figure 5: Ordering stage high-level workflow 
 (Source:STS internal documents) (SEN=SpainTel Entity;A=originating & B=destination side) 

1.8 Research workflow and report outline 

This research work was carried out in main steps outlined in figure 6 next page. 

These steps also constitute the workflow of this research and are: Introduction, 
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Figure 6: Major steps (work flow) of this research work 

Chapter 1 (this chapter) provides an introduction to the background, scope and 

reasons behind the importance of this work for the International Services Business 

Unit.  It also clarifies the research questions, limitations and target audience for this 

work. Additionally, this chapter helps the reader to understand the context and the 

setting of this research work by introducing the reader to the company where the 

research work was conducted. 

Chapter 2 focuses on the reasons behind the choice of method used to carry out this 

research and why this method was deemed to be the best way to answer the 

research questions and conduct such a work. 

Chapter 3 sets the theoretical groundwork for various management control concepts 

that are explored as part of this thesis. It discusses about the presales Management 

Control as derived from general management control frameworks and sales control 

frameworks, Management Control problems and Operational Key Performance 

Indicators (KPIs), etc. 

Chapter 4 is about the empirical information collected from the International Services 

Business Unit about the various management control systems that are currently in 

place. It details the empery that was captured by the author during the period of her 

internship at the unit. 

Chapter 5 includes the findings of this research work, obtained as a result of testing 

the validity and applicability of theoretical frameworks with respect to empery and the 

subsequent generalizations that were made for presales. 

Chapter 6 outlines the conclusions made from the analysis (the preceding chapter), 

and more generalizations about the possible relevance of this work to other 

companies and industries. This chapter is followed by appendices that complete the 

picture of this research work by containing relevant details on how and when data 

was collected, research questions, some figures and tables for reference, etc. 

Introduction Methodology
Theoretical 
Background

Empirical 
Findings

Analysis & 
Suggestions

Conclusions



Management control and presales 2011 

 

27 Upkar Kaur – M.Sc. (IMIM) master thesis  
 

2 Methodology 

This chapter explains the approach followed to answer the research questions 

identified in the previous chapter. It also outlines the reasons for adopting such an 

approach and the limitations ensuing as a result of this choice of methodology. 

2.1 Scientific Research paradigm 

A research paradigm is a philosophical framework that guides how scientific 

research should be conducted, based on people‟s philosophies and their 

assumptions about the world and the nature of knowledge (Collis & Hussey, 2009, p. 

55). On the continuum proposed by Collis & Hussey (2009, p. 57), this research work 

seems to lean towards interpretivism paradigm due to the fact that the researcher 

has interacted with the case study company while investigating a business unit 

(worked as an intern) inside the company.  

This interaction could be understood to have added subjectivity to the reality that 

was being investigated (Ibid, p. 57). The fact that the findings were not derived from 

statistical analysis of the quantitative data collected (Strauss & Corbin, 1990) and 

that methods used were aimed at describing, translating or otherwise understanding 

the meaning of the social phenomenon (Van Maanen, 1983, p. 9) allow the author to 

conclude that this research work is broadly based on the principles of a 

interpretivism paradigm. 

There are several ways to carry out research work, namely experiments, surveys, 

archival analysis, history and case study methods (Yin, 2009). This work was carried 

out as a case study, which is one of the methodologies used by interpretivists (Collis 

& Hussey, 2009, p. 64). A case study is a methodology used to explore a single 

phenomenon in a natural setting (Collis & Hussey, 2009, p. 82); however, it must be 

constructed to be sensitive to the context in which the management behavior takes 

place (Bonoma, 1985, p. 204).  

During this research, the author started with a “How” question and had no control 

whatsoever to impact the way in which the presales process at the unit is carried out. 

Moreover, the setting that was being researched was a very contemporary one, with 

the company business being impacted by the changing communications 

environment around the world. These conditions are summarized in table 1 below: 

Form of Research 

Question 

Requires Control of behavioral 

events? 

Focus on contemporary 

events? 

How? No Yes 

Table 1: Decision making variables for choice of research methodology 

The case study method was deemed to be the most appropriate way to answer the 

research questions surrounding the work (Yin, 2009). Moreover, a case study can 

allow a wide range of controls to be studied, including those that are difficult to 

measure with surveys (Langfield-Smith, 1997, p. 221). However, although this 
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research was conducted as a case study, it has some characteristics of an 

“Ethnography” methodology outlined by Boyle (1994, p. 183) as mentioned by Collis 

& Hussey (2009, p. 79). This is due to the fact that this research was conducted in a 

natural setting where the researcher became a full member of the group (STS 

International Services Business Unit), seeing and understanding “their” world.  

The researcher was directly involved in various presales business activities for a 

period of about six months, and gained insights through direct first-hand experience 

and observation. There were no formal interviews conducted in order to ensure that 

empery is captured in its natural setting, and to relieve the interviewee of the mental 

pressure which he or she might have felt on being interviewed formally. Various 

suggestions offered by Bogdan (1975) and Patton (1990) as mentioned in Collis & 

Hussey (2009, p. 79), were also followed, including building trust early on, 

developing strong contacts with key informants, maintaining an analytical 

perspective and writing field notes.  

Yin (2009) further states that the purpose of research can be one or a combination of 

the three: exploratory, descriptive, and explanatory. Although Yin (2009) believes 

that there are no clear boundaries between the three purposes, he proposes three 

conditions that can help the researchers in avoiding “gross misfits” when deciding on 

what research paradigm to use for their research work. These conditions are: 

1. Form/ type of research question 

2. Extent of control over behavioral events 

3. Degree of focus on events – contemporary or historical 

The purpose of this study was a combination of explanatory and exploratory 

because: (a) Existing management control theory was used to understand and 

explain what was happening (Collis & Hussey, 2009, p. 82) at the unit, and (b) 

management controls in the context of presales process in the telecom industry, as 

far as the author knows, have not been studied in the past. So, it was interesting to 

describe the way management controls are implemented for such a process. 

Furthermore, the business model of the SpainTel group makes the presales process 

peculiar compared to the regular presales process found elsewhere. This is due to 

the fact that the sales teams and presales teams do not belong to the same 

company. As explained by Yin (2009) the tracing of vital operational links over a 

period of time was required to answer the research question and the author got an 

opportunity to do so at STS. 

Yin (2009) outlines case study methodology – the six steps of the research process 

which the researcher should diligently follow throughout the case study. The 

approach followed for this work is shown in figure 7 below.  
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Figure 7: Case Study Research process 
(Source: Yin (2009)) 

1. Plan: The motivation to apply MCS to the telecom industry came from the fact 

that the author has worked in this industry for 5 years. The research question was 

partly identified during the Management Control course that the author took as 

part of a master program. Further fine-tuning happened after the author started 

working as an intern at the case study company. The case study method was 

chosen due to the nature of the research questions. The specificity of this 

research work is both its strength and its limitation.  

2. Design: The study is about a business unit inside a company that is doing alright 

in its contemporary business scenario. The basic theory underlying this research 

was taken from the Management Control course. Since the author got a chance 

to work as an intern at the unit, the study was designed as a single case study. 

Also, given the complexity of the telecom presales process, it would not have 

been possible to collect data from other companies to do a comparative study. 

3. Prepare: Although it was the first time that the author was engaged in a case 

study research, the author believed that with appropriate guidance from the tutor, 

the author would be able to do justice to this work. A pilot case has not been 

conducted in this case because the case study company is a special company 

and only wholesale company inside the SpainTel group. Moreover, colleagues 

and managers at STS were requested to share information on management 

control systems, management control problems, critical success factors and key 

performance indicators, and they obliged. 

4. Collect: The data collection process for this case study began when the author 

joined the unit as an intern. The methods used for data collection are explained in 

detail in the following sections. Similar questions were asked to the managers to 

capture the general “feeling” among received answers and, hence, to ensure the 

quality of the final analysis. Field notes were also prepared after discussions, and 

facts verified with the company internal documents. The emphasis during the 

data collection process was on quality and depth of data, resulting in empirical 

findings which are rich in detail (Collis & Hussey, 2009, p. 64) 

Prepare

Collect

AnalyzeShare

DesignPlan 



Management control and presales 2011 

 

30 Upkar Kaur – M.Sc. (IMIM) master thesis  
 

5. Analyze: The results were analyzed using qualitative generalizations. The 

absence of rival theories might have made an unbalanced analysis, but the 

author tried to deal with it by having the analysis reviewed by presales colleagues 

and by testing the validity of the findings by the means of a survey. All the 

evidence collected during the study is shown in the chapter entitled “Empirical 

Findings” in the form of tables for easy readability. 

6. Share: A case study report was prepared, reviewed, improved and shared. 

The whole process has been iterative, but not following any particular pattern of 

repetition. Sometimes the six stages overlapped as well. Although case study has 

been the primary method of carrying out this research work, a survey was also 

conducted in order to identify the critical success factors of the win rate of the 

presales process and test the validity of the model proposed by the author. 

Case studies are not without their share of limitations and criticisms. Yin (2009) lists 

and warns the researcher of these and also suggests ways to overcome them. On 

the part of the person carrying out a case study, he mentions the “Researcher Bias” 

which needs to be particularly addressed in order to have a fruitful research. Since 

this research was carried out in a setting where the author was not only an observer 

but also a part of the unit being analyzed, there might have been misunderstanding 

and overlooking due to rush of work, time limitations, etc. 

2.2 Research approach 

There can be three kinds of approaches or logics to solve a research question: 

Induction, Deduction or Abduction (Collis & Hussey, 2009). The authors define these 

terms based on the inter-play between theory and reality; more specifically, based on 

what leads to what.  Figure 8 below shows these three approaches. 

  

 

 

 

 

 

 

 

The vertical lines labeled “Theory” and “Reality”, respectively, represents the two 

extremes of the continuum that lies between theory and reality.  The researcher can 

have a theory as a starting point and deduce to arrive at reality. This is shown by the 
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Figure 8: Research approach: Abduction 
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top unidirectional arrow named “Deduction”, which starts at the vertical line called 

“Theory” and ends at the vertical line called “Reality”. Conversely, the researcher can 

have reality as a starting point and induce the theory from it. This is shown by the 

middle unidirectional arrow named “Induction” in figure 8. 

This research work follows the abduction approach of figure 8 (shown by the bi-

directional loop-arrow at the bottom), because, firstly, there was no specific theory 

available that can explain the telecom presales process, factors impacting it, etc.  

The empery on telecom presales needs to be observed long enough to deduce a 

theory out of the research work. Due to time constraints, this was not possible. 

Instead, this work applied generic management control theory to the specific case of 

presales process at SpainTel and tried to arrive at conclusions that could be applied 

to other similar presales process settings. This line of reasoning is also associated 

with the interpretivism paradigm as mentioned by Collis & Hussey (2009, p. 63). 

2.3 Research method 

As mentioned by Collis & Hussey, there are two kinds of research data collection 

and analysis methods: Qualitative and Quantitative (Collis & Hussey, 2009, p. 7). 

This study is not intended to be based on data collection by administering surveys to 

a target group and processing the responses mathematically. Conversely, this study 

is based on semi-structured or un-structured theme-based interviews (one-to-one 

and face-to-face) and participatory discussions. During each interview and 

discussion, the author captured the informant‟s view of win rate, tools and systems, 

and problems faced during presales. When required, the author could ask further 

questions to the informants in order to obtain more information on a particular 

answer (Ibid., p. 195). That way, new issues arising from a particular answer could 

also be explored (Ibid.).  Hence, the study is of a qualitative type. 

2.4 Quality of research 

The case study research design can be tested according to four important conditions 

(Yin, 2009, p. 41): 

 Construct Validity 

In a business research, like the one at hand, there are hypothetical constructs which 

cannot be observed directly, such as motivation, ambition, satisfaction, etc (Collis & 

Hussey, 2009, p. 65). During the data collection, such factors which explain 

observable phenomenon were assumed to exist. Although the author tried to capture 

the manifestation of such hypothetical constructs, the sheer fact that such 

phenomenon cannot be tested or measured brings down (decreases) the construct 

validity of this research. However, the author had followed the suggestion of Yin 

(2009, p. 42) by using multiple sources of evidence during data collection and had 

the text of the draft case study reviewed by key informants, who suggested changes 

in language and agreed with the author‟s interpretation of the unit of analysis. 
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 Internal Validity 

Validity is the extent to which the research findings accurately reflect the 

phenomenon under study (Collis & Hussey, 2009, p. 64). The data collected during 

the interviews and discussions was verified with other sources, like company 

records, and shown to colleagues to ensure that the author was interpreting the 

findings correctly.  This research work was carried out at the International Services 

Business unit of the case study company at Madrid. The empirical data observed 

and collected pertains to this unit and to the Presales Spain and Presales Europe 

teams of this unit. The presales AMEP team has been excluded because it is not 

located in Madrid. So, the findings and conclusions of this research work are valid for 

the presales Madrid teams. This leads the author to conclude that the internal validity 

of this research work is high. 

 External Validity 

External validity is about defining the domain to which a study‟s findings can be 

generalized (Yin, 2009, p. 40). The external validity of this research work is 

moderate. It is believed that those business units or organizations which are 

engaged in similar presales business and have similar organizational structure as 

the one studied in this research work could benefit from the findings of this work. 

Presales organization structure and work flows impact the results and outcomes of 

the process. Hence, it is advised that parallels should be drawn between this 

research setting and a new setting before applying the findings of this research to 

the new setting 

 Reliability 

Reliability refers to absence of differences in the results if the research was repeated 

(Collis & Hussey, 2009, p. 64), and adds to the credibility of the findings. The 

reliability of this work is moderate because, as mentioned in the introductory 

chapter, both the company and the unit are undergoing a period of rapid and drastic 

changes in terms of work processes, tools used, etc. The same research conducted 

in a different period of time might yield different results owing to the difference in the 

observed empirical data.  

With that being said, a basic form of data triangulation (Collis & Hussey, 2009, p. 85) 

which involved collecting the same data from different sources was used to increase 

the validity and reliability of the research and to reduce bias in data sources (Ibid.). 

2.5 Sources of Information 

As can be seen from the case study research process proposed by Yin (2009) in 

figure 7, the data collection phase is an important link in the case study process. The 

author has used the following means of data collection: 
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2.5.1 Principal data 

1. The researcher’s own experience: Since the author worked as an intern at this 

business unit, data came from directly experiencing the management controls, 

tools and procedures while carrying out day-to-day assigned tasks.  

2. The researcher’s direct observations: Due to the presence of the author at the 

unit, data on the management controls could be gathered by the author simply by 

observing the colleagues and things that were happening around and absorbing 

the experience of the workplace. 

3. In-depth informal discussions: The work culture was such that it was best to 

obtain information through multiple sessions of discussions. This allowed the 

flexibility to ask detailed questions in a relaxed environment and, hence, letting 

the author get elaborated explanations of various control mechanisms and 

systems. As the comfort level with colleagues increased, the author could get a 

feel of the control systems not available through documents, formal meetings, 

and interviews. 

4. Semi-formal semi-structured open-ended interviews: Although a large portion 

of data came from in-depth informal discussions as mentioned above, some 

information was also collected using semi-formal open-ended interviews which 

were mostly based on themes (only a few direct questions that were posed can 

be seen in Appendix B) in which the author posed questions to the interviewee 

based on what the author was being told and asked the interviewee for their 

further opinion on the ongoing discussion. 

5. Findings from a survey: A survey was conducted to identify the critical success 

factor of presales process win rate. The details of the questionnaire can be found 

in Appendix D. 

2.5.2 Secondary data 

1. Manuals, documents, files, reports: As mentioned in the analysis part, there 

were not many company documents and manuals of business processes, 

practices and procedures. However, some high-level strategy documents and 

presentations were available and were used to obtain information on the 

company and its strategic objectives. 

2. The SpainTel intranet: Some data, such as that related to policies and HR 

programs was retrieved from the case study company intranet. 

3. Analyst reports on general trends: Information from such reports was also 

used as quoted. 
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2.5.3 Possible shortcomings of data collection methods 

In an interpretivism-based research paradigm, the truth that is being investigated is 

also being impacted because of or during the process of investigation. From this 

understanding, it follows that the informal discussions and open-ended questions 

asked during the data collection phase might have actually altered the truth. 

Additionally, the author might have interpreted the data in a way that might not be in 

line with the truth being investigated. A major part of the case study company 

intranet is in Spanish language. Online „Google translate‟ webpage was used to 

translate the company information into English language. However, it is reasonable 

to assume that Google translate is not the perfect translator and might have resulted 

in some misinterpretation of the data. 

2.6 Analysis of findings 

Since the case study does not represent samples, its conclusions should be 

generalized based on theories, that is, analytical generalization as opposed to 

statistical generalization (Yin, 2009). This holds true for this case study as well 

because the company being studied was not being treated as a sample. 

The research method was used to obtain different perceptions of the phenomenon 

and the analysis was made seeking to understand what is happening in a situation 

and looking for repeatable patterns as mentioned by Collis & Hussey (2009, p. 60). 

Moreover, the context, the progress of the study and the limitations encountered has 

determined the extent to which the findings have been generalized. 
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3 Theoretical background 

This chapter describes the theoretical concepts which were explored to build the 

background to solve the research question. The block diagram in figure 9 shows the 

major components that form the theoretical background. Each of these blocks, 

namely, management control theory, management control problems, and critical 

success factors form the main pillars of this study and are explained in subsequent 

sections. The presales function performed while selling international services to 

corporations has been analyzed from the point of view of these three dimensions 

after collecting relevant empirical data (next chapter). 

 

Figure 9: Components of the theoretical background 

Before going into the details of presales, it is pertinent to explain the concept of 

management control and the role it plays in organizations. 

3.1 What is management control and why is it required? 

According to the online Oxford dictionary, two definitions of management are: “the 

process of dealing with or controlling things or people” and “the responsibility for and 

control of a company or organization”. The same website defines control as “the 

power to influence or direct people's behavior or the course of events”. The 

behavioral focus of control resonates well with the management control defined by 

Merchant & Van der Stede (2007, p. 5) as “all the devices or systems managers use 

to ensure that the behaviors and decisions of their employees are consistent with the 

organization‟s objectives and strategies”. The authors note that control is the back 

end of the management process and, hence, differentiate management control (MC) 

from objective setting and strategy formulation (Ibid. p6).  

Controls have been categorized in many ways; for example, formal and informal 

controls; output and behavior controls; market, bureaucracy and clan controls; 

administrative and social controls (Langfield-Smith, 1997, p. 208), etc. Chenhall 

(2003) has proposed classifying controls as ranging from mechanistic to organic. 

Mechanistic controls rely on formal rules, standard operating procedures and 

routines; whereas organic systems are more flexible, responsive, involve fewer rules 

and standardized procedures and tend to be richer in data (Chenhall, 2003, pp. 131-

132). He argues that studies that examine specific elements of MCS in isolation from 

other organizational controls may report spurious findings (Ibid., p. 131) 
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Management Control is a must in any organization that practices decentralization 

(Anthony, 2007, p. 1). It has both an „internal‟ and an „execution‟ focus, and is 

primarily concerned with achieving appropriate or desired employee behaviors (Ibid., 

p8); or in the words of Spekle (2001, p. 424), MC works through its influence on 

people.  Anthony (2007, p4-7) also agrees with Merchant & Van der Stede (2007, p. 

8) by highlighting an “implementation” focus of management control and define it as 

a “process”, and lists the following as its characteristics (differentiated from simpler 

processes): 

 It involves both planning and control; the standard or expectation of what 

should happen is not present. 

 It is not automatic and requires interaction with at least one other person. 

 It requires coordination among individuals. 

 The connection from perceiving the need for action to determining the action 

required to obtain the desired result may not be clear. 

 Much management control is self control. 

A system is a prescribed way of carrying out any activity or set of activities (Anthony, 

2007, p. 17). The system used by the management to control the activities of an 

organization is called the management control system (MCS) (Ibid.). MCS should be 

designed with Goal Congruence (meaning goals of an organization‟s individuals 

should be consistent with the goals of the organization itself) in mind (Anthony, 2007, 

pp. 4-7).  Control definitions generally revolve around two concepts: focus on 

behavior of organizational participants and effect of this behavior on organizational 

outcomes (Spekle, 2001, pp. 423-424); (Merchant & Van der Stede, 2007); (Simons, 

1986). These two concepts also form the main pillars of this research work and have 

been studied in-depth at the business unit where the author conducted this research.  

3.2 Why is win rate important? 

The author has chosen win rate as an indicator of the presales performance at the 

business unit. Initial investigations revealed that the current leverage from the 

operations at the unit is low. The author believes that this problem could be solved 

by using better management control systems.  

The presales phase is a non value-adding activity. It represents the costs incurred on 

winning the requests for proposals. As mentioned in chapter 1, win rate is an 

important indicator of the efficiency of the presales process when put in the context 

of yearly revenue targets to be reached by the unit and the total effort required to 

process the requests for proposals in order to reach the targeted revenue. The 

following equation explains the direct proportionality between win rate and revenues: 

 
where: 

target revenue = the revenue that the unit is required to achieve at the end of a year 
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total revenue = the sum of revenues from all the proposals answered during a year 

win rate = the probability of winning the proposals as explained in chapter 1 

The relationship between the win rate and the effort required (time of presales 

engineers and hence the number of presales engineers) to achieve the targeted 

growth rate can be expressed as: 

 

The above equation signifies that the increase in the amount of effort (time of 

presales engineers and hence the number of presales engineers) required to 

achieve the growing revenue targets (as per the growth plan mentioned in chapter 1) 

of the business unit is inversely proportional to the win rate of the unit. If win rate and 

hence efficiency of presales at the unit is not improved, the business unit will need 

more resources (presales engineers) to achieve the targeted growth in revenues. 

This will impact resource planning and, hence, the costs incurred to achieve the 

targeted revenues. 

Hence, the win rate information is an important input that should be considered while 

setting realistic revenue budget targets and while doing resource planning (esp. 

number of presales engineers) at the business unit for a given year.  

3.3 Deriving “presales control” from “management control” 

The management control literature provides guidelines on how the management can 

implement management control tools and procedures to ensure that the company 

strategy is executed. The guidelines are generic in the sense that they can be 

applied to all industries with a fair chance of getting the desired results. However, as 

„one size fits all‟ strategy does not work, when it comes to the complex workings of 

an organization, customization of management control principles for every industry 

(telecom, financial, etc) and function (manufacturing, sales, presales, etc) is 

required. Hence, the author decided to explore management control literature and 

sales control literature in order to understand what concepts from these two bodies 

of knowledge might be applicable to the presales control function.  

The figure 10 on next page shows the relationship between the two aforementioned 

bodies of knowledge. One way to look at it is that management control literature 

encompasses all that has been written about the topic of management control in 

organizations, without any special reference to what might work in a particular 

organization or setting. This “universe” of management control knowledge is shown 

by the outer-most and biggest container entitled “Management Control literature” in 

the figure. Contained inside the universe of management control literature is a 

subset entitled “Sales Control literature” which applies specifically to the 

organizational function of sales or selling. As can be seen in the figure, the presales 
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control literature subset is shown to be contained inside the relatively bigger sales 

control literature. The reasons behind this containment are explained by exploring 

the relationship between the “sales” and the “presales” functions in subsection 3.3.1. 

 

Figure 10: Deriving "Presales Control” theory from “Management Control" and “Sales 
Control” 

Although each block or container in figure 10 above will be explained in detail in the 

later sections of this chapter, it is important to note the conceptual hierarchy of the 

abovementioned blocks at this stage. 

3.3.1 Relationship between “sales” and “presales” 

The presales phase is used mostly in business to business and knowledge-driven 

industries like Information Technology (IT), Telecommunication, etc, where it is 

important for the buyer to evaluate the capabilities of the service providers according 

to pre-defined criteria before making a decision to buy the services. Essentially, 

“presales” can be considered a part of the “sales” process. It represents the time, 

resources and effort; and hence the cost of trying to achieve a sale. However, 

sometimes presales could extend beyond the sales function also. Nevertheless, 

there are significant differences between presales and sales: 

1. As mentioned in the introduction, the cycle of presales is long. At times, it might 

take weeks or perhaps months, to know the outcome of a proposal. 

2. Each presales engineer works on multiple customer proposals simultaneously. 

3. There are no telephone calls made by presales executives as the typical sales 

executives are supposed to make in order to sell something. 

The above differences demand a different treatment of the presales function as 

compared to the traditional sales function which has been the subject of many 

studies in the past. 

Moreover, as mentioned before, the case study company is a special company 

inside the SpainTel group. Presales function at the International Services Business 

Unit of this company is different from “normal” presales activities carried out 
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elsewhere (other industries and companies) because the customers of the Presales 

process carried out at the unit are mostly from the SpainTel group and not the end 

customers. This makes the unit‟s presales function a very special function in itself, 

eliciting a customized and in-depth analysis on which management control and sales 

control principles work and which do not work in this context. 

3.4 Management control literature (frameworks) 

Various authors have proposed different ways of looking at the management controls 

that might be implemented at an organization. For the purpose of this thesis, two 

frameworks have been used in order to understand the management control 

systems currently implemented at the unit. They are explained in the sections below. 

3.4.1 Object-of-control framework 

The object-of-control framework of studying MCS has been proposed by Merchant & 

Van der Stede (2007) and is shown in figure 11 below. The authors argue that this 

framework has considerable advantages over other possible frameworks. The 

advantages include clean and clearly distinguishable categories, an all-inclusive 

approach to management control and intuitiveness (Merchant & Van der Stede, 

2007, p xiii). The constituents of this framework have been explained next. 

 

Figure 11: Object-of-control framework 
 (Source: Merchant & Van der Stede 2007) 

3.4.1.1 Results Control 

Merchant & Van der Stede (2007, p. 25) observe that combinations of rewards linked 

to results inform or remind employees about the results that are valued and 

motivates them to produce the results the organization rewards. However, they are 

effective only when employees can control the results and when the results can be 

measured effectively (Ibid., p. 26). Decentralization of authority and appropriate 

incentive systems are two critical organizational design choices in the results control 

context (Ibid., p. 27).  

The controllable results should satisfy following requirements in order to be 

measured: Congruence with overall objectives, precision, objectivity, timeliness and 

understandability (Ibid., p. 33). Although budgeting is used as a means of financial 
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results control method, according to Anthony et. al (2007, p. 7), conforming to a 

budget is not necessarily good, and departure from a budget is not necessarily bad. 

However, since results control allows a high level of autonomy, they could breed 

innovation in the organization (Merchant & Van der Stede 2007, p. 35). On the 

contrary, results control are not a panacea and need to be supplemented by other 

forms of control (Ibid., p. 35). Furthermore, Merchant & Van der Stede (2007, p. 32) 

states that for effective results control, the following conditions must be present: 

i. Knowledge of desired results 

ii. Ability to influence the desired results (controllability) 

iii. Ability to measure controllable results effectively  

3.4.1.2 Action Control 

Action control is the most direct form of management and can take any of four basic 

forms, namely Behavioral constraints (like physical constraints and administrative 

constraints), preaction reviews, action accountability and redundancy (Ibid., p. 76). 

Most action control are aimed at preventing undesirable behaviors. However, they 

can be effective only when the managers know what actions are (un)desired and 

have the ability to prevent those actions (Ibid., p. 76).  

3.4.1.3 Personal Control 

Personal controls build on employee‟s natural tendencies to control and/ or motivate 

themselves (Ibid., p. 83). Merchant & Van der Stede (2007) propose three major 

implementation methods for personal controls: (1) Selection and placement of 

employees, (2) training, and (3) job design and provision of necessary resources. 

3.4.1.4 Cultural Control 

Cultures are built on shared traditions, norms, beliefs, values, ideologies, attitudes 

and ways of behaving; and organizational culture remains relatively fixed over time 

(Ibid., p. 85). This view is also shared by Malmi (2008) while proposing the MCS 

package conceptual framework.  Cultural controls are designed to encourage mutual 

monitoring where strong, functional organizational cultures prompt employees to 

work together in a synergistic fashion (Merchant & Van der Stede 2007, p. 85). 

Some forms of these controls include: Code of conduct, group rewards, employee 

rotations, and tone at the top. 

3.4.2 “MCS as a package” framework 

The “MCS as a package” framework has been proposed by Malmi et. al (2008) & is 

shown in figure 12 on the next page. It encompasses an all-inclusive approach 

(bringing organizational structure and administrative controls under the purview of 

management control) to understanding management control systems in an 
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organization. Although this framework also starts with the idea of impacting 

employee behavior, the authors claim that it is “sufficiently broad, yet parsimonious” 

in its approach (Ibid., p. 291). The five groups of controls it includes: Cultural 

Controls, Planning, Cybernetic Controls, Rewards and Compensation, Administrative 

controls.  

One prominent difference in the design of this framework is that it tries to create a 

hierarchy among all the management control systems that an organization might 

have in place and calls this framework as “system of systems”. For example, the 

authors suggest that cultural controls are broad and slow to change and hence, have 

been placed at the top of the hierarchy (refer figure 12).  

Another interesting point about this framework is that the authors propound that 

decision-support systems be differentiated from management control systems. 

Additionally, the authors emphasize the importance of cultural controls which were 

not given much attention in previous research of this kind (Ibid., p. 295). 
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Figure 12: The “MCS as a package” framework 

(Source: Malmi et. al 2008) 

3.5 Sales Control Literature  

Salesforce is a group of employees which is critical to the organization‟s functioning 

(Anderson & Oliver, 1987, p. 76). Other kinds of controls being equal, “Reward and 

Compensation” is one of the five sub-groups of management control “package” 

framework of the Malmi (2008) model that is at the heart of Salesforce control. Many 

authors have focused on how to evaluate and compensate the salesforce so that 

both the firm and the employee objectives are achieved. As per the theory, the 

control systems for salesforce lie on a continuum which has behavior-based controls 

on one end and outcome-based controls on the other. This will be explained in the 

following sub-sections. However, the study of descriptive trends suggests that the 

outcome-based control systems remain useful as sales management philosophy 

(Anderson & Oliver, 1987). 
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3.5.1 Behavior-based controls 

Salesforce control systems that address the process of selling rather than just the 

results or the outcomes are called behavior-based controls (Anderson & Oliver, 

1987, p. 78). The authors mention qualities like product knowledge, personableness, 

services performed, calls made, etc as the indicators which can be used to rate 

salespeople. Managers are supposed to monitor and direct the operations of the 

salesforce, where the results are presumed to follow (Ibid., p. 77). Thus the firm 

assumes the risk to gain control. One drawback of such controls is that they make 

the evaluation subjective and complex. 

3.5.2 Outcome-based controls 

In outcome-based control systems, the salesforce is held accountable for its 

achieved results (outcomes) but not for how they achieve the results (inputs of 

behavior) (Anderson & Oliver, 1987, p. 76). As a result, the salespeople feel the 

invisible hand of marketplace pressures which in turn guides their actions as they 

themselves assume the market risks. Hence, the salesperson becomes an 

entrepreneur earning rewards that are in direct proportion to his/ her individual 

measurable performance. There are advantages and disadvantages of these kinds 

of controls. One advantage is the ease with which the salespeople can be evaluated. 

3.6 Presales Control 

Two opposing views of measuring performance of, and hence controlling, the 

salespeople were presented in the previous section. Since presales process is a part 

of the sales process, the author intended to study the applicability of these concepts 

to the presales process. 

Regarding the factors impacting performance of salespersons, Flaherty et. al (2007) 

identified individual, environmental and organizational factors that combine to 

influence that effectiveness of control mechanisms  (Flaherty, Arnold, & Hunt, 2007, 

p. 221). Three sales situation clusters, namely, sink or swim – transactional, tried 

and true – relationship building, and fixed but stable – account management have 

been defined and the effect of control type (example: output control versus behavior 

control) across these clusters have been studied by the authors (Ibid.). The results 

from the aforementioned article might help understand the sales situation at the 

SpainTel business unit in order to understand controls that might be applicable for 

presales process. Furthermore, the inconsistencies, namely, “ever-present 

manager”, “sublime neglect”, and “black hole”, among the perceived elements of 

sales force control system also influences salesperson performance  (Onyemah & 

Anderson, 2009, p. 10). A “black hole” arises in an outcome (results) control system 

where salespeople are unclear as to how those results translate into individual 

performance evaluation and compensation (Ibid.). 
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3.7 Management Control problems 

This section highlights the concepts that the author used to analyze the problems 

observed at the unit. 

3.7.1 Categorization of problems based on drivers 

The author has chosen three categories for this purpose, namely: Tools and 

systems, processes. The choice of categories is purely based on the observed 

patterns of problems, which belonged to at least one of these categories. 

Tools and Systems 

Enterprise systems are packaged software applications that connect and manage 

information flows within and across complex organizations, allowing managers to 

make decisions based on information that truly reflects the current state of their 

business (Davenport, Harris, & Cantrell, 2004, p. 16). The value of an enterprise 

system lies not so much in the product itself, but in its effective and efficient usage 

(Kremers & Dissel, 2000).  The goals of enterprise systems include process 

standardization, process control, and process integration (Berente, Ivanov, & 

Vanderbosch, 2010, p. 395). If the promise of enterprise systems is to be realized, 

practice must conform to the process inscribed into the enterprise system; only then 

can the information within the system reflect the reality of ongoing activity and enable 

monitoring, control and integration as promised by the system (Ibid. p. 396). 

Processes 

A business process is a structured set of activities designed to produce a specific 

output (Davenport , 1993). Variations to this definition exist, but the common thread 

is that a business process is a collection of various tasks which produce an output 

(Bititci & Muir, 1997, p. 366). Not all business processes create value for the 

customer; some also contain activities designed to prevent abuse (Regev, 

Alexander, & Wegmann, 2005). The framework proposed by Alexander, & Wegmann 

(2005) explains business processes as a mechanism through which an organization 

regulates its relationships with its stakeholders. Using their research involving order 

attainment and a fulfillment process, Berente et. al (2010) show that „ease of use‟, 

„gatekeeper flexibility‟ and „perceived value‟ of the processes  lead to high levels of 

process compliance. Furthermore, process compliance has been shown to be a 

critical factor associated with the success of an enterprise information system (Ibid., 

p. 410). Although the authors admit limited generalizability of the findings, these 

findings could be relevant in the context in which the business unit operates due to 

similarity in the nature of activities being carried out at the unit. 

Behavior 
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Results controls also encourage employees to discover and develop their talents 

(Merchant & Van der Stede 2007, p. 25) and hence impacts behaviors. 

3.7.2 Categorization of problems based on Merchant & Van de Stede (2007) 

Merchant & Van der Stede (2007, p. 8) posit that management control problems can 

arise due to three reasons:   

1. Lack of motivation,  

2. Lack of direction, and  

3. Personal limitation.   

These problems are the reasons behind the needs for management control. 

Organizational goals might not be cascading down to all levels in the organization 

and hence, the employees might have no clue of what is expected of them – lack of 

direction (Ibid., p. 9). Additionally, the individual and organizational goals might not 

naturally coincide and hence employees might choose not to perform in the way that 

the organization wants them to because of motivational problems (Ibid., p. 9).  Some 

managers might be risk averse and reluctant to make good investments for the fear 

of loss on those investments and hence negative impact on their compensation and 

jobs (Ibid., p. 10). Finally, some employees despite being knowledgeable of what is 

expected and being motivated to do so, might be unable to do a good job because of 

certain personal limitations like lack of intelligence, training, stamina or knowledge of 

tasks at hand (Ibid., p. 10). The MCSs must be designed to address such problems. 

3.8 Presales Business Key Performance Indicators (KPIs) 

Given the claims of Kaplan and Norton (1996) and Otley (1999) about the power of 

performance indicators to influence behavior  (Marginson, 2002, p. 1027), it is 

worthwhile to analyze which key performance indicators characterize the presales 

process. The findings from a study on a UK-based telecom company indicate that 

the simultaneous emphasis on a range of KPIs can create a general bias towards 

one set of measures and against another (Ibid.). In order to understand and evaluate 

the performance of presales business of the business unit, certain key performance 

indicators identified from the existing sales-related literature like, customer 

experience, salesforce characteristics, timeliness, etc are described here. 

3.8.1 Customer experience 

According to findings of a survey by McKinsey (2010a) for business-to-business 

(B2B) industries, which also have complex, multi-touch point sales processes, while 

purchasers may say price is their biggest concern, a satisfying sales experience is 

ultimately more important (Boaz, Murnane, & Nuffer, 2010). A meaningful sales 

experience is driven by a motivated sales representative who can “create” this kind 

of satisfying sales experience.  
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3.8.2 Timeliness 

Usually when the customers launch a request for proposal, they mention a deadline 

for receiving proposals from tentative bidders. No matter how competitive the offer is 

in terms of technical solution and prices, if it is not delivered in time it might not be 

considered by the customer.  

3.9 Presales Critical Success Factors (CSFs) 

This research work also aims to identify the critical success factors that impact the 

win rate of the presales process. The author planned to do this by means of a short 

survey conducted at the business unit with presales engineers as the participants of 

this survey. The design of this survey questionnaire can be found in Appendix D. It is 

worth noting that the inputs for the design of the presales success factors came from 

various meetings and discussions that the author had with presales engineers and 

presales managers at the business unit.  
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4 Empirical Findings 

This chapter summarizes the empirical data which was collected by the author 

during informal semi-structured interviews and discussions done at the business unit 

of the case study company. The data corresponds to each of the components of the 

theoretical framework, namely: management control mechanisms, management 

control problems and critical success factors for presales. At this point, it is worth 

mentioning that the empirical findings mentioned in this chapter pertain to the 

presales Spain and presales Europe teams. Although the presales AMEP team is a 

part of the business unit where this research work was carried out, it is not located in 

Madrid. Hence presales AMEP is not the focus of this research as no empirical data 

could be gathered from that team. 

The definition of “management control” from the manager of the Business Control 

team is: “For this business, management control is all the activities to analyze the 

past business trends and predict what will happen in the future” (interview with the 

manager of Business Control).  

The above definition has “business outcomes” as its focus and could be thought of 

as having an indirect “behavioral” focus of getting work done from employees, as 

most of the authors on the subject note. Even if the definition is much broader than 

the one used in this thesis, it signifies the width of activities that are undertaken at 

the business unit. 

4.1 The package of MCS at ISBU 

The “MCS as a package” framework proposed by Malmi (2008) has been used to 

categorize the collection of management controls that are deployed at the business 

unit. The framework is shown again in figure 13. The empirical information collected 

corresponding to the five groups of management controls, namely: Planning, 

Cybernetic Controls, Rewards and Compensation, Administrative Controls, and 

Cultural Controls is described below: 

Cultural controls 

Clans Values Symbols 

Planning Cybernetic controls 

Reward and 
Compensation 

Long 
Range 

Planning 

Action 
Planning 

Budgets 
Financial 

Measurement 
Systems 

Non-
Financial 

Measurement 
Systems 

Administrative controls 

Governance 
Structure 

Organization Structure 
Policies & 

Procedures 

Figure 13: The "MCS as a package" framework  
(Source: Malmi et. al 2008) 
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1. Planning 

Planning is done to decide the direction which the organization should take (Malmi, 

2008, p. 290). The people involved in the planning process are more likely to buy 

into and execute those plans (Ibid.). According to the manager of presales Europe, 

planning at the unit is a mix of both top-down and bottom-up approaches involving 

appropriate stakeholders; hence, planning at the unit can be termed as a 

management control system. The business unit basically performs two types of 

planning for the long range, namely, strategic planning and budget planning. 

Additionally, an element of action planning as mentioned by Malmi (2008) was also 

observed by the author by virtue of being involved in it. Strategic planning has a 

strategic focus whereas action planning has a tactical focus (Ibid., p. 292). Planning 

controls are summarized in table 3 of section 4.2. 

a. Long range planning: strategic planning 

The strategic plan corresponds to goals and objectives defined for the long term, 

which in the case of the business unit correspond to a four year period. According to 

the manager of Business Control group, who is involved in strategic planning 

processes, the main elements of this plan are objectives about revenues, operational 

expenses, capital expenses, markets, competitors, providers (relationships with 

purchase department.), strategic agreements with providers, demand planning, 

roadmap of timelines and locations on new offices, points of presence to be started, 

new products/ services to be provided, and finally strategy for the corporate. 

The manager of the Business Control group of the unit mentioned that although this 

plan is for the business unit, the inputs to the plan come from all stakeholders, 

including heads of other business units, colleagues from the sales channels, the 

presales managers, the provisioning department, the product marketing department, 

etc. Additionally, the strategic plan is modified each year depending upon the 

feedback on performanlefoce from the past year and after analyzing the changing 

market conditions. He further explained that the strategic plan of the business unit is 

in-line with the strategic plan of the company, which is derived from the overall 

SpainTel-group strategic plan. The figure 14 below gives an idea of this hierarchy.  

 

Figure 14: Hierarchy of the strategic plans 
(Source: Discussion with the manager of the Business Control team) 

Group strategic plan

Company strategic plan

International Services Business Unit (ISBU) strategic plan
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The high level goals and objectives of the company CEO get shared between the 

various business unit heads. They get cascaded further down the hierarchy to 

become operational objectives for the team members. 

b. Long range planning: budget planning 

Although Merchant & Van der Stede (2007) presents planning and budgeting 

together as the financial results control systems, Malmi (2008, p. 292) proposes that 

it is important to understand that planning can be done with little reference to 

finance. Malmi (2008) differentiates planning from budgeting and urges researchers 

to explore all the purposes achieved by planning. As observed by the author, the 

budget planning at the business unit achieves the twin purpose of arriving at a list of 

future activities and building managers‟ commitment to the prepared budget. The 

business unit follows a budget preparation process that allows both these objectives 

to be achieved. 

c. Action Planning 

The author participated in the following action planning activities at the business unit: 

i. Europe funnel meeting: The author observed that the requests for proposals 

coming from major European offices of the company and needing support from 

presales engineers or from business technical consultants in the countries were 

discussed during a weekly meeting called the ISBU Europe funnel meeting. It is a 

way to manage the pipeline of projects, prioritizing the proposals that need to be 

closed urgently during the week and discussing any issues that might be blocking 

the progress of the proposals from being submitted on time.  

 

 

Figure 15: Europe funnel meeting: Presales action planning 
(Source: Participative observation at the business unit) 

The figure 15 above shows the components of the Europe funnel meeting. This 

meeting is a way of planning and coordinating the weekly work of the central 

presales teams that are based out of Madrid so that the incoming proposals can be 

answered in time. The information about the pipeline of incoming projects is shared 

by each major office (shown as rectangle) with the central team (shown as the circle) 

and prioritization of projects is done. 
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ii. Back Office EMEA and BTC meeting: For proposals that have been presented to 

and accepted by the customer, a procedure is followed to quote the costs and 

technical solution in the SIGMA tool and to process the corresponding orders so 

that provisioning can happen on time and customer invoicing can begin. This 

meeting is used to discuss the pending/ delayed quotes between the Back Office 

team and the business technical consultants from various countries.  

iii. The Internal Management group prepares daily, weekly and monthly reports per 

region on measures like pending quotes, pending orders that help plan the list of 

activities to be taken up on priority by the owners of those activities. 

iv. In addition to the above mentioned action planning, there are meetings done by 

presales managers to assign incoming proposals to presales engineers, to meet 

account manager/ sales representatives from sales channels so that the 

corresponding proposals can navigate through the presales process in the best 

possible way. All these activities can be categorized as action planning. 

2. Cybernetic controls 

Any process described as control must demonstrate “cybernetic validity”, that is, it 

must have a feedback loop in which a standard, a sensor, a discriminator and an 

effector are present (Beer, 1981, p. 17). A process in which a feedback loop is 

represented by using standards of performance, measuring system performance, 

comparing that performance to standards, feeding back information about unwanted 

variances in the system, and modifying the system‟s comportment is called 

cybernetic control (Green & Welsh, 1988, p. 289). Linking of behavior to targets, and 

establishing accountability for variations in performance makes the cybernetic control 

into a management control system (Malmi, 2008, p. 292). The Malmi (2008) model 

identifies four types of controls in the category of cybernetic controls, namely 

budgets, financial measurement systems, non financial measurement systems, and 

hybrid measurement systems. Cybernetic controls are summarized in table 5 of 

section 4.2. 

a) Budgets: It was evident from the discussion with the director of the business unit 

that budgeting is the single most important mechanism to exercise control over 

financial results at SpainTel. Since the budget can be defined in different ways for 

different organizations, the manager of Business Control, whose team is 

responsible for budget preparation for the business unit, defined it as: 

“Budget is the annual target of revenues to be achieved by the business unit. It is 

prepared considering various inputs, most importantly, the demand of various 

services, the telecom market growth rate, the unit‟s targeted growth rate, the 

expected cancellations of services, etc” (discussion with the manager of Business 

Control) 
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The budget preparation process at the business unit is an elaborate one which starts 

in the month of June, and the budget figure is fine-tuned according to the actual 

business performance before it is frozen at the end of the year or the beginning of 

next year. The process at the business unit follows a participative approach, and the 

final budget to be achieved is the result of negotiations between various 

stakeholders, including managers whose commitment is necessary to achieve it. 

“Each presales manager gives an estimate of the revenue they expect from their 

regions and for each type of service” (discussion with the manager of Business 

Control) 

The budget gets negotiated between the presales managers, Business Control and 

finance department so that all stakeholders agree to it. All the business unit 

managers are collectively responsible for achieving the targeted budget. In addition 

to the revenue budget, the capital expenses and operational expenses are planned 

in the same way. These expenses are analyzed after preparing business cases for 

them before they approved by the finance department. 

b) Financial Measurement Systems:  As mentioned by the director of the business 

unit, the company is financially focused. The author got to know of a number of 

financial measurements used at the unit. However, there are some changes 

happening around those. The unit is working on implementing Activity Based 

Costing as described in the following comment: 

“To do away with the “bag” or “bulk” budgets and bulk budget cuts, we want to 

implement Activity based Costing (ABC) at the business unit. Its aim is to ensure that 

the absolutely necessary costs need not be cut and accounted for as we strive to 

achieve and maintain profitability” (interview with the director of the business unit) 

Additionally, the discussion with a manager from the finance department revealed 

that the company has initiated a Bid Financial Validation Process in order to support 

the presales teams at each phase of the bid lifecycle. It consists of Full Contract 

Value (FCV) criteria (defining authorization levels) and Key Financial Indicators 

criteria. The finance department has defined minimum values of hurdle rates to be 

achieved corresponding to financial indicators like gross margin, earnings before 

interest and taxes, capital expenses and payback, etc. 

“Before a financial commitment is made with the customer, we need to ensure a 

certain level of profitability” (discussion with the manager of Finance department) 

The new guidelines state that the bids prepared by the presales teams need to 

qualify these financial criteria before they can be presented to the customer. The 

manager from the finance department explained that the department is now trying to 

get involved in the presales bid preparation process at an earlier stage thereby 

controlling margins and rates of return, assessing financial and contractual risks, and 

also controlling who approves the bid/ business case for the proposal. 
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“The business unit has been a revenue center till now, but this year onwards, it will 

(need to) function as a profit center; so, the financial controls make even more sense 

and are fully supported by the director of the unit” (discussion with the manager of 

Finance department) 

The financial approval process workflow from finance further ensures that the 

required amount of due diligence is carried out in verifying the financial information 

before approving the business case for a new proposal. 

c) Non-Financial Measurement Systems: As seen in some documents from 

Business Control team, there were some non-financial measures that the team 

identified, namely churn rate, installed base, customer demand, etc. 

The weekly reports prepared by the Internal Management team show some presales 

related measures which are non-financial in nature. Examples are: processing time 

of offers, time to obtain quotations, ordering time, backlog of offers to be presented, 

etc. These measures are not directly linked to finance, but are indicative of the 

progress of the requests for proposals during the presales process. Also, the group 

prepares daily reports on measures like pending quotes, pending orders, etc, which 

are not financial in nature but help managers understand the progress of the work. 

Additionally, a discussion with a human resources business partner revealed that 

one strategic measure they want to see the progress of is employee satisfaction. 

d) Hybrid Measurement Systems: During a discussion, the manager from the 

finance department mentioned that they are working to implement a simple 

version of the Balanced Scorecard (BSC) at the company. This fact was 

corroborated while interviewing the director of the business unit, who had 

following to say:  

“Our first level of controls consists of financial measurements like Capital expenses, 

operational expenses, free cash flows and the Balanced Scorecard” (interview with 

the director of the business unit) 

The balanced scorecard‟s popularity has been increasing as claimed by many 

authors throughout the literature (Malmi, 2008, p. 293) 

3. Reward and Compensation 

A formal performance appraisal process, facilitated by the human resources 

department, is undertaken annually at the business unit. The employees set their 

goals in consultation with their managers using a tool managed by the human 

resources department. The annual compensation package for the employees at the 

business unit consists of two components, namely a fixed component and a variable 

component. The variable component of the salary is linked to the performance of the 

business unit (depends largely on revenue target achievement at the end of the year 

and individual performance against the pre-set targets, especially for the managers). 
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Each of the managers at the business unit and the country managers has a set of 

objectives – both individual objectives and group objectives. The group objectives 

are defined in terms of targets to be achieved, and are attached a percentage 

weight. The achievement of the group objectives is evaluated at the end of the 

appraisal cycle. The business technical consultants have common objectives and 

targets against which they are to be evaluated. For year 2011, an indicative list of 

objectives for business technical consultants includes average quotation time and 

cost reduction in circuits. Rewards and compensation are summarized in table 4 of 

section 4.2. 

When asked on the evaluation criteria of the presales engineers, the manager of 

presales Europe mentioned results-based evaluation (annual revenue, monthly 

recurring costs and orders intake) as the method currently used at the business unit. 

It is worth noting that all the presales engineers share the total objectives so that 

they are motivated to collectively achieve those objectives.  The presales manager 

explained the reasons behind this choice by saying that the nature of the business is 

such that it is necessary to maintain a healthy pipeline of future projects by the end 

of the year even if the revenue can be/ has been achieved (perhaps, as a peak 

during one month) so that presales engineers do not stop working once the revenue/ 

budget target has been achieved. Secondly, he also underscored the importance of 

having a higher level of monthly recurring charges at the end of a year because 

these monthly charges serve as a base to build next year‟s budget. 

4. Administrative controls 

Administrative controls are those that direct employee behavior through the 

organizing of individuals, monitoring of behavior and who employees are made 

accountable to for their behavior; and through the process of specifying how tasks or 

behaviors are to be performed or not performed (Malmi, 2008, p. 292) 

a) Governance structure: The business unit is governed in much the same way as 

the rest of the company. 

b) Organizational structure: The author attended the business unit kick-off in the 

month of February 2011, and got to know that the business unit has been re-

organized according to the strategic targets and objectives of the year. Several 

managers have swapped responsibilities. 

c) Policies and procedures: As observed by the author, the entire set of policies and 

procedures followed at the company can be sub-divided into many sub-groups, 

like HR policies, work-related policies, and finance policies. Administrative 

controls have been summarized in table 6 of section 4.2. 

5. Cultural controls 

Culture is defined as a filter for perceiving the environment and one of the forces 

guiding human decision making (Birnberg & Snodgrass, 1988, p. 448). The authors 
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differentiate between the societal culture and organizational culture and conclude 

that culture affects control (Ibid.). Although SpainTel Telecommunication Services 

inherits its culture from the SpainTel group, it is a unique company in the group. The 

effort to use English as business language is an example of this uniqueness. 

Additionally, the managers are open to informal meetings and discussions. 

“SpainTel Telecommunication Services inherits its culture from the SpainTel group. 

For HR, the word “control” is not to be used. We prefer to use the word “trust” to 

mean the same thing as “control”. (discussion with human resources partner for the 

business unit) 

Additionally, the author has seen emails informing the business unit colleagues of 

the recent won proposals with the names and pictures of the presales engineers who 

had handled that particular proposal. This can serve to strengthen the common 

beliefs that they share, foster a feeling of belonging to the group, and drive other 

colleagues to work harder. 

a) Clans: Clan control requires that there is a norm of reciprocity, the belief in a 

source of legitimate authority and social agreement on the range of shared 

beliefs and values for a “clan” to exist (Ouchi, 1979). The author has not noticed/ 

come across any specific clan at the business unit, but some corporate-level 

programs do seem to instill a clan-based understanding among the employees. 

b) Values: The company has a unique vision, mission and values statement in order 

to impact employee behavior.  

According to the documents shared by the human resources department, SpainTel 

operates according to five guiding principles or pillars: customer satisfaction (enrich 

lives), commitment to employees (offer them best place to work), partnership culture 

(collaborate with partners to provide best services), shareholder remuneration 

(provide best combination of growth and returns in industry) and public image in the 

society (drive technological, economic and social development in communities where 

we operate).  

c) Symbols: Shortly after joining the company, the author noticed a big sculpture on 

the grounds of the SpainTel campus and decided to enquire about it. The author 

got to know that the sculpture is called BRAVO and was designed by Ramon 

Carrera, a renowned Spanish sculptor and contains numerous references to 

telephony. Each quarter, a replica of the sculpture is awarded to those teams and 

individuals who perform exceptionally well and are nominated by their colleagues 

and superiors for this special reward. This serves as a powerful motivator to 

employees showing that the company values, rewards accomplishments, and 

merits of their daily work.  

Additionally, placards from various human resources initiatives (like, Viva de la 

Experencia, Mad about STS, etc) strategically placed around the office, also serves 

as symbols in reminding employees of the importance of their everyday work for the 
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success of the company.  The ISBU Europe funnel meeting also serves as a means 

of exercising cultural control as colleagues discuss with each other what is expected 

in the ongoing week, and ask for help with the pending proposals. Cultural controls 

are summarized in table 2 of section 4.2. 

4.2 Summary of controls used at the business unit 

The tables 2 to 6 provide a summary of the management controls explained in the 

previous section. It is important to note that the tables contain some management 

controls that were not discussed in the section 4.1, which contained the most 

important controls used on a day-to-day basis and those controls about which the 

author could discuss, in detail, with the managers at the business unit. However, for 

the sake of totality, the tables below enlist all controls implemented at the company. 

Cultural controls 

Clans: 

1. The global transformation program BRAVO objectives include: “SpainTel 

employees have to build and maintain emotional connections with our customers” 

and “New culture to transform. The key idea is to build trust”. These statements 

seem to exert clan-based control 

2. The Bravo symbol creates a feeling of “belonging to the same clan” 

3. Appreciation/ Thank you emails with names/ pictures of presales engineers after 

a proposal is won 

4. Action planning meetings: cultural control by promoting mutual monitoring 

5. Employee rotation policy within the SpainTel group companies 

Values: 

1. Vision, mission and values 

2. HR strategic priorities: Oneteam to develop global and smart community, global 

talent development, employees as fans and organizational efficiency 

3. The five pillars of the SpainTel group – commitment to employees, customer 

satisfaction, partnership culture, shareholder remuneration, public image  

4. The Bravo awards program is a first SpainTel group-level global transformation 

program structured around four strategic pillars – customer, offer, platforms and 

culture – to achieve common objectives set for 2012 

Symbols: 

1. The Bravo awards program – to recognize commitment, efforts and skill of 

employees and to reward excellent, unique and innovative contributions 

2. “Mad about STS” and other campaigns aimed at creating emotional bonds 

3. Merchandise with the company name and logo 

4. Placards from “viva de la experencia” and the “great place to work” initiatives 

5. The SOMOS magazine 

6. Seating arrangement not fixed: open, first come first serve 

Table 2: Cultural controls at the unit as per Malmi (2008) 
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Planning 

Long range planning: (strategic focus) 

1. The business unit yearly strategic priorities derived from the company strategic 

priorities, which is in line with the SpainTel group‟s strategic priorities 

2. ISBU Strategic plan (4-yearly) about markets, competitors, providers 

(relationships purchase department.), strategic agreements with providers, 

demand planning, roadmap of timelines and locations on new offices, and points 

of presence to be started, capital expenses, and strategy for the corporate 

3. Budget (yearly revenue target) preparation in consultation with stakeholders 

within and outside the business unit 

4. Planning on managing industry relations. E.g. being on the Gartner magic 

quadrant 

5. Roadmaps for new products/ services to be launched and new agreements to be 

made 

Action planning: (task lists, tactical focus) 

1. The weekly funnel meeting: presentation of new incoming RFPs by presales 

verticals requesting support from back office and business technical consultants 

regarding cost base, etc 

2. The weekly back office and business technical consultant meeting to check the 

status of pending quotes, tasks, etc 

3. Budget analysis and corrective actions planning in consultation with stakeholders 

4. Meetings between SpainTel  sales channel presales engineers, account 

managers and  the company business unit presales and managers while 

answering requests for proposals – to discuss the best way to respond to a 

particular proposal, etc 

Table 3: Planning controls at the unit as per Malmi (2008) 

Rewards and compensation  

Rewards and compensation: 

1. Formal yearly objective setting procedure during one-to-one conversation with 

the manager 

2. Formal performance appraisal using human resources‟s tool, can effect possible 

career move 

3. All presales managers, country managers and business technical consultants are 

responsible for their share of ISBU budget and other pre-set targets: budget 

achievement taken into account during appraisals and impacts managers‟ 

compensation [Salary = Fixed + Variable => Variable (Annual bonuses) 

depending on the business unit performance (business linked part of total 

compensation of each STS employee – mostly managers) and individual talent] 

4. Salary review once per year 

5. Development tool: 360 degree feedbacks taken from colleagues during appraisal 

Table 4: Rewards and compensation controls at the unit as per Malmi (2008) 
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Cybernetic controls 

Budgets: 

1. Yearly business unit budget preparation – an elaborate and participative process 

2. Budgetary controls: Monthly budget follow-ups/ analysis for the business unit and 

for each presales vertical (Spain, Americas, Europe) 

3. Business case preparation and approvals for capital expenses and operational 

expenses for new points of presence 

4. Business case preparation and approvals for new services to be launched 

(according to the strategic roadmap) 

Financial measurements: 

1. The bid financial validation process initiated by commercial finance: Full Contract 

Value (FCV) criteria and Key financial indicators criteria established=> Mandating 

the use of the Business case tool by presales teams to know KPIs (gross margin, 

EBIT, Capex, payback) and risk assessment for each proposal before it is 

presented to the customer.  Approvals matrix designed for targets to be achieved 

for a  big project to be approved 

2. Capital expenses and operational expenses business case approval by the 

finance department and progress follow-up by Business Control 

3. Free cash flows monitoring, credit notes monitoring and budget (revenue) 

analysis monthly and yearly 

4. Cost analysis (for each connection or access and for each point of presence) and 

profitability analysis (control of access costs, Int‟l MPLS network cost, network to 

network interconnection costs, and revenue control) for the points of presence 

Non-Financial measurements: 

1. „Employee satisfaction‟ is the most important non-financial measurement 

undertaken at the business unit and at the company level 

2. Reporting on people-related KPIs („request for proposal‟ handling times, pending 

quotations), BIT monitoring report 

3. Business performance reports (installed base, customer demand, churn rate) 

4. Follow-up on the progress of the business (pending tasks, quotations, etc) using 

SIGMA tool reports. 

5. Multi-level approvals hierarchy (depending on the total financial value of the 

project) for big projects. 

Hybrid measurement systems: 

1. A basic version of the Balanced Scorecard planned to be implemented 

Table 5: Cybernetic controls at the unit as per Malmi (2008) 

 

 

 

  



Management control and presales 2011 

 

57 Upkar Kaur – M.Sc. (IMIM) master thesis  
 

Administrative controls 

Governance structure 

1. SpainTel group organizational structure is complex and could be a source of 

competitive advantage. Re-definition of the company position in the group and in 

market after launch of SpainTel Multinational Solutions 

2. The business unit kick-off event to apprise teams of the progress made last year 

and share strategic goals and objectives for the current (new) year 

3. Regular emails communicating the business unit wins, industry feedback, etc 

4. Global meet – company-wide event to present last year results, discuss market 

condition and its impact on business, share new initiatives undertaken by the 

company, elaborate on goals and objectives of the current year, and clarify 

doubts that employees may have 

5. Meetings between managers to discuss specific projects and escalations 

Organizational structure: 

1. Decentralized organization of the business unit – empowered managers 

2. The business unit re-organized according to the year 2011 strategic priorities 

3. Organization of the presales function according to the origin of the sales channel 

receiving the customer requests 

4. Modeling of job roles into organizational structure based on the Hay system 

5. Student interns hired to work on projects 

6. Outsourcing: external employees with specialized skills contracted when required 

Policies and procedures: 

General policies: 

1. Access control to the building and floor 

2. Restricted access (password protected) to company intranet and various 

databases that contain important business information and organizational charts. 

Work-related policies: 

3. Regular trainings on the SIGMA tool  

4. SIGMA processes and procedures, business case tool, work processes/ flows 

5. Systems/ IT knowledge excellence inside (and for) ISBU 

6. Business Technical Consultant (BTC) clusters 

Finance policies 

7. Cost cuttings on business travels 

8. FCV (Full Contract Value) and key financial indicators criteria 

9. Involvement of finance department in presales stage to verify margins, risks, etc 

10. Travel, purchase, internal control policies 

HR policies 

11. Workshops, events, internal communication, external communication, training 

plans, employee satisfaction surveys, emails about current vacancies, etc 

12. Employee rotation policy within the SpainTel group companies 

13. Vacation approvals from managers 

14. Human resources initiatives – “viva la experencia”, great place to work, etc 

Table 6: Administrative controls at the unit as per Malmi (2008) 
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4.3 Presales control 

With the basic salesforce control mechanisms of outcome based controls and 

behavior based controls in mind, the author asked the managers at the business unit 

about the mechanism that is dominantly used at the unit for presales control. 

The manager of presales Europe mentioned during one of the discussions that the 

way to measure (and hence control) the performance of presales engineers in his 

team are purely based on economic/ financial results achieved by them.  

The manager of presales Spain also seemed to indicate the emphasis he puts on 

outcomes when he mentioned that he looks at the number and type of escalations at 

the provisioning stage that result because of presales engineers‟ work at the 

presales stage. 

This was found to be in line with the overall higher emphasis on financial results 

control at the unit. Additionally, discussions with presales engineers indicated that 

the outcomes or results are important but they are not clear about the criteria used 

for performance evaluations at the end of year. Presales engineers cannot decide 

whether to answer a request for proposal and hence cannot influence the outcome 

(wins) of the proposals they handle. 

4.4 Management Control problems 

Although the business-as-usual goes on at the business unit, there are some issues 

that if addressed, can make the presales process much smoother and efficient 

leading to an increase in the win rate. The issues or problems as seen by the author 

and as captured through discussions and interviews have been summarized in this 

section. The aim is to understand the reasons behind these problems and to classify 

them according to the three main categories of management control problems as 

defined by Merchant & Van der Stede (2007) and summarized in the theoretical 

framework. This classification has been done in chapter 5, which is dedicated to the 

analysis of the research work. 

One remark that the author got to hear early on from the business unit responsible 

for systems and processes was: 

“The pace at which the business is changing is faster than the pace at which tools 

and systems can change.” (discussion with colleague from sales support group of 

Internal Management) 

In continuation, he mentioned that the IT team takes long time to implement new 

functionalities into the systems. The reason stated was that the budget available this 

year for system improvements is limited. The colleague from Internal Management 

seemed to agree with the views presented by the presales teams that the tools are 

not as user-friendly and flexible as they could have been, especially when the 
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technical solution changes several times. He gave an example that in order to 

process a request for proposal that requires services to be provided at 100 sites, 

technically, the SIGMA process dictates that there should be 100 service requests 

created inside SIGMA. This is inefficient and time-consuming to do at the presales 

stage, because we are not sure whether we will win this request for proposal. 

During a discussion with the manager of the Internal Management team, the author 

got to know that sometimes, presales engineers tend to avoid working with SIGMA 

tool. This view was shared by the presales Europe team manager who observed the 

following: 

“Tools and information systems are normally wrong. If people can skip them, they 

will” (interview with the manager of Presales Europe) 

Another important concern hovered around the use of reports generated by the 

Internal Management team. A lot of effort is being spent into creating and 

maintaining the daily, weekly and monthly reports, but not all of them are able to 

strike a chord with their users. One complaint against some reports is that they are 

too detailed and do not help the managers take intelligent decisions. This is echoed 

in the following statement: 

“The reports lack the high-level view that most top managers need to decide the 

future course of action” (interview with the manager of presales Europe) 

In other words, there is lot of data in the reports but not enough valuable information. 

The Presales Europe manager mentioned that either the information is not available 

or it is highly distributed due to wrong processes, systems, etc. The senior manager 

of the Internal Management seems to be cognizant of this fact as is evident below: 

“Managers don‟t read and understand reports” (discussion with the senior manager 

of Internal Management) 

The author has experienced work processes at the business unit while contributing 

to the presales process as a team member. For example, sometimes, it was not 

clear who should be contacting regional providers – somebody from the central team 

or somebody from the local office in the country. The author also got to hear, during 

some meetings, that the request for proposal has been delayed by the sales channel 

and hence the business unit got very less time to work on it. The comment from the 

Back Office manager seems to corroborate this observation: 

“One problem is the lack of simple and clean activity workflows to enable automatic 

controls” (discussion with manager of presales Back Office) 

The author was trying to analyze the proposals that the business unit has worked on 

in the past, but got to know that sometimes, the proposals are handled out of the 

software systems. In addition to SIGMA, there is another tool called SalesForce 
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which is to be used by presales teams to log all proposals as this tool is used by 

many stakeholders in the value chain in order to see the business trends – volumes, 

revenues, demand, etc. However, not all the proposals are entered into SalesForce 

tool due to lack of time and the additional effort required to do so. This contributes to 

the ongoing confusion about which tool to use to locate all the information on the 

business unit‟s business. The below statement seems to highlight a tension: 

“There is a tradeoff between entering data into Salesforce tool and making an effort 

towards winning the bids” (discussion with the manager of Presales Europe) 

During her stint at the business unit, the author was assigned the important activity 

of coordinating the updates to a tool called the coverage database (which contains 

information on coverage footprint, providers and their solutions in various countries) 

and to the systems (SIGMA) so that presales work and beyond could progress 

smoothly in the future. This activity required interactions with the central agreements 

team and supplier managers in countries both of which are not part of the business 

unit. Although this task is not under the purview of the presales managers/ business 

unit, the delays in progressing with entering providers and solutions into SIGMA 

adversely affects the presales and provisioning process.  

It was experienced that the even when the business technical consultants (who 

report to the central presales Back Office manager) and supplier managers (who 

report to central agreements team manager) are co-located in the respective 

countries, they do not proactively share important information on competitive 

suppliers, providers and solutions of their countries. This coordination task met with 

resistance in some countries where the business technical consultant refused to 

provide information which he/ she should be having and should be using to conduct 

his/ her day to day task of providing the best solution possible in his/ her geographic 

region. There seemed lack of communication and lack of motivation to share useful 

business information among different teams not belonging to the same manager. 

Almost all interviewed managers mentioned that the most difficult part of their job is 

to manage people. The manager from presales Europe pointed out the difficulty in 

doing follow-ups by saying: 

“Although the flexibility of Latin culture is advantageous in many situations, e.g.: 

more flexible to respond to or implement new things, the downside is that people 

don‟t have the will to come to meetings seriously for follow-ups. The follow-up 

methods of work are not efficient: we need the right info, periodic meetings and the 

right people”. (interview with the manager of presales Europe) 

The above view is echoed in the following statement from the manager of 

Operational Marketing team who is also responsible for internal and external 

communication at the business unit: 
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“There are no team meetings happening in some teams. Although I am responsible 

for ensuring communication at the business unit, the managers cannot be forced to 

conduct those meetings” (discussion the manager of Operational Marketing) 

When asked about the kind of management control problems, he faces managing his 

team of presales engineers; the presales Spain manager mentioned the following: 

“Sometimes, people have a bad attitude. They don‟t want to do a good job. However, 

if they have a good attitude towards their work but are still bad at it, there are 

trainings available to help them. If nothing works, I help them find some other place 

in the company.” (discussion with the manager of presales Spain) 

4.5 Summary of problems seen at the business unit 

The tables 7 to 11 summarize the empirical findings on the problems at the business 

unit as classified under various headings. It is important to note that the tables 

contain an exhaustive list of issues observed by the author and some of these have 

not been explained/ commented in the previous section. 

Problems seen by the presales team 

1. Tools (SIGMA) not as user-friendly: SIGMA requires the business technical 

consultants to do administrative tasks, whereas the consultants feel more tech-

oriented and hence constrained by the SIGMA tool 

2. Inflexible/ restrictive systems: When technical solution changes several times, 

SIGMA requests are not the best way to provide quotations. Trade-off between 

“need for lighter processes” versus “need for enough tightness of controls” 

3. Inefficient processes (Raising one service request per site for big projects at the 

presales stage is inefficient because there is no surety that the proposal will be 

won) => So a solution parallel to the system is being developed locally by the unit 

(use of xl sheet to enter details of sites and using SIGMA at a high level) 

4. Old solution, higher costs: In some instances, the sales teams do not propose the 

latest technical solution to the end customer, which in some cases might lead to 

lesser costs for the company 

5. Instances of non-cooperation among sales channels (SIGMA requests cancelled 

in order to gain time and the requesting SEN has to spend effort again in creating 

new requests) 

Table 7: Problems seen by presales teams 
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Problems seen by Internal Management team 

6. Pace of business: Business moves faster than the pace of the organization. 

Complex business with many third party suppliers to provide solutions around 

7.  the world: Problems arise during the ordering and implementation stage when 

procurement cannot process an order because systems cannot support the order 

8. Long time to implement: New processes are supposed to be implemented by IT 

team; but IT team takes a lot of time to bring new functionality into the system 

due to lack of budget for such improvements. 

9. Instances of working outside of SIGMA resulting in provisioning delays 

10. Managers don‟t read and understand reports   

11. “People need to be responsible for KPIs as defined” 

12. Problems with gaps in information: Between the business technical consultants‟ 

understanding of the services and information contained in the SIGMA requests. 

Might need frequent changes in the SIGMA requests 

13. Instances of problems arising after an order is closed: Example, type of routing is 

not important at the presales phase but is important while ordering 

14. Most difficult part of the job is managing people 

15. SIGMA not as friendly as it could be: takes long time to enter or process an order 

Table 8: Problems seen by Internal Management team 

Problems seen by Presales managers 

16. Presales managers feel that the reports generated by the Internal Management 

team are overwhelmingly detailed. The reports lack the high-level view that most 

top managers need to decide the course of action 

17. Useful information either does not exist or if it exists, is highly distributed 

(contained in multiple tools and systems and not at one place). This could be due 

to bad systems, inefficient processes, or overall organization of things 

18. “Although the flexibility of Latin culture is advantageous in many situations, e.g: 

more flexible to respond to or implement new things, the downside is that people 

don‟t have the will to come to meetings seriously for follow-up”. The follow-up 

methods of work are not efficient 

19. Problems with people management: it is very difficult to control the direct and 

indirect reporting of people. 

20. No incentive for the sales channels to sell STS services. They sell what is easy 

for them to sell to reach their budget targets => For STS, results control method 

through the use of budgets => but unable to control those results fully 

21. “Will not use the presales KPI reports generated by Internal Management 

because they are not appropriate” 

22. “Dependence on many hops to get cost quotes makes the costs higher and 

hence the services expensive” 

Table 9: Problems seen by presales managers 
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Problems seen by Back Office 

23. Lack of simple and clear activity workflows to enable automatic controls 

24. Too many tasks for one person to do from end to end 

25. Missing vital agreements: Suppliers that can provide a competitive cost base are 

not approached quickly enough to sign agreements. A need for speedy and 

efficient agreements and an updated coverage database 

26. Lack of interaction between various teams/ business units: work of supplier 

managers affects work of business technical consultants (part of Back Office) in 

providing an efficient cost base. But, the two do not necessarily share the vital 

information despite being co-located 

27. Presales teams are unhappy when the cost quotes get delayed from Back Office 

28. Crucial providers and their solutions are not present in SIGMA (the process to 

update SIGMA and other tools starts only after agreements are signed with 

providers), so after winning the business, the order processing gets delayed 

29. RPFs delayed by SENs – STS receives them very late (deadline is very close) 

and hence there is not enough time to provide a quality solution and better prices 

30. Some processes are not documented very well and, hence, not understood by 

the business technical consultants and central teams leading to a lot of confusion 

(e.g. contacting some providers – centrally or locally) 

31. Lack of motivation on the part of business technical consultants in some 

countries to achieve a competitive cost base by negotiating with multiple 

providers. 

Table 10: Problems seen by Back Office 

Problems observed by the author 

32. Data-rich and information-deficient systems do not help make business decisions 

based on past business trends. Example: to know how many and which kind of 

proposals – big/ small or regional/ international is the business unit good at 

winning? 

33. Disagreements on the usefulness of tools and systems. Some presales proposals 

are never entered into the SalesForce or SIGMA tools even after being 

mandated. This results in an incomplete picture of the business to higher level 

managers, finance and Business Control teams who rely on those systems to 

have a visibility on the funnel of incoming proposals. (Author‟s observation) 

34. Disparate tools to store/share information: Many Microsoft Excel versions per 

team member and per project. Now moving towards standardizing the cost base 

response template Excel sheet  

35. Efforts towards adoption of English as the company‟s business language; some 

challenges to be overcome 

36. Not enough communication across and within teams 

Table 11: Problems observed by the author 

The author, while enquiring on how to measure the presales business performance 

came across a large number of performance indicators. It was interesting to note that 
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different presales managers use different performance indicators to measure the 

performance of their teams and of the business. In additionally not all the 

performance indicators maintained by Internal Management were so keenly used 

and followed by the presales managers.   

This curious finding led the author to investigate the aspect of presales key 

performance indicators in detail and hence the following section of this chapter has 

been devoted to the same. 

4.6 Key Performance Indicators (KPIs) 

The wholesale business of selling telecom services involving a presales phase at the 

case study company‟s (SpainTel Telecommunication Services) business unit is a 

very peculiar one, due to the fact that the sales channels which are actually selling 

the company services are different from and outside of the company. This is unlike a 

typical sales-presales set-up where both sales and presales are from the same 

company and the goals and objectives of both are totally aligned. 

Additionally, as mentioned by the manager of presales Europe, different teams are 

working for different time-frames. The presales teams are working on “pipeline” or 

“funnel” of requests for proposals for the future. The revenues from the pipeline 

might come if the offer is suitable to the customer and if the customer decides to 

purchase the services. The purchase decision of the customer is impacted not just 

by the presented proposal but also by several factors outside of the direct control of 

the company. On the other hand, the project managers from the Internal 

Management group are working on clearing the “backlog” of won requests for 

proposals which are pending with the provisioning, so that the customer billing can 

start as soon as possible for services which have been sold in the past. The service 

delivery/ provisioning team is not part of the business unit, but is a vital link in the 

value chain. So from the point of view of presales managers, just winning the request 

for proposals in not enough. It is important to deliver the services on time as agreed 

with the customer so that revenues can start flowing in as managers are responsible 

for collectively achieving the yearly revenue budget. 

Several check-points or performance indicators have been indentified to control not 

just the presales process but also the other links of the value chain that impact the 

overall business. Different key performance indicators have been defined by different 

teams, majorly by Business Control, presales managers and Internal Management. 

According to the manager of the Business Control team, the performance indicators 

of the business unit on which his team focuses mainly on are achieved revenue, 

credit notes and backlog revenue. Additionally, the group also tries to analyze an 

optimum size of the “funnel” or “pipeline” of requests for proposals according to the 

size of the “Services provisioning department” or “the factory”. Moreover, credit 

notes, negative revenue generated due to a faulty billing system or un-met service 

level agreements, need to be returned back to the customer and should be kept at a 
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minimum. The figure 16 below facilitates the understanding of various terms like 

funnel, backlog and „ready for billing‟. 

 

 

The figure shows that the incoming requests for proposals enter into a hypothetical 

pipeline or funnel of presales. During the presales phase, the requests for proposals 

remain in this block. After the customer decision, which is either to buy the service 

from the company (won) or not to buy from the company (lost), the won proposals 

move to the next stage which is called provisioning stage and the lost proposals get 

discarded. All the proposals which have been won, but the services have not yet 

been delivered to the customer constitute the revenue backlog. This block 

represents the provisioning department which also receives cancellation requests 

when the contract with the customer for the previously sold services is nearing its 

end. The size of the block is important because it represents the capacity of the 

company to deliver new services and hence amount of the monthly revenues. After 

provisioning, the new order corresponding to the recently won proposals become 

ready for billing for the revenues to begin. This is shown in the last block of figure 16. 

“At the business unit level, the KPIs monitored are: revenues and profitability/ 

margins. Another interesting KPI could be „increase in services‟ or „ability to provide 

services in diverse geographies‟ in order to bring more customers and revenues but 

they are not followed currently” (discussion with the manager of presales Spain) 

The presales Spain manager mentioned that there is always a pressure to grow and 

get big customers. Discussions with sales support colleague from Internal 

Management revealed that there are several key performance indicators that depict 

how different requests for proposals are handled by the presales teams. The 

indicators include processing time of offers, time to obtain cost quotations, ordering 

time, backlog of offers to be presented, etc. These indexes indicate the way the 

presales engineers are processing the requests, or, rather, these indices indicate 

actions that need to be taken within the stipulated time. 

Funnel pipeline 

(Presales) 

Revenue backlog 

(Provisioning) = 

New orders + 

cancellations 

Ready For Billing 

(Finance) Won 

Lost 

Cancellations 

 

Incoming 

RFPs 

Figure 16: Diagrammatic representation of proposals 



Management control and presales 2011 

 

66 Upkar Kaur – M.Sc. (IMIM) master thesis  
 

Although a lot of daily, weekly and monthly reports on the performance indicators of 

the presales teams are generated by the Internal Management team, when it comes 

to evaluating the performance of presales verticals by themselves, the presales 

Spain and presales Europe managers mention that they do not go by the 

performance indicators contained in the reports prepared by the Internal 

Management team.  

The Presales Spain manager mentioned the complexity of the environment and his 

preference to use as less KPIs as possible. He informed that he does not use the 

KPIs maintained by the Internal Management team. He has defined his own key 

performance indicator called Customer Require Date (CRD) and has agreed with the 

sales channel that 98% of the customers will be serviced by the CRD no matter how 

quickly or slowly the request for proposal has to be processed. He says his reason 

for inventing this KPI is to keep the sales channel happy. 

When it comes to measuring the performance of his presales team, the manager of 

presales Spain mentioned that it is very important for him to be transparent with the 

team and to guide them on what is important, where to focus, and what will be 

measured at the end of the year. He mentioned that if there are no major escalations 

during the provisioning phase, that is, after the presales phase is over and after the 

project has been won, he is happy with the work of presales engineers: 

“It is very difficult to evaluate people in this kind of environment. I use „number of 

escalations‟ to evaluate the presales engineers. I use informal control of people 

which is not based on figures of volumes or quotes processed. I encourage team 

members to write emails directly to the director of the business unit informing him of 

their project wins” (discussion with the manager of presales Spain) 

It is important to note here that the kind of escalations that the manager was 

referring to make the overall project delayed and, perhaps, expensive to deliver on 

time and with projected costs. Both the managers agreed that they need to obtain 

the best possible prices from their providers in order to build a competitive offer in 

response to a request for proposal.  

4.7 Summary of key performance indicators used at the business unit 

The table 12 below provides a summary of the key performance indicators monitored 

at the business unit.  It is worth mentioning that this is an exhaustive list also 

containing those indicators which have not been explained in the text in the previous 

section. The author got to know of many of these indicators by referring to the 

documents available at the business unit. 
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Key Performance Indicators monitored at the unit 

Business Control 

1. Total achieved revenue and backlog revenue 

2. Provisioning time (is important because if provisioning is delayed then the 

customer billing cannot begin and it impacts the whole company 

3. Credit notes (pay-backs to customers due to billing errors and un-met SLAs) 

Presales Europe Manager 

1. Funnel revenue and backlog revenue 

2. Invoices 

Presales Spain Manager 

1. Customer Require Date (CRD) agreed with the Spanish sales channel: Only 

KPI which the manager uses. Presales Spain aims to provide commercial offers 

for 98% cases before the CRD 

2. Time to respond to a service request  

3. Pricing (good prices) 

4. Technical escalations during provisioning (post-win problems) 

Internal Management (for presales) 

1. No. of offers presented in ≤ 15 days (processing time of offers). Target = 80% 

2. No. of B-end quotations obtained in < 10 days (time to obtain quotations from 

providers should be less than time to present the offer in 15 days). Target = 90% 

3. Ordering time (should be) < 8 days (after offer acceptance from customer to the 

start of provisioning). Target = 90% 

4. Backlog of offers to be presented. Target = less than 5% with more than 20 days 

in backlog 

5. Backlog revenues: cleared versus maintained 

Finance department KPIs for proposals 

1. Full contract value (FCV) 

2. Gross margin, EBIT, Capex, payback period 

Additional KPIs (but not monitored aggressively) 

1. Churn rate (cancellations of connections) 

2. Installed base (number of circuits) 

3. Customer demand (expected vs. Actual)  Demand Planning 

Table 12: Key performance indicators at the unit 

4.8 Presales Critical Success Factors (CSFs) 

The most important factors impacting the win rate of the presales process have been 

identified by means of a survey conducted among presales engineers of the 

business unit. The survey was administered to 20 members who have had presales 

working experience in their careers. The survey was completed by 16 members 

resulting in a response rate of 80%. The survey questions can be found in Appendix 

D and the findings have been summarized in the next chapter. 

The findings of the survey have been reported in the next chapter. 
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5 Analysis and Suggestions 

This chapter is devoted to the in-depth analysis of the empirical findings of this case 

study. The chapter follows the same structure as was used for chapter 3 and chapter 

4. Before proceeding further, the author would like to summarize the assumptions 

underlying the analysis that is to follow in this chapter: 

Assumptions: 

1. The following analysis pertains to the empirical data collected corresponding to 

the non-carrier customers‟ presales process which is carried out after receiving 

requests for proposals from indirect sales channels of the case study company.  

2. The work environment, of which the author was a part, pertained to the presales 

Spain and the presales Europe teams; and, hence, the empirical information and 

the analysis correspond to these teams. 

3. The presales Americas team is not in Madrid. So, the empirical information and 

the analysis does not correspond to this team. 

4. Since a customer requests both international and domestic services in a single 

RFP, the win rate of presales for international services at the business unit is also 

impacted by the efficiency of selling domestic services (which are important part 

of the RFP). The analysis assumes that the sales channels create efficient 

commercial bids corresponding to the services that come under their purview. 

5.1 The problem and its significance 

It is a universal fact that a company exist to make money or to be profitable. 

Although there could be other non-monetary reasons, bringing superior returns to its 

shareholders is a primary reason why a company exists. This philosophy also forms 

one of the five guiding principles of the SpainTel group. The “best combination of 

growth and returns in industry for the shareholders” is something that SpainTel 

Telecommunication Services (the case study company) also needs to achieve. 

Research has established that in order to reach their goals and objectives, 

companies employ management control systems to direct their employees‟ behavior. 

Various controls, grouped under various headings by management control 

academicians, are implemented in a company to increase the chances of achieving 

goals and objectives. Empirically, it was observed that similar management controls 

have been implemented at the investigated unit of the case study company.  

The foremost sources of revenue for the business unit are the Monthly Recurring 

Costs (MRC) that each customer pays every month throughout the duration of the 

service contract and the Non-Recurrent Charges (NRC), which is a one-time charge 

that the customer pays at the beginning of the contract when the service is installed 
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at the customer premises. These cash flows begin after the presales phase and 

entire sales process has been successfully completed, and the customer has 

decided to buy the required service(s) from the company. The customer contract 

lasts for a fixed duration of time and if the customer decides not to renew the 

contract, the service is uninstalled. Thus, it is important to win new contracts with 

new and existing customers in order to keep the business and cash flows ongoing.  

The empirical information from the unit reveals that there is a direct relationship 

between win rate of presales phase and the revenues that come to the business unit. 

It is tantamount to say that the win rate directly drives the revenues. However, as 

mentioned in the introduction, this interaction is affected by the sales channel upon 

which the business unit has no direct control because sales channels do not belong 

to the case study company.  

Upon joining as an intern at the business unit, the author got to know that the 

business unit did not meet its year 2010 financial objective. As mentioned earlier, 

discussions with various managers inside the business unit revealed that the win 

rate of the proposals at the business unit is very low. Additionally, the author got to 

know about the shifting focus on not just meeting the revenue objectives but also on 

profitability as is evident from the following statement: 

“The focus is changing from “allowing things to happen” or “doing things” to “doing 

things profitably” (interview with the manager of presales Back Office) 

So, all the software systems, tools, teams and controls need to gear up to this higher 

level objective. After synthesizing the empirical information gathered on future 

business objectives of both revenue and profitability, past business performance and 

current changing business environment, the author reached the conclusion that the 

win rate at the business unit is an important factor to be considered in the equation if 

best possible combination of growth and returns are to be offered to company‟s 

shareholders as mandated by one of the five guiding principles. In the opinion of the 

author, the combination of the facts that the win rate is low and is not actively 

monitored at the business is a problem that needed to be investigated. 

5.2 Evaluation of management controls used for presales 

The author believes that it is appropriate to begin this section by analyzing the 

definition of management control by comparing the definition documented in the 

literature on the topic with the one given by some managers from the business unit. 

According to Merchant & Van der Stede (2007), Simons (1986) and Spekle (2001), 

management control is concerned with: (a) focus on behavior of organizational 

participants and (b) effect of this behavior on organizational outcomes.  

A closer look at the definitions of management control given by the manager of 

Business Control and the director of the unit seems to reveal that the emphasis is on 

the achievement of, mainly, financial goals and objectives of the business unit, and 
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not on impacting the behavior of the organizational participants. Perhaps, the 

definitions are much wider in scope than the scope supported in the literature. 

Nonetheless, both definitions point towards a wide scope of activities that the 

practicing managers are responsible for, and this might include not only 

management control activities but also decision support activities, as mentioned in 

the paper on “MCS as a package” by Malmi (2008). Additionally, this broad definition 

might point towards the efforts to achieve what is called Good control, meaning that 

the management can be reasonably confident that no major unpleasant surprises will 

occur (Merchant & Van der Stede 2007, p. 11). 

5.2.1 Application of “MCS as a package” framework to presales 

The following text pertains to the application of the theoretical frameworks to the 

empery observed at the business unit of the case study company. The main 

message of the “MCS as a package” framework by Malmi (2008) is to propose that 

the typologies used to represent management controls in an organization must 

neither be too narrow, so as to exclude some controls, nor be too broad, such that it 

becomes difficult to create empirical boundaries (Malmi, 2008, p. 295). Furthermore, 

the framework accommodates the fact that various management controls interact 

with each other and, hence, should not be observed in isolation. This belief is 

augmented by the present study, as the author observed how various controls 

interacted at the business unit.  

The empirical data shows that planning included, but was not limited to, budgeting. 

In fact, both planning and budgeting were mentioned one after the other, such that it 

was impossible to visualize the reasons behind and effects of the long range 

planning without making any reference to the budgets. However, Malmi (2008) has 

grouped budgets as a separate set of management controls. 

Similarly, one of the values at SpainTel, grouped in the Malmi (2008) framework 

under cultural controls, is called “Commitment to employees”. It is enforced through 

the “employee satisfaction” index implemented through a non-financial measurement 

system and is further impacted both by the governance structure which is a part of 

the administrative controls, and by the rewards and compensation, which is a 

management control system in itself. So, it can be concluded that the findings of the 

research with regards to the interactions of various control systems seem to 

corroborate the theory. 

The strength of the “MCS as a package” typology lies in the broad scope of the 

controls in the package, rather than the depth of its discussion of individual systems 

(Malmi, 2008, p. 291). With that line of reasoning, the biggest advantage of using 

“MCS as a package” framework for this thesis has been the help it rendered in 

categorizing the myriad of management controls observed at the business unit and 

at the company. Such categorization, the author believes, would not have been 

possible with the object-of-control framework of Merchant & Van der Stede (2007). 
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The author had reasonably assumed that out of the five categories of controls 

mentioned by Malmi (2008), some would be more pronounced than the others. This 

was indeed the case at the business unit. The business unit focused heavily on 

planning and cybernetic controls, and least on cultural and administrative controls.  

Planning has both strategic (long range) and tactical (action planning) focus and was 

used at the business unit as summarized in table 3 of chapter 4. These controls 

achieved the purpose of directing behavior of the team members and managers 

alike, both on a day-to-day and on yearly basis. From the category of cybernetic 

controls, the budgets and the financial measurements systems were found to be 

heavily used at the business unit. This was evident through the author‟s discussions 

with managers who, almost inevitably, mentioned the importance of reaching the 

revenue budget target. Additionally, the author became cognizant of the amount of 

effort that goes into planning and cybernetic controls at the business unit, further 

corroborating their importance at the unit. 

The three groups of administrative controls considered by Malmi (2008) include 

„organizational structure‟, „governance structures‟ and „policies and procedures‟. With 

reference to the presales function carried out at the business unit, which is at the 

centre of this research work, the empery indicates that the organizing of the presales 

engineers‟ teams and their reporting did not seem to be of importance at the 

business unit because most of the presales engineers belonged to external 

consulting companies. No special organization of presales teams was observed, 

which could be thought to impact behavior and commitment of the team in a certain 

way. In the words of one of the managers, this is an operational decision, and 

according to the human resources business partner it is a way to meet the peak 

demand of big projects.  

Similarly, the governance structure did not seem to have any special impact on the 

business unit and on the presales function and, hence, can be considered as a 

ubiquitous control. As summarized in table 6 in chapter 4, some work-related policies 

seemed to be designed to achieve the desired results. Examples of such policies 

include the SIGMA processes, procedures, work definitions, and training.  These 

policies did serve the management control purpose of impacting the behavior of 

presales engineers. However, it is hard to imagine policies as pure management 

controls because of the facilitating role they play in the presales process. They are a 

precondition for the engineers to be able to contribute to the presales process. 

The above discussion lead the author to conclude that at the presales business unit, 

not all the administrative controls serve to achieve management control objectives in 

the strictest sense of control. Additionally, they are not the ones on which the 

management focuses in a way it focuses on the planning and cybernetic group of 

controls. This allows the author to propose an extension of the Malmi (2008) model 

as applied to the presales process at the business unit, as shown in figure 17 below. 



Management control and presales 2011 

 

72 Upkar Kaur – M.Sc. (IMIM) master thesis  
 

 

Figure 17: A proposed extension of Malmi (2008) model applicable to presales 

The figure shows the five groups of controls proposed by Malmi (2008) further 

synthesized into three sub-groups shown using three circles. At the bottom of the 

three circles is the continuum using which the author wants to indicate the relative 

importance that is attached to these controls at the business unit in the context of the 

presales process. This is not to say that the three sub-groups of controls did not 

interact with each other at all, a fact which is highlighted by the overlapping of the 

three circles in figure 17. To conclude, the „planning and cybernetic controls‟ receive 

the most focus and the „cultural and administrative controls‟ receive the least focus 

from the management at the business unit. 

The reward and compensation group of controls of Malmi (2008) was used to 

achieve the budget goals of the business unit by impacting the behavior of presales 

engineers and managers by linking the compensation to the business unit 

performance. Rewards and compensation related controls are shown in table 4 of 

chapter 4. From discussions with manager of Business Control, the percentage of 

compensation linked to the performance of business unit was higher for managers 

than for presales engineers. The usage of reward and compensation controls was 

found to lie somewhere in the middle of the two focus areas of most and least focus 

as shown in figure 17. The reason behind the author‟s judgment on these controls 

receiving moderate focus is because the author feels that, currently, the performance 

of the presales engineers at the business unit is not being judged in a holistic way. It 

is not clear whether the number of proposals worked on per year is more important 

than the revenues of the won proposals.  

5.2.2 Application of “object of control” framework to presales 

The author believes that the application of the “object of control framework” of 

Merchant & Van der Stede (2007) to the empery can be used to assess the 

effectiveness of each of the control mechanisms used at the business unit and to 

comment on the tightness of the controls. This is discussed below: 

Planning & 
cybernetic 
controls

Reward & 
compensation

Cultural & 
administrative 

controls

most focus   moderate focus  least focus 
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1. Results control 

According to the empery, the business unit and the case study company uses 

budgeting as a chief means of financial results control. It is clear from the interview 

with the director of the business unit that the company is a budget-based 

organization where results are controlled based, almost entirely, using the budgeting 

concepts. This is evident from the following: 

SpainTel is a very finance-oriented company (interview with the director of the 

business unit) 

According to the manager of presales Europe, it is important not just to achieve the 

budgets by the end of the year but also to maintain a considerable level of Monthly 

Recurring Charges at the end of one year so as to be able to add/ build-upon these 

charges to arrive at next year‟s annual budget. This objective serves to influence the 

actions of presales engineers in the team who, in the words of the manager, should 

not stop working if the budget has been achieved by the mid of the year. So it can be 

concluded that budgeting serves both as a means of results control and action 

control at the business unit. 

The organization does not dictate what actions should be taken; instead employees 

are empowered to take those actions they believe would produce the desired results 

(Merchant & Van der Stede, 2007). The controllable result, namely the annual 

budget of the business unit, seemed to satisfy the requirements of Congruence with 

overall objectives, precision, objectivity, timeliness and understandability in order to 

be measured. Merchant & Van der Stede (2007, p. 32) state that for results control to 

be effective, the following three conditions must be present: 

i. Knowledge of desired results 

ii. Ability to influence the desired results (controllability) 

iii. Ability to measure controllable results effectively  

As explained in the introduction and in the empirical chapters, the business unit is 

responsible for responding to requests for proposals for selling international services 

through the sales channels. The unit receives these proposals through various sales 

channels that do not belong to the case study company. At the same time, the 

business unit is responsible for achieving certain pre-defined yearly revenue through 

the cash flows that it receives when the processed/ answered proposals become 

customer orders. This is a budget/ revenue-based results control system as is 

explained above. However, while interviewing the manager of presales Europe, the 

author got to know that it is not easy to motivate the sales channel to sell more and 

more international services of the case study company. The manager explained: 

“There is no incentive for sales channels to sell company international services.  

They sell what is easy to sell (their own services) in order to achieve their own 

budget targets. Since we belong to the same SpainTel group, giving extra incentives 
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or commissions to sales channels is not allowed” (interview with manager of 

presales Europe) 

This seems to indicate that managers are not able to fully control the results for 

which they are responsible. As mentioned in the chapter dedicated to empirical 

findings, the author identified one more factor that also decreases the ability of 

presales managers to control and influence the revenue targets (results) for which 

they are responsible. It is evident from the following statement: 

“We don‟t have enough direct contact with the end customer” (discussion with the 

manager of presales Europe) 

This arrangement limits the ability of the presales engineers and managers to 

orchestrate a winning response to a request for proposal. This results in a low win 

rate and un-achieved budget targets. 

During a discussion, the manager from finance reiterated the fact that the business 

unit will need to function as a profit center. Ensuring profitability means being able to 

control both the revenues and the costs (Merchant & Van der Stede 2007, p. 272). 

However, as per the information from the manager of Business Control, the business 

unit receives costs from outside. It does not control the costs directly. This means 

that controlling only the revenues will not serve the new profitability objective of the 

business unit.  

In the backdrop of this information, the author opines that the condition outlined as 

the controllability principle by Merchant & Van der Stede (2007, p. 32) is not being 

met at the business unit. The managers are responsible for yearly budget targets but 

they are not able to fully and directly control the conditions that impact the 

achievement of those results. In the case of the profitability objective, the managers 

do not seem to have direct influence on the costs of generating the desired 

revenues. This setting could be seen as reducing the effectiveness of the results 

control systems implemented at the business unit. This leads the author to conclude 

that the results control system implemented at the business unit is not fully effective 

and could be improved to achieve the unit‟s objectives. 

2. Action controls 

Action controls are feasible only when managers know what actions are 

(un)desirable and have the ability to ensure that the (un)desirable actions (do not) 

occur (Merchant & Van der Stede, 2007, p. 76). Results controls also influence 

actions because they cause employees to be concerned about the consequences of 

the actions they take (Ibid., p. 25). During an initial discussion with a team member 

from the sales operations team of Internal Management, the author noted the 

following: 

“The unit does not employ strict means of action controls” (discussion with a member 

of the sales operations team of Internal Management) 
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This opinion of the informant might have been due to the result of lack of 

understanding of the question being asked, no or little knowledge of the subject 

matter, etc. However, after careful investigation, the author found out instances of 

actions controls at the business unit. 

As elaborated in the empirical findings, the finance department has implemented 

new financial evaluation criteria („full contract value‟ and „key financial indicators‟) for 

presales proposals before they can be quoted to the customer and has designed an 

approvals matrix around these criteria. This can be termed as administrative 

constraints in the words of Merchant & Van der Stede (2007, p. 77).  Additionally, 

mandating the use of the Business case tool by presales teams to know key 

performance indicators (gross margin, EBIT, Capex, payback) and risk assessment 

for each proposal before it is presented to the customer represents a mechanism to 

implement pre-action reviews. 

As mentioned by the manager of the Business Control, when the planning and 

budget preparation process was underway at the unit, pre-action reviews took place 

in the form of multiple levels of approvals for the final budget target of the unit 

As mentioned in the empery chapter, the outcome of the Europe funnel call is the list 

of requests for proposals that need to be worked during the week, requests for 

urgent proposals, feedback on previously processed proposals, etc. It can be 

concluded that this meeting also served as a very effective means of achieving 

action accountability where an employee is expected to act professionally in 

delivering some piece of work by an agreed deadline.  

In author‟s opinion, processes can be thought of as ways to control the actions of 

people who are trying to achieve some desired output(s). Processes define how a 

particular piece of output can be produced. Empery reveals that sometimes, the 

process of contacting a particular kind of provider was not clear among the central 

team and the business technical consultants in various countries. Although the 

author did not come across any acts of collusion between employees resulting in 

lack of achievement of some desired results, some of the problems observed at the 

unit seem to point towards faulty means of follow-up on certain processes. This 

leads the author to believe that some action control mechanisms are not as effective 

as they can be. More problems due to processes are discussed in section 5.3. 

An instance of this is the update of software tools and systems (the SIGMA, the 

coverage map, etc) of the company which directly impacts the work at the business 

unit. The first peculiar finding is that the responsibility of such updates is not within 

the purview of or is not driven by the business unit. Hence, if somebody is interested, 

he/ she needs to approach the concerned department in order to follow-up on the 

activity. There is no formal process to do this follow-up. In author‟s opinion, there is 

also less-than-optimum frequency of communication when a particular and desired 

update has been included in the tools. Despite being assigned the task of doing this 



Management control and presales 2011 

 

76 Upkar Kaur – M.Sc. (IMIM) master thesis  
 

follow-up, the author has not seen much information sharing from the other 

department without having to ask for it. This is something that can be improved. 

Additionally, the SIGMA tool and its usage at the presales stage seems like an action 

control mechanism whereby, the work processes and responsibilities of all the 

stakeholders (the requesting sales channel, presales engineers, business technical 

consultants, etc) during the presale, post-sale, delivery and billing process stages of 

a proposal have been standardized to ensure smooth operations at the business unit 

and at the upstream and downstream activities. This corresponds to the action 

accountability form of action control as mentioned by Merchant & Van der Stede 

(2007, p. 78). Empery points out that some problems and confusion were observed 

on the lines of who does what in SIGMA to move a proposal forward. 

From this discussion, the author reckons that the actions controls implemented at the 

business unit for the presales process can be improved further. Although no glaring 

inconsistencies were observed by the author, some problems affecting presales 

process originate due to less than optimum implementation of some processes. 

3. Personal controls 

Three methods of implementing personal controls are: (a) Selection and placement 

of employees, (b) Training, and (c) Job design and provision of necessary resources 

(Merchant & Van der Stede, 2007, p. 83). The business unit selects and hires 

presales engineers from external consulting firms after careful consideration of the 

background, skills and competencies of the engineers. There were no instances 

reported on a mismatch between actual and required skills of the presales team 

members working at the unit. 

According to the manager of operational marketing of the business unit, he is 

responsible for organizing the required trainings on new tools, databases, etc for 

presales teams.  This is in-line with the view shared by manager of presales Spain, 

who pointed towards trainings as a solution in case there is a need in his team.  

A discussion with the manager of presales Back Office team revealed that 

sometimes, there are too many tasks for one person to do from end to end. This 

information could point towards a faulty job design, which, in the words of Merchant 

& Van der Stede (2007, p. 85), reduces the probability of success of otherwise 

motivated and qualified employees. 

4. Cultural controls 

As summarized in table 2 in chapter 4, most of the cultural controls are company-

wide controls without any special customization for the business unit and the 

presales activity. However, the author has observed appreciation/ thank you emails 

with names and pictures of presales engineers after presales proposals are won as a 

mark of appreciation for the presales jobs that are well done.  
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Additionally, action planning meetings like funnel and Back Office EMEA & BTC 

meetings serve to exert cultural control by promoting mutual monitoring. 

An instance of inter-organizational transfer was also observed at the business unit. 

Moreover, the author has also got to know about various social gatherings, 

celebrations of the success of a big project, kick-off for next year, and other events 

that seemed to inculcate a unique organizational culture attempting to bind 

colleagues together through shared traditions and ways of behaving, and prompting 

them to work together for common goals and objectives. The author did not come 

across any sub-optimal cultural control at the business unit. 

5.3 Presales Control 

The theory pertaining to sales control was explored to identify the extent to which it 

can be applied to presales control. Mainly, the business unit uses outcome-based 

controls but the outcomes are not directly linked to the performance and 

compensation of presales engineers. The author proposes that the controls similar to 

ones used to evaluate salespeople (pure outcome-based or behavior-based) cannot 

be used in a presales context because the presales engineer is not in direct control 

of the outcome of the proposal. More so in the case of the STS business unit where 

the sales channels requesting presales support belong to other SpainTel-group 

companies. Based on the observations from the unit, the author believes that both 

the outcome and the manner of handling a request for proposal are important. This 

might indicate that the ideal control systems that could be used to evaluate presales 

engineers might lie somewhere near the centre of the behavior-control-outcome-

control continuum mentioned in section 3.5. This would make the controls “hybrid” as 

mentioned by Oliver and Anderson (1995) (Onyemah & Anderson, 2009, p. 9). 

However, as authors of the article contend, hybrid controls increase chances of 

inconsistency and hence have adverse effect on presales engineers‟ performance. 

Furthermore, after discussing the basis of performance evaluation with some 

presales engineers, the author felt that “black hole” inconsistency (Onyemah & 

Anderson, 2009) might be present in presales teams as the presales engineers‟ 

evaluations seemed to be based on subjective criteria. This inconsistency should be 

reduced to achieve the benefit of great rewards that this selling situation can offer. 

The business is characterized by the selling situation cluster sink or swim – 

transactional as defined by Flaherty, Arnold, & Hunt (2007) because there is 

uncertainty and dynamism about the proposal. This may make the formal controls 

necessary for the controls to have higher impact on the performance of the 

salesperson (Ibid., p. 227).  
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5.4 Management control problems 

“The focus is changing from “allowing things to happen” or “doing things” to “doing 

things profitably” (interview with the manager of presales Back Office) 

At a high level, the statement from the Back Office manager clearly signifies the 

need to achieve a lower cost base for presales proposals so as to maximize profits 

at the business unit. Furthermore, it highlights the need for better agreements with 

providers and efficient negotiations in order to be more and more competitive. 

However, a deeper analysis of this statement revealed that there could be a need to 

implement suitable processes and be efficient in carrying out the presales activities. 

This lead the author to look at the problems observed at the unit from the point of 

view of the drivers or causes of those problems. The author believes that this 

classification of problems into various categories will offer the business unit new 

perspectives of looking at the problems and hence, facilitate their resolution. 

5.4.1 Categorization of problems based on drivers 

The purpose of this sub-section is to classify the set of problems observed at the 

business unit and summarized in chapter 3 into categories based on the actors 

leading to these problems. This kind of sorting could be the first step towards 

proposing solutions to problems. The three categories used for this purpose are 

shown in figure 18.  

 

Figure 18: Proposed categories for sorting the observed problems 

Tools and systems: 

The SIGMA tool is an enterprise system which is aimed at work standardization 

across the value chain (including presales) of selling customized services to 

customers. It is the interface between the sales channels (to receive service 

requests), presales teams (to generate commercial offers), provisioning teams (to 

track the service delivery to the customer), and the billing department. The 

discussions with presales engineers reveal that this tool is not as user-friendly and 

flexible as it could have been.  Sometimes it restricts the presales engineers, who 

are then forced to invent workarounds to move things forward in SIGMA. If the 

software system makes its users spend more time for simple tasks, the purpose of 

Tools and systems

Processes

Behavior
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using it has been defeated. The result is that instead of aiding the entire process 

(presales included), it creates blocks that need to be resolved before progress can 

be made. Table 13 below shows some problems. Also, in the context of the business 

unit, the usability of SIGMA for the presales phase should to be re-evaluated 

because at this stage there is no surety that the proposal will be won.  

Category: Tools and systems 

1. Non user-friendly 
2. Inflexible and time-consuming 
3. Out-dated information: Delayed updates on new providers and their solutions 
4. Lacking useful information/ Distributed information 

Table 13: Problems with the tools and systems at the business unit 

Processes: 

In author‟s opinion, processes are one of the reasons behind a group of problems 

reported at the unit. Sometimes, the clarity on and adherence to processes was not 

so evident during discussions with informants. Examples in this regard: (1) 

Conducting regular team meetings: there is a process and a manager responsible for 

ensuring team meetings, but the empirical evidence shows that compliance to this 

process is low. This could be due to cultural aspects of team members as mentioned 

by the manager of presales Europe team or due to lack of motivation on the part of 

the manager himself to conduct such meetings as mentioned by the manager of 

Operational Marketing. (2) During her stint, the author experienced that sometimes, 

the process to get cost quotes from some providers was not clear. Another process 

that needs streamlining is the one related to the update of the coverage footprint, 

which further affects updates to the software tools and systems (SIGMA) and hence 

impacts presales work. Table 14 below summarizes the problems with processes: 

Category: Processes 

1. Use of multiple tools to enter information related to proposals 
2. Inefficient process: need to create many service requests in SIGMA for big 

projects even at the presales stage. A workaround being used as of now. 
3. Long time to implement new functionality into tools and systems 
4. SIGMA update process not streamlined: delaying the order processing 
5. No incentive for the sales channels to sell the case study company‟s services 
6. Dependence on many hops to get cost quotes makes the costs higher and, 

hence, the services expensive 
7. Lack of simple activity workflows to enable automatic controls 
8. Too many tasks for one person to do from end to end (faulty job design) 
9. Need for speedy and efficient agreements and updated coverage database 
10. Some processes are not documented very well and hence not understood; 

leading to a lot of confusion (e.g.: contacting some providers – centrally or locally) 
11. Difficulty in obtaining useful information 
12. Inadequate communication across and within teams 
13. Presales managers feel that the reports generated by the Internal Management 

team are overwhelmingly detailed: Need to re-define what to include in reports 
Table 14: Problems with processes pertaining to presales 
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Behavior: 

Since results control is the most important management control mechanism at the 
unit, the author believes that this could be an important driver of people‟s behavior. 
The table 15 below summarizes the behavior problems observed at the unit. 

Category: Behavior 

1. Despite trainings, unclear SIGMA workflows: leads to reworks and lost time 
2. Instances of lack of proactive efforts of sales channels in proposing latest 

technical solution to the end customer to reduce costs for the company 
3. Instances of non-cooperation among sales channels 
4. Instances of working outside of SIGMA resulting in provisioning delays 
5. Disagreements on the usefulness of tools and systems. Some presales proposals 

not entered into software systems resulting in an incomplete picture of the 
business to higher level managers, and to finance and Business Control teams, 
who rely on those systems to have a visibility on the funnel of incoming proposals 

6. Managers don‟t read/ understand all reports generated by Internal Management 
7. “People need to be responsible for KPIs as defined” 
8. Problems with gaps in information: between the business technical consultants‟ 

understanding of the services and information contained in SIGMA requests 
9. “Although the flexibility of culture is advantageous in many situations, e.g: more 

flexible to respond to or implement new things, the downside is that people don‟t 
have the will to come to meetings seriously for follow-up”.  

10. Challenging people management: difficult to control direct and indirect reporting 
11. Missing vital agreements: Suppliers that can provide a competitive cost base are 

not approached quickly enough to sign agreements with them 
12. Efforts to update to coverage database or footprint of services are not receiving 

the required attention from stakeholders 
13. Lack of interaction between various teams/ business units: work of supplier 

managers affects work of business technical consultants (part of Back Office) in 
providing an efficient cost base. But, the two do not necessarily share the vital 
information despite being co-located 

14. Delayed updating of crucial providers and their solutions into SIGMA due to lack 
of cooperation from providers: delaying of order processing 

15. RPFs delayed by sales channels – the unit receives them very late and, hence, 
there is not enough time to provide a quality solution and better prices 

16. Not enough motivation on part of business technical consultants, in some 
countries, to achieve a competitive cost base 

17. Some challenges to use the company-wide business language (English) 
Table 15: Problems attributed to behavior of various stakeholders 

After categorizing the problems observed into the above mentioned groups, the 

author contends that the performance of the presales process is impacted by three 

main elements. They are: people, processes, and systems and tools as shown in 

figure 19 below. The problems attributed to the “behavior” of stakeholders in the list 

of figure 18 are represented by the element “People” as shown in figure 19. 
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Figure 19: Drivers/ constituents/ Ingredients of presales performance 

The figure is author‟s interpretation of the drivers of presales performance, drawn to 

depict the relationship between inputs and outputs of the presales process, with 

people, processes, and system as inputs and presales performance as the output. 

The figure assumes that the company offers high-quality products & services which 

customers are willing to buy. 

Although the author believes that the three categories of problems shown in this 

section might have their roots mentioned in the causes postulated by Merchant & 

Van der Stede (2007), the author did not get a chance to investigate the reasons 

behind problems with „processes‟ and „systems and tools‟ at the case study 

company.  This was due to time constraints and due to the fact that the process 

department and information technology department are not part of the business unit, 

which was the main unit of analysis for this work.  

5.4.2 Categorization of problems based on Merchant & Van der Stede (2007) 

The problems observed at the unit can be categorized according to the causes of 

management control problems postulated by Merchant and Van der Stede (2007) in 

order to propose suggestions for improvements and are as shown in tables 16 to 18 

below: 

Personal limitations 

1. Problems with gaps in information: Between the business technical consultants‟ 

understanding of the services and information contained in the SIGMA requests. 

Might need frequent changes in the SIGMA requests 

2. Most difficult part of the job is managing people 

Table 16: Problems due to personal limitations 
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Lack of motivation 

1. Instances of non-cooperation among sales channels  

2. Old solution, higher costs: Instances of the sales teams not proposing latest 

technical solution to the customer and reduce costs 

3. Instances of working outside of SIGMA: resulting in provisioning delays 

4. Managers don‟t read and understand reports   

5. Presales managers feel that the reports generated by the Internal Management 

team are overwhelmingly detailed.  

6. The follow-up methods of work are not efficient 

7. RPFs delayed by SENs –  the unit receives them very late and hence there is not 

enough time to provide quality solution and better prices 

8. Lack of motivation on part of business technical consultants in some countries to 

achieve a competitive cost base by negotiating with multiple providers. 

9. Not enough communication across and within teams 

Table 17: Problems due to lack of motivation 

Lack of direction 

1. Inefficient processes: need to raise multiple service requests at presales stage 

2. “People need to be responsible for KPIs as defined” 

3. New providers and their solutions not in SIGMA. Creates problems while 

ordering. Speed to update SIGMA is not what is required 

4. No incentive for the sales channels to sell STS services. They sell what is easy 

for them to sell to reach their budget targets => For STS, results control method 

through the use of budgets => but unable to control those results fully 

5. Lack of interaction between various teams/ business units: work of supplier 

managers affects work of business technical consultants (part of Back Office) in 

providing an efficient cost base. But, the two do not necessarily share the vital 

information despite being co-located 

6. Some processes are not documented very well and, hence, not understood by 

the business technical consultants and central teams leading to confusion (e.g. 

contacting some providers – centrally or locally) 

7. Disagreements on the usefulness of tools and systems. Some presales proposals 

are never entered into the software systems & tools even after being mandated 

resulting in an incomplete picture of the business to higher level managers, 

finance and Business Control teams who rely on those systems to have a 

visibility on the funnel of incoming proposals.  

8. Not enough communication across and within teams 

Table 18: Problems due to lack of direction 

After classifying problems into management control problems, the solutions 

presented by Merchant & Van der Stede (2007) mentioned below have been 

explored to make suggestions shown in section 5.7:  
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1. Control problems avoidance (activity elimination, Automation, Centralization, 

Risk Sharing), and  

2. Control Alternatives (implement special controls) (Merchant & Van der Stede 

2007, p. 12) 

5.5 Re-look at performance indicators: proposal of new KPIs 

The author collected empirical information on the key performance indicators 

monitored at the business unit in order to understand which of those indicators 

should be monitored more rigorously in order to know the efficiency of the presales 

process over a period of time. However, due to time constraints on this research 

work, the author could not perform that analysis. Nevertheless, one major finding of 

collecting information on key performance indicators at the unit was, the author 

opines, that two indicators that could be important for presales process were not 

being monitored at the unit. They are described below: 

5.5.1 Customer Satisfaction Index 

Despite the fact that the presales managers acknowledge the importance of 

customer engagement for the outcome of the presales process, the unit does not 

have any process of receiving feedback from the customer on how it performed 

according to the customer. This is evident in the statements mentioned below:  

“The business unit does not measure customer satisfaction” (interview with the 

manager of presales Europe) 

“Lost bid review is not always done” (discussion with the manager of presales 

Europe) 

After understanding the presales process, its importance in the entire value chain, 

the factors that impact presales process win rate, and after listening to the presales 

engineers and managers who feel that customer engagement is important for 

winning a request for proposal, the author has reached a conclusion that the 

business unit will be learning a lot on how it did on a particular bid if it starts 

monitoring an additional performance indicator for the presales phase. The author 

chooses to call this indicator as customer satisfaction index. The author believes 

that such an indicator can bring valuable insights on the customer perception of the 

proposal made by the case study company. This could help the company to do 

better the next time or with another customer. 

This performance indicator can be created based on a scale designed to measure 

customer‟s feedback on a set of parameters. Examples of some simple parameters 

could be: timeliness of the proposal, quality of the technical solution offered, 

feedback of prices offered in the proposal, responsiveness of the contact team, 

overall experience, etc. See table 19 below for details: 
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Customer Satisfaction Survey 

Serial # Parameter Score (out of 100) 

1 Timeliness of the proposal  

2 Quality of technical solution offered  

3 Prices offered in the proposal  

4 Responsiveness of the contact team  

5 Overall experience  

Table 19: A proposed customer satisfaction survey to calculate the 'customer 
satisfaction index' 

The scores obtained corresponding to each of the parameters can be interpreted 

according to internally defined criteria of satisfactory performance. 

5.5.2 Cost of presales 

As mentioned earlier, presales stage represents that part of the sales process that 

does not add any value to the business directly if the sale does not go through. 

Hence, it is in the best interest of the business unit to calculate the cost of the 

presales stage of a request for proposal. This is highly relevant in the case of 

SpainTel because the business unit is providing presales services to sales channels 

that need to be aware of the costs of participating in a proposal. Furthermore, this 

can help them in segregating proposals that are worth participating (those proposals 

that have higher chances of being won due to customer engagement, etc) from 

those which have low chances of being won. 

5.6 Proposed framework: critical success factors of presales win rate 

Identification of the presales critical success factors (that impact the win rate of 

presales) based on relevant literature & insights shared by the interviewees was one 

of the intentions of this research work. The author believes these factors must be 

taken care of while carrying out telecom presales similar to that being carried out at 

the unit. 

This research work also aims to classify the factors into two groups, namely internal 

and external factors as shown in the framework of figure 20 in dark blue color and 

light blue color, respectively. Moreover, comparing these factors and experience with 

approaches from presales processes of other companies can help draw out lessons 

and strengthen these key findings. Towards this end, the author has discussed the 

presales success factors with a presales manager at a competitor of the case study 

company. This manager, while wishing to remain anonymous, has shared similar 

views on the topic. The framework assumes that presales engineers are fully trained 

and knowledgeable to carry out the required presales tasks and that the company 

offers high-quality products & services which customers are willing to buy. 

Additionally, the robustness of the identified presales critical success factors has 

been verified by means of a survey among the presales engineers who are actually 
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processing the requests for proposals at the unit. The model rests on the knowledge 

built-up by these presales engineers over the years. The detailed contents of the 

survey conducted by the author in this regard can be found in Appendix D. 

It is worth noting that this framework which has been developed for the business unit 

of the case study company also needs to be applied at the presales departments of 

other SpainTel entities. This is because the case study company is responsible for 

providing only the international services portion of the request for proposal. However, 

the request for proposal will not be won if the presales process for local services is 

not efficient. Hence, this framework can be used to improve the full-value proposition 

of the SpainTel group to its customers. 

 

Figure 20: Proposed framework of success factors for presales win rate 

The explanation of the presales critical success factors shown in figure 20 can be 

found in the following sub-sections: 

5.6.1 Internal factors 

The author defines internal factors as those factors which the company directly 

controls. Examples are processes and procedures, culture, effectiveness and 

efficiency, organizational structure, etc. For the purpose of the presales process, the 

internal factors are shown in three dark blue colored circles in figure 20. They are: 

1. Customer  engagement 

A simple definition of customer engagement for presales can be: An effective stream 

of communication with the decision maker of the bid in the customer organization. 

One manager at the unit referred to it as: The state when a customer sees SpainTel 
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as a partner and not as a provider. It can have many levels and components but 

most important is to know the rationale behind the decision. This knowledge can be 

gained through the past goodwill that the account manager might have with the 

decision maker or through calls or meetings arranged with the customer before/ 

during the request for proposal phase.  

While interacting with presales colleagues and managers at the unit, the author got 

to know is that it is important to know the exact requirements of the customer in 

terms of technical solution, what price the customer is willing to pay, etc. This is 

evident from the following statements: 

 “My biggest worry is that we do not have enough direct contact with the final 

customer” (interview with the manager of presales Europe) 

“The factors impacting the wins are: Customer engagement, Design decisions and 

Costs” (discussion with the manager of presales Spain) 

“Critical success factors are: Improved procurement costs, service level agreements 

(risk management) and ability to explain a complex technical solution in a much 

simpler way” (interview with the manager of presales Europe) 

However, the author also got to know that except for the meetings decided on a 

case-by-case basis by the account manager of the sales channel, presales 

engineers do not engage with the end customer directly. Hence, the presales 

engineers at the unit do not always get the “feel” of the customer – in terms of what 

solution the end customer really wants or needs, the customer priorities, the 

customer budget, etc. This subtle but highly valuable information comes, perhaps 

filtered, through the sales channel adversely affecting the win rate at the unit.  

According to findings of a survey by McKinsey (2010a) for business-to-business 

(B2B) industries, which also have complex, multi-touch point sales processes, while 

purchasers may say price is their biggest concern, a satisfying sales experience is 

ultimately more important (Boaz, Murnane, & Nuffer, 2010). A meaningful sales 

experience is driven by a motivated sales representative who can “create” this kind 

of satisfying sales experience. A whitepaper from Omark Software (2006) mentions 

buying as an emotional experience (Omark, 2006, p. 6). The ability to explain a 

complex technical solution in a simple way, the author opines, adds to the overall 

buying experience.  This concept can be extended to the presales phase of telecom 

services also as presales is the first opportunity for the seller to demonstrate its 

abilities to a prospective buyer. 

Based on various interviews and a review of sales literature, the author has come to 

understand that in this kind of business, customer engagement is important. The 

customer engagement and design decisions are the responsibility of sales channel 

and presales engineers. Customer engagement demands that the account team (of 
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the sales channel) is engaged in understanding not only the exact customer 

requirements but also the reasons behind those requirements to be able to propose 

a befitting solution, which might be different from the solution that was originally 

requested. While interacting with presales managers and engineers, the author got 

to know that in case of some projects, customer engagement is totally lacking. So, in 

the end, even when all the effort has been made to answer the proposal, the 

company loses the proposal. However, the “Lack of Motivation” and “Personal 

Limitation” on part of sales channels to understand the customer requirements can 

be solved by adequate incentives, experiential trainings and on-the-job coaching. 

2. Pre-qualification 

It is a universally accepted fact that a production line that can produce everything 

does not exist. Each and every company has its strengths and weaknesses in the 

business areas it operates. The key is to play on the strengths of the organization 

and make the most out of them while carrying out the day to day business. 

The author observed and got to know from discussions and interviews with 

managers that each and every incoming request for proposal is answered by the 

business unit. Even when the service that is being requested does not exist or is not 

a standard service, an attempt is made to provide the same somehow and answer 

the proposal. The obvious result is that since that service offering does not belong to 

the strength areas of the company, such a proposal becomes too expensive, and the 

customer knows it and does not buy the service from the company. 

This, in the opinion of the author, puts stress on the presales engineers who are 

required to work on such proposals which have very low chances of being won, 

when they can put their efforts on those proposals that have comparatively higher 

probability of being won. So, the author believes that the business unit, in 

collaboration with the sales channel, should pre-qualify the proposals before entering 

the presales stage to know if the proposal is worth pursuing or not. This is shown in 

figure 21 in the section 5.7. The results of the pre-qualification can be: (a) Go to 

presales, (b) No-go to presales, and (c) the level of customer engagement required 

depending on the size (revenues) and scope of the proposal. 

3. Prioritization 

Going forward with the line of reasoning mentioned in point 2 above, the author feels 

that since the business unit receives more requests for proposals than it can handle 

with quality, even among those proposals which have been filtered-in after the pre-

qualification, the business unit will be better off working first on those proposals that 

are of strategic significance, have higher chances of being won, have enough time to 

respond to with good prices, etc, so that it can work really well on improving the 

chances of winning a higher-probability proposal.  
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This kind of internal ranking of proposals should be easy to do given the vast amount 

of experience of the presales managers who, the author expects, will know the 

background of a proposal from a particular customer better than what is written in the 

request for proposal. An additional input to this prioritization can come from the 

business intelligence extracted from the software tools and systems on which kind of 

proposals were won by the unit in the past. The author got to know from the 

manager of presales Spain that a basic level of prioritization of proposals is being 

done in his team and is working well.  

5.6.2 External factors 

Those factors that are beyond the direct control of the company are termed as 

external factors. These include the technological breakthroughs, market conditions, 

competitor moves, etc. The company has a choice to respond to them but cannot 

influence them directly. The external factors identified for improving the presales 

process win rate are shown in two light-blue colored circles in figure 20. They are: 

1. Competitive prices 

This factor has been designated as an external factor because the price of the 

service quoted to the customer is made up of the costs incurred by the company and 

a markup. Since the company does not have its own infrastructure everywhere, it 

provides services using other telecom service providers in local countries. So, the 

price it quotes depends on the prices quoted by those third party providers. In order 

to produce a competitive offer for its customers, the company should ideally be 

negotiating with its providers to obtain better costs. Additionally, the prices are 

impacted by the way the company‟s business model has been defined with respect 

to the rest of the companies in the SpainTel group. The following comment is worth 

mentioning: 

“This is our business model. May be, it is not the best one and in future, we might 

have problems with it, but this is how the group has grown its business” (interview 

with the director of the business unit) 

About the presales stage, it is worth noting that the group business model is such 

that the case study company is obliged by the group rules to use the services of a 

group-company (if there is one) existing in the country where the services are being 

requested. At times, this turns into a competitive disadvantage: The case study 

company must quote using the group-company costs and not using costs of any 

other supplier even if the other supplier-provided costs are better (less) than those 

provided by the group-company. However, the group-company is obliged by the local 

country government regulations to offer viable wholesale marketplace costs to a 

competitor (due to the competitor having a legal presence in that local country) who 

might actually be competing against the case study company for the same business. 

The end result is that for the same service in the same country, the case study 

company gets high costs from its group supplier (the group-company) as compared 
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to the costs its competitors get from the group-company. This makes the proposal 

from the case study company more expensive as compared to the one presented by 

the competitor and, hence, the case study company loses the proposal. So, 

sometimes the group strategy works against the overall business and restricts the 

ability of the case study company to provide a competitive price which is the single 

most important factor to win a proposal.  

The author has mentioned this factor as an external factor because the group-rules 

mandate actions which are beyond the direct control of the case study company. 

2. Effective communication 

As explained in point 1 above, the unit‟s presales engineers need to communicate 

with colleagues from the sales channels who receive the requests for proposals, and 

with colleagues from Back Office who order to obtain competitive cost quotes from 

providers. The Information obtained by author from various interviews and 

discussions with presales engineers and presales managers indicates that, at times, 

there are some challenges with respect to internal and external communication. 

These challenges impact the quality of work being done by presales engineers due 

to lack of enough information sharing on the exact customer requirements, difficulty 

in getting clarifications to the questions that presales engineers might have, etc. 

Hence, this factor also impacts the win rate of proposals. The author has categorized 

this factor as an external factor because it is outside of the direct control of the 

business unit and requires collaborating with other departments and group-

companies who might not see merit in this factor. 

5.7 Suggestions and managerial implications 

After identification of the internal and external factors impacting the win rate, the 

author has arrived at a list of possible suggestions that can help improve the 

efficiency of execution of the presales process at the business unit. This list of 

suggestions is also believed to address the problems due to lack of motivation, lack 

of direction, and personal limitations at the business unit and hence, the suggestions 

are grouped accordingly. Mostly, the suggestions fall under the category of control 

alternatives as suggested by Merchant & Van der Stede (2007).  

A. Solving problems due to lack of direction 

The measures mentioned below will work to solve problems due to lack of direction 

for team members because they require policy-related changes which are best 

tackled at upper management level and not at individual team members‟ level. 

1. Pre-qualification before presales  

As explained in section 5.6.1, the unit should pre-qualify the proposals before 

entering the presales stage in collaboration with the sales channel to know if the 
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proposal is worth pursuing or not. The criteria could be based on geographical 

footprint and/ or based on business intelligence on competitors, own previous track 

record of handling similar proposals, etc. The results of the pre-qualification can be: 

(a) Go to presales, (b) No-go to presales, and (c) Level of customer engagement in 

case of “Go to presales”. The level of customer engagement could depend on the 

size (revenues) and scope of the proposal. This measure is important to save 

precious time and resources for working on proposals that have higher chances of 

being won. The pre-qualification process is explained in figure 21 below.   

 

 

Assuming that the presales process is a box where requests for proposals are 

entering from the left and exiting from the right, the pre-qualification could be thought 

as a check-point at the left hand side of the box and before the presales process 

begins. This is shown in figure 21 with a dark-blue colored arrow at the left hand 

side. It is worth noting that the existing financial qualification can be positioned at the 

right hand side of the presales process box, just before the proposal exits the 

presales process.  

2. Prioritization during presales 

After pre-qualification, the incoming requests for proposals should be prioritized 

based on some pre-defined criteria like strategic importance of the proposal, full 

contract value, etc. This is required to focus the best available resources towards 

proposals that are important to be won so that the chances of those proposals being 

converted into orders could be increased further. Currently, presales Spain team is 

engaged in prioritization of proposals due to a large number of incoming proposals. 

However, the prioritization criteria and results of applying the prioritization criteria to 

incoming requests for proposals needs to be shared with all stakeholders, including 

the Back Office team. 

3. Proactive presales 

During discussions that the author had with presales engineers at the unit and with a 

presales manager of a competitor, it emerged that there are two approaches to 

selling high-technology telecom services, namely: proactive and reactive 

Presales Process 

Pre-Qualify 

Existing 

Financial 

Qualification 

Figure 21: Proposed pre-qualification of proposals 
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approaches. Currently, the business unit seems to be following a reactive approach 

where it answers the requests for proposals it receives from the sales channels.  

Proactive approach, on the other hand, involves trying to influence a request for 

proposal when the customer is trying to figure out and elaborate on the kind of 

services it needs, to help the customer see merits in the services that the company 

offers and hence persuading the customer to include those technologies and 

services in the request for proposal that the customer intends to launch, etc. These 

activities need to start much before a request for proposal is launched officially and 

are aimed at building a higher level of mutual trust and understanding with the 

customer. These activities go a long way in helping the customer decide and choose 

both the services and the service providers with whom the customer feels the most 

comfortable. 

4. Root-cause analysis 

After a discussion with the manager of presales Europe team it transpired that lost-

bid analysis is not done at the unit. However, it could be of interest to the presales 

managers to conduct a root-cause analysis to understand what went wrong after a 

bid was lost, in order to ensure that similar mistakes can be avoided while answering 

proposals in the future. This could be a way to build internal knowledge and 

expertise on presales after the critical success factors mentioned in the proposed 

framework have been taken into account for a particular proposal. This suggestion 

uses the cybernetic (feedback) principles which advocate that an error-correction 

mechanism feeding into the presales process can improve the efficiency of the 

presales process. Inputs to root-cause analysis can come from customer satisfaction 

surveys (proposed in section 5.5.1). 

5. Improving inter-team communication 

The preparation of a bid for a complex one-of-a-kind product, tailor made to 

customer demands is normally beyond the capability of a single employee (Kromker, 

Thoben, & Wickner, 1997, p. 201). A technically convincing and price attractive bid 

requires interdisciplinary teamwork (Ibid.). To support interaction and cooperation 

within such a team, it requires a suitable information structure (Ibid.). The presales 

process requires non-repetitive and cooperative work driven by the human brain 

(Ibid.).  

The implementation of this measure can open up various departments which are not 

directly participating in answering the requests for proposals to the idea of 

ownership, responsibility and impact that their work has on the overall business, 

including the presales process. Examples of processes that need a better 

communication channel are: process to update coverage database, process to 

update the SIGMA tool, and the SIGMA ordering process that requires coordination 

with business technical consultants, etc. Ensuring such mediation in internal and 

external communication is the responsibility of a manager at the business unit who 
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could be empowered to take actions in case of non-compliance with communication 

processes to improve the inter-team communication. This effort, along with the code 

of conduct (mentioned in point 12) can help align the external contractors at the unit 

to the goals and objectives of the business unit. 

6. Documentation of processes 

The case study company is a relatively young company in the SpainTel group and 

does not follow rigorous documentation of business processes, practices and 

procedures.  As a result of author‟s own experience of working with three 

knowledge-based telecom companies, the author understands that when new 

employees join the company or when external contractors or interns are hired to 

share the workload, it is pertinent to help them become productive quickly by sharing 

process documents on how things work. Although there are some technical 

documents available at the unit, the author believes that this could be an area of 

improvement that can help streamline new employee‟s induction and, hence, can 

make the internal operations of the unit efficient. The author identified some 

examples where this could help greatly. The same are mentioned below: 

The presales process documents that include procedures to obtain competitive cost 

base, e.g. who should contact global suppliers and who should engage local 

suppliers, who should contact the business technical consultants - the Back Office 

team or the presales engineers, etc. Clarifying the role of Back Office representative 

(who is not the owner of the technical solution) in the event of technical solution 

changes triggered by the customer or by the local provider. Guidelines on 

interpreting the contract period with customers when obtaining quotes from local 

suppliers, etc are a few examples worth mentioning. 

B. Solving problems due to lack of motivation 

7. Ensuring effective results control 

Results controls allow people high level of autonomy which in turn might breed 

innovation (Merchant & Van der Stede 2007, p. 35). As analyzed by the author in 

sub-section 5.2, the current results control mechanism at the unit is not fully effective 

as managers cannot influence the results directly (controllability principle). Due to 

this, they might be under-motivated to achieve results that are expected from them. 

A step in this direction could be to allow more direct control by presales managers. 

One suggestion could be to allow managers to have a say in controlling the costs 

that the business unit incurs. Another step in this direction could be to allow 

managers to scout for and influence the end customer. 

8. Efforts to ensure customer engagement 

The account manager at the sales channel has the responsibility of understanding 

and engaging the customer to know the exact requirements so that appropriate 

solution can be designed and delivered. The presales managers could know the 
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level of customer engagement the account manager has so as to decide how much 

effort to put in answering the corresponding request for proposal. The presales 

managers and presales engineers at the business unit could be encouraged and 

allowed to participate in initial (if possible, pre-RFP) account manager-customer 

meetings and calls to get a better hold on the customer requirements because such 

measures could impact the win rate positively. 

9. Efforts to increase competitiveness 

This measure involves thinking on the lines of “How best can the company propose 

to solve customer problems”? This can be achieved by working towards reducing 

internal costs, streamlining internal processes, securing better agreements with third-

party suppliers and providers through superior negotiations, fine-tuning budgetary 

prices to ensure that even if a proposal is answered using budgetary prices due to 

lack of time, there are still some chances of winning it, etc. 

Through their paper on analysis of presales situation of companies producing capital 

goods, Kromker et al. conclude that consequent reuse of reliable data would have a 

particularly positive effect on the precision of cost estimation (Kromker, Thoben, & 

Wickner, 1997, p. 205). This concept can be applied at the business unit in order to 

adjust the budgetary prices by using them more often. 

10. Knowledge management & learning organization  

Insights into the strengths and weaknesses of the business unit can be obtained 

from the root-cause analysis after a bid is won or lost. Additionally, business 

intelligence can be obtained from internal software tools and systems to gain insights 

on the patterns of previously won or lost bids. The knowledge in internal systems can 

be built by consistently entering relevant bid information into them and extracting the 

information at a later stage to do better at forthcoming proposals. From the point of 

view of managers, this can help channelize quality presales efforts towards winnable 

proposals. Currently, the managers are aware of the benefits of such an approach, 

but are unable to enforce this measure. The following statement is worth noting: 

 “There is a tradeoff between „entering every bid related data in the tools‟ and 

„making efforts on winning the bids‟” (interview with the manager of presales Europe) 

Best practices propound that team members should be presented with reusable 

information from successful projects so that no time or money is wasted in doing 

identical work (Kromker, Thoben, & Wickner, 1997, p. 205). So, an effort could be 

made to implement this measure at the unit to motivate both the presales engineers 

and managers by helping them build on the previous knowledge to work efficiently. 

C. Solving problems due to personal limitations 

11. Technical and soft-skills trainings 
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Trainings can provide useful information about what actions or results are expected 

and how the assigned tasks can be best performed (Merchant & Van der Stede, 

2007, p. 84). In the context of the business unit, soft-skills trainings like those that 

can help develop customer orientation, active listening, and negotiation skills might 

go a long way in creating proposals that meet customer requirements and help win 

more proposals. Since there are external contractors and interns helping the 

business unit at the peak of presales activities, such trainings could be part of the 

induction training to help them improve their presales skills. 

Furthermore, the presales managers could be trained on how to interpret and utilize 

the information contained in the reports from Internal Management 

12. Trainings on codes of conduct  

The adoption of codes of conduct stimulate discussions on what constitutes 

desirable behavior, enhances communication of expectations and forces 

development of consensus (Merchant & Van der Stede, 2007, p. 88); however, for 

maximum effect, the messages in the code of conduct statement should be 

reinforced through formal trainings sessions, or through some discussions among 

employees and their superiors (Ibid., p. 86). The business unit uses the skills and 

expertise of external contractors who might have worked for various organizations 

which might have different codes of conduct. So, it is important to align the 

contractors to the way of working of the company and unit for achieving maximum 

benefits out of their presence at the unit. 

5.8 Analyzing the big picture (using SpainTel value chain) 

The presales process is required because of the need to customize the technical 

solution for each customer, because of the size of the sale (price-wise it could 

amount to several thousands of Euros), because of the scope of the requested 

solution (several hundred sites in many countries), and because it is spread over 

several years (commitment) so the customers want to make sure that what they are 

buying is actually what they need – both in terms of technical solution, price and 

after-sales support. This is different from the case of selling fast moving consumer 

goods like Coca-Cola where the concept of presales might not be of much relevance 

as the product is a commodity in a strict sense. 

The case study company is a knowledge based company in the services industry 

which sells telecommunication services. As mentioned in chapter 1, it is transforming 

itself from a Latin-Spanish market focussed company to a Europe-market focussed 

company. A diagrammatic representation of the value chain of the case study 

company is shown in figure 22. It can be thought of as a process chain that includes 

five major blocks, namely, product/ service development, presales, service delivery/ 

provisioning, service operation & maintenance, and service billing & invoicing. The 

process chain perspective highlights the need to have end to end efficient 
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processes. It is worth noting that for the sale of international services, which the 

author is investigating in this thesis, the sales team is not a part of the company and 

hence not shown in figure 22. As indicated in the figure, the presales and the service 

delivery tasks are handled and monitored, respectively, at the business unit.  

 

Figure 22: The SpainTel value chain  
 (Source: With inputs from the manager of presales Europe) 

The business is characterized by the need to develop and provide a suitable 

technical solution to the customer at reasonable prices. As one manager pointed out, 

it is difficult to buy time in telecom sales. Hence, it is important to be very fast at 

developing services which the customers need or will need in future. The onus for 

product/ service development is on product/ service development department. When 

a proposal arrives, it is important to understand the customers‟ exact requirements 

during presales phase in order to win the project. Furthermore, only selling the 

services is not enough. After selling, the services need to be delivered (provisioned) 

within the stipulated time to ensure customer satisfaction. Timely delivery is 

important also from the point of view of revenue regeneration (customer  billing). 

Additionally, billing has to be clear and understandable to discourage the generation 

of credit notes, which are essentially, refunds to the customer due to billing errors or 

un-met service level agreements. Talking about service level agreements, the block 

representing service operation and maintenance assumes high importance.  

Sometimes, the after-sales service takes precedence and influences the purchase 

decision of the customer. So, it can be concluded that the entire services value chain 

of the company, including the upstream and downstream activities, has to work well 

together. 

One way of looking at the execution excellence of the unit and of the company is by 

means of key performance indicators that are being monitored at the unit. Another 

way to understand the execution excellence of the company is by benchmarking its 

performance with that of competitors in the industry. The author has conducted such 

an analysis using a recent report from the consultancy firm called Gartner research. 

This report compares western European mobile operators. The case study company 

has significant presence in this region making the report highly relevant for the 

company. The summary of Gartner research‟s findings is shown in figure 23 below. 
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From the Gartner report, is worth noting that a provider‟s positioning on the “Magic 

Quadrant” is determined by factors, most important of which are, „network footprint‟, 

„sales execution‟, and „customer experience‟  (Ruud & Wallin, 2010, p. 2). The report 

mentions “an even stronger focus on the overall customer experience” as a trend 

that was evident in 2010 but is expected to become even more pronounced in 2011. 

Gartner enlists the case study company among leaders and mentions that it is 

working on strengthening its capability to execute. Gartner defines Ability to execute 

by indicating Sales Execution, Marketing execution (mind share) and Customer 

Experience as three important factors with high weighting (Ibid., p. 7). Positioning of 

providers on the quadrant shows that the company is behind Vodafone and Orange 

in “Ability to Execute”.  

This conclusion from Gartner supports the analysis and suggestions proposed by the 

author because they are aimed at helping the company achieve efficiency in 

presales execution. An important part of sales execution is the presales process and 

the author has focused on improving the win rate or efficiency of presales process, 

thereby contributing to the potential improvement in sales execution. Conversely, an 

efficient sales process is required to allow presales to be efficient. Furthermore, as 

analyzed by the author, the customer experience, and the ability to execute are 

impacted by the management control systems. Thus, this research assumes 

importance due to its potential in helping the company re-look at the management 

control systems currently implemented and to make necessary improvements in 

order to emerge stronger in the face of the changing global telecom scenario. 

However, the author agrees that that changing the workings of an organization is 
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easier said than done. A management expert Jay R. Galbraith said the following on a 

businessweek article: 

“Companies typically need a crisis to precipítate change, in the past companies that 

have been good at transforming themselves, from Nissan (NSANY) and Apple to 

Texas Instruments, (TXN) all went through a period of crisis.” (Edwards, 2006) 

A hint of similar crisis is evident in the following statement from the director of the 

business unit: 

 “At SpainTel Telecommunication Services, there was always a very difficult balance 

to be achieved – between „losing money‟ and „making profits‟. The change of 

reporting from SpainTel Latin America to SpainTel Europe is a good one” (interview 

with the director of the business unit) 

At the end of this comment, the author sees hope that the process of change at the 

company, including the business unit, has already begun. A focus on profitability, as 

mentioned in chapter 1 is, perhaps, the nudge that the business unit needs to 

streamline its operations and increase the win rate of proposals to reach its revenue 

objectives. The need to grow revenues makes the win rate even more important.  

The author learned that the company is moving from being a product-service 

provider to a solution provider for its customers. A recent research on management 

practices in solution sales suggesting a multilevel and cross-functional framework 

resting on the logic that business-to-business sales is moving away from being an 

isolated function to an integrated part of long-term customer management 

(Storbacka, Polsa, & Saaksjarvi, 2011, p. 35) seems to further corroborate the 

findings of the author on critical success factors of presales process. After all, it is 

not just about selling services. It is about creating value for customers. Authors of a 

recent article propose a way to create value using a network of collaborating firms 

through simultaneous design of product, service and organization – the PSO triangle 

(Pawar, Beltagui, & Riedel, 2009, p. 487). For the case study company, this network 

of firms could be made up of firms in SpainTel group itself (which, as mentioned 

earlier, are the sales channels for services the unit sells), its suppliers, and providers 

on which it relies to provide services. 

To conclude, management excellence is a matter of internal policy and not just the 

business environment (Bloom, Dorgan, Dowdy, & Reenen, 2007, p. 3) and 

efficiently implemented management control systems make a company agile, 

making it better suited for operating in dynamic environments. Hence the author 

thinks that the management control systems should be customized for presales 

depending upon the business environment. A valid problem (low win rate of 

presales) has been identified and researched in this study. The importance of the 

same for the unit has also been elucidated. A generalizable framework has been 

developed and specific suggestions that can improve the win rate of presales 

process at the company have been made at the end of this research. 
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6 Conclusions and Further Research 

This chapter, being the final chapter of this report, describes the outcomes of this 

research work. It discusses whether the research questions have been answered, 

the limitations of this research work, importance of this work to the company, 

contributions of this work to the body of knowledge and avenues of future research. 

6.1 Answers to the research question(s) 

As can be seen from the preceding chapters of this report, the research question has 

been answered. Towards that end, the author researched various books, journals, 

reports and internet sources to build a theoretical framework on which to base this 

study, collected empirical data at the international services business unit of the case 

study company and analyzed the findings in the light of the applicable theoretical 

concepts. The author has made logical conclusions and suggestions as explained in 

section 5.7 of chapter 5.  

6.1.1 Answer to the main research question 

The author has mapped the management control systems that were deployed at the 

business unit of the case study company according to two theoretical frameworks –  

the “MCS as a package” (Malmi, 2008) framework and the “Object of control” 

(Merchant & Van der Stede, 2007) framework. Among the important set of findings 

from this research work are the set of factors that should be taken into account in 

order to increase the win rate of the presales process. The framework that the author 

has proposed is explained in section 5.6 of chapter 5. 

6.1.2 Answers to the sub-topics 

A step further in the direction of mapping the management control systems was to 

understand the interactions between them and to evaluate them for their 

effectiveness in the context of the presales process. The author has also listed the 

problems observed at the business unit, classified them according to two schools of 

thought – behavior-focused reasons of management control problems proposed by 

Merchant & Van der Stede (2007) and drivers based on patterns observed by the 

author at the business unit. 

In order to bolster her knowledge of the presales process further, the author has 

traced the key performance indicators that were monitored at the business unit. This 

was done with a view to identify any missing performance indicators and to identify 

the critical success factors of the business unit itself. However, due to time 

constraints, the critical success factors of the combined business could not be 

identified. Nonetheless, after the analysis of the indicators, the author concluded that 

two important performance indicators were not being monitored and hence the 

author has proposed these indicators to be monitored at the business unit. 
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Furthermore, the author has proposed solutions that can be implemented to solve 

the observed problems and to improve the efficiency of the presales process in order 

to increase the win rate of proposals at the unit. These solutions also have a 

behavioral focus which is in-line with the gist of this research work and can be 

implemented without incurring additional costs. 

6.2 Scientific Contributions 

6.2.1 Academic significance 

The author has validated the applicability of two important frameworks on 

management control systems by applying them at the presales setting of the case 

study company.  

The evidence from chapter 5 of this study suggests that the author has extended the 

“MCS as a package” framework of Malmi (2008) further by analyzing which groups of 

controls are more pronounced in a presales setting. This extension is shown in figure 

17 of section 5.2.  

Another major finding of this research work was the set of factors that impact the 

presales process and, hence, the win rate of proposals at the business unit. No 

existing theory specific to presales critical success factors could be found. The 

proposed framework shown in figure 20 of section 5.6 is a step to close this gap. 

This framework, after enough validations by future academic researchers, can be 

generalized to other industries.  

Through this work, the author has identified that presales control is relatively new to 

the field of academics. This could be the reason the behind lack of academic 

literature on the topic of presales. However, owing to increasing business to 

business purchases in the field of Information and Communication Technologies 

(ICTs), the subject is gaining increasing relevance, especially for the practitioners. It 

is a valid area to be investigated, researched and documented in future. 

Finally, the author has studied the theory, analyzed the empery, arrived at the 

proposed conclusions and learnt from the entire process. 

6.2.2 Practical significance 

The author has identified a valid problem of low win rate at the business unit, put it in 

context of the company‟s business and explained the significance of win rate at the 

business unit.   

The author has analyzed the presales function at the business unit of the case study 

company with a view to improve its efficiency of execution. While doing so, the 

author identified critical success factors of presales win rate which, if taken care of, 

can increase the chances of winning the request for proposals at the business unit. 

The factors have been proposed as a framework which is highly relevant for the unit.  
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The author identified two additional KPIs for the business unit and explained the 

significance of monitoring those KPIs to improve the win rate of presales. The author 

has evaluated the current management control systems implemented at the unit with 

a view to explain what could be done to improve things in the future.  

Additionally, the author has analyzed the problems observed at the business unit, 

put them in relation to theory, organized them differently to make them easily 

understandable and made suggestions on how they could be solved or eliminated. 

These suggestions, if implemented, have the potential of improving the win rate of 

presales further.  

The author believes that the conduct of this research work at the business unit might 

also help the business due to the act of synthesizing of relevant business information 

in the form of this report. This information could be useful while planning for the 

future. The significance of this work for the business unit and for the company is 

evident from the following comments by two managers: 

“The short timeframe of less than 6 months of Upkar's internship to meet the two 

objectives of being productive for the work of the International Services Business 

Unit and to produce the academic work of a thesis on presales process has been an 

exciting challenge achieved successfully. The constant open questioning by Upkar 

on the existing processes and way of working has been of a huge interest for our 

team in particular, since we became conscious on some key basic improvements we 

can do to make our work more efficient. These improvements are generously 

proposed in Upkar's thesis. And the suggestion on main drivers to improve the win 

rate, the Holy Grail of Presales, is the real bonus.” (Feedback from Mr. Philippe 

Henri Campagne, Manager Customer Engineering International Services) 

“Congratulations for this serious work. To get access to so many people in our 

company is difficult and to read the challenges and how to face them is even more.” 

(Feedback from Mr. Ignacio Garcia, manager of a large project) 

6.3 Limitations 

Due to the very nature of this kind of work, it suffers from some limitations which 

need to be described at this stage. They are as follows: 

 Limited period of observation of empery: The author was at the case study 

company for a period of six months. The effects of a longer period of observation 

on the results of the study are difficult to estimate. Furthermore, since the 

business unit is undergoing quick and drastic changes, a longer period of 

observation might have resulted in different findings. 

 Specificity of the research environment: The research was carried out at one 

telecommunications company, and the conclusions can be generalized only for 

similar companies within the industry. 
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 Lack of concrete theory on presales function: The work involved applying generic 

management control theory to the presales setting. Unlike sales, which has been 

the subject of a lot of research in the past, presales function has not been 

researched that widely. This could have led to a non-special treatment of the 

presales function. 

6.4 Suggestions for future research  

As we move from the era of “product sales” to “services sales”, presales as a 

function seems to be gaining importance especially in case of technological high-

value services‟ sales. Whereas the arena of pure “sales” is well researched in terms 

of what are the kinds of management controls that can be used to achieve sales 

objectives, the area of presales has not yet received the attention of academic 

researchers.  

While this research has focused on the management controls applied in a specific 

presales setting of the case study company and how the win rate of proposals gets 

impacted, more empirical investigation spanning different settings and industries is 

needed in order to advance the presales body of knowledge further. The author 

hopes that future research around the model proposed for the success of telecom 

presales is used in a variety of industries to authenticate its usability for non-telecom 

presales environments also. 
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Appendix A: list of interviewees 

# Job Title Functional area 

1.  Director of the business unit Overall responsible 

2.  Manager of Business Control Financial control and planning 

3.  Manager of presales Europe Presales 

4.  Manager of presales Spain Presales  

5.  Senior manager of Internal Management Systems & Control 

6.  Manager of presales Back Office Cost base for proposals 

7.  Team member of sales operation team of 

Internal Management 

Systems and support 

8.  Manager of Operational Marketing Operational marketing 

9.  Manager Finance Finance 

10.  Human resources business partner Human Resources 

11.  Manager at a competitor of the case study 

company 

Presales 
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Appendix B: Questions asked during interviews 

Relating to MCS: 

1. Explain “control” and “management control” in your own words.  

2. What kind of control mechanisms do you use for your group? 

3. How do you see various control systems interacting? 

4. Are these management control systems effective? 

5. How have these management control systems evolved over time? 

Relating to MC problems: 

1. What control problems do you see – as a manager and as a team member? 

2. What are the reasons for those control problems? 

3. What is the most difficult part of your job? 

4. What is the one thing that you would like to change? 

Relating to KPIs and success factors: 

1. What KPIs are currently monitored at the business unit? 

2. What are the critical success factors of presales process? 

Regarding the general business set-up, systems and practices: 

1. What is your responsibility at ISBU? 

2. What is the best way to evaluate the performance of presales process and 

presales engineers? 

3. Can you share a document or power-point presentation outlining the details of 

what we discussed just now? 
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Appendices C: Additional figures referred in the report 

 

Figure 24: Skype Effect: The effect of Skype on international traffic growth 
(Source: Telegeography report, 2010) 

 

Figure 25: Crisis of IP bandwidth explosion versus revenues  
(Source: A discussion with a manager at the unit) 

 

 

 

(Source: SpainTel website 2011b) 
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Figure 26: SpainTel group and STS high-level organization chart 
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Appendix D: Survey on presales critical success factors 

For question 1 to 5, please put a tick mark (against each question) to choose your 

answer – Yes, No, or Can’t say.  

S.no Question Yes  No  Can’t say 

1 Customer engagement is important for 

increasing the chances of winning a RFP 

   

2 Pre-qualification of RFPs is important for 

focusing on RFPs that have more chances of 

being won and hence to increase the win rate 

   

3 After pre-qualification, Prioritization of RFPs is 

important to focus on high-probability and 

strategic RFPs 

   

4 Competitive prices are important for increasing 

the chances of winning a RFP 

   

5 Efficient inter-team and inter-company 

communication is important for increasing the 

chances of winning a RFP 

   

 

For question 6 below, please choose the 5 most important factors that, in your 

opinion, can increase the win rate of the RFPs in future. Please tick the 5 factors in 

the table below: 

Customer 

Engagement 

Competitor 

information & 

analysis 

Lost-bid 

analysis & 

customer 

feedback 

Effective 

communication 

between SENs 

& STS teams 

Improved tools 

and systems 

(SIGMA, etc) 

Pre-

qualification of 

RFPs 

Prioritization of 

RFPs 

Competitive 

prices 

Better SLAs  

 


