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Abstract

The ongoing change in firms’ orientations from prokd towards solutions, among other trends, cails fre-
examination of the existing project marketing cqise Based on empirical qualitative data from two
longitudinal research programmes, we identify teanges shaping the international project busiresd,
discuss how these changes challenge the existingepts of project marketing. By reporting seveiadec
examples from our cross-national qualitative dasjllustrate these changes and analyze how tHegtahe
behaviour of project business companies. Finallydiseuss these changes in the light of the exiginogect

marketing concepts and suggest how the project etiacktheory should be developed in order to kegp u
with these changes.

Keywords: Project marketing, Project business, Solutions

Anne Jalkala
Researcher, Department of Industrial Managemeiaylyaof Technology Management
Lappeenranta University of Technology
P.O. Box 20, 53851 Lappeenranta, Finland
Tel: + 358 - 5 - 621 6675
E-mail: anne.jalkala@Iut.fi

Bernard Cova
Professor, Euromed Marseilles & Visiting Profes&w¢cconi University Milan
Domaine de Luminy, BP 921, 13288 Marseille Cedé¢krance)
Tel: +033 491 827 946;
E-mail: bernard.cova@euromed-marseille.com

Robert Salle
Professor, Marketing Department
E.M. Lyon
23, Av Guy de Collongue, BP 174, 69132 Lyon, Ec@bdex (France)
Tel: + 33478 33 77 74;
E-mail: salle@em-lyon.com

Risto T. Salminen
Professor, Department of Industrial ManagementuBaof Technology Management
Lappeenranta University of Technology
P.O. Box 20, 53851 Lappeenranta, Finland
Tel: + 358 - 5 - 621 2645
E-mail: risto.salminen@Iut.fi



Abstract preview

Introduction

Firms in such industries as aerospace, constrycsioipyards, engineering, etc. are firms were thkies
creation process includes the search, preparabtiddjng, negotiation, implementation and transitimha
project. These firms thus operate in the projediriss (Artto and Wikstrom, 2005; Tikkanen, Kujaled
Artto, 2007), whose specificities call for a uniqoerketing process, which is project marketing &ov
Ghauri and Salle, 2002; Skaates and Tikkanen, 2@&)r the last decade there has been a growing stitere
in the field of project marketing, as researchesehdentified a need to depict the unique featwigsroject
marketing in relation to other types of industmia&rketing. As a result, the project marketing rededas
evolved towards a relatively stable view of thevaint marketing actions required at the level ohdividual
project and at the level of multiple projects (Caal Salle, 2007). However, the new decade shams sif
discrepancy between this established vision ofgataparketing and the actual context and actionsajéct-
related companies (Alajoutsijarvi et al., 2007).

In the global business environment, there are ségemeral trends shaping the context in which corgs
operate, such as globalization, outsourcing, anlead towards integrated solutions. Specializingain
narrowing set of core competences due to competpnessures while simultaneously answering to more
demanding customer needs is an inherent paradtheiglobal business environment (Moller, 2006).sThi
paradox is apparent in the context of project legsras well, as some project suppliers are outsguneore
and more activities or entire subprojects to exdepartners (Tikkanen, Kujala and Artto, 2007), atdhe
same time combining several competences to angatkietcustomers' requests for more extensive ofjeri
(Ulaga and Eggert, 2006; Davies, Brady and Hob@®Q7). Due to this contradiction, project business
companies need to identify complementary and dulist resources, capabiliies and competencies
possessed by different actors in the business nletf¥dkkanen, Kujala and Artto, 2007). The ability cope

in the network of actors and integrate external resesiin order to co-create value with customer ne¢wo
actors (Cova and Salle, 2008) is therefore becormimgssential success factor of project-based fifings,

the inherent paradox of the evolving business enwirent forces project business companies to adapt t
behaviour in several ways.

In this paper, we examine the changes occurrirtgarproject business and assess how these chamngjgs m
(re)shape project marketing. Our objective is tedshght on the project marketing dynamics by explp
how the project business is changing and what tlobseges mean for the development of the project
marketing theory. In doing this, we rely on twogasch programmes in Finland and France examiniveyake
project related companies in various industriesaipeg world-wide. We have gathered many weak dggna
identified in the case companies in these two rebgarogrammes, and, in an inductive fashion, vierpret
them as possible changes that are shaping theefptaject business arena, and consequently thegbroj
marketing practice and theory. We end with ten geanand describe their essential featufesillustrate
these changes we use several case examples frooramsrnational data. We contend that these teprmaj
changes occurring in the project business conggesent a challenge for the existing body of keogé on
project marketing. We discuss them and highlighgirthmajor impacts for the rethinking of the project
marketing theory. Our findings show that projecsibess companies are moving from a logic of infagen
towards a logic of cooperation, and this developgnferces project suppliers to acquire new marketing
competencies and capabilities.

Evolution of Project Marketing Research

As projects have become a dominant mode of businessveral industries, and companies have inarghsi
adopted project-oriented working methods, the tepmggect, project business and project marketingeha
received increased attention in management andatiagkresearch. A project has been defined as rtgplax
transaction covering a package of products, sesvarel work, specifically designed to create capissets
that produce benefits for a buyer over an exterpeibd of time (Cova et al.,, 2002, p. 3), and pbje
business has been defined as “the part of busihatselates directly or indirectly to projectsthwva purpose

to achieve objectives of a firm or several firm&ttfo and Wikstrom, 2005, p. 351). Drawing on therkvof
Cova and Holstius (1993), we define project marigetsa multifunctional process of managing networks
and buyer-seller interaction within and betweenjects in businesses where the value creation peoces
includes the search, preparation, bidding, negatiat implementation, and transition of a projeée thus
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adopt a broad view to project marketing by ackndgileg that projects have become a substantialgbaiie
value creations processes in several industriesnasy firms in different industries use externalivagy
projects for their business purposes (Artto and stvikn, 2005), a large part of projects include some
modularity and are not purely unique (Hellstrom &kdkstrom, 2005). The pursuit for integrated saog
(e.g. Davies et al., 2003), in which the anticipatand construction of customer needs forms thes has
building modular project offerings (Cova and Safle08) has further increased the spectrum of proype
business.

Project marketing has been studied by e.g. thearelsegroup called INPM, the International Netwodk f
Project Marketing and Systems Selling (e.g. Guat®l Bonaccorsi, 1996; Mandjak and Veres, 1998; t8kaa
and Tikkanen, 2003). Researchers in the field ofgot marketing have identified a need to depietuhique
features of project marketing in relation to othgres of industrial marketing and identified distonity,
uniqueness, and the complexity of projects as istinduishing features of project marketing (e.caridjak
and Veres, 1998). It has been particularly theufeadf discontinuity of project activities (Hadjikhi, 1996),
which has been considered central in the refleaifgeroject marketing (Cova and Salle, 2007).

Through identification of the special features objpct marketing (Hadjikhani, 1996; Mandjak and & r
1998), highlighting the major role of non-businesgors (Skaates, Tikkanen and Lindblom, 2003), and
developing a processual model of project marketidgva, Mazet and Salle, 1994; Cova, Ghauri anceSall
2002), project marketing research has evolved tdsvarcommon understanding of the essential featires
project business, which are usually taken as gdamteproject marketing studies. However, the tiadal
view of project marketing characteristics may besiioned due to the changing and varying pattefns o
actions through which project business companid¢satlyg operate (Alajoutsijarvi, Mainela, Salminenda
Ulkuniemi, 2007). Moreover, an emerging call frame tesearch literature suggests that the projedtatiag
approach should be merged into the project managewewv (Cova and Salle, 2005; Blomqvist and Wilson
2007; Tikkanen, Kujala and Artto, 2007). In ordedb that, we need more understanding of the conaid
constantly changing context of project business. &¥atend that the current state of project marketin
research is quite static and simplistic, compaedhe dynamic and changing context in which project
business companies actually operate. In this paperobjective is to shed light to the complex dyies of
project business and identify important areastieoty development by exploring the ongoing charigeise
international project business.

Research Design

The objective of the present study is to stressapects of theory development and improvement ¢i3ub
and Gadde, 2002hased on empirical findings from project businesmganies. In order to identify the
changes occurring in international project business adopt the multiple case study methodology
(Eisenhardt, 1989; Woodside and Wilson, 2003; Hiaedt and Graebner, 2007) by combining data from tw
on-going European research programmes focusingrajegb business characteristics. In doing so weshav
made a move in a different directiontire use of case study research from the traditidh@lapproach based
on a single, unique in-depth case (Hakansson,et@19) to one employing various instances.

The selection of qualitative and discovery-oriemegthods is appropriate especially when studyingptex
change processes (Eisenhardt, 1989). Thus, thedphauttase study approach combining data from two
different countries gives a rich picture of the dymcs and changes occurring in the internationajept
business. Semi-structured on-site interviews widy knformants, focus groups, and reviews of interna
information have provided the data for the Finniskearch programme, which focuses on examining the
business characteristics in four companies operaitina complex project-oriented process technology
industry. Action research is the basis for the kemgn programme that the French authors undertalte w
major companies operating within B2B markets inogpace and construction industry. Interviews with
managers taking part in the marketing process lmen the main source of the data collection. The
researchers stayed in the companies for several, dagluding training; this helped in understandihg
overall context in which the marketing actions takece.

The gathered qualitative data has been interpréteslgh an inductive approach by using traditional
techniques for qualitative data analysis. The figdihave been derived by identifying patterns ¢dibadn
several case companies and interpreting these wigalals as general patterns occurring in the projec
business environment. The illustrative cases haes Iselected among other possible cases in ordkpiot
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each identified change through revelatory caserigg®mns. In order to address the challenge oftéyettories

vs. better theories” (Dyer and Wilkins, 1991; Eisardt and Graebner, 2007) in case study researeh, w
develop the theory in the sections in such a way #ach is supported by empirical evidence. Thus, t
overarching organizing frame of the paper is th@uative development of theory, and each part o thi
theoretical development is ‘demonstrated’ by evigefnom at least one of the cases.

Proposed On-going Changes in Project Business

In the following we describe identified changesuwcag in project business, together with illustratcase
examples from our cross-national data. These clsaagemultifaceted; they are related to the suppide, to
the buyer side, and to the context of project lmgsn We do not argue that all these changes exial i
project business companies. Instead, these tremdsecseen as going across several industries.

Changing role of customer network actorsin the definition of projects (1)

The role of third parties around the customer, sastengineering offices, arbitrators or consultamtthe

early phases of project construction has changbdsé types of actors are now mobilized directlythsy
supplier and they are integrated into the solutesm. Instead of being active co-constructors (rgss
which is increasingly being led by the supplier dimel customer in co-operation), third parties are being

mobilized by project suppliers, who have adoptesies@f the integrating tasks traditionally owned thg

third parties. As a result, third parties, beingibhass or non-business actors of the customer rietweem
‘less active’ in the design and construction ofj@cts, but they are still important. Even thougidiparties
are involved very early and all along the projegtle, they do not have the same kind of role asreef
Instead of trying to influence and create credipiimong actors of the customer network, projepipBers

have increasingly adopted the role of an activegrator, whose main task is to mobilize these acgtoorder
to deliver value for the customer.

Case BOC Defence

BOC Defence is one of the major players in therdeféndustry. It is a financially sound privateémational
group of medium size, present in more than sevantgtries on five continents. Its marketing objexiis to
anticipate the future market for defence equipmegivgn worldwide geopolitical movements. BOC Dedenc
has decided on a ‘go’ for the Australian market,b® confirmed by a call for tender for a set ofethel
equipment 6 or 7 years hence. It is important ttfpout that the Australian market, like a largerpaf
South-Eastern Asia and Oceania markets, has bdativiedy inaccessible to BOC Defence up to thisipii
time. BOC Defence sets up actions known as presiment, which, in addition to the search for poéti
support, are identified as small development ageremfor taking up positions and creating internagegi
links in the network of the customer, the Australlmed Forces. It is therefore more of a stratedy
industrial presence than one of counter-trade. Adyexample of this is the research agreement sigrtbda
Sydney university laboratory to develop a technplpgbgram together. As a result of its relationshijth
BOC, the laboratory has co-created new softwardieptions that are beneficial both to the laboragand
to BOC, developing its position in the customdwoek. In addition, the applications developed thisy are
going to be used in the proposition to be madé&eoctustomer, thereby facilitating BOC's sales ajagio

Rapid changing of actorsin the customer base of a project supplier (2)

During the past decades many companies operatirgrdject business have witnessed a clear trend of
consolidation in their customer base. Project lsgsrsuppliers are facing rapid changes in thetomer base

in terms of mergers and acquisitions, for examfsgea result, project business companies are opgratith

more complex customer organizations than before dustomer bases of project business companies are
constantly changing and more dynamic, and thus rdiffieult to cope with. This change is not specifo
project business, it is occurring in many industrigut it has a specific impact on project busirkssto the

long time frames of project activities.

Case Systel

Systel is a Finnish company that is one of theitepdlobal providers of process technology solusidor
global mining and metal industry. The nature of doenpany’s projects varies from technology packdges
large turnkey project deliveries, which often coiser a large share of the company’s revenues.
Consolidations and mergers shape the business a@magnt in which Systel operates recurrently. This i
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illustrated by the fact that the company itself laaselatively brief history as an independently i@ieg
entity, as it was previously a part of a larger gpo In recent years, the company has faced higbalwtation

in its customer base as well, which has createdomahallenges in terms of customer relationship
management. The customers have become larger, pmaerful players with engineering offices as
intermediaries between them and project suppli€he effects of this process are further strengtiehes to
the highly cyclical nature of the business, asdbmand for the company’s projects is mainly dritsgrthe
overall activity in the mining and metal industrieshich is in turn affected by the global supplydan
consumption of metal industries. As a result, lesitie actual customers (mining and metal provijdéngere
are many major actors, such as end consumers, raetsland raw material producers that shape the dema
for projects.

Case Airbus

When Airbus launched its A380 project in the 1a889s, Boeing held a monopoly position in the dieci
HCLA (high capacity long range aircraft) segmenhieh allowed them to 'milk’ the segment, i.e. targk a
substantial premium and use the proceeds to cnassidise sales on other market segments (theredating
high price pressure on Airbus sales in these setsheand to be the only company able to offer hréuige

of aircraft to major commercial airlines (denyingridus recognition as a full supplier by those majorEven
though Boeing and Airbus market forecasts generafiyee on the overall size of the market, Boeing
professes a somewhat different view on the HCLMeryg They believe that new medium-size aircraft ca
offer long-range services economically, and thatgemgers will prefer these to larger size airctafbypass
hubs and fly 'point-to-point’. Airbus, on the ottreand, believes that this fragmentation may ocbut, that
large city routes will continue to carry increasiq@pssenger loads, in connecting flights and ‘origimd
destination' flights. According to Philippe Jariijrbus Senior Vice-President for Product Policycertain
number of trends which are expected to shape thekenhdor HCLA in the future could explain these
differences, but he states that this is also erplalie by the fuzziness of the consumer base ofwthe
companies. A new aircraft conception cycle lastenfrc5 to 10 years, and airlines expect to use thmesa
aircraft for a further 25 years. For the A380 profethe kick-off CFG (Customer Focus Groups) meetok
place in Carcassonne in June 1996; 16 commerciéihas were involved and the objective was to nenadi
possible questions of interest to customers abloaitspecific features of A380 (high gross weightgda
dimensions, three decks, 'short' fuselage, longywiot chord). Of the 16 airlines involved in thiist CFG
meeting, 6 have disappeared during the last detadause of failures and mergers. In the meantinmevk
Asian airlines have become major clients of A38teyTdid not participate in the kick-off meeting ahd
definition of the project.

The changing buying process and increased risk factor (3)

Mergers and consolidation among project compantestomer bases have led to larger buying entities
allowing customers to use their most skilled angegienced buyers. Additionally, project buyers have
increasingly invested in the purchasing functios,tlle monetary value of the purchased components or
subsystems is high, and thus includes high rigksa result, the professionalism of the buyersihasased
and their strategic role within the customer comphas strengthened. At the same time this has had a
impact on the suppliers. Purchasing managers are aguipped to negotiate with suppliers, who arelin
obliged to share the risk and take a risk withrtkestomersThis means that more and more financial risk-
taking by the supplier is involved in the projecanketing process. Sharing risks can be seen asudét of
changing balance in power between the suppliertla@austomer. In conclusion, the change in the Igrpp
approach results from the power balance. Anothpla@ation may be that customers have radically gban
their supply strategy. This is typically the casighwPFI (Private Finance Initiative) or PPP (Pulifidvate
Partnerships). PFI or PPP is one way for governsnenincrease private sector involvement in thevigion

of public services. In the following case, the oanstr had to pay a kind of ‘annual rent’ to a cotisor
which designs, builds, maintains, operates andiéiea a building specifically designed to this costn The
consortium assumes the risks.

Case City of Lille

Recently, the City of Lille (in the North of Frafhderned to a PPP procedure for the procurementcpss of
a 50 000-seat soccer stadium.Three private cores@atichitect + contractor + financers) were selettend

submitted a proposal. The winning consortium prepothe following bid, which is close to a BOOT [ghui
own, operate, transfer) agreement: it will inve807million euros and get a return on investmenotighthe
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annual fees paid by the City of Lille (14.3 milliearos), the soccer club called LOSC (7.5 millianos), and
by diverse earnings from advertising, the orgamjzof events, and the running of a shopping malke Th
consortium also controls the naming of the stadiuen,the fee paid by a company to couple its neotbe
one of the stadium (for example the Emirate Staditirsenal or the Allianz stadium of Bayern Munghe
In 31 years the stadium will become the propertthefCity of Lille.

From project orientation towards customer orientation (4)

Increasing the frequency of transactions with austis is an important objective farany project business
companies. As a result, project suppliers seenate fbecome more customer-oriented than beforerder o

to coordinate their activities with increasingly ngoglex customer organizations, project companies are
adopting key account management programs, and rideniaational mode has been developed to operate
more around customers than projects. As a resolte mnd more project business companies are keyiatc
organized instead of project-organized. Thus, it ba stated that many project business companes ha
shifted from a single project oriented perspectiowards a more customer oriented one. Maximizirgy th
profits of a single project is no more the primgayget; instead project business companies ainmirgibg
superior value to the customer throughout the whostomer relationship.

Case Systel

Systel, a European technology provider for the ngnindustry has recently adopted a customer lifelecy
model, according to which it strives to be a lorgat partner for its customers, helping them to reamthe
efficiency of their production plants throughoueithlife cycle. The main reason for adopting the Icycle
model is that the company is striving for growthimha among its existing customer base, due to the
saturation of markets. As the time span betweeuahgrojects with the same customer is often veng|
even more than 20 years, the life cycle model deduseveral service components designed to brittg ex
revenues and maintain the customer relationshigvbeh projects. Such services include auditing aumeie
services, through which the condition of the custéenprocesses and maintenance practices are etelua
and guidance is provided to their operations perssnOn the basis of the auditing results, Sysiel affer

its customers improvement and upgrade solutionthénform of plant automation, process and equipment
upgrades, and operator training.

Customer-oriented project delivery and implementation (5)

Project business companies have acknowledged tlwat gxperiences and customer satisfaction duriag th
project process can result in increased customgitioand good customer referencéherefore, project
companies take increasing case of the quality efgioject delivery process and the satisfactiorthef
customer during the project implementation phas&telhd of focusing only on sales efforts and wigmiew
projects, the marketing function in project bussnesmpanies has become more important also duneg t
project delivery and execution phases. Project emgs have found that the implementation of thgepto
must be managed by marketers, not just the prtgact. As a result, in many project business orgdioizs,
project sales and marketing functions are now rirdegrated to the execution and implementationrofguts
instead of forming a separate function. The sanagh can be found in the construction industry when
comparing the traditional approach based on afoaltender to select the contractor with the apghoaf
integrating upstream or downstream phases. Intiwadi approaches the task of the project salestifom
ended when the company won the contract. The greges function was not involved in the buildirttape.

In the emerging design and build (D&B) approaches, same individuals are involved throughout the
project.

Case Logtel

Logtel, a Scandinavian manufacturer of heavy matdrandling equipment for logistics operators hasefd

an increasing need to focus on customer satisfadiering the project delivery and implementatioragés.
The company operates globally through a complexirbased organization and provides large material
handling equipment for ports, harbors, shipyardsl #ime offshore industry. The company has facedtsitus
where customer satisfaction was lacking becauseooisistencies in interaction with the customemiaen
the sales and project management. As a resulinidrg&eting and selling functions have recently bexopry
interested also in the project delivery phase.rteo to improve customer satisfaction, the compaay taken
actions and implemented development projects toarm#h the consistency of customer relationship
management and internal communication of customérrmation. Now the company has changed its
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operations so that the marketing and selling pensbris more involved in project management througho
the whole customer relationship from the delivemgge to hand-over and training.

Dual upstream-downstream movement of project suppliers (6)

In addition to the core project itself, companiegolved in project-type business often offer toigesand
plan the project together with the customer andiigeoservices to operate, maintain, and even fieahe
project during its life cycle. Thus, many projecippliers are involved in the pre-requirements andhe
customer requirements definition of the project] ahthe same time they are involved in the poptedenent
customer support, through maintenance, upgradiamirig, or even marketing. For example company may
be selling projects to customers abroad and asdhee time help these customers to find end cussoaret
markets for their products. Thus, it can be seem pnoject business companies are trying to go ok
more upstream and to participate in the definitbrcustomer requirements. At the same time theyalse
going downstream by providing services and othemehts after the project. This marriage betweetregs
and downstream logics has resulted in a widenel® sifaoperations that require new skills from pobje
business companies.

Case B Construction

B is a French group operating in the constructiowlustry. B is ranked in the top ten companies ia th
industry in the world. Since the 1990s B has faduige change on the customer side, which has iegac
the supply side. In construction industry the ttadial approach for buying projects is based onragess
which separates the design phase and the realizgtiase of a project. In the design phase, theooust
generally turns to an engineering company, whicliinds the project specifications. The engineering
company is often selected by using a call-for-tequtecedure. Then the engineering company helps the
customer to choose the contractor who will realize customer's project. This choice can be basethen
call-for-tender procedure as well. This sequenéipproach leads to an adversarial relationship betwéhe
different actors involved in the process. They teendkfer to the contract, thus trying to limit thesks. As a
consequence, many conflicts concerning for exampddity, costs, and delays may occur. Due to thgh hi
risk of conflicts involved in this type of buyinggedure, the buyers in the construction industatyénadopted
new alternative approaches, based on a greategmatéon of the different phases in the value chafinthe
project. This integration can be upstream (desigmage + realization phase), and/or downstream
(maintenance phase + exploitation phase). It caspahclude the financing of the project. These ioé
integrated approaches (upstream, downstream arahfiimg) can be found in cases of PFI (Private Ficean
Initiative) or PPP (Public Private Partnerships)h&se high value approaches are mainly developebidy
companies, such as B.

Enlargement of the offering (7)

This trend includes three intertwined dimensionserilargement of the contents of the offering aivérdity
of the elements of the offering; 2) enlargementhaf target of the offering with stakeholders insatel
outside the customer, and 3) enlargement of theaum partners on the supply side.

The increasing demand for complete solutions antajloffers has made project marketing companies to
expand their offerings to services and other aoldfiti elements. The offerings of project businesapanies
now include elements previously produced internbiiytheir customers, such as training, system opera
financial arrangements, and even legal servicepedially, the role of services has become an inaobrt
element in many project business companies’ offrit\s a result, elements of the offering are naiverse
than before, including products, services, findnsevices, and legal services. The second dimensie
enlargement of the target of the offering with stadlders inside and outside the customer, is ilitesti by the
fact that offerings are increasingly dedicatedatis§y many different actors in and around the @usr. The
client surface is no longer just made of the clibat of the network surrounding the client.

Case Larox

Larox is a Finnish company which supplies solidfigh separation equipment and related services ® th
mining and metals industry and the chemical procedsstry. The company has widened its servicefgut

in order to satisfy a wider range of customerstdiion needs. The company offers its customdrservice
cooperation agreements, including preventive maemee and spare part logistics planning, the actual
service procedures, optimized spare part serviaed, emergency servicéBhe company’s primary strategic

7



Abstract preview

goal is to increase the share of after sales seraicthe total business. As a result the compasyhdened

its service offerings to include various technigald modernization services, such as inspection and
maintenance, training and consultation, equipmegibcation services, and documentation services. The
service function also includes buying and selliegond-hand filters for customers. The companyédvas
required the needed knowledge and expertise totaiaiand modernize competitors’ equipment.

Case Batir

Batir is a small building-contracting firm in theo&h of France. For a project of new housings twét be
built on the old stadium field of La Roche, a smdlage in the South of France, Batir has devetbpe
proposal which aims to serve many actors aroundctite customer, the town council. The announceifent
the sale of the football stadium for housing plpserated much discussion in the village. Thegalfa soon
started to complain about the construction thaythwuld have to endure. They discussed the maitierthre
mayor and the municipal councilors. Batir asked ithgidents of Les Risées, the housing estate hiagddre
stadium to the North, whether they wanted to buysplNo one was interested. After that, Batir wensee
them individually and ask them whether they woednberested in extending their land by buyingrg stf
stadium land at the purchase price. Six of the teigbidents of Les Risées were indeed interestatisn
proposal. Consequently, the six owners became sigopoof the project and regularly visited the town
council to lobby for the project on behalf of Baifiihis company was the only one to offer a propthssiwas
acceptable to the town council and it won the..

Branding in projects (8)

Branding had received little attention in indudtrizarkets before 2000 (Mudambi, 2000), and esdgdial
project marketing branding has been a neglected &l@wv we can see branding emerging in projectiessi
at two different levels, the decision making le(iehmaterial level) and the user level (materialelgv The
more companies are selling complete solutionsptbie is the brand needed to build trust to asreriajor
decision makers in the buying company. Howeverngthe always materiality inside the solutions. Cusgr
organizations pay attention to the brand also lsxaif the users’ requirements. The users in thgetar
customer companies and their brand perceptionkeoktipplier's material solution are play an incireglg
important role in winning new projects.

Case Logtel 2

Logtel is a Scandinavian company that provides derpeavy cranes and other material handling eqeipim

for ports, harbors, shipyards and the offshore stdyt The deliveries of large cranes are long petgethat
may take from seven months up to two years. Logtapetes on a relatively higher price premium titan
competitors, which requires justifying the higheice of projects for potential customers. In mangject
sales negotiations Logtel has learned that the erarssers in the customer company have demanded
specifically Logtel, and expressed their reluctatweise any other cranes. Managers of customer aarep
have reported that their workers are not willinguse any other cranes, due to the reliable antndjeished
reputation of Logtel. Thus, users’ perceptionshaf Logtel brand in target customer companies hdagel

an important role in winning new projects for Logte

Shift from references to super-references (9)

While having positive references has become modenaore important, also the effect of bad refererzes
increased. Because of the quick information flowween companies, also bad news spread fast indhleetn
The impact of positive and negative customer refege on the acquisition of new projects has thezefo
strengthened. A positive super-reference can karded as an extremely influential customer relatgm that
has a substantial influence on winning new custenmghis kind of relationship can be based on ag®dng
customer’s successful adoption of disruptive tetmyocombined with the supplier’'s very good serviée
super-reference in the field of a new innovativehtelogy may even alter the whole business logithef
industry because of its impact. Alternatively, @eureference can be born when winning a very inaoor
global customer and establishing a strategic pestigtype customer relationship with it. In bothses a
very well managed customer relationship that cafrdedy shown to markets and can be utilized effett is
the key for creating a super-reference. In the chss ideal super-reference, both disruptive tetdgy and
important global customer are involved simultanggustrengthening the network effect of the custome
reference. At its extreme, a new (super) referanustomer works as an extremely credible and repautab
advocate or testimonial not only for the projecpmier, but for the project suppliers’ partners and
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subcontractors as well. Generally, first referepiagects in areas of new technology or applicagiomcrucial
for project business companies and thus most likely into supereferences.

Case Eiffage

A huge viaduct designed by Norman Forster and Rastiia very famous engineering company specialized
bridge building) was built in the center of Fran@dillau city). This viaduct was meant to facilitatee traffic

by joining two hills. The first specifications (&, technical characteristics, feasibility) werefihed in 1987
and the viaduct was delivered in 2004. This viadsctexceptional because of its dimensions and its
architecture. One of the pillars is 245 meters hitite highest in the world. The deck and beamsinabm at
270 meters. The most recent technologies were U$edconsequence is that Eiffage, which was religtiv
unknown, compared to the two other big groups ian€e (Bouygues Construction and Vinci), is now well
known. Its name is associated to the Millau viadlistfame has helped Eiffage to win exceptionajguts in
the construction industry, such as a recent stadinniille (North of France) which contains a lot of
innovations (700 millions €).

Case Systel 2

Systel, a Finnish provider of process technologytiEms, operates in the mining and metal indusfrige
entry into the market is fairly difficult, sincequen technologies and references are prerequisitesuccess

in the industry. Even though Systel has an estaddismarket position and long traditions working as
technology provider, the significance of customeierences remains high, as the company is congtantl
investing in developing new innovative technoladirge to mergers and acquisitions, the mining itigusas
developed into a relatively close network, where dlstors know each other well, and both good andl ba
news spread fast. Thus, due to the increased nkitvgprand information flows between customer
organizations, references have become even moisidethan before in the industry. At present, &yist
targeting new customers for a new innovative hyaraiturgical process for producing high-quality qugy
directly from sulfidic copper concentrate. The néschnology allows skipping several phases in the
traditional value chain, and most likely alters thesiness logic of the industry. Currently, Systeh a final
phase of negotiating a contract for delivering ffirst process solution, and thus is about to get finst
reference customer for this new innovative techgaloAccording to company representatives, the first
customer for this new technology gives an accesa teveral new customers, because it proves the
functionality of the new technology and thus reduibe risk of potential customers. Systel has aart of
subcontractors whose deliveries may account famash as half of all the deliveries in the projeldte new
customer relationship can be regarded as a "supéerence" because it opens markets not only faelSys
but for other companies of the process technoldggter as well.

Plurality of marketing situations faced by companies (10)

Despite of the increasing importance of projecetyjusiness, companies operating in the field @ dad
less purely project business companies. The nurabéraditional project business companies delivgrin
solely complex project transactions is actuallyidishing. Instead of delivering only large complaojects,
companies involved in international project businese nowadays at the same time project marketers,
solution providers, equipment providers, serviavfters, and sometimes even product marketers.

Case Safran

Safran is a high-technology group, organized inrfbtanches: aerospace propulsion, aicraft equipment
defence security, and communications. It has 57d¥@iployees in over 30 countries, and annual rev&@nue
exceeding 12 billion euros. Safran’s Aerospace Bigipn branch groups all design, production, maithgt
testing and MRO activities concerning propulsiosteyns for airplanes, helicopters, missiles and ¢wun
vehicles in the civil, military and space markeSafran’s Aircraft Equipment branch groups all desig
production, marketing and MRO activities for sysdeand equipment used in civil and military airplarand
helicopters. In these two branches, dedicated twesdhe aerospace consumers, Safran has several
constituent companies, such as Snecma, MessiettBugaboméca, etc., that could serve the samé&ousr

but with totally different marketing approaches awmiflering strategies. Safran has developed a matix
position the diverse market situations its constitucompanies are facing (see figure 1). On théograxis,
Safran differentiates market-driven demand situsgilow importance of non-business actors in thesien
process) to government-driven demand situationgh(linportance of non-business actors in the detisio
process). On the horizontal axis, Safran differatets standardized offering situations (producte)rfrspecific
offering situations (projects). The coupling of tivo axes determines several major situations wbéd! for
different marketing approaches. Figure 1 depictsneples of marketing situations faced by the SaBesup.
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SPECIFIC OFFER STANDARD
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actors)

Figure 1: Examples of marketing situations facedhgySafran Group
Discussion

The objective of this paper was to examine the gbarin international project business through wros
national data from two longitudinal research progreges. As a result we identified ten changes shatbiag
project business environment. In the following, aisecuss these changes in the light of the exigtnogect
marketing research. Table 1 summarizes these tamgels and their suggested implications for theeptoj
marketing theory.

Table 1 Summary of the identified changes and ih@itications for theproject marketing theory

Identified change Implication for the project marketing theory

e Changing role of customer network - From network management to network mobilization
actors in the definition of projects (1)

« Rapid changing of actors in the - From “territorialized” milieus to global constations
customer base of a project supplier (2)

« Changing buying process and the- From bidding procedures to risk-sharing approache
increased risk factor (3)

e From project orientation
customer orientation (4)

« More customer-oriented
delivery and implementation (5)

« A dual
movement of project suppliers (6)

* Enlargement of the offering (7)
« Branding in projects (8)

+ Shift from references

towards - From project portfolio management to key accounts

management

project - From the management of discontinuity to the

management of continuity

upstream-downstream - From an upstream logic to an upstream/downstream

logic

- From project offering to solution offering
- From corporate reputation to branding strategies

to super- - From references to systematic building of network
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references (9) position

« Plurality of marketing situations faced - From project marketing to total marketing
by companies (10)

The first identified change, the changing role of customdiogk actors in the definition of projects, is
related to the notion that project business suppl@ave increasingly adopted the role of systemgiaitors
(Davies, Brady and Tang, 2003; Davies, Brady antddgy, 2007). This change demands new capabilities
from the project suppliers as, instead of onlyueficing and convincing the third parties, the gbilo
integrate and mobilize a range of these actorsresa key activity (Davies, Brady and Tang, 2008viBs,
Brady and Hobday, 2007). The project suppliers mesd to create specialized divisions, units antViithaial
projects to mobilize the actors in the customemwndt and integrate their resources for projectsiusl
instead on identifying and influencing customerwak actors, thecoordinationand mobilization of these
actors becomes central. For project marketing th#os change reflects a shift in orientation froetwork
management towards network mobilization.

The secondidentified change, rapid changing of actors in tustomer base of a project supplier, is in
accordance with recent findings on project buyinbich highlight the dynamic nature of a buying netiw
(Owusu and Welch 2007). In the existing project kating research, understanding the processes and
dynamic aspects of the project ‘milieu” (Cova, Maaed Salle 1996) has been identified as beingn&rale
managerial task and a key success factor for grogsiness companies (Skaates and Tikkanen 2008). T
rapid changing of actors in the customer base miogect supplier seems to make the task of undedstg
and anticipating the actors of the milieu even nmagmanding for project suppliers. Due to the ingiregly
global nature of customer organizations, it cao &k questioned whether project milieus in theiditional
sense, as a local collective of the relevant bgsiramd non-business actors (Cova, Mazet and 3846),
exist anymore. From traditional “territorialized”illaus project marketing seems to shift towards atyit
global constellations.

The third identified change, the changing buying process thadincreased risk factor implies that project
marketers need to pay more attention to the negmtigrocess and risk management (e.g. HadjikH248;
Murtoaro and Kujala, 2007; Fan, Lin and Sheu, 2008skinen and Makinen, 2008). Because of the high
influence of financial criteria in project businepsojects have to be targeted very carefully ey shppliers
(Messner, 1994). On one hand, projects have toelsvant for the investor side in terms of returms o
investment, and on the other, projects have toftidemt for the customer side specifically in thase of
integrated solutions. In these cases, the supglieommitted to the ‘availability of an industrietjuipment’
sold to the customer. Consequently, it has to maiitagown resources and the ones from its parineseder

to reach the required availability. In the casdP&i or PPP, the risk is higher because profitabitiainly
depends on the quality of operation managementid@gtipplier during the duration of the contrade (Giycle
cost). For project marketing, this change impliesshift of focus from traditional bidding proceeds to risk-
sharing approaches in the early phases of thegbidg cycle.

The fourth identified change, the shift from project orierdat towards customer orientation, has been
highlighted also in studies of project managemeng.(Hellstrétm and Wikstrém, 2005). According to
Hellstrém and Wikstrom (2005), customer orientati@guires moving from the owner-view of project
management towards a contractor-view of projectagament, where the customer relationship becomes a
key issue in addition to time, cost and qualitypé&ally in the quality sense, account management
approaches (such as key account management ot gybaccount management) will became more relevant
approaches in project business (Pardo, et al.,;280i6 Zou and Cavusgil, 2004). Thus, from the viefv
project marketing, this change seems to call foraasition from the project portfolio managemenpragch

to a key accounts management approach.

The fifth identified change, more customer oriented-projetivdry and implementation adopted by project
suppliers, is related to a customer-based approbploject organizations (Pinto and Rouhiainen,120éhd

to the more general notion dinding a common interface between the project met@ng and project
management views (Cova and Salle, 2005). In thige tgf customer-based approach, the core lies on
managing relationships between the customers ansubpliers (Pinto and Rouhiainen, 2001). Thisiregua
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reflective and responsive approach towards theomest from the project management function during th
project (Hellstrom and Wikstrom, 2005). The countins process of maintaining the customer relatipssh
throughout projects, as well as during and afterravey periods, seems to reflect a shift in themtation of
project marketing from the management of discoiiirto the management of continuity in projects.

The sixth identified change, a dual upstream-downstream mew of project suppliers, means that project
marketers need to acquire a widened set of skilld @apabilities. The marriage between upstream and
downstream logics has resulted as a widened sdcatgerations, which require new skills from project
business companies. According to Davies, Brady &adg (2003), companies need system integration
capabilities, operational services capabilitiesiess consulting capabilities, and financing capias when
moving towards integrated solutions. Windahl andkdraond (2006) add another capability: managing
external resources in order to elaborate the offsri(the integrated solution), because one comjsanpt
able to have all the components and subsystemailtbdsolution alone. From the traditional upsindagic,
project marketing is thus moving towards a duatngasn/downstream logic.

The seventhidentified change, the enlargement of the offeriogn be seen to reflect the rapprochement
between project marketing and solution businesyd@mnd Salle 2007), and is related to the emergeinite
service dominant logic (Vargo and Lusch, 2004; lbuaod Vargo 2006). This change seems to undermine
the discontinuous nature of project marketing. Phgject marketing research has traditionally cosisd
discontinuity as typical to project business relaships, with the exception of “sleeping relatiapsh
referring to cases of continued buyer-seller depeod after the project completion (Hadjikhani, 1996 a
consequence, overcoming the demand-related disadgthas been considered as a major strategiolgmo

in project marketing (Skaates and Cova, 2004]),the management of discontinuity between the &ippl
and the customer has been the focus of interes¢varal project marketing studies (e.g. Hadjikha8b6;
Cova and Salle, 2000). In the light of this changeeems that the problem of discontinuity hasntaegely
tackled by developing the offering to include eletsehat can be served to customers between BoEatn

if discontinuity still remains in project-based ugdry, due to the inherently discontinuous natungrojects, it
seems not to be the central problem as beforetadile shift in orientation from project offerings solution
offerings.

The eight identified change, the emergence of branding ojepts, is related to the growing importance of
branding in industrial marketing in general (Mudamboyle and Wong, 1997; Low and Blois, 2002;
Beverland Napoli and Lindgreen, 2007). The studiedranding in industrial marketing suggest thates!
perceptions of the service aspect (Ballantyne aticeA, 2007) and a promise-centric approach olvdelg a
total solution to the customer (McQuiston, 2004 anportant aspects in building a strong indusfralduct
brand, whereas brand intangibles, such as expeiristworthiness and ease of doing business grertant

in building an industrial corporate brand (Websted Keller, 2004). For project marketers, this ¢gfeanalls
for a shift from focusing on corporate reputatioridcusing on branding strategies.

The ninth identified changea shift from references to super-references, sdemsflect the increasingly
networked nature of many project business indisstiehich has been highlighted by Owusu and Welch
(2007) in their study of buying networks in projdmisiness. In the networked project industry, efee
projects are important in building a supplierswetk position (Hakansson and Johanson, 1992; H&kans
and Snehota, 1995). The essential task of a prejgaplier is trying to plan and build a super-refere
systematically, thus building a positive imagetséif (Chun, 2005). At the level of a single prdjebe idea

is to build a critical mass of credibility in thges of the customer (Salminen and Moller, 2006 )imeing

the reference value of the customer relationshégkélla, Salminen, Helm, 2007). At the level of ripié
projects, the supplier has to maintain its refeeeportfolio by continuously monitoring and nurtugithe
existing reference customer relationships, alsevéet projects. By effectively communicating refees
(Jalkala and Salminen, 2008) and the supplier's patence (Zerbini, Golfetto, and Gibbert, 2007), the
industry becomes rapidly aware of the supplier'pesueference, which presumably builds the supgplier
image and reputation as a capable supplier, arsl gbaitively affects the supplier's network positi€®f
course, there are also some risks if very specij¢gts are repeated many times (e.g. a projegisngan be
considered only as special constructor with a Ipigbe). All in all, this change seems to refleat fiact that
project marketing needs to shift towards systenatiltling of the network position.

The tenth identified change, the plurality of marketing siions faced by project business companies,
demands a multifaceted marketing strategy fromeatopusiness companies, which has been highlighted
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through the four-portfolios (customer relationshigtwork relationship, sales and delivery, and rofte
development -portfolio) framework (Tikkanen, Kujaad Artto, 2007). The plurality of marketing sitioas
sets new challenges to the project supplier'staslito design its project organisation for thec#fipekind of
project business the supplier is involved in (Aldgyjarvi, Mainela, Salminen and Ulkuniemi, 2007hiléy,
2006). This change calls for a shift in the appho@om traditional project marketing to total matike.

The existing project marketing research has idedtitlifferent approaches that project marketinmdircan
adopt in relation to approaching customers, dewetpphe offer, and managing their relationshipsthie
milieu (Cova and Hoskins 1997). They may eitheiciate and learn to comprehend the competitivaare
and the rules of the game (deterministic approamhhecome actively involved in shaping the contpeti
arena and the rules of the game (constructivistagmb). Based on the findings of this study, inseéhat the
deterministic approach is not an option for mangjgeut business companies any more. The projechésssi
industry seems to move from traditional view in gfhthe objective was to go beyond the call for ézriuy
anticipating to new approaches in which it is thieiaction developed very early (in the projectl€yavith
different stakeholders that allows to co-define tlagure of the project. In this transition, theligbto shape
projects appears to be central. In the light ofittemtified change it seems that project businesspanies
need to adopt a highly constructivist approachrdeoto succeed in the new business environment.

Conclusions

The purpose of our paper was to examine the chasgesring in the project business context, andssess
how these changes might (re)shape the project tiragkéheory. Based on empirical data from two redea
programmes, we identified ten changes shapingitieeniational project business.

At the managerial level, these changes seem tocdtelithat project suppliers have to include new
competencies and capabilities in order to succeethé dynamic project business environment. Attleas
system integrator capabilities, customer relatignsinanagement capabilities, as well as networking
capabilities seem central in the light of the idiesd changes.

At the theoretical level, the identified changesmeto strengthen some of the features of the toaait
characteristics of project marketing, weakening sahthem at the same time. Discontinuity is deseel
due to the increased role of services, whereas lexitypand uniqueness are increased due to chdnghe
customer network actors and the increased roleoafoastruction. However, there is a simultaneouft sh
towards increasing repetitiveness in projects thhoomodularized project solutions (Hellstrom and ®¥i&m,
2004; Hellstrom and Wikstrém, 2005).

All in all, these changes seem to reflect the ghifproject business suppliers’ orientation frorfiuancing
customers and third parties towards cooperating wiem (Cova and Salle, 2007). It seems that projec
business is moving from the logic of influence tlogic of cooperationin addition, all the identified changes
seem to drive us towards a conclusion that actuttiglitional “orthodox” project business companie$o

are selling projects to order, are becoming rarstead, we are witnessing an emergence of compamhies
are adopting and combining the operational modeystem integrators, solution providers, and npritiject
organizations.
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