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Abstract 
Outsourcing a sales task instead of an entire sales function has gained popularity among 
companies operating in B2B markets. Sales operate right in the customer interface which 
makes it a critical business function to outsource. However, prospecting as a sales task 
requires little firm related expertise and more technological related one, which makes it 

attractive to firms to outsource. Current research in outsourcing outcome determinants 
has a considerable gap in terms of a timely phenomenon of a sales task outsourcing. 
 This study utilizes a framework, created by Lacity et al. (2016), that concerns 
outsourcing outcome determinants when outsourcing an entire business function and 
expands the current knowledge by exploring such outsourcing outcome determinants in 
prospecting outsourcing. Further, the study explores possible risks in prospecting 
outsourcing and ways to avoid such. The study was conducted as a qualitative single case 
study for which eight client-side informants and two provider-side experts were 
interviewed. 
 The main findings of the study emphasize the importance of communication, client 
understanding, and trust when aiming for successful prospecting outsourcing. A 
significant amount of the findings are parallel to the current knowledge in business 
function outsourcing. However, the study also reveals four determinants that are new to 
prior research and seem to affect prospecting outsourcing success: customer 
understanding, proactivity, a client-specific communication, and provider-specific 
communication. 
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Tiivistelmä 
Yksittäisten myyntiprosessiin liittyvien tehtävien ulkoistaminen on yleistynyt B2B-
markkinoilla toimivien yritysten keskuudessa. Sen sijaan, että yritykset ulkoistaisivat 
koko myyntiprosessin, yhä useampi yritys ulkoistaa yksittäisen myyntiprosessiin 
liittyvän tehtävän. Myynti toimii yrityksen asiakasrajapinnassa, joka tekee siitä kriittisen 
kohteen ulkoistamiselle. Prospektointi vaatii vähän yrityskohtaista asiantuntijuutta 
keskittyen enemmän tekniseen ja prosessikohtaiseen asiantuntijuuteen, joka tekee siitä 
houkuttelevan ulkoistamiskohteen. Nykytutkimus liittyen ulkoistamisen lopputulemiin 
vaikuttaviin tekijöihin ei kata tällaista ajankohtaista yksittäisen myyntitehtävän 
ulkoistamista. 

 Tämä tutkimus hyödyntää olemassa olevaa tutkimusmallia (Lacity et al. 2016), 
joka keskittyy ulkoistamisen lopputulemiin vaikuttaviin tekijöihin koskien kokonaisen 
prosessin ulkoistamista, ja laajentaa nykytietämystä selvittäen kyseisiä tekijöitä koskien 
yksittäisen myyntitehtävän, prospektoinnin, ulkoistamista. Tämän lisäksi, tutkimus 
selvittää, millaisia riskejä tällaiseen ulkoistamiseen voi liittyä ja voidaanko niiltä välttyä, 
mikäli niiden olemassaolo tiedostetaan. Tutkimus toteutettiin tapaustutkimuksena 
tarkastellen yksittäistä prospektoinnin ulkoistamista tarjoavaa yritystä. Tutkimukseen 
haastateltiin kahdeksaa yrityksen asiakasta ja kahta asiantuntijaa. 

 Tutkimuksen tulokset osoittavat, että tärkeimpiä tekijöitä prospektoinnin 
ulkoistamisen onnistumisessa ovat kommunikointi, asiakasymmärrys ja luottamus. 
Suurin osa löydöksistä ovat yhdensuuntaisia olemassa olevan tutkimuksen kanssa, joka 
on keskittynyt kokonaisen prosessin ulkoistamiseen. Tutkimus paljastaa kuitenkin myös 
täysin uusia tekijöitä mukaan lukien asiakasymmärrys, proaktiivisuus ja asiakas- sekä 
palveluntarjoaja kohtainen kommunikoinnin osaaminen ja hallitseminen. 
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1 INTRODUCTION 

1.1 Introduction to the topic 

The current knowledge in outsourcing research has a considerable gap in 
understanding sales task outsourcing. Research in outsourcing an entire business 
function such as sales (e.g. Park, Lee & Morgan 2011; Rapp 2009; Ross, Dalsace & 
Anderson 2005; Klein, Frazier & Roth 1990; Anderson 1985), IT and other 
business processes (BP) (e.g. Qi & Chau 2013; Lacity, Willcocks & Solomon 2012; 
Mathew & Aundhe 2011; Mehta, Larsen, Rosenbloom & Ganitsky 2006; Tate & 
Ellram 2009; Wüllenweber, Beimborn, Weitzel & König 2008) is vast. However, 
companies today are more often willing to outsource a task instead of an entire 
function in order to strengthen their competitiveness, though without losing 

control over their core functions. In order to understand the nature of 
outsourcing, the entire outsourcing process must be investigated. An 
outsourcing process can be divided in three phases: evaluation and decision-
making, implemented outsourcing, and re-evaluation. Rogers & Rodrigo (2015) 
have opened up the discussion on sales task outsourcing by studying the first 
phase of the process, the evaluation and decision-making. However, a 
considerable gap in understanding the entire process of sales task outsourcing 
still exists in the current knowledge. 

Understanding the phenomenon is essential considering the current 
situation in B2B-markets. Deloitte (2012) predicted in their Global Outsourcing 
and Insourcing Survey that outsourcing sales and marketing supportive tasks 
will gain much popularity during upcoming years and thus it will be a growing 
area in outsourcing business (Figure 1). This is now visible in the B2B-markets 
where competition is getting tougher than ever before due to the excitable 
internationalization, and companies are trying to find more efficient and cost-
effective ways to operate. Due to these factors, more research in sales task 
outsourcing is needed in order to better understand the entire process. As 
mentioned before, no research yet exists in the areas of implemented sales task 
outsourcing and re-evaluating the outsourcing. However, existing research in 
implemented outsourcing and outsourcing outcome determinants concerning 
outsourcing an entire business function, such as sales (Rapp 2009) or other 
business processes (Lacity et al. 2016), offered a suitable research model for this 
study (see chapter 2.4). 
 In order to gain insight into outsourcing outcome determinants 
considering sales task outsourcing, this study investigates the phenomenon in 
the light of outsourced prospecting. Prospecting has been defined in multiple 
ways over the years. Wotruba (1991) defined prospecting as a process of seeking 
out selected buyers who are perceived by a salesperson to have a need for a firm’s 
available offerings and have the needed resources and authority to buy. Some 
ten years later prospecting was defined by Gombeski et al. (Gombeski, Kantor, 
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Bendycki & Wack 2002) as a process of identifying and qualifying individuals 
very likely to buy and able to generate high net income for the company from 
those who have little or no possibility of buying. Finally, Moncrief et al. (Moncrief 
& Marshall 2005) defined prospecting as a method by which sales personnel 
search for new and potential customers. However, today prospecting is most 
efficiently carried out by others in an organization than salespeople in order to 
free the costly salespeople time to actions requiring a more personal contact. 
Therefore, today the definition of prospecting could be modified from the one of 
Moncrief & Marshall’s (2005) by leaving out the word sales personnel and adding 

the need identification factor from the earlier definitions. In this research, 
prospecting is handled as the method by which new and potential customers, 
including the ones formerly lost, are searched and their need is identified. 
Prospecting is a task that companies most often outsource from their entire sales 
function due to the nature of prospecting that requires relatively little personal 
expertise and more process related expertise. 
 In this study the term outsourcing is used instead of the existing term ‘out-
tasking’. Out-tasking refers to assigning a part of an entire function to a source 
external to a company (Sanders, Locke, Moore & Autry 2007; Kroes et al. 2010). 
However, in outsourcing literature the term is not as well-established as 
outsourcing, and outsourcing is commonly used when discussing on out-tasking 
as well. Outsourcing is defined as allocating organization’s internal business 
activities (i.e. functions and tasks) to a source external to the organization (Kroes 
& Ghosh 2010). 

Further, the study applies a single case study as a research strategy due to 
it offering a coherent and comprehensive setting for investigating the 
phenomenon, including taking into consideration informants from both sides, a 
client-side and a provider-side. The case company provides automated email 
prospecting for B2B-sales organizations in the names of a client’s salespersons. 
The case company was established in 2017 and since the establishment it has 
expanded its client base steadily. All in all, 10 informants were interviewed to the 
research, including eight client-side informants and two provider-side experts. 
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FIGURE 1 Current state of outsourcing and future outsourcing plans (Deloitte 
2012)  
 

Next, the research objective and the research questions are presented in greater 
detail. 

1.2 Objective of the study and research questions 

The objective of this study is to find out what factors determine outsourcing 
outcomes when outsourcing concerns a sales task instead of the entire sales 
function. By investigating outsourcing outcome determinants in terms of an 
outsourced sales task, this study expands the current knowledge in sales task 
outsourcing by moving forward from the evaluation and decision-making phase 
of the process. 
 In order to reach the research objective, this study has two research 
questions it aims to answer. First, it aims to find out what factors determine 
outsourcing outcomes when outsourcing concerns a sales task. Second, it aims to 
find out what factors may be harmful for the outsourcing success in such an 
arrangement.  The research questions were formed by the support of the current 
knowledge in outsourcing outcome determinants in outsourcing an entire 
business function such as sales or other business processes, as mentioned before. 
Finding out answers to the two research questions enables forming a 
comprehensive view of the phenomenon under investigation. 
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FIGURE 2 Research objective and research questions 

 

1.3 Study structure 

The study consists of five separate chapters. Chapter 2 discusses the existing 
theoretical knowledge in outsourcing outcome determinants by starting from 
the current findings in sales outsourcing, then presenting the main theoretical 
framework derived from IT and BP sourcing, and shortly discussing the current 
knowledge in risks in outsourcing. Finally, chapter 2 ends in presenting the 
research model. Next, chapter 3 discusses the methodological choices made for 
this research including presenting a case company that was chosen for this 
research. Chapter 4 reports the findings of the research. Finally, chapter 5 ends 
the research by presenting the theoretical contributions of the research, 
discussing the managerial implications derived from this research, presenting 
the evaluation of the study considering its reliability and validity, and 
presenting suggestions for future research. 
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FIGURE 3 Study structure 

1.4 Definitions of key concepts 

This chapter presents definitions of key concepts covered in this research in 
order to clearly state how each concept is understood in the context of this 
research. Further, defining key concepts in a clear and unambiguous manner is 
important for the reliability of research (Adams, Khan & Raeside 2014). 
 

Outsourcing 

 
Allocating organization’s internal business activities to a source external to the 
organization (Kroes & Ghosh 2010). 
 
Out-tasking 

 
Assigning a part of an entire function to a source external to a company (Sanders, 
Locke, Moore & Autry 2007; Kroes et al. 2010). 
 
Offshoring 
 
Allocating organizations’s internal business activities to a source that is located 
abroad, whether through arm’s length contracts or within the confines of a 
single multinational corporation through an intra-firm trade (Cypher 2015). 

Multisourcing 
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A disciplined provisioning and blending of business and IT services from an 
optimal set of internal and external providers in the pursuit of business goals 
(Cohen & Young 2006). 

Backsourcing 
 
Bringing services outsourced to a source external to a company back in-house 
(Kotlarsky & Bognar 2012). 

Sourcing 
 
A term that is commonly used in outsourcing research when discussing on 
outsourcing, multisourcing, out-tasking and offshoring in general without 
having a need to specify which one is being under investigation. 

Prospecting 

 
A method by which new and potential customers, including ones formerly lost, 
are searched and their need is identified (Wotruba 1991; Moncrief et al. 2005). 
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2 OUTSOURCING 

Outsourcing as a term has a colorful history in literature, and researchers have 
defined it in various ways over the years varying from single purchasing 
situations (Kotabe 1992) to allocate a firm’s internal business functions to a source 
external to the firm (Kroes & Ghosh 2010). Among the first researchers in the field 
of outsourcing, Kotabe (1992) defined outsourcing from the point of view of 
procurement as “products supplied to the multinational firm by independent 
suppliers from around the world” and further as “the extent of components and 
finished products supplied to the firm by independent suppliers”. A few years 
later, Mullin (1996) defined outsourcing from a more strategic point of view as 
“a strategy of partnering with service suppliers that perform critically, but non-
core functions”. Later on Gilley & Rasheed (2000) have criticized the definitions 
of outsourcing used in previous studies because in their opinion outsourcing 
basically includes procuring any good or service from a source external to the 
company itself. Gilley et al. (2000) further defined outsourcing as rejecting to 
internalize an activity and transferring it to an external supplier. Similarly, Kroes 
& Ghosh (2010) defined outsourcing as allocating an organization’s internal 
business activities to a source outside of the organization. In this research, the 
definition of Kroes & Ghosh’s is applied due to its suitability when studying a 
business activity such as prospecting, which unavoidably and originally is a part 
of a company’s daily operations until it is being outsourced to an external 
provider. 

In addition to the term outsourcing, in prior outsourcing literature 
multiple differing terms such as sourcing, resourcing, contracting and out-
tasking are used, which all refer to different kinds of outsourcing arrangements 

(e.g. Sanders, Locke, Moore & Autry 2007). These terms also exist in this study 
due to their appearance in prior research. However, defining other terms than 
outsourcing and out-tasking is not essential concerning the aim of the study. 
Further, out-tasking is defined as assigning only one aspect of an entire function 
to a source external to a company (Sanders et al. 2007; Kroes et al. 2010). In this 
research, when discussing outsourcing sales and marketing, the terms 
‘outsourcing’ and ‘out-tasking’ are applied due to their overlapping use in prior 
literature, as well as their normal approaches in sales outsourcing (Rogers 2008). 

Outsourcing as a process in a bigger picture can be divided into three 
phases: decision-making, outsourcing, and re-evaluating. Each of the phases 
includes many smaller actions such as planning, analyzing and execution. In the 
field of outsourcing research, it is common to explore outsourcing phenomena 
by moving on a step by step from the decision-making phase towards the re-
evaluating phase in order to gain a comprehensive understanding of such a wide 
process. Outsourcing sales activities is a relatively new phenomenon in the 
outsourcing industry, due to which there is little prior literature about it. 
However, Rogers & Rodrigo (2015) first acknowledged this gap and opened the 
discussion by studying the decision-making process in sales task outsourcing. 
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This research now aims to expand the current knowledge by concentrating on 
the second phase of outsourcing, the outsourcing itself and the aspects affecting 
the outsourcing outcomes. The current literature lacks in knowledge of a task 
outsourcing despite the decision-making phase. However, prior literature in 
outsourcing outcomes concerning outsourcing an entire function such as IT and 
HR is vast and offers a base and model for this research. 

Next prior literature in outsourcing outcomes is discussed. First, current 
literature in sales outsourcing is covered from the point of view that offers the 
base for this research. Second, current literature in outsourcing outcome 

determinants considering other business functions is covered, and the research 
model is presented. 

2.1 Sales outsourcing 

In addition to research conducted by Rogers et al. (2015), no other research in 
sales task outsourcing exists. A little research exists concerning outsourcing an 
entire sales function (e.g. Park et al. 2011; Rapp 2009; Ross et al. 2005; Klein et al. 
1990; Anderson 1985), among which the most concentrate on the decision-
making phase and possible cost-structures when outsourcing (Ross et al. 2005; 
Klein et al. 1990; Anderson 1985). However, by reviewing the current literature, 
it offered some knowledge in terms of aspects that seem to impact on outsourcing 
outcomes when outsourcing an entire sales function (: outsourcing outcome 
determinants). This knowledge offers some base for this research. 
 First, a provider’s ability to offer flexibility to a client’s sales considering a 
client’s possibly changing needs at different times seems to be an aspect that 
affects to the outsourcing outcomes (Rapp 200; Park et al. 2011). According to 
Rapp (2009), it is normal for sales that a company needs to upscale and downscale 
the size of a sales team due whenever changes in the market take place. That need 
exists in the sales organization in order to manage both, the costs and the 
performance. 
 Second, a provider’s ability to offer such skills and processes (Park et al. 
2011) to the use of a client in order to strengthen a client’s competitiveness also 
seems to impact on the outsourcing outcomes according to prior research (Rapp 
2009). An external provider is most often profoundly specialized in the area in 
which it operates, which offers a client such specialized skills and certified 
processes that the client may need in order to operate better in sales. (Rapp 2009) 
 Third, a provider’s ability to effectively share information to a client 

considering a client’s prospects, customers and competitors seem to have a 
positive impact on the outsourcing outcomes (Rapp 2009). By operating in the 
customer interface of a client, a provider has exposed to a lot of valuable sales 
related information that a client would not otherwise get that if a provider 
actively shares the information with the client (Rapp 2009). In addition, Park et 
al. (2011) found out that outsourcing level may influence a client’s capability to 
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learn about their customers and the market, which may cause loss of valuable 
learning.   
 Fourth and at last, a provider’s ability to represent a client also seems to 
be a factor that enhances outsourcing success (Rapp 2009). According to Rapp 
(2009) customers often times view sales personnel as the company they represent, 
and so the sales representatives share the responsibility of a client’s customer 
service and customer satisfaction. 

2.2 IT and business process outsourcing 

In order to outsourcing to work-out in a successful way, previous research in 
terms of outsourcing entire functions such as IT and other business processes has 
identified aspects that enhance positive sourcing outcomes and some that may 
negatively affect to it (e.g. Qin, Wu, Zhang & Li 2012; Lacity et al. 2012; Mathew 
et al. 2011; Mehta et al. 2006; Tate et al. 2009; Wüllenweber et al. 2008). The 
research in IT and BP sourcing outcomes is vast and includes concentrating on 
not only outsourcing but also on offshoring and multisourcing. Lacity et al. (2016) 
noticed a great amount of research in the area and conducted a literature review. 
Further, they formed a framework based on the literature review, which puts 
together the current findings in sourcing outcome determinants in terms of when 
sourcing considers an entire function (Figure 5). Due to the lack of knowledge in 
task outsourcing, the vast knowledge in sourcing outcome determinants 
combined with the findings in sales outsourcing outcome determinants, that 
were discussed in the previous chapter, are utilized in planning this research and 
the research model. Next, the findings in IT and BP sourcing outcomes are 
discussed as Lacity et al. (2016) have found them to exist. 

The framework of Lacity et al. (2016) consists of 27 independent variables. 
Eight of them: outsourcing decision-offshore (-), outsourcing decision-
multisourcing (-), length of relationship (0), cultural distance (-), contract type (-
), client size (0), provider size (0), and transaction type (-) either do not concern 
the scope of this study (-) or they are found not to have an influence on 
outsourcing outcomes (0). Due to these reasons, they are left outside of 
consideration in this study. However, they can be seen in the original framework 
at the end of this chapter (Figure 5). 
 According to Lacity et al. (2016), the rest 19 determinants can be grouped 
into five categories: relational governance, contractual governance, provider firm 
capabilities, client firm capabilities, and transaction attributes. Two of the 

determinants applying to this study as well differ from others since they are 
found to have a negative influence on sourcing outcomes, and those are 
measurement difficulty and risk. Measurement difficulty is defined as the degree 
of difficulty in measuring the performance of a client and a provider in terms of 
a joint effort, soft outcomes, and/or ambiguous links between effort and 
performance (Tate et al. 2009; Lacity et al. 2016). Measurement difficulty has 
found to increase a client’s business risk and a possibility for the client to lose 
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control over the function that is being sourced (Tate et al. 2009; Lacity et al. 2016). 
Risk, in this context, is defined as the extent to which a transaction exposes either 
a client or a provider to a chance of loss or damage (Wülleweber et al. 2008; 
Mathew et al. 2011; Lacity et al. 2016). Such risk is found to have a negative 
impact on outsourcing outcomes in terms of IT outsourcing projects (Gholami 
2012; Lacity et al. 2016) and IT outsourcing outcomes in general (Qin et al. 2012; 
Lacity et al. 2016). Both determinants, measurement difficulty, and risk belong to 
the category of transaction attributes. The rest of the determinants are found to 
have different kinds of positive impacts on outsourcing outcomes. Next, the rest 

of the categories are explained as Lacity et al. (2016) have described them. 
 The category of relational governance consists of eight determinants that 
influence inter-organizational behavior and are found to have a positive 
influence on sourcing outcomes. Their nature is that they are unwritten, non-
contractual and worked-based, so they appear in the interactions of clients and 
providers. Communication, in the form of open discussion about expectations, 

future directions, capabilities, and strengths and weaknesses (Gainey & Klaas 
2003; Lacity et al. 2016), is found to have a positive influence in offshoring success 
from a client’s point of view, and in outsourcing success from a provider’s point 
of view. Knowledge sharing is defined by Mahmoodzadeh et al. (Mahmoodzadeh, 
Jalalinia & Yazdi 2009; Lacity et al. 2016) as the degree to which a client and a 
provider share and transfer knowledge. First studied by Qi et al. (2013), it is 
found to have a positive influence on outsourcing success (Lacity et al. 2016). 
Further, trust is defined as the confidence in the business partner’s benevolence 
(Gainey et al. 2003; Lacity et al. 2016). When trust exists between a client and a 
provider, it has a positive impact on experienced service quality (Deng et al. 2013; 
Lacity et al. 2016), outsourcing success (Swar, Moon & Junyoung 2012; Lacity et 
al. 2016) and innovation effects (Whitley & Willcocks 2011; Lacity et al. 2016). 
Client-provider interface design, meaning a commonly agreed plan about where, 
when and how employees of a client and a provider work, interact and 
communicate (Sen & Shiel 2006; Lacity et al. 2016), is also found to have a positive 
influence on sourcing outcomes. Also, commitment as the degree to which a client 

and a provider pledge to continue the sourcing relationship (Levina & Su 2008; 
Lacity et al. 2016) is found to have a positive impact on outsourcing success. 
Cooperation refers to a client and provider firms’ employees’ willingness to work 
with each other (Wüllenweber et al. 2008; Lacity et al. 2016) and to develop 
effective relationships (Palvia, Palvia, Xia & King 2011). Unlike the other 
determinants in the category of relational governance, cooperation is found to 
have positive impacts specifically on a providers’ innovativeness and market 
performance (Lacity et al. 2016) as well as a providers’ optimal performance 

(Palvia et al. 2011; Lacity et al. 2016). Being the last determinant in the category 
of relational governance, client-provider alignment illustrates the degree to which 
a client and a provider share the same incentives, motives, interests and/or goals 
(Sen et al. 2006) naturally or by the support of control mechanisms. It is found to 
have a positive impact on outcomes considering all kinds of sourcing (e.g. 
outsourcing) (Lacity et al. 2016). 
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 As a contrast to the nature of the determinants in the previously described 
category, the category of contractual governance includes forms of control that 
exist formally. These may exist between a client and a provider in a written form 
or they may be something that has been agreed on by other means. Contract detail 
refers to the degree of detailed clauses in an outsourcing contract (Handley & 
Benton 2009; Lacity et al. 2016), and these agreements are found to positively 
affect to outsourcing success (Qin et al. 2012; Lacity et al. 2016) taking such forms 
as a quality and cost performance in projects (Srivastava & Teo 2012; Lacity et al. 
2016). Key performance indicators (KPIs) are measures used for monitoring 

performance (De Toni, Fornasier, Montagner & Nonino 2007; Mahmoodzadeh et 
al. 2009; Lacity et al. 2016) and their existence is found to have a positive impact 
on outsourcing performance. 
 Under the category of provider firm capabilities, there are two 
determinants, which have found to have a positive impact on sourcing outcomes. 
First, human resource management illustrates a provider’s ability to identify, 

acquire, develop, retain and deploy human resources in order to achieve both 
parties’, a provider firm and a client firm’s, organizational objectives (Kuruvilla 
& Ranganathan 2010; Lacity et al. 2016). This provider firm capability is found to 
enhance project performance (Verner & Abdullah 2012; Lacity et al. 2016), client 
firm performance (Narayanan & Narasimhan 2014; Lacity et al. 2016), and 
provider’s business performance (Agrawal, Goswami & Chatterjee 2012; Lacity 
et al. 2016). Second, a provider’s technical and methodological capability refers to the 
firm’s level of maturity in terms of technology and process related standards and 
best practices (Bardhan, Mithas & Lin 2007; Lacity et al. 2016). It is found to 
enhance outsourcing in terms of outsourced project performance (Verner et al. 
2012; Lacity et al. 2016), provider firm performance (Gopal & Agarwal 2010; 
Lacity et al. 2016), client firm performance (Bachlechner, Thalmann & Maier 2014; 
Lacity et al. 2016), success in outsourcing in general (Vitasek & Manrodt 2012; 
Lacity et al. 2016),  and service quality. 
 Similarly to the previous category, under the category of client firm 
capabilities, there are determinants that illustrate a client firm’s internal 
capabilities that have a positive impact on sourcing outcomes. A client’s technical 
and methodological capability, as determined in the previous section in terms of a 

provider firm’s capabilities, is found to enhance performance improvement of a 
client firm (Teo & Bhattacherjee 2014; Lacity et al. 2016), project performance 
(Devos, Van Landeghem & Deschoolmeester 2012; Lacity et al. 2016) and 
outsourcing success (Vitasek et al. 2012; Lacity et al. 2016) in general. A client 
firm’s readiness to outsource is defined as the extent to which the client is prepared 
to engage a provider by having realistic expectations and a clear understanding 

of internal costs and services in comparison to outsourced costs and services 
(McIvor, Humphreys, MacKittrick & Wall 2009; Lacity et al. 2016). Previous 
research shows, that the better understanding a client has about providing the 
service themselves, the better the sourcing outcomes they experience (Lacity et 
al. 2016). More specifically, a client firm’s outsourcing readiness is found to have 
a positive impact on project performance (Verner et al. 2012; Lacity et al. 2016), 
client’s success with outsourcing (Hodosi & Rusu 2013; Lacity et al. 2016) and a 
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provider’s success (Palvia et al. 2011; Lacity et al. 2016). Being the last finding in 
this category, a client’s absorptive capacity is defined as a client’s ability to scan, 
acquire, adopt and utilize valuable knowledge (Grimpe & Kaiser 2010; Reitzig & 
Wagner 2010; Lacity et al. 2016). This determinant is found to improve 
outsourcing outcomes in terms of a client’s business performance (Bustinza, 
Molina & Gutierrez-Gutierrez 2010; Lacity et al. 2016) and business service 
improvements (Ippolito & Zoccoli 2010; Lacity et al. 2016). In addition, Bustinza 
et al. (2010) have argued that a client cannot be a passive recipient of the service 
when outsourcing, but it must take in the knowledge a provider generates while 

operating in order to achieve maximum results. 
 The last category of sourcing outcome determinants according to previous 
research in IT and BP sourcing is transaction attributes. Transaction attributes 
refer to such general determinants of business services that are more likely to 
influence sourcing outcomes than others. Two determinants, measurement 
difficulty, and risk were already explained at the beginning of the chapter due to 
their nature to have a negative influence on sourcing outcomes. However, the 
last determinant in this category, transaction type, is found to have a positive 
influence on sourcing outcomes. Transaction type is defined as the type of work 
that is being sourced (Gopal et al. 2010; Lacity et al. 2016). In terms of the studies 
in IT and BP sourcing, it usually considers work that consists of the development, 
maintenance and/or reengineering such as IT and PB services, software 
development and research and development (R&D) (Gopal et al. 2010; Lacity et 
al. 2016). Depending on the transaction type it is found to have an impact on 
outsourcing success and provider satisfaction (Handley 2012; Lacity et al. 2016). 
(Lacity et al. 2016) 
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FIGURE 4 Determinants of sourcing outcomes (Lacity, Khan & Yan 2016). * 
illustrates variables that are found to have a negative influence on outsourcing 
outcomes. 
 

Next, risks related to outsourcing a function are shortly discussed in greater 
detail in order to get a considerable understanding of determinants possibly 
affecting outsourcing outcomes. 

2.3 Risks in outsourcing 

As discussed earlier, risk in the context of this research is defined as the extent 
to which a transaction exposes either a client or a provider to a chance of loss or 
damage (Wülleweber et al. 2008; Mathew et al. 2011; Lacity et al. 2016). When 
outsourcing, a client decides to give away control over the task or function that 
is being outsourced and becomes dependent on a provider external to the 
company. Prior research in outsourcing has identified several risks related to 
outsourcing, and those are next discussed. 

Over the years, researchers have indicated cost being the primary 
motivator for outsourcing (Liu & Yuliani 2016; Lacity & Willcocks 2012). 
However, a risk of hidden costs is found to be real especially in IT outsourcing, 
and many clients have faced costly outsourcing failures after failing to appraise 
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the costs related to the entire outsourcing process (Barthélemy 2001; Quélin et 
al. 2003). 

Further, when fully outsourcing a function, a client may face a risk of 
losing its own competence over the years (Quélin & Duhamel 2003, Quinn & 
Hilmer 1994). In the worst-case scenario, this may lead to a situation of the 
provider establishing its own business around the new competencies it has 
learned from the client when providing the service, and so the provider 
becomes a competitor to the client (Quinn et al. 1994). In order to avoid such 
eminent risk, companies seldom outsource strategic functions that constitute 

sources of a company’s core competencies and/or competitive advantages 
(Quélin et al. 2003). 

In addition, when assigning responsibility to a provider, a client’s ability 
to retain control over the assigned area decreases and it may happen that the 
outcomes do not meet the expectations of the client (Sanders et al. 2007). The 
provider may, for example, fail in delivering the expected service in a timely 
manner (Quélin et al. 2003), which may then set the client in front of challenges 
it is no longer able to overcome by itself. The situation is especially critical when 
a client has a highly customized arrangement with the supplier, which then 
may also have strategic consequences in the client’s future direction since the 
client is highly tied to that of the provider (Sanders et al. 2007). 

When considering sales outsourcing, risks more often relate to such 
aspects as unwanted changes in customer service and customer satisfaction or 
losing valuable knowledge about customers and competitors (Rapp 2009). As 
observed earlier from a positive point of view, according to Rapp (2009), 
customers often view salespersons as the company they represent, and so the 
responsibility of customer service and satisfaction falls on the shoulders of those 
working for sales. In addition, as Rapp (2009) had it stated, a company’s sales 
force often is the best internal source for gaining insight in what is happening in 
the market with customers and competitors. In order to tackle such risks, it is 
important that a client and a provider agree on mutual courses of action. 

At last, Kolawa (2004) has studied outsourcing in the software industry 
and named three outsourcing pitfalls common in the industry when outsourcing: 
outsourcer did not work on your code, outsourcer does not understand what you 
want, and outsourcer does not write code that is up to your standards. Even 
though these risks consider outsourcing coding to a source external to a 
company, similar risks may exist when outsourcing sales and marketing related 
tasks, such as prospecting. The first pitfall refers to a situation, that a client does 
not know how a provider prioritizes projects it gets, which may further lead to a 
situation that the client does not receive the service on time. The second pitfall 

refers to a situation of a provider assuring that it understands the requirements 
a client has for a service, but in reality, the provider does not, and it delivers 
something partly or totally useless for the client. The last pitfall refers to a 
situation in which a provider underachieves the standards a client has for the 
service. All the pitfalls may as well exist when outsourcing a sales related task, 
such as prospecting. However, no research concerning a task outsourcing point 
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of view yet exists and that is why this research now focuses on gaining insight 
on possible risks as well. 

The prior literature discussed above forms the theoretical background for 
this study. Even though the prior literature only considers outsourcing outcome 
determinants in the context of an outsourced function and not an outsourced 
task, it provides enough information for conducting this research by guiding in 
which points of view need to be investigated in order to achieve a comprehensive 
understanding of the phenomenon. Such points of view that need to be 
investigated in the context of sales task outsourcing (not including offshoring or 

multisourcing) are: client firm capabilities, provider firm capabilities, relational 
governance, transactional attributes, and contractual governance. Each of the 
areas mentioned may include factors that affect outsourcing outcomes when a 
sales task such as prospecting is being outsourced. Next, the research framework 
of the study is presented in greater detail. 

2.4 Research framework 

The research model combines the existing theory presented in the literature 
review. The findings from current sales literature are added to the framework 
of Lacity et al. (2016). The combined model offers a reliable structure for 
exploring outsourcing outcome determinants by guiding which areas to cover 
when collecting data: the role of a client firm, the role of a provider firm, the 
role of contract, the role of relational aspects, and the role of other attributes, i.e. 
transactional attributes, if such exist when a sales task is being outsourced. 

As mentioned before in the literature review, eight determinants existing 
in the original framework of Lacity et al. (2016) are left outside of consideration 
in this research. The determinants are either found not to have an impact on 
outsourcing outcomes or they exceed the scope of this study. In greater detail, 
this research only concentrates on outsourcing by leaving out of consideration 
other means of sourcing such as offshoring and multisourcing, thus also the 
determinants called transaction type and contract type. In addition, this 
research only concentrates on national outsourcing by leaving out of 
consideration the category of country characteristics. 

In the research model presented below, a star (*) illustrates a determinant 
that is found to have a negative impact on sourcing outcomes. In addition, four 
determinants next to a bullet point illustrate the findings that were derived by 
reviewing the current sales outsourcing literature. 
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FIGURE 5 Research framework 
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3 METHODOLOGY 

This chapter discusses the research methodology and the methodological choices 
of this research. The methodological process of the research is presented in Figure 
7.  Methodology is determined as a general approach to study a research problem 
(Metsämuuronen 2011, 215). A research objective determines what kind of data 
is necessary for the research and how it should be collected (Hirsjärvi & Hurme 
2008, 15). A method itself concerns a technique by which the needed data is 
collected and how. Further said, the method or methods are suitable for a 
research when they are able to connect theory, hypotheses and methodology 
(Metsämuuronen 2011, 215). Next, the research methodology and the 
methodological choices of the research are discussed in greater detail. 
 

 
 
FIGURE 6 Methodological process of the research 
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3.1 Qualitative research 

The main difference between qualitative and quantitative research 
methodologies is that quantitative research explores causal connections between 
variables and aims for statistical generalizations of phenomena by making use of 
previous literature, whereas qualitative research aims for revealing uncharted 
phenomena by describing them verbally. Thus, qualitative research approach is 
suitable when studying meanings people give for experiences (Hirsjärvi & 
Hurme 2008, 220), and qualitative data is required when aiming to understand 
in-depth motivations for people’s behavior and feelings (Adams, Raeside & Khan 
2014, 97). Additionally, it aims for describing reality as experienced by the 
respondents (Adams et al. 2014, 6). In qualitative research, a researcher has an 
active role in the total research process. In order to maintain objectivity, a 
researcher must be able to interpret the social world from the perspective of the 
informants and trust their ability to reflect the social world (Bryman & Bell 2007, 
416). Moreover, qualitative research aims for identifying patterns in a data set in 
order to reach conclusions and develop hypotheses for future research (Hair, 
Money, Samouel & Page 2016, 295-296). 
 In any type of research, there are also two common methods of reasoning: 
deduction and induction. In deductive reasoning, theory forms the basis for a 
research and the research process then moves systematically from commonly 
known towards more specific. Due to its relatively strict nature, deductive 
reasoning is usually more suitable for quantitative research approach. In 
inductive reasoning in turn, empirical data forms the basis for a research and the 
process then moves from specific towards more common. Inductive reasoning is 
often more suitable for qualitative research since it enables building theory from 

previously unknown. However, absolute induction or deduction is not required, 
but abduction combines these two approaches. In abductive reasoning, a 
researcher already has some ideas about the theory before starting the data 
collection process, and then aims to verify those ideas through collecting and 
analyzing empirical data (Hirsjärvi & Hurme 2008, 136). 
 Further, research objectives can be divided into four categories: 
explorative, explanatory, descriptive and predictive. This study is explorative in 
nature because it explores a phenomenon a relatively little known about. 
(Hirsjärvi, Remes & Sajavaara 2009, 138-139.) Because of the explorative nature 
of the research problem, qualitative approach was selected for this study. 
Moreover, abductive reasoning is applied due to the existing research in sourcing 
outcomes form some theoretical background for the research and provide 
support for the empirical data gathering. 
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3.2 Case study as a research strategy 

Case study research is defined as an empirical research that studies an active 
phenomenon or person in a specific environment by utilizing various strategies 
for gathering information (Yin 1983, 23). Moreover, the aim of a case study 
research is to understand a certain phenomenon more profoundly and to 
produce holistic and detailed knowledge of a phenomenon, rather than 
generalize it (Metsämuuronen 2011, 223; Eriksson & Kovalainen 2008, 120). It 
allows a researcher to retain a holistic and real-world perspective by focusing on 
a case, such as an organizational and managerial process (Yin 2014, 4). Case study 
as a research strategy was selected for this research due to its suitability 
concerning the nature and aim of this research. It allows to explore outsourced 
prospecting in-depth, create knowledge about aspects that impact on 
outsourcing outcomes when outsourcing a task instead of an entire function and 
enlighten the phenomenon through the “which” and “how” questions related to 
it. 
 The process of a case study research begins with a thorough literature 
review and a careful posing of research questions and objectives (Yin 2014, 3). 
Prior research in outsourcing outcomes concerning a situation when an entire 
business function is being outsourced is vast, and it offered a valid theoretical 
base for this research. It also assisted in creating the research framework and the 
research questions suitable for the objective of this research. Further, a case study 
research can either be a single case study or a multiple case study depending on 
the objective of a research and the resources assigned to the research (Yin 2014, 
56-57). This research focuses on a single case and the unit of analysis is 
prospecting as an outsourced task. Taking the theory base and the exploratory 

nature of this research into account, this single case study is critical in nature. 
Prior research in outsourcing outcomes has specified a clear set of circumstances, 
which are believed to be true in the context of outsourcing a function, and this 
research explores whether those aspects apply in a task outsourcing as well or 
whether some alternative set might be more relevant concerning a task 
outsourcing (Yin 2014, 51). The case company was selected through a purposive 
sampling in order to be able to select the most suitable company and informants 
with proper experience concerning the research objective (Metsämuuronen 2011, 
61; Hirsjärvi et al. 2008, 47). 

The case company operates in outsourcing and management consulting 
business. It offers outsourced prospecting for B2B-companies that have an active 
sales organization. They conduct prospecting via automated email campaigns in 
their client’s name. The outsourcing includes that the case company, i.e. the 
provider, also manages all the answers derived via the email campaigns they run 
for their clients. They only forward leads and answers that require the client’s 
knowledge to the client’s sales, and take care of other answers by themselves. By 
outsourcing prospecting to them, the client can focus on making sales and 
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serving existing customers without losing time for prospecting which an 
outsourced partner can conduct for them. 

Next, the process for collecting empirical data including sampling are 
discussed in greater detail. 

3.3 Data collection and sampling 

Yin (2014, 103-118) presents six approaches for acquiring evidence for case 
studies: documentation, archival records, interviews, direct observation, 
participant-observation and physical artifacts. Among the methods, interviewing 
is seen as one of the most important sources of case study evidence, because it 
enables gathering in-depth information of a phenomenon through interviewees’ 
descriptions of their experiences and feelings (Yin 2014, 110-113). In addition, 
according to Hirsjärvi et al. (2009, 205) interviewing is the most commonly used 
research method in qualitative research. Especially in business and management 
research, face-to-face and telephone interviews are frequently used (Adams et al. 
2014, 97). When conducting interviews, researcher is able to control the amount 
of collected data. Being in such a close interaction with an interviewee also makes 
it possible for the researcher to motivate the interviewee to open up through 
encouraging and flexibly changing the order of the questions if needed. In 
addition, the researches is also able to present additional questions if the situation 
requires that, both during and after the interview. However, popularity and 
flexibility together do not form a suitable justification for selecting a research 
method. The method or methods need to be reasonable for solving the research 
problem (Hirsjärvi et al. 2009, 205). The aim of this study is to gain insight of a 
relatively new phenomenon in terms of which people who have experienced it 
may have differentiating experiences. Thus, interviewing was selected as a 
research method for this study because it enables both, the informants to express 
themselves flexibly and openly, and the interviewer to adjust to upcoming, 
possibly new, topics and to come up with specifying and deepening questions if 
needed (Hirsjärvi et al. 2009, 205). 

Further, research interviews can be divided into three types: structured 
interviews, semi-structured interviews and in-depth interviews (Hirsjärvi et al. 
2009; Adams et al. 2014). These research interview types differ from each other in 
their predetermined structure and needed level of participation of an interviewer. 
A researcher must understand what kind of empirical data serves the needs in 
fulfilling the research objective. Semi-structured interviews are more flexible 

than structured interviews, which consist of the same predetermined structure 
for every interviewee, but more structured than in-depth interviews, which get a 
unique form during every interview. When conducting semi-structured 
interviews, which are also known as theme interviews, the interviews focus on 
predetermined themes that the researcher has noticed from prior theory 
(Hirsjärvi et al. 2008, 47). Those themes are the same in every interview, but the 
researcher may change the structure and the order of the questions depending 
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on each interview (Hirsjärvi et al. 2008, 48). Thus, semi-structured theme 
interviews can be personalized, but they have a predetermined set of themes that 
are meaningful to cover when aiming to solve the research problem. Further, 
theme interviews are suitable when a purpose of the research is to gain insight 
on personal aspects such as how people value things, give meanings to things or 
reason things (Metsämuuronen 2011, 247). However, a theme interview also has 
its drawbacks. It is impossible to achieve a pure objectivity in data collection 
when a researcher, a subject, shares the interviewing situation with the informant 
and controls every interview in a relatively flexibly manner. Thus, it is seemingly 

important that an interviewer is neutral by looks and behavior, is knowledgeable 
about the research area, socially adjustable (Hirsjärvi et al. 2008, 68-69) and is able 
to experience an interview event through the eyes of an informant (Bryman et al. 
2007, 416). It is also possible that an informant ends up giving answers that do 
not truly reflect his or her reality, but seems more socially acceptable (Hirsjärvi 
et al. 2008, 35), which further affects the reliability of the research. In addition, 
distractions such as technological challenges when recording an interview may 
appear during an interview and it may affect an interview event or the result. 
However, after considering benefits and drawbacks related to theme interview, 
it was seen as a reasonable data collection method for this study when taking into 
account the nature of the research objective and the needs it sets for the data 
collection. 

Considering sampling, when collecting empirical data via theme 
interviews, it is essential that people attending to the interviews have 
experienced the event under investigation (Hirsjärvi et al. 2008, 47) so that they 
are able to enrich the current understanding of the phenomenon. In general, 
sampling can be done in two ways: purposively and randomly, from which 
random sampling enhances reliability of a research being not affected by the 
input of a subject. However, purposive sampling is often necessary in qualitative 
research, when reaching people with specific knowledge is essential in solving 
the research problem. (Metsämuuronen 2011, 61) As when considering theme 
interviews as a data collection method, purposive sampling as a sampling 
method also has drawbacks. Sample achieved via purposive sampling may not 
fully represent the total target group, so it may be biased (Hirsjärvi et al. 2008, 
60). However, the aim of a qualitative research is not to achieve statistical 
generalizations but to gain insight into phenomena new to the current research 
or reveal new theoretical points of view (Hirsjärvi et al. 2008, 5). Thus, 
interviewees of this research were selected purposively. Since the study seeks to 
understand which aspects affect outsourcing outcomes when outsourcing 
prospecting, clients who had experience of the outsourcing of prospecting for a 

longer time-period than 3 months were selected. Three months is a so called pilot 
period in the field, during which a client has gained enough experience to decide 
whether to continue with the provider, backsource or change the outsourcing by 
other means, and so has enough experienced to provide information on the 
phenomenon under investigation. 

At the time when the interviews were conducted, the case company had 
six clients that had exceeded the pilot period. All six clients were invited to take 
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a part to the research from which five accepted the invitation. One client needed 
to decline the invitation because they did not have time for an interview due to 
the on-going season being the busiest in their field of business. In order to get a 
comprehensive view of the phenomenon, it was reasonable to interview all the 
stakeholders who were in touch with the outsourcing: the decision makers (CEOs, 
COO, CSO), the operative workers (SDRs, BD, CSO), and the experts (CEO, COO). 
The decision makers are from the client side and they are the ones who made the 
outsourcing decision and are in charge of it. The operative workers are also from 
the client side and they are the ones who are daily in touch with the provider. 

Only three operational workers were interviewed because the CSO of the 
Company 4 is also the operational worker when it comes to this outsourcing. The 
operational worker from the Company 1 was not reached and so not interviewed. 
The CEO of the case company (Expert 2) is also the company’s sales director who 
is most often in touch with the decision makers from the client side. The COO of 
the case company (Expert 1) is the one who directs the production and is in touch 
with both contact persons from the client side. Seven out of ten interviews were 
conducted on the phone due to a long distance in between the interviewees and 
the interviewer, and three of them face-to-face. All interviews were recorded with 
a tape recorder. The interviewees did not see the interview structure beforehand 
in order to enable relaxed interviews which are build by a naturally flowing 
discussion facilitated by the interviewer. 

 Industry Employees Informant Experience 
in the role 

Interview 
duration 

Company 1 Event- and 
service 
production 

>10 CEO 1 year 43 min 

Company 2 Software 
development 
and production 

<10 CEO 1 year 12 min 

Company 2 Software 
development 
and production 

<10 Sales 
Development 
Representative 
(SDR) 

7 months 14 min 

Company 3 Accommodation 
services 

>200 COO 1,5 years 31 min 

Company 3 Accommodation 
services 

>200 Sales 
Development 
Representative 
(SDR) 

1 year 19 min 

Company 4 Advertising 
agencies 

<50 Co-founder, 
Sales Director 
(CSO) 

16 years 28 min 

Company 5 IT-consulting 
 

<10 Co-founder, 
CEO (CEO) 

12 years 17 min 

Company 5 IT-consulting 
 

<10 Business 
Developer 
(BD) 

1 year 27 min 
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TABLE 1 Summary of the interviews 

3.4 Data analysis 

Qualitative case study aims for revealing a phenomenon, enhancing 
understanding of the phenomenon, and producing new knowledge in terms of it 
into a verbal form. A qualitative data analysis aims for clarifying the collected 

data and producing new knowledge of the phenomenon under investigation. In 
more detail, the focus is on densifying the mass of empirical data in order to 
derive more information rather than cutting some content and leaving it outside 
the analysis. (Eskola & Suoranta 1998, 137) Plenty of qualitative data analyzing 
methods exist. However, one of the most cited qualitative data analyzing 
methods is a content analysis, presented by Miles & Huberman (1994). They 
suggest three key phases for conducting a successful content analysis: data 
reduction, data display, and conclusion drawing. The model forms the basis for 
the data analyzing process of this research. In addition, Eskola & Suoranta (1998, 
174-185) suggest to begin with transcribing the data and organizing it under the 
themes used in the interviews, which enables the researcher to get a more clear 
picture of the mass of data. Further, they suggest for utilizing as many methods 
as useful for getting as much rich information out of the data as possible, varying 
from comparing data to quantifying incidences (Eskola et al. 1998, 159-207). In 
addition, Yin (2014,  135-136) states that even though a researcher in a best case 
scenario is aware of possible analyzing choices already before collecting the data 
in order to be sure that the data will be in an analyzable form, it can still be fruitful 
to play with the data. With playing Yin (2014, 135-136) refers to searching for 
promising patterns, insights and concepts via manipulating the data in various 
ways such as juxtaposing the data from different interviews, making a matrix of 
categories and calculating the frequency of different events. It is said that a 
researcher learns the best methods for analyzing qualitative data by doing, trying 
different methods and getting familiar with the data, and only via such process 
it is possible to identify the deepest and most rich information. 

The data analysis of this research started by listening to the recorded 
interviews and transcribing them carefully and in verbatim. After transcribing 
the data, all the data was organized under the themes that were derived from the 
theory and covered in the interviews (see Appendices).  Next, coding was used 
for carefully analyzing each text part, identifying deeper themes, and organizing 
the data into more precise thematic matrixes. The thematic matrixes were smaller 
categories under the main themes, which enabled to identify the relevant and 

Expert 1 Management 
consulting 
 

>10 CEO 1,5 years 48 min 

Expert 1 Management 
consulting 
 

>10 COO 1,5 years 22 min 
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important information. Finally, these findings were analyzed, and since they 
matched under the main themes, they were gathered together under the main 
themes in order to present the results in one figure (Figure 6).  Next chapter 
discusses about the findings of the research. 
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4 RESULTS 

The results of the study are presented in this chapter. The structure of this chapter 
follows the categories presented in the research framework. First, findings about 
such client firm capabilities that seem to have an impact on outsourcing outcomes, 
when outsourcing prospecting, are presented. That is followed by findings 
according to a provider, under the category of provider firm capabilities. Third, 
findings concerning relational governance, i.e. determinants that are unwritten, 
non-contractual and worked-based in their nature, and which appear in the 
interactions of the buyers and the provider, are illustrated. Fourth, findings of 
such general attributes of prospecting, that seem to influence on outsourcing 
outcomes, are presented under the category of transaction attributes. Fifth, 
findings about such contractual aspects, that are important when outsourcing 
prospecting, are illustrated under the category of contractual governance. At the 
end of each category, the findings related to that category are presented in a 
category specific summary (Figure 7…Figure 11). 

Because the interviews were conducted in Finnish, the quotations 
presented in this chapter are translated into English in a way that the meaning of 
each quotation remains original. Each quotation is followed by a code that 
illustrates the interviewee, in order to maintain the privacy of each person 
interviewed. The codes are shown in Table 1. 

4.1 Client firm capabilities 

4.1.1 Technical and methodological 

All the informants from the customer side had conducted prospecting in-house 
before outsourcing it. In all cases prospecting was conducted by the sales persons 
and only two out of five companies had sometimes outsourced it to a booking 
agency. Phone used to be the main tool for prospecting among the interviewed 
companies but also email, social media and events were utilized. However, none 
of them had run prospecting by utilizing automations. Prior experience in the 
task was indeed seen important for the outsourcing success because it helped to 
understand what was coming and how to prepare for it. 
 

“We wanted to try it (automated emails) a little bit by ourselves first so that we 

could understand what kinds of content work for our aims and what kinds of 
target groups we have. Via that we kind of summed up what we were about to 
do, how, and what our style is in it.” Company 5 BD 
 

In addition to prior experience in the task, it was also seen important that all the 
sales data that is needed for prospecting, i.e. current customers, desired prospects 
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and prospects under nurturing, was in a good quality in order to avoid contacting 
undesired companies and to enhance the process fluency. 

 
“Prospecting has been of a good quality and it hits well those targets that we 
desire, but let’s say it in this way that when we have faced problematic situations, 
it has rather been because of our CRM and Salesforce data has not been up to 
date. But it’s getting better and better.” Company 3 SDR 
 

“Of course the data and else need to be in a form that is needed, so that we can 
give it to you when you need it, and it can’t be so that everything slows down 
because we then need to manually check the lists or so.” Company 1 CEO 
 

In order to get desired results from prospecting and value for the money, having 
a good understanding of ones customers and customers’ buying habits was seen 
essential among both informant sides, the client and the provider. 
 

“It’s good if they (clients) have a clear understanding of how to approach a 
desired customer, what angle works best. That is a big benefit.” Expert 2 
 

“So that we know what we want, what our customer segments are, and how you 
can treat them and find them.” Company 2 SDR 
 

“Maybe some other firm could shoot blindly and then notice that they don’t get 
any results, or they would sell a wrong thing to wrong customers or so. Then 
they could end up in a situation that until the prospecting gets optimized, they 
have lost enough money so that they should already really get money back.” 
Company 5 BD 
 

One more thing that clients can bring to table when outsourcing prospecting and 
aiming for good return on investment still came up during the interviews and it 
is knowing one’s customers’ value. The bigger the value of a targeted prospect is 
for the client, the bigger return on investment a client most probably gets from 
outsourced prospecting. 
 

“And like one hard fact is that the bigger value a client’s customers have, the 
more valuable the client sees our service. It is because we do kind of mass 
production in terms of producing leads and our results vary little depending on 
the value of a desired customer of our client, so it is then much better to deliver 
the amount of as valuable leads as possible than the same amount of less valuable 
ones.” Expert 1 
 

“We managed to create a process that works, a systematic process. That then we 
started to concentrate more on big customers and those that bring us most 
turnover and the best marginal profit.” Company 3 COO 
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4.1.2 Client outsourcing readiness 

Considerable understanding about providing the task themselves was an aspect 
that also came up several times during the interviews. It was considered 
important that a company who outsources prospecting, knows what it would 
take if running it in-house in a similar way. Considerable understanding was 
seen to enable a client to better notice the value in outsourced prospecting and in 
general ease the launching when a client knows better what it takes to achieve as 
good results as possible from the beginning on. 
 

“We were conscious of our own situation, that if we call and think about the list, 
it is then pretty slow, and we had done that already for a while. And also like if 
we talk to everyone who we reach, but they have not been prospected before the 
calls, and we then notice that they don’t have any interest, we lose time and we 
are probably late from contacting some other decision maker who would be 
interested. So we understood what it takes in terms of time and skills, and how 
they (the case company) would do it.” Company 1 CEO 

 

“Well we first thought that of course we could have outsourced it without us 
then doing anything for it anymore. But then we decided that we want to try it a 
little bit by ourselves first so that we understand what it is about and what it 
takes. I think it’s good that you know what you buy and understand the process 
to some point at least. Otherwise it could be that you don’t really get what’s going 
on then when it’s outsourced.” Company 5 BD 

 

“It’s good if they (clients) have a proper understanding of how we produce leads, 
and like what kind of value this generates to their sales.” Expert 1 

 

One of the companies had outsourced prospecting because of a member of their 
board had recommended the outsourcing partner to them. They did not have 
deeper understanding of what it takes when running automated prospecting, but 
they wanted to try it out because of the recommendation. The provider’s 
experience and best practices then compensated the situation and enabled getting 
some results and value for the money. 

 

“We have a somewhat challenging situation, because we haven’t used this before 
and we don’t have any prior experience, so it has brought challenges for the 
provider and for us. We now need to think who we should contact and what kind 
of content we should use for our customers in these emails. Anyhow the 
outcomes have still been quite okay in my opinion.” Company 2 SDR 

4.1.3 Communication 

A client’s willingness to share information also arose in the discussions when 
concentrating on such aspects that the client firm can provide in order to enhance 
the success of outsourced prospecting. Prospecting was considered as a very 
sensitive part of a sales process because it takes place in the customer interface. 
Sharing all possibly important information concerning a client’s customers and a 
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client’s sales in general, as well as all possible feedback, was seen valuable in 
order to the provider to be able to solve a client’s problem. 
 

“In my opinion, the sales organization that outsources prospecting cannot have 
any secrets regarding their sales. If you forget to tell something important, it can 
all end up in a very messed up situation. In my opinion, there are no trade secrets 
in a situation like this. If you buy someone to conduct one of the most important 
part of your sales process, then tell it all to that provider. Tell even too much, so 
that they can solve your problem.” Company 4 CSO 

 

“If they (clients) can provide us feedback like constantly and fluently, it eases our 
cooperation.” Expert 1 

 

In addition to sharing valuable sales related information, when asking the 
provider informants about what kind of a client is a good one in reaching success 
in outsourcing, it was also seen valuable that a client is able to name their needs 
and opinions in general and provide such information to the provider as well. 
 

“Hmm I would also say that if our client has a team that has abilities and know-
how to communicate their needs and opinions. It also eases our cooperation 
then.” Expert 1 

 

One informant emphasized in-house communication as well. In their situation, 
they were not willingness to let the provider into their CRM, which some clients 
do, when it is valuable for the provider to be able to check that they do not contact 
companies that are already under control by the client’s sales personnel. In such 
situation, it seems important that the client has an effective in-house 
communication in order to share which prospects are being contacted by the 
provider and which are free for the in-house sales team to contact. Also an ability 
to tolerate some risk was considered good in this kind of a setting. 

 

“We need to openly share information with all our sales persons about which 
prospects are in this project, so that they remember to check and so, and that the 
information spreads in-house and everyone has it. Because we can not let the 
provider into our CRM. But yeah, we just need to take some risk and facilitate 
open information sharing.” Company 1 CEO 

4.1.4 Human resource management 

In addition to all the previous findings mentioned above, it seems to matter 
whether a client has an organized sales team, and a suitable person in charge of 
supporting the provider. Both provider and client informants agreed that it is 
important that a client has a proper sales team that actively runs sales activities, 
and that they have a proper in-house process for managing leads. Only then the 
client can get results from outsourced prospecting and be delighted with it. 
 

“A good client is one that has a sales team that has dedicated themselves full-
time for sales. Then they are able to respond to the leads we produce for them in 
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a way that they get the most out of them, because only then they can realize 
results. This of course also mediates our cooperation in terms of the future.” 
Expert 1 

 

“Well our dream client is one that has an organized sales organization with clear 
roles and full-time sales personnel who does active acquisition of new customers. 
Then they most surely have clear processes, and it is easy to add this thing 
(outsourced prospecting) to that puzzle.” Expert 2 

 

“It’s better to think how this kind of outsourcing works as a part of the company’s 
entire sales function. So that it’s not separate, clear roles exist, as well as a process 
for continuous developing. Those are the elements. If it’s not thoroughly thought, 
that what you do when there comes a lead, then it doesn’t really make any sense.” 
Company 5 CEO 

 

Having time for supporting the provider was also seen valuable for the efficiency 
and development of the outsourcing. Company 1 started with the provider firm 
when their sales was still lacking a systematic process. Despite the situation, it 
was seen important that it is not only in a way that the provider is there for the 
client, but the client is also there for the provider in order to enhance the 
outsourcing success. 
 

“We do need to have enough time resources for supporting it, and like we need 
to manage to answer their questions and react quickly. This includes educating 
the provider to better understand our sales and customers.” Company 1 CEO 

 

“Well maybe I had a bit challenging situation, that I had so much other things 
going on as well that I didn’t find much time to be close in it and actively develop 
it together with the provider. I needed to trust in the provider and in a couple of 
colleagues that everything will work anyways.” Company 3 COO 

 

One more aspect came up during the interviews in terms of such client firm 
capabilities that impact on outsourcing outcomes. Even though ideas and 
information are more than welcome from all stakeholders in the client firm, the 
informants agreed that it is good to have one responsible contact person in their 
side as well. In half of the cases, the decision maker, who had decided about the 
outsourcing, was the contact person in the beginning. However, sharing 
information was then slow and it was soon realized that it is better to have such 
a person as a responsible contact person, who has enough time to develop the 
cooperation. 
 

“It’s good to name a contact person, who can provide needed answers to the 
provider when they need some. We then switched, because I was first involved 
intensively, but it was slow and it’s not good. It was then smart to direct him (a 
sales person) to take care of it, to think how it works for us and how to develop 
it together with the partner (the provider). That was a very important switch.” 
Company 1 CEO 
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“But let’s say it in this way that it’s good that it’s handled by one person who 
then delivers the leads to the sales persons. Because you cannot always trust the 
sales persons 100%, and it’s not because they wouldn’t do a great job in selling, 
but they are often so busy that they otherwise wouldn’t always take care of the 
leads.” Company 3 SDR 

 
FIGURE 7 Summary of the client firm capabilities related factors that seem to 
affect the outcome of outsourced prospecting 

4.2 Provider firm capabilities 

4.2.1 Technical and methodological understanding 

Provider’s trustworthy processes arose as an important aspect for successful 
outsourcing among all five clients that were interviewed. Provider’s technical 
and methodological experience, and ability to demonstrate that in a form of 
working processes seem to enhance the easiness of outsourcing from the 
beginning on from a client’s point of view. 
 

“Let’s say it this way, that it was easy for us (already in the beginning), because 
they had built working processes, even though they didn’t have much experience 
in terms of how many clients they had had, but the structure was good and 
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thought through. It was then easy to start developing from there.” Company 3 
COO 

 

“Another thing that brings reliability is processes, and that you are able to show 
what you do for others. Of course I know that the provider firm was young, but 
they had some experience and a though, why it could work. Like they could 
reason, why their method was so smart.” Company 1 CEO 

 

One informant mentioned that also other processes than prospecting itself matter 
when thinking about such provider’s capabilities that have an impact on 
outsourcing outcomes. The client has gotten good results through the 
outsourcing, but they have much experience in account management themselves 
and they understand the value of an overall customer experience what comes to 
processes as well. 
 

“Well I don’t know, I accept the fact that they (provider) have done this only a 
short time and eagerness compensates many other things. But it’s not once or 
twice that I have needed to remind that you promised to deliver this and that, so 
I mean such account management processes and so on, they also must be in a 
good shape. But I think it’s only because models for such haven’t formed yet.” 
Company 4 CSO 

 

Also a provider’s analytical know-how was seen as an important aspect for 
successful outsourcing. Value of reporting is handled more properly in the 
section 4.3. in which the findings in terms of relational aspects are presented. 
However, a provider’s abilities and know-how concerning analytics in general 
were considered important for outsourcing success among both, clients and the 
provider. It also seems to be an aspect that affects to the overall customer 
experience. 
 

“When considering some automated method or technology, even though it 
would be about automated emails which basically still is from a human being to 
another human being, there are always automations and technology behind 
running it. Then, in my opinion, a very convincing reporting is an essential part 
of it as well. That would convince me even more.” Company 4 CSO 

 

“The results and reporting are very valuable. If I think about our current 
reporting style, which is basically a weekly report, it doesn’t bring any added 
value to a customer. We have to start better utilizing all the data that we have, 
because we are able to create much more informative client specific reports which 
can teach them more about their target customers.” Expert 2 

4.2.2 Customer understanding 

Even though prospecting via automated email campaigns rely on certain verified 
regularities, understanding a client’s sales seems important. A provider must be 
able to internalize such aspects as how a client’s sales work, how they stand out 
from their competitors, and what kind of a customer is a desired one for a client 
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and how to treat them when managing the emails. A provider’s ability to 
combine this knowledge to the verified regularities of an automated email 
prospecting seem to affect to the outsourced outcomes. 
 

“Well I would say that a provider has to have some kind of an understanding of 
what kind of a customer might buy from us and why. And also what are the 
things that we offer. So that it’s not only about contacting a certain list of firms, 
but that there’s certain understanding behind it, like how to contact and why 
they would buy.” Company 1 CEO 
 
“It’s more about business understanding than industry related understanding. 
And like when thinking about sales, and especially this kind of a supportive task, 
the most essential thing is to understand the client’s business and sales. Like how 
does it work, what things are meaningful for them and how do they stand out, 
also if some bottlenecks exist in their sales. Then we know where the most fruitful 
parts are and we can also estimate the pace in terms of our production, how much 
to produce and when.” Expert 2 

 

Earlier it was discussed that a client needs to have a certain understanding of its 
own abilities as well as the outsourcing. In addition to that, it also seems 
important that a provider is conscious of those aspects in order to be able to 
exceed the client’s abilities and create value to the client. Whether it is about 
exceeding the client’s abilities in terms of effectiveness or even data management. 
When a provider has a considerable understanding of a client’s abilities, it is able 
to exceed the abilities and create value to the client. 
 

“We already have 50 000 accounts in our CRM, so it is not about the amount of 
contacts, but the partner needs to create added value to our chain in some other 
way. In our case it is about them having the process, so they validate the contacts 
for us and only pass us the most interested ones.” Company 1 CEO 
 
“Especially the data which is there behind everything. Or like their ability to 
process data. Because I wouldn’t have had anyone from us who I could have 
named for that.” Company 5 CEO 

 

Also a provider’s willingness to educate a client seems to matter. Four out of five 
client informants expressed that a provider’s ability and willingness to consult 
the client matters when outsourcing prospecting. When outsourcing, it seems 
important that a client learns something from it as they would learn if running it 
in-house. One informant stated that it has been very good that the provider has 
been close and has tried its best to provide more than what stands in their 
contract. This client’s sales organization was the biggest one among all the clients 
when the interviews were conducted, so via active consultancy in terms of how 
to re-organize their sales process, the provider seemed to confirm that the client 
stays with them. There are no doubts that such additional educating and 
consulting reserves a provider’s resources from other tasks, which both of the 
experts also stated. Even though it creates additional value, a provider has to be 
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aware of its resources so that the time off from something else does not turn 
against the outsourcing success of other clients. 
 

“The questions is always about whether we would get better results or worse 
results if running it in-house, and if we would learn more from it then than when 
it’s outsourced. Because one knows that if you hire someone for yourself, that 
person wants to succeed and develop, so that is against which the provider 
competes.” Company 1 CEO 
 
“In practice, that the provider has a pretty consulting way to do it and is super 
close to us all the time, that is of course very good. They aim to provide us a little 
more all the time than what stands in the contract.” Company 3 COO 
 
“If a client asks us all the time something regarding their own sales process and 
how to develop in as a whole, then that client can easily end up keeping us very 
busy, so it is not good for us if we have a lot of such clients. But at the moment 
we still have a chance and resources to help our clients also a bit more than what 
this (outsourcing) basically includes, and it enables us to build great customer 
relationships.” Expert 1 

 

A provider’s flexibility in terms of a client specific outsourcing arrangement 
seems to matter as well. Informants from three client companies told that they 
had changed the outsourcing arrangement during outsourcing, and one of the 
informant expressed that their arrangement probably differs from other clients’ 
arrangements. It probably has an impact on outsourcing outcomes that a client is 
able to fix the arrangement in a way that it best suit its current needs. 
Hypothetically, a client might end the outsourcing relationship, if a provider 
would not be ready to fix the outsourcing to fit the customers changed needs. 
 

“After all we agreed on such a change that we didn’t want to contact such a wide 
target group anymore because we understood that it’s good for us to focus on a 
more specific group of prospects. Against what other clients probably have, in 
our case the provider should not constantly be loud towards the prospects, but 
to focus on high quality and low quantity.” Company 2 CEO 
 
“It has gone pretty well even though we have slowed it down a bit, cut the 
amount of firms that are contacted to a half of what it used to be. But on the other 
hand, now it’s even more precise so we probably still get the same results even 
though the quantity is smaller now.” Company 3 COO 

 

4.2.3 Communication 

Communication from a provider’s side was another aspect that came up in the 
interviews. A provider’s ability to clearly communicate what the outsourcing 
includes and also what kinds of arrangements it requires from the client side 
seems to matter considering how fluently the outsourcing proceeds. The experts 
had experienced situations in which they had realized that they haven’t defined 
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the outsourcing clearly enough, which had led to a situation in which a client felt 
that they had not gotten what was agreed in the beginning. Such 
misunderstandings were experienced frustrating and confusing from both sides. 
 

“Probably the most negative things have happened because of bad 
communication, that we haven’t for example succeeded to define what this 
service of ours that we sell includes and what is considered as a lead. And then 
it can happen that a customer considers a lead to be something else, like not a 
right decider person who to talk to but a meeting.” Expert 1  

 
One client had experienced a confusing situation in the beginning of the 
outsourcing when they had not known how much it takes in their side to manage 
the incoming leads. First, the leads had been passed to every sales person who 
was involved in the outsourcing. However, the sales person did not have enough 
time to record every lead to the client’s CRM and it could have resulted in a big 
challenge later on. The client then realized that it is better to have a responsible 
person who manages all the incoming leads before passes them to sales persons. 
As a part of defining what the outsourcing includes, it seems them important that 
a provider also understands to clearly state how the client can prepare for the 
outsourcing so that such situations can be avoided and the outsourcing proceeds 
more fluently. 
 

“The provider should maybe state already then when discussing about the 
outsourcing in the first place, that it also requires some resourcing from the client. 
I then noticed that it really requires a team from our side to take care of it, that it 
doesn’t work if all the sales persons are involved. But we woke up to that later 
then.” Company 3 SDR 

 

As it was discussed in terms of client firm capabilities, the valuable role of in-
house communication also came up in terms of the provider firm. effective in-
house communication improves a provider’s ability to avoid mistakes that may 
take place if all stakeholders do not share the same information. Such mistakes 
can affect to the quality of the outsourcing and so indirectly impact on a client’s 
experience of trust in the provider. 
 

“Hmm maybe earlier, when considering the time of our very first clients, there 
were some problems when it came to systematic operating. It happened that we 
had agreed on some ways of operating, but then our account manager didn’t 
communicate it to our employees, so they couldn’t know how to do it all in the 
right way. So it is important that the person who knows something more, will 
tell it to every stakeholder.” Expert 1 

4.2.4 Proactivity 

A provider’s ability to operate proactively got appreciation from all the client 
firms. It had become visible in different forms varying from keeping a customer 
actively on track if some content did not seem to work for its prospects or when 
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some other development activities had started such as A/B-testing of email 
contents. Noticing a provider’s proactivity seemed to strengthen a client’s trust 
in a provider’s way to develop the task continuously. It also seemed to strengthen 
a client’s good feeling of the results derived through the outsourcing. 

“It seems that it’s developed and that they want to do it better and better all the 
time. They really make us feel that we are on the ball, like they send us many 
messages about how they need more list (of desired target firms), or that this 
content doesn’t work, so it could be better for us to change it in this and that way.” 
Company 1 CEO 
 
“I have been very satisfied with how they have developed the email contents and 
launched A/B-testing in order to get the developing to a next level even, and all 
of that has been done proactively. In my opinion, all that has caused it that our 
thing (outsourcing) has gotten better.” Company 5 BD 

 
Though even more proactive developing, innovating and educating would be 
welcome. One informant expressed subtly that they would appreciate getting 
more precise information of how the development process has proceeded after 
agreeing on some changes, and they would also be happily surprised if a 
provider would be willing to come to their office and learn by experiencing their 
culture there. Another informant stated that a provider could actively track what 
kind of phenomena are popular in their industry and take a grip of such 
information and use it when developing the email contents. The provider firm is 
still a young and small outsourcing provider, so these kind of ways of operating 
would not be possible for them with their current resources. Also it might be 
possible that actively directing resources on such bigger scale proactive actions 
that would expand the service outside the needed daily operations would not 
enhance the ROI from a provider’s point of view. 
 

“Maybe more teachings in terms of what kind of changes have been done to the 
contents and how is it seen in practice. Also like when something was changed 
but it turned out in worse than what it used to be, then we would get a chance to 
learn from it also.” Company 1 CEO 
 

“Maybe there could be some more creativity, like more creative email content or 
some other creative idea. It wouldn’t harm us if the provider would notice such 
a timely phenomenon in our industry that interest our customers, and would 
create email content around that somehow or so.” Company 2 CEO 

 

As a last finding according to the provider firm capabilities, it seems essential for 
the outsourcing success that a provider has a considerable understanding on 
what is going on in the clients’ minds considering their feelings of the 
outsourcing. In order to sustain satisfied customer relationships, a provider must 
proactively contact its clients and map their current feelings and wishes of the 
outsourcing. The provider cannot rely on a client’s activity in sharing such 
information due to them having much other things in mind as well than only the 
outsourced prospecting. 
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“We have noticed that those cases are the best when we have mastered 
communicating towards our clients. We have then gotten most feedback and 
those clients have also continued with us. A couple of cases have went so that we 
have just let them roll and we have believed that they are going well, but then 
the client has messaged us that everything is not good.” Expert 2 

 
FIGURE 8 Summary of the provider firm capabilities related factors that seem to 
affect the outcome of outsourced prospecting 

4.3 Relational governance 

4.3.1 Communication 

When it comes to such relational aspects that seem to matter in terms of how 
the outsourcing of prospecting succeeds, interorganizational communication 
came up multiple times during the interviews. Such communication, that 
matters when considering aspects that impact on outsourced prospecting, takes 
many forms as discussed earlier in terms of the client- and provider specific 
capabilities. In addition to the forms described earlier, effective knowledge 
sharing that equally applies both ways seems to be an essential factor affecting 
to outsourcing outcomes. Effective in this context means all-encompassing in a 
way that all knowledge that someone might need in order to better operate in 
and feel about the outsourcing, should be shared. A client relies on the 
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information a provider shares with them, and the other way around. Effective 
knowledge sharing seems to lead for strengthening trust, enhancing 
effectiveness and assist in tackling challenges that might possibly appear 
without proper communication. 
 

“I thought what kind of a risk it could be for our corporate image because 
someone else communicates to our possible future customers, but then from the 
beginning on, I was given an entry to check all the emails they send in our sales 
persons names and I replayed that they didn’t look bad.” Company 3 COO 

 
“We have gotten enough information of the email campaigns, how many 
prospects have been contacted and how many of them have opened the 
messages, but in the beginning I also got information of those prospects who 
haven’t reacted to the campaigns. So I would appreciate if they would still 
share me that information as well, because then I could check whether there are 
some very potential ones that we should quickly contact again by ourselves.” 
Company 2 SDR 

 
“During our existence, I haven’t encountered such problem or challenge that 
couldn’t have been solved or prevented by better communication. It requires 
systematic operations, that all essential persons know about all essential things. 
They (clients) basically only rely on what we told them, and if we work for 
something for many hours but we don’t report it to them, they don’t know 
anything about it.” Expert 2 

 
In addition to effective knowledge sharing, active dialogue on development 
seems to be valuable in outsourced prospecting. The clients seem to appreciate 
when they are engaged into a dialogue for evaluating the current state of the 
outsourcing as well as for innovating better ways to operate. The company 5 
stands out from the other clients when it comes to creating the email contents 
because they prefer to do it by themselves. However, they also value an active 
interorganizational interplay which aims for developing the quality of the 
content so that it works better and better for their prospects. 
 

“Well an active interplay and constant evaluating of results really matters. So 
that we do those things together, we are honest in terms of the results and think 
what we should do next.” Company 2 CEO 

 
“We have been treated well considering how we have gotten feedback of the 
content and also advices to try this and that because they know that it works 
better like that. So that has been good that we have been guided, and it has 
been very interactive.” Company 5 BD 

 
Agreeing on regular meetings also matter even though the parties can 
communicate freely and whenever needed. All clients are different and ask for 
different kinds of routines when outsourcing prospecting, some feel good about 
calling when needed whereas some value regular meetings from the beginning 
on. 
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“Customer communication must of course take a form that suits for both 
parties. We have had successful styles with many different kinds of clients, like 
some want to have weekly status checks and some want to agree on a quarterly 
meeting. From our point of view certain regularity pays off whether it is a 
meeting or just sending a report, because then a customer stays updated of the 
situation and knows what they pay for.” Expert 1 
 
“I’m in touch with the account manager on a weekly basis and in addition to 
that us both report report things to each other, it is very important.” Company 
3 SDR 
 
“A regular meeting should be set from the beginning on, the rhythm, and the 
means of communication. An outsourcing cooperation shouldn’t make an 
exception from a normal cooperation, it works the best when one thinks that 
you are parts of the same team.” Company 1 CEO 

 

4.3.2 Trust 

Trust as a factor that matters in terms of outsourcing outcomes came up in 
multiple ways in the interviews. The importance of trust appeared in three 
different ways when outsourcing prospecting, trust in data security, trust in 
representing the client and trust in the processes. Succeeding in outsourced 
prospecting often requires sharing CRM data for the sake of segmentation if 
planning the target groups in cooperation with the client. It also requires open 
and honest discussions of the results, which often includes dealing with a 
client’s CRM and sales data. Such discussions are only possible when 
considerable trust exists between a client and a provider. 
 

“Trust has to be considerably high sometimes so that we can openly talk about 
for example how much sales our email campaigns have produced for the client, 
or so that we can handle their CRM-data for the use of segmentation. And those 
are very sensitive topics to share with an outsider. But when we can do those 
things, our results are probably better and the customer relationship is 
supposedly better as well.” Expert 1 

 
Another way how trust exists is that a client feels secure of someone else 
outside the client firm to represent the firm. However, this aspect shared 
opinions and one informant felt that when they trust in the provider in a way 
that the provider is the one who has come up with the whole business idea, 
then they know enough about such corporate communication as well. In 
contrast, majority of the informants who came up with the topic expressed 
some anxiety for the corporate image of theirs. It might be that the more there is 
trust in between the parties, the less the client worries about such an aspect and 
trusts in the provider’s ability to communicate in a correct and neutral way. 
 



 45 

“And yeah when it comes to the corporate image of our firm, I just trust in it, 
that when someone has established a business like this, they know what they 
are doing and all the basic stuff.” Company 2 CSO 
 
“We have very specific brand directions or however to name it, but like how we 
communicate to our customers, what kind of language we use and so on. So 
then when outsourcing prospecting which includes communicating with our 
possible future customers, I just needed to trust in the partner, that they do 
know how to do it.” Company 1 CEO 

 
Transparency seems to also be a factor that creates the feeling of trust and so 
affects indirectly on the outsourcing outcomes. Especially a provider can 
enhance transparency of the outsourcing via sharing as much information as 
possible and acting honestly and directly also when facing possible challenges 
and problems. As in terms of many other findings discussed earlier, to be able 
to be transparent from a point of view of each client, a provider must 
understand each client’s situation and their needs. 
 

“Well I had a kind of challenging situation in the beginning because I had so 
many responsibilities simultaneously, that I needed to trust in the provider and 
in a couple of guys in our side. So if I could choose, I would develop the 
reporting part of the outsourcing much more, I mean from the provider’s side, 
like I would put more deep information about it, maybe even in the level of 
daily basis.” Company 3 COO 
 
“Some challenges always appear when doing things, but it’s a very important 
thing that those are honestly shared in both ways. And the same thing matters 
for ideas of development, when those come to one’s mind, share them and 
discuss them through right away when possible.” Expert 2 

 
Last trust related factor that seems to affect to outsourcing outcomes is 
trustworthy processes. Being able to trust in provider’s processes seems to give 
a certain rock solid base for the outsourcing. This aspect indeed came up during 
the interviews in terms of the beginning of outsourcing. 
 

“Another thing that strengthens the feeling of trust are the processes and that 
one can show what is done for others. The provider firm is young but they have 
experience and clear ideas how these things work.” Company 1 CEO 

4.3.3 Cooperation 

Cooperation during outsourcing seems an aspect that partly enhances the 
probability of a client to continue with the provider after passing the pilot 
period. Building up operations models in a cooperation may predict stronger 
relationship between a client and a provider which may further lead for 
continuing the outsourcing even though other aspects such as results would not 
have met the expectations of a client. 
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“We had the pilot (period) and we decided to continue. We would have wanted 
more results during that time but our choices in terms of the target groups and 
so on were probably not the best possible ones. So we understood what the 
reasons were behind the worse results, but we had a operations model that we 
had been building together with the provider, so we felt that we want to 
proceed with it.” Company 5 CEO 

 

4.3.4 Commitment 

The role of commitment in terms of outsourcing outcomes was also illustrated 
in the interviews of three informants. Building close relationships and 
embracing them by making time for discussing about topics that do not directly 
concern the outsourcing itself were seen as valuable aspects when aiming 
towards commitment in an outsourcing relationship that concerns outsourced 
prospecting. 
 

“That we stand out more than when it’s time to send a weekly report or a bill 
once in a month, it is very important, and especially when it comes to long-term 
customer relationships, it is important to manage to build personal 
relationships with all essential stakeholders.” Expert 2 
 
“If we consider our team meetings, it’s not that we only check the results there. 
We use much more time for discussing about qualitative stuff such as future 
related topics. In contrast to that, when it comes to an outsourcing provider, 
such meetings are most often about the results only, and it’s much less about 
sharing knowledge about topics such as the current state of B2B-sales in 
general. Then it doesn’t lead for commitment and in the end of a project we 
think what’s next then.” Company 1 CEO 

4.3.5 Client provider alignment 

As a last factor that exists due to the relationship between a client and a 
provider is a client provider alignment. In more specific, having a shared aim or 
goal, having which seems to impact on the outsourcing outcomes. Sharing a 
common clear idea of what the outsourced prospecting is about provides good 
possibilities for working towards the same goal and experiencing things on the 
way in a similar way. That seems to enhance a provider’s ability to manage the 
client’s experience of the outsourcing and more easily stay updated of a client’s 
needs and on the other hand, feelings. 
 

“It’s very important that we play in the same side, in the same team, that we 
play to the same goal, and both understand that if we hit that goal, it means 
that we scored a goal. So that both know that now we succeeded. Checking that 
is very essential in the very beginning already.” Expert 2 
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FIGURE 9 Summary of the relational governance related factors that seem to 
affect the outcome of outsourced prospecting 

4.4 Transactional attributes 

4.4.1 Measurement difficulty 

In addition to the fact that properly conducted prospecting produces warm leads 
in a short time span, it also works as a marketing tool, and more results may 

appear after a longer while due to the awareness it has created. Such 
measurement difficulty in terms of the results derived from outsourced 
prospecting arose among the informants as well as an aspect that impacts on 
outsourcing outcomes from a client’s point of view. 
 

“So far we don’t have enough data that we could accurately calculate our profit 
from this. So maybe in this month, we will go through all the results we have 
gotten and evaluate if some is still coming from what now has been conducted. 
So we will continue and then we always know more when we get more data.” 
Company 5 BD 

 

“It’s important that the provider can demonstrate those cause and effects pretty 
quickly after outsourced prospecting has launched, that they can show results, 
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because it doesn’t work if a client just pays for it a month after a month. The fact 
is that firms live from the results and if you put money into something, you must 
get payback form there.” Company 3 COO 

 

Another challenge in evaluating the profit from an outsourced prospecting may 
occur if prospecting is not only conducted for acquiring new customers but also 
for re-activating old ones. One informant company had experienced both and 
they had used time for thinking whether some leads occurred because of the 
outsourcing, only after a longer while due to the awareness, or would those 
prospects have contacted them anyways.  

 

“We had a kind of challenge, which boys (the provider) know as well, that it is 
difficult to say which customers would have appeared anyways. And this 
concerns indeed those prospects that have been our customers earlier. It is 
difficult to know, if they would have contacted us anyways even though they 
wouldn’t have been contacted now by the provider. But on the other hand I know 
that when it comes to our marketing, there’s no other way than that we would 
have contacted them by ourselves. But yeah, we didn’t do that by ourselves.” 
Company 3 COO 

4.4.2 Risk 

Outsourcing to a reliable and professional provider can be a relieving and 
empowering experience for a client. However, according to two of the 
informants there also lies a risk of losing grip from the task. The informants 
considered a blind trusting in the process and the provider as a possible risk for 
the client’s sales when outsourcing prospecting. 
 

“One risk is, that you trust that you get the results that you think you should 
get. It could easily happen that you just let it be, and then later on you’re not 
happy with the results, that it should have gone much better. I mean, I think 
such blind trusting is even the biggest risk. That one thinks that everything will 
go as wished. That one doesn’t stay connected, put any effort for building it 
together (with the provider), and actively follow how it goes.” Company 1 CEO 

 
“Though such a risk is real, that one would just let it roll and didn’t keep a track 
on it and investigate how it goes. Because in my opinion this is a thing in terms 
of which a continuous developing should take place. Even though the provider 
would actively do it, but if we would for example start just hanging out, we 
wouldn’t get as much benefit from it because we wouldn’t direct it for the right 
target groups and to the things we want to sell for each group.” Company 2 
SDR 

 
Also a risk of harming a client’s corporate image came up in five out of ten 
interviews. Depending on a client’s data/CRM quality and a process for 
checking the prospects from duplicates, so that current customers or prospects 
that the client is already nurturing won’t be contacted by the provider, it may 
happen that some incorrect contacting takes place. It wasn’t seen as a 
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remarkable risk for a client’s business but it was seen unfortunate because such 
incorrect contacting is marketing at the same time. 
 

“Our Salesforce (CRM) is much better up-to-date now than what it used to be. 
But of course this sort of little blunders happen. That when a firm is saved on 
our Salesforce in a different way than how the provider identifies every firm by 
using their company IDs, it just happens then that sometimes an existing 
customer ends up in the automation that the provider manages. But it is not the 
end of the world, and so far nothing irreversible has happened because of such 
blunder.” Company 2 SDR 

 
One customer had experienced incorrect contacting in a way that the provider 
had contacted prospects from a wrong target group by sending emails 
including content that was planned for another target group of the client. This 
kind of a case was seen unfortunate because it is totally pointless and rather 
cause difficulties than any benefits for when contacting those prospects again in 
the future. Both a customer’s ability to educate the provider of their desired 
customer profiles, and the quality of a provider’s processes can enhance that 
such a risk exists. 
 

“It’s not good that wrong emails are sent to wrong target companies, because 
they could be potential customers for us as well. Like they get an email with a 
content that is designed for another target group of ours. Then we need to start 
contacting them next time from the very beginning on.” Company 2 SDR 

 
“These mistakes of incorrect contacting have luckily gotten rare today in 
contrast to the situation when we started providing the service. It is of course 
always risky if we contact our clients’ prospects or even current customers in a 
wrong manner, because customers are their most important stakeholders, so it 
definitely is a sensitive spot for our clients.” Expert 2 

 
Third and last risk that was identified in terms of an outsourced prospecting 
when operating inside of the European Union was a risk for breaking a 
prospect’s privacy when it comes to the general data protection regulation 
(GDPR), a law that was set in the EU on the 25th of May in 2018. It was seen in a 
way that a client must trust in the provider that it follows the law and doesn’t 
risk the client’s business by breaking the law. 

 
“The provider must solve all privacy policy related things and such, like GDPR 
and so on.” Company 5 CEO 
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FIGURE 10 Summary of the transaction attributes related factors that  seem to 
affect the outcome of outsourced prospecting 

4.5 Contractual governance 

4.5.1 Contract detail 

The size of an outsourcing does not seem to change the point of view that 
stakeholders have when considering a contract and it’s existence. Similarly to 
when an entire function is being outsourced, a contract was seen as an 

important aspect also when outsourcing prospecting. It is seen as a valuable 
agreement which sets unambiguous frames for the outsourcing and generates 
trust and security for both parties. Agreeing about contractual details does not 
mean that the ways of operating could not be developed and changed on the 
run if both parties have a will for that, but one can turn back to it if feeling 
unsure whether all the agreements are followed properly. 
 

“A contract provides a foundation for what has been agreed on. It does matter 
because it provides trust in it that the operating goes in the right way. So that 
you don’t get a feeling that you have agreed on something but no-one knows 
about what. When having a contract, both parties know the expectations.” 
Company 1 CEO 
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“It’s good to have a written agreement of everything. In principle a written 
contract is always only such ‘just in case’ -thing. Like primarily in a good 
cooperation there should always be flexibility from both sides, that there’s black 
and white on a paper only for the sake of such situation of a conflict in which 
one might need to check what has agreed on. It’s also good to set clear prices 
for additional work and agree on those at the same time when writing a 
contract. Then it’s fair and transparent for both parties.” Expert 2 

 
A price of the outsourcing also arose as a factor that has an impact on how the 
customer experiences the outsourcing. A role of the price was seen in a way that 
it has to be transparent, reasonable and the cost structure needs to be easy to 
understand. 

 
“Even though everything else would be alright, but the pricing is difficult to 
understand or it feels unreasonable.” Company 1 CEO 

4.5.2 Key performance indicators 

Parts of reliable analytics are clear key performance indicators (KPIs), which 
illustrate the current state of the outsourced task and how it has developed. It 
seems essential for the sake of the outsourcing continuity that such KPIs exist 
which illustrate the state of the outsourcing clearly and univocally. The KPIs are 
something the decision maker can lean on when there comes a need to validate 
the outsourcing to others in the company. 
 

“It pays off to think from the point of view of the client, that what they may need. 
Because I mean, the decision maker needs to continuously justify the outsourcing 
to others in the client firm, like why outsourcing and why did we take this 
expense.” Company 3 COO 
 
“Well we didn’t get massive results during the pilot (period of time), but we got 
enough to state that its ROI (return on investment) was good enough for 
continuing.” Company 3 COO 

 

The existence of such KPIs that illustrate the state of daily performance are also 
considered important. In terms of prospecting via email the KPIs can for example 
be numbers such as open rates, reply rates and lead rates. Getting information in 
the form of clear KPIs seems to be a part of the experienced value of outsourcing. 

 
“We have also been informed if some of our numbers (open rate, reply rate etc.) 
have gotten below the average and what actions have been done for reacting to 
it in order to get the numbers up again. That has been very valuable.” Company 
5 BD 
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FIGURE 11 Summary of the contractual governance related factors that seem to 
affect the outcome of outsourced prospecting 
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5 DISCUSSION 

The objective of this study was to find out what factors seem to determine 
outsourcing outcomes when outsourcing concerns a sales task instead of an 
entire sales function. By identifying such factors, the study also aimed to expand 
the current understanding in sales task outsourcing due to it being a highly 
timely topic in the B2B-markets. The main findings of the study emphasize the 
importance of communication, client understanding, and trust when aiming for 
successful prospecting outsourcing. An active and open communication does not 
only enhance outsourcing success, but it also reduces the probability of facing 
risks during the outsourcing. Also, the better a provider understands its client, 
the better results both of the parties seem to achieve via the outsourcing. At last, 
trust seems to enhance the parties’ willingness to communicate openly and 
honestly, which further enhances the possibility of achieving success in the 
outsourcing. 

5.1 Theoretical contributions 

The first contribution of the research is that it introduces a new research 
framework that considers outsourcing outcome determinants in the context of 
sales task outsourcing (Figure 12). The framework expands the current 
knowledge in outsourcing outcome determinants by bringing new knowledge 
in terms of sales task outsourcing instead of outsourcing an entire function 
(Rapp 2009; Lacity et al. 2016). The second contribution of the research is that it 

expands the current knowledge in sales task outsourcing by contributing to the 
discussion that Rogers & Rodrigo (2015) started by investigating the evaluation 
and decision-making process in sales task outsourcing. Next, the findings on 
the five core elements: a client firm capabilities, provider firm capabilities, 
relational governance, contractual governance, and transaction attributes, are 
discussed. At the end of this chapter, all the findings are presented together in 
the new research framework (Figure 12). 
 All five elements have a meaningful role in determining task outsourcing 
outcomes as well. In terms of a client-side, the findings imply that the more 
experienced a client is in terms of the task that is being outsourced, the better 
outsourcing outcomes (Lacity et al. 2016) await the customer from the 
beginning on. A fluent start and operating also reserve fewer resources of a 
provider-side for guiding a client and enables a provider to concentrate on 
developing the service towards better outcomes from the beginning on. Also, 
the more clear understanding a client has of the outsourcing (Lacity et al. 2016), 
the better the outsourcing success is from the beginning on due to lack of 
misunderstandings. In addition to prior research in outsourcing outcome 
determinants, this research revealed two new determinants that seem to affect 
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prospecting outsourcing outcomes: a client’s readiness in communication and a 
client’s abilities in human resource management. The more willing and skillful 
a client is in terms of in-house communication as well as communication 
towards a provider, the better are the outsourcing outcomes they derive from a 
prospecting outsourcing. When a client communicates openly and 
comprehensively, misunderstandings and even risks are better avoided and 
more efficient developing is better enabled. In terms of human resource 
management, a client’s experience in resourcing time and managing people 
enhances positive outsourcing outcomes via more fluent operating. 

 When it comes to a provider-side, also the findings of this research imply 
that the more experienced a provider is in analytical thinking and in building 
functioning processes (Lacity et al. 2016), the better outsourcing success is 
reached. Departing from the findings according to prior research and thus 
illustrating as being sales task outsourcing specific determinants, a provider’s 
capabilities in communication, customer understanding, and proactivity were 
found to impact on outsourcing outcomes. In terms of communication, the 
more skillful a provider is in defining the outsourcing and reporting 
comprehensively, as well as managing in-house communication, the better are 
the outsourcing outcomes in terms of service fluency and the overall customer 
experience due to avoiding misunderstandings and mistakes. Also a provider’s 
ability to understand a client’s business and current needs of a client (Rapp 200; 
Park et al. 2011) impacts on outsourcing outcomes via more effective operating 
and strengthening the customer experience when being able to face every client 
personally. As a last determinant in terms of a client firm capabilities, the more 
a provider manages to operate proactively, the better are the outsourcing 
outcomes due a more fluent customer experience and less misunderstandings 
in terms of how a client feels about the outsourcing. 
 In terms of determinants belonging to the category of relational 
governance (Lacity et al. 2016), the findings of this research are parallel to the 
prior literature (Lacity et al. 2016; Rapp 2009). Thus, worked-based 
communication, trust, cooperation, commitment, and client-provider 
alignments similarly positively affect to outsourcing outcomes when 
outsourcing considers a sales task than an entire business function such as IT or 
other business processes (Lacity et al. 2016). However, findings on the means of 
communication and the means of how trust evolves are new when comparing 
to prior research. When outsourcing a sales task, an active dialogue focusing on 
developing and knowledge sharing enhances positive outsourcing outcomes. In 
terms of the trust, phenomena such as a client experiencing transparent 
operating, functioning processes, data security and that a provider is willing 

and able to represent a client in a personal way, generate trust when 
outsourcing concerns a sales task. 
 Considering determinants that belong to the area of contractual 
governance (Lacity et al. 2016), the findings are parallel to the prior literature in 
terms of contract detail and key performance indicators (Lacity et al. 2016). In 
greater detail concerning the determinant of contract detail, a contract was 
found to have a role in illustrating common agreements in terms of what the 
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outsourcing includes and what a client can expect from it. In addition, it was 
found that when outsourcing has a reasonable price from the perspective of 
both stakeholders, the more positive is the outsourcing outcomes. 
 At last, the findings on determinants that represent the category of 
transaction attributes were parallel to the prior literature in terms of 
measurement difficulty and risk (Lacity et al. 2016). Both of them were found to 
have a negative impact on outsourcing outcomes due to either leaving a client 
unclear about the realistic results derived from the outsourcing or causing a 
reputational risk or one related to the outsourcing effectiveness from a client’s 

point of view. In greater detail, risks of treating the outsourcing passively and 
thus losing its realistic effectiveness, harming a client’s corporate image, and 
breaking the GDPR in the name of a client were identified in terms of a sales 
task outsourcing. 
 To conclude the theoretical contributions of this research, the research 
has contributed to the existing literature by exploring outsourcing outcome 
determinants in a new area of outsourcing, a task outsourcing. In addition, the 
research has expanded the current knowledge in a sales task outsourcing by 
continuing to explore the outsourcing process from the point where Rogers & 
Rodrigo (2015) left it. 
 

 
 
FIGURE 12 Research framework that presents such outsourcing outcome 
determinants that seem to exist when outsourcing considers a sales task such as 
prospecting. 
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5.2 Managerial implications 

From a managerial point of view, this study offers useful knowledge for firms 
planning to outsource a sales task or firms already operating in the field. Key 
managerial implications concern communication, exceeding a client’s own 
abilities and trust. 

From the beginning on when a client is entering the outsourcing, the 
most meaningful thing is to openly and clearly discuss what the outsourcing 
includes and what it requires from a client. Only then the parties may share a 
mutual understanding of the arrangement as well as a mutual goal towards 
which they both are operating since the beginning. In order to maintain the 
common understanding, it is essential to actively and openly communicate 
expectations, opinions, frustrations, wishes and everything that the other party 
might need or otherwise value. Also in terms of communication, when 
operating right in the client’s customer interface as often when it comes to sales, 
it is essential that a provider has working processes for offering all information 
related to a client’s prospects and customers to the use of a client in order to not 
prevent a client from learning about its stakeholders and better servicing them 
when prospects turn into customers. The same applies to a client’s 
responsibility in sharing all information that could possibly enhance a 
provider’s operating in the client’s name with a provider. Also from the 
beginning on, it is valuable to agree on regular meetings in order to secure the 
needed amount of contacting for sharing information and feelings about the 
outsourcing. 
 Every client is different when it comes to abilities and understanding 
related to the sales task. Thus, it is valuable that a provider actively puts the 

effort in getting to know a client in order to best service it and create value by 
exceeding the client’s abilities. In some client cases, this may require something 
more than the daily operating, and actions such as educating, consulting, or 
working towards a more strategic relationship with a client via building a 
relationship in which ideas and knowledge around the sales task itself are 
shared, will pay off in terms of customer experience. Such actions do not always 
require more resources than knowing for which to concentrate on those regular 
meetings. Thus, knowing each client and utilizing that knowledge in serving 
the client, enhances positive outsourcing outcomes as well as customer 
retention. 
 In addition to those implications, a provider can still impact on positive 
outsourcing outcomes via actively developing and executing better ways to 
operate in the form of processes such as task-related processes, reporting 
processes, and account management processes. All these generate trust from the 
perspective of a client. Also being able to be as transparent as possible in its 
actions, proactively develop a client related factors (i.e. email content and A/B-
testing), illustrate an ability to represent a client, and proactively 
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communicating about these actions, generate trust and thus impact on gaining 
positive outsourcing outcomes. 
 To conclude, everything begins from knowing a client’s sales, abilities 
and will in order to ensure being able to create enough value for the client. 
Second, it is important to work for generating a mutual understanding and 
expectations of the outsourcing. Third, it is valuable for the future that a 
provider facilitates active, open and honest communication for example by the 
support of general meetings in order to keep on track on a client’s feelings of 
the outsourcing and avoid possible risks and misunderstandings. Fourth, it 

pays off for a provider to act proactively in terms of developing its operations 
and openly communicating about the development. Fifth and at last, what a 
client can actively do is to support a provider whenever there comes a need, 
facilitate open communication in-house, and actively share ideas, wishes and all 
other possibly valuable knowledge with a provider. 

5.3 Evaluation of the study 

According to Adams et al. (Adams, Khan & Raeside 2014), reliability and 
validity are criteria that should be used when conducting qualitative research 
for ensuring the quality of data, research design methods and the overall 
accuracy of the results. Reliability signifies the degree to which an instrument 
measures the same way each time when it is used under the same conditions 
and with the same subjects. One essential aspect of reliability comes to the 
definitions of variables that are under examination. A researcher must ensure 
that all the subjects involved in the research share the same definitions of the 
covered variables. Only then reliability of the empirical data gathering can be 
ensured. (Adams et al. 2014) The transparency of this research was enhanced by 
carefully following the protocol of a case study and clearly describing all the 
research phases. The empirical data was collected via semi-structured 
interviews concerning which the themes and questions were carefully designed 
with the support of prior research. The research framework and the structure of 
the interviews are both well presented in this paper. Also the objectivity of an 
interviewer was taken into consideration in order not to direct the storytelling 
of the informants. However, because of the nature of semi-structured 
interviews, the researcher asked additional questions during the interviews 
based on the answers of the informants. Additional questions were asked in 
order to get as rich data as possible, which further ensured that no additional 

contacting and interviews needed to be organized. Hence if repeated, the 
content of the interviews may not be entirely similar to the interviews according 
to this research, which may lead to collecting data that differs from the 
empirical data that was gathered for this research. It has to be acknowledged 
that the nature of qualitative research is somewhat subjective because of the 
researcher’s participation in data collection and in analyzing the collected data. 
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 Validity signifies the strength of the conclusions and the degree to which 
one has measured what was supposed to. Internal validity asks if there is a 
relationship between the process and the outcomes, whereas external validity 
refers to a researcher’s ability to generalize the results. (Adams et al. 2014) To 
strengthen the internal validity of the research, the research framework was 
justified by prior research. In addition, when analyzing the empirical data, 
certified analyzing methods were followed. In order to strengthen the external 
validity, a proper case company was selected for this single case study. 
However, because the research was based on a single case that has an 

individual appearance in terms of such factors as company culture and 
organizational structure, the results are not generalizable beyond the context. 
Nevertheless, in addition to offering guidance to companies operating in or 
planning a sales task outsourcing, the results also provide more knowledge to 
future research in terms of a task outsourcing. 

5.4 Suggestions for future research 

 
Even though this study offers valuable insight into prospecting outsourcing, 
more research in the area and in other kinds of sales task outsourcing is needed. 
Due to the nature of this qualitative single case study, the results cannot be 
generalized. Thus, more research in a wider scope is required to achieve a 
considerable understanding of the phenomenon. Also, this study left outside of 
consideration the decision-making process and its possible influence on the 
outsourcing outcome determinants. More research in considering the two phases 
together is needed in order to better understand the prospecting outsourcing 
process. In addition, this study only concentrated on studying the phenomenon 
from the perspectives of the experts and clients who were satisfied with the 
provider and had continued or were most probably about to continue the 
outsourcing with the same provider. However, clients who had backsourced 
after the pilot period and operative workers from a provider-side were not 
interviewed for this study. Hence, more research is needed also from this point 
of view in order to better understand all the determinants of outsourcing 
outcomes. Finally, in order to understand the entire task outsourcing process, the 
last phase of an outsourcing process, re-evaluation, must also be investigated. 



 59 

REFERENCES 

Adams, J., Raeside, R. & Khan, H. T. A. 2014. Research Methods for Business and  
Social Science Students (2nd Edition). SAGE Publications. E-book. 

 
Agnihotri, R., Kothandaraman, P., Kashyap, R. & Singh, R. 2012. Bringing ”Social”  

into Sales: The Impact of Salespeople’s Social Media Use on Service  
Behaviors and Value Creation. Journal of Personal Selling & Sales  
Management 32 (3), 333-348. 

 
Agrawal, S., Goswami, K. & Chatterjee, B. 2012. Factors Influencing Performance  

of ITES Firms in India. Information Resources Management Journal 25 (4),  
46-64. 

 
Ahearne, M., Jones, E., Rapp, A. & Mathieu, J. 2008. High Touch Through High  

Tech: The Impact of Salesperson Technology Usage on Sales Performance  
via Mediating Mechanisms. Management Science 54 (4), 671-685. 

 
Anderson, E. 1985. The salesperson as outside agent or employee: a transaction  

cost analysis. Marketing Science 4 (3), 234. 
 
Awe, O. A., Kulangara, N. & Henderson, D. F. 2018. Outsourcing and firm  

performance: a meta-analysis. Journal of Strategy and Management 11 (3),  
371-386. 

 
Bachlechner, D., Thalmann, S. & Maier, R. 2014. Security and compliance  

challenges in complex IT outsourcing arrangements: A multi-stakeholder  
perspective. Computers & Security 40 (2), 38-59. 

 
Bardhan, I., Mithas, S. & Lin, S. 2007. Performance Impacts of Strategy,  

Information Technology Applications, and Business Process Outsourcing  
in U.S. Manufacturing Plants. Production and Operations Management 16 
(6), 747-762. 

 
Barthélemy, J. 2001. The hidden costs of IT outsourcing. Sloan Management  

Review 42 (3), 60-69. 
 
Bustinza, O., Molina, L. M. & Gutierrez-Gutierrez, L. J. 2010. Outsourcing as seen  

the perspective of knowledge management. Journal of Supply Chain  
Management 46 (3), 23-39. 

 
Bryman, A. & Bell, E. 2007. Business research methods. Oxford: Oxford  

University Press. 
 



 60 

Cohen, L. & Young, A. 2006. Multisourcing: Moving beyond outsourcing to  
achieve growth and agility. Boston: Harvard Business School Press. 

 
Cuevas, J. M. 2018. The transformation of professional selling: Implications for  

leading the modern sales organization. Industrial Marketing Management  
69, 198-208. 

 
Cypher, J. M. 2015. Outsourcing Economics: Global Value Chains in Capitalist  

Development. Journal of Economic Issues 49 (2), 609-613. 

 
Deloitte Consulting LLP. 2012. 2012 Global Outsourcing and Insourcing Survey.  

Available in:  
https://deloitte.wsj.com/cfo/files/2012/09/GlobalOutsourcingandInso
urcingSurvey.pdf. Accessed: 01/24/2019. 

 
Deng, C., Mao, J. & Wang, G. 2013. An empirical study on the source of vendors’  

relational performance in offshore information systems outsourcing.  
International Journal of Information Management 33 (1), 10-19. 

 
De Toni, A. F., Fornasier, A., Montagner, M. & Nonino, F. 2007. A performance  

measurement system for facility management: The case study of a medical  
service authority. International Journal of Productivity and Performance  
Management 56 (5/6), 417-435. 

 
Devos, J., Van Landeghem, H. & Deschoolmeester, D. 2012. Rethinking IT  

governance for SMEs. Industrial Management & Data Systems 112 (2),  
206-223. 

 
Dubinsky, A. J. 1981. A Factor Analytic Study of the Personal Selling Process.  

Journal of Personal Selling & Sales Management 1 (1), 26-33. 
 
Ellis-Chadwick, F. & Doherty, N. F. 2012. Web advertising: The role of e-mail  

marketing. Journal of Business Research 65 (6), 843-848. 
 
Eriksson, P. & Kovalainen, A. 2008. Qualitative methods in business  

research. London: SAGE. E-book. 
 
Espino-Rodríguez, T. F. & Padrón-Robaina, V. 2004. Outsourcing and its impact  

on operational objectives and performance: a study of hotels in the Canary  

Islands. International Journal of Hospitality Management 23 (3), 287-306. 
 
Gainey, T. W. & Klaas, B. S. 2003. The Outsourcing of Training and Development:  

Factors Impacting Client Satisfaction. Journal of Management 29 (2), 207- 
229. 

 
Gholami, S. 2012. Critical risk factors in outsourced support projects of IT. Journal  

https://deloitte.wsj.com/cfo/files/2012/09/GlobalOutsourcingandInsourcingSurvey.pdf
https://deloitte.wsj.com/cfo/files/2012/09/GlobalOutsourcingandInsourcingSurvey.pdf


 61 

of Management Research 4 (1), 1-13. 
 
Gilley, K. M. & Rasheed, A. 2000. Making More by Doing Less: An Analysis of  

Outsourcing and its Effects on Firm Performance. Journal of Management  
26 (4), 763-790. 

 
Gombeski Jr., W. R., Kantor, D., Bendycki, N. A. & Wack, J. 2002. Improve your  

marketing effectiveness and net income through better prospecting.  
Health Marketing Quarterly 19 (4), 3-19. 

 
Gopal, A. & Agarwal, R. 2010. Contingent Effects of Quality Signaling: Evidence  

from the Indian Offshore IT Services Industry. Management Science 56 (6),  
1012-1029. 

 
Gopal, R. D. & Koka, B. R. 2010. The Role of Contracts on Quality and Returns to  

Quality in Offshore Software Development Outsourcing. Decision  
Sciences 41 (3), 491-516. 

 
Gopal, R. D., Tripathi, A. K. & Walter, Z. D. 2006. Economics of first-contact email  

advertising. Decision Support Systems 42 (3), 1366-1382. 
 
Graf, M., Schlegelmilch, B. B., Mudambi, S. M. & Tallman, S. 2013. Outsourcing  

of customer relationship management: implications for customer  
satisfaction. Journal of Strategic Marketing 21 (1), 68-81. 

 
Grimpe, C. & Kaiser, U. 2010. Balancing Internal and External Knowledge  

Acquisition: The Gains and Pains from R&D Outsourcing. Journal of  
Management Studies 47 (8), 1483-1509. 

 
Hair, J. F., Celsi, M., Money, A., Samouel, P. & Page, M. 2015. The essentials of  

business research methods (3rd Edition). Routledge. E-book. 
 
Hamel, G. & Prahalad, C. 1994. Competing for the future. Harvard Business  

Review 72 (4), 122-128. 
 
Handley, S. M. 2012. The perilous effects of capability loss on outsourcing  

management and performance. Journal of Operations Management 30 (1- 
2), 152-165. 

 

Handley, S. & Benton, W. 2009. Unlocking the business outsourcing process  
model. Journal of Operations Management 27 (5), 344-361. 

 
Henderson, J. C. 1990. Plugging into Strategic Partnerships: The Critical IS  

Connection. Sloan Management Review 31 (3), 7-18. 
 
Hirsjärvi, S. & Hurme, H. 2008. Tutkimushaastattelu: Teemahaastattelun teoria  



 62 

ja käytäntö. Helsinki: Gaudeamus Helsinki University Press. E-book. 
 
Hirsjärvi, S., Remes P. & Sajavaara, P. 2009. Tutki ja kirjoita. Helsinki:  

Kustannusosakeyhtiö Tammi. 
 
Hodosi, G. & Rusu, L. 2013. How Do Critical Success Factors Contribute to a  

Successful IT Outsourcing: A Study of Large Multinational Companies.  
Journal of Information Technology Theory and Application 14 (1), 17-42. 

 

Holcomb, T. R. & Hitt, M. A. 2007. Toward a model of strategic outsourcing.  
Journal of Operations Management 25 (2), 464-481. 

 
Ippolito, A. & Zoccoli, P. 2010. How knowledge and technology relate in creating  

value. Strategic Outsourcing: An International Journal 3 (2), 72-88. 
 
Jack, E. P. & Raturi, A. 2002. Sources of volume flexibility and their impact on  

performance. Journal of Operations Management 20 (5), 519-548. 
 
Jean, R., Sinkovics, R. R. & Cavusgil, S. T. 2010. Enhancing international  

customer-supplier relationships through IT resources: A study of  
Taiwanese electronics suppliers. Journal of International Business Studies  
41 (7), 1218-1239. 

 
Jiang, B., Frazier, G. V. & Prater, E. L. 2006. Outsourcing effects on firms’  

operational performance: An empirical study. International Journal of  
Operations & Production Management 26 (12), 1280-1300. 

 
Jiang, B. & Qureshi, A. 2006. Research on outsourcing results: current literature  

and future opportunities. Management Decision 44 (1), 44-55. 
 
Jolson, M. A. & Wotruba, T. R. 1992. Selling and Sales Management in Action:  

Prospecting: A new look at This Old Challenge. The Journal of Personal  
Selling & Sales Management 12 (4), 59. 

 
Kim, B. & Choi, J. P. 2010. Customer Information Sharing: Strategic Incentives  

and New Implications. Journal of Economics & Management Strategy 19  
(2), 403-433. 

 
Klein, S., Frazier, G.L. & Roth, G. 1990. A transaction cost analysis model of  

channel integration in international markets. Journal of Marketing  
Research 27 (2), 196-208. 

 
Kotabe, M. 1992. Global sourcing strategy: R&D, manufacturing, and marketing  

interfaces. New York: Quorum. 
 
Kotlarsky, J. & Bognar, L. 2012. Understanding the process of backsourcing: two  



 63 

cases of process and product backsourcing in Europe. Journal of  
Information Technology Teaching Cases 2 (2), 79-86. 

 
Krafft, M., Albers, S. & Lal, R. 2004. Relative explanatory power of agency theory  

and transaction cost analysis in German salesforces. International Journal  
of Research in Marketing 21 (3), 265-283. 

 
Kroes, J. R. & Ghosh, S. 2010. Outsourcing congruence with competitive priorities:  

Impact on supply chain and firm performance. Journal of Operations  

Management 28 (2), 124-143. 
 
Kuruvilla, S. & Ranganathan, A. 2010. Globalisation and outsourcing:  

confronting new human resource challenges in India's business process  
outsourcing industry. Industrial Relations Journal 41 (2), 136-153. 

 
Kuula, M., Putkiranta, A. & Tulokas, P. 2013. Parameters in a Successful Process  

Outsourcing Project: A Case From the Ministry of Foreign Affairs, Finland.  
International Journal of Public Administration 36 (12), 857-864. 

 
Kuzmina, D. D. 2016. Efficiency Assessment of Outsourcing Transactions.  

Journal of Economics and Economic Education Research 17, 54-62. 
 
Lacity, M. C. & Willcocks, L. P. 1998. An Empirical Investigation on Information  

Technology Sourcing Practices: Lessons from Experience. MIS Quarterly  
22 (3), 363-408. 

 
Lacity, M. C., Willcocks, L. P. & Solomon, S. 2012. Robust practices from two  

decades of ITO and BPO research. Palgrave Macmillan. 
 
Lacity, M. C., Khan, S. A., Yan, A. & Willcocks, L. P. 2010. A review of the IT  

outsourcing empirical literature and future research directions. Journal of 
Information Technology 25 (4), 221-258. 

 
Lacity, M. C., Solomon, S., Yan, A. & Willcocks, L. P. 2011. Business process  

outsourcing studies: a critical review and research directions. Journal of 
Information Technology 26 (4),  

 
Lacity, M. C., Khan, S. A. & Yan, A. 2016. Review of the empirical business  

services sourcing literature: an update and future directions. Journal of  

Information Technology 31 (3), 269-328, 395-433. 
 
Levina, N. & Su, N. 2008. Global Multisourcing Strategy: The Emergence of a  

Supplier Portfolio in Services Offshoring. Decision Sciences 39 (3), 541-570. 
 
Leiblein, M. J. & Miller, D. J. 2003. An empirical examination of transaction- and  



 64 

firm-level influences on the vertical boundaries of firms. Strategic 
Management Journal 24 (9), 839-859. 

 
Liu, J. Y. & Yuliani, A. R. 2016. Differences between Clients’ and Vendors’  

Perceptions of IT Outsourcing Risks: Project Partnering as the Mitigation  
Approach. Project Management Journal 47 (1), 45-58. 

 
Loh, L. & Venkatraman, N. 1992. Determinants of Information Technology  

Outsourcing: A Cross-Sectional Analysis. Journal of Management  

Information Systems 9 (1), 7-24. 
 
Loh, L. & Venkatraman, N. 1992. Diffusion of Information Technology  

Outsourcing: Influence Sources and the Kodak Effect. Information  
Systems Research 3 (4), 334-358. 

 
Magrath, A. & Hardy, K. 1987. Avoiding the Pitfalls in Managing Distribution  

Channels. Business Horizons 30 (5), 29-33. 
 
Mahmoodzadeh, E., Jalalinia, S. & Yazdi, F. N. 2009. A business process  

outsourcing framework based on business process management and  
knowledge management. Business Process Management Journal 15 (6),  
845-864. 

 
McQuiston, D. H. 2001. A Conceptual Model for Building and Maintaining  

Relationships between Manufacturers' Representatives and Their  
Principals. Industrial Marketing Management 30 (2), 165-181. 

 
Malos, S. 2010. Regulatory Effects and Strategic Global Staffing Profiles: Beyond  

Cost Concerns in Evaluating Offshore Location Attractiveness. Employee  
Responsibilities and Rights Journal 22 (2), 113-131. 

 
Marcos Cuevas, J. 2018. The transformation of professional selling. Industrial  

Marketing Management 69, 198-208. 
 
Martins, A. L., Duarte, H. & Costa, D. 2018. Buyer-supplier relationships in IT  

outsourcing: consultants’ perspective. The International Journal of  
Logistics Management 29 (4), 1215-1236. 

 
Mathew, S. K. & Aundhe, M. D. 2011. Identifying Vendor Risks In Remote  

Infrastructure Management Services. Journal of Information Technology  
Case and Application Research 13 (4), 32-50. 

 
McFarlan, F. W. & Nolan, R. L. 1995. How to manage an IT outsourcing alliance.  

Sloan Management Review 36 (2), 9-24. 
 
Mcivor, R., Humphreys, P., Mckittrick, A. & Wall, T. 2009. Performance  



 65 

management and the outsourcing process. International Journal of  
Operations & Production Management 29 (10), 1025-1048. 

 
Mehta, R., Larsen, T., Rosenbloom, B. & Ganitsky, J. 2006. The impact of cultural  

differences in U.S. business-to-business export marketing channel  
strategic alliances. Industrial Marketing Management 35 (2), 156-165. 

 
Metsämuuronen, J. 2011. Tutkimuksen tekemisen perusteet ihmistieteissä.  

Helsinki: International Methelp. E-book. 

 
Moncrief, W. C. & Marshall, G. W. 2005. The evolution of the seven steps of  

selling. Industrial Marketing Management 43 (1), 13-22. 
 
Mullin, R. 1996. Managing the outsourced enterprise. The Journal of Business  

Strategy 17 (4), 28. 
 
Nam, K., Rajagopalan, S., Rao, H. & Chaudhury, A. 1996. A two-level  

investigation of information systems outsourcing. Communications of the  
ACM 39 (7), 36-44. 

 
Narayanan, S. & Narasimhan, R. 2014. Governance Choice, Sourcing  

Relationship Characteristics, and Relationship Performance. Decision  
Sciences 45 (4), 717-751. 

 
Opreana, A. & Vinerean, S. 2015. A New Development in Online Marketing:  

Introducing Digital Inbound Marketing. Expert Journal of Marketing 3 (1),  
29-34. 

 
Palvia, S. C., Palvia, P., Xia, W. & King, R. C. 2011. Critical Issues of IT  

Outsourcing Vendors in India. Communications of the Association for  
Information Systems 29 (11), 203-220. 

 
Park, J. E., Lee, S. & Morgan, R. M. 2011. A negative side of outsourcing  

marketing functions and market-based learning process. Journal of  
Strategic Marketing 19 (5), 471-486. 

 
Poppo, L. & Zenger, T. 2002. Do formal contracts and relational governance  

function as substitutes or complements? Strategic Management Journal 23  
(8), 707-725. 

 
Premuroso, R. F., Skantz, T. R. & Bhattacharya, S. 2012. Disclosure of outsourcing  

in the annual report: Causes and market returns effects. International  
Journal of Accounting Information Systems 13 (4), 382-402. 

 
Qi, C. & Chau, P. Y.K. 2013. Investigating the roles of interpersonal and  

interorganizational trust in IT outsourcing success. Information  



 66 

Technology & People 26 (2), 120-145. 
 
Qin, L., Wu, H., Zhang, N. & Li, X. 2012. Risk identification and conduction  

model for financial institution IT outsourcing in China. Information  
Technology and Management 13 (4), 429-443. 

 
Quélin, B. & Duhamel, F. 2003. Bringing Together Strategic Outsourcing and  

Corporate Strategy: Outsourcing Motives and Risks. European  
Management Journal 21 (5), 647-661. 

 
Quinn, J. B. & Hilmer, F. G. 1994. Strategic Outsourcing. Sloan Management  

Review 35 (4), 43-55. 
 
Rapp, A. 2009. Outsourcing the sales process: Hiring a mercenary sales force.  

Industrial Marketing Management 38 (4), 411-418. 
 
Reitzig, M. & Wagner, S. 2010. The hidden costs of outsourcing: evidence from  

patent data. Strategic Management Journal 31 (11), 1183-1201. 
 
Rogers, B. 2008. Contract Sales Organisations: Making the Transition from  

Tactical Resource to Strategic Partnering. Journal of Medical Marketing:  
Device, Diagnostic and Pharmaceutical Marketing 8 (1), 39-47. 

 
Rogers, B. & Rodrigo, P. 2015. An exploratory study of factors influencing make- 

or-buy of sales activities: The perceptions of senior sales managers.  
Strategic Outsourcing: An International Journal 5 (2/3), 229-261. 

 
Ross, J. & Beath, C. 2006. Sustainable IT Outsourcing: Let enterprise architecture  

be your guide. MIS Quarterly Executive 5 (4), 181–192. 
 
Ross, A. & Tyler, M. 2011. Predictable Revenue: Turn Your Business Into A Sales  

Machine With The $100 Million Best Practices Of Salesforce.com.  
PebbleStorm Inc. 

 
Ross Jr., W. T., Dalsace, F. & Anderson, E. 2005. Should you set up your own sales  

force or should you outsource it? Pitfalls in the standard analysis. Business  
Horizons 48 (1), 23-36. 

 
Rudman, R. & Bruwer, R. 2016. Defining Web 3.0: opportunities and challenges.  

The Electronic Library 34 (1), 132- 154. 
 
Sanders, N. R., Locke, A. & Moore, C. B. & Autry, C. W. 2007. A Multidimensional  

Framework for Understanding Outsourcing Arrangements 43 (4), 3-15. 
 
Sawhney, R. 2006. Interplay between uncertainty and flexibility across the value- 

chain: Towards a transformation model of manufacturing flexibility.  



 67 

Journal of Operations Management 24 (5), 476-493. 
 
Sen, F. & Shiel, M. 2006. From business process outsourcing (BPO) to knowledge  

process outsourcing (KPO): Some issues. Human Systems Management 25  
(2), 145-155. 

 
Sharma, A., Iyer, G. R. & Raajpoot, N. A. 2009. A framework for offshoring  

marketing processes in business-to-business marketing relationships.  
Industrial Marketing Management 38 (4), 419-425. 

 
Srivastava, S. C. & Teo, T. S. H. 2012. Contract Performance in Offshore Systems  

Development: Role of Control Mechanisms. Journal of Management  
Information Systems 29 (1), 115-158. 

 
Swar, B., Moon, J. & Junyoung, R. C. 2012. Determinants of relationship quality  

for IS/IT outsourcing success in public sector. Information Systems  
Frontiers 14 (2), 457-475. 

 
Tate, W. L. & Ellram, L. M. 2009. Offshore outsourcing: a managerial framework.  

The Journal of Business & Industrial Marketing 24 (3/4), 256-268. 
 
Teo, T. S. H. & Bhattacherjee, A. 2014. Knowledge transfer and utilization in IT  

outsourcing partnerships: A preliminary model of antecedents and  
outcomes. Information & Management 51 (2), 177-186. 

 
Ulaga, W. & Eggert, A. 2006. Value-Based Differentiation in Business  

Relationships: Gaining and Sustaining Key Supplier Status. Journal of  
Marketing 70 (1), 119-136. 

 
Ventovuori, T. 2006. Elements of sourcing strategies in fm services‐a multiple  

case study. International Journal of Strategic Property Management 10 (4),  
249-267. 

 

Verner, J. M. & Abdullah, L. M. 2012. Exploratory case study research:  
Outsourced project failure. Information and Software Technology 54 (8),  
866-886. 

 
Vitasek, K. & Manrodt, K. 2012. Vested outsourcing: a flexible framework for  

collaborative outsourcing. Strategic Outsourcing: An International Journal  
5 (1), 4-14. 

 
Wendy, T. L. & Ellram, L. M. 2009. Offshore outsourcing: a managerial  

framework. The Journal of Business & Industrial Marketing 24 (3/4), 256- 
268. 

 



 68 

Whitaker, J. M. & Krishnan, M. S. 2010. Organizational Learning and Capabilities  
for Onshore and Offshore Business Process Outsourcing. Journal of  
Management Information Systems 27 (3), 11-42. 

 
Whitley, E. & Willcocks, L. 2011. Achieving step-change in outsourcing maturity:  

toward collaborative innovation. Mis Quarterly Executive 10 (3), 95-107. 
 
Wotruba, T. R. 1991. The Evolution of Personal Selling. Journal of Personal Selling  

& Sales Management 11 (3), 1-12. 

 
Wüllenweber, K., Beimborn, D, Weitzel, T. & König, W. 2008. The impact of  

process standardization on business process outsourcing success.  
Information Systems Frontiers 10 (2), 211-224. 

 
Yin, R. K. 1983. Case Research. Design and Methods. Applied Social Research  

Methods series vol 5. Sage London.  
 
Zhang, X., Kumar, V. & Cosguner, K. 2017. Dynamically Managing a Profitable  

Email Marketing Program. Journal of Marketing Research 54 (6), 851-866. 



 69 

APPENDICES 

APPENDIX 1 Interview questions – Decision maker 

All interviews were conducted in Finnish, and therefore the questions presented 
here are translated into English. 
 
Introductive questions 

Industry, position, experience in the position 
 
Theme 1 Prior experience 

1) Would you describe your prior experience in outsourcing? 
2) How was prospecting conducted until it was outsourced? 
3) What made you choose outsourcing instead of maintaining prospecting in-
house? 
4) Why did you decide to continue outsourcing when the pilot period was over? 
 
Theme 2 Outsourcing outcome determinants 

5) How do you feel about the outsourcing at the moment? 
6) Are there some aspects that have made you concerned? 
7) How did you overcome those concerns? 
8) What kinds of aspects you consider important in order to the outsourced 
prospecting to be successful? 

 What is the role of you as a client? 

 What is the role of inter-organizational interactions? 

 What is the role of a contract? 
9) What kind of challenges or problems have you faced during the outsourcing? 
10) How did you overcome those challenges/problems? 
11) Have you faced and/or identified some risks in outsourced prospecting? 
12) How can such risks be handled? 
 
Theme 3 Outsourcing future 

13) Are there some things in the current situation you wish to be changed or 
actively developed? 
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APPENDIX 2 Interview questions – Operative worker 

Introductive questions 

Industry, position, experience in the position  
 
Theme 1 Prior experience 

1) Would you describe your prior experience in outsourcing? 
2) How was prospecting conducted until it was outsourced?  
 
Theme 2 Outsourcing outcome determinants 

3) How do you feel about the outsourcing at the moment? 
4) Are there some aspects that have made you concerned? 
5) How did you overcome those concerns? 
6) What kinds of aspects you consider important in order to the outsourced 

prospecting to be successful? 
 What is the role of you as a client? 

 What is the role of inter-organizational interactions? 

 What is the role of a contract? 
7) What kind of challenges or problems have you faced during the outsourcing? 
8) How did you overcome those challenges/problems? 
9) Have you faced and/or identified some risks in outsourced prospecting? 
10) How can such risks be handled? 
 
Theme 3 Outsourcing future 

11) Are there some things in the current situation you wish to be changed or 
actively developed?  
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APPENDIX 3 Interview questions – Expert 

Introductive questions 

Position, experience in the role 
 
Theme 1 Prior experience 

1) Would you describe your experience in the outsourcing business? 
 
Theme 2 Outsourcing outcome determinants 
2) Would you describe a dream client in outsourced prospecting? 

 Considering an active client who prefers to be close to you (a strategic 
relationship) or a more passive client who prefers a certain distance (a 
transactive relationship), which one is better and why? 

3) What kinds of aspects you consider important in order to the outsourced 
prospecting to be successful? 

 What is the role of a client? 

 What is the role of inter-organizational interactions? 

 What is the role of a contract? 

 Knowing a client’s business in greater detail (e.g. industry specific factors)? 
4) What kind of challenges or problems have you faced? 
5) How did you overcome those challenges/problems? 
6) Have you faced and/or identified some risks in outsourced prospecting? 
7) How can such risks be handled? 
 
Theme 3 Outsourcing future 

8) Are there some things in the current situation you wish to be changed or 
actively developed? 


