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ABSTRACT

This thesis explores the antecedents and consequences of collaboration between

sales and marketing. The results suggest that collaborative sales and marketing
functions have benefits for the organisation in terms of improved business

performance. In addition, improvements in collaboration between sales and
marketing will positively affect marketing orientation and leading to superior
marketing quality.

The research began with an exploration of the interface between sales and
marketing through the available literature. The existing research conceptualises
the relationship between sales and marketing and highlights the benefits of inter-
functional collaborative behaviour. Therefore, a study was designed to not only
identify the antecedents of collaboration between sales and marketing so that the
relationship between sales and marketing can be assessed and improved to the
benefit of the organisation, but also to establish that business performance can be
directly influenced by improvements in collaboration between sales and marketing.
The research was undertaken through a mixed methodology, utilising exploratory
case studies, a large-scale quantitative survey and confirmatory interviews. The
data analysis involved four distinct analytical methods: within-case analysis, cross-
case analysis, statistical analysis and confirmatory interviews. The large-scale
survey was undertaken through a questionnaire that was sent to the Managing
Directors/Chief Executives of large, UK-based organisations operating in the
business-to-business arena. Through the findings from the survey five antecedents
to collaboration between sales and marketing were identified — management
attitudes towards co-ordination, conflict of interests, communications, market
intelligence and organisational learning — and a revised conceptual framework was
developed. The correlation and multiple regression analysis confirmed the
weighting of each of the independent variables upon collaboration between sales
and marketing and established a number of other relationships between the
variables.

The second part of the research focused on the consequences of improved
collaboration between sales and marketing. It was found through the survey that
collaboration between sales and marketing may have a positive effect upon
business performance. The research also established that marketing orientation
was not an antecedent to collaboration between sales and marketing, but that
collaboration between sales and marketing may have a positive influence on
marketing orientation. In addition, it was established that collaboration between
sales and marketing has a positive effect on business performance. This research
identifies some of the antecedents of collaboration between sales and marketing

and clarifies the benefits of collaboration between sales and marketing to the
organisation.

Keywords: Business Performance, Collaboration, Communication, Inter-
functional Relationships, Learning Organisations, Market
Intelligence, Marketing Management, Market Orientation, Sales and
Marketing Interface, Sales Management, Senior Management.



CHAPTER 1
INTRODUCTION

1.0 Introduction

This research 1s concermned with 1dentifying and considering the antecedents and
consequences of collaboration between the sales and marketing functions within
organisations. The research begins with the observation that in many organisations
the sales and marketing functions do not exchange information or cooperate to
improve performance. Wind (1981:262) undertook a major review of the
importance of integration between marketing and a range of other departments and
concluded “efficient marketing decisions require the incorporation of the
considerations of other (non-marketing) business functions ... . Research in
marketing should attempt to find solutions to the inherent conflict between

marketing and many of the other business functions.” Further investigation
established that other researchers have found evidence of conflict between sales
and marketing functions (e.g. Anderson, 1996; Strahle ef al., 1996; Dewsnap and
Jobber, 2000). Against these findings 1s a growing body of literature that outlines

the clear benefits of interdepartmental cooperation in a number of contexts.

This dichotomy indicates that there should be further research into how the
interface between sales and marketing can be made more collaborative. To achieve
this goal it is essential to understand what the antecedents of collaboration between
sales and marketing are, but there is a relative lack of research in this area.

Therefore, 1t 1s necessary to develop a conceptual framework to define the

Interface between sales and marketing and test if there are any benefits

(consequences) to the organisation in improving collaboration. This research will

1



therefore focus on discovering if there are any benefits in terms of business
performance from improving collaboration between sales and marketing, and will

seek to identify the antecedents of collaboration between these two functions.

1.1 Background

“The relationship between the sales and marketing functions has persisted
as one of the major sources of organisational conflict. ... marketing
typically originated within the sales department to provide support in areas
such as advertising, sales promotion, and market research. Eventually, it
evolved into a separate function and became independent of the sales
department. This separation proved to be unstable ... the appropriate

relationship between the sales and marketing functions is still an

unresolved issue.” (Webster, 1997:45-6)

The relationship between sales and marketing has been considered by a number of
researchers and they have found that there is evidence to suggest that while sales
and marketing are both independent of each other and interdependent, their

relationships are not always seen as harmonious or collaborative (Wind and

Robertson, 1983; Rosenbloom and Anderson, 1984; Munn, 1998; Alldredge et al.,
1999; Lorge, 1999; Arthur, 2002; Athens, 2003; Watkins, 2003). Other writers
have actually gone further, and describe the relationship between sales and
marketing as exhibiting a lack of understanding, distrust, poor cooperation and
being in conflict (Anderson, 1996; Strahle ef al., 1996; Dewsnap and Jobber,

2000). There are many reasons cited for the lack of cooperation between sales and

marketing, including that they have very different philosophies and that staff often

have different backgrounds (Ruekert and Walker, 1987; Cespedes, 1994; Griffin
2



and Hauser, 1996; Lorge, 1999). Additionally, sales and marketing may have been
set different goals by senior management and be working at cross purposes to each
other (Anderson ef al., 1999; Olson et al., 2001). Lack of collaboration may also
be aggravated by poor communications (Anderson, 1996; Strahle et al, 1996;
Lorge, 1999). Some sales and marketing departments experience role ambiguity
and there may be a lack of understanding of each other’s roles (Cespedes, 1993).

There have also been examples of sales and marketing teams blaming each other

for sales failure (Colletti and Chonko, 1997). Overall, the sales and marketing

Interface appears to be unstable and any improvements in this relationship should
be beneficial to the organisation (e.g. Strahle, 1986; Cespedes, 1993; Dewsnap and

Jobber, 2000, 2002).

There is relatively little academic literature devoted to collaboration between sales
and marketing within organtsations, although a number of writers have started to
conceptualise the relationship (Cespedes, 1993; Strahle et al, 1996; Dewsnap and

Jobber, 2000, 2002; Rouzies ef al.,, 2005). These studies have highlighted some of
the difficulties experienced between sales and marketing, indicated possible
antecedents to sales and marketing collaboration and provided possible
investigative frameworks, but they have not provided any empirical evidence on
the benefits of collaboration. This research seeks to fill some of the gaps that exist
in the literature 1n relation to the sales and marketing interface through identifying

the antecedents and consequences of collaboration between sales and marketing.

A study by Workman et al. (1998:37) noted that “30 years after the call to

integrate sales and marketing activities under a CME [Chief Marketing Executive],



we find no firms that had adopted this recommendation” and they believe that

there 1s a need to explore further the relationship between sales and marketing.

Research into internal collaboration between marketing and other functional areas
has shown that there are benefits to the organisation through operational
efficiencies and customer satisfaction (Gupta ef al., 1986; Souder and Moenart,
1992; Webster, 1997; McGee and Spiro, 1998). Child (1985) indicated that
internal integration benefits the organisation through superior performance, while
Tjosvold (1988) found that collaboration between departments led to improved
productivity and competitiveness. Other studies have found that organisations that
promote internal integration provide superior value to the customer (Kohli and
Jaworski, 1990; Narver and Slater, 1990). Morgan and Tumnell (2003) found that
improvement in customer satisfaction then leads to improvements in market
performance. Therefore, there appears to be a strong relationship between the

internal integration of functional areas, greater customer satisfaction and

operational efficiency, and improved business performance.

Integration has been referred to as the organisation’s capacity to act coherently and

was described by Lawrence and Lorsch (1967/1972:11) as “the quality of

collaboration amongst departments required to achieve unity by the demands of
the environment”. Both the sales and marketing functions are customer facing and
academic texts categorise sales as a marketing communication activity (e.g.
Jobber, 1995; Kotler et al., 1999; Dibb et al. 2001). Therefore, sales and
marketing should have a good working relationship and similar objectives.
Although customers do not usually differentiate between sales and marketing

departments and consider them to perform a single function, many organisations

4



treat sales as a distinct and separate function from marketing (Cespedes, 1993,

1994; Anderson, 1996; Webster, 1997; Dewsnap and Jobber, 1998; Yandle and
Blythe, 2000). Menon et al. (1996) found that improvements in interdepartmental

relations, communication quality and collaboration could enhance the formulation
of strategy and its implications as well as reduce conflict. The activities of sales
and marketing are interrelated and senior management has the ability to align these

activities and integrate working practices to the benefit of the organisation.

Environments are becoming more complex and organisations have to adapt to
meet increasing competition and customer demands in order to survive. Veloutsou
et al. (2002) noted that as customers become more demanding the offerings from
organisations have to compete more aggressively to maintain their existing
position in the market place. According to Mohrman (1993), increasing customer
power requires organisations to develop the ability to focus all functions within the
business on the customer. Anderson et al. (1999) noted that one danger of having
separate departments is that their strategies may not be aligned and they will then
fail to meet the requirements of the customer. In addition, there is considerable
evidence to indicate that poor coordination in sales and marketing strategy can
damage customer satisfaction and business performance (Rosenbloom and
Anderson, 1984; Strahle and Spiro, 1986; Tjosvold, 1988; Anderson, 1996; Strahle
et al., 1996). Therefore, improvements in collaboration between sales and
marketing can play a part in response to increasing competition and customer
demands. The sales and marketing interface 1s an area of research that is attracting

a lot of attention. There appear to be clear benefits to be gained from improving

collaboration between these functional areas in terms of business performance, and



it 1s against this background that the research questions were formulated and the

aims and objectives 1dentified.

1.2 Aims and Objectives of the Research

The identification of specific research objectives helps to focus the research
and aids in the development of the research questions and hypotheses. This

research has four main objectives:

1) To develop a conceptual framework that identifies the possible antecedents

of collaboration between sales and marketing based on existing literature

and exploratory case studies.

2) To test empirically the identified antecedents to collaboration between

sales and marketing.

3) To identify whether effective collaboration between sales and marketing

can provide benefits to the organisation in terms of improved business

performance.

4) To provide practitioners with a framework that could be used when

reviewing the relationship between sales and marketing.

1.3 Contribution of the Research

One of the most important findings of the literature review was the relative lack of
empirical research on the sales and marketing interface. Although there have been
a number of studies into the relationship between the marketing function and other
functional areas - including marketing and finance (Gatnatunga et al, 1990),

marketing and engineering and manufacturing (Griffin and Hauser, 1992:
6



Lancester, 1993), marketing and network managers (Lapierre and Henault, 1996)
and marketing and R&D (e.g. Gupta et al, 1986; Moenaert and Souder, 1990;

Souder and Moenaert, 1992; Griffin and Hauser, 1996; Kahn, 1996) — there has

been little consideration of the sales and marketing relationship. A number of
writers have conceptualised the relationship between sales and marketing (e.g.
Cespedes, 1993; Strahle et al, 1996; Yandle and Blythe, 2000; Cross et al., 2001;
Dewsnap and Jobber, 2000, 2002), but few empirical findings have been published
to date. Workman et al. (1998:37) said, “We believe additional research is needed

to explore further the relationship between marketing and sales™ and this research

attempts to fill the gap identified in the literature.

The relationship between sales and marketing is an important element in
generating sales revenue and providing customer satisfaction. Both sales and

marketing are customer facing, and as marketing practitioners explained:

“An ever increasing number of companies realize that marketing and sales
are two interrelated activities that have the common goals of creating

customers, keeping customers and maximizing customer profitability.”

(Curry and Curry, 2000:40)

Therefore, the main contribution of this research will be to identify the antecedents
of collaboration between sales and marketing and provide empirical evidence that
there are benefits to the organisation in terms of improved business performance

from the integration of these two functional areas. The research will also seek to

provide organisations with a framework to enable them to influence collaboration,

therefore improving collaboration between sales and marketing.



1.4 The Framework for the Research

The lack of empirical and theoretical research into the area of collaboration
between sales and marketing and its effect upon business performance has led to

questions about the constituents and importance of the interface being raised. The

two research questions are:

R;: What are the antecedents of collaboration between sales and marketing?
R>: Does collaboration between sales and marketing have a positive effect on
business performance?

These research questions directed the exploratory research. The main objectives of
the research were to finalise the antecedents and consequences of collaborations
between sales and marketing. Therefore, research question 1 focuses on an
exploration of the variables of collaboration between sales and marketing within
the organisation (R;). Research question 2 considers whether collaboration

between sales and marketing can affect business performance (Rj).

As previously discussed, there is little available literature on the benefits of
collaboration between sales and marketing, although a number of writers have
conceptualised the relationship by developing a framework for studying sales and
marketing collaboration. Therefore, exploratory research (through case studies)
will be used to aid the identification of the antecedents of collaboration so that a
conceptual framework can be developed. The literature review indicates some
possible variables affecting collaboration between sales and marketing and the

exploratory case studies were used to confirm or refute them. The resulting

conceptual framework suggested that collaboration betweens sales and marketing

was a multi-dimensional construct consisting of a number of variables:



*  Management attitudes towards coordination — This considers the influence

that senior managers exert upon coordination of sales and marketing

functions.

* Communications — This explores the nature and frequency of interaction
between sales and marketing.

»  Market intelligence — This identifies whether sales is used to collect market
intelligence, how frequently this information is shared between sales and
marketing, and if this information is reviewed regularly.

= Conflict of interests — This concerns the alignment of goals, targets and
activities set for sales and marketing, and whether or not there is tension
between the two functions.

» Organisational learning — This explores the climate of learning that exists
within the organisation.

» Cross-functional training — This identifies the amount of training available
to sales and marketing to help collaboration.

» Integration mechanisms — This considers the processes that senior
management have put in place to aid integration between sales and
marketing.

» Market orientation — This explores the underlying corporate philosophy
regarding marketing.

»  Marketing planning — This investigates whether marketing planning is

carried out by the organisation.

Two dependent variables are measured — collaboration between sales and

marketing, and business performance.



* (Collaboration between sales and marketing i1s the dependent variable 1n
Model 1, which considers whether sales and marketing are committed to
working together, sharing visions and goals.

* Business performance 1s the dependent variable for Model 2 and 1s
measured through senior management’s rating of the organisation’s

performance, e.g. sales revenue and long-term profitability.

Figure 1.1 Antecedents and Consequences of Collaboration
between Sales and Marketing

Model 1 Model 2

Management
Attitudes towards

Coordination

Communication

Market
Intelligence

Conflict of
Interests
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Organisational
& between Sales

Learning

Business
Performance

and Marketing
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Integration
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Orientation
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Having identified the two research questions, and developed a conceptual
framework, nine hypotheses were identified for Model 1, one for each of the
independent vanables. The final hypothesis (Hjo) relates to Model 2, which
addresses the second research question and explores the relationship between
collaboration between sales and marketing and business performance. Each
hypothesis is tested through a large-scale survey of 1000 Managing
Directors/Chief Executives of large UK-based organisations operating in the
business-to-business arena. The aim is to identify which variables have an

influence upon collaboration between sales and marketing and whether
collaboration between sales and marketing affects business performance.

Following the large-scale survey, confirmatory interviews are used to increase our

understanding of the findings and to explore any anomalies or unexpected results.

1.4.1 Methodological Approach

The epistemological approach for this research is critical realism. Critical realism
recognises the reality of the natural order, events and discourses of the social world
(Bryman, 2001). The phenomenon under research considers the relationship
between two social groups (sales and marketing) and, accordingly, the
philosophical stance needs to recognise that concepts are a human construct and
open to interpretation (Easterby-Smith et al., 2002). Layder (1993:16) identified
that cnitical realism attempts “to preserve a ‘scientific’ attitude towards social
analysis at the same time as recognizing the importance of actors’ meanings and in
some way incorporating them in research”. Consequently, the research must

maintain a scientific approach so that the research can be replicated and validated,

while at the same time incorporating the impact of human/social aspects on sales
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and marketing integration. The data collection method must be congruent with the
philosophical stance and the context of the investigation. The research process
begins with exploratory fieldwork to establish a framework for the investigation
and continues with a large-scale quantitative survey conducted through a
questionnaire. Finally, the survey findings are explored through confirmatory

interviews. Therefore, the research adopts a triangulation approach by collecting

both qualitative and quantitative data.

Senior managers (Managing Directors or Chief Executives) are targeted as the
main participants in both the quantitative and qualitative parts of the research
because they have an overvie\%r of the sales and marketing interface and the
objectives/achievements of the organisation as a whole. The initial research
indicates that senior managers influence intra-firm relationships; for example,
Gupta et al. (1986) found that integration between functional areas is reliant
~partially on the senior managers’ attitude to the relationship. Further interviews as
part of the exploratory fieldwork are carried out with sales and marketing
managers and senior managers to provide qualitative insights into the sales and

marketing relationship.

1.4.2 Analytical Approach
The data is analysed through a range of methods including exploratory case studies
and cross-case analysis, descriptive statistics, correlation and regression analysis.
The exploratory case study findings allow for the emergence of key themes and the
identification of the antecedents of collaboration between sales and marketing.
The descriptive statistics will allow the exploration of the quantitative data and

help to summarise the data by clarifying its main features (e.g. means and standard
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deviation). The correlation analysis identifies the linear relationships between

specified variables and measures the strength of the relationships. The regression

analysis allows for the exploration of the relationships between a dependent
variable and a number of independent variables. This analysis provides evidence
on the antecedents and consequences of collaboration between sales and marketing
and provides insights into the relative influence of each independent variable on
the dependent variable (collaboration between sales and marketing, Model 1, and
business performance, Model 2, see Figure 1.1). The final part of the process 1s
the analysis of the confirmatory interviews carried out with senior managers to
provide feedback on the findings from the statistical analyses and to provide
verification of the results. The data from the confirmatory interviews 1s grouped

and analysed under headings identified in the conceptual framework (see Figure

1.1).

1.5 Structure of the Thesis
The thesis is divided into ten chapters, with supporting appendices and references.
Chapter 1 introduces the rationale and background to the research. There is a

discussion about the aims and objectives of the research and its theoretical

contribution.

Chapter 2 reviews the concepts of sales and marketing within the organisation.
The functions of sales and marketing are defined and how these functions relate to
organisational objectives is discussed. The roles of Sales and Marketing Managers

are examined and the development of sales and market orientation is considered.
The effects that senior management perspectives, structure and organisational size

have on the sales and marketing interface is reviewed.
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Chapter 3 examines the concepts of integration and collaboration. The processes
of integration are considered together with a discussion of the barriers to and
benefits of integration and collaboration. Some of the factors affecting the level of
integration in an organisation are reviewed including training, staff career paths,
rewards and measures of success. The evidence for the integration of the sales and
marketing functions is evaluated. The final section discusses cross-functional

teams, the concept of organisational learning and the strategies and mechanisms of

integration and collaboration.

Chapter 4 reviews the research methodology employed to measure collaboration
between sales and marketing functions within an organisation. The chapter
considers the research design, the philosophical stance, the theory behind the
methodology, the research methods selected, and the reliability and validity of the
research. The selected methods are evaluated and the research problem is
identified. Sampling methods and the analyses of qualitative results are reviewed.
The benefits of case studies are considered and a discussion of the formulation of

the hypotheses undertaken. The questionnaire development and survey process is

summarised and the methods of statistical analysis selected are reviewed.

Chapter 5 presents the individual case study findings from the exploratory
rescarch. The main aim of this chapter was to identify the antecedents of
collaboration between sales and marketing through three case studies. Interviews
were carried out with the head of sales, head of marketing and their line manager,

and the results were collected under headings identified through the literature
review. An understanding was gained of how sales and marketing collaborate,

what the roles of sales and marketing are, if their targets and objectives are linked,
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how they are rewarded and monitored, and how senior management regard the
interaction between sales and marketing. These findings aid in the development of

the conceptual framework.

Chapter 6 discusses the development of the conceptual framework and states the
hypotheses. The conceptual framework guides the case analysis in Chapter 7 and
the hypotheses are tested in Chapter 8. The chapter explores the factors
contributing to collaboration between sales and marketing and the impact of

collaboration between sales and marketing upon business performance.

Chapter 7 this section re-analyses the data presented in the exploratory case studies
(Chapter 5) under the headings identified in the conceptual framework described in
Chapter 6. The data on each variable is reviewed 1n turn and linked to the relevant
literature. The analysis reveals that there was strong evidence for the hypothesis
that improvements in collaboration between sales and marketing would lead to
improved business performance. The cross-case analysis provides an insight into

how collaboration between sales and marketing operates.

Chapter 8 presents the statistical analysis and findings from the large-scale data
collection. Each statistical analysis (descriptive statistics, correlation and multiple
regression) is reviewed in turn and the findings discussed with supporting
statements from the literature review. The hypotheses were tested, and the
analysis identified that five independent variables were antecedent to collaboration

between sales and marketing and that sales and marketing collaboration had a
positive effect on business performance. In the light of the findings, a revised

framework was developed.
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Chapter 9 presents the findings from the confirmatory interviews. The aim of
these interviews was to test the findings from the large-scale survey with three
senior executives of large, UK-based organisations. The findings are analysed
under the headings from the revised framework and supported by citations from
practitioners’ literature. The findings verify the importance of the antecedents of

collaboration between sales and marketing and the impact of collaboration

between sales and marketing on business performance.

Chapter 10 reviews the conclusions to the research based on an analysis of the
empirical and theoretical findings. The chapter highlights the research
contribution of the study, and the managerial implications of the findings are

discussed. The chapter concludes with a review of research limitations and

recommendations for future research.

The thesis concludes with the presentation of the appendices and references. The
appendices comprise the case study questionnaire, covering letters, a copy of the

research questionnaire and the background and results summary provided for the

confirmatory interviews.

The next chapter will consider the functions of the sales and marketing

departments and the influence of senior management perceptions on sales and

marketing, as well as the effects of the size and structure of organisations.
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CHAPTER 2
SALES AND MARKETING FUNCTIONS

2.0 Introduction

The aim of this chapter is to provide a context within which the sales and
marketing interface can be investigated. The objective is to explore the roles of
sales and marketing within organisations and explain the strategic value of the
sales and marketing functions as well as to review the elements of marketing
activities that have a bearing on the sales and marketing relationship. The roles
and responsibilities of sales and marketing are varied, and therefore, before
considering the antecedents of collaboration between sales and marketing, it is
essential to understand their functions and activities. In addition, the differences
and similarities between the sales and marketing functions will be discussed so that
their different i)hilOSOphies can be appreciated. Over the last four decades, the
balance between the sales and marketing functions within organisations has
changed. In 1960, Keith suggested that marketing actually emerged out of the
integration of the sales and advertising activities, However, as late as 1986
Stafford and Grant outlined the Sales Manager’s role as including marketing
planning, market research, direct mail and advertising, but by the 1990s, according
to textbooks, these roles had been removed from the sales department and firmly
placed in a separate marketing department (e.g. Jobber, 1995; Kotler, 1997; Dibb

et al., 2001).

The review of the sales and marketing interface will begin by examining the
definition and background of sales and sales management. The chapter will

continue with the strategic role of the sales force, the cost of sales in comparison to
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other elements of marketing communication, and how sales and marketing
objectives may differ. The role of the Sales Manager will be discussed. The
second part of the chapter explores the activities and functions of marketing within
organisations and the role of the Marketing Manager. The evolution of marketing
and how it developed from sales activities 1s considered, and how the philosophy
of a market orientation affects business performance is reviewed. The next section
considers the strategic tools of marketing (Market Intelligence, Marketing
Planning, and Integrated Marketing Communications) and how sales and
marketing should be integrated to enable these tools to work effectively. Finally,
the effects that senior management perspectives, structure and organisational size

have on the sales and marketing interface are discussed.

2.1 The Sales Function

The aim of this section is to identify the roles and strategic importance of sales.
The activities of the sales force are examined and how their activities overlap with
marketing activities is discussed. The role of the Sales Manager is reviewed and

some areas of tension between the roles of sales and marketing are identified.

2.1.1 The Strategic Role of Sales

The role of sales is “to stimulate, rather than satisfy, demand for products. To
persuade customers that they need a supplier’s product, sales people in this role
focus on achieving short-term results for their companies by using aggressive
selling techniques to persuade customers to buy products” (Weitz and Bradford,
1999:243). The Guardian (6 May 2003) estimated that there were around a

million people directly employed as Sales Representatives in the UK. A survey in

1998 of US sales and marketing managers found that the average size of sales
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force had decreased by 26% 1n the previous two years (Ligos and Cohen, 1998).
This fall in the size of the sales force was reflected in the UK as the costs of

maintaining the sales force increased (Jobber and Lancaster, 2000). Another
reason for the reduction in sales force size is the changes in retail habits, such as
the increasing concentration of buyers, particularly 1n the retail trade: for example,
the consolidations of food outlets into a few major players like Tesco and ASDA
(Wal-Mart) (Brady and Davis, 1993; Anderson, 1996; Corstjens and Corstjens,
1999). Although sales forces are smaller than they were previously, they can still
be the most expensive part of marketing communications according to Doyle
(2002) (see Figure 2.1). It has been found that each visit from a member of the
sales force can cost over £100 (Sales and Marketing Professional, 2002).
However, in the competitive market place, personal selling is the key to success for

many organisations.

Figure 2.1 The UK Marketing Communications Mix 2000

Sales
Advertising Promotion
£13 bn £14 bn

| Direct
Response £5 bn

Personal PR £2 bn

Selling £20 bn

Source: Doyle (2002:240) Marketing Management and Strategy.
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Personal selling allows direct interaction between the buyer and the seller. This
two-way communication allows for identification of the buyer;s specific needs and
problems, so that the presentation and demonstration of the product/service’s
features and benefits can be tailored to the customer’s needs (Doyle, 2002).
Stafford (1996) believes that personal selling could bring a sense of comfort,
particularly to industrial purchasers and especially when the purchases are of high
value. Establishing two-way communication 1s essential when selling products as
the sales representative becomes the expert who interprets the benefits of the
product for the customer. The sales person can use their in-depth product

knowledge to match the perceived needs of the buyers as well as negotiate on

price, delivery or special requirements.

“The role assigned to personal selling has two major dimensions: the
emphasis on personal selling relative to the other elements of the
marketing communication mix (advertising, direct mail, sales promotions,
and public relations); and the particular set of objectives that the personal

selling function is expected to accomplish.” (Ryans and Weinberg,

1981:467)

Organisations need to recognise the critical role that sales people play in their
overall success (Dubinsky et al., 2000). Sales Representatives are responsible for
five basic types of activity: contacting customers, selling the product or service,

working with wholesalers, servicing the account, and managing information to and

from the seller and buyer (Cespedes, 1994). Wilson (1993) outlined the various
roles that the sales person has to perform as customer partner, buyer/seller team

coordinator, customer service provider, buyer behaviour expert, information
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gatherer, market analyst and planner, sales forecaster, market cost analyser and
technologist. Therefore, to be effective “a salesperson must understand the nature
of personal selling and how it relates to organisational buying behaviour” (Plank
and Dempsey, 1980:143). However, despite having to achieve these complex

functions, sales people are still seen as occupying low-level, low-status positions in

many organisations (DeConinck, 1992).

Viswanathan and Olson (1992) and Corstjens and Corstjens (1999) believe sales
volume is universally important, but must be tempered by the profit margin of the
various products and the make-up of the product mix. Many organisations
(especially industrial firms and those selling consumer durables) continue to focus
on sales volume. Sales people should also provide other services to customers, for
example local information, marketing 1deas and merchandising opportunities
(Cespedes, 1995). They can act as the coordinator of the marketing effort to the
customers and can personalise the marketing message. As business-to-business
customers become more demanding, it is common to find sales organisations under
intense pressure to meet elevated customer expectations (Ingram ef al., 1992). In
an environment where marketing channels are often shorter and the use of dealer
networks or direct marketing are common, the sales force is central to the
promotional mix (Simkin, 2000a). According to Weitz and Bradford (1999:241),
“Sales people play a key role in the formation of long-term buyer-seller

?

relationships.” Personal selling is of particular advantage in the business-to-
business environment as sales people already have an established relationship with

their customers and so can combine products and services more naturally (Jackson

et al., 1994; Brady et al.,, 2000). According to Plank and Dempsey (1980:143),
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“Firms that market to organisations usually rely on personal selling for most of
their promotional effort.” Therefore, it is important to the organisation’s success
that they focus on the credibility of the sales force in order to build trust and a

long-lasting relationship with their customers (Flynn and Murray 1993).

It is proposed by Jolson (1997) and Piercy and Lane (2003) that customers are
demanding superior relationships with the organisation, and that the strategic
management of these sales relationships could transform the organisation. This

strategic customer management approach should be based around three key issues:

* “Intellicence — concerned with leveraging and enhancing customer

knowledge to add value to customer relationships

= Interfaces — refocusing sales force efforts onto the management and

exploitation of critical interfaces that impact on customer value ... , and

* Integration — the responsibility for welding all the company activities and
processes that impact on customer value into a single, seamless and

sustained point of value delivery to customers.” (Piercy and Lane,

2003:575-6)

Flynn and Murray (1993) and Dimopoulou and Fill (2000) found that the most
important attributes of a sales person are their credibility, their knowledge and
their professionalism. The sales force represents the company to its customers,
finds new customers, and can answer questions about products, services and the

company (see Figure 2.2). The performance of the sales person can be viewed as

being a function of the following types of knowledge:
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* Product — Not only knowledge of the product, but also its features and

benefits, strengths and weaknesses.

»  Customer — A detailed knowledge of the customer’s business and how the

product or service {its.

» Knowledge of the company policy and procedures — A good in-depth
understanding of the company’s organisation and the location of specialist

knowledge.

s [nterpersonal and communication skills — These skills are key not only to
developing good customer relations, but also to facilitate the internal flow

of market information (Ryans and Weinberg, 1981).

Figure 2.2 The Marketing of Value

Flow of information on values

To identify
vales _ To promote l
To choose To realise To sell
values values — ”  To fulfil values > customer

To conceive

possible
answers
Marketing
Marketing Marketing Sales
R&D Management Sales Advertising
Manufacturing R&D Services
Customer Manufacturing ‘Distribution
Customer Customer

Source: Michel et al. (2003:11) Business-to-Business Marketing.
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Kotler and Levy (1969:15) stated: “Certainly selling and influencing will be large
parts of organisational marketing; but, properly seen, selling follows rather than

precedes the organisation’s drive to create products to satisfy its consumers.”
However, modern sales people need to be organised, skilled communicators who
understand how the sales role fits into the greater marketing and strategic effort if
they are to be effective. Weitz and Bradford (1999:243) believe that the role of
sales 1s “to stimulate, rather than satisfy, demand for products”. Kohli and
Jaworski (1990) noted that in business-to-business organisations sales people had a
natural desire to be market-orientated because of their boundary-spanning role.
Siguaw et al. (1994:107) expanded on this concept, stating that “because of thetr
boundary-spanning role, industrial sales people could perceive some degree of role
conflict stemming from inconsistent or incompatible demands made by the

customer and the salesperson’s firm”.

2.1.2 The Role of the Sales Manager

Mehta et al. (2002) described Sales Managers as playing multifarious and integral
roles within organisations. They may form the information link between levels of
management by providing strategic and tactical input on sales- and marketing-
related issues. However, in many organisations senior management have treated
sales management with neglect, which may be due to their limited understanding
of the diverse roles that Sales Managers have to play. In 1959, Felton identified
that Sales Managers had responsibility for planning, organisation, and the selection
and leadership of sales people. Cespedes (1993) outlined the responsibilities of

sales management as tracking volume and market share for key brands, developing

sales presentations for retail buyers and evaluating field sales performance with
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regard to new products, selling merchandising support and achieving optimal shelf
positioning. Anderson ef al. (1999) believed that these basic roles are constantly

being expanded and can now include sales planning and budgeting, sales
forecasting, strategies and tactics, identifying new product prospects, coordinating
market information, motivating the sales force, designing compensation plans,
allocating sales territories and setting quotas. Sales Managers can also be involved
in analysing profit and cost by market segment. Dubinsky et al. (2000:429) stated
that “few managers have more direct impact on corporate profitability than sales
managers’. However, some senior managers believe that the Sales Manager’s role

is that of some kind of super sales person (Rosenbloom and Anderson, 1984;

Anderson et al., 1999).

Dubinsky et al. (2000) hig}ﬂigﬁted that Sales Managers should focus on ensuring
that sales goals are determined in the light of the organisational goals. However, if
Sales Managers misunderstand the strategy behind the sales targets, then poor
decisions are likely to be made in terms of directing the sales personnel’s activities.
It is therefore critical that strategies as well as targets are clearly communicated to
all parties who are responsible for implementing them, and this should be the role
of the Sales Manager (Strahle et al., 1996). Anderson et al. (1999) have identified
that another key role for a Sales Manager is to work closely with other departments
(for instance, with the production or finance department) on customer credit issues,
development of new products and logistics on distribution issues, and with
marketing people regarding strategic plans. They should work to improve
communications to and from the sales force, and continuously monitor the

environment to spot new opportunities and potential threats. Anderson et al.
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(1999) go on to say that the neglect of any of these functions may affect the

efficiency and effectiveness of the organisation.

Dubinsky (1998), in a study of sales management, found that if the sales personnel
performed poorly, Sales Managers were inclined to blame the sales statf rather
than extra- or intra-organisational factors, or themselves. Anderson et al. (1999)
believe that the Sales Manager is marketing’s best example of the Peter Principle.
Traditionally, the best sales people have been promoted to the role of Sales
Manager with very little support or training. The promotion of a sales person to
Sales Manager may be the cause of additional conflict between marketing and
sales, as it does nothing to break down the animosity between the two departments,
and it perpetuates the values and beliefs of the sales department. According to
Anderson et al. (1999), in some companies Sales Managers are treated as 1f they
are not part of the overall marketing team. Some senior managers fail to recognise
that Sales Managers are Field-Marketing Managers who need to be fully integrated
with marketing functions. Rosenbloom and Anderson (1984) identified that Sales
Managers must carry out nearly all the functions of marketing management as well
as those pertaining specifically to sales management. “Sales management policy
should be developed with an eye toward enhancing the likelihood of the company
meeting its marketing and financial goals” (Olson et al., 2001:25). Simkin (2000b)
indicates that without integrating sales management into marketing planning and
objective setting, implementation may lead to reduced effectiveness of marketing

programmes.
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2.2 The Function of Marketing

Kotler et al. (1999:10) have defined marketing as “a social and managerial process

by which individuals and groups obtain what they need and want through creating
and exchanging products and value with others”. This section considers the
various activities of marketing and the role of marketing management. The

evolution of marketing is discussed and the philosophy of market orientation is

explored.

2.2.1 The Role of Marketing

According to Webster (1997:39), “marketing has the most difficulty defining its
position in the organisation because it is simultaneously culture, strategy, and
tactics”. The marketing concept adheres to the belief that all businesses operating
in an age of abundance need to develop customer loyalties and satisfaction, and
that the key to solving this problem 1s to focus on the customer’s needs (Levitt,
1960/1986). “Whether marketing 1s viewed in the old sense of ‘pushing’ products
or in the new sense of ‘customer satisfaction engineering’, it 1s almost always
viewed and discussed as a business activity” (Kotler and Levy, 1969:10). Boyd
and Walker (1990:25) describe marketing management as “the process of
analysing, planning, implementing, coordinating and controlling programs
involving the conception, pricing, promotion, and distribution of products, services
and ideas designed to create and maintain beneficial exchanges with target markets

for the purpose of achieving organisational objectives”.

Morris and Pitt (1994:714) stated: “Marketing becomes a major vehicle for turning
generic strategies into reality. Identification of sources of differentiation,

segmentation of marketing, establishing bases for product positioning and
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targeting of the firm’s resources become critical marketing concerns.” However,
there are dramatic shifts occurring in the role of the marketing function. There has
been a growing emphasis on strategy in marketing, market positioning and
marketing segmentation (Piercy, 1995). Therefore, there seem to be two aspects to
marketing: marketing as a strategy that helps the organisation to respond to a
changing environment, and marketing as a tactical day-to-day activity, managing
the marketing of products and services through the marketing mix. Marketing
strategy calls for a long-term view of organisational objectives, while marketing

activities may be seen as short-term and tactical (Webster, 1997).

Marketing management is involved in the analysis, planning, implementation and
control of the programmes designed to create, build and maintain beneficial
exchanges and relationships with target markets for the purpose of achieving
organisational objectives (Kotler, 1997). However, in many organisations “the real
strategic decisions which do determine competitive advantage: product innovation,
total quality, service and cost structures are inherently controlled outside the
marketing function” (Doyle, 1995:24). Brady et al. (2000), through their research
in the UK of 545 organisations, found that although many companies understood
the value of marketing, only about 33% said marketing was well established in
their own business. Wind and Robertson (1983) identified that there are a number
of barriers to the implementation of marketing strategy, which may include the
interdisciplinary isolation of marketing, the failure to examine synergy in the
design of the marketing programme, the lack of rigorous competitive analysis and

the lack of an integrated strategic framework. For many organisations there

appears to be a strategic choice: the desired competitive position defines the role of
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operational marketing and sales, while the actual power and capabilities of

marketing operations and sales are a major constraint on that desired position

(Piercy, 1995).

2.2.2 The Role of the Marketing Manager

Felton (1959) outlined the role of the ‘modern’ Marketing Manager. He suggested
that they should consider corporate issues rather than local ones, should have well-
developed analytical and organisational abilities, and should be able to coordinate
marketing activities and liaise with other managers and other functional groups.
This view of marketing management was endorsed over 40 years in a number of
marketing texts and journals, e.g. Levitt (1960/1986), Webster (1988), Davidson
(1997), Kotler (1997) and Dibb et al. (2001). It has been observed that, in some
organisations, the Marketing Manager may have line responsibility for the sales
function as well as marketing activities such as market research, product
development, distribution, advertising and sales promotions (Cespedes, 1991).
However, in other organisations, personal selling is not allocated to the marketing
department but 1s a separate and non-integrated department called ‘sales’ (e.g.
Anderson, 1996; Webster, 1997; Dewsnap and Jobber, 1998; Yandle and Blythe,
2000). A major review in 1998 by Workman et al,, found that Sales Managers

never reported to Marketing Managers, but reported independently to senior

management.

Piercy (1995) observed that in most organisations it is relatively, and probably
Increasingly, rare to encounter integration of all marketing activities under a single
and all-powerful Marketing Manager/Director. Mueller-Heumann (1993:703)

stated: “In many companies, therefore, marketing controls much less than the 4Ps,
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resulting in shared responsibility for the planning and execution of marketing
‘somewhere’ between marketing and general management levels.” This moves the
emphasis of the Marketing Manager/Director away from an all-encompassing role
as described by a number of writers, for example Felton (1959), Levitt
(1960/1986), Webster (1988), Kotler (1997). Peter Doyle, at a seminar at
Warwick Business School', stated that “in reality there are very few Marketing
Managers or Directors in the UK who do anything other than act as
Communication Managers or Directors”. Piercy’s research in 1995 indicated that
advertising spend and allocation are often decided in the boardroom and not the
marketing department, while distribution decisions may be made elsewhere in the
organisation, which may ‘weaken’ the role of strategic marketing further. Another
element of the marketing mix that may not be under the direct control of the
Marketing Manager is pricing. Decisions about pricing are of a strategic nature
since they usually determine the revenue flow and therefore affect directly the
achievement of the overall company financial objectives (Mueller-Heumann,
1993). According to Piercy (1995), pricing 1s often the prerogative of the finance
department and/or Chief Executive, although in some organisations it is the
responsibility of sales. The area of product design and/or product line decisions
may also be outside the influence of the Marketing Manager as they are often a
senior management responsibility (Mueller-Heumann, 1993). In some
organisations, therefore, the role of the Marketing Manager is limited to

promotions/marketing communications (Piercy, 1995).

1 Warwick Business School, University of Warwick, 20 November 2002
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Malik (1994) proposed that the lack of marketing focus within organisations might
be attributed to two factors; either non-specialists carry out the role of the
Marketing Manager or, where there is a marketing specialist, they concentrate on
specific functions (e.g. advertising, market research, public relations, and
marketing planning). In some organisations, marketing is centred exclusively in a
dedicated department, while in others a number of departments carry out
marketing activities (Murray and O’Driscoll, 2002). According to Doyle (1995),
in the last decade marketing ran into problems because it tried to be too
functionally autonomous. In the future Marketing Managers will have to work
more effectively as team players, cooperating with other functions to enhance the

core processes of innovation, selling and customer service.

2.2.3 Evolution of Marketing

Most organisations had an established sales force long before they introduced
formal marketing activities and the “marketing management’s historical origin as
an adjunct to the sales function has resulted in persistent confusion between
marketing as strategy and marketing as tactics” (Webster, 1997:41). However, in
time the importance of marketing management grew, possibly founded on
Drucker's (1955/1969:36) view that “marketing is so basic [to organisational
success] that it is just not enough to have a strong sales force and to entrust
marketing to it”. The marketing concept could be said to have developed as an
alternative to the selling concept. The latter emphasises an inside-out approach to
business where the seller tries to produce a market for its products, on the basis

that if a product is correctly promoted it will sell. Under the marketing concept, on

the other hand, the business is run from the outside in, or from the customer’s point
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of view (e.g. Drucker, 1955/1969; Kotler and Levy, 1969; Gruen, 1997) (see

Figure 2.3).

In mature markets, competitors have to fight to win sales, but “increased
promotional expenditures, whether in advertising or personal sales efforts ... may
be improperly conceived or implemented and prove ineffective” (Powers,
1989:260). In a market-orientated organisation, the culture of customer focus has

to offset the short-termism of the typical sales-orientated opportunistic

organisation (Webster, 1997). Many writers, including Levitt (1960/1986),

Webster (1988), Davidson (1997) and Doyle (2002), have written that
organisations should be market-led and that marketing should be the organisation’s

total focus, with sales performing a supporting role.

Figure 2.3 The War Spectrum of Mature Markets

Selling-orientated Market-orientated Controlled
Competitors Competitors Market
Hustle Tactical Strategic Protected
Cartel

Price  Promotions Sales force Advertising Design Reputation Tariffs Monopoly
Low cost

Source: Corstjens and Corstjens (1999:15) Store Wars.

From the 1950s, Drucker and latterly Porter (1996) were arguing that marketing
was a general management responsibility. “Marketing is not only much broader

than selling, it is not a specialist activity at all. It encompasses the entire business.

32



It is the whole business seen ... from the customer’s point of view” (Drucker,
1955/1969:36). Porter (1996) indicated that strategic positioning might be used to
focus on meeting the needs of particular customer groups, thereby accessing
particular customer segments or offering products that are targeted to customers 1n

a way that creates superior customer value. Through the 1980s, marketing gained
increasing importance in many organisations, a move that was supported by a
number of writers (e.g. Levitt, 1983; Webster, 1988; McGee and Spiro, 1988). At
the same time, the market place became increasingly competitive. “In a market-

driven, customer-orientated business, the key element of the business plan will be

a focus on well-defined market segments and the firm’s unique competitive

advantage” (Webster, 1988:37).

2.2.4 Market Orientation

“Market orientation consists of three behavioural components — customer
orientation, competitor orientation, and inter-functional co-ordination” (Narver and
Slater, 1990:21). Customer orientation requires that an understanding of buyers’
values be developed. This knowledge can provide a framework through which
organisations can create superior value for customers as compared to their
competitors. Slater and Narver (1994) noted that it is essential that market
orientation is a philosophy driven from senior management and not simply a
marketing focus that gives marketing activities an unnecessary importance within
the organisation, otherwise inter-functional conflict may result. Therefore, market
orientation is an organisational philosophy or culture that coordinates activities

across departments and can provide superior value to the buyer (Kohli and

Jaworski. 1990; Narver and Slater, 1990). In 2000, Slater and Nérver found that
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the contention that a market orientation was strongly associated with superior

business performance was confirmed and that the results were robust across

industry boundaries. Research by Morgan and Turnell (2003) found that a

customer orientation and competitor orientation were also positively related to

improved market performance.

Webster (1997:64) argued: “Successful marketing organisations will be structured
around major customers and markets, not products, and will integrate sales,
product strategy, distribution, and marketing communications competences and
activities.”  Therefore, market-orientated organisations need to act inter-
functionally and, according to research by Narver and Slater (1990) and Kohli and
Jaworski (1990), market orientation is positively associated with performance. In
addition, the linkage appears to be robust across environmental contexts (Jaworski
and Kohli, 1993). Day (1994b:44) stated that market-orientated organisations “‘do
not suffer unduly from organizational chimneys, silos, or smokestacks, which
restrict information flows to vertical movements within functions. Instead,
information is widely distributed.” Therefore, in a successful market-orientated
organisation different groups will listen to each other and be encouraged to lay out
their ideas and requirements honestly and vigorously (Shapiro, 1988). However,
research by Burns and Stalker (1961/1968), Woodward (1965), and Lawrence and
Lorsch (1967, 1972) showed that success could not be correlated with a simple
single set of factors. Instead, success was contingent upon a number of factors
including environment, the size of the organisation, technology employed, the

culture and history of the organisation, and the expectations of the employees and

customers.
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Kohli and Jaworski (1990) suggest that market orientation can lead to an
organisation in which all departments and individuals work towards the common
goal of customer satisfaction. Customer satisfaction is central to becoming
market-orientated and could be a strategic goal in itself (Piercy, 1994; Doyle,
2002). Marketing should be seen as an organisational activity rather than a
functional activity (Drucker; 1974; Webster, 1988). “Many companies make the
mistake of thinking that becoming marketing orientated means making the

marketing department the primary function of the business” (Doyle, 2002:48).

There are a number of barriers that have to be overcome when developing a market

orientation (Webster, 1988). They include:

* Anincomplete understanding of the marketing concept.

» The inherent conflict between short-term and long-term sales and profit

goals.

* An overemphasis on short-term financially orientated measures of

management performance.

= Senior management’s own values and priorities concerning the relative

importance of customers and the organisation’s other constituencies.

The result 1s that in many organisations an understanding of the basic requirements
of effective marketing is not always seen as a key ingredient in the development

and implementation of sound business strategy (Webster, 1988). The barriers to

developing market orientation may be similar to the barriers to sales and marketing

integration. These include:
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“Meagre  marketing intelligence (information), poor internal
communication, inadequate senior management support, failure to involve
non-marketers, little lateral thinking, plus the planning process itself often
failing to feed analysis into any strategic thinking and linking these
strategic decisions to the resulting tactical sales and marketing

programmes.” (Simkin, 2002:121)

There 1s empirical evidence to show that marketing practice varies greatly from

firm to firm. It varies in how much marketing is conducted and how much
emphasis is placed on marketing relative to other managerial activities. The nature
of marketing practice itself also varies. The type of marketing carried out, and

how 1t i1s managed, organised and delivered, changes as the firm co-evolves with

its market place (Murray and O’Driscoll, 2002).

2.3 Strategic Marketing and the Role of Sales

The importance of market intelligence, marketing planning and integrated
marketing communications to the sales and marketing relationship is discussed.
To be eftective, these three activities require the input from both sales and
marketing; however, literature would indicate that the activities are often either
conducted in 1solation or solely by the marketing department (Piercy, 1986;
Simkin, 2000b). The impact of these activities on the collaboration between sales

and marketing therefore needs to be considered.

2.3.1 Market Intelligence

The increasingly uncertain environment facing many organisations places greater

demands on an organisation’s marketing information systems (Evans and
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Schlacter, 1985). Ryans and Weinberg (1981:76) identified that “a well-

formulated marketing strategy is based on a thorough analysis and understanding
of the company’s internal and external environment”. One of the main elements of
market information is competitor intelligence (Porter, 1980). “Competitor
intelligence has been defined as those activities by which a company determines
and understands its industry, identifies and understands its competitors, determines
and understands their strengths and weaknesses and anticipates their moves”
(Wright et al., 2002:350). However, Aaker (2001) believes that effective
marketing analysis 1s often more complex than is generally acknowledged as 1t
relies on the accurate identification of competitors and an understanding of their
competitive strategy. Once the competitors are identified, the next step is to

investigate what they are doing and what they intend to do.

Von Hipple (1989) observed that major customers could be an important source of
new product and other competitor information. The sales force can also carry out

critical market research and intelligence work, as well as representing the
customer’s needs to the company and acting as the customer’s champion
(Cespedes, 1991). However, in many cases, this market information may be
available, but the organisational structure may fail to facilitate prompt and
meaningful marketing information exchange (Evans and Schlacter, 1985). “The
importance and the difficulty of integrating the various parts of an organisation
increase when the organisation is required to make trade-offs, solve problems, and

make adjustments to work on the basis of information from knowledge that resides

in different parts of the organisation” (Mohrman, 1993:116).
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Webster (1965) identified four advantages of using the sales force to collect
market information: costs are low, they have established relationships with the
customers, customers are more willing to discuss products with a sales person, and

there is little additional effort needed to gather this information. Providing
information about customer needs and assessing new market segments are two key
roles of the sales force (Cross et al., 2001). Webster (1965) and Olson et al.
(2001) recommend that, because of the close contact sales people have with their
customers, the sales force should be responsible for communicating relevant
strategy components (such as competitor activities) in feedback to management.
The sales personnel can be the eyes and ears of the organisation. Sales people play
“an important role in controlling the flow of information to their colleagues and
superiors inside the firm” (Bass, 1997:26). Sales people can report on the
activities of competitors and changes in the market. Field sales staff are often
better informed about customer requirements than senior management or Product
Managers (Viswanathan and Olson, 1992; Cespedes, 1994). However, they may
be reluctant to pass information on to marketing if there is not clear benefit in

doing so (Homburg et al., 2000).

The use of field sales staff to collect information about the market place is
legitimate and efficient, and many organisations do this (Kotler and Levy, 1969).
A survey of 92 US organisations by Cross et al. (2001:202) that considered the
importance of sales force activities compared to information sources, capacity,

distribution or promotion found that “forty-six (46) percent of the firms rate sales
force feedback as ‘extremely important,” compared to 29 percent for primary

marketing research and 21 percent for analysis of competitors™. It should be noted
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that sales people are often the first to recognise emerging marketing opportunities
and problems, but they lack the means to respond with more than tactical
programmes (Cespedes, 1994). Day (1994a), however, believes that sales people

are motivated to provide information about customers and competitors’ activities
within their territory as long as they believe that their efforts will be rewarded and
the information will not disappear into an organisational ‘black hole’. The sales
team need to be clearly briefed upon their objectives and to balance their time
between negotiating a sale and collecting information (Evans and Schlacter, 1985).
Darmon (2002) explores the possibility of sales people actively collecting market
information and processing it so that they become more involved and expert in the

needs of the market.

Jaworski and Kohli (1993) identified that market-orientated organisations rely on
the organisation-wide generation of market intelligence and the dissemination of
that intelligence across all departments. To achieve the successful marketing of a
product or brand, marketing information needs to be integrated and disseminated
across a myriad of departments to absorb uncertainty and facilitate the
organisation’s adaptation to changing environments (Wood and Tandon, 1994).
There 1s mounting evidence that the use of information systems provides
significant profit opportunities for the organisation and therefore they should
consider carefully the effective integration of the sales personnel into their
Management Information Systems (Evans and Schlacter, 1985). Intelligent use of
marketing information has become a competitive necessity, particularly with the

increasing segmentation of markets (Cespedes, 1993).
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Pricing information and competitive activities are the most desired information,
and customers are an important source of this information (Webster, 1965).
However, Evans and Schlacter (1985) found that the collection of marketing

information through Sales Managers by senior management tended to be informal
and Sales Managers were not usually asked to venfy its accuracy. On the other
hand, Viswanathan and Olson (1992) observed that the sales force should serve as
a conduit for the transfer of information on the market place and that Sales
Managers are responsible for passing this information to the appropriate
departments and individuals. Wright et al. (2002) indicate that competitive
intelligence 1s so important to success that there should be a separate department to
handle it. However, they do concede that it 1s more often an activity that is
subsumed into the sales and marketing functions. If the sales team devotes time to
market surveys, they should be included in the design and involved in the
maintenance of the marketing information system (Michel et al, 2003). “A
market driven culture supports the value of thorough market intelligence and the

necessity of functionally co-ordinated actions directed at gaining a competitive

advantage” (Day, 1994b:43).

2.3.2 Marketing Planning

“The planning process is important because 1t is a fundamental means by which
the institution learns about its environment” (McKee ef al,, 1990:131). According
to Kotler et al. (1999), the best-performing companies undertake marketing
planning 1n a way that does not reduce creativity. Pulendran et al. (2003:478)

indicated that marketing planning could lead to efficiencies as the adoption of

marketing planning “leads to more appropriate resource allocations and improved
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organizational performance”. Marketing planning has now become an essential
strategic tool in many organisations (Simkin, 2000b, 2002). McDonald (2002)
indicates that the best marketing plans emerge from an inclusive process that
incorporates sales and marketing managers, as well as senior management and
other functional areas. Inclusive marketing planning allows the members of the
sales and marketing team to ‘own’ the plan and thereby facilitates effective
implementation (Simkin 2000b). McKee et al. (1990) found that organisations
that undertake comprehensive planning were likely to experience improvements in

performance and those organisations that did not undertake planning were more

likely to experience a decline in performance.

Despite many positive statements concerning marketing planning’s beneficial
effect on business performance, recent research has produced mixed results.
Phillips et al. (2001) investigated the effects of strategic marketing planning and

found that there was little direct effect on business performance. Pulendran et al.

(2003) found indications that marketing planning is actually value-neutral as it is a
process, and unless it 1s linked to a value-laden construct, like market orientation, it
does not seem to have a direct effect on performance. This 1s in contrast to
Slotegraaf and Dickson (2004:380), whose research found that “marketing
planning capability has a direct effect on a firm’s performance and that this
relationship 1s curvilinear”. However, “marketing planning quality was a
significant predictor of market orientation ... . Our findings provide further

evidence of the significant relationship between market orientation and business

performance” (Pulendran et al,, 2003:492). McDonald (2002:507) indicated that

the best marketing plans emerge from an inclusive process that is “based on a deep
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understanding of the organisation’s asset base and capabilities”, therefore creating
superior value for the consumer. According to Simkin (2000b), more
organisations are undertaking marketing planning, but many do not have the

infrastructure requirements to implement their plans effectively.

2.3.3 Integrated Marketing Communications

Integrated marketing communications (IMC) concerns the integration and
coordination of marketing communications activities (sometimes known as
promotions). The other elements of marketing communications include
advertising, sales promotions, public relations, direct mail and sponsorship
(Shrimp, 2000; Pickton and Broderick, 2001; Duncan, 2002; Fill, 2002).
According to Proctor and Kitchen (2002), IMC is at the very core of marketing and
there has been a shift in perspective from emphasising the individuality of these
elements of marketing communications towards IMC, with its perceived financial
benefits and competitive advantage of offering a single, cohesive message. Weitz
(1978) identified that personal selling is one of the most important parts of
marketing communications, but one that has frequently been ignored. According
to IMC texts (Shrimp, 2000; Pickton and Broderick, 2001; Duncan, 2002; Fill,
2002), personal selling forms an integral part of the IMC mix, but many articles do
not discuss personal selling as a communication tool of IMC (e.g. Eagle and
Kitchen, 1999; Grove, 2002; Kim et al. 2004; Kitchen et al. 2004). Stafford
(1996) said that there is an argument to indicate that IMC could be a substitute for
the physical presence of a sales person in some cases. However, IMC promotes

the importance of two-way communication with the customer (which includes the

sales person as identified by Stafford (1996) and Doyle (2002), although Hartley
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and Pickton (1999) believe that communication is limited in practice to feedback
via analysis of results and market research. Organisations need to integrate
customers and make them part of the integrated marketing communication

planning and development process (Schultz, 1998).

According to Keller (2001), there have been changes in marketing
communications since the early 1980s and the design, implementation and
evaluation of marketing communication programmes are now much more
challenging. Duncan and Everett (1993:37) noted that the spread of IMC “wll
depend on how fast the barriers of turf battles [between functional groups] and
egos can be resolved”. It is important, therefore, that the marketer understands the
collective contribution of the IMC programme as a whole and that it should not be
developed in isolation. The objective is to provide triggers by which buyers can
understand the values that a brand stands for (Proctor and Kitchen, 2002). The

opportunity offered to an organisation by integrated marketing communication 1s

the ability to become more efficient. If marketing is far more than the elements of
the promotional mix, as many texts indicate, then selling 1s far more than just an
element of integrated marketing communications (Statford, 1996). Kitchen ef al.
(2004) believe that IMC needs to become more than a discussion about the
relations, or integration, of the various parts of the prorhotional mix if it 1s to
become an element of strategy. “In its practical guise, IMC attempts to combine,
integrate and synergise elements of the communications mix, as the strengths of
one are used to offset the weaknesses of others” (Kitchen et al., 2004:20).

Marketers are embracing IMC as a crucial mechanism for implementation (Gruen,
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1997). Duncan and Everett (1993) found that there was a positive correlation

between the degree of marketing integration and an increase in sales.

2.4 Management Perceptions and Structure
This section will discuss the important role that senior management plays in
integrating activities within organisations. The impact of the structure and size on

the relationship between sales and marketing will also be considered.

2.4.1 Management Influence
“The role of top management will be to formulate and communicate a clear
vision of the organisation’s strategy and vision and to continually

challenge the organisation to achieve excellence in implementing the

direction.” (Mohrman and Mohrman, 1993:106)

Felton (1959), Hambrick and Mason (1984), and Jaworski and Kohli (1993)

identified that senior management play an important role in setting the direction

and culture of the organisation. Senior management are responsible for
establishing the culture of the organisation through leadership and by empowering
staff to initiate and execute strategies to achieve their objectives (Slater and

Narver, 1994). Child (1985) and Gupta et al. (1985, 1986, 1987) found that senior
management should be instrumental in establishing integration between functional
groups. “Top management should consider programs that encourage departments
to achieve goals collectively, have mutual understanding, work informally
together, ascribe to the same vision and share ideas and resources” (Kahn,

1996:147). Management need to take explicit steps to build an organisational

climate that facilitates integration: for example, implementing joint reward systems
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and fostering a culture that is based on an understanding of each other’s
departmental needs. “The role of top management 1s facilitative, deftly combining
top-down strategy guidelines while encouraging bottom-up strategy insights and

responsiveness”’ by communicating and discussing strategy implementation across

functional areas (Slater and Narver, 1994:26).

Krohmer et al. (2002) found that senior managers should be aware of the benefits
of integration and promote cross-functional involvement of key marketing

activities with other functional areas. According to Webster (1981), however,
there is evidence to show that senior managers do not spend a great deal of time
thinking about the marketing function as they focus on business problems and only
consider marketing when they are asked to. Many senior managers therefore may
not see marketing as intertwined with other business problems and functions.
“Existing research on marketing’s relations with other business functions shows a
link between inter-functional integration and (1) elements of the organisational
structure, (2) senior management actions, and (3) operating charactenistics at the
interface” (Dewsnap and Jobber, 1998:171). Galbraith (1973) identified that
senior managers play a key role in integrating subunits by providing them with
information and communicating integrated targets. The view is that “management
could achieve more effective integration by first concentrating on those activities
that are perceived to be most important and where dissatisfaction is the greatest”
(Gupta et al.,, 1985:20). Additionally, Menon ef al. (1996:309) suggest,
“Managers should formalize overlapping activities that require interfunctional co-

ordination and should clarify roles that are mutually dependent and have potential

for role ambiguity.”
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Marketing strategy requires a long-term perspective, but many senior managers
have difficulty in assessing the trade-offs between current, short-term financial
performance, and the future, long-term financial performance (Webster, 1981,
1988, 1997; Gupta et al., 1985). As aresult, their sales and marketing departments
have been receiving confused and conflicting signals, with sales focusing on short-
term targets while marketing focuses on long-term targets (Olson ef al., 2001).
However, organisational strategies may be rejuvenated by applying three
interrelated factors. These are that coordination or teamwork 1s necessary to
identify and act on new opportunities, particularly in competitive environments;
high levels of employee commitment is required to inspire and motivate them to
cooperate; and finally the development of new competences are needed to allow
employees to “identify and solve problems as a team” (Beer ef al., 1990:160).
Therefore, if senior management wish to improve collaboration between sales and
marketing they will need both the commitments and the tools to change the culture

of the organisation. Change may be achieved through aligning roles,

responsibilities and relationships between functional groups (Beer et al., 1990).

2.4.2 Organisational Structure

Organisational structure may either impede or facilitate integration between
functional areas. Child (1985) highlighted that although structure cannot be
expected to resolve political problems, it can be designed to provide mechanisms
to help to bring conflicts into the open and promote discussion. “To develop a

structure so that people can integrate their efforts is one thing, but whether they

will integrate even given an effective structure may be another matter” (Fincham

and Rhodes, 1999:369). Woodward (1965) argued that there is a clear link
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between organisational structure and performance, in particular that companies
that have organisational structures close to the norms of their industry are more
likely to be successful than those with exceptional structures. Burns and Stalker

(1961/1968) identified that there was no guarantee that organisations would find

the appropriate structure for dealing with their environment.

“Standardisation of processes and integration of activities across boundaries
requires top-down management systems and well-defined operating procedures™
(Day, 1997:85). Child (1985) indicated that flexibility of structure might require
cross-departmental meetings and teamwork focused on specific projects. In
addition, although it is possible to identify specific processes that are directly
affected by organisational design, such as control, integration and information
processing, these processes are diffused throughout the organisation and are
affected by the competence and motivation of the people who are involved. Hutt
and Speh (1984:57) noted: “Different planning horizons, goals, and orientations
can, however, create conflict between the marketing and sales functions regardless
of the organizational structure employed.” Mohrman (1993) has noted that the
processes of integration, running horizontally across the organisation, are
becoming as important as the hierarchical processes that have dominated much of
the traditional literature on organisational structure and design. Webster (1981)
believed that in many organisations where sales and marketing were separate
| functions, the sales department was seen as a line function, while marketing was a
staff responsibility, often associated with the corporate planning. Although many

organisations have centralised marketing functions, they still operate regional sales

offices that can make centralisation of decision-making difficult (Day, 1997).
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Viswanathan and Olson (1992) maintain that because there 1s a physical separation

between the sales personnel and the company headquarters the organisation should

operate 1n a highly formalised manner.

2.4.3 Effects of Organisational Size

The size of an organisation has obvious implications for the design of its structure.
Very small organisations have little need for formal structures, but larger numbers
of staff require division into semi-autonomous sub-units to allow effective
management (Burns, 1963). Child (1985) supports the view that it is increasing
size that makes specialisation possible and that organisations may eventually be
able to afford specialist support services that can augment the organisation’s
structure, but that this specialisation also increases the need for communication and
coordination. “Functional specialisation is supposed to create a system of co-
operation. Yet it often ends up creating a system of competition as individuals and

departments compete for scarce resources” (Morgan, 1997:30). Shipley and

Jobber (1994) examined the effects of firm size on sales and management practices

and found that firm size does have an influence on sales management practices,

regardless of channel.

Size best explains many of the characteristics of organisational structure, for
example the importance of standardisation through rules and procedures in larger
organisations (Pugh, 1996). In a study of 284 UK organisations that considered
organisational size and attitudes to sales and marketing, Piercy (1986) found that in
two-thirds of the organisations (of varying sizes), sales and trade marketing were

part of the marketing department. “If they are organised at all, advertising and

marketing research would appear normally to be marketing department functions
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... perhaps most importantly nearly 40% organised sales separately from
marketing” (Piercy, 1986:271). In a further study, which received 466 responses,
Cox (1993) found that large companies tend to separate their marketing and sales

departments, whereas small companies do not. The survey asked if sales was part
of the marketing department and the majority of small and medium-sized
companies (49% and 51% respectively) stated that sales was part of marketing,
while 55% of large companies thought that the functions were separate (12% of
the total survey expressed no opinion). Cox defined a small company as one with
fewer than 100 employees and a large company as one with over 500 employees
and concluded that in most cases the observed differences in attitude between

organisations of different sizes was caused by resource limitations rather than

fundamental strategic differences.

In a separate survey of 211 companies based in the UK, Malik (1994) found that
fewer than half (45%) the organisations surveyed claimed to have a marketing
department, but 89% claimed to have a sales function. If there was a marketing
department, 63% of these had responsibility for the sales function. In contrast,
Workman et al. (1998), in their US and German survey, found that in the 47
organisations involved in the research none of the Sales Managers reported directly
to the Marketing Manager. However, a “small marketing department also had a
quasi-integrgted approach by the mere fact that everyone in the department knew
what was going on because all of them were involved with all major
cor_nrnunications programs” (Duncan and Everett, 1993:31). Piercy (1986) and

Malik (1994) found that the larger the turnover of the organisation, the greater the

tendency was to have separate sales and marketing departments.
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2.5 Chapter Summary

This chapter outlines the differences between the sales and marketing functions,
but it also highlights their underlying interdependence. The effect of management

and structure on the sales and marketing interface is reviewed. The primary
outcome of this chapter is that, although sales and marketing have a similar aim, to
increase sales, they have developed very different philosophies, working practices,
strategies and roles. Therefore, there may be an underlying tension between sales

and marketing (which 1s discussed further in Chapter 3). One of the underlying

differences between the sales perspective and marketing perspective can be
attributed to the different targets set for sales and marketing. Sales may have
short-term, tactical targets and marketing may have long-term, strategic targets.
Therefore, when conflicting strategies are needed to achieve the organisation’s
objectives tension may be increased. Sales and marketing need to work together at
both tactical and strategic levels to be effective. It is apparent from the review of
the sales function that sales do play a key role in gathering marketing information,
creating customer satisfaction and building customer relationships, but to be
effective they need information from marketing and knowledge of overall
marketing strategies. However, in many organisations Sales Managers are
excluded from the marketing planning process, and are therefore unaware of
marketing objectives and cannot provide the required information. This also
means an opportunity for joint target-setting is neglected. Marketing planning
should therefore be undertaken in a way that allows sales and marketing to be

integrated into the formalised process.
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The section on management perceptions and structure highlights the importance of
senior management in driving the process of integration, but the literature review
finds that many managers have difficulty in setting integrated objectives and
assessing the possible trade-offs between the short and long-term goals. The
argument about how far structure can influence integration i1s considered and the
importance of establishing a flexible structure that allows horizontal integration is
discussed. Smaller organisations are more likely to have a single sales and
marketing department, while large organisations are more likely to have separate
departments, but whether they are separate or not, sales and marketing need to

have active communication to be effective.

The literature review also identified a number of critical elements that influence
the collaboration between sales and marketing including the influence of senior
management, market orientation, marketing planning, market intelligence,
organisational structure and organisational size. The influence of senior
management and the structure and size of the organisation appear to have a
significant impact on the relationship between sales and marketing. Market
orientation, the effective use of market intelligence and the implementation of
marketing planning are identified as possible antecedents to collaboration between
sales and marketing.  Therefore, the elements of management attitudes,
organisational structure and size, market intelligence, market orientation and
marketing planning will be included in the conceptual framework as possible
antecedents 1n the research model. This chapter concludes that there are blurred

boundaries and crossover roles between the sales and marketing functions. On a

tactical level, Sales Managers may be responsible for sales promotions as well as
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for providing marketing information. Marketing Managers may be responsible for
direct mail, web design and management and, in some organisations, the

management of sales.

The next chapter considers the definition of integration, and the benefits of and
barriers to integration and collaboration. The literature regarding the interface and
Integration of sales and marketing is reviewed and information on the integration
of marketing with other functional areas is discussed. Finally, the processes

recommended for improving integration are considered, including cross-functional

teams, organisational learning, and strategies and mechanisms for integration.
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CHAPTER 3

SALES AND MARKETING INTEGRATION
AND COLLABORATION

3.0 Introduction

Munn (1998) discussed in Marketing News the relationship between sales and
marketing and indicated that they should be coordinated because their functions
are closely related. From the review of the sales and marketing functions in the
previous chapter i1t was clear that, although these two functions have very different
philosophies, they are required to repeatedly interact and rely on each other to be
able to carry out their tasks effectively. Marketing relies on sales for feedback and
valuable customer information (Colletti and Chonko, 1997) as well as to bring in
orders for the products/services. In a similar way, sales personnel serve as the
major link between the external environment and the internal environment (e.g.
marketing, customer service and production) and are the primary income generator
for most firms (Dubinsky, 1999). There is also evidence from Chapter 2 to show
that successful cooperation can lead to competitive advantage and increased
customer satisfaction. However, there is still some debate as to whether sales and
marketing are part of the same function or are separate functions with a common

goal (Yandle and Blythe, 2000).

This chapter explores the concepts of interface and integration. The definition and
processes of integration are considered. The barriers to integration are discussed
and the perceived benefits to the organisation of integration are outlined. There is

a review of the existing relationship between sales and marketing, and of how

conflict can develop between these two functions. The effects of differences in the
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training and career paths of sales and marketing staff are examined and the ways in
which these have reinforced the development of separate departments is discussed.
The section also investigates the differences in reward systems and measures of
success and how these have further influenced the attitudes and values of the sales
and marketing functions. The importance of communication and integration 1s
reviewed and evidence for the integration of the sales and marketing functions is

evaluated. The final section discusses cross-functional teams and the concept of

organisational learning, and reviews the strategies and mechanisms for integration.

3.1 Integration and Collaboration

This section explores the concepts of integration and collaboration to identify the
main factors that facilitate the process of integration and collaboration. The
barriers and benefits of integration and collaboration are discussed using the
literature available on the integration of marketing with R&D. The section also

provides a background to the investigation into the processes and benefits of and

barriers to collaboration between sales and marketing.

3.1.1 Definitions of Integration and Collaboration

“Integration refers to lateral links that coordinate differentiated subunits, reduce

conflict and duplication, foster mutual adjustment, and coalesce subunits towards
meeting overall organizational objectives” (Germain et al., 1994:472). The
traditional organisational models are largely based on the scientific management
tradition in which the organisation is differentiated into functional areas and units
that are specialised (Mohrman, 1993). However, the key transformation processes

of the organisation are performed across functional boundaries and require the

integration of resources and personnel to be effective. Integration can refer to the
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organisation’s capacity to act coherently and was described by Lawrence and
Lorsch (1967/1972:11) as “the quality of collaboration that exists among
departments that are required to achieve unity of effort by the demands of the
environment”. Khan (1996) suggests that interdepartmental integration includes
both the interaction and collaboration processes, and if only one of these processes
1s present then 1t may be that a one-dimensional view of integration is appropriate.
If both processes are important, then a multidimensional perspective of

interdepartmental integration is preferable.

The term ‘integration’ refers to the strategic linking of two functionally specialist
groups, 1n a way that preserves their individual orientations but provides unity of
objective. When integrated, the departments willingly cooperate and collaborate
on those management decisions and actions that are essential (Moenaert and
Souder, 1990). The term integration can also be used when discussing the process
by which the state of integration 1s achieved (Lawrence and Lorsch, 1967/1972).
Research shows that managers often wish to imi:)rove integration between
departments by increasing contacts through information flows (Carlsson, 1991),
but 1t should be noted that improvements in information flows of this type do not
automatically lead to successful integration (Pugh, 1979; Khan and Mentzer,
1998). The danger is that the development of information sharing and
collaborative involvement may equate to more joint meetings and duplication of
information (Child, 1985; Kahn, 1996). Integration can be achieved through
hierarchically driven processes such as direction through supervisors, rules,

procedures, and goals and objectives set by senior management (Mohrman, 1993).

Research by Gupta et al. (1985, 1987) and Song and Parry (1992) shows that low
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levels of communication, joint efforts and information sharing are indicative of
low levels of integration. However, it is not possible to consider integration as a
continuum from low to high and place organisations along it as this view would

overlook specific aspects of interdepartmental integration that should be addressed

(Kahn, 1996).

The two distinct processes of interaction and collaboration may be defined as
physical activities such as meetings, e-mails and telephone calls (interaction), and
intangible elements such as mutual understanding, common vision and sharing
information (collaboration) (Khan, 1996). Some literature focuses on interaction
that emphasises the use of formal communication between departments, which
represents the structural nature of cross-departmental activities including routine
meetings, planned teleconferencing, memoranda, and the flow of standard

documentation (Woodward, 1965; Ruekert and Walker, 1987; Griffin and Hauser,

1992). Successful organisations are moving from control systems to processes that

are more flexible and promote collaboration. “Market demand for systems

solutions requires the organisation to integrate all its own components, to focus on

the system that 1s being developed” (Mohrman, 1993:110). These physical

activities regulate communication through frequency of occurrence, and add

structure to the way in which departments interrelate.

Armstrong ef al. (1996) consider that meetings should take place at least once a
month and that teams should spend up to 30% of the time on cross-functional
matters to improve collaboration. “Collaboration represents the unstructured,

atfective nature of interdepartmental relationships” (Kahn, 1996:139) and may be

defined as an affective, volitional, mutually shared process between two or more
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departments working together. These activities are not easily regulated and are
difficult to sustain without joint efforts (Kahn, 1996). Collaboration can lead to
cross-functional learning, although according to Meyers and Wilemon (1989)
much cross-functional learning is transferred through informal networks, e.g.
through informal discussions, worker flows and friendship ties. Child (1985:216)
identified that although “formal integrative arrangements can be designed 1n a way
that facilities rather than prevents the development of information relations™, more
often it is the lack of formal arrangements that encourages informal exchanges, but
that these informal transfers of information are not always reliable. “Talking to
each other daily means sharing perceptions and feelings as well as factual data”
(Souder, 1987:177). Aspects of individual differences, in particular personality
differences, are features that affect the quality of this interface (Lucas and Bush,
1988). Moenaert and Souder (1990) found that the transfer of information
between departments is an important integration method for individual members of
staff. A department can therefore be considered a self-contained communications
network in which each individual is a pool of knowledge. As Kahn (1996)

identified:

“Interdepartmental integration should be a priority because it is more
encompassing than just team integration. Interdepartmental integration
should therefore be recognized as predicting cross-function team
integration and post commercialisation activities ... integration should
comprise initiatives aimed at interdepartmental collaboration, not just

team collaboration, along with a certain level of interdepartmental

interaction, not just team interaction.” (Kahn 1996:147)
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Moenaert and Souder (1990) suggest that there are benefits from personnel and
information transfers between departments. The creation of cross-functional teams
1s not a prerequisite to the formation of formal and informal integrating roles, such
as liaisons or project management, as these can be used whether or not there 1s a
team structure in place (Mohrman, 1993). The level of integration required may
also be dependent on the environment. Galbraith (1973) indicated that in a static
environment, integration devices are probably sufficient to keep the organisation
heading together in the same direction so that the organisation 1s quick enough to
respond to environmental changes. Lawrence and Lorsch (1967/1972) found that
effective organisations increased their level of differentiation as their environment
became more uncertain, but that this increased differentiation led to increased
specialisation and interdepartmental conflict. Therefore, the more uncertain the
environment became the more important integration (coordination) became to

ensure continued success of the organisation.

3.1.2 The Process of Integration and Collaboration

The literature review has highlighted a number of recommended processes to
establish integration and collaboration across functional groups, and indicates
methods by which collaboration between sales and marketing may be improved.
Thompson (1967) identified three basic mechanisms that could be used to promote
integration: these were standardisation by establishing rules or procedures, plans
and schedules to integrate the actions of separate units, and mutual adjustment of
action after discussion between parties. Child (1985) indicated that this method of

integration relies on integration through standardisation and planning, which can

work well in stable and predictable environments. This bureaucratic approach to
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integration is relatively cheap to implement and is a tried and tested method, but it
does not allow reaction to unexpected events, and once the organisation moves into

a less stable environment the proliferation of paperwork and meetings may cause

an overload of the system.

Figure 3.1 Model of Interdepartmental Integration

Performance

Product Development
Performance

Interaction Collaboration

Meeting Collective Goals
Committees Mutual Understanding

Telephone Calls Informal Activity
Electronic Mail : Shared Resources
Standard Forms Common Vision
Memoranda and Reports “Esprit de Corps”
Fax

Interdepartmental Integration

Source: Kahn (1996:141) Interdepartmental Integration: A Definition with Implications for Product
Development Performance.

Kahn (1996) recognised that integration should be defined as a multidimensional
process including both interaction and collaboration. Successful performance
cannot be predicted based on one type of integration activity alone. The
establishment of proper levels of interaction and collaboration across the
dimensions promotes the opportunity for greater performance success (e.g. Narver

and Slater, 1990; Morgan and Turnell, 2003). In research into the relationship

between R&D and marketing, Kahn (1996) found that product development
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success could be achieved by emphasising interaction and collaboration across the
functional groups. Regular meetings and greater documentation flows could
demonstrate interaction between the two departments. Collaboration could be built

on esprit de corps, mutual understanding and shared resources across the two
departments, while senior management need to unite departmental goals (see
Figure 3.1). Lawrence and Lorsch (1967/1972, 1967) found that collaboration was
a good predictor of performance and that severe disharmony between departments

resulted 1n an increase in failure rates.

Souder and Moenaert (1992) identified three integration mechanisms — task
specification, organisational design and climate orientation, which is the cultural
awareness of coordinations and integration among the various functions. Child
(1985) and Leenders et al. (1994) suggest that integration can be improved through
structures (such as project teams, task forces and steering committees),
communication tools (like personal meetings, e-mails and teleconferencing) and
human resource management using systems that include job rotation, experience
planning and equal reward systems. To achieve integration, a continuum of
integrative mechanisms can be used to coordinate the efforts of both individuals

and groups. These mechanisms can range from formal to informal processes that

create the background of integrative behaviour (Mohrman, 1993).

3.1.3 Barriers to Integration and Collaboration
This section explores the barriers and problems that exist in creating integration
and collaboration between functional groups. Although sales and marketing are

considered to be separate functional areas (as discussed in Chapter 2), there are

many areas In which their activities cross over. The section also considers the
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findings from research into collaboration between marketing and R&D, and
discusses the differing requirements of specialisation and collaboration, and the
additional tension that this may cause. Kahn (1996) identified a range of
difficulties with the integration process. There may be a situation where
interdepartmental collaboration is not supported by interaction activities, e.g. there
is minimal documentation of cross-functional activities. There may be confusion
about senior management’s priorities, or too many resources may be expended on
cross-functional training to the detriment of specialist training or productivity.
Eleven years earlier Gupta et al. (1985) identified five barriers to integration 1n
their research into the R&D and marketing interface in the product innovation

process:

o  Communication barriers — These were created by time pressures,

differences between priorities and poor timing of information exchanges.

s Insensitivity to each other’s capabilities and perspectives.

» Lack of senior management support for integration — The barriers included

short-term goals and the need to generate sales and increase profitability.

»  Personality and cultural differences — Research showed that R&D saw

themselves as the professional department, while marketing viewed

themselves as the experts in market needs.

» Lack of market knowledge — Both R&D and Marketing Managers indicated

that lack of knowledge about competition, markets, customers and product

applications increased the barriers to integration.
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Another barrier to integration and collaboration between sales and marketing is
distrust. “Distrust is the extreme case of deep-seated jealousies, negative attitudes,
fears and hostile behaviours”, and distrust is created by a range of contributing

factors, not by a single cause (Souder, 1988:11). Distrust can manifest itself in
many ways, including one party feeling that the other cannot be trusted or that the
other department reaps all the rewards, or one group believing that the other should
come under their control (Child, 1985; Brown et al., 1986; Souder, 1988). Distrust
can build into feelings of hostility between different departments that have to work
together. A study by Brown et al. (1986) found that the greater the perceived
conflict between the groups, the greater the polarisation was in the inter-group
attitudes. Conflict has been defined “as the behaviours or feelings that one or both
of the parties have when the other party has the potential to or actually obstructs,
interferes with, or makes less effective a party’s behaviours associated with
reaching their goals” (Weitz and Bradford, 1999:244). Pugh (1979) and Kahn and
Mentzer (1998) found that integration issues can be blurred by the multiplication
of committee meetings. Although these mechanisms are important in establishing
integration, they do not create integration by themselves. Shapiro (1988:120)
pointed out “strategic and tactical decisions are made inter-functionally and inter-
divisionally. Functions and divisions will inevitably have conflicting objectives
that mirror distinctions in cultures and modes of operation.” Once conflict arises,
its effects may become cumulative, as within each department the staff start

pulling together and acting defensively against ‘outsiders’ (Child, 198)5).

Gupta et al. (1985) found that there were marked differences between the way

R&D and Marketing Managers looked at integration 1ssues. In fact they could not
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agree on how integration should operate (or even the way things do operate), and
this caused tension. Souder (1988) found that in the R&D and marketing interface
nearly 60% of the cases studied suffered from mild or severe disharmony. “R&D
and marketing departments have frequent misunderstandings and conflicts”
(Souder, 1988:6), and failure to integrate i1s characterised by low frequency of
meetings between the R&D and marketing personnel and highly specialised and
organisationally separate functions. There was also a lack of understanding of the
need to interact (Souder, 1988). Cultural barriers were the most frequently cited
barriers to cooperation (Griffin and Hauser, 1996). According to Souder (1988),
one of the most successful efforts to integrate marketing with R&D was the setting
up of frequent joint meetings to discuss joint involvements, to aid project planning
and to increase the sharing of information. However, there is a danger that too
much interaction may overburden personnel with having to attend too many

meetings and being overloaded with information (Kahn, 1996).

Ruekert and Walker (1987) found that interaction did not relate to effectiveness
across all departments, which suggests that interaction may not have as much
impact on performance as collaboration may have. Labianca et al. (1998) noted
that although it had been assumed that increased frequency of interaction would
reduce inter-group conflict, increased frequency of meetings might actually
increase conflict if there are negative relationships between the groups. Cespedes
(1993) observed that the development of informal liaison between sales and
marketing experienced problems as the sales and marketing personnel thought that

it was too time-consuming and treated the meetings as a ‘secondary priority’.

Achieving integration is not a straightforward process and organisations may
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experience behaviour difficulties while striving to put integration in place

(Fincham and Rhodes, 1999).

Pugh (1979) identified that persistent conflict between departments and long-
running disputes form a substantial barrier to interdepartmental integration and that
persistent embedded conflict indicates a basic failure to integrate. Cespedes
(1993:51) also found that interdepartmental liaison was ineffective because
“attempts by marketing or sales personnel to alter the other’s plans are viewed as
Iinfringements on other’s domain”. This interdepartmental ‘trespassing’ is
aggravated by the tendency of specialists in the same department to talk
exclusively to their colleagues who share common problems and experiences and
may use their own language. This closeness excludes the other department’s
members, and while 1t may assist departmental integration, it may hinder
interdepartmental integration. A further problem may be that specialisation may
cause decision-making to become decentralised to the extent that it becomes too
diffused to manage specific activities properly (Child, 1985). Red tape and
empire-building by managers were identified as additional barriers to integration

Pugh (1979).

Moenaert and Souder (1990) indicate that although cross-functional training and
interdepartmental movement are recommended to improve integration, personnel
are reluctant to perform out of role. Most individuals are not specialists in these
out-of-role tasks and they feel that they may be at risk of failure, error and
subsequent loss of face, as well as paying the opportunity costs of being away from

their specialist role. Increased cross-functional activities could diminish employee

and company productivity in the short term (Kahn, 1996). In addition, Woodward
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(1965) found that where interaction was forced, inter-group relationships tended to
be poor. Some attempts by management to mediate in a conflict situation between
departments through negotiation, reorganisation, bargaining or personnel transfers
often left deep scars and sowed the seeds for a renewed outbreak of similar
problems elsewhere (Souder, 1988). If too much effort is put into integration,
personnel may lose their functional skills over time, or they may lose sight of their
other goals (Griffin and Hauser, 1996). Shapiro (1988:49) noted, “‘poor
coordination leads to misapplication of resources and failure to make the most of

market opportunities’.

"~ When considering the integration between different functional groups, Lawrence
and Lorsch (1967) observed that the differences between functional specialists, if
not checked, could lead to conflict and lack of integration. “Even when people
recognise the importance of working together, the nature of any given job often
combines contradictory elements that create various kinds of role conflict”
(Morgan, 1997:169). Conflicts may become institutionalised causing attitudes,
stereotypes, values and beliefs to interfere with business operations. In this
socialised form, the underlying conflicts can be extremely difficult to identify and
break down (Morgan, 1997). Brewer and Kramer (1985) found that where there
are similarities in functions there 1s a tendency for groups to try to be distinctive,
which could cause an increase in inter-group rivalry. In addition, an increase in
differentiation within the organisation lowers the possibility of integration
(Lawrence and Lorsch, 1967). One difficulty may be that the value of integrating

across processes may be less obvious to managers and, according to Armstrong ef

al. (1996), this may explain why only a few companies achieve true integration.
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The solution would appear to be to reduce conflict by reducing the levels of
differentiation and having a group of homogenecous managers. However,
organisations require a wide range of specialist skills if they are going to be able to
respond effectively to the complexities of the commercial environment. The

contradiction 1s that to achieve high performance, increased levels of

differentiation are required, but this can lead to conflict and falling performance

(Lawrence and Lorsch, 1967).

Further parallels to the attitudes and issues underlying the disharmony between
R&D and marketing can be found in the relationship between marketing and sales,
e.g. poor information flows, lack of role clarity, inconsistent and conflicting
directions and adversarial relations (Gupta et al., 1985). There are other parallels
between R&D and marketing and marketing and sales; for example, Souder (1988)
found that the R&D and marketing personnel were deeply concerned with their
own narrow specialties and neither saw any reason to learn more about the other’s
work or any need for closer interaction. Neither felt it was important to inform the
other of the details of their own work and both parties harboured negative feelings
about the worth of the other. These attitudes can also be found in the sales and
marketing interface (Cespedes, 1993; Anderson, 1996; Dewsnap and Jobber,

1998).

3.1.4 Benefits of Integration and Collaboration
The benefits of integration and collaboration between inter-functional groups have

been discussed in a number of important studies, especially in the area of R&D and

marketing, and this section summarises some of the benefits to organisations that

have been 1dentified. Child (1985), Gupta et al. (1986), Narver and Slater (1990),
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Kohli and Jaworski (1990), Souder and Moenart (1992), McGee and Spiro (1998)
and Lapierre and Hanault (1996) identified that coordinating activities across
departments can provide superior value to the customer, and research found that

improvements in customer satisfaction led to improved market performance
(Morgan and Tumnell, 2003). Tjosvold (1988:287) found that collaboration
between two groups led to “improved productivity, enhanced competence and
increased confidence in work relationships. Ineffective interaction resulted in
dissatisfied customers and lost business.” Additionally there is “evidence from
research to indicate that adequate integration is associated with superior
performance of the organisation as a whole” (Child, 1985:122). Wind (1981:262)
undertook a major review of the importance of integration between marketing and
a range of other departments and concluded that “efficient marketing decisions

require the incorporation of the considerations of other (non-marketing) business

functions”.

Tjosvold (1988) observed that when employees from different groups were aware
that they had similar goals they acted in a more helpful and collaborative way.
Some organisations now believe that cooperation leads to success and are taking
steps to improve it (Griffin and Hauser, 1996). A number of organisations are
structured and managed to reinforce positively informational transfers between
departments, and the transfer of human resources may facilitate this. Setting up
information networks between departments might also facilitate such positive
information transfers (Moenaert and Souder, 1990). It has been found that where

senior managers succeed in improving cross-functional activities with the
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marketing function organisations generally experienced superior profit levels

(Krohmer et al., 2002).

Figure 3.2 A Model for the Study of R&D—-Marketing Interface
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Source: Gupta et al. (1986:8) A Model for Studying R&D-Marketing Interface in the Product
Innovation Process.

The literature available on the integration of marketing and R&D found that
integration has many benefits for both functional areas and the organisation as a
whole (e.g. Gupta et al., 1986; Moenaert and Souder, 1990; Souder and Moenaert,
1992: Griffin and Hauser, 1996; Kahn, 1996). Gupta ef al. (1987:41-42) tfound
that a give-and-take attitude between marketing and R&D helps to develop trust
and solve problems, leading to higher levels of integration and collaboration. The
physical proximity of marketing and R&D were important to higher levels of
integration because “proximity facilities communication, creates understanding

and trust”. Griffin and Hauser (1996:197) stated that “separation decreases chance

meetings, serendipitous information transfer or problem clarification in the halls or
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around the coffee machine. Long distances between groups make face-to-face
communication inconvenient, leading to decision-making delays.” Gupta ef al.
(1986) (see Figure 3.2) found that the amount of integration achieved by R&D and
marketing is reliant on a range of organisational factors that include senior

management’s attitude, structure, reward systems and the socto-cultural

differences between R&D and Marketing Managers.

Integration can be facilitated by the successful exchange or rotation of staff
between R&D and marketing, and by the personnel having a strong sense of
partnership (Souder, 1988). Through their study of the R&D and marketing
interface, Lucas and Bush (1988) noted that throughout the interface process,
senior management and representatives from each functional area must constantly
stress the value of working together to achieve common goals. According to Hutt
and Speh (1984:57), “A central challenge for the industrial marketer ... 1s to
minimize interdepartmental conflict while fostering shared appreciations of
interdependencies.” Kahn and Mentzer (1998) identified that although there had
been many articles on integration from an intradepartmental perspective, the
importance of integration from an interdepartmental perspective has been largely

overlooked.

3.2 Conflict of Interests between Sales and Marketing

3.2.1 Introduction

This section considers the underlying reasons why conflict exists between sales
and marketing and discusses the results of that conflict. “Conflict can have

constructive or destructive outcomes depending on its management, and an

emphasis on managing conflict requires a discriminating understanding of its
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causes” (Barclay, 1991:145). Dewsnép and Jobber (2000) have considered the

interface between sales and marketing and found that there is evidence to suggest
that while sales and marketing are interdependent, their relationship is not always

seen as harmonious or collaborative. Some writers have actually gone further,
describing the relationship between sales and marketing as exhibiting lack of
cohesion, distrust, non-cooperation and being in conflict (Rosenbloom and
Anderson, 1984; Anderson, 1996; Strahle et al, 1996; Dewsnap and Jobber,

2000).

3.2.2 Reasons for Conflict

Ruekert and Walker (1987) felt that the differences between sales and marketing

objectives might constitute a key area of conflict. Peter Drucker (1974) highlights

just how far sales and marketing objectives can differ:

“Selling and marketing are antithetical rather than synonymous or even
complementary. There will always, one can assume, be a need for some
selling. But the aim of marketing is to make selling superfluous. The aim
of marketing is to know and understand the customer so well that the

product or service fits him and sells itself.” (Drucker, 1974:64)

Sales relies on marketing to promote the company and to support the sales effort,
as well as to provide the sales force with information targeting those customers and
prospects that offer the best opportunities (Colletti and Chonko, 1997). Sales
people need more information and more marketing support than before as sales

tasks often involve more customised product/service packages (Cespedes, 1994).

According to Yandle and Blythe (2000:24), “it is this increasing dependency on

70



marketing that is causing conflict to occur within the firm”. Labianca et al.
(1998:58) found that “interdependence is a necessary condition for conflict, and
some form of interaction is likely in order for conflict to exist ... . This is
particularly true in organisations, where the division of labor creates
interdependencies and interactions that cannot be avoided.” However, it should be
noted that the required levels of integration between sales and marketing differ
between organisations (Piercy, 1986). The highest degree of integration was found
most frequently in the industrial goods market, while the lowest level of

integration was most frequently found in consumer goods firms (Piercy, 1986;

Shipley and Jobber, 1994).

According to Handy (1995) one of the difficulties marketing has with sales is that
sales people operate on trust and not many marketing staff are given this level of
freedom or trust. Most sales teams have no other option but to work away from
the central location, operating independently, although they remain dependent on
each other. This leads to the sales groups bonding tightly together, and often
excluding links with the office personnel (e.g. marketing). “The ‘culture clash’
that results ... may be more real than apparent, even though the discussions of
encroachm