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Both considering its academic imperatives as well as its practical functions, marketing has
traditionally been an area under consideration. Contemporary criticism holds that marketing today in
many cases is unable to fulfil its corporate role in accordance to the utility promoted by modern
theory. It is argued that the marketing mix approach to managing marketing still has such strong
roots in marketing tradition that modern marketing thought is left in its shadow. Consecutively,
however, service marketing models developed to handle practical situations have increased
substantially during the last 50 years (Little, 2004). Furthermore, one of the most influential recent
branches in marketing theory (The Nordic School approach to service marketing) has arisen as a
result of close interaction between academic research and practice (Gronroos & Gummesson, 1985).

Since the fundamental aspect of marketing is to understand customers, it is arguable that the
marketing department should function as disseminator of customers’ interest throughout the
organization, as opposed to merely operating as an isolated organizational department. Consequently,
it is of topical interest to study what corporate marketing currently is responsible for, as well
discoursing the degree to which traditional and contemporary marketing theory are in line with actual
marketing conduct. Hence, the aim of this study has been to critically review traditional and
contemporary marketing theory and to empirically study how marketing as an organizational utility
in practice fulfils its corporate purpose in 12 large Finnish service organizations.

Based on this study it seems as if marketing’s denotation is currently shifting towards being
understood as an integrated utility, whose primary purpose is understood to be to create customer-
and market awareness throughout the organization. By creating reciprocal value regarding strategic
issues and practical frontline management, marketing can obtain a new seemingly dynamic position
in the organization. Thus, marketing would be able to function as an important link between
customers’ wishes and organizational development. However, CMOs must realize the importance of
proving marketing’s organizational worth by actively altering predefined patterns of marketing
conduct as opposed to waiting for top management to take the initiative.

In essence, marketing seems to be establishing a position of an information-center specialized in
customer and market knowledge, while offering the organization traditional marketing activities as
supportive competitive means. However, it should be pointed out that the degree to which service
marketing principles dominates marketing thinking varies between organizations, depending on both
industry standards as well as company heritage. Based on this study, marketing’s contribution to
corporate value is enhanced when organized as a link between frontline activities (i.e. sales and
customer service) and managerial institutions.
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1. Introduction

Both considering its academic imperatives as well as its practical functions, marketing
has traditionally been an area under consideration. Following the path set by the
environment, marketing as a discipline has kept evolving and, when necessary, shifting
its focus. The shift in marketing’s focus has been led by the ever evolving marketplace.
Conversely, as Webster, Malter and Ganesan (2005) argue, change in marketing’s role
over time is driven by dissatisfaction with the status quo, rather than motivated by a

clear vision of the optimal organization.

After the Second World War markets were characterized by a high level of demand as
the consumers picked up on the under supply of the war years. As a result, companies
were able to focus on output related issues, in many cases ignoring customer
orientation. During this period the marketing mix, namely the Four Ps (product, place,

price and promotion), formed an effective and widely used marketing approach.

However, in the modern marketplace the supply-demand balance has shifted. Fierce
competition dominates, creating markets characterized by oversupply rather than
unlimited demand. Consequently, companies that were once able to focus mainly on
output related issues are today facing a market where customers’ individual needs must
be met in order to create a sustainable business. Furthermore, increasing competition
intensify the need to retain customers as the chief challenge confronting nearly every

company in every market.

Logically, as markets saturate and competition increases, understanding customers’
needs and desires becomes increasingly important. Following this development
companies seldom fail to include being customer-oriented in their mission statements.
Nevertheless, according to common criticism, companies appear to be drifting further
away from their customers and are, as a consequence, losing touch with their markets.
Hence, many companies are often criticized for merely paying lip service when it comes

to customer related issues.

If companies are able to realize the importance of customer focus and market
orientation, marketing management activities are more likely to create shareholder value

(Cooil et al., 2007). Accordingly, making strategically significant marketing decisions
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in the absence of customer-oriented knowledge is likely to negatively affect customer
satisfaction, ultimately decreasing shareholder value. As a result, marketers and

marketing as a whole is facing new challenges.

1.1 The eroding stature of marketing in organizations

Since the concepts of market orientation and customer focus are central in marketing,
their diminishing role in contributing to strategic corporate decision-making has been a
concern expressed among the marketing scholars. These concerns have also been
recognized as significant by corporate spokesmen. For instance, Olli-Pekka Kallasvuo
(current CEO of Nokia) points out the dangers of working inwards-out, thus being too
focused on inter-organizational agendas instead of customer related issues (Helsingin
Sanomat 27.1.2007). Furthermore, Intel’s CEO recently announced plans to change the
company so that each idea and technical solution would be focused on meeting

customers’ needs (Business-Week, 31.1.2005).

During the last five or six decades marketing in organizations has been shifting between
different levels of execution. While the strategic theme of marketing was doing well and
even gaining acceptance in the sixties and seventies (e.g. Keith, 1960), most scholars
argue that marketing more recently has become too tactical, potentially resulting in
isolated marketing departments merely interested in creating short-term exchange.
Arguably, the psychological effect of an isolated marketing department on the rest of
the company is often devastating with regard to customer- or marketing orientation
(Gronroos, 1994). Supporting this assertion, Anja Peltonen from the Finnish Consumer
Agency expresses her concerns over the growing amount of customer complaints
reported. According to Peltonen, received complaints indicate that companies possess

insufficient interest in their customers concerns. (Hufvudstadsbladet, 3.9.2007)

The above argument could be part of the reason for marketing losing its corporate
credibility and, as a result, its seat at the board. Be that as it may, if marketers lose
ground in strategic decision making it indirectly has a negative effect on the customers’

voices being heard.

In 1992, Day stated that the judgement pronouncing that marketing’s strategic corporate

role is declining, should be construed as controversial because of insufficient empirical



evidence relevant to the issue. However, the concern that marketing has, for the past
decades, lost its strategic influence as well as organizational trust capital was expressed
the subsequent year by an article in the McKinsey Quarterly. In the article Brady and

Davis (1993, p. 17) make the following assertion about marketing’ status quo:

“Whatever the reality behind marketing’s vaunted contribution to corporate success,
the large budgets it has enjoyed for decades are finally beginning to attract attention —
even criticism. So much so, in fact that doubts are surfacing about the very basis of
contemporary marketing: the value of ever more costly brand advertising, which often
dwells on seemingly irrelevant points of difference; of promotions, which are often just
a fancy name for price cutting; and of large marketing departments, which, far from

being an asset, are often a millstone around an organization’s neck”.

Moreover, according to a survey conducted in the US by Chief Executive (2004), 50
percent of top managers believe that marketing, as an organizational element, needs
improvement. The same survey shows that while chief executives clearly are
dissatisfied with their marketing organizations, only 34 percent of them are actively

involved with their marketing operations.

In Europe, an article published in the McKinsey Quarterly (Cassidy & al., 2005) reveals
similar results. The article reports on a survey of more than 30 European chief executive
officers (CEOs) and chief marketing officers (CMOs). Over 50 percent of those
interviewed were dissatisfied by their marketers' analytical skills and business insight.
Moreover, the survey shows that while the companies needed good marketing, many
possesses insufficient trust in their marketing personnel’s aptitudes. Accordingly,
research completed by Taloussanomat (30.3.2005) seems to be in agreement with
marketing’s eroding organizational stature. The study shows that in almost one third of
the largest companies in Finland, not one single marketing professional is represented in

the boardroom.

In a survey of large US companies, more than one third reported that their boards spend
less than 10 percent of their time discussing marketing or customer related issues
(McGovern et al., 2004). Accordingly, it seems as if one of the only decision areas still
dominated by the marketing department are advertising messages and marketing

research. In the meantime, the sales unit appears to have a larger influence on decisions
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regarding strategy and customer service design (Homburg et al, 1999; Gronroos, 2006

Cers awards presentation).

The seemingly justified concern, therefore, is that marketing, by being
departmentalized, could be falling victim to a silo effect'. Consequently, the
apprehension holds that marketing is being separated from other organizational
functions, thus losing its ability to disseminate the voice of the customers within the

organization.

When management is unsure of marketing, the problem is conveniently solved by
establishing a marketing department only responsible for tactic elements such as
advertising and promotion (Drucker, 1973). By doing so, the marketing department and
consequently the marketing people commonly become alienated from the customers and
the rest of the organization. Notably, as Gronroos (2000) points out, firms cannot afford
to maintain barriers between departments if they are to operate successfully in today’s

competitive environment.

In other words marketing activities in companies is argued to often be limited only to
making promises to customers (by using the marketing mix “toolbox”), without actually
having to deal with keeping their promises (Gronroos, 2006). Paradoxically, according
to Gebhardt et al. (2006), keeping promises is one of the values characterizing market

oriented firms.

Indeed, prominent presumptions argue that marketing is losing its strategic influence
while at the same time losing its customer contact. This is argued to be the result of (i)
marketing in most companies being treated as a separate specialist task (ii) isolated from
the rest of the organization in the form of a marketing department (iii) mainly

responsible for tactical elements such as advertising.

In essence, contemporary criticism argues that the development is leaning towards
marketing’s diminishing or, at a minimum, uncertain organizational influence.
Marketing, according to experts, appears to have lost its position as an advocate for the

customer, thus losing its strategic value. As pointed out, the practical consequence of

" The silo effect refers to the danger of marketing becoming an isolated function as opposed to a cross-
departmental way of thinking and acting.



this negative trend may, in the worst case, be unheard customer voices resulting in
strategic decisions made with insufficient information, leading to discontented

customers and decreased shareholder value.

Ironically, Keith (1960) almost a half a century ago endorsed the importance of
marketing activities permeating the whole organization while keeping focused on the
customer, when introducing the thought of the marketing concept. Furthermore, Keith
(1960) underlined the importance of marketing being tied up to top management.
Keith’s idea quickly gained wide recognition, encouraging marketing scholars to

formulate definitions regarding how the marketing concept should be perceived®.

As has been discussed, marketing today in many cases is argued to be unable to fulfil
the true meaning of the marketing concept. Instead, the marketing mix approach to
managing marketing has resulted in a situation where marketing seems to be but a
shadow of what Keith (1960) so ardently promoted. Somewhat of an inconsistency
regarding marketing’s seemingly diminished influence relates to the notion that
marketing models developed to handle practical situations have increased substantially
during the last 50 years (Little, 2004). Furthermore, one of the most influential recent
schools in marketing theory (The Nordic School approach to service marketing) has

arisen as a result of close interaction between academic research and practice (Gronroos

& Gummesson, 1985).

Since the fundamental aspect of marketing is to understand customers, it is arguable that
the marketing department should function as disseminator of customers’ interest
throughout the organization, as opposed to merely operating as an isolated
organizational department, thus providing the organization with a pervasive and truthful
marketing concept. However, as shown by the previous discussion, the scope of
marketing and its organizational role seems to have become increasingly restricted.
Consequently, it is of topical interest to study what corporate marketing currently is
responsible for, as well discoursing whether marketing theory and concepts that are in
line with the marketing concept are perceived as relevant and realistic from the

marketing department’s point of view.

? Kotler and Zaltman (1971, p.5) defines the marketing concept as follows: “The marketing
concept...calls for most of the effort to be spent on discovering the wants of a target audience and the
creating the goods and services to satisfy them”.



1.2 Aim of the paper

The aim of this study is to investigate how marketing as an organizational utility in
practice fulfils its corporate purpose in 12 b-to-c companies whose activities to a

substantial amount involve services.

Furthermore, relaying on the theoretical discussion as the foundation, the study will
attempt to find out to which degree fulfilling the true meaning of the marketing concept
is perceived as relevant and achievable from the marketing department’s leader’s point

of view”.

The study is also interested in how the marketing department takes part in
organizational processes related to aligning marketing with the rest of the organization

and how marketing as an organizational function has developed during recent years.

Drawing from the empirical findings with connotation to the theoretical discussion, it is
possible to analyse and discuss the practical relevance and achievability of

contemporary marketing theory using the marketing department as the focal point.

1.3 Structure of the paper

First, the development of marketing theory will shortly be discussed in order to give the
reader a holistic view of how marketing have arrived at its current situation. This will
function as an introductive prologue to the theory discussion presented in chapters two
and three. The second chapter analyzes the concept of the marketing mix and how this
traditional view of the marketing inherently sets restricting boundaries to marketing
thought and practice. The third chapter focuses on how marketing can be managed and
understood from a service marketing perspective. Both the second and third chapter
provides the reader with a short historical backdrop. The theory discussion is concluded
with a summarizing table of insights based on the premises brought forward in chapter

two and three.

3 The respondents selected were to be Chief Marketing Officers (CMOs) or comparable persons, leading
the marketing department in the organization. In practice, the actual titles of the persons varied to some
degree. In this paper the interviewees are all referred to as CMOs.
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The fourth chapter introduces the methodological approach of the study as well as the
companies and respondents participating in the study. Chapter five consists on an
individual as well as cross-case analysis of the empirical data. Finally, a conclusive

discussion of the dissertation is presented in chapter six.

{1. INTRODUCTION

‘ The eroding stature of marketing in organizations

‘ Aim of the paper

‘ Structure of the paper

L L L

‘ Approach of the study

| PROLOGUE - LEADING THE WAY TO THE FOUR PS |

e

2. THE MARKETING MIX

3. MANAGING MARKETING FROM A SERVICE PERSPECTIVE

\

{Service Marketing — background

The Marketing Mix - background

<:> Practical consequences of service marketing

‘ Practical consequences of the marketing mix

‘ The Strategic Management Trap

‘ The Marketing Mix in today’s environment } ‘ Service Marketing in today’s environment

In conclusion: The marketing mix

[ A Service-Oriented Approach
[In conclusion: Managing marketing from a service perspective

(A A A A N NS—

Conclusive insights from the theoretical discussion

1

-
4. METHODOLOGY DISCUSSION

Approach | Presentation of companies and interviewees | Interviewguide

1

e N

5. Analysis
INDIVIDUAL CASE | CROSS CASE | MARKETING IN POSITIVE TRANSITION?

6. CONCLUSIVE DISCUSSION

Figure 1, Structure of the paper



1.4 Approach of the study

“Since the end of World War II, marketing thought has developed along a number of
different lines, with the result that it has been increasingly difficult to...practice the

“whole” of marketing” (Bartels, 1968).

The above assertion made by Bartels almost half a century ago still seems to be valid
today, even though marketing as an academic discipline has grown and developed
substantially since the time of Bartels. Accordingly, the object here is to study how
marketing in practice operates in a number of b-to-c companies, as well as with
reference to the theoretical discussion, find out whether the marketing department
perceives introduced marketing strategies as relevant and achievable from their point of

View.

Furthermore, the theoretical discussion presented in this thesis aims at creating a holistic
understanding of marketing by elucidating marketing’s heritage, the supposed problems
areas with marketing as an organizational entity and by presenting a proposed customer
oriented framework for managing marketing based on The Nordic School view of
Service Marketing. This is necessary in order to be able to study such a broad concept
as marketing’s organizational denotation, which could be understood as an abridged aim

of this study.

In the final analysis, the rationale is to create a frame of reference encompassing the
different purposes and levels of execution inherent in the broad term of “marketing”.
Thus, arriving at an understanding as to why contemplating the current role of corporate
marketing is of importance. Drawing from the empirical findings with connotation to
the theoretical discussion, it is then possible to analyse and discuss the practical
relevance and achievability of contemporary service marketing theory using the
marketing department as the focal point. Furthermore, the theoretical discussion will
pinpoint out why traditional marketing activities in today’s business environment may
cause problems regarding customer focus, therefore leading to a situation where the

marketing concept is not embraced in corporate strategy.

It is worth noticing that the theoretical discussion does not attempt to offer a set of tools

to describe marketing conduct in organizations; rather the weight is on analysing the
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degree to which the service approach to managing marketing offers interconnected and
well-grounded means to operate in the current marketplace. Hence, the theoretical
discussion is to be more analytical in nature rather than descriptive in the sense of
attempting to establish practical application models to marketing. In fact, the idiom
“theoretical discussion” instead of theoretical framework refers to this very argument,

thus representing an appropriate expression.

The dissertation is set to include senior level company officials, namely Chief
Marketing Officers (CMOs). This is because higher level company officials (in this case
CMOs) arguably should have the most comprehensive and holistic picture of
marketing’s organizational role and areas of responsibility. Furthermore, it is assumed
that CMOs, being the head of the marketing department, have sufficient insight
regarding company specific systems and processes, thus enabling them to analyse to
which degree service marketing management theories are of relevance to the marketing

department.

Since the scope of this study include 12 companies it would unrealistic to assume that
one, based on the findings from this thesis, could dictate the overall status quo of
marketing in Finnish b-to-c companies. This being said, it is of apparent interest to
study the current role of marketing departments in b-to-c companies and, therefore,

arrive at an interesting discussion of the subject.

The following part of the study explores marketing theory. The chapter begins with a
prologue discussing the history and formulation of marketing theory. This serves as an
introduction to the main parts of the theoretical discussion: The marketing mix concept

and the concept of service marketing
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Prologue — Leading the way to the Four Ps

Today the field of marketing is besieged by a wide range of criticism reaching from
North America to Europe. Scholars are worried about marketing’s status quo, both
considering its theoretical framework and organizational stature (e.g. Webster,

Gronroos, Gummesson).

Consequently, marketing thought and practice is being questioned by an increasing host
of marketing experts. Interestingly, since the birth and credence of marketing is usually
accredited USA, a growing amount of North American scholars have joined the chorus
of critique and doubt (e.g. Webster, Kotler, Brown). The chief argument holds that
marketing is losing its credibility because of its inability to shift focus in an increasingly
dynamic marketplace. Furthermore, it is argued that marketing is being held hostage by
its past. On the other hand, it is believed that much of the critique is merely

concealment, not leading to any substantial change in marketing theory.

If change in the marketplace is the force driving economic theory, which is the
viewpoint I want to adopt here, then understanding the past is essential for
understanding present and future changes. To support my argument I turn to Sawitt’s
(1980) and Newett’s (1991) arguments. According to Sawitt (1980) the history of
marketing is important in order to better understand the heritage and pattern of
marketing development. Newett (1991), on his behalf, states that an understanding of
marketing’s past offers an intuitive insight into understanding the link between cause

and effect.

Studies on the topic of marketing history have been conducted by different authors with
different foci (eg. Bartels; Wilkie and Moore; Vargo and Morgan; Bagozzi; Sheth &
Gross). Consequently, the objective and scope of these studies have varied, providing
different perspectives and angles on the historical antecedent that have formulated the

field of marketing.

According to Vargo and Morgan, a service-centred model of exchange was in fact the
original marketing thought. Hence, Vargo and Morgan (2005) take a service centred
view when scrutinizing the development of economic activity and the socio-political,

philosophical, and scientific agenda in an attempt to elucidate when and why the
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service-centred model of exchange was abandoned. In an article by Fulleton (1988), it is
argued that the antecedents of marketing go back much further than widely accepted.
Wilkie and Moore (2003) on the other hand provide an in-depth analysis regarding the

development of marketing using the progression of the discipline as their focal point.

As noted earlier, the approach adopted in this study holds that change in economic
environment drive change in academic thought. Therefore, when discussing marketing’s
development during the past hundred years or so, it is important to draw parallels
between environmental change and simultaneously occurring amendments to marketing
thought. Hence, the underpinnings of the subsequent discourse highlight economic

events in the marketplace as drivers of marketing logic.

A suitable question to ask oneself when discussing the history of any theoretical area is
when it can be asserted that a school of thought is born? Is it when the first theoretical
articles are published in academic journals, when the first courses are introduced in
universities or when the concept is generally recognized in companies? Perhaps it is all
of the above mentioned criterions combined with societal approval that defines when an
economic theory is born. Whatever the correct criterion might be, it is generally agreed
upon that, by and large, the theoretical concept of marketing has its roots in Northern

America®.

During the end of nineteenth century and the beginning of the twentieth century markets
in the US, mainly due to increased industrialization, experienced subsequent growth.
The simultaneous development of the railroad system made it possible to distribute
products more effectively. Consequently, production facilities grew larger and the
distribution of goods became increasingly important, as the geographic distance
between the manufacturer and the end user continued to grow. As stated by Wilkie and
Moore (2003), improvements in transport, storage and distribution systems combined to

change the marketplace dramatically.

The new problems that arose in old fields of the business practice, i.e. the increased
interest in delivering products to markets effectively, resulted in the creation of one new

term symbolizing these changes — marketing.

* The first marketing articles and university courses were, according to a lion's share of the literature,
introduced in Northern America
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During the period between 1920 — 1950 marketing as a discipline and organizational
function kept on evolving and maturing. Accordingly, Wilkie and Moore (2003) refer to
this period as “Formalizing the Field” of marketing. Overall, the 30 year epoch was a
time of dramatic change, both considering economic entities and environmental
realities; from a prospering economic boom, characterized by increased mass
production, to the Great Depression of the 30s, to the Second World War and the post-

war years of renewed economic growth.

As noted by Wilkie and Moore (2003), the extensive opportunities combined with the
complex challenges of the time called for an academic formalization in the field of
marketing. As an answer to the call for formalization in the marketing field the
American Marketing Association (AMA) was founded in 1937 when the teaching and
practitioner associations merged, in the conjunction with the new group’s publication

Journal of Marketing (Wilkie and Moore, 2003).

During the thirty years from 1920 to 1950 the main interest in marketing still consisted
of a descriptive interest in problems related to distribution, mainly on a macro level

(Tufvesson, 2005).

In the 1950s a dramatic shift in the way marketing was perceived emerged. The
previous restrictions on supplies of consumer goods (as a result of the war years) led to
an explosive increase in demand, further strengthened by a sustained growth in
population due to the baby boom (Wilkie and Moore, 2003). During this period the
overall view of marketing shifted from concentrating on macro-level distribution to

viewing marketing from a micro-level perspective.

Among the several theories introduced between 1950 and 1980, one came to gain a
dominant (today perceived as paradigmatic e.g. Gronroos; Gummesson) position — the
marketing mix concept (Borden, 1964). Even though marketing thinking was later
subjective to influences by other social sciences, such as psychology and sociology, the
focus on establishing transactions remained the central tenet of marketing (Sheth &
Parvatiyar, 1995). Considering the consumer goods dominated mass market in the US,
the fact that the marketing mix came to play such a large role in marketing is

understandable. In fact, the raison d’ entrée of the marketing mix concept is most likely
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due to the consumer goods dominated mass markets, i.e. the circumstances

characterizing US in the mid 1900s.

In retrospection the development that occurred after the 1950s came to have a decisive

impact on the future of marketing. As noted by Wilkie and Moore (2003, p. 125):

“It is startling to realize just how many of these, now almost half century old

(concepts), are still prominent in the field today”.
Similarly, Gronroos (1994, p.4), contend:
”Marketing the way most textbooks treat it today was introduced around 1960 .

Even though the marketing mix came to gain a paradigmatic position in the field and
practice of marketing, it is important to notice that during the seventies, alternative
approaches to marketing management began to raise their heads. Service marketing,
later developed into relationship marketing is one of the concepts introduced at that
time. Today, these (once perceived as alternative approaches) have received ever

growing attention as well as approval.

However, the dominance of the marketing mix approach to understanding marketing
still is conspicuous to the degree that it easily leaves alternative domains of marketing

theory and thought in its shadow.

2. The Marketing Mix

The following chapter discusses the part of marketing theory that reinforces marketing
as merely being a corporate function designed and implemented to accomplish
transactions. It is generally argued that the marketing mix concept of marketing theory
is the underlying reason for marketing’s supposedly contemporary overemphasized role
as a tactic instrument. According to a well known saying marketing, if viewed upon as a

facilitator of transactions, is successful when, and only when, a sale has been made.
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2.1 The marketing mix - background

The work that came to be the foundation of the marketing mix management paradigm
was introduced over half a century ago. Originally, it was Culliton (in Gronroos, 1994
p.5) that described the marketer as a “mixer of ingredients” in a study referring to the
costs of marketing. According to the argument, the marketer mixes or blends the various

means of competition in order to reach an optimized or rather a satisfied profit function.

Building on the notion introduced by Culliton, “the marketer as a mixer of ingredients”
concept was soon converted into the theoretical framework of the marketing mix. It was
Neil Borden (e.g. Borden, 1964) that in the 1950s introduced the marketing mix in a list
of twelve elements (Product Planning, Pricing, Branding, Channels of distribution,
Personal Selling, Advertising, Promotions, Packaging, Display, Servicing, Physical
Handling, Fact Finding and Analysis). However, the list of twelve elements was soon
reduced to a list of four core elements by McCarthy (1960), hence coining the term “the
Four Ps” of product, price, promotion and place. It is quite evident that the Four Ps

represents a significant oversimplification of Borden’s original conception.

Ironically, the marketing mix concept introduced by Borden and later refined by
McCarthy was never intended to be used in the definitive sense that the Four Ps later
came to represent. In fact, as stated by Borden (1964), the twelve essentials put forward

would most likely have to be re-evaluated in any give situation

Considering the status quo of marketing, Borden’s assertion that marketers must have a
broad business perspective as opposed to merely focusing transactions facilitated by
price, sales and advertising could certainly be construed as ironic (Tufvesson, 2005).
Similarly, Keith (1960) pointed out the importance of marketing people having a cross-

departmental sense of business.

Many marketing scholars have questioned the fact that the Four Ps gained such a wide
appreciation and acceptance as the guideline for marketing practice. As marketing, since
the end of World War I, developed along a variety of different lines it became far from
straight forward to know, teach, or practice marketing (Bartels, 1968). Therefore, it is
assumed that the marketing mix concept with the Four Ps as the cornerstone was seen as

a redeemer for the highly fragmented field of marketing. Accordingly, Gronroos (1994)
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argues that the original extensive number of the marketing mix ingredients was

shortened for purely practical and pedagogical reasons.

Apart from the apparent pedagogical advantages offered by the Four Ps model to
managing marketing, it is also recognized that the contemporary situation in the US
marketplace in the 1950s and 1960s to a certain degree was well suited for a marketing
mix approach. Gronroos (1994) identifies the following characteristics of the
marketplace:

- Mainly consumer packaged goods

- Mass Market

- Highly competitive distribution system

- Very commercial mass media

Given the ascendancy of consumer packaged goods on large markets dominated by
highly commercial mass media, it is not surprising that the marketing mix concept
gained such an influential position in marketing practice and thought. Furthermore, it
might be added, the supremacy of the marketing mix and the four Ps as a way of
handling marketing activities was by no means iniquitous. In fact, to use an illustrative
choice of words, it was a highly relevant and up—to-date line of attack. If markets are
dominated by consumer goods and high demand, companies will most likely benefit
from using the four Ps of product, place, price and promotion as their primary

marketing actions.

However, the fact that the marketing mix theory is drawn from empirical findings with
reference to marketing of consumer packaged goods (Gummesson, 1998), leaves
marketers with an important issue to reflect upon: whether using the marketing mix for
managing marketing activities is a well-grounded approach for implementing the
marketing concept or whether it merely is an instrument for achieving singular

transactions under certain predefined business situations.

2.2 The Marketing Mix in today’s environment

The fact that the marketing mix or the Four Ps approach to marketing management
gained such a paradigmatic position seems to have been a result of the prevailing market

circumstances at the time, combined with a need to formalize the academic field of
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marketing. Hence, both considering practical usability and pedagogical practicality the
marketing mix (refined by McCarthy in 1960), seen in a historical context, reflected the
realities of its time; promoting consumer packaged goods to the market with the goal of

achieving singular transactions.

However, the circumstance companies are facing in today’s marketplace arguably
makes the marketing mix as a means of managing marketing inadequate. Today fierce
competition is a fact of life in virtually every line of business. Therefore, the half a

century old marketing mix approach is in danger of becoming a historical.

2.2.1 Implications of the Marketing Mix

An important criticism against the marketing mix notion, expressed by Dixon and Blois
(in Gronroos, 1999), implies that the nature of the Four Ps, far from being interested
with the customers’ interest (i.e. for whom something is done), essentially is an
approach implying an innate nature of viewing the customer as somebody to whom

something is done.

The critique put forward by Dixon and Blois (1983, in Gronroos, 1999) is of principal
importance because it manages to capture the fundamental inadequacy inherent in the
marketing mix approach to marketing management: it views marketing as a specialist
task concentrated on creating demand by pushing products to markets. By adopting this
view, the customer is seen as an anonymous player more or less uninvolved in the
creation of value. Hence, it lies in the nature of the marketing mix approach to view
production as completely separated from the end user of the product. Consequently,
there is no natural bridge connecting customers to products. Rather, the role of
marketing is to build an “artificial” bridge over the gap occurring between production
and consumption, thus making marketing a tactical function preoccupied with tactical

elements, such as advertising and data gathering (Gronroos, 1998).
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Figure 2, Production and consumption of physical goods and the role of marketing, Gronroos, (1998)

Given that the underpinning reasoning behind the marketing mix emphasizes the use of
predefined parameters (i.e. product, price, place and promotion); it inherently makes the
approach less customer-oriented and more customer-manipulative. In other words,
managing marketing becomes an activity primarily focused on making decisions
concerned with different competitive attributes, in order to influence the consumer to
purchase a product (Gummesson, 1998). Furthermore, this simplification of the
marketing concept leads to a situation where marketers are encouraged to focus on
generating transactions on a single basis. Gronroos (1991, p.7) expresses the situation as

follows:

“...the marketer makes decisions about the marketing mix variables and thus creates
exchanges. The focus is on single transactions with customers who normally form an
anonymous mass. During the next time period another set of transactions, or exchanges,
is achieved by the actions of the marketer, and thus, a certain level of market share is
maintained over time. This marketing approach where the marketing mix is key

ingredient can, for example, be called transaction marketing”

Moller (1992) addresses the same issue by stating that the marketing mix management
view principally presumes a stimulus-response relationship between the firm and its

customers, made up of singular independent transactions.

In addition to being rather short sighted and manipulative instead of collaborative, the
Four Ps and the whole marketing mix paradigm has been criticized for being based on a
theoretically loose foundation (Van Waterschoot and Van den Bulte, 1992).

Furthermore, Moller (1992) argues that the marketing mix approach to marketing is
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silent of many aspects of marketing related phenomena. Additionally, it is pointed out
that the marketing mix influences marketing negatively because of its narrow scope and
conceptual positivism. According to Arndt (1980) this leads to a situation where
marketing actions tend to overemphasize what we already know in an attempt to

legitimize the status quo (i.e. the marketing mix paradigm).

Indeed, the nature of the marketing mix paradigm inherently sets limitations to the
scope of marketing. When an interest in turning anonymous consumer masses into
interactive and co-operative customers becomes increasingly important, a mass-
marketing approach that may function well (and undoubtedly has functioned well in the
mass markets of consumer goods) under certain predetermined conditions is

indisputably insufficient.

2.2.2 Practical consequences of the marketing mix

Given the nature of the marketing mix as a decision-making structure rather than a
customer management process, firms adopting the view easily commit to a far too
narrow-minded and simplistic approach to marketing. By doing so, companies are
setting restrictive prerequisites to organizational marketing conduct (i.e. the
responsibilities of marketing), not to mention how marketing is perceived.
Consequently, marketing easily becomes alienated from other organizational activities
as marketing actions are delegated to specialists that, for example, are responsible for

the planning and implementation of advertising and sales promotion.

In addition to losing contact to top management, it is argued that marketing is losing its
touching points to the customers. According to Gronroos (Cers Awards, 2006) the
current development has lead to a situation where every function except marketing is
involved in keeping and growing customers, whereas marketing’s primary aim lies in
catching the attention of customers. The natural connotation holds that marketing has
become marginalized in the customer management process. As shown in the figure
below marketing, in accordance to the above argument, is unable to function as a

permeating organizational utility.
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Figure 3, The Isolated Marketing Department. Adopted and altered from: Gronroos Christian,
professor, speech with the topic “Marketing In Crisis — How to get out of it?” at the Cers Awards in

Swedish School of Economics (Hanken), November 2006

Gronroos (1994) points out that the psychological effect of a separate marketing
department in the long run often is devastating for the whole organization. According to
Gronroos (1994), especially the development of customer and market orientation is
negatively affected by the emergence of a separate marketing department. Figure 3
illustrates a situation where the marketing department has become estranged from the
rest of the organization. In an ideal situation marketing would be embedded in the grey
area in the figure. Instead, marketing is neatly pigeonholed in an isolated department
while the rest of the employees and top management become alienated from marketing.
This may lead to a situation where the rest of the organization loses interest in
marketing activities, as they are perceived as the responsibility of the “marketing”

department.

Accordingly, Gronroos (1994) mentions that while an expensive marketing campaign
might be constructed; it does not necessarily have anything to do with proper market
orientation or a bona fide appreciation for the needs and desires of customers, i.e. the

true meaning of the marketing concept. Similarly, Palmer (1994) argues that if a
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company is to be truly customer oriented, marketing responsibilities cannot be confined

to something called a marketing department.

What is worth noticing is the fact that when speaking of marketing and the marketing
department as synonyms, one has already fallen victim to assuming that marketing only
should be preoccupied with specialist tasks (i.e. the Four Ps), carried out in isolation
from the rest of the organization. Incidentally, it is held that in marketing literature and
common marketing vocabulary the expression “marketing department” is used as a
synonym for the term “marketing function”, which according to the original marketing
concept is the process of taking care of the fulfillment of the customers’ needs and
desires (Gronroos, 1994). As will be shown in chapter three, marketing when conducted
in accordance to the marketing concept assumes a much wider range of responsibility

then merely functioning as an isolated department.

Consequently, using the Four Ps without closer examination may lead to a situation
where the marketers’ first and foremost objective is to accomplish a single transaction.
As mentioned by Gronroos (1991) marketers become preoccupied with achieving a
satisfactory amount of transactions over a time period, leading to a situation where
company performance is blindly measured only by evaluating customer share over a
certain period of time, without closer examination regarding the actual implications of
it. That is, whether the customers are new or old customer. It is therefore axiomatic that
marketing is misconstrued as a function set to generate short-term revenue through
external marketing activities. Hence, the marketing activities (i.e. the marketing mix
activities) are thought of as revenue generating. That is to say marketing’s responsibility

lies in making a successful external impact on the marketplace (Gronroos, 2000).

From this follows that activities within the company (i.e. internal activities), such as
complaints handling, service recovery, repair & maintenance and invoicing are viewed
upon as merely cost generating. Accordingly, when the focal point of marketing is
based on the Four Ps, internal activities are not considered a part of marketing. Instead,
complaints handling and service recovery are handled as administrative tasks, not
considered to be of importance as revenue generating activities. On the contrary, these

tasks are often merely understood as cost generating.
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The discussion concerning which activities are seen as revenue generating and which
are viewed upon as cost creating is closely linked to the concept of efficiency, which is
divided into internal efficiency and external efficiency. Internal efficiency being related
to how the firm operates (i.e. the productivity of labour and capital) whereas external

efficiency is the way customers perceive the activities (i.e. the output) of the firm.

The profit equation according to a manufacturer-oriented view neatly illustrates the

previous discussion:

(Profit = Revenue) - Cost
Traditional Production
marketing and
(marketing mix) administration
External Internal
efficiency efficiency

Figure 4, A manufacturer-oriented view of the profit equation, Gronroos (2000, p. 188)

2.3 The Strategic Management Trap

When the traditional marketing mix approach to marketing dominates managerial
thinking, strategic decisions may often prove to be made according to a predefined
pattern. Gronroos (2000) identifies three rules of thumb, which are generally followed

in order to reinforce the competitive edge of the firm:

1. decrease production and administration costs, in order to decrease the unit cost
of products

2. increase the budget for traditional marketing efforts such as advertising and sales
promotion in order to make the market buy the produced goods

3. strengthen product development

These three rules of thumb may vary well prove to be successful given that the company

operates in the business of mass consumer goods. If that is the case, decreased costs and
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simultaneous product development along with a strong advertising campaign will
probably strengthen the competitive edge of the firm. However, if the company is
engaged in high-touch businesses such as consumer durable goods or services,
misunderstanding the first two rules of thumb may cause serious problems. Poor
internal efficiency (i.e. complaints handling, service recovery etc.) may often be the
reason for decreased competitiveness. Therefore, shifting funds from issues regarding
internal efficiency in order to enhance traditional marketing efforts (i.e. external

efficiency), in the worst case, has a backfiring effect.

As described earlier in the profit equation, firms adopting a manufacturer-oriented view
are likely to see the internal efficiency of the firm (e.g. how the personnel perform) as
merely cost generating. Consequently, when competition increases or financial
problems are encountered, cost savings made are predominantly geared towards
activities perceived as affecting the internal efficiency. Hence, the following vicious

circle may become a reality:

Financial
problems or increasing
competition

Deteriorating Decisions concerning
corporate image internal efficiency
(often influencing
personnel)

Customers still
dissatisfied

. v .
Deteriorating
service quality

More traditional

occasional Marginal
marketing efforts cost
savings

Dissatisfied

. . customers
Deteriorating

service quality

Deteriorating
working atmosphere

Figure 5, The strategic management trap, Gronroos (1983, p. 41)
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If the company operates in a service context, in other words, if parts of the company’s
business include direct customer interaction, which is the scenario for most companies
today, then firms must realize that the customer is central to the production process
(Gronroos, 2000). Hence, if the company makes decisions according to the
manufacturer point of view, customers may become alienated and their overall

perception of quality may diminish.

2.4 In conclusion: The marketing mix

Based on the discussion it is undoubtedly arguable that the marketing mix approach to
marketing henceforth should be labelled “transaction marketing”. The argument
proposed here is that the Four Ps essentially represents a set of tools for pushing a
product to the market. Accordingly, “transaction marketing” should be seen as an idiom

for facilitating singular transactions with customers over a short period of time.

Furthermore, as brought forward in this chapter, the Marketing Mix and the Four Ps as a
means of handling marketing may affect the whole organization negatively. As shown
by the profit equation and the strategic management trap, the traditional view of
marketing, as opposed to being truly faithful to the marketing concept, promotes a
narrow-minded, even myopic, view of marketing management. Consequently, the

company may potentially be guided to make incorrect strategic decisions.

The nature of the manufacturer-oriented view, which inherently promotes the notion of
the Marketing Mix and the Four Ps, lead to an understanding that the customer is
someone to whom something is done (by the marketing department) as opposed to

viewing the customer as someone with whom something is done.

Essentially, as concluded by Gummesson (1998), the outlook of the Four Ps is narrow
and limited, only focusing on short sighted and isolated activities as opposed to
functioning as an integrated part of a total management process. Similarly, Gronroos
(1994) concludes that traditional marketing will always, in the final analysis, stand in
the way of spreading market orientation and an interest in the customer throughout the

organization.



24

3. Managing marketing from a service perspective

The following chapter will focus on the concept known as service marketing. Compared
to the traditional view of marketing, i.e. the marketing mix approach, service marketing
offers a different outlook. The chief commencement is the foci on interaction rather than
transaction (compare with the marketing mix approach). This leads to an interest in the
actual process of interaction. Furthermore, service marketing inherently involves
relationships. That is to say, interactions render services and relationships render
interactions. Consequently, without the management of services there would be no

relationships, whereas relationships are not achievable without managing services.

This chapter is predominantly based on the Nordic School view of service marketing.
The term “The Nordic School” of service marketing, stems from the observation that
service marketing research has made fast progress in Northern Europe. Furthermore,
characterizing for the Nordic School approach to marketing is the fact that marketing
research has been progressive and not limited to previous marketing norms (compare
with the myopic effect related to traditional marketing). Secondly, and equally
important, the heritage of service marketing in the Nordic School approach is one of

close contacts between academic research and practice.(Gronroos & Gummesson, 1985)

These observations suggest that the traditions of the Nordic School are of apparent
interest when discussing marketing management from a service perspective.
Furthermore, as noted by many marketing scholars, applying service thoughts and
concepts to every day marketing activities is not restricted to pure service firms only.
Especially in today’s business environment were a good of some sort is most often but a
fragment of the total offering, service marketing principles arguably should transcend
traditional marketing doctrines.  According to the Nordic School, marketing is
understood more as market-oriented management as opposed to a specialist function
only. Consequently, the scope of marketing broadens to involve the whole organization.
Hence, this chapter will also discuss how marketing can be permeated into the whole

organization through internal marketing.

What is important to notice is that the relationship process nature has from the
beginning been a cornerstone of the Nordic School approach to managing marketing

activities. Accordingly, in order to utilize the proposed benefits provided by adopting
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service marketing strategies in marketing management one has to recognize the
importance of adopting a long-term state of mind. Therein lies the observation that
when reading the following chapter it is important to bear in mind that; the service
marketing management theories presented subsequently assume a relational perspective,

i.e. a long-term view of satisfying customer needs and creating reciprocal worth.

3.1 Service Marketing — background

The concept of services has been touched upon since the very beginning of academic
thought. However, services were predominantly thought of as support to the production
and marketing of goods. In retrospective it is difficult to pinpoint out exactly when,
where and as a consequence of what the growing interest in the management of services
as a vital part of marketing took place. A probable cause might be the emergence of the
view that developed economies gradually evolve into service economies as competition
increases (Berry & Parasuraman, 1993). Similarly, Keith (1960) in a classic article “The
Marketing Revolution” identifies four main eras in the development of The Pillsbury
Company. What is worth noting is Keith’s explanatory outline, in which the company in
tact with increased competition gradually evolve into a consumer oriented organization
where marketing lies in the midst of corporate activity permeating organizational

functions all the way from finance, product development to sales.

Whichever the reason behind the development of service marketing might be, it is
generally agreed upon that the emergence of the discipline has been slow. Fisk, Brown
and Bitner (1993) refer to the pre-1980s period as the “crawling out” stage of service
marketing. It was during this period (the 1970s) that the Nordic School of service

research came to a beginning (e.g. Gronroos & Gummesson, 1985).

In the 1970s the American Marketing Association gathered a committee to evaluate the
“effectiveness of research and development for marketing management”. The results of
the research indicated that marketing research in fact had had a modest impact on
improving the practice of marketing management. (Myers et al. 1980) At the same time
a growing interest in studying services in marketing emerged (e.g. Gummesson, 1977;
Gronroos, 1979). Characteristic for the publications by Gummesson (1977) and
Gronroos (1979) was that they, rather than focusing on the distinguishing features of

services as opposed to goods, took a managerial approach to managing organizational
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challenges from a service perspective. This approach was unique in the sense that other
contemporary service marketing articles predominantly focused on explaining and
analyzing the physical differences between goods and services. Accordingly,
Gummesson and Gronroos did not fall into the trap of assuming commonly
acknowledged characteristics of goods and then identifying services according to
features that goods lack (Vargo & Lusch, 2004). Probably the most widely accepted
archetypical characterization of services state that services are; intangible,
heterogonous, inseparable and perishable (Zeithaml, Parasuraman and Berry, 1985).
The most apparent predicament with explaining services according to certain predefined
characteristics is their lack of guidance for marketing strategy. Accordingly, services
and goods should not be kept apart, goods marketing and service marketing come

together; however, service-oriented principles should dominate.

The move towards establishing a service marketing management theory taken by
Gummesson and Gronroos® was later internationally labelled the Nordic School by
Berry and Parasuraman (1993). In the article by Berry and Parasuraman, the Nordic

School is accredited to be one of the main approaches to service marketing.

The chief characteristic in the Nordic School is the notion that if a company sees itself
as a service business (which the majority of companies today state they do), marketing
activities and decisions cannot be separated from overall management and the
management of other business functions. In today’s marketplace where services should
be seen as the number one driver of a competitive edge, the Nordic School approach to
managing marketing is of apparent significance. Furthermore, the Nordic School signify

a theoretical denotation representing a proper advocate of the marketing concept.

3.2 Service Marketing in today’s Environment

As competition increases, products or services offered by companies are, at a minimum,
portrayed by companies as offering the same benefit. In other words, simply offering a
product (what) without well functioning accompanying service (how) as an integrated
offering, is not likely to generate long-term sustainability. Therefore, the execution (i.e.

the process of delivering a service) of an offering and accompanying services become

> It should be noted that the initiative taken by Gronroos and Gummesson was strengthened by other
Nordic scholars such as Lehtinen, U. and Lehtinen, J. (in Gronroos & Gummesson, 1985)
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pivotal for success. Clearly, in a situation as described above, marketing cannot be seen
simply as a separate organizational department, but as a permeating organizational state-

of-mind as endorsed by the Nordic School.

A large misapprehension made by many economic decision-makers today has to do
with how services are understood. Traditionally, in many manufacturing firms services
were considered as add-ons to the core offering, usually a good of some sort. As a
consequence, firms that were not considered to be in the manufacturing sector were
distinguished as belonging to “the service sector” (Gronroos, 2000). This division of
firms into sectors according to their perceived line of business had an effect on
marketing strategy thinking which is still prevalent today. The problem is that many
high-level officials still view services as something provided by a certain type of
organization (Gronroos, 2000). Consequently, companies often fail to realize the
strategic significance of services, albeit many firms are slowly beginning to understand
the positive consequence of viewing service as strategic means to achieve competitive

advantage.

Given that the core offering meet industry standards, a competitive edge is
accomplished only when all the elements (e.g. invoicing, frontline service, complaints
handling etc.) required to achieve satisfied customers are integrated to constitute an
extensive and consistent total offering. Accordingly, before such an offering can be
made companies must realize that they are operating in an environment characterized by

service competition (Gronroos, 2000).

“Everyone faces service competition. No one can escape from it” (Gronroos, 2000, p.1)

3.2.1 Implications of service marketing

The paramount and most basic quality distinguishing service marketing from the
traditional manufacturing (marketing mix) approach, was already stated by Rathmell in
the 1970s. Rathmell (in Gronroos, 1998) acknowledged the fact that the consumption of
services takes place simultaneously with the production of them. Thus, as opposed to
traditional goods where consumption predominantly occurs when something is done
with a pre-produced product, service consumption is best described as a process during
which consumption and production cannot be separated. This fundamental characteristic

of services significantly affects the role of marketing.
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Figure 6, The service process and service consumption and the role of marketing, Gronroos (1998).

Compared with marketing promoted in a traditional goods-dominant context, from a
service perspective, marketing clearly takes a different approach. As concluded by
Dixon and Blois (1983, in Gronroos 1999) marketing from a service point of view
focuses on the customers’ interest, thus seeing the customer as someone for whom
something is done. Consequently, the element of interaction between the provider of the

service and the customer becomes an essential area of concern.

Whereas marketing from the traditional point of view focuses on creating transactions
through the Four Ps without any customer contact, the service marketing approach, as a
result of the coexisting production and consumption of the service, becomes more
versatile. As shown in the figure above marketing, in a traditional sense, is left outside
the actual service process. Hence, the natural connotation drawn follows; when
adopting a service-minded approach to handling business, it must be recognized that
marketing then has dual responsibilities. Marketing can no longer be viewed as an
isolated function fixed with creating singles transactions through external activities only
(i.e. the Four Ps). Instead, marketing encompasses both the attracting of customers as
well as the actual process of taking care of the customers. Accordingly, interaction
becomes a cornerstone in the service marketing premise. The area of marketing’s
responsibility widens to include not only the making of promises6 but also the

fulfilment of the promises made’ (Gronroos, 2006).

® by external marketing or “traditional” marketing activities, i.e. the marketing mix
’ by internal marketing activities, i.e. the interactions occurring in the service process
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Figure 7, The dual responsibility of marketing in a service organization (Modified). Original in

Gronroos (1993, p.62)

According to the preceding discussion Gronroos (1998) identifies three elementary
characteristics regarding the notion of services. Gathered into one sentence, the

fundamental characteristics of services imply that:

Services are processes (i) inherently paralleling the production and consumption of the
service provided (i), therefore, establishing a natural interaction between the customer

and the service provider (iii).

Furthermore, when the traditional marketing element (i.e. communicating promises to
the market through external activities) is added to the innate characteristics of services,
decisive practical implications for implementing a service oriented approach (i.e. the

true marketing concept) in organizations are arrived upon.
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3.3 Practical consequences of service marketing

As the previous chapter demonstrated, approaching marketing from a service point of
view oblige companies to reassess how they perceive marketing in their organization. It
is important to point out that adopting a service approach to understanding the
marketing concept by no means is restricted only to concern pure service companies.

Accordingly Gronroos (1998, p. 2) states that:

“Service Marketing is not a body of concepts and models for so-called service firms
only... Firms in the manufacturing sector provide a large number of services as well,
such as installing, repairing, and maintaining machines and equipment, providing spare
part service and training customers to use machines that have been delivered. For many

firms these services may mount up to half and more of their billing”

Furthermore, as products commoditize because of increased competition, augmented
offerings (i.e. how the core product is supported by service activities) become a critical
means for companies to differentiate themselves (Mathias, 2004). Consequently, every
company should re-evaluate their current marketing function, in order to establish a

perception of whether their marketing is serving the right purpose.

By following the notion of a service strategy, companies are able to differentiate their
offerings, thus creating a competitive edge. This, however, requires that management
have a comprehensive understanding of the characteristics of services and the nature of
service competition. Management must understand that general wisdom from

manufacturing may often be a trap in a service context (Gronroos, 1990).

If a company perceives itself as engaging in service competition one of the first issues
that should be addressed is the subject of which organizational activities should be
perceived as revenue generating. As previously concluded, how organizational activities
are managed is very much associated to the notion of efficiency. Compared to the
manufacturer-oriented view, in a service context, activities related to internal and

external efficiency® are assessed from a different angle.

8 Internal efficiency refers to how the firm operates (i.e. the productivity of labor and capital) whereas

external efficiency is the way customers perceive the activities (i.e. the output) of the firm.
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Figure 8, A profit-oriented view of revenues and costs in a service context (Modified). Original in

Gronroos (2000, p.189)

As demonstrated in the figure above, in a service context, organizational activities
assume an inter-connected relationship as drivers of revenue and cost. The notion of
external and internal efficiency, therefore, can no longer be neatly separated. As has
been demonstrated, a vital part of service marketing is related to the interactive process
(i.e. simultaneous production and consumption) where value is created in collaboration
between the service provider and the customer. Consequently, internal activities become

drivers of both external and internal efficiency.

Furthermore, in a service context, external efficiency (i.e. the use of the traditional
marketing mix), is also viewed upon as a generator of costs. Accordingly, the dual
responsibility of service marketing (i.e. interactive marketing vs. traditional marketing)
becomes apparent: the scope of marketing is broadened to cover both external and

internal activities as drivers of profit.

Understanding that the revenue-generating activities in organizations constitute an
integrated process concerning both internal and external efficiency is important in order
to realize the strategic significance of service competition. However, merely accepting
the fact that internal and external activities assume an interconnected relationship is not

enough. What is equally, or perhaps even more important, is to consider the actual
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service process, i.e. the notion that when engaging in service competition the actual
product (a service or a good) is merely one resource in the process of delivering value’
to the customer. What is of decisive significance is how the whole organisation operates

and works throughout the whole service process.

Figure 9 illustrates the importance of a collaborative service-minded organization where
communicational consistency between traditional marketing efforts and the customer,
the customer and organizational resources and finally communication between internal

resources and the firm has to be integrated into a functioning service process.
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Enabiing promises Giving promises
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Externat
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Internl
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CUSTOMER’ TIME custormer-arienited
CUSTOMER technelogies ooad systems

Figure 9, The service marketing triangle, Gronroos (2000, p. 55)

What is clearly brought forward in the service marketing triangle is the importance of
acknowledging that good service marketing is too a large extent concerned with
managing promises. Levitt (1981) suggests that since customers that are subject to
external marketing communication cannot experience the product in advance (be it a
tangible, testable, feelable or smellable product), they are essentially buying promises.
Hence, one might argue that good marketing is about keeping promises, an important

observation building on Levitt’s (1981) argument and brought forward by Calonius

? “Customer-perceived value follows from a customer —oriented management of resources relative to the
customer sacrifice” (Gronroos, 1997, p. 416)
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(1983, 1986, 1988). Calonius (1988) goes so far as to arguing that keeping promises in
the end is more important than making them. Or to state it in another way; service
marketing activities concerned with the process of actually delivering value to the
customer transcends traditional marketing efforts. Similarly, Gronroos (2000) contend
that making promises, keeping promises and enabling promises are the heart and soul of

managing marketing in a service context.

The importance of managing promises by successfully integrating resources inherently
requires that the personnel of an organization are enabled and prepared to do so (eg.
Gronroos, 2006: Bitner, 1995). Consequently, if goods, services, planned marketing
communication, technologies and operational systems are not clearly communicated to
the personnel, satisfying customers in accordance to the marketing concept cannot be
expected to be successful either (Gronroos, 2000, p. 330). Importantly, as pointed out
by Glassman and McAfee (1992) before developing any strategy, the marketing
department must make sure that the personnel from other departments are fully aware of
the strategy in order to ascertain whether the strategy is reasonable and realistic. To
further this argument, the subsequent chapter will discuss the concept of internal

marketing, a prerequisite for successful service marketing.

3.3.1 Aligning corporate functions with planned marketing strategies:
Internal Marketing

According to a study made by The McKinsey Quarterly (Court, 2007) 50 percent of the
participating companies that were rated as high performers reported that the primary
role of the corporate marketing department was to act as a center of excellence, with the
objective to disseminate information and best practices to line marketers (i.e. to staff
from other corporate functions). Supported by the empirical findings, Court (2007)
stresses the marketing department’s role as a proponent and disseminator of customer
interest throughout the company. These assertions are well in line with the argument
brought forward by Glassman and McAfee (1992), who emphasize the importance of
propagating corporate marketing strategy with other business functions, thus assuring

that the planned marketing strategy is realistic.

The opening paragraph is essential, because it manages to catch a fundamental issue
with regard to managing marketing from a service perspective; the importance of

aligning corporate functions and, on a micro level, personnel with planned marketing
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strategies. In service marketing, this process has been coined Internal Marketing. Since
the introduction of the term in the 1970s the concept has been built on by many authors
with regard to service marketing. The definition by Winter (1985, p.69, (emphasis

added) neatly communicates the approach to internal marketing adopted in this paper:

“Aligning, educating and motivating personnel towards institutional objectives...the
process by which personnel understand and recognize...the program and their place in

it”.

It is worth noticing that Winter’s (1985) article dealt with marketing problems in
hospitals. This goes to show what previously has been concluded; that service

marketing practices by no means are restricted to certain types of businesses.

As Gronroos (2007) points out, internal marketing offers an approach to developing
service orientation and an interest in customers and marketing throughout the
organization. Consequently, as has been concluded, internal marketing could be
construed as a prerequisite for successful interactive and external marketing (Grénroos,
2007). Furthermore, as shown by Court (2007), the marketing department should be the
number one driver of internal marketing since marketing strategies are most often
planned and executed in the marketing department. Therefore, when developing its
marketing strategy, the marketing department has to consider whether employees can be
trained to carry out the strategy effectively (Glassman and McAfee, 1992). Gronroos
(2007) addresses the same issue by pointing out the importance of empowering and
enabling employees in order to achieve an effective implementation of internal

marketing.

Empowering means to give employees the authority needed in order to efficiently
address issues brought forward in the company’s marketing strategy. Most of us are
familiar with the noticeably frustrated front desk employee who has to go and ask her
superior whether she are permitted to perform the task you as a customer have asked

10

for". Empowering employees is pointless without simultaneously enabling them.

0 many cases what you have asked for has been promised through external marketing. For example:
“our customer service is fast and friendly”, when it in practice is frustrated and inefficient (e.g. Timo
Suokko CEO, Publicis Helsinki Hufvudstadsbladet 23.9.2007, p. 17)
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Enabling implies the importance of providing employees with proper knowledge and
managerial support so that empowerment is meaningful. (Gronroos, 2007, p. 402)
Giving this definition practical relevance one might add that a service employee that has
the authority to serve you according to your requirements but does everything wrong is

hardly of any value to you as a customer.

Additionally, it is of paramount importance that top-management, in many cases the
CEQ, realizes the strategic value of internal marketing (Court, 2007). If not, it is not
realistic to assume that the marketing department with the CMO in charge will have any
luck in implementing a well-functioning cross-departmental internal marketing

program. As pointed out by Gronroos (2007, p. 386):

“If top management does not understand the strategic role of internal marketing, money

invested in internal marketing efforts and processes will not pay off.”

Part-time marketers

As has been repeatedly implied, service marketing broadens the traditional scope of
marketing (i.e. the notion of marketing being an isolated department only focusing on
the marketing mix), thus activating the whole organization to adopt the true meaning of
the marketing concept. To make a spacious statement, everyone in the organization is
involved in marketing. Furthering this argument, Gummesson (1987) introduced the
term “part-time marketers”, thus emphasizing the importance of a company-wide
dedication to performing every-day tasks in a marketing-oriented manner (Grénroos,

2000).

As illustrated in figure 9 employees with customer contact, from a service marketing
perspective, become involved in marketing, more specifically interactive marketing.
Consequently, the interaction between the customer and the person serving him
facilitates a marketing possibility, an observation first pointed out by Gronroos (Rafiq
and Ahmed, 2000, p. 451.). This is an important observation, because it makes us

realize the practical meaning of marketing’s broadened scope.

The notion of part-time marketers is innate when discussing internal marketing and

essential for establishing a market-oriented organization. In fact, the dual
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responsibilities inherent in service marketing demand part-time marketers if an
organization is to establish customer oriented marketing activities (i.e. a marketing
function that follows the marketing concept). As pointed out by Gummesson (1998),
part-time marketers ensure that the organization is able to be at the right place at the
right time with the right customer contacts. Similarly, Gronroos (1998, 2006) emphasize
that in service contexts, marketing is related to making promises (traditional marketing)
and enabling the fulfilment of these promises (interactive marketing), thus increasing

the likelihood of repeat purchases.

Hence, without dedicated part-time marketers only the making of promises can be fully
secured. Given the process nature of service marketing, the marketing concept cannot be
fulfilled without a permeating customer focus connecting traditional marketing
activities with the interactive marketing activities. Consequently, the notion inbuilt in
internal marketing is of apparent significance when adapting service marketing concepts

to an organization.

A vital notice, probably often neglected, is the importance of rewarding part-time
marketers for their efforts in fulfilling the company’s marketing strategy. It is naive to
expect that personnel will contribute fully to any customer oriented strategy, without
offering proper rewards for interacting and communicating in a manner that supports

customer-focused behaviour (Gronroos, 2007)

3.4 A Service-Oriented Approach

The strategic management trap presented earlier, demonstrated how adopting a
manufacturer-oriented view in order to increase efficiency may lead to a vicious circle;
as internal activities are understood as predominantly cost generating, thus being the
object of subsequent cost reduction. By understanding the nature of the profit equation
in a service context, management is more likely to make accurate decisions when

encountering increasing competition or financial problems.

Accordingly, in a volatile environment where companies are frequently compelled to
make strategic decisions in order to maintain their market-position, focusing on
customer interactions is arguably a sustainable way for harvesting dividends.

Furthermore, applying service marketing strategies to a company necessitate a way of
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thinking that emphasizes the importance of interactive marketing, i.e. the process in

which a service is provided to a customer through interaction.

What the figure below essentially illustrates is that by improving internal activities (i.e.
buyer-seller interactions), external efficiency (i.e. perceived service quality) is likely to
improve, thus leading to more satisfied customers and in the final analysis increased

sales.

Financial
problems or increasing
competition

Improving buyer - seller
interactions (external
efficiency) with cost
control

Increasing
sales volume

Y
Improved (or at least
controlled) perceived
service quality
Improving
corporate image

More satisfied
customers

Improving working ‘\//
atmosphere

Figure 10, A service oriented approach, Gronroos (1983, p. 58)

Normann (1991) digs even deeper into the notion of negative and positive circles
shaped in different service management contexts. According to Normann (1991), the
fact that a service organization entails such a complex, sensitive and interrelated system
makes it irrelevant to analyse organizational problems according to one specific
symptom. Consequently, Normann (1991) argues that organizational activity (be it
positive or negative) is most fruitfully diagnosed when illustrated as vicious or positive

circles in which many different factors subsequently reinforce one another.

Normann goes as far as to separating circles on a micro- and macro level, thus,

emphasizing the importance of realizing that decisions made on a micro level ultimately
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escalade to affect strategic issues on a macro level. Put in more generic terms; good
frontline service quality will most likely in the end affect the economic results of the
service organization. Accordingly, if looked through the eyes and described in the
words of Normann, figure 10 would be referred to as a positive circle (Normann, 1991,

p. 156).

Reichheld et al. (2000) take a similar standing by emphasizing that profitability can be
enhanced through good interactive marketing made possible by putting effort on
motivating employees through, for example, training programmes. Similarly, Zeithaml
and Bitner (1996) conclude that improving employee satisfaction affects external

service quality positively.

As satisfied customers are often retained customers, money spent on external marketing
in order to replace lost customers can thus be reduced (Reichheld, 2000). Importantly,
as Gronroos (2000) points out, improving service quality through enhanced internal
efficiency seldom implies increased expenses. This is because the money spent on
traditional marketing efforts can now be decreased (due to retained customers) and
redirected to improve internal activities. By understanding how the profit equation
changes in service contexts, it is realized that improving service quality is about

allocating resources to where they are most effectively used.

Consequently, taking a service-oriented approach to managing marketing strategy truly
treats the marketing concept for what is: the process of taking care of the fulfillment of
the customers’ needs and desires. As has been concluded, this implies an appreciation of
the fact that profits are generated through interplay between external and internal
activities. On a more concrete level a service-oriented approach to managing marketing
requires that the whole organization collaborates throughout the process of delivering
value to the customer by communicational consistency between traditional marketing
efforts and inter-organizational processes whose ultimate task is the fulfilment of
promises. This, in turn, can be achieved by realizing the denotation of internal
marketing efforts. Finally, as shown in figure 9, improvement of internal activities is

likely to generate more satisfied customers and in the final analysis increased sales.
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3.5 In conclusion: Managing marketing from a service perspective

In this chapter the discussion has focused on establishing relevant arguments as to why
reassessing the fundamental characteristics of traditional marketing in the favour of
service marketing enable embracement of the marketing concept. Moreover, it is shown
that a lion's share of companies today actually should see themselves as engaging in

service competition.

Since the cornerstone of the logic of services emphasize the process of customer
management (i.e. simultaneous production and consumption), the underpinnings of the
analysis show that services marketing intrinsically involve interaction with customers.
Consequently, it is concluded that the innate characteristics of services decisively
influence marketing. The notion of part-time marketers is vital to successfully managing
services. However, the dual nature of service marketing also includes traditional
marketing activities, albeit not as the dominant form of marketing. Furthermore, by
introducing and analysing the profit equation and the management of marketing in a

service context, a holistic scrutiny of understanding service marketing was arrived upon.

When analyzing how marketing should be understood in a company operating in a
environment characterized by service competition the assertion made by Drucker (1973)
may serve as a conclusive statement summarizing this chapter; from the customers’

point of view, marketing is far too important to be treated as a separate function.

Accordingly, adopting the notion of a true marketing concept cannot be achieved by
simply delegating tactical marketing responsibilities to an isolated marketing

department.
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3.6 Conclusive insights from the theoretical discussion:

The Marketing Mix

Insights

Leading the way to the Four Ps

The marketing mix background

The marketing mix in today’s environment

Implications of the marketing mix

Practical consequences of the marketing mix

Marketing thought and practice is currently being questioned

Change in the marketplace is the driver of marketing theory

The original marketing mix framework promoted a wide range of
elements and a broad sense of business.

The nature of the US marketplace in the 1950s and 1960s was well suited
for a marketing mix approach.

In the contemporary marketplace the marketing mix approach is highly
questionable.

The underpinnings of the Four Ps seem to promote a manipulative view
of customers, i.e. the customer is viewed as somebody to whom
something is done.

The marketing mix approach to managing marketing (simplification of
the marketing concept) may potentially lead to a situation where
marketers are encouraged to focus on generating transactions on a single
basis.

Viewing marketing through the marketing mix lenses easily sets
prerequisites for how marketing is to be done and promotes the use of an
isolated marketing department.

The isolated marketing department has a negative effect on market and
customer orientation and decreases organizational interest in marketing
activities

Marketing is geared toward external, traditional activities, while internal
activities are misconstrued as a necessary, cost generating, evil.
Consequently, marketing becomes marginalized in the customer
management process.

The strategic management trap

When reacting to financial problems or increased competition by
decreasing customer service and restraining internal efficiency
activities, ultimately, this may have a negative impact on both customer
satisfaction and company performance as opposed to saving money.

Table 1: Conclusive insights from the theoretical discussion: The Marketing Mix
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Managing marketing from a

service perspective

Insights

Managing marketing from a service perspective

Service Marketing — background

Service Marketing in today’s Environment

Implications of service marketing

Practical consequences of service marketing

Aligning corporate functions with planned marketing
strategies: Internal Marketing

Marketing from a service perspective shifts the focus from transaction to
the interaction process. Marketing is not viewed as a specialist function
only as the scope of marketing broadens to involve the whole
organization with a long term state of mind.

In the late 1970s Gronroos and Gummesson wrote the first service
marketing articles that took a managerial approach to running
organizational challenges from a service perspective.

Later labeled the Nordic School of service marketing, the insights of
Gronroos and Gummesson stress the importance of integrating
marketing activities with the management of other business functions.

As competition increases companies are faced with new challenges,
mostly related to keeping customers. As a result, companies must shift
their focus to marketing activities and gradually re-invent themselves as
service businesses, starting by realizing that services and goods come
together in a context were service oriented principles surpass.

Long-term sustainability stems from successful management of product
offerings and accompanying services.

The nature of services entails simultaneous production and
consumption. Consequently, marketing’s new dual responsibility
absorbs both the attracting and taking care of customers, making
interaction a vital part of marketing activities. Hence, marketing is held
responsible for keeping communicated promises.

As service marketing connects traditional marketing with the interactive
marketing process (i.e. customer contacts) it is realized that internal and
external efficiency are mutually contributive to profit.

Successful integration of external and internal activities is dependent on
the management of promises. This requires co-operation between
departments

Internal marketing must be appreciated as a part of strategic marketing
management, supported by top management, not counteracted by
organizational structures and departmental barriers, ultimately
appreciating the importance of part-time marketers as an element of the
corporate marketing function.

Part-time marketers must have the authority an ability to serve
customers according to the marketing strategy.

Part-time marketers enable marketing to be at the right place at the right
time

A Service-Oriented Approach

Focusing on interactions between customer and personnel is sustainable
approach to increased competition of financial problems. Improving
buyer-seller interactions seldom result in increased costs for the
company, but have the potential to increase profitability. This requires
an appreciation of the importance of interaction as a viral part of
marketing activities.

Table 2: Conclusive insights from the theoretical discussion: Managing marketing from a service

perspective
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4. Methodology Discussion

The purpose of this chapter is to present and discuss empirical research conduct and on
the basis of which aspects a certain type of research method and approach is reasonable.
In other words, after reading this chapter one should have a comprehensive
understanding of which methodological set of guidelines the author relies on in order to

achieve meaningful and trustworthy results.

Commonly, when discussing research methods two basic types of data gathering
procedures are identified: quantitative and qualitative approaches. Accordingly, it is
appropriate to begin by explaining the fundamental intention and difference between the

two, as well as concluding which one is suitable for the aim of this particular study.

As the term “quantitative” indicates, studies based on quantitative methods are
concerned with handling a relatively large amount of data. Consequently, quantitative
studies use standardized measures that fit diverse opinions and experiences into
predetermined response categories (Patton, 1987, p. 9). Most often advantages related to
a quantitative approach are accredited to the possibility of encompassing a large sample
of respondents, thus providing a broad statistical aggregation of data that can be
compared and analyzed. However, the fact that quantitative approaches require
predetermined answer categories in combination with standardized measures imposes
relevant restrictions with regard to received information. As a result, a quantitative

approach is suitable when one seeks descriptive and easily measurable information.

Logically, choosing between conducting (or combining) quantitative or qualitative
research is dependent on what kind of information is sought and how the research
problem is formulated (Patel & Davidson, 1994). Since the empirical part of this study
aims at finding out to which degree fulfilling the true meaning of the marketing concept
is perceived as relevant and achievable from the marketing department’s point of view,
a qualitative approach is arguably purposeful. Accordingly, qualitative research
methods are valuable when one aspires to describe, interpret and understand a
phenomenon. Likewise, qualitative methods facilitate an understanding for feelings,
thoughts and behavior, thus enabling an understanding of underlying patterns significant

to the area under discourse.
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4.1 Methodological approach

As concluded by Saunders et al. (2007), conducting persistent research requires a clear
purpose. To re-iterate, in this paper the aim is to study how the marketing department in
practice operates in b-to-c companies in Finland, with the ambition to find out to which
degree fulfilling the true meaning of the marketing concept is perceived as relevant and

achievable from the marketing department’s point of view.

However, in my opinion it is the approach of the study that steers the methodological
viewpoint taken by the author. This is an important notice, because the methodological
viewpoint inherently determines what kind of information is sought and the manner in

which it is gathered and analyzed.

With regard to the approach of this study, the methodological viewpoint or approach
follows a combination of the “system approach” and the ‘“actor approach” (Arbnor &
Bjerke, 1994). The system approach to methodology emphasizes the importance of
constant interplay between reality observed through empirical research and established

theory throughout the process of conducting research.

The actor approach to methodology highlight the importance of creating new insights
which gives way for new perspectives and information. As a result, when conducting
research from the actor approach to methodology the researcher strives to be as
unbiased as possible. This is not to say that the study lacks intention or a purposeful
aim. Rather, the rationale is to maintain as much latitude as possible, as opposed to

being restricted to certain strictly predefined attributes (Arbnor & Bjerke, 1994).

As concluded earlier, relaying on the theoretical discussion as the foundation, the study
will attempt to find out to which degree fulfilling the true meaning of the marketing
concept is perceived as relevant and achievable from the marketing department’s point
of view. Accordingly, the fundamental ambition of the actor approach is the
signification of social phenomena through accretion of knowledge. Consequently, by
combining the viewpoints underlined by both the actor- and the system approach to
methodology one arrives at a methodological synthesis that brings forward the

importance of constantly comparing theory with reality with an open mindset.
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In conclusion, from a philosophical point of view, the methodological approach adopted
in this study attempts to avoid positivism. That is, assuming that the study will result in
some specific and pre-estimated law-like generalizations. In accordance, Gummesson
(2000, p. 63) points to the necessity of letting reality having a say of its own. Hence, the
researcher should not blindly force preconceived theory on reality; instead theory
should function as a guideline always open for reflection. One should, therefore, strive
to understand reality, using theory as the starting point. This view of scientific research

is commonly referred to as hermeneutics (Gummesson, 2000, p. 177)

4.2 The research process — theory and practice

The above introduced approaches to understanding methodological schemes are
important in order to get a conceptual understanding of the mindset adopted when
conducting the empirical research in this study. From a lower level of abstraction,
methodological approaches are commonly categorized according to the process of
relating theory with practice and vice versa. The two most common scientific terms for
this type of categorizing are labeled deduction and induction. Stating that this particular
study would fallow either a deductive or inductive approach is difficult. On one hand, if
one looks at the table of contents, the study moves from theory towards empirical (or
real word) data, thus, representing the characteristics of a deductive study. On the other
hand a simultaneous ambition is to increase the understanding regarding human action,
reaction and interpretation of social entities, characteristics typical for inductive studies.

(Gummesson, 2000; Saunders, Lewis & Thornhill, 2003)

While deduction tests current theory and induction relies on grounded theory generated
through empirical research, neither of these approaches manages to adequately catch the
fundamentals of the research process adopted in this study. Accordingly, Gummesson
(2000) makes the proposition that research tend to shift between deduction and
induction. The point made by Gummesson echoes the insights contributed by Saunders
et al. (2007) who puts forward that it is often advantageous not to imprison oneself

according to either a deductive or inductive approach.
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4.2.1 Abduction

Abduction is proposed as a third alternative and approach to the methodological
research process. While some persists on abduction simply being a combination of
deduction an induction (e.g. Gummesson, 2000), I possess a different point of view
based on the insights prepared by Dubois and Gadde (2002). According to Dubois and
Gadde, (2002, p.559) abduction refers to a process were the goal is to increase
comprehension and gain new insights related to theory, as opposed to testing or creating

theory

“...the researcher, by...going back and forth...between empirical observations and
theory, is able to expand his understanding of both theory and empirical
phenomena.”(Dubois & Gadde, 2002, p. 555)

Consequently, choosing abduction as the course of action requires constant interplay
between theory and real world findings. As is observable, abduction reflects the
philosophical notion of the system- and actor approach on a more concrete and practical
level. Accordingly, due to its customary characteristics offered to approach the research
process, abduction should indeed be perceived as an approach of its own. In my
opinion, the aim of this study follows the innate characteristics of an abductive

approach.

To describe the practical denotation of abduction, Dubois and Gadde (2002) refer to
systematic combining when carrying out case studies. The essence of systematic
combining (i.e. abduction) is the notion of a continuous interactive process occurring on
two levels: comparing theory with the empirical, real world findings and comparing the
actual case study with the theoretical discussion. This process is also referred to as
matching. (Dubois & Gadde 2002, p.555) Therefore, the underlying logic holds that
theory should not be construed as definite. Instead it is gradually evolving through
subsequent interaction between theory and reality. As will be shown in the following
chapter, the objective related to case studies possess innate characteristics that are

especially well suited for an abductive approach, and hence for this particular study.
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4.2.2 Case study

Adopting the case study as a research strategy is suitable when the area under discourse
is a contemporary phenomenon that the researcher wishes to understand in an
explanatory and explorative manner. The purposes and levels of analysis in case studies
vary. Accordingly, case studies are also suitable when one seeks to understand current
processes within an organization, for example within a specific department. In this
particular study the marketing department is under discussion. Regardless the unit of
analysis, qualitative case study approach emphasizes describing the unit in context and
holistically (Patton, 1987). Accordingly, the case study approach is evidently suitable

for the aim of this study.

Depending on the number of explored cases and the aim of the research, case studies are
commonly divided into two main categories; single case studies and multiple case
studies (Yin, 2003). The advantage with conducting a multiple case study as opposed to
a single case study has to do with generalizability. Naturally, the possibility of arriving
at common conclusions and more information is larger when studying more than one
case. With regard to the purpose of this study, a multiple case design is clearly called
for. Accordingly, this study will include qualitative data gathered from 12 companies
(i.e. marketing departments). Eisenhardt (1989, p. 545) proposes that a sufficient
number of cases in order to achieve plausible conclusions varies from four to ten,

depending on the aim of the study.

Admittedly, it would be somewhat unrealistic to argue that 12 cases would provide
enough evidence so as to dictate the overall status quo of marketing in Finnish
companies. However, it is enough to provide an enlightened discussion regarding the
subject under consideration, which is one of the fundamental strengths related to

abductive qualitative case study research (Dixon & Dubois, 2002).

In order to arrive at interesting findings when conducting case studies, the selection of
cases is of critical importance. In qualitative methods, the logic is to choose
information-rich cases for in-depth study (Patton, 1987, p. 52). Accordingly, in
multiple-case studies, each case should be chosen with consideration (Yin, 2003, p. 47).
Eisenhardt (1989) emphasize the importance of choosing research cases by theoretical
sampling. Theoretical sampling enables the researcher to approach presumably broad

topics by specifying which kind of organization is sought and which information is
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sought within the organization (Eisenhardt, 1989, p. 536). More specifically, when
choosing cases through theoretical sampling the researcher seeks cases that are likely to
replicate or extend emergent theory (Eisenhardt, 1989, p. 537). The notion of critical
case sampling supports the idea of choosing cases by theoretical sampling. Critical case
sampling emphasize choosing cases which are, in accordance to some predefined

criterions, of particular interest to the study at hands (Patton, 1987, p. 54)

In this particular study, the criterions based on which the 12 case companies are chosen,

are:

- the company operates in the business-to-consumer sector

- asubstantial amount of the company’s activities should involve services

- the employees of the company are important to the interaction between customer
and employee

- the company must have clear marketing activities

- the company should possess an interest in the content and outcome of the study

A common and important subject related to all kinds of studies and research methods is
the ability to generalize. Yin (2003) concludes that when the aim is to use developed
theory as a template and then compare empirical findings with the established theory
one should always follow the notion of analytic generalization. According to this view,
it is possible to generalize findings from one case study to another provided that they
belong to the same scope of the theory (Smaling, 2003). In other words, theoretical
sampling and analytical generalization are different sides of the same coin. In view of
that, Smaling (2003) goes so far as to offering an alternative term for analytical
generalization; ‘theory-carried generalization’. As one notices from the discussion
above, both theoretical sampling and analytical generalization are well in-line with the

theoretical denotation of abduction.

4.2.3 Personal Interviews

Personal interviews are one of the most important sources of information when
conducting case study research (Yin, 2003, p.89). When conducting interviews, the
ambition is to interpret the values and opinions of the interviewee. Or as concluded by
Patton (1987, p.109); interviewing allows one to enter another person’s world.

Accordingly, as pointed out by Gummesson (2000, p. 35) interviews provide the best
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opportunity when one seeks to study complex processes, i.e. information that cannot be

yielded through quantitative research methods (Patton, 2002).

Interviews are commonly divided into three different categories; the individual
interview, the focus group interview and the large group interview (Hall & Rist, 1999).
This study will use the first mentioned method, i.e. the individual interview or personal
interview. As always, the chosen interview method depends on the nature of the study,
however, there are some significant advantages and opportunities related to individual
in-depth interviews. Firstly, as the term in-depth interviews reveals, face to face
interaction with the respondent enables detailed exploration of the subject matter.
Secondly, personal interviews make it possible for the interviewer to control the process
on interviewing and will probably result in spontaneous answers from the respondent.
This would probably not be possible in group interviews were there is an apparent risk
that respondents will adapt to group conformity. That is, aligning individual opinions
with the overall attitude of the group. Finally, personal interviews allows for the

interviewer to observe more implicit signals such as body language and tone of voice.

(Hall & Rist, 1999, p. 298)

The actual execution of the personal interviews may also follow different lines. Patton
(1987) distinguishes between three approaches to conducting personal interviews; the
informal conversational interview, the general interview guide approach and the
standardized open-ended interview. The informal conversational interview and the
standardized open-ended interview could be seen as to extremes of an interview
approach continuum where the first mentioned represent a completely informal and
unstructured interview process and the latter a fully structured and premeditated
approach. In the middle we have the interview guide approach which provides the

interviewer with a guiding framework in which to seek wanted information.

For the purposes of this study, the interview guide approach unquestionably is the most
purposeful. The approach allows for a seemingly open discussion still with clear
guidelines for the interviewer to follow when the discussion needs to be steered towards
the right direction. Hence, the interview will be of a semi-structured nature where the
order of the questions may vary depending on the flow of the conversation (Saunders,
Lewis & Thornhill, 2007). Consequently, semi-structured interviews provides an

opportunity to understand and dig deep into various phenomena and understand innate
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characteristics of complex processes as the interviewees explain and build on their
responses. Therefore, in an exploratory study were new insights are sought, semi-

structured in-depth interviews are highly relevant. (Saunders et. al 2007)

Regardless of which type of interview design one choose to rely upon one should
always recognize the fact that interviewing is a resource and time consuming process.
Preparing the interview, conducting the interview and analyzing the gathered qualitative

data constitute a rigorous and time consuming process.

4.3 Presentation of the companies

The following chapter will provide a short description of the case companies
participating in this study. The information is gathered from the companies’ websites.
Anne Hogstrom, my contact person at the Finnish Marketing Association (Suomen
Markkinointiliitto), provided help in choosing suitable companies for the study. Since
the objective is not to arrive at indisputable facts regarding marketing in Finnish
companies in general, but to provide an interesting discussion of marketing’s current
role in Finnish organizations, the companies presented below are intentionally chosen to
represent different lines of businesses. By not locking oneself to a certain type of
business, it is possible to arrive at a more holistic and interesting discussion of

marketing’s current role in Finnish service organizations.

ALD AUTOMOTIVE (www.aldautomotive.fi)

ALD Automotive is one of the leading leasing companies in Europe with a car fleet of
over 700 000 vehicles. ALD Automotive has operated in Finland since 1979. With over
22 000 car drivers in Finland it is the leading full service leasing company in Finland.
The company provides its customers with a wide range of services from servicing and
repair (including road service) to insurance and consultancy services for all car related
issues from taxation to compiling a car policy. ALD Automotive offers its services both

to private customers and companies.
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DNA (www.dnafinland.fi)
DNA Oy is a national telecommunications group , providing phone-, data,- wap- and
digital-tv services. The company has over 2 million clients and a turnover of € 600

million in year 2006.

Elisa (www.elisa.fi)
Elisa is Finlands leading telecommunications —and ICT company. Founded in 1882 the
company now employs around 3600 persons reaching a turnover of € 1,52 billion in

2006.

Fennia (www.fennia.fi)

Fennia-ryhmad is specialized in insurance services. The group offers extensive insurance
services to companies and private consumers. The group consists of three companies:
vahinkovakuutusyhtio Fennia, tyoeldkeyhtio Eldke-Fennia and henkivakuutusyhtio

Henki-Fennia. Tyoeldkeyhtio Eldke- Fennia was the company participating in this study

If (www.if.fi)
If is the leading accident insurance company in Scandinavia, with close to 3,6 million
clients in Scandinavia and the Baltic Sea are. The group employ 6600 persons.

If is a part of the Sampo Group.

Kesko — K Supermarket (www.kesko.fi)

Kesko is a Finnish retail specialist whose stores offer products and services. Kesko has
about 2,000 stores engaged in chain operations in the Nordic and Baltic countries and
Russia. Ruokakesko’s retail chains are K-citymarket, K-supermarket, K-market and K-
extra. Ruokakesko reported a turnover of € 3,615 billion in 2006. In this paper the

studied entity is the K-supermarket chain

S-Ryhmi (www.s-kanava.fi)

SOK or S-Ryhmai is a Finnish company-network in the retail trade and service business,
with 1500 places of business in Finland. S-Ryhmid encompasses the cooperative
enterprises and Suomen Osuuskauppojen Keskuskunta (SOK) with its subsidiaries. S-
Ryhma provides services for the supermarket trade, service station store and fuel trade,
the department store and specialty store trade, the hotel and restaurant business, the

vehicle and automotive accessories trade as well as the agricultural trade.
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Sampo Pankki (www.sampopankKi.fi)
Sampo Pankki has specialised in investment and savings, providing not only investment
and savings services, but also traditional banking services via our web bank, phone bank

and branch network.

Tapiola Ryhmi (www.tapiola.fi)

Tapiola — Ryhmi provides its customers with insurance-, banking-, saving-and
investments services. The group consists of four insurance companies (Keskindinen
Vakuutusyhtio Tapiola, Keskindinen Eldkevakuutusyhtio Tapiola, Keskindinen
Henkivakuutusyhtio Tapiola and Yritysten Henkivakuutus Oy Tapiola) one bank
(Tapiola Pankki Oy) and one financial management company (Tapiola Varainhoito Oy).

Futhermore, Kiinteistd-Tapiola Oy provides real estate services.

Tradeka (www.tradeka.fi)

With its multiple chain store structure, Tradeka Ltd is a centrally organised retailing
company that owns all of its centrally managed retail outlets. Its business is divided into
the following three nationwide store brands: Siwa, Valintatalo and Euromarket. Tradeka
reported a net turnover of EUR 1,332.7 million in 2006. The company owns around 750
grocery stores in Finland and three outlets in St. Petersburg, where it began operating in

1993. Tradeka Corporation is a major employer, with around 7,000 staff.

Veho Group (www.veho.fi)

Measured in turnover, Veho Group is the largest Finnish company in the automobile
business. In addition to importing a substantial amount of automobile brands (Mercedes
Benz, Smart, Citroen etc.) the company possesses a strong position in the automobile
retail trade business. Veho Groups reselling network consists of own stores and
independent resellers across the country. In this paper, the studied entity is the Mercedes

Benz unit.

Viking Line (www.vikingline.fi)

Today's Viking Line Abp was established in 1963 under the name Alandsfirjan Ab. It
gained a listing on the Helsinki Stock Exchange in July 5, 1995. Today Viking Line has
seven vessels, which sail between the Finnish mainland, Aland and Sweden as well as
between Finland and the Baltic states. Operations include passenger services, recreation

and cargo carrier services.
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4.4 Gathering of data

The data for this study was gathered through personal interviews with Chief Marketing
Officers (CMOs) or comparable persons from the 12 companies listed in the previous
chapter. The following chapter will shortly go through the practice used for gathering

the qualitative data.

4.4.1 Choice of respondents

With regard to the aim of the paper, the choice of respondents was clear from the
beginning. The respondents selected were to be Chief Marketing Officers (CMOs) or
comparable persons leading the marketing department in the organization (in this paper
they are all referred to as CMOs). After deciding on which companies to contact, CMOs

in each company were contacted either by email and a phone call.

4.4.2 Interview guide

Following the connotation provided by the abductive approach to research, where a
constant interplay between theory and practice is emphasized, this subchapter will
present the interview guide in the light of theory, i.e. how the questions are connected to
the theoretical discussion. Logically, the process of generating the interview guide has
its fundamentals in the theoretical discussion. The questions were created based on the
insights presented in the summarizing table of the theoretical discussion. After this, the
questions were categorized so as to build a structure for both the interview guide and the
presentation of the empirical findings. The complete interview guide can be found in

English, Finnish and Swedish in appendix 3.

Questions 1-5: Perceptions of marketing

The intention with these questions is to get an initial and unbiased understanding of how
the CMO perceives marketing as a contemporary concept and world of ideas.
Furthermore, the questions are set to discuss how the respondent conceives that

marketing should be conducted in order to be meaningful.

Questions 6-10: Line of business and marketing — thoughts and practical
reflections on marketing
Questions 7-11 are intended to give an understanding of how the CMO perceives the

line of business the organization operates in and how marketing activities reflect this
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notion. As concluded in the theoretical discussion, most companies today are actually
service businesses. Understanding this is of vital importance from a service marketing
perspective and, consequently, affects the way marketing is conducted in the
organization. However, it is far from obvious that companies actually perceive

themselves as service businesses.

Questions 11-17: The role and influence of marketing in the organization

This section of questions is set to get insights of how the head of marketing perceives
the current position and role of marketing and the marketing department in the
organization. The questions range from broad concepts, such as strategy, to more
concrete and practical, down to earth, areas. These questions provide a focal point for

the subsequent questions and discussion brought forward by questions 18 - 25.

Questions 18-25: Marketing and the customer management process

These questions build on the previous ones by going deeper into marketing processes.
Firstly, however, the concept of services and service marketing are viewed upon from
the interviewees’ point of view. Then the customer management processes (interactive
marketing, promise management) are discussed using the marketing department as the

focal point: How is the marketing department involved in these processes?

Questions 26 -32: Collaboration in the organization — internal marketing

After discussing how the marketing department is involved and aware of customer
management related processes, the final questions of the interview guide are concerned
with the concepts that enable successful customer management processes, i.e. internal
marketing or collaboration between departments. The questions are geared so as to steer
the discussion towards general awareness of internal marketing as a concept and
practical aspects related to internal marketing. The engagement from top management is

also discussed.
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4.4.3 Execution of the interviews

The interviews were conducted between 23.10 — 8.11, all at the CMOs’ offices in
Espoo, Helsinki and Vantaa. The interviews were all done in a meeting room, thus
ensuring that no outside disturbance would intertwine. The interviews were executed
using the interview guide as the foundation. However, in practice the discussions
flowed more or less freely. The apparent strength of the interview guide was that it gave
borderlines for the discussion and helped to steer the conversation in the desired

direction.

I did not offer the interview guide to the respondents beforehand. The reason for this
was that I deemed that more honest and spontaneous answers would thus follow.
However, I sent a detailed briefing regarding the discussion topic to each interviewee in
advance. This being said, a couple respondents asked for the whole interview guide in
advance, in these cases I, in fact, did send them the complete guide. I do not think that
this had a significant effect on the answers though. This is because the questions were
so open, that it would be quite difficult to prepare answers in advance. All the

interviews were recorded.

4.5 Analysis and interpretation of the gathered material

Data gathered through qualitative research consists of rigorous and rich information. As
a result, the process of analyzing and interpreting the congregated data is of great
importance, in order to arrive at interesting and meaningful conclusions. Accordingly,
Patton (2002, p. 423) concludes that the chief challenge of qualitative analysis lies in
making sense of extensive amounts of data. Furthermore, Patton (2002) points out the
importance of constructing a framework so that the essence of the gathered data can be

revealed.

In an article covering various approaches to structuring data, Spiggle (1994) introduces
the categorization method were the aim is to uncover information from the qualitative
data in order to identify cross-case generalizable phenomena. The actual categorization
can follow different lines of approaches. In this study the underpinnings of the
categorization are based on a priori constructions. That is, categorization is done

according to the interview questions inherent in the interview-guide which in turn stems
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from the theoretical discussion. Hence, it represents a deductive approach to

categorization (Spiggle, 1994).

4.5.1 Analysis of individual cases and Cross-Case analysis

In multiple case studies, drawing cross-case conclusions directly from the gathered
qualitative data would be an extremely complex process. Consequently, the importance
of within-case analysis, i.e. analysis of individual cases, is driven by the fact that case

studies typically generate a substantial amount of data (Eisenhardt, 1989, p. 540).

As noted by Eisenhardt (1989), it is not meaningful to try to describe the process
according to which within-case analysis should be done. There are probably as many
approaches as researchers (e.g. Patton, 2002; Eisenhardt, 1989). However, the purpose
of analyzing individual cases remains the same regardless the approach by which it is
done. The aim is to get familiar with each single case, not as part of a group but as a
stand-alone entity. As a result, the researcher allows each case to bring forward data
specific to that particular case, before generalizing patterns across cases. By doing this,
the researcher gets familiar with each individual case before seeking to generalize
accumulated data. This, in turn, will make it easier to conduct cross-case analysis with

the objective to seek generalizable patterns. (Eisenhardt, 1989, p. 540)

The overall idea behind cross-case analysis stems from the search of cross-case patterns
or alternatively cross-case differences. Naturally, the cross-case search for patterns or
differences should always be coupled with the analysis of individual cases, i.e. the
within —case analysis. By analyzing data across cases, the researcher gains the ability to
arrive at more accurate and reliable conclusions. Furthermore, cross-case analysis
increases the possibility of capturing the most relevant findings in the gathered data.

(Eisehardt, 1989, p. 541.)

4.6 Quality of the research

As already concluded, conducting qualitative studies is an ambitious undertaking
requiring serious commitment from the researcher. Ultimately, the goal would be to
arrive at research conclusions that represent good quality. As pointed out by

Gummesson (2000), quality is a rather ambiguous concept that can be measured through
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the lenses of numerous different criteria such as; reliability, validity, and objectivity.

Ultimately, the responsibility of the dissertation’s quality lies in the hand of the author.

The question of reliability, i.e. whether the same results would be obtained by another
researcher if the same methods would be applied in a different context, is irrelevant in
the context of case studies. As concluded by Yin (2003), reliability in a case study
context can be determined only by studying the exact same cases over again.
Consequently, the aim of case study findings only is relevant to one specific context, as

opposed to generating broad generalizations.

The concept of validity is closely related of reliability. Achieving validity in research is
about being sure that one is studying what is supposed to be studied according to the
purpose of the study. When conducting qualitative research by interviewing, the
information sought deals with seemingly abstract concepts such as experiences,
feelings, attitudes etc. (Patel & Davidson, 1994) Consequently, the validity in this study
is dependent on how well the respondents are chosen and the construct and
appropriateness of the interview guide. This, in turn, affects how the study is carried

out, i.e. the actual interview process.

Finally, the quality of the study will also be a result of how objectively the interviews
and accompanying analysis are carried out. However, it should be noted that a
completely value-free inquiry is not realistic since the nature of qualitative research
requires that the researcher makes personal interpretations from the conducted
interviews. Consequently, objectivity should be wunderstood as a simultaneous

realization of as much reliability and validity as possible (Patton, 2002, p. 94).

4.7 Presentation of research findings

Due to the extensive material provided by the 12 interviews I have chosen not to present
the empirical results and the analysis of them as consecutive chapters. Instead, the
following chapter will provide an analysis (both within singular cases and across cases)
of the empirical results along with, in my view, particularly illustrative citations.
However, Appendix 2 (Presentation of empirical results) provides an extensive review

of the empirical results for those readers who crave more information.
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5. Analysis

The intention with this dissertation has been to study how marketing as an
organizational utility operates in 12 service companies with significant activity in the
business-to-consumer market. The innate purpose has thus been to find out to which
degree fulfilling the true meaning of the marketing concept as presented in the
theoretical discussion is perceived as relevant and achievable from the marketing
department’s point of view. This chapter is dedicated to analysing the results gathered

from the empirical research (see appendix 2).

Firstly, each case company will be subject to an individual case analysis in which
interesting case specific findings will be analyzed and critically discussed. Secondly, all

of the findings will be brought together and scrutinized in a cross-case analysis.

It is important to acknowledge that the analysis will not attempt to draw conclusions
related to any specific type of business sphere. Rather the ambition is to discuss and
analyze how marketing is currently understood and executed and how marketing is
aligned with other organizational entities, as well as how it has developed during recent

years.

5.1 Individual Case Analysis

In this chapter, each of the cases will subsequently be subject for an individual analysis.
Each analysis is based on the viewpoints and findings brought forward in the personal
interviews with the CMOs, here put into the context and course of my personal
interpretations. Hence, the aim is to get familiar with each single case, not as part of a

group but as a stand-alone entity, before generalizing patterns across cases.

ALD AUTOMOTIVE

The CMO in ALD AUTOMOTIVE expressed her honest dissatisfaction with how her
personal view of marketing didn’t represent a reciprocal for how marketing in fact is
perceived in the company. According to the CMO, marketing should be understood as a
central part of both top management decision making, corporate strategy formulating as
well as a function closely linked to sales. However, it became evident that the
respondent felt that the automobile industry’s tradition of being an aggressively

advertising line of business had taken its toll on marketing in ALD AUTOMOTIVE.



58

The CMO also pointed out that the knowledge possessed by the marketing department

was not fully utilized in product development.

During the course of the interview the CMO brought up some discrepancies regarding
marketing’s organizational denotation and areas of responsibility. The most ubiquitous
dissatisfaction expressed by the CMO was related to how marketing and sales
collaborated. It seemed as if the marketing department felt that it had a lot more to offer
the sales unit, than was currently utilized. Furthermore, one could observe in-between
lines, that the CMO felt that marketing was not accredited for the benefits it provided

the organization, especially regarding sales performance.

It seems as if ALD AUTOMOTIVE as an organization could benefit a lot by reviewing
its current organizational processes. Based on the interview with the CMO it appears
quite evident that the company doesn’t engage enough in intra-organizational
collaboration. ALD AUTOMOTIVE seem to some extent be negatively affected by
organizational boundaries as opposed to focusing on creating a collaborative
organizational environment. Especially organized teamwork and planned intra-

organizational meetings seemed to have room for improvement

What's more, the CMO expressed a feeling that marketing in ALD AUTOMOTIVE is
left more or less on its own as opposed to being understood as a strategic contributor.
This being said, the interviewee pointed out that several issues had developed for the
better. For example internal marketing, in the sense of making sure that communicated

marketing messages were acknowledged by the frontline personnel.

However, this seemed to be due to the fact that marketing had made personal efforts in
order to improve their situation, not because of cross-departmental or organizational
effort. Furthermore, marketing’s connection to top management had improved a lot and
seemed to be quite good at the moment. Notably, this was expressed to be the result of a
new CEO with a personal background in marketing, compared to the head of sales that

had no background in marketing.

Meidin organisaatiossa on taas se ettd meiddin myyntijohtajalla ei ole markkinointi taustaa. Hdn on
usein sanonutkin ettd hdn ei sitd tunne eikd koe omaksi ldheiseksi alueekseen. En epdiile etteiko se olisi
héinen mielestddn tirked, vaan se erillisyys on siind vaarallista. Ettd myynti nikee ettd on ihan oma
Jjunansa ja hakkaa diilid. Eikd néhdd sitd ettd kaikki kulkee lomittain. (AH)
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As a conclusion one might argue that marketing’s position in ALD AUTOMOTIVE
slowly has been shifting towards increased recognition. Notably, this seems to stem
from ad hoc incidents and isolated departmental efforts as opposed to an organization-

wide agenda. As noted by the CMO:

Kylld arvo on noussut..olennaisena osana kokonaisuutta. On viime 5 vuoden aikana ymmdrretty se arvo,
ettd se ei ole erillinen osasto vaan osa kaikkea. Toisaalta markkinointi on mydskin itse ollut aktiivinen ja
pyrkinyt nédyttdmddn oman roolinsa arvokkuuden. Ennen oli pddmiehen linjaus ettd markkinointi ajettiin
alas (5 vuotta sitten) mutta vuodesta 2003 uusi toimitusjohtaja on ollut markkinointitaustainen ja se on
muuttanut asiaa. (AH)

However, the organization seems to lack some ability in creating a collaborative
atmosphere, the biggest problem being related to organizing regular meetings and
creating standard procedures for the management of intra-organizational processes. |
feel that ALD AUTOMOTIVE could benefit from reading the theoretical discussion in

this paper, not as a guideline, but as a reminder of how marketing can be understood.

DNA

It would not be iniquitous to make the assertion that marketing in the case of DNA is an
organizational function more or less maiden. This is due to the fact that DNA as a
corporation still is quite new to the telecommunication business. Hence, it might be
argued that marketing is still much preoccupied with acquiring new customers. On the
other hand, one might also argue that DNA being a young organization, marketing

should, therefore, be free from the burdens of “old ways” of thinking.

According to the CMO, marketing in DNA during previous years has indeed very much
concentrated on attracting new customers in an attempt to penetrate the highly
competitive telecommunication market. Consequently, as pointed out by the CMO,
marketing during the early years of corporate operation has been characterized by

traditional activities, i.e. brand building and acquiring customers through advertising.

Nowadays, when DNA has managed to successfully establish itself, marketing, based
on the interview, seems to be shifting towards activities enhancing long-term
sustainability. In other words, the CMO’s areas of responsibility have broadened to
include customer management (i.e. management of existing customers) as opposed to
simply concentrating on acquiring new customers. The CMO especially underlined the

importance of creating deep and fruitful customer relationships.
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...vastaan asiakasmarkkinoinnista meilld, eli nykyasiakkuuksiin kohdistuvista markkinointitoimenpiteistd
mutta myos asiakkuuden hoitomallista, asiakasluokittelusta. Nykyasiakasmarkkinoinnissa tulevat
asiakasrajapinnat, myynti ja asiakaspalvelu hyvin voimakkaasti mukaan... kdytdnnossd tdmd tarkoittaa
sitd, ettd suunnittelen asiakkuudenhoitomallin ja edistin sitd edelleen...se sisdltdid meiddn toimenpiteitd
asiakkaisiin pdin ja myds miten asiakkaita kohdellaan. (TS)

In practice, this means that marketing is actively formulating customer service models
according to which customers should be treated by frontline personnel. In order to
obtain realistic and grass-root level knowledge regarding the challenges facing frontline
personnel, employees from the marketing department regularly engage in practical
fieldwork, i.e. as telephone service staff and sales staff. Moreover, weekly discussions
with sales managers and customer service supervisors are conducted by the marketing
department in order to uphold as fresh frontline information as possible. A supporting
function in gathering frontline information consists of surveys regarding customer
service quality. Also, a special sales and marketing meeting is organized every week in

order to ensure continuous two-way information flow between the two departments.

However, the fact that DNA still focuses a lot on growth inherently means that
traditional marketing activities still absorbs a significant part of marketing activity. It
was also pointed out that working with new customer attraction (i.e. advertising)
doesn’t involve substantial cross-departmental collaboration, whereas customer
management activities specifically require profound collaboration with sales and

customer service units.

En mind ehkd sanoisi sitikddn ettd pddfokus on mainonta. Mutta toki jos halutaan kasvaa, niin sitd
tarvitaan edelleen. Mutta entistd vahvemmin katsotaan sisddnpdin niin sanotusti...jos puhutaan meiddn
uusasiakashankinnasta, niin ehkd sielld tehdddn jonkin verran vihemmdn yhteistyotd kun suunnitellaan
kampanjoita, mutta niistd tiedotetaan kaikille tarvittaville osapuolille. Nykyasiakasmarkkinoinnin
puolella yhteistyo eri osastojen vdlilld on syvdllisempdid ja osallistuvampaa (TS)

In general, the CMO stressed the importance of understanding marketing as an
integrated and flexible organizational utility working closely with sales and customer
service. This being said, it seemed as if DNA is currently taking one step at a time in
moving towards a more customer centered and sinuous marketing conduct. The CMO
felt content with the way marketing has evolved alongside overall company- and
customer base development. For example customer management had formerly been
organized as a separate unit, whereas it today is an integrated part of marketing and thus

lies within marketing’s responsibility.
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However, desire was expressed that future development would further increase
marketing’s collaboration with organizational functions close to the customer. Notably,
the CMO pointed out the importance of top managements activity and support in

developing marketing as an organizational utility.

Importantly, marketing in DNA is represented in the executive group, a fact that,
according to CMO, is of great importance in order for marketing to maintain a central

position in the organization.

Elisa

According to the CMO in Elisa, marketing should be perceived as an organizational
function concerned with communication (both internal and external) and decision
making regarding how products are offered and how they are priced. However, it was
pointed out that marketing’s probably biggest challenge is related to understanding
customers and then using the knowledge in order to create services that better fit
customers’ needs and desires. In order to better the process of taking customer wishes
into account the CMO said that it would be beneficial to circulate marketing staff in
different assignments; for example one day as a customer servant. However, this

practice is currently not conducted in Elisa.

Marketing, on a tactic level, seemed to be preoccupied with issues concerning sales and
customer retention. Interestingly, the CMO stated that expenditure in pure advertising
has been decreased in order to receive more funds to sales force and internal marketing,
1.e. internal communication between marketing and organizational functions with
customer contact such as sales and customer service. Nevertheless, the CMO was
outspoken about the fact that Elisa’s primary mission is to offer communicational
solutions to its customers. Hence, it was pointed out that issues concerning customer

service might sometimes come second hand.

Varmaan asiakkaat on siind oikeassa ettd asiakaspalvelu on se palvelumuoto. Mutta oikeasti se mitd
viestintd ja kommunikaatiopalveluita tuottava yritys tekee niin oikeasti toteuttavat sitd palvelua ettd
ihmiset/asiakkaat pystyvdt viestimddn. Eli se on se pddasiallinen, eikd se meiddn asiakaspalvelu. Mutta
tietenkin se (asiakaspalvelu) kuuluu sithen kokonaispalveluun.. ja sitd kehitetddn koko ajan, tdlld
hetkelldhdn on mittavat kehityshankkeet menossa ja sitten kylld tdytyy sanoa ettd osa kerrallaan
kehitetddn ja otetaan huomioon. Aina tulee niitd tilanteita ettd olisi voinut tehdd asiat toisin
mutta...(SVK)
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This being said, based on the interview, one got the picture that marketing to a
seemingly large extent was concerned with developing the process of actual customer
interface. The CMO pointed out that marketing is involved in every corporate function
that ends in some kind of communication towards the customers. The participation is
enabled through regular group meetings with sales and customer service representatives.
Furthermore, weekly and monthly meetings with other departments and other executive
teams are held continuously, thus assuring that cross-departmental information is

received.

Meilld on sddnnollisid viikoittaisia kokouksia. Kuukausittain joku valittu henkilo on jonkun johtoryhmdn
mukana esimerkiksi litketoiminta-tai tulosyksikon johtoryhmdssd tai myynninjohtoryhmdssd tai
vaihtoehtoisesti myynnin viikko tai kuukausikokouksissa ja sitd kautta se tieto valuu muillekin ja kehittdd
sitd kautta meiddn (markkinointiosaston toimintaa) toimintaa. (SVK)

However, the CMO pointed out that since the marketing department is involved in
hands-on issues as well as higher level strategic planning, it is sometimes difficult to be

prepared mentally for the different tasks.

It seemed as if contemporary marketing in Elisa contain its own role in contributing to
corporate strategy. The CMO pointed out that marketing plays an essential part in
analyzing current market positions as well as in anticipating future trends. Importantly,
marketing in Elisa is represented in the executive team, which was mentioned to be vital
in order for marketing to bring forward its knowledge in customer and sales related
issues. As a result, marketing activities are aligned with overall company strategy. Not
surprisingly, the CMO felt satisfied with the extent to which top management expresses

interest in marketing related activities.

Markkinoinnin tekeminen on johtoryhmissd asiantuntija roolissa, yhtend johtoryhman jasenend olemista
Jja myds ihan nditd normaaleja; myynnin varmistamista ja ostohalukkuuden kasvattamista, mutta myos
sitten asiakasuskollisuuden liscicimistd. (SVK)

According to the CMO, in order to stay competitive, marketing in Elisa has gradually
moved towards a more customer focused entity. However, as mentioned in the opening
paragraph, the process of staying close to the customer is still apparently a topical
challenge for the marketing department. Nonetheless, the strategic importance of it

seems to be realized.
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Fennia

The CMO in Fennia proposes a view of marketing as being closely linked to customer
management. In other words, the view expressed in the interview held that marketing
should be understood as a function with strategic worth in the customer management
process. Naturally, simply stating this and actually organizing marketing in a way that
supports the outlook are two different things. However, the insights and information
provided by the interviewee, at the very least, proposes convincing arguments and
intriguing information with regard to how marketing seems to be organized and

conducted in Fennia.

As mentioned above, marketing according to the CMO should be understood as a
function with strategic worth in the customer management process. In Fennia,
marketing actually seems to be involved in customer management issues, both
strategically and tactically. Supporting the notion that marketing in Fennia is understood
as a strategically significant entity in customer management processes is the fact that
marketing and sales are organized under the same executive team. Moreover, marketing
plays an important role in the corporate group especially designated to develop and
discuss Fennia’s service operations. Notably, the executive team consists of managers
from different departments. Interestingly, according to the CMO, issues discussed on
the monthly meetings are kept close to grass root level activities. Customer feedback
and customer complaints are analyzed during the meetings in order to get an up-to-date

perception of how current service models and activities are functioning.

In Fennia, the marketing department is responsible for designing customer management
models and guides for the frontline personnel. In fact, in the spring and fall from
marketing’s initiative, in collaboration with HRM and the customer management team,
the frontline personnel have been coached in accordance to the customer management
models. As a result, the CMO felt that the customer service personnel possess excellent
aptitudes regarding customer care know how. However, the CMO pointed out that face
to face communication skills and the frontline personnel’s ability to put themselves in

the customers’ shoes are areas that should be improved.

As one might construe, internal marketing is a subject far from unfamiliar in the
organization and more importantly, a conception that, according to the interviewee, has

recently received increased attention. Furthermore, the CMO pointed out that marketing
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is much involved in anticipating the future. It was underlined that marketing, in order to
contribute to long term sustainability, should have the ability to see the overall
competitive market situation by evaluating competitors’ strategic path lines while at the

same time predicting what customers in different segments perceive as relevant.

This being said, it should be pointed out that traditional marketing, in the form of
advertising (in order to increase sales and increase brand awareness) still is a clear part
of marketing activities.

Se perinteinen markkinointiviestinnén osa markkinointia...on vaan osa sitd asiakassuhteiden hankinnan

ja hoidon kokonaisuutta, nimenomaan kiinnostuksen ja kiinnostavuuden lisddmistd, harkintalistalle
pddsyd...ja mielikuvan kehittamistd. (PM)

However, the important and interesting notion holds that these activities seem to be
treated and perceived as tactic elements of marketing as opposed to activities
dominating marketing practices and strategy.

Oikeastaan voi sanoa ettd kaikki markkinoinnin operatiivinen tekeminen tulee ulos jonkinlaisen
markkinointiviestintdind. Puhutaan toimintamalleista, asiakaskannattavuuden parantamisen tahtddvdstd
toiminnasta ja asiakastyytyvdisyyden lisddmisen tdhtddvdstd toiminnasta niin kylld ne lopputuotokset on

erilaisia kommunikaation ja markkinointiviestinndn muotoja. Erilaisia pidemmdn aikavdilin tai
lyhyemmdin aikaviilin strategisia tai taktisia tavoitteita. (PM)

In conclusion, it seems as if marketing in Fennia is currently being organized towards a
more customer centric utility. According to the CMO, Fennia has recently undergone
organizational changes. During this process marketing as an organizational function has
been organized alongside other departmental rearrangements. Hence, it seems as if
marketing is moving towards a position where it is more of an integrated organizational
support for customer management as opposed to an isolated department merely

responsible for attracting customers.

Markkinointi viestinndn paino suhteessa toimintamalleihin on vihentynyt. Eli voisi sano ettd viihemmdn
mainostamista ja enemmdn taustatukea. Markkinoinnin  asema integroituu enemmdn  eri
markkinointitoimintojen suhteen ja myos ajatellen koko kokonaisuutta. (PM)

If

Marketing in If seems be undergoing changes due to organizational re-thinking. In fact,
one could make the judgment that there no status quo exists; instead a contemporary
development process would be a more accurate characterization. The CMO made the

assortment that marketing’s current purpose in If could be construed as a process of
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strengthening the brand in order to increase awareness and preferences in the customers
mind. At the same time, however, it was pointed out that it is equally important that
marketing is able to support the objectives and strategies in other business areas, mainly
sales. Accordingly, the interviewee felt that marketing is able to be most purposeful
when it is closely linked to and supported by top management, while at the same time

maintaining close contact to sales and product development.

A view clearly brought forward during the interview was that marketing in If should be
able to function more as a predictor of the future than it currently is. In fact, this was
expressed as being one of the future chief challenges related to marketing. According to
the CMO, marketing resources are currently limited. As a result, marketing operations
to large extent are consumed by seemingly down to earth, day to day activities. In other
words, time and recourses are decisively restricting marketing’s strategic value as an

anticipator of future challenges and prospects.

...meiddn toimialalla niin sanoisin ettd...markkinoinnin pitdisi entistd enemmdn olla sellainen
tulevaisuuteen luotaava. Ymmadrtdisi sen tulevaisuuden voimakkaasti ja tekisi siihen liittyvid
toimenpiteitd. Eli varmaan tdnd pdivind niin meilld...markkinointi on hyvin pitkdlti  sellaista
konkreettista juoksemista asiasta ja paikasta toiseen, jolloin liian harvoin pysdhdytdidn miettimddn mitd
se tulevaisuudessa voisi olla. Helposti siind jid vihdn jalkijunaan sitten. (MM)

While the CMO pointed out that marketing practices and organizational stature always
could be subject for improvement, the interview revealed that marketing in If currently
is positioned quite well in accordance to the previously mentioned thoughts. Marketing
is a part of the executive team, thus enabling marketing thoughts and requirements to
reach top management. Furthermore, the CMO expressed her satisfaction with the fact

that collaboration between marketing and sales is currently functioning better than ever.

This being said, the interview gave the impression that marketing in If is far from
complete. As pointed out by the CMO, current resources impose restrictions on
marketing’s areas of operation. As a result, marketing operations in If are currently to an
excessively large extent geared towards traditional marketing, i.e. advertising. This is
not to say that marketing is solely devoted to advertising, in fact this is quite far from

the truth according to the CMO.

Despite scarce resources marketing is currently focusing and putting effort on internal

marketing. Special focus has been given to communicating the meaning of campaigns
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and how they will affect frontline customer interaction. Accordingly, the CMO pointed
out that for her personally, maintaining functioning networks and close relationships to
internal departmental reference persons is of great importance. Without good contacts to
managers in the sales, product and distribution departments it is impossible to align

marketing activities with the rest of the organization.

Markkinointi  kutsutaan  aina  kaikenlaisiin  asiantuntijaprojekteihin,  tuotekehitysprojekteihin,
konseptilanseerauksiin, asiakashallintaan liittyviin projekteihin heti alkuvaiheessa. Kylld markkinointi on
aina niissd edustettuna heti alusta alkaen. (MM)

As pointed out, marketing in If is in a transitory face. On one hand, it seems as if current
marketing resources are not sufficient in the sense of enabling encompassing marketing
activities.

Siind missd on meilld olisi parantamisen varaa olis se ettd ennekuin me ollaan saatu

markkinointistrategia siihen lopulliseen muottiinkaan, niin saataisi sieltd asiakasraja pinnasta infoa ettd
onko tdssd nyt otettu kaikki huomioon. Mutta siihen meilld ei ole vield ndilld resursseilla aikaa. (MM)

...valitettavan usein meilld...tapahtuu niin ettd pistetddn mediapaukkuja hirved mddrd mutta sitten sitd ei
koskaan hyodynnetd koska saattaa olla ettd myyjikin ndikee sen mainoksen ensimmdistd kertaa
televisioissa. (MM)

Ei markkinointi niin onnistu ettd vain lokeroidutaan ja tehdddn jotakin kampanjoita riippumattomana.

On the other hand, marketing’s ability to affect the definition of strategic policies in the
executive team appears to have lead to increased awareness and appreciation for
marketing’s potential as a strategic tool. Consequently, one might reason, marketing in
If is receiving more resources in the form of personnel in order to improve intra-

organizational collaboration or as it is also called, internal marketing.

Sen on ymmdrtdnyt johto mutta myos sisdiset asiakkaat mikd on tosi tdrkedtd. Eli jakelukanavat ja
tuoteosasto on ymmdrtdnyt ettd hehdn tarvitsevat ihan oikeasti markkinointia. Se viesti onnistumista on
kylld mennyt myds ylimmdlle johdolle ja mydskin sielld nostettu esille. (MM)

Nyt on meilld hyvd asema, hyvd yhteistyd. Eihdn me mitddn yksin tehdd (MM)

Kesko — K Supermarket

Marketing, if viewed from the perspective of the CMO for the K Supermarket chain,
should be understood as a progression involving; consumer research in order to
understand customers’ needs and wants, determining target groups and offerings,
formulating customer communication and finally attempting to redeem possible

promises made to customers. Thus, marketing, if understood similar to the process
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described above, inherently requires cross-departmental collaborative efforts. Hence,
relaying on the CMQ’s description, it could be argued that marketing in K Supermarket
is understood as an integrated function, set improve customer satisfaction. Accordingly,
the interviewee claimed that she is involved in virtually every step with regard to, for
example, store concepts; from store design and layout to product selection, pricing,

campaign planning and service quality.

Meiddn pitid osata muuttaa ne asiakastoivomukset kannattavalla tavalla sellaiseen tarjontaan ettdi se
vastaa asiakkaan toivomuksia. Me ollaan niin syvdilld ettd me pystytddn viestimddn mitd asiakas nyt
odottaa meiltd, et toimitaan sellaisena muuntajana, et sitihdn se on mitd tehdddn. (JH)

In fact, the CMO noted that she, in fact, had decreased her areas of responsibility since

she got the feeling that marketing was given too many areas to answer for.

Apparently, marketing in the K Supermarket chain has arrived at position where its
principal role is to function as disseminator of customer-related interest to the actual
chain stores. Based on the interview one could make the observation that marketing’s
areas of responsibility reached from higher-level planning and market analysis to

concrete grass-root level store planning.

Naturally, advertising in the retailing business is an important ingredient in the overall
marketing strategy. However, based on the interview it seemed as if pure advertising is
understood as a necessary supporting function not a decisive course of action in the
pursuit of long term sustainability. Hence, one could argue that advertising is perceived
as necessary albeit not elementary. Accordingly, the CMO pointed out that any store
merchant has free hands when it comes to advertising, however, strategically important
service models, store design and customer research is governed by the central marketing
department in the K Supermarket chain. Hence, judging from the Four Ps of the
marketing mix, one might argue that the “place” factor is evidently the most important

element.

Regarding market and consumer analysis as well as store design, marketing in K
Supermarket seemed to have an important function. In the case of research activities, an
in-house research center continuously provides the marketing department with
customer-related data. As an example, the CMO pointed out that service quality is

monitored on a daily basis. It lies in the responsibility of the marketing department to
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order studies, analyze the data and take appropriate action with regard to the findings.
Furthermore, a special customership manager working for the marketing department is
responsible for gathering and organizing special “customer councils” in order to get

even deeper into the customers’ world.

As mentioned earlier, marketing has a large role in designing store service models and
store design concepts. Notably, the CMO said that it is of vital importance that
marketing engage in a close collaborative relationship with the store merchants in order
to successfully carry out service models and store concepts. In K Supermarket a special
marketing planning team consisting of the CMO and chosen successful merchants,
forms the basis for effective and functional integrated marketing. Furthermore, the
CMO stated that the team serves an important role in providing the marketing
department with up-to-date frontline personnel information. As collaboration between
the central marketing department and chain stores become increasingly important and as
frontline service is receiving increased attention, the CMO underlined the weight of
having support from top management in order to successfully carry out the process of

integrated marketing:

Mekin aikaisemmin katsottiin palvelun tasoa paljon harvemmin. Siind on kova tyo mutta me ei luovuta
siitd. Sitten on tietenkin tdrkedd ettd jos markkinointi on keskeisessd roolissa niin jos ylin johto ei
ymmdirrd sitd merkitystd niin se prosessi ei ikind kanna. Jonkun pitdd vaatia sitd, kun se on vahdn tylsdd
hommaa. Ne kdydddn viikoittain ldpi johtoryhmdssdkin, ettd viikkotasolla kaupat ldhettid sieltd omista
tauluistaan ne kosteet ja sitten me tehdddn viikoittaiset yhteenvedot ja néhdddn ettd missd me mennddn.
(JH)

Logically, since marketing in K Supermarket seem to have an important role in deciding
the product selection and overall store planning, marketing was also, in the final

analysis, held accountable for sales. As pointed out by the CMO:

Kylld sen markkinoinnin tehtdvd on olla tietoinen niistd asiakkaan tarpeista, syvd ymmdrtdd niitd. Mutta
Jjos myynti ei kdy, niin ei silloin kauan istuta, et mdhdn vastaan myynnistd ja markkinoinnista...Vaikka
mun titteli on markkinointijohtaja ja sitten tdssd ketjussa on myds myyntijohtaja, mutta hdn vastaa
kauppojen toiminnasta, tavallaan siitd kenttdtyostd. Jos myynti ei kdy, niin kylld md tieddn ettd nukun
yoni huonosti. (JH)

Notably, marketing’s answerability regarding sales figures, according to the CMO, is a
new area of responsibility that has not been on marketing’s table in previous years.
Nowadays, however, the CMO and the Sales Manager are part of the same executive

team, thus enabling closer contact between sales and marketing.
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The CMO felt satisfied with the notion that marketing in the K Supermarket chain had
evolved towards an integrated corporate function, primary taking responsibility for
sales, service models and store concepts, albeit more attention regarding internal

marketing is still called for.

Me ollaan nyt jo parempia kuin oltiin kaksi vuotta sitten mutta siind on kylld vield tekemistd. Ettd
useammin pitdd saada heiltd enemmdn infoa. Ettd jossain vaiheessa tehtiin sitd enemmdn mutta sitten
vaan oli jossain kohtaa olevinaan niin kiire ettd se vdhdn...helpostihan se jdd sitten. Mutta jos
suunnitellaan se prosessi tarkemmin niin ettd siind on niitd hetkid jolloin on sitd porukkaa paikalla ja
otetaan niitd ajatuksia vastaan. Mutta kylld tdytyy sanoa ettd tand pdivind tehdddn kylld erittdin paljon
Jja erittdin hyvdd yhteistyotd kauppiaiden kanssa. (JH)

S-Ryhmd

The most important notion related to marketing understood as an organizational entity
was that marketing shouldn’t under any circumstance or environment be separated from
the rest of the organization. In other words, the view brought about that marketing,
regardless of its organizational areas of responsibility, should always be viewed from a
wide-ranging perspective in the sense of not predetermining where marketing should be

positioned and how it should be conducted.

In S-Ryhmi, the CMO points out that marketing should never be understood as an end
of its own, but that it should always serve the purpose of the company. What the
respondent points out and indicates with this argument is, that in S-Ryhmai, marketing
has to have a natural worth to the company as opposed to only conducting “marketing”
because it is something everybody does. In the case of S-Ryhmd, this entails the
communication of meaningful information to customers, enabled through continuous
feedback gathering from the customers. In other words, based on the interview,
marketing in S-Ryhmé to some extent is preoccupied with so called traditional
marketing (i.e. advertising, personal letters etc.).

Eli ldhtokohta on se ettd ollaan asiakkaan asialla, ja viestid tarvetta kahteen suuntaan. Viestid

asiakkaiden toiveita ja odotuksia joita saadaan tutkimuksista ja datasta. Kaikki mikd tehdddn, niin sen
pitdisi perustua tietoon ja entistd enemmdn tutkimuksiin. (HJ)

However, the underlying work of the marketing department to a seemingly large extent,
in fact, is concerned with understanding the customers’ needs and wishes. The actual
advertising and communication in reality is the tip of the iceberg, visible to others. That
is to say, to a large extent the corporate marketing department handles the process of

gathering customer feedback and then turning the analyzed information into meaningful
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customer communication. Furthermore, the customer information also contributes to
strategy development and in this sense; marketing is able to influence corporate

strategy.

In S-Ryhmi, the servicescape is recognized as a fundamental marketing forum. This
conclusion can be drawn from the fact that the Four Ps of the marketing mix was seen
as a framework that in today’s environment culminates in the actual service setting, i.e.
the “place” or the store. In fact, the marketing department in S-Ryhmi, to some extent is

responsible for the concept planning of the servicescape.

Hence, the actual process of interaction and the scenery in which it takes place is indeed
very much recognized as a marketing opportunity as opposed to simply being a point of
sale. From this follows that marketing, as argued, indeed is seen as a versatile process
involving both traditional marketing communication and interactive marketing
processes, albeit the marketing department’s primarily role is to function as an
information gatherer, analyzer and disseminator. It seems as if the importance of
marketing being the advocate for the customer throughout the organization stems from
the view that current markets are so exposed to competition that neglecting the wishes
of the customer is simply not possible since it would quickly affect sales. In practice
this meant that customer offerings need to be embedded in an overall service minded

scenery.

In S-Ryhmad, continuous meetings form the primary forum for marketing to bring about
its latest information as well as to gather information from the rest of the organizational

departments.

Markkinointi on hyvin tietoinen muiden osastojen toiminnasta, jopa tdlld hetkelld positiivisessa mielessci
vlikorostuneesti. Koko ajan on palavereita eri toimintojen kanssa, eikd markkinointia sinne erikseen
pyydetd. Se on itsestddnselvyys ettd ollaan sielld mukana. (HJ)

In addition, modern intranets were mentioned as contributing to efficiency when
spreading information. However, it was also pointed out that the company still has a lot

to develop in order to get the most out of the technological communication instruments.

The CMO pointed out that marketing has developed and still is in the transition phase of
becoming a multichannel function, as opposed to the past when marketing was first and

foremost perceived as something specific conducted in a specific department
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responsible for specific activities. Today, because of its customer knowledge, the
importance of aligning marketing with other entities is perceived as important.
However, it was also pointed out that internal marketing (i.e. aligning marketing with
other functions) could always be improved. Nevertheless, in S-Ryhmd a strong
recognition for advertising as the first step in catching the attention of the customer

seems to exist.

Overall, marketing in S-Ryhmad appears to be quite well in line with expectations put on
it. According to the CMO, marketing in S-Ryhmi is indeed a much appreciated
function. I find that this is due to the fact that marketing, by constantly trying to keep up
to date with customer needs and wants, is able to bring obvious surplus value to the

company as a whole.

Sampo Pankki

In Sampo Pankki marketing seems to have been influenced by recent corporate
restructuring. As a result, the CMO offered quite ambiguous personal perceptions of
marketing. On one hand it seemed as if the dominating view of marketing still was quite
closely linked to traditional activities such as advertising. The overall view, however,
held that marketing should under no circumstance be understood as an entity with a
worth of its own. The CMO pointed out that it is not fruitful to define marketing and its
organizational role according to some generic predefined understanding. Instead,
marketing should always be aligned with overall corporate aims in order to be of
organizational value. Hence, marketing and its areas of influence could and indeed
should, according to the CMO, always be an area under consideration depending on

company strategy and current positioning aims.

With regard to the fact that Sampo Pankki has recently gone through restructuring and
as a result entering new financial business fields, such as house mortgage, marketing to
some extent has been preoccupied with attracting new customers through advertising.
Accordingly, corporate strategy has been aimed towards the same goal, i.e. penetrating

new business fields and attracting new customers.

No meilld on tietenkin nyt erikoinen tilanne kun ollaan integroitumassa osaksi kansainvdlistd yritystd,
niin ollaan ldhinnd seurattu mitd markkinoilla tapahtuu ja pyritty iskemddn siihen aika nopeasti ilman
sen kummempia pidempiaikaisia suunnitelmia...etsitty tavallaan niitd mahdollisuuksia ja sitten yritetty
tavallaan isked siihen saumaan. (PK)
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On the other hand, marketing seemed to have received more strategic influence
following from recent intra-organizational turbulence. The CMO pointed out that

marketing currently plays an important role in carrying out strategic missions.

Markkinointi toteuttaa sitd yritysjohdon muutos prosessia...Tavallaan markkinointi on helpoin keino
toteuttaa sitd yritysjohdon strategiaa. On hulluutta antaa resursseja markkinointiin ilman ettd meilld

draivataan sen yrityksen pddmddrid. (PK)

Keskustelua johdon kanssa on véhintdidnkin viikoittain. Lahtokohta on siind ettd on hyvd dialogi. (PK)

The CMO referred to the process by comparing it to a relay race, where marketing’s
role is to internalize overall corporate strategy and then break it down with product

development and the departments with direct customer contact.

...markkinoinnin rooli tdssd ettd tavallaan vastataan kaikkien puolesta tissd, niin se edellyttid sitd ettd
tehdddn paljon yhteistyotd, ettd se on ihan vdalttdmdtontd. (PK)

Siis kaikki mitd asiakkaille halutaan viestid, ei voi olla vaan sellaista ettd laitetaan joku viesti. Vaan se
edellyttid tuotteeseen ja palveluun liittyvid mddrdtietoista yhteistyotd. (PK)

...se ldhtee siitd vastuutuksesta ettd se on erddnlainen yhteispeli, ettd viestijuoksua vois sanoa ndin, ja me
viedddn sitd sitten eteenpdin. Jos vastuutus on selvd niin silloin kaikki tietdd kun mun tavoitteet on ndmd
Jja md kerron niille nuo niin ne hoitaa sen tosta eteenpdin. Kaikki ldhtee siitd. (PK)

However, during the interview it became quite evident that the actual customer
management process, i.e. the quality of frontline service, is not a subject that has
received much attention during past years. In fact, the CMO openly admitted that the
quality of frontline service, i.e. interactive marketing is not an issue that has steered
marketing actions. According to the CMO this was a subject quite new to the whole
business field. This being said, the interviewee underlined the fact that these weak
traditions regarding customer service should be viewed upon as a possibility rather than

a millstone.

Kyse on varmaan siitd ettd tdilld toimialalla ei ole traditiota siitd ettd toimittaisi hirveen konseptoidusti.
Konseptointi ndhdddn osittain sellaisena keskitettynd ohjauksena eikd sitd ndhdd palvelun laadun
takaavana prosessina. Eli perimd on hirvedn huono. On vaan hoidettu transaktioita kuluttajien puolesta
Jja kulttuuria timmoaoiselle aidolle asiakaspalvelun kehittidmiselle ei oikein ole. Eli tarkoittaa ettd on paljon

mahdollisuuksia, mutta ettd toimialan sisdinen vaatimustaso ei ole ollut kovin korkea. (PK)

Sanotaan niin ettd tuotteita tddlld ei voi hirvedsti uusia mutta palveluahan voi erilaistaa ja sitdi
interaktiota asiakkaan kanssa. (PK)
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When the CMO was asked to reflect over how marketing has developed in Sampo
Pankki during recent years he pointed out that during the last six or so years marketing
has slowly moved from a separate unit towards an integrated organizational support
function. Following this development the CMO pointed out that especially internal
marketing, i.e. improving collaboration between marketing and organizational functions
closer to the customer is currently an issue receiving much attention and substantially

more funds than before.

Tapiola Ryhmdi

In Tapiola Ryhmé, marketing as an organizational function is currently under
restructuring. According to the CMO the incentive for this stems from an increased
interest in the external market and an aspiration to better meet customer needs.
Accordingly, the new marketing entity is being organized towards closer contact with
customer management, by arranging customer management functions and people under
the same roof as marketing people. This being the case, much of the marketing related
organizational activities in Tapiola Ryhméi seemed to be undergoing or had recently

undergone changes.

The CMO in Tapiola Ryhmid gave the impression of being satisfied with the new
changes brought forward in the company; this is because she felt that marketing is
beginning to shift its organizational focus in accordance to her own personal views of

marketing.

A subject that rose to the surface when discussing traditional marketing activities and
the Four Ps was the view that the actual place (i.e. the service setting or the
servicescape) and the interaction between customers and frontline personnel is
becoming increasingly important as a marketing forum. Naturally, these views lead to
the question of how marketing actually can affect the service setting. Incidentally, the
fact that marketing and customer management is being aligned as organizational
functions contributed to this very issue. In practice this means that marketing possesses
an seemingly important role in affecting how the frontline personnel meets and interacts

with the customer by the development of customer interaction models.

The actual process of implementing these models in the everyday work of the service

personnel is done by introducing and explaining the signification of the models to the
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division leaders through meetings. However, it is the division leaders’ responsibility to
follow through the actual hands-on implementation of the models. The same praxis
concerns internal marketing. When new campaigns are launched, marketing is
responsible for communicating its practical relevance to the division leaders whereas

they are responsible for furthering the information to the frontline personnel.

In order to develop meaningful guidelines, the customer interaction models are built
using customer gathered data as the foundation. The process of gathering and analyzing
the data is enhanced by the fact that a special research department is organized in the

same unit as marketing.

This being said, the CMO pointed out that the marketing department as well as the
separate divisions themselves could be more active in aligning customer service

according to customer wishes.

Me tutkitaan ihan hirveesti et meilld vilil tutkitaan niin paljon et ei aina ehditd hyodyntdd niitd
tuloksia...Et me tiedetddn kylld aika hyvin missd mennddn. Ehkd se meiddn suurin puute on yleensd se
aktiivisuuden puute. Eli just siind asiakas ldheisyydessd...(MK)

Normally, customer interaction models in Tapiola Ryhmé are developed every third
year, clearly something that could be done more often given the volatile characteristics
of the current marketplace. Even though this time span could be construed as passive, it
seems as if Tapiola Ryhma is making a serious effort in generating more funds available
for the enhancement of interactive marketing processes. At one point the CMO pointed
out that money spent on advertising has actually been decreased and shifted to the
improvement on interactive marketing processes. However, later on the argument held
that that advertising budgets had actually not been decreased but money spent on
interactive marketing processes had been increased. Therefore, one could make the
assertion that while traditional marketing activities are still important given the amount
of competition on the field, it is subsequently being realized that simply advertising
won’t amount to much in the long run. Hence, customer service processes must

simultaneously be subject for continuous improvement.

Another important subject under discussion was related to the collaboration between
marketing and sales. Marketing and sales are actually separate units in Tapiola Ryhma.

This being the case, the CMO still persisted that marketing and sales had a well
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functioning and open dialogue and that sales and marketing in fact weren’t separated on
a higher strategic level. Supporting this argument, sales and marketing in Tapiola

Ryhma are arranged under the responsibility of the same supervisory manager.

As mentioned in the opening paragraphs, marketing in Tapiola Ryhmd, is currently
under restructuring. Following the same line of development, a new supervisory
manager has been appointed for marketing. According to the CMO this has enhanced
marketing’s interaction and contact with top management, since the new manager
possesses marketing background. Looking at Tapiola Ryhmai as whole and judging from
the personal interview with the CMO, it seems as if marketing during the past years
indeed has received more attention and appreciation leading to a status quo were

marketing is searching for the most value adding organizational meaning.

Tradeka

The CMO in Tradeka expresses a view of marketing that emphasize the broad meaning
inherent in the expression. Marketing, according to the CMO, should be perceived as a
conception set to build a positive picture of the company. This, in turn, is achieved
through various processes eventually ending in the interface with the customer. In other
words, marketing is a form of communication resulting from inter-connected
organizational activities, ultimately coming together when the customer meets the
company in reality. Hence, all marketing efforts culminate in the store in which
customers and the company come together to interact. Accordingly, the CMO also
pointed out that it is the “place” factor of the Four Ps that should indeed be understood

as vital.

...meiddn toimialalla paras markkinointiteko on se ettd se myymdld on auki, se on tosi hyvin hoidettu ja
sielld on todella hyva asiakaspalvelu. (KL)

Due to the characteristics of retail business, product assortment and supply, the store
(i.e. the service setting or servicescape) and the service personnel, from a marketing
perspective, constitute an important group of actors. Interestingly, marketing in Tradeka
is in fact responsible for both marketing communication activities and customership
management. In practice this dichotomy implied that marketing in Tradeka is in charge

of the chain brands (i.e. the marketing of the different stores), customer management
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(both regular customers and new customers), internal and external marketing and

customer knowledge.

Importantly, customer knowledge to a large extent is concerned with conducting
different kinds of studies and surveys as well as with analyzing the operational
environment and customer base. Accordingly, the CMO pointed out that by conducting
customer related studies, marketing obtains important knowledge which in turn gives
the marketing department an important say in customer related issues (i.e. service

quality and product assortment).

Hence, one might, with logical reasoning, make the assertion that marketing in Tradeka
to a reasonable extent is preoccupied with analyzing the market in order to make correct
operational decisions regarding supply and choice of products as well as customer

service.

Sanotaanko ettd asiakastuntemus ja sen tiedon kdytto toimintaa ohjaavana tekijind on ihan keskeinen
asia. (KL)

This is not to say that traditional marketing activities, such as brand and image building
through advertising and communication, are not an important part of the marketing
departments work load, however, as mentioned by the CMO, the weight is more on
market and customer analysis.

Jos ajatellaan vaikka meiddn kanta-asiakastoimintojen kiinteitd kuluja, niin se on ehkd jollain lailla
kuvailevaa ettd 15 % niistd on mediamainontaa. Eli pddasia on se ettd koitetaan rakentaa niitd

asiakkuuksia ja pilkkoa asiakkuuksia segmentteihin ja katsoa miten niitd voisi kehittdd. Mitd niille
tarjotaan, mikd on se kumppaniverkosto. (KL)

This being said, the CMO pointed out that one of the big challenges facing marketing is
related to internal marketing, in this case referring to the implementation of the
marketing department’s recommendations in the actual service setting, i.e. the stores.
Whereas it is seemingly uncomplicated to carry out recommendations regarding which
products to buy, implementing service models is unsurprisingly of a more complex
nature. As pointed out by the interviewee, good relationships and close contact with
store merchants doesn’t necessarily secure that service models and quality

recommendations are actually carried out.
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Se on ilman muuta iso haaste, ettd miten saat jalkautettua ne tekemiset... Se on semmoinen ikuinen asia
ettd vaikka siitd puhutaan hirvedsti ja korostetaan sisdisen markkinoinnin tirkeyttd, niin se on kuitenkin
aina semmoinen asia missd olisi petrattavaa ja mikd jdd liian vihdlle huomiolle. (KL)

...et se el riitd ettd ldhettdd faksin tai ohjeet sinne toimipaikkaan. Mutta periaatteessa usein siihen joutuu
tyytymddn, ettd ei pysty tekee mitddn muuta. Sillon tietenkin luotetaan hyvin paljon siihen pddllikkoon,
ettd hdanen on perehdyttdvd siihen asiaan hyvin ja ottaa oma jengi kasaan ja briiffatta se homma. (KL)

The same problem prevails in traditional marketing activities, that is: how to get
frontline personnel to carry out everyday tasks in accordance to, for example an ad
campaign.

M olin aikoinani itse tekemdssd sellaista kampanjaa ettd kun tehtiin mysteritutkimus sen jilkeen niin
huomattiin ettd 55 prosenttia asioista oli noussut silld tavalla esiin, kuin olisi siind kampanjassa pitdnyt.
Jos on pantu vaikka siind tapauksessa 100 tonnia materiaaliin niin 50 tuhatta olisi siind tapauksessa

heittdnyt suoraan tohon roskikseen. Ja se herdittdd aika lailla ajattelemaan sitd miten pitdisi ottaa
tosissaan se asia. (KL)

All in all, however, the CMO expressed his satisfaction concerning marketing’s current
role and how it has developed during recent years. The CMO felt that marketing had
progressively evolved towards representing a more all encompassing managerial
function in which cross-departmental knowledge is of increased importance.
Accordingly, the marketing department continuously organizes theme days, a recent

project set to enhance cross-departmental knowledge.

With regard to strategic influence, marketing in Tradeka seemed to have a seemingly
stable position. The fact that the CMO is a member of the executive team was construed
to be of great importance in getting the message through to top management. However,
based on the interview, it seemed as if marketing indeed had earned its thanks to
customer and market knowledge. As proposed by the CMO; marketing’s organizational

influence should be seen as the result of its areas of responsibility.

Veho Group (The Mercedes Benz unit)

The CMO in Veho proposes the argument that the fundamental role of marketing in the
final analysis is to make sales unnecessary. In other words, the underlying notion
expressed held that, if perceived and conducted properly, marketing is aligned and
incorporated in the whole organization, in a sense imbuing corporate processes between
departments. In Veho this point of view seems to be pursued in practice, at least based

on the various executive corporate teams in which the CMO represents marketing.
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Markkinointi osallistuu kaikkiin keskeisiin foorumeihin. Markkinointi on ldsnd johtoryhmdtyoskentelyssd
Jja myynnin suunnittelussa. Meilld on asiakastyytyvdiisyys johtoryhmd jossa markkinointi on keskeisend
tekijind. Ja sitten meilld on vield Mercedes merkkityoryhmd joka koostuu maahantuonnin edustajista,
vihittdiskaupan edustajista — sielld on Veho-liikkeistd yksi henkilo ja itsendisistd jalleenmyyjistd on kaksi
Jja myos markkinointi on sielld mukana (MR)

Accordingly, it could be concluded that marketing indeed in this case is perceived as
having strategic worth in the company. This being said, marketing in Veho still is
concerned with traditional activities such as advertising. The important thing to note,
however, is the fact that it only constitutes a small tactic ingredient in the whole
marketing content. In Veho, it seems as if marketing communication in the form of
advertising is important when building and maintaining the status and image of the
Mercedes Benz brand. Importantly though, it was clearly brought forward during the
interview that advertising is meaningless if not aligned with actual hands-on corporate
activities — a process in which marketing in Veho appears to have a seemingly

prominent role.

When speaking of customer management and the role of marketing in it, the CMO
explained the processes as follows; the executive group responsible for customer
satisfaction (in which marketing is represented) determines how customer satisfaction
should be developed, partly based on data gathered from customers. Subsequently,
marketing provides the frontline personnel in the dealerships with appropriate models
and tools for developing customer satisfaction in the desired direction, simultaneously
gathering information from customers in order to find out whether the processes are
developing according to plans. Furthermore, marketing has a conversational connection
to the sales personnel in order to get in-house feedback of how frontline personnel

actually perceive the service situation.

Furthermore, marketing is responsible for arranging training programs to the frontline
personnel when needed. Especially the launch of new car models requires service and
sales personnel training. Naturally, marketing is not the only organizational entity
involved in these coaching sessions, however, according to the CMO marketing plays
an important role in them. The CMO also gave a practical example of a situation in

which marketing was primarily responsible for training the personnel.
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Puhutaan paljon Mercedeksen tavasta toimia. Mitd erilasia asioita tapahtuu asiakkaan ja jdlleenmyyjdn
vilisessd interaktiossa. Pyritddn sitd kehittdd ja parantaa, jotta meilld olisi tyytyvdisempid asiakkaita.
Meilld on malleja, esimerkkind kun auto luovutetaan niin miten sen yhteydessd tulee myyjd kdyttdytyd. On
esimerkiksi tehtdvd jalkisoitto asiakkaalle. Ndid on sellaisia asioita johon me markkinoinnista pyritddn
tuomaan ndikemystd ettd se homma menisi paremmin. (MR)

Given that automobile selling is a high-touch line of business, it seems as if marketing
in Veho is genuinely attempting to evolve according to intra-organizational needs and
the ambitious standards set by the Mercedes Benz brand. The fact that marketing is
represented in executive teams, offers a good opportunity for marketing to stay intact
and informed regarding other organizational entities. Furthermore, it was pointed out
that the open-plan office facilitates informal and ad-hoc discussion as a valuable
complement to the customary cross-departmental meetings. However, the CMO
admitted that it is a challenge to keep the own staff continuously updated with the

knowledge received in the executive team meetings.

Marketing in Veho, according to the CMO, has evolved towards an acknowledged part
of overall business operations, thus preventing the emergence of an isolated marketing

advertising agency in the company. As noted by the CMO:

Tietenkin jokainen tiimi tekee omia asioita, mutta se ettd se tieto siirtyy niin ettd kaikki suurin piirtein
tietdd mitd muut organisaatiossa tekee. Meilld oli vield muutamia vuosia sitten sillid tavalla ettd
valttamdttd joku myyntitoimiston henkilo ei tiennyt mitd jdlkimarkkinointi tekee. Muistan ettd yksi joka
meilld oli joskus tuoteryhmdssd, kuvitteli ettd markkinointiosasto tekee vain mainoksia Hesariin.. Mutta
tuosta ollaan kylld pddsty eroon. Ihmiset tietdd paljon paremmin mitd porukka tekee kuin mitd oli
muutamia vuosia sitten. (MR)

Viking Line

Marketing is about maintaining good relationships with key interest groups, an opinion
stalwartly promoted by Viking Line’s CMO. According to the interviewee marketing,
by focusing on the management of interest group relationships, obtains a new broadened
significance; shifting the spotlight from advertising to focusing on enhancing

interaction.

Understandably, this declaration might come across as rather opportunistic. However,
according to the CMO, savings mounting up to € 1.6 million were made in 2006
consisting of unused advertising funds. Interestingly, customer research showed that
perceived service quality had, in fact, subsequently increased. Furthermore, the CMO
was proud of the fact that Viking Line shows more profitable business that its main rival

Silja Line, even though Viking Lines vessels are admittedly inferior to those of Silja
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Line. Based on this fact, the CMO made the logical assertion that service quality, in the

end, makes the bigger difference.

In Viking Line the CMO has divided interest groups into primary and secondary interest
groups, where the primary interest groups consists of customers, staff and management

and the secondary of the press, dealers and public organizations, such as universities.

As pointed out above, marketing, as perceived by the CMO, should be understood as an
organizational utility with the primary objective of enhancing interaction with actors
that contribute to organizational success, be it external interaction with customers or

internal communication with the personnel.

Voihan vaikkapa laskun ldhettidminen olla markkinointia. Se saate voi olla henkilokohtaisempi vaikka ettd
kiitos kun valitsitte meiddt ja hyvdd syksyn jatkoa. Nykyddn ollaan niin tylyjd jopa meilldkin, siind on
vain viitenumeroa kirjanpitoa varten. Eli idea on ettd voi olla se toisenlainen, interaktiivisuuteen
panostava ote... (RP)

Jos ndd...on hyvin hoidettu niin silloin voi mainonnan melkein unohtaa. (RP)

In order to acknowledge the impact of well handled interest groups, marketing in
Viking Line seems to have a very strong custom in conducting research. The CMO
pointed out that even though marketing organizationally might not be responsible for
certain areas, such as the quality of food and customer service on the ferries, marketing
can make a difference by conducting continuous consumer and service quality research.
In fact, the CMO felt that the marketing department should take the responsibility of
functioning as an information center by gathering and disseminating customer and
market research information. Moreover, the CMO concluded that by continuously
gathering customer feedback and by habitually conducting market research, marketing
is able to contribute to the making of customer oriented decisions both on a strategic

and tactical level.

Markkinoinnin pitdd hallita ja ymmdrtdd se interaktiivinen markkinointi, ettd minkd takia palvelu on
tarkedmpdd kuin laivojen kunto...markkinoinnin tiytyy perusluonteeltaan olla paljon lihempdnd ihmistd
kuin esimerkiksi laskentaosasto. Musta meilld on velvollisuus sitten ajaa sitd asiakkaiden mielipidettd
eteenpdin. Tdtd kautta on mahdollista korostaa markkinoinnin roolia. (RP)

Jos otetaan vaikka ruoka. En md muuten pddsisi lihellekddn sitd operatiivista toimintaa, mutta kun mulla
on tutkimuksia siitd mitd meiddn asiakkaat sanovat meiddn ja Siljan ruoasta niin md saankin sitd voimaa
tin tiedon kautta. Ja sitten se tieto tdytyy levittdd koulutuksen kautta laajemmalla ja sitd kautta parantaa
yritystd. (RP)
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According to the CMO, the most important forum facilitating the spreading of gathered
market information constitutes of monthly meetings to which personnel from all
departments are invited. These meetings were also mentioned to be valuable situations
for the marketing department to obtain information from other departments. However,
the CMO still pointed out that one of the chief challenges related to increasing customer
service mindedness has to do with the dissemination of information, i.e. how to get the
information effectively forwarded to and understood by employees with direct customer
contact.

Se on suuri ongelma kuinka saada se tieto levidmddn. Mun filosofia on se etti jokaisella meiddin

tyontekijdlld on oleellisesti paremmat tiedot joka asiasta ja ettd tdtd kautta pystytddn tekemddn sekd
nopeampia ettd parempia pddtoksid kuin kilpailijat...kaikilla alueilla. (RP)

Based on the interview one gets the picture that marketing in Viking Line is appreciated
by top management. Supporting this argument is the fact that marketing is represented
in the executive team. According to the CMO, marketing has earned its seat at the table
by proving its worth through in-depth customer and market research. Based on the
knowledge possessed, marketing is able to affect how interactive marketing is carried
out. This being said, the CMO pointed out that it is often difficult to get top
management to see things through marketing lenses, i.e. to understand future marketing
possibilities related to interaction and service quality as opposed to only being

preoccupied with the current budget.

From a long term perspective, the CMO felt that marketing had certainly attained more
influence and respect. The CMO sensed that marketing has continuously managed to
reinforce its position in the executive team. The most important reason for this being
marketing’s gradual shift towards a center of research information and customer

knowledge.
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5.2 Cross-Case Analysis

As mentioned in the methodology chapter, the idea of cross-case analysis stems from
the search of cross-case patterns or alternatively cross-case differences. Hence, the
following cross-case analysis aims at capturing the most relevant findings identified

across the twelve case companies.

The cross-case analysis is congregated so that it represents an overview of the
fundamentals generated throughout this study. Hence, it is divided into aspects covering
traditional marketing, interactive marketing and internal marketing. Accordingly, by
comparing the progress, practical implications and discrepancies of different marketing

activities across cases, should generate a holistic outline of the analysis.

In order to make the analysis more feasible, the cross-case analysis is gathered in a

conclusive table presented herein.
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Subject matter

Progress

Practical Implications

Discrepancies

Traditional Marketing

Interactive Marketing

Internal Marketing

Still a customary marketing conduct.

However, the prevailing view refers to advertising as a
supporting albeit not decisive marketing action.

Understood as a tactic ingredient in a competitive
environment as opposed to a dominating element of
marketing.

Marketing seems to be moving towards establishing
greater customer knowledge by gathering information
through research.

By possessing customer-centric information, marketing is
able to influence interactive frontline activities, mainly
through preparing practical models for customer service
and providing sales with sufficient customer knowledge.

The significance of internal collaboration and cross-
departmental information flow seem to be realized by
service organizations.

However, customary intra-organizational habits are still
to some extent perceived as an area under development.

The use of electronic and online tools in order to enhance
internal information flow is not perceived to yet be fully
utilized.

It is generally agreed upon that advertising must be
integrated in overall marketing strategy in order to be
fruitful.

Adpvertising efforts should carefully be aligned with
corporate realities before put into action.

Effects of advertising should carefully be studied in order
to decrease the risk of wasting money and thus planning
more effective campaigns in the future.

Close contact to sales and customer service units is
perceived as imperative, if marketing is to be conducted
with customer focus.

In order to gain influence over interactive marketing, the
marketing department must demonstrate its worth by
actively gathering customer and market information, thus
generating superior market-oriented knowledge.

In a majority of cases, marketing’s primary contribution to
interactive marketing lies in developing service models for
frontline personnel.

Internal marketing is commonly conducted mainly by
organizing regular meetings. In some organizations cross-
departmental knowledge is increased by moving marketing
personnel to work as frontline staff.

Commonly, marketing is in close interaction especially
with sales and customer service.

Efforts are made so as to ensure that promises made
through external marketing are kept in practice. Usually,
this is done by discussing whether planned
communication presents a realistic picture before launch
and by gathering frontline feedback afterwards.

Traditional marketing’s weight varies depending on line of
business.

Company traditions and view of marketing also seem to affect the
balance between traditional marketing vs. service marketing efforts.

Generally speaking, CMOs whose responsibilities are restricted
mainly to developing advertising strategies, feel less satisfied with
their jobs than CMOs with broader range responsibilities.

Depending on organizational heritage, marketing has a varying
degree of influence over interactive marketing.

Funds provided to the marketing department vary between
organizations.

Notably, organizations providing proportionately less marketing
resources seem to have less power over interactive marketing.
Hence, one might argue that when marketing recourses are scarce
they are firstly geared towards traditional marketing activities.

In some cases internal marketing efforts are conducted in a, on the
face of it, organized and predetermined manner.

Other organizations are still struggling to find a balance between
day to day work and internal marketing efforts, nevertheless
realizing the importance of the subject.

Lack of sufficient resources and allocation of time seems to
represent the main hindrance for cross-departmental collaboration.

Table 3: Cross-Case Analysis
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5.3 Marketing in positive transition?

Based on this study, marketing appears to have received increased organizational
attention and acknowledgement. As a result, marketing’s denotation is currently shifting
towards being understood as an integrated utility, whose primary purpose is understood
to be to create customer- and market awareness throughout the organization. Marketing

seems to be in positive transition.

Consequently, Arndt’s (1980) argument of marketing’s tendency to overemphasize
traditional marketing activities (i.e. the marketing mix view of marketing activities) in
order to legitimize the status quo should, at a minimum, be construed as questionable
and old fashioned. In contradiction, I would like to propose that marketing is currently
making efforts to reinforce its organizational position by focusing on customer related

knowledge and market orientation.

By creating reciprocal value regarding strategic issues and practical frontline
management, marketing can obtain a new seemingly dynamic position in the
organization. The consequence, in the best case, brings about marketing’s shift towards
an organizational function with both top management and frontline contact. Thus,
marketing would be able to function as an important link between customers’ wishes
and organizational development. However, CMOs must realize the importance of
proving marketing’s organizational worth by actively altering predefined patterns of

marketing conduct as opposed to waiting for top management to take the initiative.

In essence, marketing seems to be establishing a position of an information-center
specialized in customer and market knowledge, while offering the organization with
traditional marketing activities as supportive competitive means. This being said, it is
evident that the actual successfulness and activity related to increasing influence as a
proponent for the customer varies depending on line of business and organizational

stature.

As already noted by Keith (1960) half a century ago, marketing’s organizational role
seems to develop alongside corporate and market progress. Hence, one might draw the
conclusion that marketing as an organizational utility is doing well, when its corporate

denotation is dictated according to industry- and customer standards as opposed to
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functioning as an isolated department with a worth of its own. Based on this study,
marketing’s contribution to corporate value is enhanced when organized as a link

between frontline activities (i.e. sales and customer service) and managerial institutions.

6. Conclusive Discussion

The aim of this paper was to study how marketing, as an organizational utility, in
practice fulfils its corporate purpose in 12 b-to-c companies whose activities to a
substantial amount involve services. Furthermore, the dissertation aspired to look into
how the marketing department takes part in organizational processes related to aligning
marketing with the rest of the organization and how marketing as an organizational
function has developed during recent years. The foundation for the empirical

contribution was laid by the theoretical discussion.

Accordingly, this dissertation has been driven by the ambition of creating an abundant
discussion regarding both marketing’s current and past theoretical sagacity as well as its

contemporary practical influence as a corporate utility.

It would be fair to say that, throughout this paper, the mind of the author has been
influenced by the present-day assertion that marketing in today’s business environment
has lost its original worth. Hence, the angle from which the theoretical discussion has
been written aimed at demonstrating why service marketing theory offers a superior
way of thinking as opposed to more traditional marketing literature. Now, with the
analysis of the results at hand, it is interesting to take a hindsight look regarding the

theoretical discussion and its practical relevance.

According to the results offered by this study, it would be fair to make the judgment that
some of the critique expressed against the marketing mix view of marketing
management is, indeed, called for. Even though marketing mix actions are still
prevalent today, there seems to be a general agreement holding that these actions are
understood as tactical and supportive in nature rather than strategically relevant. This
being said, it would be unfair to say that marketing mix actions such as advertising

represents a dying breed.
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Rather, it could be asserted that the marketing mix as a paradigm for managing
marketing is an old reflection. In fact, it seems as if the marketing mix and the Four Ps
are slowly but surely adopting a position reflecting their true nature as short term,

supportive tactical marketing elements.

Based on this research, one might, with justification, make the assertion that service
marketing principles are beginning to gain a foothold in organizational marketing
thinking. Interestingly, it seems as if certain service marketing principles are truly
understood as business enhancing activities on a long-term perspective. Particularly,
companies seem to have adopted the view of understanding customers as their number
one asset and, more importantly, that service marketing principles enhance customer

satisfaction on a grass-root level.

In other words, a genuine care of serving customers according to their expectations
seems to exist and grow among marketing people. However, it should be pointed out
that the degree to which service marketing principles dominates marketing thinking
varies between organizations, depending on both industry standards as well as company

heritage.

As with all qualitatively conducted research, empirical analysis and drawn conclusions
to some extent are influenced by the author’s subjectivity. This being said, I believe that
both the theoretical insights and empirical findings presented in this paper offer enough
latitude for each reader to make their own interpretations and conclusions. Furthermore,
I feel that the dissertation as a whole puts forward an interesting discussion and offers
intriguing insights regarding marketing’s status quo, how it has developed and how
marketing as of today is prepared to face future managerial challenges. As Webster,
Malter and Ganesan (2005) argue, change in marketing’s role over time seems to be
driven by dissatisfaction with the status quo, rather than motivated by a clear vision of

the optimal organization.

It should also be noted that the foundation for the empirical results found in this study
stems from interviews with persons who, arguably, should be seen as marketing minded
people and experts of their particular area. Hence, it is justified to discuss whether the
empirical results are subject to bias. Arguing that the interviewed CMOs possess a

preconceived notion regarding marketing is logical. As a result, the findings on hand
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should not be perceived as absolute. Rather, the analysis of marketing’s contemporary
role put forward here should be construed as an effort to enhance the overall current

understanding of marketing’s organizational tenure.

Accordingly, in order to establish a more thorough discussion regarding the research
topic in this paper, it would be interesting to interview both corporate managers as well
as individual consumers. By doing so, one would be able to conduct an interesting
triangulation involving grass-root level (consumers), middle level (CMOs) and top level

(managers) parties.
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Appendix 1 - Interviews
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Appendix 2 — Presentation of Empirical Results

The following appendix will present the empirical findings produced by the conducted
12 personal interviews (with a length ranging from 40 — 100 minutes) with CMOs in 12
companies operating in the business-to-consumer sphere. The intention of this appendix
is to give an unbiased picture of the empirical findings, allowing each reader to make
personal interpretations of the answers gathered in the interviews. Furthermore, if one,
based on the analysis in chapter 5, is tempted to know more about what the CMOs said

this chapter allows deeper reading.

Perceptions of marketing

Today marketing is often closely linked to advertising because of the fact that
advertisements are the part of marketing that is viewable to the outside world - a view
that often rose to the surface when discussing perceptions of marketing. Building upon
the outlook that marketing as a concept and organizational function often is perceived as
something restricted and predefined, the respondents argued that marketing often fall

victim for its own name and heritage.

Se ettd koetaan markkinointi ei-tirkedksi toiminnoksi varmaan lihtee siitd kdsitteestd; markkinointi. (KL)

Markkinointi on meiddn tuoteryhmdssd aika joka paikassa mukana. Ettd mainonta on kylld loppujen
lopuksi niin pieni osa. Se on ehkd ndkyvin osa, mutta loppukddessd se on vain pieni osa siitd
kokonaisuudesta. Joskus multa on nuorempana kysytty ettd mitd on markkinointi ja kylld md silloin olen
itsekin kokemattomana vastannut ettd se on nditd mainoksia ja mediandkyvyyttd.(MR)

All the respondents uttered themselves as proponents of a holistic and broad perception
of marketing. A common expression was that marketing should indeed be perceived as

much more than simply advertising.

Itse kdsitdn markkinoinnin niin ettd se on tosi laaja kdsite. Voisi tavallaan sanoa ettd kaikki on
markkinointia. Kaikki mitd tehdddn mikd asiakkaalle ndkyy ulospdin niin on jollain tavalla meiddn
markkinointia. Mun mielestd itse markkinointiviestintd on yksi hirvedn pieni osa-alue siind sisdlld (KL)

Oikeastaan kaikki kaupalliset toiminnot organisaatios, tarkoittaa siis myyntid ja asiakaspalvelua,
tuotekehitystd ..tai sit sitd markkinointiviestintdd ja markkinointifunktiota niin niiden yksi tdrkeimmistd
tehtavistd on markkinointi - et ne kaikki tekee markkinointia (PM)

Mind ymmdrrdn markkinoinnin aika laajasti. Minun mielestd melkein kaikki mitd tehdddn niin voi, jos
puhutaan nyt asiakkaalle pdin tekemisestd, pukea markkinointiin. Eli minun mielestd myynti ja
asiakaspalvelu yhdistyvit aika voimakkaasti markkinointiin (TS)
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In fact, many of the respondents seemed frustrated with the public understanding that
marketing would only be the decision of which media to use for advertising and the

creation of the actual ad for the chosen media. As noted by one respondent:

Brdandi ja asiakkaat on numero yksi. Sitten on public relations, sitten on sales promotion. Sitten tulee
vasta mainonta. Jos ndd ekat on hyvin hoidettu niin silloin voi mainonnan melkein unohtaa. Milloin olet
esimerkiksi viimeksi ndhnyt Stockmannin mainoksen? Mielestdni on karseaa katsoa...kun yritykset yhd
useammin unohtaa ne perusasiat, eli mitd yritys oikeasti on. (RP)

Following the same line of argument, the outlook of a predefined set of Four Ps seemed
decisively restrictive and old fashioned to the respondents. While the Four Ps of the
marketing mix was viewed as somewhat simplistic, it was not completely shot down by
the respondents. Rather, the thought often brought forward, concluded that the “place”

factor of the Four Ps is becoming increasingly important.

Neljdstd peestd ei kukaan puhu mitddn mutta yksi haaste on se ettd...jos haluat jonkun viestin saada ldpi
niin se paikka eli myymdild on meille jatkossa se kaikkein tdrkein ja veikkaan ettd monille muullekin (HJ)

Semmonen mikd mulle tulee aina mieleen on se et se place sana...se on niin kuin se puoli mihin
suomalaiset yritykset voisivat laittaa vihdn enemmdin huomiota...et miltd se yritys ndyttdd. Siihen
kiinnitetddn myos meilld vahdn liian vihdn huomiota. (MK)

The argument held that it is in the “place”, i.e. the physical setting, where the customer
and the company meet. Consequently, the actual human interaction becomes an
important marketing opportunity.

Ne on varmasti than hyvd alusta, mutta siitd puutuu tdrkeitd asioita niin kuin people. Ettd siitd puuttuu
miten ihmiset on mukana luomassa sitd palvelua. Kylld se kdisitys on ihan muutoksen alla. (SVK)

Meiddn suurin media ei endd olekaan HS vaan se hetki kun asiakas on kanssakdymisessd meiddn
henkilokunnan kanssa. (RP)

The rest of the “Ps” were viewed as simplistic, though not unnecessary, tools for
achieving the attention of the customers and creating or developing a certain mental

picture of the company. As considered by one respondent:

Se perinteinen markkinointiviestinndn osa markkinointia...niin se on vaan osa sitd asiakassuhteiden
hankinnan ja hoidon kokonaisuutta; nimenomaan kiinnostuksen ja kiinnostavuuden lisddmistd ja
harkintalistalle pddsyd...asiakastyytyvdisyyden ja mielikuvan kehittimistd. (PM)

Furthering the above argument, all respondents said that the outputs of marketing
activities are ultimately set to improve the all encompassing appearance of the

companies’ services and offerings, i.e. to have a positive impact on how customers
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perceive the company. Some referred to this as company image. However, in the same
breath it was often underlined that the actual process of achieving this output in fact has

quite little to do with advertising.

Jos mun pitdisi itse mddritelld meididn markkinointia niin meilld se on asiakassuhteiden hankkimista,
hoidon johtamista ja kehittdmistd, sekd asiakassuhteiden kannattavuuden varmistamista. Vaikka
markkinointia pitdd johtaa ylhddltd, niin se tekeminen on raakaa tyotd ja se on usein edellytysten
luomista myynnin ja asiapalvelun ja asiakaskohtaamisille. (PM)

Another respondent built on the same thought by pointing out that marketing is a

rigorous process involving several levels of execution:

Md ymmdrran sen hyvin laajasti, ldhtien sieltd syvdllisen asiakkaan tarpeen tutkimisesta ja
ymmdrtdmisestd ja toisaalta ihan kohderyhmien hakemisella ja rajaamisesta tuotekehityksen kautta
viestiin joka me luvataan asiakkaalle ja jopa sitten sen lunastamiseen. Eli nden sen kokonaisvaltaisena
prosessina. (JK)

As concluded by the previous citation marketing, according to the respondents, should
go as far as to enable fulfillment of communicated promises to customers. Although
expressed in differing choice of words, the underpinnings of this opinion was shared by
every respondent. In other words, a genuine view that the ultimate task of marketing is
to fulfill the needs and desires of the customers, seemed to exist among all the

interviewees.

On the other hand, even though the interviewees managed to establish that a genuine
concern for the customers exists, when discussing whether marketing as a
contemporary organizational function is able to fill its seat in accordance to the highly

competitive markets, the responses were somewhat differing.

Kylld ehdottomasti. Eli lihtokohta on se ettd ollaan asiakkaan asialla, ja viestid tarvetta kahteen
suuntaan. Viestid asiakkaiden toiveita ja odotuksia joita saadaan tutkimuksista ja datasta. Kaikki mikd
tehdddn, niin sen pitdisi perustua tietoon ja entistd enemmdn tutkimuksiin. (HJ)

Ei, koska kuitenkin siind pitdd ottaa ulkomaailma jatkuvasti huomioon, siis kuluttajat ja heiddn
mahdollisuus osallistua tuotekehitykseen. Jotta me yrityksend ymmdrrettdisiin markkinoita eli asiakkaita
paremmin, niin meiddn pitdd olla mukana siind ja ottaa asiakkaita mukaan. (SVK)

On the whole, the respondents were quite satisfied with how marketing is able to react
to the market. This being said, certain skepticism existed with regard to whether
marketing activities were actually conducted as well as they could be. As noted by one

respondent:
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Voihan vaikkapa laskun ldhettidminen olla markkinointia. Se saate voi olla henkilokohtaisempi vaikka ettd
kiitos kun valitsitte meiddn ja hyvdd syksyn jatkoa. Nykyddn ollaan niin tylyjd jopa meilldkin, siind on
vain viitenumeroa kirjanpitoa varten. Eli idea on ettd voi olla toisenlainen, interaktiivisuuteen panostava
ote, vaikkapa laskutuksessa. (RP)

Most of the respondents mentioned that the problem of how to handle the interactive or
grass root level of marketing is not a result of not knowing what to do. In fact it was
often pointed out that at times, the marketing people received too much information
regarding customer preferences and areas that could be improved. Rather, a chronic
scarcity of time was seen as the largest hindrance. Notably, this was not used as an
excuse for not reacting to customer needs. Instead, it was often acknowledged that

marketing has such a widespread are of responsibilities that prioritizing is a fact of life.

Line of business and marketing — thoughts and practical reflections on marketing

On the whole, the respondents from each company gave the impression that their
current line of business and the market in which they operate is subject to intense
competition. While some of the respondents felt that the last few years had been
exceptionally tumultuous, both concerning outside and inside forces, shaping both the
business field and the development in the organization, others deemed that the

turbulence was slowly beginning to recline.

Turbulentti ala kaiken kaikkiaan, nyt on kylld jonkun verran rauhoittunut. Mind olen ollut tdssd firmassa
lanseerauksesta asti mukana helmikuusta 2001, ja aika suuria muutoksia on tapahtunut tihédn pédiviin
mennessd. Hyvin dynaaminen ala. Koko ajan pitdd uudistua ja kehittdd sitd mitd tekee, ei voi jdddd

laakereille lepddmdicin hetkeksikicin. (TS)

Kaiken kaikkiaan tuntuu ettd useammalla vihittdiskaupan toimialalla, jos puhutaan sektoreista, myos
ruokakaupassa, niin on ollut melkoinen myllerrys viimeisten kahden kolmen vuoden aikana. (KL)

Tddhdn on semmoinen liiketoimitaala missd on tapahtunut niin paljon muutoksia viimevuosina et nyt kun
vakuutusyhtiot, pankit ja eri rahastot on kaikki niinkuin yhtd ja samaa. Et ku ennenhdn oli jokainen iha
om sarake. (MK)

A translucent opinion apparent in every interview reflected the notion that no one can
afford to lie back and watch the show. Marketing has to be at the centre of events in
order to survive. While every respondent noted that it is important to know what your
competitors are doing and where you stand in relation to them, it was also pointed out

that staring too much at the competitors playground might be dangerous.
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Yksi ongelma yrityksissd voi olla se ettd katsotaan vain mitd kilpailijat tekevdt, tai ettd katsotaan vain
historiaa, eli mitd yritys on tottunut tekemdidn. (RP)

On ollut tdllaiset play offsit kdynnissd ja ne huonoimmat pelurit on pelattu pois markkinoilta. Talld
hetkelld on tosi vahvoja pelureita keskittynyt markkinoilla ja kylldhdn siind taytyy voimakkaammin kuin
aikaisemmin hakea niitd omia juttujaan. (KL)

Kylld taas tdssd vaiheessa voidaan sanoa, ettd pitdd tehdd just niin jos meinaa saada tuloksia, ettd mietti
ettd mikd on se meiddn juttu ja sit pitdd pysyd siind omassa tiessddn. Ei tarkoita sitd ettei reagois millddin
tavalla siihen, mitd markkinoilla tapahtuu. Mut jos jatkuvasti vain reagoi siihen mitd muut tekee, niin sd
et voi voittaa. Tdytyy asettaa omia maaleja ja miettidi omia tapoja pddstdi sinne ja sitten mddrdtietoisesti
ldhted sitd polkua tallaamaan (JH)

According to the interviewees, fierce competition has lead to a situation where it is
virtually impossible to create significant competitive advantage through products — the
wheel has been invented three times over already. Consequently, it was often found that

competitive advantage had to be sought through services of some sort.

Sanotaan niin ettd tuotteita tddlld ei voi hirvedsti uusia mutta palveluahan voi erilaistaa ja siti
interaktiota asiakkaan kanssa. Mitd vdhemmin se ndkyy tavallaan laajemmille joukoille, sitdi
onnistuneempaa se on... Tdd ei oo mikddn semmonen bisnes, ettd olisi painetta kehittdd kovasti uusia
tuotteita (PT)

Vaikka raha tulee tuotteista, ne pitdd myydd ratkaisuna, eli palveluina eli kokonaisuuksina jossa on
lisdarvoa. Tuotteena meiddn alalla on vaikea differentioitua, se lisdarvo on se erottava tekijd ja syy
asiakkaille valita meiddit muun kuin hinnan perusteella ja se syntyy palvelukokonaisuudesta. (PM)

This habitual viewpoint became evident when the respondents were asked the simple
question of what they were actually selling. Keeping in mind that all the interviewees
represented different lines of businesses (from car import, dealership and leasing to
large retail trade corporations to banks and financial institutions to the cruising
business) it is worthwhile noting that each of the respondent shared the opinion that
what they were actually offering was a service, a feeling, an image, a solution of some

Sort or a experience.

A selection of the answer given to the question; “what does your company sell’””:

Eli me ollaan palveluorganisaatio. Se ettd tuote on auto niin se on tdssd sivuseikka. (AH)

Me myydddn eldketurvaratkaisuita. Ei me voida myydd niin ettd me luovutetaan niinku tuotteita vaan me
myydddn asiakkaille ratkaisuja ja palveluita kokonaisuuksia vaikka hinnoittelu onkin tuotepohjainen
sielld taustalla. (PM)
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Viestintdpalveluita. No jos toiminta-ajatus laitetaan suoraan niin se on tuottaa tietoliikenne ja
viestintdpalveluita luotettavasti ja varmasti. (SVK).

Me myyddcdn autoja, mutta kuitenkin Mercedeksen osalta myydddn mielikuvia, palveluita...silld tavalla
ettd mitd asiakas kokee kun tulee liikkeeseen. Ettd on siind paljon enemmdn kuin se itse tuote; on se
ympdristo, milld tavalla sut otetaan vastaan, minkdlaista palvelua saat myyjd henkilokunnalta, mitd
tapahtuu jos ja kun ostat sen auton, miten se asiakassuhde jatkuu huoltotoimenpiteiden kannalta.
Myymme siis aika kokonaisvaltaista kokemusta. (MR)

Tapiolan toiminta-ajatus on se et se tuottaa asiakkaille etuja ja kestdvid hyvinvoinnin ja menestyksen
ratkaisuja...eli me ei myydd vakuutuksia, me ei myydd rahoitusta vaan me niinkun halutaan auttaa sitd
meiddn asiakasta et hénelld olis sillai rauhallinen ja hyvd olla. Pitdd lihted aina siitd hinen tilanteesta.
Me ollaan tillainen tdyden palvelun tarjoaja... (MK)

Me myydddn tietynlaista apua eldmdhallintaan taloudellisessa mielessd. (PT)

Liikeidea muuttunut hyvin voimakkaasti. Kun tulin taloon 70-luvulla tdmd oli tdysin kuljetusorientoitunut
bisnes. Sitten tuli lomakeskiseksi yritykseksi 80 — luvulla ja sen jilkeen timd on muovautumassa
tallaiseksi eldmysteolliseksi bisnekseksi, jossa tdmd 20 tunnin risteily on tyypillinen esimerkki. Ettd ei se
ole endd sitd ettd on kuljetustarve taikka lomaa. Me myydiadn elimyksid, eli kyseessd on selkedsti
toimialan laajennus. (RP)

Long term sustainability and marketing

When turning the discussion to what is perceived as important in order to stay
successful and on the surface in the long run, the respondents’ speculations varied.
Depending on the line of business and owner background, different aspects rose to the
surface. The opinions varied a lot, ranging from “soft” values to “hard” and between
high levels of abstraction to lower levels of abstraction. While some respondents still
persisted on pointing out the importance of the customer, others stressed the importance
of growing and increased sales.

Pitkalld tahtdimelld tirkeintd on tietenkin se ettd asiakas on tyytyvdinen ostamaansa tuotteeseen, mutta

mydos mitd kaikkea se maailma johon hdn on hypdnnyt pystyy hdnelle tarjoamaan, ettd muodostuu antava
Jja positiivinen kokemus. (MR)

Aina vaan muistetaan et me ollaan tddlld vain asiakasta varten. Ja me tehdddn niinku jokainen omassa
tyossd, myos markkinoinnsa, se mistd on asiakkaalle hyotyd ja jétetddn tekemdttd se mistd ei ole hyotyd.
Mun mielestd sitd kautta tulee se meiddn menestys. ..Keskindisyys auttaa tdssd - meiddn ei pidd hankkia
niitd osinkoja omistajille. (MK)

Pitkdikdisten asiakassuhteiden rakentaminen on mielestini keskeistd, kun nyt puhutaan aika bulkki-
tuotteesta. Kun kuitenkin kaikilta saa samaa puhetta ja tekstiviestejd... sellainen asiakassuhteiden
syventdminen ja niiden jatkumisen varmistaminen on aika keskeistd. (TS)
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Se on opittu joka tapauksessa ettd ilman myyntid ei ole tulevaisuutta. Jos myynti ei kehity markkinoiden
vauhtia niin sd pikkuhiljaa ndivetyt. Tdd myynti pitdd ansaita ja se ldhtee sitten siitd asiakkaasta, ettd
mitd ne tarvii ja odottaa. (JH)

Aspects considering strategy and marketing’s ability to anticipate the future and analyze

the market were also mentioned as important.

Se ettd on toimiva strategiaprosessi ja hyvd kilpailu ja toimintaympdristo analyysi. Markkinointi
osaamisen hyodyntdmistd ja sitten toimintaa tehostavia tietojdrjestelmid... se vaatii niin kuin synteesid
kaikilta ndiltd. (PM)

Se ettd pystyy riittdvissd mdcdrin erilaistumaan kilpailijoista. Ja siind nimenomaan se edelldkdvijyys,
Jjolloin pitdisi markkinoinnin pystyd ennustamaan ja ajatella sitd tulevaisuutta ja miettimddn mitkd on ne
tulevaisuuden tarpeet, kenelle ja miten niistd viestitddn. (If)

In this context, the head of marketing in S-Ryhmi rushed to point out the importance of
a smooth two-way information flow; also pointing out that their owner structure

enhances the possibilities for smooth mutual communication.

Varmistaa sen kahdensuuntainen viestintd. Meiltd asiakkaalle ja asiakkaalta meille ja jdlkimmdinenhdn
on entistd tdrkedmpi...Meille se on sindnsd helppoa (asiakastarpeiden kuunteleminen), koska meiddn
omistajat ovat meiddn asiakkaat, eli meilld ei ole sitd kolmatta osapuolta jolle pitid tuottaa voittoa
sijoitetulle pddomalle. (HJ)

On the other hand, Tradeka’s owner background clearly effects the organization

differently, as continuous growth and increased efficiency becomes an amplified issue.

Kasvu, eli se ettd miten liiketoimintaa pystyy kasvattamaan. Eli hakemalla niitd kasvuntekijoitd. Kylld se
hyvin paljon tulee siitd asiakastarjoamasta, eli miten hyvin pystytddan erilaistamaan se meiddn
toimintatapa ja mitd tarjotaan asiakkaalle. Meilld on omistajataustan takia, meilldhdn on
pddomasijoittaja, niin sen sijoitetun pddoman tuotto on tirked. Mun mielestd yrityksen tulee aina miettid
tehostamista, ettd miten prosesseja parannetaan. (KL)

This being said, the same respondent rushed to point out that increased efficiency is
more a fact of life than a competitive attribute — every major player is sufficiently

efficient.

Mutta aika harva yritys sen tehostamisen kautta saa kilpailuetua, ettd ehkd enemmdn niin ettd
kustannustehokkaat prosessit on tdlld hetkelld elinehto. (KL)

One respondent found the future so unsure and constantly evolving that factors affecting

long term sustainability could change any given day.
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En md tiedd, se on hirveen vaikea kysymys. Siis maailmahan muuttuu nyt niin paljon ja omistajat muuttuu
Jja yrityksid ostetaan ja myydddn ja fuusioidaan. Ettd en md tiedd voiko siind jotain tiettyd sanoa. (PT)

A natural serial to the previous discussion, regarding factors perceived to be of
importance considering long term sustainability, is how the interviewees view
marketing as a contributor to long term sustainability. In other words, the intention was
to dig deeper into how the respondents connect successful business and marketing. The
reflections varied to some extent. However, some clear patterns could be found. Many
of the respondents felt that marketing was very important in scanning the market for
information. Moreover, it was found that marketing was of significance in creating

awareness in the organization. One respondent expressed it as follows:

Varmaan omilla toiminnoilla. Eli markkinoinnin mittareilla...eli sillid ettd ollaan ajan tasalla, eli
tiedetddn trendeistd. Pystytddn omilla valinnoilla joka pdivi vaikuttamaan siihen ettd miten tyotehtdvid
viedddn eteenpdin. Kustannustehokkuus, ldpindkyvyys ja keskusteluyhteydet. (SVK)

The head of marketing in Viking Line also stressed the importance of constantly
monitoring the marketplace, thus achieving a responsible position in the organization.

He too pointed out the weight of creating awareness in the organization.

Tutkimusten kautta. Jos tdd olisi meiddn pddkonttorin kdsissd niin se olis ihan eri asia. Eli sen tdytyy
nimenomaan, se herkkyys olla markkinoinnin kdsissd muuten joku muu osasto voi jyrdtd sinut. Tdytyy
tietdd oleellisesti enemmdn kilpailutilanteesta, markkinatilanteesta ja asiakkaista kuin kukaan muu
yrityksessd. Jos otetaan vaikka ruokaa. En md muuten pddsisi lihellekddn sitd operatiivista toimintaa,
mutta kun mulla on tutkimuksia siitd mitd meiddn asiakkaat sanovat meiddn ja Siljan ruoasta niin md
saankin sitd voimaa tdn tiedon kautta. Ja sitten se tieto tdytyy levittdd koulutuksen kautta laajemmalla ja
sitd kautta parantaa yritystd. (RP)

Another respondent built on the same argument, also pointing out that marketing has an

important say in how the ensemble of services develops:

No se voi olla nimenomaan niiden palvelukokonaisuuksien kehittiiminen ja tieto siitd ettd mitd asiakkaat
tulevaisuudessa haluaa.. ettd miten asiakas haluaa asioida ja miten me pystymme vastaamaan tdhdn
(MM)

Other respondents expressed themselves in a more holistic manner, however, still

underlining the same points that were found to be of importance by other respondents.

Meidin pitdid pystyy nikemddn se kilpailutilanne, kilpailijoiden toiminta ja niiden strategiset vdilineet,
mut myoskin ettd mikd on meiddn asiakkaille, asiakaskohderyhmdille eri segmenteissd relevanttia. Jos
tamdnpdivdinen kdtsi on joku niin mikd se on viiden vuoden kuluttua... ottaa huomioon ettd
toimintaympdristossd voi litkkua tdllaiset ja tillaiset asiat. Ja sitten jdattdd riittdvdsti litkkumavaraa et
voidaan iteroida sitd vuosien myotd. Muttet mennddn niinku tietylld tavalla kohti sitd tavoitetilaa ja
samaan aikaan pitdd hajurako sinne ettei mennd tungeksimaan samoilla viesteilld joka paikkaan mis
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meiddn isommat kilpailijat on. Et se on niinku toisaalta asiakkaan odotusten ja niiden antisipoimista ja
sitten toisaalta sen selkedn oman profiilin ja erilaistavuuden sdilyttamistd. (PM)

Silld tavalla ettd jos puhutaan Mercedes kokemusmaailmasta niin kylld markkinoinnilla on aika
kokonaisvaltainen rooli siind kokonaisuudessa. Jos puhutaan siitd ettd milld tavalla halutaan se merkki ja
merkin tuoma mielikuva kehittyy siind asiakkaan mielessd, eli mitd hdn miettii ennen kuin on asiakas ja
mitd hdn miettii sen asiakassuhteen aikana...markkinointi on hyvin kokonaisvaltaisesti ldsnd sen koko
eldmdnkaaren aikana. (MR)

An important notion that rose to the surface when discussing marketing’s contribution
to organizational sustainability was the increased interest in grass-root level marketing,
that is to say, the interaction between employee and customer. As concluded by one

respondent:

Itse olen huomannut ettd timd on aika uutta vield muissakin firmoissa...tai ylipddtddn olen miettinyt sitd
ettd mitd nditd trendejd on ollut; kun on ollut tuotanto-, tuote- ja myyntikeskeisyys niin kylli se asiakas-
Jja interaktiokeskeisyys sieltd on tulossa (TS)

Another respondent mentioned that the feedback received through interaction with the
customer offers important information for the company and the marketing department to

develop in accordance to customer requests.

Kylld... kylld nditd mietitddn. Et asiakkaat laittaa meitd miettimddn. Jos kaikki ei suju niin sehdn on
haaste sitd kautta oppiminen organisaatiolle. (AH)

While all of the respondents acknowledged the importance of marketing in creating an
environment that enhances interaction between customer and employee, potential
hindrances and requirements to initiate increased efforts in improving the interaction
were also identified. A common and potential holdup related to improving interactive

marketing and long-term sustainability concerned time and level of commitment.

Se on pitkdtdhtdimen satsaus... jokaisella asiakaskohtaamisella on merkitys ja se vaikuttaa
asiakastyytyvdisyyteen ja sitd kautta sitten asiakaspysyvyys ja myynti kasvaa, mutta jotta meiddn
bisneksessd jokainen niistd asiakkaista olisi saavutettu niin se vaati monia vuosia... (MM)

Kyl me kuitenkin puhutaan vuosista kun puhutaan palvelun vaikutuksesta myyntin, ettd se ei ole sellainen
Jjoka rdjayttic sen pankin vaan se on pitkdjdnteistd tyotd ja tdstid on keskusteltu avoimesti myos
kauppiaiden kanssa. Siitd huolimatta ettd kyseessd on pitkdntihtdimen panostus niin kauppiaat ovat
olleet hyvin innoissaan siitd. (JH)

Mutta sen lisdksi kun haetaan kasvua, niin voi ehkd lyhyelld tdhtdimelld hoitaa tuloksen kuntoon
viilaamaalla. Mutta sen jilkeen pitdid alkaa miettid miten saadaan uusia asiakkaita ja miten pystytddn
kasvamaan. Eli jos puhutaan tillaisesta tietynlaisesta kierteestd...ainakin tdlld alalla niin asiakkaiden
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mielikuvat muuttuvat hitaasti, eli jos joudut siihen negatiiviseen kierteeseen vaikka léhtisit tekemcdidin niitd
korjaavia toimenpiteitd niin se kestdd. (KL)

Similarly, enhancing and improving customer interaction was perceived as somewhat
problematic, though not unachievable, when increased sales was a simultaneous
priority. As expressed by one respondent:

Onhan se tirkeetd ja totta; tyytyviisemmdt asiakkaat parempi sisdinen toiminta johtaa lisdmyyntiin.

Keskipitkdlld ja pitkdlld aikatdhtdimelld niin se menee ndin. Mutta toisaalta tavallaan se arkipdivd on
kuitenkin se ettd sitd lisamyyntid usein tosiasiassa pitdd saada ennen aikaan ennen kun voidaan lisdtd

jos haetaan markkinaosuutta, niin aika usein se on niin ettd ldhtokohtaongelmasta halutaan niinku
parantaa tuloksellisuutta tai selviytyd kilpailusta ja sitd ldhetddn jo ratkaisemaan hakemalla lisdmyyntid.
Ei niin ettd ensin panostetaan laatuun ja kehitetddn toimintaa vaan niiden kahden pitdd juosta
rinnakkain. (PM)

One respondent felt that their organization indeed was focusing more on improving the
interactive part of marketing than before. She also made the point that doing so requires

companywide dedication:

Sithen palvelunlaadun ja toiminnan parantamiseen tdytyy oikeasti uskoa ja panostaa eli siind tdytyy olla
Jjohdon ja koko yrityksen vahvasti mukana. Jos tehdddn jotain ja sitten sisdisesti ei kuitenkaan koeta ettd
sithen oikeasti panostetaan, niin se on ihan turhaa. (SVK)

Supporting this argument another respondent concluded:

Kylld tietenkin tdytyy varmistaa se, ettd jos laitetaan lisdd mainontaa ja se toimintaketju katkeaa siind
vaiheessa kun asiakas tulee liikkeeseen, niin koko hommahan kéidntyy itsedidn vastaan. Koko ketjun taytyy

olla yhtendinen loppuun asti. Pyritédn kyllid varmistaa etti kaikki puhuu samaa kieltd. (MR)

Interestingly, three marketing officials pointed out that their expenditure in advertising
actually had been decreased in order to improve the frontline interaction process. For
example Elisa has made endeavors to meet the needs of the customers on the expense

advertising.

Mainontaa on vihennetty ja lisdtty myynninedistimisen ja niiden tyovilineiden...eli pdivittiisen tyon
tekemisen avustamiseen. (SVK)

In Tapiola-Ryhma this has been a conscious effort. Advertising expenditure has been
cut and the available funds have been shifted to improve interaction and by doing so
improving customer satisfaction. The respondent also mentioned that the company’s
financial situation significantly affects how much attention the quality of customer

interaction receives.
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...me ollaan panostettu tihidn esimerkiksi markkinointiviestinndn kustannuksella...mut siinhén pitdd olla
sit yritykselld rahkeissa varaa ja uskallusta ettd voi tehdd ndin. (MK)

Supporting the above argument regarding financial opportunities, one respondent noted:

Meilla tdd toiminta ldhtee ja sen pitid ldhtee asiakkaan tarpeista. Ja sitten tulee ne taloudelliset
realiteetit ettd mitd on mahdollista tehdd. ..eli millaisia palveluita ja etuja me halutaan asiakkaille
tuottaa. Asiakastarve sen suurilta osin mdcdrdd, mutta taloudelliset realiteetit johtaa siihen ettd joudutaan
priorisoimaan, koska kaikkea ei voida tehdd kerrallaan. (HJ)

Marketing in Viking Line has managed to take it one step further, in some manner
setting a benchmark for other companies. Viking Line’s expenditures in pure
advertising was cut with as much as 1.6 million € in 2006. According to the head of
marketing in Viking Line, accurate efforts and investments made in improving the
service quality has made it possible to save extensive amounts in advertising money.
However, the CMO pointed out that the fact that efforts in improving “buyer-seller”
interaction have paid off is the result of rigorous background work in the form of

surveys. Notably, the respondent added, studies are far cheaper than advertising.

Nythdn md oon esimerkiksi pystynyt mainonnan melkein lopettamaan kun hoidetaan asiakkaita niin hyvin.
Meidiin ei tarvitse endidi mainostaa. Viime vuonna oli minun historian suurin eli 1,6 miljoonaa euroa jditin
mainosrahaa kdayttamdittd. Se on hyvi merkki ja se tehddidin tddlld (points at the interactive part in a
marketing figure, also presented in this thesis — “The dual responsibility of marketing in a service
organization”, Gronroos 1993, p.62) (RP)

However, as shown by the citation below, staring blindly at the amount money spent on
advertising might be misleading. Depending on line of business, companies possess
different prospects when it comes to decreasing the advertising budget. This being said,
the respondents seemed to have a positive attitude towards decreasing advertising funds.

As pointed out by Tradeka’s CMO:

Jos asiakkuudet vahvistuu eli lojaalisuus vahvistuu niin se on hyvdi indikaattori ja silloin voi just sitd
hakuammuntaa eli mainontaa vihentdd. Mutta ei sitd kannata liian paljon vihentdd koska aina tarvitaan
sitd uutta asiakasta sinne myllyyn rumasti sanottuna. Koska osa muuttaa osa jostain syystd pettyy ja
vaihtaa, niin koko ajan pitdisi tulla sitd uutta asiakasta sisddn. Ettd molemmilla on roolinsa, sekd
asiakassuhde markkinoinnilla ettd silld kaikelle kansalle suunnatulla. (KL)

The role of marketing — areas of responsibility
Whereas the respondents’ personal views of marketing represented a unified frontier of
attitudes and thoughts, when discussing marketing’s organizational role reactions

started to differ. In fact so much so that at times it became difficult to keep the
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conversation on track, as factual information and feelings started to run alongside.
However, as the conversations went along a certain pattern and cohesion could be found

both within singular cases and across cases.

One shared aspect, pointed out by each respondent, was the notion of aligning
marketing with overall corporate aims, both short term and long term. The citation

below functions as a good cut-through answer representing the overall view:

Eli meille on ollu perinteisesti tyypillistd se ettd on ollut selkedisti kommunikoidut tavoitteet ja kaikki
pyrkii toteuttamaan ne tavoitteet. Isossasakin tavoitteessa on tiettyjid komponentteja joita markkinointi voi
sitten tiettyind hetkind tukea (PT)

As reported in the previous chapter, the interviews indicated that the respondents felt
that sharpening competition seems to have lead to a situation where service principles
are required to transcend product orientation. Furthermore, as prior shown, a majority of
the interviewees sensed that the marketplace in recent years had alternated.
Accordingly, as the citations below illustrate, most of the respondents felt that
marketing as an organizational utility had been affected by the changes in the

marketplace.

Meilld eletddn nyt...siis jos ajatellaan Tapiolaa... meilld on just tullut uusi markkinointijohtaja kaksi
kuukautta sitten ja tdssd yhteydessd meilld on tdd markkinointi organisoitu uudestaan. Just sitd kautta
ettd vastaisi paremmin sitd markkinoiden vaatimusta (MK)

Markkinointi on muuttunut. Mehdn ollaan aiemmin hyvin voimakkaasti panostettu brandimarkkinointiin,
se oli sillon aluksi tosi merkityksellista. Nyt brandi on siind asemassa ettd ollaan tunnettu brindi. Sen
kautta markkinointi on minun mielestd moninaistunut, ettd meilldi on nyt rakennettu tdtd
asiakasmarkkinoinnin  puolta.  Ennen  panostettiin ~ hyvin  paljon  uusasiakashankintaan ja
edullisuusmielikuvan rakentamiseen. (TS)

Taytyy sanoa ettd me ollaan kdyty kahden vuoden aikana aikamoinen muutosprosessi ldpi yrityksend. Me
ollaan saatu 200 uutta myymdldd joita on pitdnyt laitta yhteen ja sitten on entisestd tytdryhtiostd tullut
oma yritys joten pitdd rahoitusta katsoa eri tavalla kuin aikaisemmin Meilld on vdikisinkin kdynyt niin ettd
ollaan keskitytty hirvedsti sisdisiin prosesseihin jotka ei tuota asiakkaalle minkddnlaista lisdarvoa. On
ollut niin voimakas muutos tdssd toimintaympdristossd niin koko talon olisi pitdnyt tehdd vdhdn erilailla
hommia. Mutta kun on ensin jouduttu laittamaan hommat kuntoon ettd pddstddn tekemdicdn. Kylld kaiken
kaikkiaan kuitenkin aina pitdis olla hirveen vahva rooli markkinoinnilla siitd ettd koko ajan katotaan
asiakaspintaa ja markkinaa ja kilpailua ettd mitd tapahtuu. Vaikka on sisdisid prosesseja, niin aina
pitdisi olla voimaa katsoa mitd sielld markkinassa tapahtuu. (KL)

Nyt meil on ollu aika paljon organisaatiomuutoksia niin md koen et meilld niinku markkinointi on
Jjdrjestetty tavalla joka aika hyvin vastaa sitd mddritelmdd, kun molemmat on tehty tavallaan niinku
samaan aikaan ja samalla tavalla. Meilld on markkinoinnissa ihmisid ja markkinoinnin yhteydessd
ihmisid jotka tekee pddasiassa muuta kuin markkinointia meil on aika paljon niinku tdmmosid
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litketoiminnan kehittdjid ja prosessien kehittdjid ja sitten ihan niinku tdllaisia analytiikkaihmisid jotka
niinku tuo sitten sitd laaja-alaisuutta siihen (PM)
However, volatility in the marketplace seems to have affected marketing’s

organizational role differently in different organizations. This became evident when the
respondents were asked what they perceived to be marketing’s main responsibilities in
the organization. Some interviewees made rigorous arguments, explaining that
marketing’s areas of responsibilities were of a broad, varying and indeed all-

encompassing nature.

Meiddn markkinointi tiimiin kuuluu 4 henkilod itseni lisiksi. Meilld on asiakassuhdepddllikko joka vastaa
CRM puolesta ja yksi vastaa meiddn nettipuolesta. Meilld on markkinointiassistentti joka on kaikissa
toiminnoissa mukana ja meilld on yksi henkilo joka vastaa meiddn Mercedes Benz ja Smart
esittelyautokalustosta. Ndmd neljd thmistd pyorittdad sitd markkinoinnin kokonaisuutta. Md oon tdssd
teamleaderina ja edustana markkinoinnin kokonaisuutta meiddn tuoteryhmdn johtoryhmdssd.
Markkinointi on melkein joka paikassa lisnd, ettd varmistetaan se ettd kokonaiskuva on kristallinkirkas
Jja sitten kun toimenpiteitd tehddidin niin pddstddn nopeasti kdsiksi niiden tarkoitukseen. Avointa dialogia
perddnkuulutetaan meiddn toiminnassa ja sillid varmistetaan ettd mennddn kaikki samaan suuntaan.
Meilld on maddritelty tapa toimia markkinoinnin sisdlld. Markkinointi osallistuu kaikkiin keskeisiin
foorumeihin. Markkinointi on ldsnd johtoryhmdityoskentelyssd, on mukana myynnin suunnittelussa. Meilld
on asiakastyytyvdisyys johtoryhmd jossa markkinointi on keskeisend tekijcind. Ja sitten meilld on vield
Mercedes merkkityoryhmd joka koostuu maahantuonnin edustajista, vahittdiskaupan edustajista — sielld
on Veho-liikkeistd yksi henkilo ja itsendisistd jilleenmyyjistd on kaksi ja myds markkinointi on sielld
mukana. (MR)

Meilld markkinointi on sidosryhmien hoitamista, eli saada oma organisaatio toimimaan hyvin eli ettd
asiakaspalvelu pelaa ja ettd on hyvdt suhteet eri toimijoihin . On henkilokuntaa, on asiakkaita...tirkedd
on myos miettid points of contacitt eli missd foorumeissa voi olla yhteydessd sidosryhmiin. Ndistd
Internet on tietenkin se jonka koen ettd tulevaisuudessa kasvaa merkityksessd. Markkinointi hallinnoi
tietoisesti vaajaa parikymmentd points of contactia, eli joita markkinointi hoitaa systemaattisesti. On
henkilokuntaa, on asiakkaita, on lehdistod, on alihankkijoita, on dealereita. Pdd point of contactit ovat
asiakkaat oma henkilokunta sekd johto kautta omistajat...Koko organisaation on puhuttava samaa kieltd
Jja siind markkinointi auttaa. Kovin homma on saada omat esimiehet ymmdrtdmddn ndmd asiat, eli saada
heiddt markkinoijiksi. Eli tietylld tavoin markkinoinnin pitdd mydos osata johtaa esimiehididn. (RP)

The head of marketing in Tradeka made a similar description regarding marketing’s
areas of responsibilities, pointing out the growing role of the Internet as a facilitating
forum for marketing activities and mentioning the importance of handling interest

groups (e.g. sidosryhmi) as a part of marketing’s responsibility:

Niin...kylli se aika lailla vaihtelee ja se menee tiimeittdin, on siind ithan riittdvdsti hommia. Kun mulla
on niin erilaisia tiimejd ja mitd sielld tehdddn. Mulla on tdssd markkinointi ja asiakkuudet toiminnossa
neljd tiimid: ketjubrdndit eli ketjujen markkinointi, kanta-asiakastoiminnot eli se koko asiakkuus, meiddn
sisdinen ja ulkoinen viestintd ja sitten meiddn asiakastuntemus. Siihen asiakastuntemukseen kuuluu
erilaisten  tutkimuksien  tekeminen  ja  toimintaympdristdjen  analysointi,  asiakaskannan
analysointi...tdllaiset asiat...Jos ajatellaan vaikka meiddn kanta-asiakastoimintojen kiinteistd kuluista
niin se on ehkd jollain lailla kuvailevaa ettd vain 15 % niistd on mediamainontaa. Vaikka henkilon titteli
olisi markkinointisuunnittelija, niin ei se tarkoita ettd hdn tekisi pddasiassa mainontaa, kylld se tekee
kaikkea muutakin. Asiakastuntemus ja sen tiedon kdytto toimintaa ohjaavana tekijind on ihan keskeinen
asia. Toinen vaikkapa viestintd — eli millaista mielikuvaa rakennetaan. Paljon tind pdivind pystyy
rakentamaan mielikuvaa hemmetin hyvin pelkdstdidn suhteilla lehdistoon. Semmonen puoli mitd pitdisi
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hyodyntdd paljon paremmin on toi netti, mistd pystyisi tavallaan tosi edullisesti [uomaan erilaisia asioita
omista brandistaan. Kokonaisvaltaisesti asiakkaiden hoito ja se ettd pyritdidn saamaan mahdollisimman
hyvid mielikuvia ja kokemuksia asiakkaalle siitid meidcdn toimipaikasta. (KL)

Similarly, K Supermarkets and Fennias CMOs made rigorous elucidations regarding

marketing’s areas of responsibility:

Mdi vastaan sekd myynnistd ettd markkinoinnista. Vaikka mun titteli on markkinointijohtaja ja sitten tdssci
ketjussa on myos myyntijohtaja mutta hdn vastaa kauppojen toiminnasta, tavallaan siitd kenttdtyostd.
Meilld on joskus, muutamia vuosia sitten ollut niin ettd markkinointi ei ole niin syvdlld, mutta kylld tiytyy
sanoa ettd nyt on kylldi enemmdn kuin puolivaltakuntaa tdssd vastuulla. Eli kun ajattelen vaikka
supermarket ketjua — niin kylld md tunnen olevani hirvttdvin monessa asiassa mukana. Niin monissa ettd
melkein uuvuttavan monissa. (JH)

Pragmaattisesti sanottuna on varmistaa maksutulon myonteinen kehitys lyhyelld ja pitkalld
aikatdhtdimelld. Se on kaikessa tylyydessddn se kiteytymd. Siihen liittyy sitten monta asiaa; tukee myyntid
ja jakeluteitd asiakassuhteiden hankinnassa ja hoidossa, lisitd yhtion ja sen palveluiden tunnettuutta,
parantaa yhtion mielikuvaa ja erottuvuutta kilpailijoihin ja lisdtd ndin harkintalistalle pddsyd. Kehittdid
meiddn asiakasrajapinnan palvelumalleja ja sitd kautta vaikuttaa siihen ettd asiakastyytyvdisyys
lisddntyy. (PM)

Other respondents found it more difficult to clarify exactly what marketing’s area of
responsibilities encompassed at that given point; often referring to the fact that
marketing was currently evolving. However, characteristic for these organizations was

that marketing at that point was more concentrated in traditional marketing activities.

Niin jos ajatellaan sitd kun meiddn yksikko on nyt markkinointiosasto jos sitd ajatellaan niin silloin se
markkinointi on aika pitkdlle markkinointiviestintdd ja asiakkuusviestintdd...mainontaa. (MK)

The same respondent pauses for a while, and continues:

Kyl se asiakkuudenhallintaprosessi tulee mukaan mut et se tulee nyt sil omalla nimelldiéin se markkinointi
Jja asiakkuudenhallinta. Et ne on eri ihmisid jotka sitd tekee, vaik me ollaan kyl samassa yksikossd ja
tehdddn niinku yhdessd. Mut et se vanha tapa ja ajatus on vield mukana et mitd siel on tehty ku meilld
sanotaan markkinointi koska meil on ennen ollut markkinointiyksikko ... et nythdn sitten on markkinointi
Jja asiakkuudenhallinta. Me halutaan niinku sitd ajatusta laajentaa ja saada siithen kokonaisuutta. Fokus
on niinku siind et me otetaan tdd uus iso tontti jotenkin fiksusti haltuun monen vuoden
kehittimissuunnitelman jilkeen. Se sisdltdd niinkun silloin sen asiakkuudenhallinnan. (MK)

Correspondingly, one interviewee pointed out that although traditional advertising still
was a big part of marketing’s day to day work, a shift towards more long-term and value

creating activities was developing.

Meilld on nykyddn aika monta tehtdvdd. Mutta perusduuni on kylld sitd ettd me tuodaan asiakkaiden ja
potentiaalisten asiakkaiden tietoon erilaisia juttuja ja yritetddn edistdd positiivista mielikuvaa.
Perinteinen mediamarkkinointipuoli on ldhinnd sitd ettd, rakennetaan brindid ja myydéédn sitd mitd on
tarjolla. En mind sanoisi sitdkddn ettd pddfokus on se mediamainonta, mutta jos halutaan kasvaa niin sitd
tarvitaan edelleen paljon. Mutta entistd vahvemmin katsotaan myds sisddnpdin ja rakennetaan
asiakasuskollisuutta sekd kasvatetaan asiakkuuden arvoa. (TS)
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Another respondent admitted and criticized the fact that marketing has been and still is,
to an excessively large amount, preoccupied with conventional marketing doings. She

also pointed out that this is because of restrained marketing resources.

Kylldhdn se hyvin pitkdlti on ndilld vihdisilld resursseilla sitd markkinointitoimenpiteiden toteuttamista.
Eli tarkoittaa vaikkapa kampanjaa ja sen suunnittelua ja toteuttamista, sithen liittyvine mainostoimisto
briiffauksineen. On se painopiste kylld vihdn liikaa sielld mainonnan tekemisessd ja suunnittelussa. Se
Jjohtuu siitd ettd nyt on ihmisid liian vdhdn. Md haluaisin ettd panostaisimme enemmdn sithen
tulevaisuuden, asiakkaisiin suuntaavaa fokusointia. Eli enemmdn nimenomaan ettd pystyisimme olemaan
asiakaslihtoisid ja sithen suuntaan tekemistd. (MM)

However, she looked at the future positively referring to the fact that her voice had been
heard, and more resources were being shifted to marketing:

On resursseja liian vihdn, mutta sithen on tulossa korjaus. Me saadaan lisdd resursseja. Eli nyt saadaan
lisdd resursseja henkilokunnan muodossa. (MM)

Overall it seemed as if every company participating in this study on a continuous basis
scans current costumer and potential customers for information through different
surveys and studies. The sought information varies from higher levels of abstraction,
such as brand image and brand awareness, to more concrete, grass root level indicators,
ranging from quality of customer service to attentiveness with regard to the time a
customer has to wait before being paid appropriate attention. Furthermore, customer

satisfaction was also measured both with regard to new customers and loyal customers.

Marketing was in all cases an essential utility in the process related to the studies by;
actually conducting the studies, gathering the information into a meaningful form or
analyzing and distributing the data. In fact in many cases the respondents felt that the

vast amount of data was too much to handle and even excessive:

Me tutkitaan ihan hirveesti et meilld vdlil tuntuu ettd tutkitaan niin paljon et ei aina ehditd hyodyntid
niitd tuloksia (MK))

Dataahan tulee jirjestelmiin koko ajan sekd pdivdi viikko ettd kuukausitasolla. Paljon tietoa on kdytdssd,
ongelma on ldhinnd se ettd tietoa on liikaa ja tutkimustietoa on aivan litkaa. (HJ)

Tietenkin tdlld hetkelld se haasteellinen tilanne on ollut se ettd meille tulee niin paljon feedbackia ettd on
vaikea erottaa ne tirkedt asiat. (SVK)

In the context of marketing’s areas of responsibilities, the grounds by which marketing

in organization was rewarded, i.e. perceived to have made a valuable contribution, was
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also discussed. This is because it provided interesting information by re-iterating and
identifying which organizational activities and consequences marketing is currently

understood to enhance and affect.

However, the results from the meticulous studies were seldom the bases for which
marketing was measured and rewarded, even though much of the sought information
was dependent on marketing activities. Instead, marketing’s successfulness in terms of
organizational contribution was in every case measured by standards related to more
tangible key performance indicators, most commonly sales. This being said, some
classical marketing factors such as brand and corporate image were also significant as
reward measures in many organization. Furthermore, in many cases marketing’s
performance was also measured based on ad campaigns and their impact on customers’

top — of — mind development. This was clearly brought forward by many respondents:

No tietenkin siis tunnettuusmittari on tdssd kohdassa kun on tullut ndd pankit sun muut...sen tuunettuuden
kasvattaminen. Se on se oikeesti niin kuin sellainen mittari. (MK)

Mielikuva kuluttajilta ja sitten omien asiakkaiden asiakastyytyvdisyys. Sitten kun mennddn ihan
katsomaan mistd markkinointi on ihan erikseen vastuussa on se ettd minkdlaisella kulumassalla niitd
mielikuvia on saatu toteutettua. Sellaiset yleiset mittarit kuten kannattavuuden mittarina kdyttokate ja
kasvun mittareina liikevaihto tai markkinaosuus tai myynti, niin kylléihdn ne on ihan keskeisid mittareita.
(KL)

Markkinointiin liittyen esimerkiksi mitataan jokaisen kampanjan tulokset. Asetetaan jokaiselle
kampanjalle tavoitteet ja sen jilkeen katsotaan miten ollaan niissd onnistuttu. Ne on usein myos myynnin
tavoitteita, brindin tunnettuus tavoitteita, ndkyvyys ja huomioarvo tavoitteita. Aika perinteisid, mutta
entistd enemmdn bisnestavoitteita. (MM)

No meilld on mittarit mitd me seurataan on tilauksia, tarjouksia, myyntid ja hyvin tarkasti sitd ettd miten
Mercedeksen mielikuva kehittyy. Seurataan milld tavalla eri kampanja viestit menee ldpi, seurataan
vksittdisid lanseerauksia, seurataan meiddn verkkokdvijoitd. (MR)

Jos md oon rehellinen niin kauhean kauan ei saa jatkaa jos myynti ei kiy. Monihan ajattelee ettd sehdn
kauheen kiva suunnitella kaikkia tdillaisia luovia juttuja, kunnes kdy ilmi se ettd “hitto jos ei se kauppa
kay”. Kylld sen markkinoinnin tehtdvd on olla tietoinen niistd asiakkaan tarpeista, syvdymmdrtdd niitd.
Mutta jos myynti ei kdy niin ei silloin kauan istuta, et mdhdn vastaan myynnistd ja markkinoinnista (JH)

Meilld on koko kaupallisen puolen yhteinen tuloskortti ja siitd johdetut lisdpalkitsemisen perusteet. Eli
meitd mitataan ja arvioitetaan samoilla mittareilla kuin myyntid tai asiakaspalveluita. Joissakin
mittareissa markkinoinnin rooli on ensisijainen ja joissakin toissijainen ja auttava. Niissd jossa sen on
ensisijainen liittyy just asiakastyytyvdisyyteen, kumppanin tyytyvdisyyteen, asiakassuhteiden kestoon ja
myynnin kehittymiseen ja markkinaosuusasemaan, tunnettuus ja tdmdn tyyppisiin asioihin. Mutta
loppujen lopuksi ne on aika kovia lukuja millid meitd mitataan, ettd esim myynnin ohjaajana tietyissd
asiakassegmenteissd markkinoinnin toimenpiteiden paino on niin keskeinen ettd meitd mitataan myynnin
tunnusluvuilla ja niin sen pitdcdkin olla. (PM)
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Meilld on koko talossa tuloskortti, sielld on tiettyjd mittareita. Sit tietenkin ndd normaalit brindiin
liittyviit preferenssimittarit. Sitten on ihan kassa, joka yhdistetddn ndihin preferenssitietoihin ja
myyntitietoihin. Sitten ihan tdllaisia brandin maineeseen liittyvdt asiat jos ne on kohdillaan...ne on myos
asioita jossa olla edistytty. Sitten tietenkin tulos ja osavuosikatsaukset. (SVK)

Myyntituloksia seurataan aika paljon, se on ndissd mediakampanjoissa nimenomaan tdrkedd ettd ithan
faktiset kuinka kauppa kdvi mittari. Se on uusiaskashankinnassa tiarked mittari. (7.S)

Mun mielestd se mittari on meilld ettd jos on ollut niitd isoja tavoitteita, niin onko ne isot tavoitteet
vdrdhtdneet. Eli, paras esimerkki joku asuntolainamarkkina: kun pddtettiin ettd rynnditddn asuntolaina
markkinoille ja sitten keksittiin siihen uudet lddkkeet, niin kylld se ndky myos siind yldtason
performanssissa ja markkinaosuuden kasvussa. Loppupeleissid niin kylldhdn se ldhtee siitd mitd
viimeiselle rivilld tavoitellaan tai mitd tunnuslukua ajetaan. (PT)

In Viking Line, however, rewarding organizational entities was not and had never been

relevant. As sarcastically pointed out:

Meilld ei jaeta bonuksia kellekddn eiki edes kunnon palkkaa, se on ahvenanmaalainen tapa. Mun
historian aikana markkinointia ei ole kiitetty kertaakaan. (RP)

Notably, this was not perceived as the most important matter. Instead, in a somewhat

Spartan spirit, the respondent concluded that the reward lies within success:

Kyllidhdn  tdmd mainonnan  vdhentdminen on selked merkki siitd  ettd olemme onnistuneet
asiakaspalvelussa. Meiddn asiakaspalvelu henkilostod ei palkita erikseen. Mutta kylld koen ettd se miten
ollaan parannuttu kaikilla tasoilla myds palkitsee meiddn tyontekijoitd. (RP)

Whereas another respondent specifically pointed out the importance of rewarding
employees for good work:

...se on tdrkedd ettd jokaisella on mahdollisuus hyvalld omalla panoksellaan saada hyvdd itsellensd.
(MR)

Marketing’s strategic influence
As the previous sections indicated, marketing in general seems to be perceived through
broad lenses, while its organizational role appears to be of varying character depending

on the organization, not so much in fact on line of business.

Hence, an intriguing question arises: does marketing, as an organizational entity,

possess any influence in strategic issues, i.e. is marketing perceived as a strategic entity?



115

Interestingly, ten of the twelve interviewed CMOs proudly proclaimed that marketing
indeed was represented in the executive team of the company or group. Below I have
gathered some selected statements reflecting marketing’s role in and contribution to the

executive team:

Joka pdivisessd johtoryhmdtyoskentelyssdhdn meilld on markkinointi edustettuna, eli johtoryhmdssd
istuu meiddn viestintdjohtaja joka vastaa koko osastosta. Markkinoinnin tekeminen on johtoryhmissd
asiantuntija roolissa, yhtend johtoryhmdn jdsenend olemista ja myos ihan nditd normaaleja; myynnin
varmistamista ja ostohalukkuuden kasvattamista, mutta myos sitten asiakasuskollisuuden lisddamistd.

(SVK)

Meilld markkinointi ymmadrretddn laajasti ja mind edustan markkinointia johtoryhmdssd. Mind tuon sinne
sen ndkokulman et markkinoinnilla on kasvun kanssa tekemistd, silli on asiakkuuksien rakentamisen
kanssa tekemistd ja ettd asiakaspalvelu ja asiakkaan kohtaamien on mitd suurinta markkinointia (KL)

Meitd on viisi tai kuusi sielld ja itse olen siis mukana. En ole helppo henkilo sielld eli usein minulle
sanotaan ettd olen ytterst besvdrlig. Olen sielld sen takia ettd tuon visioita sinne ja paljon tietoa sinne.
Vuoden katsoin toimintaa sielld ja sen jilkeen totesin heille ettd en kertaakaan ollut ndhnyt ettd
agendassa olisi ollut asiakas. Ja siitd ldhdin pikkuhiljaa muuttamaan sitd toimintaa sielld. (RP)

Markkinointi  ndkyy  meidin  koko  operatiivisessa  toiminnassa...meilli  on  Mercedeksen
Jjohtoryhmdityoskentely, tarkoittaen ettd kokonaisuutta hallitaan, on se sitten kannattavuutta tai
asiakastyytyvdisyyttd, itse edustan markkinointia sielld. Sitten meilld on asiakastyytyvdiisyys johtoryhmd
Jjos kdydddn asiakastyytyvdisyyttd ldpi. Markkinointi on mydos tddlla mukana. (MR)

In organizations where marketing was not mentioned to be represented in the executive
team, the respondents still felt that they had the possibility to communicate with the
executive group, albeit some problems were observed. One of the respondents felt that
the role of marketing in their organization was decisively restricted due to the fact that it

was not represented executive team.

Hyvin yksinkertainen kdytdnnon toimi laajentaa markkinoinnin vastuuta on se ettd markkinointijohdon
pitdd olla johtoryhmdn jdsen. Sitd kautta se tulee sitten eri osa-alueille mukaan... itse sanon ettd se ei
ratkea ennen kuin markkinointi istuu myds johtoryhmdssd. ..ettd on tavallaan mahdollisuus vaikuttaa,
mutta se on kdytdvdvaikuttamista. Se ei ole sitd et ollaan kaikki samaan aikaa samassa paikassa ja md
pddsen perustelemaan talousjohtajalle et onko tdmd kuluva investointi... (AH)

CMOs from companies in which marketing was represented in the executive team felt
that marketing as an organizational entity has to prove itself to be of strategic value,

before claiming a seat at the executive team. As one respondent put it:

Yks semmoinen ismi mikd on ollu et markkinoinnin pitdis olla edustettuna johtoryhmdssd. Markkinoinnin
pitddkin mut ei markkinointiviestinndn. Tdssd on se iso gdppi mihin monet putoo. Md ndidn aina punasta

kun ihmiset katsoo markkinointia hirveen kapeasti ja vaati sille hirveen painavaa salkkua. Ei se tule niin
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ettd annetaan vain pdcditos-ja vaikutusvaltaa, samalla pitdd tulla vastuu ja se osaaminen ja ymmdrrys siitd
tyostd. Markkinoinnin pitdd kasvaa strategiseksi toiminnoksi ennen kun voi vaatia paikkaa sellaisena.
(PM)

Viking Line’s CMO built on the same thought, while claiming that marketing had
earned its seat through superior grass root knowledge, i.e. by continuously serving top

management with the latest information.

Me tutkitaan nditd asioita tddlld todella paljon. Me teemme 100000 markkina, kilpailija tai
asiakastutkimuksia vuodessa hyvin strukturoituna. Feedbackin ja tutkimusten avulla olemme pystyneet
tekemddn sekd strategisella ettd taktisella tasolla oikeita ratkaisuja tuomalla tietoa johtoryhmdn kdsiin.
Eli pystymme ndin tekemddn asiakassuuntaisia ja markkinasuuntaisia pddtoksid, paremmin kuin
kilpailijat. (RP)

However, it was also pointed out that if marketing was perceived by management and
the organization as a narrow and simplistic function only concerned with for example

advertising, it might be difficult for it to climb up the ladder.

Tietyissd organisaatioissa on varmaan niin ettd koetaan ettd markkinointi on Idhinnd mainosten
tekemistd. (SVK)

Jos johdon kannalta ymmdrretddn markkinoinnin olevan pelkdstidn mainosten tekemistd, niin sitten se
helposti ei ole mukana johtoryhmdn strategisessa pddtoksen teossa. (KL)

When discussing the planning and construction of separate marketing strategies, every
respondent was quick to point out that it is of utmost importance that the overall
corporate strategy transcends any other, lower level strategy, including possible
marketing strategies. This was due to the fact that the respondents felt that corporate

strategy should function as glue, unifying the whole company.

Toimintaa ohjaa asiakaslihtdinen strategia ja markkinoinnin tavoitteet tulee sieltd. Me ei kirjoiteta
erillisid markkinointistrategioita, ettd yhtion strategian kautta markkinointi saa viestin ettd mitd pitdd
tehdd. Tiedon kautta pitid pystyd johtamaan ja mddrittdmddn markkinointimixejd, tavoitteita ja
painotuksia. Markkinoinnille itselleen niin ei haluta eikd ole tarvetta mihinkdcdn strategiaan. (HJ)

Se on osa sitd isompaa kakkua, et markkinoinnin strategiset sisdllot ja ohjenuorat on sisdlld siind
yhtiostrategiassa ja niistd on sit koottu tdllainen tiivistelmd jota md kdytdn operatiivisena tyopaperina
markkinointi-ihmisten kanssa. Must se on parempi ndin koska tavallaan markkinoinnin strategia on
raadollista, et jos markkinoinnin strategia on erillinen ja irrallinen niin sit ku menee heikommin tai on
Jjotain akuuttia pddlld niin se on se viimeinen jota ruvetaan toimeenpanemaan ja lukemaan. On parempi
et se on sisdlld than sielld ytimessd, sillon se tulee varmasti huomioiduksi ja sillon se oikeesti palvelee
niitd yhtiotason tavoitteita. Jos markkinoinnin strategia on erillinen niin helposti ruvetaan ajaa
ambitioita jotka ei sit vilttdmadttd ole sen organisaation kokonaisstrategian kannalta parhaita. (PM)
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Only one respondent pointed out that she, albeit many requests for better, was
unsatisfied with the strategy handout she was given. Notably, in this company

marketing was not a member of the executive team.

Kansainvdliseltd emoyhtioltid me ei saada sieltd sellaisia strategioita joita mind olen pyytdinyt joka toimisi
niin kuin minun ohjekirjanani. (AH)

Marketing and the customer management process

Before digging deeper into marketing’s current involvement in the customer
management process, the concept of service marketing was discussed. This was of
apparent interest, since it provided a natural focal point for further discussion.
Furthermore, it was interesting to observe whether prevailing service marketing theory
in fact was familiar to the respondents. Interestingly, almost all of the interviewees were
actually familiar with the essential theoretical denotation of service marketing, as
presented in this study (i.e. The Nordic School). A selection of common answers is

presented herein:

Aikanaan kun tein itse gradua Sampoyhtiolle...niin huomasin silloin ettd pelkkid tuotepddillikko
nékokulmia oli kaikki markkinoinnin kirjat ja Gronroos oli ainoa joka oli kiinnostunut palvelupuolesta.
Téstdhdn on menty eteenpdin ja kyllihdn me ollaan palvelubisneksessd. Mutta tavallaan ettd mikd se
asiointikokemus siind ostokierroksen aikana on ollut, niin onhan se suurimassa mddrin
palvelumarkkinointia.  Kylld md ymmdrrdn se niin ettd kauppahan on tavallaan timmdoinen
palvelukonsepti, et kaikki on markkinointia mitd tehdddn. (JH)

Kylld se sanoo sitd ettd se on sisdistettyd asiaa koska se on toimiala missd me ollaan. Palvelujen
markkinointi on... joskus ongelmoidaan tilanteissa ettd pitdis olla jotain konkreettista. Musta timd on
paljon mielenkiintoisempaa kuin tid ei oo sitd. Ja silloin ihmisen merkitys on todella tirkedd, kun se
palvelu menee ihmiseltd ihmiselle, puhelimeen vastaamisesta ldhtien. (AH))

Palvelujen markkinointi on mulle just siti kokonaisuuden katsomista eri puolilta. Kun sitd ei voi tehdd
valmiiks sitd tdytyy olla koko aika hereilld. Et siin tdytyy sen toiminnan olla kunnossa. (MK)

Tavallaan lihtokohtana Gronroosin termi palvelujen markkinointi, ettd kaikki teollisuuden tuotteen
loppujen lopuksi myydddn palveluina. Toi oikeastaan liittyy sithen mitd md sanoin aikaisemmin siitd ettd
vaikka me ollaan tuotepohjaisia, niin kylld se on se palvelu, eli interaktio, joka ratkaisee sen takia ettd
pelkdlld tuotteella ei nykyddn erotuta. (PM)

Eiko tdmd ole nimenomaan sitd Gronroosin 15 -20 vuotta sitten lanseeraamaa ajatusta? Ettd kaikki on
tavallaan sen kokonaisuuden markkinointia. Joo, sehdn on just sitd, ettd on vaikea erotella mikd on
markkinointia ja mikd ei. Se ldhtee ennen kaikkea ihmisestd. (KL)

Mielestdani palvelumarkkinointi ldhestyy tuotteiden markkinointia silld tavalla ettd niitd on vaikea erottaa
toisistaan. Kone, niin kyllihdn ne hissejd tekee mutta kylld suuri osa heiddn toiminnastaan on juuri sitd
palvelua ja palvelumarkkinointia eli sen tuotteen ja palvelun on oltava yhdessd. Kyse on paljon siitd
miten kdsittiid markkinoinnin. (RP)
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In fact, only two respondents admitted that they did not understand the question when

asked how they felt about service marketing as a theoretical conception.

Many interviewees claimed that marketing had an important role to play in the customer
management process. Almost all of the CMOs also expressed a genuine care for
customer management and, more importantly, felt that they had a large practical say in
customer management related issues. In a clear majority of the cases, marketing took
part in the customer management process in what could be referred to as a two-folded
progression; actively participating in coaching the frontline personnel or developing
service models for the frontline personnel, and the measuring of these actions. The
measuring of results normally included personnel feedback as well as customer

perceived service quality.

Se on se ratkaiseva asia. Ja totta kai me ollaan yhtend osana sitd vaikka suoranainen vastuu on silld
ketjunjohtajalla ja silld henkilostolld joka sielld toimii. Me ollaan vastuussa sen mittaamisesta erityisesti.
En md voi sanoa etteiko oltaisi ollenkaan vastuussa siitd miten myymdld toimii, siind vaiheessa kun se
asiakas on siind myymdldssd, koska sehdn on tirkeimpid kohtaamisia. No me viedddn siitd
ketjunjohtajalle viestid eteenpdiin jos tutkimukset osoittaa ettd jokin on mennyt huonosti. (KL)

Meilld se konkretisoituu silld tavalla ettd tdd meiddn asiakastyytyvdisyys johtoryhmd mddrittelee milld
tavalla halutaan asiakastyytyvdisyyttd kehittdd Mercedes maailmassa. Ja pyritddn varmistamaan ettd se
kehittyy sithen suuntaan johon me halutaan sitd kehittdd ja sitd seurataan hyvin tarkasti mittareilla.
Meilld on kenttdpddllikot jotka kdy meiddn liikkeissd ja kdy niitd asioita ldpi, asiakastyytyvdiisyys on
nostettu hyvin korkealle jilleenmyyjienkin puolella. On tiettyjd asioita joita mitataan ja jdlleenmyyjien ja
huoltohenkilokunnan tapa toimia asiakastyytyvdiisyyden parantamiseksi kdydddn jatkuvasti ldpi.
Markkinointi tarjoaa sinne paljon tydkaluja joiden avulla he voivat asioita viedd eteenpdin. (MR)

Asiakaspalvelun koulutustilaisuuksissa ja toimintamallien kehittimisen kautta pddstidn konkreettisesti
mukaan siihen. Kylld siind kehitystd tarvitaan edelleen, on siis kehittynyt, mutta ei valmista ole vield.

(TS)

Sen on se juttu. Organisatorisesti se ei ole mun aluetta, sen takia olen pyrkinyt luomaan ndmd tarkat
mittaristot. Eli kutsun nditd tutkimuksia ja niiden mittareita ohjausjirjestelmdksi joka perustuu suoraan
feedbdkkiin asiakkailta ja tdtd kautta vaikuta. Organisatorisesti sen on operatiivisen johtajan alla. Mutta
hénkin istuu siind mun kuukausikokouksessa. Eli hinen tarvitsee vain luottaa sithen mitd mind sanon. Eli
se tieto menee suoraan hdneltd ja toisaalta joka kuukausi saadaan suoraa feedbdikkid asiakkailta ettd
miten hommat on onnistunut. Me katsotaan kaksi kertaa vuodessa mitd mieltd asiakkaat ovat meiddn
myynti ja palvelumiehistostd; ettd ”Virtanen sai nyt tdmmostd tulosta ja Karlsson timmoistd”. (RP)

No me ollaan vastuussa siitd tietylld tavalla eli nditten huolenpitomallien eli nditten asiakkuusohjelmien
tekemisen sen tekemisen vetovastuu on markkinoinnissa. Ja se ett siind totta kai on ympdrilld iso porukka
muilta osastoilta. Me ei olla organisatorisesti missddn vastuussa siitd mitd se pankkivirkailija tekee mutta
totta kai me ollaan nditten palvelumallien rakentamisen kautta vastuussa siitd mitd han tekee. (MK)
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In one organization, the marketing department was also organizationally responsible for
the customer management process. Hence, if for example customer satisfaction
regarding customer service would decline, the CMO would ultimately take the blame

for it.

On vastuussa. Mulla on alaisena asiakkuushallinta pddllikko, ettd ehdottomasti markkinointiosasto on
tastd asiasta vastuussa. Jos jokin menee pieleen niin se on mun syy. (JH)

What should also be pointed out in this context is the fact that only two respondents
understood the customer management process as something closely linked to the classic
and restricted view CRM. That is CRM as databases of customer etc. As the following

citation illustrate:

Kylla, tddlld hoidetaan asiakastiedot. Kun kaikki on asiakaslihtoistd, niin sen pitdd perustua myos
asiakastietoon. Organisatorisesti niin samassa organisaatiossa hoidetaan sekd asiakastieoja ettd
markkinointiviestintid joka pohjautuu asiakastietoihin. Kaikki kohdennettu markkinointi léihtee
asiakastiedoista. (HJ)

In one organization the CMO openly concluded that customer satisfaction and the
degree of service quality had not so far had any significant effect on marketing
operations. It was simply not viewed as a strategic question, but more of tactical a issue

only to be measured in sales.

Asiakastyytyvdisyys ja palveluntaso ei ole tihdn asti ohjanneet meitd hirveen paljon. Tédssd bisneksessd
paras palvelutilanteen mittari on se ettd kiyko ne tuotteet kaupaksi. Pidemmcdilld tahtdimelld niin on myos
saatava se palvelun laadun mittaaminen niinku tehokkaamaks, mutta vain sillid ehdolla ettd silld
palvelunlaadun mittaamisella ja sillid palvelun laadun tasolla on korrelaatio sitten niihin taloudellisiin
tavoitteisiin. Jos se on vaan sellaista mittaamista jota silloin tilloin tehdddn mutta se ei korreloi siihen
bisnekseen niin silld ei ole mitddn merkitystd. (PT)

Continuous meetings, coaching and co-operation when creating guidelines for the
frontline personnel, apparent in most of the studied organizations seemed to have
positive effects reaching beyond simply managing the customer management process.
Firstly, a clear majority of the CMOs felt that they possessed a down-to-earth picture of
their frontline personnel’s’ capabilities and responsibilities. Secondly, the hands-on
picture of the frontline personnel’s aptitudes decreased the risk of communicating
unrealistic pictures to the customers. As a result, all of the respondents expressed solid

trust in their service personnel.

Joo, siithen meilld on erityisesti kiinnitetty huomiota. Se on ldhtenyt valmennusyhteistyon tuloksena.
Jatkuvasti nousi esiin tilanteita kun henkilokunta kdy koko ajan kysymdssd turhia asioita Iluvan
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pyytamistd sitten se vastuu laitettiin mddritellysti organisaatiossa alemmas. Se lisdsi henkilokukunnan
tyytyvdisyyttd ja sitd kautta, ilman muuta, parempaa asiakaspalvelua. (AH)

Varmaan ndd nykyiset epdsddnnollisen sddnnolliset koulutukset ja sitten palvelutason laatu mikd on
meilld todettu hyvdiksi ihan tutkimusten perusteella, niin uskoisin ettd suurin osa on osaavia ihmisid.
Mutta tietenkin kun on pidemmdn aikaa niin ettd asiat on haastavia, joka sun tyopdivd on haastava ja
tulee haastavia puheluita kokoajan, voi olla ettd ihminen vdsyy ja vdililld on haasteellista loytdd niitd
oikeita sanoja ja mennd sinne asiakkaan maailmaan silld tietylld tasolla. Mutta, md oon kylld suhteellisen
korkeasti ylped meiddn ihmisistd, kylld he osaa. (SVK)

Substanssi osaaminen on erittdin erinomaista. Kyky kommunikoida ja tehdd sitd ratkaisukeskeistd ja
tavallaan mennd sen asiakkaan ongelman ddrelle, sen asiakkaan tarpeen ddrelle, niin se on varmaan
semmonen kasi, muttet siihen me ollaan nyt eniten tartuttu. Et md oon meiddn palvelutoiminnan
ohjausryhmdssd jossa on mukana ihan tuotannon pddllikoitd ja johtajia. Sielld asiakaspalautteet ja
reklamaatio kdydddn ldpi hyvinkin korkealla tasolla ja sddnnollisesti kerran kuussa ja tditd kautta
seurataan myds ettd mihin ja miten ollaan reagoitu. (PM)

Kylld heilld on kompetenssia. Se pohjautuu tihdn Mercedes maailman ja miten me sen sisdlld toimimme.
Tietenkin pyritddn toimittamaan heille kaikki tieto ja tyokalut ettd heilld olisi helpompi myydd autoja ja
olla tekemisessd sen asiakkaan kanssa. Ja onhan heilld vastuu siitd ettd se meiddn tapa toimia jalkautuu
sinne loppuasiakkaaseen saakka. Kylld me pidetddn siiti huolta. Jdrjestetddn paljon koulutuksia ja
kdasitellddin asioita, ei vain tuoteperspektiivistd, vaan myos asiakastyytyvdisyyden kautta. Se on infon
vdlittamistd sinne ja hengen nostattamista ettd jokainen kokee ettd on tarpeeksi infoa tehdd asioita oikein
(MR)

And if some problems were to occur, they wouldn’t escape the ear of marketing, another

advantage with the coaching and meetings with district chiefs. As pointed out:

Meilld on itse asiassa viikoittainen seuranta. Kysymme kaikilta meiddn asiakaspalvelutiimin vetdjiltd ja
sitten kaikilta myymadldpdidllikoiltd ettd mitkd on viikon kuumimmat aiheet mitd sielld on pyoritelty ja mitd
kehityskohteita he ovat huomanneet pdivittdisessd tyossddn. (TS)

Mun kolleega, myyntijohtaja, vastaa siitd kaupantoteutuksesta, ja mehdn ollaan samaa johtoryhmdd ja
samaa tiimid. Ettd sillid tavalla pystymme vaikuttamaan. Me kokoonnutaan kerran vuodessa kaikki
kauppiaat ja sitten kolme kertaa vuodessa tammoisid alueellisia kokouksia missd on ndiden alueiden
kauppiaat ja kaikissa ndissd kokoontumisissa markkinointi on aina agendalla ja md kerron tulevista
toimenpiteistd. Ndiden suunnitteluryhmien kautta jossa on nditd kauppiaita niin eturintama pystyy
antamaan feedbdikkid. (JH)

Ilman muuta tdd sisdinen markkinointi, eli milld tavalla asioista tiedotetaan viestitidin, kommunikoidaan
ja keskustellaan on avainasemassa. Esimerkiksi mainonnan toimenpiteitd kun tehdddn, niin ndissd
ryhmissd on mukana muitakin kuin markkinointiosaston tai mainos tai viestintdtoimiston henkiloitd.
Sielld on myynnin edustajia sielld on asiakaspalvelun edustajia. (SVK)

Kevdidlld ja syksylld niin markkinoinnin aloitteesta yhteistyossd meiddn asiakaspalvelun johdon kanssa
ollaan valmennettu kaikki tdssd talossa asiakaspalvelutyoti tekevit. Me puututaan hyvinkin
kaytannonliheisiin asioihin... Ja noi piitd hoitaa ensin, ennen kuin ldhdetddn laittaa johonkin mainoksia
ettd "meilld hommat pelaa hyvin”. (PM)

Naturally, the process of aligning organizational activities was not perceived as

something undemanding and automatic. Furthermore, most of the interviewees pointed
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out that there always seemed to be room for improvement. As noted by one

respondents:

Se on yksi mielettomdn iso haaste, ettd voisi sanoa ettd kaikki isot kampanjat pitdisi aina
henkilokohtaisesti pddstdi kertomaan vihintddn pddllikoille mutta kéytinnossd se ei ole mahdollista. Se
on ilman muuta iso haaste, ettd miten saat jalkautettua ne tekemiset siitd kampanjasta. Se on semmoinen
ikuinen asia, ettd vaikka siitd puhutaan hirvedsti ja korostetaan sisdisen markkinoinnin tdrkeyttd, niin se
on kuitenkin aina semmoinen asia missd olisi petrattavaa ja mikd jdd liian vdihdlle huomiolle. Jos
ajatellaan ettd kivaa ja tylsdd tekemistd, niin se usein saattaa olla sitd tylsdd tekemistd. Olis paljon
kivempi puuhata hienojen teevee mainosten parissa tai jonkun suunnitelman kanssa mutta toisaalta niin
oli md aikoinani itse tekemdssd sellaista kampanjaa ettd kun tehtiin mysteeri tutkimus sen jilkeen, niin
huomattiin ettd vain 50 prosenttia kampanjasta oli mennyt perille kdytinndssd. Jos on pantu vaikka siind
tapauksessa 100 tonnia materiaaliin niin 50 tuhatta olisi siind tapauksessa voinut heittdd suoraan
roskikseen. Ja se herdttdid aika lailla ajattelemaan sitd miten pitdisi ottaa tosissaan se asia. (KL)

Another respondent followed the same line of argument:

Valitettavan usein niin meilld kuin monessa muussakin paikassa tapahtuu niin ettd pistetddn
mediapaukkuja hirved mddrd, mutta sitten sitd ei koskaan hyodynnetdi koska saattaa olla ettd myyjikin
ndkee sen mainoksen ensimmdiistd kertaa televisioissa. (MM)

Similarly, one respondent pointed out that aligning organizational activity is a matter of

utmost significance, especially with regard to corporate marketing:

Siind on kaksi vaihtoehtoa: joko pitdisi lakata lupaamasta mitddn tai sitten pystyd vaikuttaa siihen ettd
lupaukset toteutuvat. Se on niinku koko ajan voimistunut ja se tapahtuu yhteisymmdrryksessd
asiakaspalvelupuolen ja toisaalta myynnin kanssa. (PM)

In Viking Line, however, the CMO found that their hard work in aligning corporate
activities with marketing had begun paying off, so much so that he compared the
organization with a fine tuned orchestra, however, pointing out that there is indeed room

for improvement.

Se on se ihme ettd kun ollaan ndin pitkddn tdtd tehty niin nyt tdd orkesteri soi kuin sinfonia orkesteri, eli
tddilld kun puikko heiluu niin myos huilut ja rummut soi. Se on must hieno juttu ja se positiivisin asia on
ettd silloin voi kaikkia hyvin; asiakkaat voivat hyvin, henkilokunta voi hyvin ja omistajat voi hyvin. Totta
kai on sellaisia asioita mitd haluaisin parantaa. Meiddn organisaatio ei pysty vield improvisoimaan, eli
Jazzia soittamaan. Persusmusiikki on kondiksessa mutta jos pystyisimme vield improvisoivaan, niin
voisimme vetdd vield vihdn kaulaa kilpailijoihin. (RP))

When the CMOs were asked whether marketing at any point was in direct contact with
the customer, the common answer was that marketing organized promotional events
creating the only forum in which they could interact directly with the customers. Most

respondents pointed out that they indeed would like to interact with the customer to a
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larger extent. However, time was commonly mentioned as an issue restricting further
interaction with the customers. Notably, two organizations proved that if enough
organizational pressure was put on the issue, hands-on interaction with customers was

by no means an impossible event.

Olemme itse asiassa koko markkinointiosasto menossa yksitellen myymdlddn puoleksi pdiviksi
katsomaan miten se homma toimii jopa toimimaan ihan myyjind ettd ndkee sen
ruohonjuuritasonprosessin. Silloin sdilyy se taju ja tunne siitd mitd sielld oikeasti tapahtuu ja minkdlaisia
haasteita heilld on sitten siind tyossd. (TS)

Viihintddn kerran vuodessa meilld on kenttdipdivd jolloin pddkonttori on kiinni ja kaikkien tulee ldhtedi
myymdlddn tekemdicin hommia. Joku hyllyttid, joku menee kassalle...halutaan myos tdmd porukka sinne
asiakkaan kanssa kontaktiin. (KL)

Collaboration in the organization — internal marketing

Just as with the concept of service marketing, internal marketing was by no means
something unheard of or new to the CMOs. In fact, the subject had been spontaneously
mentioned several times during the course of the interviews. Everyone seemed to have a
clear understanding of its theoretical connotation and practical influence in their

organization.

Than samalla tavalla tdytyy saada omat ihmiset tietoisiksi omasta agendasta. Keskustella siitd ja saada
heiddn ns. sisdisiksi tuotteen tai toimintamallin myyjiksi. Se sisdltdd sitd ettd tiedotetaan tekemisistd,
kerrotaan niiden hyodyt ja autetaan ihmisid ymmadrtdmddn olemaan samalla sivulla asioista ja
tajuamaan miten mitdkin tehdddn ja miksi (TS)

Kylld md koen sen nimenomaan sitd kautta ettd meiddn on pakko saada lanseerattua se ajatus, vietyd se
ajatus, mitd me tehdddn, mitd me tavoitellaan meiddn oman vden mieliin ensin. Ettd ei voi olla niin ettd
asiakas tietdd enemmdn kun se tulee toimipaikkaan. Meilld on esimerkiksi Siwasta tillainen ”Miksi” -
kirja joka me jaettiin toissa vuonna kaikille siwalaisille. Eli kertoo ettd mitd se siwa on. Mitd se tarkoittaa
meiddn brdndi, miten ma halutaan erilaistua, mitd meiddn asiakkaat odottavat meiltd. Tdad on yksi tapa,
eli tid on se isompi taso siind asiassa, ja sitten toinen on se ettd yksittdisistd tekemisistd kampanjoista
mitd on pddlld niin kyllihdn ne on pakko saada vietyid omalle henkilostolle ensin. (KL)

On tdarked asia, mikddn hanke tai projekti ei suju jos sisdistid markkinointia ei ole hoidettu, jos
lanseerataan vaikka jotain uutta .... ja jos sisdistd markkinointia ei ole tehty niin se ndkyy tosi pian ja sd
huomaat et “jahaa, tdstd tulikin vain timmoinen Annen projekti”, ja kukaan muu ei ole innostunut.
Sisdinen markkinointi vaatii kylld usein jonkun sieltd johdosta mukaan. (AH)

Furthermore, internal marketing was something that, according to most CMOs, clearly

had received more attention in recent times.

Se on sitd ettd sitoutetaan ne ihmiset tekemddn samoja asioita kuin mitd me markkinoinnissa haetaan,
koska markkinointi nimenomaan tekee niitd toimenpiteitd sen takia ettd myynti onnistuisi. Meilldkin on
ollut sen kanssa hirvedsti puutteita ja hirvedsti korjattavaa, mutta me ollaan kylld jo nyt saatu se sisdinen
markkinointi paljon paremmalle tolkulle. (MM)
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Ymmdirrdn sisdisen markkinoinnin silld tavalla, ettd jos ei itse tiedetd miten asiat on, niin siitd on vaikea
viestid myoskin ulkopuolelle. Sisdinen markkinointi pitdd olla samalla viivalla kuin mitd markkinointi
ulospdin. Oman organisaation pitdd olla ajan tasalla. Sisdisen tiedottamisen merkitys on todella suuri,
sitd ei sovi missddn tapauksessa viheksyd. Jos haluaa saada jonkun jutun ldpi niin pitdd saada muut
ymmdrtdmddn se niin ettd siitd tulee yhteinen juttu. Me ollaan viimeisen vuoden aikana startattu
sellainen kuin “henkimaailma” joka tarkoittaa kdytdnndssd sitd ettd jokainen tiimi aina vuorotellen
Jjdrjestdd tallaisen teemapdivan. (MR)

Mid nden sen ndin ettd sellaisissa tilanteissa kun ollaan kehittimdssd palveluita tai ottamassa uutta
kanavaa kayttoon tai uskotaan ettd meilld on sellainen ajatus joka kannattaisi hyvdksyd laajemminkin,
niin kylld siind vaiheessa mennddn sisdiseen markkinointiin meilld. Eihdn se koskaan voi toimia liian
hyvin, ettd kyllihdn siind on kehittdmisen alue. (HJ)

Jaa, no helpostihan siind tulee et se et on vaan niinkun se sisdinen viestintd, motivointia siin viestinndssd
et miksi tehdddn toimenpiteitd. Tehdddn vdhdn liian heppoisesti usein. Sitd voisi parantaa nimenomaan
ajattelemalla sitd vastaanottajan kannalta, niinku motivoida hdntd siihen et kun on jotain muutoksia et
minkd takia hdnen kannattaa mennd sithen mukaan. Sen asian kertominen muille niin se on se joka usein
Jjdd vihdn vihemmdlle huomiolle. (MK)

Md ymmdrrdn sen niin ettd miten saadaan henkilokunta innostumaan ja ymmdrtamddn ettd missd nyt
mennddn ja niistd teemoista jotka ovat keskeisid. Siind on muuten kehittdmistd, et enemmdn tehdddn
valilld ulospdin sitd viestintdd kuin sisddnpdin En sano ettd asiat on huonosti hoidettu, mutta kylld md
tossa tunnen pienen piston ettd voisi innostaa sisdisesti. (JH)

Pitdd saada muu organisaatio ostamaan niitd markkinoinnin tavoitteita ja toimenpiteitd. Ja sitoutumaan
nithin ja lopulta sitten soveltamaan omassa tyossddn ad hoc niitd samoja asioita. Musta se on
luonnollinen osa. Usein puhutaan sisdisestd viestinndstd, koska ajatellaan etti se on kunniallisempaa
kuin sisciinen markkinointi, kun ihmiset ei halua olla markkinoinnin kohteena. Siséiinen markkinointi on
pdinvastoin usein paljon innovatiivisempaa, vithdyttdvdampdd ja kivempaa kuin sisdinen viestintd joka on
semmoista virtaa. Me ollaan aika paljon panostettu sisdiseen markkinointiin, et luotu ihan omia
toimintamalleja...Niin et se on oikeastaan yksi ihan olennainen, et meiddin markkinoinnin kohderyhmd on
meiddn oma henkilosto. (PM)

Térkee juttu...se ei saa olla mikddn itseisarvo eli substanssirooli et ei vaan ylldpidetd jotain jos siind ei
ole mitddn oikeata substanssia. No, niinku sanottu niin nyt meilld on muutosvaihe ja kdiytetddn siihen
mddrdllisesti huomattavasti enemmdn resursseja kuin aiemmin. (PT)

Many respondents also expressed their satisfaction with how marketing worked together
with other organizational entities. Normally this inter-organizational collaboration was

conducted through regular meetings.

Me ollaan parin viime vuoden aikana paljon panostettu siihen ettd tiimien keskindinen toiminta tiivistyy.
Tietenkin jokainen tiimi tekee omia asioita, mutta se ettd se tieto siirtyy niin ettd kaikki suurin piirtein
tietdd mitd muut organisaatiossa tekee. Meilld oli vield muutamia vuosia sitten sillid tavalla ettd
vdlttamdttd joku myyntitoimiston henkilo ei tiennyt mitd jdlkimarkkinointi tekee. Muistan ettd yksi joka
meilld oli tuoteryhmdssd kuvitteli ettd markkinointiosasto tekee vain mainoksia Hesariin. Mutta tuosta
ollaan kylld pddsty eroon. IThmiset tietdd paljon paremmin mitd porukka tekee kuin mitd oli muutamia
vuosia sitten. (MR)
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Siitd pyritddn pitdd huolta, ettd esimerkiksi sddnnollisesti vuosittain kdydddn seuraavan vuoden
toimintasuunnitelmat ristiin ldpi missd on suuri mddrd eri osastojen ihmisid mukana eikd sielld jdtetd
yhtddn kived kddntdamadttd. Suunnitelmat on avoimesti kaikkien edessd ja pyritddn niistd keskustelemaan.
Ei ole organisaatioiden vilisid raja-aitoja. (HJ)

Markkinointi  kutsutaan  aina  kaikenlaisiin  asiantuntijaprojekteihin,  tuotekehitysprojekteihin,
konseptilanseerauksiin, asiakashallintaan liittyviin projekteihin heti alkuvaiheessa. Kylld markkinointi on
aina niissd edustettuna heti alusta alkaen. (MM)

Furthermore, many of the CMOs were quick to mention that organizational boundaries
restricting informal, ad hoc meetings and free communication were consciously kept as
low as possible. Especially sales and marketing in many cases seemed to be closely
linked and perceived as important partners.

Myynti ja markkinointi ovat erilliset osastot. Ollaan yhteydessd ihan pdivittdisessd tyonteossa ja sitten
ihan normaalin keskusteluyhteyden kautta, etti yhdessdi pureudutaan asioihin ja tehdddn niitd. Sitten
tietenkin ihan palaverityoskentelyssd ja johtoryhmdtyoskentelyssd. Ja meilld on tietynlaiset sihkoiset

Jjdrjestelmdt jonka kautta kaikki meiddn talossa vdittdvdit tietoa ja sitd kautta tieto kulkee talon ldvitse.
Organisaattorisesti pyritddn minimoimaan esteitd (SVK))

Yhteydet myynnin kanssa on tdllid hetkelld parhaimmillaan mitd ne on ollu vuosikausiin. Ne on
organisatorisesti erillddn, mutta ollaan kdytinnossd hyvin tiiviissd yhteistyossd. Istutaan samassa
rakennuksessa. Sen tdrkeys ymmdirretddn meilld ja sen kanssa ponnistelu on aloitettu (MM)

Organisaatiokaaviossa markkinointi on piirretty laatikoksi yldpuolelle mutta myynti ja markkinointi on
kaytannossd samalla tasolla. Myyntiyksikostd vastaavat johtajat on niinkun markkinoinnin kanssa
kollegiaalisessa suhteessa. Meil on yhteinen johtoryhmd, niinku myynnin ja markkinoinnin ohjausryhma
Jjossa sitten sovitetaan yhteen asioita ja ideoidaan. Se on hioutunut vuosien myotd tosi hyvdksi ja se rullaa
tosi hyvin. Et md oon niinkun siitd ylpee, se on mun mielestd meiddn johtamisjdrjestelmdn yksi parhaiten
toimivia osia. (PM)

Vuorovaikutukseen just myynnin kanssa niin siihen haetaan erilaisia malleja ja kyl ne niinku fokuksessa
on kaiken aikaa (MK)

In some organization, sales and marketing were actually organized under the same unit,
commonly named sales and marketing.

Myynti ja markkinointi ovat mun alaisuudessa molemmat. Eli myynti on markkinoinnin alaisuudessa.(RP)

ALD Automotive’s CMO, however, expressed deep disappointment in the way sales

and marketing communicated and collaborated.

Yhteistyo myynnin kanssa ei ole ollenkaan niin tiivistd kuin sen pitdisi olla. Ei ole niin suunniteltua kuin
sen pitdisi olla ja muutenkaan yhteistyé ei ole niin tiivistéd kuin sen pitdisi olla.(AH)
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In fact, in ALD AUTOMOTIVE marketing seemed to have closer collaborative

relationships with external advertising agencies and media agencies

Tehdddn hyvin pitkalti tddlld yhteistyotd mainostoimistojen kanssa ja myoskin meilld on erittdin syvd
yhteistyo mediatoimistojen kanssa. (AH)

Given that sales and marketing in many cases appeared to have a naturally close inter-
organizational conjunction, companywide information flow seemed to work quite well
in most cases. Actively taking part in various meetings and regularly training the
marketing staff, marketing as an organizational entity seemed to be well aware of
principles and practices in other departments. Notably, it seemed as if this was

perceived as a very important subject.

Markkinointi on hyvin tietoinen muiden osastojen toiminnasta, jopa tdlld hetkelld positiivisessa mielessd
vlikorostuneesti. Koko ajan on palavereita eri toimintojen kanssa, eikd markkinointia sinne erikseen
pyydetd. Se on niinku itsestddnselvyys ettd ollaan sielld mukana. (HJ)

Meiddn on ollu pakko perehtyd kaikkiin toimintoihin ja perehdytty aika hyvin. Eli me tunnetaan
kohtuullisen hyvin meiddn asiakkaat mutta sen lisdksi tunnetaan myos tuotteet ja palvelut jotka tddlld on
kaupan. Eli vois sanoa niin ettd meilld on parempi kuva kuin keskimdicdirin. (PT)

No kyl md sanon ettd suhteellisen hyvin ja se on itse asiassa myds semmoinen asia mihin ollaan tdind
vuonna omien porukoiden kanssa panostettu. Meilld on sellaisia teemapdivid; talouden teemapdivid,
tuotehallinnan teemapdivdd missd aina pddse kukin avaamaan niitd omia tekemisiddn ja periaatteita
niiden takana toisilleen ja kayttdd siihen aikaa. Jos ajatellaan yleisesti vuorovaikutusta niin sehdn on
aina tyoilmapiirien vakiokohta ettd eniten parannettavaa. Se on aina se ettd pitdisi kertoa enemmdn,
ihmiset haluaisivat tietdd enemmdn. Mutta kylld me ollaan yritetty panostaa siihen asiaan. (KL)

Mulla on kerran kuukaudessa kokous joka on lyoty koko vuoden osalta lukkoon. Sinne saa tulla kaikki
jotka haluavat kuulla. Sielld saa kysyd mitid haluaa. Sielld on minun esimieheni, siellid on laivan
operatiivisen puolen vetdji jne. Ne saa sanoa mitd ne haluaa ja kysyd, mutta sen jilkeen ne ei saa sanoa
etteivdt tienneet. Tdmd on tdillainen avoin tapa hoitaa asioita. Ndd kuukausittaiset palaverit on todella
arvokkaita sen suhteen, niissd kdydcddn kaikki ldpi: taloudelliset numerot ja muut. (RP)

Kylld me pyritddn. Meilld on tdllaisia yhteisoelimid, meilld on vakituisia palaveriaikoja joissa kdydddn
eri osastojen suunnitelmia ldpi. Meilld on joka viikko myynnin ja markkinoinnin oma ryhmd. Niissd
kuulemme mydos tekniikan kuulumiset.

The regular meetings also served an especially important role regarding marketing;
making sure that planned marketing strategies, including advertising, were recognized
by the whole organization before launch and implementation. Notably, in many cases
these meetings especially focused on assuring that frontline personnel were properly

informed about upcoming marketing agendas.
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Jos meilld on joku projekti niin sielld on aina mukana just nditd etulinjan tyontekijoitd jotka ovat
kanssakdymisessd asiakkaan kanssa. Tai jos me vaikka halutaan parantaa sisdistd tiedottamista, niin
kerdtddn feedbackia ettd miten se voisi toimia kdytdnnossd ja miten sitd voisi parantaa just ndissd
kokouksissa. Ettd ehdottomasti me halutaan se etulinjan nikemys, eihdn se muuten toimi. Ettd tdmd toimii
kylld meilld hyvin, ja voikin sanoa ettd ndmd kauppiaat ja niiden henkilokunta toimivat kylld
parhaimpana sparraajana. Et sieltd tulee kylld suoraa palautetta jos jokin asia menee vaikeaksi
toteuttaa. (JH)

Nimenomaan silld tavalla ettd konttori ja henkilokunta ja mitd sielld halutaan painottaa ja mitkd sielld on
kompetenssit ja palvelumallit, ne otetaan tietenkin huomioon silloin kun mietitddn mitd voidaan viestid, et
ei sellaista voi viestid mikd ei ole totta tai ei toimi. (PT)

Usein, aloitteet ja ideat tulevat alhaalta ylospdin. Siiten niitd kootaan yhteen ja priorisoidaan ylhddlld.
Ihmisilld on kuitenkin aika paljon vastuuta ratkaista niitd asioita sielld omalla tasolla, eli kaiken ei
tarvitse eskaloitua ylos. Musta se kytkentd on aika luonnollinen. Meilld on kdytinndssd tosi matala
organisaatio. (PM)

Yksittdisten kampanjoiden kohdilla pidetddn esimiesten kanssa puhelinkokous siitd ettd mitkd kaikki
elementit siind tekemisessd on mukana, miten se vaikuttaa sinne asiakas rajapintaan mitd tulee ottaa
huomioon sielld. Sitten tdn puhelinpalaverin jdlkeen ndd esimiehet kdy tdn saman asian ldpi oman
henkilokunnan kanssa. (MM)

Similarly other respondents pointed out that frontline personnel often possessed

interesting and helpful information that should be taken into account:

Kylld me oikeasti pyritddn ottamaan etulinjan mielipiteet mukaan. Esimerkiski strategia kierroksella
kerdttiin semmoinen 40 ihmistid kasaan jossa oli myyjid, myymdldpddllikoitd tuotepddllikoitd. Eli
koitettiin ottaa sellaisia uusia henkiloitd, jotka toisivat tuoreita ajatuksia (KL)

Paljon tulee tosin asiakaspalautetta eteenkin jikimarkkinoinnin (service) puolella. Niitd kerdtddn
aktiivisesti ja niitd seurataan.. Lattiatasolla meidin keskustelukumppani on se myyjd, jolta saadaan
paljon inputtia. Jos vaikka kampanja on pddlld, niin saadaan heiltd ihan suoraa feedbiikkid mitd
kommentteja on asiakkailta tullut. (MS)

Most often time was perceived to be the factor that interfered with internal co-operation

and information flow.

Pyritddn siihen, eihdin se aina ndin ole. Kun on kiire, niin se tahtoo vdalilld unohtua. Tavoite on kuitenkin
tyytyvdinen loppuasiakas, niin mitd enemmdn pystytddn ottaa heitd mukaan niin sen parempi. (HJ)

Me ollaan nyt jo parempia kuin oltiin kaksi vuotta sitten mutta siind on kylld vield tekemistd. Ettd
useammin pitdd saada heiltd enemmdn infoa. Ettd jossain vaiheessa tehtiin sitdi enemmdn mutta sitten
vaan oli jossain kohtaa olevinaan niin kiire ettd se vdhdn niinku...helpostihan se jdd sitten. Mutta jos
suunnitellaan se prosessi tarkemmin niin ettd siind on niitd hetkid jolloin on sitd porukkaa paikalla ja
otetaan niitd ajatuksia vastaan. (JH)
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Notably many of the respondents felt that, despite the fact that internal marketing was

taken seriously and concentrated on; room for further development existed.

Etulinjasta tulee sitd inputtia viikoittain. Toki aina l0ytyy kehittdmisen varaa ja mielellddn otetaan aina
kommentteja vastaan miten se homma sielld toimii. (TS)

Sitd kehitetddn koko ajan, tdlld hetkelldhdn on mittavat kehityshankkeet menossa ja sitten kylld tdytyy
sanoa ettd osa kerrallaan kehitetddn ja otetaan huomioon. (SVK)

Siind missd meilld olisi parantamisen varaa olis se ettd ennen kuin me ollaan saatu se siihen lopulliseen
muottiinkaan niin saataisi sieltd asiakasraja pinnasta infoa ettd onko tdssd nyt otettu kaikki huomioon,
mutta sithen meilli ei ole vield ndiilld resursseilla aikaa. (MM)

The question whether top management is perceived to be involved and interested in
marketing related activities received positive responses from all of the CMOs. In fact,
everyone seemed to feel that marketing received attention both from top management
and other organizational entities. The fact that marketing, in almost all the companies

was a member of the executive group naturally was of big influence.

Meilld on aika vahvasti meiddn toimitusjohtajasta alkaen ollaan tosi tiukasti kiinni markkinoinnin
tekemisissd. Ettd toimitusjohtaja on erittdin kiinnostunut, hdn antaa tietynlaista omaa inputtia ja myos
odottaa meiddn pitidvan hdnet ajan tasalla. Sielld johtoryhmdtasollahan keskustellaan tosi paljon
markkinoinnin asioista ja niitd kdydddn sitten ldpi tadlld meilld. (SVK))

Johto osoittaa kylld kiinnostusta ja kun sielld on markkinoinnista kuitenkin yksi henkilo mukana
konsernin ylimmdssd johdossa, niin sitd kauttakin tieto tavallaan menee sinne. Kylld he ovat tietoisia siitd
mitd tehdddn ja myos mielestdni kiinnostuneita siitd. (MM)

On tarpeeksi mukana, ja ennen kaikkea johto antaa sen taustatuen ja sen suunnan kun tehdddn asioita.
Ylin johto kiinnittdd riittdvdisti huomiota ja sopivasti huomiota markkinointiin. Joskus se on hyvinkin
kaytdannolliselld tasolla mutta ennen kaikkea se on pitkdn aikavilin kohderyhmien tavoitteiden,
reunaehtojen raamien asettamista. Eli koen ettd markkinoinnilla on suora tie ylimpddn johtoon. Se on
Jjatkuvaa ja minun mielestd itsestddnselvyys, en md koe ettd ollaan siilouduttu missddn vaiheessa. (PM)

On ihan tarpeeksi kylld. Meilld on erikseen tdllainen kaupallinen ryhmd jossa sitten kdydddn
ketjujohtajat yhdessd, tuotehallinnan vetdji ja mind asiat ldpi. Se ettd se nimettiin kaupalliseksi ryhmdiksi
kertoo siitd ettd me katotaan sielld hyvin paljon nimenomaan markkinoinnin asioita. (KL))

Even in an organization where marketing was not sitting in the executive group, the
CMO concluded that she was satisfied with the CEOs involvement in marketing.
However, also pointing out that the fact that the CEO had a background in marketing
probably affected this.
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On, kommunikaatiota on, sitid puoltaa meilld se ettd toimitusjohtaja on entinen markkinointijohtaja
toisesta yrityksestd, eli hdnelli on sekd omakohtainen kiinnostus ja kokemus ndistd asioista ja sitd kautta
mielenkiintoa riittdd. Mut jos toimitusjohtaja olisi esimerkiksi entinen talousjohtaja, niin tilanne olisi

toinen. (AH)
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Appendix 3 — The questionnaire framework in English, Finnish and
Swedish

English
Perception of marketing:

1: How do you perceive the concept of marketing and its contemporary signification?

2: Do you feel that marketing as an organizational function fulfill the demands of the current
marketplace?

3: According to you: how should marketing be perceived and conducted?

4: How would you characterize the nature of the Four Ps?

5: What does the Four Ps mean to you?

Line of business and marketing

6: How would you characterize the line of business you are operating in?

7: What does your company sell?

8: What do you perceive as important factors to achieve long-term sustainability?

9: How does marketing contribute to sustainability?

10: How do you perceive the connections in this figure (a service-oriented approach)?

Financial
problems or increasing
competition

Improving buyer - seller
interactions (external
efficiency) with cost
control

Increasing
sales volume

v
Improved (or at least
controlled) perceived
service quality
Improving
corporate image

More satisfied
customers

Improving working'\—//
atmosphere

The role of marketing in the organization

11: With how long a sight are marketing strategies make made?

12: Explain the process of constructing the marketing strategy.

13: What aims does your marketing strategy involve?

14: According to you: what is the role of marketing in your company

15: What do you perceive that is the main focus of the marketing department (i.e. responsibility)?
16: When is it concluded that marketing has made a successful contribution to the company?

17: Do you measure marketing success according to some specific indicators?

Marketing and the customer management process
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18: How do you understand the concept of services

19: How do you understand the concept of service marketing?

20: Do you feel that the customer management process is a part of the marketing department’s
responsibility?

21: How is interaction with customers taken into account in your work in the marketing department?
22: Can you influence that what your company promises through external marketing actually is carried
out/ fulfilled in practice?

23: Do you feel that the customer care/service personnel possess sufficient competence and responsibility
24: How do you ensure/check that that the front line personnel possess sufficient competence and
responsibility?

25: When/in what context is marketing in contact with the end customer?

Collaboration in the organization — internal marketing
26: How well do you feel that the marketing department is aware of the principles and practices in other

organizational departments?

27: How do you perceive/understand the concept of internal marketing

28: How is top management involved in the marketing department’s activities?

29: Does the marketing department work with other organizational departments on a regular basis?
30: Which potential hindrances can you identify that counteract cross-departmental collaboration?
31: How are other organizational departments/functions involved in marketing activities?

32: When planning marketing strategies,; are the personnel that are in contact (interaction) with the
customer taken into account? How?
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Finnish

Kasitys markkinoinnista:

1: Miten ymmdirrdt kdsitteen markkinointi ja sen tamdnpdivdisen sisdllon?

2: Koetko ettd markkinointi, organisaatiosisdisend toimintona, tdlld hetkelld vastaa markkinoiden
vaatimuksia?

3: Miten markkinointi tulisi mielestdisi ymmdrtdd ja miten se tulisi toteuttaa?

4: Miten luonnehtisit Neljdd Peetci? Mitd ne tarkoittavat sinulle?

5: Miten suhtaudut koko Marketing Mix kdisitykseen?

Liiketoiminta ja markkinointi

6: Miten luonnehtisit yrityksenne liikealaa tdlld hetkelldi?
7: Mitd yrityksenne mielestdsi myy?

8: Mitd koet tirkedksi ajatellen pitkdntdhtdimen vakautta?
9: Miten markkinointi edesauttaa tdssd?

10:Miten kdasitdt tamdn kuvion asiayhteyksid?

Financial
problems or increasing
competition

Improving buyer - seller
interactions (external
efficiency) with cost
control

Increasing
sales volume

¥
Improved (or at least
controlled) perceived
service quality
Improving
corporate image

More satisfied
customers

Improving working'\—//
atmosphere

Markkinoinnin rooli organisaatiossa

11: Miten pitkdlld aikatdhtdimelld markkinointistrategiat laaditaan?

12: Millaisen prosessin tdmd laadinta pitdd sisdllddn?

13: Mitd tavoitteita teiddn markkinointistrategia sisaltdd?

14: Sinun mielestdsi: mikd on markkinoinnin tehtdvd teiddn organisaatiossa?

15: Mikd mielestdsi on pddfokus markkinointiosastossa?

16: Milloin koetaan ettd markkinointiosasto on onnistunut tehtdvdssddn (johto / osasto itse)?
17: Onko olemassa joitain tiettyjd mittareita?
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Markkinointi ja asiakashallintaprosessi

18: Miten ymmdirrdt kdsitteen palvelut?

19: Miten ymmdirrdt kdsitteen palvelu markkinointi (service marketing)?

20: Koetko ettd markkinointiosasto on vastuussa (omaa vastuuta) asiakashallintaprosesseista?

21: Miten vuorovaikutus asiakkaan kanssa huomioidaan markkinointiosasto tydssd, viitaten ldhinnd itse
palvelutilanteeseen.

22: Voitteko vaikuttaa siihen ettd mitd asiakkaalle luvataan/viestitetddn ulkoisen markkinoinnin kautta
itse asiassa toteutuu kdytdnnossd, viitaten lihinnd itse palvelutilanteeseen?

23: Koetko ettd henkilokunta joka on kanssakdymisessd asiakkaan kanssa omaa tarpeeksi kompetenssia
sekd vastuuta?

24: Miten tditd valvotaan / kontrolloidaan?

25: Milloin/missd yhteydessd markkinointiosasto on yhteydessd asiakkaaseen?

Organisaatiosisdinen yhteistyo — sisdinen markkinointi (internal marketing)

26: Miten hyvin koet etti markkinointiosasto on tietoinen muiden osastojen periaatteista sekd
kaytdannoistd?

27: Miten ymmdirrdt kdsitteen sisdinen markkinointi?

28: Miten ylin johto on osallinen markkinointiosaston toiminnoissa? Onko tarpeeksi? Kiinnostusta
toimiinne?

29: Tyoskenteleeké markkinointiosasto sddnnéllisesti muiden osastojen kanssa? Miten?

30: Mitd potentiaalisia ongelmia jotka saattavat olla esteend eri osastojen yhteistyohon tunnistat?
31: Milli tavalla muut osastot osallistuvat markkinointiin?

32: Otetaanko henkilokunta joka on kanssakdymisessd
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Swedish

Uppfattning om marknadsforing:
1: Hur uppfattar du begreppet marknadsforing och dess innebord idag?

2: Upplever du att marknadsforing som en organisationell funktion tillfillet motsvarar marknadens krav?
3: Hur borde marknadsforing enligt dig uppfattas som och hur borde det forverkligas?

4: Hur skulle du karaktirisera de Fyra P:na.Vilken innebord har de for dig?

5: Hur forhaller du dig till marketing mix (4pn) synsdittet?

Affirsomrade och marknadsféring

6: Hur skulle ni karaktdirisera den marknad ni dr verksamma inom?

7: Vad anser du att ert foretag sdljer?

8: Vad anser du att dir viktigt for att ett foretag skall vara béirkraftig pa lang sikt?
9: Hur kontribuerar marknadsforing till detta?

10: Hur uppfattar du sambanden I denna figur?

Financial
problems or increasing
competition

Improving buyer - seller
interactions (external
efficiency) with cost
control

Increasing
sales volume

v
Improved (or at least
controlled) perceived
service quality
Improving
corporate image

More satisfied
customers

Improving working‘\—//
atmosphere

Marknadsforingengs roll inom organisationen

11: Pa hur lang sikt uppgdors marknadsforingsstrategin?

12: Kan du beskriva denna process?

13: Vilka mal innefattar er marknadsforingsstrategi?

14 Enligt dig, vilken dr marknadsforingsavdelningens uppgift i ert foretag?

15: Vad anser du att dr i huvudfokus i marknadsforingsavdelningen?

16: Ndr anses marknadsforingen ha bidragit med en lyckad insats i ert foretag?
17: Mdts detta enligt nagra specifika indikatorer?

Marknadsforing och kundhanteringsprocesser

18: Vad forstar du med begreppet tjinster?

19: Hur uppfattar du konceptet service marketing?

20: Upplever du att marknadsforingsavdelningen har ansvar gdllande kunhanteringsprocesser?

21: Hur beaktas interaktion med kunden i ert arbete i marknadsforingsavdelningen?

22: Kan ni paverka att det ni lovar kunden genom extern kommunikation faktiskt uppfylls i praktiken?

23: Upplever du att personalen som har hand om kundbetjdning tillrdcklig kompetens och tillrdickligt med
ansvar

24: Hur kontrolleras detta?
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25: Ndr/i vilken kontext dr marknadsforingsavdelningen i kontakt med kunden?

Samarbete inom organisationen — intern marknadsforing

26: Hur vdl upplever du att marknadsforingsavdelningen dr medveten om principer och praktiskt
forfarande i andra enheter inom organisationen?

27: Vad forstar du med begreppet intern marknadsforing?

28: Hur dr hogsta ledningen involverad i marknadsforingsavdelningens aktiviteter?

29: Arbetar marknadsforingsavdelningen regelbundet med andra organisationsenheter? Hur?

30: Vilka potentiella hinder som forhindrar samarbete mellan organisationsenheter identifierar du?

31: Pa vilket siitt dir andra organisationsenheter involverade i marknadsforing ?

32: Tas personal som dr i kontakt med kunden aktivt i beaktande da marknadsforingsstrategier planeras?




