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Abstract	
Purpose – The purpose of this research was to characterize the relationship between the sales and 
marketing functions, and to identify how to increase sales-marketing integration in a Swedish B2B firm.  

Design/methodology/approach – The study included a single case study in a Swedish B2B firm, in the 
service and logistics sector. Personal interviews with respondents from both sales and marketing functions 
were conducted, in a semi-structured format.  

Findings – A configuration of the current sales-marketing interface was generated to enable a holistic 
view of the sales-marketing spectrum, as well as to display possible impediments to integration. A 
relationship assessment defined the current relationship as undefined. The customer buying process 
identified functional separation between the departments, as well as a hand-off between the functions. 
Missing integrated activities were identified and a clear lack of communication was evident.  

Practical implications – The findings highlight the need for increased integration between the sales and 
marketing functions. The current sales-marketing interface as well as the missing integrated activities, 
should be evaluated and designed for a desired position in the firm.  

Originality/value – The findings describe how the sales-marketing interface is organized and managed, 
and how to increase sales-marketing integration. The findings assist academics in understanding the role 
of the sales-marketing interface and can help managers understand and evaluate their firm’s sales-
marketing interface and how to improve it.  

Keywords	–	Business-to-Business	marketing,	Selling,	Interfunctional	cooperation,	Customer	buying	
process	
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1. Introduction	
This section presents the background to the research, the research discussion, the research objective and 
the research questions to get a better understanding of the entirety of the research.  

Background	
The integration of the sales and marketing departments has been mentioned as one of the most important 
organizational changes towards improving sales performance, as well as being one of the most significant 
issues for sales and marketing managers (Rouziès, et al., 2005). Prior research regarding the sales-marketing 
relationship highlights its importance and implies that it contains several negative characteristics (Cespedes 
1993; Dawes and Massey 2005; Dewsnap and Jobber 2000, 2002; Kotler, Rackham, and Krishnaswamy 
2006; Piercy 2006; Rouzies et al. 2005; Strahle, Spiro, and Acito 1996). The importance of being able to 
break down barriers between functional areas and motivate more cross-functional teamwork has been 
identified as a major contributing factor in being able to efficiently adapt and build a competitive advantage 
(Biemens, Brencic & Malshe, 2010). Previous research has recognized the importance of coordinating the 
interrelated areas of sales and marketing (Cespedes 1993; Dawes and Massey 2005; Dewsnap and Jobber 
2000, 2002; Kotler, Rackham, and Krishnaswamy 2006; Piercy 2006; Rouzies et al. 2005; Strahle, Spiro, 
and Acito 1996). According to Raney (2003), the need for highly customized marketing campaigns is 
increasing because of the very specific customer needs presented by customers today. Marketing relies on 
salespeople to communicate the marketing message to customers, and to collect valuable customer 
information, while the sales functions frequently are reliant on marketing activities to deliver a constant 
supply of prospective customers through their promotional activities (Meunier-FitzHugh & Piercy 2007). 
The alignment of sales and marketing could be expected in any successful organization, however, it is 
argued that the opposite is often true (Athens 2001, p. 1). The integration between the sales and marketing 
functions are vital in the building of customer relationships, enhancing the brand, improve market share, 
capitalize on leads and boost the company revenue (Meunier-FitzHugh & Piercy, 2007). 

It is clear, that coordinating the sales and marketing functions makes it possible to improve the efficiency 
of the actions carried out by the functional areas (Rouziès et al., 2005). There is also a long-standing 
argument that sales and marketing activities should be coordinated since the functions are interrelated,  
(Dewsnap and Jobber 2000; Lorge 1999; Rouzies et al. 2005) and the both functions have the ultimate goal 
of selling services and products, and should therefore collaborate to the benefit of the organization (Meunier-
FitzHugh & Piercy, 2007). According to Day (1994), the organizations that develop a distinct skill with 
regards to managing relationships and their collaboration is also believed to have more integrated strategies.  

According to Rouziès et al., (2005), the efforts in coordinating integrated marketing communications mostly 
ignore one of the most essential marketing tools in communicating and affecting the customer relationships, 
which is the company’s sales force. Marketing information systems empower marketing and sales managers 
to recognize, interpret, and react to competitive indications and are central features leading to effective 
marketing strategies and actions (Le Bona & Merunkab (2006). Salespeople have long been acknowledged 
as main sources of gathering marketing intelligence as their additional efforts create little added costs for 
the company, and because of their boundary position, salespeople can offer their company uninterrupted 
access to significant information about competitors and customers. (Le Bona & Merunkab (2006)  

Buyers in the business-to-business context are becoming more active and finish up to 60% of the purchasing 
process before contacting a seller (Järvinen & Taiminen 2015). According to Järvinen & Taiminen (2015), 
there exist a conflict between the marketing and sales department with regards to the management and 
generation of leads. When considering business-to-business companies, about 65% of their marketing 
budgets are expended to receiving information about potential customers with activities such as trade shows, 
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telemarketing, database purchasing, product seminars, and cold calling. However, it has been validated that 
sales representatives do not contact up to 70% of the generated leads generated by the marketing department 
(Grewal et al., 2010). 

Problem	Discussion	
It has been indicated trough research and anecdotal evidence that the sales-marketing interface is 
problematic, and there seems to be discrepancies between the sales and marketing managers concerning 
product strategies (Rouziès et al., 2005). Previous research on the subject of the cross-functional relationship 
with regards to sales and marketing propose that the interface contains adverse characteristics that are not 
desired (Cespedes 1993; Dawes and Massey 2005; Dewsnap and Jobber 2000, 2002; Kotler, Rackham, and 
Krishnaswamy 2006; Piercy 2006; Rouzies et al. 2005; Strahle, Spiro, and Acito 1996). Some of the 
characteristics are poor coordination with regards to planning and goal setting, poor communication, as well 
as a physical and philosophical separation (Meunier-FitzHugh & Piercy, 2007). Furthermore, the 
discrepancies in the cross-functional relationship have generated salespeople that are unsupported by the 
marketing department in the promotion of products and therefore have failed to sufficiently promote the 
supported products from the marketing department (Rouziès et al., 2005). It is believed that some of the 
major impediments to the coordination of activities across functional areas are bread by differences in mind-
sets, perspectives, and approaches regarding problem resolution (Rouziès et al., 2005). 

RO: The purpose of this research was to characterize the relationship between the sales and marketing 
functions, and to identify how to increase sales-marketing integration in a Swedish B2B firm.  

The problems identified, derived from the literature and observational interviews, are the basis on which the 
research questions are generated. The research questions aim to further extend the research objective. 

RQ1: How can the sales-marketing interface be characterized? 

RQ2: How can the sales and marketing functions be integrated? 

Delimitations	
This research focuses mainly on the interfunctional cooperation between the sales and marketing 
department, and therefore, other business units are outside the scope of the report.  
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2. Literature	Review	
In this section, the literature review is presented as an expansion from the observational data collection 
through semi-structured interviews in the company. The different areas of the literature review acts as a 
building block to the research questions and extends as knowledge in the thesis.  

Impediments	to	Sales	and	Marketing	Collaboration	
Previous research regarding the cross-functional relationship between sales and marketing propose that its 
interface contains several negative characteristics (Cespedes 1993; Dawes and Massey 2005; Dewsnap and 
Jobber 2000, 2002; Kotler, Rackham, and Krishnaswamy 2006; Piercy 2006; Rouzies et al. 2005; Strahle, 
Spiro, and Acito 1996). It is often required by sales and marketing to interact with each other on a regular 
basis. The two departments are very reliant on each other carrying out their activities effectively, and there 
is a great need for collaboration (Dewsnap and Jobber 2000; Lorge 1999; Rouzies et al. 2005). When 
regarding the relationship between sales and marketing, some of the parameters characterizing the 
relationship as well as creating tension are poor coordination, poor communication, as well as philosophical 
and physical separation (Meunier-FitzHugh & Piercy, 2007). However, studies regarding what contributes 
to the collaboration of the sales and marketing department have been made, but have not been tested 
sufficiently with respect to the consequences (Meunier-FitzHugh & Piercy, 2007).  

It is clear, that coordinating the sales and marketing functions makes it possible to improve the efficiency 
of the actions carried out by the functional areas (Rouziès et al., 2005). There is also a long-standing 
argument that sales and marketing activities should be coordinated since the functions are interrelated,  
(Dewsnap and Jobber 2000; Lorge 1999; Rouzies et al. 2005) and the both functions have the ultimate goal 
of selling services and products, and should therefore collaborate to the benefit of the organization (Meunier-
FitzHugh & Piercy, 2007). Previous research have presented anecdotal evidence that there have been 
inconsistencies with regard to sales and marketing manager’s activities when considering specific product 
strategies. The inconsistencies regarded the activities for generating sales volume and varied to the strategies 
performed by the marketing managers, and were not consistent with the hold, harvest, or divest product 
strategy used by the marketing managers. Thus, promotion of unsupported products from the marketing 
department were made by the salespeople and this in turn create unreliability in the cross-functional 
relationship. An absence in a symbiotically supported products can truly impair customer relationships 
(Meunier-FitzHugh & Piercy, 2007). 

Previous research on the subject of the cross-functional relationship with regards to sales and marketing 
propose that the interface contains adverse characteristics that are not desired (Cespedes 1993; Dawes and 
Massey 2005; Dewsnap and Jobber 2000, 2002; Kotler, Rackham, and Krishnaswamy 2006; Piercy 2006; 
Rouzies et al. 2005; Strahle, Spiro, and Acito 1996). Some of the characteristics are poor coordination with 
regards to planning and goal setting, poor communication, as well as a physical and philosophical separation 
(Meunier-FitzHugh & Piercy, 2007). Furthermore, the discrepancies in the cross-functional relationship 
have generated salespeople that are unsupported by the marketing department in the promotion of products 
and therefore have failed to sufficiently promote the supported products from the marketing department 
(Rouziès et al., 2005). It is believed that some of the major impediments to the coordination of activities 
across functional areas are bread by differences in mind-sets, perspectives, and approaches regarding 
problem resolution (Rouziès et al., 2005). 

Differences	between	the	Sales	and	Marketing	Functions	
Some of the main impediments to a coordination between the activities performed cross-functionally 
between the sales and marketing areas are based on the differing mind-sets of the employees and different 
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perspectives and approaches (Ancona and Caldwell 1992). According to Rouziès et al., (2005) some of the 
identified differences in the mind-sets are: 

Customer versus product—Salespeople are usually accountable for a set of customers in a geographical area 
or in a definite industry segment. They promote the use of an extensive variety of products and services 
presented by their company to the customers. However, marketing people, usually brand and product 
managers, are usually accountable for a specific product or brand and put their effort on that product to the 
segregation of other products or brands offered by the firm (Rouziès et al., 2005).  

This variation in focus is maintained and strengthened by the incentives typically used by companies. The 
incentives for the salespeople are usually related to sales of all products made to customers in a territory, 
whereas the reward and recognition for product managers are based on sales and success of the specific 
products for which they are accountable (Rouziès et al., 2005).  

Personal relationships versus analysis—Salespeople are more often than not more people-oriented than 
marketing people, due to the nature of their jobs. The strategies developed by salespeople are aimed at 
selling on an individual level to customers (Weitz 1978). Marketing people on the other hand deal with a 
collection of customers and market segments, and thus need to cultivate a more analytic and abstract 
understanding of the customers through research data (Le Bon & Merunka, 2006).  

Continuous daily activity versus sporadic projects—Some of the main activities of salespeople regard 
dealing with service issues from customers, as well as continually calling and promoting the company’s 
products to customers. On the other hand, the marketers work in more project-oriented ways, with no clear 
daily routine, where the marketers are managing the planning of new products or services, develop 
advertising campaigns, and work on the annual marketing plan (Rouziès et al., 2005).  

Field versus office—Since the salespeople are in contact with the customers, they need to constantly face 
the demands of the customers, as well as rejection from time to time. There is also the organizational 
measurements on the salespeople to contribute to the quarterly revenue. Marketers are not traditionally in 
these type of high-pressure environments (Rouziès et al., 2005).  

Results versus process—There is a certain difference on the response time in feedback between the 
salespeople and marketers. The salespeople generally receive fast feedback on what their activities have 
generated, since they either make the sale or not. It is also therefore easier to measure these activities. 
However, assessing the effectiveness of the marketing activities are often more abstract and hard to do, with 
regards to activities such as promotional programs and advertising campaigns. Marketers often work on 
activities that need to develop under a long period of time, such as the brand’s image. The assessment of 
some of the marketing efforts are often to measure brand attitude and brand awareness (Rouziès et al., 2005).   

Short-term versus long-term orientation—Since salespeople are more results-oriented based on how they 
are measured, they tend to be, more often than not, more short-term-oriented than marketers. Salespeople 
emphasis monthly and quarterly sales results, while marketers focus is aimed at creating long-term 
competitive advantage, which develops under a much longer period of time (Rouziès et al., 2005).  
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Table	1	Summary	of	the	mind-set	differences	of	the	sales	and	marketing	employees	

Sales	 Marketing	

Customer	 Product	

Personal	relationships		 Analysis	

Continuous	daily	activity		 Sporadic	projects	

Field		 Office	

Results		 Process	

Short-term	orientation	 Long-term	orientation	

 

It is acknowledged, that the differences between sales and marketing are impediments to coordination 
between the two functions, with regards to the understanding and appreciation of the issues raised by the 
counterparts (Rouziès et al., 2005). 

Antecedents	to	Collaboration	Between	Sales	and	Marketing	
Meunier-FitzHugh & Piercy, (2007) identified five antecedents to collaboration between sales and 
marketing and proposed a positive relationship between sales and marketing collaboration and business 
performance. In their research it was proposed that the creation of integration between two groups is 
dependent on the fact that there is a common interest in the outcome, and that there is an understanding that 
the final outcome is a representation of the groups invested efforts toward that interest. It has been suggested 
by Kahn (1996) that there are two processes of integration – the ones related to interaction between the two 
parties, and those related to collaboration. Interaction represents the physical activities performed, such as 
e-mails, meetings, cross-functional training, and telephone calls, whereas collaboration consists of more 
intangible features such as common vision, mutual understanding, and information sharing. Since sales and 
marketing are dependent on each other performing their separate activities efficiently, there is a great need 
for collaboration (Dewsnap and Jobber 2000; Lorge 1999; Rouzies et al. 2005). Figure 1 represents the 
correlation between the five identified antecedents and collaboration between sales and marketing in the 
research by Meunier-FitzHugh & Piercy (2007). 
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Figure	1	Antecedents	to	collaboration		

Adapted	from:	Meunier-FitzHugh	&	Piercy	(2007)	
Meunier-FitzHugh & Piercy (2007) stated that interdepartmental conflict between the sales and marketing 
functions is derived from poorly aligned goals and differing backgrounds and philosophies. They further 
stated that various sales and marketing departments experience role uncertainty, and there may be a lack of 
understanding of each other’s roles. The authors proposed that interdepartmental conflict would have a 
negative impact on collaboration between sales and marketing. According to Meunier-FitzHugh & Piercy 
(2007), improved collaboration can be achieved through cross-functional learning, since knowledge and 
information can be shared through informal networks. The authors state that organizational learning is an 
antecedent to collaboration, and to achieve joint success between the departments, market intelligence as 
well as the quality and level of communication between the two functions are supported as antecedents to 
collaboration. The attitude towards collaboration from the management was a key construct within the 
framework, since both integrated processes and aligned goals are seen as key elements, and not only close 
working relationships between the functions. If there is a successful improvement of cross-functional 
activities derived from the management, there will be an increase in profit levels in the organization and 
increased business performance, based on increased collaboration between the sales and marketing 
functions (Meunier-FitzHugh & Piercy, 2007).  

The largest impact on business performance in the study performed by Meunier-FitzHugh & Piercy, (2007) 
was the effects of collaboration between sales and marketing and interdepartmental conflict. Management 
attitudes toward coordination also played a significant indirect role, and in contrast, market intelligence, 
communications, and organizational learning, play moderately minor roles in explaining deviations in 
business performance (Meunier-FitzHugh & Piercy, 2007). 

Marketing–Sales	Interface	Configurations	in	B2B	Firms	
In a study by Biemens et al., (2010), a dynamic spectrum of four sales-marketing interfaces in business-to-
business context was presented. A similar approach was presented by Kotler et al., (2006), where the authors 
present a conceptual model of four types of relationships between the sales-marketing relationships. The 
presented configurations by Biemens et al., (2010), describe in detail the structure, communication patterns, 
information sharing, collaboration, and strategic outcomes of the different sales-marketing interfaces. The 

Market	intelligence	

Management	
attitudes	toward	
coordination	

Communications	

Organizational	
learning	

Interdepartmental	
conflict	

Business	
performance	

Collaboration	between	
marketing	and	sales	
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findings in their study revealed that no configuration was fundamentally superior and they found no 
relationship between the industry of the company and the configuration of the sales-marketing. However, 
the presented configurations offers managers of sales-marketing interfaces a toolkit to evaluate their 
company’s configuration with regards to their current, as well as the desired position, and therefore can 
contribute to the company’s market orientation and business performance. 

In the research performed by Biemens et al., (2010), the authors identified the following four fundamental 
configurations in the sales-marketing interfaces:  

1. Hidden marketing 

2. Sales-driven marketing 

3. Living apart together 

4. Marketing-sales integration 

They further characterized each configuration according to their; 

a) Structural characteristics (the tasks performed by each function, and how it is formalized in the 
organization); 

b) Process dimensions (information sharing, interfunctional communication, and collaboration.  

The outcomes of each sales-marketing configuration presented by Biemens et al., (2010), can be found in 
the Appendix.  

A similar approach presented by Kotler et al., (2006), where the authors have developed a framework to 
determine the current relationship between sales and marketing. The framework acts as a base to determine 
how interconnected the sales and marketing teams should be. The authors present the four relationships: (1) 
undefined, (2) defined, (3) aligned, and (4) integrated. 

The framework presented by Kotler et al., (2006), is then extended in to a model where the parameters are 
evaluated and moved to the next level of the relationship. The framework is presented in the Appendix. 

The authors state that when viewing the four marketing-sales configurations from a holistic perspective, it 
became clear that they could be positioned on a continuum, where “hidden marketing” was a starting point, 
and from there evolved through the three continued configurations. However, it is implied that the 
advancement along the spectrum is not a must for companies, or that the last stage, sales-marketing 
integration is the ideal and ultimate configuration. The configurations are just different approaches to 
organizational structure and should be adopted accordingly to the current and desired position. Further, it is 
implied that the configurations should be used to analyze the company’s position, to be able to identify 
elements to the current configuration that should be reinforced, altered or advanced. To fully use the 
dynamic spectrum presented by Biemens et al., (2010), it should be used in the organization to get a holistic 
view, and the configurations could be used to design a unique configuration of characteristics of the 
company’s interface.  

The	Marketing-Sales	Funnel	
According to Kotler et al., (2006), the activities performed by sales and marketing that lead customers 
toward purchases and the creation of a fruitful relationship, are often sequential in its process. The authors 
state that this process is sometimes referred to as a funnel of activities and needs to be defined through either 
the customer’s or the seller’s perspective. When regarding the customer’s sequence of decisions, as seen in 
the buying funnel in Figure 2, the firsts steps are often marketing’s responsibility (Kotler et al., 2006). 
According to the authors, responsibilities of the marketers mostly revolve around building brand awareness 
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and brand preference amongst the customer’s, creating a marketing plan, as well as generating leads for the 
sales department. When these steps are performed by marketing there is often a handoff to sales who are 
responsible for executing the marketing plan and do follow-up on the leads generated through the marketing 
activities (Kotler et al., 2006). The distinction of the activities performed by the two departments has its 
benefits; the process in itself is very simple and it hinders marketing from becoming too involved in 
individual sales, at the disbursement of more strategic activities (Kotler et al., 2006). However, if the handoff 
between the sales and marketing is unsuccessful it will most certainly result in serious consequences (Kotler 
et al., 2006). An unsuccessful handoff can result in sales blaming the market plan for being weak, and 
marketing starts blaming the salespeople for not doing their work sufficiently or efficiently enough (Kotler 
et al., 2006). In organizations where marketing is responsible for making the handoff it can lead to the loss 
of contact with active customers (Kotler et al., 2006). On the other hand, the authors’ state that the sales 
department generally develops its own sequence of selling activities, and when integrated in to the 
company’s CRM-system and account review processes and sales forecast – create an ever more important 
foundation for sales management. However, unfortunately there is often little involvement from marketing 
in these kinds of selling processes (Kotler et al., 2006).  

	
Figure	2	The	buying	funnel		
Source:	(Kotler	et	al.,	2006)	

Integrating	Activities	between	the	Sales	and	Marketing	Functions	
Functional integration between sales and marketing is seen as an important objective (Cespedes 1993; 
Dawes and Massey 2005; Dewsnap and Jobber 2000, 2002; Kotler, Rackham, and Krishnaswamy 2006; 
Piercy 2006; Rouzies et al. 2005; Strahle, Spiro, and Acito 1996), especially when regarding the theoretical 
implications on business performance Rouziès et al., (2005). However, there is no uniform definition or 
generally acknowledged measure of this paradigm (Rouziès et al., 2005). Some definitions on the construct 
regard the degree to which the departments participate in collaborative activities, the amount of team work 
that is being used, how they share resources to make strategic decisions, the development of implementation 
plans and assessment of these plans. Rouziès et al., (2005) argued that it is important to separate integration 
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from similar constructs such as communication, interactions, and involvement, since these activities will 
most likely benefit integration, it is important that the activities are in harmony for them to become 
beneficial. The effectiveness of the activities performed by sales and marketing could be improved by 
increasing coordination between the functional areas. Therefore, it is implied that a certain interaction in the 
tasks performed by sales and marketing is necessary. In Figure 3 the need for interacting activities is 
illustrated through a Venn diagram. The activities highlighted in the left circle represents the general 
activities performed by marketers, with input from sales, while the activities on the right represents tasks 
undertaken by the sales function with input from marketing. The intersection of the two circles represents 
the activities which can only be performed effectively through coordination between sales and marketing 
functions.  

 

 
Figure	3	Integrating	tasks	between	sales	and	marketing	

Adapted	from:	Rouziès	et	al.,	(2005)	
Rouziès et al., (2005) argued that sales–marketing integration can be seen as a dynamic process where sales 
and marketing create more value for their organizations by collaborating than they would create by operating 
in isolation. The authors define the sales–marketing integration as “the extent to which activities carried out 
by the two functions are supportive of each other”. It is important to understand that in order for a functional 
areas activities to be supportive of the activities of other functional areas, both need to be constant and 
harmonious with each other (e.g., lead to realization of each other’s goals and objectives), and there need to 
be a coordinated timing to the activities (i.e., synchronized or thoughtfully processed). Thus, as an example, 
the timing of a salesperson’s call to a customer to promote a new product or service must be coordinated 
with marketing’s launch of the ad campaign for the product. Both activities are dependable in that they are 
aiming at the same goal, and there is a support in the understanding that each activity increases the 
effectiveness of the other’s activities (Rouziès et al., 2005). 
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Actions	towards	Improving	Sales-Marketing	Integration	
The conceptual framework, presented by Rouziès et al., (2005), suggests that there exist numeral 
managerially controllable activities and strategies which can be used to improve sales–marketing integration 
and succeeding firm performance. The authors argued that the relevancy of the integration is situation 
dependent and can be divided into subsections. The authors discussed four different types of mechanisms 
for improving the integration between sales and marketing: (1) structure, (2) process/systems, (3) culture, 
and (4) people. The authors recognized that integration both has costs and benefits and that the trade-off 
were likely to moderate the performance of the integration. The moderating variables considered four 
categories of moderating variables: (1) environment, (2) customers, (3) competitors, and (4) company. The 
framework for sales-marketing integration developed by Rouziès et al., (2005) is presented in Figure 4 
below. 

	
Figure	4	A	Framework	for	Sales-Marketing	Integration	

Source:	Rouziès	et	al.,	(2005)	
In the table below, the implications from each integrating mechanism is summarized to get an overview 
from the literature presented by Rouziès, et al., (2005). 

Table	2	Integrating	mechanisms	and	their	implications	

Integrating	
mechanism	 Implications	

Structure	 Some	structural	approaches	for	improving	sales–marketing	integration	are	(1)	
decentralization,	(2),	cross-functional	teams,	and	(3)	integrators	

Decentralization	
• Increase	decentralization	to	induce	cross-functional	communication	and	resource	

exchange	
• Report	to	the	same	manager	to	improve	integration	

Cross-functional	
teams	

• Implement	cross-functional	teams	to	develop	a	better	appreciation	and	
understanding	of	the	issues	and	perspectives	of	the	functions	

• Teams	need	to	be	trained	and	rewarded	to	be	successful		
• Conflict	needs	to	be	managed	
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Integrators	

• Assign	employees	to	integrator	roles	
• Recognize	perspectives	and	goals	
• Providing	integrator	with	information,	responsibility,	and	conflict	management	skills	
• Using	unique	knowledge	and	skills	as	a	basis	for	influence,	rather	than	formal	

authority	

Process/System	
Some	process	and	system	approaches	for	improving	sales–marketing	integration	are	(1)	
communications,	(2)	job	rotation,	(3)	integrated	goals,	and	(4)	incentives	or	reward	and	
recognition	systems.	

Communication	

• Over-communication	is	possible	(quality	over	quantity)	
• An	equal	amount	of	formal	and	informal	communication	is	optimal	
• Less	formal	communication	when	regarding	new	product	development	
• Formal	communication	is	most	important	when	regarding	joint	decisions	and	

market	intelligence	
• Informal	most	effective	when	with	uncertainties	and	unstructured	problems	

Job	rotation	
• Rotate	managers	between	sales	and	marketing	to	develop	a	larger	network	and	a	

better	understanding	
• Poor	implementation	of	job	rotation	can	negate	benefits	of	integration	

Integrated	goals	

• Integrating	goals	between	the	sales	and	marketing	functions	with	regards	to	
intersecting	activities		

• Mutual	participation	in	establishing	goals	are	critical	for	acceptance	of	goals	and	
motivation	towards	achievement	

Incentives/Reward/
Recognition	

• Rewards	and	recognition	towards	integrated	goals	have	a	positive	effect	on	several	
dimensions	of	integration	

Organizational	
Culture	

• Sales-marketing	integration	requires	the	sharing	of	information	and	adjustment	of	
their	activities	towards	understanding	each	other’s	perspectives	and	concerns	

• Organizational	cultures	with	norms	of	sharing	and	adapting	positively	affect	the	
degree	of	sales–marketing	integration	

People	

• Open-minded	people,	team	players,	with	integrated	goals	support	sales-marketing	
integration,	as	well	as,	

• People	who	believe	that	teamwork	enhances	their	personal	performance,	and	that	
• Teamwork	enhances	the	performance	of	their	functional	area	and	firm	
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3. Frame	of	Reference	
In this chapter, the frame of reference is presented to get a better understanding the sales-marketing interface 
and the integration of the two departments.  

Multiple frameworks have been studied and adopted from the presented literature review. The literature 
review and the observations served as a foundation for the research and the frameworks was applied with 
the aim of answering the research questions. 

The purpose of this research was to characterize the relationship between the sales and marketing functions, 
and to identify how to increase sales-marketing integration in a Swedish B2B firm.  

RQ1: How can the sales-marketing interface be characterized? 

RQ2: How can the sales and marketing functions be integrated? 

The sales-marketing interface is part of the first research question, and is based on the current configuration 
of an organizations interface, as well as the impediments and facilitators to integration. The integration of 
the sales and marketing functions is based on the relationship and the activities performed collaboratively 
in the organization, as well as the tasks of the different functions in regard to the customer buying process.  
A visual conceptualization of the frame of reference can be found in Figure 5 below. 

Interface	
configuration

Sales-Marketing	Interface

ImpedimentsFacilitators

Integration

RQ1

RQ2

ActivitiesRelationships

	
Figure	5	Conceptualization	of	Frame	of	Reference	

	

The different frameworks are used as a basis for the development of the interview guide as well as a tool 
for measurement. The frameworks are adapted from previous research and used to measure the current 
settings and situations in the case study. The conceptualization of the frameworks are either defined as 
measured or literature. When defined as measured, it means that they are used as a measurement tool in the 
case study, and the adaption of previous research are used. When defined as literature, it acts as a knowledge 
foundation for the research area, and the implications from the literature are identified as a basis of 
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knowledge and used in the development of the interview guide. The frameworks will be analyzed by 
comparing previous research implications with the findings from this research to generate a deeper 
understanding of the research objective, as well as increasing the validity and reliability of the research. The 
relationship between the research questions and the different frameworks are presented in the tables below.  

Table	3	Frameworks	related	to	answering	research	question	1	

 

The first research question aims to characterize the current sales-marketing interface in the case study. This 
is identified as a fundamental step in being able to define the desired position and level of integration 
(Biemens et al., 2010). The differences between the functions are presented in the literature review and acts 
as a foundation for the outline of the main differences between the sales and marketing functions. The 
activities performed by the different functions are identified and compared to research implications. The 
interface configurations are characterized from data collection in the case study and analyzed and compared 
to research implications. The customer buying process acts as a base for the fundamental buying process a 
customer goes through and is identified in the case study and compared to previous research, as well as an 
evaluation of the current relationship. The antecedents to collaboration presented by Meunier-FitzHugh & 
Piercy (2007) will be used in the development of the interview guide. In Table 4 below, the frameworks 
related to answering research question 2 is presented. 

Table	4	Frameworks	related	to	answering	research	question	2	

RQ1:	How	can	the	sales-marketing	interface	be	characterized?	 	

Framework	 Source	 Concept	

Differences	between	the	functions	 Rouziès	et	al.,	(2005)	 Literature	

Activities		 Kotler	et	al.,	(2006),	Rouziès	
et	al.,	(2005)	 Measurement	

Interface	configurations	 Biemens	et	al.,	(2010)	 Measurement	

The	customer	buying	process	 Kotler	et	al.,	(2006)	 Measurement	

Relationship	phase	evaluation	 Kotler	et	al.,	(2006)	 Measurement	

Antecedents	to	collaboration	 Meunier-FitzHugh	&	Piercy	
(2007)	 Literature	

RQ2:	How	can	the	sales	and	marketing	functions	be	integrated?	 	

Framework	 Source	 Concept	

Integrating	activities	 Kotler	et	al.,	(2006),	Rouziès	
et	al.,	(2005)	 Measurement	

Functional	integration	mechanisms	 Rouziès	et	al.,	(2005)	 Literature	
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The second research question aims at identifying how the sales and marketing functions can be integrated. 
The frameworks presented in Table 4 are used as a basis for the development of knowledge in the research 
as well as measurement tools for the case study. The integrated activities are based on both the research by 
Kotler et al., (2006), and Rouziès et al., (2005), and are measured in the company by identifying which 
activities are performed in integration, and compared to the research implications by the authors. The 
functional integration mechanisms and moderating variables are found in the literature review and are 
mechanisms that have been postulated to increase the integration between the sales and marketing functions, 
as well as moderate the ability to successfully integrate the departments. The customer buying process is 
identified in the organization in accordance to the activities performed in separation, as well as in 
collaboration, to identify the necessary missing integrated activities.  

Interface	Configurations	
The outline to the sales-marketing configurations offers managers of sales-marketing interfaces a toolkit to 
evaluate their company’s configuration with regards to their current, as well as the desired position, and 
therefore can contribute to the company’s market orientation and business performance (Biemens et al., 
2010).  

Table	5	Framework:	Interface	Configurations	
Adapted	from:	Biemens	et	al.	(2010)	

 

The seven dimensions are researched in the company to determine the current situation and to generate a 
configuration for the sales-marketing interface. To fully get the benefits of the configuration, the desired 
stages in the different dimensions will also be explored but not defined.  

Moderating	variables	 Rouziès	et	al.,	(2005)	 Literature	

The	customer	buying	process	 Kotler	et	al.,	(2006)	 Measurement	

Framework:	Interface	configurations		

Dimension	 Measurement	 Source	

Functional	separation	 Current	stage,	Desired	stage	 Biemens	et	al.	(2010)	

Tasks	of	marketing	 Current	stage,	Desired	stage	 Biemens	et	al.	(2010)	

Tasks	of	sales	 Current	stage,	Desired	stage	 Biemens	et	al.	(2010)	

Interfunctional	communication	 Current	stage,	Desired	stage	 Biemens	et	al.	(2010)	

Information	sharing	 Current	stage,	Desired	stage	 Biemens	et	al.	(2010)	

Collaboration	 Current	stage,	Desired	stage	 Biemens	et	al.	(2010)	

Dominant	orientation	and	
interfunctional	relationships	 Current	stage,	Desired	stage	 Biemens	et	al.	(2010)	
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In the research by Kotler et al., (2006), the authors made a framework to evaluate the current relationship 
between sales and marketing functions. The relationship factors are divided into the four categories of 
undefined, defined, aligned and integrated. The different relationship definitions are researched in the case 
study to characterize the current relationship. The conceptualization of each category is defined in Table 6. 
The framework is compared to the current situation in the company to determine the current relationship 
status.  

Table	6	Framework:	Relationship	assessment	
Source:	Kotler	et	al.,	(2006)	

 

The different relationship situations are considered as the first step in being able to evaluate the desired 
relationship, and to enable ways to improve and identify impediments in the relationship (Kotler et al., 
2006).  

The	Customer	Buying	Process	
The customer buying funnel presented in the research by Kotler et al., (2006) was used as a framework to 
identify the process in the case study. The internal phases were identified and evaluated to improve the 
customer buying process in the company.  

Table	7	Framework:	Customer	Buying	Process	
Adapted	from:	Kotler	et	al.,	(2006)	

Framework:	Customer	Buying	Process	

Phases	 Measurement	 Source	

Customer	awareness	 Internal	Phase	 Kotler	et	al.,	(2006)	

Framework:	Relationship	assessment		

The	relationship	is…	 If	Sales	and	Marketing…	 Source	

Undefined	 • Center	the	focus	on	their	own	activities	and	agendas	
unless	conflict	arises	between	them	

• Have	developed	independently	
• Devote	meetings	to	resolve	conflict,	and	not	

proactive	collaboration	

Kotler	et	al.,	(2006)	

Defined	 • There	are	rules	to	prevent	disputes	
• There	is	a	common	language	on	potentially	

argumentative		areas	(e.g.,	defining	a	“lead”)	
• Meetings	are	used	to	clarify	shared	expectations	

Kotler	et	al.,	(2006)	

Aligned	 • Have	distinct	but	flexible	boundaries,	where	
salespeople	use	marketing	language	and	marketers	
participate	in	transactional	sales.	

• Engage	in	collaborative	planning	and	training	

Kotler	et	al.,	(2006)	

Integrated	 • Share	systems,	performance	metrics,	and	rewards	
• Behave	as	if	they	are	totally	dependent	on	each	

other	

Kotler	et	al.,	(2006)	
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Brand	awareness	 Internal	Phase	 Kotler	et	al.,	(2006)	

Brand	consideration	 Internal	Phase	 Kotler	et	al.,	(2006)	

Brand	preference	 Internal	Phase	 Kotler	et	al.,	(2006)	

Purchase	intention	 Internal	Phase	 Kotler	et	al.,	(2006)	

Purchase	 Internal	Phase	 Kotler	et	al.,	(2006)	

 

Two of the phases have been removed from the customer buying process, since they were not part of the 
lead generation and creation of a new customer. The two phases not included in the customer buying process 
were customer loyalty and customer advocacy.  

Integrating	Activities	
In the research by Rouziès et al., (2005), the authors aimed at identifying impediments to sales-marketing 
integration, and developed a framework with integrating activities. The authors argued that the integration 
of the two functions is a dynamic process and when fully utilized creates more value than when the functions 
work in isolation. However, this could only be achieved when done consistently and in harmony when 
considering the realization of each other’s goals and activities, as well as a coordination of the activities 
undertaken.  

Table	8	Framework:	Integrating	activities	
Adapted	from:	Rouziès	et	al.,	(2005)	

Framework:	Integrating	activities	

Dimension	 Measurement	 Source	

Sales	to	Marketing	Inputs	 Yes/No,	Which	 Rouziès	et	al.,	(2005)	

Marketing	to	Sales	Inputs	 Yes/No,	Which	 Rouziès	et	al.,	(2005)	

Integrated	activities	 Yes/No,	Which	 Rouziès	et	al.,	(2005)	

The	framework	presented	in	Table	8	is	being	utilized	to	identify	and	characterize	the	activities	performed	
in	the	case	study	to	achieve	a	better	chance	at	increasing	integration	between	the	sales	and	marketing	
functions.		
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4. Method	
This chapter presents the methodology of the research to clarify the research purpose and research strategy. 
It also provides an overview of the sample selection and data collection methods used in the research. 

Research	Purpose	
The research purpose is most often divided into the three categories of: exploratory, explanatory, and 
descriptive. The deciding factor on the research purpose is mostly based on how the research questions are 
formulated, but can be altered during the research and there can be multiple research purposes for a certain 
research (Saunders, Lewis & Thornhill, 2009). In this research, the research purpose was of an exploratory 
character since the situations and the outcome of the case study was not clearly evident and the researched 
area was mainly unexplored.  

Research	Strategy	and	Method	Approach	
The research strategy was regarded as a case study approach since the underlying characterization of the 
behavior of the subject was researched, as well as the need for a deeper understanding of the uncertainty of 
the contextual confinement. The research was focused on studying the subject and how it was affected by 
the different units in one organization and could therefore be summarized as a single case with embedded 
units. The methodological approach to this research was decided by the fundamental nature of the research 
itself, and was therefore described as being of a qualitative approach since the research focused on achieving 
a deeper understanding of the phenomena and how it was applied.  

Sample	Selection	
Sample selection methods are mainly of a probability sampling or non-probability sampling. Probability 
sampling is most often utilized in research projects where random data is collected based on a known 
population. Thus, the selected samples presents a predetermined probability. Non-probability sampling 
regards selecting a suitable sample towards the data collection and analysis, and is therefore not utilized for 
statistical justification, but rather to present a visualization of the embodied sample. (Ritchie et al., 2003) 

When regarding qualitative research methods, non-probability samples are most commonly used as it allows 
the highlighting of specific characteristics of the sample selection. Purposefully selecting samples that meet 
key criteria of the research are called purposive sample, and is common in non-probability sampling. 
(Ritchie et al., 2003) 

The sample selection was of a non-probability sampling because of the qualitative nature of this research, 
and since no random selection was included in the selection. Further, the most suitable people to contribute 
with relevant information was selected for the interviews. The interview subjects were marketing managers, 
sales managers, a chief-marketing officer (CMO), and a chief-sales officer (CSO). The interview subjects 
were chosen based on their availability as well as recommendations from the employer in the case study.  

The most important factors when selecting the company for the case study was that there existed an 
organizational challenge in the research area, as well as a high availability of interview subjects in both the 
sales and marketing functions. It was identified in the case study company that there were challenges with 
regards to the integration of the sales and marketing functions, as well the need to characterize the functional 
environments.  

Data	Analysis	
When regarding the data analysis of a case study, there exist several different approaches. Most common is 
the distinction made between data analyzed from a single case and multiple case studies. The analysis of 
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multiple cases is most often referred to as a cross-case synthesis, which compare findings between different 
cases to be able to generalize the discoveries. (Runeson et al., 2012) 

The most common data analysis methodology when analyzing a single case study is explanation building. 
It aims at identifying patterns and their explanations from the origin of these patterns identified. (Runeson 
et al., 2012) 

Based on the qualitative nature of this research and the single-case study approach, the most relevant data 
analysis method is regarded to be explanation building. The purpose of this research was to characterize 
and identify how to increase sales marketing integration from a qualitative approach in a single case study, 
and therefore the most suitable data analysis approach was explanation building. The patterns identified in 
the case study has been in the realm of the previously highlighted ways of characterizing and identifying 
ways of integration between the sales and marketing functions. To gain further knowledge in these patterns, 
in-depth interviews was conducted to explain the patterns and insights of the research area.  

Reliability	&	Validity	
Validity and reliability describes the quality and sustainability of a research project. Reliability is concerned 
with the ability to replicate the study and therefore also considers the trustworthiness and consistency of the 
study. Reliability is generally more relevant in quantitative studies, as well as the amount of actions taken 
towards increasing the reliability, since there is considered to be a certain uniqueness to qualitative studies. 
(Ritchie et al., 2003)  

In this research project, the reliability approaches considered are the sample selection, fieldwork, analysis, 
and research design.  

When conducting the interviews in the fieldwork area, the interviewees were able to express themselves by 
not constraining them during the interviews. Therefore, the factors of personal bias were minimized through 
the structure of the interviews, as well as the use of prearranged questions to decrease the influence on 
answers.  

The research analysis in this research project was through the examination of the gather data from the 
interviews and a comparison with relevant literature. The transforming effect of the analyzed data was 
considered very low since the data was compared to the literature, and not correlated.  

The research design in this project was constructed in such way that new perspectives could be identified 
rather than predetermined perspectives. The research design was developed to reduce predetermined 
construction of the data collected in the research.  

The validity approaches present in this research are identification, capture of the phenomena, sample 
coverage, and display.  

The sample coverage was selected due to the nature of the interview subjects’ positions in the firm and the 
knowledge maintained from that position. Therefore, relevancy of position in the firm was considered as a 
core criterion.  

A fundamental part of this research regarded the interview subjects’ ability to explain and interpret the 
questions and the phenomena, and therefore capture the phenomena was considered as a way of increasing 
the validity of the research.  

The display of the research findings was constructed to fully present the insights of the research, and as 
much of the qualitative data collected was presented.  
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The identification of research parameters was made to categorize findings from the research, by 
identification of the sales-marketing integration parameters relevant today, and presented and 
communicated throughout the participants in the research project.  

Data	Collection	
The main methods used towards data collection revolved around achieving qualitative data and multiple 
channels of data collection were used. The observational and case study data was collected through 
individual semi-structured interviews with managers from the areas of sales and marketing within the case 
study.  

Table	9	Data	collection	methods	

Data	Collection	Method	 Data	Collection	Extent	 Analysis	Type	 Data	Classification	

Observations	 Continuous	 Qualitative	 Primary	

Literature	 Continuous	 Quantitative	 Secondary	

Phone	Interviews	 Situational,	data	
collection	 Qualitative	 Primary	

 

All the conducted interviews were semi-structured and aimed at contributing to the identified problems in 
data collection throughout the departments involved. The interviews were conducted over the phone, and 
four different interview subjects were interviewed.  

Table	10	Summary	of	conducted	interviews	

Interview	Subject	 Interview	Purpose	 Length	 Department	(Area)	

Project	manager	 Problem	Exploration	 60	minutes	 Marketing	(Stockholm)	

CMO	&	Project	
manager	 Problem	Exploration	 45	minutes	 Marketing	(Stockholm)	

Project	Manager	 Problem	Exploration	 45	minutes	 Marketing	(Stockholm)	

Project	Manager	 Knowledge	and	results	 45	minutes	 Marketing	(Stockholm)	

Senior	Manager	 Knowledge	and	results	 45	minutes	 Sales	(Växsjö)	

Project	Manager	 Knowledge	and	results	 60	minutes	 Sales	(Växsjö)	

Project	Manager	 Knowledge	and	results	 60	minutes	 Sales	(Växsjö)	

 

The interviews conducted in the case study were the main areas of qualitative data, and was seen as essential 
to the development of the thesis. The problem exploration served the purpose of identifying the current 
challenges and problem areas described by the different interview subjects. The knowledge and results are 
the interviews that regard identifying and measuring the different areas identified in the observational 
interviews. The measurement of the knowledge and results is presented in the frame of reference.  
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5. Case	Study	
In this section an overview of the company is presented with the data collection based on the frame of 
reference presented in chapter 3. The presented data is connected to the research questions at the end of 
the section. 

Pilot	Study	
The pilot study served the purpose of identifying some of the current challenges within the sales and 
marketing functions and led to the identification of the research objective:  

The purpose of this research was to characterize the relationship between the sales and marketing functions, 
and to identify how to increase sales-marketing integration in a Swedish B2B firm. 

Qualitative data was collected through semi-structured interviews to get a general feeling of the current 
situation and challenges in the company, and to identify a relevant research objective for CSC. Some of the 
insights from the questions and answers in the pilot study is presented in the following section. 

Current	Challenges	
An interview subject, in this case a marketing manager, was asked about the current challenges today, and 
it was stated that one of the challenges is staying relevant on today’s competitive market, and it feels like 
CSC is falling behind the competition. Some of the reasons for this were believed to be that there is a need 
for an increased fostering of the customer relationships, a generation of more marketing leads, be able to 
maintain customers, increase customer satisfaction, and increase the amount of rebuys from the customers. 
When asked about the reason for many of these problems, it was stated that one of the main challenges in 
the marketing department was to create relevant marketing content to the customers and promoting the 
brand. When the marketing manager was asked why it seemed to be of increased importance to improve in 
these areas, it was stated that there is an increased pressure from top management to be able to provide 
numbers on the marketing department’s value contribution to the organization, as well as how the marketing 
department is supporting other business units in the company.   

When asked what some of the main reasons for the difficulties in creating relevant marketing content and 
value to the customers, it was stated that the marketing department knows very little about the customer 
needs in the target customer segments, the buying process the customer goes through, which makes it 
difficult to promote the customer needs. To continue on this concept, it was asked who has this valuable 
customer information, and it was stated that: Customer service in the sales department are the ones that 
receive first contact with the customers and have all the important information on customers. They also do 
an analysis of the customer needs and a calculation on the potential of the customers, and then create a sales 
lead that needs to be put in the correct customer category. 

Some of the main challenges identified in the customer service segment, and the SLQ unit, was that they 
have too many sales leads to follow up. This was mentioned as a positive problem, but there is still focus 
on the larger customers and therefore more effort is put into those customers. There are measurements from 
the marketing department on how many sales leads that are created in the TS and SS customer segments. 
However, there is also a conflict where the marketing department is working on generating more leads, 
while the sales department is working with too many leads already. It was stated that it was therefore hard 
to work on creating qualitative leads, which is one of the measurements from the marketing department. It 
was also mentioned that there is no collaboration between marketing and SLQ group when creating 
marketing campaigns. 
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Table	11	Summary	of	the	current	challenges	

Function	 Responses	on	current	challenges	

Marketing	

• Creating	relevant	marketing	content	
• Customer	buying	process	
• Customer	intelligence	
• Promoting	brand	

Sales	
• Follow	up	on	marketing	leads	
• Generating	qualitative	sales	leads	
• Collaboration	with	campaigns	

	
Research	Question	1	
The first research question is the basis for the research as it explains the current situation in the company 
and characterizes the relationships and focus areas. It also serves as a starting point to be able to move to 
the next research question which focuses on the integration of the sales-marketing interface. The data 
collection in CSC was through qualitative, semi-structured interviews with the purpose of characterizing 
and identifying relevant areas for the characterization of the current situation. The sales-marketing interface 
in CSC was characterized through the interview guide presented in the appendix. The main areas of interest 
when characterizing the sales-marketing interface was (1) the customer segments, (2) the target customers, 
and (3) the functional areas involved in the interface. The following sections are a presentation of the 
collected data in the company.  

RQ1: How can the sales-marketing interface be characterized? 

Customer	Segments	
The customers in CSC are divided by segments on how much the customers contribute to financial turnover. 
The different segments are key accounts, Field sales, Tele sales (TS), and Direct Marketing customers (DM). 
The largest customers in the organization are called key accounts and are the most important customers. In 
the segments of key account, field sales, and TS, the customers are assigned a specific seller, while the DM 
customers are dealt with by the customer service department.  

When asked about the general opinion or belief on why the customer is choosing CSC as a partner and not 
the competition, the answer was that they did not know. CSC is known to have a strong brand and the 
interview subject agreed that the reason that most of the customers choose CSC as a partner is because of 
the well-known brand.  

The focus area of this report is the DM customer segment, since this is one of the areas in the company with 
many uncertainties regarding the marketing-sales approach and the management of its processes, as well as 
the potential to identify key customers that are small customers today but have the potential to become large 
customers.  

Target	Customers	
From the pilot study, the importance of improving the approach when regarding the sales-marketing 
interface in the DM customer segment was identified. Two sales managers and a marketing manager were 
interviewed to get a better understanding of the customer segment. 
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DM customers were previously a part of the marketing department’s responsibility. However, since they are 
not measured on sales, it was not a good idea and were therefore moved to the sales department. The 
marketing department previously made a number of different campaigns towards the DM segment, where 
they divided the segment in to additional segments and tested different strategies towards them. After the 
campaigns were finished, a conclusion on what worked was made. The DM customers are the customers 
that have too small turnover to be in the TS customer segment, and therefore have no unique sales person.  

When asked about the potential of the DM customer segment it was stated that the DM customer segment 
has high potential, and that there are many large companies who only have small part of their business at 
CSC. The potential mainly lies in identifying the customers that could become bigger customers in the 
company. According to the sales manager, some of the improving areas of the DM customers would be to 
identify the customers with the highest potential, and move them to the TS customer segment. This is 
because many of their customers are large companies but only have a small part of their business at CSC. 
There is a small team of four people working on creating these sales leads today, it is a business unit called 
SLQ (sales leads qualification).  

When regarding the DM customers, a sales manager was asked “who knows the most about the customers 
in this customer segment”, since one of the main issues was within the lack of customer knowledge. It was 
stated that, since first contact with the customer is performed at the customer service, it is also the function 
that carries out the need recognition. This is the function that knows the most about the customers. A 
following question regarded the consideration of what function actually needs the customer information the 
most, and if this information is shared or transferred within the company. The interview subject from the 
sales department stated that the department that needs the customer information the most should be the 
marketing department since they create the marketing content, and that this information is not shared today.  

Functional	Areas	
The sales and marketing departments are divided by a physical separation, where the marketing department 
is located in Stockholm and the sales department is located in Växsjö. The customer service unit is a sub-
unit within the sales department and mainly focus on the first contact with customers, and are the ones in 
contact with the DM customers. SLQ is a sales group that are managing the sales leads that are generated 
through customer service. When a customer has contacted CSC and showed interest to become a customer, 
SLQ group performs an analysis on the customer’s needs and the potential in the customer for CSC. The 
customer is then distributed amongst the different sales channels depending on the potential of the customer 

The marketing manager was asked about the usage of CRM-systems in the organization, and stated that a 
CRM system had been implemented, but it was only used by the sales department. It was also stated that 
most users of the system thinks it is too complicated, complex, takes too much time and no one really knows 
the benefits of the CRM system. The marketing department found no reason to use it. 

The marketing manager was asked what marketing activities that are performed to generate leads. Today 
they are doing very little work towards generating leads from the marketing department, even though their 
goal is to work as a support to the sales department and generate as many leads as possible. They are trying 
to reach the customers by sending emails and ask them to contact CSC if they are interested in becoming a 
customer. They are also doing events where we they are trying to generate leads. The marketing manager 
stated the current relationship between sales and marketing is good and that they work closely to each other, 
however it is both unstructured and might be limited in many ways, according to the interview subject.  

When a marketing manager was asked about the current situation on the transfer of customer knowledge 
between the departments, it was stated that the collaboration between the sales and marketing functions 
could definitely improve, as well as the transfer of knowledge and information. For example, when the 
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marketing department had the sales manager as a temporary manager, instead of the marketing manager, 
they received a lot more information and there was a huge difference in what information that was 
exchanged between the departments. It did simplify the approach and how they did their work, since they 
had access to more relevant information.  

One of the sales managers stated that customer knowledge and information is not shared between the sales 
and marketing functions. The reason for the lack of transfer of customer knowledge and information was 
explained to be because of the absence of direction and measurement from senior management. There are 
no incitements for the sales department to share this information and knowledge about the customers, even 
though it was known to be beneficial. It was also mentioned that they already have too much to do and 
therefore no voluntary extra work was carried out.  

Table	12	Summary	of	findings	in	research	question	1	

Areas	 Responses	

Customer	segments	 • Divided	by	financial	turnover	
• Direct	marketing	(DM)	customers	are	most	important	
• DM	customer	segment	viewed	as	having	potential	
• No	knowledge	on	customer	choice	of	own	company	

Target	customers	 • Change	of	responsible	department	
• No	measurement	of	DM	segment	
• Campaign	generation	towards	DM	segment	
• Lack	of	customer	knowledge	
• Customer	information	collected	but	not	shared	

Functional	Areas	 • Physical	separation	
• Sales	lead	qualification	(SLQ)	is	a	group	managing	the	DM	customers	
• CRM	system	used	solely	by	the	sales	department	
• No	standardized	marketing	lead	generation	methods	
• Need	for	increased	collaboration	
• No	measurement	incitements	from	senior	management	on	

information	sharing		

 

Research	Question	2	
The second research questions was aimed at aligning the sales and marketing functions by integrating their 
activities and identifying the processes where they are dependent on each other. Research question 2 will 
be explored by researching, (1) the customer buying process, and (2) the activities performed by sales and 
marketing, as well as the impediments to integration. 

RQ2: How can the sales and marketing functions be integrated? 

Customer	Buying	Process	
The customer buying process is derived from a qualitative data collection and consists of five general 
process steps, with the extension of the steps when a sales lead is generated which is added when customers 
have a higher business value. The first step in creating customer and brand awareness is the creation of the 
marketing campaigns, where a marketer and the sales manager collaborates on creating the marketing 
campaigns. The campaigns usually consists of further segmenting the different marketing segments and 
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evaluating the success of different approaches towards the segments. The varying success of the different 
approaches towards the segments, contributes to a more defined selection of a specific marketing approach, 
and when this step is successful, marketing lead is generated. This is usually where the customer becomes 
aware of the offers from CSC and makes a consideration. The customer then contacts CSC and is redirected 
to the customer service department, which is a subunit of Sales. When the contact is established a need 
recognition of the customer is completed in the customer service department. When the need recognition is 
established a proposition of the customer’s potential and the value of the business relationship is generated 
to establish the correct customer grouping of the customer. If the customer has a low business with CSC it 
becomes a DM customer, and is handled by the customer service. If the customer has a higher business 
proposition, it becomes a sales lead to the TS or SS unit, where a unique salesperson contacts the customer. 
In this process the first steps are handled by the marketing department and the later steps by the sales 
department.  

Impediments	to	Integration	
According to one of the sales managers, there exist a conflict where the marketing department is working 
on generating more leads, while the sales department is working with too many leads. It was stated that it 
was therefore hard to work on creating qualitative leads, which is one of the measurements from the 
marketing department. 

The interview subject from the sales department stated that the department that needs the customer 
information the most should be the marketing department. However, it was also stated that this information 
is not shared between the sales and marketing functions. The reason for the lack of transferring of customer 
knowledge and information was explained to be because of the absence of direction and measurement from 
senior management. There are no incitements for the sales department to share this information and 
knowledge about the customers, even though it was known to be beneficial. It was also mentioned that they 
already have too much to do and therefore no voluntary extra work was carried out. 

When an additional interview subject was asked about the status of the current interfunctional collaboration, 
it was stated to be of a main concern to the sales department. It was mentioned that there needs to be more 
goal alignment as well as increased communication between the departments. It was stated that, if there was 
a better plan and better communication between the departments, much more could be achieved. An example 
provided by the interview subject in the sales department explained that they are not involved in the creation 
of marketing campaigns and the value propositions to the customers, but they are involved in carrying out 
the campaigns. The sales group who are in first contact with the customers then have no material or 
information about the goals, purpose, scope, target groups, what to promote, etc. It was also stated that they 
do not believe that the marketing campaigns are really effective when there is a lack of coordination and 
collaboration. Marketing and the SLQ business unit only meet a couple of times every year and 
communicate by phone calls about 1-2 times every month. However, these meetings are not structured or 
planned for with an agenda or a proposition on improvement.   

Table	13	Summary	of	findings	in	research	question	2	

Areas	 Responses	

Customer	buying	
process	

• Five	general	process	steps	
• Hand-off	between	sales	and	marketing	functions	
• Little	to	no	collaboration	between	different	process	steps	

Impediments	to	
integration	

• Conflict	in	lead	generation	and	goal	settings	between	marketing	and	
sales	
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• Loss	of	qualitative	leads	
• Lack	of	shared	information	between	sales	and	marketing	functions	
• No	measurement	or	incitements	from	senior	management	
• Low	activity	of	both	formal	and	informal	communication	
• No	mechanisms	for	sharing	knowledge	
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6. Findings	&	Analysis	
This chapter will present the findings and analysis of the thesis with the purpose of answering the research 
questions and the research objective.  

Firstly, research question 1 and research question 2 will be presented and analyzed. Secondly, there will be 
a conceptual model presented at the end of the chapter towards integrating the sales and marketing functions 
in the customer buying process. The research will be analyzed through the data collected with the use of the 
frameworks presented in the frame of reference chapter, as well as a comparison with previous research and 
implications in the literature review.   

Research	Question	1	
The first research question considered the characterization of the sales-marketing interface, and was 
answered through the frameworks identified in the literature review, as well as the data collection in CSC. 
The sales-marketing interface was characterized by integrating the collected data in the sales-marketing 
configuration framework presented by Biemens et al., (2010) and the relationship framework presented by 
Kotler et al., (2006).  

RQ1: How can the sales-marketing interface be characterized? 

Interface	Configuration	
It has been stated that a company’s business performance greatly depends on how well the sales and 
marketing department function together (Cespedes, 1992, 1993; Guenzi & Troilo, 2007; Smith, 
Gopalakrishna & Chatterjee, 2006). Having efficient and effortless functioning of the interface between 
these functions is implicit to coordination of marketing activites, creating superior customer value, market 
responsiveness, and timely dissemination of market information Biemens et al., (2010).  

Biemens, Brencic & Malshe (2010) presented a dynamic spectrum of four sales-marketing interfaces where 
the configurations in detail describe the structure, communication patterns, information sharing, 
collaboration, and strategic outcomes of the different sales-marketing interfaces. Each of the different 
dimensions are evaluated and analyzed from previous research and implications, as well as the data collected 
in the company. From the data collected through the qualitative study performed at CSC, the following 
configuration was generated to get an understanding of the current position: 

Table	14	Current	sales-marketing	interface	
Adapted	from:	Biemens	et	al.,	(2010)	

Dimensions	 Characteristics	

Functional	
separation	

• Marketing	and	sales	are	separate	and	distinct	functions	

• Both	functions	have	their	own	identity	and	job	descriptions	

• Marketing	formulates	plans	and	sales	implements	them	

Tasks	of	
marketing	

• Key	tasks	for	both	sales	and	marketing	people	are	lead	generation	and	follow-
up	

• Creates	support	materials,	such	as	campaigns	

Tasks	of	sales	 • Monthly	/	quarterly	goals	assume	greater	importance	for	both	functions	
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Interfunctional	
communication	

• Marketing	takes	initiative	and	organizes	periodic	meetings	

• Communication	evolves	through	experimentation	

• Marketing	tries	to	understand	what	is	happening	in	the	marketplace	

• Marketing	wishes	there	is	more	informal	communication	

Information	
sharing	

• No	specific	mechanisms	to	share	information	

• Information	shared	mostly	through	informal	channels	

• No	formalized	processes	for	sense	making	or	information	interpretation	

• No	shared	knowledge	stores	within	organizations	

• Sales	hesitates	to	share	customer	information	

• Information	shared	only	when	marketing	insists	

Collaboration	 • Marketing	may	invite	sales	group	to	participate	in	strategy	creation	

• Easy	to	achieve	collaboration	

• Informal	communication	help	individuals	to	collaborate	

Dominant	
orientation	and	
interfunctional	
relationships	

• Sales	orientation	still	dominates,	but	traces	of	marketing/strategic	perspectives	
evident	

• Marketing	takes	a	backseat	to	sales	

 

The functional separation is based on the physical as well as the philosophical separation amongst the 
departments. The departments are located in different part of the country and are therefore characterized by 
physical separation. The sales and marketing functions are separate and distinct functions, each with 
different work areas and job descriptions. There is evidence that the marketing department formulates 
marketing plans for the sales department to implement and little collaboration is present. When interviewing 
one of the sales managers it was stated:  

“We need to strive towards a common goal, which I feel we do not. We also need to improve our 
communication amongst the departments. I feel that if we had a better plan and a better communication we 
could achieve much more. Today our department is not involved in the creation of the campaigns, but we 
are involved in the execution. This means that my group don’t know anything about the content of the 
campaign, scope, aim, purpose, targets, what to promote etc. I don’t believe that we are really getting the 
most out of the campaigns since we are not collaborating. “ 

It is often required by sales and marketing to interact with each other on a regular basis. The two departments 
are very reliant on each other carrying out their activities effectively, and there is a great need for 
collaboration (Dewsnap and Jobber 2000; Lorge 1999; Rouzies et al. 2005). According to Meunier-
FitzHugh & Piercy, (2007), when regarding the relationship between sales and marketing, some of the 
parameters characterizing the relationship as well as creating tension are poor coordination, poor 
communication, as well as philosophical and physical separation 
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This is clearly one of the areas in which there is great need for improvement, where there is evidence in 
both in previous research as well as the collected data that it is an impediment to integration, as well as 
business performance.  

The key tasks performed by the marketing department was stated to be the creation of marketing campaigns, 
and segmentation of customer segments. The marketing department stated that they worked on creating 
more marketing leads to act as a support to the sales department. However, it was also stated that they did 
very little work in this regard. When asking the sales department about the lead generation from marketing, 
it was stated:  

“We have too many sales leads to follow up, which is a positive problem, but we are focusing on the larger 
customers and put more effort in to those customers. Marketing is measuring the amount of TS and SS sales 
leads that are created. We have too much to do and can therefore not focus on the quality. “ 

There is clearly a conflict between goals when regarding the lead generation between the departments. This 
is mainly because the marketing department focuses on creating as many leads as possible, and want to 
increase the marketing lead generation by mass-marketing. While the sales department have too little 
resources to handle the marketing leads, and are measured by the quality of the leads generated from the 
sales department. However, the quality of the leads are decreased by the increased amount of marketing 
leads generated from the marketing department. The current tasks performed by the sales department (when 
regarding the DM customer segment), are based on short term goals, whereas the marketing department 
wants to focus on long-term goals, as brand promotion, but are measured on short term goals, which creates 
a conflict between the departments.  

These findings goes well in line with the research presented by Rouziès et al., (2005), where it was stated 
that; since salespeople are more results-oriented based on how they are measured, they tend to be, more 
often than not, more short-term-oriented than marketers. Salespeople emphasis monthly and quarterly sales 
results, while marketers focus is aimed at creating long-term competitive advantage, which develops under 
a much longer period of time. However, it is mainly seen as an impediment to integration when the issues 
raised by the counterparts are not understood or appreciated (Rouziès et al., 2005). 

The information sharing between the department is stated to be unstructured, limited, and in great need of 
improvement, according to both the sales and marketing department. There were no specific mechanisms 
found for sharing information between the departments, except the phone calls and 1-2 meetings per year 
between the departments: 

“We meet the marketing department a couple of times every year, other than that there is not that much 
contact except for 1-2 phone calls every month. No scheduled meetings or follow ups. “ 

The information shared between the departments was mostly transferred through informal channels when 
regarded as necessary, or something extremely relevant emerged. There were also no formalized processes 
for making sense of certain information or interpretation of information, as well as no shared knowledge 
stores within the organization. The sales department uses a CRM-system and performs customer needs 
analyses, however, this is not shared knowledge within the organization. There was also evidence that the 
sales department did not share customer information if not asked for it, since no measurement or incitements 
from senior management was evident in this regard. 

“No we do not transfer customer knowledge or customer information. There are no measurement on these 
areas and no direction from senior management. Surely it would be beneficial, but as I said, there are no 
incitements for us to do it, and we are working hard just to do all our current tasks. “ 
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It was stated by Maltz and Kohli (1996) that too little communication may lead to low levels of integration, 
as well as too much communication. It was further stated that a mix of formal and informal communication 
is optimal. Rouziès et al., (2005), stated that formal communication is the most important when regarding 
joint decisions and market intelligence activities. It is clear that this approach is not adapted in CSC and that 
the formal communication approach will be a necessary improvement towards decision making, value 
proposition and campaign formulation, as well as the dissemination of market intelligence.  

When generating strategies in the marketing department, there were some collaboration between the sales 
and marketing department. Mainly in the development of the campaigns where a senior sales manager was 
involved with marketing in the development of the campaigns. However, the business unit in charge of 
executing most of the marketing plans were not involved in the process. The collaboration between the 
departments were identified as easy to achieve, since they easily could come in contact with the respective 
counterparts by informal phone calls, as well as a previous collaboration that had ended. The previous 
collaboration between the marketing, sales, and customer support was seen as beneficial and was ended 
without any explanation. It was believed to be mainly because of the lack of resources. However, it was also 
stated that since little collaboration was present today, the conflicts and lack of information about strategic 
approaches and campaigns, lead to a conflict in resource allocation and had become an extensive dilemma.  

“One day we get the assignment from the marketing department that they have developed a campaign and 
we are supposed to work on it. However, we have a lot of other responsibilities and therefore it is impossible 
for us to instantly adjust our resources towards their objective. This results in us not being able to focus on 
their plans and of course, the quality decreases.” 

According to Day (1994), the organizations that develop a distinct skill with regards to managing 
relationships and their collaboration is also believed to have more integrated strategies. There is indication 
that there might be a need for the assignment of an employee to an integrator roll, with the purpose of 
recognizing perspectives and goals. Rouziès et al., (2005), explained the integrator roll as using unique 
knowledge and skills as a basis for influence, rather than formal authority. The integrator is supposed to be 
provided by information, responsibilities, and conflict management skills, to be able to act as an integrator 
between the departments (Rouziès et al., 2005). 

The interface configuration enables CSC to evaluate their current interface from a holistic perspective. It 
also enables the company to examine and evaluate if there is a desire to move along the spectrum, to another 
position more fitting their goals and visions. The relationship assessment was seen as foundation to 
determine the current relationship and acts as a foundation to determine how integrated the sales-marketing 
functions should be. The current relationship assessment is presented briefly in the table below. 

Table	15	Relationship	assessment	
Adapted	from:	Kotler	et	al.,	(2006)	

Relationship	Assessment		

Current	relationship	 If	Sales	and	Marketing…	 Yes/No	

Undefined	 • Center	the	focus	on	their	own	activities	and	agendas	
unless	conflict	arises	between	them	

• Have	developed	independently	
• Devote	meetings	to	resolve	conflict,	and	not	

proactive	collaboration	

þ 

þ 

þ 

Defined	 • There	are	rules	to	prevent	disputes	 ý 
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• There	is	a	common	language	on	potentially	
argumentative	areas	(e.g.,	defining	a	“lead”)	

• Meetings	are	used	to	clarify	shared	expectations	

ý 

ý 

Aligned	 • Have	distinct	but	flexible	boundaries,	where	
salespeople	use	marketing	language	and	marketers	
participate	in	transactional	sales.	

• Engage	in	collaborative	planning	and	training	

ý 

ý 

ý 

Integrated	 • Share	systems,	performance	metrics,	and	rewards	
• Behave	as	if	they	are	totally	dependent	on	each	

other	

ý 

ý 

 

It is clear from the developed interface configuration and the relationship assessment that CSC is currently 
characterized as undefined according to previous research, as well as in the first stages towards 
interdepartmental integration. It is important to note that according to Biemens et al., (2010), no interface 
configuration has been found to be superior in its fundament, whereas the increased benefits of the current 
configuration is found in relation to the desired state of the interface.   

The	Customer	Buying	Process	
The customer buying process is adapted from the customer buying funnel presented by Kotler et al., (2006). 
It is relevant to be able to answer research question one with regards to the activities performed by the sales 
and marketing functions with regards to the buying process the customer goes through. The customer buying 
process is derived from a qualitative data collection and consists of five general process steps, with the 
extension of the generated sales leads that arise when customers have a higher turnover. In the first step 
where the value propositions and marketing campaigns are created, there is collaboration between the sales 
and marketing department. According to Kotler et al., 2006, when regarding the customer’s sequence of 
decisions, the firsts steps are often marketing’s responsibility. However, in CSC, the business unit in charge 
of executing most of the marketing plans and campaigns are not involved in the process. According to Kotler 
et al., (2006), responsibilities of the marketers mostly revolve around building brand awareness and brand 
preference amongst the customer’s, creating a marketing plan, as well as generating leads for the sales 
department. When these steps are performed by marketing there is often a handoff to sales who are 
responsible for executing the marketing plan and do follow-up on the leads generated through the marketing 
activities (Kotler et al., 2006). However, if the handoff between the sales and marketing is unsuccessful it 
will most certainly result in serious consequences (Kotler et al., 2006).  

It was found that there is a specific point after the market functions has developed a campaign and a hand-
off is performed, where sales is supposed to take over. However, there is clear evidence that this hand-off 
is unsuccessful where many of the needed support activities from marketing is lacking. Kotler et al., (2006) 
stated that an unsuccessful handoff can result in sales blaming the market plan for being weak, and 
marketing starts blaming the salespeople for not doing their work sufficiently or efficiently enough (Kotler 
et al., 2006). None of the identified support activities found in companies who had integrated sales and 
marketing were found in CSC’s customer buying process.  

The customer buying process in CSC is created to get a visual understand of the processes the customer 
goes through as a buyer, as well as the different departments main involvement in the process. The customer 
buying process serves as a foundation for the conceptual development, where the purpose is to integrate the 
activities performed by CSC towards the customers buying process. The buying process is presented in 
Figure 6 The customer buying process in CSC below. 
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Figure	6	The	customer	buying	process	in	CSC	

Research	Question	2	
The second research question aimed at answering how the sales and marketing functions could be integrated. 
With the use of previous research presented in the literature review, as well as the data collected in CSC, 
integrated activities necessary for improved integration, integrated activities in the customer buying process, 
as well as a development of a conceptual model.  

RQ2: How can the sales and marketing functions be integrated? 

The	Customer	Buying	Process	&	Integrated	Activities	
In the research by (Kotler et al., 2006), there were companies who had integrated marketing in the sales 
funnel by using marketing as a support to sales in creating shared standards for leads and opportunities 
during the prospecting and qualifying stages. In the needs-definition stage, marketing was supporting sales 
in the development of the value proposition (Kotler et al., 2006). In the solution development phase, 
marketing provided sales with frameworks for the salespeople in form of organized templates and 
customizing guides, so the salespeople could develop solutions to customers based on the frameworks 
generated by marketing (Kotler et al., 2006). When the customers’ where getting closer to the decision 
making, the marketing department contributed success stories, case study material, and site visits to support 
customer’s concerns (Kotler et al., 2006). When negotiating on the contract with the new customer, 
marketing were involved as advisors with regards to planning and pricing (Kotler et al., 2006). 
Subsequently, marketing’s efforts in the selling activities should be in harmony with the activity from sales 
involvement in the upstream marketing activities, such as the strategic decisions made by marketing (Kotler 
et al., 2006). The authors state that when deciding on how to segment the marketing, product offerings and 
positioning, the salespeople should collaborate with marketing and R&D.  

Table	16	Integrating	activities	in	the	customer	buying	funnel	
Source:	Kotler	et	al.,	(2006)	

Phase	 Integrating	activity	 From	

Prospecting	and	
qualifying	

Creating	shared	standard	for	leads	and	
opportunities	

Marketing	to	sales	

Needs-definition		 Developing	value	proposition	 Marketing	to	sales	

Solution	development	 Providing	frameworks	for	salespeople:	organized	
templates	and	customizing	guides	

Marketing	to	sales	
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Decision-making	 Contribute	success	stories,	case	study	materials	and	
site	visits	

Marketing		to	sales	

Negotiation	 Advise	in	planning	and	pricing	 Marketing	to	sales	

Strategic	decisions	 Involved	in	upstream	marketing	activities	 Sales	to	marketing	

 

The integrated activities found in companies that have integrated sales and marketing functions in the 
research by Kotler et al., (2006), were compared to the current activities identified through the data 
collection in CSC.  

Based on the Integrating Activities Framework by Rouziès et al., (2005) and the data collection in CSC, 
some impediments to the customer buying process was identified. The dimensions in the framework 
considered the activities performed separately but with support from each other, as well as the tasks that 
could only be successful when performed in collaboration and in harmony.  

Table	17	Identified	necessary	integrated	activities		

Dimension	 Activities	

Missing	Sales	to	Marketing	Inputs	 • Customer	intelligence	
• Resources	

Missing	Marketing	to	Sales	Inputs	
• Campaign	information	
• Goals	
• Purpose	

Necessary	Integrated	Activities	

• Customer	account	selection	
• Value	proposition	development	
• Customer	messaging	
• Promotions	
• Resource	allocation	
• Goals	and	purpose	

	

The activities presented from the customer buying process identified the development of the marketing 
campaigns directed to the customers handled by the customer service. However, no support from customer 
service in the development of the marketing campaigns were present.  
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Conceptual	Framework	
The customer model presented in Figure 7 is improved with the integrated activities found to be missing in 
the process. The integrated activities are found in the literature and examined in the case study to fully 
understand its concept and the impediments to an effective buying funnel.  

 

Marketing	
Campaign

Marketing	
Lead

Customer	
Initiated	
Contact

Need	
Recognition

New	
Customer

Sales	Lead Sales	
Department

Marketing

SLQ	Group

Sales

Sales	to	Marketing

	Marketing	to	Sales		

	
Figure	7	Conceptual	Model:	The	customer	buying	process	with	integrated	activities	

One of the sellers mentioned this as a main issue in the company: 

“We need to strive towards a common goal, which I feel we do not. We also need to improve our 
communication amongst the sales and marketing departments. I feel that if we had a better plan and a better 
communication we could achieve much more. Today our department is not involved in the creation of the 
campaigns, but we are involved in the execution. This means that my group don’t know anything about the 
content of the campaign, scope, aim, purpose, targets, what to promote etc. I don’t believe that we are really 
getting the most out of the campaigns since we are not collaborating.” 

It was identified that from the marketing department a similar issue was present, where the lack of customer 
intelligence towards the campaigns led to difficulties in presenting the customers with relevant marketing 
content. When the marketing department have little information on the customer needs, which are identified 
amongst the salespeople, the quality of marketing leads will decrease. As mentioned by Kotler et al., (2006): 

“When sales are disappointing, Marketing blames the sales force for its poor execution of an otherwise 
brilliant rollout plan. The sales team, in turn, claims that Marketing sets prices too high and uses too much 
of the budget, which instead should go toward hiring more salespeople or paying the sales reps higher 
commissions. More broadly, sales departments tend to believe that marketers are out of touch with what’s 
really going on with customers. “ 

It was also identified in the customer buying process that when there is lack of communication amongst the 
departments conflict starts to arise and a miss-alignment in resource allocation becomes evident. There exist 
a conflict with regards to the goals and purpose of the created leads. The marketing department is focused 
on providing as many leads as possible to the sales department, whereas the sales department have too many 
leads to follow up.  

In an interview with a marketing project leader it was stated that:  
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“We want to be able to create more leads to the sales department” 

Whereas, in an interview performed with a project manager in the sales department stated: 

“We have too many leads to follow up, we can barely work through the ones we have. This is contributing 
to a lack of performance with regards to generating sales leads with high potential” 

The knowledge about the customers in the DM segment is considered low, according to answers from the 
sales department. The DM customer segment is the largest customer segment in CSC and is therefore 
considered hard to generalize, whereas the TS customer segment have fewer customer, as well as a personal 
contact person. According to the interview subject, they do not work actively with the DM customers. The 
qualitative data collected through semi-structured interviews when regarding the functional areas identified 
some major impediments in the sales-marketing interface.  
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7. Discussion	&	Implications	
This chapter will present a discussion of the findings in the conducted research, as well as the theoretical 
and managerial implications that are derived from the thesis in its entirety. Both theoretical and managerial 
implications will be presented in this chapter, as well as recommendations for further research.  

The objective of this research was to characterize the relationship between the sales and marketing functions, 
and to identify how to increase sales-marketing integration. Previous research has recognized the importance 
of coordinating the interrelated areas of sales and marketing (Cespedes 1993; Dawes and Massey 2005; 
Dewsnap and Jobber 2000, 2002; Kotler, Rackham, and Krishnaswamy 2006; Piercy 2006; Rouzies et al. 
2005; Strahle, Spiro, and Acito 1996). 

RQ1: How can the sales-marketing interface be characterized? 

RQ2: How can the sales and marketing functions be integrated? 

Theoretical	Implications	
The theoretical implications in this research is based on qualitative data collection through semi-structure 
interviews with both managers and senior managers in the areas of sales and marketing. The theoretical 
areas investigated when characterizing the sales-marketing interface found that most of the integrated 
activities presented in previous research by Rouziès et al., (2005); Kotler et al., (2006), were in line with the 
activities found to be missing in the data collection. There were also similarities in the frameworks of 
Biemens et al. (2010) and Kotler et al., (2006) when regarding the interface configuration and relationship 
assessment when regarding the presented spectrum, where the evolution of the interface occurs through a 
continuum and through stages.  

Managerial	Implications	
The first research question was aimed at answering how the sales-marketing interface could be 
characterized. The characterization of the sales-marketing interface was done by generating an interface 
configuration on the current status, a relationship assessment, and a characterization of the customer buying 
process and the involvement of the functional areas in the process. The outcome of the developed models 
enables CSC to evaluate their current sales-marketing interface and decide on the desired interdepartmental 
integration. Previous research has stated that a company’s business performance greatly depends on how 
well the sales and marketing department function together (Cespedes, 1992, 1993; Guenzi & Troilo, 2007; 
Smith, Gopalakrishna & Chatterjee, 2006). The second research question aimed at improving the integration 
between the sales and marketing functions, and an examination of the tasks performed in collaboration, as 
well as in separation was performed. When regarding the integrated activities found to be missing they were 
examined in correlation through the involvement of the functional areas in the customer buying process. 
The findings highlight the need for increased integration amongst the sales and marketing functions, derived 
from the data collected in the company, as well as the implications from previous research. The developed 
conceptual framework acts as a visual representation of the separation between the departments and the 
indications for a hand-off of activities, similar to the one’s found in the customer buying funnel by Kotler 
et al., (2006). The missing integrated activities could be integrated according to the conceptual model with 
the extension of the presented activities in the findings chapter.   

Research	Limitations	
The use of a qualitative research approach has the benefits of enabling the research to examine more in 
detail and in depth, however, there are some limitations to this type of research. The interpretation of 
qualitative data is often more time consuming and sometimes more difficult to generalize. There is also the 
aspect of the high reliance on the researcher to be unbiased, and the lack of anonymity of the research 
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subjects can affect the relevance of the answers in sensitive issues. The research validity could be increased 
by randomizing the sample selection and doing a multiple case study and comparing the results. Further, 
additional qualitative data collection with a larger sample selection and doing a quantitative data collection 
could increase the reliability of the findings.  

Further	Research	
The significant importance of the research topic presented in this thesis has been recognized by previous 
researchers. There are abundant implications of the increasing methodological need to be able to 
characterize the current sales-marketing interface to evaluate the current and desired position, and to be able 
to successfully integrate the interrelated functions. There are implications that a great deal of a company’s 
competitive advantage is found in this interdepartmental integration. Further research should focus on 
extending on this research by conducting both qualitative and quantitative data collection, with a larger, and 
possibly randomized sample selection, as well as an extension to the literature reviewed in this research. 
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9. Appendix	–	Interview	guide	
The qualitative data collection was carried out with semi-structured interviews to be able to explore the 
different research areas. The focus areas in the interviews regarded (1) the current challenges, (2) Customers, 
(3) Lead generation, (4) Functions, (5) Interfunctional collaboration, and (6) Involvement from senior 
management. The three areas involved in the study was the sales department, customer service, and 
marketing department. 

Current challenges 
1. What is your general feeling on some of the current challenges today? 
2. Why are these challenges important? 

Customers 
1. Why do you generally think customers choose CSC and not a competitor? 
2. How good is the knowledge about the DM customers? 
3. Who knows the most about the customers? 
4. Who needs to know the most about the customers? 
5. How can the DM customer segment be characterized? 
6. What department is managing the DM customer segment? 
7. What could be improved with regards to the DM customers? 
8. Do you believe there is potential in the DM customer segment towards business performance? 

Lead generation 
1. How would you describe the type of leads that you want to generate? 
2. Why do you believe that it is hard to create relevant marketing content and value to the customers? 
3. Who knows more about the needs of the customers? 
4. What marketing activities do you perform to generate leads? 

Functions 
1. How could the SLQ unit be described? 
2. What are some of your key tasks? 
3. What cross-functional tasks do you perform? 

Interfunctional collaboration 
1. How is the relationship between sales and marketing today? 
2. How could the current interfunctional collaboration be described? 
3. Are you transferring any information between the sales and marketing department, if not, why? 
4. How are you working with cross-functional collaboration today? 
5. Are you working with any CRM-system today? 

Involvement from Senior Management 
1. What are the factors that the senior management measure from your department? 
2. Do senior management promote collaboration and cooperation? If so, How? 


