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The conflict between marketing and sales
Abstract

Marketing and sales departments need to interact seamlessly as both are essential in every market-oriented company. In
practice, the working relationship between the sales and marketing functions is often described as bearing improvement
potential. Even though a huge challenge in corporate practice, only recently, the optimization of the marketing and
sales interaction has gained more interest in the research community. Previously the academic focus was more on mar-
keting’s interaction with other functions such as R&D or finance, as researchers did not differ between the marketing
and sales functions at all. This has changed: organizational research now acknowledges that marketing and sales have
different tasks within an organization and usually have different goal orientations, but there still seems to be a lack of
understanding which processes are important for the marketing and sales relationship and how the two functions can
work together.

The focus of this paper lies on identifying the role of marketing and sales along the corporate value chain, understand-
ing and modeling marketing and sales interfaces, identifying potential marketing-sales conflicts and suggesting resolu-
tion strategies taking a process-oriented approach. The topic is investigated from a theoretical perspective. Based on an
in-depth review of the available body of literature a meta-analysis is conducted.

Keywords: marketing and sales interaction, marketing and sales interface, marketing and sales conflicts, value chain,

business processes.
Introduction

Marketing and sales departments carry out two sep-
arate functions (Kotler et al., 2007, p. 1144); never-
theless, they must interact closely with each other,
as both are essential parts for the marketing activi-
ties in each company. Each company has the goal to
fulfill customer needs and also to match the compa-
ny’s sales target followed by financial success.

In practice, the working relationship between the
sales and marketing functions is often described as
dissatisfactory, so that any improvement at the mar-
keting and sales interface will have a positive effect
on top and bottom-line growth (Kotler et al., 2006,
p- 13). So, in order to increase value for the compa-
ny it is essential to evaluate this interaction. It has
not only major impact on the generation of value for
the company, but also on its capabilities to adapt to
the rapidly changing environment, as this requires
active and cross-functional teamwork, as well as
even more focus on the customer (Malshe, 2010, p.
17). The body of literature also suggests that im-
plementing marketing as a strategic concept in all
parts of the company increases customer satisfaction
which in turn leads to corporate success (Webster,
1988, p. 31 and p. 39). Marketing and sales have the
overall common goal to understand customer needs
and solve customers’ problems better than the com-
petition by offering superior value to customers.
Therefore, in order to bring benefit to a company,
marketing and sales should interact and collaborate
closely, so as to boost the overall business perfor-
mance (Le Meunier-FitzHugh and Piercy, 2007, p.
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207). According to Kotler et al. (2006, p. 78) “every
company can and should improve the relationship
between sales and marketing” to bring about a great
positive impact on the company’s growth.

In theory, marketing is often defined to include
sales, e.g. distribution being one of the 4Ps or 7Ps of
the marketing mix. In corporate practice one can see
all kinds of structures involving marketing and sales
usually as separate entities. Here, sales assuming a
dominant role in the organization in terms of resource
allocation (Kotler et al., 2006, p. 68; Lorge, 1999, p.
27). While the term ‘marketing’ being used for:

¢ product communication (including information
material and merchandise) in support of the
sales force only. PR (‘Corporate Communica-
tion’) is usually one of the core responsibilities
of the CEO;

¢ responsibility for product communication (‘Mar-
keting Communication’) and Business Develop-
ment, i.e. identifying new market opportunities;

¢ responsibility for product communication, Busi-
ness Development, and Product Management
(sometimes referred to as ‘Product Marketing’)
with Pricing being one of the responsibilities of
Product Management (and sometimes also R&D);

¢ covering the role of Business Development
and/or Product Management which is often
combined with the responsibility for Market
(Marketing) Research as well.

As the terms marketing and sales are used in differ-
ent ways, also the interaction between the two func-
tions raises a couple of questions which need to be
addressed by marketing researchers, e.g.: how can
marketing and sales interaction be organized best?



Is there an ideal spread of marketing responsibility?
What kind of processes need to be implemented to
assure a smooth cooperation between the two? How
much do integrated marketing and sales functions
contribute to overall corporate success?

Only recently, marketing and sales interaction has
gained more attention (e.g. Ernst et al., 2010, Kotler
et al, 2006, Le Meunier-FitzZHugh and Piercy,
2007). Previously the academic focus was more on
marketing’s interaction with other functions such as
R&D or finance, and researchers did not differ be-
tween the marketing and sales functions at all (Gup-
ta et al., 1986, Kahn and Mentzer, 1998). This has
changed lately, as in business reality they are mainly
separate functions within a company (Kotler et al.,
2006, p. 68; Lorge 1999, p. 27). Marketing and sales
have different tasks within an organization and
usually have different goal orientations, an issue that
has been recently addressed in organizational re-
search (e.g. Homburg et al.,, 2008, p. 139). There
seems to be a lack of understanding which are im-
portant for the marketing and sales relationship and
how the two functions can work together.

Research has recognized marketing and sales inte-
raction as problematic, as according to Kotler et al.
(2006, p. 70), they are not deeply interconnected. In
addition, there is a psychological distance between
the two (Dawes and Massey, 2005, p. 1329). Even
though research has shown that improved marketing
and sales interaction has a positive impact on corpo-
rate growth as well as on new product development
(Kotler et al., 2006, p. 70; Ernst et al., 2010, p. 80),
it needs to be investigated to what extent improved
marketing and sales collaboration impact customer
satisfaction and — as a consequence — business per-
formance. In addition, metrics are needed in order to
assess the status and performance of this relationship.

The focus of this paper lies on defining the neces-
sary terminology to analyze the subject matter, iden-
tifying the role of marketing and sales along the
corporate value chain, understanding and modeling
marketing and sales interfaces, identifying potential
marketing-sales conflicts and suggesting resolution
strategies taking a process-oriented approach. The
topic is investigated from a theoretical perspective.
Based on an in-depth review of the available body
of literature a meta-analysis is conducted. First, an
introduction to the theoretical foundations of mar-
keting and sales in general is given. The terms mar-
keting and sales are defined and it is outlined in
which context they are used. Following, a literature
review is given on the status of marketing and sales
interaction in companies is evaluated. Marketing
and sales interaction is classified in two conceptual
models to identify methods of addressing the status
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and characteristics. In a next step, potential areas of
conflict between the two functions are identified and
then proposals for solutions of potential conflicts are
given. The last step includes also identification of
key marketing and sales processes.

1. Terminology

In order to be able to investigate the relationship
between marketing and sales, it is necessary to clearly
distinguish between the two terms and to clarify how
they are defined and in which context they are used
in this paper.

Various marketing definitions exist but according to
Kuss (2009, p. 5), the most widely used definition in
theory and practice is the one from the American
Marketing Association (AMA) which is frequently
cited (see e.g. Kotler et al., 2007, p. 11; Meffert et
al., 2007, p. 9). AMA’s definition of the term mar-
keting has changed over the years and has been
adapted according to advances in marketing thought as
well as its environment. The AMA definition from
1935 describes marketing as “the performance of
business activities that directs the flow of goods and
services from producers to consumers” (American
Marketing Association, 2008, p. 2). This definition
reveals the traditional perspective of marketing
where marketing was purely distribution and trade
driven. According to the general business opinion
until the mid-1950s, the term marketing was a syn-
onym for sales; the focus was on the product not on
the costumer (Webster 1988, p. 31). Not until 1985
did AMA change their initial definition to “‘marketing
is the process of planning and executing the concep-
tion, pricing, promotion, and distribution of ideas,
goods and services to create exchanges that satisfy
individual and organizational objectives” (American
Marketing Association, 2008, p. 2). The focus now
is on management of exchange processes and match-
ing the traditional marketing mix of the 4Ps: product,
price, place (or distribution) and promotion. In 2004,
AMA acknowledged that marketing was a customer
and customer relationship-driven term and changed
their former definition to “marketing is an organiza-
tional function and a set of processes for creating,
communicating, and delivering value to customers
and for managing customer relationships in ways
that benefit the organization and its stakeholders”
(American Marketing Association 2007). AMA fur-
ther revised this definition again in 2007 to “the ac-
tivity, set of institutions, and processes for creating,
communicating, delivering, and exchanging offer-
ings that have value for customers, clients, partners,
and society at large” (American Marketing Associa-
tion, 2007) and included set of marketing institu-
tions, which are more precisely defined as rules and
regulations in a control system for marketing activities
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as well as the objective that marketing creates value
within a number of recipients (Kuss 2009, p. 8). The
variety of interpretations and definitions over the past
several years shows that the term marketing is con-
stantly changing and has been adapted from a
process-oriented perspective towards a more cus-
tomer-oriented perspective. All definitions include
sales as part of the marketing function.

Academic research into sales and selling began
around 1960. The Journal of Personal Selling and
Sales Management was first published in 1980 and
was established as a platform for sales-related re-
search. Today still most of the important sales-related
articles are published in this journal (Geiger and
Guenzi, 2009, p. 875; Williams and Plouffe, 2007,
p- 411). While several marketing definitions exist,
the definition of sales is not as widely discussed.
AMA has defined sales as “any of a number of activi-
ties designed to promote customer purchase of a
product or service [which] can be done in person or
over the phone, through e-mail or other communica-
tion media” (American Marketing Association,
1995). Other definitions related to an activity-based
marketing perspective have sales included and recog-
nized as a marketing activity (Workman et al., 1998,
p- 21). Kotler et al. (2007, p. 652) describe personal
selling as the “face-to-face interaction with one or
more prospective purchasers for the purpose of mak-
ing presentations, answering questions, and procuring
orders”’; consequently direct communication with the
customer is mostly done by salespeople. In today’s
fast changing business environment, sales practice has
to take up new tools like e-commerce and m-commerce
which nowadays partly substitute personal selling
(Geiger and Guenzi, 2009, p. 874). Research has
shown that sales is moving toward solution selling
and has to focus even more on building relationships
with each individual customer who is changing as
well from a single person as decision-maker towards
entire decision committees (Colletti and Fiss, 2006,
p. 130; Trailer and Dickie, 2006, p. 50). Hence the
traditional sales model might be replaced by key ac-
count management focusing on fewer strategic part-
ners (Piercy and Lane, 2003, p. 563). Geiger and
Guenzi (2009, p. 878) published a survey of sales
academics’ perceptions which identified that “in-
creased customer expectations” is the factor of
change which has the biggest impact on the sales or-
ganization, which also influences the relationship be-
tween marketing and sales. As new business models
and processes emerge, the biggest challenge for the
sales function has become the shift from its tradi-
tional role of simply selling towards a strategic cus-
tomer management function (Piercy and Lane, 2003,
p. 563). The sales function itself is often structured
according to geographical aspects (Kotler et al., 2007,
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p. 796): the district managers report to the chief sales
officer (CSO) who is responsible for sales force man-
agement (Trailer and Dickie, 2006, p. 48). Other struc-
tures can be set up around customers, products or be a
mixture of all three forms (Kotler et al., 2007, p. 796).

From an organizational-functional perspective market-
ing has grown from a simple selling function to a de-
partment with responsibilities for several activities
(Kotler et al., 2007, p. 1142). When a company opens
a business it usually starts either without or with a
very small marketing function and only if the compa-
ny is growing, will the marketing function emerge
into a modern marketing department. Kotler et al.
(2007) classified the different development levels in
six stages. At the first level, the marketing function is
been fulfilled by the head of sales. The focus here is
on simply being a sales-oriented function. After ex-
panding the company, the second level will be
reached as there is a need to increase marketing re-
sources in order to manage all marketing activities.
Marketing becomes a subdivision of the sales func-
tion and consists of marketing managers and other
marketing functions. If growth continues and condi-
tions of competition get more complex the marketing
organization has more and more relevance and im-
portance. Level three has been reached and, there-
fore, marketing will be established as a main and
independent department next to the sales depart-
ment. Head of sales and head of marketing are both
reporting to the board of the company and need to
work closely together since there should be align-
ment on a single marketing strategy. In this set-up
conflicts can arise between the two functions e.g.
about the budget and the influence on marketing tools
and activities. At the fourth development level the
board may decide to resolve these conflicts by creat-
ing a single head for all marketing-related functions
including sales. Only when reaching this level the
company has established a real organizational institu-
tionalization of an overall marketing concept. Level
five will only be reached if the responsible Chief Mar-
keting Officer (CMO) will be seen as an integrating
element within a progressive company. Marketing
has to be perceived as an overall company task to
which all employees are committed. Only if this be-
comes reality, can marketing be fully integrated and
therefore overall customer-oriented can be achieved.
Level six is the final level and is defined by Kotler et
al. (2007) as the marketing function in a project- and
process-led company where the whole organization is
designed around the company’s key processes and key
competencies. One person is directly responsible for
leading cross-functional teams with the overall objec-
tive to reach customer-centered results, e.g. new prod-
uct developments or new projects concerning customer
acquisition. Members of the marketing and sales func-



tion spend most of their time working in these cross-
functional teams and are not directly reporting to the
marketing or sales department anymore, but are still
indirectly connected (dotted-line connections) and
inform their respective departments about the ongo-
ing projects (Kotler et al., 2007, p. 1142). At this
level of the development phases of functional market-
ing, each task of marketing and sales is connected and
aligned to each other. Nevertheless, little attention has
been put on how other marketing-related functions
like market research and sales force management
should be structured in order to fulfill the demands
of marketing management with regards to product
strategy and performance (Ruekert et al., 1985, p. 15).

According to Kotler et al. (2007), marketing and
sales have different competencies and are responsi-
ble for different tasks. One key competency of the
marketing function is related to product or brand
management. Marketing is responsible for the devel-
opment of a long-range and competitive strategy as
well as preparing the annual marketing plan and sales
forecast. In addition, it is working together with adver-
tising and merchandising agencies to develop product-
related programs and campaigns which should also
support the work of the sales force. Another part of
the job is to gather and collect all product related
information regarding performance, customer feed-
back and possibilities for improvement (Kotler et
al., 2007, p. 794). To be able to fulfill the marketing
task successfully, marketing is to a large degree de-
pending on receiving input from the sales department
(Ernst et al., 2010, p. 85; Kotler et al., 2007).

The sales function is not only about pure selling, but
also plays an essential role in the company’s know-
ledge of its customers and their needs, as the sales
function builds the interface between customer and the
company (Becker 2009, p. 540). In addition, the sales
force gathers market intelligence information so that
the company can react quickly on new developments
in the market environment. The sales function is also
responsible for targeting customers where the deci-
sion is made on how to allocate the time among
prospects and customers. The sales process generally
includes assessing customer needs, presenting prod-
uct values and benefits to address those needs, but
also the discussion of commercial terms, such as
pricing and delivery terms (Kotler et al., 2007, p.
794). In addition, sales people are often responsible for
prospecting new clients (Kotler et al., 2007, p. 794).
In order to fulfill these tasks properly sales people
need, among other skills, good communication skills
as they have to answer all product-related questions
and establish a good customer relationship. By per-
forming all these sales activities successfully, the
company will create a valuable relationship with cus-
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tomers via their salespeople and also improve the com-
pany’s business performance by enhancing market
share and profits (Zoltners et al., 2009).

To summarize, in principle marketing and sales func-
tions have the same objective which is generating
more sales and profit for the company and provide
added value to customers. Marketing is more long-
term, strategic and product-oriented, whereas sales is
more focused on short-term tasks and on customer
needs (Ernst et al., 2010, p. 82).

2. Marketing and sales as part of the
value chain

Kotler and Keller (2006, p. 38) identified five key
processes in the Porter (1985) value chain in which
companies have to be excellent in order to outper-
form their competitors. Out of these five key
processes there are four which are directly or indirectly
linked to the marketing and sales relationship.

First, there is the ‘market sensing process’ which
includes all activities related to information man-
agement, communicating new insights throughout
the company and to all relevant parts of the chain
which have to act accordingly; second, there is the
‘new offering realization process’ which consists of
market research, development and realizing new
products (Kotler and Keller, 2006, p. 38). R&D be-
longs to the support activities of the chain where, for
example, research has shown that R&D-sales coopera-
tion as well as sales-marketing cooperation during the
concept development stage has an overall positive in-
fluence on new product development (Ernst et al.,
2010, p. 87). The third and fourth processes Kotler
and Keller (2006, p. 38) describe, are the ‘customer
acquisition process’ and the ‘customer relationship
management process’ which are both related to tar-
geting and understanding of customer needs. In or-
der to be superior in these four processes marketing
and sales need to interact properly as stated by Ernst
et al. (2010, p. 87). The last core process Kotler and
Keller (2006, p. 38) describe is the ‘fulfillment man-
agement process’ which is not referring to the market-
ing and sales relationship but to the order fulfillment
and supply chain management process and therefore
belongs to the primary activities.

Sales people play a key role in a company’s value
chain as they are creating, communicating and deli-
vering value to the customer by actively managing
customer relationships (Ingram et al., 2008). Mar-
keting has a key role is responsible e.g. for creating
customer and brand awareness. Coordination and
collaboration as well as the right organizational cul-
ture are irreplaceable in order to manage a value
chain successfully (Porter, 1985, p. 406).
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By driving the mentioned core processes related to
cross-functional marketing and sales co-operation to
excellence, companies will outperform competition;
create added value as well as customer satisfaction.
This shows that there is a shift from focusing only
on how companies can create competitive advantag-
es through increased productivity within the value
chain towards a perspective on how they can in-
crease the quality of their customer relationship via
better cross-functional teamwork (Rayport and Jar-
worski, 2004, p. 58). This is because one of the
foundations of each company’s competitive advantage
is the creation of “superior customer value through an
effective marketing and sales relationship” (Guenzi
and Troilo, 2007, p. 98 and p. 104)

3. Marketing and sales interaction in a holistic
marketing concept

Kotler et al. (2007, p. 23) discuss the holistic mar-
keting concept in which they incorporate all stake-
holders related to marketing. They divide holistic
marketing into four sub-issues: internal marketing,
socially responsible marketing, relationship market-
ing and integrated marketing. These sub-issues are
embedded in the marketing information system
(MIS) where the focus is not only on communica-
tion from company to customer, but also on the
communication flow from the customer to the com-
pany, and within the company (El-Ansary, 1974, p.
560). The MIS is made up of people, tools and
processes with the objective to organize and distri-
bute the information flow for marketing decisions in
a company (Kotler and Keller, 2006, p. 73).

Internal marketing is about ensuring that everyone
in the company, particularly senior management,
supports and works according to the relevant mar-
keting principles. Within marketing and sales this
highlights especially the importance of the collabo-
ration between the two functions with each other but
also with other departments (Kotler and Keller
2006, p. 20). In addition, research has shown the
importance of management’s attitude towards sup-
porting the relationship between marketing and sales
(Le Meunier-FitzHugh and Piercy, 2007, p. 216).
Socially responsible marketing incorporates social
and ethical considerations in the holistic marketing
concept (Kotler and Keller, 2006, p. 22). Another
part of the holistic marketing concept is the rela-
tionship marketing, which is defined as ‘“having
rich, multi-faceted relationships with customers,
channel members and other marketing partners”
(Kotler and Keller, 2007, p. 24). While earlier tasks
of sales were defined as simply to sell a product, the
directional change today is towards relationship
marketing as one of the key elements within the
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sales function in order to generate sales (Kotler and
Keller, 2007, p. 794). Finally, integrated marketing
as part of the holistic marketing concept focuses on
marketing tools and activities with the objective to
assure that all tools and activities are aligned and
bring optimal value to the customer (Kotler and Kel-
ler, 2006, p. 19). One traditional depiction of mar-
keting activities in an integrated marketing concept
is in terms of the marketing mix, which has been
defined as the set of marketing tools or elements the
firm uses to pursue its marketing objectives (Bor-
den, 1984, p. 9). McCarthy (1999, p. 38) has classi-
fied these tools into four broad groups, which he
called the 4Ps of marketing: product, price, place,
and promotion. ‘Product’ is about the product itself
and its characteristics like pack size, quality etc.;
‘price’ is determined together with the pricing strat-
egy covering rebates and discounts. The last tool
‘place’ is about the distribution of the product (Kot-
ler and Keller, 2007, p. 25). According to Kotler et
al. (2007, p. 20) selling is just one part of marketing
activities. To be able to use the marketing tools ef-
fectively it is important to translate the company’s
overall strategy into a marketing strategy; the mar-
keting tools should not only be used short-term on
an operational level, but also on a long-term basis
(Borden, 1984, p. 8 and p. 11). Any issues within
the marketing-mix coming up on a day-to-day basis
need to be identified and addressed accordingly. The
key to addressing these issues is having good chan-
nels of communication and information related to
changes in the behavior of consumers and competi-
tors (Borden 1984, p. 11). This is where marketing
and sales collaboration might have a big influence.
Finally, companies need to focus on the marketing-
mix not only from an intra-departmental perspec-
tive, but also from an overall inter-departmental
perspective in order to fully integrate marketing
(Kahn and Mentzer, 1998, p. 31).

Several terms are used to describe the working rela-
tionship between marketing and sales, e.g. ‘coopera-
tion’, ‘interaction’, °‘(cross-functional) collabora-
tion’ and ‘integration’. These will now be discussed
as follows in order to establish a clear context in
which the terms are used.

Companies are grouping different business activities
into separate business units or departments, most of
them are organized functionally but they can also be
organized around products or customers (Weihrich
et al., 2008, p. 186). The various functions have dif-
ferent responsibilities and areas of knowledge; in
case of marketing and sales e.g. deeper product
knowledge on the side of marketing and more de-
tailed knowledge of the customer on the side of
sales. Marketing managers are interacting with sev-



eral functions within a company: not only with sales
people but also with e.g. R&D and finance. In addi-
tion, they are in direct contact with customers, so in
effect they have a coordinating role fulfilling de-
mands from both outside as well as from inside the
company (Ruekert and Walker, 1987a, p. 1). This
set-up results in a strong functional interdependency
in order to perform the job properly (Ruekert and
Walker, 1987a, p. 2).

Recent research investigated “cross-functional co-
operation” between marketing, sales and the R&D
function during new product development. Cross-
functional co-operation consists of several activities
like development and assessment of concepts and
ideas as well as taking decisions regarding final
marketing concepts (Ernst et al., 2010, p. 89). Re-
search studies identified that this kind of co-
operation in new product development often leads to
project success (Griffin and Hauser, 1996, p. 212).
Ernst et al. (2010, p. 81) categorize the multiple
terms existing for inter-functional relationship into
two groups. They define a ‘behavioral approach’,
which is related to the level of interaction and level
of information sharing between different functions,
as well as an ‘attitudinal approach’, which is related
to integration as a form of collaboration.

“Collaboration” has been a major interest in re-
search in order to evaluate the status and kind of
integration of different functions. Collaboration is
defined as a set of intangible activities where two or
more functions work together (Kahn, 1996, p. 81).
Collaboration builds on relationship and teamwork
which is supported by having common goals and
shared values and therefore resulting in a “coopera-
tive internal environment” (Kahn and Mentzer,
1998, p. 53). Kahn and Mentzer (1998, p. 60) de-
termine that according to their definition of ‘colla-
boration’, a collaborative relationship has to be pre-
ferred over ‘interaction’ as “collaboration” will
lead to a greater performance success. Both, co-
operation and collaboration have been associated
with a close relationship between two functions
and identified as a basis for teamwork (Gupta and
Wilemon, 1991, p. 41).

The term “horizontal integration” indicates a need to
combine two or more functions into a single func-
tion or process (American Marketing Organization,
1995) which is not desirable for marketing and sales
due to their functional knowledge. Nevertheless,
Rouzies et al. (2005, p. 115) describe marketing and
sales integration as a dynamic process in which
these two functions increase value for the company
by working together. Gupta et al. (1986, p. 15) focus
in their interpretation of integration on the “extent of
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R&D-marketing involvement and information shar-
ing” in different stages of the product development
process, while Kahn and Mentzer (1998, p. 54) have
a composite perspective of integration in which in-
teractive and collaborative processes are combined
and running simultaneously. According to findings
by Kahn (1998, p. 59) the highest positive correla-
tion to improve performance outcome measures like
company and product management performance, as
well as employee satisfaction was proven to be col-
laboration between departments with a focus on in-
formal ways to communicate instead of formal
meetings and documentation. To summarize, the
term ‘interdepartmental integration’ can be used as a
synonym for integration.

Other researchers focus on ‘inter-functional interac-
tion’ by treating it as a special form of “open social
system” which is characterized by the motivation of
“individual and collective interests” on the one side
and by interdependent processes due to “specializa-
tion and division of labor” on the other (Ruekert and
Walker, 1987a, p. 2). Interaction is facilitated by
increased formal and informal communication
through working at the same location, dedicated
people who work as “integrators” as well as joint
customer visits and job rotation (Gupta and Wi-
lemon, 1991, p. 41). Krohmer et al. (2002, p. 461)
identify cross-functional interaction as a key as-
pect in marketing orientation which is not only
related to the dissemination of information but
also to the allocation of influence on marketing
activities towards different functions as this is
beneficial for performance.

Nevertheless it is difficult to strictly separate the
multiple terms. The term ‘interaction’ which will
be the main focus of this paper is also closely re-
lated to collaboration as collaboration is stimu-
lated by interaction (Maltz and Kohli, 1996, p. 57;
Le Meunier-FitzHugh and Piercy, 2007, p. 944).
‘Interaction’ of marketing and sales is used in this
paper to describe the working relationship with a
focus on the structural nature of cross-departmental
activities (Kahn, 2006, p. 81). Nevertheless, while
looking at structure and interaction, ‘collaboration’
will also be discussed in order to assess mutual un-
derstanding between the two functions.

Early research did not separate marketing and sales
on a functional level but consolidated them under
the ‘marketing’ term; the focus used to be on mar-
keting’s interaction with R&D (Gupta et al., 1986;
Li and Calantone, 1998) or both R&D and manufac-
turing (Kahn and Mentzer, 1998; Ruekert and
Walker, 1987a). Interestingly, already Li and Calan-
tone (1998, p. 25) postulate that for new product
developments, the strongest impact of a good mar-
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keting-R&D interface can be achieved on identify-
ing new product advantages and that it is of addi-
tional benefit to include a customer group in the new
product development process. A customer group
could be represented by the sales people as they have
thorough knowledge about customer needs.

Recent studies acknowledge that marketing and
sales are different functions within an organization
(Homberg, 2008; Kotler et al., 2006) and focus on
marketing and sales interaction as interaction be-
tween individual functions. These studies focus on
integrating aspects of the marketing and sales func-
tions (Dewsnap and Jobber, 2000; Rouzies et al.,
2005). Dewsnap and Jobber (2000) state in their
framework that integration between the two func-
tions could influence the overall business perfor-
mance. Therefore, managers need to pay attention
on the organizational structure in order to facilitate
integration. Their proposals include formalization,
decentralization of and participation in decision-
making, physical proximity and organizational me-
thods (Dewsnap and Jobber, 2000, p. 111). Rouzies
et al. (2005) also include in their framework decen-
tralization as one controllable factor to facilitate in-
tegration. In addition, they mention cross-functional
teams and integrators. Integrators are internal mod-
erators and have the goal to close the gap between
the two departments. They extend their propositions
by including also processes/systems which includes
communication, job rotation, integrated goals, in-
centives or rewards, and recognition systems. More-
over, other integrating mechanisms discussed are
organizational culture with common and shared
norms, and people and their mindset which should
be teamwork-oriented and open-minded.

4. The Homburg-Jensen-Krohmer framework

Homburg et al. (2008) develop an extensive multi-
dimensional model in order to assess not only the
marketing and sales interfaces, but for the first time
the variations in these interfaces throughout differ-
ent companies and sectors. In order to discover the
differences between marketing and sales functions,
Homburg et al. (2008) identify five conceptual do-
mains of marketing and sales configurations: infor-
mation sharing, structural linkages, power, orienta-
tion and knowledge.

First, information sharing is related to a continuous
transmission of information between both functions.
The general importance of information sharing with-
in an organization has in the past been highlighted
by several other publications (Fisher et al., 1997, p.
54; Day, 1999, p. 33; Kahn and Mentzer, 1998, p.
54). Effective information sharing also requires a
common language spoken between marketing and
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sales; so, marketing terms and concept needs to be
clearly defined (Olive, 2006, p. 395). Frequent in-
formation sharing among marketing and sales can-
not only be achieved via formal communication in
meetings, but additionally by informal spontaneous
and casual communication (Le Meunier-FitzHugh
and Piercy, 2007, p. 944). Kotler et al. (2006, p. 74)
suggest not just to have more communication but to
have a disciplined and formalized communication
structure with, for instance, regular meetings and
clearly defined communication processes so that
marketing and sales are aware when they should be
in contact or and whom they should inform. Never-
theless, this needs to be carefully considered to avoid
information overload (Kahn and Mentzer, 1998, p. 54).

Second, structural linkage is another conceptual
domain for marketing and sales interfaces men-
tioned by Homburg et al. (2008, p. 137). This do-
main is classified, on the one hand, as formalization
via guidelines within the company’s organization,
which is the structural dimension of marketing or-
ganizations as opposed to non-structural dimensions
(Workman et al., 1998, p. 28). On the other hand,
joint planning also refers to concepts need. Joint
planning is the degree needed in developing the
product strategy where both functions ideally should
reach a consensus (Strahle et al., 1996, p. 16); they
need not only to agree on product strategy but also
to align on objectives and budgets and other activi-
ties like targeting (Homburg et al., 2008, p. 138;
Kotler et al., 2006, p. 76). The last classification in
this domain is related to the degree of teamwork
between horizontal marketing and sales interaction
which is the classical platform for structural linkage
(Workman et al., 1998, p. 138).

The third conceptual scope is power, which is de-
fined as the extent to which specific market-related
activities are more influenced by sales than by mar-
keting. The term ‘power’ is used in connection with
interdepartmental decision areas needed for business
activities (Homburg et al., 2008, p. 139). Marketing
plays a key role in influencing different business
decisions such as marketing activities with regard to
customer satisfaction and advertising but also with
regard to expansion in new markets, distribution and
new product development and, therefore, is the most
influential unit with regards to strategic directions
(Homburg et al., 1999, p. 9). Sales is more influenti-
al than marketing in relation to distribution, pric-
ing, customer service and expansion in new mar-
kets (Homburg et al., 1999, p. 9). In addition, it
needs to be mentioned that there is a significant
difference in the level of influence of marketing
depending on the type of industry. Generally mar-
keting seems to be more powerful in consumer



than industrial firms (Workman et al., 1998, p.
33), but this could not been proven in further re-
search (Homburg et al., 2008, p. 11; Homburg et
al., 1999, p. 9). Also, different focus of a compa-
ny for example on technological innovation like
in telecommunication firms can result in a higher
influence of other functional units like R&D
(Workman et al., 1998, p. 33).

The fourth category of Homburg et al. (2008) is
related to the orientation of the marketing and
sales function. One area of focus is product versus
customer orientation. Marketing is related to the
product itself while the focus of sales is on cus-
tomer needs and satisfaction (Homburg and Jen-
sen, 2007, p. 125). Marketing staff usually take
care of a specific brand or product of which they
have a comprehensive knowledge, whereas sales
people are usually connected with a specific geo-
graphical area and a set of customers (Rouzies et
al., 2005, p. 114). Orientation can be more specif-
ically defined “as the extent to which the activi-
ties of marketing/sales are guided by customer-
related rather than product-related strategies,
plans and performance evaluations” (Homburg et
al., 2008, p. 139). Another aspect is short-term
versus long-term orientation. Sales people have
set objectives with regard to short-term goals
which they need to achieve per quarter or
throughout the year while marketing people are
more involved in building long-term strategies
(Rouzies et al., 2005, p. 115). Homburg et al.
(2008, p. 139) define this “as the extent to which
the activities of marketing/sales are guided by
immediate action rather than by extensive plan-
ning”. The existence of different orientations
within the two functions was labeled as the
“thought-world differences” of marketing and
sales and acknowledged positive impact on over-
all market performance (Homburg and Jensen,
2007, p. 125 and p. 135). Others have looked at
differences in orientations with regards to time
horizon (short-term vs. long-term) and goal orien-
tations (product vs. customer) (Homburg and Jensen,
2007, p. 135; Griffin and Hauser, 1996, p. 206).

The final concept within the model of Homburg et
al. (2008, p. 138) on marketing and sales interaction
is ‘knowledge’, which is related to the level of
knowledge available within functional units. Mar-
keting and sales knowledge can either be related to
market or product. Market knowledge refers to the
extent both functions have knowledge about cus-
tomers and the competitive environment (Homburg
et al., 2008, p. 139). Market knowledge is mainly
collected by the sales force during field visits and
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talking to customers. In this context it is important
to highlight that the company needs to have systems
in place in order to facilitate feedback from the
market (Le Meunier-FitzHugh and Piercy, 2006, p.
713). Product-knowledge of each of the two func-
tions describes the available knowledge about prod-
ucts and internal processes (Homburg et al., 2008, p.
139). Differences in knowledge between the
thought-worlds of marketing and sales exist which
is, on the one hand, negative for the quality of interac-
tion, but a real benefit for market performance (Hom-
burg and Jensen, 2007, p. 132). In addition, joint
trainings could also support common knowledge in
the long run (Kahn and Mentzer, 1998, p. 55), al-
though in reality there are few cross-functional
training programs available (Le Meunier-FitzHugh
and Piercy, 2007, p. 948).

In order to be able to describe and assess the pre-
vious marketing and sales interface domains more
precisely, Homburg et al. (2008, p. 139) define the
so-called ‘cluster variables’ with three outcome va-
riables and three context variables. The first out-
come variable focuses on the characterization of the
marketing and sales relationship as the “quality of
co-operation between marketing and sales”. This is
related to the state of harmonious teamwork in the
interdepartmental interaction between marketing
and sales (Homburg et al., 2008, p. 139). Contra-
dicting this part of the variable, findings from Song
et al. (2000, p. 62) indicate that a harmonious cross-
functional relationship does not have a significant
impact on a company’s performance. The other two
outcome variables refer to performance, either of the
business unit (BU) or of the company if BU is not
applicable. The first is ‘market performance’ which
is classified on how well the BU or company per-
forms in the market in relation to competition and
the last variable is ‘profitability’ (Homburg et al.,
2008, p. 139). The three context variables are used
to check if marketing and sales configurations differ
in regards to organizational outcome (Homburg et
al., 2008, p. 139). The first is ‘internal dynamism’
which refers to how frequent organizational
changes occur in relation to structure, people,
processes and strategy (Homburg et al., 2008, p.
140). Another variable is ‘environmental dynam-
ism’ which refers to the frequency that external
factors impact the organization; these can be
changes in the competitive environment as well as
customer needs, technology or regulatory changes
(Homburg et al., 2008, p. 140). The third context
variable is ‘industry’ which is needed as return on
sales levels differ depending on type of industry
(Homburg et al., 2008, p. 140).
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Marketing and sales interaction is important for
market performance and growth of business (Kotler
et al., 2006, p. 78). Basically, similar competencies
of marketing and sales are necessary and favorable
for quality of performance and performance itself;
so on the one hand, marketing should be able to
work in a sales function and vice versa (Homburg et
al., 2008, p. 135). On the other hand, they need to be
specialized as mentioned before. Looking at current
research findings it is clear that companies need to
take a close look at their marketing and sales inte-
raction processes in order to be successful.

A generic classification system of sales and market-
ing interaction is offered by Kotler et al. (2006, p.
72). They identify four levels of the marketing and
sales relationship. First, an ‘undefined’ relationship
exists between marketing and sales, that is characte-
rized by totally independent working groups where
no information is shared and all planning is done
without the involvement of the other function. No
collaboration takes place at this level and interaction
only occurs when conflicts need to be solved (Kotler
etal., 2006, p. 72). The next level is a ‘defined’ rela-
tionship where structure and processes are clearly
set and formalized with specific guidelines and rules
(Kotler et al., 2006, p. 72). With this higher degree
of formalization, the level of interaction between the
groups starts to increase and business activities are
jointly executed. As the relationship intensifies,
marketing and sales reach level three known as the
‘aligned’ relationship. Interaction with regards to
planning and training becomes part of the relation-
ship, as well as the frequent consultation between
marketers and sales people on important topics. Bar-
riers still exist, but these are to some extent flexible
(Kotler et al., 2006, p. 72). In order to reach the final
level of an ‘integrated’ relationship, marketing and
sales must share processes, systems and metrics.
There is a real sense of teamwork in place as well as
strategic forward thinking (Kotler et al., 2006, p. 72).

Out of the previously discussed five empirical cate-
gories (information sharing, structural linkages,
power, orientation and knowledge) and the men-
tioned six descriptive variables of marketing and
sales interaction, Homburg et al. (2008, p. 142) de-
velop an advanced classification system of five clus-
ters and measure cluster performance. Each cluster
differs in its characteristics of the mentioned five
dimensions and represents different types of indus-
tries. These are defined as follows:

¢ Cluster 1 (‘Ivory Tower’) is one of two clusters
which have not been addressed before in any
other research into marketing and sales interac-
tion (Homburg et al., 2008, p. 148). It is charac-
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terized by a marketing function with strong cus-
tomer focus, but with little knowledge about
markets and products. In contrast, the sales
function is rather short-term and product fo-
cussed. The two functions in this cluster do not
have many interaction processes in place. Joint
planning and information sharing is done rarely.
As result of this lack of interaction, companies
in this cluster have the weakest performance of
all investigated (Homburg et al., 2008, p. 146)
and can usually be found in the financial, ser-
vice and machinery industry sector (Homburg et
al., 2008, p. 144).

Out of all investigated clusters, companies in
cluster 2 (‘Brand-Focused Professionals’) are
performing best in terms of market environment
and financial outcomes (Homburg et al., 2008, p.
145). Cluster 2 companies have the highest ex-
tent of structural linkages, such as joint plan-
ning, and the widest product and market know-
ledge. Marketing has a leading role here, never-
theless sales is considered as its congenial coun-
terpart. Its main characteristic is a rather short-
term focus but with intense interdepartmental
co-operation (Homburg et al., 2008, p. 145).
The typical industry represented in this cluster is
consumer goods (Homburg et al., 2008, p. 144).
Looking at cluster 3 (‘Sales Rules’) which is
another cluster not previously assessed (Hom-
burg et al., 2008, p. 148), sales exceeds market-
ing not only in product but also in market know-
ledge, while marketing is rather short-term but
customer-oriented. Companies in this cluster
show the lowest performance of all clusters.
Cluster 3 is typical for the machinery and auto-
motive industry (Homburg et al., 2008, p. 148).
Cluster 4 (‘Marketing-Driven Devil’s Advoca-
cy’) is identified as the cluster with the overall
lowest collaboration rate and ranks in the mid-
performance range with an overall decreasing
profitability (Homburg et al., 2008, p. 146).
Marketing and sales are characterized by their
traditional orientations; marketing is long-term
and product-oriented, while sales is short-term
and customer-oriented (Kotler et al., 2006, p.
70). As a result of these differing views, benefi-
cial and insightful discussions often arise with
each party offering different insights. Marketing is
regarded as the more powerful part in this cluster.
Typical examples are the chemical and electronics
industries with their strong production and/or
product orientation (Homburg et al., 2008, p. 146).
The 5™ cluster (‘Sales-Driven-Symbiosis’) iden-
tified by Homburg et al. (2008, p.144) is second
in company performance and led by the sales
function. Marketing and sales knowledge com-



plement each other, with marketing as the mar-
ket expert and sales as the product expert. Both
are very interlinked and have a strong customer-
focus regarding to a high quality of interaction.
Typical representatives of this cluster are the utili-
ty industry, which is characterized by long-term
contracts and consequently a long-term focus of
the sales function (Homburg et al., 2008, p. 146).

For companies who want evaluate their internal
marketing and sales interaction, it makes sense to
classify it within the clusters mentioned (Kotler et
al., 20006, p. 78). Homburg et al. (2008, p. 144) show
that the style and type of marketing and sales inte-
raction drives company performance. Therefore, in
order to be more efficient and more customer-
focused, it is recommended that all types of compa-
nies analyze in more depth their internal marketing
and sales relationship. This can then be the basis to
identify possible ways of improving marketing and
sales interaction.

5. Potential conflicts between marketing
and sales

Although marketing and sales are strongly inter-
linked, the interaction is neither completely colla-
borative nor perfectly harmonious (Dewsnap and
Jobber, 2000, p. 116). In practice, only few compa-
nies successfully manage to close this gap and the-
reby increase their execution capabilities of value-
based selling (Moorman et al., 2007, p. 3).

Although historically there has always been tension
between marketing and sales (Lorge, 1999, p. 27),
the focus of earlier studies is mainly on conflicts
between marketing and R&D, as this was seen as
critical for new product development success (Ru-
ekert and Walker, 1987b, p. 133; Souder, 1981, p. 9;
Gupta et al., 1986, p. 7). For example, Souder
(1981, p. 9) identifies four issues in marketing and
R&D interfaces: ‘lack of communication’ and ‘too
good friends’ are classified as relatively harmless in
their effects on marketing and R&D interaction. The
more important constraints, ‘lack of appreciation’
and ‘distrust’ relate to harboring negative emotions
towards each other as well as focusing solely on the
own department and the inability to think outside
the box (Souder, 1981, p. 9). In addition, Gupta et
al. (1986, p. 7) identify factors that hinder integra-
tion and potentially lead to discrepancies between
the marketing and R&D functions. Like Souder
(1981), they also identify the lack of communication
flow between the departments as a source of con-
flict, but state that this is being influenced by the
organizational structure (Gupta et al., 1986, p. 10).
Another important factor leading to conflicts is the
lack of senior management support for integration,
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which results in uncertainty of focus on short vs.
long term strategy and differences on performance
reward systems (Gupta et al., 1986, p. 10 and p. 12).
Also conflicts relating to socio-cultural differences
between the two functions play a role. There are
differences in mindsets concerning professional and
long-term orientation at the R&D side and on the
other side a more bureaucratic and short term think-
ing within the marketing people (Gupta et al., 1986,
p. 13). This is quite opposite to the perception at the
marketing and sales side, as there marketing is seen
as the long-term oriented function.

Referring to Kotler et al. (2006, p. 70) and Cespedes
(1994, p. 52), four areas of conflict between market-
ing and sales can be classified into economic, cul-
tural, informational and organizational factors:

¢ The economic constraint is related to the alloca-
tion of the budget that has to be assigned to each
function. In addition, pricing is a source of con-
flict, too. While marketing tends to set higher
prices so as to get the maximum profit, sales is
inclined to look for a lower price at which they
can sell the product more easily (Kotler et al.,
2006, p. 71). And while marketing wants to
spend money on promotion, sales wants the
money to increase the size and quality of the
sales force (Kotler et al., 2006, p. 71). With eco-
nomic constraint the allocation of money is espe-
cially difficult, as marketing’s achievements with
respect to financial impact, being more related to
long-term and strategic topics, are difficult to
measure. Whereas performance of the sales
function is more short-term driven and positive
results have a direct impact on the company’s
turnover (Kotler et al., 2006, p. 71)

¢ The second constraint Kotler et al. (2006) men-
tion is the ‘cultural’ conflict, which arises when
two groups with usually different mentalities
meet and work together. Cultural constraints or
differences in mindsets are also addressed in
other literature concerning marketing and sales
conflicts. For example, Rouzies et al. (2005, p.
114) also state that marketing and sales people
have different mindsets and, therefore, difficul-
ties in understanding each other when they dis-
cuss customer needs or other issues. In general,
marketers have an analytical mindset as they
need to analyze market data usually related to a
specific product range or brand, where they fo-
cus on long-term strategic marketing manage-
ment to build a brand and to develop marketing
plans (Rouzies et al., 2005, p. 115; Kotler et al.,
2006, p. 72). In contrast, sales people have
strong relationship building skills and a constant
customer focus as they concentrate their efforts
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on the customer in their area of responsibility
(Kotler et al., 2006, p. 72; Rouzies et al., 2005,
p. 115). From a cultural perspective, the differ-
ent thought-worlds of marketing and sales con-
trast, as sales is of the opinion that marketing is
too far away from the customer, while market-
ing thinks that sales people are too short-term
oriented (Kotler et al., 2006, p. 70). This hinders
consensus (Homburg and Jensen, 2007, p. 128).
The third factor in conflicts between marketing
and sales is of ‘informational’ nature, which is
strongly interlinked with cultural conflict. In-
formational constraints are related to constraints
in communication, and furthermore, in sharing
and dissemination of information. This can be
facilitated by physical separation, whereas the
separation is even more distinctive in large or-
ganizations with broad geographical distances
(Dawes and Massey, 2005, p. 1330). Marketing
people are usually based in the back office,
while sales people are in the field and working
in the markets. This physical separation causes
tension and poor communication between the
two functions (Lorge, 1999, p. 27). Non-
frequent communication can be the source of
potential problems between marketing and sales
functions which are independently specialized
in their areas of knowledge. Many companies
have a low level of communication between
marketing and sales, together with a high level
of distrust when it comes to the execution of
ideas from the sales function (Cespedes, 1996,
p. 25). In contrast, other findings show that
marketing’s issues in interaction with other
functions increase with the frequency the de-
partments interact with each other (Ruekert and
Walker, 1987a, p. 14), so the type, structure and
frequency of communication needs to be consi-
dered carefully. Conflicts may also arise due to
mismatch of the information technology used by
each function, especially if marketing and sales
are using different data sources for discussions
and therefore have different viewpoints (Ces-
pedes, 1994, p. 51). Cespedes (1994, p. 51) also
finds that sales people often complain about the
lack of timely availability of information, while
marketing people reply that the information, in
which they invested time and money to gather it,
is not being used (Moorman et al., 2007, p. 5).
The fourth conflict factor between marketing
and sales interaction is related to issues of ‘or-
ganizational’ nature. The two functions have a
horizontal relationship in an organization, which
can cause conflicts regarding assigned responsi-
bilities. Marketing and sales interaction may be
directed to have the same objectives, however if

they have different individual goals that are not
aligned another conflict can arise (Ruekert and
Walker, 1987a, p. 2). Usually performance mea-
surement and target figures, which differ be-
tween marketing and sales, facilitate conflicts.
So sales concentrates on quarterly or yearly rev-
enue and customer satisfaction results while
marketing’s objective is related to profit, market
share and moreover also long-term goals such as
brand building (Lorge, 1999, p. 28; Cespedes,
1994, p. 52). There has been little research and
understanding on how the sales function should
be involved in marketing strategies decisions
(Viswanathan and Olson, 1992, p. 47), although
Strahle et al. (1996, p. 1, p. 16) show that there
are often inconsistencies and misalignment be-
tween marketers and sales people regarding
marketing strategies and the corresponding sales
activities. Marketing strategies need to be trans-
lated into sales strategies in order to put the
marketing strategy into practice; therefore, it is
important to involve the sales function already
at the point in time when marketing strategies
are defined (Zupancic, 2008, p. 30). There needs
to be a consistency with regards to the linkage
of sales management activities and processes
with a company’s marketing strategy (Viswana-
than and Olson, 1992, p. 56). Homburg et al.
(1999, p. 11) show that if the chief executive of-
ficer (CEO) personally has a marketing back-
ground this will lead to a greater influence of
marketing in a company (1999, p. 11). This con-
stellation can also lead to problems at the mar-
keting and sales interface as the marketing func-
tion then usually receives more attention from
senior management.

As shown, many conflicts between marketing and
sales can potentially arise which hinder business
performance, therefore, while organizing marketing
and sales functions, it is useful to address these is-
sues and avoid them.

6. Potential conflict resolution options

First, with respect to conflict solutions it is useful to
look at the marketing and R&D relationship, as this
was also discussed as the first potential conflict zone
above — on top, some solutions might very well be
transferred to the marketing and sales interface. For
example in order to solve issues related e.g. to ‘dis-
trust’ and ‘lack of appreciation’, Souder (1981) de-
velops a ten-point plan, which focuses on involve-
ment of the two functions and includes open com-
munication on one side and project management on
the other side. Involvement relates to increased inte-
raction via committees and alliances between the
two, as well as structuring of processes and beha-



viors. Project management needs to be led by an
experienced manager, having rather small projects
than large ones, who has the capability to arrange
cross-functional interaction and communication
properly (Souder, 1981, p. 9). Especially cross-
functional project teams could be a tool for market-
ing and sales, at least for bigger projects. Earlier
research has investigated the effect of increased in-
tegration of the marketing and R&D functions dur-
ing new product development, but did not separate
marketing and sales (Cooper, 1984; Griffin and
Hauser, 1996; Gupta et al., 1986). These papers give
a number of suggestions on how to integrate R&D
and marketing, how to reduce the conflict between
the two and how to be successful in new product
development. Among the findings is the identifica-
tion of the most successful product development
strategy, which is the ‘balanced strategy’. The ba-
lanced strategy is characterized by a high connec-
tion of market and technological orientation as well
as a strong focus on selected projects (Cooper 1984,
p. 163). For this strategy a strong linkage and good
interaction between the functions is important.

Solutions for conflicts have also been suggested by
literature for the four main areas of conflicts be-
tween marketing and sales.

¢ Related to the first constraint which is of ‘eco-
nomic’ nature, it is suggested to overcome e.g.
mismatch in pricing decisions by implement-
ing collaborative motivation systems which
reduces conflicts around this topic (Moorman
et al., 2007, p. 4).

¢ The second constraint Kotler et al. (2006) men-
tion is the ‘cultural’ conflict, as marketing and
sales people have different motivations and
usually a different way of thinking. However,
the key is to build on these varieties and use it
for the company (Oliva, 2006, p. 398). In addi-
tion, interpersonal skills are important; as such
skills enable each function to resolve conflicts
with each other (Homburg and Jensen, 2007, p.
126) rather than escalate them to top manage-
ment or to another meeting. To get a better un-
derstanding of the other function and mindset, it
would make sense for marketing to go some
time to the field with the sales team and, re-
versely, the sales team to attend some marketing
meetings (Lorge, 1999, p. 32; Kotler et al., 2006,
p. 74). Dawes and Massey (2005, p. 1340) show
quite the opposite, namely that this kind of ex-
change has no impact on a better interaction be-
tween the two. Another possibility to increase
understanding for each other is to hire people
who have previously worked in sales for mar-
keting positions or vice versa (Lorge, 1999, p.

Innovative Marketing, Volume 8, Issue 2, 2012

32). Here also, job rotation can play a role in or-
der to increase collaboration and empathy
(Moorman et al., 2007, p. 14) and facilitate
alignment (Le Meunier-FitzHugh and Piercy,
2007, p. 952). In addition, job rotation can help
build a comprehensive people network through-
out the company, which can be utilized in vari-
ous situations (Rouzies et al., 2005, p. 119). But
sometimes job rotation can be seen critically.
For example if the exchange program is not
properly set-up it will rather impair the positive
effect. In addition, a considerable amount of
people needs to be part of it so as not to create
isolation of the job rotator (Rouzies et al., 2005,
p. 119). Job rotation can also be costly and
might create confusion among the costumers
(Rouzies et al., 2005, p. 119).

Looking at solutions for ‘informational’ con-
straints, physical proximity might help. Physical
proximity instead of separation supports infor-
mal information exchange and social integra-
tion, which is an important part for interaction
(Biemans and Brencic, 2007, p. 269; Piercy,
2006, p. 22) and increased understanding of
each other. If co-location is not possible then
frequent videoconferences can also support in-
formation exchange (Stalk et al., 1992, p. 59).
Communication should not only be increased
but have a ‘bidirectional’ character, as this has
the most positive effect on information ex-
change and interaction (Dawes and Massey,
2005, p. 1340). To enhance bidirectional infor-
mation flow among the functions and decrease
conflicts in communication, increased cross-
functional integration, more meetings and do-
cumented information exchange are needed
(Kahn and Mentzer, 1998, p. 54 and p. 58) and
it needs to be assured that it is not just ‘more’
communication but a disciplined one (Kotler et
al., 2006, p. 74). This can also enable marketing
to prepare effective and useful marketing tools
and at the same time help to avoid producing
materials the sales force will not use. Sales
knowledge about customers and competition
needs to be integrated and considered during
compilation of marketing materials (Moorman
et al., 2007, p. 6). As a general tool to decrease
conflicts in communication, and to increase the
overall integration of marketing and sales, lite-
rature suggests implementing linkage devices,
such as cross-functional teams, facilitators and
integrators (Le Meunier-FitzHugh and Piercy,
2007, p. 943). Product managers, e.g., can func-
tion as facilitators of filtering and disseminating
the relevant information to the necessary people
(Wood and Tandon, 1994, p. 22). Souder (2007,
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p. 604) shows that integrators or process facilita-
tors have the greatest impact on degree of integra-
tion and harmony in decision-making at least in
marketing and R&D interaction. These facilitated
cross-functional meetings are a platform where the
objective is to frequently interact and communi-
cate with each other and to establish a common
culture and team spirit, which will also help
not only to solve informational conflicts, but
also cultural constraints (Griffin and Hauser,
1996, p. 209).

¢ The last issue discussed before is referring to
‘organizational’ conflicts. Conflicts in different
goal orientations can be solved by implementing
cross-functional teams, which focus on common
organizational goals rather than individual
goals of each function (Maltz and Kohli,
2000, p. 481). Griffin and Hauser (1996, p.
209) identify interdependencies in the reward
system as a good mean to motivate marketing
and R&D functions to work together, which in
addition led to increased company profit.
Krohmer et al. (2002, p. 462) confirm this
need for an aligned performance evaluation
and reward system. A positive effect is also
seen having a member in the executive board
of a company who jointly heads of marketing
and sales, as this can lead to tighter integra-
tion of the two functions (Lorge, 1999, p. 28).
Overall research has shown that management
plays a crucial role in reducing and overcom-
ing interdepartmental conflicts, e.g. by gene-
rating a common culture and introducing joint
processes (Le Meunier-FitzHugh and Piercy,
2007, p. 216).

To further ensure peaceful coexistence and fruit-
ful co-operation between marketing and sales, one
might consider going beyond pure conflict resolu-
tion into identifying key processes between mar-
keting and sales in order to access the current sta-
tus of marketing and sales interaction, as well as
the possibilities to improve this interaction. Key
processes for marketing and sales interaction are
mainly related to planning and execution of mar-
keting plans on the one side and to interaction
during new product development on the other.

Kotler et al. (2006) divided the concept of ‘mar-
keting planning’ into ‘strategic planning’, which
postulates what needs to be done, and ‘tactic-
operational planning’, which complements the plan on
how things need to be done (Homburg and Jensen,
2007, p. 88). Most marketing plans contain planning
over a period of one year (Kotler et al., 2006, p. 60).
Historically, there has been a separation of marketing
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and sales tasks in the marketing process. The market-
ing function is responsible for all activities concerning
the brand, designing a marketing plan and creating
customer awareness (Kotler et al., 2006, p. 77). Sales
is traditionally responsible for all operational selling
activities and the contact and relationship building
with the customer (Kotler et al., 2006, p. 77).
Marketing planning has been highlighted as one
process where marketing and sales need to work
jointly together (Le Meunier-FitzHugh and Pier-
cy, 2007, p. 952).

Kotler et al. (2006, p. 77) have identified processes
where marketing and sales are already working to-
gether in some companies. The first process is to
analyze the marketing environment and gather in-
formation about customers and competition. The
next step would be the definition of the market of-
fering, i.e. segmenting, targeting and positioning
(Kotler and Keller, 2006, p. 24): marketing and
sales should work together developing value propo-
sitions for the target customers (Kotler et al., 2006,
p. 77). In the next process stages more sales in-
volvement is required, as it is related to define the
sales process, to fix a competency model needed by
the sales force and to define sales goals, incentives
and compensation. The development of sales colla-
terals and tools appear in the next process step. Al-
though Moorman et al. (2007) see only little sales
involvement, marketing and sales interaction is
quite important to be able to agree on tools that sup-
port the sales force and which they will use. Coach-
ing process alignment takes place before marketing
and sales managers conduct training for the sales
force, which can increase alignment and communi-
cation of the jointly defined strategy. After the train-
ing has been conducted, the progress of selling
needs to be tracked and monitored, as well as the
implementation of corrective actions after feedback
from the sales force, if applicable. In the sales
process Kotler et al. (2006, p. 77) identify the opera-
tional phase and solution development phase as two
main processes where marketing and sales interac-
tion is a key. In the operational phase, prospecting
and qualifying takes place, where marketing sup-
ports sales with information about general standards
and templates so that sales has tools available to
capture further opportunities (Kotler et al., 2006,
p. 77). During the solution development phase,
marketing supports the sales functions in plan-
ning, solving price issues, providing information
and material that help them to find solutions for
individual customers more easily (Kotler et al.,
2006, p. 77). In addition to the key processes
identified during planning and implementation of
marketing plans, there are also key processes in mar-



keting and sales interaction, which start even before
marketing plans are known, that is during the product
development stage.

In new product development, the first stage is con-
cept development, which is characterized by collect-
ing new ideas, identifying the most promising op-
portunities and development of a precise product
concept in a cross-functional team as key processes
(Kim and Wilemon, 2006, p. 276). Both, marketing
and sales can contribute valuable customer and market
insights to develop the new product concept and strat-
egies that match the customer’s needs (Homburg and
Jensen, 2007, p. 134). The next step in the new product
development process is the product development stage.
According to Ernst (2010, p. 84), the relevance of
marketing and sales interaction at this stage is not sig-
nificant. Nevertheless, as sales selects customers for
testing purpose and marketing delivers an in-depth
analysis on market acceptance (Ernst et al., 2010, p.
84), it might make sense that they at least exchange
information to prepare for the next step, which is al-
ready the implementation stage. The implementation
stage is the final process of launching the product,
trainings and post launch marketing activities (Ernst et
al., 2010, p. 84). Here, the key processes are marketing
and product introduction, which consist of selling, ad-
vertising, distribution, as well as product training for
customers to teach them the correct usage (Ernst et al.,
2010, p. 90). Another process is to gather customer
feedback, which is mainly the task of sales, who then
gives feedback to marketing that can make adjust-
ments, if needed (Ernst et al., 2010, p. 85).

Although marketing and sales are strongly inter-
linked, the interaction is neither completely colla-
borative nor perfectly harmonious: four potential
battlefields can be identified as cultural, economic,
informational and organizational factors creating
conflicts. Understanding the sources of the conflicts
between marketing and sales, managers are able to
develop strategies to resolve these. To go one step
further and pro-actively prevent conflicts even be-
fore their development, managers might consider
identifying the current status of marketing and sales
interaction, as well as the possibilities to improve
this interaction like planning and execution of mar-
keting plans, on the one side, and to interaction dur-
ing new product development, on the other.

Summary and outlook

Only lately, interaction between marketing and sales
department has gained more attention by research-
ers. As outlined before, marketing and sales have
same overall objective which is to increase sales for
a company and to satisfy customers needs. Never-
theless, their tasks within an organization are usual-
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ly not identical and focused on different subjects.
For a very long time, there seemed to be a lack of
understanding on how the two functions can work
together successfully.

The paper at hand first focused on the necessary
terminology to analyze the subject matter: market-
ing is more long-term, strategic and product-oriented,
whereas sales is more focused on short-term tasks
and on customer needs. Looking at the role of mar-
keting and sales along the corporate value chain, it
became obvious that companies will be able to out-
perform their competitors by excelling in core
processes related to cross-functional marketing and
sales co-operation to excellence, creating added val-
ue as well as customer satisfaction: a shift from the
traditional productivity within the value chain to-
wards a perspective on how to increase the quality of
customer relationship via better cross-functional
teamwork is here the key. The Homburg-Jensen-
Krohmer model provides an extensive multi-
dimensional framework to assess not only the market-
ing and sales interfaces, but also the variations in
these interfaces across industries and companies.
The model clearly identifies five conceptual do-
mains of marketing and sales configurations: infor-
mation sharing, structural linkages, power, orienta-
tion and knowledge; five clusters of varying corpo-
rate performance can be identified.

In some cases, conflicts between marketing and
sales can be beneficial, e.g. if they result in im-
proved performance (Barclay, 1991, p. 145). Never-
theless, companies need to address problems quick-
ly if dysfunctional interaction harms the company’s
success in market performance and cost reduction
efforts (Kotler et al., 2006, p. 70). Diversity among
team members results in better linkages to other
external networks and also in having a broader
access to information; therefore, the quality of
decisions can be increased (Homburg and Jensen,
2007, p. 127) and the number of conflicts can be
decreased. Although, some authors (e.g. Lorge,
1999, p. 30) ask for uniting the marketing and
sales departments into one single department, the
majority of researchers think that the differences
and specialized knowledge in the units are benefi-
cial for the company (e.g. Homburg and Jensen,
2007, p. 134). There are areas left for future re-
search which are not being touched upon in this
paper. Especially specific measurements to e.g.
assess performance of key processes need to be
developed in order to get more insights on finan-
cial and organizational impact of improved mar-
keting and sales interaction.

Kotler et al. (1996, p. 76) suggested in their re-
search the implementation of a CRO (chief reve-
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nue officer), who has the control over both func-
tions, marketing and sales, and the responsibility
to implement and achieve common goals. The im-
pact of such a new function has to be evaluated in
practice in order to assess its benefits.

Researchers also identified common goals of
marketing and sales as one mean to improve colla-
boration between the two. Further research is needed
in order to specify these objectives more clearly.

In addition, some research has already postulated
that too much interaction results in a decrease of
performance. Therefore, implementation of in-
creased marketing and sales interaction needs to
be considered carefully as increased cross-functional
involvement is costly due to time and manpower in-
volved in decision processes, and might not make

sense in all situations. Here further research is needed
to define the optimal amount and kind of processes.

Marketing and sales are key functions to generate
revenue for a company, but in economically difficult
times, they are usually among the first to face budget
restrictions. As they still need to deliver the profit, it
can make sense, instead of cutting the budget, to in-
crease it in order to achieve excellent results.

This new postulated strategy, pertaining to the effect
on business performance within marketing and
sales, can be further investigated, as conflicts re-
garding budget might affect the marketing and sales
interface as well.

Future research should also include key account man-
agement into the marketing and sales interface, as this
business is gaining more importance in many industries.
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