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The purpose of this study is to find out the benefits and pitfalls of marketing automation in 
order to complement existing literature around the topic. As previous studies have unfolded 
that marketing automation is supporting sales and marketing integration, one of the goals 
of this study is to examine if marketing automation is bringing these two departments more 
closely together. In addition, as marketing automation is also claimed to improve marketing 
performance measurement, the study is trying to find background for this claim as well. The 
research is providing theory in the field of digital marketing and marketing automation. 
However, in order to answer to the two sub-questions concerning sales and marketing 
integration and marketing performance measurement, the study is also providing insights 
to the existing theory of sales and marketing integration and marketing performance 
measurement. In addition, sales automation literature is also introduced in order to compare 
the implementation and usage between these systems. 
 
The research was qualitative in nature and an exploratory study, due to the lack of academic 
literature on the matter. The author conducted four semi-structured interviews with four 
marketing professionals from different companies. All the companies were Finnish, yet 
operating in totally different industries and presenting both B2B and B2C segments. All the 
interviews were transcribed in order to find themes and sub-themes from the interviews. 
 
The paper found out that marketing automation is enhancing, for example, efficiency in 
marketing, lead generation for sales and customer knowledge. Furthermore, the study also 
found indicators that marketing automation is an enabler in sales and marketing integration, 
and that marketing automation is helping marketing to measure and report their activities 
better. However, this study is also presenting some pitfalls, such as expensive licensing 
structure and lack of resources that might hinder marketing automation utilisation within 
companies.  
 

  



3 
 

TIIVISTELMÄ 
 
Tekijä: Roosa Räsänen 

Tutkielman nimi: Markkinoinnin automaation hyödyt ja haasteet 

School: Business and Management 

Maisteriohjelma: Kansainvälinen markkinointi 

Vuosi: 2017 

Pro gradu –tutkielma: Lappeenrannan teknillinen yliopisto 

82 sivua, 5 kuvaa, 8 taulukko ja 1 liite 

Tarkastajat: Sanna-Katriina Asikainen, Anssi Tarkiainen 

Avainsanat: markkinoinnin automaatio, digitaalinen markkinointi, myynnin ja markkinoinnin 

integraatio, markkinoinnin mittaaminen 

 
Tämä tutkielman tavoitteena on selventää markkinoinnin automaation hyötyjä ja 
haasteita yrityksissä ja täydentää olemassa olevaa, melko rajallista akateemista 
kirjallisuutta. Aikaisemmissa tutkimuksissa on löydetty viitteitä, että markkinoinnin 
automaatio edesauttaa myynnin ja markkinoinnin integraatiota sekä helpottaa 
markkinoinnin mittaamista, ja täten tämän työn tavoitteena on myös selvittää markkinoinnin 
automaation tuomia hyötyjä myös näistä näkökulmista. Tutkielma rakentuu teoreettiselle 
pohjalle, joka käsittelee digitaalista markkinointia ja markkinoinnin automaatiota. Tämän 
lisäksi tutkielma käsittelee myös myynnin automaatioon, myynnin ja markkinoinnin 
integraatioon ja markkinoinnin mittaamiseen liittyvää teoriaa, jotta tutkielma pystyy 
vertaamaan tutkimustuloksia jo olemassa olevaan akateemiseen kirjallisuuteen. 
 
Tutkielma on kvalitatiivinen tapaustutkimus, jotta tutkimus voi täydentää olemassa olevaa, 
melko rajallista, akateemista kirjallisuutta empiirisellä tutkimuksella yritysmaailmasta. 
Tutkielmaan on haastateltu neljää markkinoinnin ammattilaista, joiden työnkuva on tiiviisti 
kytköksissä markkinoinnin automaatioon ja sen täytäntöönpanoon yrityksissä. Kaikki 
haastateltavat henkilöt työskentelevät suomalaisissa eri alojen yrityksissä sekä B2B että 
B2C – sektoreilla. Kaikki haastattelut litteroitiin ja teemoitettiin, jotta aineistosta pystyttiin 
erottamaan yhteneväisiä teemoja ja niiden alateemoja. 
 
Tutkielman lopputuloksena selvisi, että markkinoinnin automaatio on muun muassa 
parantanut markkinoinnin tehokkuutta, myyntiliidien tuottamista ja asiakastietämystä 
haastateltavissa yrityksissä. Lisäksi tutkielma sai selville, että markkinoinnin automaatio on 
omalta osaltaan lähentänyt myynnin ja markkinoinnin osastoja yrityksissä ja helpottanut 
ennen niin vaikeaksi koettua markkinoinnin tehokkuuden mittaamista. Tutkielma paljasti 
myös järjestelmään liittyviä heikkouksia, joita aikaisemmassa kirjallisuudessa ei ole 
juurikaan käsitelty. Tällaisia heikkouksia olivat muun muassa kalliit lisensointisopimukset ja 
vähäiset resurssit henkilöstön osaamiseen liittyen, mitkä omalta osaltaan vaikeuttivat 
järjestelmän käyttöä ja läpivientiä yrityksissä. 
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1 INTRODUCTION 

Because of the increasingly difficult market conditions, changes in customer needs 

and organisational buying behaviour, companies have been moving towards 

customer value driven thinking (Wiersema, 2011: 472-473) in both B2C and B2B 

markets. The new digital era has put pressure on firms, and the Internet has become 

vital for transactions of goods and services (Leeflang et al. 2014: 1). Social media 

has also brought more interactivity into the picture of how companies and their 

customers communicate. For example, consumers are expecting that brands 

interact with them in mediums that are in consumers’ control. (Killian & McManus 

2015).  

 

Due to the digital era organisational buying behaviour and customer buying 

behaviour are changing and companies are more and more dependent on the 

company’s marketing department and their input on customer information 

(Wiersema 2011). For example, organisational decision makers have a wide access 

to different information sources through digital communications channels (Deeter-

Schmelz & Kennedy 2002; Hennig-Thurau et al. 2010; Wiersema 2011) such as 

web sites, social media, blogs and discussion groups (Leeflang et al. 2014; 

Michaelidou et al. 2011), and thus they are not relying on sales personnel, trade 

shows, catalogues or intermediaries as they did before (Wiersema 2011). As the 

purchase process is seen as risky or complex, organisational buyers usually seek 

information from many different sources before making the decision (Deeter-

Schmelz & Kennedy 2002).  The same phenomena can be seen in customer buying 

behaviour in business-to-consumers markets as Internet has changed our lives and 

the way we communicate and learn about different products (Darley et al. 2010). In 

addition, as consumers are having more options to choose where to buy a certain 

product or service, companies have to differentiate themselves to evoke positive 

brand image. Luckily, different web technologies and communications tools have 

enabled a more interactive and two-way communication between companies and 

their customers. (Gao & Bai 2014). 
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1.1. Literature review 

The concept of e-Marketing has been under research for a decade already (Brodie 

et al. 2007; Trainor et al. 2011), and it has mainly focused on the implementation of 

e-Marketing and the benefits of e-Marketing, yet little research has been made about 

digital marketing communications and especially marketing automation, which is 

currently a very hot topic in the business world. E-Marketing (eM) has been 

described as “using the Internet and other interactive technologies to create and 

mediate dialogue between the firm and identified customers” (Brodie et al. 2007:4) 

or as “the use of electronic data and applications for planning and executing the 

conception, distribution and pricing of ideas, goods and services to create 

exchanges that satisfy individual and organisational objectives” (Strauss et al. 2001: 

454). However, e-Marketing is not solely about informing company’s offering to its 

customers, but more about sharing content that covers relevant topics that 

customers want in order to deliver superior value to the them (Simmons 2007).  E-

marketing or digital marketing has also made personalisation of marketing mix 

easier than before. Personalisation refers to the customisation of a company’s 

marketing mix in an individual level (Montgomery & Smith 2009). This is done 

through collecting customer information from several sources with different 

marketing tools and by analysing that information with analytical tools. This 

information can be gathered with passive and active means through, for example, a 

company web page or from online store. Thus personalisation is closely linked to 

digital marketing. (Montgomery & Smith 2009) 

Digital marketing has walked hand in hand with different marketing technologies, 

which have enabled new ways of communicating with consumers and customers. 

One of these technologies is marketing automation. Marketing automation has 

aroused interest in the business world and both business to consumer and business 

to business companies are taking marketing automation as part of their everyday 

marketing mix (Econsultancy 2015; Forbes 2014, Infusionsoft 2016). The market is 

full of different marketing automation soft wares (eg. Hubspot, Marketo, Orcale 

Eloqua, and Adobe Campaign) and marketers are having difficulties in finding the 

best partner for their companies’ needs. Marketing automation software providers 

also claim that marketing automation is the answer for overcoming the challenges 
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companies face in collecting customer data and in communicating and interacting 

with their customers on a personalised way. However, little research has been 

conducted about marketing automation and only a couple of articles and theses 

exist. In the scarce literature, marketing automation has been described as a 

software platform that can be used to timely deliver content to current and 

prospective customers (Järvinen & Taiminen 2016: 165). This is done by setting 

company specific rules in order to personalize useful content to meet customer 

needs and to nurture them in every stage of the buyer-seller relationship. Marketing 

automation takes also context into account and enables an organisation to send the 

right information to the right people at the right time. (Hubspot 2014) As the 

organisational buying process has become more complex because of the digital era, 

companies need to seek new ways to deliver more value for the current and 

prospective customers (Järvinen & Taiminen 2016; Lindqvist et al. 2015:1). 

Marketing automation software providers are claiming that marketing automation 

improves and accelerates lead qualification processes (Hubspot 2013; Marketo 

2016a). However, little research has been done about the benefits of implementing 

marketing automation and how it helps sales and marketing professionals within 

organisation. In addition, none of the previous literature or marketing automation 

software providers have discussed about the possible difficulties with marketing 

automation and thus it is necessary to find answers to the negative side as well. 

Previous studies about marketing automation (Järvinen & Taiminen 2016) have 

found out that marketing automation can be a tool for companies to integrate their 

sales and marketing together. This is relatively good news for companies, which 

have been suffering from marketing departments focusing on brand management 

and sales departments focusing on trade without coordinating with each other 

(Evans & Schlacter 1985; Guenzi & Troilo 2006). Several studies point out that 

effective sales and marketing integration improves companies’ market orientation 

and marketing capabilities resulting in better performance and increased revenue 

(Evans & Schlacter 1985; Guenzi & Troilo 2006). In order to increase integration, 

Kotler et al. (2006) have introduced the buying funnel which illustrates the traditional 

division of labour between marketing and sales on the customer journey. They 

underline that both departments should see the importance of being involved in on 
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all the steps to gain superior outcome for the company and for the customer as well. 

There has also been a discussion about the interfaces that enable marketing and 

sales integration and five conceptual domains exist: information sharing, structural 

linkages, power, orientations, and knowledge (Homburg et al. 2008). These 

interfaces should be carefully attend to enhance and stimulate interdepartmental 

integration.   

Marketing automation software providers claim that marketing automation should 

bring benefits for marketing performance measurement. Marketing has suffered 

from the lack of measurement possibilities in the past, yet digital marketing has 

brought more marketing metrics to use, and therefore marketing is becoming more 

transparent (Chaffey & Patron 2012; Hennig-Thurau et al. 2010; Killian & McManus 

2015). According to Ling-Yee (2011), marketing metrics can be defined as the 

gathering of data on different marketing campaigns and channels to track down their 

effectiveness. Further, marketers are more and more accountable for justifying their 

expenditure on different marketing expenditure, and therefore there is a need for 

finding out if marketing automation is truly helping in performance measurement.  

1.2. Research questions 

Based on the previous literature and the fact that there is a scarcity of marketing 

automation literature, this research aims to disclose whether marketing automation 

benefit organisations’ marketing and sales practices as the marketing automation 

providers claim. Thus the main research question is: 

How marketing automation benefits organisation’s marketing and sales 
practices? 

As marketing automation should enable sending the right content to the right 

recipient at the right time, it should help marketing and sales professionals to 

allocate their efforts and resources more efficiently. Therefore, the study aims also 

to find out 
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R1: How does marketing automation help sales and marketing professionals in an 

organisation? 

In addition, according to Guenzi and Troilo (2006) and Kotler et al. (2006) marketing 

and sales departments are usually focusing on different stages of the buying funnel 

and thus they have been working separately. The problems between sales and 

marketing departments can affect corporate performance (Kotler et al. 2006) and 

companies should seek for better sales and marketing integration. Marketing 

automation is claimed to enable better lead generation by providing the right content 

to the right people and thus nurturing prospect and current customers in every stage 

of the buying funnel. Deriving from this, the following research question was 

established. 

 

R2: How does marketing automation help to integrate sales and marketing in an 

organisation? 

Marketing departments in many companies have suffered from the difficulty of how 

to truly verify how different marketing actions have improved the company’s overall 

performance (Lamberti & Noci 2010; Ling-Yee 2011; Michaelidou et al. 2011). 

Digital marketing or e-Marketing has somehow solved this issue by bringing data 

into practice (Chaffey & Patron 2012; Hennig-Thurau et al. 2010) and marketing 

automation providers claim that automation gives the possibility to actually measure 

marketing’s performance. Evolving from this, this study also tries to find out the 

following.  

R3: How does marketing automation affect how companies measure marketing 

performance? 

In order to answer to the main research question and its sub-questions, the paper 

is presenting relevant literature and theories from the fields of digital marketing, 

marketing automation, sales automation, sales and marketing integration and 

marketing performance measurement. 
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1.3. Theoretical framework 
 

The theoretical framework illustrates the structure and the key definitions in the 

study (see Figure 1). Because of the scarce literature concerning marketing 

automation and the research questions at hand, this study is built based on from 

four different theoretical backgrounds: digital marketing, sales automation, sales 

and marketing integration, and marketing performance measurement. Based on this 

theory the study is able to investigate, how marketing automation implementation 

affect marketing and sales practices, company’s sales and marketing integration 

and marketing performance measurement. On the bottom of the framework are the 

supposed benefits of marketing automation. 

Figure 1: Theoretical framework of the thesis 

1.4. Key definitions 

Marketing automation 

Previously marketing automation was an umbrella for all marketing technology 

solutions that automate marketing (such as segmentation, planning and campaign 

execution (Biegel 2009). However, this paper is referring to marketing automation 

as a software platform that can be used to timely deliver content to current and 

prospective customers (Järvinen & Taiminen 2016: 165). 
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Digital marketing communications (DMC) 

Digital marketing communications uses new digital communications channels, 

technologies and tools to build an integrated, targeted, and measurable marketing 

communications process to retain and acquire customers and to build deep 

relationships with them (Mulhern 2009 in Karjaluoto et al. 2015: 4).  

 

Sales automation 

Sales automation, such as extranets, customer databases and CRM tools, is 

supporting the sales process by enhancing the quality of information between the 

seller and the buyer, improving the speed of information, and improving 

salespersons abilities to follow up their performance (Engle & Barnes 2000; Speier 

& Venkatesh 2002). 

 

Sales and marketing integration 

Sales and marketing integration can be defined as a process where both 

departments create value to the company and to the customers by working together 

(Rouziés et al. 2005: 115). This can be done, for example, by enabling information 

sharing and by involving sales to marketing planning and vice versa (Guenzi & Troilo 

2006). 

 

Sales practices 

Sales practices can be divided into “individual-level approaches to improving the 

effectiveness of customer and prospect interactions and sales outcomes” (Williams 

& Plouffe 2007: 413) and to more strategic-level approaches in which sales strategy 

is seen as a set of decisions or activities how a firm is interacting with its customers 

in order to manage its customer relationships (Terho et al. 2015: 13). 

 

Marketing practices 

Coviello and Brodie (2001) have described marketing practices as a planning and 

execution process of pricing, promotion, and a placement of a product or service 

that satisfy the organisational goals.  
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Marketing performance measurement 

Marketing performance measurement s seen as the evaluation of the relationship 

between business performance and marketing activities (O’Sullivan & Abela 2007). 

In addition, marketing metrics can be defined as “gathering data on marketing 

campaigns, channels, treatments and customer responses in order to track the 

effectiveness of customer relationship management activities” (Ling-Yee, 2011: 

139).  

 

1.5. Research methodology 

 

Due to scarce academic literature around the topic of marketing automation and its 

benefits, the research is conducted as a multiple case study in which it is possible 

to examine marketing automation’s benefits further. As a case study it is meant that 

it “involves an empirical investigation of a phenomenon within real life context using 

multiple sources of evidence” (Saunders et al. 2011:145-146). The researcher has 

been able to interview marketing professionals from four different companies 

operating in Finland that are closely working with marketing automation. As the data 

has been gathered using semi-structured interviews (non-numerical data) the 

research is qualitative in nature. All the interviews were done anonymously and thus 

the analysis is written in a way that one cannot identify which are the companies 

represented nor identify the identity of the interviewees. All the interviews were 

transcribed and themed in order to reveal and analyse common themes and sub-

themes from the interviews. 

1.6. Structure of the study 

 

The first chapter of the study summarises the purpose of this study, research 

questions, literature review, the structure of the study and possible delimitations. 

Chapter 2 highlights the previous academic literature in digital marketing and 

marketing automation and provides also insights from marketing automation 

software providers. Chapters 3, 4, and 5 reviews the previous academic literature 
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that has been done in the fields of sales automation, sales and marketing 

integration, and marketing performance measurement in order to find answers to 

the sub-questions of this paper. The sixth chapter focuses on the methodology of 

this study and discusses about the research context, data collection methods and 

data analysis methods. The seventh chapter takes the research questions under 

analysis and opens up the results of the semi-structured interviews. Chapter 8 

moves towards discussion of the topic and links the empirical part to the referred 

theories. Finally, chapter 9 summarises the conclusions of the research in terms of 

theoretical and practical implications, underlines delimitations of the study and 

provides topics for future research. 

 

1.7. Delimitations 

 

The role of this section is to outline the study and to discuss about delimitations. The 

study is exploratory in nature and focuses on companies operating in the Finnish 

market. Therefore the study is very limited in terms of geography and calls for further 

studies within different companies in different countries in order to find out whether 

the findings of this study apply universally. In addition, the research included four 

interviews with four different marketing professionals who gave their opinions about, 

for example, sales and marketing integration. Therefore, the results are from a 

marketing department point of view and excludes sales departments’ opinions on 

the topic. 

 

As marketing and sales are broad and widely discussed topics in the academic 

world, this study focuses on digital marketing literature and seeks theoretical 

background from marketing and sales integration, sales automation, and marketing 

performance measurement literature. Because of this, the study is excluding 

theories such as value creation and co-creation and customer experience 

management in order to focus solely on the internal benefits of marketing 

automation in the company. Furthermore, the study was designed to solve how 
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sales and marketing professionals see marketing automation through interviewing 

marketing professionals, and thus it’s qualitative in nature. 
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2 MARKETING IN THE DIGITAL ERA 

This section declares the theoretical background of this study. It consists of two main 

parts. Chapter 2 consist of marketing in the digital era (digital marketing and 

marketing automation theories) and chapters 3 to 5 underlines the supporting 

theories such as sales automation, sales and marketing integration and marketing 

performance measurement. 

2.1. Changing customer buying behaviour 

Customer buying behaviour has changed and decision makers have a wide access 

to different information sources through digital communication channels (Deeter-

Schmelz & Kennedy 2002; Hennig-Thurau et al. 2010; Wiersema 2011), which 

forces companies to create new ways to interact with their current and prospective 

customers. For example, organizational buyers do not solely rely on sales force, 

trade shows, catalogues or intermediaries as before, and they have shifted their 

information seeking and gathering more and more to the Internet (Wiersema 2011). 

This trend is especially evident in routine or simple purchases in which timely and 

reliable information can be found from the Internet, and because of this marketing’s 

role in value creation has increased (Wiersema 2011). In addition, when the 

purchase process is seen as risky or complex, organisational buyers usually seek 

information from many different sources before making the decision (Deeter-

Schmelz & Kennedy 2002). For example, web sites, social media, blogs and 

discussion groups are new sources of information, which affect both consumer 

buying behavior and organizational buying behavior (Leeflang et al. 2014; 

Michaelidou et al. 2011). In order for firms to establish long-term relationships with 

its current and prospective customers, firms need to acknowledge that online 

communication tools allow two-way communication with customers and customers 

are also demanding it (Tiago & Verissimo 2014). 

 

As companies usually aim for forming long-term relationships with their customers, 

the sales cycle can be very long, and the purchasing process includes many 

different participants, B2B customers value easy to find information and relevant 

content (Holliman & Rowley 2014). In addition to increased amount of available 
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information sources B2B customers are expecting that companies invest in their 

relationship before an actual purchasing decision is done (Odden 2012 in Holliman 

& Rowley 2014). Clearly, this has put a lot of pressure on marketing professionals 

and their role has shifted from broadcasting one-way stream to creating online 

communities, generating leads for sales personnel, and cooperating with customers 

in order to find out their needs (Holliman & Rowley 2014; Karjaluoto et al. 2015). In 

addition, as consumers are having more options to choose where to buy a certain 

product or service, companies have to differentiate themselves to evoke positive 

brand image. Luckily, different web technologies and communications tools have 

enabled a more interactive and two-way communication between companies and 

their customers (Gao & Bai 2014) and companies have acknowledged this shift in 

customer behaviour, which forces them to listen and engage with their customers 

more than before (Karjaluoto et al. 2015). 

2.2. Digital marketing 

Studies about implementing information technology (IT) into marketing indicate that 

it can be the way to improve customer acquisition and customer retention (Trainor 

et al. 2011), and thus marketing managers have started to implement it to their 

processes. The unification of IT and marketing is commonly known as e-Marketing 

(Trainor et al., 2011) or digital marketing (Taiminen & Karjaluoto 2015). Digital 

marketing has been described as the “practise of promoting products and services 

using digital distribution channels via computers, mobile phones, smart phones, or 

other digital devices” (Taken Smith 2012: 86). It is said that digital marketing is 

dependent on technology, which enables the interactivity with customers, and it 

encompasses frequently used technologies such as customer relationships 

management soft wares, sales force automation (SFA), websites and extranets 

(Brodie et al. 2007; Trainor et al. 2011). Brodie et al. (2007) also discuss that e-

Marketing is not just advertising and communication in Internet, but it should be seen 

as affecting also on generic business processes of communications, internal 

administration, procurement and order taking. The reason behind this notion is that 

companies can collect valuable data with digital marketing. Companies that utilise 

data systematically in all fields of business, tend to outperform their competition 
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(Davenport 2006). The reason for this is that those companies know a lot of their 

customers and utilise that data to find out what their customers want, how much 

they are willing to pay and how often they buy. Davenport (2006) also underlines 

that this does not limit to customer knowledge, but it also takes place within the 

company’s own operations and how the company can optimise everything. 

 

During the last decade consumers have found new ways to communicate with each 

other and this has also affected the way they collect information. It has also meant 

that companies have been forced to change their communication patterns at the 

same time, and thus new media or digital marketing have been implemented to 

companies’ marketing strategies. (Hennig-Thurau et al. 2010; Tiago & Verissimo 

2014) Digital marketing can be divided into one-way communication channels and 

two-way communication channels (Taiminen & Karjaluoto 2015). One-way 

communication channels include, for example, company web sites, email 

newsletters, search engine optimisation (SEO), search engine advertising (SEA), 

and banner advertising (banners, pop-ups, interstitials). SEO can be described as 

the process of improving web site’s technical aspects and content in order to rank 

in organic search results and SEA as the paid advertising in search engines 

(Taiminen & Karjaluoto 2015).  

 

Two-way communication channels include, for example, company generated blogs, 

social media and company’s own communities. These channels or tools Taiminen 

and Karjaluoto (2015) divide further into high company control channels and low 

company control channels (see Table 1). 
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Table 1: Classification of digital marketing channels (Taiminen & Karjaluoto 2015: 

4) 

 

One-way communication channels are mainly used to inform customers of product 

and service offerings, and to build brand awareness whereas two-way 

communication channels are used more to engage current and prospective 

customers with the company’s brand(s), and to build unique customer relationships 

(Taiminen & Karjaluoto 2015). In order to succeed in all these different digital 

communication channels, companies need to develop totally new strategic and 

tactical marketing approaches (Hennig-Thurau et al. 2010) and companies need to 

bind digital technologies and marketing objectives together in order to find customer 

oriented marketing communications (Truong & Simmons 2010). 

 

One study revealed that e-Marketing helps to nurture customer relationships and 

that e-Marketing capabilities have a direct effect on company’s performance (Trainor 

et al. 2011). Furthermore, Brodie et al. (2007) found a strong positive relationship 

with eM penetration in a company and company performance. However, this can 

only be possible when the technology is combined with firm-specific resources. In 

addition, interactivity within the Internet has a positive correlation, for example, on 

customer’s attention, relationship building, customer satisfaction, brand building and 

generating word-of-mouth communications among customers (Simmons 2007; 

Withla 2009 in Tiago & Verissimo 2014). According to these findings, it is not a 

surprise that over 70% of companies in the United States have taken e-Marketing 

as part of their marketing practices (Brodie et al. 2007) and advertising expenditure 

on internet advertising was predicted to increase dramatically already in 2013 (Tiago 

& Verissimo 2014) . Also Barwise and Farley (2005) revealed in their study that one 

main reason for the growing usage of eM is its perceived cost effectiveness. 

Furthermore, digital marketing has high measurability, and thus marketing 
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performance is easier to measure than with traditional marketing (Hennig-Thurau et 

al. 2010). 

 

However, the rise of digital marketing has also created banner blindness, where 

consumers purposefully avoid taking a look at online banners, because of online 

advertising overload. In a worst case scenario, this can cause consumers to avoid 

digital marketing as much as they can, for example, by using ad block systems in 

their devices. (Taken Smith 2012) Taken Smith (2012) found out in her study of 

millennials and digital marketing that if digital marketing is viewed as negative the 

millennial can abandon the brand or the website that has these negative ads. 

Furthermore, Truong and Simmons (2010) found similar negative effects of intrusive 

pushed advertising in their study conducted in France. Their study also revealed 

that wrong type of digital advertising can negatively impact of brand equity. 

Therefore, it is essential to carefully select the target groups for digital marketing in 

order to improve the credibility of a brand. 

 

Digital marketing communications is a part of e-Marketing. Digital marketing 

communications uses new digital communications channels, technologies and tools 

to build an integrated, targeted, and measurable marketing communications process 

to retain and acquire customers and to build deep relationships with them (Mulhern 

2009 in Karjaluoto et al. 2015). Data plays a pivotal role in digital marketing 

communications. The collection and analysis of data enables companies to follow 

customers during their customer journey in order to optimise their digital content, 

advertising campaigns and budget allocation (Leeflang et al. 2014). Furthermore, 

digital marketing communications allows the gathering of rich knowledge of 

customers, which can be exploited to create better brand equity (Simmons 2007).  

 

Digital marketing communications is also closely linked to digital content, which 

Holliman and Rowley (2014) describe as “creating, distributing and sharing relevant, 

compelling and timely content to engage customers at the appropriate point in their 

buying consideration processes, such that it encourages them to convert to a 

business building outcome” (2014: 285). Furthermore, digital marketing has 

empowered customers to contribute to content creation, and thus digital marketing 
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represents personalised and participatory media (Karjaluoto et al. 2015).  The main 

objective for digital marketing is to increase awareness, improve brand image, to 

generate new leads (Järvinen et al. 2012), and especially social media is used to 

increase website traffic, to distribute content and to collect feedback from customers 

(Michaelidou et al. 2011), and therefore digital marketing is playing a pivotal role in 

companies’ marketing. According to Gartner’s study (2013), companies spending 

on digital marketing is growing and already 25% of the marketing budget is spent in 

digital channels. However, especially B2B companies still prefer offline tools, such 

as calling with a phone and face-to-face meetings, because of long-term and 

complex business relationships and the need for personal communication 

(Karjaluoto et al. 2015) even though B2B e-commerce is seen as 3,5 times more 

valuable than B2C e-commerce (Michaelidou et al. 2011). The reason behind this 

slow adoption can be, for example, lack of money, negative views about its 

usefulness and lack of expertise (Michaelidou et al. 2011). 

 

As one of the main goals of digital marketing communications is to create brand 

awareness. Karjaluoto et al. (2015) found out in their study about industrial 

marketing communications that digital brand marketing does not always fulfil the set 

objectives because the message is not reaching the target audience or the message 

is not received at the right time in order to be perceived as relevant. Furthermore, 

Simmons (2007) presents that customers usually face the problem of locating the 

relevant content and that it can result in negative brand perception. Because of this 

it is highly important that digital marketing communications should be based on 

customer knowledge (Simmons 2007). 

2.3. Marketing automation 

 

In order to solve the aforementioned problems in digital marketing, marketing 

automation software has been developed during recent years, and currently there 

are many marketing automation software providers in the market. Marketing 

automation has been used in the business world for many years already, but before 

marketing automation found its place in companies’ marketing, the understanding 
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around marketing automation could mean very different things, such as 

recommendation engines, automated marketing decision support, emailing soft 

wares or customer relationship management systems (Heimbach et al. 2015). 

Currently, marketing automation is seen as a software platform which enables the 

delivery of timely and personalised marketing messages to different target groups 

or segments. It is a marketing technology solution that automate marketing 

processes from planning and budgeting to campaign execution and reporting 

(Biegel 2009; Järvinen & Taiminen 2016) and its core is the automatic customisation 

of marketing mix activities (Heimbach et al. 2015). The reason for marketing 

automation to exist is the current digitalisation and the growing pressure on 

marketing to get more results with fewer resources and thus marketers are seeking 

ways to refine their processes to be more efficient and internally visible (Biegel 

2009).  

 

Marketing automation supports the classical marketing management process, 

where marketing needs to evaluate the starting situation, decide objectives and the 

set of actions to be taken, implement the action plan and finally measure and 

evaluate the results (Heimbach et al. 2015). In order to send timely and personalised 

marketing messages to certain target groups, marketing automation utilises multiple 

sources of data to decide in real time, which type of content or information is shown 

for a specific user in different touch points such as email and company web site 

(Heimbach et al. 2015). For example, marketing automation can track cookie and 

IP address data in order to track out a certain web page visitors’ online behaviour. 

Marketing automation software learns from the website users by collecting data from 

the visitors with passive and active means. (Järvinen & Taiminen 2016) Active 

means are, for example, asking direct questions from users in different touch points 

and passive means  include collecting data, for example, about past transactions 

(cookies) and clickstream data (eg. previous URLs visited) (Montgomery & 

Srinivasan 2002). In addition to the information gathered from the web site, 

marketing automation also utilises data that originates from a customer database 

(Heimbach et al. 2015) especially in customer retention situations where marketing 

automation is utilised for upsell and cross-sell purposes.  
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Heimbach et al. (2015) have defined a general framework for marketing automation 

(see Picture 2), in which they have described different type of information that 

marketing automation utilises based on rules set by marketing professionals. The 

data helps marketing managers to segment their current and prospective customers 

based on, for example, their past purchased behaviour, response to direct 

communication such as emails and/or demographic data such as age and country 

of residence. In addition, the framework clarifies which object (eg. content and price) 

can be customized based on this information and which media (eg. website or 

mobile app) to use to deliver the right type of content to the customer at the right 

time. This part of the process can also be automated so that the system is allowed 

to optimise the objects based on previous data about the segment or the site visitor, 

for example, if a certain price has yielded better response rate then the system 

optimises toward that price. Furthermore, the system can also automatically decide 

how a certain landing page or a company’s mobile app look like to a certain person 

so that it creates personalised marketing communications towards current and 

potential customers. The framework also underlines the importance of monitoring, 

which is done by marketing in order to create certain automation rules and to follow 

up marketing automation’s performance in order to optimise towards better 

performing content and channels. (Heimbach et al. 2015)  

Figure 2: General framework for marketing automation adopted from Heimbach et 

al. 2015: 131 
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The goal for using marketing automation is to bring value to the current or 

prospective customers by designing content that meets their needs and 

expectations. It has been studied that customer-intelligence gathering tools increase 

customer knowledge and shifts the attention from simply communicating about the 

offering to developing customer relationships by allowing personalised interactions 

(Simmons 2007). To simplify, marketing automation is all about delivering the right 

digital content to the right people at the right time by using marketing automation 

software (Järvinen & Taiminen, 2016). A few studies have found out that combining 

content marketing and marketing automation can bring quality inbound leads to 

sales, it can increase efficiency in selecting the right sales prospects and when to 

directly contact the leads directly (Järvinen & Taiminen 2016), it can increase 

companies’ conversion rate and retention rate, and provide personalised content for 

target groups due to marketing automation’s ability to use several data points 

(Heimbach et al. 2015). Furthermore, there have been indications in previous 

studies that marketing automation can help in integrating marketing and sales more 

efficiently and bring them into the same funnel or silo by increasing the transparency 

of both departments’ activities (Järvinen & Taiminen 2016). The market for 

marketing automation softwares has boomed during the last years and many 

different software providers, such as Hubspot, Marketo and Oracle, are on the 

market providing their help to increase companies’ marketing effectiveness 

(Hubspot 2016; Oracle 2017). These software providers oppose that marketing 

automation can help to build long-term relationships with customers, increase 

business revenue by providing the hottest prospects and identifying the most 

valuable customers (Hubspot 2016; Marketo 2016b; Oracle 2016).  

 

As there is already some literature about marketing automation’s benefits for a 

company and its marketing and sales departments, it is applicable to assume that 

marketing automation is helping companies in their marketing and sales practices. 

Based on the literature (see summary in table 2) this paper assumes that marketing 

automation is helping companies in their sales and marketing practices in many 

different ways. 
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Table 2: Benefits of marketing automation in literature and by marketing automation 

software providers 

 

Author(s) Benefits of marketing automation 

Biegel 2009 

• Efficiency in marketing 

• Generating superior returns on 

marketing investment 

Heimbach et al. 2015 

• Utilisation of multiple data points 

• Increase in conversion rate and 

retention rate 

• Personalised content based on 

behavioural data 

Järvinen and Taiminen 2016 

• Quality inbound leads to sales 

• Increased efficiency by overcoming a 

selection process for prospects 

• Sales and marketing integration that 

creates business benefits 

• Personalised content based on 

behavioural data 

Marketing automation software providers  

(eg. Hubspot, Marketo & Oracle) 

• Quality inbound leads for sales 

• Identification of most valuable 

customers 

• Increase in revenue 

 

However, quite a little academic research has been done about the challenges 

marketing managers and sales personnel might face when utilising marketing 

automation in their daily operations. Econsultancy (2015) have listed seven 

marketing automation mistakes: not knowing who your buyers are, not having a well 

thought-out data strategy, not buying into the marketing automation platform as a 

team, not allocating enough time for implementation and testing, not having any idea 

of industry benchmarks, and not having patience in getting marketing automation to 

work. The same kind of challenges has been brought up in the broader sense of 
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digital marketing. These are, for example, to assess the effectiveness of digital 

marketing, the ability to generate and utilise customer insights coming from digital 

marketing, and to manage brand health and reputation especially in social media 

(Leeflang et al. 2014). In addition, companies and marketing professionals should 

also address issues such as the talent gap of analytically trained professionals, the 

lack of supporting organisational structure, actionable digital metrics and the 

isolation of marketing and sales systems and departments (Järvinen & Taiminen 

2016; Leeflang et al. 2014). Järvinen and Taiminen (2016) underline that in order to 

create revenue thought marketing automation, managers need to reserve enough 

resources in terms of time and money as nothing happens overnight.  

 

Even though automated and online migrations in marketing can represent efficiency 

and cost saving opportunities, it does not come without risks or changes in the 

current way of doing marketing (Leeflang et al. 2014). Organisations need to 

redesign their marketing and companies need to carefully monitor the effect on 

automation on customer satisfaction in order to avoid resistance and customer 

dissatisfaction if customers feel that they are forced to use only digital channels 

when interacting with the company (Leeflang et al. 2014). However, other studies 

such as Truong and Simmons’ (2010), support the usage of digital marketing, since 

they found out that consumers are seeing more personalised product or service 

suggestions based on their past purchasing behaviour. In this light marketing 

automation can help companies to actually analyse the user/customer data so that 

they provide relevant content for the future. Based on the literature there is a reason 

to assume that marketing automation implementation and utilisation do not happen 

without difficulties even though it has not aroused that much in the previous 

literature. 
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3 SALES AUTOMATION 

 

Sales automation is closely linked to marketing automation as it is also created to 

streamline and automate sales personnel’s work. The pressure on salespersons’ 

performance has led to the situation where the sales development has become 

dependent on information technology in order to assist sales to close deals more 

efficiently than before (Rapp et al. 2008). Sales automation is closely linked to 

relationship marketing, where companies are “nurturing an ongoing relationship 

between a buyer and a seller by increasing trust and commitment between the 

parties” (Speier & Venkatesh 2002: 98). Sales automation, such as extranets, 

customer databases, CRM tools and quarterly automated sales reports, is 

supporting the sales process by enhancing the quality of information between the 

seller and the buyer, improving the speed of information, and improving 

salespersons abilities to follow up their performance and helps them to focus on 

relationship-oriented and to more customer-centric approach (Engle & Barnes 2000; 

Rapp et al. 2008; Speier & Venkatesh 2002;). In other words, sales automation is 

all about transforming all sales related routine and repetitive activities into electronic 

processes to help sales performance (Moutot & Bascoul 2008; Rapp et al. 2008).  

 

Some evidence has been found that implementation of a sales automation tool can 

positively effect on company’s performance because of increased closure rates, 

improved customer satisfaction, more accurate pricing, and higher productivity 

(Gohmann et al. 2005; Jones et al. 2002; Rapp et al. 2008; Speier & Venkatesh 

2002). The academic world has discussed about the benefits of sales automation in 

several studies (Erffmeyer & Johnsson 2001; Gohmann et al. 2005: Rapp et al. 

2008). For example, it has been showed that sales automation can improve access 

to information and affect positively on communication with the client as sales 

personnel have access to vast customer data (Erffmeyer & Johnsson 2001; 

Gohmann et al. 20015). Furthermore, sales automation can increase the rate of 

successful sales calls due to call planning functions yet increasing reporting and 

control over sales personnel can have negative effects on sales personnel 

performance (Moutot & Bascoul, 2008). It has also been identified that sales 
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automation tools can enhance sales person’s routine tasks allowing them to 

concentrate more on customer centric activities instead of administrative tasks and 

thus sales persons have more time to build their customer relations (Erffmeyer & 

Johnsson 2001; Gohmann et al. 2005; Rapp et al. 2008). Overall, studies (Erffmeyer 

& Johnsson 2001; Rapp et al. 2008) indicate the positive influence of sales 

automation tools on sales force performance. 

 

However, some research point out that investments in IT systems might not improve 

company’s efficiency as wished (Jones et al. 2002; Moutot & Bascoul 2008). The 

challenges in utilisation of sales automation have been, for example, the negative 

attitude towards learning new methods and procedures, the perceived trade-offs 

that learning a new technology may bring, poor support of the software provider, 

poor training of sales personnel before implementing the system, or the lack of 

pressure from the organisation itself (Gohmann et al. 2005; Parthasarathy & Sohi 

1997). It has also been emphasised that sales managers must create a supporting 

environment where the usage of technology is seen as a positive thing and how 

implementing technology into everyday work can influence sales person’s 

performance (Rapp et al. 2008). Unfortunately, the pitfall has usually been that sales 

management overestimates the usability of sales automation systems and how it is 

integrated to the exiting working routine (Gohmann et al. 2005), and therefore the 

matter requires a much closer look on behalf of management. In addition, Gohmann 

et al. (2005) have discussed about the importance of data gathering, as companies 

have faced problems in the way data is put into the system. Due to this, they suggest 

that companies should scrub customer data before entering it to the system. 

Scrubbing includes the comparison of data, which comes directly to the system, 

against other data sources such as commercially available information (tax records, 

company turnover information etc.) and thus the company can be sure that the 

incoming data is truly valid. 

 

As marketing automation literature has some evidence that marketing automation is 

enhancing company’s performance the same way as sales automation has done, it 

is valid to assume that implementing marketing automation can provide similar 

benefits for companies as what sales automation has brought previously.  
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4 SALES AND MARKETING INTEGRATION 

As this study tries to find out whether marketing automation affects sales and 

marketing integration, theory concerning the integration is relevant to examine. 

Significant imperfections in the cooperation of sales and marketing personnel exist 

inside organisations (Cespedes 1993; Kotler et al. 2006; Rouziés et al. 2005). 

Usually, marketing department is only focusing on brand management or advertising 

management whereas sales department is solely focusing on trade and collecting 

information from the field (Evans & Schlacter 1985; Guenzi & Troilo 2006), and these 

two departments are not talking to each other. This controversy between different 

departments can affect corporate performance (Kotler et al. 2006) and thus sales 

and marketing integration is essential for companies to succeed. Especially in 

business-to-business industries, managers have recognised the need to integrate 

marketing and sales in order to improve sales performance. Sales and marketing 

integration can be defined as a process where both departments create value to the 

company and to the customers by working together (Rouziés et al. 2005). It must 

be underlined that this integration is a responsibility of both marketing and sales 

department and they need to realign their activities to enhance cooperation. This 

can be done, for example, by exchanging information through documents, meetings 

and memos (Guenzi & Troilo 2006). 

 

Sales and marketing integration is also essential for organisation’s marketing 

capabilities or market orientation (Guenzi & Troilo 2006). Marketing capabilities is 

usually defined as “the integrative process designed to apply collective knowledge, 

skills and resources of the firm to market-related needs of the business, enabling 

the business to add value to its goods and service, adapt to market conditions, take 

advantage of market opportunities and meet competitive threats” (Vorhies 1998: 4). 

In theory, market orientation can be defined as a business culture that actively seeks 

to create superior customer value (Langerak 2001). According to Day (1994), each 

element of market orientation is closely linked to collecting and analysing customer 

information and the influence of technology, competition and other environmental 

forces in order to succeed in the market. The use and analysis of market based 
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information is the key for growth and superior organisational performance (Guenzi 

& Troilo 2006; Langerak 2001).  

 

Market orientation is possible through proper usage of data gathering tools, 

commonly agreed mental models to interpret this information, and through 

marketing information systems (e.g. CRM) to access the gathered information 

(Guenzi & Troilo 2007). However, marketing oriented culture should not be the sole 

responsibility of market department and there is a need for better coordination 

between these activities (Cespedes 1993; Guenzi & Troilo 2007). It has been 

studied that effective integration of marketing and sales enhances the generation 

and dissemination of marketing capabilities and it provides profit opportunities for 

organisations. (Evans & Schlacter 1985; Guenzi & Troilo 2006) 

 

In order to unfold the dilemma of integration more, Kotler et al. (2006) are introducing 

two sources of friction between marketing and sales: economic and cultural. 

Economic conflict comes from the need to divide the total budget between sales and 

marketing and both departments see the usage of budget differently. The cultural 

conflict arises when marketing people think more about the competitive advantage 

for the future and sales people are all about closing sales in the near future, and 

thus long-term and short-term interests collide. In addition, marketing is usually seen 

as “pulling” customers towards the company’s products whereas sales is seen as 

“pushing” towards a sales deal (Cespedes 1993).  Kotler et al. (2006) have listed a 

set of tasks a company should perform in order to create integration between sales 

and marketing. This set includes, for example, setting common metrics for 

evaluating the overall success of both marketing and sales; emphasizing shared 

responsibility for results; involving both sales and marketing in product planning and 

sales target setting; involving both teams in defining customer needs; and creating 

shared reward systems for successful efforts by both departments.  Furthermore, it 

should be emphasized that both sales and marketing are responsible for the buying 

funnel (Kotler et al. 2006), where traditionally marketing is responsible for the first 

four steps (customer awareness, brand awareness, brand consideration and brand 

preference) and sales for the last four steps (purchase intention, purchase, 

customer loyalty and customer advocacy) (see Figure 3). This division of a buying 
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funnel is rather common, yet it has its weaknesses if the objectives are not fulfilled. 

Usually marketing is accusing sales of not working hard enough to generate sales 

and sales are accusing marketing of generating a weak marketing plan (Kotler et al. 

2006). In addition, usually in this kind of labour division marketing can lose its touch 

with customers which prohibits their performance. When both parties are involved 

with all the buying funnel steps and working collaboratively, the company is 

performing better (Guenzi & Troilo 2007; Kotler et al. 2006).  

 

Figure 3: The Buying Funnel by Kotler et al. (2006: 11) 

 

Homburg et al. (2008) have scrutinized sales and marketing integration from a 

different angle, and resulted in building a conceptual framework for sales and 

marketing interfaces (see Figure 4) in which they have distinguished five conceptual 

domains: information sharing, structural linkages, power, orientations, and 

knowledge. Information sharing includes the cross-functional knowledge sharing 

and intelligence dissemination whereas structural linkages include all the platforms 

or channels that are built for interdepartmental activities. Power refers to the power 

structure between marketing and sales, which department is dominating. Orientation 

is referring to the way the departments are seeing the time horizon and if they are 



27 
 

either more customer centric or product centric. The last domain, knowledge, 

includes the level of expertise in terms of market knowledge and product knowledge. 

 

 Figure 4. Conceptual model of marketing and sales interfaces by Homburg et al. 

(2008: 138) 

 

Guenzi and Troilo’s (2006) study reveals that sales and marketing integration leads 

to capabilities such as market-based organisational learning, market sensing and 

customer linking. Furthermore, Guenzi and Troilo underline that sharing sales and 

marketing strategies within a company gives the opportunity to develop adaptive 

market learning and therefore the ability to design a value proposition to match 

increasing customer expectations. In other words, it increases both functions’ 

knowledge and orientation towards more customer centric approach in the context 

of the conceptual model introduced above. For example, salespeople possess 

extremely sensitive customer and competitor information while interacting with the 

clients (Evans & Schlacter 1985), and this information should be transformed into 

marketing activities. As market learning increases, the company has better 

understanding of their current and prospective customers and is more market-
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driven, which enhances the company’s abilities to anticipate future needs or even 

the development of new market segments (Guenzi & Troilo 2007). “Market-driven 

companies have superior market sensing, customer linking and channel bonding 

capabilities” (Day 1994:41), where market sensing refers to the ability to identify 

customer’s needs, and customer linking refers to the ability to build lasting 

relationships with customers (Guenzi & Troilo 2006).  

 

According to Workman et al. (2003) cross-functional teams are necessary in 

effective selling, since individuals cannot poses all the knowledge that can create 

competitive advantage for the selling situation. The dilemma between marketing and 

sales is two-fold. Usually the information that marketing has gathered from 

customers are underutilised by sales or that it is not sufficient for sales to use it 

(Wiersema 2011). In addition, several studies (Evans & Schlacter 1985; Strahle et 

al. 1996) indicate that sales departments are not taken into marketing planning 

processes and sales departments’ day-to-day activities do not correspond with the 

strategy in the strategic business unit level. However, sales personnel should play 

a key role in strategic marketing planning, since they have the first hand marketing 

information from the customers and thus it would help in building superior customer 

value. In order to overcome the mismatch between the departments, managers 

should create a company culture, which enables information sharing, and put 

emphasis on long-term strategic orientation so that the departments have time to 

align their strategies and tactics (Guenzi & Troilo 2007; Kotler et al. 2006). This 

could be done, for example, by educating and training both departments in other 

department’s work so that they understand what is actually happening on the other 

side, or by creating multifunctional teams to handle a specific account (Cespedes 

1993). Currently digital marketing communications is also providing ways for 

improving the integration as it is gathering information on sales leads and customer 

feedback, which can be utilised to create customer centric sales materials 

(Karjaluoto et al. 2015). Nonetheless, the integration between sales and marketing 

requires the will to work together towards commonly agreed goals and vision. 

(Guenzi & Troilo 2007)  
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When comparing marketing automation literature and sales and marketing 

integration literature together, marketing automation is seen to bring possibilities for 

a company to align their sales and marketing departments together. Therefore the 

paper assumes that marketing automation is enabling sales and marketing 

integration within companies by lead generation and customer knowledge that 

improves market orientation. 
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5 MARKETING PERFORMANCE MEASUREMENT 

 

Since this study wants to find out if marketing automation affects marketing 

performance measurement, theory of marketing performance measurement is 

relevant for the topic. Marketers have been under pressure for justifying their 

marketing mix’s performance and the issue has aroused interest among researchers 

in recent years (Lamberti & Noci 2010; Ling-Yee 2011; Michaelidou et al. 2011; 

O’Sullivan & Abela 2007; Rust et al. 2004) even though the subject has been under 

academic investigation from the 1960s (eg. Feder, 1965 and Sevin, 1965). 

Marketing’s vitality as a function of the firm has been questioned and 

underestimated due to the problems that it has been extremely difficult to measure 

marketing activities’ straight impact on firm performance (O’Sullivan & Abela 2007; 

Rust et al. 2004). Furthermore, challenges in marketing performance measurement 

exist and the literature has been criticized for several reasons: relating marketing 

activities to long-term effects, separation of individual marketing activities from other 

actions, limited diagnostic power, the vast amount of different measures, the results 

are open for interpretation, and the use of pure financial methods has been seen as 

an inadequate way of justifying marketing expenditure (Ambler et al. 2004; Rust et 

al. 2004). Due to these challenges, marketers and the academic world are trying to 

find new methods of assessing marketing that better suits the business community. 

(Rust et al. 2004) 

 

Marketing performance measurement is seen as the evaluation of the relationship 

between business performance and marketing activities (O’Sullivan & Abela 2007). 

On the other hand, marketing metrics are means how marketing performance 

measurement is done, and therefore marketing metrics can be defined as “gathering 

data on marketing campaigns, channels, treatments and customer responses in 

order to track the effectiveness of customer relationship management activities” 

(Ling-Yee 2011: 139). Marketing activities have been seen as a cost instead of an 

investment in the past and there has not been better metrics for measuring the 

effectiveness than just measuring the turnover immediately after changes in 

promotion or pricing (Lamberti & Noci 2010; Morgan et al. 2002). However, the need 
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for including customer relationship management into marketing  brought more 

measurement opportunities for marketers, such as customer lifetime value, 

customer loyalty, customer satisfaction and the ability to acquire new customers and 

retain current ones (Lamberti & Noci 2010). 

 

Different authors have divided marketing metrics into different categories. For 

example, Clark (1999) has recognized four main categories: single financial output 

measures (such as profit, sales), non-financial measures or qualitative metrics (such 

as market share and customer satisfaction), input measures or metrics analyzing 

resource usage (such as marketing budget, marketing audit), and multiple measures 

or hybrid measures (such as efficiency and multivariate analysis). In addition, 

Kokkinaki and Ambler (1999 in Ling-Yee 2011) have divided marketing metrics into 

six categories: financial measures (such as profits), measures of competitive market 

(such as market share and promotion share), measures of consumer behaviour 

(such as customer loyalty and new gained customers), measure of consumer 

intermediate (such as customer satisfaction and brand loyalty), measures of direct 

customer (such as distribution level), and measures of innovativeness ( such as new 

products launched). Kotler (2003 in Ambler et al. 2004) have distinguished four 

types of controls: strategic, efficiency, profitability and annual-plan. “These 

distinguish whether the company is selecting the right goals (strategic), whether they 

are being achieved (effectiveness or annual-plan), where the company is making or 

losing money (profitability) and the return on each marketing expenditure 

(efficiency)” (Ambler et al. 2004: 477). Even though different authors have 

differentiated marketing metrics slightly differently, marketing metrics can be 

classified always into accounting and non-accounting measures (Ambler et al. 

2004).  

 

During recent years, online marketing or digital marketing has provided more 

metrics for marketers use (Chaffey & Patron 2012; Hennig-Thurau et al. 2010; Killian 

& McManus 2015; Tiago & Verissimo 2014), which has made marketing more 

transparent. All the gathered data from different touch points can be used to optimise 

web usage and web analytics is playing a pivotal role in it. Web analytics are defined 

as “the measurement, collection, analysis and reporting of Internet data for the 
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purposes of understanding and optimising web usage” (Chaffey & Patron 2012: 32). 

This data is measured through a software (e.g. Google Analytics) that collects and 

stores different kind of data from web page visitors, such as time spent on the web 

page, bounce rate, conversion rates, source of traffic and demographic data of the 

visitors (Kent et al. 2011). Furthermore, marketers can also measure and analyse 

the effectiveness of digital advertising campaigns through data platform systems 

(e.g. Google DoubleClick and Adform), which can collect a vast amount of data (eg. 

click-through rates, conversions generated by advertising, and revenue) from the 

effectiveness of digital advertising (Google 2017). All the gathered data can be 

visualised in dashboards, which offer analysis possibilities for managers (Kilian & 

McManus 2015). As marketers have now more metrics to choose and follow, it is 

essential to define what is meant by performance metrics and key performance 

indicators (KPI). According to Chaffey and Patron (2012), KPIs indicate the overall 

performance of the whole process whereas performance metrics are narrower and 

are used to evaluate the efficiency of different marketing activities. Marketers have 

many different metrics to choose (Tiago & Verissimo 2014), and thus it is essential 

to choose the relevant ones for different marketing activities. Even though the 

measurability of marketing activities has increased during recent years, web 

analytics services are not yet widely used, because of barriers such as lack of 

resources and budgets (Chaffey & Patron 2010). 

 

Chaffey and Patron (2012) have also developed the RACE performance framework 

for the use of digital marketing, in which RACE constitutes from reach, act, convert 

and engagement. By reach Chaffey and Patron mean building brand awareness on 

other web sites (such as display advertising, search engine marketing) and in offline 

media, such as television and radio advertising, in order to create traffic to the 

company website. In the evaluation of which media brings the most conversions, it 

is essential to use different attribution models in order to find out which media 

influence in which stage of the customer path. Act means persuading the visitors to 

interact with the company by, for example, reading a blog post. The key for act is 

relevant, timely and compelling content, which keeps the visitor on the web page. 

By convert Chaffey and Patron mean the situation when the visitor converts into 

commercial value for the company. This can be, for example, giving contact 
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information for further contact or buying a product or service through online store. 

Finally, engage is all about building lasting customer relationships over time in order 

to engage the customer with the company and to create ancillary sales (Chaffey & 

Patron 2010). 

Digital marketing has also brought marketing dashboards into everyday use in the 

business world as companies are already investing in marketing measurement and 

analytics around $24 billion annually (Lazich et al. 2016 in Krush et al. 2016). 

“Marketing dashboards are technologies that collect and present various marketing 

performance metrics to managers” (Krush et al. 2013: 827) and combine both 

marketing and financial data into analytical tools (Krush et al. 2016) in order to easily 

follow up marketing performance. Marketers have taken dashboards into everyday 

use for several reasons: dashboards are usually metrics based, and thus they are 

not as open for interpretation as before; they give a clearer picture of the marketing 

efforts; and they give access to real-time data which can be used in strategy 

implementation (Krush et al. 2013: Krush et al. 2016). In literature, there are 

indicators that dashboards truly help managers to steer their marketing into the right 

direction and to show that marketing is delivering value to the company (Krush et al. 

2016). 

Marketing has been wrestling with the dilemma of accurate performance measuring 

for decades, and previous literature has stated that digital marketing has provided 

more accurate metrics to use. In addition, this topic has also been discussed within 

the scarce marketing automation literature and by the software providers, and 

therefore the paper assumes that marketing automation is providing more reporting 

possibilities for marketers resulting in the improved status of marketing department 

within companies. 
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6 RESEARCH DESIGN AND METHODS 

6.1. Research design 

 

Formulating a clear research design is crucial during the first steps of the intended 

research. As marketing automation is a rather new phenomenon in the field of 

marketing and only a little academic research has been done around the topic, this 

study is conducted as a qualitative study and it is explorative in nature. Explorative 

study is usually done when a phenomenon is new and little research can be found. 

It is trying to find out what is happening within a certain, usually new or vague, 

phenomenon and seeks to find new insights to it. (Saunders et al. 2007: 133) 

Furthermore, exploratory study uses either a search of the literature, interviewing 

professionals in the subject or conducting focus group interviews as its most typical 

ways of conducting the research (Saunders et al. 2007: 133). The research method 

also allows flexibility and adaptability while conducting the research (Saunders et al. 

2007: 134), and thus gave the chance to narrow down the research questions and 

the relevant theory while conducting the research itself. 

The study was done as a case study in order to find out how marketing automation 

affects marketing professionals’ day-to-day activities and marketing and sales 

integration within companies. A case study is described as “a strategy for doing 

research which involves an empirical investigation of a particular contemporary 

phenomenon within its real life context using multiple sources of evidence” (Robson 

2002: 178 in Saunders et al.2007: 139). A case study allows answering questions 

such as “why?”, “what?”, and “how?” and therefore it is usually used in exploratory 

research. A case study uses data collection methods such as questionnaires, 

interviews and observation. (Saunders et al. 2007: 139) As the researcher had the 

chance to interview multiple marketing professionals from different companies, the 

study was conducted as a multiple case study, which enables a  clearer way  to see 

whether the findings are generalizable and if more study needs to be conducted in 

the future (Saunders et al. 2007: 140). Furthermore, as the study focuses solely on 

marketing departments within the selected companies and not the companies as a 
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whole (Saunders et al. 2007: 140), the case study can also be defined as an 

embedded case study.  

6.2. Data collection methods 

The researcher had the chance to interview four different marketing professionals 

whose jobs were closely or purely linked to the usage of marketing automation. 

Interviewing these professionals seemed to be the best and most flexible way to 

collect as detailed information as possible from these professionals. In order to 

create a deep discussion with the interviewees, semi-structured interviews were 

selected to be conducted. When conducting a semi-structured interview, the 

researcher usually has a list of questions to be asked, yet they might not be asked 

in a certain order or some questions might not be asked from a certain interviewee 

depending on the flow of discussions and their role (Saunders et al. 2007: 312). The 

idea was to allow free flow of discussion in order to dig deeper into the reasons 

behind their answers. The interview questions were developed based on the 

following themes and subthemes, a full list of questions can be found from Appendix 

1. 

• Marketing and sales practices before and after marketing automation 

o Changes in marketing and sales due to marketing automation 

o Utilisation of marketing automation in current campaigns 

• Experiences of utilising marketing automation in a company’s sales and 

marketing 

o Prospecting versus customer retention 

o Benefits and challenges in marketing automation 

o Marketing performance measurement and marketing automation 

• Sales and marketing integration and how marketing automation can help in 

the matter 

o Lead generation for sales 

o Communication between different departments 

 

All the interviews were done face-to-face with the interviewees and the interviews 

were audio recorded and transcribed in order to create analysable text. Based on 
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the wishes of the interviewees, it was decided that all the interviews were done 

anonymously in order to protect the companies’ privacy. Thus person’s and 

companies’ names were left out when transcribing the interviews and the 

interviewees have been cited either as interviewee A, B, C or D. 

6.3. Interviewees 

 

The semi-structured interviews were done with four marketing professionals from 

four different organisations that are using marketing automation as a marketing tool 

(see Table 3). Three of the companies used marketing automation for business to 

business sector and one of the companies used marketing automation for business 

to consumers sector. Three of the interviewees were in a position where they did 

not do the actual operative work with marketing automation, and thus their role was 

a more strategic one. One of the interviewees was doing a day to day operative 

work with the chosen marketing automation system and had a more hands on 

approach to the tool.  

 

Table 3: Interviewed marketing professionals and their role with marketing 

automation 

  

 

Interviewee Job title 
Role with 

MA 
Industry Customers 

Experience 
with MA 

Length 

Interviewee A 
Digital marketing 

manager 
Strategic Electricity B2C 2 years 45 min 

Interviewee B 

Marketing 

automation 

manager 

Operative Media B2B 2 years 51 min 

Interviewee C 

Digital 

community 

manager 

Strategic Welding B2B 2 years 50 min 

Interviewee D 
Marketing 

planner 
Strategic Software B2B 2 years 42 min 
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6.4. Data analysis methods 

Qualitative data refers to ”all non-numeric data or data that have not been quantified 

and can be a product of all research strategies” (Saunders et al. 2007: 470). Usually 

this data consists of meanings that are expressed with words and in order to find 

theory from the qualitative data, the data has to be categorized and further 

conceptualized as well (Saunders et al. 2007: 472). As the research used multiple 

interviews to collect data and a theoretical framework was derived from the literature 

review, the researcher decided to use content-analytic summary table when 

analyzing the data. In content-analytic summary table the researcher is focusing on 

content regardless of which case the content came from (Miles & Huberman 1994). 

The main idea is to determine “how many cases share similar characteristics… 

when the same characteristic appears in more than one case, this can be noted in 

the matrix (Miles & Huberman 1994: 183). More detailed tables can be found from 

chapter 7, which unfolds the interviews. 

6.5. Reliability and validity 

 

The research was done in four different companies located in Finland and all the 

interviewees were marketing professionals, and therefore the research was a rather 

limited in nature. As all the interviewees were marketing professionals, the study is 

taking only marketing departments’ perspective into consideration. In order to find 

out whether other parts of a company, such as sales, sees marketing automation 

the same way, more research needs to be done. In addition, even though the study 

is taking both B2B and B2C companies into account, all the companies were from 

Finland. Due to this, the findings of this study might not be applicable in other 

countries and the findings of the study should be taken as directive and as indicators 

of what might be the case in a larger scale. 

Furthermore, the study focuses on digital marketing literature and seeks theoretical 

background from marketing and sales integration, sales automation, and marketing 

performance measurement literature. Because of this, the study is excluding 

theories such as value creation and co-creation and customer experience 
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management in order to focus solely on the internal benefits of marketing 

automation in the company.  
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7 FINDINGS 

The purpose of this section is to describe the findings that could be drawn from the 

semi-structured interviews with the four marketing professionals and how those 

findings answer to the research questions at hand. This section is divided into four 

themes that could be derived from the interview materials. 

 

7.1. Marketing automation in practice 

This section draws insights into how the interviewed marketing professionals use 

marketing automation in practice.  

 

Marketing automation is utilised for both prospecting and customer retention, 
yet the most effort is put into finding new customers. When asked about how 

marketing automation is used in the company, most of the interviewees told that 

marketing automation was utilised as a prospecting tool. Marketing automation was 

used to allure and nurture prospecting customers in order to generate sales leads 

to sales people, which is in line with the authors (Järvinen & Taiminen 2016) and 

marketing automation software providers. The reasons for using marketing 

automation for mostly prospecting varied between the interviewees. The reasons 

were, for example, organisation structure, the product selection and CRM 

integration difficulties. Nonetheless, it could be seen that the main reason for using 

marketing automation for prospecting was the pressure to generate leads for sales 

and to justify the usage and the money invested to the tool and marketing. The more 

leads marketing department generate the better. 

 

“90 percent of our marketing automation usage is for prospecting and the rest 10 

percent is for customer retention.” 

- Interviewee C 

 

However, all the interviewees revealed that marketing automation is also used for 

customer retention at least on some level, yet it usually was in a much smaller scale 

than prospecting. Usually they had built only a couple of different flows into their 
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marketing automation systems that were for existing customers. The reason for 

using marketing automation for customer retention was to cross-sell and upsell 

companies’ other products or services to their clients. Interviewee A used marketing 

automation solely for customer retention purposes, which differed greatly from the 

other interviewees. The reason behind this strategic choice was that they had built 

marketing automation to keep their existing customers as long as possible as their 

product is easily tendered between competitors. They had also identified a point 

when the existing client is most likely to leave, and thus marketing automation was 

used to prevent the client from changing the vendor at that point.  

 

“Marketing automation is mostly our customer retention tool. – We have built 

marketing automation around our customer life cycle.” 

- Interviewee A 

 

This is a rather interesting point raising from the analysed data and raises the 

question about how marketing automation can decrease customer churn, since it is 

collecting a vast amount of customer and site visitor data. Customer churn is 

referred as “the tendency for customers to defect or cease business with a company” 

(Kamakura et al. 2005: 286). Previous literature exist about revealing potential 

leaving customers with data mining techniques (Burez & Van den Poel 2009: Neslin 

et al. 2006).  Even though only one of the interviewees told that they use marketing 

automation to prevent customer churn, it would be an interesting research topic for 

further research. 

 

Deriving from the analysis, marketing automation is used for both prospecting and 

customer retention, yet companies tend to use it more for prospecting purposes.  

 

Marketing automation is mainly utilised in tactical marketing communications, 
not in brand communications. The interviewees were also asked about whether 

marketing automation is a tool for tactical marketing communications or for brand 

marketing. Most of the interviewees were unanimous that marketing automation is 

mostly used for tactical marketing purposes in order to generate leads. All the 

interviewees told that the flows they had generated within marketing automation 
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systems were only for tactical purposes ie. generating leads and no brand related 

automation flows or campaigns were in use. However, it does not mean that 

marketing automation was not seen as helping the company’s brand in a long-term. 

As marketing automation is enabling personalised and timely marketing 

communications for different target audiences, most of the interviewees saw 

marketing automation helping their brand image indirectly. For example, interviewee 

C saw that marketing automation is helping them to keep the brand in the evoked 

set of their current and prospecting customers’ minds, which he saw was priceless 

for their company. 

 

“It’s a fact that it (marketing automation) is priceless from brand perspective. 

Through that we talk to thousands and thousands of people about our services and 

how they could benefit from them.” 

- Interviewee C 

 

Furthermore, interviewee B pointed out that they hope that their customers see their 

brand in a more positive way due to marketing automation as they are able to send 

more personalised marketing communications messages than before. When asking 

about marketing automation and possibilities with brand marketing interviewee D 

said that they had not even thought about it before even though they had just 

launched a new brand image. She admitted that brand marketing is something to 

consider in the future when developing their marketing automation. All in all, none 

of the companies had built separate brand campaigns within the automation system, 

yet they saw marketing automation as an enabler in brand perspective as well.  

 

Companies tend to use partners specialised in marketing automation in order 

to manage their marketing automation the fullest. Three out of four interviewees 

revealed that they use a marketing automation partner to conduct the actual 

operative work with marketing automation and that they have left the strategic 

section for themselves. For example, interviewee A told that they design the 

“business model” for their marketing automation and their partner does all the 

content and building of work flows within the system. In addition, interviewee C said 

that they have only him in the company that knows about marketing automation and 
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they have around eight persons in their partner’s team that do the actual operative 

work. The main reason for this kind of structure was the lack of resources within the 

company and two out of four interviewees admitted that they need to acquire more 

resources into the company in order to successfully do marketing automation in the 

future. Interviewee A also mentioned that their operative structure is too expensive 

with the current structure and therefore they have started to consider hiring a person 

into the company. 

7.2. Marketing automation’s benefits 

As the main research question was to find out whether marketing automation helps 

marketing and sales professionals, the purpose of this section is to open up the 

benefits of marketing automation that the interviewees pointed out. The summary of 

the benefits can be found from Table 4 in the end of this section. 

 

Efficiency in marketing was unanimously pinpointed from all the interviewees, 

which goes hand in hand with previous authors’ (Biegel 2009; Järvinen & Taiminen 

2016; Leeflang et al. 2014; Simmons 2010) opinion about marketing automation 

bringing more efficiency into marketing. Marketing automation is enabling the 

interviewees to send hundreds and hundreds of messages in much less time than 

before. As indicated by interviewee A: “Previously our marketing was about sending 

bulk emails over and over again and they were created from scratch every time. It 

took time and money in a sense that everything had to be built again after every 

send. We have got rid of these kind of bulk email campaigns that took too much time 

and efficiency has come from that.” Interviewee A also underlined that marketing 

automation is enabling cost-efficient and personalised communications for big 

audiences, which would cost a lot more if everything would be done without 

marketing automation. In addition, interviewee B pointed that their conversion rate 

for sales leads has increased significantly, they are now able to use their own data 

more smoothly than before and that they can run more than 30 campaigns at the 

same time which was not possible before marketing automation.  
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Interviewee D brought efficiency from another angle and told that they are now doing 

content that actually are of their customers’ interest and they can direct their 

resources more efficiently on creating content that matters the most. Interviewee C 

also mentioned that due to marketing automation, they are no doing marketing more 

consistently as the system itself is operating campaigns automatically. He also 

explained that they can also guide their subsidiaries in their marketing decisions, 

especially in advertising decisions, in order to shift their spending from traditional 

media to more digital one. The results indicate that marketing automation is bringing 

efficiency in marketing practices rather dramatically and therefore it is helping 

marketing professionals in their everyday work. 

 

Customer knowledge and personalised marketing communications was 

mentioned as one benefit by interviewee B, C and D. It was seen that they were 

able to create and send relevant information to their customers and prospective 

customers based on their web page behaviour. Especially interviewee C saw this 

as the main benefit of marketing automation and stated: “For the first time we have 

the chance to know and learn about our end users. This possibility we did not had 

before marketing automation.” This was mainly due to their organisational structure 

which was built so that 80 percent of their products were sold by their retailers and 

20 percent they sold directly to their end users. Now they are able to get information 

such as who is the site visitor, where the visitor is from, what does he/she do and in 

the best case the visitor have indicated why they are actually visiting their site and 

what are their interests towards the company.  

 

In addition, interviewee D mentioned that now they actually think about the end 

users’ challenges and transfer those to the content they produce. As interviewee D 

indicated: “Now we know specifically and can think about what are the challenges 

our potential customers face and how we can help them with those. And we can 

think how we are telling this in the content we produce, how we are helping the 

potential customer with those challenges.” Customer knowledge is well aligned with 

the theory, as many of the authors (Heimbach et al. 2015; Järvinen & Taiminen 

2016; Leeflang et al. 2014; Simmons 2010) had found out that marketing automation 

can provide more knowledge about customers and consumers. Furthermore, 
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interviewee B told that now sales persons have more knowledge about the lead they 

are contacting and thus the contact situation is more relevant to the potential 

customer.  

 

Closely linked to customer knowledge is also segmenting, which three out of four 

interviewees mentioned as marketing automation’s benefits. Segmenting came out 

in the form of valuing leads with marketing automation systems’ pointing capabilities. 

Interviewee C highlighted that they value customers based on what the visitors has 

read on the site and what information the visitor has given them. Based on that the 

visitor falls into a certain segment, which has its own nurturing flow in the system. 

In addition, interviewee D disclosed that their system also gave minus points for 

users in certain situations, for example, if the visitor did not visit their site for a couple 

of weeks, which resulted in lowering the marketing lead’s value. The same kind of 

pointing system was used in all the companies, yet not all of the interviewees 

mentioned it as a benefit.  

 

Generating leads for sales came strongly out from the interviewees’ responses. 

Marketing automation software providers (Hubspot: Marketo: Oracle) claim that 

marketing automation generates quality in-bound leads for sales, which was 

supported by the interview results. Four out of four interviewees were unanimous 

that marketing automation helps to generate leads for sales purposes. For example, 

interviewee B told that previously sales had just made cold calls for a list of potential 

customers, but now marketing automation is providing leads that are aware of the 

company’s offering and their solutions already before the first call from the sales 

person. She also stated that their conversion rate for a site visitor to sales has 

increased significantly during the past year due to marketing automation. In addition, 

as interviewee C stated “The biggest thing in lead generation is that we generate 

them now through our web pages. Previously we did not even do it.” So, marketing 

automation has also changed the way marketing professionals are seeing the 

purpose of the company’s web pages differently and how marketing department can 

affect straight to hard sales figures. 
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It is also important to define the lead carefully in order to get the best out of the 

system. Interviewee C and D brought up that they distinguish the difference between 

a marketing lead and a sales lead. For example, interviewee C said that they are 

collecting information from their site visitors step by step and after they have 

collected enough information the lead is transferred to sales. Before this they try to 

nurture the lead as long as possible in order to collect enough information for a sales 

person to use when making straight contact. Interviewee D also said that they have 

certain spots or forms on the web site that automatically generate a lead to sales. If 

that does not happen, the visitor collects points from different actions and after a 

certain level is reached the lead goes to sales. Interviewee B also talked about 

different type of leads - prio one and prio two leads depending on the site visitor’s 

actions on the site. Even though interviewee A utilises marketing automation for 

customer retention purposes, he also sees that marketing automation is generating 

leads for their sales. For example, he told that “if the customer tells us through email 

that he or she is actually moving rather soon, our marketing automation generates 

a call list for our call centre and they contact these customers immediately to prevent 

them changing us to some other vendor while moving.” Hereby marketing 

automation is also providing new selling opportunities in the form of keeping the 

customer also in the future. Generating leads were on top of the interviewees’ minds 

when discussing about the benefits of marketing automation. As can be seen, 

different interviewees saw the definition of a lead a little different, yet the unifying 

factor between all the interviewees were that marketing automation learns from the 

site visitor by collecting data about the visitor’s behaviour on the site or through their 

responses to emails. The theory backs this up as well as different authors (Järvinen 

& Taimiluoto 2016; Montgomery & Srinivasan 2002), and marketing automation 

software providers (Hubspot 2013; Marketo 2016; Oracle 2016) are stating the 

same. 

 

Reporting has been the Achilles heel of marketing professionals for a long time. 

When asking about how marketing automation helps in reporting marketing’s 

performance, three out of four interviewees saw that marketing automation has 

increased their possibilities to justify marketing investments and to show that 

marketing is actually bringing money into the company. As interviewee C said “With 
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the help of marketing automation we can actually show that marketing is not just 

money spender, it is a money maker.” In addition, the interviewee C underlined the 

fact that they have never done as fact and number oriented marketing than with 

marketing automation. Adding to this, interviewee A also told that they always have 

a control group that does not receive the marketing messages marketing automation 

is sending so that they can see what the actual effect of marketing automation is. 

They have been able to report five percent better retention rate for the group that 

received nurturing through marketing automation than the group that did not. 

Furthermore, interviewee B brought up that they can currently follow which lead 

generates into sales and how much money the lead brought to the company, and 

thus marketing automation has eased marketing performance measurement.    

 

Marketing professional’s self-development came up in two out of four interviews 

rather interestingly. Interviewee C admitted that he did not know even one percent 

of what he knows now after they have utilised marketing automation for a couple of 

years. In addition, interviewee D mentioned that marketing automation has 

developed her way of thinking in terms of what kind of content to produce and that 

it starts from the client’s needs. She also mentioned that all the members of their 

marketing team are eager to learn how to use marketing automation, which indicates 

that marketing professionals are willing to adopt new technologies. Maybe they also 

see the benefits of digitalisation career wise. This is something that was not 

mentioned by authors nor marketing automation software providers and could be an 

interesting area for future research.  
 

Table 4: Marketing automation’s benefits mentioned by the number of interviewees 

 

Benefit No. mentioned 

MA has brought efficiency into marketing practices 4 

MA helps to segment customers 3 

MA helps to report marketing activities better than before 3 
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MA provides more customer knowledge 3 

MA generates leads for sales 3 

MA enables personalised marketing communications 3 

MA has increased marketing professional’s proficiency 2 

 

7.3. Marketing automation’s pitfalls 

 

While interviewing marketing professionals about marketing automation they also 

highlighted some pitfalls that they have faced while using marketing automation in 

their marketing. The purpose of this section is to unfold these challenges. The 

summary of marketing automation’s pitfalls mentioned by the number of 

interviewees can be found from Table 5 in the end of this section. 

 

Lack of resources was one of the biggest challenges the interviewees have faced 

while utilising marketing automation. This was highlighted by three out of four 

interviewees. Interviewee A stated that they do not have enough human resources 

nor knowledge in-house, which results in high expenses when using partnering 

model in managing their marketing automation. He said that their goal is to hire 

skilled people in the near future in order to change their operating model more cost-

efficient. He also mentioned that “As I am the only contact towards our marketing 

automation partner, I’m creating a bottleneck for utilising marketing automation as 

its fullest because my time does not suffice for everything that we would like to do 

(with marketing automation).” The same challenge came up with interviewee C as 

he said that the only thing that hinders their development with marketing automation 

is lack of human and monetary resources. He underlined that their marketing 

automation partner’s experts have a lot of other clients as well, which naturally slows 

down their reaction time. The lack of human resources could also be seen in the 

amount of training he was able to give to their sales persons as it was away of the 

time he uses for marketing automation. Furthermore, interviewee D also admitted 

that they might not have enough knowledge on marketing automation. Due to the 



48 
 

lack of resources, interviewee A, C and D were forced to use a partner specialised 

in marketing automation to do all the operative work and they had left the strategic 

part of marketing automation for themselves. This challenge was not mentioned by 

interviewee B as they had a separate marketing automation team utilising the 

system and thus they did not suffer from lack of resources.  

 

Expensive licensing structure was also one of the main challenges that came up 

from the interviews. This was mentioned by three out of four interviewees, 

interviewee A, B and C, and it was notable that all the interviewees were using 

different marketing automation soft wares. As interviewee B highlighted “At some 

point we considered using the mobile part of our system, which would have allowed 

us to use mobile as a channel. However that would have cost us more and the 

benefit would not have been worth it.” Additionally, interviewee A complained that 

they were able to do certain procedures with one licence and if they wanted to do 

something more, it would cost them more. He thought that if they would like to get 

all the needed licenses, it would end up costing too much for them and thus they 

are not utilising every part of the system. Interviewee C also noted that “One need 

to use marketing automation the right way in order to avoid having just the world’s 

most expensive mailing system.” Deriving from this, marketing automation soft 

wares are rather expensive due to their licensing agreements, which hinders their 

usage and creates frustration amongst marketing professionals. 

 

Integration problems to company’s other systems was mentioned as a 

challenge as well. Interviewee A, B and D admitted that they had challenges in 

integrating certain systems together. Interviewee A struggled with integrating 

marketing automation with their web page, interviewee B saw that their content web 

page was not as integrated as their normal web page to marketing automation, and 

thus they could not use marketing automation to customer retention as much as 

possible. Furthermore, interviewee D mentioned that their CRM system did not 

communicate with their marketing automation and thus information about leads did 

not reach their sales as efficiently as possible. This also hindered utilising marketing 

automation in customer retention purposes as client information was not up-to-date 

and “sometimes we send marketing messages to company representatives that 
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have just signed a contract with us.” These integration problems did not necessarily 

fall on marketing automation, usually the other system was slowing down 

integration. 

 

Content creation process and content management came up from three out of 

four interviews. Surprisingly, the problem was not that they did not have enough 

content to use in their marketing automation, the problem was more in the way 

content was managed. Interviewee A highlighted that the problem in content was in 

their partnering model, which did not allow him to do anything by himself. 

Interviewee C stated that “the persons that create our content, do other stuff for 

other clients and thus it slows our content creation a little.” In addition, he mentioned 

that in order to produce a quality content, it needed more than one person to write 

it, as they had to find the right professional on that certain field from their 

organisation and then unite that person with the content writer. This naturally slowed 

down the pace of publishing. Interestingly, interviewee D brought up a slightly 

different problem. She noted that they are producing a lot of content, but they do not 

utilise already existing content as well as they could. She said that “We lack the 

utilisation of the content that we have created a while ago. Maybe we lack the 

justification why we create this content and where it is going. – Sometimes I notice 

that we have a lot of content coming out and it is hard for me to keep up with that.”  

 

Quantity before quality in lead generation was mentioned by two out of four 

interviewees. They said that they were able to generate a lot of leads, yet they had 

the problem that not all the leads were of quality. Interviewee B told that “it is a bit 

questionable that we can see the amount of leads, but that is not always the best 

metric. Even though we have a lot of leads they might not be good quality.” 

Interviewee C also brought up the same problem and also added in that a big 

amount of leads cost them more due to licensing agreements with the marketing 

automation software provider, yet they do not bring as much money into the 

company as desired. However, as mentioned before in section 4.2 the interviewees 

have tried to tackle this problem with dividing leads into different categories based 

on their behaviour and the collected information.  
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Resistance against change was also one challenge that two out of four marketing 

professionals had faced when using marketing automation. Usually the resistance 

came from their sales persons that did not fully see the benefits of marketing 

automation. Interviewee D mentioned that many of their sales persons have access 

to their marketing automation system, yet they do not use them at all. Interviewee C 

also saw that as their organisation is rather old fashioned and thus it does not 

change overnight. He mentioned that “it is a challenge not to step on anyone’s toes 

while trying to push change and that slows down our development in the field of 

marketing automation.” He also added that they need to remind the ones that do not 

understand marketing automation about its benefits and ways of usage step by step 

and it is time consuming. The same interviewee said that he hates the name of 

marketing automation as it gives the wrong impression. He thought that is should 

be called business process automation or sales improvement automation or such in 

order it to be approved by everyone. Resistance was also mentioned by the authors 

of sales automation (Gohmann et al. 2005; Parthasarathy & Sohi 1997), and it could 

be argued that this kind of challenges can be universal among all system 

implementations.  

 

Due to resistance, two out of four interviewees mentioned that they had to constantly 

train sales people to see the benefits and utilise marketing automation. Interviewee 

C said that they should train the right persons to see the benefits of marketing 

automation and by the right persons he meant sales management. This was 

because sales persons follow the management not marketing department and act 

accordingly. In other words, if management is not fully engaged with the change, 

people will not follow. In addition, interviewee C saw that the resistance was also 

due to older people reluctance towards new technologies and that even a one failed 

marketing automation campaign can demolish marketing automation’s reputation as 

sales persons concentrate more on the negative side and forget all the success 

stories. These same challenges were also brought up by the authors of sales 

automation (Parthasarathy & Sohi 1997; Rapp et al. 2008), and it seems to be 

universal between different information systems. Furthermore, interviewee B 

admitted that they still had one person that trained sales people and especially new 

ones how to utilise the leads that come out from marketing automation. In addition, 
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they were using stick and carrot in a sense that sales persons that utilised the leads 

accordingly received more leads from the system and sales persons that did not do 

accordingly did not receive as much leads from the system. She admitted that it has 

been a long road to train sales persons to fully engage with the system. Sales 

automation authors (Parthasarathy & Sohi 1997) also stresses the importance of 

pressure from the organisation itself when introducing sales automation and a 

similar kind of phenomena can be seen in the implementation of marketing 

automation. 

 

Only one out of four interviewees saw that the definition of a lead was sometimes 

a problem when utilising marketing automation. Surprisingly, this was not as big of 

a problem as authors (REFET) have brought up previously. The reason for this can 

be that all the interviewees had involved their sales department in the definition 

process right from the start and thus sales persons’ views were taken into account.  

 

Table 5: Marketing automation’s pitfalls mentioned by the number of interviewees 

 

Pitfall No. mentions 

Lack of resources 3 

MA is expensive due to licensing agreements 3 

MA provides quantity before quality in lead generation 2 

Content creation and management creates challenges 3 

MA not connected to all necessary interfaces within the 

company, eg. CRM or web pages 
3 

MA creates resistance for change 2 

MA requires constant training of sales people 2 
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7.4. Marketing automation’s role in integrating marketing and sales 

 

As the third sub-question tried to find out whether marketing automation can help 

marketing and sales integration, the interviewees were asked about their views on 

the subject. The role of this sections is to unfold whether marketing automation 

succeeds in this or not. The summary of this section can be found from table 6. 

 

All the interviewees were unanimous about that marketing automation has 
lowered the barrier of communication between marketing and sales 

departments.  Interviewee B pointed out that “Now we have to collaborate more 

closely than before. Previously we were doing separate stuff. Now sales persons 

require sales leads from us and thus they have more incentives to communicate if 

something is not working.”  Interviewee C also highlighted that now some of their 

sales persons are in straight contact with them and demanding marketing 

automation campaigns without asking. In addition, he mentioned that also marketing 

personnel have lower threshold to contact sales and ask if their idea would be 

valuable to them. He also underlined, that at least the ones that have understood 

the benefits are now more in contact with marketing than before. Furthermore, 

interviewee D told that they are communicating more than before especially about 

what is the definition of a lead and such. She highlighted that they have young sales 

personnel in their in-bound sales team and they are eager to talk with them about 

what could be done. The definition of a lead was done together with sales in 

three out of four companies, which indicates that sales and marketing are working 

together due to marketing automation. For example, interviewee C unfolded their 

lead definition situation “When we started to do technical integration between our 

marketing automation and CRM, we sat together with our sales personnel and 

decided what information should be transferred from marketing automation to 

CRM…basically we did it based on sales terms”. Interviewee A also saw that they 

are moving towards more tight collaboration with sales as they are starting to 

rehearse its usage in prospecting as well. This is a good sign for sales and marketing 

integration that has suffered from lack of collaboration in the past (Kotler et al. 2008). 

Sales and marketing integration has been defined as one of the success factors of 
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a company (Guenzi & Troilo 2006; Kotler et al. 2008) and thus anything that brings 

sales and marketing more together is a good thing for company’s performance.  

 

Perhaps one of the biggest reasons for collaboration can be that now marketing is 
clearly providing leads for sales department’s use and thus sales see marketing 

as an integral part of the company. As interviewee C brought up “Now they (sales) 

have one massive forum, which provides leads also for them”. In addition, 

interviewee D stated that their sales department has been content with the leads 

and they are demanding more and more leads all the time. Furthermore, as came 

up from three out of four interviews, marketing automation is providing relevant data 

about prospecting customers for sales to make a call. For example, interviewee B 

noted that all the information about the site visitor falls into their sales own systems 

and the sales person can use this data when contacting the prospect. In addition, 

interviewee C and D told that they are collecting information about site visitors and 

after certain information has been collected the lead goes to sales and they can see 

what information the visitor has shared with the company. As interviewee C put it 

“Once we have collected 12 to 14 different information from you, you are ripe enough 

for sales.” Interviewee D also told that once the lead goes to sales it has all the site 

behaviour information, for example, which content did the site visitor read and in 

which webinar did it take apart. 

 

However, as most of the interviewees were using marketing automation more in 

prospecting and one interviewee only in customer retention, it was not supporting 

the whole buying funnel that Kotler et al. (2008) have introduced as the ideal stage 

of sales and marketing integration. In order for sales and marketing integration to 

be fully utilised, both parties should be involved in every stage of the buying funnel 

(Kotler et al. 2008). This was not found while interviewing the four marketing 

professionals. Yet it is good to keep in mind that as customer retention was not the 

main purpose of marketing automation and interviewees had problems with 

integrating marketing automation to essential information systems, or their 

organisation culture and organisation structure did not yet allow the utilisation of 

marketing automation, the result should not be taken as granted. It would be 

interesting to study whether the companies’ way of working change after they have 
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overcome all integration challenges. This was also the wish of most of the 

interviewees. As interviewee A said “when we go to the stage that we are thinking 

of uniting prospecting and marketing automation, then it (marketing automation) is 

not solely marketing department’s responsibility, it will be collaboration of sales and 

marketing more and more.”  

 

Table 6: MA and sales and marketing integration mentioned by the number of 

interviewees 

MA and sales and marketing integration No. mentions 

MA provides leads for sales usage 4 

MA provides data about customers for sales 3 

MA has lowered the barrier to talk over team boundaries 4 

Definition of lead defined together with sales 3 

 

7.5. Marketing automation and marketing performance measurement 

Since marketing departments have been under pressure to measure and justify 

marketing expenditure for decades and the topic has been under investigation 

(Lamberti & Noci 2010; Ling-Yee 2011; Michaelidou et al. 2011), the last sub-

question wanted to reveal whether marketing automation has affected the way 

companies measure marketing performance. Thus the interviewees were asked 

about the matter, and the purpose of this section is to unfold if any changes have 

been made after implementing marketing automation. The summary of this section 

can be found from table 7. 

 

It became clear from the interviews that marketing automation has helped 
measuring marketing activities better than before. All the interviewees were 

unanimous about that now they can truly see, for example, how many leads they 

have brought in and how nurtured customers actually respond better to company’s 

communication. For example, interviewee A told that they can measure the 
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difference between their control target group and the target group that is nurtured 

by their marketing automation and with this they can prove that the usage of 

marketing automation truly matters and gives better results in customer retention. 

He also added that their marketing department’s objectives have been derived from 

business objectives and marketing automation is their tool to reach their customer 

retention targets, and thus marketing automation has improved their marketing 

performance measuring. Furthermore, interviewee B and C underlined that now they 

can measure their performance in euros as they can see which lead brought sales 

and which did not. As interviewee B highlighted “the reason why we can measure it 

(results) so easily is because of what marketing automation enables.” They had 

actually build a dashboard with the help of their business analytics team in order to 

follow their marketing performance and to justify what they are doing. Interviewee C 

also stated that due to marketing automation they are now doing more fact based 

and systematic marketing performance measurement than before. In addition to 

these, interviewee D revealed that “as marketing automation is rather brutal in the 

figures, it helps my own (marketing) doing while analysing the results. For example, 

why we have produced so little amount of leads this month. What were the content 

we produced and why they didn’t convert (into leads).” 

 

Marketing has been regarded as money spender in the past as there has not been 

a clear way of measuring marketing expenditure. The measurement has merely 

been just taking a look if promotional changes such as advertising campaign 

affected sales figures during and after the campaign. (Lamberti & Noci 2010; 

Morgan et al. 2002) As this study reveals, marketing professionals see marketing 

automation not just a tool to do even more targeted and personalised marketing 

communication but also as a tool to measure their activities and to justify their 

importance for management. For example, interviewee C told that they are reporting 

their results transparently thought their CRM system, which is open for all the 

employees in the company. In addition, interviewee B stated that all the reports are 

also visible to their management.  

 

Even though marketing automation has helped in measuring marketing performance 

better and to make it more transparent, interviewees A and D underlined that it has 
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not made measurement bullet proof. As customer buying behavior and 

organizational buying behavior are complex processes (Darley et al. 2010; Deeter-

Schmelz & Kennedy 2002; Leeflang et al. 2014), it cannot be said that marketing 

communications has been the only thing that affected the end result. As interviewee 

A put it “the results are always open for interpretation and how they are analysed.” 

He stated that they cannot say for sure whether their marketing communications 

was the only matter that affected the customer or was there some other factors as 

well, and thus the results are not unambiguous. Furthermore, interviewee D wanted 

to highlight that their reporting is not up to date yet due to their difficulties with CRM 

integration and thus their marketing automation cannot follow what is happening in 

their CRM system. This results that their marketing automation results are still a little 

vague even though they are directive at least. Authors (Chaffey & Patron 2012; 

Hennig-Thurau et al. 2010) and data platform system providers (Google 2017) have 

been discussing that digital marketing has provided more metrics for marketers and 

that marketers can now analyse the effectiveness of their digital campaigns. 

However, as the inteeviews revealed, marketers also understand that buying 

behavior is not as straight forward as they would wish.  

  

Table 7: MA and marketing performance measurement mentioned by the number of 

interviewees 

Marketing performance measurement No. mentioned 

MA helps to measure marketing activities better than 

before 
4 

MA has made marketing reporting more transparent for 

management and the rest of the company 
2 

MA does not solve the problem that marketing 

performance measurement can be open to interpretation 
2 
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8 DISCUSSIONS 

The role of this section is to bind theory into the analysed results of the interviews 

and to answer the research questions at hand. Firstly, the section 8.1 compares 

existing literature of marketing automation and the results together. Then section 

8.2 examines whether the results go hand in hand with the existing literature of sales 

and marketing integration and finally section 8.3 discusses about the results and 

marketing performance measurement. 

 

8.1. Marketing automation usage 

Little research has been done about the way companies are using marketing 

automation in practise and the role of this section is showcase how marketing 

automation is used in companies and thus contribute to the main research question 

of how marketing automation benefits organisation’s marketing and sales practices. 

 

According to the research results, marketers are using marketing automation for 

both customer acquisition and customer retention purposes, yet the most effort is 

put into customer acquisition. Most of the interviewees revealed that marketing 

automation was mostly used in prospecting in order to generate sales leads and to 

contribute to company’s performance. However, automation was used for retention 

purposes in a small scale in order to cross-sell and up-sell company’s products. It 

became evident that organisational structure was also leading the usage of 

marketing automation, as half of the marketing professionals admitted that the 

reason for using automation for either acquisition or retention was because of their 

product offering or organisational structure was “binding their hands”.  Previous 

literature has not paid attention to whether marketing automation is utilised in tactical 

campaigns or in brand purposes. Interestingly, the research found out that 

marketing automation is not directly used in brand building purposes at all even 

though marketers admit that marketing automation is enhancing brand image by 

allowing personalised communication with more people than before.  
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The study is also contributing to the existing literature by defining how companies 

are actually managing their marketing automation, and which sections if any, are 

outsourced to partners. It became evident that marketing automation is rarely done 

by one person as it requires a lot of strategic and operational work. According to the 

research findings, companies are keeping the strategic work of marketing 

automation (such as segmenting, analysis and campaign flow development) within 

the company, yet all the operative work (such as campaign flow implementation and 

optimisation) is conducted by the partners. The reason behind this can be the lack 

of expertise within companies in the field of digital marketing and marketing 

automation and the lack of monetary resources. However, this management 

structure is making the responsiveness of marketing automation slower than it could 

be, and therefore companies are planning to hire more professionals in-house. Thus 

this paper unfolds the way marketing automation is managed and complements the 

existing theory. The results also opens up possibilities for future research, since it 

would be interesting to see if this managing structure truly is universal, and if not, 

which type of managing structure creates the best outcomes from marketing 

automation. 

8.2. Marketing automation’s benefits and pitfalls 

The main research question was to find out how marketing automation benefits 

organisation’s marketing and sales practices. The interviewees unfolded a vast 

amount of benefits that marketing automation has brought into their everyday 

business (see Table 4).  

 

The study found out that marketing automation has increased marketing 

departments’ efficiency in many ways, which is in line with the literature and the 

claims that marketing software providers (Hubspot, Marketo, and Oracle) are 

presenting. Previous studies (Trainor et al. 2011) have found out that implementing 

information technology into marketing can improve customer acquisition and 

customer retention, which came out from this research as well. Marketing 

professionals saw that they were able to do more with less resources due to 

marketing automation both in customer retention purposes and customer acquisition 
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purposes. In addition, previous studies (Brodie et al. 2007; Davenport 2016; 

Heimbach et al. 2015; Trainor et al. 2011) have indicated that as digital marketing 

enables interactivity with customers and the gathering of valuable customer data, 

the companies that utilise this data usually outperform their competition in the 

market. This notion could also be drawn from the research as the marketing 

professionals highlighted that marketing automation is a way to collect customer 

data and web page visitor data that some of the marketing departments did not have 

access before. The results also indicated that the collected information can be used 

in sales calls and sales visits, which improves company’s market orientation. 

 

Marketing automation was also seen as a good tool to utilise this data in different 

work flows designed for different customer acquisition or retention purposes. This 

notion supports the previous literature as well. For example, Heimbach et al.’s 

(2015) general framework for marketing automation has been built on the 

assumption that marketing automation utilises different type of collected information 

based on the rules and work flows set by a marketer. According to Heimbach et al. 

(2015) this data helps marketing departments to segment their current and 

prospective customer with the software. The results support this theory as the 

interviewees highlighted the importance of the pointing system and how it enables 

them to see which customer is warm enough for their sales department, or marketing 

automation helps them to see, which content has been relevant for the specific 

customer/site visitor.   

 

Both literature (Biegel 2009; Heimbach et al. 2015; Järvinen & Taiminen 2016) and 

marketing automation software providers (Hubspot 2016; Marketo 2016a; Oracle 

2017) have underlined lead generation as marketing automation’s most valuable 

benefit for a company. The research revealed that with marketing automation 

marketing department can now actually generate quality leads for sales and thus 

justify the monetary investments made in the name of marketing. As one interviewee 

put it, marketing department has shifted from money spender to money maker. This 

notion is especially important as marketing departments have been under pressure 

to show the correlation between marketing campaigns and incoming revenue 

(Lamberti & Noci 2010; Ling-Yee 2011; Michaelidou et al. 2011; O’Sullivan & Abela 
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2007; Rust et al. 2004). Furthermore, the study unfolded that as marketing 

automation is enabling lead generation for sales, the companies have been seeing 

increases in conversion rates of provided leads turning into actual sales. This was 

not possible before for reasons, such as, leads were not provided before marketing 

automation or that the reporting system was not as developed before marketing 

automation implementation. Previous studies have not acknowledged that much the 

benefits that marketing automation can bring for marketing performance 

measurement, which came out from the research. All the interviewees were 

unanimous about that marketing automation has increased their reporting 

capabilities. This is discussed more thoroughly in section 8.3. 

 

Lastly, the research pointed out that marketing automation can benefit individual’s 

own professionalism in the field of digital marketing. However, the previous literature 

has not showcased this point of view at all at this point, and therefore this could be 

a valuable point to study further. As a company’s competitive advantage can also 

constitute of its workforce (REFE) it could be interesting to study whether marketing 

automation can increase competitive advantage in terms of marketing department’s 

up-to-date knowledge of digital marketing. 

 

Table 8: The benefits and pitfalls of marketing automation highlighted from the 

analysis 

 

Benefits Pitfalls 

• Increased efficiency in 

marketing practices and lead 

generation 

• Customer knowledge and 

personalised marketing 

communications 

• Lead generation for sales 

• Lack of resources within the 

company 

• Difficulties in integrating with 

company’s other IT systems 

such as CRM 

• Change resistance within the 

company 
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• Reporting capabilities 

• Increase in marketing 

professional’s own self-

development 

• Quantity before quality in lead 

generation 

• Expensive licensing structure 

• Content creation and content 

management 

 

All the previous literature of marketing automation have concentrated on the benefits 

that marketing automation can provide for a company, and of course, marketing 

automation software providers have not unfolded the possible difficulties in using 

their systems. Therefore this research wanted also to find out whether marketing 

professionals have faced any pitfalls when utilising marketing automation. The study 

found out that companies have had difficulties in the implementation and utilisation 

of marketing automation. The main pitfalls were: integration difficulties with other 

systems, such as CRM, quantity before quality in lead generation, expensive 

licensing structure, content creation and management, and resistance against 

change within the companies. For example, integration difficulties with other 

systems prevented some companies for utilising marketing automation in customer 

retention purposes, and thus they could only use it for prospecting purposes. In 

addition, even though lead generation was the main benefit coming out from the 

research, it was also one of marketing automation’s pitfalls, since the research 

revealed that a part of the generated leads are not always of quality from sales 

perspective. However, this was noted by the marketers and they tried to develop the 

lead definitions so that the quality of leads would go up in the future.  

 

Maybe one of the most interesting findings in the research was that marketers felt 

that sales departments were resistant against using marketing automation as their 

sales tool. The reason behind this can be that sales persons do not understand the 

system’s benefits and see it as just another information technology tool to be 

learned. This same resistance was found in sales automation literature (Gohmann 

et al. 2005; Parthasarathy & Sohi 1997) and therefore it can be universal among 

other information technology tool implementations as well, and thus an interesting 

point to be studied further. In addition to the aforementioned difficulties, companies 
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had troubles in content creation and management. Usually the difficulties aroused 

from the operative structures with marketing automation partners, which slowed the 

content creation and therefore hindered marketing automation usage. However, 

content management was also a problem as the results also revealed that 

companies might not be in the stage where they let marketing automation’s results 

guide their content creation. Companies were still creating content that might not be 

as relevant for the end user as they think, and thus some inefficiency still existed in 

marketing. These findings are relevant add-ons for the existing theory, and are 

providing an interesting topics for future research. 

 

8.3. Marketing automation as an enabler in sales and marketing integration? 

This section is about to answer the second sub-question, how does marketing 

automation help to integrate sales and marketing in a company, and thus this section 

discusses about the findings of the research concerning sales and marketing 

integration and marketing automation. 

 

It has been evident that significant imperfections exist in the collaboration of sales 

and marketing within organisations (Cespedes 1993; Kotler et al. 2006; Rouziés et 

al. 2005) and as Järvinen and Taiminen (2016) unfolded, marketing automation can 

increase sales and marketing integration, which results in business benefits. Based 

on this, the research also wanted to find out if marketing professionals see marketing 

automation as an enabler in sales and marketing integration. The interviews 

revealed that the interviewed marketing professionals were unanimous about that 

marketing automation has been lowering their barriers of communication with sales. 

The reason behind this “disarmament” was that marketing automation has forced 

these two departments to communicate so that the definition of lead is clear for both 

parties, and that sales has actually admitted that leads coming out from marketing 

automation has been of quality and they have resulted in incoming sales. Previous 

literature (Guenzi & Troilo 2006; Kotler et al. 2008) has highlighted the importance 

of sales and marketing integration, and this research is showing evidence of 

marketing automation as an enabler. Yet is should be kept in mind that the research 

only interviewed marketing professionals and thus sales’ point of view was not 
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heard. Therefore it would be interesting to investigate whether sales professionals 

also see marketing automation as positively as marketing professionals.  

 

Previous literature (Kotler et al. 2006) introduced buying funnel (see Figure 2 in 

chapter four), which demonstrates the importance of cross-department integration. 

Usually marketing is taking care of the upper funnel activities, such as, customer 

awareness, brand awareness, brand consideration and brand preference. After that 

a handover for sales happens and sales department is taking care of purchase 

intention, the actual purchase, customer loyalty and customer advocacy. Kotler et 

al. (2006) emphasize the importance that both departments are mutually taking care 

of each step of the buying funnel. If the research results are compared to the ideal 

buying funnel, it was rather evident that the ideal is not happening even though 

marketing automation is in use. The reason for this was the difficulties that 

companies had faced in integrating marketing automation with other information 

systems (eg. CRM) mainly due to other systems’ integration capabilities. Because 

of this marketing was still taking care of the upper funnel and handing off leads for 

sales to close the actual sales in most cases. However, all the companies were 

working strongly towards a better future so that marketing would be more present in 

the lower funnel with marketing automation and all the interviewees saw it as a very 

important step to develop.  

 

In addition to the buying funnel, previous literature has also introduced a conceptual 

model of marketing and sales interfaces (Homburg et al 2008), which distinguishes 

five conceptual domains that enable integration: information sharing, structural 

linkages, power, orientations and knowledge (see Figure 4 in chapter four). When 

comparing the research results with the model it became clear that marketing 

automation is providing enabling factors into all the domains. For example, the 

research revealed that marketing automation is providing more customer and site 

visitor knowledge, which is also shared with both departments when a lead is going 

from marketing to sales. This is information sharing in the model. In addition, 

marketing automation is also enabling structural linkages between the departments, 

since the results revealed that almost all marketing professionals had included sales 

departments in their marketing planning and they had jointly agreed what 
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information should be gathered from a lead. In terms of power, marketing 

automation has shifted the way sales is seeing marketing within a company. After 

marketing automation implementation marketing department is seen as an enabler 

of sales, not as a department, which does not bring money into the company.  

 

When analysing the results further, marketing automation had also affected the way 

marketing departments are seeing their customers. Marketing automation is giving 

them customer information that was not available before (and not shared by sales) 

and thus they are able to create content that is more relevant than before. Resulting 

from this, marketing professionals’ orientation had shifted from product centric to 

customer centric. In addition to this, the results indicate that marketing automation 

has also provided knowledge about the markets in terms of customer information, 

their needs and interests. This knowledge was shared with both marketing and sales 

departments, and therefore both parties could take advantage of it. The results of 

this study support previous literature’s findings (Guenzi & Troilo, 2006) of how 

market and customer knowledge of both departments is a driving factor for 

company’s performance, since it can, for example, open up new market 

opportunities. Based on the results, it can be claimed that marketing automation is 

increasing both parties’ market knowledge and thus enhancing performance.  

 

When estimating the relevance of marketing automation in Homburg et al.’s model 

(2008), the results indicated that marketing automation is actually providing enabling 

factors for all the dimensions of the conceptual model of marketing and sales 

interfaces. Figure 5 is an adaptation of Homburg et al.’s (2008) model and it is drawn 

based on the results, which supported the assumption that marketing automation is 

an enabling factor of sales and marketing integration. Marketing automation is 

enabling information sharing through integration with sales systems; it is creating 

structural linkages by forcing sales departments to take a part in marketing planning 

and campaign creation; it is shifting the power balance between marketing and sales 

towards more balanced one as it is clearly showing how marketing is generating 

leads; and it is shifting both departments’ orientation towards customer centric or 

market driven orientation by providing more knowledge on prospective and current 
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customers, which both departments have to take into account in their day-to-day 

activities. 

 

Figure 5: Conceptual model of marketing and sales interfaces (adapted from 

Homburg et al. 2008) 

 

Based on the research it seems that marketing automation has changed the way 

marketing and sales are seeing their fields of expertise from a different angle. After 

marketing automation implementation marketing professionals are more capable of 

affecting the outcome of their marketing campaigns and eagerly seeking ways to 

find new leads for sales. Especially the fact that marketing automation is generating 

leads for sales has changed the way sales department is seeing marketing. 

Marketing is not a department that solely enhances brand image related stuff that 

cannot be straightly tracked down into revenue, but more an additional in-bound 

sales team that is constantly seeking ways to generate quality leads, which can then 

transfer into pure monetary value for the company. When compared to the software 

providers’ promises, the research has proven that marketing automation is providing 

what is promised, lead generation.  
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8.4. Marketing automation and marketing performance measurement 

The purpose of this section is to answer to the third sub-question how marketing 

automation is affecting the way companies measure marketing performance and to 

bind the analysis into marketing performance measurement literature. 

 

It has been widely discussed in the literature that marketing’s function in a firm has 

been questioned due to the lack of possibilities in measuring marketing’s 

performance or straight impact on a firm’s performance (O’Sullivan & Abela 2007; 

Rust et al. 2004). The academic world has created several different metrics to follow 

performance, yet the metrics have been still open for interpretation (Ambler et al. 

2004). After the rise of a digital era, digital marketing has provided new ways to 

measure even pure monetary value of marketing campaigns and to justify marketing 

expenditure (Chaffey & Patron 2012; Hennig-Thurau et al. 2010; Killian & McManus 

2015). The research results clearly indicated that marketing automation has helped 

marketing professionals in measuring marketing better and more transparent as 

before. Marketing automation has provided the way to showcase the number of 

sales leads provided by using the system, and that nurtured customers actually 

prove to be more willing to stay as a customer than the ones that have not been 

nurtured by marketing automation. Furthermore, marketers are able to see in real-

time which tactics or contents are working and which are not and therefore 

marketing automation is steering marketing’s strategy implementation. This 

supports earlier studies about marketing dashboards and their ability to help 

managers in the right direction (Krush et al. 2016). In addition, the research revealed 

that marketing automation’s results are shared transparently in CRM systems and 

in specific dashboards, and the results are thus for everybody to see.   

 

Even though the research indicated that marketing automation is helping in 

marketing performance measurement, marketing automation has not decreased the 

fact that most of marketing metrics are still open for interpretation (Krush et al. 2013). 

This notion came out from the results as well as many of the marketing professionals 

admitted that results are still rather open for interpretation depending on the metrics 

that are followed. Marketing automation does not delete other factors that influence 
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buying behaviour, such as competitors, influencers and inner motivators coming 

from the buyer itself. Consumer buying behaviour or organisational buying 

behaviour is a complex thing, which is constantly changing due to digital media and 

social media. Thus marketing automation cannot take all the credit of the results as 

there can be many other factors influencing the end results of a site visitor turning 

into a sales lead. This is a debate that might never have an ending, yet marketing 

automation is providing a way for marketers to justify their existence better than 

before.  

8.5. Summary of the results 

Marketing automation is helping companies in their marketing and sales practices 

in many ways and the research is answering to the main research question: 

 

How marketing automation benefits organisation’s marketing and sales practices? 

 

As the discussion revealed, marketing automation’s benefits are manifold. 

Marketing professionals are getting efficiency in their marketing with marketing 

automation through automated campaigns that are nurturing leads. Of course, 

before these workflows are able to work sufficiently, marketing professionals must 

carefully set up their marketing strategy and its objectives. Marketing automation is 

also generating leads for sales and piles up market and customer information that 

was not available before. Due to this, marketing automation has helped marketing 

departments to justify their marketing expenditure and to shift their existence from 

money spender to money maker. Sales departments are also benefitting from 

marketing automation as they are getting more in-bound leads that are easier to 

contact and may result in actual sales with a better conversion rate as the research 

pointed out. It seems that marketing automation has brought sales and marketing 

together by lowering the barrier for cross-departmental discussions and by forcing 

sales to be active towards marketing as well. This is a clear advantage for 

companies, as usually companies that have been able to unite sales and marketing 

tend to outperform competitors (Guenzi & Troilo 2006), and thus it is creating a 

competitive advantage. In addition, as marketing is providing leads for sales and 
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marketing automation has helped marketing to measure marketing performance 

better than before, marketing’s role within companies might have changed towards 

a more strategic one as previous literature (Järvinen & Taiminen 2016) also states. 

Thus the research is also answering to the sub-questions: 

How does marketing automation help sales and marketing professionals in an 
organisation? 

How does marketing automation help to integrate sales and marketing in an 
organisation? 

How does marketing automation affect how companies measure marketing 
performance? 
 

Yet marketing automation is not without difficulties as well. The research revealed 

that companies are facing problems with integrating marketing automation systems 

together with other systems and lack of human resources is hindering the usage of 

marketing automation. Furthermore, marketers have faced resistance for utilising 

marketing automation in sales departments and in many cases marketing 

automation is also providing quantity before quality in lead generation. The research 

also found out that marketing automation’s licensing structure can also create 

expenses and barriers for wider usage of the system.  
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9 CONCLUSION 

This paper aims to contribute to the existing marketing automation literature by 

providing insights into how marketing automation is helping organisations in their 

marketing and sales practices. At the same time, the study also examining the 

benefits of marketing automation for sales and marketing integration and the way 

companies are measuring marketing performance. This paper also aims to open up 

a discussion about the possible difficulties that are faced when companies start 

using marketing automation. It is clear from the past, that implementing new 

technological softwares into a company never comes without any difficulties and 

thus this should also be discussed in the field of marketing automation.  

 

The research is qualitative and explorative in nature due to the fact that little 

research is found from the field. Therefore it became evident that the best way to 

collect information around the research questions was to conduct semi-structured 

interviews with marketing professionals that have experience in marketing 

automation and are working with the system on a daily basis. The interviews were 

transcribed and analysed through thematic breakdown in order to find similarities 

from the qualitative data.  

 

Previous literature has studied the benefits of marketing automation a little, yet there 

is a lack of literature in marketing automation discussing about its benefits and 

pitfalls. Furthermore, some of the previous studies have only been single case 

studies and thus the generalisation of the studies could not be said to be 

straightforward. In addition, the vast amount of marketing automation providers are 

claiming marketing automation’s different benefits for companies, and therefore this 

research is trying to find out if marketing professionals are actually seeing marketing 

automation’s benefits the same way and to add in to the existing literature. 

9.1. Theoretical contributions 

The research is contributing to the marketing automation literature, which is still 

relatively young even though marketing automation systems have existed for many 

years in corporate world. While revealing the ways companies utilise marketing 
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automation and the benefits and pitfalls of marketing automation (section 8.2.) this 

research is supplementing to the existing studies of marketing automation. For 

example, the paper supports the previous literature and marketing automation 

providers by listing benefits, such as lead generation for sales, increasing customer 

knowledge, enabler of personalised marketing communications and increased 

efficiency in marketing practices and lead generation. Maybe the biggest theoretical 

contribution is the revelation of difficulties with marketing automation, which have 

not been introduced either by the previous literature that much or by marketing 

automation providers. The research raised up pitfalls, such as, lack of human 

resources within companies, integration problems with other systems, quantity 

before quality in lead generation, and expensive licensing structure.   

 

The paper did not only unfold the benefits and pitfalls of marketing automation, but 

it also clarified the ways in which marketing automation is enabling sales and 

marketing integration within companies (section 8.3.). For example, the research is 

suggesting that marketing automation can be seen through Homburg et al.’s (2008) 

conceptual model of marketing and sales interfaces and that marketing automation 

is enhancing the integration of all the dimensions between sales and marketing. 

Furthermore, the research unfolded the ways in which companies are using 

marketing automation and it became evident that marketing automation is not yet 

supporting the whole buying funnel, which was introduced by Kotler et al. (2008). 

 

 As marketing literature and marketers themselves have struggled with the problems 

of marketing performance measurement, this research is contributing to the 

literature by highlighting that marketing automation is helping marketers to better 

report marketing’s performance and to justify that investments in marketing 

practices is fruitful for the company’s performance (section 8.4.). For example, the 

study found out that marketers are capable of showing how many sales lead actually 

resulted in actual sales and that different dashboards are offering possibilities in 

following the results in real-time and make adjustments to the marketing strategy 

according to the results. 
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9.2. Practical implications 

In addition to the theoretical contributions, the study is offering some practical 

implications for managers as well. When considering the usage of marketing 

automation within a company, managers can base their investment on the benefits 

of marketing automation highlighted in the existing literature, which this paper also 

complements. However, this paper also demonstrated the possible pitfalls that 

should be considered before implementing marketing automation into the company. 

For example, managers should carefully name all the interfaces that marketing 

automation should communicate automatically in order to avoid difficulties in 

information and knowledge sharing within the company and between sales and 

marketing departments. 

 

The research also found out that marketing automation licensing structure can 

cause expenses that was not considered before choosing the vendor. Based on this 

managers should think about what are the core functionalities of marketing 

automation that are needed at the first place and what could be the functionalities 

that can be left out or that will be needed in the future. Furthermore, there are several 

marketing automation systems available that are designed for small and medium 

sizes companies or for multinationals that have many different brands, which results 

in different expense structures within the systems. Managers should be humble 

about the scale the company is doing marketing and adapt marketing automation 

vendor selection to that in order to restrain expenses and avoid surprises in the 

future.  

 

9.3. Limitations and future research  

The research had limitations, which should be taken into account when reading the 

research results. First of all, the study was an explorative study that included the 

interviews of four different company representatives from Finnish companies. As the 

research was limited in number of interviews and limited bt geography, future 

research should be done in a much larger extent and over country boarders in order 

to find out whether the results of this study are generalisable globally. Secondly, 
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even though the research was examining how marketing automation is benefitting 

companies’ sales and marketing practices, the chosen point of view was from 

marketing perspective due to time restrictions. In order to find out whether the results 

are consistent throughout both departments, future research that includes sales 

personnel should be done. 

 

The analysis of the research revealed interesting topics for future research. For 

example, as only one of the interviewees mentioned the usage of marketing 

automation to prevent customer churn and the results had been promising, it would 

be a beneficiary topic to investigate further if marketing automation is more widely 

used for this purpose and whether it is an important factor in decreasing customer 

churn. In addition, as the study unfolded the ways how companies are using 

marketing automation and that marketing automation is managed through partners, 

it would be interesting to study if the management structure is universal and if not, 

which managing structures create the best outcomes performance wise. 

Furthermore, the analysis also brought up how marketers have seen that marketing 

automation has increased their proficiency in digital marketing. This is something 

that could open up new research possibilities both in the fields of digital marketing 

and human resource management. Lastly, the research is opening up conversation, 

if companies are truly letting marketing automation results steer their content 

creation. The results indicated that marketers are not yet fully exploiting the data 

that comes out from the system in order to develop their content creation.  
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APPENDICES 
 
Appedix 1: Interview questions of the semi-structured interviews 
 

Background information 

1. What is your position in the company? 

2. How does your work relate to marketing or sales in the company? 

3. How does your work relate to marketing automation? 

 

Main questons: 

1. What has changed in your marketing after implementing marketing 

automation? 

2. Please tell me a campaign in which you used marketing automation. How 

was it implemented? How did the project go and did marketing automation 

provide the outcomes you wished for? 

3. Would you like to describe marketing/sales practices before marketing 

automation? 

4. Please describe how you are utilising marketing automation in your 

company? 

a. For example, how are you nurturing prospecting and existing 

customers with the system? 

b. For example, are you using marketing automation for only one certain 

purpose or are you using it in a wider scale? 

5. Please describe how marketing automation is supporting your company’s 

business objectives? 

a. For example, is the usage of marketing automation bind to some sort 

of metrics derived from business objectives? 

b. For example, has marketing automation helped marketing 

performance measurement? 

6. Please describe how marketing automation is supporting sales and 

marketing integration within the company? 

a. For example, how does marketing automation support different stages 

of the buying funnel? 
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b. For example, has marketing automation generated leads for sales? 

c. For example, has marketing automatin lowered the barrier to discuss 

cross department borders? 

d. For example, is marketing automation enhanching your brand image? 

7. Have you faced any difficulties when using marketing automation in your 

marketing? If yes, what kind? 

a. For example, have you had challenges in content creation? 

b. For example, have you noticed if the system is somehow restricting 

your marketing practices? 

c. For example, have you had difficulties when defining a lead? 

d. For example, have you encountered resistance towards the system? 
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