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Chapter 1 

 

1. Introduction  
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Marketers have in general difficulty justifying marketing expenditures (O’Sullivan and 

Abela 2007), and are unable or unwilling to measure the effects of their actions, or they lack 

the appropriate metrics or methods to do so (McGovern et al. 2004). This problem already 

exists for a long period of time, given the more than a century old saying attributed to John 

Wanamaker “half the money I spend on advertising is wasted; the trouble is I don't know 

which half”. This lack in accountability has led to a steep decline in the influence of 

marketing departments within firms (Verhoef and Leeflang 2009), especially in western-

European countries and Australia (Verhoef et al. 2011), which has alarmed both marketing 

academics as well as marketing practitioners (Nath and Mahajan 2008). The decreasing 

influence of the marketing department does not only have negative consequence for the 

marketing department itself, but also has negative consequence for the overall firm 

performance (Verhoef et al. 2011). Partly this is because of a decrease in the firm’s market 

orientation capabilities (Verhoef and Leeflang 2009; Verhoef et al. 2011). A decrease in the 

market orientation capabilities leads to firms being less focused on the profitable creation and 

maintenance of value for customers (Verhoef et al. 2011), and to a decrease in the generation 

and diffusion of, and responsiveness to, market information by the firm (Slater and Narver 

1994). Furthermore Verhoef et al. (2011) found a negative effect of the decreasing influence 

of the marketing department on firm performance above and beyond that of market 

orientation. More recently Feng, Morgan and Rego (2015) found that the power of marketing 

departments in U.S.-based firms has actually increased over time, but they also found that 

marketing department’s power enhances shareholder returns, underlying the importance of a 

powerful marketing department. Thus all these studies highlight the importance of having a 

strong marketing department for the performance of the overall firm. With that, as Verhoef 

and Leeflang (2009) and Verhoef et al. (2011) indicate, it is important to have a marketing 

department that is accountable. To increase the accountability of the marketing department, 

scholars have recommend to base marketing decisions more on facts and financial plans (e.g. 

O’Sullivan and Abela 2007; Verhoef and Leeflang 2009; Verhoef et al. 2011). 

In this dissertation we shine light on this problem and provide new possibilities to 

make the marketing department more accountable. Together with this we also respond to the 

challenges and opportunities for marketing in the 21
st
 century, stated by Leeflang, Verhoef, 

Dahlström, and Freundt (2013). One of the challenges they listed concerns the increasing 

amount of data, which especially occurs online where rich information about individual 

customers is available. One example of this is clickstream data, where all online activities of 

each individual customers are registered. Although it can be very challenging to use such ‘big 
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data’, because of the high volume, velocity and variety of these data (McAfee and 

Brynjolfsson 2012), when correctly gathered, structured and analyzed these data can provide 

rich insights. These data can make it for instance possible to measure, on an individual 

customer level, what the impact of marketing actions are and help to improve the 

effectiveness of these action, for instance in the form of better targeting and serving 

(individual) customers (e.g. Li and Kannan 2014 and Anderl, Becker, Wangenheim, and 

Schumann 2014). In other words, these data can help improve the accountability of (online) 

marketing and make a firm more market oriented. 

Another challenge stated by Leeflang, Verhoef, Dahlström, and Freundt (2013) 

focuses on communication channels. Although they only listed social media, which are indeed 

very interesting in terms of providing new ways for firms to communicate with their 

customers (e.g. De Vries, Gensler, and Leeflang 2012; Srinivasan, Rutz, and Pauwels 2015), 

the digital world has actually led to a wide range of new advertising and communication 

channels. We already know what the relative effectiveness of different traditional forms of 

advertising is (e.g. Assmus, Farley, and Lehmann 1984; Hanssens 2009; Sethuraman, Tellis, 

and Briesch 2011), and how well individual new advertising forms work in isolation (e.g. 

Agarwal, Hosanagar, and Smith 2011; Lambrecht and Tucker 2013, Skiera and Nabout 2013), 

insights about the relative effectiveness of these new advertising forms are still very scarce 

(Wiesel, Pauwels, and Arts 2011). 

A third challenge stated by Leeflang, Verhoef, Dahlström, and Freundt (2013) 

concerns the usage of different distribution channels. This challenge already received quite 

some attention in the multichannel literate, which often includes brick and mortar stores, 

websites and catalogs. From this literature stream we know that these channels are useful in 

different stages of the purchase funnel (Verhoef, Neslin, and Vroomen 2007; Konus, Verhoef, 

and Neslin 2008), however mobile devices have recently also started to play a role in this. 

Customers can now use one device as a search tool while other devices can be used as a 

purchase tool, in line with the research shopper phenomenon from the multichannel literature 

(Verhoef, Neslin, and Vroomen 2007). The role of mobile devices in this customer journey is 

however very much unknown, as also stated in one of MSI’s top-1-tier research priorities for 

2014-2016 (MSI 2014): “What new customer behaviors have emerged in a multi-media, 

multi-screen, and multi-channel environment?”. 
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Figure 1-1: Outline of the dissertation 

 

 

In this dissertation, we focus on three ways to make marketing more accountable, 

using the new challenges and opportunities of marketing in the 21
st
 century by Leeflang, 

Verhoef, Dahlström, and Freundt (2013), outlined in Figure 1-1. The first study’s key focus is 

on accountability in the traditional offline world, while the two other studies focus on the 

rapidly changing digital world using the opportunities of clickstream data, new ways to 

communicate with the customers and new ways of the customers to gather information. In the 

first study of this dissertation the focus is across firms and industries, and we provide answers 

to how usable different (combinations of) Customer Feedback Metrics (CFMs) are to monitor 

a firm’s customer base, and how this can help make firms more accountable. This more 

traditional form to quantify the impact of marketing and to make marketing more accountable 

has been very fruitful, as shown in the overview paper by Gupta and Zeithaml (2006). It is 

however unknown which CFM is most relevant at different units of analyses (i.e. the customer 

level or the firm as a whole) and how this relevance differs across industries. In the first study 

we are exploring this.  

As mentioned earlier, no study explores the effectiveness of a wide range of different 

on- and offline forms of advertising across multiple product categories. As a results, for 

managers it is unknown if and how much they should invest in the different new advertising 

forms. In the second study we therefore zoom in to the firm level and provide answers to the 

questions how valuable different (on- and offline) forms of advertising are and how the firm 

can better allocate their advertising budgets. Based on the findings of this research we provide 

managers guidelines in terms of which forms of (online) advertising are most effective and 

how they can use this information to make better (online) advertising budget allocations. This 

can again help marketing to become more accountable. 



 

 

 

Table 1-1: Setup of the studies 

 Level of analysis Focus Data Model Research Aim 

Study 1/ chapter 2 Across customers, 

firms and industries 

Offline 

+ online 

Two period 

survey 

Multi-level probit with 

selection 

Better understand which CFMs can best 

be used to monitor customer- and firm 

performance  

Study 2/ chapter 3 Firm level Online Time series SVAR Better understand how different (off- and 

online) advertising activities influence 

firm performance  

Study 3/ chapter 4 Customer level Online Clickstream Two stage multinomial 

probit and probit 

Better understand the online customer 

journey with respect to the (mobile) 

devices being used and how this impacts 

conversion 
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The third and final empirical study of this dissertation zooms in to the individual 

customer level and provides answers to the questions what the online customer journey looks 

like, what role different (mobile) devices play in this journey and how firms can use these 

insights to better segment, serve and (re)target customers. In the next sections we provide 

more details about the studies. An overview of the three studies from this dissertation can be 

found in Table 1-1.  

1.1.  Using customer feedback metrics to become more accountable 

One way to make the marketing department more accountable and increase their 

influence within the firm, Verhoef et al. (2011) state, is to let the marketing department focus 

on one overarching market asset, such as the brand- or customer equity, and choose the most 

relevant metric to monitor that asset. A problem that arises with this is that there may not be 

one ‘most relevant’ metric. There are in fact many metrics available that all provide different 

details about the impact of marketing (Farris et al. 2006), and new metrics are introduced on a 

regular basis (e.g. Reichheld 2003 and Dixon, Freeman and Tolman 2010). Some of these 

metrics are very much focused on a single interaction with the firm in the past, such as the 

Customer Effort Score by Dixon, Freeman and Tolman (2010). Others are the sum of 

experiences and provide more insights on the present, such as customer satisfaction, while 

others even focus on the future intentions of customers, such as the Net Promotor Score by 

Reichheld (2003). Farris et al. (2006) recommend to not only use one single metric to monitor 

the impact of marketing, but instead chose a portfolio or “dashboard” of metrics. The problem 

remains however that it is hard to choose the best portfolio of metrics, and when there are too 

many metrics the problem of losing focus arises (Verhoef et al. 2011). Because of this 

dilemma we investigate how one dimensional CFMs (i.e. metrics that focus on one aspect of 

the firm/customer) are performing compared to a dashboard of metrics, and how firms can 

choose the most appropriate metric(s) to monitor marketing’s impact in their situation. For 

this we investigate the performance of CFMs in predicting retention for a wide range of firms 

across multiple industries, which is the focus of the second chapter of this dissertation. 

1.2. Using insights on (online) advertising effectiveness to become more 

accountable 

Another way the marketing department can become more accountable (i.e. make better 

fact-based decisions), is by making better use of existing (scientific) knowledge about the 

impact of marketing (Hanssens 2009), and let managers base their decisions on this 

knowledge. This is especially helpful in situations where there is not the time, money, data 
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and/or knowledge to find the impact of a firm’s marketing efforts. When managers for 

instance have no clue (i.e. no objective measure) about how effective their advertising efforts 

are, and can therefore make no fact based decisions on advertising budget allocation, a good 

starting point would be to look at how effective advertising is in general and how this may 

differ depending on the ‘unique’ situation such as the industry, media type, time, country, and 

product category (Sethuraman, Tellis, and Briesch 2011). A problem with this is however that 

new marketing opportunities arise for which the current knowledge does not hold anymore. 

Examples of this are online and interactive forms of advertising, for which no generalizations 

are available (Hanssens 2009; Sethuraman, Tellis, and Briesch 2011). In the second study, 

which can be found in the third chapter of this dissertation, we therefore are exploring which 

online advertising forms are most effective, why they are most effective (e.g. do they attract 

more visitors or more profitable visitors), when the effect occurs (i.e. immediately and/or with 

a lag), and how managers can use this information to optimize their (online) advertising 

budget allocation. 

1.3. Using insights from the customer journey to become more accountable 

The third way the marketing department can become more accountable is to focus on 

individual (or segments of) customers in order to better serve and target these customers 

(Kumar and Reinartz 2012). Traditionally this has been done mainly at the segment level, i.e. 

identifying the segments in the market and target these segments of customers with different 

products through the appropriate channels. Targeting the individual customer has been very 

challenging because of the lack of data at the individual customer level and the limited 

possibilities to reach and serve individual customers differently. In the online world it has 

however become much easier to track customers throughout their ‘customer journey’, 

providing information about all touch points the customer has come into contact with (Court 

et al. 2009). This has led to a fast increase in the amount of data being available (Chin, Chiang 

and Storey 2012) and has given marketers the opportunity to better segment, serve and 

(re)target these individual customer (Li and Kannan 2014). However, even more recently, 

with the rise of mobile devices, the individual online customer journey has become scattered 

over multiple devices. As a consequence, the individual customer journey has become harder 

to fully observe by online retailers. However, when online retailers can identify the different 

devices of the same user, this can provide them rich insights about the stage customers are in, 

e.g. mobile devices are used more in the search phase, while fixed devices are used more in 

the purchase phase. This in turn can help online retailers to better segment, serve and target 
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their customers at the right moment in time and on the right device. Investigating the role of 

different devices in the online customer journey is therefore the focus of the fourth chapter of 

this dissertation. 

1.4. Outline of the dissertation 

To sum everything up, this dissertation focuses on providing tools and insights which 

can help make marketing departments more accountable in the 21
st
 century. For this we look 

at the problem from three different perspectives. In the first study, which is the second chapter 

of this dissertation, we explore the problem of marketing accountability and how CFMs can 

help in this across a wide range of firms and industries. In the second study, which is the third 

chapter of the dissertation, we zoom in to the firm level, and investigate how marketing 

actions in terms of (on- and offline) advertising can be linked to firm performance. In the 

fourth chapter we zoom in at the individual customer level, and investigate how customers go 

through the online customer journey and what role different devices play in this journey. In 

the fifth chapter we summarize the main findings of this dissertation, provide managerial 

implications, and give directions for future research. 


