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Marketing departments are in general not very accountable, which has led to a steep 

decline in the influence of these departments. This does not only have negative consequence 

for the marketing department itself, but also for the overall firm performance (Verhoef and 

Leeflang 2009; Verhoef et al. 2011). In the three studies from this dissertation, we have 

looked from three different perspectives at the marketing accountability problem and have 

provided various insights and tools to help make marketing more accountable. In the first 

study, which is the second chapter of this dissertation, we have tested which Customer 

Feedback Metric (CFM) can best help firms in predicting customer retention, and how this 

differs depending on the industry and on the measurement level (i.e. individual customer- or 

overall firm performance). In the second study, which is the third chapter of this dissertation, 

we have taken one of the new challenges into account by investigating how traditional and 

new forms of advertising affect performance. We furthermore have demonstrated how this 

information on advertising effectiveness can be used to improve the (online) advertising 

budget allocation of a firm. In the third and final study, which is the fourth chapter of this 

dissertation, we have investigated how individual customers go through the online customer 

journey and what role different (mobile) devices play in this, both in terms of when customers 

switch between devices and what this switching behavior means for the outcome of the 

journey. In the next section we highlight the main findings from these three studies, and 

discuss the managerial implications of this. In the section after that we discuss directions for 

future research. 

5.1. Main findings and managerial implications 

In this section we highlight the main findings from our three empirical studies and 

indicate how managers can use these findings to improve the accountability of their marketing 

department. 

5.1.1. The predictive ability of different customer feedback metrics 

In the first study we have looked at which (combination of) CFM(s) can best be used 

to predict customer retention, and how this differs depending on the industry and the 

measurement level. For this we have first categorized the CFMS according to the time focus 

(past, present, or future) and whether the full scale of the CFM is used or whether the focus is 

only on the extremes (e.g., top-2-box customer satisfaction). In 2010 we have collected CFM 

data from a total of 6,649 respondents who have filled in a total of 8,924 firm evaluations for 

93 different firms across a total of 18 industries. Two years later, in 2012, we have asked the 

same respondents if they were still a customer at the firm. In total 1,308 persons responded to 



Creating, Managing and Monitoring Customer Value in the On- and Offline World | 119 

 

 

 

this second survey, resulting in total in 1,375 firm responses for our outcome variable, 

customer retention. Using multi-level probit regression models, which control for potential 

self-selection bias of respondents in the second survey, we have investigated firm-, customer-, 

and industry-level effects simultaneously. Overall, we have found that the top-2-box customer 

satisfaction and the official Net Promotor Score (NPS) perform best in predicting customer 

retention. The main conclusion is thus that focusing on the extremes is preferable to using the 

full scale, and that, in contrast to previous studies who have used proxy variables to measure 

NPS (e.g. Morgan and Rego 2006; Keiningham, et al. 2007a; Keiningham, et al. 2007b), the 

official NPS is actually quite a good performance indicator. We however also find that the 

best CFM does differ depending on the industry and the unit of analysis (i.e., comparing 

customers or firms with one another), so the best CFM does depend on the setting. 

Furthermore, combining CFMs, i.e. simultaneously investigating multiple dimensions of the 

customer relationship, improves the predictions of customer retention even further. 

For managers this study implies that CFMs are useable for monitoring customer 

performance and can indeed be used as a tool to become more accountable. There is 

furthermore good news for the many firms that have implemented the NPS in their business, 

since the NPS is a good measure to monitor customers and can be seen as a key performance 

indicator. Despite this, tracking multiple CFMs, and thus create a dashboard of metrics, is 

preferable to improve predictions even further. Given that the best (combination of) CFMs 

does differ per industry and on what needs to be monitored (e.g. customer- or firm 

performance), we would like to recommend firms to explore in a similar fashion as we did 

which (combination of) CFMs is best for their specific situation, in order to create the most 

suiting dashboard of metrics. 

5.1.2. The effectiveness of different forms of online advertising 

With the internet, many new forms of online advertising have been introduced in the 

last one or two decades. Previous studies have mainly focused on specific advertising forms in 

isolation (e.g. Lambrecht and Tucker 2013; Skiera and Nabout 2013) and have offered little 

guidance for aggregate-level budget allocation decisions, which managers therefore typically 

base on simple rules such as last click attribution. In this study we have compared the 

effectiveness of nine forms of advertising, from which seven online and two offline, across 

five different product categories from one online retailer. We have investigated how these 

forms of advertising generate traffic, affect conversion, and contribute to revenue using 

structural vector autoregressive models and restricted impulse responses. We found that 
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content-integrated advertising, i.e. advertisements where the message is integrated in the 

editorial content of a medium, is the most effective, followed by content-separated advertising 

and firm-initiated advertising. Although the different forms of online advertising have similar 

power to drive traffic to the online retailer’s website, content integration dominates content 

separation in the area of progression toward purchase. Last-click attribution underestimates 

content-integrated activities and suggests online advertising budget allocations that yield 

10%–12% less revenue than the status quo, whereas the model’s proposed online advertising 

budget allocation yields a 21% revenue increase over the status quo.  

These results highlight the payoffs for firms that integrate content into online media, 

and the payoffs of using more sophisticated ways to measure the impact of marketing 

activities in order to become more accountable. We furthermore highly discourage firms to 

follow last click or other unfounded methods to make budget allocation decisions, in line with 

the recommendations from previous studies (e.g. Wiesel, Pauwels, and Arts 2011; Li and 

Kannan 2014). For advertising agencies and media outlets we furthermore would recommend 

to develop new ways of content integration in order to reduce the decreasing effectiveness of 

advertising, as found by Sethuraman, Tellis, and Briesch (2011). 

5.1.3. The role of mobile devices in the online customer journey 

In the last few years we have seen a rapid increase in the penetration of mobile 

devices, such as tablets and smartphones. Since these devices are used substantially to go 

online, it is likely that this has consequences for how customer behave online, including in the 

online customer journey. What we have however seen is that, although the amount of traffic 

from mobile devices has increased rapidly, the conversion is lagging much behind. We 

believe that this is not per se because traffic from mobile devices is less valuable for online 

retailers, but that this difference is mainly driven by customers using mobile devices in a 

different stage in their online journey. In the past, when customers only had online access 

through their pc and laptop, all stages of the online customer journey had to be taken on these 

fixed devices. Nowadays customers can however select which device to use in which stage, 

where the preferred device will depend on the characteristics most fitting for the specific stage 

in the journey. Mobile devices have the advantage of being more portable and can be started 

up in a split second, while fixed devices are perceived as more secure and are better suited to 

fill in longer forms and to make payments. In line with what can be expected, using 

clickstream data from a large online retailer, we have found that customers use mobile devices 

more frequently in the first stage of their journey, while switching to more fixed devices when 
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getting deeper in the purchase funnel. We furthermore have found that customers who go 

from a more mobile device to a less mobile device have a significantly higher conversion 

probability. This effect of switching on conversion is stronger in situations where there is 

higher perceived risk and the customer seeks for more certainty. 

Using information about device switching, critical moments in the online customer 

journey can be identified where the conversion rates are between 50% and 90% higher than 

when the customer keeps on using the same device. If an online retailer would not look at the 

complete online journey across devices, but only at the journey within one device, mobile 

traffic could be identified as not valuable and not worth investing in. When looking at the 

complete journey, and knowing that the mobile device is in many cases the starting point of a 

successful journey (i.e. leading to conversion), this may shift the perception of mobile traffic 

by online retailers. Thus although it can be hard to correctly identify which devices belong to 

the same customer, when a firm is able to achieve this the pay-off in terms of being able to 

better identify critical moments in the online customer journey can be very high. This 

information can be used to better serve and target customers at the right moment in their 

journey.  

5.2. Outlook to the future 

In this dissertation we have investigated the marketing accountability problem in the 

21
st
 century from three different perspectives, which has provided useful insights for both 

academics as well as practitioners. In all the three research areas there is however still much 

room for future research, which will be discussed in this final section of this dissertation. 

5.2.1. Future research customer feedback metrics 

In our first study we have tested how useable different CFMs are for different 

industries to predict customer retention. Knowing what the impact of CFMs is on customer- 

and firm performance can help managers to make the marketing department more 

accountable. In our study we have provided valuable insights in this, however more research 

is needed to improve the usability of CMFs even further. First of all, our research only 

focused on the impact that the CFMs have on customer retention. Although customer 

retention is one of the key components of customer equity (Rust, Lemon, and Zeithaml 2004), 

which in turn has an almost one-on-one relationship with firm value (Gupta, Lehmann, and 

Stuart 2004; Rust, Zeithaml, and Lemon 2000), other important components of customer- and 

firm performance may be influenced differently by different CFMs. Examples of other 
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components of customer equity are customer revenue, profitability, up- and cross buying, and 

customer acquisition. Given the different underlying dimensions of the CFMs, the effect of 

CFMs may be different for each component of customer equity. To give an example, the NPS 

could have a higher impact on customer acquisition than customer satisfaction, since NPS 

provides information about how many customers are actually promoting the firm which can 

be very useful for attracting new customers. When splitting up customer equity in the separate 

underlying components, for instance by using the framework by Gupta, Lehmann, and Stuart 

(2004), and investigating how different CFMs influence each individual component, we can 

get a better understanding why and how CFMs actually influence overall firm performance 

and firm value as found in previous studies (e.g. Gruca and Rego 2005; Morgan and Rego 

2006; Rego, Morgan, and Fornell 2013). This can furthermore help in deciding which CFMs 

should be included in the dashboard, and in understanding what information each CFM 

actually provides to managers. 

Although in our study we have provided insights in what the most important CFMs are 

per industry for predicting customer retention, managing these CFMs to actually improve 

customer retention and overall firm performance is a whole different story. Already a wide 

range of firms use CFMs in practice (Bain & Co. 2013), and next to our study also other 

studies have demonstrated the usability of these CFMs to measure the impact of marketing 

(Gupta and Zeithaml 2006; Hanssens, Pauwels, Srinivasan, Vanhuele, and Yildirim 2014; 

Srinivasan, Vanhuele and Pauwels 2010), but actually steering these CFMs and use them as a 

managerial tool is not yet studied. A future study could therefore empirically investigate the 

process from CFM selection, validation, implementation and management, and test how 

valuable working with these CFMs can actually be in practice for firms, i.e. going from CFMs 

as a monitoring tool to CFMs as a steering tool. 

5.2.2. Future research attribution question 

In our second study we have investigated the effectiveness of a wide range of on- and 

offline advertising forms for five different product categories at an online retailer. With this 

we have shown which advertising forms are most effective, why they are most effective (e.g. 

more visitors or more profitable visitors), when the effect occurs, and how managers can use 

this information to optimize their (online) advertising budget allocation. Although this is very 

helpful to make marketing more accountable in the digitalizing world, also in this field there 

is still much room left for future research. First of all, our study focuses on aggregated time 

series data, which can be very useful for deciding how much to spend on which advertising 
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form, but the actual funnel progression does however occur at the individual customer level. 

Given the rich data being available today, including clickstream data, tracking customers 

individually can help solve the attribution problem. Examples of studies that have looked at 

this individual level attribution are Li and Kannan (2014) and Anderl, Becker, Wangenheim, 

and Schumann (2014), who propose new attribution models which managers could use to 

replace last-click methods. A problem that remains is that it is very much uncertain how 

accurate these new models are in real life. Li and Kannan (2014) do perform a small scale 

field experiment in which they put pay search completely off for a week to validate the 

robustness of the results of their model. In real life it remains however very difficult to fully 

test and compare these different attribution models, especially on an individual customer level 

(e.g. are these models correct in terms of who to target and who not in a given situation?). 

With the new development of real-time bidding, in which companies can bid on individual 

customer advertisement exposure, it could become possible to run more extensive field 

experiments in which the different attributions methods can be compared with each other. 

Doing such research can demonstrate how accurate the different attribution methods actually 

are, and provide managers with the right tools to become truly accountable with respect to 

online advertising. 

Another direction for future research on online attribution, which has also explicitly 

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

Dahlström, and Freundt (2013), is related to social media websites. People are spending more 

and more time on social media websites; more than half of the total time spent on media 

occurs online, from which 28% of the time is spent on social networking sites (Global Web 

Index 2014). Most marketing studies on social media investigate this phenomenon by looking 

at how valuable a ‘follower’, ‘post’, ‘like’ or ‘retweet’ is (e.g. Trusov, Bucklin, and Pauwels 

2009; Stephen and Galak 2012), the role these new media play in the online customer journey 

is however very much unknown. Given the large amounts of time spend on these media, and 

many firms being active on social media websites, these ‘touch points’ with the firm could be 

compared to other online touch points to find out the relative value of social media in the 

online customer journey. This can help managers to better understand how valuable social 

presence actually is, and how much of the budget should be allocated to this. 

5.2.3. Future research mobile devices 

In the third and final study of this dissertation we have investigated the drivers and 

consequences of device switching in the online customer journey. With this we have taken a 
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first look at the role these different devices play in this journey and provided some valuable 

insights on critical moments in the journey when it comes to device switching. Still many 

questions are left unanswered when it comes to the role of mobile devices in the (online) 

customer journey, leaving a large area for future research. A first topic for future research is 

to explore what consequences adopting new devices actually have for the customer’s online 

journey, i.e. does it actually change a customer’s journey or is it just that the customer now 

has devices which are better suited for the different stages in the journey. A potential way this 

can be researched is through a natural experiment, i.e. when customers bought their first 

mobile device, did they also start using this device in their online customer journey, and if so, 

did the journey change because of this and to what extend? 

A second topic for future research is the role of different devices in the total customer 

journey, i.e. online and offline and at the focal and competing firms. From the multichannel 

literature we already know that customers use different channels of one firm, such as 

catalogues, online retailers and physical stores, in different phases in the journey, also called 

the research-shopper phenomenon (Verhoef, Neslin, and Vroomen 2007). We furthermore 

know that customers may also explore competing firms channels, e.g. going to the physical 

store of firm A to get product information, and after that order the product at online retailer B 

who offers it for the lowest price. Mobile devices may play a large role in this, such as 

looking up product information in the store, checking out if the product is cheaper somewhere 

else, or directly ordering it online, which is also known as showrooming (Mehra, Kumar, and 

Raju 2013). The role of mobile devices in this, and if this has strengthened research-shopping 

and showrooming, can be an interesting topic for future research.  

The final direction for future research is to investigate the effectiveness of retargeting 

across different devices. Lambrecht and Tucker (2013) have already studied the topic of 

retargeting on one single device, and found that this is only effective when consumers 

browsing behavior is evolving in terms of going to more narrow product preferences during 

the journey. We know from our study that when consumers browsing behavior is evolving, 

i.e. the customer is progressing in the funnel, the customer is more likely to switch to a more 

fixed device. Retargeting across devices could in that sense be very beneficial. On the other 

hand, customers might perceive across device retargeting as very intrusive, which in turn 

might have negative consequences. Thus, due to the conflicting arguments and the direction 

of this effect, studying if and when retargeting across devices is effective can result in a good 

contribution both in terms of understanding online advertising effectiveness and the role of 

different devices in the online customer journey. 


