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Abstract 

Introduction 

The aim of the research is to understand collaboration between market-
ing and logistics, increasing knowledge about perceived barriers in organ-
izations, in order to addressing functional silos in organizations by inter-
functional collaboration as a solution. The author questions the advan-
tages of inter-functional collaboration in the scope of organizational per-
formance. The significance of this research is that collaboration is one of 
the remaining cost cutting advantages that are impeccable for organiza-
tions in the following decade.  

Purpose 

The purpose of the study is to understand collaboration between market-
ing and logistics department, focusing on the instruments that facilitate 
improved collaboration. 

Method 

The question of how collaboration in organizations takes place, the au-
thor used an inductive, qualitative approach to come up with a theoretical 
framework to improve collaboration. The author reflected on the history 
of both marketing and logistics functions in organizations and discussed 
the common responsibilities of the two. Then, the framework was set to 
study organizational performance in theory, and to aggregate and review 
possible methods – so called instruments – to improve collaboration 
within organizations. To accomplish this, the author listed the key in-
struments for collaboration purpose and defines the important instru-
ments to perform the implementation of collaboration in organizations. 
Empirical information acquired with interview sessions with the CEO of 
Nivea Seoul ltd. Contributed to the validity of the concepts and extended 
the knowledge about instruments.  

Conclusion 

The outcome of theoretical research is that collaboration between mar-
keting and logistics, „logistics leverage‟ – positive result by planning, 
coordination and integration responsibility, and marketing intelligence 
seem to have positive relationship on organization performance. This 
implication increases the relevance of the study, the author argues that 
performance gains might also be observed with the key instruments for 
inter-functional collaboration facilitation, almost 20 were selected and 
placed in three categories The instruments under the categories can be 
used for future research or managers to understand collaboration better 
and could also provide a basis for empirical research in the future.  
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2. Introduction 

 The first chapter of this thesis will present a brief background of the research and 
the reason behind the study. It describes where the current research about collabora-
tion and business performance support stands today, as well as the purpose and de-
limitations of the report. 

Foreword; the bigger picture, introduction to subject 

(Narver and Slater, 1990) analyzed the following factors that lead to organization per-
formance, Business specific factors, Market orientation and Market level factors. By de-
fining that, they offered a framework for the author to understand business performance 
contributors in a large context. (Narver & Slater, 1990) 

 

Figure 1 Independent effects model of relationships between market orientation, business specific 
factors, market-level factors and performance (Narver & Slater, 1990, p. 25) 

Narver and Slater determined that business performance is dependant of 1) Business 
specific factors, 2) Market orientation and 3) Market level factors determine business 
performance. While 1) business specific factors and 3) market level factors are related to 
individual business and markets, the 2) market orientation aspects seem to be slightly of 
a different category as they are heavily influenced by the management of the organization.  
Due to this practical application, the factors of market orientation would be specifically 
interesting for future managers – and the author – to investigate further. (Narver & 
Slater, 1990) 



 
INTRODUCTION 

 

8 

According to this model of Narver and Slater (1990), market orientations consist of cus-
tomer orientation, competitor orientation and inter-functional collaboration. The author 
agrees with the importance of all three factors but narrowed the subject to Inter-
functional coordination, aiming to increase understanding of this is a relatively unex-
plored field. The author aims to increase knowledge about the selected „niche‟ in this 
thesis and contribute to existing research on collaboration in organizations, by theoreti-
cally and empirically investigate the different instruments that can be applied. The author 
is interested in the aspects of inter-functional collaboration and is aiming to present the 
outcome in a presentable way for management. Also, the author wants to challenge the 
statement of Narver and Slater (1990) that Inter Functional coordination would lead to 
organization performance.  

Background 

In the scope of business performance, the author selected inter-functional collaboration 
as the topic of study, reason for that is that organizational success is highly dependent on 
the various operations of the different departments, or so called functions, and even 
though lean operations are gaining importance, there are prudent structural barriers in 
organizations that obstruct organization performance. An example of a typical barrier in 
organizations today can be that of marketing and logistics. While it seems that a strategi-
cally implemented, collaborated effort between both would have major influence in or-
ganization performance (Watson, 1990). However, little study has been done to find out 
how both should operate in an optimal way. The author is specifically interested in the 
aspects related to collaboration between the marketing and logistics functions within a 
organization – two functions that seem to be able to create remarkable advantages to-
gether, since both interact with the customer, as at one point, marketing and logistics 
were often operating as one single entity within the organization. (Robbs, 2009) 

To understand the separation of the two, the author wants to present some background 
on the history of the two functions: preliminary studies found that in the early 1900s, the 
marketing function was the common regulator for tasks that we currently would consid-
er to be the responsibility of the logistics function. Examples include the complete dis-
tribution of goods and services, negotiations with external parties, storage and delivery of 
goods. Relevant literature date back to 1912, as (Shaw, 1912) pronounced the relation-
ship between the marketing and logistics functions in the marketing channel. “Roughly 
the general functions may be listed as follows: 1. Sharing the risk, 2. Transporting the 
goods, 3. Financing the operations 4. Selling. 5. assembling, assorting and re-shipping” 
(Svensson, 2002)  
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The responsibilities changed when the focus of the marketing function emphasized on 
sales in the 1930s. Later, in the 1950s, the term “marketing management” was coined in 
an era of creating demands and taking action to satisfy them. (Robbs, 2009) These par-
ticular distinctions lead to paying less attention on physical exchange and because of this; 
marketing became focused on transaction, promotion and product negotiations, neglect-
ing logistics in the process. In 1986, already more than 50 percent of the fortune 500 or-
ganizations managed their marketing and logistics separately (Voorhees & Copett, 1986). 
Then the attention went back to logistics in the 70‟s, as most of the cost reducing aspects 
had been observed except costs related to product flow. Due to this opportunity in cost 
reduction, more suppliers and subcontractors got naturally involved in supply chain 
management. Transportation and storage operations were not considered as marketing 
activities anymore (Watson, 1990). Instead, marketing and logistics evolved to two sepa-
rate entities, with increasing complexity and responsibilities. Besides these reasons to dif-
ferentiate, there are more contributors, these are the continually escalating costs of logis-
tics which lead to accountants split the two functions (Watson, 1990), and the increasing 
conceptual voids – the marketing literature in the 1950s did not include transportation 
and storage. (Voorhees & Copett, 1986) 

Today, the two functions have clear distinctive roles in an organization. “Logistics is 
supposed to pass the right goods, in the right quantity, in the right condition, to the right 
place in the right time” (Mentzer & Kahn, 1996), “Marketing is the activity, set of institu-
tions, and processes for creating, communicating, delivering, and exchanging offerings 
that have value for customers, clients, partners, and society at large” (American Market-
ing Association, 2007). Marketing functions specialize in facilitating the determination of 
the customer, help understand their thinking, lifestyle and guide how the organization 
can apply resources to meet customer demand (Sezen, 2005).  

Reflecting back on the natural barriers mentioned earlier in this chapter, the author be-
came interested in the topic and wants to understand the relationship between marketing 
and logistics to expand the knowledge about how both functions can collaborate to their 
best extend. The understanding on importance of collaboration from both the manger 
and functional perspective in such a way to facilitate the development of their inter-
functional abilities and finally, organization performance. 
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Problem statement 

Though management considers collaboration in their organization to be important 
(Murphy & Poist, 1996), evidence from previous studies suggests that there can be great 
improvements in this field (Ellinger & Keller, 2006; Fitzhugh & Piercy, 2006; Voorhees. 
& Copett, 1986). Previous studies implies that the actual collaboration between functions 
in organizations lead to major organization advantages (Araujo, 1998 ; Mintzberg., 
Jorgensen., Dougherty, Westley, 1997). However, the author is interested the specific ad-
vantages of collaboration between marketing and logistics due to their relationship with 
the customer.  

The theoretical focus will be on collaboration; as it seems to happen too often that an 
organization‟s internal functions operate like individual functional “silos” rather than 
serving each other for the customer‟s benefit. (Ellinger & Keller, 2006; Morash, Droge, 
Vickery, 1997) Inter-functional collaboration – collaboration between functions of the 
same company – involves functions to work together, having common understanding 
and vision and sharing resources to achieve goals collectively (Ellinger & Keller, 2006) 
since previous studies already proved the necessity of collaboration within organizations, 
the author plans to study collaboration in the scope of the marketing and logistics de-
partment and organizational performance. As, according Schramm and Morschett 
(2006), this relationship is important as it could create significant competitive advantages 
for organizations, and would therefore be highly interesting and relevant for business in 
the following decade.  

Besides the competitive advantages, there seems to be a more practical reason for organ-
izations to embrace collaboration. Survey based research and studies on collaboration 
found one of the most prudent advantages that can be created, increased organizational 
performance. There seem to be a positive relationship between cooperative performance 
of marketing logistics departments and the overall organization performance. (Stank. & 
Daugherty, 1999; Schramm & Morschett., 2006; Morash., Droge, Vickery, 1997; Sezen, 
2005;  Morash, E., Droge, C, & Vickery, S. 1997) 

With these established findings of the positive relationship with organization perfor-
mance in mind, the author perceived that marketing and logistics functions have been 
unsuccessful in collaborating due to structural barriers; (Ellinger & Keller, 2006) This 
could lead to departments creating goals that contradict each other, for example when 
the logistics function aims to improve the quality of the products and thereby increasing 
the costs, the marketing department might want to increase the amount of sales, aiming 
to cut the costs (Sezen, 2005).  These differences would be solved by a simple merge, but 
due to the distinct nature of these functions today, that would be inefficient. Therefore, 
the first thing that comes to mind is to make the functions collaborate to their best ex-
tend, and to study inter-functional collaboration. The author found an extensive amount 
of research discussing marketing and logistics collaboration in terms of their advantages; 
however, little research demonstrated how both departments should actually work to-
gether. There is a gap in knowledge how to implement the two functions to their fullest 
extent. 

It seems that collaboration between marketing and logistics could become a major po-
tential advantage for liable organizations, interesting to extend literature in this field for 
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future research and for organizational influencers, including managers. The author wants 
to investigate and analyze collaboration to deepen the understanding of how to carry it 
out, and examine the potential performance gains, while concentrating on the relation-
ship between marketing and logistics in the framework of collaboration, to create a mod-
el to implement between marketing and logistics. 

The purpose and research questions 

The first chapter has introduced some core arguments, to recapitulate, preliminary re-
search implies that collaboration between marketing and logistics would contribute to 
the organization. Most studies have focused on elaborating on the positive relationship 
between various organizational functions; However, Specific theory on what actions 
could be executed to facilitate improved collaboration between marketing and logistics 
has not been sufficiently explored. As functions in organizations have become separated, 
and inter-functional strategies are increasing, the need to explore and understand how 
collaboration happens within that context became imperative. Based on this discussion: 

The purpose of the study is to understand collaboration between marketing and logis-
tics department, focusing on the instruments that facilitate improved collaboration. 

When achieving this purpose, the author hopes to contribute to the literature of inter-
functional collaboration. The outcome of the study is based on empirical research on 
one company in the cosmetics industry. The problem of potentially missing competitive 
advantages is the main drive of the purpose of the study; the author wants to exemplify 
one of the possible advantages for organizations and investigates the relationship with 
collaboration and organization performance. Therefore, the author formed the first re-
search question.  

Q1. Is marketing and logistics collaboration positively related to organization 
performance? 

A positive relationship between organizational performance and collaboration would 
raise another important question, looking back at the purpose; the second goal of the re-
search would be to present the outcome of the research in a practical matter. The most 
logic question to ask after the necessity has been proved is to ask how the actual imple-
mentation could be implemented. This led to the following research question: 

Q2. What the key instruments are for inter-functional collaboration facilita-
tion. 

With the two research questions in place, the author is confident to deepen knowledge in 
the main material and to elaborate on the advantages and implementation of the poten-
tial solution. This would increase the research relevancy and fulfill the purpose.  

Limitations 

The author decided to focus on elaborating on Q2 in empirical research, in order to in-
clude Q1 in the empirical research, the outcome of Q2 would have been measured re-
garding the organizations performance over a period of time. The author decided to so-
lemnly reflect to theory and make an assumption instead. 
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Definitions 

 Marketing is the activity, set of institutions, and processes for creating, communi-
cating, delivering, and exchanging offerings that have value for customers, clients, 
partners, and society at large (American Marketing Association, 2007). 

 Logistics function is supposed to pass the right goods, in the right quantity, in the 
right condition, to the right place in the right time. (Bowersox, Mentzer, & Speh, 
1995) 

 Performance of the organization is defined to increasing in liability to increase the 
continuity of an organization, increasing ROA (return on assets) and ROI (Return on 
Investment) (Morash, Droge, & Vickery, 1997) 

 Collaboration is the act on forming, storming, norms and performing tasks with 
more then one person. (Mintzberg, Jorgensen, Dougherty, & Westley, 1997) 

 Inter-functional collaboration happens between functions in organizations. An in-
formal integrative work-management approach that involves departments working 
together, having a mutual understanding, sharing a common vision, sharing resources, 
and achieving goals collectively (Shrage, 1990) 

 Customer satisfaction is a measure of how products and services supplied by a 
company meet or surpass customer expectation. (Miller & Vickery, 1997) 

 Logistics leverage logistics deem to have the strongest influence on organization 
performance. (Bowersox, Mentzer, & Speh, 1995) 

 Functional matrix is a type of organizational management in which employees with 
similar skills are pooled for work assignments. (Heeringa, CEO interview, session 3, 
2009) 

 Market Intelligence is the information relevant to a company‟s markets aggregated 
for decision making about opportunity, penetration strategy and market development. 
(Bowersox, Mentzer, & Speh, 1995) 

 Instruments Defined word to express a certain action that an organization can im-
plement to facilitate collaboration. (Fitzhugh & Piercy, 2006) 

Abbreviations 

 CEO – Chief Executive Officer 

Methodology 

The author is aiming to study collaboration between marketing and logistics department 
and the performance, focusing on the instruments that facilitate collaboration and the 
potential organizational performance that could be created. The author chooses a qualit-
ative research approach – suitable for creating models of unknown fact for writer, allow-
ing understanding of what is really going on. (Yin, 2004)  The study follows an inductive 
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approach – meaning the theory is developed from empirical reality – and is exploratory 
in nature, (Swetnam, 1998).  

3. Frame of reference 

 In order to reach the purpose of this thesis we need relevant theories and definitions 
to test the empirical findings on. The author will present the theories that will be 
used throughout the thesis and these will be properly introduced in their respective 
sections. This framework will be applied and used to analyze the collected data and 
information. 

Introduction 

Organization of the chapter 

The Frame of reference will help to build basic knowledge necessary to answer the re-
search questions during the empirical findings and reflection to studies performed in the 
past. Besides to the perceived of lack of knowledge about how to perform and imple-
ment collaboration enhancing instruments between marketing and logistics functions, 
the author wants to understand the key fundamentals in the research. More importantly, 
the author needs to rely on theoretical theory that the organization performance is re-
lated to collaboration in order to agree on the implicated advantages, based on initial 
study. The outcome of the research is to understand the best way to operate, which will 
be an imperial research based on techniques acquired in this frame of reference. 

 

Image 2 Outline of Frame of reference, created by author of thesis 
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Background and explanation of the problem 

In order to analyze the collaboration in the organization, within the scope of marketing 
and logistics functions, the author briefly presents the history of marketing and logistics 
in order to understand the roles of the functions better. Afterwards the author will speci-
fy what these roles are; finally, the author will discuss the interference between the two 
functions and the possible implications that could arise. 

Brief history of logistics 

Contemporary logistics originates from military (Versteegt, 1999), but later important 
changes took place which led to the conformation of logistics and supply chain man-
agement. Cornerstones which later contributed to the evolution of logistics activities 
started with the rise of the merchandizing economy in the medieval Europe. Industrial 
and infrastructural developments are closely related and cannot exist one without the 
other. Every phase of the industrial revolution had brought infrastructural improvement 
which began with railroads and later with other various ways of transportation providing 
better connectivity. Consequently as a result mass distribution and marketing got closer 
to each other as means of wealth production. As various industries were developing 
great emphasis was laid on market and customer ways of generating added value. As 
competition increased in 1960‟s 70‟s already all the aspects of cost reduction ways had 
been observed except those costs which were related to product flow. This segment took 
about 30% of expenses and suggested great possibilities to cut costs and save money. 
(Hesse & Rodrigue, 2004) 

Circumstances became more complex as more and more suppliers, subcontractors got 
involved in supply chains. Furthermore globalization opened up new markets with new 
customers and with new potentials to manufacture, to produce moreover the number of 
service products were increasing.(Hesse & Rodrigue, 2004) 

Lean manufacturing, as the most significant influencing factor which decreased or even 
eliminated inventories and strictly organized material supply on demand, notably affected 
logistics and supply chain management. In line with lean production information tech-
nology (IT). Got highly integrated into logistics and supply chain systems. IT allowed 
members of supply chains to enhance their communication, receive real time informa-
tion of product flow. Accordingly, inventories could be kept on a minimum level and re-
supplied on a daily basis.(Hesse & Rodrigue, 2004) 

According to (Kiadó, 1998) the evolution of logistics could be divided into four major 
phases. Firstly, logistics was applied in order to optimize distribution secondly, on the 
purpose to plan and conduct production to the end that accomplished contracts. The 
next phase was the application of the so called Just in Time (JIT) and Computer Inte-
grated Manufacturing (CIM). Systems to optimize inventory and lately the use of Com-
puter Integrated Logistics (CIL) as cooperating management concept were in the ascen-
dant. (Kiadó, 1998) 

According to Piaw (1998) there are activities within organizations which add cost but no 
value. He differentiated seven common waste types which are; production of goods not yet or-
dered; waiting; rectification of mistakes; excess processing; excess movement; excess transport; excess 
stock. By rethinking the organization with the help of different mapping toolkits wastes 
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are going to emerge consequently they can be eliminated, resulting in more efficient and 
cost effective ways of production. So forth these analyses can help managers to distin-
guish between value-added activities and activities that create waste. (Piaw, 1998) 

In other words according to Krass to summarize what logistics is all about; “Logistics is 
supposed to pass the right goods, in the right quantity, in the right condition, to the right 
place in the right time”. (Bowersox, Mentzer, & Speh, 1995) 

Brief history of marketing 

The first graphic advertisement appeared around the year 1450 when German printer 
Johannes Gutenberg invented movable-type printing. In 1472, the first English adver-
tisement appeared. Two hundred years later, the first newspaper advertisement was pub-
lished. In 1841, Volney B. Palmer setup a shop as an advertising agent to be the first ad-
vertising professional in the US. His office was the forerunner of an advertising agency; 
he made the link between newspapers and advertisers. By then, the ads were actually still 
created by the advertisers. In 1869, Francis Ayer bought out Palmer and founded an 
agency that was also conducting marketing research and writing the advertisement. The 
advertisement agency was born (Robbs, 2009). 

While the original advertisement industry focused on print only, advertisement extended 
to the radio by the 1920s. Television was introduced in 1940, but took a long time to be 
embraced by the general public. By the 1950s, sales picked up and advertising started to 
emerge to pay for popular TV shows. Within no time, the TV surpassed the radio as an 
advertising platform (Robbs, 2009). 

The advertising industry began to notice that simply stating the benefits of products was 
getting outdated. Instead, agencies started to create product images. The 1950s and 60s 
are therefore also known as the ‟creative revolution‟. To avoid boring people, advertise-
ment had to be creative and artistic. It was the advertisement for car manufacturer 
Volkswagen that boosted the reputation of marketing agencies, at the time when Ameri-
can cars were getting bigger, one marketing agency created an ad that showed a small 
picture of the Volkswagen Beetle in a large amount of white space in the headline. It 
stated ”Think small”. These marketing communications stood out and initiated a very in-
fluential style of advertisements. (Robbs, 2009) 

The invention of the TV remote control and hundreds of cable channels meant that ad-
vertisement had to interest and entertain. These days, there is technology to edit out 
commercials. Costs for acquiring new customers are increasing, amplifying the need for 
the industry to create relationships with the audience and provide products and services 
that satisfy their needs. This specific need makes marketing agencies very important to 
any organization, as it is very hard to have this expertise inside the organization. The ac-
tivities in the marketing channel were referred to as “the functions of the middlemen”, 
but were relabeled to “marketing functions” (Svensson, 2002) 
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Marketing and logistics relationship 

 The author will introduce the subject further by concluding the history of both mar-
keting and logistics functions by listing the main concerns of the functions, in order 
to introduce the reader in their roles, and potential points of advantage.  

The main concern of logistics is usually about satisfying customer needs and wants in the 
marketing channel, while marketing usually focuses on satisfying the demands of cus-
tomers needs and wants in that same marketing channel.  Because of this, the marketing 
and logistics functions can have a conflicting role, leading to an illogical and unhealthy 
distance between the two functions. In older marketing and logistics literature, the con-
cept of the two functions were well documented, but were exemplified in merely the 
marketing channel context. (Svensson, 2002) 

Although not comprehensive, the author wants to specify some of the major functional 
capabilities that are used by this study, in order to be able to specify the collaboration 
specific fields.  

Main common roles of marketing and logistics 

To understand the background of collaboration the author need to define the main roles 
and responsibilities of the marketing and logistics functions. The following tables de-
scribe the main roles; Note that the list is not exhaustive and could change on per organ-
ization basis but should be sufficient to understand the main responsibilities of both par-
ties to understand the interferences for collaboration. The overview is based on the 
overview of elements, presented by (Morash, Droge, & Vickery, 1997, p. Appendix 2) 
and then extended by the author using the material from (Miller & Vickery, 1997; 
Beamon, 1998) 
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Marketing roles 

Market segmentation The ability to identify promising target markets and to se-
lect the best ones for marketing (Miller & Vickery, 1997, 
p. 165) 

Brand image The ability to create a positive or favorable image in cus-
tomers‟ minds when they hear the product‟s brand name 
(Miller & Vickery, 1997, p. 165) 

Advertising and promo-
tion 

The ability to create effective advertising and/or promo-
tional campaigns(Miller & Vickery, 1997, p. 165) 

Low price The ability to offer a lower product price than direct 
competitors (Miller & Vickery, 1997, p. 165) 

selling proficiency The ability to move products successfully through per-
sonal selling activities (Morash, Droge, & Vickery, 1997) 

Organization reputation The ability to create a positive or favorable image in cus-
tomers‟ minds when they hear the organization‟s name 
(Morash, Droge, & Vickery, 1997) 

Low price The ability to offer one of the lowest product prices  
(Morash, Droge, & Vickery, 1997) 

Broad product line The ability to provide a comprehensive set of related 
items within a given product line offering (Miller & 
Vickery, 1997) 

Table 1 Introduction to marketing roles, created by author of thesis 

Logistics roles 

Moving, storing and re-
cording materials 

The ability to ensure an efficient flow in marketing chan-
nels(Miller & Vickery, 1997) 

Cost minimization Ability to minimize cost in the entire processing of or-
ders to increase profitability. (Miller & Vickery, 1997) 

Procurement of materials 
and components from 

suppliers 

The ability to acquire materials from suppliers and deliver 
them at the necessary location (Beamon, 1998) 

Warehousing  The practice or process of storing goods in a warehouse. 
(Beamon, 1998) 

Inventory management The ability to get overview of the quantity of goods being 
held in stock (Miller & Vickery, 1997) 

Material handling The ability to adjust the possibilities to move different 
materials accordingly to quality and price standards. 
(Miller & Vickery, 1997) 

Table 2 Introduction to logistics roles, created by author of thesis 
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Where marketing and logistics meet each other 

The author is aware of the concepts of supply chain management and wants to focus on the roles of the 
departments on their own, under the roles that have been defined in the introduction of both functions. 
The next step to introduce the reader is to describe where the departments collaborate, in the broadest 
sense.  

While M & L have their own individual strategies and goals, eventually they share a 
common goal. In the end, the most prudent goal of both the M & L functions is to satis-
fy the customer (Chen, 2007) in order to contribute to the organizations performance. 
(Schramm & Morschett, 2006) 

 The most prudent connection between marketing and logistics is that of customer 
satisfaction. The actual progress of customer satisfaction falls outside the study, 
however, the author wants to exemplify where the two meet in organizational terms.  

 

Image 3 The four p’s and customer service by D.M. Lambert. (Voorhees & Copett, 1986, p. 35) 

Customer satisfaction is largely determined by the difference in selling price and the cost 
of providing the product to the customer. A prominent marketer, E. Jerome McCarthy, 
proposed a 4 P classification in 1960, which would see wide popularity – product, price 
and promotion are highly dependent on the price of making the product available to the 
customer, in Image 4 this is referred to as customer service, or place. Place it is the fun-
damental tradeoff for the other three marketing tradeoffs and logistic costs (Voorhees & 
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Copett, 1986). The model is important for the research as it demonstrates where market-
ing meets logistics processes – generally in customer satisfaction (Voorhees & Copett, 
1986). After introducing the „connection‟ of marketing (place) and logistics (customer sa-
tisfaction), the author will exemplify arising problems between the two functions. To do 
so, the author will reflect to a study performed in relation to product development in the 
organization. The author will investigate the role of marketing and logistics in the broad-
er context of product development and then reflect to the main responsibilities of the 
marketing and logistics departments. This to exemplify the connection further. 

In case of product development, the need for organizations to get close to the customers 
to satisfy the needs should be clear. This fulfillment can be facilitated by having the cus-
tomer firmly in mind and exercises inter-functional collaboration. (Morash, Droge, & 
Vickery, 1997) For example, Logistics must work with production and marketing in or-
der to plan, coordinate and integrate their cross-functional activities. Logistics must serve 
both internal customer and the external customers of the organization (Morash, Droge, 
& Vickery, 1997). Kotler (1990) popularized the concept of four Ps in marketing, specif-
ically price, promotion, product and place, leaving place as an interface known as physi-
cal distribution for the logistics function. This led the logistics function with a unique in-
terface with external suppliers and customers, as well as the internal organization, be-
cause of that, logistics; with its boundary spanning role should take the primary interface 
responsibility for the relationship management and supply chain integration   (Morash, 
Droge, & Vickery, 1997)  

 

Image 4 Ineffective functional silos. (Morash, Droge, & Vickery, 1997, p. 48) Alternated by author 
of thesis.  

  

Logistics should be the primary interface for relationship management, rather than just 
facilitating supply chain management and cost minimization. The demand and supply in-
terfaces of marketing and logistics should entail inter-functional collaboration framework 
that covers logistics customer service, quality, channel distribution and cost minimization.  
(Morash, Droge, & Vickery, 1997) 
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Demand management 

The two entities of demand management described by Morash et al. (1997) are customer 
service and logistics quality. Customer service is the ability to be flexible and responsive 
in terms of changing customer requirements in a satisfying way. This can also be the abil-
ity to provide the main services as usual but extended with extra services to promote 
them. This is particularly true for demand-pull systems including the JIT principle, which 
is a classic example of adapting to customer demand in contrary to supply push systems. 
Logistics quality is defined as the ability to distribute a product or materials in confor-
mance with customer requirements and standards and the ability to deliver products ma-
terials and services without errors defect mistakes or other differences from customer 
expectation. For internal customers, logistic must facilitate their functional capabilities in 
order to achieve integration in the process. (Morash, Droge, & Vickery, 1997) 

Supply management   

Supply management and cost cutting make up the supply management interface. The 
supply interfaces are defined in terms of spatial, physical and systemic properties. It is 
measured as the ability to distribute materials and products intensively to selected target 
markets. They also represent the ability to extensively distribute to a wide geographical 
area. Logistics cost cutting is the capability to reduce the costs of the system as an opti-
mization process, rather than functional sub optimized improvements of isolated indi-
vidual capabilities. (Morash, Droge, & Vickery, 1997) 



 
FRAME OF REFERENCE 

 

21 

Introduction to inter-functional collaboration 

The term collaboration was defined as “viable and necessary approach to confronting 
many complex problems” (Gray, 1985). Later she refined it as “a process through which 
parties who see different aspects of a problem can constructively explore their differenc-
es and search for solutions that go beyond their own limited vision of what is possible” 
(Gray, 1989). To be more precise, collaboration is the act of working work together, es-
pecially in a joint intellectual effort (The American Heritage® Dictionary of the English 
Language, Fourth Edition, 2006). Collaboration is the process through which partici-
pants are exposed to different dimensions of a problem or situation, and give the oppor-
tunity to examine the differences, while at the same time explore potential, alternative 
courses of actions. Mintzberg, H., Jorgensen, J, Dougherty, D, & Westley, F. (1997) ob-
serve that collaboration is rather a psychic action. What they mean by that is that the 
medium of communication plays an important role in successful collaboration. It is a 
psychical process and part of the mysteries of human interaction (Mintzberg, Jorgensen, 
Dougherty, & Westley, 1997). 

According to Levine, effective collaborating teams go through four stages: “forming, 
storming, norms and performing” as the departments work on the project. It is wise to 
take into consideration that collaboration implies that there is interdependence between 
the functions participating in the collaborative process, solutions emerge by learning to 
deal constructively with different point of views and exercising tolerance to many con-
flicting prospective related to the situation under consideration, the leadership assumes 
collective responsibility for future direction of the venture and fully support the final 
outcome reached during the collaborative process, collaboration is an emergent process 
rather than an end state of an organization (Gray, 1989). 

Key factors for inter-functional collaboration facilitation 

Inter-functional collaboration, the act of inter business functions to collaborate across 
functional boundaries, is the result of what Murphy and Poist (1996) refer to as an evolu-
tion in the organizations mindset. In the 1990s organizations changed their view by look-
ing at processes instead of merely functions (Murphy & Poist, 1996). Researcher have 
suggested that integration influences a variety of organizational outcomes including cycle 
time, new product success, perceptions of customer value, and customer service(Stank & 
Daugherty, 1999). The author takes inter-organizational collaboration into account as 
type of collaboration. The author does not consider any external collaboration, since the 
author is curious about the outcome of better inter-organization collaboration. (Murphy 
& Poist, 1996) 
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Implications of inter-functional collaboration 

Besides the advantages of inter-functional collaboration, there are a number of implica-
tions. American film director Milton Katselas once said: “Within the problem lies the so-
lution.” And that would be true for inter-functional collaborations problems as well, in-
cluding inter-functional collaboration problems and the top management in larger organ-
izations let‟s define the problems in order to find solutions for them. Hansen and Nohria 
(2004) state that inter-functional collaboration is difficult to implement. Collaborative in-
tegration allows groups to learn, converse, and work productively across organizational 
barriers, on the other side, more frequent collaborative behaviors were associated with 
better performance and better interdepartmental effectiveness (Stank & Daugherty, 
1999). Making joint decisions about ways to improve overall cost efficiency (GustinA., 
1999). Sometimes it merely increases the opportunity for negative impact. Simply inte-
racting or collaborating more often is not the only answer (Stank & Daugherty, 1999). 

The problem of collaborating 

Stank and Daugthery observed that inter-functional collaboration is often not the only 
answer. What they meant is that the inter-functional collaboration is not only working 
together, it is working on the same goal. Although difficult, top-level managers must at-
tempt to improve not only the inter-functional collaboration but also the cooperation 
and coordination between marketing and logistics (Lynagh and Poist).  

Collaborative integration allows groups to learn, converse, and work productively across 
organizational barriers, on the other side, recent evidence suggests that too much em-
phasis on the frequency of inter-functional communication may have an adverse influ-
ence on performance. ”This recent research pointed out a couple of things to measure 
the performance and sophistication of the inter-functional collaboration; such as to 
check the grade how much they informally work together; share the ideas, information, 
and/or resources; work together as a team; to conduct joint planning to anticipate and 
resolve operational problems; achieve goals collectively; develop a mutual understanding 
of responsibilities;  (Stank & Daugherty, 1999) 

More frequent collaborative behaviors were associated with better performance and bet-
ter interdepartmental effectiveness (Stank & Daugherty, 1999). Sometimes it merely in-
creases the opportunity for negative impact. Simply interacting or collaborating more of-
ten is not the only answer (Stank & Daugherty, 1999). 
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Social dimension and power issues  

In retrospect, McCann (1986) defined that collaboration and power are highly related to 
each other. There are a number of forces that can interrupt, enhance or impede the de-
velopment. McCann defined five key issues that can arise. 1. Stakeholder legitimacy 2. 
Stakeholder Interdependence 3. Stakeholder expectations 4. characteristics 5. contextual 
environment management. It is necessary to manage the distribution and use of power in 
the system for effective collaboration. (McCann, 1986) 

1. Stakeholder legitimacy: The distribution of power in the beginning of collabora-
tion is flexible; there are a number of factors that shape the perceptions and legitimacy 
over time. Some groups achieve status because of expertise and skills, others are in-
volved to avoid blocking the collaboration or because they receive status because they 
control resources. Also, collaboration can be affected by pre-existing power relationships. 
(McCannJ, 1986) 

2. Stakeholder Interdependence: The amount of dependency on the other is impor-
tant among stakeholders. Actions should be linked to actions; in such a way stakeholders 
perceive the effectiveness in order to facilitate responsibility. Recognition of the interde-
pendence is needed. (McCannJ, 1986) This is also discussed in the reward incentives at 
the instruments.  

3. Stakeholder expectations: The expectations of the stakeholder regarding the out-
come of the project should be positive in order to be collaborative. Early expectations 
about the result of the collaboration might change over time and influence the collabora-
tion later on. (McCannJ, 1986) The author might want to consider regarding to the pos-
sibilities for measuring this. 

4. Characteristics: The collaboration participants need legitimacy and skills in order 
to facilitate the collaborative process. The ability to build relations with others in a larger 
context will determine the effectiveness of collaboration (McCannJ, 1986). 

5. Contextual Environment Management: The capacity of the stakeholders to build 
and manage the relations with all stakeholders involved in the collaboration. Early nego-
tiations or lobbying can influence the behavior.  (McCann, 1986) 
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Logistics and marketing and inter-functional inter-functional collaboration 

Because the author have exemplified that processes cut across functional boundaries, the 
author want to devote to a research that defines the comparative view points between 
the marketing and logistics functions. Murphy and Poist (1996) define good collabora-
tion between the marketing and logistics functions when both meet a high level of satis-
faction from the collaboration. This level of satisfaction is dependent on whether the ex-
pectations of the other party are met. (Murphy & Poist, 1996) 

  

Image 5 Interface satisfaction matrix (Murphy & Poist, 1996, p. 16) 

The upper right quadrant of the image represents when both parties are satisfied, which 
can be labeled as a win/win situation. The bottom left quadrant is when the relationship 
between both parties has resulted in an unsatisfying relationship and can be regarded as 
lose/lose situation. Obviously, between the extremes from this example, there are nu-
merous situations where only one function experiences a greater satisfaction rate then 
the other, resulting in win/lose situation. Interface improvements should focus on 
achieving these win/win solutions in order to achieve a mutual satisfaction. Managers 
should aim for the upper right quadrant to enter the state of successful collaboration. 
For the purpose of the research, the techniques and mechanisms that can be used to 
achieve this will be discussed later in this thesis. (Murphy & Poist, 1996) 
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Instruments to improve inter-functional collaboration 

Now the author introduced the functions, responsibilities and interfaces, it seems time to 
start discussing how the advantages could be created. For that, the author introduces an 
original article and continues by elaborating on the model proposed with current re-
search. These instruments will be useful for the model that the author will propose in the 
conclusion of the thesis 

Murphy and Poist (1996) published a research that was often cited by following studies 
in the scope of the research. What was groundbreaking from their research is that they 
specifically address the advantages of inter-functional collaboration techniques between 
marketing and logistics. However, the author found other techniques in material that 
Murphy and Poist (1996) find inextensible from results, so for the purpose of the own 
research, the author will consider the ones of Murphy and Post, but extend with third 
party techniques for the own model. However, due to the similar nature of the research, 
the author wants to include their results before the author discuss the model in order to 
set the framework of marketing logistics collaboration and opportunities, and to reflect 
son their research. Murphy and Poist investigated marketing and logistics managers that 
use collaborating improving techniques between the two functions. The research entailed 
a questionnaire received back from 366 respondents. Notably, from the respondents 50 
percent entitled their job to be manager, and 20 percent had positions in top manage-
ment (Murphy & Poist, 1996). 

 

Image 6 Usage of collaboration techniques (Murphy & Poist, 1996, p. 22) 
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Murphy and poist (1996) found that top management techniques are most common for 
both marketing and logistics. However, marketing function is least likely to reward their 
employee‟s collaborative behavior with incentives. Logisticians are least likely to apply 
job rotation techniques to enhance collaboration (Murphy & Poist, 1996). 

 
Image 7 Planned collaboration techniques (Murphy & Poist, 1996, p. 23) 

This table shows the techniques that the departments are most likely to implement. 
While education and training are most likely to be implemented by logicians, marketers 
are more likely to implement coordinating committees. Marketers consider a unified de-
partment least likely to be implemented in the future, but rather add third-party interven-
tion. The most common techniques are thus top management support and the imple-
mentation of mutual goals (Murphy & Poist, 1996). 
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Image 8 Level of cooperation between marketing and logistics (Murphy & Poist, 1996, p. 20) 

Murphy and poist (1996) conclude that there is definitely room for improving the mar-
keting and logistics interface at many organizations. Especially since 53 percent of the 
marketers and 49 percent of the logicians consider their cooperation to be slight or mod-
erate. One of the major obstacles is the lack of communication. The results of the study 
makes clear that improvements may be realized within a relatively short time period, and 
not requiring large organizational disruption, or have to cost a lot (Murphy & Poist, 
1996). 
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Conceptual framework for inter-functional collaboration 

 The author introduced a number of so called instruments in order to provide prac-
tical ways to improve collaboration within organizations, this lead to a list of exam-
ples, which seemed unpractical to introduce on itself in the frame of reference. In-
stead, the author started looking for a good framework to present the instruments in, 
this to improve the clearness of the thesis. Therefore, a conceptual model was se-
lected and extended in the frame of reference. For convenience, the model is re-
peated in Empirical Analysis and Analysis.  

The collaboration framework by Fitzhugh and Piercy (2006) is a good starting point for 
understanding the coordination to collaboration between marketing logistics, although 
the model used in their research on collaboration between sales and marketing, it seems 
to apply perfectly. The conceptual framework was guided by „extant literature‟, based on 
recurring themes that influenced the relationships. It was then categorized into three 
groups, integrators, facilitators and management attitudes towards coordination. 
(Fitzhugh & Piercy, 2006) 

 

 

 

 

 

 

 

 

Image  9 Conceptual framework for inter-functional collaboration (Fitzhugh & Piercy, 2006, p. 
944) 

 

Integrators Facilitators Management attitudes to 
coordination 

Communication 
Organizational learning 
Market Intelligence 
Involvement from all layers 
Psychical I-F collaboration  
Conflict of interests 

Rewards 
Integration mechanisms 
Cross functional training 
Logistics leverage 
Escalation of projects 
 

Align goals 
Empowerment  
Boundary management 
Team size 

Table 3 Conceptual framework for inter-functional collaboration (Fitzhugh & Piercy, 2006, p. 
944), created by author of thesis 

Integrators 

Facilitators Collaboration 
Organization 
performance 

Management atti-
tude towards coor-

dination 
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Integrators  

Integrators are the activities that take longer time to develop and connect the inter-
functional collaboration. They would include the factors that would directly influence the 
collaboration between marketing and logistics. There are seven integrating variables that 
matter in this case, communication, organizational learning, marketing information sys-
tems, and conflict of interests, trust and psychical coordination. To understand the ne-
cessity of integrators the author will discuss them one by one. They are controllable ac-
tivities that may be used by senior management to improve the collaboration. (Fitzhugh 
& Piercy, 2006) 

Facilitators 

Facilitators are physical mechanisms that provide interaction and coordination of activi-
ties. “The concept of “facilitators” includes those physical mechanisms that may influ-
ence the development of inter-functional collaboration“. There are three factors that in-
fluence, rewards, cross functional training and integration mechanisms. Management atti-
tude towards coordination of activities has become the central construct that influences 
integrators and facilitators, as well as collaboration between marketing and logistics di-
rectly (Fitzhugh & Piercy, 2006). 

Management attitudes to coordination 

The view of management towards coordination will influence the discussed “integrators” 
and “facilitators” of inter-functional collaboration, and they also affect the inter-
functional collaboration processes in the organization. There are six variables that matter 
in this case, collective factors, aligned goals, fostering of mutual understanding, estab-
lishment of corporate spirit, shared resources and creating a common vision. Fitzhugh 
and Piercy quotes Kahn (1996) saying that “Top management should consider programs 
that encourage departments to achieve goals collectively, have mutual understanding, 
work informally together, and ascribe to the same vision and share ideas and resources.” 
(Murphy & Poist, 1996) 
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Integrators  

Integrators 

1. Communication 
2. Organizational learning 
3. Market Intelligence 
4. Involvement from all layers 
5. Psychical I-F collaboration  
6. Conflict of interests 

Table 4 Integrating instruments, created by author of thesis 

Integrators are the activities that take longer time to develop and connect the inter-
functional collaboration. They would include the factors that would directly influence the 
collaboration between marketing and logistics. There are seven integrating variables that 
matter in this case, communication, organizational learning, marketing information sys-
tems, and conflict of interests, trust and psychical coordination. To understand the ne-
cessity of integrators the author will discuss them one by one. They are controllable ac-
tivities that may be used by senior management to improve the collaboration. (Fitzhugh 
& Piercy, 2006) 

Communication 

Integrators Facilitators Management attitudes to 
coordination 

1. Communication 
2. Organizational learning 
3. Market Intelligence 
4. Involvement from all lay-

ers 
5. Psychical I-F collaboration  
6. Conflict of interests 

7. Rewards 
8. Integration mechanisms 
9. Cross functional training 
10. Logistics leverage 
11. Escalation of projects 

 

12. Align goals 
13. Empowerment  
14. Boundary manage-

ment 
15. Team size 

 

Table 5 Overview of instruments, created by author of thesis 

Effective communication between functions will have positive effects on inter-functional 
collaboration. It is one of the most important fields of focus to facilitate inter-functional 
collaboration (Fitzhugh & Piercy, 2006). Interaction related activities, such as meetings, 
conferences, planned teleconferencing calls, memorandum, and the flow of standard do-
cumentation and informal communications may be used to develop a unified strategy at 
operational level.  Frequent communication behavior is associated with better perfor-
mance and better interdepartmental effectiveness (Stank & Daugherty, 1999). 

Communication does not only bring down silos, the exchange of information helps to 
avoid and reduce misconceptions and misunderstandings. Making joint decisions about 
ways to improve overall cost efficiency. This way, functions become aware of the 
strengths and weaknesses of other functions. In contrary, too much emphasis on the 
frequency of inter-functional communication may have an adverse influence on perfor-
mance. (Daugherty, Ellinger, & Gustin, 1996) 
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Organizational learning 

Integrators Facilitators Management attitudes to 
coordination 

1. Communication 
2. Organizational learning 
3. Market Intelligence 
4. Involvement from all lay-

ers 
5. Psychical I-F collaboration  
6. Conflict of interests 

7. Rewards 
8. Integration mechanisms 
9. Cross functional training 
10. Logistics leverage 
11. Escalation of projects 

 

12. Align goals 
13. Empowerment  
14. Boundary manage-

ment 
15. Team size 

 

Table 6 Overview of instruments, created by author of thesis 

Organizational learning is the act of sharing information that the organization did not 
have before, this could include the information that would increase alignment possibili-
ties between functions and to function accordingly to the market. (Fitzhugh & Piercy, 
2006)  

Commitment to organizational learning will have positive effects on inter-functional col-
laboration (Fitzhugh & Piercy, 2006). Learning takes place inside the head of the em-
ployee, the organization can either educate or hire employees to introduce new know-
ledge that the organization did not previously have (Araujo, 1998). Organizational learn-
ing includes the sharing of information, to increase alignment possibilities between func-
tions and to function accordingly to the market. Sharing of information is important and 
should therefore be formalized. (Fitzhugh & Piercy, 2006) 

Market intelligence 

Integrators Facilitators Management attitudes to 
coordination 

1. Communication 
2. Organizational learning 
3. Market Intelligence 
4. Involvement from all lay-

ers 
5. Psychical I-F collabora-

tion  
6. Conflict of interests 

7. Rewards 
8. Integration mechanisms 
9. Cross functional training 
10. Logistics leverage 
11. Escalation of projects 

 

12. Align goals 
13. Empowerment  
14. Boundary management 
15. Team size 

 

Table 7 Overview of instruments, created by author of thesis 

Significant logistics advantages can be created by restructuring information systems so 
that information on customer logistics problems and opportunities are being sent to 
both the marketing and logistics function (Bowersox, 2008).  
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Psychical inter-functional collaboration 

Integrators Facilitators Management attitudes to 
coordination 

1. Communication 
2. Organizational learning 
3. Market Intelligence 
4. Involvement from all lay-

ers 
5. Psychical I-F collaboration  
6. Conflict of interests 

7. Rewards 
8. Integration mechanisms 
9. Cross functional training 
10. Logistics leverage 
11. Escalation of projects 

 

12. Align goals 
13. Empowerment  
14. Boundary manage-

ment 
15. Team size 

Table 8 Overview of instruments, created by author of thesis 

Mintzberg describes that the focus for success should be on successful inter-functional 
collaboration, something that eventually depends on trust. For marketing and logistics 
functions, the lesson that can be learned is that communication by email should be re-
thought. The technology is appealing but does not encourage inter-functional collabora-
tion. Instead an open, face to face manner leads to quick and efficient work, and avoid 
bureaucratic formal meetings. This can be accomplished by having an open office, avoid 
having functions having meetings behind closed doors. Face to face is richer than any 
written communication because the non verbal communication facilitates the process of 
idea generation and energy. Peter Drucker said that the best communication does not 
require words at all, the best communication is simply being there together. This also 
applies on inter-functional collaboration (Mintzberg, Jorgensen, Dougherty, & Westley, 
1997). 
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Conflict of interests 

Integrators Facilitators Management attitudes to 
coordination 

1. Communication 
2. Organizational learning 
3. Market Intelligence 
4. Involvement from all lay-

ers 
5. Psychical I-F collaboration  
6. Conflict of interests 

7. Rewards 
8. Integration mechanisms 
9. Cross functional training 
10. Logistics leverage 
11. Escalation of projects 

 

12. Align goals 
13. Empowerment  
14. Boundary manage-

ment 
15. Team size 

Table 9 Overview of instruments, created by author of thesis  

A reduction in conflict of interests will improve collaboration between sales and market-
ing. Examples of conflicts include working at cross purposes, having different or incom-
patible goals, being obstructive and being in conflict with each other (Mintzberg, 
Jorgensen, Dougherty, & Westley, 1997). For illustration of a possible problem, an ex-
ample can explain this: When a corporation separated the marketing and logistics de-
partment, both departments might create their own goals that contradict each other. 
When the logistics function aims to improve the quality of the products and thereby in-
creasing the costs, the marketing department might want to increase the amount of sales, 
aiming to cut the costs (Sezen, 2005).  Usually, the staff of the different functions in or-
ganizations comes from different backgrounds and experience, which might cause a lack 
of understanding of each other roles (Fitzhugh & Piercy, 2006). 

Facilitators  

Facilitators 

1. Rewards 
2. Integration mechanisms 
3. Cross functional training 
4. Logistics leverage 
5. Escalation of projects 

Table 10 facilitating instruments, created by author of thesis 

Facilitators are physical mechanisms that provide interaction and coordination of activi-
ties. “The concept of “facilitators” includes those physical mechanisms that may influ-
ence the development of inter-functional collaboration“ (Fitzhugh & Piercy, 2006). 
There are three factors that influence, rewards, cross functional training and integration 
mechanisms. Management attitude towards coordination of activities has become the 
central construct that influences integrators and facilitators, as well as collaboration be-
tween marketing and logistics directly (Fitzhugh & Piercy, 2006). 
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Rewards 

Integrators Facilitators Management attitudes to 
coordination 

1. Communication 
2. Organizational learning 
3. Market Intelligence 
4. Involvement from all lay-

ers 
5. Psychical I-F collaboration  
6. Conflict of interests 

7. Rewards 
8. Integration mechanisms 
9. Cross functional training 
10. Logistics leverage 
11. Escalation of projects 

 

12. Align goals 
13. Empowerment  
14. Boundary manage-

ment 
15. Team size 

Table 11 Overview of instruments, created by author of thesis  

Refers to establishing an incentive system which involves the sharing of benefits and 
risks between the two functions for any co-operative efforts. (Murphy & Poist, 1996) 
Typically, the manager of departments is responsible for the rewards of the employees. 
When inter-functional collaboration increases, employees often complain that their man-
ager lacks the evaluation or attention to work performed in team base. Managers in 
charge of the Inter-functional collaboration are should encourage to incorporate feed-
back from employees and team leaders in order to understand the individual team per-
formance (Parker, 1994). Besides the improved feedback, organizations need to extend 
their recognition programs to not only cover to recognize the individual employees, but 
also facilitate team rewards. An effective program that rewards the collaborative efforts 
of teams so that the employees who help others to perform better are also recognized 
and receive reward. These are the employees that frequently share their expertise, chal-
lenge teams to improve, pitch in and help others when needed and organize effective 
meetings (Parker, 1994). 

Integration Mechanisms 

Integrators Facilitators Management attitudes to 
coordination 

1. Communication 
2. Organizational learning 
3. Market Intelligence 
4. Involvement from all lay-

ers 
5. Psychical I-F collaboration  
6. Conflict of interests 

7. Rewards 
8. Integration mechanisms 
9. Cross functional training 
10. Logistics leverage 
11. Escalation of projects 

 

12. Align goals 
13. Empowerment  
14. Boundary manage-

ment 
15. Team size 

Table 12 Overview of instruments, created by author of thesis  

The development of structural linkages including project teams, task forces and job rota-
tion are an indication of collaboration. Besides the indication of collaboration, it is also a 
sign that senior management considers collaboration to be important. Increased levels of 
formal communication and job rotation could aid the spread of information and good 
practice around the organization. (Fitzhugh & Piercy, 2006) 
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Cross functional training 

Integrators Facilitators Management attitudes to 
coordination 

1. Communication 
2. Organizational learning 
3. Market Intelligence 
4. Involvement from all lay-

ers 
5. Psychical I-F collaboration  
6. Conflict of interests 

7. Rewards 
8. Integration mechanisms 
9. Cross functional training 
10. Logistics leverage 
11. Escalation of projects 

 

12. Align goals 
13. Empowerment  
14. Boundary manage-

ment 
15. Team size 

Table 13 Overview of instruments , created by author of thesis  (2009) 

Refers to providing opportunities for logistics (marketing) personnel to get additional 
education and training regarding marketing (logistics) functions. (Murphy & Poist, 1996) 
Training could help staff to form ties and have activities integrated outside the bounda-
ries of a function  Due to the sharing of experiences and learning new information, train-
ing (inter-functional) members tend to bind due to the experience. Increased inter-
functional collaboration can be made possible by a range of training methods, in the vein 
of cross functional training. Staff can understand what is required of them, and contri-
butes to positive affected inter-functional collaboration. (Fitzhugh & Piercy, 2006) 
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Logistics leverage 

Integrators Facilitators Management attitudes to 
coordination 

1. Communication 
2. Organizational learning 
3. Market Intelligence 
4. Involvement from all lay-

ers 
5. Psychical I-F collaboration  
6. Conflict of interests 

7. Rewards 
8. Integration mechanisms 
9. Cross functional training 
10. Logistics leverage 
11. Escalation of projects 

 

12. Align goals 
13. Empowerment  
14. Boundary manage-

ment 
15. Team size 

Table 14 Overview of instruments , created by author of thesis  (2009) 

The focus of logistics should be primarily on cost drivers, aiming to create efficiency. In-
tegration of marketing with logistics is required to bring logistics the advantages to create 
the effectiveness. This could only happen when positional advantages – logistics leve-
rage, is realized. When the integration is completed, as displayed in the image, strategic 
positioning of marketing and logistics firm has become cost efficient and customer effec-
tive. (Bowersox, Mentzer, & Speh, 1995) 

 

 

 

 

 

 

 

 

 

 

 

Image 10 Integrated Strategic Planning, redrawn by author  

Management vision will achieve logistics leverage only if top management applies resources 
to bring logistics expertise to their customers on a customer-by-customer basis. Man-
agement vision will achieve logistics leverage only if the attitude of marketing customer 
satisfaction as a corporate core competency is nurtured by top management throughout 
the entire organization, not just in marketing. Management vision will achieve logistics leve-

rage only if the logistics benefits of the manufacturer are communicated directly from the 
supplier CEO to the customer CEO. (Bowersox, 2008) 

Logistics focus 

-Efficiency 

Integration for superior customer value and lower relative cost 

Strategic positioning & Logistics Leverage 

Performance outcomes 

Competitive advantage 

Logistics focus 

-Efficiency 
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Management attitudes to coordination 

Management attitudes to coordination 

1. Align goals 
2. Empowerment  
3. Boundary management 
4. Team size 

Table 15 Instruments for management attitudes , created by author of thesis  

The view of management towards coordination will influence the discussed “integrators” 
and “facilitators” of inter-functional collaboration, and they also affect the inter-
functional collaboration processes in the organization. There are six variables that matter 
in this case, collective factors, aligned goals, fostering of mutual understanding, estab-
lishment of corporate spirit, shared resources and creating a common vision. Fitzhugh 
and Piercy quote Kahn (1996) saying that “Top management should consider programs 
that encourage departments to achieve goals collectively, have mutual understanding, 
work informally together, and ascribe to the same vision and share ideas and resources.” 
(Murphy & Poist, 1996). 
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Align goals 

Integrators Facilitators Management attitudes to 
coordination 

1. Communication 
2. Organizational learning 
3. Market Intelligence 
4. Involvement from all lay-

ers 
5. Psychical I-F collaboration  
6. Conflict of interests 

7. Rewards 
8. Integration mechanisms 
9. Cross functional training 
10. Logistics leverage 
11. Escalation of projects 

 

12. Align goals 
13. Empowerment  
14. Boundary manage-

ment 
15. Team size 

Table 16 Overview of instruments, created by author of thesis   

Refers to establishing joint or mutual goals and performance measures between the mar-
keting and logistics functions (Murphy & Poist, 1996) In order to have a fluent organiza-
tional system, common goals are important to be set between organizational functions, 
functions. However, cross functional collaboration is often causing a lack of clear vision 
of where the individuals need to be and where they want to go in their day to day tasks 
(Parker, 1994).Granted, many reach out for action plans, due dates and short term plan-
ning tools, but they lack the big picture, to see what will happen in the future. They func-
tion as a wheel inside a big machine; they know their part but lack the ability to look at 
what they are accomplishing. G.L. Parker observes that employees that lack the „big pic-
ture‟ will focus only on making sure that they accomplish their personal tasks, leading to 
failing overall commitment in meeting the requirements of the entire project. (Bowersox, 
Mentzer, & Speh, 1995) 

Cooperation between marketing and logistics becomes even more important in an inte-
grated logistics system in that potential for conflict is magnified. Education and training 
and coordinating committees are the techniques most likely to be added in the future for 
enhancing cooperation with the marketing department (Lynagh and Poist). Managers 
have to create common goals for all team members (Stank & Daugherty, 1999) and have 
to insist on clear team goals and plans in order to achieve them (Parker, 1994). 

This is why goals in inter-functional collaboration have to be clear, and should include 
the desired outcome. Employees in a team, part of inter-functional collaboration do not 
work on goals, they merely work on tasks. A clear task such as “reduce cycle time by 10 
days.” Need to be translated to an organization wide understood goal.  This goal must 
then be incorporated into the goals of the other functions represented by the team 
members so that team goals can be reinforced and department partners in the team can 
monitor the process (Parker, 1994). 
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Empowerment 

Integrators Facilitators Management attitudes to 
coordination 

1. Communication 
2. Organizational learning 
3. Market Intelligence 
4. Involvement from all lay-

ers 
5. Psychical I-F collaboration  
6. Conflict of interests 

7. Rewards 
8. Integration mechanisms 
9. Cross functional training 
10. Logistics leverage 
11. Escalation of projects 

 

12. Align goals 
13. Empowerment  
14. Boundary manage-

ment 
15. Team size 

Table 17 Overview of instruments , created by author of thesis  (2009) 

It is important that the teams of cross functional teams are clearly informed about the 
team‟s authority to decide key issues. Simply deciding on how Cross functional teams 
need authority to make and implement decisions might be necessary but is not sufficient 
for good implementation, as bare authority might lead to confusion between teams, 
when teams operate according to their empowerment (Parker, 1994). 

Boundary management 

Integrators Facilitators Management attitudes to 
coordination 

1. Communication 
2. Organizational learning 
3. Market Intelligence 
4. Involvement from all lay-

ers 
5. Psychical I-F collaboration  
6. Conflict of interests 

7. Rewards 
8. Integration mechanisms 
9. Cross functional training 
10. Logistics leverage 
11. Escalation of projects 

 

12. Align goals 
13. Empowerment  
14. Boundary manage-

ment 
15. Team size 

Table 18 Overview of instruments , created by author of thesis  (2009) 

In order to have good inter-functional collaboration, to reduce the competition between 
departments or employees and build effective relationships, all members need to be 
made aware of the boundaries. Boundary management of inter-functional collaborating 
teams is the process of managing the flow of information and resources to other groups. 
This flow could be vertical or horizontal through the organization. Managers have a key 
role in identifying the key stakeholders, extracting the commonalities between them, faci-
litating the communication for boundary understanding between teams, selecting boun-
dary managers and identify potential barriers in the process (Parker, 1994). Coordinating 
committees refers to establishing joint committees to identify and discuss matters of in-
terest to both functions. (Murphy & Poist, 1996). 
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Team size 

Integrators Facilitators Management attitudes 
to coordination 

1. Communication 
2. Organizational learning 
3. Market Intelligence 
4. Involvement from all lay-

ers 
5. Psychical I-F collaboration  
6. Conflict of interests 

7. Rewards 
8. Integration mechanisms 
9. Cross functional training 
10. Logistics leverage 
11. Escalation of projects 

 

12. Align goals 
13. Empowerment  
14. Boundary manage-

ment 
15. Team size 

Table 19 Overview of instruments , created by author of thesis  (2009) 

The fundamental principle of effective teams is that smaller teams are better. The ideal 
time has four to seven members, when extending over 10 members the group is surely to 
large. Some organizations are dealing with large teams by limiting the size of all teams, or 
by using core groups within large teams to make key decisions and getting work done 
(Parker, 1994). 
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Organization performance 

 In order to understand the importance of collaboration within the organization, the 
author investigates studies performed on the effects on organizational performance 
when collaboration is improved.  

Fitzhugh and Piercy (2006) defined so called integrating techniques that influence the 
collaboration, facilitating techniques that are physical mechanisms for interaction and 
coordination and management techniques that support the cooperation between market-
ing and logistics together would lead to better collaboration and eventually to increased 
organization performance. While the research has been based on theory and a reflection 
or validation in the business world, without the ability to observe the organization over 
time, the author concluded that it would be invalid to make a conclusion about improved 
organization performance by himself. Instead the author will find theoretical proof (or 
disproof), that such performance has a positive relationship with marketing and logistics 
collaboration.  (Fitzhugh & Piercy, 2006) 

After brainstorming for synonyms in the purpose to find more information, as defined 
by (Swetnam, 1998), broad investigation lead to the conclusion that the negative aspects 
on collaboration in relation to performance could only be found in short notices in ar-
ticles that actually stated that there is a positive relationship. Therefore the author did 
only find articles related to the positive effects, and highlights the negative effects that 
have been observed by (Morash, Droge, & Vickery, 1997; Narver & Slater, 1990; Sezen, 
2005) in relation to marketing, logistics and the empirical research.  

Narver and Slater, 1990 are one of many researcher that have identified a positive link 
between inter-functional collaboration and improved organization performance. Logis-
tics need to work together with the marketing department in order to orientate on the 
market, in order to create a competitive advantage (Narver & Slater, 1990). According to 
Narver and Slater, organization performance is dependent on three factors, business 
specific factors, market orientation and market level factors.   
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Effects of individual or coordination on organization performance 

Sezen (2005) studied the relationship between the cooperative performance of marketing 
logistics activities and the overall organization performance in the auto manufacture in-
dustry. The research was conducted on the top managers of 143 Turkish automobile 
manufactures, with face to face interviews, after completing a questionnaire. This re-
search is important for us because the questionnaire specifically investigated the relation-
ship between logistics, operations and marketing functions. The investigation included 
an observation in the sense of the level of activities that should be performed together, 
and addressed a number of relevant fields: individual function performance, marketing 
performance and cooperative performance of marketing logistics. (Sezen, 2005) 

 

Image 11 The effects of logistics, marketing and their coordination on organization per-
formance. (Sezen, 2005) 

The image represents the effects of logistics, marketing and their coordination to the fi-
nal business performance. While individual logistics performance has no significant ef-
fect on the organization performance, the coordinated performance along with market-
ing is significantly influential on overall performance. Coordination between marketing 
and logistics would contribute to organization performance (Sezen, 2005).   
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Logistics plays a central role in inter-functional collaboration and has 
biggest influence on performance 

In order to investigate the relationship between collaboration and organizational perfor-
mance, the author want to find some theory that expresses the performance with unders-
tandable performance measurements. Morash et al. (1997) collected performance data 
from 65 furniture manufacturing organizations using questionnaires. These question-
naires were all filled in by CEO‟s, avoiding a position bias, and enhancing cross organiza-
tion comparability. To increase reliability, they followed up with personal interviews. 
They applied organization performance indicators such as return on assets (ROA), return 
on investments (ROI) and return on sales (ROS) they could measure the performance 
between the organizations. In total, they defined eight different measures to measure 
four logistics concepts that overlap with marketing; they are mentioned in paragraph – 
customer service, logistics quality, channel distribution and logistics quality.  (Morash, 
Droge, & Vickery, 1997)

 

Image 12 Pearson correlations of logistics performance measures with organization performance 
indicators (Morash, Droge, & Vickery, 1997) 

This table is most significant from their research for us, as it demonstrates the relations 
between the individual functional areas and the chosen five measures of organization 
performance. The top portion shows that logistics is most strongly related to all perfor-
mance indicators, while marketing is hardly related; this is because the impact of gains in 
market share is not considered in the research. The bottom of the table demonstrates the 
direct relationships between logistics capabilities and organization performance. Logistics 
is positively related to ROA, ROI and ROS. However, most relevant to the research is 
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that the strongest functional performance relationships found are between overall mar-
keting and logistics. In general, business processes that perform well in one functional 
area tend to be good performers in other areas as well. Important to note is that custom-
er services are related to marketing performance, logistics quality is not. Customer ser-
vice has significant performance impacts on overall marketing performance, this will be 
particularly important for the own empirical research. The positive relationship between 
channel distribution and marketing performance implies that the logistics channel per-
formance also influences marketing performance. This while some logistics literature 
identifies customer service as the main interface with marketing performance. Logistics 
influences marketing performance with both demand management and supply manage-
ment interfaces. These findings support the concept of having marketing and logistics 
both involved in channel decisions, this means that channels should be designed and 
managed jointly by marketing and logistics rather than by fragmented channel efforts. 
This need for cross functional collaboration can be argued with the fact that they will 
support the managers „bottom line‟ in the end. For which department has the biggest 
impact on financial performance and growth, logistics has the strongest impact. (Morash, 
Droge, & Vickery, 1997) 

External influences to organization performance 

Narver and Slater (1990) found that there is a relation between cost advantage for a 
business and the business's profitability. Customer orientation and customer and com-
petitor orientation involve all activities involved in acquiring information about the buy-
ers and competitors in the target market. Inter-functional coordination is discussed be-
fore and contributes to superior value for the customers. Market level factors: Narver 
and Slater observe that Growth of market is related to the organization performance. 
Seller concentration at high levels is associated with high profitability. The ease of entry 
of sellers will naturally lead to greater competitive pressure but are not linked to better 
organization performance. Buyer power is linked to decreased business profitability, 
while supplier power increases profitability. Besides the concentration of sellers, greater 
technological change will lead to negative profitability. Narver and Slater observe that In-
ter-functional coordination may lead to long run performance but notes the need to in-
clude societal marketing to determine this (e.g. Kotler  1984). Collaboration has a rela-
tionship with organization performance, but must be supported by aligned goals and in-
tegrative processes (Fitzhugh & Piercy, 2006). The author found solemnly evidence that 
concludes that collaboration between marketing and logistics contributes to organiza-
tional performance. 
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Conclusion of frame of reference 

The author aimed to discuss a number of articles in an attempt to introduce the relevant 
topics of the research and explore the knowledge in logic and reasoned process. After in-
troducing the history and roles of the marketing and logistics department, the interfe-
rences of the departments were introduced – what do marketing and logistics do, and 
where do they meet? After this presentation, the author moved on to the topic of „Inter-
functional collaboration‟, discussing the key factors of collaboration throughout different 
functions in the organization. As an addition, the discussion about potential social di-
mension and power issues were introduced.   

In the second part of the frame of reference, the author presented the studies by Narver 
and Slater (1990), one of the first researchers that have identified a positive link between 
inter-functional collaboration and organization performance. This indicates the usability 
of the research, as collaboration would contribute to organizational performance. 
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4. Methodology 

 In this chapter, research methods that are used to fulfill the purpose of the thesis 

are presented. The other sections introduce how the data is collected, assembled 

and processed. The method section is concluded by discussing the choices made 

and how to conduct the research.  

In theory, there is no difference between theory and practice; in practice, there is. (Chuck Reid). 

Introduction 

Organization of the chapter 

In order to defend the methodology of the thesis, the author carefully structured the me-
thod for data collection in order to increase the validity of the thesis. Starting with the 
choice of data collection, type of research followed by the instruments used to collect 
primary and secondary data. The author aims to reflect on reliability of the data and the 
procedure for data analysis. 

 

 

Image 13 Organization of chapter, created by author of thesis 
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Research design 

With this thesis, the author intends to draw conclusions on the performance and imple-
mentation issues related to collaboration, a contribution for managers and future re-
search related to inter-functional collaboration in the scope of performance. The re-
search aims to present how collaboration could be implemented in a practical manner – 
using examples of „instruments‟ to facilitate collaboration. To achieve this, the author 
discusses all found instruments during empirical review in terms of applicability and use-
fulness. The primary data in this thesis is constituted by theoretical research, which is 
motivated by selected material that would provide a higher validity then an own com-
promised study relating inter-functional collaboration and performance. The author ap-
plies qualitative research in order to obtain the necessary data (Saunders, Lewis, & 
Thornhill, 2007), and underlines the need to include through explanation about the pur-
pose and the content of the exploration and measuring the criteria whether the found 
data can be seen as complementary and trustworthy. The empirical research also func-
tions as a validation on the conclusions drawn in the Frame of reference.  

Qualitative and/or quantitative research 

In order to conduct the research, the author can pick between two methods, quantitative 
and/or qualitative. Both qualitative and quantitative methods can be used to solve the 
same problem. Qualitative data are meanings expressed through words as the equivalent 
quantitative data are based on meanings derived from numbers (Saunders, Lewis, & 
Thornhill, 2007).  This is confirmed by Robert Yin (2004): 

“Regardless of its source, case study evidence also can include both qualitative and quantitative 
data. Qualitative data may be considered non-numeric data—e.g., categorical information that 
can be systematically collected and presented; quantitative data can be considered numeric da-
ta—e.g., information based on the use of ordinal if not interval or ratio measures.” (Yin, 2004) 

While the study performed by the author could be performed in qualitative or quantita-
tive matter, the research will be performed in qualitative matter, as qualitative would be 
limited by statistical measurements, this way the author can be more flexible, so the au-
thor are able to keep the research flexible and exploratory (Swetnam, 1998). Yin (2004) 
explains that when the author knows little about the subject, qualitative research is very 
suitable to create a model. Besides that, qualitative research observes situations in their 
natural settings, this so that the author can understand in terms of the meaning. Research 
of behavior would be better to do qualitative research, because the author can get a fuller 
overview and understanding and form a picture of the reality accordingly. The author 
tend to focus on „what is really going on‟ instead of observing the numbers. (Skinner, 
2008) 
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Inductive or deductive research approach 

Newton and Rudestam (2007) compare the research process with a wheel, they suggest 
that research is not linear but a recursive cycle of steps that are repeated over time. A re-
searcher selects a topic and uses inductive logic to create a proposition, relating the topic 
to broader context and guides their thought using values, assumptions and goals that 
need to be explained.  

Research can be distinguished as belonging to one of two models, deductive (or “top-
down”) approach or an inductive (or “bottom-up”) approach (Skinner, 2008). 

Introduction to approaches 

1. Inductive research 

Inductive research, or grounded theory research is when the theory is developed 
from observation of the empirical reality. (Newton & Rudestam, 2007) Inductive 
research is based on observation of empirical reality, leading to research ques-
tions then theory. (Skinner, 2008) 

2. Deductive research 

Deductive is when research is initiated with theoretical study, and is being tested 
by empirical observation.  (Newton & Rudestam, 2007) Deductive research starts 
with theoretical framework, and then introduces a research question, leading to 
observation and then to conformation or rejection. Deductive research is a 
process of finding a reasoned conclusion by logical generalization from a known 
fact. (Skinner, 2008) 

Chosen approach 

The author will start with reasoning in order to move from broad topics in order to find 
a research question, and start writing the purpose, read theory and then formulate the re-
search questions. These research questions are then used to support the purpose. Finally 
there will be a reflection to empirical reality. Then, generalizations are made on the basis 
of the particular data that have been observed (Newton & Rudestam, 2007) These gene-
ralizations are then tied to an conceptual framework, leading to the explanation of fur-
ther research questions and implications for additional study. 

Inductive is usually described as moving from the specific to the general, while deduc-
tion begins with the general and ends with the specific. (Burney, 2008) The inductive ap-
proach is most similar with the study propose.  
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Subject of empirical analysis 

Due to the 2008 financial crisis, the author found that many organizations are wary to let 
an outside researcher investigate the collaboration between organizational functions. 
Common reasons for prohibition of in-depth desk research with subordinates was that 
of “no time”, “core focus strategies” and “scared to raise questions about restructurings” 
all of these arguments came from different organizations seem liable during this time. As 
a solution, the author discussed the option of relying on theoretical data and uses the 
empirical data to validate the research. Taking the subordinates from marketing and lo-
gistics out of the data collections, the next best option would be the top executive from 
the organization, as this position would allow asking questions regarding the collabora-
tion between the two departments. The author believe that only the top executive, - not 
a middle manager, would have the required broad based knowledge which covered mul-
tiple functional areas of the organization. 

The author was allowed to interrogate the top executive from a large, business to con-
sumer manufacturing organization, willing to participate in the research. The author se-
lected this organization due to the fitting functional structure – the separate marketing 
and logistics functions are reporting to a single senior manager, and have a vertical man-
agement structure.  

Paul Heeringa is CEO at Beiersdorf Nivea Seoul ltd. Korea. He started his professional 
career within the organization in 1990 as manager for thee different departments in the 
Netherlands and left in 1996 to work for United biscuits Netherlands in 1996 until 2001. 
After working as a regional vice CEO for the KAO Corporation in Bangkok, he became 
CEO / general manager at Nivea Seoul ltd. in 2005.   
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Data analysis procedures 

To analyze the information properly, the author recorded and transcribed the Dutch in-
terview to English, this to make sure that all relevant data is included in the thesis and 
that biased notes and interpretations are not occurring in the research. The author made 
sure that the interview was recorded with consent of the interviewee. After discussion 
with the supervisor, the transcript has not been added to the appendices of this thesis, 
but worked out in the „empirical data‟ part. Even though this method of transcribing, 
translating and presenting is resource extensive, it would proof to be very helpful to ex-
tend the theoretical research. The author needs to find the key instruments for collabora-
tion purposes. For this, the author will discuss all found instruments during the empirical 
interview and review the applicability. 

Internal vs. External validity 

 Internal validity External validity 

Definition Refers to the extent to 

which we can accurately 

state that the independent 

variable produced the ob-

served effect. (Fisk, 2004) 

The ability to generalize to 

or across exemplars of a 

particular to the entire 

class of a particular. (Fisk, 

2004) 

Sources Relates to validity when: 

 

1. effect on dependant 

variable only due 

to variation in the 

independent varia-

ble 
 

Relates to generalizing 

your findings 

1. to or across target pop-

ulations 

2. to or across tasks 

3. to or across environ-

ments 

Table 20 Definition of internal and external validity , created by author of thesis  (2009) 

Internal validity 

Internal validity can be achieved by cancelling out factors that influence the subject. Due 
to the nature of the research, when the research would be repeated, the subject would 
probably give different answers to the questions, since the CEO gained more knowledge 
about the subject during the interviews. To minimize negative effect, the proposed find-
ings of the thesis have been discussed with the CEO, aiming to increase validity of the 
concepts. Secondly, after conducting a conceptual draft, the content has been validated 
with the CEO for consent and adjustment  
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External validity 

For the choice of theory, the author aims to include the latest literature about the sub-
ject. The estimation is that older articles, referred to by current articles are trustworthy 
and valid for the research, more recent research is more current but is considered to con-
tribute to the validity of the study by making it relevant and accurate.  

Information collection 

When discussing research, the terms primary and secondary are often used, to clarify the 
differences, refer to the table below. The terms can refer to both the nature of research 
and to sources that were used during the research. (Skinner, 2008) 

 Primary Secondary 

Definition Self collected informa-

tion.(Skinner, 2008) 

Data that someone else has 

collected. (Skinner, 2008) 

Sources A primary source is an 

original document contain-

ing firsthand information 

about a topic. (Skinner, 

2008) 
 

A secondary source inter-

prets and analyses primary 

sources. Secondary 

sources are one step re-

moved from the event. The 

most important feature of 

secondary sources is that 

they offer an interpretation 

of information gathered 

from primary sources. 

(Skinner, 2008) 

Table 21  Primary versus secondary information (Skinner, 2008, p. 3) 

There are two methods to acquire the material for the scientific research, that of acquir-
ing primary and secondary information. The author will focus on acquiring primary in-
formation, and reflect on secondary data for reflection. (Example: Study by Sezen, 2005) 
According to (Swetnam, 1998), the research could be conducted using focus groups or 
observations. The author believes that interview-based research within the organization 
would be best suited for the study, this because respondents often do not realize their 
actual behavior in certain situations. But due to the limited respondents, the author had 
to go for focus groups, with the note that the author will actually only interview one re-
sponded – on recommendation of the supervisor – avoiding the difficulty of focus on 
every available respondent in depth. By conducting the research questions in such a way 
that work-specific questions are avoided, the author aims to increase the validity of the 
chosen instruments. Data can be collected with a number of sources, including logs, di-
aries, tests, questionnaires and interviews. (Swetnam, 1998) There must be a careful se-
lection on matching the instruments to the questions being researched, the author uses 
interviews, articles and books as primary sources. 
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1. Interviews 

A method for qualitative information gathering is to conduct a focused, individu-
al interview, as this method allows the discussion and enhancing information of 
the current topic with the author. Interviewing is a method for data collection 
that can stand on its own or can be a follow up process. (Swetnam, 1998) For the 
purpose, the author will follow up on the theory, because the author aims to in-
crease validity of the found work. As Swetnam descried interviewing, he men-
tioned that an interview is not a typical conversation. Instead it‟s a structured way 
of obtaining information from the respondent. Interviews can be applied as an 
effective way to understand the state of word, logically, emotionally or empirical-
ly. The author aims to ask why, things are they are, and how they became that 
way. Interviews can either be structured or unstructured; a structured interview 
uses standard designed questions, which would enable to compare different indi-
vidual respondents, although a questionnaire might suit best for comparative 
purposes (Swetnam, 1998). A semi-structured interview can be a little more flexi-
ble, as it allows adding new questions during the interview, as a result on what 
the interviewee says.  
 
Due to the familiarity about the subject, acquired in previous studies by the au-
thor, the choice was to perform an open semi conducted interview, as this would 
lead to a guided conversation instead of a structured query. To achieve a semi 
conducted interview, the author designed open ended questions in the interview, 
which leads the interviewer the opportunity to define the specific questions for 
detailed discussion about a certain topic. This is done so aggregate the top execu-
tive‟s own personal insights and reflection about the topic.  
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Interview plan 

The interview has been split up into three parts. The first part had only a limited 
time available, but offered a good introduction and got the CEO‟s attention for 
more cooperation. It is important to mention the personality of the interviewer, 
the time control and the location and environment of the interview. Also, the 
shared knowledge and the techniques used for data collection are very important. 
The interview has been conducted with the CEO of Nivea Seoul ltd., who shares 
nationality with the interviewer and met a number of times before. This is worth 
mentioning since the established relationship could impact the answers, as there 
might be more trust between the interviewee and the interviewer. Due to the ear-
lier declined request by the board of Nivea Seoul ltd. ltd., the CEO seemed par-
ticularly engaged to help out as much as possible. The interviewer observed a re-
laxed business leader that took time for the interviews, was engaged by question-
ing and lecturing regarding earlier work and seemed to be generally interested in 
debating the subject.  

a. Session 1: Introduction to the company, discussion about purpose re-
search 

The first interview session lasted for about 30 minutes and was aimed to 
create interest by the CEO by defining the purpose and the need for the 
company. Also, the initial information required creating the interview – such 
as the company structure, divisions etc. – had been discussed to get an idea 
of the company and to find relevant theory. 

b. Session 2: Discussion model with instruments 

The location of the in-depth interview was a calm, luxury restaurant; the in-
terview took place around noon, took more then one hour. The CEO did not 
mind to continue the semi-structured interview longer than agreed upon in 
the first place. During this time, the advantages and disadvantages of collabo-
ration, and performance and power issues will be discussed. Also, the session 
should lead to a draft version of the theoretical model.  

c. Session 3: Reflection on the model 

The last session lasted for about 44 minutes and enabled the author to verify 
the model with the CEO. This session turned out to be useful for adding 
new ideas and to scrap others.  
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Literature 

Introduction to the method of exploration theory 

 The literature used in this frame of reference has been carefully chosen in order 
to introduce the topic to the reader, and to expand the knowledge of the topic to 
the author. This paragraph has been made to introduce the exploration of theory. 

Before commencing the research, the author drew an exploration map, this accord-
ing to thesis workshop examples, introducing brainstorm techniques on how to find 
relevant theory, by using models that could serve as elaboration platforms. A model 
could look like this: 

 

Image 14  Exploration of theoretical framework , created by author of thesis 

The goal of the map is to introduce a frame for theoretical framework exploration. 
Naturally, while looking in the library and on the web, the author looked for these 
terms and their synonyms to find the most relevant articles to display in this frame of 
reference. These were listed and screened for applicability. The content found folded 
out like branches in a tree. While the research went deep, the presentation should be 
giving overview. 
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Scope: 

Year of study: 1989 – 2009, as it seems important to be able to include older research to 
describe the origins of thought, new articles are more relevant and trustwor-
thy. 

Place: Describing SME or large organizations, geography considered irrelevant for 
scope of research.  

Researchers: First choice is to identify the key researchers in the area, follow the people 
they cite, and to include a famous writer every once and a while.  

Language: English, Dutch, German, Flemish, Spanish, Korean 

Reflection on words used for exploration 

The author avoids measuring organizational performance and rely on data collected 
in the theoretical research. The author has used the search engines as Science Direct, 
SpringerLink and Emerald. Besides the electronic research, the library of the Korea 
Development institute also proved to be helpful to find references. The support 
from the theory will be structurally explored using mind mapping techniques, the re-
sult from the mind map has been listed and then extended by finding synonyms and 
anatomies of the particular words. This way, the author reduces the chance of miss-
ing essential literature regarding the subject.  

 

Image 15 Example of synonym exploration technique to complete sources list , created by au-
thor of thesis  (2009) 
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Conclusion 

The key points of the method is that the research will be divided into two parts, first is 
the collection of relevant instruments for collaboration and a theoretical study on the 
performance advantages of collaboration. The first research question will be answered 
during the empirical research. As the author introduced a method to find all research 
material related to the matter and compares the outcome to decide on a positive or nega-
tive relationship between the two in terms of collaboration and performance.  

The information found in the frame of reference will analyzed and presented to the res-
pondent during the empirical research, which should provide some validation on the ma-
terial found. This would lead to enough information to create a theoretical model that 
summarized all information found. Using that information, the author should be able to 
answer both research Q1 and Q2. 
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5. Empirical Findings 

 In the following section, the findings from the Interview performed by the author 

are presented.  

Organization profile 

The organization that the author is investigating is the Korean branch of the global skin 
and body care brand, Nivea Seoul ltd. The organization dates back to 1911, and started 
operations in South Korea in 1999, in the form of a distribution partnership with LG, 
the biggest provider of cosmetics in the country. (Beiersdorf, 2009) Nivea Seoul ltd. so-
lemnly focused on marketing strategies and branding, LG operated the distribution. In 
2004, the contract was ended due to conflicting interests, and Nivea Seoul ltd. started 
operating an own sales branch and operated their own distribution. Since that time, Ni-
vea Seoul ltd. is 100% owned by Nivea Seoul ltd. Seoul, Ltd, and part of the German 
Beiersdorf group. Korea is the twelfth biggest cosmetic consuming countries in the 
world. (Heeringa, CEO interview, session 2, 2009) The Korean branch sells deodorant, 
face cleaners, sunburn, lip care, body lotion, sun protection and ‟for men‟ to the Korean 
market, besides these main products, they also sell baby care products, hand cream under 
the name of Atrix, hair care products, and patches under the name of Hansaplast. 
(Beiersdorf, 2009) 

The Korean cosmetics market is growing roughly 3% per year (Heeringa, CEO interview, 
session 1, 2009) The strategy of Nivea Seoul ltd. in Korea is not to compete with the es-
tablished brands, but rather segment the market and aim for little markets that grow fast-
er than the rest. Compared to the overall market, the deodorant market is growing ap-
proximately 25 to 30 percent per year (Heeringa, CEO interview, session 1, 2009) Nivea 
Seoul ltd. aims on this segment to acquire a strong position in a small, but growing mar-
ket to achieve first move advantage, to achieve high profit – even in a smaller market. 
Currently, Nivea Seoul ltd. supplies 70% of the deodorants in Korea. (Heeringa, CEO 
interview, session 1, 2009) 

Production 

Nivea Seoul ltd. imports 80% of their products from the plant in Germany, rest from a 
plant in Thailand and Argentina. Nivea Seoul ltd. produces all products internally; they 
are developed in their R & D centers located in Hamburg. Production goes as far as 
producing the product, product packages and labeling. The raw materials are imported 
from suppliers, which are selected depending on the product. Raw materials for simple 
products such as hand cream and shower gel are relatively widely available. However, 
some raw materials for products such as deodorant are harder to acquire, since their 
formulas have more unique ingredients, this will lead to less available suppliers that can 
deliver the ingredients. (Heeringa, CEO interview, session 1, 2009) 
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The corporate structure in relation to marketing and logistics 

The structure of Nivea Seoul ltd. is functional organization, for marketing and logistics 
corporate structure, consisting of six layers in the organization. There are fifteen people 
working in the marketing department, 14 in the logistics department. On the author‟s 
question which department has more body in the organization, meaning which depart-
ment is most dominant in terms of agreements and strategy influence, the answer was 
marketing. Besides that, the interviewed CEO made a remarkable contradiction with one 
of the studies by saying that marketing, not logistics knows the customer. (Heeringa, 
CEO interview, session 1, 2009) 

The organization structure of Nivea Seoul ltd. is as follows; the CEO is followed by the 
functional director (for example the marketing director). The next layer is the product 
group manager, then the senior manager, middle manager and finally the junior member. 
The junior reports to the senior, the product manager reports either to the senior or the 
product group manager. (Heeringa, CEO interview, session 1, 2009) 

 

Image 16 corporate structure of marketing and logistics department , created by author of thesis  

The marketing and logistics departments are located in the same building, on the same 
floor. Due to building design, the departments are not able to be located next to each 
other. The offices at Nivea Seoul ltd. are open, meaning that the management has their 
own room to work in, but the departments are localized in groups in an open work envi-
ronment.(Heeringa, CEO interview, session 1, 2009) 
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Nivea Seoul ltd. does not have an operations department; these functions are integrated 
in the supply chain. The supply chain consists of two aspects, demand and logistics & 
distribution. Demand manages the demand side, including sales forecasting and product 
planning. Logistics and distribution can be divided in inbound (container management 
etc.) and outbound (goods to customers, to stores like Tesco) In general, marketing and 
logistics facilitates purchasing, organizes containers, local distribution to customers. 
(Heeringa, CEO interview, session 1, 2009) 

 

Image 17 Supply chain at Nivea Seoul ltd, created by author of thesis 

Nivea Seoul ltd. and market orientation 

While the research narrowed down to the inter-functional collaboration aspects, the fol-
lowing paragraph will include a wider scope – reflecting to the study of Narver and Slater 
(1990). Besides the subject of the thesis, we wanted to ask the CEO of Nivea Seoul ltd. a 
number of questions regarding customer and competitor orientation, as they, including 
inter-functional collaboration are mentioned in the model that introduced the perfor-
mance questions in the first place. This to complete the profile of the organization in the 
scope, not to increase knowledge about the matter. (Heeringa, CEO interview, session 1, 
2009) 

Narver and Slater (1990) defined two major influencers to customer and competitor 
orientation, that of market size and supplier availability. The author briefly discussed the 
situation of Nivea Seoul ltd. in reflection to these two aspects. For market growth, which 
Narver and Slater (1990) define as the growing demand, which would make it easier for 
customers to acquire and retain the products, would lead to decreased profitability.  For 
Nivea Seoul ltd., this would be bad because growing markets ease the entry of new com-
petitors which would negatively affect the performance of the organization. For supplier 
availability – the ease of entry of new sellers into the market, a factor that increases com-
petitive pressure from both the current competitors and entrants – Nivea Seoul ltd. is in 
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the situation of increasing suppliers, but have some specific suppliers for certain prod-
ucts. We can say that the suppliers are increasing due to expanding global activities and 
product expenditure. (Heeringa, CEO interview, session 1, 2009)  

We might have to consider the fact that even though the CEO of the organization has a 
first move advantage strategy in the Korean market (Heeringa, CEO interview, session 1, 
2009) their performance might be influenced by the fact that they are in a growing mar-
ket, which would lead to increased enters of competitors in the market. However, the 
fact that Nivea Seoul ltd. is a global organization, gives the organization leverage in nego-
tiating with suppliers, which strengthen their position. The factors of competitor and 
customer orientation have no relation with the study in the scope of inter-functional col-
laboration, but are a signal that it would be too short sighted to do an educated guess 
about the increased performance at Nivea Seoul ltd. without considering these factors in 
a deeper way. (Heeringa, CEO interview, session 1, 2009) 

The importance of inter-functional collaboration at Nivea Seoul ltd. 

Collaboration is essential for Nivea Seoul ltd., if departments do not collaborate, an or-
ganization like ours would be unable to operate. The collaboration between functions 
can be improved by implementing structures that facilitate collaboration, such as the task 
force teams. Beside the structure, clear processes are also important, as they create in-
volvement. The collaboration is furthermore stimulated by active coaching of employees; 
this way the author can make sure that there is good team behavior in the organization. 
Another important point is that of open communication.  

“If people don’t add enough or can’t identify with goal, they need to tell.” 

 (Heeringa, CEO interview, session 3, 2009)  

Nivea Seoul ltd. stimulates this matter of open communication by organizing trainings in 
conflict management among the employees. Finally, the organization needs a „we‟ feeling 
throughout the organization, Nivea Seoul ltd. creates that by organizing team building 
activities including incentive trips overseas. (Heeringa, CEO interview, session 2, 2009) 
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Instruments discussed in the empirical research  

 The author discussed the aggregated list of instruments with the CEO during the 
empirical research.  

 

 

 

 

 

 

 

Image 18Conceptual framework for inter-functional collaboration (Fitzhugh & Piercy, 2006, p. 
944), adjusted by author 

Integrators Facilitators Management attitudes to 
coordination 

Communication 
Organizational learning 
Market Intelligence 
Involvement from all layers 
Psychical I-F collaboration  
Conflict of interests 

Rewards 
Integration mechanisms 
Cross functional training 
Logistics leverage 
Escalation of projects 
 

Align goals 
Empowerment  
Boundary management 
Team size 

Table 22 Cross comparison of information acquired in the frame of reference and the interview , 
created by author of thesis  (2009) 

 

Integrators  

Integrators 

7. Communication 
8. Organizational learning 
9. Market Intelligence 
10. Involvement from all layers 
11. Psychical I-F collaboration  
12. Conflict of interests 

Table 23 Integrating instruments, created by author of thesis 

Integrators 

Facilitators Collaboration 
Organization 
performance 

Management atti-
tude towards coor-

dination 
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Communication 

Integrators Facilitators Management attitudes to 
coordination 

16. Communication 
17. Organizational learning 
18. Market Intelligence 
19. Involvement from all lay-

ers 
20. Psychical I-F collaboration  
21. Conflict of interests 

22. Rewards 
23. Integration mechanisms 
24. Cross functional training 
25. Logistics leverage 
26. Escalation of projects 

 

27. Align goals 
28. Empowerment  
29. Boundary manage-

ment 
30. Team size 

Table 24 Overview of instruments , created by author of thesis  (2009) 

The subject of collaboration was introduced during the discussion about the potential 
power struggles that can arise when employees have worked in the organization for a 
longer time, and the ability to structurally avoid it. The CEO explained that long lasting 
relationships influences collaboration, and that the employees at Nivea Seoul ltd. work 
for about four years in the organization, power struggles can be a potential problem. 
When the operations between managers are not working efficiently, or when people are 
being favored that might not be suited best for the job in relation to their skills, the man-
ager will hear this quickly. Due to the structure at Nivea Seoul ltd., the „noise‟ – informal 
feedback from all layers in the organization - can be picked up quickly. When power 
struggles arise, you have to make sure that you know about it. (Heeringa, CEO interview, 
session 2, 2009) 

“You have to make sure that you inquire information, here and there small talk, very impor-
tant in order to catch signals. These kind of things are easy to pick up, although sometimes the 
language barrier can be a problem, not everybody speaks English, which can be a handicap for 
foreign management. That’s why management needs to have trustworthy informant sources in all 
layers of the organization”  

(Heeringa, CEO interview, session 2, 2009)  

The informants can supply information about what is going on in the organization, in-
formation that would not reach the management otherwise. There are no structural in-
formants, but there are organization activities that provide opportunities to interact with 
employees from all layers of the organization.(Heeringa, CEO interview, session 2, 2009) 
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Organizational learning 

Integrators Facilitators Management attitudes to 
coordination 

16. Communication 
17. Organizational learning 
18. Market Intelligence 
19. Involvement from all lay-

ers 
20. Psychical I-F collaboration  
21. Conflict of interests 

22. Rewards 
23. Integration mechanisms 
24. Cross functional training 
25. Logistics leverage 
26. Escalation of projects 

 

27. Align goals 
28. Empowerment  
29. Boundary manage-

ment 
30. Team size 

Table 25 Overview of instruments , created by author of thesis  (2009) 

Organizations need to make sure that there is a structural evaluation process to facilitate 
the collaboration. Organizations tend to focus on finishing projects, but lack the facilities 
to look at the result. Too often, organizations are already satisfied that the project is 
completed but forget to sit down and review the process and discuss the clinches and 
kinks in the process. This is very valuable information for organizational learning. The 
solution is to plan the project, followed by executing it and adding a review phase in the 
end of the project. The review phase is especially useful for education of the organiza-
tion. This educational facility is useful and requires a structural implementation, a loop 
that is part of every project. (Heeringa, CEO interview, session 2, 2009) 

Market intelligence 

Integrators Facilitators Management attitudes to 
coordination 

16. Communication 
17. Organizational learning 
18. Market Intelligence 
19. Involvement from all lay-

ers 
20. Psychical I-F collabora-

tion  
21. Conflict of interests 

22. Rewards 
23. Integration mechanisms 
24. Cross functional training 
25. Logistics leverage 
26. Escalation of projects 

 

27. Align goals 
28. Empowerment  
29. Boundary management 
30. Team size 

Table 26 Overview of instruments , created by author of thesis  (2009) 

Nivea Seoul ltd. has a structural method to gain information about the customer‟s needs. 
To acquire the information, different insights are performed, which eventually are trans-
lated to products. The customer needs studies include need based studies, customer in-
sight studies and Q and A studies. These studies can raise unique ideas that eventually 
will be translated to concepts. The concept is than raised to a project that will create the 
product. This is a continuous process. (Heeringa, CEO interview, session 2, 2009)  
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Involvement from all layers 

Integrators Facilitators Management attitudes to 
coordination 

1. Communication 
2. Organizational learning 
3. Market Intelligence 
4. Involvement from all lay-

ers 
5. Psychical I-F collaboration  
6. Conflict of interests 

7. Rewards 
8. Integration mechanisms 
9. Cross functional training 
10. Logistics leverage 
11. Escalation of projects 

 

12. Align goals 
13. Empowerment  
14. Boundary manage-

ment 
15. Team size 

Table 27 Overview of instruments , created by author of thesis  (2009) 

In an organization, when a junior on the bottom of the hierarchy has an idea, or even the 
coffee lady, the idea should be able to reach to a project. The boss of an organization 
does not have the best ideas. (Heeringa, CEO interview, session 2, 2009) 

“In the organization, for example deodorant, we are very active on the web, via bloggers and 
power bloggers. I have no idea and am much too traditional. When I talk with young Koreans, 
they have so many good advanced ideas about web communications; they are miles further then 
me. Therefore you need to stimulate and use that.”  

(Heeringa, CEO interview, session 2, 2009) 

The ideas can be raised up into the hierarchy which will decide the potential, Nivea Seoul 
ltd. is open to influence from these directions. 
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Psychical inter-functional collaboration 

Integrators Facilitators Management attitudes to 
coordination 

16. Communication 
17. Organizational learning 
18. Market Intelligence 
19. Involvement from all lay-

ers 
20. Psychical I-F collaboration  
21. Conflict of interests 

22. Rewards 
23. Integration mechanisms 
24. Cross functional training 
25. Logistics leverage 
26. Escalation of projects 

 

27. Align goals 
28. Empowerment  
29. Boundary manage-

ment 
30. Team size 

Table 28 Overview of instruments , created by author of thesis  (2009) 

Examples to communicate in the organization such as planned teleconferencing calls, 
meetings, and conferences are important aspects of collaboration between marketing and 
logistics. But it depends on the distance. In the organization, marketing and logistics are 
located on the same floor but not all communication is within the organization building 
perimeters. (Heeringa, CEO interview, session 1, 2009) 

“logistics at Nivea Seoul ltd. are naturally working with the sales and marketing department, 
but they also need work internationally with the production center. International collaboration 
prevents face to face contact. The author have a lady that managers all international shipping. 
That needs to be done by telephone. That can’t be done face to face.”  

(Heeringa, CEO interview, session 3, 2009). 
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Conflict of interests 

Integrators Facilitators Management attitudes to 
coordination 

16. Communication 
17. Organizational learning 
18. Market Intelligence 
19. Involvement from all lay-

ers 
20. Psychical I-F collaboration  
21. Conflict of interests 

22. Rewards 
23. Integration mechanisms 
24. Cross functional training 
25. Logistics leverage 
26. Escalation of projects 

 

27. Align goals 
28. Empowerment  
29. Boundary manage-

ment 
30. Team size 

Table 29 Overview of instruments , created by author of thesis  (2009) 

Power struggles related to advantages are ignored as long they are in organization advan-
tage. About the possible problem in power when the collaboration is threatened by ad-
vantages or disadvantages for a certain group in the collaborations: the goals can be clear 
from the start and seem advantageous for all groups, but this could change during the 
process of the project. Nivea Seoul ltd.‟s policy is not to do anything with it; (Heeringa, 
CEO interview, session 3, 2009) 

“You don’t have to do something about it, because even when one department experience an ad-
vantage or disadvantage from a project, the goal setting will make sure that the project will final-
ly be in the best outcome of the organization, meaning that the project should continue, even 
when a department has a disadvantage.”  

(Heeringa, CEO interview, session 3, 2009) 

(The organization‟s outcome is finally more important than the benefits of the individual 
stakeholders.  
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Facilitators  

Facilitators 

6. Rewards 
7. Integration mechanisms 
8. Cross functional training 
9. Logistics leverage 
10. Escalation of projects 

Table 30 facilitating instruments, created by author of thesis (2009) 

Rewards 

Integrators Facilitators Management attitudes to 
coordination 

16. Communication 
17. Organizational learning 
18. Market Intelligence 
19. Involvement from all lay-

ers 
20. Psychical I-F collaboration  
21. Conflict of interests 

22. Rewards 
23. Integration mechanisms 
24. Cross functional training 
25. Logistics leverage 
26. Escalation of projects 

 

27. Align goals 
28. Empowerment  
29. Boundary manage-

ment 
30. Team size 

Table 31 Overview of instruments , created by author of thesis  (2009) 

There are four scales of rewards at Nivea Seoul ltd., the employees in task force groups 
are encouraged by peer pressure, since achieving goals is part of their bonus – besides 
the variable reward – when a project fails, the team will get lower bonus and hence get 
lower appreciation.(Heeringa, CEO interview, session 2, 2009) 
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Integration Mechanisms 

Integrators Facilitators Management attitudes to 
coordination 

16. Communication 
17. Organizational learning 
18. Market Intelligence 
19. Involvement from all lay-

ers 
20. Psychical I-F collaboration  
21. Conflict of interests 

22. Rewards 
23. Integration mechanisms 
24. Cross functional training 
25. Logistics leverage 
26. Escalation of projects 

 

27. Align goals 
28. Empowerment  
29. Boundary manage-

ment 
30. Team size 

Table 32 Overview of instruments , created by author of thesis  (2009) 

Task force teams 

Nivea Seoul ltd. utilizes task force teams to facilitate collaboration, applies job rotation. 
About the collaboration between marketing and logistics – Nivea Seoul ltd. has proce-
dures to make the collaboration work better, since marketing cannot work without logis-
tics and vice versa.  (Heeringa, CEO interview, session 2, 2009) 

“An example of this is that the product manager cannot introduce a new product without help 
of the other involved departments, as a product manager can introduce ideas and strategies, but 
without establishing a product, not much can be done.”  

(Heeringa, CEO interview, session 2, 2009) 

This is why Nivea Seoul ltd. forms taskforces to facilitate structured projects. The task-
forces are multidisciplinary; they consist of marketing members, logistic members, finan-
cial members, sales members and trade members. Big taskforces lead to unrelated mem-
bers, therefore task force teams at Nivea Seoul ltd. contain about six to eight people, but 
that depends on the subject of the project. Sometimes multifunctional teams can be ex-
tended to ten members. (Heeringa, CEO interview, session 2, 2009) 

Job rotation 

Nivea Seoul ltd. also applies job rotation to avoid the power struggles to happen in the 
first place. An employee works in the same location for up to 2 years on average, de-
pending on the function. This way, people do not report to the same boss throughout 
their career, and do not always have the same colleagues. (Heeringa, CEO interview, 
session 2, 2009) 

Group leader 

Group leader to coordinate the task force team instead of assigned coordination person 
for collaboration. There is no specific person in the task force teams that bridges the gap 
between marketing and logistics, instead, a task force member is assigned as coordinator, 
and the selection for that is based on which department initiated the initiative. In the 
case of a product introduction, marketing would be responsible; hence a person from 
that department would be coordinator. Instead, when the author talk about a cost sav-
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ings project, the logistics / supply chain department is responsible. In this case, a logis-
tics member would be taking the role. Nivea Seoul ltd. avoids creating functions to 
coordinate the „bridge‟ between the functions. (Heeringa, CEO interview, session 2, 2009) 

“Expectation is that such a role would be inefficient; the person would only generate work, and 
just writes reports all day long, which doesn’t add value.“  

(Heeringa, CEO interview, session 2, 2009) 

Project groups 

Nivea Seoul ltd. also applies job rotation to avoid the power struggles to happen in the 
first place. An employee works in the same location for up to 2 years on average, de-
pending on the function. This way, people do not report to the same boss throughout 
their career, and do not always have the same colleagues. The job rotation is good for 
avoiding power struggles and offers a platform for the employees to develop themselves 
and the relationships in the organization. (Heeringa, CEO interview, session 2, 2009) 

Cross functional training 

Integrators Facilitators Management attitudes to 
coordination 

16. Communication 
17. Organizational learning 
18. Market Intelligence 
19. Involvement from all lay-

ers 
20. Psychical I-F collaboration  
21. Conflict of interests 

22. Rewards 
23. Integration mechanisms 
24. Cross functional training 
25. Logistics leverage 
26. Escalation of projects 

 

27. Align goals 
28. Empowerment  
29. Boundary manage-

ment 
30. Team size 

Table 33 Overview of instruments , created by author of thesis  (2009) 

The training programs at Nivea Seoul ltd. cover the entire organization, there are train-
ings with a scope that actually go beyond the function of the employees, an example of 
this is management training. There are also functional related trainings such as negotia-
tion for sales or inter company pricing for logistics. (Heeringa, CEO interview, session 2, 
2009) 
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Logistics leverage 

Integrators Facilitators Management attitudes to 
coordination 

16. Communication 
17. Organizational learning 
18. Market Intelligence 
19. Involvement from all lay-

ers 
20. Psychical I-F collaboration  
21. Conflict of interests 

22. Rewards 
23. Integration mechanisms 
24. Cross functional training 
25. Logistics leverage 
26. Escalation of projects 

 

27. Align goals 
28. Empowerment  
29. Boundary manage-

ment 
30. Team size 

Table 34 Overview of instruments , created by author of thesis  (2009) 

Information about the customer does not come from logistics at Nivea Seoul ltd., as lo-
gistics contact with customer is solemnly in the form of delivery. The marketing and 
sales department is responsible for the contact with the customer. For logistics its so-
lemnly “you ask, we deliver” (Heeringa, CEO interview, session 2, 2009) 
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Escalation of projects 

Integrators Facilitators Management attitudes to 
coordination 

1. Communication 
2. Organizational learning 
3. Market Intelligence 
4. Involvement from all lay-

ers 
5. Psychical I-F collaboration  
6. Conflict of interests 

7. Rewards 
8. Integration mechanisms 
9. Cross functional training 
10. Logistics leverage 
11. Escalation of projects 

 

12. Align goals 
13. Empowerment  
14. Boundary manage-

ment 
15. Team size 

Table 35 Overview of instruments , created by author of thesis  (2009) 

The functional structure of Nivea Seoul ltd. allows the creation of the multidisciplinary 
teams. (Heeringa, CEO interview, session 1, 2009) 

“In operation, the multidisciplinary teams create the structure to manage collaboration issues 
very efficiently.”  

(Heeringa, CEO interview, session 2, 2009) 

When issues arise, which could happen because of a number of reasons, the project is 
escalated. Due to the multidisciplinary structure, the project can be automatically esca-
lated to a higher level in the organizations hierarchy. (Heeringa, CEO interview, session 
2, 2009) 

“When the escalation doesn’t have effect, the project get’s escalated, to finally reach the CEO.”  

(Heeringa, CEO interview, session 2, 2009) 

About the uncertainties related to the collaboration of the project, that would depend on 
the coordinator of the project to escalate or not. The hierarchy facilitates the possibility 
to detect when a project coordinator escalates too often. When that happens, there is ei-
ther a leadership or procedural problem. (Heeringa, CEO interview, session 2, 2009) 

“In that case, the person can for example fail to manage the group, this is related to problems in 
collaboration, this can be solved. “  

(Heeringa, CEO interview, session 2, 2009) 
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Management attitudes to coordination 

Management attitudes to coordination 

5. Align goals 
6. Empowerment  
7. Boundary management 
8. Team size 

Table 36 Instruments for management attitudes , created by author of thesis  (2009) 

Align goals 

Integrators Facilitators Management attitudes to 
coordination 

16. Communication 
17. Organizational learning 
18. Market Intelligence 
19. Involvement from all lay-

ers 
20. Psychical I-F collaboration  
21. Conflict of interests 

22. Rewards 
23. Integration mechanisms 
24. Cross functional training 
25. Logistics leverage 
26. Escalation of projects 

 

27. Align goals 
28. Empowerment  
29. Boundary manage-

ment 
30. Team size 

Table 37 Overview of instruments , created by author of thesis  (2009) 

For management, the involvement starts with setting goals for the teams that can be in-
terchangeable. This means that every team member have their own goals, but knows 
each other‟s goal. (Heeringa, CEO interview, session 2, 2009) 

“This requires top management to analyze the big projects in the beginning of the year. An ex-
ample could be the introduction of a new product; this will be the responsibility of a marketing 
coordinator who is notified that the new product project is added to the personal goals.”  

(Heeringa, CEO interview, session 2, 2009) 

The members from other disciplines of the task force team should get projects that are 
translated from the goal of the project coordinator. With this approach, the project goal 
has become a collective goal for all task force members. Everybody in the group will 
work on the same ultimate goal. 

Collaboration issues that could arise during goal setting can for example be due to a low 
cost approach by the logistics department and a cost raising strategy of marketing to in-
crease customer base. (Heeringa, CEO interview, session 2, 2009) 

“These goals are per definition a contradiction, besides the common goals in an organization, 
there can also be individual goals. These issues are healthy for certain extend in an organization; 
it creates a tension that is ultimately good for the organization.” (Heeringa, CEO interview, 
session 2, 2009) 

When logistics is cutting costs and marketing is expanding customer base, the answer 
lays somewhere in the middle. Because of this, departments find solutions themselves, an 
example could be that of cost cutting by logistics, finally the department would start 
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planning more efficiently instead of cutting on the product. In the end, it is up to the 
managers to decide on this balance. (Heeringa, CEO interview, session 2, 2009) 

This also counts for internal department issues, such as sales uplift and profit uplift. The 
uplift of both facets can be very difficult. This often leads to a choice to do either one of 
them, and that will finally decide the processes of the department. (Heeringa, CEO 
interview, session 2, 2009) 

“Collaboration can absolutely influence the performance of the organization.” (Heeringa, CEO 
interview, session 2, 2009) 

An organization has a close resemblance with a chain; the weakest link will always de-
termine the eventual output of the organization in terms of efficiency and finally quality. 
When supply chain or marketing is not collaborating right, there is a serious problem 
within the organization. This can be solved by synchronizing all functions. The synchro-
nization of functions means that all processes and people are working together in a har-
monized manner, as when one department is weak, the whole organization suffers. 
(Heeringa, CEO interview, session 2, 2009) 

Another important aspect to alignment of goals is that of performance measurement 
Performance at the studied organization is measured using two approaches, one of the 
approaches is to monitor the output of the employee, this could be measured in terms of 
output, orders shipped etc. Other measurement is that of „performance behavior‟, the 
measurement of the employees attitude, team work or conflict management skills. The 
„performance behavior‟ is measured with the use of personal impressions and annual 
„360 degree‟ evaluations. The „360 degree‟ evaluation is measured in all directions, verti-
cally and horizontally. In the example of the product manager, this would mean that the 
subordinates, peers and boss fill out a questionnaire, analyzing the behavior of the sub-
ject. (Heeringa, CEO interview, session 2, 2009) 
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Empowerment 

Integrators Facilitators Management attitudes to 
coordination 

16. Communication 
17. Organizational learning 
18. Market Intelligence 
19. Involvement from all lay-

ers 
20. Psychical I-F collaboration  
21. Conflict of interests 

22. Rewards 
23. Integration mechanisms 
24. Cross functional training 
25. Logistics leverage 
26. Escalation of projects 

 

27. Align goals 
28. Empowerment  
29. Boundary manage-

ment 
30. Team size 

Table 38 Overview of instruments , created by author of thesis  (2009) 

Facilitating hierarchical cooperation by asking the right questions to subordinates. Total 
management is generally a bad idea for cooperation; organizations need to create an en-
vironment that facilitates the leadership facilitation of all employees. When an employee 
is looking up in the hierarchy and simply asks what they should do next, there is no sti-
mulation. In the scope of collaboration, the general relationship between the employees 
holds back effective cooperation, eventually the willingness to collaborate. Organizations 
need to focus on creating a situation where employees create own initiatives, to challenge 
themselves and the department. (Heeringa, CEO interview, session 3, 2009) 

“Managers need to develop a vision, where does the organization go to on long term, you need to 
set goals, you need to allocate the right people on the right place, you need to make sure that you 
develop people, that is your real contribution as a manager.”  

(Heeringa, CEO interview, session 3, 2009) 

To ensure the contribution, managers need to stimulate the subordinates. Managers have 
a very powerful tool to achieve this, by asking “what is your proposal”, or “what do you 
think is best?” An employee that did not consider about the solution based thinking will 
be engaged to think about solutions and propose that in the hierarchy. Good employees 
on operational level can be successful higher in the hierarchy, but can also horribly fail. 
This is because functional experts might be very good in managing a certain process, but 
are too involved when people request help. This will eventually lead to a situation where 
employees realize that they can ask every detail to the manager, leading to a situation 
where the overview will be hard to maintain. (Heeringa, CEO interview, session 3, 2009) 

“Instead you need to let people self thinking and self steering “empowerment” when people have 
problems, and they thought about solutions, you can say: okay, I have a problem and I have two 
scenarios to discuss. Then the next question from me would be: what is your best solution? You 
need to play the ball back to the subordinates every time.”  

(Heeringa, CEO interview, session 3, 2009) 

When the decision of the subordinate is not the best pick, the manager needs to ask 
questions to steer the employee in the right direction. A question like “did you think of 
this?” could help to get the subordinate understands the problem for them. You can see 



 
EMPIRICAL FINDINGS 

 

75 

that with managers that are really busy with everything and have no time for strategy or 
guidelines, some get sucked up in operations. There are two problems with this, you 
don‟t add value with your management, and second, you don‟t educate your employees. 
(Heeringa, CEO interview, session 3, 2009) 

”When you say, you are junior, you do not understand this, you need to do it like this. Then 
you are not developing people, you don’t develop them to think.”  

(Heeringa, CEO interview, session 3, 2009) 

Boundary management 

Integrators Facilitators Management attitudes to 
coordination 

16. Communication 
17. Organizational learning 
18. Market Intelligence 
19. Involvement from all lay-

ers 
20. Psychical I-F collaboration  
21. Conflict of interests 

22. Rewards 
23. Integration mechanisms 
24. Cross functional training 
25. Logistics leverage 
26. Escalation of projects 

 

27. Align goals 
28. Empowerment  
29. Boundary manage-

ment 
30. Team size 

Table 39 Overview of instruments , created by author of thesis  (2009) 

It is important that departments know their boundaries of knowledge right; the respon-
sibilities need to be made clear. At Nivea Seoul ltd., every function has role profile that 
includes roles and power and decision right. The organization created a matrix that dis-
plays which position has a certain amount of decision right. (Heeringa, CEO interview, 
session 2, 2009) 

”For example, my direct report can decide most things under 20 million KRW, spending or 
others. For more, they need my authorization.” (Heeringa, CEO interview, session 2, 2009) 

This is decided for every level. Between functions in the organization, it is clear what the 
roles and responsibilities are. However, there are also vague boundaries in the organiza-
tion. When issues arise the author have to set an informal meeting to solve the matter, as 
an organization can‟t predict everything, and set the procedures accordingly.(Heeringa, 
CEO interview, session 2, 2009) 
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Team size 

Integrators Facilitators Management attitudes to 
coordination 

16. Communication 
17. Organizational learning 
18. Market Intelligence 
19. Involvement from all lay-

ers 
20. Psychical I-F collaboration  
21. Conflict of interests 

22. Rewards 
23. Integration mechanisms 
24. Cross functional training 
25. Logistics leverage 
26. Escalation of projects 

 

27. Align goals 
28. Empowerment  
29. Boundary manage-

ment 
30. Team size 

Table 40 Overview of instruments , created by author of thesis  (2009) 

Nivea has no bigger teams then 10; we do this to keep all members engaged. Nivea tries 
to include members from different functions. Also, due to job rotation, it‟s common for 
people to meet each other for the first time. (Heeringa, CEO interview, session 2, 2009) 
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6. Analysis 

 In the following section, the analysis is performed by the author, and is presented 

in a per chapter introduction..  

Believe those who are seeking the truth. Doubt those who find it. (Andre Gide 1869 - 1951) 

 

 

Outline of analysis, by author of thesis (2009) 

 

Research 
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Research question 1 

Q1. Is marketing and logistics collaboration positively related to organization 
performance? 

The study by Narver and Slater (1990) introduced in the foreword of the thesis, is one of 
the first that identified the positive link between inter-functional collaboration and or-
ganization performance. Beside that, numerous researchers confirmed the positive rela-
tionship between marketing and logistics (Sezen, 2006; Schramm & Morschett, 2006; 
Watson, 1990; Morash, Droge, & Vickery, 1997). The author decided to strengthen the 
analysis in relation to performance by creating brief overview of three important aspects 
related to firm performance: 

Theories that proved performance by collaboration 

1. Collaboration between marketing and logistics 

From all performance gains related to collaboration in the company, the advantages 
would be biggest between the marketing and logistics collaboration. (Morash, Droge, 
& Vickery, 1997) Besides Morash et al., Sezen (2005) also confirms that collaborated 
performance between marketing and logistics have the most significant performance 
increases. (Morash, Droge, & Vickery, 1997) 

 

Image 19 Organizational performance can be achieved by collaborated effort between mar-
keting and logistics , created by author of thesis  (2009) 

Paul Heeringa (2009) mentioned in the empirical research that : 

“Organizations have close resemblance with a chain; the weakest link will always determine the 
eventual output of the organization in terms of efficiency.”  

(Heeringa, CEO interview, session 3, 2009) 

The studies seem to be in line with the thought of advantages created with collabo-
rated coordination between marketing and logistics.  
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2. Logistics leverage 

Besides earlier described role of logistics in planning, coordination and integration, 
Morash et al. (1997) found that logistics deem to have the strongest influence on or-
ganization performance. This could be related to the neglecting of the gains in mar-
ket share – meaning that marketing could have a bigger impact than assumed by the 
authors, but it seems that for the manager‟s „bottom line‟, logistics‟ leading role 
would contribute most intensively.  

 

Image 20 Logistics leverage, created by author of thesis 

3. Market Intelligence for performance 

Performance achievement by collaborated customer service – marketing intelligence 
– would increase positive customer experience. In order to achieve organization per-
formance, the marketing and logistics department need to align goals (Fitzhugh & 
Piercy, 2006) and implement a joint marketing channel creating cost advantages for 
the organization (Narver & Slater, 1990). Sezen (2005) performed extensive research 
in the collaboration field regarding marketing and logistics function collaboration 
within 142 Turkish car manufacturers in the frame of organization performance, 
finding positive relationship between cooperative performance of marketing and lo-
gistics departments and the overall organization performance. Morash et al. (1997) 
confirms the statement of Sezen (2005) by asserting that logistics customer service 
indeed represents a key demand interface within the marketing mix and that custom-
er service capacity can translate into market share gains. Logistics and marketing 
need to remain intrinsically linked in order to meet customer desires (Sezen, 2006; 
Schramm & Morschett, 2006; Watson, 1990) 

 

 

 

 

 

 

Image 21  Marketing Intelligence leads to performance , created by author of thesis  (2009) 
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Research question 2 

Q2. What the key instruments are for inter-functional collaboration facilita-
tion. 

Before commencement of the interview, the author selected relevant instruments in 
theory that would favor the collaboration between the marketing and logistics depart-
ment. In line with the purpose of the thesis, the instruments found during the theoretical 
research, and evaluated during the empirical research for inter-functional collaboration 
should be discussed.  

Analysis of empirical findings 

The following pages present the answers to all the questions from the semi structured in-
terview. The transcript has first been written down using the recorded conversation and 
then translated to from Dutch to English to the empirical review in this chapter. 

Instruments discussed in the empirical research  

 The author discussed the aggregated list of instruments with the CEO during the 
empirical research.  

 

 

 

 

 

 

 

Image 22 Conceptual framework for inter-functional collaboration (Fitzhugh & Piercy, 2006, p. 
944), adjusted by author 

Integrators Facilitators Management attitudes to 
coordination 

Communication 
Organizational learning 
Market Intelligence 
Involvement from all layers 
Psychical I-F collaboration  
Conflict of interests 

Rewards 
Integration mechanisms 
Cross functional training 
Logistics leverage 
Escalation of projects 
 

Align goals 
Empowerment  
Boundary management 
Team size 

Table 41 Cross comparison of information acquired in the frame of reference and the interview , 
created by author of thesis  (2009) 

Integrators 

Facilitators Collaboration 
Organization 
performance 

Management atti-
tude towards coor-

dination 
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Sources for instruments 

Techniques or instruments to support collaboration include integrators, facilitators and 
management attitudes to coordination. The author aggregated all techniques found in the 
Frame of reference that deemed useful for collaboration facilitation, and with help of the 
model from Fitzhugh and Piercy (2006) the author categorized these techniques in a 
practical manner. The author combined ideas by (Fitzhugh and Piercy, 2006); (Murphy 
and poist, 1996); (Stank. & Daugherty, 1999); (Daugherty, Ellinger, & Gustin, 1996); 
(Bowersox, 2008); (Sezen, (2005); (Mintzberg, Jorgensen., Dougherty, Westley., 1997); 
(Parker, 1994). By merging all, the author found a viable list of techniques that can be 
used for inter-functional collaboration facilitation that the author can use as arguments, 
or a basis for contributors for better collaboration that the author is going to analyze. 

Integrators  

Integrators 

13. Communication 
14. Organizational learning 
15. Market Intelligence 
16. Involvement from all layers 
17. Psychical I-F collaboration  
18. Conflict of interests 

Table 42 Integrating instruments , created by author of thesis  (2009) 

Integrators are the activities that take longer time to develop and connect the inter-
functional collaboration. They would include the factors that would directly influence the 
collaboration between marketing and logistics. There are seven integrating variables that 
matter in this case, communication, organizational learning, marketing information sys-
tems, and conflict of interests, trust and psychical coordination. To understand the ne-
cessity of integrators the author will discuss them one by one. They are controllable ac-
tivities that may be used by senior management to improve the collaboration. (Fitzhugh 
& Piercy, 2006) 
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Communication 

Integrators Facilitators Management attitudes to 
coordination 

31. Communication 
32. Organizational learning 
33. Market Intelligence 
34. Involvement from all lay-

ers 
35. Psychical I-F collaboration  
36. Conflict of interests 

37. Rewards 
38. Integration mechanisms 
39. Cross functional training 
40. Logistics leverage 
41. Escalation of projects 

 

42. Align goals 
43. Empowerment  
44. Boundary manage-

ment 
45. Team size 

Table 43 Overview of instruments , created by author of thesis  (2009) 

Summary 

Theory Communication to bring down silo‟s 

Empirical Hear about problems in the organization 

Analysis Structurally implement communication streams to bring down 
silo‟s between functions and to hear problems within the organ-
ization for the CEO 

 

The subject of collaboration was introduced during the discussion about the potential 
power struggles that can arise when employees have worked in the organization for a 
longer time, and the ability to structurally avoid it. The CEO explained that long lasting 
relationships influences collaboration, and that the employees at Nivea Seoul ltd. work 
for about four years in the organization, power struggles can be a potential problem. 
When the operations between managers are not working efficiently, or when people are 
being favored that might not be suited best for the job in relation to their skills, the man-
ager will hear this quickly. Due to the structure at Nivea Seoul ltd., the „noise‟ – informal 
feedback from all layers in the organization - can be picked up quickly. When power 
struggles arise, you have to make sure that you know about it. (Heeringa, CEO interview, 
session 2, 2009) 

“You have to make sure that you inquire information, here and there small talk, very impor-
tant in order to catch signals. These kind of things are easy to pick up, although sometimes the 
language barrier can be a problem, not everybody speaks English, which can be a handicap for 
foreign management. That’s why management needs to have trustworthy informant sources in all 
layers of the organization”  

(Heeringa, CEO interview, session 2, 2009) 

The informants can supply information about what is going on in the organization, in-
formation that would not reach the management otherwise. There are no structural in-
formants, but there are organization activities that provide opportunities to interact with 
employees from all layers of the organization(Heeringa, CEO interview, session 2, 2009) 
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Organizational learning 

Integrators Facilitators Management attitudes to 
coordination 

31. Communication 
32. Organizational learning 
33. Market Intelligence 
34. Involvement from all lay-

ers 
35. Psychical I-F collaboration  
36. Conflict of interests 

37. Rewards 
38. Integration mechanisms 
39. Cross functional training 
40. Logistics leverage 
41. Escalation of projects 

 

42. Align goals 
43. Empowerment  
44. Boundary manage-

ment 
45. Team size 

Table 44 Overview of instruments , created by author of thesis  (2009) 

Summary 

Theory Sharing information leads to collaboration 

Empirical Add structure to review from made mistakes 

Analysis Focus on inter-functional sharing of information and expe-
riences, include review session on projects. 

 

The author discussed the organizational learning matters and asked for advice from the 
CEO on the matter, who responded that many organizations have much to learn when it 
comes to the learning advantage that can be created by reviewing the execution of 
projects. According to the CEO, many organizations miss out on information that is ac-
quired by reviewing projects afterwards. Organizations need to structurally implement 
facilities that improve and maintain the organizational learning. At Nivea Seoul ltd., or-
ganizational learning is implemented to such an extent that it is part of every project that 
is running within the organization. (Heeringa, CEO interview, session 2, 2009) 

“Organizations need plan projects, followed by executing and adding a review phase in the end of the 
project.”  

(Heeringa, CEO interview, session 2, 2009) 

Besides the remarks by the CEO, the author agrees with (Fitzhugh & Piercy, 2006) that 
sharing of information (either good or bad) will increase collaboration. As, sharing of 
this information increases the awareness of each others capabilities. 
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Market intelligence 

Integrators Facilitators Management attitudes to 
coordination 

31. Communication 
32. Organizational learning 
33. Market Intelligence 
34. Involvement from all lay-

ers 
35. Psychical I-F collabora-

tion  
36. Conflict of interests 

37. Rewards 
38. Integration mechanisms 
39. Cross functional training 
40. Logistics leverage 
41. Escalation of projects 

 

42. Align goals 
43. Empowerment  
44. Boundary management 
45. Team size 

Table 45 Overview of instruments , created by author of thesis  (2009) 

Summary 

Theory Significant advantages of customer satisfaction 

Empirical Implement structural methods to gain information, including 
Q & A, needs studies and customer insight studies.  

Analysis Significant advantages for customer satisfaction to have mar-
keting intelligence. Implement structural Q &A, Needs and 
customer insight studies. 

 

The studies from Browersox (2008) provided a frame of reference on the market intelli-
gence aspect for the author. According to Browersox, organizations can achieve remark-
able logistics advantages by restructuring information systems in such a way that the in-
formation is shared with the marketing department.  

During the interview with the CEO of Nivea Seoul ltd. the author found that that organ-
ization had indeed implemented a system for market intelligence, however there was no 
structured system to send information on customer logistics problems and opportunities 
to the marketing department. This seems to be a missing opportunity in the organization. 
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Involvement from all layers 

Integrators Facilitators Management attitudes to 
coordination 

16. Communication 
17. Organizational learning 
18. Market Intelligence 
19. Involvement from all lay-

ers 
20. Psychical I-F collaboration  
21. Conflict of interests 

22. Rewards 
23. Integration mechanisms 
24. Cross functional training 
25. Logistics leverage 
26. Escalation of projects 

 

27. Align goals 
28. Empowerment  
29. Boundary manage-

ment 
30. Team size 

Table 46 Overview of instruments , created by author of thesis  (2009) 

Summary 

Empirical Involvement is important from all layers 

Analysis Create engagement by systematically involve all em-
ployees.  

 

Empirical research discussed the option of bottom-up idea making in the organization. 
This would be important, as the boss of a company does not have the best ideas. This 
idea is in line with that of Empowerment of employees, which would lead to collabora-
tion advantages (Parker, 1994).  
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Psychical inter-functional collaboration 

Integrators Facilitators Management attitudes to 
coordination 

31. Communication 
32. Organizational learning 
33. Market Intelligence 
34. Involvement from all lay-

ers 
35. Psychical I-F collaboration  
36. Conflict of interests 

37. Rewards 
38. Integration mechanisms 
39. Cross functional training 
40. Logistics leverage 
41. Escalation of projects 

 

42. Align goals 
43. Empowerment  
44. Boundary manage-

ment 
45. Team size 

Table 47 Overview of instruments , created by author of thesis  (2009) 

Summary 

Theory Best collaboration with physical collaboration. 

Empirical Due to the international company, not always possi-
ble to physically collaborate  

Analysis Aim to physically collaborate where possible 

 

The author agrees with the obvious statement of Mintzberg that collaboration can be 
best performed in a physical setting. However, perhaps the applicability in a „globalized‟ 
world is something we need to consider. (Mintzberg, Jorgensen, Dougherty, & Westley, 
1997) mentioned that communication by email should be rethought in order to improve 
the collaboration within organizations, but during the empirical research the interviewer 
observed that physical collaboration would be to cost and time consuming for the organ-
ization to be feasible. The following question is related to the tradeoff that would exist in 
this situation. (Mintzberg, Jorgensen, Dougherty, & Westley, 1997) mentions an impor-
tant aspect, which should be implied within the organization, but outside the organiza-
tion, it seems that telephone or video chat would have the biggest resemblance of physi-
cal collaboration and would thus be most feasible for that purpose. 

The act of collaboration is influenced by the means it is performed. According to 
Mintzberg et al. (1997) collaboration is facilitated best in a physical setting. During the 
empirical review, the author observed that physical collaboration is supported at the re-
searched organization with open offices and avoiding having meetings behind open 
doors, which improves collaboration in a positive way. (Mintzberg, Jorgensen, 
Dougherty, & Westley, 1997) 
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Conflict of interests 

Integrators Facilitators Management attitudes to 
coordination 

31. Communication 
32. Organizational learning 
33. Market Intelligence 
34. Involvement from all lay-

ers 
35. Psychical I-F collaboration  
36. Conflict of interests 

37. Rewards 
38. Integration mechanisms 
39. Cross functional training 
40. Logistics leverage 
41. Escalation of projects 

 

42. Align goals 
43. Empowerment  
44. Boundary manage-

ment 
45. Team size 

Table 48 Overview of instruments , created by author of thesis  (2009) 

Summary 

Theory Improved collaboration with share goals and understanding 
of each other‟s experience 

Empirical Conflicts are okay, as long as they do not harm the company 

Analysis Make sure goals are aligned and escalate problems that harm 
the company 

 

The ability for the organization to reduce conflicts of interests will improve collaboration, 
according to Fitzhugh and Piercy (2006). The approach on reducing conflicts of interests 
is closely related to power struggles since conflicting interests are often related to untran-
slatable advantages for a certain stakeholder in the collaboration process. (Fitzhugh and 
Piercy, 2006). Considering the empirical research, the statement of the CEO that con-
flicting interests are ignored, as long as they are in the companies interests imply that the 
ability to cope with, or reduce the conflict of interests seems to be unimportant, but rais-
es an interesting perspective on the matter. Using the example of Fitzhugh and Piercy, 
related of collaboration in organizations working with multi-divisional stakeholders 
seems highly applicable on Nivea Seoul ltd. Fitzhugh and Piercy warn for the problems 
that can arise due to the different backgrounds and experience of stakeholders, which 
might lead to a lack of understanding of each other roles. According to the CEO, the or-
ganization should embrace a certain tension between the departments in order to be effi-
cient. The organization‟s faith is finally more important than the benefits of the individu-
al stakeholders. (Heeringa, CEO interview, session 2, 2009)  
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Facilitators  

Facilitators 

11. Rewards 
12. Integration mechanisms 
13. Cross functional training 
14. Logistics leverage 
15. Escalation of projects 

Table 49 facilitating instruments , created by author of thesis  (2009) 

Facilitators are physical mechanisms that provide interaction and coordination of activi-
ties. “The concept of “facilitators” includes those physical mechanisms that may influ-
ence the development of inter-functional collaboration“ (Fitzhugh & Piercy, 2006). 
There are three factors that influence, rewards, cross functional training and integration 
mechanisms. Management attitude towards coordination of activities has become the 
central construct that influences integrators and facilitators, as well as collaboration be-
tween marketing and logistics directly (Fitzhugh & Piercy, 2006). 
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Rewards 

Integrators Facilitators Management attitudes to 
coordination 

31. Communication 
32. Organizational learning 
33. Market Intelligence 
34. Involvement from all lay-

ers 
35. Psychical I-F collaboration  
36. Conflict of interests 

37. Rewards 
38. Integration mechanisms 
39. Cross functional training 
40. Logistics leverage 
41. Escalation of projects 

 

42. Align goals 
43. Empowerment  
44. Boundary manage-

ment 
45. Team size 

Table 50 Overview of instruments  

Summary 

Theory Establish incentive system for individual and 
team, sharing benefits and risks 

Empirical Establish incentive system for individual and 
team, sharing benefits and risks (agreed) 

Analysis Establish incentive system for individual and 
team, sharing benefits and risks 

 

Murphy and Poist (1996) describe collaborative advantages that follow with the ability 
for rewarding employees using an incentive system that involves both the sharing of 
benefits and the risks in the compensation. The empirical research pointed out that the 
studied organization applies this using an extra bonus based on collaboration, related to 
the success of projects. When a project is successful, the employee receives a bonus, but 
when the project fails, caused by that employee or not, there will be no monetary incen-
tive. Murphy and Poist (1996) describe this act as engaging the employees to collaborate, 
by facilitating team rewards. They also point out that it would be more effective to rec-
ognize employees who help others to perform better by handing out an award. In the 
studied organization, this reward option does not exist and might be a good suggestion. 
(Murphy & Poist, 1996) 
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Integration Mechanisms 

Integrators Facilitators Management attitudes to 
coordination 

31. Communication 
32. Organizational learning 
33. Market Intelligence 
34. Involvement from all lay-

ers 
35. Psychical I-F collaboration  
36. Conflict of interests 

37. Rewards 
38. Integration mechanisms 
39. Cross functional training 
40. Logistics leverage 
41. Escalation of projects 

 

42. Align goals 
43. Empowerment  
44. Boundary manage-

ment 
45. Team size 

Table 51 Overview of instruments , created by author of thesis  (2009) 

Summary 

Theory  Project teams, task forces, job rotation facilitate integration 
and demonstrate managements efforts 

Empirical Task force teams, Job rotation, Group leader, Project groups 
to facilitate collaboration. 

Analysis Implement integration mechanisms to avoid power struggles 
and promote collaboration 

 

Task force teams, Job rotation, Group leader, Project groups to facilitate collaboration. 
Job rotation is good for avoiding power struggles and offers a platform for the em-
ployees to develop themselves and the relationships in the organization. Group leaders 
can be the person that initiated the project – no extra job necessary. (Heeringa, CEO 
interview, session 2, 2009)Interdisciplinary project groups  combine different groups in 
the company, good for collaboration.  
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Cross functional training 

Integrators Facilitators Management attitudes to 
coordination 

31. Communication 
32. Organizational learning 
33. Market Intelligence 
34. Involvement from all lay-

ers 
35. Psychical I-F collaboration  
36. Conflict of interests 

37. Rewards 
38. Integration mechanisms 
39. Cross functional training 
40. Logistics leverage 
41. Escalation of projects 

 

42. Align goals 
43. Empowerment  
44. Boundary manage-

ment 
45. Team size 

Table 52 Overview of instruments , created by author of thesis  (2009) 

Summary 

Theory Training has two advantages, educating employees and give 
opportunity to increase collaboration. 

Empirical Training gives opportunity to increase collaboration. 

Analysis Cross functional training creates two advantages, educating 
employees and give opportunity to increase collaboration. 

 

The theoretical study found a number of articles referring to the collaborating improving 
opportunities of cross functional training in organizations. Besides the attempt to im-
prove the individual capabilities of employees, sharing the experience to receive training 
binds employees. Training could help staff to form ties and have activities integrated 
outside the boundaries of a function (Fitzhugh & Piercy, 2006). The organizations stu-
died in the empirical research seem to apply training programs over the entire organiza-
tion, of which can be remarked that this is another contribution to facilitating collabora-
tion within the organization.(Heeringa, CEO interview, session 1, 2009) 
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Logistics leverage 

Integrators Facilitators Management attitudes to 
coordination 

31. Communication 
32. Organizational learning 
33. Market Intelligence 
34. Involvement from all lay-

ers 
35. Psychical I-F collaboration  
36. Conflict of interests 

37. Rewards 
38. Integration mechanisms 
39. Cross functional training 
40. Logistics leverage 
41. Escalation of projects 

 

42. Align goals 
43. Empowerment  
44. Boundary manage-

ment 
45. Team size 

Table 53 Overview of instruments , created by author of thesis  (2009) 

Summary 

Theory Management needs to facilitate resources for lo-
gistics to  bring logistics expertise to customers 

Empirical Not in place. 

Analysis Facilitate resources for logistics to bring exper-
tise to customers 

 

While BowersoxDonald, 2008 mentions that logistics should be provided with sufficient 
resources to communicate with the customer, this is not in place at Nivea. Together with 
marketing intelligence - Logistics working together with Marketing – logistics leverage is 
the other aspect necessary to listen to customer and create significant advantages that 
will be important in the next decade. Nivea seems to be missing out in this field, the re-
searched decided to maintain the advise from theory. 

There is a different perception for successful implementation techniques. For planned 
techniques, logicians tend to prioritize education and training, while marketing prioritizes 
co-coordinating committees. What the author can learn from this is that the author has 
to consider that departments might want the same, but could have struggles over the 
technique in the end. Morash, Droge and Vickery (1997) explained us that due to the in-
ternal and external connections associated with relationship management and supply 
chain integration, logistics has a leading role in order to plan, coordinate and integrate 
cross functional activities regarding demand management (customer service and logistics 
quality) and supply management (channel distribution and total cost minimization). This 
is important for implementation considerations.  
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Escalation of projects 

Integrators Facilitators Management attitudes to 
coordination 

16. Communication 
17. Organizational learning 
18. Market Intelligence 
19. Involvement from all lay-

ers 
20. Psychical I-F collaboration  
21. Conflict of interests 

22. Rewards 
23. Integration mechanisms 
24. Cross functional training 
25. Logistics leverage 
26. Escalation of projects 

 

27. Align goals 
28. Empowerment  
29. Boundary manage-

ment 
30. Team size 

Table 54 Overview of instruments , created by author of thesis  (2009) 

Summary 

Empirical Create structure to facilitate escalation of projects 

Analysis For functional structured organizations; create option 
to facilitate escalation of projects, escalate on defined 
rules 

 

To implement a way for projects to be escalated, the organization‟s structure needs to be 
functional, meaning that the hierarchy‟s branches are defined on functions. This way, es-
calating projects can be pushed to a superior, avoiding peer problems. (Heeringa, CEO 
interview, session 2, 2009) Escalation should be done by either the project leader or the 
superior, and should be based on defined rules. Example could be not achieving an KPI 
for 3 times.  
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Management attitudes to coordination 

Management attitudes to coordination 

9. Align goals 
10. Empowerment  
11. Boundary management 
12. Team size 

Table 55 Instruments for management attitudes , created by author of thesis  (2009) 

The view of management towards coordination will influence the discussed “integrators” 
and “facilitators” of inter-functional collaboration, and they also affect the inter-
functional collaboration processes in the organization. There are six variables that matter 
in this case, collective factors, aligned goals, fostering of mutual understanding, estab-
lishment of corporate spirit, shared resources and creating a common vision. Fitzhugh 
and Piercy quote Kahn (1996) saying that “Top management should consider programs 
that encourage departments to achieve goals collectively, have mutual understanding, 
work informally together, and ascribe to the same vision and share ideas and resources.” 
(Murphy & Poist, 1996) 

To improve the logistics and marketing interface, study implied that there are eight addi-
tional qualifications that need to be arranged. These are physical activities include cross-
functional training, integration mechanisms that include job rotation and task force 
teams and making a working rewards systems. (Fitzhugh & Piercy, 2006) But that 
doesn‟t seem to be sufficient. Empirical research pointed to the fact that senior managers 
play an important role in reducing the conflict of interests, create effective communica-
tion and promote organizational learning.   

Senior management has a role in pointing out the importance of inter-functional collabo-
ration (Fitzhugh & Piercy, 2006). The senior manager does not only affect the collabora-
tion between departments, they also have influence on the controllable activities that im-
prove collaboration and the coordination of activities that stimulate collaboration. With-
out the support from the management, collaboration cannot be improved in an organiza-
tion although difficult, top-level managers must attempt to improve the cooperation and 
coordination between marketing and logistics but this might be difficult to make clear to 
the top management due to the lack of perceived benefits of cooperation (Lynagh and 
Poist, 1996). 
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Align goals 

Integrators Facilitators Management attitudes to 
coordination 

31. Communication 
32. Organizational learning 
33. Market Intelligence 
34. Involvement from all lay-

ers 
35. Psychical I-F collaboration  
36. Conflict of interests 

37. Rewards 
38. Integration mechanisms 
39. Cross functional training 
40. Logistics leverage 
41. Escalation of projects 

 

42. Align goals 
43. Empowerment  
44. Boundary manage-

ment 
45. Team size 

Table 56 Overview of instruments , created by author of thesis  (2009) 

Summary 

Theory Establish joint or mutual goals and performance measures between 
the marketing and logistics functions 

Empirical Involvement starts with setting goals for the teams that can be inter-
changeable. Measure output and performance behavior. 

Analysis Translate tasks to interchangeable goals, measure output and per-
formance behavior. 

 

When asked about the most important aspects for facilitating collaboration between 
marketing and logistics during the empirical research, the first answer was that of aligned 
goals. Murphy and Poist (1996) underline the importance of common goals for fluent 
organizational functions. During the theoretical research, the author came across numer-
ous articles discussing the subject. The act of aligning goals is that of establishing joint or 
mutual goals and performance measures between the marketing and logistics functions 
(Murphy & Poist, 1996).  The respondent explained that aligned goals are assembled by 
top management, which is supposed to create goals that are interchangeable. (Heeringa, 
CEO interview, session 2, 2009; Parker 1994) made the observation that organizations 
often lack the clear vision necessary where the individuals need to be and where they 
want to go in their day to day tasks. The empirical research found that the CEO of the 
particular organization obtains clear vision by structured goal setting and delegation to 
subordinates. (Heeringa, CEO interview, session 2, 2009) There was no mention of get-
ting the bottom up perspective on the actual goal. This could imply that there might be a 
blind spot in this area, however the organizational structure in the organization allows 
and stimulates (by collaborative bonus) peer intervention to improve the goals. This is 
why goals in inter-functional collaboration have to be clear, and should include the de-
sired outcome. Employees in a team, part of inter-functional collaboration do not work 
on goals, they merely work on tasks. A clear task such as “reduce cycle time by 10 days.” 
Need to be translated to an organization wide understood goal.  This goal must then be 
incorporated into the goals of the other functions represented by the team members so 
that team goals can be reinforced and department partners in the team can monitor the 
process (Parker, 1994). 
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Empowerment 

Integrators Facilitators Management attitudes to 
coordination 

31. Communication 
32. Organizational learning 
33. Market Intelligence 
34. Involvement from all lay-

ers 
35. Psychical I-F collaboration  
36. Conflict of interests 

37. Rewards 
38. Integration mechanisms 
39. Cross functional training 
40. Logistics leverage 
41. Escalation of projects 

 

42. Align goals 
43. Empowerment  
44. Boundary manage-

ment 
45. Team size 

Table 57 Overview of instruments , created by author of thesis  (2009) 

Summary 

Theory Clearly inform teams about decision rights 

Empirical Stimulate employees by self solving environment  

Analysis Set high amounts of decision rights to involve employees, 
communicate decision rights of ones self and others. Select 
management that is capable of stimulating employees self 
learning capabilities. 

 

Teams need to understand decision rights. Besides deciding on those rights, make clear 
what other‟s teams decision rights are. When employees ask questions, stimulate their 
self learning capability by asking the right questions. Accept no management that is not 
capable of doing so. (Heeringa, CEO interview, session 2, 2009) According to Parker 
(1994) empowering employees is an important aspect of collaboration, as confusion is 
reduced when teams are empowered. (Parker, 1994) 
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Boundary management 

Integrators Facilitators Management attitudes to 
coordination 

31. Communication 
32. Organizational learning 
33. Market Intelligence 
34. Involvement from all lay-

ers 
35. Psychical I-F collaboration  
36. Conflict of interests 

37. Rewards 
38. Integration mechanisms 
39. Cross functional training 
40. Logistics leverage 
41. Escalation of projects 

 

42. Align goals 
43. Empowerment  
44. Boundary manage-

ment 
45. Team size 

Table 58 Overview of instruments , created by author of thesis  (2009) 

Summary 

Theory Reduce competition with clear vertical and horizontal 
boundaries 

Empirical Allow employees to move free, but bound them to limita-
tions for decisions with bigger influence.  

Analysis Allow employees to move free, but set limitations for deci-
sions that have big influence, using boundary management. 

 

In order to facilitate inter-functional collaboration, the competition between depart-
ments and employees need to be managed by defining boundaries. These boundaries are 
those of the process of the flow of information and resources. (Parker, 1994). At the or-
ganization researched during the empirical research, we found that top management de-
fined the roles and responsibilities per employee, but leaves room for own interpretation. 
Parker mentions that managers have a key role in identifying the key stakeholders, ex-
tracting the commonalities between them, facilitating the communication for boundary 
understanding between teams, selecting boundary managers and identify potential bar-
riers in the process. Heeringa (2009) confirms this during the empirical research.  
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Team size 

Integrators Facilitators Management attitudes to 
coordination 

31. Communication 
32. Organizational learning 
33. Market Intelligence 
34. Involvement from all lay-

ers 
35. Psychical I-F collaboration  
36. Conflict of interests 

37. Rewards 
38. Integration mechanisms 
39. Cross functional training 
40. Logistics leverage 
41. Escalation of projects 

 

42. Align goals 
43. Empowerment  
44. Boundary manage-

ment 
45. Team size 

Table 59 Overview of instruments , created by author of thesis  (2009) 

Summary 

Theory Keep teams between 4 and seven members 

Empirical Team size of 10 

Analysis Keep teams up to seven members maximum to keep mem-
bers engaged. 

 

The reason for Nivea to work with 10 is engagement. Parker (1994) studied the perfect 
team size and proposed to work with up to seven people. Therefore, the author recom-
mends to keep teams up to seven members maximum to keep members engaged. 
 



 
ANALYSIS 

 

99 

Overview of the instruments model with reflection 

Due to the need to categorize collaborating facilitating instruments in a proper way, the 
author presents and extends the instruments model in a side to side view.  

 

 
 
 
 
 
 
 
 

Image 23 Fitzburg Model , created by author of thesis  (2009) 

 Instrument Reflection 
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Communication 
 

Structurally implement communication streams to bring down silo‟s between 
functions and to hear problems within the organization for the CEO 

Organizational 
learning 

Focus on inter-functional sharing of information and experiences, include review 
session on projects. 

Market intelligence 
 

Significant advantages for customer satisfaction with marketing intelligence. Im-
plement structural Q &A, Needs and customer insight studies. 

Involvement from 
all layers 

Create engagement by systematically involve all employees. 

Psychical inter-
functional collabo-
ration 

Aim to physically collaborate where possible. 

Conflict of interests Make sure goals are aligned and escalate problems that harm the company. 

F
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Rewards Establish incentive system for individual and team, sharing benefits and risks. 
Integration mechan-
isms 

Implement to avoid power struggles and promote collaboration. 

Cross functional 
training 

Creates two advantages, educating employees and give opportunity to increase 
collaboration. 

Logistics leverage Facilitate resources for logistics to bring expertise to customers. 

Escalation of 
projects 

For functional structured organizations; create option to facilitate escalation of 
projects, escalate on defined rules. 
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Align goals Translate tasks to interchangeable goals, measure output and performance beha-
vior. 

Empowerment  Set high amounts of decision rights to involve employees, communicate decision 
rights of ones self and others. Select management that is capable of stimulating 
employees self learning capabilities. 

Boundary manage-
ment 

Allow employees to move free, but set limitations for decisions that have big in-
fluence, using boundary management. 

Team size Keep teams up to seven members maximum to keep members engaged. 

Table 60 Overview of proposed instruments and reflection , created by author of thesis  (2009) 

Integrators 

Facilitators Collaboration 
Organization 
performance 

Management atti-
tude towards coor-

dination 
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Conclusion of empirical findings and analysis 

Nivea Seoul ltd. hierarchical structure can be defined as functional, for marketing and lo-
gistics corporate structure, consisting of six layers in the organization. There are fifteen 
people working in the marketing department, 14 in the logistics department. On the au-
thor‟s question on which department has more body in the organization, meaning which 
department is most dominant in terms of agreements and strategy influence, the answer 
was marketing.  

Besides that, the interviewed CEO made a remarkable contradiction with one of the stu-
dies by saying that marketing, not logistics knows the customer best. The organization 
structure of Nivea Seoul ltd. is as follows; the CEO is the head of the organization head 
is the CEO, followed by the functional director (for example the marketing director). 
The next layer is the product group manager, then the senior manager, middle manager 
and finally the junior member. The junior reports to the senior, the product manager re-
ports either to the senior or the product group manager. The fundamental principle of 
effective teams is that smaller teams are better. The ideal time has four to seven mem-
bers, when extending over 10 members the group is surely to large. Some organizations 
are dealing with large teams by limiting the size of all teams, or by using core groups 
within large teams to make key decisions and getting work done (Parker, 1994). 
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Conclusions and further research 

 The final chapter summarizes the main findings of this study in relation to the 

proposed research questions and provides the reader with concluding remarks 

and managerial implications.  

 

 
Outline of conclusion and further research, by author of thesis (2009) 
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Conclusion of research question 1 

Q1. Is marketing and logistics collaboration positively related to organization 
performance? 

The author created overview of instruments that facilitates collaboration in organizations. 
While performing analysis to discuss performance gains made with collaboration, the li-
terature naturally extended to find actual instruments that would contribute to perfor-
mance. The author learned the fundamental difference between articles discussing per-
formance and those discussing collaboration – those discussing performance did not on-
ly explain the methods, but tried to measure the effect in a real organization. This raised 
another question: 

If common instruments including market intelligence would contribute to 
organization performance, to what degree would the other instruments affect?  

The relation between performance and collaboration seems liable; in fact, the positive re-
lation has been implied by a number of authors. (Sezen, 2006; Schramm & Morschett, 
2006; Watson, 1990; Morash, Droge, & Vickery, 1997).  

 

Image 24 X instruments that contributing to firm performance, created by author of thesis  (2009) 

In the theory studied, the author learned that performance gains could only be reached 
when marketing and logistics actually collaborated, but when logistics plays a main role 
in a leveraging matter – meaning that logistics plays a key role in initiating collaboration 
– and the opportunity of market intelligence would be another advantage for collabora-
tion, as customer satisfaction was certain to increase. With these lessons learned about 
increasing performance, the author concludes that collaboration contributes to firm per-
formance. Taking this one step further, the author implies that actually all instruments 
for collaboration increases firm performance to a certain degree. This is displayed with 
the „?‟ in image „X instruments in contributing to firm performance‟.  

Conclusion of research question 2 

Q2. What the key instruments are for inter-functional collaboration facilita-
tion. 

Increase in performance, ROI, 
ROA, ROS

?

Market 
Intellig
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Collabo
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Conclusion on instruments model  

In line with the research by Lunagh & Poist (2006) and Fitzhugh & Piercy (2006), the au-
thor discussed the instruments with the CEO of Nivea Seoul ltd. The key instruments 
for inter-functional collaboration facilitation have been selected by aggregating defined 
instruments during the theoretical research. While some instruments recurred for a 
number of times, empirical evidence created the ability to discuss the effectiveness of the 
instruments. It seems that collaboration between marketing and logistics can be facili-
tated using a structural approach, this implies that the solution can be structural as well. 
This study attempted to conceptualize the key factors for collaboration. 

While marketing and logistics have their own individual strategies and goals, eventually 
they share a common goal. In the end, the most prudent for both the marketing and lo-
gistics functions is to satisfy the customer (Chen, 2007) in order to contribute to the or-
ganizations performance (Schramm & Morschett, 2006). The author agrees with Heerin-
ga that separate functions in an organization actually performance better if there is a 
healthy tension between the two. It‟s not the question if marketing and logistics have dif-
ferent goals, it‟s the question of how to align the goals in the best way.  

Overall conclusion 

The author‟s framework discussing organizational performance in theory opted the abili-
ty to aggregate and review possible instruments to improve collaboration within organi-
zations. There was an attempt to improve the validity of the research – by discussing it 
with an experienced top manager of an organization. The theoretical implication is that 
collaboration between marketing and logistics provide exceptional performance oppor-
tunities for organizations. There are collaborative instruments that could be implemented 
to contribute to improving collaboration. The author considers the instruments found in 
theory as mere examples, and argues that these „X instruments‟ – if increasing positive 
collaboration – would probably contribute to organizational performance, as there is no 
proof found to believe that any of the discussed instruments that would lead to success-
ful collaboration would be negative for firm performance.   

With the comments of (Heeringa, CEO, 2009; Morash, Droge, & Vickery, 1997; Sezen, 
2005; Narver and Slater 1990) the author conceptualized collaboration between market-
ing and logistics has a positive relation with performance.  

 

 

 

 

Image 25 X instruments lead to collaboration and finally to firm performance , created by author 
of thesis  (2009) 
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Academic contribution 

The author combined theories discussing collaboration instruments from (Murphy and 
poist 1996; Stank. & Daugherty., 1999; Daugherty, Ellinger, & Gustin, 1996; Bowersox, 
2008; Sezen, 2005; Mintzberg., Jorgensen., Dougherty., Westley., 1997; Parker, 1994) in 
the conceptual framework of Fitzhugh & Piercy (2006). The aggregation created the aca-
demic opportunity to question this conceptual void in terms of advantages for organiza-
tion.  

Managerial implications 

To conclude, the author draws further on the instruments model (table 60). While most 
aspects have been considered, the author wants to point out that theoretical research 
found that before collaboration of marketing and logistics, there is one main point that 
needs to be considered before applying the model. At the core of the model that we 
drawn to increase firm performance – is another aspect, that of the manager. Without 
the support of the manager, it is almost impossible to collaborate. A critical problem for 
cross functional collaboration is that of lacking of managerial support. Training, effective 
leadership and communication can overcome many of the interpersonal barriers that can 
happen, but when the manager does not cooperate, the team efforts will be sabotaged. 
When this happens, it is expected that the team can do little to cooperate effectively.  

Compared to small and medium enterprises, large organizations struggle in facilitating in-
ter-functional collaboration, a possible explanation is that of the earlier discussed need to 
share information - sharing information can prove to be rather difficult in an inflexible 
organizational structure (Lynagh and Poist). and another challenge for large organiza-
tions is that of hierarchy. The exact thing that allows employees to climb the vertical hie-
rarchy, might hold back the horizontal collaboration (Mintzberg, Jorgensen, Dougherty, 
& Westley, 1997). These vertical hierarchies are being replaced by all kinds of organiza-
tions such as network, adaptive and informal. Somewhere in between, cross functional 
experts are ready to move quickly and flexibly in order to adapt to changing organization 
needs (Parker, 1994). 

Although difficult, top-level managers must attempt to improve the cooperation and 
coordination between marketing and logistics but this might be difficult to make clear to 
the top management due to the lack of perceived benefits of cooperation. These „per-
sonal conflicts‟ are obstacles to cooperation as interpersonal dynamics can and does have 
a noticeable impact of corporate operations (Lynagh and Poist). Joint projects and incen-
tives are most likely to be used by larger organizations, while information sharing. Third 
party intervention is more prevalent among smaller organizations (Lynagh and Poist).  
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Implications 

The theory used to define the interfaces between marketing and logistics that the author 
used were over a decade old, and perhaps a bit out-of-date. The author choose these ar-
ticles on purpose due to that they kept recurring in recent articles, the most prominent 
theories were used to build the thesis on, and were verified with recent material. The au-
thor defined marketing and logistics for ourselves, and investigated collaboration.  

The author has found a number of collaboration improving factors in the theoretical re-
view, however, the applicability of these are still vague and could be made stronger with 
empirical evidence. We might have to consider the fact that even though the CEO of the 
organization has a first move advantage strategy in the Korean market (Heeringa, CEO 
interview, session 1, 2009), their performance might be influenced by the fact that they 
are in a growing market, which would lead to increased enters of competitors in the 
market. (Narver & Slater, 1990) However, the fact that Nivea Seoul ltd. is a global organ-
ization, gives the organization leverage in negotiating with suppliers, which strengthen 
their position. (Narver & Slater, 1990) 

Future research 

The aim of the thesis was to analyze the theory discussing collaboration between market-
ing and logistics and the relation. The author listed a number of instruments that would 
contribute to collaboration. However, the author wants to acknowledge that the study is 
limited due to the qualitative nature of the method. Therefore the author would suggest 
that future study could use the outcome of this study to acquire quantitative proof from 
the field. Perhaps a large scale quantitative survey would improve the validity to define 
the prioritization of the instruments as it would be really interesting to understand the 
individual instruments effect on the performance of the company. Besides the model, a 
research on the negative effects of collaboration would be useful due to the lack of 
knowledge in this field.  

While the basis thought of the model is in line with the implication – instruments (in-
cluding integrators, facilitators and management attitude) facilitate collaboration and 
eventually firm performance – and the model fits in the line of the first research question 
discussed by the author, there are some negative issues that have been raised during the 
empirical research that need to be discussed for future research, as the model by Fitz-
burg bring a number of issues for implementation and process. There are two points de-
rived that could be considered for future research: 

Include the implementation style of the instrument 

Beside the different stakeholder‟s involvement, there were clear distinctions in 
cultural and structural changes in the organizations. Also, some of the structural 
changes are continuous, others should be planned. Therefore, the author catego-
rized the discussed instruments as cultural changes, structural changes and recur-
ring stimulators. This way, the importance of the different instruments can be 
discussed in a better context. The model by Fitzburg solemnly categorizes the 
different instruments under the specific function in the company. For the prac-
tical purpose of the research, the instruments need specification for continuous 
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or momentary implementation. This is important to know as continuous instru-
ments need to be implemented in the „roots‟ of the organization. Examples of 
such instruments are that of evaluation of employees or escalation of project. 
Momentary Instruments are those of training sessions or joint outings to increase 
employees bonding with the firm.  Time is thus important and needs to be in-
cluded in the final model. 

Unclear to most people how to implement 

While the terms Integrators, Facilitators and Management attitudes are perfectly 
clear, they add little to no value for managers or future research to understand 
the implementation of the instruments. In fact, the terms are so closely related 
that some instruments are liable for more then one category, and that respon-
dents of the research had problems separating them. Instead, the categories 
should focus on a step by step approach, and use clear definitions to describe the 
categories. 

Reflecting on these issues raised, perhaps an adductive research approach would deepen 
the model further; the author would suggest extracting the instruments from model 30 
and study them for application in the following setting: 

1. Cultural changes (intrin-
sic acceptance) 

2. Structural changes (ad-
dressed fundamentally in the or-
ganization) 

3. Recurring  stimula-
tors (frequency of recurring 
on budget, time and prioriti-
zation of collaboration) 

1. Active coaching of employees  

2. Open communication 

3. Top management information 
from all layers from organization 

4. Physical communication where 
possible 

5. Involvement from all layers of 
organization 

 

1. Escalation of projects up to 
the hierarchy 

2. One task force member as 
coordinator for the project 

3. Interchangeable aligned goals, 
employees that know of each other 
goals 

4. Functional matrix defining the 
main roles and responsibilities 

5. Stimulation of employees by 
empowerment 

6. Task force teams of max 10, 
working on projects 

7. Market Intelligence 

8. Logistics leverage 

9. Marketing and Logistics colla-
boration in customer service 

1. Rewards with peer pres-
sure  

2. Review projects to find 
the lessons learned  

3. 360 degree performance 
reviews 

4. Cross functional train-
ing 

5. Job rotation 

6. Joint outings 
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7. Appendix  

Appendix 1: Semi - structured interview questions session 1 
(English) 

Introduction to the company characteristics 

1. Is your company in a growing customer market?  

2. Are your buyers in an increasing sellers market? 

3. Which organizational structure would fit your organization best? a matrix (some 

employees have two people to report to), functional (groups people together be-

cause they hold similar positions), integrated (flat) 

4. I am interested to what degree subordinates are influenced by the hierarchy. 

How many layers are there in your organization? (esp. Marketing logistics) 

5. How many people are working in the marketing department? 

6. How many people are working in the logistics department? 

7. Are the marketing and logistics department located on same building/floor, if so, 

are they located next to each other? Are your offices „open‟ workplaces? Do you 

think this influences the collaboration between marketing and logistics in a posi-

tive or negative way? 

8. How big are project teams on average? (Think about a few that are going on, 

how many people are in them? (The ideal time has four to seven members, when 

extending over 10 members the group is surely to large.) 

Performance 

9. Theory studied found a relationship between marketing and logistics collabora-
tion and overall company performance. What is your opinion about this state-
ment?  

10. One study found said that logistics influences marketing performance with both 
demand management and supply management interfaces, the result of the study 
was that marketing and logistics channel decisions should be managed jointly, ra-
ther than fragmentized. What is your opinion about this, would it be feasible for 
your company? 
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Appendix 2: Semi - structured interview questions session 2 
(English) 

Social dimension 

1. How do you think that top level managers can improve the inter functional col-

laboration within the company, specifically the cooperation and coordination be-

tween marketing and logistics? 

2. How long have key collaboration stakeholder employees worked in your compa-

ny? Do you expect pre-existing power relationships that could affect the collabo-

ration in your company? What can the researcher do about this? 

3. Early expectations about the result of collaboration can change over time. Per-

haps the expectations of the outcome turn from positive to negative. What does 

your company do to avoid this? 

4. Do you or your direct subordinate establish meetings with the logistics manager 

to find new customer benefits for the organization? 

Top executive’s attitude towards inter functional collaboration 

5. Let‟s talk about your attitude toward collaboration. How important is collabora-

tion between departments for your company? (continuity) 

6. What have you done to optimize collaboration between functions? (can be about 

any function, please mention involved functions) 

7. How does a new product in your company come into being? Are operations (if 

established), marketing and logistics involved when new product is created?  

8. Did you emphasize the need for goal setting in the last year? How important do 

you consider it is to have common goals inside your company? 

9. Does your middle management provide enough resources such as time, funds, 

people, and equipment to projects? (e.g. did you receive complains in this mat-

ter?) 

10. Are your middle managers breaking down barriers including old paradigms and 

procedures? 

11. Is collaboration between functions as marketing and logistics something bottom 

up, or top down? Do you think management has a big role in facilitating this? 

12. To which degree are you facilitating subordinates to communicate in order to 

implement collaboration? 
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Inter functional collaboration Integrators 

13. Which function is more dominant inside your company, logistics or marketing? 

Can logistics be the dominant interface for the relationship management with 

marketing? 

14. Diagram -> What do you think about the integrators, are there other key aspects 

important at your company 

15. With what tools (planned teleconferencing calls, meetings, conferences etc.) do 

meetings between marketing and logistics go, what works best? 

16. Can marketing have influence on the procurement of logistics products? 

17. Studies found that significant logistics advantages can be created by restructuring 

information systems so that information on customer logistics problems and op-

port unities are being sent to both the marketing and logistics function  If logis-

tics receives a customer complaint, can the marketing department (proactively or 

inactively) access this information by Information system? 

18. Issue handling, when issues arise, are third parties (not superior) solving the 

problem? 

19. Are there joint projects between marketing and logistics? If so, is there a distribu-

tion specialist? (Assigned person to facilitate bridge) 

 

Inter functional collaboration facilitators 

20. Collaboration has a relationship with firm performance, but must be supported 

by aligned goals and integrative processes Can you explain me about the integra-

tive processes for at your company? 

21. Diagram -> What do you think about the facilitators, are there other key aspects 

important at your company 

22. Is there an educational program for employees, do they interact with people 

from different functions during this study? 

23. Research shows that recognition is key to reward employees. Is there are recogni-

tion program for team performance (not individual, but team) 

24. Is collaborative behavior rewarded by incentives? 

25. It is important that the cross functional teams are clearly informed about the 

team‟s authority to decide key issues. Are the boundaries between departments 

clear within your company? “they are to dominant”, “why do they lack the vision 

of communication” 

26. Are there structural linkages such as inter functional project teams, task forces, 

job rotation? (not only trainees)  

27. Are general meetings with middle managers with closed curtains, closed doors or 

open?  
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