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The integration of environmental issues in marketing decision making

THE INTEGRATION OF ENVIRONMENTAL ISSUES
IN MARKETING DECISION MAKING
How, why and do marketing practitioners integrate environmental issues in their decision making process? To
answer this complex question, we first have to know what marketing, the marketing process and marketing
decision-making is about. Then we have to know which variables influence the integration of environmental
issues in the decision making process. This exploratory study is a start to get more insight in this complex
system.

“To become a bullfighter, you must first learn to be a bull” (a Spanish saying)

Introduction
Marketing could play a significant role in the environmental practices of companies. Marketing
determines to a large extent which products can be sold, against which price they will be sold, how
they will be distributed and how they will be promoted. There are several ‘legitimate’ reasons for
marketing practitioners to integrate, or not to integrate, environmental issues in the marketing decision
making process. The question is what will be the most dominant influence at the time of the decision
making. Or in other words, what is the critical criterion in making a ‘go’ or ‘no go’ decision
concerning environmental issues in marketing strategies and plans? The aim of my Ph.D. research is to
see whether and how marketing practitioners within large companies integrate environmental issues in
their decision-making process and which factors influence this integration.
In this paper the first results of an exploratory study will be described. It describes the main principles
of marketing and marketing decision making and how it is interrelated with environmental issues. The
purpose of the paper is not to be exhaustive, but to give a broad insight in the subject. The input for
this paper is an exploratory literature study as well as interviews with marketing representatives in
three large companies.
First a definition of marketing and marketing management will be given in paragraph 1. Then the
marketing decision-making process and its influences will be described in paragraph 2. In paragraph 3,
4, and 5, the following three selected categories of influences will be described subsequently: external
influences, internal influences and finally the factors influencing individual decision making. In the
last paragraph some concluding remarks and questions regarding the research will be given.
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1 Definition of Marketing and Marketing management
“ ‘Nothing can ever be learned by analyzing definitions’ writes Pierce. ‘Nevertheless, our existing beliefs can be
set in order by this process, and order is an essential element of intellectual economy, as of every other’
(Robinson, 1972, p. 6)”.

Marketing encompasses more activities than most people realize. “It is practiced and studied for many
different reasons, it has been, and continues to be, defined in many ways, for academic, research, or
applied business purposes (Dibb et al, 1991, p. 4)”. Koster (1991) describes in his Ph.D. thesis about
‘the conceptual foundations of marketing science’ an analysis of 84 Dutch and English definitions of
marketing. This content analysis resulted in a categorization of five main groups of meanings. These
are:
1. Marketing as a science
2. Marketing as a societal process
3. Marketing as a management philosophy
4. Marketing as a (organizational) function
5. Marketing as activities
According to Koster, we need to choose one of the five meanings to formulate an overall definition of
marketing. After a thorough study1, Koster chooses ‘marketing as activities’ as the most basic meaning
of marketing. The other four meanings can be derived from it. A process can be seen as an aggregation
of activities, a philosophy tells something about the framework of the activities, and functions are
practiced by activities. Marketing science is describing, explaining and predicting the activities.
The study by Koster resulted in the following definition of marketing, which will be the definition of
marketing used in this paper:
“Marketing is defined as activities directed at stimulating, facilitating, and expediting
exchange transactions (Koster, 1991, p. 75)”
It is important not to confuse marketing with marketing management. According to Koster, marketing
management is a subset of marketing. Marketing management is primarily management of marketing.
In other words: Marketing management can be seen as managing activities directed at stimulating,
facilitating, and expediting exchange transactions.

1

A description of this study will be too extensive in the framework of this paper.
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The purpose of this paragraph is not to give the best definition of marketing, because that definition
probably does not exist. The definition of Koster is chosen because it can be seen as a definition of
marketing in its broadest sense. Mentioning another, more extensive definition can however contribute
to bring more clarity in understanding the confusing concept of marketing. Dibb et al (1991) give the
following, more extended definition of marketing and marketing management:
“Marketing consists of individual and organisational activities that facilitate and expedite
satisfying exchange relationships in a dynamic environment through the creation, distribution,
promotion, and pricing of goods, services, and ideas.”
“Marketing management is a process of planning, organising, implementing, and controlling
marketing activities to facilitate and expedite exchanges effectively and efficiently.”
The marketing decision making process can be seen as part of marketing management. Figure 1. Gives
a (simplistic) clarification of the relationship between marketing, marketing science, marketing
management, the marketing process and the marketing decision making process
Figure 1: The relationships within marketing and between marketing and marketing science

Marketing science

Marketing
Marketing
Management

Marketing
Process
Marketing
Decision
Making

Source: Koster, 1991, p.77
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Marketing science is not part of marketing, but is describing, explaining and predicting the activities
defined as marketing. Marketing management is part of marketing and is managing the marketing
process. Marketing practitioners have to make many decisions during the marketing process. In this
paper marketing decision-making is looked at as part of the marketing process. In the next paragraph
the marketing process and the marketing decision-making process will be described.

2 The Marketing decision making process
To investigate whether, how and why companies integrate environmental issues in their marketing
decision making process, understanding of the antecedents and influences of the decision making
process is crucial. Before we are able to do that, we first need to understand the marketing process and
the process of marketing decision-making itself.

2.1 The Marketing process

Kotler (1997) gives the following definition of the marketing process:
“The marketing process consists of analyzing marketing opportunities, developing marketing
strategies, planning marketing programs and managing the marketing process (Kotler, 1997,
p. 90)”.
The ‘modern marketing process’2 consists of the following three stages (Kotler, 1997, p. 89):
1. Choosing the value: segmentation of the customer, selection of the target market, develop the
offer’s value positioning.
2. Provide the value: develop the product, develop tangible specifications and services, establish the
target price, make the product, distribute the product.
3. Communicate the value: utilizing the sales force, sales promotion, advertising, other promotional
tasks to inform the market about the product.
The activities of stage one are the essence of strategic marketing. The activities of stage two and three
are part of tactical (or functional or operational) marketing. Figure 2 represents the sequence of
activities during the marketing process.

2

Marketing process in more competitive economies where people face abundant choices
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Figure 2: The Marketing Process
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Source: Kotler, 1997, p. 89

It is important to recognize that marketing really operates at three distinct levels, reflecting three levels
of strategy: corporate, business or SBU and functional or operating levels. “As we move down the
levels of strategy, we move from strategy formulation to strategy implementation (Webster, 1992, pp.
10)”. Webster (1992) gives the following description of these three levels of marketing strategy:
At the corporate level: Choosing value
At the corporate level, the strategic problem is to define what business the company is in and to
determine the mission, scope, shape, and structure of the firm. Marketing managers at the corporate
level have a critical role to play as advocates for the customer and for a set of values and beliefs that
put the customer first in the firm’s decision making. They have to communicate the value propositions
as part of that culture throughout the organization both internally and in its multiple relationships and
alliances. The main tasks at corporate level are market structure analysis, customer orientation and
advocacy, and positioning the firm in the value chain. (Webster, 1992, p. 10,11)

At the business unit level: Mix of choosing value (more specific than at corporate level) and
providing value
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At the business unit or SBU level, the key strategy question is how to compete in the firm’s chosen
business. Marketing strategy in the business units is based on a more detailed and careful analysis of
customers and competitors and of the firm’s resources and skills for competing in specific market
segments. The main tasks at business unit or SBU level are market segmentation and targeting,
positioning the product, and deciding when and how to partner. (Webster, 1992, p. 11,12)
At the operating level: Mix of providing value and communicating value
At the operating level decisions are made regarding the marketing mix; decisions about products,
pricing, promotion, and distribution. The main tasks at the operating level are defining the marketing
mix and managing customer and reseller relationships. (Webster, 1992, p.12)
To make this distinction in operating levels is important because they represent functional boundaries
within the firm. Although in practice these boundaries are not always as clear to distinguish,
neglecting the existence of these boundaries can hinder a full understanding of the marketing process
and subsequently understanding marketing decision making.

2.2 The Marketing decision making process
“ (…..) the decision making of marketers is dependent on contingencies external to the decision making process.
These contingency factors may be found within the individual, in the organizational context, or external to both
the individual and the organization (Ferrel and Gresham, 1985, pp. 88)

In the course of the marketing process the marketing practitioner has to make many decisions. For
making these decisions he or she must have the right information, communicate with others in the
organization, the authority and freedom to make the decisions and finally get rewarded for making the
right decisions (or get ‘punished’ for making faulty decisions). During the decision-making process,
several factors influence the marketing practitioner (negatively as well as positively). These influences
can be classified in the following three groups:
1. Influences outside the firm (external influences):
* Customers
* Competitors
* Government
* Shareholders
* Pressure groups
* Other….
2. Influences within the company (internal influences):
* Orientation, strategic view and culture and values
Chantal Wouters
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* Organizational structure
* Communication and information structure
* Style of leadership and informal systems
3. Factors influencing individual decision making (Ferrel and Gresham, 1985) :
* Knowledge, values, attitudes and intentions
* Differential association and role set configuration
* Perception of opportunities
Figuur 3: Influences on marketing decision making
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Figure 3 describes these influences on the decision making process. It is important to note that there
are several layers of decision making within a company. First there is the overall strategic decision
making concerning al the departments of the company. Marketing decision making is part of this
overall strategic decision making. Within marketing decision making itself there are also several
layers: the corporate level, business unit level and operating level (see the description of Webster in
paragraph 2.1). In figure 3, the overall strategic decision-making process (of all departments) is
represented by the big arrow, placed within the framework of the organizational structure of the
company. The marketing decision making process, as part of this overall decision making process, is
represented by the square within this big arrow. The individual decision making process is part of the
marketing decision making process. It is separately described in paragraph 5
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It is important to notice that the several influences on the decision-making process are interconnected.
The external stakeholders for example influence the orientation and strategic view of the company.
The orientation, strategic view, and the culture and values of the company influence the way the
company is organized (centralized, decentralized, bureaucratic, hierarchical, etc.). The organizational
structure influences the way processes are managed and finally how decisions are made.
Summary
In this paragraph the main aspects of the complex system of marketing decision making were
described. First the marketing process and the marketing decisions to be made were described. Then
the influences on the marketing decision making processes were considered. Three groups of
influences were selected:
1. External influences
2. Internal influences
3. Factors influencing individual decision making
These three groups of influences will be described briefly in the next three paragraphs.

3 External influences
A company and especially a large company has many different stakeholders. These stakeholders are
trying to influence the company for the sake of their own interests, which can be general/public
interest (government, environmental pressure groups) or private interests (customers, stakeholders). In
this paper, external influences are influences by these stakeholders (positive as well as negative). The
most obvious stakeholders for marketing practitioners regarding environmental issues are
environmental pressure groups, the government, consumers, shareholders, and competitors. In this
paragraph they will be described briefly.
Environmental pressure groups
The influence of environmental pressure groups is not to be neglected by marketing practitioners. If
pressure groups are able to convince the general public of the ‘bad’ practices of the company, they can
have a lot of power, which can result for example in product boycotts and/or image damage.
Government
Government regulations are also important stimuli for companies to improve their environmental
practices, ‘simply’ because then they are forced by law to do so.
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Consumers
Consumers are the third important stakeholder group, although individual consumers are only
influential if they organize themselves in a pressure group. Consumer pressure groups can request or
demand companies for example to reduce their packaging or to produce healthier products. On the
other hand, consumers can also block or slow down the introduction of environmental innovative
products in the market place, because they are not willing to pay a higher price or to accept less
comfort (or have the perception that environmental innovative products are more expensive and less
comfortable).
Shareholders
Shareholders can also be influential regarding the environmental cause, negatively as well as
positively. Negatively, because a lot of environmental innovations require investments that can
influence the short-term financial performance of the company and subsequently the amount of
dividend payable. Positively, if the shareholders have concern for the environmental cause, personally
or because of the future risks involved. They can force companies for example to report on their
environmental performance and/or to introduce an environmental management system.
Competitors
The last stakeholder group discussed here in this paper are the competitors. The more proactive
companies can stimulate other companies to also become more active in the environmental field,
especially when they are successful. To be (too) proactive in the environmental field can also mean
that as a company you are investing a lot in research and development, while other companies who are
less active can copy it later on. This perspective can be a reason why a lot of companies choose to be
a follower, although on the other hand they are afraid to be in the ‘rear’.

4 Internal influences
In this paragraph the internal influences will be described. Describing all the influences separately will
be too extensive for the purpose of this paper, so the focus will be on two important influences: the
marketing orientation of the firm and the organizational structure.
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4.1 Marketing orientations
Management orientations can influence decision-making processes, because they determine the
framework in which decisions are made. Within the field of marketing and management there are
several orientations. Frequent used orientations in marketing literature are the production-, product-,
sales-, and marketing orientation. In most of the educational books on marketing (management) these
orientations are described in some kind of chronological order (Dibb et. al. 1991, Leeflang 1995,
Brassington and Pettitt 1997), although not all authors agree with the chronological ‘productionproduct-sales-marketing order’ (Fullerton 1994, Hollander 1986). This paragraph will give a short
overview of the main characteristics of these orientations.
Production orientation
The production orientation is an orientation where the company believes the consumers prefer
products that are widely available and affordable (Leeflang, 1997, p. 25). The organisation needs to be
as efficient as possible in production and distribution techniques, which is the prime task of
management to ensure (Brassington and Pettitt, 1997, p. 14). “The Production Era is commonly dated
from about 1870 until 1930” (Fullerton, 1988, pp. 108). Economic historians, following classical
economic theory, assume demand to have increased automatically as real income rose, which it did for
a growing number of people as a result of industrialisation (Fullerton, 1988, pp. 110)
Product orientation
“The product concept holds that consumers will favor those products that offer the most quality,
performance, or innovative features. Managers in product oriented organisations focus their energy on
making superior products and improving them overtime” (Kotler, 1997, p. 18, 19). Managers working
according to the product orientation believe the following (Leeflang, 1997, p. 26):
•

Consumers buy products in stead of solutions to problems

•

Consumers are most of all interested in product quality

•

The task of the organisation is to improve quality to attract and keep consumers

The sales orientation
Within the sales orientation the organisation thinks it must undertake aggressive selling and
promotional effort, otherwise the consumers will not buy enough of the organisation’s products. “Most
firms practice the selling concept when they have overcapacity. Their aim is to sell what they make
rather than make what the market wants” (Kotler, 1997, p. 19). Both the sales- and the product
orientation are reasoned from a company perspective, not from the consumer’s perspective. In
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‘simple’ chronological order the product and the sales orientation are approximately in the same era,
following the production era.
The marketing orientation
The marketing orientation is perceived as the modern marketing orientation. It actually is the opposite
of the three former concepts, but most of all of the selling orientation. Within the marketing
orientation the wants of the consumer is the main focus, instead of the products sold. “The marketing
concept holds that the key to achieving organisational goals consists of being more effective than
competitors in integrating marketing activities toward determining and satisfying the needs and wants
of target markets” (Kotler, 1997, p. 19).
Brassington and Pettitt (1997) present a clear overview of the marketing history and the several
business orientations. They also make a distinction between the USA, Western Europe and Eastern
Europe to differentiate between geographical stages of development. The eras in table 1., will be the
eras of Western Europe according to Brassington and Pettitt.
Table 1: Marketing history and business orientations – a summary
Orientation

Focus

Era

Characteristics and aims

Eavesdropping

Production

Manufacturing

Up to

Increase production

‘Any color you want as

1950s

Cost reduction and control

long as it’s black’

Make profit through volume
Product

Selling

Goods

Up to

Quality is al that matters

‘Just look at the quality

1960s

Improve quality levels

of the paintwork’

Selling what’s

1950 –

Aggressive sales and promotion

‘You are not keen on the

produced –

1960s

Profit through quick turnover of

black? What if I throw in

high volume

a free sun-roof?’

seller’s needs
Marketing

Defining what

1970s

Integrated marketing

‘Let’s find out if they

customers want

onwards

Defining needs in advance of

want it in black, and if

production

they would pay a bit

Profit through customer

more for it’

– buyer’s needs

satisfaction and loyalty

Source: Brassington and Pettitt, 1997, p. 13

At the end of the 1960s and the beginning of the 1970s a more social marketing orientation emerged.
During that time several scientific papers about this topic where published (Lazer 1969, Kotler and
Chantal Wouters
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Levy, 1969, Kotler and Zaltman 1971, Takas 1974). The discussion was about whether the marketing
concept must be expanded to include considerations of a number of societal aspects – the effects and
interactions of the activities of marketers on our national life (Takas, 1974, pp. 2). Takas (1974)
summarises the comments of writers on the subject as follows:
1. Satisfaction of human needs. The key word is human needs, not those that are business or product
oriented. An opportunity is seen for marketing techniques to be used to sell clean air, clean water,
and adequate housing, for instance.
2. Expansion to social fields. Marketing is seen as an instrument that can be used to further all the
goals of society. It is suggested that marketing techniques can be used to help achieve socially
desirable goals such as population control, improved racial tolerance, and increased support of
education.
3. Consideration of societal impact. A new imperative is presented: that business must assess not
only the profitability of its actions, but also the overall effect those actions have on society.
Kotler (1997) calls the enlargement of the marketing concept ‘societal marketing concept’. According
to the societal marketing concept marketers must balance and juggle the often conflicting criteria of
company profits, consumer want satisfaction, and public interest. Marketers need to build social and
ethical considerations into their marketing practices (Kotler, 1997, p. 28).
“The societal marketing concept holds that the organisation’s task is to determine the needs,
wants, and interests of target markets and to deliver the desired satisfactions more effectively
and efficiently than competitors in a way that preserves or enhances the consumer’s and the
society’s well-being”. (Kotler, 1997, p. 27)
The chosen orientations, or combination of orientations, can influence whether marketers integrate
environmental issues in their decision-making process or not. If a company has mainly a production
orientation, it means it wants to reduce costs by increasing production and make profit through
volume. Environmentally damaging production processes can be more efficient and cheaper, than less
environmentally damaging processes. On the other hand, ‘looking through green glasses’ at production
processes can reveal several reduction and recycling options, which may also reduce costs. If the
company chooses a marketing orientation, it means that it primarily looks at what the customer wants.
A more environmental friendly product can be an advantage in achieving customer satisfaction and
loyalty. On the other hand, for a lot of consumers the price and convenience of the product are
important buying criteria. Green innovations sometimes require a higher price for the product and/or
less convenience. If the company has a more societal marketing orientation it means that it perceives
social responsibility as important. Being as environmental friendly as possible is one way to express
this social responsibility to the society and subsequently to the customer.
Chantal Wouters
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4.2 Marketing organization
The marketing orientation can also determine how (marketing within) the company is organized. Is the
satisfaction and loyalty of the customer perceived as important, than there will probably more people
working in customer service. Is a high sales volume important, than the sales force will probably have
more authority. Is the quality of the product important, than the influence of Research and
Development will probably be higher. In this paragraph the organization of marketing will be
described.
“There is no such thing as a [managerial] structure that is valid once and for all. In a rapidly changing world an
effective structure is one that suits a particular company at a particular moment in its existence and development.
That is to say, structures become worn like a machine or shoes and at a certain moment in time it may no longer
be viable to adapt or repair them (Krief, 1975, p. 5)”

During the 20th century, the business as well as the social environment has changed many times and in
many ways. It is not surprising that these changes had its effects on the way companies were organized
in the past and are organized today.
The organizational structure can be an important influencing factor in the decision making process of
marketing. The organizational and functional structure of a company determines different ranges of
authority, different ranges of freedom and hence different degrees of responsibilities. The ranges of
authority determines at what level in the organization certain decisions are made and by whom. The
ranges of freedom determine for example whether and to what extend individuals are free to
implement new ideas and make decisions by themselves or have to consult others in the organization.
The different degrees of responsibility and the related punishment and reward system determine
whether individuals within organizations can and will easily take responsibility for (or exonerate)
faulty decisions or not.
This paragraph gives an overview of the main marketing functions, responsibilities and other
organizational aspects of the marketing function within (large) companies. It is not the purpose of this
paragraph to be exhaustive, but only to give a short impression of the relevant items. First the product,
sales and account management systems will be described. Then a overview of international marketing
will be given.
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4.2.1 Product-, sales- and account management
Product management
Procter and Gamble was one of the first companies who systematically3 introduced the product
manager system in the 1920s. One of the soap brands of Procter and Gamble was not doing well, and
one of the young executives was assigned to give his exclusive attention to developing and promoting
this product. It was a success and the company soon added more product managers. Many firms have
established product-management organizations since then, following Procter and Gamble. (Kotler,
1997, p. 751)
The brand- or product manager system is a type of organizational structure in which brands or
products are assigned to managers who are responsible for their performance (Low and Fullerton,
1994, pp. 174). The product manager’s role is to develop product plans, implement them, monitor the
results, and take corrective action when necessary. A product manager can also be responsible for a
category of products (category management) or for a specific brand (brand management), depending
on the type of products sold. The main responsibilities of the product manager are (Kotler, 1997,
p.751):
1. Developing a long-range and competitive strategy for the product (or brand or category)
2. Preparing an annual marketing plan and sales forecast
3. Working with advertising and merchandising agencies to develop copy, programs, and campaigns
4. Stimulating support of the product among the sales force and the distributors
5. Gathering continuous intelligence on the product’s performance, customer and dealer attitudes,
and new problems or opportunities
6. Initiate product improvements to meet the changing market needs.
The product manager needs to be very sensitive to new developments in the market. He or she has to
communicate with several departments in the company, for example the R&D department (about
developing new or improved products, which can also be more environmental friendly products), the
financial department (about the marketing budget), customer service and sales.
Sales
The sales force serves actually as the company’s personal link to the customers. “The sales
representative is the company to many of its customers, and it is the sales rep who brings back to the
company much-needed information about the customer (Kotler, 1997, p. 686)”. Salespeople will have
one or more of the following tasks to perform (Kotler, 1997, p. 686):
3

Vesting individual managers with responsibility for a group of products had been common practice in many U.S. and

European department stores since the late nineteenth century (Cespedes, 1995, p. 33).
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1. Searching for prospects, or leads
2. Deciding how to allocate their time among prospects and customers
3. Skillfully communicate information about the company’s products and services
4. Knowing the arts of sales: approaching, presenting, answering, objections, and closing sales
5. Providing various services to the customer: consulting on their problems, rendering technical
assistance, arranging financing, and expediting delivery
6. Conducting market research and intelligence work and fill in call reports
7. Deciding which customers will get scarce products during product shortages
Because the sales representative is the link between the customer and the company, he or she needs to
know everything about the customers preferences and needs. Any changes or anticipated changes in
these preferences or needs, have to be directly communicated to the product managers, so they can
adjust their marketing strategies and/or product portfolio’s if necessary.
Account management
Sales representatives mostly deal with small or medium sized companies. When customers are getting,
or have the potential of becoming more influential and take up a relative large amount of goods from
the company, some kind of account management system is needed. “Account management is the
philosophy and set of instruments and techniques to safeguard the relationship with (potential) big
customers by improving directional influence to improve turnover and sales (Verra, 1994, p. 15)”.
Account management is primarily directed at big customers, although the interpretation of account
management divers by the size of the accounts. A common used classification of the size of accounts
is the ABC classification, represented in figure 4.
Figure 4: Account classification according to ABC classification

A-Accounts
B-Accounts
C-Accounts

Number of accounts

Turnover by account

Source: Verra, 1995, p. 17
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The responsibilities of an account manager are moving from being solely a sales representative to
become more like a product manager. The bigger the account, the more this is true. Because of the
small amounts of turnover per account, account management for C-accounts is mostly a kind of
relation management or a system of representatives. Account management for B-accounts is getting
more complex than for C-accounts, because turnover per account is bigger and more people are
involved in the decision making process, resulting in a longer decision making process. Besides that,
the bigger the account gets, the more important the account is (or thinks it is), the more demanding the
account becomes. This is especially true for the A-accounts. A-accounts regularly want some kind of
custom-made treatment, resulting in for example special product adjustments, discounts, special
services and special delivery demands.
A good and efficient working relationship between the several marketing functions is crucial in
contributing to the firm’s overall objectives (and environmental objectives). The same is true for the
interaction between all the departments in the company. In practice, however, these interdepartmental
relationships are often characterized by deep rivalries and distrust (Kotler, 1997, p. 757). Other
departments often resist bending their efforts to meet the customer’s interests. Just as marketing
stresses the customer’s point of view4, other departments stress the importance of their tasks (Kotler,
1997, p. 757).
To overcome the boundary problems in interdepartmental relationships, a growing number of
companies are reorganizing their marketing organization. Product managers for example develop
from being some kind of ‘mini-manager to become more like ‘integrators’ of business teams. These
integrator’s task will be to tear down walls that divide function from function, product manager from
product manager, and supplier from retailer. They need to lead cross-functional teams responsible for
executing consumer-focused strategies instead of being focused solely at the own department’s goals.
In this cross-functional teams will be representatives of all the marketing relevant departments, like
R&D, manufacturing, purchasing, sales, distribution and finance. Companies will design their
marketing activities around three different types of integrators: consumer integrators (organized
around consumer segments), customer integrators (organized around important accounts), and product
integrators (organized around products). (George et. al, 1994, pp. 43-51)
Interdepartmental relationships, but also the interaction within the marketing department itself, can
play a significant role whether marketers integrate environmental issues in their final decision making
or not. If for example the sales- and/or account managers experience a growing demand for certain
environmental product modifications, he or she has to consult with the product manager whether there
4

In the modern marketing orientation. See paragraph 2.
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are possibilities to make these modifications. This can be the first obstacle. The next obstacle can be
the research and development department who has not the ability or intention to work on these
modifications. Another obstacle can be the production department, because they may think it will be
technically impossible to make the new product with the existing machinery. It is important to note
that the same is true for ‘regular’, non-environmentally oriented product innovations.

4.2.2 International marketing
Besides the functional and hierarchical organization of the company there is also the geographical
organization of the company. This geographical organization determines whether there is great
autonomy for local managers to make decisions or not. This can also influence the marketing decision
making regarding environmental issues, because the environmental awareness among customers can
vary substantially between countries. A decentralized company leaves a lot of freedom to adjust
products and marketing plans to local circumstances, while a centralized company attaches more value
to standardization of products and marketing plans. If the management of a centralized company is
incorporating environmental issues in its overall policy, it can stimulate the integration of
environmental issues in the worldwide marketing decision making. If the opposite is true, it will be
very difficult for individual (local) marketing decision-makers to accomplish this integration. A
decentralized company can have very diverse ways of integrating environmental issues in the
marketing decision making process, depending on local circumstances.
The evolution and traditions of a company determine for a great deal how they are organised today
and will be organised in the future. The administrative heritage also determines how flexible and fast
company’s can respond to a changing international environment and how decisions are made.
According to Bartlett and Ghoshal (1991) there are three ‘key strategic capabilities’ with which
companies can develop an international strategy: multinational, global and international.
“A company’s ability to respond to the strategic task demands of today’s international operating environment is
constrained by its internal capabilities, which are shaped by the company’s administrative heritage (Bartlett and
Ghoshal, 1991, p. 35)”

“Multinational companies are building strong local presence through sensitivity and responsiveness to
national differences (Bartlett and Ghoshal, 1991, p. 15)”. Unilever is an example of a by origin
multinational company. Figure 6 represents the organisational structure of the multinational company.
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Figure 6: Multinational Organisational Model

Decentralized Federation:
many key assets,
responsibilities, and decisions
decentralized

Multinational Mentality:
management regards overseas
operations as a portfolio of
independent businesses

Source: Bartlett and Goshal, 1991, p. 50

International companies focus primarily on developing new products and processes in the home
country, and moving overseas largely by transferring its strong technologies and well-developed
marketing expertise (Bartlett and Goshal, 1991, p. 22). The foreign subsidiaries depend on the parent
company for advanced technology and marketing expertise. Procter and Gamble, and Coca-Cola can
be seen as examples of international companies. Figure 7 represents the organisational structure of the
international company.
Figure 7: International Organisation Model

Coordinated Federations: many
assets, recources, responsibilities,
and decisions still decentralized,
but controlled from headquarters

International Mentality:
management regards overseas
operations as appendages to a
central domestic corporation

Source: Bartlett and Goshal, 1991, p. 50
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“Global companies are building cost advantages through centralised global-scale operations (Bartlett
and Goshal, 1991, p. 15)”. “Managers in global organisations focused more on world markets than did
their counterparts in multinational and international organisations. But because national subsidiaries
had little independence, global managers had less understanding of local environmental differences.
The dominant management perspective was that the world could and should, be treated as a single
integrated market in which similarities were more important than differences. The entire globe was the
prime unit of analysis” (Bartlett and Goshal, 1991, p. 52). The global structure has originally been
used by a lot of Japanese companies. Figure 8 represents the organisational structure of the global
company.
Figure 8: Global Organisational Model

Centralized hub: most strategic
assets, recources, responsibilities,
and decisions centralized

Operational Control: tight central
control of decisions, recources,
and information
Global Mentality: management
treats overseas operations as
delivery pipelines to a unified
global market

Source: Bartlett and Goshal, 1991, p. 50

In the organization of international marketing there are also several developments to be noticed. First
of all there are more possibilities to synchronize marketing practices worldwide because of the rapid
developments in information technologies. This is important when a multinational company decides to
standardize its products and services worldwide in response to growing globalization of consumer
preferences. This standardization development can result in a more centralized organization of the
marketing function. In reaction to this growing standardization and globalization of products and
services, some companies may find opportunities to fill in the gaps of more custom made wishes.
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5 Factors influencing individual decision making
Influences within the individual decision-maker can be important determinants of the overall
marketing decision making process, depending on the authority and freedom of decision making of the
individual involved. Figure 9 describes the individual decision making process. Figure 9 is based on a
model made by Ferrel and Gresham (1985) to explain ethical decision making in marketing.
Figure 9: Factors influencing individual decision-making

Individual factors :
• Knowledge
• Values
• Attitudes
• Intentions

Issue or
dilemma

Significant others:
• Differential
association
• Role set
configuration

Individual
decision making

Behavior

Evaluation
of behavior

Opportunity:
• Professional codes
• Corporate policy
• Rewards/punishments

Source: Ferrel and Gresham (1985)

There are three groups of individual influences:
1. Individual factors
2. Significant others
3. Opportunity
Individual factors are knowledge, values, attitudes and intentions. The knowledge of the marketer
about environmental issues and the perceived importance of those issues can be an important
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determinant of the integration of environmental issues in marketing practices. The same is true for his
or her intentions and attitudes towards problems concerning environmental issues.
‘Significant others’ is the second group of influences. Differential association means that interacting
with persons who are part of intimate personal groups or role sets influences the direction in which
decisions are made (Ferrel and Gresham, 1985, pp.90). For example, if most of the colleagues of a
marketer, or more important his or her supervisors, perceive environmental issues as important or have
a positive attitude towards it, he or she may be more intended to integrate environmental issues in his
or her marketing practices. “A role-set configuration is defined as the mixture of characteristics of
referent others who form the role-set, and may include their location and authority, as well as their
perceived beliefs and behaviors (Ferrel and Gresham, 1985, pp. 91). Role-set configuration means for
example that marketers in a marketing department of the same firm are hired and socialized within the
same immediate organizational context (Ferrel and Gresham, 1985). They share approximately the
same attitudes, beliefs, specialization and knowledge. The influence of both differential association
and role-set configuration actually means that the individual decision-maker makes decisions in a
certain direction he/or she thinks is expected to do.
‘Opportunity’ consists of professional codes, corporate policy, and rewards and punishments.
“Opportunity results from a favorable set of conditions to limit barriers or provide rewards (Ferrel and
Gresham, 1985, pp. 92)”. If professional codes of marketers, like for example the AMA guidelines,
state that as a marketer it is important to consider the environmental impact of your products, a
marketer may feel more supported to do so, than without such codes. This is probably even truer
regarding the corporate policy. But if the corporate policy states that environmental issues need to be
seriously considered and reward and punishment systems are not adjusted to this policy, marketers
won’t be very willing to act according to this policy.

6 Conclusions and questions regarding the research
The purpose of this paper was to describe the main principles of marketing and marketing decision
making and how it is interrelated with the integration of environmental issues. First a definition of
marketing and marketing management has been given in paragraph 1. In paragraph 2 the marketing
process and the marketing decision-making process have been described. Important element of this
paragraph was the description of the main influencing factors of the marketing decision-making
process, because these factors also determine whether marketing practitioners integrate environmental
issues in their decision-making or not. These influencing factors were described in more detail in
paragraph 3 and 4 and 5.
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The preliminary core question of this Ph.D. research is:
To what extent do marketing practitioners within large companies integrate environmental issues in
their marketing decision making process and what influences this integration?
Before we can answer this question, we need to be more precise about several issues and make at lot
of choices. With this question we actually measure two things. First we measure the extent of the
integration of environmental issues in the marketing decision making process. Before we do that, we
first have to describe how this integration can take place. Then we have to decide whether we are
going to measure and describe the integration in the entire decision making process or make a
selection of the phases where this integration can most easily take place. Second we measure the
extend of influence of several variables. Before we can do that, we first have to try to get full insight in
all the possible influences. Then we need to unravel the complex system of these influences, because
they may be strongly interconnected. Then we also have to make a choice whether we measure all the
identified influencing variables or make a selection among them.
The next important questions concerns the type of companies, we are going to include.
We made a first selection to choose for consumer goods companies. Consumer goods companies have
to deal with business to business relationships (retail stores, warehouses, etc.) as well as with
consumer relationships (advertising, service). Now the next question is are we going to research
companies with a proactive environmental attitude or just reactive companies (or both)? Another
question is, whether we have to make a selection among sectors or not, or maybe even among the
countries the companies are from?
The critical question will be how are we going to make the companies enthusiastic for cooperation?
The primary task is to focus the research and find a way to make companies (and particularly the
marketing practitioners) interested in the research outcomes that can be expected from this research.
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