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Information systems and management control systems in particular,
are likely to change and develop hand in hand with business environment.
Now it has been over one and a half century that business has been devel-
oping and excelling their manufacturing information/control systems but
the last four decades of the marketing era tend to tell them to shift the
traditional controller perspective. Managers now face the challenge of
governing the marketing process. It may seem they have already mastered
the process itself however they should have developed proper controlling
tools alongside. This assumption does not hold and some managers are
now seeking for effective management accounting tools that would help
them catch up. The practice and the academics jointly gradually gain
knowledge about how to conceive management control systems in the
area of marketing process, how to describe this process, how to set up its
desired performance, how to measure the real performance and how,
through all this information, to manage it.

An inadequacy persists between the importance of information for a
business and the information actually gathered and reported by controllers
to management. The businesses put substantial effort and resources into
marketing of products and services and consider the performance mar-
keting process to be crucial for the businesses’ vitality. On the other hand
most controllers preferably focus on traditional process of resource trans-
formation into products and services. With this contrast in mind we can
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see the potential for development of the theory and practice of accounting
is big and sources of inspiration are rich.

In this paper we aim to describe and interpret our experience from
projects of implementation of information systems that support manage-
ment with the emphasis put on customer who virtually decides about
every activity in the supplier company. Our aim is to sketch a customer-
oriented information system that allows managers to control the market-
ing process from the customer perspective. Therefore this paper only cov-
ers some business processes. The paper is divided into three chapters:

1. Assumptions for development of a management accounting sys-
tem for use in marketing process.

2. Management accounting system for first line and tactical manage-
ment of marketing process.

3. Information support for strategic management of marketing
process.

In the first chapter we state the theoretical foundations of the paper;
we define what we understand as the marketing process and we identify
the boundaries of the developed information system and the integrated
enterprise-wide information system. The prerequisites for the developed
information system are discussed.

In the second chapter we lay down the marketing process value-crea-
tion model and build upon it to obtain the management information sys-
tem suitable for management of the marketing process; the management
information system is designed (this is often called the controlling con-
cept) in order to merge the management of marketing process activities
(typically automated or supported with CRM applications) with the value
management of the marketing process. This results in a joint (activity and
value) management information system integrating both CRM and ac-
counting modules of an ERP providing relevant value-base information
that marketing managers need to measure and evaluate performance of
their business.

The third chapter is dedicated to strategic perspective of marketing
process and to metrics for the customer perspective of the Balanced
Scorecard concept. We offer an approach to the Balanced Scorecard de-
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sign so that it encapsulates in the best possible way a company's strategy
and so that is motivates the managers' decisions in the desired trajectory.
Having this all in mind the Balanced Scorecard should become an effec-
tive communication tool integrating all company processes.

Assumptions for development of a management
accounting system for use in the marketing process

In the paper we use the theoretical framework of management control
systems to develop the designed management accounting system. This
framework naturally results in a broader scope of the whole paper; we
also consider aspects that are interrelated with construction of an infor-
mation system. These are mainly the consequences of a deployment of
such a system that impact behavior of employees, their mutual communi-
cation and attitudes to their work.

In management accounting we are used to derive the pertinence of
value-based information from use of natural-based information that is
available from the respective operations management system. Such is the
common principle of an enterprise resource planning (ERP) system: to
combine both natural-based information and the derived accounting
(value-based) information and to present both in the same time. In the
field of marketing process the source of natural-based information would
be what is generally accepted as a Customer Relationship Management
application (CRM). We assume the use of a CRM system within the tar-
get company.

As for the target user of the modeled management accounting system
we have chosen an industrial company that produces and supplies its
customers with products with important share of direct material costs.
Speaking in terms of economic theory the target company transforms re-
sources into physical products output realized in a non-perfect competi-
tive environment with a greater quantity of customers. We are persuaded
this is a very realistic assumption that fits best the situation of most in-
dustrial companies today.

We have also adopted a truly contemporary approach to industrial
business management which is management by processes. We thus as-
sume the target company is organized and managed by processes which
are a firm foundation for the management accounting system. This as-
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sumption will allow us to roll out a process map of the target company
and to conceive the information system on the base of such a process
map.

We assume that the target company processes may be classified in a
quite traditional way into three groups — the main (core business) proc-
esses, the support processes and the corporate governance processes. The
main (core business) processes are those that add value for customers, and
that company management considers essential for the business success.
The support processes do still add value for customers but only through
the main (core business) processes; they are very often outsourced from a
third party. The corporate governance processes do not add value for
customers but are necessary for the company to exist and perform. We
will leave aside the two latter groups of processes and will focus only on
main (core business) processes.

We assume that these main (core business) processes may be divided
into two distinct parts of the transformation process — we will call them
marketing and logistics processes. The logistics process transform re-
sources into products or services according to the customer specification.
The marketing process is responsible for the products realization on the
market (this means the search for customers, negotiation and conclusion
of the business) or in other words it guarantees and facilitates the inflow
of customer specification into a company. Our distinction between mar-
keting and logistics processes is quite common in management practice
but is not always defined in the same way. A substantial evolution can be
noticed in the case of the term “logistics”. Historically it was understood
as activities ensuring constant supply of resources for an organization but
the term has evolved and today it is used to describe the whole of activi-
ties ensuring that the flow of mass (supply, stocking, transformation, and
customer delivery) corresponds to the needs of an organization. We keep
and apply the latter definition.

The reasons for split of main processes between marketing and logis-
tics are not only the factual differences between the two (different needs
of employees, style of work, relationships with external business partners)
but also the need for delimitation of responsibilities and access to confi-
dential information for all employees of a company. Top managers are
likely to keep confident and separated customer knowledge, customer
database and individual pricing schemes on one hand and real production
costs and purchasing contracts on the other hand. The organizational split
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does not put into question need for close co-operation between the two
groups of employees — people from marketing rely heavily on logistics,
and people from logistics do reciprocally. An important point about the
split of processes is that the better responsibilities are specified, the more
effective mutual communication and co-operation result.

There has been much effort spent on the design of management ac-
counting systems for logistics processes of companies. But the marketing
side is often underestimated and underdeveloped in today's business
practice. In this paper we therefore focus uniquely on the marketing side
of a company.

We are now going to describe the first steps necessary to design the
described management accounting system. We make a list of decisions
that must be made prior to implementation of the system that would sup-
port the marketing processes. That is why we define the product of the
entire marketing process. In the last part of this chapter we will lay down
a detailed process map of the overall marketing process so that we obtain
reliable foundations for an accounting concept that is consistent and man-
ageable.

Product of marketing process

The theory of management by processes attributes a product to each
of company processes. The product stands for the outcome, and the pur-
pose of a process.

To define a product is a much simpler job in case of logistics process
where intuition is often a sufficient tool — the product is a physical prod-
uct or a service resulting from resource transformation. But it is not trivial
any more to define the product of the marketing process. We have to go
back to economic theory and review the theory of allocation effectiveness
of markets. The moment of allocation of a product on a market is the
same as, from the business point of view, the moment of product realiza-
tion (i.e. moment of sale). It is result of a fruitful business relationship, of
the process of setting a fair price and the moment of making exchange.
The aggregate result of such efforts of all economy is the allocation ef-
fectiveness of markets (and competitive environment) and one element of
that aggregation is a company's marketing process.
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We can now say that marketing processes of all companies are part of
a global mechanism that cleans markets. This effort materializes in the
well-known interaction of supply a demand, with an inequality due to the
fact that markets for industrial goods are supply driven today. Therefore
the supplying company is even more active in such interactions today. All
marketing activities of a company result in the fact that exchange takes
place, and that is the nature of the outcome of such a process. We call it
either quite academically as “the market realization moment” or in a more
business-like way as “delivery of value to the customer”.

The above defined product of the marketing processes determines our
approach to development of the whole information system (customer-ori-
ented management accounting). Let us underpin some differences that are
keys for our concept.

The product of marketing process is the moment of realization of a
company's value added on market, and therefore it is the moment of the
profit creation. Customer is the central point of all effort within the com-
pany — not physical product or service supplied, as it has been viewed
traditionally. This focuses employee activity on and motivates them to
serve customers.

As our approach is not very common we choose to illustrate it here
briefly.

For an individual company we may define the product as delivery of
value to a specific customer segment. We would measure it in sales vol-
ume units such as thousand of EUR. This product can be further analyzed
in a multidimensional way, on multiple axes such as customer type, mar-
ket segment, distribution channel or geographical territory. A typical
management question saying “What was the cost of a product?” will now
be translated as “What was the cost of 1 000 EUR in sales from French
retail in May?”

This possibility to differentiate the means of value realization is cru-
cial for the management of profit side of entrepreneurship. The ability to
influence selling price is the key characteristic of the non-perfect com-
petitive environment and helped to create a fundamental concept of mar-
keting — market segmentation and positioning. Our aim is to project the
segmentation concept into the management accounting system.

62



European Financial and Accounting Journal, 2006, vol. 1, no. 3, pp. 57-77.

Let us see the marketing process in detail through sketching its proc-
ess map.

Map of marketing process

We use the following method of process description: We follow the
build up of value added by a company into the defined product of mar-
keting process from the very beginning of the customer relationship to the
final moment of product which is the moment of delivery of value to the
customer.

Let us use an analogue example from the well-know overall logistics
process. Its product is built through a chain of consequent operations per-
formed on a material-based semi-products treated up to the final moment
of finished product (or service). Product creation is hence started in cor-
porate purchasing, followed by the manufacturing of parts, then comple-
tion, packaging and distribution to the place specified by customer. All of
it is called the logistics process map. The same approach may be now
applied to the overall marketing process. From now on we are going to
reserve the term “product” only for the final product of the marketing
process (i.e. the moment of delivery of value to the customer).

The map of the marketing process is a specific approach of the
authors build upon a CRM functional layout published by SAP. We have
put all of the marketing activities into a logical chain that builds up for
customer relationship. Many refer to this chain as to the “sales pipeline”
or “opportunity pipeline” and it is often visualized as a funnel.

We keep this funnel-shaped visual interpretation in the following
chart:
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Fig. 1: Opportunity pipeline

Target market segment

v Leads generation
“ Leads qualification

Opportunity management

After Contract Care

Value delivered to customer

Source: SAP and authors.

The chart shows the number of customer relationships managed at
each stage by the company employees. It is funnel-shaped because of
decreasing number of the mentioned relationships. This constantly de-
creasing number of relationships is a voluntary expression of company
efforts to select among a huge number of potential partnerships those that
will become lasting and mutually rewarding. With the description of each
stage we will also define its respective “semi-product” i.e. the desired
maturity of a relationship before it is passed further on.

The first stage of the overall marketing process is called leads genera-
tion. A marketing process starts with the make of strategic decision about
a target market segment. (This decision is part of the strategic process that
is part of the corporate governance activity of a company and we have
stated this area can not be covered with our model.) Upon a described
target market segment (or, in many cases, this is just a target market) a
company has to describe a target customer in a set of key characteristics.
Such customers are then searched and a list of potential customers or a
database of leads is ready for use. Leads generation is conducted without
any one-to-one communication by means of market research and com-
mercial database exploration. A company's ability to cover the whole
target market segment is a determinant for the number of leads generated
and, by the end of the whole marketing process, the number of paying
customers. The acquired leads are then passed for qualification.
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Leads qualification is another stage of the whole process. Every single
lead has to be evaluated with the specific regard on its potential to yield
solvent demand. In larger companies the leads qualification is done in a
specialized department such as call centers. Employees question each of
them in order to confirm its relevant classification as target market seg-
ment. If negative the leads are evaluated as trash or cold leads (blue flag).
If positive each lead is evaluated for its willingness and readiness to pur-
chase a company's products and services. According to the phase in its
purchasing cycle the leads are systematically and periodically tested and
re-iterated from the pool of interested leads (orange flag) to hot leads (red
flag). The latter are passed on to the opportunity management stage for a
more sophisticated treatment.

The next stage is called opportunity management because of the
ephemeral quality of hot leads. The offering company must be very active
and provide timely response to the customer that is in the phase of pur-
chasing consideration and decision. The offering company and the poten-
tial customer, or both partners, are building a personal relationship at this
moment; they learn to know each other and they proceed in the definition
of the customized solution. This stage has to be managed in quite a so-
phisticated way and its ability to manage it is key to a company commer-
cial success. This phase also tests the quality of co-operation between the
two major business areas — the marketing and the logistics processes. The
agents from the logistics processes also enter into negotiations and their
skills are part of the success. This stage positively results in a an engage-
ment to exchange (a contract) between the two companies. In most cases
the engagement takes the form of an order (with the general sales condi-
tion playing the role of contract) but in complicated cases a sophisticated
contract may be elaborated through a time-consuming process.

The last stage of a marketing process concerns the after contract care.
Although an engagement to exchange has already been taken it remains
uncertain that the delivery will materialize. The risks on both sides re-
main: The customer may withdraw from the contract in some pre-speci-
fied conditions the supplier may not be able to fulfill the order in a way
specified in the contract. The aim of this stage is to reduce these risks and
to control the delivery to be done as specified above, the customer to be
billed and cashed and finally, to ensure customer satisfaction, eventual
warranty claims taken in account. Customer satisfaction has to be meas-
ured not only for necessary supplier feedback but also for the customer to
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figure out if and why he or she was satisfied. This is particularly impor-
tant for the probability of future orders and long-term customer retention.

Let us make a summary of what we have yet done in the previous
paragraphs. We have defined the product of marketing process and we
have described the stages of the value added. We have observed all the
milestones on a way to successful and lasting customer relationships. We
are now going to use the described process map to sketch a concept of the
management accounting system and value-based management of the
process.

Management control system for the first line and tactical
management of marketing process

The basic concept of the value-based process-oriented management is
to define a process product and to consider it as a basic accounting object.
Revenues and costs may be easily associated to the selected product and
controlled. We do so for the intermediate “products” (that were defined
for each stage of the overall marketing process in the last chapter). These
intermediate “products” are consumed by successive stages of the whole
process. In between the two stages we may therefore observe a decrease
in quantity but, on the other hand, the relationships are funneled into a
smaller number of more desirable ones.

This exercise may turn to be a tricky one because of the unsuccessful
leads. While we can easily imagine the consumption of these inherently
with the successful ones (thus increasing costs of the consecutive stage)
the problem lurks in the instability of status of each lead.

Let us make an example: A lead may seem to us as not interested on
January (thus should be accounted as unsuccessful while increasing costs
with no extra revenue), it may show up on February as a ready to order
opportunity that should be funneled to opportunity managers. There is
another way of addressing this issue — it is always possible to consider the
unsuccessful as not attributable (direct) costs but as expenses or indirect
costs that are put aside. This issue has to be considered and a decision
must be made during implementation of such a system.

We will now have a closer look at accounting methods suitable for
each stage of the marketing process.
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Management of leads generation

All the other stages of marketing process seem to reveal better esti-
mated results than this one. A company is never sure about the quality of
the leads database obtained through acquisition or research. Multiple
sources are available be it a pre-paid monitoring service (advising about
future construction or public administration projects), search of potential
customers in industry-oriented press, quite expensive participation at in-
dustry fairs or facilitating of specialized events. The job is most often
done by external marketing research services or internally by own com-
munication specialists.

The basic tool for leads generation most often used by companies is
budget. There are different types of budgets and there are different means
(as illustrated above) of leads generation — the type of budget is therefore
chosen according to the performed activity. We may not suggest single
use of internally pre-priced lead which would result in constantly falling
quality of leads, and thus constantly falling ratio of hot leads from the
whole database.

For the design of a management control system the key task for the
internally organized leads generation would be to not surpass the budget
constraint while linking the motivation of individuals to the quality of
leads. The quality shall be evaluated by the consecutive stage (leads
qualification) which is a desirable relationship between the two parts of
the overall marketing process.

The natural-based information used to drive accounting system is
gathered from a transactional system and from some external sources. The
budgets are to be set based on external-supplied estimates. A database of
leads is saved in a CRM system and each lead is classified with origin
(i.e. when and how was it acquired). By the end of the leads generation
campaign we sum the expenses and compare it to the desired budget. An
average price per lead may be then calculated and associated to the leads
database.

Management of leads qualification

There are two distinctive process variants for leads qualification. The
first one is known as the “push strategy”; it means that a company is
pushing customers into interaction with the information about their char-
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acteristics and needs. Such strategy assumes the use of leads generation
ahead of qualification. The second variant is known as the “pull strategy”
- it is not based on leads generation but works with target profiles (or tar-
get audiences) only. Both variants end up with similar quality results, i.e.
a hot leads list. But the proceedings are different depending on the de-
scribed strategy type.

The first strategy essential beginning is the prior leads generation
phase. The leads database is then tested for up-to-date state, leads quality
in terms of target market segment. This means that trained specialists
contact the leads one-by-one and evaluate them shortly. In case of large
databases big contact centers are employed to complete this task. Or it can
be done through direct mailing or by individual meetings.

The CRM applications play a key role in this stage. All customer
contacts are monitored and stored in the system so that every lead is nu-
merically qualified. A report run upon the leads database shows its suc-
cess ratio. All costs may be automatically allocated to the activities re-
corded (the cost drivers being the number or the length of a phone call,
number or price of the mailed messages, number, length or expenses for
personal meetings).

The second variant of leads qualification, the “pull strategy”, works
with the target profiles addressed with advertisements. The offerings are
not channeled on a one-to-one basis to individuals but they are radiated to
all public. The responses have to be identified and related the relevant
campaign.

The most important issue for this variant are resources spent on the
advertisement campaigns that are available from the accounting system.
Direct allocation of the total to leads identified would be misleading — we
would end up with enormous cost per lead. Any advertisement campaign
serves multiple purposes; not only to attract leads but also to influence
existing customers or to build up corporate image and so on. The mar-
keting communication activities are therefore organized in a simple ex-
pense centre with no value-based link to the leads. The negative aspect of
this variant is the absence of the cost per lead information which is gener-
ally quite important for the management of acquisition of new customers.
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Opportunity management

Opportunity management is the most difficult to manage out of the
whole marketing process. Nothing is that delicate as the correct beginning
of a business relationship, this is a key factor determining the future suc-
cess of the sale, i.e. the estimate revenue and estimate resources con-
sumption. There is a set of important factors that are not related with the
subject of exchange (opportunity window is causing stress, readiness to
make offers and to design a customized solution, asymmetric information,
mutual empathy). The desired result is an engagement to exchange with a
given amount of revenue and a specification of customized solution.

On the very beginning the two partners do not know each other and do
not know their respective needs. The customers differ in their declared
willingness to look for information about the supplier offering and ac-
cording to this level of interest does the supplier choose a selling strategy.
The aim of the supplier is to gather the customer's characteristics and risk
factor and the customer's budget involved in the business — a set of infor-
mation needed for the decision about the amount of resources that should
be approved for negotiation. A CRM application comes handy as a source
of all last negotiations experience. From the point of view of salespeople,
the CRM system serves not only as source of information but also defines
a clear company-wide defined policy for customer description.

On the basis of all information gathered, an executive manager or the
vice-president for marketing approves the method of bidding, person re-
sponsible (and a whole team in case of big projects) and a budget for each
individual opportunity that the responsible bidding person is authorized to
use for the conclusion of engagement to exchange.

After the budget decision is made the negotiation starts generally for
long and complicated process which is quite interesting to follow but al-
ways equally difficult to capture into a management accounting system.
All activities are recorded and saved in the CRM system to serve as
source of primary information for accounting. The elaboration of bids
requires the co-operation of logistics processes employees or third parties
involved in the solution — these are the major cost drivers for the spending
debited from the approved opportunity budget.

Through a time-consuming interaction a customized solution is speci-
fied and the specification is immediately sent to the pricing department.
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The pricing specialists are responsible for setting of a minimum bidding
price that can never be lowered by the salesperson responsible for the
project (unless any change to the specification is made).

The goal of the salesperson is responsible and motivated to negotiate
the price in a way that it is higher or equal to the minimum bidding price.
The marketing process management may set other constraints to the price
negotiations but they can hardly be recommended due to the yet quite
difficult agenda. The evaluation of salespeople will probably based on
their past results and the negotiated premium to the minimum bidding
price.

After contract care management

This stage begins with handing of a customized solution on to the lo-
gistics process. The customized solution is then manufactured / fulfilled
according to specification while the consumption of resources must be
obviously controlled. We have previously stated that this paper will not
address these issues, we are leaving them aside. Let us focus on the mar-
keting process that is still of great importance to follow. The aim of the
last stage is to communicate timely and effectively between the customer
and the supplier not only to guarantee the contract specifications but also
to promptly respond to eventual changes.

The delivery of value shall proceed according to customer's expecta-
tions. It shall not only materialize but also be equipped with all necessary
documents. Finally the customer should not be aware of possible (and
frequent) production conflicts. The main sources of customer disappoint-
ment are difficult negotiation of customer desired adjustments prior to
production and delivery postponements due to internal capacity con-
straints. That is why the responsible salesperson is granted a small budget
for the maintenance of customer relationship. The same salesperson is
still responsible for the changes made to the specification to minimize the
risk on both sides — to assure fluent and satisfactory communication with
the customer and to control that the financial benefit from the project does
not evaporate do to excessive changes during production. The salesperson
should negotiate in a way that all major changes have impact on the reve-
nue side of the project. If a fixed price contract was concluded, then an
emphasis should be put on the quality control to guarantee that delivery
complies with the initial contract.
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We have gone through all the stages of the overall marketing process
resulting in the delivery of value to the customer. We have seen how in-
formation is organized and what the possible interpretations for opera-
tions management. Let us see, in the last chapter, what is the top man-
agement view.

Information support of the strategic management
of marketing process

The use of Balanced Scorecard for strategic management
of the marketing process

For the strategic management of the marketing process the most fre-
quent solution would be the Balanced Scorecard methodology. This tool
has recently and not surprisingly become a standard among the strategic
management tools. It is appropriate to note here that BSC — and, with
special regard to this paper — the customer perspective of entrepreneur-
ship — does not mean only setting out of metrics and their use to measure
performance. BSC is not primarily a marketing process performance
measuring tool but it is mainly a tool for the successful business naviga-
tion; it offers a generic layout for formulation, communication and im-
plementation of a company's strategy in a way that all corporate structures
are and eventually act in line with the strategy. Therefore the process of
setting out of measures for customer perspective is just a step — and co-
incidentally the last one — in the BSC implementation within a company.
That is why in our paper we regard the whole process of implementing
and managing with use of BSC.

Neither academic society nor practice has yet been clearly formulated
by how much the substance of BSC is meant for the first steps towards
strategic business management, in our example towards the formulation
of strategy in the area of marketing process. But experienced business
consultants say there are only a few companies where top managers share
the information about markets, their position and their strengths and
weaknesses that effectively that they can formulate the strategy from
scratch without necessity to revise it significantly before putting it into
practice. The main contribution of the BSC for a company is thus the re-
inforcement of communication within the company. In other words com-
panies may view the BSC primarily as a efficient communication tool for
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strategic management that allows to find solutions even for operations
problems that would have otherwise stay conserved for years.

It 1s not very common to define the BSC as an intra-corporate com-
munication tool but this approach in its essence is neither quite revolu-
tionary. We may just analyze the implementation process of BSC in the
area of marketing process (in terms of BSC, the customer perspective) to
discover quickly why and how much BSC drives the need for communi-
cation and thus helps all corporate entities to co-operate better. That leads
naturally to better quality and usability of strategies developed this way;
strategy evolves from reasonable resolutions into a written document that
helps to better understand not only what company's present and desired
future position are but mainly what is needed to be done to reach such a
position. And in the same time the needed measures come from realistic
expectations and company competencies that have been discussed and
that are widely understood and accepted.

We may conclude that the marketing strategy (target market seg-
ments, marketing policy, way of communication and customer relation-
ship management) may be done without the framework of BSC. But the
choice to do so assumes a risk that the chosen strategy would turn as in-
adequate and it would need to be changed fundamentally or, to be honest,
substituted with a new one. Even though we have divided the corporate
processes between corporate governance, core business processes (mar-
keting and logistics) and support processes the three (or four) are sup-
posed to co-operate and thus should have all part in the setting out of the
marketing strategy so that it is in line with real competencies and
strengths of the company.

This conclusion is often learned — unfortunately in most cases only
after spending much effort with limited results — by companies mostly in
specific target market segments when companies tend to neglect the spe-
cific aspects of their production and simply copies generally accepted
goals of the whole industry. Surely are — to some extent of generality and
in long term only — marketing policies of all companies convergent, for-
mulated as growth of their market share on the most lucrative market
segments. But should an individual company formulate realistic measures
of how to reach these goals it has to build on its specific competencies
which make difference from the hypothetical industry standards and
which yield its competitive advantage.
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Formulating the marketing strategy

The strategic-level communication between the logistics and market-
ing processes takes obviously place during an activity. The first activity
carried out should be the single work on a company's SWOT analysis,
which is the first step towards the formulation of a corporate strategy. In
the case of a SWOT analysis a certain level of abstract thinking takes
place which is mainly the case for the lack of interdependence and hierar-
chy between the strengths and weaknesses. The next step is the collabo-
ration on marketing strategy, i.e. formulation of strategic goals and the
opening of strategic projects that would bring the suggested changes. A
whole set of relations between the goals is identified and, backwards, a
certain hierarchy between strengths and weaknesses. Then the chart is
discussed to drop the projects of minor impact or blurred specification.
The results are visualized in the form of a strategic map.

Consequentially to the first step, the developed map of strategic goals,
to bring the formulated strategy to life brings the next step (a) specifica-
tion of metrics for the fulfillment of goals and (b) specification projects
and/or activities that would cause the company to reach the goals. Let us
illustrate these with an example: If the company identifies its important
weakness in its production planning (which is often in conflict with cus-
tomer orders priorities) and if this weakness is the key constraint to the
future development of its market share then would the goal state as
“change of the system of production planning”. The metric of this goal
may be the ratio of orders delivered on time. An inadequate measure
would be the average time-to-delivery. It may seem very adequate to
bring the TTD down the effect of this measure would be problematic. The
desired trend of the metric does not imply that the priority orders will be
delivered on time.

The above mentioned bottleneck and the derived strategic goal are not
a randomly chosen example: the performance of the marketing process is
influenced greatly by the ability of both marketing and logistics processes
to communicate effectively which is very often a neuralgic point of a
company. We can thus frequently witness the positive effect of BSC im-
plementation on atmosphere of rivalry and tension between the logistics
and marketing processes. It is also this example that made us underpin
that BSC is an important tool of corporate communication.
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Apart the metrics explaining the success of goal fulfillment projects
and/or activities are defined to ensure the factual realization of the desired
changes. For our example it could be the creation of a system that would
treat the orders according to priorities defined by marketing, i.e. the ex-
tension of the CRM functionality into the enterprise manufacturing and
resources planning system. This project would have (in line with the the-
ory of project management) its time-frame defined, a managing structure
appointed, its human and financial resources approved and metrics con-
trolling the project progress designed (schedule, milestones etc.).

We should now point out one ambiguity about the methodology of
BSC that turns up during its implementation. Every company faces the
question of how complex will be the use of BSC to map the whole mar-
keting process and if its is appropriate to use BSC as a tool for day-to-day
control and performance measurement in a company, even if it is an easy
to understand tool. There is an opposite and widely accepted approach
stating that BSC is a tool suitable for strategic change management. The
defined metrics should then aim mainly to capture the difference made to
marketing process on the basis of the approved marketing strategy and
not to monitor routinely a company's operations which are regularly in-
cluded in controlling reports.

One of bold advantages of BSC is its universality, versatility and
adaptability. The implementation and use of BSC vary greatly from com-
pany to another, BSC has to be custom-tailored — a quality that was born
with the creation of the whole concept by its authors. And that is why
both above mentioned approaches are relevant because they are part of
the flexibility of the BSC concept. Even though the question remains
open we are persuaded that BSC is primarily oriented to strategic man-
agement due to the following reasons.

It is desirable to keep BSC as a strategic tool if there is a hierarchy in
management and control. It is also obvious that strategic management and
realization of strategic changes should be key issues that attract the atten-
tion of top managers. These arguments sound logical but it should have
some real impact onto a company management. The appropriate tool for
division of first-line and strategic management is to encapsulate strategic
management into BSC. Not only this incorporates certain sense of rule
but also enables BSC to remain clear and comprehensive when it is not
overloaded with excessive number of goals and mainly of metrics needed
by the first-line management to control the day-to-day life but not related
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to the strategic changes under way. We believe this is the way how to
keep strategic and top level management simple and transparent.

Our approach does not exclude the possibility of each process to de-
fine its own operations performance metrics, such as key performance
indicators (KPI) but these would be reported separately in the framework
of routine reporting. This logic respects the management hierarchy and
focuses attention of managers in the desired direction.

Conclusions

There is only a limited space dedicated to the value-based management of
marketing process. One of the reasons may be that marketing is consid-
ered in general as a difficult to structure a process. Or it may be truly a
less researched field — most companies have been building their manage-
ment accounting systems with strong preference for production. But to-
day's economy has shifted much importance to the marketing process in
all industries and that the reason is why many are adopting a different
optic but do not want to share their view with their competitors.

With regard to the rising importance of resources spent worldwide on
industrial marketing there is a strong need for value-based management
and neither company without such approach is going to enjoy its financial
results without. In this paper we try to show that there is a simple way for
value-base marketing process management given we structure the whole
process into several stages. If we are able to imagine a slightly different
approach to products our concept is comprehensive and we want to pro-
mote it.
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ABSTRACT

Company controllers have been traditionally putting more emphasis on
design, development and operating of management control systems in the
field of manufacturing. Hand in hand with today's challenging business
environment they search to extend their scope to cover all company func-
tions, and substantially strategic management level. The umbrella effect
of such broad approach to management accounting brings controllers into
marketing processes that used to be a sacred land of marketing experts
and salespeople. They not only seize the levers of control thus empower-
ing managers to govern the marketing area better but also bring account-
ing knowledge and systemic approach to this field.

The paper is based on empirical field study jointly conducted by the
authors. According to the identified management information needs they
suggest a prototype accounting model for management control of the
marketing process. The model shifts the perspective view on company
products and allocates costs and revenues to customer segments instead of
traditional approach that addresses product groups. This approach over-
comes the state of art in the area of CPA presenting a comprehensive
management control system applicable for all management levels.

The model is based on an easy-to-understand process-based methodology
framework. The control system is directly linked to a customer relation-
ship management system and is suitable to plan, run and control the flow
of value on a day-to-day basis thus allowing effective management con-
trol and intervention. The paper addresses also the behavioral aspects of
implementation of such system in a company, with regard to the specific
mentality of salespeople that influences substantially the information
system in most aspects.

Key words: Marketing Processes; Management Control Systems; Strate-
gic Management
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