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Abstract

This paper explores the strategic positioning of marketing departments within organizational
structures and their influence on business performance. The literature review identifies key
challenges, such as misalignment with executive priorities and undefined leadership roles, which
hinder marketing's strategic impact. The findings suggest that organizations with collaborative
and strategically aligned marketing structures are better positioned to respond to market
dynamics and sustain competitive advantage. This study provides actionable insights for enhancing
marketing’s role within firms and highlights the necessity of integrating marketing strategies with
overall business objectives to achieve long-term performance gains.
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Introduction

The strategic positioning of marketing departments within organizations is vital to
contemporary business management. In an era characterized by rapid technological
change and evolving consumer expectations, the effectiveness and efficiency of the
marketing function can significantly influence a company’s competitive edge. As
organizations strive to navigate complex market dynamics, understanding how to
structure marketing activities and align them with overall business objectives is
crucial.

Despite the increasing recognition of marketing's role in driving organizational
success, there remains a lack of comprehensive research on the various frameworks
that can enhance marketing effectiveness and efficiency. This study addresses the
significance of marketing organization as a key determinant of performance, aiming to
illuminate the different structural configurations that companies can adopt.

By focusing on integrating marketing within an array of complex organizational
frameworks, this paper highlights the necessity of effective leadership and
organizational alignment. Through this exploration, this paper seeks to provide
valuable insights for marketing managers and academics alike, fostering a deeper
understanding of how well-organized marketing functions contribute to achieving
strategic goals in an ever-changing business landscape.
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Methodology

This study employs a semi-structured literature review following Snyder's (2019)
guidelines to identify, appraise, and synthesize academic work on marketing
management and marketing organizations. The research initially reviewed 14,830
publications from the Web of Science database using ‘marketing organization’ and
‘marketing structure’ as key terms. After refining the scope to English-language articles
in the fields of Business, Management, and Economics, 6,785 publications were
shortlisted. An in-depth analysis of 60 articles resulted in 19 highly relevant sources
forming the foundation of this review. These studies highlight the strategic importance
of marketing organizations, underscoring the need for clearly defined and strategically
aligned structures. Establishing this clarity and alignment is essential for ensuring that
marketing efforts are strategically guided and capable of supporting long-term
business objectives and sustainable growth.

To guide the analysis, the following hypotheses were developed:
H1: Firms that align their marketing structure with their strategic focus achieve
superior business performance compared to firms with misaligned structures.
H2: The presence of a Chief Marketing Officer (CMO) in top management positively
influences the strategic integration of marketing within the organization.
H3: Organizations with flexible marketing structures are better positioned to
adapt to dynamic market environments, enhancing long-term business
sustainability.

These hypotheses provide a framework for understanding the impact of marketing
structures on organizational outcomes and will be explored further through the
subsequent literature review and findings.

Strategic alignment of marketing structures: a literature perspective
Theoretical foundation and alignment with business strategy

Research indicates that many businesses find it easier to outline strategies for
achieving their goals than to implement them effectively, suggesting a critical need for
alignment between marketing practices and strategic objectives (Vorhies & Morgan,
2003). The Marketing Science Institute has identified organizational structure as a
crucial area of research, highlighting its impact on the relationship between marketing
capabilities and business performance. Consequently, the attention on organizational
structures within marketing research has seen a notable increase, with a marked rise
in the number of articles focusing on this topic since the early 2000s compared to the
previous decade (Lee et al., 2015). This trend illustrates the growing recognition of the
importance of marketing structure in driving business outcomes.

Even though the strategic alignment between marketing and business goals has been
identified as a critical factor in organizational success, it is also acknowledged as one of
the most difficult challenges managers face. The choice of structure is often influenced
by the company’s strategic priorities—whether it aims to differentiate through
innovation, maintain a cost-leadership position, or balance between these approaches.
As noted by Vorhies and Morgan (2003), "strategic type pertains to the planned
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patterns of organizational adaptation to the market through which a business seeks to
achieve its strategic goals" (p. 101).

Marketing organization is also influenced by the role of leadership within the firm. The
presence of a Chief Marketing Officer (CMO) in the top management team can signal
the importance of marketing within the company and raise expectations for enhancing
organizational outcomes (Germann et al.,, 2015). Yet, despite the growing recognition
of marketing’s strategic value, many firms struggle to define the CMO’s role clearly, and
a significant number of marketers feel that marketing has become more vital to their
companies. Yet, many organizations still do not fully integrate marketing into the CEO's
agenda (Hyde et al.,, 2004).

Configuration theory posits that for every set of strategic characteristics, an ideal
organizational configuration exists that maximizes effectiveness (Vorhies & Morgan,
2003). This theory underscores the importance of aligning an organization’s structure
with its strategic objectives, a crucial factor for achieving superior performance.
Achieving this alignment—referred to as "fit"—is critical for enhancing marketing
effectiveness and efficiency, as explained also in the model represented in Figure 1.

Given the diversity of firms within any industry, it follows that no two firms are alike.
Consequently, no two marketing departments are identical in terms of structure,
capabilities, or activities. Each organization must tailor its marketing structure to fit its
strategic objectives, resources, and market conditions. This individuality highlights the
necessity of understanding how different marketing organizations operate and the
implications of their structures on marketing effectiveness and efficiency, as well as on
overall business strategy implementation.

Marketing Organization
Characteristics

« Structural characteristics
« Task characteristics

Marketing Organization Fit Performance
with Strategic Type

Deviation from profile of an
ideal marketing organization
that produces superior
performance by arranging

marketing activities in ways that B Marketing Efficiency
enable strategy implementation

y

Marketing Effectiveness

A4

r

Strategic Type

+ Prospector
* Analyzer
* Defender

Figure 1. Marketing organization fit with strategic type and marketing performance
(Source: Vorhies & Morgan, 2005)
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According to this model, firms that tailor their marketing organizations to their
strategic focus —whether innovation, differentiation, or cost efficiency —are more
likely to outperform their competitors.

The Resource-Based View (RBV) is a foundational framework for analyzing marketing
organizations (Hult, 2011). According to this theory, a firm’s competitive advantage is
derived from its unique resources and capabilities, including its marketing assets. This
perspective emphasizes the need for aligning marketing strategies with a firm’s core
resources to leverage strengths effectively.

Equifinality is another organizational theory that enriches this discussion by
suggesting that organizations can achieve similar levels of success through different
structural configurations (Olson et al,, 2005). Essentially, firms can reach a final state,
meaning organizational performance, through various paths and starting from
different initial conditions (Gresov & Drazin, 1997). This flexibility allows firms to
design marketing organizations that best fit their strategic objectives. For instance, a
firm prioritizing cost leadership may adopt a centralized marketing structure to
maintain control and consistency, while a firm focused on innovation may favor a
decentralized approach that encourages experimentation and rapid decision-making.

The practical implications of these theoretical frameworks can be observed in the
balance between centralization and decentralization within marketing organizations.
Centralization involves concentrating decision-making authority at the top of the
organizational hierarchy, which can provide consistency and control. This approach is
often effective for firms prioritizing cost efficiency, also called low-cost defenders,
where standardized processes help minimize risk (Olson et al., 2005). In contrast,
decentralized marketing structures grant greater autonomy to lower-level managers,
enabling quicker responses to market changes and customer demands. This is evident
in companies that prioritize developing innovative new products and entering new
markets, a strategy also called prospecting. Firms categorized as analyzers, in turn,
succeed by launching enhanced or more affordable versions of prospectors’ products
while protecting their core markets. They need strong marketing capabilities for
efficient task management. As fast followers, analyzers typically adopt informal,
decentralized structures with marketing specialists. However, as territorial defenders,
they must control costs and maintain a stable customer base, requiring a more
centralized approach.

Alongside centralization and decentralization, the dimensions of formalization and
specialization play a significant role in shaping marketing organizations. Formalization
refers to the extent to which rules and procedures govern marketing activities. Highly
formalized organizations typically have strict guidelines, which can promote stability
but may hinder creativity and flexibility in dynamic markets (Olson et al., 2005). On the
other hand, organizations that embrace specialization—where marketing tasks are
divided among individuals with specific expertise—can often enhance performance,
particularly in firms that pursue differentiation strategies. The model explaining the
performance implications of the “fit” between business strategy, marketing structure,
and strategic behavior is depicted in Figure 2.
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Figure 2. Performance implications of fit among business strategy, marketing organization
structure, and strategic behavior
(Source: Olson et al., 2005)

The model suggests that organizations that optimize this alignment outperform their
counterparts by utilizing marketing resources and capabilities more effectively. Such
alignment fosters cohesive strategic behavior, reducing internal friction and enabling
more agile responses to external market changes.

Historically, research has often conceptualized marketing as a singular department
responsible for controlling all marketing activities (McAlister et al., 2023). This
traditional view has limited the understanding of the diverse ways in which marketing
can be organized within firms. As the marketing landscape evolves, it becomes
increasingly important to explore the various configurations that marketing
organizations can adopt to enhance effectiveness and efficiency, especially taking into
consideration that, as marketing literature suggests, there may be no substitute for
marketing organization fit with strategic type in driving marketing performance
(Vorhies & Morgan, 2005).

The existing literature reveals three primary streams of research that are especially
pertinent: the structural location of the marketing function, the influence of marketing,
and activity-based research into marketing organizations (Harris & Ogbonna, 2003).
Moreover, the literature indicates that significant variations in the location of
marketing functions across organizations exist, and this trend is likely to continue.
However, much of the existing research has focused primarily on large, multinational
corporations, neglecting the more numerous but smaller firms. This oversight limits
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the applicability of findings and fails to capture the full spectrum of marketing
organization practices. Given these gaps, the next section will delve deeper into the
different types of marketing structures and leadership profiles, exploring how they
impact business outcomes.

Types of marketing organizations and leadership
Research identifies three primary types of marketing organizations: Growth

Champions, Marcom Leaders, and Service Providers (McAlister et al., 2016), as seen in
Figure 3.
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Figure 3. Types of marketing organizations
(Source: McAlister et al., 2022)

Each type reflects distinct strategic orientations and has implications for how
marketing functions within a company, as they vary in strategic focus, decision-making
autonomy, and role within the broader organizational structure. The framework
underscores that choosing the right type of marketing organization is contingent on
the company’s strategic priorities—whether it is innovation-driven, brand-focused, or
operationally efficient. Consequently, a misalignment between the marketing
organization type and strategic goals can reduce marketing effectiveness and hinder
overall business performance.

Growth Champions drive growth and competitive advantage by controlling key
marketing decisions like product development, pricing, and branding, thriving in
innovation-centric environments (McAlister et al., 2016). Marcom Leaders prioritize
brand image and communication, managing brand equity and customer relationships
to maintain engagement and differentiation in competitive markets. Conversely,
Service Providers operate in cost-focused firms with limited strategic influence,
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primarily executing marketing initiatives and handling corporate communications,
with little decision-making authority.

The type of marketing organization a firm adopts depends on its strategic focus.
Companies prioritizing differentiation and innovation benefit from Growth Champion
models, where marketing teams have the autonomy to drive new projects, while firms
focused on brand equity and customer relationships thrive under Marcom Leader
models, which emphasize communication and brand management. Conversely, cost-
focused companies favor Service Provider models that align with efficiency-driven
goals by limiting strategic marketing involvement.

McAlister et al. (2016) suggest that it is misleading to presume that all firms structure
their marketing organizations with the authority and influence typical of Growth
Champions. Instead, it is to be acknowledged that marketing structures vary
significantly depending on the firm’s strategic context and the role marketing plays in
decision-making. This distinction is important for understanding the varying degrees
of control and strategic influence marketing can have across different organizations.
Furthermore, identifying the type of marketing organization within a firm is crucial for
understanding the career paths available to marketers, as these organizational types
dictate the strategic responsibilities and influence afforded to marketing professionals.
Such understanding allows employees, prospective hires, and students to make
informed career decisions based on the strategic role of marketing within different
organizations.

Leadership is a critical factor in these marketing organizations' effectiveness,
particularly through the Chief Marketing Officer (CMO) role. The CMO’s position on the
executive team often reflects the firm’s commitment to marketing as a strategic
function. At the same time, the firm’s level of both innovation and differentiation is
positively linked with the presence of this type of leadership level (Nath & Mahajan,
2008). However, many organizations face challenges in clearly defining the CMO’s role,
which can hinder the effective integration of marketing into the broader corporate
strategy. Higher expectations for marketing have prompted many companies to
reorganize their marketing departments, yet the role of the CMO remains poorly
defined (Hyde et al.,, 2004). Furthermore, a significant number of CEOs either place
marketers low in the hierarchy of their organizations or exclude them from the
executive committee entirely, which underscores the need for a clearer definition of
marketing's strategic role within the company (Wirtz et al.,, 2014).

In decentralized organizations, CMOs tend to have more authority and autonomy,
allowing them to influence key strategic decisions that shape marketing initiatives.
This autonomy is particularly beneficial in fast-paced environments where adaptability
is crucial. Conversely, in centralized structures, CMOs may encounter limitations in
their decision-making power, making it challenging to align marketing activities with
the overall business strategy effectively (Hyde et al.,, 2004)

As firms evolve their marketing practices, the emergence of network-based marketing
structures becomes increasingly relevant. In this model, marketing functions are
dispersed across various departments rather than being confined to a single unit.
Harris and Ogbonna (2003) argue that network-based structures enable firms to
respond more quickly to market changes and customer preferences by integrating
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marketing efforts throughout the organization. However, this shift also challenges
leadership, as it requires careful coordination and alignment of marketing activities
with the company's strategic objectives.

Moreover, the CMO's role in a network-based structure is multifaceted, requiring the
ability to foster collaboration among different teams and ensure that marketing
initiatives are cohesive and aligned with the company's mission. As the marketing
landscape continues to evolve, the ability of CMOs to navigate these complexities will
be essential for driving company performance.

Challenges facing modern marketing organizations

Despite the numerous benefits of an optimized marketing organization, several
challenges persist in today’s dynamic business landscape. One of the most pressing
issues is the misalignment between marketing and top management priorities.
Research indicates that marketing activities in more than half of organizations are not
fully integrated into the CEQO’s agenda, leading to inefficiencies and lost opportunities
(Hyde et al., 2004). This misalignment often arises from a lack of communication and
collaboration between marketing leaders and top executives, hindering marketing's
effectiveness as a strategic asset. Additionally, marketing has been recognized as one of
the least influential disciplines in academia, with the performance of marketing
directors and chief marketing officers often falling short of CEOs’ expectations
(Gronroos, 2023).

Consumer perceptions also play a significant role in the challenges faced by marketing
organizations, as many individuals feel overwhelmed by excessive marketing and
advertising (Sheth & Sisodia, 2005). This misalignment challenge is compounded by
the increasing pressure on marketing departments to demonstrate measurable
outcomes. As businesses demand greater accountability from their marketing
functions, there is a heightened focus on quantifiable metrics such as return on
investment (ROI). However, many firms still rely on surrogate measures, such as brand
awareness or customer satisfaction, rather than implementing comprehensive ROI
analytics (Hyde et al., 2004). This emphasis on short-term metrics, also known as
myopic management, can undermine marketing's long-term strategic contributions
and lead to decisions that prioritize immediate results over sustainable growth.

Furthermore, many organizations struggle to integrate marketing activities across
departments. Often, marketing functions are siloed, limiting collaboration and
information sharing. This lack of integration can result in inconsistencies in messaging
and branding, ultimately undermining the effectiveness of marketing efforts. For firms
to achieve true marketing effectiveness, they must break down silos and foster a
culture of collaboration that encourages cross-functional teamwork. Interestingly,
many marketing activities are executed by professionals who do not identify as
marketers—such as entrepreneurs, CEOs, general managers, and product
developers—highlighting the need for a broader understanding of marketing's role.
(Chandy et al,, 2021). In fact, it has been argued that failing to define marketing as a
phenomenon risks preserving its irrelevance in academia, business, and other
institutions (Gronroos, 2023).
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In the face of these challenges, companies must also consider the evolving expectations
of consumers. Today's consumers are more informed and empowered than ever, with
access to a wealth of product and service information. This shift requires firms to
adapt their marketing strategies to meet the demands of a more discerning audience.
Brands must focus on building trust and credibility, which requires a commitment to
transparency and ethical marketing practices. As the focus of marketing shifts,
companies must also adapt their sales efforts to meet customer demands for unique
solutions and value-added services (Hyde et al.,, 2004). Marketing’s inherent purpose is
to align the interests of corporations and their customers directly, yet many marketing
practices have strayed from this ideal, leading to decreased consumer trust (Sheth &
Sisodia, 2005).

Additionally, many organizations face internal resistance to change. Implementing new
marketing strategies or restructuring marketing organizations can be met with
skepticism from employees who may be accustomed to traditional ways of working. As
organization studies emphasize, departments viewed favorably within the
organization are more likely to receive acceptance, credence, and resources (Gok et al.,
2015), indicating that leadership buy-in is crucial. Overcoming this resistance requires
strong leadership and effective change management strategies that engage employees
and communicate the benefits of the proposed changes.

Lastly, leadership is critical in driving change and fostering a culture of adaptability.
CMOs and other marketing leaders must demonstrate a willingness to embrace
innovation and experiment with new approaches. This includes being open to
feedback, iterating on marketing strategies, and continuously evaluating performance
metrics. To remain relevant, marketing must be viewed as a mindset transcending
traditional departmental boundaries, as it is an aspect of work across all organizational
functions (Gronroos, 2023). Organizations can position themselves for success in an
ever-changing marketplace by creating an environment that encourages
experimentation and learning.

Marketing organizations in Romanian companies

In Romania’s evolving business landscape, companies also face challenges in
integrating marketing strategies within their organizational frameworks and aligning
these strategies with business goals. For many Romanian firms, particularly small and
medium-sized enterprises (SMEs), marketing remains reactive, often driven by short-
term goals rather than structured, long-term strategies. Research by Izvercian, Miclea,
and Potra (2016) illustrates that these firms frequently rely on entrepreneurial
instincts, prioritizing immediate gains over strategic planning, which can limit their
ability to adapt to competitive markets. This appears especially true in the retail
sector, where marketing often functions more as an operational tool than as a strategic
asset (Balasescu, 2009).

However, there is a shift in mindset among some Romanian industries. For instance,
experiential marketing emerged as a key strategy in the wine sector. Rather than
simply promoting product features, Romanian wine producers are crafting memorable
experiences to foster customer loyalty, demonstrating a strategic move towards
aligning marketing initiatives with brand-building objectives. This approach enhances
consumer engagement and creates lasting brand relationships (Balasescu, 2023).
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Larger Romanian firms, particularly those in the B2B sector, are also beginning to
integrate marketing management strategically, especially within supply chain
management. These companies are extending their focus beyond customer
relationships to include supplier relationships, using marketing strategies that
promote a cohesive approach to market demands (Caescu, 2011). This strategic
orientation not only facilitates stronger supply chain connections but also enhances
the alignment of marketing management with broader organizational goals.

These examples highlight a growing recognition within Romania’s business sectors of
marketing’s role as a driver of sustainable growth. Gradually, Romanian companies are
moving towards more structured marketing management that aligns with their long-
term strategic visions, enhancing their ability to compete and thrive in a complex
market environment.

Conclusions

This review highlights that aligning marketing structures with overall business
strategies is critical for organizational success. Firms that tailor their marketing
departments to their strategic focus—whether innovation, differentiation, or cost-
efficiency—demonstrate higher responsiveness to market changes and better resource
utilization. Through this research, several theoretical foundations have been reviewed,
and potential marketing structures have been proposed in accordance with the
concept of “fit,” where business strategy, marketing structure, and strategic behavior
are aligned.

The hypotheses developed in this study have been validated through the findings:
H1: The results support that firms with marketing structures aligned to their
strategic focus achieve superior performance compared to those with misaligned
structures.
H2: The presence of a Chief Marketing Officer (CMO) in top management was
shown to positively influence strategic integration, thereby validating its impact
on the effective alignment of marketing and business strategies.
H3: The findings confirm that organizations with flexible marketing structures are
better equipped to adapt to dynamic environments, enhancing long-term
sustainability.

Future research should explore how digital transformation and Al adoption reshape
marketing structures and roles. Studies could also investigate how firms dynamically
reconfigure marketing organizations in response to changing environments and fastly
adopting new technologies. Additionally, it would also be valuable to dive deep into the
proposed marketing structures to understand their actual components, roles,
capabilities, and core activities, and how all of these are influenced by the strategic
decisions an organization takes.
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