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The article focuses on the issue of marketing control. The immediate goal is to show, on
the example of analyzed cases of enterprises, real possibilities of using a marketing audit as a
tool of strategic control of marketing. As a starting point for the considerations, the author
quotes the views discussed in the literature on marketing audit (which may be viewed as
conceptual, structural and process models) as well as the internal audit. The provided
examples of good practice in the use of audit in marketing operations control included the
research done in a Polish (Grupa Azoty SA) and a Ukrainian (Pryvatne aktsionerne tovarystvo
Ternopilskyy molokozavod) company.
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Introduction

An efficient system of control is estimated to be one of the guarantees of rentability of management
activities undertaken in the case of every function of an organization, including marketing. Control
indicates the areas of marketing of different levels of usage, effectiveness and efficiency, thus marking the
need for changes in the terms of allocation of resources, connection between different activities, changes of
scope and intensity of activities, becoming one of the essential factors influencing the level of efficiency of
the marketing management system. It incites to become interested in the methodology of marketing
control, in the theoretical as well as pragmatic concept.

The need for, and the importance of strategic control, stressed in the considerations on marketing,
prompted the authors to commence research on the practical application of a marketing audit, a
distinguished tool at that level of control. The main objective of the presentation is to show the potential
use of good practice in the use of marketing control on the example of two researched companies, Grupa
Azoty SA i IIpAT Tepromninscbkuii Monoko3aBog. The research is based on the theoretical concepts of
using audit in marketing control, which may be treated as model approach (although the propositions
offered by the authors weren’t presented as models in a direct manner). For the fulfilment of the
intermediate goal the method of a systematic review of publications in the scientific bases of Scopus, Web
of Science and Ebsco has been used'. The final goal was achieved thanks to the research carried out by the
case study method.

' The overview was made by conducting a selection of publications placed in the bases analyzed, containing
phrases marketing control, marketing audit. From selected set on the basis of the abstract review and texts of the
accessible papers a narrowing has been introduced, limiting only to these, which in a forward manner discussed the
issues of the prevalent importance to the author that is presenting a semantic, conceptual, structural or process
approach to the audit seen as a marketing control tool. Simultanously the authors referencing also to the texts not
recognised in the penetrated bases..
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Audit as a tool for strategic marketing control

Relatively little space is devoted to the issues of control in literature, which takes a comprehensive
look at marketing or management. Its be the consequence of a view, that the measurement of marketing
effects involves complex problems of marketing activity assessment which, despite the general theoretical
knowledge about both control methodology as well as marketing proves very difficult, if not impossible to
specify. This means that also the definition of theoretical basis of marketing control seems difficult, not to
mention its practical implementation. Marketing is a market activity in which numerous cause and effect
relationships are quite complex and difficult to isolate. Many relationships can be described in qualitative,
and not quantitative categories. The researched phenomena are frequently elusive, random, dynamic, while
control mechanisms are imperfect (declarative, intuitive). Due to the foregoing, the definition of theoretical
basis of marketing control seems difficult, let alone its practical implementation.

Marketing control is frequently divided into operational and strategic areas”. Operational control is
in most cases related to the operational plan of marketing (usually one-year) . Hence, it concerns the
assessment of such activities within the assumed short timeframe, in keeping with the provisions, in order
to reach the set goals. Strategic control embracing all the adopted provisions (directions, forecasts, adopted
policies for marketing operations) that is the basis for an update or elaboration of a new marketing strategy
for a company, should follow the systematic operational marketing control. In one of the descriptions of
the marketing control structure, the strategic level includes: an assessment of marketing accuracy, an
assessment of marketing excellence, a marketing audit’ , a review of ethical and social responsibility of the
company [6, p. 683]. Marketing audit is understood as a complex, systematic, independent, regular and
professional examination of the marketing environment as well as of the objectives, strategies and the
activity of an entity (a company, SBU, institution). The examination is conducted to identify the correct
implementation of strategic marketing decisions. A marketing audit is one of the tools designed for the
evaluation and improvement of the use of marketing in company’s operations.

The idea of a marketing audit emerged in marketing literature at the cusp of the 1950s and 1960s.
With the use of the management consultants’ experience, audit technique was introduced to the marketing
practice, and the researchers began to analyze the value that might be derived by streamlining marketing
operations due to reaping the results of such an audit [7]. Scientific considerations about marketing audit
were initiated by the publication of American Management Association of 1959 [8]. The starting point for
its considerations was the perception of a marketing audit as a tool fulfilling not only a forecasting
function, but also a diagnostic one. That tool might by applied by both well-prospering companies as well
as those coping with serious market difficulties attributable to objective market threats, weaknesses of
organizations, or their inability to play their strengths or opportunities emerging in the environment [9].

The audit procedures were deemed to be prerequisite owing to the necessary lasting market
reorientation of organizations. By that token, an audit was to be perceived as a certain standard, a recurrent
analytical and control procedure, implemented in the inherently inter-related stages that decide about the
end- result. Marketing audit stages that were distinguished at that time included setting a goal, deciding on
a detailed program of an audit and organizing operations prerequisite for the program implementation [10].
That suggestion may be assumed to be the first procedural model of an audit, which the next author
enhanced with a structural form by adding six basic elements of a marketing activity subject to evaluation:
goals, strategies, organizational system, methods, procedures and personnel [11]. Two types of a marketing
audit were distinguished to substantiate the need for comprehensive audits. The types of an audit were
identified from the angle of the scope of activities covered by the assessment which defined the level of
detail of the assessment: a horizontal, comprehensive audit and a vertical audit of a partial nature [12].

Investigations into the area of a marketing audit that were reflected by the subsequent publications,
despite their insights into interesting issues of an audit (e.g. the issue of its characteristic features, the

* Other marketing control structure proposals distinguish a larger number of its components [ 1—4].
? Some authors express a different view, situating the audit in the area of marketing analysis [5].
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possibilities for its use, its strategic character [13], differentiation in terms of the scope and the forms of
implementation [14], technical implementation of an audit [15]) did not bring any new solutions which
could be then treated as audit models. In the late 1960s, a conviction that companies reach for a marketing
audit in the act of despair, in a critical situation when grappling with real problems, became dominant. For
these reasons, the audits conducted usually took the form of a limited marketing control (activity-level
audit) or evaluation of very detailed activities, focusing on grappling with the symptoms of an unfavorable
situation rather than on the fundamental problems.

Early in the 1970s, an earlier suggestion was confirmed by the literature which said the scope of a
marketing audit should cover all marketing activity, due to mutual relationships between its functions and
instruments. Thus, a model solution was proposed both in terms of conceptual as well as process aspects,
which suggested an audit including a review of marketing environment of an organization which would
evaluate the efforts made by a company to understand its environment, marketing system whose purpose is
a complex assessment of the internal marketing system and specific marketing elements (issues) diagnosed
in the first two stages of the procedure [16].

In the 1970s of the need to use an audit as one of the key control tools in the management process
began to infuse managers’ minds. This tool was so interesting and valuable that further attempts were made
to define its structure. One of them indicates a marketing audit model (a process approach) with three
distinctive stages: definition of the goals and scope of an audit, collection of the empirical material, and
preparation and presentation of the results [17]. The presented audit process may be treated as a simplistic
model of a “black box” whose stages were described without a thorough consideration of the input and
output elements, and the mechanisms taking place within the process.

The distinction of six basic components of a marketing audit, i.e. audit of the company’s environ-
ment (broken down into a macro- and micro-environment), a marketing strategy, organization of marketing
operations, a marketing system, the efficiency of marketing operations and operationalization [17]* should
be considered an important achievement of the researchers of a marketing audit of that time. The proposal
can be perceived to be a structural model of the scope of a marketing audit. That model highlights the logic
of that control tool, i.e. commencing the research with the assessment of the market situation of a company
and the changes taking place on the market, the ensuing threats and opportunities, then the examination of
company’s marketing goals and the related strategies, organizational, systemic and financial issues, and
ultimately a more thorough examination of one, or a few of them that may exert a major impact on the
efficiency and effectiveness of marketing.

Late in the 1970s, the considerations of theoreticians and practitioners’ opinions confirmed the value
of an audit attributable to the fact that it focuses on the main provisions of marketing activity. For that
reason, it was considered to be the main element of marketing strategic control [20]. The author put for-
ward solutions that would simplify the process and standardize the scope of an audit, aiming at making it
more accessible and approachable to companies [21]. H. W. Goetsch [22] formulated a similar proposal
comprising research questions to 13 issues which are the subject of an audit’. However, the opinions about
practical application of that research and development potential were ambivalent, much weaker than the
importance attributed to an audit [23, 24].

In keeping with the research on the practical aspects of an audit application, A. Wilson [25] suggested
an original structural solution comprising a set of 28 issues addressed by an audit, adding lists of corres-
ponding control questions. Some of the identified issues were the newly perceived areas of evaluation, yet
most of them resulted from the refinement of marketing issues that require control, previously identified by
the researchers. However, that proposal might be regarded as another structural model of a marketing audit
giving more precision and depth to the potential scope of auditor’s considerations.

* At that time, some other proposals were put forward to set out crucial areas of a broadly understood
marketing audit, such as a 15-element proposal by McConnel [18], and 7-element structures by Naylor and Wood
[19], and McDonald [18], supplemented with extensive lists of audit questions.

Those proposals that treated an audit as an analytical tool in the process of planning marketing activity, were
an extension of the views already presented in the 1960s.
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In the 1980s, an audit began to be perceived as an efficient tool in modifying the existing, or introducing
a new perception of the marketing concept in an organization, a guide for the decision makers, introducing them
to the strategic role of marketing and stimulating the decision making process. As a process with three
distinctive stages: a diagnosis of the existing and historic marketing context of a company, a forecast of a
company’s dynamics that would consider the anticipated changes in market conditions, a formulation of a set of
recommendations preceding the planning process, aimed at improving the directions and efficiency of
marketing [26]. The audit understood in this way provided the assessment of the crucial strategic elements of a
company. At the same time, it was considered a universal methodological procedure that allowed
the implementation of the four roles (hierarchically ordered in line with the awareness of a company of the
marketing concept and its implementation practice). The roles were described as a communication tool,
analytical scheme, decision making catalyst and an element of directional policy. Mokwa’s marketing audit
concept fully implements the features of the model in conceptual, process and structural terms.

In the 1990s, attempts were made to develop the audit methodology by suggesting new solutions in
the area of its implementation, with the focus on separate control areas and the research questions assigned
to them [27, 28]. In the following decades, other detailed models of the structure of a marketing audit,
containing various sets of the audited issues, were elaborated on the basis of those, and earlier morphological
proposals. L. Tvede and P.Ohnemus [29] distinguished eleven research problems, and Copernicus
consulting company pointed to twenty one general areas of marketing operations [30]. The basic merit of
the above model structural proposals consists in the definition of the control components and lists of
research questions for a marketing audit to give direction to its implementation. Each of those proposals (at
the level of a general specification of issues) may be considered to be a model structural solution, yet of
just one element of an audit structure, i.e. the scope.

Finally, the audit concepts described in the literature, which can be considered as model solutions
for marketing audit, are presented in Table 1.

Table 1
Concept (model) of marketing audit
Autor The essence of the described marketing audit concepts
1 2
Shuchman A. | “Systematic, critical, impartial analysis and evaluation of all marketing activities, i.e. basic goals

and principles (policy) of operation, assumptions on which they are based, methods, procedures,

personnel and organizational structure used in implementing this policy and achieving goals™ [9,

p. 16] — semantic model

Sessions R. Setting a goal for the improvement in a company’s market position over a certain period of time

— deciding on a detailed program of an audit drafted in terms of time and events, and designed

so that to reach the assumed objectives — organizing operations prerequisite for the program

implementation (in terms of chronology and subjects) [10] — procedural model

Oxenfeldt A. Six basic aspects of the marketing activities to undergo evaluation: objectives, strategies,

organizational system, methods, proceedures and staff [11] — structural model

Tirmann E. A. | Marketing audit including:

1. marketing environment of an organization which would evaluate the efforts made by a
company to understand its environment; it should include an assessment of the state of market
intelligence, competitive situation, consumer profile, structures and commercial practice —

2. a marketing system whose purpose is a complex assessment of the internal marketing system,
i.e. the structure and the content of goals, programme provisions and their implementation,
and the organization of marketing —

3. specific marketing elements (issues) diagnosed in the first two stages of the procedure [16] —
conceptual/procedural model

Kotler Ph. “Marketing audit is a periodic (repeatable), comprehensive, systematic and independent study of

the organization’s marketing environment, its internal marketing system (goals, strategies) and

individual activities” [14, p. 376] — semantic model
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Cont. table 1

1 2
Kotler Ph. Three stages marketing audit:
Gregor W. T. 1. definition of the goals and scope of an audit — agreement on the goals, the scope, the depth,
Rogers W. H. the sources of data, the duration of an audit and the report format

2. collection of the empirical material — the definition of the scope of prerequisite secondary and
primary materials for the audit,
preparation and presentation of the results — elaboration of the initial conclusions on an on-
going basis, and after the completion of data collection stage, preparation of a verbal and
visual presentation submitted to the customers for consultation and then preparation of the
final report [17] — procedural model

Mokwa M. Marketing audit to be a three-stage process:

1. a diagnosis of the existing and historic marketing context of a company that would provide
answers to the questions: where are we now? where were we?

2. a forecast of a company’s dynamics that would consider the anticipated changes in market
conditions, providing answers to the questions: where are we heading? where can we go?

3. a formulation of a set of recommendations preceding the planning process, aimed at
improving the directions and efficiency of marketing, in line with the answers to the
questions: where should we go? how can we get there?

[26] — conceptual/procedural model

Structural model:

Kotler Ph. — Six fundamental components of audit marketing: audit of the marketing environment (split
Gregor W. T. into macro- and micro-environment), marketing strategy, organization of marketing activities,
Rogers W. H. marketing system, efficiency of marketing activities, marketing operationalization [17]

— 15 marketing audit issues: the mission of the marketing department, its organization, planning
McConnel process, marketing personnel, control, sales management, sales personnel qualifications, sales

training, salespeople remuneration, distribution channels, advertising and sales promotion,
pricing policy, price policy, market research, product service [18]

— Original structural solution comprising a set of 28 issues addressed by an audit, and lists of

Wilson A. corresponding control questions: marketing strategy and planning, product/service range, the
service element in marketing, company performance, export marketing, marketing
information: system and use, market size and structure, future market, the salesforce and its
management, customer care and suport staff’s role in marketing, cross-selling and internal
marketing, the agency system, non-personal promotion:methods and media, the distributive system,
the buying proces, analysing lost business, introducing new products/services, user industries, key
customer marketing, competitive intelligence, physical distribution and packaging, industry contacts,
princing, images and perceptions, quality in marketing, non-differentiated products and commodites,
service businesses, product/service financial information [25]

— Marketing audit areas: marketing management, marketing innovation, market research,
communication, distribution, sales force, consumer service [18]

McDonald — Four areas of marketing audit: the process, strategy, organization and marketing-mix as well
) as general problems determining their essence [28]

Kéhler R. — Eleven research problems in marketing audit: defining corporate mission statements, value
audit, economic environment audit, business ekosystem audit, competitor audit, end-user
audit, product positioning audit, pricing strategy audit, distribution strategy audit, promotion

Tvede L. strategy audit, speed and timing audit [29]

Ohnemus P. — Twenty-one general areas of marketing audit: objectives and marketing strategy, environment
(climate change), segmentation and selection of target market, differentiation and positioning,

) price policy, product management, advertising management, public relations, sales promotion

Copernicus

management, direct marketing, customer relationship management, customer service
excellence, integrated marketing communications, distribution management, marketing to
commercial intermediaries, development of new products, marketing information system
brands benchmarking, sales management, marketing results, marketing organization [30]

Source: own elaboration.
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The above proposals provide a general conceptual, structural or procedural basis, significant from
the theoretical and methodical point of view as well as from the angle of application. Nonetheless, to this
day, the opinions about practical application of marketing audit has ambivalent, and marketing audit has
not reached the level of methodological unambiguity.

The practice of marketing, as reflected by the results of a marketing audit research (in a broader
sense — a control of marketing activity) does not indicate a high degree of a marketing audit use. The
results of the research that was conducted, and then described in the marketing literature, poised to
evaluate the use of a marketing audit show, irrespective of the tested market, the type of tested entities, the
time and methodology of research, that audit has not been perceived as a significant tool of marketing
strategic control, and the extent of its use is negligible [23, 31-40]. The observed methods of using an audit
to investigate marketing issues do not originate from the expectations, decisions or activities of
organizational units directly responsible for marketing. They also do not have a clear strategic inclination,
and are frequently satisfied with the correctness assessment at the operational level. This calls into question
the legitimacy of treating these controls as an audit (in theoretical terms) which has been prescribed a
strategic dimension of the assessment.

Therefore, it is important to study the level of its use of this marketing control tool in practice.
Irrespective of the concept or the form of an audit, it is important to reach for this tool in line with the view
that strategic control concludes each management process. It is to be expected that such approach will be
directly reflected in the practice of marketing activities.

The results of the research conducted and described in the marketing literature to assess the use of
marketing audit indicate (regardless of the market studied, the type of surveyed entities, time and
methodology of the study) that the audit is not perceived as an important tool of strategic marketing
control, and the degree of its use is very limited.

Good examples of a marketing audit implementation

The objective of the research done within 2016-2017 was to verify the opinions on the degree of use
of audit to control the operation of enterprises [40]. It was resolved to conduct qualitative research with the
application of case research of an explanatory, classical and multiple character. The analysis and
description of a few cases of enterprises allowed assuming the degree, depth and methodology of good
practice in the strategic control of marketing activity, with the use of a marketing audit. The appropriate
material for research was collected by way of personal, in-depth interviews with the managers of the
researched companies as well as by direct scrutiny of the documentation of a marketing audit.

Study population included prospering companies whose mother companies were seated in southern
Poland. Owing to the contacts maintained within the framework of the co-operation between the CUE
Department of Marketing and the foreign centers, permission was granted to conduct research in the
companies in the Czech Republic, the Slovak Republic and Ukraine. The research program allowed finding
companies operating on the Polish and Ukrainian markets (Grupa Azoty, [IpAT Teproninvcokuil
Mon0x03a600), for whom an audit became an important tool of marketing control. Those companies make
perfect examples of good practice of a marketing audit.

Grupa Azoty S.A. is an entity that has a few decades of market experience by engaging in
manufacturing, providing services and trading in chemical industry. Grupa Azoty S.A. is a dominant player
of a capital group, and it has been listed at WSE (Warsaw Stock Exchange)’. The company has been
consistently implementing the provisions of its many year development strategy, and developing its
potential by taking over other entities on the market. The group has been co-operating with the research
and scientific institutes, providing services within laboratory research, technical consulting, thus allowing
optimal choice and use of the properties of plastics.

% The accomplished technical, market and social achievements that had been gained through the long years of
functioning of that entity were skillfully discounted in the past few decades, providing a good example of maintaining
continuity of operation in turbulent changes of political and economic situation.
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Due to the highest quality of products as well as stable business contacts, the company has enjoyed a
strong, sustained position on the Polish and international market. The company has been upholding
sustainable development principles, improving proprietary technologies for environmental protection and
elimination of the threats attributable to their activity and the products delivered to the market. A high
position of the company, both on the domestic as well as international markets, has been attested by
numerous prestigious awards and distinctions.

Between 2001 and 2015, within the framework of audits done by an internal audit unit especially
appointed in the structure of the researched company, there were 149 audits. In this number, 29 were
directly, or indirectly connected with the marketing activity of the company’. They were typical vertical
audits, focused on the selected, very concrete marketing issues, which included:

e activities (costs, results) taken to win new customers;

e the efficiency of promotional activity;

e management and the use of the expense and advertising accounts;

e correctness of reporting, opinion giving, keeping deadlines, and evaluation of the efficiency of
research and design activity;

e correctness of the application of procedures pertaining to the claims made by the customers;

e price setting process for the chosen products;

e process to ensure the efficiency of control of the chosen finished products;

e logistic processes involved in the distribution of the chosen products, e.g. proper storage;

e designing and launching new products on the market;

e compliance with the principles of customer service;

e compliance with the principles and conditions of sale of the chosen products, to the chosen
groups of contractors;

e the reasons for, and the prevention of stockpiling;

e profitability of sales of the chosen products;

e collecting, storing and circulating information about the trading partners and the company
environment;

e verification of expenditure on strategic marketing, promotion and PR.

There are strong indications that the audits have been treated as a strategic control tool, used for such
purposes as commissioning external audits conducted by entities independent from the audited unit;
conducting audits by a specialized unit (professionalism); independent procedures that can check and
verify the designated units, procedures, or documents (objectivism); the importance of issues chosen for
the audit of its units, the company, or the whole capital group (importance). All the same, the analysis of
information about the audited periods raises some doubt as to their strategic importance. Once we assume
that the strategic perspective should span a few years, then among the audited periods, seven concerned at
least two years, nine one year, and the remaining much shorter time.

Most frequently, the successive audits were prompted by the doubts expressed by the members
of the Board or the Supervisory Board. Each time, the audits were executed by a team of auditors
appointed for the occasion. The teams included at least two external auditors, at least one representative
of the marketing unit responsible for the audited operation, and at least one member of the middle or
high management level directly involved in the audited area. The submitted documentation allowed

7 An indirect relationship between the object of the research and marketing activity is apparent in the audit of
processes designed for the efficient quality control of finished products, the audit of R&D activity, the audit of
outlays on design, implementation and registration of new inventions. Each audit directly involved the issues related
to the technological process or financial settlements, and it was conducted by the organizational units held responsible
for those spheres of activity. From the indirect perspective, there were clear relationships between the selected objects
of control and purely marketing issues such as designing new products, care for high quality of the market offer, or
minimizing the cost of production.
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tracing the whole procedure, including the results indicated by the auditors (jointly with the results of
the optional secondary audits).

Audit reports signal the methodology of audit, provide summaries for the management (approach to
the control, specification of risk involved in each investigated issue, synthetic results of control —
conclusions and recommendations), detailed results of control (observations, cause — effect relationships)
and the necessary formal documents.

Identification of the types of risk involved in certain areas, is an important element of the audit
procedure. To give an example, one of the audits indicated a risk involving a loss of a part of the market
due to the insufficient reaction to the competition, implementation of the obsolete work, and consequently
generating unnecessary costs or outlays, exclusion of important development work in the approved
development plans, thus incurring extraordinary losses due to the loss of the potential revenues. Awareness
and definition of the consequences of errors and imperfections that may, or do appear as a result of the
activity in the examined area, seem to be an important element that gives direction and mobilizes for an
audit.

In the documentation of marketing audits in the examined enterprise, the most common methods of
examination included scrutiny of the source documentation (regulations, accounting documents, logistics
contracts, contracts, procedures, reports and analyses), observations made by the members of the audit
team, in-depth interviews with the managers and staff. Consequently, in the result of the foregoing, audit
teams had sufficient material at their disposal that allowed making qualitative (and less frequently, also
quantitative) analyses, and then giving appropriate recommendations.

In the predominant part of audit documentation, in case there were discrepancies found between the
desired condition, expected from the formal point of view, and the actual state, recommendations
suggested adjusting operations to the formal and legal requirements. Nonetheless, the recommendations
included also quite pragmatic conclusions. One of the conclusions said that the implemented solutions
were more efficient than those dictated by current internal regulations. Consequently, it was recommended
to elaborate such new formal procedure that would be consistent with the conducted operations, and then
make it obligatory in the new updated regulations.

The source documentation submitted by the company (each audit is registered and filed as full
documentation, showing the successive steps of an audit procedure) proves the professional conduct of
audit activities. The key factor prerequisite for the implementation of ordered audit procedures was the
awareness of the job as well as professional preparation of the staff of the Internal Audit Department.

From the perspective of theoretical features of that control tool, the major drawback of the audit
conducted in that company is the fact that it was not comprehensive. It was easy to note that control was
quite narrowly profiled, which in practice did not allow evaluating the whole area of marketing operations
of the company. The assessment of the use of some tools, if not derivative forms thereof, or of a narrow
area does not provide answers to the rudimentary question, which is: to what degree is the marketing
strategy consistent with the challenges of market reality?

Tarnopol Milk Processing Plant was the second audited entity. It is one of the largest dairy sector
companies in Ukraine, which has been delivering products to the Ukrainian consumers for almost 20 years.
The company was established as a new entity on the basis of a plant founded in 1956. In 1999, a new cadre
of managers took control, restructuring the company, and rebranding it as 34T Tepruoninbcoruii
Mmonoxo3aeod. In the organizational terms as well as in terms of the technical infrastructure, the company
was built from scratch. At the beginning, the company was divided into, and operated along three basic
functions, on a modest budget: production, administration and finance. Once it became more efficient and
reached better results that were accepted by the shareholders, the company expanded its operation in
human resources management, R&D, innovation and marketing.

Initially, the company was serving the local market of Tarnopol and its surroundings. In time, it
extended its operations to the adjacent markets (concentric strategy) as well as initiating activity in other
regions of the country (island strategy). The company operates without the intermediaries in deliveries and
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supplying the wholesale market. It controls all stages of its production and the commercial cycle; from the
collection of milk from the dairy farmers, to delivery to the retail outlets. In 2014, the company was
granted ISO and HACAP certificates, which required the adoption of certain obligations and procedures.
The plant ranks among five largest producers in Ukraine. Owing to the investment in technology and
organization (14 subsidiaries, in the Western Ukraine and Kiev, Chernihof and Odessa) as well as in
marketing, the company became the leader in Western Ukraine. The company adopted a different selective
strategy in Eastern Ukraine, and consequently it puts it in the beginning of the second ten in milk
production in that region®.

In targeting individual consumers by its marketing activity (B2C), the plant launched Monoxiz brand’.
The plant was the first in Ukraine, and fifth in Europe to launch Fresh Milk Technology assuring highest quality
of products and bringing them as much as possible to natural cow milk. The company has been also operating
on B2B market producing casein and butter. Their products are traded under /ipAT Tepuoninvcokuti monoxo-
3a600 brand name on the Ukrainian market and also exported (Israel, the Middle East, Asiatic countries).

The company started its marketing activity along with its restructuring in 2000. As we can see in the
structural chart, Trade and Marketing Department is listed in the Sales section, yet it is separate from the
Sales Management Department. The scope of marketing section activity includes marketing research,
market segmentation and positioning, implementation of product innovations, creation of new products in
response to the expectations of the target market, creation and development of brands. The gradually
introduced marketing activities were controlled through the on-going supervision (both current as well as
follow-up) and at the final stage (conclusion or a re-start), to assess their efficiency and effectiveness. Such
control proceeded along two formalized processes: the current control spanning one-month periods of
marketing, and the annual control checking the implementation of the plan.

HACAP and ISO certificates granted in 2014 entailed the obligation to carry out certain procedures.
Those included an obligatory audit of the functions implemented by the company. In compliance with this
requirement, the company set up the Internal Audit Section which reported directly to the President of the
Board. Audit procedure has been described in the internal document on planning and internal audits'’,
which is a part of “The system for ensuring quality and safety of food products” (ISO 22000, ISO/TS
22002-1)"". The document describes an audit as a set of systematic, independent, documented and
objective activities that comply with the requirements prescribed for such control. The document specifies
the dates, terms and categories related to an audit, the tasks of the head and the audit team members, audit
procedure, source documents and the structure of working documents used in the course of an audit.

Auditing procedures mainly pertain to the duties of higher level managers, as they have been
entrusted with carrying out audits and the implementation of the resultant recommendations. This
emphasizes the strategic nature of such control, which is of great importance for the understanding of the
audit. The audit covers all structural units which are engaged in production processes, and have any impact
on the quality and safety of products as well as all the processes related to ensuring quality and safety of
food products (beginning with the administrative processes, and ending on formal and production ones).
The regulations enforced by the Plant envisage an obligation of an annual audit of marketing, yet sales
department is audited every six months. Such a timetable for audits raises serious doubts as to their
strategic character.

The Chief Auditor reports directly (and solely) to the President of the Board. To implement the
scheduled audits, the auditor sets up individual task teams'?. The teams group only the managers who are

¥ A relatively small share in the market is attributable to the specialization of the company in the production of
hard cheese, melted cheese, ice cream, or dry dairy products.

? The brand was registered in 2007.

' The document specifies the stipulations of the regulation published by the Ministry of Ukrainian Economy [41].

""" Certificates were granted by the international office for certification, BUREAU VERITAS.

"2 Pursuant to the document, the chief auditor may not set up a team, but he has to conduct the audit by
himself. Once the team has been set up, the chief auditor must act in the capacity of a team leader.
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the professionals in their functional areas. Such solution should reduce (prevent) all kinds of informal
connections which may bear on the process and the obtained results of an audit. In case of a marketing
audit, the team of auditors usually includes the chief auditor (the top-down approach), the sales director (
the opposite-side audit), the financial director (the parallel audit), and the staff member responsible for the
safety of operations pursuant to ISO standards.

In case of a repeated control, aimed to evaluate the processes of implementation of post-control
recommendations, the audit team should include only the members of the Internal Audit unit. Marketing
Director, as the person in charge of the audited unit, shall not be a member of the auditing team'.
Nonetheless, he should be involved in the audit in operational terms (the activities of various stages of the
audit), similarly to other staff members of the marketing department, who should provide the necessary
information, prepare and submit the necessary documents, analyses, etc.

It is also possible to involve the external auditors'!, who must meet certain criteria, i.e. they must be
conversant with the auditing procedures and the industry. Under certain circumstances, it is possible to
commission a fully independent, external audit initiated by the marketing director. In this case, the
objective of the audit would be ascertaining the correctness of the implemented tasks. Such option was not
employed during the analyzed audit'.

Every time, an audit commences with the definition of the scope, the objective, and the subject, and
the formulation of the list of issues that should find answers. The list is the aftermath of cyclical meetings
of the board, the supervisory board and high level managers, and it specifies the issues that raise concern or
misunderstandings, and which should be subject to discussion during the successive functional audits.
Within the timeframe 2015-2017, not many questions were asked which is to say, not many marketing
audit issues were identified.

Within the audits, control focused primarily on innovative products (market and marketing surveys,
creation of new products, mostly assortment goods, and not their categories or lines, positioning products
on the market, building, promotion and brand enhancement). Focusing marketing audits around the
processes of product creation seems most reasonable, as a product is a crucial element of companies’
marketing activity. On the other hand, it demonstrated a strong connection between the marketing area of
the company and R&D.

Audits always focus on two rudimentary dimensions: financial aspects (Has the budget been
properly set? Have the financial resources been spent properly? Was it possible to cut the costs?), and
procedural aspects (has the decision making process and operations complied with the binding regulations
and procedures?). High level company managers (financial and sales directors) focus on the substantive
layer of the audited decisions and operations, while other internal auditors (chief auditor and ISO expert)
concentrate on controlling the procedures, so that the company qualifies for certification of various areas of
its operations.

An audit concludes with a report, which is submitted to all persons it may concern (the Board,
Supervisory Board, higher level managers). However, it is not customary (let alone prescribed by the
procedure), to hold a meeting in which the auditors would present the results of the audit to the above
mentioned persons. Hence, there is no opportunity for a deeper analysis, interpretation or a discussion on
the results, conclusions and recommendations.

In the opinion of business practitioners and scholars, any form of control (including audits) arouses
anxiety among the Ukrainians, and is perceived in a negative way. Control leads to distancing, both to the
auditor and his activity. However, the on-going generational change in the audited company (particularly at

13 In case of an audit of sales, he must be a member of the team of auditors.

"1t is possible to commission a fully independent, external audit initiated by the marketing director, poised to
confirm the regularity of the implemented tasks.

'> The Board of the company did not support such solution, pointing out to a high risk of a wrong evaluation
attributable to the fact that the potential auditors were not familiar with the industry or local conditions. There were
also some difficulties in finding the suitable (acceptable) auditors that would meet the prescribed criteria.
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the managerial level), and the advent of young people not encumbered with the negative experience of
control, who have a broader perspective of that managerial activity, cause that the staff are more and more
open towards control. They stop perceiving control as a supervisory tool ultimately aimed at imposing
individual penalties, but start to see it as an instrument for shaping organizational culture intended for
reaching a better result of the functioning of the organization as a whole.

From the formal angle, the marketing audits conducted in the company should be considered as fully
professional. Nonetheless, it would be difficult to evaluate their content since the audit documentation was
not made available. Beyond any doubt, the issues that were considered suggest a vertical audit, conducted
by the task teams set up in compliance with the procedure. The controlled activities were rather tactical
than strategic, and the issues were not directly referred to marketing strategies.

Conclusions

The presented two companies show the possibility for a practical application of an audit in the
function of a marketing tool. The companies operate in various industries, on various markets (B2C, B2B)
and in various geographical regions, in various reality of economic management (Poland and the EU,
Ukraine). The common denominator of these entities is their size and the scale of operation. Both
companies fall into the category of large entities, regardless of the criteria for such classification. This
gives some potential, also in the area of control.

In marketing terms, both companies proceeded with an audit in line with the stipulations of an
internal audit rather than the concepts described by the theory of marketing. In conclusion, those examples
of audit implication to the control of marketing do not display any strong connections with the
methodological concepts (models) of a marketing audit, as described in the literature. While the subject of
the audits — mostly vertical in their nature — are legitimate marketing issues, their strategic character is very
doubtful, both in terms of the time frame (the period under investigation) as well as the references to the
strategic provisions of marketing.

On the final note, it may be asserted that the presented cases are examples of a good marketing audit
practice, yet they are not free from fault — or at least they raise some methodological doubts. As it seems, it
would be opportune to make audits more closely related to the methodology of an internal audit, in the area
of considerations strictly connected with marketing control.
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MOXJ/IUBOCTI BUKOPUCTAHHA AYAUTY SAK IHCTPYMEHTY MAPKETHUHI'OBOT'O
KOHTPOJIIO: HA ITPUKJIAII HOJIbCHKOI'O TA YKPATHCHKOI'O IIAITPUEMCTB

© Xaopian I1., Cmeys O., 2020

CTaTTsl NpHUCBSiYeHA NUTAHHSAM MAapPKETHHIOBOr0 KOHTPOJI0. MeTa — moka3aTH Ha OCHOBI
NMPOaHAJi30BaHNX MiANPHEMCTB MOKJIMBOCTI (PAKTHYHOT0 BUKOPHUCTAHHSI MAPKETHHIOBOI0 aAyIUTY SIK
IHCTPYMEHTY cTpaTerivHoro KOHTpPoJI0 MapKeTHHry. B sikocTi BiinpaBHOi TOYKHU /151 BUCHOBKIB 0YJ10
3po0/ieH0 MOCHJIAHHSI HA 00rOBOpPEeHHs B JiTepaTypi MOIJsAiB NMPO MapKeTHHroBMii ayauT (iX MOXKHa
PO3rasaTH SIK MoAesdi KOHIEeNTYaJbHOro, CTPYKTYPHOro a60 NMpPOLeCcHOro Xapakrepy) Ta BHYTpPilIHii
ayauT. SIKk NpHUKJIAJ MOKIUBOCTI HATEKHOI MPAKTHKH BUKOPUCTAHHSA ayJMTy B YNpaBJiHHi OizHecom
MApKEeTHHIOBA KOMIIAHifl OMHCY€ AisVIBHICTh, sika 3ailicHIOeThes B Iloubmi (Grupa Azoty SA) Ta
VYkpaini (IIpAT “TepHonijibcbKHA MOJIOK03aBOX ).

JieBa cucreMa KOHTPOJI0 BH3HAHA OJHMM i3 rapaHTiB e()eKTHMBHOCTI YNPaBJiHCbKUX 3aBAaHb,
SIKi BUKOHYIOThCSI SIK YaCTHHA KOHOI yHKuii B opraxizauii, B T. 4. MapkeTuHroBoi. KoHrpoJn
MapKeTHMHIY BKa3y€ Ha Pi3HMi CTYNliHb BUKOPUCTAHHSA, e)eKTUBHOCTI il pe3yJIbTATUBHOCTi, TUM CAMUM
BU3HAYAKOYM HeOOXiIHICTH po3moniny pecypciB, MiAK/II0YeHHs Pi3HUX BHUAIB AisVIBHOCTI, 3MIHIOIOYH
0o0cAr Ta iHTEHCHBHICTh JislJILHOCTI, CTAlOYM TAKMM YHHOM OJHHUM 3 KJIIOYOBHX (akTopiB, 10
BHU3HAYAKOTh piBeHb e(eKTUBHOCTI ynpaBiaiHHs MapkeTuHroMm. Ile BHK/IHKAa€ iHTepec 10 LBLOro
NUTAHHSA K TEOPEeTHYHO, TAK i NPAKTHYHO.

IToTpebda Ta BakIUBicTh, miAKpecjeHi B nmyOJikanisix Mo ynpaBJdiHHIO MapKeTHMHIOM, NpOBe-
JEHHIO CTPATerivyHoro KOHTPOJII0, CHOHYKAJ10 aBTOPiB NMPOBECTH AO0C/JIiAKeHHs, MPUCBSIYEHI BHKOpPHC-
TAHHIO MAPKETHHIOBOI0 ayJIMTY HA NMPAaKTHUi — OJMH 3i 3HAYHUX IHCTPYMEHTIB /ISl ULOr0 — piBeHb
KOHTPOJI1I0. OCHOBHA MeTa JOCJiIKeHHS] — MPeJACTABUTH NMPAKTHKY BHKOPHCTAHHS ayJMTy B MapkKe-
THHIOBOMY KOHTPOJIi Ha NMpHKJIaji ABox kommaHiii — Grupa Azoty SA ta IIpAT “TepHomijabcbkuii
MoJI0K03aBoa” . JlocaimkeHHs1 0a3y€ThCsl HA TeOPeTUYHUX KOHUENUiSIX BUKOPUCTAHHS AyIMTy MapKe-
He po3risaaim Ak mojendi). s Toro, mo0 onucatu ui KoHUenuii, 6asyBajaucsi HAa MeTOli cucTeMa-
THYHOI0 aHAJi3y HaykoBHX 0a3 1aHux Scopus, Web of Science Ta Ebsco.

Knro4oBi cjioBa: iHCTpyMeHTH, ayANT, MAPKEeTHHT, METOAU, KOHTPOJIb MapPKEeTHHTY.
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