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ABSTRACT
Research has shown a firm’s strategic orientation can impact its performance, especially in a
hostile or difficult environment. The agri-food industry in Northern Ireland is facing pressures with
unstable markets, increased taxation and increased competition. The adverse impact of
environmental hostility may present an even greater threat to small firms due to their limited
resource bases and relative inabilities to survive the consequences of poor strategic decisions. The
practice of new product development is a complex but necessary one in sectors such as fast moving
consumer goods. This environment experiences constant changes in consumer attitudes and trends.
Because of this, retailers and their purchasing departments are continually seeking innovation from
food firms in order to remain in line with consumers wants and needs. Research has shown that
new product development can help sustain a competitive advantage. This research aims to
investigate the role of strategic orientation as an integrating mechanism with market information
resource and its effect on new product development. Previous research has engaged in theoretical
explanations around the performance outcomes of strategic orientations based on firms deploying
similar strategies. However, an empirical examination into the role of market information resource
and the integrating properties of strategic orientation and combinations of these orientations is yet
to receive attention. Further, much research conducted to date has focussed on strategic
orientation’s role within large enterprise; little attention has been given to micro or small firms
regarding this subject. Overall, the major contribution of this study is to offer a link between
market information resource and strategic orientations or combinations of these strategic
orientations whilst striving to understand their effects on new product development processes. It is
anticipated that the findings of this research will provide insights for micro and small agri-food
firms around the practice of new product development through strategic management decisions
surrounding market information resource, adding to their competitive advantage in the market.
Keywords: Strategic orientation, new product development, innovation, market orientation,
learning orientation, entrepreneurial orientation, innovation orientation, resource-based view,
capabilities, small firms, micro firms, food industry, agri-food.
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CHAPTER 1
INTRODUCTION

1.1 Research Background
This research is part of a larger project focused on ‘Going for Growth’ plan involving Queen’s
Management School, University of East Anglia (UEA), Department of Agriculture, Environment
and Rural Affairs (DAERA), InvestNI and Tesco NI. Queen’s Management School are delivering 2
parts of The Going for Growth project:
Part 1 – Engagement with agri-food firms and sectoral-focused workshops for firms.
Part 2 – Focused Dunnhumby UK reports for small agri-food firms supplying Tesco NI
accompanied by webinar engagement sessions.
This research will fit within the project by focussing on the products of the businesses involved and
the importance of NPD in creating a competitive advantage. This research will be longitudinal in
nature and will include various engagements with each firm over a 10-month period.
This study is investigating the relationship between the level of market information resource (MIR)
available to a firm and their new product development (NPD).
The resource-based view (RBV) as a competitive advantage of a firm lies primarily in the
application of a bundle of valuable tangible or intangible resources at the firm’s disposal
(Wernerfelt, 1984). Generally, resources can be categorised as tangible and intangible entities.
Previous literature suggests that not all resources are equally important to determine firm success
and performance. Findings show that intangible resources (knowledge, skills and reputation and
traits such as proactiveness, innovativeness and risk-seeking ability (Runyan et al., 2006) are
important determinants for firms’ success (Julienti Abu Bakar and Ahmad, 2010). With regard to
market information as an intangible resource (knowledge), we consider the role of the strategic
orientation in integrating it with NPD. Brief definitions of the orientations we will be focussing on
are presented in the following sections.
Miles and Snow (1978) produced a strategy typology i.e. prospectors, analysers, defenders, and
reactors. They proposed that all four types of firms develop relatively stable patterns of strategic
behaviour in order to accomplish a good alignment with perceived environmental conditions.
Prospectors are seen to be more proactive and can adapt to turbulent environments by using high
levels of environmental scanning (Daft and Weick, 1984). They seek to identify and exploit new
opportunities through both product and market development (R. E. Miles and Snow, 1978).
Defenders work toward a stable environment by protecting their product-market and prosper
through stability, reliability, and efficiency (Slater and Narver, 1993). Analysers look to innovation
in their product-market initiatives, more so than defenders. This is a measured and cautious
approach to innovation and is seen as more cautious and selective than prospectors (Hambrick,
1

2003). In practice, an analyser strategy is, indeed, the most difficult one for firms to carefully
pursue: the analyser is a “unique combination of the Prospector and Defender types” (R. E. Miles
and Snow, 1978). Miles and Snow (1978) initially proposed the reactor type as a fourth ideal
strategy type but later described it as a ‘residual’ type of behaviour in that firms are forced into this
response mode only when they are unable to pursue one of the first three strategies (Wang, 2008).
For firms, the development of product-market strategies indicates that they have made important
decisions regarding the deployment of their market information resources at hand (Vorhies, 1998).
Market knowledge in firms is reliant on the absolute level of market information resource
concerning customers, competitors, supply-chain and their broader environment in target markets.
Market information therefore represents a particularly important knowledge resource as it provides
firms with insights into which value-adding activities they should undertake, and how these should
be accomplished through innovation that meets customer needs (Day, 1994; Slater and Narver,
1995). Notwithstanding, there is evidence that firms’ ability to achieve innovation success through
increased levels of market information resource is reliant on various strategic orientations (Didonet
et al., 2016).
A key consideration of the study is the role of strategic orientation of the firm in influencing this
relationship. The study aim is therefore to explore the role of the strategic orientation of a firm in
integrating market information resource with NPD. Firms involved in the study will receive an
increase in the level of their market information resource. The integration of this with their NPD
will be studied through the lens of four pertinent strategic orientations to NPD: Market Orientation
(MO), Entrepreneurial Orientation (EO), Learning Orientation (LO) and Innovation Orientation
(IO).
Much research has examined organizational cultures that promote NPD because of the important
role of new products to firm survival, competitiveness, and growth (Clark and Fujimoto, 1991; Eng
and Quaia, 2009; Ernst, 2002). As different types of knowledge may have different impact on new
product positional advantage, knowledge portfolio management in concert with the firm’s strategic
orientation is indispensable for new product success (Kim et al., 2013). Empirical studies
explicating the MO-EO interplay have found that implementing the two orientations
simultaneously enhances new product development (NPD) performance (Atuahene-Gima and Ko,
2001). Keskin (2006) found that firm innovativeness positively affects firm performance; firm LO
positively influences firm innovativeness; firm MO positively impacts firm LO; firm LO mediates
the relationship between firm MO and firm innovativeness; and firm MO indirectly impacts firm
performance via firm innovativeness and learning (see Figure 7, p.60) where we introduce some of
the key concepts involved in the study through a theoretical framework.
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1.1.1 New Product Developm ent
NPD is important to firms as a means of sustaining competitive advantage. Firms are dealing with
customers (multiples, wholesalers and distributors) and consumers (end-users), in their target
markets, which can be difficult to manage, especially for a small firm with limited resources. The
practice of NPD is a complex but necessary one in sectors such as fast moving consumer goods
(FMCG), where there are constant changes in consumer attitudes and retail buyers are constantly
looking for innovation because of this. The food and drinks industry as a focus of this study, view
NPD as a critical means to a firm’s survival (Grunert and Traill, 1997).
When defining NPD, a firm may develop a completely new product that contains a completely new
set of ingredients and value proposition to the customer; it may also create an incremental
innovation i.e. a flavour variation of an already existing product. According to Kotler (1991) ‘an
innovation refers to any good, service, or idea that is perceived by someone as new. The idea may
have a long history, but it is an innovation to the person who sees it as new’. A product then, can
then be seen as an innovation to one consumer and new to another, therefore we must consider both
aspects as ‘new’. Booz et al. (1982) concluded that the majority of the products launched by
manufacturers could be aligned within one of six categories: 1) New to the world products; 2) New
product lines: new products that for the first time allow a company to enter an established market; 3)
Additions to existing product lines: new products that supplement a company’s established product
lines; 4) Improvements in/revisions to existing products: new products that provide improved
performance or greater perceived value, and replaced existing products; 5) Repositioning of
existing products that are targeted to new markets or market segments; 6) Cost reduction: new
products that provide similar performance at a lower cost. During their study Grunert and Traill
(1997) defined three groups of actors to define the term ‘new’ in the context of consumer goods.
Each of these asked different questions when determining ‘newness’, they were:
Consumers – Does the product offer more value to existing products and price?
Distributors – Do consumers see this as a new product? What are the storage characteristics? Are
there changes in logistics? What is the contribution to chain positioning?
Producers – Does this product require new skills or resources to produce?
1.1.1.1 NPD in the Food Industry
NPD for food firms is considered the launch of new brands and/or line extensions. This has become
a popular growth strategy, particularly in mature FMCG categories (Ambler and Styles, 1996). For
small firms, failure of these new products can have devastating financial consequences. Some
estimates put the failure rate of new products between 75 per cent and 80 per cent (Clancy and
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Shulman, 1991; R. G. Cooper and Kleinschmidt, 1991). More recently, these figures have been
questioned regarding their validity and relevance, studies surrounding this subject are difficult to
conclude due to the undetermined definition of ‘failure’ of the product (Fuller, 2011). Finding ways
to improve the chance of success is vital to small firms both from a financial point of view and also
ensuring survival through a sustained competitive advantage.
1.1.1.2 Branding
Brand and NPD are also closely related, although many consumers buy based on ‘price-quality’,
brand can contribute to the purchasing decision. It has been argued that because a line extension
has a well-established brand positioning to draw on, its chance of success is increased (Aaker and
Keller, 1990). Consumer brand loyalty has been extensively covered in literature; the ability to use
existing brand equity to influence a consumer is evident. As (Fournier, 1998) put it, ‘Brands cohere
into systems that consumers create not only to aid in living but also to give meaning to their lives.’
If producers can learn more about the market then they can tailor their brand message to fit in with
the potential consumers lives, this in turn may have a positive effect on sales.
1.1.1.3 Packaging
Another area integral to NPD for food firms is product packaging. It is important to differentiate
products to consumers at all levels. Mary Lewis stated that ‘good packaging design is far more than
a salesman; it is a flag of recognition and a symbol of values’ (Cowley, 1991). With saturated
shelves and a highly competitive market, it is essential that the producers package their goods to
‘relate closely’ to the needs of their target market.
1.1.2 M arket Inform ation Resource (M IR)
Glazer (1991, p.2) defined market information as "data that have been organised or given structurethat is, placed in context-and endowed with meaning." Moorman (1995) adds to this definition with
identifying MIR as “data concerned with a firm’s current and potential external stakeholders.”
Deshpande and Zaltman (1982; 1987) consider MIR to be the most critical kind of information in
consumer marketing decisions. Hultink et al.(2011)found that the acquisition and use of MIR were
directly associated with increased new product performance and that the quality of the information
gathered and disseminated had a determining factor on the level of performance. Understanding
customer wants and needs ultimately comes down to a company's capabilities for gathering and
using market information. And another well-acknowledged success factor the integration of
marketing, R&D, and manufacturing focuses on the sharing of information.
MIR is readily available to firms through the Invest NI business information centre. The centre
provides both qualitative and quantitative resources, which are free to access. The use of the market
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information resource being provided is inherently connected with the capabilities of the ownermanager and the individuals that make up the business. Making use of the information is based on
a number of factors and one is the capability of people to rationally organise the all the material
into a format that can be effectively utilised. People can only process a limited number of factors at
a time; are reluctant to seek out relevant information; biased in the interpretation of the data
discovered and have a tendency to accept the first seemingly satisfactory option presented
(Whittington, 1994). Indeed Deshpande and Zaltman (Deshpande and Zaltman, 1982) found that
organisational structure, technical abilities, actionability and manager interaction around research
where important factors in making MIR available and putting it to use.
The dissemination of MIR throughout an organisation plays a major role in how it is used. MIR is
connected to organisational learning in terms of its role in customer and competitor analysis, which
in turn can be linked to a decision-making process within the firm. Slater and Narver (1995)
posited three ways in which new information can influence the behaviour of the firm:
1. Action-oriented: The direct use of the information to solve a problem;
2. Enhancing: Influences the manager’s perspectives on a problem but are less likely to have
a direct effect on behaviour;
3. Resolving: Increasing satisfaction or reducing dissonance in regard to a change that has
been made.
Given these views on the importance of MIR and how it can be used, it could be linked to the
decision-making process of a firm, even around the development of new products. Indeed, Ottum
and Moore (1997) revealed strong relationships between new product success and the processing of
MIR, as did Hult et al. (2011).
1.1.3 Strategic Orientation
Strategic orientations are defined as “the strategic directions implemented by a firm to create the
proper behaviours for the continuous superior performance of the business” (Gatignon and Xuereb,
1997, p. 78).
Strategic orientations can determine how a firm competes within the market, how they develop
competencies, their aggressiveness in competing; they form an essential part of the organisational
context and can influence the investment on various firm resources. This research focuses on four
strategic orientations; Market Orientation, Innovation Orientation, Learning Orientation and
Entrepreneurial Orientation. These are defined in the following sections.
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1.1.3.1 M arket Orientation (M O)
The two most prominent conceptualisations of MO are that of Narver and Slater (1990) and Kohli
and Jaworski (1990). While Kohli and Jaworski (1990) consider market orientation as “the
organisation-wide generation of MIR, dissemination of the intelligence across departments and
organisation-wide responsiveness to it.” Narver and Slater (1990) consider it to be, "the
organization culture that most effectively and efficiently creates the necessary behaviours for the
creation of superior value for buyers and, thus, continuous superior performance for the business."
Jaworski and Kohli (1993) have also suggested that, because "a market orientation essentially
involves doing something new or different in response to market conditions, it may be viewed as a
form of innovative behaviour.”
1.1.3.2 Entrepreneurial Orientation (EO)
EO represents an essential process of directing and influencing firms in identifying and taking
advantage of market opportunities (Shane and Venkataraman, 2000). Thus, an entrepreneurial
orientation, as reflected in the organizational processes and decision-making style of a firm, can be
a source of competitive advantage or strategic renewal, even for firms that are not involved in
launching new ventures (Lumpkin and Dess, 1996a). The suggested dimensions of EO consist of
autonomy, innovativeness, risk taking, proactiveness, and competitive aggressiveness. Covin and
Slevin (1989) and Zahra and Covin (1995) both suggest that firms which compete in hostile
environments and adopt an entrepreneurial posture enjoyed superior performance. The fast-moving
consumer goods market could be considered a “hostile environment”, when you consider the high
competition, tight profit margins and constant fluctuation in consumer habits and trends.
1.1.3.3 Learning Orientation (LO)
LO refers to organization-wide activity of creating and using knowledge to enhance competitive
advantage (Calantone et al., 2002). LO represents the manifestation of the organization’s
propensity to learn and adapt accordingly and, therefore, represents a wider concept that embraces
adaptation and change. It directs and influences firms through sharing and using knowledge (Huber,
1991).
1.1.3.4 Innovation Orientation (IO)
Organisations, whose cultures emphasise innovation when resources are available, tend to
implement more innovations and develop competitive advantage. Innovation is a driver of
competitive advantage with a combination of resources that creates higher-order competencies that
can be referred as capabilities (Julienti Abu Bakar and Ahmad, 2010). A firm is said to have a
competitive advantage when it is implementing a value creating strategy not simultaneously being
implanted by any current or potential player (J. B. Barney, 1991).
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1.1.4 M icro and Sm all Enterprises (M SEs)
Most activities categorised as MSEs are very small; the majority of MSEs consist of only one
person working alone. Although there is no official definition of a micro-firm, any definitions
available are usually based on employment, particularly in a European context. The European
Commission defines a micro-enterprise as one who employs no more than ten full-time employees
(Sheikh et al., 2002). In terms of the management practices of MSEs, Kelliher and Reini (2009)
found that focussing on strategy was key to survival, due to the resource constraints and ownercentric culture of these firms. Further, they identified the importance of knowledge and how
optimal use of it can enhance the ability for MSEs to gain a competitive advantage.
Their strategy, structure, decision-making processes, culture and the relationship with their
business environment impact the management practices of MSEs. The advantages that can be
gained from their minute size through flexibility, informal culture and capacity to learn faster than
their larger counterparts can be offset by the external environment, through increased pressure from
competition and regulation. Further investigation into the managerial practices and strategic
competencies of these firms, especially around the use of resources to gain a competitive advantage
is therefore of great importance.
1.2 Sum m ary
Considering all the areas surrounding NPD, firms require a number of capabilities to create a
competitive advantage from this process. The dynamic capability approach is an extension of the
resource-based view (RBV) (Ambrosini and Bowman, 2009; Barreto, 2010). Teece et al. (1997)
define dynamic capabilities as the firm's ability to integrate, build, and reconfigure internal and
external competences to address rapidly changing environments. Capabilities thus reflect an
organisation's ability to achieve new and innovative forms of competitive advantage. This research
will look at the strategic management of these capabilities and how they integrate with the firms’
resources within their NPD process. This research will focus on the capabilities that are connected
with the behavioural components and/or values within the SOs that are linked with MIR e.g.
customer/competitor orientation (MO), learning philosophy (IO), commitment to learning and to a
certain degree, proactiveness (EO); in an attempt to understand how these orientations integrate
MIR with NPD.
1.3 Research Aim s and Objectives
The overall aim of this study is to: Explore the role of the strategic orientation of a firm in
integrating market information resource with NPD
This will be addressed through the following research questions:
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Research question 1: To what extent is market information resource (MIR) being utilised by firms?
Rationale: This research objective will help explore the question of what the level of market
research or intelligence gathering currently is within firms. This is a benchmarking exercise to
allow assessment of an absolute increase in the level of market information resource to the firms
taking part in the study over time.
Research question 2: Prior to exposure of the research MIR, what SOs are present within firms?
Rationale: We need to gain an understanding of the firms’ current strategic orientation(s) before
increasing the absolute level of their market information resource. To enable assessment of
orientation influence on integration with NPD and potential changes to orientations over time due
to increase in market information resource. A benchmarking exercise to identify current NPD
activities of a firm at a point in time.
Research question 3: What changes occur within the firms’ NPD activities based on an increased
level of market information resource over time?
Rationale: Increasing absolute level of market information resource allows assessment of potential
impact on NPD processes/outcomes.
Research question 4: What role do strategic orientations have in integrating market information
resource with NPD?
Rationale: Critical aspect to uncover how MO, EO, LO and IO, specific combinations thereof, are
important to integrating market information resource with NPD in the firms studied.
1.4 Research Justification
The literature on strategy has focused a great deal of attention in the quest for taxonomy of generic
strategies (Hatten and Schendel, 1977; Herbert and Deresky, 1987; A. Miller and Dess, 1993). A
generic strategy can be seen as a broad categorisation of strategic choices with ample applicability
across industries and organisational forms (Herbert and Deresky, 1987). A limitation within
strategic orientation research is that much of it has largely focused on a particular orientation in
isolation; therefore neglecting the effects the orientations may have on each other. Certain literature
considers dual combinations of MO and EO (Atuahene-Gima and Ko, 2001; Morgan et al., 2015)
or MO and LO (W. E. Baker and Sinkula, 2007). Deshpandé et al. (2012), criticise orientation
literature for giving limited attention to the need for balance among multiple simultaneously
occurring strategic orientations.
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Surveying the literature in the field, Rauch et al. (2009) finds that a large number of studies have
examined the relationship between entrepreneurial orientation and performance, but overall there
have not been many studies that have examined the holistic effect of a range of strategic
orientations. This study will therefore expand the literature surrounding strategic orientation
through the conceptualisation of a complementary relationship between simultaneously occurring
MO, EO, IO and LO. The context of the research will be the effect the strategic orientations have
on integrating a firm’s resources in product innovation practices, specifically around new product
development.
Progress has been made over the past two decades deciphering the impact of various strategic
orientations on firm performance; although gaps remain in regard to the scope of the orientations to
investigate how these orientations affect performance, and the contrasts between large,
small/medium-sized and micro/small firms (W. E. Baker and Sinkula, 2009; Li et al., 2008; Martin
et al., 2009). Strategic orientations are descriptions of how resource allocation (such as MIR) and
coordination patterns are bought into, embedded, adopted and/or enacted at some level with the
firm (Cadogan, 2012). Hakala (2011), defines orientations as principles, directing and influencing
firms’ behaviours in adapting to their environment to attain superior performance or gain a
competitive advantage. Resources and capabilities are also important factors for attaining a
sustained competitive advantage within firms. The resource-based view (RBV) as a basis for
the competitive advantage of a firm lies primarily in the application of a bundle of valuable
tangible or intangible resources at the firm's disposal (Wernerfelt, 1984). Product development can
be a means by which a company builds the competencies and capabilities that set the stage for its
future. In order to provide value its customers will seek in the future, the firm must possess the
human, financial and structural capabilities to meet future customer requirements (Brody and Lord,
1999). This study seeks to understand the role of strategic orientations as an integrating mechanism
between resources such as market information and NPD.
Wheelwright and Clark (1995), argue “the consequences of product development have a direct
impact on competitiveness. They mean the difference between falling behind a leading competitor
in the marketplace and being the competitor who provides leadership, compelling others to meet
similar standards.” When a company is saddled with old products, or even the right products at the
wrong time, the value it provides to customers, and therefore the value to the company itself, is
severely limited. If a firm does product development badly, its assets–particularly its equity with its
customers –will wither and erode (Brody and Lord, 1999). One factor that is crucial to
understanding NPD and performance is a firm's strategic orientation (Atuahene-Gima and Ko,
2001; Gatignon and Xuereb, 1997; Kim et al., 2013; Kirca et al., 2005; Mu and Di Benedetto, 2011;
Zhou et al., 2005).
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Much research has examined organizational cultures that promote NPD because of the importance
of new products to a firm’s survival, competitiveness, and growth (Clark and Fujimoto, 1991; Eng
and Quaia, 2009; Ernst, 2002). A vast amount of this research (Acquaah and Agyapong, 2015;
Aloulou, 2019; Dutta et al., 2016; Eris and Ozmen, 2012; Voss and Voss, 2000) has examined the
main effects of strategic orientation on firm performance, innovation, or specific measures of new
product performance in the market place. Although the performance of the product after
development and launch is of great importance, this research looks closely at the strategic decisions
being made at the beginning of the NPD process, before a product is conceived. The main
orientations examined by researchers affecting NPD include entrepreneurial orientation, market
orientation, and technology orientation (P. Srivastava et al., 2013). Again, these studies centred on
the effect of individual orientations and neglected to investigate how they interact in NPD
processes.
Much of the research surrounding strategic orientation has been conducted focussing on large firms
using quantitative methods(W. E. Baker and Sinkula, 1999b; G. T. Hult and Ketchen Jr., 2001;
Zhou and Li, 2010). With MIR now more readily available to micro and small firms, research must
be conducted to evaluate how this valuable resource is being integrated through strategic
management decisions. There is therefore much to be theoretically gained from extending our
understanding of the role of strategic orientation as an integrating mechanism in firms and
exploring the effect various combinations have on NPD. In addition to theoretical contribution,
defining the roles of each orientation may allow for improved practices of NPD within MSEs and
the processes of government stakeholders in terms of MIR provision and training.
1.5 Research Context
This study will focus on micro and small enterprises (MSEs) in the Northern Ireland food sector.
As of 2014 there were 26,765 businesses classed as Micro1 and 5,025 classed as Small2 within the
private sector in Northern Ireland. Their turnover within the private sector economy was a
combined 41.3%, making them a significant contributor to the overall economy of the country
(McManus et al., 2015). The Agri-food sector in Northern Ireland is the largest employer and in
2014, total sales from the NI Food & Drinks Processing Sector amounted to £4,543m (Deloitte,
2016). A vibrant Agri-Food sector is needed to maintain the social and economic fabric of our rural
community, being the economic driver behind every town and village in rural Northern Ireland.
With increasing pressures on the sector from within Northern Ireland around rises in running costs,
serious cash flow difficulties (UFU, 2016) taxes and the uncertainty of a post-Brexit future, it is
vital to continue to recognise the importance of the agri-food industry and contribute to its
development.
1 Micro firms are considered as firms with 0–10 employees.
2 Small firms are considered as firms with 10–49 employees.
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To counter some of the issues facing the sector, the Agri-food Strategy Board (AFSB) set out its
‘Going for Growth’ strategy in 2013. This strategy aims to grow sales by 60% to over £7bn, create
15,000 new jobs, grow sales outside Northern Ireland by 75% to £4.5bn and to increase value
added to £1 billion by 2020. Central to the success of Going for Growth will be delivering on its
Strategic Vision to “grow a sustainable, profitable and integrated Agri-food supply chain, focused
on delivering the needs of the market” (NI Executive, 2014). The AFSB recognise that enhanced
innovation and skills are required to allow firms to contribute to the goals set out in the strategy
and develop a sustainable and competitive industry. In developing innovation and skills the AFSB
aim to establish a new Open Innovation support service to facilitate greater collaboration,
commercialisation and enhanced knowledge exchange between companies and other bodies and an
Agri-food Competence Centre.
This research aims to address some of the issues mentioned by focussing on the skills around NPD
and how they are affected by strategic orientation and an increase in MIR. The highly competitive
market these businesses operate in, requires them to be adaptive and innovative. NPD is described
in the literature as the transformation of a market opportunity into a product available for sale
(Krishnan and Ulrich, 2001). The process of NPD can be expensive, with relatively low levels of
success, which can be a constraint for small businesses working on already tight margins in a very
competitive environment. The potential role of strategic orientations such as MO, EO, LO and IO
in integrating market information resource with NPD would appear to be particularly pertinent.
Hakala (2011) defines strategic orientations as principles, directing and influencing firms’
behaviours in adapting to their environment to attain superior performance.
1.6 Pilot Study
A pilot study is being currently conducted using one industry (Alcoholic Beverages). The purpose
of this study is to ensure the robustness of the interview questions (Appendix 1) and hone the
interview technique for the main study to ensure we produce relevant and interesting insights. The
alcoholic beverages industry is relevant to the main study because of the nature of the firms
involved. Over the past decade large firms have seen increasing competition from smaller (Craft)
firms. These smaller breweries/cideries/distilleries have grasped a segment of the market and are
increasing their share of said market. The success of these firms is in some part to their ability to
develop and launch products at a vastly greater pace than their larger competition. Another aspect
of these firms that is most suitable to this research is the size of the firms within this sector and
how they have developed in the market. Many of these firms began life as hobbies for the owners
with no aspirations of competing with larger firms or each other, they were simply a passion of the
product. Because of this, many of them have little or no real focus on marketing or market
information giving a platform to measure any changes in their NPD processes due to the MIR
supplied and to investigate what role strategic orientation plays, if any.
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Four firms have been chosen and have agreed to take part in the study. The interview protocol was
used in the first engagement with Firm A and notes where made regarding areas of the interview
that were unclear or confusing for the participant. Minor changes were made to some language
used throughout the protocol. Further pilot study interviews are due to take place between July
2017 and October 2017.
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1.7 Structure of Research

SELECTION OF RESEARCH TOPIC

REVIEW OF EXTANT LITERATURE
New Product Development, Market Orientation Theory

DESK RESEARCH

SETTING OF BACKGROUND
The effect of a rise in Market Intelligence on NPD and Brand

CONCEPTUALISATION OF RESEARCH PROBLEM

PILOT INTERVIEWS
Delivery and Interpretation on Interviews with test business groups

INTERVIEWS
Interviews with key internal actors

FIELD RESEARCH

METHODOLOGY
Selection of Research Design and Respondents

OUTPUT
Objectives addressed through analysis and theoretical framework
developed to support future research

Figure 1 – Longitudinal Research Process
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1.8 Structure of Thesis
Chapter One defines the aims and objectives of the research. This section will attempt to provide
rationale for the study of the effects of an increase in MIR on NPD through the lens’ of MO, LO,
EO and IO. This chapter will also set up the context and implications of the study.
Chapter Two will be the first of two chapters focussed on reviewing the academic literature
pertaining to RBV and MI. There is a particular focus on firm strategy, competitive advantage,
capabilities and core competencies. By understanding the nature of each of these areas the study
will acknowledge how they affect the strategic approach of the firm and its use of MI as a resource.
The overall aim of the literature review is to critically analyse the key information relating to the
objectives set out and attempt to define a gap in the current knowledge.
Chapter Three provides a thorough discussion of the research framework being used. This will
include the following: Justification of the methodological approach; research design; ethical
considerations; any research limitations.
Chapter Four details the findings from the empirical research, consisting of the semi-structured
interviews/interviews with the food/agri-food businesses involved. This chapter will discuss the
key issues surrounding the use of MI and how it relates to the NPD processes of the businesses.
Chapter Five provides a cross-case analysis of the findings in Chapter five. This analysis is
synthesised with key strands of the academic literature to provide a better understanding of the
impact of combinations of strategic orientations on NPD from both internal and external
perspectives.
Chapter Six presents a discussion of the analysis from Chapters four and five including the
presentation of a theoretical framework.
Chapter Seven presents the conclusions of the study and the research objectives set out. An outline
of the theoretical contributions of the study coupled with justification of these. Also, any
limitations of the study are discovered during the research process. Further research
recommendations that may be undertaken based on the limitations uncovered.
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CHAPTER 2 LITERATURE REVIEW

2.1 Introduction
In order to fulfil the aims and objectives of this study it is necessary to conduct a review of
appropriate theories and discussions presented in academic literature. The research aim of this
study is to explore the role of the strategic orientation of a firm in integrating market information
resource with NPD.
A review of the academic literature in Chapter Two will help ascertain the research gaps, which
directly theorise the research aim and objectives. This research brings together the existing
literature on NPD, strategic orientation and resources and capabilities of a firm. As this research is
primarily focussing on the practices of MSEs, appropriate literature that reflects the firm size and
differing environments will be drawn upon.
With NPD being the focus of the firm’s output within this study we will begin by investigating
literature on the practice of NPD, and any advantages firms could gain from participating in it.
Understanding the current theories surrounding NPD, especially around the competitive advantages
it may offer will help ascertain the importance of this practice to MSEs. Moving then to the core
literature on strategic orientation, we will focus on the four orientations as introduced (MO, IO, LO,
EO). It will appraise the existing literature surrounding each of the strategic orientations and their
roles both individually and simultaneously in NPD within the MSE environment. An understanding
of the firms’ strategic approach will help in developing the literature surrounding the agri-food
industry and strategic management within small firms. Further, consideration is also taken
regarding the capabilities possessed by firms of this size. This empirical research will
introduce/increase the level of MIR within the firm. This information is normally more readily
available to larger agri-food firms who possess the resources and capabilities to turn it into a source
of competitive advantage. In increasing this intangible resource (knowledge) of the small agri-food
firms, we need an understanding of the current literature surrounding capabilities and resources of
smaller firms and their ability to create a competitive advantage, in this case, NPD. The Resourcebased view (RBV) and how it views the creation of competitive advantage through capabilities will
provide a better understanding of the role of strategic orientation on resources within organisations.
There have been no previous studies that consider how firms of this size, within this industry make
use of MIR. Given most of these firms are very informal in their strategic approach, the
introduction of MIR may have a profound effect on their orientation(s) and lead to a focus on
creating a competitive advantage around NPD.
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Figure 2 – Overview of literature review structure (Chapter Two)
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2.2 New Product Developm ent (NPD) Process
The literature surrounding the NPD process emphasises the importance of introducing new
products on the market for continuing business success. Since the early eighties, the literature has
covered many aspects of this important process within management and business planning. Indeed,
many researchers have developed models (Figure 3) to capture the stages of the NPD process
(Booz et al., 1982; R. G. Cooper, 2001; Ulrich and Eppinger, 2016).

New Product Strategy

Idea Generation

Screening & Evaluation

Business Analysis

Design & Development

Testing

Commercialisation
Figure 3 – Stages of new product development (Booz et al., 1982)

Each of stages in Figure 3 have been expanded by authors to try and understand the critical success
factors at each stage. Bhuiyan (2011) proposed the following success factors and techniques to
further enhance the framework (Table 1, p.19).
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Table 1 – Critical success factors, metrics and techniques for NPD

Stage

Critical Success Factor

Metrics

Techniques

New Product Strategy

Clear Strategy

Return on Investment

Financial Analysis

Well Communicated
Strategy

Degree of
Communication

Balanced-scorecard as a
communication Tool

Customer Focussed Idea
Generation

Number of Customer
Focussed Ideas
Generated

Lead User Methodology

Idea Generation

Ethnographic Approach
Screening & Evaluation

Up-front Homework

Expected Commercial
Value

Financial Method of
Evaluation

Net Present Value
Internal Rate of Return
Productivity Index
Design & Development

Speed

Development Time

Team Cohesiveness

Customer Feedback

Degree of Functional
Integration

Dynamic Time to
Market

Degree of Team
Commitment

Degree of Parallelism

Concurrency of
activities
Degree of design effort
on real customer
priorities
Testing

Product Functionality

Product performance

Validation Testing

Customer Acceptance

Customer-Perceived
Value

User and Field Testing

The process shown in Table 1 might be adapted to fit the resources of an MSE. This NPD process
could be cycled through at a greater pace given the lower levels of bureaucracy in an ownermanager context. The importance of strategy at the first stage of the process, highlights the
connection with strategy (clear strategy/well communicated strategy) and the NPD process as
presented in Table 1.
It has been argued in the literature that a more formal approach to NPD benefits the process (R. G.
Cooper and Kleinschmidt, 1995; Ettlie and Elsenbach, 2007). However, case study evidence has
also shown that small firms may not conform to the formalised processes set out in the NPD
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research (Ettlie and Elsenbach, 2007; Scozzi et al., 2005) and instead, these approaches act as a
guiding principle only, leaving the level of skilled resources to determine the outcome of the NPD
process.
2.2.1 Effectuation and Causation
Given the apparent lack of experience and/or resources associated with MSEs, the strategic
decision to pursue NPD may come from a place of uncertainty. Berends et al. (2014) concluded
that small firms follow effectuation logic in the early stages of NPD and causation logic in the later
stages. This points to the MSEs NPD process being less goal-oriented and more mean-driven.
Smaller firms will use what they have to make incremental innovations rather than setting
strategies to achieve goals. This form of decision-making regarding innovation based on resources,
may be affected by the strategic orientation of the owner-manager.
2.2.2 Product Life Cycle
If we are to follow the theory of product life cycle (PLC), every product has a life cycle as shown
in Figure 4 below (1. Introduction, 2. Strong growth, 3. Decline, 4. No growth, 5. Accelerated
decline). The profit picture (within Figure 5) has a close relation to the stages of the PLC. For firms
to keep profits flowing, new products should be launched sequentially, Bogaty (1974) suggested
that there should be two products in ‘test’ to every product on the market.

Figure 4 – Product life cycle, profit picture and contribution of new products to profitability

Nadeau and Casselman (2008b) in their study of the relationships between NPD and PLC found
that NPD strategies have different levels of success and these are dependent on the PLC. Within the
food industry, PLC can be extended through trust in the product and brand – why do some
consumers automatically purchase Heinz Baked Beans? Before a product enters the decline stage
(within Strong Growth stage) the firm may be able to build brand advocacy and extend the growth
period. From the MSE point of view, the PLC stage could affect the strategic implementation of
NPD and should therefore be considered as a moderating factor within this research.
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2.2.3 Com petitive Advantage of NPD
Competitive advantage of NPD is gained by simultaneously achieving product effectiveness
through quality and innovativeness, and process efficiency with time to market and low cost
(Kusunoki et al., 2000). The world does not automatically beat a path to the man with the man with
the better mousetrap (Levitt, 1965), however, NPD can be used strategically to achieve competitive
advantage, compete effectively in markets and meet customer demands.
The increase in the introduction of new products has been continuing for decades (Mintel, GNPD)
with only a slight decline in the number of products launched during periods of economic decline.
For food firms, their products are the main source of income. Very few food products last forever –
they die and must be replaced, or they are rebranded into something completely new. Successful
new products contribute enormously to a company’s continuing profit (Fuller, 2011). “New food
product development should be a systematic effort founded in a strategic plan to please – and even
delight – consumers” (Brody and Lord, 1999, p.19). Purposeful, systematic innovation begins with
the analysis of the sources of new opportunities. Depending on the context, sources will have
different importance at different times (Drucker, 2002). This statement by Drucker points to the
requirement for the gathering of market information.
Regardless whether NPD is directly linked to a long-term or sustained competitive advantage it can
still be used as a revenue boost by firms. Hamel and Getz (2004) said innovation was “the fuel for
growth, when a company runs out of innovation, it runs out of growth”. NPD is not out of reach for
MSEs, the characteristics of the food industry with more incremental innovation and line
extensions tend to require less expenditure on R&D (Grunert and Traill, 1997).
2.2.3.1 Differentiation Advantage
In a differentiation strategy, a firm seeks to be unique in its industry along some dimensions that
are widely valued by consumers. The firm selects one or more attributes that many consumers in an
industry perceive as important, and uniquely positions itself to meet those needs. It can be
rewarded for its uniqueness with a premium price. Sanaullah Khan et al. (2014) conclude in
relation to the New Zealand food industry, sustained competitiveness can only be achieved through
the introduction of novel product innovations; competitive advantage on the basis of homogenous
resources would not be achievable.
Smaller firms may struggle to sustain an advantage based on cost due to the lack of resources
available and reduced profitability (Intihar and Pollack, 2012). A strategy based on product
differentiation would therefore be more pertinent to MSEs e.g. providing more novelty within their
offerings. Value can extend beyond the price of goods, it can also incorporate unique emotional
and less-tangible benefits to the customer, this is somewhere the smaller businesses can gain an
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advantage over their larger competitors. If small firms can leverage their flexibility through a
positional advantage, they may be able to not only survive – but also thrive – in what is becoming
an increasingly segmented and ever-changing marketplace (Micheels and Gow, 2012).
2.2.3.2 Product Differentiation
Two organisms that exist using identical methods of survival would die if forced to live together
with a limited supply of food (Henderson, 1989). Product differentiation is a strategy that
businesses use to distinguish a product from similar offerings on the market. For small businesses,
a product differentiation strategy may provide a competitive advantage in a market dominated by
larger companies. The costs of switching products and consumer brand loyalty for the products of
rival firms are other factors that determine the extent to which differentiation can be used to
increase demand.
Gilmore and Pine (1998), talked about the experience economy. Firms can enhance their product
through the quality of their offering, but in today’s market they can also add experience to the
purchase process to further differentiate from the competition. Food producers today are
encouraged to include the consumer in the details of the food origin and its ingredients. In this
socially connected world, firms within the alcoholic beverages industry open the doors of their
breweries and distilleries (at a cost) and invite their customers/consumers to see how the product is
made to further enhance the unique aspects of their product over the competition. So ‘product
differentiation’ does not necessarily begin and end with the product itself.
Markides and Williamson (1996) suggested that a single source of differentiation advantage would
not be expected to be sustained by a firm due to the fact that competitors pursuing an imitator
strategy would eventually diminish the firm’s advantage via substitution or replication of the
differentiated product. Saitone and Sexton (2010) had a less than positive view of product
differentiation, in their view a firm that succeeded in truly differentiating a product, they faced
downward sloping demand curves due to the “perfect competition” of homogenous products.
2.2.4 Innovation and NPD Strategies
Nadeau and Casselman (2008b) present eight strategies for NPD: Pioneer Strategy, Imitator, Rapid
Innovation, Disruptive technologies, Pre-announcement, Partnering, Standard setting and Use of
platforms. While various areas of each of the strategies above could be applied to NPD in relation
to food producers, not all of them have significant impact on resources, innovation and NPD. The
most relevant of these strategies have been outlined below.
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2.2.4.1 Pioneer Strategy
The pioneer strategy refers to the introduction of a new product where no other comparable product
or approach exists to fulfil a market need. This strategy could be seen as ‘radical innovation’ in the
sense that a firm may require new skills or resources to achieve its goals around the development of
a wholly new product. It could be argued that new MSEs tend to follow this strategy with their
initial product launch into the market(Owens, 2007); however, this may not produce a sustained
competitive advantage and will eventually wane. Continuing to innovate and introduce new
products is an essential element within the food industry (Grunert and Traill, 1997). Limited
financial resources available to some smaller firms may not allow for the time and effort to
introduce new products to the market; this compounded by the high failure rate of new products
within the food market (76% failing within the first year and 45% not lasting 26 weeks (Nielsen,
2014)). The pioneer strategy may not be suitable to the successes of MSEs in the food industry and
therefore a more incremental approach to innovation may be deemed more beneficial to the
survival and development of the company.
2.2.4.2 Im itator Strategy
The inherent strategy is to avoid taking the risks involved in establishing a new market, but rather
to follow a pioneer, modifying products to improve on any initial mistakes that a competitor may
have made (Nadeau and Casselman, 2008a). This strategy reduces the resource implications
considerably, but still allows for a certain level of NPD. Speed to market with the ‘imitated product’
is essential in diminishing first mover advantage from the pioneering product. Imitation strategy
can also lower the value of the copied product by lowering the value through price differentiation.
There may be some brand implications with an imitator strategy, consumers can sometimes see this
‘Me-too’ product as a poor substitute for the ‘original’(Schnaars, 1987).
2.2.4.3 Rapid Innovation Strategy
Rapid innovation strategy could be described as incremental innovation. This strategy centres on
frugal use of time as a resource and involves a shortened planning time in the product development
cycle and implementing smaller incremental improvements more frequently (Stalk, 1988). A
strategy of this nature may be more suitable to an MSE because of the seemingly low level of
required resources. Innovation of this nature within the food industry could be “Line Extensions”
e.g. adding deciding to add a green colour to an existing beer to exploit speciality marketing
(Brody and Lord, 1999). A firm adopting this strategy would find it difficult to achieve a
sustainable advantage with one product but could enhance its standing in the market by constantly
reinventing and keeping its products in the consumers’ minds.
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2.3 M arket Inform ation Resource
The use of the market information resource being provided is inherently connected with the
capabilities of the owner-manager and the individuals that make up the business. Making use of the
information is based on a number of factors and one is the capability of people to rationally
organise the all the material into a format that can be effectively utilised. People can only process a
limited number of factors at a time; are reluctant to seek out relevant information; biased in the
interpretation of the data discovered and have a tendency to accept the first seemingly satisfactory
option presented (Whittington, 1994). Sanaullah et al. (2014) showed in their research of the New
Zealand food industry that firms operate with a similar set of resources and capabilities. They
believed that the RBV perspective on gaining a competitive advantage would not apply in this
setting. Counter to this conclusion, Roach et al. (2018) found that capabilities could be coupled
with SOs to enhance firm innovativeness within manufacturing firms. Rangone (1999) also found
innovation capability to be one of three sources of competitive advantage for SMEs. With
innovation being so important within the food industry (Fuller, 2011) it could be argued that a
competitive advantage could be gained and sustained through a continuous cycle of product
innovation (Grunert and Traill, 1997; Hamel and Getz, 2004).
2.3.1 The Nature of M arket Inform ation Resource
Fuller (2011) believes the only commonality between consumers casually observed in any food
marketplace, is that they were there are the time of the observation. Many attempts have been made
to categorise consumers to allow their wants and needs to be predicted (Currie, 2008; Davidson,
1998; MacNulty, 1990; Yankelovich Partners, 2000). The information gathered on the market can
be qualitative, quantitative, or both and is open to interpretation. Issues can arise in the
interpretation of MIR; the user must be aware of the limitations and clearly understand what
information is wanted.
2.3.2 M arket Inform ation Resource
The information gathered by a firm regarding its competitors and customers, along with
information about its resources and capabilities are important for anticipating the profit
implications of the firm’s strategies. Ottum and Moore (1997) found a strong relationship between
product success and market information processing. Their research showed that success was most
closely linked to information use and that the gathering and sharing of information are important,
but only if the information is used effectively.
Previous research has identified two streams of information acquisition in regards to a firm’s
strategy, “environmental scanning” and the “computer intelligence” stream (Makadok and Barney,
2001). Environmental scanning refers to the firm collecting information for strategic decision-
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making and computer intelligence considers how a firm can collect that information. The literature
surrounding these information acquisition techniques fails to make a connection between the
gathering of information and its connection to a competitive advantage, an antecedent to strategic
decision. Having more information can aid a firm’s strategic choices, but can be a costly output
both financially and operationally, financial resources being something most MSEs lack. Therefore,
the choice of information gathered can have an effect on the strategic decision and ultimately the
creation of a competitive advantage.
Barney’s (1986) theory of strategic factor markets suggests that firms collect information in an
effort to gain competitive advantages from acquiring resources and then using those resources to
implement product market strategies (Makadok and Barney, 2001). In this paper, which attempts to
develop a model of information-acquisition decisions by firms competing in a strategic factor
market, the authors conclude that the information acquisition choices made by firms can have
important profitability implications. The model looks at the firms’ skill in acquiring information
and suggests a number of adjustments in their acquisition strategies to ensure the right choices of
information. The skills within the firm’s HR are a factor in determining the output of the MIR.
With this evidence in mind, the MIR being supplied/requested within this study may be utilised and
disseminated differently, depending on the skills and/or strategic orientation of the individuals
involved in the organisation. Therefore, the resources available will affect the output.
2.3.3 The Rise of Big Data
Big data is defined as huge amounts of structured and unstructured data, which can be accessed in
real time, this data can be characterised by its volume, velocity and veracity (O'Leary, 2013). This
information superhighway that now exists, comes from the endless stream of information being
gathered from a variety of sources. Everything from your shopping and eating habits to your walk
in the park being recorded by a ‘wearable’, information is being recorded by organisations to
enable a deeper understanding of consumers. For businesses, the failure to benefit from Big Data
more often than not is derived from a lack of the unique resources required to gain a competitive
advantage from it (Erevelles et al., 2016). Donnelly et al. (2015) demonstrated how small firms
could utilise Big Data to create a competitive advantage through the use of the data in narrowing
consumers segments, thus allowing for more precision in targeting them. More precise targeting of
consumers needs may in turn allow for a more efficient NPD process in terms of resources.
2.3.4 The Relationship between Data and Knowledge
Knowledge management within businesses enables the creation, acquisition, capturing and sharing
of knowledge. Khan and Vorley (2017) found Big Data applications and tools to be an important
enabler of knowledge management. From a marketing perspective the sourcing of Big Data offers a
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new way for firms to differentiate their products by evaluating Consumer Behaviour and utilising
the knowledge gained in areas such as NPD (Erevelles et al., 2016). Chierici et al. (2019) found the
mediating role of big data within knowledge-oriented firms, who generate and disseminate
customer knowledge across the entire organisation, tended to address customer needs better and
gain an competitive advantage. The processes involved with sourcing and disseminating data in
order to gain an advantage are not simple. Bhatt (2001) concluded that a change in organisational
culture was required for a firm to allow for necessary knowledge exchange to enable a sustained
competitive advantage. The author also points to the need for knowledge application with products
in dynamic environments. This cultural change in the business is echoed in the findings of VoonHsien et al. (2016). Wamba et al. (2015) also showed how technology and data have moved
quickly to enhance businesses but without the equal advancement in “information management
capability”, pointing to a lack of capability in firms ability to utilise the information.
2.4 M arket Inform ation Resource and NPD
The MIR available to each of the firms within the research is described in Table 2. As mentioned
previously, the FMCG market is ever changing and firms need to innovate and develop more
quickly than ever before; therefore it would seem that gathering information on said market may
benefit the firm. Greenbank (2000) disagrees somewhat, he concluded that due to the possible
‘distracting properties’ information may cause, managers should follow a more Processual strategy
of learning as they go rather than a more formal Classical strategy such as market research.
This view is not shared in the recent research around the Italian food and beverage industry
conducted by Santoro et al. (2017a). They concluded that the inclusion of external knowledge
sources (in this case customers, suppliers and distributors) had a positive impact on the NPD
processes of the firm; they found that market-based knowledge reduced the risks around new
product failures. Baregheh et al. (2012) in their study on UK food industry SMEs came to the same
conclusion. They recommend a formal approach to gathering MIR around customers, competitors
and consumers as a way of improving the NPD process.
MIR gathering was found to be the most critical skill required in achieving NPD success in study
of firms from six different countries (Wren et al., 2000). There is widespread agreement that firms
must collect information about the competitive context within which they are operating in order to
anticipate the profit implications of their strategic choices (Makadok and Barney, 2001). Along
with information about competition, firms must also gather information on resources and
capabilities a firm brings to an industry enable them to assess the profit implications of their
strategy. With Barney’s theory of “strategic factor markets” firms acquire resources that can then
be used to implement strategies in product markets. Barney concludes that, other than blind luck,
the only way for a firm to obtain resources capable of generating competitive advantage is to have
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more accurate expectations about their future value to the firm (Makadok and Barney, 2001).
Makadok and Barney conclude their research on Strategic Factor MIR by stating the information
that firms collect must be of value to accurately assess their strategic situation or they will fail to
make profit maximising strategic choices.
What is considered valuable information in regard to strategy? Looking at MIR through the lens of
RBV, it is hard to say if it ticks the 3 boxes of being valuable, rare and inimitable. Therefore, it
may not be a source of sustained competitive advantage. It could however, be used to gain a shortterm advantage that would allow for radical or incremental innovation that in turn may become a
sustained advantage i.e. the development of a new product. Does the market information resource
guide the strategic choice in any way or is it simply the skills and competencies of the human
resource within the firm that allow for strategy to be implemented in a particular manner and in
turn affect the decisions of the firm (Chen et al., 2016).
Table 2 – Different types of MIR

Types of MIR

Details

Dunnhumby Clubcard Data

Provided in formalised reports to indicate a number of KPIs relating to the
businesses product performance in Tesco GB. The information includes
segmented consumer data (segmented by age, shopping habits and Tesco Five
Families) and store performance data.

Mintel

Formalised database, providing businesses with access to Market Research,
Product Intelligence and Competitive Intelligence. The information covers the
global market including 38,000 product launches per month and tracks
consumer spending across 34 markets (www.mintel.com)

Mintel GNPD

Delivers high-quality detailed product data on new products in the food,
drink, beauty and personal care, health and hygiene, home care and pet
markets. (www.mintel.com)

Global Data

Data-driven sector-specific intelligence covering innovation, marketing and
business development through the supply of market and consumer insights,
case studies and macro-economic indicators. (www.globaldata.com)

Marketline

Market data and insights pertaining to industry profiles, industry datafiles,
value-chain reports, case studies and trend reports. (www.marketline.com)

2.4.1 Resources and Innovation
In a revisit of his 1991 seminal paper on RBV, Barney (2001) critiques the research conducted
around the subject and points to the relevance of the theory (RBV) regarding small firms and their
need to acquire resources to attain a sustainable competitive advantage. Barney questions some of
the findings surrounding innovation and RBV, namely Rangone (1999); Barney points to a lack of
focus on the attributes of the individuals (entrepreneurs) within the study. New product
development is a complex and multidimensional process that requires a number of resources to be
available, including human resources. Drucker (2002) describes innovation in relation to resources
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as the means by which the firm either creates new wealth-producing resources or endows existing
resources with enhanced potential for creating wealth.
One school of thought on resources and innovation looks at the amount of ‘slack’ available within
resources to dedicate to innovation. Slack refers to the stock of excess resources available to an
organization during a given planning cycle (Nohria and Gulati, 1996). Research around this
argument posits, with little or no slack, innovation is inhibited. Researchers in this school of
thought argue that firms who wish to achieve radical innovation must enhance their resources (both
tangible and intangible) and develop new capabilities (Voss et al., 2008). “How much of innovation
is inspiration and how much is hard work?” Radical innovation requires new skills, system
thinking, and a certain mind-set (Drucker, 2002).
Another view from Bicen and Johnson (2014) has emphasised that the very presence of limited
resources make firms more focused, seek diverse information, and be more innovative. Taking this
second view into account it could be said that it is the mind-set of the owner manager that drives
the use and configuration of resources or lack thereof, which profoundly influences successful
innovation outcomes. Given that, the role of strategic orientation on the use of the firms’ resources
(whatever they may be) may be significant in the process of NPD.
As discussed previously in this chapter, the abundance or lack of resources can affect firms’
abilities to innovate in various manners. Small firms tend to have 3 major limitations – limitations
of resources; limitations of finance; limitations of impact upon the market place. Given this
objective view regarding the situation of resources within small firms, the level/type of innovation
(radical or incremental) available is determined e.g. Radical innovation projects take considerable
amount of time to complete, and during that time frame many exogenous events change the course
of progress (Bicen and Johnson, 2014).
Therefore, tactical allocation of the available resources becomes an important part of the overall
strategy of the firm in regard to NPD.
2.4.1.1 M IR Com plem entarity with NPD
Sok et al.(2016) in their study on Resource-Capability complementarity found that advantages with
innovation would only arise when the firm possessed both, resources and complementary
capabilities. This reaffirms the well-known RBV theory but also extends Newbert’s (2008)
argument. This research also found that, in terms of marketing, the resources–innovation
complementarity is critical to drive firm performance and that both product innovation and
marketing capabilities are required to do so. This reaffirms Drucker(1954)in that product
innovation or differentiation, along with marketing, are two activities that can be attributed to firm
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success. This is of significant importance to this research, given that the firms will all receive MIR,
however, their capability to utilise it correctly is a major factor regarding the outcome. AtuaheneGima (Atuahene-Gima, 1996) notes that MO, which MIR would be considered a major part of in
terms of gathering customer and competitor data, has negative complementarity in terms of
newness of product innovation. If the strategic orientation (in this case, MO) can alter the
innovation in terms of radical versus incremental, and the firms are restricted in how they innovate
due to other tangible resources (because of their size); certain SOs may effect the relationship
between MIR and NPD.
Research around NPD and innovation has resulted in a myriad of antecedents to the development
process and/or success of the product(Bhuiyan, 2011; Cassia et al., 2012; Frishammar and Åke
Hörte, 2007; X. Huang et al., 2002; Mu et al., 2017). Within this research, MIR in terms of
understanding the market (through research and resource gathering) has been shown to have a
positive relationship with NPD (Myers and Marquis, 1969; Rothwell et al., 1974; Cooper and
Kleinschmidt, 1987; Hise et al., 1990;). Hult et al. (2004) found that innovativeness and product
development was influenced by firms’ propensity to learn about the market. Their research showed
improvements in NPD success because of firms drawing on resources related to the market the firm
are competing in, both from a customer and competitor aspect.
The literature points to a strong complementarity with MIR and NPD, showing a possibly
connection between the capabilities of the firm and the use of the resource. The SOs of the firm
may play a significant role in integrating the resource with the NPD process.
2.5 Strategic Orientation
“Strategic orientation is viewed first as an antecedent of the characteristics of the innovation
marketed by the firm” (Gatignon and Xuereb, 1997, p.2). “Orientation constructs such as market
orientation, technological orientation, entrepreneurial orientation, and learning orientation can all
be considered dimensions of the higher-order construct named strategic orientation” (Erkan Ozkaya
et al., 2015).
Early marketing literature identifies strategic orientation in terms of market entry strategies such as
cost leader or differentiation (Porter, 1980). Porter also identifies a ‘focus strategy’, which applies
to both cost leader and differentiation, but focuses on a more narrowly targeted customer. In
addition to these typologies, Miller (1988) posited innovative differentiation and marketing
differentiation as strategic approaches to make up for the restricted vision of innovation within
Porter’s work. More recently, these two issues (i.e. market focus and innovation) have been closely
associated and far from independent (R. G. Cooper and Kleinschmidt, 1991; Day, 1994; Narver
and Slater, 1990; Slater and Narver, 1993).
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2.5.1 Review of M arket Orientation (M O)
MO is defined in terms as a cultural aspect of a firm that effectively and efficiently creates
behaviours for the creation of superior values for buyers (Erkan Ozkaya et al., 2015; Narver and
Slater, 1990). This orientation is a central theoretical conception of modern marketing and strategic
management. This orientation has a number of different approaches to the conception (see Table 3).
Table 3 – Market Orientation Perspectives

MO Perspective

Author(s)

Decision-making

(Shapiro, 1988)

Culturally based behavioural

(Day, 1994; Deshpandé et al., 1993; Slater and Narver, 1995)

Market intelligence

(Kohli and Jaworski, 1990)

Strategic focus

(Ruekert, 1992)

Customer orientation

(Deshpandé et al., 1993)

System-based

(Becker and Homburg, 1999)

Market-based organisational learning

(Sinkula et al., 1997)

Customer relationship

(W. E. Baker and Sinkula, 1999b)

The key elements from these various perspectives of MO are: customer focus, information
acquisition, shared information and knowledge, organisational learning and interfunctional
coordination and integration.
Table 4 – The Behavioural Components of Market Orientation

MO Key Element

Description

Customer Focus

The fundamental premise of satisfying the needs and wants of
customers by continuously creating superior value through the
prioritisation of the customers interests.

Information Acquisition

Gathering knowledge at the consequences level of the customer
hierarchy. Gathering knowledge, not just in terms of customer
satisfaction, but their wants and needs. This will allow for
meaningful innovation and alignment with customer expectations.

Shared Information and Knowledge

Gathering of both customer and competitor information along with
dissemination across all company departments.

Organisational Learning

Gaining competitive advantage through the creation and gathering
of information.

Interfunctional Coordination and
Integration

Interaction and cooperation in the dissemination of information
across company departments in order to create customer-focussed
marketing strategies.
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Much of the literature surrounding MO points to its positive effects on business performance and
other business functions. This orientation then has a number of constructs, but at the core of them is
the focus on customer and competitor knowledge acquisition and the company-wide dissemination
of this knowledge.
2.5.2 Review of Innovation Orientation (IO)
Manu (1992) described IO as an orientation that “encompasses the total innovation programs of
companies and is strategic in nature because it provides direction in dealing with markets”. From
the broader literature, Siguaw et al. (2006) offer the definition:
A multidimensional knowledge structure composed of a learning philosophy, strategic
direction, and transfunctional beliefs that, in turn, guide and direct all organizational
strategies and actions, including those embedded in the formal and informal systems,
behaviors, competencies, and processes of the firm to promote innovative thinking and
facilitate successful development, evolution, and execution of innovations.
This definition aligns with the three components of IO by Hurley and Hult (2004), Learning
Philosophy, Strategic Direction and Transfunctional Acclimation.
Table 5 – The Components of Innovation Orientation

Component

Description

Learning Philosophy

A pervasive set of organisation-wide understandings about learning,
thinking, acquiring, transferring and using knowledge in the firm to
innovate.

Strategic Direction

Way of thinking and leading that drives the firm over the long run, keeping
it innovative. Strategic direction involved clarity of thought and purpose and
is generally articulated through vision/mission statements.

Transfunctional Acclimation

Encourages and facilitates knowledge transfer across and within subunits to
retain diversity of views and fosters cooperative beliefs and understandings
among all functional areas to direct them to innovation.

Dobni (2010) describes how organisations possessing high levels of this orientation are engaged in
value creating practices including market segmentation and innovation for new markets and/or
product customisation. IO is a strategy-based orientation, which facilitates learning and knowledge
dissemination.
2.5.3 Review of Learning Orientation (LO)
LO refers to organization-wide activity of creating and using knowledge to enhance competitive
advantage (Calantone et al., 2002). Firms with LO often encourage their employees to adopt a
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cycle of continuous learning to enable the firm to “think outside the box”. The values associated
with this orientation are shown below.
Table 6 – The Values of Learning Orientation

Value

Description

Commitment to Learning

Commitment to learning, or the degree to which an organisation values
and promotes learning, is likely to foster a learning climate.

Open-mindedness

The willingness to critically evaluate the organisation’s operational
routine and accept new ideas.

Shared Vision

The organisation-wide focus on learning. Without this shared vision it is
difficult to know what to learn.

Even though LO may be thought to be analogous with organisational learning (Nasution et al.,
2011) the orientation places more emphasis on cultural aspects of gaining knowledge in the firm
(Sinkula et al., 1997). This cultural aspect of the orientation is highlighted in the value of Shared
Vision. Without this aspect of the orientation the goals of the firm are not convergent. Without
convergence it is hard for management to focus the business on achievable goals, which may lower
the motivation to learn (W. E. Baker and Sinkula, 1999b).
In their study of the drivers of LO in SMEs Swee Lin Tan et al. found that organisational climate
and leadership developed the learning in fast growth companies. The authors also pointed to
smaller firms being more learning oriented that larger firms and attributed this to the flatter
structure and closer relationship of the owner-manager.
It appears, like MO, LO is a culture-based orientation. The values required by the firm to be
deemed learning oriented may vary in levels with the OM being an important influencer i.e. the
nature of MSE management and their vision for the organisation may affect the commitment to
learning and the open-mindedness of the entire organisation.
2.5.4 Review of Entrepreneurial Orientation (EO)
The dimensions of EO are said to encompass a wide range of business activities such as strategic
management, decision-making and planning(Lumpkin and Dess, 1996). According to the wide
range of literature on the subject, EO is made up of five dimensions, see Table 7 below.
Table 7 – The Dimensions of Entrepreneurial Orientation

Dimension

Description

Risk-taking

Managerial decisions that commit large amounts of resources to projects
with uncertain outcomes.
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Innovativeness

The types of products and services the company has introduced to the
market. Innovativeness is intrinsically linked to entrepreneurship.

Autonomy

The independent action of an individual or a team in bringing forth an idea
or vision and carrying it through to completion.

Proactiveness

The characteristic of entrepreneurial actions to anticipate future
opportunities.

Competitive Aggressiveness

The company’s way of engaging with its competitors.

Some literature suggests that for firms to be deemed entrepreneurial they must possess at least the
three dimensions of risk-taking, innovativeness and proactiveness (Covin and Slevin, 1989), whilst
others feel this is too narrow, making it hard to explain some types of entrepreneurial behaviour i.e.
business may vary levels of risk-taking depending on circumstances of the market or
competitiveness depending on the competition at the time. An alternative view is proposed by
Lumpkin and Dess (1996) that allows for the dimensions of the orientation to vary independently.
This proposition allows for firms to be deemed entrepreneurial if they are displaying an effective
combination of the five dimensions.
2.6 Com binations of Orientations and NPD
Having assessed the literature surrounding each of the strategic orientations and their individual
effects on NPD; this section will now look at the effects of combined or simultaneously occurring
orientations, on the firm’s NPD process. A scan of the literature from 1999–2017 (see Table 4, p.39)
shows the majority of research conducted that included interactive or simultaneously occurring
SOs have included MO; have been focussed on firm performance; and been conducted on SMEs in
a variety of industries. The research focus of some studies has been related to new products and
innovation, the majority of which look at the ‘performance’ of the product/innovation. Of the
literature concerning innovation or NPD (highlighted rows), the majority are connected with
MO/EO followed closely by MO/LO.
As stated, much of the research around combined SOs and NPD have included market orientation.
Atuahene-Gima and Ko (2001), found that market oriented firms tend to focus more on incremental
adaptions to current products, and that managerially they have greater support for specific
innovation projects. Their results also show that firms who simultaneously display the attributes of
a market and entrepreneurial orientation (ME firms) have positive outcomes on the innovation
process and firm performance in general. These findings are shared by others (W. E. Baker and
Sinkula, 2009; Bhuian et al., 2005; BosoCadogan et al., 2013; G. T. Hult and Ketchen Jr., 2001).
The dominant MO within the extant literature shows that the orientation plays an important role as
both a driver of innovation through focus on the markets and competition and as an integrating
mechanism with other orientations within NPD/innovation (P. Srivastava et al., 2013).
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Within the literature investigated, the majority of research showed a positive result on product
innovation, NPD and/or new product performance regarding with a combination or simultaneously
occurring SOs. (Alegre and Chiva, 2013; Atuahene-Gima and Ko, 2001; W. E. Baker and Sinkula,
1999b; Eris and Ozmen, 2012; Keskin, 2006; Mirzaei et al., 2016; Mu and Di Benedetto, 2011).
There were studies, which showed positive implications from individual orientations on NPD and a
negative impact when combined with another orientation (Frishammar and Åke Hörte, 2007; Li et
al., 2006; Morgan et al., 2015). In the case of Morgan et al. (2015) they conclude that MO has a
negative effect on EO due to the different idea-generating processes within the orientations. The
market focus slowing the NPD process because of information overload and information
processing times (regarding market research). A second finding within this study shows a positive
outcome regarding the consumer adoption rate with radical new products because of the MO
consumer-learning element; the assumption being that the inclusion of market research (within MO)
benefitting the product by making it customer-focussed. Alongside these negative findings,
Yannopoulos et al. (2012) noted that the type of MO adopted by the firm affected the impact on the
new product performance. Their research around LO and MO showed that a “proactive” MO
elevated the product performance where a “responsive” MO caused the performance to suffer. The
activity levels of the firms within this research in requesting and using the MIR will be of
significance if they are adopting a combination of MO and LO. The mediating effects of the firm’s
actions (proactive versus responsive) on the role the SO plays in NPD are also seen between the
SOs themselves. Mu and Di Benedetto (2011) found that pairs of SOs played a supporting role
when simultaneously occurring, and this had a positive outcome for new product performance. The
mediating effect of LO was that of enhancing the effects of MO and EO on NPD, this finding was
echoed by Huang and Wang (2011). Contrary to these findings around mediating effects, Hong et
al. (2013) concluded that although MO and EO contributed to successful NPD, they did it via two
separate channels; the combination having little effect on the outcome. It is apparent from the
literature reviewed to date that MO and EO can have a positive or negative effect on NPD, the
difference being the addition of LO as an integrating mechanism between MO and EO. Indeed,
Srivastava et al. (2013) found the same connecting role being played by EO on MO to within NPD.
Huang and Wang (2011) also noted that, because LO contributed to a working environment that
facilitated learning, the employees where more focussed on innovative outcomes; this finding is
echoed by Rahab (2012). It is apparent within the literature reviewed that the role of LO, when it
comes to innovation, is that of an enhancing or connecting orientation; This connecting aspect may
be due to the ‘values’ within the orientation’s structure (see Table 3) and their connection with the
attributes of the other SOs (Table 4 and/or Figure 5).
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Table 8 – The attributes of LO and their connection to MO, IO and EO

Attribute of LO

Connected to

Connected by

IO

Learning philosophy

Commitment to learning

Customer orientation
MO
Competitor orientation

Open-mindedness
IO

Transfunctional acclimation

MO

Interfunctional coordination

Shared vision

Another aspect within the literature surrounding combined SOs on NPD, centres on the size of the
firm. The data collected within the literature covers a wide variety of firm sizes; these are also
taken from various countries with different classification methods for the size of firms. Laforet’s
(2009) study of manufacturing SMEs centred on the effect of size and SO on innovation. This
study found that although firm size had an effect on its ability to financially compete with larger
firms, the innovativeness, the practices of innovation or the ability to innovate were not affected.
González-Benito et al. (2015) also found moderating effects of firm size on innovation. Although
this research contributes to the understanding of the firm size and the moderating effects on
innovation, they do not include the effects of SOs within these phenomena. Therefore, within this
research, the slight variation between micro and small firms should not affect the ability to
innovate.
Sirén et al. (2016) found that both the firm size and age had an affect on strategic learning.
Considering the attributes of both EO and LO, the smaller, younger firms within their research had
the ability to learn from EO more easily than larger firms. Núñez-Pomar et al. (2016) share these
results in their study of SMEs within the sports industry. The majority of the MSEs within the
study have been in business for less than 5 years. Calantone et al. (2002) found a moderating effect
between the firms LO and ability to innovate. Older firms that have gained knowledge through
experience are more likely to use this resource to innovate, a conclusion shared by Coad et al.
(2016). It is therefore important that firm life cycle stage and or firm age (previously discussed in
2.7.2.4) is considered within the research as a moderating factor of NPD.
Although the literature points to the business size and age having a moderating effect on innovation
with combined strategic orientations in play, the industry type may also affect the role of the SOs.
The research subjects within the literature reviewed come from a variety of industry sectors (Milk
and milk products, Drinks, Eggs, Fish, Fruit & Vegetables, Bakeries, Meat etc.). Regarding both
size and industry Damanpour (1992) found a more positive relationship between industrial firms
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regarding innovation than service firms. Counter to this finding, Camisón-Zornoza et al. (2004)
meta-analysis of innovation and organisational size since concludes that firm size within the
service industry positively effects innovation. The food industries MSEs within this study vary in
their levels of ‘manufacturing’. Consideration will therefore be taken regarding the daily practices
of the people involved in the firm.
The extant literature concerning combinations of SOs and NPD is extensive. It is clear that
different combinations of orientations affect NPD/innovation in different ways. Many authors have
found contrasting results due to related factors such as industry, age and firm size(B. S. Anderson
and Eshima, 2013; Coad et al., 2016; Damanpour, 2010; Laforet, 2013; D. H. Lee et al., 2014;
Sirén et al., 2016). Nevertheless, it is apparent from the literature reviewed that combined SOs have
an effect on NPD and/or innovation (marked in green). These studies attribute this to the various
attributes within each orientation and the interplay between them.
Although it is difficult to specifically pinpoint the effects of the orientations, due to the additional
factors mentioned above; there does seem to be some positive effect with certain combinations
such as EO and MO. Within the previous research, this seems to be a result of the attributes (of the
orientation see Table 2, and Table 3) being focussed on the market and competition and being able
to react in a risk-averse manner to develop a product that will create a competitive advantage, or at
least alleviate the competition’s. MO seems to be an orientation that drives functional business
activities and EO an orientation that is built from personality.
With few studies investigating the presence or effects of all four orientations (MO, IO, LO and EO
- to be referred to as MILE from this point forward (Velean et al., 2014)), it is hard to determine if
the effects discovered in the past studies will continue to exist when attributes from other
orientations are introduced. What is clear from the existing literature is that a wider understanding
of SO interplay can positively affect a firms NPD capability and therefore their ability to create a
competitive advantage, which is essential to the survival of any MSE.
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Table 9 – Connections in the attributes of the four strategic orientations (MO, IO, LO, EO)

Strategic Orientation

Attributes of orientation

Connection to other orientations
IO

Learning philosophy

LO

Commitment to learning

IO

Learning philosophy

LO

Commitment to learning

LO

Shared vision

IO

Transfunctional acclimation

Customer orientation

MO

Competitor orientation

Interfunctional coordination

Customer orientation
MO
Competitor orientation

Learning philosophy
LO

Commitment to learning

LO

Shared vision

MO

Interfunctional coordination

LO

Shared vision

IO
Strategic direction

Transfunctional acclimation

Customer orientation
MO
Competitor orientation

Commitment to learning

LO

IO

Learning philosophy

MO

Interfunctional coordination

Open-mindedness

Shared vision

Transfunctional acclimation
IO
Strategic direction

Risk-taking
Innovativeness
EO

Autonomy
Proactiveness
Competitive aggressiveness
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Figure 5 – Connections in the attributes of the four strategic orientations (MO, IO, LO, EO)
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Table 10 – Literature on the effects of simultaneously occurring strategic orientations from 1999–2017
(Abbreviations: TO–Technology Orientation, CO–Customer Orientation, CPO–Competitor Orientation, ICO–Internal/Cost Orientation, PO–Production Orientation

Author(s)

Orientations

Research Area

Firm Size

Industry/Firm Type

MO LO

Firm performance/Innovation process

Small/Large

Various

MO LO

Firm Performance/New product performance

Small/Large

Various

(2001)

MO EO

Product Innovation

SME

Manufacturing & Service

Tzokas et al.

2001

MO EO

Firm Performance

SME

Manufacturing

Celuch et al.

2002

MO LO

Firm Capability development

Various

Manufacturing

Farrell & Oczkowski

2002

MO LO

Firm Performance

Various

Manufacturing

Hult et al.

2004

MO LO EO

Innovativeness and Firm performance

Large

Various

Foley & Fahy

2004

MO LO

Antecedents of MO

N/A

N/A

Salavou et al.

2004

MO LO

Innovation

SME

Manufacturing

Atuahene-Gima et al.

2005

MO LO

New product programme performance

SBU

Manufacturing

Zhou et al.

2005

MO TO EO LO

Innovation

SBU

Technology Manufacturing

Lee & Tsai

2005

MO LO

SO Interrelationships

Various

Manufacturing & Service

Li et al.

2006

MO EO

NPD Activities

Medium/Large

Various

Keskin

2006

MO LO

Innovation Capabilities

SME

Various

Jeong et al.

2006

CO TO

Antecedents and Consequences of SOs

Various

Manufacturing

Kropp et al.

2006

MO LO EO

FirmPerformance

BGs

Export

Grinstein

2006

MO IO LO EO

Literature review

N/A

N/A

Frishammar & Horte

2007

MO EO

NPD

Medium

Manufacturing

Morris et al.

2007

MO EO

Business growth

Various

Non-profit

Jiménez-Jiménez & Cegarro-Navarro

2007

MO LO

Firm Performance

Various

Various

Wang

2008

LO EO

Firm Performance

SME

Various

Schindehutte et al.

2008

MO EO

Business growth

Small

Various

Zahra

2008

MO EO

Firm Performance

Various

Manufacturing

Baker & Sinkula

Year
(1999b)

Baker and Sinkula
Atuahene-Gima & Ko
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Baker & Sinkula

2009

MO EO

Profitability

Small

Various

Renko et al.

2009

MO EO

Innovativeness

Small

Biotechnology

Merlo & Auh

2009

MO EO

Firm Performance

Medium/Large

Various

Ruokonen & Saarenketo

2009

MO LO EO

Internationalisation

Small

Software

Ma’atoofi & Tajeddini

2010

LO EO

Innovation

Small

Various

Rhee et al.

2010

MO LO EO

Drivers of innovation

Small

Technology

Hakala

2011

MO LO EO TO

Literature Review

N/A

N/A

Mu & Benedetto

2011

MO EO TO NO

Commercialising new products

Various

Various

Nasution et al.

2011

MO LO

Innovation and Customer Value

SME

Hotels

Huang and Wang

2011

LO EO

Innovation

SME

Various

Boso et al.

2012

MO EO

Product Innovation Success

Small

Export

Rahab

2012

MO LO

Innovativeness and Business Operation Mode

SME

Various

Theodosiou et al.

2012

IO CO CPO ICO

Capabilities and Firm Performance

N/A

Banking

Deshpandé et al.

2012

CO TO PO

SO Differentiation

Various

Education

Suliyanto and Rahab

2012

MO LO

Innovativeness and Performance

SME

Various

Ngo and O’Cass

2012

MO IO

Innovation capability

SME

Manufacturing & Service

Yannopoulos et al.

2012

MO LO

New product performance

Large

High-tech

Hakala

2012

LO EO

Growth and Profitability

SME

Software

Eris et al.

2012

MO LO

Innovativeness/ Firm performance

SME

Logistics

Hong et al.

2013

MO EO LO

New Product Success

SME

Manufacturing

Srivastava et al.

2013

MO EO TO

NPD programme performance

Large

Technology

Ergun & Kuscu

2013

MO IO

E-loyalty

N/A

Ecommerce

Erdem et al.

2013

MO IO

Firm performance

Various

Hotel

Alegre and Chiva

2013

LO EO

Innovation Performance

SME

Manufacturing

Boso et al.

2013

MO EO

Firm performance

Micro–Large

Various
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Laukkanen et al.

2013

MO LO EO

Growth

SME

Various

Kwak et al.

2013

MO EO

SO Relationship

Various

Technology

Fang et al.

2014

MO LO

Firm performance

Large

Service

Morgan et al.

2015

MO EO

NPD Perspective

Medium

Manufacturing

González-Benito et al.

2015

EO MO

Determinants of Innovation: Business size

Various

Various

Lional & Carter

2015

MO LO EO

Firm Performance

SME

Various

Amin

2015

EO LO

Firm Performance

SME

Kocak et al.

2015

MO EO TO

Impact on Innovation and Firm Performance

SME

Various

Deutscher et al.

2015

MO LO EO

Business Growth

Various

High-tech

Hussain et al.

2015

MO EO

Firm performance

SME

Manufacturing and Service

Tutar et al.

2015

MO EO TO

Innovation Capabilities and Performance

SMEs

Manufacturing and Sales

Dutta et al.

2016

MO LO EO

Firm performance

Large

Retail

Pett & Wolff

2016

LO EO

SO Interaction

SME

Manufacturing

Mirzaei et al.

2016

MO EO

Product and Marketing innovation

Small

Farm-based

Fauni et al.

2017

MO EO

Firm Performance

SME

Various

Fahim and Baharun

2017

MO LO EO

Firm performance

MSE

Farms

2.6.1 M arket Orientation and NPD
Many studies have shown a positive relationship between the success of small firms and market
orientation (Horng and Chen, 1998; Kara et al., 2005; Narver and Slater, 1990). Pelham (1999)
believed that a market-oriented small firm should be able to leverage these potential advantages
and distinctive competencies into greater customer satisfaction. The extant literature demonstrates
a positive relationship between market orientation and successful NPD outcomes from an
organizational perspective (W. E. Baker and Sinkula, 2007; Calantone et al., 2002; Kahn, 2001;
Paladino, 2008; Slater and Narver, 1995; M. X. Song and Parry, 1997)
Market orientation has been shown to have a positive role in new product ‘success’ through the
gathering of customer data, allowing the selection of products deemed attractive to satisfy their
needs (Blankson et al., 2006; Verhees and Meulenberg, 2004). When focussing specifically on the
development of new products within small firms, Ledwith and O'Dwyer (2008) found that MO had
a significant link to the NPD activities of the firm along with the product launch and market testing
proficiency. Their study indicated that market orientation could lead to an improvement in NPD
through greater focus on customers and competitors, two traits of a market orientation. Bogue et al.
(1999) looked at market-oriented product development in the Irish Dairy Sector. They found that
the complex nature of food choice was determined by many consumer acceptance factors and
concluded that MO gave more valuable insights when combined with other forms of consumer
analysis.
As previously stated, the PLC is seen as a determining factor in NPD within a firm. Wong and Ellis
(2007) found a connection in the level of MO of a firm and the life cycle stage of the product. Their
research showed that a higher level of MO was present within a firm when a product was in the
growth and maturity stages. They also suggest that a MO is of less importance to the product at the
introduction stage and decline stage, but little of how MO effects the innovation or invention of
new products. Balas et al. (2012) suggest that the MO characteristic of customer orientation
negatively affects innovation and that focussing on the needs of consumers discourages risk-taking,
this view is shared by Autahene-Gima (1996). While focussing on the second characteristic of MO
regarding the firm’s competitors has the opposite effect. Contrary to these findings, Didonet et al.
(2016) concluded that the dimensions of MO (customer orientation, competitor orientation and
inter-functional coordination) played a role in focussing the SMEs on the market when utilising
external sources of innovation in the development of new products.
A significant proportion of the literature points to MO having a positive effect regarding firm
performance(Atuahene-Gima, 1996; Atuahene-Gima, 1995; Atuahene-Gima and Ko, 2001; W. E.
Baker and Sinkula, 1999a; BosoCadogan et al., 2013; Brettel et al., 2012; Didonet et al., 2016;
Keskin, 2006), the success of new products and new product launches to name but a few. However,
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some scholars have reported negative associations around MO and firm performance (Kirca et al.,
2005) the role of MO in new product ideation (how novel the new products are) (Spanjol et al.,
2011) and the negative effects on product development speed (Chang and Taylor, 2016). These
variations in opinion need to be considered within the research when considering the role being
played by the orientation within the firm’s NPD.
2.6.2 Innovation Orientation and NPD
“An innovation orientation will be important to enable emergent strategy focus, execution, and
organization agility in an environment of continuous change”(Dobni and Klassen, 2015 p. 118)
Given the nature of this orientation, it is somewhat assumed, that it will be intrinsically connected
to the process of NPD. This orientation has three components: learning philosophy, strategic
direction and transfunctional acclimation. Each of these components shares attributes with the other
three orientations within this research (LO, EO and MO), mostly with LO.
Most prior innovation research has focused on factors that affect innovations, primarily rate, speed
and benefits (P. M. Simpson et al., 2006). This research focused on the outcome of firms adopting
an IO strategy. The results show positive aspects around the type, speed and quality of innovationrelated outcomes; however, this is offset by unprofitable innovations and product failures.
Recommendations around these findings suggest that firms should focus their innovation efforts
within their core competencies. The suggestion here is that adopting organisation-wide knowledge
structure associated with IO may have negative implications for the firm.
Achtenhagen et al. (2017) in their study of Brazilian MSEs found a similarity in the factors
influencing innovation in both large and small firms. The managerial support and decision-making
around innovation was identified as one of the most influential factors to fostering this as a
strategic direction with MSEs. This finding around the propensity for innovation of the
management and the intensity of R&D activity is echoed in Kraiczy et al. (2015) and Talke et al.
(2011) The owner-manager context/TMT of the firms within this study must therefore be
considered in regard to its relationship with IO and NPD.
2.6.3 Learning Orientation and NPD
In their study of Learning Orientation and its effects on innovation, Calantone et al. (2002) found a
clear influence between a positive learning environment and product development. The research
recommends that managers encourage employees to seek knowledge that lies outside the
immediate scope of their work. This study also shows a relationship between the age of a firm and
the learning activities employed i.e. older firms are more likely to use knowledge gathered in
product development, whereas younger firms need to create systems to internalise knowledge. This
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finding is reflected in an article by Baker and Sinkula (1999b) where they discuss the need for time
to create a culture of learning within a firm; however, this capacity to learn over time may not be
afforded to the majority of MSEs.
Frank et al. (2012b) in their study of Austrian SMEs found that a focus on LO was important to the
performance of the firms although a highly dynamic or hostile environment had a negative effect
on the performance enhancing abilities of the orientation. The FMCG market is generally described
as dynamic, and the Northern Irish agri-food industry falls within the same context. Contrary to
these findings, Nasution et al. (2011) found that LO had no relationship with innovation in regard
to the effects of entrepreneurship in SMEs.
Much of the literature around LO(Calantone et al., 2002; Dutta et al., 2016; Hurley and Hult,
1998)pertains to overall firm performance and again is focussed on large firms. Some insights into
LOs relationship with innovation/NPD within SMEs/Micro firms can be found in Salim and
Sulainman (2011). This study into 320 small enterprises found that, organisations that have an LO
deeply understand their customers and competitors along with emerging products in their market.
Although the measures of LO within the research were based around the same definition as offered
in Table 2, the explanation to their impact on innovation are based on ‘what’ they were learning, i.e.
a deep understanding of their customers and competitors – points towards a firm that could be
described as more market oriented. This finding must be considered within the research as it begins
to show the ‘cross-orientation’ of firms and blurs the line between each of the strategic orientations
under investigation. Another insight into the effects of LO on firm’s innovation comes from a piece
of third sector research by Garrido and Camarero (2010). This research found that the presence of
an LO moved managers to adopt a more ‘business-like’ approach to introducing innovation and
satisfying customer needs.
The literature around LO points to it being a cultural element of the business strategy in that the
three ‘values’ set out in the definition (Table 2) are focussed on attitudes within the firm’s
management and how this is spread throughout the organisation. LOs relationship with the
practices of NPD within MSEs are unclear, although according to the majority of literature there
appears to be a connection between learning and innovation. The outcomes of a LO also seem to be
determined by elements such as the subjects being focussed on within the learning i.e. if the
learning is focussed on the firm’s competitors the NPD outcome may be a ‘Me-too’ product
whereas a focus on learning about new markets or customer preferences may bring about radical
product innovation. Dülger et al. (2016) found that a presence of LO within a firm affected the
NPD in ways that were dependent on the focus of learning being internal or external. With firms
that were internal the innovation tended to be technological and/or product whereas external firms
were more market-focused and innovation was behavioural and product focused.
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2.6.4 Entrepreneurial Orientation and NPD
An entrepreneurial strategic orientation is characterized by a continual search for and willingness to
pursue new opportunities (Mintzberg, 1973). Schumpter’s (1934) description of the entrepreneur
was centred on introducing new means of production. With the market surrounding products now
showing shortened life cycles, a rapid change in the competitive environment and uncertain profits
derived from new entrants (Rauch et al., 2009), firms are now more than ever required to seek new
opportunities. Entrepreneurial aspects of management have been attributed to firm success in many
past studies (Covin and Slevin, 1991; Dess and Lumpkin, 2001; Engelen et al., 2015; Hazlina
Ahmad et al., 2010; Kuratko et al., 2005; Lumpkin and Dess, 1996). Early findings from Carland et
al. (1984) pointed to a fundamental difference between the definition of a small business owner and
an entrepreneur; a small business owner being in business to further personal goals whereas the
entrepreneur is in business purely for financial gain through business growth by employing
strategic management practices. Regarding this research around MSEs, an important question may
be around establishing the reason for starting the business. EO characteristics of the firm may also
depend on the management style of the owner-manager (Sadler–Smith et al., 2003). Engelen et al.
(2015) in their study of SMEs, found that the positive potential aspects of EO can only truly be
realised by a firm if they are internalised through transformative leadership.
Regarding the role of EO and NPD, some argue that an entrepreneurial focus is related to driving
newness and novelty to create wealth (Engelen et al., 2015; Lumpkin and Dess, 1996) in an attempt
to sustain a competitive advantage. Ireland et al. (2003) in their study of strategic entrepreneurship
found that all firms must engage in opportunity-seeking and advantage-seeking behaviours. This
study also makes it clear that the attributes associated with being entrepreneurial (EO) also require
the resources to take advantage of the opportunities found, and that smaller companies/newer
ventures may not have said resources. They also point to the importance of a smaller firm/new
venture to establish a foothold in the market with any new products or services to alleviate the risk
of being imitated by established firms.
Many studies have focussed on the dimensions of EO within MSEs (Covin et al., 1990; Covin and
Covin, 1990; Covin et al., 1994; Covin et al., 2006; Kreiser et al., 2002; C. Lee et al., 2001; Stam
and Elfring, 2008; Stetz et al., 2000; Swierczek and Thai, 2003), mostly within hightech/manufacturing industries. There are few studies centred on EO within food industry MSEs (De
Clercq et al., 2003; Dimitratos et al., 2004; D. Miller and Toulouse, 1986). In a comparison of
these studies, Rauch et al. (2009) noted that the size of the firm had a moderating effect on the
relationship between EO and performance and that the effect on micro businesses was significantly
higher. One of the reasons posited for this increase in effect with business size was the ownermanager context with proactiveness and the ability to be more agile in decision-making.
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Frishammar and Åke Hörte (2007) in their study of EO’s relationship to NPD found a positive
connection between the innovativeness factor of EO and the performance of the new product. Li et
al. (2006) also found the dimensions of EO had a positive effect on the improvement of products
within Chinese firms, and Moreno and Casillas (2008) were clear in stating that EO had a positive
relation to growth through its influence on the propensity for innovation, that it encouraged the
development of new products. It is clear from previous research that EO has a strong positive
connection to the practice of NPD with firms of all sizes.
2.6.5 Strategic Orientations and Resources
What is emerging from the extant literature regarding NPD within MSEs is that the SO is a
moderating element to the processes within the firm; the owner-manager scenario within the
majority of MSEs also affects NPD in regard to the owner-manager’s personal attributes acting as
moderators within the strategic decision-making process. A further discovery is centred on MSE’s
lack of resources and the impact of this on their capabilities around the NPD process. It has been
found that SOs themselves can enhance the resources available to a firm; Wiklund and Shepherd
(2003) found that EO enhanced knowledge-based resources. A review of the literature around
resources and capabilities must be conducted to ascertain the importance of their presence
regarding NPD.
2.6.6 Strategic Orientations as an Integrating M echanism between NPD and
M IR
There are few studies relating directly to the integrating properties of multiple SOs between NPD
and MIR. Of the studies currently in circulation, many focus on the performance of products
developed (Gatignon and Xuereb, 1997; J. Zhang and Duan, 2010), firm performance (W. E. Baker
and Sinkula, 1999b; Calantone et al., 2002; G. T. M. Hult et al., 2004; Lonial and Carter, 2015)
and/or levels of innovativeness (Deshpandé et al., 1993; Jiménez‐Jimenez et al., 2008; Keskin,
2006; Verhees and Meulenberg, 2004). In terms of the context of the literature, much of it is
focussed on high-technology firms (Im and Workman, 2004; Zhou et al., 2005) or manufacturing
firms (Avlonitis and Salavou, 2007; Frishammar and Åke Hörte, 2007; Laforet and Tann, 2006),
very few studies are focussed on food production.
Gatignon and Xuereb (1997) show the components of MO to have a positive effect on the
integration of MIR on innovation through a reduction in levels of uncertainty. Zhou et al. (2005)
found the sourcing and utilisation of MIR to have a similar positive influence on tech-based
innovation but not market-based innovation. EO in this research was found to have the opposite
effect,

enhancing

market-based

innovation

through

its

dimensions

proactiveness

and

innovativeness. Other research around the integrating properties of SOs have found negative affects
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on the NPD of firms (Morgan et al., 2015; Voss and Voss, 2000), showing the business sector may
be an influencing factor in the utilisation of MIR in the process.
The myriad of literature around the subject leaves the discussion open around SOs integrating
properties with MIR and NPD. The research shows there are a number of factors that can effect the
role played by the orientations in integrating market information in NPD: Market turbulence,
business sector, firm size to name but a few.
2.7 The Nature of M SEs
Micro and small firms have a number of characteristics that set them apart from larger enterprises.
Lack of formalisation in terms of innovation (Fernández-Esquinas et al., 2017), the centralised role
of the owner-manger in key decision-making (Barber et al., 2016) and a lack of resources (financial,
time) and/or capabilities (Kearney et al., 2019), to name but a few. Gherhes et al. (2016) also
distinguishes micro-businesses from SMEs in terms of business capabilities and practices, ownermanager characteristics, owner-manager growth ambition and business environment.
The owner-manager context seems pivotal in firms that are defined as having less than 10
employees. The centralised management ties the firm strategy to that of the cognition and
behaviour of the owner-manager (Kelliher and Reinl, 2009). Along with the owner-manger context,
resources and RBV can play a role in determining the strengths and potentially beneficial strategies
for micro firms (Duarte Alonso and Bressan, 2016). In regard to innovation Faherty and Stephens
(2016) looked at the potential barriers for micro firms and found them to be resource related. Their
research cited a lack of time, risk, poor infrastructure and high costs of innovation as the main
issues found by owner-managers.
2.7.1 M SE Resources
There has been a resurgence of interest in the role of the firm’s resources as the foundation for firm
strategy. This reflects the dissatisfaction with the static, equilibrium framework of industrial
organisation economics that has dominated much contemporary thinking about business strategy
(Grant, 1991). On the other hand, critics of RBV such as Collis (1994) and Priem and Butler (2001)
argue that there is a major issue in the specification of a resource; this leads to difficulties in
development of the theory.
In an effort to specify MIR as a resource we look at some definitions and categorisations.
Intangible resources may be classified as ‘assets’ or ‘competencies’ (Hall, 1993). Examples of
these can include Intellectual Property or Trademarks, trade secrets, employee knowledge,
reputation, contracts, databases, organisational networks and organisational culture. Intangible
resources are difficult to appraise and are considered one of the most strategically important
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resources of a firm. Based on his research, Hall concluded that culture was the fourth most
important intangible resource that was linked to a sustained competitive advantage behind
Reputation (both company and product) and Employee know-how. He also linked culture to the
‘ability to innovate’ amongst other aspects of firms’ success. MSEs are made of small core teams
and a series of outside influences from strategic business partners. Given this, creating and
managing a culture in an MSE could be seen as a much less complex task. Due to the small number
of employees, small-firm presidents are able to personally reinforce firm wide market-oriented
norms (Pelham and Wilson, 1996).
In regard to employee knowledge, market information resource (MIR) could be seen as a
contributor to this intangible resource. MI can increase the firms’ awareness of the market in which
they are competing in, or give insight to markets they should be competing in. All aspects of
product or process development must be viewed in terms of knowledge management and growth.
Knowledge cannot be managed the same as tangible assets; to manage knowledge resources, one
must understand them (Leonard-Barton, 1996). The author of this study goes on to reiterate the
basis of RBV by linking the competencies required to the resources at hand and thereby creating a
competitive advantage for the firm.
Srivastava et al. (2001) researched RBV and marketing to determine the specific marketing-based
resources that could be considered to lead to a firms’ competitive advantage. In their research, they
defined two types of market-based resource, Relational and Intellectual. These both categorised
intangible resources, Relational were seen as “External entwined assets relationships (channels,
customers, networks & eco systems)” and Intellectual as “Internal entrenched assets knowledge
(know-what and know-how embedded in individuals and processes)”. In this research context MIR
would be categorised as Intellectual, the researchers go on to describe how these resources must be
entwined in market-based processes to become considered capabilities that can generate a
competitive advantage. When discussing competitive advantage and market place opportunities,
which Srivastava et al. (2001) define as a form of new product or solution; they touch upon the
need for an element of risk-taking from management to deliver radical innovation and the role of
marketing in identifying, elaborating and translating customers’ needs into product specifications.
The first part of these three strategic challenges is to identify the opportunities, which could
theoretically be aided by an increase in the intangible resource that is MIR.
O’Cass and Sok (2014), also consider market-related intangible resources such as reputation i.e.
brand reputation and product reputation, focusing such resources is of greater managerial
importance to some extent, as intangible resources are more likely to form the basis for competitive
advantage and growth (B. S. Anderson and Eshima, 2013). Within the turbulent environment of the
FMCG market, both brand and product reputation is of vast importance. A firm extending its
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product line has a competitive advantage if it has existing brand or product advocacy. Fournier
(1998) found that some consumers exhibited strong relationships with brands, loyalties with food
products that connect with their own core identity. Consumers with this level of loyalty would be
more likely to ‘accept’ the innovations of a firm, purely based on the intangible resource of
reputation.
Tangible resources can be linked to NPD in the sense that a firm may require equipment or
production space to allow them to produce a new product and the capital to afford it. MSEs are
typically lacking in capital resource and therefore tangible assets required to innovate are harder to
acquire. The tendency for these firms is to engage in a more collaborate approach, processes that
require specific tangible resources that are out of reach can be contracted into the value chain.
However, it must be considered that these collaborative partnerships could affect the structure or
strategy of the firm, that is, external suppliers may not share the same visions and goals of the firm,
problems may occur through a loss of control and most prevalent to the food industry, a loss in
product quality.
The resources and capabilities of a firm are the central considerations in formulating its strategy:
they are the primary constants upon which a firm can establish its identity and frame its strategy
(Grant, 1991). Within micro enterprises the intangible assets like knowledge are of great
importance when attempting to develop capabilities that allow for a competitive advantage (Teece,
2007).
2.7.2 Strategic M anagem ent in M SEs
Many MSEs continue to run successfully without explicitly practicing the kind of management
usually described in the literature as “strategic” (Pleitner, 1989). Mariá Garciá-Perez et al. (2014)
concluded that small firm strategy was more focused on internal factors such as production
processes and that SMEs do not seem to follow a prescribed framework to develop strategies. More
recent studies have shown that the practice of strategic management was beneficial to small firms.
The owner-manager perspective contributes considerably to firm’s behaviour, in that their
perspective directly influences the adopted processes. The use of centralised decision-making along
with internal and external participation was shown to have a positive effect on firm performance
(Verreynne, 2016). Strategic management may not be inherently connected to firm size however
the orientation of the TMT is an influence on the approach adopted.
2.7.2.1 Characteristics of M SE M anagem ent
The differences in the management of the very small and the very large are great and cannot be
treated as the same beast (Penrose, 1959). In a small firm, the founder, or owner-manager, often
puts his or her stamp on the way things are done. He or she has, or is, the solution to many
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problems and tries to maintain control of the firm’s operations (Lobonţiu and Lobonţiu, 2014).
Management of the MSE can be therefore be influenced by personal ambition and orientation of
the TMT (usually comprising of one person). The 2014 statistics (McManus et al., 2015) show that
72.4% of the Northern Ireland private sector firms had zero employees and 22.5% had only 1–9
employees making this managerial influence relevant to this research. The management strategy
and indeed the strategic orientation of the firm are intrinsically connected with the personality of
the manager (Kotey and Meredith, 1997). Given this strong connection between the manager and
the strategic direction of the firm, the orientation of the individual becomes more significant. An
innovate forward-thinking manager may steer the firm in a different direction to a market-focussed
one. Lussier and Sonfield (2015) found a difference in management practices, even between small
and micro firm. Their research showed that a ‘founder influence’ within a micro firm is much
greater and that those firms had a clear lack of formal management. As the firm grows (from micro
to small) the formal management practices become more important to the processes and strategies
being implemented. The owner-manager may have to decentralise the management to allow for
progress, especially if the growth brings the need for employees.
2.7.2.2 Organisational Structure
Organisational structure is a system that consists of explicit and implicit institutional rules and
policies designed to outline how various work roles and responsibilities are delegated, controlled
and coordinated. Alternative forms of structure are typically defined using the three constructs that
were central to Mintzberg’s (1979b) analysis of organisational structures, they were: formalisation,
centralisation and specialisation.
The relationships between strategy, firm structure, industry structure, and firm performance have
been extensively studied by management researchers, but primarily in large-firm context (Pelham
and Wilson, 1996). It is important to note that the characteristics of MSEs differ from that of large
organisations. These differences primarily relate to limitations in resources, informal strategies and
flexible structures. Assumptions could be made from these differences, i.e. the lack of requirement
of a formal structure within MSEs.
Supporters of formality have argued that improved organisational capabilities come from formal
structures (Prakash and Gupta, 2008), although these observations were focussed on the
manufacturing industry, they are appropriate for the production side of the food industry given the
similarities in basic functions i.e. the output of a final ‘made’ product.
Supporters of informality however argue that the flexible structure seen commonly in MSEs gives
them a competitive advantage over larger firms (Qian and Li, 2003), the flexibility allowing the
more informal firm to be more agile in it’s strategic decision making. Nevertheless, the structure of
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the organisation can have an effect on decision-making in all areas and therefore must be
considered.
A centralised structure refers to whether decision authority is closely held by top managers or is
delegated to middle- and lower-level managers (Olson et al., 2005) MSEs could be considered to
have a more centralised structure due to the number of people involved, typically they have an
owner/manager setup and therefore the decisions are primarily made by that individual. Research
suggests that centralised organisations tend to put forward fewer innovative ideas, but
implementation of an idea is generally straightforward and much faster (Ullrich and Wieland,
1980). This faster decision-making process can bring an element of competitive advantage, but the
suggestion of fewer innovative ideas is a weakness, especially in the context of the food industry
(Grunert and Traill, 1997).
Given the MSE norm of being centralised due to the owner/manager scenario, and the vast majority
of the published research being focussed mostly on larger firms in specific industries, finding the
effects of the strategic orientation on NPD becomes more important. The view of centralisation as
an inhibitor of innovation may change if the owner/manager is inherently innovative or
entrepreneurial, and drives the firm using an EO or IO strategy. When considering product
innovation, it can be seen either as radical or incremental, both are considered important to the
survival of firms in the food industry. Incremental innovation processes that lead to new product
introduction appear to be dependent on more traditional structural arrangements and market
oriented strategies. Organisations that are more complex, more decentralized, and larger up to a
point have tended to introduce more new products, which is typical for the food industry (Ettlie et
al., 1984).
Structure seems to be intrinsic when considering NPD and innovation of the firm, however the firm
size can make assumptions towards the structural make-up. MSEs may consider collaborative
partners to be a part of the structure although not seen as part of the firm.
2.7.2.3 Owner/M anager Context
Owner/managers are prevalent within the NI agri-food industry. It is important to understand how
managerial influences effect the identification of opportunities with NPD. Given that the majority
of the firms in question have a centralised structure in that the owners make the decisions without
challenge, the personal characteristics of said manager will affect the efficacy of innovation (D.
Cooper et al., 2016). Indeed, Hansen and Hamilton (2011) conclude that the orientation of the
owner/manager regarding opportunities to innovate and ambition had an effect on the growth of the
firm. Regarding strategic orientation, the owner/manager team leads the MSE.
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2.7.2.4 Firm Life Cycle Stage
Within the body of literature around business life cycles, the authors suggest that businesses
systematically go through different life stages and experience various changes as they cycle
through these (Greiner, 1972; Penrose, 1952; Phelps et al., 2007). Much of the literature centres
around the premise that the primary focus of the owner/manager is profit and growth (Beverland
and Lockshin, 2001), however Masurel and van Monfort (2006) found within SME literature, that
small companies were becoming less growth-oriented. Dodge and Robbins (1992), found that the
external environment was significant to the early stages of the 364 small businesses they studied. In
addition to this finding, they include NPD as an internal element of growth that can cause problems
within the life cycle of a small business. Laforet (2013) found that life cycle stage was an influence
to innovation within SMEs (specifically family-run businesses) in that innovation was most
prevalent in the early stages as the firm was trying to create a niche in the market. As the firms
moved on they became more dependent on external influences for innovation. Both product life
cycle and firm life cycle follow similar stages over time (see and although the time may not be
correlated (i.e. a firm may launch many products within the start-up stage) there may be a need to
include their influence on the strategic orientation of the management within the framework of this
research. Indeed, Anderson and Zeithaml (1984) found a significant correlation between certain
stages of the product life cycle and the firm strategy. They advised on modifications to strategy
based on these findings to improve the outcomes. Coad et al. (2016) also concluded that the age of
the firm affects the innovativeness. Their research showed that older firms tended to use knowledge
learned to incrementally innovate whereas younger firms tend to partake in riskier R&D.

Figure 6 – Correlation between product life cycle and firm life cycle stages
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2.7.3 Strategic Orientation in M SEs
“The role of the organization's strategic orientation on new product development is central to the
performance of a firm” (Gatignon and Xuereb, 1997 p. 30)
Strategic orientations underpin the firm’s managerial decisions and influence its performance.
Firms can combine multiple strategic orientations to achieve superior performance. While strategic
orientation can represent an important antecedent to NPD performance, research suggests that
adopting a strategic orientation alone is not sufficient and a better understanding of contingencies is
necessary (Mu et al., 2017). The question, when dealing with MSEs is, do they regard strategy or
strategic orientation as an element of change within their business function? Businesses continue to
function regardless of their awareness of a particular orientation being adopted. Pérez-Luño et al.
(2016) concluded that the strategic orientation of SMEs may be best utilised in terms of firm
success if it is a developmental process whereby the orientation would change over time to suit the
competitive environment. Lonial and Carter (2015), in their study of the combined effects of MO,
LO and EO on SMEs found a positive relationship between the presence of these SOs and the
performance of the firm. Pertaining to RBV literature, their research also found a connection
between competitive advantage and the presence of simultaneously occurring orientations.
This research considers the integrating properties of four orientations MO, IO, LO and EO.
Although other strategic orientations exist, such as Technology Orientation (TO), their relevance to
this research and the NI agri-food industry context is lower than that of the aforementioned.
The next section will explore each of the orientations we are focussing on within this research, in
regard to NPD. Through this review, the study will gain an understanding into how a business’
NPD process, particularly MSEs, is affected by each of the four orientations individually.
We will begin by laying out the definitions of the orientations, as they will be used within this
research. Over the years, each orientation has received much attention, from a wide range of
authors. Table 5 below shows the definition and author of the SOs under investigation.
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Table 11 – Definition of orientations being used in this research

Orientation

Author

Definition

Market Orientation

Narver and Slater
(1990: pp20-21)

MO is "the culture that most effectively and
efficiently creates the behaviours for the creation
of superior value for buyers”
MO consists of “three behavioural components:
customer orientation, competitor orientation, and
inter functional coordination”
MO has two decision criteria: “long term focus
and profitability".

Learning Orientation

Sinkula et al.
(1997: pp309)

“One can conceptualize learning orientation as
giving rise to that set of organizational values
that influence the propensity of the firm to create
and use knowledge.”
LO has three values: Commitment to learning,
Open-mindedness and Shared vision.

Entrepreneurial Orientation

Lumpkin and Dess
(1996: pp137)

“The key dimensions that characterize an EO
include a propensity to act autonomously, a
willingness to innovate and take risks, and a
tendency to be aggressive toward competitors
and proactive relative to marketplace
opportunities.”

Innovation Orientation

Hurley and Hult
(1998: pp45)

“Firms with greater capacity to innovate will be
more successful in responding to their
environments and developing new capabilities
that lead to competitive advantage and superior
performance”
IO has three components: Learning philosophy,
Strategic direction and Transfunctional
acclimation.

2.7.3.1 Strategic Decision-m aking in M SEs
Can we define ‘strategy’ within an MSE? Do MSEs follow a strategic approach to business?
Liberman-Yaconi et al. (2010) concluded that the owner-manager scenario, so prevalent in MSEs,
had a profound effect on strategic decision-making. Their research on micro-firms, found that these
firms may be unique and non-rational in the way they go about making strategic decisions. The
micro-firms approach is heavily based on intuition and heuristics.
Whittington (1994) classifies strategy in four ways, they are: 1. Classical 2. Evolutionary 3.
Processual 4. Systemic. An overview of these is provided in Table 6 below.
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Table 12 – Overview of Whittington's(1994) strategic approaches

Classical

Evolutionary

Processual

Systemic

Strategy

Formal

Efficient

Crafted

Embedded

Rationale

Profit maximising

Survival

Organisational Cohesion

Local Context

Focus

Internal (planning)

External (markets)

Internal (politics/cognition)

External (societies)

Processes

Analytical

Darwinian

Bargaining/learning

Social

Greenbank (2001) found that MSEs often pursued a number of diverse strategic objectives. The
decision-making of the owner-manager driving the objectives tended to focus on goals of a
personal nature rather than being business-related. This research showed the most cited objective
was to earn a ‘satisfactory income’. If we relate this finding to Whittington’s approaches to strategy
(above), it falls somewhere between classical and evolutionary. However, Liberman-Yaconi (2010)
found that small businesses actual display an almost unique decision-making process that is mostly
intuitive and heuristic; this would point to a more Processual approach in that they are learning as
they go along. This lack of defined strategic approach at a firm level may have an affect on how the
SOs interact at a functional level with the NPD process.
2.7.4 NPD in M SEs
In their study of UK and Irish firms, Rhee et al. (2010) found similarities in the importance of NPD
practices in large and small firms, as did Nicholas et al. (2011). Indeed Laforet (2008) found that
innovation and company size were related; they found that smaller firms had to innovate if they
hoped to maintain their market position. This study also ranked strategy as the most important
dimension of the NPD process. Given these findings the strategic approach of company will be of
great importance to the outcome of any NPD activity. These results are supported by the inherent
advantages of smaller firms including their flexibility, which allows them to adapt and improve
more easily (Damanpour, 1996). Contrary to these advantages with smaller firms, the lack of
resources and ability to sustain them after a product failure may be significant when deciding if
they will strategically pursue NPD. De Jong and Vermeulen (2006) found within particular
industries, focussing more time and resources on key activities related to NPD had a positive effect.
It must be considered that this is not something all firms are capable of, due to a lack of or lower
levels of resources.
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2.7.4.1 M SE Capabilities and NPD
In highly competitive, turbulent market environments such as that of FMCG, a firm’s capabilities
may allow for the reconfiguration of resources to enhance innovative practices (such as NPD) and
add to a strategy of gaining a competitive advantage.
Within MSEs, taking into account the majority of owner-manager scenarios, the relevance of
capabilities within the TMT is of great importance (Helfat and Peteraf, 2015; Teece, 2007). A
focus is put on an entrepreneurial management to sense opportunity and put systems in place to
maintain dynamic capabilities. The literature also points to external collaboration (Arndt and
Sternberg, 2000; Haiyang Li and Kwaku Atuahene-Gima, 2001; Kishida, 2005; Vermeulen et al.,
2003; Zahra and Bogner, 2000) as a way for small firms lacking these entrepreneurial tendencies to
utilise the capabilities of others; something Rosenbusch et al. (2011) feel can have substantial
disadvantages to SMEs due to the external parties over-complicating the NPD process.
Development of capabilities internally would seem to be the most advantageous route for the MSE;
allowing for them to become more independent and self-sufficient.
2.7.4.2 M SE Capabilities, Strategic Orientation and NPD
Certain SOs have shown to be effective triggers to innovation capabilities (Keskin, 2006; Tutar et
al., 2015). Indeed, Tutar et al. (2015) revealed that the presence of MO (proactive) and EO had a
significant positive effect on three types of innovation capabilities within the firm (market
innovation, product innovation and process innovation) in their recent study on SMEs in Turkey.
Similar findings by Sulistyo and Siyamtinah (2016) encourage firms to adopt entrepreneurial spirit
and market analysis amongst other things to influence innovation capabilities. Along with the
positive outcomes regarding MO and EO, literature reveals a connection between LO and
innovation capability (Cahill, 1996; Damanpour, 1991; Verona, 1999) Calantone et al. (2002)
concluded that the link between a firm’s level of learning and the level of innovativeness (as a
capability) is significant. Zhou and Li (2010) study the influence of SOs on dynamic capability of
the firm, their findings suggest that SOs are ‘drivers’ of adaptive capability which they regard as a
key element to firms creating dynamic capabilities.
It would seem from the literature, that SOs are considered a control aspect of capabilities within the
firm, and around the innovativeness. Some of the individual orientations, such as LO can act as
moderators of resources and capabilities present within the MSEs.
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2.7.4.3 Strategic Orientation as an Integrating M echanism between NPD and
M IR in M SEs
There are few studies focussing specifically on the integrating properties of SOs in MSEs. From
the available literature MO is identified as the orientation most connected to the sourcing and
utilisation of MIR and highlighted as an integrating mechanism in the NPD processes of small
firms (Avermaete et al., 2004; Grunert and Traill, 1997; Stewart-Knox and Mitchell, 2003). The
implementation of a market orientation is also viewed by Costa and Jongen (2006) as an adequate
way of agriculture and food enterprises gaining an understanding of their markets in order to create
a competitive advantage. However, previous literature is based on MO alone and fails to factor in
other orientations or wider market influences. Although Baker and Sinkula (1999a) were
inconclusive in their study of the combination of MO and LO on product innovation, they did find
a pre-eminence of LO over MO. The authors found LO focussed a firms learning and encouraged
them to question their approach to innovation. The data collected and analysed in this research was
from large and small US firms. The effects found here may not be transferable to a micro-firm
context. Furthering this study Keskin (2006) concluded that although LO was of notable
importance to innovation within the SMEs under investigation (from a mix of industries, 9 percent
from food manufacturing/processing), they found that MO was needed to increase the effectiveness
of the LO.
Fortuin and Omta (2009), in there study of the drivers and barriers to innovation in the food
industry found a relationship between the transfer of MIR from marketing departments to
innovation departments a pivotal function in the success of new products. This research determined
that a customer orientation would allow a firms marketing department to gather and disseminate
MIR for innovation purposes. Donnelly et al. (2015) found both MO and EO to have influenced the
integration of MIR into small-firm NPD.
Wang (2008) found that an LO-EO link varied in strength depending on the characteristics
displayed within the firm i.e. prospector, analyser or defender. The author posited that an LO must
be adopted in order to maximise the effect of EO. From his research surrounding the understanding
of the interaction between MO, TO, EO and LO, Hakala (2011) focussed on the complimentary
combination of the orientations. This research posited that the orientations might combine
sequentially, as mediators or as moderators. Hakala calls for further research in order to attempt to
conclude these relationships. A further understanding of the SOs within this research and how any
interactions between them help integrate MIR with NPD may help conclude the relationships
posited by Hakala. This research may also shed light on the influencing properties of each SO on
another and how this in turn affects the integration of MIR into the NPD process of MSEs in the
Northern Irish agri-food industry.
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2.8 Fram ework
Given the overall aim of the research study, three main bodies of literature were reviewed on NPD
within MSEs, MSE strategic orientation and MSE Resources and Capabilities. The main aim of
this chapter was to explore these areas of study in order to provide a foundation for meeting the
core objectives outlined as follows:
Research question 1: To what extent is market information resource (MIR) being utilised by firms?
Research question 2: Prior to exposure of the research MIR, what SOs are present within firms?
Research question 2.1: Prior to exposure of the research MIR, what new product development
processes do the firms adopt?
Research question 3: What changes occur within the firms’ NPD activities based on an increased
level of market information resource over time?
Research Question 4: What role do strategic orientations have in integrating market information
resource with NPD?
These objectives will be explored via the empirical research process (See Figure 4). This
framework shows the input of an increase in MIR and the combinations of the four orientations
under research along with the output of NPD. Based on the literature reviewed there are a number
of interactions between the four SOs in regard to innovation within firms and the literature varies in
terms of the research context from small to large firms in varying numbers under investigation.
In receiving the MIR, the MSE is increasing an intangible resource not normally available to it. It is
unknown how the strategic orientation of an MSE agri-food firm affects the NPD process; this will
be explored to ascertain the relationship between the resource inputs and how it is utilised
strategically with NPD process. The framework (Figure 7) also takes into consideration the life
cycle stage of the product and capabilities of the firm. The process of NPD may not be required as
the current product lines are in a strong growth period (Fuller, 2011). The capability of the firm to
absorb the MIR and utilise it may also affect their capacity to output new products based on this
resource.
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Figure 7 – Tentative conceptual framework showing the core relationships under investigation based on the aspects of current literature

2.9 Sum m ary
The literature around NPD has made the researcher appreciate its vast importance to MSEs through
its ability to leverage a competitive advantage for the firm. The context of the competitive agrifood market, coupled with the turbulence of the FMCG market compound the need for MSEs to
succeed with NPD. The life cycle of the product and firm also play a part in the NPD process.
Within the early stages of the MSE’s life cycle, innovation seems to play a bigger part in the
growth strategy (Laforet, 2013). The PLC also has an influence on the ‘need’ for the development
of newer products (Bogaty, 1974; Nadeau and Casselman, 2008b). The life cycles regarding
product and firm will therefore become moderating factors within this research.
When it comes to innovation or NPD process, MSEs have an advantage over their larger
competitors in the form of speed – from idea to production. This advantage is derived from
situational aspects such as lower levels of bureaucracy in the owner-manager setup; this gives the
smaller firm more agility. The lack of formal structure allows ‘bright ideas’ to become reality in a
short period of time and with little question over their validity. However, “Bright ideas are the
riskiest and least successful source of innovative opportunities” (Drucker, 1985 p.131). Strategic
orientations were shown to have a moderating effect on the NPD process and outcome of
innovation within firms. This research will investigate the strategic orientation of the MSEs within
the study by analysing the owner-manager and the presence of any attributes (Table 3, p.37)
pertaining to SOs.
Regarding SOs, the literature shows a significant connection between individual SOs and NPD.
With MO (W. E. Baker and Sinkula, 2007; Calantone et al., 2002; Kahn, 2001; Paladino, 2008;
Slater and Narver, 1995; M. X. Song and Parry, 1997), IO (Achtenhagen et al., 2017; Kraiczy et al.,
2015; Talke et al., 2011), LO (W. E. Baker and Sinkula, 1999b; Calantone et al., 2002) and EO
(Covin and Slevin, 1991; Dess and Lumpkin, 2001; Engelen et al., 2015; Hazlina Ahmad et al.,
2010; Kuratko et al., 2005; Lumpkin and Dess, 1996). The individual presence of these SOs within
firms, adapted the process of innovation and the successes of the new products or services. The
attributes of the individual orientations (Table 3 p.37) seemed to lead the processes adopted by the
firm. Within the owner-manager context of the MSE, the strategic orientation of the individual is
therefore pivotal to NPD. There have been many studies around certain combinations of the SOs
and their effect on NPD (See Table 6 p.39). Within the literature reviewed, findings showed mostly
positive effects on NPD with simultaneously occurring SOs. However, there were some instances
where the presence of multiple SOs had a less than beneficial outcome for the firm. Nevertheless,
little research has investigated the effects of MO, IO, LO and EO simultaneously. This research
therefore aims to explore the gap in knowledge pertaining to the integrating effects on NPD of
these four SOs, simultaneously occurring.
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Another area MSEs are lacking when compared to their larger rivals, is resources and capabilities.
Financial resources are of great importance to the NPD process. The cost of implementing an idea
and product failure can be of greater significance to the smaller firms. Regarding resources,
Sanaullah et al. (2014) posited that, firms within the food industry, regardless of size, compete on a
level playing field. Their argument for this was centred on the ability for firms to collaborate and
bring in resources and capabilities from external sources. They recommended that firms with little
financial resource could attain low-cost or free resources and capabilities from government
agencies and educational facilities. In terms of this research, as we are inputting MIR at no cost and
somewhat levelling the playing field, the focus will be on the capabilities of the human resources
within the firm to use the MIR. Market information around customers, competitors and the wider
market has been shown to have a positive effect on the NPD process (Greenbank, 2001; Wren et al.,
2000). Making this resource available to all MSEs within the study will level the resources playing
field and allow us to focus on the process adopted by the MSE to utilise the resource.
Benchmarking the current levels of MIR being utilised will be of great importance in drawing
conclusions on the capabilities within each of the firms and their connection to SOs and NPD.
Having established through the literature both the importance of NPD to MSEs (Fuller, 2011;
Grunert and Traill, 1997), the moderating role of SOs within the process and the importance of
MIR resources in facilitating and improving NPD; MSEs have an opportunity to establish a
competitive advantage with NPD through the utilisation of MIR and the adoption of SOs. With the
ever-changing agri-food market and turbulent FMCG market it is difficult for MSEs to establish a
lasting place ‘on the shelves’. This research will investigate the role of SOs as an integrating
mechanism between MIR and NPD. The conceptual framework (Figure 7, p.Error! Bookmark
not defined.) will be used to guide this research and has been derived from the literature reviewed.
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CHAPTER 3 M ETHODOLOGY

3.1 Introduction
This Chapter describes the actions to be taken to investigate a research problem and the rationale
for the application of specific procedures or techniques used to identify, select, process, and
analyse information applied to understanding the problem.
The review of the extant literature in Chapter Two and the subsequent development of the
conceptual framework (Figure 7, p.Error! Bookmark not defined.) has built upon the aim and
objectives as stated in Chapter One. To date, the research has provided further knowledge and
understanding into the NPD practices of agri-food firms. The gathering of knowledge around this
subject has also emphasised the requirement for further research to address the gap in the literature
in relation to the role of strategic orientation in the NPD processes of MSE agri-food firms in
Northern Ireland.
Chapter Three will focus on the research gap identified and provide an overview of the research
problem, aim and objectives to be met in order to attempt to bridge this gap. This Chapter will also
provide an outline of the research process and discussion around the methodology that will be
employed within the research; focus will be placed on the chosen research paradigm, the data
collection methods, the data being collected and the data analysis. Within the research, a number of
ethical issues and limitations are inherent within the chosen research design and will be discussed
herein.
3.1.1 Research Problem
As previously stated, the agri-food industry in Northern Ireland is of great importance, the
businesses within that industry are mainly MSEs (1.5, p.10). They play a large part in the
contributions to Northern Ireland economy and workforce. Small businesses play a major role in
economic growth and recovery (Ayyagari et al., 2007). New product development plays a
significant roll in creating a competitive advantage for these firms (Fuller, 2011; Grunert and Traill,
1997) and indeed innovation and innovative practices within the food industry have shown to be a
driver of sustained competitive advantage (Brody and Lord, 1999) and in turn contributing to the
survival and growth of the firm. Though smaller firms are challenged by their lack of resources and
capabilities regarding NPD, they have advantages in lower levels of bureaucracy, which allows for
more freedom in creativity. The common owner-manager scenario allows for agility and speed to
market with products, but the lack of formality with this setup can lead to high failure rates in
innovation due to lack of market knowledge or requirement for the product developed. Given the
strong influence of this individual on processes of the firm, the strategic orientation becomes highly
influential to the outcome.
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Although there exists an extensive body of research surrounding specific strategic
orientations/combinations of strategic orientations (Table 4, p.39), it is slightly limited in relation
to MSEs, the owner-manager context and NPD. The literature is also limited in its exploration of
simultaneously occurring orientations. Scenarios of certain simultaneously occurring SOs have
been investigated but none regarding the combined effects of MILE.
3.1.2 NPD in the Food Industry
“To be profitable and to survive, food companies must seek new products” (Fuller, 2011 p. 1).
Much of the research around innovation orientation and innovativeness within the food industry is
focused on inputs such as R&D expenditure and the number of new products outputted as a result
(Bigliardi and Ivo Dormio, 2009; Capitanio et al., 2009). Baregheh et al. (2012) include a broad
spectrum of innovation activities within their research. Their research showed that SME food firms
do have strategic processes regarding innovation and allocate significant resources to information
gathering; they also point to the importance of the SMEs broadening their innovation activities to
include different types and scales.
The definition of a new food product varies between researchers and can be determined by a
number of factors (J. Bogue, 2001). Table 7 suggests a number of ways to define a new product
within the food industry.
Table 13 – Types of NPD and their definitions (Fuller, 2011)

New Product Type

Definition

New Concept

A newly developed product that has never been manufactured by the company

New Distribution

A product that has never been distributed by the company

New Location

A current product distributed to a new location

New Look

A current product that is placed in new packaging, size or form

New Niche

A current product introduced into a new market niche

The definitions of new products (Table 7) are broad and may require a very different set of skills
and resources along with strategic orientation to achieve. For example, repositioning a product
within an existing marketplace for instance using new packaging and price point may require a
more market oriented approach to determine the customer preferences and competitor positions;
whereas, new concepts may require a more innovative strategic orientation to be successful. The
need for NPD within the food industry may also be determined by the life cycle of the current
products being offered by the firm.
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3.1.3 NPD Strategies in the Food Industry
NPD can be applied to specific areas of a firm’s strategy i.e. entering new markets or
differentiating its product line to gain market share, an alternative to competing on price. An
essential part of NPD within food firm strategy is the company ‘knowing what industry they are in’
(Fuller, 2011); and being able to define themselves in terms of value and service they provide their
customers and consumers (Levitt, 1960). Firm objectives affect the NPD strategy employed; if the
objective is focussed on increasing profits, the NPD strategy will be low-cost with short
development time. Grunert and Traill (1997) have shown that more successful NPD strategies in
the food industry have been from an environment where the top management team (TMT)
recognise the importance of NPD, implement an explicit process, integrate it into the firm
objectives and provide motivational support to achieve these objectives. MSEs that have clear
objectives, which can be supported by NPD, must then be strategically focussed to do so. The NPD
strategy must fit the objectives set out by the owner-manager.
Khan et al. (2013) look at the future of food NPD in functional food. Their research points to a
need for food firms to make radical changes in their innovation processes and move away from
traditional incremental innovation. If firms fail to make this change they risk falling behind
competitors.
3.1.4 Aim and Objectives of the Research
This section revisits the research aim along with research objectives, which facilitates the focus of
the research process. The research aim: Explore the role of simultaneously occurring strategic
orientations on integrating MIR in NPD within the NI agri-food industry.
This aim will be achieved by addressing the following objectives:
Research question 1: To what extent is market information resource (MIR) being utilised by firms?
Research question 2: Prior to exposure of the research MIR, what SOs are present within firms?
Research question 2.1: Prior to exposure of the research MIR, what new product development
processes do the firms adopt?
Research question 3: What changes occur within the firms’ NPD activities based on an increased
level of market information resource over time?
Research question 4: What role do strategic orientations have in integrating market information
resource with NPD?
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Figure 8 – The Research Process

66

3.2 Sum m ary of chosen M ethodology
This section provides an overview of the chosen methodology to allow for a faster understanding of
the methods adopted within this research. The following sections (3.3–3.10) provide a detailed
description of why these methods have been chosen.
The structure of this research is set out in Table 8, below.
Table 14 – Summary of Research Methodology

Philosophy

Interpretivism The participation and interaction of the researcher within this
study puts the philosophy in the domain of interpretivism.
The nature of the research subject (MSEs) having an
owner/manager structure, tend to be strategically driven by
these individuals. This in turn will require the researcher to
obtain an understanding of their (the owner/manager)
strategic orientation allowing for interpretation of its effect on
NPD. This human interest becomes one of the main drivers in
the research. The close proximity of the researcher to the
subject will also allow for data capture from the whole
scenario within the organisation. A deeper understanding of
these businesses as a whole may allow for a more rigorous
conclusion to the strategic orientations that affect NPD.

Approach

Inductive

This research will form broad generalisations about SOs from
the specific observation of MSEs within the agri-food
industry in NI. This approach compliments the interpretivist
philosophy. We will observe the owner/managers within their
respective organisations in an attempt to discern a pattern in
their strategic orientation and its affect on NPD. From this we
can infer an explanation or theory.

Methodological Choice

Qualitative

The social science aspects of this research along with the
human interest calls for a method that allows for a deeper
understanding of the phenomena. To compliment the
interpretivist philosophy in attempting to gain a greater
understanding of the individuals within the organisations; and
the inductive approach requiring generalisation from
observation of the owner/manager a qualitative method will
allow for more in-depth data to be gathered.

Strategy

Case Study

The exploratory nature of this research calls for a strategy that
is flexible in nature. Case studies allow qualitative data to be
gathered within the context of the research subject. Case
studies contribute to answering the ‘how’ and ‘why’
questions through an inductive approach.

Time Horizon

Longitudinal

In an attempt to understand the phenomena, the research must
be continued over an extended period of time. This will allow
for varied data to be collected and analysed. NPD processes
can be long, drawn out affairs. Although the research subject
is not the output, the longer time horizon allows for
observation at a number of different stages of the NPD
process and therefore a greater understanding of the role of
SOs within this.

Techniques & Procedures

Data Analysis The research questions for interview 1 are focussed on the
presence of SOs within firms. The purpose of the questions is
to determine the current SO of the firm. This is done through
the analysis of the answers given i.e. if the subject repeatedly
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answers positively to the questions surrounding practices
associated with a MO, it will be determined that this
orientation is present within this owner/manager or firm.
Having ascertained the SOs present within the firms, the NPD
practices of each firm will be investigated through
unstructured contact points and questions to determine the
level of use of MIR within the firms NPD process.
When an understanding has been reached for both the strategy
orientations within a firm and the firm’s use of MIR in the
NPD process, comparisons can be drawn from the
investigation around the integrating mechanism provided by
the strategic orientation.
A benchmark will be set in terms of what is deemed
successful NPD. A separate comparison company which has
a track record of developing successful products (based on
their sales and company growth over a number of years) have
been interviewed to determine their NPD practices, use of
MIR and strategic orientations present.

3.3 Identification of Research Paradigm
The research paradigm is more than just the philosophical framework, it also guides how research
should be conducted(J. Collis and Hussey, 2013)The following section sets out the approach that
will be taken by the researcher regarding philosophy, knowledge, information gathering and
interpretation throughout the course of the study. This research will be qualitative in nature.
Qualitative research has contributed to many substantive areas of management research such as
Human Resources, the nature of managerial work and the impact of managerial systems to name
but a few (Johnson et al., 2006). This research is tasked with understanding phenomena in within
managerial contexts and activities, to attain an in-depth understanding of this subject the research
must be conducted in the actors’ environment and not a controlled one i.e. what is the use of
describing a reality that has been invented (Mintzberg, 1979aa). The following will briefly discuss
each of the beliefs and methods from the research paradigm shown in Figure 9. Chapter 4 of the
thesis will provide a full description of the methodology.
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Figure 9 – Adaption of the research 'onion' (Saunders et al., 2012)

Easterby-smith et al.(2015) summarise ontology, epistemology, methodology and methods as
shown in table 8, below.
Table 15 – Ontology, epistemology, methodology and methods and techniques

Ontology

Philosophical assumptions about the nature of reality

Epistemology

A general set of assumptions about ways of inquiring into the nature of the world

Methodology

A combination of techniques used to inquire into a specific situation

Methods & Techniques

Individual techniques, for data collection, analysis etc.

Easterby-Smith et al. also contribute a model of the research paradigm similar to that of Saunders
et al.(2012) shown in Figure 9, p.61. Their simplified model, which focuses on research centred on
business management, contains only four layers of ontology, epistemology, methodology and
methods and techniques.
3.4 Philosophies and Approaches
The tentative framework created in Figure 7, p.Error! Bookmark not defined. is derived from
literature analysis and will be evaluated empirically and inductively to allow insights to emerge.
The research within this study could be described as relatively ‘unstructured’ in that the
understanding of the situation increases as the research is carried out. Carson et al. (2001) describe
this as ‘theory building’ where the purpose is to seek out meaning and understanding of the
phenomena. It could be argued that the approach will be a mix of induction and deduction given
that any prior knowledge would make it deductive to some extent.
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3.4.1 Positivism
Positivism is the term used to describe an approach to the study of society that relies specifically on
scientific evidence, such as experiments and statistics, to reveal a true nature of how society
operates. French philosopher Auguste Comte coined the term in 1822. Comte believed that social
reality can be explained only through science and that society’s behaviour can be determined and
governed by natural laws. Only phenomena that you could observe will lead to credible data. The
positivist researcher therefore, prefers to collect data from an observable reality and search for
regularities and causal relationships within the data collected to create generalisations (Saunders et
al., 2012).
Epistemologically, positivists believe that the researcher and the world are separate, with the world
existing regardless of the researcher’s presence (Bryman, 2008; Howell, 2013). Ontologically, they
argue that one external reality exists and it is discoverable through hypothesis and experimental
testing using deductive reasoning; taking a controlled and structural approach in conducting
research by identifying a clear research topic, constructing appropriate hypotheses and by adopting
a suitable research methodology (Carson et al., 2001).
The positivist approach in organisational research has origins within the philosophy of science
known as “logical positivism”. A principle belief of logical positivism is that only by applying the
methods of natural science can social science achieve recognisable levels of explanation, prediction
and control. Positivists usually interpret the problem of demarcation in a natural-istic way (Popper,
2005). By increasingly trying to improve the fit to the natural-science model, researchers can work
towards their outcomes being considered truly scientific (A. S. Lee, 1991). This highly structured
system within the research would advocate the use of deduction as an approach.
The researcher moves from theory to data in a highly structured approach to explain causal
relationships between variables. The development of a theory first will allow for rigorous testing.
According to Collis and Hussey (2003), deduction is the dominant research approach in the natural
sciences, where control is permitted over the predicted occurrence of phenomena by the presence
of laws, which present the basis of explanation. A sequential list to the deductive approach has
been developed by (N. W. H. Blaikie, 2011), which is as follows: Put forward a tentative idea;
Deduce a testable proposition or number of propositions; Examine the premises and the logic of the
argument that produced them; Test the premises by collecting appropriate data; If the results of the
analysis are not consistent with the premises (the tests fail); If the results are consistent with the
premises the theory is corroborated (Saunders et al., 2012). Popper (2005), when arguing against
induction, states: “My main reason for rejecting inductive logic is precisely that it does not provide
a suitable distinguishing mark of the empirical, non-metaphysical, character of a theoretical system;
or in other words, that it does not provide a suitable ‘criterion of demarcation’.
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Deduction will therefore naturally shape the research with the characteristics of its approach; with a
structured methodology to facilitate replication, and the concepts within the research being
operationalised to allow facts to be measured quantitatively (Saunders et al., 2012). The deductive
process is summarised in Figure 10 below. Being external and independent of what is being
observed will also add to the level of rigour within the research. Another characteristic of
deduction that must be considered to ensure a rigorous test of the data is a sufficient sample size.
For the researcher to be able to generalise, the chosen sample size must be representative of the
total population and ensure the minimum threshold for any statistical analysis.

THEORY/HYPOTHESIS FORMULATION

OPERATIONALISATION – Translation of abstract concepts into
indicators or measures that enable observations to be made

TESTING OF THE THEORY THROUGH OBSERVATION OF
THE EMPIRICAL WORLD

FALSIFICATION AND DISCARDING THEORY

CREATION OF AS YET UNFALSIFIED COVERING-LAWS
THAT EXPLAIN PAST, AND PREDICT FUTURE,
OBSERVATIONS

Figure 10 – Summary of the deductive process (Gill and Johnson, 2002)

3.4.1.1 Challenges and Lim itations of Positivism
As stated, one of the main themes of positivism and the deductive approach in the social sciences is
a development of a method that is similar or assumed to be similar to that in the natural sciences.
As seen in Figure 10 above, this approach produces a format of explanation and prediction and it is
this that ensues critique and the calls for inductivism within social sciences. Supporters of the
inductive approach reject the causal model above based on the differences in subject matter within
the research fields. Social science deals primarily with human beings, where natural science
primarily focuses on animals and physical objects. ‘The error fundamentally is the failure to realise
that there is an ontological discontinuity between human beings and it-beings . . . Persons are
distinguished from things in that persons experience the world, whereas things behave in the world’
(Laing, 1990, p.53)
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Though not completely dismissing the positivist approach to research Hill and Tiu Wright (2001)
call for alternative approaches when conducting research into SMEs. They point to the differences
between an SME’s structure and orientation and that of a large firm; how past research has treated
these entities in the same way and how future research needs to consider these differences. This is a
view shared more recently by Simmons (2008). Considering the context of this research with MSEs,
the researcher will be interacting with the owner/manager of the business. Through the face-to-face
interview process proposed, open discussion between the researcher and the owner/manager will
take place along with observations of their actions and behaviours.
For the researcher to attempt to understand the reality of the subject (the world of the
owner/manager) and how they strategically function within it, it is imperative that the researcher
enters this world. This interaction will allow for adequate/better understanding of the
owner/manager’s socially constructed world and through this understanding allow the researcher to
react to and question further this reality. This brings another opposing view to the use of positivism.
Understanding the internal logic of human action, in this case, that of the owner manager is the aim
of social science (Laing, 1990). Given that positivism is based on natural science, the argument has
been made that the subject matter within social science (human beings) have a e comprehension
which subject-matter within natural sciences do not. Opponents have therefore argued that the
social world cannot be understood in terms of causal that do not consider the e actions of humans.
Proponents of inductivism reject the positivist stimulus-response model and instead opt for the
actor’s subjectivity being a variable that plays a part in the resulting response to the stimuli. These
arguments around this human subjectivity call for a less structured approach that is brought with
deduction and the imposed external logic the researcher brings in the form of theories. The counterargument to this of course is that an unstructured inductive approach will bring with it ang.com
methodology that is not replicable and therefore not reliable.
3.4.2 Interpretivism
This paradigm evolved primarily in opposition or reaction to positivism and put forward a reality
that is socially constructed and given meaning by people. Interpretivism has similarities to
positivism in its origins, both being rooted in anthropology. It has however, been referred to as
anti-positivism (Flick, 2014). The interpretivist researcher would argue that truth and knowledge
are subjective and are based on people’s experiences and their understanding of them. Neuman
(2014, p.103) generalised the interpretive approach as the systematic analysis of socially
meaningful action through the direct detailed observation of people in natural settings in order to
arrive at understandings and interpretations of how people create and maintain their social worlds.
With positivism being a more rigid approach to social research it may not be best suited to the
socially complex business world. The interpretivist researcher can account for this world through
72

the appreciation of the different meaning that people place upon their experiences. This paradigm
will account for the reactions of people within various situations, which can lead to a deeper
understanding of the reality at hand. Social reality is constructed as people interact with others and
derive meaning from those interactions. An inductive approach would allow the researcher to
develop an understanding of all the people (actors) involved. Development of this understanding
will take time.
The observational methods within the interpretivist philosophy would support induction as a
method. The more open and flexible approach would allow the researcher to follow leads gained
from their view of the data, not from the existing theories (Smith, 1995). Proponents of induction
also note the limits of deduction in the emergence of new ideas and simply a progressive extension
of existing knowledge, Gioia et al. (2013, p.16) stated advances in knowledge that are too strongly
rooted in what we already know delimit what we can know. Induction has also been favoured in
social sciences over deduction because it allows for alternative explanations for what is going on.
Where deduction sticks to a rigid methodology, induction can allow circumstance to affect the
research. This is not to say that deduction will not allow for alternative theories to emerge, but they
would be set within the limits set by a highly structured research design (Saunders et al., 2012).
Because of its focus on the context, inductive method would also be suited to a smaller sample of
subjects.
Although induction is seen as one of the earliest and most commonly used forms of scientific
activity, there are opponents to its use as a method of drawing conclusions. Arguments have been
made around the number of samples required to establish a generalisable conclusion. Karl Popper
(2005) argues that drawing universal conclusions based on the methods of induction lack the
validity and logic of deduction and that proponents of this method (induction) must justify their
findings using a principle of induction i.e. by putting the inductive inferences into a logically
acceptable form.
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Table 16 – Contrasting implications of positivism and Interpretivism(Easterby-Smith et al., 2015)

Positivism

Interpretivism

The observer

Must be independent

Is part of what is being observed

Human interests

Should be irrelevant

Are the main drivers of science

Explanations

Must demonstrate causality

Aim to increase general understanding
of the situation

Research progresses through

Hypothese and deductions

Gathering rich data from which ideas
are induced

Concepts

Need to be defined so they can be
measured

Should incorporate stakeholder
perspectives

Units of analysis

Should be reduced to simplest
terms

May include the complexity of ‘whole’
situations

Generalisation through

Statistical probability

Theoretical abstraction

Sampling requires

Large numbers selected randomly

Small numbers of cases chosen for
specific reasons

The contrasting choices between positivism and interpretivism as well as induction and deduction
have accounted for long-standing and continuing debate around the reliability of the research
(Koch, 2006; Lawson, 2005). Some researchers however, are not convinced about the relevance of
labelling research in this way. Weber (2004) believes that ‘both sides’ in the argument are
concerned with reliability and replicability. It may be more difficult for the interpretivist to achieve
this due to the methods employed being a little less defined; nonetheless, they are striving towards
the same goal. As far as the choice between inductive and deductive reasoning, some believe that
the reasoning is directly related to the chosen philosophy i.e. positivism relates closely with
deduction and interpretivism with inductive reasoning (Ritchie, 2014)others have argued that pure
induction and or pure deduction do not exist (N. Blaikie, 2007)
The understanding of the philosophies and approaches will be used to aid the selection of the
appropriate research paradigm for the study at hand.
3.4.3 Selecting an Appropriate Paradigm for the Research Study
The choice of research paradigm is fundamental and more important than the techniques being
adopted to collect and analyse data. The process of research may have an impact on the strength of
the research design, which ultimately contributes to the legitimacy of the knowledge created
(Creswell, 2014). When selecting the research paradigm, it is often in done within the context of
many and often competing influences and against the background of personal preference and added
external pressures (N. Blaikie and Priest, 2017). The research question must be considered
throughout the process and the type of question can play a part in the choices within the research
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design (N. W. H. Blaikie, 2011; Neuman, 2014). The question in this research of whether a
particular orientation of a firm affects the NPD process must also account for the firms within the
study, in that they are predominantly owner/manager led. This human aspect of the research
subjects requires the researcher to decide ontologically if the situation for each actor is experienced
differently i.e. dependent on the sector they belong to or the skillset of the individual. EasterbySmith et al. (2015)
Within this research an interpretivist point of view will be adopted i.e. the focus of the research will
be on understanding what is happening in a given context (Carson et al., 2001). Interpretivism will
take account for different actors’ perspectives i.e. that of the owner/manager or marketing
personnel within the firm. This approach also considers researcher involvement, taking account of
the contexts of the phenomena under study, the MSEs along with the contextual understanding and
interpretation of the data collected from the interviews. A crucial aspect of this philosophy is that
the researcher enters the subject’s world and understands it from their point of view (Saunders et al.,
2012). The hands on approach within this study, in delivering MIR to the firm, put the researcher
within the reality being observed. This is an important consideration, as the researcher cannot
remain objective or detached.
In terms of epistemology, knowledge will be based on subjective meaning and social phenomena.
Focus will be placed on the details of the situation and the reality behind the details in each case. In
the context of this study, the researcher as a social scientist must appreciate the sense that other
people make from situations and the actions that arise from this experience (Easterby-Smith et al.,
2015). In delivering MIR to the firms, and face-to-face discussions around their business
requirements, this study will create a particular reality for the actors involved; it is important that
the researcher attempts to understand how this relates to, and affects the situation. Having
established a viewpoint both ontologically and epistemologically and decided upon an interpretivist
research paradigm being the most appropriate, the chosen method will be that of induction. An
inductive methodology will allow the use of the empirical observations of the MSEs in this study to
build toward more abstract thinking within the research (Neuman, 2014).
It is important that the approaches to research are reviewed within the context of this study to
ensure the most appropriate is selected. This process must be completed to allow the researcher to
understand their reflexive role in the research methods, help clarify the research designs, recognise
the designs that will be more effective within the study and may allow for the creation of new
designs from outside their past experience or the adaption of designs according to constraints
(Easterby-Smith et al., 2015).
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The use of an inductive method is favoured over a deductive method; this is due to the nature of the
research subjects within this study. There are many existing theories around SO of businesses but
few within the specific context of MSEs and its connection to the process of NPD. This leads to us
adopting a method of exploration into the effects of SO on NPD through an inductive method. The
empirical observations made will allow for the emergence of new theory around the context of the
study. Getting closer to the people within the MSEs will allow for a greater knowledge of the
subjects’ socially constructed environment and in turn allow for more informed analysis of the data
collected from interviews.
Gioia et al. (2013) reviewed inductive methods within qualitative research with the aim of bringing
a more rigorous approach to the methodology. This paper agreed with the richness of the data that
could be discovered using this approach, but it also pointed to issues around specific areas of the
method, such as the execution of theory development around traditional scientific methods.
Although a widely accepted approach to research, the authors believed that the formation of theory
in this manner did not bring forward the ‘most original’ ideas. Essentially, Gioia et al. (2013)
proposed a more loose approach to inductive, qualitative research; Encouraging a focus on the
subject rather than the process. Less ‘method’ more ‘ology’ will allow for new theories to emerge.
The following section will further discuss the qualitative nature of this research.
3.4.4 Rationale for a Qualitative Research M ethodology
The choice of qualitative, quantitative or indeed a combination of both (mixed method) has been
researched with the context of this study in mind to determine the most effective methodology.
Given the nature of the research subjects and the need to determine the reasoning behind the
decisions made by the actors within these situations, a qualitative approach is deemed to be more
appropriate. The reasons for this decision are set out in the following section.
Denzin (2011, p.6) finds no clear definition of qualitative research; he states “it is a set of
interpretive activities which privileges no methodological activity over another.”
Qualitative research has a long and distinguished history within social science and up until the mid
twentieth century was seen as the primary means of conducting social research (Gummesson,
2000). Within management research, qualitative methods are seen as particularly suitable as they
combine both rational and intuitive approaches to knowledge. From broad organisational analysis
to finance and accounting, qualitative methods have provided rich insights into a wide variety of
managerial aspects (Cassell et al., 2006). Qualitative studies around the subject of management
within organisations are more appropriate as organisational research cannot be adequately carried
out in neatly contained compartments in isolated settings (Carson et al., 2001).
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From the literature on qualitative method within marketing and management research, we can see it
has a broad scope in its application and is deemed appropriate in uncovering new theory through an
inductive approach (Easterby-Smith et al., 2015). This too could be said about a quantitative
approach to research, however the differences in the methods around measurement and analysis of
a priori theories (quantitative) and exploration of new theories through the observation and
description of phenomena from the perspectives of the people involved (qualitative) point to an
obvious choice between the two (Yilmaz, 2013). In the context of this research on a small number
of key agri-food MSEs, it is essential that the researcher form a close, empathetic relationship with
the owner/manager to allow them to fully understand ‘what’s going on’ before and after the
introduction of the MIR (Bergman, 2008; Creswell, 2007; Denzin, 2011). The qualitative approach
will allow for a more in-depth analysis of decision-making within these MSEs and the SO of their
owner/manager. A quantitative approach may allow for some statistical analysis of the firms
situation, but may miss the ‘voice of the participant’ and the culture within, that drives the firms
processes around NPD.
So as not to completely dismiss the method of quantitative research, which would be foolish given
(Easterby-Smith et al., 2015) its wide uses, we can look to the “third methodological movement” of
mixed methods. This approach has four ‘designs’ within it: Triangulation; Embedded; Explanatory
and Exploratory (Creswell and Plano Clark, 2011) and draws from both positivist and interpretivist
epistemologies (Easterby-Smith et al., 2015). This has been described as a convergent methodology
and views qualitative and quantitative methods as complimentary rather than critical. Mixed
method has also been seen as a way of alleviating the weaknesses within single method approaches
(Jick, 1979) where one type of data source may not tell the complete story. Mixed method can offer
multiple ways of viewing problems, as it is both practical and intuitive, this can lead to the results
of the study being more generalisable and increasing their validity.
Given the number of positive implications of applying a mixed method approach to research, why
not adopt it for this study? As stated, mixed methods have great potential for finding deeper
insights into management and organizational research, however researchers sometimes come
unstuck when using them because they are not aware of the pitfalls of combining worldviews that
are fundamentally different from each other (Easterby-Smith et al., 2015). Opponents to mixed
method approach point to the notion that the combination results in neither form of research being
conducted in a correct manner (Bryman and Bell, 2015). Within this study, it is the motivations,
actions and perspective of the owner/manager that are at the heart of the research. These can be
investigated more effectively using a qualitative approach and the focus must be placed on this in
order to attain the results required. This focus on qualitative research will allow primary goal of
investigating the behaviour of the people in the context within which they act, adopting a
qualitative method will accomplish this by conducting the research in their [the people] natural (J.
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Mason, 2006)surroundings and focussing on words rather than numbers (Kaplan and Maxwell,
2005).
Having reviewed the literature on the three traditional methods, the researcher believes the best
way forward is to adopt a purely qualitative approach. The context of this research will show the
strength of qualitative research in that it cannot be neatly pigeon-holed and reduced to a simple and
prescriptive set of principles (J. Mason, 2006). Small business context and the nature of managerial
and/or organisational decision-making can be understood better through the analysis of ‘softer’
information being captured through in-depth research captured over time(Carson et al., 2001). The
following sections will describe the qualitative research process being adopted in greater detail,
including the data collection techniques and their relation to the desired outcomes of the research.
3.5 Research Design
The essence of research design is about what will be observed, how and from where (EasterbySmith et al., 2015) and it is subsequently guided by the research question(s). The research design
varies according to the chosen philosophical position and forms a link between this position and the
methods of data collection and analysis (Denzin, 2011). As discussed in 763.4.4, p.76, this research
will be based on a qualitative approach. Saunders et al.(2012)point to five principle strategies for
qualitative research, they are: action research, case study research, ethnography, Grounded Theory
and narrative research. These strategies are not deemed to be mutually exclusive in that they can be
used in conjunction with each other.
The nature of the research must also be determined within the strategy. This research is adopting an
interpretivist philosophy with an inductive approach to allow the researcher to observe the situation
and allow theory to emerge through the collection of primary and/or secondary data. Given this
chosen philosophy and approach, and the purpose of the research, this study is deemed as
exploratory, with subjectivist ontology. Exploratory research techniques include case study and
observational research, which are more flexible due to the lack of constraints on the activities
employed (J. Collis and Hussey, 2013). Within this study, the exploratory research may fill the
gaps in the existing literature around the nature of MSEs’ strategic orientation and its effects on
NPD.
3.5.1 Unit of Analysis
This research is focussed on agri-food MSEs and the owner/managers within them. Within social
research, there is virtually no limit to who or what can be studied; these are the units of analysis
(Babbie, 2015). The researcher must decide upon an appropriate unit of analysis from within the
context of the study(M. B. Miles et al., 2014)as the study could not explore everyone, everywhere
due to constraints over time, capabilities and cost(G. J. Simmons, 2008)
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Babbie(2015)encourages the researcher to distinguish between the unit of analysis and the
aggregates that we generalise about. In answering the research question around the role of strategic
orientation within the process of NPD, the owner/manager is considered the catalyst for the NPD
process due to the nature of the MSE (see 2.7.2.1, p.49). It is therefore the integrating mechanism
provided by the SO or combination of multiple SOs present within the owner/manager and their
effect on NPD that we are exploring. The individual (unit of analysis) is the agri-food MSE and the
owner/manager the aggregate. The research may then be able to generalise about agri-food MSEs’
NPD practices within Northern Ireland, however we may also be generalising about an attribute
they possess as individuals i.e. the SO of the owner/manager.
It was established that the MSEs under investigation within this study should meet certain criteria.
The status of MSE, in accordance with the EU Commission, was deemed to be a headcount of less
than 50 for a small firm, less than 10 for a micro firm and turnovers of less than £10m and £2m
respectively. Sampling proceeds differently in qualitative research in that you sample to identify
relevant categories at work in a few cases, we sample to open up new insights into a particular
setting(Neuman, 2014). “It is the relevance to the research topic rather than their
representativeness which determines the way in which the people to be studied are selected.”
(Flick, 2014, p.52).
The criteria above along with the firms being within the agri-food sector begin to form the
beginning of the sampling criteria for the study, which will be discussed further in the following
sections. The chosen firms need to meet particular criteria in accordance with the needs of the
study, at the same time reduce the likelihood of the sample influencing the outcome, this points to
purposive or judgemental (non-probabilistic) sampling(Easterby-Smith et al., 2015). This sampling
method is more relevant than that of a representative (probabilistic) nature which is deemed to be
more appropriate for quantitative research and often requires the construction of very large samples
which can make the qualitative process both time-consuming and costly(J. Mason, 2006).
3.5.2 Research Sam ple of Case Firm s
Patton(2014) believes that all types of sampling in qualitative research can be termed as purposeful
and that qualitative inquiry typically focuses in depth on small samples.
As mentioned in section 3.5.1 a criterion sampling method was employed in the selection of the
research sample. The logic of criterion sampling as defined by Patton(1990, p.176) “The logic of
criterion sampling is to review and study all cases that meet some predetermined criterion of
importance.”
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In terms of enhancing the credibility of qualitative research Patton(1999) in points to three
limitations in sampling within qualitative research that can lead to over-generalising when
communicating the results: Limitations in the situations sampled for observation, from the time
periods during which the observations we made and limitations in the selectivity in the people
sampled. Patton goes on to advocate a two-stage sampling process involving initial fieldwork to
determine suitability prior to commitment to sustained fieldwork.
In determining the criterion for the research sampling, the researcher took part in some preparatory
fieldwork interviews with agri-food firms of varying sizes. These interviews helped shape the
criteria in terms of firm size and suitability in answering the research question. In the case of the
large firms, they generally had a wide number of people involved in the NPD process. Although
there seemed to be some influence around the various SOs inherent in the firm, the participation of
a large number of people and SBUs made it difficult to pinpoint the exact role being played by the
SO. Another aspect of the large firm cases, which the researcher determined, may have an adverse
effect on the research centred on the situation. The interviews with the large firms were generally
short and to the point, the people involved gave very little time. This limited access to the firm
and/or the people involved would make it difficult to achieve the level of understanding desired
within the qualitative process adopted.
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Table 17 – Research Sampling Criteria

Criteria
The firms operate within the agri-food sector in Northern Ireland
The firms fall within the EU Commission definition of a micro or small enterprise (See 3.5.1)
The firms currently supply food or beverage products
The firms operate within varying markets i.e. local, national, international
The firms represent various stages in the business lifecycle
The firms’ products represent various stages in the product lifecycle
The firms distribute through various channels i.e. local independent retailers, multiples, farmers markets, online
The firms represent varying sizes within the definition of micro and small enterprises

The criteria set out in Table 10 allows the researcher to select the firms for the study and vary the
selection based on size, age, distribution channels, operating markets and product. It was important
not to narrow the options for choice too greatly due to the size of the initial sampling pool i.e.
Northern Ireland has a limited amount of businesses to choose from, any further criteria stipulated
may have resulted in difficulty recruiting participants.
Given the correlation between the product life cycle and the firm life cycle (see 2.7.2.4, p.52), the
variation in the age of the firms may allow the researcher to capture details on the NPD processes
within the firm at different stages i.e. from idea generation through to testing. This insight will
improve the understanding of any integration between SO and NPD throughout its various stages.
The variation in the retail channels may help determine the differences in demand from such
retailers and whether they have an affect on the firm’s NPD practices or their strategic orientation.
The preparatory interviews showed that some multiples (i.e. Tesco, Sainsbury etc.) have a much
greater emphasis on NPD and encouraging firms to innovate. In agreement with Grunert and Traill
(1997) that new products are widely regarded as an essential element of competition and a key
determinant of business performance, this ‘forced innovation’ by retailers may have an effect on
the NPD process.
Varying the firm size will allow for insight into the context of owner/manager and whether the
contributions of other staff members or SBUs affects the NPD process. Given the characteristics of
the typical owner/manager within a small business (see 2.7.2.1, p.49) and the informal nature of
management within such organisations it is important that the research takes firm size into account.
The criteria will allow sufficient comparisons to be made by the researcher in attempting to
understand what is taking place within the chosen MSEs. Another important aspect of sampling is
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the sample size. Mason(2006) believes the ‘right’ number in regard to sample size within
qualitative research is dependant on what the researcher needs to compare and the adequacy of the
sample(Bowen, 2008). This view around the size of the sample required in qualitative research is
shared by many(Babbie, 2015; Easterby-Smith et al., 2015; Neuman, 2014; Patton, 2014).
Mason(2010) states that frequencies are not important in qualitative research and that more data
does not necessarily lead to more information. When considering the sample size the researcher
must also account for saturation within the research i.e. the point at which there are fewer surprises
and there are no more emergent patterns in the data(O’Reilly and Parker, 2013).
With the criteria established the researcher began to think about access to the potential businesses.
“While access can be as simple as permission from a relevant organizational member, it is very
rarely this straightforward”(Cole, 2013, p.57)With this in mind, a number of external sources were
used to help facilitate participation in the study. The researcher utilised various stakeholder
channels to list potential firms within the NI agri-food industry, these included Invest NI and NI
Food databases. Other stakeholders such as Tesco and UFU were also consulted to gain
information on suitable firms. Through consultation with these stakeholders, it was established that
the free access to MIR might be used as an incentive for potential participants. The MIR being
offered included Tesco Clubcard data, which would normally be financially out of reach for many
small firms. This reciprocal agreement i.e. data for time, was considered by many of the firms to be
a valuable exchange. However, a number of potential participants felt that the longitudinal nature
of the study may interfere with their daily business routine and declined the offer. Developing and
maintaining good relationships are important for effective sampling and for the credibility of the
research(Devers and Frankel, 2000).
Based upon the approach taken within this study, this research has included, twelve case studies in
total, carrying out twelve first stage interviews; sixty-two participation observations over a tenmonth period, and concluding with nine final-stage interviews. This number of participants and the
frequency of communication were judged to be optimum for achieving an understanding of the
situation within the agri-food MSEs, their SOs and their NPD practices.
The following section introduces the data collection approach employed by the researcher within
the unit of analysis.
3.5.3 Data Collection Strategies
Due to the nature of this study, the chosen data collection strategy was Action Research. The
process of Action Research is both emergent and iterative and allows the research to develop and
change through the cycles of diagnosis, planning, action and evaluation. The researchers active
participation in the situation under study will help in the understanding of the situation over time.
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Along with Action Research, a Case Method will be employed; the following sections will look
closer at Action Research, Case Method and briefly introduce other methods that were not favoured
in this research study.
3.5.3.1 Action Research
“Action Research is a participatory process concerned with developing practical knowing in the
pursuit of worthwhile human purposes. It seeks to bring together action and reflection, theory and
practice, in participation with others, in the pursuit of practical solutions to issues of pressing
concern to people, and more generally the flourishing of individual persons and their communities”
(Reason, 2013, p.4).
The term ‘Action Research’ was first used by Kurt Lewin in 1946 has been defined in many ways
since this origination. Rappaport (1970, p.499) states that “Action Research aims to contribute both
to the practical concerns of people in an immediate problematic situation and to the goals of social
science by joint collaboration within a mutually acceptable ethical framework.” The purpose of
Action Research is to produce practical outcomes through the identification of issues; indeed, Gill
et al. (2010) make a comparison between the stages of the process in Action Research against that
of Business Consultancy. This comparison shows the connection offered by Action Research
between the academic and professional world. Like the participatory relationship between a
business and a paid consultant, the researcher must garner the same relationship, as participation is
critical to Action Research (Saunders et al., 2012). Either the researcher or the participant may
present the ‘problem’, within the Action Research process and collaboration is encouraged to
enhance the relationship between researcher and participant. This encouraged closeness has lead to
criticism of Action Research on the basis that the research may produce specific solutions to
individual problems within a single organisation instead of more generalisable results (Gill, 1982).
As previously described, the interpretivist role is subjective and the researcher plays an active role
in the situation under observation. Action Research assumes that social phenomena are continually
changing rather than static, organisational change should be an objective of the researcher and the
people affected by the change should be involved in the research process (Easterby-Smith et al.,
2015). It must be considered in terms of data collection strategies that this study may take the
process of Action Research a step further regarding the level of involvement. With the researcher
being in direct contact with the owner/manager over an extended period of time and the
owner/manager being involved in the request for MIR throughout the process, the research may
include aspects of co-operative inquiry (Heron, 1996). Heron defines co-operative inquiry as
involving two or more people who are researching a topic through their experience and reflection
of it. He describes each person as co-subject and co-researcher. This could be true of this research
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as the owner/manager may be reflecting on their NPD practices along with the researcher based on
the shared experience of questioning those practices.
Five dimensions of Action Research set out by Reason (2013) that are broadly shared while
accepting that the practice is hugely varied are: Emergent developmental form; Practical Issues;
Participations and democracy; Knowledge-in-action; Human flourishing. Action research is about
working toward practical outcomes and putting theory into action. Basing this research on the five
dimensions above, it centres on the practical output of new products within agri-food firms in NI
and any issue found with these practices within MSEs. As stated, the research will be participatory
in many ways, including the experience and reflection of the owner/manager. The emergence of
findings within this study will be shared with the firms, their owner/manager and various
stakeholders affiliated with other firms in the NI agri-food industry. The findings within this
research would hope to improve the practices of the owner/manager and in turn the MSE agri-food
firms of NI and possibly beyond. In putting the theory into action, this process differs from
traditional academic research, Reason (2013) believes that the action element is important to give
the theory value, stating that theory without action is meaningless.
The purpose of Action Research around the discovery and application of theory has brought its
critics. Argyris and Schön (1991) refer to this as the “double burden” which calls into question the
rigour of the findings. This view has also led some scholars view the process as simply consultancy
and put little value in the findings, seeing them as unscientific (McKay and Marshall, 2001). Much
of the criticism around Action Research comes from the lack of clarity in the principles and
processes within it. McGrath and O’Toole (2012) present a set of guidelines on the critical issues
surrounding Action Research in an attempt to further validate the process. The study of this context
was SMEs and the authors found the use of Action Research useful in developing the competencies
of the managers within the organisations, they stressed the need to detail the research design to
enhance the transferability of results.
Within the context of this study, the limitations posed by Action Research should be outweighed by
the advantages in the practical implications for the MSEs and their owner/managers. The
researcher will initiate the one-to-one meetings over the 10-month period, in addition to these,
contact via phone, video call, email and additional one-to-one meetings must be initiated by the
participant. This longitudinal approach will allow participation and evaluation from both the
researcher and participant. The Case Method, discussed in the following section, will support this
Action Research.
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3.5.3.2 Ethnography
“The ethnographic approach is fundamentally that of anthropology and allows the fieldworker to
use the socially acquired and shared knowledge available to the participants to account for the
observed patterns of human activity.” (Gill et al., 2010, p.123)
The first work to be carried out in this tradition is that of Charles Booth when he studied the
working people of London in the 1880s. Ethnography is linked to anthropology and as such is the
study of people’s societies and customs; it provides the researcher with insight into ‘their world’ (J.
Collis and Hussey, 2013). Ethnography requires the researcher to ‘participate’ in the subjects’
world over long periods of time to allow adequate observations to take place. The advantage of this
immersion in the participants world is that the researcher obtains first-hand experience of the
phenomena and is able to produce otherwise unknown findings. Ethnography is not traditionally
concerned with the development of theory, however, more ‘behavioristic’ ethnography is
concerned with the development of grounded theory and the explanation of variations in
phenomena based on different setting within the field(Gill et al., 2010).
This approach is highly debated because of the requirements around the participation, research
setting, selection of appropriate/adequate research subjects and an array of research strategies
(Babbie, 2015; J. Collis and Hussey, 2013; Denzin, 2011; Saunders et al., 2012).
Although this research is based on a longitudinal approach, based the number of firms participating
in the study, an Ethnographic approach would cause issues with timeframes and may not garner
adequate insight into the situation under observation.
3.5.3.3 Grounded Theory
As briefly touched upon in the section on Ethnography (3.5.3.2), grounded theory relates to an
inductive approach i.e. from no prior theory through to direct observation and on to theory building.
The emergence and development of this approach can be traced to Glaser and Strauss’(1967) book
The Discovery of Grounded Theory, written in direct opposition to hypothetico-deductive approach.
Glaser describes Grounded Theory as the study of a concept; within the concept the researcher tries
to discover if there is a pattern that can be generalised. Within management research a number of
scholars have pointed to its appropriateness due to its ability to capture complexity, to bridge the
gap between theory and practice, to support theorising of new substantive areas within
organisations and bring new perspectives to established theoretical areas(Locke, 2001). While
Grounded theory has a number useful elements and strong arguments are made for it to be
considered further by interpretivist researchers (Goulding, 1998), it may not be suitable for this
study.
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Grounded theory tends to be less participative than Action Research(Dick, 2003), an objective in
this research is to create impact and the participation of the businesses and owner/managers is
essential to this. A lack of necessity around action also led Simmons and Gregory(2003) to put
forward the idea of Grounded Action, where the process of Grounded Theory is compounded with
the output of implementing practical actions. Dick(2003) also argued that Grounded Theory could
actually become part of an Action Research cycle. Ground Theory has been described as timeconsuming and intensive, with little of significance may emerge at the end (Saunders et al., 2012).
3.5.3.4 Case M ethod
“Building theory from case studies is a research strategy that involves using one or more cases to
create theoretical constructs, propositions and/or midrange theory from case-based, empirical
evidence” (Eisenhardt and Graebner, 2007).
Qualitative case study methodology provides tools for researchers to study complex phenomena
within their contexts (Baxter and Jack, 2008). As this study is focussing on the role of strategic
orientation in micro/small food firms in Northern Ireland, this strategy will allow for the multiple
contexts within each sector (i.e. dairy, fruit and veg etc.) to be researched. This research will look
at strategic orientation and its integrating role with MIR and NPD based on these different contexts.
A case study strategy answers the ‘how’ and ‘why’ questions and at the same time considers the
situation in which the phenomenon is occurring (Yin, 2003). Case studies have been criticised by
some due to their lack of scientific rigour and issues around generalizability, however they provide
a form of research that allows a holistic view of a certain phenomenon and can be useful in
capturing properties of life in an organisation as they are happening or about to happen (Stake,
2006).
The exploratory nature and flexibility of case method will compliment the interpretivist inductive
nature of this research. With few constraints on the nature of activities employed or the type of data
collected, the researcher can be open to new insights from the observations (J. Collis and Hussey,
2013). As mentioned the multiple firms being studied within this research owe for a method that
can treat each case as a distinct experiment. Treating each firm as an observation that can standalone the research will form a series of related experiments to further emerging theory (Yin, 2003).
The emergence of theory from case method comes from cycling among case data and existing
literature. This process is viewed as subjective, but can also be objective because the adherence to
data keeps the researcher “honest” (Eisenhardt and Graebner, 2007).
Indeed as Hartley (1994) has observed with regard to case study research, without a theoretical
framework the researcher is in danger of providing description without wider meaning.
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Some issues of case method centre around the volume of data collected by the researcher in
relatively short periods of ethnographic fieldwork. These large amounts of data can cause
ambiguity in the reasoning behind some actions of the participant. Eisenhardt (1989)also points to a
lack in the ability of theory produced from case method to be termed ‘grand theory’, although still
valid and testable. Diefenbach (2009)also questions the method for validity and askes if it is merely
‘Sophisticated Storytelling?’
In terms of producing theory, this research is focussing on the objective of gaining a thorough
insight in the NPD practices of MSEs and not on the generalizability of the findings. The impetus
of producing reliable findings will improve with the 10-month longitudinal study, giving the
researcher time to get to know the cases at hand. The following section will discuss the methods of
data collection to be used in this research.
3.5.4 Data Collection Techniques and Procedures
This research predominantly uses interviews as it data collection technique. Interviews provide the
first-hand experience of the situation this research requires through direct observation of the
owner/manager within the MSE. For this reason, the researcher chose to reject the more distant
data collection techniques such as postal questionnaires and/or remote interviews. For multi-case
studies, interviews are one of the most common techniques of data collection, enabling the
interviewer to understand aspects of the businesses in context (Stake, 2006) and capture the
meaning and interpretation of phenomena from the interviewees point-of-view (Easterby-Smith et
al., 2015).
When deciding on the appropriate form of interview (formal or informal) the researcher had to
consider three things: the purpose of the study, whether it is more explanatory, exploratory or
descriptive; how much is currently known about the subject; the resources available to the
researcher (particularly time) (Devers and Frankel, 2000). Informal or semi-structured interviews
allow the interviewee to talk more freely about the general topic or even divert to other topics.
Qualitative researchers see this fluidity in interviewing enhancing the validity of the research
through a more focussed in-depth approach on the interviewee and the subject over the need for
quantification (J. Mason, 2006).
The data for this research was collected within the MSEs workplace. Interviews were arranged with
the owner/manager, at their convenience, and took into account busy periods of the day. An initial
time limit of 45 minutes was set to reassure the interviewee that the process would not interfere
with their working day, this time limit was flexible and generally controlled by the interviewee i.e.
in some cases more in-depth discussion arose and went beyond this time frame.
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Data was collected during the semi-structured interviews with the owner/manager and on some
occasions, another member of the management team. The initial interviews were carried out faceto-face. This approach allowed the researcher to gain access to the business and begin forming a
more personal relationship with the people involved, this is essential to the longitudinal aspect of
this study. Over the ten-month period, following the initial interview, contact was made via email
and phone, this was on an ad hoc basis; however a second formal email contact was made during
this period to all participants. The interviewer digitally recorded each interview and all email
contact and phone contact was noted and saved.
The information collected through the observational process was coded and then analysed. Printed
transcripts were highlighted manually and codes were developed from the analysis of these
responses. The codes were related to the behavioural components, values and dimensions of the
SOs as well as NPD practices and activity. In addition to this manual process, Nvivo software was
used to enable faster and more detailed analysis. The manually developed codes were utilised in
creating the Nvivo coding and each digital version of the transcriptions was then analysed and
highlighted digitally. The digital version allowed for more efficient referencing of individual cases
as well as cross case comparisons to be made. It also allowed for Tree-mapping to visually
represent each case and/or multiple cases. In following this process, insight into the firms’ situation
and changes over time were drawn from the interview transcriptions affording the researcher
possible answers to the research questions.
3.5.4.1 Sem i-structured Interviews as Data Collection Tools
There are a number of interview typologies that can be adopted, depending on the nature of the
research and the level of understanding required. Within this study it was deemed the less formal,
less structured interview would be most appropriate in obtaining the information required. The
interview protocol in this case contained some key questions around SO and NPD combined with
ad hoc questioning on the subject of MIR use and decision-making within the firm.
The aim of this interview format within Action Research is to allow the researcher to understand
the respondents ‘world’ and influence it on an independent or collaborative basis (Easterby-Smith
et al., 2015). To ensure this data collection technique is successful in achieving a suitable level of
understanding, Ghauri and Grøhaug (2010) point to the importance of allowing the research
questions guide and frame the data – and not the other way round. The technique of open-ended
questioning employed allows the respondent to offer additional information through less formal
‘conversation’ around the research subject. This interview technique is not without its faults or
critics. The open-ended nature may allow a more free-flowing conversation to emerge, however
this leads to an increasing amount of time being spent on each interview and the possibility of an
over abundance of information gathered making the analysis more difficult (Ritchie, 2014). Kvale
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(1992, p.147) offers ten critical objections to the use of qualitative interviews along with responses
to them and describe interviews as “a privileged access to a linguistically constituted social
world”.
Saunders et al.(2012) link the data collection technique of semi-structured interviews with an
interpretivist epistemology. They highlight the importance of ‘probing’ within the interview
allowing for a deeper understanding of the phenomena. The process under a more formalised,
structured interview may not allow for probing. The structured interview calls for the interviewer to
ask the same questions in the same way, usually to larger number of respondents, often with a
predefined set of answers. The main purpose of this typology is centred on validity and
generalisabilty (Easterby-Smith et al., 2015)
As this research is focussed on the observation and participation of the owner/manager within the
MSEs to gain an understanding of their SO and NPD practices, semi-structured interviews and
participant observation will be employed.
3.5.4.2 Participant Observation as Data Collection Tools
Trow (1957) comments on a previous study that compares the usefulness and validity between
interviewing and participant observation within research. He concludes that the combination rather
than the comparison of these data collection tools is more beneficial to the social scientist. The
varied information that can be gathered by utilising both methodological tools can only enhance the
understanding of the phenomena being observed. Dalton (1966) somewhat agrees with this view in
saying personal observation can have low validity but when combined with other methods, these
defects are outweighed by its flexibility, particularly in exploratory research (Gill et al., 2010).
Table 18 – Types of observational research(Easterby-Smith et al., 2015; Gold, 1958)

Stance

Description

Complete observer

Researcher maintains distance to the object and context, and avoids all direct
engagement.

Observer-as-participant

Researcher engages with the field in a relatively passive way, e.g. by asking
questions, while trying not to influence the field under study.

Participant-as-observer

Researcher does not conceal the intention of observation and participates in the
context as researcher and participant.

Complete participant

Researcher conceals the intention to study and adopts more fully the role of
participant when observing the field.

Based on the descriptions in Table 18, observer-as-participant best describes the researchers role
within this study. The MSEs are aware of the intentions of the researcher and the purpose of the
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observations being made. Observational research calls the role of the researcher into question. Gill
et al. (2010) point to disadvantages due to the closeness to unique events, they feel this may lead to
unrepresentative samples and the presence of the researcher may distort the data. However,
Merriam and Tisdell (2015) find it is not whether the process of observing affects the situation or
the participants, but how the researcher accounts for those effects in explaining the data.
Participant observation as a method shares a number of traits with ethnography as a strategy,
however, where it differs is in the time required with observations. Ethnography typically calls for
a sustained immersion within the environment being observed, where participant observation can
be made over a couple of hours as part of a study (Easterby-Smith et al., 2015)
Building a level of trust and rapport with the agri-food MSEs will be essential to this study. Trust
will break down barriers in terms of asking businesses to reveal their working practices/methods of
doing business. The observer-as-participant role will help in this due to the more open approach to
the purpose of the research. In building a level of trust with the owner/manager the researcher must
consider the balance in roles between ‘insider’ and ‘outsider’. Gill et al. talk about ‘overrapport’
with business members and maintain it is important to gain access to ‘backstage’ information but
not allow the closeness to effect the data being gathered.
Some limitations of participant observations that must be considered, are centred around the
researcher, the level of participation and bias around observations. DeWalt and DeWalt(2011)note
that male and female researchers have access to different information within a study as they access
different people, settings and bodies of knowledge. The longitudinal nature of the research may call
into question the level of participation in terms of intervening in a situation regarding the MSE
(this is discussed further in 3.5.2).
Despite the limitations noted, participant observation within Action Research has a number of
benefits within this study. The combination of methods and strategies may lead to a more defined
set of observations within the MSEs.
3.5.4.3 Gaining Access to Firm s
This research is relates to the ‘Going for Growth’ project within the NI Food industry. The project
stakeholders, who included Invest NI, DAERA, Tesco, UFU and Queen’s University Belfast
(QUB), had a vested interest in the research. Utilising the contact network through these
stakeholders was the first step. Invest NI currently house a library of MIR at their Business
Information Centre (BIC), Belfast. Building a relationship with Invest NI is key to gaining access
to MSEs in the agri-food industry and the available data in the BIC. Utilising the reputation of this
government body and the resources they have will allow for more varied and rich MIR. The client
executives at Invest NI also have valuable previous experience with firms within the NI agri-food
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industry, knowledge gained from their interactions and insight into the firms aided the creation of
potential case firms.
A list was drawn up of potential firms using existing Invest NI databases; the firms were then
assessed for size and level of turnover (in conjunction with receiving the Dunnhumby data, they
had to have a turnover in the last 12 months of under £6m). An initial list of 30 firms was compiled.
The first point of contact was an email that gave a brief overview of the project and invited the firm
to participate by filling in a short survey. From the initial 30 firms contacted, 6 responded, these
firms were contacted via telephone to explain the details of the project further and arrange a date
for the first interview.
Along with direct email contact, sectoral workshops (Dairy, Bakery, Meat) were arranged in QUB
to inform the businesses of the project activity. The workshops included an overview of the MIR
available to firms through the Invest NI Business Information Centre and the Dunnhumby data
reports. The MIR available included current Mintel, Kantar and Global Data reports and case
studies. This information was broad and supported market trends and consumer habits as well as
relevant examples of where this information was utilised in small agri-food firms. The Dunnhumby
data available was provided through a complex online reporting tool. This information was
disaggregated and relevant information from a number of insights were utilised in the creation of
more ‘digestible’ reports and presentations which was then delivered through the workshops.
Networking at these events opened doors for participation in the research project and a further 4
firms registered their interest. The final opportunity to gain participants came through live events
such as the Tesco Taste Event and the BBC Good Food Show. From visiting the potential firms at
their stands within these shows the research gained a further 2 participants. Through these
combined efforts, 12 firms in total joined the research study.
3.5.4.4 Data Collection
The primary method of data collection in this study was semi-structured interviews with the
owner/manager of agri-food MSEs. The interviews took place at the beginning (first contact) and
throughout the 10-month period. Within this period the firms were contacted on a monthly basis
via email or telephone by the researcher and could contact the researcher themselves on an ad hoc
basis. Observations were made at all points of contact over the longitudinal period.
The initial data gathering process through the brief survey allowed the researcher to assess the data
use of the firms to date. It also gave the firms an opportunity to request further data. Data was
collected over a longitudinal period; this included the preliminary desk research on the eligible
firms and review of the literature around SOs, MSEs and NPD. Through the literature, a set of
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semi-structured questions were derived from the previous seminal work on MO, IO, LO and EO
from Narver and Slater (1990), Hurley and Hult (1998) Baker and Sinkula (1999b) and Lumpkin
and Dess (1996) respectively. A small pilot study was conducted to assess the questioning for the
interviews in advance of the first face-to-face meeting.
During the first interviews the questions were primarily answered by the firms’ owner/manager, on
occasion, another staff member was present and participated in the interview. Over the 12 research
participants the interviews varied in length from 25 to 90 minutes each, these were digitally
recorded and transcribed. After the initial meeting had taken place the participant received their
request MIR. The research made brief contact with each participant on a monthly basis following
the initial interview, this was a brief informal email or phone call asking if they required any
further MIR. The second point of contact was made after 20 weeks via email or phone to inquire
about any use of the MIR delivered around NPD, or if any further information was required.
Where possible a second face-to-face interview took place at the end of the longitudinal period.
Again this interview was conducted with the owner/manager and included a less structured process.
The questioning focussed more on any NPD practices, how the MIR received was utilised and if
they would see value in continuing using data to make decisions. These interviews ranged in length
from 45 to 90 minutes and again were recorded and transcribed.
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An overview of the research process is shown below in Table 12
Table 19 – An overview of the longitudinal research process

Stage

Activity/Objective
•

Face-to-face interview to ascertain the levels of MO, IO, LO
and EO within the firms and gain insight into their NPD
processes. Based on questioning derived from the seminal
research on the orientations.

•

12 agri-food MSE cases

•

10-month longitudinal observation of the case firms including:

Interview One

1. Face-to-face meetings
2. Telephone/Video call contact
3. Email contact

Unstructured
Contact

Final Interviews

•
•

Provision of additional MIR throughout this period.
Investigation into any NPD activity and practices.

•

Face-to-face interview to ascertain any change in the levels of
MO, IO, LO and EO within the firms and gain insight into their
NPD processes and any changes.

3.5.4.5 Pilot Study
The review of the extant literature provided the researcher with a set of questions, derived from the
seminal papers on the SOs. This questioning would provide the basis for benchmarking the
strategic orientation(s) within the case firms. Further exploratory research over the longitudinal
period would provide insight into the NPD processes adopted by the firm. With knowledge around
both the firms’ strategic orientation and NPD practices the researcher was confident the data
collected would provide insight into the relationship between SO and NPD.
As previously stated, preliminary meetings took place that gave the researcher an insight into the
practices of larger firms. This gave the researcher the opportunity to engage with food firms and
their personnel, and explore interview technique and questioning methods. Along with these, a
pilot study was created using 3 firms in the alcoholic drinks sector to test the proposed interview
questions. The firms were interviewed face-to-face as participants in the main study and feedback
was provided in a discussion after. All the firms were positive about the experience and found the
questions and questioning method reasonable. Each of these interviews was recorded and
transcribed.
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3.5.4.6 Benchm arking Firm
An additional case firm (Case 13) will be used to determine levels of MIR sourcing and utilisation,
SOs present and NPD practices and activities within a firm that are regarded highly in terms of
NPD outputs and successes over a number of years. The investigation into this firm will follow the
same steps as the other 12 case firms.
3.6 Execution – Case Based Research
Having composed a list of potential participants based on the criteria set out in 3.5.2, p.79 the
researcher made first contact via email to allow the businesses time to consider the proposition.
The email introduced the researcher and gave an overview of the study and their input requirements
over the 10-month period; informed the potential participant of where their contact details were
obtained from; provided a link to the online survey they could use to confirm their participation in
the study; gave the researchers full contact details, and invited them to request further clarification
of the study should they desire. The responses to the email contact were slow and initially only 6
firms responded, further contact was made via phone and face-to-face meetings at events, as
detailed in 3.5.4.4.
A final list of 12 participants was compiled and the first face-to-face interviews were arranged via
telephone and email. The participants were informed at this stage that the interviews would be
recorded for research purposes and assured the recordings would be confidential.
3.6.1 Execution of Interview One
Before each interview the researcher gained a background knowledge of the business where
possible, this included desk-based research on the firm through their website, any social media
channels being utilised (both B2B and B2C), visits to stores that stocked their products to see them
in situ and in some cases, purchased and sampled the products. The purpose of this was to gain
insight into the firms marketing activities, products and try to get to know them as a business. The
researcher felt that going into the first interview with no idea about the firm, their business efforts
or indeed their product would seem flippant.
Considering the busy schedule for most owner/managers within the MSE environment, they
decided the interview time and location. In doing this, the researcher gave control to the
owner/manager in order to reduce any feelings that this research was going to interfere with their
business schedule. Allowing the participant to choose the location did two things, firstly, it again
gave control to the owner/manager and secondly, they would choose a location that allowed them
to feel more at ease with the process. From the 12 interviews conducted, only 2 participants chose
to visit the university campus for the first interview.
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Before the interview began, the researcher took part in a brief unrecorded conversation with the
participant about their business, their products and other related topics (usually BREXIT). The
researcher also ‘chatted’ about his professional background and personal life. The purpose of this
pre-interview conversation was to again, make the participant feel at ease with the whole process.
Specifically offering up some personal information was the researchers way of showing the
participant this was a two-way process, and allowed the participant to ask the researcher some
questions; the participant had a control of this conversation, gained an insight into the interviewer
and may be more likely to continue talking throughout the recorded interview. Due to the
longitudinal nature of the study, the researcher felt it was important that trust was gained as soon as
possible.
With a little rapport established with the preamble as described above, and the participant feeling at
ease, the researcher produced the digital recorder and gave the participant a reassuring brief that
they would be anonymised within the research documents. With agreement, the recording began
and the research protocol was followed for each of the 12 interviews conducted. The semistructured nature of the interview seemed to be effective in gaining a deeper insight into the firms’
activities, with the participants often answering questions and following with further information
and questions themselves; this led to a more conversational interview. The daily running of the
firm often interrupted the interviews that were conducted on the business premises.
The recorded interviews began with some factual questions around the business. These were
usually based on some elements covered in the pre-interview chat such as; the owner/managers
roles and responsibilities, or how they came up with their initial product idea, something that would
be simple for them to answer, now they were being recorded.
As discussed previously (3.5.4.4, p.91), the research questions for the first interview were derived
from the literature around MO, IO, LO and EO and NPD. The protocol also included questions
around the firms’ promotional activities and products to gain further insight into the business as a
whole and their use of MIR. With this line of questioning, the first interview was designed to
answer Research question 1: To what extent is market information resource (MIR) being utilised by
firms?, and Research question 2: Prior to exposure of the research MIR, what SOs are present
within firms? And Research question 2.1: Prior to exposure of the research MIR, what new product
development processes do the firms adopt?
3.6.2 Execution of Longitudinal Observation
Time can affect many aspects of research above and beyond the actual time it takes to complete the
research, these include, effecting causation and the generalisability of findings (Babbie, 2015) The
adoption a longitudinal approach to the research can go some way in alleviating these issues.
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Various channels of communication were employed in the observation of the agri-food MSEs
throughout this longitudinal study. The researcher used email most often, but included telephone
conversations and face-to-face meetings, which depended on the MSEs’ preferred method of
communication.
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Case

C1

C2

C3

Month/
Methods

1

2

3

4

5

6

7

8

9

10

Method

Telephone

Meeting

Email

Telephone

Telephone

Meeting

Telephone

–

–

–

Contact

C1OM1

C1OM1

C1OM1

C1OM1

C1OM1

C1OM1

C1OM1

–

–

–

Time

10 min

115 min

N/A

12 min

28 min

25 min

15 min

–

–

–

Method

Food Show

Email

Telephone

Meeting

Email

–

–

–

–

–

Contact

C2OM1

C2OM1

C2OM1

C2OM1

C2OM1

–

–

–

–

–

Time

20 min

N/A

10 min

34 min

N/A

–

–

–

–

–

Method

Email

Food Show

Telephone

Meeting

Email

Video Call

Email

–

–

–

Contact

C3OM1

C3OM1

C3OM1

C3OM1

C3OM1

C3OM1

C3OM1

–

–

–

N/A

25 min

20 min

37 min

N/A

60 min

N/A

–

–

–

Method

Email

Telephone

Meeting

Telephone

Email

Telephone

Email

Meeting

Email

Telephone

Contact

C4OM1

C4OM1

C4OM1

C4OM1

C4OM1

C4OM1/OM2

C4OM1

C4OM1

C4OM1

C4OM1

N/A

10 min

70 mins

35 min

N/A

25 min

N/A

47 min

N/A

15 min

Method

Workshop

Telephone

Meeting

Email

Telephone

Email

Meeting

Email

Email

Meeting

Contact

C5OM1

C5OM1

C5OM1

C5OM1

C5OM1

C5OM1

C5OM1

C5OM1

C5OM1

C5OM1

Time

35 min

10 min

85 min

N/A

25 min

N/A

47 min

N/A

N/A

66 min

Method

Email

Telephone

Meeting

Email

Telephone

Email

–

–

–

–

Contact

C6OM1

C6OM1

C6OM1

C6OM1

C6OM1

C6OM1

–

–

–

–

N/A

5 min

37 min

N/A

10 min

N/A

–

–

–

–

Method

Email

Telephone

Meeting

Email

Email

Email

Email

Meeting

Email

Workshop

Contact

C7OM1

C7OM1

C7OM1

C7OM1

C7OM1

C7OM1

C7OM1

C7OM1

C7OM1

C7OM1

N/A

20 min

78 min

N/A

N/A

N/A

N/A

35 min

N/A

35 min

Time

C4

Time

C5

C6

Time

C7

Time
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C8

C9

Method

Workshop

Email

Telephone

Meeting

Email

Email

Telephone

Meeting

Email

Email

Contact

C8OM1

C8OM1

C8OM1

C8OM1

C8OM1

C8OM1

C8OM1

C8OM1

C8OM1

C8OM1

Time

25 min

N/A

10 min

120 min

N/A

N/A

20 min

55 min

N/A

N/A

Method

Email

Telephone

Meeting

Email

Email

–

–

–

–

–

Contact

C9OM1

C9OM1

C9OM1

C9OM1

C9OM1

–

–

–

–

–

N/A

15 min

68 min

N/A

N/A

–

–

–

–

–

Method

Email

Telephone

Meeting

Email

Telephone

Food Show

Telephone

Email

Meeting

Email

Contact

C10OM1/
OM2

C10OM1/
OM2

C10OM1/
OM2

C10OM1/
OM2

C10OM1/
OM2

C10OM1/
OM2

C10OM1/
OM2

C10OM1/
OM2

C10OM2

C10OM1/
OM2

N/A

25 min

91 min

N/A

20 min

30 min

25 min

N/A

48 min

N/A

Method

Email

Telephone

Meeting

Email

Telephone

–

–

–

–

–

Contact

C11OM1

C11OM1

C11OM1

C11OM1

C11OM1

–

–

–

–

–

N/A

10 min

71 min

N/A

25 min

–

–

–

–

–

Method

Email

Telephone

Meeting

Telephone

Meeting

Telephone

Email

Email

Meeting

Meeting

Contact

C12OM1/P1

C12OM1/P1

C12OM1/P1

C12OM1/P1

C12P1

C12P1

C12OM1/P1

C12OM1/P1

C12OM1/P1

C12OM1

N/A

10 min

68 min

25 min

40 min

20 min

N/A

N/A

59 min

45 min

Method

Workshop

Email

Telephone

Email

Telephone

Meeting

Email

–

–

–

Contact

C13P1

C13P1

C13P1

C13P1

C13P1

C13P2

C13P1

–

–

–

Time

30 min

N/A

15 min

N/A

20 min

62 min

N/A

–

–

–

Time

C10

Time

C11

Time

C12

Time

C13

3.6.3 Execution of the Form al Contact
After the completion of the first interview, contact was made with each of the case firms after
approximately 20 weeks. Although a continuing communication channel had been opened, the
researcher sent an email to all participants to ask if they required further MIR for their business.
The purpose of this was to increase the level of MIR being utilised by the firm. The first interview
allowed the researcher to establish a benchmark for each firm in terms of their MIR
consumption/utilisation and this formal contact would allow the researcher to attempt to provide
the firm with an increased amount. This formal contact was therefore focussing on the fulfilment of
Research question 3: What changes occur within the firms’ NPD activities based on an increased
level of market information resource over time?
3.6.4 Unstructured Contact
From the first interview, the researcher had a better understanding of the SOs within the case firms,
their NPD processes and their use of MIR. With these benchmarks in mind, the increased supply of
MIR over the 10-month period along with the SO of the firm may then be considered as catalysts
for any NPD activity. Throughout the research period, unstructured contact points with the case
firms were used to further the understanding of NPD activity and processes, and determine the
level of MIR utilisation within this; adding to the completion of Research question 4: What role do
strategic orientations have in integrating market information resource with NPD?
3.7 Data Analysis
Having gathered many hours of qualitative data through the interviews recorded, the researcher
must now focus on the construction and presentation of the findings. Even with the resurgence of
qualitative research, concrete and tangible methods for analysing the data produced are hard to find
(Kuckartz, 2014). Given the volume of data transcribed from the 20+ interviews, notes, email and
telephone contact, the researcher must focus on how far to ‘read’ the data. Mason (2006) describes
Literal, Interpretive and Reflexive readings all producing different results in what the researcher
generates and records as ‘data’. Given the case method adopted, the researcher must also decide on
the analysis methods employed to develop findings from across the multiple cases. Yin (2003),
points to the lack of development in case study analysis, putting the emphasis on the researchers
own style of rigorous empirical thinking and presentation. Stake (2006) agrees that the lack of
‘recipes’ around case study analysis can lead to difficulties with data interpretation, especially with
multiple cases, researchers often focussing on what is common across all cases and therefore losing
focus on what is unique to each.
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3.7.1 Procedures in Data Analysis
The data collected during the interviews and other points of contact must be analysed and coded in
order to draw out any important aspects of the firms’ behaviour in terms of SO, MIR and NPD. As
stated previously, within the context of this research, the qualitative data analysis is less structured
and therefore more inductive. Condensing and coding the material allows the researcher to better
understand what the data is saying about the situation. The coding of the data gathered will be
based on interpretation by the researcher. A systematic and rigorous approach will be adopted to
ensure the large volumes of data are processed to extract the key themes within them, themes
derived from the literature in Chapter Two.
Data analysis literature presents various procedures around the analysis of qualitative data such as
developing categories, creating guidelines, coding, data presentation and interpretation (Carson et
al., 2001; Easterby-Smith et al., 2015; Kuckartz, 2014; Saunders et al., 2012). The coding of the
transcriptions will be based on the values, dimensions and behavioural components of the four
orientations under investigation along with identification of information pertaining to MIR
sourcing and utilisation and NPD activities and practices. Thorough analysis of the transcriptions
will be carried out in two stages, first by manually marking and annotating printed copies and,
secondly by digitally coding and annotating through Nvivo software. Table 21 describes each of
these procedures within the context of this research.
Many sources advocate the use of computer aided qualitative data analysis software (Carson et al.,
2001; Easterby-Smith et al., 2015; Saunders et al., 2012). Given the large quantities of unstructured
data within this research, Nvivo software was utilised to allow fast retrieval of the codified data.
Following the manual read of the transcripts, a digital copy of each was fed into the software and
the process was repeated. Within Nvivo, the same coding practices were adopted (See table 20).
This software allowed for efficient, accurate retrieval of quotable material from each of the case
studies. It also allowed the researcher to quickly ‘build a picture’ of each case through a tree map
(See Appendix 2).
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Table 20 – Nvivo Coding Structure

Node – Level 1

Node – Level 2

Description

Sourcing

Statements pertaining to the gathering of
market data for NPD.
Statements pertaining to the utilisation of
market data in decision-making around NPD.

MIR

Utilisation
Negative MIR Statement
NPD
Activity

Statements pertaining to NPD activity
(concepts, future/current plans etc.)

Practices

Statements pertaining to NPD practices
(current/future processes involved)

Negative NPD Statement
Market Orientation
Competitor Orientation
Customer Orientation

Statements pertaining to the firms’
competitors
Statements pertaining to the firms’ customers

Interfunctional Coordination

Statements pertaining to the sharing of
information and/or the culture of
understanding both competitors and customers

Negative MO statement

Negative aspects of the above MO
components

Learning Philosophy

Statements pertaining to the gathering of
information for innovation

Strategic Direction

Statements pertaining to strategy within the
firm, particularly around innovation

Transfunctional Acclimation

Statements pertaining to the sharing of
knowledge within the organisation

Negative IO statement

Negative aspects of the above IO components

Commitment to Learning

Statements pertaining to the firms
commitment to learning

Open-mindedness

Statements pertaining to the evaluation of the
firms’ operations and willingness to change
Statements pertaining to organisational
learning and encouragement of others to learn

Innovation Orientation

Learning Orientation

Shared Vision
Negative LO statement

Negative aspects of the above values of LO

Risk-taking

Statements pertaining to risk-taking within the
firm (committing resources to projects with
uncertain outcomes

Innovativeness

Statements pertaining to innovation within the
firm
Statements pertaining to the freedom of others
to carry ideas through within the firm

Entrepreneurial Orientation

Autonomy
Proactiveness

Statements pertaining to anticipation of future
opportunities.

Competitive Aggressiveness

Statements pertaining to the firms’
competitors and how they deal with them
Negative aspects of the above dimensions of
EO

Negative EO statement
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Table 21 – Summary of procedures in data analysis within the context of this research

Procedure

Description

Categorisation

Intense examination of the data. Reading transcriptions multiple times making notes
where necessary. Consideration of prior knowledge and research question will be
used to determine the focus on topics and aspects to be addressed. Understanding the
respondents’ statements is the goal of this procedure.
This research will attempt to categorise the respondents’ data around the presence or
absence of the four SOs (MO, IO, LO, EO). Further to this category, a level of use of
MIR will be determined and categorised.

Analysis Guideline

Definition of the categories created previously will provide a guideline for further
analysis. For example, the category MO Present may be defined as a firm displaying a
degree of the three behavioural components of MO (Customer Orientation,
Competitor Orientation and Interfunctional Coordination), as focussed on during
questioning.
The use of MIR can be defined as High, Moderate and Low based on the responses to
the questions from the first interview and any requests for further data during the
longitudinal research period.

Coding

Based on the analysis guidelines, the data will be reduced using codes attached to the
aspects determined therein. Each case will be evaluated to give a rich insight into the
level of SO and use of MIR within the NPD processes of the firm.

Data Presentation

Frequency tables will be used to present the results of the coding. This procedure will
allow the emergence of evaluative categories and cross-reference of these to
determine relationships i.e. The presence of MO and EO within a firm (ME Category)
may have a relationship with High Use of MIR and in turn a structured NPD process.

Data Interpretation

Each case within the research will be interpreted and summarised to allow for further
application i.e. to other firms within the agri-food sector, larger firms (Medium) or
into other industries.

3.7.2 Selection of the Data Analysis Approach
Easterby-Smith(2015), describe an open and intuitive approach to qualitative data analysis which
allows the building of theory from the systematic analysis of the data. This research requires a
flexible approach to allow the themes to emerge from the data and permit the researcher to be open
to new discoveries. The thematic analysis of the interview transcripts along with emails, meeting
notes and any recorded phone conversations can be approached using template analysis. This
approach allows for additions and amendments to the categories as the researcher works through
the data.
Following the initial case analysis, used to determine MIR (level of souring and utilisation),
presence of strategic orientations (and their components, values or dimensions) and NPD (activity
and practices); cross-case analysis will be used to identify commonalities and dissimilarities
between the cases.
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3.8 Lim itations of Research M ethod and Sam ple
Although attempts have been made to address limitations within this research, it is inevitable that
some will remain. The researcher thereby acknowledges a number of limitations, which impacted
on the chosen methodology. These will be discussed here and further in Chapter 7.
Interviews have been chosen as the primary form of data collection method in order to obtain indepth information directly from participants and through observation. The interviews will take
place before the exposure to MIR and throughout the longitudinal research period. Literature has
offered a number of criticisms for the interview method. A lack of cooperation from the
interviewees’ perspective can lead to interactional difficulties including a reluctance to respond
and/or providing inaccurate or incomplete information (Roulston, 2014). Easterby-Smith et al.
(2015) highlight the issues with interviewer bias and the concerns around the interviewer imposing
their own reference frames on the interviewees. This process can also be reversed causing further
issues where the interviewer is more open and fails to obtain the rich in-depth data desired. The
issues with bias may also be continued throughout the process and into the transcription stage.
Practical issues of time, travel, recording and transcribing and getting the research subject for an
adequate amount of time must also be considered as limitations in this process.
To counter some of the interactional issues in the interview process, the researcher attempted to
‘break the ice’ during the initial contact with the firms (email + follow-up phone conversation)
(Carson et al., 2001). The prospect of receiving the free MIR and the utilisation of the researchers
time and expertise gave the firms incentive to participate. The participants from all 13 case firms
where made to feel at ease before and during the process and responded openly to the researcher,
even when being recorded.
The longitudinal aspect of the research created issues in terms of crossing into busy periods for the
case firms and as such gaining access to some of the OMs during these periods was difficult. Along
with this, firms that received MIR but lacked the capabilities to utilise it, failed to see the benefit of
it in the long run. In some cases this lead to a reluctance to participate in further interviews. Other
external factors also hindered the researcher in obtaining further in-depth contact with the firms i.e.
C11 was acquired by a larger company during the research period and subsequently the access to
the firm was closed off.
3.8.1 Ethical Issues
Management researchers face ethical issues that are distinct from those encountered by other social
science researchers(Easterby-Smith et al., 2015). Confidentiality and the protection of respondents,
and this research may be especially awkward because of their specific, and so easily identifiable,
character; as a consequence all of the participants identities were concealed.
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Researcher strictly adhered to the key principles in research ethics (See Table 15, below). The
business environment in Northern Ireland is compact and competitive. This research deals with a
subject related to competitive advantage, that being NPD. Due to the sensitive nature of the
information shared by the participants the researcher ensured no information was handled
irresponsibly or passed on to other parties without prior consent from the research subject.
A digital recorder was used in the two face-to-face interviews, not all observations over the tenmonth period were recorded in this manner. Notes were taken during relevant phone conversations,
emails are stored on the researchers private email server and the contents of any data requests were
not shared. All data was recorded with the prior permission of the participant. The researcher
ensured that honesty and transparency were communicated at all times during the research with all
information within the research being reported in accordance.
Table 22 – Key principles of research ethics (Easterby-Smith et al., 2015)

Ensuring a fully informed consent
of participants

This was completed prior to any contact with the research
participants.

Protecting the privacy of research
participants
Ensuring the confidentiality of the
research participants

Each participant/organisation is given a code within all accessible
material and is never referred to by name.

Protecting the anonymity of
individuals or organisations
Avoiding deception about the
nature or aims of the research

Emails were sent to all participants to explain the nature of the
research and the aims and objectives. Further to this invitational
email, a phone conversation repeated this information and it was
again discussed before the beginning of the first recorded interview.

Declaration of affiliations, funding
sources and conflicts of interest

Details of all parties and people involved in the research including
funders, other educational facilities/departments and private
businesses were put to each organisation in the initial email and
reiterated before the initial interview.

Honesty and transparency in
communicating about the research

The research and research findings have been communicated openly,
but with due consideration for any restrictions and responsibilities
associated with the research, such as confidentiality, intellectual
property and copyright. Research communication also includes the
acknowledgement of research funding.

In terms of ethical reporting of findings, the researcher must apply a systematic conceptual and
analytical discipline that leads to credible interpretations of data to help convince readers that the
conclusions are plausible and defensible. Another ethical aspect of this research that must be
considered arises in the relationship between the researcher and the participant. Some of the micro
and small businesses encountered may have unforeseen futures in terms of survival in the
competitive food industry. As the supply of MIR and the investigation into its impact on NPD are
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related to competitive advantage it is a challenge for the researcher demonstrate that this personal
interest will not bias the study (Marshall and Rossman, 2016). The end result of this research is to
create an impact through the findings, but the researcher understands that the gathering of
information must be completed in an unbiased manner.
3.9 Conclusion
Evidence of how the data collection and analysis methods being adopted will address the research
problem has been presented in this Chapter. The strategies and approaches are discussed in terms
of their relevance to this study and how they have been implemented successfully in other research.
The researcher has selected semi-structured interviews with organizational actors from MSEs in the
agri-food industry. The analysis of said interviews will be analysed using template analysis to code
and analyse the qualitative data. The research findings (Chapter Four) and their analysis (Chapter
Five) will build upon the framework that has been established here.
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CHAPTER 4 CASE ANALYSIS AND FINDINGS

4.1 Introduction
This chapter will analyse the comprehensive data gathered from the in-depth interviews, as
discussed in Chapter Three. Semi-structured interviews along with various contact points over the
10-month longitudinal research period were used to understand the levels of the MILE strategic
orientations present, if any, within the selected firms.
Interview One was used to fulfil the following objective:
Research question one: To what extent is market information resource (MIR) being utilised by
firms?
This first interview allowed the researcher to gain an understanding of the levels of MIR currently
being utilised by the firm, if any. This benchmarking process around the MIR level allows for
further observation and insight when the firms are exposed to additional forms and quantities of
MIR. Interview One is also used to determine the presence of the any of the research’s SOs.
Questioning related to the various components, dimensions and values of the four SOs were used to
ascertain the levels of MO, IO, LO EO within the firm. This addresses the second objective within
the research:
Research question 2: Prior to exposure of the research MIR, what SOs are present within firms?
and 2.1 Prior to exposure of the research MIR, what new product development processes do the
firms adopt?
Over the 10-month period a consistent level of contact was kept with the selected firms, during this
period the researcher provided the firms with additional MIR as requested. Each time a request was
made an informal process of questioning was used to determine the use of the MIR and whether it
was related to NPD. This process in the research aided in addressing the following research
objective:
Research question 3: What changes occur within the firms’ NPD activities based on an increased
level of market information resource over time?
Unstructured contact points throughout the research period aided the research and the creation of a
theoretical framework to determine the role of SOs in integrating MIR and NPD. A set of semistructured questions relating to NPD processes and practices over the 10-month period allowed the
researcher to gain an insight into how the firms regard the role of MIR within this practice.
Coupled with the benchmarking of MIR and SO from Interview One, this allowed the researcher to
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gain insight into the role played by the SO in utilising MIR for NPD. This in turn helped to address
the final research objective:
Research question 4: What role do strategic orientations have in integrating market information
resource with NPD?
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Figure 11 – Overview of Analysis
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4.2 Overview of Interview Process
The qualitative interviews undertaken in Interview One were carried out using a digital recorder. A
set of 40 questions was used to determine a number of aspects of each firm relating to NPD, SO
and MIR. Each interview was transcribed, printed and manually coded based on a set of four
subjects, MIR, SO, NPD and related key issues. The researcher highlighted (colour-coded)
instances within the transcription related to these key subject areas. These transcriptions were then
transferred to software to allow for further analysis and quicker access to key elements identified.
The bases for the main areas of consideration were gained from the literature review. For the SOs,
the seminal papers along with several others were used to identify the key components, dimensions
and values related to each (SO). Questions were developed using the original research studies and
adapted to suit the nature of the subjects within this research (See Appendix 1 for the final
interview questions). The interviews were semi-structured which allowed for other issues to arise.
Additional relevant insight enhanced the researchers understanding of the agri-food industry under
investigation and allowed for further questioning to develop over the longitudinal period of the
research.
Following the first interview, the researcher had gained an insight into some of the marketing
practices within the firms, this included the levels of MIR sourcing and utilisation along with the
presence of any SOs based on their key behavioural components, dimensions and values.
Throughout the remaining study period, unstructured contact points were used to establish the
firm’s level of NPD activity along the processes it follows, whether they are formal or informal in
approach.
4.3 Profile of Case Studies
In accordance with ethics regulations surrounding this research, anonymity of the participants was
of great importance. This research uses coding to identify each case/interviewee. Two
representatives from each business were involved in the interview process, these subjects were
owners, managers or involved in the marketing of the business.
Table 16 below provides a summary of the agri-food firms involved in this research:
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Table 23 – Summary of the firms within this research

MSE

Participant

Participant Position Objectives

Employees

Established

Product Sector

Current Channels

10

2012

Beverages

B2B (Hotels, Cafes, Bars)

4

2008

Ready meals

C1

C1P1

OM

C2

C2P1

Director

C3

C3P1

OM

Better understanding of consumer and
marketing

2

2014

Condiments

C4

C4P1

OM

Better understanding of consumer and
marketing, NPD

8

2002

Dairy

Tesco, ASDA, Independent
Retailers, Farm shops, Henderson
Food Service

C5

C5P1

OM

Better understanding of consumer,
marketing and sales figures

1

2012

Alcoholic
Beverages

B2B (Ontrade and Offtrade, direct
and through distributor), Tesco,
Sainsbury’s

C6

C6P1

OM

12

2005

Condiments

C7

C7P1

OM

6

2011

Cereals

14

2012

Alcoholic
Beverages

2

2013

Dairy

C8

C8P1

OM

Launching B2C channel, NPD
Better understanding of consumer, NPD

Better understanding of market trends
Better understanding of sales, consumer,
NPD
Better understanding of competition,
market trends, NPD

Better understanding of market trends

ASDA, Tesco, Musgrve, Henderson
Food Service (distributor), BuyCo.
Independent Delicatessens, Markets,
Food shows, Online Store, Food
Service

B2B (Restaurants, Cafes), Henderson
Food Service, Musgrave, Dunnes
Henderson Foodservice, Tesco, B2B
Direct, Ocado
B2B (Ontrade and Offtrade, direct
and through distributor), Tesco,
Marks & Spencer, Hendersons Food
Service, Independent Retailers
Markets, B2B (Restaurants, Hotels),
Select Independent Food Retailers,
Own Retail Establishment, Various
online independent retailers

C9

C9P1

OM

C10

C10P1,
C10P2

OM, OM

Better understanding of market trends,
information on services industry

2

2014

Condiments

Various independent retailers,
Henderson Food Service

C11

C11P1

Director

Better understanding of
consumer/customer, NPD

12

2014

Confectionary

Tesco, Independent Retailers,
Henderson Foodservice

C12

C12P1,
C12P2

OM, Sales and
Marketing Manager

10

1996

Alcoholic
Beverages

B2B (Ontrade and Offtrade, direct
and through distributor), Tesco,
Sainsbury

Better understanding of consumer,
marketing and sales figures

The following will present the findings on a case-by-case basis. Firstly, an overview of the strategic
orientations present within the firms based on the information gathered in Interview One along
with the current utilisation and use of MIR and insight into the firms NPD practices. A table of
summaries will begin each case and detail the SOs present at the beginning and over the course of
the study, before and after the delivery of MIR along with the NPD processes adopted by the firm
and any changes to these processes throughout the longitudinal process.
4.4 C1 Context and Analysis
Coffee importer and roaster set up in 2012. This firm is owned and managed by interviewee (C1P1).
This company mainly focuses on the B2B market, delivering coffee solutions (coffee, machines,
consumables) in a number of sectors (retail, office, hotel and tourism, restaurants). When first
interviewed the owner manager had recently started focusing on the B2C market, with plans to
develop an online direct sales platform.
4.4.1 M IR Sourcing and Utilisation (C1)
This firm do not have a formal process in place for sourcing MIR. The OM seems to gather
information on an ad hoc basis (“Just anything you ever read and anything you ever, you know,
you’re aware of”) or in reaction to something happening within the business. There are some
mentions of social trends but no real understanding is displayed in terms of what data may be
useful to the firm. The OM mentions that anything collected is “on a very small scale”, he goes on
to explain this further by describing an on the ground investigation by testing products of
competitors and comparing prices in nearby stores. It is clear that the gathering of MIR is not part
of routine operations within this business. With such low levels of information sourcing, the
utilisation of what is gathered is not an intrinsic part of decision-making within the firm. The OM
seems quite sceptical about using information, when questioned about the subject he did not seem
to place any value on information, “…we would look for some information, a lot of stuff I look at,
at the minute, and I'm going, that's a fad, that’s a fad, you know, if you think not so long ago it was
oh, syrups are going to take over the world, syrups, everyone put syrup in their coffee, they’re
going to take over the world.” I believe a lack of understanding around the subject and a lack of
capabilities are a contributing factor to this. The OM in this case is very product focussed and has
little time to explore MIR.
4.4.2 Strategic Orientations (C1)
In this case as the company show no active routine for information gathering in terms of
customers/consumers or competitors and no active routine for Interfunctional coordination. “We
have very little understanding of the consumer in the product market and that's what we’re trying
to achieve through this project (new B2C selling tool)”. Ad hoc information is passed occasionally
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to the OM from team members, which forms a basic reactive approach to problem solving and
product development.
The firm are heavily Product Oriented; any learning philosophy seems to be centred on the
production and technical aspects of the business. With a lack of any strategic direction, what is
learned is not applied to the business in an effective manner. The OM is the sole decision-maker
within the firm, to that end; he is poor at communicating knowledge across the team. Any product
or technical information gathered is used to make decisions with little or no team input.
Much of the information currently gathered by this firm is done so on a reactive approach to the
business functions or customer feedback. The OM does not encourage learning as a key aspect of
business development. There are elements of technical and product information that are routinely
gathered but little on MIR. The production and efficiency of the business are monitored proactively
by the OM. The firm lacks a strategic vision of any sort and seems to be chasing areas of the
market randomly; this approach leads to little or no shared vision across the organisation.
The OM seems to be quite risk-averse, often mentioning that he would need to have some
guarantees before committing to things. This is an issue for a business with little information
gathering practices and no real direction. In terms of the product they sell the OM believes that you
need to attain technical perfection to gain a competitive advantage. Innovation within the
production is a focus of the firm, but it is not seem as the core purpose when it comes to
development. This is a firm with a centralised management system and the OM is the decisionmaker. There does not seem to be any encouragement to independently bring ideas to the table. The
OM displayed a passive approach to the way they compete in the market, but also mentioned a lack
of respect for a number of his competitors.
4.4.3 NPD Activity and Practices (C1)
In terms of NPD activity, the firm have a core product that can be tailored at the request of the
customer (B2B). The process of roasting coffee blends and offering them to new and existing
clients would be considered the firm’s core product and is a continuous process. In an attempt to
gain a foothold in the consumer (B2C) market the OM is in the process of developing a B2C sales
application. When questioned about this activity and the new products being offered through this
platform, the OM had no strategic reason for this, other than the fact it is on his radar and an App
developer had mentioned it to him. The practices around the development of the coffee roasts are a
process of trial and error in terms of what the customer wants. The OM uses a little MIR to
influence the sale and reasoning behind the product. The firm do not have a method set out for
NPD and very little is based on a strategy or company vision. The B2C App is a prime example of
where a decision has been made to invest in a new product with almost zero research or planning
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into its execution or market. Where we to look at the stages of NPD (Booz et al., 1982) Figure 3,
p.19, the OM begins the development at stage 5 (Design and Development) and ignores the
previous steps.
4.4.4 Longitudinal Observations (C1)
The OM of this firm has a Product Orientation in that he chooses to focus on production over the
firm’s market. C1 lacked a long-term strategy, which seems to create a reactive culture, with the
business functioning day-to-day, but failing to add to long-term goals or objectives. NPD is
initiated when required i.e. a customer requests a particular product and the business facilitates this;
this practice creates a low level of innovativeness within the firm, the lack of focus on the market
and changing trends also leaves proactiveness at a low level.
C1 did not request further information and failed to respond to requests for a second interview. The
lack of focus on the market may render the MIR worthless to this firm and may explain the lack of
interest in obtaining it. It is hard to see where this firm are going to gain a competitive advantage,
although the OM is very much focussed on a high quality product and delivering a high level of
service, the company are continuously going to find themselves at the back of the queue in terms of
innovation. As primarily a B2B business, C1’s focus on delivering product and service may allow
them to achieve a certain amount of growth, but the market (within Ireland where they compete) is
extremely limited and opportunities are few. The OM spoke passionately about the production
processes and nuanced techniques employed to create a quality product, but these are easily
replicated by competitors; this combined with the limited market potential may mean a future of
competing on price alone, which is more difficult for a small operation.
As mentioned, the lack of a long-term strategy creates a reactive culture within the organisation.
The OM is the sole decision-maker in this centralised business. Conversations over the research
period revealed plans to launch a B2C sales platform, replicating the online ‘coffee clubs’ with a
subscription offering. A move into this market would require C1 to utilise MIR to understand their
customer and competitor and a more MO focussed approach to business. With little to no research,
no strategy or objectives, aside from understanding what was already on the market, the OM has
commenced the build of a website and App that will facilitate B2C sales. Although these actions
could be considered entrepreneurial (risk-taking) they seem more reckless considering the lack of
forward planning and/or market knowledge. Research into this B2C market (online coffee clubs)
showed the consumer has an interest in a continuous stream of innovate product offerings, always
looking for the ‘next big thing’; the current practices and capabilities of C1 do not point to constant,
proactive NPD.
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4.4.5 Sum m ary of C1’s Strategic Orientations, M IR and NPD
C1
• No systematic approach to gathering information on customers’
or competitors.
MO

• Little to no Interfunctional coordination. Occasional
departmental meetings with a focus on services and /or product
rather than customers or competitors
• Low levels of focus on learning. Any information gathered had
a product focus. Little to no knowledge was transferred across
the company departments.

IO

• A reactive approach to many areas of the business. New
product or service development was based on the instinct of the
OM and these did not seem to be accompanied by short or
long-term strategies.
• Low levels of knowledge transfer within the business. Meetings
were occasional, ad hoc and pointed to opinion gathering about
a suggestion from the OM.
• No formal approach to knowledge gathering within the firm.
No allocated time or budget to knowledge gathering activity.

LO

• Some evaluation of routines and activities within the firm,
these mainly focussed on production and time efficiency.
• Low levels of shared vision around product quality.

Prior to MIR Exposure

Longitudinal Period

Presence of SOs

• Low levels of risk-taking within the firm, driven by the varied
approach of the OM. A need for reassurance on with some
aspects of the business and a gung-ho approach to others.
• The lack of risk-taking has lead to a focus on Me-too products.
The OM openly admitted that they weren’t at a level to lead the
market with innovative products.

EO

• A central approach to decision-making with the OM having the
final word. With a lack of risk-taking, knowledge gathering and
strategic direction the culture within the business does not seem
to be one of individual creativity.
• With low levels of MIR sourcing, risk-taking and strategic
direction, along with acknowledgement of a lack of innovative
products; proactiveness within the business seems low.
• The OM believed that there was room in the market for
everyone. I believe the low levels of risk-taking would stifle the
competitive aggression within this business, along with the
negativity around the business size.

Sourcing

Very low levels of sourcing, no systematic approach to gathering
any market information.

Utilisation

Decisions are made by the OM with little to no consultation with
the team and are generally based on intuition rather than
information.

Activity

Low levels of NPD around the core products. Some development
around sales channels in terms of creating a B2C platform.

Practices

Informal approach to development, snap decisions are made
based on little research or strategic direction.

MIR

NPD

Contact was limited with this case throughout the research period
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4.5 C2 Context and Analysis
A food-to-go specialist firm that focus on supply to retail outlets. There are three owners involved
and interviewee (C2P1) is an owner with significant control of the business. This firm has a wide
range of products and supplies a number of major retailers along with local independents. With 11
years in the business the OM has a good understanding of the industry and recognized the need for
a continuous NPD approach given the market they were competing in.
4.5.1 M IR Sourcing and Utilisation (C2)
C2 have a very structured approach to sourcing and utilising MIR. Information seems to be
gathered for specific purposes at specific times throughout the year “the development work’s
actually done in December. Then during that period of time, myself and a couple of the others
would be spending maybe a couple of hours a week, maybe three or four hours a week on that and
then at times we won't be doing anything, you know, in the times when we’re, the development
phase.” As mentioned below in 4.5.1.6, the NPD is customer driven in a lot of cases, requests are
received and the research is focussed on that. This leads me to believe that the MIR is specific to a
requirement and therefore not broad in scope. In terms of role of SOs in integrating MIR with NPD
this approach to development may result in orientations that are focussed on learning, such as IO
and LO being present but almost forced by the requests of the customer. As briefly discussed in
4.5.1.4 above, the OM believes the firm are leading the market in terms of innovation, however this
innovation is requested and this may be the reason the firm themselves do not come across as one
that are radical in terms of the market they are in.
4.5.2 Strategic Orientations (C2)
C2 are focussed on the market trends and have a systematic approach to gathering information.
Currently, they are predominantly a B2B business. In terms of information gathering, this business
model puts the focus on competitor analysis. The OM talked about price driving the market
because it is volume based with the large multiples (ASDA, Tesco etc.), however, he also pointed
to the customer requirement for differentiation in product offering and therefore the need to stay
abreast of market trends within food-to-go. This focus on competitors results in the company
conducting a high rate of on the ground research within their market, focussing on product offering
and price. Little is done in terms of consumer (customer) orientation. The OM pointed to the
information within this research being something of interest in terms of increasing their knowledge
of the end-user, of which they currently have little knowledge. C2 have company-wide meetings to
disseminate the information gathered and in terms of NPD, idea generation is directly linked to
trends and competitor analysis.
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The OM puts a lot of emphasis on learning and the value it has to increasing the competitive
advantage of the firm. With a structured NPD processes, ideas are driven by information gathered;
in terms of a customer request for a new product, the process begins with information gathering
around the product, the market and production. In terms of strategic direction, the OM did not seem
to value the creation of a vision/mission statement, rather focus on time-based objectives set out in
a business plan “I have worked in businesses previously where there was mission statements that
sat on a wall, but people didn’t actually live them or didn’t actually believe in them. So, I think it’s
quite arrogant for some, not arrogant, I just don’t think it’s useful.” The firm have a 5-year
strategic in place, this drives the decision-making around innovation and is fed from information
gathered. In terms of Transfunctional Acclimation, the OM pointed to regular collaborative
meetings involving various teams within the organisation. Successes and failures are shared across
the firm to ensure knowledge transfer of what is working and alleviate future issues by learning
from mistakes. Market trends and information pertaining to NPD research is not shared with
production staff, it is kept to who the OM deems to be relevant people/teams.
C2 promote learning within certain areas of the business, as and when it is needed. The OM
mentions a set of key times within the year that NPD requires research and it is these times that
specific team members are tasked with learning. These activities, although associated with learning,
do not necessarily point to a total commitment to learning in terms of innovation, long-term
strategic growth of the firm or staff encouragement. This is knowledge on a need to know basis,
although time and financial resources are committed to it. As far as open-mindedness goes, C2
have weekly routines in place to ensure the practices of the business are questioned and evaluated
“Yeah, we have weekly KPIs, weekly management meetings, monthly board meetings, daily
production meetings all of which is trying to deal with the issues that are on us on the day but also
being proactive to try and foresee issues coming down the line, plan, get organised and yeah, we
spend a lot of time doing that.” As mentioned in 4.5.1.2, the OM does not value the
implementation of an actual vision statement. In terms of LO and the value of a Shared Vision, it
could be argued that the firms’ 5-year plan is the element that gives a common direction for the
members of the organisation to follow. C2 has a centralised management structure for strategic and
‘big business’ decisions including large investments. The OM values learning as a means of
competitive advantage and therefore we can assume that the 5-year plan includes elements of
learning to improve the business’ position in the market.
The OM gave an impression that the firm would create new products and launch them purely based
on gut feel but based on further questioning, pointed towards a low level of risk i.e. “If it was a gut
feel, yeah, we’ve launched products on gut feel without research, yes, we have done that in the
past.” However the OM went on to say “base it broadly on kind of major trends such as health or
nutrition or indulgence or whatever that trend that we’re trying to tap into. So, we would always
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have that at the back of our minds”. Given this, I don’t believe the firm would take any massive
leaps of faith in terms of NPD. In terms of the other four dimensions of this orientation
(Innovativeness, Autonomy, Proactiveness and Competitive aggressiveness) C2 gives the
impression that they are innovative in terms of their sector and the OM points to the competitive
advantage that comes with that “So, if you can come up with an idea that's an original idea, that's
not a copy of one of your competitors or not a copy of something that is in another part of the
world that just hasn’t arrived here yet. So, if you can come up with something that is truly
innovative which we have had a number of true innovations it gives you an edge, customers like it,
it allows you to have a bit of an edge in commercial discussions.” I believe C2 strives for
innovation, but there is little evidence that they are driving the market. The centralised structure of
this firm does not seem to encourage autonomy, as for Proactiveness, the information gathering
process is incredibly structured throughout the year and does not seem to be a continuous search
for future opportunities, along with the OM pointing to the NPD being driven mainly by the
customer. During the interview I got the impression that the OM was not overly concerned with the
competition, there seems to be a focus on gathering information around competitors (probably due
to the B2B nature of the firm) and confidence in this knowledge and what they were doing
strategically seemed to guide the OM to a live and let live approach. The continuous information
gathering around competitors seems to alleviate any concerns the OM has over the competition.
4.5.3 NPD Activity and Practices (C2)
C2 have a high frequency in terms of NPD activity, “We launch fifty or sixty new products a year,
a lot of which are driven by the customer in that we receive a brief from them and that we make
products to that brief”. The firm have a formal approach to their NPD, which is driven mainly
from customer requests. C2 begin the NPD process with the gathering of MIR to confirm market
trends and requirements. The OM does point to instances where they have created products without
the initial research and concept stages, but these seem to be at the request of a customer.
4.5.4 Longitudinal Observations (C2)
C2 showed a systematic organised approach to NPD. This firm have a long-term strategy in place
and a number of objectives to ensure the goals are met. The OM demonstrated high utilisation of
MIR in all areas of the business. C2 showed a presence of all four SOs, it was clear throughout the
interview how each of these fed into the organisation and output of the business. The OM discussed
the lack of a vision/mission within the organisation, stating that he preferred to work with 5-year
plans that could be adapted to the wants and needs of the market; these business plans seem to
focus the various operations on similar goals, ensuring a common output in terms of product and
capability development.
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4.5.5 Sum m ary of C2’s Strategic Orientations, M IR and NPD
C2
• A systematic approach to gathering information on customers.
The firm do not however source any information on the
consumer/end-user.
MO

• This firm actively source competitor information and conduct
ground research on the activities and pricing of competitors and
their products.
• The OM encourages the understanding of the firms’ market
through a collaborative culture in the business. Successes and
failures are shared.
• High levels of learning and transferring knowledge throughout
the firm. NPD activity begins with the gathering of
information.

IO

• The OM mentioned on several occasions a current 5-year
strategy that the firm are following. Although there is no actual
mission or vision statement, the strategy is used throughout the
firms’ decision-making process.

Prior to MIR Exposure

Longitudinal Period

• The systematic approach to the information gathering is
encouraged across the organisation. The OM mentioned the
sharing of company performance data with all parties.

Presence of SOs
LO

• The current 5-year strategy includes continuous learning within
its objectives. The participation in this study is considered part
of the learning process in terms of MIR sourcing and
utilisation. The firm set budgets for NPD and within that
budget there is a portion allocated to learning.
• Regular (weekly) meetings are used to assess KPIs within the
business including routines and operations.
• The OM pointed to the 5-year strategy as the focus for
organisation-wide shared vision. The strategy includes the
practice of knowledge gathering and dissemination.
• The OM believes the firm would be capable of taking risks and
have done in the past, basing the development of new products
on ‘gut instinct’.
• The OM has a firm belief that the company are innovative and
that NPD is focussed on bringing innovative products to the
market in place of Me-too products.

EO

• The OM pointed to an NPD team that are independent and
capable of bringing ideas to the table without the intervention
of senior management, showing some level of autonomy.
• The company strategy points to a proactive approach in future
opportunities, focussing on learning and sourcing information
that can be utilised in the production of innovative products.
• Low level of competitor aggression, adopting a live and let live
approach.

Sourcing
MIR

NPD

High levels of systematic information gathering. Budget set for
this practice.

Utilisation

Information gathered is disseminated and utilised in several areas
of the business including NPD.

Activity

High levels of guided NPD, that is, customer-specific NPD where
the customer provides a brief for a requirement. In terms of
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company NPD (creating products to bring to customers) there
seems to be a moderate level of this.
Practices

The NPD practices are formal and guided by either a brief from a
customer or a company brief that is derived from the MIR
gathered.

Contact was limited with this case throughout the research period

4.6 C3 Context and Analysis
A micro family-run business operating from home in a purpose built factory. This business
produces high-end balsamic vinegars for both retail and wholesale. Interviewee (C3P1) is the
owner and one of 3 staff members within the firm. The products are sold mainly to independent
retailers and specialist food stores and the wholesale products go to the restaurant industry.
4.6.1 M IR Sourcing and Utilisation (C3)
This firm do not source or utilise MIR in any shape or form. The OM puts this down to a lack of
capability (See 4.6.1.1). Further evidence of this is seen throughout the interview:
I: “Would you look at customers, competitors or the broader market?”
A: “At the moment, we don’t have time to look at anything.”
I: “So literally we look at no market information?”
A: “We’re trying to do some trade shows to get into trade shops, but not Tesco’s, not that sort of
thing, but in terms of research… Absolutely none... Well, whenever we’re at a show we do tastings.
I: “And is there any way you would gather information?”
A: No. No, we don’t gather anything.
4.6.2 Strategic Orientations (C3)
C3 display almost zero behavioural components in regard to MO. The OM in this case was openly
admitting a lack of capability in terms of understanding processes around customer and/or
competitor analysis “I don’t have the time, and I wouldn’t know what I’m doing. I’m not a
businesswoman, if you know what I mean. I’m not, so no, it would never have occurred to me.”
The OM briefly mentioned research into competitor’s products, but it was not put forward as a
systematic approach that occurred regularly. With this severe lack of analysis around customers
and/or competitors, it can only be assumed that Interfunctional Coordination is not a part of this
organisations culture.
120

In terms of the components associated with IO, this firm display little to none. The OM is content
working in the business rather than on it. Learning is not considered an important business practice
and the OM puts this down to a lack of business knowledge. When questioned around elements of
learning they responded: “I’ve just not done business really, I’ve worked for other people, but I’ve
never done, and I’ve certainly didn’t expect to be doing this or sitting here doing this.” This firm
have nothing in terms of strategic direction, in the short-term, the OM seems to rely on food shows
and markets to push sales and bring in ideas for the next step for the company. The small team
have informal discussions around product performance and development, with little information
being proactively gathered, there is little evidence of Transfunctional Acclimation.
The low levels of LO within this firm are based on the lack of commitment to learning, minimal
open-mindedness in terms of organisational routines and no shared vision in terms of learning.
When questioning the OM around the values of LO, the answers pointed to a lack of capabilities
around gathering and disseminating knowledge “What amount of time do you or other members of
the firm spend researching or learning about products or trends within the industry? Absolutely
none, zero. I think this is partly down to time, but also not knowing.” In terms of any shared vision
or common direction, the OM also sounded unsure “Would you say there is common goals and
objectives with the business? I hope so. Yeah, I think so.” On one occasion the OM pointed to some
evidence of evaluating routines in that they had changed a manufacturing process after an internal
discussion.
Of all of the SOs under investigation, the dimensions of EO were the most prevalent, although they
seemed to be there as a default result of the lack of others. Risk-taking, innovativeness and
autonomy could be considered present at low levels. The OM tended to make NPD decisions based
on little to no information gathered. I believe this stems from the lack of capability around what
and how to gather useful information, as mentioned in 4.6.1.3. “Would you develop a new product
without first researching and gathering information? Yes. Just decide to do a new product and go
for it, worry about the details after.” In terms of NPD process, this could be considered a risk and
contributing factor to increased failure rate. The OM does not seem certain about any aspect of the
business. The innovativeness of this firm are linked to the autonomy in terms of the development
chef employed to bring new products forward. The OM seems to have complete faith in this
individual bringing a concept through to completion with little intervention. I believe an aspect of
this is linked to a lack of capability and time on the OM’s part.
4.6.3 NPD Activity and Practices (C3)
This firm have a fairly high level of NPD, the OM seems to quickly take an idea forward based on
little more than a hunch or a request from a retailer. In terms of the NPD practices, the OM is
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happy to delegate this to team members with little input. There are several statements throughout
the interview that clarify these activities and practices.
I: “In terms of the cherry product we talked about, was there a process, did you see a gap in the
market?”
A: “I did the cherry because Keelings (a fruit supplier) rang me and said, we’ve 300 kilos of
cherries.”
“The other flavours came about because they’re lovely flavours, I suppose. Wild garlic came,
tarragon came about because somebody kept asking me for tarragon. So eventually, when we got
the white in, I did them a tarragon. The wild garlic came about because it’s something I’ve always
wanted to do.”
I: “So again, do you take the influence from these small retailers or your consumers before you
develop a new product?”
A: “No, it’s pot luck. Bob rings up ‘I’ve had an idea’, oh no, not another one, please. I: And then it
goes from there?”
I: “Bob’s got that idea, do you question it?”
A: “No. No, we just come out with a flavour and get a label and away we go.”
4.6.4 Longitudinal Observations (C3)
This firm seems to be more of a hobby for the OM with little to no long-term goals in place to
ensure the survival of the business. The OM made contact after the initial interview to ask for
assistance with business planning and development but no further contact was made beyond that.
This OM seemed to be having fun with the development of products, very little planning went into
NPD, and it seems to be a case of trial, error and opportunity. C3 have a good marketplace
developed with a number of mainstream retailers stocking their product along with specialist food
stores and online retailers. C3 continued to develop and launch products over the course of the
research with little market analysis or formal process adopted. The employment of a development
chef seemed to stabilise and enhance the production process and give some focus to NPD, however,
it is hard to see where the firm could utilise MIR within its processes given the OMs lack of
capabilities in this area. The product in this case is long-life and relatively common in the market,
the OM is incredibly active in the distribution and sales through food shows and events, this may
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be enough to ensure the survival of the company, but growth through investment in
people/capabilities does not seem possible with this business model.
4.6.5 Sum m ary of C3’s Strategic Orientations, M IR and NPD
C3
• The OM and/or staff make no attempt to understand their
customer. There are no formal or informal practices in place
around information gathering or processing.
MO

• The OM assumes the firm have very little competition in the
market; this may be due to the lack of activity around
understanding the market and the competitors in it, direct or
indirect.
• With the lack of presence regarding the first two behavioural
components, Interfunctional coordination is not present.
• It appears that much of what the OM gathers in terms of usable
information is based on happenstance. The firm have no
systematic way of gathering or using information.

IO

• The OM openly discussed having little or no strategic plan for
the business or vision/mission. The firm seem to be steered by
unplanned opportunity.
• Any information that is gathered by chance is not formally
shared.
• The firm show little or no commitment to learning.

Prior to MIR Exposure

Longitudinal Period

Presence of SOs

LO

• With the recent arrival of a new development chef, the firm
have only recently begun to evaluate their operations and
routines.
• As with the strategic elements of the firm, the OM has little in
the way of vision that is utilised for direction in terms of
learning.
• The lack of understanding of the customer and/or competitor
and the market in general, along with the failings around
strategic direction mean that any/all business decisions are
made with uncertain outcomes. The OM could be considered a
risk-taker with this in mind.

EO

• The OM’s understanding of the products seems to have
produced a feeling of being innovative in terms of ingredients.
• The OM puts a lot of faith in other team members to visualise
and produce new products.
• A lack of proactiveness and little competitive aggression.

Sourcing
MIR
Utilisation

C3 do almost zero in terms of gathering MIR. The OM points to a
lack of time and a lack of capabilities as the reasons behind this.
As little to no information is being gathered, the firm show no
signs of utilising anything in any business decisions.

Activity

Sporadic activity occurs randomly, the OM puts little thought into
strategic needs, customer/consumer needs. Products ideas are
born on a whim.

Practices

A completely ad hoc process with almost zero planning involved
and no consideration to any factors associated with the sale of the
product. Ideas are generated randomly and acted upon with little

NPD
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thought.
Contact was limited with this case throughout the research period

4.7 C4 Context and Analysis
A family-owned farming business, producing eggs to a high standard. Interviewee (C4P1) is one of
two owners (husband and wife). The firm sells across the UK and Irish markets into both
independent and multiple (Tesco, Sainsbury, ASDA etc.) retailers. The retail industry makes up the
majority of the firms income with a little being derived from sales to wholesale (restaurants,
bakeries etc.). Following Interview One the OM was considering creating a new product based
around liquid egg.
4.7.1 M IR Sourcing and Utilisation (C4)
From the initial interview there was no evidence that the OM put any value in the process of
gathering MIR or using it to make business decisions. There was a sense of flippancy around the
value of customer/consumer information “Not really, we just kind of sell and I suppose we’re at the
stage now where people are looking for our eggs and that, you know, so we just keep going on
supplying and stuff like that.”
On-the-ground research could be considered with C4 in gathering some MIR. The OM spent a
considerable amount of time at food shows and in supermarkets. Information was gathered on an
ad hoc basis (“Just chatting to people”) during these times, direct contact with some current and
potential consumers and customers. In the beginning, some research was conducted on the market
price and product offering, but that did not continue in a structured manner, any MIR sourcing or
utilisation was completed on a reactionary basis. The firm performed a rebrand at an early stage
based on advice from a supporting government body, there was no evidence that this process was
developed based on the utilisation of MIR.
Following the first interview, MIR was supplied in the form of Dunnhumby Clubcard data along
with various market reports and case studies from Mintel and Global Data. At first, the information
seemed overwhelming to the OM, “It was useful but, at the start, I didn't know how to analyse it
and read it, if you know what I mean.” Over the following two weeks the OM made further
enquiries to the researcher and supporting government body around the interpretation and possible
utilisation of the information presented. The OM continued to source the Clubcard data and over
the research period, used it to identify a gap in the retail market and create a new product offering
in terms of pack size. The MIR was also used in the effective sale of the new product to existing
customers.
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The increase in MIR seems to have changed the attitude of the OM around the value of MIR and
how it can be utilised “Yes, I found it very interesting because the two reports were conflicting but
it could be something to do with trends but that's why I have to get the promotions looked at to see
was that why there was such a change in the dynamics with those promotion dates because it
looked like it was flipped on the head between the two different”.
With C4, it could be posited that the MIR may alleviate some of the uncertainty this OM showed
around launching new products and the needing assurances for success. An increase in MO within
this micro firm may affect the frequency of NPD activity and also the processes.
4.7.2 Strategic Orientations (C4)
Based on the first interview, much of the information gathered in an attempt to understand the
consumer is based on face-to-face interaction at food shows and within the retail environment. This
firm have no processes in place for attempting to understand their customers or competitors. Any
information gathered is anecdotal and shared between to the two OMs. When the business was
being set up, supporting government bodies took the OMs through a process, which included
customer and competitor research, this process did not continue throughout the following years.
The information provided at the first interview was of interest to the OM and they focussed on the
both the sales figures and the consumer segmentation aspects of the reports, showing particular
interest in the kinds of people purchasing their products. Over the research period the OM
continued to investigate this element of the report and requested further information on the
customers. The OM also showed a desire to better understand what decisions could be made
around this information.
From the second interview the interviewer noticed a difference in the OM’s focus around their
customer base. When questioned around the reasons behind the development of a new product
format the OM pointed to data being a part of the decision to do this “Yes, because it was showing
lacking a bit with the families, you know, so we knew there was a gap there for that.” The initial
meeting showed that the OM had an idea of who their customer might be coupled with a feeling
that the product was a commodity and therefore suitable for everyone. The MIR showed the OM
specific details of the people buying their product and this seemed to spark an interest in furthering
their investigation.
Low levels of learning, a little transfer of knowledge lead to lower levels of IO within this firm. It
could be argued that the focus on high quality produce is the firm’s core value and their objectives
are based on this, giving the firm a little strategic direction; in terms of this strategic direction
keeping the firm innovative, it was found that it may have been restricting them in NPD. When
questioned around an idea they had explored around a radical new product (in terms of their current
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offering, not the market) the aspect of quality and their lack of control was stifling the process.
“That’s just down to quality and being able to stand over our product because if you can't stand
over it, there's no point in doing it. So, at least when we're doing it ourselves, we'll know it is only
our eggs going into them and you have full control.” The introduction of MIR at the first interview
had again raised the OMs interest in the NPD and they requested further information during the
research period. If the firm had a more structured strategic direction couple with a more enhanced
learning philosophy, it could be argued that this NPD may have advanced further on the basis of
the TMT being more knowledgeable about the production processes and them having more clarity
around the direction the firm want to move in.
The learning philosophy component of this SO increased slightly throughout the research period.
The OM continued to gather information and seemed to put more emphasis on its importance and
value to the firm.
The OMs continued interest in sourcing information throughout the research period showed an
increase in the firm’s commitment to learning. Whether this interest in knowledge is likely to
establish a learning environment it is hard to say because of the lack of a shared vision, but MIR
seems to have become part of the business decision-making process in some aspects such as NPD.
The OMs within this firm seem to be entirely risk-averse, to an unhealthy level in terms of business
growth. Over the research period the OM had discussed the possibility of diversifying their offering
to allow the business to compete in other related areas of the market. The lack in EO dimensions
seems to have stifled the progression of this firm in terms of NPD. The second interview
highlighted a frustration with the OM in moving to these new markets due to uncertainty of success
and a lack of control “It's exciting to think about it but I don't want to get carried away with it and
then what if it's a bad idea, we should have just stuck to our what we know and what we're good at.
But, we want to make sure that it's something that's going to work before we even do it.” This
element of needing to know the product was going to work before even looking any further seems
to be halting NPD. The new product being discussed was touched upon over the research period
and requests were made for information surrounding its potential market. This increase in
information and potential success may have led to the increased desire to develop the new product,
however, the risk element seems to have stopped it.
The firm continued to source and request information on their market throughout over the 10month period, they used the MIR to get a new offering on the shelf in the form of a different pack
size.
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In this case the increased level of MO may affected the risk-taking aspect of EO through MIR
sourcing and an increased knowledge of the customers and competitors, although the dimension of
risk-taking is present when the firm or OM are seen to commit to projects with uncertain outcomes
the increase in general market knowledge may lead OMs to make perceived risky decisions. With
C4, as a producer of their product, they seem to be introverted in terms of knowledge and
information; with a little more outward looking information they may become a more risk-averse
firm.
4.7.3 NPD Activity and Practices (C4)
C4 showed a reluctant approach to NPD, uncertainty around success was the barrier to even
beginning initialising an NPD project. From the initial interview it seemed like the beginnings of
the company and their interaction with various government bodies and educational institutions
through a sponsored business launch programme formed their first products. These initial products
were developed with a process of market research and product testing, which these outside bodies
guided. Following the launch of the company, there was limited activity. The NPD activity and
practices are currently driven by the demands of the customer “We just kind of go by the buyer, you
know, what they’re looking and researching.”
During the research period the OM requested information around a liquid egg product, something
that was on the market currently, but would be a radical change to their business and product line.
Although this project never came to fruition over the research period, the OM discussed its
potential extensively during the second interview, although a lack of guaranteed success seems to
have stifled the project. The change in NPD practices in terms of the OM actively seeking
information and researching product potential without the request of a customer must be noted.
4.7.4 Longitudinal Observations (C4)
The SOs present within C4 at the beginning of the research period had changed somewhat by the
end. The introduction of MIR showed the OM that potential value of knowledge and information
and they have continued to source information. The change in attitude towards MIR showed an
affect on the levels of MO, IO and LO within this firm. In terms of how these SOs integrated the
information with NPD, the OMs new interest in learning seems to have opened them up to potential
new products derived from what they see as a commodity product. There seemed to be the attitude
in the firm that they just box up a product and sell it, consumers were there and always would be
and there was no need to diversify. Some of the case studies provided pushed the OM to seek
further information on the development of a liquid egg offering, not new to the market, but could
bring the firm a wider customer base. The components and values of these SOs have allowed the
OM to see their product in a new light and have therefore opened them to a more innovative way of
thinking about their business potential in terms of NPD.
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With success during the research period in creating and selling a new format into current customers
stores, the OM was reassured of the value of the information gathered. However, in terms of any
radical innovation, the firm seems to lack an ability to take risks. On several occasions they stated
that they would almost need a guarantee of success before they would proceed with anything like
the liquid egg project. The lack of this EO dimension along with low levels of innovativeness and
proactiveness show that without elements of this SO the MIR integration with MO, IO, and LO is
lost in terms of actually bringing new products to the market.
4.7.5 Sum m ary of C4’s Strategic Orientations, M IR and NPD
C4
• This firm spend a lot of time on the ground with consumers at
food shows and in store. Information is gathered in an informal
manner through conversation.
MO

• Customer information is gained through contact with buyers,
the customer not the firm normally initiates this, and it is
reactive.
• The OM seems dedicate some time to try and understand the
firms’ competitors, again this is on an ad hoc basis, no formal
practices are in place to gather information.
• Learning within this firm is sporadic; the OM seems to see the
benefit in some organised activities such as government funded
training programmes. Any information gathered is kept within
the TMT. They have no budget set for research or knowledge
gathering.
• In terms of strategic direction, the firm base most decisions on
the product quality. No mission or vision statements are in
place, but decisions around innovation are made based on
whether product quality can be kept at a high level.

Prior to MIR Exposure

Longitudinal Period

IO

• There is an ad hoc process in place when it comes to
knowledge transfer within this firm. Most information is kept
within the TMT.

Presence of SOs

• Little in the way of organised systems for learning. Information
is gathered and processed on an ad hoc basis.
• Operational evaluation is a regular process and information
around it is shared across the firm.

LO

• The OM cited product quality as the main focus within the
organisation. This could be considered as the vision that gives
the firm a common direction in terms of learning.
• Very low evidence that the OM or the firm would be risktakers. On several occasions the OM stipulated that they would
need to know something would work before they would even
consider it.
EO

• The OM believed they were leading the industry in terms of
product innovation. The adverse behaviour in terms of risk and
the reassurances required to move forward with an idea would
point to a firm that are followers.
• The TMT are the decision-makers within the firm, a centralised
approach that leaves very little room for autonomy.
• Proactiveness seems to be at a low level, the combined need to
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know on innovation and lack of organised MIR sourcing are
contributors to this.
• The OM believes there is room in the market for everyone,
although did cite unfair competitive behaviour from a rival
firm.

Sourcing

Much of this firms MIR sourcing is based around on-the-ground
activity. The OM spends the majority of her time on the road and
uses these opportunities to gather feedback from consumers.
There are no formal processes in place for gathering MIR, a lack
of time was cited as the reason. The firm have regular contact
with customers (shops, supermarkets etc.), these are usually
facilitated by the customer.

Utilisation

Low levels of continued utilisation of any information gathered.
The OM cited the use of MIR when starting the business, they
were guided through the process by government and educational
bodies which provided reports around products and pricing on the
market. No real utilisation since.

Activity

The OM considers the product to be an ingredient/commodity
and therefore sees little innovation with it. The firm have varied
the sales format in terms of pack size, but little else. Requests for
new products from customers seem to be the catalyst for any
activity.

Practices

Due to the low levels of activity, the firm have no formal
practices in place for NPD. There are no NPD budgets in place,
neither time nor money. Any mention of research or processes
around NPD were driven and directed by the customer and their
needs.

MIR

NPD

• The firm continued to gather MIR beyond what was supplied in
the first interview.

MO

• The OM actively sought clarification around the information
supplied and engaged with customers and consumers based on
said information.
• Regular requests were made for MIR.

Post MIR Exposure

• More regular contact was made with the firm’s Client
Executive from Invest NI and the meetings were focussed on
deciphering the MIR and utilising it for NPD.
• The OM seems to be a little more focussed on gathering
information and using knowledge to inform business decisions
Presence of SOs

IO

• The strategic direction of the firm is based on the production of
a quality product, but has little structure or clarity with set
goals or objectives.
• Any information gathered is still only shared between the
TMT.
• As with IO, the commitment to learning element through
knowledge acquisition has increased slightly.

LO

• The firm continue to regularly evaluate the organisational
routines. The increase in knowledge leading to a slight change
in NPD activities and practices has caused the OM to evaluate
other production capabilities in an effort to understand the
limits of their production.
• The shared vision within the firm may have changed slightly
based on the MIR provided and the interest in sourcing more of
the same material.
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• There still appears to be a adversity to risk-taking with this
firm.

EO

• In terms of products to market, the OM was focussed on
incremental innovation and would therefore not be considered
overly innovative.
• The cautious approach to business decisions and the centralised
management have created low levels of autonomy.
• Proactiveness remains low along with competitive aggression.

Sourcing

The firm continued to gather MIR beyond what was supplied in
the first interview. The OM actively sought clarification around
the information supplied and engaged with customers and
consumers based on said information.

Utilisation

The data supplied was utilised to make decisions around a new
product.

Activity

A new format was created and presented to customers based on
the MIR provided in the initial interview. The OM remains
sceptical about introducing any radically innovative products
based on uncertainty of success.

Practices

The firm were cautious with the development of the new format
offering, their risk-averse approach to decision-making is still
evident, however, the MIR supplied seemed to alleviate some of
the ambiguity around the need for the product in the market and
therefore facilitated the NPD. The approach to this new offering
seemed to be more structured due to the availability of
information. The MIR also contributed to the acceptance of the
new offering in regard to buyers in retail.

MIR

NPD

4.8 C5 Context and Analysis
This firm is owned and managed by one man (C5P1). The company has a range of 3 bottled beers,
which are produced through contract brewing. The owner manager has a background in sales and
marketing with a global alcoholic beverage company. The OM’s role is focused on the sales aspect
of the product with all other areas of the business (production, distribution) being outsourced. The
beers are sold in both the North and South of Ireland through distribution channels, customers are
both on and off-trade and include multiples such as Tesco and Sainsbury.
4.8.1 M IR Sourcing and Utilisation (C5)
C5 showed a high level of information sourcing, the OMs previous employment experience
allowed him to see the benefits of data-driven decision making. Information was utilised in the
NPD process for the initial products and this practice has continued, although the firm have not
produced new lines recently and have no plans to do so in the near future.
4.8.2 Strategic Orientations (C5)
The OM has a background in sales and holds a professional qualification in marketing. The
capabilities gained through experience have giving this OM a clear focus on customer and
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competitor information and the advantages around utilising it “If I was to ask you, “what’s the
difference between a green bottle of Carlsberg or a green bottle of Heineken or a green bottle of
any other beer? How many photographs, if you type ‘beer’ into Google, up will pop an image of a
row of beers, many of them in green bottles and I ask myself, “what makes a difference?”. For me
it’s marketing, for me its consumer and I do firmly believe that.”
In an attempt to understand the customer the OM is hands-on in his approach “When I get the
opportunity to meet consumers, I talk to them about what they're after in beer, what they like in
beer, and so on and so forth. But it's never formal, anecdotal”. Although the sales are completed
through a distribution model using third parties, the OM is constantly on the road visiting outlets to
gather information “The trade that I ask regularly when I'm in trade, what's happening, what
consumers are after, etc, etc, so again that's all anecdotal, but it just gives me a sense of what's
going on”. From an operations point of view, the product is produced through a contract brewer;
the OM has a close relationship with these firms and shares information with them.
The firm’s initial development of products was based on information gathered, so the OM has a
history of utilising information to make decisions around products. In terms of competitor
orientation the OM, whilst on the road, regularly enquires about competitor sales and position in
“So, I am aware of… I regular ask about what my competitors are doing, I regularly ask about
how their beers are selling and so on and so forth.”
From the initial interview it seemed that C5 had low levels of Interfunctional Coordination.
Information gathered was generally kept to the OM and he made decisions based on it. The
Dunnhumby information provided seemed to be disseminated more widely, the OM pointed to its
use in presentations to existing and potential buyers. Regular contact with the contract brewer also
seemed to include some information around customers and competitors in an attempt to ensure
equal or higher product quality.
The focus on marketing and market information showed the OM was focused on learning and
could utilise the information in the firm’s innovation process “I know from the market information
that I had from a previous life was telling me that 85% of the total beer market in Ireland, not in
England, South of Ireland, Northern Ireland, 85% of the market is lager. I decided that was the
next low-hanging fruit, and so I created that one through the same process.”
In terms of a vision or mission, the OM has a strong set of values that he uses when making
strategic decisions “I try and communicate the values of what we're trying to do, in terms of how I
want the business to be seen, and what the mission is in terms of celebrating craft beer.” With
NPD, the vision is used to guide the types of products alongside the market information gathered
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i.e. a gap was identified in the firm’s product range in relation to a growing market base around
craft lager, the OM employed his vision to guide the brewer in a number of areas related to flavour
and product strength. The vision is also transferred across any business subunits (third party
distibutors etc.) “Sharing my vision, and I do when I meet new people, so for example, I briefed
two new distributor reps this week, and I spent time sharing that with them, 'cause if they get that
they can work the technical stuff.”
C5 have had a commitment to learning since the beginning and have utilised knowledge throughout
the business to help guide decisions. Although a one-man operation, I believe the OM sees the
value of knowledge and would encourage gathering and use with others. “Obviously, you do see an
opportunity to learn a little about the business and get some feedback and where, how the market is
better, done differently, and any learning, any conversation around that I'll go into with an open
mind, because I don't know what I don't know.” The LO value of Open-mindedness calls for the
organisation to evaluate the routines and operations. C5 uses a number of third parties to carry out
production and distribution, the OMs process includes a number of face-to-face meetings with each
of these parties and he would regularly question their practices “But there are challenges, and I'm
aware of them, and I'm acting on stuff with the ambition that it'll be better, getting better down the
track”. The OM also refers to his own experiences in terms of operational evaluation “Learn from
one product development and use it when you go into the second one, and the third and the fourth,
and so on and so forth.”
C5 have elements of a Shared Vision that focuses the OM on what information is meaningful to the
firm “Like, you know, I'm saying to these people, this is the vision, and when you're in front of a
customer and a customer says, how are you going to promote your beer with me, I want you to
remember that vision, 'cause that will guide you in executing the strategy.” It is evident that this
vision is important to the OM and may be utilised to guide the NPD of the firm.
C5 showed little evidence that they would be willing to put resources into something they weren’t
sure about. The low levels of NPD, although explained by the OM as the firm already having
adequate products in place with no need for additional lines, seem to be the product of risk aversion.
Products would not be developed unless adequate amounts of information had been gathered; the
OM describes this process in terms of “getting as granular as I can first”. Innovativeness does not
seem to be top priority. The current product line is consists entirely of Me-too products. The OM
openly admits the firm aren’t driving the market with their products and points to not wanting to be
too radical, which in this case is not the industry norm “I think that the guys who are out there
doing interesting quirky things and changing… regularly are fuelling the market… I don't want
them to be too quirky, I want to differentiate in other ways”. The OM likes to keep things
centralised in terms of decision-making, but can also recognise where he lacks skills and can afford
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some level of autonomy “So, I would go to the brewer and say, I want to do this style of beer, but I
want it to be this type of way in terms of style and taste, and they play around with it. He then
creates a recipe to deliver that.”
C5 seem somewhat proactive based on the information gathered and the market knowledge
possessed, however, the OM seems reluctant to act on this; this may account for the low levels of
Innovativeness and may be connected to the Risk-taking dimension of EO. Again, like many of the
other cases, there are low levels of competitive aggression with this firm.
4.8.3 NPD Activity and Practices (C5)
The process for developing the first product began with data “The very first beer I brought out was
a wheat beer, and the reason for that was, through my research, through Mintel and Nielson Nielson is a licenced trade database in Northern Ireland”. The OM is hands-on in many areas of the
business and is involved in a structured approach to product development. The process includes a
highly experienced contract brewer, sampling sessions and benchmarking against competitors
products.
4.8.4 Longitudinal Observations (C5)
Overall, C5 was aware of and actively sourcing MIR prior to the study commencing. The OM has a
strategic direction to follow in terms of the business and this contributes to the decisions around
NPD. MO was a predominant SO within this case, gathering information on customers and
competitors was considered a ‘normal practice’ by the OM. Utilisation of the MIR gathered was
centred on sales figures (Dunnhumby data) and some interest was giving to the market trends in
terms of product flavours and profiles. IO and LO were present in a lesser way, elements of
learning and strategic direction being the main contributing factors to this presence. C5 had low
levels of EO and its associated dimensions. As seen with other cases, the lack of this particular SO
seems to stifle the NPD process in terms of actually putting products out. Although C5 seemed to
have control of their current product offering, the OM wanted to curb any new products and focus
on the existing ones. The market C5 are in is a particularly turbulent one, most competitors in this
market are constantly innovating and experimenting and the consumers within this market react
positively to this. In slowing the process of NPD, it could be argued that C5 is not taking advantage
of their ‘craft’ producer identity. Larger firms within this sector are at a disadvantage in terms of
being agile enough to produce small lines of quirky flavours to increase consumer base and stay
relevant in the market. The integration of MIR and NPD in this case is shown in the gathering of
data (MO) on a consistent basis (LO) to make decisions around the types of products to launch (IO)
along with evaluation of current products (LO) and the benchmarking of strategic direction
(IO/LO). The OM has a set of core capabilities (sales and marketing) and he is using them to gain a
competitive advantage where he can, in gathering intelligence and attempting to differentiate his
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product. The sector he is competing in may require more of the dimensions associated with EO to
drive this business forward, the information and learning can take it so far, but a leap of faith is
required to drive it to the next level.
4.8.5 Sum m ary of C5’s Strategic Orientations, M IR and NPD
C5
• The OM has a background in marketing along with some
professional qualifications; this has lead to an acceptance that
the practices in marketing a product are of high importance to
building the business.
• The OM gathers information on sales on a regular basis, market
information is gathered, but on an ad hoc basis.
MO

• Information is gathered from as many sources as possible and
is focussed on both consumer/customer and competition.
• The OM spends a lot of time on-the-ground, in bars and offlicenses, gathering information from both staff and patrons.
• The OM seems to be constantly focussed on the beer-drinking
environment, photographing and documenting anecdotal
market conditions.
• Some pieces of information gathered are shared with the
contract brewer who produces the product; there is no
systematic approach this practice.

Prior to MIR Exposure

Longitudinal Period

• The OM has a focus on learning as a way of gaining a
competitive advantage.
• Some information gathered has been used in the past when
creating products.
• The OM has a vision/mission for the company and the products
it produces. This vision is actively used in terms of NPD.

IO
Presence of SOs

• The knowledge gathered is used by the OM, but he does not
actively share this with any internal or external people in the
firm. The OM tends to draw conclusions from information and
direct actions based on these.
• I believe, as learning is a fundamental part of the OMs working
week, if the firm grew in numbers this practice would be
encouraged.
• The OM openly admitted that there is a reactionary approach to
operations within the firm.

LO

• The OM would be willing to accept idea from external sources
in an attempt to improve the firm.
• There is a focus on learning with the OM and the information
gathered seems to be filtered through the vision he has in place.
• There is a low-level of risk-taking by the OM.
• The OM believes the products are innovative; they seem to be
more incremental innovations on already existing products.
EO

• The OM did not seem to think the firm were driving the market
with their products.
• With the business utilising a contract brewer, the OM seems to
put faith in their abilities and allows a certain level of
autonomy.
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• With the high level of MO the firm seem to be proactive in
terms of their level of knowledge in the market, but a low level
of NPD activity means no products are actually coming out of
this insight.
• The OM believes they are not aggressive towards the
competition. So statements within the interview point to some
level of aggression.

Sourcing
MIR

This firm are active in sourcing information both on the ground
and through other means such as reports and case studies. The
OM has a marketing background and as such values in the
information gathering process. There are no structured practices
in place for gathering information.

Utilisation

The information gathered by the OM is utilised highly in terms of
sales figures. Information is often presented to potential
customers to reassure them of product performance. Little is used
in terms of NPD

Activity

Very low level of NPD with this firm. The OM seems to be
stretched in terms of marketing the current range of products and
feels that he has reached a limit. Other factors leading to low
levels of NPD activity seem to the surrounding the use of a
contract brewer.

Practices

The OM seems to do a lot of research into the market before
considering new products. Product launches to date have
followed a basic, but systematic approach, which include product
testing and stages of development. The inclusion of the contract
brewer has added to these processes by utilising their knowledge
and experience.

NPD

MO

• The OM continued to source MIR on consumer/customer
information, particularly the Dunnhumby information
• The information was shared with external business partners
(suppliers, contract brewer)
• The OM continued a learning philosophy in terms of gathering
information.
• Using information to innovate within the firm was at low
levels.

IO
Post MIR Exposure

Presence of SOs

• Information gathered was transferred to external partners on an
informal basis.
• The OM remains committed to learning, continued subscription
to the Dunnhumby data.
• The OM remains open-minded in terms of operational routines.

LO

• The OMs vision for the firm is still in place and used for
decision-making in terms of information gathered.
EO

• A continued cautious approach to all aspects of the business.

Sourcing

The firm continued to request Dunnhumby Clubcard data; little
information was gathered around market trends.

MIR
Utilisation

The OM used his past experience with data-driven decisions to
develop his first product through the utilisation of MIR. The
Clubcard data was used to create a series of promotional activities
based on product price, this is something the OM had previously
said he would not be keen to do.
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Activity

Continued low levels of activity, the OM still citing that he felt
they had an adequate number of products on the market and that
there were still potential markets to increase sales with this line.

Practices

With little NPD activity due to the OM not prioritising it in the
current business strategy, it is difficult to assess the practices at
this stage.

NPD

4.9 C6 Context and Analysis
The OM of this company (C6P1) is new to the food industry and has a background in optometry.
Having started the business with a single product, he has expanded to a number of ranges. The core
products are sauces, both for cooking and dressing foods. Over the course of the research the
company was expanding into new purpose built premises and continuously expanding their range.
The sales of the products are facilitated through wholesale distribution to retailers in the North and
South of Ireland, because of this the OM recognized the lack of information they had on their end
user and therefore made it difficult to make decisions focused on the consumer.
4.9.1 M IR Sourcing and Utilisation (C6)
C6 have no formal processes for gathering or utilising MIR. The OM pointed to an ad hoc process
with no real emphasis on the use of any information gathered “there's a few things that we kind of
keep our eye on ourselves too as far as, you know, travelling or whatever, see what’s coming from
where, what way it relates back to here. Just what you see what’s going on round you in terms of
actual data, extremely limited.” The utilisation of the data seems to be based on what their
competitors are launching/or have launched and attempting to replicate it with some minor
adjustments. Curiously, when questioned about the importance of consumers/customers wants and
needs influence the NPD in the firm; the OM stated it was of “massive” importance. Why the lack
of action around a seemingly important business function.
4.9.2 Strategic Orientations (C6)
C6 displays little to no customer orientation. The firm do not seem to have a grasp on who their
current customers are or who they are targeting going forward. The OM puts this down to the firm
engaging mainly with buyers, “Yeah, well we have very limited feedback from end users, the only
feedback we get as such is from a buyer who I suppose does have some feedback from the
consumer but in terms of direct ourselves, none.” The OM seems to be focussed on competitors in
terms of their product offering, this leads to a seemingly low level of innovative products, they
have a tendency to follow the current market rather than attempt to create new offerings “Most of
our research is what’s on the shelf really, we’re just kind of looking to see what’s there. So, by the
time we spot it we’re already maybe 12 months behind what the competitors are doing.” When
asked about the influence of competitor’s products on their NPD the OM replied “We try not to
copy them, but if we see something on the shelf belonging to a competitor and we know that
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everyone’s roaring and shouting about it, you know, it’s, we’re going to look at it as well and see
have we got something similar or can we do our take-ons, you know.” Interfunctional coordination
is at a low level in C6, the OM makes all the decisions himself and they seem to be mostly based
on little to no customer information; orienting the firm towards the understanding of customers and
competitors does not seem to be a priority over getting the next sale or their ‘foot in the door’ with
a buyer.
C6 shows little in regard to the components of IO. Learning and using knowledge to innovate does
not seem to factor with the NPD process of this firm; knowledge around products in the market is
gathered on an ad hoc basis (“It’s kind of going on a day to day basis just keeping eyes and ears
open, you know.”) with the owner retaining any information and utilising it to create similar
offerings. As far as strategic direction is concerned, C6 do not seem to have any long-term goals set.
The OM seems to put a loose brand structure are the forefront of decision-making around NPD:
I: “…is that used to make, in decision making regarding new products?
A: “It is for one particular range, yeah, one brand, we’ve two brands and the new brand is the one
where we have the vision for.
I: And that’s being used?
A: Yeah, for the development. The new products that we develop have to fall within that kind of
concept.”
It is evident that the final component of IO, Transfunctional Acclimation is lacking in presence, the
OM points to him making almost all of the decisions with NPD and all other areas of the business
and never shares successes or failures with other staff members.
The OM shows little commitment to learning outside monitoring the activity of competitors’
products in an attempt to ‘keep up with the market’. Almost all business decisions are made by the
OM, with that in mind, it can be assumed that fostering a learning environment within the business
is not a priority. The OM admits that most evaluation of operational routines is reactive, there does
seem to be openness to the acceptance of ideas in some areas of the business in terms of production
but little in the way of NPD for the marketplace. C6 do not seem to have a vision that drives the
decisions within the firm. The OM as the sole decision-maker mainly focuses on the direction of
other businesses to guide, this leave C6 with a lack of motivation to learn; this affects the NPD
within this firm in terms of radical innovation, how will they begin to bring new offerings to the
market if they are following the vision of other firms?
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It could be argued that C6 are risk-takers. If we consider the lack of information
gathered/processed by the OM and the lack of long-term direction, the fact that they are moving
forward with projects that will commit large amounts of financial resources (building a new factory)
could be considered ‘risky’. The NPD strategy adopted is one of recreating existing products and
trying to adjust them to compete on price and not differentiation “If we see something on the shelf
that's working for someone else we’ll take that product in-house, we’ll use that as the bench mark
and try and better. And then we’ll come back, we’ll try and keep the retail ceiling at their price but
try and undercut them again if possible.” This leads to a lack of innovativeness within C6. This
firm are centralised with the OM making virtually all the decisions, low levels of autonomy would
be expected in a firm that share almost nothing across the various departments. Based on the ‘Metoo’ model of NPD in place, there is little focus on being proactive, coupled with almost zero MO,
this firm do not seem to be candidates for producing a radical innovation that will meet any future
market needs. The OM would not consider aggression towards the competition based on their
current market position, feeling that they could not compete with them, they do however compete
heavily on price and it is through this that the OM would attempt to push others off the shelf.
4.9.3 NPD Activity and Practices (C6)
This firm have no real structure in terms of NPD. The process mainly includes the observation of
competitor products, evaluation of whether they feel they will sell (based on a gut reaction or from
some comments from buyers) and the subsequent copying of any products that look like they will
be successful. The innovation around these Me-too products is incredibly low, certainly no radical
innovation and even the incremental changes to the products are not based on any MIR or
consumer wants or needs. The company seem to lack any form of strategy, the OM talks about
brand (loosely) and seems to pin a lot on this, although has little knowledge of the workings of a
brand. There seems to be no vision/mission and almost every decision within every part of the
business is made by the OM – most of these decisions are made with only margin or profit in mind
and nothing else considered.
4.9.4 Longitudinal Observations (C6)
A lack of response to any prompts throughout the research period in regard to receiving more MIR
may highlight the low level of importance of this resource to the OM. On the few occasions contact
was established (post Interview One) the OM had not made use of the initial information set. The
only further request for further MIR was a phone enquiry centred on the availability of competitor
sales information, which we could not obtain in this case. When questioned on the possible uses of
this information, the OM pointed to gaining an understanding of what is selling currently. Studying
the NPD responses in the interview, almost all are centred on replication or incremental innovation,
it could be concluded that the OM wanted to utilise this deeper level of competitor analysis to
support the selection of the next product to replicate.
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During the research period the OM discussed the opening of a new factory premises that will
greatly enhance the production capabilities of the firm. This growth within the business is
encouraging, however, is it sustainable? Any conversations with the OM after Interview One began
with progress on the factory build; the OM was also questioned about increasing the capabilities of
the firm in Marketing and NPD, there did not seem to be any strategic plans in place to implement
a new approach to these areas of the business. In theory, if the OM can expand on the market i.e.
increase sales and opportunities in GB; this replication model may sustain the business in the near
future. The factory project had two objectives, increase production capacity and reduce costs
through production efficiencies. With no mention of an increase in NPD or Marketing capabilities
and based on Interview One, no desire to innovate or lead the market, C6 seem to be setting up the
business to compete on price alone. With a lack of long-term strategy within the firm and the OM
there is a danger that this model will not give the firm a sustainable competitive advantage in the
market.
4.9.5 Sum m ary of C6’s Strategic Orientations, M IR and NPD
C6
• Little to no understanding of consumers or B2B customers;
• No formal business practices that point to furthering the
understanding of customers;
MO

• Basic understanding of competitors in terms of their product
offering;
• A very centralised business with an OM that shares little to
nothing with the wider team.

Prior to MIR Exposure

Longitudinal Period

• This company show little desire to be innovative in their field
with the majority of their products being versions of
competitors products;
IO

• The OM shows no real signs of strategic direction, openly
admitting to no vision or mission used to drive the firm over
the long run.
• With the centralised management, little to nothing is shared
across the various units within the firm.

Presence of SOs

• Learning does not seem to be of high priority to the OM and
therefore given the centralised nature of this business does not
create a learning environment.
LO

• The operational routines are assessed on a reactive basis.
• The lack of focus on learning from the OM clearly shows that it
is not a function that is integral to any long-term strategy and
therefore no shared vision around learning is adopted.

EO

• Risk-taking could be considered one of the dimensions of EO
present in this firm. It is found be default due to the lack of
forward planning or research conducted to discover the
viability of any major business commitments.
• A lack of innovation within this firm is clear from the lack of
components of IO and the OM’s processes in replicating the
products of competitors.
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• A centralised firm where the OM is the sole decision-maker.
• Little to no research or desire to learn about or focus on market
trends may be contributing factors towards the lack of
proactiveness in C6.
• Moderate competitive aggression due to limited resources or
perceived ability to meet the competition head on, aspects may
be found in terms of competing on price and driving the
competition out through this.
Sourcing
MIR
Utilisation

Little to no sourcing of MIR. Ad hoc on-the-ground research
seems to be the limit of this firm.
With little information gathered, it was hard to establish where
the OM utilised it. The only evidence of utilisation centres around
the gathering of information around competitors’ products to
replicate them.

Activity

Medium levels of NPD activity with C6. The firm seem to react
to what others (competition) are doing/have launched.

Practices

The NPD process in the C6 seems to be centred on the activity of
competitors in the market. The purpose of NPD within this firm
seems to be to ‘keep up’ with the market rather than lead it. The
actual NPD process does not follow any formal stages.

NPD

Contact was limited with this case throughout the research period

4.10 C7 Context and Analysis
A husband and wife team producing granola based products from a purpose built factory at their
house. The company first started selling a single product at a local market stall and have expanded
to a number of variations of that product. Selling both to retailers and wholesalers this firm supply
independents and multiples and have distributed their product to European and Asian markets.
Following Interview One the OM (C7P1) discussed expansion of their product lines from breakfast
cereals to a food to go market. The development of these products took place over the course of the
research.
4.10.1 M IR Sourcing and Utilisation (C7)
C7 had sourced MIR prior to this research study. Information was sourced by a paid third party
company, collated and delivered to the OM in the form of a report; these reports were generated to
serve a specific purpose and not as a continuous process for the firm e.g. a meeting with a buyer at
Waitrose about listing a product would require information surrounding the target market for the
product, this enabled the buyer to understand the market potential, C7 would present this in the
sales meeting.
The OM was actively sourcing information on market trends, including NPD, as well as on-theground research with consumers, insight from social media channels and sales reports. The MIR
sourcing does not seem to be an integral part of this firms business functions and as such is
sporadic or as required. Information that is gathered feeds into the NPD process, and the OM
140

pointed to the influence of MIR on the product development “we’ve got some reports, we’ve got
some feedback, and looking at what our consumer is looking for at the minute. So, we’re able to
make that change. So, we had that discussion about two weeks ago, and we’ve already changed a
product for its place that will go into store in January”.
The Dunnhumby Clubcard data delivered as part of this research was new to the OM. The detail
provided in the reports gave the firm focus in terms of NPD for Tesco, it also helped with the
selling element surrounding the new offering “we used it to present to buyers, and we used it to
kind of, to feed where our NPD was going, and also a bit of focus, I think. And certainly the, from
the Dunnhumby data that we got, it helped us kind of focus and we went to Tesco with that”.
4.10.2 Strategic Orientations (C7)
C7 show a high level of customer orientation, the OM talked about their target market throughout
the interview process. The OM had a strong grasp on who the wanted to target and had actively
gathered information based on those market segments. The firm have used external suppliers to
gather information and feedback in the form of market reports; these reports are focussed on
current and emerging consumer trends. This interest in their customer was furthered with the
delivery of the Dunnhumby data within this research. The OM showed great interest in the prebuilt Tesco customer segments and immediately started to process what the data could mean in
terms of the customer buying their product “Our customers, your Tesco finest customer. So, if you
took us out they might not come to buy all those other things that they buy. So, it’s just trying to be
able to use the information that you have got to your own, you know, competitive advantage.”
The information provided was used by the OM in a B2B capacity in presentations to potential
buyers, the specific knowledge around the customer allowed the firm to demonstrate a more clear
picture of the potential customer base “we would never have had insight into kind of that kind of
data and information and reports, so it was interesting to see, and it certainly gave us a lot of help
when we were going to presentations and data that we could kind of include while we were
presenting”.
Interview One showed a firm that were interested in their competitor but not overly focussed on
them, partly it seemed, because the did not believe they could compete “We look at them, and we
go, we’d love to be able to do that like that. We would look at it, but we would never have the funds
to do things the way they do it”. The second interview showed a slightly more confident attitude
towards the competition, focussing on global markets, the OM also started to point to strengths
within the firm and how they could be utilised in a competitive manner. C7 seemed to be showing a
more proactive approach and a more confident one, the customer and competitor orientations may
also be increasing the level of some EO dimensions.
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Interfunctional coordination was increased throughout the research period. At the beginning, one of
the TMT was gathering MIR and the other was offering product ideas. As more information was
introduced to the firm the MIR was utilised in a number of ways in regard to NPD. As with many
of the cases in this research C7 has a small internal team and supports it with external suppliers; the
MIR was shared with these suppliers e.g. the design team employed utilised the data to effectively
display the most relevant traits of the products to the consumer.
There were low levels of IO present in C7 at the beginning of the research; this was due to the lack
of Strategic Direction and low levels of Transfunctional Acclimation. As the research progressed
and the firm added a team member to specifically focus on MIR and NPD the level of these
components increased. The second interview showed the OM was thinking more about long-term
strategy and basing decisions (including NPD) on this “if we’re going to survive we’ve got to be
focused. We have loads of ideas for NPD, but it, it’s always like, right, let’s give it a bit of focus,
and ask, does this fit in with the brand, is it where we want to go in the future”. The new team
member added to an increase in the Learning Philosophy component based on a dedicated resource
acquiring and transferring knowledge; this also increased the Transfunctional Acclimation in terms
of this knowledge transfer, taking things beyond the TMT and sharing it across the wider team.
Interview one showed the firm had low levels of LO. The OM was sourcing MIR, but it was not
being effectively utilised or shared across the firm. There was little activity in terms of proactive
evaluation of operations and a lack of a shared vision, beyond a brand ethos that was only known to
the TMT. The research showed a change in the levels of this orientation in C7. Commitment to
learning increased with the addition of a team member tasked with gathering and disseminating
MIR. The OM talked about a more proactive approach to NPD “we would just have got the product
and then went out and tried to push it on everyone, whereas now we kind of have been talking to
buyers a bit more proactively about, this is our NPD, would this fit in with your plans…”. This
more open-minded approach was also employed with assessment of production when considering
NPD, “I guess there are things that we could do if we bought this machine, you know. So, we do
think about, you know, if we’re going to spend twenty grand on a new piece of kit, how long will
that take for us, is that worth doing that, or is it better to throw another person in there, you know.”
As briefly mentioned with IO, the strategic direction of the firm is increasingly being used for
decision-making. The added team member is an indication that a focus on learning may contribute
positively to many areas of business, the TMT seem to be making more positive long-term
decisions around products and these seem to be based on a more strategic vision of the firm “we’ve
had to make some decisions to drop things that we were doing, even though customers were still
buying it, but we think that’s not who we are and that’s not where we’re going to go.”.
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C7 showed low levels of EO throughout the research period. The OM discussed creating new
products when the business began and they were based on little more than a ‘hunch’. As the
business has progressed the reality of product failure seems to have kerbed their enthusiasm and
ability to take risks “I think what we did learn, even bringing out one new product, is the huge cost
of design, the print run of the boxes, it’s just, it is so expensive for somebody our size. So, I think
we’re a bit more cautious.” “I think NPD is so expensive that you have to be sure it’s kind of the
right thing to do, and it fits, I think we’ve started to think a lot more…”.
The low level of risk-taking, I believe, has had an affect on the level of innovation with firm’s
product development. An increase in the MIR along with MO may have given the firm too much to
think about in terms of NPD and market comparison; adding a low level of risk-taking to this and it
may actually reduce the radical innovation element of the NPD process. The first interview seen
the OM taking about ideas and hunches, launching products on a whim, a more carefree approach;
the more structured approach is probably considered the safer option for business longevity, but
may be less creative.
The decisions remained with the TMT, giving little sign of independent actions by other team
members. Proactiveness increased marginally over the research period, the increase in MIR seems
to have been connected to a more forward-thinking long-term approach (as discussed in 4.14.1.2
and 4.14.1.3). The OM remained quite passive in their approach to the competition; a brief mention
of defending their place on the shelf was the height of aggression shown throughout the process.
4.10.3 NPD Activity and Practices (C7)
This firm seem to utilise some forms of MIR in their NPD process. I did get the feeling again that
they do not like to take too much of a risk and the MIR is used to reassure them when putting ideas
into production. They did talk about looking at trends etc. and how they influence their NPD, along
with intuition from being in business and knowing the market. Nothing about the gathering of data
or its translation into practical ideas seems to be formal, most practices within the realms of NPD
are triggered by necessity i.e. they are aiming for a new customer and need to offer them something
new or a current customer requests or suggests something. These triggering events are followed by
data collection and application to the product suggested.
4.10.4 Longitudinal Observations (C7)
C7 are a firm with a lot of potential. When compared to the larger firms in this industry, they show
a number of positive traits in terms of ambition and have a brand with the potential to expand. The
OM changed dramatically over the research period in terms of focus on sourcing MIR and utilising
it for strategic purposes, including NPD. Throughout the research the OM continued to request
information from the Dunnhumby data source along with market trend data from the Invest NI BIC.
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The data gathered was used to create a clearer picture of the customer(s) the firm were hoping to
sell to; this more structured, market-focussed position was enhanced by the employment of a
dedicated market researcher.
The desire to continue to utilise MIR will increase MO along with certain traits from IO and LO. A
difference was seen over the research period in the OM’s approach to the strategy of the firm;
during the second interview, the OM seemed more confident in the longer-term focus of the
company. Decisions were made to drop some current lines on the basis of them being strategically
incorrect; this new focus will also increase the traits around IO and LO. This new goal-driven
version of the firm still lacks the presence of EO, although levels of some of its dimensions
increased over the research period (Proactiveness, Autonomy). In terms of NPD, this change in
SOs has formalised the process further with the research element being a deeper more information
driven aspect; this could however reduce the quirkiness of the firm’s product offering, in the past it
seemed to be driven by the OMs ideas and hunches, which took them to the position they are in
now.
This case perhaps shows us that the life cycle of the MSE includes an initial period of spontaneous
creativity driven by risk-taking and radical innovation that boosts them into the market; followed
by a settling period with some mistakes, and if not too devastating to the company, the mistakes
fuel a desire to be more careful. In regard to SOs and NPD this life cycle would begin with a
dominant EO, which gives way to MO (to discover the cause of failures from the market point of
view) and leads to increase LO and IO to give the business knowledge and direction by which to
move forward positively.

Life Cycle Stage

Level of MIR Sourcing/
U8lisa8on

Strategic Orienta8on(s)

NPD Type and
Level of Ac8vity

Development

Low

EO

Radical – Frequent

Startup

Medium

MO

Incremental/Radical –
Sporadic

Growth

High

MO/IO/LO

Incremental – Regular

Expansion

Highest

MO/IO/LO/EO

Incremental/Radical –
Frequent

Figure 12 – Correlation between Life Cycle Stage, MIR, SO and NPD
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4.10.5 Sum m ary of C7’s Strategic Orientations, M IR and NPD
C7
• C7 have an understanding of their target customer and
consumer, they have an informal segmentation process;
• A good understanding of the wider competitive market, the OM
pointed to specific companies they would use in terms of
competitor research;

MO

• Information is not shared across all areas of the business, the
TMT retain the information gathered on customers and
competitors and utilise it for decision-making.
• Information is gathered and utilised with NPD;
IO

• A brand ethos exists within the firm, this seems to be used to
guide the business, but no formal strategic vision/mission is
present.
• Decisions on innovation are made within the TMT and
therefore information gathered is generally kept at this level.
• The OM shows a commitment to learning, no formal budgets
are set for this, although decisions are almost always based on
information gathered;

Prior to MIR Exposure

Longitudinal Period

LO

• The firm do not proactively evaluate the operational routines. A
low level of importance seemed to be placed on this by the
OM, stating that they simply didn’t have time;
• The TMT share the same idea for the company direction,
although no formal strategies or goals are in place, this gives a
feeling of an ad hoc approach to learning aspect of the
business.

Presence of SOs

• Low levels of risk-taking with C7. The OM displayed a carefree attitude to decision-making around NPD, this seemed to be
fed from the brand ethos of ‘Just Live a Little’, there was a
sense of reluctance to committing resources without a certain
level of guarantee in a successful outcome;
• The OM believes that the firm are pushing the boundaries
within their sector mentioning the firm do not look to others
(competitors) for ideas or inspiration, instead developing their
own;
EO

• C7 has a very centralised approach to business and as such low
levels of Autonomy within the firm, however, the OM pointed
to external partners conducting research and bringing ideas to
the table which were brought to completion;
• A lack of a formal strategy and therefore specific goals sees C7
showing low levels of proactiveness, although, with the keen
interest in MO, this dimension of EO is present to a certain
degree through the utilisation of information into possible
opportunity;
• The OM showed no aggressive approach to competition by this
firm.

Sourcing
MIR
Utilisation

C7 outsource their MIR gathering, reports are created using
market trend data and product innovation information. These
reports are not delivered systematically and are not a regular
occurrence. Current retail customers also offer MIR.
Any MIR gathered is done so on a project basis i.e. gathered as
required/serving a purpose. Information around customer trends
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is used directly in the NPD process to determine flavours and
ingredients. Data is also utilised to determine price. Product
packaging is influenced through market data in terms of the most
influential messaging to affect sales.

Activity

This firm show medium to high levels of NPD activity. The OM
pointed to the agility of a small firm as a competitive advantage;
the OM pointed to the ability to created new products quickly and
push them to market.

Practices

There are some aspects of formality in the approach to NPD
taken by C7. The OM pointed to a consumer first approach,
driven by information gathered. Any products created are tested
in-house and aspects of the process are shared with external areas
of the business to ensure everything ‘lines up’ i.e. packaging
design company.

NPD

MO

• C7 used the Dunnhumby Clubcard data provided to improve
their understanding of their Tesco consumer. The specific data
supplied contained ready-made segments and the OM used this
to create their own profiles and better understand their wants
and needs;
• The information provided gave the firm a further understanding
of their customer (B2B) in terms of shoppers, this allowed for a
more detailed sale pitch to buyers;
• Greater focus on competition.
• C7 have employed a person in a product development capacity.
This employee will be tasked with gathering information and
utilising it for innovation;

Post MIR Exposure

IO

• The firm made a number of decisions around their current
product lines that were based on a long-term goal;
• The information gathered is now discussed on a wider scale
than before. The introduction of a dedicated NPD employee
allows for more formal processes in this area, it has also moved
the information beyond the TMT.

Presence of SOs

• The OM seems to put even more value on the benefits of
learning within the organisation, the introduction of a new team
member has allowed more time to be allocated to this practice;
• There is evidence of C7 increasing their proactive behaviour
around some aspects of the business. Previously, they seemed
to avoid discussions with buyers (customers), the OM pointed
to having more open and honest conversations and actively
seeking feedback;

LO

• Some evidence of longer-term goals being implemented.
• Continued low level of risk-taking within the firm in terms of
committing large amounts of resources;

EO

• Innovativeness may be lowered due to the amount of influence
from the information being gathered and it’s utilisation in NPD;
• Proactiveness seems to have increased, the OM discusses NPD
and what the consumer will want in a more long-term context;
• Signs of being more aggressive towards the competition, the
OM talked about ‘defending their place on the shelf’.

MIR

Sourcing

C7 added personnel to conduct this task specifically showing a
significant change in the sourcing practices of this firm. The firm
continued to source and request MIR throughout the research
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period. These actions possibly lowered the use of the third-party
contractor previously employed to gather and disseminate
information for the company.

Utilisation

The MIR gathered is used to generate ideas from the needs/trends
of the market. It is also used to benchmark and/or qualify any
spontaneous ideas brought forward. The MIR provided was also
used to reduce the product lines being offered by the firm based
on the data shown.

Activity

C7 are developing a new ‘food-to-go’ option to diversify their
product line and allow them to expand on their customer base. C7
have also launched a low sugar range. These decisions were made
based on the MIR gathered.

Practices

The NPD process has become more formal and structured. The
OM talked about the data gathered and how any new ideas would
fit into the current or future markets. NPD is also affected by the
new longer-term strategic position of the firm (based on the
increase in the components and values of IO and LO).

NPD

4.11 C8 Context and Analysis
A family-run fruit production and canning business in operation since 1969 diversified into cider
production in 2006. The OM (C8P1) worked within the family business before overseeing
operations of the new venture. The firm oversee every aspect of the production from growing the
fruit to production and bottling along with marketing and distributing the final product. Following
the initial interview it was observed that C8P1 put an emphasis on the quality of the product and
had a keen interest in global food and drink trends. C8P1 was a well-travelled person with an
interest in unusual flavours and bringing unique products to market.
4.11.1 M IR Sourcing and Utilisation (C8)
C8 were active in sourcing MIR prior to the first interview. The OM gathered information from
sales and distribution partners as well as industry publications. As with other cases, a large
percentage of MIR was sourced directly from the consumers at trade shows and festivals. The OM
is well travelled and has an interest in the global drinks market, bringing information and ideas
from places he visits. There is no systematic approach to sourcing MIR, much of it is ad hoc or as
needed. Following the delivery of the MIR after interview one, the OM seemed to have an
increased interest in the information that was supplied. Several requests were made for more indepth MIR and the OM continued to request this beyond the research period. In terms of utilisation
of the information provided, the data surrounding the customer profiles within the Dunnhumby
reports seemed to focus the OM on segmenting their market in a more systematic way. Information
around the activities of the firm’s direct competitors within Tesco also became a focus.
The OM discussed further utilisation of the data in the sales process “it gives us direction, and it
gives us the ability then to go to the buyer and say, number one, that 40% figure, repeat purchase.
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Sarah can now use that in stores”. There seems to be a stronger focus on the performance of the
current product line and less on NPD and potentially filling gaps in the market. The NPD practices
also showed that the OM considered a target market when considering further development of a
product, but failed to demonstrate how these consumers are identified beyond the ad hoc
information gathered.
4.11.2 Strategic Orientations (C8)
Overall C8 showed medium to high levels of MO. The OM used a number of touch points to gain
an understanding of their customer; these included direct contact at shows and festivals, some
social media activity and a brand ambassador on the road. The OM showed a desire to understand
the audience to facilitate a better connection with the brand. The delivery of the MIR seemed to
increase the focus on the consumer; the OM showed an interest in the Dunnhumby segmentation
and began a process of creating their own company segments. Aspects of Interfunctional
coordination were present with the OM including the brand ambassador in the process of creating
market segments, using the MIR provided; “I want her (the brand ambassador) to look at that and
report back to me with some ideas, some lessons on how we can, the type of people we need to be
targeting, and then how we’re going to target them.”
In the beginning, competitors did not seem to be a focus for the OM, he had a broad focus on who
his competition were, but had little desire to gain more knowledge about them. After delivering the
initial MIR, which included some competitor information within specific outlets, the OM requested
more information of this nature; this information seemed to drive a desire to understand how the
products were competing directly. I got the sense that the information was being used as a
benchmark for success in terms of sales figures with little further insight to be gained. The OM
showed little interest in the strategies or practices of the competition, he focussed on the activities
of the largest companies in the market as influencers and less on companies of a similar scale (craft
firms).
The components of IO remained the same throughout the research period. The OM consistently
showed a Learning Philosophy with a continued focus on acquiring knowledge to innovate. A large
percentage of the second interview was centred on the OM passionately discussing the knowledge
he had gained in researching hops as a new ingredient for a range of new products. With low levels
of NPD activity in C8, nothing had been advanced beyond the research stage with this particular
project.
Strategic direction within C8 is heavily influenced by the brand they have created and the ethos
behind it. This brand seems to only facilitate a customer-facing sales message and does little in
terms of feeding long-term strategies, especially around NPD. I got the sense that the OM is
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incredibly proud of the brand and the accompanying brand guidelines, he was enthusiastic about
the tangible elements created to promote the brand in the market including the packaging; I did not
get the sense that this brand could steer the firm, because of its lack of drivers and objectives,
beyond looking good on the shelf. This lack of long-term strategy may be a contributing factor the
low levels of NPD activity shown in the case.
With a typically small team, transfunctional acclimation is present to a certain degree. The
information being constantly gathered by the OM and the brand ambassador are discussed, but no
formal practices are in place to ensure the utilisation of knowledge specifically for NPD. Following
the delivery of the initial MIR, the OM had begun a process of information utilisation in terms of
improving the firm’s consumer targeting, this was being done in conjunction with the other team
members.
The OM is committed to gathering information and encourages others in an attempt to foster a
learning climate within the organisation. The delivery of the MIR seemed to encourage this
practice in terms of consumer knowledge gathering and a desire to understand their wants and
needs; tasking the brand ambassador with analysing the information and returning a report on her
findings. Operationally, the routines are assessed proactively; the firm hold formal industry
production accreditation, these come with guidelines, which must be adhered to. In terms of NPD,
the OM’s product research and information gathering prompt questions around the techniques and
routines being employed in production.
As previously discussed, the lack of a long-term strategy within C8 defaults any aspect of a shared
vision to the elements of the brand. Following the delivery of the MIR in the first interview, the
OM seemed to be forming a clearer set of parameters for what was to be learned and why, i.e. the
focus on the specific target markets and a desire to understand their wants and needs. The increase
in the shared vision aspect of this SO seems to be driven from the knowledge gained around the
customer (MO).
C8 seem to be a risk-averse firm, with the OM adopting an approach to NPD that is focussed on
information gathering with little activity. The firm have a small product offering and although the
OM passionately discussed future radical innovation, nothing was moved beyond research and
discussion. The firm is centralised and offers little autonomy, the OM is directly involved with
almost every area of the business; “No batch goes out unless it has been tested by me”; “Most
communications have to come through me”; “So, I keep a tight rein on stuff. As I said, nothing
goes out the door unless I’ve tested it.”
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The OM showed signs of competitive aggression with the desire to knock others off the shelf, but
the lack of risk-taking seems to be connected to a less bold approach to the market. C8 seem to be
skilled at anticipating future opportunities around NPD, but little is done by way of producing and
launching them. The OMs commitment to learning seems to give him a broad knowledge of the
market and this drives the conceptual ideas, giving the firm an internal sense of innovativeness.
The company have launched one product in the past that could be considered innovative in the
market, it has been successful, but no further activity since then. This cautious approach to NPD
gives the impression from an external point of view that the firm are not leading the market with its
products.
4.11.3 NPD Activity and Practices (C8)
No NPD activity beyond conceptualisation was evident within the research period. The OM talked
about a number of ideas he had around radical new products and where he thought the market was
going, but nothing had come to fruition. When questioned about the current product lines and the
development of the most recent product (which could be considered radical to their market), the
OM pointed to a semi-structured approach; ideas were generated, samples were created and
extensive product testing was completed before incrementally launching the product. The OM
talked about the product having a purpose in the market and focussed on its development being
driven by a specific target consumer “if we bring in a new product to market, it’s not for the sake
of it. It has to serve a purpose or a consumer need that we identify”. The majority of ideas come
directly from the OM, this, along with the extremely centralised approach could indicate that the
NPD activity is entirely dependent on the OM; with this in mind, the reluctance to take risks (EO)
may be a contributing factor to the low levels of NPD activity.
4.11.4 Longitudinal Observations (C8)
C8 displayed a change in MO and LO across the research period. The OM showed he was
knowledgeable about the market and products/production and was keen on continually increasing
this knowledge. In terms of NPD, little was actually developed beyond concept. This case almost
felt like analysis paralysis, the OM enjoyed the initial part of the product development journey,
researching production techniques, sampling, testing etc. but when it came to putting the
knowledge into practice and getting something on the shelves the process slowed. Uncertainty may
be a contributing factor to these radical ideas being halted. On several occasions the OM mentioned
competitors “innovating for the sake of it” and how he did not want his company to follow that
pattern; wanting a more measured approach to NPD that had a reason and more importantly, a
market. This approach can create a more stable focussed business, but may also reduce the
competitive advantage they have in agility i.e. bringing out limited edition small batch products
that larger companies cannot. The OMs knowledge and ideas seemed to be wasted, he passionately
talked about flavours and production techniques and this innovativeness and proactiveness were
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stymied by a reluctance to throw caution to the wind. The OM puts a lot of focus in the brand as
the driving force behind the firm, the brand is not pitched as exciting and forward thinking and this
too may contribute to the ideas ‘not fitting’ with the plan.
The combination of MO and LO seem to create a system of gathering relevant information based
on the target market of the firm, the information drives idea formation and the lack of strategic
direction (IO) and the ability to take a risk or desire to be inherently innovative (EO), halt the
process at that stage (See Figure 12).

Figure 13 – The role of SOs in production of a product concept 'idea'

4.11.5 Sum m ary of C8’s Strategic Orientations, M IR and NPD
C8
• C8 have a focus on understanding their target customers;
• The OM attends trade shows and festivals to gather information
directly from customers;

Prior to MIR Exposure

Longitudinal Period

• The firm have a sales representative (brand ambassador) on the
road, part of their job is customer feedback;
• Social media insights and interactions are used in the process of
understanding the consumer;
Presence of SOs

MO

• The OM has a broad understanding of their competition in the
sense that anyone serving an alcoholic beverage can be
considered competition;
• Information on competition is gathered on an ad hoc basis and
is used to benchmark their (C8’s) position in the market in
terms of product and price;
• The OM showed a particular interest in obtaining competitor
sales data from the Dunnhumby information;
• Information gathered is shared with the small team but not on a
regular basis, information around NPD failures is kept to the
TMT;
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• The OM and Brand Ambassador regularly gather information
surrounding innovation/NPD;
• The OM has a group of people in the industry that he regularly
contacts in terms of gathering information on NPD;
• The OM recognises the need for a more focussed strategic
direction, one that is aimed at consumer needs;
• The firm seem to have a strategy in terms of who they sell their
current products to, but little in the way of new or emerging
products or markets;

IO

• Direction in terms of NPD is driven by the brand they have in
place, this is centred around an aspirational tagline “Nature’s
Magic”;
• The current products have been developed with a food-pairing
strategy in mind;
• The OM is open with information gathered around NPD and
regularly transfers this knowledge to other members of the
organisation and to exterior partners such as distributors.
• The OM seems to embrace knowledge and enjoys gathering
information on a wide number of subjects within the industry;
• C8 have no specific budget for research around NPD, the OM
seems to encourage this process, but has no real focus on what
time/money is being spent doing so;
• Product quality and processes are inspected regularly by the
OM;
LO

• Sales information along with product quality are regularly
evaluated along with distribution/marketing partners;
• The business routines are evaluated using SALSA and BRC
accreditations;
• The firm have an aspirational brand message in place and the
OM seems to put a focus on this and the drivers behind it. This
brand is used to help guide the OM along with the internal and
external team members.
• Extremely low levels of autonomy within C8, the OM insists
on having the final say on almost every area of the business;
• Low levels of risk-taking in terms of NPD, the OM focuses a
lot of time on gathering information and this seems to be both a
help and a hindrance;
EO

• The OM seems to have a number of innovative ideas, but
nothing has been acted upon;
• The OM seems to be quite competitive and is happy to compete
directly with other firms vying for shelf space;
• A knowledgeable and creative OM with radical, innovative
ideas with a lack of proactive development.

MIR

Sourcing

C8 seem to be constantly gathering information from both the
direct market (via festivals and direct consumer interaction) and
indirectly from customers (on-trade and off-trade) via the brand
ambassador (sales representative on the road). Sales reports are
gathered from outlets where possible, and market trends are
focussed on by the OM (although no official publications were
mentioned in the interview, this may be considered the OMs own
opinions/observations). C8 attended a presentation on the
alcoholic industry market trends at QUB.

Utilisation

Low levels of utilisation of vast amounts of information gathered.
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The OM talked a lot about the market trends and the sourcing of
sales information, but little around how it is used in decisionmaking or within the firm.

Activity

Very low levels of NPD activity. The OM talked extensively
about the industry and the tend to rapidly expand lines within the
craft beer market, and how they as a company want to actively
avoid that practice.

Practices

The OM talked about wanting to stay relevant within the market
but felt that NPD for the sake of it was not the direction they
wanted to take. The products currently being offered were
developed using a systematic routine including product research,
small group testing and eventually marketing testing before a full
launch. Although the firm do not have a set NPD budget, the
process seems to be quite slow and measured. This may also be a
case were analysis paralysis is in play.

NPD

• The information provided during the first interview has given
the OM a new focus on the end consumer;

MO

• There is a new focus on a more specific customer segmentation
process within the firm;
• The MIR around market trends was quoted by the OM,
showing an interest in the wants and needs of the consumer
• The OM showed a greater desire to understand the performance
of specific competitors in the market;
• Learning specifically to innovate was demonstrated by the OM
with examples surrounding the introduction of hops and new
brewing techniques to the firm;

Post MIR Exposure

IO

• The OM refers to the brand driving the long-term strategy of
the business, this brand ethos is not focussed on innovation and
has no vision/mission related to it;
• Increased focus on learning and gathering information through
new channels;

Presence of SOs

• Desire shown to gather more information around consumers
and utilise the information for NPD;
LO

• Some increase in the level of open-mindedness in terms of
routines and practices in brewing, focussed on NPD;
• Increased activity with the brand ambassador and
encouragement to interact with information gathered to
enhance/expand the brand.
• Little change in many of the dimensions of EO, still showing
signs of being risk averse;

EO

• A slight increase in proactiveness brought on be the MIR, some
mentions of future opportunities but mainly focussing on
current performance;
• A slight increase in innovativeness in terms of product
concepts, but nothing brought to fruition.

Sourcing
MIR
Utilisation

The OM continued to utilise the Dunnhumby resource and
frequently made contact to enquire about deeper levels of
information from the same source.
The OM is using information gathered to help target specific
segments. The OM talked about a particular market and
wondered if a specific product could be developed to meet their
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needs.

Activity

Very low levels of activity. The second interview highlighted the
OM’s desire to be innovative and his enthusiasm for gaining
knowledge in terms of production; it also showed a reluctance to
bring ideas forward to completion.

Practices

There has been little change to the OM’s approach to the use of
data around NPD. The company are still keen on gathering
information around trends in the market, but the approach to the
development of new products is a cautious one. I feel that a lack
of resource around NPD in terms of people is key to this. The
OM gathers data and enjoys the process of experimenting with
ingredients. The experimentation seems to be guided by
information gathered on what is trending in the alcohol market,
but the action around actual development is slow. The OM seems
to be very product oriented, this seems to put him in a position of
enjoying the chase more so than the actual production of an item
to sell. There are a number of times he makes excuses about
putting product out and referring/comparing to bigger businesses
that can just do it at the drop of a hat.

NPD

4.12 C9 Context and Analysis
A truly artisan producer with total focus on the product quality. The OM (C9P1) was one of only
two people involved in the business. Started in 2013 in collaboration with an established dairy farm
and using Kickstarter funding, this firm began selling their blue cheese product direct to the public
at local markets and artisan food fairs. The business moved into the B2B market focussing on highend restaurants and suppliers. C9P1 travels extensively to markets in both Europe and America and
collaborates with other similar producers globally. Over the course of the research the business has
moved into their own retail premises in Belfast, still producing at the farm facility and selling
through this outlet.
4.12.1 M IR Sourcing and Utilisation (C9)
C9 seem to source little to no MIR. The OM did not seem to put much emphasis on the
requirement of MIR in any business function including NPD.
4.12.2 Strategic Orientations (C9)
The OM has developed close working relationships with the firm’s B2B customers and uses any
opportunity to connect with B2C customers both on the ground and through various social media
channels. The firm have no processes in place for sourcing information and no systems to interpret
any information gathered. In terms of competitor understanding, the OM does not seem to focus on
other producers or have any intentions of trying to understand them; in fact, the OM feels that the
more producers there are, the better it will be for the industry as a whole and encourages new
entrants to the market “the more cheese makers there are the better and whenever we were coming
back and we knew we wanted to make this cheese”.
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There are minimum levels of interfunctional coordination due to the lack of focus on customers and
competitors within the market.
C9 currently produce one product, the OM is Product Oriented and any learning is focussed on
techniques to ensure consistency with said product. Innovation if any is incremental and targeted
towards production techniques. The OM believes learning to be an important area of the business,
but it is not specifically for the purpose of innovation.
Long-term strategy and planning do not seem to be a priority for the OM. The strategy is based on
the OM’s own goals and objectives in the market and although it seems to be shared organically
through conversation with other team members; the OM mentioned a mission statement in passing,
but did not emphasise how it would be used in processes such as innovation.
With very little NPD activity, the discussion around innovation was short. The OM pointed to
aspects of Transfunctional Acclimation with production knowledge being shared on a regular basis,
but not necessarily focussed on innovation.
The craft nature of this firm and its product do not seem to be the typical environment for
innovation to be a priority and therefore the components of IO do not seem to be present.
C9 have a strong commitment to continual learning within the business. The OM referenced
collaboration with other producers and knowledge gathered through on the ground research being
key to the business. The OM encouraged other team members to pursue knowledge and increase
their awareness of the market “you always want to know what’s happening just to make sure you
know that you’re aware of what’s going on and then if you know what’s happening… if you’re
always sort of knowing what the current trends and stuff like that are… you’re letting them know,
so you’re sort of like the cheese guru kind of guy”
The operational routines of the firm are proactively assessed, the processes involved are critical to
the production and therefore any discrepancies can be detrimental to the final product. The OM
seemed open to new concepts or ideas around production, the firm often collaborate and share
ideas with other producers in an effort to improve operations and product.
Shared vision around learning is also pointed towards producing the best quality product possible
and creating a culture in the local market. The OM will encourage team members to pursue
knowledge, but for the right purpose. There is a certain level of autonomy within the firm, but
anything pursued by other team members is inadvertently guided by the principles of the owner.
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Many of the dimensions of EO are present in low levels if any. The OM seems to approach
business decisions in a slow and methodical way. If an opportunity were identified in the market it
would not be pursued unless it had been thoroughly researched “so if we do anything different, it’ll
be down to a lot of research, we’d never just jump headfirst into anything.” The OM also set
parameters in terms of production and I got the feeling that anything to radical would not be
pursued due to a lack of resources “we’re only going to do something that will fit into that working
day”. These statements seem to show a lack of innovativeness or at least innovativeness not being
a priority in the firm.
There was some evidence that the OM would allow others to bring ideas forward individually “I'm
trying to give him that ownership of the business not just he works for me… that’s what I’ve been
trying to do, is to sort of steer him to have the confidence to not just be an employee... so he does
have the power to make a decision and do what he wants but he’d usually just send me a message”
C9 do not seem to display any level of competitive aggression. The OM seems to see their
particular market as a community of producers and is happy to welcome new members and share
ideas “again, we say the more people making cheese the better as long as they're doing it in an
open way”. This dimension of EO seems to be connected to the lack of Competitor Orientation in
MO.
4.12.3 NPD Activity and Practices (C9)
This business is centred on one product. In terms of NPD, the OM talked about some possible
additions to the product line in the future, but it was not the current focus. The product is a longterm investment product and requires a number of years to establish it in the market; volume sales
come in the form of large numbers of small supply customers. The OM is not interested in large
volume production or supply; it is very much a craft product. To this end, the business is more
interested in making incremental (minor) adjustments to the current single product than line
extending. The OM, at one point mentioned a product that could be introduced alongside the main
product – it was mentioned in passing and not focussed on. The product would require little in
terms of production change and was thought about based on people mentioning it to him. The OM
considered the product, but with little research or formal process in mind when developing it.
4.12.4 Longitudinal Observations (C9)
Although the OM stated on several occasions that he wanted to remove the idea that cheese is
something that can only be enjoyed by more affluent people, he avoids selling it to mainstream
customers (i.e. Tesco, ASDA, Sainsbury), preferring specialist wholesalers, market traders and
small delicatessens (usually populated by more affluent people). The lack of MO seems to show a
lack of interest in the wider market C9 wish to serve; this loose strategy of “cheese for all” as
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quoted by the OM is not being played out in the strategic decisions, in that it is a low volume
specialist product and therefore not attainable by a wide audience.
The passion shown for production and continuous learning and improvement is clearly translated
into a high quality product that is sold at a premium. There is a feeling of anti-establishment in
terms of large corporate retailers, and as such the OM is focussed on the craft aspect of this and any
other products they my launch. The OM is opening a retail outlet that will stock their product and
related items of a similar standard. A niche producer of an honest, high-quality product that they
believe in.
4.12.5 Sum m ary of C9’s Strategic Orientations, M IR and NPD
C9
• Low levels of customer orientation in this firm.
• A majority of this firm’s customers are B2B; they are in the
process of opening a B2C outlet;
• The OM had a broad idea of an initial target market for the
product, any understanding of these customers is gathered
through ad hoc social media interactions;
MO

• An objective of this firm is to make the product accessible to as
much of the market as possible; therefore the OM does not
consider understanding the customers (B2C) as an important
part of the business strategy;

Prior to MIR Exposure

Longitudinal Period

• Extremely low levels of competitor orientation, the OM does
not seem to be concerned with competition, in fact, he talked
about larger numbers of producers being an advantage;
• With the low levels of both customer and competitor
orientation, there is subsequently almost no Interfunctional
coordination in this firm.
• The OM is focussed on quality produce and production; he is
constantly acquiring knowledge around production techniques;

Presence of SOs
IO

• The OM pointed to a mission statement which had a focus on
making the product as accessible as possible in the local
market;
• Elements of transfunctional acclimation are present; knowledge
gathered around production is transferred to other team
members.
• The OM has a commitment to learning, knowledge is gathered
through on-the-ground research and the information gained is
actively transferred to other team members;
• The OM encourages other team members to pursue knowledge
to facilitate improvement and innovation;

LO

• C9 proactively evaluate the operational routines, the production
aspect of this business is of high importance due to the nature
of the product;
• Although C9 have no documented vision in place, the
principles applied to all areas of the business are centred on the
OM’s values in creating a quality product; these values
inadvertently create a vision to guide learning.
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• Low levels of EO within this firm;
• A low-level of risk-taking is evident in the slow, methodical
approach to business decisions;
EO

• Some aspects of autonomy, encouraging other team members
to take complete control of tasks and innovation decisions;
• Innovative and proactive in terms of the initial product offering
being a first in the local marketplace, little evidence to show a
continuation of these dimensions;
• Lack of competitive aggression, preferring more competition
believing that it will create a richer marketplace.

Sourcing

Extremely low levels of MIR sourcing. Any information gathered
is done so when an opportunity is made to talk directly to a
consumer or when attending industry events. There are no official
processes in C9 for gathering market information.

Utilisation

A gap in the market was established by the OM when deciding to
create their first product. This gap was identified through on the
ground research. Other than this instance and given the low levels
of MIR sourcing it can be assumed C9 have low levels of
utilisation.

MIR

Activity

Extremely low levels of NPD activity. The business launched
with one product and continues to only produce this single item.
During the interview the OM briefly discussed some possible
opportunities, but no further than ideas for discussion.

Practices

The initial product was identified as a gap in the market and the
development was based on the OM’s qualifications in production.
The OM had a product in mind and made it with little or no
consideration for a process that included testing and feedback as a
stage.

NPD

Contact was limited with this case throughout the research period

4.13 C10 Context and Analysis
A husband and wife team producing a range of cooking sauces and condiments since 2014. Both
were present during the first interview (C10P1 and C10P2). C10P1 was the main contributor to the
initial interview. C10P1 was involved directly in the development of their initial product and took
responsibility of sales and marketing. This firm mainly supply independent retailers along with
local artisan food shops; they also sell directly at markets and festivals (mainly attended by C10P2).
Production of the sauces is contracted to an independent firm with C10P1 completing the majority
of distribution. The OMs both revealed they had little experience in marketing or the use of MIR.
4.13.1 M IR Sourcing and Utilisation (C10)
There were low levels of formal information gathering within this firm. Ad hoc information
gathered was briefly discussed, but rarely utilised. Formal information/knowledge gathered seemed
to be of more value to the OM (M.Sc. food nutrition) and was utilised in some areas of the business,
including NPD.
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4.13.2 Strategic Orientations (C10)
The initial interview found very low levels of MO in present in this firm. The behavioural
components of customer and/or competitor orientation did not seem to be important factors of
business function for the OMs. Customer interaction occurred sporadically and with no strategic
goals of understanding them (the customers), these meetings were of little use. In terms of
interfunctional coordination, the lack of the first two components, this component is by default, not
present. One of the two OMs seemed to dominate the NPD process making almost all the decisions
within the process; this same person seemed to lack interest in consumer opinion, disregarding
focus group feedback within the NPD process “So, we got some comments about that. About the
taste, I actually decided to disregard those comments because they were saying to me it's too sweet
and I really trust my palate more than these twenty people”. It could be argued that these are the
actions of a true entrepreneur, but the product being developed was not a radical innovation, it was
a Me-too product that is widely available. Over the course of the research C10 requested
information surrounding the food service industry and the second interview saw a greater focus on
the B2B market. MO increased with this change of focus in terms of the customer (rather than
consumer) opinion being regarded by the OM as an important factor. NPD was more focussed on
creating the product that the customer (B2B) was requesting. The customer requests presumably
were coming from a place of necessity from their own markets.
Learning was a focus of both OMs, one a former researcher and the other, a Ph.D. who was also
undertaking a further M.Sc. in food nutrition. Although strategic direction was lacking in terms of
vision/mission statements, both OMs had a similar goal for the products they were
producing/wanted to produce. Transfunctional acclimation was present to a certain degree, with
relevant knowledge around health and nutrition transferred on an ad hoc basis, both internally and
externally. The lack of clarity around business direction and strategic goals in general (beyond sell
more product) may be a contributing factor the to lowering of the presence of this orientation. The
second interview with its focus on the B2B market, showed a slight increase in focus and therefore
a greater presence of the strategic direction component. In terms of NPD, this seemed to slow the
sporadic idea generation and testing in favour of incremental, focussed development that was
driven by customer requests i.e. around pack size and flavour options.
LO could be considered the most prevalent SO for C10. As discussed in the previous section the
penchant for research and study of relevant information that could be used in product development
was evident. The knowledge being gathered was formal in terms of its academic accreditation and
the OM valued the information, utilising it in both product development and marketing (the OM
felt that the qualification would enhance the credibility of the products healthy aspects i.e. I know
what I am doing). Knowledge gained was utilised in the operations and routines of the firm in
terms of production; as the OM increased their knowledge base the production techniques and
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ingredients where changed to improve the final product. As previously mentioned, C10 did lack
formal business plans and mission statements, however, both OMs were agreed on the vision of the
firm in terms of the products they wanted to produce i.e. healthy and as natural as possible.
C10 showed little in terms of the five dimensions of this orientation. The company seemed to
actively experimenting with NPD, generating ideas, but rarely taking them beyond the test kitchen.
As with other firms, a low level of risk-taking seemed to stifle the NPD process, the company
wanting reassurance that the product would work before committing any resources to its further
development. The lack of MO may be a contributing factor to this lack of risk-taking and low
proactiveness; knowing a little more about the customer and competitor may have given some
reassurance and the also contributed to the OMs ability to anticipate future opportunities within the
market. The combination of the above activity surrounding the EO dimensions within the firm also
lower the innovativeness of C10; the OMs radical ideas not making it to the market. With the
strong opinion demonstrated with the disregard of focus group feedback, it is not likely the OM
would allow independent ideas to be brought forward by others. Although competitive aggression
was low with this firm, the OM did demonstrate animosity towards what he deemed companies that
produced poor products.
4.13.3 NPD Activity and Practices (C10)
A true micro firm with a husband and wife team driving almost all the decisions forward. In terms
of NPD, the husband seems to be the chef and developer within the team. He uses a lot of instinct
with the production and his Italian roots as the basis of the flavour profiles. The NPD process does
not seem to be directly affected by any market trends or analysis. Although they talk a lot about the
products existing on the market and how they want to make healthy, free-from food this focus does
not seem to be derived from any particular source/research, I believe it is from broad generalisation
of the market. The OM seems to have a little entrepreneurial spirit in terms of inventing sauces in
the kitchen although these products do not seem to be highly original; in his eyes they are better
versions of existing products. There is a strong belief in the quality of their products and a belief
that all the ‘big companies’ are making poor, unhealthy products – this seems to be a driving force
of their company, the betterment of peoples eating. There are some formal NPD practices based on
the use of external systems of testing and development.
4.13.4 Longitudinal Observations (C10)
C10 could be seen as being more product-oriented. The main focus for the OM in NPD is to find a
new flavour, but with little interest in a market it may serve, the process rarely brings a result that
would extend the company’s product line or improve their offering. The change of strategy from
B2C to B2B seemed to increase the MO of the firm. I believe the OM found it easier to focus
efforts on selling large volumes of their current products to a more condensed customer base than
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chase the ever-changing tastes of the consumer market “why I want to disperse my resources now
in NPD when I should put my resource is sales and find a market. ‘The proper market’, sell tons of
the stuff. It’s ridiculous, isn’t it? It doesn't make any sense.”
This strategic change by C10 may lead to increased profits if they can achieve the desired volume
sales. The firm seem to have a solid strategic direction and requested more specific MIR after the
second interview. In terms of NPD, the products developed will be much more incremental in
nature, but the process may be more formal in approach i.e. developing for the requirements of the
new market (B2B).
4.13.5 Sum m ary of C10’s Strategic Orientations, M IR and NPD
C10

MO

• Small amounts of information are gathered through face-to-face
meetings and at events. The information gathered, which
mostly amounts to requests, is occasionally utilised by the firm.
No formal processes are in place to help the company
understand its current or potential customers.
• The interview process did not show any signs of competitor
orientation beyond understanding their price point.
• No real evidence of interfunctional coordination in C10.
• One of the OMs is committed to learning and is currently
studying for a Masters in Food Nutrition. This study was
directly related to the development of new products.

Prior to MIR Exposure

Longitudinal Period

IO

• C10 do not seem to follow a planned strategic direction. The
OM briefly mentioned an old business plan, but nothing that
was focussed through a vision or mission.
• The OMs seem to have distinct roles in the company and little
of what is gathered is shared for innovation purposes.
• The OM has a commitment to learning. The information being
gathered is directly related to the firm’s products and trends in
the food market.

Presence of SOs

LO

• There was evidence that the routines and operations of C10 are
being evaluated. The OM has made a number of changes in
production.
• Both the OMs have the same goal with the company and the
products they produce. This shared vision, although not
transferred to a business plan or mission statement, does affect
NPD i.e. the focus on food nutrition learning for the purposes
of keeping with the firms beliefs around ‘free from’ foods.
• New products seem to be developed on the basis of gut instinct
and the OM will commit time and money in developing
products with uncertain outcomes.

EO

• The OM believes the products are innovative in terms of
product quality, but most products are considered Me-too.
• C10 show little proactiveness, there was little evidence during
the interviews that the OMs were looking toward future unmet
opportunities for the business.
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• The OM showed a level of animosity toward competitors and
their products, but showed little in terms of wanting to undo
them.

Sourcing

Very little active MIR sourcing from C10. Any relevant product
or market information is gathered on an ad hoc basis and
normally through face-to-face interactions with customers either
during a product delivery or at events/food fairs.

Utilisation

In terms of NPD, MIR gathered is not specifically used in the
process. Some feedback from customers has been used in broad
decision-making i.e. around a larger pack size, which the
company implemented, but other than that instance, MIR is not
actively sought or utilised.

Activity

There seems to be a high level of activity in the concept idea
generation stage of NPD, but without the previous product
strategy stage, a lot of what is created goes no further than this.
The firm have created and launched two products. The OM is of
the opinion that further product lines are unnecessary and that
time and effort should be focussed on a smaller range.

Practices

C10 have a sporadic approach to their idea generation. The OM is
a keen cook and believes his Italian background should help
influence the products developed; this element seems to have
some bearing on which concepts are chosen to bring forward.
After a concept is chosen a formal process is followed with the
utilisation of development kitchens and panel tastings.

MO

• C10 seem to have increased their focus on the consumer a little.
The customer focus is also becoming be a contributing factor
when making strategic decisions around products.

MIR

NPD

• The learning component has always been present with the OM
constantly learning through formal and informal channels. The
gathering of MIR has been utilised more as mentioned with the
B2B process and transfunctional acclimation could be
attributed to the more formal presentation of ideas from the
OM (when presenting to customers).

IO

Post MIR Exposure

Presence of SOs
LO

• A major SO within this firm and has increased a little with the
introduction of the MIR. The materials provided have probably
focussed them a little more in terms of what to learn about.

EO

• The EO aspect still seems to be lacking. I believe this is
something that is stifling the NPD process. The OM seems to
generate a wide number of ideas, but rarely develops them to
the next stage. A lack of risk-taking may be attributed to this
behaviour; there are several occasions where the OMs need
reassurance of product success before moving forward.

Sourcing

Sourcing increased a little with C10. A focus on B2B products
called for information gathering within specific markets. This
increase in sourcing could be attributed to the extra resources (the
researcher) being available. The OM pointed to restricted
amounts of time being available as a contributing factor to low
levels of MIR sourcing.

Utilisation

The information gathered was used in the NPD process business
analysis stage. The OM wanted to assess the potential market for
a food service version of their current products.

Activity

C10 were developing a range of B2B products and attempting to

MIR

NPD
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collaborate with established businesses in offering a combined
product.
Practices

There was little to no change to the informal OM-driven
processes of NPD within this firm.

4.14 C11 Context and Analysis
A popcorn producer which opened in 2014 as part of a collaborative deal with a food distribution
firm. The Director (C11P1) managed the sales and marketing end of the business, the products
were listed in a number of independent and multiple retailers throughout Ireland. This firm also had
a B2B channel in the form of contract production for various suppliers, with contracts across GB
and Europe. During the Initial interview C11P1 referenced potential sales in the Asian market as a
goal for the coming months.
4.14.1 M IR Sourcing and Utilisation (C11)
Much of the information sourced by this firm seems to be anecdotal and no formal processes are
present. The OM talked about a focus on the market “I think we’d mainly, we’d look at what’s
actually happening in the market at the minute, and both broader trends, and what’s happening
with our category.” This broad information was utilised to a certain degree. Much of what was
discussed during the interview seemed to be specific in terms of a piece of information that was
relevant to an NPD project or marketing process i.e. information about a specific market driving a
new product. The OM did point to the firm requiring a more structured process for MIR sourcing
and utilisation “we’re flying by the seat of our pants, as we admitted earlier, we’re gut lucky. In
other words, we needed a gut feeling there, and we’ve got lucky. Going forward with the business
can’t survive like that. It has to be a bit more scientific as well”.

4.14.2 Strategic Orientations (C11)
C11 displayed knowledge of the wider market in which they are competing, but showed no deeper
understanding of their customer within that market. The firm do not segment their client base
beyond broad groups i.e. adults and children and have no formal marketing plan in place. The OM
showed an awareness of the firm’s competitors but did not seem to place any value in striving to
understand what they were doing. The OM was aware of the firm’s lack of MO components and
admitted that they needed to be more active in understanding customers and competitors “we don’t
do enough of it, because we’re, I think because just the stage where the business is, in that we’ve
almost ridden, sort of, by the seat of our pants, and on hunches” he went on to say “as we progress,
and this becomes absolutely crucial to where we go now in terms of the information we get, and
how we target it”. The lack of MO in this case seems to be something other than a lack of
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understanding; from the OMs second statement, he seems to understand the value of these practices,
but fails to resource them.
The OM seemed to be constantly experimenting with new techniques in production and
challenging the people in the business to innovate. Throughout the interview he talked passionately
about successes they had with learning new techniques and proving to customers they were
possible and had potential in the market. The learning philosophy adopted by the OM seemed to be
one that came from trial and error, but he continuously pushed the boundaries with the product. On
a number of occasions the OM described the product as a ‘base product’ and noted that anyone
could use it; he believed the competitive advantage came from the creative output based on the
additions to this base product, in his words “…must be our own wee quirkiness on it, or our own
take on it.”. Innovation seemed to be high on the OMs focus in terms of competitive advantage; his
trial and error process of learning, the ‘take risks’ ideology painted onto the lobby wall and the
inclusion of all members of the team in this process seems to point to a firm that are high in IO.
With no formal processes or budgets set for information gathering, the commitment to learning
within C11 is low. The OM is committed to advancing the products produced through innovation
and this requires elements of learning, however the learning processes adopted in this area of the
business are sporadic. The firm has little in terms of a formal strategic plan and as such the OM
seems to be guiding the direction they are moving; C11 have a belief more than a mission
statement in terms of how the business should move forward. In terms of open-mindedness,
although operational routines are not regularly evaluated, the OMs focus on innovation brings a
need for learning and unlearning production processes. The push for innovation along with the
inclusion of all team members in the process could make a case for the presence of a shared vision
within C11. Elements of the values of LO are present to some degree, but the practices surrounding
them are ad hoc and therefore fail to show a high level of the orientation within this firm.
The OM in the case showed throughout the interview that he was not risk averse, giving example
of resources committed to projects with uncertain outcomes. The desire for the firm to produce
innovative products is also evident in examples demonstrated during the interview. In terms of
autonomy the OM demonstrated a decentralised approach to management and encouraged
participation from all team members, especially in the NPD process. C11 showed they had a grasp
of the trends within the broader marketplace and as such were able to predict future opportunities
to a certain degree. The combination of some components in IO, the ability to take risks and
innovativeness allowed the OM to create opportunity through collaboration with some large-scale,
big brand companies. Although a lack of competitive aggression or indeed focus on competitors
(openly saying that he had no idea of the product price of his closest direct competitor), the OM did
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possess a number of the EO dimensions; the direction of the company was heavily influenced by
the OM and as such C11 were deemed to be high in EO.
4.14.3 NPD Activity and Practices (C11)
The OM seems to be a unique character in that his passion and gut instinct, along with a quirky and
somewhat risky approach seem to bring a number of innovative ideas to the table. Some of the
ideas generated go through to complete production. The OM believes that the opinion of the
internal member of the team should be considered when it comes to the development of products.
The does not seem to be a formal approach to the development of products. Requests from
customers seem to drive it along with the ideas from the OM – these do seem to come from a place
of need in terms of some market research.
4.14.4 Longitudinal Observations (C11)
The OM possesses a number of EO dimensions and encourages innovation, challenging the current
market offering in order to gain new business. Although these traits have created an innovative and
successful business to date, the lack of strategic direction (beyond a mission statement that
encourages risk taking) seems to be missing element in terms of a structured NPD process and
focussed MIR sourcing and utilisation. This firm show knowledge of their broader market but stop
short of segmenting and/or targeting their customers within said market; in terms of NPD this
seems to create slightly sporadic NPD with no predetermined goal. A more market-oriented
approach could utilise the OM’s creativity and ability to take risks and in turn may lead to more
lucrative outcomes for the firm. A more market-oriented approach may also increase the levels of
LO by allowing knowledge gathering to be specific and therefore a more efficient in terms of
volume of information processing. The high levels of EO within this firm have allowed the brand
to become known for its innovate products. An increase in the levels of MO and IO could guide the
NPD along a strategic, customer-focused path to create more profitable outcomes for the firm;
however, a greater presence of these more formal activities may also lower the innovative, agile,
creative production the OM has built within the culture of the firm.
NOTE: During this research, Tayto Group Limited acquired C11.
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4.14.5 Sum m ary of C11’s Strategic Orientations, M IR and NPD
C11
• C11 seems to have a grasp of the wider market in general and
an idea of their target market within it. The OM gathers
information on specific markets when required i.e. pitching to a
distributor.
• The business does not segment its target market.

MO

• The OM seems to understand the importance of knowing the
consumer and the market; he talked about the various segments
and shared his view on their personalities, wants and needs.
• The customer information seems to be opinion more than fact.
• The OM is constantly challenging the status quo in production
and learning through experimentation. On a number of
occasions he discussed instances where the firm produced
samples for potential customers through trail and error
processes, ultimately winning contracts.
IO

• C10 have an informal process in learning and knowledge
transfer. The OM seems to be a driver in terms of gathering
information in order to innovate.
• The firm’s strategic direction seems to be driven by a mission
statement: “The biggest thing we can do as a business is take a
risk”.

Prior to MIR Exposure

Longitudinal Period

Presence of SOs

• The OM encourages all areas of the business to learn from and
feed into the innovation process.
• The OM encourages learning within all areas of the firm and
believes learning can bring add to the firm in terms of
competitive advantage.
• C11 do not proactively assess their routines and operations.

LO

• The firm have no formal learning processes in place although
the OM puts a focus on all experiences being opportunities to
learn and improve the business position.
• C11 have a passive approach to their competition.
• The OM encourages the development of products that are
innovative and actively tries to avoid Me-too products.
EO

• The OM encourages participation from all areas of the business
and accepts input from all team members; levels of autonomy
seem to be high.
• C11 have created market unique opportunities through
collaboration with other brands.
• The company mission statement (see IO section above) points
to the OM encouraging risk-taking.

Sourcing

C11 have an awareness of the market in which they are
competing. It does not seem this firm have a formal process in
place for gathering MIR. During the interview the OM shared
information on the relevant market activity and pointed to some
research around trends. With no active formal processes in place
it is possible that the information shared is anecdotal, and
gathered as required.

Utilisation

Regardless of how information is sourced, the OM seems to put
faith in it. The interview revealed a number of areas where
decisions had been made around NPD based on sourced MIR.

MIR
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Activity

C11 have high levels of activity around NPD. The OM seems to
enjoy the firm challenging the processes within their product
market and creating new and innovate products. During the
interview the OM gave a number of examples of tried and tested
ideas as well as failed experiments.

Practices

There is a somewhat measured/formal approach to NPD, the OM
admitted that they would complete a brief piece of (anecdotal)
research before proceeding with ideas. The OM encouraged
feedback on produced samples. The OM encouraged the
production of new and innovative products throughout the
interview.

NPD

Contact was limited with this case throughout the research period

4.15 C12 Context and Analysis
This firm has 22 years experience in the brewing industry. A family-run business producing a wide
range of products, which are supplied to independent retailers and multiples in a number of global
markets. The firm began brewing at the family farm in 1996 and moved to a large, purpose built
brewery in 2017. This move increased the firm’s capacity in terms of volume and ability to
diversify their product range. The interviews were conducted with the OM (C12P1) and Marketing
Manager (C12P2).
4.15.1 M IR Sourcing and Utilisation (C12)
C12 have no formal research practices in place for gathering MIR. When discussing MIR sourcing
during the interview it seemed like sporadic activity that was initiated by third parties was the only
form of information being fed into the firm. In terms of utilisation, broad market information
seemed the be of some interest to the OM, but he was also quite dismissive of it “You can follow
all the trends of the breweries in the world if you want to, but it becomes very cluttered if you do
that; but they’re simply, again they're still using hops, they’re using malt, they’re still making beer
but it’s just how they do things differently”.
4.15.2 Strategic Orientations (C12)
C12 seem to be more product-oriented, this may be a direct result of the OM’s past as an engineer
with another brewing company. The OM showed no real interest in the customer and/or consumer
in the market. The data presented from Dunnhumby was of interest in terms of sales figures only,
whereas the customer segmentation information was ignored, the OM pointed to this in the
interview: “I mean in terms of your consumer, I mean it is, I suppose you call it a shotgun
approach but it is, we don’t look down and say that, you know, we’re going to aim at a specific one
here and, you know, a twenty five to thirty five and, we don’t go to that kind of depth, we’re
offering a broad range of products but we’re not targeting as such.” Along with this lack of
targeting, C12 offered nothing in terms of customer/consumer segmentation. The assumption
around NPD, based on this lack of segmentation and the ‘shotgun’ approach as mentioned, is that
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the products are developed based on the centralised managements decision only. When questioned
around this (Is there any process you would follow to actually specifically point a product at a
particular consumer?) the OM replied “Well, probably not, we don’t really follow a process, we do,
as you say, look at social media, we look at other companies what they’re doing and what also is
our bigger sellers, you know, like, and we sort of adjust that I suppose. But we don’t have a proper
process”.
Although the OM mentioned an aggressive approach to the competition, he did little to truly
understand them. C12 showed no evidence of any formal practices pertaining to competitor
analysis. In terms of competitor’s products, the OM seemed to focus mainly on the US market for
inspiration and seemed to spend a considerable amount of time discussing this market in the
interview and little of the local market.
With the lack of customer/consumer and competitor focus, little is gathered to ensure a business
wide understanding of the market. The OM seems to be the dominant force in terms of decisionmaking within C12 and the broad understand of their market does not seem to be a priority for him.
The OM tended to focus on keeping up to date with the product development in the wider market
(particularly the US market). The product orientation the OM displayed focussed any time spent
learning on new techniques and ingredients that could be utilised by the firm. From an NPD point
of view, the OM seemed to have a pessimistic view of product innovation in their market “nobody
really brings something new to the market, nothing’s coming out really, really that's earth
shattering these days.” With statements like this along with a lack of long-term strategic direction
based on innovation, it could be concluded that IO was not at a high level in this firm; leaving C12
to create a mainly Me-too product line.
The OM had a commitment to learning and felt that knowledge was a way of gaining a competitive
advantage. In terms of creating a learning climate in the business, the lack of autonomy and
centralised management did nothing to encourage learning from the wider team. The operations
and routines of the business were proactively evaluated to ensure production was optimal and the
OM spent a lot of time learning about production techniques and innovative equipment “We’re
always looking at it’s doing something that enhances production, you know, just a few minutes ago
there was a bit of equipment sitting on that table I don’t think anybody in the North has, we’re, you
know, we’re going to try and use that to enhance production, that's just always trying to better
ourselves”. In terms of a shared vision, I believe the lack of a strategy or vision/mission and the
centralised approach reduces the chance of an organisation wide common direction for learning.
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C12 shows slow and steady growth over 25 years. The findings of Lumpkin and Dess (2001)
showed a connection between company life cycle and some dimensions of EO in regard to risktaking. The authors found that early stage firms had more opportunity to launch new initiatives and
therefore tended to be more proactive. The longest running firm in the study, C12 showed a lack of
risk-taking and low levels of innovativeness “Are we driving the market, I think we were more
driving the market a few years ago whenever the market was underdeveloped”. Elements of
proactiveness where shown in a statement the OM made during the interview “we set about in
2011 putting equipment in to allow us to do that (production technique) and number one was the
centrifuge and then that allowed us to start developing that product and put it on the market.”
However, no more recent examples where shown; C12 may be adhering to the findings of the
authors.
Throughout the research period the OM displayed an authoritarian approach to the management
and control of the business stating that the business size is related to the decision-making process
“We’re not big enough to be making broad based, you know, decisions, at the end of the day I'm a
director of the company, I started the company, I’ll drive it as much as I can”. The OM also
displayed competitive aggression throughout the interview; this behaviour also falls in line with the
findings of Lumpkin and Dess (2001) in that the older the firm the more aggressive it tends to be to
hold a competitive market position. The OM made a number of references to ‘taking out’ the
competition, even when questioned around MO and competitor orientation:
I: “Do you think knowing more about the competition makes you want to compete with them more?”
OM: “I love a fight, yes absolutely. I mean if I have to take somebody out I’ll take them out, if I
have to do it.”
4.15.3 NPD Activity and Practices (C12)
Overall, C12 gave the impression that they had no formal NPD processes in place; when
questioned around these practices the response pointed to it being unplanned and sporadic
“Probably not, we don’t really follow a process, we do, as you say, look at social media, we look at
other companies what they’re doing and what also is our bigger sellers, you know, like, and we
sort of adjust that I suppose. But we don’t have a proper process.” In terms of activity, the
company have recently upgraded their production processes to include a canning line; this gives
them the capability to produce lower volumes and wider ranges. The NPD activity has been at a
low volume for the last number of years, this may be a result of the high level of investment in the
new brewery facilities.
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4.15.4 Longitudinal Observations (C12)
Having been in business for more than two decades, I would have assumed that this firm would
have a definite strategy and long-term goals in place. When questioned about strategy the answer
was “sell more product”. This basic view of survival from the OM does not come with a plan of
how they are intending to do this.
The authoritarian centralised approach in C12 could mean the intrinsic characteristics of the OM
have a massive effect on the processes within this firm. As the OM lacks enthusiasm around
marketing practices such as segmentation and targeting (in relation to NPD), the products that have
been developed over the two and a half decades have been at the behest of the OM with little or no
consideration of the firms market or consumers/customers.
The recent changes in the pace of growth of this firm in terms of the new brewery facilities and
increase in the NPD activity seem to be counter-intuitive based on the traits of the OM and the SOs
present within the firm. One explanation may be related to a change in ownership just prior to the
beginning of this research; a large brewery possibly giving the firm access to a wider team with
broader capabilities purchased shares in C12. When questioned about a more recently launched
product the OMs answer seemed more market focussed: “Yes. We identified that market with
number one, looking at the products we had existing, looking at what opportunities there would be
with distributors and we were looking at our distributor's portfolios and said what's their product
that is limping, if you want to call it that. The sector we knew, the red ale sector, is not a massive
high growth sector, it's stable and there's a stable volume in it but the products in that market tend
to be lacklustre. Each one of these products has good volume in Northern Ireland but the volume is
decreasing, so then we looked at developing a product, we started doing brews and then getting
people from the on trade to taste it and putting it out into bars for feedback, taking it back to the
distributor for feedback and tweaking recipes and then rebrewing it and getting it ready to go.”
This statement seems contradictory to the rest of the interview, referencing the use of market
information, product development and feedback etc.
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4.15.5 Sum m ary of C12’s Strategic Orientations, M IR and NPD
C12
• C12 do not actively set out to gain an understanding of their
target customer or consumer.
• The OM discussed consumers in the market briefly with some
anecdotal evidence of their taste preferences.
• The firm have nothing in place to capture data on customers or
consumers in a bid to understand them more.
MO

• The first interview showed little in terms of interfunctional
coordination, no formal processes or procedures were in place
that pointed to the understanding of customers and/or
competitors.
• The OM had a keen interest in market trends in general and
spent time gathering information on this broad subject; some
information gathered was used in strategic decision-making
around products and production.
• The OM had a continual process of gathering information in an
attempt to keep the company moving forward; from a
product/production point of view, learning was key to this
process.
• Little was shown in terms of strategic direction, C12 had no
mission or vision statements. The OM continually studied the
broader market and keeping the company up to date seemed to
be a focus, but not pushing them ahead of the curve. When
questioned about direction the OM spoke loosely around
quality as a priority.

Prior to MIR Exposure

Longitudinal Period

IO

• As with interfunctional coordination, there were no procedures
in place to facilitate knowledge transfer, the OM had a
centralised approach that was low in autonomy.

Presence of SOs

• C12 showed evidence of a commitment to learning in the
actions of the OM; there was evidence of a continuous process
of knowledge gathering to ensure products/production
techniques were moving forward.
LO

• The operations and routines of the company were assessed
regularly by the OM; continuous improvement of production
was sought after based on the information being gathered.
• C12 showed a low level of shared vision. The OM drove the
company in the direction he required, but little was shared with
the members of the team.
• C12 took few risks in terms of NPD or business development.
The business has been operational for 22 years, a cautious
approach seems to be at the heart of the operation.
• The OM pointed to some early innovative achievements, more
recently the firm have been following the market rather than
guiding it.

EO

• C12 is a centralised company with the OM making all the
decisions; there is little room for autonomy.
• The knowledge gathering activities of the OM could point
towards C12 being proactive to a certain degree; few of the
anticipated opportunities are acted upon.
• The OM was forward when discussing competitors and showed
an aggressive approach to their competition.
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Sourcing

Beyond some ad hoc information, sporadically gathered by the
OM, C12 do little in terms of MIR sourcing. It seems that the OM
will actively seek information on products and/or markets when
he has decided on a project or a change of direction.

Utilisation

There was little evidence that MIR was being used in the NPD
process. The main focus for the OM was centred on sales figures
and decisions around products were made based on this
information.

Activity

NPD does not seem to be a priority with this firm, nor is any
regard for their consumer. They are launching new products,
these are based on an idea from the OM, and they do very little
market research before committing to the products and then
tentatively launch them into the market with a seemingly staged
strategy.

Practices

There does not seem to be a formal NPD process in place for
C12. With little evidence of long-term strategic planning, the
decisions around new products seem to be driven by the current
market. C12 do not show a high level of innovation or desire to
be innovative. The OM seems to be heavily product-oriented and
shows passion for the production side of things.

MIR

NPD

• The OM showed little to no change in the focus on
customers/consumers for C12.
MO

• General market focus remains a priority for the OM over
competitor orientation.
• No change in terms of the interfunctional coordination of this
business.
• Little change in the levels of the IO components.

Post MIR Exposure

Presence of SOs

• Further evidence of the lack of transfunctional acclimation; the
OM stating that some people in the organisation would not be
interested in their product, so sharing information with them
would be pointless.

IO

LO

• No change in the values pertaining to LO.

EO

• The OM pointed to a lack of effort from the team in terms of
input on innovation. He seemed disappointed that the wider
team we’re not contributing in these areas; this may be due to
the centralised management and complete lack of autonomy.

Sourcing
MIR
Utilisation

C12 continued to acquire the Dunnhumby reports over the
research period. No further MIR was sourced or requested.
There was little evidence to suggest any change in the level of
MIR utilisation in any area of the business including NPD.

Activity

The OM pointed to a number of products in the pipeline. Having
added a number of systems to the production line, the firm intend
to increase their output and experimentation with a new canning
line and ‘mini brewery’.

Practices

There was little to suggest the NPD practices changed over the
research period.

NPD
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4.16 C13 Context and Analysis
This firm was established in 1996 on a family farm. Over 22 years the firm has grown with a
reputation for innovation. The purpose of this interview was benchmarking the effective use of
MIR and NPD. The interviewee (C13P1) was the Technical Director of the firm. Over the course
of the research, contact and informal conversation was made with other members of the business,
including the Head of Marketing and Customer Insight. Throughout the research period the firm
were launching a radically new and innovative product in the industry across the entire GB market.
4.16.1 M IR Sourcing and Utilisation (C13)
C13 have a high level of MIR sourcing. The firm gather information from a wide number of
sources including the use of third party researchers to gather focussed/specialised information for
NPD. Macro information around broad market trends is sourced from providers such as Mintel and
Global Data and customer/consumer/sales data is gathered from retail customers such as Tesco
(Dunnhumby), ASDA (sales reports), M&S (Sparks/sales reports). C13 are in constant contact with
their customers (B2B), these regular meetings are used to gather and disseminate information; in
these instances the MIR is utilised to build relationships with their customers. Other areas of
information sourcing include trade shows and on-the-ground research in retail outlets.
The intelligence gathered is utilised in a number of areas across the business including marketing,
sales, PR and NPD.
4.16.2 Strategic Orientations (C13)
C13 showed a high level of MO with evidence that they all three behavioural components of the
strategic orientation. The company have formal processes in place for gathering and disseminating
information on their customer and consumer segments. The interviewee demonstrated on several
occasions how the various departments were focussed on the customer in terms of NPD.
The firm obtain customer/consumer information from a wide number of sources including market
reports (Mintel, Global Data), third party researchers and customer data from retailers
(Dunnhumby and other sales reports). The information gathered is used to identify patterns in the
market in an attempt to discover an unmet need “is there somebody else doing a product that we
don’t have… is there anything we’re missing or anything growth and we’ll try to pick out what
those things that we can introduce into the category”.
The interviewee pointed to analysis of competitors in terms of their product offering and their
strategies, he did however; also mention that the firm prefer to lead than follow. The analysis of the
competition was referred to in terms of NPD and the market a competitor may be covering or not.
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C13 had a number of formal practices in place to ensure interfunctional coordination. Each
department met on a daily basis to share information around a number of key areas including NPD,
“We have meetings on a daily basis which would be talking about the daily things but also more of
the weekly or monthly things that we need to think about in terms of making sure we’re engaged
with our customers, making sure that we’re fulfilling their requirements for NPD, making sure that
we’re targeting the right marketing strategy for their needs and their requirements. And within that
then there’s weekly NPD meetings, there’s weekly technology meetings, there’s monthly meetings”.
This firm demonstrated a focus on innovation and learning. C13 recognised first-mover advantage
and strived to introduce and/or improve products in the market, “You get in and grow it first so that
way you own that space, people will look at you when you’re in that space and it gets your, again,
your brand and your company recognised. If you’re just coming with Me Too it doesn’t get you
that same recognition”. With this philosophy in place and enhanced through their mission
statement, C13 had an organisation wide approach to innovation.
The clear strategy of innovation that was demonstrated through their mission statement (“We
always look at what’s wrong to figure out how to make it the best it can be, without being bound by
the way it has always been done”) which adorned the wall of the head office reception in huge
letters; was evidence of transfunctional acclimation. Formal, regular meetings allowed any
knowledge gathered to be transferred across departments in order to achieve this common goal.
C13 demonstrated a presence of all three values pertaining to LO. With regular communication
across departments, the firm expect the teams to gather relevant knowledge in order to collectively
enhance products and production “The buying team and NPD team will go to shows where we’re
looking for new ingredients, they’ll also get our suppliers in to do innovation days where they’re
showing us their new ingredients or their new trends. So, there’s quite a bit of time set aside for the
learning part of the development”. The interviewee discussed MIR sourcing and available budgets
for such practices, pointing to a commitment from the OM and TMT around learning and
knowledge. The firm proactively evaluate their operations, again, across all departments “It’s
proactive, so we’ll do that say on a daily basis, on a weekly basis, on a monthly basis looking at all
the different metrics, waste, giveaway, you know, quality. So, all of that is done on a weekly, daily,
monthly basis.” The goals of this proactive evaluation are again focussed on innovation, the
interviewee discussed an issue with a shortage of labour which they are participating and how the
evaluation of production techniques has lead to the development of unique machinery “…robotics,
trying to make robotics to pack sausages. We’re working, there’s nobody out there doing it yet,
we’re working with two companies to try to develop it.”
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C13 have a mission statement which is used to focus the actions of each department and ensure
their time learning is centred on the core values if improvement and innovation.
The OM of this firm is focussed on innovation and the proactive nature of C13 keeps this company
at the forefront of the market. The interview revealed a measured approach to business with
calculated risks being taken, as a privately owned company the OM is still the biggest influence on
the decisions made and his reputation of risk-taking is known. The interviewee may not have
wanted give the impression that the firm often take risks. In terms of innovativeness, it is clear that
this dimension makes up the core value of the firm with its mission statement and track record of
being first to market. In terms of autonomy, the interviewee talked of a centralised approach and a
small TMT making most of the decisions around NPD and other aspects of the business.
Proactiveness was evident, with C13 having launched a number of products recently which were
first to market on a global basis, the product development began several years ago and required
new production techniques to be successful. When questioned about how aggressive the firm were
towards its competition, the interviewee gave a measured answer around insuring a level playing
field, but no real aggression towards taking out the competition.
4.16.3 NPD Activity and Practices (C13)
Structured and formal process which involves almost every department in the firm. Ideas are
generated from market trends along with the intuition of the OM. Production is critically assessed
in terms of manufacturing, packaging and logistics. The products are bench tested both on and
offsite. The firm regularly include customers in the NPD process and have developed new
technologies in collaboration with engineering firms to revolutionise some areas of their business
and the industry.
4.16.4 Longitudinal Observations (C13)
C13 are an example of a food producer that are driven by innovation, this can be evidenced in
statements made during the interview “NPD is the life blood. If you standstill you’re gonna be
dead, so everything is about newness, making sure you’re presenting the products to the customer
so you’re owning that retail space”. In terms of linking MIR and NPD, this firm made a number of
requests over the research period for specific information around product markets, which it hoped
to enter with newly developed products. With the number of formal practices in place around MIR
sourcing and utilisation, all focussing on innovation, C13 continue to drive the market with
successful NPD. The firm showed a clear presence of all the SOs under investigation with the
exception of some lower levels of the EO dimensions of risk-taking and autonomy. Further
investigation into this revealed that the OM, although supported by a large TMT still commits large
sums of money to relatively uncertain projects; at the beginning of 2019 investing in production
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facilities with pioneering automated production, for products that were in the early stages in terms
of market growth.
The successful NPD practices within this firm may give evidence of the effect of SOs on MIR. The
practices of C13 may be a benchmark for firms in terms of product development given the position
of this company in the market, its growth and the contribution to this through successful NPD. The
SOs present may be a contributing factor to said practices along with the sourcing and utilisation of
MIR. One thing that is evident with this firm is the core value of innovation, which is reinforced by
the OM and the every present mission statement. The focus in this firm begins with NPD, the
dimensions/components and values of EO, IO and LO respectively seem to drive the internal
culture (innovation) of the firm through strategic direction and shared vision, the choice of what to
innovate may be influenced by MO and its focus on the external (customer/competitor).
Previous cases have shown a similar product focus with differing NPD practices/outputs; the
difference with this case seems to be the combination of orientations and the balance they bring to
the NPD practices of the firm.
4.16.5 Sum m ary of C13’s Strategic Orientations, M IR and NPD
C13
• C13 show a high level of customer/consumer orientation;
constant information is being gathered and shared to ensure the
firm are focused on the wants and needs of their customers.

Prior to MIR Exposure

Longitudinal Period

MO

• The interviewee showed that the firm have a focus on
competitors, but tend to avoid replication of products and/or
strategies, instead preferring to lead.
• The organisation is divided into departments, which are housed
within ‘tiers’. Each of these departments meet on a daily basis
in allocated time slots to share information. This information
pertains to customers/competitors and production.
• The interviewee pointed to the firms focus on innovation and
striving to be first to market.
• With innovation at the forefront of company activities and a
constant communication between departments, the firm
demonstrated that the IO component of a Learning Philosophy
was present.

Presence of SOs

IO

• C13 have a mission statement that is centred on improvement
and innovation with every product they develop. The mission
statement is present on the company website and is a dominant
feature of the head office lobby. This statement is used in terms
of guiding the strategic direction of the firm.
• As with MO, the departments within the organisation meet on a
daily basis, these meetings are used as a method of knowledge
transfer.

LO

• C13 demonstrated a commitment to learning throughout the
interview. Budgets are allocated to departments to ensure a
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continuous process of information gathering. The OMs desire
to ensure innovative products drive the requirement for these
practices.
• Every aspect of the businesses operations and routines are
proactively evaluated in an attempt to enhance performance or
improve production. The firm demonstrated technological
innovation along with product innovation.
• As with IO, the company mission statement centres around
continuous improvement; this applies to all areas of the
business and the team are driven to gather information based on
this.
• I got the feeling that the OM would have taken risks in the
early days; however, the new company structure has lowered
the risk-taking element of this firm.

EO

• There is a company-wide focus on innovation and being first to
market, the interviewee pointed to a number of occasion where
the company was driving the market.
• The firm has a somewhat centralised approach, with decisions
being made by a small number of people on the board.
• The practices around information gathering, knowledge transfer
and innovation show a high level of proactiveness in this firm.
• The interviewee did not demonstrate an overly aggressive
approach to their competition.

Sourcing
MIR
Utilisation

C13 have a continual information sourcing process across all
departments. There are formal practices in place along with
budgets for gathering and disseminating information.
Information gathered is mainly used to fulfil the firms mission
statement, which centres on innovation of both products and
production techniques.

Activity

C13 demonstrated a high level of NPD activity. The details of the
products currently being developed were confidential, however,
the previous year saw the development and launch of several
innovation products both for external customers (ASDA, M&S
etc.) and their own label product lines.

Practices

The interviewee demonstrated a formal NPD process, which
begins with market research and follows a staged process that
includes almost every department. The firm also include internal
and external product testing and input from third party food
innovation firms.

NPD

Contact was limited with this case throughout the research period

4.17 Conclusion
This chapter has presented findings from individual case analysis of each of the MSE agri-food
cases. The findings are related to research questions 1 and 2 in that have assessed the levels of MIR
being utilised by firms and the strategic orientations present within the firms (see tables 17 and 18).
Research question three has also been addressed in that MIR was provided to the firms throughout
the research period. These questions along with Question 4 will be addressed further in the
following chapter through cross-case analysis. With the level of SOs established and some
understanding of the NPD practices within the firm this further analysis may help to establish
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commonalities between the integrating effects of SOs and NPD with MIR. This analysis will be
completed in the following chapter.
Tables 17 and 18 are a visual reference to case firms’ MIR sourcing and utilisation, their NPD
activity and practices and the strategic orientations present. Table 18 shows any increase or
decrease in the values, components and/or dimensions of the SOs (represented by arrows); along
with any changes in MIR sourcing and/or utilisation and NPD activity and/or practices
(highlighted). Looking at these tables in conjunction with the interview data and its analysis
throughout Chapter Four, a number of observations may be put forward for further analysis in
Chapter Five.
From the individual case analysis, a number of emerging themes have been identified. There are
key takeaways from this individual case analysis. In terms of the four areas of SOs, NPD practices,
NPD activities and MIR sourcing and utilisation, possible typologies or groups may have emerged.
There are definite splits in regard to the NPD practices of the firm i.e. whether they are
spontaneous or planned and their activities, whether they are frequent or infrequent. These
groupings based on NPD are also related to whether the firms are actively sourcing and/or utilising
MIR and in turn the presence or lack of certain SOs can be attributed to these groups. Changes in
the sourcing of MIR also seem to affect the NPD in some cases along with the presence of some
values, components or dimensions of the SOs. In firms that saw an increase in sourcing and
utilising of MIR, a notable change occurred in some of the behavioural components of MO such as
customer and/or competitor orientation. Where an increase in some of the dimensions of EO
occurred a change in NPD practices and/or activities was witnessed. Overall, based on the analysis
so far, changes in a firms sourcing and utilisation of MIR affect the levels of SO components,
values, dimensions and in turn this affects the NPD practices and/or activities. These phenomena
must be investigated further in order to ascertain the integrating mechanisms of the SOs, giving us
a better understanding or the role each orientation plays in this process. Chapter Five will offer
deeper analysis by utilising a cross-case method.
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MIR Utilisation

NPD Activity

NPD Practices

C1
L
L
I
S

C2
H
H
F
P

C3
L
L
F
S

C4
L
L
I
S

C5
H
H
I
P

C6
L
L
F
S

C7
L
L
I
S

C8
H
L
I
P

C9
L
L
I
S

C10
L
L
I
P

C11
L
L
F
S

C12
L
L
I
S

C13
H
H
F
P

(H = High Level, L = Low Level, P = Planned Process, S = Spontaneous Process)
Competitive
Aggression

Proactiveness

LO

Autonomy

Innovativeness

Risk-taking

Shared Vision

IO
Openmindedness

Commitment to
Learning

Transfunctional
Acclimation

MO

Strategic
Direction

Learning
Philosophy

Interfunctional
coordination

Competitor
Orientation

Customer
Orientation

MIR Sourcing

Table 24 – Overview of SOs present, MIR sourcing and utilisation and NPD activity and practices of cases C1–C13
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Table 25 – Overview of SOs present, MIR sourcing and utilisation and NPD activity and practices of cases C1–C13 (throughout research period)
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Competitive
Aggression

L

Proactiveness

L

Autonomy

C3

Innovativeness

P

Risk-taking

F

Shared Vision

H

Openmindedness

H

Commitment to
Learning

C2

Transfunctional
Acclimation

S

Strategic
Direction

I

Learning
Philosophy

L

Interfunctional
coordination

L

Competitor
Orientation

C1

Customer
Orientation

NPD Practices

EO
NPD Activity

LO

MIR Utilisation

IO

MIR Sourcing

MO

é

é
é

é

é

é

é

(H = High Level, L = Low Level, P = Planned Process, S = Spontaneous Process – highlighted boxes (blue) and arrows show a change over research period)

CHAPTER 5 CROSS-CASE ANALYSIS

5.1 Introduction
This chapter presents a cross-case analysis of the findings from the interviews and informal contact
with the firms across the research period; the purpose of which is to uncover commonalities and
dissimilarities between the research cases regarding their NPD practices and activity, the presence
of SOs and their MIR sourcing and utilisation. The findings of this chapter along with the previous
will go towards answering Research question 4 along with offering an insight into the integrating
properties of strategic orientations on MIR and NPD.
The analysis of the thirteen agri-food case firms in the first interview ascertained the levels of
sourcing and utilisation of market information along with their NPD practices and frequency. The
interviewees also provided in-depth insights into the firm’s MO, IO, LO and EO and the values,
components and dimensions associated with each (See Table 3) before receiving additional/new
MIR throughout the research period. The individual case analysis in Chapter Four is collated in
Table 17 and 18. The purpose of these Tables is to allow for quicker reference to the MIR sourcing
and utilisation, the levels of NPD activity and practices along with the any presence of SO values,
behaviours or dimensions; from analysis of this collated information, commonalities and/or themes
emerge for further analysis within this chapter.
5.2 Cross-case analysis of M IR Sourcing and Utilisation
The research showed that the majority of the firms within this research had low levels of MIR
sourcing and utilisation. The individual case analysis highlighted a number of key components that
may be connected to these levels of MIR sourcing and utilisation: the resources (time, money) and
the capabilities (particularly that of the owner-manager).
Looking first at the resources and capabilities, SMEs are not just little big enterprises; they have
distinct characteristics and limitations (Carson, 1985). This research lowered the limitations around
time and money by providing all case firms with MIR free of charge and without committing any
time to the sourcing and collating process. This relationship with firm size and resources is
discussed further in terms of the implementation of SOs by Morgan and Anokhin (2019), they
found smaller firms had a harder time implementing MO and EO due to lack of resources. Further
limitations in time and financial resource were also related to data analysis and utilisation; some
case firms/owner-managers failing to commit a staff member or indeed themselves to review the
data for potential market or product leads, based on the fact they could be active in something that
was more directly related to increasing income (in their opinion). It could be argued that the
delivery of the data with no cost or commitment devalued it; that said, the firms that displayed
some of the behavioural components of MO after the first interview continued to request MIR, an
indication that this SO may be an influence on the sourcing and utilisation of MIR.
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In terms of capabilities being a variable in the firms’ sourcing and utilisation of MIR, the OM was
found to be the decision-maker and therefore their previous experience with, or reliance on MIR
heavily influenced whether or not market information was factored into business functions.
Many of the OMs within this research tended to utilise past experiences and intuition in place of
market information. Much has been written about SME owner-manager decision-making and
marketing; studies have shown that some marketing practices are beyond the capabilities and
resources of these types of firms(A. Gilmore and Carson, 2018). This research showed evidence of
this inefficiency in capabilities (MSEs within this research openly admitted to not knowing what to
do with such material). This apparent lack of understanding in terms of utilisation did seem to
influence the firms’ decisions around the sourcing of market information; the case firms that
seemed confident in the possible uses of MIR in NPD and other business functions where more
responsive to the delivery of the market information.
As the initial set of MIR was delivered to the case firms post interview, the levels of sourcing and
utilisation prior to the research could be determined.
Across almost all case firms, there was a correlation between the initial levels of sourcing and
utilisation (Table 17). The association between these continued throughout the research period,
even in cases that saw a change, an increase in sourcing saw an increase in utilisation in a number
of business functions including NPD (Table 18). This table also gives evidence of the correlation
between some SOs and MIR sourcing and utilisation. Case firms that displayed the behavioural
components of MO were more likely to be actively sourcing and utilising MIR, this aligns with the
existing literature around this subject(Didonet et al., 2016; Kohli and Jaworski, 1990; Narver and
Slater, 1990; G. J. Simmons, 2008). Over the longitudinal period of research, the increase in MIR
also affected the level of MO behavioural components. This organisational change, however slight
is also in line with previous findings concerning the creation of a market-oriented culture within
firms (Gebhardt et al., 2006).
Other strategic orientations were also affected by the increase/change in MIR sourcing and
utilisation over the research period. The components of IO, in particular, Learning Philosophy were
increased in some cases. This component is linked with the firms’ use of knowledge in order to
innovate; within this research, the increase in this component also came with a change in either the
NPD activity of the firm or their NPD practices.
Increases in some of the values of LO were also connected to changes in MIR sourcing and
utilisation and NPD activity and practices. Commitment to Learning was directly connected to
increases in MIR, in one case this also changed the NPD practices from spontaneous to planned. In
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cases where Commitment to Learning was present and there was an increase in Open-mindedness,
both the NPD activity and practices were changed, interestingly, this case also showed changes in
MO and IO.
Changes in MIR also correlated with some changes in the dimensions of EO, especially around
proactiveness. The change in the EO dimensions also correlated with changes in NPD activity
and/or practices in terms of increased frequency and the activity being more planned. The changes
in EO also correlated with changes in MO, IO and LO.
5.3 Cross-case Analysis of NPD Activities and Practices
The NPD activities (Frequent or Infrequent) and practices (Spontaneous or Planned) were observed
and investigated throughout the research period. For the majority of firms, it seemed the NPD
practices were more spontaneous, with little structure or organisation in place. This is in line with
the findings of Faherty and Stephens (2016) that found micro enterprises tended to proceed with
potential NPD opportunities on the basis of ‘basic evaluation’ such as cost-benefit. The case firms
also showed a majority in low levels of activity in terms of NPD at the beginning of the research,
this majority had changed to more frequent over the research period. The analysis in Chapter Four
also shows a correlation between low and high MIR sourcing and utilisation and spontaneous and
planned NPD respectively.
Looking first at the NPD practices, changes occurred in firms that had increased levels of MIR
sourcing and utilisation. As discussed in 5.2, the changes in MO, IO and LO were related to a more
planned approach to NPD. The customer focus through MO may be allowing firms to make more
measured decisions in terms of what they develop, lowering the spontaneous development of
products and possibly the frequency.
Looking closer at the activity of NPD within the case firms and the changes that occurred over the
research period, the strategic orientations of MO, IO and LO appear to have an influence on the
level (frequent or infrequent) in some cases, however, C3 possesses little to no MO, IO or LO and
yet still shows a high frequency of NPD activity; the thing that differentiates this particular case is
the presence of a number of EO traits, including Risk-taking. This supports current literature such
as Jalilvand et al.(2017)who suggested that businesses that displayed the dimensions of EO tended
to engage more in the development of new products; and Pérez-Luno et al.(2016)that point to EO’s
influence on more radical and aggressive product innovation.
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5.4 Cross-case Analysis of Strategic Orientations

Figure 14 – Relationship between MIR sourcing and utilisation, NPD activity, NPD practices and strategic orientation

Figure 13 has been developed to allow for a systematic approach to further analysis of the
information collated in Chapter Four and displayed in Table 18. The diagram is split to
differentiate between Low MIR sourcing and utilisation (LL) and High MIR sourcing and
utilisation (HH). The diagram also shows the differences in NPD activity in terms of the left
quadrants being infrequent (I) and the frequent (F). The upper and lower halves are also used to
represent the NPD practices in terms of planned (P) and spontaneous (S). The final area of the
diagram sees four segments with corresponding strategic orientations represented by letters, as
shown by the key. Each case is plotted on the diagram in an attempt to further understand potential
commonalities and/connections between the areas under investigation (the exact position of the
cases is not relevant beyond the segment they are contained).
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This visual representation takes into account some of the initial observations made in 5.2 and 5.3;
going forward, the correlation between MIR ‘sourcing’ and ‘utilisation’ within these case firms (i.e.
low sourcing leads to low utilisation, high sourcing leads to high utilisation) has allowed these
aspects to be analysed together.
5.5 The Segm ents
We are first going to contrast and compare the aspects of MIR and NPD with the cases that share
each of the four strategic orientation segments in Figure 13 (E, IL, MIL, MILE). The purpose of
this is to gain a deeper understanding of those cases in an attempt to uncover influencing factors
around the orientation(s) present along with other aspects of the firm that to contribute to NPD and
MIR.
5.5.1 Segm ent 1 – Analysis of ‘E’ Cases
This segment contains two case firms who, to some degree, displayed some of the dimensions of
EO only. These two cases differ vastly in a number of areas beyond strategic orientation, however,
their use of MIR and NPD practices are similar. The data delivered to these firms was similar in
nature and did not contain, Dunnhumby Clubcard data, as neither producer supply Tesco. In terms
of the company life cycle, C6 (13 years) were in their expansion phase and during the research
period, they were in the process of building a new factory and moving premises; whereas C3 (3
years) is a home-based business with a more artisan feel about production and product
development. The different stages of life should be considered in terms of its affect on NPD and
expansion of product line with some firms choosing to cap growth consciously to avoid risk
(McMahon, 1998). In terms of products/product sector, both firms were producing condiments.
During the research period, C3 displayed a carefree attitude to the business and openly admitted on
a number of occasions that they had very little knowledge of marketing or business practices. C6
also displayed little knowledge of marketing practices within the firm. Neither firms had dedicated
marketing resources and neither seemed to have strategic goals beyond selling more products. C3
had employed a development chef during the research period to assist in product development and
production, in an attempt to improve and enhance flavours; but the use of any data-driven decisionmaking within this NPD was non-existent. C6 mirrored this lack of data-driven decision-making,
beyond the use of sales figures on occasion; the low levels of Competitor Orientation displayed by
C6 comes from the practice of gathering competitors’ products to produce versions of their own.
The firms differed greatly in product offering. C3’s products were low volume, high price and
creative; this directly contrasted that of C6 who seemed to be competing on price with mainly Metoo products sold at high volumes. These differing product positions may be key to the strategic
outlook of each firm and may contribute to their needs in terms of NPD and their ability to sustain
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a competitive advantage in the market; indeed in the case of C3 the less industrial and more artisan
appearance of the firm in terms of production has a strong appeal and literature has shown the
consumer to seek out these traits in firms and even pay a premium (Tregear, 2005).
In the case of C3, the SO of EO does not consider the requirement of MIR in order to make a
decision about or drive NPD. The product they offer needs little in terms of market input as far as
the OM is concerned, it just has to display the traits the company are promoting at food fayres i.e.
hand-made with high quality ingredients. The OM takes risks in terms of innovation and
experimentation, the employment of a chef (bringing their own strategic orientations into the firm)
to focus the NPD processes may lower any losses through failed product development and increase
the quality and innovation in C3; this may be enough to sustain the firm in the long run.
C6 displayed very low levels of any orientation under investigation. The Risk-taking dimension of
EO seemed to be present to a certain degree along with some element of competitive aggression in
terms of driving down competition on price. The EO in this case has a similar effect on the
requirement of MIR in terms of NPD; the firm are competing mainly on price, no radical
innovations are required to compete. The decision to build a new production facility may be
evidence of the continued focus on production volume and costs. If C6 can lower costs through
economies of scale it may enable them to compete more aggressively in the future. C6 do not seem
to require MIR, other firms develop products, which they in turn spontaneously develop a version
of.
Another area of differentiation for these two case firms is their market. C3 mainly sells direct to the
public (at food shows and through an ecommerce website), a small percentage of their income is
through B2B sales to independent suppliers and wholesalers; C6 in contrast deals entirely with
buyers for wholesalers and distributors. In terms of sourcing market information, C3 have direct
contact with consumers, although no formal processes existed in the firm, these interactions build
towards an understanding of the end-user. With C6, the buyers tend to input information to their
suppliers in terms of market opportunities in the hope of influencing successful product
development(M. Song and Thieme, 2009). These informal methods of information gathering
happen almost subconsciously and allow the OM to build a picture of their customer and their
requirements, which can lead to decisions being made on instinct and ‘gut feeling’. Related
research supports this behaviour in SMEs (Carson et al., 2004; O'Donnell et al., 2001; Resnick et
al., 2011).
5.5.1.1 Segm ent 1 – Findings from ‘E’ Cases
The product position in these cases is the differentiating factor. C3 showed a much greater presence
of the dimensions of EO, including innovativeness. With C3’s product offering requiring creative
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high quality, the innovativeness, risk-taking and autonomy allowed for NPD without the
requirement of MIR. The MIR delivered to C3 was not utilised at all throughout the research. The
addition of a development chef to the business may bring with it additional SOs and change the
current NPD processes and MIR requirements. The product position also lowered the amount of
competition in the market, which alleviated the need for competitive aggression and lessened the
requirement to be highly proactive.
In the case of C6, the low levels of the dimensions of EO along with a strategy that favoured Metoo NPD, facilitate the firm competing aggressively on price. Low levels of the innovativeness and
proactiveness dimensions within EO seem to forego the need for to understand the market product
requirements for NPD. The product positioning of C6, which is focussed on convenience and cost,
seems to be the driver for NPD.
EO in these cases allowed for NPD without the need to integrate formal MIR. Literature
surrounding EO has pointed to detrimental effects on innovation when EO is coupled with MO
(Morgan et al., 2015); this is contrary to Donnelly et al. (2012) where the combination of EO and
MO enhance the firm performance, this study however looks specifically at the utilisation of
Dunnhumby data, something the firms in this Segment could not avail of. In terms of the cases
within this research, EO on its own drives the NPD in two ways: 1. C3’s risk-tolerant approach
combined with what seems like blind innovativeness and autonomy, allows the OM and
(importantly) others to drive product development. 2. C6 combining an element of risk with
competitive aggression to compete on price, ignoring the potential competitive advantage to be
gained from a more proactive or innovate approach.
We have two very different OMs in place in these case firms; their capabilities may be contributing
to the strategic approaches they have decided upon. Nevertheless, it would seem from these cases
that EO as an individual orientation lowers the requirement of MIR in the NPD process. The
absence of the proactiveness dimension from both firms may be the influencing factor in this
scenario.
The interplay between EO and other SOs will be investigated in the following sections.
5.5.2 Segm ent 2 – Analysis of ‘IL’ Cases
This segment contains 3 cases, C1, C9 and C12. These firms occupy very different product markets,
Coffee, Cheese and Alcoholic beverages (mainly lager, stouts and ales) respectively; two of the
firms differ in life stage from the third: C1, 5 years; C9, 5 years; C12, 21 years.
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One thing that was evident from these three cases is the OMs focus on production quality and their
product orientation. Much of the conversation through the interviews with these OMs focused on
technical information in terms of the output. C9 has one product, a raw milk blue cheese, a first of
its kind in Northern Ireland, the OM had little interest in the needs of the target market and spent
most of his time enhancing skills in manufacturing and building networks with other producers and
suppliers. C1, similarly had one product, roasted coffee, and the conversation followed the same
themes around the slight differences that could be achieved by adjustments in the processes. C12,
the longest running firm of the three with 21 years, had the same interest in the perfection of the
processes, the OM going so far as to discuss the competitions practices and lack of knowledge in
producing quality products.
This focus on perfection did not seem to include the wants and/or needs of their target markets. C1
and C9 requested no further information than what was delivered after the first interview, by
contrast C12 continued to request data (specifically Dunnhumby) but seemed to focus only on the
sales value aspect of the information supplied. Having been in business 21 years, it was surprising
that the firm had no specific market segments created or a target market identified through a
strategic plan. C1 and C9 followed similar patterns in terms of non-specific markets in which to
sell their products or base strategic decisions on.
In terms of NPD, C9 was focussed on a single product and perfecting the techniques around its
production; the OM had no plans for line extensions, instead choosing to open a retail outlet to
supply his own product and other high-quality cheese and associated products. This strategy may
account for the lack of requirement of market information in terms of NPD; the retail outlet (which
was planned for the following 12 months) may change the requirement for this information source
in the future. C1 was also focused on a single product, roasted coffee; this product could be tailored
to the needs of the customer in terms of roast and beans, which may account for the OMs focus on
the technical aspects of production. Again, with this firm, the NPD output was low and the OM did
not seem to consider market information or the requirement to gain knowledge about the possible
changing market requirements. Many decisions in the firm were made on gut instinct and the OM
felt he knew the market well enough to continue this process. Emphasis was put on the high quality
product output and belief in this quality alone creating the competitive advantage required to
sustain the business. C12 who occupy a crowded craft beer market with dynamic product
development also displayed relatively low levels of NPD. The OM talked passionately about the
science behind brewing and displayed the same high levels of technical knowledge as C1 and C9
along with the focus on quality as an influence on competitive advantage “Quality is your bench
mark, quality is your bench, you have to have a bench mark of what you do and above that you
have to be able, you want to sell more beer, you want to be praised, you want to have, you know, a
good product portfolio but it is, it is about, you know, growing a business, we’re in the business of
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making money at the end of the day, we’re in it for passion but it’s, I think, you know, quality, if
you’re trying to sum us up its quality and it’s passion what we do, you know.”
C1 and C12 had a more spontaneous approach to NPD – this may be due to the lack of market
information and use of gut instinct in decision-making. An example of this came in C1 making a
decision to create a number of products to sell direct to the consumer (the majority of current
business being B2B) with little to no strategic reasoning in terms of business direction or next steps.
IO and LO contain the components and values of ‘Strategic Direction’ and ‘Shared Vision’. Within
these cases it is clear that the direction and vision were focussed on the quality of their output; this
may account for the lack of focus on the market and the lack of MO. The OMs in all cases also
showed low levels of marketing capabilities with no plans to source such capabilities for the firms.
5.5.2.1 Segm ent 2 – Findings from ‘IL’ Cases
The cases displaying the presence of IO and LO simultaneously in this research were also focussed
on high quality product output. The integrating effects of these two orientations on NPD seemed to
be altered by the OMs Product Orientation. These firms focussed the learning aspects (Learning
Philosophy and Commitment to Learning) on the gathering of innovative production-related
information, in order to enhance their output. This high level of product orientation was seen in
Baregheh et al. (2012) study of innovation in food SMEs. The frequency of the NPD may have
been slowed by a desire for perfection and the requirement for MIR was mitigated by the almost
irrelevance of the consumer in this journey of product improvement; and the more spontaneous
approach may be due to the use of gut instinct being preferred over market research. The instinctual
behaviour of these businesses compliments literature pertaining to the OM being ‘knowledgeable
enough’ about their customer needs to identify opportunities (Vaghely and Julien, 2010)
The combination of IO and LO within this research seems to lower the requirement of MIR in the
firms’ NPD. This lack of requirement of MIR is similar to the firms in 5.5.1. A cross-comparison
of these firms will be conducted to draw out relevant information pertaining to the integration of
MIR on NPD.
5.5.3 Segm ent 3 – Analysis of ‘M IL’ Cases
Within four cases in this segment, two share a similar product market, they are C5 and C8
(alcoholic beverages), C4 is Dairy sector and C10 produces a condiment product. In terms of life
stage the firms were similar: C4, 5 years; C5, 5 years; C8, 4 years; C10, 4 years. All but one firm in
this segment (C10) received Dunnhumby data as part of their MIR supply.
A common trait of the businesses found in this segment is that they were family-run, with either a
husband and wife team at the top (C4, C8 and C10) or a one-man team supported by family (C5)
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and no non-family business partners. There is extensive literature surrounding the differentiating
factors of family-run business, indeed Cassia et al. (2012) found that NPD within these firms was
affected negatively by risk aversion and a conservative approach to innovation and positively
affected by a more long-term strategic focus; the research firms within this segment substantiate
the claims with their less frequent, planned NPD and low levels of the Risk-taking dimension of
EO.
Marketing capabilities within three of the four firms (C4, C8 and C10) were considered low,
although all firms in this segment continued to make requests for market information throughout
the research period and enquired throughout about how to better utilise the information. C5’s OM
had a sales background and showed a certain level of knowledge around the use of data. Although
these firms strived for the same product quality as the firms in the IL segment, the presence of MO
focussed the use of MIR and in some cases on the development of new products over the research
period – C4 launching a new line with a varied pack size based on the Dunnhumby data
surrounding their market segments.
The NPD frequency of these firms was similar to the IL segment in terms of the focus on quality
and the reluctance to take risks (lacking in EO). The research period revealed an increase in the
MO behavioural components for C4, C8 and C10; this change coincided with a change in some
dimensions of EO and in one case an increase in risk-taking.
5.5.4 Segm ent 3 – Findings from ‘M IL’ Cases
The addition of some MO behavioural components from the cases in the IL segment seemed to
change the nature of the NPD within the firms to a more planned approach through the integration
of MIR. Although the OMs strived for product quality in their output and displayed the same
product orientation, the MO allowed for a customer/consumer facing approach to the process. The
addition of MO may also affect the lack of EO, where the MIR gives reassurance and lowers risk or
increases proactivity.
In these cases, the interaction between the three orientations seem to be enhancing the learning
elements of IO and LO to include a customer/consumer focus, which in turn is affecting the EO
and also the ability to ‘make the leap’ and develop a product for the market with a little more
confidence. There is a vast amount of literature surrounding the various positive aspects of the
interplay between MO and EO (W. E. Baker and Sinkula, 2009; Frishammar and Åke Hörte, 2007;
González-Benito et al., 2015; Hong et al., 2013; Li et al., 2006; Nasution et al., 2011; Tajeddini,
2010; Thoumrungroje and Racela, 2013; Verhees and Meulenberg, 2004; Yu et al., 2016) on
innovation in firms, in these cases the interplay between MO, IO and LO seem to be contributing to
the development of some dimensions of EO which may in turn allow these firms to enhance their
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NPD offering. The frequency of NPD within these firms is still considered to be at a lower
frequency than those firms that displayed dimensions of EO, Massa and Testa (2009) connected
market-oriented firms to low levels of innovation, they based this behaviour on an emphasis on
capturing external knowledge and exploiting past knowledge. The findings from this research seem
to substantiate these claims.
5.5.5 Segm ent 4 – Analysis of ‘M ILE’ Cases
This segment contains 4 firms, including the benchmarking case (13). The firms all occupy
different product markets: C2, pre-packed meals/food to go; C7, breakfast cereals; C11
confectionary; C13, processed meat. In terms of life stage, this group is split into two sets: C2, 23
years; C7, 6 years; C11, 3 years; C13, 21 years.
Morgan et al. believed that the interplay between MO and EO created a ‘dark side’ in terms of the
firms’ ability to innovate successfully. The authors believed that, although the combination of MO
and EO in the majority of instances influenced successful NPD, there where examples of firms
experiencing ‘information overload’ due to the conflicting idea-generating processes of the two
orientations. Within this research, the MILE cases see these two orientations (MO and EO) coming
together and being joined by IO and LO. As seen with the cases in Segment 3 (5.5.3) the focus on
learning within these orientations (IO and LO) is moved from product quality to market by the
influence of MO. Further to this is the increase in some EO dimensions within Segment 3 case
firms. Segment 4 may be allow for a greater understanding into the effects of the addition of EO on
NPD in firms with MIL present.
In comparing EO within these case firms, the levels of the dimensions of this orientation vary
slightly, C7 showing lower levels. From the cases within this segment, C7 are the smallest in staff
numbers and the only family-run business, which again showed signs of risk aversion (Cassia et al.,
2012). Over the research period, this firm completely transformed in terms of MO and the sourcing
and utilisation of MIR, going as far as to employ a new member of staff to gather and interpret
MIR for the specific purpose of NPD. This change in MO in turn, increased the EO dimensions of
Proactiveness and Competitive Aggression. As discussed, C7 showed low levels of risk-taking,
however, the change in attitude displayed by the OM interviewed showed a more focussed and
determined individual. Given the importance of the OM in the growth of MSEs (Gherhes et al.,
2016), this change in terms of ambition, efforts and resources and capabilities (including the
addition of a skilled team member) may lower the levels of risk-aversion even more and in turn
affect the firm’s NPD.
C2 and C13, the longest running firms in this Segment, showed high levels of organisation and
planning across the entire firm. Their NPD outputs were measured, planned and timed as well as
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successful. C13 in particular, have made a number of radical, successful outputs in recent years. C7,
although smaller, began to adopt this more structured approach to NPD as they utilised the
information delivered replicating the much larger firms in the Segment. As Carson (1985) said
small firms are not ‘little big firms’, however, it would seem as the various orientations are
combined they influence each other along with the integration of MIR with NPD, in this research,
placing small and large firms in the same groups in terms of capabilities.
As with the MIL cases, these case firms all possessed the need for high quality in their products
and a focus on their target market; in addition to the is the proactiveness of EO and in some cases
the risk-taking element allowed for an increase in NPD frequency, although more planned through
the addition of MO.
5.5.6 Segm ent 4 – Findings from ‘M ILE’ Cases
It would seem that firms displaying a combination of the four orientations under investigation in
this research show signs of the following phenomena: MIR is integrated with NPD through the
mitigation of spontaneous NPD practices by the influencing factors of MO, IO and LO, an increase
in NPD frequency through the presence of EO along with IO and LO adding to a higher level of
quality in terms of product output.
5.6 Spontaneous or Planned NPD
This section will be used to compare and contrast the cases that are divided between the top and the
bottom of Figure 13, by having either a spontaneous approach to NPD or a more planned approach.
Further investigation will also be completed across the segments within each area.
5.6.1 Spontaneous NPD – Com paring the ‘E’ and ‘IL’ Cases
Cases C1, C3, C6, C9 and C12 appear in the upper half of Figure 13. These cases were deemed to
be void of MO. This lack of market focus may be the influencing factor around a less planned
approach to their product development. This may be due to a combination of the use of gut instinct
by the OM in terms of decision-making around NPD and a lack of marketing capabilities, both,
which are evident across the five firms. The connection between gathering external knowledge to
enhance the innovation process in firms has been evidenced in previous literature(Capitanio et al.,
2009; Knudsen, 2007; Santoro et al., 2017a) and within this research it is clear that a market focus
through the behavioural components of MO allows firms to better plan their NPD in terms of
market requirements.
The five firms within the Spontaneous NPD area of Figure 13 displayed low levels of marketing
capability with four out of the five companies failing to request additional material over the
research period, the one firm that did request information (C12), obtained Dunnhumby data which
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was used to determine sales only. A number of the interviews showed this lack of capability
through the participants’ lack of knowledge around the possible utilisation of the MIR supplied.
Although this research did not set out to specifically measure Marketing Capability, the qualitative
and longitudinal nature of the research allowed the researcher to gain a basic insight into the
marketing practices of the firms. Marketing competencies, which help to drive the generation,
dissemination, and responsiveness of marketing intelligence, are the primary composition of
market orientation(Lin et al., 2015)No real effort was made by these firms to improve their
knowledge of marketing or utilise the information being offered. In terms of this research, the lack
of MO in these cases may be having a detrimental effect on the NPD of the firm, previous literature
around RBV within small businesses has shown the positive connection between marketing
capabilities, success and innovation (Barbero et al., 2011).
5.6.1.1 Findings from Spontaneous NPD – Com paring the ‘E’ and ‘IL’ Cases
The lack of MO seems to be an influencer for the decisions around NPD and the utilisation of MIR
in the process. The lower focus on the wants and needs of the market raises the levels of gut
instinct decision-making and in the case of the EO only firms the spontaneous NPD is conducted in
reaction to a basic knowledge of current competitor offerings (C6) – it could be argued that this
competitor focus is linked to MO, but it the more basic version of a competitor orientation and does
not include anything more than product information.
The IO and LO without EO seems to influence the frequency of NPD in these case firms in terms
of lowering it. As discussed in 5.5.2, these research cases had a focus on high quality and
committed time to learning about and improving their production techniques. The time and effort
committed to perfecting products is clearly prioritised over marketing capabilities. Any market
information that was gathered by these firms was done so on an ad hoc basis and the spontaneous
reaction to it added to their unplanned NPD.
It is clear from the analysis of these case firms that MO and the capabilities that come with it, allow
for the integration of MIR and the processing of information in or to better plan NPD.
5.6.2 Planned NPD – ‘M IL’ and ‘M ILE’ Cases
Of the eight cases within the lower half of Figure 13 (C2, C4, C5, C7, C8, C10, C11 and C13),
seven were Tesco suppliers that had access to Dunnhumby data as part of their MIR and four of the
seven displayed an increase in MO within the research period. C4, C5, C7, C8 and C11, all
continued to request Dunnhumby data throughout the research period and beyond. C4, C5, C7 and
C8 all requested additional time from either the researcher or their Invest NI Executive in order to
fully understand and interpret the data provided in the research. C4 and C7 created new products
within the research period, based on the information provided. This further enhances the findings
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around MO, as discussed in 5.6.1.1 and may also point to the type of MIR data as an influencing
factor in NPD practices. This ‘Planned NPD’ group is in contrast to the ‘Spontaneous NPD’ case
firms (5.6.1) in which only one firm was eligible for the Dunnhumby data. Literature points to a
number of types of information being utilised at different stages of the NPD process. In their
exploratory study with NPD practitioners, Zahay et al. (2004) found eight types of information
from internal and external sources that were utilised in the NPD processes. Their findings indicate
the all eight types of information was utilised at the fuzzy front end or concept development stage
of the NPD process. The Dunnhumby data combines quantitative and qualitative data and delivers
it in ‘easy to translate’ market segments. Perhaps this ease of use changed the OM’s perception of
the usefulness of MIR, in turn increasing the firms’ MO. Donnelly et al. (2012) found the
utilisation of formalised data such as Clubcard data beneficial to the development of small
businesses in the area of marketing capabilities.
Like the firms in the Spontaneous NPD half of Figure 13, some firms in this section did not display
high levels of marketing capabilities, however, they did seek help in this area and were responsive
to the possible uses of the MIR in NPD and other business areas. This change in practice is in line
with MO literature, Reijonen et al.(2010)identified that small enterprises seem to be slightly more
interested in collecting, restoring, analysing, sharing and responding to customer information than,
for example, competitor or other market information. Indeed, the broader market trend information
within the MIR delivered to the firms did not seem to interest the OMs as much; this again may be
related to the lack of ability in taking large amounts of qualitative information and uncovering
relevant insights. Gebhardt et al.(2019)argued that while our data and knowledge are rapidly
growing, our actual insight is not, backed up by decreasing numbers around the developments and
use of consumer insights(Moorman, 2016).
Within this section, the firms also differed in the presence of EO. The MILE cases showed OMs
with differing traits, C2 for example was organised and systematic; C11 in contrary was foolhardy
and willing to have a go to see if it worked, whereas C7 seemed to be developing some dimensions
of EO through the alleviation of risk via reassuring market information along with insight driving
proactiveness and innovation. Donnelly et al.(2012)also found a positive effect in the
complementary alignment of MO and EO with exposure to formalised MIR such as Dunnhumby.
5.6.2.1 Findings from Planned NPD – Com paring the ‘M IL’ and M ILE’ Cases
The type of data being sourced by the firms within this area of Figure 13 had an affect on the
utilisation. This increase in utilisation by some of the case firms in turn influenced the levels of
values, components and dimensions within the SOs under investigation. Some case firms displayed
an increase in EO through the utilisation of the formal market information provided (Dunnhumby
data) a similar consequence was found in research conducted by Donnelly et al. (2015)This move
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across the Segments in Figure 13 through the development of EO furthers the research by
Gudmundsson and Lechner (2014) The need for businesses to develop the dimensions of EO over
time through consistent development of resources and capabilities and ensure the orientations is
aligned with the firms’ competitive strategy. According to the authors, this insight was particularly
important to small businesses competing in niche markets with limited growth potential and a high
importance on competitive advantage, which describes the market in which these case firms are
competing.
5.7 Frequent or Infrequent NPD
This analysis splits Figure 13 vertically and will allow for a comparison in cases that lack EO but
have MO in the left half and cases that have EO but lack MO, IO and LO in the right half. The
purpose of this is to give a greater understanding of the interplay between the SOs.
5.7.1 Infrequent NPD – ‘IL’ and ‘M IL’ Cases
The firms occupying this half of Figure 13 are C1, C4, C5, C8, C9, C10 and C12. This cohort of
case firms was deemed to output new products less frequently than others. In terms of SO the lack
of EO is a common feature amongst these firms, in particular the lack of risk-taking,
innovativeness and proactiveness before the delivery of MIR. These dimensions of EO seem to
influence the frequency of NPD within these case firms. Along with this commonality, there is a
difference in the presence of MO with a number of firms. This points to lack of influence from MO
in regard to the frequency of NPD within firms, when present with IO and LO.
Keskin (2006) found a positive outcome for firms in terms of innovativeness with MO LO
interplay. The author points to an increase in a number of areas associated with innovativeness,
including rate of product introduction, as developed by Calantone et al. (2002). The study by
Keskin shows MO on its own had no direct influence on innovativeness, however the interplay
between MO and LO enhance the connection between LO and innovativeness. The author feels this
demonstrates that knowledge of the customer through MO enhances the firm’s willingness to try
out new ideas and launch new products. This research challenges this assumption. The cases in the
MIL Segment, displayed levels of both MO and LO, yet were reluctant to develop new products.
This leads to further investigation into the orientation that all firms in this section are lacking, EO.
Indeed Keskin calls for further investigation into the interplay between MO, LO and EO.
5.7.1.1 Findings from Infrequent NPD – Com paring ‘IL’ and ‘M IL’ Cases
Much of the seminal literature pertaining to MO, IO and LO (W. E. Baker and Sinkula, 1999b;
Hurley and Hult, 1998) in terms of their effect on innovativeness points to positive outcomes in
regard to product introduction and more recently Mahmoud et al. (2016). This research contradicts

196

some elements of these findings and puts forward the idea of EO as an influencing factor in
innovativeness. The firms that displayed IO and LO (5.5.2) tended to focus their innovation on
production; the learning elements of these strategic orientations meant the OMs were learning new
innovative ways of creating products, but not necessarily increasing their focus on launching said
products in order to gain a competitive advantage. The addition of a MO (5.5.3) into the mix gave
the firms a more customer-oriented approach and may have influenced a change in focus from
production innovation to proactiveness in terms of market need – this proactiveness being a
dimension of EO. Therefore the MO may be more of an antecedent to the development of EO
within these case firms, which in turn may be the actual driver of innovativeness in the firm.
Within this research, these influences may be contextual in terms of firm size, capabilities and
resources. The utilisation of the market information and the firms’ absorptive capacity based on
capabilities and resources are factors that must be considered when interpreting the affect of SOs
on NPD (Najafi-Tavani et al., 2016). Valentim et al.(2016)also showed in their study of SMEs that
knowledge management can be affected by a number of things including firm size and resources.
5.7.2 Frequent NPD – ‘E’ and ‘M ILE’ Cases
The firms on this half of Figure 13 share the orientation of EO and tend to develop products more
often than their counterparts on the opposite side. This group are comprised of the following case
firms: C2, C3, C6, C7, C11 and C13. These firms operate in a number of different product markets.
The NPD practices of these firms are divided, with the firms that displayed MIL orientations in
addition to EO, being more planned in their approach. This further adds to the findings around the
effect of MO, IO, LO contributing to more ‘organised’ NPD. The life stage of the firms within the
group is varied and there do not seem to be any themes or associations to the orientations present or
their integrating properties in more frequent NPD. Beyond the firm life cycle, the industry life
cycle may need to be considered as the differentiating factor in the case firms NPD; Lumpkin and
Dess(2001)linked certain dimensions of EO to SME innovation, and found the industry life cycle to
be a moderating factor in their influence on innovation. They found early stage industries provide
numerous opportunities for firms to launch new initiatives in anticipation of growing demand. Thus,
proactiveness is well suited to the introduction and growth stage of an industry’s life cycle. More
recently, Shan et al. (2016) found the dimensions of autonomy, innovativeness and competitive
aggression increased innovation speed; risk-taking actually reduced it and proactiveness had the
greatest effect on it. Further to this, the authors found that the time taken in the identification of
opportunities may also reduce the speed of product development and launches. This is a
noteworthy concept for this research; the orientation of EO seems to be an influencer in terms of
the NPD of the case firms. In all but one firm in this section the relationship between autonomy,
innovativeness and innovation speed is present. In terms of the effects of proactiveness, the
findings from this literature may help shed light on the connection between MIR and the
influencing dimension of EO. C7 is an example within this group of a firm that increased its
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utilisation of MIR and in turn increased the proactiveness dimension of EO. Other firms in the
group that displayed high levels of sourcing and utilisation of MIR also displayed proactiveness.
MO in these firms may then play an important role in the integration of the orientations with NPD.
The market-oriented culture in the organisation puts information gathering into the routines and
activities, this along with the learning values and components of IO and LO may alleviate the timewasting concerns found by Shan et al. (2016) through increased knowledge of the market
requirements and movements. Contrary to the finding around risk-taking, Etriya et al. (2018) found
the dimension prevalent in the innovative agri-food firms within their research.
Further investigation into the shared orientation of EO within these firms finds literature pertaining
to a split in the type of entrepreneur, that is, passive and active. This concept, posited by Avlonitis
and Salavou (2007) sees difference in the risk-taking dimension of the orientation, the passive
group taking less risks than the active. The relationship with innovativeness in this study finds the
active entrepreneurs tend to develop products with higher uniqueness. In terms of this research the
case firms in the lower half of this section, the majority displayed risk-taking and in terms of
product outputs they tended to produce less Me-Too products.
5.7.2.1 Findings from Frequent NPD – Com paring ‘E’ and ‘M ILE’ Cases
The analysis of these cases has highlighted again the importance of EO to the NPD process. It has
also pointed to the interplay of the individual dimensions of the orientation on other aspects of the
firm’s practices; further highlighting how the role of MO and the sourcing and utilisation of MIR
affect EO. EO was also seen to be affected some aspects of the macro environment such as industry
life cycle. Because much of the orientation is based on opportunity, creativity and risk, the stage of
the industry may determine the level of acceptance of new products. Some literature also pointed to
differences within entrepreneurial firms with the introduction of passive and active concepts, these
may be relevant to this research in terms of the presence of the orientation and its integrating
properties in terms of MIR and NPD.
5.8 Key Findings from Cross-case Analysis
This section will be used to highlight a number of influencing factors pertaining to the integrating
properties of SOs on MIR and NPD that have emerged from the cross-case analysis.
This analysis has allowed for a greater understanding of the roles played by individual and/or
groups of orientations. With this deeper understanding came additional influences to be considered
alongside the presence of the orientations when investigating their integrating properties. These
influencing factors include the owner/manager context, the type of MIR being sourced/utilised,
firm strategy and more broadly, the industry life cycle.
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We will first look at the strategic orientations.
Market Orientation
The findings within this research are inline with literature pertaining the to the positive effects of
MO on NPD both individually and in its relationship with other orientations(W. E. Baker and
Sinkula, 2009; Didonet et al., 2016; Donnelly et al., 2015; Grinstein, 2008; Pelham, 2000)In terms
of integrating the MIR with NPD, MO seems to be the instigator for a more planned approach to
the firms’ process and influencer for the sourcing and utilisation of MIR. In regard to MO
interacting with other orientations, in this research it seems to IO and LO, possibly altering the
learning components/values to be more customer-focused. The customer orientation component of
MO was increased in conjunction with an increase in the sourcing and utilisation of MIR in some
cases. In cases where this component was already prevalent the sourcing and utilisation of MIR
were also high. Equally, a lack of MO had the opposite effects on the NPD and MIR processes.
Innovation Orientation
IO was second to LO in terms of prevalence within the case firms. Although the very essence of
this orientation is centred on innovative outputs, this research showed that the components of this
orientation altered the levels of MIR sourcing and utilisation for the purposes of NPD. Within the
case firms in this research, the presence of this orientation seemed to be influenced by the OM
context i.e. the focus on product quality by the OM seemed to feed the strategic direction of the
firm, giving it a product orientation. This may be due to the nature of the industry and its
heightened levels of competition and need for repeat purchase based on quality. Nevertheless, this
strategic direction gave these case firms a learning philosophy that was centred on production
innovation rather than product innovation. From the OM down, the knowledge disseminated was
not customer-focused or market oriented. In terms of integrating MIR with NPD then, IO seemed
to lower the level of MIR requirement and in these cases, the focus on improving production
technique with current products led to a lower frequency of NPD. This orientation seemed to be
influenced by the presence of MO. The cases where the orientations appear in conjunction the
focus on learning is altered to be more customer-focused, this seems to lead to more planned NPD,
but still of a lower frequency. The concept of MO being a catalyst for IO is shared by Zhang and
Zhu (2016). Their research into Chinese manufacturing firms NPD highlighted the importance of
MO to develop and foster IO and innovation resources. In this research, some behavioural
components of IO increased in presence in conjunction with an increase in MIR, these also
coincided with an increase in MO components.
Learning Orientation
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LO was the most prevalent orientation within the case firms. The high levels of LO across the firms
may be associated with the context of this research. Real et al. (2014) found that organisational size
was a moderating factor with LO and learning in firms. The small firms in their research showed
higher levels of organisational learning, this was attributed to the low levels of formalisation and
bureaucracy in firms of this size, which enabled them to learn continuously from the environment.
As with IO, LO was influenced by the OM, the firms’ strategy and the presence of MO. In terms of
MIR, the presence of LO within the case firms showed high utilisation and sourcing, but only when
paired with MO. This was a similar outcome regarding NPD, case firms displaying a presence of
LO without MO display infrequent, spontaneous processes which were altered when pair with MO.
The findings within this research agree with Calantone et al. (2002) in that the learning element of
the orientation encourages a firm to gain knowledge in order to innovate, however they go on to
say that LO encourages a broad spectrum of learning that includes customers. This was not the case
in this research. The subject of learning within these case firms was not customer-focused with
firms displaying LO little to no sourcing or utilisation of MIR. The context of this research in terms
of industry and firm size must be factored in to the results. In their research, Calantone et al.
considered firm age, although firm size was not considered and no firms analysed fell into the food
industry category and no other orientations were considered.
Entrepreneurial Orientation
Some cases firms within this research possessed only EO. In these cases, the firms did not utilise
MIR for NPD. They had a spontaneous approach to NPD, either through the random replication of
competitor products or through random idea generation. This spontaneous approach where the risktaking dimension of the orientation was present also added to a higher level of NPD frequency. The
lack of planning or ‘purposeful’ NPD may be an antecedent to this increased frequency.
This orientation, like MO had a strong influence on other orientations in terms of MIR and NPD,
when in play. This orientation stood alone in some case firms and still allowed for NPD without the
sourcing or utilisation of MIR. The presence of the dimension of proactiveness within EO had an
influence on the levels of sourcing and utilisation of MIR and was tied with the presence of MO in
some cases. The connection between MO and EO is covered extensively and the vast body of
research shows that each orientation may provide firms with a plethora of benefits (Atuahene-Gima
and Ko, 2001; BosoCadogan et al., 2013) but also some detrimental effects (Beliaeva et al., 2018;
Morgan et al., 2015). Morgan et al. (2015) found the interplay between MO and EO to have a
detrimental effect on NPD performance through the development of radically innovative products.
This research showed that MO provided a market focus and also lessened spontaneous NPD. In
terms of the EO dimensions, levels of proactiveness were altered with the presence of MO, this
may lead to more radical NPD by firms as posited by Morgan et al.
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Additional Influencing Factors of MIR and NPD integration
Looking back to the literature in Chapter Two, RBV and the capabilities of the firms’ OM were
considered as influencing factors in regard to the integration of MIR, SOs and NPD. C12 and C5
are two firms from the same industry although the OMs are very different in terms of marketing
capabilities. C5’s OM has a background in alcoholic sales and marketing, immediately identifying
of the value of the MIR being provided. Both firms were eligible for the same data including
Dunnhumby, but only one firm utilised it. The learning elements of C5’s IO and LO orientations
were also pointed firmly at the market in which they were competing, eager to learn more about
who was consuming their product. Carson and Gilmore (2000) argued that SMEs adapt marketing
techniques to suit their situation within the everyday world of doing business. They use their
networks to help their business activities, and develop the competencies they need to survive and
grow. They aim to be innovative in their marketing activities. At the early stages of business
growth, SME marketing is inherently intuitive based on the knowledge and experience of the
owner-manager. Along with these capabilities, financial resources must also be considered as an
influencing factor in terms of the cost of MIR.
There is an argument for in consideration of the industry lifecycle to be included as an influencing
factor to the firms’ NPD activity. For example, the research included a number of craft alcoholic
beverage firms, as this market is reaching maturity in Europe (Mordor Intelligence, 2018) it would
be expected that the firms would accelerate their innovation practices in order to gain a sustainable
competitive advantage (Pinna et al., 2018) and therefore may contribute to the NPD practices under
investigation.
The strategy of the firm must also be considered, some case firms showed little in terms of a
formalised business plan or strategic direction. Many firms were guided by gut instinct with a little
reliance on broad marketing strategies, which were derived from basic brand elements. This low
level of strategy seemed to effect some of the strategic orientations. IO and LO both have
components and values that need to be led by some sort of formalised planning i.e. strategic
direction to be innovative, which is communicated through vision/mission statements and shared
vision to focus the learning within the organisation on certain elements. The gut instinct of the OM
with direction that was normally not common knowledge seemed to affect the business activities
around MIR and NPD. Firm age was not considered as an influencing factor in the integration
properties of the SOs, the firms in this research were of varying ages and no correlation was found
between groups sharing age or SO, this finding follows that of Baregheh et al. (2016).
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5.9 Conclusion
This cross-case analysis and the individual case analysis from the previous chapters have addressed:
Research question 1: To what extent is market information resource (MIR) being utilised by firms?
Research question 2: Prior to exposure of the research MIR, what SOs are present within firms?
Research question 2.1: Prior to exposure of the research MIR, what new product development
processes do the firms adopt?
Research question 3: What changes occur within the firms’ NPD activities based on an increased
level of market information resource over time?
The next, and concluding Chapter Six utilises the cross case analysis from Chapter Five in order to
address:
Research question 4: What role do strategic orientations have in integrating market information
resource with NPD?
In addressing this, the research will present implications for agri-food MSE owner/managers,
policy-makers and future research.
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CHAPTER 6 DISCUSSION OF FINDINGS

6.1 Introduction
This research was conducted using a systematic approach that was established and laid out in
Chapter One; along with the context of the research, the Northern Ireland agri-food industry and
organisations that support the firms within this industry. The research aim was also set out,
including the four objectives that were used to direct the research in creating an understanding of
the integrating properties of strategic orientations on market information and new product
development. The second chapter presented a thorough review of the existing literature in terms of
strategic orientations, NPD and the use of market information. The research methodology along
with the philosophical perspective of the researcher were identified and discussed in Chapter Three.
Chapters Four and Five present the individual and cross-case analysis respectively; this analysis
was carried out on the data gathered throughout the 10-month research period.
This chapter offers a synthesis of key literatures with the findings obtained from the empirical
research process (Chapters Four and Five). Synthesising the literature with the key findings allows
a greater understanding of how any insights from this research build upon, support or diverge from
the existing relevant research.
6.1.1 Theoretical Fram ework of SO Integrating Properties
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Figure 15 – Towards a Theoretical Framework

6.2 Discussion of Theoretical Fram ework
6.2.1 M arket Orientation as an Integrating M echanism
MO was a key orientation in the integration of MIR and NPD. The presence of this orientation
within the MSE agri-food firms meant OMs were active in sourcing and utilising MIR, which in
turn lead to a more strategic/planned NPD process (Kahn et al., 2006) MO and MIR were
complimentary, and the presence of MO had an effect on the OM context within the research. The
firms that were eligible to receive it continuously sourced the Dunnhumby Clubcard data, this
continued sourcing changed OM perceptions of the value of data utilisation. Increased interest in
the data available led to a desire to increase their market knowledge and marketing capabilities (V.
Lee et al., 2016). Firms within the research increased their communication with their support
networks and in some cases employed people in NPD and data analysis roles.
As a standalone orientation MO was limited in its effect on NPD activity. The change of focus
from production to market caused by MO on IO and LO meant that firms were focusing NPD on
who it was for instead of what it could be. The market information may have slowed the NPD
process by making it a little more formal, encouraging the OMs to question the relativity of the
product to the marketplace. Due to the short time period of this research (10-month longitudinal
study), limited information was available on NPD outcomes; however, a number of firms did
develop products that were purchased by retailers, extending their product lines.
The information being sourced by the firms with MO present lowered the MSEs reliance on gut
instinct and allowed for critical assessment of their market and the suitability of proposed products.
As previous literature has found MO and EO were influential in innovation and business
performance (Atuahene-Gima and Ko, 2001; W. E. Baker and Sinkula, 2009; Bhuian et al., 2005;
Li et al., 2006; Li et al., 2008). In terms of the MSE agri-food businesses in this research, the
interplay of the orientations allowed for NPD to be enhanced in terms of formality and levels of
activity. MO allowed for a lowering of the perceived risk of product development by offering the
OM information they could use to justify the decision around proceeding with a product. When EO
was combined with this market focus, the proactiveness dimension of the orientation could be
raised based on the increased market knowledge of the OM. (Atuahene-Gima et al., 2005;
Bucktowar et al., 2015; Frishammar and Åke Hörte, 2007; Naldi et al., 2007; Narver et al., 2004).
6.2.2 Innovation Orientation as an Integrating M echanism
The nature and size of the agri-food firms within this research meant the OM was pivotal to the
strategic direction of the firm. The learning philosophy component of this orientation was guided
by this strategy, which was influenced by the OMs personality, background and capabilities. These
elements of the OM focussed the subject within learning and in turn drove the IO in terms of NPD.
Much of the learning and innovation was centred on production. The owner managers were
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involved in the day-to-day running of the firms and directly involved with production. The
importance of continuous efficient production to small firms (Avermaete et al., 2004; Berends et al.,
2014; Sanaullah Khan et al., 2014) put operations ahead of market research (MIR). This passion for
the product and production is understandable given the context. These OMs made the leap from
‘normal’ lives to that of a business-owner and creator, the continued passion for the creation of
their core product to ensure it is the best it can be may be a contributing factor to the continuing
existence of the business. These people are ‘up close and personal’ with their products and their
desire for perfection may not require the input of the consumer (Cardon et al., 2009).
The customer-focus aspect was not inherent in the presence of IO, it had to be influenced by MO.
“Outside sources of knowledge are often critical to the innovation process, whatever the
organisational level at which the innovating unit is defined” (Cohen and Levinthal, 1990).
The nature and focus of the OM was included in findings from Blackburn et al. (2013), they found
older, smaller businesses with a written business plan tended to have managers that considered
themselves more innovative. The majority of the MSEs in this research had no written plans or
documented strategies to follow.
The integrating properties of this orientation with MIR were fuelled by the presence of MO.
Therefore, as an individually occurring orientation, IO had little integrating properties in regard to
the market information. Production and product knowledge is where IO became an orientation that
connected with NPD, any innovation from this process had little to do with customer or market.
6.2.3 Learning Orientation as an Integrating M echanism
As with IO, the focus of the learning was driven by the OM and the presence of MO. The value of
Commitment to Learning within LO was a pursuit of knowledge that seemed focussed on the
betterment of product and/or production without the influence of a customer orientation.
Within this research the uptake of MIR by OMs was low in some cases. Literature has pointed to a
number of challenges to the transfer of knowledge to SMEs: the assumed benefits of possessing
knowledge; lack of ability to transfer knowledge to a non-specialist; lack of face-to-face contact
with an industry partner, from the donor side, and lack of trust; lack of structures for knowledge
processing; lack of knowledge concerning the know-how transfer process (Braun and Hadwiger,
2011). In terms of NPD, literature has shown the benefits of customer/consumer knowledge in food
product development. Companies utilising MIR are more capable of developing original, new and
feasible ideas that better match their customers’ needs (Filieri, 2013).
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Throughout the research period it was apparent within some MSE case firms that MIR was not
considered as an aspect in many, if any, business functions. Within this research, where LO was
present in the MSE agri-food case firms their existed a slow and steady but also sporadic approach
to innovation. The introduction of MO alongside this seemed to focus the innovation of the OM on
consumer wants and needs, and I believe made them more innovative. The LO learning with the
OMs could be considered a ‘heads down’ approach where they were inwardly focussed on
production functionality. Zhang et al. (2006) describe these differences within the context of their
research on SME entrepreneurial learning. The authors found that ‘more stable’ firms were
focussed on exploitation of existing knowledge; these firms were found to learn reactively and
incrementally; as a result they found less tangible outputs in the form of new products. C12 within
this research is a prime example of this, completely focussed on production and utilising the OMs
undisputed talent and knowledge, but with little to show in terms of innovation within their product
market. On the contrary, firms proactively engaging with the external environment were considered
higher level in terms of innovation.
Considering competitive advantage and sustainability of MSEs, Frank et al. (2012b) found that
older firms tended to slow their progress or remain unchanged. This finding also related to C12, a
long running firm within this research. The reliance on the OM’s knowledge base therefore cannot
be considered as a resource that can improve further long-term survival. The authors pointed to a
need for firms in this predicament to apply resources (such as marketing) to enhance LO.
6.2.4 Entrepreneurial Orientation as an Integrating M echanism
The case firms in this research displaying the dimensions of EO showed that it was a driving force
behind the ability to innovate and take risks. In terms of NPD, the firms that displayed only EO had
a spontaneous and unplanned approach to the process. The MSE agri-food firms in this research,
when conducting NPD, did not require MIR. Information was instead replaced by gut instinct and
experience. As an integrating mechanism, EO, when joined by MO fuelled the need for information
through the proactiveness and innovativeness dimensions. MO gave firms a stream of information
(through customer and competitor orientation) that allowed for enhanced planning/reasoning
behind their NPD, combined with EO (innovativeness and proactiveness), to increase the NPD
activity.
These findings support the literature around the positive influence of EO on innovation (Covin and
Slevin, 1991; Frishammar and Åke Hörte, 2007; Li et al., 2008; Lumpkin and Dess, 1996; Rauch et
al., 2009) and expand it in terms of the context of MSE agri-food businesses in NI. The interplay
between EO and MO and the positive outcomes in terms of innovation is also supported in
literature (Atuahene-Gima and Ko, 2001; S. K. Huang and Wang, 2011; Li et al., 2008). Given the
interplay seen in this research context, the findings go against that of Morgan et al. (2015). In this
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research of mid-size manufacturing firms, the authors found that MO and EO would create an
overload of information based on the similar idea-generating processes with the two orientations.
This may be due to firm size, in that the resources of the larger organisation gave the ability to
source and attempt to utilise greater amounts of information.
Another aspect of the interplay between EO and MO is the external influence of business networks.
Boso et al.(2013)found that the formal and informal connections made by firms with buyers and
suppliers played an important role in shaping success for firms with EO and MO. In relation to this
research, the MO firms that utilised the Dunnhumby data found their interactions with the Tesco
buyer were enhanced due to their new knowledge about their customers. This resource, found
through MO, allowed for better interaction within this business network and growth in firm
confidence. This change could be seen in C6 in terms of risk-taking and proactiveness.
6.3 Research Propositions
Building upon the theoretical framework (Figure 14), research propositions have been established
for future development. The agri-food case firms demonstrated that the interplay between the four
strategic orientations had a number of integrating properties with MIR and NPD. Along with these
properties, a number of influencing factors surrounding the integration were discovered. Therefore
this research presents a basis upon which a broader scope of these relationships is proposed outside
the context of the agri-food industry.
Proposition One – Dunnhumby data is a positive influence on MSE uptake of MIR and therefore a
catalyst of MO.
The lack of capability in small firms to understand and utilise MIR was evident in the literature.
Literature has identified MO as an important antecedent to innovation and NPD within firms and
therefore this research wishes to probe this further when discussing strategic orientations, MIR and
NPD.
Proposition Two – MO has a positive influence on EO in regard to integrating MIR with NPD.
EO as an individually occurring orientation did not enhance the firm’s need to source or utilise
MIR. The interplay with MO put a market focus on firm NPD and in turn affected the EO
dimensions of innovativeness and proactiveness in raising NPD activity as well as alleviating
perceived levels of risk.
Proposition Three – The capabilities of the OM and firm size have an influencing role on the
integrating properties of SOs with MIR and NPD.
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The OM ultimately defined the business practices and cultural norms within MSEs. The
capabilities of the OM influenced the presence of the SOs within the firm. Owners with previous
marketing experience utilised the information provided within a number of business areas. The
pace of change within the food industry is increasing in terms of consumers’ wants and needs and
therefore NPD. Granular data analysis will be required in order for MSEs to take advantage of their
agility in product development.
Proposition Four – The food industry life cycle stage and culture has an influencing role on the
relationship between MIR and NPD
The NI agri-food industry was the context of this research. The food industry in general is seen as
mature and slow growing. The life cycle of the sectors within this industry where influenced by the
changing consumer wants and needs. Product trends and product life cycles influenced the activity
within NPD. The nature of the food industry in NI in regard to MSEs is not focussed on market
information as an important resource in NPD. Policy makers have only recently (2018–19)
recognised the benefits of MIR to the businesses within the food industry.
6.4 Theoretical Im plications/Contributions
This study builds on the existing body of work and, more specifically contributes to current MSE
strategic management literature, as well as providing new insight into the integrating properties of
four strategic orientations on MIR and NPD. Firstly this research responded to the call by Hakala
(2011) “The evidence for relationships between orientations is fragmented and, there is a need for
studies investigating the interplay and effects of three or more orientations simultaneously.”
Further to this, a number of other researchers have called for further investigation into SO’s role in
NPD (Aloulou, 2019; Dutta et al., 2016; Gautam et al., 2016; Grinstein, 2008; Jones and Rowley,
2011; D. H. Lee et al., 2014; Morgan and Anokhin, 2019; P. Srivastava et al., 2013). The findings
provide examples of the roles each orientation plays individually and collectively through interplay
in integrating MIR with NPD in MSE agri-food firms in NI. This context and the additional
orientations under investigation contribute to the requests made for further studies within the
current literature.
The idea that many small firms draw on experience and use intuition or gut instinct in decision
making and planning (Carson et al., 2004; Didonet et al., 2016; A. Gilmore and Carson, 2018; A.
Gilmore et al., 2001) is corroborated in this research, but is also challenged in the sense that the
data type influenced a change in position within the firms. At the beginning of the research, it was
found that many firms made decisions on NPD based on their own interpretation of what the
market needed. This practice continued for some firms, however, a noticeable change was made in
firms that received Dunnhumby Clubcard data; they utilised this form of MIR more regularly in
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many areas of business including NPD and in doing so increased their levels of MO. This increase
in MO had a knock-on effect in the interplay between the other orientations in integrating MIR in
the NPD process.
The MSE agri-food firms that appeared to enhance their MO through the utilisation of MIR also
showed evidence of changes in other present orientations, adding to the theories around the
interplay of SOs. The interplay between MO and EO saw an increase in the utilisation of MIR in
the NPD process of the firms. The change in EO innovativeness and proactiveness within the firms
meant continued requests for MIR and in some cases evidence that it was directly utilised in NPD.
These findings add to that of Sciascia et al. (2006) who show MO as a determinant of
entrepreneurship in MSEs. The interplay between MO and EO saw a change in the risk-taking
dimension of EO, the utilisation of MIR seemed to increase confidence, the newly acquired
knowledge may have given a clearer picture of a market that to date had been perceived mainly by
instinct.
This research challenges Hurley and Hult’s (1998) findings that determined IO should facilitate the
development of organizational competencies that lead to innovations in all aspects of the firm:
marketing; processes, which are sometimes referred to in the literature as technical; and
administrative activities. As a result, innovative activities should occur across all functional areas
and within all types of tasks (Siguaw et al., 2006). The MSE agri-food firms that displayed levels
of the components of IO without MO were focussed on innovating the production aspects of the
business over market-driven product development. The uptake in MIR by these firms was minimal
as was their focus on the market or marketing practices within the business.
Although LO is considered as having some focus on the external marketplace and that the values of
this orientation are considered to encourage organisational wide operationalisation of marketoriented behaviours (W. E. Baker and Sinkula, 1999b), the MSE agri-food firms in this research
failed to display this market-facing behaviour. Like IO, the learning element of the orientation was
focussed mainly on production techniques, open-mindedness and improvements in operational
aspects of the firm were common and encouraged, but very little was attributed to external market
factors. The lack of resources in micro firms must be considered an influencer in the behaviour
regarding this orientation. The OMs focus on production and day-to-day routines gave many of
these MSE agri-food firms an internal business focus (McCartan-Quinn and Carson, 2003). Case
firms that had knowledge of marketing or showed more interest in their market or MIR allowed for
a more externally focussed approach to their learning. This view of LO again builds on the
importance of MO in the NPD of MSE agri-food firms.
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Building on the research around micro and small firm owner/mangers (Blackburn et al., 2013;
Jaouen and Lasch, 2015; Kelliher and Reinl, 2009; B. Simpson, 2003; Tregear, 2005) and their
influence on business practices through centralised decision-making, this research found the OM to
be pivotal to the development of practices that influenced the NPD processes in regard to MIR. The
OMs of the agri-food MSEs could be categorised into the four typologies (Success, Subsistence,
Hedonism and Paternalism) developed by Jaouen and Lasch (2015). The behaviours associated
with these profiles were displayed by many of the OMs, these behaviours could also be linked to
the SOs present within the firm. The case firms that utilised the MIR throughout the research and
developed their MO tended to make changes that were strategically focussed on success and
growth (Success/Paternalism); they showed a desire to enhance their capabilities around marketing
and their understanding of the information provided by utilising networks (Invest NI, Educational
Institutions).
Literature has shown differences in the characteristics of firms that utilise formal or informal
market information including firm size, the amount of data sourced and the utilisation based on
available resources (Cacciolatti and Fearne, 2013). This research showed that firms reacted
differently to the utilisation and further sourcing based on the data type. The Dunnhumby Clubcard
data had the greatest influence on the MSE agri-food firms. Firms that initially showed little or no
interest in the sourcing and/or utilisation of market information of any kind were drawn to the
information available with this data source and in many cases, continued to utilise it. Not only did
the firms continue sourcing the data, they actively sought help in increasing their capabilities
around the interpretation of the information through the networks made available. The findings
within this research build on the research of Donnelly et al. (2015). The increase in utilisation of
this data source along with MO and the consequential interplay with EO extend the knowledge
around formal market information and its affect on MSEs.
Building on the taxonomy of the micro-firm developed by Kelliher and Reinl (2009), this research
observed centralised management and an informal culture within the MSE case firms. In terms of
RBV, the development of managerial competencies through this research and beyond with Invest
NI follows the advice of O’Regan and Ghobadian (2004) and the focus on marketing capabilities to
utilise the MIR in creating a competitive advantage through differentiation (Acquaah and
Agyapong, 2015). The research extends micro firm literature surrounding learning networks. This
research has shown that case firms were able to utilise a resource that would for most be out of
reach financially. This resource along with the support network and learning structure gave the
OMs the opportunity create a new learning environment within their business (Reinl and Kelliher,
2010).
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The findings from this research emerged through the role of action research and case-based study.
This approach made the researcher central to this investigation and the academic and practical
outcomes along with organisational changes made through the research process (Easterby-Smith et
al., 2015). This approach was replicated across all of the case firms allowing the researcher to get
much closer to theoretical constructs and provide insight into the roles of SOs within micro agrifood firms in Northern Ireland (Siggelkow, 2007).
The theoretical implications and contributions highlight the significance of this research to the
understanding of the integrating properties of MO, IO, LO and EO with MIR on NPD in MSE
firms.
6.4.1 Integrating M echanism s
In order for businesses to succeed in the marketplace, most must create a system that see
cooperation between marketing and NPD functions (Griffin and Hauser, 1996). The NPD function
is one that includes several activities carried out by people with different abilities, knowledge,
resources, competences and cultures. R&D - marketing integration is considered to be a critical
activity within New Product Development (NPD) (Fain et al., 2011). There have been many
mechanisms identified and proposed by the literature to aid the integration of R&D and marketing
in the NPD process (Garrett et al., 2006; Gupta and Wilemon, 1988; Kahn and McDonough, 1997).
The literature shows integrating mechanisms to be the combination of a number of business
behaviours to decrease the gap between business functions (Garrett et al., 2006; Griffin and Hauser,
1996; Lu and Chang, 2002; M. Song and Thieme, 2006). Each of the orientations within this
research affected the NPD process of the firms and also played a part in integrating the marketing
functions of sourcing and utilising MIR and the practices and processes of NPD; the most
important integration within this relationship was that of MO in changing the sourcing and more
importantly the utilisation of the MIR into the NPD process. The importance of MO as an
integrating mechanisms within agri-food MSEs in NI is second to none of the other SOs under
investigation; providing a direct link between the business functions of marketing and NPD.
Although the other SOs had no direct connection to the integration of the marketing function, the
combined behaviours, components and/or dimensions modified and/or influenced how the MIR
was utilised or incorporated into the NPD process. The evidence provided within this study
contributes to management research surrounding the barriers to communication and cooperation
(Booz et al., 1982; Souder and Chakrabarti, 1978) between business functions that focus on NPD.
The following chapter will discuss the significance of this research for MSE agri-food
owner/managers

and

Government/policy

makers.
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CHAPTER 7 CONCLUSIONS

7.1 Sum m ary of Research
This section presents the conclusions and contributions concerning the four research objectives as
outlined in section 1.3 of this research.
7.1.1 Conclusions Pertaining to Research Question 1
Through a review of the literature (Chapter Two) and the presentation of analysis and findings
(Chapters Four and Five), this research addressed the first objective: Identify and assess the current
level of market information resource being utilised by firms.
The research findings indicate a low level of market information utilisation within the case firms.
Ottum and Moore (1997) showed a positive correlation between the utilisation of market
information and the development of successful new products. Interview one showed a lack of
capability or any formal processes around the sourcing or utilisation of market information by the
majority of the firms. Any information that was utilised was done so on an informal basis, that is,
information was gathered in an unstructured manner and the utilisation of it was happenstance in
most cases. The OMs relied mostly on informal meetings with customers or consumers to gather
any feedback on their products, word-of-mouth and occasionally social media comments seemed to
be the two most prominent forms of market information being sourced.
The reasons behind the lack of market information utilisation are directly connected to the lack of
sourcing said information. It seems obvious that lower sourcing means lower utilisation, however,
it seems that the type of information gathered was also regarded as low value by the owner
managers and therefore lowered the utilisation.
This research found a number of influencing factors that were related to the sourcing and utilisation
of MIR, these will be discussed below.
Type of Data
The MIR supplied to the case firms was from a number of MIR providers. The data supplied was
both qualitative and quantitative in nature and each firm was delivered a similar amount of data
that was deemed relevant to their market. The firms could also request further data throughout the
research period.
From the analysis and cross-case analysis, a theme emerged regarding the firms that could receive
Tesco Clubcard data (Dunnhumby). Of all the firms that received this type of data, MO was present
following the research period. These firms also displayed an increase in the behavioural

215

components of MO during the research. This was not the case for firms that were not eligible to
receive this data.
This data was formal in nature and was focussed only on the business’ own products and formatted
in an ‘easy to understand’ way. The delivery of the relevant information to the firms in many cases
changed their views on the potential use of market information in a number of areas in the business,
prompting some of the case firms to request more information and seek a better understanding of it.
These actions by the firms go against the findings of Bicen and Johnson (2014) who posited that a
lack of resources in a firm could actually be a driver for focus in terms of innovation. The nature of
the Dunnhumby information allowed for OMs with low levels of capability to quickly gain an
insight into their customers and who was buying their products. This quick grasp of the data
seemed to transform the OMs marketing focus, seeing the value in utilisation of such information, a
finding shared by Donnelly et al. (2015)
Financial Resources
Although the element of financial resources was removed from the research by providing the MIR
free of charge, this resource is still relevant to sourcing and utilisation of MIR in small businesses
(Jones and Rowley, 2011; Weinrauch et al., 1991). Firms that did not historically invest in market
information did not tend to value it as a useful commodity. Financial resource is also tied to the
OM and the business strategy i.e. Firms that had previously utilised MIR, tended to continue the
practice throughout the research period and beyond. The Dunnhumby data however, was beyond
the financial resources of a number of case firms and the participation in this research was their
only access to it. This barrier to MIR and the opportunity to increase knowledge is prevalent in the
literature pertaining to small business (Donnelly et al., 2015; Erevelles et al., 2016; Lonial and
Carter, 2015).
Owner/Manager Capabilities
Within the research firms, the OM was an influence in the MIR sourcing and utilisation process.
Low level marketing capabilities and a lack of understanding of gaining insight from MIR left this
resource as a low priority for some OMs. However, many of the business owners felt they knew
their customer and market from experience (A. Gilmore and Carson, 2018) this high level of
perceived self-efficacy amongst the OMs was an influencing factor in the levels of sourcing and
utilising MIR. If the OM believed they knew their market and believed they had a level of
competence in marketing, being presented with data such as Dunnhumby allowed a degree of
improvement in the ability to utilise data. Kevill et al.(2017)shared this notion of perceived selfefficacy as a micro-foundation of a dynamic capability.
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Time
The simple and legitimate notion of the OM not having time to source MIR was shared by many
firms. This may be connected to the perceived relevance and importance of the resource to the OM
i.e. an understanding of the possibilities for the utilisation of MIR (increased capabilities) leading
to a change in prioritisation for MIR.
7.1.2 Conclusions Pertaining to Research Question 2 and 2.1
Identify the firms’ current strategic orientation(s) and practices/processes, if any regarding new
product development.
The initial observations of the agri-food MSEs within this research showed varying levels of the
four orientations under investigation. Overall, the components and values of MO, IO and LO
seemed more prevalent than the dimensions of EO. The NPD practices/processes within the
majority of firms was seen to be informal and spontaneous. These findings will be discussed in the
following sections.
7.1.2.1 Presence of Strategic Orientations Prior to Initial M IR Delivery
Market Orientation
There were moderate levels of MO within many of the case firms. Those that clearly displayed the
behavioural components of this orientation also possessed some level of marketing capability,
either with the OM or through a staff member. Many of the firms displaying lower levels of MO
were not particularly responsive to the MIR provided at the outset. Formal information such as
marketing reports were unfamiliar to the OMs whose marketing activity to date was ad hoc and
based on circumstances and current opportunity (A. Gilmore et al., 2001). The lack of marketing
capability seemed have an influence on the low levels of MO, which in turn lead to the low
sourcing, and utilisation of MIR.
Those firms that were not active in formal marketing practices had little knowledge of their ‘actual’
customer (Customer Orientation). The majority of the firms’ understanding of their customer was
based on face-to-face interactions and gut instinct. This lead to an ‘assumed’ customer base, which
in turn meant business practices such as NPD were not always aligned with customer needs. The
majority of firms showed little knowledge of their direct or indirect competitors (Competitor
Orientation). As with customer orientation, the ad hoc approach to understanding their competitors
came from random interactions or circumstance. In terms of NPD, this lack of competitor
knowledge may have influenced the more spontaneous approach i.e. without a continuous stream
of information on competitor activity, the firms may react to product launches in their market. The
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firms that were actively seeking to gain knowledge of their competitor had a more planned
approach to their NPD practices. The moderate to low levels of customer and competitor
orientation meant that many of the firms in turn displayed low levels of interfunctional
coordination.
Innovation Orientation
The majority of firms showed a presence of the IO components. In terms of innovation, the OMs
were focussed on production innovation and aspects of current product innovation. This focus
meant the knowledge gathered and shared was centred on these subjects and not their market. This
focus on production seemed to lower the requirement for MIR in NPD. Product innovation within
these firms was usually incremental rather than radical, based on a production technique bringing a
small change to an existing product for example. Few case firms had a mission/vision statement on
which to base their strategic direction.
Learning Orientation
LO was the most prevalent of the four orientations within the case firms. Firms showed a
commitment to learning, as with IO, the subject of learning was directed by the OM. In many of
these cases the level of commitment to learning was not related to the level of MIR sourcing, as the
majority of the firms were not market-focussed. LO showed little in terms of integrating MIR with
NPD based on this. The open-mindedness value within LO showed that firms were open to
evaluating their operational routines. Again this value seemed to focus the OM on the production
aspect of the business which in turn created a shared vision that was based on functional production
learning and not innovation or product development.
Entrepreneurial Orientation
Of the four orientations under investigation, EO showed the lowest presence among the case firms.
Literature surrounding EO points to its importance to innovation in small firms (Avlonitis and
Salavou, 2007; BosoCadogan et al., 2013; Bucktowar et al., 2015; Chun-Lan Chang, 2015) and
effectiveness in gaining a competitive advantage through the dimension of proactiveness
(Frishammar and Åke Hörte, 2007; Li et al., 2006). There were few case firms that displayed this
orientation; those that did had high levels of NPD activity. Low levels of risk-taking (mainly based
on financial risk) were a common theme amongst the case firms adding to the literature around the
nature of small business decision-making (Naldi et al., 2007; Zahra, 2018). Low levels of
competitive aggressiveness and autonomy were also common.
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7.1.2.2 NPD Practices and Activity
At the beginning of the research the majority of firms showed a spontaneous and infrequent
approach to their NPD. Much of the innovation within the firms was driven by gut instinct more
than a market focus or by the request of buyers. Common themes arose from a correlation between
the sourcing and utilisation of MIR and a more planned approach to NPD.
7.1.2.3 The Owner/M anager Context
The owner/manager was central to this research and their role within the MSEs was pivotal to
strategies and successes (Kearney et al., 2019; Kelliher and Reinl, 2009). The capabilities of this
central figure were therefore instrumental in determining the practices within the firm, including
NPD and marketing. The majority of OMs relied on their own instinct (A. Gilmore et al., 2001) in
regard to business decisions, many not seeing value in market research. The perceived low value of
MIR gave the practice of sourcing and utilisation low priority in terms of time.
It was clear from the interviews that many OMs spent little time on marketing activities aside from
basic outgoing communication (through social media channels). The few that understood the
potential value of the MIR would go on to leverage further information and knowledge from the
research network and attempt to improve their marketing capability (Macpherson et al., 2015).
7.1.2.4 The Firm Context
The business lifecycle stage of the MSE agri-food firms within this study varied. Although no
direct correlation was found between the firm age, the SOs, MIR and NPD in this study, some
aspects of the generic strategies developed by Lester et al.(2008)could be attributed to certain cases.
The younger successful firms were focussed on building their customer base and attempting to get
as much exposure as possible, older successful firms mirrored these aims but with added strategic
goals of uniqueness within their products. Regarding the integration of MIR with NPD, the firm
size had little influence over this process. The realisation of the value of the information was the
catalyst in terms of utilisation of MIR and this occurred in both small and large firms alike. The
younger firms that were building their customer base found the Dunnhumby data offered a picture
of who they were serving which in turn allowed them to target underserved groups. In the end,
regardless of firm size, the owner/manager’s vision, personal characteristics, capabilities and
leadership were the driving force behind the strategic decisions (Ruzzier and Konecnik Ruzzier,
2015).
Firm size had an impact around agility and the ability to implement change at a higher pace, based
on lower levels of bureaucracy (Damanpour, 2010). Further to this was the ability for some firms to
overcome resource limitations. The change in some case firms to increase their uptake in MIR
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utilisation allowed the OM to learn on the job and further their knowledge of their market (Arbussa
et al., 2017).
7.1.2.5 Industry Life Cycle
The firms in this study were from various sectors within the food and drink industry. The industry
life cycle was considered as an influencer of NPD within this research. Many of the sectors the
firms were in would be considered to be mature and as such may not offer the same opportunities
for innovation as that of a market in its introductory or growth stage. In terms of the relationship
between SOs and NPD when considering industry life cycle as a modifier, Lumpkin and Dess
(2001) found that levels of proactiveness and competitive aggression were different depending on
the life cycle stage. In relation to the case firms in this research, some owner/managers felt that
their market was crowded and innovation for the sake of it was of no benefit to the company. This
attitudinal behaviour from the OM would have to be considered as a modifier to NPD activity.
7.1.2.6 Nature of the Agri-Food Industry in Northern Ireland (NI)
The food processing industry as a whole is described as mature and slow-growing, in terms of
innovation/R&D, the sector is considered conservative in the types of innovation introduced to the
market (Costa and Jongen, 2006). This description fits the NI food industry in terms of innovation,
although considerable efforts are being made to enhance food innovation (NI Executive, 2014).
With the high percentage of the agri-food industry being comprised of MSEs, this research shows
that investment in innovation must focus on the marketing capabilities of firms in order to
strengthen the NPD processes of firms (Avermaete et al., 2004). Low levels of MIR sourcing and
utilisation where connected to informal and spontaneous NPD practices, which may in turn affect
the success rate of products developed, something MSEs cannot afford. The uptake in MIR
sourcing and utilisation and increased MO integrated data into the NPD process, allowing for
‘more planned’ product innovation through market research (Kahn, 2001; Kahn et al., 2006;
Nicholas et al., 2011). The nature of this industry is influenced by government organisations such
as Invest NI and only recently (2018–19) have they begun to recognise the need for such resources
in order to enhance business success.
7.1.3 Conclusions Pertaining to Research Question 3
Increase firm’s absolute level of market information resource over time and assess potential
changes NPD activities.
MIR data was delivered to each of the MSE agri-food firms post interview. Over the 10-month
research period the firms could continue to request further market information through the
researcher. The requests for additional MIR varied across the firms. The assessment of the

220

connection between MIR and NPD showed themes in terms of a connection between the sourcing
and utilisation and the activity and practices. Firms that continued to request information altered
their NPD practices in terms of decision-making and planning. The additional information changed
the presence of MO behavioural components and in turn, EO risk-taking and proactiveness were
also affected. Changes to both MO and EO had an affect on how the OMs approached their NPD.
In order to fully understand these changes, further influencing factors must be considered in the
integrating properties of the orientations on the MIR and NPD.
7.1.3.1 Resources and Capabilities
As discussed in 6.2.2.3 the capabilities of the OM were paramount to the uptake of sourcing and
utilisation of MIR. This research showed a connection in the utilisation of MIR of a particular type
and MO. This follows the findings of Baker and Sinkula (2005) and furthers them in terms of the
research context of MSEs’ generative learning and the importance of data type as an influencer.
Many of the firms involved with the study would be reluctant to continue sourcing data based on
the level of financial resources required to do so. In regard to the development of the sector (6.2.2.6)
this research enhances the requirement of financial support and programs of capability
enhancement for MSEs.
7.1.4 Conclusions Pertaining to Research Question 4
In light of the analysis and findings from Chapters Four and Five in meeting objectives One, Two
and Three further refinement of the original framework presented (Figure 7) has been made (See
Figure 14) to meet Research question 4: What role do strategic orientations have in integrating
market information resource with NPD?
After completing the rigorous methodological approach set out in Chapter Three, the longitudinal
observations have presented a number of influencing factors and given a clearer picture of the
integrating properties of the four strategic orientations in terms of MIR and NPD in MSE agri-food
firms in NI. The framework in Chapter Six highlights the interplay between the four orientations,
giving rise to their importance in the integration of MIR with NPD along with the propositions for
future development.
7.2 Im plications for Practice and Policy
Important practice and policy implications arise within the theoretical framework. These
implications will be discussed in the following section in relation to the MSE agri-food
owner/manager and the policy makers.
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7.2.1 M SE Agri-Food Firm Owner/M anagers
This research shows how MSEs within the NI agri-food industry can utilise MIR in their NPD
through SOs to develop their businesses and capabilities. The OM within the case firms in this
research was pivotal to the integration of MIR in NPD. The continuation of the work by
Government bodies is essential to lower the financial barriers to this information and enhancing the
capabilities of the OMs. The OM must also be willing to engage in such programmes designed to
help develop their utilisation of MIR.
The findings revealed the importance of MO in integrating MIR with NPD and they also showed
the data type to be important in this process. The importance of this orientation to small firm
growth is evident in marketing literature (Didonet et al., 2016; Frishammar and Åke Hörte, 2007; A.
Gilmore et al., 2001; Horng and Chen, 1998; Keskin, 2006). MSE agri-food OMs must afford time
within their daily routine to source and utilise MIR along with the implementation of a long-term
strategy that includes marketing and a focus on the customer. Sourcing and utilisation of data alone
will not provide a solution. OMs must engage in programmes to enhance capability in these areas.
However, it must be noted that some small businesses have no strategies for growth and are content
with their status quo (Fadahunsi, 2012). Indeed, some case firms within this research see
themselves as ‘artisan’ and wanted to avoid the ‘business world’ that they perceived themselves as
separate from (Tregear, 2005). These firms must still understand that survival within the current
and future food market requires some level of market focus due to the every-changing consumer
base.
The opportunities within the food market are continuing due to the constant changes in the market
with dietary requirements, functional foods and eating habits such as flexitarianism (Bagchi, 2016;
R. S. Khan et al., 2013). It is necessary on this evidence alone to ensure a continual flow of
information, even at the most basic level in order to compete in a relevant manner. Learning within
older firms decreases, therefore small firms must consider cooperation with other businesses and
external resources to help overcome resource deficits (Wynarczyk et al., 2013).
Various aspects of inbound open innovation are considered important within the food industry
(Grimsby and Kure, 2019). Small firm networking and open innovation are important practices to
small firm external knowledge gathering and transfer. Mu et al. (2017) found that firms leveraging
their networking capability can enhance the positive effects of MO and EO on NPD. Brunswicker
and Vanhaverbeke (2015) found that firms engaging in full-scope sourcing, that is leveraging
knowledge from a number of sources within their network would have several benefits to their
innovation practices. Therefore OMs within these MSE agri-food firms must avoid insular thought
silos and embrace knowledge from a larger pool of thought (W. Baker et al., 2016; Hutter et al.,
2013).
222

Many of the implications of this research in regard to MSE agri-food OMs points to the importance
of MO. Figure 14 demonstrates the importance of this orientation in allowing a flow of MIR into
the business and thereby integrating it with other orientations and business practices including NPD.
Considering the current market climate many of these small businesses find themselves in (Brexit,
collapsed NI Government), enhancing their abilities within marketing, enabling them to adapt to
turbulent market conditions and adjust to the possibility of having an entirely new consumer base is
of utmost importance. OMs need to be educated in the importance of these strategic orientations
and how they affect business strategy.
With the limited resources and capabilities of these firms, policy makers must do everything in
their power to focus on the enhancement of MO within MSE in the NI agri-food industry.
7.2.2 Policy M akers
The food sector, with its unique structure and properties, faces special challenges, which need to be
addressed for a successful know-how transfer (Braun and Hadwiger, 2011). For a successful
knowledge transfer to SMEs, providing knowledge alone is not sufficient. The limited capabilities
and resources require additional financial and technical support along with the implementation of
programmes to improve practices (Carayannis et al., 2006). Learning within older firms decreases
(Frank et al., 2012a), therefore small firms must consider cooperation with other businesses and
external resources to help overcome resource deficits. This dependency on capabilities is central to
the development and opportunity for growth with small firms. Current Government programs can
undoubtedly provide resources to facilitate market development and penetration through
internationalisation, but they must support the development of solid management processes and
capabilities (Koryak et al., 2015). This section will discuss how policy makers could benefit from
adopting the theoretical framework within this research to ensure a positive relationship between
MIR and NPD.
This research presented the MSE agri-food firms in NI an opportunity to compete with larger firms
in their industry in terms of available market information. The MIR provided allowed businesses
that would not normally avail of such expensive resources to better understand their consumer and
market. The benefits were immediately apparent in some cases in regard to meeting buyers. This
information put some OMs in a more informed position, affording them better negotiating powers
in terms of new product lines and the consumers for which they were being produced. Raising the
financial barrier to this resource should be priority for Government support. Along with the
provision of the information, a programme of improvement with marketing capability would also
be required to ensure maximum utilisation of the available resources.
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Throughout this research, a number of sectoral workshops were delivered which gave businesses of
all sizes the opportunity to sample the MIR available to them and more importantly, from the MSE
point of view, it allowed for networking and contact with others in their industry. Although
traditionally associated with fast-growing technology-intensive industries, open innovation takes
place in the food industry, in spite of it being known as relatively traditional and mature (Sarkar
and Costa, 2008). The gathering of like-minded people through these Government-led schemes
could allow for improvements within MSE agri-food innovation through the collaborative
gathering and dissemination of market information (Santoro et al., 2017b). The concept of bringing
an industry together into “clusters” to collaboratively make it stronger is not a new concept (Porter,
1998). “Clusters, networks and other organised ways of collaborating to increase the
competitiveness of a region and a country have become a very real political issue with the
discussions of globalisation on one hand and integration within the EU on the other” (Beckeman
and Skjöldebrand, 2007). However, some authors believe that policy-makers should not form these
collaborative groups through economic development policies (Audretsch, 1998; Feldman et al.,
2005) and some small firms do not believe such programmes are a good fit due to their
organisations resources and/or abilities (A. Gilmore et al., 2013). Given the high percentage of
small agri-food firms in NI and their important role in the country’s economy, the design of such
programmes should be based on the resources and capabilities of MSEs. To ensure uptake of these
programmes and avoid wasting financial resources to facilitate them, policy makers need to
understand that MSE firms need to trust the system to enable buy-in (Greenbank, 2000). Levels of
trust between small firms within the agri-food industry and institutional support actors could be
considered low; research has shown steps to address this issue that must be considered
(McKitterick et al., 2019).
The theoretical model presented in this research shows a clear indication of the importance of MO
to the NPD process in MSE agri-food firms. The supply of affordable MIR along with an increase
in marketing capability would enable the firms to utilise data for innovation. The entrepreneurial
behaviour of a firm can also benefit from the interaction with support programmes from
government bodies such as Invest NI. The lowering of perceived risk through support and
collaboration would allow an increase in NPD activities. The change required with these firms is
not something that can be performed overnight. The cultural and behavioural aspects of
improvement take time and Government need to appreciate that this is a long-term investment to
the development of MSE agri-food firms.
This research began shortly after the announcement that Britain would be leaving the EU. Within
months of this, the NI Government collapsed. Uncertainty around the outcomes of “Brexit” and a
lack of leadership has left many industries in turmoil. The agri-food industry in NI relies heavily on
its market in the Republic of Ireland and the prospect of trade tariffs could leave many businesses
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unable to survive. Now more than ever, these MSEs need to be resourced and supported to enable
them to compete more effectively in their home and wider markets.
7.3 Lim itations of the Research
While a number of methodological limitations have been addressed in the Methodology Chapter
(Chapter Three), the main issues will now be discussed in greater detail. While it is noted that the
following limitations did not impact the quality and depth of data, it is necessary to accept that the
very nature of exploratory research can lead to a number of limitations.
The research was focussed upon the agri-food industry in Northern Ireland; this geographical
context may lower the transferability of the findings to other regions. The case firms were chosen
from a number of sectors within the industry, and were all classed as MSEs, this again may limit
the empirical results to firms of a similar size and nature.
Although this research benefitted from a rich depth of insight from the case study approach on a
relatively small number of firms, the generalisation of the results may be limited because of this
chosen methodology.
The selection of cases for this study was based on trading firms, and firms with access to
Dunnhumby Clubcard data. These firms may have been regarded as successful within the industry.
Some firms that had access to Dunnhumby Clubcard data were aware of this access and therefore
were willing to participate in the research.
Engagement with the owner/manager(s) of the firm limited the perceptions and feedback to this
one group over a wider selection of employees. The nature of the MSEs meant that strategic
decision-making was normally left to the OM. Preparation interviews with additional firms showed
that employees such as Marketing or Sales managers were reluctant to answer some questions and
may have falsely represented the firms strategic practices in regard to MIR and NPD. The action
research approach adopted provided insight into the activities of the firms and answers from the
people making the decisions (the OM). A limitation of the action research approach was the
presence of the researcher in terms of analysis of the data provided. Within the research design and
initial communication with the case firms, the OM was made aware that the researcher could not
participate in the analysis of the MIR provided; analysis after the longitudinal period was offered
along with the ability to contact and continue to request MIR throughout the period. This contact
can ultimately have a positive or negative effect on the OMs ability to understand or want to
understand their data.
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The data provided was varying in nature and potential usefulness to the case firms, for instance,
Mintel market data had variations in report timelines for different sectors, some firms could receive
more recent information that may be deemed more relevant than a report that was 12 months old.
Taking into consideration the limitations discussed, this research importantly presents direction for
a future research agenda within the next section.
7.4 Future Research Agenda
It is possible to identify a number of avenues for future research from the conclusion of this
research. This research has contributed theoretically to Strategic Orientation literature by
demonstrating their integrating properties with market information in MSE agri-food new product
development. Whilst the evidence presented has met the core aim of the study by fulfilment of the
objectives set out, a number of further areas of interest have emerged, which warrant further
investigation. With the rise in Big Data, the literature around the utilisation of this information is
growing. The complexity of how this information is integrated into businesses through strategic
management practices is an exciting new aspect to research further.
Based on the investigation of MSE agri-food firms, this research was specific to food industry NPD.
Future research could extend the integrating properties of the four simultaneously occurring
strategic orientations in other industries, such as high technology manufacturing or service
industries. Also this research could consider investigation into SMEs or larger firms.
Geographically, future research could explore how the cultural aspects of a country impact on the
firms NPD, MIR and strategic management practices. Many countries around the world share the
same industry makeup with many MSEs producing food products, with the growing emphasis on
consumers’ desire to know where their food comes from, numbers of these micro-firms will
continue to grow for the foreseeable future.
Further research could be associated with the findings within this research concerning the data type
and its triggering effect on MO and marketing capability for MSEs. Extending this information to
larger numbers of eligible firms through support networks across the UK would allow for further
exploration into this impact. Currently, the financial resources required by MSEs restricts the use
of such data to those that can afford it. Dunnhumby have launched (August 2019) a new, more
affordable version of their database specifically for MSEs. Future research on the uptake and
impact of this system would be of great interest.
The agri-food firms in this study were working individually on the analysis of their data and
innovation. With the creation of a new Invest NI Food Support network, firms will be brought
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together and supported both financially and through capability growth workshops. Collaborative
innovation is a subject that is gaining interest in literature. The coming together of these MSEs
would allow for future research into the effects of collaborative cross-over and interplay of SOs
and the effect of external knowledge sharing.
Due to the restricted time on this research the period afforded to investigation was 10 months.
Future research could consider an extension to this time period allowing for more in-depth
investigation into NPD output, product success and impact on company performance. Longitudinal
case analysis of 12–24 months would allow the researcher to assess financial impact from NPD.
This would allow for a greater understanding of where the interplay in SOs can affect a firms’
success in integrating MIR and NPD.
7.5 Conclusion
This research study explored the role of MO, IO, LO and EO in integrating MIR with NPD in MSE
agri-food firms in NI. This Chapter has addressed the theoretical framework with key propositions,
the contributions of the research to MSE owner/managers and policy makers, and outlined key
findings relating to each of the research objectives set out in Chapter One and the overall research
aim.
This research concludes that MO is key to the integration of MIR with NPD in MSE agri-food
firms in NI. The moderating effects of MO on other orientations (LO/IO) can benefit the firms by
altering the learning aspects towards a more customer-focussed approach to NPD, this in turn
increases the firms’ sourcing and utilisation of MIR. Within the interaction between EO and MO,
there is a mediating effect (Hakala, 2011) in that MO is required to transmit the effects of EO to the
benefit of the firms NPD.
The sourcing and utilisation of data in MSE in the NI agri-food industry can be enhanced to the
benefit of the firm through the supply of Dunnhumby Clubcard data, which has been interpreted
and delivered in an ‘easy to digest’ report. The utilisation of this data gave the case firms an
understanding of their consumer base, which in turn allowed them increased confidence in their
decision-making. In addition to this boost in confidence, the knowledge gained, allowed for more
successful interactions with buyers (especially in Tesco). To ensure longevity of these MSEs, this
relationship with buyers is essential. A continued data supply can lead to an increase in marketing
capabilities and MO, which in turn go towards MSE agri-food firms in NI gaining a competitive
advantage.
These findings provide further insight into the NPD practices and activities of 13 agri-food case
firms and demonstrate the importance of MIR and how it is integrated through the presence of
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strategic orientations. Implications of this research suggest that the supply of this MIR data source
is of great importance to the industry.
Policy makers were integral to this research and the creation of the Consumer Insights Department
within Invest NI was developed in conjunction with the longitudinal process. Beyond this project
MSE owner/managers can continue to avail of MIR in an attempt to better understand their
consumers and aid their NPD.
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Extant MIR sourcing and use (market information resource) – to be assessed at the first meeting with
the firm and before MIR has been provided:
1. What market information does the firm source on?
a) Customers;
b) Consumers;
c) Competitors;
d) Suppliers;
e) Broader market environment (social trends; economic developments; political developments;
technological developments; environmental developments; legal developments)?
Marketing strategy activities (Architectural marketing capabilities) – to be assessed at the first
meeting with the firm before MIR has been provided and in subsequent meetings after MIR has been
provided:
Market Segmentation

• How does the firm attempt to understand the wants and needs of
consumers in its product markets?
• How does the firm divide its product markets up into groups of
consumers with similar wants and needs?

Target Marketing

• How does the firm choose specific groups of consumers that it wishes to
serve in its product markets?

Market Positioning

• How does the firm position its products/brands in the minds of
consumers it serves in the market to create competitive advantage?

Marketing mix activities (Specialized marketing capabilities) – to be assessed at the first meeting with
the firm before MIR has been provided and in subsequent meetings after MIR has been provided:
Product

• What marketing process does the firm follow when developing new
products to ensure they meet consumer wants and needs better than the
competition?
• What marketing process does the firm follow for current products to
ensure they continue to meet consumer wants and needs better than the
competition?

Promotion

• What promotion channels do the firm use to persuade consumers to buy
its products?
• How does the firm select its promotion channels to communicate with
consumers?
• How does the firm develop its promotion approach to target new
customers?
• How does the firm develop its promotion approach to build sustainable
relationships with current consumers of its products?
• Are the firm’s promotion activities consistent and integrated across
promotional channels used to communicate with consumers?

Place/distribution

• What retail channels do the firm use to market its products to
consumers?
• How do the firm select retail channels to market its products to
consumers?
• How does the firm attempt to build sustainable relationships with its
retailer customers?

Price

• What internal or external factors does the firm consider when deciding a
price for each of its existing products?
• What internal or external factors does the firm consider when deciding a
price for the launch of a new product?
• Does the firm utilize MIR when setting prices for new or existing

products?
Strategic Orientation of the firm – to be assessed at the first meeting with the firm before MIR has
been provided and in subsequent meetings after MIR has been provided:
Market Orientation

• How much do customers’ or consumers needs/wants influence the
development of new products?
• How much do the products of competitors influence the development of
new products?
• How much emphasis is put on the strengths and strategies of
competitors when thinking about NPD?
• Are all the business’ functions integrated in serving the needs of the
customer?
• How many people/departments (both internal and external) are involved
in the new product development process?
• Are the successes or failures of new products communicated with all
people/departments (both internal and external) throughout the firm or
kept to top management?

Learning Orientation

• What amount of time do you or other members of the firm spend
researching/learning about new products/trends within the industry.
• Is the information gathered communicated across all areas of the
business? Both internally and externally.
• Do you see learning as a way of gaining a competitive advantage?
• Is there a budget set for researching NPD within the organization?
• Do you critically assess the organisation’s operations/routines and is this
a reactive or proactive process?
• Are there common goals/objectives shared across the organisation?
• Is there organisation-wide agreement on all the goals/objectives? Both
internally and externally.
• Do these goals affect decision-making around new products?

Entrepreneurial Orientation

• Would you say the decisions of the firm are based on reaction to
information gathered?
• Would you develop a new product without first researching or gathering
information?
• Would you say the company are driving the market with its products?
• How centralised is the leadership? How often does management
delegate authority (both internally/externally)? Is there a central
figure/TMT for making decisions?
• When considering new products or innovation, do you act first and think
more about the details after?
• Would you say your approach to your competition is passive or
aggressive? Is it ‘let-and-let-live’ or ‘undo-the-competitors’?

Innovation Orientation

• Does the firm try to enter the market first with new products?
• Is there a central vision or mission statement? Is this used in the
decision-making process in regard to new product development?
• Do you emphasise innovativeness and creativity around NPD? Would
you embrace unconventional ideas, even from an external source?
• Do you currently, or have you ever organised meetings or events for
customers or business partners regarding new product innovations?
• Do you currently, or have you ever attempted to develop new
technologies or processes either within the company or that of a supplier
to achieve innovation within your market/or to enter a new one?
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