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Orientate to Innovate

Summary

This thesis describes a research towards the market orientation concept. Theresearchis
performed at the Twentsche Kabefabriek (TKF), a cable-producing company in the
Netherlands. Within the text of this thesis there are some references to appendices. These
appendices areincluded in a separate report.

Because of several reasons TKF wants to change, the most i mportant reasons are the
saturation of existing markets and the growing level of competition. Crucia for TKF is the
need to know the market. But, an innovation scan (performed in cooperation with the
University of Twente) pointed out that “searching for external information and using this
information in a coordinated way” are weak aspects of TKF. The answer for the organization
is to improve the market orientation.

But, for the organization it is unclear what a market orientation exactly means and how to
improve the market orientation. This problem leaded to the foll owing research question:

“How can TKF become market oriented and how can the market orientation be improved for
new business development in the copper cables market?”

This research consists of two parts. A theoretical research will give an answer to the first part
of the research question: “ how can TKF become market oriented...?”

In the second part, the results from the theoretical research are used to improve the market
orientation of new business devel opment projects within TKF. In this way the second part of
the research is answered; .. .how can the market orientation be improved for new business
development in the copper cables market?”

Theoretical Research

In chapter 3 the market orientation concept is discussed. The most influential authors on the
subject are Narver & Slater and Kohli & Jaworski, who defined two different definitions of a
market orientation. The two definitions are combined to produce a new model; the market
orientation concept mode (see figure 1, page 6). This mode shows were the concept consists
of and the actions that are important for a market-oriented company. But, the modd still does
not answer the question “how to become market oriented?” Thisis the subject of chapter 4.

Severa studies focus on subjects that are related to “becoming market oriented”. All these
studies are combined to define one set of theories related to a market orientation. The result is
alist of aspects important for a market-oriented organization. A coherent framework is
needed to bring al these aspects together.

The 4S-model was derived from socia system theory, and defines that all socia systems (e.g.
an organization) consists of four mechanisms. Because the model pays extra attention to
networks and the interdependency between the mechanisms, it can be excellently used to
analyse a change process.

All aspects related to a market orientation can be placed within the four mechanisms of the
4S-modd. Thisresultsin the new 4S-MO modd (figure 4, page 20). This modd shows (1) al
the aspects that are important for a market-oriented organization, and (2) how these aspects
are connected with each other. Because of that, the modd can serve as a foundation for the
development of an improvement program.
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Practical research

The 4S-MO mode is used to anal yse and improve the market orientation of new business
development (NBD) projects within TKF. The focusis on the devel opment of new markets
for the organization.

To guide the research, thetotal NBD process is divided in three phases; the idea-phase,
concept-phase and exploitation phase. The focusis on the first two phases.

This part of the research consists of two parts. First a single case study towards project
Industria. Thisisaproject for NBD in the copper cables market. And second a multiple case
study towards the idea-phase of NBD projects within TKF in general.

For the case studies an improvement program was designed, which consists of three steps:
1. Description based on documentati on/observations
2. Description based oninterviews
3. Analysis

The results of the single and multiple case study are presented in chapter 6. The end results
are three improvement programs; two for the project (singl e case study) and one for the idea-
phase of NBD projects within TKF (multiple case study). The improvement programs show
TKF what the organization should do to improve the market orientation of the NBD process.
Some of the main results that areincluded in al improvement programs are:

TKF should make use of a company-wide storage and dissemination of information

TKF should make use of a market-oriented reward system

TKF should make use of a structured eval uation process that ends the i dea-phase

Because of this last result, extraresearch is performed to structure the eval uation process.
Thisresearchis presented in chapter 7. The end result of this research is the design of a Quick
Scan, which can be used to make a good and quick judgement of an idea for new business
devel opment.

Conclusions and recommendations

The thesis ends with the conclusions and recommendations. A first conclusion is that the
results of the practical research can be used by TKF to improve the NBD process, especialy
the idea-phase. A second conclusionis that the use of the Quick Scan will improve the market
orientation of the organization in several ways. The final conclusion is that the 4S-MO model
can be used as an excdlent basis for the analysis and improvement of a market orientation.

There are al'so some important recommendations. A first recommendation is to implement and
test the 4S-MO mode in different organizations. For TKF it is recommended to (1)
implement the improvement program, (2) use the 4S-MO model to improve the NBD process
and entire organization, and (3) further structure the New Business Devel opment Process..

The ultimate goa for TKF is to improve the market orientation of the entire organization.
Hopefully this thesis will build the basis for a market-oriented TKF of the future.
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Introduction

The Twentsche Kabe fabriek Company (TKF) was founded in 1930 and has devel oped from a
local Dutch cable producer to a cable technol ogy leader servicing customers all over the
world. TKF has avery broad product portfolio, consisting of a wide range of different types
of cables. These cables are produced for very different markets. Some examples of these
markets are broadband, marine & offshore, security and industry.

TKF is part of the TKH Group. The TKH Group focuses on delivering innovative sol utions to
clients in the segments Telecom, Building and Industrial sol utions. The word innovativein
thisis very important, because the TKH Group has an important focus on producing new
products and new technologies for and in cooperation with their customers. This of course
also counts for TKF, as an important operating company within the TKH Group. The mission
of TKF is“To enable our customers to build both a solid business and infrastructure based on
the quality of our products, innovations and high-level services’. To reach this goa the
company has dedicated itsdlf to delivering efficient and reliable cable solutions that match
specific customer needs.

An important concern for TKF is the way to innovate. The company has along tradition in
making new products and new technol ogies for very different markets. The last years thereis
afocus on ddivering compl ete sol utions to problems from customers. Because customer’s
problems and needs are changing al thetime, TKF has to be very innovative to fulfill all
these needs. The need for innovation has been made explicit by the holding (TKH), which
demands from TKF that every year 15% of the revenues is brought in by new products (not
older than 3 years).

Besides this focus on compl ete sol utions there are several other reasons for TKF why thereis
aneed for change. First there is a saturation of some existing markets. Some markets were, in
the past, growing every year. A good exampleis the market for telephone cables, which has
been very important for the company. TKF had a very important client (KPN) and was able to
relatively easy sell enough products every year. But now the market is becoming more and
more saturized, sales and profits are declining fast. For that reason the existing markets are
not per definition enough anymore to be profitable and new markets are definitely needed.

A second reason for change is the growing competition within all the markets of TKF.

The unification of Europe brings alot of new competitors, who might beinterested in the
Dutch market too. Of course thereis also a positive aspect on this unification. For TKF there
are new chances, because other countries are rel atively easy to reach nowadays.

For TKF it is the question how to deal with al these devel opments and changes. All the

devel opments have one common aspect and that is the “need to know the markets”. For this
reason the answer for TKF seems to be to improve the “market orientation” of the entire
organization. The results from the innovation scan support this conclusion (more about thisin
chapter 1). Broadly, market orientation means that the whol e organization, especialy
including all the employees, is focused on the end markets. But still the questions remain;
what is exactly a market orientation? How does a market-oriented company ook like and how
to become such an organization? What we can say on forehand is that the process of
becoming such an organization will have to deal with processes, people and the entire
organization on its own. Because this total processistoo large and probably will take severa
years, | was not able to focus on the compl ete process within my graduation research. But, my
research will build the basis for the market-oriented company TKF wants to be.
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Chapter 1 The Reason for Change

The regional project “Competences for Innovation” is an initiative from the University of
Twente. The goal of the project is to contribute to the strengthening of the competitive power
of theregiona industry. TKF is one of the companies involved in the project. The first step in
the project was to measure the i nnovative abilities of TKF. The innovation scan shows how
innovative TKF is and on what aspects TKF should focus to improve the innovati veness.
Although the focus of the scan is not directly on the market orientation concept, there are
severd topics within the scan that have a clear market oriented focus. By ana yzing the
answers to these questions, | will get aninsight into the level of market orientation of TKF.
Theresults of this analysis show why TKF has chosen to focus on market orientation.

Thefirst link with market orientation is the extent in which TKF is ableto recognize
opportunities. From the resultsit is clear that TKF is relatively good in recognizing
opportunities from existing customers, the law and technol ogical developments. But, thereis
aproblem in recognizing opportunities from competitors. A second weak aspect is the degree
inwhich TKF is ableto find out new chances, which are not directly related to the existing
products or markets. This means there is not enough information gathering to “predict” the
future. Finally, the results point out that TKF does not work efficient enough in gathering
(market) information to recognize opportunities.

Next are aspects regarding realization. These aspects are about using the selected ideas to
innovate in a successful way. Coordination between the several people and departments seem
to be very important for all aspects measured here. The scores point out that TKF is
reasonable good in redlizing innovations, but there are certainly things to improve. Market
oriented aspects are “ external harmony” and “ preparing the market”. The former means that a
company takes into account the surplus val ue of innovations for existing and potential
customers. The latter means that a company during the devel opment al ready takes into
account the launch of new products in a market.

Third are aspects about improving or stimulating innovation. The first part is about aspects
that are controlled by human resource management. The main conclusion is that employees
should be more rewarded according to their contribution to innovations. Other aspects that
should be more focused on stimulating innovation are the personal devel opment, the
allocation of tasks and | eadership. The second part is about the use of external parties to
innovate. Main conclusion hereis that TKF does not use the information from customers and
knowledge institutions well enough.

From these results can be concluded that searching for externa information (opportunities,
chances, customer information) and using this information in a coordinated way are aspects
that can and should be improved. Thisis supported by the main conclusions from the project
team. Some of these conclusions are:

TKF has an internd focus and mainly foll ows innovations started by other companies

TKF should enlarge their external focus

The employees should be more entrepreneuria

TKF should collect more and better informati on regarding competitors to become a

fast follower

All these results and conclusions have to do with searching for and responding to market
information. That is the reason for TKF why they want to be more market oriented.

! The Innovation Scan is stored within the database of the organization
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Chapter 2 Research Goal and Research Questions

With this research TKF will be able to improve the market orientation of their organization.
The question why the organization wants to improve the market orientation has already been
answered. Now two questions remain; (1) what is exactly a market orientation? and (2) how
to improve such a market orientation? This research will give the answer to both questions,
leading to a new modd for improving the market orientation of an organization.

Because the total organization wide process of becoming market oriented is too large for this
research, the empirical research is focused on the project level. The new mode will be used to
improve the market orientation of new business devel opment projects within TKF. The
practical research shows how the model can be used to improve the market orientation.

The following research goal and research questions have been formulated;

Research Goal
Theresearch goal can be divided into four parts:
Description of the market orientation concept and the path to become a market-
oriented organization.
Animprovement plan for new business devel opment projects
A Quick Scan for analyzing new business devel opment ideas
Adviceinto agood way for TKF to become more market-oriented in the future.

Research Question
How can TKF become market oriented and how can the market orientation be improved for
new business devel opment in the copper cables market?

Sub Questions
1. What does a market orientation mean?
2. How can TKF become market-oriented?

3. What role does market orientation play in the new business devel opment for the
copper cables market?

4. How can the market orientation be improved for new business development in the
copper cables market?

In the following chapter the market orientation concept will be explained. The chapter
summarizes the most important theories about the subject and it shows where a market
orientation consists of. In chapter 4 the focus is on the question “how to become market
oriented?’ With use of social system theory and theories on becoming market oriented, a new
model is presented at the end of the chapter. This model shows where to focus on when
improving the market orientation of an organization. In chapter 5 the practical researchis
explained. This chapter shows how the model of chapter 4 is used to anayze the leve of
market orientation. The empirical researchis presented in chapter 6. These resultsinclude
improvement programs for new business devel opment projects. Finally, extraresearch
delivered a Quick Scan, presented in chapter 7.

10
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Chapter 3 Market Orientation in Theory

Therearealot of articles where the concept of Market Orientation is discussed. The problem
with all these articles is that thereis no clear definition of Market Orientation. There are also
very different viewpoints about the subject. Some of the authors see Market Orientation as a
company culture, while others see it more as a sort of behavior of companies. This chapter
consists of three parts. Thefirst part gives a summary of the definitions and viewpoints of the
most well known authors on the subject. In the second part a new Market Orientation Concept
model is presented. Finally, the chapter ends with some additional remarks.

Market orientation theory

Before turning to the concept it isimportant to look at the rel ationship between market
orientation and company performance. There are numerous studies that researched this
relationship. Although not all studies pointed out that there is a positive rdationship, the
dominant view isthat a higher level of market orientation leads to a higher company
performance. The positive reationship seems to be especially true for profitability.

Some studies that support this positive relationship are those from Narver & Slater (1990 and
2000), Lusch & Laczniak (1987), Jaworski & Kohli (1993) and Pelham & Wilson (1996).
These studies empirically support the hypotheses that a higher level of market orientation
leads to an improved company performance.

The market orientation concept found its origin in the marketing concept. The marketing
concept is amanagement philosophy, which originated in the 1950s. Although M cKitterick
(1958) was the first to use the term marketing concept, Drucker (1954) is most often referred
to as the source of the concept. Drucker concluded that “marketing is the whol e business seen
from the customer’s point of view”. In the decades that followed, alot of articles and books
were published about the marketing concept. Wel-known authors on the subject are for
example Feton (1959) and McNamara (1972). This leaded to alot of different definitions and
viewpoints on the subject. But, although there are so many different definitions, the message
of the concept has been strai ghtforward: “every firm’'s success depends upon its capacity to
match organi zational capabilities with market needs, and a thorough understanding of the
market will contribute to the firm’s matching capability”?.

In the year 1990 there were 2 influential publications in the Journal of Marketing werethe
“Market Orientation” concept was introduced.® These two publications are from the authors
Narver & Slater and Kohli & Jaworski and are still seen as the most important publications on
the subject. The last sixteen years there have been more authors on the subject with slightly
different viewpoints. But, most authors either use the definition of Kohli & Jaworski or
Narver & Slater. That iswhy in this report the focus is on the definitions of these authors.

2 From Van Raaij 2001

% These publications are:

Narver, John C. and Stanley F. Slater (1990), “ The Effect of a Market Orientation on Business Profitability”,
Journal of Marketing, 54 (October), 20-35 and

Kohli, Ajay K. and Bernard J. Jaworski (1990), “Market Orientation: The Construct, Research Propostions, and
Managerial Implications’, Journal of Marketing, 54 (April), 1-18

11
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According to Kohli and Jaworski (1990) market orientation is the implementation of the
marketing concept. This means that “a market-oriented organization is one whose actions are

consi stent with the marketing concept”. | - W Comment [a1]: Uit van Raaij
’’’’’’’’’’’’’’’’’’’’’’’’’’’’’’’’’ (1990)

Their definition of market orientation is:
The organization wide generation of market intelligence pertaining to current and
future customer needs
The dissemination of theintelligence across departments
And organization wide responsiveness to it
In this definition market orientation consists of three sets of actions; generation, dissemination
and response.

Narver & Slater have a different view on the concept. They conclude that that market
orientation consists of three behavioral components:

Customer orientation

Competitor orientation

Interfunctional coordination
Customer orientation and competitor orientation include al of the activities involved in
acquiring informati on about the buyers and competitors in the target market and
disseminating it throughout the business(es). Interfunctional coordination is based on the
customer and competitor information and comprises the business's coordinated efforts to
create superior value for the buyers. In sum, the three hypothesized behavioral components of
amarket orientation comprehend the activities of market information acquisition and
dissemination and the coordinated creation of customer value.

An important discussion with regard to the subject is the question if market orientationisa
culture or a set of behaviors?

Some authors clearly see Market Orientation as aform of culture. “Cultureis the deeply
rooted set of values and beliefs that provide norms for behaviour in the organization”.
Examples are Deshpande and Webster (1989), Day (1994) and Narver and Slater (1990).
Narver and Slater describe market orientation as the “culture that most effectively and
efficiently creates the behaviors for the creation of superior value for buyers’.

In contrast, Kohli and Jaworski (1990) define market orientation as a set of actions, which

leads to a behavioral definition.

In the definitions of both Kohli & Jaworski and Narver & Slater the actions generation,
dissemination and using information from the market are mentioned. The differenceis that
Kohli & Jaworski see Market Orientation as a certain way of working, that is why they use
the actions directly to build a definition. In contrast, Narver & Slater see Market Orientation
as a company culture, divided in three behavioral components. The activities are embedded
within these components.

Ancther differenceis the scope of the definitions. In their (first) definition Narver & Slater
see customers and competitors as the source of market information. But, five years later in
their research towards a learning organization, the authors conclude that “a narrow
construction of market orientation could lead to learning only within traditional boundaries™®.

4 From Deshpande, Rohit and Fredrick E. Webster, Jr. (1989)
® From Narver & Slater (1995)

12
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For that reason the scope of the market is broadened “to encompass all sources of relevant
knowledge and ideas pertaining to customers and customer val ue creating capabilities’.

This broad scope is supported by Kohli & Jaworski. They conclude that customer focusis one
of the core themes that underlie the market orientation concept. But, “being customer oriented
involves taking actions based on market intelligence, not on verbalized customer opinions
alone. That iswhy market intelligence is broadened to include a consideration “of (1)
exogenous factors that affect customer needs and preferences and (2) current as well as future
needs of customers.

It can be concluded that customers and competitors are important sources of market
information, which seem to beimportant for every company. But, there are more sources to
be taken into account if a company really wants to have a competitive advantage based on a
market orientation. For every organization these sources, and the importance for the company,
are different. Some general examples are the government, companies from other (related)
markets and universities.

TheMarket Orientation Concept M odel

In this report the definitions of Narver & Slater and Kohli & Jaworski are combined to build a
model for the market orientation concept. Because a customer and competitor orientation
seem to be especially important for all companies, these two are shown as separate entities.

In total, the model in figure 1 shows what a market orientation consists of and the actions that
areimportant for a market-oriented company.

Customer Orientation:
- Information
Generation
Information
Dissemination

Competitor Orientation: Interfunctional Coordination:

Information
leeneratl_on Organizationwide
nformation responsiveness

Dissemination

Other External Sources of
Knowledge:

- Information
Generation
Information
Dissemination

Figure 1: The Market Orientation Concept Model

13
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Additional remarks

A Market Orientation can be placed at a theoretical scale from not being market oriented at
all, to being totally market oriented. With other words, an organization is market oriented to a
certain degree, theoretically between 0% and 100%. In practice there is no organization that is
100% market oriented, because every organization needs some kind of internal focus to keep
the organization under control. But, as concluded before, it is supposed that a higher leve of
market orientation improves the performance of an organization, because such an
organization is better able to serve the customers.

The research question of this report is “how can TKF become market oriented....?” Itis
important to understand that this means that the goal is to become market oriented at the level
that is most appropriate for TKF. For the sake of simplicity the term “becoming market
oriented” is used inthis report.

In chapter 1 the results from the innovation scan pointed out some weak points of TKF. The
first conclusion was that TKF should be better in searching for externa information. Thisis
especially true for information regarding competitors, changes and opportunities. Another
conclusion was that TKF should improve the coordinated use of external information,
especialy from customers and knowl edge i nstitutions. Better searching for market
information by improving the external focus and using this information in an entrepreneurial
and coordinated way, is exactly what a market orientation means. Because of that, improving
the market orientation of TKF seems to be the right direction for the future. But, knowing
what a market orientation means is not enough. Still the question remains “how to become
market oriented?’ The next chapter will give an answer to this question.

14
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Chapter 4 How to Become M arket Oriented

Intheliterature alot of attention is given to the market orientation concept. Therearealot of
articles describing what market orientation is about and where it consists of. In chapter 3 the
market orientation concept is summarized and a model shows the aspects of the concept®.
Alsointheory thereis attention for the measurement of a market orientation, e.g. Kohli et a.
(1993) or Narver & Slater (1990). But, knowing what aspects are important for a market-
oriented company is not enough. Still the question remains; how to become market oriented?

In theory, there is only little attention for the subject of becoming market oriented. But, there
are severa studies that focus on related subjects, such as the antecedents and consequences of
amarket orientation or the development of alearning organi zation. An important aspect that
can be recognized within these articles is the importance of networks and network relations.
Some examples are Day (1994), who provides “customer linking” as a distinctive capability
for market-driven firms, and van Raaij (2001), who stresses the importance of information
exchange networks as an enabler for a market oriented organization. The importance of these
network relations seems to be especially important for changing (or learning) organizations.
What' s needed is a coherent framework, which brings all these aspects together.

The authors Groen, de Weerd-Nederhof and K erssens-van Drongelen offer such a framework.
In paragraph 4.1 their model will be discussed. In the second paragraph the literature related
to becoming market oriented will be summarized. This means that differences between the
theories will be closed down, so that the total set of theories can be placed within the
framework. Inthe last paragraph the new model will be presented, which shows al the
aspects an organization should focus on when improving the market orientation.

4.1 Social System Theory

In their paper in 2002 the authors Groen, de Weerd-Nederhof and K erssens-van Drongelen
describe aframework for anal yzing the creation and justification of Research & Deve opment.
The starting point of the set of assumptions they use is that actors act purposefully in
interaction with other actors. These interactions take place within socia systems. For this
reason the basis for their research is socia system theory from Parssons (1937, 1951, 1964,
and 1977). The authors conclude that socia systems consist of 4 mechanisms. These
“mechanisms work concurrently and i nfluence the outcomes of asocia systemin a
structured, though not deterministic, way” 8 The 4 mechanisms are;
- Scope

Skills & Values

Scae

Social Networking

Each of these mechanisms produces its own type of processes and within those processes its
own type of capital. The mechanisms will be discussed now.

® Seefigure 1, page 12

7 Kohli et al. developed the Markor Scale, while Narver & Slater developed the MK TOR scale for measuring the
mearket orientation of an organization. Both scales have often been used by author researchers.

8 From Groen (2005)
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Scope

Actors always strive for one or more goals. This determines the desired scope of the social
system. “The nature of [these] goals and [the] ability to influence behavior of other actorsin
alignment with these goals leads to strategic capital.”

Skills & Values

“Knowing how to do things in a more or less effective and efficient way leads to relatively
fixed patterns of skills.” This means that in every system successful behavior leads to
institutionalized patterns of that behavior. Knowledge and experience with these patterns
leads to cultural capital. However, because actors are capable of learning (Parssons 1977), it
is possible for them to change these patterns.

Scale
Actors strive for economic optimization. This means trying to use the company resourcesin a
most efficient way. Optimization of costs and gains lead to economic capital.

Social Networking

All the processes take place in networks of interaction. This means that interactions between
actors are integrated in the larger system and that actions between actors mutually adjust each
other. The ability of actors to interact with other actors leads to social capital.

With use of the 4 mechanisms of a socia system the authors Groen, de Weerd Nederhof &
Kerssens-van Drongel en created the following 4S-Social System Model. In this model the
focusis on onesingle actor, e.g. the company TKF. With the model the various aspects (or
mechanisms) of an actor can be described in a systematic way.

Skills & <:: Scope
Values

(=)
S

Social Scale
networking

Figure 2: 4S-Social System of one actor (based on Uittenbogaard, Broens en Groen 2005,
figure 1, page 3)
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4.2 Towards one set of theories

Market Orientation asthe basis

The basis for becoming market oriented is the Market Orientation Concept as described in
Chapter 2. The focus of a market-oriented company should be on customers, competitors and
other external sources. Also, three main activities are defined; information generation,
information dissemination and interfunctional coordination. But, if an organization really
wants to have a competitive advantage on the long-term based on a market orientation, it
should be able to continuously improve its offerings. That is why in literature the concept of
organizational learning is used to develop a more dynamic view on market orientation (e.g.
Slater & Narver 1995 and Sinkula 1994).

Organizational learning

Organizational learning can be defined as “the devel opment of new knowledge or insights
that have the potential to influence behavior”. For this paper the focus is on the devel opment
of knowledge to influence the “market oriented behaviors of the organization”. There are six
processes that characterize organizational learning. These are (1) information acquisition, (2)
information distribution, (3) information utilization, (4) information interpretation, (5) storage
of information (organizational memory) and (6) evaluation of outcomes. Thefirst three
processes (acquisition, distribution and utilization) can be related to the activities mentioned
for a market orientation®. The other three processes (interpretation, storage and eval uation)
should be added to the market orientation concept. First, evaluation is a necessary activity
because without eval uation an organization is unable to find out what the strong and weak
points are. Second, the organizational memory can be used as a learning database, where
good and bad practices are stored. Third, shared interpretation is a necessary condition for
improving your organization. When there is no common understanding of information, an
organization will be unable to improve their performance.

According to organizational learning theory, improving your organization can be based on
two types of learning; adaptive and generative learning (Senge 1990)™°. Adaptive learning
occurs within a set of recognized and unrecognized constrai nts that reflect the organization’'s
assumptions about its environment and itself. This usually |eads to incremental innovations.
Generative learning occurs when the organization is willing to question long-held
assumptions about its mission, customers, capabilities, or strategy. For this type of learning an
organi zation should focus on interrel ati onships and dynamic processes of change. Thisisthe
type of learning that can lead to radical innovations.

Dynamic market learning capability

By combining theory about organizational learning and the market orientation concept, the
author van Raaij devel oped the “ dynamic market learning capability”. This theory is based on
Day’s “distinctive market sensing capability” ™. A dynamic market |earning capability means
two things. First it means that an organization masters the ability needed for a market
orientation; informati on generation, information di ssemination and val ue creation. Second, it
means that an organization is able to continuously improve its offerings through incremental

i mprovements and revol utionary i mprovements.

® See Chapter 2 for more information
10| nstead of adaptive and generative learning Argyris used the words single-loop and double-loop learning.
! From Day (1994)
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Thisinformation leads to the following model representing a dynamic market learning
capability.

Improve

i

Information Information Information Evaluation of
Acquisition Dissemination Utilization Outcomes

Storage

Retrieval

Organizational Memory

Figure 3: Dynamic Market Learning Capability (based on van Raaij 2001, figure 8.2, p.252)

An organization is said to have a foundation for sustained competitive advantage when it
possesses skills or resources that: (cf. Barney 1991, Day 1994, Day & Wensley 1988)

1. Provide superior vaue for customers

2. Aredifficult to imitate

3. Are capable of multiple applications

A dynamic market learning capability fulfils al three conditions and thus produces a
competitive advantage.

Antecedents of a Market Orientation

In theory thereis attention for aspects that enable or foster a market orientation. Some authors
name these aspects antecedents (e.g. Kohli & Jaworski 1993), where others prefer enablers
(van Raaij 2001). In this paper the word antecedents is used. These antecedents are important,
because they can be influenced by managers to improve the market orientation of an
organization. An overview of the literature delivers the following antecedents for a market
orientation.

Top Management support

Severa studies point out that Top Management support is crucial for a market oriented
organization (e.g. Slater & Narver 1995, Jaworski & Kohli 1993, van Raaij 2001). Combining
these studies leads to a set of actions that are extremely important for Top Management. First
they should remind employees that it iscritical for them to be sensitive and responsive to
market devel opments (Jaworski & Kohli 1993). Second they should display exemplary
behavior their selves. This means they should aso be taking actions directed towards a market
orientation (van Raaij 2001). Third they should chalenge their own assumptions. By
changing their own ways of thinking and working they encourage others to do the same
(Slater & Narver 1995). And fourth they should demonstrate a willingness to accept
occasional failures of new products and services (Jaworski & Kohli 1993).
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Organizational structure and systems

The theory points out that there are specific structures and systems that foster a market

orientation. These are:
An organic structureimproves extensive lateral communications between the
employees. In such a structure departments communicate and work efficiently
together and information is widely spread (Slater & Narver 1995).

A decentralized decision-making and strategic planning process leads to a strategy
and vision supported by the whole organization (Slater & Narver 1995, Jaworski &
Kohli 1993).

A reward system based on the market orientation activities. Such a market-based
reward system encourages empl oyees to engage in market-oriented behaviors
(Jaworski & Kohli 1993).

External infor mation networks

An organization should build up strong external information networks. Engagein activities
that foster relationships with multiple information partners, like customers, universities and
research centers. Collaborating with other parties is becoming more important in today’s fast-
changing markets (van Raaij 2001, Day 1994).

4.3 Building the model

In paragraph 4.2 there has been defined one set of theories with regard to a market orientation.
This set consists of two aspects; (1) the activities important for a dynamic market learning
capability, and (2) the antecedents that foster a market orientation. The next step isto bring all
the aspects together in one coherent framework. The 4S-Socia System model has been
described in paragraph 4.1 as an excdlent framework for such an analysis. All the aspects are
in fact parts of asocial system that mutually influence each other. Every aspect belongs to one
of the four mechanisms of a socia system and thus can be placed within the 4S-Social System
model. Besides these market orientati on aspects, socid system theory delivers some valuable
additional aspects that will be used in the model.

For every mechanism of asocia system its role with regard to a market orientation and the
aspects that belong to that mechanism will be explained.

Scope

A market-oriented organization is able to deliver superior qudity to customers. The overall
goal isto improve the performance and be profitable. As said in chapter 3, thereis apositive
relationship between a market orientation and company performance.

For TKF specific goals are (1) to improve the innovativeness and (2) to be able to better enter
new markets. It is important that these goals lead to a clear vision and strategy, which are
communi cated throughout the whol e organization. For management it is critical that they are
ableto influence the behaviors of the other actors within the organization in alignment with
these goals. For that reason a bottom-up process of decision-making and planning is
preferable, leading to a strategy supported by al actors.
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The aspects that belong to the Scope mechanism:
Top Management support
Decentralized decisi on-making and strategic planning process
Common Goal

Skills & Values

Interaction in socially structured networks is mediated in a culturally structured and shared
system of symbols. This means that al actors interact with each other based on a shared
culture, language, and knowledge. A market orientation is such a culture, inwhich all actors
sharetheideathat customers, competitors, and other external sources are important for them.
This cultureis supported by a structure and some fixed patterns of skills. These patterns can
lead to an efficient way of working, but can also become corerigidities when they inhibit new
ways of thinking and working. That is why an organizati on should also master processes of
eval uation and improvement (consistent with a dynamic market learning capability).

The aspects that belong to the Skills & Values mechanism:
Skills:
- Information acquisition
Information distribution
Information utilization
Organizational improvement
I nformati on storage
Eval uation of outcomes

Organizational structure:
Organic structure

Social Networking

All organizations are part of networks where al sorts of interaction take place (also a
company itself consists of a network of actors, in which employees interact with each other).
Through social networking companies are mutually influenced by each other. The reason for
thisinfluence is the difference in scope, scale and skills between the companies.

For a market oriented organization a strong social network is extremely important, because it
delivers valuable market information. This social network should be broad and strong enough
to deliver all sorts of market information, and thus should include customers, competitors,
suppliers and other sources of market information.

The aspects that belong to the Social Networ king mechanism:
Externa information networks

Scale

Every organization strives for economic optimization and efficiency. This means performing
the most profitable activities in the most efficient way. An important aspect to reach these
goals is the eval uation of results and the rewarding of employees. A market-oriented

organi zation should make clear that the empl oyees are rewarded according to the goal of
being market oriented. If this reward system is not consistent for all employees, they will
work in “different” ways, which will lead to the wrong activities and decrease company
efficiency.
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The aspects that belong to the Scale mechanism:
Reward system based on market orientation activities
Economic Optimization
Efficiency

The mechanisms of a market-oriented organization have been filled in. Using the 4S-Social
System model, this leads to the following figure.

Skills & Values:
- Information acquisition Scope:
Information distribution - Top Management
Information utilization support
Organizational - Decentralized
improvement decision-making and

Information storage strategic planning
. Common goal
Evaluation of

outcomes
Organic structure

Market Oriented

Organization

Social Networking Market-
. . oriented

External information
reward system

networks ;
Economic
optimization
Efficiency

Figure 4: The4S-MO Model

The new 4S-MO modd can be used as a framework for the analysis of a market-oriented
organization. It shows that there should be a focus on the four mechanisms of a social system.
Within those four mechanisms, the aspects have been defined that are important for a market
oriented organization. For the manager who wants to improve the market orientation of his
organization, the mode gives an answer to the question; where should we focus on? In this
way the model can serve as the foundation for the devel opment of an improvement program.
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Chapter 5 Market Orientation in Practice

For this research the 4S-MO model™? is used to analyze and improve the market orientation of
anew business devel opment project within TKF. In chapter 4 the focus was on the
organizational level, whileit is now on the project level. But this does not cause any
problems, because the project is part of the entire organization and consists of the same four
mechanisms. The aspects that are mentioned in the model are aso applicable to the project.

In paragraph 5.1 the exact focus of the practical research is explained. Paragraph 5.2 gives an
explanation of the research methods and intended results. The results of the practica research
will be presented in the next chapter.

5.1 The Research Focus

The focus of the practical research is on a new business devel opment project within TKF,
called Project Industrial. The goal of the project is to define a new portfolio of copper cables
for the Industrial market. This paragraph gives a detailed explanation of the project and its
exact focus.

Product-Market Combinations
The focus of the project is on the devel opment of new businesses for the organization TKF.

New business devel opment can be performed in several ways. The following figure shows
that there are four possibilities for an organization to focus on.

Markt
Existing ey
P  Existing 1 3
r
o
d
u MEw 2 4
c
t

Figure5: Product Market Combinations (based on the Product-Market Growth Matrix™)

Before explaining the four parts, an important remark has to be made. In this report “New”
means “new for TKF". This means that something is considered New Business Devel opment
if the market and/or product is new for TKF, not necessarily new to the world.

Thefirst part of the model is about selling existing products in existing markets. This means
“doing business in the usual way” and this is no form of new business devel opment. The
second part is about selling new products in existing markets. This part is about product
development and this sort of innovation regularly takes place within TKF. Product innovation

2 See figure 4, page 20
3 This matrix is also known as the “ Ansoff-Matrix”, presented by the author I. Ansoff (1957)
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can beinitiated in two ways. The first way is that the market comes with an idea for a new
product and the D& T** department of TKF devel ops the idea (market-pull). The second way
isthat the D& T department devel ops a new product itself, by using their own knowledge and
capabilities (technol ogy-push).

Thethird part is about selling existing products in new markets. Thisisaform of market
development, where “old” products are used in a different way. The last years TKF istrying
to sell more and more products to foreign countries. Sometimes these products are already
available for the Dutch market. In this caseit is an existing product for a new market.

The fourth part is the most radical way of business development. This part is about

devel oping and selling new products in new markets. It is the most difficult way of new
business devel opment, because both the product and market are unknown to the organization.

Project Industria is focused on the entrance of new markets with products that can aready be
produced or are (slightly) different from existing products. This means the focusis on the last
two parts of the figure above. The third part is about the markets for which TKF aready can
produce the cables. The fourth part is about the market for which a (small) R&D expenditure
is needed to devel op the cables.

It also means that the devel opment of new products for existing customers falls outside the
scope of this research (second part of figure 5).

Three Phases of New Business Development

Thetotal new business devel opment process can be divided into three phases, with a Go/No
go-decision separating the phases. The concept of these phases is used, because of two
reasons. First, good practical research can be performed by focusing of separate parts of a
wider process. Second, it improves the understandability of the total process, because the
concept shows the steps and critical moments within the process. The foll owing figure shows
the New Business Devel opment process.

1. Idea-phase 2. Concept- 3. Exploitation-
T phase T phase
Go/ Go/
No Go No Go

Figure 6: New Business Development Process

The first phase of new business devel opment is the idea-phase. Every devel opment starts with
acertain idea. Within TKF employees regularly come with ideas for new markets. These
ideas are then in some way communicated with other people within or outside the
organization. Finaly, theidea gets eval uated which leads to a Go/No Go-decision.

1 The Development & Techrology department. In dutch the “ Afdeling Ontwikkeling & Technologie (O& T)”
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The second phase of new business development is the concept-phase. Theideais devel oped
into a new business devel opment plan for TKF. In this phase a thorough research is performed
that answers several questions. Some important questions are; on what market should TKF
exactly focus? Why on this market? How can the market be devel oped? What investments are
needed for this devel opment? The end result of this phaseis a business plan for the entrance
of a new market. Based on this business plan a Go/No go-decision can be taken about the
entrance of the market.

For the project Industrid this isthe last phase. The project ends with a business plan. The
actual implementation (or exploitation) of the business plan falls outside the scope of the
project and thus also outside the scope of this research.

Thethird phase of new business devel opment is the exploitation phase. In this phase the
actual devel opment of the market takes place. This means dl further actions are taken, that
eventually leads to producing and selling products in the new market.

As said before, this phase falls outside the scope of this paper. The focus will be on the first
two phases.

Idea-phase TKF

According to some important persons within TKF the idea-phase is very critical for the
organization. This is supported by the results of the Innovation Scan™, which pointed out that
TKF is not very strong in recognizing opportunities. One of the conclusions was that; a weak
aspect [of TKF] isthe degreeinwhich TKF is able to find out new chances, which are not
directly related to the existing products and markets. This is exactly where the i dea-phase of
new business devel opment is about.

For that reason extra research will be performed towards the idea-phase of new business
devel opment projects within TKF in general. With this research TKF should be ableto
improve the i dea-phase of future new business devel opment projects. This means that TKF
will have improved capabilities of generating and using ideas for new business devel opment.

Summary
In short, the focus of the practical researchis on:
1. Project Industrial
2. Theidea-phase of new business devel opment projects within TKF in general

And the exact focus of the project is on:
@ The development of new markets with existing or new products
@ Two phases of the new business devel opment process; the idea-phase and concept-
phase

15 See Chapter 1 for more information about the Innovation Scan
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5.2 Resear ch M ethods

Resear ch Strategy

With regard to project Industrial a case study is performed. The goal of this case study is to
give an answer to the second part of the research question; “...how can the market orientation
be improved for new business devel opment in the copper cables market?’

A case study was chosen, because this type of research (1) gives alot of insight into the
process and (2) is very useful for answering “how-questions’. The 4S-MO model is used as a
basis to generate the needed data and perform strong analyses. Finally, multiple sources of
information are used to increase the validity of the research.

The (single) case study involves a detail ed description and analysis of the idea-phase of the
project. Because the research is focused on just one project, thereis no strong basis for
generalization. Becauseit is critical for TKF to improve the idea-phase of all future projects, a
multiple case study is performed for the idea-phase of new business devel opment projects
within TKF in general.

The multiple case study focuses on several new business devel opment projects that are
executed in the past. This means it is a cumulative case study that aggregates information
about several projects, and thereis a retrospective focus. Interviews are used to find the
necessary information.

Resear ch Steps

Three research steps are defined to perform the practical research. All steps are performed for
the (single) case study. The multiple case study only involves step 2 and 3. The steps and their
intended results will be explained now;

Step 1: Description based on observations and documentation

First, the method of desk research was used to find documented information about both the
idea-phase and concept-phase of the project.

Second, the method of parti cipative observation was used to produce a more detailed and
valid description of the concept-phase of the project. By actively participating in the project, |
was directly involved in the project and was able to generate valuable inside information.

The results of the first step are descriptions of the idea-phase and concept-phase of the
project, based on the 4S- MO model. These results are presented in paragraph 6.1.

Step 2: Description based on interviews

Semi-structured interviews are conducted with a group of peoplewithin TKF.

For the case study two question lists are used to describe the project. Thefirst questionlist is
for the idea-phase and the second list is for the concept-phase of the project™. In total four
employees are interviewed, who were involved in the project.

16 See appendix 1 and 2 for the full question lists for the Project
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For the multiple case study one question list is used to describe the i dea-phase of new
business devel oppment projects within TKF in general . In total six persons are interviewed
from five different departments, and the interviews deal with four different projects’®. All
proj ects are used to make one common description of the idea-phase.

All guestion lists are based on the 4S-MO modéd, this means that al questions deal with one
(or more) of the aspects of the model. In theinterviews there is also attention for the opinions
of employees and for related additional information, because this could deliver valuable new
insights.

The results of the second step are descriptions of the project (both idea-phase and concept-
phase), and the i dea-phase of new business devel opment projects within TKF in general,
based on the 4S-MO modd. Theseresults are presented in paragraph 6.2.

Preliminary results

The first two steps together deliver the following results:
@ With regard to the case study; atotal description of the project
@ With regard to the multiple case study; a description of the idea-phase

Based on these results the sub question “what role does market orientation play in the new
business devel opment for the copper cables market?’ is answered.

Step 3: Analysis

Finally, the descriptions are anal yzed with use of two sources of information. First the
opinions of the employees, and second theory of chapter 3 and 4 plus some additional theory.
The analysis can be found in paragraph 6.3.

End results

The end results of the analysis are three improvement programs. These i mprovement
programs show TKF how they can:

1. Improvethe market orientation of the project

2. Improve the idea-phase of future new business devel opment projects

After the third step the following sub question is answered; “how can the market orientation
be improved for new business devel opment in the copper cables market?

7 See Appendix 3 for the full question list for the multiple case study
18 The full answersof all interviewees are written down and stored within the database of TKF
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Chapter 6 Results

This chapter presents the results of the practical research. The research was performed in three
steps, and every step is presented in a separate paragraph™®. The descriptions can be found in
paragraph 6.1 and 6.2. The analysisis presented in paragraph 6.3 and this paragraph aso
includes the improvement programs. Finaly, in paragraph 6.4 the results are summarized and
presented in one figure.

6.1 Description based on observations and documentation

In this paragraph the 4S-MO modé is used to describe the idea-phase and concept-phase of
the project. The descriptions are part of the (single) case study and are based on observations
and documentation.

6.1.1 Project Idea-phase

The information that is used is the project plan, and some additional information from the
project members.

Scope

Decentralized strategic planning and decision-making

In the first months of 2006 the department Sales Telecom came with anidea for new business
development. Their plan was to do research towards the industrial market. One of the key
account managers of the department was assigned as the project |eader. Hisfirst step was to
write a plan for Project Industrial. The project is a good example of decentralized strategic
planning. The department is held responsible for a plan for the future that tells what products
are produced and sold in what markets.

Common Goal

The reason for the business plan is the annual declinein sales volume, in particularly the
Dutch market, for copper telephone cables at KPN. The forthcoming years the market volume
will decline even further, because of an increased use of glass fiber cables and Outside Plant
(OSP) products. Without any changes, this will lead to very little or even no production of
copper cables at the production location Telecom 1.

For this reason the objective of the business plan is “to define a new portfolio of copper
cables as a supplement to or replacement of the recent copper cables portfolio of TKF with a
good added vaue c.q. return on sales. The focusis on Telecom 1 in Haaksbergen”. The
project leader wrote down this objectivein the plan. In this way the project plan helpsin
creating a common goa among the project members and other employees of TKF.

In the project plan thetotal project (and portfolio) is split up in three phases. Thefirst phaseis
about selling existing products to new or existing customers. The second phase is about
products where a higher R& D expenditure and a longer time to market is allowed. Thethird
phase is about products with ahigh R&D expenditure and along time to market. From the
start the focus of the project with regard to these phases was not exactly clear.

19 See paragraph 5.2 for more information about the steps
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Top Management Support
Top Management approved theidea for new business devel opment and resulting project plan.
The project leader was given time to spend on the project.

Skills & Values

Information acquisition/distribution/utilization

The first information that was acquired is theinternal production and sal es information with
regard to copper cables. The production and sales figures showed that the sal es of copper
cables were declining. How and between which persons the information was distributed is not
yet exactly clear. Theinterviews will have to show this?. The department Sales Telecom
utilized the production and sdl es information to define the need for new businesses.

The same department came with the idea to focus on the industrial market. What information
was acquired for thisideais not clear yet. Theidea got communicated with one of the key
account managers, who used the information to write a project plan. This project plan was
communicated with Top Management and the department Sales Telecom.

Information storage
The project leader, department Sales Telecom and General Manager of TKF stored the project
plan.

Evaluation of outcomes
Top Management approved theidea for the project and resulting project plan. It is not yet
exactly clear how this eval uation took place.

Organic Structure
Thereis no clear structure in the idea-phase. A department came up with the idea and one
person was assigned as the project | eader.

Social Networking

External Information network
The department Sales Telecom, Top Management and the project |eader were the main actors
in theidea-phase. At this moment thereis no information available that defines more actors.

Scale

Efficiency/Economic Optimization/Market-Oriented reward system

Not much is known about the Scale mechanism of this phase. Timeis spent on the project,
during or between the “normal” activities. Thereis no direct reward for bringing in theidea or
producing the project plan.

2 See paragraph 6.2 for more information
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6.1.2 Project Concept-phase

Scope

Common Goal

The general objective of the project is defined in the project plan that ends the idea-phase.
This broad scope was defined and written down by the project leader and is supported by Top
Management.

Although the project plan defines the objective of the project, the exact scope of the project
has never been exactly clear. During the project it became clear that the focus was on step 2
and 3 of the project plan, meaning on products were asmall R&D expenditureis necessary.
Thefirst step falls outside the scope of the project. Another problem was that the Industrial
market is very broad, maybe even too broad. Because of these problems, there was no clear
(common) goal.

Within TKF another group worked on a strategi ¢ plan for the future markets/products of the
organization. This is the workgroup Instrumentation, in which employees from several
departments work together. The scope of this group was not exactly clear either. In some way
the goals of both groups, project and workgroup, are the same. Both groupstry to identify
markets for the Telecom department for the forthcoming years. A first differenceis that the
focus of the workgroup is not just on the industrial market. A second differenceis that both
groups work in avery different way. For the project in-depth research is performed on one
market (although a very broad market), while the members of the workgroup mainly usetheir
own personal knowledge to define the markets.

Decentralized decision-making and strategic planning
All the decisions during the project are taken by one person, the project leader. This personis
responsible for the whal e project, including the planning and decision-making.

Top Management Support
The General Manager was involved at the start of the project by giving his approval. During
the project Top Management have not been involved.

Skills & Values

Information Acquisition
In the planning for the project, al the activities and activity takers are described. It also shows
all the information the project leader wants to acquire. The activities (and aso the
information) can be separated into internally and externally oriented.
Theinternal information that has to be acquired is:
@ The current machine capacity. One of the employees of Production described the
technicd possibilities of al the machines of the Telecom department.
@ The current and needed technical capacity. Within TKF the D& T department is
responsible for the technical devel opment of products
@ The current knowledge about the Industrial market within TKF. Thereis supposed
to be little knowl edge present within the organization about the industria market.
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The external information that has to be acquired is:

@ Information about the market volumes and price levels on the industrial market.
The project leader wants to have contact with some German daughter enterprises
and Jobarco, a Dutch daughter enterprise of TKH. During the project it seems very
hard to acquire information from the German organizations. With Jobarco the
project leader is starting up the contacts. No information has been acquired yet.

@ Information from other TKH daughter enterprises like VMI and EBM. These
organi zations should have information about the knowl edge and technol ogies
necessary for the industrial market. No information was acquired yet.

@ Information about the competitors on the industrial market. For the largest
competitors on the cables market some desk research is performed. For five large
competitors information was acquired about the markets and products with use of
the Internet and the Catalogue Hannover Messe. First for every competitor is
described in what markets they are present. And second what cables they produce
in theindustrial markets that could be relevant to TKF. Also for the most rel evant
cables, some extra specifications were described.

Information Dissemination

The disseminated information can be separated into two groups.

First information that is disseminated between members of the project, including the project
leader. The project leader gives information to the other members about the reason for the
activities and theintended results. And the project members deliver the results to the project
leader. Thisincludes market information about the main competitors and internal information
about the machine possibilities.

Second information that is disseminated between the project and other parts of the
organization. The project leader spoke with the manager Sales Telecom about the industrial
market. Two sources of information were disseminated: a business plan and marketing plan
about the industrial market from a competitor. These sources delivered information about the
products of the competitor and the price levels and margins.

There has been some communi cation between the project and workgroup instrumentation
about the strategic direction of TKF. But, the results of the workgroup and preliminary results
of the project are not communicated with the other group (yet). Thereis hardly any
communication or cooperation between the groups.

Information Utilization

Until now the information was used to produce a planning, competitor anal ysis and internal
analysis. All the informati on together should be used to produce a business plan that defines a
new copper cables portfolio. No activities have been taken towards such a business plan yet.
Also no other information was used at this moment.

Information Storage

The preliminary results have been stored by the project leader and by the project members.
Thisincludes a planning, internal analysis and competitor analysis. Also the business plan and
marketing plan of a competitor have been stored by the project leader.

All information has been stored for personal use. There is no central storage of the
information within TKF.
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Evaluation of outcomes
The project leader eval uates the results of the activities during the project. For all results the
guestion is answered; do the results show everything | want to know?

Organizational improvement
With use of observations and documentation nothing can be said about organi zational
i mprovement.

Organic Structure

The structure of the project is very simple. There is one project leader who is responsible for
the whole project. This isone of the key account managers of the department Sales Telecom.
The project leader defines the activities and is responsible for the results of the activities.
During the project he uses employees from different departments within the organization to
acquire the necessary information. These “project members’ perform the activities, as defined
by the project leader. Thereis no formal project team.

When the project is finished, the project |eader presents his plans to the Management Team.

Social Networking
External infor mation networks

It is important to understand that the project is part of awider socia system where al sorts of
interaction take place. Within that social system all actors mutually influence each other.
Thereis agroup of actors that is extremely important for the project, because they directly
influence the project and/or deliver valuableinformation. These actors are:

@ Theorganization TKF
Within TKF

@ Management Team

@ Sales Department

@ Deveopment & Technology Department
@ Production Department
@ Workgroup Industrial
Outside TKF

@ Customers

@ Comptitors

@ Other External Sources

See Appendix 4 for a detailed description of all the actors and their relation with the project.
The figure on the next page will show (a part of) the social network of the project. The arrows
in the figure show that the project and other actors interact with each other through social

networking. For the sake of simplicity the Management Team, “other external sources’” and
the departments are | eft out, except for the Sales department.
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Figure 7: The social networ k of the project

Scale

Efficiency

Within TKF there is aworkgroup and project a the same time. Part of the activities and goals
of the groups are the same. Two teams are at the same time searching for possible future
markets for the Telecom production plant. Because of that, an internal analysis focused on the
technical possibilities of the machines, was performed in two parts. Thefirst part of the
analysis was done for the workgroup, while the second part was done for the project. Thereis
no centra coordination between the groups to make sure that activities aren’t performed twice
by different persons.

Thetotal project costs far too much time. The project was planned to finish in about three
months, but has taken 8 months already. There seem to be several reasons for this delay. The
most important reason is that the project |eader does not seem to have enough time available
for the project. Anather reason is that the scope of the project have never been completely
clear. There have been some sort of a planning at the beginning, but the last months the
project is slowly going forward without any planning.
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Economic Optimization

The goal of the project isto find afuture portfolio of copper cables for the Telecom
production plant. With this new portfolio TKF should be able to sell enough productsin the
forthcoming years to be profitable. Because of that, you can say that the ultimate god is long-
term economic optimization.

A problemis that the project |eader does not spend enough time on the project activities,
because of the “normal” daily activities. Thisis a choice for the short-term activities instead
of thelong-term activities. The question is if this leads to economic optimization or only to
short-term profit.

Market-oriented Reward System
Thereis no formal reward system for the project. It is unclear if and how the project leader
and other members get rewarded for the end results of the project.

In the project plan some sort of reward isincluded. If the project is successful and leads to
new business for TKF, thereis a chance that a new department will be start up within the
organization. The project leader then will be responsible for this new department. For the
project leader this can be considered as a possible promation. But, it is not 100% sure that the
new department and promotion will take place, even if the project is successful

6.2 Description based on interviews

The descriptions in this paragraph are the result of three different interviews with ten
employees of TKF?. The 4S-MO model is used as abasis to make atotal of three
descriptions. Paragraph 6.2.1 and 6.2.2 present descriptions of the idea-phase and concept-
phase of the project, both for the single case study. Paragraph 6.2.3 presents a description of
the idea-phase TKF, which is part of the multiple case study.

6.2.1 Project Idea-phase

Scope

Top Management Support

The General Manager isinvolved in theidea-phase in severa ways.

First heis an important person in the yearly budget rounds and business plan, where the
direction is set for TKF. The budget rounds and business plan form the basis for the project.
Second the General Manager support the devel opment of niche-marketsin generd. The
project is away to devel op such markets. Third he was directly involved in the discussion
about possibilities for a project, which leaded to project Industrial. And fourth he supported
the start of project Industrial, by giving his approval.

2 The full answers during the interviews are written down and stored wihtin the database of TKF.
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Decentralized decision-making and strategic planning
Three managers from the departments D& T, Sales Telecom and Sales Export are responsible
for theidea Theideais aplan for the strategic future of TKF.

The Management Team sets the direction of TKF and the managers of the departments are
relatively free tofill in the plans to reach that direction. A lot of responsibility is given to the
department managers.

The decision to start the project was taken by the Genera Manager, together with the
managers from the departments. The General Manager trusts the opinion of the other
managers, when taking a decision.

Common Goal
Three departments worked together to reach the (common) goals of TKF, put forward in the
business plans.

The managers from three departments communi cated the idea and formulated a common goal.
The goals were written down in the project plan.

Skills & Values

Information Acquisition

The choice for this project was based on two kinds of information.

First the information from the yearly budget round/business plan TKF, that showed
decreasing sales of copper cables.

Second knowledge about the Industrial market. The managers that were involved already had
this knowledge. Some of the knowledge is written down in a business plan from a competitor
of TKF.

No new (external) information was acquired.

Information Dissemination

Several pieces of information were disseminated in the i dea-phase.

First the information from the yearly budget rounds/business plans TKF. Thisinformationis
widely disseminated throughout the organization. It shows the direction the company wants to
go. Second, three managers from different departments (D& T, Sales Telecom and Export)
worked together and communi cated their ideas with each other. Third theidea got

communi cated with one of the key account managers, who was assigned as the project |eader.
And fourth the idea got communicated and discussed with the General Manager.

There was ho communi cation about the project with the rest of the organization.

Information Utilization

Information about the Industrial market is linked with the conclusions from the business Plan
TKF to start a project. Theinformation was used to produce a project plan for new business
devel opment.
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Information Storage

Severa pieces of information were stored that are important for the idea-phase.

First the yearly business plans TKF. This business plans shows the direction TKF wants to go,
based on internal and external information. All departments store the business plans.

Second the project plan. The project plan shows the activities and strategy of the project and
is stored by al persons involved.

Third abusiness plan Industrial from a competitor of TKF. This business plan is stored by the
Manager Sales Telecom.

Fourth are reports of appointments between the project |eader, General Manager and Manager
Sales Telecom. The project leader stores this information for own use.

Evaluation of outcomes
Thereis no formal moment of evaluation in theidea-phase. The project leader wrote a project
plan, but this plan has not really been eval uated.

Organizational Improvement
No organizational improvement can be seen.

Organic Structure
Three departments within TKF work together in the idea-phase. One account manager is
assigned as the project leader. Thereis no formal structure.

Social Networking
The following persons/groups were invol ved in the idea-phase of the project:
- Manager department Sales Telecom
- Manager department Sales Export
- Manager department D& T
- General manager
- Work groups TKF (for business plan TKF)

Employees from the three departments within TKF worked together to formulate a plan. No
external persons or sources are used in the idea-phase.

Scale
Market-oriented reward system
Thereis no formal reward system for bringing in ideas for new business devel opment.

Economic Optimization

The yearly business plans are the basis for the project. These plans tell that TKF should focus
on the devel opment of new market niches. Because the project is focused on new business
devel opment, this should lead to economic optimization.

Efficiency

The project leader tried to define the exact scope of the project. But this costs alot of time.
Even when the idea-phase was over, the scope of the project was not exactly clear.
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6.2.2 Project Concept-Phase

Scope

Top Management support

Top Management has not been invol ved in the concept-phase of the project. The project
leader thinks that this should have happened, to reach consensus on the activities and
(intended) resuilts.

Common Goal
The project members were informed about the goals of the project, so acommon goal exists
between all project members.

The workgroup Instrumentation asked one of the employees of Production to perform a
machine analysis. A few weeks later the project leader asked almaost the same question. Both
groups seem to have the same goals, without knowing this from each other.

Decentralized decision-making and strategic planning

The project leader is responsible for the project planning and all important decisions during
the project. He decides what activities are performed and lets other persons perform some of
these activities.

The General Manager, Manager Department Sales Telecom and the project |eader together
will evaluate the project afterwards. This will lead to a Go/No-go decision.

Skills & Values

Information Acquisition

It is very difficult to acquire information about market prices and volumes. The project |eader
tries to acquire this information by using daughter companies of TKF in Germany, united in
the Twentsche Kabd Deutschland (TKD). A Dutch daughter organization that could deliver
valuable market information is Jobarco.

For describing the machine possibilities all information about the machines had to be acquired
by an empl oyee of Production. This information was acquired from the “machine books” and
from his own knowl edge.

Information Distribution

The project members are responsible for distributing the right information to the project
leader. Thisisinternal information about the technical machine possibilities and externa
information about competitors.

One of the project members noted that he did not hear anything about the project, after he
finished his activities. He thinks this is a shame, because he is really interested in the results.

Information Utilization

Aninternal analysis was performed focused on the technical machine possibilities. No more
information has been used yet.
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Evaluation of Outcomes

The end result of the project will be a business plan that shows what markets have potentia
for TKF. The evaluation of the project will be based on this business plan. It is not yet exactly
clear how the business plan will look like. The General Manager, manager Sales Telecom and
project leader will evaluate the project outcomes.

During the project, the project leader evaluates the preliminary outcomes.

Information Storage

All project information is stored by the project members for personal use. Furthermore the
internal analysis was stored on internal computer system of TKF, on the disk space for the
Production department. No information is stored so that al employees of TKF can enter the
information.

Organizational Improvement
During theinterviews no organizational improvement could be found (yet).

Organic Structure

The project leader is totally responsible for the project. During the concept-phase there is
almost no communication with the Management Team. The Management Team will eval uate
the results of the project afterwards.

The project leader uses employees of different departments within TKF to find the necessary
information.

Social Networking

Three persons were directly involved in the project, because they performed some activities.
These are the project leader, an employee from Production and a student (myself). Two more
persons were important for the project, especialy at the start and end of the project. These
persons are the Manager Sales Telecom and the General Manager.

For the project aresearch is performed towards the most important actors within the industrial
market. Thefirst group of actors is the competitors. For every competitor is described what
sort of cables they produce for the Industrial market. The second group of actorsisthe
customers. The project leader tried to make contact with some daughter companies of TKH. A
group of these organizations sell cables in Germany and could be potential customers for
TKF. Another daughter organization of TKH is Jobarco, a Dutch cable company. All these
organizations could deliver important informati on about the industrial market, for example
information about volumes and prices on the market. It can be concluded that the project
leader tries to make use of the network of TKH to broaden the social network of the project.

Within TKF thereis also a workgroup Instrumentation. Some of the goals of this group are

the same as the project. Because of that some communi cation exists between the groups, but
no real cooperation.
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Scale

Efficiency

The project was supposed to be finished within three months, but has taken 8 months already.
And still some activities have to be done yet. According to the project |eader, there are three
reasons for the delay. The most important reason is that the project leader does not have
enough time available for the project. When the project was just started, the project |eader got
promoted. Because of this promotion he had more job responsibilities. The second reason is
that the role of the workgroup Instrumentation was unclear. Because of this, the project
delayed even more. Thethird reason is that the scope of the project has never been exactly
clear, although the project leader spend some time on defining the scope.

The other activities seem to be performed in an efficient way.

Economic Optimization

Projects for the devel opment of new markets are very important for TKF, especially for the
long-term. Without such projects, the competition will always be ahead and TKF will not sell
enough products in the future anymore. Project Industria is important for the long-term profit
of the Sales Telecom department, because the sales to current customers are decreasing every
year.

Itis not sureif new market devel opment projects are necessary for al markets. In more stable
markets, like the market for energy cables, this sort of projects may be unnecessary.

Market-Oriented reward system

Thereis no formal reward system for the project |eader. But, these projects are important for
testing someone’ s capabilities and thus can be important for your career. For the other
members of the project the project activities belong to their norma work, so no extrareward
system is needed.

The project leader thinks that there should be areward system for new business devel opment
projects. He thinks it would be good if one person could devote 100% of his timeto the
project, because of the importance for TKF. Then this person can be rewarded according to
the results of new business devel opment.

6.2.3 l|dea-PhaseTKF

Scope

Top Management support

Top Management supports the devel opment of new markets with TKF' s annual business plan.
Thelast years the business plans of TKF focus explicitly on new business devel opment.
Because of the business plans, employees of TKF get motivated to search for new ideas.

Top Management is not much directly involved in the idea-phase of new business
devel opment projects. Only when large investments are needed, Top Management is
responsible for a Go/No-go decision.

In the past Top Management put down some ideas. According to some employees of TKF, the

reason was that Top Management focused too much on the short-term and did not have
enough market knowledge.
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Decentralized decision-making and strategic planning
Decisions are taken by the Management Team if alargeinvestment is needed. If no (or a
small) investment is needed, the departments are relatively free to take their own decisions.

Thereis no structure for taking decisions. Most of the times there are no formal decision
moments. If the Management Team makes the decision, their persona enthusiasm and
thoughts are very important.

Common Goal

The annual business plans of TKF serve as acommon goal among the employees. The
business plans focus on the devel opment of market niches and also on foreign market
devel opment.

Most of the times ideas for new business devel opment get carried out among a few persons.
Thereis no creation of a common goal among all employees/departments of TKF. One of the
proj ects we discussed in the interviews was facing serious problems at the beginning, because
other departments did not understand the importance of the new market.

Top Management puts forward that long-term business development is important for TKF.
But sometimes it seems that they support short-term efforts over long-term projects.

Skills & Values

Information Acquisition

In almost al cases the decreasing internal sales figures and low market expectancy were the
main information that started the idea-phase of new business development. This information
is also included in the business plans of TKF.

Based on this information, different employees thought about new ideas, using their own
knowledge. Sometimes extra market information is gathered to support an idea, but it depends
on the person what and how much information is gathered.

Almost always information about the potential customers is gathered first, sometimes with
use of an external contact. TKF tries to connect to these customers as soon as possible.
Because of that, information acquisition within TKF is closely reated to social networking.
Other important information is technical information about producing the products. One of
thefirst stepsin the idea-phaseistesting if TKF can devel op and produce the necessary
cables.

Sometimes also market information about customers or suppliersis gathered. But, most of the
times this happens at avery late stage or not at all.

Information Distribution
The annual business plans of TKF are distributed throughout the whol e organization. These
business plans often are the basis for new market devel opment.

In the idea-phase of new business devel opment projects only asmall amount of information is
shared with other persons or departments. Only the most important information (e.g. theidea
itself) is shared with the most crucial departments. Other persons or departments that are not
directly related to the project often do not receive any information. Also additional market
information is not distributed.
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Thereis no structure for distributing (market) information throughout TKF. One of the
interviewees showed me several market studies, performed at TKF in the last few years.
But, other employees within TKF do not know these studies exist, because the studies have
never been centrally stored of distributed otherwise. Several interviewees agreed that the
distribution of information within TKF is not optimal.

Thereis some technical information that is stored in a computer system by the D& T
department. All employees of TKF have access to this information.

Information Utilization

Employees use their own personal knowledge together with market information to bring up
ideas for new business devel opment. When an investment is needed, market and technica
information is used to produce some sort of a business plan. With such a business plan Top
Management can assess the idea. Otherwise, information is used to enter the market as soon
as possible. This means devel oping the products and building a network inside the new
market.

Information Storage

In the idea-phase of new business devel opment not much information is stored. The ideas for
new business devel opment are not stored in any way. Someti mes acquired market and
technical information is stored, but then just for personal use.

Within TKF every department has its own disk space, were employees can store their
information. There are also general disk spaces for whole TKF, but these are not used to store
market information found in the idea-phase of new business devel opment projects.

Thereis no structured way of storing business plans. Although this lack of structure, the D& T
department has stored some of the business plans of the last years. The D& T department also
stored some technical information inside a computer database.

Evaluation of Outcomes

When there are no investments needed, a new business devel opment project just “moves on”
without any formal eval uation. Just when a product cannot be devel oped or a customer cannot
be found, the project is ended.

When there is an investment needed Top Management eval uates the idea. But, thereis no
clear structure for bringing in and eval uating those ideas. According to some persons within
TKF, it isimportant that “you can sell your ideato Top Management”. If Top Management
has a*“good feding” about an ideg, the project is carried oui.

One person said that Top Management turned down a project, although al information
(volumes, prices, market expectancy, and devel opment possibilities) pointed out that the
project had good potential. But, because Top Management did not fee good about the project
and had other priorities, the project was turned down.

In 2004 two students wrote a graduati on thesi s that focuses on future niche markets for TKF.
Part of the thesis is about the i dea-phase of new market devel opment projects. The students
analyzed and eval uated the new business devel opment process within TKF and one of their
concl usions was that generating market knowledge is a “generic weakness’ % of the
organization. The students a so devel oped a system for the first eval uation of new business
devel opment idess.

2 |n Dutch: Generieke zwakte
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Organizational Improvement

One of the projects had a specia idea-phase. In 2000 an empl oyee of TKF came with the idea
to produce multi-mode fibre optic cables. A research was performed to support thisidea, but
this research was almost purely based on technical information. Top Management of TKH
turned down the idea that same year. Four years later the same person thought it was still a
good idea. Thistime aresearch was performed that included technical, market and internal
information. Based on this plan, Top Management supported the idea and nowadays TKF till
produces multi-mode optic fibre cables. In this case one employee of TKF showed some good
improvement, by changing the way to perform research. Of course you can ask the question;
did TKF as awhalelearned something from it or just that one person?

The graduation thesis in 2004 pointed out some important aspects that TKF should improve
with regard to the new business devel opment process. The most important conclusion was
that TKF did not have enough market knowledge. For this reason the students proposed a
project plan that eventually leads to the entrance of a new market (the automotive industry).
Although the thesis seems clear and promising, hot much has been done with the conclusions
to improve the organization.

Organic Structure

In al business development projects one person or department |eads the process. Thereis no
formal structure in theidea-phase. According to someintervieweesit is extremely important
that one person “pulls ahead” theidea. This person must be convinced that it isagood idea
and should be able to convince other peopletoo.

Employees from other departments only get informed and invol ved when that is absolutely
necessary. In several projects the knowledge of the D& T department is used during the idea
phase. And most of the times Top Management is informed about the idea.

Social Networking

External Information Network

Because there is aways one person or department leading the process, the social hetwork
centers around this persor/department. The Saes departments Telecom, E& | and Export are
the most important departments for generating ideas. The current social network of that
person/department is used to further develop theidea. Most of thetimesthe D& T department
and Management Team are important parts of that socia network.

Probably the most important activity in the idea-phase is broadening the social network of the
organization. It can be concluded that the idea-phase within TKF is really sales oriented,
because customers are almost aways the first new contacts in the idea-phase. Information
about potentia customers is searched for and directly used to make new contacts. Especialy
important are the needs of those customers. Within al cable markets, the needs of customers
areinfluenced by national and international specifications and regulations. For that reason the
network is also broadened with institutions that are responsible for those regulations. For
example in the Dutch railway-market some advisors are responsible for the cable
specifications.
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The holding (TKH) and its network wereimportant for two projects. In the first project the
hol ding was the main actor, responsible for the whole new business devel opment project.
Besides TKF another daughter company was involved. In the second project, direct contact
was established with one of the other daughter organizations of TKH. In this case the holding
itself was not involved at all.

Within TKF thereis a person who is responsible for Strategic Projects. This person devotes
part of histimeto devel oping new markets for TKF. This person thinks the “total socia
network” should always be the first and most i mportant step in the new market devel opment
process. It is crucial to find as much market information as possible; for exampleinformation
about customers, competitors, institutions and the government. In fact all actors that play
some sort of arolein the market. With use of this information a network can be build.

Scale

Efficiency
Of coursetheleve of efficiency is very different for every project. But, there are some
general problems or difficulties that seem to be important for more projects.

In first instance some ideas got turned down, because Top Management did not believe in the
ideas. A few years later the same i deas were approved. The reason for thisis that the ideas
were “sold’ in abetter way. Thereis no structure for bringing in and eval uating ideas, which
can lead to an inefficient process. Because of this, alot of time seems to be wasted.

In general new business devel opment costs relatively alot of time. This also counts for the
idea-phase of new business devel opment. The most important reason is that the situation is
completely new to the organization and it costs time to find out how to deal with this hew
situation. Another reason that was mentioned during the interviews is that a common goa has
to be created. Also for this sometimeis needed.

Economic Optimization

One of the interviewees thinks that the Management Team does not always understand that
new business devel opment project costs so much time. Because of that, the Management
Team sometimes chooses for short-term results instead of long-term new business

devel opment.

The annual business plans of TKF help in devel oping a common goal among all departments.
If the departments share a common goal and all focus on that goa, it should lead to economic
optimization.

Most of the projects are purely for the profit of one department. This can lead to economic
sub optimization if the project is not focused on the (organization wide) common goal.

Market-oriented Reward System

Thereis no formal reward system for bringing in ideas for new business devel opment. Also
the devel opment of new marketsis not formally rewarded. In this way being market-oriented
is not rewarded.

One person within TKF is responsible for Strategic Projects. This person gets paid for
devel oping new markets and is the only person to be rewarded for new business devel opment.
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6.3 Analysis

In this paragraph the 4S-MO mode and some additiond theories are used to analyze the
descriptions of paragraph 6.1 and 6. 2. Intotal there are three analyses. Al analyses are set up
as follows:
1) Analysis of the separate aspects
All aspects are analyzed with use of the theory of chapter 4.
2) Overdl analysis
All aspects are part of a wider system, and there should be a consistency among them.
Several theories are used to link the separate aspects with each other; these are the MO
concept mode *®, a dynamic market learning capability®*, and a market-oriented
culture. For the idea-phase one extra theory is used that links different networking
types with the other aspects of a social system. Thisis the theory of Uittenboogaard et
al. (2005).
3) Improvement program
The end result of all three analyses is an improvement program that tells TKF how
they can improve the market orientation.

6.3.1 Project Idea-phase

1) Analysis of the separate aspects
Scope

Top Management Support

Top Management supported market oriented behavior in different ways. First the business
plans tell employeesthat it is critical for TKF to generate new business. This meansit is
critical for them to be sensitive and responsive to market devel opments. Second the General
Manager displayed exemplary behavior himsdf, because he was involved in the discussion
about possibilities for new market development. And third the General Manager gave his
approval for the project, although this involved a (small) risk. By doing this, he demonstrates
awillingness to accept occasiona failures. The conclusion is that there has been strong Top
Management support during the idea-phase.

Decentralized Decision-making and Strategic Planning
The project is agood example of decentralized strategic planning. Also the decision-making
is done in a decentralized way.

Common Goal

In the idea-phase a market-oriented common goal was created, based on the general TKF
strategy. But, the exact scope of the project has never been clear. With other words, it is
positive that three departments share a common goal, but the scope is too broad.

2 Seefigure 4, page 12
# Seefigure 3, page 17
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Skills & Values

Information Acquisition
All information that is used in the idea-phase was already present within the organization. No
external information was acquired for the project.

Information Dissemination

Thereis agood dissemination of information among the employees that are directly involved.
But, no information is shared with employees of other departments. This also counts for the
market informati on and the idea for the project. There should be more dissemination to other
parts of the organization.

Information Utilization
Thereis agood use of the available information. All information is used to start up a market-
oriented activity, namely the development of new businesses for the organization.

Information Storage

All project information was stored for personal use only. Thereis no centra storage of
information for the project. The only information that is stored TKF-wide are the annual
business plans of TKF.

Evaluation of Outcomes

In the idea-phase there has been no formal moment of eval uation. Top Management approved
the project plan, but this approval was not based on aformal evaluation. The problem s that
there are no criteria’s to judge ideas for new business devel opment.

Organizational Improvement

In the idea-phase of this project no organizational improvement can be seen. But, my research
is meant to improve this project and more important, the idea-phase of new business
development projectsin general. In fact, organizational improvement is one of the main goals
of this research.

Organic Structure

Thereis no clear structure in the idea-phase. But, three departments communicated and
cooperated with each other in an informal way, which points to a good organic structure of
the organization.

Therest of the organization is not involved in the idea for the project, nor in the project itsdlf.
But according to one of theinterviewees this is an advantage for the project, becauseit only
costs time when the rest of the organization gets involved.

Social Networking

External Information Network

Within theinternal TKF-network three departments and the General Manager work together.
Theinternal TKF-network is used in a good way to come up with an idea for new business
devel opment.
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For market-oriented organizations it is important to build and use a strong external network.
But, intheidea-phase of project industrial no external actors wereinvolved. Theideafor the
project is purdy based on information that was already available within TKF. The only direct
information from outside TKF was a business plan from a competitor, but this business plan
was already in possession of the Manager Sales Telecom. There should be more use of the
external network of TKF. All departments could ddliver va uable information for the project if
they usetheir different networks.

Scale

Economic Optimization

The idea-phase |eads to a project for new business devel opment. This is consistent with the
TKF strategy that focuses on the devel opment of new market niches. In this way the project
should be important for the economic optimization of TKF.

Efficiency

The idea-phase of the project seems to be performed in arelatively efficient way. No money
and not much time were needed to formulate the idea and resulting project plan. The only
activity that has taken alittle too much time, was defining the scope of the project. The rest of
the activities could be donein arelatively short time, because there are not many people
involved en they communicate with each other in a quick informal way.

Market-oriented Reward System

Thereis no reward system for bringing in theideafor project industrial. This means that
market oriented behavior (bringing in ideas for new business devel opment) is not stimulated
with some sort of areward.

2) Overall analysis

The MO Concept Mode ®® shows that there should be a focus on customers, competitors and
other external sources if an organization really wants to be market oriented. From theidea-
phase of project industrial can be concluded that there has not been areal market orientation.
No external network is used to acquire market information about competitors, customers or
other sources. The only market information that was used is some information from a
competitor of TKF. This information was aready present within the organization. Because of
that, there can also be no dissemination and use of new market information.

In their article in 2005 the authors Uittenbogaard et a. define four types of business
development. “Between these types fundamental differences exist on the input side of the
new business devel opment process (the process of idea generation)” . The type that most
resembles project industrial is the “Internally oriented” new business development process.
The business devel opment takes place a a decentralized position (at the departments), and the
opportunity is spotted through the departments.

Their research pointed out that there are some crucial factors for this type of new business
development. These are; a good communi cation structure, sufficient power and top-
management support. The departments have sufficient power and there is good Top
Management support for project industrial. But the communication structure is not very
strong.

% Seefigure 1, page 12
% From Uittenbogaard et al. (2005), page 261
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Thereis no clear structure in the idea-phase of the project and more important, thereis no
dissemination of information with the rest of the organization. According to the research of
Uittenboogaard this will cause “alack of entrepreneurial culture and understanding in the
organization, also leading to conflicts of interest”.

The aspects that |ead to a dynamic market learning capability” areinformation storage,
eval uation of outcomes and organizational improvement. During the idea-phase no
information was centrally stored and also no real eval uation took place. Without a good
storage and evaluation it isimpaossible for an organization to (strongly) improve. Based on
this project, TKF does not show that they possess a dynamic market |earning capability.

Top Management supports market-oriented behavior in different ways, so that employees get
motivated to perform market-oriented activities. But, this motivation is not supported by a
reward system. Without such areward system, there is a chance that some empl oyees do not
focus enough on market-oriented activities.

Finally, a market-oriented culture is a*“culture that most effectively and efficiently creates the
behaviors for the creation of superior value for buyers”. It can be concluded that the idea-
phase of this project showed alow to medium market oriented culture. The employees
understand that the focus on (new) markets is crucia for the organization. But they use only
internal information to find an idea for new business devel opment. More important is that the
organi zation seems to lack some important skills necessary to support a market-oriented
culture, like the eval uation and dissemination of information.

3) I mprovement Program Project | dea-phase

| mprovement program Project | dea-phase

The andysis leads to the foll owing recommendations:
Make more use of an externa network to acquire
market information
A company wide storage and dissemination of
information
A formal eval uation structure
A market-oriented reward system
The definition of a clear scope

7 Seefigure 3, page 17
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6.3.2 Project Concept-Phase

1) Analysis of the separate aspects
Scope

Top Management Support
Top Management is only involved at the start and end of the idea-phase. They do not
stimulate market-oriented behavior during the project.

Decentralized Decision-making and Strategic Planning

The department Sales Telecom and the project leader are responsible for the planning and all
important decisions, so thereis a good way of decentralized decision-making and strategic
planning.

Common Goal

The exact scope of the project has never been exactly clear. Inthis way thereis not a clear
common goal.

Although the scaope of the project has been too broad, all project members were informed
about this scope. This means al project members share acommon goal.

The scope of the workgroup Instrumentation is partly the same as the scope of the project.
Within TKF there seems to be alack of coordination between the different groups. If there
had been a good coordination, both groups could have worked together to reach a common
goal.

Skills & Values

Information Acquisition

The project leader wants to acquire both internal and external information. But, not much
effort has been made yet to acquire all information. Theinternal information seems to be
relatively easy to acquire. More difficult is the acquisition of market information.

The project leader wants to use the network of TKH to acquire the necessary information, but
this seems to be difficult.

Information Dissemination

Between the project members thereis a good dissemination of information. Information about
the project and results is shared in agood way. Almost no information was disseminated
between the project and its environment, e.g. the organization. Thereis a bad communi cation
with other parts of the organization, like the workgroup Instrumentati on.

Information Utilization

The information has been used to produce an internal and competitor analysis. The end result
of the project should be a business plan that shows the potential markets for TKF. Not much
information is used yet, because of alack of available information.

Information Storage

Thereis no central storage of information. In this way the rest of the organization cannot enter
the information. The storage of information is not very good, because (1) everyone storesthe
information in his own way and (2) information is stored decentralized.
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Evaluation of Outcomes

During the project there has been a good eval uation by the project |eader of the preliminary
results. The General Manager, Manager Sales Telecom and project leader will evaluate the
end result of the project. Nothing is known about this eval uation yet.

Organizational Improvement
Nothing can be said about organization improvement yet. One of the goals of thisresearchis
to design an improvement plan for this new business devel opment project.

Organic Structure

Thereis no formal project team, but there is a good use of company-wide information.
Information from different departments is used, and this points to an organic structure of the
organi zation.

Social Networking

External Information Network

Three departments work together within the internal TKF-network to acquire the necessary
information. In this way the internal network is used in a good way.

But, there is amost no cooperation or communi cation with other parts of that internal

network. A good example is the workgroup instrumentation. Cooperation with this workgroup
could have delivered val uable information for both groups.

A researchis performed towards the external network of the organization, especially focused
on potential customers and competitors. The project |eader defined the activities necessary to
acquire all market information. One of the ways to acquire theinformation is the use of the
TKH-network. The project |eader believes this network of daughter companies could deliver
all sorts of important information.

It can be concluded that social networking is seen as a crucia activity in the concept-phase of
new business devel opment. But, no activities have been performed yet to support this thought.

Scale

Efficiency

The project has taken far too much time. The efficiency of future projects can beimproved
with the following recommendations. First a project leader should be given moretime to
focus on the project. If necessary, this person should be able to delegate his “normal” day-to-
day activities to another person. Second there should be a clear scope and planning. And third
cooperation between the workgroup and the project will improve company efficiency.

Economic Optimization
The project isimportant for the long-term economic optimization of the organization. Without
the devel opment of new markets, the organization will not survive.

The project leader had to focus on the day-to-day activities, and thus on short-term results.
The project leader should be able to spend more time on the project, to improve the economic
opti mization of the organization.



Orientate to Innovate

Market-Oriented Reward System

Thereis no formal reward system for the project. In this way employees are not rewarded for
market-oriented behavior. With areward system for the project thereis a chance that

empl oyees place more priority on the project activities, and thus on market-oriented behavior.

It could be agood idea to appoint afull-time project |eader for every new business
development project. Then it is easy to reward this person based on the project results.

2) Overall analysis

The concept-phase of the project has not been finished at the moment. Several activities,
including the eval uation, still have to be performed. Because of that it is impossible to ana yze
the compl ete concept-phase of the new business devel opment project. But, this does not mean
that the anal ysis will be useless. Current information already |eads to some i mportant results.

As said in chapter 3 being market oriented means that there should be a focus on customers,
competitors and other external sources. The project |eader wants to acquire market
information by using the network of TKH. Thisisinformation about market segments,
potential customers, volumes, prices and competitors.

Broadening the social network is crucia in new business devel opment projects. The first
reason is that communication with actors in the environment is necessary for delivering the
right information. The second reason is that the first contacts with potential customers can be
made already. These customers will become important in the last phase of hew business
devel opment, the exploitation phase®. The conclusion is that the project |eader has a good
market focus, although the activities have not been performed in practice yet.

For a dynamic market learning capability it isimportant that an organization is able to store
information, eval uate outcomes and improve the organization®. When we look at the project
thereis ardativey low storage and dissemination of information, especially with regard to
the rest of the organization. In this way the organization TKF cannot learn from the results
and information of the project.

Top Management should support project activities by saying that they have priority and by
rewarding empl oyees according to these activities. In this way employees get motivated to
prioritize market-oriented project activities over normal day-to-day activities.

Finally, a market-oriented culture is a*“culture that most effectively and efficiently creates the
behaviors for the creation of superior value for buyers’. The project members and other
persons who were involved in the concept-phase of the project believe that the focus on new
marketsis crucia for TKF. But, because alack of structure and coordination the project has
taken far too much time. This means there is some sort of a market-oriented culture, but
without the right structure and support the employees will not aways focus on market-
oriented activities.

% Seefigure 6, page 22
® geefigure 3, page 17
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3) Improvement Program Project Concept-phase

| mprovement Program Project Concept-phase

A Project plan that defines a clear scope and time planning.

In fact this point bel ongs to the idea-phase of new business devel opment projects.
A project leader should have enough time available. 1t would be best to appoint a
full-time project leader, but the organization will have to answer the question if
thisispossible.

Top Management should support market-oriented project activities in two ways.
First they should tell employees that these activities have priority. And second
they should design a reward system for new business devel opment projects.

A company-wide storage and dissemination of information.

A central coordination of the severa project groups.

6.3.3 ldea-phase TKF

1) Analysis of the separate aspects
Scope

Top Management support
By means of the business plans, Top Management reminds employees that it is crucia to
focus on new markets.

Top Management put down some idea, without having a clear motivation. By doing this, they
did not display exemplary behavior and show a risk-taking attitude.

Decentralized Decision-making and Strategic Planning

If there are no investments needed, the departments are responsible for the planning and
decision-making. Top Management only takes a decision when an investment is needed. But,
the problem is that thereis no structure for taking this decision. It can be concluded that there
isamedium to high level of decentralized decision-making and strategic planning.

Common Goal
The development of new market niches is a company-wide common goal.

Almost all ideas for new business devel opment originate within one department. In the idea-

phase the idea stays within that department, so no company-wide common goal is created.
Creating a common goal could improve the effectiveness of an idea.
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Skills & Values

Information Acquisition

I deas for new business devel opment are mainly based on internal information and persona
knowledge, instead of external market information. More acquisition of market information
could deliver more and better ideas for new market devel opment.

Information acquisition is strongly related to social networking. The employees contact
potential customers to enter the market as soon as possible. AlImost no other market
information is gathered in the idea-phase. Research towards competitors and other actors
could deliver valuable information. A problem isthat there is no structured acquisition of
market information during the idea-phase.

Information Dissemination

Thereis aweak dissemination of information within TKF. In the idea-phase only a small
amount of information is disseminated to other departments or persons. The problem is that
there is no company-wide dissemination of market information. Instead of that, alot of the
information is only stored for personal use.

Information Utilization

Thereis no structured use of information. This leads to very different business or marketing
plans, because everyone uses information in his own way. In general not much market
information is used.

Information Storage

Thereis no central and structured storage of information. All empl oyees and departments
storetheir ideas and (market) information for personal use only. Conclusion; thereis aweak
storage of information.

The D&T department has stored several business and marketing plans. It would be a good
idea to store and disseminate these plans in a central computer system. Thereis dready such a
computer system, but at this moment the system is used for documents with technical
information only.

Evaluation of Outcomes

Thereis no structure for eval uating ideas. This leads to an unclear eval uation process, in
which “selling your idea” is most important. And sometimes thereis no evaluation at al. Itis
recommended to make use of a more structured eval uation process.

Organizational Improvement
The organization seems to be unable to learn from earlier research. Not much has been done
with old business plans or graduati on theses.

Most of the times, information about projects is only stored within one department (or not at

al). In this way, only the department can learn from the information. With other words
organizational learning can only take place within the boundaries of the department.
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Organic Structure
The communi cation and cooperation between the departments point to a good organic
structure of the organization.

In the idea-phase of new business devel opment projects thereis no clear and formal structure.
Social Networking

External Information Network
TKF should make more use of cross-departmental idea generation. Together departments
have alarger externa social network, and thus can generate more and better ideas.

Usually one department leads the process and this department makes good use of the internal
TKF-network (i.e. the other departments). But, almost no external actors are used in the idea-
phase. TKF should usethe external network to find out more information before entering the
market, because there are more important actors than just the customers. Being market
oriented means that TKF should focus on customers, competitors and other important external
sources. Competitors and other organizations and institutions (e.g. the government) could
ddiver valuable information, and with this information a better market decision can be taken.

The TKH-network is already used sometimes and can be very valuable. Using this network
has two important advantages. First it means are atively easy entrance for TKF to all sorts of
(netional and international) rel ated organizations. And second cooperati on with these
companies strengthens the strategy of TKH of being a “solution provider”.

Scale

Efficiency

Usually theidea-phase does not cost much money. But, because the situation is completely
new to the organization it does take some time to perform the necessary activities. A more
structured process for bringing in and devel oping ideas could improve the efficiency of the
idea-phase. One of the goals of this research is to design a structured eval uation of the idea-
phase.

Economic Optimization

The reason of new business development projects is long-term economic opti mization of
TKF. But, the projects will only lead to economic optimization if all departments share a
common goal. If all departments try to develop businesses to make more profit for their
department only, it can lead to economic sub optimization. For this reason coordination of the
severd projects is necessary, to make surethat al departments work according to reach a
company-wide common goal and thus economic optimization.

Market-oriented Reward System

Market-oriented behavior is not stimulated with some sort of areward. TKF should reward
market-oriented activities that lead to ideas for new business devel opment.
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2) Overall analysis

According to Uittenboogaard et al. (2005) there are four types of Business Deve opment
Processes. Between these types fundamental differences exist on theinput side of the new
business devel opment process (= the idea-phase). The next figure shows these types, and
corresponding characteristics and crucial factors.

Table 1. Sunimary of Business Development Types

Type of BD process  Characteristics of BD function  Crucial factors

Metwork oriented Central or integrated position, Metworking is considered a formal
self-created and managed role, a network strategy is
network ) formulated, a strong reputation is

favorable

Internally oriented Decentralized position, network  Good communication structure,
structure ‘borrowed” from sufficient power and Lop -
other business functions management support are required

R&D oriented Mew to the world’ - technology  An extensive R staff, a large R&D
oriented budget, a wide technological

network, sufficient patents and
large target markets are required
Ad hoc idea Mo clear idea generation
generation strategy, inertia present or in
transition phase

Figure 8: Summary of Business Devel opment Types (from: Uittenboogaard et al., 2005, Table
1, page 262)

Thetypethat most resembles TKF is the “ad hoc idea generation”, because thereis no clear
idea generation strategy. Someti mes business devel opment takes placein an “R&D oriented”
way, other timesitismorein a“Network or Internally oriented” way. One of the conclusions
of the research was that “the absence of a clear networking strategy (....) causes lack of
structural idea generation and thus limits proactiveness’*. With other words, an organization
should choose one of the four types, in order to improve the generation of ideas and
proactiveness of the organization.

For TKF the R&D oriented typeis not useful, because this would mean the exact opposite of
being market-oriented. The network-oriented type could be useful, but has some
disadvantages. It would mean that the BD function has a central position in the organization,
and a self-created and managed network. The central paosition in the organization would lower
the market orientation of the rest of the organization, because al departments could “rely” on
the Business Devel opment function. Besides that, decisions with regard to new business
development could not be taken decentralized anymore (which is an aspect of a market
orientation).

The most suitable type for TKF isthe Internally Oriented business devel opment process. In
this type the business devel opment function has a decentralized position, and a network
structure borrowed from other business functions. For TKF this means that the several
departments can perform new business development, and these departments can use their own
network to generate ideas.

% From Uittenbogaard et al. (2005), page 292
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What is needed to support such an Internally Oriented BD typeis; good communication
structure, sufficient power and top-management support. The analysis in this paragraph
already pointed out that the departments have enough power and top-management support.
But, TKF should improve their communi cation structure. What is needed is amore organic
structure, in which the departments communi cate often with each other and information is
widely disseminated. The question is; how to realize a more organic structure? This question
can be answered with use of the results of the analysis.

The storage and dissemination of information within TKF are weak aspects. A lot of the
acquired information is stored for one department only and is not communi cated to other
departments. A recommendation is to store all sorts of market information at a central place,
so that al departments have access to the information. This will automatically improve the
dissemination of information. The D&T department already uses a computer system to store
and retrieve documents with technical information. Maybe it is also possibleto usethis
system to store documents with market information.

Departments should work more closely together to generate ideas for new business
development. It was aready concluded that; together departments have a larger external social
network, and thus can generate more and better ideas. A good way to generate ideas is to keep
brainstorming sessions, in which all departments can come up with ideas and improveideas
from each other.

Furthermore there should be a coordination of the several new business devel opment projects.
This coordination should make clear that project groups (1) share the same company-wide
common goal (e.g. devel opment niche-markets), (2) do not perform the same activities and
(3) cooperate with each other when possible.

A final aspect that is not directly related to the (organic) structure of the organization is the
eval uation of outcomes. Top Management of TKF asked to design a more structured

eval uation process. Their idea was to design a Quick Scan that shows all the aspects on which
someone should do research. Their choice to focus on the eval uation process appears to be
excellent, because it will improve al four mechanisms of theidea-phase. The following
explanation will show how.

@ Theidea-phase of TKF istoo much internally oriented. By defining the right external
aspects to do research on, there will be an improved acquisition and utilization of
external information [skills & values]. Also, employees can be forced to use more
contacts within their external network or even expand their network, e.g. with
government relations [socia networking]. Theresult is an improved external focus.

@ The evaluation can be the basis for an improved Top Management support. By
presenting a structured eval uation of the idea-phase that has an external focus, Top
Management reminds employees that it is critical for them to perform market-oriented
behavior [scope].

@ When thereis a clear evaluation structure, the Go/no-go decision can be taken
decentralized [scope].

@ Without a good evaluation, it isimpossible for an organization to |earn. With other
words, a strong (structured) eval uation process is aprerequisite for organizational
improvement [skill & values].

@ A structured eval uation process can be the basis for a market-oriented reward system
[scalg].

@ Thefina goals of astructured eval uation are an improved efficiency and, more
important, economic optimization [scal€].
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3) Improvement Program ldea-Phase TKF

| mprovement Program |dea-phase TKE

For TKF it isbest to have an Internally Oriented business devel opment process. The
following recommendati ons are important to reach such a process:
A company-wide storage and dissemination of information
Cross-departmental idea-generation
Coordination of the severa new business devel opment projects

Thereis another recommendation to improve the idea-phase of new business devel opment
projects:

A structured eval uation process
Findly, this evaluation process should be the basis for a market-oriented reward system.
This means the last recommendation is to:

Design and implement a market-oriented reward system.

6.4 Summary

This paragraph will give a summary of the research results. The results of both the (single)
case study as the multiple case study are taken together and presented in one figure. The
figure gives a clear overview of the different results. It also shows that severa results are
applicable to both the project and the i dea-phase of projects in general.

Idea-phase Project |Concept-phase Project |ldea-phase TKF
A structured evaluation process
that ends the idea-phase
\Y \Y \Y
A market-oriented reward
system
\Y V \Y
A company-wide storage and
dissemination of information
\Y \Y \Y
The project leader should have
enough time
\Y
Top Management should
remind employees that market-
oriented activities have priority Vv
Central coordination of the
several project groups
\Y \Y
Make use of cross-departmental
idea generation
\Y

Figure 9: Overview of the Results
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Oneremark has to be made with regard to figure 9. In paragraph 6.3.3 was aready concluded
that a structured eval uation process would lead to “more use of external information” and
“more use of an external network to acquire information”. Also, a clear eval uation structure
would solve the problem of not having a clear scope and planning. Because of those reasons,
all these separate results are taken together into “a structured eval uation process that ends the
idea-phase’.
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Chapter 7 Quick Scan

The idea-phase of new business devel opment proj ects ends with a Go/No-go decision. All
three analyses in chapter 6 point out that a structured eval uation process of the idea-phase
could really improve the market orientation of new business devel opment projects. Some
conclusions of paragraph 6.3 were that a structured eval uation process would improve the
external orientation, Top Management support and company efficiency.

Additionally, a structured eval uation process will lead to a clear distinction between the idea-
phase and concept-phase. At the moment, alot of the projects within TKF just “move on”
without a formal eval uation. Because of that, it isimpaossible to make a good distinction
between the phases. A clear Go/No Go-decision should separate the phases. By defining the
actions and criteria needed for this decision, the distinction between the phased will be clear.

Top Management supports these thoughts by noting that it is very difficult for them to decide
what idea has most potential. Because of that, Top Management put forward an ideato
structure the idea-phase of new business development projects. Their ideais to develop some
sort of a“Quick Scan”. Every employee with anidea for a new market should first answer al
the questions of a Quick Scan, before communi cating this ideato Top Management. Then
every idea can be judged to some standard criteria, before a decision is taken.

This chapter presents a research towards the use of a Quick Scan. The goal of the researchis
to design a Quick Scan that can be used to make an optima Go/No-go decision that ends the
idea-phase of new business devel opment projects. In paragraph 7.1 the research steps and
research methods are explained, and the results are presented in paragraph 7.2. The chapter
ends with the conclusions with regard to the Quick Scan, presented in paragraph 7.3.

7.1 Resear ch Steps and Research M ethods

Theresearch is performed in three steps. This paragraph will give an explanation of the
research steps, and used research methods.

Step 1 Interviews

As apart of the semi-structured interviews of the exploratory research (see chapter 5 and 6),
the interviewees were asked some questions about the useful ness and possible content of a

Quick Scan®. One of the main results of theseinterviewsis apreliminary list of aspects that
could beincluded in a Quick Scan (see paragraph 7.2.1 for the full results of the interviews).

Step 2 Business Plans and Theory
The preliminary list of aspectsis used as a starting point. Now several sources of information

are used to (1) test if the current aspects are really important and (2) search for more
important aspects to include.

3 See Appendix 1 and 3 for the full question lists; the questions with regard to the Quick Scan can be found in
the last part of the question lists.
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The first sources of information are the current business and marketing plans of TKF. These
plans are performed specifically for TKF and thus deliver valuableindustry- and company-
specific information. In total six business plans of TKF are used (one of them is part of a
graduation thesis)®.

The second source of information is the theory. In total two marketing books from the author
P. Kotler and two additional articles are used for this research.

The end result of this second step is a preliminary Quick Scan™.
Step 3 Inquiry

The preliminary Quick Scan is areatively long list of aspects, while the purpose of a Quick
Scan is to make a good and quick judgment. This means a Quick Scan should only include the
most important aspects. Because every organization is very different and asks for other
insights, the theory can't give a straightforward answer to this problem.

The people who can give an answer to the problem are the empl oyees of TKF, because they
have the most knowl edge about the specific cable producing industry. A group of five
employees, al managers from different departments, was asked to fill in a questionnaire that
focuses on all aspects™. With this questionnaire the respondents are asked the following
guestion; “how important isit to include the aspect in a Quick Scan?” The respondents
were asked to answer the question with a grade between 1 (=absolutdy not important) and 5
(=absolutdy essentid).

Theresults of theinquiry are used to design the fina Quick Scan. For al aspects the average
score of all respondents was calculated. All aspects that are graded as “Important” or higher
areincluded in the Quick Scan (this means that the average score should be 3 points or
higher)®.

7.2 Results

In this paragraph the research results are presented. The research is performed in three steps,
and every step is presented in a separate paragraph.

7.2.1 Step 1lnterviews

This paragraph presents the results from the interviews with eight employees of TKF. The
interviewees were asked their opinion towards the useful ness and possible content of a Quick
Scan®.

Good or bad idea?
The mgjority of the interviewed employees of TKF (6 out of 8) think a Quick Scan is a good
idea.

% See appendix 5 for the list of used business plans. The full business plans are stored within the archive of TKF.
% See Appendix 6 for the questionnaire, which includes the preliminary Quick Scan.

* See Appendix 7 for the total results of the inquiry
% The full answers during the interviews are stored within the database of TKF
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Two employees are against a Quick Scan. One person says that a Quick Scan could be useful
for a research towards product development, but not for a market devel opment project.
According to him, an idea for market development cannot be measured in a short time.

Anather person thinks a Quick Scan can be useful, but not as afirst motivation for an idea.
Before making a Quick Scan, someone has to be very enthusiastic about theidea and this
person has to motivate Top Management first.

Advantages and disadvantages
The interviewees bring in the foll owing advantages and disadvantages of a Quick Scan.
The main advantages are:
A Quick Scan brings clarity. Because of the Quick Scan, al persons involved know
what the direction of the project is. The Quick Scan creates a common goal.
They are headed into the same direction.
A Quick Scanis agood way to measure the potential of an idea.
A Quick Scan answers some general questions that always have to be answered. By
answering these questions first, the chance that unnecessary actions are taken will
decrease.

The main disadvantages are:
- Itispossiblethat the wrong decisions are taken, because the decisions are based on a
relatively small amount of information.
Numbers do not say too much. Being motivated is more important than measuring the
potential of anidea

The aspects of a Quick Scan

The next question is; where does a Quick Scan consist of ? For this question the criteria and
actions should be defined for devel oping a Quick Scan. There are very different opinions
among theinterviewees. Some of them think a Quick Scan can only be useful if it includes a
thorough market and internal research. Others define less activities and criteria, because they
think it is not necessary to perform athorough research at such an early moment.

All the aspects that are mentioned during the interviews can be taken together. This leads to
the following preliminary list of Quick Scan aspects.

Prellmlnary list of Quick Scan aspects:
Resemblance with TKF strategy
The market should fit into the overall company strategy.

Link with existing portfolio
The products in the market should have alink with the existing portfolio. This means
they should be complementary to or diverted from the existing cables.

Prgject time
Thetotal expected project time should be assessed.

Internal information (technical possibilities)
0 Machine capabilities
0 Human capabilities
0 Deveopment capabilities
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Quantitative information derived from the market
0 Expected market volume
0 Expected prizes
0 Expected production costs
0 Additiona costs

Qualitativeinformation derived from the market
0 The main competitors
0 The balance of power inthe market / Entry barriers
0 Geographical location
0 Potential customers

The qualitative market informati on needs some extra explanation. Several interviewees
defined entry barriers as an important aspect to do research on. Entry barriers are obstaclesin
the path of a firm, which wants to enter a given market®. This can be all sorts of obstacles.
Obstacles that are mentioned by the interviewees are distributor and supplier agreements. In
all cable markets, such agreements are very common. These agreements have to do with the
balance of power in a market. Some actors within a market can play avery powerful role and
makeit (amost) impaossiblefor others to enter that market. Another obstacle that is mentioned
is government regulation. In some markets the regulations are very strict and make it difficult
to enter the market.

One of the interviewees thinks that a Quick Scan should purely focus on qualitative market

information. According to him the Quick Scan should include extensive information on the
structure of the market. It is crucial to define all the actors and their positions on the market.
Based on this information, you can start to build a network inside that market.

Finally, some interviewees even go further. They think some methods should be used to
explicitly link the internal and external information. A method that is mentioned several times
isaSWOT analysis, focusing on the internal strengths and weaknesses and external
opportunities and threats to TKF.

Producing and judging the Quick Scan
The interviewees named some different persons to make the Quick Scan. The persons that are
mentioned are:

The person who came up with theidea

A team of employees from different departments

An account manager together with a sales manager

An employee with good anal ytical skills

An employee with knowledge of business marketing

The next question is; who should judge the Quick Scan? Almost al interviewees say that Top
Management should be involved in taking the decision. Others persons that are mentioned
are

The employee that made the Quick Scan

Management of the holding (only for very large projects)

A group of people from different departments

% From www.wikipedia.org
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Remarkable is that the General Manager himself does not think that Top Management should
judge the Quick Scan. According to him, the employee(s) that made the Quick Scan should do
the judgment. Only when a large investment is needed, Top Management should beinvolved.

Timefor a Quick Scan

The mgjority of the interviewees think that free time should be given to produce a Quick
Scan. Some think that time must be given for every idea. Others think that there should be a
good motivation first to show that an idea has potential.

Thetimethat is needed for producing a Quick Scan depends on the type of project and the
type of Quick Scan. For some markets producing a Quick Scan is more difficult than for
others, so moretimeis needed. Also, some interviewees defined more aspects to beincluded
in aQuick Scan. Then of course moretimeis needed to produce a Quick Scan.

One of the interviewees has a specia opinion. He thinks that devel oping a network of actors
is the most important activity in the idea-phase. Building a network and producing a Quick
Scan, based on qualitative market information, takes several months.

7.2.2 Step 2 Business Plans and Theory

Paragraph 7.2.1 delivered a preliminary list of aspects. Now two sources of information are
used to (1) test if the current aspects are really important and (2) search for more important
aspectsto include. These sources are current business and marketing plans of TKF, and the
theory.

Business and marketing plans TKF

There are some large differences between the several business plans with regard to the
content. The reason is that all business plans are based on very distinctive types of research.
For example, some plans are very technical focused while others are mainly customer
focused.

Thefirst conclusion is that all aspects from the preliminary list areincluded in one or more
business plans, and thus seem to be important. But, the business plans also contain some other
aspects. These aspects are; explanation of the general market idea, a macro-analysis, a market
segmentation, the distribution network and a market expectancy. These aspects will be
included in the preliminary list. Because of these new insights, the structure of the list has
been changed. The most important changeis theinclusion of a“General Market Analysis’.
Finally the business plans are used to give a more detail ed description of the aspects
Customer and Competitors information.

Theory

Therearealot of books and articles that tell something about new business devel opment. A
problem is that there is almost no theory that focuses explicitly on the eval uation of ideas.
Thereis awide range of theories and books about producing a business or marketing plan.
These business plans are “total” market and internal anal yses, consisting of a wide range of
research aspects. Because of that, the plans are very useful for the eval uation that ends the
concept-phase, but not for the evaluation of the idea-phase.
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Although this lack of theoretical attention, some theories have been found that are useful. One
of the most well-known and influential authors with regard to marketing is Philip Kotler. This
author defined eight stepsin the new business devel opment process. Although the focus in the
books is mainly on new “product” development, part of the steps and related theories are also
applicable to new market devel opment™.

The first two steps in the process are “1dea generation” and “ldea screening’. Those two steps
together form the idea-phase of new business development, as described in this research. The
step Idea screening is about the eval uation of ideas. According to the author the following
aspects should be included when screening an idea: product idea, target market, competition,
estimated market size, product price, development time and costs, manufacturing costs, and
rate of return. Almost al of these aspects are already included in the list. The differences are;
product idea should be replaced by market idea and “devel opment costs’ is a part of the
additional costs. The conclusion is that the theory of Kotler supports the aspects already on
the list. There are no extra aspects to include.

Severa authors together wrote two articles that deal with the “fuzzy frond end” of innovation.
They define the frond end by “those activities that come before the formal and well structured
New Product and Process Devel opment or Stage Gate process”.

Intheir first articlein 2001%, the authors describe the New Concept Devel opment (NCD)
model. This mode shows that the fuzzy front end consists of five dements, which together
describe the activities that take place during the front end of innovation.

One year later, severa authors wrote a second article based on the NCD-model ® Inthis
article the most effective methods, tools and techniques for all e ements are described. Two of
these e ements are specifically related to the eval uation of ideas; namely opportunity analysis
and idea selection. Although the authors explain that “the criteria for selecting the right idea
for highly novel projects arejust emerging”, they do propose some methods and techniques
for evaluating and selecting an idea. For this research, | am interested in the aspects that
should beincluded in a Quick Scan. In the article several aspects are mentioned that are
already included in the list, like resemblance with strategy, market size and growth rates.

But, inthe article also two other aspects are included, these are; regulatory factors (for the
macro-analysis) and status of recent patents (for the competitor analysis). Both of these
aspects will be added to thelist.

The end result of the second step is anew preliminary Quick Scan, consisting of alist of
aspects™. This Quick Scan is the basis for the third and last step.

7.2.3 Step 31ngquiry

A group of five employees of TKF was asked to fill in aquestionnaire, and with the
guestionnaire the respondents are asked the foll owing question; “how important isit to
include the aspect in a Quick Scan?’ The results of this inquiry are used to design the final
Quick Scan™. The following figure presents the final Quick Scan.

%7 See Kotler (1997 and 2000)

% Koenet al. (2001)

¥ Koen, Ajamian et al. (2002)

“0 See Appendix 6 for the preliminary Quick Scan
“ See Appendix 7 for the full results of the inquiry
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Final Quick Scan

General Market Analysis
General explanation idea
Geographical focus
Market segmentation

General Project Information
Link with existing portfalio
Resemblance TKF strategy
Expected project time

Qualitative Information
Customers
@ Groups/Types
Competitors
Names of organizations
Geographical focus
Product groups
Market share
Status of recent patents
ntry barriers
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m

Quantitative Infor mation
Market volumes
Margins
Market expectancy
Additional costs

Internal Information
Machine capacity
Devel opment capacity

Figure 10: The Final Quick Scan
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7.3 Conclusions

The New business Development Process

The final Quick Scan can be used to eval uate ideas for new business devel opment. If someone
comes up with an ides, this person should do research on all the aspects of thelist (see figure
10). Then every idea will be described in a consistent and structured way. Also, there will be
enough attention for external sources, which improves the market orientation of the process.

If needed, this first person could ask the help from others within the organization. The
interviews (see paragraph 7.2.1) already pointed out that that people with “special” skills and
knowledge, e.g. analytical skills or knowledge about business marketing, could be really
helpful in producing a good Quick Scan. But, the employee with theideais responsible for
the quality of the entire Quick Scan.

The next step is to judge the Quick Scan. The Management Team, consi sting of managers
from different department together with Top Management, seems to be the maost appropriate
group to judge all Quick Scans. The Quick Scan will point to all the strong and weak points of
theidea, e.g. thereis a strong competition or the products have excellent margins. And based
on this Quick Scan the following question has to be answered; does the idea show enough
potential for TKF to perform further research?

Oneremark has to be made. The future will have to show what people are really most
appropriate to produce and judge the Quick Scan. Because the Quick Scan have not been
tested in practice yet, it isimpossible to give a definite answer to these questions at this
moment.

Advantages

The most important advantage is that the Quick Scan structures the new business

devel opment process. In the past new business devel opment projects within TKF were
performed in an “ad-hoc” way, without a clear structure. Most of the projects just move on
without a formal evaluation. By using the Quick Scan, thereis aforma and well-structured
eval uation moment.

Ancther advantage (that was aready mentioned) is that the Quick Scan improves the external
focus of the employees. The employees are “forced” to focus on external sources, e.g.
competitors and customers. In this way the market orientati on of the new business

devel opment process will be improved.

Finally, Top Management will have atoal to quickly eval uate and judge ideas for new
business devel opment. With the Quick Scan they can relatively easy decide what idea has
most potential.

Implementation

To reach these goals, the final Quick Scan (as presented in figure 10) should be the standard
format for al new business devel opment ideas. This means that the Quick Scan should be
implemented company-wide, in such away that all employees know about it and understand
the process. Only then will the Quick Scan lead to an improved market orientation of the
entire organization.
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Conclusions

Markets are rapidly changing and because of that, thereis a growing need to know the market.
The only way to outbeat your competition is ‘knowing more and using your knowledgein a
better way’. The basis of a market orientation is the generation, dissemination and

organi zati on-wide response to market information. Former research already confirmed that
having a market orientation does lead to an improved performance of the organization. If this
is true, then why are not all organizations optimally market oriented already? Thereis one
simple answer; becauseit is unclear how to become market oriented.

The first theories with regard to a market orientation are rather static. For that reason different
authors added theory about organizational |earning, this leaded to a more dynamic concept of
market orientation. But, all these articles name different aspects and still do not answer the
guestion; “how to become market oriented?’

Social system theory looks at organizations as entities that are part of awider social system.
Thistheory is especially useful to explain the concept of change. The 4S model (see figure 2,
page 15) was derived from social system theory, and is used as a coherent framework to bring
all aspects with regard to a market ori entation together.

The end result is the new 4S-MO mode (see figure 4, page 20). The modd shows al the
aspects an organization should focus on when improving the market orientation. It also shows
the interdependency between the aspects and gives meaning to them. In this way the model
can be used as the basis for any organization to improveits level of market orientation. With
the modd and related theories the first part of the research question is answered; “how can
TKF become market oriented...?".

The 4S-MO mode was used to improve the market orientation of (a part of) TKF, a cable-
producing company in the Netherlands. In the practical research the focusis on the
devel opment of new businesses for the organization.

Improving a New Business Devel opment Project

Thefirst part of the practical research focuses on a new business devel opment project, called
project Industrial. The objective of the project is to define a new copper cables portfolio for
theindustria market, which means that new markets have to be deve oped.

A single case study was performed towards the project. The goa of the case study isto give
an answer to the second part of the research question; “...how can the market orientation be
improved for new business development in the copper cables market?’

Thefirst results of the case study are descriptions of the project, based on the 4S-MO modd.
These descriptions show al the strong and weak points of the project.

After that the project was anal yzed based on these descriptions, with use of theory and the
opinions of the employees. The end results of this analysis are two improvement programs;
one for the i dea-phase and one for the concept-phase of the project.
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| mprovement Program |dea-phase Project:

Make more use of an externa network to acquire market information
A company wide storage and dissemination of information

A formal eval uation structure

A market-oriented reward system

The definition of a clear scope

| mprovement Program Concept-phase Proj ect:

A Project plan that defines a clear scope and time planning.

A project leader should have enough time available.

Top Management should support market-oriented project activities in two ways.
First they should tell employees that these activities have priority. And second
they should design a reward system for new business devel opment projects.

A company-wide storage and dissemination of information.

A central coordination of the several project aroups.

The improvement programs consist of a set of recommendations, which show what TKF
should do to improve the market orientation of the new business devel opment project (both
idea-phase and concept-phase).

During theidea-phase not much external (market) information was acquired. Also, employees
of TKF are not stimulated with some sort of areward, to perform market-oriented behaviour.
Ancther problem is that acquired and used information is not disseminated throughout the
organization. Every employee stores “his’ information for persona use. In this way the

empl oyees cannot learn from the knowledge of others within the organization. For those
reasons “a company wide storage and dissemination of information” and “a market-oriented
reward system” would not only improve the market orientation of the project, but of the entire
organi zation.

Anather group of recommendations are applicable to both phases, and this group deals with
the same problem. These recommendations are; a project plan, aformal evaluation structure
and a clear scope. The problem is that there is no structured eval uation moment that ends the
idea-phase. The project just moved on without the definition of a clear scope or time-
planning. The conclusion is that the organization redly needs a “structured eval uation process
that ends the idea-phase’.

Finally, the remaining recommendations are applicable to one of the phases of the new
business devel opment project. The project leader did not have enough time for this project
and there was alack of central coordination with other project groups.

In total theimprovement programs give an answer to the second part of the research question;

“...how can the market orientation be improved for new business development in the copper
cables market?’
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The results of the single case study have a high internal validity, because of several reasons.
First I was directly involved in the project and could generate real -time i nformati on. Second,
multiple sources of information were used to perform the case study, which leads to data
triangulation and improves the validity of the research.

But, because the case study is based on one single project, the external validity is medium to
low. This means thereis no strong basis for generalization of the results. The conclusionis
that the organization should learn from the results, but these results do not offer a strong basis
to improve al future new business devel opment projects.

Improving the New Business Devel opment Process

Top Management put forward that the i dea-phase of new business development projectsis
critical for the organization. This was supported by the results from an Innovation Scan,
performed in cooperation with the University of Twente. This scan pointed out that a weak
aspect for TKF is “the degree to which the organization is able to find out new chances, which
are not directly related to existing products or markets’.

For this reason a multiple-case study was performed to improve the market orientation of the
idea-phase of all future new business devel opment projects.

In total four projects were described and anal ysed with use of interviews, also based on the
4S-MO modd. The end result is the foll owing improvement program.

| mprovement Program |dea-phase TKFE

For TKF it isbest to have a decentralized new business devel opment process. The
following recommendati ons are important to reach such a process:
A company-wide storage and dissemination of information
Cross-departmental idea-generation
Coordination of the several new business devel opment projects

Thereis another recommendation to improve the idea-phase of new business devel opment
projects:

A structured eval uation process
Findlly, this evaluation process should be the basis for a market-oriented reward system.
This means the last recommendation is to:

Design and implement a market-oriented reward system.

The most important conclusion is that the new business devel opment process does not have a
clear and strong structure. All projects within TKF are performed in areatively “ad-hoc”
way. This means that thereis no structured acquisition of (market) information and the

proj ects just move on whenever possible.

The employees of TKF have alot of knowledge about the current customers. Information
from these current contacts is used in the new business devel opment process often. But there
is not much knowledge about other market sources, like potential customers and the
competitors. Acquisition of information about these sources could ddliver valuableinsights,
and perhaps even better market opportunities.
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To improve the structure of the new business devel opment process, this research put forward
three phases; the (1) idea-phase, (2) concept-phase and (3) exploitation phase. Very important
are the decision moments between the phases. By foll owing these phases, and associated
decision moments, TKF can really improve the market orientation of the new business

devel opment process because of several reasons.

First the phases will bring clarity. All employees can see where the project is and what actions
should be taken in the future. Second it will lead to an improved external focus. By defining
theright criteria for the decision moments, the project members are “forced” to search for
external information or even expand their external network. Third the structure will make sure
that the most important actions are taken, and that these actions are taken at theright time.

As said before the decision moments are critical. These moments separate the phases and
define the actions that should be taken during the phases. During these moments Go/No-go
decisions are taken for the project. It is very important that the right decisions are taken,
because these will influence the future of TKF. Because of that, part of this research focus
explicitly on the eval uation moment that ends the idea-phase.

Anather conclusion is that thereis no strong cooperation between the several parts of the
organization. Ideas for new business devel opment originate within one single department and
other departments are only used if that is absolutely necessary. Departments could really
benefit from each other, if market information was widely disseminated throughout the
organization. Also, the recommendati ons “ cross-departmental idea generation” and
“coordination of the several new business devel opment projects’ are meant to improve the
cooperation and coordination between the several parts of the organization.

The results of this multiple case study have a medium to low internal validity, because the
results are based on one source of information (interviews) and thereis a retrospective focus
(meaning the proj ects are executed in the past). But the external validity is reatively high,
because the case study focuses on multiple projects. The recommendations are based on
common characteristics shared by al projects and thus offer a good basis for generalization.
The conclusion is that TKF can use the results to improve the i dea-phase of all future new
business devel opment projects.

Overview Case Sudies

All improvement programs are summarized and taken together into the figure on the next
page. This overview leadsto severa conclusions.

The mgjority (3 out of 5) of the results found in the multiple case study are also applicable to
the idea-phase of the project. These are the first three results of the figure. Additionally, one
result found for the i dea-phase TKF was a so applicable to the project, but recommended for
the concept-phase (namely central coordination of the several project groups). Only the use of
cross-departmental idea generation was not recommended for the project (because this was
aready the case).
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Idea-phase Project |Concept-phase Project |ldea-phase TKF
A structured evaluation process
that ends the idea-phase
V V \Y
A market-oriented reward
system
\Y \Y \Y
A company-wide storage and
dissemination of information
\Y \Y \Y
The project leader should have
enough time
\Y
Top Management should
remind employees that market-
oriented activities have priority Vv
Central coordination of the
several project groups
\Y \Y
Make use of cross-departmental
idea generation
\Y

Thefirst conclusion is that the results from both case studies are to a large extent consistent
with each other. This means that the results from the multiple case study confirm the
correctness of the project results, which strengthens the validity of the project results.

On the other hand, all results with regard to the idea-phase of the project are also found in the
multiple case study. In this way the project results strengthen the external validity of the
multiple case study. This means that the results offer an even stronger basis for generalization.

Thefinal conclusion is that the organization should focus on all four mechanisms if they want
to improve the market orientation of the new business development process. First a structured
eval uation process should lead to clear and common goals among the project members, which
are supported by Top Management (Scope). Second a company-wide storage and
dissemination of information is necessary (Skills & Vaues). Third, the employees should
make more use of and extend their external network. A structured eval uation process will help
in reaching this goal (Social Networking). And fourth, the efficiency and economic

opti mization of the new business devel opment process should be improved by making use of
amarket-oriented reward system (Scale).

Quick Scan

One of the most critical results of both case studies is that TKF needs a more structured
eval uation process that ends the idea-phase. For that reason extra research was performed
towards the use of an evaluation tool, called a Quick Scan. The goa of this researchisto
design a Quick Scan that can be used to make an optimal Go/No-go decision that ends the
idea-phase of new business devel opment projects.

69



Orientate to Innovate

Several sources of information are used to find out what aspects should be included in a
Quick Scan. These sources are interviews, business plans, theory and an inquiry. The end
result isthe final Quick Scan, presented in figure 10 (paragraph 7.2.3, page 62).

When someone comes up with an idea for new business deve opment, this person now knows
exactly wereto do research on to get (Top Management) approval. The Quick Scanis a tool
to make a good and well-motivated decision with regard to ideas for new business

devel opment.

The main conclusion is that the Quick Scan stimul ates market oriented behavior by
structuring the new business devel opment process. The Quick Scan defines some important
aspects of the market, like competitions, customers and market volumes. Because of that, the
empl oyees get stimulated or even forced to use there external network and find the right
market information.

The4S-MO Mode

This research showed that the 4S-MO mode can be used as an excellent basisfor the analysis
and improvement of a market orientation. The four mechanisms, derived from socia system
theory, form the framework for the model. In this research the model has been applied to
improve (a part of) the new business devel opment process within TKF. But, the framework
can be applied to all sorts of social systems. This meansit is also possible to do research on
the departmental or organizational level. The ultimate goal is to improve the market
orientation of an entire organization.

The 4S-MO model shows how to ook at an organization, taking into account all parts of that
organization. Crucia are the four mechanisms of the model, because these mechanisms givea
certain “total view” on the market orientation of an organization. And because of the social
networking perspective, it is also possible to do research towards multiple actors.

If you want to change the market orientation of an entire organization, you will have to deal
with al sorts of different aspects (e.g. the skills, culture, processes). All these aspects are
included into one of the four mechanisms of the 4S- MO model, and the model shows how the
aspects arerelated with each other.

Thefinal conclusion isthat one of the strong points of the model is thetotal view, offered by
the four mechanisms, which is necessary for executing the change process of becoming
market oriented.

Final Remark
Being market oriented will mean that TKF knows its markets and is able to innovate

according to these markets. Then it is ableto deal with dl current and future competitors by
being the solution provider it wants to be. Hopefully this report will build the basis.
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Recommendations

The recommendations are split up in recommendations for further research and
recommendati ons specifically for TKF.

Recommendationsfor further research

Resear ch towards the aspects
The 4S-MO Modd includes fourteen different aspects. For some of them the relation between
the aspect and the level of market orientation has been tested already by several academics.
Empirical evidence supports that these aspects are important for a market oriented
organization. These aspects are:
- Top Management support

Market-oriented reward system

Decentralized decision-making and strategic planning

Informati on generation

Information dissemination

Information utilization

The other aspects should be tested, to find out what their importanceis for a market-oriented
organization. The first question to be asked is; is thereredlly arelation between the aspect and
a market orientation?

Questions that should be asked for all aspects are; in what way is the aspect important for a
market orientation? and to what levd is it important? It could be possible that some aspects
are much more important than others.

Additional research should point out if they are more aspects to include in the model. Within
the four mechanisms there could be other rel evant aspects important for a market-oriented
organi zation.

Resear ch towards the 4S-MO model

The hypothesis isthat the 4S-MO model can be used to improve the market orientation of all
organi zations. Research should point out if the model does lead to an improved market
orientation. The model should be used by different organizations (e.g. differencesin size,
markets, and countries) to check (1) if thereis a positive relation between the model and level
of market orientation and (2) if there are other variables (e.g. company size) that influence the
outcomes.

Additionally by measuring the performance of the organizations over time, the hypotheses
that “an improved market orientation leads to an improved performance” can be tested once
more. Again the influence of other variables (e.g. company size) could ddiver important
information.
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Recommendationsfor TKF
I mplementation of the results

The organization TKF should use the results of the multiple case study to improve the idea-
phase of new business devel opment projects, which means an i mplementation of the
improvement program ldea-phase TKF (see paragraph 6.3.3, page 55). The improvement
program leads to the following recommendations:

1. A company-wide storage and dissemination of information
It was concluded that alot of market information is stored, but for persona use only.
Instead of that, market information should be stored in such a way that everyone can
easily enter thisinformation. An upgrade of theinfrastructure is needed to make this
possible.
The D& T department set up a computer program that can be used by al employees of
TKF to search for technical information inside a database. This department should
start by aso storing available market information inside this database (e.g. current
business and marketing plans).
In the future it may be possible to use this program for company-wide dissemination
of al sorts of information. If thisis not possible, the ICT department should
implement a new computer program to store and search for all sorts of market
information.

2. Make use of cross-departmental idea-generation
To search for the best product and market opportunities, it is recommended to make
use of brainstorm sessions with employees from different departments. Top
Management should arrange brainstorm sessions multiple times a year with different
persons from al departments.

3. Coordination of the several new business devel opment proj ects
It is recommended to assign one person to coordinate al projects within the
organization. The tasks of this person are;
Take carethat different project groups do not perform the same activities
Disseminate important information between the project groups
Bring groups together if necessary
Control al planning and project activities
Assist the project teams with their project activities
Communicate with Top Management with regard to al projects

4. Design and implement a market-oriented reward system
Bringing in ideas for new business devel opment, and new business development in
general, is not rewarded. The design of agood and fair reward system for new
business development is a difficult and important task. A group of persons should be
assigned to design such a system. The most important questions they should answer
are; (1) what arethe criteriato reward someone? and (2) how much rewarding is
appropriate? The eval uation of ideas with use of the Quick Scanwill build the basis
for such areward system.
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5. Use of the Quick Scan
To structure the eval uation moment that ends the idea-phase, this research delivered a
Quick Scan. First the Quick Scan should be made clear to al employees of TKF. From
that moment everyone with an idea for new business development should produce a
Quick Scan regarding his'her idea.
Next, it isrecommended to eval uate the usefulness of the Quick Scan, to test if all the
right aspects are included. TKF should ask the following questions; are al aspects
really important for the idea-phase? and should the Quick Scan include other aspects?
The only way to perform this research is by using the Quick Scan in practice and then
testing it.

Using the 4S-MO Mode: The New Business Devel opment Process

Extraresearch is necessary to improve the entire new business devel opment process. The
multiple case study only focused on the idea-phase of the new business devel opment process,
and did not include the concept-phase or exploitation phase. Additionally, the results from the
single case study do not have a strong externa validity. This means that TKF should learn
from these results, but extra research is necessary to make strong and valid generalizations
possible.

It is recommended to perform an extra multiple case study towards the concept-phase and
exploitation phase of new business devel opment projects within TKF, based on the 4S-MO
model. The current research already delivered the appropriate research steps. TKF should
assign one person to perform this research. An extra recommendation for this personisto use
multiple sources of information (so not only interviews), because this will improve the
internal validity of the research. At the end of this multiple case study there will be
improvement programs for all phases of the new business devel opment process.

Structuring the New Business Devel opment Process

This research put forward three phases; the (1) idea-phase, (2) concept-phase and (3)
exploitation phase. Additionally, there are decision moments between the phases. There are
two recommendations to really benefit from this structure.

First, one person should design atoadl for the Go/No-go decision that ends the concept-phase.
This person can use the steps from chapter 7 (for the design of a Quick Scan). After this
research both eval uation moments, which separate all three phases, will have a clear structure.
Second, Top Management should inform all employees about the total structure, so that the
process is completely clear to everyone. Only then can the new structure lead to an improved
performance of the entire organization.

Using the 4S-MO model: The entire organization

For TKF the ultimate goal is to improve the market orientation of the entire organization. This
means the 4S-MO mode should be used by TKF to design improvement programs for the
whol e organi zation.

TKF should assign one person or a small group of persons to perform this research. For this
research the same research steps can be used, as described in this paper (see chapter 5). But,
there will also be some large differences. A research towards the entire organization will ded
with more persons, more processes and also with (large) differences between parts of the
organi zation.
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For those reasons, it is recommended to do research towards all separate departments. This
will lead to improvement programs for all departments within TKF. First, these improvement
programs can be used to improve the market orientation of al departments individually.
Second, the improvement programs should be taken together to formulate an organization-
wide improvement program. Some recommendations will not only improve one single
department, but the entire organization (e.g. a company-wide storage and dissemination of
information).
Some important extra recommendations are:
Make a good and clear project plan, so that all departments know what is happening
Make sure the research focuses on all four mechanisms
The person who performs the research, should not do research towards his’/her own
department. Only then can the person be completely objective. It is best to assign an
external person for this research.

Cooperation with the University of Twente

TKF cooperates with other organizations and the University of Twentein a project called
“competences for innovation”. This cooperation can be excellently used to execute some of
the recommendations above. The University has the knowledge and necessary human
resources (students and tutors) to do more research towards the 4S-MO mode and i mplement
this model into the organization.
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Appendix 1: Question List Project | dea-phase

Vragenlijst Project | deefase

“Er is gekozen om een project uit te voeren gericht op koper kabels voor de markt Industrial.
Dit project houdt in dat er uitgebreid onderzocht wordt of de desbetreffende markt potentie
heeft voor TKF.

In dit interview ben ik benieuwd naar de vraag “waarom en op welke manier is er gekozen
voor het huidige project?’. Daarmee gaan de vragen over de zogenaamde “ideefase” van het
marktontwikkelingtraject. Deze fase begint bij het ontstaan van een idee voor
marktontwikkeling en endigt op het moment dat de beslissing is genomen om wel of geen
uitgebreid onderzoek te doen naar marktontwikkeling. In het huidige geval betekent dit dat de
ideefase werd bedindigd, op het moment dat de beslissing voor project Industrial definitief
werd genomen.”

Dus: I deefase = Ontstaan idee t/m Go/No go bedissing Project Industrial

Idee
Wie kwam er met het idee dat gdeid heeft tot het project?
Wat was precies het eersteidee?
Wanneer kwam diegene met het idee?

ills & Values + Social Networking
Hoeis het idee ontstaan?
Welke informatie heeft tot dit idee geleidt?
Waar kwam deze informatie vandaan?
Is er ook sprake van externe i nformatie?
o0 Wekeinformatieis dit?
0 Van welke personen kwam de externe informeatie?
Wat moest de persoon doen om de informatie te verkrijgen?

ills & Values
Met wie werd het idee verder gecommuni ceerd?
Op welke manier vond deze communi catie plaats?

Social Networking
Welke personen hebben het idee op enige wijze beinvl oed?
Op welke manier werd het idee beinvlioed?

Silss& Values
Werd het idee opgeslagen, alvorens het verder werd ontwikkel d?
0 Op wekemanier werd dit opgesliagen?
o Door wie werd het idee opgeslagen?

Scope + Scale
Heeft het management het zoeken naar het idee bevordert?
0 Zoja, op welke manier?
o Vind er ook (op enige wijze) een beloning plaats voor het aandragen van het
idee?
Zoja, op welke manier vindt deze be oning plaats?



Werd het idee zelf van begin af aan door het management gesteund?
0 Zoja, op welke manier?

“Voordat het idee heeft geeid tot het project Industrial, moet het zijn beoordeeld. Hiermee
wordt de vraag beantwoord; heeft het idee voldoende potentie om er een project aan te
besteden? De volgende vragen gaan over het aandragen en beoorde en van het idee, tot het
moment waarop de beslissing werd genomen om project Industrial definitief te laten
uitvoeren.”

Beoordding
Skills& Values

Wie heeft/hebben het idee beoordeel d?
Waarom deze personen?
Zijn dit volgens u de juiste personen geweest?
0 Zo nee, welke personen hadden de beoordeling dan moeten uitvoeren?

ills& Values
- Op basis van welke informatie vond de beoordeling plaats?
Waarom deze informatie?
Hoe kwam de informetie tot stand?
Hoe kwam de (beoordelende) persoon aan de benodigde informatie?
Wat voor criteria zijn gehanteerd voor het beoordelen van het idee?
Waarom werden deze criteria gebruikt?
Zijn dit volgens u dejuiste criteria geweest?
0o Waarom we/niet?

Scope
- Wie heeft de definitieve beslissing voor het project genomen?

Wanneer is deze bedlissing genomen?

Is deze beslissing gedecentraliseerd genomen?

Wat hidd de beslissing exact in?

Wat zijn de doelen van het project?

Door wie zijn deze doel en vastgestel d?

Is het Top Management betrokken geweest bij het vaststellen van de doelen?
0 Opwekemanier?

Op basis waarvan is gekozen voor deze doelen?

Hoe zijn de doelen vastgel egd?

Scale
- Hoeved tijd heeft detotale ideefase voor dit project gekost?

Vindt u deze tijd te lang/te kort?
0 Zoja, waar heeft dit aan gelegen?
0 Wat zou eraan kunnen worden verbeterd?



“In detoekomst is het de bedoeling om de hiervoor besproken ideefase wat meer
gestructureerd te laten verlopen. Het ideeis dat een medewerker met een marktidee eerst een
zogenaamde quick scan moet maken, waarin het idee wordt getoetst aan een aanta criteria
Dit betekent dat de desbetreffende medewerker een aantal van tevoren vastgestel de aspecten
moet onderzoeken, zodat een duidelijk beeld ontstaat van de potentie van het idee voor TKF.
Over deze quick scan en de invulling daarvan, wil ik u graag een aantal vragen stellen.”

Quick Scan
- Wat vindt u in het algemeen van een dergdijke quick scan?

Wat zijn volgens u de voor- en nadelen van zo' n quick scan?

Waaruit zou een quick scan volgens u moeten bestaan?

Welke informatie moet er in een quick scan worden opgenomen?

Wie moet(en) de quick scan opstellen?

Wat moet er precies worden onderzocht?

Welke acties moeten er ondernomen worden voor een quick scan?

Moet er specialetijd worden vrij gegeven voor het opzetten van een quick scan?
Hoevedl tijd moet er worden vrij gegeven?
Moet er voor ieder ideetijd worden gegeven om een quick scan te maken?

Zo ja, wanneer wel/niet?

Aan welke criteria moet een idee worden getoetst?
Waarom aan deze criteria?

Wie zou de quick scan moeten beoordelen?
Waarom deze perso(o)n(en)?

Eindvragen
Hebt u nog iets toe te voegen dat betrekking heeft op de ideefase van een project?
Hebt u nog iets anders toe te voegen?



Appendix 2: Question List Project Concept-phase

Vragenlijst Project Concept-fase

Algemeneinleiding

Ik ben op het moment bezig met een afstudeeropdracht voor de Universiteit Twente.
Opleiding Bedrijfskunde richting Innovation Management. Ik doe onderzoek naar het
vergroten van de marktgerichtheid. Kort samengevat houdt marktgerichtheid in “het door de
gehel e organisatie verzamel en, verspreiden en gebruiken van marktinformati€’. Het gaat erom
zo0 goed mogelijk op een constante manier gebruik te maken van alle soorten marktinformatie.
In het kader van mijn opdracht doe ik onderzoek naar het Project Industrial (het
marktontwikkelingsproject uitgevoerd onder leiding van Matthijs de Heus). Voor dit project
za ik de marktgerichtheid onderzoeken en proberen te verbeteren. Daarnaast is het een dod
om een zo goed mogelijk plan te schrijven voor toekomstige ontwikkeingsproj ecten.

Om het project duiddijk in kaart te kunnen brengen, zal ik interviews houden met
verschillende personen die bij het project betrokken zijn. Hierbij iser uiteraard speciale
aandacht voor alles wat met marktgerichtheid te maken hesft.

-- SCOPE -

Gemeenschappelijk doel
Wat zijn volgens u de doelen van het project?
Op welke manier zijn deze doelen aan u gecommuni ceerd?
Vindt u dat hier iets aan verbeterd kan worden?

Top management steun
Hebt u gemerkt dat het management betrokken is geweest bij het project?
Zoja,
Op welke manier?
Was dit volgens u inderdaad nodig?
Z0 neeg,
Had dit volgens u wel gemoeten?

-- SKILLS& VALUES/ SOCIAL NETWORKING --

“De volgende stap is het in kaart brengen van het project zelf. Hiervoor wil ik u eerst wat
algemene vragen stellen over de uitgevoerde activiteiten.”

Activiteiten algemeen
Wat zijn in hoofdlijnen de activiteiten die u hebt uitgevoerd?
Wat was de reden voor deze activiteiten?
Wie heeft bepaald dat deze activiteiten moesten worden uitgevoerd?

“Voor uw activiteten zult u verschillende soorten informati e nodi g hebben gehad. Daarnaast
hebben anderen wellicht gebruik gemaakt van uw kennis. Over deze informatie wil ik u graag
een aantal vragen stellen.”



Informatie verzamelen en ver spreiden
Wat is de belangrijkste informatie die u nodig heeft gehad bij uw activiteiten?
Waar hebt u de informatie vandaan gehaal d?
Wat hebt u ervoor moeten doen om de informatie te verkrijgen?
Bent u tevreden over de toegankdijkheid van de informatie?
Waarom wel of niet?
Iser ook info die u graag had willen verzamelen, maar waar u niet aan kon komen?
Zoja,
Wekeinfo was dit?
Waar was deze info voor bedoe d?
Buiten de resultaten om, hebben andere personen gebruik gemaakt van uw info?
Zoja,
Wekeinfo?

“Voor het project heeft u al aangegeven contact te hebben gehad met een aantal verschillende
personen. |k ben daarnaast ook benieuwd naar andere mogelijke contacten, die wellicht voor
toekomsti ge proj ecten van waarde kunnen zijn.”

Sociaal Netwerk
- Buiten het project om, wat zijn de belangrijkste personen waarmee u regel matig
contact heeft? (intern en extern)
Wat voor informeatie |everen deze personen u?
Denkt u dat deze personen waardevolle informatie hadden kunnen leveren voor het
project?
Zoja,
Wedke?
Waarom hebt u hier geen gebruik van gemaakt?

“Met de gevonden informatie heeft u vervolgens uw activiteiten uit kunnen voeren. Hierover
een paar vragen.”

Infor matie gebruiken en organisatorisch verbeteren
- Wat waren de uitkomsten van uw activiteiten?
Welke stappen heeft u genomen om tot deze uitkomsten te komen?
Vindt u achteraf dat dit dejuiste stappen zijn geweest?
Zo nee,
Welke stappen hadden er nog bij gemoeten?

Hebt u soortgdijke activiteiten eerder uitgevoerd?
Zoja,
Hebt u ze destijds op dezelfde manier uitgevoerd?
Waarom wel of niet?
Zo neg,
Had dit volgens u eerder moeten gebeuren?
Waarom wel of niet?
Denkt u dat dezelfde activiteiten in de toekomst vaker moeten uitgevoerd?
Waarom wel of niet?
Zoja,
Op dezelfde manier?



“Tot ot heb ik nog een aantal vragen met betrekking tot het afronden van de activiteiten en
het project. Deze hebben betrekking op de eva uatie en het opslaan van gegevens.”

Evaluatie
Zijn uw uitkomsten door anderen dan wel uzelf geéva ueerd?
Zoja,
Door wieis dit gebeurd?
Op welke manier?
Zo neg,
Was dit volgens u goed geweest?
Waren anderen en uzelf 100% tevreden over de uitkomsten?
Zo neg,
Waarom niet?
Wat is er met uw uitkomsten gedaan?

Infor matie opslaan
Hebt u de gevonden/gebruikte info en de uitkomsten van uw activiteiten opgeslagen?
Zoja,
Waar hebt u dit opgeslagen?
Op welke manier heeft u dit opgeslagen?
Zo nee,
Waarom niet?
Had dit volgens u wel moeten gebeuren?

-- SCALE -

“ledere organisatie streeft er in principe naar de werkzaamheden zo efficiént mogelijk uit te
voeren. Efficiéntie betekent onder andere dat er niet tevee uren en kosten worden besteed
zodat alle activiteiten op een zo goed en goedkoop mogelijk manier worden uitgevoerd,
zonder dat dit ten koste gaat van de kwaliteit. Ook het project zal met een bepaalde mate van
efficéntie zijn uitgevoerd en hierover wil ik u een aantal vragen stellen.”

Efficiéntie
Is er van tevoren een tijd vastgeste d waarbinnen uw activiteiten zouden moeten
worden afgerond?
Zoja,
- Hoeved tijd werd er vastgestel d?
Door wie werd dezetijd vastgesteld?
Vond u dit aanvaardbaar?
Hebt u uw activiteiten binnen deze tijd kunnen afronden?
Zoneg,
Waarom niet?
Zo nee,
Vindt u dat dit had moeten gebeuren?
Hoevedl tijd zou u hebben vastgesteld voor uw activiteiten?



Vindt u verder dat u uw activiteiten op een zo efficiént mogelijke manier heeft kunnen
uitvoeren?
Z0 nee,

Waarom niet?

Wat kan hieraan worden verbeterd?

“Het dodl van het project Industrid is het definiéren van nieuwe industriéle markten voor de
koper kabels. Daarnaast zijn er natuurlijk veel meer projecten mogelijk, waarbij gekeken
wordt naar nieuwe marktkansen.”

Winstgevendheid
Denkt u dat projecten voor marktontwikkeling in het algemeen belangrijk zijn voor de
winstgevendheid van TKF?
Zoja,
Op welke manier draagt het project bij aan de winstgevendheid?
Is het project met name goed voor de korte of lange termijn van TKF?
Zo neg,
Waarom niet?
Wat zou TKF dan moeten doen om de winstgevendheid te verhogen?

“Een beoning kan mensen stimul eren om bepaal de werkzaamheden met extra aandacht uit te
voeren.”

Beloning

Vind er voor u een beloning plaats op basis van het project?

Zoja,
Op basis waarvan vindt deze beloning plaats?
Vindt u het terecht dat het project op deze manier beloond wordt?
Z0 nee, wat zou u eraan willen veranderen?

Zo neg,
Vindt u dat dit wel zou moeten gebeuren?
Op basis van welke criteria zou die bel oning moeten plaatsvinden?

Eindvraag
Hebt u nog iets toe te voegen met betrekking tot het project?



Appendix 3: Question List TKF |dea-phase

Vragenlijst TKF I deefase
Dedl 1 Ideefase

“Binnen TKF wordt er op meerdere manieren gewerkt aan de toekomst. Eén van de
aandachtspunten is het aanboren van voor TKF nieuwe markten. Hierbij gaat het om markten,
waarin TKF nog niet direct betrokken is, maar wel mogelijkheden heeft voor de toekomst
(voorbeelden uit het verleden zijn het betreden van de security-markt en de mari ne-markt).
Een gangbare manier om deze nieuwe markten te betreden, is door middel van een project.
Een proj ectteam wordt dan verantwoordeijk gesteld voor het onderzoeken naar, en als
mogelijk betreden van, de nieuwe markt. Ik ben benieuwd naar de werking van dit soort
projecten binnen TKF en dan met name het voortragect van zo' n project. Dit voortraject is de
zogenaamde ideefase. Deze ideefase begint bij het ontstaan van een idee voor
marktontwikkeling en endigt op het moment dat de beslissing is genomen om wel of geen
uitgebreid onderzoek te doen naar marktontwikkeling.”

Dus: | deefase = Ontstaan idee t/m Go/No go bedlissing Project

Kunt u zich een traject voor marktontwikkeling herinneren dat binnen TKF heeft
plaatsgevonden?

Zoja, over dit trgject wil ik u een aantal vragen stellen.

Zo nee, dan vragen algemeen stellen

Algemeen
Wat was de naam van het project?
Welke personen waren bij de directe activiteiten van het project betrokken?
Waar was het project op gericht?
0 Op wekemarkt was het project gericht?
o Voor welk soort producten heeft het project geleidt?

Idee
Wie kwam er met het idee dat gdeid heeft tot het project?
Wat was precies het eersteidee?

Sills& Values + Social Networking
- Hoeis het idee ontstaan?
Welke informatie heeft tot dit idee geleidt?
Waar kwam deze informatie vandaan?
Is er ook sprake van externe i nformatie?
o0 Wekeinformatieis dit?
0 Van welke personen kwam de externe informeatie?
Wat moest de persoon doen om de informatie te verkrijgen?

ills& Values
Met wie werd het idee verder gecommuni ceerd?
Op welke manier vond deze communi catie plaats?

10



Social Networking
Welke personen hebben het idee op enige wijze beinvloed?
Op welke manier werd het idee beinvlioed?

ills& Values
Werd het idee opgeslagen, alvorens het verder werd ontwikkel d?
0 Op wedkemanier werd dit opgeslagen?
o Door wie werd het idee opgeslagen?

Scope + Scale
Heeft het management het zoeken naar het idee bevordert?
0 Zoja, op welke manier?
0 Heeft er ook (op enige wijze) een beloning plaatsgevonden voor het aandragen
van het idee?
Zoja, op welke manier vindt deze be oning plaats?
Bevordert het top management in het algemeen het zoeken naar nieuwe marktideeén?
0 Zoja, op welke manier?
Werd het idee zelf van begin af aan door het management gesteund?
0 Zoja, op welkemanier?
Worden ideeén voor nieuwe markten over het algemeen veelvuldig gesteund door het
top management?

“Voordat het idee heeft gdeid tot het desbetreffende project, moet het zijn beoordeel d.
Hiermee werd de vraag beantwoord; heeft het idee vol doende potentie om er een project aan
te besteden? De volgende vragen gaan over het aandragen en beoordd en van het idee, tot het
moment waarop de beslissing werd genomen om project definitief te laten uitvoeren.”

Beoordding
Skills& Values

Wie heeft/hebben het idee beoordeel d?
Waarom deze personen?
Zijn dit volgens u de juiste personen geweest?
0 Zo nee, welke personen hadden de beoordeling dan moeten uitvoeren?
Vindt u dat de beoordding altijd moet plaatsvinden door dezelfde personen?
0o Waarom we/niet?
0 Welke personen zijn dit?

ills& Values
- Op basis van welke informatie vond de beoordeling plaats?
Waarom deze informatie?
Hoe kwam de informetie tot stand?
Hoe kwam de (beoordelende) persoon aan de benodigde informatie?
Welke criteria zijn gehanteerd voor het beoordelen van het idee?
Waarom werden deze criteria gebruikt?
Zijn dit volgens u dejuiste criteria geweest?
0 Waarom wd/niet?
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Scope
- Wie heeft de definitieve beslissing voor het project genomen?
Wanneer is deze bedlissing genomen?
Is deze beslissing gedecentraliseerd genomen?
Weat hidd de beslissing exact in?
Scale
- Hoeved tijd heeft detotal e ideefase voor het trgject gekost?
Vindt u deze tijd te lang/te kort?
0 Zoja, waar heeft dit aan gelegen?
0 Wat zou eraan kunnen worden verbeterd?

“In detoekomst is het de bedoeling om de hiervoor besproken ideefase wat meer
gestructureerd te laten verlopen. Het ideeis dat een medewerker met een marktidee eerst een
zogenaamde quick scan moet maken, waarin het idee wordt getoetst aan een aanta criteria
Dit betekent dat de desbetreffende medewerker een aantal van tevoren vastgestel de aspecten
moet onderzoeken, zodat een duidelijk beeld ontstaat van de potentie van het idee voor TKF.
Over deze quick scan en de invulling daarvan, wil ik u graag een aantal vragen stellen.”

Quick Scan
- Wat vindt u in het algemeen van een dergdijke quick scan?

Wat zijn volgens u de voor- en nadelen van zo' n quick scan?

Waaruit zou een quick scan volgens u moeten bestaan?

Welke informatie moet er in een quick scan worden opgenomen?

Wie moet(en) de quick scan opstellen?

Wat moet er precies worden onderzocht?

Welke acties moeten er ondernomen worden voor een quick scan?

Moet er specialetijd worden vrij gegeven voor het opzetten van een quick scan?
Hoevedl tijd moet er worden vrij gegeven?
Moet er voor ieder ideetijd worden gegeven om een quick scan te maken?

Zo ja, wanneer wel/niet?

Aan welke criteria moet een idee worden getoetst?
Waarom aan deze criteria?

Wie zou de quick scan moeten beoordelen?
Waarom deze perso(o)n(en)?

Eindvragen
Hebt u nog iets toe te voegen dat betrekking heeft op de ideefase van een project?
Hebt u nog iets anders toe te voegen?

Ded 2 Informatie voor marktontwikkeling

“Voor marktontwikkeling is de informati evoorziening erg belangrijk. Zowd interne as
externe informatie moet voldoende verzameld kunnen worden, om een goede beslissing te
kunnen nemen. Hiervoor zijn de i nformatievoorzieningen op de afdelingen natuurlijk erg
belangrijk. Hierover wil ik u een aantal vragen stellen.
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Social network + Skills& Values
- Wat zijn de belangrijkste personen binnen en buiten TKF, waarmee u regel matig
contact heeft, die van belang kunnen zijn voor marktontwikkeling?
Wat voor informatie |everen deze personen u m.b.t. marktontwikkeling?
Van welke overige informatie maakt u veelvuldig gebruik, die (ook) nuttig zijn voor
marktontwikkeling?
Waar komt deze overige informati e vandaan?
Is het moeilijk om aan de hiervoor besproken informati e te komen?
Voor welkeinformatieis dit wel moeilijk en voor welke niet?
Is er informatie, gericht op marktontwikkeling, waar u (bijna) niet aan kunt komen?
0 Zoja wdkeinfoisdit?
0 Waar bevindt zich deze informatie?
Maakt u vedvuldig gebruik van alle besproken informatie, in het kader van
marktontwikkeling?
Op welke manier maakt u hiervan gebruik?

Zijn er andere personen die veelvuldig van uw informatie gebruik maken, in het kader

van marktontwikkeling?
0 Zoja, welke personen zijn dit?
o0 Welkeinformatie gebruiken deze personen?

ills& Values
Slaat u regel mati g informatie op, bruikbaar voor marktontwikkeling?
0 Zoja wekeinfoisdit?
0 Waar daat udit op?
Welke informatie m.b.t. marktontwikkeing gebruikt u wel, maar wordt niet
opgeslagen?
0o Waarom niet?
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Appendix 4: The Social Networ k of the Project (belongsto paragraph 6.1.2)

A description is given of al the actors in the social network of the project. For every actor
some general information is given, and thereis extra attention for the importance of the actor
regarding the project.

The organization TKF

The organization TKF consists of ten departments. The main departments are the Sales,
Development & Technology, Purchasing and Production department. The other six
departments are for support. These are the departments ICT, Secretary’s, Finance, Personnel
and Organization, KAM and Strategic Relations. All these departments work together and
mutual ly influence each other.

Organizational Structure

Directie
A. van Schie, F. van der Sanden
(Er wordt gerapporteerd aan een van de twee directeuren)

Secretariaat | | | Financien
G. Reints, M. Kuipers W. Heerts
ICT | | | Personeel & Organisatie
B. Tromp W. Heerts
KAM (Kwaliteit, Arbo en Milieu) | | | Strategische relaties
S.in'tVeld L. Hoek
[ [ [ 1
Verkoop Ontwikkeling en Technologie Inkoop Productie
L. Pots, H. de Boer
Sales Support
D. Klumgsrs Haaksbergen Lochem
W. Bank S.in't Veld
[ [ I | [ I I I 1
E&l Telecom / ACE Export Security 7 7 m
F. Reijken W. Bank D. Hoekstra D. Klumpers EnEEE Telecom Techniek Expeditie
W. Otten A. Goorden| | G. Tragter F. Selles
1
The Management Team

The Management Team consists of Top Management (split up in a Generd Manager and a
Manager Operationa Businesses) and the Managers from all departments. This group has a
meeting several times a year and is important for the overall strategy and direction of the
organization. During these meetings, there is a chance for al departments to communicate
with each other. When the project is finished, the plans will be presented to the M anagement
Team.

Workagroup | nstrumentation

Within TKF there are several workgroups. One of them is the workgroup Instrumentation, in
which employees from severa departments work together. The goal of this workgroup isto
deveop astrategic plan for the future of TKF.

! For TKF this isthe “Kernteam”
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The focus of the plan is on telecommunication cables for two production locations, Telecom 1
in Haaksbergen and L ochem. For both plants the plan should point out what products the
organization should séll in what markets.

There are strong similariti es between the project and the workgroup. First the workgroup uses
the same three phases as the project Industrial. The first phase is about increasing the
production volume of Telecom 1 on the short term. The second phase is about broadening the
portfolio with products that need a small R&D expenditure and the third phase is about
products, for which ahigh R&D effort is needed.

Another similarity is that the groups partly share the same goals. Both groups try to define
future markets and products for the Telecom department. The differenceis that the scope of
the workgroup is bigger than the scope of the project because the workgroup acts on a more
strategic level than the project. The workgroup defines a“general” plan for all telecom cables,
whilethe project fills in those plans for the industrial market (see the scope mechanism for
more information).

Although in theory there is such a strong connection, the project and workgroup don’t work
together. In practice both groups perform their own activities, most of the times independent
from each other. Also both groups have their own meetings and in the beginning the project
leader is not present at the meetings from the workgroup. Later on the project leader is present
at the workgroup meetings and they share information and knowledge about the strategy and
the markets. But, thereis no central coordination between the project and workgroup.

The Sales Department

Organizational structure

Sales I

I I ]
|Energy, Installation & Trading I | Security I | Telecom I | Export I

Figure 9: The Sal es department

Primary tasks and contacts

All sales departments have the same primary tasks. The main task is maintaining relations
with customers, service providers and other contacts. Also for other tasks, customer contact is
very important.

“Keeping dose customer contact” is considered as an important activity. Other main contacts
of the departments are; top management, expedition department, development & technol ogy
department, KAM department and other TKF departments.

Role with regard to project

The most important department for the project of course is the department Sales Telecom. The
project Industrial is start up from the Telecom department and the project |eader is one of the
account managers from this department. Also the manager of the Telecom department is
directly involved with the project.
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The Development & Technology department (D& T)

Organizational structure

Manager Development & Technology

I
I [ |
Synthetic Product Development Product Development
Development Telecommunication Cable Energy and Installation Cable

Figure 10: The D&T department

Primary tasks and contacts
The main task of the Development & Research department is the development of new cable
constructions, if necessary by using new raw materias, processes or machines. The

department is said to devel op according to customer demands. The department a so represents
TKF in normalization committees and should visit congresses, exhibitions and symposia and

keep good contact with suppliers.

The most important contacts are the suppliers and the Sal es department. The department also

communi cates with the other departments of TKF and sometimes with customers.

Role with regard to project

The department is important for the project with regard to the technical devel opment
possibilities. A market can only be attractive for TKF, if the department Devel opment &
Research is capable of developing the products for that market. The employees of the
department have alot of knowledge about al technical aspects of producing cables.

The Production department Haaksbergen

Organizational structure

The organization TKF has two production locations, which are located in Haaksbergen and
Lochem. Because the project is focused on the production in Haaksbergen, a description of
thislocationis given.

Telecom Haaksbergen

‘ Director Operational Business ‘

‘ Plantmanager Telecom ‘
|

FPT'er Team Leaders 2x Manager planning Telecom Team Leaders 3x FPTer
Telecom | Telecom | Telecom I Telecom II
|
[ I [ I ]

WVB/planner WVB/planner Coordinator Coordinator Administrator
Telecom | Telecom Il Testing Colours Raw materials and

Constructions

Figure 11: The Telecom Production department Haaksbergen
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Energy Haaksbergen

‘ Director Operational Business ‘

| Plantmanager Energy |

Planning Energy FPT'er Energy

[ ]
Manager Wire & GELEIDER Team leaders 3x Quality Inspector
Energy

Employees Employees

Group leaders 2x

Employees

Figure 12: The Energy Production department Haaksbergen

The production department in Haaksbergen is split up in the departments “Production
Telecom” (for telecom cables) and “Production Energy” (for energy cables). Both
departments have their own machines and personnel.

Primary tasks and contacts

The main task of the department is producing, controlling the stock and testing of
semimanufactured and end products.

The main contacts are the Saes, Development & Technology, KAM, Expedition, P& O and
Purchase department. Also the Director Operationa Business and Inserva (a company for
industrial maintenance) are important contacts.

Role with regard to project

The goa of the project team is to find markets and products for the Telecom production plant.
For theinterna analysis one of the managers of the Production department ana yzed the
current technical possibilities of TKF.

Customers

The organization TKF has rdatively strong contacts with existing customers. Most of the
customers are re atively large organizations, which are customers for TKF for along time
already. TKF always tried to satisfy the individual needs of existing customers as good as
possible. Because of that, those customers aways had much influence. The last years the

number of customers has increased, but still thereis ardatively small group of important

customers.

The goa of the project is to find out what new markets are interesting for TKF within the
broad industrial market. TKF is already capable of producing al sorts of copper cables.
Besides the existing portfolio, the project aso searches for new cables for TKF. All together
this means the group of potential markets and customers is very large. The difficult task for
the project team is to identify the markets and customers that are most profitable for TKF.
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Competitors

Thereisardatively small number of cable producing companies. Because of this small
number, the companies highly influence each other. In every market the companies try to
outbesat competition, by producing some sort of industry standard.

The small number of competitors aso means that the project will not 1ead to completely new
competitors. It will only lead to the same competitors in different markets.

Although the names of the competitors are well known among the TKF personnel, not much
real competitor information is present within the organization. For that reason a competitor
analysis was performed during the project, focused on theindustria market. Information was
collected for the following important competitors: DRAKA, Prysmian, Belden, Nexans and
Leoni. All these competitors serve some part of the total industrial market.?

Thereis not much cooperation and communication between TKF and its competitors. Also
during the project, there was no direct contact with competitors.

Other external sources

Within normalization committees different organizations work together to produce certain
cable standards. In every (new) market it is important to know about these standards, because
they partly define the technical specifications of the different cables. The D& T department is
responsible for this activity.

There could be more institutions or organizations that are important for the project, but at this
moment no other actors are known yet.

2 For more information about the competitor analysis, see the Skills & Values mechanism of paragraph 6.1.2,
page 28-30
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Appendix 5: List of used business plans TKF

Title: Onderzoek naar toepassing van scheepskabel in scheepsinstallatiemarkt
Authors: Bart Swinkds and Payman Sarrafi
Y ear: 2001

Title UMTS
Authors: R. Heurmans and F. Arends
Y ear: 2001

Title: Datakabels; TKF stgppenplan
Author: Frank van der Sanden
Y ear: 2002

Titlee Communicatie via Plastic; onderzoek naar gebruik van polymer optical fibrein een
local area network

Author: M.G.B. Borgman

Y ear: 2003

Title Onderzoek nichemarkten 2005-2006
Authors: Robert Franke and Gerrit-Jan Hilderink
Y ear: 2004

Title: Onderzoek Niche Markt Heat Tracing
Authors: Sanne de Goede and Emiel Snippert
Y ear: 2005
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Appendix 6: Questionnaire Quick Scan (including an explanation the aspects)

This appendix consists of two parts:
1. Thequestionnaire for the quick scan, which was used in paragraph 6.3.4...
2. Anexplanation of the aspects in the questionnaire.

Questionnaire Quick Scan Idea-phase

Importance
for the
quick scan

General Market Analysis
General explanation idea
Macro-analysis
Geographical focus
Market segmentation

General project information
Link with existing portfolio
Resemblance TKF strategy
Expected project time

Qualitative information
Distribution network
Customers

Competitors

Other important actors
Entry barriers:

Quantitative information
Market volumes

Margins

Market expectancy
Additional costs

Internal information

Machine capacity (needed and current)
Human capacity (needed and current)
Development capacity (needed and current)




What customer and competitor information should be included?

Customers: * Groups/Types
* Names of organizations
* Size (total purchase)
* Strategy
* Desires/needs
* Supplier recommendations
* Decision-making unit
* Other distinctive information

Competitors: * Names of organizations
* Strategy and objectives
* Structure
* Geographical focus
* Product groups
* Total sales volume
* Market share
* Distribution network
* Status of recent patents
* Other distinctive information

2. Explanation of the aspects

General market analysis

General explanation Idea

A general explanation of the idea for new business development. On what market (in general)
is the idea focused and why?

Macro-analysis

An analysis towards the macro environment of the organization. The macro environment
consists of some major forces that influence the market. These sources are; (1) economic, (2)
social-cultural, (3) technological and (4) demographical.

Geographical focus
A definition of the research area. On what states/countri es/continents is the research focused?

Mar ket-segmentation with use of FAP (Functie/Afnemer/Product)

A general market segmentation with use of Function, Customer and Product. No complete and
exact market segmentation, but afirst explanation and segmentation of the market. Will give
an answer to the questions; what are the functions of the products (F)?, who are the main
customers (A)? and what type of products are sold (P)?

General project information

Link with existing portfolio
The products should be complementary to or diverted from the existing portfolio of TKF.
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Resemblance with TKF strategy
How does the market fit into the current TKF strategy? Will the project fulfill some overall
company objectives?

Expected project time
What's the expected time-to-market?

Qualitative information
Distribution network
Define the total distribution network, from supplier of raw materials to end customer.

Customers

Who are the main customers for TKF, what are there preferences and how do they operate?
These questions can be answered by describing the following aspects; groups/types, names of
organizations, size (total market purchases), strategy, desires/needs (with extra attention to
unmet needs), supplier recommendations, decision-making unit® and other distinctive
information.

Competitors

Who are the main competitors for TKF, how influential are they and how do they operate?
These questions can be answered by describing the foll owing aspects; names of organizations,
strategy and objectives, structure, geographica focus, product groups, total sales volume,
market share, distribution network, status of recent patents, other distinctive information.
Other distinctive information could be important capabilities or strengths/weaknesses of the
organization.

Other important actors
Are there more important actors in the market? There could be institutions or other
organizations that highly influence the market.

Entry barriers

Entry barriers are obstacles in the path of a firm, which wants to enter a given market.* In the
cable markets, entry barriers can play a powerful role. In the worst case, entry barriers can
make it impossible for other organizations to enter that market. Examples of well-known
entry barriers are norms and standardizations. Other entry barriers could be arrangements
between several organizations or governmental laws.

Quantitative market information

Mar ket volumes

Thetotal estimated market volume, if possible by segment (as defined in the “general market
analysis’).

Margins

The estimated margins of the different cable types.

Mar ket expectancy

The estimated growth rates of the market, if possible by segment.

% The decision-making unit is agroup of employees responsible for purchasing an item for the organization.
(from www.wikipedia.org)
* From www.wikipedia.org
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Additional costs

The estimated additional costs for TKF, when entering the market. Examples could be costs
for needed investments or for further research.

I nternal information

All internal information should include two things; (1) the current capacity and (2) an
estimation of the needed capacity. Theinternal information is divided in; machine capacity,
human capacity and devel opment capacity.
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Appendix 7: I nquiry Results

24



Inquiry Total

General Market Analysis
General explanation idea
Macro-analysis
Geographical focus
Market segmentation

General project information
Link with existing portfolio
Resemblance TKF strategy
Expected project time

Qualitative information
Distribution network
Customers

Competitors

Other important actors
Entry barriers
Quantitative information

Hans

Wim  Derk de Matthijs Rob

Bank KlumpersBoer de Heus Schurgers Average
2 4 4 4 1 3,00
3 1 1 3 4 2,40
4 4 1 3 4 3,20
5 1 4 4 2 3,20
2 3 5 4 1 3,00
2 4 5 4 2 3,40
4 2 4 5 2 3,40
2 2 2 2 4 2,40
4 4 4 4 4 4,00
5 5 3 4 4 4,20
2 3 3 2 2,50
5 3 4 3 3 3,60

Included in Quick Scan

Included in Quick Scan
Included in Quick Scan

Included in Quick Scan
Included in Quick Scan
Included in Quick Scan

Included in Quick Scan
Included in Quick Scan

Included in Quick Scan
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Market volumes

Margins

Market expectancy
Additional costs

Internal information

Machine capacity (needed and current)
Human capacity (needed and current)
Development capacity (needed and current)

What customer and competitor information should be included?

Customers:

Competitors:

* Groups/Types

* Names of organizations

* Size (total purchase)

* Strategy

* Desires/needs

* Supplier recommendations
* Decision-making unit

* Other distinctive information

* Names of organizations

* Strategy and objectives

* Structure

* Geographical focus

* Product groups

* Total sales volume

* Market share

* Distribution network

* Status of recent patents

* Other distinctive information
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4,00

4,20
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3,00
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2,60

3,20

3,00

2,00

2,60

2,00

WOIN DWW

2,20

2,50

w

WINTWININ|W|W

2,80

Pl Rk e|e w

PO IERLPINWIELIN

N WA WWIWIN|DS

1,33

3,40

2,60

2,00

3,00

3,00

2,20

3,20

2,80

NIAIBDINIDRIWIN|DMW

PO WIWIWININ|D

3,20

PIlWOWWRLIFPIWWIWIEIN

PO PMOWIW[IFEL WS

NINWWININWIN W[

1,33

Included in Quick Scan
Included in Quick Scan
Included in Quick Scan
Included in Quick Scan

Included in Quick Scan

Included in Quick Scan

Included in Quick Scan

Included in Quick Scan

Included in Quick Scan

Included in Quick Scan

Included in Quick Scan

Included in Quick Scan
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