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Management summery

This thesis focuses oninterfunctional coordination. More specifically this thesis focuses on the
potential increase of the complexity of interfunctional coordination within an organisation when an
organisation serves multiple segments of customers with different desires. Although throughout the
years market orientation literature has made alot of progress, to my knowledge, no studies have
been conducted that explores the influence of serving multiple customer segments with different
customervaluesonsolelyinterfunctional coordination.

Interfunctional coordination can be defined as the facilitation of sharing information between the
different departments within an organisation and the integration of resources to create superior
value forthe customer (Narver & Slater, 1990). It's a way in which the expectations of the market can
be communicated throughout the entire organisation (Moenaertetal., 1994; Auh & Menguec, 2005).

Within this thesis multiple potential barriers to interfunctional coordination from existing literature
are identified. These barriers are top management and culture (Narver & Slater, 1990; Day 1994),
interdepartmental connectedness and conflict (Kennedy, Goolsby and Arnould, 2003; Jaworski and
Kohli, 1993) and organisational structure (Kirca, Jayachandran and Bearden, 2005). For
operationalisation purposes the above mentioned barriers are linked to the infrastructural pillar of
the business model canvas by Osterwalder (2004).

Theresearchis firstaimed at a literature review, afterthis the theoriesfromthe literatureresearch
are tested viaan ethnographiccase study. The datais gathered viainterviews, observationsandvia
my own experience within the organisation. | tried to find out as much as possible about the
organisation, the employees and theirroutines onthe job. Second | started with collecting the actual
data for this thesis. This was done by observingthe employees whilethey were performing their
tasks as well as via conversations with the employees. The third and final step was to analyse all the
obtained datavia ethnographiccase study.

Afterthe data analysis the potential barriers of interfunctional coordination within this thesis are
categorizedinthree categories. These categories are low problematic, moderate problematicand
high problematic. The results obtained by the dataanalysis shows that the barriers top management
and culture are low problematic, the barrier organisational structure is moderate problematicand
the barrierinterdepartmental connectedness and conflict are high problematic.

The results of this thesis suggest that interfunctional coordination is complicated withinan
organisation that serves multiple segments of customers by multiple barriers. Although all these
barriers can negatively influence interfunctional coordination not all the barriers had the same
negative effect oninterfunctional coordination within the organisation. The barriersasindicatedin
thisthesis were connected to specificareas of the business model canvas of Osterwalder (2004). This
showed thatan organisations key activities as the highest potential to negativelyinfluence an
organisationsinterfunctional coordination. Eventually there were three solutions for overcomingthe
barriers of interfunctional coordination found in this thesis. These solutions were, standardization in
communication, interdepartmental teams and direct supervision.
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Chapter 1. Introduction

1.1 Background /Phenomenon
Mobile Grocery Store Inc. is an organisation founded in May 2014. Mobile Grocery Store Inc. is an
organisation that nowadays delivers groceries to companies as well as consumers. Delivering
groceriestocompaniesas well asconsumers was notthe intended idea. Mobile Grocery Store Inc.
was firstthought outto delivergroceries to the elderly and disabled. Only afterafew weeks of being
operational the first companies called with the question whether or not they could gettheirweekly
groceries delivered as well. Delivering everyday groceries to consumers as well as to companies was
seenasa huge opportunity. Mobile Grocery Store Inc. decided to also deliver groceries to a variety of
companies. This meant that Mobile Grocery Store Inc. needed to expand its focus from the business-
to-consumer market to also the business-to-business market. Soon it was noticed that the needs of
companies were significantlydifferent from that of consumers. This thesis tries to find an answerto
how an organisation interfunctional coordination within an organisation is complicated when an
organisation serves multiple segments of customers and how this can be overcome.

1.2 Research gap
Overthe yearsthe concept market orientation has made alot of progress. Since the year 1990 more
and more studies about the concept market orientation were conducted. These studies mostly
focused on what market orientation really isand whatis consists of. Consensus was sought about a
cleardefinition of market orientation (Webster, 1988; Narver & Slater, 1990; Day, 1990; Dickson,
1992). These studies established that companies who were better equipped to respond to the
changingrequirements of the market would enjoy longer lasting competitive advantages and higher
profitability. The notion that market orientation can improve competitive advantage and thus
organisations profitabilitywas supported by agrowing number of studies that suggests that market
orientationis positively associated with an organisations superior performance overits competitors
(NarverandSlater, 1990; Ruekert, 1992; Jaworski and Kohli, 1992; Deshpande, Farley, and Webster,
1993). Day (1994) suggested that although this was established literature gave managers little
guidance on how to improve external orientation of their organisation towards the market. Day
(1994) combined the results of former studies with the capabilities approach to total quality
management and strategy to come up with a comprehensivechange program for managers. Van
Egerenand O’Conner(1998) conducted a study that studied, among other hypothesis, the influence
of heterogeneity within top management on an organisations market orientation. Theirresults
shown that cohesiveness within top managementteam has a positive influence on market
orientation (van Egeren & O’Conner, 1998). Grewal and Tansuhaj (2001) studied the effect of market
orientation on organisations afteran economiccrisis. They concluded in their study that market
orientation has anegative effect on an organisations performance aftera crisis (Grewal & Tansuhaj,
2001). Anotherstudy has explored the influence of customervalue on market orientation (Zhou,
Brown & Dev, 2008). Although this study explored the influence of different customervalues on
market orientation they only looked at the influence on customer orientation and competitor
orientation, interfunctional coordination was treated within this study as a control (Zhou, Brown &
Dev, 2008). Although throughout the years market orientation literature has made alot of progress,
to my knowledge, no studies have been conducted that explores the influence of serving multiple
customersegments with different customer values on solely interfunctional coordination.




1.3 Purpose of this study
The overall purpose of this study is to examine how serving multiple different customers segments
can complicate interfunctional orientation and how this can be overcome by an organisation. The
research question thisthesistendstoansweristwo folded:

How to deal with the complexity of interfuctional coordination of serving two different
market segments?

How can companies overcome such complexities?

1.4 Theoretical positioning
Thisthesisistheoretically positioned within market orientation literature of Narver & Slater (1990).
The core theoretical domains thisthesis contributestoisinterfunctional coordination.

1.5 Research strategy and data
Earlier conducted research concluded that higher competitive advantage and higher profitabilityis
associated with an organisations market orientation. The datafor this thesis will be gathered within
the organisation Mobile Grocery Store Inc.. The data will be gathered fromtwo and a half years of
own experiences at Mobile Grocery Store Inc.. Dealing with everyday problems and actively
contributing to all the activities undertaken by Mobile Grocery Store Inc.. Also datawill be generated
viainterviews with employees of Mobile Grocery Store Inc..

1.6 Expected contribution (value) of the study
The theoretical relevance of this thesisis as follows. Although a fairamount of literature has been
written about market orientation and how organisations can become more market orientated this
thesiswill try to contribute to market orientation literature by combining existing literature tofind
out if existingliteratureis also applicable to organisations who serve two significantly different
segments of customers and viathis contribute to existing literature.
The practical relevance of this thesisisas follows. This thesis willtry to give organizationsaninsight
into how they can overcome the complications forinterfunctional coordination when serving
multiple segments of customers.

1.7 The outline of the thesis
Chapter 2: Literature review. Inthis chapterthe basic principles and existingwork in the field of
interfunctional coordination will be discussed in more depth.
Chapter 3: Methodology. Inthis chapterwill be discussed how the datathat will be analysedin this
thesis was gathered.
Chapter 4: Data analysis. In the data analysis chapterthe datagathered forthis thesiswill be
analysed sothat conclusions can be drawn fromiit.
Chapter5: Results. Inthe results chapterthe results gained from the dataanalysis will be givenand
discussed.
Chapter6: Discussion. In this chapterthe contribution that this thesis makesto the field of study will
be discussed. Also the limitations of this thesis will be discussed. Furthermore directions for future
research will be given. Finally this chapter will end with afinal conclusion that answers the stated
research questions.




Chapter 2. Literature review
An organisation can chose to serve multiple customer segments. When an organisation decides to
delivertheir products or services to multiple customer segments this organisation has a

differentiation strategy. An organisation that wantsto serve two or more segments of customersis
destined to face some organisational problems when the segments of customers have different
desiresandvalues. Forexample one segment of customers desires low pricing while the other
segment of customers does not desire low pricing but wants excellent service. This canresultin the
organisation tryingtofulfil all the desires of both segments of customers with one strategy which
means the organisations ends up with not completely fulfilling the desires of either segmentandvia
thisis not able to attain customersfora longerperiod of time (Narver & Slater, 1990). In this chapter
interfunctional coordination will be discussed in more depth. What are the challenges an
organisation faces with interfunctional coordination when this organisation servestwo ormore
segments of customers? Finally this chapter willend with drafting up a framework via which the data
for the thesis will be gathered.

2.1 Interfunctional coordination
Interfunctional coordinationis hypothesized as the third component of market orientation by Narver
and Slater (1990). The othertwo components of market orientation are customer orientation and
market orientation (Narver & Slater, 1990). Interfunctional coordination facilitates the sharing of
information between the different departments within an organisation and the integration of
resourcesto create superiorvalue forthe customer (Narver & Slater, 1990). Interfunctional
coordinationisthe specificstructure of an organisation that facilitates the communication within the
organisation between the different departments of an organisation (Gatignon & Xuereb, 1997). It is
hypothesizedin this thesis thatinterfunctional coordination can become problematicforan
organisation thatservestwo or more segments of customers. In this paragraph a deeper insight will
be givenintointerfunctional coordination.

Existingliteratureabout market orientation stresses the importance of an organisationto be able to
learn aboutits customers andits competitorsto be able to continuously reactto changesin the
existing marketas well asto be able to act onthe changesin prospective markets. A behavioural
definition about market orientation is given by Kohli and Jaworski (1990). It is stated that market
orientationis “the organisational wide generation of organisations intelligence across departments,
and organisational wide responsiveness to these changes”. This definition about market orientation
describesclearly all the activities an organisation needs to undertake about collectinginformation
about customerneeds as well as the influence of technology and environmental forces such as
competition. The definition Narver and Slater (1990) give about market orientation follows the same
path. Narverand Slater (1990) hypothesizethat market orientation consist of three behavioural
components, customerorientation, market orientation and interfunctional coordination. Here
interfunctional coordination can be seen as the utilization of organisations resources to create
superiorvalue fororganisations customers (Narver & Slater, 1990). Interfunctional coordination
allows the communication and exchange of information between different departments of an
organisation (Moenaertetal., 1994). Other literature describes interfunctional coordination as the
ability of an organisations different functional areas by making sure everyonein the organisation has
the same goal in mind and by minimizing conflict within the organisation so the organisation can
profitfromthisas a whole (Auh & Menguec, 2005). For an organisationto be able to continuously




respond to the everchanging conditions of the market this organisation needs to be market driven.
In a marketdriven organisation to processing of information is more systematictheninan
organisationthatisinternally driven. This means to organisation can more quickly respond to the
changesinthe market(Day, 1994). A marketdriven organisation distinguishesitself from aninternal
driven organisation by its ability to see trends and changesin the market before its competitors do.
These organisations are more able to quickly respond and take action to changes and viathisretain
or attract customers. Amarketdriven organisation can quickly act on new information becausethe
assumptions about the market are broadly shared throughout the entire organisation. The capability
to quickly anticipate to changesinthe marketis based on superiority in each step of the process
withinthe organisation (Day, 1990). Within the existing literature of Damanpour(1991) itis stated
that greaterinterfunctional coordination leads to more organisational innovation. Damanpour (1991)
found a positive relation between an organisations interfunctional coordination and an organisations
cross-functional communication.

Interfunctional coordination assures thatall the departments within an organisation participate in
the creation of additional value forthe targeted customer (Porter, 1985). Interfunctional
coordination facilitates the sharing of information between the different departments within an
organisation and the integration of resources to create superiorvalue for the customer. It’'sawayin
which the expectations of the market can be communicated throughout the entire organisation
(Moenaertetal., 1994; Auh & Menguec, 2005). Following Im and Workman (2004) interfunctional
coordination reflects the level of communication, interaction and sharing of information within an
organisation. The sharing of marketinformation throughout the organisationis crucial for
interfunctional coordination (Im & Workman, 2004). Additional customervalue can be created
throughoutthe entire value chain of the customer, this means thatitisimportantthat all the
departments of an organisation work together. Because anindividual within any department of an
organisation can create additional value for the customer(Narver & Slater, 1990). The departments
of the organisation need to be integrated with each other. The focus within the departments needs
to be towards the entire organisationinstead of towards their own departments, only then within
every departmentvalue can be created towards the customer.

For an organisation that servestwo segments of customers interfunctional coordination can become
challenging. Especially when the wants, desires and needs of the two segments of customers are very
different from each other. This can resultin a lot of noise within the communication and integration
between the different departments of the organisation. Because of the scope and complexity of
sharinginformation throughout an entire organisation, managing interfunctional coordination by
itselfisvery challenging (Auh & Menguec, 2005). It might be wise for an organisation thatservices
multiple segments of customers to differentiate internally. This means forexamplethatan
organisation has different marketing departments of different segments of customers. For
interfunctional coordinationitis veryimportantthatall the departments within the organisation are
extremely sensitive and responsive towards the needs of other departments within the organisation
(Narver & Slater, 1990) only then all departments can contribute to creating superior customervalue.

Day (1994) suggests thatthe emerging capabilities approach to strategy offers avaluable perspective
on how an organisation can achieve market orientation. Day (1994) combined the results of former
studies with the capabilities approach to total quality management and strategy tocome up witha




comprehensive change program. The emerging capabilities approach to strategy givesan
organisation avaluable insightinto how to achieve and sustain market orientation. Itis mentioned
that on the one hand the difficult toimitate capabilities of an organisation can be an important
source of competitive advantages and on the otherhand also the strategic positioning of the
organisationisstill veryimportant. This means that an organisation should not only look for distinct
capabilities within the organisation, but the organisation also needs to have ashared organisational
wide understanding of the structure of the market, the needs of the targeted customersegments en
the trendsin the environment of the market. Superior performance of an organisation overits
competitors can come from an internal focus on operational excellence and an external focus on
customer satisfaction (Day, 1994).

It isimportantthat the external realities such asthe needs of the target customersegmentandthe
trendsinthe environment are brought to the attention of the organisation. Day (1994) found two
distinct capabilities that are extremely importantin bringing these externalrealities to the attention
of the organisation. The firstis the market sensing capability and the second is the customerlinking
capability.

Menguc and Auh (2006) look at interfunctional coordination from a social capital perspective.
Menguc and Auh (2006) suggest thatinterfunctional coordinationisakeyform of internal social
capital. Social capital theory states that networks within an organisation generatevalue forthe
organisation by providing the different departments of an organisation access to social resources
(Nahapiet & Ghoshal, 1998). An organisations social capital can be divided into three dimensions.
These dimensions are structural, relational and cognitive. The structural dimension can be explained
as the patterns of connections between the different departments of an organisation. The relational
dimension can be explained as the interaction between the different departments of on
organisation. The lastdimension, the cognitive dimension, can be explained as the resources of an
organisation that contribute to a shared believe and interpretation between the departments of an
organisation (Mengucand Auh, 2006).

Menguc and Auh (2006) suggest thatinterfunctional coordination reflects all of the above mentioned
dimensions of social capital. This indicates that interfunctional coordination can also be understood
as mechanism within an organisation forenhancing common goal within the organisation. This
suggests thatinterfunctional coordination can be seen as a way to betteran organisations
communication and collaboration between the different departments of an organisation (Menguc
and Auh, 2006).

As shown inthe above mentioned literature, interfunctional coordination is looked at from different
perspectives by different authors. Kohli and Jaworski (1990) and Naverand Slater (1990) look at
interfunctional coordination from a behavioural point of view. Opposite to the taken behavioural
point of view as suggested by Kohli and Jaworski (1990) and Naverand Slater (1990), Day (1994)
suggested that by looking at market orientation and thus interfunctional coordination with the use of
the emerging capabilities approach to strategy a valuable insight into an organisation market
orientation can be achieved. Last Mengucand Auh (2006) look at interfunctional coordination from a
social capital perspective. They suggested thatinterfunctional coordinationis akey form of internal
social capital of an organisation (Mengucand Auh, 2006). These examples from existing literature
show the great diversityin literature with regard to interfunctional coordination.




2.2 Potential barriers of interfunctional coordination
Interfunctional coordinationis defined by Narverand Slater (1990) as the “integration and
collaboration of various functional departments within an organisation as a way of enhancing
communication and information to better meet the organisation’s goals”. Interfunctional
coordination describes the ability of afirms different departments to betterthe organisation by
putting aside the different views of the departments and by working around the conflicts between
the departments (Auh & Menguc, 2004). Han, Kim and Srivastava (1989) state that the extent of
interfunctional coordination can be coordinated through a variety of integration mechanisms. These
integrations mechanisms are the frequency of committee meetings, the number of face -to-face
contacts invertical and horizontal meetings and the degree of decision making sharing between
departments.

But how can interfunctional coordination be complicated within an organisation? This paragraph will
give an insightinto the barriers of interfunctional coordination derived from previously done
research.

2.2.1 Top managementand culture
The top management of an organisation shape the organisations values and orientations (Webster,
1988). This indicates that the emphasis of top management towards market orientation and thus
interfunctional coordination has a positive impact on the level of an organisation its market
orientation (Narver & Slater, 1990; Day 1994).

For organisations to have an effective interfunctional coordination the culture of the organisation
needsto provide the necessary norms for behaviours towards to organisational development and
the responsiveness towards marketinformation (Narver & Slater, 1995). A market based culture
within an organisationis crucial foran organisation and the importance of this cultural perspective is
strongly supported within previous literature (Day, 1994, Narver & Slater, 1990; Deshpande etal.,
1993, Lafferty & Hult, 2001). It isimportant foran organisation to place high priority on delivering the
highest customervalue while considering all the interest of the other key stakeholders of the
organisation (Narver & Slater, 1995).

Market orientation within an organisation provides strong norms for the sharing of information
between the departments of an organisation to reach consensus about the meaning of the gained
information (Day, 1994). When done correctly the business can adequately respond to the
developing needs of current and potential customers (Narver & Slater, 1995).

Although an advantages over competitors can be gained by an organisation by deploying a culture
with strong norms forthe communication of information between different departments of an
organisationthere are some potential pitfalls. Forexamplea pitfall foran organisation that claims to
be market orientated can be that the external focus of the organisation becomes too narrow.
Informationis collected about existing markets and competitors thus ignoring potential emerging
new competitors and customers (Narver &Slater, 1995). Another pitfallcan come fromthe fact that
informationis only acquired about an organisation competitors and customers and othervaluable
sources of information are overlooked. Additional sources of information can be the suppliers of an
organisation or universities (Narver & Slater, 1995). The role of culture towards market orientation
has gained alot of attentioninrecentyears. An organisation that creates a market orientated culture




withinthe organisation and combines this with entrepreneurship and the appropriate organisational
climate can only achieve maximum effectiveness (Narver & Slater, 1995).

2.2.2 Interdepartmental connectedness and conflict
Interdepartmental connectedness can be seen as the formal and informal contact that employees
have with one anotherwithin an organisation across the various departments within the organisation
(Kennedy, Goolsby and Arnould, 2003). Interdepartmental connectedness can positively influence
market orientation and thus interfunctional coordination becauseitleadsthe greatersharingand use
of information (Kennedy, Goolsby and Arnould, 2003). Openness in de communication between the
employees of different departments within an organisation is positively associated with a quick
responsivenesstothe desires of customers (Han et al, 1998). When the communication across
different departments within an organisation becomesintegrated with each otherthe problem
solving capabilities of the employees are enhanced by working towards acommon goal (Zaltman,
Duncan & Holbek, 1973).

A problem arises when employees within different departments do not open up towards one
another, this will resultin departments falling back on theirroutines for problem solving. This will
reduce creativeness and risk taking within the departments (Zaltman, Duncan & Holbek, 1973).
Information sharing between departments can be complicated when conflict between the different
departments within an organisation arises. Interdepartmental conflict can arise between
departments when the goals that departments pursueare different from each other. This will lead to
departments pursuing different needs of the market and not collaborating with each other (Jaworski
and Kohli, 1993).

2.2.3 Organizational structure
Formalization and centralization are two variables of organizational structure that can influence
market orientation of an organization and thus interfunctional coordination (Kirca, Jayachandranand
Bearden, 2005).

Formalization with an organization refers to the degree of clear definition of the roles of employees
within an organisation, set procedures and rules. This can have a negative effect oninterfunctional
coordination with an organisation because it complicates the sharing of information with
organisations which can cause an organisation to not effectivelyrespond to changes within the
market (Jaworski and Kohli, 1993).

Centralization within an organisation refers to the degree of delegation of authority throughout the
organisation. Centralization limits the number of employees within an organisation who are
authorized to make decisions. This can have a negative effect oninterfunctional coordination
because it complicates the utilization and dissemination of information throughout the organisation
(Matsuno, Mentzer, and Ozsomer 2002).

2.3 Conceptual model
For the purpose of this thesis the infrastructural pillar of the business model canvas by Osterwalder
(2004) is combined with the above mentioned barriers of interfunctional coordination. With the use
of the business modelcanvas of Osterwalder (2004) the problem areas of interfunctional
coordination will be mapped.




The infrastructural pillaras mentioned by Osterwalder (2004) describes the way in which
organisations delivervalue forits customers. Its shows what is necessary for an organisation to
delivervalueforits customers. The infrastructural side of the business model canvas as invented by
Osterwalder(2004) consist of three so called building blocks. These building blocks are key resources,
key activitiesand key partners. These three building blocks can be found on the left hand side of the
business model canvas asinvented by Osterwalder (2009).

In the business model canvas of Osterwalder (2009) the key resources building block describes the
mostimportant assets of an organisation to create value forits customers. The building block key
activities describe the mostimportant things an organisation mustdoin orderto make the business
model work. And the third building block of infrastructural management, key partnerships, describes

the network of suppliers and partner of an organisation that make the business model work
(Osterwalder, 2009).

Withinthisthesisthe barrierculture is combined with the building blocks key resources and
partnerships. Within the organisation a culture needs to be created which contribute toan
organisationsinterfunctional coordination. (Narver & Slater, 1995). The barrier organizational
structure is also combined within the building block key resources. The structure of an organisation
can contribute to an organisations interfunctional coordination (Kirca, Jayachandran and Bearden,
2005). The barriertop management and interdepartmental connectedness are combined within the
building block key activities. Top management as well as the interdepartmental connectedness
between departments within an organisation can contribute to an organisations better
interfunctional coordination within the organisation (Webster, 1988; Jaworski and Kohli, 1993). The
third building block as mentioned by Osterwalder (2004) is key partnerships, vital information foran
organisation can be obtained not only viaan organisation customers and competitors butalsoviaan
organisations suppliers (Narver & Slater, 1995). The followingtable shows the barrier of
interfunctional coordination with their corresponding building block.

Barriers of interfunctional coordination Building block
Top management Key activities
Culture Key resources/ Partnerships
Interdepartmental connectedness and conflict Key activities
Organisation structure Keyresources

Table 1: Barriers and their corresponding building blocks.

Itis proposedinthisthesisthatitbecomeschallenging foranorganisationto have an effective
interfunctional coordination when the organisation serves two or more segments of customers. To
have an effectiveinterfunctional coordination there must be effective and efficientinformation
sharingbetween the different departments within the organisation, also the resources of the
organisation must be alignment with one anotherin orderto eventually create asuperiorvalue for
the customer (Narver & Slater, 1990). The infrastructural building block as invented by Osterwalder
(2004) give an insightinan organisations key resources, key activities and key partnerships that help
the organisation to create value forits customers. As mentioned above infrastructural management
as well asinterfunctional coordination can have a positive effect on the perceived customervalue of




an organisation and thus on the profitability of an organisation (Narver & Slater, 1990; Osterwalder,
2004). But is effective and efficientinterfunctional coordination still possible in an organisation that
serves multiple segments of customers with different needs and desires?

An organisation needs to have specific capabilities or key resources in orderto provide value for the
customer (Osterwalder, 2004). These capabilities are depended upon the assets and the resources of
a specificorganisation. Itisimportanttolook at the infrastructure that creates delivers and captures
value. Withinthe key resources pillaritis shown which assets are indispensable within the
organisation. The key activities simply show which activities the organisations needs to be able to
performwell. And the key partnership shows who can help an organisation leverage the business
model because an organisation will not be able to have all the key resources within the organisation
(Osterwalder, 2009). But what if the desired value of the customers differs between the different
segments of customers. Forthe purpose of thisthesisitisimportantto take a closerlook at the
internal activities of an organisation that help to create the desired value forthe customer.

When the customervalues low costs an organisation must create the supply chaininsuchan
efficient way that that itdrives down costs. But when the othersegment of customers does not value
low cost butvalues high service. These are two completely different views on value and to de liver the
highest possible service higher cost are associated with this. This means the price of the productor
service will goup and the segment of customers that desire low cost will probably go toa competitor
that deliverslowerservice butalsolower costs forthe product or service. Thisis only one example of
conflict that can arise within an organisation when an organisation serves multiple segments of
customers and these segments value different things.

Itisstatedin the above mentioned literature thatinterfunctional coordination as well as
infrastructural management can positive contribute to the value creation forthe customerand can
helptocreate a sustainable highervalue forthe customer (Narver & Slater, 1990; Osterwalder,
2004). Based on the above mentioned literatureit can be hypothesized that when an organisation
serves different segments of customers with different value perspectives interfunctional
coordination becomes very challenging foran organisation. To deliverthe highest possiblevalue for
an organisation, an organisation hasto allocate its resources in such a way that this can be
accomplished (Osterwalder, 2004). Alsothe key activities an organisation has to undertake to deliver
the highest perceived value for the customer differs from each otherwhen an organisation serves
multiple segments of customerthat perceive value differently. Because key activities are activities
that an organisation hastoundertake to deliverthe highest perceived value forthe customer
(Osterwalder, 2004). It can also be assumed that because of the difference in perceived value by the
different segments of customers’ different supplierare needed. Partners of an organisation can help
an organisationin delivering the highest value for the customer (Osterwalder, 2004). Thisindicates
that interfunctional coordination can become very challenging for an organisation when the desired
value of the segments of customers differ because the resources, activities and partnerships of the
organization have to serve to purpose of creating the highest value of one segment of customers.




Vialiterature research multiple variables have been identified and theirrelation to interfunctional
coordination. The framework shown infigure 1gives aconceptual model.

Different key
Resources

Different High difference : Problematic
Different key . . Internal
o interfunction . o
activities differentiation

customer regarding
segment customer value coordination

Different
parnerships

Figure 1. Conceptual model.

Chapter 3. Methodology
This chapter will discuss how an answerto the research question willbe generated from an empirical
point of view. The research was firstaimed at the literature review, after this the theories from the
literature research willbe tested viaan ethnographiccase study. The data is gathered viainterviews
and viamy own experience in the organisation.

3.1 Type of research
The type of research inthis thesisis qualitative. Qualitative researchis interpretive and subjective. It
isnot about the facts and numbers but more about the how and why question (Maxwell, 2008).
Qualitative research can be described as ‘qualitative research is a means forexploring and
understanding the meaning individuals or groups ascribe to a social or human problem’ (Creswell,
2009). The existing literature in the field of study is combined with each other (Narver & Slater, 1990;
Osterwalder, 2004, Day, 1994, Porter, 1985). It is explored to what extend and why the barriers of
interfunctional coordination combined in Osterwalder’s (2004) infrastructural management block can
have a negative effect on effective and efficient interfunctional coordination when an organisation
serves multiple segments of customers. The effect of interfunctional coordination and infrastructural
management onvalue creation towards customers have been investigated separately (Narver &
Slater, 1990; Osterwalder, 2004). The effect of infrastructural management on interfunctional
coordination when an organisation serves multiple customers has, to my knowledge, not yet been
investigated in existing literature.

3.2 Research strategy
The goal of thisresearchis to find out to what extend and why an organisation needs to differentiate
internally when an organisation serves multiple customers in different segments that have different
appreciations of value. The goal of this thesis was thought out on forehand. Thisresearch will
contribute to market orientation and in specifictowards interfunctional coordination. The research
doneinthisthesis contributestothe domain of organisations who deliver groceries. Because of the
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specificcharacteristics of these organisationsitis unlikely that the results of this research can be
generalized towards other markets.

The research will be based upon my own experience as owner of the organisation in dealing with the
everyday processes within the organisation Mobile Grocery Store Inc. aswell oninterviews.
Interviews are commonly used within qualitative research (Creswell, 2009). The interviews were held
face-to face with employees of the organisation Mobile Grocery Store Inc.. These are all employees
that eitherwork from the start of Mobile Grocery Store Inc. at the organisation or now work for
more than a year at the organisation. This type of datagatheringis called ethnographicresearch.
Ethnographicresearchisa type a qualitative research were acombinationis made between face-to-
face interviews and own experiences (Visconti, 2010). Ethnographicresearchis about obtaining
information as well as analysing the obtained information (Rosen, 1991). The questionsforthe
interview are asked without the awareness of the interviewee. The questions from the interview are
askedthroughout normal conversation between the researcherand the interviewee (Visconti, 2010).
The goal isto generate data based on existingliterature as well as from the interviews and my own
experience tosee if interfunctional coordination becomes challenging for an organisation that serves
multiple customers with different needs and values.

The respondents forthe interviews were selected on the basis of experience in the organisation
Mobile Grocery Store Inc.. Only employees who worked for more than a year at the organisation
wereinterviewed.

3.3 Research method
The research started with an extensiveliterature research towards market orientation, and primarily
towards interfunctional coordination. In existing literature the relationship between interfunctional
coordination and customervalue was sought out. The literature review also consisted of identifying
barriers that that have an effect oninterfunctional coordination within an organisation.

The respondents forthe interviews were selected based on afew criteria. The respondents are all
employees of the organisation Mobile Grocery Store Inc. who at least worked for more than one year
at the organisation. Forthe interviews the give differentinsights the employees who are interviewed
all preform different tasks within the organisation. Because of the size of the organisation there was
alot of overlap between the tasks the employees performed.

3.3.1 Interviews
Data for this thesis was obtained viaan ethnographic case study. Thisindicates that the sample of
interviewees hadto be choseninsuch a way thatthe most competentemployees for the interviews
were chosen (Visconti, 2010). This to obtain the mostvaluable and relevantinformation (Visconti,
2010). The sample also needed to be varied and contrasted to maximize the chances of obtaining a
variety of interpretations (Visconti, 2010).

Questions asked withinthe interview were related to the barriers of interfunctional coordination as
mentioned inthis thesis as well as towards the complexity of dealing with multiple customer
segments and when this complexity arises within the organisation how thisis dealt with within the
organisation. The interview questions were thought of on forehand so they could be asked duringa
conversation withanemployee however duringthe interviews questions wereadded by the

11



interviewer to obtain more detailed information about ananswertoa questionsothe interviewer
really obtained to most relevant answers to the questions (Collis & Hussey, 2009).

Because of the researchers everyday participation within the organisation the gap between the
interviewees and the researcher wasreduced. This meant that a higher potential for more relevant
and reliable data was established (Visconti, 2010). A higher potential forrelevantand reliable data
was obtain by this because boundary’s between the researcherand the interviewees was blurred
which meantthe interviewees became more honestand open with theiranswers because they did
not had the feelingthatthey were beinginterviewed (Visconti, 2010).

The interview was structured in such a way that the question asked during the conversations with
employees were related to the barriers of interfunctional coordination as well as to complexity. After
the interviews were conducted the obtained data was written down and analysed.

Duringthe conversations with the employees of Mobile Grocery Store Inc. questions were asked
aboutthe barriers of interfunctional coordination and dealing with complexity within an organisation
that serves multiple segments of customers. Forexample, the interviewer asked an order pickerif he
or she evergained some interesting information from asupplierand how this order pickerdealt with
thisinformation.

Although guidelinesfor questions where though out on forehand because of the everyday
participation within the organisation it could not be anticipated which obtained data would be most
relevant. This meant that almost everything had to be observed and recorded (Visconti, 2010).This
meantthat data was obtained viainterviews as well as via observation (Van Maanen, 1979). For
example l observed an order picker (someone who collects all the needed groceries foran orderand
makes themready to be delivered) doing hisjob earlyinthe morningand went with a delivereron
hisroute to deliverthe groceries. Also | attended formal meetings with the organisations accountant.
When data would only be generated via observation this datawould have little meaning because the
researchers had no accessto perceptions, values and beliefs of the interviewees (Visconti, 2010).

3.3.2 Data analysis
Within ethnographicresearchitisimportantthatthe researcher gives alternativeinterpretations
aboutthe obtained dataand arguesin favourof it as well as againstit. This sothe credibility
increases (Visconti, 2010). Afterthe interviews were conducted asummary was made of the most
importantanswers given during the interviews. First of all the answered gained from the interview
were all written down right afterthe interview. Within ethnographicresearch the dataanalysis stage
isan interpretative process (Visconti, 2010). Viaiterative data analysis consensus about the obtained
data can be generated. The interpretation of the datafromthe researchers can hereby be shared by
the interviewee (Visconti, 2010). This was done within this thesis by discussing interpretations of the
answers given by the interviewee to see whetherornotthe answers were interpreted by the
researchers asthey were intended by the interviewee. By doing this the relevance of the obtained
data was increased (Visconti, 2010). Because the questionsinthe interviews were related to
complexity of serving multiple customer segments and the barriers of interfunctional coordination
the final answers given by the interviewees, after making sure the interpretation of the given
answers were as intended by the interviewee, could be compared to each other. The following tables
show the number of interviews and with who (table 2) and the number of observations, withwhom
and the occasion (table 3).
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Interview | Withwhom

Co-founder

Orderpicker1

Orderpicker?2

Orderpicker3

Deliverer1

Deliverer2

Accountingemployee

Marketingemployeel

O |0 |IN[([Oo|n|[H]|WIN|[F

Marketingemployee2

=
o

Website development

[y
[N

Website maintenance
12| Intern

Table 2. Number of interviews.

Observations| With whom Occasions
1| Marketing employees/website development employees Ad hocmeeting
2| Marketing employees/accountingemployee Ad hocmeeting
3| Owners/order pickers Ad hocmeeting
4| Accountingemployee / marketing employees/owners Formal meeting
5| Supplier/ owners Formal meeting
6| Owners/all employees Formal meeting

Table 3. Number of observations, with whom and the occasion.

Chapter 4. Data analysis
This chapter will first discuss the structure of the organisation Mobile Grocery Store Inc. were the
data for thisthesis was obtained. Second this chapterwill discuss how the datafor this thesis was
obtained and how the data for this thesis was analysed.

4.1 Organisational structure
For thisthesis | examined how interfunctional coordination within the organisation Mobile Grocery
Store Inc. can be complicated when an organisation serves multiple segments of customers and how
thisis overcome by Mobile Grocery Store Inc.. Mobile Grocery Store Inc. is a privately owned
company located in the eastern part of the Netherlands. Mobile Grocery Store Inc. is an organisation
that delivers everyday groceries to consumers as well as other organisation such as day-cares and
small and medium sized enterprises. Within the organisation it was noticed that the demands of
consumers and organisations were different from each other.

4.2 Results
My research within the organisation Mobile Grocery Store Inc. started with observing how the

employees within the organisation Mobile Grocery Store Inc. dealt with these differencesin demand.

My field work lasted for a total of four months. Although, as co-founder of the organisation, alot of
information was obtained before writing this thesis. For obtaining the dataforthisthesis | drew upon
the principles of organizational ethnographicresearch (Van Maanen, 1982). First | entered the social
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setting of the employees. This meant getting to know the employees and participatingin the daily
routines of the employees (Visconti, 2010). Here my approach followed Feldman (2000). | tried to
find out as much as possible about the organisation Mobile Grocery Store Inc., the employees and
theirroutinesonthe job. Second | started with collecting the actual datafor this thesis. This was

done by observingthe employees while they were performing their tasks as well as via conversations

withthe employees. Intotal | have studied the nine potential problems associated with the four

above mentioned barriers of interfunctional coordination. Key words with regard to the barrierso
interfunctional coordination from the conversations with the employees were written down. The

keywords from the conversations were linked to the barriers of interfunctional coordination as found

in existing literature(Narver & Slater, 1990; Day 1994; Narver & Slater, 1995; Deshpande etal., 1993,
Lafferty & Hult, 2001; Kennedy, Goolsby and Arnould, 2003; Han et al, 1998; Zaltman, Duncan &
Holbek, 1973 Jaworski and Kohli, 1993; Kirca, Jayachandran and Bearden, 2005; Matsuno, Mentzer,

and Ozsomer2002) and also which employee mentioned it was written down. Afterthis the obtained

data was analysed viaiterative dataanalysis (Visconti, 2010). The data as interpreted by me was

shared with the employee. This was done so that consensus about the obtained datawas generated

(Visconti, 2010). The third step in analysing the data was to compare the obtained datawith the

theoriesfoundin existing literature. This was done to see whetherthe relationships as mentionedin

existingtheoryalso where found in my observations and conversations with the employees. Finally
the results obtained from my observation and from the conversations with the employees where

written down.

Table 4 shows the observed potential problems that can arise at the organisation Mobile Grocery
Store Inc. withregard to interfunctional coordination and the key informants associated with this.

Barriers of interfunctional
coordination

Potential Problems

Key informant

Top management

Emphasistowards market
orientation (1)

Co-founders /owners

Culture Normsfor communication (2) Co-founders/owners, order
Collection of informationabout | Pickers, deliverers, accounting
customers (3) personnel, marketing personnel,
Use of othersources of website maintenance personnel
information (4)

Interdepartmental Opennessincommunication (5) | Co-founders/owners, order

connectedness and conflict

Integrated communication
between departments (6)

Common goals of departments

(7)

pickers, deliverers, accounting
personnel, marketing personnel,
website maintenance personnel,
intern

Organisation structure

Clear definition of goals
(formalization) (8)

Employees authorized to make
decisions (centralization) (9)

Co-founders /owners, order
pickers, deliverers, accounting
personnel, marketing personnel,
website maintenance personnel

Table 4. Barriers of interfunctional coordination, the potential problems and the key informants.
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Chapter 5. Results

5.1 Main findings
In this chapter the results obtained via the dataanalysis will be shown and discussed. The potential
barriers of interfunctional coordination are categorized in three categories. These categories are low
problematic, moderate problematicand high problematic. Table 5showsthe potential barriers
categorizedin one of the three categories (low, moderate or high problematic) and how the problem
isexperienced within the. Afterthis the three categories (low, moderate and high problematic) will
be discussed in more depth.

Experience of the barrier

Within the organisation Mobile Grocery Store Inc. these potential
barriers of interfunctional coordination are experienced as low
Low problematic (1, 2,3 & 4) | problematic. The problemsthatdo arise are easily overcome. For
example about whatinformation gained is relevant for which
segment of customers.

Within the organisation these potential barriers were experienced
as moderate problematic. The employees were given clear
definitions of theirgoals but these goals were different for the
different segments of customers and for each department. Which
sometimes caused confusion and discussion within departments
Moderate problematic (8 & 9) | and between departments. This letto everybody within the
organisation being busy with theirown tasks which complicated
the sharing of information between the departments. Employees
always had to check with the owners when adecision hadto be
made. This was experienced by the employees as slowingthem
downwhen doingtheirjob.

These barriers of interfunctional coordination were experienced
as highly problematicwithin the organisation. Although a lot of
informationis shared within the organisation it was notalways
clearto which segment of customers the information was
intended. Communication between the departments was made
more easily by implementing a database were information was
shared. But although this database was implemented the goals
withinadepartmentand between departments shifted alot. An
employeealways needed to keep in mind with which segment of
customersthey were dealing with atthe moment. Thisalsoled to
different departments working on different goals at the same time
which caused confusion and friction within the organisation.

High problematic (5,6 & 7)

Table 5. Main finding.




5.2 Low problematic barriers
The barriersthat were experienced as low problematicwith the organisation Mobile Grocery Store
Inc. were the emphasis towards market orientation, the norms for communication, the collection of
information about customers and the use of othersources of information.

These four potential barriers forinterfunctional coordination were experienced in the organisation as
low problematic. While | was talking about the emphasis of the organisation towards market
orientation the co-founderstarted talking about how they always wanted to obtain as much
information as possible about customers, competitors and suppliers. And that this was done via
talking with suppliers and customers. Information was also gained viathe news and internet, but
when | asked himwhat was done with thisinformation the answerwas rathershort,

“we discuss the information that we gain with all the people within this organisation in the sense that
we tell them aboutit, | guess not much else is done with it besides that, we don’t have a database or
something were we store information although this might be wise to implement at some time” (co-
founder).

My experience when talking with the order pickers and the deliverers was quite the same. One order
pickersaid to me the following,

“When | am working at six in the morning the suppliers start delivering their products here one by
one. Sometimes | hear something about a new development at one of the suppliers which might
benefit us too, butl don’t have something where | can write it down and then a few hours later |
forgotaboutitanddon’ttell it to anyone (order picker 1).

A deliverersaid something to me that was quite the same,

“when | deliver the groceries to the customers | always hear a lot suggestions from the customers
abouthow we might be able to upgrade our service to that it will better suitthe wants of the
customer, butthere is no place where | can write this down and when | am done with my deliveries
mostof the time | already forgot about it and go home without telling anybody (deliverer2).

Anotherproblem came tolight when lasked if he knew with whom he should share the obtained
informationandif he neededto share information about consumers and business customers with
differentemployees throughout the organisation. He stated the following,

“I don’t know with whom | need to share information | gained from the different types of customers,
this also made it harder for me to share it and often lead to me not telling anybody about jt”
(deliverer?2).

Afterthis| roughly asked them all the same question, what do you think will helpyouinsharingthis
information with the personitwasintended for? Like the co-founder who stated thatit might be
wise toimplement adatabase whichisaccessible for everybody within the organisation the order
pickerandthe delivereraswell stated thatl would be convenientforthem if there was a place
where they could write down the information that was obtained right after the momentit was
obtained by them.
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The co-founderand me discussed this with each other and sought a way to make it easierforthe
workforce to share the data and also to make sure importantinformation obtained throughout the
day was written down instead of forgotten and lost. Eventually the solution was rather easily found.
We implemented a database that was accessible for everyone within the organisation atany
momentintime. With this we standardized the flow of information within the organisation. When |
asked the same order picker about histhought about the database he shared with me the following,

“now when | obtain information from a supplierand I think this might be relevant for management|
write it down inshortin the database and know thatthe management willtake a look at is, this gives
me the feeling that something is really done with the information | pass on to managementand
makes it a lot easier to share information throughout the organisation” (order picker 2).

The solution to overcome the above mentioned barriers were rather easilyfound. A database thatis
accessible to every employee within the organisation was implemented. Afteronly aweek it became

feasible how much information the order pickers and deliverers obtained while doing their daily jobs.

The amount of data within the database started to grow week by week. The only thing necessary for
the organisation to overcome this barrier was standardizing the way information was com municated
throughout the organisation. Because of this, the above mentioned barriers are indicated as low
problematic. The low problematicbarriers are related to all the three pillars of Osterwalder (2004) as
mentioned inthe conceptual model, thisindicates that the low problematicbarriersinfluences an
organisations key resources area, key activities area and partnerships.

5.3 Moderate problematic barriers
The barriersthat were experienced as moderate problematicwith the organisation Mobile Grocery
Store Inc. were a clear definition of goalsand an employee’s authorization to make decisions.

These two barriers forinterfunctional coordination were experienced within the organisation as
moderate problematic. Within the organisation the employees knew quit wellwhat their
assignments were. But while they knew what their own assignments werethey actually had noidea
whoto contact from anotherdepartment when important or sometimes even crucial information
neededto be passed on. While | was obtaining my data for this thesis Mobile Grocery Store Inc. was
working on a new website toimprove the shopping experienceforboth the consumeras well as the
business customers. Atone time one of the employees from the marketingteamhad a great idea
how to give both the consumeras well as the business customerthe shopping experience he or she
desired. Although this change from the original design was quite smallit took a lot of time before the
marketing employee contacted the right person from the website development team to see if his
ideawas possible toimplement. He stated the following to me,

“at onetime | had theidea to sort of split up the website into two website within the original design,
this to betterthe shopping experience for both customer groups, although | knew that this change
fromthe original plan was rather small it took days before | finally got an answer back from the right
person from website development. | experienced this as extremely frustrating because | think that
something like this should not take up as much time as it did” (marketingemployee 2).
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Anotherfrustrating remark came from a website developer who noticed the following,

“When ourteam working on the website we often split up the work, for example we first implement
the suggestion to better the website for consumers and after this we start with theimplementation
forthe business customers. But will we were working on the consumer experience we would get a lot
of suggestions and feedback that might increase the shop experience for business customers. This
often lead to a whole lot of distraction and slowed down the work immensely” (website maintenance
employee).

When | heard about this | togetherwith the other co-founderstarted looking forasolution to this
problem. Notonly did this took up way too much time, also the costsincreased with it every day
because the website development team continued working on a design that was already slightly
altered by the marketing employee. Eventually the solution was assigning employees from different
departmentsintointerdepartmental teams. This made sure employees knew from the start of an
assignmentwho was alsoworking on the assignment within another department and who to contact
when necessary. When | later asked the website development employee about how the potential
improvements that came with workingininterdepartmental teams he stated the following,

“l enjoy working in teams now because is speeds up the flow of information, in the earlier days
sometimes information was passed on the me that was not helpfulto me what so ever. But because |
also had no idea forwho it might be helpfull did not act on it what so ever” (Website development
employee).

So not only did this change improved the flow of information, another problem, of which the
founders had noidea, came to lightand was overcome by implementing interdepartmental teams.

The other barrier, employees’ authorization to make decisions, came to light will talking to one of the
deliverers. He stated the following,

“It is annoying that for every decision | wantto make first have to check with one of the owners
whetheror notthe decision is the right one. An exampleis when | hearvia the WhatsApp groupapp
that! delivered the wrong crate of groceries at the wrong company. Atthattime | know enough and
knowthat| need to solveit, and don’t need Arend or Lars calling me with the same announcement. |
know that thatis my own fault, butl also know how to solve the problem as quickly as possible. It
would speed up to process if | could decide on my own how to solve the problem (deliverer 1).

With this we saw that it was not necessary forus (the co-founders) to be involved in everything.
Instead of first sharing the information with us, so that we can call the delivertoseek the right
solution, the employees showed to be capable to share the information with each otherand also
come up withtherightsolution. Anotherdeliverershedlightonanotherissue withinthe
organisation. He stated,

“I havethe feeling that we have more freedom in making our own decisions when it comes to
problem solving when | deliver groceries to an consumer instead of a business customer, this
something works really confusing” (deliverer 2).

The solution to the above mentioned barriers was not very easily found by the organisation.
Although the solution to overcome this barrier was to but put employees from different departments
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intointerdepartmental teams inimplication of this solution was not as easy as one might think.
People who did notwork togetheratall were putinto teams with each otherand where notalways
able to cooperatively togetherfrom the start. Employees had questions why they were assigned to a
specificteam orone employee did not wantto be in ateam with anotheremployeebecause they did
not like the otheremployee. It took some time from the managementteam to explain why these
changes were made and why they would eventually benefit the entire organisation. Thisis why these
barriers of interfunctional coordination are remarked as moderate problematic. The moderate
problematicbarriers are related to the key resources pillar of Osterwalder (2004). This means the
moderate problematic barriersinfluence an organisation key resources area.

5.4 High problematic barriers
The barriers that were experienced as high problematicwith the organisation Mobile Grocery Store
Inc. were the opennessin communication, the integrated communication between departmentsand
the common goals of departments.

When | started collecting dataforthis thesis | first noticed that the different departments did not
really talked with each otherwhat so ever. When | asked an employee from the marketing
department why the department did not share any information with each other he stated the
following,

“We used to talk with otherdepartments a lot, but when we started delivering to consumers as well
as businesses this stopped rather quickly. Departments where either working on issues involving
consumers orissues involving business customers. | never knew who at what time was focusing on
what segment of customers. You can understand that after a while it becomes rather annoying when
you are focusing on business customers and someone from another department starts talking to you
about consumers. | guess that’s why it stopped over time” (marketing employee 1).

Another great example of how two different segments of customers canlead to confusing between
departments came froman employee working at the accounting department. He stated the
following:

“A greatexample about friction within the organisation can be found between marketing and
accounting. Marketing was working on a plan to generate more traffictowards the website and
namely more business customers, accounting was asked to see what amount of money was available
forthis. When marketing asked the accounting department about this a few weeks later the answer
was non because the budget for consumer marketing was already spend” (Accountantemployee).

Something needed to be done toinsure that departments started sharinginformation with each
otherand went back to working togetherinstead of as separate business units. As stated in the
guote fromthe marketing employee above the departments were not aware of whatanother
departmentwas working on at whattime and eventually this lead to a complete stop of talking with
each otherandsharinginformation between departments. But how this problem could be sol ved
withinthe organisation was not easy. Departments had theirown tasks and were held accountable
for completing thesetasks ontime. This was made really clear by an employeefrom website
maintenance. She stated the following,
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“Although | sometimes know somebody could use my help because | can shed a different perspective
on their problem | choose notto act on it because | am being held accountable for my own tasks”
(website maintenance employee).

Eventuallyasolutionto these problems arose. Would it help the employees from different
departmentsto have a direct supervisorwho monitors the work done within different departments
and makes sure the goal pursued by the employeesinthe differentdepartmentsis the same?
Employeesfrom different departments were put togetherininterdepartmental teams and these
teams got a direct supervisor with whom they could share ideas and talk to when problems arose. By
combining employees from multiple departmentsinteamsit was also made sure thatthese
employees were all working on the same goal and that they knew who to talk to. How this helped the
process was well stated by an intern who stated,

“When | just started my internship at this organisation | thought it was all very quiet, nobody was
talking with one another and everybody was working on their own tasks. | also noticed that people
found it annoying when | asked a question that was not related to the work they were doing at the
moment. But | did not know who to contact. Now we work in teams and have somebody assigned to
us forsupervision. | know who is working on the same issue as me and we pursue the samegoals, and
even when we do notagree on something we can contact the supervisorthe smooth thing out”
(intern).

Although part of the solution to overcome the above mentioned barriers was already found by
putting employees from different departmentsintointerdepartmental teams. Although these
employees from different departments were now workinginthe same team it was noticed that there
was a lot of conflict between the teams. Employees from different departments could just not come
to a consensuswhen aproblemarose. The co-founderand | were often asked to settle disputes that
arose withinateam. It took quite some time to come up with a good solution to quickly settle
disputeswithinateamand keep everybody working towards the same goal. Thisis why the above
mentioned barriers are highlighted as high problematic. The high problematicbarriers are related to
Osterwalder’s (2004) key activities. This means that the high problematic barriers influence an
organisation key activities area.
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5.5 Summarizing conclusion of the categories
The following table shows ashort summary of the three problematiccategories, the associated
barrier of interfunctional coordination and the pillar of Osterwalder (2004) they belongto.

Categorie Barrier of interfunctional coordination Pillar
Emphasis towards market orientation Key activities
. Norms for communication Culture
Low problematic - - -
Collection of information about customers Culture
Use of othersources of information Partnerships
Clear definition of goals (formalization) Key resources

Moderate problematic

Employees authorized to make decisions (centralization) | Key resources

Opennessincommunication Key activities
High problematic Integrated communication between departments Key activities
Common goals of departments Key activities

Table 6. Categorization of barriers of interfunctional coordination.

Table 7 shows the barriers of interfunctional coordination, how they were dealt with and how they
were overcome within the organisation Mobile Grocery Store Inc..

Barrier of interfunctional coordination Solution

Emphasistowards market orientation

Norms for communication

- - - Standardization in communication
Collection of information about customers

Use of othersources of information

Clear definition of goals (formalization)

Employees authorized to make decisions Interdepartmental teams
(centralization)

Opennessin communication

Integrated communication between
departments Direct supervision

Common goals of departments

Table 7. Overcoming the barriers.

5.6 Overcoming the barrier
This paragraph discusses how the barriers of interfunctional coordination were overcome within the
organisation Mobile Grocery Store Inc..

5.6.1 Overcoming the low problematicbarriers
Throughout the day the employees of Mobile Grocery Store Inc. gathera lot of information about
customer. The employees did notalways know what to do with thisinformation and with whom they
should share this. The solution for this problem was easily found by implementing a database were
employees can write down whatinformation was shared with them by which customer. This made it
easierforthe top managementto make sense of the information. The eventual solution to this for
Mobile Grocery Store Inc. was to standardise the way information was shared throughout the
organisation. Although standardization in communication led toinformation being shared in abetter
way existing literature stated some pitfall regarding standardizing the flow of information throughout




the organisation. A pitfall foran organisation can be that the external focus of the organisation
becomestoo narrow. Informationis collected about existing markets and competitors thusignoring
potential emerging new competitors and customers (Narver & Slater, 1995). Another pitfall can come
fromthe fact thatinformationisonly acquired about an organisation competitors and customers and
othervaluable sources of information are overlooked. Additional sources of information can be an
organisation suppliers oruniversities (Narver & Slater, 1995). To overcome the low barriers to
interfunctional coordination this thesis stated that the communication within the organisation for
sharinginformation should be standardised. Although this was established existing literature stated
some otherwaysto overcome the low problematicbarriers. Foran organisation to truly make use of
all the possible sources of information an organisation should become alearning organisation
(Narver & Slater, 1995). This indicates that information should be generated from all stakeholders
and constituencies that have the potentialto generate information that can positively influence the
superiorcustomervalue oris a threatto the competitive advantages of the organisation (Naver &
Slater, 1995).

5.6.2 Overcoming the moderate problematicbarriers
These barriers were overcome by assigning employees who were working onthe some goal or
problemintointerdepartmental teams. The employees now know with whom they should seek
contact within anotherdepartment and with whom they should share theirinformation. Thisledtoa
better flow of information between the departments and less discussion. Although this thesis found
that a solution tothe moderate problematicbarriers was to assign employees tointerdepartmental
teams, existingliterature found some otheralternatives for overcomingthese barriers. Tomaskova
(2009) found that to overcome the moderate barriers of this thesis an organisation should search for
highly qualified employees with a natural sense for teamwork. The organisation should also make
sure that the employees are very satisfied with their jobs (Tomaskova, 2009).

5.6.3 Overcoming the high problematicbarriers
These barriers were dealt with within the organisation by assigning a direct supervisor for specific
task which were assigned to multiple departments to solve together. This also meant thatemployees
now worked on one common goal at the time. Only when the tasked was performed a new goal was
assigned tothem. This was done so no confusion would arise. With this employees also were given
more freedom to make specificdecisions ontheirown. Ultimately this led to les confusion and
discussion between departments about what they were working on atthe moment. Besides the
resultfoundinthisthesis, direct supervision, existing literature found other ways to overcome the
high problematicbarriers of interfunctional coordination. Jaworskiand Kohli (1993) suggest that
interdepartmental connectedness can be promoted within an organisation by elimination the
physical distance between departments for example by computer hook ups. They also suggest that
the level of conflict between departments can be reduced to a minimum by training programs or
othercross-functional department activities Jaworski and Kohli (1993).
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Chapter 6: Discussion
This chapter will discuss the answers tothe research questions as stated in this thesis by relating or
confrontingit with existing literature oninterfunctional coordination. Furthermore this chapter will

discusstheoretical and managerial contribution of this thesis’ findings, followed by directions for
future research and end with a final conclusion.

The aim of this thesis was to find out how interfunctional coordinationis complicated within an
organisation when this organisation serves multiple segments of customers. Second this thesis was
aimed at how these complications that arise when serving multiple segments of customers can be
overcome by an organisation.

Viaethnographicresearch the dataforthis thesis was obtained. This meant that the datafor this
thesis was obtainedviathe observation of the employees of the organisation and viainteraction with
the employees of the organisation. First of all it was assumed in this thesis the two segments of
customers of the organisation Mobile Grocery Store Inc. differed in customervalue. Viamy
interaction with the employees of the organisation it became clear that serving multiple segments of
customers lead to a variety of problems within the organisation. But how did this complicated
interfunctional coordination within the organisation?

Viainteraction with the employees of the organisation it became clear that serving multiple
segments of customersleadto a lot of confusion withinthe organisation. Forexample employees
were confused about whototalkto when they had a specificproblemrelated to one of the segments
of customers. Italsoledto a lot of irritation and discussion between the employees of the
organisation. When an employee workingon anissue related to consumers asked a question about
an issue tosomeone from anotherdepartment who was workingon an issue related to business
customersthisledtoirritation with both the employees. The employee who asked the question was
not easily able to come in contact with the right employee from another department whilethe
employeewho was questioned did not want to be bothered by his colleague and did not feel the
needtohelpthe colleague any further. Eventually thisled to an organisation were all the employees
were working ontheirown tasked and not a lot of teamwork and sharing of information was done.

Existingliterature mentioned multiple barriers that can have a negative influence oninterfunctional
coordination within an organisation. Within existing literature nine potential barriers of
interfunctional coordination were found. These potential barriers of interfunctional coordination
where emphasis of top management towards market orientation, norms for communication,
collection of information about customers, use of other sources of information, opennessin
communication, integrated communication between departments, common goals of departments,
cleardefinition of goals and employees authorization to make decisions. Not all barriers were
experienced as problematicin the same way, some barriers where more problematicforthe
organisationthen others. The barriers were categorized in three categories based on how
problematicthey were forthe organisation.

Interfunctional coordination within the organisation was mostly complicated by the barriers
categorized as high problematic. As stated in existing lite rature of Zaltman, Duncan & Holbek (1973)
and Jaworski and Kohli (1993), the problemthat arose was that employees did not open up towards
one anotherand because of this did not shared information with each other. Thisresulted in the
employees performing their own tasked within their own routines. Also conflict arose between the

23



different departments within the organisation. This becausethe departments pursued different goals
or did not knew of each otherwhat the otherdepartmentwas workingon. Thisle ad to the
departments operating asindividual business units and not collaborating with each other. Thisalso
indicates thatthe key activities pillar of Osterwalder (2004) is the area within the organisation that
might has the highest negativeinfluence on an organisation interfunctional coordination when an
organisation neglectstolook at itand see whetherornot problems arise and how they should be
overcome.

But how can these barriers of interfunctional coordination can be overcome by an organisation?
Because the organisation were the datafor this thesis was gathered was a start-up company the way
to overcome these barriers needed to be thought out while | was gathering my data for this thesis.

The barriersfound in existing literature that were perceived as low problematic within this thesis are
emphasis towards market orientation, norms for communication, collection of information about
customers and the use of othersources of information (Narver & Slater, 1990; Day 1994; Deshpande
etal., 1993, Lafferty & Hult, 2001). The low problematicbarriers were classified within the culture
and partnership pillar of Osterwalders Business Canvas Model (2004). The solution found within this
thesis to overcome these barriers was to standardize the way of sharinginformation within the
organisation. Although this thesis found this solution to the low problematicbarriers, existing
literature found some otherways to overcome these barriers. Narver & Slater (1995) suggested that
information should be generated from all stakeholders and constituencies that have the potential to
generate information that can positively influence the superior customervalue orisa threat tothe
competitive advantages of the organisation. This means that the organisation should make use of all
the sources of information available to the organisation. In contrast with the findings of this thesis it
came to light that when an organisation was trying to do this there was a furtherneed fora way to
share the information throughout the organisation. This becauseinformation was availableand
employees noticed this but they did not know with whom or how to share it throughout the
organisation.

The barriersfound in existing literature that were perceived as moderate problematicwithin this
thesis are cleardefinition of goals (formalization) and employees authorization to make decisions
(centralization)(Kirca, Jayachandran and Bearden, 2005; Jaworski and Kohli, 1993; Matsuno, Mentzer,
and Ozsomer2002). The moderate problematicbarriers were classified within the key re sources
pillar of Osterwalders Business Canvas Model (2004). The solution found within this thesis to
overcome these barriers was to putemployees from different departmentsin interdepartmental
teams. In contrast existing literature found other ways to overcome these barriers. Tomaskova
(2009) found that to overcome the moderate barriers of this thesis an organisation should search for
highly qualified employees with anatural sense forteamwork. In line with the suggestion of
Tomaskova (2009) the results of this thesis also suggested that team work can play an important role
for overcomingthe moderate problematicbarriers.

The barriersfoundin existing literature that were perceives as high problematicwithin this thesis are
opennessin communication, integrated communication between departments and common goals of
departments (Kennedy, Goolsby and Arnould, 2003; Zaltman, Duncan & Holbek, 1973; Jaworski and
Kohli, 1993). The high problematicbarriers were classified within the key activities pillar of
Osterwalders Business Canvas Model (2004). The solution found within this thesis to overcome these
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barriers was to assign direct supervisors to the interdepartmental teams. Jaworski and Kohli (1993)
suggest thatinterdepartmental connectedness can be promoted within an organisation by
elimination the physical distance between departments forexample by computer hook ups. They
alsosuggestthat the level of conflict between departments can be reduced toa minimum by training
programs or other cross-functional department activities Jaworskiand Kohli (1993). The suggestions
of Jaworski and Kohli (1993) for overcomingthe high problematic barriers look at the solutionfroma
differentangle then the solution found in this thesis. Jaworski and Kohli (1993) look for the solution
inthe training of the employees of an organisation. They suggest that the high problematic barriers
can be overcome by training an organisation employee so that interdepartmental conflict can be
reduced. This thesis suggests thatinterdepartmental conflict can be reduced by assigning
interdepartmental teams adirect supervisor.

Although existing literaturealso found solution to overcome the barriers of interfunctional
coordination with some very muchinline with the results found in this thesis, existing literate did not
state where inthe organisation the barriers are hardest to overcome. This thesisfound thatthe area
were the barriers are hardestto overcome is the key activities area as suggested by Osterwalder
(2004). Thisisthe area of the organisation that describes the mostimportant things an organisation
needstodo inorder to make the organisations business model work and eventually create superior
customervalue.

6.1 Managerial contribution
The managerial relevance of this thesis is as follows. This thesis gives managers of organisations an
insightinto how interfunctional coordination within their organisation can be complicated when this
organisation serves multiple segments of customers. This thesis shows what the problematicareas
within the organisation can be and what can complicate interfunctional coordination within the
organisation. Furthermore this thesis suggests solutions to overcome these complications so thatan
organisation can have a more effective interfunctional coordination.

6.2 Directions for future research
The data for this thesis was obtained within a start-up organisation with not to many employees. It
would beinterestingtosee if the results obtained in this thesis will also show up with study held ata
larger organisation with more employees.

It would also be interesting to see if interfunctional coordination within an organisation can
complicated by otherbarriersthenthe one mentionedin this thesis. [t would also be interesting to
seeif there are more solution to overcome the barriers as mentioned in this thesis.

6.3 Conclusion
First this thesis was aimed at finding out how interfunctional coordination is complicated within an
organisation that serves multiple segments of customers. And second this thesis was aimed at how
these complications can be overcome by an organisation. The results of this thesis suggest that
interfunctional coordination is complicated within an organisation that serves multiple segments of
customers by multiple barriers. Although all these barriers can negatively influence interfunctional
coordination notall the barriers had the same negative effect oninterfunctional coordination within
the organisation. The barriers asindicated in this thesis were connected to specificareas of the
business model canvas of Osterwalder (2004). This showed that an organisations key activities as the
highest potentialto negatively influence an organisations interfunctional coordination. Eventually
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there were three solutions for overcoming the barriers of interfunctional coordination found in this
thesis. These solutions were standardization in communication, interdepartmental teams and direct
supervision.

Chapter 7: References
Auh, S., & Menguc, B. (2005). Top managementteamdiversity and innovativeness: The moderating
role of interfunctional coordination. Industrial Marketing Management, 34(3), 249-261.

Collis, J., & Hussey, R. (2009). Business Research: Palgrave Macmillan.
Creswell,J. W. (2009). Editorial: Mappingthe field of mixed methods research.

Damanpour, F. (1991). Organizational innovation: A meta-analysis of effects of determinants and
moderators. Academy of management journal, 34(3), 555-590.

Day, George S. (1990), Market-Driven Strategy: Processes for Creating Value. New York: The Free
Press

Day, G. S. (1994). The capabilities of market-driven organizations. the Journal of Marketing, 37-52.

Deshpandé, R., Farley, J. U., & WebsterJr, F. E. (1993). Corporate culture, customer orientation, and
innovativenessinJapanesefirms:aquadrad analysis. Thejournal of Marketing, 23-37.

Dickson, P.R. (1992). Toward a general theory of competitiverationality. TheJournal of Marketing,
69-83.

Feldman, M. S. (2000). Organizational routines as a source of continuous change. Organization
science, 11(6), 611-629.

Gatignon, H., & Xuereb, J. M. (1997). Strategicorientation of the firm and new product
performance. Journalof marketing research, 77-90.

Grewal, R., & Tansuhaj, P. (2001). Building organizational capabilities for managing economiccrisis:
The role of market orientation and strategicflexibility. Journal of marketing, 65(2), 67-80.

Han, J. K., Kim, N., & Srivastava, R. K. (1998). Market orientation and organizational performance:is
innovation amissinglink?. TheJournalof marketing, 30-45.

Im, S., & Workman Jr, J. P. (2004). Market orientation, creativity,and new product performancein
high-technology firms. Journal of marketing, 68(2), 114-132.

Kohli, A. K., & Jaworski, B. J. (1990). Market orientation: the construct, research propositions, and
managerial implications. TheJournal of Marketing, 1-18.

Jaworski, Bernard J. and Ajay K. Kohli (1992), "Market Orientation: Antecedents and Consequences,'
working paperof the Marketing Science Institute, Report 92-104.

Jaworski, B.J., & Kohli, A. K. (1993). Market orientation: antecedents and consequences. TheJournal
of marketing, 53-70.

26



Kennedy, K. N., Goolsby, J.R., & Arnould, E. J. (2003). Implementing a customer orientation:
Extension of theory and application. Journal of Marketing, 67(4), 67-81.

Kirca, A. H., Jayachandran, S., & Bearden, W. O. (2005). Market orientation: A meta-analyticreview
and assessment of its antecedents and impact on performance. Journal of marketing, 69(2), 24-41.

Kohli, A. K., & Jaworski, B.J. (1990). Market orientation: the construct, research propositions, and
managerial implications. The Journal of Marketing, 1-18.

Lafferty, B. A., & Tomas M. Hult, G. (2001). A synthesis of contemporary market orientation
perspectives. European journalof marketing, 35(1/2), 92-109.

Matsuno, K., Mentzer, J. T., & Ozsomer, A. (2002). The effects of entrepreneurial proclivity and
market orientation on business performance. Journal of marketing, 66(3), 18-32.

Menguc, B., & Auh, S. (2006). Creating a firm-level dynamic capability through capitalizing on market
orientation andinnovativeness. Journalof the academy of marketing science, 34(1), 63-73.

Moenaert, R. K., Souder, W.E., De Meyer, A., & Deschoolmeester, D. (1994). R&D-marketing
integration mechanisms, communication flows, and innovation success. Journal of Product
Innovation Management, 11(1), 31-45.

Nahapiet, J., & Ghoshal, S. (1998). Social capital, intellectual capital, and the organizational
advantage. Academy of management review, 23(2), 242-266.

Narver,J.C., & Slater, S. F. (1990). The effect of a market orientation on business profitability. The
Journalof marketing, 20-35.

Osterwalder, A. (2004). The Business Model Ontology-a propositioninadesign science approach.

Osterwalder, A., Pigneur, Y., InClark, T., & Smith, A. (2009). Business modelgeneration: A handbook
forvisionaries, game changers, and challengers.

Porter, M. (1985). Competitive Advantage. New York: Free Press.

Rosen, R.(1991). Life Itself — a Comprehensive Inquiry into Nature, Origin, and Fabrication of Life.
Columbia University Press

Ruekert, R. W. (1992). Developing amarket orientation: An organizational strategy perspective.
InternationalJournal of Research in Marketing, 9, 225-245.

Slater, S.F., & Narver, J. C. (1995). Market orientation and the learning organization. The Journalof
marketing, 63-74.

Tomaskova, E. (2009). Internal Barriers of Market Orientation Application. Economicand
Management, 14, 1-6.

Van Egeren, M. and O'Connor, S. (1998). "Drivers of market orientation andperformance in service
firms," Journal of Services Marketing Vol. 12 (1). 39-58.

27



Van Maanen, J. (1979). Reclaiming qualitative methods for organizational research: A preface.
Administrative Science Quarterly, 24(4), 520-526.

van Maanen, J. (1982), “Fieldwork on the beat”, invan Mannen, J., Dabbs, J.M. and Faulkner, R.R.
(Eds), Varieties of Qualitative Research, Sage, Beverly Hills, CA.

Visconti, L.M. (2010). EthnographicCase Study (ECS): Abductive modeling of ethnography and
improvingthe relevance in business marketing research. Industrial Marketing Management 39. 25—
39

Webster, F. E. (1988). The rediscovery of the marketing concept. Business horizons, 31(3), 29-39.
Zaltman. G.. Duncan, R.. & Holbeck, J. 1973. Innovations and organizations. New York: Wiley

Zhou, K. Z.,Brown, J. R., & Dev, C. S. (2009). Market orientation, competitiveadvantage, and
performance: Ademand-based perspective. Journal of business research, 62(11), 1063-1070.

28



