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Abstract 

An Assessment of the Strategies Guiding the Role of the End-User 

in Consumer Durable New Product Development 

Fiona C. Denney 

Abstract 

This study examines the strategies that guide the role of end-users in new product 

development (NPD) in UK consumer durable firms. 

NPD success factor literature identifies the involvement of the end-user and a 

focus on their needs as important contributors to product success. The 

predominantly scientific and industrial focus of these studies means that there is, 

however, little information on how companies in consumer markets involve users 

to achieve successful products. 

This study fills a gap by examining the role of product users in the development 

of successful consumer durable products in UK firms. The products were 

identified through the use of a success scale developed from Griffin and Page 

1993, 1996, and the award of the Millennium Product marque. An inductive 

approach utilising both quantitative and qualitative methods was employed and 

the study identified discrete groups of users involved for specific purposes in the 

product development process. Two strategies were identified as guiding user

involvement: in the Expediency strategy, employees or 'internal users' were 

involved for rapid testing of designs where speed-to-market was considered to be 

a key competitive factor. The Risk Reduction strategy involved both external and 



Abstract 

internal users when products were more complex and a focus on product quality 

and getting it 'right first time' were important. 

It was also found that the firms either developed products based on their own 

interpretation of the users' needs, 'consumer-driven', or driven by retailers' 

demands and suggestions, 'retailer-driven'. 

Following further testing with all sixty-five products, it was concluded that the 

perceived complexity of the product determined which strategy was chosen, and 

the level of market orientation in the firm established the driver. 

This thesis extends the NPD success-factor literature by establishing that the 

involvement of users is a contributor to successful consumer durable product 

development. It also identifies 'internal users' as a previously unrecognised group 

advantage' literature by concluding that products developed with the Risk 

Reduction Strategy were more successful than those that used an Expediency 

Strategy. Although these products were not usually first-to-market they benefited 

from being of superior quality. 

of users and relates the use of different groups of users to two distinct strategies. 

The Risk Reduction and Expediency strategies also extend the 'first-mover 
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Chapter One - Introduction 

Chapter One - Introduction 

1.1 Background to the Research 

Increasingly competitive global markets, shortening product life cycles, advances 

in technology and a flourishing materialistic lifestyle in developed countries have 

all contributed to the constant need for companies to develop new and innovative 

products. Companies cannot succeed in the long-term unless they develop new 

products and keep up with changes in their markets (Peters 1 997). Yet despite the 

attempts of companies to meet these challenges, new product failure rates are still 

extremely high, and the fact that many products fail to meet genuine user needs 

has been identified as one critical contributory factor (Wind and Mahajan 1997). 

Heap (1 989) described UK firms, in particular, as being good at design but poor at 

marketing, when marketing is defined as : 

" . . .  the management process responsible for identifying, anticipating 
and satisfying customer requirements profitably" (The Chartered 
Institute of Marketing, UK). 

It is therefore not surprising that the majority of new product development (NPD) 

studies have focused on identifying the critical factors that differentiate between 

success and failure (for example, Projects SAPPHO and NewProd 1
) .  A survey of 

the literature for the study reported in this thesis elicited twenty factors that 

1 Projects SAPPHO and NewProd were the earliest 'pairwise' comparison studies which compared 

successful and unsuccessful new products in each industry, thus identifying factors which 

distinguish between new product success and failure. See Rothwell et al ( 1 974) for further detail 

on SAPPHO and Cooper ( 1 980) for NewProd. 

1 



Chapter One - Introduction 

contribute to new product success. A number of these factors are associated with 

the product user including aspects such as the market orientation of the firm, 

having a focus on users' needs, the sources of information on users' requirements, 

how users themselves are involved in the development process and the 

development of a product which solves users' problems better than competitors. 

These are discussed in more detail in Chapter Three. The importance of 

developing close links with the product-users has therefore been highlighted by 

many studies but there is little further information on how these links might be 

developed, who the users are, who should be involved and what strategies, drivers 

and other factors guide user-involvement in the NPD process (Gruner and 

Homburg 2000) : 

"many studies highlight the importance of developing close links with 
the marketplace and communicating this perspective through to the 
various functions involved in creating new products to satisfy that 
marketplace. But there is relatively little information, except in case 
studies, about how that understanding might be built up, or of how 
some firms are able to so more consistently and effectively than 
others." (Bessant and Francis 1 997 p. 1 9 1 )  

In addition, existing user-related studies have focused mainly on industrial 

products and discontinuous innovations whilst consumer markets and incremental 

improvements have been largely ignored by empiricists. The only exception is the 

work done in the area of consumer services (see for example, Storey and 

Easingwood 1 996, 1 999) . North American and Asian studies dominate the field 

of product development research and few recent studies have been conducted into 

UK companies. The main research question that this thesis answers is therefore : 

What factors guide and influence the involvement of product users in 
the development of successful, incremental products in UK consumer 
durables firms? 

2 
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In addition, answers have been sought to the following, related questions: 

• Is the involvement of users in the specific context of successful, 

incremental product development in UK consumer durables firms critical 

to the success of those products? 

• Are users involved in the NPD process? 

• How are users involved and why? 

• What characteristics identify these users? 

• What are the reasons behind their involvement from the manufacturers' 

perspectives? 

It is into these aspects that this thesis provides insight and from the answers a 

model has been built which can then be tested in further research. The NPD 

literature has generated theoretical perspectives on the involvement of the end

user and, combined with marketing orientation and total quality management, 

forms the theoretical framework on which this study is based. The following 

sections, 1 .2 and 1 .3 ,  delineate the parameters of the study in more detail and 

provide definitions of some of the key terms. 

1 .2 Research Problem and Objectives 

Section 1 . 1  above has briefly outlined the key gaps in the existing NPD literature 

as being a lack of information about the factors that guide user involvement in 

NPD in consumer durable firms in the UK. This has provided the questions listed 

above which this study answers. It is therefore the aim of this study is to identify 

and understand the strategies, drivers and other factors that guide the involvement 

3 
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of product users in the context of successful incremental product development in 

consumer durable markets. 

From this aim, the objectives of the study are identified as being to : 

1 .  Identify from the literature and exploratory interviews user-related success 

factors, and assess whether they contribute to success in the context of 

incremental development in consumer durable products. 

2. Identify and analyse groups of users and patterns of involvement m 

successful consumer durable NPD. 

3. Following 2 above, identify and analyse the underlying themes of these 

factors. 

4. Develop understanding of the strategies and drivers that guide the user

related factors. 

5. Identify further success factors that may not have been elicited from the 

previous success factor research. 

6 .  Build a model to explain the strategies, drivers and other factors of user

involvement, which can be tested in further research. 

7. Generate actionable practitioner recommendations as a result of the study. 

In order to fulfil these objectives and answer the research questions identified in 

section 1. 1 key terms need to be defined. It is fruitless, for example, trying to 

examine user-involvement in consumer durable products if no definition of what 

constitutes a consumer-durable product can be established. Section 1 .3 discusses 

4 
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the scope of the study reported in this thesis, and establishes what falls within and 

without the parameters. 

1 .3 Scope and Key Assumptions 

Although a large number of studies have been conducted to elicit NPD success 

variables and to classify these in a manner useful to both academics and 

practitioners, there has been little attempt to explain these factors in detail. Past 

research has tended to be quantitative in focus in order to measure the impact on 

success the variables have had. In particular, there has been little focus on 

qualitative research to try and explain why and how these factors impact on 

product success (Hart et al 1999). 

The sphere of new product development combines different academic traditions, 

ranging from economics to engineering. This study has been conducted from a 

marketing perspective, where the focus on the user of the product is of paramount 

importance. From this viewpoint, the primary focus of NPD is seen as being one 

that should be focused on the continual development of products that satisfy the 

needs and wants of the user. Inherent in this perspective is an assumption that the 

company must be able to find out what the needs and wants of their customers are 

and ensure that the products they are developing will satisfy them. The 

relationship between the user, their requirements and the product development 

process is therefore one that is key for marketers, yet also one that is scarcely 

explained in any of the product development literature (Hart et al 1 999). 

5 
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The marketing literature encompasses a wide variety of sectors but the NPD 

literature detailed in Chapter Two has been primarily focused in industrial and 

scientific sectors . The small number of studies that have been carried out on the 

importance of relationships with users and of obtaining information on their 

requirements for product success have all been focused in industrial and scientific 

contexts, and consumer markets have been largely ignored .  These studies have 

revealed that user involvement and a focus on the users ' needs throughout product 

development are important for new product success (Gruner and Homburg 2000, 

von Rippel 1 98 8) but it is important to note that there are a number of key 

differences between industrial and consumer goods markets which warrant an 

examination of the consumer goods markets themselves. For example, the NPD 

process differs between consumer and industrial goods (Biemans 1 99 1 )  and users 

in scientific and industrial sectors often have more technical expertise concerning 

the products than those in consumer markets (Gruner and Homburg 2000) . 

Scientific and industrial sectors also tend to have smaller, more discrete markets 

than most consumer products and these are often easier to make contact with (von 

Rippel 1 988). It cannot, therefore, be assumed that the findings from industrial 

products-based studies can be generalised to consumer products. 

The terms ' consumer products ' and ' consumer durables' have so far been used to 

refer to the sector in which this research project has been conducted, but in order 

to limit the scope of the project, definitions of these terms have been established 

and are discussed on the following page, 7 . 

6 
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There are two main ways of categorising products: a product-based classification 

and a user-based classification. The product-based classification is the simplest 

and assembles clusters of products which have similar characteristics. Under this 

classification products are broadly categorised into three sections: durable goods, 

non-durable goods and services. 

• Durable goods are those which last for many uses and normally survive 

for many years. Examples cited by Kotler et al (200 1 )  and Brassington 

and Pettitt (2000) include domestic electrical goods, refrigerators, cars 

and furniture. 

• Non-durable goods are those which are consumed rapidly and can only 

be used once or a few times before they need replacing. Examples 

include beer, soap and grocery products (Kotler et al 200 1 ) . 

• Services include activities which are not comprised of physical products 

and cover things such as holidays, visits to the hairdresser and financial 

services (Brassington and Pettitt 2000). 

In addition to the product-based classification the user-based classification 

categorises products based on the way in which consumers buy them, i .e .  

convenience goods, shopping goods, speciality goods and unsought goods. 

7 
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• Convenience goods are those which are normally bought on a routine 

basis and are relatively inexpensive. They tend to be bought in a 

supermarket and there is relatively little effort put into the buying 

decision. Convenience is considered to be of more importance than 

brand loyalty and companies will often invest a considerable amount of 

time and effort in creating and conveying the brand image in order to try 

and prevent brand switching from taking place (Brassington and Pettitt 

2000) . The term 'Fast-Moving-Consumer-Goods' or ' FMCG' is often 

used to refer to these products and Baron et al ( 1 99 1 )  defined an FMCG 

as: 

"A low-priced item which is used rapidly with a single or limited 
number of consumptions ( as opposed to consumer durable or 
consumer service) ." 

• The category of shopping goods consists of those products where 

consumers are more willing to shop around and invest more effort in the 

buying process. This effort is usually invested because the product will 

not be consumed rapidly and the consumer will have to live with the 

consequences of their decision for a long period of time. These products 

are therefore also 'durable' :  they are not consumed in one use or a 

limited number of uses although they may range in durability anywhere 

from several months to several years (Brassington and Pettitt 2000, 

Kotler et al 200 1 ) .  

• Speciality goods are high-risk, expensive and infrequently-purchased 

products which include items such as cars and houses and involve a 

8 
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much more extensive buying-process. These products also tend to be 

durable products in the main (Brassington and Pettitt 2000). 

• Unsought goods are also usually durable products but they consist of 

products that have to be bought in an emergency or that would not be 

bought at all without hard-selling techniques, such as double-glazing and 

timeshares (Brassington and Pettitt 2000). 

The classifications discussed above therefore provided a broader scope from 

which a working definition of 'consumer durables' was established for this study. 

For a product to be considered in this study it had to conform to the definition of 

a 'durable' product as cited above, and was a ' shopping good' - i.e. not an fmcg, a 

speciality good or an unsought product. This definition still gives a very wide 

range of products, however, and in order to narrow the sample for this study down 

further issues of degree of innovation were also considered. 

Within NPD generally two extreme types of innovation exist: discontinuous and 

incremental. Consumer durable products incorporate both types of innovation as 

products range from technologically-based items such as cars and computers, to 

small household products such as potato-peelers and other kitchen gadgets, where 

the technology may be minimal. Discontinuous innovation tends to be 

technologically-pushed whereas incremental product development is market

pulled (Zairi and Youssef 1 995). For the purpose of this study, consumer durable 

products were considered to be those usually requiring replacement not less than 
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Chapter One - Introduction 

every 2 years, and are in a market characterised by larger numbers of smaller 

player and fairly slow innovation focused primarily on minor improvements and 

changes in style, ergonomics and aesthetics. This type of innovation tends to be 

more focused on customer/user feedback and requirements and it is therefore 

conjectured that users would be more likely to be involved than in product 

categories where high-technologically-based, discontinuous innovation is 

prevalent. 

Within the consumer durables sector there are a number of different industries. In 

order to control as many factors as possible, it was decided to focus on household 

products, mainly kitchen and garden items. A significant number of companies 

manufacturing these items can still be found in the UK and therefore geography 

did not present a significant problem. It also ensured that the national focus of the 

study was retained, as few modem NPD studies are focused solely in the UK. 

This section has provided an outline of the scope of the research in order to set the 

remainder of the thesis in context. Limitations of the research design and the 

study overall are discussed in Chapters Four - Methodology, and Ten -

Conclusion and Contribution. 
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1.4 Outline of the Thesis 

1 .4 . 1  Introduction 

This section describes the structure of the thesis and concludes with an outline of 

the contents of each chapter. The following table, Table 1 .  1 ,  depicts the structure 

of the thesis, the main objectives for each chapter, the methods and how they are 

interlinked. Following this is a description of the structure. 
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Table 1.1 Structure of the Thesis 

Research Phase Obiectives Method Chapter 
Phase I - Establishing Parameters 

Secondary • To el icit success factors in • Literature review 2 

Research I NPD. 
• To develop a research agenda 

for user-related success 
factors. 

Secondary • To refine the research • Further literature review 3 

Research 2 obj ectives. 
• To develop the parameters of 

the study. 
Stage One • To establish aspects for further • Exploratory interviews 5 

Research investigation from the 
perspective of ' experts ' . 

Phase II - Primar v Research Methodology 

Research Design • To identify the most suitable • Inductive, flexible research 4 

research design to achieve the design 
objectives for the study. 

Research . To describe and justify the • Telephone survey 4 
Methods individual methods used within • Case studies 

the research design. • Model development and testing 

Phase III - Research Findines 

Stage One • To describe the results from . Thematic analysis. 5 
Results the exploratory stage. 

• To explain how these fed into 
the next stages of the research. 

Stage Two • To describe the findings from • Correlation and regression 6 

Results the telephone survey. analysis for statistical evaluation 
• To initiate the discussion of of user-related success factors. 

end-user involvement in • Thematic analysis of qual itative 
product development. data. 

Stage Three • To describe and develop the • Thematic analysis of qual itative 7 

Results themes regarding user-focus data. 
and involvement in product • Analysis of firm ' s  NPD 8 

development. processes 

Stage Four - • To develop an overall • Identification of guiding 9 

Theory understanding of the user- strategies and drivers. 

Development related success factors. • Integration of findings and 
• To build a model to explain l iterature. 

these factors. . Model construction. 
• To integrate the themes and 

findings from the study with 
the l iterature reviewed earlier. 

Phase IV - Conclusions 
Conclusion and • To develop overal l conclusions • Discussion of main points made 1 0  

Contribution regarding user-related factors in previous chapter. 
in consumer durable NPD. • Critique of research design and 

• To delineate the contribution analysis of l imitations leading to 

to knowledge made by this recommendations for further 

study. research. 
• To make practical 

recommendations  for firms. 
• To make recommendations for 

further research. 

1 2  



1 .4 .2 Structure of the Thesis Described 

Phase I - Establishing Parameters 

Chapter One - Introduction 

Chapters Two, Three and Five provide the background and parameters for this 

study, from which the research objectives are derived. Chapter Two focuses on 

the broader field of the NPD success and failure studies. Twenty key success 

factors are elicited from these studies. A case is made for the user/market related 

factors to be of particular interest in the context of incremental consumer durable 

products . 

A further literature survey focusing on user/market factors and market orientation 

was undertaken and is reported in Chapter Three. This facilitated the 

development of the research objectives and the hypotheses and propositions to be 

tested in Stages Two and Three of this study. 

Chapter Five reports the results from Stage One - the exploratory data collection 

stage . An interview was conducted with an expert from the Design Council in 

London. This led to temporary membership of a special interest group at the 

Design Council which enabled an opportunity to gain the views of further 

' experts' .  The results reinforced much o f  the literature by highlighting the 

importance of feeding users' needs into NPD and involving users themselves in 

the process. 
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Phase II - Primary Research Methodology 

Chapter Four - Methodology - describes the flexible research design chosen to 

achieve the research objectives. The design emerged during the data collection 

stages rather than being pre-specified, symptomatic of the inductive approach 

taken overall (Robson 2002) . Chapter Four also describes the different research 

methods used for each stage of the study, which involved combining qualitative 

and quantitative methods. The case for employing those methods is made and 

their various shortcomings are reflected upon. Issues such as reliability and 

validity are discussed. 

Phase Ill- Research Findings 

Chapter Six reports the results of the Stage Two telephone survey with 

Millennium Product awarded companies. Firstly, descriptive statistics give an 

overview of the companies interviewed and their situations. Secondly, the results 

of the correlation and regression analyses are reported before the final section 

describes the initial qualitative data obtained from the telephone survey. 

Chapter Seven reports the first part of the results from Stage Three - the case 

studies. Chapter Seven focuses on the general approaches and dimensions of 

successful NPD in the case study companies. The data are grouped thematically 

and focus on factors important to user-involvement and how companies maintain 

a user-focus throughout NPD. 
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Chapter Eight reports the second part of the case study results, focused on the 

specific processes and involvement of users in the development of the successful 

product identified by each company. The NPD processes of each company are 

compared and contrasted with a textbook version of the process. 

Chapter Nine - Theory Development draws together the findings from the 

previous three chapters with literature discussed in Chapters Two and Three. A 

two-by-two matrix is developed to explain the two strategies and drivers identified 

from Stages Two and Three as influencing patterns of user involvement. Product 

complexity and market orientation are identified as determining factors from all 

sixty-five products in this study and the model is built on these data. The results 

are reported in Chapter Nine . 

Phase IV - Conclusions 

Chapter Ten draws out the main findings from this study and summarises these in 

the light of the research objectives. The contribution of the research is set out and 

actionable recommendations are suggested for practitioners. Limitations of the 

research are highlighted giving direction for further research in this field ofNPD. 

1.5 Conclusions 

The purpose of Chapter One has been to set out the research question and the 

parameters of this study. The main gaps in the existing theory have been 

identified leading to a focus on the user-related success factors in incremental 

product development in consumer durable products. In addition, the focus of the 
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research design on qualitative methods and explaining the aspects behind the 

user/market factors has been justified in the light of previous research which 

provides evidence that little in the way of explanatory research in the field of NPD 

has been attempted. The study fills this gap both for the academic literature and 

for practitioners. 
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Chapter Two - New Product Development Success and Failure Studies 

Chapter 1\vo - New Product Development Success and Failure 

Studies 

2.1 Introduction 

Chapter Two builds the theoretical basis on which this study is established. By 

reviewing the relevant literature, the research problem is identified and the 

parameters of the study are defined. In this chapter the NPD success and failure 

studies are evaluated and the user-related factors elicited. Chapter Three then 

examines the literature on the user-related factors in more depth. 

2.2 Definitions 

2.2. 1 Introduction 

One of the problems with reviewing literature in the new product development 

field is that terms such as 'design' , ' innovation' and 'new product development' 

are frequently used interchangeably but they can also have entirely different 

meanings. In addition it is important to examine how success is established in the 

studies reviewed in this chapter so that comparisons can be made. The varying 

definitions of success also contributed to the measurements that were used in the 

study reported in this thesis. 
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2 .2 .2 Design, New Product Development and Innovation 

The term 'design' is usually defined as an activity or process through which ideas 

are given meaning, or as the outcome of that process : the physical article that is 

produced. It is also used to refer to the various aspects of that article such as the 

structure, form, functions and aesthetics (Caldecote 1 979, Gorb and Dumas 1 987, 

Walsh et al 1 992, Urban and Hauser 1 993, Bruce and Cooper 1 997). For 

example, people frequently refer to the 'design' of clothing, buildings, cars or 

other artefacts with which they are surrounded. In addition, it has connotations 

with arts and crafts as well as with fads and fashion, for example ' designer' 

clothing from major brands is popular in today' s youth culture (Bruce and Cooper 

1 997). 

In order to establish a working definition for this study the components of what 

constitutes 'design' and their fit with terms such as new product development and 

innovation have been examined. The dictionary definition of design includes 

aspects such as : 

"to work out the structure or form of (something)" 
"to plan and make (something) artistically or skilfully" 
"to invent" 
"a plan or preliminary drawing" 
"a finished artistic or decorative creation" 
"the art of designing" 
"a plan or project" 
(The Collins Dictionary and Thesaurus 1 9 87) 

Some of the core aspects include creating, making or planning something whether 

that is artistic, decorative, a drawing or an artefact of some kind. Similarly, Bruce 

and Cooper ( 1 997) describe design activities as comprising: 
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"the creative visualization of concepts, plans and ideas and the 
production of sketches, models and other representations of those 
ideas, aimed at providing the instructions for making something that 
did not exist before" (p. 8) 

The design process comprises various activities with the purpose of creating a 

new object. It involves identifying key benefits the product should provide the 

user with and the positioning of those benefits when compared with competitors' 

products (Urban and Hauser 1 993) .  In order to do this effectively, the design 

process involves plans and ideas that are then developed into sketches, models and 

prototypes . These can be said to provide the ' instructions' for making the object 

that did not exist in that form before (Caldecote 1 979, Walsh et al 1 992, Bruce 

and Cooper 1 997) . Included in these plans are issues beyond aestheticism, 

including ergonomics, function and environmental issues, all of which impact on 

the success of the finished product (Bloch 1 995) . Good design results in products 

that are superior to their competitors in a number of ways and may make a product 

into a classic. This may extend the product' s l ife-cycle and delay or prevent 

decline (Bloch 1 995, Kellerman and Kellerman 1 998). 

Design is often referred to as being virtually synonymous with ' innovation' and 

'new product development' as the design produced involves the core activities of 

translating ideas and perceived needs into finished articles (Lorenz 1 986). 

Despite this, design really forms only one distinct stage of the product 

development or innovation process but not the whole process per se. The NPD 

process comprises a number of stages which for ease can be divided into three 

main phases (Jones 1 997) : 
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• The inception phase 

• The creation phase 

• The realisation phase 

The creation phase involves drawing the plans and developing the prototypes prior 

to the realisation phase of manufacture and launching the product on the market. 

In that sense, the real design of the artefact is confined more or less to the creation 

phase, although the latter phase involves packaging design and promotional 

design. (Jones 1 997). 

For the purposes of this study 'design' is defined as : 

"A creative process resulting in a visual representation which leads to 
the manufacture of an artefact which did not previously exist in that 
form" 

Design is a key stage in the new product development process, and the expression 

'the design of . . .  ' an artefact refers to the form, structure, function and appearance 

of the object itself, thus emphasising the importance of design to a new product. 

The NPD process itself is the process by which an artefact comes into being from 

inception through to launch. This incorporates design in the creation phase (Jones 

1 997). The terms 'NPD' and ' innovation' are often used interchangeably to mean 

the change or introduction of a product, process or service (Heap 1 989, Tidd et al 

1 997). Whereas invention is simply the creation of the new idea in the first place, 

innovation is invention plus exploitation, or the entire NPD process (Ettlie 2000, 

www.innovation.gov.uk) . Industrial innovation differs from NPD in that NPD 

includes minor changes rather than more substantial transformations in 
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technology. As this thesis is focused on consumer not industrial innovation, both 

' innovation' and 'NPD' are used to refer to the product development process in its 

entirety (Walsh et al 1 992) . The definition offered by Myers and Marquis ( 1 969) 

comprehensively delimits innovation: 

"Innovation is not a single action but a total process of interrelated sub 
processes. It is not just the conception of a new idea, nor the 
invention of a new device, nor the development of a new market. The 
process is all these things acting in an integrated fashion" 

In addition, the terms 'novelty' and 'complexity' are used in this thesis to discuss 

aspects of the new products used in this study. Novelty is essentially the degree 

of 'newness' associated with a product or process and can incorporate a variety of 

aspects as espoused by Cooper ( 1 993 ), with specific reference to products rather 

than processes :  

a. new to the world product 
b. new product line 
c. addition to an existing product line 
d. improvement or revision to an existing product 
e .  repositioning of an existing product e.g. to a new target market 
f. replacement of an existing product but at a lower cost 

The term complexity can also be applied both to products and processes .  The 

dictionary definition of the term ' complex' includes anything that has two or more 

related parts or is complicated. Complex products are therefore usually those that 

are perceived to consist of a large number of parts. Similarly complex processes 

are those that are composed of a large number of sub-processes . 

As innovation is defined as the exploitation in its entirety of new ideas, the NPD 

process in whole, it can be seen that both innovation and complexity are 

2 1  



Chapter Two - New Product Development Success and Failure Studies 

components of novelty and effect the degree of novelty of the product. This can 

be illustrated by the following formula: 

(pa + pri = N  

Where pa is the complexity of the product, pr is the complexity of the 

development process, I is innovation and N is novelty. The premise behind this 

equation is that changing or adding parts on their own (product complexity) may 

not necessarily increase the novelty of the product. Complexity therefore appears 

to require innovation (the exploitation of new ideas) in order to increase novelty. 

From the other perspective the same is true in that innovation leading to an 

increase in novelty almost always involves increased complexity of the product 

and probably also involves increased complexity of the development process. 

This is central to the argument developed in this thesis as it was found that the 

degree of product complexity influences the strategy adopted for involving the 

end-user. The more complex the product, the more likely it was that the company 

used a Risk Reduction strategy where the user was involved quite extensively in 

the development process, which also makes the process more complex. The 

degree of innovation incorporates this and contributes to the degree of novelty of 

the product. 

To illustrate more clearly what this means, innovation can be assigned the number 

1 or 0, i .e. it is either the exploitation of new ideas ( 1 )  or it is not, in which case it 

is assigned 0. In the case of the space shuttle it can be assigned l ,  as it involved 
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the exploitation of new ideas . The shuttle was composed of some 2 million parts, 

and it can therefore be fairly reliably assumed that the process by which it was 

made was also composed of a high number of interrelated sub-processes. When 

these figures are assigned to the formula this gives a very high score for novelty, 

which would seem to be appropriate in this case. 

Using the same formula in another example, a new car would use some new parts 

and a fundamentally similar process to an existing car, but if there was innovation 

then a high novelty value would be obtained, whereas lower innovation would 

give a lower novelty value, because after all, it is still a car. This, for example, 

could be seen with the development of a hybrid engine instead of a pure petrol 

engme. 

The above examples are merely attempts to clarify how these three terms and 

concepts relate to one another in practice and in theory. Complexity and 

innovation are more easily defined and delineated than novelty which is in part 

qualitative and relies on an evaluation on the part of the user based on what 

already exists on the market. 

In this thesis ' design' refers to the specific activities in the creation phase of the 

process and ' invention' is used with reference to the discovery or conception of 

the new idea in the very beginning. The terms ' innovation' and 'NPD' are used 

interchangeably to describe the overall development process . ' Complexity ' and 

' innovation' are seen as components comprising the 'novelty' of the end product. 
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The following section, 2 .2 .3 ,  talces the discussion of degrees of innovation and 

novelty further. 

2 .2 .3  Generational and Incremental Innovation 

Within NPD different degrees of novelty exist. These range from very minor, 

aesthetic improvements through to 'blue sky' innovations that may inspire new 

industries or change behaviour in society (Pilditch 1 987, Heap 1 989, Tidd et al 

1 997). The products that come to mind when innovation is  mentioned are 

generally those that have made headlines and changed the way in which aspects of 

life are led. For example, the compact-disc (CD) player and personal computers 

(PCs) are new products that have changed aspects of life and spawned entirely 

new product categories (Hermann 1 999). Innovation can however occur at two 

levels : generational, also referred to as breakthrough, radical or 'blue sky' ; and 

incremental . Generational innovation is that which engenders significant changes 

in a product or process and is frequently the result of technology-push, as in the 

examples of CD players and PCs (Jones 1 997, Ettlie 2000). These innovations 

tend to be more high-profile than incremental developments although incremental 

innovations are important for the continuing profitability of most firms: 

"Modest as it is, such innovation is absolutely essential for the average 
firm' s survival" (Marquis 1 988) 

Incremental innovation consists of minor changes to products, often stimulated by 

a demand for change from the customer, and results in better quality, improved 

function or altered ergonomics and aesthetics (Marquis 1 988 ,  Hermann 1999). 

Incremental innovations are the 'bread and butter' for most firms, most of the time 
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as they do not have the resources and do not want the risk involved in generational 

innovation (Roy et al 1 990b, Walsh et al 1 992). In addition, technological 

advances may be beyond the resources and capabilities of many firms and they are 

more suited organisationally to design changes. Some research indicates that the 

two types of innovation require very different strategies and organisational 

structures (Bums and Stalker 1 96 1  ). It has therefore been concluded that firms 

that have always been involved in incremental product development are unlikely 

to develop generational innovations (Ettlie 2000). This may well be the case, but 

it does not preclude some firms from identifying the cumulative effects of 

incremental changes and distilling these into discontinuous innovations. Tushman 

and Anderson ( 1 986, Anderson and Tushman 1 990) argued that technological 

breakthroughs are often preceded by a series of incremental changes over a length 

of time. In this situation, a cycle was observed where a discontinuous innovation 

would be introduced that would then become standard and incremental changes 

would be made before the next discontinuous innovation was introduced, directly 

as a result of the cumulative effect of the incremental changes and discoveries. 

Similar to this theory is that the marketing management concept of product life 

cycles is one influence on the type of innovation and the involvement of the end

user (Tidd et al 1 997). The product life cycle starts with the introduction of a 

new-to-the-world, or a new-to-the-marketplace product, as a result of generational 

innovation, but as it progresses through the growth and maturity stages, the 

emphasis alters to incremental improvements that help to keep it ahead of its 

competitors. This is demonstrated in Figure 2. 1 below. 
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Introduction Growth 

New products incurring 
large expenses for 
promotion. 

Time 

Maturity Decline 

Design changes to improve 
product against competitors 
or repositioned to prevent 
decline. 

Figure 2.1 The Product Life-Cycle and Degrees of Novelty in Innovation 

(Product Life-Cycle adapted from Brassington and Pettit 2000, p. 304) 

Later stages may also see a focus on process innovation in attempts to reduce 

costs but in the maturity stage it is important to differentiate the product from its 

competitors in more ways than just price. Only one product will ever be the 

cheapest and the others must offer better value for money, in which design, 

quality, function, ergonomics and aesthetics all play a crucial part (Rassam 1 995). 

Input on these aspects can come from a variety of different sources but must lead 

to user-focused alterations. End-users may therefore be the most appropriate 

source of relevant information at this stage. 
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The research documented in this thesis has focused on incremental innovation 

largely because minor improvements, fuelled by market demand, should be more 

likely to involve end-user input on needs, design and testing of the product. 

Incremental innovation, in theory, is more allied to the marketing concept of: 

"identifying, anticipating and satisfying customer requirements" 
(Wilson et al 1 992, p. 1 )  

Customers, manufacturers, suppliers and others involved in  the product 

management process are all sources of innovative ideas and changes although 

these may not be easily integrated into the NPD process. Hermann ( 1 999) argued 

that there may be two reasons for this lack of integration. Firstly the ideas did not 

originate with the design team and are hence dumped into the 'not invented here' 

waste-basket. Secondly any changes to an original design imply the existence of 

errors and in this case emotional defences may be raised which may prove to be a 

barrier to change. Despite these potential problems, incremental innovation, due 

to its nature of making improvements to products that people already know, 

would seem to provide more opportunities to involve users than generational 

innovation. 

Given the differences in types of novelty, complexity and innovation, it is hardly 

surprising that there is also no single measurement of what constitutes success 

across all of the studies examining these factors. Section 2 .2 .4 below examines 

the varying ways in which success can be measured and has been assessed in the 

studies reviewed here in Chapter Two. 
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2 .2 .4 Definitions of Success 

Product success and successful product development are two different entities 

which can be evaluated in a number of ways. Product success is usually taken to 

refer to the commercial results of a product once it has been launched on the 

market, whereas successful product development may, in fact, refer to the 

completion of the NPD process on schedule, within budget and with a product that 

meets the objectives originally set for the project. This does not take into account 

how well the product then performs commercially. Differences in measuring 

success mean that the results of the success/failure studies are not directly 

comparable and any review of the extant literature needs to take this issue into 

account. Factors that may contribute towards success when it is defined in one 

way may well inhibit or not facilitate success when it is defined differently 

(Cooper 1 984a&b, Nystrom 1 985). In addition, the lack of a single, universally

accepted measurement had implications for the design of the study reported in this 

thesis. On the one hand it allowed the researcher the freedom to establish an 

appropriate measurement for the context under examination but on the other, any 

contribution to this field is likely to be minimised unless some of the same 

benchmarks are used. Section 2.2 .4 examines the various measurements of 

success before the implications of all of the definitions discussed here for this 

study are summarised and concluded. 
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At a basic level the simplest classification of success measures includes financial 

and non-financial as follows: 

Financial 
Profit 
Assets 
Sales 
Capital 
Equity 
(Hart 1 993) 

Non-Financial 
Design 
Activity 
Market 
Technological 
Commercial 

These however measure success at different levels within the organisation. For 

example, assets, capital and equity refer to the overall financial performance of 

the company, of which NPD is only one contributing factor (Walsh et al 1 992). 

Profit and sales can be applied at both overall company level and product level as 

can all of the non-financial measures, for example, when measuring the profit 

made on one product, or the contribution of one product to the overall profit of the 

company. The same can be calculated using the non-financial measures, i.e. 

success of a new product in terms of its design or technological developments, or 

the contribution that the development in design/technology has made to the 

overall success of the company (Hart 1 993) .  

The NPD literature has tended to be pervaded by financial measures, probably 

because these are easier to measure obj ectively and are more likely to be recorded 

and used by the firm itself. In addition, sales-based measures are sometimes used 

in order to emphasise the power that a firm commands in the marketplace (Hart 

1 993,  Montoya-Weiss and Calantone 1 994, Storey and Easingwood 1 999) . 

'Success' however is not something that is limited to financial measures. It can 

also be defined as the fulfilment of the aims and objectives that were established 
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at the beginning of the project (Maidique and Zirger 1 985) .  This measurement of 

success may result in quantitative benchmarks if the objectives were 

profit/sales/market-share focused in the beginning. Achievement of objectives set 

may also allow for the evaluation of the success of the project in such terms as 

' resulting in the development of new processes or technologies' . These are not 

necessarily measured quantitatively but may still be important to the organisation. 

Similarly in terms of evaluating what constitutes ' successful design' or 

' successful innovation' ,  the definitions of these terms as discussed earlier in this 

chapter must be highlighted. For the purpose of this thesis, the term 'design' was 

defined as : 

"A creative process resulting in a visual representation which leads to 
the manufacture of an artefact which did nor previously exist in that 
form." 

When assessed by this measure, a design would therefore be successful if it 

produced a plan, sketch or prototype which led to the development of a new 

product, regardless of whether the product itself went on to be commercially 

viable or useful to the organisation in any other way. 

In the same way, innovation was referred to as the entire NPD process and one 

measure of successful innovation is therefore be the completion of this process, 

involving the exploitation of new ideas which are ultimately taken to market. 

Again no quantitative measures of commercial viability or developmental 

progress for the firm are involved in this assessment of what constitutes success. 

Cooper ( 1 990) did indeed focus on the completeness of the NPD process as a 
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contributing factor to success, but it actually could be used as a measure of 

success in itself. 

It is also claimed that measuring success simply in terms of finance leads to short

termism in business which can be the antithesis of long-term profitable innovation 

(Hart 1993) . The most common approach of using overall company financial 

performance as an indicator of success for product development not only ignores 

other indicators of the standard of new product development in the firm, but also 

other factors from the NPD that contribute to the success of a company. For 

example, a ' successful' product might be one that attracts new customers to the 

firm, allows a firm to enter new markets or provides the technology for other new 

products to be produced (Storey and Easingwood 1 999) . These are much more 

strategic objectives and require a long-term vision which may prove to be at odds 

initially with making a large profit in the immediate future. 

This does not mean however that the non-financial measures in the literature are 

without problems. Few of them have been derived from empirical investigations 

and terms such as technologically- and commercially-based measures are vague. 

As such they tend to be dependent on subjective definitions by the respondents 

themselves. For example, what one person considers to be a significant 

contribution to technological development will be another person' s minor 

improvement (Hart 1 993) .  One measure that is perceived as being less dependent 

on subjective definitions is that of being awarded a prize for innovation or design, 

such as the Queen' s Award for Export. This has been established academically as 
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one such way of assessing 'success' (Ughanwa and Baker, 1989, Walsh et al 

1992). The major shortcoming of this measure is that the companies themselves 

often have to apply for the awards .  The application is then usually judged by an 

external panel, but the motivation to apply depends on the internal staff and their 

opinions of whether the product is worthy of the award. Additionally, some 

companies may be unaware that such an award exists and consequently do not 

apply for it but this does not mean that they are necessarily 'unsuccessful' .  Using 

another measure of success, commercially they may be equally as viable as that of 

award-winners. As such, a sample based solely on the winning of an award would 

neglect a large number of 'successful' products and is not necessarily 

generalisable to the wider population. Hence, in the study reported in this thesis, 

winning an award was only one measure of success in addition to others that was 

used. 

Non-financial measures focusing on the proficiency of activities have had more 

acceptance and are better established particularly through the work of studies such 

as that by Hart and Service (1 988) and Cooper ( 1 984a&b) . These studies involve 

measures such as 'the number of successful launches' (Hart and Service 1988) and 

'the rate of successes, failures and kills over a five year period' (Cooper 1984). 

This implies that the screening process early on in the NPD process must be 

particularly proficient and is a good indicator of how well things are working 

internally in the firm. If, however, a ' success' as measured here is a product 

which makes it all the way through to market launch, this does not necessarily 

mean that it has taken note of users' needs and integrated them within the process. 
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The product may still go onto be a commercial failure because it fails to meet 

users' requirements. Hart and Service ( 1 988) and Cooper ( 1 984a&b) measured 

success in terms of the overall company and did not assess how each product 

performed commercially. 

Non-financial measures have the disadvantage of often being subjective and there 

has been little to help managers define success in terms other than financial. 

Griffin and Page 's  ( 1 993, 1 996) research into measures of success and failure 

made a significant contribution in this area and was intended to establish 

measurement guidelines for both practitioners and researchers. The study 

involved an evaluation of the measurements currently in use by both practitioners 

and researchers plus those desired by practitioners. Although a total of seventy

five different measures were generated through their research, only sixteen were 

common across the three sources of data and these were categorised into five 

primary areas : 

1 .  Measures of firm benefits 

2. Programme level measures 

3. Product level measures 

4. Measures of financial performance 

5. Measures of customer acceptance 

Griffin and Page found that the specific factors used to measure the success of 

each project depend on the purpose of the product development programme, its 
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strategy and the objectives set for it (Griffin and Page 1 993, Hart 1 993). In order 

to obtain a fair assessment of whether the programme or project has been 

successful there should firstly be a measurement of the outcomes of the activities 

against the objectives that were set for them. 

"Success is defined as the achievement of something desired, planned 
or attempted . . . .  New product 'failure' can result in other important by
products, organizational, technical and market developments" 
(Maidique and Zirger 1 985) 

This would seem to be the most appropriate and realistic measurement of 'true' 

success from the company's perspective, but it still does not necessarily mean that 

it is a success with the users . Although Griffin and Page's ( 1 993 , 1996) research 

is limited to NPD in North America, it is still the most comprehensive analysis of 

the ways in which 'success' can be measured. Given that the purpose of their 

research was to bring some consensus to the ways in which success is measured 

for further research, and the fact that it is so comprehensive, it has been selected 

as one of the ways in which success has been measured in this study. Firms were 

asked to rate their views on the degree to which the product had contributed to 

success in terms of each of the measures described by Griffin and Page. It is 

noticeable from the Stage Two results reported in Chapter Six that few companies 

in this study actually measured the success of their new products beyond 

evaluating the sales and return on investment (ROI). In order, however, for this 

study to be academically rigorous as well as practically of use to companies, it 

was decided that success needed to be measured more extensively than the 

respondent firms themselves have chosen to do so. 
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As can be seen from Griffin and Page's  work, measurement of success is often 

conducted at either product or programme level and there has been little 

consensus in the extant literature on which level it is more appropriate to measure 

success at. This is very much left to the individual researcher and the aims of 

their study to determine. Since the late 1 990s there has been a refocusing in 

product development literature with Bartezzaghi et al ( 1 997) arguing that each 

NPD project constitutes a distinct phase within the context of continuous product 

innovation (CPI), although it is questionable whether this is a recognised and 

planned strategy in most firms, particularly small and medium sized enterprises 

(SMEs). If CPI exists in a firm then success at programme level should be 

measured (Boer et al 200 1 ). Griffin and Page' s  ( 1 993) view, however, was that 

product development outcomes should be measured across all five of their 

categories thereby spanning both programme and proj ect levels. Given that few 

firms except for the largest implement a planned CPI, measurements in the extant 

literature vary from programme level to individual project level and between 

financial and non-financial measures. Financial measures also vary between 

direct figures and indirect and relative measures . For example, relative measures 

would include the respondent ' s  perception of whether breakeven was achieved or 

whether profits reached the objectives set rather than obtaining actual figures. 

The advantage of indirect measures is that companies are more willing to respond 

to them rather than give financial information which may be sensitive or 

prohibited. The indirect measures however rely on the perception of the 

respondent and the accuracy of their memory, which is rarely checked with the 

actual figures (Hart 1 993). 
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This section has provided an overview of the variety of ways and levels at which 

success can be evaluated. Problems with using purely financial data have been 

highlighted alongside the limitations of using non-financial information and the 

different organisational levels at which success or failure can be measured. 

Griffin and Page' s  work has been the first attempt to synthesise these 

measurements and as such has provided one way of measuring success for the 

study reported in this thesis . In addition the winning of an award was used to 

obtain the first sample of companies and was later supplemented by respondent' s 

opinions of what constituted a successful product and Griffin and Page 's  

measurements. 

2 .2 .5 Conclusions and Implications for This Study 

Section 2.2 has defined a number of terms that are used frequently in this study 

and in the extant literature. In particular ' design' has been established as a 

creative phase which sits within the overall NPD or innovation process, whereas 

innovation is defined as the entire NPD process - invention plus exploitation. In 

addition, the relationships between the terms novelty, complexity and innovation 

has been explored, using a formula to illustrate the impact that complexity and 

innovation are thought to have on the perceived level of 'newness' of a product. 

This has not been empirically established, but it provides an illustration to help 

clarify the differences between these terms, a discussion that will be seen to be 

important later in this thesis after the findings have been reported. 
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The final section, 2.2 .4, has evaluated what is meant by the term ' success' - a 

critical element when any studies of success and/or failure are examined. The 

implication for this study is that the companies surveyed would report financial 

data such as sales, ROI and profit as the most common ways of evaluating their 

own successes, which they did. Studies such as those by U ghanwa and Baker 

( 1 989), Griffin and Page ( 1 993 , 1 996) and Hart (1 993), however, demonstrate that 

other measurements are just as valid assessments of success as the financial, 

quantitative methods and may be more appropriate when linking success to the 

integration of users ' needs or the development of a product that solves users ' 

problems. It is also important to highlight the difference between product, 

programme and firm-level measures of success. Measures used to evaluate 

whether an individual product has been successful are completely different from 

those used to evaluate a programme of NPD encompassing several products or 

entire ranges and programme-level measures are different again from yardsticks 

of how successful the firm is, and what the contribution of NPD is to that level of 

success. The study reported in this thesis looked specifically at the development 

of successful products and therefore product-level measures were used including a 

mix of qualitative opinions, the achievement of an award and commercial 

outcomes. 

Section 2 .3 ,  following, is a review of the studies which have evaluated the factors 

contributing to success and/or failure in NPD. 
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2.3 Success and Failure in New Product Development 

2.3 . 1  Background 

Research into product innovation has increased rapidly since the 1 960s, and the 

primary focus has been the factors contributing to success or failure (Booz et al 

1 968,  Hart 1 996, Boer et al 200 1 ) .  In 1 972, Project SAPPHO, based at the SPRU 

Science and Technology Policy Research Centre at the University of Sussex, 

made a key contribution to the development of work in this field by being the first 

study to use what is known as the ' pairwise' methodology. This involved the 

comparison and contrast of 43 pairs of successful and unsuccessful products, 

where each pair was in the same industry. The study, conducted in the chemical 

process industries, scientific instruments and electronics revealed that the 

following variables were key in differentiating between success and failure : 

• Understanding of users ' needs 

• Attention to marketing and launch publicity 

• Efficiency of development 

• Effective use of outside technology and external scientific 

communication 

• Seniority and authority of responsible managers 

Although Project SAPPHO was undertaken from a scientific/technical orientation, 

it is notable that the top key differentiating factor was that of understanding the 

users ' needs, although no comment is made on how accurately these needs are 

then translated into the product design. 
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Project SAPPHO was focused in Europe but it was not long before it was 

followed by Cooper ' s  Project NewProd from McMasters University, Canada. 

NewProd again used the 'pairwise' procedure in a large sample of ninety-three 

new product failures and 102 successes (Rothwell 1 974, 1 976, Rothwell et al 

1 974, Gerstendfeld 1 976, Utterback et al 1 976, Kulvik 1 977, Cooper 1 979a, b ) .  

NewProd was followed in the early 1 980s by the Stanford Innovation Project in 

the US (Maidique and Zirger 1 984). The Stanford project used a combination of 

unstructured interviews, a structured survey and an analysis of paired case 

histories . One of the key contributions of the Stanford Proj ect was that it used 

qualitative methods and remains one of the only studies in this field that has done 

so. This appears to be primarily due to the science and technical bias of a lot of 

the work and the dominance of Cooper' s work, replications of which in other 

contexts have led to a preponderance of quantitative methods being used. Despite 

the differences in methodologies, the three seminal works discussed above 

produced very similar results in terms of the factors identified as being important 

for success (Montoya-Weiss and Calantone 1 994). 

Project SAPPHO and NewProd can be considered as the foundations of NPD 

success-factor research on which other studies have been based (Balbontin et al 

1 999). Both studie s  were primarily focused in industrial products although 

Project NewProd included consumer electronics whilst SAPPHO was conducted 

into chemical processes and scientific instruments. Both utilised quantitative data 

collection techniques and analysis although the sample of NewProd' s  1 03 pairs 

was substantially larger than that of SAPPHO' s  forty-three .  Both studies found 
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that an understanding of customers' needs, proficiency in and attention to 

marketing activities, developing a higher quality product than the competition and 

good company-product fit in terms of marketing and technical capabilities were 

important factors for new product success. Studies following these seminal works 

have generally reinforced rather than disputed these findings. SAPPHO and 

NewProd both measured success in commercial terms - how successful the 

products were financially - which is probably a more accurate reflection of how 

well products meet users ' needs than almost any other measure. Other studies and 

different measures of success, have not, however, disputed these factors as 

contributing to success (Cooper 1 980, 1 982, 1 983, 1 984a&b, Rothwell 1974, 

1976, Rothwell et al 1 974). 

The term 'design' began to be incorporated into discussions of innovation in the 

late 1970s. The Corfield Report in 1 979 conducted research into product design 

in the UK with a particular focus on international trade . Corfield identified 

several factors that contribute to successful design including education and 

training of designers, technology transfer and governmental support. Following 

Corfield, further reports found factors which contribute towards design success. 

Similarities in findings with earlier NPD studies became evident as factors such as 

the importance of top level management commitment to NPD, the importance and 

use of strong market knowledge, sufficient commitment of resources, the 

development of a unique product and a market-led orientation of the company 

emerged (Walsh and Roy 1985, Lorenz 1986, Hart and Service 1 988,  Hart et al 

1 989, Ughanwa and Baker 1 989, Walsh et al 1 992). Although these appeared to 
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be less of an engineering slant to the studies in design, the emphasis on links with 

the market and therefore with the users' needs are still clear here. Design and 

industrial/engineering fields were the starting points for the work into NPD 

success and failure. Since then, it has grown into a field of its own, drawing 

together work for a wide variety of disciplines including engineering, design and 

marketing. Although not exhaustive, ninety-six studies which have examined the 

determinants of success/failure in NPD/innovation and design, have been 

reviewed and summarised for the purposes of the study reported in this thesis. 

Section 2.3.2 onwards discuss the results from this body of extant literature. 

2.3.2 Success and Failure Studies in New Product Development 

Some of the ninety-six studies reviewed here examine either success or failure 

whilst others compare success and failure, resulting in factors and strategies that 

distinguish between the two. The majority of the research is exploratory and there 

has been relatively little attempt to explain why the factors effect success/failure 

other than what appears to be immediately obvious. Even the more recent studies 

have remained exploratory by replicating studies eliciting determinants of success 

and/or failure in different contexts (Lilien and Yoon 1 989, Montoya-Weiss and 

Calantone 1 994). Replications and extensions of Cooper' s NewProd have 

particularly dominated growth in this field and whilst this undoubtedly extends 

the body of knowledge usefully into other contexts, it does not take it further in 

terms of explaining how and why these factors effect success and what companies 

can do practically to minimise failures. 
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These numerous exploratory studies have identified a wealth of success factors 

and used a variety of methodologies including different measures of success. 

Appendix A summarises the methodologies and results, where available, of the 

more notable studies to provide a clearer cross-comparison. As a result of the 

large numbers of studies the elicited factors seemingly cover every conceivable 

aspect of new product development and as such often appear to be contradictory 

(Balachandra and Friar 1 997). There have been a number of attempts to clarify 

these factors by reducing them to the general areas in which they are concentrated. 

For example, Montoya-Weiss and Calantone ( 1 994) in their meta-analysis 

reduced the common factors to a total of eighteen focused in four main areas: the 

market environment, new product strategy, the execution of the development 

process itself and the organisation, including its structure and culture. 

Balachandra and Friar ( 1 997) proposed a contingency model which had three 

dimensions of innovation, market and technology. Meta-analyses and attempts to 

distil critical success factors into groups are useful in enabling researchers and 

practitioners to develop an overview of the wider picture and strategic influences 

on product success. They are however less useful in providing explanations 

behind why and how certain factors contribute to success and/or failure, which is 

more important if the objective of facilitating more efficient and profitable NPD 

for practitioners is to be realised. The following table, Table 2. 1 ,  summarises the 

key success factors elicited from the ninety-six studies evaluated for this thesis. 

These are not listed in order of importance. 
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Table 2.1 Success Factors 

Factor Studies 
1 .  Cross-functional integration (general) Corfield 1 979, Kolodny 1 980, Millman 1 982, 

Maidique & Zirger 1 984, Gardiner & Rothwell 1 985 ,  
Johne & Snelson 1 988 ,  Wheelwright & Sasser, Jr. 
1 989, Rothwell & Whiston 1 990, Roy & Potter 1 990, 
Griffin 1992, Rochford & Rudelius 1 992, Rothwell 
1 992, Walsh et al 1992, Cooper & Kleinschmidt 
1 993a & b, 1 995  a & b, Cooper 1 994, Henderson 
1 994, Moenaert et al 1 994, Rothwell 1 994, Brown & 
Ennew 1 995 ,  Rassam 1 995, Ruekert 1 995, Leenders et 

al 1 996, Ayers et al 1 997, Bessant & Francis 1 997, 
Song & Parry 1 997a & b, Wind & Mahajan 1 997, 
Story et al ( 1 998) 

2. Top management commitment to the project Myers & Marquis 1 969, Rothwell et al 1 974, Cooper 
& Kleinschmidt 1 986, 1 995b, Johne & Snelson 1 988, 
Roberts 1 988,  Roy & Potter 1990, Rothwell 1 992, 
Montoya-Weiss & Calantone 1 994, Rothwell 1 994, 
Brown & Ennew 1 995,  Bruce et al 1 995, Rassam 
1 995,  Song & Parry 1 997b, Balbontin et al 1 999, 
Story et al ( 1 998) 

3 .  Market/customer orientation of  the firm Rothwell et al 1 974, Pilditch 1 978, Cooper 1 984a&b, 
Rothwell 1 992, Montoya-Weiss & Calantone 1 994, 
Rothwell 1 994, Cooper & Kleinschmidt 1 995a, 
Woiceshyn 1 995, Koksal 1 996, Gatignon & Xuereb 
1 997, Wind & Mahajan 1 997, Han et al 1 998,, 
Verhees 1 998 

4. Understanding of end-users ' needs Myers & Marquis 1 969, Pilditch 1 978, Cooper 1 979a 
& b, 1 980, 1 982, 1983 ,  Andersen 1 983, Maidique & 
Zirger 1984, Cooper & Kleinschmidt 1 986, Holt 1989, 
Dougherty 1 990, Griffin 1 992, Rothwell 1 994, Song et 

al 1 997, Ulrich & Eppinger 2000 

5. Good internal and external communications Myers & Marquis 1 969, Rothwell et al 1 974, Rothwell 
1 992, 1 994, Henderson 1 994, Bruce, Leverick et al 

1 995,  Bruce, Potter & Roy 1 995, Cooper & 
Kleinschmidt 1 995b, Woiceshyn 1 995, Wind & 
Mahajan 1 997, Balbontin et al 1 999, Story et al 1 998  

6 .  Presence of a product champion Kolodny 1 980, Roberts 1 988, Rothwell 1 992, 1 994, 
Cooper & Kleinschmidt 1 993b, Wind & Mahajan 
1 997,  Story et al 1 998 

7 .  Presence of a technological gatekeeper Roberts 1 988, Rothwell 1 992, 1 994, 

8 .  Proficiency of the product development Myers & Marquis 1 969, Rothwell et al 1 974, Cooper 
activities undertaken 1 979a, 1 980, 1 982, 1 983 ,  1 990, 1 994, Cooper & 

Kleinschmidt 1 987b, 1 99 1 ,  1 993b, 1 995a & b, Hise et 

al 1 9 89, Montoya-Weiss & Calantone 1 994, Parry & 
Song 1 994, Song & Parry 1 997a & b, Hart et al 1 999, 
Story et al 1 998 
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Table 2.1 Success Factors Continued 

9. Product' s  fit with existing skills and products Cooper 1 979a, 1 980, 1 982, 1 983,  1984a & b, 1 990, 
in the firm Cooper & Kleinschmidt 1 986, 1 9 87a & b, Johne & 

Snelson 1 988 ,  Wheelwright & Sasser, Jr. 1 989, 
Montoya-Weiss & Calantone 1 994, Rothwell 1 994, 
Koksal 1 996, Mishra et al l 996, Song et al 1 997, 
Souder & Song 1 997, Story et al 1 998  

1 0. Innovation treated as a corporate-wide task Rothwell 1 992, 1 994, Wind & Mahajan 1 997, 
1 1 . Strength of the product launch Cooper 1979a, 1 980, 1 982, 1 983 ,  Parry & Song 1 994, 

Koksal 1 996, Mishra et al 1 996, 
1 2 .  Product which fulfils users' needs o r  solves a Pilditch 1978 ,  Cooper 1 979a, 1 980, 1982, 1983 ,  

problem Andersen 1 983 ,  Maidique & Zirger 1 984, Cooper & 
Kleinschmidt 1 986, 1 987a, Holt 1 989, Dougherty 
1 990, Griffin 1 992, Magrath & Higgins 1 992, 
Rothwell 1 994, Bailetti & Litva 1 995 ,  Mishra et al 
1 996, Song et al 1 997, Wind & Mahajan 1997, Ulrich 
& Eppinger 2000, 

1 3 . Adequate investment in design and Corfield 1 979 ,  Rothwell & Gardiner 1 983 , Walsh 
importance given to design in the 1 983 ,  Cooper & Kleinschmidt 1 988, Roy & Potter 
competitive advantage of the product 1 990, Bruce, Potter & Roy 1 995, Rassam 1995, Nixon 

1 999 
14 .  Clear and comprehensive aims and Black & Baker 1 987, Cooper 1 990, 1 994, Roy & 

objectives of the project delineated and Potter 1 990, Rothwell 1 992, Cooper & Kleinschmidt 
communicated 1 993a & b, 1 995a, Moenaert et al l 994, Bruce et al 

1 99 5 ,  Bruce, Potter & Roy 1 995,  
1 5 .  Active involvement o f  the end-user in the Cooper 1 979a, 1 980, 1 982, 1 983 , Parkinson 1 982, 

development process Rothwell & Gardiner 1 983 ,  Roberts 1 988, Rothwell 
1 994, 

1 6 .  Clearly structured and completed NPD Cooper & Kleinschmidt 1 986, 1 99 1 ,  1 993a, 1 995a & 
process b, Johne & Snelson 1 988,  Wheelwright & Sasser, Jr. 

1 989 ,  Cooper 1 994, Moenaert et al 1 994, Rothwell 
1 994, Brown & Ennew 1 995, Bessant & Francis 1997, 
Wind & Mahaian 1 997, 

1 7 . Customer-derived product idea Von Hippe! 1 978 ,  Walsh 1 983 ,  Black & Baker 1 987, 
Roberts 1 988 ,  Cooper & Kleinschmidt 1 993b, Johne 
1 994, Bailetti & Litva 1 995 ,  Story et al 1 998 

1 8 . Being first to market Rothwell 1 994, Oakley 1 997, Wind & Mahajan 1 997, 
1 9 .  Development and production of  a unique and Cooper 1 979a & b, 1 980, 1 982, 1 983,  1 990, 1 994, 

superior product Walsh 1983 ,  Cooper & Kleinschmidt 1 987a & b, 
1 993a, 1 995a, Montoya-Weiss & Calantone 1 994, 
Parry & Song 1 994, Koksal 1 996, Oakley 1 997, Song 
& Parry 1 997a & b, Song et al 1 997, Souder & Song 
1 997,  Wind & Mahajan 1 997, Crick & Jones 1999, 
Nixon 1 999, Story et al 

20. Proficiency of the marketing activities in the Myers & Marquis 1 969, Rothwell et al 1 974, Cooper 
development process including the launch 1 979a & b, 1 980, 1 982, 1983 ,  1984a & b, 1990, 
and market research Lorenz 1 983 ,  Walsh 1 983, Cooper & Kleinschmidt 

1 986,  1 987b, 1 988 ,  B lack & Baker 1 987, Dougherty 
1 990,  Pavlidis 1 993 , Montoya-Weiss & Calantone 
1 994, Brown & Ennew 1 995,  Mishra et al 1 996, Song 
& Parry 1 997a, Song et al 1 997 
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The following sections examine the literature on the aspects most relevant to this 

study. 

Cross-Functional Integration 

The new product development process brings together people from across the 

organisation to work towards common goals and objectives. Extensive research 

has been conducted into cross-functional integration and it is now generally 

accepted as being a critical success factor for NPD (Haggblom et al 1 995) .  At a 

fundamental level the presence of co-operation itself contributes to success, 

although more recent studies have found that the quality and level of co-operation 

are also important factors (Cooper 1 979a&b, Cooper and Kleinschmidt 1 986, 

1 987a&b, 1 99 1 ,  1 993 ,  1 995,  Souder 1 980, 1 98 1 ,  1 988 ,  Moenaert and Souder 

1 990, Padmanabhan and Souder 1 994, Moenaert et al l 994, Gupta et al 1 986, 

Gupta and Wilemon 1 990, Hise et al l 990, Henke et al 1 993 , Parry and Song 

1 993 , Griffin and Hauser 1 996). Whilst the presence of a cross-functional team 

reduces time to market and increases the probability of getting the product right 

first time, the practicalities of bringing people together from different 

backgrounds,  thought worlds and working practices is often fraught with 

difficulty. Only if the interfaces and interaction between people from different 

disciplines and with different objectives, work well will the advantages outweigh 

the potential problems. Communication has therefore been identified as a key 

element in the succes s  of a cross-functional team. 
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Within NPD the most important interfaces of the ' create, make and market' 

functions have been identified as being those most frequently plagued by friction 

(Maidique and Zirger 1 984, Millman 1 982, Sonnenwald 1 996). With these 

interfaces not functioning well products are designed and made that the market 

does not want (Heap 1 989). Many re-designs and adjustments may be necessary 

to ensure that they are correct with the result that the time to market is too long 

and is too costly. In industrial contexts the R&D/marketing interface has come 

under considerable scrutiny and Souder' s work in North America has highlighted 

the problems with the interface and developed proactive methods to try and 

overcome them. 

In consumer durable firms, as studied in this thesis, the design function exists 

rather than R&D, which is prevalent in industrial contexts. Cross-functional 

integration is still an important factor though, insofar as it i s  the co-operation 

between the marketing and design functions that should be responsible for 

ensuring that the users ' needs are translated into the product design. It enables the 

matching of the customer/user requirements with product designs and 

performance, which at the same time can add value to the product, thus improving 

the commercial success of the product (Walsh et al 1 992) . Traditionally, however 

this interface has been problematic in the UK and the British earned a reputation 

for being good at design but poor at marketing through the development of 

products for which there has simply been no market (Heap 1 989). Methods such 

as Quality Function Deployment (QFD) from the Total Quality Management 

(TQM) background were developed partly as a response to this problem and are 

46 



Chapter Two - New Product Development Success and Failure Studies 

discussed in more detail in Chapter Three. The purpose here is merely to 

highlight it as a critical success factor. 

The NPD Process 

The process by which products are developed is a complex amalgamation of 

different functions within the organisation and many studies have highlighted 

process-related aspects as being critical for product success (Myers and Marquis 

1 969, Cooper 1 979a, 1 980, 1 982, 1 983 , 1 990, 1 994, Cooper and Kleinschmidt 

1 986, 1 987b, 1 993b, Wheelwright and Sasser Jr. 1 989, Dwyer and Mellor 1 99 1 , 

Parry and Song 1 994, Brown and Ennew 1 995, Song and Parry 1 997a, Story et al 

1 998). Realistically the process varies in terms of its structure from organisation 

to organisation and is dependent on the type of industry, degree of innovation, 

either incremental or generational, the products being developed and the culture of 

the firm involved. As a result, the extant literature lacks consensus on what the 

key stages of the process are .  Most studies however have emphasised the 

completeness of the process and the proficiency with which the activities  must be 

conducted but Cooper' s work in particular has emphasised the proficiency of 

conducting the marketing activities including the product launch (Cooper 

l 979a&b, Cooper and Kleinschmidt 1 986), again reinforcing the focus on the 

importance of the needs of the user. 

In addition, a number of studies have found that the existence of a clearly 

structured new product development process is a contributory success factor 

(Cooper and Kleinschmidt 1 986, 1 99 1 ,  1 993a, 1 995a&b, Wheelwright and Sasser 
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Jr. 1989, Cooper 1994, Brown and Ennew 1995, Bessant and Francis 1997, Wind 

and Mahajan 1997) . Cooper' s  work has emphasised the use of stage-gate models 

in product development and he has developed and used a model which consists of 

thirteen stages. This is lengthy when compared with Kotler and Rath's (1984) 

model of only eight stages and Crawford and Di Benedetto's (2000) five phase 

process. As a result of employing the longer process Cooper and Kleinschmidt 

( 1986) found a number of companies that failed to complete the whole process, 

when described in the researchers' terms. Not all companies would recognise the 

terms used to refer to certain stages, but this does not necessarily mean that they 

fail to complete the stages Cooper and Kleinschmidt (1986) included in the 

process. 

The literature on the structure of the product development process itself has 

developed considerably since Cooper focused on stage-gate models. Although 

much work has regarded a clearly structured process as being important for 

success, in reality product innovation is rarely so ordered and rational (Saren 

1984). As a result, more recent research has proposed alternative models to the 

stage-gate process, to try and encapsulate the structure of the process as it actually 

lS. 

In addition, the origin of the product idea, market-pull versus technology-push, 

will have an impact on the structure of the NPD process. The debate has raged for 

a long time over which is more likely to lead to product success, but it is now 

more accepted that both have their place and market-led product ideas need 
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technological input, whereas technological findings need genuine market 

applications. \Vhilst, therefore, the older stage-gate models would have separated 

these two functions and lowered the amount of cross-functional interaction, the 

more modem, team-based approaches are more likely to result in a combination of 

marketing and technology input into new product development. 

The following table, Table 2.2, summanses the product development process 

models . 

Table 2.2 Summary of Product Development Process Models 

Model Name Description Proponents Criticisms 
Decision stage Process is broken down Rubenstein and Ettlie Lacks emphasis on the 

based on decisions 1 979, Cooper and proficiency with which 
which have to be made. More 1979, Cox and activities should be 
Phases of activity are Styles 1 979 carried out. Decisions 
determined by decision frequently need to be 
points. taken between phases. 

Conversion process Perceives process as a Schon 1967, Twiss Lacks specificity at 
conversion of inputs 1 980 functional level and 
such as raw materials can lead to view of 
and scientific innovation that is 
knowledge into the impractical and purely 
outputs of the new theoretical. 
product. 
Can also include 
converting 
unquantifiable 
uncertainty into risk, 
which becomes 
measurable. 

Response Views innovation as a Becker and Whistler No discussion of 
response to some kind 1 967 relationship between 
of external or internal the source of the 
stimulus. Focused on stimulus and level of 
front-end, pre- adoption and 
development activities. subsequent success of 

the product. 
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Table 2.2 Summary of Product Development Process Models Continued 

Concurrent (parallel or Centred around the Cooper 1 993 Studies largely 
simultaneous) activities being conducted in multi-
engineering undertaken national organisations 

concurrently by a team in high-tech industries 
drawn from across the and may not be feasible 
functions. for small and local 

firms. May ignore the 
input of customers and 
suppliers. (Hart and 
Baker 1 994). 
Requires 'grass-roots' 
change regarding the 
organisation of product 
development in firms. 
(Maylor and Gosling 
1 998). 
Majority of resources 
are utilised during the 
first stages of the 
process which leads to 
problems with 
conventional 
accounting models . 
(Maylor and Gosling 
1 998). 

Multiple convergent Process has points Hart and Baker 1 994, Aim is to ensure that 
processing throughout the Bruce and Biemans process of information 

development phases 1 995 gathering and 
where functions evaluating occurs with 
converge to evaluate the involvement of all 
and take decisions . the functions in the 

process, but this again 
requires fundamental 
changes within the 
organisation to make it 
hannen properly. 

Nowadays the sequential models are considered to be obsolete and the focus is 

much more on a multi-disciplinary approach where all the functions in the team 

are involved right from the beginning of the process (May-Plumlee and Little 

1 998), thus linked with the literature identifying cross-functional integration as a 

critical success factor. Much of this research is from an engineering or scientific 

and technical background where the processes may indeed be clearer. The results 

from the study reported here, however, indicate that although formal methods of 
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obtaining information on users' needs is more important for success than 

informal, the actual NPD process  in the companies is rarely clear-cut in practise at 

all. This may, in part, be due to the size of the companies in this study which 

reflect the distribution of various sizes of companies in the UK economy as a 

whole: predominantly SMEs. 

As mentioned earlier, whilst the completeness and structure of the process 

contribute to success, the proficiency of the activities has also been found to be 

important. SAPPHO, NewProd and the Stanford Innovation Project all identified 

the quality or proficiency of the activities as being key to success, despite 

differences in methodologies and samples. No satisfactory measurement of 

proficiency is given however, although planning and co-ordination are included 

by Maidique and Zirger ( 1 984) as being of central importance. Proficiency was 

measured in the NewProd studies on a ten-point semantic differential scale and is 

therefore perceived rather than objective (Rothwell 1 974, 1 976, Cooper 1 979a&b, 

Maidique and Zirger 1 984, Cooper and Kleinschmidt 1 986,  1 987, 1 993b, Parry 

and Song 1 994, Mishra et al 1 996, Song and Parry 1 997). Proficiency of 

activities, however, may explain the relevance to SMEs, which cannot necessarily 

identify a structured NPD process, but nonetheless perform the activities covered 

it. 

Some of the results are contradictory as they emphasise different but always 'key' 

stages in the process which must be conducted proficiently for success .  R&D and 

technical stages were emphasised by SAPPHO whereas NewProd identified the 
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following six 'key' stages:  launch, trial sell, full-scale production, market studies, 

initial screening and market assessment. When compared with the results from 

the Stanford Innovation Project, which stated a need for proficiency in marketing, 

sales and production and R&D activities, it appears that all the stages in the 

process require quality execution (Rothwell 1 974, 1 976, Cooper 1 979a&b, 

Maidique and Zirger 1 984, Cooper and Kleinschmidt 1 986).  

Cooper and Kleinschmidt claimed in their later work that the initial, preliminary 

activities were the most important for success but their results do not bear this out. 

It is important, however, that any potential failures are identified as early as 

possible because it is far more expensive to kill them off at later stages or let them 

go through to launch before becoming failures. Instead the marketing and design 

activities have been most frequently emphasised as those particularly requiring 

quality execution (Myers and Marquis 1 969, Cooper 1 979a&b, 1 980, 1 982, 1 983,  

1 990, Rothwell 1 977, Rothwell and Gardiner 1 983,  Walsh 1 983,  Black and Baker 

1 987, Cooper and Kleinschmidt 1 986, 1 987b, Dougherty 1 990, Roy and Potter 

1 990, Pavlidis 1 993 , Brown and Ennew 1 995 ,  Bruce, Potter and Roy 1 995, Song 

et al 1 997, Nixon 1 999). Marketing and design activities in reality are pervasive 

through the entire process particularly as a cross-functional approach is more 

common today, although the continual high-rate of products which fail to meet 

users' needs highlights these activities as being critical to be investigated. Huitink 

and Hart ( 1 998) have more recently focused the debate onto the importance of the 

product launch strategy which they claimed guides the objectives and overall 

development focus of the new product development. Their definition of launch 
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strategy, however, is broad enough to encompass marketing or product strategy 

and involves all of the decisions necessary to position a new product to its target 

market. 

Creating a Unique and Superior Product and Being First to Market 

Being unique and superior in the eyes of the customer when compared with 

competitors' products has also been found to contribute significantly to new 

product success (Cooper 1979a&b ). This implies an ability to identify and 

integrate users' needs into the product and even excel them, although there is no 

detail on how this might be achieved. This is a key success factor identified by 

many of the earlier studies (Myers and Marquis 1969, Rothwell 1974, 1977, 

Rothwell et al 1976, Maidique and Zirger 1984). A further element here is that in 

order to create a unique and superior product, the marketing activities must have 

identified the perceptions the users have of the competitors' products. 

Some NPD studies, however, have emphasised the importance of being first-to

market with a new product and it can be argued that this is at the cost of 

developing a unique and superior product (Rothwell 1994, Oakley 1997, Wind 

and Mahajan 1997) . Rothwell (1994) accepted the traditional view that being 

first-to-market brings with it greater market share, profits through initial 

monopoly position and increased customer satisfaction, but the more recent 

research into the so-called 'pioneer advantage' literature has challenged this 

accepted view. Bohlmann et al (2002) found that in markets where product 

attributes and quality are highly valued by the user, being first-to-market can 
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actually be a significant disadvantage. Similarly, Wind and Mahajan ( 1997), 

whilst agreeing with Rothwell (1994) that cycle times need to be reduced in order 

for some companies to remain competitive, noted that in some cases key market 

research activities had been eliminated in order to achieve this, resulting in poor 

quality products and thereby negating the advantages of being first-to-market. 

In industries where being first-to-market is a trade-off against creating a unique 

and superior product, it can be argued that companies would do better to focus on 

the quality and attributes of the product and be a follower rather than a pioneer 

(Urban et al 1986). The 'pioneer advantage' literature has never supported the 

first-to-market advantage in an unqualified manner. Instead it is peppered with 

qualified comments that companies still need to maintain a focus on product 

quality and attributes which ties in with the NPD success literature emphasising 

the development of a unique and superior product. Again, the emphasis is on 

meeting and exceeding users' needs, which raises this as an important aspect for 

further study. 

Focus on Users ' Needs and Involvement 

As previously mentioned the majority of the literature reviewed here is based on 

studies into industrial, scientific and technological industries it is notable that 

there is a prevalent focus on aspects associated with the users, their requirements 

and the market-pull. It is widely recognised in the literature that technologically 

superior products are still not going to succeed if they do not solve users' 

problems or if there is no demand for them (Rothwell 1977, Heap 1989) . There 
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are five main factors that appear from the literature to constitute a focus on users' 

needs and their involvement in the NPD process : 

• Market/customer orientation 

• Understanding end-users ' needs 

• Product which fulfils users' needs 

• Involvement of the users 

• Customer-derived product idea 

The latter four factors can be seen to be derived from the first one: the importance 

of having a market or customer orientation in the firm generally. This has been 

identified by a number of studies although it has not actually been measured using 

the market orientation scales. Instead, having a market or customer orientation is 

described in the success factor studies in terms of utilising extensive market 

research and other market inputs and undertaking the marketing activities in the 

product development process proficiently. This is considerably more limited in 

scope than the market orientation is considered to be when the operationalisation 

of the marketing concept is referred to. Nonetheless the contribution to new 

product success of a market/customer focus can be considered here. Market 

orientation is discussed in more detail in Chapter Three. Studies such as 

SAPPHO and NewProd may have found it easier to develop an understanding and 

focus on the needs of the markets as they were considering specialist markets 

limited in size and product scope (Rothwell 1 974, Cooper 1 979a). SAPPHO 

found that having both a technology-push and market-pull were important for 

success .  Despite this, Rothwell ( 1 977) in his review of some of the early studies 
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noted that a focus on users' needs was critical for success and common across all 

of the studies he examined. Similarly failure was associated with a lack of 

consultation with potential users and a lack of focus on their needs throughout the 

development process. SAPPHO, NewProd and the Stanford Innovation Project all 

highlighted the impact of producing products that were not only technologically 

superior but were also focused on what the market wanted, however small and 

specialist that market might have been. 

The larger success studies have identified the role of conducting market research 

to understand users' needs. Market knowledge and marketing proficiency include 

the collection, interpretation and use of market information during NPD (Brown 

and Ennew 1 995). These factors have been found to be important in a number of 

the main studies, regardless of the different methodologies used (Cooper 

1 979a&b, 1 980, 1 982, 1 983, 1 990, Walsh 1 983 ,  Dougherty 1 990, Pavlidis 1 993 , 

Song and Parry 1 997a, Song et al 1 997, Wind and Mahajan 1 997). There is still , 

however, a heavy industrial and scientific bias to this and the smaller and more 

discrete markets in these industries make obtaining that kind of information easier 

at least theoretically than in the larger and more heterogeneous consumer markets .  

Associated with using the market information is developing a product that fulfils 

users' needs and does so better than the competitors' products . How the market 

information is used and the product developed to solve the users' needs is  not 

described by the earlier studies. Brown and Ennew (1 995) however pointed out 

that the internal politics of the organisation effect the degree to which this 
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information is allowed to be useful in the NPD process and this is associated with 

the relationships between the ' create, market and market' functions identified by 

Maidique and Zirger ( 1 984) .  Market information can be readily obtained but 

how, whether or the extent to which, design are able to make use of this 

information is dependent on the relationships and culture within the organisation. 

The dissemination of the market information must therefore also be a contributory 

success factor in the process of developing the product which fulfils the users ' 

needs, and the interface between the design and marketing functions is significant 

here. 

Fewer studies link the active involvement of the user and deriving product ideas 

from them as critical success factors in NPD, although Rothwell ( 1 977) identified 

specifically the lack of involvement as a factor for failure. Cooper endorsed 

frequent inputs from the customer throughout the process, but was not specific on 

how this might be achieved. Parkinson' s  ( 1 98 1 ,  1 982) study of the involvement 

of users in NPD in machine tools identified their involvement as being critical for 

product success, and the quality of the customer regarding their responsiveness to 

technology was key in the decision of the suppliers to involve them. Parkinson 

found that the UK customers were seen as being unreceptive to technology and 

undemanding and UK suppliers saw little point in involving them in NPD .  By 

contrast, German customers were actively involved and contributed to successful 

NPD. Similarly Gardiner and Rothwell (1 985) found the 'quality' of the customer 

to be critical for product success. In their study they found that the ' tougher' the 
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customers were regarding product designs, the more robust the finished products 

were. 

The evidence from these studies regarding a user/market focus is significant, 

particularly as the studies span organisational sizes, varying methodologies, 

industry sectors, nationalities and cultural backgrounds .  The majority of the 

success-factor studies, however, have been in industrial, scientific and 

technological markets in medium and large companies in countries other than the 

UK. It is therefore not unreasonable to conjecture that the ability to identify, 

integrate and meet users ' needs is likely to differ between industrial and consumer 

markets, at least partly due to the size of markets. Whereas industrial products are 

often targeted at a small and easily defined segment, the markets for consumer 

products are much wider and diverse, as they are indeed for the companies in the 

study reported in this thesis. As a result it may be seen as being harder for 

consumer products firms to involve users in NPD. The users themselves are also 

less likely to be motivated to participate as the products are less expensive and 

lower-involvement purchases than in much of the extant literature. 

2.4 Conclusions :  A Focus for this Study 

This chapter has reviewed the literature from success factor studies in NPD. The 

evaluation of these studies in Appendix A reveals that the majority of success 

factor studies have been focused in industrial, technological and scientific 

contexts and there i s  a lack of research into success factors in consumer products 

industries of any kind. Some research has been conducted on NPD in consumer 
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service industries such as financial services, but any differences in the success 

factors identified in these studies appear to stem from the fact that they were 

services rather than tangible products, rather than due to a consumer-industrial 

distinction. For example, the importance of effective communications and 

distribution, the quality of service delivery and staff were all found to be more 

important in Storey and Easingwood' s ( 1 996) study than in product-based studies, 

but these are aspects that are inherent in the unique characteristics of services 

rather than products. In addition, studies have been conducted into electronic 

gaming, mobile phones and other consumer electronics which reinforce the 

importance of involving the user in product development (e.g .  Kangas and 

Kinnunen 2005). Chapter Three considers the changes in consumer groups that 

have gone on since some of the NPD studies were conducted and makes the point 

that in markets such as consumer electronics, users are actually fairly easily able 

to be contacted and may take an active role in product development, as in the case 

of online software development groups. Earlier studies such as SAPPHO and 

NewProd have been replicated more recently in other countries such as in Japan, 

China and Korea, yet the body of literature is no closer to explaining why some of 

these factors are important to product success (Song and Parry 1 997a&b, Song et 

al 1 997, Mishra et al 1 996). For the study reported here, therefore, the empirical 

gaps were clear: the research project was approached from a marketing 

perspective and the user-related factors were identified as being those of particular 

interest for further exploration and explanation. User-involvement, in particular, 

is an aspect that has only been considered by a few studies in industrial sectors 

(Parkinson 1 98 1 ,  1 982, von Hippel 1 978, 1 988, Gruner and Homburg 2000). The 
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aim of the study here therefore was to identify and explain factors behind user

involvement in successful NPD. The following chapter, Chapter Three, reviews 

the literature relating specifically to these aspects in more detail. 
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Chapter Three - Market-Orientated New Product Development 

3.1 Introduction 

Chapter Two introduced the reader to the field of the NPD success factor studies 

and highlighted the areas particularly concerning user involvement in the NPD 

process. Chapter Two also discussed the issues of the meaning and measurements 

of success - whether it is measured at product level, i .e .  has the new product been 

a commercial success, or at firm level, i .e .  what contributions do new products 

make to the overall profits of a company? - and how studies in NPD success 

factors have measured ' success' and given it meaning. In spite of the differences 

in measuring success, there is a lot of agreement in the studies about the critical 

success factors and in particular about the importance of the user in the NPD 

process. Chapter Three takes this discussion further by identifying market 

orientation as a framework within which user involvement in NPD can be 

examined. Chapter Three examines examining the impact of firms having a 

market orientation on user involvement in NPD and the level of novelty of the 

product; and on the quality of user information and how it is obtained and 

disseminated. 

The literature in Chapters Two and Three provided the parameters for the study 

reported in this thesis and formed the basis from which the hypotheses and 

propositions for Stages Two and Three were developed. Chapter Four, following 

this chapter, reports on the methodology used for the study reported here. 
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In the literature the terms customer and user are used interchangeably to refer to 

the end-user for which a product is designed. The customer of a company may not 

necessarily be the same as the end-user, however. For example in the case of a 

manufacturer whose customer is the supermarket rather than the end-user of the 

product. For issues of clarity in this thesis the terms user and end-user will be 

employed interchangeable to refer to the person for whom the product is ultimately 

intended. If the term customer is used, it will refer to an intermediary such as a 

retailer. 

3.2 Market Orientation: Business Performance and New Product 

Development 

3 .2. 1 Market Orientation: Introduction and Background 

In Chapter Two, having a 'market orientation' in the company was noted from the 

NPD literature as being a critical success factor. The study reported here has been 

conducted from a marketing perspective and market orientation is essentially the 

operationalisation of the concept that the identification and fulfilment of the needs 

and wants of customers profitably is the cornerstone of successful business. Thus, 

as a cornerstone of successful business, market orientation has also been identified 

as an NPD critical success factor ( e.g. Kotler 1 994) although the debate continues 

as to whether it is a culture within which NPD exists, or a set of behaviours and 

processes which the NPD process encompasses. 
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Ever since Shapiro (1988) used the terms 'market oriented' and 'customer 

oriented' interchangeably there has been confusion in the literature as to what, 

exactly, market orientation is and what it includes. Shapiro, basing his definition 

on the original marketing concept, used it to describe a company that completely 

understands its markets and the end-users of the products or services. This 

interchangeable use of the two terms is at odds with Narver and Slater's ( 1990) 

work where they claimed that market orientation is associated with relationship 

marketing and that customer orientation is only one component of market 

orientation. According to Narver and Slater (1990), the seller tries not only to 

create benefits for the customer but also to establish and maintain a long-term and 

mutually beneficial relationship with them. This led Narver and Slater to assert 

that the antecedents of market orientation rest in three main areas: customer 

orientation, competitor orientation and interfunctional co-ordination (Narver and 

Slater 1990). Kohli and Jaworski's  ( 1990) parallel work, however, perceived 

market orientation as having its antecedents in senior management factors, 

interdepartmental dynamics and organisational systems, a rather different origin 

than relationship marketing. Both Narver and Slater's and Kohli and Jaworski' s 

studies, however, are linked closely into factors which affect NPD e.g. the 

importance of market intelligence, meeting users' needs, providing a unique and 

superior product for users and the necessity of having a good relationship between 

the create, make and market functions within a company. 

Both perspectives reinforce the need for companies to track changes in the 

customers' culture and ensure that the voice of the customer (VOC) is heard 
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throughout the process. To some extent this has been adopted as a set of quality 

processes internationally, as the VOC is one, critical aspect of the product 

realisation section of ISO 9001 2000. This even goes to the extent of charging the 

company with the responsibility of tracking any changes in the customer's  culture 

and needs and ensuring that these are integrated into the NPD process, but it does 

not address this aspect of market orientation as a culture within the firm, merely a 

set of processes and procedures. 

The two different perspectives on Market Orientation have led to the development 

of similar scales with which to measure the market orientation of an organisation. 

Table 3.1 , examines the definitions of market orientation that have been cited in 

the literature and the philosophical standpoints: 

Table 3.1 Definitions of 'Market Orientation' 

Definition 

''the organizationwide generation of market 
intelligence pertaining to current and future 
customer needs, dissemination of the 
intelligence across departments, and 
organizationwide responsiveness to it." 
"the organization culture . . . that most 
effectively and efficiently creates the 
necessary behaviors for the creation of 
superior value for buyers and, thus, 
continuous superior performance for the 
business." 
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Source and Where Study 
Philosophy was Conducted 
Kohli and 62 managers in 
Jaworski 1990 industrial, 
[behavioural] consumer and 

service industries 
in 4 US cities. 

Narver and Slater 140 strategic 
1990 [ cultural] business units in 

the forest 
products division 
of a maJor 
western 
corporation 
covering 
commodities, 
products, 
distribution and 
export 
businesses. 
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Table 3.1  Continued Definitions of 'Market Orientation' 

"the set of beliefs that puts the customer' s  Deshpande, 
interest first, while not excluding those of Farley 
all other stakeholders such as owners, Webster 
managers and employees, m order to [cultural] 
develop a long-term profitable enterprise." 

and 
1 993 

''the generation of appropriate market Deng and Dart 
intelligence pertaining to current and future 1994 
customer needs, and the relative abilities of [behavioural] 
competitive entities to satisfy those needs; 
the integration and dissemination of such 
intelligence across departments; and the 
coordinated design and execution of the 
organization's strategic response to market 
opportunities" 

50 Japanese 
companies 
randomly 
selected from the 
Nikkei stock 
exchange m 
Tokyo, varying 
by industry. 
248 Canadian 
firms, varying by 
size, industry 
type and 
geographic 
location. 

As Table 3 . 1  illustrates, one of the main debates originating from the definitions of 

Market Orientation is whether it is a cultural aspect of an organisation or a set of 

behaviours and activities. Both are important, although culture is seen as unifying 

the organisation as a whole (Day 1 994) and according to this view the 

implementations of a market orientation within the organisation are likely to be 

more meaningful when it is an aspect of the organisation' s underlying culture. 

Implemented as a set of behaviours and processes it is possible for an organisation 

merely to pay ' lip-service' to the concept and this has occurred with other concepts 

that have emerged as a set of processes, for example the total quality management 

philosophy (TQM) which most British companies implemented as ISO 9000/9002. 

In companies where TQM was not integrated fully into the organisation' s culture, 

going through the stages of the process has become more important than the 
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underlying philosophy and it is now often seen as a form of bureaucracy rather 

than anything more meaningful. 

Despite the differences in the philosophies, the studies on market orientation have 

produced scales which are very similar. Gray et al ( 1 998) utilised the three main 

instruments (Narver and Slater 1 990, Kohli and Jaworski 1 993 , Deng and Dart 

1994) combining all of the items which was then purified using responses 

obtained. Any items with a low Cronbach Alpha reliability score were then 

dropped. After subsequent factor analysis the instrument contained twenty items 

that closely resembled Narver and Slater' s ( 1990) original model, rather than the 

work of Kohli and Jaworski ( 1 993) or the combined scale of Deng and Dart 

(1 994). Greenley ( 1 995a) commented that the Narver and Slater ( 1 990) scale has 

been found to be more robust and is the one that is used more often. It would 

appear from this work, therefore, that market orientation is connected with the 

culture of an organisation rather than just the business processes . From this 

standpoint, it is the culture that produces the necessary processes to generate 

products which focus on users' needs. New products which focus on users ' needs 

and create ' superior value for buyers' are those, according to the extant literature, 

which are most successful in their own right (success measured at product level) 

and also, therefore, contribute to a successful business (success measured at firm 

level), and this was noted by Narver and Slater in their definition of market 

orientation. 
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Market orientation is an appropriate framework from which to examine user 

involvement in this study for two primary reasons :  firstly the fact that this study is 

being conducted from a marketing perspective rather than from any other 

discipline warrants the use of a framework from the marketing literature and 

secondly the behavioural definitions of market orientation place emphasis on the 

importance of good quality, relevant market information, the dissemination of that 

information throughout the organisation and the responsiveness of the organisation 

to that information in an appropriate manner. All of these aspects were identified 

as critical success factors from the NPD literature in Chapter Two and make 

market orientation a relevant and appropriate framework within which to examine 

them. The following sections therefore examine the literature on the impact of 

market orientation on overall business performance, NPD and the level of novelty 

in new products and how user information is obtained and related problems. 

3 .2 .2  Market Orientation and Business Performance 

Over the last decade there has been a renewal of interest in the operationalisation 

of the marketing concept and its impacts on various aspects of organisations 

including their profitability. The extent to which it has been linked with product 

development is somewhat limited as most of the studies have been concerned with 

its contribution to overall business performance although, to date, the results of 

this field of research have been somewhat inconclusive. Narver and Slater 's  

( 1 990) study established a positive relationship and Gray et al  ( 1 998) found 

similar results, indicating some reliability of the cultural aspect of market 

orientation and the relationship with business performance. At this stage in the 
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development of the field, it was generally accepted that market orientation had 

positive influences on business performance, although at the time it had been 

established on the basis of only two American studies (Greenley 1 995a). 

Greenley's  ( 1 995b) own study using Narver and Slater' s ( 1 990) scale in British 

companies indicated that, similar to other studies, there was no direct impact of 

market orientation on business performance, neither negative nor positive 

(Diamantopoulos and Hart 1 993, Wong and Saunders 1 993) .  Certainly Narver and 

Slater and Gray et al had a vested interest in attempting to establish a positive 

correlation because it forms a fundamental part of the definition of market 

orientation from a cultural perspective. Studies using Kohli and Jaworski ' s  

behavioural scale have, however, been similarly inconclusive of  the impact on 

overall business performance. The direct impact therefore remains inconclusive 

even though market orientation should, from the cultural perspective, drive a focus 

on users' needs and wants, and from the behavioural philosophy, lead to high 

quality and relevant market information being disseminated and used 

appropriately, important aspects which lead to better business performance. 

3 .2 .3 Market Orientation and NPD 

The links between market orientation and NPD are clear from the discussion above 

pertaining to overall business performance and the definitions mentioned earlier in 

this chapter. Indeed it can be suggested that market orientation is, in fact, an 

antecedent of NPD (Bums and Stalker 1 96 1 ,  Hurley and Holt 1 998) given the 

emphasis on meeting the needs and wants of users, whether that is through the 
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wider culture of the organisation or the processes for obtaining, distributing and 

utilising market information in altering or designing products and services. 

Biemans and Harmsen ( 1 995) attempted to discover why, given the reasons stated 

in the paragraph above, it was that new product development was often not market 

oriented, and to identify possible barriers to market oriented product development. 

The basis for the research was the NPD success  factor studies that indicate that 

market orientation should be the primary focus and concern of product 

development managers (Cooper 1979a&b, 1 985 ,  1 990, Johne and Snelson 1 990, 

Rothwell 1 992) . Using qualitative methodology to achieve an in-depth approach 

in Dutch and Danish industries, Biemans and Harmsen ( 1 995) established that 

responsiveness to market information was particularly important. It was 

noticeable in some firms that they developed their products in close co-operation 

with their direct customers and frequently involved them during the initial stages 

of product development. 

Despite this customer-involvement in the NPD process, Biemans and Harmsen 

( 1 995) concluded that the degree of market orientation in product development 

overall was rather low. The way in which market information was disseminated 

was generally poor and the quality of the information was mediocre. It can 

therefore be hypothesised from this study that there is a positive correlation 

between more formal methods of obtaining market information (i .e .  better quality 

information, balanced sampling, using a more structured approach) and the level of 
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market orientation in the firm, and also between the level of market orientation in 

the organisation and the level of involvement of end-users in the NPD process. 

Despite the low level of market orientation found by Biemans and Harmsen in 

NPD, Greenley' s (1995b) study indicated that there is a relationship between 

market orientation and new product success in organisations. It can therefore be 

hypothesised that in this study market orientation and NPD success will be 

positively correlated. This is in common with other studies that have investigated 

links between market orientation and innovation. 

It has been suggested, however, that a product development strategy based on 

market orientation and responsive to the needs and wants of the market leads to 

minor improvements on products at the expense of discontinuous innovations and 

therefore influences the degree of novelty of the product (Bennett and Cooper 

1979). It is argued that being market oriented involves being responsive to the 

market intelligence and that this kind of orientation might not be so appropriate in 

industries where technology is rapidly changing (Kohli and Jaworski 1990). In 

these markets successful innovations often come from R&D and not the market, a 

'push' strategy rather a 'pull' one. Cahill et al (1994) examined a possible fit 

between the marketing concept of addressing the needs and wants of customers 

and the production of radical or high-tech products and found that the marketing 

concept was anathema to product development in high technology, in common 

with Parkinson's (1981, 1982) study. Users were perceived as ignorant and not 

knowing what they want. Ireland and Johnson (1995) also noted that users in 
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consumer technology markets are the best experts on their current lives but not 

necessarily on their future lives. Their views are often conflicting and leave 

product developers at best confused (Ireland and Johnson 1 995). 

The problems with this argument are threefold. Firstly it assumes that products 

resulting from an R&D and technology-push are somehow 'better' than those from 

a marketing-oriented firm focusing on market-pull sources for their new product 

ideas . A technology-push certainly can lead to innovative products, processes and 

technologies, but not all of these necessarily have market applications. The focus 

in the UK has traditionally been on R&D based 'blue sky' innovations, many of 

which have failed in the marketplace because they have not been wanted by the 

target market or have been aimed at the wrong market such as mobile phones 

(Heap 1 989, Roy et al 1 990) . Mobile phones were aimed at adults initially but 

children were the very first adopters of these products (Hansen and Hansen 2005). 

Secondly, radical innovation may indeed have a market application as for example 

in tape or CD recording technology, but the lack of marketing focus within the 

organisation results in products which are not end-user friendly, for example as 

many people have found when trying to programme their video-cassette-recorder 

(VCR). Holt ( 1 989) suggested that in the majority of these cases the products had 

been developed without any involvement of the end-user in consultation, 

observation or testing capacities and therefore cannot be conceived as being 

'better' than a market-pulled product. Thirdly, Lawton and Parasuraman' s  ( 1 980) 

first attempt to conceptualise the marketing concept into market orientation 

indicated that no relationship existed between the adoption of the marketing 
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concept and degree of innovativeness of the products. In other words, there was 

no evidence to suggest that a market orientation, as they measured it, caused 

imitative products or those with only minor improvements at the expense of 'true' 

innovations. This is probably because more radical innovations can still be driven 

by the needs of the market. 

The importance of being market oriented in NPD therefore appears to be related to 

the conditions in which the organisation has to operate. The more complex and 

rapidly changing the market, the less appropriate market orientation appears to be 

because in those circumstances high degrees of novelty are required in new 

products. The formula in Chapter Two can therefore be reworked to include this 

extra dimension: 

(pa + pr + pm)1 = N 

where pm is the complexity of the market. 

It can, therefore, be hypothesised from this that a higher level of market orientation 

will be negatively correlated with the level of novelty of the product. As a result, 

there may be some markets where firms find it less appropriate to focus on users' 

needs and wants when developing new products, for example those with a high 

level of novelty, and it is predicted that most truly novel products are less likely to 

be from market oriented firms (Kohli and Jaworski 1 990) . 
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In contrast it has been found in some studies that top performing firms can be both 

market-oriented and innovative, yet based on the discussion above, this would 

seem to be a contradiction directly regarding product innovation (Deshpande et al 

1 993). Deshpande et al conducted their research into top Japanese companies and 

found that both market orientation and innovativeness (novelty) are key 

determinants of business performance. Similar results were also obtained from a 

study on small and medium sized enterprises that found that market orientation1 

had a positive and significant impact on new product success, although there was 

no discussion of how success was measured or what constituted success (Appiah

Adu and Singh 1 998). Appiah-Adu and Singh (1 998) found that a high degree of 

innovativeness, as measured by the scale of Pelham and Wilson ( 1 996), was linked 

with a high degree of market orientation. They concluded that the commitment to 

innovation in the firm caused it to be more externally focused and therefore more 

market oriented. This is in contrast to those cases where technology-push and an 

R&D-based approach have caused the organisation to become inward looking and 

not market oriented, and Heap 's  argument of being good at design but poor at 

marketing would apply. Instead more evidence suggests that both market pull and 

technology push are important for product development and firms should try and 

achieve a balance between the two (Rothwell 1 974, 1 977, Rothwell et al 1 974, 

Biemans and Harmsen 1 995, Kiel 1 984). Given Appiah-Adu and Singh's work, 

along with that of Greenley, it can be hypothesised here that there is a positive 

correlation between market orientation and product success. 

1 
Referred to as 'customer orientation '  by Appiah-Adu and Singh ( 1 998) but the meaning is 

synonymous with market orientation 
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3 .2.4 Summary 

As the operationalisation of the marketing concept, market orientation is a key 

framework for analysing user involvement for this study. Not only is it identified 

in its own right as an NPD critical success factor in Chapter Two, but as this study 

was conducted from a marketing perspective it has been important to identify the 

role played by market orientation in NPD and, more specifically, on influencing 

user-involvement in the NPD process. 

The extant literature, as reviewed in Section 3 .2.2, tends to view market 

orientation as having a negative effect on the degree of novelty of new products 

and the type of innovation - radical or incremental - that firms engage in. It has, 

however, been linked positively with new product success and business 

performance overall, possibly as a result of involving more end-users in the 

development process and encouraging a more structured approach to gathering, 

using and disseminating market information. 

Given the two fundamental philosophies of market orientation, cultural and 

behavioural, it is impossible to state whether it is the culture of an organisation that 

drives it to use the processes to facilitate NPD aspects such as cross-functional 

integration and a focus on users' needs and wants, or whether the processes are put 

into place without the culture being effected. For the purpose of this study, the 

most important aspects were to measure market orientation as a variable with an 

impact on NPD in its own right and to use a reliable scale to measure market 

orientation and preferably one that had been used in NPD studies before. Hence 
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Gray et al 's scale was used to measure market orientation in the study reported 

here and this is closest to Narver and Slater' s scale which is grounded in the 

cultural philosophy of market orientation. This is more appropriate for measuring 

market orientation as a variable in its own right, as the behavioural scales link 

market orientation into market information too tightly to be able to measure them 

independently enough. Given this point, and the results of the extant literature 

reviewed in Section 3 .2, the following hypotheses were developed for the Stage 

Two questionnaire survey: 

• That market orientation and NPD success are positively correlated. 

• That market orientation and the level of involvement of the user in the 

NPD process are positively correlated. 

• That market orientation and more structured methods of using and 

disseminating market/user information are positively correlated. 

• That market orientation and the level of product novelty are negatively 

correlated, given the link in the literature between market orientation and 

the dominance of incremental products being developed. 

The importance of using structured market information and disseminating it well is 

a component of the behavioural definition of market orientation as well as being 

identified as an NPD critical success factor. There is a body of literature on this 

aspect in its own right and section 3 .3 following reviews this literature and 

evaluates the involvement of the user in this way as being either passive or active. 

In addition, the literature on Quality Function Deployment (QFD) is included as 
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this is an important tool that was developed with the specific purpose of ensuring 

that the voice of the customer (users' needs) are heard throughout the NPD 

process. 

3.3 User Information 

3 .3 .1 Introduction 

As a result of mass production techniques users have often been treated as an 

aggregated whole and product development has been in the past relatively 

unsophisticated. More recently, increased pressure from globalised markets has 

led to a focus on product performance, with less importance being placed on price. 

Concurrent engineering contributed to the development of mass customisation 

whereby slightly different variations on products could be targeted more tightly to 

smaller market segments. This principle of 'mass customisation' has refocused 

attention on the user's role in the development process in order to satisfy their 

needs more closely (Poolton and Ismail 2000). 

3 .3 .2 Users' Contributions 

If information on the needs of users for the purposes of new product development 

is required, the best people to ask should, theoretically, be the users themselves. 

This is however dependent on consumers being aware of their needs and wants and 

how they will change in the future and this is not always the case (Tauber 1974, 

Simonson 1993) Instead the ability of humans to adapt rapidly to their 

environment may inhibit their aptitude for perceiving any problems with existing 
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products. As a result their suggestions for alternative ways for needs and wants to 

be met tend to be rather limited (Ciccantelli and Magidson 1 993,  Ireland and 

Johnson 1 995, Wood 1 996, Leonard and Rayport 1997, Patnaik and Becker 1999.) 

Users have been described as : 

• Not knowing what they want 

• Not knowing what is good for them 

• Unable to articulate their needs even when they do know them 

• Prone to changing their minds 

• Apt to say different things to different people 

• Unable to agree with other users about what they need 

• Possibly not real users after all 

(Woolgar 1994). 

It has been suggested that problems with product development in industrial 

markets can be attributed somewhat to the quality of the user, as UK users have 

been perceived by companies as being undemanding and unreceptive to new 

technologies (Parkinson 1 982). In a direct comparison between British and (West) 

German users in the machine tool industry Parkinson ( 1 982) found that British 

users were less demanding on technical performance and were involved less in the 

product development process than their (West) German counterparts. Similarly 

Gardiner and Rothwell' s  ( 1 985) work on successful innovation revealed that the 

more involved and 'tougher' a user was in their requirements, the better the 

designs and the greater the chance of successful and enduring commercial 
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achievement. Both of these studies were conducted in industrial sectors where the 

user was also the customer. 

The benefits of focusing on users as a source of information or involvement are 

therefore only reaped where they have overt knowledge of their needs. In those 

cases users do frequently have good ideas as demonstrated by von Hippel' s  ( 1978) 

work on lead users. Primarily based in industrial organisations lead users are 

closely involved with the product and are able to recognise the main benefits of the 

product that their peers will value. In this manner they also contribute to the 

market acceptance of the product as well as by providing insights for future 

developments (von Hippel 1978, Herstatt and von Hippel 1992, Pitta et al 1 996). 

They are able to be identified, albeit not easily, through the quality of the questions 

they ask about the use of a product and it has been suggested that they provide 

ideal candidates for inclusion in the new product development process (von Hippel 

1978, Pitta et al 1996). To date however research on lead users has focused on 

them as an important aspect solely of industrial new product development and they 

have not been explored in the context of consumer products (Gruner and Homburg 

2000). 

This perspective places the emphasis for the usefulness of the users' contributions 

on the user themselves. Their characteristics and the degree to which they are able 

to predict what they will want in the future are important, as is the ability to 

articulate clearly what they want here and now. An alternative view examines the 

methods by which users' needs and wants are elicited and places the responsibility 
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for the usefulness of the information there. Alexander (1985) suggested that rather 

than the user being at fault for something that is unlikely to have even occurred to 

them, the real problem might be the methods by which they are asked for their 

opinions. The extensive use of quantitative questionnaires provides a lot of data 

which may not go into much depth on the motivations of users. Focus groups have 

been highlighted as a more useful source of information but even these have 

disadvantages (Alexander 1 985). They usually take place in a room organised by 

the company with a moderator to discuss the product, its attributes and use in 

particular situations with the result that only limited interaction with the product is 

achieved. In some cases, strong personalities in the group can influence the 

opinions of other members rendering the data unreliable (Pitta and Franzak 1 996). 

Alternative methods of obtaining user-oriented data have been proposed by other 

authors and these are detailed in Table 3.2 following. 
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Table 3.2 Methods of Collecting User-Orientated Data 

Research Method Proponent(s) 
Responses to models, diagrams and product concepts Alexander 1 985, Bailetti and Litva 1995, Ireland and 

Johnson 1 995 
Hiring users with experience for a period of time Holt 1 989 
Proiect co-operation with users Holt 1 989 
User perception of product characteristics, strengths and Holt 1 989, Rhea 1 992 
weaknesses 
Dealer questioning Holt 1 989 
Working in a relevant environment for a time Holt 1 989 
Simulation of end-user/product interface Holt 1 989, Bailetti and Litva 1 995, Leonard and Rayport 

1 997 
Brainstorming Holt 1 989, Leonard and Rayport 1 997 
Confrontation using analogies Holt 1 989 
Morphological analysis Holt 1 989 
Observation of what people do, how they act and behave Andersen 1 983, Sanders 1 992, Ireland and Johnson 1 995 , 
and how they user the products Leonard and Rayport 1 997, Poolton and Ismail 2000 
Conversations with users Sanders 1 992, Ireland and Johnson 1 995, Poolton and 

Ismail 2000 
Participation of users in the design process for a while Andersen 1 983 , Sanders 1 992 
Interviews with experts or retailers Rhea 1 992, Pitta and Franzak 1 996 
Ethnographic studies Rhea 1 992, Wiklund 1 994, Webb 1 996 
Human factors studies: ergonomics and people ' s  ability to Rhea 1 992 
use products comfortably, safely and accurately 
Physiological response studies to measure people's Alexander 1 985, Rhea 1 992 
physical responses to elements such as colour, 
composition, contrast and form 
Visual mapping studies Rhea 1 992 
Communication studies: what does the design say about Rhea 1 992 
the product 
Attitude and usage studies Rhea 1 992 
Usabi lity perception tests Rhea 1 992 
In-use testing (prototypes) Rhea 1 992, Bailetti and Litva 1 995, Leonard and Rayport 

1 997 
Customer satisfaction studies Rhea 1 992 
Post-use studies Rhea 1 992 
Customer-idealised design focus groups, improvisation Ciccantelli and Magidson 1 993 , Ireland and Johnson 1995, 

Pitta and Franzak 1 996 
Baseline data col lection: specialists record user operations Bergman and Winlow 1 994 
to form a database of event frequencies and relationships 
between events 
Externally set standard Bailetti and Litva 1 995 
Deployment study: description of "how a new product can Bailetti and Litva 1 995 
be deployed within the technical infrastructure of the 
customer" (p. 1 1 ) 
Commercial specification Bailetti and Litva 1 995 

Design documentary: users show researchers around their Ireland and Johnson 1 995, Leonard and Rayport 1 997, 
environment 
Photo diaries taken by the user Ireland and Johnson 1 995 
Observation of user customisation of existing products Leonard and Rayport 1 997, 
Videotaping of use of products to capture intangible data Leonard and Rayport 1 997 
Photographs of products during or after use Leonard and Rayport 1 997 
Designers taking on the lifestyle of the consumers Lester et al 1 998, Poolton and Ismail 2000 
Complaint reports, service reports Andersen 1 983 
Analysis of competing products and trade fairs Andersen 1 983 
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Andersen ( 1 983) identified four key factors which impact on the methods used for 

identifying the requirements of end-users: 

1 .  Consumer versus industrial markets : industrial markets tend to consist of few 

customers which deal directly with the manufacturers allowing for close 

contact. These customers include those identified by von Hippel ( 1 978, 1 988) 

who are aware of their needs and opportunities for product development in the 

future. Von Hippel called these ' lead users' .  Consumer markets however 

restrict direct contact between manufacturers and end-users with long 

distribution channels and many intermediaries. Andersen ( 1 983) also 

identified that emotional needs are more important in consumer markets than 

in industrial markets. 

2. Ease of access to users : problems can be caused by the type of market, as 

identified above, which may lead to many intermediaries but also includes 

difficulties in users expressing or identifying their own needs (Andersen 1 983). 

It has been found that users tend to be more articulate and able to identify their 

requirements in industrial contexts (Gruner and Homburg 2000). 

3 .  Degree of innovativeness: the ' technology-push' vs. 'market-pull '  argument 

has led to conclusions that the more innovative and technologically driven a 

product is, the less useful information on users ' needs is going to be (Tauber 

1 974). This is in direct contrast to von Hippel ' s  ( 1 978, 1 988) lead users 

theory. Concept testing and prototype testing should still gauge the users' 

reactions however, enabling some degree of potential market acceptance to be 

estimated. 
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4. The attitude of management: also identified earlier in this review of literature 

as a critical factor for successful new product development. Specifically 

Andersen (1983) noted that the disposition of top management towards using 

new methods or technologies and their organisation of product development 

activities influences the methods utilised for assessing users' requirements. 

Industrial users have already been identified by the literature as being well 

acquainted with their needs and are often in direct contact with the manufacturers 

to whom they were able to express their dissatisfaction with existing products 

suggest improvements (von Hippel 1978, 1998). Scholars such as Andersen have 

made the point that these users are more easily identified and prepared to take part 

in research as they experience the direct results of their co-operation, whereas in 

consumer markets it may take years before users will see the results of 

participation in need-identification. In addition, due to the nature of consumer 

products, many users will not consider the participation in such research to be of 

great significance. This, again, is in contrast to industrial users where an active 

role in suggestions for modifications or new products is potentially important for 

their own work. Industrial users are also fewer in number and frequently there are 

pre-existing relationships in place to facilitate this exchange of information 

(Ciccantelli and Magidson 1993, Pitta et al 1996). Von Hippel (1978) described 

the difference as being between manufacturer-driven in consumer markets, where 

the respondents speak "only when spoken to" (p. 40) and being customer-driven in 

the industrial markets. This can involve the customer even developing the concept 

for a new product and then identifying a manufacturer. 
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Yet von Hippel' s  research is dated and consumer markets have changed 

enormously since the 1 970s. With massive developments in technological 

communications, the ease and speed with which information can be transmitted 

has increased hugely since von Hippel' s  and Andersen' s  work. Consumers are 

easily identified through credit and loyalty card ownership and are more easily 

contacted by manufacturers via email, telephone, websites and customer hotlines 

than ever before. In areas such as gaming and other electronic consumer products, 

online user groups provide manufacturers with the opportunity to talk to their users 

directly and input their needs and requested modifications into the NPD process. 

In addition, the consumer of the 2 1  st century is rather different from the consumer 

of the 1 970s and 80s, although it can be argued that the seeds of change were sown 

during those decades. Consumers are more aware of their rights than ever before, 

are more discerning than ever before and are probably more vocal in expressing 

those rights and discernments than ever before. Consumer rights groups have 

emerged, with product trials fuelling big business in specialist publications in areas 

such as PCs, sports gear, cars and domestic products. Consumers can no longer be 

considered the 'hard to contact' groups identified by von Hippel and Andersen, 

although they still have vastly different needs and wants for their products than 

industrial users. 

Andersen (1 983) placed emphasis on the importance of understanding and 

integrating users requirements into the NPD process but stressed the impact that 

different contexts for product development could have, for example, the marketing 
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literature has always made the point that consumer products prompt emotional 

responses in users to a much greater degree than they do in the industrial sector. 

Relatively little research has been carried out on NPD in consumer markets 

(Gruner and Homburg 2000) and that which has been conducted in this area most 

recently has focused on the development of technologically-based products such as 

mobile phones. As a result there is little actually known about how users are 

involved in other consumer product sectors, what kind of information is obtained 

on their needs and how this information is integrated into the NPD process. Hanna 

et al (1995) described a 'GIGO' (garbage in, garbage out) syndrome present 

generally in product development. In other words, if insufficient time and 

resources are invested in pre-development market analyses then this results in 

products that fail to meet users ' requirements and needs, and this is also backed up 

by Cooper's ( 1990) research. The following sections analyse the ways in which 

user information can be obtained and disseminated throughout the NPD process, as 

a component of market orientation and also as NPD critical success factors in their 

own rights. 

3.3.3 Obtaining User Information 

Obtaining and utilising the user information in NPD can be done in a number of 

ways, but Quality Function Deployment (QFD) is often held up in marketing 

literature as the "gold standard" for how this should be done. This section 

examines the literature on QFD and evaluates whether the model really is as good 

as is often claimed in theory. Following this section, alternative methods 
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developed to address some of the common problems with user information are 

presented. 

QFD is an NPD process in its entirety rather than simply one tool for obtaining and 

disseminating information on users' needs. It is included in this section of the 

thesis, however, because the entire process is rarely used in the UK and it is only 

the parts which pertain to obtaining and using the information initially that tend to 

be employed most frequently. 

QFD was developed in Japan in 1 972 by Mitsubishi Heavy Industries as part of the 

Total Quality Management (TQM) philosophy, and was adopted successfully by 

Toyota in 1 977. It was taken to the USA by Ford and Xerox in the mid 1 980s 

(Hauser 1 993) but has been successfully deployed beyond the bounds of 

engineering in areas such as service industries, including education (Pitman et al 

1 995) and process industries such as iron ore production (Tottie and Lager 1995). 

The QFD process embraces a number of NPD aspects that were discussed in 

Chapter Two. It is designed to support a cross-functional NPD team, usually 

drawn from R&D, marketing, production and sales and utilises a set of structured 

procedures to ensure a focus on the customers' needs during the entire 

development of the product. Due to the existence of the project team, the NPD 

process becomes one of concurrent engineering rather than a sequential process. 

The process involves collecting data and presenting it in a form of a matrix known 

as the House of Quality (HoQ) . In theory there are four linked matrices but in 
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practice only the first matrix is most frequently used. Schmidt ( 1997) claimed that 

"only the first two House of Quality . . .  have been applied in practice." 

It is the first HoQ that is of most interest in this thesis because it involves a 

matching of customer requirements to the technical attributes required to deliver 

them. In the first instance the product team has to identify the needs and wants of 

their customers and this is usually done through personal interviews or focus 

groups. Hauser ( 1993) stated that these interviews result in three types of needs: 

1 .  basic needs, i.e. what the customers assume the product will do 

2. articulated needs, i.e. what they say they want the product to do 

3 .  excitement needs, i.e .  those aspects that if they were fulfilled would delight 

and surprise customers 

Customers are encouraged to use their own words to describe their needs and 

wants rather than having these interpreted by the product team. Rationalisation 

and prioritisation may however be necessary if these are too numerous to work in 

practice. In addition, the customers are asked how well the existing product and/or 

competitors' products satisfy their needs which can open up other sources of 

information about opportunities for new products. These needs are then 

considered by the technical specialists in the team and translated into technical 

attributes. The HOWS of the technical requirements are then plotted at right 

angles to the WHATS of the customers' requirements to produce a matrix, where 

each square represents the relationship of a customer requirement to a design 

requirement (Tottie and Lager 1 995) . 
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The roof of the HoQ is then formed by a correlation matrix where the relationships 

between each of the design attributes are recorded. This enables the design team 

to see the effects of altering one design characteristic on another and highlights 

any compromises that might have to be made in the design process. 

On the face of it, QFD appears to overcome most of the problems with identifying 

customers ' needs and ensuring that they are heard throughout the NPD process. 

The extant literature identifies three main categories of advantages ascribed to 

QFD (Hauser 1 993,  Ellis 1 994, Peck 1 995 ,  Pitman et al 1 995 , Zairi and Youssef 

1 995, Schmidt 1 997, Matzler and Hinterhuber 1 998) : 

Customer Benefits : 

• provides a more detailed statement of customer needs and wants and how 

product/service features relate to customer requirements 

• encourages and supports a 'right first time' culture by sticking closely to 

customer requirements 

• increases customer satisfaction and reduces warranty claims 

• supports a customer retention strategy which is more profitable than 

attracting new customers 

Process Benefits : 

• provides a structured step by step planning process 

• enforces a methodological analysis of the interrelationships of features 

and customers' needs and wants 
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• acts as an archive of the planning process as every factor leading to a 

trade-off decision is recorded 

• reduces the number of engineering changes by up to 50% leading to lower 

start-up costs 

• once established, can reduce the design cycle time by up to 50% 

Organisational Benefits : 

• brings people together from different disciplines and reqmres the 

formation of cross-functional teams 

• participants are forced to discuss their different opinions because group 

agreement is required for the assignment of numbers in the HoQ 

It is however very time consuming to collect all the data from the customers and 

there has been little discussion of the best methods of obtaining this information. 

In some markets it is difficult to define who the significant customer groups are, or 

to ensure that all are adequately represented - one disadvantage encountered in the 

FMCG industry. Secondly it is unwieldy and complex to prioritise the customer 

requirements and translate them into the technical requirements, and the evaluation 

of the relationships between the two are not straightforward either. Thirdly, within 

the organisation it is rare that sufficient time and resources are allocated to the 

team in order to carry out the process proficiently. 

Fundamentally however the main problem with QFD lies in its basic assumption 

that customers are familiar with the product class that they are commenting on, 
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and that they are able to express the three levels of needs, some of which are 

latent. This means that QFD is likely to support incremental innovation but be of 

little value to those organisations involved in radical innovation. It is often the 

designer or the R&D department that anticipate customers' needs and wants rather 

than following what they are told and Ellis ( 1 994) summarises this problem: 

"Customers don't know how new technologies can be applied, so they 
often cannot articulate what they want . . .  customers are poor 
forecasters of the future and how the future will shape their needs and 
desires." 

This is replicated in a number of industries. The Cotton and Allied Textiles 

Industry Board ( 1 977) stated that one of the key people to influence the success of 

an organisation was the designer. New product success depended on the 

designer' s  ability to interpret and 'read' the market. Tom Peters (1 998) 

encapsulated this when he quoted Dewys Lasdon as saying: 

"Our job is not to give the client what he wants but what he never 
dreamed he wanted and when he gets it he recognises it as something 
he wanted all the time." (Dewys Lasdon cited in Peters 1 998) 

Simonson ( 1993) observed that an additional problem in QFD stems from the 

inability of the customer to articulate clearly needs and wants. The voice of the 

customer is only effective when their preferences for alternative products are 

stable and have been formed over a long period of time. Unstable or newly 

fom1ed preferences are not secure enough on which to base a product development 

strategy. This however implies that the responsibility belongs to the users who 

should be able to keep their preferences stable. The alternative view is that it is 

normal for users' preferences and needs to change rapidly and that it is the 
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responsibility of the company to keep track of these changes (Rhea 1 992, Ireland 

and Johnson 1 995) .  This is reflected in ISO 900 1 -2000, which is the international 

quality standard of which section seven is dedicated to product realisation with a 

focus on customer-related processes. In order for companies to achieve this 

standard, they must find out what the customer requires ,  ensure that the 

requirements are defined preferably in writing and that the resources exist to be 

able to meet the customers' requirements. In addition, design and development 

work has to be structured so that the 'voice of the customer' is heard throughout 

and customer reviews are obtained after it has been released. In this situation the 

responsibility for ensuring that the customers can contact the company easily and 

their changing preferences are tracked over a period time rests solely with the 

company and is explicit in the quality standard. 

People, particularly in consumer markets, often demonstrate a resistance to 

change, and as such, traditional market research has been identified as limited in 

its contribution to innovation (Tauber 1 974) . Tauber was referring mainly to 

traditional survey-based research methods which tend to ask about the 

performance of existing products in order to identify any unmet needs . As 

mentioned in relation to QFD earlier in this section, market research largely 

requires users to be able to identify their needs but it tends to be past- or current

oriented rather than future-focused and users often find it difficult to imagine 

themselves in new scenarios which therefore limits the scope for novelty (Poolton 

and Ismail 2000). As a result, it is argued that market research generally tends to 

lead towards incremental innovation rather than discontinuous. This is in line with 
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the fact that market research is an essential component of the behavioural 

definition of market orientation and that too has been criticised for pertaining 

towards incremental innovation. 

There is, however, no empirical evidence to support the view that incremental 

product innovation results purely from the use of market research. In reality, the 

decisions that firms make are based on a multiplicity of factors, including 

resources and the complexity of the market as previously mentioned, and not just 

this one alone. 

Several models have been developed to examine the user experience in order to 

address some of the issues discussed in this section. The Design Experience 

Model (Rhea 1992) depicts a user's experience with a product as a cycle. As 

Figure 3 . 1  demonstrates, four stages exist during which a user interacts with a 

product: Life Context, Engagement, Experience and Resolution. 
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Figure 3.1 The Design Experience Model (Rhea 1992) 

Users are thought to move through each stage linearly and there is a transition that 

must be made before the next stage can be entered: Involvement, Commitment, 

Disengagement and Integration. The first stage is Life Context which 

encompasses everything in the background of the users' lives. This stage is seen 

as crucial to producing products that meet the needs and wants of the target 

market. It is stated by Rhea ( 1 992) that companies need to really understand the 

Life Context of their users. In order to do this, standard market research 

techniques, such as questionnaires and focus groups, are considered to be 

inadequate. Instead Rhea ( 1 992) suggests the use of ethnographic studies, 
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interviews with experts in the field, studies to examine the perception and self

identity of the users and behavioural studies . 

Involvement with the product forms the transition stage before Engagement can be 

entered. Engagement is similar to the awareness, interest and design phases of the 

AIDA2 model, frequently used in marketing communications. Packaging design 

and communications are important in this stage and companies need to understand 

the physiological and psychological responses that users have to product and 

packaging designs. 

Commitment marks the transition phase from Engagement to Experience, and like 

Action in AIDA, is demonstrated by product purchase. The key aspect for NPD 

here is to 'delight' the user by giving them a 'unique and superior' product 

(Cooper 1 979a&b). Studies to investigate how people interact with a product and 

what emotions and feelings they have about it are important to the company's 

understanding here. Again, traditional market research techniques are not seen as 

going deeply enough into these areas. Online user groups, for example, provide 

much more detail on how users interact with and value a product. 

2 AIDA is a model of buyer readiness and stands for: Awareness, Interest, Desire and Action. It is 

thought that in an early stage the customer may not be aware the product exists and awareness 

needs to be generated before information to stimulate interest can be provided. The customer 

interpreting that information may then have a, desire for the product which in turn leads to action, 

or the purchase itself (Brassington and Pettitt 2000) 
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Disengagement is the transition phase leading eventually to Resolution where the 

product is discarded. Post-use and user satisfaction surveys are needed here to 

then feed into the company's further understanding of the Life Context. These 

have become much more a part of the consumption process in the 2 1  st century. 

For users, their perception of the product becomes part of the Life Context (the 

transition phase) and the cycle begins again. 

This model is intended to focus the manufacturer's attention on the motivations 

and benefits which form an important part of buying behaviour and the active 

voice of the customer is supplemented by user-passive methods such as 

ethnographic studies, interviews and studies on ergonomics and product usage 

(Rhea 1992). 

Similarly, Applied Exploration (Ireland and Johnson 1 995) was developed as an 

alternative to standard research methods in order to highlight the future lives of 

users. Figure 3 .2 demonstrates this. 
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Figure 3.2 The Applied Exploration Model (Ireland and Johnson 1995) 
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Applied Exploration has been described as an 

"ongoing partnership of all the people involved in research, design, 
development and marketing" (Ireland and Johnson 1995 p. 59) .  

Ireland and Johnson ( 1995) take Rhea's Life Context of product users as a starting 

point, in order to understand how people express themselves with products and the 

reasons for their motivations and preferences. It is suggested that this kind of 

relationship emulates that which used to exist between shopkeepers and customers 

and is at the heart of the marketing concept, tying in with Narver and Slater's  view 

of relationship marketing-based market orientation. The implication is that 

companies need to develop the kinds of relationships with their users which allow 

for increased personal contact and understanding of their Life Context . 

Ireland and Johnson ( 1995) suggest a variety of tools, both user-active and user

passive, for gathering Life Context information. These include observing shoppers 

making product decisions, and studying photographs users have taken themselves 

of their everyday lives and the products around them. Patterns then need to be 

extracted from the data leading to: 

• Analogies - pre-existing patterns that show up in new areas 

• Core meanings - motivations for behaviour that generally do not change 

over time 

• Conceptual models - hypotheses of potential relationships between 

variables and patterns in users' lives 
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These are then translated into principles for the design ( e.g. easy to use) and the 

profile of users' needs. 

By 1 995 the market should have appeared to be more sophisticated to Ireland and 

Johnson than their work appears to give credit for. Many companies have been 

using 'mystery shopper' type observations of users for a long time and given the 

growth of telecommunications and the increasing sophistication of the user, the 

Applied Exploration techniques do not add much to what already existed. What is 

different about Applied Exploration, however, is the idea that there are Core 

Meanings in users ' lives, i .e .  repeated patterns of behaviour with products that do 

not change over time and which may help to explain why some products are 

adapted to quickly or are less successful than others. 

The two models discussed above are both focused on the methods used to obtain 

the information rather than any shortcomings of the users. They attempt to 

overcome the problem that people adapt to their environment and when asked 

what they would like to change are often incapable of recognising and/or 

articulating it (Wood 1 996, Leonard and Rayport 1 997, Poolton and Ismail 2000). 

In these situations many user-active market research methods are unhelpful as they 

do not elicit the problems that the users themselves have not noticed, for example 

as can happen in QFD. In addition, researchers '  own biases often cloud the 

interpretation of the results (Leonard and Rayport 1 997). In these situations user

passive techniques known as 'empathic design methods ' can be used to elicit 

problems. The methods, including a variety of observational techniques, 
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photography, video, reflection and analysis, brainstorming for possible solutions 

and traditional prototype-testing, collect five types of information that it 1s 

proposed ensure that superior products that delight the customer are developed: 

1 .  Triggers of use : what causes people to use a particular product 

2 .  Interactions with the users ' environment: where the product fits with the rest of 

the user' s life 

3 .  User customisation: whether users reinvent or adapt the product for some 

specific purposes 

4. Intangible attributes of the product: additional benefits to the user that are not 

mentioned in traditional market research surveys 

5 .  Unarticulated user needs: problems that users do  not notice or identify as  being 

problems that may only be perceived by an expert using observational 

techniques 

This type of information requires observation of users ' interactions with the 

products rather than the user actively participating in an interview or focus group, 

hence the term 'user-passive' used here to describe them. 

One of the main problems with these methods is that product development is 

extremely expensive and time- and resource-consuming techniques such as 

ethnography, detailed observation, video-taping, in-depth interviews and 

customer-idealised design focus groups would be out of the economic reach of 

most companies. Johnson and Masten ( 1 998) found that most of the companies in 

their study lacked the infrastructure to learn about users and their lifestyle and 
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consumption patterns. In addition, they would be restricted to markets which are 

not rapidly changing and highly complex due to the length of time these methods 

take to undertake. 

3 . 3 .4 Alternative Methods 

Instead of urging companies down the route of expensive alternative techniques 

however, it has been suggested that researchers and product developers should 

simply foster curiosity and insight about their users (Patnaik and Becker 1 999). 

This curiosity has the advantage of being within the economic grasps of all firms 

but it is hard to remain objective . This could take the form of informal 

observations of users in employees ' own time, interest in the buying patterns of 

friends or family who are members of the target market, reading the magazines or 

observing the interests that are targeted at that segment. Whilst lacking the formal 

procedures of market research and the other suggested models, this has the benefit 

of immersing the product developer in the lifestyles and norms of the very people 

they are trying to identify needs for; a more informal approach to the Life Context 

(Rhea 1 992, Ireland and Johnson 1 995). The main problem is one of objectivity. 

Sometimes referred to as 'the chairman' s  wife syndrome' ,  too much attention can 

be paid to individual observations, with the result that the data does not accurately 

reflect the needs and wants of the wider target market. Table 3 . 3 ,  over the 

following three pages, summarises the formal and inforn1al methods proposed for 

obtaining user needs information. 
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Table 3.3 Formal and Informal Methods of Obtaining User Needs 

Information ( continued overleaf) 

Source Informal Formal 

Millman ( 1982) • Information from 
salespeople 

• Advice from technical 
experts 

Walsh ( 1 983) ♦ Customer feedback ♦ Prototype testing 
• Customer feedback 
• Experts' advice 
• Training of technical staff in 

marketing skills 
♦ Consumer trials 

Oakley and Pawar ( 1 983) ♦ Direct request by customer 
for a new product 

Rothwell and Gardiner ( 1 983)  ♦ Continuous interaction with 
potential customers 

Andersen ( 1 983) ♦ Existing and future needs 
assessment methods 

♦ Complaint records 
♦ Service reports 
• Analysis of competing 

products 
♦ Trade fairs 
♦ User collaboration 

information 
• Situational analysis 
♦ Monitoring of 

environmental trends: 
creativity techniques, 
forecasting methods 

Kotler and Rath ( 1 984) • Market testing of ideas 

Jeffrey and Hunt ( 1 985) ♦ Word of mouth • Product guarantees 
♦ Through trade ♦ Product clubs 

• Maintenance and service of 
products where faults lead to 
future developments 

Turner ( 1 985) ♦ Brainstorming 
♦ Think tank 
• Market forecasting 

Walsh and Roy ( 1 985) ♦ Prototypes, mock-ups, 
models 

• Customer feedback from 
prototypes 

♦ Observations from 
prototypes 

Gardiner and Rothwell ( 1 985) • Customer involvement in 
development 

Black and Baker ( 1 987) • Feedback from customers 
and salespeople 
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Table 3.3 Formal and Informal Methods of Obtaining User Needs 

Information Continued 

Holt ( 1 989) ♦ Chance occurrences • User questioning 
♦ lnfom1al approaches by ♦ User employment 

customers ♦ User projects 
♦ Intuition of gifted • User perceptions of product 

individuals characteristics 
• Informal contacts ♦ Dealer questioning 

♦ User observation 
• Active need experience 
♦ Simulation 
• Brainstorming 
• Confrontation 
♦ Morphological analysis 
♦ Progressive abstraction: 

ranking of relevant needs 
♦ Value analysis 
♦ Delphi method 
♦ Scenario writing 
• System analysis 
♦ Product safety analysis 
♦ Ecological analysis 
♦ Resource analysis 

Roy and Potter ( 1 990) ♦ Design briefs 
Gupta and Wilemon ( 1 990) ♦ Involve customers in 

process 
♦ QFD 

Bruce and Roy ( 1 99 1 )  ♦ Detailed design brief 
Sanders ( 1 992) ♦ Observation 

♦ Classification 
♦ Conversation 
♦ Description 
♦ Participation 
♦ Projective techniques 

Bergman and Winlow ( 1 994) • Specialists in field 
♦ Observational techniques 
• Prototyping: usability and 

attitude testing 
Cooper and Press ( 1 994) • Design brief 

• Concept testing 
• Product testing 

Bailetti and Litva ( 1 995) • Inferences from existing • Commercial specification 
products • Shared product requirements 

document 
♦ Trial with customers 
• Prototype 
• Simulation of end 

user/product interface 
• Externally set standard 
• Platform simulator 
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Table 3.3 Formal and Informal Methods of Obtaining User Needs 

Information Continued 

Dickson, Schneier, Lawrence ♦ Involving dealers/customers 
and Hytry ( 1 995) in desim process 
Srinivasan, Lovejoy and Beach ♦ User observation 
( 1 997) ♦ Product-based conjoint 

analysis 
Prototype 
Conjoint simulator 
Brainstorming 
Analogies from other 
product domains 

Cooper, Bruce and Wootton • Technological assessment 
( 1 999) ♦ Technology forecasting 

Based on the critical success factor literature reviewed in Chapter Two, and Hanna 

et al 's identification of GIGO as a problem, it is hypothesised that more formal 

methods of obtaining information on end-users ' needs will be positively correlated 

with product success, a market orientation for the firm and greater involvement of 

end-users in the NPD process. It is therefore not only the type of market 

information that is important but also the stage of the NPD process. It is 

hypothesised that users will be more actively involved in market research 

techniques later in the process such as through prototype-testing and that firms will 

experience more difficulty in involving them or obtaining information on their 

needs and wants in the earlier, pre-development stages .  

In spite of the importance of user involvement in the NPD process, as identified by 

the NPD critical success factor studies and the literature reviewed here in Chapter 

Three, there have been surprisingly few studies conducted into the involvement of 

the user in the NPD process as a whole. Section 3 .4 reviews the two key studies in 
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this area by von Rippel, and by Gruner and Homburg, and evaluates them in the 

light of the context selected for the study reported in this thesis. 

3.4 Involvement of End-Users in the Development Process 

3 .4. 1 von Rippel ( 1 988) 'The Sources of lnnovation' 

The seminal work in this area is von Hippel ' s  ( 1 988) 'The Sources of lnnovation' 

in which it was argued that traditional product development techniques are no 

longer appropriate if the sources of innovation involve the users . Building on 

some of the work reviewed previously in this chapter, it was also concluded that 

traditional market research methods would no longer be appropriate in a market 

where users may already have developed their own versions of the product, which 

he termed ' prototypes' . 

Von Rippel' s studies were conducted into a variety of industries including: 

• Scientific equipment 

• Process equipment in the electronics industry 

• Process machinery in plastics industries 

• Construction industries 

• Engineering thermoplastics 

• Plastic additives 

• Wire termination equipment 

• Industrial and gases thermoplastics 
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What was common across all of these industries was that users working in the 

industries as researchers, machine users or suppliers, were highly conscious that 

the existing products did not do the job quite in the way they needed them to. 

They then tended to alter and redesign the products themselves in order to create 

the functions they desired. These formed the 'prototypes ' .  It was proposed that 

these 'prototypes' could be exploited by the manufacturer of the product to 

improve the product for future users, and that the adaptations made were more 

likely to be desired by future users later on. It was this factor that gave the term 

' lead users' to the users who had adapted the products. Von Hippel' s  ( 1 988) work 

established a precedent for involving users in the development process of a new 

product although it is dated by the standards of the current day. Although it was 

conducted in predominantly scientific and industrial contexts, it can be seen to be 

relevant to some of the more high-tech consumer industries such as gaming, where 

' lead users' who have the relevant skills and knowledge will adapt products. 

Similarly a large number of software manufacturers will release prototype versions 

of their new products via the internet to developers to trial and modify. 

3 .4.2 Gruner and Homburg (2000) 'Does Customer Interaction Enhance New 

Product Success? 

Gruner and Homburg' s  (2000) study evaluated the impact of customer interaction 

in the product development process on new product success in the machinery 

industry in Germany. The intensity of customer interaction in each stage of the 

development process was measured and evaluated and they concluded that 
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customer interaction during certain stages of the process had a more positive effect 

on the success of the new product than in other stages .  

Gruner and Homburg (2000) found that there has been very little detail given to 

customer interaction in the product development process in the literature. As a 

result they grounded their study in relationship marketing theory and resource 

dependence theory. Relationship marketing involves the exchange of information 

and co-operation in business relationships and a number of positive outcomes in a 

wider field than just new product development are obtained from these 

relationships. The resource dependence theory, attributed to Pfeffer and Salancik 

( 1 978), defines organisations as being able to determine their own fate by 

management of various resources. In the context of NPD, information on 

customer needs can be seen as a resource on which companies are dependent for 

successful products and they have the ability to control the amount and 

involvement of this information and thus moderate its impact on NPD (Gruner and 

Homburg 2000). By improving and sustaining good relationships with customers, 

therefore, Gruner and Homburg (2000) theorised that their involvement in product 

development would provide greater input on their needs and wants and thus 

improve the NPD outcomes. 

Specifically, Gruner and Homburg (2000) examined the intensity of the customer 

interaction stage by stage, defining the stages as: 

• Idea generation 

• Product concept development 
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• Product definition 

• Engineering 

• Prototype testing 

• Market launch 

Gruner and Homburg also included von Hippel' s ( 1 978) work on lead users and 

examined the characteristics of the involved customers and whether they had a 

positive impact on new product success. The instrument, a postal survey, was 

conducted in German industrial firms and yielded a response rate of 24.4%. Only 

finns with more than 250 employees were surveyed, . as they had previously 

established in exploratory interviews that this was the minimum size to ensure a 

new product development process within the company. The implication of this, 

however, is that SMEs do not innovate, whereas it is far more likely that they do 

not employ a structured NPD process, or recognise the process as such. This is an 

important disadvantage of Gruner and Homburg' s (2000) study, particularly as 

approximately 98% of UK firms are classed as SMEs and are recognised as being 

highly innovative organisations overall. 

Reliable scales were developed to assess the intensity of the customer interaction 

in all stages of the product development process as well as customer 

characteristics. New product success was measured along four dimensions: quality 

of the new product, how successful it was in financial terms, the quality of the new 

product development process and the inexpensiveness of new product ownership 

in terms of factors such as operating costs for the customers. Interestingly, Gruner 
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and Homburg (2000) noted that they had based their measures of success on 

Griffin and Page ' s  ( 1 993 , 1 996) work, but did not include all of the items Griffin 

and Page ( 1 993 , 1 996) deemed as the minimum for a comprehensive measure of 

success. 

The results demonstrated that in the first two and the last two stages of the NPD 

process the intensity of customer interaction is significantly and positively related 

to new product success, with the most important stage being that of prototype

testing (Gruner and Homburg 2000). The lead user concept (van Rippel 1 978) is 

also supported as interaction with customers displaying those characteristics is 

linked positively with success. Gruner and Homburg (2000) also found that 

customers with financial attractiveness and those that were closely related to the 

company were also linked positively with success. 

Overall Gruner and Homburg found that, excluding the engineering stage, the 

intensity of customer interaction increased as the new product development 

process progressed. Interaction during the middle stages of the process was not 

found to be linked to new product performance. 

Gruner and Homburg' s  (2000) study has made a contribution in breaking new 

ground in the field of customer interaction, or user involvement, in the new 

product development process. Whilst this has been recognised as a contributory 

factor to new product success in the seminal, generalist studies such as SAPPHO, 

NewProd and the Stanford Innovation Project, there has been little work 
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specifically evaluating the importance of user involvement at various stages 

throughout the process and what characteristics are important in users for new 

product success. Gruner and Homburg' s  study can, however, be criticised in the 

following areas : 

• Success is not defined comprehensively enough given the work of Griffin 

and Page ( 1 993 , 1 996) which examined m detail the various 

measurements used. These measures relate to more than the four 

dimensions used by Gruner and Homburg (2000) 

• The study examined customer interaction intensity, but not the types of 

interaction nor the reasons why customers were involved at those 

particular stages or in those specific ways. A qualitative approach would 

yield more information on this. 

• The study took place in German industrial firms with more than 250 

employees, therefore the findings are not necessarily transferable to 

SMEs, which constitute the majority (approximately 98%) of all UK 

firms. This leaves other contexts open for further research. 

3.5 Conclusions 

Chapter Three has focused in more detail on the involvement of users in the NPD 

process by examining the literature on market orientation - the overall concept that 

drives user involvement; user involvement in the process of obtaining user 

information and the two key studies into user involvement in NPD and how this 

differs throughout the process. Chapter Three has identified significant aspects for 
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the study reported in this thesis and the following propositions to be tested have 

been drawn from these areas : 

• That market orientation and the level of user-involvement are positively 

correlated. 

• That market orientation and product success are positively correlated. 

• That the level of user-involvement and product success are positively 

correlated. 

• That market orientation and more structured or formal methods of using 

and disseminating user and market information are positively correlated. 

• That the methods by which users are involved in the NPD process vary 

according to the stage of the process. 

• That market orientation and the level of novelty of the product are 

negatively correlated. 

In addition, in spite of the emphasis on formal, structured ways of obtaining user 

information and involving the user in the NPD process, it is surmised that the 

majority of firms surveyed in this study will be SMEs (as reflected in the UK 

company population as a whole) and will not have such a structured approach to 

user involvement in NPD. It is therefore hypothesised that firm size has an impact 

on user involvement. 

These aspects were examined in Stages Two and Three of this study and Chapter 

Four, following, describes  and evaluates the research methods in detail. 
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Chapter Four - Methodology 

4. 1 Introduction 

The theoretical background to the study has been described in Chapters Two and 

Three and the role of Chapter Four is  to provide a review of the methodological 

framework within which the study has been conducted. Methodology provides 

wider philosophical considerations within which methods of data collection and 

analysis are framed. Chapter Four reflects firstly on the research design and 

philosophy, before evaluating the methods used for each stage of data collection 

and analysis. 

4.2 The Philosophy of Research Design 

4.2 . 1 Introduction 

Methodology not only provides a framework for the study by giving details of 

options of data collection methods and analysis, it also enables the researcher to 

place the study in a broader philosophical context (Easterby-Smith et al 1 99 1  ). 

The philosophical context enables the researcher to identify which research 

designs will work best and are most appropriate for the researcher' s own 

philosophical perspective. This section gives an overview of the two main 

philosophical standpoints : the scientific and quantitative methods drawn from a 

positivist epistemology which really founded research into the social sciences; and 

qualitative methodologies developed from the phenomenological perspective in 

the 1 970s onwards as a response to the question of how appropriate quantitative 

techniques are when applied to human behaviours and interactions. A mix of 
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methods is much more common in social science research today, however, and 

section 4 .2 defends this  position in the light of philosophical purists before 

leading into section 4 . 3  which details the research design chosen for the study 

reported in this thesis . 

4 .2 .2 Positivism and Quantitative Methods 

The scientific perspective takes the view that the methods and procedures applied 

to research in the natural sciences are also appropriate for the social sciences. The 

researcher is therefore independent from the study and the behaviours, opinions 

and feelings of the subjects are able to be measured quantitatively. In common 

with this are the assumptions that fundamental facts will be elicited from the 

research in order to explain patterns of behaviour and social phenomenon and that 

social science behaviour will perform in a regular and ordered fashion as in the 

natural sciences (Bryman 1 988 ,  Easterby-Smith et al 1 99 1 ,  Frankfort-Nachmias 

and Nachmias 1 996). The resulting methods from this philosophical perspective 

are based on a hypothetico-deductive approach whereby hypotheses are derived 

from scientific theories which are tested empirically (Bryman 1988, Easterby

Smith et al 1 99 1  ) .  This has led to the quantitative methods of data collection and 

analysis being used in the social sciences. One of the problems with this 

approach, however, is  that 'truth' and 'fact' are far less easy to establish with 

human interactions and behaviours than with cells or chemicals which are 

controlled for in laboratory conditions. Similarly, human perceptions, emotions 

and reasoning cannot necessarily be measured in terms of 'truth' but more in 

tem1s of how things appear to each individual which may indeed be ' truth' to 
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them, but not to someone else. As a result, quantitative methods in the social 

sciences have tended to be dominated by measuring scales of perceptions and/or 

behaviour, which are still not the same as scientific methods in the true positivist 

tradition. As a response to the shortcomings of positivism in the social sciences, 

philosophical reasoning behind the use of qualitative methods developed in the 

1 970s. This is discussed in the following section, 4.2.3. 

4.2.3 Phenomenology and Qualitative Methods 

Qualitative methods of data collection are not new, although the philosophical 

reasoning behind qualitative research in the social sciences has only been 

established over the last half-century. The method, for example, of participant 

observation where the researcher becomes immersed in the group of people under 

investigation has been used for over a century particularly in the field of 

anthropology (Bryman 1988). 

The fundamental perspective underpinning phenomenology is that human 

behaviour and the structure of the social world are not constructed along the same 

patterns and orderly behaviour of the natural sciences. It is not therefore deemed 

to be appropriate to apply the same scientific research techniques to elicit orderly 

patterns of behaviour because there may be none. Research in social sciences 

must therefore be founded on those aspects constructed by humans to explain the 

world in which they live (Schutz 1962). The task of the social scientist then 

becomes an attempt to explain why people have difference experiences based on 

the sense that they themselves make of their situations (Goulding 1 999). In other 
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words, the search for 'truth' that underpins all research becomes that of a search 

for truth as perceived by certain people in specific situations, and this varies from 

person to person and from context to context. 

Qualitative methods therefore need to be inherently flexible and responsive to the 

environment in which the research is being carried out (Mason 1 996) . These 

methods vary greatly from the scientific data collection methods where 

experimentation is rigidly fixed and are aimed at explaining why and how aspects 

of social behaviour occur rather than answering questions concerned with how 

many. The main shortcoming cited about qualitative methods is the lack of 

generalisability due to small sample sizes. Phenomenological purists point out, 

however, that this is not the objective behind qualitative research, as people 's  

perceptions and behaviour are context-specific and subject to each individual' s  

natural and nurtured emotional make-up, which impacts on the translation they 

impose on every event. 

The use of qualitative methods is more accepted in social science research today 

and many researchers in the management field deliberately choose to draw on the 

strengths of both quantitative and qualitative methods in order to paint the most 

holistic picture possible and overcame the limitations of both standpoints. This 

causes methodological purists problems but is widely accepted today (Easterby

Smith et al 1 991 ) .  The study in this thesis has used both qualitative and 

quantitative methods as the researcher is not a philosophical purist. In addition, 

although the primary objective of the research project was to explain the role and 
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involvement of the end-user in successful NPD - an aim which is both context

specific and seeks to explain why and how, rather than how many - it is still 

considered an important aspect of any research project to produce generalisable 

results in order to contribute to the field of knowledge. Hence the use of both 

approaches. The following section, 4 .3 ,  details the design used in this study. 

4.3 Flexible Design 

4.3 . 1  Introduction 

This study has utili sed a flexible design, whereby the design has emerged during 

the data collection stages, rather than being pre-specified. The main focus has 

been an inductive approach in order to generate a theory to explain the strategies 

and drivers for the involvement of the end-user in consumer durable product 

development. Mixed methods have been used with the majority of the study 

being qualitative, but quantitative methods were used to test relationships between 

variables in a hypothetico-deductive approach, albeit in a different context from 

that from which the hypotheses were derived. In addition, quantitative methods 

were used to help build and cross-check the model developed to explain the 

strategies and drivers behind user involvement in successful NPD. 

An inductive approach is appropriate in new and applied fields, such as this, 

where pre-existing theories can rarely be found (Robson 2002). In the case of this 

study, studies of the involvement of the end-user in NPD are limited and confined 

to other contexts (Parkinson 1 98 1 ,  1 982, von Hippel 1 988, Gruner and Homburg 

2000) but not non-existent. There is however no pre-existing theory which 
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explains the nature of end-user involvement in the context of consumer durable 

products. There is extensive research into NPD success factors, as discussed in 

Chapter Two, from which user-involvement has been identified as a critical 

success factor, and the literature in Chapter Three presented this within a market 

orientation framework, but no research exists to explain what drives or motivates 

companies to involve users in NPD, nor how they are involved in successful NPD. 

As a result, there is no pre-existing theory to test, as such. Rather, it is the role of 

this study to generate and build theory to explain user-involvement, albeit using 

NPD success factor theory and market orientation literature as starting points. 

4.3 .2 The Flexible Design in this Study 

The study reported in this thesis started with the research objective of identifying 

and explaining the role of the end-user in successful consumer durable NPD. 

Initial data collection (Stage One) started with meetings with 'experts' in NPD 

and exploratory interviews with UK consumer durable firms. Following the 

analysis of this data, a structured and part-quantitative/part-qualitative telephone 

interview (Stage Two) was designed and conducted with Millennium Product 

awarded companies. After these interviews and data analysis, case studies were 

constructed from half-day visits with fifteen companies (Stage Three). These 

included face-to-face interviews, observations, the administration of the success

scale and the collection of documentation such as user survey data. Following 

data analysis, two strategies and two drivers guiding the involvement of users in 

NPD were identified and were subsequently cross-checked (Stage Four) with all 

sixty-five products from Stages Two and Three. As is discussed further in this 
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section, the overall 'design' for the study was not predetermined. Instead, each 

phase emerged from the results of the previous one, and the methods for that 

phase were then designed individually. The following table, Table 4.1, illustrates 

the methods used and the main findings from each stage of the research process. 
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Table 4.1 Methods Used and Main Findings from Each Stage of the Research 

Process 

Sta2e One: Exploratorv Interviews with 'Experts' 
Methods Findin2s 

• Unstructured face-to-face Importance of : 
interviews • focusing on users, partners and 

• Temporary involvement at resources in NPD 
Design Common Interest Group • designing the user into the 

process 
• ensuring that changing needs of 

users inform NPD 
• considering communication 

between users and designers 
• considering to what extent users 

are involved in the NPD process 
• knowing continually what the 

user wants and incorporating 
that into NPD 

Stage Two:  Questionnaire Survey with 54 Millennium Product Awarded 
Companies 
Methods Findim!s 

• Structured questionnaire 
administered over telephone 

• Scales to measure Market 
Orientation, Product Success, 
Incorporation of Users ' Needs 
into NPD, Informal and Formal 
Methods of obtaining 
information on users' needs 

• Open-ended qualitative section 
on involvement of users. 

• Measured different levels of 
commercial product success 
within this sample . 

• Sample selected on basis of 
design taking place in the UK, 
although manufacture was often 
abroad. 

• The markets for all of the 
products were in the UK. 

1 1 7 

• Verification that market 
orientation and incorporation of 
users' needs into NPD 
contribute to product success in 
consumer durables 

• Formal methods of obtaining 
information on users' needs is 
linked to Market Orientation 
and Incorporation of Users' 
Needs into NPD. 

• Majority of user involvement in 
NPD was at prototype-testing 
stage 

• Members of product 
development team identified 
themselves as product users and 
tested the products. 

• Discovered that sales was the 
pnmary measure of success 
used by these companies. 
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Table 4.1 Methods Used and Main Findings from Each Stage of the Research 

Process Continued 

Stage Three: Case Studies with 15 Manufacturers of Housewares and 
Garden Products 
Methods 

• Half-day visits to companies 
• Semi-structured interviews with 

2 members of product 
development team 

• Informal observations 
• Collection of additional 

materials 

Findings 

• Involvement of users fell into 
two categories : users internal to 
the company only; or 
involvement of users both 
internal and external to the 
company. 

• These were driven by two 
strategies chosen by the firm for 
the overall NPD process: 
Expediency - getting the 
product to market quickly and 
cheaply; Risk Reduction -
taking time in development and 
ensuring that the product is right 
first time. 

• Two ' drivers ' for NPD 
identified: from the market/user 
or from the retailer. 

• Retailer involvement in the 
process identified as a key 
factor for product success. 

Stage Four: Theory Testing with 65 Products from Stages Two and Three 

Methods Findings 
• Identification and elimination of • The level of perceived product 

potential determining variables complexity determines whether 
• Questionnaire survey of panel a Risk Reduction or an 

of ' experts ' to gauge product Expediency Strategy is used. 
complexity of 65 products • The level of Market Orientation 

• Cross-checking of product determines whether the driver 
complexity and market for NPD is from the market/user 
orientation usmg analysis of or from the retailer. 
variance with all 65 products 
from the sample. 
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This sequential process of data collection and analysis follows the theoretical 

sampling developed by Glaser and Strauss ( 1 967). This form of sampling is not 

based on the usual criteria for representativeness in social research: 

"Rather, individuals, groups etc. are selected according to their 
( expected) level of new insights for developing theory" (Flick 2002, 
p .  64) 

The main aim is to identify the people, and hence the material, that will give the 

greatest insights . Theoretically this is so unlimited that in practice researchers 

have to establish some criteria in order to limit the sampling but the selection of 

cases i s  based on criteria related to their context rather than methodological 

criteria such as stratified sampling. The reason for this is the relevance of the 

cases rather than their representativeness (Flick 2002). In the study reported in 

this thesis, the general context of consumer durable products was selected for two 

main reasons. Firstly, NPD research has focused on industrial and technological 

products to elicit critical success factors and it is a contribution to the field to 

widen the context of the research to consumer products. Secondly, the choice 

within consumer markets essentially came down to : consumer durables, FMCG, 

consumer technology-based products such as mobile phones etc. As the study 

was conducted from a marketing perspective trying to examine user-involvement, 

it made sense to select a product category where users were involved in NPD, i.e. 

either technology-based products or consumer durables. In addition, ease of 

access to the companies was important so those people involved in design, NPD 

and marketing needed to be based within the UK. Combined with the fact that 

consumer durables is a less-researched category than technology-based products, 

this explains the choice of the product category. 
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Within the consumer durables category, there are then a number of sub-categories 

which could have been researched. A consumer durable, as defined in Chapter 

One, i s  a product that lasts for many users and normally survives for many years 

and the examples cited in marketing texts include domestic electrical goods, 

'white' goods such as refrigerators and washing machines, cars and furniture. 

From this point it was deemed necessary to establish parameters for the sample 

and ' shopping goods' in the consumer durable category was established, which 

excluded expensive and infrequently-purchased goods in the speciality goods 

category. 

The dominant products in the remaining sample were primarily household and 

garden products, purchased more frequently than white goods and speciality 

goods, but which are more 'durable' than FMCG. This was then further limited to 

companies where design, marketing and NPD takes place in the UK even though 

the actual manufacturing may take place at premises abroad. 

It is acknowledged here that there is still a great deal of variation in the products 

within this category, and also that there are lots of other consumer durable 

products outside of this category which have not been examined and to which the 

findings from this research project may not be generalisable. In order, however, 

to establish parameters for this study, it was essential to select one category over 

others, acknowledge it as a shortcoming of the research design and identify it as 

an aspect that further research could build on. In addition, researchers are always 
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caught between the twin necessities of establishing parameters and selecting 

enough cases in order to generalise from the findings . 

The focus on household and garden durable product manufacturers was 

established in order to limit the types of consumer durable companies approached 

and to enable comparisons between companies to be made. From Stage One, 

discussed in Chapter Five, several variables that need to be controlled for in this 

area of research were elicited. One of these was type of industry. The following 

criteria were also applied to the selection of cases for Stage Two: 

1 .  They had had a successful product within the last two years that they were 

willing to talk about. This time-limit was imposed so that the product was 

recalled with relative ease and accuracy, and that the data were relevant. 

2 .  They formed a spread across business size with small and medium sized 

companies being more represented than large organisations. This was to 

reflect the spread of business size across British industry as a whole. 

3 .  They had design, marketing and product development functions based in the 

UK, even if the actual manufacturing plants were overseas. 

4. They were based on the mainland of England and Wales for the purposes of 

ease of access. 

Although an inductive approach is usually associated with a qualitative 

methodology, there is no reason why quantitative data collection cannot be used. 

There are a number of issues in research which must be balanced which may lead 

the researcher to consider a combination of qualitative and quantitative methods. 
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"qualitative and quantitative methods research procedures are but 
different forms of the analystic practice of re-representation in 
science, in that both seek to arrange and rearrange the complexities of 
' raw' data." (Henwood and Pidgeon 1 992, p. 99) 

The goal of developing a theory about a social phenomenon justifies the means of 

combining both methods in a single study. 

The approach taken here was to elicit variables linked with the involvement of 

end-users and new product success from the exploratory interviews and literature. 

The relationship between new product success and the variables were then tested 

statistically in a survey. These findings raised questions of why and how the users 

were important for success which led onto the next stage of case studies . The 

findings from the case studies elicited two strategies: Risk Reduction and 

Expediency, and two drivers : Consumer and Retailer, guiding the involvement of 

users in successful NPD. These strategies and drivers were then cross-checked in 

a final stage with all sixty-five products. This has allowed the model to be 

developed and it can then be tested in further research. 

In practice the process of selecting research methods is frequently more messy 

than the textbooks describe. In reality epistemology is rarely the sole determinant 

of the research methods selected and the significance of the epistemological 

distinction should not therefore be overemphasised (Brannen 1 992, Henwood and 

Pidgeon 1 992). 

It is fairly common for qualitative research to produce the hypotheses or 

propositions which may then be tested quantitatively but it is less common for 
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quantitative methods to precede qualitative, (Bryman 1988), as has occurred with 

Stages Two and Three in this study. The hypotheses and propositions were drawn 

largely from the literature, although the Stage One interviews provided further 

refinement and clarity. In order, however, to build the theoretical model, further 

detail was needed to supplement the Stage Two survey, hence the qualitative work 

in Stage Three. 

Although this i s  a fairly unusual research design, each stage emerged in tum, 

following the results of the previous phase. This is open to criticism for not 

having been designed in more detail at the beginning of the research project, 

which is the ' textbook' way of conducting research; however, a flexible, inductive 

approach allows the researcher to respond to the actual results that they obtain, 

rather than structuring a design that then dictates the research rather than the other 

way around. In retrospect, more structure might have helped the researcher to be 

more efficient, but the researcher believes that research design has, at the very 

least, to be flexible enough to respond to the actual results obtained. 

One further issue to be considered here is how the design of the research project 

changed from the initial proposal at RS I stage. Originally the researcher had 

structured a proposal to examine the interface between the design and marketing 

functions in SMEs; however, initial interviews to explore this area suggested that 

it was not as important to companies as how they dealt with user-involvement and 

addressing users' needs. This was reflected particularly in the exploratory stage 

work with the Design Common Interest Group. In addition, this was also a field 
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which was packed with work from Souder et al in America and Cooper et al in the 

UK. As a result, an alternative focus emerged from the literature and Stage One 

work. Although this change in focus was unplanned and therefore did cause some 

problems in terms of delaying progress with the project, it was felt by the 

researcher to be viable to follow the results and evidence. An outline structure of 

the Stage Two survey, followed by qualitative case studies, was then drawn up, 

but again the building and cross-checking of the model in Stage Four then 

emerged from the case study results and were not pre-planned before then. 

Again upon reflection, such fluidity is not ideal in research, as it leads to a fair 

amount of delay and stress !  In  order, however, to search for the 'truth' , or 

selected groups perception thereof, the only truly honest way to conduct research 

is to allow for flexibility and to allow the design to follow where the results 

appear to lead. 

The term 'design' itself in the context of research, implies something that is pre

ordained or planned in advance quite deliberately and probably reviewed and 

revised several times before its final implementation. Whilst the overall 'design' 

of this project was not pre-ordained, each individual stage was designed and 

carefully planned in advance of its execution. This enabled important 

considerations such as the validity of different types of measurement, accuracy, 

ethical and sampling issues to be resolved prior to implementation. The following 

sections discuss these issues within the context of this research proj ect. 

1 24 



Chapter Four - Methodology 

4.3.3 Validity in a Flexible Research Design and Triangulation As An Alternative 

There is no exact single definition of validity and as such it is a hotly debated 

topic in social science research. Hammersley' s (1987) definition is one of the 

most often cited: 

"An account is valid or true if it represents accurately those features of 
the phenomena, that it is intended to describe, explain or theorise." (p. 
69) 

Winter (2000) cited at least eight differing definitions of validity but pointed out 

that there are two common elements emerging from them: firstly whether the 

means of measurement are accurate and secondly whether they are measuring 

what they intend to measure (Litwin 1995). The problem is that no experiment, 

survey or interview can be controlled perfectly. The reality is, as Heisenberg's 

(1927) uncertainty principle states, that if you start examining data for one 

characteristic then you disturb some other aspect and true validity cannot be 

obtained. Considering this, then, all measurement must consist of some degree of 

inaccuracy, but the real goal of validity is to reduce the proportion of inaccuracy 

as far as possible (Kirk and Miller 1986) and this was the aim with regards to this 

study. 

Although a number of different classifications of validity exist, the categorising 

into internal and external validity is the simplest and most relevant method for a 

mixed-methods study (Yin 1994, Frankfort-Nachmias and Nachmias 1996, 

Sekaran 2000): 

• Internal validity: whereby certain conditions lead to others as opposed to 

spurious relationships and not as a result of the impingement of other 
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intrinsic or extrinsic factors (suitable only for explanatory or causal 

studies and not for descriptive or exploratory studies) 

• External validity: the degree to which the findings from the study can be 

generalised to larger populations and in different settings 

In quantitative studies these aspects can be measured statistically but objective 

reality is not something that can be attained using a qualitative approach, nor is it 

the purpose of using qualitative methods. For qualitative research another method 

of verifying researchers ' methods is required. 

For the Stage Two quantitative section, internal validity was ensured through face 

validity, content validity and construct validity, all of which are detailed in section 

4.5 .  

Denzin and Lincoln ( 1 998) developed the concept of triangulation, although they 

stress that it is not a tool or strategy of validation but an alternative to it for the 

purposes of qualitative research. As an alternative, triangulation involves the use 

of multiple data sources to ensure accuracy or to highlight differences. In addition 

the use of multiple methods to study a single problem can act as methodological 

triangulation, as in the case of this study. The concept of triangulation is based on 

the idea that any bias inherent in the data sources, the researcher and the method 

would be counterbalanced when used in combination with other data sources, 

researchers and methods (Jick 1 979) . As such it is a strategy that adds rigour and 
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substance to the data and substantiates the usefulness of the study for other 

settings (Marshall and Rossman 1 999) 

Triangulation has been used in this study in the following ways to ensure the 

rigour of the data and methods: 

Triangulation of Methods: The use of a mixed methods approach has enabled 

multiple data sources to be used. Stage One was purely qualitative and used 

unstructured interviews and participation in the Design Common Interest Group. 

Scales and statistical techniques were used for the Stage Two survey but a 

qualitative element was also included through the use of open-ended questions. 

Stage Three was then primarily qualitative but again involved a variety of 

methods.  Firstly were the face-to-face interviews which were used in conjunction 

with the success-scale, the market orientation scale and additional literature from 

the companies .  Finally the theory that perceived product complexity and market 

orientation are key variables on the strategies and focuses for user involvement 

was tested quantitatively with all sixty-five products. 

Triangulation of Data� In Stage Two of the survey the data was triangulated using 

scales, qualitative questions and other details that the respondents wanted to give. 

In Stage Three,  triangulation of data involved face-to-face interviews and success

scales administered to two members of staff involved in product development in 

the organisation as well as additional literature provided by the company and 

researcher-observations on the day of the case visit. 
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4.4 Stage One - Exploratory Interviews with 'Experts' 

4 .4 . 1  Introduction 

Two methods were used to discover the relevant variables that would need to be 

incorporated into the main research design: the literature searches discussed in 

Chapters Two and Three and unstructured interviews with ' experts' in design and 

new product development in the UK. Section 4.3 discusses these interviews. 

4.4.2 Meetings with ' Experts' 

As a starting point for the whole study, experts within the fields of new product 

development and design management were consulted. Initial approaches were 

made by email to the person with responsibility for small and medium-sized 

businesses at the Design Council in London. The Design Council is a body 

funded by a government grant from the Department for Trade and Industry. Its 

role is to promote and facilitate the effective use of design, innovation and 

creativity in business, education and the government. It ensures that design is 

kept on the government' s agenda and provides services for businesses wishing to 

improve their competitiveness through the use of design and new product 

development. The Small Business Advisor has a specific remit to facilitate design 

and innovation in small and medium-sized businesses (SMEs) in the UK. 

The initial approach by email resulted in a face-to-face meeting at the Design 

Council . This meeting constituted a non-directive or open-ended interview where 

the respondent is given the maximum freedom to discuss any number of issues 

concerning the topic under discussion (Robson 1 993 , Aaker et al 1 998) .  There 
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was no pre-specified order of topics or questions . The respondent was asked to 

talk generally about the Design Council' s  work in facilitating new product 

development in businesses in the UK and about factors which the Design Council 

perceives as facilitating success. 

This initial interview led onto an invitation for the researcher to become a 

temporary member of the Design Common Interest Group (DCIG). This group 

was established with the purpose of ensuring that design and product development 

were fed into the EFQM Business Excellence Model, established for ensuring 

quality in British and European business processes. The members of the Group 

consisted of Chief Executives, designers and marketers from a number of UK 

manufacturing companies of varying sizes. In addition there were two academics 

whose specific research foci were in design, and a consulting group which co

ordinated and conducted the research for the Common Interest Group. The 

researcher attended and participated in three meetings over a six month period. 

The main aim of participating in the Common Interest Group was for the 

researcher to get a feel for the product development issues that were of importance 

to UK manufacturing companies and to gain insight into key success factors. The 

invitation to join the DCIG, whilst not strictly related to the research question, 

was, nonetheless, a good opportunity for the researcher to get a 'feel' for the 

scope of the project and identify some of the key issues. As mentioned earlier, the 

research 'design' had altered since the original RS l proposal and the exploratory 

stage was used to elicit key material in addition to the NPD critical success factor 

literature, and to identify whether the material in the literature was still relevant to 
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UK manufacturing firms. In addition to the NPD critical success factor literature ' 

it was the exploratory work in Stage One that really drove the need to change the 

original research project focus, and although this was time-consuming, it was also 

worthwhile because it produced a focus that as obviously relevant to those 

businesses represented at the DCIG as well as others. 

Interviews are frequently used in the exploratory phase of a study. They involve 

an unstructured approach which allows the researcher to identify important and 

relevant aspects of a particular situation before testing them in the main study 

(Oppenheim 1 996, Robson 1 993):  

"They might involve lengthy, unstructured interviews; talks with key 
informants; or the accumulation of essays written around the subject 
of then enquiry." (Oppenheim, 1 996 p. 5 1 )  

Oppenheim ( 1 996) views the exploratory stage as being important in giving the 

researcher a feel for the problem. Exploratory interviews serve the purpose of 

allowing the researcher to develop ideas and potential lines of enquiry: 

"A useful set of exploratory interviews can greatly broaden and 
deepen the original plan of the research, throw up new dimensions to 
be studied, suggest many new ideas and hypotheses, important 
differences between groups of respondents and so on." (Oppenheim 
1 996, p. 67/8). 

The agendas and purposes for the meetings had already been established by the 

time that the researcher took part. The main purpose of attending these meetings 

was to participate in the discussions and observe the main points and variables 

that were of interest and concern. These points were then written up in the form 

of a narrative account as detailed in Chapter Five. 
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4 .4 .3 Stage One - Summary 

Speaking with the ' experts' and attending the Common Interest Group meetings 

were fundamentally enlightening procedures .  They established the focus on the 

customer/user in design and new product development which has formed the basis 

for the main part of this study. Alternative approaches might have been to design 

and distribute questionnaires to a sample of relevant companies, but more depth 

can be obtained from a direct qualitative approach such as unstructured interviews 

and attending meetings. It has the disadvantage that the agenda is not pre

determined and therefore a flexible design is essential as unexpected aspects will 

almost certainly arise, necessitating flexibility to a degree in any research design. 

A qualitative, unstructured approach at the exploratory stage, however, is 

undoubtedly the most appropriate method to elicit more detail about the area to be 

investigated, enabling the researcher to refine the parameters of their study more 

effectively. 

Following the information obtained from the exploratory interviews, the decision 

was made to survey Millennium Product awarded companies. The following 

section describes both the data collection and analysis for this, Stage Two, part of 

the study. 
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4.5 Stage Two - Questionnaire Survey with 54 Millennium Product Awarded 

Companies 

4.5 . 1  Introduction 

A field study of successful products was considered an appropriate approach for 

establishing the relationship between success and user-related factors and for 

initially identifying the role of the end-user. It was felt that since one of the 

objectives was to examine these factors in successful product development there 

should be sufficient units within the study to generate common variables and 

relationships in order to develop theoretical models of the 'best practice' of the 

role of the end-user. 

4 . 5 .2 The Sample 

As the aim of the study was to build a theory of the role of the end-user in 

successful innovation, the sample necessarily had to consist of products which 

could be deemed as being ' successful' .  Two measures of success were used to 

choose the sample for Stage One (further discussion on this can be found in 

Chapter Two). This sample required a large number of respondents to constitute 

the quantitative section of the study. One opportunity to obtain this sampling 

frame came from the idea of using award-winners. A related study by Ughanwa 

and Baker ( 1 989) which was the foundation for Ughanwa' s  doctoral thesis used 

the basis of an award to indicate ' success ' .  In his study Ughanwa used companies 

which had been awarded the Queen' s Award for Export and examined their level 

of innovation. As these awards tend to be made by a body of ' experts' in the field 
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it is one method of obtaining a sample that is not subjectively selected by the 

researcher. At the time that the study reported in this thesis was being designed, 

the Millennium Product Award scheme was announced, whereby companies were 

asked to apply for the award to individual products and services which were 

considered to be innovative and had to be British. All entrants were judged by a 

large panel of ' experts' in innovation and there were five tranches giving a total of 

over one thousand products. Appendix B gives the details of the criteria for the 

award and the 'experts ' who judged the awards. These products and services 

were categorised according to their market and as the focus of the study was on 

consumer durable products the category of consumer and family products was 

selected. These products were all housewares and garden tools for domestic use. 

This category was chosen as it contained predominantly products ( only five 

services were found in this category and were eliminated from the study) and the 

products were all consumer durables. In addition, due to the problems discussed 

in Chapter Two with using an award as the sole criterion for a sampling frame, 

Griffin and Page ' s  ( 1 996) criteria were also applied to ensure that the products 

were commercially successful. In total this gave one hundred and six products 

and this was considered to be a manageable size for the telephone survey. 

The primary limitation of this sample was that it was very small when the samples 

of most quantitative studies are considered. As a result, it is important to note 

here that the main role of the quantitative section was to check whether 

relationships with product success were applicable in the under-researched 

category of kitchen and garden wares. It was an important precursor to the 
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qualitative work, the results of which were predominantly responsible for the 

theory developed in this study. 

One of the mam problems with surveys is that traditionally they have low 

response rates particularly if they are conducted by mail (de Vaus 1 99 1 ,  

Oppenheim 1 996) . As the sample size was just over one hundred the survey was 

suited to being conducted by telephone, a method which tends to generate a higher 

than average response rate and important to do when the sampling frame is so 

small. The resulting response rate was 5 1  %, 54 companies out of 1 06 firms 

contacted completed the survey. In retrospect, although the small sample allowed 

telephone contact and qualitative data to be obtained, a larger sampling frame 

would have been preferable at this stage of the research project. 

4 .5 .3 The Pre-Tests 

In order to reach the stage of actual administration, various stages of pre-testing 

were undertaken in order to ensure that the responses would be as valid and 

reliable as possible. A number of different pre-tests were conducted falling into 

two main phases : the infom1al pre-tests amongst work colleagues and the 

following formal pre-tests with representative samples of the actual respondents. 

The Informal Pre-Test 

After the scales had been developed and the questionnaire had been constructed in 

its first draft (see Appendix C), the initial informal pre-test took place with five 

work colleagues, all of whom are experienced researchers in the social sciences. 
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Three of these had PhDs and the remaining two were in the final stages of their 

PhD thesis-writing and they were all experienced in the area of survey-design. 

The initial pre-test was a 'facial' pre-test intended to identify any immediately 

apparent problems with the wording or order of the questions. Some of the 

questions were re-phrased to make their meaning clearer. 

After the ' facial ' pre-test, an initial telephone pilot took place with friends of the 

researcher. This was to highlight any problems with administering the 

questionnaire over the telephone. This highlighted some problems with the 

phrasing of the questions and enabled the researcher to test the practical aspects of 

taking notes over the telephone. It was following the 'facial' pre-test that the 

questionnaire was laid out as though it was a self-completion survey. This was to 

enable the researcher to complete the information more easily whilst conducting 

the interview on the telephone, previously the survey had just been a long list of 

questions, which made it difficult for the researcher to fill in verbatim whilst 

listening to the answers at the same time. 

The Formal Pre-Tests 

The formal pre-test enables patterns of response to be examined which show 

problems with the survey such as where there may be misunderstanding of the 

questions (de Vaus, 1 99 1 ,  Baker, 1 994, Oppenheim 1 996, Aaker et al 1 998) : 

The formal pre-test or pilot survey was conducted on forty companies from 

another section of the Millennium Products database. It has been suggested that 
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the formal pilot should be conducted on twice as many units as there are items in 

the longest scale in the questionnaire. The longest scale is the market orientation 

scale with twenty items. Fowler, Jr. (1995) suggested that the field pre-test should 

be conducted with approximately thirty-five respondents similar to the actual 

respondents for the final survey. This number of respondents is enough to give 

sufficient information on practical issues and the analysis of the data. The formal 

pre-test was undeclared. None of the respondents were told it was a pre-test and 

the survey was conducted essentially as though it was the final version ( de Vaus 

1991, Baker 1994). This was so that the responses would reflect as closely as 

possible the responses given during the main survey. 

The new version of the survey was then checked again with the same five 

colleagues as before for evidence of any bias or ambiguity in the questions. It was 

found to be satisfactory and a further formal pre-test of ten companies was 

conducted with no problems evident. 

The data were entered into SPSS (Statistical Package for the Social Sciences, 

version 9.0) and descriptive statistics, correlation and regression analysis were 

conducted in order that the researcher could ' get a feel for the data', learn how the 

software package worked and understand the procedures necessary to obtain the 

results. The results on the pilot data were similar to those from the survey itself 

although the correlations were slightly less strong. 
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4.5 .4 The Survey 

Introduction and Initial Contact 

The survey was conducted with all one hundred and six companies from the 

Consumer and Family Products category of the Millennium Product Awarded 

companies. The named contact for each company was approached initially by a 

letter on University of Luton headed paper introducing the research and the 

researcher, explaining that they would be contacted by telephone and guaranteeing 

the confidentiality of their responses (Oppenheim 1996). The reason for this 

approach was that cold-calling over the telephone can often generate suspicion in 

the mind of the respondent, particularly when sensitive company information is 

being requested. By pre-empting the telephone call with a letter on official paper, 

the majority of the respondents were expecting the survey and were willing to 

respond to it. The named contact for each company on the information from the 

Millennium Product A ward web-site was not always the most appropriate 

respondent as the survey necessitated someone with knowledge about the 

development of the Millennium Awarded product, preferably the Product 

Development Manager. The introductory letter therefore also asked the named 

contact to pass the researcher onto the right person. 

Response Rates and Non-Response 

The resulting response rate was 51 %, 54 companies completed the survey. The 

reasons for non-response were the same as in the formal pre-test. The following 

table, Table 4.3, summarises the non-response rates for this survey. 
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Table 4.2 Non-Response Rates for Stage Two Survey 

Number of Reason for Non-Response Researcher's Response 
Companies 
1 0  No time to participate. Recorded as a non-response. 

Not company policy to Recorded as a non-response. 
participate. 
Telephone was never Number was checked and then 
answered. retried on 4 separate occasions 

before recorded as a non-response 
27 Respondent was out of the 4 separate attempts were made to 

office/ in a meeting/ away contact the respondent before 
on business or holiday. recorded as a non-response. 

There were no apparent problems with respondents understanding the questions 

and the researcher obtaining the responses. Most of the respondents were keen to 

discuss the development of the Millennium Awarded product and in a number of 

cases, the answers to the question asking for further information produced a large 

amount of additional information. In some cases the respondents then sent 

additional documentary evidence, most often in the form of promotional 

brochures, information from websites and data from user tests. The additional 

information and documentary evidence were useful in gaining a more detailed 

picture of the product, its development and marketing and the involvement of 

users . 

The responses were recorded by the interviewer on a copy of the questionnaire for 

each company. After each phone call had been conducted the researcher went 

through the questionnaire carefully and ensured that all of the questions had been 

answered. It was important to do this immediately after each interview whilst the 

memory was fresh. 
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Although the sampling frame size was small, as discussed in this section earlier, 

the response to the telephone survey indicated that it was a good method for 

obtaining relevant information. The respondents were mostly keen to discuss 

their Millennium-Awarded product, as they were proud of its award-winning 

status and, as a result, supplied additional information verbally which might not 

have been obtained from a postal survey. In addition, the telephone approach 

increased the response rate from that usually obtained from a postal survey quite 

considerably and enabled the researcher to have some interesting discussions with 

the respondents. 

4.5 .5 Data Analysis 

After the survey had been completed the fifty-four responses were all checked for 

missing values .  As expected, there were several missing values and the reasons 

for these had been noted at the time of the interview. The reasons for non

response were two-fold: either the respondent concerned had commented that the 

question(s) were not relevant to their particular situation or they were prohibited 

from giving the data (mainly financial) due to company policy. The data were 

then entered into SPSS and the missing values at this stage were left blank. The 

data were then checked again for any errors resulting from the inputting process. 

This included an initial and thorough check of each variable against the hard copy 

of each questionnaire. The variables were then all tabulated and any missing, 

extreme or unexpected values were again checked with the hard copies of the 

questionnaires. At the end of this stage all errors had been corrected in order for 

the first stages of statistical analysis to begin. 
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Descriptive Statistics 

The first stage of data analysis involved seeing what the data looked like by 

examining each variable separately using frequency distributions (Baker 1 994 ). 

Following this, correlation and regression analysis were conducted. Correlation is 

used to demonstrate the strength and direction of any linear relationship whereas 

regression measures how much impact one variable has on another. Regression is 

used to make predictions whereas correlation provides an assessment of the 

accuracy of these predictions . It is therefore recommended that they are used 

together (de Vaus 1 99 1 ) . 

The most common measure of correlation when both variables are interval/ratio is 

Pearson 's Product Moment Correlation Coefficient, usually referred to as 

Pearson 's r. The use of Pearson's r assumes that both variables are interval/ratio 

whereas if a purist' s standpoint is taken, scales such as Likert scales are ordinal 

data. The pragmatic view is that if they are treated as interval data then the most 

powerful analytical tools can be used, whereas they cannot with ordinal data 

(Diamantopoulos et al 1 997). The social sciences have seen a widespread usage 

of questionnaire scales which are usually treated as interval variables (Bryman 

and Cramer 1 997). As a result, Pearson's r is able to be employed and was used 

for this study. Spearman's rho is the non-parametric equivalent of Pearson's r 

and is powerful enough usually to generate similar results to Pearson's r. 

Spearman's  rho was conducted on the data as well, but the results produced were 

so similar to those generated from Pearson's r, that only the parametric test is 

reported in the thesis. 
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The purpose of using correlation is to establish both the strength and direction of 

the relationship between two variables but it does not imply causality. Hence in 

this study it is  important to know whether a significant relationship exists between 

the variables and whether it is positive or negative in direction. Pearson's r is a 

measure of linear correlation and cannot detect a non-linear relationship. All of 

the variables in this study were examined on a scatterplot to ensure that they were 

suitable for analysis with Pearson's r. 

4.5 .6  Scales and Constructs 

Although an inductive approach was taken as an overall guide for the study, in 

practice it is not possible to conduct fieldwork without some pre-existing 

theoretical ideas (Robson 2002) . The survey was developed partly from the 

literature and utilised the market orientation scale from Gray et al ( 1 998). This 

scale was selected as a result of the debates that have been summarised in Chapter 

Three. Gray et al's ( 1 998) scale is a purified combination of the most robust 

aspects of the three most accepted scales : Narver and Slater 's  ( 1 990), Jaworski 

and Kohli ' s  ( 1 993) and Deng and Dart's ( 1 994) . After purification Gray et al' s 

scale most closely resembled Narver and Slater' s  ( 1 990), which can1e from a 

cultural perspective rather than the view of marketing orientation as merely a set 

of procedures .  It was also selected on the grounds that it was used in 200 1 to 

measure the impact of market orientation on NPD performance in firms in New 

Zealand ( Grave et al 200 1 ). A number of further scales were developed in order 

to measure other aspects such as the degree of end-user involvement, success of 
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the product and the types of formal and informal methods used to obtain 

information on the needs of end-users, developed into hypotheses from the 

literature. The items which formed each construct were drawn from an 

assessment of the relevant literature and the exploratory research. The following 

table, Table 4 .3 ,  shows these items and their sources from the literature and the 

construct of which they were a part: 

Table 4.3 Constructs and References for Formulated Scales 

Informal Methods of Obtainine; Information on the Needs of End-Users 
Item Source 

Inference from Bailetti and Litva 1 995 ,  Srinivasan, Lovejoy and Beach 1 997 
previous products 
Informal feedback Oakley and Pawar 1 983 ,  Rothwell and Gardiner 1 983, Walsh 
or approaches from 1 983, Gardiner and Rothwell 1 985 ,  Turner 1 985 ,  Walsh and Roy 
end-users 1 985 ,  Black and Baker 1 987, Holt 1 989, Gupta and Wilemon 

1 990, Bailetti and Litva 1 995, Dickson et al 1 995  
Informal Jeffrey and Hunt 1 985, Black and Baker 1 9 87, Holt 1 989 
suggestions 
Chance occurrences Holt 1 989 
Intuition Millman 1 982, Jeffrey and Hunt 1 985, Turner 1985 ,  Holt 1 989, 

Sanders 1 992 
Informal Black and Baker 1 987, Holt 1 9 89, Sanders 1 992 
observation of 
market trends 
Word of mouth Jeffrey and Hunt 1 985 ,  Holt 1 989 

Formal Methods of Obtaining Information on the Needs of End-Users 

Item Source 

Market research Monteleone 1 976, Millman 1 982, Walsh 1 983, Oakley and Pawar 
1 983, Kotler and Rath 1 984, Alexander 1 985, Black and Baker 
1 987, Roberts 1 988, Holt 1 989, Gupta and Wilemon 1 990, Bruce 
and Roy 1 99 1 ,  Cooper and Press 1 994, Sentence 1 997, Cooper, 
Bruce and Wootton 1 999 

Information from Andersen 1 983, Jeffrey and Hunt 1 985, 
product guarantees 
Information from Andersen 1 983, Jeffrey and Hunt 1 985 
maintenance or 
service or products 
Trade associations Andersen 1 983 , Jeffrey and Hunt 1 985 
or clubs 

Trade shows Andersen 1 983 ,  

Experts' advice Millman 1 982, Walsh 1983, Alexander 1 985, Bergman and 

Winlow 1 994, 

Formal research Holt 1 989, Sanders 1 992, Srinivasan et al 1 997 
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Table 4.3 Constructs and References for Formulated Scales continued 

Formal suggestions or Oakley and Pawar 1983 
requests 
Complaint records Andersen 1 983 ,  Jeffrey and Hunt 1 985 
Analysis of competitors ' Andersen 1 983 , Turner 1985,  Black and Baker 1 987, 
products Cooper, Bruce and Wootton 1 999 
Technological analysis or Millman 1 982, Andersen 1983 ,  Turner 1 985 ,  Holt 1 989, 
forecasting Cooper, Bruce and Wootton 1 999 
Externally set standards Oakley and Pawar 1 983 , Bailetti and Litva 1995 
Relevant publications Millman 1 982, Andersen 1 983 
Degree of Involving End-Users' Needs into Product Development Process 

Item Source 
End-user involvement in Andersen 1 983 ,  Rothwell and Gardiner 1 983 , Walsh 1 983, 
the development process Alexander 1985 ,  Gardiner and Rothwell 1 985, Walsh and 

Roy 1 985, Holt 1 989, Gupta and Wilemon 1 990, Sanders 
1 992, Bailetti and Litva 1 995 ,  Dickson et al 1 995, 
Srinivasan et al 1 997 

End-users asked for their Alexander 1 985 ,  Gardiner and Rothwell 1 985 ,  Holt 1 989, 
ideas Gupta and Wilemon 1 990, Dickson et al 1 995 
Design and marketing Walsh 1 983, Kotler and Rath 1 984, Alexander 1 985, Walsh 
work together and Roy 1985 ,  Gupta and Wilemon 1 990, Bruce and Roy 

1 99 1 ,  Cooper and Press 1994, Bruce et al 1 995 
Use of marketing function Walsh 1983 , Kotler and Rath 1 984, Alexander 1 985, Walsh 
to feed end-users needs and Roy 1 985 ,  Gupta and Wilemon 1 990, Bruce and Roy 
into development process 1 99 1 ,  Cooper and Press 1994, Bruce et al 1 995 
Market research to test Millman 1 982, Walsh 1 983 ,  Oakley and Pawar 1 983 , 
potential market demand Andersen 1 983, Alexander 1 985 ,  Turner 1 985, Roberts 

1 988, Sentence 1997, Cooper et al 1 999 
Incorporation of end-users Rothwell and Gardiner 1983 ,  Kotler and Rath 1984, 
needs at an early stage in Gardiner and Rothwell 1 985 ,  Holt 1 989, Roy and Potter 
the development process 1 990, Bruce and Roy 1 99 1 ,  Bruce, Potter and Roy 1 995, 

Dickson et al 1 995 

4 .5 .7  Validity and Reliability in Stage Two 

Content validity concerns the items operationalising a construct and whether they 

are appropriate. The devised scales were tested with four respondents who 

actively research in the marketing area, have PhDs and are considered therefore to 

be 'experts' .  They allocated items to various constructs and in accordance with 

Deng and Dart ( 1 994) when there was general agreement on the items attributed 

to each construct the construct was deemed valid. In this instance, four scales 
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were devised: the end-user needs scale; the informal methods scale; the formal 

methods scale and the success scale, and the validity measured in this way. There 

was some disagreement amongst the four respondents on one item, word of 

mouth, which was intended to form part of the informal methods scale (see Table 

4.3) .  This item was continuously misplaced and as a result was dropped from the 

scale before factor analysis was conducted. The other scales did not encounter 

any problems. 

Following this first content validity test, exploratory factor analysis was 

conducted to reduce the number of components in each scale. There are a number 

of different factor analysis methods which can be used for test construction but the 

one used here was item analysis (Kline 1 994) . This involved administering the 

trial items in each scale to the pilot sample which are then correlated with the total 

score. Those which correlate the most highly with the total score are selected as 

they are measuring what most of the items are measuring. In this form of factor 

analysis it is considered to be less necessary to use huge samples. The following 

tables show the results of Principal Components analysis conducted with varimax 

rotation in SPSS for each scale. 

End-User Involvement Scale 

The End-User Involvement Scale (EU) scale originally contained six items (see 

Table 4.3 for the origins of these items) and was reduced to four following factor 

analysis. 
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Table 4.4 EU Scale: Total Variance Explained 

Initial Eigenvalues 
Component Total % of Variance Cumulative % 

1 3 . 034 50 . 572 50.572 
2 1 .4 1 9  23 .657 74.229 
3 . 728 1 2 . 1 34 86.362 
4 .579 9 .647 96 .009 

.229 3 .8 1 3  99. 823 
6 . 0 1 1 . 1 77 1 00.000 

Extraction Method: Principal Component Analysis . 

Table 4.4 shows the initial eigenvalues and cumulative percentage of the 

components. As can be seen, the first two components have eigenvalues of over 

one, although they account for only just over 74% of the total variance, and the 

first four components comprise 96% of the variance. When this is compared with 

the scree plot (Figure 4. 1 )  it can be seen that the components on the steep slope 

are also 1 -4 rather than just the first two. Although Miller et al (2002) 

acknowledge that using scree plots to select the best number of components is 

" . . .  hardly an exact science" (p . 1 79), they also note that many researchers claim 

the scree plot to more reliable than eigenvalues and as a result suggest that both 

eigenvalues and scree plots are consulted in order to choose the number of factors 

to retain. As a result, the first four components were selected for this scale. Table 

4.5 show the rotated component matrix and identifies the four components as 

being the degree of end-user involvement, the extent to which design and 

marketing work together in the NPD process, the extent to which the marketing 

function feeds end-user information into the NPD process and the extent to which 

end-user information is fed into the process at an early stage. These were then the 

variables that were selected for the final version of the scale. 
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Figure 4. 1 EU Scale: Scree Plot 

Table 4.5 EU Scale: Rotated Component Matrix 

1 
end-user involvement - . 1 29 
end-users asked for their ideas - .729 

design and marketing work together .94 1 

marketing feed end-user information into .9 1 2  
process 
market research to test potential market .834 
demand 
end-user infor fed in at an early stage .2 1 4  

5 6 

Component 
2 

.848 

.252 

. 1 1 9  

. 1 82 

.072 

.783 

Extract10n Method : Prmc1pal Component Analysis. Rotation Method :  Vanmax with Kaiser Normahzat10n. 
a Rotation converged in 3 iterations. 
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Informal Methods of Obtaining Information on the Needs of End-Users 

This scale originally contained seven items, one of which, 'word of mouth' was 

dropped from the first content analysis conducted with the four experts. The 

remaining six variables were factor analysed with the following results. 

Table 4.6: IF (Informal Methods) Scale : Total Variance Explained 

Component Initial Eigenvalues 
Total % ofVariance Cumulative % 
3 .759 62.645 62.645 

2 1 . 1 28 1 8 .799 8 1 .444 
3 .600 1 0.008 9 1 .45 1 

.479 7 .990 99.44 1  
5 .033 . 5 53  99.994 

.000 .006 1 00.000 
Extraction Method: Principal Component Analysis. 

This shows that two principal components had eigenvalues of over one and 

accounted for over 8 1  % of the total variance. The first four components however 

accounted for over 99% of the total variance and when compared with the scree 

plot, the shallow curve started after component four so finally the first four 

variables were used in the final scale. These were identified from the rotated 

component matrix in Table 4.6 as: inference from existing products, informal 

feedback or approaches from end-users, intuition and informal observation of 

market trends. 
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5 6 

Table 4.7: IF Rotated Component Matrix(a) 

Component 
1 2 

infer .893 - .224 

inffeed .95 1  - . 1 42 

infsug -.799 .235 

chanceoc - .757 .345 

intuitio .809 .45 1 

infobs -.207 .9 10  
Extraction Method: Principal Component Analysis. Rotation Method: Varimax with Kaiser Normalization. 
a Rotation converged in 3 iterations. 
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Formal Methods of Obtaining Information on the Needs of End-Users 

The 'formal methods ' (FO) scale originally contained thirteen items which had 

been identified from the literature as being important formal methods of obtaining 

information on the needs of end-users for the purposes of product development. 

This scale was factor analysed and reduced to six items, as the following results 

show. 

Table 4.8: FO Scale Total Variance Explained 

Component Initial Eigenvalues 
Total % of Variance Cumulative % 

1 6 .658 5 1 .2 1 7  5 1 .2 1 7  
2 2 .459 1 8 . 9 1 6  70. 1 33  
3 1 .479 1 1 . 374 8 1 . 507 
4 1 .059 8 . 1 49 89.656 
5 .739 5 .688 95 .344 
6 .605 4.656 1 00.000 
7 .000 .000 1 00 .000 
8 .000 .000 1 00.000 
9 .000 .000 1 00.000 
1 0  .000 .000 1 00.000 
1 1  . 000 .000 1 00.000 
1 2  .000 .000 1 00 .000 
1 3  . 000 .000 1 00.000 

Extraction Method : Principal Component Analysis. 

Table 4 . 8  shows that the first four components had eigenvalues of over one and 

accounted for a total of nearly 90% of the variance. The first six components 

however accounted for the entire total of the variance and again were responsible 

for the steepest slope on the scree plot, shown in Figure 4 .3 . As a result, the first 

six variable were selected for this scale and the rotated components matrix (Table 

4 .9) show these to be : market research, information obtained from maintenance or 
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service of products, trade associations or clubs, analysis of competitors' products, 

technological analysis or forecasting and externally set standards. 
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Figure 4.3 : FO Scale Scree Plot 
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Table 4.9: FO Scale Rotated Component Matrix(a) 

Component 
1 2 3 4 

marres - .206 .846 . 1 70 .447 
infurogu .546 .6 1 2  .278 . 1 97 
infmaint .920 -.023 .089 .376 
tradeass . 1 42 . 1 9 1  .026 .9 14  
tradesho .26 1 - .075 . 830  .486 
advice - .639  -.744 - .029 . 1 65 
formalre .052 .099 .475 .72 1 
formalsu .520 .306 . 398 .344 
complain .398 .63 1 .556 . 1 77 
anacomp . 1 85 .345 .899 -. 1 3 5  
techana .979 .042 - .08 5 . 1 72 
extstand .869 .072 .4 1 4  -.040 
relpubin .034 .357 . 8 1 8  .0 1 4  
Extraction Method: Principal Component Analysis. Rotation Method: Varimax with Kaiser Normalization. 
a Rotation converged in I O iterations. 

The Success Factor scale (SU) was composed of the fifteen elements identified in 

Griffin and Page' s  work and because of this  different approach was not subjected 

to data reduction via factor analysis .  In retrospect this is an obvious weakness of 

the methods in this study and the items in the scale should have been subjected to 

factor analysis, however, Griffin and Page ' s  work had established the fifteen 

variables as being independent so a fair amount of confidence can be placed in 

this even without subsequent factor analysis being conducted in this study. 

The questionnaire included several multi-item scales including the Market 

Orientation Scale from Gray et al ( 1 998) and scales to measure the methods used 

to gather information on end-users and to measure the degree to which end-users' 

needs were incorporated into the product development process. In the pilot stage, 

these were all checked for reliability using the Cronbach Alpha co-efficient and 
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found to be reliable at 0 .6 or above 1
. The reliability was tested again once all the 

data had been inputted from the formal survey and again all were found to be 

reliable at 0 .6  or above. This gives a good level of confidence in the data; if the 

reliability was any higher then the degree of similarity in the answers would give 

rise to doubts about the questions asked. Any lower and there would be too much 

variance in the answers to be able to draw any meaningful conclusions from the 

information. 

4.5 . 8  Control 

Just because a correlation exists between two variables does not automatically 

mean that the two are causally related. Other variables may provide alternative 

explanations for the relationship and hence must be eliminated in the study. In 

science, experiments eliminate other variables from the discussion by control but 

this is rather more complicated in social science research as researchers are often 

unable to control some of the extraneous variables (Frankfort-Nachmias and 

Nachmias 1 996) .  For the purposes of control in social science research therefore, 

statistical techniques are employed as a substitute and these are used at the data 

analysis stage rather than the data collection stage. The results from Stage One 

(reported in Chapter Five) recommended that size of firm needed to be considered 

as one influencing variable. As a result this was included in the statistical 

techniques in Stage Two and was found to have no impact whatsoever on the 

1 
There is some dispute in social sciences over the most appropriate Alpha score for rel iability. Carmines and Zeller ( 1979) 

suggest 0.6 is suitable for new scales whereas Nunnally ( 1 978) and de Vaus ( 1 985) maintain that over 0.7 is better. 
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results . For Stage Three firms which represented the spread of firm size in the 

UK were selected to ensure that size did not skew the results . 

4.5 .9  Qualitative Section in Stage Two Survey 

The qualitative section of the Stage Two survey was limited as the method of data 

collection, a telephone survey, did not lend itself well to recording a large amount 

of qualitative data. There were two main areas in the survey where the 

respondents were asked for open-ended responses. Firstly, where applicable, they 

were asked to describe in their own words how they had involved the end-user in 

the development process and when in the process that had occurred. Secondly, at 

the end of the interview, respondents were asked if there was anything further 

they would like to add. This particular question produced a lot of additional 

information from most respondents. Although case studies based primarily on , 

qualitative interviews had already been conceived as the next feasible stage for the 

research project, it was really the amount of information that the respondents in 

Stage Two wanted to share that primarily drove the final decision to pursue this 

method for Stage Three. 

The qualitative data from Stage Two was analysed in a similar way to Stage One 

data, using firstly an open coding system. Following this, the codes were 

restructured into the main themes which followed the main stages of a textbook 

NPD process .  This was primarily because respondents followed the process when 

talking about user involvement, albeit in their own words . 

1 53 



Chapter Four - Methodology 

Although the qualitative section in Stage Two was intended to be supplementary 

to the quantitative survey it elicited a lot of data. Most of the respondents were 

seemingly happier to answer open-ended questions and many wanted to talk for a 

long time. Unfortunately one of the limitations of the telephone survey was that it 

was not ideally structured for this to happen. It was impossible to take verbatim 

notes, and recording the conversation had been ruled out as tending to generate 

feelings of suspicion in the respondent. This is one of the limitations of Stage 

Two, but it provided impetus for the design of Stage Three as a wholly qualitative 

stage so was ultimately positive in that way. 

4 .5 . 1 0  Stage Two - Summary 

The Stage Two survey was the first main section of data collection in this study. 

The primary purpose of Stage Two was to assess whether user-related variables 

identified from the literature and Stage One contributed to product success in a 

consumer durables context. The structure of a quantitative questionnaire enabled 

scales to be used to measure these relationships .  Administering the instrument 

over the telephone resulted in a higher response rate than would have been 

achieved using a postal survey. Additional qualitative questions produced extra 

information and led to the researcher designing a more in-depth, qualitative phase 

for Stage Three of the study. Limitations of Stage Two primarily include the 

small size of the sample for quantitative work and the problems with accurately 

recording qualitative data over the telephone. In retrospect, the survey served the 

main purpose of verifying the relationships between the variables identified from 

the NPD critical success factor literature and product success in the consumer 
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durable context. For more generalisable and robust quantitative data, however, it 

would probably have been better to administer a postal survey asking companies 

to identify a successful product. At the time of designing Stage Two, however, 

using the winning of an award seemed to be an appropriate method of identifying 

a relevant sample and this method had its roots in relevant literature. In addition, 

the Millennium Product Award was in the media at the time for encouraging the 

development of innovative products focused on fulfilling users' needs and it 

seemed to be an ideal award, from that perspective, to use for this study. These 

reasons for using this as the sampling frame are valid - the main problem 

ultimately lay in the size of the sample obtained by these means. Problems with 

accurately recording qualitative information over the phone led to the decision on 

the design of Stage Three, so although it is a limitation of the design of Stage Two 

it was ultimately useful in providing the design for Stage Three. 

The following section, 4.6, evaluates the qualitative case studies, methods and 

sampling and reflects on it as an appropriate approach at this point in the study. 

4.6 Stage Three - 15 Case Studies 

4.6. 1 Introduction 

Stage Three was structured to explain in detail the involvement of the user and the 

strategies, drivers and factors impacting on that. Case studies were selected as 

being most suitable for this (Yin 1 994) and they were generated from a different 

sample. Whilst the award provided a sample of successful products for the 

quantitative survey, the fact remains that not all commercially successful products 
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win, or indeed apply for, awards. In this situation, a further sampling frame is 

considered to be acceptable (Mason 1 996) . For the case studies, therefore, the 

frame was widened to include companies in the housewares and garden product 

categories which were British-based and which had a successful product in the 

last two years about which they were willing discuss. These were generated from 

the Kompass business directory. The companies were then approached initially 

by letter and then by telephone to request their participation. A total of fifteen 

firms agreed to participate in this stage of the research. A half day visit was paid 

to each company and two members of the product development team, self

selected by the firm, were interviewed for approximately an hour each. This was 

to ensure triangulation of the data. 

Following a case study approach is not the same as sampling (Yin 1 994, Stake 

1 995). The individual cases are selected on the basis that they each have 

something intrinsic to contribute to the understanding of the field, rather than to 

draw inferences based on the frequency of events. In this study, the contribution 

of each case was the successful new product and the patterns of involvement of 

the user in the NPD process. The evidence from multiple cases is generally 

considered to be more compelling, although a single case can be used to represent 

an extreme or unique case (Hakim 1987, Yin 1 994). Langrish ( 1 993) noted that 

the average number of cases for a PhD tended to be six or seven although in 

reality multiple cases may be limited to two or three or extend to dozens (Hakim 

1 987). The numbers depend on the research objectives ;  whether replication of the 

1 56 



Chapter Four - Methodology 

study in different environments is being attempted, or a comparison of different 

cases is intended. 

This study has constructed fifteen case studies with the purpose of comparing and 

contrasting user-related aspects of product development. The purpose was to look 

for meanings behind the actions of the companies, and although case studies are 

not intended to generalise statistically, the more aggregated the results, the more 

meaning can be interpreted from them (Stake 1 995). In other words, the more 

cases a researcher has which give similar results, the more robust the data is 

perceived to be. 

The approach taken in this study was to conduct sufficient case studies until the 

researcher felt that nothing new was emerging from the interviews. This is often 

referred to as the ' saturation point' and is noted by qualitative researchers as the 

point when the researcher has collected sufficient data. This is the reason why 

fifteen case studies were conducted in this stage of the project. Fifteen was quite 

a lot, particularly when compared with other qualitative studies where often only 

half a dozen cases are used, but each organisation in Stage Three had its own 

individual approach to NPD and it actually took quite a long time before nothing 

new on user involvement seemed to be emerging from the interviews. In 

particular, this was partly because two distinct approaches to user involvement -

what were identified later as the Risk Reduction and Expediency strategies - were 

emerging from the data, and the researcher continued interviewing and selecting 

case studies until a saturation point was reached on both of these key aspects. 
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The use of case study research in the field of NPD has been established, although 

it is limited in scope. The majority of the studies reviewed in Chapter Two 

involved large scale studies with predominantly quantitative techniques. Some 

case studies were reviewed in Chapter Three but these have tended to be: 

" . . .  anecdotal case studies of successful companies." (Svengren 1 993 , 
p. 445) 

Qualitative research tends to rely quite heavily on face-to-face interviews as a 

primary means of data collection and case studies are no exception (Marshall and 

Rossman 1 999). Interviewing is well regarded as a tool for gaining insightful and 

detailed information from the respondents, despite being criticised as being 

subject to poor recall, bias and limited articulation on the part of the respondent 

(Frankfort-Nachmias and Nachmias 1 992, Yin 1 994) .  Interviews enable the 

researcher to develop an understanding of the interviewee' s  'world' which is 

central to developing theory (Easterby-Smith et al 1 991  ). Depth interviews tend 

to be small in number with the intention being for the interviewees to air their 

insights and experiences on the subject rather than to be a representative sample 

(Oppenheim 1 996). One of the main advantages of interviews is the validity of 

the data obtained: 

" . . individuals are interviewed in sufficient detail for the results to be 
taken as true, correct, complete and believable reports of their views 
and experiences" (Hakim 1 987, p. 27) 

Each case study involved at least a half day visit (usually more) to each company 

and in addition to the interviews, observations of each organisation were 

conducted. If the company manufactured at the same site, a visit to the 

manufacturing plant was requested and granted in every case. Tours around the 
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plant gave additional insights into the NPD process and the stages during that 

process when users were involved. These gave insights into production 

techniques and how NPD was regarded in the firm. In an initial meeting with the 

two interviewees ,  the success scale was administered to verify the selection of a 

successful new product. Other documentation was collected, including results of 

user-surveys, product catalogues and verification of the NPD process used in the 

firm as confirmatory aspects. Most of the companies also have websites which 

provided further information about the history and background of the firm and 

their product ranges .  Overall a wealth of information on each company was 

collected, although in retrospect, it is felt that the design of this stage could have 

been further improved by visiting for another day at a later point and observing 

meetings of the product team to see the process ' in action' .  One of the primary 

problems encountered with conducting empirical research into NPD, however, 

was the reluctance of the firms to disclose information that might be of interest to 

competitors. In the relatively small market of UK housewares and garden 

manufacturers, there were inevitably a few direct competitors who were involved 

in the sample for this study. On one occasion, one interviewee even asked about 

the information obtained from the interviews conducted with their main 

competitor. The researcher had to inform the respondent at this point that all 

information was kept totally confidential, which he accepted with good grace. It 

was felt, however, by the researcher that although further visits to the companies 

might have improved the cases with more detail, the issues of confidentiality and 

what the respondents were willing to disclose would have made this difficult, 

particularly as product meetings are focused on new products which are in 
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development and therefore of particular interest to competitors. This said, the 

successful products that they were sharing information on in the interviews, had 

been launched and as a result any confidentiality issues tended to focus on future 

products and generic methods of product development. 

4.6.2 The Interviews 

A list of topics was introduced by the researcher in order to direct the interview 

but a degree of freedom was given to the respondents so that they could introduce 

issues they considered to be important and relevant as suggested by Hakim (1 987) 

and Oppenheim ( 1 992) . 

The themes to be investigated were derived from the extant l iterature and the 

results from Stages One and Two . These themes provided a framework for 

formulating questions and probes, the purpose of which was to elicit further 

information than might otherwise have been obtained (K vale 1 996). 

The main role of the researcher became that of a guide to ensure that the 

discussion was kept relevant, but the respondents were encouraged to lead and 

direct the discussion themselves in order to obtain the most detailed and accurate 

information possible. The questions were asked both with direct reference to the 

successful product and their approach to product innovation in general in order to 

facilitate generalisability in the study. Appendix E gives the questions and probes 

that were used in the interviews. 
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At the end of each interview, the respondent was asked whether there was 

anything extra they would like to add which was relevant. This often produced 

many insights not covered previously in the interview. The interviews all lasted 

approximately one hour and were tape-recorded with the interviewee' s  

permission. The purpose of taping an interview is so that the quotations can 

feature in the report as statistics do from a survey (Hakim 1 987). It also provides 

added reliability for the results. The interview tapes were then transcribed and 

thematically analysed and the results obtained are discussed in Chapters Seven 

and Eight. 

In order to ensure the reliability of the data obtained from the interviews, copies of 

the transcripts from the interviews were given to the respondents and they were 

asked to verify that the data recorded was as it had been given in the interview. 

Prior to each interview, the two respondents from each firm were asked to 

complete the success-scale questionnaire in Appendix F with specific reference to 

a product that they considered to have been successful and launched within the 

past two years. This ensured that the specific products that were being referred to 

in the interviews had an objective measure of their success as well as the 

subjective measure of being selected by the interviewees. The products were 

selected in an initial session with both interviewees for each firm and the 

questionnaire was completed by both, ensuring the triangulation of the data. 
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Two people in each firm with knowledge of the development of the successful 

product and product innovation generally, participated in the interviews. This 

provided a more holistic picture of innovation within that particular firm. Each 

interview was intended to last approximately one hour, although most ran over 

that. The interviews were then followed by tours round the offices, factory and 

showroom, observations and the collection of additional documentation. 

4.6 .3 Data Analysis 

The approach taken to the data analysis was inductive. This allowed the concepts 

and theory to emerge from the systematic coding and analysis of the data (Strauss 

1 987). The interview transcripts were coded in three stages for each transcript: 

• Familiarisation with each interview, in this case carried out by the 

researcher listening to the tapes several times and ensuring that the 

transcript was accurate and then reading through the transcripts several 

times before coding. 

• Identification of relevant raw data quotes 

• Organisation of this raw data into the following categories : 

o raw data themes based on the quotes 

o first order themes or open coding (Strauss and Corbin 1 999) 

o second order themes ( or axial coding) 

o general dimensions, the most abstract level giving the underlying 

concepts and giving rise to the theory (selective coding) . 

The themes were clustered and illustrated using dendograms (Miles and 

Huberman 1 994). 
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Although this process appears to be linear, in reality it was iterative and the codes 

were revisited and restructured on a number of occasions. A similar approach was 

taken to the analysis of the notes from the observations and additional 

documentation. Following the analysis of the interviews, cross-case analysis was 

undertaken. The purpose of this is to deepen understanding and explanation and 

enhance generalisabilty by drawing themes from the difference cases (Miles and 

Huberman 1 994) . This was done in two ways : firstly themes that were common 

to several cases were searched for and noted. Secondly individual variables were 

examined in each case and themes drawn out. For example, success of the 

product and involvement of internal users in prototype-testing. The main findings 

were distilled into two strategies: Risk Reduction and Expediency; and two 

drivers : Consumer and Retailer, that guide the involvement of different groups of 

end-users. From these, a matrix was developed and key variables dictating which 

quadrant products were assigned to were cross-checked with both Stage Two and 

Three products together in order to built the theory. 

4.6 .4 Reliability in Qualitative Data 

For qualitative data, Miles and Huberman (1 994) suggest that the researcher 

assesses whether the accounts converge on aspects where it would be expected 

that they should, for example times, settings, events, informants. As a result, 

quixotic reliability is most important for qualitative data: multiple respondents 

giving the same, 'party-line ' answers (Gammack and Stephens 1 994). All the 

interview transcripts were scrutinised for quixotic reliability and very little 

evidence of 'party-line' responses were found when both transcripts for each 
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organisation were compared and contrasted, although very similar accounts of the 

same events were obtained. This is probably because a process within the 

organisation was being investigated rather than the organisation or its reputation 

itself. 

Typically qualitative data has been criticised for its lack of reliability and as a 

result qualitative researchers have been keen to ensure that the reliability stands 

up to scrutiny. Consequently a number of different techniques have been 

developed which enables the reliability of both findings and methods to be 

ensured. Two of the methods used in this study are described here. 

An 'audit trail' of the key decisions made throughout the research process can be 

kept and possibly validated by another researcher if validity is required (Creswell 

1 994) . For reliability, this would certainly qualify as a guide for any further 

researcher who was proposing to do the same study. An audit trail was kept 

throughout the entire empirical process, noting the decisions made covering the 

design or plan for the next phase of research. 

Whilst an audit trail is a way of ensuring reliability of methods, the concept of 

reliability also concerns conclusions and findings . Feedback from the respondents 

is a method of ensuring that the correct conclusions are reached (Bryman 1 988) .  

For the study reported in this thesis feedback was obtained at all stages as 

respondents were asked to comment on the conclusions from the survey and were 

supplied with a report from the findings. Transcripts of the interviews and copies 
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of the case narratives were also provided for the respondents in Stage Three and 

they were asked to verify that these were correct. The respondents were then also 

provided with a further report of the findings and conclusions from Stage Three 

and the overall study and asked to comment on their reliability . Any adjustments 

were then made accordingly (Creswell 1 994) . 

4.6.5 Bias 

One of the main disadvantages often cited about individual interviews is the ease 

with which bias can be introduced. Bias has been defined as being: 

"errors or inaccuracies in the data collected." (Sekaran 1 984 p. 1 93) 

It may be introduced by the interviewer, the respondent or the situation itself. The 

interviewer can bias the data if a proper rapport is not established with the 

interviewees or when their responses are misinterpreted. Certain types of 

response can also be encouraged or discouraged by the interviewer with gestures, 

body language and verbal responses. The respondents may bias data if they give 

answers that they think the interviewer expects or wants to hear, or through 

misinterpretation of questions. 

It is impossible to obtain data totally 'uncontaminated' by the process of 

interviewing and the rapport between the interviewer and the respondent. 

Attempting to do so would also negate the purpose of the data collection 

techniques used in this particular study which are to elicit the underlying 

constructs and relationships in the area of research. It was important in this study 
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to allow the respondent to say what they thought was important and triangulation 

of data were used to minimise bias. 

A rapport is what actually keeps the respondent interested and motivated in the 

interview and actually serves a positive purpose (Oppenheim 1996). There can 

however be too much or too little rapport, either of which could introduce bias 

into the interview. For example if too much rapport exists then the interviewer 

could become involved in advising or guiding the respondent with the result that 

their own opinions would bias the results . Alternatively if too little rapport exists 

and the respondent becomes bored then their responses will be shorter and less 

detailed than desirable creating the bias in a lack of information (Oppenheim 

1 996). 

Establishing a rapport at the right level was the intention of the researcher in this 

study and as the interviews were conducted with a pre-established list of topics it 

was felt that the rapport was kept at an optimum level. The interviews were also 

all taped with the respondents' consent which made the researcher considerably 

more aware of introducing bias and a conscious effort was made not to lead the 

respondents but to let them direct their own answers. 

It is also felt that bias was reduced as far as possible as the topics and elements 

had emerged from Stages One and Two. In this way the agenda for the case 

studies was driven by respondents themselves. The researcher' s involvement had 
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been to interpret the data from Stages One and Two, rather than to impose her 

own agenda for Stage Three. 

4.6.6 Stage Three - Summary 

In section 4.6, a review of the methods used in the Stage Three case studies has 

been conducted. Principally the use of case studies at this point in the research 

process was conducted because the intention was to bring out depth and detail 

about the involvement of end-users in successful NPD that quantitative techniques 

and questionnaires are not best suited to . Instead, semi-structured interviews were 

used to draw out the opinions and observations of those actually involved in the 

NPD process in the actual companies. The majority of interviewees were more 

than happy to talk, at length, about successful products they had been involved in 

and their tales and insights were fascinating, partly because they involved 

everyday goods that the researcher herself is familiar with, and partly because 

most respondents were keen to talk about things that they themselves found 

interesting. Trips around the manufacturing plants (in some cases) were 

additionally insightful and the originally-planned half-day visits to each company 

usually became much longer. A wealth of information about NPD in each firm 

was amassed and it was undeniable that this method of research was suitable for 

obtaining the depth and insights the researcher had been aiming for. 

Perhaps the main aspect where this research method could have been improved 

upon, was that a further one day or half-day visit to the company at a later date 

could have probed more deeply into some areas that had been drawn out in the 
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initial data analysis process. As it was, any additional, follow-up questions that 

were necessary were conducted by telephone or email, largely in order to address 

any ambiguities that had arisen in the two versions of the process. The researcher 

felt at the time that sufficient data for the case studies had been collected, but 

there is always an argument for more in qualitative research methods. 

Overall this was the most enjoyable stage of the empirical research. There is 

nothing better, in the view of the researcher, than actually ' getting out there' and 

meeting the respondents face-to-face and being in their environment, hearing their 

stories and versions of events. On reflection of the entire empirical process, the 

researcher has to conclude that although she enjoyed the statistical analysis, the 

qualitative interviews for the case studies were felt to obtain the greatest depth of 

data and the human-interaction was enjoyed the most. It gave the entire process a 

sense that it was worthwhile to the respondents involved as well as to the 

researcher herself. 

Following these themes the results from all stages were brought together and the 

theory and models were developed and tested in Stage Four. 

4. 7 Stage Four - Theory Development and Testing 

4.7. 1 Introduction 

From the data analysis of Stages Two and Three, two strategies guiding user 

involvement (Expediency and Risk Reduction) and two drivers for the NPD (User 

or Retailer) were identified. Details of this theory development are discussed in 
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Chapter Nine. This was developed into a two by two matrix (Figure 9.2) and all 

sixty-five products from Stages and Two and Three were allocated to a quadrant, 

based on questions asked of the company contacts. This enabled a cross-checking 

process to be conducted which identified common factors distinguishing between 

the selection of strategy and driver. The following sections detail this stage of the 

empirical research, Stage Four, and reflect on the methods used. 

4.7.2 Testing the Matrix 

The matrix was initially tested against a number of factors that had been identified 

by the literature or the previous three stages of the study. These included: 

• Size of company 

• Age of company 

• Novelty (innovativeness) of product 

• Product complexity 

• Market orientation of the firm 

These were tested quantitatively using scales developed and data drawn from 

Stages Two and Three, except for product complexity which did not have pre

existing quantitative data or a scale. Size, age and novelty were found to have an 

insignificant impact on the choice of strategy and driver. Product complexity and 

market orientation needed further quantitative testing. 

One of the problems with measuring product complexity is that it is a perceived 

rather than an actual variable and is therefore difficult to measure on an absolute 

scale (Singh 1 997). Complexity can be defined in a number of ways including: 
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• The number of independent agents interacting with each other in a large 

number of ways (Waldrop 1992) 

• The number of different components in a product (Hayes et al 1 988) 

• A large number of parts that interact in ' non-simple' ways (Simon ( 1 976) 

It was therefore important to establish a valid measure of how complex each of 

the sixty-five products is .  Eight industrial designers as ' experts' were therefore 

asked to score each of the sixty-five products on 3 separate scales of complexity 

from 1 -3 ,  1 -5 and 1 -7, where 1 was 'not complex at all ' ,  the top anchor point was 

'highly complex' and a middle anchor point was assigned as 'moderately 

complex' . Each product was given a brief description so that the judges had the 

same information on which to base their decisions. The mean score for each 

product and each scale was taken and the scores for the products in each quadrant 

were tested against the others using Analysis of Variance (ANOVA) to identify 

any significant differences between the quadrants. Given the small sample size 

(only sixty-five products) both non-parametric and parametric tests were used to 

ensure that no small amounts of variance would go undetected. The levels of 

significance were so strong that both sets of tests gave the same results. The 

Kruskal-Wallis test was used as the non-parametric measure, and the Least 

Significant Difference post-hoe test was used with the parametric One-Way 

Analysis of Variance on SPSS.  For the post-hoe test, a significance level of 1 0% 

was initially set. Again this level was set as a result of the small sample size in 

order that any differences between groups might not be overlooked. In fact, as the 
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results in Table 9.4 demonstrate, most differences were significant at either 5% or 

1 % levels. 

Assessing the contribution of market orientation was easier as all firms in both 

Stages Two and Three had completed the market orientation questionnaire. The 

scores for the firms in each quadrant were tested against the others using the same 

tests as above. 

4.7.3 Stage Four - Summary 

Following the data analysis of this stage, it was concluded that the complexity of 

the product differentiates the strategy for involving the user and market 

orientation differentiates the driver for NPD. These results were unexpected as 

the researcher had started Stage Four anticipating that other factors such as 

novelty and/or size of company would be more likely to effect strategy and driver. 

This i s  primarily because the literature gave little indication that complexity could 

be important, even though market orientation was, as discussed in Chapter Three, 

and appropriate and relevant framework for user-involvement in this study. Stage 

Four was therefore very illuminating, enabling the matrix to be cross-checked and 

the theory further developed. ANOVA is the most appropriate statistical method 

for identifying factors which distinguish between certain clusters and this now 

forms a theory and model which can be tested in further research. 

Stage Four was the final empirical stage of this research project and the following 

section, 4 . 8  reflects on the research design and methods for the study as whole. 
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4.8 Reflections on the Research Design and Methods 

4. 8 . 1  Reflections on the Research Design 

Although a flexible design and inductive approach are more frequently equated 

with purely qualitative methods, there is no reason why quantitative methods 

cannot also be used, if they are felt to be appropriate at various stages of the 

research process . Seeking to generate a theory to explain the involvement of users 

in consumer durable new NPD was the objective of this study and the stages of 

the research design emerged as the study progressed. The majority of the process 

has been qualitative as explanations of themes and patterns were sought. 

Nonetheless, some of the patterns which emerged from Stage One needed to be 

quantitatively assessed, particularly as new product ' success ' is most frequently 

measured in quantitative ways, and the model developed in Stage Four was most 

easily and appropriately cross-checked quantitatively. Initial parameters for the 

study were established through the literature review and Stage One leading onto 

the evaluation of these relationships and the discovery of emergent themes in 

Stage Two . It was then felt necessary to widen the research still further to include 

other firms without awards but who also still had successful products, Stage 

Three. Subsequent data analysis demonstrated clear themes emerging from which 

the theory of user involvement being directed by Expediency or Risk Reduction 

strategies and User/Market or Retailer drivers was developed. This theory was 

then cross-checked against several potential factors to reveal that perceived 

product complexity determines the strategy chosen and market orientation guides 

the driver for NPD. The following sections reflect on the methods used for the 

two main phases of data collection for this study - Stages Two and Three. 
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4.8 .2 Reflections on the Stage Two Survey 

The telephone survey for Stage Two was generally well received, although one or 

two respondents were slightly frustrated at having to give their answers on a scale. 

They tended to be the ones who, at the first opportunity, went into immense detail 

about their product and how it had been developed. Unfortunately telephone 

interviews are not the most appropriate method for this amount of qualitative 

information, one of the reasons for utilising a case study approach for Stage 

Three. Nevertheless, the survey had a high response rate and there were relatively 

few problems with administering it over the telephone. The main problems 

resulted from not being able to contact the relevant person easily or the respondent 

being reluctant or unable to give out certain financial data. In retrospect, better 

approaches might have been to conduct face-to-face interviews or a large scale, 

mailed survey. Both of these methods have their own limitations, however. It 

would have been considerably more time-consuming and resource-heavy to obtain 

fifty-four face-to-face interviews than it was conducting these by telephone, and a 

mail survey tends to have poorer response rates than a telephone survey, although 

there are methods of increasing the response rate. One of the main problems 

though was the size of the sampling frame, and it would almost certainly have 

been better to have used a larger sampling frame than just the Millennium Product 

companies. The use of an award as a measure of success is limited and it would 

perhaps have been better to ask many more companies to identify a successful 

product based on one criterion, likely to be sales or return on investment, and then 

complete a mailed questionnaire with reference to that product. This would have 

allowed for more reliable and generalisable results with more responses, in terms 
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of the actual numbers. The researcher feels that Stage Two has taught her a lot 

about sampling frames .  

Significant relationships were identified through the use of correlation and 

regression analysis, more detail of which is given in Chapter Six. The qualitative 

data provided a useful basis for the questions and probes used for the Stage Three 

methodology. In this situation, although recording qualitative data was 

somewhat problematic, it was helpful in providing insights which enabled the 

design of Stage Three, reviewed in the next section, 4 .8 .3 . 

4 .8 .3 Reflections on the Stage Three Case Studies 

Stage Three provided respondents with opportunities to recall significant detail 

about a successful product. Although a structure of questions and probes was 

used in the interviews, most respondents were happy to elucidate and freely did so 

and a large amount of data was collected. Despite this, computerised methods of 

analysis, such as NUD*IST, were abandoned, as it was strongly felt that the 

researcher would become 'closer' to the meanings and themes if the analysis was 

conducted by hand. Although somewhat laborious, this was indeed the case, and 

the cross-case analysis provided a very useful framework from which themes 

could emerge . 

The general response of the interviewees was very positive, possibly because they 

were being asked to describe a successful product. It is  unlikely that they would 

have been quite as enthusiastic to describe a failure. It is one of the shortcomings 
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of this study that only products that were considered to be successful by the 

respondents were examined. A further study could use the 'pairwise' 

methodology by asking for both successful and unsuccessful products in the views 

of the respondents. Despite this shortcoming, Stage Three was insightful and 

interesting and perhaps could have been improved by a further, return visit to the 

companies, although any additional questions were answered by telephone and 

email . 

4 .8 .4 Summary 

Chapter Four has provided some insight into the philosophies behind research 

design and the methods actually employed in this study . The study was not 

'designed' as such, but an inductive approach allowed each phase to emerge as a 

result of the evidence from the previous one. As with most methodologies, this 

has both benefits and limitations and throughout the discussion in Chapter Four 

both have been highlighted with reference to the methods employed in each stage. 

There is nothing wrong with using an inductive approach overall, but this project 

has, of course,  been a learning experience for the researcher, who will probably 

plan further research projects in more detail from the start and will use less of an 

inductive approach in future. Flexibility in research design is, to a degree, crucial 

because the researcher must follow the data wherever it leads in order to uncover 

the ' truth' about any given situation. The drawback with a truly inductive 

approach, however, is the amount of time spent on deciding where to go next and 

how, between each phase, which breaks up the natural fluidity of the research 

process and creates delays. 
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Nevertheless, the approach and methods undertaken in this study did produce 

some very interesting results and these are presented in the following chapters, 

Five to Nine. 
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Chapter Five - Stage One: Results 

Chapter Five - Stage One: Results 

5.1 Introduction 

Chapters Two and Three have examined the field of NPD literature and user

related literature. From the studies reviewed in Chapter Two twenty factors were 

established as being critical success factors, including those that are closely 

associated with marketing orientation, users' needs and user involvement in the 

NPD processes. Chapter Five discusses the first stage of data collection which led 

to the focus on user-involvement and was instrumental in beginning to verify that 

the critical success factors identified in industrial and technical NPD in the 

literature were still important contributors to success in consumer durable 

products. In order to do this, exploratory meetings and interviews were conducted 

with ' experts ' in the fields of design and new product development in the UK, 

contacted through the Design Council, and the information obtained from these 

enabled parameters to be established leading to the design of the survey in Stage 

Two, the results of  which verified that the factors relating to user-involvement in 

NPD were indeed still critical success factors in the consumer durables market. 

This exploratory work expands the findings from the literature review and elicits 

aspects that were important for the main study. In this context, the methods are 

highly flexible, unstructured and predominantly qualitative as the researcher has 

few preconceptions of what may be found (Aaker et al 1 998) :  

"One is  seeking insights into the general nature of a problem, the 
possible decision alternatives and relevant variables that need to be 
considered" (Aaker et al 1 998 p. 73) 
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The exploratory work involves defining the problem more specifically, and most 

often unstructured or semi-structured interviews are used to do this. In this study, 

the ' elite ' interviewing suggested by Marshall and Rossman ( 1 999) was adopted 

in the first instance. Elite interviewing involves selecting particular types of 

interviewee on the basis of their expertise in the research area and the manager for 

small businesses at the Design Council was identified as an initial suitable 

' expert' . The Design Council is funded by a grant :from the Department of Trade 

and Industry and has direct responsibility for helping UK companies to use design 

more effectively: 

"The Design Council is  helping more UK businesses to understand 
and to use design as a central part of business strategy to increase 
commercial success and competitiveness ." 
(www.designcouncil.org.uk, 2002) 

Following an initial interview, the researcher was then invited to participate in the 

Design Common Interest Group (DCIG) the aim of which was to "shape design 

and business success in the UK". The DCIG was formed by the Design Council 

from the interest raised during Design in Business Week 1 998, which had offered 

opportunities for organisations to achieve business success by optimising every 

aspect of their performance. Specifically the DCIG was formed to look at how 

design could be optimised in organisations to help them obtain success. The focus 

was on how to implement design and add value to business using the Business 

Excellence Model developed by the British Quality Foundation (now the 

European Foundation for Quality Management), and to share insight and 

inspiration regarding design and innovation across sectors . The group meetings 

therefore provided a good summary of aspects of NPD that are important and/or 
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problematic from the viewpoints of these ' experts' .  These aspects then provided a 

useful starting point for this study. 

Following the meetings with the Design Council, unstructured interviews were 

also conducted with design and marketing managers in six consumer durable 

firms. Further details of the methodology for Stage One are in Chapter Four. 

5.2 Results from the DCIG 

Three meetings of the DCIG took place at the Design Council, London and were 

attended by approximately thirty people ranging from academics to practitioners 

in UK manufacturing companies, some multi-nationals, and a consulting group. 

The format of each of the meetings followed the same structure: 

1 .  Introduction and summary of the previous meeting(s). 

2 .  Feedback from the consulting group of work carried out and results obtained. 

3 . Discussion in small groups of what further work needed to be done and other 

important issues . 

4. Feedback and discussion involving everyone. 

The researcher took notes throughout each meeting which were typed up 

afterwards. In addition, the primary organiser distributed a summary of the main 

points of each meeting about a week afterwards. This summary acted as form of 

verification for the notes the researcher had taken, although they did not cover the 

small group 'breakout' sessions. 
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The first meeting looked at the Business Excellence Model as the precursor to 

research to be conducted over the following one year period. The plenary session 

introduced everyone to the model and then small groups discussed what additional 

factors would be useful to consider. 

The consulting group then proposed to conduct interviews with a number of 

prominent, large companies to establish good and bad practices concerning design 

and quality within product development using the BEM. The initial results were 

to be fed into the following two meetings .  

By the time of the second meeting in July, the consulting group had conducted 

some initial interviews and were able to report on their findings. Discussion in 

small groups centred around how customers' /users' requirements can be 

continually monitored and fed into the process, following on from the last 

meeting. 

Prior to presenting the results from these meetings, it is important to clarify the 

use of the term 'design' here. In Chapter Two of this thesis, various definitions of 

design were discussed, including that it is an activity or process through which 

ideas are given meaning, or is the outcome of that process - the physical article. 

Urban and Hauser described it as being intrinsically linked with the user and 

comprising identifying the key benefits that a product provides the user with, and 

also the positioning of those in comparison to competitors ' products. Finally, 

however, it was concluded in Chapter Two that design would be used in this study 
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to describe only one distinct stage of the entire NPD process and was defined by 

the researcher as : 

"A creative process resulting in a visual representation which leads to 
the manufacture of an artefact which did not previously exist in that 
form." 

The Design Council, however, views design as being a much more all

encompassing term relating to everything as it is the body that supports and 

encourages good design in every sector in the UK. Indeed one definition that it 

uses i s :  

"Making things better for people" (Richard Seymour, Design 
Council ' s  Design in Business Week 2002) 

The Design Council does agree with Urban and Hauser that design has to start 

with the user and in terms of product design, which is what is considered in this 

chapter, the Design Council points out that the design is the activity of translating 

an idea into a blueprint for something useful and that it is a critical role that 

should not be overlooked: 

"Scientists can invent technologies, manufacturers can make products, 
engineers can make them function and marketers can sell them, but 
only designers can combine insight into all these things and turn a 
concept into something that' s desirable, viable, commercially 
successful and adds value to people' s lives." (www.design
council . org. uk) 

As a result, the findings from the DCIG meetings and interviews with experts in 

the field refer to 'design' as being beyond the definition given in Chapter Two of 

this thesis and being fundamental to the product development process. 
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The key findings of best practice and the discussions at the meetings were that: 

• There is a need to involve employees of all levels in the design process 

• Successful design involves a focus on customers, partnerships and 

resources 

• Good design ties up suppliers and customers with manufacturers 

• Good design involves 'Concurrent Engineering' - getting the right 

people involved at the right stage of the design process 

• There is a need to ' design' the customer into the process 

• There is a need to put systems in place to ensure that the changing needs 

of the customer inform the design strategy 

• There is a need to consider to what extent designers and customers 

communicate directly and to what extent customers are included in the 

design process 

• That there is  a process of customer relationships - knowing continually 

what the customer is about and incorporating that into design. 

It was noted that the involvement of customers can be affected by a number of 

variables including: 

• S ize of company 1.e. small companies may find it easier to build 

relationships with their customers facilitating involvement. 

• Type of industry: industries with fewer customers in niche markets may 

be able to form more meaningful relationships with customers and users 

and really get to know their requirements. 

1 82 



Chapter Five - Stage One: Results 

• Nature of product users : whether they are brand/product loyal or fickle in 

their buying behaviour. 

• Systems and structures within the organisation, including whether the 

company has the resources in terms of 'human-hours' to conduct the 

more meaningful relationship suggested above. 

The meetings with the Design Common Interest Group were enlightening in a 

number of ways. They provided the researcher with the opportunity to observe 

and note issues of importance to practitioners, academics and those wishing to 

improve product design and innovation. These issues were strongly linked with 

management focus on quality through the use of the Business Excellence Model. 

In addition, the meetings provided the combination of anecdotal evidence and 

professionally conducted research, which despite having a different remit from 

this study, provided useful background information. 

In many respects, the findings reflect the academic literature on NPD success 

factors. For example, the focus on involving cross-functional teams in the 

process, ensuring the right people are involved at the right stage and that 

customers are involved directly in the design process. The distinction between 

customers and end-users was not made but there was a great emphasis placed on 

obtaining customer/user requirements and the inclusion of these throughout the 

design and development process. This emphasis was also extended to feeding 

into the overall design strategy of the firm and that it should consist of an ongoing 

relationship with the customers, rather than a one-off meeting. 
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The discussion in the third meeting produced factors which would need to be 

controlled for in a study examining customer involvement. These factors 

provided a useful starting point for the research design for the main study. 

5.3 Conclusions 

The interviews and meetings revealed a focus on customers, their needs, how 

these are fed into the process continuously and the role played by cross-functional 

links. There was also a recognition that a high quality of design and service with 

the product were important in order to remain competitive in markets where 

competing products are often considerably cheaper because they are made abroad. 

One further finding was that of the involvement of the retailer and the orientation 

of the NPD process in some forms towards the retailer in preference to the end

user. This is not a factor raised in the NPD literature at all, presumably because of 

its industrial bias, but was found by the researcher later to exist in the clothing

industry literature where retailers have recently begun to take a role in product 

design. The DCIG meetings referred to the ' customer' ,  and the need for involving 

the customer in the design process, but no distinction was made between the 

retailer as a customer, and the end-user as a customer. 

The DCIG meetings also revealed aspects such as involving employees in the 

design process and ensuring that there is an ongoing relationship with the 

customer as being important. 
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5.4 Links with the Research Design for this Study 

The interviews and meetings with ' experts' in Stage One have given a clear focus 

on the importance of the customer and their needs in new product development. 

A number of aspects associated with this customer-focus have arisen from the 

exploratory data: 

• The importance of links between the design and marketing functions for 

feeding in users' needs into the product development and design 

• The variety of sources of information on users' needs, including market 

sources such as retailers and the users themselves 

• The involvement of customers/users in the development process 

• Developing a high quality and well designed product to meet users' 

needs and therefore be competitive 

• Developing an ongoing relationship with the customer to feed into NPD 

In addition to these findings several other aspects were raised which needed to be 

considered in the research design for this study. Firstly, distinctions needed to be 

made between customers as retailers and customers as users. Similar to the 

clothing industry, consumer durable products are predominantly sold through 

retail outlets and it was therefore anticipated that they would have some influence 

in the product development processes under investigation in this study. The role 

of retailers needed to be established separately from the users or consumers of the 

products. As a result, in Stage Three questions were asked about the involvement 

of the retailers as opposed to that of the consumer in the development process. 

One of the contributions of this study is that it has established the importance and 
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role of retailer involvement in the development process of successful, consumer 

durable products. 

Secondly, although the meetings recognised that most companies use sales as the 

sole measure of new product success, the literature on success measures could not 

be ignored as the basis for measuring success is key in the study. As a result, 

sales was included as one measure of success but in order to give the study greater 

validity the Griffin and Page ( 1 993 , 1 996) measures which are the most 

comprehensive to date were used in both stages. In addition, the use of an award, 

the Millennium Product award, was used to elicit the sample for Stage Two. 

Thirdly a number of aspects were raised that needed either to be controlled for or 

investigated further. These factors included the size of company, the type of 

industry, the nature of product users and the systems and structures within the 

organisation for building customer relationships. The study was therefore 

conducted in one industry sector: housewares and garden tools and size was 

controlled for. The nature of product users is related to the industry, in that the 

potential market for housewares is enormous and it was anticipated that this 

would impact on the ability of each company to conduct relationships with the 

product users which would enable them to be involved in the product 

development process. These aspects formed part of the structure for the Stage 

Three interviews. 
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The second empirical phase was the telephone survey of Millennium Product 

awarded companies in the housewares section, the results of which are discussed 

in the following chapter, Chapter Six. The purpose of the survey was to examine 

statistically the relationships between variables elicited from the literature and the 

exploratory work; namely, market orientation, involvement of end-users, formal 

and informal methods of obtaining information on users' needs and product 

success. In addition, a qualitative section was included to elicit more detailed 

information on the relationship with users. 
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Chapter Six - Stage Two: Results 

6.1 Introduction 

The role of Chapter Six is to present the results from Stage Two, the telephone 

survey. The chapter is basically divided into two sections : the quantitative data 

and then the qualitative results . Finally the chapter draws these data together 

before leading onto Chapter Seven, the first section of the results of the Stage 

Three case studies. 

6.2 Stage Two:  The Quantitative Survey 

6 .2 . 1  Introduction 

The first sections here summarise the initial analysis undertaken and the 

descriptive data for Stage Two before listing the hypotheses which are then 

discussed in turn in the following sections. 
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6.2.2 Descriptive Data 

Table 6. 1 Description of Data 

N = 54 
Mean of Market Orientation Scale = 2 .09 
Mean of End-User Involvement Scale = 2.55 
Mean of lnformal Methods Scale = 2.93 
Mean of Formal Methods Scale = 3.89 
Mean of Success Rating Scale = 2.62 
Size of Company According to EU/DTI Rating: 

Micro = 22 (40.7%) 
Small = 9 (16.7%) 
Medium = 12 (22.2%) 
Large = 11 (20.4%) 

Has the Product Won Any Other Award? 
Yes = 31 (57.4%) 
No = 23 (42.6%) 

Is the Product Still on the Market? 
Yes = 54 (100%) 
No = 0 (0%) 

Position of Respondent 
MD/CEO/Director/Owner/Chairperson = 32 (59 .3%) 
Marketing Manager = 5 (9.3%) 
Business Development Manager = 3 (5 .6%) 
PR/Communications Manager = 2 (3.7%) 
Product Manager = 2 (3.7) 
Design Manager = 2 (3.7%) 
Product Development Manager = 1 ( 1. 9%) 
Design Engineer = 1 (1.9%) 
Manager (unspecified) = 1 (1.9%) 
Education Manager = 1 (1.9%) 
Sales Manager = 1 ( 1. 9%) 
Special Projects Manager = 1 (1.9%) 
Development and Quality Manager = 1 (1.9%) 
Marketing Assistant = 1 (1. 9%) 

Year of Product Launch 
1998 = 26 (48.1 %) 1999 = 12 (22.2%) 
1997 = 7 (13%) 1996 = 4 (7.4%) 
1995 = 3 (5.6%) 1994 = 1 (1 .9%) 
2000 = 1 (1.9%) 
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The Scales 

The scales used to measure market orientation, end-user involvement, informal 

and formal methods of obtaining information on end-users' requirements and the 

success of the product were all measured on seven-point semantic differential 

scales. The anchor points were ' greatly' (one) and 'not at all' (seven) and 

respondents were asked to score to what extent they agreed with the statement. 

The following table taken from SPSS summarises the relevant descriptive 

statistics including means and standard deviation which will be discussed in this 

section. 

Table 6.2 Summary of Descriptive Statistics of Scales 

N Minimum Maximum Mean Std. Cronbach 
Deviation Alpha 

EU 54 1 .00  7 .00 2 .55  1 .29 0.67 
OR 54 1 . 1 1 3 .78 2 . 1 0  0 .64 0.75 
IF 54 1 .00 6 .00 2 .93 1 . 1 3  0 .6 1 
FO 54 1 .3 3  7 .00 3 . 89 1 .32 0 .63 
SU 54 1 .00 6 .67 2 .62 1 .22 0 .60 
Valid N 54  
(Where EU = End-User Needs Scale; OR = Market Orientation Scale;  IF = 
Informal Methods Scale; FO = Formal Methods Scale; SU = Success Scale) . 

Market Orientation 

Market orientation indicates an organisation 's  level of interest in measuring their 

user' s opinions, as well as how far they base product development on market and 

user information and are aware of how the users value their products. In this 

study it is of interest for two reasons. Firstly because the literature suggests that 

having a market orientation is one factor that may contribute to commercial new 

product success. Secondly because if a company is focused towards the user then 
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it should have an impact on the level of involvement of the user in NPD, and how 

focused the NPD is on users' requirements; which also contribute to new product 

success. The mean of the market orientation scale indicates that the majority of 

respondents considered their company to be fairly highly market oriented and the 

chart below shows the range of the means of the values given by respondents on 

this scale. As can be seen, the majority of responses are clustered towards the 

upper end of the scale with no means of four or above. The standard deviation is 

very low, indicating little dispersion between the values. It can be concluded 

from this therefore that the majority of the respondents considered their firms to 

be highly market oriented. 

Market Orientation Scale 

-Frequency of Means 
1 . 1 1 1 .44 1 .78 2 . 1 3  2 .43 2 .78 3 .44 

1 .25 1 . 56 2 .00 2 . 33  2 .56 3 .00 

Figure 6.1 Market Orientation Scale 
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End-User Focus 

Given the responses on the market orientation scale, it is therefore perhaps 

unsurprising that the mean of the end-user scale is also fairly high. This scale 

measures the several variables found in the literature to be important when 

focusing the process on the needs of  the end-user, including level of involvement 

of the end-user, whether user information was fed in at an early stage in the 

process and the synergy between the design and marketing functions in the NPD 

process of the specific Millennium Product. Again requiring a response from one 

to seven, 'greatly' to 'not at all' , the average response is around two to three, 

indicating a fairly high level of integrating the users' needs into the development 

process. Interestingly the spread of the means as demonstrated in Figure 6.2 

below indicates that there is greater variation in the answers given than was the 

case with the Market Orientation scale. Ten respondents out of the total of fifty

four scored a mean of four or above, indicating little or no focus on the end-users' 

needs in the product development process. This is reflected in the standard 

deviation which is greater than that of the market orientation scale, indicating 

more dispersion in the responses. That said, however, the majority of the means 

are still below four indicating a fairly high focus on end-users' needs in the 

product development process. 
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End-Users' Needs Scale 
JO 

6 

4 

2 

0 -Frequency of Means 

Means of End-Users' Needs Scale 

Figure 6.2 End-Users ' Needs Scale 

Success of the Product 

The Millennium Product award was awarded at product level and not company 

level and therefore is an indication of a successful innovation rather than a 

successfully innovative company. This can therefore be viewed as the first 

indicator of success that has been employed for this study. As discussed in 

Chapter Two the success of the product was then also measured on fifteen points 

identified by Griffin and Page ( 1 993, 1 996) as being used by both practitioners 

and academics when calculating the success of a new product. These are listed in 

the table below and can be seen in Appendix F. 
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Table 6.3 Success Measures Used in the Stage Two Survey 

Area Measure Related to: Measure: 
Customer Acceptance 1 .  Customer acceptance 

2. Customer satisfaction 
3 .  Met revenue goals 
4 .  Revenue growth 
5 .  Met market share goals 
6.  Met unit sales set for it 

Financial Performance 7 .  Break-even time 
8 .  Attain profit margin goals 
9 .  Attain profitability goals 
1 0 . Return on investment 

Product Level Measures 1 1 . Development cost 
1 2 .  Launched on time 
1 3 .  Product performance level 
1 4 . Met quality guidelines 
1 5 .  Speed to market 

Griffin and Page' s  ( 1 993 , 1 996) sixteenth measure was a firm-level measure 

which examined percentage of total sales by new products . This was initially 

included in the pilot survey but was taken out as it was felt not to be an accurate 

measure of success of the product. As the focus of this study is product-level and 

not firm-level, the data was felt to be more accurate without this measure . 

The means of the success scale are displayed in Figure 6 .3 below. This indicates 

that the overall mean of the mean responses is high at two point six two, meaning 

that the respondents considered their product to be successful using these 

measures in addition to the Millennium Product award. In this case however 

some products have not been so successful as the standard deviation indicates a 

fair spread of mean scores. In addition the maximum individual mean scored is 

six point six seven. The chart below indicates a spread of means across the 
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spectrum although the majority are still clustered below four. This indicates that 

most of the products are successful in the opinion of the respondent. 

6 

5 

4 

3 

2 

Success Scale 

-Frequency of Means 
/ / / / / / < < < < ✓ ✓ ✓ ✓ ✓ Y S" S" 6 6 ·0o ·..?o ·vo ·62, "6>·<f'o ·0o ·..?o ·S"o ·62,·0o ·<o 'S"o ·0o·&o ·0o "<o·<f'o ·0o·6> 

Means of Success Scale 

Figure 6.3 Success Scale 

Formal and Informal Methods of Obtaining User Information 

The last two remaining scales to be mentioned in this section are concerned with 

measuring the use of informal and formal methods of obtaining information on 

users' needs for product development. The means indicate that more respondents 

considered that they used informal methods more than formal methods. The mean 

for informal methods i s  two point nine three, and formal methods is three point 

eight nine. The standard deviations for both are similar indicating that there is a 

spread of mean values for both and this is  demonstrated in the charts below. 
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Informal Methods Scale 

-Frequency of Means 

Means oflnformal Methods Scale 

Figure 6.4 Informal Methods Scale 

Formal Methods Scale 

-Frequency of Means 
1 .33 2.00 3 .00 3.40 4.00 4.83 5.50 7.00 

1 .67 2.33 3 .20 3 .67 4.33 5 . 1 7  6.00 

Means of Formal Methods Scale 

Figure 6.5 Formal Methods Scale 
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The spread of the means demonstrated in both of these charts indicate that the 

respondents used a variety of formal and informal methods of obtaining 

information on users' needs. 

Summary of Scales 

Generally the means and standard deviations indicate that the respondents 

considered their products to be successful, their firms to be highly market 

oriented, users ' needs to be fairly well integrated into the product development 

process and a variety of formal and informal methods used to obtain information 

on users' needs. This indicates that there is a good focus on the end-user but that 

it is probably more prevalent at firm level than at individual product level. The 

following section deals with the remaining descriptive statistics that are of interest 

including size of company, position of respondent, year of product launch, further 

awards the product has won and whether it is still on the market. 

Size of Company 

The size of company was measured according to European Union definitions 

which the British Department of Trade and Industry adheres to . The following 

table, Table 6.4, gives the particulars of the definition. 
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Table 6.4 EU/DTI Company Size Rating 

Max. Max. Max. Max. % Frequency 
Number of Annual Annual owned by in this 
Employees Turnover Balance one, or sample 

Sheet Total jointly by 
several, 
enterprise( 
s) not 
satisfying 
the same 
criteria 

Micro 1 0  - - - 22 

Small 50 7m.ecu 5m. ecu 25% 9 

Medium 250 40m. ecu 27m.ecu 25% 12 

The remainder, eleven companies, were classified as being large with over 250 

employees. 

Size of Company Scale 
30 

20 

10  

et O ---
micro small 

Size of Company 

Figure 6.6 Size of Company Scale 

198 

- Frequency 



Chapter Six - Stage Two : Results 

Figure 6.6 shows that the largest number of companies were those with fewer than 

ten employees, followed by those with a maximum number of fifty employees. 

The majority of companies surveyed were therefore micro, small and medium

sized which reflects the distribution of company size throughout the United 

Kingdom. Approximately ninety-eight percent of all British companies are micro, 

small and medium-sized with large companies being very much in the minority. 

Position of Respondent 

The telephone survey was conducted usmg the database provided by the 

Millennium Award website which cited a named contact within each organisation. 

Accordingly this person was requested to participate in the interview and their 

position within the organisation was recorded. The frequency of positions is 

recorded in Table 6 .5 .  
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Table 6.5 Position of Respondent within Company 

Frequency Percent Valid Percent Cumulative 
Percent 

MD/CEO/ 32 59 .3 59 .3 59.3 
Director/Owner 
Product 1 1 .9 1 .9 6 1 . 1  
Development 
Manager 
Design 1 1 .9 1 .9 63 .0 
Engineer 
Design Manager 2 3 .7 3 . 7  66 .7 
Manager 1 1 .9 1 .9 68 .5  
(unspecified) 
Education 1 1 .9 1 .9 70.4 
Manager 
PR/Communica 2 3 .7 3 . 7  74. 1 
tions Manager 
Marketing 5 9 .3  9 .3  83 . 3  
Manager 
Business 3 5 .6 5 .6  88 .9  
Development 
Manager 
Sales Manager 1 1 .9 1 .9 90.7 
Special Projects 1 1 .9 1 .9 92.6 
Manager 
Product 2 3 .7 3 .7 96.3 
Manager 
Development 1 1 .9 1 .9 98. 1 
and Quality 
Manager 
Marketing 1 1 .9 1 .9 1 00.0 
Assistant 
Total 54 1 00.0 1 00. 0  

This demonstrates firstly the wide variety of  job titles the respondents had within 

their company. The respondents were also asked to name their main areas of 

responsibility and this information combined with the name of the position has 

enabled Table 6 .6  to be produced. This demonstrates the main functions which 

were represented by the respondents in the survey. 
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Table 6.6 Functional Position of Respondent 

Frequency Percent 
MD/CEO/ 32 59.26% 

Director/Owner/ 
Chairoerson 

Sales and Marketing 12 22.22% 
Function 

Design Function 3 5 .56% 
Business Development 4 7.40% 

Managers 
Other 3 5 .56% 
Total 54 1 00 

This shows that the majority of respondents were top management and/or owners 

of the organisation. Given the high proportion of micro and small and medium 

sized businesses in the sample this is not surprising. Many of the organisations 

were ' one- or two-man-bands ' .  This in addition to the fact that there was a named 

contact cited by the Millennium Product Award database increased the reliability 

and validity of the data obtained. In organisations where only one or two people 

are involved, an intimate knowledge of the entire product development process 

rests with those people. The named contact was requested to participate by 

telephone and this increases reliability and validity over a postal survey where the 

researcher can never be sure whether the person they needed to complete the 

survey has actually done so, or whether, for example, their secretary completed it 

on their behalf. 

One other interesting result from this data is the dominance of sales and marketing 

based managers who were in charge of the product development process. This 

should not be surprising as marketing textbooks recommend that new product 

development should be the initial responsibility of the marketing function, but it 
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does have implications for the focus on end-users. One would surmise, given this 

information, that the focus on the end-user and their needs should be greater with 

a marketing person in overall charge of the process than if a designer or an 

engineer were to take that role. It may also explain the high results from the 

marketing orientation scale and the end-user focus scale. This result also 

indicates that the involvement of designers at a fairly high level has not altered 

much since the Corfield Report ( 1 979). The focus therefore is predominantly a 

marketing one, rather than a design one. 

Year of Product Launch 

Another factor important in establishing the reliability and validity of the data 

obtained is that of how recently the events took place that the respondent is 

recounting. To establish this, the year of product launch was requested via the 

telephone survey and the results are recorded below: 
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Year of Product Launch 

1 994 1 995 1 996 1997 1 998 1 999 2000 

Year 

Figure 6. 7 Year of Product Launch 

These data demonstrate that the majority of the Millennium Products had been 

developed within two years of the survey taking place. In contrast, many of the 

new product development success/failure studies asked respondents about 

products that had been developed five or more years previously. The highest 

number of Millennium Products had been developed in 1 998 and the survey took 

place in 2000. The respondents had no problems in recalling facts and 

information about the development process and the year of launch provides a 

good indicator that these products are both fresh in the mind of the respondent and 

relevant to the situation today. 
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Still on the Market 

A further indication of the relevance of the sample of the survey results from the 

question which asked the respondents whether the product was still on the market 

at the time of the survey in 2000. All fifty-four respondents replied that the 

product in question was still on the market at that time. This can be taken as an 

indicator, amongst others, of product success but more importantly serves to 

reinforce the fact that the sample is a relevant sample, up-to-date phenomena. 

Further Awards 

Further awards won could be included as an additional indicator of product 

success although as a methodology this is somewhat flawed. Only just over half 

of the companies had been awarded an additional award for the Millennium 

Product so the figures alone would not suggest that these products were 

considered to be successful when measured in this way. The extra information 

supplied by the qualitative part of the survey however suggests that this 

explanation is insufficient. The majority of respondents who had not achieved 

another award commented that they had not submitted an application for a further 

award and it is an important point that the majority of award-schemes have to be 

applied for and are not simply conferred. This indicates that the fact that they 

have not achieved another award is not in itself a significant indicator of lack of 

success. 

Within those companies that had achieved an additional award, the types of 

awards ranged from high-profile national awards such as the Queen's Award for 
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Innovation through to magazine endorsements. The awards were grouped into six 

categories with the numbers of respondents awarded in each category as follows. 

As some products won more than one award the total does not equal fifty-four in 

this situation. 

Table 6.7 Additional Awards 

Award Category 
National or local area awards that are not industry specific 12  

e .g. Scottish Design Award 
Industry specific awards (not including magazine awards) 1 4  
e.g. British Hairdressing Awards 
Magazine and press awards 
e.g. PC Magazine Technical Innovation Award 
Awards for the marketing/packaging/promotions (i .e. those not 
directly associated with the product itself) 
e.g. Sales Promotion Awards 
Environmental awards 
e .g. Recycled Product of the Year 
Endorsements by important industry-specific bodies 
e.g. Endorsement of the Guild of Master Craftsmen 

Table 6.7 illustrates that the majority of additional awards were national and 

industry-specific awards which highlights how well some of these products have 

done. Whilst this reinforces the theory that these are successful products, this 

measure cannot be taken in isolation. One of the purposes of this research is to 

inform other companies on how successful products are user-focused and involve 

the user in the development process and the measures of success must therefore be 

multi-faceted and robust. 
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Conclusions to Section on Initial Procedures and Descriptive Data 

The main findings indicate that the respondents considered their companies to be 

highly market oriented and have a good focus on the end-user and their needs in 

the development of the Millennium Product. The companies were predominantly 

micro, small and medium-sized reflecting the high numbers of SMEs in the 

United Kingdom. This was further echoed in the high numbers of Managing 

Directors, Chief Executives and Owners who participated in the survey. Of the 

remaining respondents, a further high percentage were focused in the sales and 

marketing function which indicates a bias in that regard, although some designers 

and other managers were represented in the results. This may have had an 

influence on the high responses to the market orientation and end-user focus 

scales. 

The majority of products had been launched within two years of the survey taking 

place and all were still on the market at the time of the survey. In addition, the 

results revealed that over fifty percent had won another award besides the 

Millennium Product award, although this was not taken as an additional indicator 

of product success. 
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6.2.3 Hypotheses, Correlation and Regression 

The following hypotheses were tested in this study: 

Table 6.8 Hypotheses and Null Hypotheses 

Hypothesis Corresponding Question References Supporting 
Numbers in Final Version this Hypothesis 

H1 

of Questionnaire 
(Aonendix D) 

The degree to which end- EU Scale: 46, 49, 50,  5 1  
users' needs are 
incorporated into the Su Scale: 52 - 66 
product development 
process positively affects 
the degree of success of the 
product. 
Null 
There is no significant 
relationship. 

H2 
The more formal ised the FO Scale: 3 1  -37 
methods of obtaining IF Scale: 27-30 
information on end-users' SU Scale: 52 - 66 
needs the greater the 
success of the product. 
Null 
There is no significant 
relationship . 

H3 
The greater the market OR Scale: 7 - 26 
orientation of the firm, the 
higher the level of EU Scale: 46, 49, 50, 5 1  
incorporation of end-users' 
needs into the product 
development process. 
Null 
There is  no significant 
relationship. 

Hi 
The greater the level of OR Scale: 7 - 26 
market orientation of the 
firm the higher the degree SU Scale: 52 - 66 
of success of the new 
product. 
Null 
There 1s no significant 
re lati onshi p .  
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Myers & Marquis 1 969, 
Pilditch 1 978, Cooper 1 979a 
& b, 1 980, 1 982, 1 983, 
Andersen 1 983, Maidique & 
Zirger 1 984, Cooper & 
Kleinschmidt 1 986, Holt 1 989, 
Dougherty 1 990, Griffin 1 992, 
Rothwell 1 994, Song et al 

1 997, Ulrich & Eppinger 2000 
Pilditch 1 978, Magrath & 
Higgins 1 992, Bailetti & Litva 
1995, Mishra et al 1 996, Wind 
& Mahaian 1 997, 
Kohli and Jaworski 1 990, 
Deng and Dart 1 994, Biemans 
and Harmsen 1 995 

Bennett and Cooper 1 979, 
Cahill et al 1 994, Parkinson 
198 1 ,  1982, Ireland and 
Johnson 1 995 
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Rothwell 1 992, Montoya
Weiss & Calantone 1994, 
Rothwelll 994, Cooper & 
Kleinschmidt 199 5 a, 
Woiceshyn 1 995, Greenley 
1 995b, Koksal 1 996, Gatignon 
& Xuereb 1 997, Wind & 
Mahajan 1997, Han et al 

1 998,, Verhees 1 998 
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Table 6.9 Results of Correlation and Regression Analysis 

Hypothesis Pearson's r Sig. (both r2 Adj. Null Alternate 
and tails) Hypothesis 
Variables 

Hi: rejected accepted 
EU & SU .482 .000 .233 
H2: rejected accepted 
IF & SU .320 .0 1 8  . 1 02 
FO & SU .476 .000 .226 
H3 : rejected accepted 
OR & EU .437 .00 1 . 1 9 1  
H4: rejected accepted 
OR & SU .595 .000 . 354 

(Where OR = Market Orientation Scale; EU = End-User Needs Scale; IF = Informal Methods 
Scale; FO = Formal Methods Scale; SU = Success Scale). 
H3 refers to extent of fonnalisation which necessitates both IF and FO variables to be calculated 
with the other variable hence the two sets of results for H3 • 

Discussion of Main Themes from Hypotheses 

H 1 : The degree to which end-users' needs are incorporated into the product 

development process positively affects the degree of success of the product. 

The results indicated that there was a strong association between the level of 

incorporation of end-users' needs into the product development process and the 

level of success of the Millennium Product. This was significant at < .01  and the 

level of association was .482 at both tails . The null hypothesis was therefore 

rejected and the alternate accepted leading the conclusion to be that the higher the 

level of incorporation of end-users' needs into the product development process 

the greater the success of the product. This result would appear to support the 

notion that the more end-users' needs are incorporated into the product 

development process the more successful the product will be, supporting the NPD 

success/failure literature in this aspect. 
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fu: The more formalised the methods of obtaining information on end-users' 

needs the greater the success of the product. 

This hypothesis comprised the comparison of informal and formal methods of 

obtaining information on the needs of end-users with success. 

Informal Methods 

The significance level using Pearson' s correlation was <.05 and the level of 

association was .320 at both tails. This therefore was a significant correlation 

although only at the <.05 level . 

Formal Methods 

The significance level was <.0 1 and the level of association was .476 at both tails. 

These results led to the rejection of the null hypothesis and the acceptance of the 

alternate that the more formalised the methods of obtaining information on the 

needs of end-users the greater the degree of success of the product. This endorsed 

much that is written in the literature about formalised processes for innovation 

benefiting companies and increasing their chances of success. It is interesting to 

note however, that much of the literature focuses on large companies and it i s  

known that large companies tend to have more formalised processes than SMEs. 

This result shows however that although the majority of the companies studied 

here were SMEs, the degree of formalisation of obtaining information on end

users' needs for the MillenniWTI. Product is important for success. In addition, 

there is apparent conflict with the mean scores described in section 6.2.2. The 
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respondents reported that they used informal methods more than formal ones, 

despite this correlation. 

fu: The greater the market orientation of the firm, the higher the level of 

incorporation of end-users' needs into the product development process. 

The results indicated that there was a strong positive level of association between 

the level of market orientation of the firm and the degree to which end-users' 

needs were incorporated into the product development process of the Millennium 

Product. The null hypothesis was rejected and the alternate was accepted 

concluding that the higher the market orientation of the firm the more it will 

incorporate end-users' needs into the product development process. 

fu: The greater the level of market orientation of the firm the higher the degree of 

success of the new product. 

This displayed a high level of association at <.O 1 with the level of association 

being .595 at both tails. This led to the rejection of the null hypothesis and the 

acceptance of the alternate that the higher the level of market orientation of the 

firm the greater the degree of new product success. This finding endorses the 

market orientation literature and is closely associated with the need for companies 

to know their customers in order to produce products that are successful in the 

marketplace. This links with H 1 ,  supporting the theory that successful new 

product development is somewhat dependent on producing products that 

customers want. 
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As the descriptive data indicated there is variation in the sizes of the firms being 

investigated and it was suggested that firm size might be a variable which would 

impact on the results. As such firm size was entered into the computations and 

correlations were calculated for the other variables .  Firm size however is not 

significantly related to any of the variables. This is a departure from the literature 

which emphasises that the size of the firm is important and as such is an important 

finding. The apparent conflict in the data between the use of informal methods 

and the correlation between formal methods and success may be explained by 

firm size. 

All the hypotheses were accepted using correlation and regression analyses. In 

addition to this analysis Table 6. 1 1  was computed using Pearson' s correlation to 

highlight any other areas of interest. What emerged from this table was that the 

formal methods of obtaining information on end-users' needs, denoted by the 

variable name FO, has a stronger association with product success, the market 

orientation of the firm and the degree to which end-users' needs are included in 

the product development process than informal methods, denoted by the variable 

name IF. Correlation and regression analysis had already been previously 

conducted on most of those relationships due to the hypotheses developed except 

for market orientation and the degree of involvement of end-users' needs in the 

product development process. 
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Table 6.10 Implications From Formal and Informal Methods Results 

Variables Pearson's r Sig. (both r:z Implication for the 
tails) Study 

IF & OR .235 .087 .055 The higher the level of 
FO & OR .37 1 .006 . 1 3 8  market orientation of the 

firm the more likely they 
are to use formalised 
methods of finding out 
end-users' needs for 
product development 

IF & EU .409 .002 . 1 67 The more formalised the 
FO & EU . 5 1 2  .000 .263 methods of discovering 

end-users' needs for 
product development the 
greater the level at which 
these will be included in 
the process. 

(Where OR = Market Orientation Scale; EU = End-User Needs Scale; IF = 
Informal Methods Scale ;  FO = Formal Methods Scale) . 

Informal Methods and Orientation 

This was significant at < . 09 and the level of association was .235 at both tails 

which is not particularly significant. 

Formal Methods and Orientation 

This was significant at < .01  and the level of association was .37 1 at both tails . 

This indicates a substantially more significant relationship than that between 

infonnal methods and market orientation. The implication of these findings is that 

the more strongly market-orientated a company is, the more likely they are to use 

formal methods to find out the needs of the end-users for product development. 

This was not expected but does follow logically as many of the questions on the 

market orientation scale ask about things such as routine or regular measures of 
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customer service which are more formalised methods of obtaining information on 

customers. 

Informal Methods and Incorporation of End-User Needs into Product 

Development 

The Pearson's correlation for this showed a strong association although not as 

strong as for the formal methods .  This was significant at <.0 1 and the level of 

association was .409 for both tails . 

Formal Methods and Incorporation of End-User Needs into Product Development 

Pearson's correlation showed an extremely strong association here significant at <  

.0 1  and the level of association being . 5 1 2  for both tails. This again was an 

unexpected finding, showing that those firms using more formalised methods of 

obtaining information on the needs of end-users for product development were 

more likely to include those needs at a greater level in the development process. 

Table 6 . 1 1 displays all of the results from the correlation and regression analysis. 
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Table 6. 11  Correlation and Regression Analysis of All Variables 

OR EU IF FO SU RS 

Pearson 
1 .000 .437(**)  .235 .371 (**) .595(**) -. 1 1 0  Correlation 

OR Sig. (2-
.00 1 .087 .006 .000 .429 tailed) 

N 54 54 54 54 54 54 
Pearson 

.43 7(* * )  1 .000 .409(* *) . 5 12(**) .482(**) -. 1 89 Correlation 
EU Sig. (2-

.00 1 .002 .000 .000 . 1 72 tailed) 
N 54 54 54 54 54 54 
Pearson 

. 235  .409(* *) 1 .000 . 5 1 9(* *) .320(*) .0 1 5  Correlation 
IF Sig. (2-

.087 .002 .000 .0 1 8  . 9 16  
tailed) 
N 54 54 54 54 54 54 
Pearson 

. 37 1 (* *) .5 1 2(**) . 5 1 9(**) 1 .000 .476(**) -.072 
Correlation 

FO Sig. (2-
.006 .000 .000 .000 .604 

tailed) 
N 54 54 54 54 54 54 
Pearson 

.595(** )  .482(**) .320(*) .476(**) 1 .000 -.205 
Correlation 

SU Sig. (2-
.000 .000 .0 1 8  .000 . 138  

tailed) 

N 54 54 54 54 54 54 
Pearson 

-. 1 1 0 - . 1 89 .0 1 5  -.072 -.205 1 .000 
Correlation 

SI Sig. (2- .429 . 1 72 .9 1 6  .604 . 1 38  
tailed) 
N 54 54 54 54 54 , 54 

* *  Correlation is significant at the 0 .0 1  level (2-tailed) . 
* Correlation is significant at the 0.05 level (2-tailed). 

(Where OR = Market Orientation Scale; EU = End-User Needs Scale; IF = Informal Methods 
Scale; FO = Formal Methods Scale; SU = Success Scale; and SI = Size of Company). 
NB: All variables are independent. 

Results of Multiple Regression Analysis 

Multiple regression analysis was also conducted as the main aim of this stage of 

the empirical work was to establish whether the same factors in consumer-durable 

NPD contributed to product success as in industrial and science-based NPD. 

Multiple regression analysis aims to answer the question "What is the best 

predictor of, in this case, success?" Success was therefore the dependent variable 
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and EU, IF, FO and SI were inputted into SPSS as the indpendent variables and a 

stepwise multiple regression analysis was conducted. The results shown in Table 

6. 12  below demonstrate that having a market orientation at firm level is the best 

predictor of product success, followed by using formal methods of obtaining 

information on the needs of end-users. 

Table 6.12 Model Summary Stepwise Regression Analysis 

Adjusted R Std. Error of the 

Model R R Square Square Estimate 

1 . 595(a) .354 . 342 .99221 

2 .656(b) .430 .407 .94 1 68 

a Predictors: (Constant), orientat 
b Predictors: (Constant), orientat, formal 

Conclusions to Hypotheses, Correlation and Regression 

The results indicate that for the most part the findings from success studies in 

industrial contexts can be transposed to consumer durable products in the UK. 

Market orientation and success were highly correlated, as were the focus on end

users' needs and success, and more formalised methods of obtaining information 

on end-users' needs and product success. In addition, a market orientation at 

company level was found to increase the focus on end-users' needs in the product 

development. This would appear to be a logical finding given that market 

orientation as measured by Gray et al 's scale is a focus on the end-user as part of 

the firm's culture and therefore the processes in the firm, including product 

development, should also demonstrate the incorporation of this as a focus. 
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The ' surprise' finding which had not been anticipated was that formal methods of 

obtaining information on end-users' requirements was significantly correlated 

with market orientation and a focus on the needs of the end-user. It would appear 

from first interpretation that a more formalised process ensures a greater 

awareness of the importance of the end-user for successful product development 

and is also perhaps a by-product of having a market orientation within the 

company. It is surprising however because the majority of companies in the 

sample were micro , small and medium-sized. It would be normal to assume that 

these companies have less formalised methods due to their limited workforce but 

the results indicate that size does not have an impact on these relationships .  

In addition, the multiple regression analysis demonstrated that having a market 

orientation at firm level was the most important variable impacting on product 

success, followed by the use of formal methods of obtaining information on the 

needs of end-users. It was therefore anticipated from this  information that any 

involvement of the end-user in the NPD process explored in Stage Three would be 

influenced by the level of market orientation present in the firm, and the decision 

was taken to administer the market orientation scale with each interviewee for the 

case studies in Stage Three. 

In addition to exploring the focus and role of the end-user using quantitative 

methods, the Stage Two survey obtained some qualitative information on the 

involvement of the end-user throughout the various stages of the product 

development process .  This provides an initial basis from which the Stage Three 
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case studies developed in more detail. These incipient findings are described in 

the following paragraphs before conclusions from the whole of the Stage Two 

survey are drawn prior to the reporting of the results from Stage Three. 

6.3 Stage Two:  Qualitative Data 

6.3 . 1  Introduction 

This section examines the qualitative data obtained from the Stage Two 

interviews regarding the involvement of the end-user in the development process 

of the Millennium Products. 

In addition to scoring the involvement of the end-user on a scale, the respondents 

were also asked to describe in their own words how they had involved the end

user and when in the product development process that occurred. The majority of 

the companies interviewed involved the end-user directly in the product 

development process in a variety of ways and the following sections describe 

what the respondents were asked and the results .  Each stage i s  described in turn 

and direct quotations from the respondents are used to illustrate the data. 

6.3 .2 Initial Research and Idea Generation 

Twenty-two out of the fifty-four companies stated that they involved the end-user 

at the initial research and idea generation stages for the development of the 

Millennium Product. In most of these cases the ideas came from then end-users 

themselves, or through casual discussions between the inventor and people in the 
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field. In some cases the inventor was the end-user themselves and hence could 

not avoid being involved at all stages in the development process. The responses 

on this stage indicate that the involvement of the end-user tended to be a 

somewhat ad hoe occurrence with a couple of the respondents referring to the idea 

for the product emerging 'over a pint in the pub' and others mentioned the 

importance of comments from family and friends which led to the idea.: 

"I designed this as an end-user for other end-users" 

"We came up with idea and discussed it over a couple of pints in a 
pub" 

As mentioned in the quantitative results section, this informal manner is 

apparently at odds with the emphasis that came through the statistics on formal 

methods. These informal methods of devising new product ideas is more in 

character with what is usually expected from micro and small companies. 

From the sample, it was obviously not the norm to involve the end-user at this 

early stage in the process and the companies which did not involve the end-user at 

this stage commented that they used other sources, usually internal, for idea 

generation. The wealth of experience within the workforce wa.s referred to by at 

least one company. This enabled ideas to be generated that were still very market

orientated due to the insights of staff developed over years in that particular 

industry. 

"The idea. for the product came from internal sources" 

"The idea for the product came from the previous chairman" 

"It was fairly intuitive - the des igners are users too !"  
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In one case a purely scientific approach was used and th · I f th e mvo vement o e end-

user was not regarded as being of value because of the need to understand the 

science behind the development of the product. 

�'Development methods came from scientific knowledge and research 
m a  laboratory" 

This was the only product that had emerged this way. None of the others had 

relied on scientific research and development. 

In another case the consumer was regarded as knowing what they want now, but 

not in the future and their involvement was not seen as being of much value. 

These companies employed other techniques such as brainstorming and creative 

methods to generate ideas for products. 

"Our most successful new ideas come from brainstorming techniques 
and creativity . . .  the customer knows what they want now, but not in 
the future" 

These views certainly endorse the position in the literature that the end-user is not 

any good at predicting the future for products although this is countered by the 

number of companies that did involve the end-user at this stage. In addition one 

respondent commented that: 

" . . .  designers have an arrogant view of what the market expects" 

and placed considerable emphasis on the contribution that end-users can make to 

the development process . This particular product had been developed with end

user involvement right from the very beginning and many valuable insights had 

come from the end-users at the initial stage of idea generation. The respondents 

mentioned previously whose products involve in scientific and high-tech 
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processes may have found that end-users do not have the specialist knowledge 

enabling them to generate ideas for such products. In these cases people within 

the industry could be used instead sought. 

6.3 .3 Concept Development 

The second stage of the process that emerged from the survey data was that of 

concept development. At this point twenty-five companies involved the end-user, 

a slight increase on the involvement at the idea generation stage. Again, a 

significant number of these twenty-five respondents noted that the inventor or 

designer was the end-user themselves and the involvement at this stage tended to 

be informal . For example, one respondent had used the internet to make contact 

with people worldwide who were interested in his field. He asked for their 

opinions on his ideas in an informal manner and these enabled discussions to take 

place which informed the concept development: 

"I made informal connections on the web to conduct some research 
which led to the development of the concept" 

Experts in the field were also consulted at this stage, some formally but also some 

informally. 

"We were talking to people who worked with the end-users. They 
gave very accurate feedback" 

Of those companies  which did not use end-users at this stage, the designers and 

inventors were those involved in concept development. As will emerge in the 
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discussion of the prototyping stage, some reluctance to involve the end-user until 

a physical model or sample of the product was available was apparent. 

6 .3 .4 Design Stage 

Only twelve out of fifty-four companies involved the end-user in the initial 

designing of the product. This has been separated from the prototyping stage as 

they emerged from the data as two distinct phases although responses to 

prototypes necessarily involve some redesigns in most cases. 

"Users gave opinions at the initial stages - concept development" 

"I am an end-user myself as well as a designer" 

As the comment above demonstrates, in the majority of the twelve companies 

who involved end-users at the design stage, the designers were end-users 

themselves and hence could not avoid being involved. The implication of this is 

that the product should be end-user orientated even without the involvement of 

external end-users and this was certainly the purpose expressed by those 

companies. Certainly as far as consumer products are concerned the designers 

and those involved in the product development are frequently end-users 

themselves. This however appears to be a factor largely overlooked by the 

literature yet has emerged strongly from the telephone interviews. It was 

examined in more detail in the subsequent Stage Three case studies. It is 

noticeable that this stage is one of which the end-user is involved in by the fewest 

number of companies. Experts rather than the end-users were often involved 

instead, with the purpose still to make the product end-user orientated. 
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Many of the respondents spoke of the need to see things from the point of view of 

the end-user and in many cases this necessitated complete redesign of the product. 

Many consumer durables were originally developed from an engineering and 

production standpoint. The technology at the time was new and the products were 

introduced to the market as labour-saving devices. On the whole people were 

simply glad to have them and customer-orientated design was not that important 

at the time. The focus has changed in recent years and this sample of companies 

appears to consist of a large number who are willing to question whether the 

product is in its 'best' form for the end-user. On finding out that it is not they have 

then taken the product to pieces and completely redesigned it from the perspective 

of the consumer. This shows a remarkably high regard for the importance of the 

end-user even though only a small number of companies actually involved them at 

this stage. The prototyping stage which follows, demonstrates this high regard for 

the end-user and indeed the importance of their involvement in that stage of the 

development process . 

6.3 .5 Prototyping 

A high number of the sample, thirty-six companies, stated that they had involved 

the end-user in prototyping or sample testing. For all companies this stage 

occurred after the design stage but before the full manufacturing stage. The 

methods of involving the end-user varied from company to company but basically 

those with the available resources  employed professional techniques such as hall 

testing in shopping malls and interviews and focus groups with the prototype

testers: 
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"The users ' input was more useful when there was a prototype" 

"We ran consumer trials and independent panel trials with potential 
users" 

For other companies without those resources ,  family and friends were recruited to 

try the first prototypes and give feedback on them. 

"Friends and family took prototypes home to use" 

"A few people used the product to see if it worked . . .  friends,  family 
etc." 

The degree of formality of this stage does not seem to matter greatly which again 

highlights the apparent contradiction with the emphasis on formal methods in the 

quantitative section. The smaller companies with fewer resources appeared to be 

more likely to involve friends and family on an ad hoe basis, whereas those larger 

and more established firms ran more formal user trials .  It was noticeable that the 

majority of the sample companies regarded the involvement of the end-user as 

being very important at this stage and certainly the feedback they received led to 

redesigns for many of them. Given the costs of redesigning a product at this stage 

based on the literature, it may be the case that some of these companies may have 

been better involving the end-user in earlier stages than prototyping. Several 

companies report on development process which lasted between three and five 

years and the one company that got the product to market within eighteen months 

was a notable exception. Reducing redesigns after prototyping may help to speed 

this process up somewhat. 
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6.3 .6 Latter Stages 

There were no mentions of end-user involvement in any stages post-prototyping 

although several companies mentioned that feedback from customers once the 

product is on the market is considered to be valuable and leads to further 

incremental product improvements. Certainly it would be difficult and probably 

inappropriate to involve the end-user in the manufacture and sales and distribution 

although research for the marketing purposes of pricing and where to sell the 

product would be necessary. There is no evidence to suggest whether or not this 

happened with these products. 

6.3 .7 Conclusions on the Involvement of End-Users 

The qualitative questions asked the respondents to identify how and when they 

had involved the end-user during the product development process. The majority 

of end-user involvement occurred quite late in the development process at the 

prototyping stage where a significant proportion of the companies in the sample 

did involve the end-users . Opinion amongst the companies on involvement in the 

earlier stages seems to be split between those in favour and those against. Those 

against tended to develop their products in secret and to involve the end-user 

would create several problems without appearing to be of significant benefit to 

these companies. 

"Development tends to be done in secret and unleashed on the public" 

This, however, was not a significant view amongst the respondents and the 

majority of companies were broadly in favour of involving the end-user. In some 
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cases the end-users' experiences and opinions were considered to be of great 

value and tended to be sought after earlier in the process but in a rather ad hoe 

manner through friends and family. The involvement of users in situations other 

than formal testing forums is an interesting finding and one that was examined in 

further depth in Stage Three. 

The involvement of the end-user in the prototyping stage was regarded as 

important by the majority of companies, some of whom showed a reluctance to 

involve anyone until they had a physical product to trial. This may be because it 

might be easier to protect a product from copy at this stage or it might be because 

they feel that the end-users opinions will be more valid once they have trialled the 

new product. Some respondents commented that it was difficult, if not 

impossible, to obtain the opinions of external users unless there was a physical 

product of some description for them to try. This does seem to be quite late in the 

process to be introducing the opinions of the end-users and necessitated redesigns 

and long development times in most of the companies surveyed. Earlier 

involvement may benefit the vast majority. 

It can therefore be seen that a number of issues have been raised from the 

qualitative section of the telephone interviews. For example, there are questions 

about who the end-users are that are actually involved in the product development 

process. Are they members of the product development team itself, friends and 

family of the developers or random external users in the manner in which 

marketing research textbooks suggest? Does the manner of their involvement 
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vary with who they are and how are they involved in testing products? Are their 

opinions considered by the developers to be useful or are they limited to giving 

views when faced only with a solid prototype? Is that stage too late to be of any 

significant value in the product development process? Some of these issues are 

addressed in Stage Three of this study, along with an exploratory analysis 

designed to elicit any other issues which are associated with the involvement of 

and focus on end-users during the development of consumer durable new 

products. 

6.4 Conclusions on the Results from Stage Two 

This section reviews the aims and obj ectives of Stage Two of the research, the 

findings and how they lead onto Stage Three. 

Stage Two served two purposes in the design of this study. Firstly it confirmed 

whether factors connected with the end-user were contributors to new product 

success in consumer durable products in the United Kingdom. This was carried 

out because the majority of success and failure studies, as reviewed in Chapter 

Two were conducted in industrial and scientific products in a number of other 

countries besides the United Kingdom. Hypotheses were developed to examine 

the relationship between market orientation and product success, a focus on the 

end-user and product success, and the methods by which end-users' needs were 

discovered and product success. The hypotheses confirmed that these factors are 

contributors to success in this particular case. Size of firm was considered to be a 
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variable which might impact on these results and was hence controlled for. 

Statistically, size of firm had no impact on any of these other factors in this study. 

A further examination of the statistical data revealed that formal methods of 

obtaining information on users' needs and feeding that into the product 

development process had significant relationships with the other variables, 

particularly the market orientation of the firm and the focus on the end-users' 

needs in product development. This seems to suggest that the more formalised a 

firm's  approach to product development, the better it is not only for the success of 

the product but also for the end-user. It is also logical that market orientation, 

which is measured in terms of having formal systems in place to measure items 

such as customer satisfaction, should be strongly correlated with fom1al methods 

of obtaining information on end-users' need for the purposes of product 

development. In one respect they could even be said to be measuring the same 

thing but in different contexts, a point that could lead to further research involving 

redesigns of the scales. 

There is, however, the apparent contradiction regarding the correlation between 

formal methods and the other variables including success, and the descriptive 

statistics and qualitative data which imply a reliance on informal methods. 

According to the descriptive statistics and the qualitative data informal methods 

were used more than formal ones. Although statistically size was not shown to 

have an impact, it could be surmised that the smaller companies with fewer 

resources were more ad hoe and possibly less successful commercially than the 
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larger ones. This might explain something of the anomaly, but more research is 

needed to provide a detailed explanation. 

The second aim of the Stage Two telephone interviews was to conduct some 

initial research into the involvement of end-users in product development in this 

context. The purpose of this was then to develop this section further in Stage 

Two, as will be reported in the following section. This qualitative section asked 

respondents to describe, if applicable, how and when they involved end-users. 

Perhaps unsurprisingly the majority of involvement occurred after prototypes had 

been made and involved users testing these and giving feedback to the product 

development team. The interesting findings however were that this frequently 

occurred in an ad hoe and informal manner with friends and family. In other 

instances, respondents commented that external users were not necessary as 

designers and other members of the product development team were users 

themselves and tested the prototypes internally. 

These findings are intrinsically of interest because the industrial and high-tech 

focus in the success and failure literature has not elicited the aspect of designers 

being users themselves. The closest the literature has got to this point is von 

Hippel' s (1 998) lead users concept, where experts in industrial fields are recruited 

to aid the development of industrial tools. It is the questions raised from this 

section that provide the foundations for the Stage Three case studies, the results of 

which are reported in Chapters Seven and Eight. 
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Chapter Seven - Stage Three: Results Part A 

7.1 Introduction 

Stage Three involved fifteen short case studies providing a qualitative and more 

detailed consideration of the involvement of end-users in NPD in consumer 

durable products . The cases involved defining the end-users involved in the NPD 

process, determining what characteristics they have, how they are involved, at 

which stage in the process they are involved, why they are involved and any other 

factors associated with their involvement. The interviewees were asked to 

describe the process used for one successful product. This process was then 

compared and contrasted with the main phases from a textbook NPD process . 

The interviewees were also asked to comment on any further aspects of user

involvement in NPD generally in the company. Chapter Seven reports the results 

from the general-level discussions whereas Chapter Eight reports the processes 

and user-involvement for the selected successful products. 

The results were analysed using the case-by-attribute methods and cross-case 

comparisons detailed in Chapter Four. Dendograms illustrating the themes are 

included in each section and the cases can be found in Appendix G. Short precis 

of the companies are provided in section 7 .2 below. NB : the sizes of the 

companies have been drawn from information given by the interviewees and 

graded according to EU/DTI criteria based on employee numbers. Many 

companies withheld financial information due to reasons of confidentiality hence 

turnover was not able  to be used to grade company size. 
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7.2 The Companies 

1 .  The Cutler, medium-sized company (5 1 -250 employees) 

The Cutler was founded in the 1 9th century as a steel cutlery company and was 

taken over in the mid eighties . Changes since then have led the company to 

implement a structured NPD process and to focus on innovation and design rather 

than price. A large investment has been made in computer-equipment to facilitate 

this structured NPD process . The company went through a period where most of 

the steel products were designed in other countries and the UK arm of the 

business concentrated on plastic kitchenwares. This has changed in the last 

couple of years and the aim is to refocus the UK branch back onto steel kitchen 

products. Although the design and marketing is done in the UK, the production is 

sourced in the Far East to keep costs as low as possible. 

2. The Mill-Maker, medium-sized company (5 1 -250 employees) 

The Mill-Maker was formed just after the First World War and was a family

owned business up until 1 997 when it went through a management-buy-out 

(MBO). It started life as a trading company but began to design and manufacture 

kitchenwares during the l 950s. The MBO led to changes including a refocus on 

the core business of designing and manufacturing salt and pepper mills . These 

changes have led to the implementation of a much more formalised new product 

development process and investment in computer equipment in a similar way to 

The Cutler. The Mill-Maker has also focused on innovative design rather than 

price as they have found this to be more important to consumers than price. 

Production has been sourced in the Far East to reduce costs . 
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3 .  The Lounger, large company (over 250 employees) 

The Lounger started out as a plastic toy manufacturer that made garden furniture 

as a sideline for a year. In 1 990 the company was acquired by a larger company 

and run as an independent subsidiary. It went through enormous growth and is 

now the leading supplier of resin garden furniture in the UK. The new product 

development process today is increasingly focused around original designs and 

innovative product ideas but the decision-making process is kept as short as 

possible and the overall approach to NPD is very informal . The injection

moulding plants are in the UK mainly because it is important for the company to 

be able to respond quickly to changes in the weather. The ranges of products 

cover a variety of price points, some of which are aimed at price-sensitive target 

markets, others are more focused on quality, function and aesthetics. 

4. Kitchen Gadgets, small company ( 1 1 -50 employees) 

Kitchen Gadgets is a small subsidiary of an American company involved in the 

supply and manufacture of kitchen and household gadgets. It makes relatively 

few new products of its own. What it does make covers two extreme ends of the 

innovativeness spectrum: it creates innovative new products at the one end, whilst 

only making minor changes to products at the other end of the spectrum. Products 

in the middle of the spectrum are sourced from other manufacturers. The UK 

branch of the company is small and there are high levels of speed and flexibility in 

their approach to new product development. NPD is largely based on intuition, 

experience and chance. 
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5 .  The Clothes Peg, micro-sized company ( 1 - 1 0  employees) 

The Clothes Peg is a very small, privately-owned company. It currently designs 

and produces two plastic products for the housewares market and does all the 

injection-moulding in the UK. The Clothes Peg was started as a company to 

develop the brainchild of the founder - a completely plastic clothes peg. The 

entire product development process for this one product was informal and took 

over two years before it was launched. Subsequent products have been produced 

much more quickly and ownership of the injection-moulding machinery enables 

the company to respond quickly to fluctuations in demand. The overall approach 

and attitude of the company is very relaxed and informal, partly because of its size 

and the fact that it is a family-business, and this is reflected in their approach to 

NPD. 

6 .  The Coffee Pot, small company ( 1 1 -50 employees) 

The Coffee-Pot is a small UK company which is well-established in the 

housewares and kitchen equipment market. The company designs its products in 

the UK but outsources the manufacture to the Far East for cost reasons. The 

Coffee-Pot produces two main categories of products: those that are exclusive to 

them and are fairly innovative and those that are ' open items' and can be bought 

by other importers. The second group of products tend to be standard items such 

as potato peelers. For the innovative products, design and creativity are important 

whereas price is important for the 'open items' .  The product development process 

for both sets of items is formalised and structured and a fairly high use of 

computer-design equipment is evident. A degree of flexibility is inherent 
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however, allowing the process to be changed in response to the type of product 

being developed. 

7 .  The Desk Lamp, micro-sized company ( 1 - 1 0  employees) 

The Desk Lamp is a very small privately-owned. It was established about five 

years ago to make lighting equipment for industrial markets and in the last two 

years has moved into consumer markets. The Desk Lamp's product development 

is focused on making high quality products and centring the product design 

around the user' s  experience. Much of the domestic lighting market is driven by 

cost or aesthetics, whereas The Desk Lamp focuses primarily on producing high 

quality products which function better than the others on the market. The product 

development process in this company is characterised by its informal nature and 

creative methods. Brainstorming is used extensively and market/user information 

is obtained by informal observations and conversations. 

8 .  The Storage Solution, large company (over 250 employees) 

The Storage Solution is the only company in this study that retails its products 

through a catalogue to the end-user. The main focus of the company's product 

development is to create innovative products that provide solutions for 

consumers' household problems such as storage. The company produces large 

numbers of product lines in short spaces of time and the product development 

process, although quite structured, utilises informal inputs for ideas and product 

testing.  The Storage Solution also employs CAD-technology to help speed up the 
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process .  Although the basis for competition is on innovative function for their 

products, the manufacturing is sourced in the Far East to reduce cost. 

9 . The Garden Hose, large company (over 250 employees) 

The Garden Hose is a large UK organisation that manufactures products for 

domestic gardens .  Their most successful products have been garden hoses and the 

company is the market leader in the UK hose market. The responsibility for 

product development is with the marketing department and the main focus is on 

continuous, incremental improvements to existing products although they 

compete on function and aesthetic design rather than price. A lot of the impetus 

for these improvements comes from the market. The NPD process is highly 

structured and formal links are made with external consumers for the purposes of 

product testing and concept generation. Manufacture is sourced in the Far East 

for cost purposes. 

1 0 . The Ring Pull , micro-sized company ( 1 - 1 0  employees) 

The Ring Pull is a very small company which has only been established for five 

years. The company was set up for the sole purpose of manufacturing a plastic 

ring pull for milk cartons and is currently trying to diversify using this technology 

and experience. The product development process used by this company is 

inherently intuitive and informal, mainly because only two members of staff are 

involved throughout. The ring pull has been manufactured in the UK on a 

specially designed plastic moulding machine and at a later stage in the process 
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formal consumer testing methods were introduced. Due to the low sales of milk 

cartons in the UK, the main market is overseas for this company' s  products. 

1 1 . Plastic Products, small company ( 1 1 -50 employees) 

Plastic Products was established just after the Second World War as a 

manufacturer of plastic toys . It remained in plastics but diversified into areas such 

as protective clothing and rainwear before settling on housewares and packaging. 

It is a medium-sized company that designs and manufactures the products in the 

UK. The company is not currently investing in the housewares side as they have 

found it to be highly competitive and unprofitable for them as their markets are 

primarily based in the UK. The company has found that their more successful 

competitors are Europe-wide in their focus. The NPD process for housewares is 

fairly structured but quite brief as it focuses on minor improvements to existing 

products. In addition plastic housewares is a highly price sensitive market and the 

company tries to balance good function with affordability. 

1 2 . Garden Gadgets, micro-sized company ( 1 - 1 0  employees) 

Garden Gadgets is a very small privately owned UK company that designs, 

manufactures and sources small garden products :  gadgets, toys, novelties, gift 

ideas and small tools . The responsibility for NPD rests with the Managing 

Director and is ad hoe and based on gut reaction and intuition. The strategy of the 

company i s  to occupy niche positions, responding to what the market wants. 

Product development was described as being very much 'back of a fag packet' . 
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1 3 .  The Bakeware Company, medium-sized company (5 1 -250 employees) 

The Bakeware Company is an established company and employs 1 60 people. It is 

one company within a holding plc of twenty-two firms and is the only one in that 

group that manufactures housewares and products for the end-user. The company 

is  investing in and strengthening the housewares division. Its main focus is 

designing and manufacturing bakeware, although it does also produce plastic, 

wire and wood products for the kitchen. The company has about 35% of the total 

kitchenwares market . Although it has its own plastic moulding machinery, other 

products are manufactured in the Far East for cost purposes . The NPD process is 

structured and involves external consumers from time-to-time in product testing 

and focus groups .  Recently they have tried to focus their NPD on developing 

innovative products and addressing new needs and trends in the cooking market, 

perceived to be fuelled by the 'TV chef phenomenon' .  

1 4. Knives and Forks, medium-sized company (5 1 -250 employees) 

Knives and Forks is a very old company, founded in the seventeenth century. 

Today it is a global organisation that focuses on housewares and garden products, 

specialising in cutting products . The firm has several , well-known, market

leading brands. The company recently underwent a major restructuring 

programme incorporating product rationalisation. The range of products has been 

pared back to approximately one quarter of the previous total and there were a 

number of redundancies . The market is becoming increasingly competitive for 

them and although their product development is primarily focused on quality and 

function, price is becoming an increasingly important factor. The manufacturing 
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is done in the UK and they face price-threats from good quality products that are 

emerging from the Far East. The company has a structured NPD process with a 

permanent cross-functional product development team in place. 

1 5 .  The Spade, large company (over 250 employees) 

The Spade is part of an international plc and specialises in garden tools for both 

domestic and industrial markets . The firm was founded in the eighteenth century 

and acquired in 1997 by a US-based plc. The Spade focuses on producing good 

quality products and does attempt to introduce some innovation to the market, but 

this is very difficult with very mature products that are not replaced very often, 

e.g. garden spades . The firm has a highly structured NPD process with a 

permanent cross-functional product development team in place and a large 

amount of customer input is involved into the process .  New products are tested at 

several different stages in the process with various groups of users. The main 

focus is on good quality and function and the company dislikes being pushed hard 

on price from the multiple retailers . 

The following sections discuss the main themes in detail that emerged from the 

case studies. 
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7 .3 The Users 

7.3 . 1  Introduction 

Respondents were asked who they typically involved in product development and 

the answers ranged from external testers through to family and friends as the 

dendogram demonstrates .  The concepts of inter-personnel involvements in the 

decision-making process are discussed here. 
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Raw Data Themes 

• We'd  get people out of the warehouse and offices 
and ask 'what do you think of this? '  

• The model will be left in the office and people are 
invited to try it and express their opinions 

• We have a cross-section of people here and we see 
what they think 

• We ask opinions of people in the factory and offices 

First Order Themes 

Internal employees 
involved in process 
as product users 

• 

• 

People in the office are not average consumers 

� 

Internal users not 
You should never confuse your own staff with Joe Public typical users 
Those people are tainted because they work for the company 

• 
• 
• 

• 
• 

Feedback comes from the retailers 

=1-I take products to our customers [retailers] and get their reaction 
You bounce ideas off prospective customers [retailers] 

Some customers [retailers] don't want to know 
Multiple retailers are usually incredible unhelpful 
Retailers are pretty inarticulate and you don 't get much help 

The customers [retailers] we best listen to are the independent 
wholesalers because they've been in the trade for years 

Figure 7. 1 Groups of Users Involved In NPD 
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Retailers involved 
in NPD process 

Lack of help and 
involvement from 
some retailers 

Usefulness of 
independent retailers 
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Second Order Themes 

Internal users 
involved 

Retailers 
involved 

General Dimensions 

Groups of 
people 
involved in 
NPD process 
- the 'whos' 



• 
• 

Our teams are a mixture of people who bring their own insights 
Our experience and opinion is just as valid as asking 
3 people off the street 

• We are fairly typical people 
• Y'know, I 'm Joe Bloggs on the street 

• 

• 

• 
• 

I want the widest group possible to get 
true representation of the market 
We've tried to get a representative 
cross-section of the target market 

It's selective end-users we go to 
We take it to very experienced end-users 

• 
• 
• 

Friends and family have lots to say about products 

=1-
Friends are a great source of testing 
All the time we're talking to friends and family 
The sales reps take models of the products home to their mums 

I never get my family and friends involved 

Figure 7. 1 Groups of Users Involved in NPD Continued 
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Lack of involvement 
of friends and family 

J-

Cha1_)ter Seven - Stage 1\:rree·. Res\l\ts 

Designers and 
product 
developers 
involved as 
users 

External users 
involved 

Friends 
and family 
as product 
users 

Groups of 
people 
involved in 
NPD process 
- the 'whos ' 

http:se~ect.ed


Chapter Seven - Stage Three : Results 

7 .3 .2 Internal Users Involved 

The interviews revealed that throughout the product development process 

employees are likely to be used on an ad hoe, random or structured approach in 

the majority of companies to give their opinions on product concepts and to test 

prototypes. For example, The Bakeware Company said: 

"we recruit people from time to time and we . . .  say ' think about this 
concept or that concept; can you take this home and use it?"' 

Asking people 'in-house' was considered to be valid because of the consumer 

durable nature of the products, which most people use at home or in the garden. 

Employees, who may be referred to as 'internal users ' ,  form easily obtainable 

groups of users but the interviews revealed that they are treated with some caution 

by the product development team. Employees of the company are considered to 

be somewhat ' tainted' by having a biased view or high product and market 

consciousness .  Typical comments included: 

"I would never ever make the mistake of saying that they are the 
average consumer because they . . .  see . .  . ideas in development." 
(Plastic Products) 

Such in-house groups are however, convenient and cheap representatives of the 

wider target market, if selected from a broad enough spectrum of personnel. In 

most of the companies internal users formed only one group of several that the 

product development team consulted throughout the process but were probably 

the most accessible. 

24 1 



Chapter Seven - Stage Three: Results 

7 .3 . 3  Retailers Involved 

Retailers were found to have a significant influence on the product development 

process, as the maj ority of the products in the study are sold through retail outlets . 

Opinions on retailers included their engagement with the process and a lack of 

help from some retailers and the usefulness of independent retailers as opposed to 

those from multiples .  Only five out of the fifteen companies noted that their main 

focus was the end-user in product development. The majority acknowledged that 

their NPD was orientated towards the retailer and as a result were more concerned 

with obtaining feedback from retailers than end-users. The following comments 

are typical : 

"The feedback for that really comes from the retailers. We don't go 
out in the high street and stop people on the pavement." (Plastic 
Products) 

"And you bounce ideas off. . .  prospective customers [retailers] at 
various stages in the process" (The Garden Hose) 

Some companies however found multiple retailers very unhelpful in product 

development as they were unwilling to be involved at all . 

"I will say multiple retailers and big retailers are usually incredibly 
unhelpful ." (The Spade) 

By contrast however a number of interviewees commented that smaller, 

independent retailers were more helpful and willing to be involved in the product 

development process. 

"We're not reliant on the supermarkets and the department 
stores . . .  who almost don't recognise the customer. . .  we do get 
feedback from the independent retailer." (The Coffee Pot) 
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The Coffee Pot noted that involving independent retailers ensured that the 'voice 

of the user' was heard throughout the product development process on the 

grounds that independent retailers know their customers (the users) very well : 

" . . .  they've probably seen everything." 

The majority of respondents involved independent retailers in product 

development rather than multiples. Multiple retailers, including chains such as 

Sainsburys, Homebase and B&Q, were described as having undertaken ' supplier 

rationalisation' in recent years whereby they source all of their products from a 

very small number of manufacturers. It is very difficult for other manufacturers 

then to develop relationships with these multiple retailers . This lack of 

relationship was identified as a problem by most respondents, but was more acute 

with the smaller businesses such as The Clothes Peg, Garden Gadgets and The 

Ring Pull. One of the reasons for this might be the lack of expertise in developing 

relationships with retailers in the early years of a business. The larger companies, 

whil st sti ll complaining about the power of multiple retailers and their 

unhelpfulness in product development, seemed to suffer less from the supplier 

rationalisation strategy. 

7 .3 .4 Designers and Developers as Users 

The larger companies referred to designers as being users and that this is 

important for good design. In The Clothes Peg, The Desk Lamp and The Ring 

Pull the product was designed by one or two people who also performed a variety 

of other roles. These people were usually users of the products, and their 

experiences had often given rise to the new product idea in the first place. 
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Comments from respondents in all of the case companies highlighted two 

important issues: firstly designers are involved as users in the development 

process and secondly, they consider themselves to be typical users. 

The function of a consumer durable product is a crucial part of the design 

although the role of aesthetics is increasing in importance in overcrowded 

markets. As a result it is significant that the designers and product development 

team are users themselves : 

"All the designers are using these things all the time. You can't 
design if you don't know how to use it" (The Cutler) 

The design of products such as bakeware (The Bakeware Company), cafetieres 

(The Coffee Pot) and knives (The Cutler, Knives and Forks) is based around the 

adage 'form follows function' . In the first instance the product must perfonn 

adequately the function for which it is intended. Opinions from product 

development team members provide more insights into how the function and form 

of the products could be improved. The following comments were typical : 

"Our teams . . .  are a mixture of people who like gardening and people 
who don't do any . . .  so that' s quite good because we bring our own 
insights" (The Spade) 

"Our experience and our opinions is only one person' s, it' s anecdotal, 
but its just as valid as asking three people off the street" (Plastic 
Products) 

The quote from the Plastic Products designer above is seemingly at odds with his 

earlier opinion regarding the involvement of other employees in the firm. They 

were regarded as being an important source of testing and information during the 

process but were seen as being 'different ' from the average consumer on the 
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street. The opposite was considered to be true of those in the product 

development team; it would have been logical to expect them to be regarded as 

having specialist knowledge and therefore not truly representative of the averao-e 

consumer but was not the situation in Plastic Products. Similar quotes came from 

The Storage Solution and Knives and Forks : 

"We figured ourselves to be pretty typical people and we didn't have 
any airs and graces about what we liked and what we didn' t" (The 
Storage Solution) 

" . . .  you know, I 'm Joe Bloggs on the street" (Knives and Forks) 

The Storage Solution had no problems with the views of their other employees 

during the NPD process . In fact, they regarded them as being fairly representative 

of their target market. In Knives and Forks, as with Plastic Products there was 

caution expressed concerning the representativeness of other groups of internal 

users in the process: 

"and I say [to members of the salesforce] , 'you might like it but you're 
educated and you're . .  . in this bracket of income"' Knives and Forks. 

Thi s  problem was not recognised with regard to the product development team. 

7.3 . 5  External Users Involved 

In addition to internal users, external users (consumers) were also included in the 

development process by five companies : The Cutler, The Clothes Peg, The Desk 

Lamp, The Garden Hose and The Spade. The reasons for involving external users 

were twofold: they were chosen because they were representative of the target 

market, or they were selected on the basis of specific criteria. In the case of The 

Spade, both options were used. 
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All five companies agreed that when they did want to seek the opinions of 

external end-users, gaining the views of representatives of a cross-section of the 

target market was important for generating unbiased results : 

"We 've got a panel . . .  which is people all over the country" (The 
Spade) 

" I 'd  want the widest group I possibly could to get a true 
representation . . .  otherwise you' re just channelling people to say what 
you want." (The Clothes Peg) 

This however was not always the case and some commented that they actively 

sought certain characteristics when testing products : 

" . . .  we take it to very experienced end-users" (The Spade) 

"It's selective end-users that we go to ' cos we don't want to start 
shouting about it everywhere" (The Garden Hose) 

Two reasons for selecting specific end-users were elicited in the interviews. In 

the case of The Spade designers wanted to ensure that the product was suitable for 

people who knew the type of product well and used it extensively. The 

interviewee pointed out that many people develop in-depth knowledge of garden 

tools and can be very selective when purchasing a new item. In the case 

i llustrated by the quotation above from The Garden Hose, the product was 

considered to be more of a substantial innovation and the product development 

team selected end-users who would not compromise the confidentiality of the 

project. This implies that some bias would be present in the testing of the 

product. There is a trade-off situation that exists here, with a more representative 

sample of the user-population being exchanged for guaranteed confidentiality . 
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The Spade uses both representative and selected external users for their testing, 

usually starting with broader groups to gain a variety of views and then narrowing 

it down to focus on specific issues concerning people with special needs . The 

reason for doing this stems from the types of products they make. For example, 

elderly people are often keen gardeners but arthritis is also common amongst this 

group. It therefore makes sense to The Spade to test their products with people 

with arthritis to ensure that the products are comfortable and easy to use. 

7.3.6 Friends and Family as Product Users 

Friends and family also constituted easily accessible and 'cheap ' end-users on 

which to test products for Gadgets, The Clothes Peg, The Ring Pull and Garden 

Gadgets. These are all small companies and in the cases of The Clothes Peg, The 

Ring Pull and Garden Gadgets, they were established in order to make the 

products conceived by the MDs and their families. In addition, The Bakeware 

Company, The Cutler, The Coffee Pot and The Storage Solution encouraged their 

employees to take products home and get their family and friends to use them. 

These larger companies placed less emphasis on the outcomes of this type of 

product testing but felt that it encouraged commitment to the project: 

"It 's convincing the sales guys sometimes . . . they sort of get behind it 
and wil l take it home to their mum or whatever and we encourage 
this" (The Bakeware Company) 

Interviewees from the smaller compames were very positive about the 

involvement of family and friends because these people form an easily reached 

group of end-users for them to test products and concepts on : 
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"One thing that people never say 'no' to is a free gift .. .  friends are a 
great source of testing." (Garden Gadgets) 

Control over the characteristics and representativeness of this group was not 

apparent but this was not noted to be a problem by any of the interviewees. The 

technology and investment involved in developing these consumer durable 

products is low when compared with industrial and scientific products. The 

impetus on testing the products rigorously with target markets as the literature 

suggests is therefore not as great. In addition prior product knowledge required 

by testers for housewares and garden products is relatively small and this makes 

testing with friends and family much easier than if they were industrial or 

scientific products. 

Only one respondent from Plastic Products commented that he would not involve 

friends and family as : 

"They wouldn' t  like to hurt your feelings and they might give you a 
distorted view." (Plastic Products) 

The issue of bias that is inherent in asking friends and family was raised here. It 

was felt by this respondent that it is therefore an unsuitable method of testing 

products and concepts. 

7 . 3.7 Conclusions 

A number of 'user-based' sources are used to test prototypes, concepts and ideas 

during the new product development process. These 'users' ranged from people 

inside the firm who are not normally associated with the product development 

process itself, for example people employed in the offices or on the factory floor. 
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Designers and developers themselves are users of the products and many of the 

interviewees commented that this tends to help the process . It was clear from 

many of the comments that they regard their own experiences and testing of 

products and concepts as valid and typical of the wider market and they did not 

consider their opinions to be biased. Concerns of bias were also not applied to the 

use of family and friends, who whilst external to the organisation are not 

necessarily reflective of the wider target market. The only exception was Plastic 

Products as reported in 7 . 3 .6 .  The lack of concern about bias may indicate that 

the emphasis placed on the opinions of friends and family is not that great. 

Alternatively it may imply an overly-positive regard for these opinions because 

they result from people who are emotionally close to the development team. 

Concerns were expressed about introducing bias to results from external user 

tests, perhaps indicating a higher amount of emphasis placed on the results from 

external tests. Selecting end-users based on certain characteristics was only 

desirable for very specific reasons : firstly the users had special attributes or needs 

and secondly it was important to maintain a high level of confidentiality about the 

project. The selection of end-users highlights the fact that in many areas the 

product development process may involve certain trade-offs such as that between 

unbiased prototype test results and competitiveness of the product resulting from 

confidentiality. 

The final group of users that emerged from the Stage Three interviews was that of 

friends and family. For the most part the interviewees were happy to involve their 
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friends and family, and the smaller companies noted that friends and family are 

often only too happy to receive free prototypes and gifts and offer opinions. This 

would appear to be a phenomenon peculiar to the type of products produced by 

these companies and it is not noted in the predominantly industrial-based 

literature. 

The interviewees draw upon a number of sources of users to involve in testing 

prototypes, concepts and ideas throughout the product development process. Part 

of the reason for the involvement of groups such as family and friends is ease of 

contact and minimal cost which is particularly important for the smaller 

companies . For all sizes of companies, additional contact with these groups of 

users provides an almost constant trickle of user-related information into the 

product development process. It may be surmised that this 'drip-drip ' pattern 

keeps the product market-orientated throughout its development. 

7.4 Types of Involvement in the NPD Process 

This section examines the way in which the groups identified in the previous 

section are involved. 
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Raw Data Themes 

We have a panel of users 
We do external user trials 
We set samples out to people 
We stood outside Sainsburys and invited 
people to come in and try it 
I am doing a focus group next week 

We did some listening groups with users 

J--
Users call up and tel l  us what they think of the 
product -------

First Order Themes 

External users involved in 
prototype-testing 

External users involved 
in identifying gaps for 
future products 

External users giving 
feedback on launched 
products 

The retailers might say 'why on earth don't you do . . .  ? '  
The customers [retailers] say ' I'd like to add another 6 
gadgets to my range' 
That was a product a particular retailer asked to be 
added in 

7 Product ideas originating 
_J with retailers 

In terms of our development we tend to be a bit 
customer-led [retailer] really 

We worked with the customer [retai ler] and brainstorm_ed _____ _ 
what products we need for the next season 

I take models round and get reactions from buyers 
We take it [product] to retailers 
We showed models to a few of our major retailers 

We used to ask around the office for people 's opinions 
We've got lots of people in the company who are 
encouraged to pipe up 

We recruit people in the company to test products 
Putting them [products] in the canteen and getting 
opinions from employees 

Figure 7.2 Types of Involvement in NPD 

NPD originating from 
retailers 

NPD originating as 
col laboration between 
retailer and manufacturer 

Prototype testing with 
retailers 

Internal users asked for 
their opinions on 
products 

Internal users 
recruited for 
prototype-testing 
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Second Order Themes 

Types of involvement 
of external users in 
NPD process 

Types of involvement of 
retailers in NPD process 

Types of involvement of internal 
users in NPD process 

General Dimensions 

Types of 
involvement in 
NPD process -
'the how's ' 
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7.4. 1 External Users: Types of lnvolvement 

The involvement of external users is comprised of prototype testing, identifying 

gaps for future products and giving feedback on launched products. Five of the 

companies involved external users mainly for testing prototypes, probably as this 

is one of the easier stages for obtaining user feedback: 

"It ' ll go out on some user trials . . .  we ' ll get some feedback from users" 
(The Cutler) 

"We stood outside Sainsburys, handed out letters and invited people to 
come and try it and we got fifty people to come in and we videoed 
them [ using the product]" (The Ring Pull) 

In addition to prototype-testing, three other companies involved users in 

identifying gaps for future products and generally giving feedback through 

customer services or direct to the marketing department on launched products: 

" . . .  we did . . .  a couple of listening groups the year before last" (The 
Bakeware Company) 

" . . .  they' d  tell me exactly what they thought of the product and I 'd 
think ' oh great, that ' s really useful . .  . I '  11 bear that in mind"' (The 
Storage Solution) 

" . . .  what we do have is a consumer services hotl ine . . .  whenever any 
call comes through . . .  about a new product then they note that down 
and we keep tracks on it." (The Garden Hose) 

Generally however the input to identifying gaps for future products was limited as 

the development teams felt that it was hard for consumers to have insights for 

future products. The issue of users' lack of insight is discussed in more detail 

under the limitations of end-users. Feedback on launched products was obtained 

in traditional ways via customer services but was mainly negative - when 
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something was wrong. The products are not considered to be sophisticated 

enough by the respondents to warrant seeking post-launch opinions actively . 

The primary focus of involving external users was in prototype-testing and the 

majority of interviewees did not really consider it necessary or appropriate to 

involve them at other stages in the process: 

"You can't really go into consumer research and ask consumers what 
sort of products they would like for the future" (The Garden Hose) 

Some of respondents placed importance on obtaining representative groups of 

users which initially indicated that they also placed great emphasis on users' 

responses .  There was however widespread opinion that external end-users were 

not worth involving in any other area of the product development process than 

prototype-testing. In addition the majority of prototype-testing was done late in 

the process as its main focus was to verify designers' own opinions . The other 

types of end-users - retailers and internal users - do however appear to have been 

involved more extensively and in other aspects of the process besides simply 

prototype-testing. 

involvement. 

The following section discusses the type of retailer 

7 .4.2 Retailers : Types of Involvement 

Four of the medium-sized and large companies (The Coffee Pot, The Bakeware 

Company and The Cutler) referred to product ideas as originating from retailers 

themselves as suggestions : 
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"it was a product that . . .  we had to put into our range . . .  because a 
particular retailer . . .  was saying to us 'okay, I '  11 give you 2 metre bays 
providing you add [the specific products] "' (The Coffee Pot) 

"The retailers might say 'Why on earth don't you do . . . .  ?' 'We keep 
getting asked for . . . . ' type thing and if there is a sufficient .  . .  number of 
comments of that type . . .  " (The Bakeware Company) 

Kitchen and garden products do not tend to be highly innovative and therefore 

incremental improvements can often be suggested by the retailers . In this 

situation, the retailer is in a powerful position to suggest additions to the range, 

particularly as many are reducing the numbers of their suppliers in an attempt at 

rationalisation: 

"if you look in . . .  stores you will find that one company is supplying a 
lot of product. The retailers call it ' supplier rationalisation' and it's 
fine if you're that company." (The Spade) 

The power of retailers places a lot of pressure on the manufacturers to comply 

with retailer demands. Retailers were also often instrumental at a more strategic 

level : 

"In terms of our development we tend to be a bit customer-led 
[retailer] really."  (The Bakeware Company) 

"It's very much customer-response [retailer] based" (Kitchen Gadgets) 

Eight of the companies noted that their product development strategies are shaped 

by the retailers ' own agenda. In some cases collaboration between retailer and 

manufacturer existed and went beyond the suggestion of certain products or the 

ordering of additions to specific ranges. In The Cutler, the product development 

team and one of their main retailers sat down and worked out what products were 

needed for the following season' s range. Following the initial brainstorming 

session, the retailer was then closely involved throughout the process. This 
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collaboration occurred in some of the larger companies where they were the 

primary supplier for a multiple retailer and rationalisation had worked in their 

favour. 

So-called 'prototype-testing' was another area of retailer involvement. This form 

of 'prototype-testing' was however used with the purpose of gauging retailers' 

interest with a view to obtaining advance orders . It was not intended to test the 

product for function, form or aesthetics : 

"By and large we find it much better to take it along to . . .  the retailer. 
Because if the retailer i sn't happy with it you 're probably not even 
going to get it into the distribution network to reach your customers 
[users]" (The Bakeware Company) 

'Prototype-testing' i s  probably not a very accurate term to describe thi s  activity, 

although it was actually described as such by several respondents. It might be 

more accurately referred to as a ' courting' phase in the product development 

process. This 'courting ' appeared to occur in cases where products were more 

innovative, in order to whet retailers ' appetites. Several of the larger companies 

had found through experience that if they waited until a fairly innovative product 

was in the final stages of manufacture, then the retailers would not take it. This 

refusal occurred for two main reasons: the retailers had already filled their shelf

space for the following season, or they would not consider a new, and perceived 

to be fairly risky, product when they had not been involved earlier in the 

development process. Some of the smaller, newer companies such as The Clothes 

Peg and The Ring-Pull were discovering thi s  as a problem for the first time . 
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The results indicate the involvement of retailers in a number of different ways that 

distinguish them from other users in the development process. The relationship 

between retailers and manufacturers is very different from that of other user 

groups but distinctions on the basis of size need to be made. Large retailers have 

a large amount of power over the manufacturers ' products . They sell in such large 

volumes and through so many outlets that it is very important for manufacturers to 

get products placed with them. Supplier rationalisation however has limited the 

numbers of manufacturers from whom retailers will source their stock. As a 

result, many of the companies interviewed indicated that they tried to involve 

multiple retailers in NPD in order to get them to take their products. It is 

noticeable that it was mostly smaller companies with only one or two more 

innovative products that suffered the most in this situation. The larger 

manufacturers tended to have a wider variety of ranges and products and this 

made the multiple retailers more willing to do business with them. Single-product 

manufacturers suffered the most as The Clothes Peg commented: 

"the very great difficulty that we have as a company is that we're a 
one-product company . . .  major retailers hate buying from a single 
product company because obviously it costs them as much to set up 
for one product as it does for a range of products. But in a new 
company you have to start somewhere." (The Clothes Peg) 

The Clothes Peg actually overcame the problem by employing a broker. A broker 

is a freelance person who buys stock from a variety of manufacturers and then 

sells the range onto the multiple retailers. Use of a broker lessens the perceived 

risk and expense for the retailer and enables small, new companies to get their 

products into the chain-stores. The Clothes Peg was, however, the only company 

in the study who had used this method and none of the other small, new 
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companies mentioned brokers as a potential solution to the problem of getting 

large retailers to take their products. 

7 .4.3 Internal Users : Types of Involvement 

Internal end-users were asked for their opinions on product ideas and assisted in 

prototype-testing in the majority of firms interviewed. Internal views were largely 

informal additions to the new product development process. Comments such as : 

" . . .  we used to ask around 'Anyone think you'd like this or not?"' 

(The Storage Solution) 

were typical . 

Most interviewees considered that involving internal users was an important step 

in the product development process . It provided an additional opportunity in the 

NPD process to check out ideas and designs with potential consumers cheaply and 

easily and it enables the development team to go one step further: 

" . . .  we've got lots of men and women, all of whom are encouraged to 
sort of pipe up and make observations and ideas and suggestions and 
criticisms and this all helps."  (Plastic Products) 

The majority of the companies involved internal users informally, but in two 

companies ,  The Spade and The Cutler some employees are recruited for more 

formalised product and prototype-testing. In The Spade and The Cutler this 

process formed the precursor to external user trials : 

"It just gets you that little stage further before we broaden it out and 

ask more people, I think it' s  almost like a filter." (The Spade) 
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In other companies product development advanced solely based on the feedback 

from internal prototype-testing combined with the team' s own convictions: 

"I don' t  recall going to [external] consumer research . . .  because we felt 

so confident." (The Garden Hose) 

There was a general recognition that although internal user testing was used 

extensively it was not as ' scientific' as external user trials .  In a low-tech market 

this was not, however, perceived as being important. Success is more dependent 

on being first to market, or ensuring that the product performs its functions 

adequately and perhaps looks aesthetically pleasing. For all of those details the 

more biased approach of involving internal users is considered to be adequate. In 

addition, the involvement of internal users i s  linked with confidence in the project 

as the above quote illustrates. Where confidence is high, internal users are 

employed as the sole user-testing group; where confidence is lower, they form a 

'filter' before external research is conducted .  

7 .4 .4 Conclusions 

The three groups of users identified earlier in the chapter are involved in product 

development in a number of different ways and for a variety of reasons, as Table 

7. 1 overleaf illustrates .  External users are mainly involved in prototype-testing 

for the benefits of reinforcing the development team's opinions and checking that 

the product works well .  Retailers are involved to a much greater degree because 

the product development as a whole is focused more on them than the consumers . 

They are also involved in giving opinions on the function and design of the 

product, although the manufacturer is seeking orders from the retailer rather than 
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j ust opinions .  One of the main reasons for involving the retailer is to stimulate 

interest in a more innovative product that they might not otherwise be interested in 

stocking and may be more accurately referred to as a 'courting' process rather 

than a testing stage. Both of these groups are involved in a structured way. 

Internal users are invited to try products and give their opinions but in a much 

more informal manner. Internal users often act as a ' filter' before more formal 

testing but this has an additional company benefit of engendering more company 

loyalty. 

Table 7. 1 Involvement in Different Stages of the NPD Process 

Stage of Process Type of Involvement External/Internal/Retailer 
Need Identification Focus groups, External 

interviews, observations 
Idea Generation I Discussion, 

I brainstorming 
Retailer 

Concept Testing ! Giving opinions Internal 
Prototype Testing Testing products for External, Internal and 

own use Retailer but not necessarily 
all three 

Feedback on Launched Customer services, External 
Products telephone calls or letters 

direct to development 
team 

Table 7 . 1 indicates that the involvement of the different groups varies with the 

task that needs to be done and therefore with the stage of the process. This table 

was compared and contrasted with Table 3 . 3  which identified formal and informal 

methods of obtaining information on users ' needs from the literature. The 

methods of need identification in Table 7. 1 are significantly more limited than the 

literature suggested and is summarised in Table 3 . 3 . Although some observations 
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were carried out by the case study companies, these were limited mainly to two 

firms - Knives and Forks and The Desklamp and nothing more sophisticated such 

as projective techniques (Sanders 1 992) or simulations (Bailetti and Litva 1 995, 

Srinivasan et al 1 997) were attempted. This may be due to lack of resources or a 

low level of investment in what are perceived to be everyday household objects. 

In addition, idea generation in these companies took place internally or with 

retailers and did not involve external users at all and users were not even invited 

to comment on ideas in most of the companies as Kotler and Rath ( 1 984) 

suggested, Plastic Products being one, notable example. 

Prototype testing as noted in Table 7 . 1 was conducted with users, as was 

highlighted by a number of authors in Table 3 .3 . For example, Walsh and Roy 

( 1 985) noted that customer feedback from prototypes was important and in many 

of the case study companies here this involved retailers as well as both internal 

and external users. Unsurprisingly, this was the stage of the NPD process where 

the companies were most likely to involve external users and internal users other 

than the product development team. This is probably because it is considered 

easier to comment on a product that is well represented by a prototype, rather than 

just an idea or a concept. 

Feedback from the case study companies tended to come from complaint records 

and product guarantees, and this is reflected in the literature in Table 3 . 3  by Wash 

( 1 983) ,  Andersen ( 1 983 )  and Jeffrey and Hunt ( 1 985) .  This is an easy way for 

companies to assess how well their products have been received by the market but 
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it does, as several interviewees commented, only highlight the negative aspects of 

the products. 

Overall there tended to be no long-term user research or particularly sophisticated 

techniques employed for involving the user, unlike some that were given in the 

literature. In addition, prototype testing was fairly informal in a lot of cases and 

this is an aspect missing from Table 3 .3 and a lot of the literature in this area. 

Section 7.5 examines the influences on the decisions to involve different groups 

of users during the NPD process. 

7.5 Factors Influencing Internal and External User Involvement 

7 .5 . 1  Introduction 

Differences between involving users external to the organisation and those 

internal in various capacities have been identified. Criteria on which companies 

make decisions on whether to use internal or external users at certain points in the 

product development process are important to this discussion. The interviewees 

were asked when they would use each and on what basis they made that decision. 

These criteria are illustrated in Figure 7 .3 and are discussed in the following 

sections. 
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Raw Data Themes 

If the product is something completely 
new then we' l l do external user trials 
A product that is very, very different from products 
out there we would do external research in small discussion groups 
Unless you have consumer insights you're not 
going to make the breakthroughs and deliver big new products 

It's a secondary rosy-glow type feeling thing 
Prototyping is used to get confirmation of your 
thoughts that it is going to be a product 
Marketing people do research as a sort of support 
for themselves 

Being a user myself makes you take things for 
granted and that's where user trials come into their own 
Being a user yourself can introduce prejudice and 
you've got to watch other people using it as wel l 

There's nothing l ike actually speaking to people 

If the product uses the same construction as the majority 
of our products we do internal user trials 

Getting opinions of 700 people working in your office is 
far easier and cheaper than doing market research 
We weren't that enamoured with consumer research 

Asking employees gets you that little stage further 
before we broaden it out and ask more people 
I think [asking employees] is almost like a filter 

We showed it round the office obviously very, very quickly 
Speed to market is absolutely critical 

We didn't do any external research as we wanted 
to keep quiet about the product 
We didn't go to consumers as we felt so confident 

First Order Themes 

External user trials 
used for more 
' innovative' products 

External user trials 
used as reinforcement 
for existimi: decisions 

External users 
counteracts developer 
bias 

There's nothing else 
like talking to the users 

Internal user trials used 
for products with 'fit' 
with existing products 

Cost advantage of 
using internal users 

Use of internal users as a 
precursor to external 
research 

Speed to market 
engenders use of 

Confidential ity 

Confidence 
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Second Order Themes 

Factors facil itating 
use of external users 
in NPD process 

Factors facil itating 
use of internal users 
in NPD process 

Factors inhibiting use of 
external users in NPD _____ . 
process 

General Dimensions 

Factors 
facil itating or 
inhibiting the use 
of internal or 
external users in 
NPD process 

Figure 7 .3 Factors Influencing Decisions of Internal or External User Involvement 
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7.5.2 Factors Facilitating Use of External Users 

A number of reasons for using external users were cited. These included 

involving them for the development of more ' innovative' products, reinforcement 

of existing decisions, to counteract development team bias and ' there' s  nothing 

else like talking to external users'. These are discussed below. 

A number of interviewees referred to the involvement of external users as more 

relevant when developing a product that was more innovative. It was considered 

to be important to test opinions of the target market with new products : 

"it depends on the type of product . . .  .If it' s something new, completely 
new, then we' ll do external user trials . ' ' (The Cutler) 

The companies like additional validation from the consumer when the product is 

different from anything else that they have produced, or that is on the market. In 

the housewares and garden products market, the term ' innovative' is relative as it 

is not discontinuous product development in the way that the literature recognises: 

" . . . we are in a basic market where there's  nothing dramatic that 
comes out. .. we're not at the forefront of invention." (The Bakeware 
Company) 

"There ' s  not an awful lot you can do with a spade" (The Spade) 

In addition to testing the more innovative products on the consumer, the external 

end-user was important for gaining the ideas for these 'breakthrough' innovations 

in the first instance : 

" . . . unless you have the consumer insights you're not going to make 

the breakthroughs and you're not going to deliver the big, new 

products which companies like us need." (The Garden Hose) 
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Involving the end-user to generate ideas was not a view commonly expressed in 

the interviews, although there was a general recognition that insights into patterns 

and trends in the market are helpful for identifying future gaps: 

"We did ask them about lifestyles : how many times a week do you 
roast? . . .  do you use convenience foods? . . .  we got that sort of 
information . . .  we were very convinced that convenience warming was 
the way forward." (The Bakeware Company) 

In addition to testing more innovative products to gain more confidence, testing is 

also done in order to reinforce decisions they have already taken: as a form of 

'back-up' : 

"It ' l l  go out on some user trials so . . .  we ' ll get some feedback from 
users just in case . . .  it' s  just a sort of secondary rosy-glow type feeling 
thing." (The Cutler) 

"I personally use it [focus groups] as a way of backing up the 
information I already got ."  (Knives and Forks) 

The above two quotes are characteristic of most of the case study companies. The 

firms involved external users in testing products at a late stage in the product 

development process. It appears that the primary emphasis on user input into the 

process comes earlier in the process and from internal users, despite their lack of 

representativeness of the target market . 

Two other factors influencing the decision to involve external end-users in the 

product development process focus more on the benefits that they can contribute. 

Although the involvement of external users is not considered to be important for 

product or design testing it can be used to counteract any bias from the 

development team: 
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"that' s where user trials and things really come into their own - you 
take for granted that . . . if you take this off and you put the pepper in 
the top." (The Mill-Maker) 

"you become so used to using something one way that you can't 
conceive other people using it another way." (The Mill-Maker) 

The involvement of external users is important to provide a balanced view of the 

functional aspects of the product and the impact this has on design. This need for 

balance is also linked with the limitations of internal users and the need to 

counteract the element of bias that is inherent when the designer or developer is a 

user themselves. 

In addition, one company referred to : 

"There ' s  nothing more than actually speaking to people and working it 
and living it. "  (Knives and Forks) 

The above quote makes the point that there is no other real substitute for talking to 

the people who will eventually buy and use the product that is being developed. 

The interviewee who made this remark, also stated that she only used external 

focus groups to back up decisions in the process that she had already made. 

Although she did not consider external users added anything important during the 

NPD process, she did feel that it was very important for her to speak to people and 

watch them buy and use the products she developed. To some extent, this contact 

with external users is similar to the interviewees as users themselves. The 

accumulated knowledge and understanding of how the products are used and what 

appeals to the users is important for the product developers to obtain. As a result, 

different users are involved in a variety of ways throughout the whole product 

development process in the majority of the case study companies. 
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The following section highlights factors that facilitate the choice of involving 

internal users in the process . 

7 . 5 . 3  Factors Facilitating Use of lnternal Users 

The literature gives reasons for involving external users in the process but there is 

little written on internal users . In this study internal users were found to be 

involved in trying products that have a high level of 'fit' with existing products; 

for cost reasons; as a precursor to external research; and to reduce lead times. 

These are discussed in the following paragraphs. 

The product development in this study mostly focuses on incremental 

developments which have a high level of ' fit' with their existing products. Where 

a high level of ' fit' exists, the common practice is to test the product with internal 

users rather than going to the expense and time of engaging in formal external 

user trials :  

"If i t  is a product that uses the same sort of construction as in the 
majority of our products then we 'l l  do internal user trials" (The 
Cutler) 

This links logically with the findings reported in the previous section on decisions 

which facilitate the use of  external users . Interviewees noted that if products were 

substantially different from previous products then they would use external user 

trials. The degree of innovativeness of the product can therefore be considered to 

be a moderating factor on the decisions to use internal and/or external users for 

testing the product. 
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Linked with the level of 'fit' with existing products are the cost implications of 

using internal or external users. It is far cheaper to use existing employees, who 

are users of the products anyway, to give their reactions and to test the products 

during development than to organise external user trials :  

" . . .  to put it in your canteen and get an opinion of seven hundred 
people is  far easier and cheaper than going out into the marketplace." 
(The Lounger) 

The issue of cost was a concern expressed by these compames. Several 

companies, particularly the smaller ones and those that openly admitted they were 

not making large profits, referred to the costs of tooling and manufacture for new 

products. Some were prepared to invest heavily in developing more radical 

innovations, such as The Storage Solution. In others, where incremental 

improvements are mainly involved, there is  a requirement to keep costs low. 

Minor projects do not attract a high level of investment, and profit margins are 

tight. Consequently the cheaper option of testing the product in-house with 

employees makes more sense to a lot of the companies in the study. 

In other situations, the use of internal employees testing the product during the 

development process i s  a precursor to running external tests . Using internal 

employees also serves the purpose of being cost-reducing, as it is cheaper to test 

the product internally and make any alterations necessary before running final 

tests externally. The following quote is typical of the five companies that 

involved internal users in that way: 

"if we the 6,7,8 people are happy with it, then that' s fine, that' s got to 
that stage but then we need to take it to customers [end users] " (The 
Spade) 
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Internal user testing forms an additional, discrete stage in the product 

development process if the product requires a significant investment to be made 

and external user trials are required .  Three out of the five companies (The Cutler, 

The Spade and The Garden Hose) are all medium-sized companies with structured 

process where the involvement is a deliberate precursor to external testing. The 

Clothes Peg and The Desk Lamp are small and new companies and both are 

characterised by highly informal product development processes and the 

involvement of the internal users is  conducted in a much more casual manner. 

The fourth reason for using employees to test products was to increase speed to 

market. Again the emphasis here was on incremental changes to products, or 

products where the companies felt very confident that the market would accept the 

product well. In these instances being first to market with a new innovation was 

more important than getting it absolutely right first time: 

"We do like to move quickly in product development and speed to 
market is absolutely critical . .  . .  We weren't too concerned to get 
[external] consumer reaction." (The Storage Solution) 

"We made absolutely sure internally here that we were all happy to 
develop it, but when we made that decision then it just went and we 
approved the designs very quickly." (The Coffee Pot) 

The market was described by most of interviewees as being intensely competitive 

and there is pressure either to be first to market or to be completely differentiated. 

Interviewees also commented that it is difficult to be innovative in areas such as 

garden and kitchen too ls  and gadgets and most of the companies are therefore 

concerned with getting incremental improvements quickly to market. The focus 

on the product development process is increased, particularly in any areas where 
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phases might be cut. These companies found that using internal employees to test 

the product had the benefit of speeding up the process. 

Cutting time to market was a concern almost exclusively limited to the larger and 

more established companies in the study. The smaller and newer companies were 

concerned with getting the product right and launching it on the market in 

whatever time that would take. Average lead times for their first products were 

around two years. The larger and more established companies had more 

resources, personnel and equipment to speed up the process. The NPD process 

was familiar and this makes it much quicker for the larger firms. In addition, 

being established in the market means that the larger companies are concerned 

with beating the competition whereas the new companies are more focused on 

overcoming the barriers to entry in the market in the first place. 

The factors encouraging the use of internal users in the product development 

process emerged from four areas: ' fit '  with existing products, cost advantages, use 

as a precursor to external trials and increasing speed to market. All of these 

factors are linked with the firm' s  source of competitive advantage. 

Justifications for not using external users in the development process were also 

raised in the interviews. Section 7 .5 .4 discusses these. 

7. 5 .4 Factors Inhibiting the Involvement of External Users 

Several interviewees also stated reasons for not involving external users. None of 

the interviewees however gave reasons not to involve internal users. The 
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justifications for not involving external users are associated with aspects of 

confidentiality and confidence and are discussed below. 

The issue of confidentiality is one of importance to any company during the 

product development process. Interviewees referred to the highly competitive 

nature of the market; the difficulty of being innovative with mature products and 

the need for secrecy in the development process of more innovative products : 

" . . .  because the industry is so small . .  . it' s quite incestuous that we 
know people in competitors."  (The Spade) 

Two decisions stem from the issue of confidentiality: firstly whether to involve 

external users at all ; or secondly to involve them at a late stage in the process just 

before launch, when secrecy is not as important as it is earlier in the process . 

The confidence of the product developers in the product they are generating was 

also cited by one company as another factor which dissuades them from involving 

external users in the process. 

"I don't recall going to consumer research at all on this one because 
we felt so confident" (The Garden Hose) 

The product referred to by The Garden Hose, above, was an improvement on a 

previously very successful product, but aimed at a different target segment. The 

company was justified in its confidence as the product has been a commercial 

success. Less innovative products with a higher level of 'fit' with previous 

products appear to need less validation with external users as the developers have 

greater confidence in the product. Conversely, however, the level of 'fit' is also 

associated with the confidentiality needed for the proj ect. The greater the level of 
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'fit' the less confidentiality i s  required for the project and the higher the 

likelihood, therefore, of external users being involved. Yet the level of confidence 

felt by the NPD team mitigates against the involvement of external users . These 

are conflicting forces. 

In all cases, the companies had their design and marketing functions in the UK 

and all of the target markets for the products were in the UK, except for the Ring 

Pull . The Ring Pull had started off by aiming its product at the UK market and 

had, indeed, involved a number of external users in its hall testing which was held 

in the UK. It had however been dissuaded eventually from aiming the product at 

the UK market due to problems with getting the retailers to take the product. As a 

result, the target market changed to become continental Europe where a more 

favourable attitude amongst the retailers was present. All involvement of external 

users during the NPD process, however, had been conducted within the UK. The 

interviewees did not, therefore, state geography or geographical access to external 

users as a reason not to involve them in the process .  

7 . 5 . 5  Conclusions 

Section 7 .5  has examined the reasons behind involving internal or external end

users in the process and there are a number of  links between the factors in this 

section. Both the decisions to involve external users for more innovative products 

and internal users for products with high levels of 'fit' with existing products, are 

based on the ' confidence' factor and the degree of confidentiality for more 

innovative products. The 'confidentiality ' factor, speed to market and cost 
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advantages of involving internal users are connected as they are all linked to the 

source of competitive advantage for a firm: being first to market, beating the 

competition on price or innovative design. 

Whilst the literature clearly endorses the involvement of external end-users in the 

process, there are stil l  disadvantages to their involvement and limitations. The 

following section discusses these limitations. 

7.6 Limitations of the Involvement of End-Users 

7 .6 . 1 Introduction 

Although the literature on product development success factors suggests that the 

involvement of end-users is beneficial to the success of the product (Parkinson 

1 98 1 ,  1 982, Rothwel l  and Gardiner 1 983 ,  von Hippel 1 978,  1 988 ,  Gruner and 

Homburg 2000) the case studies revealed a number of limitations with external 

user involvement . Interviewees acknowledged that internal user involvement was 

limited as employee s  are ' tainted' by being employed in the firm, but this did not 

seem to worry them as their involvement was not intended to be particularly 

' scientific' .  There was a greater emphasis placed on the views of external users 

and the limitations with them. Section 7 . 6  therefore only deals with the 

limitations of external user involvement. 

The interviews revealed that the limitations are clustered around different phases 

of the product development and lifecycle processes: products currently in 
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development, feedback on launched products and development of future products 

and concepts. 
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future 
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improve a product they wouldn't have a clue 

. In my area the user has a very low level of Limited product 
understanding understanding by user 

Figure 7.4 Limitations of the Involvement of End-Users 
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7.6 .2 Limitations Regarding Products Currently in Development 

Two issues were raised regarding products currently in development: bias and 

misrepresentation, and 'bland' products lacking innovativeness . 

One of the problems already mentioned in this chapter with involving external 

end-users is how to obtain a representative cross-section of the desired target 

market. Much of the literature written on involving end-users is from a scientific 

and industrial background where the numbers of users and size of target markets 

are far smaller (e.g. Parkinson 198 1 ,  1 982, von Rippel 1978, 1988) .  In consumer 

durables, the markets are very large and, in the opinion of the respondents, this 

makes it more difficult to obtain a representative sample : 

"Unless you do a very large number it ' s  not going to be representative 
and you're going to skew your results if you're not careful." (Plastic 
Products) 

The results reveal that the interviewees are somewhat nervous about the reliability 

and validity of results from the involvement of end-users during the product 

development process :  

"The biggest fear I have with focus groups is the bias that comes into 
it ." (Knives and Forks) 

Earlier in this chapter it was noted that internal users were not representative of 

the wider population. To a certain extent the involvement of internal users was an 

accepted trade-off for speed to market and keeping costs to a minimum. There is 

however an expectation that if external research is conducted then it should be 

more representative and less biased than that of involving internal users. The 

Product Development Manager from Knives and Forks was very concerned about 
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the possibility that bias might influence the results from external user research. 

As a result, she rarely used external users and when she did she claimed that she 

ensured they were as representative of the target market as possible. Other firms, 

such as Plastic Products, avoided using external users and gave bias as the main 

reason. There is always the possibility, however, that because the target markets 

are so big the real reason is that they cannot be bothered to make contact with 

target users and obtain a representative sample, or that they do not consider it to 

be sufficiently important to make the effort. Given the ability to generalise to a 

wider population from a sample, it is likely that apathy might form a part of the 

real reason for not involving external users . This is particularly possible in the 

cases in this study, given that all the target markets for the products were based in 

the UK, and the companies selling the products through retail outlets in the UK. 

As a result, the users should have been fairly easy to contact and involve at some 

point in the product development process .  As mentioned in reference to van 

Hippel' s  work, the user in today's  UK consumer culture is actually relatively easy 

to contact via email and the internet and there are a number of options open to 

product developers based in the same country as their target market ( as all these 

were), including, for example, virtual product testing groups via the internet, 

emailing previous product users and so on. The interviewees demonstrated a 

comprehensive lack of desire to engage with and use technology to contact their 

product users. 

A further reason may be inherent in the retail nature of consumer durable 

products. In recent years retailers have made considerable efforts to get to know 
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their consumers through the development of such tools as loyalty cards, store 

credit cards and database marketing. The manufacturers, however, show far less 

inclination to gather and use such information. This reluctance may exist because 

they feel more removed from the consumer due to the presence of the 

intermediaries and this would also affect their motivation for using technology to 

communicate with their users. It is clear that they regard external user 

involvement in the product development process as being limited by bias and lack 

of representativeness, even though these aspects could be overcome through the 

use of sampling techniques. Overall, most interviewees indicated that they 

interacted more with the retailers than with their target market, despite being 

based in the same country . 

In addition to the issues of bias some interviewees also commented that the results 

from the involvement of external users were of little value. Respondents 

commented that the involvement of external users can lead to bland products with 

no innovativeness or originality: 

" . .  . it 's like design by committee and you end up with everything 
looking the same" (The Cutler) 

" . . .  the consumers were able to deliver no insights at all because they 
just couldn' t  get their heads around the material that we were 
researching with." (The Garden Hose) 

The Product Development Manager from The Storage Solution also commented 

that end-users for consumer durable products cannot be expected to provide 

innovative insights and design suggestions :  
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"I think the problem i s  that most people, and why should they be 
anything else, are not necessarily very innovative, imaginative or 
creative."  (The Storage Solution) 

There is a difference on this i ssue between the development of consumer durables 

and industrial or scientific products, where ' lead users' are likely to be able to 

make helpful design suggestions (von Hippel 1 9 8 8). The expectations of external 

users by the development team in consumer durable products should be fairly low 

and their involvement should come later in the process .  This also confirms results 

discussed earlier in this chapter : that the involvement of external end-users is 

primarily for confirmation of design decisions already made. 

Two main stages of the product development process have been highlighted here : 

the design stage and prototype-testing. Involvement of users at the design stage 

could lead to 'bland' products whereas the problem with prototype-testing is the 

representativeness of the target market and therefore the validity and reliability of 

the data that is obtained .  The stages after the launch has taken place and the 

generation of ideas for future improvements and products are also fraught with 

problems. The following section discusses the results on the limitations of end

users for launched products .  

7 .6 .3 Limitations Regarding Launched Products 

Although launched products are included in product lifecycle management in 

marketing textbooks, and not usually new product development, a number of 

interviewees raised points about limitations of external end-users specifically 

regarding to launched products . 
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None of the companies were interested in consciously obtaining feedback from 

their end-users once the product had been launched. All of the firms used sales as 

their primary indicator of success. The respondents also assumed that if the 

retailer was placing orders for further stock then the product must be selling well . 

The only feedback obtained from the end-user was when something went wrong 

with the product, and users complained. Some companies had customer services 

departments in place to deal with these complaints but the main limitation is that 

this is predominantly negative feedback. The following quotations illustrate this :  

"From the actual customers . . .  you tend only to get negative 
feedback. . .  which is understandable in the sense that if they [the 
products] start falling apart and giving problems you get lots of 
letters." (Plastic Products) 

" . . .  what we do have is a consumer services hotline . .  . if we get any 
returns then for the first - certainly for the first year of a new product, 
then they' re all analysed. "  (The Garden Hose) 

None of the case study companies used other methods for obtaining feedback after 

the product was launched. A key issue here is that consumer services feedback is 

purely related to errors with the product and is not designed to give information 

on positive aspects of the product. As the majority of the companies however do 

not have any facility for obtaining positive feedback this is due to limitations of 

the system rather than limitations with the end-users per se . 

The view taken by most of the interviewees was that end-users lacked insight and 

offered little of value for alterations or improvements to the product. 
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7.6 .4 Limitations Regarding the Development of Future Products 

Several respondents commented on a lack of insight and innovation on the part of 

the end-users regarding their future needs. One interviewee from The Storage 

Solution commented that the product designers and development team should not 

really expect the end-user to be anything else. Respondents considered it to be the 

job of the product development team to create products for the future based on 

their interpretation of what the end-users need and want. Three aspects were 

highlighted in the interviews : 

1 . A lack of insight and imagination on the part of the end-users 

2 .  Users not knowing what products they will want in the future 

3 .  Limited product understanding by  the user. 

These are discussed below. 

The results revealed that end-users of consumer durable products are considered 

to be lacking in insight and imagination for the development of new products : 

"What they [end-user} think is new . . .  you've probably seen 
somewhere half the time, or it' s a variation on a theme." (The 
Bakeware Company) 

" . . .  at the end of the day all you're asking people is what they would 
l ike from what they know" (The Cutler) 

Two companies, The Storage Solution and The Bakeware Company, reported that 

they had tried asking end-users to write in and suggest ideas for new products. In 

both cases this initiative had resulted in a huge response consisting largely of 

ideas that already existed in one form or another: 
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"we asked for kind of novel, innovative and new product ideas, which 
is asking a lot, fair enough but people would just go through and cut 
up an Argos catalogue and send it in bit by bit." (The Storage 
Solution) 

Experiences with involving the end-user at this particular point of product 

development were reported as being fraught with difficulties and most of the 

interviewees were not willing to try that again. Despite the problems, The Storage 

Solution had used two suggestions from the thousands they had received to cross

fertilise other new product ideas. End-users were however regarded by most of 

the case study companies as not knowing what they would want in the future : 

"Consumers haven't got a clue what they want." (The Cutler) 

" . . .  if you stopped the average lady on the street and said 'how can we 
improve this gadget? ' ,  she wouldn't have a clue ."  (Gadgets) 

The designer from The Cutler was particularly derisive about involving users for 

future product design. Although the other companies generally agreed that 

involving users to generate ideas was not helpful, his comments on this topic are 

particularly illustrative : 

"What 's  going to sell in the future y 'know if you'd have put the Apple 
IMAC into a focus group you can bet your bottom dollar it wouldn't 
have got through and if it had have done it wouldn't have come out in 
the same guise it has now. And one of the problems with car design in 
the late 80s, early 90s was . . .  everything was put through consumer 
panels and . .  . if only 1 5  percent of people . . .  expressed a dislike for 
something . . .  Ford would have then chopped it off that product and 
redesigned it which is just completely ridiculous and what happens 
then is it' s like design by committee and you end with everything 
looking the same . .  . I  remember 'Top Gear' and Jeremy Clarkson in 
about 1 990/9 1 where he got . . .  six saloon cars, all in white, took all the 
badges off them and said . . .  'who makes which of these? ' and you 
couldn't tell because they all looked the same" (The Cutler) 
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The design function in this company was particularly strong and the primary 

responsibility for the product development process rested with the industrial 

designer quoted above. In the majority of the other case companies, responsibility 

for product development rested with marketing managers or product development 

managers who came from either a marketing or an engineering background. To a 

certain extent this explains the strength of feeling expressed by the designer in 

The Cutler. He had recently studied marketing and was very much against the 

practice of asking consumers what they want. His solution to the problem is 

explained below: 

"My ideal . . . is - go and ask people what they want and then let the 
design people interpret that . . .  rather than say 'Do you like this?"' 

(The Cutler) 

The Storage Solution had asked people first and then interpreted the basic ideas, 

as discussed earlier. They developed and interpreted two ideas further from the 

masses they had received. It was not however a resource-efficient method of 

generating new product ideas but instead a very time-consuming technique which 

resulted in only two ideas. Not many for a company that tried to develop lots of 

innovative ideas quickly .  

The product development literature from an industrial and scientific perspective 

differs significantly from the results of this study, regarding the generation of 

ideas from users. In consumer durables, the consumers are considered to lack 

knowledge and insight. As a result they fail to have an understanding of what 

they would like in the future. In scientific and industrial spheres however the lead 

user is able to see how products could be improved to meet their needs better. In 
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many cases users even make the alterations themselves. Von Hippel' s (1 988) 

argument was that companies should tap into this body of knowledge whereas in 

consumer durables this is not a situation that even exists. 

An important aspect in interpreting the differences in users between industrial and 

consumer markets is the user's level of understanding of the product. In 

consumer durables, although the products themselves are not necessarily 

classified as being high-technology products, a degree of specialist knowledge is 

necessary for the construction and design of the product, often referred to in the 

interviews as materials technology. The average user does not have this 

information and does not require it in order to use the product effectively: 

" . . . in my area the customer [user] has a very low· level of 
understanding. Therefore . .  . its more of 'does it look pretty? ' kind of 
thing." (Knives and Forks) 

Although the above observation may sound patronising to the user, the 

interviewee went on to explain : 

"And I suppose in that situation the customer' s [user] not being 
ignorant, they' re just saying 'that information' s irrelevant to me, that's 
your job as a technical person." (Knives and Forks) 

7 .6 .5  Conclusions 

The limitations of involving end-users have been focused on a lack of 

imagination, insight and technical understanding that the user has or can be 

expected to have. These limitations differentiate consumer product development 

from industrial, where the user is expected to have more knowledge and therefore 

can contribute to the creation of new products (von Hippel 1988). Fundamental to 
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these limitations is the role that consumers expect of household products. On the 

whole, consumers buy potato peelers, for example, to perform a specific task and 

to make life easier for them. These products, provided they work well, fit into the 

general pattern of everyday living and are taken for granted. Much greater 

emphasis is placed on scientific and industrial products which affect the outcomes 

of experiments or other products being made. 

7.7 Conclusions to Stage Three Results Part A 

A number of factors have emerged from the case studies that are not found in the 

NPD literature . The literature does not refer to the involvement of internal users 

or retailers because of the predominant industrial contexts ,  although the design 

studies conducted into the clothing industry indicate that retailer-involvement is 

becoming increasingly common (Abecassis-Moedas 2003). This study has shown 

a heavy dependency in product development on internal users and retailers . There 

has been emphasis on the informality of the product testing process and that 

company employees provide an easily accessible and cost-efficient resource for 

product testing. This study has revealed however that internal users' opinions are 

regarded with some suspicion and a number of interviewees commented that they 

would not consider employees to be typical of their target market. Interestingly, 

this perspective was not deemed to extend to the opinions of the developers 

themselves. The interviewees referred to themselves as 'typical' users of the 

products they were designing and regarded their opinions as being representative 

of the wider market . 
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External users were also considered to be typical of the target market and some 

interviewees referred to their efforts to try and ensure a representative sample 

wherever possible. These users were mainly involved in prototype-testing, 

although some were also recruited for need-identification. The involvement of 

these users after the product launch in complaints about products was also widely 

recognised although the numbers were fairly low. 

The involvement of external users was generally more scant than that of retailers 

and internal users . Some reasons such as the confidentiality of the project explain 

this lack of involvement and in almost all cases the involvement of external users 

was secondary to that of internal users. Internal users were often engaged first to 

give their opinions before the product was tested on external users . The reasons 

for using internal users first are largely due to cost, convenience and speed. 

Alterations based on internal users' opinions early in the process are cheaper and 

quicker than later in the process once the product has been tested externally . 

Some interviewees mentioned that confidentiality in a highly competitive market 

is essential in the early stages of development. It is not always possible to take a 

product out to external users at an early stage in development, yet a feedback 

mechanism is deemed to be expedient for the development process. The internal 

users provide such a mechanism. Alterations are able to made early in the process 

decreasing both cost and speed to market. Tests with external users were largely 

described as generating 'rosy-glow' type feelings and all interviewees said they 

would be surprised if any alterations other than minor ' tweaks' would be 

necessary after external testing. 
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In some cases internal testing replaced external testing altogether and this was 

largely due to manufacturer confidence in the product. The replacement with 

internal testing was linked with the degree of 'fit' the product had with 

previously-developed products. In other words, where only minor, incremental 

improvements were being made, developers generally did not bother with external 

testing. They had confidence that the product would be successful based on their 

experiences with previous, similar products. Speed to market was seen here to be 

more important than testing the product with external users . 

Involvement of users generally had both difficulties and limitations. Consumers 

were considered to lack foresight, insight and imagination when it came to 

generating concepts or ideas for future products. This however was considered to 

be understandable by the interviewees; consumers should not be expected to be 

anything else and, after all, it is the job of the product developers to have 

imagination and vision. As a result, it was felt that users could only be involved 

in product development in a fairly l imited manner. Their usefulness was 

considered to be focused around giving the developers a ' feel' for how well a 

product would be accepted, together with the more aesthetic aspects. 

It was found in Stage Three that retailers had a significant impact on the product 

development process. Retailers were often involved in collaborations with 

manufacturers on certain products , or suggested new product ideas to product 

developers. New ideas often came about as a result of what they wanted to sell in 

the shops rather than from suggestions direct from end-users, although this can be 
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viewed as another method of obtaining the user's perspective through an 

intermediary. The increase in retailer-involvement in recent years is in common 

with other consumer�products sectors where retailers are moving up the supply 

chain and becoming involved in design and manufacture. In the clothing industry 

retailers are seen as trying to take control of the whole supply chain and this 

situation may be mirrored in consumer durables (Abecassis-Moedas 2003). The 

interviewees in this study commented that the multiple retailers have significant 

power and they may therefore be seen as exercising control over the design and 

manufacture of new products in housewares and garden products. 

This level of retailer control was indicated by many respondents who found it very 

difficult to get many of the larger retailers to take new or more innovative 

products. The difficulty in getting products accepted by retailers was perceived as 

a factor in inhibiting innovation in the housewares and garden products markets . 

In addition, the relationship with the buyer was perceived to be key in getting the 

product to market, but many respondents stated that the buyers of the multiples 

were ignorant of the market or had certain quotas that they had to fill. As a result, 

manufacturers felt the need to involve buyers later in the process in giving their 

opinions on prototypes. This ' courting' process was primarily conducted for the 

benefit of the manufacturer in order to obtain shelf-space for the product, rather 

than to obtain feedback on the function or aesthetics of the product. 

The result of consolidation and supplier rationalisation in the household goods 

sector is that most of the NPD described in these interviews was retailer focused 
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rather than consumer focused. The manufacturers in this study perceived this as 

being detrimental to innovation, but it does not necessarily mean that product 

development overall is less focused on the needs of the end-user. The retailer is 

seen in the clothing industry as the player in the supply chain best placed to give 

replenishment data on successful products, to identify new trends and integrate 

them into new products (Abecassis-Moedas 2003) .  

I t  was noticeable that the relationship with the smaller, independent retailers was 

perceived to be better than that with the multiples. There was less of a 'battle ' for 

control of the supply chain with smaller independent retailers . Two interviewees 

commented that involving independent retailers at the beginning of the product 

development process was very helpful in identifying opportunities for new 

products, and they were seen as being ' close to the market' ,  as described in the 

clothing industry literature. 

The following chapter, Chapter Eight, explores these themes in more detail and in 

specific relation to the NPD process used for the successful product that each case 

company self-selected. 
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Chapter Eight - Stage Three: Results Part B 

8.1 Introduction 

The previous chapter, Chapter Seven, discussed the results from the case studies 

regarding user involvement at a general level. The interviewees were also asked 

to select a successful product launched within the previous two years and to 

discuss the NPD process used for that particular product, with a specific focus on 

user-involvement. This chapter, Chapter Eight, reports those findings .  

The figures in section 8 . 2  illustrate the NPD processes employed by each 

company for their successful product. In addition, the complexity score of each 

product, as measured in Stage 3 is included with each figure. Each process is 

mapped against the main phases of a textbook product development process and 

then discussed. 

8.2 The NPD Processes 

There is no definitive model of the NPD process because the process itself is 

individual to each company. The process depends on a number of variables 

including the type of product and degree of novelty. In addition, the process may 

not have a clear end as it may lead to the development of further products from 

one idea (Hart and Baker 1 994) . For the purpose of mapping the processes 

adopted by the Stage Three companies, Cooper ' s ( 1 983)  NPD process is used. 

This has been used in his research as a basis for identifying whether less 

successful firms missed out stages in the process, or indeed performed them 
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poorly. There are seven key stages which contain a number of activities and a 

decision point at which the firm chooses whether to advance any further with the 

product. Table 8 . 1 below delineates the key stages in more detail : 

Table 8.1 The Key Stages of Cooper's NPD Process (Cooper 1983) 

Idea generation and initial screening Identification and evaluation of a 
product idea whether from a perceived 
market need or a technological 
discovery. 

Preliminary assessment This includes commitment of resources 
to evaluate the feasibility of the project. 
Involves market and technical 
assessments. 

Concept Further definition of the product, its 
target market and existing competitors . 
The concept delineates the benefits and 
features of the product, rather than just 
the idea. The final activity in this stage 
is the concept test with potential users. 
This obtains an initial impression of the 
potential level of market acceptance of 
the product and any necessary 
modifications from the users' 
perspectives. 

Development The actual development of the product, 
starting with the production of a 
prototype. At the same time a market 
plan is developed. 

Testing Prototypes are tested in-house for 
technical problems and samples are 
tested externally to evaluate the design. 

Trial Pilots of the commercial side including 
trial production, test marketing and pre-
commercialisation business analysis. 

Launch Full-scale production and the full-scale 
marketing plan 
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Figure 8.1 The Cutler 

1 .  Product complexity score on 1 -7 scale: 2 .83 

Idea 

Preliminary 

Concept 

Development 

Testing 

Trial 

! :mnch 

1 .  Brainstormed product ideas with 
their CUistomer (the retailer) . 

2 .  Design brief drawn up detailing 
target price and margins. 

3 .  Internal designer drew u p  initial 
sketches by hand. 

4. Reviewed internally. 
5 .  CAD models and computer-aided 

2D visuals produced. 
6 .  Customer (retailer) reviewed the 

above graphics. 
7. Iterations involving further 

computer-aided 2D visuals being 
produced. 

8 .  Reviewed and agreed by the 
customer. 

9. Non-working prototype produced. 
1 0 . Prototype agreed by the customer. 
1 1 . Tooling. 
1 2 . Final internal panel reviewed 

prototypes. 
1 3 .  First-off tool samples produced. 
1 4 . Samples checked against the design. 
1 5 .  Samples tested externally  on user 

trials :  feedback logged formally on 
forms. 

1 6 . Samples tested internally at home by 
the design team. 

1 7 . Samples tested with an external 
safety-testing house to ensure they 
confonn to necessary health and 
safety criteria. 

1 8 . P roduct ion. 
l 9 .  Packaging 

I 
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Figure 8.2 The Mill-Maker 

Product complexity score on 1 -7 scale: 3 . 1 7  

Idea 

Preliminary 

Concept 

Development 

Testing 

Trial 

L.aunch 

1 .  Brainstormed ideas with external 
designer and overseas 
di stribllltor. 

2 .  Developed design brief. 
3 .  Initial conceptualisation 

including sketches, costings and 
justification. 

4. Detailed CAD drawings .  
5 .  Detailed costings and 

justification. 
6. Initial samples. 
7 .  Internal testing with members of 

staff. 
8 .  External user trials. 
9. Samples tested with external 

safety-testing house. 
1 0 . Approval by team of final 

design. 
l 1 .  Data sent to manufacturers. 
1 2 .  First samples. 
l 3 .  Manufacture . 
1 4 . Launch .  
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Figure 8.3 The Lounger 

Product complexity score on 1 -7 scale: 2 . 1 7  

Idea 

Preliminary 

Concept 

Development 

Testing 

Trial 

Launch 

1 .  Internal brainstorm to generate 
product idea. 

2 .  External designer brought in  to 
design product. 

3 .  Initial drawings on paper. 
4 .  Team review of drawings. 
5. Development of miniature 

models. 
6. Team review of models. 
7. Development of full-scale 

models. 
8. Opinions solicited from retailers . 
9 .  Mouldings commissioned. 
1 0 . Internal staff opinions sought. 
1 1 . Independent safety standards 

tested. 
1 2 . Manufacture . 
1 3 . Launch. 
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Figure 8.4 Kitchen Gadgets 

Product complexity score on 1 -7 scale: 1 .67 

Idea 

Preliminary 
I .  Feedback from 

product range via 
2 .  Initial designs by product 

Concept development team. 
3. Internal discussions on designs. 
4. Samples produced. 
5. Internal testing by product 

development staff. 
Development 6 .  Opinions sought from 

independent retailers. 
7. Design iterations and packaging 

developed. 
H .  

Testing (' ' 

Trial 
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Figure 8.5 The Clothes Peg 

Product complexity score on 1 -7 scale: 2 . 1 7  

Idea 

Preliminary 

Concept 

Development 

Testing 

Trial 

!Launch 

l .  lidea generated by fami ly 
2 .  Development of concept 
3 .  Initial model 
4. Five concept mouldings 

produced by external designers 
5 .  Minor improvements to design 
6. Prototyping for material 

development 
7 .  Testing with family and friends 
8 .  Minor design iterations 
9 .  Testing with external users 
1 0 . Minor alterations 
l 
1 ') 
a ..:_ . 
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Figure 8.6 The Coffee Pot 

Product complexity score on 1 -7 scale: 2.83 

Idea 

Preliminary 

Concept 

Development 

Testing 

Trial 

Launch 

1 .  Idea from external 
2. Evaluation of existing products 

in market conducted 
3. Initial designs drawn up 
4. Minor iterations 
5. Non-working models produced 
6. Development of materials 
7. Design iterations 
8 .  
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Figure 8. 7 The Desk Lamp 

Product complexity score on 1 -7 scale: 3 .3 3  

Idea 

Preliminary 

Concept 

Development 

Testing 

Trial 

1 .  Idea generated from 
possibi lity of adapting previous 
products to new 

2 .  Discussion with retailers about 
existing products in market 

3 .  Informal observations of 
existing products 

4. Observations of people using 
existing products 

5 .  Sent firm's  existing product to 
users to ask for feedback for 
adaptation to domestic use 

6 .  Design 
7. Design iterations 
8 .  Prototypes developed 
9 .  Prototypes tested externally 
1 0 . Prototypes tested internally with 

staff 
1 1 . Design iterations 

') 
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Figure 8.8 The Storage Solution 

Product complexity score on 1 -7 scale: 1 .50 

Idea 

Preliminary 

Concept 

Development 

Testing 

Trial 

l . Brainstormed idea 
2. Developed design brief 
3. Conducted initial research into 

existing products 
4. Developed concept 
5. Tested concept internally with 

people from warehouse 
6. Concept redefinition 
7. Designs on CAD 
8. Internal iterations of the design 

on-screen 
9.  

I G .  

298 



Chapter Eight - Stage Three: Results Part B 

Figure 8.9 The Garden Hose 

Product complexity score on 1 -7 scale: 3 . 1  7 

Idea L Talked to consumers about 
with products 

2 .  Outline concept brief drawn up 
3 .  Designers drew up initial 

Preliminary drawings and refined brief 
4 .  Concepts and sketches 

developed 
5 .  Concepts discussed with several 

trusted retailers 
Concept 6 .  Concept iterations 

7 .  Final concept agreed by 
development team 

8 .  Non-working prototypes 

Development developed 
9. Design iterations 
1 0. Working prototypes developed 
1 1 . Tested internally at home by 

development team 

Testing 
1 2. Packaging designed 
1 3 .  Packaging and prototypes tested 

with consumers 
1 4. Design iterations 
l 5 .  w.:wre 
1 6 . 

Trial 
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Figure 8.10 The Ring Pull 

Product complexity score on 1-7 scale: 2.17 

Idea 

Preliminary 

Concept 

Development 

Testing 

Trial 

l . Idea introduced by a friend 
2. Developed various designs 
3. Iterations to get design and 

materials right 
4. Internal testing on friends and 

family 
5. External testing with consumers 
6. Detailed market analysis 
7. Further external consumer tests 
8. Design refinements 

1v1anufactun: 
Launch 
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Figure 8.1 1  Plastic Products 

Product complexity score on 1 -7 scale: 1 .50 

Idea 

Idea generated from discussions 

Preliminary with and force 
2 .  Concept development 
3 .  Initial designs on  paper 
4. Further design i terations on 

CAD 
Concept 5 .  Salesforce invited to comment 

on designs 
6 .  Prototypes made 
7 .  Internal comments on 

Development prototypes sought 
8 .  Retailers asked for comments 
9 .  Design iterations 

i\fanufa..:tme 
I L  

Testing 

Trial 

l . aunc :; 
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Figure 8.12 Garden Gadgets 

Product complexity score on 1-7 scale: 1.83 

Idea 

Preliminary 

Concept 

Development 

Testing 

Trial 

1 .  emerged identifying 
in market 

2. Initial designs and concepts 
drawn on paper 

3 .  Mock-ups made by  external 
designer 

4 .  Tested with friends and family 
5. Retailers asked for their 

op1ruons 
6. Tested with employees in 

warehouse 
7. Design iterations 
8. Packaging design 
9. Manufoctun: 
0 .  Launc  
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Figure 8.13 The Bakeware Company 

Product complexity score on 1 -7 scale: 2.00 

Idea 

Preliminary 

Concept 

Development 

Testing 

Trial 

l . a unc : ,  

l .  Idea came from new trends in 
market 

2. Design brief drawn up 
3 .  External designers developed 

initial designs 
4 .  Agreed by  development team 
5. Designs drawn up on CAD 
6. Minor iterations 
7. Models made 
8.  Models shown to major retailers 

for comments 
9. Focus groups with consumers 

held to gain their opinions. 
1 0. Business and marketing plans 

drawn up 
1 1 . Design iterations 
1 2. Checked market for design 

details 
1 3. Design adjustments 
14. Opinions from factory staff 

sought 
1 5. External user trials. 
16. Minor iterations 

7 .. 1\,1:.mufacture 
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Figure 8.14 Knives and Forks 

Product complexity score on 1 -7 scale: 2.25 

Idea 

Preliminary 

1 .  Idea stimulated 
sales of old product 

2 .  Design brief drawn up 
Concept 3 .  Initial design and concepts 

drawn up 
4. Comments sought from factory 

staff on concepts 

Development 
5. Design refined and agreed 
6 .  Further design refinements 
7. Safety testing 
8 .  External consumer testing 
9 .  Packaging design 
I U . 

Testing l l 

Trial 
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Figure 8.15 The Spade 

Product complexity score on 1-7 scale: 3.63 

Idea 

Preliminary 

Concept 

Development 

Testing 

Trial 

1 .  Developed i dea from 
observation of 

2. Initial concepts developed 
3 .  Concepts refined 
4 .  Initial model built 
5 .  Model tested externally 
6 .  Further models built 
7 .  Models tested internally with 

development team 
8. Design i terations 
9 .  Further models tested externally 

with users with special 
requirements 

10. Models tested with retailers 
1 1. Design iterations 
12. Further working prototypes 

developed 
13 . Further internal testing 
14. Design refinements 
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Chapter Eight - Stage Three: Results Part B 

The following sections discuss the NPD processes used by each company to 

develop their successful product. A specific focus on the involvement of the 

different groups of end-users as identified earlier in this study is included. 

8 .3 .2 The Cutler 

The Cutler used a detailed and well-defined NPD process, characterised by a large 

number of review stages (nine) involving internal and external users, the design 

team and the customer (retailer) . The product was perceived as moderately 

complex and originated from brainstorming with a major customer (retailer) . A 

slow and detailed approach was taken to the development of the product and the 

process included formal external user trials, internal testing with members of the 

design team and checkpoints with the retailer. The Cutler did not do a detailed 

Preliminary assessment as identified by Cooper, but did produce target prices and 

margins in the design brief. 

8 . 3 . 3  The Mill-Maker 

The Mill-Maker was also a medium-sized company but with a more complex 

product than The Cutler. The Mill-Maker included three product-testing stages: 

internal, external and safety testing. Following these there was also a further 

internal approval of the final design. In contrast to The Cutler, the Mill-Maker 

incorporated two stages of detailed costings and justification for the product. This 

is probably one result of the NPD process having been completely overhauled by 
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the management of The Mill-Maker after it underwent a Management Buy-Out 

(MBO). At that point, the company underwent a complete financial review and 

whereas it had been the case previously that if the chairman like an idea, the 

company produced it, financial j ustifications for products are now more 

important: 

" . . .  basically when I joined the business which was seven years ago, I 
used to sit down with the chairman and he'd  say, 'well, this is what I 
think we need' .  And I 'd go away and design it. Life is not like that 
now . . . because y'know, you have to justify what you're producing 
because you've got to spend." 

The Mill-Maker has now produced an NPD process which is focused on getting 

the product right first-time, whether that takes a long time or not. The company is 

focused on its core business: the production of high-quality and innovative salt 

and pepper mills, and therefore occupies a niche market. Being first-to-market is 

of less importance to the company than getting the product right first time. 

8.3 .4. The Lounger 

The Lounger is a large company with a product of mid to low complexity. The 

NPD process was conducted with greater speed than either The Cutler or The 

Mill-Maker. There was no analysis or projection of costings and no detailed 

justification for the development of the product. Instead, there was a greater focus 

on the design and development of the product as quickly as possible in order to 

respond to changes in the weather which significantly affects the demand for the 

company' s  products. The products themselves are not complex to manufacture 

and the production process involves injection-moulding, on site in the UK. The 

testing of the prototypes and models was restricted to internal employees and 

307 



Chapter Eight - Stage Three: Results Part B 

opinions solicited from the retailers, although these were mainly for the purpose 

of trying to obtain shelf-space and advance orders for the product. The company 

is in a highly competitive area of the market and in contrast to The Mill-Maker, 

being first-to-market is of great importance. In addition, the NPD process must be 

flexible enough to respond quickly to changes in the weather. Good weather 

increases the demand for more and varied garden furniture and necessitates fast 

response times for new products and sufficient quantity to be able to supply the 

demand. 

8.3 .5 Kitchen Gadgets 

Kitchen Gadgets is a small firm with a very low product complexity. The NPD 

process was characterised by being very short and fast. This was due to the 

simplicity of the product and the fact that a lot of their NPD is based on product 

re-design and re-packaging. The driving force for the development of this 

particular product, in common with the majority of their other products, was a 

suggestion from retailers via conversation with the company's salesforce. The 

Preliminary assessment stage of the NPD process was completely omitted and no 

costings nor justification were drawn up. The product was only tested internally 

but the product development team although the salesforce did take it out to 

retailers to seek their initial responses. In common with The Lounger, the primary 

purpose behind this was to 'court' shelfspace for the product. Largely because 

this was a redesign and repack of an existing product, the company pushed the 

development of the product through very quickly. 
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8.3 .6 The Clothes Peg 

The Clothes Peg is a micro-sized company with a moderately complex product. 

This particular product was the reason for the creation of the firm and The Clothes 

Peg took a considerable amount of time in development largely as a result of the 

need to ensure that the materials for the product itself were correct. The majority 

of the NPD process was focused on getting the design and the materials, a plastic 

polymer, right and as a result, l ittle time was spent on the initial concept once the 

idea had first been generated. Getting the materials right took the company the 

best part of twelve months . In addition, in keeping with the highly entrepreneurial 

spirit of the company, there was no evidence of costings and justifications having 

been conducted -just a belief that this was a viable product. The majority of 

testing occurred at stage seven of the process, after the materials had been okayed, 

with family members and friends. Further design iterations were then made and 

the testing was widened out to external users who were sent samples of the 

product and invited to give feedback to the company. By this stage, relatively few 

changes were likely to be made. The considerable investment of time, testing and 

alterations occurred earlier in the process and the testing was centred around 

internal users and friends and family primarily for financial reasons. Despite this, 

the emphasis was on getting the product right rather than on getting it to market 

quickly: 

" . . .  we needed to really stabilise the material . . . we don't want the peg 
to last forever because that would defeat the whole object of the 
capital investment that we've made. But obviously . . . it had got to be 
better than the cheap Chinese imports . . .  and those were really the 
mainstay of the development work that we did on the materials and 
y'know it took us a long time to actually get the right sort of 
hermapolymer and the right sort of flow characteristics." 

309 



Chapter Eight - Stage Three: Results Part B 

8 . 3 . 7  The Coffee Pot 

The Coffee Pot, a small company with a moderate to high level of product 

complexity, took an Expediency strategy for its successful product. Figure 7 .6  

indicates a difference from most of the other companies in Stage Three in that 

there were no tests with users at all and the company conducted a detailed 

evaluation of the existing products in the highly competitive sector of the market 

that they were about to enter. It was partly due to the intensity of competition 

along with a desire to be first to market with this particular innovative twist on an 

existing product, that ensured that the company focused on reducing their lead 

time for this product. There was also an emphasis on not wanting to test 

prototypes externally for fear of being copied and beaten in terms of time-to

market: 

" . . . we do like to move quickly in product development 
because . . .  y 'know nobody has a monopoly on a good idea for any real 
length of time and speed to market is absolutely critical . . .  We felt it 
was better to actually keep quiet about the product and just get on and 
do it." 

As a result the NPD process was followed through rapidly with no user testing. 

8 . 3 . 8  The Desk Lamp 

The Desk-Lamp is a micro-sized company with fewer than five employees as per 

EU/DTI guidelines. It also produced one of the higher-complexity products 

which was tested with two different groups of users : internal and external, and 

observations of people using existing products were conducted in the earlier 

stages of the process . Specifically, this product was an adaptation of an existing 

product but for a completely different, consumer rather than industrial, market. 
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As a result of moving into a completely new (for the company) market, The Desk

Lamp spent more time than many other firms in Stage Three in the Preliminary 

assessment phase. Before deciding to proceed with the product development, the 

development team observed their competitors' products and researched 

thoroughly the current market. They then used the existing industrial products as 

initial prototypes and tested those externally before developing the consumer

aimed prototypes and testing those both externally and internally. The company 

followed a careful and time-consuming process for two main reasons: firstly, the 

market they were entering is highly competitive and they wanted to ensure that 

they had a superior product in order to command a niche. Secondly, this was the 

first time they had entered the consumer market and they wanted to be sure that 

this was the right move for the company before fully committing all the necessary 

resources to it. The interviewees described the NPD process for this product ( and 

the company generally) as operating on 'gut feel' , but they went to some lengths 

to verify the ' gut feel' through various forms of market research. 

8 . 3 . 9  The Storage Solution 

The Storage Solution is a large company which, along with Plastic Products, has 

the least complex of the fifteen products. The NPD process for this product was 

characterised by speed to market. Similar to The Lounger, the market within 

which the company operates is highly competitive and although the company tries 

to be innovative with its products it recognises that the only way to sell the 

volume they need to achieve is by being first to market with any new products. 

This particular product was completely new to the firm, but its low complexity, 
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simple design and wide appeal meant that the company was not concerned about 

the risk it might be taking. In fact, the product was of a relatively low risk to the 

company. This is in keeping with the company's philosophy of turning out a 

constant supply of new and innovative products very quickly. As a result, very 

little time was spent on the latter stages of the process and most of the focus was 

on getting the concept and initial designs right . Some preliminary assessment of 

existing products was conducted but the company followed its usual practise with 

by moving 

" . . .  very quickly from an idea into production" 

with this particular product. 

8.3 .10 The Garden Hose 

The Garden Hose is a large company but in contrast to the Storage Solution had a 

product with a fairly high level of complexity. The Garden Hose has a structured 

NPD process and took considerable care and time in developing this product 

which was a completely new concept for the company and came out of research 

conducted with consumers . Although part of tl1e core business, this product was 

considered by the firm to be highly innovative both for them and their market. 

The company followed most of the NPD process stages identified by Cooper in a 

sequential order, although in common with nine other Stage Three companies they 

omitted the Preliminary assessment phase. The outline concept brief evaluated 

competitors' products in the marketplace and quantified the opportunity for the 

new product but this was not as detailed as Cooper suggests the stage should be. 

There was equal emphasis on the Concept and Development phases and concepts 
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were tested with retailers with whom the company has a longstanding 

relationship. Prototypes were tested both internally and externally. Early 

prototypes were non-working and very basic and the decision was taken not to test 

these models with consumers because the company felt confident about the 

product. Further research was conducted later in the process internally with more 

developed prototypes and then externally once the final design had been agreed. 

On the basis of the second set of testing changes were made to the product 

packaging and an extended warranty was provided with the product. 

8 . 3 . 1 1 The Ring Pull 

In contrast to the Garden Hose, the Ring Pull is a micro-sized company with a 

moderately complex product. The Ring Pull followed a less formalised and 

structured process than the Garden Hose but did also take care and time with the 

development. The process involved internally and externally testing the product, 

taking three years in development and requiring forty-five modifications . The 

original idea for the product came from a friend of the developer and, in a similar 

way to the Clothes Peg - also a micro sized company with a product of the same 

complexity - the design and development were the most important phases of the 

process; and again, similar to the Clothes Peg, the focus was on getting the 

materials right for the product. Quite far down the process, however, the Ring 

Pull did conduct a detailed market analysis to evaluate the potential marketability 

and feasibility of the product. Similar to the Clothes Peg, the Ring Pull relied on 

testing prototypes initially with friends and family largely due to finances, before 

then embarking on two external consumer tests. Although the complexity of these 
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two products is not particularly high, both companies pursued processes aimed at 

reducing risk for similar reasons : both products were the first venture for both, 

new companies and both needed considerable time in development in order to get 

the materials used right. As a result, numerous rounds of prototype testing with 

internal users and friends and family were needed before the final designs could 

be agreed upon and external testing pursued. 

8 .3 . 12 Plastic Products 

Plastic Products is a small company with a very low product complexity for its 

chosen product. Plastic Products accelerated their product development largely 

due to its simplicity and because they knew the market that it was aimed at well. 

Predominantly the simplicity of the product meant that the design team only asked 

the salesforce, other internal employees and retailers for their comments . 

Prototypes were made but after the employees and retailers had made their 

comments. One set of design iterations was made before the company pressed 

ahead with full-scale manufacture and launch. In contrast to the Storage Solution 

which also has a non-complex product and expedited the development process, 

Plastic Products was not trying to be innovative with its products at all . The 

overall ethos for product design is based on functionality and not creativity nor 

aesthetics. The origin for product developments often comes from the retailer for 

this company, as it did with this particular product. Similar to the Storage 

Solution however internal users were involved in an informal way to provide 

feedback on the products rather than investing time and money in external user 

trials .  There i s  an apparent trade-off here in terms of  resources and obtaining 
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users' opinions which leads these companies to test products internally and cut 

development times. 

8 .3 . 1 3  Garden Gadgets 

Garden Gadgets is another entrepreneurial, micro-sized company similar to the 

Ring Pull and the Clothes Peg. It too has a product of low complexity but in 

contrast to these other two firms it focused on getting the product to market 

quickly. This is largely because the market the firm operates in, whilst being a 

niche, is still extremely competitive and speed-to-market with a new idea is 

considered by the company to be important. In addition, similar to the Storage 

Solution and Plastic Products, there is a trade-off when the product is of a low 

complexity and relatively inexpensive to make between investing time and 

resources on prototype-testing and getting market faster, ahead of the competition 

and thereby selling more units, even if the designs could be improved upon. In 

the case of Garden Gadgets' product it was a more innovative adaptation of an 

existing product and family and friends were recruited to give their opinions, 

along with employees from the warehouse .  In addition, retailers were asked for 

their opinions but, similar to The Lounger, this was mainly to try and obtain 

advance orders and shelf-space rather than to test prototypes or for design 

comments. In common with the majority of the companies in this sample, Garden 

Gadgets missed out the stage of Preliminary assessment. The entrepreneur in 

charge of the company and product development stated that he worked on 'gut 

instinct' : 

" . .  . it' s just a gut reaction" 
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and ' the back of a fag packet' : 

" . . . I am really back of a fag packet. . .. Hey ! That' s a good idea. Now 
why don't  we do that?" 

rather than conducting detailed analyses of the market. 

8.3.14 The Bakeware Company 

The Bakeware Company is a medium-sized firm with a product of low to 

moderate complexity in comparison with the others in Stage Three. The product 

they identified was developed in an attempt to do something more creative and 

innovative in a very mature market. The product idea emerged from research they 

did with the target market although ultimately the company has more of a retailer

focus for their NPD : 

" . . .  so in terms of our development we tend to be led a bit, customer 
[retailer] led really." 

The company followed a fairly structured NPD process for the development this 

particular product and in common with the other companies which were trying to 

do something different, reduced risk by spending more time in testing. The 

Bakeware Company also included a detailed business plan and costings unlike 

many of the other companies in the study. The primary reason for taking some 

time (over 2 years) in development was that the company had made a significant 

investment in developing this particular product and they wanted to get it right 

first time. In addition, although the particular area of the market The Bakeware 

Company is in is highly competitive, the company was convinced of the 

innovativeness of the product and was sure that it would be first to market 

however long the development process took. This particular company commented 
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that although consumer testing had been used for this particular product they were 

not particularly enamoured with it. 

Instead, the firm preferred to encourage people within the company, particularly 

the sales-staff and factory employees, to take the prototypes home, use them and 

then feed back to the product development team their opinions. The product was 

also shown to the retailers for their opinions. This was partly to obtain advance 

orders in a similar way to The Lounger and Garden Gadgets, but also because 

these retailers were happy to give input into the design unlike the other 

companies. 

8.3 .15 Knives and Forks 

Knives and Forks is a medium-sized company with a product of moderate 

complexity when compared with the other fourteen products in the sample. The 

product selected by Knives and Forks was stimulated by the decline in sales of its 

predecessor and the development process was accelerated largely because there 

were basic structural similarities between the new and old products. In addition, 

the product manager who heads up the product development team does not trust 

the ability of users to be able to comment on anything other than the aesthetic 

design of the product. She therefore felt that for this product it was more useful to 

ask for the majority of input during the process from factory staff and the product 

development team because they have more extensive knowledge of technical side 

inherent in the product design. Later in the process, just prior to the design of the 

packaging and full-scale manufacture, she did take the product into an external 
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focus group but it was clear from the interviews that this was to back the 

information she felt she already had. If the opinions had differed significantly 

from those already formed, then she still would not have changed things: 

" . .  it' ll be at the point before implementation so they' ll be able to say ' I  
don't understand this' or ' I  don't  like the packaging' and we'll be able 
to do something about it but if they turned realistically and honestly to 
me and said ' I  don ' t  like it and I would never buy it' and that was the 
response I would seriously think twice about stopping the launch 
going ahead. That' s not because I don't  value the customers' [end
users] opinion but the actual awareness and understanding of knives, 
especially the technical . . .  people don't  understand . .  . in my area the 
customer has a very low level of understanding. Therefore . .  . it 's more 
of 'does it look pretty' kind of thing." 

The product manager placed greater emphasis on the quality of feedback 

from internal users in this area because of the technical expertise required to 

develop the product. 

The NPD process followed most of the main phases highlighted by Cooper 

except for Preliminary Assessment and Trial . This is more in line with 

some of the smaller companies with less complex products in this sample, 

such as Kitchen Gadgets, Plastic Products and Garden Gadgets, although the 

Trial phase was the most frequently omitted from this sample of companies. 

The main focus of time and attention for Knives and Forks was on 

developing the concept and refining the design and the majority of user

input came from internal sources. The sub-market of housewares in which 

this company operates is highly competitive with Far Eastern companies 

being able to match the quality of the products but at much lower prices. In 

addition, retailers ' own-brands occupy a better status in the market than 
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before with higher quality products and lower prices and brand names, such 

as Tesco, that the end-user now trusts : 

"it always comes down to price at the end of the day and its what 
people are prepared to pay for a branded proposition and I will tell 
you where before 1 0  years ago you had a Tesco £ 1 . 99 knife and a 
[brand name] £ 1 .99 knife, all 1 00 percent would have chosen the 
[brand name] knife, whereas today people say ' I 'm not bothered either 
way' and that is so dangerous for us" . 

8 .3 . 1 6  The Spade 

The Spade is a large company with the most complex product in the sample . 

The company introduced a very detailed and significant improvement to a 

very mature and basically simple product. The company focused their time 

and resources in the development and testing stages of the NPD process in 

order to get the product as good as possible first time. The product idea was 

developed from the observation of a niche in the market combined with one 

or two ' chance' comments from members of the development team. The 

process for this product was characterised by extensive testing with different 

groups of external users as well as a number of stages of testing with 

internal users . This product was also taken round to retailers, largely 

because it was an innovative redesign of a very traditional product. This is 

very similar to the Garden Hose, another large company with a product of 

fairly high complexity which was essentially an innovative development of 

an existing product. Both companies adopted NPD processes which were 

aimed at reducing risk, part of which involved taking the products to 

retailers with whom they have existing relationships .  These two companies 

perceived the retailers as being closer to the end-users than they were, 
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although neither felt that the multiple retailers such as B&Q or Homebase 

were very useful in this regard. Both companies consulted independent 

garden centre wholesalers who have been in the business for a long time. 

This form of involvement was also used to ' court' shelfspace but this was a 

secondary reason for the involvement. The Spade referred to their market as 

being highly competitive and difficult for true innovations to be developed 

with such mature products. The Spade recognised that with some of their 

other products where very little, if any, improvements or changes are made 

over time there is very little, if any, user testing incorporated into the NPD 

process. For these simpler products the firm tends to expedite its 

development whereas with the product they identified for this study, the fact 

that it was different and more complex meant that much more time was 

taken in the development process and it was tested extensively with various 

groups of users. 

8 .3 . 1 7  Conclusions 

The processes that the companies used to develop their successful products 

identify a number of important aspects : the level of perceived risk in the 

project, the level of resource commitment (time, personnel, equipment and 

finances) to the project, the level of 'fit '  that the new product has with the 

company's existing products, the level of experience the company has in a 

particular market and the degree of competitiveness the firm perceives as 

existing. These factors lead to firms adopting either a 'Risk Reduction' 

strategy or an 'Expediency' strategy. A Risk Reduction strategy exists 
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where the company attempts to alleviate the perceived risk or inexperience 

by compensating with added user-input and extra time taken in 

development. A shorter development time and less involvement of users are 

used by the company to expedite the NPD process and to get the product to 

market quickly, hence the term 'Expediency' strategy. 

In addition to the two strategies discussed above, two focuses or 'drivers' 

have been identified. The literature on NPD suggests that products originate 

from either a market 'pull' or a technological 'push' . In Chapter 2 this is 

discussed in conjunction with the capability of firms to produce 

discontinuous innovations. The firms in Stage Three of this study have all 

produced incremental innovations by the standards in the NPD literature and 

none result from a technological 'push' . They all originate from a market 

'pul l '  but two different ' drivers' were identified within this market 'pull ' :  a 

consumer/user driver or a retailer driver. These terms refer to the sources of 

the new product ideas and whether they originate from the user via market 

research, observation of market trends or a 'gut feel' for what the user 

would l ike; or whether they originate from the retailer either directly as 

requests or orders, or indirectly as suggestions to the sales force. 

Table 8.2 lists the strategy and driver for each of the successful products 

discussed in this chapter, Chapter 8 .  
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Table 8.2 Strategies and Drivers for Stage Three Successful Products 

Company Name Strategy Used NPD Driver 

The Cutler Risk Reduction Retailer 

The Mill-Maker Risk Reduction Consumer/user 

The Lounger Expediency Consumer/user 

Kitchen Gadgets Expediency Retailer 

The Clothes Peg Risk Reduction Consumer/user 

The Coffee Pot Expediency Consumer/user 

The Desk Lamp Risk Reduction Consumer/user 

The Storage Expediency Consumer/user 

Solution 

Garden Hose Risk Reduction Consumer/user 

The Ring Pull Risk Reduction Consumer/user 

Plastic Products Expediency Retailer 

Garden Gadgets Expediency Consumer/user 

The Bakeware Risk Reduction Consumer/user 

Company 

Knives and Forks Expediency Consumer/user 

The Spade Risk Reduction Consumer/user 

The consumer/user driver dominates this sample of successful products. The 

apparent connection between more successful products and consumer-focused 

product development is what would be expected from the success-factor literature 

which endorses a market orientation, or consumer focus, throughout product 
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development. This is also in common with the correlation between Market 

Orientation and Product Success in Stage One of this study. 

8.4 Success, Strategies and Drivers 

8.4. l Introduction 

In order to establish that successful products were being examined in these 

interviews, the success scale (Appendix F) was administered with both 

participants from each firm. The results have been compared with drivers and 

strategies identified in 8. 3 . 1 6  above. 

8.4.2 Comparison of Product Development Success, Strategies and Drivers 

The following Table, 8.3, lists the companies in the order of the most successful 

product down to the least. This ' league table' was reached after the means of both 

success questionnaires for each firm were calculated. 
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Table 8.3 Comparison of Product Development Success, Strategies and 

Drivers 

Order of Success Company Name Strategy Used NPD Driver 

1 .  The Storage Solution Expediency Consumer/user 

2 .  Garden Gadgets Expediency Consumer/user 

3 .  The Cutler Risk Reduction Retailer 

4 .  The Garden Hose Risk Reduction Consumer/user 

5 .  The Clothes Peg Risk Reduction Consumer/user 

6 .  Plastic Products Expediency Retailer 

7 .  The Desk Lamp Risk Reduction Consumer/user 

8 .  The Bakeware Company Risk Reduction Consumer/user 

9 .  The Mill-Maker Risk Reduction Consumer/user 

1 0 . The Spade Risk Reduction Consumer/user 

1 1 . The Lounger Expediency Consumer/user 

1 2 .  Kitchen Gadgets Expediency Retailer 

1 3 .  The Coffee Pot Expediency Consumer/user 

1 4. Knives and Forks Expediency Consumer/user 

1 5 .  The Ring Pull Risk Reduction Consumer/user 

The product development processes for each company shown in Figures 8 . 1 -

8 . 1 5  have also been compared and contrasted with the results in Table 8 . 3  and the 

results here are inconclusive. Within the top seven most successful products there 

are three which used the Expediency strategy, including the top two most 

successful items, and the remaining four used the Risk Reduction strategy, leaving 
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the only conclusion that both strategies contribute to success and that the data here 

is not conclusive enough to suggest that one over the other is more or less likely to 

lead to success. 

8.4.3 Summary of Success, Strategies and Drivers 

Examination of the success scores, strategies used and drivers for the new 

products reveals that the majority of products in the sample are consumer/user 

driven. This is what would be expected from the NPD literature and Stage One 

results. 

The key aspects of strategies and drivers are explored further in the following 

chapter, Chapter Nine, which develops the theory further by investigating which 

factors influence the choice of strategy and driver for each NPD proj ect. 
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Chapter Nine - Stage Four: Theory Development 

9.1 Introduction 

The aim of this study has been to identify and understand the strategies and 

drivers that guide the involvement of users in successful consumer durable NPD. 

The findings have extended existing NPD success factor theory to consumer 

durables and provided understanding of the strategies and decisions that impact on 

how user-related factors are implemented in practice. Chapter Nine discusses the 

two strategies and two drivers which have been found to determine the patterns of 

user-involvement in consumer durable NPD. The strategies and drivers have been 

developed into a matrix which was then tested with all sixty-five products from 

both stages of this study . 

The purpose of Chapter Nine is to provide additional insights into the strategies 

and drivers that have been identified as determining the patterns of user 

involvement . In other words, what is it about the firm or the product that 

encourages or discourages user involvement, or provides the stimulus for the dies 

in the first place? In essence, it is an opportunity to distil the key aspects from 

this study and build a model which may then be tested in other contexts. From 

Stage Two, the multiple regression analysis and the literature in Chapter Three, it 

was hypothesised that market orientation would play a role in determining either 

the strategy or the driver somewhere and the work detailed in this chapter was an 

attempt to clarify this and explore the impact of other variables. The chapter starts 

by describing the two strategies and uses a case to illustrate each one. 
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9.2 The Strategies: Expediency Vs. Risk Reduction 

9.2 .  l Introduction 

Section 9.2 illustrates and discusses the two strategies that have been identified 

from the findings of this research. These are illustrated in Figure 9 . 1 and are 

referred to as Expediency and Risk Reduction strategies .  

9 .2 .2 Factors Leading to Risk Reduction or Expediency Strategies 

The findings from the case studies reported in Chapter Eight identify a number of 

important aspects in NPD: the level of perceived risk in the proj ect, the level of 

resource commitment (time, personnel, equipment and finances) to the project, the 

level of 'fit' that the new product has with the company' s  existing products and 

the level of experience the company has in NPD in that particular market. For 

example, the very newest and smallest companies amongst the case studies were 

inexperienced in NPD in the consumer durables market. As a result they took 

longer in development and involved more users. High levels of perceived risk and 

resource commitment are linked with low levels of product 'fit' and NPD 

experience, although not all are necessarily applicable in each case. For example, 

high levels of perceived risk may be linked with either low levels of product 'fit' , 

i .e .  it is a very new product to the company, or a low level of experience in NPD, 

or indeed both. These factors contribute to more time taken in product 

development, more involvement of users generally in the NPD process and more 

involvement specifically of external users. Conversely low levels of perceived 

risk and resource commitment; high levels of product 'fit' and experience in NPD 
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contribute to less time taken in development, less involvement of users generally 

and less involvement specifically of external users in the NPD process. 

More involvement of users and time taken in development can be seen as a 'Risk 

Reduction' strategy, where the company is attempting to alleviate the perceived 

risk or inexperience by compensating with added user-input. Less time taken in 

development and less involvement of users can, however, be seen as an effort to 

expedite the NPD process and get the product to market quickly, hence the term 

'Expediency Strategy' . Both of the adopted strategies then feed back into the 

company' s  experience with NPD, involving users in the process and the success 

or failure of the new product. Figure 9 .1 breaks the two strategies down into more 

detail and describes how they each work in practice. 
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Expediency Strategy 

D 
Aims: 
1 .  Minimise time to market 
2 .  Minimise cost of project 

Methods : 
Will involve internal employees 
and/or the design team to give 
opinions and test prototypes. 

Benefits : 
1 .  Meets aims by 

reducing 
development 
costs and 
increasing 
speed to 
market. 

2. Maintains 
confidentiality 
of the project. 

Risk Reduction 
Strategy 

Aims: 
1 .  Ensure product is right first time 
2 .  Minimise bias of  users' opinions 

Methods : 
1 .  Will involve internal employees 

to check ideas and as an initial 
filter. 

2 .  Will also involve external users 
in several tests : to obtain 
opinions and to test prototypes. 

Benefits : 
1 .  Meets aims by 

getting the 
product right 
first time. 

2 .  Reduces costs 
in the long 
term by 
ensuring fewer 
modifications 
post-launch. 

Figure 9.1 NPD Strategy: Expediency Vs. Risk Reduction 
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9 .2 .3 Key Differences Between Expediency and Risk Reduction 

Expediency Strategy 

Use of the Expediency strategy may result in increasing bias and misrepresenting 

users ' needs and wants . As the focus is on getting the product to market as 

quickly as possible, this may necessitate expensive modifications later, post

launch. The Expediency strategy is usually used for minor alterations to existing 

products but may be used for more innovative products where the confidentiality 

of the project is key. The main focus is on getting a product to market quickly . 

Risk Reduction Strategy 

The disadvantages of this strategy are that firms need considerable resources for 

the length ohime the project takes and for the additional costs of external testing. 

There is also less control over project confidentiality when external users are 

involved. It appears to be a strategy employed for significant changes to existing 

products or new products where the primary concern is to reduce uncertainty 

associated with product development and to ensure product success as far as 

possible. The focus is on getting the product as perfect as possible first time, 

rather than being first-to-market. 

9.2.4 Discussion 

Introduction 

The diagrams in Figure 9 . 1  demonstrate that two different strategies impact on the 

decisions to involve different types of end-users during the product development 

process. From the findings of this study it has been possible to distinguish 
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between the aims and foci of the strategies, which has resulted in the terms : 

Expediency Strategy and Risk Reduction Strategy. Each strategy is discussed in 

turn and then illustrated further by two of the cases from Stage Three. 

Expediency Strategy 

The main aims of the Expediency Strategy, as the name suggests, are to expedite 

the process by minimising the amount of time taken during development and the 

cost of the development process to the company. In order to achieve these aims 

the company involves internal employees to give opinions on proposed product 

ideas and to test prototypes. In the case described to illustrate this strategy, 

however, the company in question did not undertake the prototyping stage at all in 

order to expedite the process as much as possible. 

The Expediency strategy has several advantages including being first to market 

with a new product. Whilst this is not always the best strategy for obtaining high 

market share, it is  considered to be a positive move for companies who want their 

brand to be well-recognised by users (Robinson and Fornell 1 985 ,  Urban et al 

1 986). The involvement of internal users also has the benefit of maintaining 

confidentiality for the project and thereby restricting the moves of the 

competition. Restricting the groups of users involved in NPD and speeding up the 

process are important aids to competitive advantage in the household goods 

market. 
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The Expediency Strategy however does have several disadvantages . Involving 

internal users employed within the company increases the risk of biased user input 

into the product design process. Several companies in this study described their 

employees as not being representative of the wider target market, yet they were 

still happy to place considerable reliance on their input into the development 

process. Solely involving internal users may result in products which 

misrepresent the users ' needs and wants and may miss the target market. In this 

case it is hard to see the benefits of being first to market if the company misses the 

market it is aiming at. 

Further results of the Expediency strategy may include expensive modifications to 

the products after they have been launched. This need for post-launch alterations 

somewhat negates the purpose of expediting the whole process. However, as 

illustrated by the case, late changes are not necessarily an outcome of this 

strategy, merely a possibility. 

Risk Reduction Strategy 

The Risk Reduction strategy on first sight appears to be aimed at developing 

slightly more innovative products, as illustrated by the case depicting this 

strategy. Developing these products involves more of a commitment of resources, 

time and money on the part of the company. It is therefore in its best interests to 

ensure that the product is  right first time when it is launched and does actually 

solve a problem or address genuine users ' needs. As a result the aims of this 
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strategy also include minimising the bias of users' opinions by ensuring that more 

opinions are sought throughout the process. 

The methods employed to achieve these aims focus on maximising contact with 

users and increasing the number of iterations the product goes through during the 

development process .  Internal employees, and sometimes friends and family, are 

involved initially as a filter to facilitate the selection of the most appropriate, idea, 

concept and design. Later in the process the company will go through several 

stages of testing designs and then prototypes on external users, again to minimise 

bias and to ensure that the product meets users ' requirements better than the 

competitors. 

The benefits of a Risk Reduction strategy are firstly that the company is assured 

of producing a product that will meet users ' needs better than its competitors. 

There are advantages to be obtained through not being first-to-market as later, but 

superior, products enable companies to attain good market share and a good brand 

image (Bohlmann et al 2002). In addition longer term costs can be reduced by 

ensuring that fewer iterations and modifications are needed once the product has 

been launched, the most costly stage of the process to have to make alterations. 

The disadvantages are that during the time taken in development, there could be at 

least one or two competitors ' products which are launched first . There is often 

less control over project confidentiality when large numbers of external users are 

being involved in the process and some leaks to competitors are possible. If they 

then develop their own version, as the case illustrates, they can comer some of the 
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market share the later company might have been aiming for. It has often been 

assumed that the first company to market will obtain significant advantages in 

terms of market share and brand loyalty, but the 'pioneer advantage'  literature has 

more recently proved to be inconclusive on this point. Instead competitive 

advantage depends on the value consumers place on product attributes and quality 

(Bohlmann et al 2002). 

Thirdly, companies involved in the Risk Reduction Strategy have to be able to 

absorb the higher costs of conducting extensive external testing and the longer 

duration of the product development process. These companies may be able to 

offset these costs against developing a higher quality product which can command 

a premium position in the market and a high price. But if the market is price 

sensitive, as i s  the case with highly competitive markets such as household goods, 

then this strategy may not be as beneficial as an Expediency Strategy. 

Conclusions 

These two strategies have illustrated the theory of why certain groups of users are 

involved during product development. The first strategy illustrates the importance 

of being first to market and therefore restricting the involvement of users to that of 

internal employees .  The second has focused on reducing the risks of more 

innovative product development and the importance thereof developing a higher 

quality product which meets users' needs in a superior way from that of the 

competition. This Risk Reduction Strategy therefore focuses on involving several 

different groups of users to minimise the bias of their responses. The process is 

3 34 



Chapter Nine - Stage Four - Theory Development 

lengthy but results in a superior product which will be on the market without 

modifications for some time. 

The findings from Stage Three were instrumental in the development of these two 

strategies and from the companies interviewed a number reflect these strategies in 

their product development. The following two cases were selected on the grounds 

that they are particularly illustrative of each strategy. 

9 .2 .5  The Expediency Strategy - The Storage Solution 

The Storage Solution sells direct to the end-user via a mail-order catalogue and, 

more recently, the internet. The main objective was to facilitate the ease with 

which people could buy household items, it was not intended to make the products 

cheaper than elsewhere and the company' s products are not the cheapest in the 

market. Initially the company started out by sourcing its products from elsewhere 

but in the early 1 990s, top management decided that they should be developing 

their own products primarily out of plastics . 

The product development process that emerged from the management initiative 

was a fast-track process. The development team would brainstorm ideas for new 

products themselves and then ask around the office for employees' opinions . 

Casual questions such as "Anyone think you'd  like this or not?'' were posed as the 

other members of staff were considered to be representative of the wider target 

market. The product development team would then dissect exactly what the 

product was going to look like, how it would fit together and be made. Once this 
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was done, the product was put into production and from concept to launch was 

typically a three or four month lead time which is very fast in comparison with 

other companies in this study. 

The focus of the product development was to get to the market first every time 

with each new product. The company did not want to wait until someone else had 

tested the market and established their own pricing policy. The company 

recognised that this meant that a few mistakes were often made on the way, and 

the product development began to become more fine-tuned as to the users' 

requirements over time. Initially though a number of mistakes were made and a 

few products did not sell well at all .  The numbers of failures however are small 

when the overall unit sales are considered for the successful products. 

One example of a successful product was a small plastic organiser unit to take 

remote controls and sit on a coffee table or television cabinet. The brief was 

developed from the product development team's  brainstorming meeting and one 

of the aims was to make the product as versatile as possible so that it could be 

used multi-purposefully. The product development team tried to identify what 

people' s  requirements would be for the product and how much they would be 

willing to pay for it. The team established that people would want something 

cheap and therefore the versatility of the product had to still be translated into a 

something that was cheap to manufacture.  
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Once the proposition had been developed by the team they put on sandwiches and 

coffee in the meeting room at lunchtime and requested the warehouse and office 

staff to come and give their opinions on the product concept. The feedback was 

generally concerned with how well the overall concept was accepted by these 

people, who were considered to resemble the target market for the product. The 

team wanted to know whether they had hit on a solution to a problem that people 

would pay money to have. 

Once it had been established at this meeting that the product was well accepted, 

the design was modified to make it cheap and easy to manufacture and more 

appealing to the user. From there it was manufactured and put into the catalogue. 

From idea to launch it took four months and became one of the company' s best 

selling products, selling on average one hundred and fifty thousand units per year. 

It was launched two years' ago and is still on the market doing very well today. 

Conclusions 

This case illustrates a product development process aimed primarily at being the 

first to market. Within that process is the need to reduce the cost and complexity 

of production by manufacturing the products out of plastic, very often of only one 

piece. There is less focus on ensuring that the needs and wants of the user are 

explored in detail then to make sure that the product solves a problem. The 

process is gone through rapidly and the product development team assume that 

they are representative of the target market and therefore know what the target 

market wil l  want. In addition, the product concept is tested with the employees of 
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the firm, who are felt to resemble the wider target market, but there is no 

prototype-testing or formal evaluation procedure. The focus of this case is on 

reducing the length of time taken to get the product to market. The ' gut feel ' and 

experience of those within the company therefore become crucial to the 

development of the product. In this instance it paid off, and the product has been 

one of the company ' s  best-sellers for several years . 

9 .2 .6 The Risk Reduction Strategy - The Spade 

The Spade is involved in the manufacture of garden tools. An old and well

established company, it has a well-ordered product development process which in 

recent years has been trying to develop more innovative products for the domestic 

garden tools market. Previously the product development team was focused on 

value-engineering and the incremental reduction of product development costs for 

each product. The result of this was that the products evolved extremely slowly 

and market share was not necessarily enhanced by this strategy. The focus has 

shifted recently to research and development in an attempt to develop more 

innovative products . After an analysis of the company ' s  core competencies the 

focus is now on innovating the more traditional products . 

To illustrate the implementation of the Risk Reduction Strategy in this company 

this case is focused on a product that was in development for approximately 

eighteen months. The approach was innovating a very well established design of 

a garden spade and involved changing the materials and restructuring the hilt of 

the product to make it ergonomic. The intention was to add value to what is a 
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very mature product and the aim was to reduce the physical stress that users can 

sometimes experience in their joints when using the product. 

The product development team came up with the idea of developing the product 

with an oversized handle, but this was taken further when one member of the team 

made the comment ' Oh, wouldn't it be good if you could cushion the blow' . The 

product development team investigated this idea further, researched the materials 

and design necessary to achieve that aim and developed a model where the hilt, 

working on an elastomer, gives the user some shock absorbency. This model 

constituted the first prototype. 

The first prototype is usually tested by people internal to the company. The 

product development team each take a prototype home to use for a while, along 

with five or six people across the marketing and sales functions of the company. 

After several weeks' use, the internal end-users gather together and compare their 

ideas on what was good and bad about the product. Suggestions for improvement 

are discussed and noted down and then further prototypes are constructed. 

The prototype was then taken to some external users of the product. These people 

use the products extensively as part of their business, and are not representative of 

the consumer target market at which the product is aimed. The purpose behind 

involving this group of external users was to tap into their extensive knowledge of 

outdoor tools. In this instance users can be seen to resemble von Hippel' s  (1 988) 

lead users as they can be considered as users with a high level of product 
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knowledge. This however was the only case where such users were involved 

which leads to the conclusion that it is unusual in consumer durable products to 

come across such a group . 

Following initial prototype-testing with expert-users, further amendments were 

made to the design to make it more attractive and easier to handle. Further 

prototypes were then constructed and the focus shifted slightly to developing a 

product that, it could be claimed, would help to prevent repetitive strain injury in 

keen domestic gardeners . At this stage The Spade called on six people they 

involve regularly in product development. All of these external end-users have 

specific characteristics or limitations which are useful for the company when 

evaluating certain aspects of the product, such as how easy it is hold and use, 

whether it wil l  do the j ob it is supposed and how well it will do it. These people 

are not representative of the wider target market but they provide insights into the 

special aspects of the design and use of the product. 

The involvement of this group is a two-stage process including video-taping of 

their use of the product. Following the analysis of the videos the group are asked 

for their opinions and feedback on the prototype. The responses are documented 

and then fed into the design process. Once this stage is complete, the product is 

manufactured in its final form and then launched on the market. For this 

particular product the length of time taken in development has been eighteen 

months and this is fairly quick by the company' s own admission. The 
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development process in the past has been much longer than this and there are 

attempts underway currently to speed it up. 

Conclusions 

This case illustrates the focus of a Risk Reduction Strategy which is significantly 

different from that of an Expediency Strategy. The focus here was one of 

ensuring that the product was right and would address the needs and requirements 

of the target group. In order to achieve this, input from various groups of end

users is sought and fed into the design process. A number of prototypes are made 

and tested by the different end-user groups at various points in the development 

process. The involvement of different users ensures that the product maintains a 

focus on their requirements throughout its development. 

The downside of this product development strategy is that the process is nearly 

five times longer than that of The Storage Solution, and this was considered to be 

short for The Spade. The result was that a competitor developed a similar, 

although inferior, product during that time and had launched it almost a year 

before The Spade got theirs on the market. The perspective of the developers in 

The Storage Solution that nobody has a monopoly on a good idea for very long is 

obviously true in the consumer durables market. The threat of competition 

however does not appear to worry The Spade to a significant extent. Their focus 

has been on producing a superior product and their product constitutes a 

significant development in this market. The competition's  product lacks the full 

shock-absorbency of The Spade' s, even though it has cornered the market through 
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its speed. The Spade wanted to make sure that it got the product right first time. 

The indications are that it should be very successful even despite the 

competition's product. 

9 .2 .7 Wider Implications of the Strategies 

One aspect that does need to be considered here is that although The Spade and 

The Storage Solution can be seen as representing the two strategies as separate 

entities, an alternative viewpoint on this might be that they are actually just two 

ends of the same continuum and most of the time product managers occupy 

somewhere in the middle ground. In other words, Risk Reduction and 

Expediency may not then represent strategies for successful product development 

at all. It is more likely, in fact, that product managers adopt different places along 

the continuum depending on what they want to achieve with the product and they 

do not consciously adopt one 'strategy' over another. This would explain why 

both 'strategies' appear to contribute to new product success. The continuum 

represents the involvement of different groups of users, of which Expediency or 

solely involving internal users, represents one end, and Risk Reduction, or 

involving both internal and external users at lots of different points in the process, 

represents the other end. 

Another implication of the findings is that it is not necessarily the involvement of 

external users that contributes to product success, as the literature appears to 

claim. The study has demonstrated that both of these strategies lead to success 

and both involved users in the process, but not necessarily external ones. In this 
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respect, the study adds to existing theory mainly because of the different context 

in which it has been focused. Industrial/scientific products are not always made 

by people who use them, whereas consumer durables almost always are. There is 

therefore a gap between the theory, which only discusses involving 'users' 

generally, and the important distinction between internal and external users made 

in this study. The continual involvement of internal employees in one way or 

another means that there is a continuous focus on the user and their needs 

throughout the development process of consumer durables. This, however 

sometimes occurs in an informal, almost sub-conscious manner, particularly in the 

case of the Expediency Strategy. 

The main difference between the theory and the results from this study is that the 

theory recommends the involvement of users at certain stages in an organised and 

major way. Users are also regarded in the literature as j ust one group. This study 

found that the user focus was maintained throughout in much more of a constant, 

'drip-drip' manner. In other words, smaller amounts of user input were fed into 

the process constantly by different groups of users rather than at discrete stages. 

This constant input of user information occurs whichever of the two strategies, or 

ends of the continuum, is adopted. 

The Risk Reduction Strategy/End is largely used by firms with more resources -

time, personnel and money - to sustain a long development process. They are 

also firms which have put in the effort to building up networks of external users 

who can be contacted and involved. Some referred to local university and college 
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alliances, others to specialist groups of users they know. In these companies, the 

interviewees claimed to be using a Risk Reduction strategy for the development of 

more innovative products that will meet users' needs in superior ways to the 

competition. 

The Expediency Strategy/End invests fewer resources in NPD and expects to 

sustain the development process for a shorter period of time. This is largely 

because the focus of the firm is to make alterations to existing products quickly 

and get them out to market before the competitors .  Utilisation is made of internal 

employees maintaining the drip-drip user input throughout the process, but few, if 

any, external contacts are made. 

Both strategies/ends of the continuum appear to be linked with different 

relationship with the retailers. The Expediency Strategy involves more minor 

changes to products, or fast new introductions that are suggested by the retailer, 

whereas the main driver for Risk Reduction NPD appears to come from the 

manufacturers' own research and perceptions of users' needs . There is little doubt 

that retailers could occupy a lead user style role in product development, and in 

the apparel industry there have been significant moves by retailers to become very 

involved in product design (Abecassis-Moedas 2003). However the reluctance of 

the housewares multiples in this study to take 'different' products and the impact 

of their own supplier rationalisation strategies have reduced the possibility of their 

involvement greatly. Although the volume of sales achieved through independent 

retailers is far less, many manufacturers might do well to build relationships with 
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them if they want to develop more innovative products. Making innovative 

products as exclusives for independents might prove to be one way of off-setting 

the power of the multiples .  

9.3 Consumer and Retailer Drivers 

As mentioned in Chapter Eight, in addition to the two strategies identified from 

Stage Three of this study, two drivers for NPD have also been identified: retailer 

and consumer. These are drawn from the source for the product development: 

either from the retailer in the form of suggestions or requests ;  or from a response 

by the manufacturer to the perceived needs and changes in the market. Both of 

these are market ' pull '  forces but of differing types. 

When combined with the two strategies identified in the previous section, this can 

be illustrated in a matrix illustrated in Figure 9 .2 overleaf. 
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Strategy 

Expediency Risk Reduction 

Consumer 

Driver 

Retailer 

Figure 9.2 Strategy and Driver Matrix 

Figure 9.2 illustrates that companies can be guided by a combination of one of the 

strategies along with one of the drivers, but also implies that certain factors must 

influence the firms to select that particular strategy and driver. In order to explain 

this further, the matrix was then tested against all sixty-five products that have 

been used in Stages Two and Three of this study. Section 9.4 describes this and 

the findings in more detail. 

9.4 Testing of the Matrix 

9.4. 1 Introduction 

The purpose of testing the matrix was to determine which common factors 

distinguish products in one quadrant from another. For example, it was initially 

surmised that small firms might have populated one particular quadrant with 

larger firms in another. All sixty-five products studied in Stages One and Two 
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were allocated to a quadrant. Firms were questioned about the strategy and driver 

for their NPD and this guided the selection of the quadrants. These products were 

then tested against as many factors as seemed likely, appropriate or were 

suggested by the literature and the findings from Chapters Seven and Eight. 

These included: 

• Size of company 

• Age of company 

• Novelty (innovativeness) of product 

• Product complexity 

• Market orientation of the firm 

Despite the apparent use of the Risk Reduction strategy for 'more innovative' 

products, the novelty of the product was not a distinguishing factor. This result 

was rather surprising, given the emphasis that the interviewees in Stage Three had 

given to testing a product when it presented a significant departure from 

something they had done before. Novelty was measured on Cooper' s ( 1 993) scale 

and it may be that the definitions of innovativeness here do not translate 

adequately into an industry which is almost wholly characterised by incremental 

innovation. In other words, an ' innovative' product according to the interviewees 

is not likely to be particularly innovative when graded on Cooper' s ( 1 993) scale. 

In addition, size and age of the firm were factors that had been raised by the 

respondents in Stage Three, but neither was found to be significant in explaining 

why some companies adopted one strategy and focus over another. It did appear 
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from Stage Three that newer and smaller firms used a Risk Reduction Strategy 

with a Consumer Focus. Some had been set up in business purely for the purpose 

of manufacturing and marketing a product which they felt met users' needs better 

than anything else on the market. Their lead times were long and they frequently 

involved various user-groups to test the products on. They were also less likely to 

have existing relationships with retailers, which means that retailers had less 

influence over the product development and also meant that it was harder for 

manufacturers to get their products onto retailers' shelves. Additionally, the 

larger and more established companies in Stage Three did appear to have more 

established relationship with the retailers and were more influenced by their input 

into product development. However when age and size were measured 

quantitatively with all sixty-five products from both stages of this study, the 

results were statistically insignificant. 

In fact, none of the listed factors were able to explain adequately the variance 

between products in the quadrants except for product complexity and market 

orientation. Section 4 .7 .2 in Chapter Four - Methodology - details the methods 

used for testing the matrix. The results are given in the following tables, 9 . 1  and 

9.2. 
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Table 9.1 Results of Analysis of Variance on Product Complexity and Market 

Orientation 

Test Used Complexity Complexity Complexity Market 
Scale 1-3 Scale 1-5 Scale 1-7 Orientation 

Scale 
Kruskal- 0 .04* *  0.09* *  0.05* * 0 .06* * 
Wallis 
Significance 
Level 
Oneway 0.04* *  0.09* * 0 .08* *  0.09* *  

ANOVA 

* *Significant at 1 % level 
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Table 9.2 Results of LSD Posthoc Test on Product Complexity and Market Orientation 

Groups Compared Complexity Scale 1-3 

Mean Dif. Sig. 

1 2 -0 . 1 0  0. 5 1 
3 -0 . 36* * *  0 .0 1 
4 -0 .46* * *  0 .0 1  

2 1 0 . 1 0  0 .5 1 
3 -0 .26* *  0 .02 
4 -0 .36* * *  0 .0 1 

3 1 0 .36* * *  0 . 0 1  
2 0 .26* *  0 .02 
4 -0 . 1 0  0.40 

4 1 0 .46* * *  0 . 0 1  
2 0 .36* * *  0 . 0 1  
3 0 . 1 0  0 .40 

*The mean difference is significant at the 1 0% level . 
* *The mean difference is significant at the 5% level. 
* * *The mean difference is significant at the 1 % level . 

Key to Groupings :  
1 Expediency Strategy with Consumer Focus 
2 Expediency Strategy with Retailer Focus 
3 Risk Reduction Strategy with Consumer Focus 
4 Risk Reduction Strategy with Retailer Focus 

Complexity Scale 1-5 

Mean Dif. Sig. 

-0 .27 0 .30 
-0 .65* * *  0 . 0 1  
-0 .77* * *  0 .0 1 
0 .27 0 . 30  

-0 .3 8* 0.06 
-0 . 50* *  0 .04 
0 .65 * * *  0 .0 1 
0 .3 8 * * *  0 .0 1 
-0 . 1 2  0 .57 
0 .77* * *  0 .0 1 
0 . 50* *  0.04 
0 . 1 2  0 .57 
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Complexity Scale 1-7 Market Orientation 
Scale 

Mean Dif. Sig. Mean Dif. Sig. 

-0 .32 0 .37 -0 .62* *  0 .02 
-0 . 94* * *  0 . 0 1  -0 .05 0 . 83 
- 1 .06* * *  0 . 0 1  -0 .54* *  0 .04 
0 .32 0 .37 0.62* *  0 .02 

-0 .62* *  0 .03 0 .57* * *  0 .0 1  
-0 .74* *  0 .03 0 .09 0 .72 
0 .94* * *  0 .0 1  0 .05 0 .83 
0 .62* *  0 .03 -0 .57* * *  0 .0 1  
-0 . 1 2  0 .69 -0.49* *  0 .02 
1 .06* * *  0 .0 1  0 .54* *  0 .04 
0 .74* *  0 .03 -0.09 0 .72 
0 . 1 2  0 .69 0 .49* *  0 .02 
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These results indicate that the complexity of the product, as identified in this 

aspect of the study, may be a significant factor in determining whether firms 

select a Risk Reduction strategy with long lead times and involvement of external 

users, or an Expediency strategy with short lead times, often being first-to-market 

but with no involvement of external users and often little involvement of even 

internal users. The spread of scores for the products also indicates that 

Expediency strategy products are significantly less complex than Risk Reduction 

ones. There were, however, no significant differences were indicated between 

Consumer and Retailer focused products. In other words, they were just as likely 

to be of the same or similar levels of complexity in each group. 

Some caution is needed here when considering the impact of complexity. This is 

because complexity is a difficult concept to measure, and it may not have been 

easy for respondents to separate the complexity of the product from the 

complexity of the process . Complexity should, perhaps, have been defined for the 

respondents and it would have been better to have surveyed the companies as well 

in order to gain a more holistic view on the perceived level of complexity of each 

product. 

The results of the market orientation analysis indicate that the more market 

orientated a firm, the more likely it is that the NPD will be consumer-driven, 

which is what would be expected from the NPD literature but not from the 

clothing industry literature . The clothing industry literature asserts that increased 

involvement of the retailer makes the design more user-focused, rather than less as 
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is the case in this study (Abecassis-Moedas 2003) .  This difference is due to 

industry differences: most clothing design has been carried out purely by 

designers in the past, with little or no input at all from the users. It is therefore not 

difficult to see that increased involvement in design by the retailer will actually 

focus the design more on the user than previously .  This is not the case, however, 

in housewares, where product design is usually conducted by a cross-functional 

team, incorporating industrial designers, marketers, production managers and 

sales staff. Involving the retailer instead of the end-user makes the product less 

consumer-focused. 

Altogether, the results suggest that the more complex the product, and the more 

market orientated the firm, the more likely it is that the NPD will be Consumer

driven and a Risk Reduction strategy used. The less complex the product and the 

less market-orientated the firm, the more likely it is that the NPD will be Retailer

driven and an Expediency strategy used. These are illustrated by the matrix in 

Figure 9 .3 . 
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Level of Product Complexity 

Level of 

Market 

Orientation 

of Firm 

Consumer-driven 
NPD usmg an 
Expediency 
strategy 

Retailer-driven 
NPD using an 
Expediency 
strategy 

Consumer-driven 
NPD using a Risk 
Reduction strategy 

Retailer-driven 
NPD using a Risk 
Reduction strategy 

Figure 9.3 Matrix Demonstrating the Impact of Level of Perceived Product 

Complexity and Market Orientation on Strategies and Drivers for User 

Involvement in Consumer Durable NPD 

9.5 Discussion of Findings 

The findings of this study indicate that the way in which users are involved in 

NPD and the main driver for the product may depend on the levels of product 

complexity and market orientation in consumer durable manufacturers. Early 

research in this study showed that relationships exist between market orientation 

and product success, and between formal methods of obtaining information on 

end-users ' needs and product success. These results provide some empirical 

evidence to support the view that in incremental product development in 

consumer durables a consumer/user focus will facilitate the commercial success of 
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the product. Similarly, the level of integration of users' needs is linked with 

success and with a market orientation in the company. The extent to which formal 

methods of obtaining user information was correlated with other variables and 

found to be significant in multiple regression analysis indicates that formalised 

procedures for greater awareness and focus on the user may also contribute more 

to commercial product success. 

These relationships from Stage One of the study have provided the context within 

which to examine the user focus and involvement further. The second stage of 

data collection has provided several areas for further discussion and these are 

summarised in the following sections. 

The literature suggested that in order to maintain a focus on the end-user 

throughout the NPD process a market orientation involving market inputs is 

important (Biemans and Harmsen 1 995) .  This study has demonstrated that it is 

the level of market orientation in the firm that determines whether the driver for 

NPD is from the retailer or the market, and is, therefore, more important than 

Biemans and Harmsen ( 1995)  suggested. 

The companies in Stage Three used continuous inputs from different groups of 

users throughout the process, as was suggested by the literature in order to 

maintain a user-focus (Walsh et al 1 992, Rothwell and Gardiner 1 983, Bennett 

and Cooper 1 979) . Whereas all users were cited as one group in the literature, 

Stage Three of this study identified a number of different groups of 'users' 
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involved in the product development process. The groups included: internal 

employees otherwise unconnected with the development process ; external users 

sampled in a formal way; friends and family members of the product development 

team generally involved in an informal way; retailers and the product 

development team members themselves. User input was often given in an 

informal manner particularly from the members of the product development team 

themselves and their colleagues and friends and family. 

The literature also suggests that maintaining a user-focus for product development 

is made easier by the involvement of lead users in industrial and scientific 

contexts (von Hippel 1 978). The main characteristics of lead users have been 

described as being: 

• An interest in and experience with the vendor 's product 

• Extensive use of the product 

• Familiarity with its features, advantages and benefits (Pitta et al 1996) 

Although lead users are small numbers of people in industrial contexts, 

comparisons can be drawn with retailers, internal employees and the development 

team in this study. All three groups demonstrate experience with the products and 

an interest in improving them. They are familiar with the products and are in a 

position to make informed comments on the features, advantages and benefits of 

them. Although respondents commented that multiple retailers are generally 

unhelpful, independent retailers were cited as people willing to get involved in the 

development process in more detail . In a similar way to lead users, the 
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independent retailers also provide a link between the development team and the 

market. They are closer to the actual market than the development team and are 

in a good position to be able to advise on and anticipate new trends which could 

affect product development in the future. 

A number of different factors impact on the ability to maintain a user focus 

through the process, and the decisions of which users to involve, when and how. 

Andersen ( 1 983) suggested that the type of market, industrial or consumer, 

impacts on how able a firm is to identify the requirements of the user. Long 

distribution channels in consumer markets make it more difficult to identify user 

needs. The length of distribution channels contributes to a lack of access meaning 

that it is more difficult to involve users and to maintain a focus on their needs. 

Stage Three endorsed Andersen' s  ( 1 983) view by revealing that the respondents 

felt that the consumer market did have a negative impact on the ability to access 

external users and maintain a user-focus. Although the involvement of different 

groups of users identified in the study was a method employed by the firms to 

overcome these limitations, the reality was that the more market-orientated firms 

were more user-driven and less influenced by the retailers . Respondents 

commented that the large size of markets makes it difficult for them to involve 

users who are representative of the wider market, and they are concerned about 

bias . In addition, the resource implications of trying to obtain a representative 

sample means that where less complex products are involved, many firms prefer 
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the cheaper, easier and quicker option of the readily available users in their own 

firms, thereby employing the Expediency strategy. 

The issues of bias and misrepresentation are those which the interviewees felt 

affected the involvement of  both internal and external end-users. These issues did 

not emerge in the NPD success factor literature, largely because of the scientific 

and industrial bias of the studies. It is fairly easy to identify and contact users in 

small technical and scientific markets. Very often products are made bespoke for 

each customer. By contrast, one of the problems with product development in 

consumer durable markets is that the target markets are potentially massive and it 

was felt by respondents to be difficult to obtain representative samples of users for 

the purpose of product testing. To a greater or lesser extent respondents felt that 

involvement of internal and/or external users will be biased because of this . 

In a consumer market, the users are reflective of the wider population rather than 

being the subj ect or product specialists that the literature identified (Gardiner and 

Rothwell 1 985 ,  von Hippel 1 988 ,  Pitta et al 1 996) . As a result companies are 

reluctant to invest the time and effort to involve any who might be more 

insightful. Attempts to do so by two of the companies interviewed backfired. In 

both instances, the companies published a request for consumers to contact them 

with new product ideas. The requests resulted in considerable numbers of product 

ideas which already existed or were inappropriate. It is also less easy to 

communicate with consumers due to the sheer numbers and firms perceive that 

there is little return for their involvement. These limitations result in restricting 
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the type of involvement of users in the process .  I t  i s  often limited to a ' does it 

look pretty? ' ' does it feel okay? ' style of product testing. By contrast independent 

retailers did form a group that were more imaginative and insightful, but usually 

the development team brainstormed their own ideas based on experience and 

market intelligence. 

The literature identified that the focus on users and their involvement in the 

process was affected by the level of innovation in the product development and 

whether this originated from a technology-push or a market-pull (Ettlie 2000, 

Jones 1 997, Cahill et al 1 994, Holt 1 989) . Companies focusing on needs 

articulated by users are less likely to produce innovative products and those 

stimulated by a technology-push tend not to be market-orientated and only 

involve users for prototype-testing (Cahill et al 1 994, Holt 1 989, Andersen 1 983 ,  

Tauber 1 974) . The implication of this view is that incremental developments are 

less important for society or of a less high quality. This is disputed by Banbury 

and Mitchell ( 1 995) who argued that in markets where buyers only have moderate 

switching costs between products, incremental product development can be 

important for firms wishing to increase their market share . They found that 

greater market share was less likely to result in the dissolution of the business and 

the users benefited more from significant improvements in functionality or price, 

which are improvements for society or in terms of functional quality. 

The innovation in this study was predominantly incremental by the standard 

defined in the literature but the involvement of users was affected by the 
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perceived degrees of complexity of the product, rather than by its level of novelty . 

This is despite the widespread recognition that novelty is a significant factor in the 

organisation and management of innovation and is recognised as impacting on the 

usefulness of information on users' needs (Tauber 1 974, Tidd 200 1 ) . It was 

initially thought that degree of novelty would be a differentiating factor between 

the two strategies, particularly as this was implied by some respondents 

themselves. This demonstrates a weakness in the methods used for cross

checking the impact of complexity, namely the fact that complexity was not 

defined for the respondents to the survey and that it is thought that product and 

process complexity actually contribute to the level of novelty, as illustrated by the 

formula in Chapter Two, and are therefore possibly components of novelty rather 

than totally separate concepts. In retrospect, this section of the study should have 

made these differences clear and invited the manufacturers themselves to 

comment on the complexity and novelty of each product. 

This results from Stage Four, however, showed that the more complex the 

product, the more likely firms were to involve a variety of groups of users during 

the process. Given the comments above, it can be concluded that product 

complexity may be a significant factor in the organisation and management of 

NPD, and may also be a factor involved in the level of novelty of a product. 

Further research, however, is needed to clarify these aspects. 

In the development of more complex products, external users were usually 

involved as a secondary action after internal testing usually to justify decisions 
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already taken regarding product design. The main reason for this appears to be 

that the degree of perceived uncertainty in the development of a more complex 

product is high. User involvement is therefore regarded as a tool to reduce 

uncertainty, which is in common with the findings of Moenaert et al ( 1 992) and 

Hart et al ( 1 999). Moenaert et al ( 1 992) found that the level of uncertainty during 

product development decreases with each stage that is completed and market 

information reduces the uncertainty at various stages (Hart et al 1 999). Reasons 

given by respondents for involving external users included counteracting the bias 

of the product development team, ensuring that the product was acceptable to the 

wider target market and making it as perfect as possible first time. In addition, 

firms felt the need to demonstrate to retailers that consumer testing has been 

conducted. These reasons constitute a tactic to reduce product development 

uncertainty. 

By contrast, in the development of less complex products only internal users are 

involved and there appears to be little risk and uncertainty in the product 

development project. Less  complex products encourage firms to pursue an 

Expediency strategy. A number of companies referred to the importance of lead 

times and the time that external product testing can take. Other companies wanted 

to save money and felt that having a number of employees who could test the 

product and give their opinion was a more cost-viable alternative to external 

product testing. A less complex product enables companies to expedite the 

process by involving internal users only. 
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The level of perceived product complexity and its impact on strategy has extended 

the scope of the 'pioneer advantage' literature. Much of the early literature on 

order-of-entry effect suggested that pioneers obtain significant advantages in 

terms of market share and brand loyalty than their later competitors (Bohlmann et 

al 2002). In addition, some NPD studies have identified being first-to-market as a 

key NPD success-factor (Rothwell 1994, Oakley 1997, Wind and Mahajan 1997) .  

However, later studies have shown that these aspects are more likely to be 

dependent on circumstances particular to individual markets. In the literature, 

pioneers are defined as those who enter the market first with a radical innovation. 

It can therefore be seen that the term 'pioneer ' precludes much of the innovation 

in the housewares market, which is largely incremental by nature. If, however, 

the general concept that being first-to-market brings market share and brand 

loyalty advantages is taken, the principle remains the same for housewares as for 

any other industry. Indeed, one interviewee in Stage Three commented that : 

"No-one has a monopoly on a good idea for very long." 

thereby acknowledging implicitly the benefits of being first-to-market with even 

incremental innovations. 

Bohlmann et al 's (2002) study indicated that in some industries, pioneers suffer 

from a disadvantage when compared with later entrants. Bohlmann et al found 

that markets where this is likely to occur are those where product attributes and 

quality are of a high level of importance to the consumer. Looking back at Table 

8.3 where strategies and drivers for each firm are listed in rank order of success, it 

can be seen that the results are inconclusive, probably because they represent two 
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ends of the same continuum of user involvement, rather than entirely different 

strategies. Bohlmann et al 's (2002) findings suggest that the Risk Reduction 

strategy is less likely to produce a pioneer, or first-to-market product, but is likely 

to be more successful than the first-to-market products from the Expediency 

strategy, but this is inconclusive in this study. From the Stage Three interviews, it 

is clear that there is an emphasis on producing a high quality, superior product, 

fulfilling users ' needs better than the competition and getting it right-first-time 

when the Risk Reduction strategy is used. When the Expediency strategy is used, 

the emphasis is on getting the product to market as quickly and cheaply as 

possible. These findings are also endorsed by Wind and Mahajan ( 1 997) who 

noted that in the drive by companies to cut cycle times,  key market research steps 

have been eliminated which have resulted in poor-quality products . Being first

to-market is only an advantage when the product has been carefully designed. If it 

is not designed with quality and the user in mind, then an improved later entrant 

will have the advantage (Urban et al 1 986). The Expediency strategy represents a 

less user-focused approach than the Risk Reduction strategy and eliminates testing 

with external users in a way in which Wind and Mahajan ( 1 997) might consider to 

be key market research stages .  Wind and Mahajan (1 997) also suggested that in 

order to keep cycle times short but not disadvantage themselves, companies 

needed to develop new ways of testing consumers ' needs and reactions to new 

products in days or even hours. Although Wind and Mahajan ( 1 997) inferred that 

information technology and the internet would be important factors, it can be 

argued that the companies in this study have done this by testing their products 

with internal users in order not to compromise on meeting consumers ' needs. It 
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can be concluded therefore that in housewares it may be better to be a later entrant 

than a pioneer, but if a company wants to be first-to-market then internal testing 

will help to maintain a focus on users' needs whilst contributing to shorter cycle 

times .  

The level of complexity that is present in the product distinguishes between the 

level of risk that is perceived during development. The more complex products 

involve considerably more resource-commitment and risk than the less complex. 

It is therefore unsurprising that the results of this study demonstrate that the more 

complex the product the more likely the company is to invest in some form of 

risk-reduction strategy. 

Stage Three revealed that most firms were reluctant to involve users to generate 

ideas because they perceived users as lacking creativity and foresight. This 

evidence is in contrast to Andersen' s  ( 1 983)  and Tauber' s  ( 1 974) views which 

suggested that only innovative products do not stem from user suggestions and 

ideas . Interviewees in this study felt that incremental product development also 

required creativity and foresight, and this was the role of the development team 

rather than external users. External users were seen as a group with which care 

had to be taken when asking for opinions, as they were seen as finding it difficult 

to make connections between early concepts and the finished product. This 

endorses the findings of Ciccantelli and Magidson ( 1 993), Ireland and Johnson 

( 1 995), Wood ( 1 996), Leonard and Rayport ( 1 997), Patnaik and Becker ( 1 999) 

and Woolgar ( 1 994) . Gruner and Homburg (2000) found that the interaction in 
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the first two stages of the NPD process (idea generation and concept 

development) were strongly and positively associated with product success, but 

this does not appear to be the case in this study. The products in both Stages Two 

and Three had a low incidence of external user involvement in the first two stages 

of the process, although internal users (the development team and sometimes 

other employees) and occasionally the retailers were involved. 

Gruner and Homburg (2000) also found that the intensity of customer interaction 

in the latter two stages of the process are positively associated with product 

success : prototype testing and market launch. They identified prototype-testing as 

the most important stage in which to involve customers . Findings from this study 

do corroborate Gruner and Homburg' s  (2000) findings to a limited extent. 

Without doubt it was the area of product development that firms involve users in 

the most. All groups of users identified in Stage Three were involved in 

prototype-testing to a greater or less extent in all firms . The increased 

involvement of users in the more complex products tended to be centred around 

prototype-testing. With less complex products the testing was similar to Hart et 

al 's (1 999) 'confirmatory market research' for minor improvements, or the ' rosy 

glow' feeling. 

Retailers emerged in this study as a powerful group with significant influence on 

product development in the consumer durables sector, although they were not 

identified as such in the extant literature due to the prevalent context there of 

industrial and scientific companies. In many aspects they form the group that is 
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most similar to von Hippel ' s  ( 1 988) lead users of any identified in this study 

although von Hippel did not consider them. They are users of the consumer 

housewares products in the same sense that the majority of the UK population are, 

but they also have the technical knowledge, interest and experience with the 

manufacturer' s products and are familiar with the features, advantages and 

benefits (von Hippel 1 988,  Pitta et al 1 996). In addition, independent retailers are 

close to the market and aware of fluctuations in sales and therefore possible 

changes in market trends, and are similar therefore to the retailers described in the 

clothing-design literature (see Abecassis-Moedas 2003 , for example) . The 

clothing industry is characterised by short product life cycles, fickle consumer 

preferences, a large number of competitors and relatively low barriers to entry 

(Richardson 1 996). As a result there has been a shift in the positions traditionally 

occupied by retailers and manufacturers in order for them both to remain 

competitive. In the first instance, this has seen an enormous increase in the size 

and power occupied by the retailers, to the extent that many now have power over 

the manufacturers, in a reversal of their traditional roles. In past times, retailers 

ordered stock from the manufacturer one season in advance, in quantities that 

were based on their best predictions of what would sell well . Today, retailers 

require manufacturers to be electronically linked into them so that they can 

respond immediately to fluctuations in retail sales to deliver styles and quantity 

that are required during each season (Richardson 1 996). In addition, this means 

that the retailer does not have to hold such large quantities of stock and is less 

likely to need to sell off goods cheaply at the end of the season which have not 

sold well . The new system utilises electronic point-of-sale (EPOS) data and 
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allows a market-driven strategy to increase the responsiveness of the retailers to 

demand (Richardson 1 996, Sullivan and Yang 1999) . This is referred to as 

'Quick Response' (QR) . 

The multiple retailers in consumer durables, however, seem to be less close to the 

market despite the point that Abecassis-Moedas (2003) makes that they are the 

ones who should be able to make the most of replenishment data via the EPOS 

and stock-control systems. The replenishment data should then feed into the 

design process by providing information on which products are most successful 

and by identifying trends for future products. In the housewares sector the 

multiple retailers were criticised in the Stage Three case studies as seeming to be 

very reluctant to consider new products and to identify future trends for products. 

The reason may rest with buyers, who were described in the interviews as being 

new graduates, on the graduate management training scheme who rotated through 

departments and various roles on a monthly ( or short-term) basis. Given that most 

new graduates are around the age of twenty-one or twenty-two, it seems unlikely 

that they would have much personal experience of buying kitchen and garden 

products and they would not be able to develop more detailed knowledge and 

interest via a short stint as a buyer. The system with housewares multiples 

therefore mitigates against the involvement of retailers as additional sources of 

user-information. 

The wider impact of retailers on the development of new products is however both 

positive and negative. Retailers were described in the Stage Three interviews as 
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frequently stimulating new product development by requesting manufacturers to 

add specific products to their ranges or by suggesting improvements to existing 

products. Conversely problems existed when retailers, in particular those from 

multiples, would refuse to take the new developments, particularly if they were 

significant departures from previous products. In this situation smaller 

independent retailers are often keener and more willing to take a slight risk on a 

new product. Whereas the multiples, although better placed financially to take 

risks, would stipulate the products and categories their buyers would be looking 

for. This ' driver' for NPD was guided by the level of market orientation of the 

firm. Less market orientated manufacturers allowed their product development to 

be guided and influenced by retailers to a greater degree than those that were more 

market orientated, which were driven by the users. 

The influence of retailers therefore varies between those encouraging more novel 

product development and those discouraging it. Often key to this situation is the 

relationship between the representative of the product development team and the 

buyer in the multiples, or the individual retailer him/herself in the smaller, 

independent stores. The relationship is therefore important for success, in some 

ways similar to the relationships between manufacturers and lead users that von 

Rippel (1 988) identified. Where retailers had a good relationship with 

manufacturers, more innovative product development tended to be stimulated. 

This may be due to the fact that retailers can provide market intelligence and an 

awareness of shifts in consumer preferences (Walsh et al 1 992) . Where the 

relationship was poor, the manufacturer was less inclined to be innovative and 
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tended more towards minor alterations to existing products in order to get the 

shelfspace necessary for volume sales. It can therefore be concluded that retailers 

do play an important role in stimulating or stifling more innovative products in 

consumer durable product development. This may not have any appreciable 

impact on the company' s  success - both types of products were found to be 

successful in this study - but it has implications for the consumer and the market. 

The market is unlikely to have the number of innovative products available that it 

could have due to the retailers rather than because the innovativeness of the 

manufacturers is not there. 

9.6 Success Factors in Consumer Durable Product Development - Theory 

Reconsidered 

This study suggests that the involvement of, and focus on, end-users is guided by 

the complexity of the product and the level of market orientation of the firm in 

consumer durable new product development. The theory and exploratory phase of 

this study highlight the focus on the end-user, their needs, how these needs are fed 

into the NPD process and the involvement of both the user and retailer and the 

contribution these make to the commercial success of the new product. The 

themes that have emerged from Stages Two and Three confirm that this focus is 

important for succes s  and highlights the impact that product complexity and 

market orientation have on the strategy and drivers that guide the specifics of user 

involvement during the NPD process. 
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In terms of the theory discussed, it is clear that this study has extended the user

related literature in a number of ways. Firstly the end-user has been considered in 

the context of consumer durable product development rather than in an industrial 

or scientific context. This has the benefit of extending the consideration of user

related success factors in more contexts. Secondly, four factors - end-user 

involvement, market orientation and the formalisation of obtaining user 

information - were brought into this study for the purpose of assessing their links 

with product success and with one another. These emphasised the importance of 

market orientation of the firm and the formalisation of the process by which users' 

needs are identified and integrated into the product development. Thirdly, more 

aspects of what constitutes ' success' have been considered than in Gruner and 

Homburg' s  (2000) study and, lastly the discussion of the involvement of end

users has been widened to examine and elicit important factors which impact on 

the decisions surrounding their involvement during the process, namely the desire 

either to reduce risk or to expedite the process. These factors were developed into 

two strategies: Expediency or Risk Reduction, and drivers: Consumer or Retailer, 

that companies adopt for their NPD. These relationships have been illustrated by 

the matrix in Figure 9.3 and the impact of the two determining variables on the 

strategies and drivers: perceived product complexity and market orientation has 

been established through quantitative testing. 

In addition to extending NPD theory, this study has also added to Pioneer 

Advantage theory. The connection between the two strategies and being first- or 

later-to-market has been established and this has endorsed and extended the 
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findings of Bohlmann et al (2002) that where product quality and attributes are 

important it is better to be a later entrant than a 'pioneer'. The study has also 

extended the scope of the Pioneer Advantage literature to incremental product 

development. 

Whilst this study was focused on one particular context - that of consumer 

durables - it does raise a number of aspects which can be considered in other 

contexts . In the first instance, firms need to assess the perceived complexity of 

the product they are developing, as the level will dictate the extent of the risk in 

the product development and the strategy for involving users they then need to 

pursue. In addition, the level of market orientation in the company determines 

whether the driver for NPD comes from the retailer or from the market. Firms can 

then decide whether they wish to alter this situation in any way. In addition, the 

environment within which users exist needs to be examined by companies when 

they are considering involving them in the process. Fim1s need to consider the 

ease with which users can be identified and will be willing to participate; the 

potential of their contribution and what is expected by the company of their 

contribution. In terms of developing less complex products internal users can 

reasonably be considered as alternatives to external users. Issues of 

confidentiality also need to be considered carefully before decisions on whether to 

involve external end-users can reasonably be made. The degree of discretion 

required may stem from the level of innovativeness of the project, although this is 

the only aspect of consumer durable NPD where innovativeness appears to be 

important. Although the literature has highlighted the level of innovativeness as 
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being significant, this study suggests that it is product complexity and market 

orientation that are the critical moderating variables for user-orientation and 

involvement in NPD. This will also help a company to recognise whether or not it 

should be trying to be first-to-market or whether it would be better focusing on the 

product attributes and quality and therefore taking longer in development. 

In addition, retailers have been highlighted in this study as a powerful group, thus 

confirming aspects of the clothing-design literature and extending NPD theory. 

The relationship between the manufacturer and retailer in any consumer products 

sector is likely to have the potential for a major impact on the success of the new 

product. Whilst retailers can stimulate innovation, they also have the power to 

reduce innovative capacity because of their supplier rationalisation and refusal to 

take more innovative products. Companies that wish to innovate in a sector such 

as consumer durables, therefore, must seek to gain the backing and support of 

multiple retailers. Firms need to find buyers who may be able to provide insights 

into product design as well as the volume of sales necessary to make the product a 

commercial success. Those companies that are less market-orientated are those 

where NPD is more guided by the retailer and they have relationships with the 

buyers. This is in contrast to the clothing-design literature where more user

orientated design involves the retailer and less does not. More studies into the 

influence and roles of the retailers in various consumer markets would be useful in 

the future. 
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Lastly, this study has raised the point that NPD theory needs to reconsider input 

from users in a broader context than simply those of external users from the target 

market. Successful new consumer durable products have been shown to have 

been developed with input from a variety of users in different ways. This input is 

obtained at different times for a variety of reasons throughout the process, for 

example: ideas from retailers, opinions of initial prototypes from internal users, 

later prototype-testing with external users, opinions from family and friends and 

constant input from the development team. These findings indicate a process 

which enables a focus on end-users to be maintained throughout. It is not merely 

a one-stage occurrence but a sub-process within product development consisting 

of input from different groups of users at different stages. A constant 'drip-drip' 

of users ' viewpoints are fed into the process throughout its duration. This is one 

aspect of the NPD process which helps to maintain the focus on users ' needs. 

One major gap between the NPD literature and the findings of this study is that of 

the internal user. The literature only mentions that the involvement of users is 

more likely to lead to new product success, but it does not mention different 

groups of users. This study has identified various groups of users, listed in the 

paragraph above, but the most significant of all are the internal employees, used 

on regular bases for identifying new product ideas, testing and selecting concepts 

and prototypes and providing a cost-effective and easily attainable test-market for 

the development team. It is important to recognise that internal users have a 

significant amount of input into the product development process in consumer 

durables firms and are important factors in maintaining a user-focus for 
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innovation. This has not been previously noted m the literature and is a 

significant gap that this study has filled. 

This section has reviewed the findings from the study which suggest that different 

groups of users are involved in the process as a result of product complexity and 

market orientation of the firm. It is apparent that these factors need to be 

considered by the company when embarking on new product development and 

decisions to involve the different end-users will result from a combination of the 

objectives of the product development proj ect and other internal company factors. 

This section has also reviewed the impact of retailers on product success and that 

this issue has not previously emerged in the NPD literature due to its industrial 

and scientific bias. This study has shown that relationships with retailers need to 

be carefully cultivated and taken into consideration whenever NPD is planned 

within a company. 

9.7 Implications of the Study 

This study has raised three main aspects which need some further discussion here. 

Firstly, as was raised earlier in the chapter, is the underlying assumption that 

managers do actually consciously adopt a strategy for product development when 

planning new products in this particular sector. The reality is much more likely 

that they do not consciously decide to expedite or reduce risk in the process, but 

rather that they have other targets they need to achieve with the new product. 
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Secondly, the companies involved in this study did not appear to use conventional 

market research much at all .  Only one company provided evidence of hall tests 

and two others mentioned it in the Stage Three interviews; the rest did not seem to 

involve their users in traditional market research methods at all .  Instead, they 

preferred to rely on internal users' opinions or involving external users for 

specific tasks with the products . This was surprising given the fact that all of 

these products are aimed at mass markets, and it would have seemed more 

appropriate to use techniques such as hall tests to gauge users' reactions to the 

new product. In addition, users were also not involved at all in generating ideas 

for new products and this was seen as a task that was more appropriately 

conducted with the product development staff than with users . The size of each 

company may well have had something to do with the lack of conventional market 

research techniques being used. The majority were SMEs, reflecting the wider 

make-up of  UK companies where 97% are SMEs, and perhaps regard the products 

as not being important enough to warrant using conventional market research 

techniques as well as not having the resources for it. These views are speculation 

but are certainly driven by the view of the companies in Stage Three, where most 

of them seemed to take a fairly ad hoe and relaxed view towards product 

development, not perhaps seeing it as being their most important contribution to a 

successful business .  

The third and final issue to be considered here is that of cultural influences on user 

involvement. The firms that were involved in this study all had their design and 

marketing based in the UK and most had UK target markets. There is 
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undoubtedly a cultural aspect as to whether users are involved in the product 

development process and as highlighted in Chapter Two, consumers in the UK are 

vastly more sophisticated than they were when von Hippel was conducting his 

studies and consumer opinions and input into product development are now part 

of the UK culture. Doubtless this has had an impact on all consumer products 

including kitchen and garden products and the involvement of users in this study 

may well be partly a response to this culture rather than a ' strategy' to make 

products more successful. 

The impact of the modem UK consumer culture is probably one of the biggest 

aspects of this study that went unexamined. It was very clear that market 

orientation at the firm level provided reasons why users were involved in the 

product development process, but partly due to the literature and findings in Stage 

One of this study, the potential reason that users might have been involved simply 

because that is the culture of the target market and the design and marketing 

location for each firm went unnoticed and therefore unexamined. This would be 

an interesting aspect to pick up on and develop in further research. 

9.8 Conclusions to the Chapter 

This chapter has reviewed and applied the findings from the literature and the 

results this study. It has been found that the extent to which end-users are 

involved in product development depends on the strategy firms employ for NPD: 

either Risk Reduction or Expediency. These strategies stem from the perceived 

complexity of the product being developed. In tum, the strategies also influence 
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the type of involvement and the different groups of end-users that are involved. 

On the whole, however, they need to be considered as being two extremes of a 

continuum. 

In addition, it is important to bear in mind that these strategies only form one part 

of the whole product development environment. In this study, the driver for NPD 

was identified as being either retailer or consumer, and this originated from the 

level of market orientation of the firm. There are still other aspects beyond the 

scope and aims of this study which could be examined in further research. 

Stemming from the limitations of this study, these aspects are discussed in more 

detail in the following chapter, Chapter Ten. 
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Chapter Ten - Conclusion and Contribution 

10.1 Introduction 

In fulfilment of the aims and objectives of this study, the role of product-users in 

consumer durable NPD has been examined and evaluated .  This study has filled a 

gap in the NPD success-factor literature by explaining the strategies and focuses 

that influence user-involvement and by identifying discrete groups of users 

previously undetected. As a result, the literature from NPD, market orientation, 

pioneer advantage and the clothing industry have been brought together to provide 

the theoretical basis for the research. Five key contributions have been made to 

the literature and these contributions are summarised below. 

10.2 Summary of Key Findings 

1 0.2 . 1 Strategies and Drivers 

This study has demonstrated that firms use different NPD strategies and drivers to 

guide the users they involve in the process. The Risk Reduction Strategy involves 

substantial amounts of user-involvement, both internal and external , throughout 

the development process to reduce levels of risk and uncertainty. The Expediency 

Strategy, on the other hand, exists where firms want to reduce costs and time to 

market. This strategy involves users less overall, but will sometimes utilise 

internal employees for various verifications at points during the process. 

The two drivers, Consumer and Retailer, were identified as the raison d 'etre for 

product development . A Consumer driver exists where NPD is stimulated from 
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users' input or from manufacturers ' perceptions of market trends whereas a 

Retailer driver comes from requests and suggestions from the Retailer. 

This study has extended the NPD literature by identifying discrete groups of users 

not previously distinguished. As the NPD literature is mainly focused on 

industrial and scientific markets, work such as von Hippel ' s  ( 1 988) has 

overlooked the contribution that retailers and internal employees make as a form 

of ' lead users ' in other industries. From Stages Two and Three it was found that 

the involvement of external users was mainly limited to the prototyping stage, but 

the involvement of internal users was encouraged throughout the process. 

Coupled with the input from retailers at both the beginning and end of 

development, a drip-drip process resulted, whereby user-related information was 

fed into the process little and often. Both the strategies and drivers have also 

extended the NPD literature by providing explanations for why companies involve 

different groups of users . The explanations fill in gaps on the important user

related NPD success factors and make a contribution to the marketing field. 

1 0 .2.2 The Impact of Product Complexity on the Strategies 

The results from Stage Two indicated that the strategies were guided by levels of 

perceived product complexity. The Risk Reduction Strategy resulted from more 

complex products and supported substantial amounts of user-involvement, both 

internal and external, throughout the development process. The levels of user

involvement had the effect of reducing levels of risk and uncertainty associated 

with the project as a focus on product quality was maintained, but it also 
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lengthened cycle times. Those using the Risk Reduction Strategy were rarely 

first-to-market. The Expediency Strategy, on the other hand, existed where firms 

wanted to reduce costs and time to market, resulting from less complex products . 

On the whole the Risk Reduction Strategy appeared to lead to more user-focused 

product development than the Expediency Strategy. 

1 0 .2 .3 The Impact of Market Orientation on the Drivers 

The study found that the market orientation levels of firms impacted on the drivers 

that they adopted for NPD. The Consumer driver emerged from a more market

orientated firm, whereas less market-orientated firms allowed the NPD to be 

driven by retailers ' demands. The Retailer driver in this study is in contrast to the 

clothing-design literature, where the increased involvement of the retailers in 

recent years has contributed a user-focus that did not exist previously (Abecassis

Moedas 2003) .  This is largely because clothing design has always been driven by 

the designers and not by the market. Retailers now input information on 

successful items and new market trends. This situation is the opposite of the 

housewares industry, where NPD has tended to be driven by a cross-functional 

team including marketers. The demands and power of multiple retailers in recent 

years have refocused NPD on minor product changes rather than innovations 

driven by new market trends or user-information. 

In addition, the user-information adds to the market orientation literature which, 

when related to NPD, has mainly been focused on its contribution to product 

success .  The relationship is less about the impact of market orientation on success 
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directly, and more about the implications that market orientation has on the 

strategic level of NPD. It would appear, from this study, that level of market 

orientation influences the origin of NPD : either from the consumer or from the 

retailer. Although both drivers are successful, it is useful for firms to recognise 

that input from the retailer may need to be tempered with more direct user

information, whil st user-originated NPD may not necessarily find shelfspace with 

the multiple retailers . 

1 0 .2 .4 Unimportant Variables 

From the case studies in Stage Three and the literature, it was expected that size 

and age of the firm and the level of product novelty would be differentiating 

factors in terms of the strategies and focuses selected by the companies. This, 

however, was not found to be the case. It had seemed that the newer and younger 

firms in the sample had focused on developing a unique and superior product and 

taking their time in development. This sub-group of companies also appeared to 

have less established lines of communication with retailers and were more likely 

to adopt a Consumer driver for their NPD.  Older and larger firms seemed more 

driven by the retailers and their product development appeared to be stimulated, at 

least in part, by retailers ' direct requests. However, these aspects were not found 

to be statistically significant. There were new and young firms that were driven 

by retailers and adopted an Expediency Strategy. Similarly there were larger and 

older firms which were Consumer driven with a Risk Reduction Strategy. 
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More surprising, though, was the finding that product novelty did not influence 

the strategy chosen. During the interviews, the case companies referred to the 

involvement of external users to reduce risk caused by developing 'new' products, 

or those that did not have a high level of ' fit ' with the company's existing 

products. Yet this again was not found to be statistically significant . It is not 

possible to fully explain this, but there are two potential reasons for this finding. 

It may be that the interviewees referred to 'novelty' when they really meant 

complexity, or even that novelty is a component of complexity. Alternatively, it 

may be the case that novelty is a variable in differentiating between the two 

strategies but as all the products in this area were incremental developments by 

the literature ' s  standards, the scale was not sensitive enough to detect small levels 

of innovativeness. This provides an interesting area for further research. 

10.2.5 Conclusions 

Overall, the primary intention behind this research was to advance the empirical 

and theoretical knowledge in NPD and provide explanations for the user-related 

phenomena: 

"The strongest argument a phenomenologist could mount is the 
necessity to discover what Remenyi et al ( 1 998, p. 35) call ' the details 
of the situation to understand the reality or perhaps a reality working 
behind them."' (Saunders et al 2000, p. 86) 

The extant literature revealed success factors that focused specifically on the user 

including aspects of user involvement, market orientation and methods of 

obtaining user information. A flexible research design was employed to establish 

the relationships between these variables and new product success quantitatively 
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m the context of British consumer durables firms, before explaining the 

relationships through underlying themes elicited through a case study approach. 

The results confirmed that these factors do contribute to success in the field of 

consumer durable products. The results also revealed discrete groups of users 

involved in the process that had not previously been considered by the NPD 

literature : internal users and retailers. As these two groups have additional 

knowledge of the markets when compared with external users, they can be seen as 

a consumer-market version of ' lead users ' .  This expands von Hippel' s ( 1 988) 

work to the consumer products arena. 

The models developed in Chapter Nine relate the involvement of users to the 

strategies and drivers that guide new product development projects. The factors 

that influence decisions concerning users made during the process emerge from 

these strategies and drivers, in particular, the levels of perceived product 

complexity and market orientation of the firm. Companies can therefore evaluate 

these aspects and make more informed decisions about the level of user 

involvement and which groups of users to involve and whether a Risk Reduction 

of Expediency strategy would be most suitable. The objectives established in 

Chapter One emerging from the comments by Hart et al (1999) and Bessant and 

Francis (1 997) that little empirical research has examined the user-related factors 

with a view to explaining them for use during NPD have therefore been met. 
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10.3 Contribution 

This thesis has made an original and distinctive contribution in the following 

areas : 

1 .  Two strategies: Risk Reduction and Expediency; and two drivers : Consumer 

and Retailer; have been identified as guiding the involvement of users in 

consumer durable NPD 

2. Product complexity and market orientation have been identified as key 

variables in influencing the strategy and driver adopted by a company during 

product development, although complexity needed better definition. 

3 .  User-related factors have been established as contributing to success in a new 

context : British consumer durables products . This extends the context of 

· current NPD success factor research. 

4. The processes by which end-user involvement contributes to success have 

been identified. The use of a drip-drip, constant focus on the user through the 

involvement of discrete groups of users has also been recognised. 

5 .  Internal employees and retailers have been identified as important groups of 

users involved in the NPD process in the consumer durables market. 

6 .  The impact of retailers on new product success has been examined, thus 

extending recent work on retailers undertaken in the clothing-design industry 

to this context. 

10.4 Reflections on the Research Programme 

Following the contributions that this study has made, section 1 0.4 reflects on the 

research proj ect and identifies some of the strengths and weaknesses of it. It also 
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provides an opportunity for the researcher to record what she feels she has learnt 

from the process. 

The strengths of the research come from the predominantly phenomenological 

perspective. This was employed with the specific purpose of explaining user

related success factors, particularly in identifying different groups of users and 

their involvement in the NPD process and relating these to key variables that 

determine the strategy and driver chosen. Utilising an inductive approach 

facilitated the identification of retailers as a group of ' professional users ' which 

had considerable impact on the success or failure of a product. Although 

intuitively logical, retailers had not previously been identified by the NPD 

literature as a ' lead user' group largely due to the predominance of studies in 

industrial and scientific fields. Only recent work in the apparel industry gave an 

indication that retailers may have an important input into the NPD process 

(Abecassis-Moedas 2003). 

At the same time, using an inductive approach was a weakness in that it meant 

that there were delays between each of the main stages of the research process 

whilst the direction and sample for the next section were determined. This broke 

up what the researcher perceives as being the ' natural flow' of a research process 

and caused many delays . As a result, the proj ect took far longer than had 

originally been anticipated and changed direction significantly from the original 

proposal recorded in the RS 1 form. The change of direction itself is not 

necessarily a bad thing, as the researcher has a duty to be honest and follow where 
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the data leads, but the delays were significant and caused enormous stress and the 

researcher has already reflected earlier in the thesis that she would be unlikely to 

choose such an inductive approach again. More advanced planning, clearer goals 

and aims at the beginning and a better sense of what is achievable in the time 

allocated would be a more appropriate approach in the future, although the 

researcher has no hesitation in noting that she did learn a great deal of patience 

and tenacity during this study, which are probably essential characteristics for 

research proj ects of any kind . 

The Stage Two survey produced results that were consistent with the extant 

literature despite the different context. Stages Two and Three both produced 

results that placed value on users' contributions and opinions during product 

development and confirm previous studies (Parkinson 1 98 1 ,  1 982, von Rippel 

1 978, 1 988 ,  Gruner and Homburg 2000). Although several interviewees in the 

Stage Three interviews did identify problems with involving external users, there 

was still an overall emphasis on involving users of one type or another. 

Stages Two and Four of the study provided particular opportunities for the 

researcher to learn statistical data analysis techniques, something which she had 

never used before. Over the course of the proj ect, a range of statistical techniques 

were used, starting with understanding basic descriptive statistics and going right 

up to factor analysis, analysis of variance and multiple regression analysis. This 

was a steep learning curve for the researcher - in particular, issues to do with the 

small size of the sample in both Stages Two and Four arose and it is a major 

385 



Chapter Ten - Conclusion and Contribution 

limitation of this study that the sample size was so small for the purposes of 

statistical analysis. Given the opportunity again, a much larger sampling frame 

than the Millennium Awarded Products would be chosen, enabling much greater 

confidence in the results and more robust statistical test to be conducted. Having 

initially started with a preference for qualitative techniques, however, the 

researcher considers it to have been an invaluable learning experience and a skill 

that is important to have in these days when mixed methods are more common 

and accepted. 

The analysis of the Stage Three data provided an opportunity for further 

information to emerge. The two strategies that influence user-involvement in 

product development were then developed. Aspects of time, speed to market, 

costs and risks were referred to in the interviews during discussions of user

involvement. In addition, interviewees referred to the raison d 'etre for the 

product development as being either consumer- or retailer-focused. The two 

strategies and two drivers were then developed into the matrix (Figure 9.3) which 

was then cross-checked in order to identify potential defining variables. Product 

complexity and market orientation emerged as potentially significant variables in 

determining the strategy and focus of the NPD project. It is one of the benefits of 

a phenomenological design that these aspects can be drawn out and theory can be 

developed from them. It is however one of the weaknesses of this section of the 

research that complexity was not clearly defined for the participants of the survey. 

Instead it was left up to their interpretation of what constitutes product complexity 

and this may well have differed between each 'expert' surveyed. In addition, 
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involving only ' experts ' to rank product complexity is a limitation of the study. It 

would have been better to obtain insights on the complexity of each product from 

the manufacturers themselves as well as the experts . This was not considered in 

the design of this stage and is an area for further research to make this model more 

robust. Section 1 0 . 5  below reviews the limitations of the research project in more 

detail. 

10.5 Limitations of the Research 

Inevitably, a research project such as this one has limitations. In the first instance 

the scope of the study meant that only user-related success factors were examined 

in consumer durable firms. Other success factors identified in the NPD literature 

need further explanation if they are to be usefully employed by companies and 

may additionally impact on the decisions taken in product development 

concerning the user-related factors. More significantly, the specific context of 

consumer durable firms can be seen as limiting the generalisability of the results, 

but the purpose of the research was to generalise to theory and not to other 

contexts . Thus the matrix developed from this study cannot be applied to other 

organisations in other industries .  

The strategies and drivers identified for guiding user involvement originate with 

the complexity of the product and the market orientation of the firm; however, 

very little of the research focused on the culture of the organisations. The impact 

of organisational structures and formalisation could be important factors in the 

387 



Chapter Ten - Conclusion and Contribution 

involvement of users in new product development and should be investigated or 

controlled for in future research projects . 

More specific criticisms that may be levelled at this research project include the 

differences between the products under examination and the location of 

production, development and the target market. Although all of the products are 

consumer durables, there are differences between kitchen gadgets and garden 

spades, for example. Again this limits the generalisability of the results. As a 

first step in extending the NPD research to consumer durables, the purpose of the 

study was to extend the theory. In the future however the broad arena of 

consumer durables could be further sub-divided to elicit and explain further 

differences between products. 

In addition, the cases in Stage Three were all companies that had their design and 

marketing located in the UK, and all except for the Ring Pull had UK-based target 

markets. As a result, despite the fact that a lot of the production was sourced 

overseas, the results have been heavily influenced by the UK culture, including 

that of the consumer culture. This obviously limits the generalisability of the 

findings and it would be an opportunity for further research to examine the impact 

of culture on user involvement in the NPD process. 

In addition, although the design for the study was deliberately inductive and 

mainly qualitative, it can be criticised for the small sample size, as has already 

been highlighted in this chapter. Only sixty-five products in total were examined. 
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However, it i s  not unusual to have small sample sizes for a phenomenological 

study and it is now the role of future research to test the theory developed from 

this research with larger samples . 

10.6 Recommendations for Future Research 

Leading on from the limitations of the study, recommendations are made for 

future research. Firstly, although this study focused on the 'best practice' 

elements of successful products, user-related variables could also be explored in 

unsuccessful products to provide a comparison. The theory could then be taken 

even further by enabling suggestions for what not to do to be coupled with the 

results from this study. This may also further validate the research from this 

study. 

Secondly, the user-related factors could be explored in other industries besides 

consumer durables, for example fast-moving-consumer-goods. Further research 

including both successful and unsuccessful products would enable the honing of 

the strategies suggested here in order to make them more industry-specific. In this 

manner, the body of theory can be moved forward by making it more specific to 

organisations ' individual circumstances. In the long term this may prove to be 

more helpful to companies . In addition to extending the industry of consumer 

products, future research could consider the sub-divisions of consumer durables . 

The role of retai lers is an area that could be expanded upon. The apparel-industry 

literature has only recently begun to look at the changes in the roles of retailers 
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and the impact this has on design in the clothing industry (Abecassis-Moedas 

2003). Similarly, it was clear from this study that retailers have begun to exert 

more power over product development in the housewares and garden area and it 

would be interesting to conduct a comparative study between the two industries. 

In terms of methodological approaches, future research could use more 

quantitative techniques than employed in this study to establish success/failure 

factors in consumer goods industries. Replications of Cooper ' s  studies would be 

useful as they provide substantial statistical methodologies that could be extended 

to the debate on new product development in consumer goods. This approach 

would identify further success/failure factors in consumer NPD but would not 

seek to explain the whys and wherefores of them. Further qualitative 

methodologies such as grounded theory could again be employed to explain more 

of these factors in greater depth. 

10. 7 Recommendations for Organisations 

The findings from this research have highlighted a number of areas which are 

important for consumer durables manufacturers to consider. Firstly, the literature 

indicates that user-focus and user-involvement in NPD are more likely to lead to 

new product success, and Stage Two of this study endorsed those relationships in 

the context of consumer durable products. Companies need to think about the 

level of complexity in the products they are developing and the impact complexity 

will have on the involvement of users during the process and time taken in 

development. If the product is perceived as being complex, then firms would be 
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strongly advised to involve various groups of users throughout the entire process, 

focus on the product attributes and quality and not to aim for being first-to

market. The level of involvement of users throughout the NPD process should be 

constant in order to maintain the drip-drip of user information, but users can be 

constructed from internal employees, friends and family and retailers as well as 

external users . 

Secondly, organisations should try to establish better relationships with their 

retailers, and not simply to obtain shelf-space. The independent retailers 

constitute one group in consumer products close to von Hippel ' s  ( 1 988) lead 

users, and have insights into the buying patterns of users which give them ideas 

for future products. There are inevitably practical implications for this 

recommendation, but overall less use is made of the retailers ' experiences and 

knowledge than there is potential for, as indicated by the clothing industry The 

problems with multiples explain some of the lack of contact, but a number of 

interviewees referred to 'useful ' independent retailers who might help further. 

Thirdly, the research indicated that maintaining a drip-drip tactic enables small 

amounts of user information from different sources to be input into the process 

over the length of the project. This contributes to a consistent focus on the end

user more than a large amount in one go. It appears that the smaller amounts are 

easier for the product development teams to digest and feed into the development 

than one big market research programme. There is also a constant reminder of the 

end-user for the product. The results from Stage One, however, also showed that 
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the methods of obtaining this information should be more formal than informal, 

also because this ensures that the information is fed in in a structured manner. 

10.8 Conclusion 

This study has examined the user-related success factors in consumer durable 

NPD and found that they are related to successful products. In particular, user 

involvement and focus in NPD are guided by the perceived level of complexity of 

the product and the level of market orientation in the firm. These factors are key 

in determining the strategy for NPD pursued by the firm: either Risk Reduction or 

Expediency, and thereby influencing the groups of users involved in the 

development process and the extent of their involvement. The driver for the 

product development, determined by the level of market orientation in the firm, 

affects the involvement of retailers and the extent to which the product is focused 

on the users or obtaining retai l  shelf space. In addition, drip-drip tactics of user 

information fed into the process over time appeared to be more important for 

maintaining a user focus. This study has expanded the theory of successful NPD 

by explaining some of the user-related aspects and identifying key variables which 

impact on the involvement of users . More depth has been provided for both 

academics and practitioners from which to consider the area of new product 

development success factors .  
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Appendix A - Summary of Success Factor Studies 

Appendix A - Summary of Success Factor Studies 

l .  Autbor(s) and date Success factors Failure factors Sample Methods Other interestine items 
2. Andersen ( 1983) Focus on users ' needs Lack of proper need 

Proper need assessment assessment 
3 .  Attuahene-Girna ( 1 995) Market orientation of the firm 275 Australian Finns Abstract onlv 
4. Ayers, Dahlstrom and Integration between R&D & Relational norms: high 1 1 5 engineers and marketers Questionnaire assessed through 

Skinner ( 1997) Marketing levels of solidarity and involved in 19 new product structural equation modelling 
Role formalisation contributes to conflict harmonisation projects for one multinational 
this Centralised decision company 

making 
Too good friends 

5. Bailetti and Litva ( 1 995) Integration of customer Large project in development of Exploratory case study using Lists sources of customer 
requirements into product design communication systems semi-structured interviews with requirement information 
Acquisition of information about senior design managers 
customer requirements from 
multiple sources 

6. Balbontin, Yazdani, In US cycle times were highly 49 British firms (58  successful & Part of the InterProd Study 
Cooper and Souder ( 1 999) correlated with success but not 41 unsuccessful projects) Found that: 

in UK 38 American firms (59 Customers ' expectations about 
Participative leadership style successful & 50 unsuccessful products have increased 
High level of information flow projects) This necessitates more team-
& contact between commercial work & participation in 
& technical entities decision-making in NPD 
Employees given enough time projects 
for creative development Most of the factors related to 
activities commercial success are 
Top management support controllable within the company. 

7. Bennett and Cooper Market research Focus is on truly innovative 
( 1 979) Implementation of the products 

marketing concept 
8 .  Bessant and Francis Cooper's ( 1 988) stage-gate Case study of one company with Case study 

( 1 997) model problems that implemented the 
Participative process throughout stage-gate approach 
the organisation 
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9. Black and Baker ( 1987) Awareness of design as a source Poor representation of 6 I managing directors of Structured questionnaire Success measured at company 
of competitive advantage design at board level and Scottish engineering and level 
Generation of ideas from greater at functional level industrial textile fim1s 
and more varied sources Reduction of marketing 
Marketing involved extensively inputs at prototyping 
in all stages of PD stage 

1 0. Boulding, Morgan and Some new product 209 senior level managers and Study looks at how to improve 
Staelin ( 1997) failures are inevitable an additional 20 budgeting the 'no-go' decision in product 

experts development to withdraw 
failures sooner 

1 1. Brown and Ennew ( 1 995) Market knowledge and One new product launch Case study involving a large Concludes that marketing 
marketing ski l ls number of semi-structured research may be one of the 
Clearly structured NPD process interviews and grounded theory trappings ofNPD and the 
Senior management commitment analysis politics of the organisation wil l 
Interfunctional co-ordination determine how it is used in 

practice 

12. Bruce, Leverick, Littler Establishing the ground rules J OO UK suppliers of information Mail questionnaire Useful definitions of what is 

and Wilson ( 1995) Process of management and communication technology meant by 'success' 
RegUlar communication products 
Actions and commitment of 
individuals involved 
Market forces 
Customer preferences 
Changes to legislation 
Competitors ' actions 

13. Bruce, Potter and Roy Investment in resources Poor management Analysed success in different 
( 1995) Top level commitment Ill-defined objectives ways: 

Regular and good Poorly stated briefs Implementation of the design 
communication between Lack of budget planning Financial returns on the total 
designer and client investment 
Comprehensive design brief Indirect benefits 
stating objectives of the project 

A - 2  



Appendix A - Summary of Success Factor Studies 

1 4. Cooper ( 1979a) 1 5  important variables: 103 industrial companies with I Mail questionnaire analysed Project NewProd 
proficiency of executing the commercial success and I using ANOV A and the 
launch commercial failure correlation coefficient Environmental factors were not 
product that meets the found to play a critical role in 
customers' needs more than determining new product success 
competitors' 
high quality product 
prototyping with the customer 
the sales and distribution effort 
targeted at the right customers 
proficient market and sales trials 
proficiency of starting up full-
scale production 
knowledge of customers ' price 
sensitivities 
proficiency of product 
development processes 
understanding the customers' 
purchase decision behaviour 
having a product that enables the 
customer to reduce their costs 
having a good 'company-product 
fif in terms of sales force and 
distribution 
Good company-product fit in 
terms of marketing research 
skills and needs 
Proficiency of idea screening 
Understanding the customers' 
needs, wants and specifications 
for the product. 
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1 5. Cooper ( 1 979b) 3 most important dimensions 3 barriers to success: Project NewProd 
are: high-priced product 
product uniqueness and relative to competition Contains useful table 
superiority being in a dynamic summarising the success factors 
market knowledge and market with many new in other important studies 
marketing proficiency product introductions 
technical and production synergy being in a competitive 
and proficiency market where the 
3 facilitators to success : customers are already 
marketing and managerial well-satisfied 
synergy 
strength of the marketing 
communications and launch 
effort 
market need, growth and s ize 

16 .  Cooper ( 1 980) 15 variables l isted in his earl ier Under-estimated Project NewProd 
articles above competitive strength or 

positioning market 
Overestimated number 
of potential users 
Too high price 
Technical 
deficiencies/difficulties 
with product 
Lack of marketing 
research skills or 
personnel 
Lack of detailed market 
study phase 

1 7. Cooper (1 982) 1 5  items from the studies above Almost 200 Canadian companies Personal interviews and mailed Project NewProd 
active in new products questionnaires 

Confuses 'failures ' with 
'mortal ities ' as he refers to 4 I% 
of failures that were 'killed' 
before launch 

The industry, size and ownership 
had no impact on performance 

1 8. Cooper ( 1983) The main factors listed above Same items as l isted Project NewProd but also 
above reviews some other studies on 

success/failure 
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19. Cooper ( 1 984a) For a high-impact programme 122 industrial product firms This study seeks to look at the 
strategy technological overall new product programme 
sophistication, i nnovativeness for the company rather than 
and aggressiveness are required. individual products 
For a high success rate strategy The underlying hypothesis is 
firms had a much more that the new product strategy of 
conservative approach with a firm determines the 
avoidance of new markets, performance of the programme 
development of products with a Measures of success used: 
high product fit and focus and The impact of the NP 
seeking a differential advantage programme on sales and profits 
and where there is a production The success rate of the 
and technological fit. programme in terms of success, 
For a high relative performance failure or kill rates 

firms need the technological The relative performance to 

sophistication mentioned before; objectives, competitors and 
the need to develop products for profits vs. costs 
many customers and targeted at 
mass markets; market need and 
offensive orientation, marketing 
orientation and dominance, 
marketing synergy and selecting 
markets with high potential, size 
and growth 

20. Cooper (1984b) As above The worst performers Project NewProd 
lacked technological Same study as above 
aggressiveness and 
commitment and were 
not R&D orientated of 
proactive in obtaining 
new technologies. They 
had a defensive strategy. 
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2 1 .  Cooper ( 1990) Superior product offering unique NewProd 111 
benefits 
Well-defined product and project Found that factors previously 
from the beginning thought to contribute to success 
Quality of execution of did not: 
technological activities Products aimed at highly 
Technological synergy competitive markets 
Quality of execution of pre- Top management support 
development activities 
Marketing synergy 
Quality of execution of 
marketing activities 
Market attractiveness 

22. Cooper (I 994) Unique superior product 
Strong market orientation 
Proficiency of the first few 
stages of the project 
Sharp and early product 
definition 
Cross-functional teamworking 
Sharp evaluation and decision 
points in the process 
Qua! ity of execution 
Multi-stage and gate process 
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23. Cooper and Kleinschmidt 7 factors highlighted from 123 Canadian firms and 252 new Questionnaire and detailed NewProd II 
( 1 986) previous studies including product case histories interviews Focuses on the actual new 

NewProd: product project and the 
product differential processes and the impact they 
understanding of users needs have on the outcomes 
strong launch effort 
technological strengths and 
synergy 
marketing synergy 
attractive market for the new 
product 
top management support and 
commitment 
From this study: 
Preliminary market assessment 
Formal market launch 
The completeness of the new 
product process 
The proficiency of initial 
screening, preliminary technical 
assessment, product 
development, preliminary 
market assessment, market 
research, business/financial 
analysis, in-house product tests, 
test market/trial sell and market 
launch 
The up-front development 
activities tended to be key 

24. Cooper and Kleinschmidt Project definition 125 industrial firms giving over NewProd II 
( 1987a) Product superiority 200 new product case histories 

Synergy 
Product uniqueness 
Quality product 
Unique customer benefits 
Product which solves a 
customers' problem 
Product that made use of 
advanced technology 
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25. Cooper and Kleinschmidt Product advantage Sarne sample as above NewProd [l 
( 1987b) Proficiency ofpredevelopment 

activities 
Protocol 
Proficiency of technological 
activities 
Proficiency of market-related 
activities 
Technological synergy 
Market potential 
Marketing synergy 

26. Cooper and Kleinschmidt More manpower devoted to Characterised by NewProd III? 
(1988) them than failures illogical and difficult-to-

More financial spend on explain spending 
successes than failures patterns 
Twice as much market research 
(spend and man-days) conducted 
than in failures. 
More money and time spent on 
the predevelopment activities 

27. Cooper and Kleinschmidt Stage-gate process Performance results from 
(1991) leading firms on implementing 

the stage-gate system 
28. Cooper and Kleinschmidt Unique superior product Stage-gate system as above 

(1993a) Strong market orientation 
More predevelopment work 
Define the project early 
Cross-functional structure 
Good project evaluation 
Control the process 
Speed is everything but not at 
the expense of quality execution 
Multitask the process 

Implement the stage-gate 
process 
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29. Cooper and Kleinschmidt Quality of the execution of the 2 1  finns with I 03 new industrial Study in the chemical industry, 
( 1 993b) activities in the innovation product projects in the chemical part ofNewProd III 

process industry in United States, 
Inclusion of 'pivotal ' activities Canada, United Kingdom and 
such as detailed market study, Germany 
pilot production, 
precommercialisation business 
analysis, preliminary market 
assessment, trial sell and initial 
screening 
Early product and project 
definition 
Strong project team leader 
Multidiscipl inary team 
Customer-derived new product 
ideas 
Quality of the formal launch 
effort 
International orientation 

30. Cooper and Kleinschmidt Same conclusions as above As above Chemical industry study again 
( 1995a) 

3 1 .  Cooper and Kleinschmidt High quality new product Weak on those items 135 firms from Europe and Mail questionnaire This looks at what factors 
( 1995b) process North America across several distinguish the solid performers 

Clear and well-communicated industries: from the dogs who were the 
new product strategy for the firm chemicals/materials worst performers. 
Adequate resources communications equipment 
Top management commitment machinery/equipment 
An entrepreneurial climate electronics/electric 
Senior management food 
accountability automobile parts 
Strategic focus and synergy misc. 
High quality development teams 
Cross-functional teams 

32. Corfield ( 1979) Multidisciplinary teams Design brought in too Report for the National 
Design should be represented at late in development Economic Development Office 
board level 
Accurate market information 
Product specification must be a 
good fit to the market 
information 
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33. Crawford ( 1979) Looks at failure rates in studies. Highlights an interesting 
difference between 'failures' and 
'mortalities' which some studies 
have confused. 'Mortalities ' are 
those which are killed off whilst 
still in development. 

34. Crick and Jones ( 1999) Superior overall performance 88 winners of the Queen 's Mail questionnaire Raises questions over the way in 
Ergonomics/ fitness for use Award for Technological which an award is used as a 
fashion Achievement over five years sampling frame or indicator of 

8 8 technologically orientated success as they found few 
firms that were not winners of differences between the two 
the Queen's Award samples 

35 .  Dougherty ( 1990) Identification, analysis and 1 8  new product projects in 5 Interviews with people with 
incorporation of market firms direct product experience and 
opportunity into product design the ir managers 
Understanding of user needs 

36. Dwyer and Mellor ( 1 99 1 )  Proficiency of  product 75 Australian firms Abstract only 
development activities 

37. Friar ( 1 995) Increase of market Abstract only 
competition 

38 .  Gardiner and Rothwell Early and close consultations 2 cases in agricultural machinery 
(1 985) between design and and aerospace 

representative customers 
Tougher and more demanding 
customers are in their 
requirements 

39. Gatignon and Xuereb Strategic orientation of the firm: 393 marketing executives drawn Mail questionnaire 
( 1997) Technological orientation for randomly across the US 

developing products superior to 
competition 
Competitive orientation for 
developing products with lower 
costs 
Consumer and technology 
orientated in markets with 
uncertain demand 
Competitive orientation when 
demand is not too uncertain 
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40. Griffin (1 992) Structured cross-functional 35 product development projects Abstract only 
teamworking and closeness to in US 
the user through the 
implementation ofQFD 

4 1 .  Han, Kim and Srivastava Customer orientation 225 banks in mid-west America Mail questionnaires 
(1998) 

42. Hart, Huitink, Tzokas and Product testing and development 134 managers in Dutch Survey Survey looking at how these 
Commandeur (incomplete stages were important to Dutch companies and 1 00 managers in companies manage the process 
reference) companies whereas UK firms UK companies and use different criteria for 

placed more importance to evaluation. 
business analysis stage and the Discussion of what constitutes 
evaluation after it success. 

43. Henderson (1 994) Best people hired Pharmaceutical companies in US Success measured at corporate 
Cross-functional teamworking and Europe level 
and communication 
Development of specialised 
knowledge without becoming 
inflexible 

44. Hise, O'Neal, McNeal Performing key technically- Incomplete 1 95 new industrial products Abstract only 
and Parasuraman ( 1 989) oriented design steps design/development 

steps in product 
development 

45. Holt (1989) Recognise importance of user A theoretical paper 
i nformation 
Demonstrate creativity in 
assessing needs of present and 
potential users 
Focus on the user from all 
involved in the PD activities 

46. Johne ( 1994) Skilful l istening to both the A speculative and theoretical 
external and internal market rather than empirical oaper 

47. Johne and Snelson (1988) NPD strategy not 20 UK and 20 US firms in 4 Face-to-face interviews with top 
integrated in corporate manufacturing industries: and middle level managers 
strategy mechanical engineering; 
Top management not electrical engineering; chemicals 
directly involved and food 
Little product planning 
Limited in-house skills 
Little reliance on teams 
with over the wall 
approach 
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48. Kleinschmidt and Cooper High and low innovativeness Moderately innovative, 
( 1 99 1 ) products are more l ikely to be middle of the road 

more successful than those in- products 
between 

49. Kleinschmidt and Cooper 1 03 new product projects in the Study on the management 
(1 995) chemical industry perception vs. reality of 

perfom1ance standpoint 
Found serious gaps between 
managers ' beliefs and reality 
Uses chemical industry study 
again 

50. Koksal ( 1 996) Marketing orientated process UK electronics industry Questionnaires 
Growth rate and existence of Structured interviews 
great demand for the category of 
the new product in the market 
Order of entry into the market 
Product characteristics 
Importance of existing 
marketing skills and resources in 
NPD 
Some of the launch efforts 
None of the famil iarity and 
newness characteristics had any 
imoact 

5 1. Kolodny (1980) Matrix organisational structure Review of the extant literature 
Product chamoions 

52. Leenders and Wierenga R&D/marketing integration 30 exploratory interviews in 14 Looks at the effect of integration 
( incomplete reference) companies in several industries on NP performance at company 

in the Netherlands level 

148 mail questionnaires in 
pharmaceutical industry 
internationally 

53. Leenders, Wierenga and Marketing/R&D interface Pharmaceutical industry chosen Mail survey of l 000 respondents Study is of innovation success of 
Janszen (1996) Work-in- (work in progress) companies rather than at project 
progress level unlike most of the 

nrecedin!! literature 
54. Lorenz ( I  983) Market research Focus is on truly innovative 

nroducts 
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55. Magrath and Higgins Pursuance of multiple innovation Success measured at corporate 
( 1 992) pathways: level 

Innovation based on core 
technologies 
Innovation based on remix of 
common operating elements 
Innovation that satisfies unmet 
customer needs 
Innovation from pure 
imagination 
Innovation based on scientific 
research 
Innovation based on functional 
excel lence 
A combination of these is found 
in truly outstanding companies 

56. Maidque and Zirger Cross-functional teams 
( 1 984) Understanding of user needs 

Good co-ordination and planning 
between functions 

57. Mi llman ( 1982) Multidiscipl inary product teams Lack of market 
orientation 
Breakdown in 
communications 
Lack of marketing input 
early in process 

58 . Mishra, Dongwook and Market intell igence 144 South Korean firms with Abstract only 
Dae ( 1 996) Product-firm compatibil ity 288 successful and unsuccessful 

Nature of the new product idea products 
Launch effort 

59. Mishra, Kim & Lee Innovativeness of the product Lack of intelligence 1 14 firms in Korea giving one Questionnaire using 77 Heavy on the stats without 
( 1996) and newness to tl1e firm about customers success & one failure in each statements developed by Cooper explaining why these things are 

Government involvement Failure to understand Firms defined the success or to enable comparison with important. 
important in Korea & China but customers' needs failure themselves but they had results from China and Canada Interesting correlation between 
not Canada to be a 'clear commercial ' Used correlations railier than t- need to know customers ' needs 
Financial resources success/failure tests as they are more 'intuitive' and the success/failure of the 

as iliey are bound between -1 product 
and I 

60. Mocnart, Souder, De Project formalisation 40 technologically innovative Notes only 
Meyer and Quality of the interfunctional Belgian companies wiili I 
Deschoolmeester ( 1994) climate commercially successful and I 
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commercially unsuccessful 
project 

6 1 .  Montoya-Weiss and Strategic Factors: product 47 studies: 6 in the UK with the Literature review of studies that Definition of product 
Calantone (1 994) advantage, technological majority being in Canada and the had a dependent variable performance classified into 3 

synergy and marketing synergy us measuring the performance of a categories: 
Development Process Factors: new product project and had to Financial objectives 
proficiency of technological have one or more explanatory Market share objectives 
activities, proficiency of factors identified as determinants Technical objectives 
marketing activities, protocol, of NP performance 
top management support/skill Found not one study that dealt 
and proficiency of solely with consumer products. 
predevelopment activities 

62. Neale ( 1 994) Capital budgeting sophistication Mail questionnaire 
but may be influenced by 
company size 

63. Nixon (1999) Innovative designs enable 2 companies selected Design seen as part of the 
market opportunities to be l inked In-depth case study research innovation process 
with technological developments method 
Good design is the primary 
differentiator 

64. Oakley (1 997) International orientation Successfully launched products Personally administered, semi-
First to market from 30 high-tech, UK publ icly structured questionnaire 
Faster introduction to overseas quoted, mid-sized manufacturing 
markets electronics companies 
Higher proportion of 
international sales 
Set more ambitious targets for 
the product 
Better product quality 
Better market feedback 
Greater product-line variety 

65. Parkinson (I 982) Active role of users in the Failure to develop Users and suppliers of machine Case studies 
innovation process products of the right tools in 73 British companies 

quality to meet the needs and 56 West German companies 
of the market. 
Too heavy focus on price 
Limited involvement of 
users 
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66. Parry and Song (1994) Relative product advantage 1 29 state-owned Chinese Cooper identified 6 factors as 
Acquisition of marketing enterprises giving 258 product giving success. The first 3 were 
information successes and failures environmental factors and the 
Level of competitive activity last 3 were controllable. He 
Timing of product launch concluded that environmental 
Level of proficiency in factors did not play a critical role 
executing activities in early in determining product success 
stages of PD process but this study found that some 

environmental factors were 
s ignificantly correlated with 
success. 

Abstract only 

67. Pavlidis (1993) Quality of marketing inputs Almost 130 commercial, Personal interviews 
including the quality of the investment and merchant banks Questionnaires 
approach adopted and the quality 
of execution 

68. Pilditch ( 1978) Market orientation 
Understanding the needs of the 
market and filling them 

69. Project SAPPHO Understanding of user needs 
70. Myers and Marquis Attention to marketing and 

(1969) publicity 
Efficiency of development 
Effective use of external 
technology and scientific 
research/expertise 
Seniority and authority of 
responsible managers 

7 1 .  Ram (1989) Innovation resistance by Abstract only 
consumers 

72. Rassam (1995) Strong product design Review of literature 
Product design as a strategic 
activity within the organisation 
Investment in des ign 
Design at top management level 
in the company 
Multidisciplinary teams 
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73. Roberts (198 8) Initiated by market pull forces 
Idea generators 
Product champions 
Programme manager 
Gatekeepers 
Senior sponsor 
Market gatekeepers enabling 
company t understand 
customers' requirements 
Involving the customer 
Technical push forces 

74. Rochford and Rudelius Involvement of more functional 79 medical products Mail questionnaire 
(1992) areas in firm manufacturers Unit of analysis was the new 

Sharing information among product 'a product not 
more functional areas previously manufactured by the 

firm' 
Correlation analysis was used to 
test the hypotheses as it provides 
a means for summarising both 
degree and direction 

75. Rothwel l  ( 1992) Good internal and external Discussion paper reviewing 
communications previous papers 
Innovation treated as a 
corporate-wide task 
Effective functional integration 
Careful planning and project 
control procedures 
Strong market orientation 
Good technical service provided 
to customers 
Project champions and 
technological gatekeepers 
High quality of management 

A - 1 6 



Appendix A - Summary of Success !:·actor :::;tue11es 

76. Rothwell (1994) Good internal & external Lists factors in fifth generation 
communications to aid successful product 
Company treating innovation as development 
a corporate-wide task with a 
balance of functions involved 
Careful planning and control 
used throughout the project 
Efficient development work 
High quality of production 
Strong marketing orientation 
with an emphasis on satisfying 
the needs of the users 
Provide a good after-sales 
service 
Product champions 
Technological gatekeepers 
Committed top management 
Cross-project synergies 
Long term corporate strategy 
Long term commitment to major 
projects 
Corporate flexibility and 
responsiveness to change 
Top management acceptance of 
risk 
Innovation-accepting culture. 
Short cycle times 
First to market 
Efficiency at indirect 
development activities 
Increased decision making at 
lower levels 
High quality initial product 
specification 
Incremental development 
strategy 
Designed-in flexibi l ity 
Close l inkages with primary 
suppliers 
Involving lead users in design 
and develooment activities 
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Accessing external expertise 
Use of computers and 
CAD/CAM 

77. Rothwell and Gardiner Good design Lack of integration Theoretical paper 

( 1 983) Design for marketabi l ity between R&D and 
Close and continuous interaction product design and 
with the user production 

Lack of emphasis on the 
marketabil ity factor 

78. Rothwell and Whiston Functional integration and 
( 1990) organisational structure to 

faci l itate that 
79. Roy and Potter (l 990) Adequate investment in design Inadequate briefing of Investment in design study 

Comprehensive design brief the consultant 
Clear aims and objectives for the Internal disagreements 
project on the aims and value of 
Regular contact between the the project 
consultant and internal staff 
Top management commitment 

80. Ruekert ( 1 995) Involvement and interactions 49 product development teams 
with manufacturing early in the across 3 functional areas: 
PD process marketing, R&D and operations 
Interaction of design with other 
core functions in NPD 

8 1 .  Sanders ( 1992) Inadequate market Suggests more participatory 
information and techniques and projective 
inaccurate assumptions techniques to enable d iscovery 
Use of traditional market of those needs that consumers 
research methods cannot articulate 

82. Song and Parry (1997a) Cross-functional integration 788 new products developed and Questionnaire analysed with 
Information sharing commercial ised by Japanese statistics 
Marketing and technical firms 
resources and skil ls 
The proficiency of the NPD 
activities undertaken 
The nature of market conditions 
Product competitive advantage 
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83. Song and Parry (1997b) Project's fit with firm's existing 6 12  US and 788 Japanese NPD Survey analysed statistically 
marketing and technical skills projects 
base 
Internal commitment 
Cross-functional integration 
Proficiency at business and 
market opportunity analysis, 
product testing and product 
commercialisation 
Product differentiation 

84. Song, Souder and Dyer Marketing proficiency 34 project successes and 3 1  Causal model tested of the Firms judged success by using 7 
( 1 997) Product quality failures from 17 large Japanese relationships among the key criteria: ROI, profit, market 

Process skills firms in high-technology variables share, sales, opportunities for 
Project management skills consumer and industrial products technical leadership, market 
Alignment of skills and needs dominance and customer 
Responsiveness to customer satisfaction. 
wants and needs 
Close fit between project needs Abstract only 
and firm' s  abi lities in marketing, 
R&D, engineering and 
manufacturing 

85. Souder and Song (1997) Focus on design compatibil ity Emphasis on Small US suppliers of Mail questionnaires analysed 
and avoid radical designs under performance superiority, electronics components, Fortune using correlations 
low market uncertainty technical superiority or 500 producers of electronics 
In high market uncertainty the radically new products in final products and Japanese 
companies should focus on low market uncertainty producers of electronics final 
performance superiority, products 
technical superiority and radical 
designs 

86. Souder and Song (1998) Groups factors into 3 classes: 1 5  US firms and 1 5  Japanese Develop models Abstract only 
NPD climate, expertise and finns each with 2 successful and 
management functions 2 unsuccessful products 
The firm's environment 
moderates these influences 

87. Stagg, Saunders and Reiterates findings from Working paper proposing a Comment that there is a dearth 
Wong ( 1 998) previous studies longitudinal study into product of research into consumer new 

development product development. 
Less than 6% of the studies they 
mention focus solely on the 
development of consumer new 
products 
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88. Story, Saker and Smith Top management commitment 10 managers from I O separate In-depth interviews Notes that the NPD process is 
( 1 998) Unique and superior product companies in the European Cross-case analysis ultimately detennined by the 

Marketing synergy Automotive Components industry which it is in (see Craig 
How the activities are carried out Industry and Hart 1 992) 
during development and launch Discussion of how to define 
of a new product success 
Cross-functional integration Companies defined success by 
Teams with a strong leader with profitability and being within 
full responsibility and budget as wel l  as factors 
accountability including market share and 
Good internal and external customer satisfaction and 
communications measures of quality. Also in 
Internal and external sources of terms of the opportunity given to 
new product ideas the firm of entering a new 

market or new product 

89. Ulrich and Eppinger Meeting the needs of the Book 
(2000) customer 

90. Verhees (1998) Market orientation of firm 358 entrepreneurs in rose Mail questionnaire Found market orientation to be 
growing in the Netherlands applicable to small independent 

companies 
91 .  Von Hippe! (1 978) Ideas originating from customers Only applicable in situations 

Customer request includes where the customer is overtly 
functional specifications aware of their new product need 

92. Walsh (1983) Concentrated in less technical, I :  random sample of 40 firms Interviews Importance of marketing as a 
consumer products 2: 8 firms which had won one or Figures on profits, investment & vital complement to good design 
Expl icit in their commitment to more design awards for their sales as indicators of business in order to be commercially 
good design products success successful. 
High value placed on marketing 3: I commercial failure Used prototyping for immediate 
& market research reactions and longer term use. 
Usually started with 
identification of a market 
opportunity as result of research 
or customer feedback 
Unique or superior product was 
important 
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93. Wheelwright and Sasser, Planning process which sets Case study 
Jr ( l989) targets, relates one project to 

another and indicates how the 
sequence of projects capital ises 
on previous investments. 
Enables cross-functional 
integration. 

94. Wind and Mahajan (1997) Lead time/time to market Summary of the articles in Note that there has been 
First to market special edition of the Journal of frustration with a focus on 
Cross-functional integration Marketing Research producing solutions to 
Product competitive advantage customers' current problems 
Strategic orientations of the firm which results in minimum 
Marketing and R&D integration changes to products in 
Managerial controls and predictable markets. ' 'The 
relational norms solution, however, is not to 
Reduction of cycle time without reject the value of a consumer-
reducing the quality of the driven NPD process and 
product and its price marketing research and 
Use of technology in the process modeling to assess consumer 
Flexible organisation enabling a needs, but rather to challenge 
role for a 'genius inventor' the marketing community to 
Marketing research and develop new research and 
modelling utilised modeling approaches capable of 
Focus on how the product dealing with new problems and 
creates value for target segment new solutions and discontinuous 
External R&D utilised innovations under uncertain 
Concurrent NPD process market conditions " (p. 3) 
Functional depth and expertise 
Use of decision tools 
Readiness of the market 
Product champion 

95. Woiceshyn ( 1995) Product/market focus Lack of clear product- 5 firms in the agricultural Field vis its and interviews 
Development of complementary market focus, biotechnology industry in 
skills complementary skills Canada 
Relationships with universities outside the core 

technology and 
relationships with 
universities and 
government 
High level of 
organisational politics 
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Appendix B - Millennium Product Award Information 

Millennium Product Awards were made by a panel of experts who judged the 

submissions to fulfil the following the criteria :  

• Open up new opportunities 

• Challenge existing conventions 

• Demonstrate environmental responsibility 

• Use new or existing technology 

• Solve a key problem 

• Show clear user benefits 

(www.millennium-products.org.uk) 

In order to be awarded Millennium Product status, the products had to be : 

" .. pioneering in their product or service field. They are forward-thinking and 
challenging; creative and innovative." (www.millennium-products.org.uk) 
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Appendix C - Questionnaire Prior to Pre-Testing 

Section A: General Information 

This first section asks for some general information about you and the company. 
This information will be kept entirely confidential. 

1 .  Name of respondent: 

2. Name of company: 

3 .  Please state your position within the company: 

4 .  Please briefly describe the main business of the company: 

5 .  Please state the name(s) of the Millennium Product(s) : 

6 .  Please describe these products : 

7 .  Where did the idea for these products originate: 
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8. Please state how many employees the company has at the moment : 

9. How many employees did the company have when the Millennium Product 
was launched? 

10. Please give the approximate annual turnover of the company: 

1 1 . What was the approximate turnover when the product was launched? 

Section B :  General Organisation and Product Development Information 

The following section asks you for ieformation about your organisation and 
product development generally. For each of the following questions please 
select the response which most closely describes your organisation on a scale 
from 1 to 7 where 1 is strongly agree and 7 is strongly disagree 

Strongly Agree Strongly Disagree 

12. We encourage customer comments and complaints because they help us do a 
better job 

2 3 4 5 6 7 

13. After-sales service is an important part of our business strategy 

2 3 4 5 6 7 

1 4. We have a strong commitment to our customers 

2 3 4 5 6 7 

1 5. We are always looking at ways to create customer value in our products 

2 3 4 5 6 7 

16. We measure customer satisfaction on a regular basis 

2 3 4 5 6 7 

1 7. We regularly monitor our competitors' marketing efforts 

2 3 4 5 6 7 
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Strongly Agree Strongly Disagree 

1 8 . We frequently collect marketing data on our competitors to help direct our 
marketing plans 

2 3 4 5 6 7 

1 9. Our salespeople are instructed to monitor and report on competitor activity 

2 3 4 5 6 7 

20. Marketing information is  shared with all departments 

2 3 4 5 6 7 

2 1 . We regularly have inter-departmental meetings to discuss market trends and 
developments 

2 3 4 5 6 7 

22 . Our marketing people regularly discuss customer needs with other 
departments 

2 3 4 5 6 7 

23 . The marketing people regularly interact with other departments on a formal 
basis 

2 3 4 5 6 7 

24. All departments are involved in preparing business plans/strategies 

2 3 4 5 6 7 

25. We do a good j ob integrating the activities of all departments 

2 3 4 5 6 7 

26. We are quick to respond to significant changes in our competitors' pricing 

2 3 4 5 6 7 

27. Somehow we tend to ignore changes to our customers ' product/service needs 
(negative values indicate greater responsiveness) 

2 3 4 5 6 7 
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Strongly Agree Strongly Disagree 

28. Our management information system can quickly determine the profitability 
of our maj or customers 

2 3 4 5 6 7 

29. Our management information system can quickly determine the profitability 
of our product lines 

2 3 4 5 6 7 

30. Our management information system can quickly determine the profitability 
of our sales territories 

2 3 4 5 6 7 

31. Our management information system can quickly determine the profitability 
of our distribution channels 

2 3 4 5 6 7 

Section Cl  Development of the Millennium Product: Market Research 

The following questions ask you about your most recent Millennium Product and 
the types of market research methods that were used to obtain information on 
end-users. This will be followed by a section asking/or more general information 
on the development of the product. Please select the response on the scale from I 
to 7 where I is 'greatly '  and 7 is 'not at all ' 

To what extent did you use the following methods of obtaining information on the 
needs of end-users for this product? 

Greatly Not at all 
Informal Methods: 

32. Inference from previous products 

1 2 3 4 5 6 7 

33. Informal feedback or approaches from end-users 

2 3 4 5 6 7 

34. Intuition 

2 3 4 5 6 7 
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Greatly Not at all 

3 5 .  Informal observation of market trends 

2 3 4 5 6 7 

Formal Methods: 

36 .  Market research, e .g. questionnaires, focus groups 

2 3 4 5 6 7 

37.  Information from maintenance or service of products 

2 3 4 5 6 7 

38 .  Trade associations or clubs 

2 3 4 5 6 7 

39. Analysis of competitors' products 

2 3 4 5 6 7 

40. Technological analysis or forecasting 

2 3 4 5 6 7 

4 1 .  Externally set standards, e .g .  ISO 9000 

2 3 4 5 6 7 

42. Any other, please specify. 
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I Section C2 Development of the Millennium Product: General Information 

This section asks about general information on the development of your most 
recent Millennium Product. The first question only asks you to score your answer 
on a scale from I to 7 where I is 'greatly' and 7 is 'not at all' 

Greatly Not at all 

Minor vs. Radical Innovation: 

43 . To what extent do you consider the 
product to be different from those 
already on the market? 

3 4 5 6 

44. Which one of the following best describes the Millennium Product? : 

a. new to the world product 
b .  new product line 
c .  addition to an existing product line 
d. improvement or revision to an existing product 
e .  repositioning of  an existing product e .g .  to a new target market 
f. replacement of an existing product but at a lower cost 

7 

45 . Please select any of the following which protect the Millennium Product: 

patents registered designs design rights trade marks none of these 

other (please specify) 

46. Please state how many direct competitors this product has: 

4 7 .  Please state the approximate market share for the product: 

48 .  Was the product the first of its kind to market? 

49 . Has it won any other award? 
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50. If so, please specify. 

End-User Involvement: 
The following questions are asking about the involvement of the end-user in the 
development process of the most recent Millennium Product. Please score your 
answers from I to 7 where I is 'greatly' and 7 is 'not at all ': 

Greatly 

51. To what extent was the end-user 
involved in the product 
development process? 

3 

52. If applicable, how was the user involved? 

4 5 

53. If applicable, when in the process was the user involved? 

Greatly 

54. To what extent did design 
and marketing personnel work together 
on the product? 

3 4 5 

55. To what extent did the marketing 
function feed end-user information 
into the process? 

2 3 4 5 
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Greatly Not at all 

56. To what extent was end-user 
information fed into the 
development process at 
an early stage? 

3 4 5 6 

I Section C3: Success of the Millennium Product After Launch 

7 

The following section asks you to evaluate the success of the most recent 
Millennium Product after it was launched on the market. For each of the 
following questions please select the response which most closely describes your 
organisation on a scale from I to 7 where I is 'strongly agree '  and 7 is 'strongly 
disagree '  

Strongly Agree Strongly Disagree 

57. Customer satisfaction with the product was in line with our expectations 

2 3 4 5 6 7 

58. Customer acceptance of the product was in line with our expectations. 

2 3 4 5 6 7 

59. The product met the revenue goals set for the product. 

2 3 4 5 6 7 

60. The product met the revenue growth goals set for it. 

2 3 4 5 6 7 

61 . The product met the market share goals set for it. 

2 3 4 5 6 7 

62. The product met the unit sales goals set for it. 

2 3 4 5 6 7 

63. The product met the break-even time set for it. 

I 2 3 4 5 6 7 

64. The product attained the profit margin goals set for it. 

I 2 3 4 5 6 7 
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Strongly Agree Strongly Disagree 

65 .  The product attained the profitability goals set for it. 

2 3 4 5 6 7 

66. The return on investment was as predicted for the product. 

2 3 4 5 6 7 

67. The total development cost of the product was in line with expectations. 

2 3 4 5 6 7 

68 .  The time of product launch was in line with expectations . 

2 3 4 5 6 7 

69 .  The performance level of the product was in line with predictions. 

2 3 4 5 6 7 

70. The product met the quality guidelines laid down for it. 

2 3 4 5 6 7 

7 1 . The speed to market was as expected. 

2 3 4 5 6 7 

72. Please state the approximate percentage of investment in the product which 
has been recovered to date : 

73 . Is the product still on the market? 

74. Please give the approximate percentage of total company sales which the 
Millennium Product accounts for? 
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75. Please add any additional information that you think may be useful or 
interesting. (Please continue on another sheet if necessary) 

Thank you for your time and assistance with this. 

C -
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Appendix D - Final Version of Questionnaire 

Section A: General Information 

This first section asks for some general information about you and the company. 
This information will be kept entirely confidential. 

1 .  N arne of respondent: 

2. Name of company: 

3. Please state your position within the company: 

4.  Please briefly describe your main areas of responsibility: 

5 .  Please briefly describe the main business of the company: 

6 .  Please state the name(s) of the Millennium Product(s) and the year of product 
launch: 
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Section B :  General Organisation and Product Development Information 

The following section asks you for information about your organisation and 
product development generally. For each of the following questions please select 
the response which most closely describes your organisation on a scale from 1 to 
7 where I is strongly agree and 7 is strongly disagree 

Strongly Agree Strongly Disagree 

7. We encourage customer comments and complaints because they help us do a 
better job 

2 3 4 5 6 7 

8 .  After-sales service is an important part of our business strategy 

2 3 4 5 6 

9 .  We have a strong commitment to our customers 

2 3 4 5 6 

7 

7 

1 0. We are always looking at ways to create customer value in our products 

2 3 4 5 6 7 

1 1 .  We measure customer satisfaction on a regular basis 

2 3 4 5 6 7 

1 2. We regularly monitor our competitors' marketing efforts 

2 3 4 5 6 7 

1 3. We frequently collect marketing data on our competitors to help direct our 
marketing plans 

2 3 4 5 6 7 

14. Our salespeople are instructed to monitor and report on competitor activity 

2 3 4 5 6 7 

15. Marketing information is shared with all departments 

2 3 4 5 6 7 
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Strongly Agree Strongly Disagree 

16. We regularly have inter-departmental meetings to discuss market trends and 
developments 

2 3 4 5 6 7 

1 7. Our marketing people regularly discuss customer needs with other 
departments 

2 3 4 5 6 7 

18. The marketing people regularly interact with other departments on a formal 
basis 

2 3 4 5 6 7 

1 9. All departments are involved in preparing business plans/strategies 

1 2 3 4 5 6 7 

20. We do a good j ob integrating the activities of all departments 

2 3 4 5 6 7 

21 . We are quick to respond to significant changes in our competitors' pricing 

2 3 4 5 6 7 

22. Somehow we tend to ignore changes to our customers' product/service needs 
(negative values indicate greater responsiveness) 

2 3 4 5 6 7 

23. Our management information system can quickly determine the profitability 
of our major customers 

2 3 4 5 6 7 

24. Our management information system can quickly determine the profitability 
of our product lines 

2 3 4 5 6 7 

25. Our management infom1ation system can quickly determine the profitability 
of our sales territories 

2 3 4 5 6 7 
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Strongly Agree Strongly Disagree 

26. Our management information system can quickly determine the profitability 
of our distribution channels 

2 3 4 5 6 7 

Section Cl Development of the Millennium Product: Market Research 

The following questions ask you about your most recent Millennium Product and 
the types of market research methods that were used to obtain information on 
end-users. This will be followed by a section asking for more general information 
on the development of the product. Please select the response on the scale from 1 
to 7 where 1 is 'greatly' and 7 is 'not at all ' 

To what extent did you use the following methods of obtaining information on the 
needs of end-users for this product? 

Greatly Not at all 
Informal Methods: 

27. Inference from previous products 

2 3 4 5 6 7 

28 .  Informal feedback or approaches from end-users 

2 3 4 5 6 7 

29. Intuition 

2 3 4 5 6 7 

30. Informal observation of market trends 

2 3 4 5 6 7 

Formal Methods: 

3 1 .  Market research, e.g. questionnaires, focus groups 

2 3 4 5 6 7 

32. Information from maintenance or service of products 

2 3 4 5 6 7 
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Greatly Not at all 
33 .  Trade associations or clubs 

2 3 4 5 6 7 

34. Analysis of competitors' products 

2 3 4 5 6 7 

35 .  Technological analysis or forecasting 

2 3 4 5 6 7 

36 .  Externally set standards, e.g. ISO 9000 

2 3 4 5 6 7 

37 .  Any other, please specify. 

I Section C2 Development of the Millennium Product: General Information 

This section asks about general information on the development of your most 
recent Millennium Product. The first question only asks you to score your answer 
on a scale from I to 7 where I is 'greatly ' and 7 is 'not at all ' 

Greatly 

Minor vs. Radical Innovation: 

Not at all 

38 .  To what extent do you consider the 
product to be different from those 
already on the market? 

3 4 5 6 

39. Which one of the following best describes the Millennium Product? : 

a. new to the world product 
b. new product line 
c .  addition to an existing product line 
d. improvement or revision to an existing product 
e. repositioning of an existing product e.g. to a new target market 
f. replacement of an existing product but at a lower cost 
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40. Please select any of the following which protect the Millennium Product: 

patents registered designs design rights trade marks none of these 

other (please specify) 

4 1 . Please state how many direct competitors this product has : 

42 . Please state the approximate market share for the product : 

43 . Was the product the first of its kind to market? 

44. Has it won any other award? 

45 .  If so, please specify. 

End-User Involvement: 
The following questions are asking about the involvement of the end-user in the 
development process of the most recent Millennium Product. Please score your 
answers from I to 7 where 1 is 'greatly ' and 7 is 'not at all ': 

Greatly 

46. To what extent was the end-user 
involved in the product 
development process? 

3 
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47. If applicable, how was the user involved? 

48 .  If applicable, when in the process was the user involved? 

Greatly Not at all 

49. To what extent did design 
and marketing personnel work together 
on the product? 

, I 2 3 4 5 6 7 

50. To what extent did the marketing 
function feed end-user information 
into the process? 

2 3 4 5 6 7 

5 1 .  To what extent was end-user 
information fed into the 
development process at 
an early stage? 

2 3 4 5 6 7 

I Section C3 : Success of the Millennium Product After Launch 

The following section asks you to evaluate the success of the most recent 
Millennium Product after it was launched on the market. For each of the 
following questions please select the response which most closely describes your 
organisation on a scale from I to 7 where I is 'strongly agree ' and 7 is 'strongly 
disagree ' 

Strongly Agree Strongly Disagree 

52.  Customer satisfaction with the product was in line with our expectations 

2 3 4 5 6 7 

53 .  Customer acceptance of the product was in line with our expectations. 

2 3 4 5 6 7 
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Strongly Agree Strongly Disagree 

54. The product met the revenue goals set for the product. 

2 3 4 5 6 7 

55 .  The product met the revenue growth goals set for it. 

2 3 4 5 6 7 

56.  The product met the market share goals set for it. 

2 3 4 5 6 7 

57 .  The product met the unit sales goals set for it. 

2 3 4 5 6 7 

58 .  The product met the break-even time set for it. 

2 3 4 5 6 7 

59.  The product attained the profit margin goals set for it. 

2 3 4 5 6 7 

60. The product attained the profitability goals set for it. 

2 3 4 5 6 7 

6 1 .  The return on investment was as predicted for the product. 

2 3 4 5 6 7 

62. The total development cost of the product was in line with expectations . 

2 3 4 5 6 7 

63 . The time of product launch was in line with expectations. 

2 3 4 5 6 7 

64. The performance level of the product was in line with predictions. 

2 3 4 5 6 7 

65 . The product met the quality guidelines laid down for it. 

2 3 4 5 6 7 
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Strongly Agree Strongly Disagree 

66. The speed to market was as expected. 

1 2 3 4 5 6 7 

67. Please state the approximate percentage of investment in the product which 
has been recovered to date: 

68. Is the product still on the market? 

69. Please give the approximate percentage of total company sales which the 
Millennium Product accounts for? 

70. Please add any additional information that you think may be useful or 
interesting. (Please continue on another sheet if necessary) 

Section D: Further General Information 

The final section briefly asks for some more detail on the company: 

71 . Please state how many employees the company has at the moment: 

72. How many employees did the company have when the Millennium Product 
was launched? 
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73. Please give the approximate annual turnover of the company: 

74. What was the approximate turnover when the product was launched? 

75. Would you like a copy of the summary report from this survey? 
Yes 

No 

76 . Would you be prepared to take part in any further research? 
Yes 

No 

Thank you very much for your time and assistance with this. 
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Appendix E - Questions and Probes for Stage Two Interviews 

1 ) Main 

Taking the last product you developed that you consider was successful, can you 

please describe the product development process you went through? 

a) Probes 

i) What name do you give that particular stage of the process 

ii) How formal would you describe the process as being? 

iii) How were the ideas for the product generated? 

iv) What was the source of the idea for the product? 

v) How did you test the product at that stage? 

vi) Who did you involve in the testing? 

2) Main 

What methods of obtaining information on your users did you use m the 

development of this product? 

a) Probes 

i) How formal was that process? 

ii) What sort of role did intuition or your previous experience with users 

of your products play? 

iii) How useful were friends and family or other informal contacts? 

iv) What about more formal sources of information such as trade clubs or 

product faults or maintenance? How much use were they to you? 

v) What about brainstorming techniques or focus groups with users, how 

were they used? 
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vi) How far beyond the bounds of normal market research would you say 

you went to gather information on users' requirements for this product? 

3) Main 

How many of the product development team are users of the product themselves? 

a) Probes 

i) What positive aspects do you think this adds to the development of the 

product? 

ii) What about problems or conflicts of interest that it causes? 

4) Main 

What other methods or techniques did you employ to develop the product from the 

perspective of the end-user? 

a) Probes 

i) Could you just define those terms for me please? 

ii) Just for clarification, who exactly was involved in that process? 

iii) If users - could you describe some of their characteristics? 

5) Main 

How many users of the product do you involve in the different stages (throughout) 

the process? 

a) Probes 

i) How does the intensity and frequency of the interaction vary 

throughout the stages of the process? 

E - 2  



' 

i 

Appendix E - Questions and Probes for Stage Two Interviews 

ii) How high do you consider that intensity of interaction to be? 

iii) How does the frequency of interaction compare with that of other 

products you have developed? 

iv) Do you feel that you involved users more than your competitors? 

v) How high is the number of users involved compared with the total 

number of users of the product? 

vi) What methods do you use to find users that are willing to take part in 

this  process? 

vii) What specific characteristics do you look for in the users who take 

part? 

6) Main 

What did you actually get the users to do? 

a) Probes 

i) Could you define/clarify those terms please? 

ii) Were interviews/questionnaires/observational techniques used during 

that stage? 

iii) What about involvement in techniques such as brainstorming or focus 

groups? 

7) Main 

How do you find out what' s happening in the market? 

a) Probes 

i) What roles do intuition and experience play in that? 
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ii) How do you monitor the competition? 

8) Main 

How successful did you feel that the product was in the market? 

b) Probes 

i) What criteria are you using to assess success in that context? 

ii) How do you formally measure the success of a product? 

9) Main 

Overall, if you were evaluating the process used to develop this particular product, 

what would you describe as being the aspects that you think you did particularly 

well? 

a) Probes 

i) Why do you think that was so good? 

ii) Were any of these improvements on past errors or mistakes? 

10) Main 

What are the aspects you feel could have been done better? 

a) Probes 

i) What would you do instead next time? 

ii) What caused that problem do you think? 

iii) Why was that a particular problem? 
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Appendix F - Success Scale Questionnaire 

The following section asks you to evaluate the success of your selected product 

after it was launched on the market. For each of the following questions please 

select the response which most closely describes your organisation on a scale 

from 1 to 7 where 1 is 'strongly agree ' and 7 is 'strongly disagree ' 

Strongly Agree Strongly Disagree 

1 .  Customer satisfaction with the product was in line with our expectations 

2 3 4 5 6 7 

2. Customer acceptance of the product was in line with our expectations. 

2 3 4 5 6 7 

3 .  The product met the revenue goals set for the product. 

2 3 4 5 6 7 

4. The product met the revenue growth goals set for it. 

2 3 4 5 6 7 
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Strongly Agree Strongly Disagree 

5 .  The product met the market share goals set for it. 

2 3 4 5 6 7 

6. The product met the unit sales goals set for it. 

2 3 4 5 6 

7. The product met the break-even time set for it. 

2 3 4 5 6 

7 

7 

8. The product attained the profit margin goals set for it. 

2 3 4 5 6 7 

9. The product attained the profitability goals set for it. 

2 3 4 5 6 7 

10 .  The return on investment was as predicted for the product. 

2 3 4 5 6 7 
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Strongly Agree Strongly Disagree 

11.  The total development cost of the product was in line with expectations. 

2 3 4 5 6 7 

12. The time of product launch was in line with expectations. 

1 2 3 4 5 6 7 

13. The performance level of the product was in line with predictions. 

2 3 4 5 6 7 

14. The product met the quality guidelines laid down for it. 

2 3 4 5 6 7 

1 5. The speed to market was as expected. 

2 3 4 5 6 7 
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The Cutler 

Background 

This company was founded in the 1 9th century as a knife manufacturer and cutler. 

Over the past thirty years it has seen a number of changes including being owned 

by an American company before being sold to an Australian multi-national in the 

mid eighties. Although it is a member of a large conglomerate, The Cutler is a 

medium-sized company with around one hundred employees. Over the past seven 

years a number of changes concerning new product development have been 

introduced including the investment in a great deal of high-tech computer 

equipment allowing the use of three-dimensional design packages. They were the 

first in the industry to invest in this kind of equipment and although their main 

competitor is the market leader in the UK, The Cutler is more technologically 

advanced. The changes were in part stimulated by renewed investment and 

interest in the UK side of the business by the Australian parent company. The 

design department became an integrated department within the UK side of the 

company, thereby giving a greater and more co-ordinated focus to new product 

development. 

Despite the downturn in the steel industry in the UK, The Cutler has survived by 

being innovative with its products and focusing more on unique designs rather 

than price. Before the recent changes the company had moved away from its core 

business of cutlery into other kitchen items including plastics. Although the 
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company had survived, it had not been terribly successful and the new 

management has refocused the new product development back on the core cutlery 

products . Most of the cutlery had previously been designed and produced by the 

parent company in Australia. At the time of the case visit, the UK arm was just 

about to launch their first major line of cutlery for several years. 

As with many of the housewares manufacturers in this study, they now source 

' 
their production overseas in the Far East to allow them to be more competitive on 

1 

price, but the primary focus of their product development is on innovation and 

design, not price. The development team are aware that payback on tools must be 

made within eighteen months and that this is caused by shortening of product 

lifecycles. This is attributed in part to the recent rise of the 'TV chef 

phenomenon' which has fuelled fashion trends and design innovations in the 

kitchen and housewares industry. 

Product Development Process 

1. Brainstorming new products with customers (retailers, e.g. Marks and 

Spencers) . 

2. Initial design brief prepared by Marketing, giving financial data, target market 

and positioning. 

3. Passed to Design Manager who then schedules the proj ect on computer 

system, based around the other ongoing projects . 

4. Brief passed to a designer who sketches the product and then produces CAD 

models . 
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5 .  Product Development team meet with the customer to discuss the visuals. 

6. Design iterations. 

7. Prototypes made. 

8 .  Product development team checks the prototype and makes any necessary 

changes. 

9. Data sent electronically to manufacturer in Far East. 

1 0. First-off tool samples are received back home. 

1 1 .  Goes to external user trials for ' rosy-glow' endorsement although it is too late 

to make any major alterations at this stage. 

12 .  QA inspections. 

1 3 .  Launch. 

The process starts with a brief from the marketing people giving the basic market 

information: target markets, volumes, target prices and potential competitors or a 

brainstorming session with a retailer, which leads to a brief being developed. An 

intranet site is set up for each new project so that all the details are easily accessed 

by each member of the design and development team. Once each stage has been 

completed it is signed off by the relevant manager ( design, product/marketing or 

Managing Director) on the website and the software automatically emails the next 

person in the queue. This helps to eliminate unnecessary delays but gives the 

impression of an ' over-the-wall' process. 

The prototypes are examined and tested by the product development team and will 

sometimes go out on external user trials. These trials are frequently used but are 
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mainly employed to reinforce the opinions of the development team. As these are 

everyday products which the designers are using all the time, there is a degree of 

assumption that the external users' opinions do not add much to the process and 

rarely anything comes back from the users that had not already been considered 

by the cross-functional development team. The predominant opinion of external 

users is that they are useful for obtaining reinforcement of ideas but they are not 

much good for initiating new product ideas. They do not know what they want in 

the future because their opinions are based on what they have now. Instead it is 

the designers who are creating the future, fuelled partly by consumerism. For 

example, the 'TV chef phenomenon' has ignited demand for innovative kitchen 

tools but it is the designers who are creating the specific shapes and styles. The 

overall response to involving external users is that they are not really worth 

bothering with during the development process. User input comes mainly from 

internal sources and is more applied and therefore more useful for the creation of 

a new product. 
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The Mill-Maker 

Background 

This company was formed just after the First World War and was a family-owned 

business up until 1 997 when it went through a Management-Buy-Out (MBO). 

Initially it started life as a trading company but started to design and manufacture 

housewares in the 1 950s. The MBO led to a lot of changes including a refocus on 

the core business of the company, designing and manufacturing salt-and-pepper 

mills. Although comments were made that the products have changed but the 

methods of operation are much the same as they have always been, the evidence 

suggested that the rationalisation and MBO have in fact had a tremendous impact 

on the product development process. The process is much more formalised than it 

previously was and investment has been made in computer equipment in a similar 

way to The Cutler. Also in common with several other housewares companies, 

The Mill-Maker manufactures its products abroad in the Far East to allow it to be 

more competitive on price. That said, the company has found that the design, 

shape and function of their products are more important to the consumers than the 

price. The move towards more innovative designs is attributed to the 'TV chef 

effect' ,  where programmes such as 'The Naked Cher and 'Nigella Bites' have 

had the effect of creating a fashion for housewares products and made the kitchen 

more of a central focus in the house. 

The product development process used to reflect the origins of the company in the 

fact that it was highly informal and the Design Manager used to discuss new 
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product ideas with the Chairman and then produce the products they agreed upon. 

Since the MBO, the climate of product development has changed from one of ' gut 

feel' to a need to justify commercially the decisions that are made and money that 

is spent. As a result, they had just finished writing and trialing an entirely new 

and complete NPD procedure at the time of the interview which is linked into the 

computer system and tracked using a critical path analysis so that it is all in 

writing and everyone on the team knows where they should be at a given time. 

Product Development Process 

1 .  Standard products are driven by requests from retailers and market research. 

2. Product specification brief is developed, containing targeted financial data: 

profit margins needed etc . 

3 .  Concepts and sketches are drawn up. 

4 .  Initial costings are drawn up and the project is justified. 

5. Detailed drawings or computer generated three-dimensional drawings are 

made. 

6 .  A further costings phase to tie down the costings, which then again leads into 

another justification phase. 

7. Design details are then finalised.  

8 .  Tooling is commissioned. 

9. First-off tool samples. 

1 0. Manufacture in the Far East . 

1 1 .  Product launch. 

G - 6  



Appendix G - Case Studies 

The interviews indicated that the perception in the company is that product 

development is very sales-orientated, there are a number of indications that it is 

more market orientated than they think. The briefs derived from Marketing are 

based on research that they have carried out in the marketplace, feedback from the 

sales people and store audits . In many cases, it will be based on up and coming 

trends and they describe themselves as being proactive in product development, 

trying to be innovative rather than just responding to current market trends or the 

competition. 

Throughout the development process there is a focus on testing the designs and 

prototypes, but it depends on how familiar the type of construction is to the 

company, as to whether they are internal or external user trials. If the product 

uses a familiar construction then the product development team and other 

employees are recruited to test the prototypes. If it is something innovative and 

new to the company then external user trials are employed. This is described as 

being a 'normal ' route of testing for housewares companies. In addition, being a 

user as well as a designer is flagged as being important, on the grounds that it 

helps in the functional design of the product. It was commented that the negative 

side is that it can lead the designer to assume greater knowledge on the part of the 

consumer than actually exists. This is where user trials, both internal and 

external, come into their own. 

G - 7 



Appendix G - Case Studies 

The Lounger 

Background 

The Lounger produces a variety of plastic products for the home and garden, 

although their main focus is on garden furniture. Prior to 1990 it had been a 

plastic toy manufacturer which made garden furniture as a sideline for about a 

year. In I 990,  the company was acquired by an large company and run as an 

independent subsidiary. After this acquisition the company went through 

enormous growth in the 1990s and is now the leading supplier of resin garden 

furniture in the UK. Generally they benefited from things that just went right for 

them at the right times and consider themselves to have an informal approach to 

new product development. The approach today has developed somewhat from 

their initial policy of 'benchmarking' with competitors' products; in other words 

copying what was best on the marketplace and learning to do it better and often 

with different price levels. Today, the process revolves less around 

'benchmarking ' and more around original designs and product ideas, but the 

decision-making process is kept as short as possible and if they think it is a good 

idea then they go ahead and make the product. 

One of the reasons given for this informal approach is that the main influence on 

how well this company's  products do is the weather and therefore not anything 

they themselves have any control over. This type of product is not especially 

design-sensitive and the price and weather are more important, provided that the 

basic functional quality is right. 
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Product Development Process 

1 .  Senior management team thinks of new ideas : includes production and an 

external designer and occasionally customers (retailers) . 

2. Designers draw up the concepts .  

3 .  Meeting agrees initial designs . 

4. Miniature scale prototypes are made up for the product development team. 

5 .  Once they agreed or amended, full-scale models are produced. 

6. Views are solicited from trusted retailers. 

7. Tooling is made. 

8 .  Manufacture in the UK. 

9. Product launch. 

Testing is informal, in common with the overall perception of the process. It 

mainly involves gut feel and intuition and opinions from employees within the 

company. Some models are taken to exhibitions and trade shows to get 

confirmation of their ideas from retailers and competitors but they do not test their 

products with external consumers at all .  

In common with other plastics manufacturers in this study, the injection-moulding 

plants are in the UK and manufacture is not sourced abroad. One of the reasons 

for this given by The Lounger, is the importance of being able to respond quickly 

to changes in the weather and a 12  week lead time from manufacturing abroad 

would not permit this level of flexibility. 
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Although this type of product i s  not as fashion-led as some of the other 

housewares areas, there has still been an impact felt from television programmes 

such as 'GroundForce' .  The majority of trends in these types of products, 

however, are driven by the manufacturers and the retailers. The retailers are 

recognised as the group with the most power as they tend to dictate to their 

suppliers what they will put on their shelves and the consumers will buy whatever 

is there. This is not a particularly market-oriented perspective but appears to be 

one that holds true. Some of the retailers will also enter into partnerships with the 

manufacturers and may have good ideas of their own whereas others just do not 

want to be involved in the product development stages at all. 
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Kitchen Gadgets 

Background 

Kitchen Gadgets is a medium-sized private company owned by an American 

company with operations in the UK and Canada. The company is involved in the 

supply and manufacture of kitchen and household gadgets. It makes very few 

new products of its own although it does work with a partner to develop 

innovative products but otherwise it generally buys in any products they want to 

add to their ranges. The role of marketing is mainly involved in branding the 

products they have got and promoting the breadth and diversity of existing ranges 

to the retailers. The majority of ' new product' improvements are changes in the 

way they are presented and packaged. The company is small in the UK and they 

feel that there is little bureaucracy and high levels of speed and flexibility to get 

things done. In addition, they put a lot of success with new products down to 

intuition, experience and chance so this is a very informal approach to product 

development. 

New product ideas come from talking to independent retailers and keeping an eye 

on what the competition are doing. Feedback on these comes through from the 

salesforce and ideas are developed in conjunction with a product development 

company. Whilst they admit that they do not ask consumers directly for their 

opinions, they consider that the independent retailers in this sector are helpful in 

conveying the consumers opinions. They know what sells well and what does not 

and will often give feedback on how products could be improved. Clear 
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distinctions were drawn between the helpful independent retailers and the large 

multiple retailers, which were described as being very unhelpful and blinkered in 

what they think the consumers want. They are perceived as being reluctant to 

place new products on their shelves, whereas the independent retailers are 

perceived as being willing to try more new products . 

Product Development Process 

1 .  Idea suggested by retailer, product development company or salesforce. 

2. Concepts drawn up and agreed upon. 

3 .  Prototypes developed. 

4 .  Prototypes tested with independent retailers and family and friends to get 

responses. 

5 .  Adjustments made. 

6. Manufacture. 

7. Launch. 

The product development process was described as being very fast in this 

company because of the lack of bureaucracy and little formal structure. This is 

seen as a positive attribute on the whole because it enables them to introduce new 

products quickly or drop products from ranges if there is sufficiently strong 

competition. The negative side is that the products are not really tested with the 

end-users at all, but again this is not perceived by the company as being a 

problem. They admit that when they bring out new products they do not really 

know whether the end-users will like them but consider that there is no real need 
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for any product testing. On the whole the products, kitchen gadgets, are very 

basic and either work or do not and they do not really think that the average 

person on the street would have any idea on how to improve their products. In 

some respects this appears to be quite a conceited and risky view, but contact with 

the end-user is obtained via the independent retailers and they are a successful 

company. It does appear that perhaps the products are too basic to seek 

consumers' opinions on. 
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The Clothes Peg 

Background 

The Clothes Peg is a small company with fewer than ten members of staff. It is 

primarily an injection-moulding business which is dependent on a couple of 

products for the housewares market. It is a privately owned company which does 

all of its product development and manufacturing in the UK. It started life as a 

company to develop the brainchild of the founder - a completely plastic clothes 

peg. This product was developed in collaboration with a number of other 

organisations and despite initial difficulties in getting it into the multiple retailers, 

it has been extremely successful . The entire product development process for this 

one product took over two years before it was actually available in the shops, but 

this time to market looks as though it will be considerably shorter for the current 

products in development. The company ow11s the injection-moulding machinery 

and is therefore able to respond quickly to fluctuations in demand. 

Product Development Process 

1 .  Ideas for products come from family and friends and own intuition. 

2 .  Initial designs and models drawn up. 

3 .  Opinions sought i n  informal way from family and friends. 

4. CAD and designers from Warwick University used to develop designs 

further. 

5 .  Prototypes developed. 

6 .  Prototypes tested with consumers. 
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7. Iterations to design. 

8 .  Retailers approached for their opinions and involvement. 

9. Manufacture. 

1 0 . Launch. 

Although the majority of testing with the first product was on the materials rather 

than to obtain consumers opinions, there is importance placed on end-users' 

feedback in this company. This is generally collected in an informal manner by 

distributing the products to friends and family and obtaining feedback and 

opinions from them. It was observed that perceptions are important with end

users rather than the reality. If they, for example, perceive that there is something 

not quite right with the product, this may not actually be the case but minor 

alterations are still needed to be made in order to overcome the negative 

perception and encourage purchase. 

Comments were also made about the unhelpfulness of the major retailers. The 

multiple retailers dislike buying from companies which only offer them a single

product because it is not cost-effective for them. This is a price-sensitive area of 

the housewares market. In addition, buyers change regularly in the multiple retail 

sector and there is little opportunity to build up a long-term relationship with a 

buyer which might overcome the other problems. These issues were significant in 

the length of time that it took The Clothes Peg to get its first product to market. 

One -method they employed to overcome the single-product issue was to use a 

broker, who sells their product along with other manufacturers' products. This 
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costs The Clothes Peg more money, but does mean that the multiple retailers are 

more willing to buy the product from the broker as they will buy others from 

him/her at the same time. 
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The Coffee-Pot 

Background 

The Coffee-Pot is a medium-sized company which is well-established in the 

housewares and kitchen equipment market. They design their own products in the 

UK but outsource the manufacture in the Far East. They produce two main types 

of products :  those that are exclusive to them and are fairly innovative and those 

that are 'open items' and can be bought by other importers . These tend to be 

standard products such as potato peelers. The interviewees gave several examples 

of the product development process which is fairly formalised and structured. 

There are however indications that a degree of flexibility allows the process to be 

changed depending on the type of product being developed. They also develop 

cookware in association with popular television chefs such as Madhur J affrey, and 

have found that provided the products are of a good quality and the chefs have 

good 'staying power' that this is an extremely successful way of promoting their 

products . 

For the slightly more innovative products they employ the services of a designer 

who will often come up with new product ideas and suggest them to the company. 

The more standard products tend to be minor improvements to existing products 

or additions to ranges that retailers request. It depends on a number of factors 

whether the product is  tested with end-users during its development. For 

example, if speed to market is important for a standard product then it will not 

usually be tested with end-users outside of people in the offices .  Innovative 
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products which are highly commercially confidential would not normally be 

shown to retailers or end-users outside of the offices but those innovative products 

which are not considered to be as confidential would undergo consumer testing. 

Product Development Process 

1 .  Ideas come from retailers, the designer or brainstorming meetings of the 

product development team. 

2 .  Further brainstorming sessions produce a number of concepts and initial 

designs. 

3 .  Design brief is then put together. 

4. Foam models are produced. 

5 .  Working prototypes are then produced. 

6. Any consumer testing will then take place, or working prototypes are shown 

round the offices to obtain employees' opinions. 

7 . Refinements and iterations of design. 

8. Tooling. 

9. First off samples. 

1 0. Iterative loops of2nd offs and 3 rd offs. 

1 1 .  Show it round the office to colleagues for any last minute adjustments to 

styling. 

1 2. Manufacture overseas. 

1 3 .  Launch. 

1 4. Adjustments post-launch if sales have not been as expected. These are usually 

packaging adjustments. 
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Opinions of employees within the company are frequently sought during the 

product development process, although comments were made that they should not 

be considered as 'average' consumers because they see lots of new product ideas 

in development. They are however considered to be a useful additional source of 

product opinions for aspects such as aesthetics and styling. 

Focusing on testing the product with consumers on one occasion led to mistakes 

with the packaging and presentation. A certain level of knowledge on the part of 

the consumers was assumed and when the initial sales of the product were 

disappointing, the company realised that they had assumed too much. The 

packaging and presentation of the product did not adequately communicate what it 

did and how it worked and the company had to undertake a PR exercise to rectify 

this . It was acknowledged in the interviews that testing packaging and 

presentation with the consumers could also be of value here. 

Both speed to market and costs are critical in the standard products area of the 

market. With the more innovative products the focus is on the design and 

therefore they can afford to be more expensive. All of the manufacture of both 

standard and innovative ranges is sourced from the Far East which paradoxically 

allows them to be competitive on price but not always on time to market. The 

majority of their competitors however are also in the same boat and source their 

manufacturing overseas so as long as they are at least as fast as their competitors 

in getting new products to market then this is not a problem. It is a source of 

potential competitive advantage however in the standard products range. It 
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appears that the main source of competitive advantage for the more innovative 

products is the design and originality of the product. 
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The Desk Lamp 

Background 

The Desk Lamp is a small privately-owned company with fewer than ten 

employees. It was established less than ten years ago to make high quality 

lighting products for industrial usages. Recently the company management 

decided to diversify into consumer markets by developing high quality reading 

lights for the home market. In this situation they are now selling direct to the end

user, which did not necessarily happen with the industrial products. This 

diversification was partly born out of frustration within the company that they 

could not buy lights for their homes as good as the ones that they made for 

industrial uses. In addition, the company does operate within a niche market with 

its industrial products, and it was a strategic business decision to try and enter the 

consumer market with a higher quality product than most multiple retailers were 

offering at that time. The company considers itself to be very good at 

understanding their customers ' needs, particularly through asking pertinent 

questions when customers phone up with product requests . The questions are 

focused on eliciting the problem that the customer has and identifying potential 

solutions . Following product sales, The Desk Lamp tries to keep the channels of 

communication open with the customer in order to obtain feedback from them. 

The primary focus of the company in everything they do is the experience of the 

user and this is their unique selling point. In the lighting market, most products 

are driven by cost or aesthetics rather than by the user experience. All members 
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of the company are users of the products, both industrial and consumer, and 

consider themselves to be representative of their target market. They therefore try 

and understand the products and accompanying services from the users' 

perspectives and employ an extremely informal approach to both running the day

to-day business and developing new products. This includes day-to-day living, 

shopping and visiting people in order to obtain information on current product 

offerings and to highlight areas for future development. 

Product Development Process 

1. Idea suggested by team based on their observations 

2. Initial design 

3. Internal testing of competitors ' products 

4. Design iterations 

5. Prototypes 

6. External testing 

7. Tooling 

8. Manufacture in the UK 

9. Launch 

The product development in The Desk Lamp is characterised by a highly informal 

approach and use of creative techniques such as brainstorming. Formal structures 

are seen as an impediment to creative free thought and quick action which are 

seen as characteristics of successful new product development. The driving force 

behind the consumer lighting range was that nothing had been currently built for 
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the purpose and most existing products were driven by cost or aesthetics .  In the 

first instance the product development team asked friends and family for their 

input on important characteristics for the product. They also observed people 

using lights in their own homes and walked round department stores to see what 

was already on the market. They also doctored their existing industrial lights and 

sent them as ' informal pre-prototypes' to existing customers asking for their 

feedback. Following this, the design was formalised and the first-off production 

samples were then sent as 'proper' prototypes to users with a questionnaire to 

gauge their reactions. Other than this stage, very little 'traditional ' market 

research was conducted. Instead the team used their own experiences which gave 

them insight into the 'must haves' and 'must not haves' that were essential for 

making the product a success .  
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The Storage Solution 

Background 

The Storage Solution is in the unique position of being the only company in the 

study which retails its products through a catalogue as well as manufacturing most 

of the products. The main philosophy of the company is to make or buy in 

slightly innovative products which provide straightforward solutions for 

consumer' s household problems, such as storage . The company has undergone a 

number of changes over the past ten years which has led to a proliferation of 

different product lines. Despite a fairly formal structure, the product development 

process appears to be heavily dependent on informal, intuitive input for example 

for new product ideas and for obtaining user feedback. This seems to be at odds 

with the heavy investment in CAD/technology that this firm has put in place. 

Even though this firm has little formal contact with the end-users, there is 

evidence to suggest that they know what the consumers like and will buy. This, 

they consider is mainly based on the fact that they are fairly average people and 

consumers themselves. 

The general approach that this company has taken to new product development is 

one essentially of experimentation based on the premise that it is important to be 

first to market with these kinds of products. This has probably been one of the 

driving forces behind keeping a flexible and informal approach to new product 

development and the investment in technology. An unusual combination when 

compared with other companies in the study. Those which have invested in 
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technology have generally at the same time put into place a much more structured 

and formalised process. 

The Storage Solution has found that market and consumer research has not been 

of much help to them in product development. They have obtained mixed 

feedback from the research that has been carried out, some of which apparently 

told them to be doing something different altogether! Part of the problem appears 

to stem from the organisation of the retail side of the company. Catalogues are 

distributed and orders collected by local freelance volunteers and as a result there 

has never been a real attempt to get to know who the customer is and what they 

like. The focus therefore has tended to be more on speed to market and 

innovativeness rather than a textbook market orientated approach. 

Product Development Process 

1 .  Product development team brainstorms ideas for new products which they 

perceive as being useful. 

2 .  Develop a design brief which details the price points they need to meet. 

3 .  Initial sketches are drawn up. 

4. CAD drawings are produced. 

5 .  Prototypes are made up. 

6. Prototypes are shown round the office to get a general feel for the response. 

7. Tooling. 

8 .  Manufacture. 

9. Launch. 
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This process has been fast tracked from concept to production to 3-4 month lead 

times which is substantially faster than the majority of their competitors . Selling 

through the catalogue these days is not a source of competitive advantage for the 

company and therefore the fact that they are first to market with new designs and 

products is significantly more important to them than if they sold through 

traditional high street or multiple retailers. 

A fair amount of focus was put on the testing of the products in the offices with 

their colleagues. The premise of much of the new product development is along 

the lines of what they themselves would like and find useful in their homes. As 

their main goal is to get the product to market as quickly as possible there is not 

the time to conduct external consumer tests on prototypes but they frequently lay 

on lunch and ask all employees in the company to come and give their opinions 

about the new products. This happens in an informal way, in-keeping with the 

general approach to new product development in this company, but the purpose is 

to pick up on the general response to the product: whether it is favourable or 

unfavourable. 

Not perhaps the most market-oriented approach to new product development but it 

apparently works. According to the interviewees, out of the 300 products they 

could recall having designed only 2 had actually 'bombed out' and not recovered 

the tooling money they had invested. 
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The Garden Hose 

Background 

This company is a medium-sized organisation which concentrates on producing 

products for domestic gardens. They specialise in hoses and related products and 

are the market leaders in the UK. As the organisation is fairly large it is organised 

along a functional structure and the product development onus is with the 

marketing function. The majority of new products that are developed by this 

company are improvements on existing products, although some of these are more 

innovative than others .  Ideas for these improvements come from talking to 

consumers about things they consider could be improved upon, the designers in 

the firm and marketing people from information they receive from the sales-team 

and market research. This indicates that the origins of their product development 

are market orientated. The company takes the view that it is important to innovate 

in this market as the main games that are played are based on price competition. 

They recognise that only one company and one product can ever be the cheapest 

so they try to develop products that are different and better in terms of function 

and design rather than competing on price. 

Product Development Process 

1 .  Ideas developed through brainstorming. 

2 .  Outline brief i s  drawn up with a rough idea of  target retail price for designers 

to work on. 

3 .  Designers draw sketches of different concepts of  the product. 
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4. Iterative process between design and marketing to refine the concepts into 

one. 

5 .  May do concept testing with consumers at this point. 

6 .  Initial prototypes are developed: called a mule. 

7 .  Sometimes taken into consumer research at this stage, but requires careful 

handling and they don't go into consumer research if they are confident about 

the product. 

8 .  Further working prototypes are developed. 

9. Research with consumers into packaging. 

1 0 . Manufacture. 

1 1 . Launch. 

Again, this company involves consumers throughout the product development 

process but it does depend on the type of product and how confident they are in it 

to the extent of consumer involvement. For example, with less innovative 

products which are only minor improvements on existing ones they tend not to 

bother with much consumer research. With the more innovative products, 

however, they will take even the concepts and initial prototypes into consumer 

groups to get feedback. It was noted that these sessions have to handled with care 

as consumers often find it difficult to make the connection between a badly-put

together initial prototype and the final product. 

In addition to the marketing perspective on this, the designers are enthusiastic 

about the feedback obtained from the consumers. The general approach is that the 
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consumers are the main market for these products, rather than the retailers, 

something which seemed to come through in some of the other companies. It was 

noted that a full debrief of the consumer input is needed for the designers, 

however, as they may otherwise only be exposed to one particular aspect and this 

may assume greater importance than it should really do. The cross-functional 

team meetings on a regular basis are useful tools in reducing this kind of bias. 

The members of this team bring their own experiences and perspectives as users 

which is generally regarded as a positive aspect of product development. The 

danger that they might think that their situation is standard is acknowledged and 

this is where the consumer testing is helpful. 

In contrast with a number of the other companies in this study, very little product 

development is discussed with the retailers. The issue of confidentiality is 

important to The Garden Hose, particularly as they are trying to compete on the 

bases of innovation and design rather than price. As a result, they prefer to leave 

talking to the retailers until the product is fairly advanced and the discussions then 

are mainly restricted to display-planning and shelf-space rather than any input on 

the design. Presumably this is also to do with power, and as this company is the 

market leader they are able to exercise more power over the retailers than other, 

smaller companies with less market clout . 
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The Ring Pull 

Background 

The Ring Pull is a very small company with fewer than five employees .  The 

company started with the purpose of making a single product for household use 

and is looking at diversifying using this technology and experience. The design 

itself has won awards although has not sold particularly well in the UK. The 

product development process for this product was inherently intuitive and 

informal and consisted initially of testing the product on family and friends. 

Eventually more formal methods were introduced and a company conducted some 

consumer testing for them. 

Product Development Process 

1 .  Initial idea came from a friend. 

2. Idea went through a couple of different designs to make it more novel and 

functional. 

3 .  Design of  the product and the materials to get it to work properly were key 

and it took 3 years and over 45 modifications to prototypes before they were 

satisfied. 

4 .  Tested the prototypes constantly on fan1ily and friends during that time. 

5 .  Finally agreed on a design. 

6. External consumer trials with prototypes: hall trials and longer home trials. 

7. Solicited manufacturers for a joint development deal which failed. 

8. Developed their own machinery. 
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This company has invested a considerable amount of time and money into a 

product which they are convinced works and would be popular with consumers. 

All of the consumer testing has demonstrated exceptionally positive attitudes 

towards the product. One of the only issues was that this was designed and 

developed by an engineer and as such he thought it was obvious how it was 

supposed to be used. The consumer trials revealed that the usage was not so 

obvious to non-engineers and instructions had to then be included. 

The main problems generally that this company have encountered have been with 

the retailers and the manufacturers . The product itself is essentially improving the 

packaging for a commodity and the consumers themselves would not be prepared 

to pay more for improved packaging .  The result is that the value of this i s  in 

obtaining manufacturers which use it more market share, but this is quite a risky 

perspective which has doubtless been a deterrent for some companies. The issue 

with the retailers i s  that the commodity itself is used largely as a loss leader and 

they are not willing to support any innovation in the packaging because it is not of 

any particular value to them. Consumers themselves will generally buy whatever 

is available for this commodity and the driving force to improve the packaging 

which needs to come from the retailers just is not there. 
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This is the situation in the UK as perceived by The Ring Pull. The situation is 

similar throughout Europe but is different in the United States where the dairies 

have more power and control than the retailers do. The Ring Pull thinks that its 

main markets may be abroad for this product. 
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Plastic Products 

Background 

Plastic Products is a medium-sized business which principally manufactures 

housewares products out of plastic. They also run a packaging side to the 

business and in recent years have expanded that side of the company whilst not 

investing in the housewares side as they have found it to be unprofitable and too 

competitive. The main problem was the amount of money that needs to be 

invested in housewares to keep the product line fresh and competitive, and the 

resulting costs of tooling. The company perceived this as being a problem for 

them as they are solely UK suppliers whereas the large and profitable players in 

the market sell throughout Europe. 

The company started just after the second world war and was a manufacturer of 

plastic toys at that point. It remained in plastics but diversified into a number of 

areas such as protective clothing and rainwear, before settling on housewares and 

packaging. The focus of these interviews were on the housewares side of the 

product development although some discussion the packaging side did take place. 

The packaging side is driven by customer requirements although the perception is 

that it is still product design in the same way that anything is. 
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Product Development Process (Housewares) 

1 .  Ideas originate within the firm from designers and from discussions with sales 

reps and buyers . Sales reps often asked for their views on any gaps in the 

market. Comparison with competitors' ranges reveals gaps too. 

2. Design brief is drawn up delineating aspects advantageous to include and 

those which would be bad. 

3 .  Develop different drawings and concepts to meet the brief. 

4 .  Discussion with sales people. 

5. Development of prototypes/models. 

6. Discussion of models and drawings with potential retailers. 

7. Iterations. 

8 .  Tooling. 

9 .  Manufacture. 

1 0. Launch. 

The main focus of the product development in Plastic Products is to provide the 

products that their competitors provide and to be good value for money. The 

focus is not on innovation and design and comments were made that there is little 

room for innovative leaps in this kind of market. The main idea of their product 

design is produce a product which is effective for the consumer, suits the method 

of production and which should make a profit. This is a very price sensitive area 

of the market, particularly as most p lastic products are manufactured in the Far 

East now. 
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The company is keen on testing ideas and concepts v,rith its own employees and 

prospective retailers. Some of the retailers are described as being unhelpful 

because they just want the product cheaply whereas others are described as having 

considerable input into the design process . One particular buyer was cited as 

having suggested design changes to a range of plastic bins which increased their 

sales. 

Input from other employees in the company is viewed in a positive manner and 

invited. The designer drew attention to the fact that being a user himself could 

introduce prejudice into the form and function of the product and that other 

people' s opinions in an infonnal manner are very useful to him. He noted that he 

would not change the design of the product if just one or two people made a 

comment about something, but if there was consistent attention drawn to one 

particular aspect then changes would be implemented. 

For Plastic Products, the summary could be that 'form follows function' . The 

products they manufacture and design are more functional than aesthetic and 

although there is tmdoubtedly a market for more aesthetically pleasing versions of 

these housewares, the function is of paramount importance. Plastic Products 

produces them at good value for money and has made a living out of that position 

in the market to a greater or lesser extent. 
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Garden Gadgets 

Background 

This company is a small manufacturer and supplier of garden products: gadgets, 

toys, novelties and gift ideas. It is a privately owned company and only a small 

number of people work there. The responsibility for product development and the 

running of the company rests with the CEO. As a result the product development 

is mostly ad-hoe and depends a great deal on gut reaction and intuition. There is a 

product development process but it varies from product to product and is very 

informal. 

The market that this company is in has developed into a huge market mainly as a 

result of the media and popular television programmes such as 'GroundForce' .  

Garden Gadgets i s  only a small company but it' s strategy i s  to  occupy niche 

positions and tries to follow the general trends in the market. The company is 

reactive rather than proactive but defends this position by stating that the 

influence of television means that the markets (retailers and consumers) determine 

what is a good l ine to be  in. The key is to understand the market and respond to 

what they want. 

This company also places considerable emphasis on getting the packaging of the 

products right. In common with a lot of the other companies in this study the 

products are not particularly innovative and many are just improvements on 

existing designs. Garden Gadgets feels that their products need to leap out off the 
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shelf at people and the more eye-catching the packaging, the better their chance of 

selling the product . Within the packaging area, the CEO is constantly developing 

new ideas : new ways of grouping products together and new gift ideas, some of 

which include product innovation as well as changes to packaging. He describes 

himself as constantly innovating but was at pains to point out that his methods of 

product development go against textbook theory. He describes himself as very 

much the 'back of a fag packet' in his product development. 

Product Development Process 

1 .  Ideas come from the market, retailers, competitors, television, magazines and 

so on. 

2. Develops a packaging theme first or at the same time . 

3 .  Draws up ideas and identifies an appropriate price point. 

4 .  Initial designs drawn up. 

5 .  Develops mock-ups of the products. 

6 .  Gets a reaction from the buyers from the major stores .  

7 .  Tests the prototypes with family, friends and employees of the company. 

8. Improves design. 

9 .  Manufacture in Far East. 

1 0 . Launch. 

In common with a lot of other companies in this market the products are mainly 

d ·n the Far East This means that the company has to 
manufacture overseas 1 

a 1 2  week lead time which does limit their responsiveness to the 

operate on 
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market. It does however keep the prices low and it was pointed out in the 

interviews that these kinds of garden products are not expected to be expensive. 

The majority of their competitors are operating in a similar way. 

The interviews with this company again highlighted problems with the major 

retailers. The CEO referred to his observation that the big retailers have got 

bigger over the past ten years and have developed more power and influence. He 

used to have relationships with the buyers and would talk to them over the phone. 

The situation today is that the buyers are very busy and prefer to receive queries 

by email . The CEO ' s  perception is that they are less willing to enter into the 

relationship and demand that business is done on their terms 
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The Bakeware Company 

Background 

The Bakeware Company is a manufacturing company based in Lancashire. They 

are one firm within a plc made up of a total of 22 companies . They manufacture 

housewares and produce products for the end-user which is unusual within the plc. 

They are investing in and strengthening the housewares division and currently 

employ 1 60 people. Their main focus currently is to manufacture bakeware 

although they do also produce plastic products, wire-ware, wood-ware and other 

items for the kitchen. The company recently bought a number of smaller 

companies with the explicit purpose of expanding into these areas. They are 

unusual in the sector in that they produce a lot of own-labels for the supermarkets 

as well as their own brand and as a result they hold about 35% of the total market. 

They do have their own machinery for producing plastic products which enables 

them to be responsive to the weather and rapid changes in the market. They have 

found that this is a significant competitive advantage for them. They also have an 

American subsidiary which is licensed by Warner Bros to produce branded 

children' s  products; another lucrative market for them to be in. 

Although the products are all for use by the end-user and there appears to be quite 

an end-user focus within product development, the product development is really 

initiated by the demands of the retailers . The retailers will ask for additions to 

existing ranges or suggest improvements to products. The Bakeware Company 

has noted that in recent years buyers have wanted to rationalise their supplier base 
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and obtain more products from only one or two suppliers . Although they do keep 

in mind the end-user, the product development is mainly focused on the demands 

of the retailers. 

Product Development Process 

1 .  Ideas come from observation of trends in the market, consumer research, 

competitors '  products and intuition and experience. 

2 .  Design brief developed detailing target markets and price points. 

3 .  External designers used for more innovative product designs. 

4. Sketches drawn up. 

5 .  Narrowed down to one or two by product development team. 

6. Initial 'floppy' models produced. 

7. Models taken to a few customers in confidence to gauge reactions. 

8. Opinions obtained informally of employees. 

9. Costings and business plan drawn up. 

1 0 . Tooling. 

1 1 .  Manufacture. 

12 .  Launch. 

Although they rarely ask opinions of external consumers, the majority of products 

are tested with employees to obtain a good cross-section of opinions. The 

company has done some consumer testing and research but was not particularly 

enamoured with it. They felt that they did not get many useful insights out of the 

research although they did ask the consumers about their lifestyles which was 
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useful in developing a new range of bakeware products for convenience and take

away foods. They also tested the packaging and labels they use with the 

consumer groups and asked their opinions about what they wanted on packaging, 

but the input to the actual products remains limited to employees and retailers. 

The influence of popular cooking programmes has also been felt by this company. 

They have a range of bakeware in Jane Asher' s name which they have fotmd to be 

very popular. They consider the market to be very polarised at the moment with 

people eating convenience foods during the week when they are busy but taking 

the time to cook properly and entertain at the weekends .  This has been good for 

their products because the supermarkets have led to cheaper and more widely 

available housewares products but because this company also produces more 

innovative products they also have a market with the independent retailers who 

have had to go into more niche markets .  
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Knives and Forks 

Background 

Knives and Forks is a very old company, founded in the seventeenth century. 

Today it is a global company which focuses on both housewares and garden 

products but specialising in cutting products. They have several well-known 

brand names and are the market leaders with those brand names. The company 

recently underwent a large restructuring programme and the headquarters are now 

in America. The culture of the company has changed so that they are governed 

very much from the US and product rationalisation had to take place. Prior to the 

restructuring the company was not making money on about 75% of its products. 

The range of products has been pared back to the remaining 25% and the 

company had to lose a number of members of staff. The market is increasingly 

competitive with Far Eastern companies providing stiff opposition on both quality 

and price. Because the quality has increased the price differentials are becoming 

more important today than the brand name, and this is an issue that causes the 

company considerable  angst. 

Knives and Forks demonstrated an extremely well-organised and structured 

product development process . The majority of the product development is minor 

improvements to existing products but is an ongoing process. In addition, the 

product development is based on responses to customer requests and suggestions, 

which it is perceived are responses to ultimately what the market wants, although 

it is what the retailer perceives the market wants in reality. 
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Product Development Process 

1 .  Ideas come from retailers, sales reps or just a perceived need by the product 

manager to improve the products. 

2. Design brief written by the product manager identifying the target market and 

price points. 

3 .  Internal designer designs several product concepts. 

4. Feedback obtained on the concepts from product development team, factory 

staff and the MD. 

5 .  Decision made by team to take one forward. 

6. Final design refined. 

7. At the same time the packaging is redesigned in response to retailer feedback, 

often on safety issues as well as standardising brand, logo and making it more 

eye-catching.  

8 .  Tooling. 

9. Manufacture. 

1 0 . Launch at Elite housewares show. 

1 1 .  Product launch in shops. 

Knives and Forks has a permanent cross-functional product development team in 

place, incorporating representatives from areas such as purchasing, design, 

logistics, marketing, quality and the MD. Meetings are held on a weekly basis 

although all members of staff have other responsibilities besides just that of 

product development. This can cause conflicts as they all have their own agendas 

which they bring to the j ob of product development. The product development is 
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described as being reactive and the company as imitators. The specific market for 

cutting implements in housewares and garden products is static and there is little 

innovation that can go on here. One interviewee noted that you cannot reinvent 

the wheel in this kind of market. 

The specialist area of cutting edges also impacts on the degree to which they can 

take on board the opinions of end-users. They do run focus groups and obtain 

opinions from consumers about their products but they tend to be limited to the 

colour, or how it feels and would they buy it at that particular price point. 

Consumers do not have the specialist knowledge about cutting edges and 

moreover are not interested in learning about them. This is partly where the 

impact of branding comes into play. It is perceived by Knives and Forks that the 

consumers are saying that they trust the brand well enough to cut well and they 

are not interested in learning the science behind cutting edges to enable them to 

have more input into product development. The retailers like to know that the 

company has consulted the consumers to a certain degree so focus groups are run 

and the product manager does occasionally conduct store checks, asking people 

why they have made the product purchase decision they have. She feels that this 

gives her more insight, but the MD is less positive about obtaining consumers' 

views as he feels that you introduce bias based on who you select for them. 

In addition to the input obtained from consumers, they do also consult other 

people in the company during the product development process. Sales reps are 

forthcoming with their opinions and most of the product development team are 
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described as being passionate about the products they are developing. Although 

this was recognised as not being wholly representative of the average consumer, 

the input from these sources was still regarded as being important. In addition, 

the company attends a number of the trade exhibitions where views and opinions 

are exchanged with retailers and competitors . 
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The Spade 

Background 

The Spade is part of an international plc and specialises in garden tools for both 

domestic and industrial markets . The company itself was founded in the 

eighteenth century and was acquired in 1 997 by a US-based plc. They are second 

in the UK market but export a lot of their products . They are focused on good 

quality products and do try and bring some innovation to the market although they 

acknowledge that this is difficult in such a mature market. Their products are not 

the cheapest, although they are also not the most expensive. They are targeted at a 

more discerning sector of the mass market. A lot of their product development 

focuses on better packaging and minor adjustments to products such as colours 

and ergonomics. One of the particular problems with this market is the slow 

turnover of their products. Generally garden tools last for a considerable number 

of years and the measuring of sales is not necessarily the most appropriate 

measure of success for a company in this market. 

The Spade has a very organised product development process and involves a lot of 

consumer input into this process. They also know their target market in detail and 

seem to focus more on the end-user throughout product development than the 

retailer. Feedback from the retailer is also sought during product development but 

the product development team will ignore opinions that they feel are ill-founded 

and less emphasis generally is placed on retailers ' opinions than in other firms in 

this study. 
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Product Development Process 

1. Ideas come from brainstorming, one suggestion from product development 

team member, sales reps, competitors ' products, retailers and changes in the 

market. 

2. Develop a design brief detailing target market and a rough price point. 

3. Various designs and concepts are drawn up. Sometimes a specialist product 

development company is involved. 

4. These are debated by the Product Action Group (P AG) until one is chosen to 

go forward. 

5. Models are made up and then tested with end-users : have a focus group with 

special needs as well as representative end-users. 

6. Analyse video/form-feedback from tests and made alterations. 

7. Further prototypes are made and tested within the firm. Employees take them 

home, use them and formally give feedback to the P AG. 

8. Discussion with and feedback from multiple retailers. 

9. Final design chosen. 

1 0. Tooling. 

1 1 . Manufacture. 

12. Product launch at trade show. 

13. Launch in stores. 

The firm has a focus group where they bring in people with special needs which 

effect their ability to use garden tools. For example, one person has arthritis and 

another person is a greenkeeper for a golf course and takes a keen interest in any 
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new garden tools. This are not expected to be representative of the wider mass 

market but they do provide insights useful in the development. The feedback is 

formally organised with video-taping of the usage of the product and a series of 

questions asked afterwards. From then the products are also tested with more 

broadly representative groups of end-users but still in a formal manner. Industrial 

products are also tested with end-users, for example on building sites. 

The P AG is a formal structure within the organisation. It is comprised of 

representatives from marketing, sales, operations and the MD and they meet once 

every 2-3 weeks to take the product development forward. 

The interviews again highlighted issues with the large retailers. The success of 

their products are heavily dependent on obtaining shelf-space in the multiple 

retailers but they are perceived as being really hard on the price. As a result they 

feel that it is best to involve the retailers in the product development process and 

try and get them on board. The buyers are often inexperienced in the product area 

and they do change very quickly so building up a relationship with a particular 

store is very difficult. It was summed up in the point that there are three large 

garden centre wholesalers in the UK and then three or four multiple retailers 

which culminates in about ten people that really strongly influence whether a 

product is successful or not. 

The company has also found that gardening television programmes such as 

GroundForce have had an impact by promoting the idea that the garden is an 
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additional area in the house for people to enjoy. It has probably not impacted on 

their specific brand sales but has increased sales of garden tools generally. 
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