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Abstract 
 
The purpose of this thesis was to gain a better understanding of how organizations try to 
understand and implement customer needs and preferences when developing new 
products. This thesis describes and tries to explain how can the product development 
process in a company be described? How can the influence of market research on the 
product development process in a company be described? How can the influence of 
internal dialogue between different departments involved in the product development 
process in a company be described? A case study of two companies was made in order to 
draw conclusions on the research. Our main finding was that the product development 
process in different organizations has similar features supported by theory. Factors 
influencing the product development process differ between organizations; however, 
some common denominators were found in our research. Furthermore, we found that 
organizations strive to have customer centric products, how organizations view and make 
their products customer centric varies. 
 
 



Sammanfattning 
 
Syftet med uppsatsen är att få en bättre förståelse av hur organisationer försöker förstå 
och implementera kunders behov och preferenser under utveckling av nya produkter. Den 
här uppsatsen beskriver och försöker att beskriva hur produkt utvecklings processen 
utförs i ett företag? Hur kan marknads undersökningar influera produkt utvecklings 
processen i ett förtag? Hur kan den interna dialogen mellan olika avdelningar i ett förtag 
influera produkt utvecklings processen? En fallstudie av två företag utfördes för att kunna 
dra slutsatser om forskningen. Våra huvudfynd är att produkt utvecklings processen i 
olika organisationer har liknande särdrag stödda av teori. Faktorerna som påverkar 
produkt utvecklings processen är olika mellan organisationer, några gemensamma 
nämnare hittades i vår forskning. Vidare fann vi att organisationer strävar att ha kund 
orienterade produkter, hur organisationer ser på och vad som gör deras produkter kund 
orienterade varierar. 
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1 Introduction  
 
In this chapter a background to the area of research will be give after which the problem 
discussion will be presented. After the problem discussion the purpose will be stated and 
in conjunction the research questions will also be presented. Finally delimitations and 
thesis outline will end this chapter. 
 

1.1 Background 
 
In the early 1950’s, many organizations did not think that new products were necessary to 
them. Their growth had often been based on one or two products, which had perhaps 
played a predominant role in the company’s history, e.g. chocolate for Cadbury’s, stout 
for Guinness and bicycle for Raleigh. It did not seem to make sense that a satisfactory 
profit position should jeopardized by going in for new things, often in fields in which the 
organization would have little or no experiences. Since then the situation has changed 
completely, now the importance of new product have been recognized to the extent never 
seen before. The life cycle for today’s products has also become shorter and shorter. 
(Kraushar, 1977) 
 
Today no organization is operating in a static environment, but they are constantly facing 
the consequences of changing technology, changing customer taste and preferences and 
changing competitor product ranges. Furthermore, firms cannot ignore the trend towards 
globalization. Even if they decide not to be involved in the global marketplace, they 
would still face increased competition from foreign companies that target their market or 
domestic firms that draw benefits of global strategies. This in turn can lead to more 
customization on a global scale of products to better meet different customer preferences 
rather than to standardization. (Yip, 1995) 
 
Organizations that are actively managing their product portfolios will recognize that their 
existing products are in different stages of their life-cycles in different markets and can 
therefore be modified to maximize their potential.  
 
 

 
 
 
 
 
Sales 

 
 
Profit 

 
Figure 1.1 Products life cycle. 
Source: Adapted from Brassington & Pettitt (2000) 
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The products life-cycle consist of four stages, the first stage is the introduction, the 
second stage is the growth stage, the third stage is the maturity stage and the final stage is 
decline. In figure 1.1 shown above the upper curve shows the sold amount of a specific 
product during its life cycle, whereas the lower curve shows profit generated during the 
products life cycle.  
 
As an existing product eventually must die, organization’s salvation must lie in product 
development. Yet in real life the situation is not so simple. The importance of new 
products is so well known now in organizations that this thinking has actually become 
dangerous for many organizations. Because new products are seen as the answer to all 
problems, the attitude can lead to product hysteria, resulting in many product failures. 
(Donaldson, 1985) 
 
Inevitably new products will be needed to replace the mature and declining ones. The 
product development is a very high-risk investment of time and resources for an 
organization. Although the levels of failures are high, organizations are increasingly 
driven to new product development as a mean of gaining competitive edge. The approach 
to a new product development can either be reactive or proactive. (Brassington & Pettitt, 
2000) 
 
The reactive approach is take by organization that are content to respond to competitors 
action rather than trying to outmaneuver their competitors This approach lets competitors 
take the risks and problems of breaking new ground, then the organization who favors 
this approach will enter the market when it is clear that further opportunities exists. The 
reactive approach does not have the advantage of gaining a large market share by being 
first on the market. Furthermore the marketing cost will be higher as reactive 
organization has to compete for market shares with existing products. (Cooper & 
Kleinschmidt, 1987) 
 
The proactive approach deliberately sets out to find new ideas and seeks to 
commercialize them early before competition step in. This approach requires a strong 
commitment to R&D, consumer research and market awareness. The organization needs 
willingness to take risks and the kind of organizational culture that encourages enterprise. 
Such an organization may deliberately scan the environment for opportunities and then 
develop product to fit the perceived gap in the market. This approach is costly and a new 
product is no guarantee for success. This commitment has to take place against a 
backdrop of existing profit earning products. Furthermore, a new product in its early 
stage may continue to consume more resources than it generates so the organization has 
to be sure of its short-term cash flow. Finally fast moving changes in the marketing 
environment means that there is an increasing tendency for product life cycles to shorten. 
With the result that organizations are under pressure to produce successful products more 
often. (Brassington & Pettitt, 2000) 
 
There are numerous factors that influence product development; however, knowing who 
the customers are or what the customers’ demand of a product is a major factor that 
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influences the success or failure of product development. Marketers focus on a post 
mortem analysis of what went wrong and found that consumers as mostly isolated from 
the product design process. (Doland & Matthews, 1993)  
 
New product development is risky, new products are failing at a disturbing rate. Recent 
studies put failure rates of new consumer products at 95 percent in the United States and 
90 percent in Europe (Kotler, 2003) 
 
The need of knowing your customers is crucial in today’s business environment. The 
marketing environment has become competitive to an extent that requires firms to target 
their products to fit their segments core values (Hassan & Kayak, 1994). Companies have 
to adapt to the changes in the world environment and the need for creativity and 
improvement is continuously demanded. (Czinkota & Ronkainen, 2001) The customer 
can be offered products/services that fit more closely with what they want, not only 
function of the product but also psychological fulfillment can be better fitted to the 
customer (Engel et al, 1993) By analyzing the competitor’s offerings in the context of 
consumers’ needs, the organization should appreciate the competitor’s real strength and 
weaknesses, as well as identifying gaps or opportunities in the market (Brassington & 
Pettitt, 2000) 
 
Segmentation is a key instrument in knowing the customers’ wants and preferences. 
Market segmentation consists of detecting, evaluating and selecting homogeneous groups 
of individuals, whether they are consumers or not-with the purpose of designing and 
directing competitive strategies towards them. (Francisco, 1996) There are three stages of 
market segmentation: segmentation; targeting, positioning (STP) according to Kotler 
(1984) the factors influencing segmentations are statistical facts such as demographic, 
geographic and non-tangible factors such as psychographic and behavioral patterns. 
Businesses from all industries sectors use market segmentation in their marketing and 
strategic planning (Wind, 1978)  
 
Segmentation helps to define buying habits and since the customer is the core of all 
decisions relating to the 4P’s (Product, Price, Place and Promotion), those decisions will 
be both easier to make and more consistent with each other if a clear and detailed 
definition of the target segment exists (Brassington et al, 2000). Rothwell (1977) has 
argued that an efficient marketing policy is essential for successful product development. 
Successful development must determine the need for a product based on user needs and 
commercial success. Organizations can be content to supply its existing product to 
traditional markets, whether it chooses to expand its present product to new markets or if 
the organizations seek new products for new markets. 
 
However, actions directed towards the market are not enough. A study by Souder (1988) 
concluded that the inter-functional communication is an important factor for overall 
project success. Companies of today have changed their structure in numerous ways from 
the structures of the past, with their hierarchy top to bottom approach. Today more varied 
approaches to organizational structures are available for an organization to use depending 
on their needs (Robbins, 2001) Based on a review of literature on the integration between 
R&D and marketing Ayers, Dahlstrom & Skinner (1997) claim that interaction between 
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R&D and marketing personnel in a new product development project increases the 
likelihood of success.  
 

1.2 Problem Discussion 
 
Product development is increasingly valued as a key component of the sustainable 
success of a business’s operations. As a result, there has been a noticeable increase in the 
number of studies at explicating the drivers of new product success. Of the predictors of 
new product performance, product advantage, market potential, meeting customer needs, 
predevelopment task proficiencies, and dedicated resources, on average, have the most 
significant impact on new product performance. (Henard & Szymanski, 2001) 
 
The common theme in a number of studies on winner and losers in new product 
development is customer orientation or customer focus as a fundamental pre-requisite for 
new product success (e.g. Cooper & Kleinschmidt, 1987, 1990, 1995; Griffin & Hauser, 
1993; Narver & Slater, 1990; Rothwell, 1974) The degree to which a product satisfies 
customers or user requirements is considered to be one of the most critical factors for 
commercial success. (Cooper, 1999) 
 
Even though customer orientation is stressed in marketing literature (in addition to being 
part of the strategy statement of many companies) there seems to be no unanimous 
definition of the concept or related concept. For instance, customer centric view has been 
described in terms of “cogitative-emotional concept, i.e. a general positive attitude 
towards customers” (Heinbokel et al, 1996). Balakrishnan (1996) defined customer-
orientation as the degree “to which a firm analyzes its customers’ needs and preferences 
before developing its marketing mix and also the quality of its interactions with its 
customers as it implements its marketing mix”.  
 
Nwanko (1995) took a more comprehensive view, incorporating concepts, methods, and 
managerial aspects. He argued that “an organization’s customer-orientation performance 
will depend on the type of definition it adopts in relation to how it perceives its 
customers, the nature of sensitivity it shows in creating customer service mentality, the 
type of measurement technique it utilize, and the implementation mechanism it applies.” 
 
In sum, the concept of customer orientation have been described in terms of a 
philosophical approach, i.e. a state of mind, or as a behavioral approach, i.e. a manifest 
behavior of and in companies (Dreher, 1994, Narver & Slater, 1990). 
 
Development refers to both the technology of an organization and its products. While the 
importance of product development has been recognized, the understanding of factors 
influencing the process of development is limited. (Rothwell, 1974) There are several 
factors influencing product development, these are; Market Mix as efficient marketing 
policy is essential for successful product development. Successful development must 
determine the need for a product based on user needs and commercial success. Research 
and Development influence development and product development in an “effective co-
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ordination” of research and development are required to enhance product development 
(Souder & Chakrabarti, 1980). Product Quality determination is another strategic option, 
which bears on the research and development decision, since some research and 
development are directed at improving product quality (Rothwell, 1974). The attitude to 
risk of the organization influence the level of risk and its relationship to product 
development and planning (Ibid) 
 
Besides factors influencing product development there are environmental variables 
influencing, these are; Market Change as successful product development processes are 
due to the recognition of market needs of one sort according to Rothwell (1974). 
Competitive Turbulence as all organization face competitive pressure, the important issue 
is whether high levels of competition influence an organization to innovate product more 
regularly to remain competitive (Ibid). Customer Base influence organizations if they 
have a small customer base, the customer may play an important role in product design 
and development (Rothwell, 1974). Product Life Cycle according to Levitt (1965) 
products passes through different stages in the life cycle. Depending in what stages of the 
life cycle the products are may influence the organizations will to development.  
 
Technological Innovativeness is depending on how the organization emphasizes the effort 
to sustain a technological advantage may influence the development process. Often 
successful product development is associated with organizations that maintain scientific 
and technological levels within the organization, also views competitor’s developments. 
(Rothwell, 1974) Labor-Force and the ability to attract talent and skilled employees and 
maintain an effective training policy were determents of successful product development 
according to Atkinson & Walsh (1983). Finance is important since maintaining an active 
product development process requires a constant flow of funds, the ability of fund 
available to the organization and the attitudes of financial institutes are also determents of 
product development (Ibid). 
 
Successful marketers ensure that they are aware of the types of changes that are 
necessary, to avoid product failure due to the selective mechanisms of the market 
(Graham, 1999). Cooper & Kleinschmitdt (1987), for example, identify three critical 
areas related to new product success. First, “product advantage” where the product 
offered some unique feature, quality, or some other added value to the customer. 
Secondly, the “proficiency of pre-development activities”, which includes detailed 
market studies or market research, and finally, the existence of a “protocol” for new 
product development in which there is a clear definition, prior to product development, of 
the intended target market, and of the target customer’s wants, needs and preferences, and 
the product specifications which would deliver the appropriate level of these needs.  
 
The most successful companies consider some form of customer information in designing 
their products and services. After repeated examples of problems with product 
introductions, it is still striking that actual customer ideas are not usually the first step in a 
new product development process. In the age of the marketing concept and market 
orientation, even successful organizations work on a set of assumptions about consumers 
wants, needs and circumstances. (Pitta, Franzak & Katasanis, 1996) 
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According to Mello (2001) “contemporary authors, consultants and top management uses 
phrases such as customer orientation, customer-driven, listen to the voice of the 
consumer… …however there is a yawning gap between how well senior management 
think they address customer concerns and how well they actually do”. The customers are 
becoming more influential as a factor in product development process, however as stated 
by Mello (2001) there are still issues concerning on how it is implemented in the 
development process. While the factors that are influencing effective product 
development are highly variable. However, Mello (2001) states that the single largest 
factor for failure is poor product definition, and product definition is in turn linked to the 
ability of a company to discover and synthesize customer input. The attributes to a 
product varies within different departments and the lack of consensus among functional 
groups within an organization is often the misdirected starting point of what has been 
described as product definition. (Ibid)  
 
Cooper (1999) stressed the importance of ‘true cross-functional teams’ in order to 
improve both time to market and product success rates. However, Cooper (1999) also 
emphasized the importance of having a process, defining the key steps and activities to be 
undertaken, in addition to team training in order to develop knowledge on how to 
undertake the needed market studies, how to build a business case, how to run projects. 
 
There are numerous studies stating that failure rates are around 90 % for new products, 
considering the amount of research conducted on post mortem analysis of failed product 
launches it seems like the companies should have learned what to do and what not to do 
for a successful product launch. There are several theories about market research and also 
several theories on product development; however, there are few that combine market 
research and product development into customer centric product development. There is 
also the aspect of products that are launched and failed when they never even should have 
been launch this is because of lack of internal control in the organizations. 
 
With the discussion given above on customer centric product development it is clear that 
further research can contribute to shed additional light on how market research and 
product development interact in practice. Thus the purpose of this study. 
 

1.3 Purpose and Research Questions 
 
The purpose of this thesis is to gain a better understanding of how customer centric 
product development in companies is carried out.  
 
To achieve the purpose we have formulated three research questions as follows: 
 

1. How can the product development process in a company be described? 
2. How can the influence of market research on the product development process in 

a company be described? 



 7 

3. How can the influence of internal dialogue between different departments 
involved in the product development process in a company be described? 

 

1.4 Delimitations 
 
In this thesis we have focused on product development in relation to meeting customer 
needs, therefore, this thesis will not study how the product is produced or its development 
process in detail, rather how different factor influences the product development process 
and how companies uses the customer voice. Once the product is ready for production we 
will not investigate further. Furthermore, the focus is limited to multinational companies 
based in Sweden manufacturing products used by consumers, as they have the resources 
necessary to conduct complete processes during product development. These limitations 
are made due to time restrictions.  
 

1.5 Thesis Layout 
 
 

 
Figure 1.2 Thesis outline 
Source: Authors construction. 
 
 
The outline of this thesis shown in figure 1.2, started with the introduction chapter where 
we provided a background and brought the reader into the problem discussion and finally 
we stated research purpose and research questions. In the second chapter theories 
connected to research questions, the second chapter will end with a frame of reference. 
The third chapter describes methodological questions concerning this thesis. In the forth 
chapter data collected for the research is presented. In the fifth chapter the data presented 
in chapter four is analyzed with theories in chapter two. Finally in the sixth chapter, the 
research questions are answered and conclusions are made. At the end of chapter six 
implications for management, theories and future research is presented. 

Introduction Literature 
Review 

Methodology Empirical 
Data 

Data Analysis Conclusion 
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2 Theoretical Review  
 
In this chapter we will present theories concerning product development, market 
research and customer oriented product development. The chapter will end with a 
theoretical framework. 
 

2.1 Product Development Strategy 
 
As mentioned in the background companies overall product strategy can be either 
proactive or reactive. That is a proactive company strives to be first mover onto the 
market either by new product launches or entering new market with current products. The 
reactive approach is to enter a market later than competitors, in order to reduce risks. The 
market can be entered in different order to the first mover, and the level of risk will vary 
in that order. Concerning product development strategy there are two theories according 
to Kotler (1994):  
 

1. Sequential product development approach means one company department 
works individually to complete its stage of the process before passing the new 
product along to the next department and stage. This orderly, step-by-step 
process can help bring control to complex and risky project. It can also be 
dangerously slow, because in highly competitive markets product development 
can cost the company potential sales and profit at the hands of more nimble 
competitors. 

 
2. Simultaneous product development approach is faster and flexible, various 

companies departments work together and overlapping the steps in the product 
development process to save time and increase effectiveness. 

 
Cooper (1999) stress the importance of true cross-functional teams in order to improve 
both time to market and product success rates. However, Cooper (1999) also emphasize 
the importance of having a process, defining the key steps and activities to be undertaken, 
in addition to team training in order to develop knowledge on how to undertake the 
needed market studies, how to build a business case and how to run projects.  
 

2.1.1 Product Development Theories 
 
Here different theories concerning product development will be provided and presented 
as authors have stated them. 
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2.1.1.1 New Product Development Process 
 
Product development approach presented by Kotler (1994) that describes eight steps to 
new product development (NPD); the stages are presented below: 
 

1. Idea generation 
2. Idea screening 
3. Concept development and testing 
4. Marketing strategy 
5. Business analysis 
6. Product development 
7. Test marketing 
8. Commercialization  
 

Idea generation 
New product development starts with idea generation-the systematic search for new 
ideas. A company typically has to generate many ideas in order to find a few good ones. 
A clear statement of the objectives for the product develop strategy, top management 
should state what products and markets to emphasize. 
 
Idea screening 
The purpose of idea screening is to spot the good ideas and drop the bad ones. Product 
development costs rise greatly in later stages. The company wants to go ahead with 
product ideas that will turn into profitable products. 
 
Concept development and testing 
Attractive ideas now must be developed into product concepts. It is important to 
distinguish between a product idea, product concept and product image. A product idea is 
an idea for a possible product that the company can see it self-offering to the market. A 
product concept is detailed version of the idea stated in meaningful customer terms. A 
product image is the way customers perceive an actual or potential product.  
 
Market strategy  
The marketing strategy consists of three parts. The first part describes the target market, 
the planed product position and sales, market share and profit goals for the first few 
years. The second part of the marketing strategy outline the product’s planed price, 
distribution and market budget for the first year. The third part of the marketing strategy 
describes the long-run sales; profit goals and marketing mix strategy. 
 
Business analysis  
Once management has decided on its product concept and marketing strategy, it can 
evaluate the business attractiveness of the proposal. Business analysis involves a review 
of sales, cost and profit projections for a new product to find out whether it satisfy 
accompanies objective. If so, the product can move to the product development stage. 
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Product development  
If the product concept passes the business test, it moves into product development. Here, 
R&D develops the product concept into physical products. So far, the product has only 
existing as a word description, a drawing or perhaps a crude mockup. The product 
development step, however, now calls for a large jump in investment. It will show 
whether the product idea can be turned into a workable product. R&D makes a physical 
version of the product concept (R&D hopes to design a prototype that will excite 
customers)  
 
Test marketing  
If the product functional and consumer tests, the next step is test marketing, the stage that 
the product and marketing program are introduced into more realistic market setting. 
There are three approaches to test marketing, standard test markets, controlled test 
markets or simulated test markets. 
 
Commercialization  
The test marketing gives management information need to make a final decision about 
whether to launch the new product. 
 
According to Brassington & Pettitt (2000) the NPD process consist of eight stages, 
however, it differs from Kotlers (1994) NDP process. The main differences are that stage 
four and five in Kotlers (1994) model have been combined into one stage and a new stage 
have been added to Brassington & Pettitt (2000) NPD process. The NPD process 
according to Brassington & Pettitt consists of these eight stages: 
 

1. Idea generation 
2. Idea screening 
3. Concept testing 
4. Business analysis 
5. Product development 
6. Test marketing 
7. Commercialization  
8. Monitoring and evaluation 

 
As all the stages except for stages four and eight coincides with Kotlers (1994) NPD 
process, therefore only stages four and eight will be presented. 
 
Business analysis  
The fourth stage of NPD requires the product concepts to be specified in greater detailed 
so that production, marketing and financial projections can be made. Beyond this stage, it 
can be costly to drop an idea because of the capital investment and management’s time 
invested in creating prototypes of both products and its marketing strategy. There are 
three main dimensions to consider: marketing, finance and production (Brassington & 
Pettitt, 2000) 
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Monitoring and evaluation  
This final NPD stage will relate to the process and part to the performance of the product 
after launch. The stages in the process may be review in terms of time, resources, 
personnel, information etc. A continuous monitoring of the product after it has been 
launched by marketing department. (Ibid) 
 

2.1.1.2 Multiple Convergent Process Model 
 
Another model for a new product development process is the Multiple Convergent 
Process Model (MCPM) presented by Baker & Hart (1999) that derives from the concept 
of parallel processing, shown in figure 2.1.  
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Figure 2.1 Multiple Convergent Process Model  
Source: Baker & Hart (1999) 
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In the MCPM approach, there are tasks that must be carried out in different internal 
departments (research and development, marketing, engineering/design, manufacturing) 
and carried out in cooperation with external partners (suppliers and customers) The tasks 
have to be carried out simultaneously and the result must converge at some points, which 
is likely to happen several times due to the iterations in the process. One of the 
advantages of this model is that it recognizes the involvement of the external partners in 
the product development process. There is growing interest in the need for suppliers and 
customer’s involvement in the NPD. From the customers, the firm can benefit from new 
product ideas and product adaptations to specific customer needs. The supplier can 
contribute with supplier development and just-in-time techniques (Hollensen, 2003). 
 
Product platform/modularity in NPD is an important success factor in many markets. By 
sharing components and production process across a product platform, companies can 
develop differenced product efficiently, increase the flexibility and responsiveness of 
their manufacturing process, and take market shares away from competitors that develop 
only one product at a time. Product modularity consists of designing a platform that is a 
collection of assets that are shared by a set of products. These assets can be divided into 
four categories (Robert & Ulrich, 1998) as followed: 
 

• Components: the part designs of a product, the fixtures and tools needed to make 
them, the circuit designs, and the programs burned into programmable chips or 
stored on disks. 

 
• Processes: the equipment used to make components or to assemble components 

into products and the design of the associated production process and supply 
chain. 

 
• Knowledge: design know-how, technology applications and limitations, 

production techniques, mathematical models, and testing methods. 
 

• People and relationships: teams, relationships among team members, 
relationships between the team and larger organization, and relationships with a 
network of suppliers. 

 
This general product platform should then be used for tailoring end products to the needs 
of different market segments or customers. The firm’s advantages in using product 
modularity are reduction of development cost and time, reduction of variable costs and 
reduction of production investment and reduction of risk (Ibid) 
 
The modular approach is also a way to achieve successful mass customization- the 
manufacture of products in high volumes that are tailored to meet the needs of the 
individual customers. In allows differentiated products to be delivered to the market 
without consuming excessive resources (Ibid) 
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2.2 Market Research and Product Development 
 
According to Boyd, Westfall & Stasch (1989) there are two types of market research 
these are exploratory and conclusive, these terms are not generally used by marketing 
practitioners, who tend to use the terms qualitative and quantitative. Exploratory research 
is subdivided into search of secondary data, survey of knowledgeable persons and case 
study. Conclusive research is subdivided into, descriptive research and experimentation. 
Furthermore according to Brassington & Pettit (2000) a research can be done as a 
quantitative or qualitative, depending on the research purpose. Quantitative researches are 
aimed at gather data and by volume draw conclusions, and not open to the same level as 
qualitative research. Qualitative research is focused on a deeper level of problem solving, 
the aim is gather data that is open for interpretation and there is no intention for 
establishing statistical validity. (Ibid) 
 
Search for secondary data 
This is probably the quickest and most economical way for market researchers in 
organizations to gather information on market environment. Most large organizations 
keep their own database or library containing market data. Other sources of information 
might be public libraries, newspapers, books, government documents, information agents 
and public databases. (Boyd, Westfall & Stasch, 1989) 
 
Survey of knowledgeable persons 
Individuals with ideas on the general subject are often found in widely diversified groups. 
Such individuals may include top management and managers of the organization in 
question; outside the organization there is sales agents, suppliers, wholesalers, retailers, 
competitors, customers and consumers. Ways of communicating with these groups differs 
and the ways are; interviews, focus groups and surveys. (Ibid) 
 
Case study 
This involves the comprehensive study of one or a few situations in which the 
interrelations of several individuals are important to understand, it is important to 
understand the factors influencing the interrelations with each other as the factors alone 
does not make sense. (Ibid) 
 
Descriptive research 
As their name implies, it is designed to describe characteristics of users of a given 
product; the degree to which product use varies with income, age, sex, or other 
characteristics; or a number who saw a specific television commercial. A majority of 
marketing research is of this type. (Ibid) 
 
Experimentation 
This is more effective than descriptive techniques in establishing cause-and-effect 
relationships; the collection of data in an experiment is organized in such a way as to 
permit relatively unambiguous interpretation. (Ibid) 
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2.2.1 Market Communication Methods 
 
Consumer panels may be constituted to provide as wide coverage of the population as 
possible, or it may be define to home in on a particular segment. The concept can be 
divided into to three groups, Home audits, Omnibus surveys and Retail audits. 
(Brassington & Pettit, 2000) 
 
Home audits consist of households that record their consumer habits and are on regular 
intervals checked by an independent auditor. Additional questions are often asked to 
supplement the survey. (Ibid) 
 
Omnibus surveys as the term suggests, enables an organization to participate in an 
existing research program whenever it is felt appropriate. When an organization wants to 
take part it can add a few questions to the next round of questioners sent to a large 
number of respondents who are regularly contacted. (Ibid) 
 
Retail audits concept is the easiest to implement as it rely on trained auditors visiting 
selected retail stores and undertaking regular controls. The use of barcode scanning 
provides even more up-to-date information on what is sold where and when. (Ibid) 
 
Interviews, surveys and focus groups are the most commonly used methods for market 
research and finding out what specific needs and preferences consumers have. (Boyd, 
Westfall & Stasch, 1989) 
 
Interviews are direct questions to consumers about their attitudes or motives seldom elicit 
useful answers. Most people do not have clear ideas why they particular purchase 
decisions. Often a questioner is used to investigate specific areas of interest to the market 
researcher. Also depth interviews are used here no questioner is used and the questions 
are more open and it is more of a discussion to come to conclusions about why 
consumers behave as they do. (Ibid) 
 
Surveys are created to reach a large sample selection; a questioner is formulated and is 
than administrated to the selected population. The aim of surveys is to be able to 
recognize a pattern or to confirm believes the market researchers had before the survey 
was administrated. (Ibid) 
 
Focus groups research objectives vary, but they are, or should be, consistent in not trying 
to measure quantitatively any topics of interests. Focus groups are intended to reveal 
some of the complex, subtle aspects of the relationship between consumers on the one 
hand and products, advertising and sales efforts on the other. (Ibid) 
 

2.2.2 Market Driven Product Development 
 
The importance of customer centric view in product development is critical; however, 
unfortunately there is currently little literature that offers little guidance. (Mello, 2001) 
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Product Development Consulting Inc. (PDC), a firm that is devoted to helping companies 
to optimize processes throughout the product life cycle, and they have developed an 
approach that addresses the problem of Market Driven Product Development (MDPD). 
According to Mello (2001) the MDPD process is particularly relevant when considering 
the all too common gap between engineering and marketing in determining the product 
requirements. According to Omsen (1985) many studies shows that these gaps between 
R&D and marketing are the most significant reason for to commercial failures.  
 
The process of MDPD is focusing more on what the customer needs or wants. The 
MDPD provides concrete data to help companies to allocate their resources in away that 
maximizes returns. The MDPD places the data collection; processing and analysis work 
in the hands of a cross-functional team of product developers to improve the clarity of 
requirements and enhance the credibility of the solutions crated to meet those 
requirements. (Mello, 2001) 
 
For an organization it is imperative to make the right product decisions before launching 
into full-scale product development. Yet, many products fail to satisfy their intended 
customers. Why? Because companies fail to build into product development process the 
necessary steps that will insure the full consideration of customer requirements, both 
stated and unstated, before product development begins.  
 
There are four stages in the MDPD process according to Mello (2001) and they are: 
prepare for customer visits, process customer visit data, analyze customer requirements 
and generate solutions. These four stages and underlying actions to be taken into account 
during the MDPD process are presented below in figure 2.2.  
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Figure 2.2 Overview of the MDPD process. 
Source: Mello (2001) 
 
 
The model provide by Mello (2001) on the MDPD process focuses more on 
understanding and translating customer needs, before product development takes place in 
order to achieve a customer centric product development process. 
 
Stages 1 
In the first stage the company prepare for customer visits by planning the project. A 
project plan should be supported by executive management and composed of personal 
that represents all functional areas of the business involved in the product development 
project. There should also be a team project leader and a clear individual accountability 
to the project. Once the project plan is completed a set of questions should be develop 
into an interview guide. Next comes the training of the personal conducting the interview. 
Finally the process of gathering data takes place by gathering the voice of the consumer 
via surveys, interviews, focus groups, sales/retailers agents and external consultants. 
(Ibid) 
 
Stage 2 
When the data have been gathered the next stage is to process customer visit data. Here 
the data has to be transformed into a perceived image of the product from the customers 
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view and secondly the data has to be translated into requirements that customers want. 
Next step is to create requirements diagram, the data is structured into fundamental facts, 
hundreds of customer requirements. The last step is to develop metric system that 
measure objectively if you have met the customer requirements. The bases for good 
metrics are specific, measurable, actionable, reasonable and timely. If the customer need 
is clear and unambiguous then the metric is easier to determine, however if the 
requirements are ambiguous the development of metrics gets more complex. (Ibid) 
 
Stage 3 
Analyze customer requirements is the next step, here the developed customer 
requirements from stage one and two are put into surveys to validate, prioritize and 
optimize the customer requirements generated. The results from the survey are analyzed 
and form the base for the next stage. (Ibid) 
 
Stage 4 
Generate solutions is stage four and the final stage in MDPD process. Here the company 
brainstorm ideas and generate the best solutions based on customer requirements. The 
solutions are then analyzed in order to find most suitable solutions for the company and 
its customers. The final stage is the beginning of the end or the end of the beginning; by 
this point any company that uses MDPD should have realized what the customer’s 
environments and requirements are. The team should understand what the customer’s 
values and what combination of features represents the best solutions. The company can 
now begin to create a truly customer centric product (Mello, 2001) 
 

2.3 Internal Dialogue for Product Development 
 
When organizations introduce new products they often implement project structures to be 
closely linked to strategies for the overall organization strategy. There are numerous of 
structures, but two clear standpoints exist however, mechanistic and organic models. 
(Robbins, 2000) 
 
Mechanistic model is characterized by extensive departmentalization, high formalization, 
a limited information network, clear chain of command, rigid departmentalization and 
centralization. Whereas the organic model is a structure that is flat, uses cross-
hierarchical and cross-functional teams, has low formalization, possesses a 
comprehensive information network, free flow of information, wide spans of control and 
relies on participative decision making. (Ibid) These are displayed in figure 2.3 
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Figure 2.3 Mechanistic vs. Organic Models 
Source: Robbins (2000) 
 
 
Organizations structures consist of people divided into groups and teams lead by different 
types of leaders. 
 
A group is “a plurality of individuals who are in contact with one another who take one 
another into account, and are aware of some significant commonality”. Groups form as a 
result of mutual attraction or interest or because management assigns people to a group. 
(Deresky, 2002) 
 
Group size, the number of individuals is important because it influences communications 
and group dynamics. Groups range from 2 to approximately 20 members. Having face-to-
face communication between 2 people differs from communication between 20 people. 
With more members in a group the risk for groups within the group arises (coalitions). 
(Ibid) 
 
Groups have common goals toward which their members work. Typically groups work 
under time restriction and with limited resources. Because of time restraints, resource 
scarcity, underdeveloped social skills and other reasons, many groups fail to achieve their 
intended goals. Group structure creates patterns of interaction among members. Elements 
that compose structure are rules, norms, roles and status. (Ibid) 
 
Teams are different from groups because it is “a small number of people with 
complementary skills who are committed to a common purpose, set of performance 
goals, and approach for which they hold themselves mutually accountable”. Teams have 
more cohesiveness and more responsibility and use member talents more efficiently than 
other groups. Teams use a type of self-management techniques to achieve goals to which 
its members express high commitment. (Ibid) 
 
Teams differ from groups in these specific differences according to Deresky, (2002): 

The Mechanistic Model The Organic Model 
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• Shared leadership. Teams have shared leadership roles, whereas groups usually 

have a strong, focused leader. 
• Accountability. Teams have individual and mutual accountability, whereas groups 

are based mostly on individual accountability. 
• Purpose. Teams work towards a specific purpose, whereas a group’s purpose is 

usually identical to the organization’s mission. 
• Work products. Teams deliver collective work products, whereas groups have 

individual work products. 
• Communication. Teams encourage open-ended discussions and active problem 

solving meetings, whereas groups attempt to run meeting that are more efficient. 
• Effectiveness. Teams measure performance by direct assessments of their 

collective work products, whereas groups measure effectiveness indirectly by 
their influence on others. 

• Work style. Teams discuss, decide, and delegate but do the work together, 
whereas groups discuss, decide, and delegate and then do the work individually. 

 
In addition to the differences between teams and groups, there are also issues involving 
the function of teams in organizations and their composition. For example a team can 
work at various levels of an organization, including the executive, middle management 
and operations levels. (Ibid) 
 

2.4 Factors Influencing Product Development Success 
 
According to Cooper (1999) there are two types or classes of success factors. The first 
deal with doing the right projects, the second with doing projects right. When doing the 
project right there are eight common denominators for successful product development. 
They are: 
 

1. Solid up-front homework - to define the project and justify the project. 
2. Voice of the customer - a slave-like dedication to the market and customer inputs 

throughout the project. 
3. Product advantage - differentiated, unique benefits, superior value for the 

customer. 
4. Sharp, stable and early product definition - before developments begins. 
5. A well planed, adequately resource and proficiently executed launch. 
6. Tough go/kill decision points or gates - funnels not tunnels. 
7. Accountable, dedicated, supported cross-functional teams with strong leaders. 
8. An international orientation-international teams, multi-country market research 

and global or “glocal” products.  
 
1 Up-front homework pays off. 
Many projects move from idea stage right to development, with little or no assessment or 
up-front homework. Research shows that inadequate up-front homework is a major 
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reason for failure, whereas other studies show that solid up-font homework drives up new 
product success rates significantly. 
 
2 Build in the voice of the customer. 
Successful business and teams that drive winning new product projects, have a slave-like 
dedication to the voice of the customer. New product projects that feature high-quality 
marketing actions – preliminary and detailed market studies, customer tests, field trails 
and test markets are blessed with more than doubled success rates. 
 
3 Seek differentiated, superior products. 
One of the top success factors is delivering a differentiated product with unique customer 
benefits and superior value for the user. Surprisingly, very few firms can point to specific 
facets of their new product methodology that emphasize this one vital success ingredient. 
Often “product superiority” is absent as a project selection criterion, while rarely steps 
are deliberately built into the process of making a superior product. 
 
4 Demand sharp, stable and early product definition. 
A failure to define the product – its target markets; the concept, benefits and positioning 
and its requirements, features and specs – before development begins is a major cause of 
new product failure and serious delays in time to market. Even though this is a well-
known problem companies still fail at it. 
 
5 Plan and resource the market launch-early in the game. 
Not surprisingly, a strong market launch underlies successful products. Spending many 
working-hours and money on the market launch pays off. 
 
6 Build tough go/kill decision points into your process-a funnel not tunnel. 
In many companies, projects are allowed to move to far into the development process to 
be killed. The result is that many marginal projects are approved, and scarce resources are 
misallocated. Having tough go/kill decision points or gates is correlated strongly with the 
profitability of business’ new product efforts. 
 
7 Organize around true cross-functional project teams. 
Numerous studies concur: good organizational design is strongly linked to success. Good 
organizational design means projects that are organized as a cross-functional team, lead 
by a strong project leader, accountable for the entire project from beginning to end, 
dedicated and focused, and where top management is committed to the project. Although 
many of the ingredients of a good team should be familiar ones, surprisingly many 
projects are found lacking and receive mediocre ratings on the team dimension. 
 
8 Build an international orientation into your new product process. 
An international orientation means defining the product as an international one and 
design products to meet international requirements, not just domestic. The results are 
either global product (one version for the entire world) or “glocal” product (one product 
concept, one development effort, but perhaps several variants to satisfy different 
international markets). An international orientation also means adopting a transnational 
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new product process, utilizing cross-functional teams with member from different 
countries and gather market information from multiple international markets as an input 
to the new product’s design.  
 

2.5 Problems with Customer Orientation  
 
Marketing actions is considered to have growing importance, market information and 
information retrieval have been documented as one of the major problems in product 
development work (Carlsson, 1990) Several reasons can be identified related to extrinsic, 
as well as intrinsic factors. 
 

• The distance between the producer and the consumer has widened, for instance as 
a consequence of increased globalization, as well as an increase in the overall 
infrastructure, for instance in terms of more middlemen. 

 
• Customer requirements are difficult to access. Customer requirements are 

described as “difficult to uncover” (e.g. Hsia, Davis & Kung, 1993). One reason 
for this situation could be that customer needs are difficult to access as they are 
seldom fully articulated and may often be subconscious.  

 
• Companies do not get involved in marketing activities and/or the numbers of 

interactions are too few. Observations have been made in investigations. One 
example is Mahahan and Wind (1992) who concluded that American companies 
involved in new product development utilized market-oriented methods only to a 
limited degree. One reason for the companies not employing methods could be a 
lack of knowledge within the company of how to carry out an investigation with 
the purpose of identifying requirements. This assumption is supported by for 
instance Cooper (1999). 

 
• Available methods are inadequate for a product development context. Currently, 

design teams rely typically on traditional market research information and 
quantitative information from marketing research based on surveys, warranty 
returns, and service calls etc. However, an increased emphasis on this more 
‘traditional’ market research is not considered to lead to better understanding of 
customer/user needs or a higher probability of product success (e.g. Griffin & 
Hauser 1993). Product developers require more detailed and in-depth information 
regarding customer needs than is provided by the typical marketing study. The 
type of information retrieved in a traditional marketing study is considered useful 
in planning business and marketing strategies – i.e. for decisions on a more 
strategic level – but lack the preciseness and clarity of information necessary for 
the actual shaping of products – i.e. is unsatisfactory for decisions on an 
operational level (Griffin & Hauser, 1993).  

 
• The company has too much focus on competitor analysis and benchmarking 

rather than on the customers. A competitor orientation, i.e. the ability and will to 
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identify, analyze, and respond to competitor’s actions (Narver & Slater, 1990) 
may be important for the commercial performance of developments. The 
approach has been recommended to market developments when demand is not 
‘too uncertain’ and in ‘growing markets’ (Gatignon & Xuereb, 1997). Other 
authors claim that product development based on a benchmarking strategy only is 
not a sufficient means for reaching customer orientation. For instance, Rosenau 
(1992) claimed that a product specification, which is a combination of the best 
single features observed in available competitors’ products, might indeed be a 
‘trap’. The specification (i.e. the document which is to direct the product 
development process towards a specified goal) is driven by competition rather 
than user or consumer needs. It is not derived from any unique market insight and 
is not likely to result in a product that satisfies yet unrecognized and unfulfilled 
needs. 

 
• The producer claims to know the market. According to Cooper (1999), a negative 

effect on new product development success is achieved when developers claim to 
already “know all the answers…” and when the desire to market quickly may 
result in market assessment and market research tasks being omitted. 

 
• The company withholds a passive or reactive rather than a proactive customer 

orientation profile. Product development strategies can be described in terms of 
reactive or proactive strategies. A reactive strategy is based on dealing with the 
initiating pressures as they occur whereas a proactive strategy would explicitly 
allocate resources in order to be first on the market with a product that a 
competitor would find difficult to achieve (Urban & Hauser, 1993). A high 
customer-oriented profile would, according to Nwankwo (1995), require a 
proactive approach, i.e. a planned and coordinated activity in order to articulate 
customer problems rather than a passive attention to the issue and defensive 
attitudes in responding to complaints. 

 
However, actions directed towards the market are not enough. A study by Souder (1988) 
concluded that there is evidence that inter-functional communication and cooperation, for 
instance between R&D and marketing, strongly correlates with overall project success. 
Based on a review of literature on the integration between R&D and marketing, Griffin 
and Hauser (1996) stated that also the analysis of customer needs and requirements 
benefits from more integration between functions. The same conclusion is made by 
Ayers, Dahlstrom and Skinner (1997) who claimed that interaction between R&D and 
marketing personnel in a new product development project increases the likelihood of the 
success of the project. However, the authors also conclude that different viewpoints are 
beneficiary in releasing design features that could increase the product’s technological 
sophistication and marketplace value. 
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2.6 Frame of Reference 
 
Here the theories will be summarized in a logical order in relation to research purpose 
and questions. Finally graphical layout of frame of reference will be presented.  
 
Customer centric product development is based on knowing what the customers needs are 
and the whole concept is based on psychological factors. Those psychological factors can 
be hard to find and the changes of the mindset of the consumer is always present, 
therefore it is a difficult task to know what the customers needs are. There are several 
theories concerning product development, most studies and research conclude that one of 
the largest factor of success is to meet the customers needs. Yet, there are no general 
accepted theories that incorporate the implementation of meeting customer needs in the 
product development process. For most theories the customer needs are either placed 
under market analysis or in the market strategy stage. 
 
Companies have two approaches to the overall strategy for the product development 
process according to several authors (e.g. Kotler, 2003, Brassington & Pettitt, 2000 etc); 
they are reactive or proactive approaches. These approaches effects how the company 
approaches development, either they are proactive, meaning they are first movers on to 
new areas. The second approach is reactive, meaning that they are followers. The next 
step is to organize the production development model; there are two main concepts that 
an organization can adapt.  The sequential strategy means that the organizations different 
departments work with the development process one at a time in stages. Whereas the 
simultaneous strategy means the all the organizations departments work at the same time 
with the stages, this strategy greatly shortens the product developments process according 
to Kotler (2003), Brassington & Pettitt (2000) and Cooper (1999) etc. 
 
Cooper (1999) states the importance of cross-functional teams in the development 
process, the process it self can look in different way depending on which research you 
read. Kotler (2003) have an eight-step model for product development, however steps one 
to six will be used and they are: 
 

1. Idea generation 
2. Idea screening 
3. Concept development and testing 
4. Marketing strategy 
5. Business analysis 
6. Product development 

 
Brassington & Pettitt (2000) have also an eight-step model for product development; 
however, only steps one to five will be used:  
 

1. Idea generation 
2. Idea screening 
3. Concept testing 
4. Business analysis 
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5. Product development 
 
Hollensen (2003) have a model called Multiple Convergent Process Model (MCPM) 
describes in figure 2.1, it shows how different departments within the organization should 
give input to different stages. In this model the development process is controlled 
throughout a set of converging points or checkpoints. 
 
Boyd, Westfall & Stasch (1989) states that market research is either qualitative or 
quantitative. To conduct market research there are several channels to be used according 
to Boyd, Westfall & Stasch (1989), Brassington & Pettitt (2000), these are interviews, 
focus groups, surveys, consumer panels, home audits, retail audits and omnibus surveys.  
 
Market Driven Product Development (MDPD) by Mello (2001) shown in figure 2.2, 
consists of several stages that should be carried out before starting with the development 
of a product; MDPD focuses more on implementing the customer’s voice into the 
product. Mellos (2001) MDPD process coincides on areas such as product definition, 
accountable, dedicated, and supported cross-functional teams with strong leaders.  
 
However, Mellos (2001) MDPD process focus more on the stages before product 
development takes place in terms of information gathering and analyzing customer needs 
and preferences. External consultants and markets research in forms of focus groups, 
surveys, interviews and sales/retail agents can do this. Data collected is transferred 
between the different departments involved in the product development process 
 
According to Robbins (2000) the two extremes of organizations structure are mechanistic 
and organic structure displayed in figure 2.3. According to Dereskey (2002) within the 
structure of an organization there can be groups or teams depending on how the structure 
of the organization, furthermore, Dereskey (2002) states several differences between 
groups and teams and how they function. 
 
All of these models are time-consuming and therefore organizations sometimes skip 
stages to save time, lack of resources is also a factor influencing time spent in the stages. 
(Mello, 2001) Because of shorter product life cycles there is a greater need for new 
product development to be faster in order to replace the declining ones. (Donaldson, 
1985) 
 
Cooper (1999) and Cooper & Kleinschimdt (1987, 1990, 1995) have studied product 
development and found eight important factors related to successful product 
development. These factors are listed below: 
 

1. Solid up-front homework – to define the project and justify the project. 
2. Voice of the customer – a slave-like dedication to the market and customer inputs 

throughout the project. 
3. Product advantage – differentiated, unique benefits, superior value for the 

customer. 
4. Sharp, stable and early product definition – before developments begins. 
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5. A well planed, adequately resource and proficiently executed launch. 
6. Tough go/kill decision points or gates – funnels not tunnels. 
7. Accountable, dedicated, supported cross-functional teams with strong leaders. 
8. An international orientation – international teams, multi-country market research 

and global or “glocal” products.  
 
Other studies focus on the difficulties that companies have to overcome in order to make 
a customer centric product. Authors (Carlsson, 1990, Hsia, Davis & Kung, 1993, 
Mahahan & Wind, 1992 Griffin & Hauser, 1993 etc) state in articles that:  
 

• The distance between the producer and the consumer has widened. 
• Customer requirements are difficult to access.  
• Companies do not get involved in marketing activities and/or the numbers of 

interactions are too few.  
• The producer claims to know the market.  
• The company withholds a passive or reactive rather than a proactive customer 

orientation profile. 
 
When looking at the theories concerning product development and the advantages and 
disadvantages of the customer centric view and in connection to our research purpose to 
gain a better understanding of how customer centric product development in companies 
is carried out. We have developed a frame of reference displayed in figure 2.4 below to 
compare theories to reality and try to answer the research questions asked. 
 
 

 
Figure 2.4 Frame of reference 
Source: Authors construction. 
 
 
The frame of reference starts with RQ 1, Product Development Strategy that is described 
under heading 2.1 in the theoretical review. RQ 2, Market Research is described under 
heading 2.2, and how it influence product development strategy. RQ 3 Internal Dialogue 
is presented under heading 2.3, and how it influence product development strategy. The 
three research questions will hopefully lead to a better understanding of how customer 
centric product development in companies is carried out, once they have been answered. 
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3 Methodology 
 
In this chapter we will present and discuss methodological issues connected to our 
research. Methodological considerations and choices will be reported, together with the 
research design, selection of data collection. In our thesis we decided to use multiple 
methods to gather information for the study. We used archival information, different 
academic books and articles dealing with the subject of both product development 
process and customer needs influences product development to retrieve theories, we also 
conducted interviews. 
 

3.1 Research Purpose 
 
Depending on what the authors want to achieve, the purpose of a research varies (1994). 
According to Yin, (1994) there are three different categories of a research purpose: 
exploratory-, descriptive- and explanatory research. 
 
Exploratory research is conducted with the purpose of defining and clarifying the nature 
of a problem. Conclusions cannot be drawn out of this kind of research; rather the 
objective is to identify information needs and problems for future research. Descriptive 
research is when describing characteristics of a phenomenon or a population. These are 
based on some previous understanding of the nature of the research problem. The 
descriptive research answer what, where, who, when, and how questions but gives no 
explanation for the cause of the findings (Zinkmund, 2000) explanatory research is used 
to explain cause-effect relationships, for example what variables causes the effect of 
another. (Lekvall and Wahlbin, 1993) This thesis is foremost a descriptive thesis, it is 
also exploratory and explanatory to some extent. The thesis is descriptive due to that it 
starts with existing theories and from there the thesis tries to explain a phenomenon when 
coming to conclusions. Furthermore it has an exploratory aspect due to that there is no 
know case study conducted on the same area as this thesis. 
 

3.2 Research Approach  
 
In this section, qualitative and quantitative approaches, as well as inductive and deductive 
approach are discussed. 
 

3.2.1 Qualitative and Quantitative Approaches 
 
According to Holme and Solvang, (1995) the two general research approaches that exist 
are qualitative and quantitative approaches. 
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When using a qualitative approach, one or a few objects are studied in depth, and the 
main purpose is to receive a better understanding of the problem studied, as well as to 
gain a profound knowledge. The qualitative approach makes it hard to generalize, has a 
low degree of formalization, and is characterized by closeness between the source and 
research. (Ibid) 
 
The quantitative approach is both structured and formal, as well as the fact that the 
researcher has a rather high degree of control. The researcher is also objective in the 
study. Using a quantitative approach means that little information from each object is 
colleted, but on the other hand many objects are studied, which means that it is possible 
to draw conclusions and generalize (Ibid) 
 
Our research is qualitative as we have only studied two objects and our purpose is to gain 
a better understanding of how customer centric product development in companies is 
carried out. We do not aim to make any generalizations only try to describe the 
phenomenon studied. 
 

3.2.2 Inductive and Deductive Approach 
 
There are two ways of drawing conclusions according to Davidson and Patel, (1991) 
which are deductive and inductive approach. 
 
Deductive is when the researcher starts with existing theories and principles, and from 
those will draw conclusions about separate cases (Ibid) When using an inductive 
approach, the researcher builds the study on empirical data, and tries to draw more 
general an theoretical conclusions. (Wallen, 1996) 
 
We are doing a deductive study due to that we build our study on existing theories and 
our aim is to do a within-case study and then conduct a cross-case analysis of two 
separate cases in order to draw better conclusions. 
 

3.3 Research Strategy 
 
According to Yin (1989), there are five different research strategies within the social 
science: experiments, surveys, archival analysis, histories and case studies. The strategy 
to use is depending on the type of research questions posed, the extent of control an 
investigator has over actual behavior events and the degree of focus on contemporary 
versus historical events. 
 
Figure 3.1 Relevant situations for different research strategies. 
Strategy Form of research 

question 
Requires control over 
behavioral events? 

Focuses on 
contemporary 
events 

Experiment How, why Yes Yes 



 29 

Survey Who, what, where, 
how many, how 
much 

No Yes 

Archival  Who, what, where, 
how many, how 
much 

No Yes/No 

History How, why No No 
Case study How, why No Yes 
Source: Yin, 1989. 
 
As our study is focused on how questions and we have little control on behaviors and 
finally we focus on contemporary issues. The purpose is to gain a better understanding of 
how customer centric product development in companies is carried out and also due to 
the time limitation this thesis therefore this study is a case study.  
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3.4 Data Collection Method 
 
Yin (1994) states that there are six sources of evidence that can be the focus of data 
collection when using case study. They are documentation, archival records, interviews, 
direct observations and participant-observations, physical artifacts. This is illustrated in 
figure 3.2. 
 
Figure 3.2 Six sources of evidence: strength and weaknesses 
Sources Strengths Weaknesses 
Documentation • Stable: can be received 

repeatedly 
• Unobtrusive: not created as 

a result of the case 
• Exact: contains exact 

names, references and 
details of an event 

• Broad coverage: long span 
of time, many events and 
many settings 

• Retrievability: can be low 
• Biased selectivity: if 

collection is incomplete 
• Reporting bias: reflects 

(unknown) bias of authors 
• Access: may be deliberately 

blocked 

Archival records • (Same as above for 
documentation) 

• Precise and quantitative 

• (Same as above for 
documentation) 

• Accessibility due to privacy 
reasons 

Interviews • Targeted: focuses directly 
on case study topic 

• Insightful: provides 
perceived causal inferences 

• Bias due to poorly 
constructed questionnaires 

• Response bias 
• Inaccuracies due to poor 

recall 
• Reflexivity: interviewee 

gives what interviewer 
wants to hear 

Direct observations • Reality: covers events in 
real time 

• Contextual: cover context of 
events 

• Time consuming 
• Selectivity: unless broad 

coverage 
• Reflexivity: event may 

proceed differently because 
it is being observed 

• Cost: hours needed by 
human observers 

Participant observations • (Same as above for direct 
observations) 

• Insightful into interpersonal 
behaviors and motives 

• (Same as above for 
documentation) 

• Bias due to investigator’s 
manipulation of events 

Physical artifacts • Insightful into cultural 
features 

• Insightful into technical 
operations 

• Selectivity 
• Availability 

Source: Yin, 1994. 
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We singled out the two options that suited our case study the best, namely interviews and 
documentation. 
 
According to Yin (1994), there are three types of interviews, open-ended, focused and 
survey. The open-ended interview is open as well as free and without structured 
questions. In a focused interview, the respondent is interviewed for a short period of time 
and the interviewer is more likely to follow a certain set of questions. Probing questions 
are also possible to use. The last type is the survey type that can be design to be a part of 
a case study. Interviews can be either personal or done over telephone. The weaknesses 
with personal interviews are the cost and possible bias. The telephone interview has the 
drawback of being limited in time and the absence of face-to-face contact. (Zinkmund, 
2000) 
 
Documentation is likely to be relevant to case studies according to Yin (1994). The 
author states that the most important use of documents is to corroborate and argument 
evidence from other sources. Documents are for example useful in verifying the correct 
spelling and titles or names of organization that have been mentioned in an interview. 
(Ibid) 
 
The main source of information in our study is from interviews. The style of the 
interviews was structured as a focused interview with probing questions. The interviews 
were a personal interview because we had many questions and wanted answers that 
where valid as possible. Documentation was also used to confirm general facts about the 
company. The available sources of information came from company brochures and their 
webpage. We structured the interview as free as possible, meaning that we let the 
respondent speak freely and asking the respondent to comment on facts and questions. 
During the interviews a tape recorder was used to help us in gathering the information 
and notes were also taken. The opportunity to contact the respondents again for further 
information was also given, either by E-mail or telephone. 
 

3.5 Sample Selection 
 
The purpose with our study is to gain a better understanding of how customer centric 
product development in companies is carried out. The criteria’s we sat for our sample 
was that it should be a multinational company based in Sweden that offer consumer 
products on an international level.  
 
According to Holme & Solvang. (1995), the selection of respondent is crucial. Therefore 
the natural choice when arranging the interview was to talk to the manager or the person 
who is involved in the company’s product development process. 
 
The companies that we used in our case study are Saab Automobile and Sony Ericsson 
Mobile. We made the choice on that the companies fit our criteria in size; products and 
they are multinational. The respondents were chosen by direct reference from the student 
contact office at each company. The respondent at Saab was Kent R Johansson, former 
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project leader for the new 9-3 convertible; currently his position is head of Warranty 
Payment Reduction Program, organized under Customer Satisfaction & Quality. The 
respondent at Sony Ericsson Mobile, Micael Wikström works as source director. 
 

3.6 Analysis Method 
 
According to Yin (1989) the way data is analyzed is very important for any research. The 
ultimate goal is to treat the evidence fairly, to produce compelling analytic conclusions 
and to rule out alternative interpretations. The author discusses two types of strategies 
when analyzing data. 
 

• Relying on theoretical propositions is the most preferred strategy. When using this 
strategy the researcher acquire the research questions from previous studies and 
focus on relevant data, as well as comparing previous data versus findings. 

 
• Developing a cause description is less preferable than the use of the theoretical 

propositions, but can well be seen as an alternative when the above-mentioned 
strategy is absent. 

 
When writing about qualitative data analysis, Miles & Huberman (1994) state that the 
focus is on data in the form of words. These words require, according to the authors, 
some sort of processing. This processing is itself a form of analysis. Miles & Huberman 
(1994) have defined data analysis as a method done in three stages. Miles & Huberman 
(1994) explain these three stages as follows: 
 
1. Data reduction: This should not be considered to be separate from analysis, but as a 
part of it. This reduction of the data is analysis that helps to sharpen, sort, focus, discard 
and organize the data in a way that allows for “final” conclusions to be drawn and 
verified. The two authors add that data can be reduced and transformed though such 
means as selection, summary, paraphrasing or through being subsumed in a larger 
pattern. 
 
2. Data display: This stage includes taking the reduced data and displaying it in an 
organized and compressed way so that conclusion can be more easily drawn. Miles & 
Huberman (1994) state that good displays are a major avenue to valid qualitative 
analysis. 
 
3. Conclusion drawing and verification: In this stage the researcher starts to decide what 
the different findings means. Noting regularities, patterns, explanations, possible 
configurations, causal flows and propositions does this. However, Miles & Huberman 
(1994) also add that the competent researcher should hold such conclusions lightly, while 
maintaining both openness and a degree of skepticism. 
 
When analyzing data gathered for this thesis the three steps suggested by Miles & 
Huberman (1994) have been followed. For each research question data was reduced via a 
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within-case analysis. The within-case analysis was conducted by comparing empirical 
findings to the existing theories that were displayed in the conceptualization. Thereafter 
data was further reduced and displayed in a cross case analysis. The cross case analysis 
was done by comparing the case findings, and detecting possible similarities and 
differences, of the different cases to each other. Finally the research questions were 
answered and the conclusions were drawn. 
 

3.7 Quality Standards 
 
Validity refers to how well a specific research method measures what it is supposed to 
measure. Research holds high reliability if it can be repeated several times, and the results 
are the same, or almost the same according to Lekvall and Wahlbin (1993) Interviews 
aim for a balance that facilitates interaction, yet maintains objectivity, Smith (referred to 
in Morse (1994)). However, Smith states, total objectivity cannot be obtained, since life 
experience and intellectual ability influence the data interpretation. Generally, it is more 
difficult to resolve validity than reliability. (Chisnall, 1997) 
 
Yin (1989) states that that there is four tests that should be used when determine a case 
study’s quality. These are construct validity, internal validity, external validity and 
reliability. 
 

3.7.1 Validity 
 
Construct validity is to establish operational measures, which are correct for the studied 
concept according to Yin (1989). To increase the constructed validity, the author suggests 
three methods, where the first two ones are relevant during the data collection process. 
The first method is to use multiple sources of information, which is to increase the 
validity if same information comes from varied sources. The second method is to 
establish a chain of evidence, which can be done by letting an external observer, read the 
study. The last method is relevant when composing the case study. That is to have the 
draft case study report reviewed by key information’s. (Ibid) 
 
Internal validity is according to Yin (1989) for casual or explanatory studies, due to that 
this study is descriptive. Internal validity does therefore not apply to this study. 
 
External validity has been a major barrier in doing case studies according to Yin (1989). 
To increase the external validity Yin (1989) states that using replication logic in multiple 
case studies can make it possible to generalize the findings to larger number of similar 
cases. In this thesis only two companies were used as case studies. As we only have two 
case studies we aim to make no generalization. 
 
We have taken measures trough the thesis to increase the validity. Our interviews were 
done with the person that was most capable of answer our questions. Furthermore a 
personal interview was done to reduce the misunderstanding and give the opportunity to 
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explain and elaborate on the questions. When we arranged time for telephone interviews, 
we also gave a general framework of how we wanted to conduct the interview and in 
what areas we wanted to study. This was done so our respondents could prepare 
themselves for the interview. We also explained the areas we studied and the theoretical 
framework that we used so they could understand us better. Our questions were open and 
the interviews were as free as possible so they could elaborate on how the company 
operates, this gave us also the opportunity to ask complete questions. However due to this 
free form the ask question was not always answered so probing questions had to be used. 
To minimize risk of misunderstanding the questions, we did not send an interview guide 
to the company. This also made the interviews more open and the respondents could 
freely describe areas that we could reconfirm with the interview guide. 
 

3.7.2 Reliability 
 
Yin (1989) describes reliability as to demonstrating that the operations of a study such as 
the data collection procedures can be repeated with the same results. The goal of 
reliability is to minimize the errors and biases in a study (Ibid) Yin (1989) suggest two 
ways of improving the reliability in a study. The first is using a case study protocol; this 
will make it impossible for another researcher to conduct the same work without this 
protocol. The second way is to develop a case study database.  
 
We took steps to increase the reliability in our thesis by using tape recorder during the 
interview. This allowed us to decrease the risk of misunderstanding the answers due to 
that we could listen to the answer several times over to confirm the answers. 
Furthermore, our interview guide matches the frame of reference that we had developed. 
The interviews were also conducted in such manner that the respondents could speak 
freely. To achieve this free and open interview, we started with general questions and 
then moved on to open questions and finally we probed and ask our focused questions. 
Still bias might be found and misunderstanding can occur in the translation of the 
interviews, which was done in Swedish, to English. 
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4 Empirical Data 
 
In this chapter the empirical data collected in interviews with the companies chosen for 
our case study will be presented. Archival information will also be presented in form of 
company background. 
 

4.1 Case One: Saab Automobile 
 
Data presented in this case is based on the interview with Kent R Johansson former 
project leader for the new 9-3 convertible, currently his position is head of Warranty 
Payment Reduction Program, organized under Customer Satisfaction & Quality. 
 
Company Background 
Saab stands for Svenska Aeroplan Aktie Bolaget and was founded in 1937 with the 
purpose of developing and manufacturing military aircrafts. Saab has 8358 employees 
distributed in five locations, these locations are in Sweden; Trollhättan where 
headquarters (HQ), product development and production is located, Göteborg where 
sales, marketing and production of manual gearbox is located, Nyköping is the main 
distribution centre and Södertälje where development and production of four cylinder 
engines is located. Finally they have production of Saab 9-3 convertible in Graz, Austria.  
 
In 1947 Saab presented their first car prototype, inspired by the airplane wing to the 
world press. In 1949 Saab started mass production of their car model named Saab 92. 
From there new models have continues been produced with different new developments. 
By 1958 Saab was the first car manufacture that made seatbelts standard in their models. 
Saab also introduced the heated seats as a development in 1971, and it has become 
standard in most car models today. Besides functional developments Saab also was in the 
forefront concerning safety. By 1972 Saab made side impact protection as added safety in 
their models. Next large technical development came for Saab in 1976 and was a 
development for the whole industry. Saab introduced turbo charging in ordinary cars that 
was reliable and durable for daily use. Since then Saab has introduced some minor 
developments but not on the same scale as the turbocharger. 
 
In 1989 General Motors purchased 50 percent of Saab Automobile AB to develop, 
manufacture and market Saab passenger cars worldwide. General Motors increases its 
equity in Saab to 100 percent in the year 2000 and now they are the sole proprietors of 
Saab. Over the years Saab have sold cars in these numbers as shown in table 4.1: 
 
 
Table 4.1 No. sold cars 
Year No. Sold cars 
1980 63 700 
1990 93 200 



 36 

1996 98 000 
1997 100 300 
1998 118 600 
1999 131 100 
2000 132 300 
2001 126 000 
2002 120 800 
Source: Saab (2003) 
 
 
The USA is the single largest market followed by Sweden, Great Britain, Italy and 
Germany. In 2003 Saab estimates a loss; the goal for 2004 is a brake even result, this 
again because of the low US dollar value.  
 
The model programs from Saab today are 9-3 sport sedan, 9-3 convertible, 9-5 sedan and 
9-5 wagon. The overall concept for Saab is to offer a car that provides a simple and 
natural Scandinavian design and pure, clean, austere and modern comfortable car with a 
classic and elegant style. Dynamic and undoubtedly sporty focus on performance of the 
car is another key area for Saab. The new Saab 9-3 Convertible has a soft-top that is fully 
automatic and is the latest model from Saab. The development of 9-3 convertible was 
lead by Kent R Johansson.  
 

4.1.1 Product Development Strategy 
 
According to Kent R Johansson (here after referred to as Mr. Johansson) the process of 
producing a new car model is a long undertaking from 10-15 years. Since producing new 
models in the car industry is extremely costly and therefore only a few companies have 
the resources to develop new concepts and revolutionary technical breakthroughs. 
According to Mr. Johansson there are actually only three car manufactures in the world 
that has the capacity to do so, namely Ford, Toyota and General Motors. As General 
Motors are owner of Saab, General Motors is therefore dictating what research the 
company focuses on and also what technical platforms Saab can use. The production 
process at Saab focuses on developing new models with existing adapted or modified 
technology and components. For example Saab has a conventional combustion engine 
that they modify, and on the opposite there is Toyota that has developed a hybrid engine 
that uses electricity and gasoline as a combined fuel for their engine. This is something 
that Saab cannot develop due to lack of resources. 
 
The product development process at Saab is focused around cross-functional teams 
consisting of individuals with a broad knowledge and representing each department. This 
means that the individuals have knowledge of all the aspects for the department the 
individual represents. For example a represent of the manufacturing department is not a 
specialist on one particular area, such as shock absorbers; instead he or she should know 
all areas of the department. The product development structure is based on cross-
functional teams and therefore functions as a simultaneous process. Furthermore Mr. 
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Johansson described that Saab implements a “gate” system in the development process. 
Gates as Mr. Johansson referred to are built in roadblocks in the process and their 
function is to screen the project in order to let it pass to next stage or return it to be 
revised or in worst case kill it.  
 
The development process according to Mr. Johansson starts with product planning at 
corporate level; here they decide on what product platform they should have. Product 
planning uses information gathered through market research to determine customer needs 
and preferences. Due to the extremely high cost connected to product development and 
the long time frame, product planning views this as extremely important to invest time 
and money into. Next step after ideas for a new product have been decided is to appoint a 
cross-functional team leader. Mr. Johansson mentioned that this is when he gets involved 
in the process as team leader. The team leader then assembles the cross-functional team, 
consisting of members from all departments; the team then starts the process of concept 
development and testing on the chosen project platform. Once the project starts to take a 
more solid shape in terms of a concept car being developed, the marketing department 
starts to conduct marketing strategies and business analysis to determine the potential 
market share and potential profits. Mr. Johansson mentioned that the process at corporate 
level is similar if not identical to the production development process at a lower level in 
the organization. 
 
Mr. Johansson stated that Saab offer the same products to all markets, they do not change 
anything about the product. The product can be altered to some extent according to 
customer’s wishes, such as interior and exterior color, fabrics and entertainment system. 
These smaller alteration are only to make the product more personalized to the buyer, it is 
not an alteration of the core product, rather an add-on feature for the customer. 
 

4.1.2 Market Research and Product Development 
 
Once the stage of concept development and testing has started the external 
communication starts as well with opening all channels of communication with the 
concerned parties. Saab assembles the team that is involved and through the team 
members the specifications are created, the specifications then are submitted to customer 
evaluation. The results are then evaluated and the team makes the adaptations needed. 
This process is repeated until there is equilibrium between customer needs and the 
company’s production technology, also certain customer needs has to be turned down due 
to unreasonable requirements. Furthermore, there has to be a balance between customer 
needs and company image, meaning, a sports car and family oriented customer needs are 
difficult to combine. 
 
Finding out what the customer needs are and what the customer expect of the product is 
difficult task to manage due to political, cultural, economical, geographical and legal 
concerns. Saab uses their market department to gain market information and their 
customer satisfaction and quality department to conduct their own market investigation 
on customer satisfaction. Also external consultants conduct market survey on behalf of 
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Saab; these surveys are often anonymous in order to avoid customer bias. There do also 
exist databases of customer needs and preferences that Saab uses. 
 
Retailer and sales agents continuously talk to customers and the information gathered 
there is a channel of feedback that can be used in a new product. The retailers and sales 
agents also get a chance to come to the product development centre to see the product 
that is being developed and provide their insight to the product, this because it is the 
retailer and sales agents that buy the cars from Saab and then sell the product to their 
customer. 
 
Suppliers are also involved in the product development process, giving their view on 
what is possible to do and what new technologies are available for the product. As most 
car manufacturers outsource their production, suppliers input have to be taken into 
concern as they are often integrated in the production process and it would be difficult to 
change supplier. 
 

4.1.3 Internal Dialogue for Product Development 
 
When the external communication is under way and the results from the market research 
start to flow back to Saab the information is communicated between the different 
departments involved the product development process. This information can be shared 
via several channels such as, telephone, intranet, personal contact and so forth. Each team 
member also functions as a carrier of information between the cross-functional team and 
the departments. The flow of information is informal between members of different 
departments involved in the process. Mr. Johansson explains that a meeting can take 
place under informal circumstances such as a after work sauna or a during a lunch meting  
 
The cross-functional team often consists of no more than ten members according to Mr. 
Johansson as he feels that if a team consists of more than ten people the communication 
within the team becomes to much to handle, there are to many independent mind all 
wanting something different. Although, Mr. Johansson feel that conflicts within the team 
is a natural occurring process that one should embrace, it can arise too many conflicts if 
the team is larger than ten people. Mr. Johansson also said that to counter the strong wills 
of the team members there is a need for a strong leader that can focus the team members 
and focus their knowledge into a specific project. 
 
A part of the internal communication is a gate system that the product under development 
has to pass through in order to move to a higher stage within product development 
process, this because the costs increases the further into the process the product have 
gone, also the ability to kill a project decreases due to investments made. The gates 
function as a control system to evaluate projects to see if they fit criteria set by the 
company. Even with formal gate systems Mr. Johansson feels that the whole structure 
within a project is informal and is dominated by cross-functional teams. 
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4.2 Case Two Sony: Ericsson Mobile Communications 
 
Data presented in this case is based on the interview with Micael Wikström, source 
director at Sony Ericsson. 
 
Company Background 
Sony Ericsson Mobile Communications (Sony Ericsson) was established in 2001 by 
telecommunications leader Ericsson and consumer electronics powerhouse Sony 
Corporation. Ericsson and Sony own the company equally. Today the company employs 
approximately 4000 worldwide and Sony Ericsson head quarters is located in London 
UK. Sony Ericssons businesses areas include R & D, sales, marketing distribution and 
customer service for cellular phones and mobile multimedia products in the following 
areas: GSM standard, TDMA standard, CDMA standard, PDC standard, third generation 
(WCDMA and CDMA 2000), accessories (cameras, Bluetooth etc.) and machine to 
machine (modules, PC cards etc.) 
 
Sony Ericsson has product development departments in Lund, Kista (Sweden), Munich 
(Germany), Manchester & Basingstoke (UK), Tokyo (Japan), Beijing (China) and 
Raleigh, North Carolina (USA). Sony Ericsson sales and marketing activities are 
regionally driven in six different market regions: Europe, Middle East and Africa 
(Munich), Asia (Singapore), China (Beijing), Japan (Tokyo), North America (Raleigh, 
North Carolina) and Latin America (Miami, Florida, USA). 
 
Sony Ericsson group consist of the parent company, Sony Ericsson mobile 
communications AB and the 100% owned subsidiaries located in Sweden, England, 
Hungary, Brazil, Italy, USA, Mexico, Japan and China. The result for Sony Ericsson in 
the end of 2002 was -387 604 000 €. Of the total turnover 16 % was directed to R & D in 
2002. 
 
Sony Ericsson offers a wide range of products to their customers; they implement a 
global product strategy with different product specification depending on the country 
where they are sold. E.g. Sony Ericsson has the same new products in Thailand as in 
Sweden; however their product line is different in terms of how long a certain model is 
available on the market. The only exception is the Japanese market. The Japanese market 
has models that are not available on other markets, because of the third generation mobile 
network. Also there is a greater demand for new technology in Japan compared to the rest 
of the world.  
 

4.2.1 Product Development Strategy 
 
According to Micael Wikström (hereafter referred as Mr. Wikström) Sony Ericsson have 
a proactive approach to technology and markets, in the sense that they develop new 
technology and integrate it into cellular phones that they then launch on the market. Mr. 
Wikström also said that their main competitor used a more reactive approach meaning 
that they could launch a product that had been available on the market for years, the 
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company then uses their size and influence on the market, and then customer perceived it 
as a new product. The product development process at Sony Ericsson has both 
simultaneous and sequential strategies implemented into the development process. Mr. 
Wikström stated that certain departments have to wait for other departments to finish 
what they are doing, for instance, the CAD programmers have to finish their task before 
the test product can be created, suppliers have to wait for specifications on the model 
form engineering before they can build the tools needed for assembly. While other 
departments can work at the same time as other departments do. The time span is 
approximately six months to a year, also there are several product projects being 
developed at the same time by different product development teams. 
 
All development projects start with the product planning group deciding which 
specification the new products should have. Product planning consists of top management 
from different departments. Product planning uses both in-house marketing department 
and external consultants to conduct market research on customer needs and preferences; 
this is done in order to make products that are appealing to Sony Ericsson’s customers. 
Once the specifications are maid they are sent to R&D that then decide what can and 
cannot be done, R&D then send the new specifications back to product planning. This 
process is repeated until all involved parties are agreeing on product specifications. 
 
When the product specifications at set, a product project leader is appointed, the size of 
the project determents the number of people involved. If a project contains new 
technological developments there can be hundreds of engineers involved in the project, 
these engineers are spread worldwide. If it is minor design project the number of people 
involved could be as low as ten. All departments involved and are organized under the 
project leader; each department is accountable to the project leader. What departments 
are involved depends on what type of project it is a new model with technological 
developments almost all departments are involved, such as marketing, purchase, R&D, 
production, financial and so on. Smaller projects may not require as many departments 
involved. 
 
All products that are being developed have to have a clear marketing strategy, the 
marketing department work continuously to update marketing strategies for upcoming 
models. At the same time the marketing department has to provide the organization with 
up-to date business analysis of the market, in order to allow product planning to make the 
right decisions on whether to give a specific project go/no-go decisions. 
 
The project group can turn to the product planning group for funding and approval of 
changes to the product specification. The project planning group monitors the projects 
and can step in and alter product specification or kill a project. One safety measure is that 
each project has built-in tollgates or milestones; each project has to meet specific criteria 
before they are allowed to pass these gates and move into the next stage of the process, 
this roll conducted by the product planning group. 
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4.2.2 Market Research and Product Development 
 
Sony Ericsson have two large customer groups, the most important of the two customer 
groups is the mobile operators such as Telia, Comviq, Vodafone and so on. The other 
customer group consists of private end-consumer. The mobile operators are important 
because of the large number of cellular phones they purchase. However, end-consumers 
are important as they decide if the model is going to have success. Mr. Wikström gave an 
example of how a Sharp gained a large market share by selling their model to Vodafone; 
Vodafone then sold the phones in a concept called Vodafone Live that became a success 
by massive promotion. Sharp would never have gained such a large market share in such 
short period of time by only selling to end-consumers.  
 
The market research focuses on both businesses to business and end-consumers. The 
mobile operators have most influence on future designs and what the cellular phones 
technological specifications should be. The technical specifications is often dictated by 
the mobile operators due to that, they want more functions in the cellular phone such as 
camera, games and so forth, in order for the end-consumer to use the cellular phone more, 
i.e. generating more revenues for the mobile operators. Therefore there is more of a 
dialogue with the mobile operators rather than conducting market research on the mobile 
operators’ preferences. 
 
The market research with the consumer market is more traditional in the sense of market 
research methods. Mr. Wikström explained that Sony Ericsson uses external consultants 
as well as in-house market research. Methods used for market research are surveys, focus 
groups, interviews and archival information. External consultants are often used for 
anonymous market research to avoid customers perceived brand image, so bias is 
removed or limited. 
 
Sony Ericsson uses in-house departments for market research in order to find out 
customers needs and preferences. One of the problems, however, is that customers may 
not be aware of the technological possibilities and benefits of a cellular phone and 
therefore they often do not ask for any technological developments, there were no 
demand from the consumer to incorporate a camera in a cellular phone. The concept of a 
built in camera was developed in a dialogue between mobile operators and cellular phone 
manufactures.  
 

4.2.3 Internal Dialogue for Product Development 
 
The information gathered by market research and the dialogue with the mobile operators 
has to be distributed to the concerned parties involved in the product development 
process. Sony Ericsson has developed their product development process based on a 
structured hierarchy. The hierarchy has a project leader at the top, under the project 
leader is the directors of different department and under them comes the departments. An 
old product line had a certain hierarchy, when a new product line gets on the way the old 
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hierarchy has to be dissolved and a new hierarchy is formed that is design to fit the new 
project. 
 
Mr. Wikström explains that in each department there are groups that work on different 
projects. As an example engineers can work on different projects, but still be organized 
under a specific department. This way of structuring a company according to Mr. 
Wikström gives flexibility within the company, in handling many and different product 
projects. Due to that Sony Ericsson handles many project simultaneous the need to have 
their groups be available to switch into different projects and therefore not to be too 
integrated into a special project.  
 
A part of the internal communication consist of getting clearance from product planning 
to proceed to the next step of development, also product development can talk to product 
planning for funding of new specification. Product planning therefore functions both as a 
milestone and economical benefactor of different projects. Furthermore the can kill or 
terminate a project if product planning feels that the projects lacks merits or some 
changes have occurred that calls for termination of a specific project. As an example 
engineers can work on the same project, as they are working in different parts of the 
world, this make day-to-day communication difficult between departments. This system 
of worldwide research demands a formal system in order to structure the different 
departments into working units. Sony Ericsson has a system to ease and facilitate the 
communication process by appointing a project department leader that handles in-house 
communication with other departments involved in the project. The in-house 
communication uses intranet, Internet, videoconferences, telephone or face to face to 
communicate. 
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5 Analysis  
 
In this chapter we will analyze data colleted by conducting a within case analysis of each 
research question, after each research question a cross-case analysis is done to compare 
the cases.  
 

5.1 With-in Case Analysis 
 

5.1.1 Saab Automobile Within Case Analysis 
 
Product Development Strategy 
Mr. Johansson stated the Saab did not choose reactive or proactive approach because 
Saab was not large enough, however, he also said that it was GM that made the decisions 
and conducted most of the R&D. Kotler (1994) states that a company can be either 
reactive or proactive in their approach to the market and also R&D, furthermore, Kotler 
states that the product development process can be conducted in two ways, sequential or 
simultaneous approach. Saab have built up their product development process around a 
cross-functional team consisting of member from all departments involved, the 
departments all work at the same time with the project in different areas. 
 
In the NPD process, the first two stages are idea generation and idea screening according 
to Kotler (1994) and Brassington & Pettitt (2000). At Saab this is carried out by 
something called product planning which top management within the company does. 
Product planning goes through the process of market research in order to understand 
customer needs and also investigate the potential of a new product, Mellos (2001) 
concepts MDPD which describes the importance of knowing customer needs and desire 
before starting product development.  
 
Product planning then appoints a cross-functional team leader to develop their concepts 
and follow it through all the stages to a final product. According to Cooper (1999) the 
project should have a strong focused team leader, Cooper also state the importance of 
doing your up-front homework and build in the voice of the consumer. Furthermore, 
Cooper states that the product development process should have tough go/kill decision 
points or gates; this is supported by Baker & Hart (1999) in the MCPM. Saab has a 
process where they have built in control gates to decide on go/kill decisions, Saab focus 
their product development process around a strong cross-functional team leader. 
 
Once the product concept is set the market departments starts with analyzing the possible 
economical profits and work on marketing approaches. Cooper (1999) and Kotler (2003) 
states that a proper marketing strategy and business analysis should start as soon as the 
concept of a product has been developed. Further along the project, a model of the 
concept is built as a prototype then Saab allows chosen retailers and sales agents to come 
and view the prototype and give their input on it. These retailers and sales agents come 
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from different part of the world; this is done to gain different market needs input on the 
product, because, the product is sold all over the world. Cooper (1999), states that an 
international oriented product should be developed, in order for the product to meet 
international demands not only domestic ones. 
 
Market research and Product Development 
Mellos (2001) MDPD process is focusing on understanding and translating customer 
needs, this is done by a four stage process which include: stage one prepare for customer 
visits, stage two process customer visit data, stage three analyze customer requirements 
and finally stage four generate solutions. The concept of MDPD process according to 
Mello (2001) is to use customer needs and preferences before product development takes 
place. At Saab this process of finding out customer needs are is an ongoing process, 
which starts at the idea generation by top management and continues through the product 
development. Product planning conducts market research, to gain knowledge about 
customer needs and requirements, when they are trying to plan a new model for Saab. 
 
The methods used by Saab are surveys, interviews, external consultants, secondary data 
and visits from the people who sell Saab and talking to the suppliers. According to Mello 
(2001) companies should find out what the customer wants by using interviews and 
surveys. Boyd, Westfall & Stasch (1989) and Brassington & Pettitt (2000) states that 
there are several channels to be used when conducting market research; interviews, focus 
groups, surveys, consumer panels, home audits, retail audits, omnibus surveys, secondary 
data and survey of knowledgeable persons. However, an increased emphasis on this more 
‘traditional’ market research is not considered to lead to better understanding of 
customer/user needs or a higher probability of product success (e.g. Griffin & Hauser 
1993). 
 
Problems with customer orientation are that the distance between the customer and the 
producer has widened (Carlsson, 1990) and also customer requirements are difficult to 
access (Hsia, Davis & Kung, 1993). Saabs largest market is USA followed by Sweden, 
Great Britain, Italy and Germany. Since Saab sells their products on a diverse 
international market, they have to rely on external consultants and information by 
retailers and sales agents. The external consultants conduct both anonymous and open 
customer survey, anonymous survey are used to avoid bias when asking questions, open 
survey are used when it concern Saab as a brand or a detail specific to Saab. A few 
selected retailers and sales agents are invited to access the concept model, prototype and 
the final product, to give their input on the car model. 
 
Saab views their suppliers as an integrated part of the development process, because they 
are building many of the components the cars consist of, as most car manufacturers 
outsource their production of components and only assemble the car. The suppliers 
provide information on new technology and the possibility of placing a component into a 
new car model. 
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Internal Dialogue for Product Development 
Saab uses a simultaneous process in because it is faster and more flexible in order to 
shorten the processes time, furthermore it involves all departments and communications 
between department’s functions better, and due to that all involved personal work with 
the same project and therefore have insight into each other’s departments. The 
simultaneous strategy greatly influences the product development process according to 
Kotler (2003), Brassington & Pettitt (2000) and Cooper (1999). 
 
At Saab product planning function as gatekeepers within the development process, they 
make the go/kill decisions on projects specifications or the whole project it self. 
According to Baker & Hart (1999) there should be an integrated system of gates that 
controls the process of product development. Griffin and Hauser (1996), states that 
customer orientation will benefit from interfunctionality, especially integration between 
R&D and marketing, but also other departments within the development process. 
 
Saab implements cross-functional teams that are lead by a strong leader. The process is 
built around informal internal communications between departments; since the size of the 
project is so large a certain formality is operated in the structure. However, within the 
teams the formality is lower. Cooper (1999), states that product development should be 
organized around true cross-functional teams with strong leaders. Saabs product planning 
group appoints a cross-functional leader to coordinate and lead the whole project. 
 
Saab has a loose communication structure that means that communication between 
individuals and between departments is informal. Robbins (2000), states that 
organizations structure can take the form of two extremes mechanic or organic. These 
two examples are the extremes and are displayed in figure 2.3. 
 

5.1.2 Sony Ericsson Within Case Analysis  
 
Sony Ericsson has a proactive approach in their organization, meaning that they strive to 
introduce new products and developments continuously to markets. Kotler (1994), states 
that an organization can be either proactive or reactive. Furthermore, Kotler (1994), state 
that a company can have a simultaneous or sequential product development process. At 
Sony Ericsson both simultaneous and sequential product development strategy depending 
on what type of product and in what stage of the project line it is. 
 
In the NPD process, the first two stages are idea generation and idea screening according 
to Kotler (1994) and Brassington & Pettitt (2000). Product planning consists of top 
management and they decide what type of products should be developed, they also decide 
milestones that the project have to pass, furthermore, they act as toll gates giving go/no-
go decisions. Baker & Hart (1999) states the importance of being able to give tough 
go/kill decisions. Once the type of product has been decided a project leader is appointed, 
depending on the product specifications different departments involved in the 
development process. According to Cooper (1999) the development process should focus 
around a strong cross-functional team leader. The project leader at Sony Ericsson handles 
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communication vertically within the hierarchy and coordinates different departments’ 
assignments. 
 
At Sony Ericsson they apply a factory like assembly line model for product development, 
meaning that, each department work individually to solve their appointed task before it 
can move to the next department. At the same time several departments can work along 
side each other in different stage of the product development process. According to 
Kotler et al (2003) simultaneous strategy means the all the organizations departments 
work at the same time with the different stages. 
 
All products that are being developed have to have a clear marketing strategy, the 
marketing department work continuously to update marketing strategies for upcoming 
models. At the same time the marketing department has to provide the organization with 
up-to date business analysis of the market, in order to allow product planning to make the 
right decisions on whether to give a specific project go/no-go decisions. Cooper (1999) 
and Kotler (2003) states that a proper marketing strategy and business analysis should 
start as soon as the concept of a product has been developed. 
 
The development process at Sony Ericsson focuses on constructing models for global 
sales, only different features depending on what the market requires in terms of language, 
games and so forth. Cooper (1999), states that an international oriented product should be 
developed, in order for the product to meet international demands not only domestic 
ones.  
 
Market Research and Product Development 
Sony Ericssons largest customers are the mobile operators, which then sell the cellular 
phones to their end-users namely the mobile network users. As the mobile operators are 
Sony Ericssons largest customers, Sony Ericsson have continues dialogue to come to an 
understanding of what product features and specifications the model should have. 
According to Hsia, Davis & Kung (1993) customer requirements are difficult to access. 
Customer requirements are described as “difficult to uncover”. One reason for this 
situation could be that customer needs are difficult to access as they are seldom fully 
articulated and may often be subconscious. 
 
The end-consumers are Sony Ericssons second largest customer group in term of sales 
volume. To understand what these customers prefer, Sony Ericsson uses several methods 
for communication with the customers to understand what the customers needs and 
preferences are. The methods used by Sony Ericsson are; focus groups, interviews, 
external consultants and so forth. Cooper (1999) states the importance of building in the 
voice of the consumer and doing your up-front homework. Mello (2001) stress the 
importance of understanding and integrating the customer needs and preferences into the 
product development process. Mellos (2001) MDPD process is focusing on 
understanding and translating customer needs, this is done by a four stage process which 
include: stage one prepare for customer visits, stage two process customer visit data, 
stage three analyze customer requirements and finally stage four generate solutions. 
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Product planning at Sony Ericsson decides what features and specifications a product 
should have product planning work closely with R&D to decide how to integrate 
customer needs and preferences. Once product planning hands the project to the product 
development process leader, the involved departments conduct their own market research 
to investigate customer needs and preferences, the customer needs and preferences then 
are investigated to fit into the product. According to Carlsson (1990) the distance 
between the producer and the consumer has widened, for instance as a consequence of 
increased globalization, as well as an increase in the overall infrastructure, for instance in 
terms of more middlemen.  
 
The type of information retrieved in a traditional marketing study is considered useful in 
planning business and marketing strategies – i.e. for decisions on a more strategic level – 
but lack the preciseness and clarity of information necessary for the actual shaping of 
products – i.e. is unsatisfactory for decisions on an operational level (Griffin & Hauser 
1993). Currently, at Sony Ericsson marketing departments rely typically on traditional 
market research information and quantitative information from marketing research based 
on surveys, warranty returns, and service calls etc. Sony Ericsson uses in-house 
marketing department for gathering secondary data and interviewing knowledge people 
and focus groups. Boyd, Westfall & Stasch (1989) and Brassington & Pettitt (2000) states 
that there are several channels to be used when conducting market research; interviews, 
focus groups, surveys, consumer panels, home audits, retail audits, omnibus surveys, 
secondary data and survey of knowledgeable persons. However, an increased emphasis 
on this more ‘traditional’ market research is not considered to lead to better 
understanding of customer/user needs or a higher probability of product success (e.g. 
Griffin & Hauser 1993). 
 
When setting the product specifications Sony Ericsson communicate with their suppliers 
in order to determine the possibility of manufacturing the product at a low cost and at a 
fast pace. Suppliers also have to manufacture the tools needed to manufacture the new 
product at Sony Ericsson; therefore, there is an ongoing dialogue between Sony Ericsson 
and their suppliers to make the transition between prototype and producing the product. 
Cooper (1999) states that a failure to define the product – its target markets; the concept, 
benefits and positioning and its requirements, features and specs – before development 
begins is a major cause of new product failure and serious delays in time to market. Even 
though this is a well-known problem companies still fail at it. 
 
Internal Dialogue for Product Development 
Sony Ericsson has a factory like approach to their product development process, they 
uses a sequential product development process. Sequential product development 
approach is orderly, step-by-step process can help bring control to complex and risky 
project according to Kotler (1994). Sony Ericsson also uses a simultaneous process 
within the product development process, as some departments work at the same time as 
others, whereas other departments work separately on the project, as they need all other 
specifications to be complete before they may continue. Simultaneous product 
development approach is faster and flexible, various companies departments work 
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together and overlapping the steps in the product development process to save time and 
increase effectiveness (Kotler, 1994). 
 
The product development process at Sony Ericsson is lead by a project leader appointed 
by product planning. According to Cooper (1999) a strong focused team leader should 
lead the product development. Product planning at Sony Ericsson also acts as sponsor to 
the development project as well as tollgate for the project, meaning they give additional 
finance and clearance for specification alterations or the entire project. Baker & Hart 
(1999), state the importance of having built in gates or checkpoint to supervise the 
progress of the project. This is supported by Cooper (1999) who states the importance of 
having tough go/kill decisions built into the process.  
 
Communication at Sony Ericsson is formal meaning that all communication between 
departments goes through managers in the departments. Sony Ericsson uses a more 
defined hierarchy with clear areas of responsibility for each department. Robbins (2000), 
state that companies have two extremes of structure; organic and mechanic are these two 
extremes of organizational structure (these two structures are displayed in figure 2.3). 
 

5.2 Cross-case Analysis 
 

5.2.1 Product Development Strategy 
 
In table 5.1 research question one will be analyzed using a cross-case analysis with a 
broad topic of the research question listed. The table includes variables listed in a column 
and with the findings of the two cases in the other columns. After the table the reader will 
be provided with a short discussion, on each variable, regarding the differences and 
similarities found in the different cases of this research question. 
 
 
Table 5.1 Cross-case Analysis: Product Development Strategy 
Product Development 
Strategy 

Saab Sony Ericsson 

Proactive/Reactive Reactive Proactive 
 

Sequential/Simultaneous Simultaneous Sequential/Simultaneous 
 

Understanding customer 
needs before development 

Important Important 

Departments involved in: 
1. Idea generation 
2. Idea screening 
3. Concept 

development and 
testing 

 
Product planning 
Product planning 
Product development team 
 
 

 
Product planning 
Product planning 
Product development 
department 
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4. Marketing strategy 
5. Business analysis 

Marketing department 
Marketing department 

Marketing department 
Marketing department 

Cross-functional team Yes No 
 

Strong leader Yes Yes 
 

Gate system Yes Yes 
 

Global/”Glocal” products Global Global 
 

Source: Authors construction. 
 
 
Mr. Johansson at Saab stated that Saab lacked the resources necessary to have a proactive 
approach; the parent company GM has the resources and stand for the proactive 
approach. Sony Ericsson has according to Mr. Wikström a proactive approach, meaning 
that Sony Ericsson try to be first with new technology and developments to markets. Saab 
used a simultaneous approach to their development process according to Mr. Johansson. 
Sequential and simultaneous approach was both used at Sony Ericsson. Both Mr. 
Johansson and Mr. Wikström stated the importance customer needs and preferences 
before product development. At both Saab and Sony Ericsson uses a product planning 
group to determine product specifications based on market research. Product planning 
group consists of top management at both companies. 
 
Saab and Sony Ericsson uses the same departments in the different stages of their 
development process and the stages used by both companies are the same. What differs 
between the companies is that Saab uses teams and Sony Ericsson uses group structure in 
the development process. 
 
Where Saab uses cross-functional teams, organic approach, with a strong focused leader, 
Sony Ericsson has a factory-like hierarchy, mechanistic approach, with a strong focused 
leader. In both companies gate systems are in use, product planning decides which 
development projects to work on, product planning also decide which development 
projects to cancel. Both Saab and Sony Ericsson develop global products that can be 
bought with minor technical changes. 
 
Theories on product development match reality as organizations naturally follow these 
stages with some alteration; however some choices are done more carefully than others.  
 

5.2.2 Market Research and Product Development 
 
In table 5.2 research question two will be analyzed using a cross-case analysis with a 
broad topic of the research question listed. The table includes variables listed in a column 
and with the findings of the two cases in the other columns. After the table the reader will 
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be provided with a short discussion, on each variable, regarding the differences and 
similarities found in the different cases of this research question. 
 
 
Table 5.2 Cross-case Analysis: Market Research 
Market Research Saab Sony Ericsson 

Channels for market research • Interviews 
• Surveys 
• Archival 
• External Consultants 
• Suppliers 
• Sales Agents  

• Interviews 
• Surveys 
• Archival 
• Focus Groups 
• External 

Consultants 
• Direct Dialogue 

With Largest 
Customers 

Distance to Customers 
 

High Moderate 

Difficulties to Uncover 
Customer needs 

High Moderate 

Source: Authors construction 
 
 
According to Mr. Johansson Saab uses both in-house market research as well as external 
consultants. In-house is carried out by interviewing customers and administrating surveys 
to customers, Saab also uses large amount of archival data, such as sales statistics, 
customer satisfaction and so forth. Saab also uses their sales agent to get closer to the 
market in terms of finding out what is demanded from the customers. Suppliers also play 
an important roll as they are building most of the components for Saabs cars. Besides in-
house marketing and suppliers Saab uses external consultants for mostly anonymous 
market research to avoid customer bias. 
 
Mr. Wikström stated that Sony Ericsson uses both in-house and external consultants to do 
their market research. In-house consist of interviews, surveys, focus groups and 
secondary data, such as sales figures, economic forecasts, customer satisfaction and so 
forth. The external consultants are used for market research where Sony Ericsson wish to 
be anonymous, to avoid bias from their customers. Sony Ericsson has continues and 
direct dialogue with their largest and most important customers, namely the mobile 
operators such as Telia, Comviq and so forth.  
 
Saab perceive the distance to the customer to be large due to they are located in one 
region of the world and have sales all over the world, both of the physical distance and 
the customers needs and preferences differs greatly around the world, therefore, Saab 
feels that it is very difficult to interpret customer needs and preferences correct. 
 



 51 

Sony Ericsson feels that their distance to customers is moderate due to that they have 
offices in all regions of the world. Furthermore, customer needs and preferences are not 
so diverse in terms of usage of the cellular phone rather the focus is on how the demand 
of new technology varies, early adopters and followers. 
 

5.2.3 Internal Dialogue for Product Development 
 
In table 5.3 research question three will be analyzed using a cross-case analysis with a 
broad topic of the research question listed. The table includes variables listed in a column 
and with the findings of the two cases in the other columns. After the table the reader will 
be provided with a short discussion, on each variable, regarding the differences and 
similarities found in the different cases of this research question. 
 
 
Table 5.3 Cross-case Analysis: Internal Dialogue 
Internal Dialogue 
 

Saab Sony Ericsson 

Cross-functional team Yes No 
Group No Yes 
Strong leader Yes Yes 
Gate keepers Yes Yes 
Integration between 
functions 

High Moderate 

Formality Low High 
Organization structure Organic Mechanic 
Source: Authors construction 
 
 
Mr. Johansson at Saab stated that he was the leader of specialists from different 
departments involved in the product development process, together they formed a cross-
functional team with Mr. Johansson as the team leader in charge of the development 
project. At Sony Ericsson according to Mr. Wikström the product development process 
was focused around a factory-like hierarchy, with a strong leader in charge of the project 
and departments subordinates to the project leader. Saab has an informal way of 
communicating to personal involved in the project development team. Whereas, Sony 
Ericsson has more formal way of communicating between department and personal 
involved in the development project as they where dispersed worldwide in some cases. In 
smaller projects a less formal way of communication could be used, due to fewer 
involved people and located in one region. 
 
Both companies have a system with built in gates for the product development process, in 
both cases it is the product planning group consisting of top management that function as 
gatekeepers. The gatekeepers’ job at Saab was to make go/kill decisions for projects, 
whereas, at Sony Ericsson the product planning group has an additional function in terms 
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of giving approval to finance of new technological specifications to the product 
development project. 
 
Saab has a more loose and informal communication between involved parties in the 
product development process, whereas, Sony Ericsson has a more controlled way of 
communicating between involved parties. 
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6 Conclusions and Implications 
 
In this chapter we will answer the three research questions to the best of our ability 
based on theories and data collected. We will try to give some conclusions that we have 
discovered during these weeks we have researched this area. Finally we will provide 
some implications for management, theory and future research. 
 

6.1 RQ 1: How can the product development process in a 
company be described? 
 
An organization’s size as well as product development cost, production cost, profit 
margins, sales volume affect the overall product development strategy of an organization 
to be either proactive or reactive. In our research we found that cost of development was 
a key factor in determining the ability of being proactive or reactive. In certain industries 
cost of being proactive are so large that only a handful of organizations can afford to be 
proactive, and in other industries almost all companies can be proactive since the costs 
for development are smaller. 
 
As product development can be carried out either sequential or simultaneous as we 
discovered in our case studies, that this depend on the frequency of how many new 
models a company can develop under a certain time period. Product specifications also 
play an important role in how companies organize the development process. An 
organization may either use cross-functional teams or departments can work individually. 
The geographical dispersion of the organization also affects the development process, as 
daily communication still requires booking appointments and accommodating for time 
difference. The number of persons involved is something that greatly affects 
communication as well. The need for a strong leader is something that is important for 
the product development process. As project the leader can control the progress of the 
development process and can coordinate efforts and resources spent on the project. 
 
A more standardized product with standardized components requires the same integrated 
structure since different components can be put together to make a new product. Whereas 
a product with more specific components requires better communication between parties 
involved therefore cross-functional teams are preferred. 
 
Developing a product that is customer centric is the most important factor in determining 
success or failure for a new product. Most organizations implement some sort of 
customer needs or requirement into the product they are developing, they may not be 
aware of this but they do it.  
 
MNCs have larger resources to finding out what their customers’ desires are using a wide 
range of alternatives. Top management often decide general guidelines the organizations 
product development should go by, meaning that they decide what kind of specifications 
and features the product should have, this is done by product planning. Once the product 
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planning is set the development process of the product really starts. According to theories 
most product development starts with an idea and screening of ideas. It is then the job of 
the product development group to realize the ideas given. The conclusion then is that the 
product development process in MNCs matches theory for the most part. Sometimes a 
great product is developed by chance and therefore skip the stages of idea generation and 
idea screening. 
 
In the product development process there is a system of built-in gates that have to be 
passed in order to proceed to the next level of the process. The gates can send a project 
back or give it clearance or in worst case kill the project. The conclusion is that gate 
systems functions as a safety system in order to minimize costs in product development. 
 
Global or “glocal” (one product concept, one development effort, but perhaps several 
variants to satisfy different international markets) products is not something that MNCs 
like our case companies feel affect their product development process as the 
organizations are selling throughout the world and their products are global, we came to 
the conclusion that organizations may make global products, however, they may decide 
to only sell it to certain regions of the world. 
 
Based on our limited empirical data our conclusions regarding how the product 
development process in a company can be described as follows: 
 

• While reactive or proactive approach is determined by several factors, cost seems 
to have the largest impact on the approach chosen. 

• Sequential or simultaneous development approach or both at the same time is 
determined by several factors, the most important ones are degree of 
standardization and frequency of product launches. 

• A common denominator is a strong leader in charge of the product development 
process as well as how the project-working group is structured. 

• Gate systems are frequently used, to control the progress and as a tool of cost 
reduction in projects. 

• One can conclude that for the most part our findings are in line with previous 
theory. 

 

6.2 RQ 2: How can the influence of market research on the 
product development process in a company be described? 
 
Customer centric product development focuses on understanding and implementing 
customer needs and preferences into the product underdevelopment. To understand 
customer needs and preferences organizations use in-house departments do conduct 
market research. Market research can be conducted in several forms, the most common 
ones are surveys, interviews, archival such as statistic information and focus groups. 
Companies feel that there is a risk of customer bias when conducting in-house market 
research and therefore companies uses external consultants to avoid customer bias. The 
use of external consultants is something spread widely throughout organizations. External 
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consultants investigate customer needs and preferences using the same methods as the 
organizations in-house departments. Organizations strive to gain verified and objective 
information; with more resources an organization can investigate more carefully than an 
organization with scarce resources. 
 
Organizations have a continuous dialogue with their suppliers since products often 
contain several components made by their suppliers. When developing a new product the 
importance of listening to your customer is one thing, and talking to your supplier is 
another thing. Because the components the product will consist of is made by the supplier 
and the suppliers needs to know specifications in order to know whether or not it is 
possible to manufacture these components. Therefore suppliers are an integrated part of 
the product development process; however, the level of integration depends on the level 
of complexity of the product and its components. 
 
In our research we found that organizations that manufacture products used by consumers 
regardless of product price often sell their product to other companies that then sell the 
product to the end-consumer. A company that buys the product and sells the product to 
end-consumers is in fact the producer’s customer, and to understand the customer needs 
is to understand what the companies buying the product desires. The retailer companies 
function as mediator between producer and end-consumer; retailers do not buy a product 
that they cannot sell to end-consumers, therefore they convey end-consumers needs and 
preferences to the producer, the producer than have to implement the needs and 
preferences into the product development process. 
 
MNCs customers are spread worldwide and their needs and preferences are difficult to 
uncover because of both the distance to customers is larger and the needs and preferences 
are varied in different areas of the world. The distance to customer depend on how 
geographically dispersed the organization is, with only a few offices worldwide the 
distance becomes great, with more offices in different areas the distance decreases.  
 
Our conclusions on how the influence of external communication on the product 
development process can be described are: 
 

• Companies for the most part use in-house departments for market research. 
• Companies use external consultants for avoiding bias in market research. 
• Product complexity determines level of involvement by suppliers in the product 

development process. 
• Producers have a continuous dialogue with retailers in order to meet customer 

needs and preferences. 
• Distance to customers forces the producer to rely on secondary information 

retrieved by other sources. 
• Complexity of the product influence customer needs and preferences. 
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6.3 RQ 3: How can the influence of internal dialogue between 
different departments involved in the product development 
process in a company be described? 
 
Internal communication differs between organizations; it depends on several factors such 
as organization size, geographical dispersion of the organization, hierarchy within the 
organization, size of the development project and so on. In our case studies we found out 
that the internal communication in a project can differ depending on the number of 
people involved in the project and the size of the project and so forth. The structure of the 
internal communication remains the same, the tools used for communication also remains 
the same. Furthermore, the internal communication is not a separate factor influencing 
the product development process; rather it is an integrated part of the product 
development process and cannot be investigated as a single entity influencing the process 
during the time limit we have, therefore, we can only conclude that internal 
communication is an integrated part of the product development process. 
 

6.4 Implications 
 
In the final section of this thesis, implications, which are based on the findings of this 
research, to managers of organizations who one day may need to, consider how the issue 
of using customer centric product development will affect an organization. The reader 
will also be provided with implications for theory and future research. 
 

6.4.1 Implications for Management 
 
This study has investigated how customer centric product development can be described 
and how internal and external communications affects the product development process. 
The findings of this thesis indicate that there are a number of different factors that 
influence product development. These factors are organizational size and structure, type 
of product, financial situation of the organization, all these factors should be taken into 
consideration when organizing the product development process in an organization and 
then focus the development process around a strong leader. 
 
With a financially strong organization there is the possibility of having a proactive 
development approach, the question is then if it is necessary to be proactive, having a 
reactive approach to development may be sufficient. Depending on the length of the 
product life cycle the need for sequential or simultaneous development approach varies, 
or both at the same time. 
 
Once the development process of an organization is set it have to listen to customer needs 
and preferences, have a gate system, conduct proper market research and also use 
external consultants to increase the chances of success.  
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6.4.2 Implications for Theory 
 
Research on customer centric product development is not a new concept; however our 
contribution is two case studies on the area using research question that has never been 
used before. This thesis further supports the new product development process theory. 
Furthermore our research supports the concept of knowing customer needs and 
preferences before product development in order to increase success rates of a new 
product. 

6.4.3 Implications for Future Research 
 
This thesis have not covered all the aspects of customer centric product development, 
some of the topics interesting for future research are: 
 

• How can internal dialogue influence the product development process in terms of 
time, money, success frequency and top management? 

• Investigate the integration of suppliers in the product development process. 
• Investigate what influence a large customer has on an organization concerning 

product development. 
• Investigate how much the leader of product development influence the outcome. 
• A quantitative study of customer centric product development with a larger 

sample. 
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Appendix A 
 
INTERVIEW GUIDE 
 
Describe your Product Development process as it typically looks today 
 

Proactive or reactive, sequential or simultaneous strategies? 
 

Have you documented the process in some way? 
 

Methods for customer dialogue? 
 

Co-operation between different departments? 
 
Describe a specific product development project. 
 

Who participated in the project? 
 
How did you get the idea to develop this product? 
 
Was it successful/not successful? What led to the end result? 
 
Did you do any customer studies before this project?? 

 
What type of studies? 
 
Who did the studies (market department? consultants?) 
 
What did you try to find out? (Did you discuss in terms of requirements, 
needs, values?) 

 
Did you find out what you wanted? 
 
How did you consider the information you collected? 
 
Was it something you did not consider? 

 
Did you do any evaluation of the ideas you had (towards salespersons, customers, others?) 
 
Is there anything you would like to do different another time? 
 
If you were to describe a ‘customer oriented’ company, how would you describe it? And 
what about A company which is not customer oriented? 
 
What does customer orientation actually mean for you? 
 
What is expected from a company in order to be customer-oriented? 
 
Resources? Knowledge of methods? Other competence? 
 
Do you feel that your company has changed the last 5 years? 



Appendix B 
 
INTERVJU GUIDE 
 
Beskriv er PU-process så som den typiskt ser ut idag? 
 

Proaktiv eller reaktiv, Stafett- eller parallellstrategier? 
 
Har ni dokumenterat processen på något sätt? 
 
Metoder för kunddialog? 
 
Samarbete mellan olika avdelningar? 

 
Beskriv ett specifikt utvecklingsprojekt. 
 

Vilka ingick i projektet? 
 
Hur kom ni fram till att utveckla just denna produkt? 
 
Blev det lyckat/misslyckat? Vad ledde till slutresultatet? 
 
Gjorde ni några kundundersökningar inför just detta projekt? 
 

Vilka kundundersökningar? Omfattning? 
 
Vilka gjorde undersökningen? (marknad? konsulter?) 
 
Vad var det ni försökte ta reda på? (Resonerade man i termer av krav? 
behov? värden?)  

 
Fick ni reda på det ni ville? 
 
Hur tog ni hänsyn till den information ni hämtade in? 
 
Var det något. ni inte kunde ta hänsyn till? 
 

Gjorde ni någon utvärdering av de idéer ni hade? (mot försäljare, mot kunder, mot andra?) 
 

Är det något ni skulle vilja göra annorlunda nästa gång? 
 
Om du skulle beskriva ett ’kundorienterat’ företaget, hur skulle du beskriva det? Ett 
företag som inte är kundorienterat? 
 

Vad är då kundorientering för dig – egentligen? 
 
Vad fordras för att man skall kunna vara kundorienterad? 
 
Resurser? Metodkunnande? Annan kompetens? 

 
Upplever ni att ert företag har förändrats under de senaste 5 åren? 
 




