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Research Title: Towards Quality in M arketing : A Sm all Firm
Context

Research Student: Josephine Arm O ’Shea

It is generally accepted that the small firm sector is vital to the well 
being, both social and economic, of most countries. Fostering and
developing indigenous small firms has been a consistent industrial 
policy goal of successive Irish governments. For many years, informed 
commentators have stressed the need for strategic market planning 
and customer orientation if a company is to survive in a vigorously 
competitive market place. However, specific studies on the Irish small 
firm sector have identified a significant lack of marketing expertise and 
a worrying complacency among these companies with regard to 
marketing practice. This poses a substantial threat to the success of 
Irish industry in world markets.

The aim of this research study is to establish identifiable elements of 
marketing quality which would help to inform and encourage small 
Irish manufacturing companies to achieve marketing excellence. The 
specific objective of the research is to establish quality criteria for the 
marketing function and to provide a framework which supports the 
design, operation, control and evaluation of marketing activities in 
small companies.

A modified Delphi approach was utilised to elicit the opinions and 
judgements of a selected expert panel to questions of marketing quality. 
Twenty three semi-structured personal interviews with key top level 
administrators, managers and academics were undertaken.

Elements of marketing practice vital for marketing excellence in small 
firms were identified and specifications for their implementation  
detailed. These form the basis for the proposed Marketing Quality 
Standard (M QS) framework. Recommendations centre on the need for 
further practical research to develop and refine the proposed MQS.

(x)



INTRODUCTION



The importance of the small firm sector to the economic and social 

development of an economy is undisputed. In Ireland, successive 

governments have accepted this contention and directed industrial 

policy towards the development of small scale indigenous industry. 

Marketing has been identified as a significant factor contributing to the 

continued growth of small firms. It has been proposed that companies, 

whether large or small, must adopt a market and customer orientation 

if they are to survive and prosper in the vigorously competitive 

marketplace of the 1990s. For this reason, increasing attention has 

focused on developing the marketing expertise of small firms. This 

study contributes to the development of marketing excellence among 

smaller firms. The specific objective of the research is to develop  

criteria for quality in the marketing function and to provide a 

fram ew ork which supports the design, operation, control and  

evaluation of marketing activities in small enterprises. This, of 

necessity, requires that the real and unique marketing needs and 

requirements of small manufacturing Irish companies are identified so 

that a realistic and feasible framework for marketing quality can be 

developed.

The thesis first examines the role of small firms in the Irish economy 

and critically evaluates those aspects of industrial policy directed  

tow ards their development. The second section considers the 

im portance of m arketing to the growth and success of smaller 

enterprises and details the unique requirem ents and lim ited  

capabilities of small firms which impinge upon their m arketing  

practice. The degree of marketing expertise currently exhibited by small 

Irish companies is reviewed so as to establish the specific problems and 

constraints associated with marketing in small Irish enterprises. A 

working definition of m arketing has been developed after due 

consideration of the unique characteristics of small Irish firms and an 

analysis of their common marketing problems.
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Having established the importance of the small firm sector to the 

development of the Irish economy and the importance of marketing to 

the well being of the small firm sector, the study considers the role of 

quality in the marketing function. Key issues and considerations 

relevant in applying quality improvement processes to the marketing 

function are highlighted and current quality awards and standards are 

reviewed to determine their impact on marketing quality.

Based on the knowledge developed from this review  of relevant 

literature, the prim ary research instrum ent and m ethodology is 

constructed. The primary research focuses on identifying solutions to 

the m arketing deficiencies of smaller firms as identified in the 

literature. The research concentrates on developing a consensual 

framework for quality marketing practice through identifying the 

marketing elements which are required for successful, effective and 

efficient marketing performance in smaller Irish firms, and criteria for 

their implementation. It, therefore, provides a logical first step in 

marketing quality standard development which can be refined by 

further research. The Delphi technique is the chosen methodology due 

to its emphasis on achieving consensus among a group of disparate 

experts. The traditional Delphi approach has been modified slightly to 

account for the time and cost constraints associated with this study.

The outcome of this research represents the first phase of a framework 

for marketing quality applicable to small to medium sized enterprises. 

This framework, called the Marketing Quality Standard (MQS), has 

been developed through a process of iterative consultation with future 

final users of the framework, marketing academics and m arketing  

practitioners.
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CHAPTER 1

SMALL FIRMS IN IRELAND 
- A REVIEW



1.1 Introduction

of m ost econom ies.1 In Ireland, industrial policy has been, and 

continues to be directed towards fostering and promoting growth in 

this sector. The role of small firms in any economy is a varied but 

important one, as is the strategic role of marketing in the small firm. 

This chapter focuses on the significance of smaller firms to the 

prosperity, both economic and social, of the Irish economy. It also 

discusses and evaluates the role of government and industrial policy in 

ensuring the continued development of this sector.

1.2 W hat is a Sm all Firm?

In practice, economists and legislators alike are obliged to make 

arbitrary statistical definitions when investigating and researching the 

smaller firm. There is no one denominator of scale that is wholly 

satisfactory. In comparisons of the size and structure of industry over 

time and across countries, employment is by far the most commonly 

used classification and is often the only one for which data are

generally available.2 In the U.K., the Bolton Committee (1971) defined

a small firm in manufacturing as one with less than 200 employees.3 

In the U.S., the Small Business act (1953) states that "...a small business 

shall be deemed to be one which is independently owned and operated

and which is not dominant in its field of operation."4 In many cases, a 

distinction is made between small and medium sized enterprises 

where small manufacturing enterprises are those with 50 employees or

less and medium with 51-300 employees.5 In Ireland, the Industrial 

Development Authority (IDA) classifies firms according to number of 

employees in the following manner; Small - less than 50 employees, 

Small to Medium - 50-199 employees, Medium to Large - 200-499

em ployees and Large 500 em ployees and over.6 But m any

It is generally accepted that sm all firm s are im portant to the w ell-being
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commentators including Sweeney (1981)7 Bannock (1981),8 Scase and

Goffee (1987),9 Joint Committee on Small Business (1984),10 and Co-

Operation North (1991) 1J, believe that a small firm is characterised by 

m ore than just its number of em ployees or independence of 

ownership. Many sizeable firms, especially in the m anufacturing  

sector, may have a small number of employees due to a high degree of 

mechanisation and many very large companies are still family owned 

and managed.

1.3 Characteristics of Sm all Firms

Sweeney (1981) characterises small firms as being:

• Independently owned and managed.

• In possession of a small share of the market that is theoretically 

available.

• Where not more than three people effectively make all the 

decisions worth making.

• Potentially capable of growing into a reasonably substantial 

enterprise.12

In this sense, a small firm is characterised not so much by its size or

ownership, as by a "... permutation of a wide set of characteristics "13 

which include the personal traits of the founder and his employees, the 

type of business, the organisation of the firm, the market, locality and 

other environmental factors.

Bannock (1981), defines the essential characteristic of the small firm as 

being related to owner management "...the people who run it are those

4



that bear the brunt of the risks of the enterprise". A small firm is one 

that has only a small share of its market, is managed in a personalised 

w ay by its owners or part owners and not through an elaborate 

m anagem ent organisational structure and one which is not large 

enough to have "... access to the capital market for the public issue or

placing of securities. " 14

1.3.1 M arket Share

It would seem then that in terms of number of employees, small size 

is only one characteristic of the smaller firm. Market share, personal 

management, limited resources and personal risk are all associated  

with the unique nature of smaller companies. Market share is perhaps 

the most ambiguous of these. It is a characteristic of small firms that 

they cannot significantly influence their markets due to the number of 

competitors that they face. Small firms are"... literally, at the mercy of

market forces."15

1.3.2 Personal M anagement

Personal management is also a feature of smaller companies. "Small  

firms cannot afford an elaborate management structure and do not

need one."16 While there may be some delegation to supervisors or 

external professional advisors, the owner manager will participate in 

all the major decisions concerning his business and will be fully aware 

of what is happening in each and every aspect of his company. Every  

decision is stamped with his personality, as is the way his company is

run.17

1.3.3 Personal Risk/Limited Resources

In many cases, the ow ner/m anager is the only source of additional
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capital in a small company, "...a degree of entrepreneurial potential is 

being stunted by the lack of available finance due mainly to the lack of 

security and the lack of a track record with financial institutions. The 

request by banks for personal guarantees places an additional pressure

on the owners of small businesses."™ It follows that a small firm's

capital resources are "... strictly limited.''19

1.3.4 W ork Role o f Business Owner

Scase and Goffee (1987) further delineate the classification of small to 

medium sized companies by examining the work role of the business 

owner. Rather than focusing on the intrinsic qualities of small firms 

per se, they develop a classification which illustrates the broad  

spectrum which smaller companies occupy, ranging from the one man 

operation to the medium sized com pany. W hile the general 

characteristics, outlined above, are applicable to all small companies, 

they will be more pronounced in some. For example, market size, 

personal m anagem ent and limited resources will be far m ore 

characteristic of the 'self employed1 or 'small employer' categories than 

of the 'owner director' category of Scase and Goffee's classification:

1. S e lf-e m p lo y e d : who work for themselves and formally 

employ no labour. However, they are often dependent upon 

the unpaid services of other family members.

2. Sm all Em ployers: who work alongside their workers but, 

in addition, undertake the administrative and managerial tasks 

of running their own business.

3. Q w n er-co n tro llers : who do not work alongside their 

employees but, instead are solely and singularly responsible for 

the administration and management of their business.
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4. O w n er-d irectors: who control enterprises with developed 

managerial hierarchies so that administrative tasks are 

subdivided and delegated to executive directors and other senior

personnel.20

It is envisaged that the results of this study would be particularly  

applicable to those companies in the 'small employer' and 'owner 

employer' categories.

1.4 Role of the Small Firm in the Economy

(i) Employment. Faster growing economies such as Japan and other 

Pacific Rim countries appear to have more buoyant small firm

populations than slower growing economies.21 It has been suggested 

that small firms help to promote economic growth as well as being 

favoured by it. "Several studies in recent years have demonstrated the 

job generation potential of the more labour intensive small firm sector

especially in the medium to long term ”.22 An econom ic system  

dominated by relatively few large scale companies is extrem ely  

vulnerable to changing economic circum stances, as the present 

recession and the closure of such major employers as Digital here in 

Ireland have shown. Failure of one or more large corporations can 

have catastrophic effects on localities and regions and be a serious drain 

on both the local region and on the overall economic performance of 

the country as a whole. The failure of a small firm, or for that matter 

the starting up of a new one, has no measurable effect on the economy,

"... it is part of the seamless band of economic change.”23

International studies carried out in recent years provide evidence that 

the small firm sector is a m ajor, if not the m ajor, source of 

employment. In Japan, firms employing fewer than 30, representing 

38% of total employment, accounted for 58% of overall employment
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growth. In the same period, employment in firms with over 500 

employees increased by only 3% whereas the under 30 group grew by

21% .24 In Britain, roughly 1 /3  of the labour force is employed in small

business and, in the U.S., 40% would be the conservative estimate.25 

Because small businesses tend to be labour intensive rather than capital 

intensive, most small firms rely heavily on the skills of their owners 

and employees rather than on expensive equipment. Thus, it is argued 

that small businesses create proportionally more jobs than their larger

counterparts.26

H ow ever, it m ust be pointed out that it is unclear whether the 

employment performance of small firms stems from the fact that 

primarily they supply to local markets where competition is less fierce, 

or because, as the Bolton Committee suggested in 1971, demand for the 

type of 'one-off' products produced by small firms is highly income

elastic.27 If small firms tend to grow because of some sort of 'local 

protection', then the opportunities for expanding the small firm sector,

and, therefore, expanding employment, may be limited.28 It is also 

important to note that many small business owners wish to keep their 

businesses "small". This stems from owners' personal wishes to retain 

control over the activities of their companies, their unwillingness to 

delegate authority and often their lack of confidence in their own 

abilities as managers. In these situations, even when good market 

opportunities, finance and support is available, small business owners

will choose not to expand.29 This is another factor constraining the 

potential of small companies in employment creation.

Ingham (1970)30 and The Bolton Report (1971)31 propose that small 

firms provide a pleasant and more harmonious working environment 

than their larger counterparts. It is suggested that in a small firm there 

is a closer involvement with owner, fellow workers and customer, and
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a higher responsibility for the task being perform ed, all of w hich 

contribute to increasing job satisfaction. It may be true that in an age of 

increasing education levels, a higher degree of involvem ent and more 

in tellectu ally  dem anding tasks are needed to prom ote personal 

satisfaction and social well being. It may also be true to say that small 

firm s, due to a lack of specialisation, provide opportunities for more 

varied and interesting work roles and that the absence of a structured 

organ isation  allow s for m ore inform al in teraction  and closer

associations with peers and owner managers.32

However, supporting evidence for the claim of a positive relationship 

between the size of a firm and the level of job satisfaction is equivocal. 

Curran and Stanworth (1986) suggest that factors such as the age of the 

employee, his family life cycle position and industry characteristics are 

important in influencing perceived levels of job satisfaction.

The "...size o f a firm  should not be treated as a sim ple or even a 
main determinant o f job  satisfaction unless it is carefully related  
to factors in other segments o f the worker's life and factors
peculiar to the industry in which the firm  is located ." 33

(ii) R u ra l D evelopm en t. A significant aspect of the smaller enterprise's 

contribution to national econom ic well being is that they operate 

within the framework of a local economy, bringing prosperity to the 

com m unity. New firm foundation rates are greater in rural, sm all 

town areas where it is more difficult to attract the larger, more capital 

intensive overseas projects. Hence, a small firms policy can directly 

contribute to the process of local area development. A sm all firm  

greatly facilitates a smoother transition from a rural to industrial life 

style without unduly disrupting the stability of local communities and 

with less detrim ental impact than multinational branch plants should

it be forced to close.34 Sweeney (1981) claims that they provide local

com m unities with economic balance, vitality and diversity.35 Sm all

9



firms present in rural areas preserve local skills and the local culture, 

in particular the technical culture, and counter that shift to m ajor 

urban centres which has been a phenom enon of m odern w estern 

society and which has such high social costs to both people and

governm ents.36

(iii) In n ov ation . Small firms fulfil their role as the m ain source of 

job creation and productive economic growth by being the main source 

of innovation. Shapero (1980) suggests that

"Small business entrepreneurship is the most effective way that 
society can deal with the unknown future....[it] allows us to try a 
new process or technique, another location, a new form  o f  
advertising , and if it takes, fine, and if it doesn't, so what. It is a 
cheap way fo r  society to deal with the unknown future, fo r  i f  a 
business fails what has society lost? The people are still there.
The experience is still there. The equipment is still there. The 
money is still there. This is an easy way, a cheap way fo r  society  
to deal with the unknown future, with com binations put 
together by an individual that no one else would have thought
of. Isn't this what we call innovation?" 37

Innovation in all its forms is the primary catalyst of economic progress 

and the determ ining factor in industrial productivity, grow th and

com p etitiven ess.38 It constitutes the basis of com petition by finding 

better ways to satisfy m arket needs through new and im proved 

p rod ucts and services. Sm all firm s founded  by risk  taking  

entrepreneurs are the main source of innovative new products, even 

though the exploitation of these inventions may require a m uch larger 

scale of operation than is possible within the confines of the sm aller

firm .39 Entrepreneurship is seen as the m ain form  of technology 

transfer. Sweeney (1981) contends that people m oving from  research 

laboratories to entrepreneurship bring technology to the m arket in the

m ost successful way known.40 Small firms and especially new  small 

firms are the prime initiators of new industries and new m arkets. As 

new small firms start up they are testing out new products, processes
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and form s of organisation w ithout com m itting large am ounts of 

resources and without causing disruption if they fail.41

W hile small firms have played a major role in innovation and product 

and process development, it must be noted that m ost sm all firm s do 

not contribute in any way to the process of innovation. Curran, 

Stanworth and Watkins (1986) suggest that

"A substantial proportion are subcontractors with little w ill or 
ability to innovate, run by owners with little understanding o f  
modern technology and who would anyway fin d  it d ifficult to 
recruit and retain the much sought after and highly qualified
em ployees required to exploit fu lly  modern technology ."42

(iv) In fla tio n , C om petition  and C onsum er C hoice. Smaller firm s, in 

general, do not contribute to inflation because they are more likely to be 

price takers than price makers. Small businesses are also an important 

element of competition and, as O'Farrell (1986) states, help to reduce "... 

industrial concentration by acting as a buffer to the developm ent o f a 

corporate society dom inated by governm ent, large enterprises and trade

unions".43 It is difficult to ascertain the extent to which small firms 

compete directly with larger firms, thereby lim iting the large firm 's 

ability to determine prices. However, the fact that small firm s " ...o ffer  

at least the threat o f competition" is seen to be as im portant as actual

direct com petition.44 Small businesses also contribute to variety of 

choice for consum ers; they challenge large enterprises in  certain  

product areas by catering to specialised niche markets, while in others 

they provide large corporations with key components increasing the

flexibility and efficiency of supply in these larger firm s.45 O 'Farrell 

(1986) notes that they tend to be more flexible in their response to shifts 

in  dem and, and to provide a m ore personal serv ice to their

custom ers.46
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1.5 Structure and Significance of SMEs in Ireland

There are 3,293 Irish owned manufacturing establishm ents em ploying 

less than 50 people each and 512 manufacturing firms em ploying more

than 50.47 Their contribution to output, exports and em ploym ent are 

shown in the following Tables:

Table 1.1 Sm all Irish Owned M anufacturing Firms (Less than 50

Employees)

N um bers

M anufactured output 

M anufacturing employment 

M anufacturing establishm ents

£ 3.022 bn

45,202

3,293

Source: Central Statistics O ffice, Census of Industrial Production

(1990), p. 111.

Small establishm ents account for over 45,000 jobs directly. Average 

em ploym ent per establishm ent is 13 and only 20% of sm all

establishm ents em ploy 20 or more persons.48 It is notew orthy that 

these sm all industrial projects are w idely dispersed, w ith m any 

en terp rises located  in rem ote ru ral areas w here a ltern ativ e  

em ploym ent opportunities are scarce. There is also a wide sectoral

distribution.49
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Table 1.2 M edium Sized Irish Owned M anufacturing Firm s (M ore 

than 50 Employees)

N um bers

M anufactured output 

M anufacturing employment 

M anufacturing establishm ents

£ 6.027 bn 

60,682 

512

Source: Central Statistics Office, Census of Industrial Production

(1990), p. 111.

This sector accounts for over 60,000 jobs with an average em ploym ent 

per establishm ent of around 120. In 1986, only 6% of Irish firm s 

em ployed more than 300 people, with half of these em ploying more

than 500 each.50 In a European context, therefore, practically all Irish

owned industries constitute Small-Medium sized Enterprises.51

1.6 The Role of the Sm all Firm in the Irish Economy

"The governm ent have consistently stressed the need to m anage  
our affairs firm ly in accord with a clear, accepted national 
strategy. The aim o f that strategy is the development o f a 
m odern efficient market economy capable o f continuing and  
sustaining economic and employment grow th, the benefits o f
which would be equitably distributed."52

The Programm e for Industrial Development 1989-1993 sees the role of 

the small industry sector to Ireland's economic development lying not 

only in its contribution to balanced regional and rural development but 

also in the role it plays in:

(a) creating an industrial tradition in an economy that is, by 

European standards, still heavily dependent on agriculture as a 

source of employment.
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(b) providing an industrial infrastructure that can link with, and 

provide services for, larger industrial enterprises and;

(c) promoting a seed bed of industrial enterprises from which 

larger and more significant enterprises can develop.53

1.6.1 Industrial Development

The Irish economy has undergone a structural transformation since the 

1950s, m oving aw ay from  the trad itional dependence on the 

agricultural sector towards increased activity in the manufacturing and

service industries in an effort to industrialise rap id ly .54 The 

im portance of developing and supporting indigenous industry to 

achieve industrialisation has been recognised by many countries. The

Telisis report (1982)55 states that no country succeeds in developing 

high levels of industrial income without first developing a strong 

indigenous sector. Based on this contention, the developm ent of an 

indigenous m anufacturing base in Ireland to achieve econom ic 

prosperity and innovative growth, has been a fundam ental goal of 

successive Irish governments for many years.

In Ireland, the majority of indigenous industry falls into the Small and 

M edium  Sized category with fewer than 20 indigenous com panies 

em ploying "...m ore than 500 em ployees and only 150 hav in g  a

turnover in excess o f £5m ".56 There is now a consensus in Ireland that 

the indigenous small firm sector has a crucial role to play in the next 

phase of manufacturing development. This sector is seen as the future 

of Ireland's economy, providing enhanced em ploym ent opportunities 

for the country's labour force and a higher standard of life for the

whole nation.57 In 1992, an estimated 60% of the industrial workforce 

(194,600 persons) were employed by indigenous industry, with average

w eekly earnings of £228.72.58 The governm ent's Program m e for
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Economic and Social Progress (PESP) document points to the fact that 

sm aller firm s have been the "... most boyant source o f new jobs  in

recent years."59

1.6.2 Em ploym ent

Political in terest in sm all firm s has risen w ith concern about 

unemployment. Since small firms tend to be more labour intensive 

than their larger counterparts, the prom otion of small firm s should 

enhance job creation. For this reason, small businesses have received 

increasing attention from state agencies with the objective of increasing 

employment and strengthening the industrial base. Policy statements 

em phasise the importance of small scale indigenous industry, and a 

wide range of programmes have been addressed to their developm ent 

over the years, ranging from new industry grants and re-equipm ent 

gran ts to program m es to in crease  the n u m ber of n a tiv e

entrepreneurs.60

M anufacturing industry in Ireland, concentrated to a large extent in the 

Sm all and M edium  Sized Enterprise (SME) sector, despite all the 

theories and prom ises, has failed to deliver in terms of em ploym ent 

creation. In the 1970s, employment in manufacturing industry rose in

only one year, 1979, although output increased in most years.61 The 

picture for the 1980s and 1990s is sim ilar with m ost recent reports 

indicating that overall employment levels in the SME sector are falling. 

Employment in Small and Medium Sized Firms is estimated to be over

25% lower in the 1990s than in the 1980s.62 10,200 jobs were created in 

Irish owned grant aided industry in 1992 but there were 12,200 job 

losses, despite the fact that £31 m illion and £16 m illion was paid in 

grants to small firm s and larger Irish companies respectively during 

that period. IDA figures show that the number of jobs in Irish owned

industry has fallen by 600 over the last six years.63 Table 1.3 illustrates
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the changes in output and employment which have occurred in small 

industry over the past five years.

Table 1.3 Sm all Industry Output and Em ploym ent Levels 1985-1990

1985 1990 % Change

Output £3.005bn £4.017bn 16%

Em ploym ent 54,738 55,772 1.9%

Source: Sunday Tribune 5th Sept. (1993)64

There are many possible reasons put forward by commentators for the 

poor perform ance of small Irish companies, including the decline in 

traditional industries such as textiles and clothing in the face of foreign 

com petition and the many constraints and barriers to developm ent

confronted by sm aller companies in an industrialising econom y.65 

Major constraints identified in studies undertaken by The Consultative

Com m ittee on M arketing (1984),66 O 'Farrell (1982);67 (1987),68 and

NESC (1982),69 include deficiencies in management and other business 

functions w hich hinder international trade, lack of R& D , lack of 

finance and lack of economies of scale. It is reasonable to say that it is 

unlikely that sm all and m edium  sized firms will contribute to an 

increase in em ploym ent unless specific m easures are taken to 

overcom e the perceived inadequacies which im pede their further 

growth and development.

The elem ent of industrial policy which encourages m anufacturing 

investment from overseas has been more successful until recently. In 

the face of world recession and economic depression, problem s with 

this particular policy have come to light. An excessive reliance on 

foreign investment leads to an increased dependence on events which 

are largely outside national control. "It increases the country's
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vulnerability to decisions taken outside the country without regard for

their effects in Irelan d ." 70 Indigenous firms are more likely, in the 

opinion of the National Economic and Social Council (NESC),

"...whether through a greater comm itm ent to the country or less 
opportunities fo r  transferring functions overseas, to have self 
sustaining operations located within the country com bined with  
greater integration into the economy, thus providing the basis
fo r  sustained employment at rising levels o f incomes."71

The Industrial Policy Review Group (1991) reiterated this point stating

"If Irish industry is to make the transition to the levels o f 
perform ance to which we aspire, there must be a greater 
contribution from  firm s that have deeper roots in the econom y  
and especially from  home managed firm s."72

By this, they mean firm s with substantial head-office m anagem ent 

functions located in Ireland. The Group also noted that despite the 

high degree of political attention accorded to indigenous industry, the 

greater part of Governm ent expenditure has related to attracting 

foreign industry. Tax incentives and other instrum ents of industrial 

policy appear to be more geared to the needs of foreign than indigenous 

industry. Theoretically, it would seem that Irish industrial policy 

focu ses on the developm ent of indigenous in d u stry , - "T h e  

developm ent o f  indigenous industry will be a priority, because o f its 

close integration into the dom estic economy, the location o f  corporate

decision m aking and the fin al destination o f profits"73 - how ever, as 

the Industrial Policy Review Group (1992) points out the reality is

som ew hat d ifferen t.74 This reality has been reflected in the poor 

performance of the indigenous manufacturing sector.

1.7 Irish  Industrial Policy and the Sm all Firm Sector

The latest phase in Irish industrial development policy has come with
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the Governm ent's response to the Industrial Policy Review  Group

(1991) and the Moriarty Task Force report outlined in M ay 1993.75 The 

main areas of industrial policy to be reformed which will have a direct 

impact on the small firm sector include:

• New agencies - Forfas to control the IDA and attract 

foreign investment and Forbairt to develop home 

industry with emphasis on indigenous policy. The 

proposed new agency structure is outlined in Figure 1.1:

Figure 1.1 Proposed State Support Body Structure

ID A  (Domestic) + Eolas IDA (Foreign)

I I
Forbairt (support the IDA Irelanduttnct
developm ent of indigenous industry) foreign investm ent to Ireland)

\  /
(coordinating role between allCoras Bia ______    Forfas

(development of Food Industry) development agencies; responsibility
I for linkages between native and

Department of *  | foreign firms )

A griculture /  Department of Enterprise and

y  Em ploym ent

Bord Trachtala
(developm ent of exporting ability am ong indigenous industry)

1
> # tDepel'tment of Tourism and Trade

—  —  —  Indirect Linkage 

Direct Linkage 

Source: Developed by Author
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• Restructuring of ports, improvements to 

infrastructure to inter city road network, reduction 

in business costs associated with telephone and post 

charges and more competition in gas and electricity 

markets.

• More vocational subjects and practical skills in school 

curriculum with increased emphasis on languages. Key 

posts in the Department of Foreign Affairs to be opened

to people with business experience.76

Perhaps, the two areas of the Government’s im plem entation to come 

in for most criticism were the lack of tax reforms as outlined by the 

Industrial Policy Review Group report (1991) and the restructuring of 

the state's developm ent agencies. The critics point to the Group's 

recommendation that the plethora of state development agencies, from 

the IDA through the Export Bord and the technology board Eolas, to 

Udaras na Gealtachta, should be merged into a 'one stop shop' where 

sm all com panies could negotiate all their requirem ents w hether

fin an ce, prom otion, m arketing or technology.77 The proposed 

amendments to the structure of the industrial developm ent agencies, 

outlined above, does not appear to provide this 'one stop shop'. It has 

also been suggested that "...the division o f  responsibilities at Cabinet

level is bound to create problem s" .78 The new reforms may well result 

in an increase in the level of bureaucracy which has to be dealt with by

firms applying to these agencies rather than a decrease.79

Secondly, the Governm ent is seen to have passed up a golden 

opportunity to reform  the highly negative tax system , w hich the 

Industrial Policy Review Group report identified as the single biggest

obstacle to industrial growth and job creation in Ireland.80 However,

the Finance Bill (1993)81, also presented in M ay, includes m easures
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aimed at stimulating entrepreneurial development and small business 

start up. The shortage of seed and development capital available to 

small and medium sized businesses was targeted as the major deterrent 

to the developm ent of indigenous industry and the Finance Bill 

introduces a number of incentives and reliefs aimed at encouraging

investm ent in risk pro jects.82 Subject to restrictions in term s of 

employment, share capital and type of company, these include:

• The renewal of the Business Expansion Scheme and the

increase in the investment ceiling from £500,000 to 

£1,000,000. The BES currently excludes from relief anyone 

who owns more than 30% of the company in which they 

are making the investment. To encourage additional 

investment by entrepreneurs in their own smaller or start 

up early stage companies, this restriction is to be lifted 

where the total capital of the company does not exceed 

£150,000.

• The new Seed Capital Scheme, which allows an 

entrepreneur to claim a refund of tax paid on previous 

income in respect of his or her investment in a new 

company. The relief on investments will be allowed on a 

retrospective basis against the income of the preceding 

three years, up to a maximum of £25,000 income relief per 

year.

• The increases in the lifetime limit on tax relief allowed to 

employees who subscribe for new shares in their employer 

company. This has been raised from £750 to £3,000 to

encourage greater employee involvem ent.83 

Commentators believe that the new reliefs are flawed because they rely
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on encouraging people with no previous business experience to start 

up businesses. These reliefs are based on the b elie f that only 

manufacturing-type ventures create jobs and because the only ventures

which qualify for the incentives are those in receipt of State grant aid.84'

85, 86 n  has been argued that the money given to an entrepreneur 

should depend on an assessment of the em ploym ent potential of the

new scheme rather than any artificial link to tax paid in the past.87

This redirection in Irish industrial policy has focused on stim ulating 

growth in the small firm sector through providing financial aid and 

support for entrepreneurs. W hile it m ust be acknow ledged that 

finance is an important element in any small business venture, it could 

also be said that if that new venture is to be successful support other 

than financial will have to be provided. Consistently authors such as

Berrym an (1982),88 Clarke and Carson (1986)89 and O'Farrell (1987)90, 

have identified the main barriers to SME development as deficiencies 

in m anagem ent, m arketing, production, technology and quality. If 

Irish manufacturing firms are to overcome the barriers to international 

trade these are the areas which have to be targeted. Increasing the 

num ber of new business start ups will have no net effect on the 

em ploym ent problem  unless adequate policies exist, in the areas 

m en tion ed  above, to foster and prom ote th eir grow th  and 

development.

1.8 Industrial Policy and the M arketing Requirem ents of Sm all Irish 

Industry

As early as 1982, the N ESC report on Policies for In d ustria l 

Development based on the Telisis report, recommended that the first 

priority of the country's industrial policy "must be the reduction  o f  

obstacles to the developm ent o f  indigenous in tern ation ally  traded

businesses ."91 A number of obstacles which the Council felt impeded
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the developm ent of an indigenous m anufacturing base were listed , 

including an inability to acquire the necessary business skills or bear the 

initially high costs of overseas marketing. They recom m ended that 

greater reliance should be placed on more specific grants to support 

investm ents made by companies in product and process technology,

m arketing and skill development.92

The Industrial Policy Review Group report (1991) started from  the 

premise that a strong national economic performance requires a strong 

indigenous manufacturing and service industry base, and stressed the 

need for market oriented enterprise. The Group believed that too little 

effort in  Ireland is going into directly productive activities that are 

product oriented and market driven. "The problem  is not unique to 

Irelan d ; it has been identified  in other econom ies w hose grow th

perform ance has been disappointing. But it appears to be acute h ere ."93 

It seems that Irish companies are more concerned with getting the most 

from grant or tax benefit than with serving the needs of their markets. 

Quality of management was also underlined as an area which needed 

substantial improvement through greater emphasis on training and on 

m arketing and technological consultancy. This area, in the opinion of 

the Group, has received inadequate attention in m any Irish firm s and 

they suggest that the State agencies should ensure that firms recognise 

and act on this deficiency. "Not only should the agencies support and  

encourage m anagem ent training, but adequacy in this area should be a

prerequisite fo r  the provision o f other services or aids."94

The emphasis which the Industrial Policy Review Group place on the 

developm ent of new products by Irish com panies, through the 

application of new technologies, implies a need for adequate m arketing 

skills to ensure that the products being developed are suited to 

demands in the market place and that these new products reach the 

m arket efficiently and effectively. Increased capabilities in m arketing
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practice among indigenous Irish companies must be highlighted as a 

vital prerequisite to their success both in the dom estic m arket and 

abroad

The Government's Programme for Economic and Social Developm ent 

reiterates the priority accorded to the development of m arketing skills. 

"T h e r e  w ill be an emphasis on areas o f perceived w eakness such as

m arketing , product and technology developm ent."95 The Governm ent 

proposes addressing this need by concentrating state support selectively 

on helping indigenous companies achieve positions in international 

m arkets though m arketing, product developm ent and m anagem ent 

development supports. This new orientation has been reflected by the 

change in recent years from a capital grants system  to em ploym ent 

grants, marketing assistance and other forms of support.

"The shift in industrial aids to meet the needs o f  indigenous 
industry will also continue. Exchequer expenditure on 
m arketing programmes supported by the EC structural funds
will more than double by 1993 from  £14.7 million in 1989".96

The Program m e focuses on preparing industry for the com petitive 

Single M arket by closing the gap that exists between Irish firm s and 

other Com m unity firms in terms of marketing skills, inform ation and 

organisation.

1.8.1 Governm ent Programmes to Address M arketing D eficiencies in  

Sm all Irish  Firms

A more effective use of state and EU resources is to be achieved by 

m aking state support to indiv idual firm s con d ition al on the 

achievem ent of both quantitative targets of em ploym ent creation and 

qualitative targets which aim to overcom e identified deficiencies in 

areas such as management, marketing, technology, quality control and 

business planning. To this end, Ireland's industrial developm ent
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program m e has been reorganised and refocussed to prepare Irish 

industry for the opportunities and challenges that will arise from  the 

completion of the Single Market. Industrial policy as outlined in ’T h e 

Program m e for Industrial Developm ent 1989-1993'. will support the 

developm ent of Irish industry through an "...econ om ically  e ffic ien t  

and selective system " which includes specific measures to upgrade the

m arketing capacity of Irish firm s.97 An Bord Trachtala is the main 

executive agency charged with assisting Irish firms to develop their 

marketing capability.

Over the five years covered by the Programm e, m arketing in Irish 

owned small and medium sized business is being prom oted through 

the services provided by An Bord Trachtala as well as through the 

following specific measures:

• M entor Programme: Makes a panel of carefully selected 

retired and experienced business executives available as 

advisors to selected small firms with development potential.

• Irish  Productivity Centre Advice: Provides a business advisory 

service to SMEs aimed at auditing performance and potential, 

assessing operational deficiencies, improving productivity and 

developing realistic growth plans.

• Business Innovation Centres: The BIC's aim to stimulate 

entrepreneurship and to encourage the introduction of 

innovative processes into local industry by providing practical 

support and advice, access to sources of seed capital and access to 

appropriate resources of State agencies.

24



•M anagement Developm ent Grants: Focusing on four specific 

areas of management development; records and m anagement 

inform ation systems, strengthening the m anagement team 

(financial assistance provided to enable SMEs to build strong 

management in key areas such as marketing ), business planning 

and strategic planning.

• Company Developm ent Programme: Involving executives 

from a range of State agencies working directly with senior 

company management to stimulate new development 

initiatives and help them to overcome obstacles to growth. The 

marketing component of this Programme is undertaken by An 

Bord Trachtala.

• Analyses/Studies: The purpose of these strategic studies will 

be to identify appropriate sectoral development strategies and 

facilitate a better understanding of market opportunities in

Ireland, the EU and in external markets.98

The results of these measures to improve the marketing capabilities of 

sm all scale Irish  com panies rem ain to be seen. It m u st be 

acknow ledged that, over the past decade, industrial policy has been 

designed to help smaller companies surmount many of the barriers to 

their growth and development. However, it should be rem em bered 

that no initiative or development programme will be successful unless 

it is tailored specifically to the needs of its target.

1.9 Sum m ary

The objective of this chapter is to provide a fuller understanding of the 

characteristics of sm all enterprises and their position in the Irish 

economy. It is felt that this review is necessary to direct the primary 

research so that it addresses the real marketing needs of sm all Irish
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firm s. The review , therefore, facilitates the developm ent of a 

fram ew ork that is tailored to the specific requirem ents of its target 

audience - the small firm sector.

Sm all firms have unique characteristics which differentiate them from 

larger firms and which must be taken into account when formulating a 

framework to support the design, operation, control and evaluation of 

m arketing activities. Factors such as sm all m arket share, lim ited 

expertise, personal management and risk, limited resources and owner 

m anager personality traits all im pact significantly on the ability of 

sm all firm s to implement m arketing policies. These m ust be taken 

considered in the final design of the framework. Further investigation 

of small firm characteristics is undertaken in Chapter Two.

Chapter One also demonstrates that a focus on sm all firm s alone is 

justified. This is because small firms contribute to em ploym ent, rural 

developm ent, innovation, com petition and consum er choice - all 

im portant considerations in an economy which is suffering from  high 

lev els  o f u n em p loym ent and em igration  and sev ere  ru ra l 

depopulation. Coupled with this very real input to the dom estic 

econom y is the location of corporate decision m aking and the final 

destination of profits, confirming the validity of investigating specific 

m easures to aid sm all firm  development. The case for developing 

policies specifically aimed at small companies is particularly strong in 

Ireland where the majority of indigenous industry is small or medium 

sized. Therefore, it is appropriate to focus on small industry because, as 

this chapter illustrates, it is only through the developm ent of an 

indigenous manufacturing base that Ireland can achieve high levels of 

industrial income and economic prosperity.

It has been argued in this chapter that if industrial policy in Ireland is 

to succeed it m ust include specific m easures to foster indigenous 

industry. It m ust focus on the real concerns of sm all business and
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develop policies to overcome the obstacles and constraints imposed by 

sm all size. To date, the government response has been largely in the 

form  of financial incentives. Little has been done to overcom e 

m arketing and management deficiencies which are, as Chpater Two 

details, some of the more important factors in small business survival 

and success. Policies m ust be designed to foster and promote small 

business growth and developm ent through providing assistance to 

help smaller firms to overcome problems in these areas.

This chapter also confirms the importance of the sm all firm  sector, 

identifies constraints which may be associated with the study due to the 

unique qualities of smaller firms and argues that it is vital to develop 

specific measures to address the marketing deficiencies that exist and 

hinder small firm growth and development.
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CHAPTER 2

MARKETING IN THE 
SMALLER FIRM



2.1 Marketing in the Smaller Firm

It is generally accepted that the majority of small business founders set 

up to exploit a particular skill which they have learned through their 

own previous employment and that this skill is often, as W atkins and

Blackburn (1986) suggest, "...craft related rather than market related."'1 

G iven the wide range of skills necessary to run a sm all business 

successfully, reliance on a craft or production oriented skill and lack of 

m anagem ent techniques, could put the small business owner and his

company at a competitive disadvantage in the market place.2 Of these 

business related skills, empirical studies have shown that a marketing 

orientation or capability is crucial for sm all business success and

growth, Peterson and Lill (1981),3 Stiener and Solem (1988)4 and Wong,

Saunders and Doyle (1988).5 However, these studies also point out that 

the m arketing skills required by a small business may be different in 

many respects to those needed in larger companies, precisely because of 

the differences in size.

2.2 D ifferences Between Sm all and Large Businesses

"A sm all enterprise is som ething other than a m inaturised big  

business." Dart (1983)6

W hile many of the principles and techniques of business will apply to 

all businesses whether big or small, Dandrige and W ard (1983) suggest 

that to determ ine the ways in which small business m arketing is 

unique "...one m ust start by proposing how  sm all businesses are

different. "7

2.2.1 Characteristics of Employees. Customer/company relationships in 

sm all com panies are highly personalised and em ployees tend to be 

closer to their markets and be more aware of their customers needs and
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wants. For this reason, the marketing concept may often be far more 

real to sm all business em ployees than to m anagers in  large 

bureaucratic organisations which have becom e rem ote from  the

custom er.8

There is usually little division of labour separating selling, marketing 

and production into distinct, isolated departm ents. It is only as 

organisations grow that they tend to hire professionals and organise

the company structure along specialist functional lines.9

2.2.2 Characteristics of Owner - Managers. Sm all business owner 

m anagers have been found to have narrow and lim ited perspectives 

on their businesses. They are also more likely to pay little attention to 

broad national trends and to focus on specific areas related to their own

product line or m arket.10 W hile this is offset by a detailed, even 

personal, knowledge of their lim ited m arkets, it may also result in 

their having significant understanding of the processes involved in 

m aking and selling each product but lacking the skills and ability to

integrate production and marketing into a coherent strategy.11 As the 

founder-owner-manager, the entrepreneur can be a relatively isolated 

individual. He is the sole manager with the responsibility of gathering 

inform ation, assessing it and making decisions regarding all aspects of 

the com pany business, finance, m arketing, production and product

development and yet his base of expertise is usually a narrow one.12

Typically, he also bears the risk of failure. He is w holly involved, 

caught up in day to day problems and yet sim ultaneously having to 

deal with policy problems. Therefore, he has to know at least a little

about all aspects of running a business.13 As M om tchliff (1980) has 

sta ted  "Small firm s are as good as the few  people who run them. I f  they

are good, they can do exceptionally good things.”14
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2.2.3 Characteristics of the Business Environment. Small firms tend to 

be more frequent participants in industries that are fragm enting into 

speciality niches, industries that are in their early growth stage before 

shake out and m arket concentration or in m ore m ature m arkets 

competing as small share firms. Small business presence is higher in 

m ore com petitive, fragm ented, hom ogenous rivalries rather than 

highly structured oligopolistic rivalries. Smaller companies are likely 

to be prevalent in industries with low barriers to entry and in those

industries stressing customer service rather than economies of scale.15 

Sm all com panies m ay be m ore successful w hen com peting in 

industries where customers place extra importance on 'trust' or where

a customer seeks a quality of hand crafted uniqueness.16

Sm all firm s also tend to be extremely volatile. A single decision or 

event can make or break a small company. This volatility makes small 

enterprises extremely vulnerable to environmental variables. Factors 

such a single customer taking too much of the output, orders that are 

too large and lead to overtrading, suppliers who can control production 

or costs, or indeed providers of finance who inflict stringent conditions 

pose significant complications to the smooth running of any business 

but these factors are, says Sweeney (1981) "...virtually unavoidable in

practice" for smaller companies.17

This introduces what is perhaps the best know n characteristic of 

sm aller firms; their flexibility. Because of the significance of external 

variables to small firm survival, successful small firms have to learn to 

react quickly, both to problems and to opportunities.

"R isks are taken not because sm all com panies like taking risks, but 
because they are driven to taking them by evident necessity, w hich  
m anifests itself m uch m ore quickly and much m ore sharply  than in 
the slow  m oving environm ent o f  the large firm .”18
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2.2.4 The Role o f Innovation . The role of innovation and change as 

the m eans of survival and growth distinguishes sm all firm s from  

large. Large firms can and do grow by other means - takeover, market

power and domination, rationalisation.19 The small firm, on the other 

hand, tends to rely on change in products and markets, changes which 

are often initiated by itself, to create new products and new markets.

2.3 Constraints on the Marketing Practice of Small Companies

Gibb (1984) claims that the major im plications of these sm all firm  

characteristics relate "...particularly to the lim itations this may place on 

availability  o f specialist m anagem ent in the com pany, its w eakness in 

being able to control and relate to the environm ent and the overall

lack o f resources."21 These limitations impose considerable difficulties 

upon the ability of a sm all firm to utilise traditional m arketing 

techniques. Specifically, Carson (1985) identifies three broad types of 

constraints arising from  the unique characteristics of sm all firm s, 

which impact on their marketing practice. They are:

L im ite d  R eso u rces  such as limitations on finance, marketing  
knowledge, time, may all contribute to lim ited m arketing  
activity relative to large companies and large com petitors.

S p e c ia l is t  E x p ertise  may be a constraint because managers in 
sm all businesses tend to be generalists rather than specialists. 
Traditionally, the owner/manager is a technical or craft expert; 
he is unlikely to be an expert trained in any o f the major 
business diciplines. In addition, marketing expertise is often the 
last o f the busines diciplines to be acquired by an expanding  
sm all company. That is finance and production...experts usually  
precede the acquisition o f a marketing counterpart.
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L im ited  Im p a c t  on the market place may be a constraint because 
sm all businesses have few er orders, less custom ers and few er  
employees than large companies. Consequently, the impact o f a 
small firm 's presence in an industry, geographic area, or 
whatever, is likely to be limited due to its size alone. Sim ilarly, 
because o f its limited resources and lack o f  m arketing expertise, 
the impact o f the media through advertising and publicity w ill 
often be negligible in relation to large company activities. 22

2.4 Impact of M arketing on Sm all Business Success or Failure

How do these specific small firm characteristics, and the constraints 

they impose on small business marketing practice contribute to small 

business success or failure? Do these unique characteristics call for 

specialised m arketing techniques? How should m arketing theory 

which has, in many cases, been developed through work focusing on 

larger companies, be adapted to take into account the "...constraints

faced by small firm s located in a peripheral region o f  Europe"? 23

2.4.1 Importance of M arketing to Sm all Companies

M any em pirical studies including those conducted by Berrym an

(1982)24, Storey (1986)25 and Gill (1988)26, have investigated the causes 

for sm all business success or failure. M ost of the research to date 

suggests that the major causes of small business failure are inadequate 

sa les, fo llow ed  by com petitive w eaknesses and m anagem ent 

inefficiency. These failure factors stem directly from  the unique 

constraints faced by the small business owner in terms of his own and 

em ployee cap abilities and the ch aracteristics of the business

environm ent facing him .27

M any studies, Peterson and Lill (1981 )28, NESC (1982)29, Industrial

Policy Review Group (1992)30, have identified specific weaknesses in 

m arketing or m anagem ent as a m ajor im pedim ent to sm all firm  

development. The problem is by no means uniquely Irish, but it is
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often alleged to be particularly acute here, Sectoral D evelopm ent

C om m ittee (1985)31, Co-operation N orth (1991 )3 2 . W hile it is 

im portant to recognise why small businesses fail, it is more important, 

from the point of view of this study, to identify if small companies fail 

because of m arketing and m anagem ent inadequacies. In short, to 

determine if marketing is a prerequisite to small business success. If 

this is the case, then it is also vital to ascertain those marketing factors 

which are directly related to that success.

It  is  n o t en o u g h  to cite  "m a rk etin g  sh o rtco m in g s"  or 

"m ism anagem ent" as reasons for fa ilu re , the sou rce of that 

m ism anagem ent or marketing shortcoming must also be identified if 

effective marketing practice in small companies is to be achieved. For 

exam ple, owner/managers may be failing at m arketing because, as 

Cromie (1990) suggests,

"...they lack the skills and knowledge to do the things that need 
doing or they may know what to do but lack the confidence, time 
and other resources to do if".33

It m ay well be that sm all companies fail at m arketing because the 

fundamentals of marketing theory need to be adapted to suit their real

needs.34

A review  of the literature pertaining to sm all business success and 

failure factors not only provides evidence of the im portance of 

marketing in small company development, it also affords a means to 

narrow  the field for standard development. If those marketing skills 

and resources and that m arketing knowledge w hich is particularly 

beneficial to small business owner managers are highlighted through 

an analysis of the existing literature then the effectiveness of the 

prim ary research instrument design can be enhanced.
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It is acknowledged that there is no one golden rule or formula which 

w ill ensure success. Success in small business is ”...com posed  o f a 

com bination o f personality characteristics, antecedent in fluences, social

processes, availability  o f help ,"35 and luck. However, it is felt that an 

analysis of the common marketing problems which small enterprises 

face and a review of those factors related to sm all business success 

provides a basis for investigating how marketing in smaller companies 

should be best performed.

The studies cited in Figures 2.1 and 2.2 provide a representative view of 

empirical findings on small business success and failure factors. Figure

2.1 outlines those factors directly related to m arketing practice which 

have been  found to correspond to su ccessfu l sm all bu sin ess 

developm ent, while Figure 2.2 details those factors related to sm all 

business failure. These factors provide a basis for exploring the 

relevance and feasibility of traditional m arketing techniques to the 

Irish sm all firm  sector and underlie the developm ent of the theme 

questionnaire for the primary research.

2.5 Marketing Practice Among Small Firms in Ireland

Figure 2.1 outlines the 'vital' m arketing elements w hich have been 

identified as leading to small business success in em pirical studies.

Two studies, The Sectoral Development Committee (1985)89 and the Co­

operation N orth Report (1991)90, have investigated  the level of 

m arketing activity am ong Irish com panies under broadly sim ilar 

headings to those identified in Figure 2.1. The Co-operation N orth 

report on marketing practice (1991), reiterated many of the findings of 

the earlier SDC (1985) investigation. It seems that there has been little 

progress on the m arketing front among small companies over the six 

years separating these two studies. Generally, both studies found that a 

static business orientation is prevalent in m ost sm all com panies.
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Figure 2.1 Factors Leading to Small Business Success

Success Factors Studies Citing Factor as a Cause of Success

Focus on Tightly Defined Target Markets

Use of Market Research / Market Intelligence

Specialisation Resulting in Competitive Advantage

Innovation and Creativity

Clearly Defined Marketing Policies and Procedures 
Resulting in a Planned Approach to the Market Place

Effective Use of the Marketing Mix Based on Knowledge 
of the Target Market

Motivation and Commitment

Provision of Extensive Services Leading 
to Differentiation

Continuous Review of Decisions

Previous Small Business Experience

Market Orientation / Consumer Oriented Goals

Peterson and Lill (1981>36 Brannen (1983),37 Chaganti and Chaganti (1983),38 
Watkins and Blackburn (1986)39

Gill (1985),40 Watkins and Blackburn (1986),'41 Stiener and Solem (1988)42 

Chaganti and Chaganti (1983),43 Stiener and Solem (1988)44 

Steiner and Solem (1988),45 Cromie (1990)46 

Peterson and Lill (1981)47 Stiener and Solem (1988)48

Peterson and Lill (1981)49 Watkins and Blackburn (1986)50

Gill (1985)51 

Peterson and Lill (1981)52

Watkins and Blackburn (1986)55

GUI (1985)54

Peterson and Lill (1981)55

Source: Developed by Author



Figure 2.2 Factors Leading to Small Business Failure

Failure Factors Studies Citing Factor as Cause of Failure

Lack of Expertise in Carrying Out Marketing 
and Management Functions

Poor Knowledge of Customer Requirements / Poor 
Market Research and Market Analysis

Lack of Planning

Undesirable / Poor Quality Products 

Improper Pricing Structures

Ineffective and Limited Advertising and Promotion 

Lack of Understanding of Distributive Channels 

Overdependence on Too Narrow a Market 

Lack of Confidence in own Management Abilities 

Complacency and Lack o f Market Orientation 

Lack of Market Focus

Lack of Resources for Marketing and Lack of Access 
to Business Skills and Contacts

Absence of Internal Analysis of Company's Strengths and 
Weaknesses

Gill (1985),56 Gibb and Scott (1985)57 Wood (1989) 58 
Dadzie and Cho (1989) 59 Lindstrom (1990)60

Larson (1983),61 Chaganti and Chaganti (1983),62 Wood (1989),63 
Cromie (1990)64

Chaganti and Chaganti ( 1983),65 Larson (1983)66 

Wong Saunders and Doyle (1988),67 Wood (1989)68

Larson ( 1983),69 Wood (1989)70  Dadzie and Cho (1989)71 Cromie (1990)72

Larson (1983),73 Wood (1989),74 Cromie (1990)75

Larson (1983),76 Cromie (1990)77

Cromie (1990),78 Lindstrom (1990)79

Larson (1983),80 Gill (1985)81 Cromie (1990)82

Wong Saunders and Doyle (1988)83

Larson (1983),84 Wong Saunders and Doyle (1988)85

Gill (1985)86  Lindstrom (1990)87

Gill (1985)88

.Source : Developed by Author



Specifically, the Co-operation North report, in its conclusions, noted 

that less than one fifth of their com posite sam ple had a m arketing 

function, that the extent of 'implicit' m arketing or inform al but well 

focused m arketing approaches was low and, that the m arketing 

managers identified in the study did not have form al academ ic or

professional qualifications.91

M any of the activities which have been highlighted as essential to 

marketing and business success in small companies are notably absent 

among smaller Irish firms. The extent and quality of market research 

or information gathering, taken in the Co-operation North report as an 

indicator of market analysis and decision making, was uniformly poor, 

the use of external research and infrastructural supports negligible and, 

the value placed on information itself was low. It appeared that m any 

companies were complacent about market and competitor knowledge, 

and that a very low priority was given to the search for new consumer 

m arkets. There was significant evidence of a lack of strategic 

orientation. M arketing planning, in most cases, was nothing m ore 

than "...semi form al sales planning", and where plans did exist these 

had often been form ulated for grant purposes and w ere rarely  

implemented. The marketing "mix" was also identified as a problem  

area with very poor levels of marketing decision making. Looking at 

each of the areas separately: Product development activity was

"...extremely limited, o f mediocre quality and grounded on 
inadequate research. Pricing activity tended to be accountant 
driven and had little strategic objective. Distribution policy  
tended towards relatively inert on-going m anagem ent o f options 
which w ere perceived as fixed. Promotion m anagem ent did 
show a higher degree o f versatility in the range and application  
o f tools but lacked an integrative focus.''92

Other studies, including one carried out by O 'Farrell and H itchens 

(1989), identify major product and marketing deficiencies among small 

and medium sized Irish manufacturing companies.
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"They cannot consistently meet the design and quality  
requirements for a given price level demanded by the market.
Also they may be unsuccessful because they are m anufacturing  
products (often inadequately) which the custom er does not 
want because o f a failure to adequately research markets,
especially in consumer goods."93

This study identified a number of other weaknesses in the planning, 

selling and strategic orientation of small firms. They felt that small 

business proprietors lacked the necessary  skills to im p lem en t 

successful competitive strategies, including developing a com petitive 

advantage and building a differentiated product. Most companies, in 

their opinion, were unable to meet the key com petition criteria in a 

specific market segment, did not know their competitive strengths and 

w eaknesses or tended to try and compete on the same criteria as 

successful businesses rather than attem pting to build a com petitive

strategy based upon differentiation.94

Selling, as practised by a high proportion of sm all com panies, was 

described as being rudimentary and casual in its approach, with m ost 

firm s relying on word of mouth recom m endations and having no 

discernible selling strategy.

"Generally, only if  a crisis occurs will a more active m arketing  
policy be developed. Few sm all businessmen possess a 
know ledge o f m arketing and planning techniques. They do not 
research m arkets, identify target groups o f custom ers or attem pt
to establish their needs."95

W hile it m ust be acknowledged that aggressive m arketing practices 

cannot compensate for poor product design, inferior product quality or 

a lack of com petitiveness it w ould seem , from  a review  of the 

literature, that m arketing is an im portant ingredient ensuring SME 

success. M arketing may not be "...a panacea fo r  deep rooted production

p rob lem s" 96, but it is a vital prerequisite for survival, grow th and 

development.
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2.6 Marketing - A Definition

In view of the characteristics of small companies outlined previously, 

and the constraints these characteristics impose on marketing practice, 

it is fe lt that a definition of m arketing, fully cognisant of these 

characteristics and constraints, must be formulated.

Over the past twenty five years academics have debated the definition 

of m arketing and the boundaries of the m arketing discipline. The 

debate hinges upon the m ost fundam ental d im ension  of any 

discipline: a definition of what does, and what does not, constitute the 

appropriate subject matter of that discipline. W hile progress has been 

made on understanding the nature and scope of m arketing, there is 

still m uch debate on w hat is the m ost acceptable d efin ition  of 

marketing. A widely accepted definition is needed for m any reasons 

not least of which are diagnostic research purposes or applied purposes. 

How is marketing practice to be researched if the concept and scope of 

the discipline cannot be defined ? An inherent problem  in trying to 

define a concept as broad and diverse as marketing is that in reducing 

marketing to a few words the dynamism and complexity of marketing 

as it is practised in the real world may be lost. "Any one definition o f 

m arketing is an abstraction o f a broad concept that contains lim itations

related to the use o f the definition.''97 It is possible and probable that 

no one definition perfectly describes the concept of m arketing, as 

different definitions are used and are needed to suit different purposes.

"There is no single definition o f m arketing, principally because
m arketing has no recognised central theoretical basis such as
exists fo r  many other disciplines, notably the physical sciences
and, in som e cases, the behavioural sciences." 98 

2.6.1 Tracing Ihe History

The m arketing concept states that m arketing is a philosophy which
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custom ers in selected target m a rk e ts ."  M arketing is both a business 

function and a business philosophy. Businesses only exist because they 

satisfy the needs of consumers, and they will only survive and prosper 

if they do this at least as well as their competitors. According to Kotler

(1 9 8 4 )100, the essence of the marketing concept is that the key to 

achieving organisational goals lies in determining the needs and wants 

of the firm's target market, and then delivering the desired satisfaction 

more effectively and efficiently than the competition. This focus on 

the needs and wants of customers, the 'm arketing concept', m ust be 

taken into account in any definition of marketing, whether for small or 

large firms. The debate about a suitable definition of m arketing has 

been ongoing throughout the twentieth century. D uring that time 

m any concepts and frameworks have been introduced to clarify and 

explain the m eaning of the single term 'm arketing'. F igure 2.3 

illustrates the evolution which has taken place in m arketing thought 

over the past thirty years.

During the first fifty years of the twentieth century, m arketing was 

confined to the study of commodities, institutions and functions. In 

1960, the Am erican Marketing Association, reflecting the change in 

thought that had occurred in the m arketing arena, developed the 

following definition of marketing: "M arketing is the perform ance o f  

business activ ities that direct the flow  o f goods and serv ices from

producer to consum er or user."'101

The marketing staff of Ohio State University were the first to challenge 

this definition in 1965 suggesting that marketing should be considered 

as the

directs the firm to base all its activities on the needs and wants of
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Figure 2.3

Evolution
of
M arketing
Thought
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"process in a society by which demand structure for economic 
goods and services is anticipated and enlarged and satisfied 
through the conception, promotion, exchange and physical 
distribution of goods and services."102

This definition was unique in that it was the first to explicitly state the 

processes involved in marketing and because it put forward the theory 

of m arketing as a social process, involving w illing consum ers and 

producers, not just a set of business activities, as was the case with the 

1960 AMA definition.

The next major impact on the definitional debate was made by Kotler

and Levy (1969)103 who contended that non-business organisations 

have products and custom ers and use m arketing tools in their 

organisations. They were the first authors to indicate that non-profit 

organisations need to use marketing concepts to accomplish their goals. 

In proposing 'marketing for non-profit organisations', Kotler and Levy 

succeeded in broadening the concept of marketing to include ideas and 

concepts, thereby moving traditional thought on m arketing away from 

concentrating on economic or business activities alone. Luck (1969) 

refuted this argument and stated that marketing should be lim ited to 

business processes that result in a m arket transaction, ie. where

economic exchange takes place.104 This debate led to the development 

of the term  'Social M arketing' Kotler and Zaltm an (1971) w hich is 

defined as the

"...design, implementation and control of programs calculated to 
influence the acceptability of social ideas and involving 
considerations of product planning, pricing, communication,
distribution and marketing research."105

In 1972, Kotler re-evaluated his position and proposed in "A Generic 

Concept of M arketing" that "...marketing is specifically concerned with

how transactions are created, stimulated, facilitated and valued."106 He 

m aintained that m arketing has a role to play outside the econom ic
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sphere and is a concept suitable to any transaction or exchange 

regardless of whether or not that exchange is economic in nature.

2.6.2 M arketing as Exchange

Leading from this debate on the scope of the marketing concept, the 

exchange framework emerged as one of the most popular constructs by 

which marketing could be examined or defined. W hile m arketing is 

often defined as an exchange process, the exact nature of the exchange 

process/concept has not been clearly outlined. However, m arketing 

exchange is generally defined as one social unit giving som ething of 

value to a second social unit, contingent on the second social unit

giving something of value to the first social unit.107 The values which 

are exchanged need not be lim ited to the econom ic sector and can 

include ideas, thoughts and concepts. The focus of the exchange 

concept rests on the transfer of mutually acceptable internal or external

rewards in a transaction. Alderson (1957)108, Alderson and M artin

(1 9 6 5 )109, Kotler (1972)110, Bogozzi (1975)111, and H unt (1976)1142

(1 9 8 3 )113, have been the major contributors to the perspective of 

marketing as an exchange process, and all contend that the basic focal 

point of marketing is the exchange relationship or transaction.

In 1985, the AMA formed a committee to develop a new definition of 

m arketin g  w hich w ould synthesise elem ents found in  other 

definitions that had evolved since the 1960 definition was proposed. 

This definition, which utilises a 'm arketing as exchange' approach, 

states that

"Marketing is the process of planning and executing the 
conception, pricing, promotion and distribution of ideas, goods 
and services to create exchanges that satisfy individual and 
organisational objectives."114
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Kurzbard and Soldow (1986) propose a strong argum ent against 

view ing m arketing as an exchange process w hich includes both 

econom ic and non econom ic transactions. W hile they agree that 

m arketing is concerned with exchange processes they argue that the 

nature of these exchanges must be delineated more clearly, otherwise a 

definition of marketing could be said to be of interest to psychologists, 

econom ists, biologists and so on, because it includes everything and 

excludes very little. "Almost all and perhaps all, human activity can

be said to have as its goal the satisfaction of needs and wants''115 

Further, they state that this satisfaction can be argued to occur by way of 

exchange processes. For example exchange takes place "...in the form of 

breathing to exchange oxygen with the environment." No one could 

argue that this exchange process constitutes marketing. Therefore, they 

contend that while m arketing may be concerned w ith exchange 

processes, these processes are of a particular nature, specifically the 

exchange relationships having to do with buying and selling of goods 

and services. If the nature of these processes is clearly outlined, then 

m arketing as exchange is a viable concept because it is no longer all 

inclusive. As Arndt (1978) has argued, including too much within the 

boundaries of marketing can result in a lack of focus and "the inclusion

of phenomena which are not essentially marketing phenomena."116

K urzbard and Soldow  (1986) offer the fo llow ing d efin ition  of 

m arketing:

"Marketing is a mediated activity occurring within the economic 
sphere that employs strategies intentionally rendered and goal 
directed towards the exchange of goods and services."117

2.6.3 Market Oriented Definitions

Gronroos (1989) U8, (1990)H 9, also evaluated the 1985 AM A definition 

and contends that it is a production oriented definition because it
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focuses on the firm and what the firm considers m arketing to be, not 

on the market and what the customer would want marketing to be.

"As a marketing philosophy, the marketing concept is still valid. 
However, the standard way of transforming this concept to 
marketing in practice is production oriented, because it starts 
from the firm and not from the market.1,120

Instead, Gronroos reflecting the Nordic school of thought, proposes a 

m arket oriented definition. Here, the m ost im portant issue for 

m arketin g  is to estab lish , strengthen and d evelop  custom er 

relationships where this can be done at a profit and where individual 

and organisational objectives are met. This m arket oriented view of 

m arketing is characterised by an organisational structure which allows 

the m arketing concept to pervade the entire com pany. This new  

definition does not diminish the value of the traditional elem ents of 

the marketing mix, such as advertising, personal selling, pricing and 

distribution. However, it does demonstrate that marketing is a wider 

function  involving all those elem ents of a firm s activ ities that

establish and develop long-term customer relations.121

A firm, according to this school of thought, should base its activities on 

the needs, wants and expectations of custom ers in selected target 

markets. This means that the resources of the firm have to be used in 

such a manner that the customers' trust in them and hence in the firm 

itse lf is m aintained and strengthened. The m ain objective of 

m arketing is to ensure enduring relationships with custom ers. This 

gives rise to the following definition by Gronroos (1990):

"Marketing is to establish, maintain and enhance long-term 
customer relationships at a profit, so that the objectives of the 
parties involved are met. This is done by a mutual exchange 
and fulfilment of promises."122
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2.6.4 Relationship Marketing

The m arket oriented view of marketing outlined above has led to the 

m ost recen t developm ent in m arketing term ed ’re la tio n sh ip  

m arketing’. Its basic premise is that "...those companies or suppliers 

who can relate to and satisfy customers in the most comprehensive

way over a period of time, will survive and thrive competitively."123 

Relationship m arketing involves the developm ent of a long term , 

strategic and quality understanding of custom er requirem ents. It 

endeavours to build enduring, multiple product relationships through 

a variety of marketing tools, including research, database management,

telem arketing and product developm ent, Barrell (1992)124. The 

objective of relationship marketing is to:

"...turn new customers into regularly purchasing clients and 
then to progressively move them through being strong 
supporters of the company and its product and finally to being 
active and vocal advocates for the company thus playing an 
important role as a referral source....To achieve the transition 
from customer to advocate this augmentation should aim at 
taking them beyond mere 'customer satisfaction' to 'customer 
delight' by delivering products or services that exceed
expectations." Christopher et al. (1992)125

The purpose of marketing, therefore, is defined as

"... building and sustaining customer and infrastructure 
relationships [suppliers, business referral, influencers, staff and 
sharehold ers]. It is the integration of customers into the 
company's design, development, manufacturing and sales
processes."McKenna (1992)126

M arketing is concerned with creating and sustaining relationships with 

all the players in a market and through these relationships guiding the 

com pany's future.

More importantly, marketing has to be seen as a company wide process
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if relationship m arketing is to be effective. So, M e Kenna (1992) 

postulates that,

"Engineering or development people can have a better sense of 
what to build, what to change and how to fit the product to the 
customers existing systems if they act as marketing 
representatives." 127

2.6.4 What Exactly is Marketing ?

The proliferation of definitions and ways of looking at marketing was

the subject of Crosiers' (1975) article "W hat Exactly is M arketing?"128 

where over fifty definitions were reviewed and classified into seven 

groups which incorporate company centred, transaction or exchange 

centred and social process or philosophy centred definitions.

Crosier suggests that the single word marketing is used in practice in 

three very different contexts.

1. The marketing process - enacted via the marketing

channel connecting the producing company with its market.

The marketing process is concerned with effective 

communication and distribution both to and from the market.

It consists of those activities that relate the organisation to the 

outside world that either use, buy, sell or influence the products 

or services it produces.

2. The marketing concept (or perhaps philosophy) - the idea

that marketing is a social exchange process involving willing 

customers and producers.

3. The marketing orientation - present to some degree in

both consumers and producers; the phenomenon which makes

the concept and the process possible.129
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Crosier proposes the following diagram (Figure 2.4) as a framework for 

thinking about marketing in all three senses:

Figure 2.4 W hat E xactly  is M arketing?"  130

W here : | | = M arket Orientation,

= Marketing Concept,

1 = Marketing Research,

2 = Channels of Distribution and Communication

3 = Consumerism.

M ason (1981) suggests that a consistent and acceptable set of principles 

can be devised in a "...recognisable theoretical fram ew ork which can be
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applied to any and all marketing situations."131 M arketing theory , 

therefore, should provide a basic formula into which a specific set of 

environm ental, instrum ental and psychological variables can be 

introduced for any particular case. Marketing can thus be viewed as a 

process which is moulded by variations in environm ental and other 

constraints and these constraints can be incorporated into a general set 

of principles rather than having to redefine m arketing for specific 

situational needs.

Hunt (1983), exploring this possibility of a 'general theory of marketing' 

d iscusses the fundam ental explanada of m arketing science or, 

alternatively, the phenomena which the general theories of m arketing 

seek to explain and predict. He proposes that the "...purpose of 

marketing technology is to assist marketing decision makers by 

developing normative decision rules and models", and goes on to 

suggest that "...marketing science is the behavioural science that seeks

to explain exchange relationships."132 Through designating one party 

of the exchange the buyer and the other the seller, Hunt develops four 

interrelated sets of fundam ental explanada of m arketing science, 

(Figure 2.5)

Hunt contends that the four sets of explanada are fundamental because

"...every phenomenon that marketing science seeks to explain 
can ultimately be reduced to a phenomenon residing in one of 
the four sets. A general theory in marketing would seek to 
explain all or substantially all, the phenomena in a single set.
[i.e. a theory which explains the behaviour of sellers directed at 
consummating exchanges]. In contrast, a general theory of 
marketing would purport to explain all the phenomena in all
four sets." 133

The objective then is to develop a general theory of marketing suitable 

to the needs of small companies.
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Figure 2.5 "The Nature of Marketing Science"134

Basic Subject Fundamental Explanada Guiding

M atter Research

Questions

Source : Journal of Marketing, Voi 47 (1983), pp. 9 -1 7 .
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2.7 Defining Marketing for Small and Medium Sized Companies

The Sectoral Developm ent Committee (1985) in its investigation of 

m arketing practice in the Republic of Ireland developed a working 

definition of marketing which stressed both strategic and operational 

levels of activity:

"A multi-disciplinary activity integral to the process o f  business 
strategy determ ination and encom passing the approach and 
activities by which firm s match the resources available to them  
in terms o f manpower, finance, know ledge and productive  
capability with the opportunities available in the m arket-place  
and taking into account relevant influences in the business 
environm ent including likely com petitor reaction. At the 
operational level, m arketing is concerned w ith m aking decisions  
in relation to those areas conventionally referred to as the 
"marketing mix" - product, pricing, prom otion and distribution  
- in order to meet the identified needs o f target customers. But 
success at operational level is largely determ ined by whether a 
firm  has adopted a correct business strategy in m atching  
resources w ith market opportunities. Above all, m arketing  
must focus on satisfying custom er needs as the means to 
achieving the objectives o f a firm  for growth and
profitab ility ."135

It is felt that for a definition or general theory of m arketing to be of 

practical use to smaller companies, it must specifically detail the basic 

functional aspects of the science while also incorporating the more 

philosophical and theoretical aspects of the discipline. For this reason 

the Sectoral Developm ent Committee definition has been adopted as 

the basic definition of m arketing for the purposes of this study. 

H owever, a new paradigm  detailing the operational and theoretical 

dimensions of marketing is proposed, Figure 2.6.
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Figure 2.6 Marketing for the Smaller Firm
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This paradigm represents a general theory of marketing suitable for the 

needs of sm aller firms. It provides the basis for defining the concept 

and scope of the discipline, and details the practical aspects of the 

m arketing process, which involve the day to day operational activities 

involved in choosing, providing and communicating values.

The paradigm  endeavours to represent a synthesis of m arketing 

thought over the past twenty years integrating the m arketing as 

exchange approach, a market oriented or relationship view  and the 

general principles which underlie the marketing process or marketing 

practice, w hich can be applied to both business and non-business 

activities.

2.8 Sum m ary

The objective of this chapter is to identify the specific m arketing 

concerns of sm aller firms. The com prehensive literature review  

undertaken indicates those m arketing issues w hich should  be 

investigated further in the primary research.

In order to develop a framework which is suited to sm all business 

requirem ents, the literature review section of the thesis has to address 

two issues:

(i) Small firm characteristics and their implications for m arketing 

practice, i.e. features associated with smaller firms which may 

necessitate specialised marketing techniques.

(ii) The importance of marketing to the small firm sector and, more 

specifically, those aspects of marketing theory which are most 

important, i.e. those that will contribute to small firm 

development and success.
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The review highlights the main differences betw een sm all and large 

firms and considers the implications of small firm  characteristics for 

marketing practice. It outlines in greater detail the unique qualities of 

smaller firms and proposes that these special qualities complicate and 

lim it the effective performance of marketing activities in a sm all firm 

setting. It is also suggested that small firm characteristics and the 

constraints they im pose call for a re-evaluation  o f trad itional 

marketing techniques in the unique situations facing smaller firms. As 

these characteristics constrain marketing practice, they m ust be taken 

into account when designing a framework which is realistic, practical 

and feasible for use in a small company.

To develop a comprehensive fram ework for the design, operation, 

evaluation and control of marketing activities, m arketing processes 

and techniques, which are relevant and pertinent to small firm s, first 

m ust be identified. Examination of those factors contributing to small 

business success and failure identifies areas for consideration in the 

primary research. By isolating marketing factors previously found to 

contribute to small business success or failure, further investigation 

can concentrate on those factors which will have a direct im pact on 

success. The prim ary research, then, can focus on assessing the 

importance and relevance of these factors for small Irish  firms and on 

establishing how a small company can design, operate, control and 

evaluate these important marketing elements. In this way, m arketing 

functions and activities which are directly related to sm all business 

success or pose common problems for smaller firms form the basis of 

the prim ary research and questionnaire design. T herefore, the 

literature review reduces the number of areas to be investigated and 

identifies the marketing skills, knowledge and resources that have 

been found to be beneficial to small companies.

It also is postulated that a working definition of marketing is necessary 

to inform  the research and to guide the direction and scope of the
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study. Based on the literatu re rev iew  described  above and 

acknow ledging the unique characteristics and constraints associated 

with sm all firm  marketing, a working definition has been developed 

on which the primary research focuses. Of necessity, such a definition - 

practical in nature, details the specific functions of m arketing which a 

small firm should address. These functions have been identified in the 

literature as the most im portant for successful m arketing in sm all 

firms. Accordingly, the definition focuses on marketing m ix activities, 

marketing concept and orientation, market research and planning and 

market strategy. These functions, together with the specific marketing 

activities highlighted in the review of success factors, inform  the 

questionnaire design for the primary research, indicating those areas 

where further investigation and developm ent is both necessary and 

desirable.

Finally, it is important to ensure that the research being undertaken is 

worthwhile and relevant. For this reason, Chapter Two investigates 

m arketing practice in Ireland to ascertain the need for m arketing 

development among small Irish firms - a very definite requirem ent is 

confirmed by the studies reviewed. Unfortunately, most of the factors 

which have been found in previous empirical research to be vital to 

small firm  growth and survival are absent in smaller Irish firms. This 

can be taken as an indication that industrial policy in this area is not 

having the desired impact and that there is a real need for a framework 

to help small firms to design, operate, control and evaluate pertinent 

m arketing activities.
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CHAPTER 3

QUALITY AND MARKETING
PRACTICE



3.1 Introduction

The achievement of superior quality has been identified as one of the 

most important strategic priorities confronting top management, in all

sectors of industry, for the 1990's.1 Studies by Phillips et al. (1983) show 

that high quality enhances profitability, im proves productivity and

strengthens com petitive position.2 The dram atic success of Japanese 

com panies in the W est has been attributed, in part, to their total 

com m itm ent to quality improvement. Their ability to achieve high 

quality at lower costs has resulted in strong competitive positions in

the world m arket place.3 Quality also has becom e a priority for 

consumers of both goods and services. Increasingly, consum ers are 

demanding, and receiving, higher quality at more com petitive prices. 

The realisation am ong companies of the im portance of the quality 

m ovem ent is reflected  in the prodigious rise in the num ber of 

companies applying for recognised quality standards and awards such 

as ISO 9000, the Q Mark in Ireland and the M alcolm Baldrige N ational 

Quality Award in the U.S.

The m arketing function is accorded a vital role in com pany wide 

quality improvement programmes, particularly in the area of leading a

quality driven, m arket led strategy.4 Unfortunately, few studies have 

acknow ledged the im portance of quality  im provem ent in  the 

marketing function itself. Morgan and Piercy (1991) suggest that this 

m ay be due to a widespread belief that quality is a m anufacturing 

responsibility or because marketing is often considered an art, not a 

science and, therefore, not com patible w ith quality im provem ent

tech n iq u es.5 This is clearly a misconception. The concept of Total 

Quality M anagement (TQM) emphasises that quality is an organisation 

wide function, and one which is the responsibility of every employee.
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3.2 Defining Quality

In order to assess the nature of the relationship between marketing and 

quality, and the role which quality may play in the marketing process, 

it is necessary to start with the fundamental question of what 'quality' 

actually is. Hutchins (1986) notes that "The different contexts within  

w hich quality is used make a universally correct defin ition  hard to

find.".6 Parasuraman et al. (1985) conclude that "Quality is an elusive

and indistinct construct.''.7 In the com m ercial world, quality is still 

defined in the terms of the quality 'gurus', the m ost w idely used

definitions being: "Conformance to requirem ents."  Crosby (1980)8; 

"Predictable degree o f  uniform ity and dependability  at low cost and

suited to the m arket." Deming (1982)9; "Fitness fo r  purpose."  Juran

(1988)10 and "Meeting customer requirements." Oakland (1987).11

Defining quality is difficult because the concept can be viewed from  

several different perspectives. Garvin (1984), identifies five approaches 

to defining quality:

The T ran scen den t A p p roach : Quality is viewed as a sim ple,

un-analysable property that people learn to recognise only through 

experience. Some form  of innate beauty is seen as the m eans to 

customer satisfaction, for example, art or music.

The P rod u ct B ased  A pp roach : Q u ality  is re flec te d  by an

ingredient or attribute of the product. This view holds that quality is 

measurable. High quality and, by extension, customer satisfaction is 

achieved by having more of some attribute or property, for example, 

the use of pure new wool in clothing.
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The U ser B a sed  A p p roach : This approach is based on the

buyer's assessment of quality. In this case, only the customer can truly 

judge the essence of quality. Users' perceptions are the benchmarks for 

evaluating success. Q uality is usually  m easured through the 

determination of customers' ideal points on a preference map.

The M an ufacturing  B ased  A p p roach : Q uality is considered in 

terms of engineering and manufacturing practice ie. conform ance to 

specifications. The quality focus in this approach is internal compared 

to the external focus of the user based approach. Quality is seen as 

measurable, objective and manageable. Measurement is undertaken by 

identifying how closely the product meets specifications involving the 

use of statistical quality control techniques.

The V alue B a sed  A p p roach : The value perspective considers

the trade offs between quality and price. A high quality product 

carrying a price that is not feasible for most buyers, displays low value. 

The highest value is represented by the most favourable com bination 

of quality and price. By this definition, quality is expressed in terms of 

conformance to requirem ents, including the price and cost of m eeting 

them. A product has more value and, therefore, more quality when 

custom er needs are met at a price or cost which is lower than that of

competing offerings.12

There are obvious differences between these approaches to defining 

quality. These differences must be recognised and the approach being 

utilised m ust be detailed so as to achieve consensus on the quality 

perspective being employed. The Federal Quality Institute defines a 

quality approach or ethos for management as follows:

"...a way of managing the organisation at all levels, top 
management to front line, to achieve customer satisfaction by 
involving all employees in continuously improving the work 
processes of the organisation.”13
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In essence, implementing quality improvement in any aspect of a 

business entails focusing on the consumer and ensuring that the

organisation is efficient and responsive to customers.14 Morgan and 

Piercy (1991) contend that there is an obvious synergy between this 

theory of quality and the marketing concept. Both suggest that the 

customer should be the focal point of all company activities and, by

extension, of a successful quality programme.15 For the purposes of 

this study then, it would seem that the determination of a definition or 

operational concept of quality should start with buyers' perceptions of

quality.16 There are three main conceptual developments regarding 

perceptions of quality that have received widespread support.

(i) Takeuchi and Quelch (1983)17 suggest that quality is not an 

absolute concept and the terms 'high' and 'low' quality, 

therefore, have little meaning. Quality has come to be seen as 

important primarily in terms of customer perceptions.

(ii) In conceptual terms, Gronroos (1984)18 proposes that perceived 

quality is a product of the differences between customer 

expectations and customer perceptions of the outcomes.

(iii) Both Gronroos (1984)19 and Parasuraman et al. (1988)20 conclude 

that customer quality perceptions are arrived at via a quality 

evaluation process that involves not simply perceptions of the 

outcome, but also perceptions of the process by which that 

outcome has been achieved, and the context in which 

production and exchange occur. This concept has particular 

relevance for marketing as it implies that a firm's marketing 

process, or at least those elements of marketing which are open 

to public scrutiny, may be incorporated into a customer's 

perception of the quality of the product or service.
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3.3 Total Quality Management

Total Quality Management (TQM) has emerged from the quality 

movement as the dominant management paradigm. The theory of 

Total Quality Management emphasises the customer's requirements as 

the focus for quality improvement. As such, it is the most appropriate 

paradigm to refer to when considering questions of marketing quality.

Total Quality Management emerged in the late 1970's and '80's and is 

associated with names such as Crosby, Deming and Juran. Oakland 

(1987) defines the principle of TQM as:

• Customer Focus: The emphasis is on providing quality in

terms of customer needs and specifications, not in delivering 

some abstract notion of 'high' quality in manufacturing, 

engineering and production terms.

• Process Understanding: In order to deliver quality in these

terms to customers, the primary quality mechanism is the 

understanding, design and control of the processes by which 

goods and services are produced and delivered so as to ensure 

they constantly meet customer needs.

• People Involvement: The TQM approach emphasises that every 

member of an organisation has a role to play in quality 

programmes. All staff need to be able to identify their role in the 

quality programme and should be provided with information

and training to enable them to fulfil this role.21

In the context of Total Quality Management, quality improvement 

techniques are being applied in almost every area of the company from 

product development and manufacturing to distribution and customer 

service. This is not surprising considering the whole philosophy of
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total quality management, as defined by Deming (1986), demands that 

an organisation focuses on improving "...constantly and fo rev er  the

system  o f production and service."22

Despite enormous investment in TQM programmes many companies 

are failing to achieve the expected benefits of increased profitability

through the attraction and retention of customers.23 Brooks (1992) 

suggests that this is as a result of TQM programmes starting " ...w h ere

the experience o f  quality has historically  resided  - in operation s ."24 

Marketing has, to a large extent, been left behind in the company wide 

quality movement. An omission which does not seem appropriate 

according to Stowell (1989):

"Marketing is the company's link to the custom er and is usually  
the customer's first contact with the organisation. M arketing is 
responsible for selling not only the product but the organisation  
as well."25

and Brooks (1992):

"...to achieve com petitive advantage, custom er satisfaction  has 
given way to customer delight. Now, it is the prime objective o f 
the m arketing department to secure delight with their existing  
custom ers or loose them. To achieve this new level, highly  
precise custom er needs, both expected and unexpected require  
definition. I f  accurately determined, then the quality function  
and policy deploym ent principles, fundam ental to any TQM
installation can be efficiently realised."26

The marketing function is seen as pivotal to the success of a TQM 

programme. Successful TQM programmes, in turn, ensure market led 

quality management and provide the basis for competitive advantage. 

Therefore, organisations should be aiming for quality practices and 

procedures in the marketing function and yet, Stowell (1989) claims 

that "...few organisations seem to be actively pursuing quality in their

m arketing  fun ction s."27
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3.4 Quality in the Marketing Function

In the past, marketing has been seen as playing a complementary role 

to the quality function, providing service quality and inputs into 

product design to ensure that product characteristics provide customer

sa tis fa c tio n .28 M arketing expertise has been seen as particularly 

im portant in determining customer expectations, translating custom er 

requirem ents into quality guidelines, and using quality  to gain

competitive advantage in the market place.29

A ccording to M organ and Piercy (1991), the existing literature on 

quality and marketing tends to focus on three distinct areas:

• The marketing of quality products or services which involves 

communicating to the consumer the efforts of the company to 

improve its quality systems in order to achieve a non price 

competitive advantage or to command higher prices in the 

m arketplace.

• Applying quality improvement concepts and principles to the 

marketing function in the organisation. This usually takes the 

form of 'internal marketing', and is more concerned with the 

role of marketing in serving internal customers and suppliers 

than with the marketing process itself.

• Emphasising the role of every member of an organisation in 

ensuring the quality of the products and services produced. The 

roles assigned to marketing would typically include determining 

customer requirements, incorporating quality messages in

m arketing communications and so on.30
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The focus of this study is the application of quality im provem ent 

concepts and principles to the marketing process. Two papers, Cravens

et al. (1988)31 and Stowell (1989)32 have pursued this topic, identifying 

approaches to quality improvement in the marketing function.

Stow ell (1989) proposes a nine step plan to su p p ort quality  

im provem ent of marketing processes. Stowell's m odel concentrates 

on the satisfaction of customer requirements through inform ation and 

communication processes. It is implemented as follows:

Step  1: U nd erstand  C ustom er R eq u irem en ts : This involves

identifying the person or group of people making the buying decision, 

people influencing the decision, determining the key factors on which 

the decision is based, the inform ation required to aid the decision 

process and at what stage in the process the information is required.

Step 2: Id entify  M arketing’s Products and Processes: Stow ell

suggests that the marketing process is divided into four categories: 

Planning processes (which identify requirem ents and translate that 

information into new or improved marketing processes and products), 

inform ation developm ent processes (w hich identify , gather and 

package the information that the customer requires to reach a buying 

decision), inform ation delivery processes (w hich d istribu te the 

inform ation to the custom er) and m easurem ent processes (w hich 

determ ine the effectiveness of m arketing's products and other 

processes)

Step 3: M atch Customer Requirem ents to M arketing's Products

and Processes: This involves a com parison betw een custom er

requirem ents, identified in step 1, and m arketing's in form ation  

products and delivery processes identified in step 2. This illustrates the 

effectiveness of the inform ation and delivery processes in m eeting 

custom er requirements.
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Step 4: Elim inate Ineffective Products and Processes: Based on

the analysis undertaken in step three marketing products and processes 

that do not conform to customer requirements are highlighted. These 

must then be eliminated.

Step  5: Im p rove R em ain in g  P rocesses: Once the ineffective

processes have been eliminated, those processes rem aining m ust be 

improved. Stowell suggests that this can be accomplished through the 

use of 'business process management' (BPM) which defines the flow of 

work products based on their sequence of activities as opposed to 

organisational boundaries.

Step 6: Add New Processes as Required: Step three m ay also

indicate a custom er need or requirem ent that is not being satisfied. 

Step 6 involves the planning, developm ent and im plem entation of 

processes that will meet that need.

Step 7: Review  the Process for Each New Product: W hen a new

product is launched an opportunity is provided to reassess the value 

and effectiveness of marketing's products and processes. This involves 

an evaluation process encompassing steps 1 through to 7.

Step 8: Im prove C ustom er B u yin g  Process: This involves a

review  of current processes to establish possible opportunities for 

im provem ent or introduction of processes which would enhance the 

buying process.

Step 9: Involve Em ployees in  M arketin g Q u ality : Em ployee

involvem ent can be achieved through such traditional approaches as

quality circles, quality improvement teams and productivity teams.33 

M oreover, Cravens et al. (1988)34 suggest a step by step process to
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developing a m arketing quality im provem ent program m e. This 

process is similar in nature to that proposed by Stowell although it is 

more general in its application, Figure 3.1.

Figure 3.1 Applying Quality Improvement to Marketing

STEP 1 Institutionalise the Quality 

Improvement Programm e

f
STEP 2

STEP 3

STEP 4

STEP 5

| Define the Process

i
Select Tracking Measures

Is the Process Stable?

Identify Causes 

and Correct

No

Yes

STEP 6

STEP 7

Identify Cost Effective Sources 

of 'Common' Cause Variation 

^  Yes ~

Is Process Capable of Meeting 

Current Requirements?

Yes

N o

Seek Gradual 

Im p rovem ent

STEP 8 Improve the Process

Source : Industrial Marketing Management, Vol. 17 (1988), p. 285.35
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Step 1: Institutionalising quality im provem ent requires a total

commitment by the entire organisation, especially top m anagem ent, to 

developing and sustaining a quality improvement programme.

Step 2: Defining the process seeks to identify the value adding

processes that contribute to quality results. Marketing processes must 

be defined and analysed. Examples of marketing processes include: 

customer service, order processing, new product planning, promotion 

and distribution.

Step 3: Selecting tracking measures involves the determ ination

and explication of cause/effect relationships. Cravens et al. propose the 

following illustration of causal factors related to marketing. "S u p p ose  

the desired  effect is the successfu l introduction o f  a new  product. 

Exam ples o f causal factors are packaging, pricing, advertising, selling  

effort, salesperson training and product design. The objective is to

identify w hich factors are major influences on results."36

Step 4: Process stability entails the use of statistical concepts and

methods (Pareto charts, histograms, statistical quality control charts and 

m ultivariate techniques) to determ ine if the m arketing process is 

stable. Process stability occurs when quality variations are due only to 

random  causes. For example, the determination of the m ost frequent 

type of customer complaint using a histogram illustrates key issues in 

need of attention and the quality control implication of Pareto analysis 

is to focus on eliminating the causes of the major complaints.

Step 5: Identification and correction of causes of instability is

triggered when statistical analysis indicates that the marketing process 

is not under control. The key question is why is the process out of 

control. For exam ple, w hat are the m ain causes of custom er 

complaints. These causes are then corrected to bring the system  back 

under control.
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Step 6: Considers cost effective ways of im proving the entire

process. Management must identify if the results being achieved by the 

stable process are satisfactory. Often, improvement of systems which 

m ay be under control elim inates 'system  w aste'. For exam ple, 

sim plification of a system  or m ore training m ay offer potential 

opportunities for further reducing custom er com plaints and thus, 

increasing customer satisfaction.

Step 7: Evaluates the capacity of the process to m eet current

quality requirem ents. It consists of evaluating the outputs of the 

system  that is under control. If the perform ance of a system  is 

favourable, then a continuing com m itm ent to seeking gradual 

im provem ent should occur.

Step 8: Im provem ent of the process is undertaken if operating

system results do not meet current requirements. "Using information  

from  cu stom ers and an alysis  o f  com petitors, m an agem en t m ust 

id en tify  system  chan ges that are  needed to ga in  and en han ce

com petitive advantage."37

The quality improvement process developed by Cravens et al. provides 

a com prehensive fram ew ork for considering m arketing quality  

im provem ent. It is suggested, however, that the determ ination of 

measures for each of the 8 steps is beyond the capabilities of any one 

study. The objective of this paper is the provision of a fram ework 

w hich supports the design, operation, control and evaluation of 

m arketing processes which will in turn result in sm all business 

success. In this respect, it incorporates steps 2 and 3 and, to a lesser 

extent, through the inclusion of general guidelines for system stability 

and improvement, steps 4 and 5 of Craven et al's model.

Stowell's model could be adapted to relate to marketing processes other 

than inform ation and communication. In this way, its relevance to
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m arketing quality for sm all com panies w ould be increased. An 

adapted model is illustrated in Figure 3.2:

Figure 3.2 M odel for M arketing Improvement in Sm all Firms

Step 1 Commitment to Quality 

1
Step 2 Identify Marketing's Products and Processes!

T
Step 3 Determine the Effectiveness and Efficiency of

Marketing's Products and Processes

*
Step 4 Eliminate Ineffective and Inefficient Products and

Processes

♦
Step 5 Improve Remaining Processes

*
Step 6 Introduce New Processes if Required

. .  *
Step 7 Maintain Continuous Review of Marketing Process

Source: Adapted from Stow ell, Quality Progress, Vol. 22 (1989) pp.

57 - 62.38

This m odel is adopted as the m arketing quality  im provem ent 

paradigm  underlying this study. The objective of the research is to 

identify  m arketing products and processes associated  w ith sm all 

business success, detail specifications for their design, operation and 

im plem entation and provide suggestions for control, effectiveness 

evaluation and improvement.
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3.5 Quality Standards and Awards

Quality standards and certification have become a byword for success in 

dom estic and international markets. Custom ers, both consum er and 

industrial, increasingly seek some record of quality approval before 

purchase, usually in the form of certification  by a national or 

international quality organisation. Quality is seen as the competitive 

tool of the future and conformance to rigorously designed standards as 

one method of achieving acceptable levels of quality.

There are two general types of standards in operation, technical 

standards and quality assurance standards. Technical standards tend to 

stipulate performance characteristics, list dim ensions and m ethods of 

m easurem ent, describe the physical product and identify its quality 

factors, ensure agreed tolerances, fit or show awareness of required 

safety, health and environmental regulations, technical regulations or 

legal rules. These standards aim to provide consistency of supply, 

guaranteed properties of m aterials, continued interchangability and 

replaceability, variety reduction, economy of production and safety. 

Q uality assurance standards, on the other hand, provide guaranteed 

levels of application and implementation of best practice techniques 

leading to reliability and consistency in a com pany's processes and

outputs. 39

3.5.1 ISO 9000

"ISO is a standard fo r  quality management systems. Such 
system s w ill involve both individual product standards and 
calibration and m easurement, but w ill in them selves be greater  
than both as they are overall systems fo r  insuring the continued  
operation o f the w hole process, from  purchasing o f m aterials to 
fin al delivery o f  fin ished goods to a quality m anagem ent
stan dard ."40

The ISO 9000 series are standards for an administrative or management
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system. They require the activities of a company to be written down as 

procedures in a form that allows for implementation by any properly 

recruited person. Overlaid on this, is the need to keep records, which 

are both internally and externally audited to prove that procedures are 

being followed.

"The product that the company makes needs to be properly  
specified and checks made that it meets those specifications. In 
other words, a company is required to say what it is going to 
deliver, show that it has the means o f delivering it and prove
that it has gone through the processes it has decided to fo llo w ."41

ISO is a voluntary standard in that there is no direct legal requirem ent 

to adopt it. However, virtually all m anufacturers, particularly those 

selling to public buyers or multinationals, are expected to adopt the 

standard and produce evidence that they have done so. In this way 

this so called 'voluntary' standard is in fact becom ing m andatory for

marketing purposes.42 Companies are beginning to realise that to place 

them selves in a com petitive position in the m arket place they m ust 

have some form al recognition of quality, usually in the form  of 

accreditation to a national or international standard.

3.5.1(i) ISO : National. EU and International Position

ISO  has been form ally adopted throughout the EC as the basis for 

quality systems. Figure 3.3 illustrates the developm ent of the ISO 

standard and the process of its adoption by the EU.

CEN is the European Standards Committee. CENLEC is the European 

Electrotechnical Standards Committee. Together, CEN and CENLEC 

form  the Joint European Standards Institute on common matters and 

provide the EU Com m ission, DG iii (Internal M arket), with a single 

European body, separate from  governm ents, to provide European 

technical standards (EN) for publication as harm onised national 

standards in each member state. In 1987, the then EC Com m ission
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requested CEN/CENLEC to adopt ISO 9000 standards as the appropriate 

European standards known as EN29000.

Figure 3.3 ISO  : Development and Adoption Process

International Organisation 
for Standardisation (ISO)

T C 176 
(1977)

N SA I
(1981)

CEN
(comprised of the national 
standards bodies of EFTA 
and EC countries, ie. NSAI 
in Ireland)

ISO 9000 
(1987)

CENLEC
(comprised of the electrotechnical 
committees of EFTA and EC 
countries ie. ETCI in Ireland)

Joint European Standards Institute

European Technical Standards (EN) 
(harmonised national standards)

I
1987: ISO 9000 adopted as the appropriate 
European standard
1992: EU formal adoption of ISO 9000

EN 29000

Source: Developed by Author

The International O rganisation for Standardisation (ISO), based in 

Geneva, is the author and publisher of ISO 9000. ISO represents the 

national standards bodies of over 91 countries. In 1977, ISO form ed a 

technical com m ittee (TC176) to develop a single standard for the 

operation and m anagem ent of quality assurance. The N ational 

Standards Authority of Ireland (NSAI) joined in 1981 with a view  to 

introducing a Quality System Standard in Ireland based on the work of 

ISO. In 1987, ISO published ISO 9000. The Single European Act

82



declared the end of 1992 to be the beginning of the single market. The 

EU accepted this date for the formal adoption of ISO 9000.43

3.5.1(ii) Overview of ISO  9000

The ISO 9000 series is applicable to organisations who design and 

manufacture, those who simply manufacture and those who provide 

services. There are five standards in the series w hich set down the 

m inim um  requirem ents for quality m anagem ent. Over 500 Irish 

companies have attained ISO certification to date. Ireland now has the

second highest number of ISO registrations in Europe.44

The standards are published in separate docum ents num bered ISO 

8402, 9000, 9001, 9002, 9003, 9004 and so on. The main documents are a 

vocabulary and separate standards as shown in Figure 3.4.

Figure 3.4 Overview of ISO  9000 Series

Model for design/ Model for production Model for final The Services
development/ and installation inspection and Standard
production installation test
and servicing

Source: Rothery (1993) p. 30.45
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ISO  8402: This is the international standard which defines the terms

used throughout the series.

ISO  9000 and 9004: Assist in drawing up internal quality m anagem ent 

systems and in selecting the specific model from 9001, 9002, 9003 and 

9004 Part 2 (services). 9000 identifies the concepts of quality and aids in 

selection of the appropriate 9001, 9002, 9003 model. 9004 is an extension 

of 9000 which focuses on the design of an internal quality system. The 

system  is specified to contain policy, organisational responsibility, 

authority, resources, operational procedures and documentation.

IS O  9001: F o cu ses on assu rin g  co n fo rm an ce  to sp e c ifie d  

requirem ents throughout all production stages, including design, 

developm ent, production, installation and servicing. It includes 

contract review , design control, inspection and testing, handling, 

storage, packaging, delivery, quality records, audits and training.

ISO  9002: This is the more common standard for manufacturers and

applies when specifications and product design requirem ents have 

been already established. With the exception of design and design 

changes, the balance of the standard is similar to ISO 9001.

ISO  9003: Applies to manufacturers in contractual situations where

there is a need to demonstrate capabilities for inspecting and testing 

p ro d u cts. The system  in clu d es d ocu m en t co n tro l, p ro d u ct 

identification and marking, control of measuring equipment, statistical 

techniques and training.

ISO  9004 Part 2: This is the services standard. A priority element is

the establishm ent of a method for com m unicating the appropriate 

details of the service to potential and existing customers. In compiling 

com m unication policy, the com pany is required to dem onstrate a 

know led ge of the m arket and to Sfesess com p lem entary  and
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com petitive services and legislation. Q uality  and accuracy in 

advertising also are specified. ISO 9001 and 9002 can be applied to 

establish the specifications for both the service and its delivery. 

Custom er assessm ent of service quality is expected as w ell as self 

in sp ection , correctiv e action for non conform ing se rv ice s , a 

measurement control system and a quality improvement scheme.

A detailed listing of the many docum ents accom panying the ISO 

standard is given in Appendix A.

3.5.1(iii) Critique of ISO  9000 Series

Stubbs (1993) outlines one of the major criticisms levelled at ISO 9000. 

"It is alleged that they can lead to m anagem ent by form  fillin g , to 

bureaucratic g rid lock ....[and] that they are inordinately  expen sive to

ru n ."46 This is a fact borne out in a recent Sunday Times article which 

focu sed  on the problem s w hich sm all firm s are h av in g  in 

im p lem en ting  the standard. W hile the p rin cip le  o f q u ality  

management is not disputed by these firms, they feel that the standard 

itself is expensive, inappropriate and not applicable to a small business. 

The experience of one small company is outlined as an example:

"...the sm all business - its annual sales are less than E lm - has 
had to pay £2,500 to professional consultants to help write [the 
quality m anual]. Several employees travelled to London for  
workshops costing £800 (excluding travel and expenses)to learn  
new techniques. They paid £250 to lodge the application, an  
assessm ent charge o f £1,750 and they pay an annual fee  o f  £520 to 
their certifying body. After follow ing the consultant's advice 
they have been forced to hire an extra surveyor at a salary o f 
£7,500 a year because one partner is too busy filling in form s. A  
temporary office clerk has been hired to tackle the extra paper
work. ”47

Callingham and Smith (1993) suggest that ISO is about "...system s not 

standards...it doesn't matter how badly you do the w ork as long as you
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do it the sam e way every fime."48 And, "It does not itself d irectly  

enhance quality...but improves the consistency o f the o ffer ."49

It would seem that ISO installation well may be a worthwhile exercise 

but it should not be regarded as a complete quality strategy.

"ISO 9000 standards are a means to an end but not an end in 
themselves. M anaging quality effectively involves m uch m ore 
than just meeting specifications."50

ISO is a stepping stone towards a total quality strategy which needs to be 

constantly updated to m aintain and improve the com pany's quality 

and competitive position.

It m ust be noted that ISO 9000 does not directly concern itself with 

quality  standards in m anagem ent processes such as m arketing. 

M arketing is seen as taking "...the lead in estab lish in g  quality  

requirem ents fo r  the product" which involves determ ining the need 

for a product or service, accurately defining the m arket dem and and 

secto r, accu ra te ly  d eterm in in g  cu sto m er req u irem en ts  and

communicating all customer requirements clearly and accurately.51

This view  of m arketing disregards some of the m ajor functional 

com ponents o f the process, such as strateg ic  p lan n in g  and 

managem ent, pricing, distribution etc. M arketing, in ISO term s, is a 

process w hich contributes to system quality, rather than a process 

which requires the application of quality techniques.

3.5.2 M alcolm  Baldrige National Quality Award

Perhaps one of the best know n aw ards focu sing on qu ality  

m anagem ent is the A m erican M alcolm  Baldrige N ational Q uality 

Award which was introduced in 1987. The objective of the Baldrige 

Award is to provide a comprehensive framework for m easuring the
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quality efforts undertaken by companies. Com panies that wish to 

compete for the award must show:

"...evidence o f leadership and long term planning, initiate 
verifiable quality control procedures, address the happiness and 
w ellbeing o f the work force, and, above all, work towards the
satisfaction o f customers."52

The Baldrige Award framework consists of a basic structure of seven 

exam ination categories (illustrated in Figure 3.5) each of w hich 

con tain s su bcateg ories and exam ination  item s. W ith in  the

examination items are the scoring criteria.53

Figure 3.5 Baldrige Award Examination Categories

Examination Categories M aximum Points

Leadership 150
Information and Analysis 75
Strategic Quality Planning 75
Human Resource Utilisation 150
Quality Assurance of Products and Services 
Results from Quality Assurance of Products and

150

Services 100
Customer Satisfaction 300

Total Points: 1,000

Source: Quality Progress Vol. 23 (1990), p. 25.

The award criteria have been developed so that they connect process

with results, cause and effect.54 The relative weights and relationships 

of exam ination categories and an outline of exam ination categories, 

examination items and scoring weights for the 1991 award process, are 

illustrated in Figures 3. 6 and 3.7 respectively.
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DRIVER SYSTEM MEASURE OF GOAL
PROGRESS

Figure 3.6 Relationship of Baldrige Award Examination Categories

Source: Quality Progress, Vol. 22 (1989), p. 3 8 .55

3.5.2 (i) Critique of Baldrige Award

M any criticism s have been levelled at the M alcolm  Baldrige Award 

and the debate that rages over its merits was the subject of a 1992 

H arvard Business Review article, "Does the Baldrige Award Really

W ork?".57 which summarised the main arguments.

One of the most consistent problems outlined by contributors to this 

article, was that the award falls between two stools, being neither an 

award for product quality nor quality management. The award criteria 

are not comprehensive enough for an award for overall m anagem ent 

excellence, m ainly because they do not include key elem ents of

business success such as innovation or financial perform ance.58 It is 

also true to say that the criteria are not sufficient for m anagem ent 

quality, since they disregard detailed specifications for such vital tasks

of management as effective marketing.59
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Figure 3.7 Baldrige Award Examination Categories, Items and Point Values
Examination Categories/Items M axim um  Points

Leadership 100
1. Senior Executive Leadership 40
2. Quality Values 15
3. Management for Quality 25
4. Public Responsibility 20

Information and Analysis 70
1. Scope and Management of Quality Data and Information 20
2. Analysis of Quality Data and Information 20
3. Competitive Comparisons and Benchmarks 30

Strategic Quality Planning 60
1. Strategic Quality Planning Process 35
2. Quality Goals and Plans 25

Human Resource Utilisation 150
1. Human Resource Management 20
2. Employee Involvement 40
3. Quality Education and Training 40
4. Employee Recognition and Performance Measurement 25
5. Employee Well-Being and Morale 25

Quality Assurance of Products and Services 140
1. Design and Introduction of Quality Products and Services 35
2. Process Quality Control 20
3. Continuous Improvement of Processes 20
4. Quality Assessment 15
5. Documentation 10
6. Business Process and Support Service Quality 20
7. Supplier Quality 20

Quality Results 180
1. Product and Service Quality Results 90
3. Business Process, Operational and Support Service
Quality Results 50
4. Supplier Quality Results 40

Customer Satisfaction 300
1. Determining Customer Requirements and Expectations 30
2. Customer Relationship Management 50
3. Customer Service Standards 20
4. Commitment to Customers 15
5. Complaint Resolution for Quality Improvement 25
6. Customer Satisfaction Determination 20
7. Customer Satisfaction Results 70
8. Customer Satisfaction Comparison 70

Total Points 1,000
Source: Harvard Business Review, Vol. 69 (1991), p. 80. 56
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The strategic orientation and time perspective of the Baldrige award is 

also called  into question. "Long term p lan n in g ...d e fin ed  in the 

Baldrige criteria as three years is now in Japan. There the planning  

process is not the two or three specified goals in a one to two year 

period...the Baldrige examiners look for, but a detailed operational plan

that looks 10 to 20 years ahead.''60

Cooper (1992) draws attention to a problem which besets m ost quality 

standards and one which is particularly relevant to this study; "...the  

aw ard's application process  [is] too costly fo r  sm all businesses [which] 

are v ital to...econom ic grow th and must be encouraged to strive fo r

quality ."61 The $800,000 that was spent by Xerox to win the award or 

the estimated 14,000 manhours which may be required to prepare an 

application and ready employees for site visits are clearly beyond the 

resource capabilities of small firms. It is also true to say that " T h e  

lim ited m anagem ent staffs o f  most sm all com panies do not have the 

breadth and depth to be totally involved in the aw ard process w hile

paying attention to other areas [of the business]."62

3.5.3 European Quality Award

The European Quality Award (EQA) is a total quality m anagem ent 

award which was launched by the European Foundation for Quality 

M anagem ent (EFQM) in 1992. Rather than being concerned w ith 

processes and systems throughout an organisation, the EQA focuses on 

quality in management and business processes. The European Quality 

Award for 1993 incorporates:

European Quality P rizes: Awarded to a number of com panies that 

dem onstrate excellence in the m anagem ent of q u ality  as their 

fundam ental process for continuous improvement.
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European Quality Aw ard: W hich is awarded to the m ost successful 

exponent of Total Quality Management in W estern Europe.63

The European Quality Award has been designed as a self appraisal 

program m e, the objective of which is for com panies to regularly 

review  each of the nine exam ination criteria and, based on this

assessm ent, adopt relevant improvement strategies.64 The categories 

for assessment are displayed in Figure 3.8.

The nine elem ents shown in the model correspond to the criteria 

w hich are used to assess a com pany's progress tow ards quality 

im provem ent and excellence. The results criteria are concerned with 

what the company has achieved and is achieving. The enablers criteria

are concerned with how results are being achieved.65

Figure 3.8 European Quality Award Exam ination Categories

^  Enablers ^  ^  R e s u lts -----------

50% 50%

Source: European Quality Award, (1992), p. 3. 66
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L ead ersh ip  examines how the executive team and all other managers 

inspire and drive total quality as the organisation's fundam ental 

process for continuous improvement.

Policy and Strategy investigates how the company's policy and strategy 

reflect the concept of total quality and how the principles of total 

q u ality  are used in determ ination , d ep loym ent, rev iew  and 

improvement of policy and strategy.

P eop le M anagem ent reviews how the organisation utilises the full 

potential of its employees to improve its business on a continuous 

basis.

R e s o u rc e s  is concerned with how the organisation's resources are 

effectively deployed in support of policy and strategy.

P ro cesses involve the management of all the value adding activities 

w ith in  an organisation. A nalysis of processes involves process 

identification, review and, if necessary, revision to ensure continuous 

im provem ent of the organisation's business.

Custom er Satisfaction  investigates external custom er's perceptions of 

the company, its products and services.

People Satisfaction  exam ines em ployees' p ercep tion s of th eir 

organisation and employee well being.

Im pact on Society  is concerned with perception of the organisation 

am ong society at large. This includes views of the organisation's 

approach to quality of life, the environm ent and to preservation of 

resources.
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B u sin ess R esults investigates the organisation 's achievem ent in 

relation to planned business performance. This includes financial 

(profit, cashflow , sales) and non financial (m arket share, product

development, cost of non quality) measures.67

"Customer satisfaction, people (employee) satisfaction  and  
impact on society are achieved through leadership driving policy  
and strategy, people management, resources and processes,
leading ultim ately to excellence in business results." 68

3.5.3(i) Critique of the European Quality Award

The European quality award goes much further than either the 

Baldrige Award, or ISO 9000 in addressing key m anagem ent quality 

issues. It is, how ever, far more a business m anagem ent than a 

m arketing quality standard. While many of its criteria have direct 

im plications for, and applicability to, the marketing process it is not 

specifically geared towards achieving marketing quality. The European 

Q uality Award concentrates on achieving com pany w ide quality 

management and does not provide distinct, specific functional quality 

requirements. It must also be pointed out that the EQA, while open to 

all company types (with some restrictions) does seem to be extrem ely 

rigorous for a small company.

3.5.4 M arketing Quality Assurance

ISO 9000 set out the principles for product quality but did not lay down 

how  com panies should identify  and m eet custom er needs and 

expectations.
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"ISO 9000 has a flaw ....It is all very well ensuring that a 
com pany's design, manufacturing and quality control 
procedures are consistently applied. But quite a separate series o f 
processes come into play when custom ers enter the equation. 
Unless a consistent approach can be applied to sales, advertising, 
custom er research, after sales service and ongoing support, many 
o f the benefits achieved by taking [ISO] on board are likely to be 
dissipated ."69

M arketing Quality Assurance (MQA), was introduced in 1990 by the 

British Standards Institution with a view to overcom ing this perceived 

inadequacy. In essence, accreditation to MQA is intended to denote 

that a company has well defined systems and procedures for assessing 

customer needs and preferences, competition, business, marketing and 

sales plans. There is also a requirement for having well trained staff to 

handle every aspect of customer relations. In particular, com panies 

need to be able to demonstrate that the following activities are subject 

to established and coherent procedures,

• Regular business plans

• Identification and assessment of customer needs and 

preferences

• Marketing and Sales planning

• Marketing and Sales operations

• Laid down codes of conduct

• Product development, Promotion, Pricing, Selling and 

Distribution

• Customer assurance

• Possession of an in - house quality system able to measure 

company performance in meeting customer needs

• Policies which ensure the employment of well trained and 

experienced staff who are responsive to the market place.

• Purchase of marketing and sales services70

The MQA specification contains 58 requirements. The objectives of the
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M arketing Quality Assurance Standard are illustrated in Figure 3.9.

3.5.4(i) Relationship of MOA to ISO 9000. Baldrige and 
European Quality Awards

The ISO 9001 and the MQA specification are seen as complementary in 

that ISO 9001 is concerned with defining requirem ents for a Quality 

System  w hich ensures that a prod uct conform s to sp ecified  

requirements, and the MQA specification extends the concept to place

more attention on the customer.72

Figure 3.9 Objectives of MQA

Customer Oriented Business 

and Marketing Plans

Staff and Organisation 

Responsive to the

Market Place

Servicing Every Customer 

Requirement

^Continuous Review of 

Market Needs

Quality of Product 

and Supplying Services

Effective Marketing 

and Sales Operations

Developing New Products 

and Services

Source: Marketing Quality Assurance, (1991), p. 1.

The p rincip les contained in the M QA sp ecification  includ e 23 

individual requirements which are also detailed in ISO 9001, but also it 

contains an additional 35 requirem ents. ISO  9001 addresses the 

functions of design and development, production and, to some extent,

installation and servicing in relation to conformance to specification.73
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The M Q A  standard  addresses the fu nctions of m an ag em en t, 

marketing, customer assurance and sales in relation to conformance to 

a sp ecification  w hich m eets custom er needs, p referen ces and 

expectations. The links between MQA and ISO 9000 are illustrated in 

Figure 3.10.

Figure 3.10 Relationship Between ISO  9000 and M QA

Business Strategy and Plans

I
Defined Organisation and Responsibilities

I
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In terms of the Baldrige Award and the EQA, a company with a quality 

system conform ing to the MQA specification would be eligible for a 

maximum of 800 points, across all of Baldrige's seven categories and 

90% of the European Q uality Aw ard m arks across 8 categories

(excluding leadership).74

3.5.4(ii) Critique of MQA

The M arketing Q uality Assurance standard is the m ost directly 

applicable of all the standards outlined to this study. W hile its 

objectives are sim ilar to those underlying this investigation , its 

methods of application may not be appropriate for use in a small firm. 

A ll the standards and aw ards ou tlined , in clu d in g  the M Q A  

specification, are designed to be in the form  of m easurable objectives 

w ithout generally dictating how these objectives will be met. The 

'how' is, therefore, decided by the com pany's m anagem ent team . 

W hile it is recognised that too formal a set of specifications would 

bring bureaucracy to the essentially creative process of m arketing, it 

must be considered that there may be a need for detailed guidelines to 

aid sm aller firm s in im plem enting m arketing ideas and ensuring 

successful im plem entation. Sm all com panies, due to the lack of 

resources and m anagement capabilities as outlined in Chapter Two, 

may be unable to take a non prescriptive standard and detail original 

procedures and plans for implementation. As Crawford M ason (1992) 

suggests:

"An effective quality catalyst...should offer both an aim  and a 
m ethod. [Many] d on ’t do that. It is rather like a therm ometer, it 
tells you what your fever is, but it doesn 't tell you how to get 
w ell...[A  standard]could be an important vehicle for alerting  
com panies to the fact that they have problem s, but [most do] not
tell them how to begin to think about solving them."76 

Thus, it is felt that a formal standard for marketing quality for small
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companies will give both direction and structure to w hat otherw ise 

m ight be a vague aspirational drive. The standards should however, 

include not only objectives for marketing quality, but also feasible and 

realistic general guidelines as to how these objectives m ight be 

achieved.

3.6 Q uality Awards - A Summary

The quality awards and standards outlined above have been assessed in 

light of the definition and paradigm of marketing for small companies 

proposed in Chapter Two. This paradigm, in conjunction w ith the 

Sectoral Development Committee definition of m arketing, specifically 

details the operational and functional aspects of marketing practice. In 

so doing, it provides a general theory of marketing which is tailored to 

the unique requirements of smaller firms. It is felt that the awards and 

standards review ed here do not conform  in term s of d etailed  

guidelines and specifications for achieving quality in each of the areas 

outlined in the paradigm. They propose broad categories essential for 

m arketing quality without detailing guidelines for their realisation. 

The objective of this study is to develop a framework for m arketing 

quality which focuses on the operational activities portrayed in  the 

p arad ig m  and p ro v id es rea so n a b le  and re a lis tic  d e s ig n , 

implementation, control and evaluation possibilities for smaller firms.

3.7 Sum m ary

This chapter has as its objectives to assess:

(i) the nature of the relationship between marketing and quality.

(ii) The role of quality processes in improving marketing practice.

The first section of the chapter is concerned with defining quality. An 

acceptable definition of quality is necessary to inform the developm ent
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of the m arketing quality standard fram ework. Q uality has m any 

different meanings depending on the situation being investigated. It 

seems logical, from  the point of view of this study, to define quality 

from  an external point of view, taking custom er perceptions into 

account rather than using an internal, statistical, conform ance based 

approach.

The review  of developm ents in quality thought em phasises the 

importance of integrating quality throughout the organisation. Total 

Q u ality  M anagem ent, w ith its focus on custom ers and their 

requirements, seems to be the most appropriate management model to 

use as the basis for investigating quality on an organisation wide basis. 

In this context, quality processes can be applied not only to discrete 

functions but throughout the company as a whole.

Having established a suitable definition and paradigm of quality from  

which to work, the review next considers the nature of quality in a 

marketing context. Literature relating to the application of quality to 

the marketing function is scant. Two studies that have focused on this 

area are exam ined to determ ine possible problem s, p itfa lls  or 

implementation possibilities. In the development of a fram ework, it is 

im portant to ascertain what has previously been accom plished and 

what can be usefully employed from past research.

Evaluation of these studies identifies the processes and dynam ics 

involved in developing a quality standard fram ework. One of the 

models reviewed has been adopted as the basis for developing the 

M arketing Q uality Standard (MQS) framework. This m odel outlines 

the process which will be applied in the design and implementation of 

the Marketing Quality Standard (MQS) framework.

A review  of existing quality standards and aw ards establishes 

procedures for standard design. This review also dem onstrates that

99



there is a need for a marketing quality framework of the type proposed 

by this study. Only one of the existing standards is directly applicable to 

marketing and, as the critique has shown, it is not suitable for use in 

sm aller companies.

This chapter, therefore, proposes a definition of quality and a model for 

quality improvement in the marketing function which will adequately 

inform the primary research and questionnaire design. Together, they 

indicate the nature of the questions to be asked. The literature review 

process undertaken in this study operates in the following manner: A 

review of the literature on small firms and marketing in Chapters One 

and Two identifies the m ain areas for investigation  i.e. those 

marketing processes previously found to impact favourably on sm all 

business success, while the review undertaken in this chapter details 

the way in which these areas are to be investigated i.e. to provide 

answ ers to the questions raised by the M odel for M arketing 

Im provem ent in Small Firms. Chapters One and Two, for exam ple, 

m ay indicate that m arketing planning is an im portant area for 

research, w hile Chapter Three indicates that planning should be 

investigated from the following perspective - how do small companies 

design, operate and implement planning procedures and how can they 

control, evaluate and improve their planning techniques ?
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CHAPTER 4 

METHODOLOGY



4.1 Introduction:

The underlying objective of this study is to provide a framework which 

supports the design, operation, control and evaluation of m arketing 

practice in sm all Irish companies. As such, the study is largely 

exploratory in nature; searching for those m arketing activities which 

should be included in a comprehensive m arketing quality standard 

framework. It is concerned with identifying and exploring marketing 

elem ents which are required for successful, effective and efficient 

m arketing performance in small companies. The marketing activities 

and elem ents identified through the research constitute the m ajor 

functional components of the proposed M arketing Q uality Standard 

(MQS).

Due to the exploratory nature of the study a qualitative research 

approach is favoured.

"Qualitative research utilises methods o f data collection w hich  
are essentially flex ible to respondents. This means that there is 
fu ll opportunity to get from  respondents what they uniquely  
have to offer in the way o f information, experiences, feelings  
and ideas."1

A number of qualitative approaches suggest themselves; focus groups, 

in depth interviews, case studies, the nominal grouping technique or 

the dictator m ethod, but the one chosen is the Delphi procedure, 

m odified slightly to accom modate the unique constraints associated 

with this investigation.

4.2 Group Problem Solving Techniques

A group problem solving technique is considered the most appropriate 

m ethod for developing a m arketing quality standard fram ew ork 

because questions about w hat sh o u ld  happen can be exam ined
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effectively by a group and it results in answers which are likely to be 

more balanced and more thoroughly considered than those of a single

individual.2 A consensus opinion, rightly or wrongly, is judged to be 

less subject to blind spots and more authoritative than an individual

o p in io n .3 As Helmer (1981) has suggested from  a purely statistical

point of view, "N  heads are better than 1 ”.4 It has been found that, 

generally, groups are superior to individuals in m aking decisions 

when an issue is relatively complex and are m ore likely to succeed 

w hen a range of possible solutions is in itia lly  availab le for

consideration.5

4.2.1 Inadequacies of 'Committee1 Processes

A committee type (involving face to face interaction) group problem  

solving process has been rejected for many reasons not least of which is 

the unwieldy size of a committee which would truly represent all 

interests on the issue of marketing quality. "By the time one has 

reached the point o f twenty or more people constrained to reach a view  

in a lim ited am ount o f  time, a com plete and free  exchange o f  view s

am ong all concerned is often too tim e consum ing or im possible  " 6 

Consideration of other problems associated with committees such as:

• The domineering personality, or outspoken individual that

'takes over' 7>8

• The difficulty of publicly contradicting individuals in 'higher' 

positions 9>10

• The unwillingness to abandon a position once it is publicly 

taken 11

• The fear of bringing up an uncertain idea that might turn out

to be idiotic and result in loss of face,12 

led to the search for another process which w ould allow for group
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interaction while avoiding the problems com m only associated w ith 

face to face interaction.

4.2.2 Delphi as the Survey Method

D elphi has been chosen as the preferred group problem  solving 

m ethod for a number of reasons. The subject of quality, especially 

quality in marketing practice, is a contentious one where a wide range 

of diverse opinions and viewpoints are to be expected. Therefore, it is 

unrealistic to presume that there will be unanimous agreement from a 

number of respondents, on the nature and structure of a m arketing 

quality standard. For this reason, a one off com m ittee process or 

survey of expert opinion would be at a disadvantage. The Delphi 

provides an opportunity for respondents to reach a consensual position 

over tim e w hile h ighlighting those areas w here u ncertain ty  or

disagreem ent exist.13 It is a more valid methodology to pursue when 

there are foreseeable problems with consensus.

Linstone and Turoff (1975) propose that there is a specific need for the 

Delphi technique in the following circumstances:

(i) "The problem  does not lend itself to precise analytical techniques 
but can benefit from  subjective judgem ents on a collective
basis." 14

The objective of this investigation is to develop a set of criteria for 

m arketing quality based on inputs from  relevant individuals in the 

field. As such, it requires each respondent to put forward his/her own 

view s and opinions on m arketing and w hat quality in m arketing 

practice should be. This obviously requires subjective judgem ents 

from each respondent.
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(ii) "The individuals needed to contribute to the exam ination o f  a 
broad or com plex problem have no history o f adequate 
com m unication and may represent diverse backgrounds with  
respect to experience or expertise." 15

In this study, experts from a wide range of areas; academic, professional 

and marketing support services, are included in the sample. It is felt 

that the experts from  each of these areas w ould have divergent 

perspectives and thus, opinions on the problem. Respondents may also 

evidence significant differences in term s of their experience and 

expertise, whether these differences are perceived or real. For example, 

an owner/manager of a small business may feel that he/she does not 

have the necessary educational background to debate a particular 

marketing issue with a recognised marketing academic. So too, he/she 

may feel it inappropriate to dispute a m arketing problem  w ith a 

rep resentative of an organisation from  w hich assistan ce w ith  

marketing problems normally would be sought. In this situation, the 

traditional methods of group problem  solving would result in  the 

small business owner refraining from offering his own opinions to the 

group and, consequently, the results of the group analysis would be 

flawed. Delphi, by virtue of its anonymity, allows for each and every 

opinion to have sufficient airing and consideration and, thus, results 

in a more complete analysis of the problem at hand.

(iii) "Time and cost make frequent group meetings unfeasible " 16

Time and cost constraints arise on both the researcher's and the 

respondents’ part. Firstly, the financial requirements of providing an 

adequate meeting place and funding the travel and personal expenses 

incurred by respondents for perhaps two or three m eetings are 

prohibitive. Secondly, the problems of small business owner/manager 

time constraints have been well documented by such authors as Clarke

and Carson (1986)17, Gill (1988)18 Curran (1988)19. Expecting the 

respondents from this section of the sample to devote both the time
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and effort necessary firstly, to travel to and from  meeting places and, 

secondly, to participate in group discussions which could last for up to 

three hours at a time, and to ask them to do this on a continuing basis, 

simply is unrealistic.

(iv) " The heterogeneity o f the participants must be preserved to 
assure validity o f the results.”20

For the research to be meaningful, the respondents should be drawn 

from  any and every area that could possibly m ake a w orthw hile 

contribution to solving the problem. In this study, experts are selected 

from various and diverse backgrounds and, as outlined in (ii) above, 

have differing levels of experience and expertise. This m ay lead to 

dom ination by certain individuals in their areas of expertise and the 

exclusion of other members' valuable opinions when traditional group 

problem  solving methods are used. To avoid this potential problem  

the heterogeneity of the participants m ust be m aintained throughout 

this study. Anonym ity is inherent in the Delphi process and it is, 

therefore, considered the best technique for ensuring a breadth of 

responses resulting in reliable and valid findings.

The Delphi procedure also offers significant advantages over 'one-shot' 

more quantitative questionnaires when endeavouring to develop a 

fram ew ork based on respondents' subjective opinions. A single 

questionnaire, in many cases, does not allow for sufficient exploration 

of issues and concepts to provide solid, detailed and m eaningful 

inform ation on w hich the m arketing quality standard fram ew ork 

could be based. Such questionnaires do not allow the respondent an 

opportunity to reflect on the problem  or to refine opinions after due 

consideration of the issues. "Questionnaires o f this type are structured

to yield quick, o ff the cu ff responses, not thoughtful analysis.".21 The 

Delphi technique is felt to be more effective in soliciting a reflective 

response to questions about the marketing needs of smaller companies
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than a once off questionnaire. The Delphi procedure provides time for 

consideration  and evaluation of issues and possible alternative 

solutions. It em phasises thoughtful deliberation and encourages 

respondents to detail the reasoning behind their answ ers, thereby 

ensuring reasoned responses to questions of marketing quality.

The Delphi's em phasis on consensus and the inclusion of opinions 

from a wide range of respondents means that the resulting m arketing 

quality standard is likely to appeal to and have relevance for a wide

a u d ie n c e .22 Group consensus and response allow s for shared 

responsibility in the design of the Marketing Quality Standard (MQS) 

fram ework. Therefore, the competence of any one individual, for 

example the researcher, is less likely to be questioned. Future users 

should feel that the framework, not only incorporates their views and 

opinions, but by virtue of their input, is directly applicable to their 

unique needs and requirem ents. Ludlow (1975), in a study w hich 

evaluated Delphi m ethodology, provided evidence that D elphi is 

im p ortant in "encouraging grea ter  in volvem en t and fa c il ita t in g

com m unication between researchers and decision makers.''25

Delphi has been identified as the most effective procedure through 

which to assem ble current thought and practice on m arketing for 

smaller companies. Use of the Delphi technique should ensure that all 

possible views and opinions are considered, that the im pact and 

consequences of any particular issue are fully examined and that the 

acceptability of the resulting framework is guaranteed.

4.3 The Delphi Procedure
The objective of Delphi is to "...obtain the most reliable consensus o f  
opinion o f a group o f  experts...by a series o f iterative questionnaires  
interspersed w ith controlled opinion feedback." 24
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D elphi is "A m ethod fo r  elic itin g  opin ions or ju d g em en ts  on a 
particu lar issue or problem , from  a group o f  individual experts or 
in form ants, w ho rem ain anonym ous to each other. The com bined  
results are subject to a process o f  refinem ent, through the use o f  
successive and controlled opinion feedback, w ith the opportu n ity  fo r  
the respondents to revise their earlier views.'' 25

The D elphi procedure is based on the individual and intuitive 

judgements of specialists or experts in a particular field. The method 

involves the utilisation of the intellectual ability, experience and

general knowledge of these experts.26 Delphi's objective is to obtain 

the m ost reliable consensus of opinion of a group of experts. It 

attem pts to achieve this by asking respondents to reply to several 

questionnaire iterations with subsequent rounds containing previous

round feedback.27 The central aim of Delphi is to allow  experts' 

opinions and proposed solutions to reach a consensus based upon 

increasing amounts of inform ation becom ing available through the 

feed back mechanism. The technique therefore, involves the repeated 

individual questioning of the experts on the D elphi panel (by

interview  or questionnaire).28 The questions, w hich are centred 

around some central problem, are designed to elicit the reasoning that 

went into the respondent's reply, the factors considered relevant to the

problem and thoughts and opinions as to solutions for that problem .29

Delphi tries to replace direct confrontation and debate, characteristic of 

other group problem  solving techniques, with a carefully planned,

orderly program m e of sequential individual questioning.30 As each 

stage in the questioning process is preceded by feedback on responses 

from earlier question rounds, Delphi emphasises inform ed judgem ent 

and attempts to improve the traditional "committee" type approach by 

subjecting the views of individual experts to the criticism  of fellow

experts w ithout face to face confrontation and intim idation.31 This 

anonym ity of respondents is central to D elphi and reduces the

111



influence of dom inant individuals, elim inates group pressure for 

conform ity and permits respondents to abandon or m odify positions 

taken early in the research process. It, therefore, elim inates m any of 

the problem s commonly associated with other group problem  solving

m ethods.32

4.3.1 The Classical Delphi Approach

A typical Delphi form at, as outlined in Figure 4.1., w ould run as 

follows.

A questionnaire is devised to explore some problem as defined by the 

researcher. Experts are selected to form the Delphi panel based on their 

ability to contribute usefully to forming a solution to the problem . In 

m ost cases, the experts do not come together, but rather respond

anonymously to a set of written questions.33 The questionnaire is sent 

out to each m ember of the selected Delphi panel. Draw ing on his 

knowledge and his reasoned consideration of the problem  the expert 

completes the questionnaire and returns it to the researcher. A t this 

stage the replies are assembled and analysed to form a summary of the 

first round responses. This first round consensus report is then fed 

back to each individual member of the panel. In this way each member 

can see what the general consensus view is on each of the issues raised 

by the questionnaire, and is able to check whether his own first views 

on the problem  are shared or whether he differed from  w hat was

generally seen as a possible solution to the problem under discussion.35

A second questionnaire, exactly the same as the first, is sent out to all 

panelists and they are asked to complete this likewise, reflecting such 

changes in their views as have been brought about by the consensus 

views they have been given. Again, a second consensus report is

prepared based on replies to the second questionnaire.36
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Figure 4.1. Outline of the Classical Delphi Procedure

ENVIRONMENT

Source: Adapted from Gishott, Journal of International Marketing
and Marketing Research, Vol. 5 (1980), p. 130.̂4
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The second consensus report, like the first, is circulated to all panel 

members. They are thus able to see how interacting opinion amongst

the panelists is m odulating and conditioning the aggregate view .37 

Once again, they are asked to reconsider their own responses to the 

questions, and to com plete a third questionnaire to show  their 

opinions as refined by opinions expressed by other m em bers of the 

Delphi panel. A third consensus report is compiled and distributed to 

all panel members along with the questionnaire. And so, the Delphi 

process continues until it is felt that the response pattern either 

indicates sufficient consensus among all panel members as to a possible 

solution to the problem, or a clear cut division of opinion with no

likely resolution .38 Theoretically, Delphi could involve a large 

num ber of questionnaire iterations, however, practice has found that 

typically three to four rounds is sufficient. In m ost Delphi studies a 

point of diminishing returns is reached after a few rounds.

"Most com m only, three rounds proved sufficient to attain  
stability in the responses; further rounds tended to show very  
little change and excessive repetition was unacceptable to 
partic ipan ts ."39

Traditionally, the Delphi technique has been used as a forecasting tool 

focusing on collating the aggregate judgem ents of individuals who 

speculate on possible future events. H ow ever, D elphi has been 

successfully applied to research problem s where the focus is on 

assessing present needs and requirements in a particular area in studies

conducted by Linstone and Turoff (1975)40, Olshfski and Joseph (1991)41

and Fazio (1985).42 The Delphi technique operates as a "needs 

assessment" tool in the same way as it does for forecasting and it is in 

this "needs assessment" sense that Delphi is applied in this study.
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4.4 Amendments to the Classical Delphi Approach

The selection of an experimental strategy should be based on "...the 

particu lar  con d ition s o f both the problem  and the en v iron m en t

surroun ding the exploratory investigation"A 3 C onsideration of the 

characteristics of the classical Delphi approach and the intended survey 

population, illustrated certain inadequacies in the im plem entation 

methods com m only associated with Delphi. The exact form  of the 

Delphi procedure for this study should, as with any good research 

methodology, be governed by the nature of the problem , the resources 

available, the characteristics of the sample and the researcher.

The first consideration centres on m otivational levels am ong the 

survey population, especially among those respondents from  smaller 

com panies. Realistically, their motivation to participate in the study 

may not be strong enough to expect full commitment through three or 

more iterations. This reasoning, coupled with the time and m onetary 

constraints already outlined, indicate that certain alterations in the 

im plem entation of the Delphi procedure are necessary. The changes 

proposed do not alter the essence and objective of Delphi but rather 

refine and tailor it to suit the unique requirements and circum stances 

surrounding this study. The m odified Delphi, proposed for this 

research, adopts a personal interview structure, fewer iterations of the 

questionnaire and a sm aller panel size. The m odified D elphi is 

illustrated in Figure 4.2., with a supplementary description outlined in 

Figure 4.3.

(i) A personal interview structure, utilising a sem i structured 

questionnaire, is employed in this study in an effort to improve on the

poor response rate commonly associated with postal questionnaires.44 

As some of the selected respondents may not be sufficiently committed 

to the research, it is felt that a personal interview would be perceived as
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dem anding less of them and their time and would thus, encourage 

fuller participation. Use of a personal interview allows for direction 

and probing of responses thereby facilitating a fuller understanding of 

the opinions and answ ers given by respondents and a deeper 

appreciation of the reasoning behind them.

Applied in the context of requirements analysis, or 'needs assessment' 

(i.e. w hat is required in a com prehensive standard for m arketing 

practice), Delphi m ust ensure that the participants state their views

e x p lic it ly .45 A personal interview  structure ensures that this is 

achieved more efficiently and effectively than would be the case with a 

postal questionnaire where problems with interpretation of questions 

on the part of the respondent or responses on the part of the researcher 

can develop.

(ii) Few er iterations of the Delphi are envisaged because of the use 

of the personal interview structure. This should result in responses 

being more fully considered by respondents and aid the researcher's 

comprehension. It is hoped that if respondents are assured that the 

study will not be a long, drawn out, protracted process they will be 

more motivated and willing to participate. By utilising the following 

procedures developed by Turoff (1975) fewer iterations can be achieved.

(a) Considerable time is devoted to carefully preformulating 

the issues to be discussed

(b) Including in the first round questionnaire an initial range 

of issues to be discussed but allowing respondents to add 

to these

(c) Asking for views, opinions and positions on each item  in 

the first round.47
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Figure 4. 2. Outline of the Modified Delphi Approach

APPLICATION OF STANDARD/RECOMMENDATIONS 
FOR FURTHER STUDIES TO DEVELOP STANDARD
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Figure 4.3. Objectives and Phases of the Modified Delphi Approach

1. Formulation of the relevant issues: Developed from the 

literature review and discussion with marketing specialists.

2. Exposing the options: Having determined the various issues the 

next stage focuses on asking the panel to put forward the options 

available to achieve resolution. This phase is undertaken in the first 

round questionnaire/personal interview.

3. Determining initial positions on the issues: Analysis of 

responses to the personal interviews exposes those issues and options on 

which the panel agree, those which are considered unimportant and 

should be discarded and those where there is little or no agreement or 

consensus among the panel.

4. Exploring and obtaining the reasons for disagreement:
Analysis of first round responses provides the underlying assumptions, 

views and reasons given by respondents to support their respective 

positions. These opinions form the basis of the criteria and 

specifications to be included in the marketing quality framework.

5. Réévaluation of the options: The second round of the Delphi 

process allows each member of the panel to evaluate the criteria and 

specifications to be included in the marketing quality framework based 

upon their own views, the views of the other panelists and supporting 

arguments. The Delphi prognosis/conclusions and the development of 

the final draft of the Marketing Quality Standard (MQS) Phase 1 

framework will be based on the feedback from this stage of the process.

Source: Adapted from Turoff The Delphi Method : Techniques
and Applications, (1975), p. 88.46



(iii) A smaller panel size is necessary because of cost and time 

constraints. However, if the panelists are drawn from  the w idest 

possible catchm ent area in terms of their physical, com m ercial and 

academ ic situations, the representativeness of the sam ple can be 

assured.

4.5 Implementation of the Modified Delphi Approach

The proposed m odified Delphi procedure is im plem ented in the 

follow ing way. A semi structured questionnaire, com prising Likert 

statem ents and augm enting probes, is developed through extensive 

reading on the marketing needs of small industry, quality in marketing 

p ractice  and through prelim inary in terv iew s w ith  m arketing  

specialists. This questionnaire is pretested on a pilot sample, which is 

representative of the Delphi panel being used in the final survey. This 

is done to determine and eliminate problems with com prehension and 

relevance.

The finalised questionnaire is adm inistered to the selected D elphi 

panel. A dm inistration takes place through a personal interview  

structure which allows for probing and developm ent of ideas put 

forward by individual panel members. Each interview is tape recorded, 

providing the permission of respondents is forthcoming. Based on an 

evaluation of the responses gained from this first round stage of the 

D elphi, criteria and specifications for the M arketing Quality Standard 

(MQS) Phase 1 framework are developed .

This criteria and specifications are circulated to the Delphi panel for 

their evaluation and feedback. It is at this stage that the research 

focuses on resolving and gaining consensus in those areas where there 

m ay be divergent opinions. Panelists are asked in this second round to 

put forward any further ideas which may have occurred to them since 

the initial Delphi took place, or to propose any im provem ents or
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recom m endations they feel would con tribu te u sefu lly  to the 

refinement and redesign of the framework.

The criteria and specifications are re-evaluated and re-developed in the 

light of the feedback from  the Delphi panel. This results in the 

construction of the M arketing Q uality Standard (M QS) Phase 1 

fram ew ork w hich form s the basis for the D elphi prognosis and 

conclusions.

4.6 Problems Associated with the Use of the Delphi Technique

M any authors rem ain unconvinced of the w orth of the D elphi 

technique and their criticisms arise mainly in the areas of reliability 

and validity. This is not surprising as all m ethods of qualitative 

research have been subjected to sim ilar questioning, even w hen 

substantial statistical theory has been developed to support the concept. 

The basic reason in each case is "...the subjective, intu itive nature o f

the input."48

4.6.1 Validity of Results:

Issues of validity focus on the meaning and meaningfulness of the data

resulting from  a particular study.49 M any authors, including Sykes

(1991 )50, Prendergast and Marr (1991)51, Gabriel (1990)52 and Quinn

Patton (1986)53, see this as referring to firstly, the 'goodness' of the data 

collected i.e. the kind and accuracy of the inform ation that is obtained 

from  respondents, and secondly, to the confidence w ith w hich 

inferences can be made from qualitative data, i.e. the generalisability of 

results,

Firstly, taking the issue of the 'goodness' of qualitative data, it can be 

said that for any given piece of research the appropriate criteria of
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goodness w ill depend on the purpose of the research itse lf .54 

Qualitative research allows flexible and responsive interaction between 

the researcher and respondent. Thus, meanings can be probed, issues 

developed from a wide variety of angles and questions made clear to 

respondents. "Obviously research problem s to do w ith the generation  

o f ideas or getting respondents to think creatively, all benefit from  this

type o f  research.".55 The objective of this study is to develop a 

framework for marketing quality, based on inputs from  a cross section 

of individuals concerned with good m arketing practice. There is no 

other method which could be argued to have theoretical advantages 

over Delphi in terms of obtaining the most reasoned, thoughtful and 

detailed  inform ation from  individuals. The D elphi process is 

concerned with achieving an understanding of the m eaning of what 

respondents are saying and how the area being researched looks to 

them. For the purposes of this research, it results in data that is both 

meaningful and accurate.

The issue of generalisability of results arises from  the nature of 

qualitative sam ples, their small size and purposive selection, which

does not allow for formal statistical analysis and inference.56 However, 

strict adherence to statistical sam pling m ethods can often im pose 

lim itations on research. It could, for exam ple, be argued that 

quantitative methods forfeit quality of inform ation to standardisation. 

It is often impossible to reduce the com plexity of social processes or

individual opinions without sacrificing realism.57

Utilising a traditional probability sample in the type of exploratory 

research with which this study is concerned, does not necessarily result 

in better, m ore general results. Quinn Patton (1986) introduces the 

phrase "reasonable extrapolation" to describe a qualitative version of 

inference.
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"Unlike the usual meaning o f the term "Generalisation" an 
extrapolation clearly connotes that one has gone beyond the 
narrow confines o f the data to think about other applications o f 
the findings. Extrapolations are modest speculations about the 
likely applicability o f findings to other situations under sim ilar, 
but not identical, conditions. Extrapolations are logical, 
thoughtful and problem oriented rather than purely em pirical, 
statistical and probabilistic."58

Because of the opportunities it provides for cross-checking and 

amplification of ideas as they emerge, and because the researcher gains 

a deeper understanding of the issues and opportunities put forward by 

respondents, D elphi contributes to the accurate and thorough 

extrapolation of the results and the confidence w ith w hich these

inferences can be made.59

Sykes (1991 )60 and Gabriel (1990)61 have found that careful sam ple 

design and attention to other details of the research process such as 

questionnaire design and implementation, together with input from  

people with substantive expertise in the field (a process inherent in 

D elphi) contribute to the confidence w ith w hich results can be 

generalised. The validity of findings depends ultimately on whether

"... after a fu ll consideration o f the m ethodological and 
procedural stages leading to a finding, we believe it and are able 
to persuade others that that belief is justified. We achieve valid  
results not by our choice o f method but according to how well 
we use them."62

4.6.2 Reliability of Results:

"R eliability  concerns the rep licability  and con sistency  o f  sc ien tific

findings."63 It is the inherent characteristics of qualitative m ethods - 

flexibility and absence of rigid experim ental control- that throw into 

doubt the ability of qualitative research to produce reliable findings, i.e. 

would the same study carried out by two researchers produce the same
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findings. However, when this idea of the 'researcher element’ is taken 

into account, quantitative research could be seen to have the same 

shortcomings. Collins (1989) has argued that both the qualitative and 

quantitative researcher:

"...starts with a set o f expectations.... The quantitative researcher  
designs a fram ew ork, based on these expectations, within w hich  
the observations will take place. For a time, the structure o f  the 
research is fixed and constrained, in the interests o f 
com parability but also to provide a degree o f control over 
the observation process .... For analysis and interpretation, the 
observations are returned.... The researcher exam ines the data, 
attaches m eaning to them, and draws inferences and  
conclusions, all against a background o f the pervasive prior  
models and expectations.... Where two quantitative researchers  
start with marked differences in orientation, the researchers may 
be 'driven' to different interpretations, not only o f the problem  
as a whole, but even o f identical datasets."64

Reliability in qualitative research can best be attained by ensuring that 

the entire process of the research is made transparent to readers. In so 

doing, the logic behind a particular finding can be com m unicated so 

that it is possible for the reader to see how and why a particular finding 

was stated. It is then up to that individual to exercise his or her own

judgem ent in deciding whether or not to accept that finding.65 As a 

properly executed Delphi "...makes the communication process and its 

structure explicit, most pitfalls assum e greater clarity to the observer

than if  the process proceeds in a less structured manner".66 Therefore, 

a particular strength of the Delphi procedure is its ability to make 

explicit the limitations on the particular design and its application.

4.6.3 Expert Selection

W hile issues of reliability and validity can be raised in any qualitative 

research, there are more specific criticisms which have been levelled at 

the Delphi technique. In 1971, the Am erican Statistical Association 

described the D elphi technique as the "...antithesis o f  scien tific
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forecastin g  and o f  questionable practical credibility.''67 Perhaps the 

most comprehensive critique of the Delphi method was undertaken by

Sackman (1975)68 who questioned the procedure in several areas. The 

most important criticism from the point of view of this study, relates to 

expert selection. According to Sackman, the method by which experts 

are selected is dubious - how does one distinguish between an expert 

and a non expert ?

Expert selection is largely judgemental in that the researcher decides 

who the experts are. While this subjective selection is unscientific, if 

certain rules, w hich have been developed to im prove the expert 

selection process, are applied then a degree of objectivity can be 

introduced to the procedure.

Prendergast and Marr (1991)69, Parker (1987)70 and Hill and Fowles 

(1975)71 propose that:

(i) "The Delphi panel must be representative.”

The Delphi panel should incorporate every view which could enhance 

and reinforce the appropriateness and relevance of the fram ework for 

the sector at which it is aimed. Therefore, the Delphi panel in this 

study consists of marketing academics who can contribute on the basis 

of their learning and knowledge of what constitutes good marketing 

practice, and representatives from small and medium sized industry 

and supporting bodies who contribute on the basis of their knowledge 

of w hat is really needed from a m arketing quality fram ew ork at a 

practical level. All members of the panel in this study are selected 

because they are experts at either an academ ic, com m ercial or "real 

world" level, and are knowledgeable in the field under scrutiny.
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(ii) "Panelists should be people who have a stake in the accuracy o f

the resulting data."72

The establishm ent of a marketing quality fram ew ork is som ething 

which should be favoured by each of the groups selected to partake in 

the study. Academ ics, because it will contribute usefully to good 

marketing practice, small business enterprises, because it will provide 

them with a benchmark against which their m arketing efforts can be 

measured and support bodies, because the framework will encourage 

m arketing excellence among those com panies they are trying to 

develop.

Through recognising and accounting for the problems associated with 

expert selection in the above manner the problem  of selection bias, 

where the panel is "... not representative o f the universe o f people who 

are expert in the m atters under investigation ” can be substantially

reduced.73

4.6.4 Knowledge Bias

A further problem associated with the use of experts, was proposed by 

M archant (1988). "Because o f the heterogeneous nature o f the panel o f 

respondents, each question or questionnaire w ill be answ ered w ith a

d ifferen t degree o f validity and a d ifferen t degree o f con fid en ce ."74 

This introduces the concept of differing degrees of expertise where 

individual panel members may be more "expert" in some areas than 

others. The personal interview structure of the proposed methodology 

allow s the researcher to probe the reasoning behind individual 

panelist's responses and the validity (i.e. the respondent's knowledge 

of a particular area) of individual answers can be ascertained and noted. 

This know ledge can then be used to give a valid indication of the 

accuracy and worth of individual responses.
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A related concern is that of individual experts biasing their responses 

so that they are overly favourable towards their own specialised area. 

A study undertaken by Jones (1975) indicated that "...no such bias 

occurred. It appears that the particular group o f experts used were able

to rise above the desire to protect personal in terests "75 Again, it is 

hoped that the personal interview structure can be utilised to control 

the em phasis placed on any one area and thereby ensure that 

individual groupings are not biasing results.

If a consensus of opinion is to be achieved, it is also im portant that the 

panel have a similar knowledge base. To ensure that each participant 

in the study has an overall view of the problem under discussion a 

short resumé of the state of play in marketing among sm all firm s in 

Ireland, and the aims and objectives of the study is included as an 

introduction to the questionnaire. This gives all respondents a 

com m on baseline to refer to when considering and evaluating both

their own and the panels' opinions.76 Provision of a resumé reduces 

the problem  of "knowledge bias" where some respondents m ay be 

more knowledgeable, whether in an academic or practical sense, about 

the marketing needs of smaller companies than others.

4.6.5 Halo Effect

Linstone and Turoff (1975) suggest that some respondents may allow 

their true opinions to be influenced by what they m ust assum e is 

expert opinion reported through the feedback procedure, and that this

"halo"effect may contaminate results.77 This problem is also identified 

by G utierrez (1989) who feels that the outcome "... may result in 

com prom ise by som e o f the participants instead o f  a genuine reflection  

o f consensus by a group. The feedback  process m ay pressu re the 

respondents to release orig inal positions in order to term inate the

p ro c es s" 78 An experim ent conducted by Scheibe et al. (1975) to
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determ ine whether feedback had any conscious effect on m ovem ent 

tow ards consensus, concluded that "...the group pressure from  som e 

form s o f feedback  can be overly strong, forc in g  participants to take

positions which they find uncomfortable."79 H ow ever, the real danger 

with false conformance, as identified by Scheibe et al., is that many 

members of the Delphi panel, while agreeing with the m ajority during 

the study, may leave the process without "really  com prom ising  their

feeling at all"80 In other words, they may have capitulated during the 

Delphi but still hold to their original views. Obviously, if the objective 

of the procedure is to develop a framework for m arketing quality to 

suit their needs, such participants ultimately might be quite dissatisfied 

with results.

As the m odified Delphi proposed in this study com prises few er 

iterations, the problem of respondent fatigue, where respondents wish 

to terminate or drop out of a Delphi study, has been minimised. This 

does not, however, address the question of a possible "halo" effect, or 

false consensus, arising from  the Delphi process. The personal 

interview  structure, already outlined, affords the opportunity of 

drawing out respondents' true opinions through in depth discussion 

and probing. It also allows the researcher to gain an understanding and 

knowledge of respondents' true feelings on the various issues raised. 

Any indication of respondents being influenced to abandon positions 

later in the process can be quickly identified, inquired into and noted.

4.6.6 Unfamiliarity With the Delphi Process

Unfam iliarity among participants with the Delphi technique can lead 

to problems with respondent comprehension and decrease the value of

the final consensus opinion.81 Again, unfamiliarity, which is expected 

to be reasonably high in Ireland, is overcome through the use of the 

personal interview, where the purpose and nature of the Delphi study
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can be explained in detail and to the satisfaction of all participants.

4.6.7 Instrument Bias

The last m ajor criticism  of the D elphi techniqu e rela tes to 

questionnaire design and this is looked at extensively by m any authors

including M archant (1988)82, Sackm an (1975)83, H ill and Fow les

(1975)84 and Linstone and Turoff (1975).85 The problems identified by 

these authors are the same problems inherent in questionnaire design 

for any study, and can be overcome through attention to wording, 

phrasing and ensuring that each question will mean the same thing to 

all respondents. To a certain extent, problems with comprehension can 

be dealt with effectively in the personal interview. However, to avoid 

the possibility of 'leading' the respondent a short list of key definitions 

is used in conjunction with the questionnaire. The questionnaire is 

pretested on a pilot sample of experts representative of the final Delphi 

panel in terms of background and expertise.

Delphi, like all research techniques, only provides valid results if it is 

im plem ented properly. If its intricacies, inadequacies and lim itations 

are acknowledged and accounted for in the research design, Delphi may 

be used reliably and successfully as a com prehensive m ethod for 

obtaining widespread and diverse participation in establishing criteria 

for marketing quality.

4.7 Research Instrument

The terms of reference which inform this study are the consideration 

of m arketin g  p ractice am ong sm all Irish  com panies and the 

developm ent of a framework to encourage these com panies to adopt 

appropriate marketing techniques and concepts. The main objective, 

therefore, is the developm ent of the M arketing Q uality Standard
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(M QS) Phase 1 fram ew ork which supports the design, operation, 

control and evaluation of marketing activities in sm aller firms. For 

the purposes of ease of investigation this objective is translated into 

five sub objectives. The focus of these subobjectives is to ascertain the 

relevance, validity, desirability and feasibility of marketing techniques 

identified in the literature review to small com panies and to assess 

criteria for their im plem entation. These ob jectives support the 

generation of a prelim inary m arketing quality fram ew ork w hich 

details specific and realistic marketing requirem ents necessary for 

quality marketing practice in smaller firms.

4.7.1 Questionnaire Formulation

M indful of these objectives, the areas chosen for discussion in the final 

q u estio n n aire  are com p iled  from  two so u rces. F irs tly , a 

comprehensive review of the literature on m arketing and small firms 

identifies the broad areas of marketing practice to be investigated, while 

a survey of previous research on quality and marketing highlights the 

scope and direction of the investigation. Secondly, discussion with a 

m arketing specialists group further refined the areas for exam ination 

in the primary research. This process is outlined in Figure 4.4 and the 

accom panying explanation given below.

A draft list of key research questions, drawn from  a review  of the 

literature on m arketing practice in sm aller com panies and from  

literature on quality in marketing practice, is compiled. These broad 

question categories are reduced to a m anageable num ber through 

discussion with a group of m arketing specialists. This discussion 

highlights the areas considered essential for quality marketing practice 

in  sm all com p anies and form s the b asis  fo r q u estio n n aire  

development.

129



Figure 4.4 Development of Marketing Quality Standard

Marketing Quality Standard (MQS) - Phase 1
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Centring on those areas identified by the group for inclusion, the 

questionnaire is developed. The first draft of the questionnaire is 

discussed among the group of marketing specialists and further refined 

in light of new ideas on areas for discussion. The final draft of the 

questionnaire is pretested on a pilot Delphi panel. Problem s with 

com prehension and w ording are identified at this stage and the 

questionnaire is reformulated on the basis of the resulting feedback.

4.7.2 Questionnaire Design

The final questionnaire, see Appendix B, is designed to accomodate the 

five sub objectives outlined previously. It, therefore, investigates the 

following :

1. Respondents' evaluations of the 28 statements drawn 

from the literature and discussion with marketing 

professionals.

Because of the exploratory nature of this study, analysis of the primary 

research can be expected to deal largely with statem ents, arguments, 

com m ents, and discussion. In an effort to establish some means of 

evaluating the ideas expressed by the respondent group, rating scales 

have been formulated to indicate the level of agreem ent with each of 

the issues proposed. These evaluations are based on a five point Likert 

scale, where respondents are asked to indicate degrees of agreement (1) 

or disagreem ent (5) with each statem ent. These statem ents also 

facilitate the introduction of the more exploratory section of the 

questionnaire, discussed under 3. below.
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2. In accordance with previous needs assessment Delphis

undertaken by Linstone and Turoff (1975),86 Turoff

(1975)87 and Perez and Schüler (1982),88 and to satisfy the 

objectives of this study respondents' are asked to assess 

each of the statements under the following headings:

(i) V alid ity : Is it fair to ask a small company to pursue this 

activity ?

(ii) D esirab ility : Will the performance of this activity have 

some benefit, either tangible or intangible for the small firm  ?

(iii) Feasib ility : Is it possible for a small company to undertake 

this activity ?

3. Finally, respondents are requested to explore and develop 

their thoughts on each of these statements by suggesting 

how best a small company, with limited resources, could 

accomplish each activity outlined.

This exploratory analysis of the Likert statements is carried out using 

the sem i structured  "probe" section w hich is includ ed in  the 

in terv iew er's qu estionnaire (see A ppendix C) fo llo w in g  each 

statement. This 'probe' section provides an overall level of structure 

to the interviews with a view to providing com m on coverage and 

comparability. Commentary on each of the topics/statem ents and the 

introduction of new ideas or marketing variables which respondents 

consider relevant to the m arketing quality fram ew ork, along w ith 

justification for these suggestions, is encouraged.

Section  1 and 2 of the questionnaire satisfy  the ob jectives of 

ascertaining the relevance, validity, desirability and feasibility  of
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identified m arketing techniques and section 3 provides a basis for 

assessing criteria for their implementation.

4.7.3 Questionnaire Composition

The issues which are presented to the Delphi panel for consideration, 

have been developed through a thorough analysis of the literature and 

consultation with m arketing experts as already outlined. A brief 

explanation of the rationale behind the inclusion of each of these areas 

is given below. This explanation is based on the views expressed by the 

marketing specialists supported by reference to the literature where 

relevant.

Planning: Of the five basic m anagerial fu nctions, p lanning is

considered the most im portant.89 Not only does a lack of planning 

lead to a restrictive practice of m arketing, but it allows potential 

opportunities to be overlooked and threats to develop w ithout

adequate preparation.90 However, as Carson and Cromie (1989)91 and

Carson (1993)92 suggest planning processes may have to be adapted to 

suit sm all com panies’ needs and capabilities. To assess m arketing 

planning from a small firm's viewpoint, the Delphi panel is asked to 

consider the nature of these plans and questions on their form ulation 

and assessment.

M arketing Oriented Culture: A m arketing orientation ensures that

a company looks to the market when determining customer needs and

strategies to meet those needs.93 The questionnaire is designed to elicit 

ways in which a small company can successfully introduce a marketing 

orientation and the type of organisation structure which would result 

in such an orientation among small scale Irish industry.
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M arket Inform ation: In many cases, a sm all firm ’s knowledge of

the m arket is derived from a close relationship with custom ers and 

markets. This may lead to firms knowing who their customers are and 

perhaps even having some understanding of why these are their 

customers, but underlying motivations, needs for other products and

services may go largely unnoticed.94 Many studies, including those

carried out by Cooperation North (1991)95 and Flem ing (1979),96 have 

shown that it is essential for a firm who wishes to be customer oriented 

to integrate market research, both on consumers and the external and 

internal environm ent, with m arketing m ix planning. Therefore, 

respondents examine the role of inform ation systems in sm all firms 

and procedures for the development of such systems.

Customer Assurance: Related to a market orientation is the concept

of custom er assurance where small companies ensure that they are 

continually aware of and are meeting their custom ers' needs, wants 

and sp ecial requirem ents. "Above all m arketing  m ust fo cu s on 

satisfying custom er needs as the means to achieving the objectives o f a

firm  fo r  grow th  and p ro fitab ility .”97 A spects of this custom er 

assurance and how best sm all com panies can assess and deliver 

products w hich satisfy  their custom ers are exp lored  in  the 

questionnaire.

Training: Properly qualified staff and identification of areas where

further training may be necessary are important if a small company is 

to provide a high quality offering to its customers. The questionnaire 

exam ines the type of qualifications necessary and procedures for 

identifying the training needs of staff, focusing particularly on the 

m arketing function.

M arketing Perform ance A ssessm ent: Bonoma and Clark (1988)98 

suggest that if a firm is to evaluate the effectiveness of its m arketing
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fu nction , procedures for m onitoring and assessing m arketing  

performance m ust be introduced. Many small firm owners feel that it 

is impossible to test the worth of marketing. If a business is growing 

without any major marketing activity then why should time and effort 

be expended on formal marketing methods ? There is "...a 'credibility  

gap' betw een 'apparent' good and satisfactory  perform an ce and a 

theoretically  and hypothetically  better level o f p erform an ce" w hich

could be achieved by engaging in form al m arketing p r a c t ic e ."  

T h erefore, the panel considers proced ures for assessin g  the 

performance of marketing which will reassure small business owners 

that marketing is having a real impact on business performance .

The M arketin g  M ix and M arket S e g m e n ta tio n : It has been

acknowledged that, in general, the overall approach to the m arketing 

mix for small companies is based on an intuitive and often intim ate

relationship with custom ers.100 However, firms that rely on this type 

of mix developm ent rem ain largely passive or reactive m arketers, 

ignoring identification of potentially profitable business contracts 

which have been aggressively fought for and secured. For this reason, 

each aspect of the marketing mix and market segm entation strategies 

are explored in an effort to develop policies which small com panies 

could follow to enhance their offering to their public.

Product: Firms which offer above average products and develop

new products and processes according to their custom ers needs or 

changing trends can provide them selves w ith distinct com petitive 

advantages, "...a too narrow  produ ct range m ay m ake the firm  

vulnerable to changes in fash ion , com petition or technology. Equally, 

the ability  to develop new products, a vital ingredient o f long term

su ccess and su rv ival m ay be very lim ited  in sm all firm s."  101 

Therefore, questions on life cycle analysis, product m odification and

d ev elo p m en t102, branding strategies, product support system s and
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packaging are included in the questionnaire.

Price: Inconsistent and poorly thought out pricing policies can be 

detrimental to an otherwise well planned and well executed marketing

mix strategy.*03 Smaller companies have been notorious for ignoring 

price variables and operating simplistic and ill conceived cost + type

pricing p o lic ies .104 The qu estionnaire is designed to obtain  

respondents' opinions on suitable objectives for pricing strategies 

among small com panies and the factors that should be taken into 

account when strategies are being developed.

Prom otion: In m any small com panies, prom otion is one of the 

weakest components of the marketing mix. This has been attributed in 

the past to the product orientation of these firms, or related to the lack 

of formal training in this area. Also, in general, these firm s are not 

large enough to use and benefit greatly from  the services of sales

management consulting firms or sophisticated advertising agencies.105 

Therefore, the Delphi panel is asked to consider questions on 

prom otion m ix strategies, prom otion objective setting , resource 

allocation and promotion performance measurement.

Physical Distribution: Like the product elem ent of the m arketing

mix, distribution can often be used to create a sustainable competitive 

advantage for the firm. It provides an opportunity for the sm all firm 

to differentiate itself from competitors by a combination of product and

service oriented distribution policies.106 For these reasons, various 

aspects of distribution policy including, distribution objectives and 

strategies, channel interm ediary selection , channel contro l and 

assessment, are investigated in the questionnaire.
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4.8 Delphi Panel/Expert Selection

The definition of 'expert' proposed by Follett (1924)107 has been utilised 

in this study. According to this definition, an expert is not viewed in 

term s of credentials but rather in term s of experience - " ...th e

individual who knows more about the [reality] than anyone"  e lse .108

This concept of 'experience' expertise has been applied to Scheele's 

(1975) classification of Delphi panelists. According to Scheele, three 

kinds of panelists are necessary to create a successful Delphi exercise. 

They are: S ta k e h o ld e rs ; those who are or will be directly affected, 

Experts; those who have skills in clarifying, organising, synthesising, 

stimulating and A lternatives; those who can supply alternative global

views of the culture and society.109 The respondents participating in 

this Delphi study have been selected on the basis of their experience in 

each of these three areas.

Stakeholders: Representatives from small businesses

Experts: Representatives from academia

A lternatives: Representatives from support bodies (both

marketing and small business) and m arketing 

managers from large companies

The sample has been formed on a judgemental basis. W hile both time 

and cost constraints are a consideration, an effort has been m ade to 

include experts from each of the areas outlined above so as to attain a 

wide and varied outlook among the panel members. The diverse 

nature of the panelists' backgrounds ensures that a wide variety of 

original opinion and thought is included in the final results. By 

includ ing these three areas of exp ertise , the D elphi panel is 

representative of the target market for the resulting quality standard.
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Therefore, the "...nature o f the expert panel is derived from  the target

outcom e o f  the application  o f the D elphi technique."110 a condition 

proposed by Marchant (1988).

Representatives from the 'small company' section of the panel have 

been selected to conform  to the particular characteristics of the 

industrial classification sectors. This involves the segm entation of the 

overall industrial classification into three categories, namely; Food and 

D rink, M etals and Engineering and M iscellaneous. This sectoral 

breakdown has been developed through a series of indepth discussions 

with the specialist group, which focused on possible approaches to 

sectoral classification, and from an analysis of industry sector data in 

Ireland derived from  governm ent and com m ercial sources. The 

breakdown accords to a degree with that utilised by the Co-operation

North (1991)111 study.

Figure 4.5 below outlines the structure of the Delphi panel. This panel 

construction results in a sample size of 24. W ith one non respondent 

the total qualified sample or Delphi panel comprises 23 respondents.

4.9 Summary

The purpose of this summary is to draw together the main findings of 

the secondary research, depict their interrelationships and illustrate 

their impact on the scope and direction of the primary research design.

The overall objective of this study is to develop an appropriate 

fram ew ork w hich supports the design, operation , contro l and 

evaluation of marketing activities in sm aller firms. To achieve this 

objective, a literature review has been undertaken to :
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Figure 4.5 Construction of Delphi Panel

REPRESENTATIVE AREA COMPANY/BODY RESPONDENT

SUPPORT BODIES

Representing Small Firms:

Representing Marketing:

Representing Business:

ACADEMIA

The Small Firms Association 

The IDA

Marketing Centre for Small Business 

SFADCo

The Irish Management Institute

The Marketing Institute 

An Bord Traditala (Irish Trade Board) 

Irish Business and Employers' 

Confederation (IBEC)

University College Dublin 

Trinity College Dublin 

University College Cork 

University College Galway 

University of Ulster 

College of Marketing and Design

Terry Hobdell (Chairman)

Michael Feeney (Director Small Business Division)

Breege Hynes (Executive Administrator)

Jack Bourke (Group Director - Irish Industry)

Charles Carroll (Senior Spedalist in Marketing and 

Business Strategy)

John Fanning (Chairman)

Seamus Bannon (Manager - Planning and Policy Development) 

Matthew Moran (Director of Industrial Policy)

Dr. Mary Lambkin 

Dr. David Shipley 

Dr. Douglas Brownlie 

Prof. James Ward 

Dr. David Carson 

Ms. Kate Gallagher
SMALL AND LARCE COMPANIES

Five companies were chosen from each sector. Large international companies were selected on the basis of discussions with the group of marketing spetialists. 

The five companies induded in the sample were: Irish Distillers Ltd., R&A Bailey, Avonmore, Parc International and Guinness. Guinness declined to partidpate 

in the research. Five small companies were randomly selected from a composite listing of IDA supported small companies and Kompass. These smaller 

companies were engaged in: (i) food processing, (ii) toiletries manufacture, (iii) greeting cards manufacture, (iv) fencing manufacture, (v) vitamin manufacture.



(i) Portray the real life situation of small business in Ireland, their 

marketing deficiencies, and unique characteristics.

(ii) Identify relevant and appropriate marketing dimensions which 

contribute to small firm success.

(iii) Outline the application of quality to the marketing process and 

provide guidelines for the development of a quality standard 

fram ework.

C hap ters One and Two of the litera tu re  rev iew  p rov id e a 

com prehensive index of issues relevant to sm all firm  m arketing. 

F indings from  Chapter Three direct the focus of the research  

instrum ent and influence the design of the final M arketing Quality 

Standard (MQS) framework. From this literature review, a list of one 

hundred and fifty marketing factors has been developed for further 

exploration in the primary research.

Cognisant of the unique requirem ents of small enterprises and the 

objective of this study, the list of marketing factors has been reduced to 

a m ore m anageable eleven categories through discussion w ith the 

marketing specialists group. These eleven categories are presented to 

the D elphi panel for their assessm ent of the im portance, valid ity, 

desirability and feasibility of these categories to small firm marketing. 

This quantitative assessm ent provides hard data on the relative 

importance of each activitity. Quantitative assessment is seen as vital 

in ensuring that only the most significant and relevant activities are 

included in the final framework.

Panellists also assess the ability of sm all firm s to perform  these 

m arketing activities and identify realistic implementation possibilities. 

This qualitative phase of the research allows the panel to develop 

realistic procedures for perform ing these activities in a sm all firm  

situation. Their opinions form the basis for the detailed specifications 

of the final framework design.
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Based on the panel's responses, a preliminary fram ework is developed 

and circulated to all members. This ensures accurate reflection of the 

p an el's  responses and opinions, thereby ensuring v a lid ity  of 

interpretation. Responses from this round modify the final framework 

design so that it mirrors the real opinions of the expert panel. The 

sequencing of the research process is outlined in Figure 4.4. The results 

of the Delphi process are presented in Chapters Five and Six.
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CHAPTER 5

ANALYSIS OF ROUND ONE
FINDINGS



5.1 Administration of Survey

The research design employed in this study involved both primary and 

secondary research. System atic investigation and evaluation of all 

secondary sources of inform ation p ertain in g  to the econom ic 

environm ent, industrial policy, m arketing theory and m arketing 

practice in Ireland and in sm aller com panies, was undertaken. 

Particular emphasis was placed on exam ining literature focusing on 

the nature and functioning of small com panies, together w ith the 

problem s and constraints confronting them  and their m arketing 

practice. The findings of the secondary research inform ed both the 

design and implementation of the primary research investigations.

Prim ary research involved the execution of the Delphi m ethodology. 

Individual panel members of the selected Delphi panel were contacted 

initially by letter which explained the purpose of the research, outlined 

the procedure being undertaken and requested an appointm ent. 

Respondents were then contacted by telephone to arrange for an 

interview time and date. In all, twenty three research interviews with 

key top level administrators, managers and academics were secured. 

Interviews took between one and two hours to complete. The process 

of administering the survey by personal interview took place over the 

period April to July 1993. All interviews were audio recorded. Due to 

the semi structured nature of the research instrument, all respondents 

were probed in order to receive full and complete knowledge of every 

subject area. Confidentiality was guaranteed to all respondents.

5.2 Presentation of Findings

This study assessed the importance of selected marketing techniques 

and concepts to quality m arketing practice in sm all com panies. It 

investigated the opinion of the Delphi panel w ith regard to the 

desirability of having small companies introduce such techniques or
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concepts to their business. The validity and the feasibility of requesting 

smaller firms, given resource constraints, to im plem ent such activities 

was also examined.

Agreem ent with and the desirability, validity and feasibility of each 

technique was evaluated through quantitative Likert statem ents. 

M eans, medians, standard deviations, ranges, midranges, interquartile 

means and interquartile ranges were calculated for each of the scales for 

the Delphi panel as a whole and, where appropriate, broken down by 

each of the respondent groupings (academ ic, support bodies, large 

com panies and sm all com panies). W hile these statistics w ere 

com puted for every Likert scale in the questionnaire, they are 

incorporated into the following discussion only when they serve to 

illustrate convergence or divergence in responses, or illum inate 

probable reasons for consensus or lack of it.

The mean, median and interquartile mean were calculated as measures 

of central tendency. The mean gives an equal w eight to all inputs 

while both the median and the interquartile m ean de-em phasise the 

outliers or extrem e values. W hile results in Delphi studies rarely 

differ significantly with respect to mean, median or interquartile mean

differences,1 the median and interquartile mean have been selected as 

the m easures of central tendency. This m inim ises the risk  of 

presenting a distorted view of the data through the inclusion of 

extrem e values. Traditionally, the m edian has been taken as the

consensus value in Delphi studies.2

The range, m idrange, standard deviation and interquartile range are 

included as measures of dispersion indicating the amount of variation 

present in the data. The standard deviation and the interquartile range 

are the two m ost commonly referred to in this study. The standard 

deviation m easures the "...average scatter around the mean - that is
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how  larg er  observ a tion s flu c tu a te  above it and how  sm aller

observations d istr ibu te  below  it .”.3 The interquartile range is a 

m easure of non central location and represents an attem pt to 

circumvent the problem that the range and the standard deviation are 

affected by extreme scores. There is considerable concern in Delphi 

studies with extreme scores. It is often the case that one, or very few, 

m embers of the panel will evidence significantly different views and 

opinions on a subject than the majority. Their extreme observations 

serve to skew the data. W hile these extrem e opinions cannot be 

discounted or d isregarded, use of the in terqu artile  m ean and 

interquartile range allow for elimination of the bias they impose and 

examination of the dispersion and variability of the core group. The 

interquartile range is obtained by discarding the upper and lower 25% 

of the distribution and taking the range of what remains. As such, it is

the range of the middle 50% of the observations or total responses.4 

The interquartile range is, therefore, often taken as the consensus 

range, its size giving some indication of how w idely the responses

differ from  one another.5 Those scores that fall outside the range 

represent disagreem ent with the consensus view and m ust be noted 

and inquired into.

In conjunction with this quantitative aspect of the study, respondents 

were asked to express their own views as to how each of the areas 

should  be performed in smaller companies to ensure good m arketing 

practice. This exploratory side of the Delphi was undertaken utilising 

the supplementary probe section of the semi structured questionnaire 

and was, for the most part, analysed qualitatively. How ever, where 

listings were requested from respondents or where the same question 

was posed to all m embers of the panel a quantitative m easure of 

responses was recorded.
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5.3 Planning

The first section of the questionnaire addressed business planning and 

its im portance in ensuring direction for small companies. It further 

investigated respondents' opinions as to the ability of small companies 

to im plem ent formal planning methods, involving docum entation of 

objectives and goals, analysis, strategy development and feedback and 

control mechanisms. Respondents were requested to express their own 

views as to how planning should occur in smaller firms.

The m ajority  of respondents exp ressed  agreem en t w ith  the 

introductory statem ent "A business plan is essential for the sm all 

com pany to ensure direction in the m arketplace" Consensus was 

strong that planning is essential, w ith a standard deviation of .73 

around the m ean, an interquartile range of 1 and only three 

respondents falling outside the interquartile range. During interviews 

it w as established that those respondents d isagreeing w ith  the 

statement felt that planning may be important but was not essential in 

ensuring direction for the smaller firm.

Measures of validity, desirability and feasibility indicate that there was 

general accord on the desirability of having planning structures in 

place in a sm all company. Only one response fell outside the 

interquartile range, Lower Quartile (Q l)= l; Upper Q uartile (Qu)=2. 

However, the Delphi panel were less sure of the validity or fairness of 

expecting sm all companies to im plem ent planning processes, Q l= l; 

Qu=2: four responses outside the interquartile range. The feasibility of 

such a course of action was also called into question, Ql=2; Qu=3: eight 

responses outside the interquartile range, Figure 5.1.

150



Figure 5.1 Validity, Desirability and Feasibility of Planning for 
Small Companies.

I  Validity  

^  Desirability  

1 !  Feasibility

1 2  3 4

W h ere: 1= Extremely: Valid/Desirable/Feasible
2= Valid/Desirable/Feasible
3= Neither/Nor
4= Invalid /Undesirable /Unfeasible

Analysis of the qualitative interviews gave some insight as to why 

form al planning methods may be invalid or unfeasible for sm aller 

companies. All respondents acknowledged the importance of planning 

as a process "...which enforces a rigour o f thinking about the com pany ; 

w here it is going , the custom er base, the human resources at hand, 

w hat the ow ner m anager w ants to get from  it", Marketing Academic. 

However, there were some who indicated that plans "..which are, in 

most cases, drawn up for banks or grant aw arding bodies, by external 

professionals and which em phasise things like market share objectives  

or strategic directions are irrelevant", Executive - Support Body. It was felt 

that plans of this nature, which follow a "...very form al process are not 

appropriate fo r  sm aller firm s" , mainly because they "...have no bearing  

or sim ilarity with the way he [owner m anager] does business. There is 

a huge dichotom y between form al planning and what an entrepreneur  

really does" , Marketing Academic.
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The distribution of responses across the Delphi panel was analysed to 

compare results between the different member groupings,Tables 5.1-5.3.

Table 5.1 Desirability of Business Planning for Small Companies 
By Respondent Group.

Group Frequency Distribution of Responses

Extremely Desirable Neither

Desirable Nor N

Academia 3 2 1 6

Support Bodies 6 2 8

Small Companies 3 2 5

Large Companies 4 4
All Respondents 12 10 1 23

Mean 1.5
Standard Deviation .59
Median 1
Interquartile Range 1 Ql=l ; Qu=2 1 response out

Table 5.2

Group

Validity of Business Planning for Small Companies By 
Respondent Group.

Frequency Distribution of Responses (Validity)

Extremely Valid Neither Invalid

Valid Nor N

Academia 1 4 1 6

Support Bodies 4 2 2 8

Small Companies 1 3 1 5

Large Companies 4 4

All Respondents 6 13 3 1 23

Mean
Standard Deviation 
Median
Interquartile Range

1.96
.767
2
1 Ql=l;Qu=2 4 responses outside range



Table 5.3 Feasibility of Business Planning for Small Companies By 
Respondent Group.

Group Frequency Distribution of Responses (Feasibility)
Extremely

Feasible

Academia 

Support Bodies 

Small Companies 

Large Companies 

All Respondents

Mean
Standard Deviation 

Median
Interquartile Range

1

2

Feasible

2

3

2

2

Neither

Nor

2

2

1

1

Unfeasible

1

1

2

N

6

8

5

4

23

2.13
.815
2
1 Ql=2;Qu=3 8 responses outside range

E xam ining cum ulative sum m aries of each resp ond ent groups' 

evaluation of the feasibility , desirability and valid ity of business 

planning for small companies provides an insight into how differing 

opinions may be mediated by experience or background, Figure 5.2.

It is interesting to note that representatives from larger companies, as a 

group, are more convinced of the desirability, feasibility and validity of 

business planning in smaller firms. Small company owner managers, 

while aware of the desirability of planning, are less certain of the 

feasibility of implementing such processes "A rigid structure cannot be 

im posed on m e; it m akes no sen se to me and w ould s tifle  the 

business" , Owner Manager - Small Business. Both academics and support 

body representatives em phasise the valid ity and d esirab ility  of 

planning m ethods but question, to an extent, the feasibility of their 

execution.
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Figure 5.2 Consensus Value on Desirability/Validity/Feasibility of
Business Planning by Respondent Group.

The qualitative probe section, accompanying this question, sought to 

elicit respondents' opinions as to how planning could best be carried 

out in small firms. Analysis of interviews indicated a high degree of 

convergence in views. A formal structured written plan was felt to be 

unnecessary but there was a need for "...some sum m ary o f  its [ th e  

company's] dominant logic, the basic direction it wants to go in. Some 

sort o f strategic agenda that is regularly discussed by m anagem ent, even 

i f  it is not form ally docum ented, so that strategic m anagem ent issues 

get addressed ", Executive - Support Body.

Further probing to determine what consideration of those strategic 

issues should include resulted in the compilation of a list of themes, 

drawn from  all respondents answers, which should be addressed by 

sm all com panies. The list includes: Consideration of the ow ner's 

personal objectives, the m arket in which the company operates, what 

the company is trying to do, how the company is going to be successful, 

the com petitors in the m arket, the possible risks involved, internal 

resources (finance, expertise, manpower) and the potential return on 

investment.
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A ll respondents felt that the sm all com pany should be setting 

objectives for the immediate year which are based on what it needs to 

achieve, however that might be expressed. In other words, it is not 

im portant to set "...specific market share or sales objectives, instead you 

should look at increasing sales to a particu lar custom er, or type o f 

custom er, or to a particular region. Objectives like that are much more 

realistic and a sm all business owner can understand and relate to 

t h e m " ,  Owner Manager - Small Business. There was strong divergence of 

opinion when it came to planning for the future. M anagers in larger 

com panies tended to believe that a long term view  was "essential" 

w hereas, sm all business owners them selves, some academ ics and 

support body representatives, felt that a long term  view  was 

"unrealistic".

Perhaps the most interesting view point on m aintaining short term 

horizons came from an owner manager of a small business. "You need 

to have an overall long term view  but it shou ld be an idea or 

aspiration. There is a great danger in too much planning, looking too 

far ahead and based on that trying to do too much too soon to reach a 

long term goal. The present year is the only one that is realistic, that 

you can say or do anything about. Things change too quickly to be 

trying to do things today which might or might not have an im pact on 

som ething you hope to achieve fiv e  years down the road."

All respondents agreed that plans, whether formal or inform al, should 

be discussed and evaluated regularly to ensure they still 'fit' with 

present situations or conditions. Form al assessm ent of a plan's 

effectiveness was considered, in general, to be beyond the capabilities of 

a small company. A review of success, usually subjective, at the end of 

the planning year was suggested by twenty (87%) respondents. It was 

felt that this review should take into account the meeting of goals or 

objectives, sales and profit data and feedback from customers.
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A summary of respondents' comments on this section was com piled 

for inclusion in the second round synopsis report. This report is 

included in Appendix E.

5.4 M arketing Orientation/Management Structure

The importance of a consistent market oriented culture within a small 

company was recognised by all respondents, Table 5.4.

Table 5.4 Importance of M arket Orientation.

Number of %
Respondents

Strongly Agree 14 61%

Agree 9 39%

All Respondents 23 100%
Mean
Standard Deviation 
Median
Interquartile Range

1.39
.498
1
1 Ql=l;Qu=2 o responses outside range

M any respondents indicated in the personal interviews that a m arket 

orientation is often "...what distinguishes sm all com panies from  large, 

they have an ethos o f personal service and satisfying the custom er, that 

is how they su rv iv e”, Manager - Large Company. It was generally felt that 

smaller companies need not be as concerned with introducing a market 

oriented culture as large com panies "...which have, in many cases, 

becom e rem ote from  the m a rk e t”, Executive - Support Body. In other 

words, a market orientation is very often im plicit in a small company 

structure. When pressed, the panel agreed that a m arket orientation 

could only be introduced through the leadership and example of the 

owner manager. "If he/she ensures that everything undertaken by the 

com pany is considered in the light o f its effect on custom ers, then



employees will follow", Manager - Large Company.

There was full consensus among the panel with regard to the need for 

a separate marketing department. While it was felt that a person with 

responsibility for marketing was needed, the idea of a department was 

considered "...a luxury for small companies", Manager - Large Company, 

and "...a bit naive", Executive - Support Body. M arketing should be 

co n sid ered  p art of every  em ployees' jo b  d escrip tio n . A 

departm entalised management structure, in general, was considered 

unnecessary. However, all respondents stressed the need for clear 

division of responsibilities so that no one function would be neglected.

Respondents' opinions on regular review of m anagem ent structure in 

small companies was evaluated, Table 5.5.

Table 5.5 Frequency Distribution of Responses to Review of 

Management Structure Across Scales.

Frequency Distribution of Responses

1 2 3 4 5 N X Q1 Qu Qr

Agreement 5 8 4 6 • 23 2.04 1 3 3

V a lid ity 5 14 3 1 - 23 2.08 2 2 8

D esirability 5 15 2 1 - 23 2 2 2 9

F easib ility 4 15 3 1 - 23 2.13 2 2 9

W here: 1= Strongly Agree/ Extremely: Valid/Desirable/Feasible
2= Agree/Valid/Desirable/Feasible 
3= Neither/Nor
4= Disagree / Invalid /Undesirable /Unfeasible
5= Strongly Disagree/ Extremely: Invalid/Undesirable/
Unfeasible
N= Total Number of Responses 
X= Mean
Ql= Lower Quartile; Qu= Upper Quartile; Qr= Number of 
Responses outside the Interquartile Range
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As can be seen from Table 5.5 there was a degree of divergence in 

responses among the panel. It would appear, from the distribution of 

responses and calculation of interquartile ranges, that the greatest 

degree of variability in responses occurs on the agreem ent scale 

(interquartile range of 2). While the other scales evidence opposing 

extremes of opinion, the agreement scale displays a significant lack of 

consensus within the core grouping (as measured by the interquartile 

range). It would seem that while members of the Delphi panel believe 

that a regular organisation review is valid, desirable and feasible for 

sm all com panies they do not necessarily agree that one should be 

undertaken.

Q ualitative analysis of the personal interview s explains this belief. 

W hile it is im portant that a small company "...reviews its structure, it 

shouldn't be done say every six months, that gives you no real insight 

and is tim e consum ing.", Manager - Large Company. Rather the review 

should be "...continuous, as the organisation itself grows and evolves" , 

Executive - Support Body. A small company owner manager "...is not going  

to be willing, in many cases, to let go o f the reins until he fee ls  that it 

has got too big to handle on his own. He will only realise that as the 

com pany grow s, fo r  that reason a regu lar rev iew  w ould prove  

pointless. It w on't fo rce  him to change the structure until he feels  

necessary", M arketing Academic.

Respondents were asked to develop a review method which would be 

suitable for small companies. The overriding factor which em erged 

from  analysis was reference to the customer and the suitability of 

current structures to the custom er base. "If the custom er is not 

receiving a particular level o f service then the structure has to change. 

A lso if I, as m anager, or my partner, feel that w e d o n ’t have enough  

inform ation to w ork w ith, that there is m ore w e could be doing, that 

the com pany shou ld  be fu rther  ahead, then w e w ould look at the 

whole structure and see if  there is a need for  more help.", Owner M anager -
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Small Business. The panel also emphasised the im portance of outside 

help to ensure that a review is as objective and impartial as possible.

A summary of respondents' comments on this section was com piled 

for inclusion in the second round synopsis report. This report is 

included in Appendix E.

5.5 Market Information/Research

The im portance of m arket research, in relation to m anagem ent 

decision making, to quality marketing practice in small companies was 

assessed in this section. Furthermore, panel members were asked to 

consider the role of m arket research in, and the m ajor inform ation 

needs of, sm aller com panies. The m ost reasonable sources of 

information, in terms of cost and time, were also sought.

The m ajority of respondents considered that m arket research was 

im portant for management decision making, Figure 5.3

Figure 5.3 Importance of Market Research to Decision Making.

I  Strongly Agree 

@  Agree 

0  N either/N or 

EU Disagree

No. 1 5 
of
Respon­
dents 1 0
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Those members of the panel who disagreed or held no real opinion 

took issue w ith the idea that m arket research was im portant for 

successful decision making. It was pointed out that, in m any cases, 

sm all business owner managers "...take decisions first, they know what 

they need to do at a strategic level and then they use market research to 

validate those decisions or back them up. There are so many variables 

that organisations can't rely on such an inaccurate, im perfect process as 

m arket research to take their decisions. They have to know what the 

preferred  options are and then use m arket research  to m ake the 

selection  between the options.", Marketing Academic. This was a theme 

which was reiterated by many panel members including those who 

agreed with the initial statement. "Research is important, but fo r  a 

small company you tend to rely on experience and instinct and having  

a gut feeling about a thing and then having that backed up with figures. 

It's like research a fter the fact. I f  you start doing form al m arket 

research in a very sm all company you end up paralysed. Som etim es 

market research can make you too aware o f all that can go w rong and 

you loose the edge, the drive, because there are too many con flicting  

op in ion s . It's a com bination o f having su fficien t judgem ent as to 

w hether it's the right thing to do at all or spend ages doing m arket 

research to fin d  out whether the thing is right or wrong. You have to 

get the basic information right to make a judgem ent but you should get 

those basic sums done very quickly and then make a decision. M arket 

grow th , m argins, volum e all o f that w ill tell you w hether it's  

w orthw hile or not. A fter that i t ’s a m atter o f ju d gem en t" , O w ner 

Manager - Small Business.

Considering the role of m arket research in sm aller com panies the 

panel indicated that essentially, it should be concerned with assessing 

the com pany's perform ance in identifying and satisfying custom er 

needs and, at a broader level, awareness of the current environment.

A list of the inform ation needs of small com panies was developed
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through qualitative analysis of the personal interviews. Data on the 

m arket (size, growth, competitors, company position, relative prices 

and costs and trade information), qualitative inform ation (customer 

profiles and motivations), and an internal analysis (effectiveness and 

efficiency of procedures in operation, com petency of personnel 

employed, financial data) were all considered essential.

The im portance of having form al structures in place in a sm all 

company for gathering market inform ation was perused. There was 

general consensus on all four scales indicating that respondents 

believed that there was a need for some inform ation system in a small 

company and also that it was reasonable and feasible to expect smaller 

firms to introduce such a system, Table 5.6.

Table 5.6 Consensus Values for Market Information Systems Across 

All Scales.

Number of 

Respondents % Median

Interquartile

Range

Strongly Agree/Agree 21 91% 2 0

Extremely Valid/Valid 20 86% 2 0

Extremely Desirable/

Desirable 21 91% 2 0

Extremely Feasible/

Feasible 18 78% 2 0

Respondents were probed to determ ine the exact form  w hich this 

system should take. Emphasis was placed on the informal nature of 

such a system  "I'm not talking about soph isticated  m anagem ent 

inform ation system s. An inform al process o f continuous evaluation  

o f any inform ation the com pany receives and inform ation w hich it 

actively  seeks.", M anager - Large Company. "It should be a continuous  

exercise w hich involves everyone in the organisation. Every em ployee
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should be encouraged to report to the owner m anager everything that 

they see or hear about the product and the company.", Executive - Support 

B od y . "There is no need for a form al system - it's beyond the capacity o f 

a small firm . What should be in place is a system  to ensure that 

inform ation com ing from  any source is docum ented. A system  w hich  

means the ow ner manager has to look analytically  and rigorously at 

the business on a regular basis because the information is there staring  

at him .”, M arketing Academic.

A manager of a large company suggested that market research "...is an 

essential but non urgent activity for many small com panies and in the 

nature o f things, essential but non urgent activities tend not to get 

done as well as they might. I think a system to ensure that it does get

done is useful. It may just be agreeing at the outset w ith say the

accountant that he will make it his business at every m onthly m eeting, 

or whatever, to say to the proprietor "what have you found out about 

the m arket this month?" It is a good discipline fo r  the owner to have

som ebody there to ask those kind o f questions." It would seem that the

Delphi panel view a market information system for sm all com panies 

m ore in term s of a method w hich ensures that in form ation  is 

continuously collected and evaluated than a form al, sophisticated 

process.

The panel also was asked to propose reasonable sources of inform ation 

for sm all com panies. N etw orking and personal con tact w ere 

mentioned as vital sources of information by all respondents. The best 

quality inform ation is gathered "...from listening and asking. That is 

all that is required, go  out and talk to custom ers, to suppliers, to the 

trade and anyone who knows anything about your business.", Executive - 

Support Body. "You don't need all these form al m arket research surveys; 

you know your custom ers, you have friends in the area and you have 

to deal w ith suppliers so why not use these contacts. These are the 

people w ho really know  what is required o f the business so talk to
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them. It really is that simple.'', Owner Manager - Small Business.

Fifteen members of the panel (65%) felt that small companies do not 

m ake enough use of published sources of in form ation  (CSO , 

G overnm ent publications, An Bord Trachtala, U niversities etc.). 

However, it was acknowledged that there is a cost in terms of the time 

"...associated w ith both finding that information and transform ing it so 

that it is useful. M any small company owner managers don't have the 

kn ow ledge or expertise  necessary to u n dertake that search  and  

transform ation  process" , Executive - Support Body. Attendance at trade 

shows and continuous review of general and trade press also rated 

highly as practical information sources (13 respondents or 56% of the 

panel). The im portance of internal sources such as sales and profit 

d a ta , c u s to m e r  l is t s ,  sa le s  r e p o r t  fo rm s , c u s to m e r  

satisfaction/complaint forms and enquiry records was stressed. These 

sources should be used to analyse profitability, contributions, margins 

and customer satisfaction.

Respondents indicated that com petitors can be m onitored through 

obtaining brochures and price lists and talking to custom ers and the 

trade.

The panel also drew  attention to the im portance of the ow ner 

manager's participation in any market research process. " They may 

not have the socia l skills and analytical skills  o f a good  m arket 

researcher, but they know their business and they need in form ation  

that is relevant to the way that business is going. They have to be 

in v o lv ed  in the m arket research  p ro c e s s" , M arketing  A cadem ic. 

"Inform ation is no good to me unless I  know w here it com es from , 

how som ething was said, how the answer was interpreted and th a t’s 

why I  get involved, I  don't get the subtlety o f  the inform ation unless 

I'm involved in the process", Owner Manager - Small Business.
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A summary of respondents' comments on this section was com piled 

for inclusion in the second round synopsis report. This report is 

included in Appendix E.

5.6 Customer Satisfaction/Assurance Policies

Section four of the questionnaire investigated customer assurance and 

custom er satisfaction policies. Respondents were asked to develop 

procedures for identifying (i) needs and expectations of customers and

(ii) success in satisfying the needs and expectations of customers, which 

would be suitable for use in small companies. The panel m em bers 

were also requested to consider the role of after sales service and 

customer complaint systems in smaller firms.

As could be expected, all respondents agreed that a small company 

should be constantly aware of its customers needs, wants and special 

requirements, Figure 5.4.

Figure 5.4 Awareness of Customer Needs Wants and Special 

Requirements.

I  Strongly Agree 6 5 .2 %
E3 Agree 3 4 .8 %

W hen asked to develop procedures which would enable a sm all 

com pany to keep abreast of custom ers' changing requirem ents, 

eighteen respondents (approxim ately 78%) drew attention to the
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relevance of relationship marketing to this area. These respondents 

fe lt that build ing a relationship w ith custom ers (w hether trade 

customers or end users) is vital. To this end, it was suggested that "...a 

person , m aybe the ow ner m anger, is respon sib le  fo r  ta lk in g  to 

custom ers on both a form al and in form al basis. Telephone key  

custom ers every so often, chat to them over a drink. M any good ideas 

have com e from  that. Find out w hat makes them happy and w hat 

makes them unhappy fu ll stop.", Manager -Large Company. "If you go into 

a m eeting w ith a customer you have a chance to talk to him, so all it 

means is that you have a fairly  enlightened approach to saying we will 

use the opportunity to talk to them, to build a relationship, not just to 

make im m ediate sales now but to fin d  out a few  things about this 

customer and how he sees us", M arketing Academic.

It also involves good management of sales and salespeople. "If you 

have fiv e  or ten or even thirty key customers then you have to manage 

them very carefully. That involves keeping in close contact w ith them  

on the basis o f deliveries, prices, costs, com petitor offerings. That in 

itself means that you have to go out and ask them how you are doing  

on the things that are important to them, how can you im prove. It's  

the day in day out responsibility  o f good sales p eop le" , M arketing  

Academic.

Respondents also suggested that trade show s, both in a sm all 

company's own industry and in key customers' sectors, informal group 

discussions with customers, and maintaining an awareness of trends in 

other countries are realistic sources of inform ation for use in sm all 

com panies.

In addition to assessing methods for smaller firms to use in identifying 

custom er requirem ents, the Delphi panel was invited to propose 

techniques for small companies to use in evaluating an organisation's 

ability to m eet those needs successfully. Fourteen members or 61% of

165



the panel strongly agreed and seven members or 31% agreed that small 

companies should carry out an internal assessment. 4% (1 member) of 

the sample neither agreed nor disagreed and 4% disagreed with the 

statem ent. Figure 5.5 illustrates the responses to questions on the 

validity desirability and feasibility of requiring such assessm ent in 

small companies.

Figure 5.5 Validity, Desirability and Feasibility of Internal 

Assessm ent in  Sm all Companies.

W here: 1= Extremely: Valid/Desirable/Feasible
2= Valid/Desirable/Feasible 
3= Neither/Nor
4= Invalid /Undesirable / Unfeasible

As Figure 5.5 illustrates, the m ajority of respondents are in general 

agreement on both the validity and desirability of internal assessm ent 

proced ures for sm all com panies. H ow ever, the feasib ility  of 

im plem enting such processes in sm aller companies was called into 

question by some members of the panel (three respondents or 13% 

indicating that such procedures were unfeasible and four respondents 

or 17% having no real opinion as to their feasibility). Further

166



assessment of the feasibility scale indicates that those respondents who 

question the feasibility of such techniques are m ainly from  the small 

firm sector, Table 5.7

A nalysis o f the personal interview s highlighted  the problem s 

respondents saw with the im plem entation of internal assessm ent 

techniques in small companies. " There is no way w e could have a 

system atic , form al procedu re here, w e don't have the tim e, the 

personnel or the knowhow. We would have to call in a professional 

and that costs money. T hat’s not to say that we don't look at the 

com pany in light of what our custom ers say. I f  they have a problem  

with som e aspect o f the company then we review that and see if it can 

be changed. But I  see that as largely informal, a way o f doing business, 

not a m ajor process.", Owner M anager- Small Business. It would seem that 

the introduction of formal procedures is considered unfeasible by these 

respondents, but they do realise the necessity of being aware of a 

company's performance in meeting customer requirements.

Table 5.7 Feasibility of Internal Assessment Procedures By 

Respondent Group.

Group Frequency Distribution of Responses (Feasibility)

Extremely

Feasible

Academia 

Support Bodies 

Small Companies 

Large Companies 

All Respondents

Mean
Standard Deviation 
Median
Interquartile Range

Feasible

4

5 

1

3

13

Neither

Nor

2
1

Unfeasible

N

6

8

5

4

23

2.13
.69
2
1 Ql=2;Qu=3 6 responses outside range
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The problem of identifying suitable procedures for internal assessment 

was addressed by the panel and resulted in the following techniques 

being suggested. "Look at the com pany in term s o f  the separate  

fu n ction s  carr ied  out (fin an ce , p rod u ction , s e llin g /m a rk e t in g ,  

adm inistration, quality etc.) or in terms o f the distinct stages involved 

in generating and distributing the product. That can be done quite 

easily  even if no departm entalised structure exists. There are still 

people who work in defined areas. Try to see i f  each stage is meeting  

the n eeds o f  cu stom ers ", M arketing Academic. "Id en tify  w ho is 

responsible fo r  each function , are they qualified to take responsibility  

for that area or do they need more training? H ow much time is spent 

organising that function, is it time well spent? Is that function critical, 

both to the custom er and the com pany? H ow  does the way the 

company is currently run affect the efficiency o f that function? What is 

the custom er's perception o f  the efficiency and effectiven ess o f  that 

function? Can that perception be improved?", M anager- Large Company. 

"Com plaints and queries are vital sources o f in form ation about the 

com pany's perform ance. All inform ation and feed back  com ing from  

consum ers should be used to assess the com pany's ab ility  to m eet 

custom er n eed s" , Executive - Support Body. "One method is to track a 

specific order through the organisation on a regular basis and evaluate 

the processing, delivery, custom er service, quality etc. from  a custom ers 

viewpoint. Stand to one side and ask yourself how happy you would  

be as a customer.", Owner Manager - Small Company.

The importance of providing after sales service was em phasised by the 

m ajority of respondents. Equally, respondents felt that it was both 

desirable and valid to provide such service. All respondents were 

agreed on the necessity of ensuring customer satisfaction and the role 

which after sales service or customer service has to play in it. After 

sales service was also seen as a valuable source of feedback and 

inform ation on product adaptation or new product developm ent ideas. 

"After sales service reassures custom ers about com pany and product
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quality  and provides a check on the quality o f in ternal system s.", 

M anager - Large Company. While no member of the panel indicated that it 

is unfeasible to expect an after sales service program m e in sm all 

companies, a number were undecided, opting for the "neither feasible 

nor unfeasible" category, Figure 5.6.

Figure 5.6 Rating of Customer Service Across Scales.

W h ere: 1= Strongly Agree/Extremely: Valid/Desirable/Feasible
2= Agree / V alid / Desirable/ Feasible 
3= Neither/Nor

Again, the problem which some respondents had with the feasibility of 

after sales service systems in small companies centred on the degree of 

form ality or structure associated with their implementation. "I think 

there is a need for  guidelines as to how after sales service is provided, 

but not a detailed rigid structure, that won't w ork in a sm all company  

w here there are no form al divisions in place to begin with. Guidelines 

or a general plan yes!", Executive - Support Body.

It was also pointed out by a number of respondents that for m any small 

com panies, especially in m anufacturing, there were 'key' custom ers
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w ith w hom  relationships had been form ed. In that con text, 

developing a system for after sales service was "...irrelevant because if 

you are in a relationship with say Quinnsworth, you know you have to 

keep that central to your strategic plan. It's central to the developm ent 

o f your business, this is your life line. Q uinnsworth is the m other 

providing you with the cash. You are tied to these people and you will 

give them what they want, within reason. So there really is no form al 

laid down policy fo r  after sales service, it's a continuous relationship. 

What you do is unique to each relationship.", M arketing Academ ic.

After sales service then, was viewed by the m ajority of the Delphi 

panel as an im portant element in providing custom er satisfaction and 

m aintaining a continuous relationship with custom ers. As such, it 

was difficult to gain agreement on the level of after sales service which 

should be provided. The resources given over to custom er care will 

vary from  relationship to relationship or custom er to custom er. 

However, guidelines which could be referred to include; the industry 

norm, the amount of repeat purchase, the importance of the custom er 

to the company and the importance of the product to the customer.

Finally, respondents were questioned on the relevance of custom er 

com plaint systems to quality marketing practice in small firms. The 

m ajority  of respondents rated highly the im portance, valid ity , 

desirability and feasibility of procedures for dealing w ith custom er 

complaints in small enterprises, Figure 5.7.

W hen probed for the reasoning behind their support of custom er 

com plaint system s, respondents pointed to the need for a form al 

process to ensure that every complaint is followed through quickly and 

efficiently, that goodwill is restored, that a record of com plaints and 

complainant is maintained and that feedback arising from  com plaints 

is reviewed.
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Figure 5.7 Rating of Customer Complaint System Across Scales.

W here: 1= Strongly Agree/Extremely: Valid/Desirable/Feasible
2= Agree / V alid / Desirable / Feasible 
3= Neither/Nor

The panel was questioned further to elicit the structure w hich a 

custom er com plaints system should take in a sm all com pany. The 

follow ing quotes from  the m anager of a large com pany, a sm all 

business owner manager and a marketing academic are typical of the 

suggestions received from the panel. "A form al system  is essential but 

it doesn 't have to be extrem ely  sophisticated . A record o f the 

com plain t, the person  com plain ing, the em ployee d ea lin g  w ith the 

com plaint and a fo llow  through is all that's r equ ired" , M anager - Large 

B u s i n e s s .  "Response tim e and the approach w hich is taken to a 

com plaint can turn it into a benefit. We have a form al com plaint 

reporting system in operation here, but it's sim ple enough. It provides 

data on the nature o f the com plaint, who com plained, w ho dealt with  

it, how  it was m anaged, the tim e taken and any com m ents and  

recom m endations com ing from  that, either from  the custom er or the 

em ployee who handled the situation. I  also insist that a ll com plaints 

are brought to my attention. A system o f that sort isn't impossible fo r  a 

sm all com pany and it can be designed around the particular product or
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w hatever" , Owner Manager - Small Business. "Having docu m en tation  is 

im portant so that there are records to prevent com plaints gettin g  lost 

in the system . So you know what the com plaint is, when it w as 

received how long it took to deal with i t ”, M arketing Academ ic.

W hat should be offered to custom ers who com plain w as, in the 

opinion of the Delphi panel, dependent upon the product and the 

gravity of the complaint. There was a general consensus, however, 

that customers should be informed of how the problem  occurred and 

reassured that systems are in place which will prevent the problem 

recurring. Goodwill should be restored by replacing or repairing the 

product and covering any costs incurred by the consumer.

The D elphi panel also highlighted the im portance of custom er 

com plaints as a source of inform ation about product and company 

performance. For this reason, it was suggested that the system in place 

be used to monitor and track complaints. "If a trend emerges or if there 

is an increase in the level o f com plaints then a com pany w ill have to 

look seriously at product improvement.'', Marketing Academic. "In terms 

o f  evalu ating  perform ance, I think sm all com panies shou ld  have a 

standard fo r  com plaint levels which they consider acceptable and if 

com plain ts go over that gu iding mark, then the produ ct and the 

company will have to be reviewed", Executive - Support Body.

A sum m ary of respondents' comments on this section was com piled 

for inclusion in the second round synopsis report. This report is 

included in Appendix E.

5.7 Training

The importance of qualified staff, especially in the m arketing function, 

was discussed with the Delphi panel. All but one of the m em bers 

agreed that it was essential to ensure that em ployees are properly
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qualified to undertake any role or function to which they are assigned, 

Figure 5.8.

Figure 5.8 Importance of Ensuring That Employees are Q ualified to 

Undertake Roles to W hich They are Assigned.

I  Strongly Agree 4 8 .0 %
E3 Agree 4 8 .0 %
I  Disagree 4 .0 %

Respondents also agreed that m anagement should be com m itted to 

training of staff, Figure 5.9, and emphasised the validity and desirability 

of encouraging such a commitment in small companies.

Figure 5.9 M anagem ent Commitment to Training of Staff.
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I  Strongly Agree 3 9 .0 %
E3 Agree 5 3 .0 %
H  N either/N or 4 .0 %
□  Disagree 4 .0 %

The feasibility of introducing an awareness of training needs and a 

program m e for addressing these needs in sm all com panies was 

debated, how ever, as Figure 5.10, and the follow ing com m ents
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illustrate.

Figure 5.10 Feasibility of Management Commitment to
Training of Staff.

Respon
I  Feasible 

^  N e ith e r/N o r  

®  Unfeasible

"In an ideal world you should be constantly assessing training needs, 

but it's open to bias depending on the M .D's background. He may well 

be m ore aw are o f and concerned with problem s in his own area o f 

expertise. He may not understand the needs in other areas" , Marketing 

A cad em ic. "I think to really see the training gaps (you know w here you 

are yourself), it takes somebody to say 'well this is w here you ought to 

be.' Until you are confronted with some sort o f m irror it is im possible 

to fe e l d issatisfied . People don't want to change until they fee l  

dissatisfied. The problem  is that small business ow ner m anagers are 

isolated. They aren't taking stock o f them selves against peers and so 

they don't see what they could be doing with proper train ing", Executive 

- Support Body. And on a more practical level, "It's lovely in theory to 

say that I  should be ensuring that all my staff are well trained and that I  

should be com m itted to their further training. But first o f all I  can't 

afford to subsidise courses fo r  them and secondly I  can't afford to have 

them missing, or m yself fo r  that matter. The guy in there working the 

m achine, he could im prove h im self and help the com pany i f  he went
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on one o f these quality courses. But if he goes fo r  a day, production on 

that machine comes to a standstill. H e's the only one here who knows 

how to operate that machine properly", Owner Manager - Small Business.

The majority of respondents (seventeen members or 74% of the panel) 

felt that the only reasonable method of assessing training needs in 

sm all com panies involved identifying and m eeting the ow ner 

manager's training needs firstly. This would ensure that he/she is free 

from bias in assessing the training needs of the company as a whole. In 

m ost cases training takes place in smaller firms only when knowledge 

gaps become obvious or serious and when "...the ow ner m anager no 

longer feels threatened in a particular area" , M arketing Academic. It was 

felt by the panel that an outside independent source is needed to 

establish the training needs that exist.

Addressing marketing in particular, respondents felt that a business or 

m anagem ent qualification rather than a pure m arketing qualification 

was most important. Experience was also em phasised "...because the 

sm all business manager will not have the time to devote to breaking in 

or giving a practical foundation to som eone", Executive - Support Body. 

W hile the n ecessity  of having a th eo retica l know led ge and 

appreciation of marketing techniques and concepts was acknowledged 

by the panel m em bers, experience, personality and intuition were 

consistently m entioned by the panel as essential qualifications for a 

marketing person in a small business.

The subjects w hich were considered useful in m anagem ent or 

m arketing training w ere sales m anagem ent, research , p lanning , 

fo re ca s tin g , p ro m o tio n , consu m er b eh a v io u r, s ta tis t ic s  and 

com m unications. M any members of the D elphi panel voluntarily 

critic ised  m any of the m anagem ent and m ark etin g  train in g  

programmes currently in operation. A summary of their comments is 

given in Appendix D.
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A summary of respondents' comments on this section was com piled 

for inclusion in the second round synopsis report. This report is 

included in Appendix E.

5.8 Segm entation Practice

The questionnaire drew respondents' attention to the nature of the 

segm entation  process in sm all firm s, ie. a com pany m aking 

distinctions betw een different custom er or product groups which 

m ight imply alteration in the marketing approach for those groups. 

There was broad agreement among respondents (eight members of the 

panel or 35% strongly agreeing and ten members or 43% agreeing) that 

small firms should be familiar with the segm entation concept. Five 

respondents selected the "neither agree nor disagree" category. These 

respondents reasoned their selection by questioning the feasibility of 

expecting a formal approach to segmentation in small companies. "It is 

not realistic  to expect a form al approach to segm entation . Sm all 

companies are always going to sell to whoever wants to buy. I  fee l that 

sm all com panies tend to fa ll into niches rather than develop  them .", 

Marketing Academic. "To segment a m arket down into w ater tight little  

boxes is next to nigh impossible. Small com panies need to have an idea 

o f where they are going to go, and who they are going to com pete with. 

They could just waste an awful lot o f time trying to segm ent a m arket 

in a very structured or form al way.", Manager -Large Company. "I'm not 

sure, in actual fa ct it's larger companies that tend to go fo r  segm ents, 

sm aller com panies tend to go fo r  everything. Big com panies, because  

they have more inform ation on the market can see the segm ents. It 

m ay w ell be im possib le fo r  sm all com pan ies to do it w ell or 

su ccess fu lly  becau se they ju st don 't have the in form ation  and  

resources.", Executive - Support Body. "I have identified, although not in a 

form al way, the type o f customer I  can deal with on the basis o f  product 

requirem ents, price, range and service. But that doesn't mean I'll turn 

down business, or not bid fo r  business, from  som eone who doesn't f it
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that profile. So long as I  can do business profitably then I'll go  with 

anyone.", Owner Manager • Small Business.

It m ight then be said that segm entation , accord ing to these 

respondents, is a useful concept for smaller companies, but it m ay not 

be realistic to expect small firms to implement segmentation practices 

in a formalised manner or to adhere too closely to segments they may 

have identified.

The benefits of segmentation, as seen by the panel, can be summed up 

as follows: "It provides a focus and prevents w astage o f efforts on

un su itable or d isin terested  m arkets.", Owner Manager - Small Business. 

"When you know what the market requires you can provide a tailored  

product which helps in increasing custom er loyalty and may also be the 

basis fo r  com petitive advantage.", Manager -Large Company. "Looking at it 

from a relationship point o f view, i t ’s important fo r  a small business to 

understand the different levels o f requirem ent o f different custom ers ." , 

Marketing Academic. "A small business, by defin ition , can't be a total 

industry supplier so they have to focus in som e way - its crucial that 

they do segmentation properly”, Executive - Support Body.

Scales m easuring the validity and desirability of requesting sm all 

com panies to im plem ent segm entation practices exhibited a sim ilar 

pattern of responses to those for the agreem ent scale, Figure 5.11. 

H ow ever, the feasibility  of sm all com panies introducing form al, 

structured, large scale segmentation programmes was queried by a large 

number of respondents, Table 5.8.
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Figure 5.11 Validity and Desirability of Segmentation Practices in 
Small Firms.

Desirability

Validity

W here: 1= Extremely: Valid/Desirable
2= Valid/Desirable 
3= Neither/Nor

Table 5.8 Feasibility of Segmentation Practices in Small Firms.

N um ber 

of Respondents %

Extremely Feasible 1 4%

Feasible 8 35%

Neither Feasible Nor Unfeasible 6 26%

Unfeasible 8 35%

Extremely Unfeasible

All Respondents 23 100%

Cum ulative summaries were investigated to identify possible bias in 

responses arising from the differing backgrounds and experience of 

panel members. For example, it could be hypothesised that managers 

in larger com panies would regard segm entation practices as more 

feasible than small company owner managers, Table 5.9.
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Table 5.9 Feasibility of Segmentation for Small Companies By 
Respondent Group.

Group

Academia 

Support Bodies 

Small Companies 

Large Companies 

All Respondents

Mean
Standard Deviation 

Median
Interquartile Range

Frequency Distribution of Responses (Feasibility)
Extremely

Feasible

Feasible

3

2

8

Neither

Nor

4

2

Unfeasible

2
2

3

1

8

N

6

8

5

4

23

2.44
.79
3
2 Ql=2; Qu=4 1 response outside range

This hypothesis was borne out in the results, with 60% of respondents 

from  the sm all business grouping indicating that segm entation 

practices were unfeasible compared to 25% from the large company and 

support body categories and 33% from the academic grouping. It would 

seem that small companies remain, for the most part, unconvinced of 

their ability to successfully im plem ent segm entation program m es. 

This feeling was reflected in the personal interviews where only two 

resp ond ents from  the sm all business grouping gave d etailed  

explanations of how a small company could segment a m arket. The 

remaining owner managers tended to reiterate the benefits they saw in 

segm entation or gave very general responses such as: "You have to 

m ake sure that there is a m arket there, that's w here m any sm all 

com panies fa ll dow n . Im port substitution can be a good basis fo r  

looking at segm ents here in Irelan d ." or "In my m arket there are very 

c lear  segm en ts a lready  in ex isten ce. These th in gs are  a lm ost 

determ ined fo r  you."
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Of course, it also must be noted that managers in larger companies 

who, in general, felt that it was feasible for small companies to 

implement segmentation programmes, are basing their opinions on 

their own experience within large organisations where information, 

time and cost requirements may not be a major constraint. A fact 

which was acknowledged by one large company manager, "I can't say 

that I've ever worked within the confines o f a small business, w here I  

might have nine or ten other things to do in a day. H ere, my job  is 

very well defined and I  can devote all my time to it. It is quite difficult 

to visualise it being any other way."

Analysing responses to the personal interviews showed that 

respondents were concerned with the ability of small firms to adopt a 

systematic formal procedure to segmentation. The panel members felt 

that the process, of necessity, must be more simple and straightforward 

than that which may be theoretically acceptable. "The segm en tation  

process fo r  sm all com panies need not be com plicated and certain ly  

need not follow  the systematic, rigorous programmes that exist in large 

com pan ies. Sm all com panies, in m any cases, do not have the  

inform ation capabilities or expertise to deal with segm entation on such  

a large scale. But is possible, it may be difficult, but it is possible to bring 

a sim ple segm entation process into a sm aller firm " , Marketing Academic. 

"Ideally you need som eone who is there doing the segm entation  and  

looking after the inform ation and sorting it, but you can get overly  

fussy about it as well. ... There's a correlation between w astage o f 

resources and lack o f skill. So it's the skills and com petencies and 

strategic thinking that are more crucial to success than hiring specialists  

and getting into analysis paralysis and getting too fussy about the w hole 

thing. It can be done if the skills and com petencies, w hich are a 

function o f experience and training, are there", Executive - Support Body.

In light of these views, respondents were asked to explain how they 

saw a segmentation process operating in a small firm. All respondents
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agreed that knowledge of and inform ation about the m arket were 

crucial to the success of any segmentation programme. It was also felt, 

by some members of the panel, that, due to the lim ited inform ation 

analysis capabilities of small companies, large robust segments which 

require simple analysis of shape, size and competitive structure were 

the markets on which small companies should be focussed.

For a segmentation programme to be successful it was felt by twenty 

respondents or 87% of the sample that small com panies m ust first 

understand what a 'true' segment is. A definition of a market segment 

em erged from  qualitative analysis of the personal interview s. It 

focused on the differing custom er requirem ents w hich m ay occur 

between segments and the economics or costs of doing business with 

these differing custom er segments. "If one takes the broad market, a 

m arket segm ent is a part o f  the m arket w here the econom ics are  

different from  the rest o f that market. It's not su fficient to define a 

m arket segm ent as a 'variation in custom er requirem ents' alone. That 

variation  is dictated  by differen t cost im plications. The d ifferen ce  

between cheddar cheese and speciality cheese, fo r  exam ple, lies in the 

dem and fo r  w orking capital. The differences between the custom ised  

and non custom ised part o f the market is production to order rather  

than production to stock. Production to order helps a sm all business.", 

Executive - Support Body. "Segm entation could be, fo r  in stan ce, ju s t  

know ing that you've got live custom ers and dead custom ers and dying  

custom ers. It's understanding the d ifferences betw een custom ers' 

requ irem ents and the d ifferences which exist in the cost o f doin g  

business with these custom ers", Marketing Academic.

Based on this concept of a segment, these respondents felt that small 

com panies could look at the m arkets which they are serving and 

identify both differing customer and cost requirem ents. The starting 

point of the segmentation process then would be defining the served 

m arket in term s of current and future custom ers, the associated
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consum er behaviour and the costs, for the sm all com pany, of 

supplying those customers. "If you can't define your market it tells you 

that you are not focused enough. When you look at the definition you 

w ill know if it is too diverse and needs to be redefined m ore tightly.", 

Executive - Support Body. This process in most cases requires "...nothing  

m ore than experience, intuition and observation on the part o f  the 

owner m anager", Manager - Large Company.

Choosing a market segment will be specific to each individual business. 

Some respondents pointed to technical methods of segm entation; the 

product, supply factors, customer factors, geography etc. which can be 

taught to and usefully implemented by smaller firms. How ever, the 

m ajority of the panel (16 members) indicated that the " ...d im en s io n s  

should com e from  analysing the strengths o f the com pany, the needs o f 

the business and from  having an idea o f the direction you w ant the 

business to take" , Manager - Large Company. It is also im portant for a 

small company, due to its volatility, to choose carefully the people with 

whom it does business. "You should be selecting on the basis o f those 

you can do business with, those whose requirements you can satisfy fo r  

a given level o f investment. It's also about picking custom ers that are 

good; that you can learn from  and who are relatively stable. I f  you  

want to consolidate the business, you pick custom ers that are satisfied  

with what you do. I f  you want to grow the business you go fo r  the likes 

o f M arks and Spencers. Its not dem ographics or anything like that. 

The dim ensions com e from  the needs o f the business and w hat you  

want to do with the business", Marketing Academic.

It was suggested that factors such as the suitability of the product 

required by the segment to the production process, the level of service 

and quality demanded by the segment the acceptability of the price 

offered in relation to costs and margins, the feasibility of establishing a 

good working relationship with the customer base and the potential for 

the com pany to learn from  doing business with the segm ent were

182



important considerations when selecting market segments.

The m ajority of respondents (twenty two members of the panel or 96%) 

agreed that any segment should be monitored regularly to ensure that 

it is still contributing in a viable way to the business. This assessment 

could, it was felt, utilise the selection factors outlined above.

A sum m ary of respondents' comments on this section was compiled 

for inclusion in the second round synopsis report. This report is 

included in Appendix E.

5.9 The Marketing Mix

The study focused on the breakdown of m arketing decisions on a 

structural basis, ie. into the traditional classification of Product, Price, 

Place (D istribution), and Prom otion. This had the advantage of 

disaggregating marketing decisions and allowing an evaluation of the 

desirability, validity and feasibility of structured decision m aking in 

each of these areas. It had the added advantage of allow ing 

respondents to propose methods and approaches, which they felt were 

suitable for use in small companies, for formulating policies for each of 

the mix areas.

The D elphi panel agreed that a separate m arketing m ix catering 

specifically to the requirem ents of an identified segm ent should be 

developed by small companies, Table 5.10.
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Table 5.10 Development of Marketing Mix Catering to Requirements 

of Target Segment.

Number of 

Respondents %

Strongly Agree 8 35%

Agree 14 61%

Neither Agree Nor Disagree 

Disagree

Strongly Disagree

1 4%

All Respondents 23 100%

Mean 1.7
Standard Deviation .56
Median 2
Interquartile Range 1 Q=l; Qu=2: 1 response outside ran

Respondents were also agreed upon the desirability and validity of 

such an approach. Again, the feasibility scale was the one w hich 

evidenced a lack of consensus, Figure 5.12.

Figure 5.12 Feasibility of Developing a Marketing Mix Catering to the 

Requirements of a Target Segment.

I  Extremely Feasible 8 .7 %
Feasible 6 9 .5 %

■  N either/N or 2 1 .8 %
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Probing of respondents elicited one main reason for uncertainty, 

nam ely the ability of small companies to collect, analyse, discuss and 

im plem ent in a m eaningful way inform ation on the m arket and 

c u s to m e rs ' re q u ire m e n ts . " S u cc ess fu l d e v e lo p m e n t  an d  

im plem entation o f policies in the mix takes an aw ful lot o f  time and 

resources. It also requires constant monitoring and assessm ent. I  feel 

that that may be too much to ask o f small com panies. The concepts  

and techniques which have been developed in each o f the 4ps are o f

course useful and should be used by sm all com panies, but perhaps in

an slightly adapted form at. One which allows fo r  the time, expertise  

and cost constraints. I  believe that sm all com panies m ust develop a

m ix w hich fits  with their custom ers, but the m ethod o f  doin g  that

m ight be very different from  what you or I  w ere tau ght" , M arketing  

Academic.

This ability  of sm all com panies to im plem ent m arketing m ix 

techniques was further explored under each of the '4 P' categories.

Product Policies: This section of the questionnaire investigated 

strategies associated  w ith product developm ent, bran d in g and 

packaging. It is acknowledged that there are many other dimensions to 

the whole area of product management, but these were the factors 

identified in the literature as 'problem areas' for small companies and 

were endorsed by the m arketing specialists group involved in the 

form ulation of the questionnaire.

The relevance of the product life cycle (PLC) to small companies was 

examined. Respondents were asked to indicate their agreem ent with 

the statem ent "A sm all com pany should be aware of a product's 

p rogression  through a life  cycle." Table 5.11 illu strates their 

evaluations.
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Table 5.11 Importance of Awareness of the PLC in Small Companies.

Number of 

Respondents %

Strongly Agree 8 35%

Agree 11 48%

Neither Agree Nor Disagree 3 13%

Disagree

Strongly Disagree

1 4%

All Respondents 23 100%

Mean 1.9
Standard Deviation .69

Median 2
Interquartile Range 1 Q=l;Qu=2: 4 responses outside ra

Respondents were probed to elicit the reasoning behind their answers 

and also to identify possible methods for evaluating a product's 

progression through a life cycle.

While one respondent indicated that the product life cycle concept was 

not relevant because "...the time horizons in a sm all com pany are too 

short.", the other members who fell outside the consensus range did 

not necessarily disagree with the importance of the concept. Rather, 

they felt that it was extremely difficult to measure where a product is 

on its cycle and that adherence to the concept may "...push many small 

com panies into making decisions to drop a product which may only be 

going through a difficult or weak patch" , Owner Manager -Sm all Business. 

"The PLC concept has basic sense. The danger is if  it is adhered to too 

rigorously as i f  it is a theory  - it is a concept. It is a guideline, not 

som ething to be adhered to come hell or high w ater. You should be 

aw are o f  it, like you should be aware o f many things. The danger with  

sm all com panies com ing to marketing fo r  the first tim e is that they do
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latch on to these concepts.", Marketing Academic.

M any respondents felt that rather than monitoring decline in sales or 

profits to assess the product life cycle stage, small companies should be 

evaluating the relevance of their product to the m arket at which it is 

aimed. "The basic message is that customers get bored, they get fed  up. 

In industrial term s, their requirem ents are changing. You shou ld  

always be aware o f change", Marketing Academic. "Products do go or are 

replaced, but the need doesn't go. The product fu lfillin g  the need 

m ight be replaced  by a better product, but the fu n dam en tal need  

remains. It's the manner o f satisfying the need that changes", Executive 

- Support Body. Evaluating the product life cycle then is about 

"...e stab lish in g  how  w ell the product is m eetin g  cu rren t m arket 

needs.", Manager - Large Company.

These members of the panel were asked to identify ways in which a 

sm all com pany could m onitor changes in the m arket's needs and, 

therefore, evaluate a product's 'fit'. Customer feedback was mentioned 

by all of these respondents. "If you have a relationship w ith them  

[custom ers] they will tell you what it is they w ant; what the problem s  

are and you can solve those problem s and m ake an im provem ent to 

the product.", Marketing Academic. So too were m onitoring trends in 

product alternatives and trends in overseas markets. Decline in new 

customer levels or sales, and increases in new technologies or product 

alternatives in the industry were all seen as indicators of a product 

becoming less relevant.

Discussion on the product life cycle concept led to consideration of new 

product developm ent within small companies. Innovation has often 

been proposed as one of the key characteristics of small firms, Sweeney

(1981 )6. This was acknowledged by the Delphi panel. " C om p an ies , 

both large and sm all, m ust be observing w hat is happen ing w ith  

respect to m arket trends and ideally, be leading their com petitors in
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term s o f developing new products or adaptations o f  existing products, 

or introducing new m arketing mixes, or in looking fo r  new segm ents. 

Innovation in any o f these areas is key. Small com panies actually have 

an advantage here. Being small the com pany should be m ore flex ib le  

and, therefore, innovation, in the m arketing m ix at least, shou ld be 

sim pler and easier fo r  them to undertake", M arketing A cadem ic. "A lot 

o f big com panies don't innovate. They are like the titanic going along. 

By the tim e som ething gets passed through a ll their system s the 

fashion is gone. In a small company you d o n ’t have those system s. 

You are investing your own money, not 20,000 pension funds so the 

sam e responsibility isn't there and you don't have the structures w here 

people may disagree as to what should be developed. In that way it is 

far easier to innovate in smaller companies., Manager - Large Company.

Table 5.12 represents respondents' agreem ent w ith the statem ent 

"Strategies should exist in small companies for product developm ent 

and product modification/adaptation".

Table 5.12 Strategies for Product Developm ent and 

M odification/Adaptation.

Number of 

Respondents %

Strongly Agree 5 22%

Agree 14 61%

Neither Agree Nor Disagree 4 17%

Disagree

Strongly Disagree

All Respondents 23 100%

Mean
Standard Deviation 

Median
Interquartile Range

1.95
.638
2
0 Q=l;Qu=2: 9 responses outside range
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Five of the responses which were outside the range were in the 

'strongly agree' category, leaving four respondents who neither agreed 

nor disagreed with the statement. These members were uncom fortable 

with the word 'strategy'. They indicated that smaller firms need to be 

planning for development or adaptation in light of market trends, but 

that the form ulation of strategy, taking into account the short time 

horizons m ost sm all company owner m anagers have, m ay be too 

"farfetched", Owner Manager - Small Business.

Respondents' scores for the desirability, validity and feasibility scales 

are illustrated in Figure 5.13. Taking the interquartile range as an 

indicator of consensus, all scales evidenced a sim ilar level of 

agreement (interquartile range of 1). However, the feasibility scale is 

seen from Figure 5.13 to have a number of respondents (six members 

or 26%) selecting the 'neither feasible nor unfeasible' option.

Figure 5.13 Validity, Desirability and Feasibility of Strategies for 

Product Development and M odification.

I  Validity  

@  Desirability  

®  Feasibility

W h ere: 1= Extremely: Valid/Desirable/Feasible
2= Valid/Desirable/Feasible 
3= Neither/Nor
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Again, it was with the word 'strategy' that respondents disagreed. "F o r  

a small firm  if sales are down they will start to think about looking at 

som ething to change, like modification o f som e elem ent o f the product 

or new product possibilities. They may then plan for  that, but they  

w on’t have a strategy in place for that day and I  think it's unrealistic to 

expect them to have. They have to operate within their means. The 

problem  is that they may w ell g et too hun g up on prod u ct  

development and that's futile.", Executive - Support Body.

As with the other sections of the questionnaire, respondents' opinions 

were sou gh t on id en tifica tio n  of o p p o rtu n ities for p rod u ct 

developm ent or m odification. So cia l, econom ic, co m p etitiv e , 

technological and regulatory trends were most commonly suggested as 

providing opportunities. Information on these trends can be gained 

most easily through talking to customers and analysing their requests 

and complaints. The small company also should be comparing, from 

the custom er's viewpoint, its products with any alternatives com ing 

onto the market. Trade fairs and publications were also seen as viable 

inform ation sources for product developm ent/m odification ideas, as 

were trends and new product developm ents in foreign m arkets. 

Internally, brainstorm ing, involving members from every area of the 

com pany, was identified as "...one o f the best form s o f new product 

ideation and it costs absolutely nothing", Marketing Academic.

One respondent, a representative of a m arketing support body 

suggested that "...the best opportunities are clear first o f all as w eak 

signals. It is w eak in the sense that nobody has moved in on it yet, it 

becom es strong once som ebody does. There have been a lot o f  w eak  

signals. For exam ple, the changing structures o f  the fam ily  which have 

changed distribution  pattern s; the nature o f  conven ience goods and  

that has had a lot o f  m ultiplier effects on industries. ...W hen looking  

at an opportunity set w ith a long term future, I  think you have to say  

'w hat's w eak now, that by any in telligen t assessm ent w ill becom e
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strong?' It's all about spotting those weak signals."

During the personal interviews, respondents were questioned about 

m ethods for assessing opportunities for product developm ent or 

m odification. The follow ing factors were proposed: Resources

required to develop and support the opportunity, its m arket potential, 

its compatibility with existing products or customers and its 'fit' with 

the company (ie. whether or not it exploits the expertise which the 

company has developed). The panel also emphasised the importance 

of keeping opportunities in focus with original plans and evaluation of 

the effect of any particular opportunity on existing and future business.

The importance of branding to a product's success was also examined. 

Branding proved to be one of the most contentious issues raised in the 

survey, with strong divergence of opinion as Table 5.13 and Figure 5.14 

illustrate.

Table 5.13 Importance of Branding in Ensuring Product Success.

Number of 

Respondents

%

Strongly Agree 1 4%

Agree 7 31%

Neither Agree nor Disagree 11 48%

Disagree 3 13%

Strongly Disagree 1 4%

Total 23 100%

Mean

Standard Deviation 

Median

Interquartile Range

2.8

.87

3

1 Ql=2; Qu=3: 5 responses outside range

191



Figure 5.14 Validity, Desirability and Feasibility of Branding.

|  Validity  

^  Desirability  

0  Feasibility

W here: 1= Extremely: Valid/Desirable/Feasible
2= Valid/Desirable/Feasible 
3= Neither/Nor
4= Invalid/Undesirable / Unfeasible 
5= Extremely: Invalid/Undesirable/Unfeasible

The disagreem ent among respondents centred m ainly around cost 

issues. Some of the panel members saw no benefit in branding due to 

the excessive investm ent requirem ents, w hereas other m em bers 

recognised  the benefits of lim ited  form s of branding. Those 

respondents focusing on cost issues in branding tended to indicate the 

'unfeasible' and 'invalid' categories. Typical com m ents from  these 

resp o n d en ts in clu d e; "The benefits aren't there unless you have 

m illion s" , Executive - Support Body. "Branding is a huge m arketing  

com m itm ent and a lot o f money has to be poured into achieving an  

im a g e  ", M anager - Large Company. "The econom ics o f  bran din g  and  

advertising, the scale o f that, may not be achieved by a sm all business. 

The costs o f  gain in g  recognition  through prom otion , bran din g  and  

brand bu ild ing  w ill generally  be prohib itive fo r  a sm all com pany. 

Brands are im portant but building them is very difficult and expensive.
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There are only 200 Irish companies with a turnover o f  m ore than £5 

million, so it's a pipe dream all this branding s tu ff", Marketing Academic.

R espondents who were of the opinion that branding w as both 

im portant and feasible for sm all com panies were probed for the 

reasoning behind their answers and to elicit w ays in w hich small 

com panies, given the cost constraints outlined by the other Delphi 

panel m em bers, could successfully brand their products. These 

respondents took the view that branding is about recognition. "Every 

com pany has a brand that relates to recognition in the custom er's eyes 

and that brand has certain properties; the custom er trusts you or

doesn't, perceives you to be expensive or cheap, reliable or not and so

on. It's a brand at its m ost basic level because when a consum er is

choosing am ong a number o f  products each one conjures up a certain  

impression in his or her mind, an overall image. Every single product 

has a brand, it's not som ething that's seen on TV every night.", 

Manager - Large Company. "7 think you can substitute another word fo r  

branding  w hich is called  repu tation  and every  bu sin ess has a

reputation", Marketing Academic.

Recognition can be achieved through simple m ethods according to 

these respondents. "A brand can be created through having it in a 

certain place in a supermarket, and it must be there and nowhere else. 

T hrough the p rodu ct hav in g  certa in  and p a rt icu la r  tech n ica l 

characteristics or tasting a certain way consistently. Through pricing at 

a certain level. There are lots o f things which go into m aking up a 

brand other than major prom otion", Executive - Support Body. "Branding  

can be done through packaging fo r  example. A good pack design, in the 

know ledge that you want it strongly branded costs not one penny more 

than a bad pack design . There is a m ajor m isconception  about 

m oney", Manager - Large Company. "We have created an im age fo r  our 

com pany that is associated with our name. That to m e is branding. 

We built that image through having our name on as m any things as
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possible; the product, brochures, in stores, on stationery. But as w ell we 

provided high quality consistently and we were reliable. That gave us 

the image we have among our customers today", Owner M anager - Small 

Company. It can be concluded that branding, in terms of reputation can 

be created by consistency of quality, price, presentation, delivery, 

service, merchandising and packaging.

Packaging rated highly as an im portant prom otional tool for small 

com panies, especially those in consum er m arkets. "There's a huge 

p rom otion al elem ent. In fa c t , it's dou bly  im portan t fo r  sm all 

com panies desp ite the fact that m ost o f them don't realise  it. The 

packaging does the advertising for  you - that should be a standard for  

sm all com panies. It is so im portant that the packaging should speak  

well fo r  you. Small companies have to invest the effort to make it leap 

o ff the shelf. M ore effort has to go into producing highly sophisticated, 

really well designed, stunning packaging. It is speaking fo r  you and is 

your m ajor prom otional v e h ic le ”, Marketing Academic. This comment 

illustrates the opinions held by the Delphi panel as a whole. The 

im portance of packaging was borne out in the analysis of the four 

scales, Table 5.14.

Packaging was regarded as expensive but necessary. This was especially 

the case when responses from the small business owner m anager 

grouping were reviewed. Small business owners, in this Delphi panel, 

were extrem ely aware of the significant prom otional role of pack 

design and were w illing to com m it them selves to high levels of 

expenditure in order to achieve an attractive, hard hitting design. The 

following comments provide a representative example of this groups' 

opinions. "People tend to buy by pack design or colour, especially in 

the grocery trade. A fter a while, they get so used to the packaging that 

the decision  becom es autom atic. It's expensive in the sen se that 

you've a lot o f set up costs, but it's a question o f w hether you are 

serious or not and at what pace you want to grow." "Packaging is what
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sells the product o ff the shelves and you need to invest the m oney in 

good help. It can be difficult to get a good com m ercial artist and very 

expensive, but it's worth it if  you get good packaging at the end o f the 

day. No matter how good the product itself is, if  the packaging doesn't 

suggest it customers won't give it a chance."

Table 5.14 Frequency Distribution of Responses to Packaging Across 

Scales.

Frequency Distribution of Responses

1 2 3 4 5 N X 01 Ou Or

Agreement 13 9 1 - 23 1.47 1 2 1

V alidity 11 11 1 - - 23 1.5 1 2 1

Desirability 12 10 1 - - 23 1.5 1 2 1

Feasibility 6 15 2 - - 23 1.5 1 2 1

W here: 1= Strongly Agree/ Extremely: Valid/Desirable/Feasible
2= Agree/Valid/Desirable/Feasible 
3= Neither/Nor
4= Disagree/Invalid/Undesirable/Unfeasible
5= Strongly Disagree/ Extremely: Invalid/Undesirable/
Unfeasible
N= Total Number of Responses 
X= Mean
Ql= Lower Quartile; Qu= Upper Quartile; Qr= Num ber of 
Responses outside the Interquartile Range

A sum m ary of respondents' comments on this section was com piled 

for inclusion in the second round synopsis report. This report is 

included in Appendix E.

Price P olicies: Review of the price element of the m arketing mix 

focused on determining objectives for pricing policy. The panel were 

asked to consider the importance, validity, desirability and feasibility of 

clear and well defined price objectives for sm aller firm s. Probing

195



elicited the objectives and methods thought to be m ost suitable by the 

panel and also investigated the role of the m arketer, the ow ner 

manager and accountant in the decision making process. In addition, 

two scales, measuring the importance of reflecting the product's quality 

in the final price and the im portance of consideration of w hat the 

market will bear in determining the final price, were put to the panel.

Figure 5.15 Importance of Clear and Well Defined Pricing Objectives.
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I  Strongly Agree 52.0%  
E3 Agree 48.0%

There w as com plete agreem ent (interquartile range of 1 w ith 0 

responses outside the range) am ong the Delphi panel that sm all 

com panies must have clear and well defined objectives for pricing 

policies, Figure 5.15. Only one respondent fell outside the interquartile 

range on the validity, desirability and feasibility scales, Tables 5.15 - 5.17.

Table 5.15 Validity of Clear and Well Defined Pricing Objectives.

Number of 
Respondents %

Extremely Valid 9 39%

V alid 13 57%

Neither Valid nor Invalid 1 4%

Total 23 100%

Mean
Standard Deviation 
Median
Interquartile Range

1j65
57
2
1 Ql=l;Qu=2 1 response outside range
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Table 5.16 Desirability of Clear and Well Defined Pricing Objectives.

Number of 
Respondents %

Extremely Desirable 11 48%

Desirable 11 48%

Neither /N or 1 4%

Total 23 100%

Mean 156
Standard Deviation 59
Median 2
Interquartile Range 1 Ql=l ; Qu=2: 1 respons

Table 5.17 Feasibility of Clear and Well Defined Pricing Objectives.

Number of 
Respondents %

Extremely Feasible 9 39%

Feasible 13 57%

Neither /N or 1 4%

Total 23 100%

Mean
Standard Deviation 
Median
Interquartile Range

1.65
57
2
1 Ql=l ; Qu=2: 1 response outside range

It can, therefore, be stated that the m em bers of the Delphi panel 

reached a consensus on the im portance, validity, desirability and 

feasibility  of clear and well defined pricing objectives. H ow ever, 

opinions diverged as to what those objectives should be and how best 

sm aller firm s should determ ine their final price. The pricing 

objectives suggested by respondents were grouped into eight categories, 

illustrated in Table 5.18.
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Table 5.18 Objectives for Pricing Policy.

Number of

Objectives Respondents %

Maximum price market will bear 5 22%
Competition based 4 17%
Quality of product 3 13%
Long term profit 3 13%
Cost + (incorporating what the market will bear) 3 13%
Value for money 2 9%
Customer based 2 9%
Marketing mix related 1 4%

Total 23 100%

Examples of respondents' explanations of each of the objectives are 

given below:

M aximum Price M arket Will Bear: "Get what you can. What selling  

point or USP do you have, can it command a price? You price at the 

price you can get on the market", Executive - Support Body.

Competition Based: "What are your com petitors charging? You have 

to be com petitive but against the main and right com petitors. I f  you 

are in a niche, supplying som ething others don't, then you may not 

need to be com peting with the big guys. Be sure you are h itting the 

right target", Marketing Academic.

Q uality of Product: "Price is often a signal to the consum er o f  the 

quality  o f  the product so the price should reflect the quality  o f  the 

product. Price and quality are highly correlated", Owner Manager - Small 

Business.

Long Term Profit: "Long term it has to be profitability , but in the 

shorter term the m ost im portant thing is flex ib ility  to en sure the 

com pany survives through cash flow  problem s, volum e problem s etc.
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H ow ever, this flex ib ility  should never effect the long term objective  

which is to be profitable.", Marketing Academic.

Cost + (incorporating what the market will bear): "If you take it that 

your product takes X to produce, and make sure that X is correct and  

that everything that goes into producing and selling that product (cost 

o f extra service, cost o f owner m anager's tim e etc.) is accounted for. 

Then you have to identify what the price in the m arket is. I f  you don't 

hit the market price then forget it, it won't go. I f  a margin is produced 

that will cover costs and profit then that's it. M y 10 year old daughter 

could do it" , Manager - Large Company.

Value for Money: "Pitch the price so that you give a sense o f value to 

the custom er. So that the custom er feels  that they are g ettin g  good  

value. What you can charge depends on what value you are g iving.", 

Executive - Support Body.

C ustom er Based: "All the pricing techniques taught are rubbish. The 

price charged relates to the market and is custom er dom inated. The 

company [owner manager] often feels that you have to charge what the 

custom er expects. Smaller companies are price led, and prices charged  

will often be custom er specific in that if you give a new big custom er a 

good deal they will come back", Marketing Academic.

M arketing M ix Related: "1 always think o f the m arketing mix as the 

three Ps because pricing is part o f your financial goals rather than an 

instrument o f policy. I  think it should be seen as how can I  sustain my 

price by m anipulating the other three Ps in such a way as to m ake my 

price attractive.", Executive - Support Body.

All respondents were agreed that the decision making process should 

be undertaken by the owner manager, the person with responsibility 

for marketing and the accountant or finance person.
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Respondents were asked to rate their agreem ent with the follow ing 

statements: "The price a company charges for its products should reflect 

(i) the quality of the product offering; (ii) what the market will bear. 

Figure 5.16 represents the panel's responses.

Figure 5.16 Quality of Product V s W hat the M arket W ill Bear.

|  Strongly Agree 

M  Agree 

H  N either/N or 

HI Disagree

Product Quality Market Will Bear

There was more general agreement on the "W hat the M arket W ill 

Bear" scale (interquartile range of 1, with three responses outside the 

range) than on the "Quality of the Product Offering" scale (interquartile 

range of 1, with eight responses outside the range). Seven respondents 

felt that a balance between both options was appropriate as the two 

were indistinguishable. "The m arket will bear a price relative to the 

product o fferin g" , Marketing Academic. It emerged during the interviews 

that those respondents who took a strong stand on either of the scales 

were unlikely to compromise their views. Therefore, these scales were 

excluded from further analysis during the second Delphi round and a 

lack of consensus was accepted.

A summary of respondents' comments on this section was com piled 

for inclusion in the second round synopsis report. This report is 

included in Appendix E.
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D istribu tion  Policy: Decisions in the area of distribution were 

examined to determine the importance of objective setting and strategy 

form ulation to the success of small companies. Selection and control 

of interm ediaries w ithin the channel w as also investigated  and 

procedures for selection and control sought. The panel was also asked 

to identify techniques for reviewing and m onitoring the success of a 

small company's distribution strategy.

Respondents agreed that a small company must set clear objectives for 

its distribution policy to ensure success. Ten members, or 44% of the 

sample, strongly agreed with the statement and twelve m em bers or 

52% agreed, with only one respondent opting for the 'neither agree nor 

disagree' category. The scale evidenced an interquartile range of 1 with 

only one response falling outside the range. The ratings for the 

validity, desirability and feasibility scales are given in Figure 1.17.

Figure 5.17 Validity, Desirability and Feasibility of O bjectives For 

Distribution Policy.

I  V a lid ity  

@  D esirab ility  

®  Feasibility

W h ere: 1= Extremely: Valid/Desirable/Feasible
2= Valid/Desirable/Feasible 
3= Neither/Nor
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Many of the respondents, especially small business owner m anagers, 

identified distribution as one of the more difficult aspects of marketing 

for smaller firms. The imbalance of power, the cost and control factors 

were m entioned as the main problem areas. Setting objectives for 

distribution could help to overcome some of these disadvantages but it 

was also felt that ''..all the objectives in the world won't help when you 

are trying to get shelf space or convince a d istributor to take your  

produ ct. O bjectives help w ith determ in in g  accep tab le  costs and  

ensuring that you keep a close watch on how the product is being  

distributed, but they w on ’t get you over the huge pow er disadvantage 

that all small companies face", Owner Manager - Small Business.

Respondents were asked to identify distribution strategies which would 

be su itable for use in sm all com panies. W hile all m em bers 

emphasised that there was no one definite strategy, most indicated that 

some form  of partnership or link with a com pany w ith a strong 

distribution base was a policy which should be considered. M ore 

im portantly, every channel member should be viewed as a partner, 

and this partnership should underlie any strategy being proposed.

"The way to be successful in channels is to take action to m ake sure  

that you communicate - that the retailer is your partner. It's having a 

good produ ct, con vincing people o f  that, loads o f com m u n ication , 

providing the necessary backup service required, even if it is expensive. 

The point is that even if the custom er is K ing or Queen the channels 

provide the means to do it and they are every bit as im portant as the 

end user. They have to be seen as your partner, som eone you w ork  

with not against", Marketing Academic.

However, the strategy undertaken will be determined, to a large extent, 

by the type of product being sold, among other factors. Respondents 

were asked for their opinion on the essential factors which should be 

taken into consideration by a sm all firm  w hen developing its
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distribution strategy. Table 1.19 categorises those factors identified by 

the Delphi panel.

Table 5.19 Factors to be Considered when Form ulating D istribution 

Policy.

Factors to be Considered Num ber of 

Respondents

Industry norms and standards 15
Customer requirements 14
Nature of product and its complexity 9
Cost efficiency 8
Customer location 7
Service levels required by customer 5
Trade satisfaction 4
Administrative effort 4
Intermediaries' requirements 3

A sum m ary of the rationale behind the selection of these factors is 

given below.

Industry norms and standards: These should be reviewed carefully to 

identify potential competitive advantages. Small companies should be 

aware of the possibilities of introducing new methods of distribution 

which m ight lead to more effective and efficient procedures and serve 

as a differentiating factor.

Custom er requirem ents: Serving customer requirem ents was viewed 

in the follow ing manner: "When you talk about custom er needs you

are talking about a need fo r  a product and inform ation about that 

produ ct. But you are a lso  ta lk in g  abou t tim e and sp ace  or  

'con v en ien ce'. Your fu n d am en ta l d ecis ion  abou t ch an n els  o f  

d istr ibu tion  is how  do you d eliv er  con ven ien ce to cu stom ers ." , 

Executive - Support Body.
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The nature of the product and its complexity: The requirem ents of the 

product in terms of its handling, temperature, fragility, w eight, shelf 

life and so on, must also be considered when determining policy, not 

only to ensure that the product quality is assured throughout the 

system, but also "...to consider those people who have to handle the 

product and how you can make it easier fo r  them. I f  it's an easy  

product to handle they will be more w illing to take it on " , Manager - 

Large Company.

Cost efficiency: "Cost is an important issue in distribution. It must get 

there cost efficiently and you must not spend m ore than necessary in 

getting it there. Every potential distribution policy or strategy should  

be costed in both econom ic and non econom ic (reliability , su itability  

etc.) terms before it is undertaken", Manager - Large Company.

Customer location: The ability of a distribution strategy to deliver to all 

custom ers, no m atter what their location should also be considered. 

"A diagnosis o f  custom er locations w ill suggest a su itable policy ." , 

Marketing Academic.

Service levels required by customers: This was seen as a factor m ainly 

in business to business or industrial markets. It included analysis of 

the in form ation , training, after sales service, m aintenance and 

upgrading requirements of potential and existing customers.

Trade satisfaction: Satisfying the trade in terms of delivery, promotion, 

margins, servicing, research, product quality and professionalism  was 

seen as important in achieving both distribution and listings.

A d m in istra tiv e  e ffo rt: The adm inistrative effort involved  in

m anaging the distribution channel is an im portant consideration for 

sm all com panies. "Before undertaking a particular distribution policy  

a sm all company must ensure that it is capable o f  handling it, in terms

204



o f all its resources manpower, cash, fac ilities , the paper w ork, the 

volum e o f  production, and the backup that might be required.'', O w n e r  

Manager • Small Business.

In te rm e d ia rie s ' req u irem en ts: ''What's in it fo r  the d istributor is 

extrem ely important - motivating the distributor. I  think in the case o f 

a sm all business, who is typically a follow er in the m arket, it requires 

him to shape his mix differently. He cannot afford m uch advertising  

so a lot o f  the emphasis must go on incentives to the d istributor to 

push the product. You will have to look at w hether you can provide  

the necessary support that any one distributor w ill e x p e c t”, Executive - 

Support Body.

The next section of the review of distribution policy investigated 

procedures for selecting and controlling interm ediaries. Table 5.20 

illustrates the level of agreement among the Delphi panel w ith the 

statem ent "Careful selection of interm ediaries is im portant for the 

small firm ."

Table 5.20 Importance of Selection of Intermediaries.

Number of 
Respondents %

Strongly Agree 10 44%

Agree 9 39%

Neither Agree Nor Disagree 3 13%

Disagree 1 4%

Strongly Disagree

All Respondents 23 100%

Mean
Standard Deviation 
Median
Interquartile Range

1.78
.71
2
1 Q=l; Qu=2: 4 responses outside range
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The Delphi panel were asked to propose critical factors to be considered 

by a sm all com pany when choosing an interm ediary. C riteria for 

selection of interm ediaries, with classification where appropriate, as 

identified by the Delphi panel are outlined in Table 5.21.

Table 5.21 Criteria for Selection of Intermediaries.

Criterion Number of 

Respondents

Market Coverage 21
Track Record 19

Finances (including: margins and payment terms) 19

Products Currently Carried 17

Stability 15

Cooperative Services (provision of advice, feedback, 

promotion, marketing, sales force, merchandising)

13

Reputation Among the Trade 9

Legalities 8
Interest in Product Area 6

Character (can an harmonious relationship be developed, 

do both organisations have a similar culture?)

5

Respondents were also asked to consider issues of control w ithin the 

channel. There was some disagreement among the panel with regard 

to the necessity for control of the channel and intermediaries in small 

firms, Table 5.22.
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Table 5.22 Importance of Control of the Distribution Channel.

Number of 
Respondents %

Strongly Agree 7 31%

Agree 11 48%

Neither Agree Nor Disagree 3 13%

Disagree 1 4%

Strongly Disagree 1 4%

All Respondents 23 100%

Mean
Standard Deviation 
Median
Interquartile Range

2.04
1.02
2
1 Q=l; Qu=2: 5 responses outside range

Reasons for disagreement with the statement 'It is im portant for the 

sm all company to m aintain control of the distribution channel and 

in term ed iaries used.' w ere requested. It em erged th at those 

respondents disagreeing felt that the relationship w ith the channel 

should be looked on as a partnership. "You must remember that it is a 

partnership. Your success is their success and you should w ork from  

that prem ise continually. That is the only way to op era te" , Owner 

M anager - Small Business. "I invented the term partnership  channel 

m arketing a long time ago and I  believe in it 200%. You don't get to be 

the preferred supplier unless you are the channel m em ber's partner. 

N ot even if you are Kellogs or Hienz. I think you can set standards 

within that type o f partnership but it's difficult to do. Bear in mind 

that very often relative to a sm all company the channel m em ber is 

bigger, certainly in consum er m arkets, so you have to be extrem ely  

tactful about the way in which you start offering advice to the likes o f 

Feargal Quinn", Marketing Academic.

Significantly, the idea of establishing a relationship or partnership was
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reiterated  by m ost of the Delphi panel w ith sixteen  m em bers 

highlighting the importance of working with, rather than against, the 

channel in some form of partnership. However, these members also 

emphasised the necessity for some form of control or standards within 

the relationship. In the opinion of these respondents, there should be 

"...m utually agreed guidelines or standards which w ill ensure that the 

product is being handled correctly and that the com pany's objectives  

are m et" , Executive - Support Body. "If you don't have som e sort o f 

standard fo r  things like m arket coverage, m argins, servicing, and so on 

you are  crazy . You have to m on itor the ch an n el and any  

interm ediaries. It doesn't have to be a control thing, but you need to 

have som e sort o f standards, otherw ise you w on't know  w hat is 

happen ing and how you are doing.", Owner Manager - Small Company. 

"Often you will be using interm ediaries that have m ore discretion and  

power than you so it can be difficult to impose standards. I  think it's 

better  to use g u id elin es  w ithin  the con tex t o f a r e la tion sh ip . 

Guidelines on things like m argins, frequency, delivery, ensuring safety  

o f products. You are talking more about benchm arks or gu idelin es  

rather than standards", Manager - Large Company.

Power imbalance, with the attending problems of the interm ediary not 

paying attention to the product and the inability of the small firm  to 

im pose standards or controls, was seen as a "...fact o f life" for sm all 

companies. However, it was felt that this imbalance could be redressed 

so m e w h a t th ro u g h  " ...em p h as is in g  the r e la t io n sh ip , so  the  

interm ediary can see what the potential for the product is.", Manager - 

Large Company. A relationship/partnership approach w ith agreed 

guidelines for control was, therefore, seen as the best approach for 

small firms to take when dealing with control of distribution channel 

m em bers.

A related concern was review  and assessm ent of the distribution 

strategy chosen. Table 5.23 represents the panel's agreem ent with the
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statement "The distribution strategy chosen by a small company m ust 

be review ed on a regular basis." while, Figure 5.18 illustrates the 

validity, desirability and feasibility of such an activity in small firms.

Table 5.23 Review of Distribution Strategy.

Number of 
Respondents %

Strongly Agree 8 35%

Agree 14 61%

Neither Agree Nor Disagree 1 4%

Disagree

Strongly Disagree

All Respondents 23 100%

Mean
Standard Deviation 
Median
Interquartile Range

1.7
.56
2
1 Q=l; Qu=2: 1 response outside range

Figure 5.18 Validity, Desirability and Feasibility of Review of 

Distribution Strategies.

W h ere: 1= Extremely: Valid/Desirable/Feasible
2= Valid/Desirable/Feasible 
3= Neither/Nor
4= Invalid/Undesirable/Unfeasible
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Review of the distribution channel was deemed to be im portant, valid 

and desirable by the majority of panel members. How ever, a formal 

evaluation  process was considered to be u nfeasib le by som e 

respondents. Opinions on methods for reviewing and m onitoring a 

distribution strategy, suitable for use in a sm all com pany, were 

therefore, sought from the panel. There was a clear division of 

opinion betw een those respondents who felt that it will becom e 

apparent if there are problems with the distribution strategy, " P eop le  

will get back to you if distribution isn't working.", Owner Manager - Small 

B u s i n e s s ,  and those respondents who were of the opinion that 

evaluation  should take place on a m ore active basis. These 

respondents indicated that the small company should be m onitoring 

costs, sales data, level of returns and out of stock levels on a 

continuous basis. The performance of interm ediaries with regard to 

agreed targets which have been set for delivery, margins, penetration 

and so on, should also be assessed. Sm all com panies should be 

prepared to talk with buyers and client company managers as well as 

end users to ensure that the distribution strategy meets their needs in 

an efficient and effective manner.

A summary of respondents' comments on this section was com piled 

for inclusion in the second round synopsis report. This report is 

included in Appendix E.

P rom otion  P olicy : The total set of prom otion mix activities 

encom passes advertising, sales prom otion, publicity and personal 

selling. Factors affecting prom otion objectives and strategies were 

assessed by the Delphi panel. Realistic prom otional tools were 

identified and questions of budgeting and effectiveness evaluation 

were addressed by respondents. Because this study is concerned with 

m anufacturing companies, the role of personal selling and issues of 

sales force m anagem ent w ere also considered  by the p anel. 

R espondents were in general agreem ent that objectives for any
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promotion tools employed by a small company should be clearly stated. 

The desirability of objective setting was also em phasised, Tables 5.24 

and 5.25.

Table 5.24 Statement of Objectives for Promotion.

Number of 
Respondents %

Strongly Agree 6 26%

Agree 15 65%

Neither Agree Nor Disagree 2 9%

Disagree

Strongly Disagree

All Respondents 23 100%

Mean
Standard Deviation 
Median
Interquartile Range

1.9
.67
2
1 Q=l; Qu=2: 2 responses outside range

Table 5.25 Desirability of Objective Setting for Promotion Tools.

Number of 
Respondents %

Extremely Desirable 8 35%

Desirable 13 56%

Neither Desirable Nor

Undesirable 2 9%

Undesirable

Extremely Undesirable

All Respondents 23 100%

Mean
Standard Deviation 
Median
Interquartile Range

1.7
.62
2
1 Q=l; Qu=2: 2 responses outside range
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W hile there was general agreement on the validity and feasibility 

scales it m ust be noted that three respondents selected the 'neither 

valid nor invalid' option and four respondents the 'neither feasible 

nor unfeasible' option. These respondents felt that there may be a need 

for outside assistance with objective setting and with form ulation of 

prom otion strategy. "I don't know if a small company will really be 

able to set objectives for promotion in a form alised sense. They w ill do 

a lot o f promotion themselves but that will really be down to grabbing  

whatever opportunity comes along rather than I  need to achieve X and  

Y is going to play this part and Z this. There are a lot o f people who can 

set objectives fo r  them and that would probably be a good thing. It 

would keep them fo cu sed ”, Executive - Support Body.

Use of an external agency was viewed in a positive light by many 

members of the Delphi panel, although some called into question the 

costs involved  in h iring the services of a p rom otions firm . 

Employment of an agency was seen to have benefits in helping a small 

com pany to co-ordinate their prom otion activ ities. Experience, 

economies of scale and ease of administration were also m entioned as 

advantages of working with an agency on promotion.

The objectives which small companies realistically can set and the type 

of promotion tools they can employ will be determined by a number of 

m ediating factors. Cost was cited by twenty members of the Delphi 

panel (87%) as a huge constraint on the prom otional activities of 

smaller enterprises. The other factors, identified by th° panel, which 

should be considered by sm aller firms when setting objectives and 

selecting promotion tools are listed in Table 5.26.
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Table 5.26 Factors to be Considered When Setting Promotion 

Objectives and Selecting Promotion Tools.

Factor N um ber of Respondents

The Product 17

Nature of the Customer Base 14

Competitors' Promotional Policy 9

The way in which the product being promoted can be presented to the 

m arket w ill influence the selection of a prom otion tool and the 

message which can be conveyed. Consideration of the customer base 

involves identifying what is culturally appropriate for that sector of the 

market. The small company must also try to determine the stage at 

which consumers are, in terms of awareness, interest, conviction and 

action. It is very often the case that there are norms w ithin the 

industry w ith regard to prom otion activity. The sm all com pany 

should be aware of these norms and possibilities for introducing new 

and innovative forms of promotion.

All respondents from the Large Company and M arketing Support Body 

groupings and two respondents from  the M arketing A cadem ic 

grouping emphasised the importance of setting and achieving a single 

objective. " The one thing you shouldn't do is spread yourself too thin. 

I f  you have a small budget and spread it over too many things none of 

it w ill be effective. M y advice would be to concentrate on one objective 

in the most cost effective way possible, rather than to try to be all things 

to all people.", Manager - Large Company. It also was felt by many of the 

respondents that promotion strategies for small companies should be 

highly directed to a specific audience and should em phasise the 

personal interactive nature of much of the prom otional activ ities 

traditionally undertaken by entrepreneurs.
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The panel was asked to identify cost effective, realistic promotion tools 

which could be employed by a small company owner manager. For the 

m ost part, prom otion tools for sm all com panies were seen to be 

limited to below the line activity focusing on communicating a specific 

m essage to a specific audience in a cost effective m anner. The 

promotion tools identified by the panel and their frequency of mention 

are listed in Table 5.27.

Table 5.27 Promotion Tools Suitable for Use By Small Companies.

Promotion Tool Number of Respondents

Public Relations 21
Product Testing/Sampling 20
Data Base Marketing 19
Direct Mail 17
Demonstrations 17
Advertising in Local Press/Radio 15
Advertising in Trade Magazines 13
Brochures 10

The im portance of m otivating em ployees, distributors, retailers and 

custom ers to actively promote the product through word of m outh 

prom otion was also emphasised by the panel. W hile it is difficult to 

initiate and manage word of mouth promotion, respondents felt that it 

is possible to achieve if the small company concentrates on providing a 

high quality product which meets customers' requirem ents. Regular 

com m unication w ith custom ers, salespeople and the d istribution  

channel was also seen as important in m onitoring changing m arket 

needs and the company's performance in meeting those needs with a 

product which encourages favourable word of mouth promotion.

It was acknowledged by the Delphi panel that budgeting for promotion 

is extrem ely difficult for small companies. Again, there were two 

distinct patterns to responses. Six respondents or approximately 26% of
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the sample indicated that an 'affordable' method is appropriate. "What 

is available, w hat can you set aside. Once you've done that you can 

look at w hat prom otion options are open to you.", Manager - Large 

Company. Seventeen respondents (74%) felt that the objective and task 

m ethod is a better option. "To spend what you have left over after 

you've decided all the other budgets is plain  daft. You m ight be 

spending too much or too little and taking no account o f w hat you 

want to achieve. I f  you understand the m arket and you know  what 

strategy you need to succeed and you know the organisation you need 

to have to implement the strategy, you've got to do it, otherwise you'll 

fail. I f  one strategy will win and you decide to take another because you 

can't afford it, you're going to fail. You should fin d  the money from  

som ew here to do w hat's going to succeed or not bother.", Marketing 

Academic.

Those respondents who showed a preference for an objective and task 

m ethod did how ever, realise that, on a practical level, m ost sm all 

companies will promote on the basis of what they can afford. " T h e  

ideal would be an objective and task method, but clearly life isn't like 

that. I t ’s usually a question o f how much you have and what you can 

do with that fo r  most small companies.", M arketing Academic.

Effectiveness evaluation was seen as another problematic area, both for 

large and small companies. Respondents were asked to indicate their 

agreement with the statement "The effectiveness of promotion policies 

undertaken by a small firm should be evaluated regularly." Their 

ratings of the validity, desirability and feasibility of effectiveness 

evaluation in sm all com panies were also requested. Figure 5.19 

illustrates the panel's responses to all four scales.
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Figure 5.19 Rating of Promotion Effectiveness Evaluation Across All 
Scales.

W here: 1= Strongly Agree/Extremely: Valid/Desirable/Feasible
2= Agree / Valid / Desirable /Feasible 
3= Neither/Nor

It is clear that the majority of the panel both agreed with the statement 

and the validity and desirability of effectiveness evaluation in sm all 

com panies. Seven members, or 31%, of the Delphi sam ple w ere 

unsure of the feasibility  of im plem enting prom otion evaluation 

procedures in small companies. This was however, "...a problem  fo r  

all com panies. It's  very d ifficu lt to p inpoin t the resu lts o f  an 

advertising or prom otion campaign. To say that because o f prom otion  

sales increased by a certain percentage .", Executive - Support Body. "You  

can m onitor over time. You know if you've made a disastrous m istake 

but you are in the land o f judgement, whether you are big or small. At 

the end o f the day it's quite s u b j e c t i v e Manager - Large Company.

M ost respondents felt that a record of sales and new inquiries arising 

from  the prom otion  should be m aintained . R eactions to any 

prom otion cam paign should be sought from  existing custom ers and 

d istributors or the trade. "You have to try to gauge consum ers'
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reactions firstly  to the message and secondly to the style. But if  sales 

don't respond then it doesn't make any difference what you are doing, 

it's not really  effective. Sales are the m ost im portant barom eter o f  

effectiven ess. In the short term you're doin g  it through ask in g  

consumers, usually through group discussions. Look at trade reactions 

too.", Manager - Large Company.

The Delphi panel considered questions on sales force management. It 

was acknowledged that, more often than not, a small com pany will 

depend on the owner manager to undertake the sales function or 

employ only one or two sales people. It was noted by the panel that it is 

difficult for sm all companies to attract and hold well trained and 

experienced sales people. One respondent suggested that sm all 

companies "...have got to be more flexible about who they hire. There 

are a lot o f big com panies who are ration alisin g  and people being  

offered deals at fifty . Now, there is a lot o f experienced people out there 

who would work part time for  little money out o f interest and use that 

know ledge and experience fo r  helping sm all com panies. I  w ould say  

that is the way to go", Executive - Support Body.

Respondents were agreed that once a small company has em ployed a 

sales person, there should be a formal reporting system  in place to 

ensure that information about the product, the market, custom ers and 

competition is recorded on a daily basis. "All our reps report on a daily  

basis on how produ cts are doing, sh e lf  space, com p etitors ...an y  

information at all. We have a form al reporting system  fo r  that and I  

think it's qu ite im portant. It's like anything, you start o ff  w ith  

com m ents and then ju st categorise them as things becom e m ore  

structured. It's quite probable that when you start out you don't even 

know w hat you want or need to know, it ju st happens gradually ." , 

Owner Manager - Small Business.

Evaluation of performance should also be undertaken utilising fairly

217



straightforw ard m easures such as number of calls per custom er, 

coverage, expenses. It was also important in the opinion of the Delphi 

panel that feedback on sales representatives perform ance be sought 

from customers. The ability of the sales person to provide good quality 

inform ation on the m arketplace should also be taken into account 

when evaluating performance.

A summary of respondents' comments on this section was com piled 

for inclusion in the second round synopsis report. This report is 

included in Appendix E.

5.10 M arketing Performance Assessm ent

The Delphi panel were asked to indicate their agreem ent w ith the 

statem en t "Every sm all com pany should have proced ures for 

m onitoring the performance of its marketing function." The validity, 

desirability and feasibility of procedures for m arketing perform ance 

assessm ent in sm all com panies were also exam ined. Figure 5.20 

illustrates respondents' answers to these questions.

A lack of consensus was evidenced on all scales. This was m ainly due 

to the fact that while many respondents were aware of the desirability 

of assessing m arketing perform ance, they were also obliged to 

acknowledge that it can be extremely difficult to undertake, especially 

for sm all com panies. "It should know what its m arketing is doing, 

how well it is performing but that can be difficult to assess, especially if  

they don't have a structured m arketing departm ent in p lace" , Executive 

- Support Body. "There is no w ay , no model you can use to assess  

performance. It comes down to instinct in a way. You can pick certain  

aspects o f a business and say yes that was worthwhile but if you spend 

£ 10,000 on pack design and your business doesn't do w ell w as that 

because o f the pack design or because distribution was wrong? There 

are so m any factors that it is probably im possible to d isentangle them
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Figure 5.20 Rating of Marketing Performance Assessment Across All 

Scales.

all", Manager - Large Company.

W here: 1= Strongly Agree/Extremely: Valid/Desirable/Feasible
2= Agree/Valid/Desirable/Feasible 
3= Neither/Nor
4= Disagree / Invalid / Undesirable / Unfeasible

Twenty respondents indicated that costs in the various m arketing areas 

should be very carefully m onitored when assessing m arketing 

perform ance. The use of audits on " ...custom er com pla in ts, serv ice  

levels, delivery, things like that should be considered. They could be 

evaluated against benchm arks or standards you had prev iously  set.", 

Marketing Academic.

Sales and rate of return on investment were seen as "...the bottom  line. 

I w ould be benchm arking against com petition  and again st sim ilar  

com panies in other countries to see how  w ell I'm  d o in g " , O w ner 

M anager-Sm all Business. Measurement of sales was mentioned by fifteen 

of the panel members as a method of assessment. It was felt by eleven 

(75%) of these respondents that assessment of sales should take place
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against previously set objectives.

M aintaining profits, m arket share, and prices were m entioned as 

realistic indicators of marketing performance. "There are two things - 

is it [m arketing] sustain ing or gain ing m arketing share and is it 

sustaining the price because that is what symbolises w hether it's got the 

standing fo r  its product and is communicating it. You 're either gaining  

share or sustaining price or some combination o f both. I f  you are not 

doing that then there is som ething wrong with your m arketing. T h e  

only thing you m ightn't have control or respon sibility  fo r  is som e 

unforeseen environm ental problem , you should take account o f that.", 

Executive - Support Body. "A small company will know from  its level of 

profits how w ell it is doing and if  you take it that m arketing is a 

philosophy which perm eates the business, then i f  profits are up it's 

doing a good job , if profits are down it's not. You have to look at 

profits as the bottom line and see where you are going wrong if it's not 

happening.", Marketing Academic.

Five respondents drew attention to the role of marketing in "...creating  

and sustain ing relationships w ith stakeholders; suppliers, custom ers, 

com petitors. See how well you did at this, did you find  out anything  

new? M ake a new relationship?", Marketing Academic.

Therefore, assessment of marketing performance should take account 

of marketing inputs in the form of costs and marketing outputs in the 

form  of sa les, p rofits , m arket share, price and rela tio n sh ip  

m anagem ent. This assessm ent should take place with reference to 

objectives where possible and accommodate any unforeseen problems 

or opportunities that may have arisen during the assessment period.

A sum m ary of respondents' comments on this section was com piled 

for inclusion in the second round synopsis report. This report is 

included in Appendix E.
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CHAPTER 6

ANALYSIS OF ROUND TWO
FINDINGS



6.1 Introduction

The second round of the Delphi procedure was im plem ented during 

the months from August to October 1993. The approach adopted for 

the second round of the D elphi involved the com pilation of a 

sum m ary report based on qualitative analysis of the audio tapes for 

each of the personal interviews conducted in the initial Delphi round. 

This summary or feedback report was designed to represent a synthesis 

of group thought for every issue discussed. Every effort was made to 

accurately capture the group position on all topics and to detail the 

knowledge which had surfaced with respect to each subject covered in 

the first round interviews.

The sum m ary report was presented in tw elve sections w hich 

represented a categorical item breakdown of the panel's responses. The 

categories were as follows: 1. Planning, 2. M arketing Oriented Culture, 

3. M arketin g  Fu n ctio n , 4. M arket In fo rm atio n , 5. C u stom er 

Expectations, 6. Custom er Satisfaction, 7. A fter Sales Service, 8. 

Com plaint Handling, 9. Training, 10. Segmentation, 11. M ix Strategies 

(product, price, p lace, prom otion), 12. M arketin g Perform ance 

A ssessm ent. The second round summary report is presented in 

Appendix E.

The form at of this report was designed to encourage respondents to 

critically evaluate and comment on the summaries or add item s as 

th ey  w ished . E igh teen  round two rep o rts  w ere retu rn ed  

(approximately 78% of the round one respondents). The breakdown of 

these second round respondents is illustrated in Table 6.1.
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Table 6.1 Breakdown of Second Round Respondents.

Response Non Response Total

Support Body Representatives: 

• Marketing 2 1 3

• Small Business 3 1 4

• Business 1 1

Large Business Representatives: 4 4

Small Business Representatives: 5 5

Academic Representatives: 3 3 6

Total 18 5 23

The summary reports were analysed qualitatively to highlight those 

areas where respondents felt the view  expressed in the synopsis 

diverged from their own opinions on the subject. Further comments 

or suggestions which panel members contributed were noted and 

incorporated into the second round findings. The results of this 

analysis are presented below under the headings used in the synopsis 

report. Prom otion and Price were the only areas on w hich no 

respondent presented a view. This analysis of second round findings, 

in conjunction with previous results from the initial Delphi round, 

forms the basis for the development of the finalised M arketing Quality 

Standard (MQS) Phase 1 fram ework. This fram ew ork in turn, is 

presented as the main conclusion arising from this study.

W hile all respondent feedback is detailed in the follow ing discussion, 

com m ents, suggestions and queries were assim ilated into the final 

MQS design only when it was clear that they were broadly in line with 

previous findings from the first round Delphi, or where a significant 

number of the second round respondents proposed such amendments.
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Comments, suggestions or queries made by 30% or more of the second 

round panel were included in the final MQS framework.

6.2 Analysis of Second Round Results

P lan n in g . Significantly, three respondents (17% of the qualified second 

round sample) disagreed with the statement "There is no need for a 

formal written plan." These respondents indicated that "The process o f 

putting a plan together helps the company understand itself, its market 

and competition. It forces choice in regard to fu ture direction and must 

be w ritten  i f  it is to serve as a referen ce poin t (con trol) fo r  

perform ance.", M arketing Academic. All three respondents felt that the 

plan should be written "...but this does not mean that it has to be long, 

com p lica ted  or techn ica l." , Owner M anager - Sm all Business. As 

formalisation of plans in a written format had been advocated by five 

respondents in the first round of the Delphi it was decided to include 

this as an additional, but not required specification, in the final MQS 

Phase 1 framework.

Some m em bers of the second round panel (four respondents) were 

dissatisfied with the presentation of proposed continuous assessm ent 

procedures. All four felt that small firms should be encouraged to 

review plans on more than just an annual basis. "Review only once a 

year means that in the interim it is easier to loose sight o f the overall 

goal ¡objective. Especially, if it is vague. Biannual or even quarterly  

rev iew s w ould be a little  m ore h e lp fu l" , Executive - Support Body. 

"Continuous assessm ent is a good thing but should be sim ple ie. are  

our sales on target, or m argins etc. even down to the num ber one 

em ploys , whatever is im portant fo r  the com pany fo r  that year.", Owner 

M anager-Sm all Business. These comments were noted and incorporated 

in the M arketing Quality Standard Phase 1 draft as targets towards 

which small firms should be aiming.
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The final comment on the planning section of the synopsis report 

centred on consideration of the owner's personal objectives when 

form ulating business plans. One respondent from a large company 

felt that stakeholders' objectives were as im portant as those of the 

ow ner m anager and that consideration should be taken of the 

objectives of spouses, fam ilies, partners/shareholders and outside 

concerns. The concept of 'stakeholder objectives' was introduced by a 

marketing academic and a small business owner manager in the initial 

Delphi interviews. However, due to the constraints imposed on this 

study, the topic was not pursued further and was not included in the 

m ain findings arising from the investigation. Future research could 

concentrate on assessing the nature, role, im pact and influence of 

stakeholder opinions and objectives on small company management.

M arketing Oriented Culture. In general, all comments on this section 

w ere supportive of the sum m ary. One respondent noted that 

"...leadership from  the owner manager is im portant but it is even m ore 

im portant that a ll m anagem ent em brace the custom er cu ltu re, they  

have to show leadership too.", Manager - Large Company. This was taken as 

an indication that the issue of management and leadership may have 

been too tightly defined in the feedback report. It was also pointed out 

that there was a danger of lulling small companies into a false sense of 

security by stating, in the synopsis report, that 'In many cases, sm all 

com panies do not need to concentrate on applying a m arket 

orientation to the extent of large companies.' "...most small com panies 

need help  to understand the concept and its im portance. Sm all 

com panies most certainly do need to concentrate on applying a m arket 

orientation. It is very easy to become com placent", Marketing Academic. 

As the MQS Phase 1 specification for this category stresses the need for 

a marketing oriented culture and management leadership in this area 

it was felt that these objections were accommodated in the final design.
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M arketing Function. Two com m ents on this section  focused on 

developing the concept of marketing as a critical function further than 

had been achieved in the synopsis. The first of these suggested that the 

interaction betw een all functions in a sm all com pany should be 

emphasised so that "Everyone in a small com pany is d irectly  involved  

w ith the m arketing o f  that com pany and the synergy that can be 

derived from  this overlap in fun ctions should be used in 'keeping  

objective'." , Executive - Support Body. In other w ords, the overlap in 

functions, typical in small scale firms can be beneficial in ensuring that 

no one function dominates the company's philosophy or direction.

The second com m ent, again from  a support body representative 

suggested that "It can be useful to consider a sm all company as a brand. 

In this respect it is useful fo r  som eone ... to be respon sible fo r  the 

developm ent o f the com pany as a brand. This w ill involve ensuring  

that everything the company does from  the outside o f  its factory , its 

livery , its letterheading the way it addresses its sta ff, the w ay it 

addresses clients, literally  every form  o f com m unication both w ithin  

and w ithout the com pany is consistent with som e form alised  idea o f 

w hat the brand image o f that company should, be." The outline and 

description of marketing tasks in the summary report may have been 

too narrow and perhaps should be broadened to incorporate the issue 

of company presentation and image as well as the formal 'm arketing 

jobs' outlined in the rep ort (prom otion, se lling , research  and 

planning). The importance of company image em erged consistently 

and clearly in the initial Delphi round. Therefore, company image was 

included as a specification in the final MQS Phase 1 framework.

M embers of the panel also noted that small companies must be aware 

of the costs of implementing structural changes. W hile the ability of 

present structures to serve customer needs is an im portant factor in 

determ ining whether new personnel are required or new structures 

should be put in place, "A critical factor fo r  m ost sm all com panies is
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w hether new staff/structures will cover the additional costs quickly.", 

Marketing Academic. W hile no other respondent proposed this view, it 

would appear to be extremely valid in the context of small business 

marketing and should be investigated further.

M arket In fo rm atio n . Five respondents or 28% of the second round 

panel queried the suggestion m ade in the synopsis rep ort that 

"Extensive market research to test possible opportunities is beyond the 

capabilities of smaller companies, rather research should be viewed as a 

tool to valid ate opp ortunities selected  on in tu itio n ." These 

respondents fe lt that w hile "...extensive m arket research  m ay be 

beyond the capabilities o f  sm aller com panies it is not beyond the 

capabilities o f  larger organisations who may be em ployed to do the 

work for the small firm.", Executive - Support Body.

As 28% of the second round panel disagreed with this stance, further 

iterations of the Delphi exercise would be necessary to gain consensus 

among the panel on the exact role of market research in smaller firms. 

Because further rounds were not possible w ithin the confines of this 

study these assertions were excluded from  the final M QS Phase 1 

fram ework.

Customer Expectations. Two respondents, both from large companies, 

indicated that relationship marketing and relationship building should 

be further explored. "The m ost im portant procedu re is undoubtedly  

'relationship bu ild in g ’. This should be developed  to ou tlin e how  

sm all com panies can m anage and market relationships. The salesforce, 

for exam ple, as a lifelin e from  m anagem ent to custom er and their  

selection is very im portant, but there are other issues in custom er care 

and research w hich should be brought to sm all firm  m anagem ent's  

atten tion ."

Relationship m arketing was discussed with the Delphi panel in  the
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initial personal interviews. However, these comments would suggest 

that further exploration of this concept in the context of sm all firm  

marketing management should be considered in future studies.

Customer Satisfaction. Two suggestions were made with respect to 

procedures for internal assessment of the company's ability to satisfy its 

custom ers. They indicated that success in satisfying needs and 

expectations of customers should be measured by assessing company 

systems quality as determined by the customer. This could be done 

through "...listening system atically to suppliers, custom ers and end 

users to see what they have to say about the product and services  

systems on offer", Owner Manager - Small Business. This suggestion was 

included as an alternative method of small company assessm ent of 

custom er satisfaction in the MQS Phase 1 fram ew ork as it had 

previously been suggested by respondents in the first round of the 

Delphi procedure.

A fter Sales Service. Three large company managers and two support 

body executives noted that in som e cases "ASS can often be a 

com pany's com petitive advantage. T herefore, the in du stry  norm  

would not be the benchm ark, exceeding it would be." Cognisance was 

taken of this fact and in the draft MQS Phase 1 fram ework, industry 

norm  as a criterion for the level of after sales service provided is 

tempered by reference to the company's objective in the provision of 

such a service.

One respondent fe lt that "...surely a fo rm alised  d eta iled  set o f  

gu idelin es w ould m ake ASS m ore e ffic ien t" , Executive - Support Body. 

However, none of the other panel members made reference to this fact 

and so it was not included in the final conclusion or the MQS Phase 1 

framework. The point should be noted and further research on the 

area could be directed towards determining the feasibility, desirability 

and validity of such a specification.
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C u stom er C o m p la in ts . The comments in this section focused on 

requesting further em phasis on the inform ation  possib ilities of 

custom er com plaints. "Small companies should be m ore aw are o f the 

invaluable source o f inform ation which com plaints provide and the 

system  sh ou ld  be design ed  around u sin g  th is in form ation  to 

maximum effect" , Owner Manager - Small Company. As eight members of 

the panel (44%) made some reference to this elem ent of custom er 

com plaint handling, it was incorporated into the final M QS Phase 1 

design.

Use of benchmarks in determining unacceptable com plaint levels was 

m entioned by six m em bers of the panel (or 33% ). A gain, these 

suggestions were translated into requirem ents in the M QS Phase 1 

fram ework.

Recruitm ent and Training. One respondent, from a large international 

company, disagreed with the use of an outside independent source to 

determine training needs. While no further elaboration was given, it 

is presumed that this comment reflects the views expressed by m any 

panel m em bers during the personal interview s in relation to the 

quality of consultants and external courses. These views have been 

outlined in Appendix D and it is hoped that further research w ould 

concentrate on determ ining the role and appropriateness of external 

training courses to small business marketing.

S e gm entation. Four respondents (22%) indicated that clarification was 

needed of the term 'large robust segments'. W hile they realised that 

this may refer to the need for small companies to target worthw hile 

and v iable segm ents, they also fe lt that the term  could  be 

m isinterpreted  to indicate that sm all firm s should be " ...p la c in g  

them selves in the larger m arket which w ould a ttract com petition , 

especially from  larger m ore robust c o m p a n i e s Owner M anager - Small 

Business. Again, it was felt that further discussion of the topic would be
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needed to clarify the issue of segment selection in small companies and 

so this specification was removed from the final draft of the M QS 

Phase 1 framework.

Rem aining comments on this section related to the issue of segm ent 

m onitoring. N ine respondents (50% of the second round sam ple) 

indicated that profitability was not the only measure of viability. "Is 

this all ? Surely the viability o f the segment deserves m ore than this 

?" , Owner Manager - Small Business. Suggestions for other measures were 

growth rate, size, trends and competitive structure. These suggestions 

were incorporated into the final MQS Phase 1 framework.

Product Strategies. There was only one comment on this area and this 

centred on the need for small companies to be aware of and respond to 

cu stom er req u ests. "Product m od ification s tend to be sm all 

adjustm ents requested by your custom ers. Be up to speed on your  

ability  to respond and modification will happen ", Owner Manager - Small 

C o m p a n y .  This was seen as an area w hich necessitated further 

elaboration before it could be introduced into the draft standard 

framework, and is an area on which future studies should focus.

D istrib u tio n  S trateg ies. Comments on this section concentrated on 

sales force management issues. Ten of the second round respondents 

indicated that not enough detailed inform ation was given in the 

synopsis report on sales force assessment and evaluation. "There are  

other issues which I  would include here such as how w ell the sales 

person plans his calls. It's no good having him tearing a ll over the 

country in an unplanned way. Also the number o f new accounts he 

brings in is vital ie. how well he deals with 'cold calls'. ", Owner Manager - 

Sm all Com pany. "It is im portant to con sider effectiv en ess  in call 

conversion and efficien cy  o f cold call to established account ratios  

when looking at sales force evaluation .", M arketing Academic.
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Efficiency of territory planning, efficiency of call conversion, cold call 

ratios, achievement of sales targets and analysis of custom er potential 

were all mentioned by respondents as additional criteria against which 

a salesperson should be evaluated. While it is acknowledged that these 

issues may warrant further discussion, they were included in the final 

MQS Phase 1 framework because of the number of respondents who 

specifically requested their inclusion. Further developm ent of the 

MQS framework should focus on evaluation of these specifications.

M arketing Perform ance Assessment. Eight respondents (44%) felt that 

not enough attention had been given to the role of qualitative, 

inform al assessm ent of marketing perform ance in sm all com panies. 

This assessm ent would rely largely on the owner m anager's opinion 

and on feedback from informal consultation with clients. Again, due to 

the num ber of respondents indicating the n ecessity  of such  a 

specification it was included in the finalised MQS Phase 1 framework.

6.3 Lim itations of the Research

The modified Delphi approach undertaken proved highly conducive to 

producing insights on quality in marketing practice on which future 

research may be based. It has to be acknowledged some 'leading' 

inevitably resulted from the qualitative selection of the inform ation to 

be included in both the second round synopsis report and the final 

MQS Phase 1 framework. However, the selection of responses for 

inclusion was undertaken in as explicit a m anner as possible so that 

any omissions or oversights are apparent.

It m ust be noted that, in statistical terms, the panel size m ay be 

considered too small to provide generalisable results. H ow ever, the 

expert panel was constructed to achieve a breadth and diversity of

expert opinion consistent with previous Delphi studies1 and provides, 

in Delphi terms, reliable, valid and generalisable results.
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CHAPTER 7

CONCLUSIONS AND 
RECOMMENDATIONS



7.1 Introduction

Consideration of responses to the first and second rounds of the 

Delphi inform ed and m ediated the final design of the M arketing 

Quality Standard (MQS) Phase 1 framework which form s the basis of 

the m ain conclusions of this study. It is important to state that MQS 

Phase 1 is not seen as the ultim ate standard. Rather, it should be 

viewed as the first stage in what, hopefully, will be ongoing research to 

develop a framework for marketing quality applicable to the unique 

requirements of smaller enterprises.

The MQS Phase 1 framework is designed as a quality evaluation system 

which allows an organisation to system atically review  its m arketing 

activities. It provides guidelines which enable the organisation to 

clearly discern its strengths and the areas in which im provem ents can 

be made. The aim of the proposed framework is to encourage, facilitate 

and optimise self appraisal of marketing practice.

7.2 M arketing Quality Standard Framework Elements

The exploratory research reported in this study reveals fifteen elements 

that marketing experts feel contribute to marketing quality. Each of the 

fifteen elements identified in the empirical research is a criterion that 

can be used to appraise the company's progress towards quality in the 

marketing function. The following pages list, for each elem ent of the 

framework, specific sub criteria that should be addressed. The objective 

of this self appraisal programme is to regularly review each of these 

fifteen elements and their sub specifications and, thereafter, to adopt 

relevant im provem ent policies.
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Element 1. Planning

(a) An agenda which reflects an awareness of the m arket. This 

should include:

- a statement of the company's position within that market

- the objectives set for the company

- the method by which those objectives will be achieved

- the possible risks and resources involved in attaining those 

objectives

- the potential return on investment.

It would be helpful if the company had this agenda docum ented in 

simple format.

(b) A planning time frame that reflects this agenda. Em phasis 

should be on specific detailed objectives for the immediate year, with a 

two to three year perspective, which need not be as detailed.

(c) A review  procedure which ensures that business plans are 

evaluated, improved and aligned with changing m arket conditions. 

This review should take place, at the minimum, on an annual basis. 

The com pany should aim to have a review conducted biannually or 

quarterly.

(d) An assessm ent procedure which evaluates the effectiveness of 

the plan in meeting objectives.

Is concerned with how the company reflects quality marketing practice

in its planning methods. The company should demonstrate:
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Element 2. Marketing Oriented Culture

Is concerned with how the company reflects a m arketing orientation. 

The company should demonstrate:

(a) An ethos of personal service and customer satisfaction achieved 

by displaying that every activity is undertaken w ith reference to its 

consum ers.

(b) Management leadership and example in this area.

Elem ent 3. M arketing Function

Is concerned with how  the com pany reflects an appreciation of 

m arketing in  its organisation structure. The com pany should 

dem onstrate:

(a) That marketing has been identified as a critical process and that 

responsibility for the m arketing function has been accorded to an 

appropriate employee as outlined in 9. (b).

(b) That all employees are aware of the im portance of m arketing 

and that marketing and presentation of a favourable company image is 

viewed as the responsibility of every employee.

(c) That the company reviews the effectiveness and efficiency of the 

m arketing function in serving the customer as outlined in 6. (a).

(d) That there is interaction and co-operation betw een m arketing 

and all other critical functions.

(e) That the organisation plans for improvement based on a review 

of 3. (c) and 3. (d) above.
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Element 4. Market Infonnation

(a) That a forum exists for determining the inform ation needs of 

the company, for discussing progress in collecting and monitoring that 

inform ation and for setting new information objectives.

(b) That em ployees are encouraged to report to m anagem ent all 

market feedback on the company and the product. This could involve 

the use of a formal system to ensure that information is documented.

(c) That use is made of data arising from custom er, em ployee or 

supplier feedback, and a review of the m arket including data on 

com petitors' perform ance, social, regulatory and legislative issues. 

This could include data on:

- the market, including size, growth, trends, company position, 

competitors, relative prices and costs and trade information.

- the customer, including an analysis of the customer profile for 

the product and the motivational factors determining purchase.

- the internal dynamics of the company, including a review of 

the effectiveness and efficiency of procedures in operation and 

personnel capabilities as outlined in element 6. and element 9..

(d) T hat there is active involvem ent of m anagem ent in  the 

determination of information needs, review and assessm ent of m arket 

inform ation and in any formal survey being undertaken.

Is concerned with how company activities are developed on the basis

of quality market information. The company should demonstrate:
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Element 5. Customer Expectations

(a) That close contact with customers is m aintained and customer 

perceptions of the company and product are monitored. The company 

could review  the fo llow ing areas w hen m onitoring  custom er 

perceptions:

- delivery; including reliability, speed, frequency, on time 

delivery and in full delivery

- prices; relative to competition in terms of perceived value

- product offered; including quality, reliability, ability to meet 

customer needs, availability, support

- competitors; product offering, prices, customer perceptions.

(b) That a listening culture exists among all employees within the 

company. Responsibility for talking with customers on both a formal 

and inform al basis and recording feedback on changing custom er 

needs, likes and dislikes should be accorded to an appropriate employee 

as outlined in 9. (b).

(c) That feedback from  custom ers and stakeholders is used in 

developing com pany and product objectives and in  determ ining 

im provem ent policies.

Is concerned with how the company develops procedures to ensure

that customer expectations are accurately identified. The company

should demonstrate :
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Element 6. Customer Satisfaction

Is concerned w ith how the com pany system atically  m anages its 

processes to achieve custom er satisfaction. The com pany should 

dem onstrate:

(a) That procedures exist for analysing the ability of each function to 

meet customer requirements. This could involve:

- determining critical functions

- identifying lines of responsibility

- determining the ability of employees in positions of 

responsibility to undertake their roles (see element 9)

- assessing time management in each critical function

- assessing process efficiency, effectiveness, interaction and 

com m unication

- determining customer perceptions of each function's 

effectiveness and efficiency.

(b) That procedures exist for analysing the ability of the product to 

confer the benefits the customer expects. This could involve:

- customer discussion groups

- analysis of customer complaint/satisfaction records

- competitive assessment.

(c) That resulting from  this analysis the com pany im plem ents 

process changes and evaluates the benefits.
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Element 7. After Sales Service

(a) That after sales service is viewed as a process which is concerned 

with developing relationships by reassuring customers of product and 

company quality. To this end, responsibility for the after sales service 

function should be accorded to an appropriate employee as outlined in 

9. (b).

(b) That there are guidelines in existence which provide direction to 

the provision of after sales service. These could include internal 

schedules and benchmarks to check on:

- delivery procedures

- query and complaint handling

- response time

- customer contact.

(c) That the level of after sales service provided is at least consistent 

with:

- overall company objectives

- specific objectives for after sales service

- the industry norm

- repeat purchase levels

- the nature of the customer

- the importance of the product to the customer.

Is concerned with how the company implements procedures for the

provision of after sales service to customers. The company should

demonstrate:
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Element 8. Complaint Handling

(a) Procedures for complaint handling have been developed. At the 

very least this procedure should include measures which ensure the 

customer receives:

- inform ation

- reassurance

- restitution.

(b) That a form alised system exists for com plaint handling. This 

could include identifying and specifying the:

- complainant

- complaint detail

- employee handling complaint

- procedure followed

- response time

- outcome

- comments and recommendations.

This system should then provide the basis for complaint records which 

should be used as an information source.

(c) That use is made of this inform ation in setting param eters for 

unacceptable complaint levels.

(d) That action to improve products and processes is taken when 

complaints consistently exceed these parameters.

Is concerned with how the company develops procedures for handling

customer complaints. The company should demonstrate:
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Element 9. Training

Is concerned with how the company preserves and develops the skills 

and capabilities of personnel through recruitm ent and training. The 

company should demonstrate:

(a) That procedures exist to identify m anagem ent training needs 

and to establish information gaps, skills gaps and attitude gaps among 

all employees.

(b) That in terms of m arketing, concern rests w ith educating, 

training and the recruitm ent of personnel with personality, intuition 

and a proven background. In theoretical term s, a know ledge of 

research, planning, forecasting, promotion, sales, consumer behaviour, 

statistics and communication methods is encouraged.

(c) External courses are scrutinised to ensure that they are 

characteristic of the real needs of both the employee undertaking the 

course and the business.

Elem ent 10. Segm entation

Is concerned  w ith  how  the com pany develops segm en tation  

procedures based on quality marketing practices. The company should 

dem onstrate:

(a) That m anagement is aware of the concept of segm entation and 

implement segm entation practices. This involves the com pany being 

able to dem onstrate a thorough knowledge of the industry based on 

adequate information about that market as outlined in 4. (c).

(b) That the served m arket, present and future custom ers and 

customer motivations are defined.
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(c) That selection of target segments takes place on the basis of:

- an analysis of company strengths

- company objectives

- company needs

- customer assessment.

(d) That regular review of chosen segment viability is undertaken. 

This could involve an analysis of:

- segment profitability

- segment size

- segment growth rate

- segment trends

- segment competitive structure.

Element 11. Product Strategy

Is concerned with how a company determines its product offering. The 

company should demonstrate:

(a) That procedures exist for m onitoring a product's relevance to 

the market at which it is aimed. This could be undertaken through an 

analysis of:

- customer feedback

- new product entry

- market trends

- sales

- new technologies

- trends in overseas markets

- product alternatives

- new customer levels.
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(b) That continuous developm ent of products is an objective of 

product policy. The com pany should show evidence that the 

en v iro n m en t (so cia l, econom ic, co m p etitiv e , reg u la to ry  and 

technological) is constantly m onitored in a search  for prod uct 

development and modification opportunities as outlined in 4. (c).

(c) T h at p roced u res are in p lace for a ssessin g  p ro d u ct 

developm ent/m odification opportunities.

(d) That clear policy exists with regard to brand image and packaging 

policy to ensure that a favourable reputation or image is created and 

m aintained and that packaging is well designed and consistent with 

this reputation.

Elem ent 12. Price Strategy

Is concerned with how the company determines its pricing policy. The 

company should demonstrate:

(a) That consideration of both internal and external variables has 

been taken when determ ining the final price. Internal variables 

include proper costing, margin allowance and financial objectives. 

External variables include directly competitive product prices, likely 

com petitive reaction and custom er perceptions of product value as 

well as the price the market will bear.
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Element 13. Distribution Strategy

(a) That the distribution policy undertaken delivers goods to 

custom ers in a tim ely and convenient m anner while m aintaining 

product quality and service levels. This could include consideration of:

- industry norms

- effectiveness and efficiency of existing distribution channels

- the nature of the product

- customer location

- the nature of the customer

- standards in the industry.

(b) That the choice of a third party channel is taken after rigorous 

analysis, review and consideration. The company could address areas 

such as:

- track record

- reputation

- market coverage

- stability

- product range

- interest

- legalities

- character

- finances

- co-operative services.

(c) That assessm ent of third party channels is undertaken. The 

company should consider the developm ent of an active partnership

Is concerned with how the company determines its distribution policy.

The company should demonstrate:
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between themselves and the third party channel. This, however, does 

not preclude the use of mutually agreed guidelines to ensure correct 

product handling and achievement of objectives.

(d) That procedures exist for reviewing the distribution policy 

undertaken. The company may do this through discussions with 

customers and a review of costs as well as an objective assessm ent of 

achievem ent of objectives.

Element 14. Promotion Strategy

Is concerned with how the company determines its prom otion policy. 

The company should demonstrate:

(a) That a clear objective inform s its prom otion policy. The 

com pany should ensure that it focuses on com m unicating a specific 

message to a specific audience in a cost effective manner.

(b) That it endeavours to acquire the resources necessary  to 

implement the promotion strategy which will achieve that objective.

(c) That where an external agency is employed an agreed plan and 

rem uneration have been developed.

(d) That the effectiveness of prom otion cam paigns is evaluated. 

This could be achieved through analysis of:

- sales records

- new inquiry records

- reactions from existing customers.
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(e) That form al systems exist for m anagem ent of the sales force. 

The com pany should ensure that the sales force gathers and reports 

information on a regular basis on :

- the product

- the market

- customers

- competition

- trade.

Sales people should be monitored and evaluated on the basis of:

- customer feedback

- expenses

- sales targets

- number of calls (including call conversion and cold call ratios)

- market coverage and efficiency of territory planning

- analysis of customer potential

- quality of information provided.

Element 15. Marketing Performance Assessment

Is concerned w ith how the com pany assesses the quality  of its 

marketing practice. The company should demonstrate:

(a) That it assesses both the effectiveness and efficiency of its 

marketing activities. This could involve an analysis of:

- achievement of objectives

- costs

- profits

- prices

- market share

- sales levels
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- new customer levels

- customer retention.

The com pany should also consider inform al assessm ents including 

inform al consultation with clients and management opinion.

7.3 Implementation/Application of M O S Phase 1

It is envisaged that the MQS framework would be introduced to small 

companies after the first step of the Model for Marketing Improvement 

in Sm all Firms (Figure 7.1) has been im plem ented. The m odel, as 

outlined in Chapter Three, is reproduced below detailing the areas on 

which the MQS framework in its present format concentrates.

The MQS framework is directly applicable to Steps 2 through 5. W hile 

the objectives of MQS Phase 1 accommodate Steps 6 through 7, it is 

acknowledged that no detailed specifications as to how these steps may 

be im plem ented or achieved are included in the draft standard 

fram ew ork. This highlights those areas where further research is 

needed to develop the MQS Phase 1 framework so that it provides a 

model for total and continuous marketing quality improvement.

At this stage, the framework is presented in a self appraisal format. It is 

hoped that this would accommodate experiential learning of quality in 

m arketing practice by encouraging participants (in this case sm all 

business owners) to become actively involved in regular review and 

im provem ent of their m arketing activities. A finished copy of the 

MQS Phase 1 framework, as it would be presented to sm all business 

owners, is attached to the thesis.
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Figure 7.1 Model for Marketing Improvement in Small Firms : MQS 

Phase 1 Implementation.

Stage 

Step 1

Step 2

Step 3

Step 4

Step 5 

Step 6

Step 7

Task

Introduce New Processes If 

R equ ired

Maintain Continuous Review of 

Marketing Process

MQS Application

Forerunner to Implementation 

of MQS Phase 1.

Eleven Categories/Fifteen 

Elements Outlined in MQS 

Phase 1.

Specifications Detailed in 

MQS Phase 1.

According to Their Ability 

to Match the MQS Phase 1 

Specifications.

To Bring Them into Line with 

MQS Phase 1 Specifications.

To Bring the Marketing 

Function into Line with MQS 

Phase 1 Specifications.

To Ensure Constant Adherence 

to MQS Phase 1 Specifications.
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7.4 Recommendations

Insights obtained from the Delphi procedure form the basis of the MQS 

Phase 1 framework, which summarises the nature and determinants of 

marketing quality in small to medium sized firms as perceived by the 

experts on the panel. The proposed m arketing quality standard 

provides a framework in an area where little prior research has been 

undertaken. It is based on an interpretation of qualitative data 

generated through a number of in-depth personal interview s with 

marketing experts and their subsequent evaluation and feedback - an 

approach "...consistent with procedures recom m ended fo r  m arketing

theory  d evelopm en t .Ml

Because the research is exploratory, d eterm ination  of p ossib le 

im plem entation policies, further development of each of the quality 

elem ents and evaluation of the relative im portance of each of the 

elem ents in the achievement of marketing quality m ust await future 

em pirical investigation. The framework as it now stands and the 

propositions em erging from  it, imply a rich agenda for further 

research.

First, this research indicates a dichotom y in thought am ong the 

various expert groups surveyed. Some im plied that m arketing is 

m arketing, no different for small or large companies. Others felt that 

clear dissimilarities exist between small and large companies and these 

m ust be reflected in the way m arketing is practised. Despite the 

rigorous research undertaken in this study, there rem ains som e 

uncertainty about what constitutes sound marketing practice for small 

companies at every level; at the fundamental philosophical level, at 

the level of identification of valid marketing techniques and also at the 

level of implementation procedures for such techniques. Examination 

of the im plications of size for marketing quality theory and practice 

m ay offer further insights as to the nature and role of m arketing in
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these sm aller enterprises and suggest refinem ents to the proposed 

fram ework.

Second, there is a need to develop a standard instrum ent to measure 

quality in each of the fifteen dimensions proposed. Research is needed 

to explore each of these criteria further and to devise appropriate 

m echanism s to measure company achievements with respect to each 

element. Specific propositions for further research to develop each of 

the fifteen criteria have been highlighted as they arise in both Chapters 

Five and Six. These are only some of the areas w here future 

investigations could be useful in augmenting and contributing to the 

advancement of quality in marketing practice for small firms.

Third, the relevance of relationship m arketing to sm all com panies 

m ay be worth exploring. The term and concept emerged consistently 

throughout the initial interviews and in the second round responses. 

Many members of the panel indicated that relationship m arketing was 

especially appropriate for small companies due to the high m arketing 

costs associated with creating an interest in the firm 's product and 

convincing customers to accept the firm's promises. These high costs, 

it was felt, are often beyond the budgets of small companies. Therefore, 

if close and long term relationships can be developed, the possibility is 

high that this w ill lead to continuing exchanges requiring low er 

m arketing costs per custom er. Research aim ed at determ ining the 

applicability of the theory of relationship m arketing and its role in 

small company marketing practice could be valuable.

Fourth, although extensive research has been undertaken to determine 

those elements contributing to marketing quality, the fifteen elements 

w hich form  the basis of M QS Phase 1 are not presum ed to be 

exhaustive. Further research could focus on determ ining additional 

elements and assessing the relative importance and im pact of each of 

the elements on marketing quality.
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Fifth , possible im plem entation policies, m indful of the unique 

character of sm aller firm s, must be developed if the M QS Phase 1 

framework is to be a useful tool in supporting quality im provem ent in 

marketing practice among the small firm sector in Ireland. Em pirical 

and possibly longitudinal research is needed to ascertain appropriate 

implementation procedures.

One issue which has arisen during the course of this study and which 

w arrants further investigation is the im plication of the stage of 

developm ent of the company on the need for a m arketing quality 

framework. The total needs of the company and its strategic position 

m ay determ ine its willingness to im plem ent quality im provem ent 

techniques. Further research is needed to identify  those sm all 

companies at which the framework should be targeted.

7.5 Lessons from the Research

W hile the research undertaken in this thesis is both rigorous and 

exhaustive, it would be remiss not to highlight the lessons learned 

during the research process which may help to improve the design and 

focus of future studies.

This study was conducted under the assumption that the Delphi panel 

would exhibit significant divergence in their opinions on the role and 

practice of marketing in small firms. It was felt that the issue under 

consideration was a contentious one and that it would be difficult to 

gain consensus am ong the panel members. This view  point was 

supported by the literature survey, which evidenced varied  and 

opposing perspectives on small firm marketing, and by the pilot testing 

of the questionnaire, where a wide range of contrary opinions and 

judgem ents were elicited. A ccordingly, the questionnaire w as re­

designed to prom ote quantitative agreem ent am ong the panel 

members. It was felt that encouraging agreement with the quantitative
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statements provided a common base-line which would:

(i) Facilitate the exploration of divergences in the qualitative probe 

section of the research and,

(ii) Provide a benchmark against which these divergences could be 

analysed.

In this way, lack of consensus could be measured against a qualitative 

standard and debate could be contained to exploring the m arketing 

factors under consideration. It was feared that if the questionnaire was 

not designed in this m anner, the inconsistencies am ong panel 

members would be so great as to render analysis impossible within two 

Delphi rounds.

U nfortunately, the dissension anticipated was not evidenced in the 

research. There was little divergence of opinion am ong panel 

members in many cases. While this may be an accurate reflection of 

m arketing thought in Ireland, it should be noted that a m ore 

provocative questionnaire, utilising negative rather than positive 

statements or more specific and detailed scales, may have prom oted 

more argument, deliberation, discussion and debate and produced very 

different results. Altering the format of the questionnaire to encourage 

divergence may be beneficial in future research.

W hile looking at the area of questionnaire design, it is im portant to 

note that the m arketing activities investigated in the study were 

prim arily m anagerial in nature. Considering the findings of the 

literature review  and based on discussions w ith the m arketing 

specialists group, it was posited that these activities were m ost 

appropriate to realistic m arketing practice in small firms. However, 

issues em erged during the research process w hich indicate that 

m arketing activities other than the classical or traditional activities 

examined, may be more relevant to the reality of small firm  marketing.
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Although it was not explored in detail with the Delphi panel, the 

whole area of relationship m arketing, in the context of quality in 

marketing, may be a worthwhile basis from which future studies could 

develop.

Due to a number of significant constraints, the number of participants 

on the Delphi panel had to be limited. Again, it is felt that this may 

have im pacted negatively on the scope and breadth of responses 

elicited and possibly contributed to the high levels of convergence in 

thought reported among panel members. Specifically, increasing the 

num ber of sm all business owner m anagers from  m ore diverse 

backgrounds may have provided a greater variety of opinions and 

judgements. Including owner managers from start up businesses, sole 

enterprises, enterprises with em ployees, fast grow ing businesses, 

businesses in mature or stagnant markets, across more industry sectors 

and those with and without marketing expertise, may promote greater 

debate and discussion of the real role of m arketing in the small firm 

sector in future studies.

The high degree of consensus among the Delphi panel does, however, 

h igh ligh t one fundam ental issue. There is still n o t enough 

questioning of the premises and assumptions that form  the basis of 

m arketing theory. Throughout the interview  process (w ith a few 

exceptions), respondents supported judgem ents and opinions by 

reference to 'usual practice' or 'text book theory', without considering 

the relevance of this practice or theory to the reality of small business 

managem ent. Some of the fault for this lies with the questionnaire 

design and constraints associated with this study, but in m any cases, 

participants had never taken the time and were unwilling to question 

or consider the discipline they were practising, advocating or teaching. 

If this study has at least moved the debate from  'small firms should be 

m arketing1 to 'should small firms be m arketing ? and if so how ?' it 

will have achieved its purpose.
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ISO 9000-2

ISO 9000-3

ISO 9000-4/ 

ICE 300-1

Quality Vocabulary

Quality Management and Quality 

Assurance Vocabulary

Quality Management and Quality 

Assurance Standards - Guidelines 

for Selection and Use

Quality Management and Quality 

Assurance Standards - Guidelines 

for Selection and Use

Quality Management and Quality 

Assurance Standards - Guidelines 

for Selection and Use

Quality Management and Quality 

Assurance Standards Part 2 :

Generic Guidelines for the Application 

of ISO 9001, ISO 9002 and ISO 9003

Quality Management and Quality 

Assurance Standards Part 3 : 

Guidelines for the Application of 

ISO 9001 to the Development, Supply 

and Maintenance of Software.

Quality Management and Quality 

Assurance Standards Part 4 : 

Application for Dependability 

Management

First edition published 

in 1986

Draft standard 

ISO/DIS 8402 (1992)

First edition published 

as ISO 9000 :1987

Committee draft 

ISO/CD 900-1 (1992). 

This is a revision of 

ISO 9000

A working draft 

planned for 1996.This is 

a revision of ISO 9000-1

Draft standard 

ISO/DIS 9000-2 (1992)

First edition published 

in 1991 as ISO 9000-3 : 
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ISO/DIS 9000-4 (1992)
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Quality Systems-Model for Quality 

Assurance in Design/Development, 

Production, Installation and 

Servicing

Quality Systems-Model for Quality 

Assurance in Production and 

Installation

Quality Systems-Model for Quality 

Assurance in Production and 

Installation

Quality Systems-Model for Quality 

Assurance in Production and 

Installation

Quality Systems-Model for Quality 

Assurance in Final Inspection 

and Test

Quality Systems-Model for Quality 

Assurance in Final Inspection 

and Test

First edition published 

in 1987 as ISO 9001:1987

Committee draft 

ISO/CD 9001 (1992). 

This is a revision of 

ISO 9001

A working draft 

planned for 1996. This 

is a revision of ISO 9001

First edition published 

in 1987 as ISO 9002:1987

Committee draft 

ISO/CD 9002. This is a 

revision of ISO 9002

A working draft 

planned for 1996. This 

is a revision of ISO 9002

First edition published 

in 1987 as ISO 9003:1987

Committee draft 

ISO/CD 9003 (1992). 

This is a revision of 

ISO 9003
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ISO 9003

ISO 9004

ISO 9004-1

ISO 9004-1

ISO 9004-2

ISO 9004-3

ISO 9004-4

ISO 9004-5

ISO 9004-7

Quality Systems-Model for Quality 

Assurance in Final Inspection 

and Test

Quality Management and Quality 

System Elements - Guidelines

Quality Management and Quality 

System Elements Part 1 : Guidelines

Quality Management and Quality 

System Elements Part 1 : Guidelines

Quality Management and Quality 

System Elements Part 2 : Guidelines 

for Services

Quality Management and Quality 

System Elements Part 3 : Guidelines 

for Processed Materials

Quality Management and Quality 

System Elements Part 4 : Guidelines 

for Quality Improvement

Quality Management and Quality 

System Elements Part 5 : Guidelines 

for Quality Plans

Quality Management and Quality 

System Elements Part 7 : Guidelines 

for Configuration Management

A working draft 

planned for 1996. This 

is a revision of ISO 9003

First edition published 

in 1987 as ISO 9004:1987

Committe draft ISO 

/CD 9004-1 (1992). This 

is a revision of ISO 9004

A working draft 

planned for 1996. This 

is a revision of ISO 9004

First edition published 

in 1991 as ISO 9004-2 : 

1991

Draft standard 

ISO/DIS 9004-3 (1992)

Draft Standard 

ISO/DIS 9004-4 (1992)

Committee draft 

ISO/CD 9004-5 (1991)

Committee draft 

ISO/CD 9004-7 (1992)
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ISO 10011-1 Guidelines for Auditing Quality 

Systems Part 1: Auditing

First edition published 

in 1990 as ISO 10011-1 : 

1990

ISO 10011-2

ISO 10011-3

Guidelines for Auditing Quality First edition published

Systems Part 2 : Qualification in 1991 as ISO 10011-2 :

Criteria for Quality Systems Auditors 1991

Guidelines for Auditing Quality 

Systems Part 3 : Management of 

Audit Programmes

First edition published 

in 1991 as ISO 10011-3: 

1991

ISO 10012-1 Quality Assurance Requirements for 

Measuring Equipment Part 1 : 

Metrological Confirmation System 

for Measuring Equipment

First edition published 

in 1992 as ISO 10012-1 : 

1992

ISO 10012-2 Quality Assurance Requirements for 

Measuring Equipment Part 2 : 

Measurement Process Control

A working draft - date 

not yet known

ISO 10013 Guidelines for Development of 

Quality Manuals

Committee draft 

ISO/CD 10013 (1992)

ISO- Economics of Quality A working draft - date 

and numbers not yet 

known

Status of the ISO Series

Source : Rothery, Brian, ISO 9000.2nd ed., Aldershot : Gower
(1993), pp. 20-22.
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APPENDIX - B

RESPONDENT
QUESTIONNAIRE



INTRODUCTION

This is part of a continuing study to arrive at im proved m ethods of 

m arketing practice in small companies in Ireland. The particular 

problem  to be studied in this questionnaire is the applicability of 

various standard marketing techniques to the small firm sector.

The importance of developing and supporting indigenous industry, 

especially the sm all and medium sized (SM E) sector, has been 

recognised by successive governments. The importance of m arketing 

to the long term success and growth of the firm has been emphasised 

in numerous government and state body policy statements. Despite 

this recognition  and a consequent em phasis on developing the 

marketing capabilities of the SME sector, through increased incentives 

and support for marketing activities such as M arket Research, M arket 

Entry and Development and New Product Development, research has 

shown that Irish SMEs are still deficient in the practice of marketing. 

Marketing remains an activity found principally in larger com panies. 

The Sectoral Development Committee Report and Recom m endations 

on Marketing (1984) and The Cooperation North Report on M arketing 

Practice (1991), suggest that if these m arketing deficiencies can be 

overcom e the prospects for SME developm ent and growth w ill be 

significant. Specifically, both studies outlined the following 'problem' 

areas in marketing practice among smaller firms.

• Lack of a marketing management function

• Lack of planning for the future

• Lack of significant market research or information gathering

• Lack of monitoring and reviewing of decisions

• Lack of segmentation practice

• Lack of marketing mix planning

1



These are the areas which the following questionnaire investigates

The com pletion of the Single M arket offers significant opportunities 

for small or medium sized Irish firms. However, it also offers many 

risks. Increased competitiveness will only benefit those com panies 

who are geared for the vigorous cut and thrust of a large m arket, 

relatively free of tariff and non tariff barriers. The role of marketing in 

providing a strategic direction for the com pany, based on detailed 

analysis of the market, in this new competitive market can not be over 

emphasised.

The research hopes to develop a fram ework for m arketing quality 

which would aid smaller enterprises in achieving progress towards 

more strategically oriented and profitable businesses. Your help in 

providing information on what you think best marketing practice for a 

small company should be is invaluable and will form  the basis for 

developing the first phase of the M arketing Quality Standard. Thank 

you for your time and effort.

2



Business Plans

(i) A business plan is essential for the small company to ensure 
direction in the market place.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

Is it valid to ask a small company to carry out this activity?

Extremely Valid Neither Valid Invalid Extremely
Valid nor Invalid Invalid

Is it desirable that a small company carry out this activity?

Extremely Desirable Neither Desireable Undesirable Extremely 
Desirable nor Undesirable Undesirable

Is it feasible to ask a small company to carry out this activity?

Extremely Feasible Neither Feasible Unfeasible Extremely 
Feasible nor Unfeasible Unfeasible

Organisational Structure

(i) It is important that a small company has a market orientation 
that permeates the entire organisation.

I 1-----------1----------- 1 I
Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree
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(ii) Company structure should be reviewed on a regular basis, by 
small companies, to ensure it meets the requirements of the 
market.

1
Strongly
Agree

1
Agree

1
Neither Agree 
nor Disagree

1
Disagree Strongly

Disagree

Is it valid to ask a small company to carry out this activity?

1
Extremely
Valid

I
Valid

T
Neither Valid 
nor Invalid

T
Invalid

n
Extremely
Invalid

Is it desirable that a small company carry out this activity?

Extremely
Desirable

1
Desirable

1
Neither Desireable 
nor Undesirable

1
Undesirable Extremely

Undesirable

Is it feasible to ask a small company to carry out this activity?

1
Extremely
Feasible

1
Feasible Neither Feasible 

nor Unfeasible

1
Unfeasible

1
Extremely
Unfeasible

Market Research

(i) Market research is important in ensuring successful 
management decision making in small firms.

r
Strongly
Agree

1
Agree

1
Neither Agree 
nor Disagree

JDisagree Strongly
Disagree
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(ii) Small companies need to have formal management information 
systems in place.

I I I----------- 1 I
Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

Is it valid to ask a small company to carry out this activity?

Extremely Valid Neither Valid Invalid Extremely
Valid nor Invalid Invalid

Is it desirable that a small company carry out this activity?

Extremely Desirable Neither Desireable Undesirable Extremely
Desirable nor Undesirable Undesirable

Is it feasible to ask a small company to carry out this activity?

Extremely Feasible Neither Feasible Unfeasible Extremely
Feasible nor Unfeasible Unfeasible

Customer Assurance

(i) A small company should be constantly aware of its customers 
needs, wants and special requirements.

I 1---------- 1---------Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree
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(ii) Once the small company is aware of its customer requirements 
it should carry out an objective assessment of its ability to 
meet these needs.

 1 1 1 1Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

Is it valid to ask a small company to carry out this activity?

T  T
Extremely Valid Neither Valid Invalid Extremely
Valid nor Invalid Invalid

Is it desirable that a small company carry out this activity?

Extremely Desirable Neither Desireable Undesirable Extremely 
Desirable nor Undesirable Undesirable

Is it feasible to ask a small company to carry out this activity?

Extremely Feasible Neither Feasible Unfeasible Extremely 
Feasible nor Unfeasible Unfeasible

(iii) It is important for a small company to offer an after sales 
service to customers.

I-------- 1---------- 1---------- 1------------1
Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

Is it valid to ask a small company to carry out this activity?

Extremely Valid Neither Valid Invalid Extremely
Valid nor Invalid Invalid
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Is it desirable that a small company carry out this activity?

Extremely Desirable Neither Desireable Undesirable Extremely 
Desirable nor Undesirable Undesirable

Is it feasible to ask a small company to carry out this activity?

Extremely Feasible Neither Feasible Unfeasible Extremely 
Feasible nor Unfeasible Unfeasible

(iv) It is important for a small firm to have a system for dealing 
with customer complaints.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

Is it valid to ask a small company to carry out this activity?

Extremely Valid Neither Valid Invalid Extremely
Valid nor Invalid Invalid

Is it desirable that a small company carry out this activity?

Extremely Desirable Neither Desireable Undesirable Extremely 
Desirable nor Undesirable Undesirable

Is it feasible to ask a small company to carry out this activity?

Extremely Feasible Neither Feasible Unfeasible Extremely 
Feasible nor Unfeasible Unfeasible
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Training

(i) A small company must ensure that an employee carrying out a 
particular function in the organisation is properly qualified to 
undertake that role.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

(ii) Small company owner managers must be committed to training 
of staff.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

Is it valid to ask a small company to carry out this activity?

Extremely Valid Neither Valid Invalid Extremely
Valid nor Invalid Invalid

Is it desirable that a small company carry out this activity?

Extremely Desirable Neither Desireable Undesirable Extremely 
Desirable nor Undesirable Undesirable

Is it feasible to ask a small company to carry out this activity?

Extremely Feasible Neither Feasible Unfeasible Extremely

Feasible nor Unfeasible Unfeasible
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Marketing Strategy

(i) Segmentation of the market is a marketing concept with which 
every small company should be familiar.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

Is it valid to ask a small company to carry out this activity?

Extremely Valid Neither Valid Invalid Extremely
Valid nor Invalid Invalid

Is it desirable that a small company carry out this activity?

Extremely Desirable Neither Desireable Undesirable Extremely 
Desirable nor Undesirable Undesirable

Is it feasible to ask a small company to carry out this activity?

Extremely Feasible Neither Feasible Unfeasible Extremely 
Feasible nor Unfeasible Unfeasible

(ii) Once a market segment has been identified, a separate
marketing mix catering specifically to the requirements of that 
target market should be developed by the small firm.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree
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Is it valid to ask a small company to carry out this activity?

.  I I IExtremely Valid Neither Valid Invalid Extremely
Valid nor Invalid Invalid

Is it desirable that a small company carry out this activity?

Extremely Desirable Neither Desireable Undesirable Extremely 
Desirable nor Undesirable Undesirable

Is it feasible to ask a small company to carry out this activity?

Extremely Feasible Neither Feasible Unfeasible Extremely 
Feasible nor Unfeasible Unfeasible

Product Strategies

(i) A small company should be aware of a product's progression 
through a life cycle.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

(ii) Strategies should exist in small companies for product 
development and product modification/adaptation.

 1 1------------------
Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree
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Is it valid to ask a small company to carry out this activity?

r i
Extremely Valid

1
Neither Valid

1
Invalid

1
Extremely

Valid nor Invalid Invalid

Is it desirable that a small company carry out this activity?

Extremely Desirable Neither Desireable Undesirable Extremely
Desirable nor Undesirable Undesirable

Is it feasible to ask a small company to carry out this activity?

1 1
Extremely Feasible Neither Feasible

1 1
Unfeasible Extremely

Feasible nor Unfeasible Unfeasible

(iii) To ensure success in the marketplace a product must be 
strongly branded.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

Is it valid to ask a small company to carry out this activity?

Extremely Valid Neither Valid Invalid Extremely
Valid nor Invalid Invalid

Is it desirable that a small company carry out this activity?

Extremely Desirable Neither Desireable Undesirable Extremely

Desirable nor Undesirable Undesirable
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Is it feasible to ask a small company to carry out this activity?

Extremely Feasible Neither Feasible Unfeasible Extremely 
Feasible nor Unfeasible Unfeasible

(iv) Packaging has an important role to play in promoting a small 
company's product.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

Is it valid to ask a small company to carry out this activity?

Extremely Valid Neither Valid Invalid Extremely
Valid nor Invalid Invalid

Is it desirable that a small company carry out this activity?

Extremely Desirable Neither Desireable Undesirable Extremely 
Desirable nor Undesirable Undesirable

Is it feasible to ask a small company to carry out this activity?

Extremely Feasible Neither Feasible Unfeasible Extremely 
Feasible nor Unfeasible Unfeasible
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Distribution Strategies

(i) A small company must set clear objectives for its distribution 
policy to ensure success.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

Is it valid to ask a small company to carry out this activity?

Extremely Valid Neither Valid Invalid Extremely
Valid nor Invalid Invalid

Is it desirable that a small company carry out this activity?

Extremely Desirable Neither Desireable Undesirable Extremely 
Desirable nor Undesirable Undesirable

Is it feasible to ask a small company to carry out this activity?

Extremely Feasible Neither Feasible Unfeasible Extremely 
Feasible nor Unfeasible Unfeasible

(ii) Careful selection of intermediaries is important for the small 
firm.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree
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(iii) It is important for the small company to maintain control of the 
distribution channel and those intermediaries used.

I I I | I
Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

(iv) The distribution strategy chosen by a small company must be 
reviewed on a regular basis.

 1 1 1 1
Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

Is it valid to ask a small company to carry out this activity?

Extremely Valid Neither Valid Invalid Extremely
Valid nor Invalid Invalid

Is it desirable that a small company carry out this activity?

Extremely Desirable Neither Desireable Undesirable Extremely 
Desirable nor Undesirable Undesirable

Is it feasible to ask a small company to carry out this activity?

Extremely Feasible Neither Feasible Unfeasible Extremely 
Feasible nor Unfeasible Unfeasible
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Promotion Strategies

(i) Objectives for each of the promotion tools employed by a small 
company should be clearly stated.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

Is it valid to ask a small company to carry out this activity?

Extremely Valid Neither Valid Invalid Extremely
Valid nor Invalid Invalid

Is it desirable that a small company carry out this activity?

Extremely Desirable Neither Desireable Undesirable Extremely 
Desirable nor Undesirable Undesirable

Is it feasible to ask a small company to carry out this activity?

Extremely Feasible Neither Feasible Unfeasible Extremely
Feasible nor Unfeasible Unfeasible

(ii) The strategies chosen for each of the promotion tools should 
follow directly from the objectives stated.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree
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Is it valid to ask a small company to carry out this activity?

Extremely Valid Neither Valid Invalid Extremely
Valid nor Invalid Invalid

Is it desirable that a small company carry out this activity?

Extremely Desirable Neither Desireable Undesirable Extremely 
Desirable nor Undesirable Undesirable

Is it feasible to ask a small company to carry out this activity?

Extremely Feasible Neither Feasible Unfeasible Extremely 
Feasible nor Unfeasible Unfeasible

(iii) The effectiveness of promotion policies undertaken by a small 
firm should be evaluated regularly.

I I I I
Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

Is it valid to ask a small company to carry out this activity?

I I
Extremely Valid Neither Valid Invalid Extremely
Valid nor Invalid Invalid

Is it desirable that a small company carry out this activity?

Extremely Desirable Neither Desireable Undesirable Extremely

Desirable nor Undesirable Undesirable
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i r 1---------1------- 1
Extremely Feasible Neither Feasible Unfeasible Extremely 
Feasible nor Unfeasible Unfeasible

Pricing Strategies

(i) A company must have clear and well defined objectives for its 
pricing policy.

Is it feasible to ask a small company to carry out this activity?

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

Is it valid to ask a small company to carry out this activity?

Extremely Valid Neither Valid Invalid Extremely
Valid nor Invalid Invalid

Is it desirable that a small company carry out this activity?

Extremely Desirable Neither Desireable Undesirable Extremely 
Desirable nor Undesirable Undesirable

Is it feasible to ask a small company to carry out this activity?

Extremely Feasible Neither Feasible Unfeasible Extremely

Feasible nor Unfeasible Unfeasible
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(iii) The price a small company charges for its product should 
reflect:

(i) The quality of the product offering

^  1 1
Strongly Agree Neither Agree
Agree nor Disagree 

(ii) What the market will bear

Disagree Strongly
Disagree

i l 1
Strongly Agree Neither Agree

1
Disagree Strongly

Agree nor Disagree Disagree

Controls and Performance Assessment

(i) Every small company should have procedures for monitoring the
performance of its marketing function.

1 1 i
Strongly Agree Neither Agree

1
Disagree

1

Strongly
Agree nor Disagree Disagree

Is it valid to ask a small company to carry out this activity?

1 l 1
Extremely Valid Neither Valid Invalid

1
Extremely

Valid nor Invalid Invalid

Is it desirable that a small company carry out this activity?

Extremely Desirable Neither Desireable Undesirable Extremely

Desirable nor Undesirable Undesirable
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Is it feasible to ask a small company to carry out this activity?

I I I I
Extremely Feasible Neither Feasible Unfeasible Extremely 
Feasible nor Unfeasible Unfeasible
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Glossary

Business Plan: Involves a conscious effort to identify and act upon
m arket changes. The process requires that the firm  has an 
understanding of its position in the market with respect to customers, 
intermediaries and competitors. The aim of a business plan is to shape 
and reshape the company's products in line with market conditions so 
that they combine to produce satisfactory profits and growth.

Desirable: W ill it benefit the sm all com pany to carry out this
activity?

D istribution:The process of moving the product from the producer to 
the end consumer.

Environm ent: C om prises those elem ent, o rg an isa tio n s and
individuals that have an influence, large or sm all, on the firm ’s 
business. For example, the state of the economy, the behaviour of 
customers, the actions of competitors.

Feasible: W ith limited resources, can a small company realistically
carry out this activity?

Intermediary: Those people in the distribution channel who
facilitate the m ovem ent of the product. For exam ple, w holesaler, 
Agent, Distributor.

Market/Market Place: Includes everyone who currently buys the
product or who may do so in the foreseeable future.

Market Orientation: W here a firm looks to the m arket and its
custom ers, determines their needs and produces products to satisfy 
those needs. A marketing orientation is market focused and custom er 
oriented aim ed at generating custom er satisfaction as the key to 
attaining company profits.

Market Research: The process of collecting and using inform ation 
which is useful in planning the company's marketing activities.

Marketing Mix: Usually defined as the four Ps it includes decisions
about the product, its price, how it will be promoted and how it will be 
distributed.

Organisation/Management Structure: The way in which the company 
is set up and divided between possible management functions such as 
finance, sales and production.
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Product Development: Policies for the introduction of new products
to the market.

Product Life Cycle: Products are born, grow to maturity and eventually 
die. The product life cycle concept maps this progression using the 
following stages; Introduction, Growth, Maturity and Decline.

Product Modification: Adapting the product to cater for changes in
the environm ent.

Promotion Tools: These are the many forms of the firm's contact with 
existing customers or potential customers. They can be indirect such as 
product packaging, m ailshots, newspaper advertising and word of 
mouth recommendation or direct such as personal representation and 
point of sale contact.

Prom otion Mix: The choice and balance of the prom otion tools
used.

Segmentation: The process of subdividing a m arket into smaller
subgroups. Each segment is different from the others and needs to be 
treated differently by the company.

Target M arket: Those custom ers on w hich the com pany has
decided to focus its efforts.

Valid: Is it fair to ask a small company to carry out this activity?

21



APPENDIX - C

RESEARCHER
QUESTIONNAIRE



Business Plans

(i) A business plan is essential for the Small company to 
ensure direction in the market place.

Strongly Agree 
Agree

Neither Agree 
nor Disagree

Disagree Strongly 

Disagree

( Probe: Nature of plan; Content, Formality ?, Assessment; Review, Feedback ?, 
Time frame ? Implementation ?)

Organisational Structure

(i) It is important that a Small company has a marketing 
orientation that permeates the entire organisation.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

( Probe: Necessity; Nature, Role ?, How can a small company introduce the 
concept ?, Departmental Structures; Necessity, Marketing, Responsibility ?)

(ii) Company structure should be reviewed on a regular basis, by 
small companies, to ensure it meets the requirements of the
market.

Strongly Agree 
Agree

Neither Agree 
nor Disagree

Disagree Strongly 
Disagree

( Probe: How ?, Time Frame ?)
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Market Research

(i) Market research is important in ensuring successful 
management decision making in small firms.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

(Probe: Necessity; Nature and role ? Information needs of small companies ? How; 
Professionalism ? Time Frame ?)

(ii) Small companies need to have formal information systems in 
place.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

(Probe: Formality; Necessary, Form ? Suitable sources of information ?) 

Customer Assurance

(i) A small company should be constantly aware of its customers 
needs, wants and special requirements.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

( Probe: How can a small company identify customer needs and expectations ?, 
What procedures should be in place ?)
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(ii) Once the small company is aware of its customers'
requirements it should carry out an objective assessment of its 
ability to meet these needs.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

( Probe: What should be assessed ?, How; Formality, Techniques ?, Time Frame ?)

(iii) It is important for a small company to offer an after-sales 
service to customers.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

( Probe : Role; Benefits ?, Formal Plans; Content ?, Level Provided; Guidelines ?, 
Resources ? )

(iv) It is important for a small firm to have a system for dealing 
with customer complaints.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

(Probe: Role; Relevance, Benefits ?, Formal System; Type of structure ?, What 
should be offered?, Benchmarks; Product Improvement ?)
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Training

(i) A small company must ensure that an employee carrying out a 
particular function in the organisation is properly qualified to 
undertake that role.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

( Probe: Professional Vs Experiential ?, Subjects for marketing competency ? )

(ii) Small company owner managers must be committed to training 
of staff.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

( Probe: How to assess and identify training needs ?, Provision of training; How ?)

Marketing Strategy

(i) Segmentation of the market is a marketing concept with which 
every small company should be familiar.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

( Probe: Role; Benefits ?, What approach is suitable for small companies ?, 
Implementation ?, Segment Selection; Factors to be considered ? Monitoring ? )
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(ii) Once a market segment has been identified, a separate
marketing mix catering specifically to the requirements of that 
target market should be developed by the small firm.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

( Probe: How ?, What elements ?, Allocation of resources ?, Monitoring?)

Product Strategies

(i) A small company should be aware of a product's progression 
through a life cycle.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

( Probe: Relevance ?, How; Evaluation of Progress ?, Monitoring ? )

(ii) Strategies should exist in small companies for product 
development and product modification/adaptation.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

( Probe: Relevance ?, Identification and assessment of opportunities ? )

(iii) To ensure success in the marketplace a product must be strongly 
branded.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

( Probe: Role; Benefits ?, How ?, Resources ?)
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(iv) Packaging has an important role to play in promoting a small 
company's product.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

( Probe: Role; Functions ?, How ? )

Distribution Strategies

(i) A small company must set clear objectives for its distribution 
policy to ensure success.

1 1 1 1 1
Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

( Probe: Role ?, How to set objectives; What factors will influence?, Any one 
strategy best for small company ? )

(ii) Careful selection of intermediaries is important for the small 
firm.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

( Probe: Which best suited ?, Criteria for selection ?, Standard Setting ?)

(iii) It is important for the small company to maintain control of the 
distribution channel and intermediaries used.

I  1 1 1 1Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

( Probe: Major control problems ?, How to overcome ?, Standards for control ?)

6



(iv) The distribution strategy chosen by a small company must be 
reviewed on a regular basis.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

( Probe: Methods of monitoring and review; Formal evaluation ?, Frequency ? )

Promotion JSlrategtefi

(i) Objectives for each of the promotion tools employed by a small 
company should be clearly formulated.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

( Probe: Factors influencing; Objectives, Selection of promotion tool ?, Need for 
outside help ?, realistic promotion tools for small companies ?, Responsibility ? )

(ii) The strategies chosen for each of the promotion tools should 
follow directly from the objectives stated.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

( Probe: How ?, Budgeting ?, Salesforce; Recruitment, Reporting structures 
(Formality), Performance evaluation ?)

(iii) The effectiveness of promotion policies undertaken by a small 
firm should be evaluated regularly.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree
( Probe: How ?)
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Pricing Strategies

(i) A Small company must have clear and well defined objectives 
for its pricing policy.

( Probe : What objectives ?, How can small companies determine final price ?, 
Decision maker ? )

(iii) The price a small company charges for its product should 
reflect:

(i) The quality of the product offering

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree
(ii) What the market will bear

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

( Probe : Which ?)

Controls and Performance Assessment 

(i) Every Small company should have procedures for monitoring 
the performance of its marketing function.

Strongly Agree Neither Agree Disagree Strongly
Agree nor Disagree Disagree

( Probe: Benefit ?, How can a small company do this ?, What factors should be 
considered ? )

Strongly Agree 
Agree

Neither Agree 
nor Disagree

Disagree Strongly 
Disagree
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APPENDIX - D

EVALUATION OF TRAINING
COURSES



"People go on these training courses expecting to be told how to go out 

and get m ore sales, that there is this technique which w ill do this. 

M arketing is often sold as this simple instrument w here you press the 

right buttons and people will behave in a program m ed way. Anyone 

with any common sense will know that that's not the way things work. 

I f  you accept my prem ise that the foundation o f a sm all business has 

got to be the person then you have to accept that there's attitudes, 

hopes and values which have to be understood before you can decide  

how you are going to help that person and what training they need. 

People providing training for small company owner m anagers have to 

realise that they are dealing with individuals who have attitudes, likes 

and dislikes. They have to establish what sort o f things people like to 

do without putting pressure on people to say certain things. You have 

such a cross section  o f sm all business ow ners; you 've au tocratic  

bastards, loners, facists and people with talent. You have to look at the 

person and what their difficulties are. At some stage there has to be a 

one to one between the trainer and the trainee and the trainer has got 

to establish, by looking at the company what the training need is, rather  

than deciding before hand what training is going to be given to them. 

The provision o f training is a relationship, a service. G iving that 

service to som eone should happen naturally through listening to w hat 

they want and trying to deliver. But the person providing the service  

is in business too so there's got to be g ive and take so both people 

benefit from  the relationship. One thing I  w ill say though is that 

com pan ies  and con su ltan ts and a ll  those p eop le  w ho p rov id e  

marketing courses can't continue to screw small business they way they  

are doing now because eventually the small business owners w ill cop  

on.", Marketing Academic.

"I m ight agree that training in m arketing is needed i f  I  thought that 

training w ou ldn ’t be content based, that it would be experience and  

process based, that the content o f the course would be characterive o f  

the real needs o f a business rather than telling them that m arketing
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orientation is im portant that business planning is im portant and all 

the other s tu ff that tends to make up m arketing cou rses" , M arketing 

Academic.

"I think a sm all business owner can know w here he fee ls  he needs 

training and go and look for help but what he is not able to do is to see 

w here help might be needed in the context o f the overall business and 

that's where an objective outside view is needed. I  worry that a lot o f 

the tra in ing  courses in Ireland are m ore concerned w ith  g ettin g  

through a pre-set syllabus w ithout taking account o f  w hat the small 

business and the owners needs might be. Especially in the area o f  

m arketing. I  don't know what m arketing for a small business is to be 

honest, but m arketing as a subject has become more and m ore scientific  

and that scientific bent breaks down rapidly in the context o f sm all 

business. The problem  is that these external training or m arketing  

courses are based on this new scientific approach and they do nothing  

to help small businesses", Executive - Support Body.

"There are an aw ful lot o f training courses that are absolute rubbish  

and are put on for  profit. They are used in a lazy way to fu lfill some 

sort o f obligation to training without thinking what do I  need here. I  

agree with the need for training in principle but I  think that it's not all 

that easy to fin d  where you can get good courses in Ireland. I  have 

caveats about what is available. It needs to be personalised very much 

to the needs o f the company and that's not happening y et" , Executive - 

Support Body.

"Good m anagem ent developm ent program m es shou ld a lw ays build  

on the ow ner m anager's experience and not con fuse them w ith too 

m any m odels and so on. Q uite a few  o f the program m es I'v e  

encountered haven't taken account o f that and have fo llow ed  very  

theoretical lines. That doesn't help anyone very m uch", M anager - Large 

Company.
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"The problem  with most training in m arketing is that it assum es that 

the text books and the theories are the answer. That this is w hat small 

com panies need to be doing. It's a bit arrogant to assum e that you can 

know exactly what is needed in any small business. To safely say what 

is really needed there has to be a meeting o f minds and I  doubt that 

happens on many o f these training courses.", Manager - Large Company.

"I don't think it's possible to be trained in m arketing techniques. I'm  

possibly unusal in this regard. You can train accountants, you can train 

doctors but you cannot train marketing people. I  think our educational 

establishm ents coupled with our State developm ent have conspired to 

lead us to believe that if  you do this course you will becom e qualified  

in m arketing; you won't. They shou ldn’t pretend that you will. Now, 

having said that I  think there are things that courses could usefully  

teach people - things like costing and assessing business." M anager - Large 

Company.

"I've been on tons o f these managem ent developm ent, start your own 

business and m arketing courses and all o f them haven't been worth  

the trouble or the money. They all were way o ff the m ark and fu ll o f 

im practical exam ples, no concrete on the ground w ork and jargon . I  

have no faith in any o f them.", Owner Manager - Small Business.
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APPENDIX - E

ROUND 1 CONSENSUS 
REPORT



Introduction

The follow ing pages com prise a synopsis of research interview s 

conducted among members of the marketing profession during the 

m onths of April to July. Each respondent was asked to consider the 

role of certain marketing techniques and concepts in small to medium 

sized m anufacturing enterprises (less than 50 em ployees) in Ireland. 

This represents the first stage in ongoing research to develop a 

standard for marketing quality applicable to the unique requirem ents 

of sm aller com panies. It is hoped that the results of this largely 

exploratory phase will be built upon in the future in an effort to 

determine the real role of marketing in smaller companies, both in the 

manufacturing and service sectors.

The study focused on small scale manufacturing firm s incorporating 

both in d u stria l (business to business) and consum er m arkets. 

H ow ever, m ost m anufacturing firm s are engaged in business to 

business m arketing w hether they are classified  as in d u stria l or 

consum er products firm. For example the selling of vitam ins to a 

wholesaler or a large retail chain bears more of the characteristics of a 

business to business market even though the end destination of the 

product may be a consumer market. For this reason, a distinction has 

been m ade in the follow ing sum m ary betw een 'custom er' and 

'consum er'. 'Customer' refers to a buyer in an industrial, resale or 

distribution situation, whereas 'consumer' refers to the end user of the 

product.

The sum m ary represents an interpretation of the m any interview s 

undertaken, and as such is subject to omissions and bias. If you feel 

that your view has not been represented or if further thoughts occur to 

you please record them in the space provided after each section.
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SYNOPSIS OF OPINIONS

(i) Respondents were asked to consider the importance of planning methods based 

on sound marketing practice for small companies.

The following paragraph represents a synopsis of respondents' views:

Planning for smaller companies should be simple and operationally based. It should be 

a process which ensures that plans reflect the dynamic and intuitive nature of the 

small company’s business environment. There is no need for a formal, structured, written 

plan but there should be an agenda, a clear idea of where the company is going that is 

regularly discussed. This should include consideration of the owner's personal 

objectives, the market in which the company operates, what it is trying to do, how is it 

going to be successful, the competitors in the market, the possible risks involved, 

internal resources (finance, expertise and manpower) and the potential return on 

investment. Emphasis should be on specific objectives for the immediate year, with a 

two to three year perspective which may not be as detailed but is more aspirational. 

There is a danger that in looking too far ahead plans will become too structured and 

loose their flexibility. The plans that have been agreed upon should be reviewed 

continuously against present situations/conditions. Assessment should also take place 

to ensure the simple objectives which have been set are being achieved. Any continuous 

assessment of the effectiveness of the overall plan is beyond the capabilities of a small 

company and the only effective assessment is a review at the end of the year. This 

assessment will be largely subjective in nature and will take into account achievement 

of any goals or objectives, however vague they may have been, sales and profit data 

trends and feedback from the customer base.

Com ments:
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(ii) Respondents were asked to consider the importance of the existence of a

consistent marketing oriented culture within a small company

The following paragraph represents a synopsis of respondents' views:

The ethos of personal service and satisfying customers (being close to the market) is one 

of the factors which differentiates small from large companies. In many cases, small 

companies do not need to concentrate on applying a market orientation to the extent of 

large companies which have become remote from the market. A market orientation is 

all about 'championing' the customer so that everything that is done within the 

company is done with reference to its effect on customers. This involves the creation of 

a 'customer satisfaction' culture within the company and this can only happen through 

the leadership and example of the owner manager.

Comments:______________________________________  ___
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(iii) Respondents were asked to consider the importance of marketing as a

separate and critical function within a small company

The following paragraph represents a synopsis of respondents' views:

There is no necessity for rigid departmentalised structures in a small company. A 

separate marketing department or marketing person is a luxury for a very small 

company (less than 20 employees). In fact, the lack of departmentalisation which 

usually exists in small companies can often be a strength, facilitating communication 

between all functions. However, there should be an effort made to try to have 

divisional units so that there are clear responsibilities about who in the organisation 

does what, thereby ensuring that no function will be neglected. Someone with formal 

training in the basic practicalities of marketing is an asset in a small company but it is 

not essential, provided there is someone within the company with personality, 

imagination and intuition who takes responsibility for marketing (including promotion, 

selling, research, planning etc.). Marketing should be viewed as every employee's job 

and all employees have a role to play in customer satisfaction.

Organisations evolve, but for a small company the overriding factor in deciding 

whether more personnel are required, or new structures should be put in place, is the 

customer and how well the present structure is servicing the customer. In this situation, 

an independent person, not involved in the day to day running of the company, can bring 

objectivity to the review.

Comments:
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(iv) Respondents were asked to consider the importance of basing a company’s

activities on quality market information.

The following paragraphs represent a synopsis of respondents' views:

In a small company, most decisions about company activities, policy and direction are 

taken before research is carried out and research is only used to validate those 

decisions or to help select between preferred options. Extensive market research to test 

possible opportunities is beyond the capabilities of smaller companies, rather research 

should be viewed as a tool to validate opportunities selected on intuition. Too much 

information can, in many cases, paralyse a small company by making them too aware of 

all the pitfalls and problems they could encounter.

Market research for small companies should be a continuous exercise which involves 

everyone in the company. Every employee should be encouraged to report to the owner 

manager all market feedback on the company and the product. Fundamentally, market 

research for a small company is concerned with assessing the company's performance in 

identifying and satisfying customer needs and, at a broader level, to be aware of the 

current environment. There is no need for a formal system for market research as it is 

beyond the capacity of a small company to absorb or use large volumes of information. 

However, there should be a system in place to ensure that information coming from any 

source is documented and to force the owner manager to look analytically and rigorously 

at the business on a regular basis. To this end, the company should have formal sales 

and customer complaint/satisfaction report forms and maintain records of inquiries, and 

endeavour to review this information continually.

To ensure that research, which is often viewed as an essential but non urgent activity, is 

not neglected, the owner should consider reaching an agreement (with rationale) with 

someone senior in the company (for example the accountant) on what information is 

essential to the ongoing survival of the company. Progress in collecting and monitoring 

that information should be discussed, and new objectives to close knowledge gaps set, at 

every meeting.

The owner of the business should be involved as much as possible in the review and 

analysis of any information. If a formal survey is being undertaken then he/she should 

take an active role in the design and the process. An owner manager may not know the 

market research techniques but he/she does know his/her business and the information 

that is relevant to that business.
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Small companies need to know about (i) The market - including the size and growth of 

their market, competitors in their market, their position in that market, relative 

prices and costs in that market and trade information and trends in these areas, (ii) 

The 'what' factor - who is buying what, what causes them to buy (which requires 

qualitative research acquired by spending time with customers and in the market 

place), (iii) The internal dynamics of their own business - including how efficient 

and effective the procedures in operation are at satisfying customer requirements and 

how competent are the personnel employed.

The best quality information can be garnered by listening to suppliers, customers (trade, 

buyers and dealers) and end users and what they have to say about the product. For 

consumer products simply watching the product on the shelves and observing the 

consumer behaviour associated with its purchase constitutes good qualitative research. 

Personal contact and networking are vital sources of information for small companies. 

Published data (secondary sources) from the CSO office and the Government 

Publications Office, from the various state bodies, local authorities and universities 

should be used to provide general information about the market place. As many 

conferences and trade shows as possible should be attended and an eye should be 

kept on the general and trade press. These secondary sources should be used to map 

trends in customer and end user markets and to identify how those trends might affect 

the small company.

Competitive assessment can be undertaken by obtaining competitors brochures and price 

lists, talking to end consumers, buyers and dealers in customer organisations and to 

distributors with a view to identifying the best performers in the market. Competitors 

products could also be obtained and tested and analysed to see where they differ (are 

better or worse). Internal sources, such as sales and profit data and customer lists, 

should be computerised to allow for analysis of profitability, contribution of the 

product(s) and breakdown of clients.

Comments:
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The following paragraphs represent a synopsis of respondents' views:

In a small company building up a relationship with customers (trade or end users) is 

vital. The term 'relationship marketing' has great relevance to small companies. 

Someone within the company should have responsibility for talking to customers on 

both a formal and informal basis, finding out what makes them happy and unhappy 

and then ensuring that any information arising from that is discussed within the 

company. A listening culture, and an approach which em phasises that every 

opportunity should be used to talk with customers, rather than having the ethos of 

making a quick sale, should be introduced into the company by the owner's example.

Sales and salespeople have to be managed and that involves keeping in close contact 

with customers on the basis of deliveries (orders met, when, how, speed, if late then 

why?), prices (own relative to competition in the customers eyes), costs, competitors 

(have they approached existing customers, what are they offering?). A small company 

has to be in the market place, identifying customers, both live and dead, and how their 

needs are changing. Small companies should also consider involving themselves in 

trade shows, visiting those of customers, conducting informal group discussions among 

customers and keeping abreast of what is happening in other countries.

Comments:

(v) Respondents were asked to develop procedures for identifying the needs

and expectations of customers which would be suitable for use in a small

company.
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(vi) Respondents were asked to develop procedures for identifying success in

satisfying the needs and expectations of customers which would be suitable 

for use in small companies.

The following paragraph represents a synopsis of respondents' views:

A whole company breaks down into and can be looked at as separate functions 

(production, finance, quality, marketing etc.) or as separate stages in generating and 

distributing a product even if no departmentalised structure exists within the company. 

Each stage or function needs to be looked at separately to see if it is meeting the needs 

of customers as defined by them. Small companies should be identifying who in the 

company is responsible for what function, if they are adequately qualified to take 

responsibility for that function, how much of their time is spent in organising that 

function and how effective it is. How that function affects the organisation and the 

customer (ie. is it a critical function), and how the organisation as it is currently run 

affects the efficiency of that function and the customer's perception of that function 

should be considered. Com plaints or queries and the use of resulting 

information/feedback should also be investigated. Resulting from this analysis the 

company should be able to determine whether or not there is a need for improvement in 

that area.

One method is to track a specific order through the organisation on a regular basis to 

ensure that processing, delivery, customer service etc. are happening in an efficient 

and effective way. In many cases, an independent person may be needed to oversee the 

process and ensure objectivity. Product(s) should be monitored through talking to 

customers to see if it confers the benefits they require, but in many cases, for a small 

company, having the product selling and reselling and ensuring that there are no 

complaints is test enough of a product's suitability and the company's performance.

Comments:
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(vii) Respondents were asked to consider the role of after sales service in small

companies.

The following paragraph represents a synopsis of respondents' views:

The benefits of providing an after sales service (ASS) centre on customer satisfaction, 

which encourages repeat business and word of mouth promotion, and ensuring a method 

for customer feedback. ASS contributes to a company's reputation and market standing 

and can be a valuable source of information on product adaptation or new product 

development ideas. ASS also reassures customers of the quality of the product and 

provides the company with a check on the quality of their internal systems. ASS 

should be viewed as part of the continuous relationship which a small company is 

building with its customers and as a method of maintaining those relationships by 

reassuring the customer that the business is concerned that they be happy with the 

product and service provided. After sales service requires more than simply responding 

to complaints. It must be concerned with developing relationships with customers and 

ensuring that the product is meeting their needs.

While there may not be a need for a formal detailed plan to ensure the provision of 

effective after sales service, there should be some routine or guidelines in existence. 

These could take the form of internal schedules and benchmarks to check on delivery 

procedures, query and complaint handling and to ensure that regular contact with 

customers is maintained.

The level of after sales service provided and the budget required will be determined by 

the industry norm, the amount of repeat purchase, the importance of the customer to the 

company and the importance of the product to the customer. The company needs to 

ensure that there is someone who is responsible for this function.

Comments:
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(v iii) Respondents were asked to consider the necessity of introducing

procedures for dealing with customer complaints in small companies

The following paragraphs represent a synopsis of respondents' views:

There is a need within a small company for a formalised system for dealing with 

customer complaints to ensure that every complaint is followed through quickly and 

efficiently. A formalised system ensures that goodwill is maintained, that a record of 

complaints exists and that the company learns from them. This system can be 

relatively simple and should incorporate some documentation which details what the 

complaint is, when it was received, from whom, how it was dealt with, who dealt 

with it, how long it took to deal with it, what the outcome was and comments and 

recommendations for future amendments if any. Every complaint should be treated as 

an example of a possible problem. What is offered to consumers who complain will 

depend very much on the product and the gravity of the complaint, but at the very 

least customers should be informed of what went wrong, reassured that systems are in 

place to ensure that the problem does not occur again and goodwill should be restored by 

replacing or repairing the product and covering any costs incurred by the customer.

Complaints are an important source of information about the product and its 

performance. Complaints should be monitored and tracked. If a trend emerges, if 

complaints are serious or if complaints increase, then product improvement must be 

considered. Each company should have standards for complaint levels which they 

consider acceptable or unacceptable. Complaints may also be an indication of the 

necessity for further training in the company.

Comments:
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(ix) Respondents were asked to consider the importance of preserving and

developing the skills and capabilities of personnel through recruitment and 

training in small companies.

The following paragraphs represent a synopsis of respondents' views:

The owner of the organisation has to identify his/her own training needs firstly. This 

ensures that he/she is free from bias in assessing the company's training needs. In most 

cases, training takes place in small companies only when knowledge gaps become 

apparent and when the owner manager no longer feels threatened in a particular area. 

However, in order to ensure that all personnel are sufficiently trained an outside 

independent source is needed to establish information gaps, skills gaps and attitude 

gaps in the context of the overall business. A mixture of 'on the job' training, to ensure 

that the person being trained knows the specific needs of the business, and external 

courses are needed. These external training courses should be experience and process 

based, task oriented and characteristic of the real needs of the small business. The 

attitudes, hopes and values of the small business owner have to be understood on a one 

to one basis before any training takes place.

In terms of recruitment and training of personnel for marketing, personality, intuition 

and a proven background or experience in marketing are most important. Small 

businesses do not have the time to train people, so an understanding of or qualification 

in the theoretical aspects of marketing is useful. A knowledge of research, planning, 

forecasting, promotion, sales, consumer behaviour, statistics and communications is 

important.

Comments: ___  ___ ___  __
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M  Respondents were asked to consider the importance of segmentation 

practices based on sound marketing practice for small companies.

The following paragraphs represent a synopsis of respondents' views:

While small companies are always going to sell to whomsoever wants to buy, and most 

small companies tend to fall into market segments rather than develop them, the 

practice of segmentation provides a focus for small companies and prevents them 

wasting efforts on markets which are not interested or suitable. It also means that the 

company can provide a more tailored product to a specific market which may increase 

consumer loyalty and provide the basis for a competitive advantage. From a 

relationship point of view, it is important for a business to understand the different 

requirements of different customers.

The segmentation process for small companies need not be complicated and certainly 

should not follow the systematic rigour of large company segmentation programmes. 

Segmentation comes from a thorough knowledge of the industry and market and from 

having information about that market. Small companies should be looking for large 

robust segments which do not necessarily require a great deal of analysis or 

information. Data on the shape, size, and competitive structure of a market is all that 

is needed to make a decision about the viability of any segment.

The starting point of the segmentation process for small companies is being able to 

define the served market and knowing who is currently buying (or who will buy) the 

product and why. This can be done by using the owner manager's experience, intuition 

and observation. The dimensions or criteria for choosing a segment will come from the 

strengths of the company, the needs of the business and the direction or vision that the 

owner/manager has for that business. These criteria will be specific to each individual 

company.

For a small company, one of the more important aspects of segmentation is the careful 

selection of the people with whom it does business. Segments should be selected on the 

basis of those people with whom business can be conducted. This should involve 

consideration of the suitability of the product required to the company's existing 

production process; the level of service and quality demanded by that customer; the 

acceptability of the price range offered; the feasibility of establishing a good working 

relationship with this customer and the potential for the small company to learn from
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doing business with this customer.

The profitability of a segment should be monitored regularly to ensure that it is still 

contributing in a viable way to the business.

Comments:
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(xi) Respondents were asked to consider the importance of managing the

marketing mix in an effective and efficient manner for small companies

The following sections represent a synopsis of respondents' views:

• Product Strategies:
Companies should be monitoring the relevance of their product to the market at which 

it is aimed. Markets die in the sense that the manner of satisfying a particular need 

changes. Consumer feedback is important in establishing how well the product fits 

with current market needs, as is looking at new products coming on to the market and 

new trends. Monitoring sales, new technologies in the industry, trends in overseas 

markets, introduction of product alternatives and levels of new customers can indicate if 

a product is becoming less relevant. Continuous development of products is a necessity 

for small companies. An opportunity for product development is usually seen, first of 

all, as a weak signal in the sense that no one in the market has moved in on it yet. 

Social, economic, competitive, technological, and regulatory trends usually provide 

new opportunities for product modification and development. These trends can be 

monitored by talking to customers and through networking, analysing customer 

complaints and requests, visiting trade fairs, scanning publications, looking to trends in 

foreign markets and internally through brainstorming sessions with employees from 

every area of the company. An opportunity for product development can be assessed in 

terms of its fit with the company (whether it exploits the expertise which the 

company has developed), the resources required to develop and support it, the product's 

market potential, and its compatibility with existing products or customers.

Branding in the sense of mass consumer advertising and building of brand awareness 

through investment is not realistic for small companies. However, branding in the 

sense of name recognition and the attribution of certain properties and perceptions about 

the product (brand image/reputation) is possible. Every product and company has a 

reputation or image. It is created by consistency of quality, price, presentation, 

delivery, service and merchandising and, in consumer markets, through well designed 

and attractive packaging.

Comments:
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• Price Strategies:
When considering pricing policies small companies must consider the prices directly 

competitive products command in the market and the value the product has from the 

customers' point of view (what the market or a specific customer is willing pay for the 

product). It is also important that all costs (including production, materials, labour, 

overheads, owners time, extra service) are covered and that a provision which 

contributes to the survival and growth of the business is allowed when reaching the 

final decision on price.

The decision on pricing policy should be made collectively by the owner, the person 

responsible for marketing and the company's accountant.

Comments:_________

15



• Distribution Strategies;
When considering distribution policy a small company should look at the norms in the 

industry, how distribution is currently undertaken and whether or not that system is 

effective (reliability, administration effort) and efficient (costs) and where there may 

be room for improvement. Small companies should be aware of new channels or 

possibilities for new channels. Realistically, distribution is about delivering in a 

timely and convenient manner while being aware of the levels of service and standards 

expected in the market. The nature of the product and customer location are also factors 

to be considered. The best policy for small companies, who will usually have to 

contract out distribution to a third party, is one of co-operation with the channel in an 

effort to reduce costs, gain some control and achieve broader coverage. The relationship 

with the channel should be looked on as a partnership.

When selecting an intermediary (agent, distributor) the small company should concern 

itself with finding information on that intermediary's track record, reputation (are 

trade comfortable with this channel) , market coverage (ability to service the target 

market), other products carried, stability, interest in the product area, legalities, 

character (can an harmonious relationship be developed, do both organisations have a 

similar culture), finances (margins, payment terms, marketing, merchandising and sales 

force), co-operative services (advice, feedback, promotion). Talking to intermediaries 

themselves, their existing customers and the trade provides the best advice and 

information. However, small companies are usually faced with the problem of 

convincing intermediaries to carry the product. Again, the relationship should be 

viewed as a partnership but there is a need for mutually agreed guidelines to ensure 

that the product is being handled correctly and that the distributor is m eeting 

objectives for market coverage, margins, frequency of delivery and also to ensure that 

the small company is providing the necessary backup to support the product. The small 

company will also have to actively monitor distribution by talking with client 

company managers to ensure that the distribution meets their needs and that it is still 

cost effective. Viewing the relationship as a partnership may help to overcome many 

of the problems encountered by small companies (product being ignored, delivery 

/damage problems).

Comments:__________________________________________________
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• Promotion Strategies:
Promotion in a small company is determined to a large extent by cost factors and the 

way in which the product can be presented to the market. It is important that the 

small company concentrates on achieving a single objective with its promotion and 

avoids weakening impact by spreading its resources over a range of promotion options. 

Promotion in small companies should be highly directed to a specific audience and 

interactive to ensure feedback and facilitate word of mouth promotion.

Mostly, promotion tools for small companies will be limited to below the line activity, 

focusing on communicating a specific message to a specific audience as cheaply as 

possible. What is to be communicated (the message) has to be decided before the 

promotion tool is selected. Data base marketing, direct mail, product testing/sampling, 

demonstrations, trade magazines, brochures and as much free publicity and PR as 

possible are the tools best suited to small companies. Employees, distributors, retailers 

and customers should be used to actively promote the product through word of mouth. 

This can be achieved if the small company concentrates on providing a high quality 

product which meets customers needs, and ensures that regular communication occurs 

between the company, its customers, salespeople and its distribution channel so that it 

fully understands changing market needs and monitors the company's performance in 

meeting those needs.

While the owner manager can do a substantial amount of promotion through personal 

contact, outside assistance should be sought to avail of economies of scale, ease of 

administration and co-ordination of promotion activities and experience. An agreed 

plan should be drawn up with the external agency and remuneration should be based on 

success and performance. Budgeting for promotion is difficult for small companies. 

Small companies should try to utilise an 'objective and task' method and endeavour to 

acquire the resources to implement promotion strategies that will achieve a certain 

objective. However, in most small companies, any opportunity to promote the product 

will be used whether it fits with the major objective or not and most companies will 

promote on the basis of what they can afford.

The effectiveness of a campaign can be evaluated by keeping a record of increases in 

sales and new inquiries arising from the promotion. Reactions to the campaign should 

be sought from existing customers.
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• Sales Force Management:
If a small company has a sales person, then a formal reporting system should be in 

place to ensure that information about the product, the market, customers and 

competition is recorded on a daily basis. Sales people should be monitored and their 

performance evaluated on the basis of customer feedback, expenses, sales targets, 

number of calls to customers, market coverage and their ability to provide good quality 

information about the market.

Comments:
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(xii) Respondents were asked to consider the importance of assessing a small 

company's marketing performance regularly

The following paragraph represents a synopsis of respondents' views:

While it is difficult to assess the performance of marketing, especially when there 

may not be a separate marketing department, small companies should be controlling 

costs and maintaining a record of achievements. The most basic assessment, and 

probably the only assessment available to small companies, is maintaining acceptable 

levels of sales and profits, prices and market share. If the company is successful in 

those terms and is achieving its objectives, accounting for adverse or favourable 

environmental factors, then marketing is performing well. A small company should 

also be concerned with how its marketing performed in terms of sustaining or creating 

long term relationships with customers.

Comments:_________________________________________________
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APPENDIX - F 

MQS PHASE 1 FRAMEWORK



Introduction

M QS Phase 1 is a quality system  fram ew ork w hich allow s an 

organisation to system atically review its m arketing activities. It 

provides guidelines which enable the organisation to clearly discern its 

strengths and the areas in which improvements can be made. The aim 

of this standard is to encourage, facilitate and optimise self apprisal of 

marketing practice.

Despite the fact that every organisation is unique, the follow ing 

framework provides guidelines that are applicable to virtually every 

small to medium sized manufacturing company. Each of the fifteen 

elements shown in the framework is a criterion that can be used to 

appraise the com pany's progress towards quality in the m arketing 

function. The following pages list, for each element of the framework, 

specific sub criteria that should be addressed. The objective of this self 

appraisal program m e is to regularly review  each of these fifteen 

elements and their sub specifications and, thereafter, to adopt relevant 

im provem ent policies.

A glossary of terms used in the framework is included on pages 10 - 16.
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1. Planning

The company should demonstrate:

l a .  An agenda which reflects an awareness of the market. This should include:

- a statement of the company's position within that market
- the objectives set for the company
- the method by which those objectives will be achieved
- the possible risks and resources involved in attaining those objectives
- the potential return on investment.

It would be helpful if the company had this agenda documented in simple format.

lb . A planning time frame that reflects this agenda. Emphasis should be on
specific detailed objectives for the immediate year, with a two to three year 
perspective, which need not be as detailed.

lc . A review procedure which ensures that business plans are evaluated, improved
and aligned with changing market conditions. This review should take place, at the 
minimum, on an annual basis. The company should aim to have a review conducted 
biannually or quarterly.

Id . An assessment procedure which evaluates the effectiveness of the plan in 
meeting objectives.

Is concerned with how the company reflects quality marketing practice in its planning
methods.

2. M arketing Oriented Culture

Is concerned with how the company reflects a marketing orientation.

The company should demonstrate:

2a. An ethos of personal service and customer satisfaction achieved by displaying 
that every activity is undertaken with reference to its consumers.

2b. Management leadership and example in this area.

3. M arketing Function

Is concerned with how the company reflects an appreciation of marketing in its 
organisation structure.

The company should demonstrate:

3a. That marketing has been identified as a critical process and that responsibility 
for the marketing function has been accorded to an appropriate employee as outlined in 
9b.
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3b. That all employees are aware of the importance of marketing and that
marketing and presentation of a favourable company image is viewed as the 
responsibility of every employee.

3c. That the company reviews the effectiveness and efficiency of the marketing
function in serving the customer as outlined in 6a.

3d. That there is interaction and co-operation between marketing and all other
critical functions.

3e. That the organisation plans for improvement based on a review of 3c and 3d
above.

4. M arket Inform ation

Is concerned with how company activities are developed on the basis of quality market 
information.

The company should demonstrate:

4a. That a forum exists for determining the information needs of the company, for 
discussing progress in collecting and monitoring that information and for setting new 
information objectives.

4b. That employees are encouraged to report to management all market feedback on 
the company and the product. This could involve the use of a formal system to ensure 
that information is documented.

4c. That use is made of data arising from customer, employee or supplier feedback, 
and a review of the market including data on competitors' performance, social, 
regulatory and legislative issues. This could include data on:

- the market, including size, growth, trends, company position, competitors, 
relative prices and costs and trade information.
- the customer, including an analysis of the customer profile for the product and 
the motivational factors determining purchase.
- the internal dynamics of the company, including a review of the effectiveness 
and efficiency of procedures in operation and personnel capabilities as outlined 
in section 6 and section 9.

4d. That there is active involvement of management in the determination of 
information needs, review and assessment of market information and in any formal 
survey being undertaken.
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5. Customer Expectations

The company should demonstrate:

5a. That close contact with customers is maintained and customer perceptions of the
company and product are monitored. The company could review the following areas 
when monitoring customer perceptions:

- delivery; including reliability, speed, frequency, on time delivery and in full 
delivery
- prices; relative to competition in terms of perceived value
- product offered; including quality, reliability, ability to meet customer needs, 
availability, support
- competitors; product offering, prices, customer perceptions.

5b. That a listening culture exists among all employees within the company.
Responsibility for talking with customers on both a formal and informal basis and 
recording feedback on changing customer needs, likes and dislikes should be accorded to 
an appropriate employee as outlined in 9b.

5c. That feedback from customers and stakeholders is used in developing company
and product objectives and in determining improvement policies.

Is concerned with how the company develops procedures to ensure that customer
expectations are accurately identified.

Customer Satisfaction

Is concerned with how the company systematically manages its processes to achieve 
customer satisfaction.

The company should demonstrate:

6a. That procedures exist for analysing the ability of each function to meet 
customer requirements. This could involve:

- determining critical functions
- identifying lines of responsibility

- determining the ability of employees in positions of responsibility to 
undertake their roles (see section 9)
- assessing time management in each critical function
- assessing process efficiency, effectiveness, interaction and communication
- determining customer perceptions of each function's effectiveness and 
efficiency.

6b, That procedures exist for analysing the ability of the product to confer the 
benefits the customer expects. This could involve:

- customer discussion groups
- analysis of customer complaint/satisfaction records
- competitive assessment.
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6c. That resulting from this analysis the company implements process changes and 
evaluates the benefits.

7. After Sales Service

Is concerned with how the company implements procedures for the provision of after 
sales service to customers.

The company should demonstrate:

7a. That after sales service is viewed as a process which is concerned with
developing relationships by reassuring customers of product and company quality. To 
this end, responsibility for the after sales service function should be accorded to an 
appropriate employee as outlined in 9b.

7b. That there are guidelines in existence which provide direction to the provision
of after sales service. These could include internal schedules and benchmarks to check 
on:

- delivery procedures
- query and complaint handling
- response time
- customer contact.

7c. That the level of after sales service provided is at least consistent with:

- overall company objectives
- specific objectives for after sales service
- the industry norm
- repeat purchase levels
- the nature of the customer
- the importance of the product to the customer.

8. Complaint Handling

Is concerned with how the company develops procedures for handling customer 
complaints.

The company should demonstrate:

8a. Procedures for complaint handling have been developed. At the very least this 
procedure should include measures which ensure the customer receives:

- information
- reassurance
- restitution.
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8b. That a formalised system exists for complaint handling. This could include 
identifying and specifying the:

- complainant
- complaint detail
- employee handling complaint
- procedure followed
- response time 
-outcome
- comments and recommendations.

This system should then provide the basis for complaint records which should be used 
as an information source.

8c. That use is made of this information in setting parameters for unacceptable
complaint levels.

8d. That action to improve products and processes is taken when complaints
consistently exceed these parameters.

9. Training

Is concerned with how the company preserves and develops the skills and capabilities 
of personnel through recruitment and training.

The company should demonstrate:

9a. That procedures exist to identify management training needs and to establish
information gaps, skills gaps and attitude gaps among all employees.

9b. That in terms of marketing, concern rests with educating, training and the
recruitment of personnel with personality, intuition and a proven background. In 
theoretical terms, a knowledge of research, planning, forecasting, promotion, sales, 
consumer behaviour, statistics and communication methods is encouraged.

9c. External courses are scrutinised to ensure that they are characteristic of the
real needs of both the employee undertaking the course and the business.

10. Segm entation

Is concerned with how the company develops segmentation procedures based on quality 
marketing practices.

The company should demonstrate;

10a. That management is aware of the concept of segmentation and implement 
segmentation practices. This involves the company being able to demonstrate a 
thorough knowledge of the industry based on adequate information about that market 
as outlined in 4c.
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10b. That the served market, present and future customers and customer motivations 
are defined.

10c. That selection of target segments takes place on the basis of:

- an analysis of company strengths
- company objectives
- company needs
- customer assessment.

lOd. That regular review of chosen segment viability is undertaken. This could 
involve an analysis of:

- segment profitability
- segment size
- segment growth rate
- segment trends
- segment competitive structure.

11. Product Strategy

Is concerned with how a company determines its product offering.

The company should demonstrate:

11a. That procedures exist for monitoring a product's relevance to the market at 
which it is aimed. This could be undertaken through an analysis of:

- customer feedback
- new product entry
- market trends
- sales
- new technologies
- trends in overseas markets
- product alternatives
- new customer levels.

l ib .  That continuous development of products is an objective of product policy. The 
company should show evidence that the environment (social, economic, competitive, 
regulatory and technological) is constantly monitored in a search for product 
development and modification opportunities as outlined in 4c.

11c. That procedures are in place for assessing product development/modification 
opportunities.

l id .  That clear policy exists with regard to brand image and packaging policy to 
ensure that a favourable reputation or image is created and maintained and that 
packaging is well designed and consistent with this reputation.
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12. Price Strategy

The company should demonstrate:

12a. That consideration of both internal and external variables has been taken when 
determining the final price. Internal variables include proper costing, margin 
allowance and financial objectives. External variables include directly competitive 
product prices, likely competitive reaction and customer perceptions of product value as 
well as the price the market will bear.

Is concerned with how the company determines its pricing policy.

13. Distribution Strategy

Is concerned with how the company determines its distribution policy.

The company should demonstrate:

13a. That the distribution policy undertaken delivers goods to customers in a timely 
and convenient manner while maintaining product quality and service levels. This 
could include consideration of:

- industry norms
- effectiveness and efficiency of existing distribution channels
- the nature of the product
- customer location
- the nature of the customer
- standards in the industry.

13b. That the choice of a third party channel is taken after rigorous analysis, 
review and consideration. The company could address areas such as:

- track record
- reputation
- market coverage
- stability
- product range
- interest
- legalities
- character
- finances
- co-operative services.

13c. That assessment of third party channels is undertaken. The company should 
consider the development of an active partnership between themselves and the third 
party channel. This, however, does not preclude the use of mutually agreed guidelines 
to ensure correct product handling and achievement of objectives.

13d. That procedures exist for reviewing the distribution policy undertaken. The 
company may do this through discussions with customers and a review of costs as well 
as an objective assessment of achievement of objectives.
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14. Promotion Strategy

Is concerned with how the company determines its promotion policy.

The company should demonstrate:

14a. That a clear objective informs its promotion policy. The company should ensure 
that it focuses on communicating a specific message to a specific audience in a cost 
effective manner.

14b. That it endeavours to acquire the resources necessary to implement the 
promotion strategy which will achieve that objective.

14c. That where an external agency is employed an agreed plan and remuneration 
have been developed.

14d. That the effectiveness of promotion campaigns is evaluated. This could be 
achieved through analysis of:

- sales records
- new inquiry records
- reactions from existing customers.

14e. That formal systems exist for management of the sales force. The company 
should ensure that the sales force gathers and reports information on a regular basis o n :

- the product
- the market
- customers
- competition
- trade.

Sales people should be monitored and evaluated on the basis of:

- customer feedback
- expenses
- sales targets
- number of calls (including call conversion and cold call ratios)
- market coverage and efficiency of territory planning
- analysis of customer potential
- quality of information provided.
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15. Marketing Performance Assessment

Is concerned with how the company assesses the quality of its marketing practice.

The company should demonstrate:

15a That it assesses both the effectiveness and efficiency of its m arketing 
activities. This could involve an analysis of:

- achievement of objectives
- costs
- profits
- prices
- market share
- sales levels
- new customer levels
- customer retention.

The company should also consider informal assessments including informal consultation 
with clients and management opinion.

Glossary

Active
Partnership:

Agenda:

Assessment:

Benchmarks:

In distribution arrangements this involves forging a long term 
partnership with the third pary channel through developing a clear 
idea of what is required from the third party and what the third party 
can expect from the company. Both then work together to achieve the 
highest return on investment.

List of items which demonstrate that the company has direction. A 
summary of the logic behind that company being in business. This 
agenda ahould be regularly discussed by management even if it is not 
formally documented.

Systematic identification and evaluation of any factors which may 
affect the process, function or item under consideration. For example, 
competitive assessment would be concerned with determing competitors' 
prices, costs, strengths, the quality of their product offering, customer 
and trade perceptions of both companies etc.

Predetermined standards against which the process, function or item 
under consideration can be measured. For example, the company may 
decide to set a response time of 2 days for all customer complaints. This 
is the benchmark against which response time to customer complaints is 
measured.
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Brand Image 
/Reputation: The overall impression created in the market place by any one brand. 

All characteristics of the brand, real or imagined, belong to the brand 
image. All companies have a reputation which is developed through 
consistency of quality, price, presentation, delivery, service, 
merchandising etc.

Call Conversion 
Ratio:

Character:

The ratio of the number of calls a salesperson makes to the number of 
sales closed. This gives a measure of the efficiency and effectiveness of 
the salesperson in converting cold calls or inquiries to actual sales.

In third party distribution channel terms, this refers to the ability of 
the company to form an harmonious relationship with the 
intermediary and whether or not both companies have a similar 
culture.

Cold Call 
Ratio:

Company
Needs:

Company
Position:

Company
Strengths:

Competitive
Structure:

Complaint
Information:

Complaint
Reassurance:

The number of unsolicited calls made by a salesperson as a percentage of 
overall sales calls. This may be an indication of the salesperson's 
efficiency at developing new customers.

The need to choose and target customers or market segments which will 
help the company to achieve its goals. For example, if the company 
wishes to consolidate its business then it should target customers who 
have demonstrated their satisfaction with the company and the 
product. If, on the other hand, the company wants to grow in terms of 
product quality or managerial capabilities they should look for 
customers who will encourage or support this goal.

Where the company stands in relation to competition in the market. 
This could involve an analysis of product offerings, customer 
perceptions, prices, quality, costs etc.

The company's competencies in marketing (company well known and 
highly regarded in its market, reputation for quality, service, 
delivery), organising (flexible and adaptable to customer 
requirements, speedy response to changing requirements, capable and 
dedicated personnel), manufacturing (technical and manufacturing 
skill, well equipped facilities, ability to deliver on time) and 
financing (cash flow, profitability, financial stability).

Knowledge of major direct competitors in terms of size, market share, 
product quality and any other characteristics that may be appropriate 
to understanding their intentions and behaviour.

Informing customers who complain about the reasons for product failure.

Assuring customers who complain that systems are in place to ensure 
that the problem does not reoccur.
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Complaint
Restitution: Restoration of goodwill by replacing or repairing the product and

covering any costs incurred by customers during the complaint process.

Co-operative
Services: In terms of a third party distribution channel member, this refers to

their provision of such services as advice, feedback, promotion, 
merchandising, marketing etc. on a co-operative basis.

Costing: The process whereby costs are assigned. In determining price it is
important that all costs of production such as manufacture, materials 
labour, overheads, owner's time, extra service etc. are covered.

Critical Processes
/Functions: Identification of those functions or processes which are vital to the

ongoing survival and growth of the business. These usually include 
marketing, production, finance and administration.

Customer
Assessment Selecting customers on the basis of the company's ability to conduct 

business with them. This involves consideration of the suitability of 
the product required to the company's existing production process, the 
level of service and quality demanded by that customer, the 
acceptability of the price range offered, the feasibility of establishing 
a good working relationship and the potential for the company to learn 
from doing business with this customer.

Customer
Motivation: See Motivational Factors.

Customer
Perceptions:

Customer
Potential:

Customer
Profile:

Each consumer's personal interpretation of what is seen, heard, tasted 
etc. which serves to form an overall impression of a product.

An assessment of the probability of a particular customer contact being 
wothwhile in terms of the likelihood of a sale, the likelihood of 
repeat buiness and the significance of that repeat buiness

Description of a group of customers according to details or 
characteristics which are important in determining why they may 
purchase certain products. This allows for direct comparison with 
other groups. For example, the professional classes, washing machine 
owners etc.

Customer
Requirements: Any desire or need a customer may have whether existing and 

identifiable or latent and difficult to recognise.

Efficiency: The relation between inputs (eg. costs, man hours) and outputs (eg. sales,
quality). Efficiency is concerned with 'doing things right'.
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Effectiveness:

Environment:

Feedback:

Finances:

Formalised
System:

Forum:

Industry
Norm:

Information
Needs:

In Full 
Delivery:

Interest:

Relating outputs (eg. sales, quality) to the goals or objectives of the 
company (eg. growth, customer satisfaction). Effectiveness is concerned 
with 'doing the right things'.

Comprises those elements, organisations and individuals that 
have an influence, large or small, on the firm's business. For example, 
the state of the economy, the behaviour of customers, the actions of 
competitors etc. The enviroment is usually broken down into five 
elements : Social, Economic, Competitive, Technological and 
Regulatory (Legal and Political).

Comments, suggestions, complaints, queries or information which the 
company receives from any source whether external (suppliers, trade, 
customers) or internal (employees). The company should then evaluate 
this feedback to assess whether or not it should be used in product and 
process improvement.

In distribution arrangements the margins, payment terms, marketing 
and merchandising expenses etc. which have to be agreed with the 
third party channel member.

A process which is written and documented and to which the company 
can refer. For example, a customer complaints system may detail the 
name of the complainant, the nature of the complaint, how the 
complaint was handled and recommendations for management. This 
document can then be referred to when the company is considering 
product or process improvement.

A set time when management discuss the issues facing the company. For 
example, the manager of a company may consider agreeing with senior 
personnel that issues relating to the product, customers, competition etc. 
will be discussed every week.

The (i) normal or average, (ii) expected and accepted behaviour of 
companies within a particular market.

The information and data on the market, customers, environment and 
the company itself that is needed by management to take effective 
decisions.

The number of times the company manages to accurately fill and 
deliver a customer's order.

A third party distribution channel member's interest in and enthusiasm 
for the company's product area and, more importantly, the company's 
product.
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Internal
Schedules:

Legalities:

An internal system whereby the company plans events with respect to 
time. For example, the company may decide to detail the amount of 
time that should be spent at each stage of the complaint handling 
process, ie. the customer is contacted within two days, and the 
complaint is brought to management attention within a day of the 
complaint being recieved and product replacement/repair is carried out 
within four days.

The legal issues that have to be considered when a company engages a 
third party to carry out distribution.

Lines of
Responsibility: Clear details of which employees are responsible for which tasks and 

identification of the people to whom they are expected to report.

Market
Coverage: The third party distribution channel member's ability to reach and 

effectively serve the company's target market.

Marketing Oriented
Culture:

Motivational
Factors:

Where the firm looks to the market and its customers, determines their
needs and produces products to satisfy those needs. A marketing 
orientation is market focused and customer oriented aimed at generating 
customer satisfaction as the key to attaining company profits.

Those factors which predispose people to behave in a certain way and, 
in particular, to make an effort to achieve something. A motive is a 
need that is sufficiently pressing to drive a person to act to satisfy that 
need.

Nature of 
Customer. The levels of service and standards expected by customers from the 

distribution channel.

Nature of 
Product:

New Inquiry 
Records:

Objectives:

The type of product being distributed. For example, is it perishable, 
bulky, customised, technical, valuable etc.

New Customer 
Levels: The amount of new or first time consumers entering a particular market 

or buying a particular product.

In promotion assessment terms, this refers to the level of enquries from 
new customers about a company's product after a promotion campaign.

What it is the company is trying to achieve. For example, the company 
may be trying to induce trial of the product in its price objective, 
increase awareness of the product in its promotion objective and increase 
the number of retail outlets supplied in its distribution objective to 
achieve an overall company objective of increasing sales within the 
year.
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On Time
D elivery: The number of times the company manages to deliver goods to customers

by a set deadline.

Overseas
Trends: General directions or continuing tendencies, of relevance to the company

and its product, that can be observed in foreign, yet similar, markets.

Product
A lternatives: New products coming on to the market which could be substitutes, in the 

customers eyes, for the company's product. For example, dairy spreads 
could be seen as substitutes for butter.

Product Development/Modification
Opportunities: Attractive areas into which the company could move through adapting 

or developing products. Areas are usually attractive when no one else 
in the market has yet moved to take advantage of the opportunity. An 
opportunity for development can be assessed in terms of whether it 
exploits the expertise which the company has developed, the resources 
required to take advantage of the opportunity, the market potential 
and its compatibility with existing products or customers.

Product Range: Full list of all the products distributed or carried by any one third 
party distribution member.

Product
Relevance: How well an existing product fits with current market needs. Markets 

die in the sense that the manner of satisfying a particular need 
changes.

Promotion Plan
/Renumeration: When using an external agency, an agreed plan should be drawn up

between both companies. Furthermore, the company should endeavour 
to provide remuneration on the basis of success and performance.

Repeat
Purchase:

Reputation:

Further business or custom from an existing customer. This is usually an 
indication of satisfaction with prior performance.

The esteem and regard which is held for a third party distribution 
channel member among the trade.

Response Time: The speed with which the company responds to customer queries, 
complaints, suggestions, feedback etc.

Review:

Sales Force 
Management:

A critical examination or survey of past events (eg. the planning year) 
or of a particular item or subject (eg. a product or policy) to ensure that 
the company is aware of changing circumstances and is refining 
processes to suit these changes.

The organisation, direction, control, evaluation, recruitment and 
training of those employees selling in the field.
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Segmentation: The process of subdividing a market into smaller subgroups. Each
segment is different from the others and needs to be treated differently 
by the company.

Served Market;Those customers who currently buy the product or who may do so in the 
forseeable future.

S tab ility : Consideration of the size, strength and any other characteristics of a
third party distribution channel member that may determine their 
ability to remain in business.

Stakeholders: All people who may have an interest in the company. For example, 
business partners, families, shareholders, lending institutions, 
employees, suppliers, customers etc.

Territory
Planning: The effectiveness and efficiency with which a salesperson plans their 

call schedule so as to minimise expenses and maximise the number of 
calls made.

Third Party 
Channel:

Time
Management:

External organisations or individuals in the distribution process who 
facilitate the movement of the product. For example, wholesalers, 
agents, distributors.

The amount of time spent by employees and management in performing 
any one function. The crucial question is 'is it time well spent?’ or could 
the function be reorganised to make it more efficient and effective?

Timely and Convenient
Manner: Ensuring that the distribution policy undertaken delivers the product to

customers where and when it is required.

Track Record: How well the third party distribution channel member has performed 
in the past when distributing similar products. The company may look 
at market coverage, customer service, sales quota attainment, listings, 
co-operative services, margins, damaged good returns etc.
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