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Hello, welcome back to our next session on B2B marketing with technology focus. I am 

Jayanta Chatterjee from IIT Kanpur.  

In this session, we are going to look at market orientation. In a previous session, we 

discussed about the importance of cross-functional integration and interaction in B2B 

companies, particularly in the high-tech sector. 

We discussed about the requirement of market orientation. So what does market 

orientation mean? How it impacts this marketing and R&D interaction integration is what 

we are going to take up today.  

 

So, market orientation is actually a philosophy of decision making which is focused on 

customer needs always giving highest priority to customers requirement as opposed to 

our own product and service projection. 



So, market oriented firms they gather, disseminate and utilize always what the customers 

want, what the customers feel, what the customers problems are. So, customer problem 

solution orientation is another way of looking at market orientation. So, this customer 

focus comes right on top. Decisions are always grounded in analysis of the intended user 

and intended use. 

And lastly, market oriented companies, they harness the power of their cross-functional 

teams to deliver customer value. And the result is that such companies display more 

innovativeness, higher creativity and possibly increased product performance because 

their solutions are always much better integrated.  

 

So, dimensions of market orientations are presented to you in this waterfall model. We 

have intelligence generation from the marketplace. This intelligence generation by 

analyzing market information and developing insights is what we discussed in a previous 

session. 

We are bringing it all together now. So our discussion on the need of marketing R&D 

interaction and integration. Our earlier discussion on market orientation and our earlier 

discussion on market intelligence gathering, business intelligence gathering, competitive 

intelligence gathering and interpreting that for developing business strategy. We will 

bring all of those discussions together in today's this particular session. So, intelligence 



generation, intelligence dissemination, remember we discussed about marketing role of 

sensing, sharing and responding. 

So, this is the intelligence dissemination is that sharing role and then intelligence 

integration within the organization to come up with a coordinated action. This is what we 

mean by market orientation in real action terms.  

 

The effect of market orientation on the company performance are many and as we just 

now saw that because of that waterfall model which will lead to superior product quality, 

superior service quality and innovative new products and then ultimately that will lead to 

superior sales growth and superior profitability. So, look at this diagram. On the extreme 

left, we have the aspects of market orientation by way of intelligence generation, 

intelligence dissemination, intelligence integration and coordinated action. 

That leads to superior product quality, superior service quality and innovative new 

products. And that leads to superior sales growth and superior profitability. You can 

easily see in this diagram that a leading role is provided here to marketing professionals 

to make this kind of interlinking, interaction, integration happen.  



 

Superior sales growth and profitability may also mean or may also stem from the strong 

R&D base in such organizations. 

 

So, we are therefore entering into the discussion on how marketing and R&D get 

integrated through these activities. So, first let us take market intelligence, intelligence 

generation. Market intelligence means useful information about market trends and our 

users and our customers and our stakeholders in general. So, we will be tracking current 

and future market needs, we will be tracking our competitors capabilities and strategies 



and we will track the emerging technologies across industries. Remember all of these we 

have discussed in previous sessions. 

This need of the zoom lens as well as the wide angle lens, the focus on what is happening 

today and what might happen tomorrow, all those visions, activities we discussed when 

we discussed about marketing as strategy. Now, that is what we are bringing out here and 

that is some of the key activities under market intelligence gathering. Of course, if we 

want to do this, we have to allocate resources to such activities and we have to budget for 

it.  

 

This market research here is a little different from the marketing research that we 

discussed earlier. So, this is market research for market intelligence gathering and this is 

an interesting slide that shows that how different industries spend different percentage of 

revenue and you can immediately see that the spending by pharmaceutical industries 

quite high because they are always looking for the breakthrough products.  

They are very very technology focused and as a result in such organizations lot of 

competitive intelligence are gathered, lot of customer requirements are understood, lot of 

doctors requirements are understood that means doctors who are like consultants in this 

case. In some sense they are the customers and we as patients are the customers 



customer, so such organizations spend significant amount for market research.  Again, I 

emphasize market research is distinctive from marketing research. 

 

This is an interesting slide. It basically tells you that responsiveness to in market 

orientation is just the beginning. Your ultimate aim is to be a proactive market sponsor.  

So, we are therefore looking at expressed or articulated customer needs and current 

competitive threats and from there we are going to latent and not articulated customer 

needs or future market needs, customer needs that might arise and anticipated 

competitive threats. Again you see here this is an example of the combining of the zoom 

lens and the wide angle lens. The here and now and what if tomorrow both kinds of 

questions need to be addressed in this kind of activities.  



 

Responsive market orientation is responding to current market intelligence as we just 

now said. and it should not lead to the served market tyranny that we talked about. 

 

It should not result into marketing myopia and the tyranny of the served market and we 

have to react to the existing threats as well as future emanating threats. So, this bifocal 

vision we have talked about earlier and marketing therefore, in such organizations, this 

market-oriented organization redefine the market structure continuously, introduce 

innovative value propositions continuously and focus on multiple stakeholders.  



 

This is a little tangential slide. We are talking about the contingency theory of high 

technology marketing. 

The contingency theory means that technology focused marketing needs to be responsive 

to market orientation. It has to be always associated with development of radical 

innovation. And as we said, bifocal, both responsive to the current needs and proactively 

seeking out the future needs.  

 



So, this is the sensing part of it. Market intelligence gathering and now we are talking 

about how in these companies they do intelligence dissemination. So, dissemination of 

information is actively encouraging information sharing.  

Some of the obstacles are there the so called knowledge holders which often happens in 

very hierarchical bureaucratic organizations. So, those kind of approaches or attitudes are 

detrimental to intelligence dissemination that is the point we are trying to make in this 

slide. And therefore, our aim should be creating boundary-less organizations where there 

are not functional silos or departmental silos and there is a continuous focus on cross-

functional team formation and free flow of information or intelligence that has been 

gathered and analyzed. 

 

If you are able to this sense, gather good intelligence, if you are able to share that 

intelligence freely within the organization, then we will be capable of integrating the 

intelligence. So, we are again talking about sensing, sharing to create the capability of 

responding. So shared interpretation of the information through various debates, 

discussions, dialogues can create an organization's knowledge management orientation 

where both explicit knowledge as well as tacit knowledge are freely exchanged. Explicit 

knowledge exchange is kind of easier, but tacit knowledge, that means where what you 

cannot easily see what is there in the other person's knowledge base, if that is available 



through sharing mode in a forthcoming manner, then obviously that creates a much better 

flow and develops much better capability.  

 

So, this is the domain of knowledge management as we call it. So, the practice of open 

storage and accessible storage of documents, preserve, store and disperse knowledge 

assets, creating some kind of an organizational memory which is available on tap to the 

various departments and associated with the so-called organizational learning orientation. 

All these require investments in hardware, software and web technologies.  

 



Coordinated action is the outcome of that kind of effort. That means implemented 

decisions through coordinated actions. 

Again, there are barriers here and there are methods of attending to addressing those 

barriers.  

 

How do we assess organization market orientation? Are they responsive to customer 

intelligence generation? We ask those questions. We continuously, if the answers to that 

query are that we continuously work to better understand our customer needs. 

We pay close attention to after sales service. We measure, I would add one more point 

here that not only we pay close attention to after sales service, we pay close attention to 

the learnings from the after sales service. In fact, in market oriented organizations, the 

customer support and service representatives play as important a role as the sales and 

marketing personnel and they actually often provide market leads, sales leads, they 

actually bring very distilled information even on competitors from the customers 

installations and sites. And customers, it has been seen always welcome the service 

experts, support experts because they are seen as consultants and they prefer such 

expertise more than an interaction with the sales marketing personnel. 



So, in market oriented organizations, all marketing sales people have very strong service 

attitude and their activities are well integrated with those of the service representatives. 

So, these are responsive ways of gathering not only customer use related intelligence but 

also competitor intelligence because employees throughout the organization can share the 

information regarding competitor activities because there are many departments who are 

on touch points not only the marketing people, the service representatives, but also 

engineering people who meet competitors at various conferences and seminars or observe 

computer equipment and offerings at exhibitions. 

 

All these have to come together to improve our responsiveness and sharing of knowledge.  



 

And that allows us to anticipate the future moves of our competitors. We monitor the 

competitors in almost real life and we also observe related technologies and how those 

technologies are moving. So, you see here If we are able to integrate the interaction 

among departments like sales, marketing, service, engineering, R&D and so on, then we 

are able to again implement what we have been again and again saying the bifocal vision, 

we are able to focus on today's problems and today's customer needs as well as future 

technologies and anticipated customer needs.  

 



The intelligence dissemination which is the interdepartmental sharing that happens 

through meetings, that happens through structured knowledge sharing, that happens 

through proper documents management and knowledge sharing applications and when 

one function acquires important information about the customer or competitor, 

automatically it gets disseminated to all the other departments.  

 

That is the nature of a market-oriented organization. So, you will, I will ask you to 

request you to go through the detail point by point on these charts and if you have any 

further question on these details, please do raise your questions on the forum.  

 



Now, what are the facilitating conditions for market orientation? Why, we can see the 

advantage of market orientation, but why it is so hard to implement? Why don't we see it 

in most organizations? Why in most organizations we see the opposite, which is actually 

very bureaucratic, silo-oriented, knowledge-holding and not sharing? That is because it 

needs a cultural shift from technology and product to customer and market. 

This is a thinking that is again and again coming up in today's world which is so 

networked, but it still is not widely practiced, though it should be. And the other 

important point is that this kind of implementation also needs top management support 

and top management leadership and allocation of resources.  

 

If you do not have the proper infrastructure for knowledge sharing, then your knowledge 

management activities may remain lot of theoretical and lot of talks, but not real actions. 

So, cross-functional collaboration is something that needs both resource allocation as 

well as top management leadership.  

So, top management support decentralized organization structure prioritization of 

information gathering and information sharing and reward system another very important 

point reward system that recognizes knowledge sharing interaction interactivity 

integration all that will make it happen. So, the key point here being made is that just 

intention is not good enough. Knowing that market orientation is good is not enough. To 



make it happen, resources have to be allocated, reward systems have to be properly 

tailored and top management leadership has to be there.  

 

Now, let us look at, we discussed the different strategy archetypes in a previous session 

and let us see how those organizations deal with this information sensing, sharing and 

responding. So, like prospectors or pioneers, they supply new technology solutions to 

address customer's expressed and latent needs. Their information focuses on customer's 

unarticulated needs because that's where the innovation comes from. That's where the 

good, successful products come from and they must stay ahead or abreast of 

technological developments.  



 

This is the kind of information orientation that we see in pioneer companies. As opposed 

to that, in analyzers or fast followers, we see that they bring out more improved or less 

expensive versions of products introduced by prospectors. We were discussing this in a 

previous session. 

We are again re-emphasizing that, that what kind of attitude towards information and 

knowledge will be required to be a fast follower. So, their information focus will closely 

monitor customer reactions to prospectors offerings, they will monitor competitors 

activities, successes and failures.  

So, basically in these two slides, I tried to show you that information orientation, 

information interpretation orientation and therefore, knowledge generation orientation 

will depend on your strategic position or the kind of organization you are. Whether you 

are a pioneer organization, whether you are a fast follower organization and therefore 

also, whether you are at a very early adopter stage in the product life cycle, technology 

life cycle or you are in the early majority stage of in the life cycle. 

That will depend on your approach and that also will determine how the knowledge 

sharing will be encouraged and how your reward systems should be organized. We end 

our discussion here and we will continue on this thread in the coming session. Thank you. 


