The
Business
Review
Cambridge

Build a eulture "\
a{ ol aad. |

Ceetoudlcon

Globalization: Moneyless Economy. Reverse Triangular Intermet Banking for
Payoffs, Multinational | #17 Mergers: Regulator’s Midwest Community
Corporations and Dr. Subhendu Das Response, Work Done | Banks: Consumer
Public Policy Makers- By Other Independent | Adoption
A New Paradigm. #26 Anditors and Potential | Determinants. #195
Dr. Thomas G. Costelly Illegal Acts by Audit Dr. Nasim Z. Hosein
and Dr. Ayse Oleay Clients. #243
Costello Di. Michael Ulishi and

Dr. Roy J. Girasa

vm»*nm:-mmum-mm-m

NEWYORK * LONDON * BEVERLY HILLS * HONOLULU * HONG KONG = MIAM

The Business Review, Cambridge is accepted for listing in the PROQUEST (ABI),
CABELL'S and ULRICH!S DIRECTORIES of Refereed Publications.




= R — TR o T

dge * Vol.zo, No.a

The Business Review, Cambri

L —— T = ey =
INFORMATION FOR CONTRISGTORS

STelie T Arnal cirdves s ve ke flagship journal af ﬂ.unl;su;u

.- [l should provide Jeadership in developing thew - il

sifiniisbn are subject 10 4 two person hiind st review IninEn. The Businiss He
SRR TROOTTS - AL CABELL'S and ULRICI'S LIRLES 701 TES of Refercid Bub i
Pdgl (BROY v vou b surtcliei n dhe journal, The H-Uﬁ'ﬂf-'#-nﬂ__'ﬁih Il

- i Busnices © mmunit, and 3 previde leadership in introduisies fiss &
acdrucles sheald cudre iotione wdlizing a variety of methods =mif {hy x

] Py stonmhe - jor b Lot wada icions and professonals froim) 1

Lt e csures 7 Businass Review, Cambridge will bring togothen e

& 2 1d- na relaien deld: 1o interact with members inside and outside their st partliil -
SRR e arete e patar as well ge neeviding opportunities to vy OHEEs work.

BROTroar ity review, K
- d wenif vt s rules, relicier. and procedures affectina i s stinatlimil rd!t&'nﬁl’ﬂp
i i wio o Tamstranes A sueh anendment. modification, edditien oe deliiiitshall wot
el 1 BIES ol mathuirs foonini=atirs). =

GENER L, (SN TORAATION )

e vdi o imes a year. The e-rail i drsempndaySnolicnm:

W . ERin -

ns a4l s advertising can be made vis e il aildress,
+--+ v the Journal's address above. For jurthir daiils. e
"1 er. Subscription rates foc BRC b U5 usicny

- their actual change of address. The fisine
pplied late. The class of mail used fir periikdieali ake

s the post office discards the materini Filini # CHlmus it

e s Review. Camibridge contains the views, thoughts, assertions apd opinjons {inirminth™) ol
its contribudirn . n - 1ation provided by these authors does not necessarily represent The Business Review, Cambridge. T
Business Review. Cambridge makes no represeniziicns about the accuracy of the Information contained herein; and the inciusion of the
Information nerein shall not be construed as an endorsement. cither explicitly or implicitly, of the Information by The Business Review,
Cambridge. The Business Review, Cambridge disclaims any and all responsibility or liabilitv resulting from the Informatior: contained i
Journal.

Copyright 2001-2012  All rights reserved. No part of the material protected by this copyright noties may be reproduced or uiilivesd
in any form ar by a1 means, including photocopying and recording, er by any information storage and retrieval system. without the Ttien
permission of The Business Review, Cambridge. Permission is required to make copies uf articles published fn The Businese ’-t:.%n
Cambridge. Those who desire formal, documented clearance should submit their requesis for permission te the address ahove. Individnits
aned publishers who wish to republish materials in other works must obtain formal permission from the management o) The Budliits

Levigiy, Cambriige and pay the approprinte fees, Inguiries should be directed to Dr. Turan Senpuider, at the above address, Cptestions et

:ini material can be addressed to Dr. Turan Senguder: dreenguder@agl.com

‘: T :la sATETIL "."_"".'::*-. T




THE BUSINESS REVIEW, CAMBRIDGE

VOLUME =20 * NUMBER1 * Summer 2012

BOARD MEMBERS

Dr. Turan Senguder, Chairman of the Board and Chief Executive Officer, JAABC, New York, NY
Dr. Stewart L. Tubbs, Chair, Eastern Michigan University, MI
Dr. Z. S. Demirdjian, Senior Review-Editor, California State University, CA
Dr. Nancy J. Scannell, Associate Review-Editor, University of Illlinois at Springfield, IL

EDITGRIAL ADVISORY BOARD

_ < T:ran Senguder, Dr. Stewart L. Tubbs, Dr. Nancy Scannell, Dr. Z. S. Demirdjian, Dr, Donald Margotta, Dr. Ara G. Volkan,
Dr. Robert Guang Tian, Dr. Steven H. Appelbaum, Dr. Kristina L. Guo, Dr. Gordon W. Arbogast, Dr. Larson Ng,
Ut Musa Pinar, Dr. Pearl Steinbuch, Dr. Joseph C. Santora, Dr. Deniz Ozenbas, Dr. Jamaluddin Husain, Dr. Doug Flint,
Dr. Robert H. Parks, Dr. Balasundram Maniam, Dr. David Wright, Dr. William V. Rapyp, Dr. Jack A. Fuller,
Dr. Stuart Locke, Dr. Roger D. Hanagriff, Dr. O. Kucukemiroglu, Dr. David Wright, Dr. Aysegul Timur
Dr. Chaiporn Vithessonthi, Dr. C. P. Kartha, Dr. Ziad Swaidan, Dr. Cemal Zehir, Dr. Shawana P. Johnson,
Dr. Henry Tam, Dr. Tufan Tiglioglu, Dr. Raymond Cairo

JAABC, New York, NY
Castern Michigan University, MI * University of [llinois at Springfield, IL * California State Universily, CA
Northeastern University, MA * Florida Gulf Coast University, FL * Medaille College, NY
Concordia University, Canada * University of Hawai'i-West O'ahu, HI * Jacksonville University, FL
University of Hawaii at Manoa, HI * Valparaiso University, IN * Mount Ida College, Newion, MA
ENPC. School of Int. Management, France * Montclair State University, NJ * Purdue University Calumet, [N

University of New Brunswick. Canada * Pace University, NY, NY * Sam Houston State University, TX
Jzpversity of Ottawa. ON. Canada ™ The New Jersey Institute of Technology, NJ * West Virginia University, WV
The University of Walkato. New Zealand * Texas A&M University, TX * The Pennsylvania State University, PA

Jonversi ~fOntawa. ON. Carada ® Mahasarakham University, Thailand * University of Michigan-Flint, Flint, M1
Tonversizy of Houston, Vieroria, TX * Gebze Institute of Technology, Turkey * Hodges University, FL
Gioba. Marketing Insights. OH * York University, Toronto, ON, Canada
Alvernia Jouers. PA ~ London School of Economics, England




Product Tactics in a Complex and Turbulent Environment

Viewed Through a Complexity Lens

De. Roger B-Mason. Durban University of Technology, South Africa

ABSTRACT

This paper is based on the proposition that the choice of different product tactics is influenced by the nature
of the firm’s external environment. It illustrates the type of product activities suggested for a complex and turbulent
environment, when viewing the environment through a chaos and complexity theory lens. A qualitative, ease
method, using depth interviews, investigated the product activities in two companies to identify the product
activities adopted in a more successful, versus a less successful. firm in a complex/turbulent environment. The
results showed that the more successful company uses some destabilizing product activities but also partially uses
stabilizing product activities. These findings are of benefit to marketers as they emphasize a new way to consider
fimure product activities in their firms. Since businesses and markets are complex adaptive systems, using
complexity theory to understand how to cope in complex, turbulent environments is necessary, but has not been
widely researched, with even less emphasis on individual camponents of the marketing mix.

INTRODUCTION

Increasing product complexity, rate of change in most markets. increasing speed of technological
development and obsolescence, and unstable and rapidly changing customer needs is making product management a
risky business. Since product life cycles (PLC) are getting shorter, and obtaining information for forecasting in these
circumstances is nearly impossible, new product development is even more risky and requires a new approach. It
needs to be quick and continuous. Since launching new products is becoming more uncertain and difficult, it must
not be done at the expense of product improvement or enhancements. In many markets such old product
development is more profitable and less risky. as trial is immediate and repeat purchases are more likely when hased
on an existing product or brand

LITERATURE REVIEW

Environmental Turbulence

In business environments, change occurs in two major dimensions; complexity and turbulence. A
complexity increases. the ability to understand. plan and predict becomes more difficult. The increasing complexin
leads to more change and making sense of, and predicting it. becomes more difficult {Biack and Farias, 2000).

Turbulence invoives rapid, unexpected change in the environmental sub-dimensions and is caused by
changes in. and interaction between, environmental factors. This turbulence results in less orderly competition.
quicker development cycles and more difficulty in predicting customer. product and service requirements
(Chakravarthy, 1997). The net resull is an environment where the future is essentially unknowable {Wilkinsen and
Young, 2005). Many authors see such complex, turbulent environments as complex adaptive systems (CASs)
(Holbrook, 2003; Mcade et al., 2006), including such constructs as eco-systems (Ritter er al, 2004; Gundlach.
2006). self-organization and emergence {Wilkinson. 2006), sensitive dependence on initial conditions (Tedesco
Analytics, 2001) and non-linearity {Black and Farias, 2000: Tedesco Analytics, 2001). In such environments actions
taken to reduce uncertainty can lead to non-linearity and unpredictability, causing the marketplace to be n a
continuous state of disequilibrium (Black and Farias. 2000). Since environments appear o be CASs, a complexity or
chaos perspective should be used to understand their dynamics and behavior and to guide strategy development
{Tedesco Analytics. 2001; Mason, 2007).

Complexity Theory

The underlying idea of complexity "is that all things tend to self organise into systems” when simple rules
are applied (Kelly and Allison, 1999: 5). These systems can produce unexpected pattens or behaviours (Goldberg
and Markoczy. 1998) because of non-linear feedback networks (Staccy. 1996), the interconnection and
interdependence of complex systems (Bar-Yam. 2000)., and because the system’s parts interact and adapt to each
other (Mcade and Rabelo. 2004). Complex behaviour is orderly, yet full of surprise: apparently uncontrollable, yer
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nat totally chaotic. The rules that generate 1his behaviour are not enforced by a ‘manager’, and cannot be predicted
from any single part of the sysiem.

Several complexity concepts have relevance to business. The central concept is self~organization. the
process of order emerging from simple rules in a system, which is not controlled by a ‘manager” (Holbrook, 2003),
and which results 1n creative and innovative responses emerging (Dolan et al., 2003). This emergence, the second
important concept. happens when the system changes, leading to disorder and preventing the system from ossifying.
Emergence happens at the edge-of-chaos. enabling new actions to emerge. New product development behaviour
cmerges from the operational level (McCarthy et af. (2006).

The third concept is feedback. Negative feedback damps changes. pushing the system to equilibrium
{Stacey, 1995). Positive feedback amplifies small changes, pushing the system towards chaos {Doherty and Delener,
2001). Together. positive and negative feedback balance the system at the “edge-of-chaos’, the best position for a
turbulent environment { Doherty and Delencr, 2001).

The fourth concept is sensitive dependence on initial conditions (Briggs and Peat, 1999). In a stable
system. small changes have small effects. but in a complex/turbulent system small changes can grow exponentially,
making long-term prediction impossible (Doherty and Delener, 2001: Holbrook. 2003). Small nudges, at the correct
time, can thus lead to major changes (Wheatley. 1996). Patterns and clues indicate which changes to ‘nudge’
(Morrison and Quella, 1999), and when to nudge them (Gladwell, 2000). These patterns are known as attractors. the
lifth concept. The edge-of-chaos attractor. known as a ‘strange atiractor’. retlects the area where maximum
creativity and innovation happens {Lewin. 1992). A unique feature of the strange attractor is that it stays within
certain boundaries (Holbrook. 2003). How the system wiil develop cannot be predicted, but it will not go outside its
attractor (Doherty and Delener, 2001). Thus. the strange attractor allows change while maintaining some order.

Traditional Marketing Approaches

Marketing success in a turbulent environment requires an approach that is different to that recommended by
traditional strategic marketing theory. For example, the PLC approach can be misleading if other environmental
factors are not considered concurrently. and the marketing warfare approach focuses only on the competitive
environment. Thus, such strategic approaches are unlikely to enable companies to develop and maintain defendable.
competitive positions over the long lerm. Furthermore. they are not consistent with the current sirategic approaches
of collaboration and networking (Mason, 2004). Other authors who believe that sequential strategic marketing
planning is too slow and unresponsive for a fast changing marketplace support this criticism of the traditional
spproach to marketing strategy. Nor can traditional marketing planning keep up with customers' requirements or
aggressive competitors (Nilson, 19%5: Heilbrunn, 1995). In addition, traditional market research and traditional
marketing mix models are too simplistic to understand complex marketing situations as such models assume linear
relationships between mix variables and outcomes (Tedesco, 1998). They produce strategies that follow rather than
anticipate market changes (Singer, 2006). Since the simplistic approaches recommended by traditional theories can
be dangerous, marketers should consider non-traditional marketing methodologies (Wollin and Perry, 2004),

Complexity Marketing Approaches

In complex and turbulent environments, speed in recognising opportunities and developing new products.
and reducing time to market is essential (Seybold, 2000). For marketing to be effective it must be proactive, creating
events, and not merely relying on market research, as competitors can too casily copy the reactive following of
customer requests. In other words, marketing innovation is essential. Richardson (1996) supports this view by
maintaining that traditional marketing is inadequate for the future complex modem economy.

As the environment, product and cnstomers become more complex. the firm must focus its scarce resources
on those activities that will give the best result (Nilson, 1995). There are two approaches to using marketing tactics
effectively in chaotic environments: stabilising or destabilising approaches (Nilson, 1995; McGlone and Ramsey,
1998) Stabilising activities cncourage the system to stay within boundaries, while destabilising activities cause
unanticipated consequences that break the system boundaries. This is typical of a ‘chaos system’. A system
vperating at the edge of chaos is preferred because stabilising and destabilising activities can be used to balance the
<ystem between uncontrollability and stagnation. Thomas (in D'Aveni, 1999: 129) found that destabilising tactics
used mn lrbulent markets lead to greater success than when stabilising tactics are used in such markets. To avoid
lock-in to old or obsolete technologies or products, and hindering new product development. Mohr (2001: 43)

e
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suggests ‘creative destruction’. which involves continuous innovation to make the firm’s own products obsolete and
to replace them with the firm's own new developments,

From a chaos and complexity perspective. stabilising is reducing change by encouraging negative feedback,
or damping. which brings the system back towards its equilibrium point, or to within its atiractor boundaries
(Nilson, 1995: Hibbert and Wilkinson. 1994). In a marketing sense, Nilson (1995: 47) says that destabilising means
the disrupting of a 'stable’ environment. increasing the rate of change. setting off events to change the market or
unsettling the established market. Destabilisation can be seen as encouraging positive feedback (*the nudge® effect),
which moves the system away from the statis guo. Thus. destabilisation can be either small, seemingly insignificant
actions that influence the environment, or large dramatic actions that cause dramatic shifts in the environment.
However. it must be remembered that. although the outcome is uncertain. such risk-taking leads to greater marketing
competencies and innovation in turbulent environments, especially when related to product development (Garcia,
2004). Further, Droge ef al. (2009) showed that innovativeness is linked to new produet success in turbulent
markets. Nilson (1995) ranks product tactics in terms of stabilising or destabilising as shown in Table 1:

Table E: Murketing tactics as stabilising or destabilising
j Most destahilising
| Totally new products
\
|
]
|

Product mnovation (new product development)
Product enhancement (old product development)
Most stahilising

Product Tactics According to Chaos/Complexity Theory

In traditional marketing, the product component of the marketing mix is essentially fixed over the short
term. In a turbulent market. though, the product component is continuously variable (Morris. 1996). Authors such as
Shaw and Wong (1996) and Mohr (2001) feel that traditional tools like PLCs and positioning matrices are oo static
for a turbulent market and can lead to stagnation and death of the product.

Chaos, although difficult to identity. is probably present in product development (Phillips and Kim, 1996;
Hibbert and Wilkinson, 1994). Jager (2007) stresses the inadequacy of linear models o assess strategies in volatile
markets. Kopel (1996}, using a non-linear model, showed that chaotic behaviour is possible in R and D. It therefore
makes sense to view new product development as a chaos process and to understand the product from a complexity
or chaos perspective. Nilson (1995) maintains that introducing a totally new product introduces chaos into a market,
i.¢. destabilising an existing market. To be successful, the company must be prepared to act innovatively in the short
term to take advantage of unanticipated and unpredictable opportunities. This means short lead times, fast feedback
and flexible processes (Nilson, 1995). Such innovation happens when the system reaches the edge of chaos (Chiva-
Gomez, 2004), Product development systems must allow late changes to better meet customers needs (Thomke and
Reinertsen, 1998) and encourage trials and experiments to produce new lines and improvements (Morris. 1996).

Regarding the range in a turbulent market. new lines. additions to lines and producl extensions are required
(Morris, 1996). Millier {1999) stresses that encouraging chaos and destabilisation during new product development
enables the product to develop as the cuslomer uses it. with the 'perfect’ product emerging from the inter-
relationships between product and customer. Mass customisation enables the specific local needs of customers to be
met through enlarged ranges without losing economies of scale (Nilson. 1995). Successful and radical innovation
requires that customers must be co-developers of the product (Hamel, 2000). Such customer commitment can
improve new product success (Eng and Quaia, 2009) and Gordon et al. (2010) found that close customer contact
throuout a project was critical to new product success. While range increase is important. range reduction, or culling
of products, is equally important, because slow sellers drain resources (Nilson. 1995). Hamel (2000) stressed that
unsuccesstul products should be killed off quickly in order to keep ahead of competitors. and disrupting the
environment for the competitors (Grulke and Silber, 2000).

Regardless of the type of product development. speed of execution is critical to respond rapidly to technical
and market changes in complex/turbulent markets. The speed of new product development must be faster than the
changes in the environment (Samh, 1993). In a turbulent environment. change should happen so quickly that, by the
tiime an imitator has copied the new product. it has been made obsolete by iis originator. Thus. innovation. with short
PLCs is essential in a turbulent environment (Morris. 1996). Speeding up the product development cyele encourages
learning. reduces costly design changes and helps reputation as a market leader (Hamel, 2000).

 ——— —_— e — - 1
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Mish and Scammon (2005) have suggested that many branding activities exhibit non-linear dynamics.
Despite this.and although many product activities are destabilising. brand is an important stabiliser. In facing rapid
change and turbulence, a strong brand name is imporant in short PLCs because, as the time available to
communicate with customers decreases. the brand is able to rapidly communicate its values (Nilson, 1995). Thus,
branding is a stabilising activity. necessary to maintain relationships with the firm's customers. Range enhancement,
or old product development. is another stabilising activity and is also important (Nilson. 1995).

Traditional product management methods are thus inadequate for complex and turbulent markets and may
be dangerous for the survival of the product. Different techniques. approaches and attitudes to product management
are required in today’s turbulent environmenlt. Since product development is probably subject to chaos principles
innovation, quick development. careful range management. and customer involvement are key success factors.
According to Biemans (in Ford. 1997). the increasing complexitv. dynamism and turbulence of products and
markets makes new product development an expensive and high-risk activity.

PROPOSITIONS

Summarizing the findings ot the literature review. and viewing them through the complexity lens, enabled a
model to be developed of what product activity could be expected of a successful company in a complex/turbulent
market (Mason and Staude. 2009). This mode! is presented in Table 2. Based on this Model, two propositions were
developed to explore the use of product tactics in a complex/turbulent environment:

P1. It 1s proposed that more successtful companies in a complex and turbulent environment will use destabilising
product tactic . such as new product development and real innovation.

P2. It is proposed that less successtul companies in a complex and turbulent environment will use stabilising
product tactics. such as old product development.

METHOD

The lack of complexity research in the product field (Smith, 2002) dictated the need for an exploratory
study. Arguments for using metaphors for theory formulation. seeing new connecuons and for generalizing across
contexts also highlight the need for a qualitative approach (Smith, 2002). Little research in the chaos and complexity
fields has been done using real data. Therefore. research that uses real data, as this study does, is an importanl
contribution to knowledge about marketing from a complexity theory viewpoint.

The case method was chosen for the study. To improve rigor. a research protocol was developed (Yin.
2003). Maximal vartation sampling was used to select the companies, through a two-stage process:

First the most complex/turbulent industry was identified via a questionnaire completed by six experts (stock
brokerage industry analysts and management consultants. The Information Technelogy (IT) mdustry was
identifted as the most complex/turbulent.

Within the IT industry, a more, and a less, successful company was selected, based on a Delpht process, using IT
experts (consultants, journalists and buyers). A Iwo-iteration, ranking process resulted in ITA and ITB being
nominated as the more and less successful IT companies.

Data was collected via semi-structured focused depth interviews (Yin, 2003). Interviews were conducted
«ith twelve CEQs, directors, managers, and marketing and sales staff in the two companies. All twelve met Morse’s
criteria for being good informants (Flick, 1998). To obtain co-operation, anonymily was promised. Interviews were
ased on an interview guide and were audivtape recorded. In addition, various company documents were analyzed.

A combination of techniques was used to analyze the material. Thematic coding. using NVIVO software,
..as used to deconstruct and reconstruct the transcripts to categorize findings according to the perspectine bemng
sudied (morefless successful). The resulting “pattern codes’ constituted themes. causes explanations and
-2lationships that are discussed in the findings section of this paper. This material was summarized into tables te
.ompare the two companies against each other, against the model and against the propositions.

Method-appropriate criteria and multiple data collection methods validated the precedures. mereasing rigor
:ad trustworthiness (Flick, 1998). Construct validity was increased by using muluple data sources, internal validity
. 4s increased by comparison and pattern matching across the cases, external vahidity was increased by using cross-
_:se analysis, and reliability was increased by using a data collection protocol (Yin. 2003).
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FINDINGS

Based on the empirical study, a summary was created and mapped against the Model mentioned previously.
This is presented in Table 2. It shows that ITA"s product tactics match the Model very closely, as expected. A
perfect match would have been shown by ten ‘yeses® in the fourth column, which surnmarises ITA's comparisons.
They achieved six “yeses’. three *partials” and only one "no’, giving a summed score of 75.0%.

it was expected that ITB would not match the Model very closely. A perfect mismatch would be shown by
ten ‘no’s’ in the last column, which summarises [TB’s comparisons. This indicates that [TB's product tactics
partially match the Model. with a summed score of 45% with five ‘no’s’, one ‘partial’ and four ‘yeses'.

Table 2: Comparison of companies versus complex/turbulent model

Tactic Model Firm ITA Match Firm ITR Match

NPD planning Short-term and short programming of Plan carefully over shon Yes Plan carefully over longer No

launch steps. Involve customers. ume period time period
Range change Increasing ranges due to continuous new Increasing, bigger than Yes Increasing vange, esp in Yes

products, destabihsing markets competitors, esp. sofiware packages.

soltware.

Culling of Slow seller/losing products cuiled to cut Only 1if have new to Partial { Tend to keep all products and No
product; drain on resources. replace old product not cull
Product Use to destabilise. Many trials and Develops ahead of Yes Less innovative, new No
innovation expenments give stream of new products | market, with early developments driven by

- focus on latent customer needs to create | market entry, drives customers. Follow the

future. Obsolete own products to avoid innovation 1n its market. market, customers. and

ngudity. competitors.
OPD or product | Innovatively improve current products to Must constantly Partial | Continuous enhancements a Yes
enhancement offset uncertainty and cost of launching upgrade, but not really main tactic.

new products important.
Product Individual. local needs met via larger Customise to needs of Yes Customise to cusiomers” Yes
customisation range of cusiom products. Personalised, customer. Involve needs, with cusiomers deeply

umique, many options. Al aspects customer deeply in involved 1n process.

customised. PIocess.
Speed of Very fast I3ring to market before Everything done Yes Slower. following market - No
product competitors. before needs change. Short quickly. faster than controlled development
development PLC means shott lead time, fast feedback. | competitors

Launch and establish quickly. Respond

quickly
Product design Flexible to handle environmental shifls Flexible via contin-ual Partial | Some flexibility, but Partiaf
Mexibility and late design changes. Able to set improving/ dev-¢loping. discouraged - customer must

design specs late in process Cuslomer pays for pay for changes

changes.

Branding Strong branding to quickly convey image | Not very sirong  only No Not very sirong - only for No

and 1o maintain long-term communication | for corporate image. corporate itmage.

stability in rapidly changing, destabilised

market.
Traportance of Cntical Destabulising. Other tachics Important Yes Important Yes
product determined by product.

DISCUSSION AND CONCLUSION

Many of the product issues are similar for both companies, specifically the increasing range, culling of products,

custommsing the product, limited Mexibility in the product development process. and a less than enthusiastic approach to
product enhancement.

Regarding the more successful company (ITA) it is to be expected that their range is increasing, and that product
cnhancement plays a lesser role than product innovation. but 2 more ruthless approach te reduction of old or obsolete
products would have been expected. Customising the producl was to be expected, especially considering the nature of
software development, but more flexibility than they showed was expected. Maintaining of elder products and lack of
flexibility was expected of a less successful company in a turbulent and complex market. The nature of the industry may
influence the emphasis on customisation. but the increasing range and lesser emphasis on product enhancement was
unexpected. This may be becausc the industry in general perceives itself as at the cuiting edge of technology and every
company feels the pressure to be seen to be develaping new products.

%
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The factors that were different between the two companies, namely source of new ideas. planning terms.
developing ahead of the market. and speed of development, differed in the direction anticipated. Overall. product tactics
were used more or less as anticipated - anomalies tend to be because of industry-applied norms. Thus. generally [TA's
product lactics are more destabilising. as expected of a more successful company in a turbulent market, while ITB's were
more stabilising. as expected of a less successful company in a turbulent market,

Based on Table 1 and the above discussion, conclusions about the research propositions can be made,

P1. It is proposed that more successful companies in a complex and turbulent environment will use destabilising
product tactic, such as new product development and real innovation.

Table 2 confirms that new product development’s destabilising action is essential in complex/turbulent markets, as
suggested by Nilson (1995). To contirm Proposition 1. ITA should predominantly use destabilising product tactics.
The empirical findings in Table 2 indicate that ITA place emphasis on fast product innovation. short-term and quick
product planning. an increasing product range and product customisation. Thus. Proposition 1 is supported.

P2. It is proposed that less successful companies in a complex and turbulent environment will use stabilising
product tactics. such as old product development,

Table 2 shows that ITB plans carefully over longer time periods. rarely culls its products. is less innovative and is
slower in terms of product development. It does however have an increasing range and provides customised
products. Thus. Proposition 2 can be partially supported.

RECOMMENDATIONS FOR MARKETERS

Considerable vmphasis should be placed on the product component of the markeling mix. Specifically, new
product development should be innovative and fast. The development process should be planned over a short time period
and the process should be flexible, allowing changes as close to delivery as possible. This speed and flexibility will enable
the firm to make the envirenment volatile and unstable for competitors, but since the firm 1s planning for the change it will
he able to take advantage of this volaulity, Ideally, custemers should be involved in the process to achieve maximum
custormsation to meet the customer’s needs. cnsuring customer loyaity despite the environmental volatility. The firm must
continually increase its range to meet changing customer needs, but must also be prepared to cut products from the range
to avord unnecessary range duplication.

LIMITATIONS OF STUDY

Since this was an cxploratory sludy with a small sample, it is subject to the limitations of small sample studies.
The findings are not necessarily representative of all companies  the sampled industry. nor are they necessarily
representative of sinular cnvironments. The study has. however, provided better understanding of these relationships.
There was never any intention to Ury to exirapolate these results to all companies or all markets. If extrapolation of the
results to other industries is attempied 1 should be done with extreme caution. One of the strengths of the study, the use of
maximal variation sampling, 15 also a weakness. This 1< because the choice of only one industry and two compantes makes
it difficult to draw conclusions about other industrics and other companies.

RECOMMENDATIONS FOR FURTHER RESEARCH

Although this research studv has cast some new light on product tactics by viewing them from a chaos and
complexity perspective, there i still much to be leamnt about the use of product tactics in turbulent environments. It
is. further, belicved that some of the problems identified in this paper can be resolved by further research using a
chaos and complexity approach. Resolution of the anomalies and difficulties mentioned in the Limtations. and
expansion of knowledge of product tactics. could be achieved through research in a wider range of compames and in
different industries. A larger. quantitative study may better measure the effects of the product tactic: Jiscus~sed.
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