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ABSTRACT	  

This	   thesis	   describes	   how	   Innovation	  Management	   Consultants	   (IMCs)	   can	   promote	  

changes	   in	   R&D/marketing	   relationships.	   The	   research	  was	  motivated	   by the	   scarce	  

number	  of	  studies	  about the	  impact	  of	  IMCs	  on	  organisational	  relationships	  in	  general,	  

and	  particularly	  on	  R&D	  and	  marketing	  relationships. 

This	   thesis	   contributes	   to	   knowledge	   in	   four	   strands	   of	   literature:	   technology	  

management,	   organisational	   change,	   management	   consulting	   and	   conflict	   studies.	  

Firstly,	   its	   main	   contribution	   is	   to	   technology	   management	   literature.	   Empirical	  

evidence	  indicates	  that	  IMCs	  can	  modify	  the	  relationship	  between	  R&D	  and	  marketing	  

functions,	  even	  though	  they	  are	  not	  hired	  explicitly	  for	  that	  purpose.	  Nonetheless,	  the	  

main	  impact	  on	  the	  relationship	  is	  perceived	  at	  the	  personal	  level	  and	  it	  is	  dependent	  

on	   the	   format	   of	   the	   intervention	   process.	   Additionally,	   the	   changes	   in	   the	  

R&D/marketing	  relationship	  and	  its	  continuity	  seem	  to	  be	  conditional	  upon	  contextual	  

factors	  such	  as	  specific	  company	  and	  consultant	  characteristics,	  as	  well	  as	  the	  nature	  

of	  the	  consultant-‐client	  relationship.	  

Secondly,	   this	   study	   has	   added	   to	   scholarly	   knowledge	   in	   organisational	   change	   by	  

providing	   empirical	   evidence	   that	   IMCs	   advocate	   for	   the	   same	   dynamics	   used	   by	  

Organisational	  Development	  (OD)	  consultants.	  The	  results	  highlight	  the	  importance	  of	  

a	   facilitative-‐participative	   approach	   and	   organisational	   learning	   to	   generate	   change.	  

The	   results	   suggest	   that	   certain	  OD	   theories	   such	  as	   sociotechnical	   systems	   theories	  

and	  Lewin’s	  model	   can	  be	  used	   to	  explain	   the	  effect	  of	   IMCs	  on	   intra-‐organisational	  

relationships.	  

Thirdly,	  this	  research	  also	  augments	  knowledge	  about	  IMCs	  in	  management	  consulting	  

literature	   because	   it	   provides	   evidence	   about	   the	   activities	   conducted	   by	   IMCs	   and	  

their	  unexpected	  effects	  within	  client	  organisations.	  This	  addresses	  a	  gap	  identified	  in	  

the	   literature,	   since	   the	   contributions	   of	   this	   type	   of	  Management	   Consultant	   (MC)	  

have	  not	  been	  significantly	  investigated	  and	  the	  focus	  of	  previous	  studies	  has	  been	  on	  

expected	  results.	  
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Finally,	   this	   research	   contributes	   to	   the	   area	   of	   conflict	   studies,	   particularly	   to	   the	  

intersection	  between	  R&D/marketing	  integration	  and	  conflict,	  since	  it	  provides	  certain	  

evidence	  about	  some	  IMCs’	  mediation	  techniques	  that	  can	  be	  used	  to	  diminish	  conflict	  

between	  different	  areas	  within	  an	  organisation.	  	  

The	  research	  followed	  an	  inductive	  approach	  to	  understanding	  the	  changes	  that	  IMCs	  

can	  promote	   in	  R&D/marketing	  relationships	   in	   large	  firms.	  The	  research	   is	  based	  on	  

empirical	   evidence	  gathered	   through	   twelve	   case	   studies,	   feedback	   interviews	  and	  a	  

small-‐scale	   survey.	   A	   framework	   describing	   the	   possible	   changes	   that	   IMCs	   can	  

promote	   in	   the	   R&D/Marketing	   relationship	   was	   then	   built	   from	   grounded,	   within-‐

case,	  and	  cross-‐case	  analysis. 

Lastly,	  in	  order	  to	  verify	  the	  observations	  obtained	  during	  the	  case	  studies,	  as	  well	  as	  

the	   pertinence	   of	   the	   proposed	   framework,	   a	   set	   of	   eight	   feedback	   interviews	  with	  

company	  participants	  and	  IMCs	  were	  carried	  out,	  as	  well	  as	  a	  small-‐scale	  survey.	  The	  

results	   of	   these	   verification	   activities	   indicate	   that	   the	   proposed	   framework	   is	  

reasonably	  complete	  and	  its	  elements	  are	  coherent.	  
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1 INTRODUCTION	  

1.1 Background	  

It	   has	   been	   recognised	   that	   cross-‐functional	   cooperation	   between	   the	   R&D	   and	  

marketing	   areas	   is	   an	   important	   factor	   in	   achieving	   innovation	   success	   (Fain,	  

Kovacevic,	   &	   Fairbairn,	   2012;	   Griffin	  &	  Hauser,	   1996;	   Gupta,	   Raj,	   &	  Wilemon,	   1986;	  

Moenaert	  &	  Souder,	  1990;	  Souder	  &	  Chakrabarti,	  1978;	  Souder,	  1988),	  since	  product	  

innovation	   is	   a	   multidisciplinary	   activity	   (Gupta	   et	   al.,	   1986)	   and	   both	   R&D	   and	  

marketing	  share	  responsibilities	  throughout	  the	  innovation	  process	  (Griffin	  &	  Hauser,	  

1996).	   Although	   this	   relationship	   is	   fundamental	   to	   successful	   innovation,	   several	  

researchers	  have	  found	  that	  the	  interface	  between	  R&D	  and	  marketing	  presents	  some	  

problems	  (Gupta	  &	  Wilemon,	  1990,	  1991;	  Shaw	  &	  Shaw,	  1998;	  Souder,	  1979,	  1988).	  	  

A	  large	  number	  of	  scholars	  have	  studied	  such	  relationships,	  focusing	  principally	  on	  the	  

identification	   of	   the	   problems	   between	   R&D	   and	   marketing	   participants	   and	   their	  

impact	   on	   innovation	   success	   as	   well	   as	   the	   identification	   of	   possible	   solutions.	  

Scholars	  such	  as	  Griffin	  &	  Hauser	  (1996),	  Gupta	  et	  al.	  (1986),	  Gupta	  &	  Rogers	  (1991),	  

Gupta	   &	   Wilemon	   (1990,	   1991),	   Hise,	   O’Neal,	   Parasuraman,	   &	   McNeal	   (1990)	   and	  

Maltz	  &	  Kohli	  (2000)	  have	  proposed	  that	  these	  solutions	  can	  be	  mainly	   implemented	  

by	   internal	   agents	   (for	   instance,	   managers).	   Only	   a	   limited	   number	   of	   studies	   have	  

made	   reference	   to	   the	   possible	   intervention	   of	   an	   external	   agent	   to	   improve	   the	  

relationship	  between	  R&D	  and	  marketing,	  such	  as	  academic	  institutions	  in	  the	  case	  of	  

Fain,	   Kovacevic,	   &	   Fairbairn	   (2012),	   or	   consultants	   in	   the	   case	   of	   Gupta	   &	   Rogers	  

(1991)	  and	  Hernandez	  &	  Lee	  (2007).	  Nonetheless,	  the	  studies	  involving	  consultants	  do	  

not	  provide	  empirical	  evidence	  to	  support	  their	  arguments.	  However,	  their	  proposition	  

seems	   to	   be	   aligned	   to	   the	   claim	   of	   Tilles	   (1961),	   who	   proposed	   that	  Management	  

Consultants	  (MCs)	  could	  generate	  changes	  in	  the	  relationships	  between	  members	  of	  a	  

client	  company	  when	  they	  are	  conducting	  an	  intervention.	  	  

Management	  Consultancy	  Services	  (MC	  Services)	  have	  attracted	  scholars’	  attention	  in	  

the	  last	  two	  decades	  (Mohe	  &	  Seidl,	  2011)	  due	  to	  the	  significant	  global	  growth	  of	  the	  

consulting	   industry	   (Greiner	  &	  Poulfelt,	  2010),	   the	  geographical	  and	  scope	  expansion	  
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of	  MC	  Services	  (Mohe	  &	  Seidl,	  2011),	  the	  changing	  external	  environment	  which	  leads	  

to	   the	   growing	   need	   of	   companies	   to	   get	   specialised	   competences	   (Canato	   &	  

Giangreco,	  2011;	  Kocabey,	  2011)	  and	  the	  increasing	  impact	  of	  MC	  Services	  on	  business	  

organisations	  (Kitay	  &	  Wright,	  2003).	  

It	  has	  been	  reported	  that	  approximately	  10%	  of	  Management	  Consulting	  activities	   in	  

Europe	   have	   been	   related	   to	   innovation	   (Poor,	   2012),	   Innovation	   Management	  

Consultancy	   Services	   (IMC	   Services)	   seems	   to	   be	   an	   important	   type	   of	   MC	   to	   be	  

explored.	  Particularly,	   it	  has	  been	   found	   that	   scarce	  attention	  has	  been	  given	   to	   the	  

study	  of	  the	  unexpected	  effects	  of	  IMC	  Services	  on	  their	  company’s	  clients.	  

Thus,	   considering	   that	   it	   has	   been	   claimed	   that	   MCs	   can	   promote	   changes	   in	   the	  

relationship	   of	   clients’	   personnel	   (Tilles,	   1961)	   and	   IMCs	   are	   a	   type	   of	   MCs,	   it	   is	  

possible	   that	   IMCs	   could	   promote	   changes	   in	   the	   relationship	   of	   their	   clients’	  

participants.	   Bearing	   in	  mind	   that	   IMCs	   could	   generate	  positive	   repercussions	   in	   the	  

operation	  of	   the	   innovation	  process	   (Bessant	  &	  Rush,	  1995;	  Feldman	  &	  Boult,	  2005),	  

that	  the	  R&D	  and	  marketing	  relationship	  is	  vital	  in	  the	  innovation	  context	  and	  that	  IMC	  

Services	  are	  generally	  hired	  to	  solve	  certain	  problems	  or	  provide	  specific	  knowledge	  or	  

expertise	   and	   not	   to	  modify	   the	   R&D/marketing	   relationship,	   it	   is	   logical	   that	   IMCs	  

could	  promote	  changes	  in	  the	  R&D/marketing	  relationship	  when	  they	  are	  performing	  a	  

specific	   IMC	   Service,	   not	   necessarily	   focused	   on	   the	   modification	   of	   the	  

R&D/marketing	  relationship.	  

1.2 Research	  approach	  

In	   order	   to	   get	   a	   better	   understanding	   of	   the	   research	   area	   and	   get	   valuable	  

information	   to	   design	   the	   research	   approach	   to	   be	   followed,	   seven	   exploratory	  

interviews	  were	  conducted	  in	  parallel	  with	  the	  literature	  review.	  

These	   exploratory	   interviews	   involved	   five	   MCs	   providing	   IMC	   Services	   and	   two	  

company	  participants	  who	  have	  been	  involved	  in	  IMC	  Services	  in	  a	  large	  company.	  The	  

selection	   of	   informants	   was	   pragmatic,	   based	   upon	   readiness,	   availability	   and	  

willingness	  to	  participate.	  The	  general	  conclusions	  of	  these	  interviews	  were:	  
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§ Large	  companies	  from	  different	  sectors	  are	  the	  main	  IMCs’	  clients1.	  	  

§ Problems	   between	   R&D	   and	   marketing	   are	   perceived	   to	   be	   stronger	   in	   large	  

companies	   than	   in	   SMEs.	   This	   could	   be	   due	   to	   the	   fact	   that	   large	   companies	  

generally	  present	  silos	  in	  their	  organisational	  structures,	  while	  SMEs	  do	  not	  present	  

this	   problem,	   since	   they	   have	   fewer	   employees	   that	   play	   different	   roles	   in	   the	  

organisation.	  

§ Interviewees	  do	  not	  see	  a	  positive	  impact	  on	  the	  R&D/marketing	  relationship	  when	  

they	  are	  providing	  short-‐term	  services	  to	  the	  company,	  only	  in	  long-‐term	  projects	  or	  

when	  they	  have	  developed	  a	  trusting	  relationship	  with	  the	  clients.	  	  

§ Informants	  suggested	  that	  some	  services	  (e.g.	  roadmapping	  workshops)	  could	  have	  

an	  impact	  on	  the	  relationship	  due	  to	  the	  way	  these	  are	  conducted.	  

§ Consultants	   usually	   do	   not	   determine	   the	   impact	   of	   their	   services	   due	   to	   its	  

complexity.	  

§ IMCs	   are	   generally	   hired	   to	   provide	   companies	   with	   certain	   knowledge	   and	  

expertise,	  solutions	  to	  their	  problems,	  or	  to	  conduct	  specific	  work	  as	  an	  outsourcing	  

service	  and	  not	  to	  improve	  relationships	  or	  team-‐work.	  Those	  companies	  that	  aim	  

to	   improve	   relationships	  or	   teamwork	   tend	   to	  hire	  a	   specialist	   consultant	   for	   that	  

purpose.	  

Information	   obtained	   from	   the	   exploratory	   interviews	   suggested	   that	   this	   research	  

should	  (i)	  explore	  in	  detail	  the	  innovation	  consulting	  intervention	  process,	  (ii)	  study	  the	  

effect	  of	  IMCs	  on	  large	  companies	  since	  these	  are	  the	  main	  clients	  of	  IMC	  Services	  and	  

(iii)	   study	   all	   types	   of	   IMC	   Service,	   except	   those	   aiming	   to	   improve	   specifically	   the	  

relationship,	  since	  IMCs	  are	  generally	  hired	  to	  provide	  their	  knowledge	  or	  expertise	  or	  

to	  solve	  a	  problem	  and	  not	  to	  improve	  the	  R&D/marketing	  relationship.	  This	  research	  

focuses	  on	  manufacturing	  companies	  since	  these	  companies	  generally	  have	  dedicated	  

R&D	  and	  marketing	  activities	  within	  their	  organisational	  structure.	  

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  

1	  Information	  supported	  by	  Dierkes,	  Berthoin,	  Child,	  &	  Nonaka	  (2001).	  
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1.3 Research	  aim	  and	  objectives	  

The	  objective	  of	  this	  research	  has	  been	  established	  bearing	  in	  mind	  (i)	  that	  the	  effect	  

of	  external	  parties,	   such	  as	   consultants,	  on	   the	  R&D/marketing	   integration	  has	  been	  

noticed	  but	  scarcely	  studied	   in	  extant	   literature,	   (ii)	   that	  planned	  change	  could	  bring	  

unexpected	  changes	  within	  a	  company	  (Cummings	  &	  Worley,	  2009),	  (iii)	  that	   it	  could	  

be	  possible	  that	  IMCs	  could	  promote	  changes	  in	  their	  client	  participants	  relationship,	  

and	   (iii)	   that	   there	   is	   no	   comprehensive	   evidence	   indicating	   how	   an	   external	   agent,	  

such	  as	  an	  IMC,	  could	  contribute	  to	  promote	  those	  changes.	  Thus,	  the	  objective	  is	  to	  

contribute	   to	   closing	   this	   knowledge	   gap	   in	   the	   current	   literature	   and	   to	   generate	  

knowledge	  regarding	  the	  possible	  effect	  of	  IMCs	  on	  the	  R&D/marketing	  relationship.	  	  

This	  context	  leads	  to	  the	  formulation	  of	  the	  following	  research	  question:	  

§ How	  do	  IMCs,	  delivering	  an	  IMC	  Service,	  modify	  the	  relationship	  between	  R&D	  and	  

marketing	   participants	   as	   a	   consequence	   of	   their	   consultant	   intervention,	   when	  

such	  services	  are	  not	  primarily	  focused	  on	  modifying	  such	  a	  relationship?	  

In	  order	  to	  understand	  what	  is	  behind	  an	  IMC	  intervention	  and	  its	  unexpected	  effects	  

on	   the	   R&D/marketing	   relationship	   and	   to	   generate	   an	   analytical	   framework	   for	  

answering	  the	  research	  question,	  two	  sub-‐objectives	  were	  established:	  	  

§ To	   identify	   the	  type	  of	   IMC	  activities	   that	  could	  contribute	  to	  promote	  changes	   in	  

the	  R&D/marketing	  relationship	  

§ To	   identify	   the	   factors	   that	   determine	   the	   consultants’	   effects	   on	   the	  

R&D/marketing	  relationship.	  

1.4 Research	  stages	  

In	   order	   to	   answer	   the	   research	   question,	   an	   exploratory	   research	   approach	   was	  

chosen	   for	   two	   reasons:	   1)	   the	   limited	   amount	   of	   previous	   research	   addressing	   the	  

effect	   of	   external	   agents	   on	   the	   R&D/marketing	   integration,	   and	   2)	   the	   need	   for	   a	  

deeper	   understanding	   of	   the	   unexpected	   effects	   of	   IMCs	   on	   their	   clients’	  

R&D/marketing	  relationship.	  

This	  research	  was	  conducted	  in	  four	  main	  stages.	  Firstly,	  a	   literature	  review	  aimed	  at	  

identifying	  clearly	  what	  an	  IMC	  Service	  is	  and	  creating	  a	  classification	  of	  such	  services	  
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as	   well	   as	   developing	   an	   initial	   analytical	   framework	   that	   was	   useful	   to	   guide	   data	  

collection	   in	   the	   following	   stage.	   In	   the	   second	   stage	   a	   multiple	   case	   study	   was	  

designed	   in	   order	   to	   address	   the	   research	   question	   and	   develop	   an	   empirical	  

framework.	  In	  this	  stage	  12	  case	  studies	  were	  explored.	  The	  third	  stage	  involved	  eight	  

feedback	  interviews	  with	  IMCs,	  company	  participants	  and	  IMCs/company	  participants,	  

and	  the	  final	  stage	  involved	  a	  small-‐scale	  online	  survey.	  Both	  activities	  provided	  useful	  

information	   which	   was	   crosschecked	   with	   the	   conclusions	   derived	   from	   the	   case	  

studies;	   as	   a	   result	   it	   was	   observed	   that	   the	   information	   provided	   by	   these	   two	  

activities	  supported	  the	  findings	  obtained	  from	  the	  case	  studies	  (see	  Figure	  1.1).	  

	  

Figure	  1.1	  Research	  stages	  

1.5 Structure	  of	  this	  thesis	  

The	   content	   of	   this	   thesis	   is	   divided	   into	   four	   main	   parts	   as	   shown	   in	   Figure	   1.2:	  

research	   foundation	   and	   design	   (Chapters	   1	   to	   3),	   development	   (Chapters	   4	   to	   6),	  

discussion	   and	   conclusion	   (Chapters	   8	   and	   9),	   and	   addenda	   (references	   and	  

appendixes).	  The	  research	  foundation	   involves	  a	   literature	  review	  that	  offered	  useful	  

knowledge	   related	   to	   the	   topic	   and	   facilitated	   (i)	   integration	   of	   an	   analytical	  

framework	   that	   guided	   the	   interviews	   during	   the	   case	   studies	   and	   (ii)	   design	   of	   the	  

methodological	   approach	   to	   be	   followed.	   Part	   2	   provides	   evidence	   to	   integrate	   the	  

framework	  and	  crosscheck	  its	  pertinence.	  Part	  3	  presents	  a	  discussion	  of	  the	  findings	  

as	  well	  as	  the	  conclusions	  of	  this	  study	  and	  finally	  part	  4	  provides	   information	  about	  

the	   references	   used	   in	   this	   report	   and	   support	   information.	   Table	   1.1	   presents	   a	  

summary	  of	  the	  purpose	  and	  main	  content	  of	  each	  chapter.	  

STAGE&2&
Case&studies&

STAGE&&3&
Feedback&interviews&

STAGE&&4&
Survey&

STAGE1&
Literature&review&



6	   CHAPTER	  1	  

	  

	  

Figure	  1.2	  Thesis	  layout	  	  

Note:	  	   Represents	  the	  chapter	  number.	  
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2 LITERATURE	  REVIEW	  

This	   chapter	   reviews	   the	   theoretical	   background	   and	   literature	   relevant	   to	   the	  

research	  topic	  and	  discusses	  the	  knowledge	  gap	  addressed	  in	  the	  research.	  The	  review	  

has	   four	   main	   objectives:	   (i)	   to	   provide	   a	   general	   background	   of	   the	   topic;	   (ii)	   to	  

introduce	  key	  concepts	  for	  this	  research;	  (iii)	  to	  indicate	  the	  knowledge	  gap,	  and	  (iv)	  to	  

present	  the	  analytical	  framework	  that	  guided	  the	  research	  project.	  

Relevant	   literature	   for	   this	   research	   has	   been	   published	   in	   different	   fields,	   primarily	  

technology	  management,	  organisational	  change,	  management	  consulting	  and	  conflict,	  

as	   can	   be	   seen	   throughout	   this	   chapter.	   The	   literature	   review	   starts	   with	   a	   brief	  

introduction	   about	   the	   R&D/marketing	   integration	   and	   their	   relevance,	   as	   well	   as	  

discussing	  problems	  on	  such	  relationship	  during	  the	  innovation	  process.	  Next	  a	  general	  

overview	  of	  the	  role	  and	  activities	  of	  Management	  Consultants	  (MCs)	  and	  the	  benefits	  

and	  contributions	  that	  they	  could	  bring	  to	  their	  client	  companies	  is	  described.	  Section	  

2.3	   focuses	   on	   organisational	   change	   (OC)	   and	   particularly	   on	   organisational	  

development	   (OD)	  processes	   since	   it	   has	   been	   reported	   that	  OD	   interventions	   allow	  

change	   agents	   to	   modify	   individuals	   and	   their	   interaction	   processes.	   Section	   2.4	  

examines	  Innovation	  Management	  Consultants	  (IMCs),	  providing	  a	  classification	  of	  this	  

type	   of	   consultant	   as	   well	   as	   a	   discussion	   of	   their	   benefits,	   their	   relevance	   to	   this	  

research	   and	   the	   possibility	   that	   they	   could	   have	   an	   impact	   on	   intra-‐organisational	  

relationships	   within	   their	   client	   companies.	   The	   following	   section	   highlights	   the	  

knowledge	  gap	  that	  drives	  the	  research.	  Section	  2.6	  presents	  a	  review	  of	  models	  that	  

can	   be	   used	   to	   determine	   the	   impact	   of	   IMCs,	   and	   discusses	   the	   importance	   of	  

considering	   organisational	   learning	   (OL)	   aspects	   in	   the	   analytical	   framework.	   Section	  

2.6	  also	  presents	  an	  analytical	  framework,	  built	  on	  the	  basis	  of	  an	  impact	  assessment	  

model	  used	  to	  carry	  out	  the	  interviews	  performed	  during	  the	  case	  studies	  (the	  second	  

stage	  of	  this	  research).	  Finally,	  Section	  2.7	  recaps	  the	  main	  conclusions	  of	  this	  chapter.	  	  

2.1 R&D/marketing	  integration	  

Innovation	   has	   been	   considered	   as	   a	   fundamental	   element	   of	   firm	   growth	   and	  

competitiveness	   (Obstfeld,	   2005).	   Product	   innovation	   is	   a	   multidisciplinary	   activity	  
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(Gupta,	  Raj,	  &	  Wilemon,	  1986),	  that	  requires	  the	  participation	  of	  different	  areas	  such	  

as	  marketing,	  R&D,	  manufacturing,	  and	  sales	  departments	  (Dougherty,	  1992).	  	  

All	  these	  areas	  play	  an	  important	  role	  for	  innovation	  success.	  For	  example,	  marketing	  

roles	   “involve	   the	   analysis,	   planning,	   implementation	   and	   control	   of	   programs	  

designed	   to	   create,	   build	   and	   maintain	   beneficial	   exchanges	   and	   relationships	   with	  

target	   markets	   for	   the	   purpose	   of	   achieving	   organisational	   objectives”	   (Souder	   &	  

Moenaert,	   1992,	   p.	   490);	   R&D	   roles	   involve	   “the	   development	   of	   scientific	   and/or	  

technological	  know-‐how	  and	  applications	   for	   the	  purpose	  of	  achieving	  organisational	  

objectives”	   (Souder	   &	   Moenaert,	   1992,	   p.	   490)	   while	   manufacturing	   role	   seeks	  

“achievement	  of	  efficiency	   in	  production	  and	  cost	  minimisation”	   (Song,	   	  Montoya,	  &	  

Schmidt,	  1997).	  

It	   is	   acknowledged	   that	   cross-‐functional	   cooperation	   between	   R&D	   and	   marketing	  

areas	   is	   critical	   to	   achieve	   innovation	   success	   (Fain,	   Kovacevic,	   &	   Fairbairn,	   2012;	  

Griffin	   &	   Hauser,	   1996;	   Gupta	   et	   al.,	   1986;	   Moenaert	   &	   Souder,	   1990;	   Souder	   &	  

Chakrabarti,	   1978;	   Souder,	   1988)	   since	   both	   areas	   share	   responsibilities	   throughout	  

the	   innovation	  process	   (Griffin	  &	  Hauser,	  1996).	  Also	  both	  areas	  provide	   input	  along	  

the	   new	   product	   development	   process	   (NPDP)	   (Griffin	   &	   Hauser,	   1996),	   since	   both	  

areas	   need	   information	   and	   resources	   from	   each	   other	   to	   undertake	   their	   specific	  

tasks	   (Moenaert	   &	   Souder,	   1990)	   and	   enhance	   their	   collective	   effort	   in	   NPDP	  

(Atuahene-‐Gima	  &	  Evangelista,	  2000).	  	  

For	  example	  marketing	  contributes	  information	  on	  customers	  and	  their	  preferences	  as	  

well	  as	  possible	  competitors’	  actions	  (Li	  &	  Atuahene-‐Gima,	  2001)	  that	  leads	  to	  a	  list	  of	  

desired	   product	   features	   for	   R&D	   to	   consider	   during	   product	   development	   (Brettel,	  

Heinemann,	  Engelen,	  &	  Neubauer,	  2011).	  On	  the	  other	  hand,	  R&D	  helps	  marketing	  to	  

understand	  the	  technological	  potential	  of	  a	  product	  and	  to	  prepare	  the	  launch	  of	  the	  

new	  product	  at	  the	  end	  of	  the	  commercialisation	  phase	  (Brettel	  et	  al.,	  2011).	  

Cotterman	   et	   al.	   (2009)	   suggest	   that	   R&D	   and	   marketing	   integration	   is	   particularly	  

significant	  during	  the	  early	  stages	  of	  the	  innovation	  process	  (e.g.	  in	  the	  idea	  generation	  

process).	  
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The	   collaboration	  and	   integration	  of	  R&D	  and	  marketing	   is	   important	   throughout	   all	  

the	  stages	  of	  the	  NPDP.	  Some	  examples	  of	  the	  activities	  requiring	  R&D	  and	  marketing	  

collaboration,	  grouped	  according	  to	  the	  simplified	  four-‐stage	  NPDP	  model	  proposed	  by	  

(Tidd	  &	  Bessant,	  2013)	  are	  shown	  in	  Table	  2.1.	  	  

Table	  2.1	  Examples	  of	  activities	  requiring	  R&D	  and	  marketing	  integration	  	  

Concept	  generation	  
Projects	  assessment	  

and	  selection	   Product	  development	  
Product	  

commercialisation	  
§ Generating	  or	  
screening	  new	  
product	  ideas	  
[1,2]	  

§ Analysing	  
customer	  needs	  
[1,2]	  and	  clarifying	  
the	  market	  
requirements	  [3]	  

§ Finding	  
commercial	  
applications	  of	  
R&D’s	  new	  
product	  ideas	  or	  
technologies	  [1,2]	  

§ Identifying	  
marketing	  
opportunities	  
[4,5]	  

§ Selecting	  new	  
product	  ideas	  to	  be	  
developed	  [2]	  

§ Setting	  new	  product	  
goals	  and	  priorities	  
[1,2]	  

	  

§ Developing	  new	  products	  
according	  to	  market	  needs	  
[1]	  

§ Establishing	  product	  
development	  schedules	  [1]	  

§ Modifying	  products	  
according	  to	  marketing’s	  
recommendations	  [1,2]	  	  

§ Designing	  users	  and	  service	  
manuals	  [1,2]	  

§ Formulate	  the	  value	  
messages	  used	  to	  market	  
the	  company’s	  products	  [3]	  
and	  designing	  
communication	  strategies	  
for	  the	  customers	  of	  new	  
products	  [2]	  	  

§ Resolving	  product-‐cost	  
performance	  trade-‐offs	  
[4,5]	  

§ Training	  users	  of	  
new	  products	  [1]	  

§ Analysis	  of	  
customers’	  
feedback	  
regarding	  product	  
performance	  [1]	  

Source:	   Based	   on	   activities	   proposed	   by	   [1]	   Gupta,	   Raj,	   &	  Wilemon,	   1986;	   [2]	   Perks,	   Kahn,	   &	   Zhang	  
(2010);	  [3]	  Rein	  (2004);	  [4]	  Griffin	  &	  Hauser,	  1996	  and	  [5]	  Souder,	  1988.	  
Note:	  This	  table	  does	  not	  pretend	  to	  be	  an	  exhaustive	  list.	  

It	  has	  been	  found	  that	  the	  dominance	  of	  one	  area	  in	  these	  activities,	  or	  the	  lack	  of	  one	  

area’s	   perspective,	   can	   lead	   to	   different	   problems	   that	   contribute	   to	   new	   product	  

failure	  (Gupta,	  Raj,	  &	  Wilemon,	  1986).	  Some	  of	  these	  problems	  are	  listed	  in	  Table	  2.2.	  
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Table	  2.2	  Possible	  consequences	  of	  the	  lack	  of	  integration	  between	  R&D	  and	  marketing	  

Possible	  consequences	  of	  the	  lack	  of	  R&D	  and	  marketing	  integration	  

§ No	  time-‐efficient	  NPDP	  [1],	  reflected	  in	  new	  products	  that	  arrive	  too	  late	  on	  the	  market	  [3,5,7]	  
§ No	  cost-‐efficient	  NPDP	  	  [1],	  reflected	  in	  cost	  over	  runs	  in	  the	  process	  [3]	  or	  products	  that	  require	  
costly	  redesigns	  [6]	  

§ Products	  that	  do	  not	  offer	  significant	  benefits	  compared	  to	  the	  existing	  products	  [3],	  do	  not	  match	  
the	  market	  needs,	  fail	  to	  meet	  some	  important	  customer	  specification	  or	  do	  not	  perform	  as	  originally	  
planned	  [7]	  

§ Non	  cost-‐effective	  products	  	  [7]	  
§ Bad	  product	  quality	  [4]	  
§ Ineffective	  introduction	  of	  a	  product	  to	  the	  market	  [2]	  

Source:	  Based	  on	  [1]	  Brettel	  et	  al.	  (2011);	  [2]	  Fisher,	  Maltz,	  &	  Jaworski	  (1997);	  [3]	  Leenders	  &	  Wierenga,	  
2002;	  [4]	  Menon	  Ajay,	  Kaworski,	  &	  Kohli	  (1997);	  [5]	  Pearson	  &	  Ball	  (1991);	  [6]	  Song,	  Xie,	  &	  Dyer,	  2000	  
and	  [7]	  Souder,	  1988.	  

Scholars	  have	  described	   in	  different	  ways	  the	  cross-‐functional	   linkages	  between	  R&D	  

and	  marketing	   (Kahn,	   1996).	   Some	   of	   them	   refer	   to	   the	   interaction	   and	   the	   formal	  

communication	  between	  both	  areas	  (Griffin	  &	  Hauser,	  1992;	  Ruekert	  &	  Walker,	  1987b;	  

Song,	  Montoya-‐Weiss,	  &	  Schmidt,	  1997);	  others	  refer	  to	  the	  collaboration	  in	  order	  to	  

achieve	  a	  common	  goal	  (Lawrence	  &	  Lorsch,	  1967;	  Souder	  &	  Chakrabarti,	  1978;	  Kahn,	  

1996);	  and	  others	  refer	  to	  both	  interaction	  and	  communication	  as	  well	  as	  collaboration	  

(Jassawalla	  &	  Sashital,	  1998;	  Lamore,	  Berkowitz,	  &	  Farrington,	  2013).	   In	  this	  research	  

the	   R&D/marketing	   relationship	   refers	   to	   both	   processes:	   interaction,	   the	   action	   of	  

coming	   together	   and	   having	   formal	   communication	   links;	   and	   collaboration,	   the	  

establishment	  of	  an	   informal	  cooperative	   relationship	   in	  order	   to	  achieve	  a	  common	  

goal.	  

However,	  it	  has	  been	  proposed	  that	  the	  degree	  of	  R&D/marketing	  integration	  required	  

may	  depend	  on	  different	  aspects,	  including	  the	  organisation’s	  innovation	  strategy	  and	  

the	  perceived	  uncertainty	   in	  how	  the	  organisation	  operates	   (Gupta	  et	  al.,	  1986);	   the	  

rates	   of	   technology	   changes	   (Griffin	   &	   Hauser,	   1996);	   or	   the	   phase	   or	   stage	   of	   the	  

project	  (Moenaert	  &	  Souder,	  1990).	  	  

Although	  this	  relationship	  is	  fundamental	  to	  successful	  innovation,	  it	  presents	  frequent	  

misunderstandings	   and	   problems	   (Gupta	   &	   Wilemon,	   1990,	   1991;	   Souder,	   1988).	  

Souder	   (1988)	   reports	   that	   59.2%	   of	   the	   New	   Product	   Development	   (NPD)	   projects	  

studied	  in	  his	  work	  present	  disharmony	  in	  the	  R&D/marketing	  relationship,	  a	  problem	  
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that	   generates	   low	   organisational	   NPD	   effectiveness	   and	   project	   failures.	   Different	  

individual	  factors	  (i.e.	  sociocultural	  differences	  or	  time	  orientation)	  and	  organisational	  

factors	   (i.e.	   centralisation,	   formalisation	   or	   success	   measures)	   could	   inhibit	   the	  

integration	  of	  those	  areas	  (see	  Table	  2.3).	  

Table	  2.3	  Factors	  affecting	  integration	  between	  R&D	  and	  marketing	  areas	  

Individual	   Organisational	  

§ Sociocultural	  differences	  [1,2,3]	  
§ Time	  orientation,	  language,	  background	  and	  
personality	  [2]	  	  

§ Different	  priorities	  and	  responsibilities	  [2,7]	  
§ Difference	  in	  task,	  and	  objectives	  [8]	  
§ Perceptions	  [1]	  
§ Self-‐interest	  [1,3]	  and	  goal	  orientations	  [4]	  
§ Strong	  group	  affiliation	  [5]	  and	  stereotypes	  
[8]	  

§ Degree	  of	  influence	  of	  these	  areas	  over	  the	  process	  
[1]	  

§ Centralisation,	  formalisation,	  success	  measures	  and	  
reward	  system	  and	  senior	  management's	  attitude	  
toward	  risk-‐taking	  and	  integration	  [3]	  

§ Work	  norms	  [6]	  
§ Operational	  characteristics	  [3]	  
§ Physical	  proximity	  [2,3]	  

Source:	  Based	  on	  [1]	  Atuahene-‐Gima	  &	  Evangelista	  (2000);	  [2]	  Griffin	  &	  Hauser	  (1996);	  [3]	  Gupta	  et	  al.	  
(1986);	   [4]	   Hernandez	   (2006);	   [5]	   Jassawalla	   &	   Sashital	   (1998);	   	   [6]	   Li	   &	   Chen	   (2010);	   [7]	   Massey	   &	  
Kyriazis	  (2007)	  and	  [8]	  Weinrauch	  &	  Anderson	  (1982)	  	  

There	   has	   been	   a	   sustained	   interest	   in	   the	   R&D/marketing	   interface	   due	   to	   its	  

importance	   in	   the	   innovation	   process	   (Griffin	  &	  Hauser,	   1996).	   Several	   studies	   have	  

been	   reported	   in	   technology	   management	   literature	   (particularly	   in	   the	  

R&D/marketing	   integration)	   while	   certain	   studies	   have	   been	   also	   published	   in	  

marketing	  and	  conflict	  literature.	  	  

2.1.1 Technology	  management	  literature	  

Studies	  in	  technology	  management	  literature	  have	  been	  focused	  upon	  understanding	  

the	  relationship	  and	  its	  impact	  on	  the	  NPD	  process.	  For	  example,	  scholars	  have	  studied	  

the	  problems	  or	  barriers	  between	  both	  areas,	  measuring	  the	  impact	  of	  R&D/marketing	  

relationship	  conditions	  on	  NPD	  success	  (Hise,	  O’Neal,	  Parasuraman,	  &	  McNeal,	  1990;	  

Jassawalla	   &	   Sashital,	   1998;	   Leenders	   &	  Wierenga,	   2002;	   Ruekert	   &	  Walker,	   1987a;	  

Souder	   &	   Chakrabarti,	   1978)	   and	   identifying	   or/and	   evaluating	   the	   usefulness	   of	  

certain	   strategies	   and	   activities	   to	   improve	   the	   relationship	   between	   both	   areas	  

(Griffin	  &	  Hauser,	  1996;	  Gupta	  &	  Wilemon,	  1990;	  Leenders	  &	  Wierenga,	  2002).	  Recent	  

studies	  have	  focused	  on:	  (i)	  testing	  existent	  models	  from	  the	  literature	  (Fain,	  Kline,	  &	  

Duhovnik,	  2011;	   	  Song	  &	  Parry,	  1992;	  Song	  &	  Thieme,	  2006)	   in	  different	  samples;	   (ii)	  
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studying	  specific	  variables,	  such	  as	  climate	  of	  trust	  (Rowland,	  2012),	  social	  orientation	  

(Li	   &	   Chen,	   2010),	   a	   firm’s	   competence	   or	   the	   role	   of	   exploration–exploitation	  

innovation	   programs	   and	   environmental	   uncertainty	   in	   collaboration	   (Rubera,	  

Ordanini,	   &	   Calantone,	   2012),	   information	   technology	   (Song	   &	   Song,	   2010),	   the	  

influence	   of	   a	   firm’s	   strategic	   choice	   regarding	   market	   orientation	   (Lamore	   et	   al.,	  

2013),	  structure,	  market	  research	  processes	  and	  culture	  (Cotterman	  et	  al.,	  2009);	  (iii)	  

conducting	  studies	  at	  regional	   level	   (i.e.	  Perks,	  Kahn,	  &	  Zhang	  (2010)	   in	  China;	  Parry,	  

Fernandez-‐Ferrin,	   Varela-‐Gonzalez,	   &	   Song	   (2010)	   in	   Spain	   or	   Fain,	   Schoormans,	   &	  

Duhovnik	  (2011)	  in	  Slovenians’	  SMEs)	  and	  (iv)	  studying	  the	  influence	  of	  cultural	  aspects	  

(Engelen,	  Brettel,	  &	  Wiest,	  2012;	  Perks,	  Kahn,	  &	  Zhang,	  2009).	  	  	  

Similar	   studies	   of	   R&D/marketing	   integrating	   mechanisms	   and	   how	   certain	  

organisational	   factors	  affect	   integration	  and	   their	  effects	  on	   innovation	  success	  have	  

also	   been	   reported	   in	   the	   marketing	   literature	   (Ayers,	   Dahlstrom,	   &	   Skinner,	   1997;	  

Gupta	   et	   al.,	   1986;	   Gupta	   &	   Rogers,	   1991;	   Gupta	   &	  Wilemon,	   1991;	  Maltz	   &	   Kohli,	  

2000;	  Ruekert	  &	  Walker,	  1987b).	  	  

2.1.1.1 Theoretical	  approaches	  

According	   to	  Moenaert	   &	   Souder	   (1990),	   the	   theory	   of	  marketing/R&D	   interface	   or	  

integration	  has	  been	  developed	  on	   the	  basis	  of	   contemporary	  organisational	   theory.	  

However,	   scholars	   have	   followed	   different	   theoretical	   approaches	   in	   order	   to	   study	  

this	  relationship	  and	  its	  impact	  on	  NPD	  success.	  

For	   example:	   Ruekert	   &	   Walker	   (1987b)	   construct	   a	   framework	   for	   understanding	  

R&D/marketing	   interaction	  based	  on	   social	   system	   theory	   and	   resource	  dependence	  

theory.	   Fisher,	   Maltz,	   &	   Jaworski	   (1997)	   study	   how	   to	   improve	   communication	  

between	   these	   areas	   following	   social	   psychology	   theory.	   Gupta	   et	   al.	   (1986),	  

Hernandez	  (2006),	  Parry	  &	  Song	  (1993),	  Song	  &	  Dyer,	  1995)	  use	  a	  contingency	  theory	  

to	   study	   the	   levels	   of	   integration	   required	   by	   a	   company	   as	   a	   function	   of	   different	  

organisational	   variables	   or	   environmental	   factors.	   Brettel,	   Heinemann,	   Engelen,	   &	  

Neubauer	   (2011)	   base	   their	   study	   of	   the	   effect	   of	   cross-‐functional	   integration	   on	  

different	  stages	  of	  the	  NPD	  process	  on	  resource	  dependency	  theory.	  A	  list	  of	  different	  
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theoretical	  approaches	  used	   in	  studies	  about	  R&D/marketing	   integration	  area	  can	  be	  

found	  in	  Table	  2.4.	  Such	  a	  table	  does	  not	  pretend	  to	  be	  an	  exhaustive	  review.	  

2.1.2 Conflict	  literature	  

Organisational	   inter-‐functional	   conflict	   has	   been	   widely	   studied	   (see	   for	   example	  

Lawrence	   &	   Lorsch	   (1967b))	   nonetheless,	   few	   studies	   about	   R&D	   and	   marketing	  

relationships	   particularly	   have	   been	   published	   in	   conflict	   literature.	   The	   available	  

studies	   of	   interdepartmental	   conflict	   between	   R&D/marketing	   have	   been	   mainly	  

published	   in	   marketing	   literature	   and	   have	   focused	   on	   the	   study	   of	   resolution	  

methods.	   For	   example	   Ruekert	   &	   Walker	   (1987b);	   Song,	   Xie,	   &	   Dyer	   (2000)	   and	  

Weinrauch	  &	  Anderson	   (1982)	  have	  studied	  the	  relationship	  between	  marketing	  and	  

R&D	  and	   the	  different	   resolution	   strategies;	  while	  Hernandez	  &	   Lee	   (2007);	  Maltz	  &	  

Kohli	   (2000),	  Song,	  Dyer,	  &	  Thieme	   (2006)	  and	  Xie,	  Song,	  &	  Stringfellow	   (1998)	  have	  

studied	   the	   resolution	   strategies	   and	   their	   effect	   according	   to	   the	   type	   or	   level	   of	  

conflict.	   Table	   2.5	   present	   the	   conflict	   resolution	   strategies	   addressed	   in	   previous	  

research;	  however,	  those	  studies	  have	  been	  mainly	  centred	  on	  the	  strategies	  followed	  

by	  managers	  and	  not	  external	  agents.	  
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Table	  2.4	  Theoretical	  approaches	  used	  to	  study	  the	  R&D/marketing	  relationship	  

Theory	   Main	  focus	  
Examples	   of	   scholars	   using	  
such	  approach	  

Contingency	  theory	  
of	  organisational	  
design	  

Suggests	   that	   R&D/marketing	   integration	  
depends	   on	   different	   external	   demands	   or	  
variables	  	  

Gupta	  et	  al.	  (1986);	  Song	  &	  
Dyer	  	  (1995)	  

Control	  theory	  	  
Focuses	   on	   how	   environmental	   factors	   and	  
managerial	   controls	   influence	   organisational	  
outcomes	  	  

Ayers	  et	  al.	  (1997)	  

Interaction	  theory	  
Studies	  how	  certain	  factors	  (i.e.	  communication	  
or	   trust)	   predict	   relationship	   continuity	   and	  
performance	  

Massey	  &	  Kyriazis	  (2007)	  

Information	  
processing	  

States	   that	   NPD	   success	   depends	   on	  
information	  processing	  

Atuahene-‐Gima	  &	  Evangelista	  
(2000);	  Moenaert	  &	  Souder	  
(1990)	  

Learning	  theory	  

Proposes	   that	   learning	   about	   the	   positive	  
impact	   of	   the	   R&D/marketing	   integration	   on	  
NPD	   enhances	   people’s	   perception	   and	  
improves	  their	  behaviour	  	  

Sherman	  et	  al.	  (2005)	  

Organisational	  
theory	  

States	   that	   environment	   aspects	   impact	  
organisation	  structure	  and	  performance	  	  

Lu	  &	  Yang	  (2004)	  
	  

Resource	  
dependency	  theory	  

Establishes	   that	   resource	   dependence	  
influences	   R&D/marketing	   interaction	  
(marketing	  and	  R&D	  depend	  on	  each	  other	  for	  
necessary	  resources	  to	  perform	  their	  activities)	  

Atuahene-‐Gima	  &	  Evangelista	  
(2000);	  Li	  &	  Atuahene-‐Gima	  
(2001);	  Olson,	  Walker,	  Orville,	  
&	  Ruekert	  (1995);	  Ruekert	  &	  
Walker	  (1987b);	  Brettel	  et.al.,	  
(2011)	  

Social	  behaviour	  
theory	  	  

Suggests	   that	   perception	   of	   another’s	  
behaviour	   increases	   the	   likelihood	  of	   engaging	  
in	   that	   behaviour.	   So	   when	   cross-‐functional	  
cooperation	  is	  encouraged,	  R&D	  or	  marketing	  is	  
more	  willing	  to	  conduct	  the	  cooperation.	  	  

Lu	  &	  Yang	  (2004)	  

Social	  interaction	   States	   that	   social	   orientation	   affect	  
R&D/marketing	  collaboration	  	  

Li	  &	  Chen	  (2010)	  

Social	  system	  theory	  

Considers	   that	   a	   social	   system	   is	   a	   set	   of	  
interrelated	  units	  to	  accomplish	  a	  goal	  that	  can	  
be	   examined	   by	   exploring	   interrelationships	  
between	   its	   environment,	   structure,	   processes	  
and	  outcomes	  

Ruekert	  &	  Walker	  (1987b)	  

Social	  psychology	  
theory	  

Considers	   that	   reducing	   the	   psychological	  
distance	   between	   functions	   could	   have	   an	  
effect	  on	  social	  and	  work-‐related	  interactions	  

Fisher	  et	  al.	  (1997)	  

Socio	  politic	  theory	  	  
Contemplates	  that	  NPD	  is	  a	  political	  process	  full	  
of	   interests	   and	   problems	   associated	   with	  
power	  	  

Atuahene-‐Gima	  &	  Evangelista	  
(2000)	  
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Table	  2.5	  Conflict	  resolution	  strategies	  

Strategy	   Definition	  

Avoiding	  	   Conflicts	  are	  ignored	  rather	  than	  confronted	  
Accommodating	  or	  
obliging	   One	  party	  meet	  the	  needs	  of	  the	  other	  party	  

Forcing,	  competitive	  
or	  dominating	  

Power	   is	   used	   to	   get	   one’s	   own	  way	   regardless	   of	   the	  wishes	   of	   the	   other	  
party	  

Collaborative	  or	  
integrating	  

Participants	   work	   cooperatively	   toward	   a	   win-‐win	   decision,	   so	   the	   conflict	  
participant	  attempts	  to	  satisfy	  both	  sides’	  needs	  

Compromising	  	   Parties	  look	  for	  the	  middle	  ground	  to	  resolve	  disagreements	  
Hierarchical	  
resolution1	  

Appealing	  to	  a	   joint	  superior	  when	  the	  conflicting	  NPD	  functions	  are	  unable	  
to	  resolve	  their	  disagreements	  

Source:	  Based	  on	  Xie	  et	  al.	  (1998)	  and	  Song	  et	  al.	  (2006).	  

As	   a	   consequence	   of	   all	   the	   different	   studies	   performed,	   there	   is	   a	   wide	   array	   of	  

possible	  integration	  mechanisms	  (see	  Table	  2.6).	  	  

Table	  2.6	  Possible	  integration	  mechanisms	  

Individual	  level	   Organisational	  level	  

§ Cross-‐functional	  training	  in	  techniques	  and	  
tools,	  to	  achieve	  a	  common	  language	  and	  
methods	  [1,3]	  

§ Learn	  about	  other	  functional	  areas	  [4,11]	  
§ Promotion	  of	  long-‐term	  relationships	  that	  
foster	  trust	  [1]	  and	  friendships	  [9]	  

§ Job	  rotation	  [2,3,8]	  	  
§ Informal	  social	  interaction	  [2,4,9]	  
§ Foment	  harmonious	  R&D/marketing	  
relationships	  [4]	  

§ Similarity	  between	  R&D	  and	  marketing	  
managers	  regarding	  their	  professional/	  
bureaucratic	  orientation	  [4]	  

§ New	  incentive	  and	  reward	  system	  [2,3,4,7,9]	  
§ Encouragement	  of	  teamwork	  [1,2,3,6,9]	  	  
§ Common	  activities	  [3,5]	  
§ Changes	  in	  organisational	  structures	  [1,2,4,7]	  
§ Formal	  integrative	  management	  processes	  
[2,4,7]	  

§ Structure	  decision	  making	  process	  across	  
functional	  groups	  [2]	  

§ Decentralisation	  of	  decision	  making	  [2,4]	  
§ Top	  management	  support	  (toward	  integration	  
or	  risk-‐taking)	  [2,3,4]	  

§ Facilities	  re-‐design	  or	  relocation	  [1,8]	  
§ Promote	  positive	  inter-‐functional	  climate	  [10]	  
§ Formalisation	  of	  rules	  and	  procedures	  for	  
functional	  interaction	  [5]	  

Source:	  	  Based	  on	  [1]	  Cotterman	  et	  al.	  (2009);	  [2]	  Griffin	  &	  Hauser	  (1996);	  [3]	  Gupta	  &	  Wilemon	  (1991);	  
[4]	  Gupta	  et	  al.	  (1986);	  [5]	  Hernandez	  (2006);	  [6]	  Jassawalla	  &	  Sashital	  (1998);	  [7]	  Leenders	  &	  Wierenga	  
(2002);	  [8]	  Leenders	  &	  Wierenga	  (2008);	  [9]	  Li	  &	  Chen	  (2010);	  [10]	  Moenaert	  et	  al.	  (1994);	  and	  [11]	  Shaw	  
&	  Shaw	  (1998).	  	  

To	   summarise,	   many	   of	   the	   studies	   performed	   are	   focused	   on	   how	   managers	   can	  

improve	   the	   R&D/marketing	   relationship	   by	   implementing	   some	   of	   the	  mechanisms	  

presented	  in	  Table	  2.6	  (i.e.	  Shaw	  &	  Shaw,	  1998	  or	  Weinrauch	  &	  Anderson,	  1982);	  but	  

studies	  about	  the	  role	  of	  external	  parties	  in	  improving	  the	  relationship	  are	  limited.	  One	  

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  

1	  Only	  studied	  by	  Xie	  et	  al.	  (1998).	  
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such	  study	  refers	  to	  the	  work	  of	  Fain	  et	  al.	  (2012),	  who	  reported	  the	  intervention	  of	  an	  

academic	  entity	  in	  a	  company	  in	  order	  to	  improve	  R&D/marketing	  integration	  and	  thus	  

achieve	   greater	   commercial	   success.	   However,	   other	   studies	   (i.e.	   Gupta	   &	   Rogers,	  

1991)	  suggest	  that	  external	  agents	  such	  as	  consultants	  could	  help	  to	  generate	  changes	  

in	   people	   behaviour.	   However,	   it	   is	   proposed	   that	   external	   agents	   could	   work	   with	  

opinion	   leaders	   or	   assist	   internal	   agents	   to	   promote	   changes,	   since	   in	   their	   opinion	  

internal	   specialised	   agents	   would	   be	   a	   better	   option	   than	   external	   agents.	   Internal	  

agents	   would	   work	   with	   one	   area	   and	   due	   to	   their	   specialisation	   they	   would	  

communicate	  better	  with	  R&D	  or	  marketing	  people;	  the	  consultant,	  on	  the	  contrary,	  is	  

a	  generic	  body	  that	  would	  have	  to	  work	  with	  both	  areas	  and	  satisfy	   them.	  Based	  on	  

conflict	   theory,	   Hernandez	   &	   Lee	   (2007)	   have	   also	   commented	   on	   the	   possible	  

intervention	   of	   a	   third	   party	   in	   conducting	   mediation	   and	   arbitration	   activities	   to	  

diminish	   conflict	   between	  R&D	  and	  marketing	   areas,	   suggesting	   that	   this	   third	  party	  

could	  be	  a	  manager,	  board	  of	  directors,	  or	  an	   internal	  or	  external	  consultant.	  So	   far,	  

there	   is	   scarce	   evidence	   about	   the	   participation	   of	   external	   agents,	   particularly	  

consultants,	  in	  the	  improvement	  of	  the	  relationship.	  Therefore,	  this	  study	  will	  focus	  on	  

consultants.	  

2.2 Management	  Consultancy	  Services	  

Management	  Consultancy	  Services	  (MC	  Services)	  have	  attracted	  academic	  attention	  in	  

the	  last	  few	  decades	  due	  to	  the	  impressive	  growth	  of	  their	  industry	  (Fincham	  &	  Clark,	  

2003;	  Greiner	  &	  Poulfelt,	  2010;	  Kitay	  &	  Wright,	  2003;	  Poulfelt	  &	  Paynee,	  1994),	  their	  

geographical	  and	  scope	  expansion	  (Mohe	  &	  Seidl,	  2011)	  and	  the	  growing	  requirement	  

of	   their	   services	   due	   to	   increased	   market	   uncertainty	   (Canato	   &	   Giangreco,	   2011),	  

globalisation	  and	  competition	  (Wooldridge,	  1997)	  as	  well	  as	  claims	  of	  high	  return	  value	  

(Law,	  2009).	  

MCSs	   have	   been	   defined	   by	   Greiner	   &	  Metzger	   (1983,	   p.7)	   as	   "an	   advisory	   service	  

contracted	  for	  and	  provided	  to	  organisations	  by	  specially	  trained	  and	  qualified	  persons	  

who	  assist,	  in	  an	  objective	  and	  independent	  manner,	  the	  client	  organisation	  to	  identify	  

problems,	  analyse	   such	  problems,	   recommend	  solutions	   to	   these	  problems	  and	  help	  
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when	   requested	   in	   the	   implementation	   of	   solutions”.	   MC	   Services	   have	   been	  

commonly	  referred	  to	  as	  a	  “knowledge	  industry”	  since	  consultants	  can	  transfer	  to	  their	  

clients	   specific	   competences	   or	   knowledge	   (Berry	   &	   Oakley,	   1993;	   Bessant	   &	   Rush,	  

1995)	  and	  support	  them	  to	  learn	  (Chitakornkijsil,	  2010).	  Indeed,	  Steele	  (1975)	  suggests	  

that	  learning	  is	  the	  core	  of	  consulting.	  	  	  

2.2.1 Studies	  of	  Management	  Consultants	  

Despite	   the	   broad	   diversity	   of	   management	   services,	   studies	   of	   Management	  

Consultants	   (MCs)	   have	   been	   mainly	   focused	   on	   the	   general	   analysis	   of	   the	  

consultants’	   phenomena	   instead	   of	   focussing	   on	   specific	   types	   of	   services	   (Kitay	   &	  

Wright,	   2003).	   The	   areas	   that	   have	   been	   explored	   include:	   consultation	  models	   and	  

consultancy	   roles	   (e.g.	   Appelbaum,	   2004;	   Kitay	   &	   Wright,	   2003;	   Schein,	   1990),	  

consultants’	  characteristics,	  skills	  or	  capabilities	  (e.g	  Bloomfield	  &	  Danieli,	  1995;	  Simon	  

&	   Kumar,	   2001),	   the	   client-‐consultant	   relationship	   (e.g.	   Appelbaum,	   2004;	   Andrew	  

Sturdy,	   1997)	   and	   success	   factors	   and	   consultants’	   contributions	   (e.g.	   Appelbaum,	  

2004;	  Kocabey,	  2011;	  Schwarz,	  2004).	  Broadly	  speaking,	  these	  studies	  are	  descriptive	  

(Bloomfield	  &	  Danieli,	   1995)	   atheoretical	   and	   prescriptive	   (Sturdy,	   Clark,	  &	  Handley,	  

2004).	  Considering	  the	  different	  types	  of	  consultancy	  activities	  and	  their	  growing	  use,	  

some	   researchers	  have	  highlighted	   the	   fact	   that	   the	  amount	  of	  empirical	   research	   is	  

limited	   (Appelbaum	  &	  Steed,	  2011;	  Appelbaum,	  2004;	  Dawes,	  Dowling,	  &	  Patterson,	  

1992)	  and	  stressed	  the	  need	  for	  more	  research	  (Canato	  &	  Giangreco,	  2011).	  

2.2.2 Management	  consultant	  roles	  

According	  to	  Poulfelt	  &	  Paynee	  (1994);	  Simon	  &	  Kumar	  (2001)	  and	  Sturdy	  (2011)	  MCs	  

are	  generally	  hired	  to	  (i)	  provide	  companies	  with	  knowledge,	  expertise,	  methodologies	  

and	  new	  solutions,	  (ii)	  provide	  companies	  with	  extra	  resources,	  help	  or	  quick	  results,	  

(iii)	  facilitate	  change,	  (iv)	  conduct	  legitimisation	  activities,	  (v)	  give	  independent	  advice	  

or	  have	  a	  neutral	  perspective,	  and	  (vi)	  conduct	  non-‐project-‐specific	  work	  (for	  instance	  

product	  development,	  promotion,	  consulting	  industry	  profile	  and	  recruitment,	  among	  

others).	  	  
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Because	  of	  the	  different	  activities	  they	  can	  conduct	  within	  a	  company,	  scholars	  claim	  

that	  MCs	  could	  bring	  several	  contributions	  to	  their	  clients.	  For	  example	  they	  can	  help	  

their	   clients	   to	   change	   habits	   (Chitakornkijsil,	   2010),	   promote	   cultural	   changes	  

(Feldman	   &	   Boult,	   2005),	   promote	   changes	   in	   organisational	   relationships	   (Tilles,	  

1961),	  bring	  different	  communities	   together	  during	   their	  activities	  and	   improve	   their	  

communication	  processes	  (Druckman,	  2000),	  among	  others	  (see	  Table	  2.7).	  Therefore,	  

since	   MCs	   can	   facilitate	   organisational	   change	   (Kakabadse,	   Louchart,	   &	   Kakabadse,	  

2006;	  Tisdall,	  1982),	  they	  are	  considered	  as	  agents	  of	  change	  (Argyris	  &	  Schön,	  1996;	  

Kakabadse	  et	  al.,	  2006).	  

Table	  2.7	  Benefits	  of	  management	  consultancy	  firms	  

Benefits	   	  

Consultants	  
provide:	  

	  

§ Skills	  [1,6]	  and	  human	  resources	  [1]	  
§ Support	  in	  implementation	  [1,8]	  
§ A	  channel	  of	  connection	  with	  different	  specialist	  services	  [1,6]	  
§ A	  diagnostic,	  helping	  companies	  to	  define	  needs	  [1,8]	  
§ Recommendations	  or	  solutions	  to	  management	  problems	  [6,8]	  

Consultants	  
help	  
companies	  
to:	  

	  

§ Bring,	  transfer	  and	  disseminate	  technology	  and	  specialised	  knowledge,	  organisational	  
ideas,	  useful	  information	  and	  experiences	  required	  for	  management	  and	  operating	  
businesses	  [1,6,8]	  

§ Achieve	  objectives	  [6,5]	  
§ Develop	  a	  business	  and	  innovation	  strategy	  [1,6]	  
§ Identify	  and	  evaluate	  opportunities	  [6]	  
§ Solve	  problems	  independently	  [9]	  
§ Compensate	  for	  firms’	  lack	  of	  capabilities	  [1,6]	  
§ Generate	  technological	  competences	  and	  managerial	  capabilities	  [1,7]	  

Consultants	  
promote:	  

§ Company´s	  understanding	  and	  learning	  [1,5,8].	  	  
§ Company’s	  transformation	  [3]	  since	  they	  stimulate	  changes	  in	  management	  systems	  
and	  decisions	  [4]	  

§ Changes	  in	  frameworks	  of	  reference	  [2]	  

Source:	   [1]	  Bessant	  &	  Rush	   (1995);	   [2]	  Dierkes,	  Berthoin,	  Child,	  &	  Nonaka	   (2001)	   [3]	  Feldman	  &	  Boult	  
(2005);	  [4]	  Fiol	  &	  Lyles	  (1985);	  [5]	  Gable	  (1996);	  [6]	  Kubr	  (2002);	  [7]	  Massey	  &	  Walker	  (1999)	  [8]	  Nippa	  &	  
Petzold	  (2002);	  and	  [9]	  Tilles	  (1961).	  	  

Consultancy	  services	  could	  be	  performed	  following	  different	  consultancy	  approaches.	  

Different	  classifications	  have	  been	  established	  in	  the	  case	  of	  MCs;	  however,	  according	  

to	   Berthoin	   &	   Krebsbach-‐Gnath	   (2003)	   the	   most	   commonly	   used	   are	   content	   vs.	  

process,	  and	  the	  directive/non-‐directive	  continuum.	  
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Content	  vs	  process	  

Berthoin	   &	   Krebsbach-‐Gnath	   (2003)	   point	   out	   that	   content-‐focused	   consulting	   roles	  

involve	  the	  provision	  of	  expertise	  (e.g.,	   information)	  and	  delivery	  of	  a	  specific	  service	  

for	   the	   client	   (e.g.	   diagnosing	   the	   organisation,	   undertaking	   a	   feasibility	   study,	  

designing	   a	   new	   system,	   training	   staff	   or	   recommending	   organisational	   and	   other	  

changes)	   for	   and	   on	   behalf	   of	   the	   client	   (Kubr,	   2002).	   In	   this	   approach,	   clients	   have	  

limited	  collaboration	  with	  the	  consultant.	  	  

On	  the	  other	  hand,	  process	  consulting,	  is	  considered	  as	  “a	  set	  of	  activities	  on	  the	  part	  

of	   the	   consultant	   that	   help	   the	   client	   to	   perceive,	   understand,	   and	   act	   upon	   the	  

process	  events	  which	  occur	  in	  the	  client’s	  environment"	  (Schein,	  1987,	  p.9).	  Here	  the	  

consultant	  passes	  his	  or	  her	  approach,	  methods	  and	  values	  to	  the	  client	  organisation,	  

so	  that	  the	  client	   itself	  can	  diagnose	  and	  remedy	  its	  own	  problems	  (Kubr,	  2002).	  The	  

content	  consultation	  approach	  assumes	  learning	  to	  be	  a	  process	  whereby	  information	  

and	   skills	   are	   transferred	   from	   consultants	   to	   customers,	   whereas	   the	   process	  

consultation	   approach	   considers	   learning	   as	   a	   participative	   experiential	   process	   that	  

the	  consultant	  facilitates	  (Kubr,	  2002).	  

Schein	   (1978)	   has	   widely	   studied	   the	   content	   and	   process	   approach.	   However,	   he	  

considers	   two	   different	   versions	   of	   the	   content	   approach:	   the	   provision	   of	   expert	  

information	   and	   the	   doctor	   role.	   In	   his	   opinion	   the	   former,	   as	   it	   has	   been	   already	  

defined,	   involves	  an	  approach	  where	   the	   consultant	  provides	   specific	   information	  or	  

expertise	  and	  the	  client	  is	  not	  involved	  in	  the	  process	  of	  consultation	  itself.	  The	  latter	  

considers	  that	  the	  consultant	  is	  hired	  to	  come	  into	  the	  organisation	  to	  do	  a	  diagnosis	  

and	   suggest	   possible	   solutions.	   The	   difference	   between	   these	   approaches	   is	   in	   the	  

level	  of	  control	  that	  the	  client	  has	  and	  the	  specific	  solutions	  or	  information	  that	  he/she	  

requires.	  

Regarding	  the	  process	  approach,	  Schein	  (1978)	  also	  suggests	  two	  versions:	  the	  catalyst	  

model	   and	   the	   facilitator	  model.	   The	   former	   considers	   that	   the	   consultant	   does	   not	  

know	   the	   solution	   but	   has	   skills	   in	   helping	   a	   client	   to	   figure	   out	   his	   or	   her	   solution	  

while	   the	   latter	   considers	   that	   the	   consultant	  may	  have	   ideas	  and	  possible	   solutions	  
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but	  he	  decides	  that	  a	  better	  solution	  is	  to	  concentrate	  on	  helping	  the	  group	  or	  client	  

system	   to	   solve	   their	   own	   problems.	   Both	   approaches	   consider	   that	   the	   role	   of	   the	  

consultant	  is	  to	  involve	  the	  client	  in	  the	  diagnosis	  of	  the	  problem	  and	  in	  generating	  the	  

solution,	   so	   that	   he/she	   accepts	   and	   implements	   the	   solution.	   Thus,	   the	   consultant	  

offers	   process	   expertise	   instead	   of	   expertise	   in	   a	   particular	   content	   of	   the	   client	  

problem.	  

According	   to	  Kubr	   (2002)	   the	  consulting	  practice	  has	  been	  changing	  and	  clients	  have	  

changed	   from	  expert	   consulting	  approaches	  commonly	  used	   in	   the	  past,	   to	  be	  more	  

involved	  and	  acquire	  and	  apply	  special	  expertise.	  

Directive/non-‐directive	  continuum	  

Other	   authors	   such	   as	   Berthoin	   &	   Krebsbach-‐Gnath	   (2003)	   or	   Kubr	   (2002)	   have	  

proposed	  that	  management	  consultants’	  activities	  or	  roles	  can	  be	  distributed	  along	  a	  

directive/non-‐directive	   continuum,	   as	   illustrated	   in	   Figure	   2.1.	  On	   the	   directive	   side,	  

the	  consultant	  assumes	  a	   leadership	  position,	  either	   initiating	  activities	  or	   telling	   the	  

client	  what	  to	  do.	  In	  the	  non-‐directive	  side	  the	  consultant	  provides	  information	  for	  and	  

the	  client	  decides	  how	  to	  use	  it.	  Therefore,	  as	  it	  can	  bee	  seen	  in	  Figure	  2.1	  clients	  have	  

a	  primary	  role	  in	  consulting	  activities	  at	  the	  non-‐directive	  side	  of	  the	  continuum	  while	  

the	   consultants	   have	   a	  major	   role	   in	   the	   activities	   towards	   the	   directive	   side	   of	   the	  

continuum.	  In	  this	  model,	  the	  ends	  of	  the	  continuum	  model	  could	  be	  the	  equivalent	  of	  

the	  content	  and	  process	  consultation	  approach.	  So,	   this	  model	  could	  be	  more	  useful	  

since	  Kubr	  (2002)	  has	  stated	  that	  the	  boundaries	  between	  content	  and	  process	  types	  

of	   management	   consultancy	   approaches	   are	   blurring	   in	   practice.	   In	   fact,	   these	  

consultancy	  roles	  are	  not	  mutually	  exclusive,	  since	  consultants	  could	  play	  two	  or	  more	  

compatible	  roles	  simultaneously	  or	  consecutively	  (Kubr,	  2002).	  	  
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Figure	  2.1	  Multiple	  roles	  of	  the	  consultant	  	  

	   	  
MULTIPLE	  ROLES	  OF	  THE	  CONSULTANT	  
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Trains	  the	  
client	  and	  
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or	  directs	  
in	  the	  
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process	  

	  

	   	   	   	   	   	   	   	   	   	  

Source:	  Kubr	  (2002,	  p.	  74)	  
	  

Although	   the	   previous	   typologies	   are	   the	   most	   common,	   other	   typologies	   are	  

available.	  For	  example	  the	  one	  proposed	  by	  Blake	  &	  Mouton	  (1967)	  who	  identified	  five	  

different	  types	  of	  consultant	  approaches.	  

§ Prescription.	  The	  consultant	  tells	  the	  client	  what	  to	  do	  to	  correct	  a	  given	  situation	  

or	  does	  it	  for	  him.	  This	  consultant	  takes	  responsibility	  for	  developing	  the	  evidence	  

for	  the	  diagnosis	  and	  formulates	  the	  solution	  as	  a	  recommendation	  to	  be	  followed.	  

This	  is	  a	  similar	  approach	  to	  the	  doctor	  role.	  

§ Catalytic.	  Here	  the	  consultant	  assists	  the	  client	  in	  collecting	  data	  and	  information	  to	  

reinterpret	  his	  or	  her	  perceptions	  of	  how	  things	  are,	  getting	  a	  better	  awareness	  of	  

the	  problem	  and	  how	  to	  handle	  it.	  

§ Theories	  and	  principles.	  In	  this	  approach	  the	  consultant	  offers	  theories	  pertinent	  to	  

the	  client’s	   situation	  and	  helps	   the	  client	   to	   internalize	  systematic	  and	  empirically	  

tested	  ways	  of	  understanding;	  this	  allows	  the	  client	  to	  view	  his	  or	  her	  situation	  in	  a	  

more	  analytic,	  cause-‐and-‐effect	  manner.	  Thus	  the	  client	  becomes	  able	  to	  diagnose	  

and	   plan	   how	   to	   deal	   with	   different	   situations.	   From	   the	   outset,	   he	   or	   she	   can	  

	  
CLIENT	  

CONSULTANT	  
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specify	  how	  to	  rectify	  the	  immediate	  situation	  and	  further	  improve	  certain	  aspects	  

by	  choosing	  from	  discerned	  alternatives.	  

§ Confrontation.	   The	   consultant	   challenges	   a	   client	   to	   examine	   his/her	   present	  

foundations	  of	  thinking	  and	  be	  aware	  of	  alternative	  more	  effective	  options.	  

§ Acceptance.	  In	  this	  approach	  the	  consultant	  helps	  the	  client	  to	  “sort	  out”	  emotions	  

in	  order	  to	  get	  a	  more	  objective	  view	  of	  the	  situation.	  

As	   in	   the	   other	   studies,	   consultant	   interventions	   may	   be	   a	   ‘pure’	   example	   of	   the	  

approaches	  listed	  above,	  or	  a	  mix	  of	  these	  approaches.	  

2.2.3 Effects	  of	  Management	  Consultants	  on	  intra-‐organisational	  relationships	  

Some	   researchers	   have	   studied	   the	   possible	   effects	   of	   consultants	   on	   intra-‐

organisational	  relationships	  (i.e.	  Rothwell	  &	  Sullivan,	  2005).	  However,	  such	  studies	  are	  

focused	  mainly	  on	  organisational	  development	  (OD)	  consultancy	  services,	  which	  are	  a	  

planned	   effort	   aimed	   at	   improving	   organisational	   effectiveness	   and	   problem-‐solving	  

(French	  &	   Bell,	   1995)	   through	   the	  modification	   of	   an	   organisation’s	   culture	   (Beer	  &	  

Walton,	  1987;	  Cummings	  &	  Worley,	  2009).	  For	  instance	  organisational	  transformation	  

activities,	   strategic	   management	   activities,	   team	   building	   activities,	   intergroup	  

activities	  or	  education	  and	  training	  fall	  within	  this	  category	  of	  services	  (French	  &	  Bell,	  

1995).	  

2.3 Organisational	  Development	  

This	  OD	  change	  process	   relies	  heavily	  on	  behavioural	   sciences	   (Cummings	  &	  Worley,	  

1993;	   French	   &	   Bell,	   1995),	   since	   they	   largely	   focus	   on	   the	   human	   side	   of	   the	  

organisation	  (Porras	  &	  Berg,	  1978).	  One	  of	  their	  main	  purposes	   is	  to	   improve	  human	  

communication	   processes	   (Cummings	  &	  Worley,	   2009)	   and	  modify	   the	   behaviour	   of	  

individuals	   and	   their	   interaction	   processes	   (Frank	   Friedlander	   &	   Brown,	   1974)	   by	  

changing	   organisational	   work	   settings	   (Robertson,	   Roberts,	   &	   Porras,	   1993).	   OD	  

services	   support	   and	   facilitate	   learning	   and	   change	   (Werr,	   Stjernberg,	   &	   Docherty,	  

1997).	   In	   fact,	  OD	   interventions	   frequently	  have	  two	  main	  goals:	  an	  educational	  goal	  

and	  a	  task	  achievement	  goal	  (French	  &	  Bell,	  1995).	  
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Also,	   extant	   literature	   reports	   OD	   change	   processes	   (i.e.	   third-‐party	   interventions,	  

process	  consultation,	  intergroup	  activities	  and	  team	  building)	  with	  the	  main	  purpose	  of	  

improving	  interpersonal	  relationships	  and	  group	  dynamics	  to	  generate	  effective	  ways	  

of	  working	  together	  (Cummings	  &	  Worley,	  2009;	  French	  &	  Bell,	  1995;	  Weick	  &	  Quinn,	  

1999,	  among	  others).	  Several	  researchers	  have	  worked	  on	  these	  areas	  for	  many	  years,	  

such	   as	   Lewicki,	  Weiss,	  &	   Lewin	   (1992)	   on	   third	   party	   interventions;	  Dyer	   (1987)	   on	  

team	  building	  and	  Schein	  (1969,	  1987)	  on	  process	  consultation.	  

Even	  though	  OD	  consultancy	  services	  can	  promote	  change	  in	  relationships,	  it	  has	  been	  

claimed	   that	  OD	   approaches	   differ	   from	  other	   approaches	   to	   organisational	   change,	  

such	  as	  the	  approaches	  followed	  by	  MCs	  (Cummings	  &	  Worley,	  2009;	  Schaffer,	  1997)	  

since	   MCs	   interventions	   generally	   ignore	   psychological,	   cultural,	   and	   related	   issues	  

(Schaffer,	   1997).	  Nonetheless,	   some	   researchers	   such	   as	  McLachlin	   (1999)	   or	   Turner	  

(1982)	   suggest	   that	   consulting	   has	   been	   changing	   and	   now	   MCs	   not	   only	   provide	  

expertise	   but	   also	   help	   clients	   to	   shape	   their	   diagnosis	   and	  management	   capacities.	  

Consequently,	   consultants	   are	   using	   OD	   techniques	   during	   their	   interventions	  

(McLachlin,	  1999),	  and	  are	  generating	  learning	  (Werr	  et	  al.,	  1997)	  and	  improvement	  in	  

human	  processes2.	  Therefore,	   it	   is	   logical	  to	   infer	  that	  other	  types	  of	  MCS,	   like	   IMCs,	  

could	  also	  promote	  changes	  in	  intra-‐organisational	  relationships.	  

2.3.1 	  Change	  agents	  

Change	   can	  be	  divided	   in	   two	   types:	   continuous	  and	  episodic	  or	   as	  Chapman	   (2002)	  

called	   them	   first	  order	   (incremental)	   and	   second	  order	   (transformational).	  According	  

to	  Weick	   and	  Quinn	   (1999)	   continuous	   refers	   to	   on-‐going,	   evolving,	   and	   cumulative	  

organisational	  changes	  not	  a	  result	  of	  a	  priori	  intentions;	  while	  episodic	  change	  refers	  

to	   infrequent,	  discontinuous,	  and	  intentional	  organisational	  changes.	  Episodic	  change	  

is	   closely	   associated	   with	   planned,	   intentional	   change	   (Weick	   &	   Quinn,	   1999).	  

Considering	   that	   OD	   involves	   a	   planned	   change	   to	   increase	   an	   organisation’s	  

effectiveness,	   OD	   processes	   are	   episodic	   changes	   where	   a	   change	   agent	   or	   a	   third	  

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
2	  Such	  as	  communication,	  problem	  solving,	  group	  decision-‐making	  and	  leadership	  (Cummings	  &	  Worley,	  
2009).	  
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party	   is	  often	   involved	   in	  the	  development	  of	  the	  process	  (French	  &	  Bell,	  1995).	  This	  

change	   agent	   “deliberately	   and	   consciously	   sets	   out	   to	   establish	   conditions	   and	  

circumstances	  that	  are	  different	  from	  what	  they	  are	  now	  and	  then	  accomplishes	  that	  

through	   some	   set	   or	   series	   of	   actions	   and	   interventions	   either	   singularly	   or	   in	  

collaboration	   with	   other	   people”	   (Ford	   &	   Ford,	   1995,	   p.	   543).	   These	   change	   agents	  

expect	  to	  improve	  organisational	  performance	  as	  a	  consequence	  of	  the	  improvement	  

of	  human	  functioning	  and	  processes	  (Fridlander,	  1974),	  since	  OD	  has	  a	  human	  process-‐

orientation.	  

Change	   agents	   can	   then	   be	   defined	   as	   “those	   people,	   either	   inside	   or	   outside	   the	  

organisation,	   who	   are	   providing	   technical,	   specialist,	   or	   consulting	   assistance	   in	   the	  

management	  of	  a	  change	  effort”	  (Beckhard,	  1969,	  p	  101).	  They	  play	  an	  important	  role	  

in	   initiating,	  managing	   and/or	   implementing	   change	   (Caldwell,	   2003).	   They	   facilitate	  

managers’	  actions,	  since	  they	  provide	  them	  not	  only	  with	  recommendations,	  but	  also	  

with	   data	   and	   skills	   helping	   them	   to	   learn	   (Beer	   &	  Walton,	   1987),	   and	   helping	   the	  

sponsor	  and	  the	  people	  responsible	  for	  implementation	  to	  work	  together	  and	  support	  

each	   other	   (Aspegren,	   2006).	   So,	   these	   agents	   facilitate	   a	   change	   (Duncan,	   1978	   in	  

Ottaway,	  1983)	  and	  take	  responsibility	  for	  making	  the	  change	  happen	  (Caldwell,	  2003),	  

guiding	  organisational	  leaders	  and	  members	  to	  solve	  problems	  (French	  and	  Bell,	  1999).	  

As	  in	  the	  case	  of	  MC,	  OD	  could	  be	  also	  work	  in	  the	  directive/non-‐directive	  continuum	  

(See	  Section	  2.2.2,	  Figure	  2.1).	  However,	  traditionally	  they	  work	  on	  the	  non-‐directive	  

side	  (Cummings	  &	  Worley,	  2009),	  in	  other	  words,	  they	  tend	  to	  work	  more	  following	  a	  

process	  approach.	  	  

As	  was	   noted	   earlier,	   a	   change	   agent	   could	   be	   an	   internal	   or	   external	   agent	   to	   the	  

organisation,	  or	  a	  group.	  	  	  

2.3.1.1 External	  change	  agents	  

A	   common	   figure	   in	   an	  OD	  process	   is	   an	  OD	   consultant.	  Worren,	   Ruddle,	  &	  Moore,	  

(1999)	  describe	  the	  OD	  consultant	  as	  the	  human	  process	  consultant	  or	  facilitator,	  who	  

is	   a	   third	   party,	   who	   offers	   a	   professional	   service	   to	   a	   company	   and	   works	   as	   an	  

outsider.	  External	  OD	  consultants	  tend	  to	  have	  specific	  training,	  experience	  and	  skills	  
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in	   social	   processes	   in	   organisations	   as	   well	   as	   in	   organisational	   effectiveness	  

(Cummings	  &	  Worley,	  2009).	  External	  change	  agents	  or	  consultants	  are	  generally	  hired	  

by	  companies	  to	  bring	  specific	  expertise	  not	  available	  within	  the	  company	  (Cummings	  

&	   Worley,	   2009).	   	   In	   the	   opinion	   of	   Saka	   (2003),	   different	   ways	   to	   do	   things	   are	  

generally	  initiated	  by	  external	  consultants	  rather	  than	  internal	  change	  agents.	  	  

2.3.1.2 Internal	  change	  agents	  

Beckhard	   (1969)	   studied	   internal	   agents	   of	   change,	   and	   he	   found	   different	   change	  

agents	  within	  the	  organisation	  structures	  that	  can	  help	  to	  the	  change	  process.	  These	  

agents	   could	   be	   split	   in	   three	   groups:	   the	   specialized	   people	   or	   consultants,	   change	  

managers	  and	  other	  organisational	  participants.	  

Consultants	  

On	  the	  consultancy	  side,	  organisations	  could	  have	  (i)	  an	  OD	  department,	  that	  functions	  

as	  an	  internal	  consulting	  organisation	  (tuned	  to	  the	  state	  of	  the	  art	  and	  in	  touch	  with	  

the	   entire	   field,	   but	   generally	   disconnected	   from	   the	   rest	   of	   the	   personnel	   and	   HR	  

functions);	  (ii)	  the	  OD	  specialist,	  a	  person	  attached	  to	  either	  the	  top	  of	  the	  personnel	  

organisation	   or	   the	   top	   of	   the	   line	   organisation,	   that	   functions	   as	   an	   internal	  

consultant;	  or	  (iii)	  a	  person	  with	  OD	  expertise	  that	  works	  with	  some	  groups	  within	  the	  

organisation.	   These	   are	   separated	   from	   other	   organisational	   participants	   since	  

according	   to	   Lippitt	   (1959)	   even	   though	   they	   are	  member	   of	   the	   organisation,	   they	  

could	  be	  considered	  as	  outsiders,	  in	  a	  psychological	  sense.	  	  

Managers	  

The	  use	  of	  OD	  processes	  by	  managers	  rather	  than	  by	  consultants	  has	  been	  observed	  

(Beer	   and	   Walton,	   1987),	   since	   managers	   tend	   to	   start	   OD	   in	   order	   to	   improve	  

organisational	  effectiveness.	  Different	  scholars	  have	  studied	  the	  role	  of	  managers	  on	  

the	  promotion	  and	  implementation	  of	  changes.	  For	  example	  Lawrence	  &	  Lorsch	  (1967)	  

studied	   managers	   and	   their	   role	   on	   promoting	   organisational	   change	   and	   handling	  

interdepartmental	   conflict	   in	   order	   to	   improve	   integration	   between	   different	  

departments	  of	  an	  organisation	  in	  ten	  organisations	  from	  three	  industry	  sectors.	  
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Nonetheless,	  in	  some	  cases	  managers	  do	  not	  necessarily	  have	  the	  skills	  and	  knowledge	  

in	   change	   processes,	   so	   that	   they	   decide	   to	  work	  with	   a	   consultant.	   In	   those	   cases,	  

additional	   to	   the	   change	   agent	   (that	   could	   be	   an	   internal	   or	   external	   consultant),	  

managers	  play	  an	  important	  role:	  the	  change	  manager	  role.	  	  

In	  these	  cases	  where	  an	  internal	  or	  external	  OD	  specialist	  helps	  in	  the	  change	  process,	  

the	  process	  should	  be	  managed	  by	  those	  people	  who	  will	  be	  ultimately	  responsible	  for	  

all	  organisational	  consequences	  (Beckhard,	  1969;	  Dyer,	  1983).	  Therefore	  managers	  or	  

top	  managers	  are	   central	   to	   change	  management	  and	  OD.	  They	  will	  not	  only	  accept	  

management	  responsibility	  of	  the	  planned	  change	  (Beckhard,	  1969),	  but	  they	  will	  also	  

establish	   the	   environment	   required	   and	   priorities,	   propose	   strategies,	   and	   manage	  

performance	   to	   motivate	   and	   maintain	   change	   (Beer	   &	  Walton,	   1990;	   Saka,	   2003).	  

Thus,	   they	  are	  also	  change	  agents	  since	  they	  shape	  the	  conditions	  for	  change	  agents	  

and	  manage	  the	  process	  of	  OD	  and	  cultural	  change	  (Saka,	  2003).	  

Other	  participants	  from	  the	  organisation	  

Inside	  the	  organisation,	  there	  are	  other	  relevant	  people	  in	  the	  process:	  opinion	  leaders	  

and	   adopters	   (Rogers	   &	   Shoemaker,	   1971	   in	   Ottaway,	   1983).	   The	   former	   refers	   to	  

people	   that	  work	   closely	  with	   the	   change	   agent	   and	   can	   informally	   influence	  others	  

individuals’	   attitudes	   or	   behaviours	   while	   the	   latter	   refers	   to	   people	   within	   the	  

organisational	  system	  that	  are	  influenced	  by	  the	  opinion	  leader.	  

2.3.1.3 Change	  groups	  

Sometimes	  a	  combination	  of	  internal	  and	  external	  consultants	  is	  used	  to	  complement	  

capabilities.	   Indeed,	  the	  idea	  of	  establishing	  groups	  as	  change	  agents	  has	  grown	  over	  

the	   last	   decade	   (Caldwell,	   2003)	   due	   to	   their	   advantages.	   A	   group	   will	   have	   a	  

combination	   of	   skills	   and	   expertise,	   particularly	   if	   internal	   and	   external	   consultants	  

integrate	   this	   and	   it	   could	   have	   more	   legitimation	   within	   the	   client	   organisation	  

(Zaltman	   &	   Duncan,	   1977).	   Nonetheless,	   in	   these	   cases	   very	   often	   the	   internal	  

consultant	  ends	  up	  playing	  a	  coordinator	  role	  (Zaltman	  &	  Duncan,	  1977).	  
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The	   usefulness	   of	   these	   groups	   as	   change	   agents	   has	   been	   reported	   by	   different	  

researchers	  (e.g.	  Caldwell	  (2003);	  Friedlander	  &	  Schott	  (1981)).	   In	  the	  case	  of	  change	  

teams,	  the	  selection	  of	  change	  agents	  and	  agents	  leaders	  is	  crucial	  (Zaltman	  &	  Duncan,	  

1977).	  

Each	   type	  of	   agent	  presents	   certain	  advantages	  as	   Zaltman	  &	  Duncan	   (1977)	   report.	  

On	   the	   one	   hand,	   internal	   agents	   may	   have	  more	   familiarity	   with	   the	   target	   group	  

since	   they	   are	   members	   of	   the	   system.	   They	   may	   be	   more	   open	   and	   flexible	   to	  

understanding	  the	  change	  issue.	   	  Also	  they	  could	  facilitate	  change	  institutionalisation	  

since	  they	  are	  probably	  more	  involved	  in	  the	  change	  process	  and	  they	  could	  be	  more	  

able	  to	  maintain	  pressure	  for	  maximum	  involvement	  and	  to	  identify	  hidden	  obstacles.	  

On	  the	  other	  hand,	  external	  agents	  could	  have	  more	  technical	  competence	  and	  they	  

may	  be	  more	  objective	  since	  their	  perception	  may	  be	  less	  biased	  compared	  to	  internal	  

agents.	   Also	   they	   may	   develop	   more	   legitimisation	   since	   they	   can	   be	   perceived	   as	  

experts.	  

Change	  agents	  cannot	  only	  be	  classified	  as	  internal,	  external	  or	  a	  group;	  they	  have	  also	  

been	   classified	   in	   multiples	   ways	   considering	   their	   origin	   or	   their	   role	   in	   the	  

organisational	  change	  process.	  Table	  2.8	  presents	  different	  proposed	  classifications.	  
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Table	  2.8	  Some	  classifications	  of	  change	  agents	  proposed	  in	  the	  literature	  

Author	   Classification	  

Caldwell	  
(2003)	  
	  

§ Leadership	  models	  (also	  called	  champions	  in	  Caldwell	  2001)	  -‐	  leaders	  or	  senior	  
executives	  of	  the	  company	  who	  initiate	  or	  sponsor	  the	  change	  process	  

§ Management	  models	  (also	  called	  adapters	  in	  Caldwell	  2001)	  middle	  level	  managers	  or	  
functional	  specialist	  who	  support	  or	  carry	  forwards	  change	  

§ Consultancy	  models	  –internal	  or	  external	  consultants	  operating	  at	  different	  levels	  of	  
the	  organisation	  

§ Team	  models	  -‐	  teams,	  integrated	  by	  managers,	  employees,	  internal	  or	  external	  
consultants,	  that	  operate	  at	  different	  levels	  of	  the	  organisation	  

Havelock	  &	  
Havelock	  
(1973)	  In	  
Ottaway	  
(1983)	  

§ Catalyst	  –	  person	  stimulating	  people	  to	  change	  
§ Solution	  giver	  –	  person	  that	  wants	  change	  and	  has	  ideas	  of	  solutions	  
§ Process	  helper	  –	  person	  that	  helps	  clients	  to	  change	  
§ Resource	  linker	  –	  person	  that	  helps	  people	  to	  come	  together	  and	  find	  and	  make	  best	  
use	  of	  resources	  	  

Ottaway	  
(1983)	  

§ Change	  generators	  
-‐ Key	  change	  agents	  –	  convert	  an	  issue	  into	  a	  felt	  need	  
-‐ Demonstrators	  –	  demonstrate	  their	  support	  to	  the	  change	  process	  
-‐ Patrons	  –	  generate	  financial	  and	  other	  support	  for	  the	  change	  process	  
-‐ Defenders	  –	  defend	  the	  change	  process,	  keep	  the	  issue	  alive	  

§ Change	  implementers	  	  
-‐ External	  implementers	  –	  people	  from	  outside	  the	  organisation	  
-‐ External/internal	  implementers	  –	  develop	  internal	  implementers.	  They	  have	  some	  

characteristics	  from	  external	  and	  internal	  agents	  
-‐ Internal	  implementers	  –	  implement	  change	  in	  their	  own	  group	  

§ Change	  adopters	  
-‐ Early	  adopter	  –	  first	  adopter	  of	  the	  change	  
-‐ Maintainers	  –	  adopt	  the	  change	  while	  retaining	  their	  primary	  commitment	  to	  

maintaining	  the	  organisation	  
-‐ Users	  –	  their	  task	  is	  to	  make	  a	  habit	  of	  using	  the	  products	  or	  service	  that	  changed	  

	  

Independently	  of	  their	  roles,	  change	  agents	  should	  be	  experts	  in	  organisational	  change	  

and	  should	  have	  certain	  characteristics	  in	  order	  to	  be	  able	  to	  generate	  changes:	  

§ Understand	   both	   the	   world	   of	   business	   and	   the	   world	   of	   human	   relationships	  

(Aspegren	  &	  Gustafsson,	  2006)	  

§ Be	   an	   expert	   in	   identifying	   opportunities	   for	   motivating	   change	   and	   clarifying	  

visions	  (Beer	  &	  Walton,	  1987)	  

§ Have	   adequate	   skills	   to	   deal	   with	   particular	   psychological	   challenges	   during	   the	  

process	  	  (Bartunek,	  1987	  in	  Chapman,	  2002)	  	  

§ Pay	  attention	   to	  political	   as	  well	   as	  managerial	   structures,	   cultures	  and	  processes	  

(Hartley,	  Benington,	  &	  Binns,	  1997)	  
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§ Have	  technical	  qualifications	  and	  good	  level	  of	  knowledge	  about	  the	  development	  

processes,	   interpersonal	   skills,	   administrative	   ability,	   job	   orientation,	   leadership	  

(Zaltman	  &	  Duncan,	  1977)	  and	  communications	  kills	  (Buchanan	  &	  Badham,	  1999).	  

Additionally,	   according	   to	   Zaltman	   &	   Duncan	   (1977),	   planned	   change	   processes	   are	  

more	   likely	   to	   be	   effective	   if	   change	   agents	   stimulate	   the	   user’s	   problem-‐solving	  

processes,	  foster	  communication	  and	  collaboration	  with	  the	  client.	  Also	  if	  the	  change	  

agent	  has	  a	  good	  level	  of	  knowledge	  about	  the	  development	  processes,	  so	  that	  he/she	  

is	   able	   to	   match	   up	   their	   processes	   with	   client	   needs;	   if	   the	   agent	   listens	   and	  

constructively	  criticises	  new	  ideas,	  links	  client	  with	  change	  agents	  and	  vice	  versa	  or	  if	  

the	  agent	  establishes	  flexible	  client	  and	  change	  agent	  relationships.	  

2.3.2 Factors	  to	  achieve	  success	  

According	  to	  Cummings	  &	  Worley	  (2009)	  in	  any	  OD	  process	  four	  main	  activities	  should	  

be	  performed	  by	  a	  change	  agent	  (either	  internal	  or	  external)	  and	  focal	  firms	  in	  order	  to	  

modify	  strategies,	  structures	  and	  processes	  to	  increase	  an	  organisation’s	  effectiveness:	  

entering	   and	   contracting,	   diagnosis,	   planning	   and	   implementing,	   and	   evaluating	   and	  

institutionalising	   (Cummings	   &	  Worley,	   2009).	   In	   addition,	   effective	  management	   of	  

the	   OD	   program	   is	   necessary	   to	   achieve	   positive	   results.	   This	   includes	   five	   main	  

activities:	  motivating	  change,	  creating	  a	  vision,	  developing	  political	  support,	  managing	  

the	   transition	   through	   the	   establishment	   of	   a	   transition	   plan,	   and	   sustaining	  

momentum	  (Cummings	  &	  Worley,	  2009).	  

It	   has	  been	   found	   that	   the	   success	  of	   change	  programmes	  depends	  not	  only	   on	   the	  

change	   agent	   activities	   and	   characteristics,	   as	   well	   as	   the	   type	   of	   intervention	   used	  

(Ford	   &	   Ford,	   1995),	   but	   it	   also	   depends	   on	   the	   organisation	   characteristics.	   Some	  

success	  factors	  identified	  are:	  (i)	  the	  level	  of	  top	  management	  commitment	  (Beckhard,	  

1969;	  Ford	  &	  Ford,	  1995);	  (ii)	  joint	  commitment	  of	  participants	  and	  leaders	  (Aspegren	  

&	   Gustafsson,	   2006);	   (iii)	   people's	   readiness	   to	   change	   and	   their	   level	   of	   resistance	  

(Ford	  &	  Ford,	  1995);	   (iv)	  the	  organisation's	  culture	  (Ford	  &	  Ford,	  1995);	   (v)	  the	  client	  

uses	   a	   systematic	  methods	   for	   change	   practices	   (Aspegren	  &	  Gustafsson,	   2006);	   (vi)	  

the	  client’s	  capabilities	  to	  manage	  the	  change	  process	  (Aspegren	  &	  Gustafsson,	  2006);	  



32	   CHAPTER	  2	  	  

	  

	  

(vii)	  the	  involvement	  of	  managers	  at	  different	  levels,	  since	  they	  are	  the	  responsible	  of	  

making	  change	  live	  on	  after	  the	  exit	  of	  the	  consultant	  (Aspegren	  &	  Gustafsson,2006);	  

and	  (viii)	  the	  quality	  of	  the	  management	  of	  the	  efforts	  (Beckhard,1969)	  	  

As	  can	  be	  seen	   in	   the	  previous	  paragraph,	   the	  achievement	  of	   real	  changes	  not	  only	  

requires	  a	  good	  change	  agent,	  but	  also	  the	  participation	  of	  managers	  and	  internal	  staff	  

(Chapman,	   2002).	   In	   transformational	   change,	   CEOs	   or	   top	   level	   managers	   provide	  

leadership	  and	  enable	  change;	  while	  the	  participation	  of	  different	  internal	  people	  can	  

reduce	  resistance	  to	  change	  (Coch	  &	  French,	  1948)	  and	  increase	  their	  understanding	  of	  

the	  change	  process	  and	  their	  commitment,	  and	  this	  could	  help	  to	  transfer	  the	  change	  

vision	   to	   the	   group	   level.	   The	   employees	   could	   act	   as	   change	   champions	   or	   agents	  

within	  their	  group	  disseminating	  the	  change and/or	  managing	  the	  transition	  process	  in	  

the	  organisation	   (Whelan-‐Berry	  &	  Somerville,	  2010).	  Thus,	  all	   the	  people	  affected	  by	  

the	   change	   play	   the	   role	   of	   a	   change	   agent,	   to	   the	   extent	   that	   their	   personal	  

participation	   contributes	   to	   a	   successful	   outcome	   (Chapman,	   2002).	   Even	   though	   at	  

the	  beginning	  of	  the	  change	  process,	  change	  agents	  are	  well	  defined;	  near	  the	  end	  of	  

the	  process,	   change	  agents	  are	  most	  diffuse	   since	  everyone	   involved	  on	   the	  process	  

can	  be	  a	  change	  agent	  (Ottaway,	  1983).	  

Indeed,	  in	  the	  opinion	  of	  Chapman	  (2002)	  and	  Dyer	  (1983),	  the	  external	  change	  agent	  

should	   only	   facilitate	   the	   change	   process.	   This	   is	   because	   organisation	   members,	  

particularly	   managers	   or	   top	   managers,	   are	   the	   responsible	   of	   the	   organisational	  

change	   (Dyer,	   1983);	   they	   are	   the	   ones	   who	   can	   enhance	   maintenance	   of	   change,	  

since	   they	   can	   institutionalise	   the	   change	   process	   (Zaltman	   &	   Duncan,	   1977).	   Also,	  

managers	  must	   understand	   and	   support	   the	  OD	  process	   and	   select	   people	  who	   can	  

carry	   the	   process	   forward.	   Additionally,	   OD	   consultants	   must	   pay	   attention	   to	   the	  

selection,	  and	  development	  of	  internal	  leaders,	  and	  also	  they	  should	  help	  managers	  to	  

learn	  and	  be	  skilled	  to	  manage	  the	  changes	  (Beer	  &	  Walton,	  1987).	  	  In	  Section	  2.2.2	  it	  

was	   mentioned	   that	   MCs	   could	   follow	   different	   approaches.	   Researchers	   such	   as	  

French	   &	   Bell	   (1999)	   have	   mentioned	   that	   OD	   consultants	   should	   avoid	   the	   expert	  

approach,	  since	  their	  main	  objective	  if	  to	  help	  the	  client	  to	  develop	  its	  own	  resources.	  
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Additionally	   this	   approach	   sometimes	   prevents	   the	   development	   of	   trust	   and	  

collaborative	  development	  approaches	  to	  improve	  organisational	  processes.	  	  

2.3.3 Organisational	  Change	  and	  development	  theories	  

It	   is	   undeniable	   that	   organisations	   change.	   However,	   change	   processes	   are	   very	  

difficult	  to	  explain	  or	  predict	  (Poole,	  Van	  de	  Ven,	  Dooley,	  &	  Holmes,	  2000).	  In	  order	  to	  

understand	  change	  in	  organisations,	  scholars	  have	  utilised	  concepts	  and	  theories	  from	  

different	   disciplines	   (Van	   de	   Ven	   &	   Poole,	   1995).	   As	   a	   consequence,	   different	  

theoretical	   approaches	   of	   organisational	   change	   and	   development	   have	   been	  

considered	   useful	   in	   explaining	   some	   organisational	   change	   and	   developmental	  

processes.	  Van	  de	  Ven	  &	  Poole	  (1995)	  found	  more	  than	  20	  different	  process	  theories	  

which	   vary	   in	   substance	   or	   terminology,	   grouped	   into	   four	   basic	   or	   ideal	   schools	   of	  

thought.	   Each	   theory	   has	   distinctive	   event	   sequences	   and	   generative	   mechanisms	  

called	  “motors”	  that	  explain	  why	  changes	  occur.	  Nonetheless,	  they	  mention	  that	  some	  

changes	  are	  explained	  by	  the	  combination	  of	  elements	  from	  different	  “motors”.	  Table	  

2.9	   presents	   general	   information	   about	   each	   type	   of	   process	   theory,	   like	   event	  

progressions,	  generating	  forces,	  and	  conditions	  under	  which	  they	  are	  likely	  to	  operate,	  

in	  order	  to	  explain	  the	  process	  of	  change	  in	  an	  organisation.	  

According	   to	   Poole	   et	   al.	   (2000),	   each	   of	   these	   theories	   (ideal-‐type	   processes)	  

determines	  the	  required	  parts	  of	  an	  adequate	  explanation,	  and	  can	  be	  a	  standard	  by	  	  

which	   to	   evaluate	   specific	   development	   theories.	   However,	   there	   are	   other	   change	  

theories	  and	  models	  that	  are	  worth	  mentioning,	  since	  these	  have	  been	  considered	  as	  

foundations	  of	  OD	  (French	  &	  Bell,	  1995).	  Table	  2.10	  presents	  a	  brief	  description	  of	  the	  

main	  statements	  of	  such	  theories	  and	  models.	  
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Table	  2.9	  Ideal	  type	  process	  theories	  of	  Organisational	  Development	  and	  Change	  	  	  

EVOLUTIONARY	   DIALECTICAL	  
§ Recurrent	  cumulative	  changes	  in	  structural	  
forms	  	  

§ Probabilistic	  progression	  of:	  
-‐	  Random	  variations	  (creation	  of	  novel	  
organisational	  forms)	  	  
	  -‐	  Selection	  (through	  competition)	  	  	  
	  -‐	  Retention	  (forces	  that	  perpetuate	  and	  
maintain	  certain	  organisational	  forms	  and	  
practices)	  	  

§ Population	  persists	  and	  evolves	  according	  to	  
the	  specified	  dynamics	  

§ Used	  to	  depict	  global	  changes	  in	  organisational	  
populations,	  explain	  specific	  processes	  within	  
organisations	  or	  explain	  social-‐psychological	  
processes	  of	  organising	  in	  populations	  of	  shared	  
behaviour	  

§ The	  organisation	  exists	  in	  a	  pluralistic	  world	  of	  
colliding	  events,	  forces	  or	  contradictory	  values,	  
which	  compete	  for	  domination	  and	  control	  

§ Oppositions	  (conflict)	  may	  be	  internal	  
(conflicting	  goals	  or	  interest	  groups)	  or	  external	  

§ Change	  occurs	  when	  these	  opposing	  values,	  
forces,	  or	  events	  gain	  sufficient	  power	  to	  
confront	  the	  status	  quo.	  An	  antithesis	  
challenges	  the	  current	  thesis	  or	  state	  and	  set	  
the	  stages	  for	  producing	  a	  synthesis	  that	  over	  
time	  become	  a	  new	  thesis	  (something	  new,	  
discontinues	  with	  the	  thesis	  and	  antithesis)	  
	  

LIFE-‐CYCLE	   TELEOLOGY	  

§ Adopts	  the	  metaphor	  of	  organic	  growth	  
§ Makes	  reference	  to	  the	  different	  stages	  in	  the	  
development	  of	  an	  individual,	  group	  or	  
organisation	  (start-‐up,	  birth,	  adolescent	  growth,	  
maturity,	  decline	  and	  death)	  

§ Change	  is	  immanent	  and	  cumulative	  (it	  has	  
certain	  order	  and	  requires	  the	  attainment	  of	  
steps	  in	  order	  to	  advance	  to	  the	  next	  one)	  

§ Development	  is	  driven	  by	  a	  prefigured	  program	  
(or	  stages)	  	  

§ Development	  is	  explained	  in	  terms	  of	  
institutional	  rules	  or	  programs	  that	  require	  
development	  activities	  to	  progress	  in	  a	  
prescribed	  sequence	  

§ Development	  proceeds	  towards	  a	  purpose	  in	  an	  
adaptive	  entity	  (individual	  or	  a	  group)	  

§ An	  organisation	  constructs	  an	  envisioned	  end	  
state,	  takes	  action	  to	  reach	  it,	  and	  monitors	  its	  
progress	  

§ Development	  is	  a	  repetitive	  sequence	  of	  goals	  
formulation,	  implementation,	  evaluation	  and	  
modification	  of	  goals	  based	  on	  what	  was	  
learned	  or	  intended	  	  

§ There	  is	  no	  prefigured	  rule,	  logical	  direction,	  or	  
sequence.	  Some	  models	  consider	  equifinality	  
(several	  ways	  to	  achieve	  a	  goal)	  

§ Focus	  on	  the	  prerequisites	  for	  attaining	  the	  end	  
state	  (accomplishments	  to	  achieve,	  functions	  to	  
fulfil,	  components	  to	  build	  or	  obtain)	  

Source:	  Based	  on	  Van	  de	  Ven	  &	  Poole	  (1995).	  
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Table	  2.10	  Change	  theories	  and	  models	  

Theory	   Model	   	  

Models	   and	  
theories	   of	  
planned	  
change	  

Lewin’s	  
model	  	  

This	  involves	  two	  ideas.	  Firstly,	  that	  a	  situation	  is	  a	  resultant	  in	  a	  field	  
of	   opposing	   forces.	   Secondly,	   a	   process	   of	   change	   involves	   3	   main	  
stages:	  unfreezing	  old	  behaviour,	  changing	  (which	  refers	  to	  achieving	  
new	   behaviour),	   and	   refreezing	   (behaviour	   is	   established	   or	  
integrated	  into	  the	  person)	  [3]	  

Quick	  fix	  	  

A	  model	  that	  includes	  5	  stages:	  initiating	  the	  program,	  diagnosing	  the	  
problems,	   scheduling	   the	   tracks,	   implementing	   the	   tracks	   and	  
evaluating	   the	   results.	   Here	   the	   agent	   will	   intervene	   in	   a	   phased	  
sequence	  in	  five	  different	  tracks:	  the	  culture,	  the	  management	  skills,	  
the	  team-‐building,	  the	  strategy-‐structure	  and	  the	  reward	  system	  [3]	  

Burke-‐Litwin	  
model	  of	  OC	  	  

This	  model	  focuses	  on	  the	  creation	  of	  first	  and	  second-‐order	  change.	  
The	   former	   implies	  some	  changes	   in	   the	  organisation’s	   features,	   the	  
latter	  a	  substantial	  change.	  The	  model	  suggests	  that	  OD	  interventions	  
focus	  on	  structure,	  management	  practices	  and	  systems	  in	  the	  case	  of	  
first	   order	   changes;	   and	   mission	   and	   strategy,	   leadership	   and	  
organisation	  culture	  in	  second-‐order	  change	  cases	  [3]	  

Porras	  and	  
Robertson	  
model	  of	  OC	  	  

This	   model	   establishes	   that	   OD	   modifies	   the	   characteristics	   of	   the	  
work	   setting,	   creating	   changes	   in	   individual	   behaviours,	   which	  
produces	   individual	   and	   organisational	   improvements.	   Four	   work	  
settings	   are	   considered:	   organising	   arrangements,	   social	   factors,	  
physical	  setting	  and	  technology	  [3]	  

Action	  
research	  	  

A	  model	   of	   planned	   change	   that	   involves	   a	   cyclical	   process,	   where	  
initial	  research	  into	  the	  organisation	  guides	  the	  subsequence	  steps	  or	  
action.	   It	   includes	   eight	   main	   steps:	   problem	   identification,	  
consultation	   with	   a	   behavioural	   science	   expert,	   data	   gathering	   and	  
preliminary	  diagnosis,	   feedback,	   join	  diagnosis,	   joint	  action	  planning,	  
action	  and	  data	  gathering	  [2]	  and	  it	  combines	  learning	  and	  doing	  [3]	  

Open	   Systems	  
theory	  

	  
It	   considers	   that	   organisations	   are	   open	   systems	   (input-‐throughput-‐
output).	  Inputs	  come	  from	  active	  exchange	  with	  the	  environment	  

Socio-‐
technical	  
systems	  
theory	  	  

This	  establishes	  that	  all	  organisations	  have	  two	  systems:	  a	  social	  and	  
a	  technical	  system,	  and	  changes	   in	  any	  of	  them	  affect	  the	  other	  one	  
[3]	  

Open	  
system	  
planning	  	  

This	   includes	   three	   main	   activities:	   scanning	   the	   environment	   to	  
determine	   the	   expectations	   of	   external	   stakeholder;	   developing	  
realistic	   and	   ideal	   scenarios	   for	   possible	   futures;	   and	   developing	  
action	  plans	  to	  achieve	  a	  desirable	  future	  [3]	  

Open	  
system	  
thinking	  	  

The	   creation	   of	   a	   leaning	   organisation	   through	   the	   use	   of	   5	  
disciplines:	  personal	  mastery,	  mental	  models,	  building	  shared	  vision,	  
team	  learning,	  and	  systems	  thinking	  [3]	  

Participation	  
and	  	  
empowerment	  

	  
This	  establishes	  that	  increased	  participation	  and	  empowerment	  helps	  
to	   improve	   performance.	   OD	   is	   dealing	   with	   empowerment	   and	  
includes	  methods	  to	  increase	  participation	  [3]	  

Teams	  and	  
teamwork	   	  

Work	  teams	  are	  considered	  as	  building	  blocks	  of	  organisations.	  They	  
must	  manage	  their	  culture,	  processes,	  systems,	  and	  relationships	  [3]	  

Source:	  Based	  on	  [1]	  Anderson	  (2010);	  [2]	  Cummings	  &	  Worley	  (1993)	  and	  [3]	  French	  &	  Bell	  (1995).	  
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Table	  2.10	  Change	  theories	  and	  models	  (cont.)	  

Theory	   Model	   	  
Parallel	  
learning	  
structures	  

	  

This	   establishes	   the	   existence	   of	   a	   specially	   created	   organisational	  
structure,	  working	   in	  parallel	  with	   the	   formal	   structure,	  which	  plans	  
and	   guides	   the	   change	   process	   and	   whose	   objective	   is	   to	   increase	  
organisation’s	  learning	  [3]	  

A	  normative	  
reeducative	  
strategy	  of	  
changing	  

	  

This	   considers	   that	   norms	   form	   the	   basis	   of	   behaviours	   and	   that	  
change	  occurs	  when	  people	  change	  their	  attitudes,	  values,	  skills,	  and	  
relationships,	   and	   when	   the	   organisational	   norms	   encourage	   new	  
behaviours	  instead	  of	  the	  old	  ones	  [1,3]	  

Applied	  
behavioural	  
science	  

	  

This	   describes	   an	   intervention	   as	   a	   combination	   of	   diagnostic	   and	  
treatment	   typologies.	   Each	   type	   of	   diagnostic	   has	   implications	   for	   a	  
certain	   treatment.	   Thus,	   the	   process	   combines	   diagnosis	   of	   the	  
situation,	   selection	   and	   implementation	   of	   a	   treatment	   and	  
evaluation	  of	  the	  effects	  of	  treatment	  [3].	  

Source:	  Based	  on	  [1]	  Anderson	  (2010);	  [2]	  Cummings	  &	  Worley	  (1993)	  and	  [3]	  French	  &	  Bell	  (1995).	  

2.4 Innovation	  Management	  Consultants	  	  	  

MCs	   provide	   professional	   services	   in	   different	   areas	   (Jang	   &	   Lee,	   1998).	   In	   the	  

business-‐consulting	   category	   they	   could	   work	   on:	   strategy,	   organisation/operation	  

management,	   project	   management,	   change	   management,	   IT,	   human	   resources,	  

business	  process	  re-‐engineering,	  marketing/corporate	  communications,	  among	  others	  

(Management	  Consultancies	  Association	  Ltd,	  2011;	  O’Mahoney	  &	  Calvert,	  2013;	  Poór,	  

Gross,	   Milovecz,	   &	   Király,	   2011;	   Sadler,	   1998).	   It	   has	   been	   reported	   by	   Poór	   et	   al.	  

(2011)	   that	   approximately	   10%	   of	   management	   consulting	   activities	   are	   related	   to	  

innovation	   (development,	   implementation	   and	   integration).	   Bearing	   in	   mind	   this	  

percentage	  and	  the	  claims	  of	  different	  scholars	  (i.e.	  Bessant	  &	  Rush	  (1995);	  Feldman	  &	  

Boult	   (2005))	  who	  point	  out	   that	   IMCs	   could	   generate	  positive	   repercussions	  on	   the	  

operation	   of	   the	   innovation	   process,	   Innovation	   Management	   Consultancy	   Services	  

(IMC	  Services)	  are	  a	  relevant	  type	  of	  MC	  to	  be	  studied.	  

IMCs	  work	  on	  the	  development,	  management,	  implementation	  and	  facilitation	  of	  their	  

clients´	   innovation	  process	  (Essmann,	  2009)	  and	  other	  services	  related	  to	   innovation,	  

such	  as	  innovation	  management	  advice	  or	  innovation	  coaching	  (OECD,	  2011).	  In	  other	  

words,	  they	  look	  to	  improve	  the	  operation	  of	  their	  client´s	  innovation	  process	  (Engel,	  

Diedrichs,	  &	  Brunswicker,	  2008),	  helping	  companies	  to	  understand	  their	  situation	  and	  

define	  their	  innovation	  needs	  (Bessant	  &	  Rush,	  1995;	  Mortara,	  2010).	  	  
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Some	  IMC	  Services	  are	  concerned	  with	  strategic	  planning	  and	  implementation,	  futures	  

and	   scenario	   planning	   techniques,	   knowledge	   and	   IP	  management,	   portfolio	   review	  

(Mortara,	  2010),	  analyses	  of	  business	  processes	  and	  models,	  systems	  and	  structures,	  

opportunity	  identification,	  process	  design	  and	  redesign,	  development	  of	  new	  products,	  

programme	   and	   project	   management	   (Essmann,	   2009),	   and	   services	   related	   to	  

organisational	  structures,	  culture	  and	  innovation	  behaviour,	  among	  others.	  Therefore,	  

IMC	   Services	   cover	   all	   the	   elements	   of	   innovation	   management	   considered	   in	   the	  

Kearney´s	  House	  of	  Innovation	  conceptual	  framework	  (A.T.Kearney	  model	  in	  Diedrichs,	  

Engel,	   &	   Wagner	   (2006)):	   innovation	   strategy,	   innovation	   organisation	   and	   culture,	  

innovation	  life-‐cycle	  management	  and	  innovation	  enablers	  (see	  Figure	  2.2).	  

	  

Figure	  2.2	  The	  A.T.Kearney	  “House	  of	  Innovation”	  

Source:	  A.T.Kearney	  in	  Diedrichs,	  Engel,	  &	  Wagner	  (2006).	  

Despite	   the	   importance	  of	   this	   type	  of	   service	   there	   is	   no	   clear	   classification	  of	   IMC	  

Services.	  So	  a	  classification	  has	  been	  constructed	  following	  the	  different	  dimensions	  of	  

the	  A.T.Kearney	  framework	  (see	  Table	  2.11).	  
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Table	  2.11	  

All	   the	   IMC	   Services	   listed	   in	   Table	   2.11	   could	   be	   performed	   by	   IMCs	   following	  

different	   approaches.	   The	  approaches	   suggested	  on	   the	   case	  of	  MCs,	   could	  apply	   to	  

the	   case	   of	   IMCs.	   So	   IMCs	   could	   be	   classified	   following	   the	   typology	   proposed	   by	  

Schein	  (1978)	  that	  considers	  different	  content	  /	  process	  approaches	  (See	  Figure	  2.3).	  

Figure	  2.3	  IMCs’	  typology	  

	  
	  
	   	  

	   CONTENT	   	   	   PROCESS	   	  

	   	   	   	   	   	  

	   Expert	  information	   Doctor	  role	   Catalyst	   Facilitator	   	  
	   	   	   	   	   	  

Source:	  Based	  on	  Schein	  (1978)	  	  
	  

2.5 Knowledge	  gap	  

As	  noted	  in	  Section	  2.1,	  the	  R&D/marketing	  relationship	  is	  recognised	  as	  an	  important	  

factor	  of	  innovation	  success.	  Therefore,	  this	  relationship	  should	  be	  supported.	  	  

In	  management	  consultancy	   literature	   it	  has	  been	  stated	  that	  MC	  Services	  can	  affect	  

internal	   organisational	   relationships	   (see	   Section	   2.2.3).	   Since	   IMCs	   are	   one	   type	   of	  

MCs,	   it	   seems	   sensible	   to	   suggest	   that	   IMCs	   could	   also	   have	   an	   impact	   on	   intra-‐

organisational	  relationships.	  	  

Despite	  burgeoning	  literature	  that	  addresses	  the	  MC’s	  contribution	  to	  clients’	  business	  

performance	  (Redman	  &	  Allen,	  1993;	  Wright	  &	  Kitay,	  2002),	  few	  studies	  have	  focused	  

on	  assessing	  the	  consultants’	  impact	  (Phillips,	  2000).	  Also,	  Canato	  &	  Giangreco	  (2011),	  

amongst	  other	  scholars,	  have	  pointed	  out	  that	  few	  academic	  studies	  have	  focused	  on	  

IMCs.	  Such	  studies	  are	  mainly	   related	   to	   the	  role	  of	   IMCs	   in	   innovation	   (Alam,	  2003;	  

Muller	   &	   Zenker,	   2001),	   and	   other	   related	   activities	   such	   as	   technology	   transfer	   or	  

acquisition	   (Bessant	   &	   Rush,	   1995;	   Veugelers	   &	   Cassiman,	   1999).	   Thus,	   scarce	  

attention	  has	  been	  given	  to	  the	  study	  of	  external	  agents	  such	  as	  IMCs,	  and	  their	  effect	  

on	   intra-‐organisational	   relationships,	   specifically	   the	   relationship	   between	   R&D	   and	  

marketing	  areas.	  
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The	   literature	   discussed	   in	   Section	   2.2.3	   suggests	   that	   there	   is	   no	   theory	   or	  

comprehensive	   evidence	   to	   explain	   how	   an	   external	   agent	   such	   as	   an	   IMC	   could	  

contribute	   to	   promoting	   changes	   in	   intra-‐organisational	   relationships	  when	   they	   are	  

hired	   to	   perform	   a	   specific	   IMCS,	   not	   necessarily	   focused	   on	   modifying	   the	  

R&D/marketing	  relationship.	  This	  could	  be	  due	  to	  the	  fact	  that	  studies	  have	  focused	  on	  

expected	  consultancy	  results	  and	  IMCs	  are	  generally	  hired	  to	  provide	  companies	  with	  

knowledge,	   expertise,	   methodologies	   and	   new	   solutions	   to	   problems	   or	   to	   conduct	  

non-‐project-‐specific	   work	   (i.e.	   product	   development,	   promotion,	   technology	  

intelligence,	   market	   studies	   among	   other)	   as	   proposed	   by	   informants	   during	   the	  

exploratory	   interviews	   and	   not	   to	   improve	   intra-‐organisational	   relationships	   or	   to	  

improve	   team-‐work	   or	   other	   related	   aspects.	   Nonetheless,	   Phillips	   (2000)	   proposes	  

that	   consultants	   have	   different	   roles	   and	   activities,	   and	   they	   could	   have	   both	   direct	  

and	   indirect	   impacts	   on	   different	   areas	   of	   a	   company;	   while	   Cummings	   &	   Worley	  

(2009)	   have	   proposed	   that	   planned	   change	   could	   also	   bring	   unexpected	   changes	  

within	  a	  company.	  

The	   previous	   paragraphs	   highlight	   a	   gap	   in	   knowledge	   about	   the	   impact	   of	   IMCs	   on	  

intra-‐organisational	  relationships.	  Therefore,	  the	  aim	  of	  this	  research	  is	  to	  identify	  how	  

IMCs	  might	  modify	   the	  R&D	  and	  marketing	   relationship,	  when	   such	   services	  are	  not	  

primarily	   focused	  on	  doing	  so;	   in	  order	   to	  close	  the	  knowledge	  gap	   identified	  and	  to	  

increase	  knowledge	  of	  the	  R&D/marketing	  integration	  area	  (see	  Figure	  2.4).	  
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Figure	  2.4	  IMCs	  may	  modify	  the	  relationship	  between	  R&D	  and	  marketing	  areas.	  	  

2.6 Development	  of	  an	  analytical	  framework	  

Considering	   that	   the	   focus	   of	   this	   research	   is	   to	   understand	   whether	   IMCs	   can	  

generate	  changes	  in	  R&D	  and	  marketing	  relationships	  and	  to	  identify	  how	  IMCs	  modify	  

or	   affect	   the	   R&D/marketing	   relationship,	   the	   first	   step	   is	   to	   identify	   a	   process	   to	  

identify	  and	  measure	  such	  an	  effect.	  	  	  

Literature	   reports	   different	   models	   to	   measure	   impact	   or	   effects 3 .	   The	   impact	  

assessment	  process	  and	  relevant	  models	  are	  described	  below.	  

2.6.1 Impact	  assessment	  process	  

The	   process	   of	   identification	   and	   evaluation	   of	   the	   impacts	   of	   an	   intervention	   is	  

referred	   to	   as	   impact	   assessment	   (IA)	   (Kirkpatrick	   &	   Hulme,	   2001).	   Hulme	   (1997)	  

suggests	  a	  conceptual	  framework	  for	  IA,	  which	  is	  focused	  on	  outcomes	  rather	  than	  on	  

inputs	  and	  outputs.	  It	  comprises	  three	  elements:	  	  

§ The	  model	  of	  the	  impact	  chain	  (Figure	  2.5)	  	  

§ The	  establishment	  of	  the	  unit(s)	  or	  levels	  of	  analysis,	  and	  	  

§ The	  types	  of	  impact	  to	  be	  assessed.	  

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
3	  Impact	  and	  effect	  are	  synonymous	  (Collins,	  2006).	  
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Figure	  2.5	  Model	  of	  the	  impact	  chain	  	  

Source:	  Hulme	  (1997)	  .	  

IA	   can	   be	   conducted	   by	   determining	   the	   values	   of	   key	   variables	   representing	   the	  

outcome	  and	  subtracting	  the	  values	  that	  such	  variables	  would	  have	  had	  in	  a	  condition	  

of	   no	   intervention	   (Hulme,	   1997).	   This	   model	   considers	   that	   an	   intervention	   will	  

generate	   changes	   in	   human	   behaviours	   and	   practices,	   in	   parallel,	   to	   get	   a	   specific	  

outcome.	  Thus	  it	  is	  useful	  to	  understand	  changes	  in	  social	  relations	  (Hulme,	  1997)	  such	  

as	  in	  the	  R&D/marketing	  relationship.	  	  	  

Nonetheless,	  this	  model	  is	  difficult	  to	  apply	  since	  the	  environment	  influences	  changes,	  

so	  outcomes	  are	  difficult	  to	  predict	  (Hulme,	  1997).	  	  Also,	  to	  determine	  impact	  in	  a	  unit,	  

measurable	   variables	   or	   a	   variable´s	   arrays	   should	   be	   defined.	   Additionally,	   the	  

potential	   negative	   effects	   of	   the	   activity	   and	   the	   contributions	   of	   other	   variables	   or	  

organisations	  should	  be	  considered	  (NEF,	  2009).	  	  

Different	  units	  or	  levels	  of	  assessment	  could	  be	  established.	  The	  most	  common	  is	  the	  

company	  or	  the	  institutional	  environment	  in	  which	  the	  agent	  operates	  (Hulme,	  1997).	  

To	  measure	  impact,	  multiple	  methods	  could	  be	  used	  (see	  Table	  2.12).	  	  
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Table	  2.12	  Common	  Impact	  Assessment	  methods	  

Method	   Key	  Features	  

Sample	  Surveys	  	  
Collecting	   quantifiable	   data	   through	   questionnaires.	   Usually	   a	   random	  
sample	  and	  a	  control	  group	  are	  used	  to	  measure	  predetermined	  indicators	  
before	  and	  after	  intervention.	  

Rapid	  Appraisal	  
This	   involves	   a	   range	   of	   tools	   and	   techniques	   (e.g.	   focus	   groups,	   semi-‐
structured	   interview	   with	   key	   informants,	   case	   studies,	   participant	  
observation	  and	  secondary	  sources).	  

Participation	  Observation	   Extended	   residence	   in	  a	   community	  by	   field	   researchers	  using	  qualitative	  
techniques	  and	  mini-‐scale	  sample	  surveys.	  

Case	  Studies	  
Detailed	   studies	   of	   a	   specific	   unit	   involving	   open-‐ended	   questioning	   and	  
‘histories’.	  

Participatory	  learning	  and	  
action	  

Preparation	  of	  a	  program	  of	  timelines,	  impact	  flow	  charts,	  resource	  maps,	  
diagrams,	  problem	  ranking	  institutional	  assessments	  and	  other	  documents,	  
by	   the	   intended	   beneficiaries,	   through	   group	   processes	   assisted	   by	   a	  
facilitator.	  

Source:	  Hulme	  (1997).	  

Obstacles	  to	  measure	  impact	  	  

IA	   process	   is	   hard	   to	   conduct,	   because	   several	   difficulties	   could	   arise	   during	   the	  

measurement	   process,	   such	   as	   attributing	   cause,	   baseline	   data	   and	   type	   of	   data	  

(Wainwright,	   2003).	   Table	  2.13	  explains	   some	  difficulties	  pointed	  out	  by	  Wainwright	  

(2003).	  

2.6.1.1 Consultant	  effects	  

As	  was	  mentioned	   in	   Section	  2.5,	   the	  aim	  of	   this	   research	   is	   to	  understand	  whether	  

IMCs	  can	  generate	   changes	   in	  R&D	  and	  marketing	   relationships	  and,	   if	   so,	  how	   they	  

modify	  such	  relationships.	  Impact	  has	  been	  defined	  as	  the	  tangible	  or	  intangible	  effect,	  

result	  or	  consequence	  of	  an	  action	  caused	  by	  an	  agent	  or	  object	  upon	  another	  (Collins,	  

2006).	   It	   is	   the	   changed	   result	   of	   an	   activity,	   project,	   or	   intervention.	   Impact	   can	  be	  

expected	  or	  unexpected,	  intended	  or	  unintended,	  positive	  or	  negative	  and	  also	  it	  can	  

affect	   people	   that	   are	   not	   part	   of	   the	   beneficiary	   group	   (Wainwright,	   2003).	   In	   this	  

research	  an	  unintended	  impact	  is	  studied,	  since	  according	  to	  the	  information	  acquired	  

during	   the	   exploratory	   interviews,	   IMCs	   are	   not	   generally	   hired	   to	   improve	   the	  

R&D/marketing	  relationship.	  
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Table	  2.13	  Obstacles	  to	  measure	  impact	  

Difficulty	   Reason	  

Attributing	  cause	  
	  

It	   is	  difficult	  to	  determine	  a	  causal	  relationship	  between	  a	  specific	  activity	  
and	   particular	   effect	   or	   change	   (impact),	   since	   there	   could	   be	   a	   lot	   of	  
factors	  affecting	  the	  beneficiary	  group.	  To	  isolate	  the	  effect,	  Phillips	  (2000)	  
has	  proposed	  different	  strategies:	  
§ Identifying	  other	  influencing	  variables,	  by	  direct	  information	  from	  
participants	  

§ The	  use	  of	  scientific	  method4	  to	  determine	  the	  relationship	  
§ The	  determination	  of	  a	  trend	  line	  for	  performance,	  or	  	  
§ Participant	  estimation	  of	  the	  consultancy	  services´	  impact	  over	  the	  
improvement	  

Baseline	  data	  
	  

In	  some	  cases,	  IA	  requires	  baseline	  data	  to	  compare	  the	  conditions	  before	  
and	   after	   an	   activity.	   In	   other	   cases,	   measures	   at	   regular	   intervals	   with	  
similar	  groups	  could	  be	  useful	  to	  follow	  organisational	  performance	  	  

Type	  of	  data	   Some	   qualitative	   approaches	   could	   bring	   problems	   since	   measurements	  
rely	  on	  people's	  perceptions	  	  

Impact	  of	  the	  
measurement	  process	  	  

Impact	  measurement	  process	   could	   change	  people’s	   thoughts,	   objectives	  
and	  activities	  	  

Attitudes	  to	  
measurement	  

The	  measurement	  process	   could	  generate	  adverse	  attitudes,	   for	  example	  
mistrust	  of	  measurement	  or	  negative	  feelings	  about	  the	  process.	  	  

Prevention	  activities	   Impacts	   may	   be	   difficult	   to	   demonstrate,	   when	   success	   is	   related	   with	  
something	  not	  happening	  

Diversity	  of	  the	  sector	   Tailored	  methodologies	  could	  be	  required	  as	  a	  function	  of	  the	  organisation	  
and	  the	  characteristics	  of	  the	  impact	  

Source:	  Based	  on	  	  Wainwright	  (2003).	  

Different	  models	  have	  been	  proposed	  in	  literature	  to	  identify	  and	  evaluate	  the	  impacts	  

of	   interventions	   on	   organisations.	   One	   is	   the	   conceptual	   chain	   process	   (Plantz,	  

Greenway,	   &	   Hendricks,	   1997),	   which	   was	   proposed	   in	   the	   context	   of	  microfinance	  

intervention	   but	   extended	   to	   other	   areas	   (see	   Figure	   2.6).	   This	   process	   involves	   the	  

analysis	  of	  inputs,	  activities,	  outputs	  and	  outcomes.	  

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
4	  Quasi-‐experiments	  or	  control	  group	  method	  (Hulme,	  1997).	  
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Figure	  2.6	  The	  conceptual	  chain	  

Source:	  Based	  on	  Plantz	  et	  al.	  (1997),	  with	  additional	  information	  from	  Mayoux	  (2002)	  and	  Wainwright	  
(2003).	  

In	   this	   model,	   inputs,	   outputs	   and	   outcomes	   can	   be	   measured.	   However,	   their	  

measurement	  could	  demand	  some	  processes	  like	  benchmarks	  and	  evaluation,	  as	  well	  

as	  the	  establishment	  of	  targets	  and	  indicators	  	  (Wainwright,	  2003).	  

Consultant	  assessment	  

There	   are	   a	   limited	   number	   of	   studies	   focused	   on	   IMCs’	   impact.	   Dalziel	   &	   Parjanen	  

(2010)	   conducted	   a	   research	   focused	   on	   the	   study	   of	   the	   efforts	   of	   innovation	  

intermediaries	   to	   enhance	   the	   innovativeness	   of	   their	   clients.	   They	   link	   the	  

consultants’	  purpose	  to	  outputs	  and	  impacts	  on	  participating	  firms,	  generating	  a	  logic	  

model	   to	   measure	   impact.	   Logic	   models	   show	   causal	   relationships,	   so	   they	   are	   a	  

system	   approach	   to	   present	   the	   path	   followed	   towards	   a	   desired	   reality	   (Millar,	  

Simeone,	  &	  Carnevale,	  2001).	  

This	  model	  (Figure	  2.7)	  presents	  a	  very	  similar	  structure	  to	  the	  conceptual	  chain	  model	  

presented	   in	   Figure	   2.6.	   However	   Dalziel	   and	   Parjanen	   model	   considers	   impacts	  

!  Benefits or changes, usually planned, obtained by the participants during or after 
an activity or service.  

!  These can be observed or measured with different degrees of certainty.  
!  They could be: 

₋  quantitative ‘hard’ (related to the final or core goal) or  
₋  qualitative ‘soft’, changes generally in participant´s knowledge, attitudes, 

values, skills, behavior condition or status (intermediate outcomes, achieved 
during the process). 

!  Direct results and beneficiaries of the activities (countable, e.g. number of 
training courses or people involved in an activity). Generally they are not the final 
objectives. 

!  Things that were done in order to achieve a goal and promote changes in people 
or organisations. For example, training or advice. Activities 

Outputs 

Initial 
Outcomes 

Intermediate 

Long-term 

!  Resources needed  to conduct a project or activity 
Inputs 
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instead	  of	  outcomes.	  Details	  about	  the	  three	  types	  of	  impacts	  and	  some	  examples	  are	  

shown	  in	  Figure	  2.8.	  

	  

Figure	  2.7	  General	  logic	  model	  for	  innovation	  intermediaries	  

Source:	  Dalziel	  &	  Parjanen	  (2010).	  

	  

Figure	  2.8	  General	  logic	  model	  for	  innovation	  intermediaries	  (Impact)	  

Source:	  Dalziel	  &	  Parjanen	  (2010).	  

Even	  though	  consultants	  have	  different	  roles	  and	  activities,	  and	  can	  have	  direct	  and/or	  

indirect	   impacts	   on	   different	   areas	   of	   a	   company	   (Phillips,	   2000),	   the	   assessment	   of	  

their	   impact	   has	   focused	   more	   on	   assessing	   performance	   than	   the	   impact	   on	   their	  

customers.	   This	   seems	   to	   be	   because	   clients	   are	   interested	   in	   identifying	  whether	   a	  

particular	  problem	  was	  solved,	   if	   they	   received	  appropriate	  support,	  or	  what	  kind	  of	  

changes	   were	   produced	   as	   a	   result	   of	   a	   consultancy	   service.	   On	   the	   other	   hand,	  

consultants	  want	  to	  demonstrate	  a	  result	  as	  a	  consequence	  of	  their	   intervention	  and	  

show	  that	  they	  are	  competitive.	  

Different	   researchers	   have	   worked	   on	   the	   development	   of	   models	   to	   measure	  

performance.	  Phillips	  (2000)	  has	  proposed	  five	  different	  types	  of	  measures	  (see	  Table	  

Purposes Inputs Outputs 
Impacts               

(Immediate, intermediate            
and  long term) 

!  Information and advice 
!  Opportunities for promotion, influence 
!  Business and research linkages 
!  Technology services 
!  Access to financing 
!  Complementary business inputs 

!  Sustainable wealth and jobs 
!  Environmental and health care improvements 
!  Increased community, regional, national 

economic and social wellness 

!  Increased revenues, valuation,  market share & 
employment 

!  New products, services  

!  Faster time to market 
!  Reduce environmental impact 

INTERMEDIATE 

LONG%TERM 

IMMEDIATE 

!  Socio- economic benefits  
(Affect industries, economies, 
communities, and the 
environment) 

!  Firms with improved 
performance 

!  Firm with increase 
resources and capabilities 
(improvements) 

IM
PA

CT
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2.14),	   suggesting	   questionnaires	   based	   on	   hard	   or	   soft	   data	   as	   one	   of	   the	   most	  

common	  methods	  to	  measure	  these	  points.	  

Table	  2.14	  Types	  of	  measures	  

Type	  of	  evaluation	   It	  measures:	  

Satisfaction/	  Reaction	  
The	  appropriateness	  of	  the	  intervention,	  consulting	  participants´	  reaction	  and	  
stakeholder	   satisfaction	   with	   the	   project	   and	   its	   implementation,	   generally	  
evaluate	  after	  implementation	  

Learning5	  
Skills,	   knowledge	   or	   attitude	   changes	   related	   to	   the	   consulting	   intervention	  
and	  implementation;	  generally	  measured	  pre	  and	  post	  intervention,	  to	  detect	  
changes.	  

Implementation	  /	  
Application	  

Changes	  in	  behaviour	  on	  the	  job,	  and	  specific	  application	  and	  implementation	  
of	  the	  consulting	  intervention,	  generally	  measured	  after	  implementation.	  	  

Business	  impact	   Business	   impact	  changes	  related	  to	  the	  consulting	   intervention.	   It	  considers	  a	  
balance	  between	  hard	  and	  soft	  data.	  

ROI	   Compares	  the	  value	  of	  the	  business	  impact	  with	  the	  intervention	  cost	  (usually	  
expressed	  as	  percentage)	  

Source:	  (Phillips,	  2000).	  

2.6.2 Organisational	  learning	  	  (OL)	  

Gable	   (1996)	  and	  Chitakornkijsil	   (2010)	  have	  proposed	   that	  consultants	  can	  promote	  

learning	   in	   their	   clients.	   In	   addition,	   Dierkes,	   Berthoin,	   Child,	   &	   Nonaka	   (2001)	   and	  

Kakabadse	   et	   al.	   (2006)	   have	   proposed	   that	   there	   is	   a	   link	   between	   learning	   and	  

organisational	   changes	   within	   a	   company.	   In	   fact,	   organisational	   learning	   has	   been	  

defined	  by	  Huber	  (1991,	  p.	  89)	  as	  “a	  change	  in	  the	  range	  of	  an	  organisation’s	  potential	  

behaviours”	   while	   (Tannenbaum,	   1997)	   defines	   it	   in	   terms	   of	   a	   change	   in	   an	  

organisation’s	  capacity	  for	  doing	  something.	  

An	   example	   of	   the	   importance	   of	   OL	   is	   provided	   by	   Feldman	   &	   Boult	   (2005)	   who	  

propose	   that	   a	   transformative	   change	   consists	   of	   3	   phases:	   motivation	   to	   change,	  

learning,	   and	   internalisation.	   In	   the	   case	   of	   a	   consultancy	   service,	   motivation	   is	  

implicit,	  since	  generally	  companies	  look	  to	  a	  consultancy	  because	  they	  have	  a	  specific	  

need.	  The	   learning	  phase	   implies	  knowledge	  acquisition	  and	   information	  distribution	  

(Huber,	  1991).	  While	  in	  the	  internationalisation	  stage,	  it	  is	  expected	  that	  OL	  has	  taken	  

place	   and	   that	   organisations	   have	   developed	   a	   homogeneous	   comprehension,	  
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
5	  Important	   when	   consultants	   change	   jobs	   and	   procedures	   or	   implement	   new	   tools,	   processes	   and	  
technologies,	  since	  learning	  could	  determine	  success	  (Phillips,	  2000).	  
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recognising	  the	  usefulness	  of	  the	  knowledge	  obtained	  (Huber,	  1991).	  However	  this	  will	  

occur	  only	   if	  barriers	  to	  an	   individual’s	   learning	  are	  eliminated	  and	  there	   is	  adequate	  

organisational	  support	  (Lähteenmäki,	  Toivonen,	  &	  Mattila,	  2001).	  

OL	   could	   be	   seen	   as	   a	   process	   with	   outcomes.	   So,	   three	   different	   approaches	   to	  

measure	   learning	  have	  been	  proposed:	  measurement	  of	  outcomes,	   the	  process	  or	   a	  

combination	  of	  both.	  	  

Outcome	  measures	  	  

This	  approach	  measures	  the	  outcomes	  of	  organisational	  actions	  and	  infers	  the	  rate	  of	  

learning	   from	   changes	   in	   outcomes	   over	   time	   (changes	   follow	   a	   learning	   curve	  

pattern).	  Examples	  of	  these	  outcomes	  could	  be	  improved	  productivity	  and	  reduction	  of	  

cost	  or	  defects	  (Robey,	  Boudreau,	  &	  Rose,	  2000).	  	  

However	  learning	  might	  not	  result	  in	  observable	  changes	  in	  behaviour.	  It	  could	  result	  

in	  cognitive	  learning:	  new	  and	  important	  insights,	  frames	  of	  reference,	  and	  awareness	  

of	  alternatives	  (Fiol	  &	  Lyles,	  1985;	  Friedlander,	  1983).	  

Process	  measures	  	  

Learning	   curves	   do	   not	   perceive	   organisational	   processes,	   where	   knowledge	  

acquisition	   and	  use	   take	   place	   (Robey	   et	   al.,	   2000).	   Therefore,	   different	   frameworks	  

have	  been	  proposed	  to	  guide	  measurement	  of	   the	  organisational	   learning	  processes.	  

Lähteenmäki	   et	   al.	   (2001)	   have	   established	   a	   learning	   process	   with	   three	   different	  

phases	   and	   have	   proposed	   different	   indicators	   of	   learning	   (see	   Figure	   2.9).	   The	  

outcomes	  measurements	  are	  summarised	  in	  Table	  2.15.	  
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Figure	  2.9	  Indicators	  of	  learning	  in	  the	  process	  approach	  

Source:	  Lähteenmäki	  et	  al.	  (2001).	  

Table	  2.15	  Measurement	  of	  learning	  in	  the	  process	  approach	  

Measurements	  

Changes	  in:	  	  
§ Knowledge	  (changing	  associations,	  frames	  of	  reference	  and	  programmes)	  
§ Behaviour	  (risk	  taking,	  management	  support,	  participation	  in	  decision-‐making,	  cooperation)	  
§ Organisation	  of	  work	  processes	  (change	  in	  routines,	  feedback	  and	  reward	  systems,	  teamwork,	  
information	  flow)	  

§ Climate	  and	  culture	  
§ Human	  Resource	  Development	  

Source:	  Lähteenmäki	  et	  al.	  (2001).	  	  

NEF	   (2009)	   has	   proposed	   that	   learning	   can	   be	  measured	   through	   observation	   of:	   a)	  

changes	  in	  relationships	  with	  peers	  or	  people	  in	  ‘authority’	  positions,	  b)	  changes	  in	  the	  

ability	   to	   work	   in	   a	   team,	   and	   c)	   an	   increase	   in	   tolerance,	   participation	   and	   social	  

networks	  and	  d)	  measurement	  of	  engagement,	  reflected	  in	  how	  well	  informed	  people	  

are	  about	  local	  activities	  or	  whether	  they	  can	  influence	  decisions	  in	  their	  work	  areas.	  

Combining	  outcome	  and	  process	  measures	  

This	   idea	   associates	   actions,	   construed	   as	   learning,	   and	   the	   outcomes	   of	   learning.	  

Simulation	   is	   one	   of	   the	  methods	   that	   commonly	   incorporate	   process	   and	   outcome	  

(Robey	  et	  al.,	  2000).	  	  

Collaborative 
setting of  

missions and 
strategies 

Building 
the future 
together 

Building the 
ability to 

learn 

!  An open-minded and positive attitude 
towards risk taking  

!  Learning by mistakes  
!  Open communication  
!  Willingness to develop oneself  

!  Challenging and meaningful work  
!  Preconditions for taking initiatives  
!  Encouraging activeness in ones work  
!  Minimal distress of personnel 
 

!  Commitment to change process  
!  Active participation in decision-making 

!  Commitment to objectives  
!  Awareness of business objectives  

!  Ability to cooperate  
!  Efficient decision-making  
!  Fluent and efficient information flow  
!  Ability to use teamwork  
!  Efficient strategic planning  

!  Business-oriented operational culture  
!  Fluent work processes  
!  Management’s support of personal 

development 
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To	   summarise,	   different	   measurements	   have	   been	   proposed	   for	   OL.	   Some	   of	   them	  

derive	   from	  theories	  considering	   factors	  enabling	   learning	   (Lähteenmäki	  et	  al.,	  2001)	  	  

and	  others	  from	  studies	  focus	  in	  a	  process	  of	  change.	  	  	  

Since	  learning	  can	  be	  reflected	  in	  different	  organisational	  changes	  (see	  Table	  2.15)	  and	  

as	   it	  has	  been	  proposed	  that	  some	  of	  these	  changes	  (i.e.	  changes	   in	  decision	  making	  

processes,	   cooperation,	   reward	   systems,	   teamwork	   or	   climate)	   could	   be	   useful	   in	  

improving	   the	   R&D	   and	   marketing	   relationship,	   organisational	   learning	   is	   clearly	   a	  

point	  to	  be	  considered	  in	  the	  initial	  analytical	  framework.	  	  

2.6.3 Initial	  analytical	  framework	  

Although	  different	  approaches	  have	  been	  followed	  to	  study	  consultants	  and	  measure	  

their	   impacts,	   there	   is	   no	   a	   clear	   approach	   to	   measuring	   unexpected	   effects	   and	  

addressing	   in	   a	   holistic	  way	   the	   specific	   objective	   of	   this	   research,	   i.e.	   to	   determine	  

how	  IMCs	  affect	  the	  R&D/marketing	  relationship.	  	  

The	   review	   of	   R&D/marketing	   integration,	   management	   consulting,	   OC,	   particularly	  

OD,	   OL	   and	   conflict,	   provided	   useful	   information	   to	   construct	   an	   initial	   analytical	  

framework	   that	   was	   used	   to	   guide	   the	   interviews	   and	   gain	   insight	   from	   the	   case	  

studies	  (see	  Figure	  2.10).	  	  

	  

Figure	  2.10	  Map	  of	  different	  relevant	  areas	  of	  knowledge	  identified	  on	  the	  literature	  review	  
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The	  conceptual	  chain	  model	  and	  the	   impact	  assessment	  model	  of	  Dalziel	  &	  Parjanen	  

(2010)	  have	  been	  selected	  as	  a	  reference	  point	  for	  this	  study.	  However,	  some	  changes	  

and	  adjustments	  to	  this	  model	  are	  proposed	  in	  order	  to	  have	  a	  framework	  that	  allows	  

the	   researcher	   to	   achieve	   the	   desired	   objective,	   i.e.	   to	   identify	   if	   there	   is	   an	  

unexpected	  effect	  of	  the	  IMCs	  on	  the	  R&D/marketing	  relationship	  and,	  if	  so,	  to	  identify	  

what	  that	  effect	  is.	  	  

Firstly,	  different	  variables	  potentially	  affect	  the	  intermediation	  process	  and	  specifically	  

the	  impact	  of	  consultancy	  services	  on	  the	  R&D	  and	  marketing	  relationship.	  These	  will	  

be	  classified	  following	  the	  Dalziel	  &	  Parjanen	  (2010)	  model.	  	  

Therefore,	  the	  analytical	  framework	  consists	  of:	  	  

§ Purpose	  -‐	  explores	  the	  objective	  or	  goal	  of	  the	  intervention.	  	  

§ Inputs	  -‐	  variables	  related	  with	  the	  characteristics	  of	  the	  consultancy	  firm	  as	  well	  as	  

the	  client.	  	  

§ Activities	  -‐	  activities	  performed	  during	  the	  consultancy	  service.	  

§ Outputs	  -‐	  direct	  results	  of	  the	  consultancy	  activities.	  

§ Impact	   or	   outcomes	   -‐	   benefits	   or	   changes	   obtained	   by	   the	   company	   participants.	  

According	   to	   Plantz	   et	   al.	   (1997),	   these	   are	   generally	   planned;	   however,	   in	   this	  

research	  unexpected	  outcomes	  are	  explored.	  

In	   the	   case	   of	   impacts,	   Dalziel	   and	   Parjanen	   model	   propose	   three	   classifications:	  

immediate,	  related	  to	  an	   increase	   in	  resources	  and	  capabilities;	   intermediate,	   related	  

to	   performance;	   and	   long	   term,	   related	   to	   socio-‐economic	   benefits.	   Since	   socio-‐

economic	   benefits	   are	   not	   relevant	   to	   this	   research,	   long-‐term	   impacts	   will	   not	   be	  

considered.	  	  

The	  Dalziel	  and	  Parjanen	  model	  does	  not	   consider	  organisational	   learning	   (OL)	  as	  an	  

outcome.	  However,	  for	  the	  study	  of	  IMCS,	  this	  could	  be	  an	  important	  issue	  since	  (i)	  it	  

has	   been	   claimed	   that	   one	   of	   the	  main	   contributions	   of	  MCS	   is	   generating	   learning	  

(Berry	   &	   Oakley,	   1993;	   Gable,	   1996;	   Steele,	   1975)	   due	   to	   the	   fact	   that	   the	   client-‐

consultant	   interaction	   represents	   an	   opportunity	   to	   generate	  OL	   (Massey	  &	  Walker,	  

1999;	   Sturdy,	   Clark,	   Fincham,	   &	   Handley,	   2009)	   useful	   to	   promote	   changes	   in	  
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management	  systems,	  behaviour,	  processes,	  frames	  of	  reference,	  climate	  and	  culture	  

(Lähteenmäki	   et	   al.,	   2001);	   (ii)	   OL	   could	   be	   reflected	   in	   organisational	   changes	   that	  

could	  be	  relevant	  to	  the	  R&D/marketing	  relationship	  	  (Gable,	  1996;	  Phillips,	  2000);	  and	  

(iii)	  OL	  has	  been	  linked	  to	  OD	  activities	  in	  management	  literature	  since	  in	  some	  cases	  

OL	   can	   be	   seen	   as	   a	   way	   to	   achieve	   organisational	   goals	   (Massey	   &	  Walker,	   1999).	  

Therefore,	  OL	  seems	  to	  be	  another	   important	  element	   to	  consider	  as	  an	  outcome	   in	  

the	  analytical	  framework	  to	  assess	  IMCs	  impact.	  	  

Having	   reviewed	   the	   conceptual	   and	   empirical	   literature	   from	   different	   strands	   of	  

literature	  (R&D/marketing	   integration,	  management	  consultancy,	   impact	  assessment,	  

OD	  and	  OL),	  an	  analytical	  framework	  (Figure	  2.11)	  has	  been	  devised.	  

	  

Figure	  2.11	  Analytical	  framework	  	  

Source:	   Adapted	   from	  Dalziel	   &	   Parjanen	   (2010)	   and	   Plantz	   et	   al.	   (1997)	  with	   additional	   information	  
from	  different	  authors	  (see	  Table	  2.16)	  

The	  analytical	  framework	  covers	  the	  purpose	  of	  the	  intervention,	  the	  participants	  and	  

their	   characteristics,	   the	   activities	   performed,	   the	   tangible	   results,	   and	   the	   impacts	  

generated	  as	  a	  consequence	  of	  the	  intervention	  process.	  	  

Table	  2.16	  shows	  a	   list	  of	  different	  variables	  and	  potential	   impacts	  found	   in	  the	  core	  

literature	  that	  may	  be	  helpful	   in	  exploring	  the	  impact	  of	  IMCs	  on	  the	  R&D/marketing	  

relationship.	  The	  table	  also	   indicates	  the	  body	  of	   literature	  where	  each	  factor	  comes	  
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from.	   The	   interviews	   performed	   during	   the	   case	   studies	   aimed	   at	   collecting	  

information	  about	  the	  different	  aspects	  considered	  in	  Table	  2.16.	  

Table	  2.16	  Variables	  to	  be	  considered	  in	  this	  study	  

Section	   Variable	   Example	  of	  Measure	   References	  

PURPOSE	   	   	   	  

Motives	   Objective,	  goal	  
Cover	  lack	  of	  resources	  /	  
complementary	  capabilities	  or	  
knowledge	  

[1]	  

INPUTS	   	   	   [1,2]	  

Firm	  	  
characteristics	  

General	  characteristics	   Size,	  sector	   [20]	  

Organisational	  factors	  

Structure,	  management,	  styles	  decision	  
making	  

[14,19,21,20,22,
26]	  

Culture	   [7,17,18,23,26]	  

Top	  manager	  support	  
[7,12,13,17,20,2
1,25,26]	  

Participants’	  characteristics	  
(commitment,	  involvement,	  knowledge	  
base,	  experience)	  

[3,4,13,17,	  
18,23,24,26]	  

IMC	  
characteristics	  

General	  characteristics	   Size,	  style	   [5,9,	  11]	  
Consultant’s	  
capabilities	  

Consultant’s	  experience,	  expertise,	  
knowledge	  

[3,9,11,26]	  

Attitude,	  behaviour	   Commitment,	  interest	   [8,9]	  
R&D/Mkg	  
relationship	  
characteristics	  

Initial	  conditions	  of	  the	  
relationship	   	   	  	  

ACTIVITIES	   	   	   [2]	  
Activities	  
performed	  

Activities	  	   Activities	  conducted,	  tools	  and	  
methodologies	  brought	  	  

[26]	  

OUTCOMES	   	  	   	   [1,2]	  

	   Obtained	  results	  

Deliverables	  (knowledge,	  relationships,	  
plans,	  proposals,	  projects,	  consultancy	  
reports,	  events,	  meetings	  or	  people	  
trained,	  facilities)	  

	  

IMMEDIATE	  IMPACT	   	   [1,2]	  

Benefits	   Capabilities	  
Increase	  in	  capabilities	  (competences	  or	  
skills)	   [10,17]	  

Source:	  	  
IMPACT	  ASSESSMENT	  LITERATURE:	  [1]	  Dalziel	  &	  Parjanen	  (2010);	  [2]	  Plantz	  et	  al.	  (1997).	  
MANAGEMENT	   CONSULTANTS	   LITERATURE:	   [3]	   Appelbaum	   &	   Steed	   (2005);	   [4]	   Benassi	   &	   Di	   Minin	  
(2007);	  [5]	  Canato	  &	  Giangreco	  (2011);	  [6]	  Feldman	  &	  Boult	  (2005);	  [7]	  Kakabadse	  et	  al.	  (2006)	  [8]	  Kubr	  
(2002);	  [9]	  McLachlin	  (1999);	  [10]	  Phillips	  (2000);	  [11]	  Poulfelt	  &	  Paynee	  (1994);	  [12]	  Tilles	  (1961);	  [13]	  
Jang	  &	  Lee	  (1998).	  
ORGANISATIONAL	   LEARNING	   LITERATURE:	   [14]	   Dodgson	   (1993);	   [15]	   Fiol	   &	   Lyles	   (1985);	   [16]	  	  
Friedlander	  &	  Brown	  (1974);	  [17]	  Lähteenmäki	  et	  al.	  (2001);	  [18]	  Muthusamy	  &	  White	  (2005).	  
R&D	  AND	  MARKETING	  RELATIONSHIPS	  LITERATURE:	  [19]	  Cotterman	  et	  al.	  (2009);	  [20]	  Griffin	  &	  Hauser	  
(1996);	   [21]	  Gupta	  et	  al.	   (1986);	   [22]	  Gupta	  &	  Wilemon	  (1991);	   [23]	  Hernandez	  (2006);	   [24]	  Massey	  &	  
Kyriazis	  (2007);	  [25]	  Moenaert	  &	  Souder	  (1990).	  
OD	  LITERATURE:	  [26]	  Cummings	  &	  Worley	  (2009).	  
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Table	  2.16	  Variables	  to	  be	  considered	  in	  this	  study	  (cont.)	  

Section	   Variable	   Example	  of	  Measure	   References	  

INTERMEDIATE	  IMPACT	   	   	  

Performance	  	  
Strategic	  /	  
Economic	  /	  
Technological	  

Project	  success,	  reduction	  of	  time	  or	  
risk,	  new	  opportunities,	  profits,	  ROI,	  
improve	  quality,	  new	  products	  or	  
services	  

[12,16,23]	  

Organisational	  
learning	  

Behaviour	  and	  
attitude	  

Changes	  of:	  management	  systems	  or	  
management	  support,	  decision-‐making,	  
cooperation,	  involvement	  and	  level	  of	  
conflict	  and	  allocation	  of	  resources	  

[10,15,	  17,24]	  

Knowledge	   Changes	  in	  associations,	  frames	  of	  
reference	  and	  programs	  

[15,23]	  

Cultural	  values	  and	  
climate	  	  

Change	  of:	  culture,	  communication,	  
attitude,	  values,	  commitment	  and	  
perceptions	  or	  assumptions	  

[3,6,15,17,20,	  
25]	  

Structure	  	  
New	  organisational	  structures	  or	  
management	  systems,	  change	  in	  reward	  
systems,	  coordination	  mechanisms	  

[7,15,16,17,20,	  
23,25]	  

Processes	  &	  
programs	  	   New	  processes,	  routines	  or	  activities,	   [17,20,25,]	  

Source:	  	  
IMPACT	  ASSESSMENT	  LITERATURE:	  [1]	  Dalziel	  &	  Parjanen	  (2010);	  [2]	  Plantz	  et	  al.	  (1997).	  
MANAGEMENT	   CONSULTANTS	   LITERATURE:	   [3]	   Appelbaum	   &	   Steed	   (2005);	   [4]	   Benassi	   &	   Di	   Minin	  
(2007);	  [5]	  Canato	  &	  Giangreco	  (2011);	  [6]	  Feldman	  &	  Boult	  (2005);	  [7]	  Kakabadse	  et	  al.	  (2006)	  [8]	  Kubr	  
(2002);	  [9]	  McLachlin	  (1999);	  [10]	  Phillips	  (2000);	  [11]	  Poulfelt	  &	  Paynee	  (1994);	  [12]	  Tilles	  (1961);	  [13]	  
Jang	  &	  Lee	  (1998).	  
ORGANISATIONAL	   LEARNING	   LITERATURE:	   [14]	   Dodgson	   (1993);	   [15]	   Fiol	   &	   Lyles	   (1985);	   [16]	  	  
Friedlander	  &	  Brown	  (1974);	  [17]	  Lähteenmäki	  et	  al.	  (2001);	  [18]	  Muthusamy	  &	  White	  (2005).	  
R&D	  AND	  MARKETING	  RELATIONSHIPS	  LITERATURE:	  [19]	  Cotterman	  et	  al.	  (2009);	  [20]	  Griffin	  &	  Hauser	  
(1996);	   [21]	  Gupta	  et	  al.	   (1986);	   [22]	  Gupta	  &	  Wilemon	  (1991);	   [23]	  Hernandez	  (2006);	   [24]	  Massey	  &	  
Kyriazis	  (2007);	  [25]	  Moenaert	  &	  Souder	  (1990).	  
OD	  LITERATURE:	  [26]	  Cummings	  &	  Worley	  (2009).	  

2.7 Concluding	  remarks	  	  

A	   review	   of	   the	  management	   consultancy	   literature	   and	   R&D/marketing	   integration	  

and	   conflict	   showed,	   as	   pointed	   out	   in	   Section	   2.1.1,	   the	   lack	   of	   viable	   theory	   and	  

empirical	  evidence	  regarding	  the	  impact	  of	  IMCs	  on	  the	  R&D/marketing	  relationship.	  	  

Therefore,	   the	   focus	   of	   this	   research	   is	   to	   understand	   whether	   IMCs	   can	   generate	  

changes	   in	   the	   R&D/marketing	   relationships	   and,	   if	   so,	   how	   they	   modify	   such	  

relationships.	   This	   research	   will	   particularly	   study	   those	   IMCS	   not	   focused	   on	  

improving	  the	  R&D/marketing	  relationships,	  since	  one	  of	  the	  interests	  of	  this	  research	  

is	  to	  determine	  the	  unexpected	  effects	  of	  IMCs	  on	  organisations.	  
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In	   this	   chapter	   existent	   knowledge	   in	   the	   area	   of	   R&D/marketing	   integration,	  

management	   consultancy,	   OD,	   OL	   and	   IA	   was	   summarised	   and	   discussed.	   Thus,	  

fundamental	   terms,	   concepts	   and	   models	   relevant	   to	   the	   research	   focus	   were	  

reviewed	  and	  particular	  attention	  was	  paid	  to	  identifying	  the	  main	  variables	  that	  could	  

be	  relevant	  in	  determining	  the	  impact	  of	  IMCs	  on	  the	  R&D/marketing	  relationship.	  

An	   analytical	   framework	   was	   constructed	   based	   on	   the	   intermediary	   impact	   model	  

suggested	   by	   Dalziel	   &	   Parjanen	   (2010)	   Dalziel	   and	   Parjanen	   (2010)	   as	   well	   as	   the	  

conceptual	  chain	  of	  Plantz	  et	  al.,	  (1997).	  This	  framework	  incorporates	  OL	  as	  a	  possible	  

IMC	   impact	   since	   it	   has	   been	   stated	   that	   consultants	   promote	   OL	   (Bessant	   &	   Rush,	  

1995;	   Gable,	   1996),	   and	   this	   could	   stimulate	   beneficial	   changes	   in	   organisational	  

relationships.	  

Having	   established	   the	   conceptual	   foundations	   of	   this	   thesis	   as	  well	   as	   an	   analytical	  

framework	  useful	  to	  conduct	  the	  data	  gathering	  stage,	  the	  next	  chapter	  presents	  the	  

research	  methodology	  followed	  in	  this	  research.	  

	  

	  





3 METHODOLOGY	  

3.1 Research	  design	  

The	   previous	   chapter	   has	   provided	   a	   review	   of	   core	   literature	   and	   discussed	   the	  

knowledge	  gap.	  The	  aim	  of	  this	  chapter	   is	  to	  present	  the	  research	  design	  adopted	  to	  

answer	   the	   research	   question	   “How	   do	   IMCs,	   delivering	   an	   IMCS,	   modify	   the	  

relationship	   between	   R&D	   and	   marketing	   participants	   as	   a	   consequence	   of	   their	  

consultant	  intervention,	  when	  such	  services	  are	  not	  primarily	  focused	  on	  modifying	  

such	  a	  relationship?”	  	  

This	   chapter	   presents	   (a)	   the	   theoretical	   foundation,	   (b)	   the	   characteristics	   of	   the	  

methodological	  approach	  followed	  in	  this	  research	  and	  (c)	  the	  reasons	  for	  its	  selection.	  

Firstly,	   the	  philosophical	   issues	  underpinning	   this	   enquiry	   are	  discussed,	   followed	  by	  

the	   analysis	   of	   suitable	   research	   methods	   according	   to	   the	   philosophical	   approach	  

selected.	  Section	  3.4	  presents	  general	  considerations	  in	  theory	  building	  from	  research.	  

Section	  3.5	  discusses	  how	  twelve	  case	  studies	  were	  performed	  while	  Section	  3.6	  points	  

out	  the	  methods	  used	  to	  analyse	  the	  information	  obtained	  from	  case	  studies.	  Section	  

3.7	   and	   3.8	   describe	   the	   next	   stages	   of	   this	   research,	   the	   development	   of	   eight	  

feedback	  interviews	  as	  well	  as	  a	  small-‐scale	  survey	  respectively.	  The	  former	  describes	  

the	  feedback	  interviews	  carried	  out	  to	  cross-‐check	  the	  pertinence	  of	  the	  outcomes	  of	  

the	  case	  studies’	  analysis	  while	  the	  latter	  describes	  the	  survey	  performed.	  Section	  3.9	  

presents	  a	  graphical	  visualisation	  of	  the	  research	  design.	  The	  next	  section	  discusses	  the	  

evaluation	   criteria	   of	   the	   research	   design.	   Finally,	   Section	   3.11	   presents	   some	  

concluding	  remarks. 

3.2 Philosophical	  approach	  

The	   main	   objective	   of	   this	   research	   is	   to	   understand	   how	   innovation	   management	  

consultancy	   firms’	   could	   affect	   intra-‐organisational	   relationships,	   specifically	   the	  

R&D/marketing	   relationship.	   To	   determine	   the	   most	   appropriate	   research	  

methodology	  to	  achieve	  this	  goal	  it	  is	  necessary	  to	  consider	  the	  nature	  of	  the	  problem,	  
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the	   research	   question,	   available	   resources	   and	   philosophical	   assumptions	   (Gill	   &	  

Johnson,	  2010).	  

Social	   science	   research	   can	   be	   conducted	   following	   two	   views:	   positivism	   and	   social	  

constructionism	   (Easterby-‐Smith	   et	   al.,	   2008).	   Each	   one	   is	   based	   on	   different	  

epistemological	   and	   ontological	   assumptions.	   Positivism	   considers	   that	   reality	   is	  

external	  and	  objective	  and	  knowledge	  should	  be	  based	  on	  observations	  and	  measured	  

through	   objective	   methods,	   while	   social	   constructionism	   considers	   that	   reality	   is	   a	  

creation	   of	   human	   consciousness	   and	   cognition	   (Easterby-‐Smith	   et	   al.,	   2008).	   Thus	  

there	  are	  no	  neutral	  grounds	  for	  knowledge	  since	  all	  observation	  is	  value-‐and	  theory-‐

laden	  (Johnson	  &	  Duberley,	  2000:78).	  Some	  differences	  between	  positivism	  and	  social	  

constructivism	  can	  be	  seen	  on	  Table	  3.1.	  	  

Table	  3.1	  Contrasting	  implications	  of	  positivism	  and	  social	  constructivism	  

	   Positivism	   Social	  constructionism	  
The	  observer	   must	  be	  independent	   is	  part	  of	  what	  it	  is	  being	  observed	  
Human	  interests	   should	  be	  irrelevant	   are	  the	  main	  drivers	  of	  science	  

Explanations	   must	  demonstrate	  causality	  
aim	   to	   increase	   general	  
understanding	  of	  the	  situation	  

Research	  progress	  through	   hypotheses	  and	  deductions	   gathering	   rich	   data	   from	   which	  
ideas	  are	  induced	  

Concepts	   need	   to	   be	   defined	   so	   that	   they	  
can	  be	  measured	  

should	   incorporate	   stakeholder	  
perspectives	  

Units	  of	  analysis	   should	   be	   reduced	   to	   simplest	  
terms	  

may	   include	   the	   complexity	   of	  
‘whole	  situations’	  

Generalisation	  through	   statistical	  probability	   theoretical	  abstraction	  

Sampling	  requires	   large	  numbers	  selected	  randomly	   small	  number	  of	  cases	  chosen	   for	  
specific	  reasons	  

Source:	  Adapted	  from	  Easterby-‐Smith	  et	  al.,	  2008:	  p.	  59.	  

Bearing	  in	  mind	  the	  objective	  of	  this	  research	  and	  the	  implications	  of	  each	  approach,	  

constructionism,	   the	   more	   interpretative	   approach,	   has	   been	   followed.	   Since	   this	  

approach	  could	  generate	  a	  deep	  understanding	  of	  a	  social	  phenomenon,	  it	  may	  cover	  

the	   complexity	   of	   the	   phenomenon	   and	   it	   is	   good	   for	   theory	   generation	   (Easterby-‐

Smith	  et	  al.,	  2008).	  

There	   are	   different	   research	   approaches	   that	   can	   be	   followed	   considering	   the	  

philosophical	   approach	   selected.	   Some	   scholars	   such	   as	   McCutcheon	   &	   Meredith	  
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(1993)	   have	   suggested	   that	   a	   qualitative	   research	   method	   is	   appropriate	   when	   the	  

purpose	  of	   the	   inquiry	   is	   to	  understand	  “real-‐world”	  events.	  This	  approach	  has	  been	  

adopted.	  

3.3 Research	  Method	  	  

As	  mentioned	  in	  Section	  2.5,	  very	  little	  research	  work	  has	  been	  carried	  out	  to	  provide	  

empirical	   evidence	   about	   the	   impact	   of	   IMCs	   on	   internal	   relationships	   within	   their	  

client	   companies.	   Therefore,	   an	   empirical	   approach	  will	   be	  used	   in	   order	   to	   address	  

the	   research	   question.	   Some	   of	   the	   most	   frequent	   research	   methods,	   according	   to	  

Easterby-‐Smith	   et	   al.	   (2008),	   for	   collecting	   and	   analysing	   empirical	   evidence	  when	   a	  

constructionist	  philosophical	  approach	  is	  used	  are:	  	  

1. Action	  research	  

2. Cooperative	  inquiry	  

3. Ethnography	  

4. Narrative	  methods	  

5. Grounded	  theory	  

6. Case	  studies	  

Each	  approach	  has	  different	  characteristics,	  so	  that	  each	  one	  is	  suitable	  for	  particular	  

contexts.	  Table	  3.2	  presents	  a	  summary	  of	  the	  main	  characteristics	  of	  constructionist	  

research	  approaches.	  	  
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Table	  3.2	  Main	  constructionist	  research	  designs	  

Method	   Research	  activities	   Main	  characteristics	  

Action	  
research	  

The	   researcher	   learns	   when	   attempting	  
to	   change	   an	   organisation	   or	   social	  
system	  

§ Assumes	   that	   social	   phenomena	   are	  
continually	  changing	  	  

§ People	  most	   likely	   to	  be	  affected	   should	  
be	  involved	  in	  the	  research	  process	  

Cooperative	  
inquiry	  

The	   researcher	   and	   the	   subjects	   under	  
study	   become	   partners	   in	   the	   research	  
process	  

§ Learning	  about	  how	  subjects	  under	  study	  
act	   and	   give	   meaning	   to	   their	   own	  
experience	  

Ethnography	  
The	   researcher	   immerses	  him/herself	   in	  
a	   setting,	   becoming	   part	   of	   the	   group	  
under	  study	  

§ Understanding	   of	   experiences	   and	  
meaning	   systems	   of	   groups	   and	  
organisations	  

Narrative	  
methods	  

The	  researcher	  will	  collect	  organisational	  
stories	  

§ Stories	   and	  myths	   are	   a	   central	   element	  
of	   organisation	   reality,	   therefore	   their	  
collection	   will	   provide	   insights	   into	  
organisational	  life	  

Grounded	  
theory	  

The	   researcher	   looks	  at	   the	   same	  event	  
or	   process	   in	   different	   settings	   or	  
situations	  

§ Develop	   theory	   through	   a	   ‘comparative	  
method’	  

Case	  studies	  
The	  researcher	   looks	   in-‐depth	  at	  one	  or	  
a	  small	  number	  of	  organisations,	  events,	  
or	  individuals,	  generally	  over	  time	  

§ The	   unit	   of	   analysis	   is	   either	   the	  
individual,	   specific	   events	   or	   strategies,	  
etc.	  

Source:	  Adapted	  from	  Easterby-‐Smith	  et	  al.	  (2008).	  

Each	   of	   the	   methods	   listed	   in	   Table	   3.2	   presents	   different	   advantages	   and	  

disadvantages	   (Yin,	  2009).	  According	   to	  Yin	   (2009),	  under	  a	   constructionist	  approach	  

the	   method	   to	   be	   followed	   should	   be	   selected	   considering	   a)	   the	   type	   of	   research	  

question,	  b)	   the	   investigator’s	   control	  over	   the	  actual	  behavioural	  events	  and,	  c)	   the	  

degree	  of	  focus	  over	  a	  contemporary	  event.	  	  

This	   research	   is	   interested	   in	   exploring	   how	   the	   R&D/marketing	   relationships	   are	  

modified	   or	   affected	   by	   consultants	   performing	   IMCSs.	   Evaluating	   the	   different	  

methods,	   it	   seems	   that	   action	   research	   cannot	   be	   considered	   as	   an	   option	   since	   it	  

implies	   that	   the	   researcher	   would	   attempt	   to	   change	   the	   organisation	   and	   not	   the	  

IMC;	   also,	   complete	   implementation	   of	   consulting	   projects	   demands	   a	   considerable	  

length	  of	  time	  (Phillips,	  2000),	  not	  available	  to	  the	  researcher.	  

Cooperative	   inquiry,	   ethnography	   and	  narrative	  methods	   cannot	   be	  used	   since	   their	  

main	   focus	   is	   to	  understand	   individuals	  and	  this	   is	  not	  the	  objective	  of	   this	   research.	  

Hence,	  there	  are	  two	  suitable	  options:	  grounded	  theory	  and	  case	  study	  approach.	  



METHODOLOGY	   61	  

	  

	  

Since	  the	  question	  in	  this	  research	  is	  intended	  to	  understand	  (“how?”),	  the	  focus	  is	  on	  

a	  contemporary	   social	   complex	  phenomenon	  and	   the	   researcher	  could	  not	  have	  any	  

control	   over	   the	   events,	   a	   case	   study	  would	   be	   an	   appropriate	  method	   (Eisenhardt,	  

1989;	  Stake,	  2000;	  Yin,	  2009).	  A	  case	  study	  is	  an	  in-‐depth	  empirical	  inquiry	  (Yin,	  2009)	  

of	  a	  single	   instance	  (Gill	  &	  Johnson,	  2010)	  that	  can	  produce	  a	  deep	  understanding	  of	  

how	   and	   why	   things	   happen	   and	   could	   cover	   contextual	   or	   complex	   multivariate	  

conditions	  and	  their	  dynamics	  (Eisenhardt,	  1989;	  Robson,	  2011;	  Stake,	  2000).	  Also,	  this	  

method	   in	   comparison	   to	   grounded	   theory	   permits	   the	   use	   and	   combination	   of	  

different	   data	   collection	  methods	   and	   sources	   of	   evidence,	   giving	  more	   flexibility	   to	  

the	   researcher	   in	   the	   ways	   of	   collecting	   data	   (Eisenhardt,	   1989;	   Meredith,	   1998;	  

Robson,	  2011)	  and	  allowing	  methodological	  triangulation	  (Gill	  &	  Johnson	  2010),	  which	  

ultimately	  increases	  the	  reliability	  and	  validity	  of	  the	  results.	  

It	   is	   important	   to	   mention	   that	   the	   case	   method	   has	   been	   criticised	   for	   its	   poor	  

controllability,	   deductibility,	   repeatability	   and	   generalisability	   (Gable,	   1994).	   In	   order	  

to	   overcome	   some	   of	   these	   critiques	   different	   strategies	   have	   been	   used	   in	   this	  

research.	  For	  example	  systematic	  research	  procedures	  were	  followed,	  different	  kinds	  

of	   evidence	   were	   collected	   to	   avoid	   equivocal	   evidence	   and	   different	   cases	   were	  

analysed,	  not	  taking	  a	  specific	  view	  to	  avoid	  bias.	  More	  details	  about	  these	  strategies	  

can	  be	  found	  in	  the	  following	  sections.	  

There	  are	  different	  research	  designs	  using	  case	  studies,	  as	  illustrated	  in	  Figure	  3.1.	  The	  

rationale	   to	   select	   a	   certain	   design	   depends	   on	   the	   research	   objective	   and	   the	  

characteristics	  of	  the	  phenomenon	  under	  study.	  Single	  case	  analysis	  is	  generally	  used	  

when	  a	  critical	  case	   is	  analysed,	  when	  a	   longitudinal	  case	   is	  performed,	  or	  when	  the	  

case	  is	  extreme,	  unique,	  representative,	  typical	  or	  revelatory	  (Yin,	  2009).	  On	  the	  other	  

hand,	  multiple	  case	  studies	  “are	  effective	  replications	  where	  each	  successive	  case	  adds	  

to	   the	   understanding”	   (Robson,	   2011:153)	   so	   they	   are	   considered	  more	   compelling.	  

They	   can	   use	   the	   logic	   of	   replication	   and	   comparison	   to	   strengthen	   conclusions	   and	  

consequently	  lead	  to	  a	  more	  robust	  study	  (Firestone,	  1993;	  Yin,	  2009).	  
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Figure	  3.1	  Basic	  Types	  of	  design	  for	  cases	  

Source:	  Yin	  (2009).	  

Regarding	  the	  unit	  of	  analysis,	  as	  the	  objective	  of	  this	  research	  is	  to	  study	  the	  effect	  of	  

IMCs	   on	   the	   R&D/marketing	   relationship	  within	   a	   company,	   cases	   are	   focused	   on	   a	  

single	   unit	   of	   analysis.	   The	   unit	   of	   analysis	   were	   the	   companies	   that	   hired	   a	  

consultancy	  service.	  

In	  this	  study	  a	  multiple-‐case	  design	  with	  a	  single	  unit	  of	  analysis	  has	  been	  used,	  since	  

there	   is	   no	  extreme,	  unique,	   or	   representative	   case	   and	   there	   is	   no	  well-‐formulated	  

theory	  to	  test;	   the	  purpose	  of	   this	   research	   is	   to	  build	  theory	  and	  this	  method	  could	  

provide	  more	  convincing	  evidence	  (Yin,	  2009).	  	  

3.4 Theory	  building	  

A	  literature	  review	  showed	  that	  the	  particular	  focus	  of	  this	  research	  has	  not	  yet	  been	  

addressed	  in	  prior	  research.	  Therefore,	  the	  aim	  of	  this	  research	  is	  to	  build	  a	  theory	  that	  

describes	  how	   IMCs	   could	   impact	   the	  R&D/marketing	   relationship	   and	   contribute	   to	  
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the	   existing	   knowledge	   on	   IMCSs	   and	   the	   R&D/marketing	   relationship.	   This	   aim	   has	  

been	   achieved	   following	   the	   building	   theory	   process	   from	   case	   study	   research	  

proposed	  by	  Eisenhardt	  (1989).	  See	  Figure	  3.2.	  	  	  

	  

Figure	  3.2	  Process	  of	  building	  theory	  from	  case	  study	  research	  	  

Source:	  Eisenhardt	  (1989).	  

The	   initial	   research	   question	   has	   been	   established	   and	   an	   initial	   framework	   has	  

emerged	  from	  a	  literature	  review	  (Figure	  2.11).	  The	  analytical	  framework	  was	  useful	  to	  

guide	   the	   data	   gathering	   phase.	   Evidence	   from	   different	   cases	   was	   collected	   and	  

compared	   against	   each	   other (Chapter	   4	   and	   5)	   and	   with	   that	   from	   the	   extant	  

literature	  in	  order	  to	  assess	  its	  value	  (Chapter	  7)	  (Eisenhardt,	  1989).	  
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Two	  main	  weaknesses	  in	  theory	  building	  from	  case	  studies	  have	  been	  avoided	  during	  

this	   research	   through	   a	   systematic	   and	   comparative	   process	   of	   analysis.	   First,	   there	  

was	  a	   risk	  of	  developing	  a	  very	   complex	   theory,	   rich	   in	  detail	  but	  without	  an	  overall	  

perspective.	   Second,	   a	   specific	   and	   idiosyncratic	   theory	   might	   be	   generated	  

(Eisenhardt,	  1989).	  Nonetheless,	  it	  was	  expected	  that	  the	  theory	  to	  be	  developed	  has	  

novelty,	  testability,	  and	  empirical	  validity,	  due	  to	  the	  use	  of	  empirical	  evidence	  for	  its	  

construction	  (Eisenhardt,	  1989).	  

This	   research	   was	   conducted	   in	   four	   main	   stages.	   Firstly,	   a	   literature	   review	   was	  

conducted.	   Secondly,	   a	   multiple	   case	   study	   was	   designed	   in	   order	   to	   address	   the	  

research	  question	  and	  develop	  an	  empirical	  framework.	  The	  third	  stage	  involved	  eight	  

feedback	  interviews	  and	  the	  final	  stage	  involved	  a	  small-‐scale	  online	  survey.	  Details	  of	  

each	  stage	  are	  presented	  in	  the	  following	  sections	  (see	  Figure	  3.3).	  

	  

Figure	  3.3	  Research	  stages	  

3.5 First	  stage	  –	  Literature	  review	  

After	  establishing	  the	  research	  question	  an	  analytical	  framework	  has	  emerged	  from	  a	  

literature	   review	   (Section	   2.6).	   Such	   a	   framework	   was	   useful	   to	   guide	   the	   data-‐

gathering	  phase.	  	  

3.6 Second	  stage	  –	  Case	  studies	  

3.6.1 Case	  selection	  

Cases	  were	   selected	  based	  on:	   (a)	   theoretical	   sampling,	   in	  order	   to	   get	   a	   replication	  

logic	   design,	   since	   this	   allows	   for	   cross-‐case	   analysis	   and	   the	   extension	   of	   theory	  

(Benbasat,	   Goldstein,	   &	   Mead,	   1987;	   Glaser	   &	   Strauss,	   2012)	   and	   (b)	   practical	  

considerations.	  	  
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Exploratory	   interviews	   suggested	   that	   the	  main	   clients	  of	   IMCs	  are	   large	   companies.	  

Therefore	  this	  research	  focuses	  only	  on	  consultancy	  services	  conducted	  in	  that	  kind	  of	  

company.	  

Some	  of	  the	  parameters	  for	  selecting	  potential	  cases	  are	  listed	  here:	  	  

§ Companies’	  characteristics:	  large	  companies	  that	  had	  hired	  IMCSs	  at	  least	  6	  months	  

ago	   were	   candidates	   for	   the	   case	   studies.	   The	   importance	   of	   analysing	   only	  

consultancy	   services	   that	   finished	   more	   than	   6	   months	   ago	   lies	   in	   the	   fact	   that	  

changes	  in	  the	  relationship	  might	  be	  increased	  or	  lessened	  after	  the	  consultant	  left	  

the	  company.	  Therefore,	  it	  was	  important	  to	  have	  at	  least	  this	  time	  frame	  to	  see	  the	  

effects	  of	  the	  consultant.	  

§ Industry	   characteristics:	   this	   research	   will	   explore	   only	   IMCSs	   conducted	   in	  

manufacturing	  companies,	  no	  service	  companies	  are	  considered.	  Since	  this	  research	  

aims	   to	  develop	  a	   general	   framework	   rather	   than	  a	   sector-‐specific	  or	   geographic-‐

specific	  framework,	  no	  particular	  sector	  was	  selected	  (companies	  from	  high-‐tech	  to	  

low-‐tech	  were	  studied)	  and	  companies	  and	  consultants	  located	  in	  different	  regions	  

of	  the	  world	  were	  contacted.	  

§ Consultancy	   services	   characteristics:	   this	   research	   aims	   to	   develop	   a	   general	  

framework,	  so	  cases	  cover	  different	  types	  of	  IMCSs1.	  Such	  heterogeneity	  of	  project	  

characteristics	   was	   allowed	   in	   order	   to	   get	   a	   broader	   sense	   of	   the	   consultant	  

activities	   and	   their	   contributions.	   During	   exploratory	   interviews	   participants	  

commented	   that	   IMCs	   are	   not	   generally	   hired	   to	   improve	   R&D	   and	   marketing	  

relationships,	  therefore	  this	  type	  of	  service	  was	  excluded	  from	  the	  study.	  

§ Accessibility:	  the	  researcher	  should	  have	  access	  to	  the	  interviewees.	  

Twelve	   in-‐depth	   case	   studies	   were	   conducted	   in	   order	   to	   derive	   a	   theoretical	  

framework:	   six	   company	   cases,	   including	   interviews	  with	   company	  participants	   from	  

R&D	   and	   marketing	   areas,	   company	   directors	   and	   in	   some	   cases	   with	   the	   senior	  

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  

1	  In	  some	  cases,	  IMCs	  extended	  the	  scope	  of	  their	  initial	  intervention	  after	  working	  with	  the	  company.	  If	  

one	  intervention	  followed	  the	  other,	  those	  interventions	  are	  analysed	  as	  a	  whole.	  
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consultant;	   and	   six	   consultancy	   cases,	   including	   information	   provided	   only	   by	   the	  

senior	  consultant.	  See	  more	  details	  of	  the	  cases	  in	  Section	  4.1.	  	  

The	  number	  of	  cases	  was	  selected	   in	  order	  to	  achieve	  a	  balance	  between	  generating	  

enough	  empirical	  bases	  to	  build	  theory	  and	  diminishing	  the	  complexity	  and	  resources	  

required	  to	  generate	  and	  analyse	  large	  amounts	  of	  information,	  and	  also	  to	  guarantee	  

that	   theoretical	   saturation	   has	   been	   achieved,	   following	   Eisenhard’s	   (1989)	  

recommendations.	   Two	   main	   strategies	   were	   followed	   to	   identify	   potential	  

participants:	  

§ Strategy	  1.	  The	  researcher	  contacted	  or	  asked	  her	  colleagues	  for	  contact	  details	  of	  

people	   working	   in	   large	   companies	   that	   may	   have	   been	   involved	   in	   IMCSs.	   An	  

introductory	  e-‐mail	  was	  sent	  to	  those	  people	  in	  order	  to	  invite	  them	  to	  participate	  

in	  the	  research	  project.	  

§ Strategy	  2.	  The	   researchers	  posted	  an	   invitation	   to	  participate	   in	   this	   research	  on	  

electronic	  innovation	  forums	  and	  networks.	  

As	  part	  of	  the	  interview	  preparation,	  secondary	  data2	  was	  collected	  about	  people	  who	  

showed	   interest	   in	  participating	  as	  well	  as	  about	   the	  companies	  where	  they	  worked.	  

These	  potential	  participants	  were	  contacted	  and	  a	  brief	   telephone	  conversation3	  was	  

arranged	  in	  order	  to	  provide	  them	  with	  more	  information	  about	  the	  research	  and:	  	  

§ In	   the	   case	   of	   company	   participants	   (a)	   explore	   whether	   they	   had	   had	   previous	  

experiences	  participating	  on	  IMCSs	  in	  their	  companies,	  (b)	   if	  they	  had	  participated	  

in	  more	  than	  one	  consultancy	  service,	  the	  researcher	  asked	  him/her	  to	  select	  one	  

consultancy	   service	   (c)	   get	  more	  details	   about	   the	   company	   and	   the	  participant’s	  

role	  within	   the	   company	  during	   the	   consultancy	   service,	   and	   (d)	   explore	  whether	  

the	   informant	  was	  willing	   to	  provide	  access	   to	  other	   company	  participants	  or	   the	  

main	  consultant,	  since	  a	  snowball	  sampling	  approach	  was	  followed	  to	  identify	  other	  

participants	  in	  company	  cases.	  

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
2	  Information	  obtained	  from	  secondary	  information	  sources	  like	  internet	  or	  reports.	  
3	  They	  lasted	  around	  20	  to	  25	  minutes.	  	  
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§ In	  the	  case	  of	  consultants	  (a)	  explore	  what	  type	  of	  IMC	  Services	  they	  have	  provided	  

to	  large	  companies,	  (b)	   identify	  an	  example	  of	  a	  consultancy	  service	  that	  they	  had	  

conducted	   in	   a	   large	   company	   that	   they	  would	   like	   to	   share	  with	   the	   researcher,	  

preferably	  an	  example	  that	  the	  consultant	  considered	  to	  have	  had	  an	  effect	  on	  the	  

R&D/marketing	   relationship	   (c)	   explore	   whether	   the	   consultant	   was	   willing	   to	  

provide	  access	  to	  company	  participants.	  	  

3.6.2 Data	  collection	  method	  	  

According	   to	   Phillips	   (2000),	   measurement	   of	   impact	   could	   be	   conducted	   by	  

considering	   primarily	   soft	   data.	   Thus,	   relevant	   information	   for	   this	   research	   could	  

consist	   of	   the	   views,	   perceptions	   and	   opinions	   of	   individuals	   that	   were	   involved	   in	  

IMCSs.	  According	  to	  Easterby-‐Smith	  et	  al.	  (2008),	  methods	  that	  allow	  the	  researcher	  to	  

get	  natural	  language	  data	  are	  the	  most	  adequate	  for	  collecting	  this	  type	  of	  information	  

and	  in-‐depth	  interviews	  are	  one	  of	  the	  main	  methods	  of	  achieving	  this.	  Therefore,	  data	  

was	   collected	   through	   semi-‐structured	   in-‐depth	   interviews,	   a	  method	   that	   combines	  

structure	   with	   flexibility	   (Robson,	   2011).	   A	   protocol	   for	   collecting	   data	   was	   used	   in	  

order	  to	  ensure	  compatibility	  across	  the	  different	  cases	  (Yin,	  2009).	  This	  protocol	  was	  

tested	   on	   some	   colleagues	   prior	   to	   its	   use	   on	   the	   case	   studies	   and	   items	   that	  were	  

identified	  as	  being	  problematic	  were	  revised.	  A	  pilot	  case	  study	  was	  conducted	  before	  

the	   twelve	   cases	   to	   check	   the	   feasibility	   of	   the	   design	   as	   well	   as	   the	   clarity	   of	   the	  

interview	  protocol.	  

The	   semi-‐structured	   interview	   protocol	   was	   designed	   based	   on	   the	   analytical	  

framework	   developed	   from	   the	   literature.	   Its	   structure	   encouraged	   participants	   to	  

describe	  the	  consultancy	  service.	  So,	  interviews	  covered	  the	  following	  aspects:	  

§ Motivations	  and	  objectives	  of	  the	  consultancy	  firm	  

§ Firm	  and	  consultant	  characteristics	  

§ Activities	  performed	  

§ Results,	  and	  changes	  on	  the	  R&D	  and	  marketing	  areas	  and	  their	  relationship	  

The	  protocols	  followed	  to	  conduct	  the	  interviews	  are	  shown	  in	  Appendix	  1.	  	  
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Informants	  were	   located	   in	   different	   regions	   around	   the	  world	   and	   interviews	  were	  

performed	  in	  English	  and	  Spanish	  (see	  details	  in	  Table	  3.3).	  The	  protocol	  was	  originally	  

prepared	  in	  English	  and	  then	  translated	  into	  Spanish.	  Two	  scholars	  competent	  in	  both	  

languages	  and	  with	  experience	  in	  the	  subject	  area	  checked	  the	  translation	  in	  order	  to	  

ensure	  clarity	  and	  validity	  of	  the	   instrument	  and	  avoid	  misunderstandings	  that	  might	  

arise	   due	   to	   translation.	   Interviews	   carried	   out	   in	   Spanish	   were	   transcribed	   and	  

translated	   into	   English.	  One	   scholar	   competent	   in	   both	   languages	   and	  with	   research	  

experience	  in	  the	  subject	  area	  checked	  the	  translations.	  

Table	  3.3	  Geographical	  location	  and	  language	  of	  the	  interviewees	  

Case	   Code	   Interviewees	   Language	  
Geographical	  
location	  

COMPANY	  CASE	  STUDIES	   	   	  

1	   D1	  
R1	  

New	  business	  director	  
R&D	  manager	  

Spanish	  
Spanish	  

Venezuela	  
Venezuela	  

2	   D2	  
R2	  

Project	  Director	  
Project	  technology	  manager	  

Spanish	  
Spanish	  

Mexico	  
Mexico	  

3	  

C3	  
D3	  
M3	  
R3	  

Consultant	  
Innovation	  Director	  
New	  business	  manager	  
Senior	  Researcher	  

English	  
Spanish	  
Spanish	  
Spanish	  

US	  
Mexico	  
Mexico	  	  
Mexico	  

4	  
C4	  
M4	  

Consultant	  
New	  business	  manager	  

Spanish	  
Spanish	  

Spain	  
Spain	  

5	  
C5	  
D5	  

Consultant	  
General	  director	  

English	  
English	  

Germany	  
Germany	  

6	  
C6	  
M6	  
R6	  

Consultant	  
Project	  manager	  
Senior	  researcher	  

English	  
English	  
English	  

India	  
UK	  
UK	  

CONSULTANT	  CASE	  STUDIES	   	   	  
7	   C7	   Consultant	  	   Spanish	   Mexico	  
8	   C8	   Consultant	   Spanish	   Mexico	  
9	   C9	   Consultant	   Spanish	   Spain	  
10	   C10	   Consultant	   English	   UK	  
11	   C11	   Consultant	   Spanish	   Mexico	  
12	   C12	   Consultant	   English	   UK	  

Note:	  D=Director;	  R=a	  person	  working	  on	   the	  R&D	  area;	  M=a	  person	  working	  on	   the	  marketing	  area;	  

and	  C=Consultant.	  

The	   choice	  of	   informants	  was	  made	  on	   the	  premise	   that	   information	   is	   best	   elicited	  

from	   people	  who	   have	   knowledge	   of	   the	   phenomenon.	   In	   this	   research,	   informants	  

were	  people	  who	  participated	  during	  the	  consultancy	  service.	  In	  the	  case	  of	  company	  
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cases,	   interviews	   were	   mainly	   conducted	   with	   R&D	   or	   marketing	   people	   and	  

consultants.	   The	  R&D	  people	  were	  mainly	   senior	   researchers	  or	  R&D	  managers.	   The	  

marketing	   people	   were	   mainly	   marketing	   managers	   or	   new	   business	   managers.	   In	  

cases	  where	   companies	  did	  not	  have	   a	  marketing	   team,	   sales	  or	   commercial	   people	  

were	   interviewed.	   In	   some	  cases	   innovation	  directors	  or	  general	  directors	  who	  were	  

directly	  involved	  in	  the	  consultancy	  service	  were	  interviewed,	  since	  they	  could	  provide	  

a	  general	  view	  of	  the	  activities	  and	  changes	  that	  took	  place	  inside	  the	  company	  during	  

the	   intervention.	   In	  the	  consultancy	  cases,	  only	   leader	  consultants	  were	   interviewed.	  

Interview	  length	  varied,	  between	  50	  to	  over	  120	  minutes.	  

Company	   cases	   involved	   at	   least	   two	   informants	   per	   case	   in	   order	   to	   contrast	   and	  

verify	   information	   about	   the	   situation	   before	   and	   after	   the	   consultant	   intervention.	  	  

Interviews	  were	  carried	  out	   through	  teleconferences	  and	   face-‐to-‐face	  and	  they	  were	  

audiotaped	   and	   transcribed.	   Participants	   were	   informed	   that	   information	   collected	  

would	  remain	  anonymous	  in	  order	  to	  encourage	  openness.	  

3.6.3 Data	  analysis	  	  

Data	   was	   analysed	   by	   different	   methods:	   grounded	   analysis,	   within	   and	   cross-‐case	  

analysis.	  	  

3.6.3.1 Grounded	  analysis	  

As	   was	   stated	   in	   Section	   3.4	   the	   purpose	   is	   to	   build	   new	   theory	   from	   empirical	  

evidence.	   For	   this	   reason	   a	   grounded	   analysis	   was	   followed.	   This	   is	   an	   inductive	  

analytical	  approach	   that	  allows	   identification	  of	   themes,	  patterns	  and	  concepts	   from	  

empirical	   data	   (Easterby-‐Smith	   et	   al.,	   2008).	   This	   approach	   is	   useful	   when	   there	   is	  

limited	  previous	  theory	  or	  concepts	  about	  a	  phenomenon	  under	  study	  (Easterby-‐Smith	  

et	  al.,	  2008;	  Robson,	  2011).	  

As	   proposed	   by	   Easterby-‐Smith	   et	   al.	   (2008),	   the	   process	   followed	   involves	   seven	  

steps,	   which	   are	   shown	   in	   Figure	   3.3:	   familiarisation,	   reflection,	   conceptualisation,	  

cataloguing	  concepts,	  re-‐coding,	  linking	  and	  re-‐evaluation.	  
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Figure	  3.4	  Grounded	  analysis	  stages	  

Source:	  Adapted	  from	  Easterby-‐Smith	  et	  al.	  2008.	  

Firstly,	   the	  transcripts	  were	  analysed	  to	   identify	  and	  extract	   information	  (quotations)	  

about	   the	   issues	   highlighted	   by	   informants.	   The	   information	   was	   evaluated	   by	  

considering	   the	   analytical	   framework	   and	   information	   derived	   from	   literature.	   Data	  

extracted	   from	   each	   interview	   was	   systematically	   categorised,	   summarised,	   and	  

displayed	  (through	  the	  integration	  of	  spread	  sheets)	  in	  order	  to	  facilitate	  the	  analytical	  

work	   and	   identify	   similarities	   and	   differences	   between	   the	   case	   studies;	   relevant	  

factors,	   concepts,	   patterns	   and	   trends;	   as	  well	   as	   relationships	   between	   variables	   in	  

order	  to	  incorporate	  them	  into	  the	  framework	  and	  draw	  conclusions.	  Information	  and	  

interview	   statements	   obtained	   from	   different	   interviewees	   from	   each	   case	   were	  

compared.	   Different	   matrices	   were	   created	   to	   classify	   the	   information	   from	   each	  

interview.	   The	  matrices	  made	   it	   possible	   to	   format	   and	   standardise	   the	   data	   and	   to	  

work	  with	  all	   interviews	  and	  several	  variables	  at	  the	  same	  time.	  These	  matrices	  were	  

also	  useful	  in	  carrying	  out	  cross-‐case	  analyses	  (see	  an	  example	  in	  Appendix	  3).	  	  

All	   the	   elements,	   sub-‐categories	   and	   categories	   identified	   (see	   Table	   4.4)	   were	  

discussed	  with	  practitioners	  and	  colleagues,	   in	  order	  to	   identify	  whether	  their	  names	  

were	  appropriate	  and	  representative	  of	  the	  factors	  and	  issues	  identified.	  An	  example	  

•  Transcripts*were*re-read*and*addi/onal*field*notes*were*done*Familiarisa(on+

•  Data*was*evaluated*considering*previous*research*and*common*sense*Reflec(on+

•  Iden/fica/on*of*similar*elements*and*re-coding*

•  Iden/fica/on*of*concepts*(explanatory*variables)*and*coding*was*performed*

•  Integra/on*of*a*database*considering*all*the*elements,*categories*and*
subcategories*

•  Iden/fica/on*of*emerging*paAerns*

•  Comments*about*the*framework*from*peers**

Conceptualisa(on+

Cataloguing+
concepts+

Re5coding+

Linking+

Re5evalua(on+
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of	   the	  cataloguing	  stage	  and	  an	  example	  of	   the	  database	  generated	  can	  be	   found	   in	  

Appendix	  2	  and	  3	  respectively.	  	  

3.6.3.2 Within-‐case	  analysis	  

Each	   case	  was	   reconstructed	   from	   the	   information	   gathered	   from	   the	   interviewees.	  

This	  reconstruction	  allowed	  the	  identification	  of	  the	  sequence	  of	  activities	  conducted	  

during	  the	  consultancy	  service	  and	  their	  results	  and	  effects	  within	  the	  organisation,	  as	  

well	   as	   the	   identification	   of	   agreements	   and	   contradictions	   between	   different	  

informants	  within	   the	   same	   case.	   A	   description	   of	   each	   case	  was	  made	   (see	   a	   case	  

study	  example	  in	  Appendix	  4	  and	  a	  short	  description	  of	  all	  the	  case	  studies	  performed	  

in	  Appendix	  8).	  

3.6.3.3 Cross	  case	  analysis	  

Cross-‐case	  analysis	  was	  conducted	  following	  three	  different	  strategies	  as	  proposed	  by	  

Eisenhardt	  (1989).	  The	  first	  implies	  the	  selection	  of	  some	  categories	  or	  dimensions	  and	  

the	  identification	  of	  within-‐group	  similarities	  coupled	  with	  intergroup	  differences.	  The	  

second	  consists	  of	  the	  selection	  of	  pairs	  of	  cases4	  and	  the	  determination	  of	  similarities	  

and	   differences	   between	   each	   pair,	   in	   order	   to	   generate	   a	   more	   sophisticated	  

understanding.	   The	   third	   implies	   the	   division	   of	   data	   by	   data	   source,	   to	   exploit	   the	  

unique	  insights	  possible	  from	  different	  types	  of	  data	  collection.	  Information	  collected	  

was	   triangulated	   to	  verify	   the	  observations	  and	   interpretations.	  The	  use	  of	   filters	  on	  

the	  created	  databases	  facilitated	  these	  types	  of	  analysis.	  	  

Finally,	  the	  emergent	  framework	  was	  compared	  with	  the	  evidence	  from	  each	  case	  to	  

assess	  its	  accuracy	  and	  the	  evidence	  and	  the	  resulting	  framework	  were	  compared	  with	  

the	  extant	  literature	  to	  assess	  their	  value	  (Eisenhardt,	  1989).	  

The	  research	  design	  followed	  in	  this	  stage	  is	  outlined	  in	  Figure	  3.5.	  The	  relation	  of	  this	  

stage	  with	  the	  overall	  research	  process	  can	  be	  visualised	  in	  Figure	  3.8.	  

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
4	  These	  could	  have	  the	  same	  or	  different	  purposes.	  
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Figure	  3.5	  	  Second	  stage	  -‐	  Case	  studies	  

3.7 Third	  stage	  -‐	  Feedback	  interviews	  

The	  aim	  of	  this	  stage	  was	  to	  get	  extra	  evidence	  from	  different	  sources	  to	  cross-‐check	  

the	  pertinence	  of	  the	  elements	  considered	  in	  the	  framework	  developed	  in	  the	  previous	  

stage	  and	  to	  avoid	  research	  bias.	  Chapter	  6	  presents	  the	  results	  of	  this	  stage.	  

3.7.1 Selection	  of	  interviewees	  

This	   stage	   involved	   eight	   feedback	   interviews.	   Again,	   the	   choice	   of	   informants	   was	  

made	   on	   the	   premise	   that	   information	   is	   best	   elicited	   from	   people	   who	   have	  

knowledge	  of	  the	  phenomenon.	  Interviewees	  were	  selected	  based	  mainly	  on	  the	  same	  

theoretical	  and	  practical	  considerations	  followed	  in	  the	  case	  studies.	  	  	  

Informant’s	   characteristics:	   people	   from	   R&D,	   marketing	   or	   innovation	   areas	   of	   a	  

company	   or	   innovation	   consultants	  who	   had	   participated	   in	   at	   least	   one	   innovation	  

management	   consultancy	   service	   that	   finished	   at	   least	   6	  months	   ago.	   These	   people	  

should	  have	  not	  participated	  in	  the	  previous	  stages	  of	  this	  research	  in	  order	  to	  be	  able	  

to	  conduct	  data	  triangulation.	  	  

§ Industry	   characteristics:	   any	   particular	   sector	   was	   acceptable,	   except	   service	  

companies.	  

§ Consultancy	  service	  characteristics:	  any	  type	  of	  IMCS.	  

§ Accessibility:	  the	  researcher	  should	  have	  access	  to	  the	  interviewees.	  

Eight	   people	   participated	   in	   this	   stage.	   The	   number	   of	   interviewees	  was	   selected	   to	  

give	  enough	  empirical	  information	  to	  compare	  with	  the	  information	  obtained	  from	  the	  
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previous	  research	  stage	  and	  to	  have	  a	  balance	  between	  different	  types	  of	  participants.	  

The	   selection	   of	   the	   interviewees	   followed	   the	   same	   strategies	   as	   during	   the	   case	  

studies:	  (a)	  identification	  of	  potential	  participants	  through	  the	  researcher	  network	  and	  

sending	  of	  an	  electronic	   invitation	  to	  participate	  or	  (b)	  publication	  of	  an	   invitation	  to	  

participate	   in	   the	   research	   project	   on	   different	   electronic	   innovation	   forums	   and	  

networks.	   Potential	   participants	  were	   contacted	   and	   a	   brief	   telephone	   conversation	  

was	   conducted	   in	   order	   to	   explore	   whether	   they	   met	   the	   selection	   criteria.	   Three	  

innovation	   consultants,	   two	  company	  participants,	   and	   three	  people	  who	  have	  been	  

involved	   in	   innovation	   consultancy	   as	   company	   participants	   but	   also	   as	   consultants	  

were	  interviewed.	  More	  details	  can	  be	  found	  in	  Section	  6.1.2.	  	  

Prior	   to	   the	   interview,	   the	   participants	   received	   a	   pre-‐reading	  material	   with	   a	   brief	  

description	   of	   the	   main	   outcomes	   of	   the	   research	   project	   (see	   Appendix	   5).	   This	  

material	  was	   sent	   in	   advance	  with	   the	  purpose	  of	   familiarising	   the	  participants	  with	  

the	   framework,	   as	   well	   as	   giving	   them	   time	   to	   think	   about	   the	   information	   to	   be	  

discussed.	  

A	  pilot	   feedback	   interview	  was	   conducted	   to	   test	   the	   focus,	  methodology,	   interview	  

protocol	  and	  the	  pre-‐reading	  material.	  

3.7.2 Data	  collection	  method	  

As	   in	   the	   previous	   stage,	   information	   that	   might	   be	   relevant	   for	   this	   research	   was	  

collected	   from	   the	   views,	   perceptions	   and	   opinions	   from	   individuals	   that	   had	   been	  

involved	  in	  IMCSs.	  Feedback	  interviews	  involved	  two	  main	  parts:	  a	  brief	  description	  of	  

the	   research	  and	   the	   framework	  and	  a	  semi-‐structured	   in-‐depth	   interview.	  Data	  was	  

collected	   through	   face-‐to-‐face	   and	   videoconferences	   interviews.	   A	   power	   point	  

presentation	   was	   used	   to	   present	   the	   research	   objective	   and	   the	   framework.	   A	  

protocol	  for	  collecting	  data	  was	  used	  (see	  Appendix	  6),	  in	  order	  to	  ensure	  compatibility	  

across	  the	  different	  interviews	  (Yin,	  2009).	  Interview	  lengths	  varied	  from	  45	  to	  around	  

130	   minutes.	   The	   interviews	   were	   recorded	   and	   transcribed	   to	   facilitate	   further	  

analysis.	  
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As	  in	  the	  case	  studies,	  informants	  were	  located	  in	  different	  regions	  around	  the	  world;	  

therefore,	  interviews	  were	  performed	  in	  English	  and	  Spanish	  (see	  details	  in	  Table	  3.4).	  

For	  this	  reason,	  the	  interview	  protocol	  as	  well	  as	  the	  presentation	  originally	  prepared	  

in	  English	  was	  translated	  into	  Spanish;	  and	  the	  transcripts	  of	  the	  interviews	  conducted	  

in	   Spanish	   were	   translated	   to	   English.	   Two	   scholars	   competent	   in	   both	   languages	  

validated	  all	  the	  translations.	  

Table	  3.4	  Geographical	  location	  and	  language	  of	  the	  interviewees	  

Case	   Code	   Language	   Geographical	  location	  

Innovation	  management	  consultants	   	  
1	   EM	   Spanish	   Mexico	  
2	   JR	   English	   UK	  
3	   MR	   English	   US	  
Company/consultant	  participants	   	  
4	   AF	   English	   US	  
5	   MM	   English	   US	  
6	   MP	   English	   US	  
Company	  participants	   	  
7	   ES	   Spanish	   Mexico	  
8	   MN	   Spanish	   US	  

Note:	  Participants	  are	  referred	  using	  the	  initials	  of	  their	  first	  and	  last	  names	  as	  code.	  

3.7.2.1 Data	  analysis	  

Transcripts	   were	   analysed.	   Data	   was	   systematically	   categorised,	   summarised,	   and	  

displayed	  (through	  the	  integration	  of	  spread	  sheets)	  in	  order	  to	  facilitate	  the	  analytical	  

work.	   These	   spread	   sheets	   were	   useful	   for	   cross-‐case	   analysis.	   Contradictions	   and	  

overlaps	   between	   the	   information	   obtained	   during	   this	   stage	   and	   the	   information	  

contained	  in	  the	  framework	  were	   identified.	  Attention	  was	  given	  to	  new	  concepts	  or	  

issues	  that	  were	  raised.	  In	  addition,	  an	  examination	  was	  conducted	  of	  how	  effectively	  

the	   emerging	   framework	   described	   the	   aspects	   observed	   in	   these	   interviews.	   The	  

spread	  sheets	  made	   it	  possible	   to	  compare	  data	  and	  to	  work	  with	  all	   interviews	  and	  

several	  variables	  at	  the	  same	  time,	  at	  different	  levels:	  groups,	  pairs,	  data	  source,	  etc.	  

The	   interviews	   also	   involved	   some	   evaluation	   exercises.	   The	   quantitative	   results	  

obtained	   were	   analysed	   visually	   and	   using	   basic	   statistical	   techniques	   (mean	   and	  

standard	   deviation)	   (see	   Section	   6.2).	   The	   information	   collected	  was	   triangulated	   to	  
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verify	   the	   observations	   and	   interpretations.	   The	   researcher	   tried	   to	   find	   similarities	  

and	  differences	  in	  order	  to	  generate	  a	  more	  sophisticated	  understanding.	  	  

The	  research	  design	  followed	  in	  this	  stage	  is	  outlined	  in	  Figure	  3.6.	  The	  relation	  of	  this	  

stage	  with	  the	  overall	  research	  process	  can	  be	  visualised	  in	  Figure	  3.8.	  

	  

Figure	  3.6	  	  Third	  stage	  –	  Feedback	  interviews	  

3.8 Fourth	  stage	  –	  Small	  scale	  survey	  

The	   framework	  obtained	  would	  have	  been	   tested	   through	  a	  wide-‐scale	  survey,	   since	  

this	   is	   useful	   to	   discover	   relationships	   and	   delineate	   associations	   between	   variables	  

(Yin,	   2009);	   however,	   this	   was	   not	   possible	   due	   to	   the	   time	   constraints	   of	   this	   PhD	  

research.	   Therefore,	   a	   small-‐scale	   survey	   was	   performed	   simply	   to	   determine	   the	  

relevance	   and	   impact	   of	   the	   different	   elements	   considered	   in	   the	   framework.	   The	  

information	  obtained	  during	  this	  stage	  was	  triangulated	  with	  the	  previous	  findings	   in	  

order	   to	   crosscheck	   the	  pertinence	  of	   the	   framework	  proposed.	  This	   combination	  of	  

methods	  provided	  a	  stronger	  array	  of	  evidence.	  Also,	  it	  improved	  internal	  validity	  and	  

interpretation	  through	  methodological	  triangulation	  (Gable,	  1994).	  	  

3.8.1 Sample	  selection	  

In	  order	  to	  get	  a	  random	  sample	  of	  people	  who	  have	  knowledge	  of	  the	  phenomenon,	  

on-‐line	   invitations	   to	   participate	   in	   an	   electronic	   survey	   were	   posted	   in	   five	   on-‐line	  

innovation,	  R&D	  and	  marketing	  professional	  networks	  on	  LinkedIn.	  

This	   invitation	   targeted	   people	   who	   had	   participated	   in	   IMCSs	   performed	   in	   large	  

manufacturing	   companies	   (from	   the	   company	   or	   consultancy	   side).	   Networks	   were	  
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selected	  mainly	  by	  their	  topics,	  the	  characteristics	  of	  their	  members	  and	  the	  number	  

of	   them.	   Networks	   with	   more	   than	   10,000	   members,	   mainly	   middle	   and	   senior	  

managers	  from	  areas	  involved	  in	  innovation	  (R&D,	  marketing,	  operations,	  production,	  

technology,	  etc.),	  were	  selected,	  as	  well	  as	   IMCs.	  Table	  3.5	  show	  some	  details	  of	  the	  

networks	  used.	  

Table	  3.5	  Networks	  used	  to	  invite	  survey	  participants	  

Name	  of	  the	  
network	  

Description	  
Year	  of	  
creation	  

Innovation	  people	  
expert	  innovators	  
creative	  network	  

23,129	  innovative	  and	  creative	  professionals	  and	  innovation	  experts	  
from	  around	  the	  globe,	  aiming	  to	  learn	  and	  share	  best	  practices	  and	  
advice	  on	  innovation	  topics.	  	  

2007	  

Innovation	  
excellence	  

21,343	  people	  trying	  to	  find	  and	  share	  information	  about	  enhancing	  
or	  creating	  a	  culture	  of	  continuous	  innovation	  excellence.	  	  

2009	  

Innovation	  
management	  
group	  

15,908	  innovation	  management	  professionals	  interested	  to	  
communicate,	  collaborate	  and	  share	  ideas	  about	  innovation.	  	   2007	  

New	  product	  
development,	  
innovation	  and	  
growth	  	  

Group	  of	  14,657	  new	  product	  development	  professionals,	  involved	  in	  
several	  areas	  such	  as	  marketing,	  product	  management,	  consumer	  
insights,	  and	  strategy	  whose	  main	  purpose	  is	  to	  disseminate	  ideas	  and	  
useful	  resources.	  	  

2009	  

Board	  of	  
innovation	  

12,086	  innovators	  and	  entrepreneurs,	  aiming	  to	  share	  their	  
experience	  and	  insights	  to	  promote	  innovation	  and	  entrepreneurship.	  	   2009	  

3.8.2 Data	  collection	  method	  

Data	   collection	   was	   undertaken	   via	   an	   on-‐line	   survey,	   which	   was	   administered	   in	  

English.	  The	  survey	  contained	  three	  main	  sections:	   firstly,	  an	   introductory	  text	  which	  

included	   a	   general	   presentation	   of	   the	   survey,	   its	   aim,	   and	   some	   useful	   definitions;	  

secondly,	   some	   control	   questions	   that	   allowed	   the	   researcher	   to	   verify	   and	   select	  

respondents	  who	  fulfilled	  certain	  criteria	   (people	  from	  R&D,	  marketing	  or	   innovation	  

areas,	  who	  had	  participated	  in	  at	  least	  one	  IMC	  Service	  performed	  in	  a	  large	  company,	  

not	   from	   the	   service	   sector);	   and	   thirdly,	   some	   evaluation	   questions	   classified	  

according	   to	   the	  different	  parts	  of	   the	   framework.	  The	  evaluation	  of	   the	   statements	  

provided	  in	  the	  survey	  was	  done	  using	  rating	  scales	  and	  Likert-‐type	  scales.	  The	  survey	  

protocol	   can	  be	   found	   in	  Appendix	   7.	   The	   survey	  was	  pre-‐tested	  on	   two	   colleagues.	  

After	   this,	   it	   was	   revised	   and	   drafted	   and	   later	   a	   pilot	   was	   performed	   with	   two	  

practitioners	  who	  had	  been	  involved	  in	  IMC	  Services.	  
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3.8.3 Data	  analysis	  

The	  data	  obtained	  were	  systematically	  categorised	  and	  analysed	  using	  basic	  statistical	  

techniques:	  mean	  and	  standard	  deviation.	  The	  level	  of	  a	  respondent’s	  agreement	  with	  

the	  statements	  relating	  to	  the	  different	  elements	  of	   the	  framework	  presented	   in	  the	  

survey	   was	   compared	   with	   the	   case	   study	   findings	   (see	   Section	   6.5).	   Also,	   content	  

analysis	  was	  used	  to	  analyse	  information	  provided	  in	  response	  to	  open	  questions.	  The	  

information	  obtained	   from	   the	   survey	  was	   triangulated	   in	  order	   to	   generate	   a	  more	  

integrated	  understanding.	  	  

The	  research	  design	  followed	  in	  this	  stage	  is	  outlined	  in	  Figure	  3.7.	  The	  relationship	  of	  

this	  stage	  with	  the	  overall	  research	  process	  can	  be	  visualised	  in	  Figure	  3.8.	  

	  

Figure	  3.7	  Fourth	  stage	  –	  Feedback	  interviews	  

3.9 Research	  design	  

To	   sum	   up,	   considering	   all	   the	   activities	   mentioned	   before,	   the	   research	   design	  

followed	   in	   this	   research	   is	   outlined	   in	   Figure	   3.8.	   As	   was	   described	   previously,	   it	  

consists	  of	  four	  stages.	  The	  first	  stage	  involves	  a	  literature	  review	  and	  the	  second	  and	  

main	   stage	   involves	   the	   development	   of	   twelve	   case	   studies	   (see	   Section	   3.5).	   The	  

third	   stage	   involves	   eight	   feedback	   interviews	   (see	   Section	   3.7)	   and	   the	   last	   stage	  

encompasses	   a	   small-‐scale	   survey	   (see	   Section	   3.8)	   in	   order	   to	   crosscheck	   the	  

completeness	   and	   clarity	  of	   the	  proposed	   framework.	   The	  use	  of	   these	   three	   stages	  

produced	   a	   more	   complete	   and	   comprehensive	   understanding	   of	   the	   topic	   of	   the	  

research.	  
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Figure	  3.8	  Research	  design	  	  

Note:	  	  	  	  	   	   Represents	  the	  chapter	  number	  

3.10 Evaluation	  of	  the	  emerging	  theory	  

When	   conducting	   research	   it	   is	   important	   to	   check	   issues	   of	   validity,	   reliability	   and	  

generalisability.	   Validity	   is	   divided	   into	   three	   aspects:	   construct	   validity,	   internal	  

validity	   and	   external	   validity.	   Construct	   validity	   involves	   the	   identification	   of	   correct	  

operational	  measures	  for	  the	  different	  concepts	  under	  study.	  Internal	  validity	  refers	  to	  

the	  establishment	  of	  causal	  relationships	   in	  the	  case	  of	  explanatory	  or	  causal	  studies	  

(Easterby-‐Smith	   et	   al.,	   2008)	   while	   external	   validity	   refers	   to	   the	   extent	   to	   which	  

findings	  can	  be	  generalised	  from	  a	  specific	  group	  to	  other	  groups	  or	  settings.	  Reliability	  

means	  the	  possibility	  of	  repeating	  the	  process	  with	  the	  same	  results	  (Yin,	  2009).	  
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Chapter'
6'

•  Enfolding'literature''
Chapter'
7,8'
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When	   case	   studies	   are	   used,	   (Yin,	   2009)	   proposes	   different	   tactics	   useful	   in	   dealing	  

with	  these	  points.	  These	  are	  summarised	  in	  Table	  3.6.	  

Table	  3.6	  Case	  studies	  tactics	  for	  four	  design	  tests	  

	   Case	  study	  tactic	  
Phase	   of	   research	   in	  
which	  tactic	  occurs	  

Construct	  validity	  

§ Use	  multiple	  source	  of	  evidence	  	  
§ Establish	  chain	  of	  evidence	   Data	  collection	  

§ Have	   key	   informants	   review	   draft	   case	   study	  
report	   Composition	  

Internal	  validity	  

§ Do	  pattern	  matching	  
§ Do	  explanation	  building	  
§ Address	  rival	  explanations	  
§ Use	  logic	  models	  

Data	  analysis	  

External	  validity	   § Use	  theory	  in	  single	  cases	  
§ Use	  replication	  logic	  in	  multiple	  case	  studies	  

Research	  design	  

Reliability	   § Use	  case	  study	  protocol	  
§ Develop	  case	  study	  database	  

Data	  collection	  

Source:	  Yin	  (2009).	  

In	   this	   research,	   different	   tactics	   were	   followed	   in	   order	   to	   ensure	   validity	   and	  

reliability.	  	  

§ To	  construct	  validity,	  multiple	  sources	  of	  evidence	  were	  used,	  since	  the	  researcher	  

tried	  to	  involved	  different	  informants	  in	  company	  cases.	  

§ To	  increase	   internal	  validity,	  comparative	  analysis	  and	  pattern	  matching	  as	  well	  as	  

data	   triangulation	   were	   performed.	   Information	   from	   different	   cases,	   informants	  

and	  methods	  was	  compared	  and	  similarities	  and	  differences	  were	  identified.	  

§ To	   ensure	   reliability,	   standardised	   protocols	  were	   used	   to	   conduct	   the	   interviews	  

for	  the	  case	  studies	  as	  well	  as	  for	  the	  feedback	   interviews.	  Also,	  all	  the	   interviews	  

were	   recorded	   and	   transcribed,	   an	   electronic	   track	   of	   the	   generated	   documents	  

was	  kept	  and	  data	  was	  triangulated.	  	  

§ Since	   the	   focus	   of	   this	   research	   was	   to	   build	   theory	   rather	   than	   test	   it,	   external	  

validity	  was	  not	  important.	  	  
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3.11 Concluding	  remarks	  

1. This	  chapter	  presents	  the	  key	  aspects	  of	  the	  methodological	  approach	  followed	  in	  

conducting	  this	  research.	  

2. The	   methodological	   choice	   was	   determined	   by	   the	   idea	   of	   expanding	   existing	  

knowledge	   in	  technology	  management	   literature	  around	  the	  reduction	  of	  conflict	  

in	  R&D/marketing	  relationships.	  The	  main	  research	  approach	  was	  case	  study,	  due	  

to	   its	   flexibility	   and	   its	   suitability	   for	   exploring	   phenomena	   in	   depth.	   The	   data	  

collection	  method	  selected	  was	  semi-‐structured	  interview.	  

3. Two	  further	  approaches,	  feedback	  interviews	  and	  a	  survey,	  were	  taken	  in	  order	  to	  

get	   extra	   evidence	   and	   verify	   the	   pertinence,	   clarity	   and	   completeness	   of	   the	  

framework	  developed.	  	  

4. Information	   obtained	   during	   the	   case	   studies	   was	   analysed	   following	   grounded,	  

within,	  and	  cross-‐case	  analysis	  approaches,	  while	  information	  obtained	  in	  the	  third	  

and	  fourth	  stage	  was	  analysed	  by	  a	  cross-‐case	  analysis.	  

Having	  determined	  in	  this	  chapter	  the	  methodological	  approach	  to	  be	  followed	  in	  this	  

research,	  the	  next	  two	  chapters	  present	  some	  of	  the	  findings	  from	  the	  case	  studies	  as	  

described	  in	  Section	  3.6.	  
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Chapter	  3	  described	  the	  research	  design	  and	  the	  rationale	  to	  be	  followed	  to	  address	  

the	  research	  question.	  Chapters	  4	  and	  5	  present	  the	  findings	  from	  the	  case	  study	  data.	  

This	   chapter	   presents	   the	   development	   of	   a	   framework	   that	   describes	   the	   possible	  

effect	  of	   IMCs	  on	   the	  R&D/marketing	   relationship	  within	   their	   client	  companies.	  The	  

framework	  was	  developed	  based	  on	  the	  analysis	  of	  the	  information	  collected	  from	  12	  

case	  studies.	  Each	  case	  study	  comprises	  a	  different	  IMC	  Service	  conducted	  by	  an	  IMC	  

(further	  referred	  as	  ‘consultant’)	  in	  a	  large	  company.	  	  

The	  development	  of	  the	  framework	  has	  been	  divided	  into	  two	  parts	  to	  help	  the	  reader	  

to	   understand	   how	   it	  was	   constructed.	   In	   the	   first	   part	   (Part	   A)	   the	   activities	   of	   the	  

consultant	  and	   the	   results	   and	  changes	  promoted	  within	   the	   company	  are	  analysed,	  

while	   in	   the	   following	   chapter	   (Part	   B)	   some	   important	   contextual	   factors	   will	   be	  

analysed.	  

The	   following	   sections	   present	   the	   findings	   obtained	   from	   the	   cases.	   Section	   4.1	  

presents	  an	  overview	  of	  the	  case	  studies.	  Section	  4.2	  presents	  the	  classification	  of	  the	  

main	   findings.	   Section	   4.3	   presents	   the	  different	   elements	   of	   the	   framework	   Part	  A,	  

which	  depicts	  the	  relationship	  between	  the	  consultants’	  activities	  and	  the	  results	  and	  

changes	   experienced	  by	   the	   company.	   Section	  4.4	  presents	   the	   framework	  obtained	  

(Part	  A)	  and	  Section	  4.5	  summarises	  the	  main	  points	  of	  this	  chapter.	  

4.1 Overview	  case	  studies	  	  

Twelve	  cases	  studies	  were	  carried	  out	  in	  this	  research	  and	  provide	  information	  for	  the	  

establishment	  of	  a	  framework	  (A+B).	  Table	  4.1	  provides	  a	  summary	  of	  the	  case	  studies	  

that	   includes	  key	  characteristics	  of	   the	  company,	  such	  as	   industrial	  sector,	  as	  well	  as	  

the	  characteristics	  of	  the	  consultancy	  service,	  such	  as	  type	  and	   length	  of	  the	  service,	  

objective,	  area	  of	   the	  company	  responsible	   for	  hiring	  the	  consultant,	  and	  the	  people	  

who	  were	  interviewed.	  	  

As	  can	  be	  seen	  in	  Table	  4.1,	  cases	  were	  performed	  in	  large	  companies	  from	  different	  

sectors	  such	  as	  fast	  moving	  consumer	  goods,	  auto	  parts	  and	  pharmaceuticals,	  among	  
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others.	   All	   the	   companies	   manufacture	   products	   and	   sell	   them	   in	   local	   and	  

international	  markets.	  The	  case	  studies	  comprised	  different	  IMC	  Services	  hired	  mainly	  

by	   the	   general	  manager	   of	   the	   company	   or	   the	   R&D	   or	  marketing	   director	   or	   vice-‐

president.	   The	   consultancy	   services’	   appointments	   lasted	   between	   four	   and	   twelve	  

months	   with	   an	   average	   of	   seven	   months.	   A	   more	   detailed	   description	   of	   the	  

consultancy	  services	  analysed	  can	  be	  found	  in	  Appendix	  8.	  	  

Cases	  were	  divided	  into	  two	  groups.	  	  

1. Company	  cases.	  Cases	  that	  include	  interviews	  with	  company	  participants	  from	  R&D	  

and	   marketing	   areas,	   company	   directors	   and	   in	   some	   cases	   with	   the	   senior	  

consultant	  (referred	  to	  as	  R,	  M,	  D	  and	  C	  respectively);	  

2. Consultancy	  cases.	  Cases	  that	  comprised	  only	   information	  provided	  by	  the	  senior	  

consultant	  (referred	  to	  as	  C).	  
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Table	  4.1	  Summary	  of	  the	  case	  studies	  carried	  out	  

Co.	   Sector	   Geographical	  
Operations	  

Consultancy	  
service	  

Objective	  

COMPANY	  CASE	  STUDIES	   	   	  

1	  
Concrete	  &	  
cement	   Transnational	  

Innovation	  
climate	  &	  Innov.	  
management	  
process	  

Provide	  Co1’s	  participants	  with	  
information	  and	  understanding	  about	  
the	  importance	  of	  innovation	  and	  
helping	  them	  to	  structure	  their	  
innovation	  process	  

2	   Auto	  parts	  
National,	  
international	  
sales	  

Funding	   	  
To	  get	  money	  from	  governmental	  R&D	  
funds	  to	  support	  R&D	  and	  infrastructure	  
activities	  done	  in	  Co2	  

3	  
Automotive	  &	  
auto	  parts	   Transnational	   Roadmapping	   To	  construct	  a	  roadmap	  (RM)	  	  

4	  
Mobility	  
solutions	   Transnational	  

New	  business	  
Opportunity	  
Identification	  

To	  identify	  new	  business	  opportunities,	  
but	  also	  to	  involve	  people	  from	  different	  
areas	  of	  the	  company	  in	  this	  process	  and	  
let	  them	  know	  the	  new	  business	  area	  
requirements	  

5	   Paint	  &	  Coatings	  
Transnational
	   	  

Improve	  
marketing	  
communication	  
&	  innovation	  
strategy	  

To	  provide	  training	  for	  sales	  people	  to	  
improve	  their	  competences	  and	  conduct	  
RM	  activities.	  However,	  consultant	  
identified	  that	  Co5	  has	  a	  leadership	  
problem,	  so	  the	  final	  objective	  was	  to	  
establish	  a	  leadership	  program	  

6	   FMCG	   Transnational	  
Opportunity	  
Identification	  

To	  provide	  Co6	  with	  a	  methodology	  to	  
identify	  disruptive	  innovation	  ideas	  and	  
to	  facilitate	  its	  implementation	  

7	   Agriculture	  &	  
food	  

National,	  
international	  
sales	  

Funding	   To	  get	  funds	  to	  conduct	  innovation	  
activities	  	  

8	   Pharmaceutical	   Transnational	  
Innovation	  
management	  
process	  

To	  help	  the	  company	  to	  establish	  a	  
technology	  management	  process	  

9	   Food	   Transnational	   Idea	  generation	  
process	  

To	  implement	  a	  methodology	  that	  helps	  
Co9	  to	  generate	  and	  develop	  ideas	  and	  
innovation	  processes	  

10	   Glass	  
manufacturing	  

Transnational	   Re-‐design	  
business	  model	  

To	  conduct	  a	  process	  strategic	  business	  
model	  innovation	  in	  order	  to	  teach	  
company	  participants	  how	  they	  can	  
adapt,	  change	  and	  innovate	  strategically	  	  

11	  
Plastic	  
manufacturing	   Transnational	  

Idea	  generation	  
process	  

To	  teach	  Co11	  an	  idea	  generation	  
methodology	  to	  generate	  new	  products	  

	  
12	  

Consumer	  
goods	  

Transnational	  
Product	  
development	  
process	  

To	  generate	  a	  framework	  and	  process	  to	  
be	  able	  to	  evaluate	  products	  within	  their	  
R&D	  process	  

Note:	   Transnational	   -‐	   An	   enterprise	   that	   owns	   and	   controls	   assets	   and	   activities	   outside	   their	   home	  
countries.	  	  	  
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Table	  4.1	  Summary	  of	  the	  case	  studies	  carried	  out	  (cont.)	  

Co.	  
Area	   that	   hired	   the	  
consultant	  

Length	  
intervention	  
(months)	  

Identifier	   Interviewees	  
Change	  
relationship	  

COMPANY	  CASE	  STUDIES	   	   	   	  

1	   Innovation	  VP	   10	   D1	  
R1	  

New	  business	  director	  
R&D	  manager	  

No	  

2	  
President	  of	  the	  
holding	   6	  

D2	  
	  
	  R2	  

Project	  director	  
Project	  technology	  manager	   No	  

3	   R&D	  director	   6	  

C3	  
D3	  
M3	  
R3	  

Consultant	  
Innovation	  director	  
New	  business	  manager	  
Senior	  researcher	  

YesNS	  

4	   Marketing	  director	   7	   C4	  
M4	  

Consultant	  
New	  business	  manager	  

YesVL	  

5	   General	  director	   6	   C5	  
D5	  

Consultant	  
General	  director	  

Yes	  

6	  
Marketing	  director
	   	   	   5	  

C6	  
M6	  
R6	  

Consultant	  
Project	  manager	  
Senior	  researcher	  

Yes	  

7	   General	  director	   12	   C7	   Consultant	  	   YesL	  
8	   R&D	  director	   12	   C8	   Consultant	   YesL,NS	  
9	   General	  director	   4	   C9	   Consultant	   Yes	  
10	   Managing	  director	   5	   C10	   Consultant	   Yes	  
11	   General	  director	   7	   C11	   Consultant	   Yes	  
12	   R&D	  VP	   6	   C12	   Consultant	   Yes	  

C=Consultant,	  D=Innovation	  or	  general	  director,	  M=Marketing,	  R=R&D,	  	  
NS=	  Not	  Sustained	  change,	  L=	  Limited	  change,	  VL=Very	  Limited	  change	  
The	   “Change	   relationship”	   column	   shows	   if	   there	   was	   a	   change	   in	   the	   R&D/marketing	   relationship	  
according	   to	   the	   interviewees.	  This	   change	  was	  determined	  by	   the	   researcher	  based	  on	   interviewees’	  
evaluation	  and	  a	  qualitative	  assessment	  of	  interviewees’	  statements	  (see	  details	  in	  Section	  4.3.4).	  

The	   objective	   of	   this	   research	   is	   to	   examine	   how	   IMCs	   affect	   the	   R&D/marketing	  

relationship;	  therefore,	  the	  informants	  selected	  for	  this	  research	  were	  people	  working	  

in	  the	  R&D	  or	  marketing	  areas	  and	  senior	  managers	  who	  had	  had	  close	  relationships	  

with	  them	  and	  consultants.	  Not	  all	  the	  companies	  analysed	  in	  the	  case	  studies	  had	  the	  

same	   organisational	   structure;	   therefore,	   R&D	   and	   marketing	   activities	   were	  

performed	   by	   areas	   with	   different	   names	   (see	   details	   in	   Table	   4.2).	   Consequently,	  

informants	   from	   these	   different	   areas	   were	   selected	   and	   then,	   since	   they	   were	  

conducting	  R&D	  and	  marketing	  activities,	  classified	  as	  R&D	  or	  marketing	  people	  (R	  or	  

M)	   for	   simplicity.	   Table	   4.2	   shows	   the	   names	   of	   the	   areas	   performing	   R&D	   and	  

marketing	  activities	  in	  each	  of	  the	  cases	  analysed.	  The	  underlined	  areas	  correspond	  to	  

the	   areas	   where	   interviewees	   were	   working.	   Finally,	   the	   last	   column	   of	   Table	   4.3	  

shows	  the	  areas	  where	  interviewed	  directors	  were	  working.	  	  
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Table	  4.2	  Companies’	  areas	  related	  to	  R&D	  and	  marketing	  activities	  

Case	  
Area(s)	   conducting	   marketing	  
activities	  

Area(s)	   conducting	   R&D	  
activities	  

Directors/Managers	   related	  
with	  innovation	  activities	  

1	   Marketing	  	   R&D	  	  
New	  Business	  (R&D	  area	  is	  
part	  of	  this	  VP)	  

2	   Sales	  	   Projects	   	   	  

3	  
Commercial	  	  (sales)	  and	  growth	  
area	  (technical	  sales)	  

R&D	  area	  and	  engineering	  
area	   	  

Innovation	  (engineering	  areas	  
and	  R&D	  are	  part	  of	  this	  area)	  

4	  
Marketing	  (New	  business	  area	  
is	  part	  of	  marketing)	   	  

Research,	  and	  the	  
development	  area	   	  

5	   Technical	  sales	  	   R&D	   	   General	  manager	  

6	  
Strategic	  marketing,	  brand	  
management	  and	  customer	  
insights	  	  

Research,	  development	  and	  
technical	  customer	  insight	  	  

	  

7	   Sales	  	   R&D	  	   	  
8	   Marketing	  	   R&D	  	   	  
9	   Marketing	  	   R&D	  	   	  
10	   Marketing	  	   R&D	  	   	  
11	   Marketing	  and	  sales	  	   R&D	  	   	  
12	   Marketing	  	   R&D	  	   	  

The	   consultants	   involved	   in	   the	   cases	   were	   hired	   by	   top-‐level	   managers	   of	   the	  

companies	  (see	  Table	  4.1).	  The	  consultants	  were	  mainly	  part	  of	  small	  consultancy	  firms	  

(Cases	  2,	  4	  and	  6-‐12)	  or	  independent	  IMCs	  (Cases	  1,	  3,	  and	  5).	  Table	  4.3	  presents	  more	  

information	   about	   the	   consultants	   involved	   in	   the	   cases	   studied	   (i.e.	   the	   size	   of	   the	  

consultancy	   firm,	   the	   number	   of	   consultants	   involved	   in	   each	   case,	   the	   consultancy	  

firm’s	   location	   as	  well	   as	   its	  main	  markets	   and	   kind	  of	   services	   offered).	   Finally,	   the	  

table	   shows	   the	   number	   of	   years	   of	   professional	   experience	   in	   the	   consultancy	  

industry	  or	  relevant	  activities	  of	  the	  main	  consultant	  involved	  in	  the	  service.	  

As	  can	  be	  seen	  from	  Table	  4.3:	  

1. In	  50%	  of	  the	  cases	  only	  one	  consultant	  was	  involved	  in	  the	  consultancy	  service	  	  

2. Consultants	   were	   based	   in	   different	   countries,	   and	   most	   of	   them	   offer	   their	  

services	  in	  other	  countries,	  and	  

3. The	  minimum	  years	  of	  experience	  of	  the	  leading	  consultants	  was	  4	  years,	  but	  they	  

had	   at	   least	   12	   years	   of	   experience	   combining	   their	   consultant	   experience	   with	  

their	  industry	  experience	  in	  related	  activities.	  
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Table	  4.3	  
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4.1.1 Data	  collection	  and	  analysis	  

A	  protocol	  for	  collecting	  data,	  based	  on	  the	  analytical	  framework	  described	  in	  Section	  

2.6.3	   (Fig.	  2.9),	  was	  used	   in	  order	   to	  ensure	   compatibility	  across	   the	  different	   cases.	  

Interviews	  were	  conducted	  with	  one	  or	  more	  participants	  involved	  in	  the	  consultancy	  

service	  (see	  details	  in	  Table	  4.1).	  	  

Interview	   length	  was	   typically	   around	  45	  minutes.	   Interviewees	  were	   encouraged	   to	  

describe	   the	   consultation	   process	   and	   talk	   about	   the	   R&D/marketing	   relationship	  

before,	   during	   and	   after	   the	   consultancy	   service.	   All	   interviews	   were	   recorded	   and	  

transcribed	   to	   facilitate	   further	   analysis.	   Each	   case	   was	   also	   documented	   (see	   an	  

example	  in	  Appendix	  4	  and	  a	  summary	  of	  all	  the	  case	  studies	  in	  Appendix	  8).	  

Data	  was	  analysed	  using	  three	  methods:	  grounded	  analysis,	  within-‐case	  and	  cross-‐case	  

analysis.	  The	  combination	  of	  these	  methods	  led	  to	  the	  identification	  of	  key	  consultant	  

activities	  and	  different	   results	  and	  changes	  promoted	  within	   the	  company	   that	  were	  

significant	   in	   the	  modification	  of	   the	  R&D/marketing	  relationship.	   It	  also	  allowed	  the	  

researcher	  to	  identify	  the	  relevance	  of	  some	  contextual	  factors.	  

The	  grounded	  analysis	  followed	  the	  analytical	  process	  suggested	  by	  Easterby-‐Smith	  et	  

al.	  (2008)	  (see	  Figure	  3.4,	  Section	  3.6.3.1).	  In	  this	  case,	  data	  extracted	  from	  interviews	  

was	   transferred	   to	   a	   spreadsheet	   (see	   Appendix	   3)	   to	   facilitate	   the	   analytical	   work.	  

Each	   quotation	  was	   classified	   (see	   Appendix	   2)	   using	   open	   codes	   (Corbin	  &	   Strauss,	  

1990),	   each	   code	   corresponding	   to	   an	   element.	   Subsequently	   such	   elements	   were	  

clustered	   into	   sub-‐categories	   and	   the	   sub-‐categories	   were	   further	   clustered	   into	  

categories.	   The	   name	   given	   to	   the	   elements,	   sub-‐categories	   and	   categories	   in	   the	  

framework	  has	  been	  assigned	   in	  order	   to	  keep	  a	  neutral	  position	   (see	   	  Table	  4.4).	   In	  

order	   to	   reduce	   any	   possible	   bias	   that	   the	   researcher	   could	   have	   brought	   into	   the	  

results,	   academic	  peers	  were	  asked	   to	  give	   feedback	  on	   the	  emerging	  categories	   for	  

each	  dimension.	  

A	   qualitative	   cross-‐case	   data	   analysis	  was	   also	   used.	   In	   this	   case	   comparative	   tables	  

were	  integrated	  to	  facilitate	  cross-‐case	  analysis	  (see	  Table	  4.6	  and	  Appendix	  3).	  Cross-‐

case	  analysis	  allowed	  the	   researcher	   to	   find	  similarities	  and	  differences	  between	   the	  

cases.	   Through	   this	  method	   the	  most	   recurrent	   consultant	   activities	   performed	   and	  
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changes	   in	   the	   relationship	   were	   captured	   and	   some	   important	   contextual	   factors	  

were	   identified.	   In	   addition,	   this	   analytical	  method	   allowed	   the	   researcher	   to	   verify	  

whether	   the	  grounded	  analysis	  was	  carried	  out	  with	   the	  same	   level	  of	  detail	   in	  each	  

case.	  

Appendixes	  2	  and	  3	  show	  an	  example	  of	   the	  cataloguing	  stage	  and	  an	  extract	  of	   the	  

database	  generated	  in	  this	  analysis	  respectively.	  	  

4.2 Classification	  of	  the	  main	  findings	  	  

Different	   elements	  were	   identified	   as	   relevant	   to	   the	   study	  of	   the	   effect	   of	   the	   IMC	  

Services	  on	  the	  R&D/marketing	  relationship.	  Those	  elements	  were	  divided	  into	  2	  main	  

parts:	   one	   related	   to	   the	   consultancy	   process	   (see	   Table	   4.4)	   and	   the	   other	   to	  

contextual	  factors	  (see	  Table	  4.5).	  

Table	  4.4	  Information	  classification	  (Part	  A)	  

Category	   Sub-‐category	   	   Element	  

ACTIVITIES	  	  PERFORMED	  

Facilitation	  activities	  

Process	  facilitation	  
Positive	  climate	  
Encourage	  participation	  and	  engage	  
participants	  
Convince	  stakeholders	  
Mediation	  role	  

Promoting	  of	  joint-‐
work	  

Multidisciplinary	  team	  work	  	  
Physical	  Interaction	  

Providing	  of	  common	  
knowledge	  

Common	  knowledge	  	  
Common	  Training	   	  
Coaching	  

RESULTS	  DURING	  
INTERVENTION	  

Alignment	   Establishment	  of	  a	  common	  approach-‐vision	  
and	  interest	  

Communication	  
channels	  

New	  communication	  mechanisms	  

Informal	  
relationships	   Knowing	  people	  

IMPACT	  OR	  CHANGES	  	  
	  

Change	  in	  knowledge	  
Understanding	  of	  processes	  and	  roles	  
Establishment	  of	  a	  common	  language	  

Change	  in	  behaviour	  
and	  attitudes	  

Recognition	  of	  the	  other	  area	  
Involvement	  on	  the	  decision	  making	  process	  

Change	  in	  structure	  
and	  processes	  

New	  company	  processes	  
Changes	  in	  organisational	  structures	  

CHANGES	  IN	  THE	  R&D	  &	  
MARKETING	  RELATIONSHIP	   	   Evaluation	  of	  the	  changes	   	  
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Table	  4.5	  Information	  classification	  (Part	  B)	  

Category	   Sub-‐category	   	   Element	  

CONTEXTUAL	  	  
FACTORS	  

Company	  characteristics	  

Management	  and	  working	  processes	  of	  the	  
company	  
Senior	  management	  support	  	  
Characteristics	  of	  the	  participants	  
Follow	  up	  /	  implementation	  

Consultant	  
characteristics	  

Knowledge	  and	  experience	  &	  expertise	  	  
Behaviour	  and	  personality	  	  
Consultant	  working	  style	  
Ability	  to	  communicate	   	  
Ability	  to	  persuade	  and	  motivate	  
Ability	  to	  understand	  	  

Company-‐consultant	  
relationship	  
characteristics	  

Consultant	  connection	  or	  relationship	  with	  the	  
client	  

Regarding	   the	   consultancy	   process,	   four	  main	   elements	  were	   identified:	   (i)	   activities	  

performed	   by	   consultant(s)	   considered	   useful	   to	   improve	   relationships;	   (ii)	   results	  

generated	  during	   the	   intervention;	   (iii)	   impact	  or	  changes	  promoted	  to	   the	  company	  

participants	   as	   a	   consequence	   of	   the	   consultancy	   service;	   and	   (iv)	   changes	   in	   the	  

R&D/marketing	  relationship.	  However,	  the	  last	  element	  includes	  only	  the	  evaluation	  of	  

the	   changes	   in	   the	   R&D/marketing	   relationship	   given	   by	   each	   interviewee.	   More	  

details	  about	  each	  of	  these	  elements	  are	  provided	  in	  Section	  4.3.	  

Regarding	   the	  contextual	   factors,	   three	  main	  categories	  were	   identified:	   (i)	   company	  

characteristics,	   (ii)	   consultant	   characteristics,	   and	   (iii)	   company-‐consultant	  

relationship.	  More	  details	  about	  each	  category	  are	  provided	  in	  Chapter	  5	  (Section	  5.1).	  

4.3 Framework	  construction	  Part	  A	  

The	  analysis	  presented	  in	  this	  chapter	  leads	  to	  the	  structuring	  of	  a	  framework	  (Part	  A).	  

To	  aid	  clarity,	  each	  part	  of	  the	  framework	  is	  depicted	  in	  the	  following	  sections.	  

4.3.1 Consultant	  activities	  performed	  

The	   consultants	   were	   hired	   by	   companies	   to	   provide	   different	   consultancy	   services	  

(see	  Table	  4.1).	  During	  an	  intervention	  and	  in	  line	  with	  the	  consultancy	  objective,	  the	  

consultants	   conducted	   different	   activities:	   interviews,	   workshops	   or	   group	   sessions,	  

lessons	   and	  meetings,	   among	   others.	   Such	   activities	   generally	   involved	   people	   from	  

different	   areas	   of	   the	   client	   company,	   primarily	   R&D	   and	  marketing	   areas.	   In	   those	  
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services	   interviewees	   suggested	   that	   three	   consultant	   activities	   were	   useful	   in	  

promoting	   changes	   in	   the	   R&D/marketing	   relationship:	   (i)	   facilitation	   activities,	   (ii)	  

promoting	  joint-‐work	  and	  (iii)	  providing	  common	  knowledge	  (see	  Figure	  4.1).	  

	  

	  

	  

Figure	  4.1	  Consultant	  activities	  performed	  

4.3.1.1 Facilitation	  activities	  

In	  almost	  all	  cases,	  except	  case	  2	  and	  8,	  the	  informants	  mentioned	  that	  the	  consultant	  

facilitated	   the	   process	   in	  which	   both	   parties	  worked	   together	   to	   explore	   a	   common	  

ground	   and	   highlighted	   the	   relevance	   of	   these	   facilitation	   activities	   to	   the	  

improvement	  of	  the	  R&D/marketing	  relationship	  (see	  Table	  4.6).	  

Table	  4.6	  Facilitation	  activities	  suggested	  as	  relevant	  by	  interviewees	  

	   Company	  Cases	   Consultant	  Cases	  

	   1	   2	   3	   4	   5	   6	   7	   8	   9	   10	   11	   12	  
FACILITATION	  ACTIVITIES	   	   	   	   	   	   	   	   	   	   	   	  

Process	  facilitation	   	   	  
3/4	  
(C,M,R)	  

1/2	  
(C)	  

1/2	  
(C)	  

2/3	  
(C,M)	   C	   	   	   C	   C	   C	  

Positive	  climate	  
1/2	  	  
(D)	   	  

3/4	  
(D,M,R)	  

2/2	  
(C,M)	  

2/2	  
(C,D)	  

2/3	  
(C,R)	   C	   	   C	   C	   C	   C	  

Encourage	  
participation	  and	  
engage	  
participants	  	  

1/2	  
(D)	  

	   1/4	  (D)	   1/2	  
(M)	  

	   3/3	  
(C,M,R)	  

	   	   C	   C	   	   	  

Convince	  
stakeholders	  

	   	   2/4	  
(M,R)	  

1/2	  
(M)	  

1/2	  
(C)	  

3/3	  
(C,M,R)	  

	   	   C	   C	   	   C	  

Mediation	  role	   	   	   1/4	  	  (D)	   	   	   1/3	  (M)	   C	   	   	   	   	   C	  

Note:	  Data	   in	   company	  cases	   is	  presented	  as	  X/Y,	  where	  X	   indicates	   the	  number	  of	   interviewees	   that	  
suggested	   this	   topic	   while	   Y	   indicates	   the	   total	   number	   of	   interviewees	   in	   each	   case	   study.	   This	  
nomenclature	  is	  not	  used	  in	  consultant	  cases	  since	  all	  cases	  have	  only	  one	  informant,	  the	  consultant.	  

In	   the	   opinion	   of	   those	   informants,	   through	   this	   process,	   the	   consultants	   promoted	  

participation	  (C4	  and	  M5)	  and	  improved	  interaction	  between	  participants	  (D1,	  M3,	  R3,	  

C5	  and	  C12)	  from	  different	  areas.	  For	  example	  informants	  (R1,	  C7,	  M6)	  suggested	  that	  

Changes(in(
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through	   these	   facilitation	   activities	   the	   consultants	   created	   an	   opportunity	   for	  

everyone	  to	  interact	  and	  exchange	  dialogue	  and	  to	  construct	  an	  understanding	  of	  the	  

innovation	  and	  the	  relationship,	  thus	  facilitating	  the	  interaction.	  	  

According	  to	  the	  informants,	  the	  consultants	  promoted	  R&D	  and	  marketing	  interaction	  

in	  different	  ways:	  (i)	  process	  facilitation	  (ii)	  the	  establishment	  of	  a	  positive	  climate;	  (iii)	  

mechanisms	  to	  engage	  and	  encourage	  people	  to	  participate;	  (iv)	  activities	  to	  convince	  

stakeholders	  about	  the	   importance	  of	  the	  objective	  as	  well	  as	  their	  participation	  and	  

(v)	   a	   mediation	   role	   since	   they	   promoted	   a	   functional	   relationship	   and	   managed	  

expectations	  between	  different	  groups,	  helping	  them	  to	  achieve	  consensus.	  

Process	  facilitation	  

According	  to	  different	  informants,	  IMCs	  facilitated	  the	  process	  and	  exercises,	  giving	  a	  

working	   structure,	   involving	   senior	   managers	   at	   the	   meetings	   in	   facilitating	  

communication	  and	  decision,	  guiding	  participants	   throughout	   the	  different	  activities,	  

and	   helping	   them	   to	   establish	   an	   interaction	   and	   achieve	   consensus	   in	   order	   to	   go	  

forward	  in	  the	  process	  (see	  Table	  4.6).	  As	  M3	  stated:	  	  

“He	  was	  definitely	  a	  process	  facilitator	  and	  he	  brought	  a	  methodology	  (…)	  he	  helped	  us	  with	  

the	  interaction”	  

Positive	  climate	  

Throughout	   the	   cases,	   15	   interviewees	   suggested	   that	   one	   of	   the	   most	   useful	  

consultant	  activities	  for	  promoting	  R&D	  and	  marketing	  interaction	  and	  communication	  

was	  establishing	  a	  positive	  climate.	  Informants	  reported	  that	  such	  an	  environment	  was	  

achieved	   by	   consultants	   by	   not	   making	   distinctions	   between	   participants	   from	  

different	  areas	  (D1,	  C4,	  C6,	  R6,	  C10	  and	  C12),	  allowing	  no	  power	  differences	  (D1,	  R3,	  

M4,	  D5,	  R6,	  C7	  and	  C9),	  using	  non-‐specialised	  language	  (D3,	  R6	  and	  C7)	  and	  generating	  

trust	   and	   openness	   (C6,	   R6,	   C7	   and	   C11).	   Such	   a	   climate	   enabled	   everyone	   to	  

participate	   and	   contribute	   (D3,	   C5,	   D5,	   R6	   and	   C7)	   and	   facilitated	   participants’	  

interaction	   (M3	  and	  C4)	   but	   also	   ensured	   that	   participants	   felt	   comfortable	   (M4,	   C5	  

and	  R6)	  and	  involved	  during	  the	  session	  (C6).	  As	  R6	  described:	  	  
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“I	  think	  one	  big	  [consultant	  contribution]	  was	  that	  within	  the	  team	  the	  integration	  was	  a	  lot	  

better	  because	  of	   the	  way	  that	   these	  sessions	  were	  run,	  which	  were	  completely	  democratic,	  

(…),	  it	  was	  a	  very	  fun	  experience	  that	  they	  made”.	  	  	  

Encourage	  participation	  and	  engage	  participants	  	  	  	  	  

Five	   company	   informants	   from	   four	   different	   cases	   recognised	   that	   the	   consultants	  

used	  dynamics	  and	  techniques	  that	  motivated	  and	  inspired	  people	  to	  take	  part	  in	  the	  

initiative.	  The	  consultants	  encouraged	  people	  to	  come	  and	  work	  together	  (D3	  and	  R6),	  

they	  involved	  them	  and	  built	  momentum,	  and	  gained	  their	  commitment	  (M6	  and	  R6).	  

Four	   consultants	   emphasised	   these	   activities	   as	   relevant	   in	   improving	   relationships.	  

For	  example,	  C6	  declared:	  	  

“We	   made	   sure	   that	   the	   project	   was	   designed	   to	   engage	   (…).	   So	   our	   methodology	   also	  

involved	  engagement	  with	  different	  people	   in	  a	  manner	   that	   they	   could	   come	   together	   in	  a	  

very	  ‘generative’	  space	  and	  work	  together”.	  	  

Convince	  stakeholders	  

In	   seven	   cases,	   the	   interviewees	   reported	   that	   the	   consultants	   involved	   senior	  

managers/stakeholders	  at	   the	  beginning	  of	   the	  process	   in	  order	   to	  convince	  them	  of	  

the	   importance	   of	   the	   consultancy	   process	   as	   well	   as	   their	   participation	   from	   the	  

outset.	   This	   allowed	   consultants	   to	   get	   the	   top	  managers’	   commitment	   and	   support	  

throughout	  the	  process	  (M4	  and	  C6),	  and	  according	  to	  C5,	  M6	  and	  C12	  this	  facilitated	  

the	  process	  and	  all	  the	  changes	  required,	  thanks	  to	  a	  top-‐down	  approach.	  Also,	  in	  the	  

opinion	   of	   R6,	   the	   involvement	   of	   the	   top	   managers	   motivated	   the	   rest	   of	   the	  

organisation	  to	  participate.	  	  

Mediation	  role	  

In	   almost	   all	   case	   studies	   (except	   in	   one	   operational	   region	   of	   the	   company	   5)	   the	  

R&D/marketing	  relationship	  prior	  to	  the	  consultancy	  intervention	  was	  not	  as	  close	  as	  

required	   in	   the	   opinion	   of	   interviewees.	   So,	   during	   interviews,	   two	   consultants	   and	  

two	   company	   informants	   suggested	   that	   the	   consultants’	   mediation	   role	   was	   a	  

relevant	   activity	   in	   promoting	   an	   R&D/marketing	   relationship.	   In	   their	   opinion,	   the	  

consultants	  became	  referees	  and	  a	  link	  between	  participants,	  convincing	  them	  of	  the	  

importance	  of	  establishing	  a	  relationship.	  C12	  mentioned:	  
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“What	  we	  were	  trying	  to	  do	  [was	  to]	  be	  mediators	  in	  a	  lot	  of	  the	  meetings	  between	  the	  R&D	  

group,	   the	  marketing	  group	  and	  the	  sales	  as	  well	  as	   the	  operation.	   (…)	  We	  were	  sort	  of	   the	  

guys	  that	  interfaced	  with	  every	  single	  group	  and	  we	  played	  the	  role	  of	  mediator.	  (…)	  In	  other	  

words,	  we	  did	  a	  lot	  of	  the	  background	  work	  with	  the	  product	  development	  team	  to	  triangulate	  

everybody	  to	  work	  together	  better”.	  

4.3.1.2 Promoting	  	  joint-‐work	  

The	  promotion	  of	  joint-‐work	  between	  participants	  was	  considered	  as	  a	  key	  consultant	  

contribution	  to	  improving	  the	  R&D/marketing	  relationship	  according	  to	  the	  informants	  

in	   nine	   cases	   (See	   Table	   4.7).	   These	   activities	   involved	   the	   promotion	   of	   both	  

multidisciplinary	   teamwork	   and	   physical	   interaction	   between	   participants	   from	  

different	  areas.	  	  

Table	  4.7	  Activities	  to	  promote	  joint-‐work	  suggested	  as	  relevant	  by	  interviewees	  

	   Company	  Cases	   Consultant	  Cases	  

	   1	   2	   3	   4	   5	   6	   7	   8	   9	   10	   11	   12	  
PROMOTING	  	  JOINT-‐WORK	   	   	   	   	   	   	   	   	   	   	  
Multidisciplinary	  
team	  work	  	  

2/2	  
(D,R)	   	  

4/4	  
(D,C,M,R)	  

2/2	  
(C,M)	  

1/2	  
(C)	  

3/3	  
(C,M,R)	   	   C	   	   	   C	   C	  

Physical	  
interaction	  

1/2	  
(D)	   	   1/4	  (M)	  

1/2	  
(C,M)	  

1/2	  
(C)	  

2/3	  
(M,R)	   	   C	   	   C	   C	   C	  

Note:	  Data	   in	   company	  cases	   is	  presented	  as	  X/Y,	  where	  X	   indicates	   the	  number	  of	   interviewees	   that	  
suggested	   this	   topic	   while	   Y	   indicates	   the	   total	   number	   of	   interviewees	   in	   each	   case	   study.	   This	  
nomenclature	  is	  not	  used	  in	  consultant	  cases	  since	  all	  cases	  have	  only	  one	  informant,	  the	  consultant.	  

Multidisciplinary	  teamwork	  	  

A	   cross-‐functional	   teamwork	   approach	   was	   used	   in	   almost	   all	   the	   consultancy	  

interventions	   studied,	   except	   in	   Case	   study	   2,	   where	   most	   of	   the	   work	   was	   done	  

between	   the	   consultant	   and	   particular	   individuals.	   Teams	   or	   groups	   were	   normally	  

temporary,	  but	  in	  Case	  6,	  the	  team	  continued	  after	  the	  intervention.	  In	  the	  opinion	  of	  

different	  interviewees	  (see	  Table	  4.7),	  multidisciplinary	  teamwork	  and	  group	  activities	  

contribute	   to	   modify	   the	   R&D/marketing	   relationship	   because	   they	   allowed	   the	  

participants	  to	  work	  with	  people	  that	  they	  do	  not	  normally	  work	  with	  (D1,	  R1,	  R3,	  C4	  

and	   C5).	   Likewise,	   they	   were	   useful	   in	   establishing	   a	   communication	   generally	   not	  

achieved	   through	   daily	   activities	   (M3,	   C4	   and	   R6),	   since	   participants	   from	   different	  

areas	  were	  forced	  to	  work	  together	  (D1,	  D3,	  C3,	  M3,	  C4,	  M4,	  C5,	  C6,	  M6,	  R6	  and	  C8);	  

so	  they	  had	  an	  opportunity	  to	  talk	  and	  think	  together	  to	  achieve	  a	  common	  goal.	  
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In	  the	  words	  of	  C4:	  

“Both	  profiles	   [marketing	  and	  R&D]	  were	   involved	   in	  problems	  where	   they	  generally	  do	  not	  

work.	  This	  was	  a	  way	  to	  cross	  the	  field	  line	  to	  the	  other	  side.	  Both	  profiles	  did	  the	  same.	  They	  

took	  advantage	  and	  met	  other	  people,	  including	  those	  with	  whom	  they	  did	  not	  normally	  work	  

(…).	  They	  played	  the	  same	  role,	  and	  tried	  to	  find	  needs	  together.	  Here,	  different	  perspectives	  

were	  joined	  and	  we	  reached	  a	  communication	  that	  sometimes	  is	  impossible	  in	  daily	  work”.	  

As	  D1,	  M6	  and	  C6	  suggested,	  this	  teamwork	  promoted	  that	  participants	  felt	  part	  of	  the	  

development	   and	   delivery	   of	   the	   results.	   C11	   and	   C12	   believed	   that	   constant	  

interaction	  helped	   them	   to	   learn	  how	   to	   collaborate	  and	   conduct	  networking	  within	  

the	  organisation.	  

Physical	  Interaction	  	  

Closely	  related	  with	  the	  multidisciplinary	  teamwork,	  some	  interviewees	  (see	  Table	  4.7)	  

suggested	   that	   the	   opportunity	   to	   have	   face-‐to-‐face	   interactions	   was	   significant	   in	  

improving	  relationships	  with	  people	  from	  other	  areas.	  As	  M6	  highlighted:	  	  

	  “I	   have	   this	   statement	   that	   it	   is	   probably	   not	   brilliant	   but	   distance	   and	   time	   make	   a	   big	  

difference.	  So	  the	  four	  hours	  away	  [separating	  us	  from	  R&D	  people]	  stop	  us	  from	  keeping	  up	  

the	  relationship”.	  

In	   the	  opinion	  of	   the	   interviewees,	   formal	  and	   informal	  physical	   interaction	  between	  

participants	  allowed	   them	  to	  get	   to	  know	  each	  other	  and	  promote	  more	   integration	  

and	  even	  the	  establishment	  of	  interpersonal	  relationships.	  As	  stated	  by	  M6:	  	  

“There	   was	   one	   thing	   to	  make	   it	   [the	   teamwork]	   succeed.	   On	   an	   informal	   level	   I	   think	   we	  

connected	  as	   ...	  we	  went	   to	  be	  people	  who	  knew	  each	  other,	  we	  connected	   like	   friends.	   (…)	  

this	   was	   a	   very	   generative	   formal	   relationship,	   where	   two	   parties	   were	   trying	   to	   make	   it	  

work”.	  

4.3.1.3 Providing	  common	  knowledge	  

Table	   4.8	   presents	   those	   informants	   that	   suggested	   that	   the	   provision	   of	   common	  

knowledge	  was	  a	  relevant	  activity	  in	  modifying	  the	  R&D/marketing	  relationship.	  
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Table	  4.8	  Activities	  to	  provide	  common	  knowledge	  suggested	  as	  relevant	  by	  interviewees	  

	   Company	  Cases	   Consultant	  Cases	  

	   1	   2	   3	   4	   5	   6	   7	   8	   9	   10	   11	   12	  
PROVIDING	  COMMON	  KNOWLEDGE	   	   	   	   	   	   	   	   	   	  
Common	  
knowledge	  	  

2/2	  
(D,R)	   	   4/4	  

(C,D,M,R)	  
1/2	  
(M)	  

2/2	  
(C,D)	  

3/3	  
(C,M,R)	   C	   	   	   C	   C	   C	  

Common	  
Training	  

2/2	  
(D,R)	   	  

4/4	  
(D,R,C,M)	  

2/2	  
(C,M)	  

2/2	  
(C,D)	  

3/3	  
(C,M,R)	   C	   C	   C	   	   C	   C	  

Coaching	  
1/2	  
(D)	   	  

4/4	  
(C,D,M,R)	   	   	  

1/3	  	  	  
(C)	   	   	   C	   	   C	   C	  

Note:	  Data	   in	   company	  cases	   is	  presented	  as	  X/Y,	  where	  X	   indicates	   the	  number	  of	   interviewees	   that	  
suggested	   this	   topic	   while	   Y	   indicates	   the	   total	   number	   of	   interviewees	   in	   each	   case	   study.	   This	  
nomenclature	  is	  not	  used	  in	  consultant	  cases	  since	  all	  cases	  have	  only	  one	  informant,	  the	  consultant.	  

Common	  knowledge	  

Provision	   of	   ‘common	   knowledge’	   to	   consultancy	   participants	   was	   recognised	   by	  

several	   informants	   as	   a	   useful	   activity	   in	  modifying	   the	   R&D/marketing	   relationship.	  

The	  informants	  (see	  Table	  4.8)	  suggested	  that	  the	  consultants	  should	  provide	  R&D	  and	  

marketing	   participants	   with	   ‘common	   knowledge’,	   since	   they	   learnt	   the	   same	  

concepts,	  language,	  frameworks,	  methodologies,	  tools,	  skills,	  practices	  and	  processes.	  

The	   consultants	   provided	   the	   company’s	   participants	   with	   an	   understanding	   of	   the	  

innovation	  process,	   goals	   and	   the	  way	   to	   achieve	   them,	   and	   in	   some	   cases	   they	  did	  

that	   by	   sharing	   examples	   from	  other	   companies	   (R1,	   C3,	   D3,	  M3,	   R3	   and	   C10).	   This	  

common	   knowledge	   was	   provided	   through	   action	   learning,	   common	   training	   and	  

coaching,	   and	   according	   to	   different	   informants	   (D1,	   R1,	   C3,	   D3,	   C5,	   D5	   and	   R6)	   it	  

encouraged	  communication	  between	  participants.	  D5	  mentioned:	  

	  “Everyone	  has	   to	  have	  soft	   skills	  and	   tools	  and	  so	   for	  …	  Otherwise,	  we	  will	  be	  struggling	   in	  

communication,	   or	   we	   will	   miss	   milestones	   or	   we	   will	   create	   misunderstanding	   or	   we	   will	  

developed	   departmental	   sensitivities	   (…)	   If	   we	   agree	   about	   something,	   everyone	   has	   to	  

understand	  what	  the	  single	  task	  of	  everyone	  is”.	  

Common	  training	  

All	   the	   interventions,	  except	   in	  Case	  study	  2,	   involved	  common	  training	   for	  R&D	  and	  

marketing	   people.	   Training	   sessions	   were	   generally	   provided	   for	   multidisciplinary	  

teams	   by	  means	   of	  workshops	   and	   on-‐the-‐job	   training.	   According	   to	   the	   informants	  

(see	   Table	   4.8),	   training	   contributed	   to	   changing	   the	   relationship	   since	   they	   learnt	  

things	  in	  common;	  and	  in	  the	  opinion	  of	  D1,	  R1,	  D5	  and	  C12	  this	  allowed	  them	  to	  gain	  
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a	  common	  understanding	  of	  innovation	  and	  the	  business;	  but	  also,	  as	  R1	  pointed	  out,	  

an	  understanding	  of	  the	  other	  area	  and	  its	  roles.	  	  

Coaching	  

In	  seven	  cases	  (1,	  3,	  5,	  6,	  9,	  11,	  12)	  the	  consultants	  provided	  coaching.	  Five	  IMCs	  and	  

four	  company	  participants	  (see	  Table	  4.8)	  suggested	  this	  as	  an	  activity	  that	  contributes	  

to	  modifying	  the	  R&D/marketing	  relationship.	  For	  example	  C6,	  mentioned:	  	  

“We	  coached	  both	  parties	  to	  connect	  with	  each	  other”	  

4.3.2 RESULTS	  DURING	  INTERVENTION	  	  

Informants	  suggested	  that	  consultancy	  activities	  brought	  some	  benefits	  to	  participants	  

during	  the	  intervention	  (see	  Figure	  4.2).	  These	  were	  mainly	  three:	  

1. Alignment	  

2. Establishment	  of	  new	  communication	  channels	  and	  	  

3. Informal	  relationships.	  

The	   informants	  also	  described	  how	  those	  benefits	  contributed	   later	  to	  modifying	  the	  

R&D/marketing	  relationship.	  

	  

	  

	  

Figure	  4.2	  Results	  of	  the	  innovation	  management	  consultancy	  services	  

4.3.2.1 Alignment	  

Different	   interviewees	   (see	   Table	   4.9)	   suggested	   that	   consultant	   activities	   generated	  

alignment	   between	   individual	   participants	   and	   functions,	   which	   contributed	   to	  

changing	  the	  R&D/marketing	  relationship.	   	   	   	   	  
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Table	  4.9	  Results	  suggested	  by	  interviewees	  (alignment)	  

	   Company	  Cases	   Consultant	  Cases	  

	   1	   2	   3	   4	   5	   6	   7	   8	   9	   10	   11	   12	  
ALIGNMENT	   	   	   	   	   	   	   	   	   	   	   	   	  
Establishment	  of	  a	  
common	  vision,	  
purpose	  or	  
interest	  

2/2	  
(D,R)	   	  

2/4	  
(M,D)	  

2/2	  
(C,M)	  

1/2	  
(D)	  

1/3	  
(C)	   C	   	   	   C	   C	   C	  

Note:	  Data	   in	   company	  cases	   is	  presented	  as	  X/Y,	  where	  X	   indicates	   the	  number	  of	   interviewees	   that	  
suggested	   this	   topic	   while	   Y	   indicates	   the	   total	   number	   of	   interviewees	   in	   each	   case	   study.	   This	  
nomenclature	  is	  not	  used	  in	  consultant	  cases	  since	  all	  cases	  have	  only	  one	  informant,	  the	  consultant.	  

Establishment	  of	  a	  common	  vision,	  purpose	  or	  interest	  	  

Alignment	  was	  reflected	  in	  the	  establishment	  of	  a	  common	  vision,	  purpose	  or	  interest,	  

approach	   and	   understanding.	   As	   D1,	   C3,	   D3,	   C6	   and	   C11	   suggested,	   this	   alignment	  

meant	   that	   participants	   from	   different	   areas	   agreed	   to	   work	   together	   as	   a	   team	  

(following	   a	   common	   approach)	   since	   according	   to	   R1,	   M3,	   C4,	   D5	   and	   C6,	   the	  

participants	  recognised	  that	  it	  was	  their	  responsibility	  to	  participate	  and	  that	  this	  was	  

necessary	  in	  achieving	  a	  common	  goal	  and	  benefit.	  

As	  M3	  said:	  	  

“The	  RM	  might	   not	   be	   useful	   to	   innovate	   but	   it	  might	   be	   useful	   to	   align.	   So	   that,	   it	   helped	  

people	   in	  the	  technologic	  area	  to	  understand.	   (…)	  The	  RM	  helped	  us	  to	  understand	  that	  you	  

have	   a	   specialty	   but	   there	   are	   other	   specialties,	   so	   I	   think	   that	   improved	   communication,	  

because	   they	   listened	   to	   us	   more	   and	   all	   the	   technological	   people	   were	   on	   the	   same	  

wavelength.	  We	  had	  an	  agreement	  about	  the	  things	  that	  should	  be	  considered”.	  

Alignment	   to	   the	   strategy,	   objectives	   and	   values	   was	   achieved	   at	   individual	   and	  

function	   level,	  and	  this	  contributed	  to	  changing	   the	  R&D/marketing	  relationship	   (see	  

Table	  4.9).	  	  

4.3.2.2 Communication	  channels	  

New	  communication	  mechanisms	  

The	   interviewees	   (see	   Table	   4.10)	   recognised	   that	   new	   communication	  mechanisms	  

between	   participants	   were	   promoted	   thanks	   to	   the	   consultant	   activities,	   tools	   and	  

recommendations;	  and	  this	  contributed	  to	  improving	  the	  R&D/marketing	  relationship.	  	  
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Table	  4.10	  Results	  suggested	  by	  interviewees	  (communication	  channels)	  

	   Company	  Cases	   Consultant	  Cases	  

	   1	   2	   3	   4	   5	   6	   7	   8	   9	   10	   11	   12	  
COMMUNICATION	  CHANNELS	   	   	   	   	   	   	   	  
New	  
communication	  
mechanisms	  

1/2	  
(R)	  

	  
4/4	  
(C,D,
M,R)	  

1/2	  
(C)	  

2/2	  
(C,D)	  

3/3	  
(C,M,R)	  

	   	   	   C	   	   C	  

Note:	  Data	   in	   company	  cases	   is	  presented	  as	  X/Y,	  where	  X	   indicates	   the	  number	  of	   interviewees	   that	  
suggested	   this	   topic	   while	   Y	   indicates	   the	   total	   number	   of	   interviewees	   in	   each	   case	   study.	   This	  
nomenclature	  is	  not	  used	  in	  consultant	  cases	  since	  all	  cases	  have	  only	  one	  informant,	  the	  consultant.	  

New	  mechanisms	  of	  direct	  communication	  were	  established,	  like	  boards,	  forms	  to	  fill	  

in	   together	  and	  meetings	   following	  a	  different	   format	  or	   the	  use	  of	  online	  meetings	  

instead	   of	   emails.	   Interviewees	   recognised	   the	   usefulness	   of	   these	  mechanisms	   and	  

suggested	   that	   they	  generated	  a	   closer	   communication	  between	  participants.	  As	  M6	  

stressed:	  

	  “{They}	  gave	  me	  an	  avenue	  to	  talk	  to	  marketing	  now,	  or	  [to]	  share”.	  	  

Also,	   some	   of	   the	   tools	   brought	   by	   the	   consultant,	   like	   roadmapping	   or	   leadership	  

tools,	  were	  considered	  useful	  to	  improve	  communication	  (C3,	  D3,	  M3,	  R3	  and	  C5).	  For	  

instance	  D3	  said:	  	  

“The	  Roadmapping	  exercise	   itself	  helped	  us	  to	  have	  communication	  not	  only	  within	  a	  group,	  

but	  also	  between	  working	  groups,	  because	  you	  need	  inputs	  not	  only	  from	  marketing	  but	  also	  

from	  commercial,	  technology,	  engineering	  and	  operations.	  So,	  this	  was	  a	  communication	  tool	  

(…)	   Before	   we	   didn’t	   have	   a	   continuous	   dialogue,	   but	   the	   simplest	   exercise	   helped	   us	   to	  

maintain	  this	  work	  team”.	  

4.3.2.3 Informal	  relationships	  

Knowing	  people	  

Informants	   (see	   Table	   4.11),	   primarily	   consultants,	   commented	   that	   consultancy	  

activities	  gave	  company	  participants	  the	  opportunity	  to	  meet	  people	  from	  other	  areas	  

of	  the	  company	  during	  the	  consultancy	  service	  and	  establish	  informal	  communications	  

and	  relationships.	  
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Table	  4.11	  Results	  suggested	  by	  interviewees	  (informal	  relationships)	  

	   Company	  Cases	   Consultant	  Cases	  

	   1	   2	   3	   4	   5	   6	   7	   8	   9	   10	   11	   12	  
INFORMAL	  RELATIONSHIPS	   	   	   	   	   	   	   	   	   	   	  

Knowing	  people	   1/2	  
(D)	   	   	   2/2	  

(C,M)	  
1/2	  
(C)	  

3/3	  
(C,M,R)	   	   C	   C	   	   	   	  

Note:	  Data	   in	   company	  cases	   is	  presented	  as	  X/Y,	  where	  X	   indicates	   the	  number	  of	   interviewees	   that	  
suggested	   this	   topic	   while	   Y	   indicates	   the	   total	   number	   of	   interviewees	   in	   each	   case	   study.	   This	  
nomenclature	  is	  not	  used	  in	  consultant	  cases	  since	  all	  cases	  have	  only	  one	  informant,	  the	  consultant.	  

This	  opportunity	  was	  highlighted	  by	   interviewees	  as	  a	  useful	   consultant	   contribution	  

since	   participants	   generally	   did	   not	   have	   the	   opportunity	   to	   meet	   and	   hear	   people	  

from	  the	  other	  area	  before,	  either	  due	  to	  geographical	  distance	  or	  a	  lack	  of	  common	  

activities	   or	   organisational	   processes	   that	   could	   forge	   a	   relationship.	   So	   common	  

sessions	  or	  workshops	  represented	  an	  opportunity.	  As	  R6	  mentioned:	  	  

”I	  think	  people	  were	  extremely	  open	  and	  I	  really	  think...	  you	  know	  we	  met	  us,	  marketers	  and	  

scientists,	  and	  we	  ended	  up	  like	  friends	  and	  that	  is	  what	  we	  probably	  still	  are”.	  

Additionally,	  in	  Cases	  6	  and	  11,	  the	  continuous	  teamwork	  promoted	  the	  establishment	  

of	   friendship	  relations	  (C6,	  R6	  and	  C11),	  which	   increased	  collaboration	  between	  R&D	  

and	  marketing	  people.	  	  

4.3.3 IMPACT	  

According	  to	  the	  informants,	  different	  changes	  seem	  to	  have	  been	  experienced	  by	  an	  

organisation	  as	  a	  result	  of	  the	  IMC	  services	  (see	  Figure	  4.3):	  	  

1. Changes	  in	  knowledge	  and	  ideas,	  	  

2. Changes	  in	  behaviour	  and	  attitudes	  and	  	  

3. Changes	  in	  structures	  and	  processes	  	  	  

Informants	   described	   how	   those	   changes	   may	   contribute	   to	   fostering	   the	  

R&D/marketing	  relationship.	   	  
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Figure	  4.3	  Impact	  of	  the	  Innovation	  management	  consultancy	  activities	  

4.3.3.1 Change	  in	  knowledge	  and	  ideas	  

Some	  interviewees	  (see	  Table	  4.12)	  suggested	  that	  the	  consultancy	  activities	  promoted	  

a	   learning	   process	   which	   allowed	   participants	   to	   understand	   the	   working	   processes	  

and	  the	  roles	  of	  the	  different	  areas,	  as	  well	  as	  the	  importance	  of	  the	  R&D/marketing	  

relationship.	  

Table	  4.12	  Impact	  suggested	  by	  interviewees	  (change	  in	  knowledge)	  

	   Company	  Cases	   Consultant	  Cases	  

	   1	   2	   3	   4	   5	   6	   7	   8	   9	   10	   11	   12	  
CHANGE	  IN	  KNOWLEDGE	   	   	   	   	   	   	   	   	   	   	   	  
Understanding	  of	  
working	  processes	  
and	  roles	  

2/2	  
(D,R)	  

	  
4/4	  
(C,D,
M,R)	  

	   1/2	  
(D)	  

2/3	  
(M,R)	  

C	   C	   	   C	   C	   C	  

Establishment	  of	  a	  
common	  language	  

2/2	  
(D,R)	   	  

2/4	  
(C,D)	   	   	  

1/3	  
(R)	   C	   C	   	   C	   	   	  

Note:	  Data	   in	   company	  cases	   is	  presented	  as	  X/Y,	  where	  X	   indicates	   the	  number	  of	   interviewees	   that	  
suggested	   this	   topic	   while	   Y	   indicates	   the	   total	   number	   of	   interviewees	   in	   each	   case	   study.	   This	  
nomenclature	  is	  not	  used	  in	  consultant	  cases	  since	  all	  cases	  have	  only	  one	  informant,	  the	  consultant.	  

Understanding	  of	  working	  processes	  and	  roles	  

In	  the	  interviewees’	  opinion	  (see	  Table	  4.12)	  some	  of	  the	  activities	  and	  methodologies	  

employed	   by	   consultants	   promoted	   a	   common	   understanding	   of	   the	   working	  

processes	  (i.e.	  the	  innovation	  process)	  and	  how	  they	  are	  structured.	  They	  were	  able	  to	  

identify	  the	  process	  as	  a	  whole	  and	  not	  as	  isolated	  activities	  or	  specific	  area	  activities.	  	  

Linked	   to	   the	   understanding	   of	   the	   process,	   the	   informants	   remarked	   that	   they	   had	  

learned	   about	   the	   role	   of	   R&D	   and	   marketing	   people	   throughout	   the	   innovation	  

process	   and	   now	   understood	   the	   other	   participants’	   capacities,	   their	   main	  
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contributions	  during	  the	  processes	  and	  the	  importance	  of	  their	  activities,	  as	  well	  as	  the	  

need	  for	  coordination;	  in	  other	  words,	  the	  importance	  of	  the	  relationship.	  	  

For	  example,	  M6	  stated:	  	  

“All	  the	  people	  of	  marketing	  or	  the	  people	  of	  the	  greater	  team	  have	  a	  better	  understanding	  of	  

the	  people	  that	  work	  in	  all	  R&D	  (…)	  For	  me	  [I	  learned	  about	  R&D]	  everything.	  I	  never	  worked	  

in	   a	   role	   like	   this	   before.	   So	   for	  me,	   I	   learned	  what	   they	   did,	   I	   learned	  why	   they	   came	   in	   a	  

process,	   I	   learned	   their	   skills	   set	   work,	   and	   I	   learned	   how	   their	   culture	   is	   or	   what	   sort	   of	  

language	  speak	  and	  how	  they	  operate	  within	  and	  around	  their	  little	  community”.	  

Establishment	  of	  a	  common	  language	  	  

In	  addition	  to	  understanding	  the	  processes	  and	  roles,	  informants	  suggested	  that	  they	  

acquired	  a	  common	  language	  (see	  Table	  4.12)	  that	  allowed	  them	  to	  communicate	  with	  

and	   understand	   each	   other,	   improving	   integration	   with	   the	   other	   area.	   As	   R1	  

suggested:	  	  

“To	  bring	  a	  facilitator	  of	  the	  level	  of	  C1,	  and	  having	  to	  share	  his	  vision	  and	  his	  experiences	  all	  

levels,	  opened	  an	  opportunity	  where	  we	  all	  built	  a	   common	   language	  and	  understanding	  of	  

the	   innovation…	   the	   generation	   of	   this	   common	   language	  was	   important	   to	   allow	   areas	   to	  

communicate	  (…)	  This	  was	  key	  to	  achieving	  understanding	  among	  the	  teams”.	  	  	  

4.3.3.2 Change	  in	  behaviour	  and	  attitudes	  

Parallel	   to	   the	  understanding	  of	  processes	  and	   the	  other	  area,	   interviewees	  stressed	  

that	  there	  were	  changes	   in	  participants’	  behaviour	  after	  the	  consultancy	  service	  (see	  

Table	   4.13),	   since	   they	   now	   felt	   a	   greater	   connection	   with	   the	   achievement	   of	   the	  

targeted	   goals.	   They	   consider	   that	   there	   was	   more	   recognition	   of	   people	   from	   the	  

other	   area,	   and	   areas	   that	   had	   less	   power	   in	   the	   organisation	   achieved	   more	  

recognition;	  and	  this	  made	  people	  more	   ‘empathetic’,	   ‘enthusiastic’	  and	  presented	  a	  

‘more	  collaborative	  behaviour’.	  	  
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Table	  4.13	  Impact	  suggested	  by	  interviewees	  (change	  in	  behaviour	  and	  attitudes)	  

	   Company	  Cases	   Consultant	  Cases	  

	   1	   2	   3	   4	   5	   6	   7	   8	   9	   10	   11	   12	  
CHANGE	  IN	  BEHAVIOUR	  AND	  ATTITUDES	   	   	   	   	   	   	   	   	  
Recognition	  of	  
the	  other	  area	   	   	   	   2/4	  

(M,R)	  
1/2	  
(M)	   	   2/3	  

(M,R)	   	   C	   C	   C	   C	   C	  

Involvement	  on	  
the	  decision	  
making	  process	  

	   	   2/4	  
(C,R)	  

	   2/2	  
(C,D)	  

2/3	  
(M,R)	  

	   C	   C	   	   	   C	  

Note:	  Data	   in	   company	  cases	   is	  presented	  as	  X/Y,	  where	  X	   indicates	   the	  number	  of	   interviewees	   that	  
suggested	   this	   topic	   while	   Y	   indicates	   the	   total	   number	   of	   interviewees	   in	   each	   case	   study.	   This	  
nomenclature	  is	  not	  used	  in	  consultant	  cases	  since	  all	  cases	  have	  only	  one	  informant,	  the	  consultant.	  

Recognition	  of	  the	  other	  area	  

According	  to	  several	  interviewees	  (see	  Table	  4.13),	  parallel	  to	  the	  understanding	  of	  the	  

importance	  of	  the	  other	  areas,	  the	  participants	  were	  more	  open	  to	  accepting	  the	  point	  

of	  view	  and	  problem-‐solving	  approaches	  of	  the	  other	  area	  and	  started	  appreciating	  its	  

opinions	  and	  way	  of	  thinking,	  which	  generated	  a	  change	  in	  attitude	  and	  behaviour.	  The	  

participants	   showed	  a	  more	   collaborative	  behaviour	   (M6,	  C9	  and	  C12).	  R6	  explained	  

this	  as	  follows:	  	  

“We	  understood	  where	  marketing	  was	   coming	   from,	  why	   they	  needed	   the	   information	   that	  

they	  needed.	  And	  we	  also	  made	  much	  more	  often	  [an]	  effort	  now	  not	  to	  put	  those	  dissatisfied,	  

just	  putting	  the	  content	  in	  their	  lab,	  but	  instead	  to	  move	  forward	  to	  produce	  something	  that	  is	  

more	   tangible	   and	   I	   think	   the	   feeling	   is	   too	   for	   them.	   So	   I	   think	   that	   we	   really	   changed	   …	  

[Consultancy	  training]	  helped	  us	  to	  appreciate	  this	  sort	  of	  thinking	  and	  appreciate	  what	  they	  

were	   saying	  once	   (…)	  People	  had	  more	  understanding	  about	   issues	   that	  both	  sets	  of	  people	  

have	  but	  I	  think	  that	  helped	  to	  understand	  each	  other	  a	  lot	  much	  better“.	  

Involvement	  on	  the	  decision	  making	  process	  

The	  interviewees	  (see	  Table	  4.13)	  mentioned	  that	  the	  area	  that	  had	  less	  power	  inside	  

the	   organisation	   was	   generally	   recognised	   or	   involved	   in	   the	   decision-‐making	  

processes	  following	  the	  consultants’	  intervention.	  Consequently,	  a	  more	  collaborative	  

environment	  was	  promoted	  and	  communication	  between	  areas	  was	  improved.	  As	  R6	  

described:	  	  

“In	   this	   company	   marketing	   has	   always	   being	   far	   more	   powerful,	   in	   the	   past	   it	   was	   them	  

telling	  us	  what	  to	  do,	  even	  more	  like	  the	  monologue	  but	  after	  this	  it	  became	  more	  a	  dialogue.	  	  

We	  are	  inputs	  because	  we	  are	  a	  major	  part	  of	  the	  decision	  that	  they	  take”.	  
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4.3.3.3 Change	  in	  structure	  and	  processes	  

Some	  of	   the	   consultants’	   contributions	   considered	  useful	   by	   interviewees	   (see	  Table	  

4.14)	  in	  promoting	  the	  involvement	  or	  interaction	  between	  participants	  from	  different	  

areas	  were	   the	   design	   and	   implementation	   of	   new	   processes	   and	   the	   promotion	   of	  

changes	  in	  the	  organisational	  structure.	  	  

Table	  4.14	  Impact	  suggested	  by	  interviewees	  (change	  in	  structure	  and	  processes)	  

	   Company	  Cases	   Consultant	  Cases	  

	   1	   2	   3	   4	   5	   6	   7	   8	   9	   10	   11	   12	  
CHANGE	  IN	  STRUCTURES	  &	  PROCESSES	   	   	   	   	   	   	   	   	   	  
New	  company	  
processes	   	   	  

2/4	  
(C,R)	   	   	  

1/3	  
(M)	   C	   C	   C	   	   	   C	  

Changes	  in	  	  	  
organisational	  
structure	  

	   	   2/4	  
(D,R)	  

	   2/2	  
(C,D)	  

2/3	  
(C,R)	  

	   	   C	   	   	   	  

Note:	  Data	   in	   company	  cases	   is	  presented	  as	  X/Y,	  where	  X	   indicates	   the	  number	  of	   interviewees	   that	  
suggested	   this	   topic	   while	   Y	   indicates	   the	   total	   number	   of	   interviewees	   in	   each	   case	   study.	   This	  
nomenclature	  is	  not	  used	  in	  consultant	  cases	  since	  all	  cases	  have	  only	  one	  informant,	  the	  consultant.	  

New	  company	  processes	  

The	  informants,	  primarily	  consultants	  (see	  Table	  4.14),	  considered	  that	  one	  consultant	  

contribution	   was	   either	   the	   establishment	   of	   new	   company	   processes	   or	   the	  

modification	  of	   the	  existing	  ones.	   In	  general,	   these	  new	  processes	   (i.e.	   innovation	  or	  

idea	  generation	  processes)	  demand	  or	  force	  the	  interaction	  of	  people	  from	  both	  areas.	  	  

As	  C12	  stated:	  	  

“They	  actually	  restructured	  the	  R&D	  process	  to	  be	  a	  cross-‐functional	  team	  where	  now,	  back	  at	  

the	  end	  of	  2009,	  there	  were	  representatives	  from	  all	  different	  functions.	  They	  participated	  in	  

gate	  reviews	  of	  the	  R&D	  organisation”.	  

Related	   to	   this	   point,	   two	   consultants	   remarked	   on	   the	   usefulness	   of	   changing	   the	  

decision-‐making	  process.	  Sharing	  decision-‐making	  power	  between	  R&D	  and	  Marketing	  

people	   is	   useful	   in	   improving	   collaboration	   since	   people	   collaborate	   much	   more	  

efficiently	   when	   they	   feel	   responsible	   or	   if	   this	   is	   considered	   in	   their	   performance	  

evaluation	   system	   or	   for	   a	   reward	   (C7	   and	   C12).	   So	   the	   consultants	   also	   generated	  

changes	  in	  the	  evaluation	  and	  rewards	  process.	  
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Changes	  in	  the	  organisational	  structure	  

Interviewees	  pointed	  out	  that	  the	  consultant’s	  activities	  tended	  to	  promote	  changes	  in	  

the	   organisational	   structure,	   and	   this	   encouraged	   more	   R&D/marketing	   interaction	  

(see	  Table	  4.14).	  The	  changes	   involved	   the	  creation	  of	  new	  organisational	  areas,	   the	  

establishment	   of	   certain	   groups	   to	   conduct	   specific	   activities	   (like	   boards	   or	  

committees	  comprising	  R&D	  and	  marketing	  people)	  or	  different	  report	  structures.	  The	  

operation	   of	   these	   groups	   generally	   involved	   the	   development	   of	   certain	   periodic	  

activities	   and	   forced	   information	   exchange,	   strengthening	   the	   R&D/marketing	  

relationship.	  As	  D3	  described:	  

“They	  [the	  consultant	  plus	  the	  directors]	  forced	  the	  relationship	  between	  R&D	  and	  commercial	  

people.	   Because	   they	   created	   boards	   to	   validate	   the	   progress	   of	   the	   technological	   projects,	  

and	  one	  of	  the	  actors	  in	  those	  boards	  was	  from	  commercial	  (…).	  We	  had	  board	  meetings,	  and	  

in	  these	  board	  meetings	  there	  was	  communication,	  but	  now	  access	  to	  other	  working	  groups	  is	  

limited.	  However,	  when	  we	  did	  the	  RM	  exercise	  I	  think	  there	  were	  about	  50	  people	  working	  in	  

two	  groups”.	  

In	   some	  cases	   those	  changes	  were	  direct	   consultant	   recommendations	  but	   in	  others	  

they	  were	  company	  initiatives	  that,	  according	  to	  C6,	  C11	  and	  M6,	  could	  be	  a	  product	  

of	  the	  learning	  acquired	  by	  participants	  during	  the	  intervention.	  As	  C6	  commented:	  	  

	  “We	  created	  a	  core	  team	  to	  do	  this.	  But	  that	  was	  recognising	  that	  we	  have	  certain	  individuals	  

that	  need	  to	  be	  involved	  in	  a	  core	  team,	  and	  we	  created	  our	  own	  weekly	  or	  monthly	  meetings	  

for	  interaction.	  But	  this	  is...	  I	  don't	  know	  if	  it's	  because	  of	  the	  consultant	  or	  it's	  more	  because	  

we	  created	  a	  new	  product,	  a	  new	  project	  and	  to	  move	  things	  along	  you	  have	  your	  own	  project	  

team”.	  	  
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4.3.4 CHANGES	  IN	  THE	  R&D	  &	  MARKETING	  RELATIONSHIP	  

	  

Figure	  4.4	  Changes	  in	  the	  R&D/marketing	  relationship	  

Changes	   in	   the	   relationship	   were	   considered	   as	   changes	   in	   the	   collaboration,	  

interaction	   and	   communication	  between	  both	  parties.	   (i.e.	   changes	   in	   the	  degree	  of	  

communication,	  information	  sharing	  or	  common	  involvement).	  Interviewees	  from	  five	  

cases,	  mainly	   the	  company	   informants,	  pointed	  out	   that	   the	  observed	  changes	  were	  

mainly	  at	  personal	  level	  (M3,	  R3,	  M4,	  C5,	  R6	  and	  C11)	  and	  not	  necessarily	  at	  area	  level.	  

However,	  some	  cases	  involved	  an	  important	  number	  of	  R&D	  and	  marketing	  people	  (3,	  

5,	   7-‐9),	   or	   in	   other	   cases	   (3	   and	   11)	   there	   was	   an	   initiative	   to	   extend	   training	   or	  

methods	  to	  more	  people	  inside	  the	  areas.	  Related	  to	  this,	  R3	  commented:	  

	  “It	  changed	  the	  behaviour,	  but	  it	  was	  personal	  and	  not	  the	  area´s	  behaviour.	  There	  are	  some	  

people	  right	  now	  that	  they	  do	  not	  believe	  in	  this	  (…).	  After	  the	  consultancy	  exercise,	  we	  tried	  

to	  implement	  this	  exercise	  and	  to	  involve	  more	  the	  growth	  areas”.	  

Additionally,	   five	   informants	   (M3,	   R3,	  M6,	   R6	   and	  C8)	   commented	   that	   the	   changes	  

were	   a	   consequence	   of	   the	   consultant	   intervention	   but	   also	   internal	   company	  

decisions.	  As	  M3	  said:	  	  

“Probably	  this	  {a	  change	  in	  the	  relationship}	  was	  not	  a	  result	  of	  the	  roadmap,	  but	  it	  could	  be	  a	  

consequence	  from	  the	  roadmap	  and	  others”.	  

Previous	  sections	  have	  focused	  on	  the	  activities,	  results	  and	  changes	  promoted	  by	  the	  

consultants,	   and	   how	   these	   were	   reflected	   in	   changes	   in	   the	   R&D/marketing	  

relationship	  (see	  Figure	  4.4).	  However,	  in	  order	  to	  determine	  if	  the	  consultants	  had	  an	  

effect	  on	  the	  relationship,	  the	  informants	  were	  asked	  to	  evaluate	  the	  conditions	  of	  the	  

relationship	  before	  and	  after	  the	  consultancy	  service.	  In	  general,	  except	  in	  Cases	  4	  and	  
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5,	   they	   evaluated	   the	   relationship	   as	   bad	   or	   non-‐existent	   before	   the	   consultancy	  

service.	  For	  instance,	  C8	  revealed:	  	  

“The	  relationship	  between	  R&D	  and	  marketing	  was	  non-‐existent.	  They	  were	  doing	  what	  they	  

wanted.	  They	  were	  doing	  the	  activities	  of	  the	  other	  area	  because	  the	  areas	  didn’t	  talk	  to	  each	  

other”.	  	  	  	  

Only	  in	  Case	  4	  was	  the	  relationship	  described	  as	  average	  and	  in	  one	  operational	  region	  

in	  Case	  5	  as	  good.	  D5	  described	  the	  situation	  of	  the	  R&D/marketing	  relationship	  in	  his	  

company	  as	  follows:	  

“Here	   in	  Co5	  we	  already	  had	  a	  very	  good	   linkage	  between	  technical	  and	  commercial	  people	  

(…)	  the	  partnership	  between	  sales	  and	  technology	  was	  good.	  Only	  the	  focus	  changed.	  But	   in	  

other	   areas	   was	   true,	   for	   example	   China.	   The	   relationship	   was	   not	   really	   strong,	   and	   the	  

interfaces	  were	  not	  working.	  This	  has	  been	  improved	  since	  the	  involvement	  of	  C5.	  They	  had	  a	  

common	   organisation	   unit,	   common	   processes,	   common	   agreements,	   common	   tools,	   one	  

direction,	  one	  strategy”.	  	  

Some	   of	   the	   most	   frequent	   problems	   or	   barriers	   in	   establishing	   an	   R&D/marketing	  

relationships	   mentioned	   by	   informants	   are	   listed	   in	   Table	   4.15.	   Barriers	   have	   been	  

divided	  into	  2	  main	  groups:	  organisational	  issues	  and	  personal	  issues.	  In	  the	  first	  group	  

the	  most	  common	  barriers	  found	  in	  the	  companies	  analysed	  were	  (i)	  the	  presence	  of	  

organisational	  structures	  that	  considered	  R&D	  and	  marketing	  to	  be	  disconnected	  areas	  

and	  (ii)	   the	   lack	  of	  participation	  by	  both	  areas	   in	  the	  decision-‐making	  process	  due	  to	  

the	   concentration	   of	   power	   by	   one	   of	   those	   areas.	   	   In	   the	   second	   group	   the	   most	  

frequent	  barrier	  was	   the	   lack	  of	   a	   common	   language	  between	  participants	   from	   the	  

two	  areas.	  
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Table	  4.15	  Most	  frequent	  problems	  or	  barriers	  found	  in	  the	  R&D/marketing	  relationships	  as	  

mentioned	  by	  the	  informants	  

Barriers	   	   Mentions	  

ORGANISATIONAL	  CHARACTERISTICS	  	   	  
Organisational	  structures	  (disconnected	  areas)	   	   R1,	  R3,M6,C6,C8,C11	  
Power	  concentration	  and	  not	  share	  decision	  making	  processes	   	   M3,C5,C7,C9,C11,C12	  
Lack	  of	  communication	   	   R3,C8,C9	  
Lack	  of	  understanding	  of	  the	  function	   	   R1,R3,C10	  
Working	  processes	  that	  do	  not	  allow	  interaction	   	   R6,M6,C12	  
Different	  criteria	  for	  success	  and	  evaluation	   	   R6,C12	  
Physical	  location	  	   M6	  
PERSONAL	  CHARACTERISTICS	   	  
No	  common	  language	   	   C3,D3,D5,M6,R6,C9	  
Time	  scale	  (short	  time	  vs	  long	  time)	   	   D1,	  R2,C3	  
Different	  working	  styles	  and	  profiles	   	   R6,C6,C9	  
People	  very	  busy	  	   C3,C8	  
Silo	  thinking	   	   C5	  

Source:	  Based	  on	  interviewees’	  opinion.	  

The	   evaluation	   of	   the	   possible	   impact	   of	   the	   consultant(s)	   on	   the	   R&D/marketing	  

relationship	  was	  based	  on	  the	  perceptions	  of	  the	  case	  studies’	   informants	  (see	  Table	  

4.16).	  The	  positive	  cases	  were	  those	  where	  the	  interviewees	  suggested	  that	  there	  was	  

an	  improvement	  in	  the	  R&D/	  marketing	  relationship	  or	  where	  they	  provided	  examples	  

of	   changes.	   Positive	   changes	   in	   the	   relationship	   were	   mentioned	   in	   four	   company	  

cases	  (Cases	  3-‐6)	  and	  in	  all	  the	  consultancy	  cases.	  However,	  in	  some	  cases	  the	  changes	  

were	   not	   significant	   (Case	   4	   and	   8)	   or	   not	   maintained	   (Case	   3	   and	   8)	   and	   the	  

interviewees	  were	  unable	  to	  determine	  the	  direct	  impact	  of	  the	  consultancy	  activities	  

on	  the	  relationship,	  since	   in	   their	  opinion	  the	  changes	  were	  the	  product	  of	  a	  sum	  of	  

different	  contributions	  (D1,	  M3,	  R3,	  C8).	  They	  suggested	  that	  other	  internal	  company	  

decisions	   and	   initiatives	   also	   contributed	   to	   the	   relationship	   changing	   (for	   example,	  	  

the	  company’s	  modification	  or	   implementation	  of	  new	  processes,	  new	  organisational	  

structures	  or	   changes	   in	   company	  dynamics).	   So	   it	  was	  difficult	   to	  establish	  a	   cause-‐

effect	  relationship.	  For	  example	  M6	  said:	  	  

“We	   certainly	   interact	   with	   R&D	   differently.	   I	   do	   not	   know	   if	   it	   is	   directly	   because	   the	  

consultant	  just	  drove	  us,	  because	  part	  of	  the	  work	  that	  we	  have	  done,	  the	  processes	  that	  we	  

created…	  we	  know	  now	  our	  R&D.	  I	  do	  not	  [know]	  if	  I	  can	  give	  direct	  credit	  to	  the	  consultants,	  

but	  I	  think	  that	  they	  had	  something	  indirect.	  Yes,	  I	  am	  sure	  that	  at	  some	  level,	  but	  I	  just	  can´t	  

define	  what	  it	  is”.	  
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Table	  4.16	  Analysis	  of	  the	  informants’	  perception	  of	  the	  changes	  in	  the	  relationship	  	  

Case	   Informants	  comments	  
Change	  in	  the	  
relationship	  

1	  
D1	  and	  R1	  agreed	  that	  the	  R&D/marketing	  interaction	  was	  not	  good	  and	  that	  the	  
consultancy	  service	  did	  not	  have	  a	  conclusive	  impact	  on	  it	   	   No	  

2	   D2	  and	  R2	  agreed	  that	  the	  consultant	  didn’t	  have	  an	  impact	  on	  the	  relationship	  	   No	  

3	  

All	  the	  interviewees	  (C3,	  D3,	  M3	  and	  R3)	  agreed	  that	  there	  was	  a	  change	  in	  the	  
R&D/marketing	  relationship	  during	  the	  consultancy	  service.	  However	  D3	  and	  R3	  
suggested	  that	  the	  integration	  and	  communication	  achieved	  during	  the	  
consultancy	  service	  decreased	  again	  over	  time	   	  

YesNS	  

4	  
C4	  and	  M4	  suggested	  that	  one	  of	  the	  consultants’	  contributions	  was	  to	  allow	  
people	  to	  get	  to	  know	  each	  other	  as	  well	  as	  open	  an	  opportunity	  to	  establish	  
connection.	  M4	  considered	  that	  the	  change	  was	  small.	  

YesVL	  

5	  
C5	  and	  D5	  recognised	  that	  there	  was	  a	  positive	  change	  in	  the	  relationship,	  
especially	  in	  areas	  where	  the	  relationship	  was	  not	  good.	  C5	  considered	  that	  the	  
change	  has	  been	  maintained.	   	  

Yes	  

6	  

The	  interviewees	  (C6,	  M6	  and	  R6)	  agreed	  that	  there	  was	  a	  change	  in	  the	  
relationship	  (more	  integration	  and	  communication).	  M6	  and	  R6	  also	  talked	  about	  
the	  continuity	  of	  this	  change.	  However,	  M6	  questioned	  that	  all	  these	  changes	  
were	  the	  product	  of	  the	  consultancy	  activities	  only.	  Nonetheless,	  he	  recognised	  
that	  there	  was	  some	  consultant	  contribution.	  

Yes	  

7	  
C7	  considered	  that	  his	  activities	  reduced	  some	  collaboration	  barriers	  between	  
R&D	  and	  marketing,	  and	  this	  was	  reflected	  in	  an	  increase	  of	  project	  proposals	  and	  
action	  plans.	  

YesL	  

8	   C8	  suggested	  that	  a	  real	  relationship	  was	  established	  after	  the	  consultancy	  
service,	  even	  though	  this	  relationship	  was	  not	  as	  good	  as	  it	  should	  be.	  

YesL,	  NS	  

9	  
C9	  declared	  that	  the	  relationship	  changed	  from	  very	  bad	  to	  average	  and	  this	  was	  
reflected	  in	  the	  early	  involvement	  of	  R&D	  people	  in	  projects	  and	  less	  tension	  
during	  collaboration.	  

Yes	  

10	  
C10	  suggested	  that	  there	  was	  an	  improvement	  in	  the	  relationship	  that	  was	  
reflected	  in	  an	  understanding	  of	  the	  other	  area’s	  participants	  and	  the	  recognition	  
of	  their	  contribution.	  

Yes	  

11	   C11	  suggested	  that	  the	  relationship	  changed	  from	  neutral	  or	  non-‐existent	  to	  good.	   Yes	  

12	  
C12	  declared	  that	  the	  relationship	  changed	  from	  dysfunctional	  to	  average	  or	  good,	  
but	  not	  yet	  optimal.	  He	  also	  commented	  that	  the	  participants	  had	  better	  face-‐to-‐
face	  interaction,	  and	  they	  talked	  and	  listened	  to	  each	  other.	  

Yes	  

Source:	  Based	  on	  interviewees’	  opinions.	  
NS	  –	  No	  sustained	  change	  	   L	  –	  Limited	  change	  	   VL-‐	  Very	  limited	  change	  

It	   is	   clear	   that	   none	   of	   these	   IMCs	   were	   hired	   to	   improve	   the	   R&D/marketing	  

relationship;	  therefore,	  their	  main	  objective	  was	  to	  get	  the	  result	  for	  which	  they	  were	  

hired.	  However,	  two	  consultants	  (C7	  and	  C10)	  claimed	  that	  if	  the	  relationship	  between	  

R&D	  and	  marketing	  areas	   is	  a	   factor	  that	  prevents	  achieving	  the	  final	  objective,	   they	  

would	  dedicate	  time	  to	  improving	  this	  issue.	  C10	  mentioned:	  

	  “Our	  approach	   is	   that	  once	   you	  have	  a	  brief,	   then	  you	  do	  what	   it	   is	   needed	   to	  achieve	   the	  

brief.	   So	   if	   there	   is	   a	   breakdown	   between	   R&D,	   sales	   or	   marketing,	   then	   our	   workshop	   is	  

designed	  to	  facilitate	  better	  relationships	  in	  that	  area“.	  
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4.3.5 Differences	   and	   similarities	   between	   information	   provided	   by	   company	  

informants	  and	  consultants.	  

Comparing	   the	   information	   provided	   by	   company	   and	   consultant	   informants	   led	   to	  

two	   main	   discoveries.	   Firstly,	   as	   was	   expected,	   the	   consultants	   claimed	   a	   positive	  

effect	  on	  the	  R&D/marketing	  relationship	  in	  almost	  all	  cases	  (except	  Case	  3).	  However,	  

when	   company	   informants	  were	   initially	   questioned	   about	   the	   consultants’	   possible	  

contribution	  to	  the	  R&D/marketing	  relationship,	  some	  of	  them	  denied	  their	  usefulness	  

(D3,	   M4	   and	   D5),	   even	   though	   throughout	   the	   interviews	   they	   provided	   different	  

evidence	   of	   changes	   in	   the	   relationship	   after	   the	   consultancy	   service.	   Secondly,	   the	  

consultants	  provided	   less	   information	  about	   the	  effect	  of	   their	   consultancy	  activities	  

on	   the	  R&D/marketing	   relationship.	  This	   could	  be	  due	   to	   the	   fact	   that	   they	  were	  an	  

external	  entity	  and	  therefore	  could	  not	  perceive	  all	  the	  results	  and	  changes	  within	  the	  

company,	  unlike	  the	  companies'	  informants.	  

4.3.6 Relationship	  between	  activities	  and	  results	  

The	   informants	   did	   not	   claim	   a	   direct	   relationship	   between	   the	   consultant	   activities	  

and	   the	   results	   obtained	  during	   the	   intervention.	   In	   order	   to	   identify	   if	   some	  of	   the	  

activities	   could	   be	   linked	   to	   a	   specific	   change	   or	   result,	   the	   interview	   transcriptions	  

were	   analysed	   and	   those	   quotations	   that	   indicated	   a	   relationship	   between	   the	  

consultant	   activities	   performed	   and	   the	   results	   were	   identified.	   Table	   4.17	   presents	  

the	  relationships	  suggested	  by	  each	  interviewee.	  	  

From	   Table	   4.17,	   it	   seems	   that	   interviewees	   generally	   suggested	   that	   (i)	   facilitation	  

activities	   encouraged	   alignment	   and	   communication	   between	   participants,	   (ii)	   joint	  

activities	   supported	   alignment,	   the	   establishment	   of	   communication	   and	   informal	  

relationships	   between	   participants,	   and	   (iii)	   the	   provision	   of	   common	   knowledge	  

promoted	   alignment	   and	   communication.	   These	   links	   are	   represented	   in	   Figure	   4.5.	  

However,	  since	  there	  is	  not	  enough	  information	  to	  support	  the	  establishment	  of	  these	  

cause-‐effect	   relationships,	   these	   possible	   relations	   are	   not	   considered	   in	   the	  

framework.	  
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Table	  4.17	  Relationship	  suggested	  by	  interviewees	  between	  a	  consultant	  activity	  performed	  

and	  the	  results.	  

	   Company	  Cases	   Consultant	  Cases	  

Case	   1	   2	   3	   4	   5	   6	   7	   8	   9	   10	   11	   12	  
No.	  of	  inter-‐
viewees	  per	  case	   2	   2	   4	   2	   2	   3	   1	   1	   1	   1	   1	   1	  

Activity	  	   Results	   	   	   	   	   	   	   	   	   	   	   	   	  

Facilitation	  
A	   R	   	   C,D,M	   	   	   C	   	   	   	   C	   	   	  
CC	   	   	   C,D,M,R	   	   C	   C,M,R	   C	   	   	   	   	   	  
IR	   	   	   	   	   C	   	   	   	   	   	   	   	  

Joint-‐work	  
A	   D,R	   	   D,M,R	   C	   D	   C	   	   	   	   	   C	   	  
CC	   D	   	   M	   	   C,D	   M,R	   	   	   	   	   	   	  
IR	   D	   	   	   D	   C	   M	   	   	   C	   	   	   	  

Common	  
knowledge	  

A	   D	   	   C,D,M	   C	   D	   	   C	   	   	   	   	   	  
CC	   D,R	   	   C,D	   	   C,D	   C,M,R	   	   	   	   	   	   C	  
IR	   	   	   	   	   	   	   	   	   	   	   	   	  

Alignment	  –	  A	  	   	   Communication	  channels	  –	  CC	   	   Informal	  relationships	  –	  IR	  
C-‐	  Consultant	   D	  –	  Director	   M-‐	  Marketing	   R-‐Research	  and	  development	  

	  

	  

Figure	  4.5	  Relationship	  between	  activities	  and	  results	  during	  the	  intervention	  

4.4 Framework	  Part	  A	  

As	   a	   result	   of	   the	   analytical	   process,	   an	   emerging	   framework	   was	   developed.	   This	  

framework	   considers	   three	   elements	   that	   can	   be	   seen	   as	   a	   succession	   of	   events:	  

activities,	   results	   and	   impact	   (see	   Figure	   4.6).	   The	   consultants	   could	   conduct	   one	   or	  

more	  of	  the	  activities	  suggested,	  so	  that	  companies	  could	  experience	  one	  or	  more	  of	  

the	   results	   and	   changes	   listed.	   The	   key	   activities	   as	  well	   as	   the	   results	   and	   impacts	  

promoted	   by	   the	   IMC	   Services	   identified	   in	   the	   case	   studies	   have	   been	   described	  

above.	  
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Figure	  4.6	  	  Framework	  Part	  A	  

4.5 Summary	  

The	  analysis	  of	  the	  information	  provided	  by	  21	  informants	  led	  to	  an	  understanding	  of	  

possible	  consultant	  methods	  of	  changing	  the	  R&D/marketing	  relationship.	  

The	   framework	   (Part	   A)	   offers	   a	   description	   of	   the	   activities	   and	   specific	   changes	  

promoted	  by	  the	  consultants	  that	  could	  improve	  the	  R&D/marketing	  relationship.	  

Useful	   consultant	   activities	   for	   promoting	   more	   interaction	   and	   communication	  

between	  participants	  from	  R&D	  and	  marketing	  are:	  facilitation	  of	  activities,	  promoting	  	  

joint-‐work	  and	  providing	  common	  knowledge	  

Consultant	   activities	   could	   bring	   some	   results	   that	   could	   benefit	   the	   R&D/marketing	  

relationship,	   such	   as	   alignment	   between	   R&D	   and	   marketing	   people,	   the	  

establishment	   of	   new	   communication	   channels	   and	   the	   establishment	   of	   informal	  

relationships	   between	   R&D	   and	   marketing	   people.	   And	   finally,	   this	   could	   lead	   to	  

changes	   in	   participants’	   knowledge,	   the	   behaviour	   and	   attitudes	   of	   consultancy	  

participants,	   and	   changes	   in	   a	   company’s	   structures	   and	  processes	   that	   improve	   the	  

R&D/marketing	  relationship.	  

In	  the	  next	  chapter	  a	  second	  important	  part	  of	  the	  framework,	  the	  contextual	  factors,	  

will	   be	   analysed	   in	   order	   to	   complement	   the	   framework	   (Part	   A)	   obtained	   in	   this	  

chapter.	  
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5 DEVELOPMENT	  OF	  THE	  FRAMEWORK	  (PART	  B)	  

Analysis	  of	   the	   findings	   from	  12	  cases	   reveals	   that	   some	  contextual	   factors	   could	  be	  

playing	   a	   relevant	   role	   in	   the	   final	   impact	   of	   IMC	   Services	   on	   the	   R&D/marketing	  

relationship.	   Therefore,	   in	   this	   chapter	   these	   contextual	   factors	   will	   be	   analysed	   in	  

detail	   in	   order	   to	   complement	   the	   framework	   (Part	   A)	   obtained	   in	   the	   previous	  

chapter.	  

This	   chapter	   is	   structured	   as	   follows.	   In	   Section	   5.1.1	   an	   analysis	   of	   the	   possible	  

company’s	   characteristics	   that	   could	   affect	   the	   effect	   of	   IMC	   Services	   on	   the	  

R&D/marketing	   relationship	   is	  presented.	   Section	  5.1.2	  discusses	   relevant	   consultant	  

characteristics	   that	   could	   moderate	   the	   impact	   of	   the	   consultancy	   services	   on	   the	  

relationship.	   Section	  5.1.3	  offers	   information	  about	   the	   importance	  of	   the	   company-‐

consultant	   relationship	   characteristics	   on	   promoting	   changes	   in	   the	   R&D/marketing	  

relationship.	   Section	   5.1.4	   shows	   the	   framework	   (A+B)	   and	   a	   summary	   of	   all	   its	  

components.	   In	   Section	   5.1.5	   comments	   about	   the	   framework	   construction	   process	  

are	  presented.	  Finally,	  Section	  5.1.5	  presents	  the	  concluding	  remarks	  of	  this	  chapter.	  

5.1 Contextual	  factors	  

The	   analysis	   of	   the	   findings	   as	   well	   as	   a	   study	   of	   the	   cases,	   especially	   those	   that	  

presented	   limited	   or	   negative	   change	   in	   the	   R&D/marketing	   relationship,	   suggested	  

the	  existence	  of	  some	  contextual	  factors	  that	  might	  influence	  the	  possible	  effect	  of	  the	  

consultancy	  activities	  on	  the	  R&D/marketing	  relationship	  (see	  Table	  4.5,	  Section	  4.2).	  

Such	   contextual	   factors	   comprise	   the	   circumstances	   that	   describe	   the	   prevailing	  

conditions	  of	  each	  consultancy	  service	  and	  include	  company	  characteristics,	  consultant	  

characteristics,	  and	   the	  characteristics	  of	   the	   relationship	  between	  the	  company	  and	  

the	  consultant.	  In	  the	  following	  sections	  these	  factors	  are	  analysed.	  

5.1.1 Company	  characteristics	  	  

Different	   company	   characteristics	   were	   suggested	   by	   informants	   (see	   Table	   5.1)	   as	  

important	   factors	   that	   could	   determine	   the	   possible	   changes	   in	   the	   R&D/marketing	  

relationship	  product	  of	  an	  IMC	  Service.	  	  
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Table	  5.1	  Company	  characteristics	  suggested	  as	  relevant	  by	  interviewees	  

	   Company	  Cases	   Consultant	  Cases	  

	   1	   2	   3	   4	   5	   6	   7	   8	   9	   10	   11	   12	  
COMPANY’S	  CHARACTERISTICS	  	   	   	   	   	   	   	   	   	   	   	  
Management	  and	  
working	  processes	  
of	  the	  company	  

1/2	  
(D)	  

1/2	  
(D)	  

2/4	  	  
(M,R)	  

1/2	  
(C)	  

	   	   C	   C	   	   C	   C	   C	  

Senior	  Managers’	  
support	  	  

1/2	  
(D)	  

2/2	  
(D,R)	  

4/4	  
(C,D,M,	  

R)	  

1/2	  
(M)	  

2/2	  
(C,D)	  

3/3	  
(C,M,R)	  

C	   C	   C	   C	   C	   	  

Characteristics	  of	  
the	  participants	  

1/2	  
(D)	  

2/2	  
(D,R)	  

3/4	  
(C,D,R)	  

1/2	  
(C)	   	  

3/3	  
(C,M,R)	   	   C	   C	   	   C	   C	  

Follow	  up	  /	  
implementation	  /	  
internal	  initiatives	  

1/2	  
(D)	   	  

2/4	  
(C,D,R)	   	  

1/2	  
(C)	  

2/3	  
(M,R)	   	   C	   C	   	   C	   	  

Note:	  Data	   in	   company	  cases	   is	  presented	  as	  X/Y,	  where	  X	   indicates	   the	  number	  of	   interviewees	   that	  
suggested	   this	   topic,	   and	   Y	   indicates	   the	   total	   number	   of	   interviewees	   in	   each	   case	   study.	   This	  
nomenclature	  is	  not	  used	  in	  consultant	  cases	  since	  all	  cases	  have	  only	  one	  informant,	  the	  consultant.	  

Management	  style	  and	  working	  processes	  of	  the	  company	  	  

Some	   informants	   (see	   Table	   5.1)	   suggested	   that	   the	   management	   and	   working	  

processes	  of	  the	  company	  were	  relevant	  factors	  in	  determining	  the	  possible	  effect	  of	  

IMCs	  on	  the	  R&D/marketing	  relationship.	  For	  example,	  they	  talked	  about	  the	  difficulty	  

consultants	  had	   in	  generating	  changes	   in	  certain	  companies	   in	   the	   face	  of	  vices	   (C8),	  

inertia	   (M3	   and	   R3),	   informality	   and	   disorganisation	   (C7),	   traditional	   culture	   and	  

approaches	  (D2,	  C10	  and	  C12)	  and	  management	  style	  (C7).	  	  

For	  example	  C7	  mentioned:	  

”It	  was	  a	  company	  with	  a	  very	  strong	  management	  style.	  The	  direction	  was	  low	  tolerance	  to	  

failures,	   no	   results	   or	   commitment.	   Sometimes	   they	   were	   tyrannical.	   The	   bearing	   of	   some	  

people	  at	  certain	  levels	  sometimes	  was	  unfriendly	  (…)	  Sometimes	  the	  failure	  to	  accomplish	  an	  

objective	  was	  very	  painful,	  and	  this	  promoted	  more	  hostile	  participation	  within	  the	  areas”.	  

In	   Cases	   2	   and	   7,	   informants	   suggested	   that	   the	   fact	   that	   the	   client	   was	   a	   family	  

business	  was	  a	  limiting	  factor	  in	  achieving	  change.	  As	  C7	  mentioned:	  

“One	   of	   the	  most	   important	   limitations	  was	   to	   be	   a	   family	   company.	  We	   could	   have	   done	  

things,	  more	  things,	  if	  they	  had	  had	  more	  business	  than	  feeling	  positions”.	  

On	  the	  contrary,	  some	  informants	  talked	  about	  how	  the	  openness	  of	  the	  company	  to	  

change	   (M3	   and	   R3)	   and	   explore	   new	   opportunities	   (D1,	   C4	   and	   11)	   was	   a	  
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characteristic	  that	  helped	  them	  to	  achieve	  changes	  in	  the	  R&D/marketing	  relationship.	  

As	  R3	  described:	  

“Co3	   can	   be	   organised	   and	   re-‐organised	   very	   fast.	   We	   are	   used	   to	   have	   organisational	  

changes.	  This	  was	  helpful	  since	  C3	  job	  promoted	  organisational	  changes,	  perhaps	  not	  in	  all	  the	  

organisation	  but	  in	  some	  departments”.	  

Another	  aspect	  relating	  to	  the	  company’s	  management	  that	  was	  highlighted	  was	  the	  

frequent	   changes	   of	   human	   resources	   within	   companies,	   for	   different	   reasons:	   for	  

example,	   several	   organisational	   changes	   or	   the	   dismissal	   or	   departure	   of	   some	  

consultancy	   participants	   (Case	   3	   and	   8).	   In	   the	   opinion	   of	   D3	   and	   C8,	   if	   sensitised	  

people	  left	  the	  company	  and	  the	  spirit	  and	  the	  idea	  that	  collaboration	  is	  essential	  was	  

not	  transmitted	  to	  the	  new	  members	  and	  maintained,	  the	  achieved	  changes	  are	  lost.	  

As	  C8	  explained:	  

“The	   integration	   continued	   for	   some	   time,	   however	   now	   the	   company	   is	   under	   drastic	  

changes.	  The	  VP	  is	  not	  at	  the	  company,	  the	  R&D	  director	  resigned	  and	  their	  positions	  have	  not	  

been	  filled	  yet.	  Perhaps	  the	  achievements	  are	  not	  present	  now	  because	  two	  main	  pillars	  that	  

supported	  all	  these	  actions	  left	  the	  company”.	  

Senior	  management	  support	  /	  internal	  sponsor	  support	  

One	  of	  the	  aspects	  highlighted	  by	  the	  informants	  was	  senior	  management	  support	  (see	  

Table	  5.1).	  The	  involvement	  of	  senior	  managers	  could	  help	  changes	  to	  permeate	  (M4	  

and	  C5),	  since	  they	  could	  provide	  the	  required	  resources	  (C3,	  D5,	  R6,	  C6,	  M6,	  C9,	  C10	  

and	   C11),	   but	   more	   important	   they	   could	   convince	   people	   (C3	   and	   C8)	   and	   attract	  

people’s	   attention	   (D1	   and	  M3)	   due	   to	   their	   influence	   or	   credibility	   in	   the	   different	  

areas	  (C8	  and	  C9).	  In	  this	  regard	  C5	  commented:	  

“Because	  we	  got	  full	  support	  from	  the	  CEO	  of	  the	  Holding	  we	  were	  able	  to	  make	  some	  radical	  

changes”.	  

In	  fact	  C11	  suggested	  that	   innovation,	   like	  relationships,	   is	  a	  consequence	  of	  political	  

changes	   and	   therefore	   senior	   manager	   support	   is	   essential.	   Otherwise,	   they	   could	  

complicate	  or	  inhibit	  changes	  (C7	  and	  C9).	  
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The	  lack	  of	  senior	  manager	  support	  was	  highlighted	  by	  D2	  and	  R2	  as	  one	  of	  the	  factors	  

that	  hindered	  the	  consultancy	  service	  from	  having	  any	  impact	  on	  the	  organisation.	  D2	  

mentioned:	  

“There	  were	  not	  changes	  in	  people,	  behaviour	  or	  climate,	  everything	  was	  the	  same.	  But	  I	  know	  

the	  company,	  so	  I	  think	  the	  consultant	  didn’t	  have	  time	  and	  support	  and	  he	  was	  just	  focused	  

on	  the	  integration	  of	  the	  project	  and	  getting	  the	  funds.	  Due	  to	  the	  fact	  that	  this	  initiative	  was	  

not	  generated	  in	  the	  company,	  the	  direction	  and	  managers	  were	  not	  convinced	  about	  it”.	  

Senior	  management	  support	  also	  considers	   the	  provision	  of	   the	  resources	  needed	  to	  

perform	  the	  consultancy	  services:	  people	  and	  time,	  among	  others.	  

In	  many	   cases,	   the	   consultants	   (C3,	   C6,	   C10,	   C11)	   suggested	   that	   another	   important	  

aspect	   during	   an	   intervention	   is	   to	   have	   the	   support	   and	   interest	   of	   the	   internal	  

sponsor	   or	   leader	   of	   the	   initiative	   (mainly	   VP	   or	   R&D,	   marketing	   or	   innovation	  

directors)	   since	   they	   contribute	   to	   achieving	   not	   only	   the	   consultancy	   objective	   but	  

also	   changes	   in	   the	   R&D/marketing	   relationship,	   because	   they	   support	   consultant	  

ideas,	  provide	  the	  required	  resources,	  give	  access	   to	   required	  people	  and	  make	  sure	  

the	  important	  people	  from	  different	  areas	  were	  involved.	  	  C6	  mentioned:	  

“…	  He´s	  one	  of	  the	  best	  leaders	  of	  projects	  that	  I	  have	  handled...	  He	  was	  very	  responsible,	  he	  

was	   very	   understanding,	   he	   was	   very	   open.	   And	   he	   had	   a	   huge	   sense	   of	   ownership;	   that	  

helped	  a	  lot”.	  

Participants’	  characteristics	  	  

Some	   informants	   (see	   Table	   5.1),	   mainly	   consultants,	   suggested	   that	   the	   company	  

participants’	   characteristics	   were	   an	   important	   factor	   in	   achieving	   changes	   in	   the	  

relationship.	   Informants	   from	   cases	   4,	   6,	   11	   and	  12	  highlighted	   the	  openness	   of	   the	  

participants	   and	   their	   interest	   and	   commitment	   in	   doing	   the	   job	   as	   an	   important	  

characteristic.	  C6	  stated:	  

“They	  [participants]	  were	  very	  committed	  to	  making	  the	  relationship	  work.	  So	  we	  found	  a	  lot	  

of	   openness	   from	   their	   side	   to	   learn	   our	   methodology,	   to	   ask	   questions,	   to	   make	   shift	  

wherever	  required.	   (…).	  So,	   if	   I	  have	  to	  put	  these	  things	  together,	  this	  was	  a	  very	  generative	  

formal	  relationship	  where	  two	  parties	  were	  trying	  to	  make	  it	  work.	  They	  were	  trying	  to	  make	  

the	  relationship	  work”.	  
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In	  case	  C9,	  the	  consultant	  suggested	  that	  even	  though	  the	  marketing	  people	  were	  not	  

interested	  at	  the	  beginning,	  some	  of	  them	  changed	  during	  the	  process.	  

“Marketing	  people	  went	  to	  the	  workshops	  but	  they	  thought	  that	  they	  didn´t	  have	  too	  much	  to	  

learn.	   But	   at	   the	   end	   they	   realised	   that	   there	  were	   a	   lot	   of	   things	   that	   they	   didn´t	   do,	   and	  

these	  could	  be	  useful	  to	  them	  (…).	  Some	  of	  them	  were	  very	  involved	  in	  the	  workshops	  and	  they	  

were	  interested	  in	  the	  methodology”.	  	  

In	   Cases	   1,	   2,	   3	   and	   8,	   where	   there	   was	   a	   lack	   of	   change	   in	   the	   R&D/marketing	  

relationship,	  or	  the	  change	  was	  not	  sustained,	  the	   informants	  mentioned	  that	  not	  all	  

the	   participants	  were	   interested	   in	   or	   attended	   all	   the	   consultancy	   service	   activities	  

(see	  details	  in	  Table	  5.1).	  R3	  said:	  

”They	  [the	  consultants]	  invited	  first	  the	  commercial	  directors	  and	  no	  one	  went;	  they	  just	  sent	  

people	   from	  their	  areas.	  These	   subordinates	  went	  and	   they	  had	   to	   transmit	   the	  message	   to	  

their	  bosses,	  but	   I	  am	  not	  sure	   that	   they	   transmitted	   the	  message	  properly.	   (…)	  Commercial	  

areas	   were	   required,	   but	   they	   didn´t	   participate	   enough.	   They	   were	   only	   short	   periods	   of	  

time”.	  

In	  two	  of	  these	  four	  cases,	  the	  consultants	  associated	  this	  lack	  of	  interest	  with	  heavy	  

workloads	  (D3	  and	  C8).	  	  

Also,	   informants	  (D4,	  C5,	  C6	  and	  C8)	  suggested	  that	  the	   labour	  and	  characteristics	  of	  

the	   internal	   leader	   of	   the	   consultancy	   service	  within	   the	   company	  was	   important	   in	  

promoting	  changes.	  As	  C8	  described:	  

“I	   think	   that	   it	   was	   more	   important	   the	   characteristics	   of	   the	   opposing	   party	   than	   the	  

company.	  The	  person	   responsible	   to	   conduct	   this	   kind	  of	  project,	  he	  was	  a	   real	   leader,	  with	  

influence	  in	  the	  technical	  area	  as	  well	  as	  the	  marketing	  area”.	  

Follow	  up/implementation/internal	  initiatives	  

During	   the	   interviewees	   different	   informants	   (see	   Table	   5.1)	   suggested	   that	   even	  

though	   some	   activities	  were	   useful	   for	   generating	   changes	   in	   the	   company	   and	   the	  

R&D/marketing	  relationship,	  the	  lack	  of	  follow	  up	  to	  the	  consultant	  activities	  and	  the	  

failure	   to	   implement	   some	   of	   the	   processes	   and	   consultant	   suggestions	  meant	   that	  

changes	  in	  the	  relationship	  were	  not	  maintained.	  C4	  talked	  about	  this	  issue:	  
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“I	   do	   not	   know	   if	   the	   relationship	   continued	   after	   this	   activity.	   But	   this	   opened	   avenues	   to	  

different	  kinds	  of	  contacts	  afterwards,	  as	  well	  as	  making	  it	  easier	  to	  contact	  one	  another.	  The	  

permanence	  of	  this	  depended	  on	  if	  they	  had	  opportunities	  to	  work	  together	  later”.	  

Examples	  where	  the	  implementation	  of	  the	  processes	  and	  the	  consultant’s	  suggestions	  

improved	   the	   communication	   and	   relationship	   between	   people	   from	   R&D	   and	  

marketing	  were	  provided	  by	  several	  informants	  (C3,	  C5,	  M6,	  R6	  and	  C9).	  For	  example,	  

R6	  talked	  about	  this	  issue	  as	  follows:	  

“It	  was	  a	  very	  good	  inward	  methodology	  being	  established	  within	  the	  marketing	  team	  and	  the	  

R&D	   team	  and	   that	   continued	   for	   the	   last	  2	   years	   (…).	  And	  only	   very	   recently	   the	  people	   in	  

marketing	  think	  that	  this	  interaction	  is	  what	  keeps	  everybody	  aligned	  in	  a	  very	  nice	  way”.	  

Also,	   according	   to	   some	   informants	   (C3,	   C5,	   M6,	   R6,	   C9	   and	   C11),	   companies	   took	  

some	  decisions	  as	  a	  result	  of	  the	  learning	  acquired	  during	  the	  intervention	  that	  might	  

contribute	   to	   maintaining	   the	   changes	   in	   the	   relationship	   or	   even	   improve	   the	  

relationship.	  For	  example,	  C9	  pointed	  out:	  

“The	  company	  organised	  more	  workshops,	  more	  sessions	  to	  continue	  working	  together”.	  

On	  the	  other	  hand,	   in	  three	  cases	  (Cases	  1,	  3	  and	  8)	  the	  interviewees	  suggested	  that	  

the	   lack	   of	   implementation	   or	   follow	   up	   to	   the	   suggested	   processes	   and	   activities	  

reduced	  the	  effects	  of	  the	  consultancy	  activities	  on	  the	  R&D/marketing	  relationship.	  In	  

the	  opinion	  of	  R3:	  	  

“The	  workshop	  was	  very	  productive	  and	  useful	  to	  improve	  the	  relationship;	  however,	  it	  didn´t	  

have	  continuity.	  Everything	  was	  on	  paper,	  but	  we	  didn´t	   follow	  the	  next	  steps,	  so	  everybody	  

went	  back	  to	  their	  routine.	  The	  good	  outcomes	  of	  this	  workshop	  were	  diluted	  over	  time.	  (…)	  

During	   the	  workshop	  and	  the	  consultant	   intervention	  relationships	  were	   improved;	  after	   the	  

workshop,	  we	  separated	  again”.	  

5.1.2 Consultant	  characteristics	  

In	  all	  the	  cases	  analysed,	  the	  consultants	  were	  independent	  IMCs	  (Cases	  1,	  3,	  and	  5)	  or	  

IMCs	  part	  of	  a	  small	  consultancy	  firm	  (Cases	  2,	  4	  and	  6-‐12).	  Some	  company	  informants	  

explained	   that	   they	   selected	   these	   types	   of	   consultants	   due	   to	   their	   expertise	   and	  

specialisation	  (D2,	  D3,	  R3,	  D5,	  C6,	  M6	  and	  R6)	  and	  because	  independent	  consultants	  or	  

small	   consultancy	   firms	  do	  not	   arrive	  with	   standardised	  processes	   and	   solutions	   (D3	  
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and	   M3)	   or	   a	   theoretical	   focus	   (D5).	   C5,	   D5	   and	   C12	   also	   mentioned	   that	   big	  

consultancy	  firms	  just	  arrive	  and	  make	  analyses	  without	  establishing	  a	   link	  or	  getting	  

accepted	  by	  the	  client.	  M3	  commented:	  

“Normally	   we	   work	   with	   small	   consultancy	   firms	   (…)	   Big	   firms	   have	   more	   standardised	  

processes,	  and	   look	   to	  have	  more	  models.	   	   -‐These	  are	  my	   inputs,	  and	   if	   I	  have	   these	   inputs,	  

these	  are	  the	  results-‐.	  They	  have	  software.	  Here	  with	  C3,	  it	  was	  more	  primitive.	  (…)	  In	  the	  case	  

of	   independent	   consultants,	   they	   are	   based	   on	   their	   experience.	   (…)	   	  When	   you	   work	   with	  

independent	  consultants	  they	  create	  an	  ad-‐hoc	  service”.	  

Informants	   from	  all	   the	  cases,	  except	  2,	   suggested	   that	  not	  only	   the	  activities	  of	   the	  

consultants	   but	   also	   some	   of	   their	   characteristics	   were	   significant	   in	   producing	   a	  

change	   in	   the	   R&D/marketing	   relationship.	   They	  mentioned	   six	   different	   consultant	  

characteristics:	   (i)	  expertise	  and	  knowledge;	   (ii)	  ability	   to	  communicate;	   (iii)	  ability	   to	  

persuade	   and	   motivate;	   (iv)	   behaviour	   and	   personality;	   (v)	   ability	   to	   understand	  

participants	  and	  situations	  and	  finally	  (vi)	  working	  style.	  See	  Table	  5.2.	  

Table	  5.2	  Consultant	  characteristics	  suggested	  as	  relevant	  by	  interviewees	  

	   Company	  Cases	   Consultant	  Cases	  

	   1	   2	   3	   4	   5	   6	   7	   8	   9	   10	   11	   12	  

Knowledge	  and	  
Experience	  &	  
expertise	  	  

1/2	  
(D)	  

	   3/4	  
(D,M,R)	  

1/2
(C)	  

1/2	  
(D)	  

2/3	  
(M,R)	  

C	   	   C	   	   	   C	  

2/2	  
(D,R)	  

	   1/4	  (C)	   1/2
(C)	  

2/2	  
(C,D)	  

2/3	  
(M,R)	  

	   C	   	   C	   	   C	  

Behaviour	  and	  
personality	  

1/2	  
(D)	  

	   4/4	  
(C,D,M,R)	  

1/2	  
(C)	  

1/2	  
(C)	  

1/2	  (M)	   C	   	   C	   C	   	   C	  

Consultant	  working	  
style	  

	   1/2	  
(R)	  

3/4	  
(D,M,R)	  

	   	   	   C	   	   	   C	   C	   C	  

Ability	  to	  
communicate	  

2/2	  
(D,R)	   	   3/4	  

(C,M,R)	   	   1/2	  
(C,D)	  

3/3	  
(C,M,R)	   C	   C	   C	   C	   	   C	  

Ability	  to	  persuade	  
and	  motivate	   	  

1/2	  
(R)	   	  

3/4	  
(C,D,M)	  

1/2	  
(C)	  

2/2	  
(C,D)	   1/3	  (C)	   C	   C	   C	   	   	   C	  

Ability	  to	  
understand	  	   	   	   1/4	  (C)	   	  

2/2	  
(C,D)	  

2/3	  
(M,R)	   C	   C	   C	   C	   	   C	  

Note:	  Data	   in	   company	  cases	   is	  presented	  as	  X/Y,	  where	  X	   indicates	   the	  number	  of	   interviewees	   that	  
suggested	   this	   topic,	   and	   Y	   indicates	   the	   total	   number	   of	   interviewees	   in	   each	   case	   study.	   This	  
nomenclature	  is	  not	  used	  in	  consultant	  cases	  since	  all	  cases	  have	  only	  one	  informant,	  the	  consultant.	  

Before	   talking	   about	   the	   consultant	   characteristics	   that	   were	   relevant	   to	   promoting	  

changes	   in	   the	   R&D/marketing	   relationship,	   it	   is	   important	   to	   mention	   that	   some	  

informants	   (R1,	   D3,	   M3,	   C5,	   D5,	   R6	   and	   C7)	   recognised	   that	   simply	   because	   the	  
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consultant	  was	  an	  external	  person	  he/she	   could	   contribute	   to	  promoting	   changes	   in	  

the	  R&D/marketing	  relationship.	  In	  the	  words	  of	  R6:	  

	  “I	  was	  joking	  about	  this	  actually…	  that	  we	  require	  an	  external	  party	  to	  help	  us	  within	  Co6	  to	  

talk	  each	  other	  better	  (…)	  I	  do	  not	  know	  whether	  if	  they	  modify	  it,	  but	  they	  certainly	  made	  it	  

easy	  for	  us	  to	  talk	  each	  other”.	  

In	  regard	  to	  this	  point,	  due	  to	  the	  fact	  that	  consultants	  are	  external	  people,	  they	  have	  

certain	  advantages	  in	  promoting	  change	  since:	  (i)	  they	  are	  able	  to	  step	  outside	  of	  the	  

company’s	   day-‐to-‐day	   work	   (C5),	   detect	   problems	   and	   bring	   new	   solutions,	   new	  

perspectives,	  methods	  and	  tools	  (R1,	  D3	  and	  D5);	  and	  ii)	  see	  the	  company	  differently,	  

as	  they	  do	  have	  no	  bias	  (C1,	  M3,	  R6,	  C9).	  As	  D5	  put	  it:	  

“I	  can	  support	   this	   idea	  very	  much	  to	   introduce	  selectively	   foreign	  people	   like	  C5	  to	   improve	  

processes	  or	  to	  introduce	  new	  tools	  because	  by	  chasing	  new	  avenues	  you	  can	  fine	  tune	  or	  tune	  

your	  organisation,	  your	  processes	  towards	  a	  team,	  step	  by	  step”.	  	  

Consultant	  characteristics	  can	  be	  categorised	  into	  two	  groups:	  personal	  characteristics	  

and	  skills.	  

5.1.2.1 Consultants’	  personal	  characteristics	  

Expertise	  and	  broad	  knowledge	  

Several	  informants	  (see	  Table	  5.2)	  claimed	  that	  IMCs	  with	  a	  broad	  knowledge	  and	  a	  lot	  

of	   experience	   in	   the	   field	   were	   able	   to	   promote	   changes	   in	   the	   R&D/marketing	  

relationship	  since:	  	  

(i)	   they	   knew	   techniques	   or	   tools	   to	   facilitate,	   to	   integrate	   people	   or	   to	   help	  

organisations	   to	   be	   structured	   (C4,	   C5,	   C10	   and	   C12)	   which	   they	   acquired	   and/or	  

improved	  during	  previous	  projects	  and	  experiences	  (D3,	  R3,	  C5,	  C6,	  M6,	  C7	  and	  C9),	  

(ii)	   they	   were	   able	   to	   conduct	   the	   sessions	   in	   such	   a	   way	   that	   participants	   were	  

integrated	   and	   performed	   well	   (D3,	   C4,	   C5,	   R6	   and	   C7),	   since	   they	   were	   able	   to	  

translate	   terms	   to	   both	   parties	   (C7),	   control	   situations	   (D5	   and	   R6),	   solve	   problems	  

(D3,	  D5,	  C6,	  C7	  and	  C9)	  and	  construct	  teams	  (D3,	  C6	  and	  M6).	  As	  D3	  mentioned:	  	  
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“The	   consultant	   was	   very	   skilful	   because	   he	   has	   experienced	   the	   same	   issues	   in	   other	  

companies.	   He	   has	  worked	  with	   teams	   that	  worked	   very	   autonomously	   and	   separated	   and	  

helped	  them	  to	  communicate	  (…)	  Due	  to	  his	  preparation	  and	  exposition	  to	  different	  situations	  

and	  organisations,	  he	  can	  identify	  easily	  what	  kind	  of	  group	  he	  has	  in	  front	  of	  him	  and	  how	  to	  

promote	  closeness“.	  

(iii)	   they	  had	  been	  exposed	  to	  and	  solved	  this	  type	  of	  problem	  in	  different	   industries	  

before	   (D3,	  M3	  and	  M6),	   so	   they	  were	  able	   to	  analyse	  and	  understand	   the	  situation	  

quickly,	  and	  provide	  possible	  ways	  to	  solve	  things.	  	  

It	  is	  important	  to	  mention	  that	  knowledge	  was	  linked	  to	  expertise,	  since	  according	  to	  

D3,	  M6,	  C7	  and	  C10	  knowledge	  could	  have	  been	  acquired	  from	  experience.	  

Behaviour	  and	  personality	  

The	   informants	   suggested	   that	   the	   consultants’	   behaviour	   and	   personality	   had	   a	  

particular	   relevance	   to	   the	   impact	   of	   their	   activities	   (see	   Table	   5.2).	   The	   informants	  

interviewed	   remarked	   the	   importance	   of	   showing	   honest	   and	   real	   excitement	   and	  

interest	  in	  the	  activities,	  since	  this	  motivates	  and	  generates	  interest	  in	  the	  participants	  

(C3,	  M3,	  C5	  and	  C12).	  C5	  commented:	  

“Try	   to	   get	   the	   people	   excited,	   if	   they	   see	   that	   I	   am	   excited	   and	   passionate	   about	   it,	   that	  

sparks	  to	  those	  people.	  (…)	  This	  is	  social	  psychology	  in	  terms	  of	  consultancy.	  That	  helps	  a	  lot”.	  

The	   personality	   of	   the	   consultant	   was	   also	   mentioned	   as	   being	   important.	   Some	  

valuable	  characteristics	  suggested	  by	  interviewees	  were:	  to	  be	  open	  (R3),	  honest	  (C7,	  

R3,	  C5	  and	  C11),	  easy	  going	  (D1,	  D3	  and	  M3),	  friendly	  (D1,	  D3,	  R3	  and	  C5),	  empathetic	  

(C7,	  C9	  and	  C12),	  and	  not	  to	  force	  participants	  to	  do	  certain	  things	  (C4,	  M6	  and	  C12).	  

According	  to	  interviewees,	  these	  characteristics	  allowed	  the	  consultants	  to	  establish	  a	  

good	   consultant-‐client	   relationship	   (R3),	   and	  meant	   that	   the	   group	  participated	   (D3,	  

M3	  and	  C5),	  establishing	  a	  fluid	  interaction	  (D1).	  	  

Another	   behaviour	   that	   was	   highlighted	   (C3,	   C5,	   M6,	   C9,	   C10	   and	   C12)	   was	   the	  

consultants’	   disposition	   to	   listen,	   since	   in	   the	   informants’	   opinion	   this	   allowed	   the	  

consultants	   to	   know	   the	  participants’	   ideas	   and	  needs.	  But	   according	   to	  C5	  and	  C12	  



122	   CHAPTER	  5	  

	  

	  

this	  also	  helped	  participants	  to	  feel	  that	  their	  ideas	  were	  taken	  into	  account,	  which	  in	  

the	  opinion	  of	  C10	  helped	  to	  prevent	  participants	  rejecting	  the	  consultant.	  	  

Interestingly,	   in	  both	  cases	  where	  changes	  were	  not	  sustained	   (Case	  3	  and	  8)	  and	   in	  

Case	   2	   where	   there	   was	   no	   change,	   the	   informants	   suggested	   that	   the	   consultants	  

were	  persistent	  in	  trying	  	  to	  conduct	  the	  activities	  required	  to	  achieve	  the	  objective	  of	  

the	  consultancy	  service	  (M2,	  D3	  and	  C8),	  despite	  the	   lack	  of	   interest	  or	  resistance	  of	  

the	  participants.	  	  

Working	  style	  	  	  

Informants	   (D3,	   M3,	   C7,	   C10,	   C11	   and	   C12)	   suggested	   that	   a	   match	   between	   the	  

working	   style	   of	   a	   consultant	   and	   the	   company	   could	   be	   an	   important	   element	   in	  

achieving	  not	  only	  the	  objective	  but	  also	  changes	   in	  the	  R&D/marketing	  relationship.	  	  

The	  lack	  of	  such	  a	  match	  would	  complicate	  the	  establishment	  of	  a	  connection	  with	  the	  

client	  and	  make	  it	  difficult	  for	  changes	  to	  permeate,	  because	  there	  would	  be	  resistance	  

to	   accepting	   the	   ideas	   (C7,	   C10	   and	   C12)	   However,	   comparative	   analysis	   between	  

cases	  (see	  Table	  5.3)	  shows	  that	  changes	  can	  be	  produced	  even	  if	  there	  is	  not	  a	  match	  

(Cases	  3	  and	  6).	  As	  M3	  declared:	  

“The	  consultant	  matches	  our	  style	  (…)	  To	  find	  a	  consultant	  that	  matches	  with	  your	  culture	  is	  

very	  important.	  A	  consultant	  works	  well	  when	  he	  is	  aligned	  with	  you	  from	  the	  beginning	  and	  

he	  understands	  the	  company´s	  culture”.	  

Some	   informants	   recognised	   that	   the	   consultants	   tried	   to	   adjust	   their	  working	   style	  

(R2,	  R3,	  and	  C7),	  making	  an	  effort	  to	  understand	  the	  company’s	  processes,	  culture	  and	  

beliefs.	  In	  other	  cases,	  informants	  from	  the	  same	  case	  did	  not	  agree	  in	  their	  opinions	  

about	  the	  consultant-‐client	  match	  (i.e.	  case	  3	  and	  6).	  
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Table	  5.3.	   Information	  about	  the	  match	  between	  the	  consultant	  and	  the	  company	  working	  

style	  in	  the	  case	  studied	  performed	  

	   Company	  Cases	   Consultant	  Cases	  
	   1	   2	   3	   4	   5	   6	   7	   8	   9	   10	   11	   12	  
Change	   No	   No	   YesNS	   YesVL	   Yes	   Yes	   YesL	   YesNS	   Yes	   Yes	   Yes	   Yes	  

Match	   2/2	  
(D,R)	  

	   1/4	  
(M)	  

	   1/2	  
(D)	  

2/3	  
(C,R)	  

	   	   	   	   	   	  

No	  match	   	   	   1/4	  
(D)	  

	   	   	   	   	   	   	   	   C	  

Consultants	  
adjusted	  their	  
working	  style	  

	  
1/2	  
(R)	  

1/4	  
(R)	   	   	  

1/3	  
(M)	   	   	   	   	   	   	  

Source:	  Based	  on	  information	  provided	  by	  informants	  
Note:	   	  Data	   in	  company	  cases	   is	  presented	  as	  X/Y,	  where	  X	   indicates	  the	  number	  of	   interviewees	  that	  
suggested	   this	   topic,	   and	   Y	   indicates	   the	   total	   number	   of	   interviewees	   in	   each	   case	   study.	   This	  
nomenclature	  is	  not	  used	  in	  consultant	  cases	  since	  all	  cases	  have	  only	  one	  informant,	  the	  consultant.	  
NS	  -‐	  Change	  not	  sustained	  	   L	  -‐	  Limited	  change	   	   VL	  -‐	  Very	  limited	  

5.1.2.2 Consultants’	  skills	  

Ability	  to	  communicate	  

Informants	  (see	  Table	  5.2)	  agreed	  that	  the	  consultants’	  ability	  to	  communicate	  was	  a	  

key	   factor	   in	   generating	   better	   communication	   between	   R&D	   and	   marketing	  

participants.	  In	  fact,	  ability	  to	  communicate	  was	  considered	  a	  fundamental	  element	  of	  

the	  facilitation	  process	  (M6).	  

According	   to	   the	   informants,	   communication	   abilities	   were	   reflected	   in:	   (i)	   the	  

consultants’	  ability	  to	  provide	  clear	  messages	  that	  can	  be	  easily	  understood	  by	  all	  type	  

of	  participants,	  since	  this	  allowed	  participants	  to	  understand	  the	  activities	  performed	  

and	   the	   importance	   of	   their	   participation;	   and,	   as	   M3	   suggested,	   “everybody	   can	  

interact”;	   (ii)	   the	   consultants’	   ability	   to	   speak	   the	   language	   of	   different	   areas	   of	   the	  

company	  (D5	  and	  M6),	  since	  in	  the	  words	  of	  D5	  “technical	  people	  speak	  differently	  to	  

commercial	  people”;	  and	  (iii)	  the	  consultants’	  ability	  to	  translate	   ideas	  between	  both	  

areas	  (R6	  and	  C7).	  As	  R6	  described:	  	  

	  “They	  were	  very	  good	  in	  translating	  ideas.	  So	  that,	  I	  think…	  it	  was	  something	  that	  it	  was	  very	  

useful	  and	  it	  led	  to	  better	  communication	  [between	  R&D	  and	  marketing	  people]”.	  
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Ability	  to	  persuade	  and	  motivate	  

Some	  company	   informants	   (see	  Table	  5.2)	   suggested	   that	   the	   consultants	  who	  were	  

able	  to	  promote	  changes	  in	  the	  R&D/marketing	  relationship	  were	  those	  who	  had	  the	  

ability	   to	  persuade	  and	  motive	  participants	   to	   carry	  out	   certain	   activities,	   since	   they	  

were	   able	   to	   bring	   people	   together,	   generate	   emotions	   and	   interest	   in	   activities	  

between	  the	  different	  participants	  and	  align	  them	  as	  well	  as	  remind	  them	  to	  do	  their	  

job	  and	  collaborate.	  The	  consultants	  interviewed	  also	  recognised	  this	  ability	  (see	  Table	  

5.2).	  For	  example	  C8	  mentioned:	  

	  “It	   was	   an	   attitude	   of	   persuading	   the	   opposing	   party.	   We	   said:	   you	   don’t	   have	   the	   data,	  

someone	   has	   it,	   we	   should	   invite	   him.	   The	   ability	   was	   of	   communication.	   They	   needed	   to	  

understand	  that	  without	  the	  collaboration	  of	  marketing,	  the	  work	  could	  be	  done,	  but	  it	  would	  

be	  more	  difficult	  and	  it	  was	  highly	  probable	  that	  it	  would	  have	  more	  mistakes”.	  

Ability	  to	  understand	  

Informants	  suggested	  that	  consultants	  who	  were	  able	  to	  understand	  how	  people	  from	  

different	  areas	  think,	  feel	  and	  behave	  (C3,	  D5,	  M6,	  R6,	  C7,	  C8,	  C9	  and	  C12),	  what	  the	  

relationship	   is	   like	   (M6,	   C7	   and	   C8)	   and	   what	   the	   context	   is	   (issues	   like	   business	  

models,	   company	   processes,	   among	   others)	   were	   able	   to	   identify	   relationship	  

problems	  and	  contribute	  to	  bringing	  both	  parties	  together	  (C5,	  D5,	  M6,	  C7	  and	  C8).	  As	  

D5	  explained:	  	  

“It´s	   a	   management	   challenge	   to	   bring	   those	   groups	   [R&D	   and	   marketing]	   together.	   But	  

yourself	  as	  a	  consultant	  or	  as	  a	  manager	  you	  have	  to	  understand	  both	  groups.	  How	  they	  are	  

thinking”.	  

For	   this	   purpose,	   some	   consultants	   (C3,	   C9	   and	   C10)	   suggested	   that	   they	   should	   be	  

able	   to	   formulate	   good	   questions	   in	   order	   to	   get	   adequate	   information	   and	  

understand	  the	  situations.	  

5.1.3 Consultant-‐company	  relationship	  

The	  points	  highlighted	  by	  certain	   interviewees	  as	   important	   in	  generating	  changes	   in	  

the	  R&D/marketing	  relationship	  included	  the	  importance	  of	  establishing	  a	  connection	  
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or	  relationship	  between	  the	  consultant	  and	  the	  company’s	  participants	  as	  well	  as	  the	  

length	  of	  the	  client-‐consultant	  interaction	  (see	  Table	  5.4).	  	  

Table	   5.4	   Characteristics	   of	   the	   relationship	   between	   the	   consultant	   and	   the	   company	  

participants	  	  

	   Company	  Cases	   Consultant	  Cases	  

Consultant-‐Company	  
relationship	   1	   2	   3	   4	   5	   6	   7	   8	   9	   10	   11	   12	  

Consultant-‐client	  
connection	   	  

1/2	  
(D,R)	   	   	  

1/2	  
(C)	  

1/3	  
(C)	   C	   	   C	   C	   C	   C	  

Length	  of	  the	  
consultant-‐client	  
relationship	  

1/2	  
(R)	  

1/2	  
(D)	  

	   1/2	  
(C)	  

1/2	  
(C)	  

2/3	  
(C,M,R)	  

C	   	   	   	   	   	  

Note:	   In	   company	  cases	  data	   is	  presented	  as	  X/Y,	  where	  X	   indicates	   the	  number	  of	   interviewees	   that	  
suggested	   this	   topic,	   and	   Y	   indicates	   the	   total	   number	   of	   interviewees	   in	   each	   case	   study.	   This	  
nomenclature	  is	  not	  used	  in	  consultant	  cases	  since	  all	  cases	  have	  only	  one	  informant.	  	  

Consultant-‐client	  connection	  

Some	   consultants	   suggested	   that	   they	   needed	   to	   be	   accepted	   by	   company’s	  

participants	  and	  get	  their	  credibility	  or	  trust	  in	  order	  to	  get	  R&D	  and	  marketing	  people	  

to	  participate	  and	  cooperate,	  and	  to	  avoid	  resistance.	  For	  example,	  C10	  remarked:	  	  

“If	  you	  don’t	  engage	  with	  people	  you	  can	  be	  perceived	  as	  a	  threat”.	  

The	   companies’	   interviewees	   did	   not	   bring	   this	   point	   to	   the	   table,	   except	   in	   case	   2,	  

where	  there	  was	  no	  change	  in	  the	  relationship.	  Here,	  R2	  and	  D2	  mentioned	  that	  they	  

did	   not	   trust	   the	   consultant	   and	   R2	   remarked	   on	   the	   importance	   of	   the	   consultant-‐

client	   relationship	   to	   producing	   changes	   in	   the	   R&D/marketing	   relationship.	   He	  

proposed	  that	  changes	  depend	  not	  only	  on	  the	  consultant	  but	  also	  on	  the	  connection	  

between	  the	  consultant	  and	  the	  participants.	  R2	  stated:	  	  

“It	   is	   like	  with	  psychologists.	  They	  can	  use	   so	  many	   techniques,	  but	  what	   really	  generates	  a	  

change	  in	  the	  person	  is	  the	  way	  like	  the	  psychologist	  connects	  with	  his	  patient”.	  

Length	  

Finally,	  it	  was	  observed	  throughout	  the	  cases	  that	  the	  length	  of	  the	  intervention	  might	  

be	  a	  relevant	  variable	  in	  determining	  the	  possible	  impact	  of	  IMCs	  on	  the	  relationship.	  

According	   to	   eight	   participants,	   the	   greater	   number	   of	   meetings	   and	   common	  
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activities,	   the	   bigger	   the	   changes	   promoted	   in	   the	   relationship.	   For	   example,	   C5	  

mentioned:	  

“For	   the	  consultant	   it’s	  great	   to	  come	  up	  to	  something	  new	  and	  to	   follow	  through	  and	  help	  

facilitate	  such	  a	  process	  for	  a	   longer	  period	  of	  time	  […]	  And	  that	  gives	  you	  generally	  a	  bit	  of	  

time	  to	  really	  become	  intense	  in	  the	  organisation“.	  	  

However,	   C7	   suggested	   that	   longer	   consultancy	   processes	   do	   not	   necessarily	   bring	  

better	   results	   in	   regard	   to	   relationships	   or	   achievement	   of	   objectives.	   As	   he	  

mentioned:	  

	  “We	  were	   there	   for	  more	   than	  2	   years.	  We	   left	   the	   company	  by	  our	   own	  decision	  because	  

they	  didn´t	  recognise	  us	  and	  people	  that	  participated	  didn´t	  have	  decision	  power	  or	  were	  not	  

connected	  to	  the	  activities	  conducted”.	  

5.1.4 Framework	  	  (Part	  A+B)	  

As	  a	  result	  of	  the	  analytical	  process,	  Framework	  Part	  A	  was	  completed	  (see	  Figure	  5.1).	  

The	   complete	   framework	   (Part	   A+B)	   considers	   the	   consultants’	   activities,	   the	   results	  

during	  the	  intervention	  and	  the	  impact	  within	  the	  company	  that	  allow	  changes	  in	  the	  

R&D/marketing	   relationships.	   However,	   the	   final	   changes	   in	   the	   R&D/marketing	  

relationship	   were	   influenced	   by	   some	   contextual	   factors:	   the	   consultants’	   and	   the	  

companies’	  own	  characteristics,	  but	  also	  the	  characteristics	  of	  their	  relationship.	  

The	   set	   of	   information	   discussed	   in	   this	   chapter	   has	   provided	   detailed	   information	  

about	   the	   most	   important	   contextual	   factors	   in	   the	   cases	   studied.	   In	   the	   case	   of	  

company	  characteristics,	   the	   informants	  considered	  four	  main	  factors	  to	  be	  relevant:	  

(i)	   the	  management	   style	   and	   operational	   characteristics	   of	   the	   company;	   (ii)	   senior	  

management	  support;	  (iii)	  the	  characteristics	  of	  the	  consultancy	  service	  members	  and	  

(iv)	  the	  follow	  up	  to	  and	  implementation	  of	  the	  suggested	  activities	  and	  processes.	  

Talking	  about	  the	  company	  characteristics,	  the	  informants	  considered	  six	  main	  factors	  

to	  be	  relevant.	  Three	  of	  them	  are	  linked	  to	  the	  consultants’	  personal	  characteristics:	  (i)	  

expertise	  and	  knowledge;	   (ii)	  behaviour	  and	  personality	  and	   (iii)	  working	   style,	  while	  

the	   other	   three	   are	   linked	   to	   the	   consultants’	   skills:	   (iv)	   ability	   to	   communicate;	   (v)	  
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ability	   to	   persuade	   and	   motivate	   and	   (vi)	   ability	   to	   understand	   participants	   and	  

situations.	  

Finally,	  the	  connection	  or	  relationship	  between	  the	  consultant	  and	  the	  client	  and	  the	  

length	   of	   the	   intervention	   were	   also	   considered	   to	   be	   important	   factors	   that	   could	  

moderate	  the	  possible	  impact	  of	  the	  consultancy	  on	  the	  R&D/marketing	  relationship.	  

Figure	   5.1	   shows	   a	   graphical	   representation	   of	   all	   these	   elements,	   while	   Table	   5.5	  

shows	  a	  brief	  definition	  of	  the	  elements	  considered	  in	  the	  framework.	  

	  

Figure	  5.1	  Framework	  (Part	  A+B)	  
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Table	  5.5	  Definitions	  of	  the	  different	  elements	  of	  the	  framework	  

Component	   Definition	   Example	  

PROCESS	  INTERVENTION	   	  
Activities	   	   	  
Facilitation	  activities	   	  

§ Process	  
Facilitation	  	  

Activities	  aiming	  to	  guide	  the	  group	  through	  the	  
intervention	  process.	  Consultants	  help	  to	  structure	  
the	  process	  and	  tasks,	  and	  encourage	  interaction	  
and	  consensus	  among	  participants	  

Provision	  of	  a	  working	  
methodology	  

§ Establishment	  
of	  a	  positive	  
climate	  

Activities	  focused	  on	  generating	  a	  neutral	  
environment	  through	  the	  establishment	  of	  equal	  
conditions	  for	  all	  participants	  

Discouraging	  criticism	  or	  use	  
of	  non-‐specialised	  language	  

§ Encouraging	  
participation	  
and	  engaging	  
participants	  

Use	  of	  different	  dynamics	  and	  techniques	  to	  
attract,	  motivate	  and	  inspire	  the	  participants	  	  

Methodologies	  that	  involved	  
engagement	  with	  different	  
people,	  encourage	  people	  to	  
talk	  

§ Convincing	  the	  
stakeholders	  

Activities	  with	  stakeholders	  in	  order	  to	  explain	  the	  
process,	  get	  their	  support	  and	  convince	  them	  of	  
the	  importance	  of	  the	  process	  and	  certain	  changes	  	  

Meetings	  or	  workshops	  with	  
different	  stakeholders	  to	  
show	  them	  the	  methodology	  
or	  the	  importance	  of	  
coordination	  	  

§ Mediation	  role	  
Consultants	  interface	  with	  different	  groups	  and	  
try	  to	  translate	  ideas	  between	  them	  and	  
conciliate	  	  

Socio-‐emotional	  support,	  
provide	  examples	  to	  support	  
certain	  ideas	  

Promoting	  joint-‐work	   	  
§ Multidisciplinary	  
team-‐work	  

Activities	  that	  promote	  the	  establishment	  of	  
groups	  to	  perform	  certain	  activities	  or	  task	  	  

Groups	  to	  visit	  customers	  or	  
roadmapping	  workshops	  

§ Physical	  
interaction	  

Activities	  to	  promote	  formal	  and	  informal	  
interaction	  between	  participants	  from	  both	  areas	  

Sessions	  outside	  the	  
company,	  social	  activities	  

Providing	  common	  knowledge	   	  

§ Common	  
knowledge	  

Activities	  to	  provide	  participants	  from	  both	  areas	  
with	  the	  same	  concepts,	  frameworks,	  processes,	  
etc.	  so	  that	  they	  have	  a	  common	  understanding	  
and	  knowledge	  

Presentation	  of	  the	  NPDP	  or	  a	  
methodology	  to	  identify	  new	  
opportunities	  	  

§ Common	  
training	  

Provision	  of	  training	  sessions	  that	  involve	  people	  
from	  both	  areas	  

Training	  sessions	  for	  a	  new	  
methodology	  

§ Coaching	  
Provision	  of	  assistance	  to	  participants	  that	  
enables	  them	  to	  learn	  and	  develop	  in	  order	  to	  
achieve	  better	  results	  in	  their	  activities	  

Consultants	  provide	  one-‐to-‐
one	  sessions	  to	  team	  leaders	  	  
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Table	  5.5	  Definitions	  of	  the	  different	  elements	  of	  the	  framework	  (cont.)	  

Component	   Definition	   Example	  

PROCESS	  INTERVENTION	   	  
Results	   	   	  
Alignment	   	   	  
§ Common	  vision,	  
purpose	  or	  
interest	  

Establishment	  of	  a	  common	  vision,	  purpose	  
interest,	  approach	  and/or	  understanding	  in	  
participants	  from	  both	  areas	  

Understanding	  of	  key	  
problems	  of	  their	  organisation	  

Communication	  channels	   	  

§ New	  
communication	  
channels	  

Establishment	  of	  new	  ways	  and	  opportunities	  of	  
communication	  between	  participants	  from	  
different	  areas	  

Establishment	  of	  new	  
meetings	  or	  committees,	  use	  
of	  new	  technologies	  e.g.	  
Skype	  

Informal	  relationships	   	  

§ Knowing	  people	  
Opportunities	  to	  meet	  people	  from	  other	  areas	  
and	  establish	  informal	  communications	  and	  
relationship	  

Friendly	  relationships	  
between	  R&D	  and	  marketing	  
participants	  

Impact	   	   	  
Change	  in	  knowledge	  and	  ideas	  	   	  
§ Understanding	  
of	  working	  
processes	  and	  
roles	  

Understanding	  of	  the	  working	  process	  and	  the	  
role	  of	  their	  areas	  within	  such	  processes	  by	  
participants	  from	  both	  areas	  

Understanding	  of	  areas’	  
responsibilities,	  operation	  and	  
capabilities	  	  

§ Establishment	  of	  
a	  common	  
language	  

Establishment	  of	  a	  common	  language	  that	  allow	  
participants	  from	  both	  areas	  to	  communicate	  
and	  understand	  each	  other	  

Participants	  know	  the	  
meaning	  of	  certain	  words	  

Change	  in	  behaviours	  and	  attitudes	   	  

§ Recognition	  of	  
the	  other	  area	  

Participants	  understand	  and	  appreciate	  each	  
other’s	  perspective	  and	  recognise	  the	  
importance	  of	  people	  from	  the	  other	  area	  
changing	  their	  attitude	  towards	  them	  (more	  
openness,	  empathy	  and	  collaboration)	  

Involvement	  of	  the	  other	  area	  
at	  the	  beginning	  of	  the	  NPDP	  

§ Involvement	  on	  
the	  decision	  
making	  process	  

Recognition	  of	  areas	  with	  less	  power	  and	  
involvement	  of	  this	  on	  the	  decision	  making	  
processes	  	  

Co-‐responsibility	  in	  certain	  
activities	  

Change	  in	  structures	  and	  processes	   	  

§ New	  company	  
processes	  

Establishment	  or	  modification	  of	  some	  company	  
processes	  that	  force	  the	  interaction	  of	  people	  
from	  both	  areas	  

Development	  of	  a	  NPDP	  or	  
RM	  process	  

§ Change	  in	  
organisational	  
structures	  

Establishment	  or	  modification	  of	  organisational	  
structures	  recommended	  by	  the	  consultant	  or	  
product	  of	  the	  learning	  acquired	  	  

Establishment	  of	  a	  NPD	  team	  
or	  evaluation	  boards	  

Changes	  in	  the	  
R&D/marketing	  
relationship	  at	  
personal	  level	  

Increase	  in	  collaboration	  and	  interaction	  
between	  R&D	  and	  marketing	  people	  but	  only	  at	  
personal	  level,	  a	  product	  of	  the	  consultancy	  and	  
internal	  company	  decisions	  

Specific	  people	  start	  
contacting	  people	  from	  the	  
other	  area	  
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Table	  5.5	  cont.	  Definitions	  of	  the	  different	  elements	  of	  the	  framework	  

Component	   Definition	   Example	  

CONTEXTUAL	  FACTORS	   	  
Company	  characteristics	   	  
§ Management	  
and	  company	  
operation	  	  

Refers	  to	  the	  management	  style,	  as	  well	  as	  the	  
characteristics,	  operational	  forms	  and	  working	  
conditions	  of	  the	  company	  

Inertia,	  openness,	  strong	  
management	  style,	  etc.	  

§ Senior	  
management	  
support	  

Interest	  and	  support	  of	  the	  senior	  management	  
in	  the	  intervention	  process	  and	  permeation	  of	  
the	  changes	  

Provisions	  of	  resources,	  
convince	  and	  attract	  people	  

§ Participants’	  
characteristics	  

Behaviour,	  personality	  and	  power	  of	  the	  
company	  participants	  

Interest,	  availability,	  
openness,	  commitment,	  etc.	  

§ Follow	  up	  /	  
implementation	  

Follow	  up	  and	  implementation	  of	  the	  
consultancy	  activities,	  processes	  and	  suggestions	  
as	  well	  as	  support	  to	  consultancy	  activities	  
through	  internal	  initiatives	  

Implementation	  of	  new	  
processes	  or	  changes	  in	  the	  
evaluation	  and	  reward	  system	  	  

Consultants	  characteristics	   	  
§ Knowledge,	  
experience	  and	  
expertise	  	  

Consultants’	  knowledge	  and	  expertise	  obtained	  
from	  their	  academic	  training	  and	  experience	  in	  
different	  companies	  and	  fields	  

Knowledge	  of	  different	  
techniques	  or	  tools	  

§ Behaviour	  &	  
personality	  	  

Consultant	  personality	  and	  behaviour	  during	  the	  
activities	  

Interest,	  honesty,	  openness,	  
empathy,	  etc.	  

§ Consultant	  
working	  style	  	  

Consultancy	  working	  style	  that	  matches	  or	  can	  be	  
adjusted	  to	  match	  the	  company	  style	  	  

Match	  between	  their	  level	  of	  
risk,	  change	  rate,	  etc.	  

§ Ability	  to	  
persuade	  and	  
motivate	  

Consultants’	  ability	  to	  persuade	  and	  motive	  
participants	  to	  do	  certain	  activities	  	  

Ability	  to	  convince	  them	  
about	  doing	  certain	  things	  

§ Ability	  to	  
communicate	  

Consultants’	  ability	  to	  communicate,	  to	  provide	  
clear	  messages	  and	  speak	  the	  language	  of	  
different	  areas	  	  

Capability	  to	  translate	  ideas	  
between	  areas	  

§ Ability	  to	  
understand	  

Ability	  to	  identify	  and	  understand	  the	  
environment,	  context,	  situations,	  groups	  and	  
specific	  people	  

Understand	  how	  different	  
areas	  think,	  feel	  and	  behave	  
or	  what	  the	  relationship	  is	  
between	  them	  

RELATION	   	   	  
§ Consultant-‐
client	  
connection	  

Acceptance	  of	  the	  consultant	  by	  company	  
participants,	  establishment	  of	  a	  trusting	  
relationship	  between	  them	  

Open	  relationship	  

§ Length	  
Length	  of	  the	  consultancy	  service	  in	  terms	  of	  
amount	  of	  joint	  activities	  between	  consultant	  
and	  participants.	  	  

Amount	  of	  time	  spent	  in	  
workshops	  or	  on	  	  a	  task	  

5.1.5 Evaluation	  of	  the	  framework	  

To	  summarise,	  the	  case	  studies	  showed	  that	  the	  different	  activities	  performed	  by	  the	  

consultants	   could	   have	   both	   an	   immediate	   result	   and	   a	   longer-‐term	   impact	   on	   the	  

R&D/marketing	  relationship	  at	  a	  personal	  level.	  However,	  such	  changes	  are	  contingent	  

on	  different	  contextual	  factors.	  	  	  
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An	  analysis	  of	  the	   information	  obtained	  from	  the	  case	  studies	  shows	  that	  the	  first	  of	  

the	   company	  and	  consultancy	   cases	   yielded	  a	   set	  of	   findings	  while	   the	   final	   cases	   in	  

each	   category	   provided	   very	   little	   new	   or	   surprising	   information.	   This	   indicates	   that	  

theoretical	  saturation	  has	  been	  achieved	  and	  there	   is	  a	  high	  probability	   that	  most	  of	  

the	  relevant	  elements	  to	  be	  considered	  in	  the	  framework	  have	  been	  identified	  in	  the	  

analysis	  of	  these	  six	  company	  cases	  and	  six	  consultancy	  cases.	  Figure	  5.2	  and	  5.3	  show	  

a	   graphic	   representation	   of	   the	   total	   number	   of	   distinct	   factors	   identified	   in	   the	  

analysis	  of	  each	  category	  of	  the	  case	  studies.	  

	  

Figure	  5.2	  	  Number	  of	  elements	  identified	  in	  company	  case	  studies	  

	  

Figure	  5.3	  Number	  of	  elements	  identified	  in	  consultant	  case	  studies	  

To	  improve	  the	  validity	  of	  the	  framework,	  it	  was	  based	  on	  cases	  where	  changes	  in	  the	  

R&D/marketing	  relationships	  were	  observed,	  as	  well	  as	  cases	  where	  no	  changes	  were	  
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observed.	   Furthermore,	   all	   the	   company	   cases	   included	   observer	   triangulation;	   in	  

other	  words,	  involved	  more	  than	  one	  informant.	  

5.1.6 Summary	  

The	   information	   provided	   by	   interviewees	   allowed	   the	   researcher	   to	   have	   a	   greater	  

understanding	   of	   the	   innovation	   management	   consultancy	   process	   and	   of	   some	  

contextual	  factors	  that	  could	  affect	  the	  effect	  of	  those	  services	  on	  the	  R&D/marketing	  

relationship.	  

The	   proposed	   framework	   offers	   a	   better	   understanding	   of	   the	   effect	   of	   the	   IMC	  

Services	  on	  the	  R&D/marketing	  relationship.	  Such	  a	  framework	  recognises	  useful	  IMC	  

activities	  and	  the	  results	  and	  impact	  within	  the	  company	  promoted	  by	  these,	  but	  also	  

recognises	   the	   importance	  of	   three	  different	  contextual	   factors	  on	   the	   final	  effect	  of	  

the	  consultants	  on	   the	  R&D/marketing	   relationship:	   the	  consultants’	  and	  companies’	  

characteristics	  as	  well	  as	  the	  characteristics	  of	  their	  relationship.	  	  

The	  next	  chapter	  will	  present	  the	  results	  obtained	  from	  a	  series	  of	  feedback	  interviews	  

(described	   in	   Section	   3.7)	   and	   from	   a	   small-‐scale	   survey	   (described	   in	   Section	   3.8)	  

conducted	  with	  R&D,	  marketing	  or	  innovation	  managers	  or	  directors	  and	  IMCs.	  It	  also	  

presents	  a	  comparative	  analysis	  between	   the	   results	  obtained	  during	   these	  activities	  

and	  the	  proposed	  framework	  in	  order	  to	  verify	  the	  pertinence	  of	  the	  framework.	  	  

	  



6 FRAMEWORK	  VERIFICATION	  

The	   previous	   chapters	   presented	   findings	   from	   the	   case	   study	   analysis	   and	   a	  

framework	  that	  depicts	  how	  Innovation	  Management	  Consultants	  (IMCs)	  could	  modify	  

the	  R&D/Marketing	  relationship,	  when	  performing	  a	  consulting	  service	  not	  specifically	  

pursuing	  a	  change	  in	  that	  relationship.	  This	  chapter	  presents	  the	  results	  of	  a	  series	  of	  

feedback	  interviews	  as	  well	  as	  the	  results	  of	  a	  small-‐scale	  survey	  conducted	  with	  R&D,	  

marketing	  or	  innovation	  managers	  or	  directors	  and	  IMCs.	  These	  sources	  of	  information	  

were	  used	  in	  order	  to	  verify	  the	  results	  obtained	  from	  the	  case	  studies	  and	  to	  evaluate	  

the	  pertinence	  of	  the	  proposed	  framework.	  	  

On	   one	   hand	   the	   feedback	   interviews	   provided	   extra	   information	   from	   different	  

sources	   since	   the	   interviewees	   who	   participated	   in	   this	   stage	   were	   different	   from	  

those	  who	  participated	  in	  the	  previous	  stage.	  Additionally,	  the	  feedback	  interviewees	  

represented	  a	  way	  to	  avoid	  research	  bias,	  since	  during	  this	  stage	  the	  interviewees	  had	  

the	  opportunity	   to	   review	  the	  results	  achieved	   in	   the	  previous	  stage	  of	   this	   research	  

and	  comment	  on	  their	  logic	  and	  pertinence.	  	  

On	   the	   other	   hand,	   the	   survey	   allowed	   the	   gathering	   of	   complementary	   data	   and	  

triangulation	  of	  methods.	  The	  results	  obtained	  during	  this	  stage	  were	  compared	  with	  

those	  obtained	  in	  the	  previous	  research	  stage	  to	  assess	  their	  divergence	  and	  to	  cross-‐

check	  the	  logic,	  pertinence	  and	  completeness	  of	  the	  framework	  proposed.	  

6.1 Feedback	  interviews	  

Eight	  interviews,	  two	  hours	  long	  on	  average,	  were	  performed	  in	  order	  to	  achieve	  three	  

main	  objectives:	  

§ Cross-‐check	  the	  logic	  and	  completeness	  of	  the	  proposed	  framework	  

§ Cross-‐check	  the	  pertinence	  and	  clarity	  of	  the	  terminology	  used	  in	  the	  framework	  

§ Explore	  additional	  implications	  of	  the	  research	  outcomes	  

6.1.1 	  Feedback	  interview	  description	  

Prior	   to	   the	   interview,	   participants	   received	   a	   pre-‐reading	   material	   with	   a	   brief	  

description	  of	  the	  main	  outcomes	  of	  the	  research	  project	  (see	  Appendix	  5).	  	  
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Feedback	  interviews	  involved	  two	  main	  parts:	  (i)	  a	  brief	  description	  of	  the	  scope	  of	  the	  

research	   as	   well	   as	   the	   elements,	   sub-‐categories	   and	   categories	   considered	   in	   the	  

framework;	  and	  (ii)	  a	  semi-‐structured	  interview	  that	  included	  a	  mix	  of	  open	  questions	  

and	  evaluation	  exercises	  segmented	  according	  to	  the	  different	  framework	  categories.	  

The	  interview	  protocol	  as	  well	  as	  the	  material	  used	  during	  the	  interview	  are	  shown	  in	  

Appendix	  6	  and	  5	  respectively.	  

During	   the	   feedback	   interviews,	   the	   informants	   provided	   comments	   that	   supported	  

the	   framework.	   Some	   of	   the	   most	   relevant	   points	   discussed	   during	   the	   feedback	  

interviews	  are	  listed	  below:	  	  

§ Pertinence	  of	   the	  different	  elements,	   sub-‐categories	   and	   categories	   considered	   in	  

the	  framework	  

§ Experiences	   and	   examples	   of	   how	   the	   elements	   under	   discussion	   contributed	   to	  

promote	  changes	  in	  the	  R&D/marketing	  relationship	  

§ Usefulness	  of	  the	  proposed	  activities	  in	  promoting	  the	  R&D/marketing	  relationship	  

§ Contribution	   of	   the	   results	   and	   changes	   to	   improving	   the	   R&D/marketing	  

relationship	  

§ How	   far	   the	   contextual	   factors	   might	   limit	   the	   consultants’	   impact	   on	   the	  

R&D/marketing	  relationship	  

§ Cause-‐effect	  relationships	  between	  activities	  and	  results	  

§ Any	   relevant	   element,	   sub-‐category,	   category	   or	   aspect	   not	   considered	   in	   the	  

framework	  

§ General	  appraisal	  of	  and	  comments	  on	  the	  capacity	  of	   the	   framework	   to	  describe	  

the	  effect	  of	  IMC	  Services	  on	  R&D/marketing	  relationships,	  and	  	  

§ Further	  practical	  implications	  

6.1.2 Participants	  	  

Eight	  people,	   divided	   into	   three	  groups,	   agreed	   to	  participate	   in	   this	   research	   stage:	  

three	   IMCs	  (referred	  thereafter	  as	  consultants);	   three	  people	  who	  previously	  worked	  

in	   R&D	   or	   marketing	   positions	   and	   were	   involved	   in	   IMC	   Services	   as	   company	  

participants	   and	   who	   now	   provide	   IMC	   Services	   themselves	   (referred	   to	   later	   as	  
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consultant/company	  participants);	  and	  two	  people	  who	  worked	  in	  large	  companies	  in	  

R&D	  and	  marketing	  positions	  and	  have	  participated	  in	  IMC	  Services	  (referred	  to	  later	  

as	  company	  participants).	  Participants	  are	  referred	  to	  using	  their	  initials.	  

Consultants	  

Regarding	   IMCs,	   everyone	   had	   more	   than	   10	   years’	   experience	   in	   providing	   IMC	  

Services	  across	  sectors	  and	  geographies.	  See	  more	  details	  in	  Table	  6.1.	  	  

Table	  6.1	  Consultants	  interviewed	  

Factors	   EM	   JR	   MR	  

Experience	  
(years)	  

>10	   	   >11	   >12	   	  

Geographical	  
location/market	  

MX/Latino	  America	   UK/UK	   UK/Europe	  

Type	  of	  
consultancy	  
services	  
provided	  

Technology	  
management	  and	  
innovation,	  
technology	  transfer,	  
among	  others	  

Strategy	  and	  
innovation,	  business	  
decision	  support	  and	  
demand	  driven	  training	  
and	  education.	  

Technology	  management	  and	  
manufacturing	  (technology	  
strategy	  analysis,	  new	  product	  
introduction,	  roadmapping,	  
technical	  design	  reviews,	  and	  
industry/market	  trends	  
analysis)	  

Main	  industry	  
sectors	  
attended	  

Chemical,	  
biotechnology,	  metal-‐
mechanic,	  among	  
others	   	  

Pharmaceuticals,	  
defence,	  chemical,	  
government,	  oil	  and	  
gas,	  among	  others	  

Aerospace,	  defence,	  food,	  
electronics,	  fabrication,	  
industrial	  automation,	  software	  
and	  telecoms	   	  

Consultant/company	  participants	  

In	  the	  case	  of	  the	  consultant/company	  participants,	  all	  of	  them	  had	  at	  least	  10	  years’	  

experience	  in	  industry	  and	  had	  participated	  in	  an	  IMC	  Service.	  Additionally,	  all	  of	  them	  

had	  also	  devoted	  at	  least	  6	  years	  providing	  IMC	  Services	  in	  a	  wide	  range	  of	  sectors	  and	  

geographies.	  See	  details	  in	  Table	  6.2.	  
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Table	  6.2	  Profile	  of	  consultant/company	  participants	  	  

Factors/Informants	   AF	   MM	   MP	  

Area	   	   Marketing/Consultant	   Marketing/Consultant	  	   R&D/Consultant	  

Experience	  	  
(years)	   	  

>16	  	  (marketing	  
director)	  
>6	  	  (consultant)	   	  

>11	  	  (marketing	  manager)	  
>12	  	  (consultant)	  

>	  20	  (R&D	  manager	  
and	  director)	  
>	  20	  (consultant)	  

Industry	  Sector	  	   Pharmaceutical	   	  
Technology,	  consumer	  
electronics	  

Information	  
technology	  

Geographical	  
location	  	  /	  
consultancy	  
geographic	  market	  	  

US/North	  America	   US/Asia	  Pacific,	  Europe	  and	  
Latin	  America	  

US/US,	  South	  America	  
and	  Asia	  

Type	  of	  
consultancy	  
services	  provided	  

Identification	  of	  new	  
opportunities,	  market	  
insights,	  NPD,	  among	  
others	  

Strategic	  market	  and	  
business	  planning,	  brand	  
and	  product	  management,	  
innovation	  strategy,	  
business	  process	  and	  
innovation,	  competitive	  
analysis,	  blue	  ocean	  
strategy,	  sales,	  et	  al.	  

New	  product	  
development,	  strategy	  
and	  other	  related	  
services	  

Main	  sectors	  
attended	  during	  
consultancy	  

Consumer	  goods,	  
pharmaceuticals,	  
among	  others	  

Medical	  devices,	  B2B,	  
consumer	  goods,	  aerospace,	  
information	  techno-‐logy,	  
pharmaceutical,	  clean	  tech	  
and	  retail	  

From	  semiconductors	  
to	  heavy	  equipment,	  
telecommunications	  to	  
office	  products	  

Note:	  All	  the	  participants	  are	  IMCs	  

Company	  participants	  

Concerning	  the	  company	  participants,	  both	  had	  at	  least	  10	  years’	  experience	  working	  

in	  a	  large	  company,	  and	  had	  participated	  in	  different	  IMC	  Services.	  See	  details	  in	  Table	  

6.3.	  

Table	  6.3	  Profile	  of	  company	  participants	  

Factors/Informants	   ES	   MN	  

Area	   	   R&D	   Marketing	  /	  innovation	  

Experience	  (years)	   	   >	  10	  year	  (R&D	  manager)	  
>	  12	  (5	  innovation	  director,	  7	  
manager)	  

Industry	  Sector	  	   Ceramic	  furniture	  and	  
accessories	  

Appliances	  

Geographical	  location	  /	  
consultancy	  geographic	  market	  	  

MX/Latino	  America	  and	  Middle	  
East	  

US/Worldwide	  

Type	  of	  consultancy	  services	  
were	  they	  were	  involved	  

Development	  of	  an	  innovation	  
platform	  

Definition	  of	  an	  innovation	  
system,	  and	  revitalisation	  of	  the	  
innovation	  program	  
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6.2 Results	  

During	  the	  interview,	  the	  interviewees	  commented	  on	  the	  elements	  considered	  in	  the	  

framework	  and	  how	  these	  were	  similar	  or	  different	  to	  what	  they	  had	  observed	  during	  

their	  participation	  in	  IMC	  Services.	  	  

In	   a	   broad	   sense,	   the	   structure,	   categories,	   components	   and	   relevance	   of	   the	  

framework	  made	  sense	  to	  all	  the	  interviewees.	  For	  example,	  MN	  declared:	  

“As	   a	   framework	   it	   seems	   correct	   to	   me.	   It	   encompasses	   all	   the	   actions	   and	   effects	   that	  

influence	  the	  promotion	  of	  relationship.	  […]	  I	  believe	  the	  framework	  covered	  all	  the	  pertinent	  

aspects”.	  

Another	   participant	   (MM)	   remarked	   on	   the	   usefulness	   of	   breaking	   down	   the	  

categories	  and	  sub-‐categories	  considered	  in	  the	  framework.	  	  

In	  some	  cases,	  the	  informants	  referred	  to	  a	  specific	  aspect	  or	  element	  using	  synonyms	  

or	  similar	   terms.	  For	  example,	   in	   talking	  about	  consultant	  behaviour	  and	  personality,	  

MP	   highlighted	   the	   importance	   of	   “candour”,	   an	   aspect	   already	   considered	   in	   the	  

framework	  as	  honesty	  and	  openness.	  	  

The	   following	   sections	   present	   some	   interviewee	   comments	   that	   were	   mentioned	  

during	   the	  discussion	  of	   the	  different	  elements	  of	   the	   framework.	  As	   a	   result	  of	   the	  

interviews,	   two	   issues	   that	   were	   not	   clearly	   identified	   in	   the	   previous	   stage	   of	   this	  

research	  were	   brought	   up.	   The	   first	  was	   the	   importance	   of	   the	   participants’	   culture	  

and	   the	   second	   was	   the	   number	   of	   participants.	   Additionally,	   the	   participants	  

questioned	   how	   often	   IMCs	   performed	   coaching	   activities	   and	   changes	   in	  

organisational	   structures.	   Therefore,	   this	   research	   stage	   generated	   new	   research	  

opportunity	  areas.	  
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6.2.1 Process	  intervention	  

6.2.1.1 Activities	  

	  	  

Figure	  6.1	  Activities	  performed	  by	  IMCs	  

Interviewees	   agreed	   that	   all	   the	   consultant	   activities	   considered	   in	   the	   framework	  

(Figure	   6.1)	   were	   pertinent	   and	   could	   be	   useful	   or	   very	   useful	   in	   modifying	   the	  

R&D/marketing	  relationship;	  but	  their	  relevance	  might	  vary,	  depending	  mainly	  on	  the	  

type	  of	  intervention	  and	  the	  characteristics	  of	  the	  company	  (AF,	  EM,	  JR	  and	  MP).	  For	  

example,	  AF	  stated:	  

“All	  of	  them	  are	  very	  useful	  to	  promote	  changes	  in	  the	  relationship.	  Every	  one	  is	  very	  useful,	  if	  

they	   are	   used	   for	   the	   right	   purposes.	   […]	   All	   of	   them	   {activities}	   have	   a	   very	   significant	  

impact”.	  

	  In	   general,	   the	   establishment	   of	   a	   positive	   climate	   and	   multidisciplinary	   teamwork	  

were	  the	  two	  activities	  that	  all	  the	  interviewees	  considered	  most	  useful	  in	  promoting	  

the	  R&D/marketing	  relationship.	  	  

Figure	   6.2	   presents	   the	   distribution	   of	   the	   evaluation	   values	   made	   by	   all	   the	  

informants	  regarding	  the	  usefulness	  of	  each	  activity	  in	  promoting	  the	  R&D/marketing	  
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relationship.	   Each	   bar	   represents	   the	   evaluation	  made	   by	   one	   informant.	   The	  mean	  

value	   of	   the	   evaluation	   of	   each	   element	   is	   presented	   on	   the	   right	   hand	   side	   of	   the	  

graph.	  	  

Additionally,	   Table	   6.4	   presents	   some	   informants’	   comments	   during	   the	   feedback	  

interviews	  that	  support	  the	  framework.	  	  

	  

Figure	   6.2	   Participants’	   evaluation	   of	   the	   usefulness	   of	   the	   consultants’	   activities	   in	  

promoting	  the	  R&D/marketing	  relationship.	  

Note:	  One	  of	  the	  interviewees,	  MP,	  did	  not	  evaluate	  the	  activities	  since	  he	  stated	  that	  even	  though	  all	  of	  
them	  could	  be	  very	  useful	  in	  promoting	  relationships,	  their	  usefulness	  depended	  on	  the	  characteristics	  
of	  the	  specific	  consultancy	  intervention.	  	  
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Table	  6.4	  Some	  interviewee	  comments	  related	  to	  the	  activity	  section	  of	  the	  framework	  	  

	  
Average	  
evaluation	  

Comment	  

Activities	   μ	   σX	   	  
Facilitation	  activities	   	   	   	  
§ Process	  
Facilitation	  	  

3.6	   0.8	   “Facilitators	   are	   very	   important,	   and	   very	  useful	   in	  promoting	  
relationships”	  (ES)	  	  

§ Establishment	  of	  a	  
positive	  climate	  

3.9	   0.4	   “I	  think	  (...)	  the	  establishment	  of	  a	  positive	  climate	  is	  essential,	  
if	  you	  cannot	  do	  that	  you	  definitely	  cannot	  facilitate”	  (JR)	  

§ Encouraging	  
participation	  and	  
engage	  
participants	  

3.6	   0.5	  
“You	   have	   to	  maintain	   the	   interest	   of	   certain	   actors	   that	   feel	  
that	   this	   is	   something	   that	   is	   not	   within	   his/her	   direct	  
competence”	  (EM)	  

§ Convincing	  
stakeholders	  

3.9	   0.4	  
	  “You	  need	  to	  have	  the	  blessing	  if	  you	  will,	  or	  the	  agreement	  of	  
the	   key	   stakeholders	   that	   this	   is	   a	   useful	   exercise	   otherwise	  
nothing	  happens”	  (MM)	  

§ Playing	  a	  
mediating	  role	   3.4	   0.5	  

“Mediation	  can	  be	  someone	  says	  something	   in	  a	  meeting	  and	  
someone	  blew	   them	  off	   and	   then	  you	   repeated	   in	   terms	   that	  
you	   think	   the	  other	  person	  will	   understand,	   that	   is	  mediation	  
and	  that	  is	  probably	  not	  a	  positive	  climate.	  So,	  I	  think	  again	  it	  is	  
valid”	  (MR)	  

Promote	  joint-‐work	   	   	   	  

§ Multidisciplinary	  
team-‐work	  	   3.7	   0.5	  

	  “Another	   thing	   that	   is	   useful	   to	   do	   is	   to	   get	   them	   to	   work	  
together	  in	  pairs,	  shadowing	  (…).	  The	  R&D	  guy	  just	  follows	  the	  
marketing	  guy	  (...)	  it	  is	  surprising	  how	  useful	  that	  can	  be.	  If	  they	  
have	   never	   really	   done	   that	   before,	   because	  marketing	   often	  
pick	   up	   things	   that	   are	   useful	   (...)	   And	   that	   changes	   the	  
dynamics.	  -‐You	  got	  stuff	  that	  is	  useful	  to	  me-‐”	  (JR)	  

§ Physical	  
interaction	  

3.3	   0.5	  

	  “They	   don't	   see	   each	   other,	   it’s	   amazing	  when	   they	   arrive	   in	  
the	  room	  for	  the	  first	  time.	  The	  whole	  team	  is	  around	  the	  room	  
and	  they	  only	  get	  around	  the	  room	  because	  someone	  external	  
is	   coming	   (…)	   we	   tend	   to	   make	   sure	   that	   there	   is	   always	  
opportunity	  for	  networking	  (…)	   I	   think	   it	  helps	  to	  create	  those	  
relationships”	  (MR)	  

Provide	  knowledge	   	   	   	  

§ Common	  
knowledge	   3.1	   0.7	  

“Perhaps	  one	  of	  the	  biggest	  impacts	  in	  an	  intervention,	  unless	  
in	  my	   experience,	   is	   the	   fact	   that	   people	   now	   are	   be	   able	   to	  
speak	  and	  use	  the	  same	  terminology	  and	  not	  only	  being	  able	  to	  
use	  it	  but	  also	  being	  able	  to	  have	  a	  clear	  definition	  ”	  (MM)	  

§ Common	  training	   3.1	   0.7	   	  “If	   the	   idea	   is	   a	   permanent	   change.	   There	   will	   be	   some	  
common	  training”	  (AF)	  

§ Coaching	   2.9	   0.9	  
	  “I	   see	   coaching	   almost	   quite	   aligned	   with	   the	   process	  
consultation.	   You	   are	   coaching	   people	   through	   the	   process”	  
(MR)	  

Note:	   Informants’	   comments	   are	   reported	   verbatim.	   Evaluation	   values	   were	   determined	   as	   follows:	  
Useless	  =1,	  neither	  useless	  nor	  useful=2,	  useful=3	  and	  very	  useful=4.	  	  
μ=Mean,	  	  σX	  =	  Standard	  deviation	  

Even	  though	  the	  informants	  mainly	  agree	  with	  all	  the	  elements	  of	  the	  framework	  they	  

highlighted	  certain	  aspects.	  



FRAMEWORK	  VERIFICATION	  	   141	  

	  

	  

Firstly,	  despite	  the	  fact	  that	  all	  the	  informants	  agreed	  on	  the	  importance	  of	  convincing	  

stakeholders,	  four	  of	  them	  (AF,	  JR,	  MM	  and	  MR)	  suggested	  the	  importance	  of	  clarifying	  

who	  the	  stakeholders	  are.	  	  

The	   stakeholders	   could	   change	   as	   a	   function	   of	   the	   company	   and	   the	   scope	   of	   the	  

consultancy	   service;	   however,	   some	   of	   the	   common	   stakeholders	   identified	  

throughout	  the	  cases	  were:	  the	  general	  manager,	  the	  board	  of	  directors,	  the	  R&D	  or	  

marketing	  directors	  and	  managers,	  and	  in	  some	  cases	  informal	  leaders	  within	  the	  R&D,	  

marketing	   or	   other	   areas	   related	   with	   the	   innovation	   process,	   i.e.	   the	   technology	  

manager	   or	   innovation	  manager.	   The	   same	   stakeholders	  were	   also	   identified	   in	   the	  

feedback	  interviews.	  

Secondly,	   informants	   considered	   coaching	   to	   be	   useful;	   nonetheless,	   three	   (AF,	   EM	  

and	   MM)	   interviewees	   questioned	   the	   possibility	   of	   providing	   coaching	   during	   a	  

consultancy	   service,	   since	   they	  proposed	   that	   sometimes	   companies	   do	  not	  want	   it.	  

EM	  stated:	  

“When	  you	  are	  involved	  in	  this	  {coaching},	  this	  could	  be	  a	  very	  positive	  situation.	  But	  in	  some	  

cases	  they	  don’t	  allow	  you	  to	  enter	  very	  easily	  into	  these	  processes	  (…)	  I	  have	  been	  in	  several	  

interventions	   where	   I	   couldn’t	   perform	   this	   work.	   We	   have	   done	   the	   project	   and	   we	   have	  

achieved	  results	  in	  terms	  of	  the	  relationship”.	  

AF	  talked	  also	  about	  coaching,	  but	  he	  suggested	  the	  need	  to	  specify	  if	  it	  was	  personal	  

or	  group	  coaching	  since	   it	   is	  possible	  to	  confuse	  coaching	  and	  training.	  Both	  types	  of	  

coaching	  were	  identified	  in	  the	  cases;	  however,	  it	  seems	  that	  the	  most	  frequent	  type	  

in	  the	  explored	  cases	  was	  individual	  coaching	  (D1,	  C3,	  R3,	  D5,	  C6,	  C9,	  C12).	  	  



142	   CHAPTER	  6	  	  

	  

	  

6.2.1.2 Results	  during	  the	  intervention	  

	  

Figure	  6.3	  Results	  during	  the	  intervention	  

In	   general,	   the	   results	   considered	   in	   the	   framework	   (Figure	   6.3)	   made	   sense	   to	   all	  

interviewees	   and	   were	   considered	   to	   contribute	   to	   modifying	   the	   R&D/marketing	  

relationship.	  For	  example,	  MP	  commented:	  	  

“Alignment,	  communication	  channels,	  relationships...	  yes.	  Those	  are	  fine.	  They	  are	  in	  the	  right	  

direction,	  that	  is	  what	  I	  have	  noted”.	  	  

Table	   6.5	   presents	   different	   interviewee	   comments.	   It	   also	   presents	   the	   mean	   and	  

standard	  deviation	  of	  the	  informants’	  evaluations	  of	  the	  usefulness	  of	  these	  results	  in	  

promoting	  the	  R&D/marketing	  relationship.	  Figure	  6.4	  presents	  the	  distribution	  of	  the	  

informants’	   evaluations.	   Each	   bar	   represents	   the	   evaluation	   provided	   by	   one	  

informant.	   The	   mean	   value	   of	   the	   evaluations	   provided	   for	   each	   of	   the	   elements	  

evaluated	  is	  presented	  on	  the	  right	  hand	  side	  of	  the	  graph.	  	  
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Table	  6.5	  Some	  interviewees’	  comments	  related	  to	  the	  results	  section	  of	  the	  framework	  	  

	   Average	  
evaluation	  

Interviewee’s	  comments	  

Results	  during	  the	  intervention	   	  
Alignment	  	   μ	   σX	   	  

§ Common	  vision,	  
purpose	  or	  
interest	  

5.0	   0.0	  

	  “The	  thing	  that	  aligns	  work	  in	  marketing	  and	  R&D	  better	  than	  
anything	   else	   for	   me	   is	   that	   both	   have	   a	   very	   clear	  
understanding	   of	   the	   common	   objective	   that	   they	   need	   to	  
achieve	  together”	  (MP)	  

Communication	  channels	  	   	  

§ New	  
Communication	  
mechanisms	  

4.1	   0.8	  

	  “The	   knowledge	   and	   the	   communication	   channels	   were	  
created,	   but	   the	   communication	   channels	   were	   created	   on	  
informal	   bases,	   and	   this	   helped	   to	   permeate	   information	  
between	  areas”	  	  (ES)	  

Informal	  relationships	  	   	   	   	  

§ Knowing	  people	   4.4	   0.7	  

	  “One	  of	  the	  consequences	  of	  interventions	  that	  I	  have	  noticed	  
is	  that	  people	  actually	  start	  knowing	  each	  other.	  Actually	  start	  
speaking	   to	  each	  other,	   about	   their	   families,	   their	   kids,	   about	  
the	   activities	   outside	   of	   work.	   (…)	   so	   they	   decide	   to	   start	  
coming	  together	  and	  talking	  more	  informally	  and	  that	  creates	  a	  
closer	  bond	  between	  departments”	  (MM)	  

Note:	  Informants’	  comments	  are	  reported	  verbatim.	  Evaluation	  values	  were	  determined	  as	  follows:	  Not	  
at	  all	  =1,	  to	  a	  little	  extent=2,	  to	  a	  moderate	  extent=3,	  to	  a	  great	  extent=4	  and	  to	  a	  very	  great	  extent=5.	  
μ=Mean	  and	  σX	  =	  Standard	  deviation.	  
	  
	  

	  
Figure	  6.4	  Participants’	  evaluation	  of	  the	  contribution	  of	  the	  consultant	  results	  to	  promoting	  

the	  R&D/marketing	  relationship	  	  	  
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The	  establishment	  of	  a	  common	  vision,	  purpose	  or	  interest	  was	  the	  result	  that	  all	  the	  

interviewees	  considered	  most	  important.	  Even	  though	  the	  informants	  agreed	  with	  all	  

the	  results	  proposed,	  there	  were	  some	  comments	  that	  are	  worth	  mentioning.	  

Regarding	  the	  point	  of	  informal	  relationships,	  MP	  and	  JR	  highlighted	  the	  importance	  of	  

building	  trust	  between	  participants.	  In	  the	  words	  of	  JR:	  

“I	  can	  see	  that	  {informal	  relationships}	  (…)	  could	  be	  there,	  and	  that	  is	  about	  rapport,	  trust”.	  

This	   point	  was	   already	   considered	   in	   the	   framework;	   nonetheless,	   it	  was	   not	   clearly	  

stated	  in	  the	  definition	  of	  informal	  relationships.	  

6.2.1.3 Relationship	  between	  activities	  and	  results	  

In	  Section	  4.3.6	  an	  analysis	  of	  the	  statements	  mentioned	  by	  informants	  was	  conducted	  

in	  order	  to	  establish	  a	  possible	  cause-‐effect	  relationship	  between	  activities	  and	  results.	  	  

During	   these	   interviews,	   the	   informants	   were	   asked	   to	   determine	   cause-‐effect	  

relationships	  between	  activities	  and	  results.	  	  Even	  thought	  the	  number	  of	  informants	  is	  

not	   statistically	   significant	   (only	  eight),	   the	   results	   are	   shown	  as	  a	  percentage	  of	   the	  

informants	   who	   suggested	   a	   relationship	   in	   order	   to	   facilitate	   the	   visualisation	   (see	  

Figure	  6.5).	  	  
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	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  Activity	   	  	  	  	  	  	  Result	  
%	  Informants	  that	  suggest	  a	  cause-‐

effect	  relationship	  during	  this	  
research	  stage	  

	  

Figure	  6.5	  Cause-‐effect	  relationships	  suggested	  by	  informants	  

Note:	  The	  numbers	  marked	  with	  an	  asterisk	  show	  cause-‐effect	   relationships	  not	  commonly	  suggested	  
during	  case	  studies.	  

6.2.1.4 Impact	  

	  

Figure	  6.6	  Impact	  
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Broadly	   speaking,	   the	   changes	   considered	   in	   the	   impact	   section	   of	   the	   framework	  

(Figure	  6.6)	  were	  considered	   logical	  and	   in	   line	  with	  what	   the	   interviewees	  observed	  

during	  their	  involvement	  in	  IMC	  Services.	  For	  example,	  MN	  mentioned:	  

“They	  {impacts}	  are	  pertinent	  (…)	  I	  think	  you	  have	  covered	  all	  the	  impacts	  that	  I	  have	  noticed”.	  

The	  most	  important	  element	  considered	  by	  interviewees	  was	  recognition	  of	  the	  other	  

area.	  

Table	  6.6	  presents	  some	  of	  the	  informants’	  comments	  during	  feedback	  interviews	  that	  

support	   the	   framework.	   It	   also	   presents	   the	   mean	   and	   standard	   deviation	   of	   the	  

evaluation	  values	  provided	  by	  all	   the	   informants.	  Figure	  6.7	  presents	  the	  distribution	  

of	   the	   evaluation	   values	   provided	   by	   all	   the	   informants	   regarding	   the	   usefulness	   of	  

each	   of	   the	   changes	   considered	   in	   the	   framework	   in	   promoting	   the	   R&D/marketing	  

relationship.	  	  Each	  bar	  represents	  the	  evaluation	  provided	  by	  one	  informant.	  The	  mean	  

value	   of	   the	   evaluations	   is	   presented	   on	   the	   right	   hand	   side	   of	   the	   graph	   for	   each	  

element.	  

Other	   issues	   that	   were	   mentioned	   by	   participants	   regarding	   this	   section	   were	   as	  

follows.	  

Firstly,	  MP	  highlighted	  that	  the	  establishment	  of	  a	  common	  language	   involves	  having	  

clear	  definitions.	  This	  point	  was	  identified;	  however,	  it	  was	  not	  explicit	  in	  the	  definition	  

of	  this	  element	  in	  the	  framework.	  	  

Secondly,	   concerning	   the	   recognition	   of	   the	   other	   area,	   MM	   highlighted	   the	  

importance	  of	  stating	  clearly	   in	  the	  definition	  of	  this	  point	  that	   it	   includes	  awareness	  

and	  understanding.	  In	  his	  words:	  	  

“Being	  able	   to	   recognise,	   understand	  and	  believe	   that	   the	  other	  area	   can	  help	   them	   is	   very	  

important	   (...).	   If	   by	   recognition	   you	  mean	  awareness	  and	  understanding	  of	   the	  other	  area,	  

that	  is	  perfectly	  fine”.	  

Nonetheless,	   awareness	   and	   understanding	   have	   been	   considered	   in	   the	   section	  

understanding	  of	  working	  processes	  and	  roles.	  	  

Also,	   in	   relation	   to	   the	   recognition	   of	   the	   other	   area,	   MM	   and	  MP	   highlighted	   the	  

importance	  of	  trust	  or	  belief,	  aspects	  that	  were	  already	  considered	  in	  the	  framework.	  	  
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Table	  6.6	  Some	  interviewee	  comments	  related	  to	  the	  impact	  section	  of	  the	  framework	  	  

	  
Average	  
evaluation	  

Interviewee’s	  comments	  

Impact	   μ	   σX	   	  
Change	  in	  knowledge	  and	  ideas	  	   	  

Understanding	  of	  
working	  processes	  
and	  roles	  	  

4.4	   0.9	  

“They	   said:	   yes,	   it	   {the	   relationship}	   can	   be	   improved,	   I	   know	  
you,	   I	   know	   the	   importance	   of	   your	   stage	   and	  my	   link	   in	   the	  
chain	  (…)	  So	  there	  was	  more	  awareness	  about	  these	  processes	  
from	  different	  perspectives	  thanks	  to	  the	  arguments	  from	  each	  
of	  the	  teams”	  (ES)	  

Establishment	  of	  a	  
common	  language	   4.3	   0.5	  

“It	  happened	  to	  someone	  who	  is	  working	  in	  a	  team	  for	  a	  while.	  
They	  work	  together	  for	  long	  time	  and	  they	  establish	  a	  common	  
language.	   It	   is	   a	   function	   of	   the	   time.	   They	   are	   working	  
together	  and	  learning”	  (AF)	  

Change	  in	  behaviours	  and	  attitudes	  

Recognition	  of	  the	  
other	  area	  

4.4	   0.7	  

“Being	   able	   to	   recognise,	   understand	   and	   believe	   that	   the	  
other	  area	  can	  help	  them	  is	  very	  important.	  So	  you	  are	  correct	  
at	   least	  from	  what	  I	  have	  seen	  in	  an	  intervention	  process.	  It	   is	  
very	   crucial	   to	   help	   them	   to	   change	   that	   behaviour	   and	   the	  
other	   things	   and	   this	   is	   a	   consequence	   of	   the	   intervention”	  
(MM)	  

Involvement	  on	  the	  
decision	  making	  
process	  

3.6	   1.1	  
“One	  of	  the	  things	  that	  the	  consultant	  can	  do	  is	  definitely	  open	  
peoples’	   eyes	   up	   to	   who	   they	   listen	   to,	   in	   order	   to	   make	   a	  
decision”	  (JR)	  

Change	  in	  structures	  and	  processes	  

New	  company	  
processes	   3.9	   0.6	  

“I	  definitely	  agree	  with	  you,	  to	  give	  you	  an	  example	  there	  have	  
been	   companies	   that	   have	   even	   created	   a	   formal	   innovation	  
department	   or	   a	   new	   process	   department,	   If	   you	   will,	   and	  
there	  are	  also	  some	  companies	  that	  have	  also	  created	  positions	  
like	   innovation	   officer	   or	   CIO	   as	   a	   consequence	   of	   the	  
intervention	   because	   they	   realise	   that	   they	   need	   to	   be	  more	  
focused”	  (MM)	  

Change	  in	  
organisational	  
structures	  

3.0	   0.9	  
	  “I	  have	  seen	  big	  impacts	  as	  I	  said	  …	  creation	  of	  new	  positions,	  
new	   roles	   and	   new	   ways	   of	   doing	   things	   that	   improve	   the	  
relationship”	  (MM)	  

Note:	  The	  aspects	  suggested	  by	  informants	  are	  reported	  verbatim.	  Evaluation	  values	  were	  determined	  
as	  follows:	  Not	  at	  all	  =1,	  to	  a	  little	  extent=2,	  to	  a	  moderate	  extent=3,	  to	  a	  great	  extent=4	  and	  to	  a	  very	  
great	  extent=5.	  
μ=Mean,	  	  σX	  =	  Standard	  deviation	  
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Figure	  6.7	  Participants’	  evaluation	  of	  the	  contribution	  of	  the	  changes	  obtained	  in	  promoting	  

the	  R&D/marketing	  relationship	  	  	  

Finally,	   regarding	   the	   changes	   in	   organisational	   structures,	   even	   though	   all	   the	  

informants’	   comments	   suggested	   that	   interventions	   could	   generate	   changes	   in	  

organisational	   structures	   and	   that	   such	   changes	   are	   useful	   in	   modifying	   the	  

R&D/marketing	   relationship,	   three	   informants	   (ES,	   JR	   and	  MR)	   commented	   that	   it	   is	  

not	  frequent	  to	  see	  organisational	  structure	  changes.	  As	  MR	  put	  it:	  

“I	  have	  not	  seen	  a	  lot	  of	  changes	  in	  organisational	  structure”.	  
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6.2.1.5 Changes	  in	  the	  R&D/marketing	  relationship	  	  

	  

Figure	  6.8	  Changes	  in	  the	  R&D/marketing	  relationship	  	  

The	   informants	   agreed	   that	   consultants	   can	  modify	   the	   R&D/marketing	   relationship	  

(Figure	  6.8).	  For	  example	  MM	  stated:	  

“I believe	  it	  {a	  change	  in	  the	  relationship}	  is	  always	  a	  by-‐product	  of	  the	  intervention	  whether	  

or	  not	  the	  consultant	  intended	  it	  to	  be”.	  

The	   informants	   also	   claimed	   that	   consultants	   only	   have	   an	   impact	   on	   the	  

R&D/marketing	  relationship	  at	  personal	  level.	  	  AF	  claimed:	  

“He	  {the	  consultant}	  can	  get	  changes	  within	  a	  small	  group	  of	  people.	  I	  remember	  one	  time,	  (…)	  

at	   that	   point	  my	   relationship	   was	   so	   good,	   but	   I	   took	   it	   as	   granted	   but	   I	   realised	   that	   the	  

organisation	  hadn’t	   change.	   It	  was	   just	   the	  people	  within	   the	   team.	   It	  was	   just	  because	   the	  

R&D	   person	   I	   worked	   with	   was	   still	   there,	   they	   were	   supporting	   together	   and	   that	   just	  

changed	  the	  things	  between	  us.	  It	  didn’t	  change	  the	  whole	  organisation”.	  

However,	  MM	  suggested	  that	  the	  impact	  could	  be	  greater,	  stating:	  	  

“So,	  it	  is	  really	  the	  person-‐to-‐person	  relationship	  at	  the	  end	  of	  the	  day	  and	  if	  you	  can	  improve	  

that	  {a	  person-‐to-‐person	  relationship}	  somewhat	  then	  it	  does	  have	  an	  impact	  on	  the	  company,	  

on	  the	  overall	  company,	  division	  or	  branch”.	  	  
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6.2.2 Contextual	  factors	  

	  

Figure	  6.9	  Contextual	  factors	  

The	   informants	   agreed	   that	   the	   possible	   impact	   of	   IMCs	   on	   the	   R&D/marketing	  

relationship	   is	   contingent	   upon	   the	   contextual	   factors	   identified	   (Figure	   6.9).	   MN	  

stated:	  

“I	  think	  all	  of	  them	  {contextual	  factors}	  are	  very	   important.	   I	  am	  trying	  to	  see	   if	  there	   is	  one	  

that	  you	  might	  have	  missed;	  but	  no,	  I	  think	  you	  cover	  everything”.	  

The	  informants	  were	  asked	  to	  evaluate	  how	  much	  each	  of	  the	  contextual	  factors	  could	  

limit	   the	  effect	  of	   the	  consultant	  on	   the	  R&D/marketing	   relationship.	  The	  scale	  used	  

was	  1,	  not	  at	  all;	  2	  to	  a	  little	  extent;	  3	  to	  a	  moderate	  extent;	  4	  to	  a	  great	  extent	  and	  5,	  

to	  a	  very	  great	  extent.	  The	  results	  are	  presented	  in	  the	  following	  sections.	  

Changes(in(
the(R&D(&(
Marke1ng(
rela1onship(
at(personal(

level(
!

RESULTS!DURING!THE!
INTERVENTION!

Facilita5on!ac5vi5es!

ACTIVITIES!PERFORMED! IMPACT!

Changes!in!structures!
and!processes!

Changes!in!behaviour!
and!aFtudes!

Changes!in!knowledge!
and!ideas!

Informal!rela5onships!

Communica5on!
channels!

Alignment!

PROCESS(INTERVENTION(

COMPANY!
CHARACTERISTICS!

•  Management!and!opera5on!of!the!
company!

•  Direc5ve!support!!
•  Characteris5cs!of!the!par5cipants!
•  Follow!up!/!implementa5on!/!internal!

ini5a5ves!

CONSULTANT!
CHARACTERISTICS!

•  Exper5se!&!Knowledge!
•  Behaviour!and!personality!
•  Working!style!
•  Ability!to!communicate!
•  Ability!to!persuade!and!mo5vate!
•  Ability!to!understand!par5cipants!and!situa5ons!

CONTEXTUAL(FACTORS(

•  Consultant!–
Company!
connec5on!

•  Length!

CONSULTANT!–
COMPANY!

RELATIONSHIP!
CHARACTERISTICS!

Providing!common!
knowledge!

Promo5ng!!jointUwork!



FRAMEWORK	  VERIFICATION	  	   151	  

	  

	  

6.2.2.1 Company’s	  characteristics	  	  

	  

Figure	  6.10	  Contextual	  factors:	  company’s	  characteristics	  

The	   informants	   agreed	   that	   all	   the	   contextual	   factors	   related	   to	   the	   company’s	  

characteristics	   considered	   in	   the	   framework	   (Figure	   6.10)	  were	   important	   and	   could	  

affect	  the	  final	  consultant	  impact	  on	  the	  relationship	  to	  a	  great	  extent.  

As	  EM	  stated:	  

“They	   {the	   contextual	   factors}	   are	   pertinent.	   All	   the	   characteristics	   of	   the	   company	   are	  

correct”.	  

Figure	  6.11	  visualises	  the	  evaluation	  values	  provided	  by	  all	  the	  interviewees	  regarding	  

the	   impact	   of	   each	   contextual	   factor	   on	   the	   possible	   consultant	   effect	   on	   the	  

R&D/marketing	   relationship.	   Each	   bar	   represents	   the	   evaluation	   provided	   by	   one	  

informant.	   The	   mean	   value	   of	   the	   evaluations	   provided	   for	   each	   of	   the	   elements	  

evaluated	  is	  presented	  on	  the	  right	  hand	  side	  of	  the	  graph.	  	  

Table	  6.7	  presents	  some	  of	  the	  informants’	  comments	  during	  the	  feedback	  interviews	  

that	  agree	  with	   the	   contextual	   factors	   considered	   in	   the	   framework.	   It	   also	  presents	  

the	   mean	   and	   standard	   deviation	   of	   the	   evaluation	   values	   provided	   by	   all	   the	  

informants.	  	  
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Figure	   6.11	   Participants’	   evaluation	   of	   the	   possible	   impact	   of	   different	   company	  

characteristics	  on	  the	  consultants’	  effect	  on	  the	  R&D/marketing	  relationship.	  

The	  participants’	  comments	  were	  consistent	  with	  the	  finding	  of	  the	  previous	  research	  

stage	   and	   therefore	   with	   the	   elements	   considered	   in	   the	   framework.	   Some	   extra	  

aspects	  were	  mentioned	  during	  the	  interviews.	  
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Table	  6.7	  Some	  interviewee	  comments	  about	  company	  characteristics	  as	  contextual	  factors	  	  	  

	  
Average	  
evaluation	  

Interviewee’s	  comments	  

Contextual	  factors	   μ	   σX	   	  
Company	  characteristics	   	  

Management	  
and	  company	  
operation	  forms	  

3.9	   0.6	  

“The	   company’s	   personality	   is	   relevant,	   because	   something	   that	  
can	  apply	  to	  one	  company	  may	  not	  apply	  to	  another	  company	  (…)	  
they	   {companies}	   have	   different	   cultures	   and	   stakeholders.	   (…)	  
Perhaps	   something	   that	   worked	   in	   a	   company	   to	   improve	   the	  
relationship,	   won’t	   work	   in	   this	   one,	   even	   though	   they	   are	   best	  
practices”	  (ES)	  

Senior	  
management	  
support	  

4.5	   0.8	  

“If	  high-‐level	  people	  within	  the	  company	  support	  the	  consultancy	  
and	   it	   is	   presented	   in	   that	   way,	   this	   creates	   a	   more	   positive	  
climate,	  and	  allows	  and	  gives	  a	  reason	  and	  makes	  that	  the	  things	  
you	  are	  mentioning	  happen”	  (MN)	  

Participants’	  
characteristics	  

4.0	   0.8	  

	  “Particularly,	   the	   availability	   issue.	   This	   is	   a	   real	   and	   important	  
problem	  in	  organizations.	  In	  one	  case,	  I	  worked	  within	  a	  company	  
where	  the	  technology	  management	  responsible	  devoted	  less	  than	  
5%	  of	  their	  time	  per	  week	  […]	  The	  results:	   there	  was	  no	  progress	  
or	   changes	   […].	   He	   didn’t	   want	   to	   involve	   the	   other	   areas.	   No	  
matter	  how	  much	  I	  supported	  them	  and	  that	  I	  was	  doing	  my	  work,	  
it	  was	  impossible	  to	  achieve	  any	  results.	  Because	  at	  the	  end	  of	  the	  
day	  they	  are	  the	  ones	  who	  have	  to	  implement	  the	  changes	  within	  
the	  organization”	  (EM)	  

Follow	  up	  /	  
implementation/	  
internal	  
initiatives	  

4.2	   0.7	  

“The	   implementation	   problem	   and	   follow	   up.	   The	   things	   you	  
mentioned	   are	   real,	   they	   don’t	   do	   all	   the	   recommended	   things.	  
They	   don’t	   maintain	   the	   changes.	   They	   ignore	   you.	   Finally,	   they	  
decide	   because	   it	   is	   their	   business.	  We	   only	   provide	   suggestions	  
and	  recommendations”	  (EM)	  	  

Note:	  The	  aspects	  suggested	  by	  informants	  are	  reported	  verbatim.	  Evaluation	  values	  were	  determined	  
as	  follows:	  Not	  at	  all	  =1,	  to	  a	  little	  extent=2,	  to	  a	  moderate	  extent=3,	  to	  a	  great	  extent=4	  and	  to	  a	  very	  
great	  extent=5.	  
μ=Mean,	  	  σX	  =	  Standard	  deviation	  

Firstly,	   regarding	   the	  Management	   and	   company	   operation	   forms,	   considering	   their	  

previous	   intervention	  experiences	  as	  well	   as	   the	  definition	  provided	  of	   this	  element,	  

AF	   and	  MR	   suggested	   that	   a	   better	   term	   to	   use	   in	   this	   case	  would	   be	  management	  

style	  and	  company	  culture.	  	  	  

AF	  said:	  

	  “It	   is	   not	   clear	   the	  way	   is	   the	   label.	   No	   one	   reading	   that	  will	   understand	  what	   you	  mean.	  

Management	  and	  operation	  is	  culture,	  so	  it	  could	  be	  organisation	  culture	  and	  structure”.	  	  

Additionally,	   JR	   provided	  more	   examples	   of	   the	   aspects	   considered	   in	  management	  

style.	   He	   talked	   about	   the	   senior	   manager’s	   sense	   of	   urgency	   or	   his	   tendency	   to	  

request	   the	   consultant	   to	   do	  more	   things	   without	   extra	   payment.	   In	   his	   words	   the	  
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former	  means	  that	  “everything’s	  gonna	  be	  more	  stressful	  and	  your	  ability	  {consultant	  

ability}	   to	  do	  some	  social	  connections	  begin	   to	   fall	  out”,	  while	   the	   latter	  “affects	   the	  

client	  connection”.	  

Secondly,	  AF	  emphasised	  the	  senior	  management	  support	  aspect	  and	  remarked	  on	  the	  

importance	   of	   long	   term	   managers’	   commitment	   to	   sustaining	   the	   effect	   of	   the	  

changes	  and	  their	  contribution	  to	  promoting	  an	  adequate	  environment.	  	  He	  declared:	  

“	  If	  they	  are	  committed	  to	  this,	  there	  is	  a	  championship	  from	  the	  top	  and	  this	  is	  sustained	  over	  

the	  years,	  it	  is	  more	  likely	  to	  change”.	  

Finally,	  regarding	  participants’	  characteristics,	  MM	  suggested	  modifying	  this	  term	  since	  

in	  his	  opinion	  it	  only	  refers	  to	  personality	  and	  behaviour,	  not	  cultural	  background.	  MM	  

stated:	  

	  “I	  don't	  know	  if	   there	   is	  a	  better	  way,	  a	  better	  term	  to	  use	  [instead]	  characteristics.	  When	  I	  

think	   characteristics	   I	   think	  more	   about	   (…)	   the	   personality	   and	   how	   they	   behave	   (…)	   but	   I	  

think	   culture	   is	   huge,	   and	   I	   don't	   know	   if	   characteristics	   capture	   this.	   (…)	   They	   all	   have	  

different	  ways	  of	  behaving	  and	  many	  of	  those	  reasons	  are	  because	  of	  the	  culture,	  the	  culture	  

background”.	  

However,	  during	  the	  case	  studies	  performed	  during	  the	  first	  stage	  of	  the	  research,	  the	  

informants	  mainly	  mentioned	  behavioural	  and	  personality	  aspects.	  	  

One	   point	   not	   identified	   previously	   and	   brought	   to	   the	   discussion	   by	   MM	   was	   the	  

relevance	   of	   cultural	   geography.	   In	   his	   opinion	   this	   factor	   could	   determine	   the	  

importance	  and	  relevance	  of	  certain	  activities	  considered	  in	  the	  framework	  such	  as	  the	  

encouragement	   and	   engagement	   of	   participants	   and	   the	   promotion	   of	   physical	  

interaction,	  as	  well	  as	  some	  results	  during	  the	  intervention	  such	  as	  the	  establishment	  

of	   informal	  relationships.	   In	  other	  words,	  certain	  activities	  or	  elements	  considered	   in	  

the	   framework	   would	   be	   more	   useful	   in	   certain	   regions	   than	   others	   due	   to	   their	  

difference	  in	  culture.	  So	  this	  point	  is	  closely	  related	  to	  the	  cultural	  background	  of	  the	  

participants.	  MM	  commented:	  	  

“Participants	  sometimes,	  especially	  here	  in	  the	  US,	  are	  not	  as	  involved	  or	  engaged	  as	  they	  are	  

in	  other	  areas	  of	  the	  world.	  I	  have	  worked	  in	  Asia,	  Korea,	  Singapore	  and	  China	  and	  people	  take	  
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this	   type	   of	   activity	   more	   seriously	   than	   Americans	   do.	   Sometimes	   being	   more	   concerned	  

about	  picking	  up	  the	  telephone	  and	  talking	  to	  the	  client	  than	  being	  involved	  in	  the	  activity”.	  	  

6.2.2.2 Consultant	  characteristics	  

	  

Figure	  6.12	  Contextual	  factors:	  consultant	  characteristics	  

The	   informants	   considered	   that	   all	   the	   contextual	   factors	   related	   to	   consultant	  

characteristics	   (Figure	  6.12)	  could	  contribute	  to	   limiting	  possible	  consultant	  effect	  on	  

the	  R&D/marketing	  relationship.	  For	  example	  AF	  declared:	  

“It	  is	  hard,	  all	  of	  these	  are	  important	  (…)	  everything	  that	  is	  here,	  if	  you	  don't	  put	  it	  on,	  or	  if	  it	  

doesn't	  happen	  it	  is	  going	  to	  fail	  and	  changes	  won’t	  take	  place”.	  

In	  fact,	  participants	  considered	  that	  all	  of	  them	  contributed	  to	  a	  great	  extent	  or	  very	  

great	  extent.	  The	  factor	  evaluated	  lowest	  was	  consultant	  match	  with	  company	  working	  

style.  

Comparing	   the	   values	   obtained	   from	   company	   characteristics	   in	   comparison	   with	  

consultant	   characteristics	   as	   contextual	   factors,	   it	   is	   clear	   that	   consultant	  

characteristics	  were	  considered	  to	  be	  the	  factors	  with	  the	  most	  impact	  on	  the	  result.	  A	  

possible	  reason	  might	  be	  found	  in	  JR’s	  comment:	  
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“If	  the	  consultants	  can	  do	  this	  and	  have	  that,	  for	  example	  a	  flexible	  behaviour,	  they	  can	  cope	  

with	  the	  company	  characteristics”.	  

Figure	   6.13	   visualises	   the	   evaluation	   values	   provided	   by	   interviewees	   regarding	   the	  

impact	   of	   the	   enlisted	   contextual	   factors	   on	   the	   possible	   consultant	   effect	   on	   the	  

R&D/marketing	   relationship.	   Each	   bar	   represents	   the	   evaluation	   provided	   by	   one	  

informant.	  The	  mean	  value	  of	   the	  evaluations	   is	  presented	  on	  the	  right	  hand	  side	  of	  

the	  graph.	  	  

	  

Figure	   6.13	   Participants’	   evaluation	   of	   the	   possible	   impact	   of	   different	   consultant	  

characteristics	  on	  the	  consultants’	  effect	  on	  the	  R&D/marketing	  relationship.	  

Table	  6.8	  presents	  some	  of	  the	  interviewees’	  comments	  that	  agree	  with	  the	  contextual	  

factors	   considered	   on	   the	   framework.	   It	   also	   presents	   the	   mean	   and	   standard	  

deviation	  of	  the	  evaluation	  values	  provided	  by	  all	  the	  informants.	  	  
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Table	  6.8	  Some	  interviewee	  comments	  about	  consultant	  characteristics	  as	  contextual	  factors	  	  	  

	  
Average	  
evaluation	  

Interviewee’s	  comments	  

Contextual	  factors	   μ	   σX	   	  
Consultant	  characteristics	   	   	  

§ Knowledge,	  
experience	  and	  
expertise	  	  

4.6	   0.5	  

“The	  more	  experience	  a	  consultant	  has	   the	  more	  quickly	   they	  
can	  pick	  up	  on	  issues	  and	  also	  they	  can	  apply	  solution	  that	  they	  
knew	   before.	   I	   think	   that	   the	   same	   is	   with	   relations	   with	  
different	  groups.	  If	  you	  have	  come	  across	  the	  problem	  before,	  
you	  know	  as	   I	   said,	   to	   repeat	  something	   in	  a	  different	  way	  so	  
that	   someone	   else	   could	   understand	   how	   to	   get	   people	   to	  
interact”	  (MR)	  

§ Behaviour	  &	  
personality	  	   4.5	   0.5	  

	  “If	  you	  have	  a	  good	  relationship	  and	  personality	  and	  behaviour	  
the	  client	  will	  buy	  your	  work”	  (JR)	  

§ Consultant	  
working	  style	  	   4.1	   1.0	  

	  “The	   consultant	   has	   to	   adapt	   to	   the	   organisation,	   he/she	  
should	  not	  impose	  his/her	  style	  to	  the	  organisation”	  (EM)	  	  

§ Ability	  to	  
persuade	  and	  
motivate	  

4.5	   0.5	  
	  “If	   they	   don't	   have	   these	   characteristics	   and	   skills,	   they	  
probably	   won't	   succeed	   anyway	   (…)	   if	   they	   cannot	   persuade	  
they	  won't	  accomplish	  anything”	  (AF)	  	  

§ Ability	  to	  
communicate	  

4.5	   0.5	   	  “Apart	  from	  the	  knowledge,	  it	  should	  be	  good	  management	  of	  
the	  communication”	  (EM)	  

§ Ability	  to	  
understand	   4.6	   0.5	  

	  “It	   depends	   on	   the	   consultant’s	   understanding	   and	   how	  well	  
they	   convey	   that	   understanding	   on	   each	   of	   these	   activities”	  
(MP)	  

Note:	  The	  aspects	  suggested	  by	  informants	  are	  reported	  verbatim.	  Evaluation	  values	  were	  determined	  
as	  follows:	  Not	  at	  all	  =1,	  to	  a	  little	  extent=2,	  to	  a	  moderate	  extent=3,	  to	  a	  great	  extent=4	  and	  to	  a	  very	  
great	  extent=5.	  
μ=Mean,	  	  σX	  =	  Standard	  deviation	  

The	  informants	  highlighted	  certain	  aspects	  during	  the	  feedback	  interviews.	  

Related	  to	  knowledge,	  experience	  and	  expertise,	   the	   informants	  talked	  about	  general	  

consulting	  knowledge	  as	  well	  as	   innovation	  or	  technical	  knowledge	  and	  expertise.	  As	  

EM	  mentioned:	  

“The	  relationship	  between	  areas	  cannot	  be	  established	  as	  fluid	  as	  it	  could	  be	  established	  by	  a	  

consultant	   that	   has	   knowledge	   and	   abilities	   from	   both	   areas	   {R&D	   and	   marketing}	   (…)	  

Consultants	  should	  have	  these	  type	  of	  abilities	  {technical	  knowledge	  and	  group	  management	  

knowledge},	  but	  also	  knowledge	  and	  tools	  to	  understand	  different	  disciplines”.	  

Both	  these	  types	  of	  knowledge	  and	  expertise	  were	   identified	   in	  the	  case	  studies	  and	  

considered	  in	  the	  framework.	  However,	  MR	  suggested	  that	  the	  definition	  should	  clarify	  

type	  of	  knowledge	  to	  be	  considered.	  	  



158	   CHAPTER	  6	  	  

	  

	  

6.2.2.3 Company-‐consultant	  relationship	  

	  

Figure	  6.14	  Contextual	  factors:	  Company-‐consultant	  relationship	  characteristics	  

The	   informants	   considered	   that	   company-‐consultant	   relationship	   characteristics	  

(Figure	   6.14)	   could	   limit	   the	   effect	   of	   IMCs	   on	   the	   R&D/marketing	   relationship	   to	   a	  

great	  extent.	  	  

Figure	   6.15	   visualises	   the	   evaluation	   values	   provided	   by	   interviewees	   regarding	   the	  

impact	   of	   the	   enlisted	   contextual	   factor	   on	   the	   possible	   consultant	   effect	   on	   the	  

R&D/marketing	   relationship.	   Each	   bar	   represents	   the	   evaluation	   provided	   by	   one	  

informant.	   The	   mean	   value	   of	   the	   evaluations	   provided	   for	   each	   of	   the	   elements	  

evaluated	   is	  presented	  on	  the	  right	  hand	  side	  of	   the	  graph.	  Table	  6.9	  presents	  some	  

informant’s	   comments	   provided	   during	   the	   feedback	   interviews	   that	   agree	  with	   the	  

elements	   considered	   in	   the	   framework.	  And	   it	   also	  presents	   the	  mean	  and	   standard	  

deviation	  of	  the	  evaluation	  values	  provided	  by	  all	  the	  informants.	  	  
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Figure	  6.15	  Participants’	  evaluation	  of	  the	  possible	   impact	  of	  different	  company-‐consultant	  

relationship	  characteristics	  on	  the	  consultant	  effect	  on	  the	  R&D/marketing	  relationship.	  

Table	  6.9	  Some	  interviewee	  comments	  about	  company-‐consultant	  relationship	  characteristic	  

as	  contextual	  factors	  	  

	  
Average	  
evaluation	   Interviewee’s	  comments	  

Contextual	  factors	   μ	   σX	   	  
Company-‐consultant	  relationship	   	  

§ Consultant-‐client	  
connection	  

4.3	   0.5	  

	  “When	   that	   internal	   leader	   and	   the	   consultants	   are	   working	  
together,	  hand	  and	  hand,	  I	  think	  that	  what	  happens	  is	  that	  you	  
will	  have	  more	  an	   impact	  on	  this	  area	  {on	  the	  R&D/marketing	  
relationship}	  than	  if	  the	  internal	  leader	  sees	  a	  consultant	  more	  
as	  a	  provider	  of	  services	  and	  not	  a	  partner	  and	  that	  really	  has	  
an	  impact	  in	  this	  particular	  area,	  in	  changes	  of	  behaviours	  and	  
attitudes”	   (…)	   obviously	   there	   is	   a	   need	   for	   a	   personal	  
chemistry	  (MM)	  

§ Length	  of	  the	  
consultant-‐client	  
relationship	  

4.0	   0.5	  

“You	  can	  bring	  people	  to	  have	  meetings	  or	  things	  by	  two	  days;	  
and	  maybe	  there	  is	  a	  small	   improvement	  but	  people	  generally	  
tend	  to	  go	  back	  to	  the	  way	  they	  were.	  Usually	  people	  ...	  change	  
the	   way	   they	   interact	   with	   others	   over	   extended	   periods	   of	  
time,	   before	   new	   patterns	   of	   behaviour	   are	   established	   […]	  
understanding	   has	   to	   be	   done	   and	   has	   to	   be	   repeated	   and	  
people	  have	  to	  see	  that	  things	  actually	  have	  changed,	  and	  that	  
those	   changes	   need	   to	   be	   part	   of	   the	   benefits	   that	   are	  
common,	   but	   real	   and	   permanent	   change	   doesn't	   occur	  
easily...	  You	  know	  it	  has	  to	  be	  supported	  and	  championed	  over	  
a	  extended	  period	  of	  time”	  (AF)	  

Note:	  The	  aspects	  suggested	  by	  informants	  are	  reported	  verbatim.	  Evaluation	  values	  were	  determined	  
as	  follows:	  Not	  at	  all	  =1,	  to	  a	  little	  extent=2,	  to	  a	  moderate	  extent=3,	  to	  a	  great	  extent=4	  and	  to	  a	  very	  
great	  extent=5.	  	  
μ=Mean,	  	  σX	  =	  Standard	  deviation	  
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Even	  though	  the	  elements	  considered	  in	  this	  section	  of	  the	  framework	  made	  sense	  to	  

the	  interviewees,	  one	  of	  them	  added	  an	  extra	  point	  to	  the	  conversation.	  

AF	  suggested	  that	  the	  number	  of	  participants	  could	  determine	  the	  possible	  impact	  of	  

the	   consultant	   on	   the	   relationship.	   He	   stated	   that	   if	   there	   were	   several	   people	   not	  

involved	  in	  the	  exercise,	  they	  would	  behave	  as	  they	  used	  to,	  even	  though	  there	  were	  

changes	   in	  structures	  or	  processes,	  so	  the	  changes	  promoted	  would	  disintegrate.	   	  AF	  

stated:	  

	  “The	  less	  number	  of	  people	  involved,	  the	  less	  likely	  it	  is	  that	  any	  real	  permanent	  change	  will	  

occur”.	  

This	   variable	  was	   suggested	   only	   in	   one	   case.	   Therefore,	   it	   was	   not	   included	   in	   the	  

framework.	  

After	   commenting	  on	  all	   the	   contextual	   factors,	   interviewees	  were	  asked	   to	   vote	  on	  

the	  most	  important	  contextual	  factors	  in	  order	  to	  rank	  their	  relative	  importance.	  Even	  

though	  informants	  commented	  that	  the	  importance	  of	  each	  element	  depends	  on	  the	  

specific	   circumstances	   of	   the	   intervention,	   the	   contextual	   factors	   considered	   most	  

important	   were:	   the	   consultants’	   knowledge,	   experience	   &	   expertise	   and	   the	  

participants'	   characteristics.	   The	   results	   of	   the	   voting	   session	   are	  presented	   in	   Table	  

6.10.	  

Table	  6.10	  Relative	  importance	  of	  the	  factors	  considered	  in	  the	  framework	  

Number	  of	  votes	   	   Contextual	  factor	  

	   	   COMPANY	  CHARACTERISTICS	  	  
5	   	   Participants'	  characteristics	  	  
3	   	   Senior	  managers’	  support	  	  
3	   	   Management	  and	  working	  processes	  of	  the	  company	  
2	   	   Follow	  up	  /	  implementation/internal	  initiatives	  
	   	   CONSULTANT	  CHARACTERISTICS	  	  
7	   	   Knowledge	  and	  experience	  &	  expertise	  	  
4	   	   Ability	  to	  understand	  	  
3	   	   Consultant	  working	  style	  
3	   	   Ability	  to	  communicate	  
3	   	   Behaviour	  and	  personality	  
2	   	   Ability	  to	  persuade	  and	  motivate	  	  
	   	   COMPANY-‐CONSULTANT	  RELATIONSHIP	  
5	   	   Consultants’	  connection	  with	  the	  client	  
0	   	   Length	  

Total	  =	  40	  	   	   	  

Note:	   Participants	  were	  given	  5	   votes	   to	   allocate	   to	   any	   contextual	   factors	   considered	  most	   relevant.	  
They	  could	  allocate	  one	  or	  more	  votes	  to	  any	  of	  them.	  
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6.3 Analysis	  of	  the	  feedback	  interview	  results	  

The	  participants’	  comments	  during	  the	  feedback	  interviews	  allowed	  the	  researcher	  to	  

understand	  the	  IMC	  Services	  better	  and	  obtain	  extra	  evidence	  about	  how	  such	  services	  

could	   modify	   R&D/marketing	   relationships.	   This	   extra	   information	   was	   useful	   in	  

verifying	  that	  the	  framework	  did	  not	  reflect	  the	  researcher’s	  own	  point	  of	  view,	  only	  

the	  interpretation	  of	  information	  gathered	  from	  the	  case	  studies.	  

The	   interviewees’	   comments	  were	   classified	   into	   three	   levels.	   Table	   6.11	   presents	   a	  

graphic	  visualisation	  of	  the	  different	  types	  of	  comments.	  Zero	  level	  comments	  (green	  

cells)	   are	   those	   that	   support	   the	   relevance	   of	   the	   element	   considered	   in	   the	  

framework	  as	  well	  as	   the	  definition	  provided.	  First	   level	   comments	   (yellow	  cells)	  ask	  

for	  clarification	  of	  something	   in	  a	  definition	  or	  use	  a	  synonym	  to	  describe	  something	  

already	  considered	  in	  the	  framework.	  Second	  level	  comments	  (red	  cells)	  add	  an	  extra	  

point	   not	   previously	   identified	   in	   the	   cases	   or	   perhaps	   differing	   from	   the	   initial	  

evidence.	  	  

As	   it	   can	   be	   seen	   in	   Table	   6.11,	   the	   participants	   agreed	   on	   the	   vast	  majority	   of	   the	  

elements	  considered	  in	  the	  framework	  (green	  cells).	  Analysing	  the	  few	  issues	  brought	  

up	  by	   the	   informants,	   it	   can	  be	   seen	   that	  a	  high	  percentage	  of	   them	   (18	  out	  of	  257	  

cells	  =	  7%)	  were	  first	   level	  comments.	   In	  other	  words,	   these	  were	  comments	  aligned	  

with	   the	   findings	   of	   the	   first	   stage	   of	   this	   research	   that	  mainly	   suggested	  modifying	  

certain	  definitions	  to	  clarify	  what	  it	  is	  included	  within	  an	  element	  of	  the	  framework.	  So	  

the	  results	  indicate	  that	  the	  framework	  is	  stable	  and	  logic.	  	  

Regarding	  second	   level	  comments,	  eight	  comments	  relating	  to	   four	  main	  aspects	  are	  

highlighted:	  two	  aspects	  relating	  to	  the	  frequency	  of	  appearance	  of	  certain	  elements	  

of	  the	  framework,	  and	  two	  aspects	  relating	  to	  the	  characteristics	  of	  the	  intervention.	  
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Table	  6.11	  Summary	  of	  the	  comments	  provided	  by	  informants	  

	   	   Infomants	  

Sub-‐category	   Element	   MR	  	  	  EM	  	  	  	  AF	  	  	  	  MM	  	  	  	  	  	  MP	  	  	  	  	  ES	  	  	  	  JR	  	  	  	  MN	  

PROCESS	  INTERVENTION	   	   	   	   	   	   	   	   	  
Activities	  performed	   	   	   	   	   	   	   	   	  

	  Facilitation	  activities	  

Process	  Facilitation	  	   	   	   	   	   	   	   	   	  
Establishment	  of	  a	  positive	  climate	   	   	   	   	   	   	   	   	  
Encourage	  &	  engage	  participants	   	   	   	   	   	   	   	   	  
Convince	  stakeholders	  	   	   	   	   	   	   	   	   	  
Play	  a	  mediation	  role	  	   	   	   	   	   	   	   	   	  

Promoting	  joint-‐work	  
Multidisciplinary	  team-‐work	  	   	   	   	   	   	   	   	   	  
Physical	  interaction	   	   	   	   	   	   	   	   	  

Providing	  common	  
knowledge	  

Common	  knowledge	  	   	   	   	   	   	   	   	   	  
Common	  training	   	   	   	   	   	   	   	   	  
Coaching	  	   	   	   	   	   	   	   	   	  

Results	  during	  intervention	   	   	   	   	   	   	   	   	  
Alignment	   Common	  vision,	  purpose	  or	  interest	   	   	   	   	   	   	   	   	  
Communication	  
channels	   New	  communication	  mechanisms	   	   	   	   	   	   	   	   	  

Informal	  relationships	   Knowing	  people	  	   	   	   	   	   	   	   	   	  
Impact	   	   	   	   	   	   	   	   	   	  

Change	  in	  knowledge	  &	  
ideas	  

Understanding	   of	  working	   processes	  
and	  roles	  	  

	   	   	   	   	   	   	   	  

Establishment	   of	   a	   common	  
language	   	   	   	   	   	   	   	   	  

Change	  in	  behaviour	  
and	  attitudes	  

Recognition	  of	  the	  other	  area	   	   	   	   	   	   	   	   	  
Involvement	   on	   the	   decision	  making	  
process	  

	   	   	   	   	   	   	   	  

Change	  in	  structures	  
and	  processes	  

New	  company	  processes	  	   	   	   	   	   	   	   	   	  
Changes	  in	  organisational	  structures	   	   	   	   	   	   	   	   	  

Changes	  in	  the	  R&D/marketing	  relationship	  at	  personal	  level	   	   	   	   	   	   	   	   	  
CONTEXTUAL	  FACTORS	   	   	   	   	   	   	   	   	  

Company	  
characteristics	  

Management	   style,	   and	   working	  
processes	   and	   conditions	   of	   the	  
company	  	  

	   	   	   	   	   	   	   	  

Senior	  management	  support	   	   	   	   	   	   	   	   	  
Participants’	  Characteristics	   	   	   	   	   	   	   	   	  
Follow	  up	  /	  implementation/	  internal	  
initiatives	   	   	   	   	   	   	   	   	  

Consultant	  
characteristics	  

Knowledge,	  experience	  and	  expertise	  	   	   	   	   	   	   	   	   	  
Behaviour	  &	  personality	  	   	   	   	   	   	   	   	   	  
Consultant	  working	  style	  	   	   	   	   	   	   	   	   	  
Ability	  to	  persuade	  and	  motivate	   	   	   	   	   	   	   	   	  
Ability	  to	  communicate	   	   	   	   	   	   	   	   	  
Ability	  to	  understand	   	   	   	   	   	   	   	   	  

Company-‐consultant	  
relationship	  
characteristics	  

Consultant-‐client	  connection	   	   	   	   	   	   	   	   	  
Length	  consultant-‐client	  relationship	   	   	   	   	   	   	   	   	  
Number	  of	  participants	   	   	   *	   	   	   	   	   	  

Note:	  *	  This	  aspect	  was	  not	  considered	  in	  the	  framework,	  but	  it	  was	  raised	  by	  one	  interviewee.	  
Zero	  level,	  Support	  elements	  and	  definitions	  considered	  in	  the	  framework	  
1st	  level,	  Clarification	  of	  an	  elements	  or	  suggestion	  of	  an	  additional	  or	  better	  term	  
2nd	  level,	  Extra	  point	  not	  identified	  or	  different	  to	  the	  findings	  of	  the	  case	  studies	  
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Regarding	   frequency,	   one	   of	   the	   points	   noted	   by	   informants	   was	   related	   to	   the	  

coaching	  activities.	  Even	  though	  all	   informants	  considered	  this	  activity	  to	  be	  useful	   in	  

promoting	  changes	  in	  the	  relationship,	  three	  of	  them	  did	  not	  frequently	  perform	  this	  

activity	  within	  their	  organisations,	  so	  that	  they	  were	  not	  sure	  about	  its	  inclusion	  in	  the	  

framework.	   The	   second	   point	   highlighted	   related	   to	   the	   changes	   in	   organisational	  

structures.	  MR	  commented	  that	  she	  had	  not	  seen	  significant	  changes	  in	  organisational	  

structures;	   however,	   this	   seems	   to	   contradict	   the	   findings	   observed	   during	   the	   case	  

studies	  and	  feedback	  interviews,	  since	  different	  examples	  of	  changes	  in	  organisational	  

structures	  were	  identified.	  These	  were	  not	  far-‐reaching	  changes	  like	  the	  modification	  

of	  the	  complete	  organisational	  structure,	  but	  changes	  like	  the	  creation	  of	  new	  groups,	  

or	  new	  reporting	  structures.	  	  

On	   the	   other	   hand,	   regarding	   the	   intervention	   characteristics,	   during	   the	   feedback	  

interview	   one	   informant	   with	   a	   lot	   of	   experience	   in	   different	   geographical	   regions	  

pointed	   out	   that	   the	   culture	   and	   particularly	   the	   geographical	   culture	   of	   the	  

participants	  could	  determine	  the	  effect	  of	  certain	  consultancy	  activities	  on	  producing	  

changes	   in	   R&D/marketing	   relationships.	   Another	   informant	   suggested	   that	   the	  

number	  of	  company	  participants	  could	  determine	  the	  level	  of	  impact	  of	  a	  consultancy	  

service	  on	  R&D/marketing	  relationships.	  Even	  though	  this	  variable	  was	  mentioned	   in	  

some	  case	   studies,	  only	  one	   informant	   suggested	   that	   it	   could	  modify	   the	   impact	  of	  

the	  consultant	  on	  the	  relationship.	  	  

6.4 Survey	  	  

A	   survey	   was	   designed	   to	   find	   out	   the	   opinions	   of	   different	   R&D,	   marketing	   or	  

innovation	   managers	   or	   directors	   and	   IMCs	   about	   the	   relevance	   and	   impact	   of	   the	  

different	   elements	   considered	   in	   the	   framework,	   as	   well	   as	   to	   evaluate	   their	  

pertinence	  and	  importance.	  	  

The	   survey	   consisted	   of	   18	  multiple	   option	   questions	   and	   3	   open	   questions	   divided	  

into	  six	   sections.	  The	   first	   section	  comprises	  an	   introduction	  of	   the	  survey	  and	  some	  

useful	  definitions.	  The	  next	  one	  includes	  general	  information	  questions	  related	  to	  the	  

respondent’s	   profile	   and	   his/her	   experience	   in	   innovation	  management	   consultancy	  
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services.	   Section	   3,	   4	   and	   5	   involve	   evaluation	   questions	   about	   the	   usefulness	   of	  

certain	   consultant	   activities,	   and	   their	   possible	   results	   and	   impacts	   respectively.	  

Section	   6	   involves	   evaluation	   questions	   about	   the	   possible	   impact	   of	   the	   contextual	  

factors	   identified	   in	   the	   framework.	   Finally,	   section	   7	   asks	   participants	   to	   determine	  

possible	  cause-‐effect	  relationships	  between	  consultant	  activities	  and	  results.	  

6.4.1 Survey	  sample	  

Invitations	  to	  participate	   in	  an	  electronic	  survey	  were	  posted	   in	  5	  on-‐line	   innovation,	  

R&D	  and	  marketing	  professional	  networks.	  These	  networks	  mainly	  consisted	  of	  middle	  

and	  senior	  managers	   from	  areas	   involved	   in	   innovation	  (R&D,	  marketing,	  operations,	  

production,	  technology,	  etc.)	  as	  well	  as	  IMCs.	  The	  invitations	  targeted	  people	  who	  had	  

participated	  in	  IMC	  Services	  (from	  the	  company	  or	  consultancy	  side).	  	  

6.5 Discussion	  

Seventy-‐one	  survey	  responses	  were	  filled	   in;	  however,	  only	  forty	  of	  them	  by	  IMCs	  or	  

people	   from	   R&D,	   marketing	   or	   innovation	   areas	   who	   had	   participated	   in	   an	   IMCs	  

service	  performed	  in	  a	  large	  company.	  Considering	  this	  low	  response	  rate,	  the	  sample	  

is	  not	   statistically	   significant.	  Nonetheless,	   the	   results	  are	  presented	   just	   to	   illustrate	  

the	   type	   of	   results	   obtained,	   complementing	   the	   qualitative	   picture	   of	   the	  

phenomenon	  under	  investigation.	  

Considering	   those	   forty	   surveys,	   twenty-‐five	  were	   filled	   in	   by	   consultants	   (63%)	   and	  

fifteen	  by	  respondents	  from	  the	  company	  side	  (37%).	  On	  the	  consultancy	  side,	  twenty-‐

two	  were	  senior/lead	  consultants	  (96%)	  and	  one	  (4%)	  describes	  him/herself as	  a	  semi-‐

senior	   consultant.	   Sixteen	   consultants	   had	   more	   than	   5	   years’	   experience	   as	   IMCs	  

while	  the	  other	  seven	  had	  between	  2	  and	  5	  years	  of	  experience.	  Nineteen	  consultants	  

had	  also	  worked	  in	  the	  industry	  for	  more	  than	  5	  years.	  

On	   the	   company	   side,	   eight	   middle-‐level	   managers	   (53%),	   four	   business	   or	   area	  

directors	  (27%)	  and	  three	  manager	  directors	  or	  presidents	  (20%)	  from	  large	  companies	  

who	  had	  participated	  in	  IMC	  Services	  completed	  the	  survey.	  Ten	  of	  them	  were	  part	  of	  

R&D,	  one	  was	  part	  of	  marketing	  and	  four	  worked	  in	  different	  areas	  such	  as	  innovation	  
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direction,	  procurement	  or	  general	  direction.	  Eleven	  of	  them	  reported	  that	  consultants	  

hired	  by	  their	  companies	  had	  more	  than	  five	  years	  of	  consultancy	  experience	  and	  only	  

four	  between	  2	  and	  5	  years.	  Additionally,	  eight	  of	  them	  reported	  that	  the	  consultants	  

had	  more	   than	   5	   years’	   experience	  working	   in	   industry	   and	   three	   between	   2	   and	   5	  

years.	  

The	   respondents	   answered	   this	   survey	   based	   on	   their	   experiences	   in	   different	   IMC	  

Services	  (see	  Table	  6.12).	  Such	  services	  were	  performed	  in	  different	  industrial	  sectors	  

(see	  Table	  6.13).	  In	  73%	  of	  the	  services	  analysed,	  IMC	  Services	  actively	  involved	  people	  

from	  R&D	  and	  marketing	  areas.	  

Table	  6.12	  Type	  of	  IMC	  Services	  where	  respondents	  were	  involved	  	  

Type	  of	  Innovation	  management	  consultancy	  services	  
No.	  
cases	  

%	  

Innovation	  strategy	  and	  planning	  (for	  instance	  technology	  planning,	  risk	  
evaluation	  and	  management,	  opportunity	  identification)	   14	   35%	  
Innovation	  life-‐cycle	  management	  (for	  instance	  idea	  management,	  
innovation	  process	  development,	  project	  and	  program	  management)	   12	   30%	  
Innovation	  organisation	  and	  culture	  (for	  instance	  organisational	  structure	  
redesign,	  innovative	  climate)	   10	   25%	  
Human	  Resource	  management	  (for	  instance	  training	  to	  improve	  innovation	  
capabilities)	   2	   5%	  
Other	  (A	  service	  that	  involved	  1,	  2	  &	  4)	   2	   5%	  
Total	   40	   100%	  

Table	  6.13	  Industrial	  sectors	  where	  IMC	  Services	  were	  performed	  

Industrial	  sectors	   No.	  cases	   %	  

Electronic	   8	   20	  
Consumer	  goods	   4	   10	  
Food	  and	  agriculture	   5	   12.5	  
Metal	  mechanic	   4	   10	  
IT	   2	   5	  
Biotechnology/	  Pharmaceutical	  /	  Healthcare	   2	   5	  
Chemical	   2	   5	  
Other	   13	   32.5	  
Total	   40	   100	  

6.5.1 Activities	  

Participants	  were	   asked	   to	   evaluate	   the	  usefulness	  of	   certain	   consultant	   activities	   in	  

modifying	   the	   R&D/marketing	   relationship.	   Table	   6.14	   shows	   the	   respondents’	  

evaluations	   as	   well	   as	   the	   mean	   and	   standard	   deviation	   of	   such	   evaluations.	  
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Additionally	  it	  shows	  the	  percentage	  of	  people	  who	  evaluated	  each	  activity	  as	  useful	  or	  

very	  useful.	  

Table	   6.14	   Usefulness	   of	   certain	   consultant	   activities	   in	   improving	   the	   R&D/marketing	  

relationship	  	  
	   N
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Facilitation	  of	  the	  process	  	   2	   0	   0	   3	   17	   18	   5.2	   1.2	   88	  
Establishment	  of	  a	  positive	  working	  
climate	  	  

2	   0	   2	   6	   12	   18	   5.0	   1.3	   75	  

Encouragement	  of	  participation	  and	  
engagement	  of	  participants	  

3	   0	   3	   1	   17	   16	   4.9	   1.4	   83	  

Persuading	  stakeholders	  of	  the	  importance	  
of	  the	  processes	  and	  activities	  to	  be	  
performed	  

4	   0	   3	   3	   12	   18	   4.8	   1.6	   75	  

Mediation	  role	  between	  both	  areas	  	   6	   3	   4	   10	   7	   10	   4.0	   1.7	   43	  
Promotion	  of	  multidisciplinary	  team-‐work	  
that	  involve	  R&D	  and	  marketing	  
participants	  

3	   1	   1	   2	   17	   16	   4.9	   1.4	   83	  

Promotion	  of	  physical	  interaction	  between	  
R&D	  and	  marketing	  participants	   3	   1	   1	   11	   13	   11	   4.6	   1.4	   60	  

Provision	  of	  common	  knowledge	  to	  
participants	  from	  R&D	  and	  marketing	  
areas	  

3	   0	   3	   10	   11	   13	   4.6	   1.4	   60	  

Provision	  of	  common	  training	  to	  
participants	  from	  R&D	  and	  marketing	  
areas	  

6	   1	   1	   9	   12	   11	   4.3	   1.7	   58	  

Provision	  of	  coaching	  to	  participants	  from	  
R&D	  and	  marketing	  areas	   3	   0	   1	   8	   17	   11	   4.7	   1.3	   70	  

Note:	  	  
Evaluation	   values	   were	   determined	   as	   follows:	   Non	   applicable=1,	   Unsure=2,	   Useless=3,	   Neutral=4,	  
Useful=5	  and	  Very	  useful=6.	  	  
μ=Mean,	  	  σX=Standard	  deviation	  
%	  Agreement=Percentage	   of	   informants	  who	   agree	   that	   the	   consultant	   activities	  were	   useful	   or	   very	  
useful	  in	  improving	  the	  R&D/marketing	  relationship	  	  

In	   general	   a	   high	   percentage	   of	   informants	   (more	   than	   57.5%)	   considered	   that	   the	  

listed	   activities	   were	   useful	   to	   some	   extent	   in	   improving	   the	   R&D/marketing	  

relationship,	  except	  in	  the	  case	  of	  the	  mediation	  role	  aspect	  where	  only	  42.5%	  of	  the	  

informants	  considered	  it	  useful.	  	  

Nonetheless,	   it	   is	   important	   to	  notice	   that	  activities	   involving	  both	  areas	   (mediation,	  

physical	   interaction,	   common	   knowledge	   and	   common	   training)	   attract	   a	   lower	  
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percentage	   of	   agreement,	   but	   this	   could	   be	   due	   to	   the	   fact	   that	   28%	   of	   the	   cases	  

reported	   in	   this	   survey	   did	   not	   actively	   involve	   people	   from	   both	   areas	   during	   the	  

intervention.	  Therefore	  in	  several	  cases	  such	  activities	  were	  considered	  not	  applicable	  

or	  were	  evaluated	  as	  neutral.	  

It	   is	   worth	   mentioning	   that	   70%	   of	   the	   informants	   considered	   that	   the	   coaching	  

received	  during	  the	   intervention	  was	  useful	   in	   improving	  the	  relationship.	  This	   result	  

supports	  the	  findings	  obtained	  during	  the	  first	  stage	  of	  this	  research,	  despite	  of	  some	  

of	   the	   comments	   received	   during	   the	   feedback	   interviews	   that	   questioned	   the	  

frequency	  of	  coaching	  during	  this	  type	  of	  intervention.	  

When	   respondents	  were	  asked	  what	  other	   consultant	  activities,	   tools	  or	  approaches	  

used	   during	   the	   intervention	   were	   useful	   in	   improving	   the	   communication	   and	  

collaboration	   between	   R&D	   and	   marketing	   people,	   they	   mentioned	   a	   series	   of	  

activities.	   Most	   of	   them	  were	   either	   similar	   or	   very	   closely	   related	   to	   the	   activities	  

already	   identified	   in	   the	   framework.	  Table	  6.15	  presents	   the	  activities	  mentioned	  by	  

respondents	   and	   their	   correspondence	   with	   the	   activities	   considered	   in	   the	  

framework.	  

Analysing	   the	   case	   studies	   performed	   in	   the	   first	   stage	   of	   this	   research,	   individual	  

interviews	   were	   conducted	   in	   5	   cases	   (D3,	   C5,	   D5,	   C6,	   C8	   and	   C9)	   as	   part	   of	   the	  

consultant	  activities.	  However,	  this	  activity	  was	  not	  considered	  in	  the	  framework	  to	  be	  

useful	   in	   improving	   the	   R&D/marketing	   relationship,	   since	   the	   informants	   did	   not	  

mention	   any	   direct	   positive	   contribution	   of	   this	   activity	   to	   the	   modification	   of	   the	  

R&D/marketing	   relationship;	   they	   only	   suggested	   secondary	   contributions.	   The	  

interviewees	  mentioned	  that	  individual	  interviews	  were	  mainly	  useful	  for	  two	  reasons:	  

firstly	  because	  it	  permitted	  the	  consultant	  to	  understand	  the	  situation	  of	  the	  company	  

and	  identify	  problems	  (e.g.	  if	  there	  was	  a	  problem	  between	  R&D	  and	  marketing)	  that	  

could	  impede	  the	  achievement	  of	  the	  consultancy	  service’s	  goal;	  and	  secondly	  because	  

it	  was	  useful	   to	  approach	   the	   company	  participants	   and	  make	   them	   feel	  part	  of	   the	  

process.	  	  
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Table	   6.15	   Useful	   activities	   in	   promoting	   changes	   in	   the	   R&D/marketing	   relationship	   as	  

proposed	  by	  respondents	  

Activity	  suggested	  by	  respondents	  
Part	  of	  the	  framework	  
Element/Sub-‐category	  

Category	   in	   the	  
framework	  

Best	  practice	  innovation	  management	  
awareness	  training	  

Common	  training	  /	  	  
Provide	  common-‐knowledge	   Activities	  

Executive	  Seminar/Workshop	  involving	  
selected	  senior	  executives	  and	  managers	  at	  all	  
levels	  in	  marketing	  and	  R&D	  

Convince	  stakeholder	  /	  
Facilitation	  activities	  	   Activities	  

Subject	  matter	  knowledge	  sharing	   Common	  training	  /	  	  
Provide	  common-‐knowledge	  

Activities	  

Analysis	  of	  industry	  trends,	  TRIZ,	  introductory	  
sessions	  to	  innovation,	  blue	  ocean	  strategy,	  
brainstorming,	  among	  others	  participative	  
processes	  

Multidisciplinary	  teamwork	  /	  
Promote	  joint-‐work	  

Activities	  

Collaborative	  innovation	  platform	  
Multidisciplinary	  teamwork	  /	  
Promote	  joint-‐work	   Activities	  

The	  introduction	  of	  relevant,	  timely,	  hands-‐on	  
training	  activities	  

Common	  training	  /	  	  
Provide	  common-‐knowledge	   Activities	  

Project	  work	  in	  teams,	  presenting	  to	  dragons	  
den	  

Multidisciplinary	  teamwork	  /	  
Promote	  joint-‐work	   Activities	  

Individual	  interviews	   Not	  considered	   	  

6.5.2 Results	  

The	   respondents	   were	   asked	   to	   evaluate	   their	   level	   of	   agreement	   with	   three	  

statements	   related	   to	   the	   results	   obtained	   as	   a	   consequence	   of	   the	   IMC	   activities.	  

Table	  6.16	  shows	  the	  respondents’	  evaluations	  as	  well	  as	  the	  mean	  value	  and	  standard	  

deviation	   of	   the	   evaluations.	   Additionally	   it	   shows	   the	   percentage	   of	   people	   that	  

considered	  the	  statements	  to	  be	  correct.	  

All	  the	  results	  suggested	  in	  the	  framework	  have	  an	  evaluation	  mean	  equal	  to	  or	  higher	  

than	  4.8.	  And	  most	  of	   the	  respondents	   (more	  than	  70%)	  agreed	  to	  some	  extent	  that	  

IMCs	   could	   generate	   alignment,	   new	   communication	   channels	   and	   informal	  

relationships.	  	  
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Table	   6.16.	   Level	   of	   agreement	   of	   respondents	   with	   the	   proposed	   consultancy	   services’	  

results	  
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Consultancy	  activities	  promoted	  
the	  establishment	  of	  alignment	  
between	  R&D	  and	  marketing	  	  

2	   1	   2	   3	   12	   20	   5.1	   1.4	   80	  

Consultancy	  activities	  generated	  
communication	  channels	  between	  
R&D	  and	  marketing	  	  

2	   1	   2	   3	   16	   16	   5.0	   1.3	   80	  

Consultancy	  activities	  generated	  
an	  opportunity	  for	  R&D	  and	  
marketing	  people	  to	  establish	  
informal	  relationships	  

2	   1	   4	   5	   13	   15	   4.8	   1.4	   70	  

Note:	   	   Evaluation	   values	   were	   determined	   as	   follows:	   Unsure=1,	   Strongly	   disagree=2,	   Somewhat	  
disagree=3,	  Neither	  agree	  nor	  disagree=4,	  Somewhat	  agree=5,	  Strongly	  agree=6.	  
μ=Mean,	  	  σX=Standard	  deviation	  
%	  Agreement=Percentage	   of	   informants	  who	   agree	   that	   the	   consultant	   activities	  were	   useful	   or	   very	  
useful	  to	  generate	  the	  proposed	  result	  

The	   respondents	   were	   asked	   to	   mention	   other	   consultancy	   results	   during	   the	  

intervention	  that	  contributed	  to	  improving	  the	  R&D/marketing	  relationship	  (see	  Table	  

6.17).	   All	   the	   results	   suggested	   by	   the	   respondents	   had	   been	   previously	   identified	  

during	  case	  study	  interviews	  and	  considered	  in	  the	  framework.	  However,	  some	  of	  the	  

respondents’	   proposals	   (marked	   with	   an	   asterisk)	   were	   considered	   in	   the	   impact	  

section	   instead	  of	  the	  result	  section	  of	  the	  framework.	  This	  might	  be	  due	  to	  the	  fact	  

that	  the	  survey	  lacked	  a	  definition	  of	  results	  and	  impact,	  so	  the	  respondents	  might	  not	  

see	  the	  difference	  between	  them.	  	  

6.5.3 Relationship	  

The	   informants	   were	   asked	   to	   establish	   cause-‐effect	   relationships	   between	   the	  

consultancy	   activities	   and	   results.	   As	   can	   be	   seen	   in	   Figure	   6.16,	   the	   informants	  

established	   that	   all	   the	   activities	   contributed	   to	   generating	   all	   the	   results	   proposed.	  

Contrary	  to	  the	  conclusions	  drawn	  from	  the	  case	  studies,	   the	  respondents	  suggested	  

that	  there	  is	  a	  cause	  and	  effect	  relationship	  between	  facilitation	  activities	  and	  informal	  

relationships,	  and	  the	  provision	  of	  common	  knowledge	  and	  informal	  relationships.	  
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Table	   6.17	   Consultancy	   results	   useful	   in	   promoting	   changes	   in	   the	   R&D/marketing	  

relationship	  as	  suggested	  by	  respondents	  

Result	  suggested	  by	  respondents	  
Part	  of	  the	  framework	  
Element/Sub-‐category	  

Category	   in	   the	  
framework	  

Install	  a	  common	  set	  of	  mental	  models	  
for	  understanding	  how	  innovation	  
needs	  to	  work	  as	  a	  business	  system	  

Common	  vision,	  purpose	  or	  interest	  /	  
Alignment	  

Result	  

Services	  promoted	  alignment	  
throughout	  the	  organisation	  including	  
CXO	  level.	  

Common	  vision,	  purpose	  or	  interest	  /	  
Alignment	   Result	  

Innovation	  process	  awareness*	   Understanding	  of	  working	  processes	  and	  
roles	  /	  Change	  in	  knowledge	  and	  ideas	  	  

Impact	  

Use	  of	  common	  terminology	  /creation	  
of	  a	  common	  language*	  

Establishment	  of	  a	  common	  language	  /	  
Change	  in	  knowledge	  and	  ideas	  	  

Impact	  

Design	  company*	   Change	  in	  organisational	  structures	  /	  
Change	  in	  structures	  and	  processes	  	   Impact	  

Their	  own	  innovation	  platform	  
Change	  in	  organisational	  structures	  /	  
Change	  in	  structures	  and	  processes	  	  	   Impact	  

Consultancy	  services	  created	  a	  
common	  vocabulary	  regarding	  
innovation	  performance*	  

Establishment	  of	  a	  common	  language	  /	  
Change	  in	  knowledge	  and	  ideas	  	  

Impact	  

Note:	  *	  Results	  proposed	  by	  respondents,	  considered	  in	  the	  impact	  section	  of	  the	  framework	  
	  

Activity	   Result	  
%	  Informants	  that	  suggest	  a	  
cause-‐effect	  relationship	  
during	  this	  research	  stage	  

	  

Figure	  6.16	  Cause-‐effect	  relationships	  suggested	  by	  respondents	  

Note:	  The	  numbers	  marked	  with	  an	  asterisk	  show	  the	  cause-‐effect	  relationships	  suggested	  during	  this	  
stage	  that	  were	  not	  commonly	  suggested	  during	  the	  case	  studies.	  
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6.5.4 Impact	  

The	   respondents	   were	   asked	   to	   evaluate	   their	   level	   of	   agreement	   with	   different	  

statements	   relating	   to	   the	   impact	   of	   the	   IMC	   Services	   on	   the	   R&D/marketing	  

relationship.	   Table	   6.18	  presents	   the	   respondents’	   evaluation	   values	   as	  well	   as	   their	  

mean	   value.	   It	   also	   presents	   the	   percentage	   of	   people	   that	   considered	   that	   IMCs	  

generated	  those	  impacts.	  

Table	   6.18	   Level	   of	   agreement	   of	   respondents	   with	   the	   proposed	   consultancy	   services’	  

impacts	  	  
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IMC	  activities	   	   	   	   	   	   	   	   	   	  
Promote	  understanding	  in	  the	  
R&D	  and	  marketing	  participants	  
about	  the	  working	  processes	  and	  
the	  roles	  of	  both	  areas	  

3	   2	   1	   4	   18	   12	   4.7	   1.5	   78	  

Help	  R&D	  and	  marketing	  
participants	  to	  use	  a	  common	  
language	  

2	   1	   3	   8	   17	   9	   4.6	   1.3	   65	  

Help	  R&D	  and	  marketing	  
participants	  to	  recognise	  the	  
importance	  of	  the	  participation	  of	  
people	  from	  the	  other	  area	  	  

2	   2	   0	   6	   14	   16	   4.9	   1.4	   75	  

Promote	  changes	  in	  the	  attitudes	  
of	  people	  from	  one	  area	  towards	  
people	  from	  the	  other	  area	  

3	   2	   1	   6	   20	   8	   4.6	   1.4	   70	  

Promote	  the	  establishment	  of	  
processes	  that	  force	  or	  stimulate	  
more	  communication	  and	  
collaboration	  between	  R&D	  and	  
marketing	  	  

2	   1	   1	   3	   21	   12	   4.9	   1.2	   83	  

Promote	  the	  establishment	  of	  
new	  organisational	  structures	  that	  
force	  or	  stimulate	  more	  
communication	  and	  collaboration	  
between	  R&D	  and	  marketing	  	  

2	   1	   5	   6	   16	   10	   4.6	   1.3	   65	  

Note:	   	   Evaluation	   values	   were	   determined	   as	   follows:	   Unsure=1,	   Strongly	   Disagree=2,	   Somewhat	  
Disagree=3,	  Neither	  agree	  nor	  disagree=4,	  Somewhat	  agree=5,	  Strongly	  agree=6.	  
μ=Mean,	  	  σX=Standard	  deviation	  
%	   Agreement=Percentage	   of	   informants	   that	   agree	   that	   the	   consultant	   activities	  were	   useful	   or	   very	  
useful	  to	  generate	  the	  proposed	  impacts	  
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All	   the	   impacts	  suggested	   in	  the	  framework	  had	  a	  mean	  equal	   to	  or	  higher	  than	  4.6.	  

Indeed,	   65%	   or	   more	   of	   the	   informants	   agreed	   that	   IMCs	   promoted	   the	   changes	  

identified	  in	  the	  framework.	  	  

These	  results	  support	  the	  results	  obtained	  from	  the	  case	  studies.	  

Respondents	   were	   encouraged	   to	   mention	   other	   consultancy	   impacts	   during	   the	  

intervention	   that	   contributed	   to	   improving	   the	   R&D/marketing	   relationship.	  

Respondents	   mentioned	   different	   aspects	   (see	   Table	   6.19),	   all	   of	   which	   were	  

previously	   identified	   during	   the	   first	   stage	   of	   this	   research	   and	   considered	   in	   the	  

framework.	  	  

Table	   6.19	   Changes	   generated	   by	   IMCs	   that	   contribute	   to	   change	   in	   the	   R&D/marketing	  

relationship	  as	  suggested	  by	  respondents	  

Result	  suggested	  by	  respondents	  
Part	  of	  the	  framework	  	  
Element/Sub-‐category	  

Category	   in	   the	  
framework	  

Establishing	  a	  common	  process	  for	  
innovation	  roadmapping	  that	  is	  now	  
owned	  jointly	  by	  R&D	  and	  Marketing	  

New	  company	  processes	  /	  	  
Changes	  in	  processes	  and	  structures	  

Impact	  

Understanding	  that	  both	  departments	  
(R&D	  and	  marketing)	  are	  complementary	  

Involvement	  on	  the	  decision	  making	  
process/	  Changes	  in	  behaviours	  and	  
attitudes	  

Impact	  

Working	  together	  to	  deliver	  real	  results*	   Change	  in	  the	  relationship	   Change	  

Note:	   One	   of	   the	   respondent	   suggested	   that	   the	   proposed	   changes	   would	   not	   only	   improve	   the	  
R&D/marketing	  relationship	  but	  also	  the	  relationship	  with	  the	  executive	  leaders.	  
Note:	  *	  Results	  proposed	  by	  respondents,	  considered	  in	  the	  Change	  section	  of	  the	  framework	  

6.5.5 Contextual	  factors	  

The	  respondents	  were	  asked	  to	  evaluate	  how	  far	  some	  contextual	  factors	  might	  limit	  

the	   effect	   of	   the	   consultant	   intervention	   on	   the	   R&D/marketing	   relationship.	   Table	  

6.20	  presents	  the	  evaluation	  results	  and	  the	  percentage	  of	  people	  that	  evaluated	  such	  

contextual	   factors	   as	   important	   determining	   the	   IMC	   impact	   on	   the	   R&D/marketing	  

relationship.	  

All	   the	   factors	   considered	   in	   the	   framework	  were	   considered	   to	  be	   relevant.	   In	   fact,	  

85%	  of	  the	  informants	  or	  more	  agreed	  that	  the	  proposed	  contextual	  factors	  could	  limit	  

the	  impact	  of	  the	  consultant	  on	  R&D/marketing,	  except	  in	  the	  case	  of	  the	  length	  of	  the	  

consultancy	  service,	  where	  only	  72%	  agreed.	  	  
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The	   respondents	   were	   asked	   to	   mention	   other	   contextual	   factors	   which	   they	  

considered	   relevant.	   Eight	   respondents	   mentioned	   did	   so	   (see	   Table	   6.21);	   most	   of	  

those	  factors	  were	  considered	  already	  in	  the	  framework.	  

Table	  6.20	  Evaluation	  of	   the	  degree	  to	  which	  some	  contextual	   factors	  could	  determine	  the	  

effect	  of	  consultancy	  interventions	  on	  the	  modification	  of	  the	  R&D/marketing	  relationship	  
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%
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COMPANY	  CHARACTERISTICS	   	   	   	   	   	   	   	   	  
Management	  style,	  and	  working	  
processes	  and	  conditions	  of	  the	  
company	  

0	   1	   2	   11	   26	   4.6	   0.7	   93	  

Senior	  management	  support	   0	   0	   0	   3	   37	   4.9	   0.3	   100	  
Participants’	  Characteristics	   0	   1	   1	   11	   27	   4.6	   0.7	   95	  
Follow	  up	  /	  implementation/	  
internal	  initiatives	   1	   0	   3	   10	   26	   4.5	   0.9	   90	  

CONSULTANT	  CHARACTERISTICS	   	   	   	   	   	   	   	   	  
Knowledge,	  experience	  and	  
expertise	   1	   2	   3	   8	   26	   4.5	   1.0	   85	  

Behaviour	  &	  personality	   0	   0	   0	   12	   28	   4.8	   0.4	   100	  
Consultant	  working	  style	   0	   1	   2	   13	   24	   4.5	   0.7	   93	  
Ability	  to	  persuade	  and	  
motivate	   0	   0	   0	   8	   32	   4.8	   0.4	   100	  

Ability	  to	  communicate	   0	   0	   1	   11	   28	   4.7	   0.4	   98	  
Ability	  to	  understand	   1	   0	   0	   8	   31	   4.7	   0.8	   98	  
COMPANY-‐CONSULTANT	  RELATIONSHIP	   	   	   	   	   	   	   	  
Consultant-‐client	  connection	   0	   2	   1	   10	   27	   4.5	   0.9	   93	  
Length	  of	  the	  consultant-‐client	  
relationship	   2	   2	   5	   12	   19	   4.0	   1.2	   78	  

Note:	  Evaluation	  values	  were	  determined	  as	  follows:	  Unsure=1,	  None=2;	  	  Little=3;	  Some=4	  and	  A	  lot	  =5,	  
μ=Mean,	  	  σX=Standard	  deviation	  
%	  agreement=Percentage	  of	  informants	  who	  agree	  that	  the	  contextual	  factors	  enlisted	  might	  determine	  
the	  effect	  of	  IMCs	  on	  the	  R&D/marketing	  relationship	  

	   	  



174	   CHAPTER	  6	  	  

	  

	  

Table	  6.21	  Contextual	  factors	  suggested	  by	  respondents	  

Contextual	  factors	  suggested	  by	  respondents	  
Category	   in	   the	   framework	  were	   it	   has	   been	  
considered	  

The	  leadership	  styles	  of	  senior	  executives	  having	  
control	  over	  innovation	  activities	  

Management	  style,	  and	  working	  processes	  
and	  conditions	  of	  the	  company	  	  

Their	  willingness	  to	  work	  with	  consultants	  in	  getting	  
required	  performance	  improvements	  accepted	  and	  
institutionalised.	  

Consultant-‐client	  relationship	  

Innovation	  maturity	  of	  receiving	  company	   Management	  style,	  and	  working	  processes	  
and	  conditions	  of	  the	  company	  	  

Organisational	  culture	   Management	  style,	  and	  working	  processes	  
and	  conditions	  of	  the	  company	  	  

Leadership	  buy-‐in	  /	  Follow	  up	  from	  top	  executive	   Senior	  management	  support	  
Involvement	  of	  senior	  management	  in	  the	  process	   Senior	  management	  support	  
How	  much	  they	  paid.	  People	  ignore	  stuff	  {when}	  
they	  pay	  little	  for	  	  

Not	  considered	  

6.5.6 Analysis	  of	  the	  survey	  results	  

The	  survey	  results	  allowed	  the	  researcher	  to	  get	  extra	  evidence.	  The	  outcomes	  of	  this	  

stage	   were	   consistent	   with	   the	   findings	   from	   the	   previous	   research	   stages,	   so	   they	  

permitted	   the	   researcher	   to	   corroborate	   the	   pertinence	   of	   the	   different	   elements	  

considered	  in	  the	  framework.	  	  

Analysing	  all	  the	  respondents’	  comments,	  it	  is	  clear	  that	  the	  vast	  majority	  of	  them	  are	  

consistent	  with	   the	   elements	   and	   proposals	   considered	   in	   the	   framework;	   however,	  

two	  aspects	  stand	  out.	  The	  first	  one	  is	  that	  even	  though	  the	  informants	  from	  the	  case	  

studies	  and	  feedback	  interviews	  suggested	  that	  IMCs	  performed	  a	  mediation	  role	  that	  

was	  useful	  in	  improving	  the	  R&D/marketing	  relationship,	  only	  43%	  of	  the	  respondents	  

agreed.	  The	  second	  point	  relates	  to	  coaching	  and	  changes	  of	  organisational	  structures;	  

the	   survey	   findings	   corroborate	   the	   presence	   and	   usefulness	   of	   those	   aspects	   in	  

interventions.	  

6.6 Framework	  evaluation	  

The	   feedback	   and	   comments	   obtained	   from	   the	   informants	   suggested	   that	   the	  

elements	  considered	  in	  the	  framework	  are	  correct	  and	  that	  the	  framework	  comprises	  

the	   key	   aspects	   that	   explain	   the	   effect	   of	   an	   IMC	   Service	   on	   the	   R&D/marketing	  

relationship.	  Consequently	  it	  is	  comprehensive	  and	  appropriate.	  
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However,	   as	   a	   result	   of	   the	   feedback	   interviews	   and	   survey,	   some	   aspects	   such	   as	  

mediation	   role,	   coaching	   and	   changes	   in	   organisational	   structures	   seem	   to	   require	  

further	  study	  in	  order	  to	  know	  in	  greater	  detail	  how	  these	  aspects	  influence	  the	  impact	  

of	  an	  IMC	  Service	  on	  the	  R&D/marketing	  relationship.	  Additionally,	  some	  aspects	  not	  

considered	   in	   the	   framework,	   such	   as	   participants’	   culture	   and	   the	   number	   of	  

participants,	  also	  appear	  to	  be	  relevant	  contextual	  factors	  in	  determining	  the	  possible	  

effect	   of	   the	   IMC	   on	   the	   R&D/marketing	   relationship;	   therefore,	   these	   factors	   also	  

require	  a	  deep	  examination.	  	  

6.7 Concluding	  remarks	  

Different	   practitioners	  with	   diverse	   experiences	   in	   IMC	   Services	   in	   different	   industry	  

sectors	  participated	  in	  feedback	  interviews	  as	  well	  as	  in	  a	  survey.	  Their	  comments	  and	  

feedback	  supported	  the	  results	  of	  the	  research,	  suggesting	  ways	  to	  improve	  the	  clarity	  

of	  the	  framework	  and	  also	  indicating	  further	  areas	  of	  study.	  

The	  outcomes	  of	   these	  stages	  confirm	  that	   the	   framework	   is	  pertinent	  and	  coherent	  

and	   comprises	   all	   the	   relevant	   components	   that	   explain	   how	   an	   IMC	   can	   affect	   the	  

R&D/marketing	  relationships.	   In	  the	  next	  chapter	  a	  summary	  and	  a	  discussion	  of	   the	  

results	  and	  their	  relationship	  with	  the	  extant	  literature	  will	  be	  presented	  and	  the	  main	  

theoretical	  and	  practical	  contributions	  of	  this	  research	  will	  be	  stated.	  

	  





7 DISCUSSION	  

The	   previous	   chapter	   presented	   the	   results	   of	   a	   series	   of	   feedback	   interviews,	   the	  

results	  of	  a	  small-‐scale	  survey	  and	  a	  comparative	  analysis	  between	  those	  results	  and	  

the	   findings	   obtained	   from	   case	   studies	   (reported	   in	   Chapter	   4	   and	   5),	   in	   order	   to	  

verify	   the	   proposed	   framework.	   This	   chapter	   summarises	   and	   discusses	   the	   main	  

findings	   obtained	   from	   the	   empirical	   research	   in	   order	   to	   fill	   the	   knowledge	   gap	  

identified	   in	   R&D/marketing	   integration	   literature	   (Section	   2.5).	   This	   chapter	   is	  

structured	   in	   four	   sections.	  Firstly,	   it	   includes	  a	   review	  of	   the	   research	  objective	  and	  

results.	   Section	   7.2	   presents	   a	   discussion	   of	   the	   findings	   in	   relation	   to	   the	   extant	  

literature.	   Thereafter,	   the	   main	   contributions	   of	   this	   research	   to	   theory	   are	  

summarised.	   Section	   7.4	   describes	   the	   implications	   of	   the	   research	   outcomes	   for	  

practice.	  Section	  7.5	  discusses	  the	  limitations	  of	  the	  results	  and	  presents	  opportunities	  

for	  future	  research.	  Finally,	  section	  7.6	  presents	  some	  concluding	  remarks.	  

7.1 Review	  of	  research	  objective	  and	  results	  

It	   has	   been	   proposed	   that	   MCs	   can	   generate	   changes	   in	   management	   team	  

relationships	  as	  a	  consequence	  of	  a	  consultancy	  service	  (Tilles,	  1961).	  Considering	  that	  

IMCs	   are	   a	   type	   of	   MCs,	   they	   could	   also	   promote	   changes	   in	   the	   relationship	   of	  

participants	  to	  their	  client	  companies;	  however,	  the	  extant	  literature	  does	  not	  provide	  

empirical	   evidence	   confirming	   this.	   Thus,	   this	   research	   is	   driven	   by	   a	   gap	   in	   the	  

literature,	  and	  its	  main	  aim	  is	  to	  identify	  how	  IMCs	  modify	  their	  clients’	  organisations,	  

particularly	   the	   R&D/Marketing	   relationship,	   when	   performing	   a	   consulting	   service	  

that	  does	  not	  explicitly	  pursue	  such	  a	  change.	  

The	  results	  presented	  in	  Chapter	  4	  provide	  evidence	  that	  IMCs	  contribute	  to	  modifying	  

the	   R&D/marketing	   relationship	   even	   though	   they	   are	   not	   hired	   for	   that	   purpose.	  

Nonetheless,	  the	  impact	  on	  the	  relationship	  is	  primarily	  observed	  at	  personal	  level	  and	  

it	  seems	  to	  be	  highly	  dependent	  on	  the	  intervention	  process	  format,	  the	  involvement	  

of	  people	  from	  both	  areas	  during	  the	  intervention	  and	  some	  contextual	  factors.	  

The	   impact	  of	   IMCs	  on	   the	  R&D/marketing	   relationship	   is	  described	  by	  a	   framework	  

inductively	  developed	  from	  empirical	  evidence	  (Figure	  7.1).	  This	  framework	  consists	  of	  
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two	  main	  parts:	  the	  process	  intervention	  and	  contextual	  factors.	  The	  former	  illustrates	  

IMCs’	  activities,	  their	  results	  and	  impacts	  that	  contribute	  to	  generating	  changes	  in	  the	  

R&D/marketing	   relationship.	   The	   latter	   describes	   the	   contextual	   factors	   associated	  

with	  the	  characteristics	  of	  the	  company,	  the	  consultant	  and	  the	  relationship	  between	  

the	  company	  and	  the	  consultant	  that	  eventually	  may	  influence	  the	  effect	  of	  the	  IMCs	  

on	   the	   R&D/marketing	   relationship	   and	   the	   maintenance	   of	   the	   changes	   achieved.	  

Therefore,	   this	   framework	  covers	   the	  two	  sub-‐objectives	  of	   this	   research:	   it	  provides	  

insights	   into	   consultants’	   activities	   that	   can	   promote	   changes	   in	   the	   R&D/marketing	  

relationship,	  and	  it	  also	  comprises	  a	  number	  of	  factors	  that	  determine	  the	  consultants’	  

effects	  on	  such	  a	  relationship.	  More	  details	  about	  the	  links	  between	  all	  the	  elements	  

considered	  in	  the	  framework	  are	  provided	  in	  the	  following	  section.	  

	  

Figure	  7.1	  Framework	  	  

7.2 Review	  of	  findings	  

7.2.1 Process	  intervention	  

Exploratory	  interviews	  and	  case	  studies	  indicate	  that	  IMCs	  are	  generally	  hired	  for	  three	  

purposes:	   (i)	   to	   provide	   companies	   with	   knowledge,	   expertise,	   methodologies	   and	  
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capabilities;	   (ii)	   to	   generate	   a	   solution	   to	   a	   specific	   company	   problem;	   (iii)	   to	   help	  

companies	   to	   achieve	   quick	   results	   or	   to	   conduct	   non-‐project-‐specific	   work	   (i.e.	  

product	  development	  and	  competitive	  intelligence,	  among	  others).	  	  

Information	  obtained	  from	  exploratory	  interviews	  suggest	  that	  IMCs	  have	  no	  effect	  on	  

the	   R&D/Marketing	   relationship	   when	   they	   are	   hired	   as	   a	   way	   of	   outsourcing	   an	  

activity	   that	   the	   company	   does	   not	   want	   to	   perform	   using	   internal	   resources	   (i.e.	  

market	   or	   technology	   intelligence	   studies,	   R&D	   activities	   or	   trials),	   in	   other	   words	  

when	   IMC	   tend	   to	  work	   following	   a	   content	   consultation	   approach	   (see	   Figure	   2.3).	  

This	  could	  be	  due	  to	  the	  fact	  that	  those	  services	  are	  generally	  a	  specific	  activity,	  mainly	  

developed	   by	   the	   consultant,	   which	   involves	   limited	   interaction	   with	   company	  

personnel.	  	  

However,	  when	  IMCs	  are	  hired	  to	  provide	  companies	  with	  knowledge	  and	  expertise	  in	  

order	  to	  improve	  the	  company’s	  innovative	  capacity,	  they	  tend	  to	  involve	  people	  from	  

different	   areas	   of	   the	   company	   (including	   R&D	   and	   marketing)	   and	   make	   them	  

participate	  and	  interact	  throughout	  the	  intervention.	  	  

IMCs	   use	   different	   activities	   according	   to	   company-‐client	   characteristics	   and	   the	  

intervention	   objective(s)	   (i.e.	   interviews,	   workshops,	   training	   sessions,	   coaching	   and	  

visits	  to	  clients	  amongst	  others).	  IMCs	  that	  impact	  on	  the	  R&D/Marketing	  relationship	  

tend	  to	  follow	  a	  facilitative-‐participative	  style,	  where	  consultants	  facilitate	  the	  process	  

and	   activities,	   provide	   support	   and	   coaching,	   encourage	   participation	   and	   generate	  

inter-‐group	   dynamics,	   participative	   training,	   and	   action	   learning	   during	   problem	  

solving	  experiences.	   This	   consultation	  approach1	  is	   close	   to	   the	   ‘process	   consultation	  

approach’	   commonly	   used	   in	   OD	   consultancy	   services	   (Cummings	   &	   Worley,	   2009;	  

McLachlin,	   1999),	  where	   consultants	   facilitate	   the	   problem	   solving	   process	   and	   help	  

group	   participants	   from	   different	   areas	   to	   interact	   in	   order	   to	   achieve	   the	   desired	  

outcome	  (Justice	  &	  Jamieson,	  1998)	  (See	  Section	  2.4,	  Figure	  2.3).	  

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  

1	  The	  consultancy	   format	   is	   very	   important	   in	   consultancy	   services	  aiming	   to	   improve	   the	   relationship	  
between	  areas,	  since	  this	  format	  may	  foster	  cross-‐disciplinary	  collaborations	  or	  increase	  interaction	  and	  
communications,	   which	   contribute	   to	   change	   attitudes	   and	   behaviours	   (Cummings	   &	   Worley,	   2009;	  
French	  &	  Bell,	  1995).	  	  
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The	   idea	   that	   IMCs	   who	   followed	   approaches	   closer	   to	   the	   ‘process	   consultation	  

approach’	   can	   generate	   changes	   in	   the	   relationship	   is	   supported	   by	   one	   survey	  

respondent	  who	  wrote	  about:	  

	  "Process	  consultants	  acting	  as	  ‘catalysts’	  for	  collaboration”	  

The	  case	  studies	  show	  that	  IMCs	  design	  their	  intervention	  process	  in	  order	  to	  achieve	  

the	   consultancy	   objective(s)	   and	   not	   necessarily	   to	   modify	   internal	   relationships	  

between	   their	   clients.	   However,	   through	   the	   execution	   of	   the	   intervention	   they	  

become	  aware	  of	  companies’	  processes	  and	   interpersonal	  relationships,	  and	   in	  some	  

cases	   they	   even	   identified	   conflicts	   between	   areas.	   Considering	   that	   many	   of	   the	  

innovation	   activities	   or	   processes	   require	   a	   good	   relationship	   between	   R&D	   and	  

marketing	   areas,	   IMCs	   tend	   to	   emphasise	   the	   importance	   of	   integration	   and	  

cooperation	  between	  both	  areas,	  indirectly	  contributing	  to	  improving	  the	  relationship.	  	  

In	  certain	  case	  studies	   (Cases	  7,	  8,	  9,	  12)	   it	  was	  clear	  that	  conflict	  between	  R&D	  and	  

marketing	   was	   a	   barrier	   to	   achieving	   the	   intervention	   goal;	   consequently	   the	  

consultants	   devoted	   time	   to	   solving	   this	   issue,	   contributing	   directly	   to	   improve	   the	  

R&D/marketing	   relationship.	   So	   IMCs	   not	   only	   work	   to	   improve	   clients’	   problem-‐

solving	  capacity	  and	  facilitate	  the	  process	  to	  achieve	  the	  expected	  outcome,	  but	  also	  

help	  conflicting	  areas	  to	  identify	  situations	  or	  attitudes	  that	  may	  affect	  the	  relationship	  

and	  consequently	  the	  innovation	  process;	  they	  create	  awareness	  in	  participants	  of	  the	  

importance	   of	   their	   relationship	   and	   modify	   their	   communication	   and	   interaction	  

processes.	  	  

7.2.1.1 Activities	  

Three	  main	   types	  of	   activity	  were	   found	   to	  be	   relevant	   in	  promoting	   changes	   in	   the	  

R&D/marketing	  relationship:	  facilitation	  activities,	  promoting	  teamwork	  and	  providing	  

common	  knowledge	  (see	  Figure	  7.2).	  

Facilitation	  activities	  

Except	   in	   Cases	   1	   and	   2,	   the	   case	   studies	   showed	   different	   levels	   of	   change	   in	   the	  

R&D/marketing	   relationship.	   The	   consultants’	   intervention	   in	   these	   cases	   involved	   a	  
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facilitative-‐participative	   style	   that	   contributed	   to	   creating	   the	   conditions	   to	   share	  

knowledge	  and	  establish	   social	   interactions,	  which	  helped	   to	   achieve	   a	   collaborative	  

environment	  and	  modify	  the	  R&D/marketing	  relationship.	  

	  

	  

Figure	  7.2	  Framework	  –	  IMCs’	  activities	  

Different	   facilitation	   activities	   were	   identified,	   such	   as	   process	   facilitation,	  

establishment	   of	   a	   positive	   climate,	   encouragement	   of	   participation,	   engagement	   of	  

participants,	  convincing	  stakeholders	  and	  mediation.	  However,	  not	  all	  these	  activities	  

occur	  in	  one	  intervention,	  since	  IMCs	  select	  only	  those	  appropriate	  to	  the	  function	  of	  

the	  consultancy	  service	  objective	  and	  the	  company	  characteristics.	  	  

Literature	   on	   facilitation,	   OC,	   OD	   and	   management	   consulting	   has	   claimed	   that	  

facilitation	   activities	   could	   help	   to	   improve	   intra-‐organisational	   relationships	   or	  

contribute	   to	   improve	   multi-‐disciplinary	   work	   (Bee	   &	   Bee,	   1998;	   Chapman,	   2002;	  

Chitakornkijsil,	   2010;	   or	   Cummings	   &	   Worley,	   2009);	   nonetheless,	   the	   use	   and	  

usefulness	  of	  these	  activities	  by	  an	  IMC	  specifically	  in	  order	  to	  improve	  R&D/marketing	  

relationships	  has	  not	  been	  reported	  in	  the	  literature.	  
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The	   facilitation	   process	   was	   an	   important	   activity	   in	   promoting	   changes	   in	   the	  

R&D/marketing	   relationship	   (Case	   studies	   3-‐7,	   10-‐12).	   In	   general,	   IMCs	   tend	   to	  

establish	  a	  clear	  process	  structure	  and	  provided	  guidance	  and	  support	  for	  participants	  

during	   meetings,	   workshops	   or	   other	   activities	   in	   order	   to	   achieve	   certain	   goals.	  

Consequently,	   R&D	   and	   marketing	   participants	   established	   a	   structured	   and	  

productive	   interaction,	   and	   understood	   the	   importance	   of	   the	   collaboration	   and	  

consensus	  in	  order	  to	  achieve	  their	  common	  objectives.	  	  

As	  part	  of	  the	  facilitation	  process,	   IMCs	  promote	  openness,	  respect,	  acceptance,	  and	  

honesty	  between	  participants;	  in	  other	  words,	  they	  promote	  a	  positive	  climate	  where	  

participants	  can	  exchange	   information,	   ideas	  and	  points	  of	  views.	  The	   importance	  of	  

establishing	   a	   positive	   climate	   for	   promoting	   R&D/marketing	   integration	   has	   been	  

reported	   in	   the	   literature	   (Fain,	   Kline,	   &	   Duhovnik,	   2011;	   Fain,	   Schoormans,	   &	  

Duhovnik,	  2011;	  Gupta	  &	  Wilemon,	  1988;	  Souder	  &	  Moenaert,	  1992);	  however,	  most	  

of	   the	   works	   refer	   to	   corporate	   climate	   promoted	   by	   managers	   (the	   product	   of	  

processes	  and	  organisational	  practices)	  and	  not	  by	  a	  third	  party	  during	  an	  intervention.	  

The	   case	   study	   participants	   highlighted	   the	   importance	   of	   the	   participation	   and	  

involvement	   promoted	   by	   IMCs,	   since	   certain	   areas	   or	   individuals	   tend	   to	   be	   less	  

interested	   and	   active	   than	   others	   during	   an	   intervention.	   This	   lack	   of	   interest	   and	  

participation	   generates	   a	   negative	   climate	   between	   participants,	   and	   consequently	  

does	  not	  help	  to	  reduce	  the	  barriers	  between	  the	  R&D	  and	  marketing	  people.	  	  

One	   fundamental	   part	   of	   achieving	   changes	   in	   the	   relationship	   was	   the	   support	   of	  

stakeholders.	   During	   the	   consultation,	   IMCs	   usually	   approached	   different	   company	  

stakeholders	   (mainly	   the	   managerial	   team,	   senior	   managers	   such	   as	   R&D	   and	  

marketing	  directors	  or	  VPs,	  and	  middle	  managers)	  in	  order	  to	  (i)	  discuss	  the	  need	  for	  

certain	  changes	  within	   the	  organisation,	   (ii)	  provide	   them	  with	  a	  general	  view	  of	   the	  

innovation	   process	   and	   the	   specific	   activities	   to	   be	   performed	   during	   the	   service,	  

implicitly	   addressing	   the	   importance	   of	   R&D/marketing	   participation,	   collaboration	  

and	   integration,	  and/or	   (iii)	  promote	  changes	   to	  extant	  organisational	  processes	   (i.e.	  

changes	   in	   rewards	   systems)	   in	  order	   to	  achieve	   the	  consultancy	  goal:	   activities	   that	  

contribute	   to	   changing	   the	   R&D/marketing	   relationship.	   Gupta	   &	   Rogers	   (1991)	  
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propose	  that	  convincing	  key	  people	  of	  the	  importance	  of	  decisions	  like	  implementing	  

certain	   processes	   or	   developing	   certain	   activities	   that	   could	   also	   help	   to	   promote	  

changes	  in	  the	  R&D/marketing	  relationship	  is	  in	  theory	  a	  positive	  move.	  This	  research	  

provides	   empirical	   evidence	   supporting	   this	   argument.	   Additionally,	   the	   evidence	  

demonstrates	  that	  this	  development	  of	  political	  support	  for	  change	  was	   important	   in	  

generating	   and	   maintaining	   changes	   in	   social-‐behavioural	   aspects,	   as	   Cummings	   &	  

Worley	  (2009)	  suggest	  in	  the	  case	  of	  OD	  interventions.	  

Even	  though	  IMCs	  were	  not	  explicitly	  hired	  to	  solve	  a	  conflict	  or	  mediate	  between	  R&D	  

and	   marketing,	   IMCs	   conducted	   different	   mediation	   techniques:	   for	   example,	  

providing	   advice	   to	   both	   areas	   about	   their	   activities	   and	   the	   importance	   of	   their	  

relationship;	   reframing	   conflicting	   arguments	   during	   team-‐work;	   meetings	   between	  

areas	   to	   identify	   problems	   or	   to	   identify	   and	   present	   facts	   or	   reasons	   during	  

discussions;	   encouraging	   participants	   to	   present,	   hear	   and	   consider	   the	   other	   area’s	  

view;	  and	  assisting	  participants	  to	  find	  possible	  solutions	  and	  implement	  agreements.	  	  

The	  occurrence	  and	  usefulness	  of	   these	  mediation	  activities	  was	  mainly	   identified	   in	  

cases	  where	  IMCs	  considered	  that	  problems	  in	  the	  R&D/marketing	  relationship	  would	  

clearly	   affect	   the	   consultancy	   outcome	   (Case	   3,	   6,	   7,	   12).	   The	   importance	   of	   the	  

mediation	   activities	   was	   confirmed	   by	   feedback	   interviews	   (see	   Section	   6.2.1.1).	  

However,	  the	  results	  of	  the	  survey	   indicate	  that	  only	  43%	  of	  respondents	  considered	  

these	   activities	   to	   be	   important.	   It	   might	   therefore	   be	   productive	   to	   explore	   this	  

variable	  in	  further	  research.	  

Promoting	  joint-‐work	  

The	   involvement	  and	   interaction	  during	   consultancy	  activities	  of	  R&D	  and	  marketing	  

people	  as	  well	  as	  people	  from	  other	  areas	  and	  from	  different	  levels	  (generally	  middle	  

managers,	  some	  operational	  people	  and	  to	  a	  lesser	  extent	  top	  managers)	  was	  another	  

activity	  identified	  as	  crucial	  in	  achieving	  changes	  in	  the	  R&D/marketing	  relationship.	  

IMCs	   tended	   to	   follow	   a	   participative	   approach	   during	   their	   intervention.	   The	  

involvement	   of	   people	   from	   R&D	   and	  marketing	  was	   expected	   due	   to	   the	   fact	   that	  

IMCs	  primarily	  focused	  on	  activities	  which	  support	  innovation,	  and	  innovation	  success	  
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requires	  inputs	  from	  both	  areas	  (Gupta,	  Raj,	  &	  Wilemon,	  1985;	  Song	  &	  Parry,	  1993	  and	  

Souder,	  1988).	  

IMCs	   stimulate	   teamwork	   by	   promoting	   common	   activities	   and	   physical	   interaction.	  

These	  activities	  present	  opportunities	  to	  strengthen	  interdisciplinary	  connections	  and	  

integration	  since	  they	  allow	  participants	  to	  (i)	  have	  more	  opportunities	  for	  interaction	  

with	  personnel	  from	  the	  other	  area,	  forcing	  frequent	  communication	  and	  information	  

exchange,	  (ii)	  get	  first-‐hand	  cross-‐functional	  knowledge	  and	  experiential	   learning;	  (iii)	  

learn	  the	  other	  area’s	  language,	  reducing	  language	  barriers	  and	  misunderstanding	  and	  

generating	  trust,	  (iv)	  understand	  and	  recognise	  the	  roles	  of	  individuals	  within	  the	  team	  

as	   proposed,	   and	   (vi)	   improve	   participants’	   ability	   to	   confront	   difficulties	   and	  

problems.	  Additionally,	  during	  teamwork,	   IMCs	  tend	  to	  emphasise	  the	   importance	  of	  

establishing	  common	  goals.	  	  

The	  relevance	  of	  using	  teamwork	  approaches	  and	  the	  execution	  of	  common	  activities	  

between	  R&D	  and	  marketing	  people	  to	  improve	  their	  relationship	  and	  diminish	  conflict	  

has	  been	  extensively	  mentioned	  in	  R&D	  and	  marketing	  integration	  literature	  (Gupta	  &	  

Wilemon,	  1990,	  1991;	  Leenders	  &	  Wierenga,	  2001;	  Maltz	  &	  Kohli,	  2000;	  Maltz	  et	  al.,	  

2001;	  Pinto	  et	  al.,	  1993;	  Shaw	  &	  Shaw,	  1998).	  The	  findings	  support	  the	  importance	  of	  

these	   strategies	   in	   improving	   the	   R&D/marketing	   relationship	   and	   suggest	   that	   such	  

activities	   can	   be	   also	   promoted	   by	   IMCs,	   since	   the	   literature	   mainly	   report	   the	  

implementation	  of	  these	  strategies	  by	  managers.	  But	  in	  such	  cases,	  consultants	  would	  

have	  to	  get	  managerial	  support.	  

In	   addition	   to	   formal	   face-‐to-‐face	   interactions	   as	   part	   of	   teamwork	   and	   common	  

activities,	  informal	  social	  interactions	  between	  people	  from	  different	  areas	  (Cases	  3,	  4,	  

5,	   6)	   were	   also	   promoted.	   Social	   events	   like	   having	   a	   working	   lunch	   or	   travelling	  

together	   in	   order	   to	   undertake	   certain	   activities	   were	   useful	   in	   promoting	  

relationships,	  since	  for	  many	  of	  the	  participants	  these	  represented	  an	  opportunity	  to	  

come	  together,	  reducing	  physical	  and	  social	  separation	  and	  in	  some	  cases	  developing	  

friendships.	  So,	  IMCs	  can	  contribute	  to	  establishing	  social	  networks	  which	  may	  modify	  

the	  way	  in	  which	  participants	  work	  afterwards,	  because	  these	  networks	  make	  it	  easier	  

to	  approach	  people	  from	  the	  other	  area	  since	  participants	  now	  know	  who	  to	  contact.	  
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Research	   findings	   are	   in	   line	  with	   the	   findings	   reported	   by	   some	   scholars	   (Griffin	   &	  

Hauser,	   1996;	  Gupta	  &	  Rogers,	   1991;	  Gupta	  &	  Wilemon,	   1990,	   1991;	   Pinto	  &	  Pinto,	  

1990)	   but	   contradict	   the	   findings	   of	   others	   (Leenders	  &	  Wierenga,	   2001,	   2002;	   Li	  &	  

Chen,	   2010;	  Maltz	   &	   Kohli,	   1996,	   2000)	   who	   found	   that	   social	   interaction	   does	   not	  

appear	   to	   have	   as	   significant	   an	   impact	   on	   collaboration	   or	   integration	   as	   other	  

mechanisms	  such	  as	  cross	  functional	  teamwork.	  	  

Providing	  common	  knowledge	  

Even	  though	  each	  case	  has	  a	  different	  goal,	   in	  general	  one	  consultancy’s	  objective	   is	  

that	  clients	  learn	  and	  increase	  their	  ability	  to	  solve	  their	  problems	  (Cases	  1,	  3-‐6,	  8-‐12).	  

In	  general	   IMCs	  tend	  to	  provide	  knowledge	  in	  all	  cases,	  through	  experience-‐learning2	  

during	   workshops	   or	   teamwork	   activities	   and,	   to	   a	   lesser	   extent,	   multidisciplinary	  

training.	   These	   were	   identified	   as	   particularly	   useful	   in	   promoting	   changes	   in	   the	  

R&D/marketing	  relationship,	  since	  they	  provide	  participants	  with:	  

§ New	   common	   knowledge	   related	   to	   methodologies,	   collaborative	   tools	   or	  

definitions,	   and	   best	   practices.	   This	   knowledge	   allows	   participants	   to	   construct	   a	  

common	  language	  and	  meaning,	  reducing	  language	  barriers	  between	  functions	  and	  

facilitating	   communication	   and	   unified	   action	   as	  well	   as	  mutual	   understanding	   as	  

proposed	  by	  Werr	  et	  al.	  (1997)	  

§ Information	   that	   helps	   participants	   to	   learn	   about	   other	   functional	   areas	   and	   to	  

understand	   their	  goals,	  priorities	  and	  approaches	  a	   little	  more;	   to	  understand	   the	  

implications	  of	  their	  decisions	  on	  the	  global	  outcome;	  and	  to	  get	  a	  holistic	  view	  of	  

the	   organisation	   and	   its	   processes.	   It	   creates	   awareness	   of	   the	   necessity	   and	  

importance	  of	  collaboration	  and	  integration	  between	  areas,	  which	  helps	  people	  in	  

each	  one	  to	  appreciate	  the	  other.	  	  

These	   findings	   support	   claims	   in	   R&D	   and	   marketing	   integration	   and	   technology	  

management	   literature	   that	   R&D	   and	  marketing	   relationships	  would	   be	   improved	   if	  

the	   personnel	   in	   each	   area	   received	   some	   training	   normally	   provided	   to	   the	   other	  	  

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
2	  Participation	  in	  concrete	  experiences	  allow	  individual	  learning,	  as	  claimed	  by	  Kolb	  (1984).	  
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(Griffin	  &	  Hauser,	  1996;	  Gupta	  &	  Rogers,	  1991;	  Gupta	  &	  Wilemon,	  1991;	  Reynes,	  1999;	  

Saghafi,	   Gupta,	   &	   Sheth,	   1990;	   Shaw	  &	   Shaw,	   1998;	   Souder,	   1988).	   However,	   some	  

scholars	  disagree:	  for	  instance,	  Maltz	  &	  Kohli	  (2000)	  argue	  that	  multifunctional	  training	  

does	   not	   appear	   to	   be	   significant	   in	   reducing	   conflict	   between	   R&D	   and	  marketing,	  

while	   Beer,	   Eisenstat,	   &	   Bert	   (1994)	   report	   that	   training	   programmes	   rarely	   change	  

patterns	  of	   coordination	  within	  companies	  due	   to	   the	   lack	  of	  application	  of	   the	  new	  

learning	  to	  day-‐to-‐day	  situations.	  	  

Empirical	  evidence	  obtained	   in	   this	   research	   indicates	   that	  even	  though	   IMCs	  do	  not	  

attempt	   to	  modify	   the	   relationship,	   some	   of	   their	   activities	   (such	   as	   the	   design	   and	  

implementation	   of	   processes)	   help	   to	   support	   internal	   changes	   in	   beliefs,	   attitudes,	  

values	  and	  structure.	  

Case	   study	   findings	   also	   suggest	   that	   consultants’	   coaching	   could	   also	   be	   useful	   in	  

promoting	   changes	   in	   the	   R&D/marketing	   relationship.	   During	   coaching,	   IMCs	  

generally	   made	   participants	   think	   about	   the	   importance	   of	   cooperation	   and	  

collaboration	   between	   areas	   and	   tried	   to	   help	   them	   to	   change	   their	   dysfunctional	  

patterns,	   mainly	   because	   such	   cooperation	   was	   fundamental	   to	   achieving	   the	  

consultancy	  objective	  or	  obtaining	  better	  results.	  So	  far,	  the	  importance	  of	  this	  activity	  

in	   improving	   the	   R&D/marketing	   relationship	   has	   not	   been	   extensively	   reported	   in	  

R&D	  and	  marketing	  integration	  literature.	  Nonetheless,	  there	  are	  references	  in	  OC,	  OD	  

and	   management	   literature	   (Ellinger	   &	   Bostrom,	   1999;	   Feldman	   &	   Lankau,	   2005;	  

Garvin,	   1998;	   Griffiths,	   2005)	   to	   the	   positive	   effect	   of	   coaching	   on	   the	   way	   people	  

behave	  and	  interact	  with	  others	  within	  an	  organisation.	  	  

Although	  a	  considerable	  number	  of	   interviewees	  during	  case	  studies	  considered	  that	  

the	  coaching	  received	  during	  the	  IMC	  Service	  was	  important	  in	  promoting	  changes	  in	  

the	   R&D/marketing	   relationship,	   three	   informants	   during	   the	   second	   stage	   of	   the	  

research	   questioned	   how	   often	   IMC	   Services	   included	   coaching.	   The	   results	   of	   the	  

survey	  (see	  Section	  6.4)	  seem	  to	  provide	  an	  answer	  to	  this	  question,	  since	  70%	  of	  the	  

respondents	   suggested	   that	   coaching	   was	   useful	   and	   only	   7.5%	   of	   the	   respondents	  

pointed	  out	  that	  coaching	  was	  not	  provided	  during	  the	  intervention	  process.	  
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The	  disagreement	  about	  the	  frequency	  of	  coaching	  during	  the	  consultancy	  services	  can	  

be	   rooted	   in	   different	   causes.	   For	   example,	   the	   informants	   might	   disagree	   on	   the	  

definition	   of	   coaching.	   A	   literature	   review	   indicates	   that	   some	   scholars	   such	   as	  

Kakabadse,	   Louchart,	   &	   Kakabadse	   (2006)	   or	   Grant,	   Passmore,	   Cavanagh,	   &	   Parker	  

(2010)	  propose	  that	  coaching	  is	  generally	  part	  of	  the	  process	  consultation.	  In	  fact,	  one	  

consultant	  who	  participated	  in	  the	  feedback	  interviews	  (MR)	  mentioned:	  	  

“I	   see	   coaching	   almost	   quite	   in	   line	  with	   the	   process	   consultation.	   You	   are	   coaching	   people	  

through	  the	  process”	  

Some	   other	   scholars	   like	   Griffiths	   (2005)	   suggest	   that	   coaching	   is	   different	   from	  

consultancy,	   while	   others	   (Ellinger	   &	   Bostrom,	   1999)	   stress	   that	   practitioners	   use	  

coaching	  as	  a	  synonym	  for	  “facilitating	  learning”.	  

Another	   source	   of	   the	   disagreement	  might	   be	   the	  methodological	   approach	   used	   in	  

this	  research.	  The	  research	   is	  based	  only	  on	  the	  analysis	  of	  a	   limited	  number	  of	  case	  

studies;	   therefore,	   there	   is	   not	   a	   statistically	   representative	   sample	   that	   could	  

determine	  the	  frequency	  of	  coaching	  activities	  during	  IMCs	  intervention.	  	  

Summarising,	  IMCs	  who	  seem	  to	  generate	  changes	  in	  the	  R&D/marketing	  relationship	  

tend	  to	  follow	  a	  more	  facilitative-‐participative	  approach,	  since	  they	  use	  different	  types	  

of	   activities	   like	   mediation,	   coaching,	   training,	   team-‐work	   and	   experience	   learning,	  

among	  others.	  	  

As	  can	  be	  seen	  from	  the	  framework,	  IMCs	  work	  on	  establishing	  learning	  opportunities,	  

the	   provision	   of	   knowledge	   and	  methodologies	   or	   processes	   that	   create	   awareness	  

between	  participants	  about	  the	  importance	  of	  the	  relationship,	  but	  at	  the	  same	  time	  

they	   tend	   to	   emphasise	   social	   aspects	   and	   interaction	   in	   order	   to	   facilitate	   the	  

intervention	  process	  and	  promote	  new	  behaviours	  within	  the	  company.	  	  

7.2.1.2 Results	  

The	  outcomes	  of	  the	  research	  suggest	  that	  there	  are	  three	  consequences	  of	  consultant	  

activities	  which	  contribute	  to	  changing	  the	  R&D/marketing	  relationship:	  alignment,	  the	  

establishment	  of	  new	  communication	  channels	  and	  informal	  relationships	  (see	  Figure	  

7.3).	  
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Figure	  7.3	  Framework	  -‐	  Results	  during	  intervention	  

Alignment	  	  

Results	   suggest	   that	   alignment	   is	   fundamental	   to	   promoting	   collaboration	   and	  

integration	   between	   R&D/marketing	   participants.	   The	   consultancy	   activities	   listed	   in	  

Section	  7.2.1.1	  contributed	  directly	  or	  indirectly	  to	  create	  alignment,	  since	  they	  helped	  

R&D	  and	  marketing	  participants	  to	  remember	  aspects	  related	  to	  company	  objectives	  

and	  strategies	  and	  to	  collectively	  design	  or	  agree	  on	  the	  goals	  and	  approaches	  to	  be	  

followed,	  not	  only	  during	  the	   intervention	  process	  but	  also	   from	  day	  to	  day,	  since	   in	  

many	  cases	  (i)	  marketing	  and	  R&D	  did	  not	  have	  the	  same	  interests	  or	  a	  clear	  definition	  

of	   the	   objectives	   or	   scope	   of	   certain	   activities	   and	   (ii)	   the	   consultants	   tended	   to	  

emphasise	  this	  during	  the	  intervention.	  Such	  findings	  are	  in	  line	  with	  well-‐documented	  

reports	  in	  R&D	  and	  marketing	  integration	  and	  organisational	  literature	  that	  if	  R&D	  and	  

marketing	  have	  different	  goals	  it	  affects	  their	  relationship	  (Shaw	  &	  Shaw,	  1998;	  Song,	  

Xie,	  &	  Dyer,	   2000;	  Weinrauch	  &	  Anderson,	   1982)	  while	   the	  existence	  of	  common	  or	  

superordinate	   goals	   influences	   and	   enhances	   cross-‐functional	   cooperation,	   reducing	  

conflict	  between	  areas	  (Hernandez,	  2006;	  Holland,	  Gaston,	  &	  Gomes,	  2000;	  Song	  et	  al.,	  

2000).	  	  
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Studies	   reported	   in	   the	   literature	   focus	   on	   the	   achievement	   of	   alignment	   through	  

managerial	  intervention.	  Therefore,	  this	  research	  adds	  empirical	  evidence	  in	  this	  area,	  

showing	   that	   IMCs	   can	   contribute	   to	   the	   establishment	   of	   alignment	   between	  

consultancy	   participants	   (middle	   managers	   and	   operative	   people),	   which	   helps	   to	  

overcome	  one	  common	  R&D/marketing	  barrier.	  

Communication	  channels	  

IMCs	   could	   promote	   the	   establishment	   of	   formal	   and	   informal	   communication	  

channels	  between	  people	  from	  different	  areas,	  through	  the	  establishment	  of	  common	  

meetings	  following	  a	  different	  format,	  boards,	  use	  of	  documents	  that	  should	  be	  filled	  

by	   both	   areas	   or,	   in	   the	   cases	   of	   significant	   physical	   separation	   between	   areas,	   the	  

establishment	   of	   new	   communication	   methods	   like	   videoconferences	   or	   the	   use	   of	  

certain	   software	   applications.	   Therefore,	   IMCs	   force	   the	   exchange	   of	   information,	  

ideas	   and	   views,	   which	   contributes	   to	   improving	   communication	   between	   R&D	   and	  

marketing	  and	  consequently	  their	  relationship.	  	  

These	  findings	  support	  the	  claims	  of	  different	  scholars	  (Griffin	  &	  Hauser,	  1996;	  Ruekert	  

&	  Walker,	  1987)	  who	  point	  out	  that	  the	  establishment	  of	  communication	  channels	  can	  

help	  to	   improve	  the	  R&D/marketing	  relationship.	  The	  results	  also	   indicate	  that	  these	  

communication	   channels	   could	   be	   promoted	   by	   external	   consultants,	   since	   many	  

studies	  reported	  in	  the	  literature	  have	  focused	  mainly	  on	  the	  role	  of	  managers	  rather	  

than	  external	  parties	  in	  promoting	  these	  activities	  (i.e.	  Moenaert	  et	  al.	  (1994),	  Shaw	  &	  

Shaw	  (1998),	  and	  Weinrauch	  &	  Anderson	  (1982)).	  	  

Informal	  relationships	  

The	   informants	   mentioned	   that	   continuous	   formal	   and	   informal	   interaction	  

contributed	   to	  promoting	   informal	   relationships	   and	   in	   some	   cases	   friendship	  bonds	  

that	   helped	   to	   improve	   the	   R&D/marketing	   relationship.	   Such	   informal	   interaction	  

between	   participants	   motivated	   communication,	   information	   exchange,	   better	  

understanding	  of	  the	  other	  area’s	  duties	  and	  trust,	  which	  ultimately	  helped	  to	  reduce	  

barriers	   between	   them	   and	   improve	   their	   relationship.	   These	   findings	   reinforce	   the	  
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view	   of	   different	   scholars	   who	   have	   suggested	   that	   the	   establishment	   of	   social	   ties	  

benefits	   the	  R&D/marketing	   relationship	   (Gupta	  &	  Wilemon,	   1990,	   1991;	   Li	  &	  Chen,	  

2010;	  Massey	  &	  Kyriazis,	  2007;	  Tsai	  &	  Ghoshal,	  1998).	  

In	  fact,	  consultancy	  services	  are	  seen	  by	  some	  participants	  as	  an	  unusual	  opportunity	  

to	   come	   together	   and	  meet	   people	   from	   the	   other	   area.	   This	   point	  may	   have	   been	  

emphasised	  due	  to	  the	  fact	  that	  the	  case	  studies	  were	  performed	  in	  large	  companies,	  

where	   size,	   organisational	   complexity	   and	   geographical	   distance	  between	  areas	  may	  

make	  it	  difficult	  to	  meet	  staff	  from	  a	  different	  area.	  	  

7.2.1.3 Impact	  	  

According	   to	   the	   informants,	   the	   consultancy	   activities	   led	   to	   changes	   in	   knowledge	  

and	   ideas,	   behaviour	   and	   attitudes,	   and	   to	   changes	   in	   structures,	   processes	   and	  

programs	  that	  contributed	  to	  change	  the	  R&D/marketing	  relationship	  (see	  Figure	  7.4).	  

Three	  main	  points	  stand	  out	  here:	  (i)	  the	  importance	  of	  organisational	  learning,	  	  (ii)	  the	  

connection	  of	   the	   generation	  of	   new	  behaviours	   and	   attitudes	   between	  participants	  

with	  either	  the	  knowledge	  acquired	  and/or	  the	  consultancy	  activities	  performed	  and,	  

(iii)	  the	  establishment	  of	  different	  structural	  mechanisms	  that	  support	  and	  encourage	  

the	  R&D/marketing	  relationship.	  

Change	  in	  knowledge	  &	  ideas	  

One	  of	  the	  important	  elements	  identified	  as	  promoting	  changes	  in	  the	  R&D/marketing	  

relationship	   was	   individual	   learning	   derived	   from	   the	   training	   and	   participative	  

activities	   as	  well	   as	   from	  direct	   interaction	  with	  other	   consultancy	  participants.	  As	   a	  

consequence	   of	   the	   intervention,	   participants	   learned	   (i)	   about	   company	   working	  

processes,	  practices,	  activities	  and	  the	  functions	  of	  other	  areas,	  and	  the	  relevance	  and	  

advantages	   of	   an	   easy	   relationship	   between	   areas,	   particularly	   between	   R&D	   and	  

marketing,	   and	   (ii)	   a	   common	   language	   that	   helped	   to	   lessen	   misconceptions	   and	  

misunderstandings,	   facilitating	   communication	   and	   improving	   the	   R&D/marketing	  

relationship.	  	  
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Figure	  7.4	  Framework	  –	  Impact	  

The	   usefulness	   of	   this	   new	   knowledge	   in	   improving	   the	   R&D/marketing	   relationship	  

has	  been	  reported	  by	  Griffin	  &	  Hauser	  (1996)	  and	  	  Gupta	  &	  Wilemon	  (1988).	  

Change	  in	  behaviours	  and	  attitudes	  

Consultant	   activities	   and	   the	   knowledge	   acquired	   during	   the	   IMC	   Services	   helped	  

participants	  to	  understand	  the	  importance	  of	  the	  other	  area’s	  activities,	  as	  well	  as	  the	  

rationale	  behind	  its	  decisions.	  

This	   generated	   changes	   in	   R&D	   and	   marketing	   behaviour	   and	   attitudes 3 ,	   since	  

participants	   started	   to	   respect	   and	   appreciate	   the	   other	   area.	   For	   example,	  

participants	   from	  whichever	  area	  had	  more	  power	  within	   their	  companies	   tended	  to	  

be	  more	  open	  to	  different	  points	  of	  view	  and	  in	  allowing	  people	  from	  the	  other	  area	  to	  

express	  their	  opinions	  during	  the	  decision	  making	  process.	  Consequently,	  participants	  

from	  the	  other	  area	  started	   feeling	  part	  of	   the	  process	  and	  were	  more	   interested	   in	  

collaborating,	   providing	   more	   inputs	   into	   the	   other	   area	   and	   consequently	   having	  

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
3	  Changes	   that	   are	   not	   radical	   and	   tend	   to	   disappear	   if	   they	   are	   not	   supported	   after	   the	   consultancy	  
intervention	  
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some	   informal	   influence	   on	   the	   decision	   making	   process,	   which	   contributed	   to	  

improving	  the	  R&D/marketing	  relationship.	  	  

Different	   researchers	   have	   found	   that	   recognition	   of	   the	   other	   area’s	   activities	   and	  

roles	  (Gupta	  &	  Wilemon,	  1988,	  1990;	  Parry	  &	  Song,	  1993)	  and	  the	  generation	  of	  more	  

participative	  decision-‐making	  processes	  (Gupta,	  Raj,	  &	  Wilemon,	  1986;	  Song	  &	  Parry,	  

1993)	   help	   to	   improve	   the	   R&D/marketing	   relationship.	   Therefore,	   the	   research	  

findings	  are	  in	  line	  with	  these	  views.	  

Change	  in	  structures	  and	  processes	  

The	  establishment	  of	  new	  structures	  and	  processes	  was	  considered	  an	  important	  IMC	  

contribution	   to	  achieving	  changes	   in	   the	  R&D/marketing	   relationship.	  Those	  changes	  

were	  promoted	  (i)	  directly	  when	  IMCs	  were	  hired	  to	  do	  so	  (Cases	  8,	  9,	  11,	  12	  in	  regard	  

to	   processes	   since	   IMCs	   were	   not	   hired	   to	   modify	   organisational	   structures)	   or	   (ii)	  

indirectly,	  when	  they	  suggested	  or	  implemented	  changes	  to	  support	  their	  activities	  or	  

results	   or	   to	   maintain	   changes,	   or	   when	   managers	   decided	   to	   implement	   new	  

processes	   or	   structures	   as	   a	   consequence	   of	   the	   learning	   acquired	   during	   the	  

intervention	  (Cases	  3,	  5,	  6,	  7,	  10).	  	  

Many	  of	   the	  new	  processes	  promoted	  by	   IMCs	  were	   formal	   integrative	  management	  

processes	  (e.g.	  new	  innovation	  processes	  that	  established	  gate	  reviews,	  project	  boards	  

or	  committees,	  new	  evaluation	  and	  reward	  systems	  and	  new	  technology	  management	  

processes,	   among	   others).	   Such	   processes	   were	   useful	   in	   achieving	   the	   aim	   of	   the	  

intervention	   but	   also	   in	   forcing	   or	   fostering	   R&D	   and	   marketing	   collaboration	   and	  

integration,	   and	   to	  maintaining	  and/or	   reinforcing	   the	  new	  attitudes	  and	  behaviours	  

acquired	  by	  participants.	  These	   findings	  are	   consistent	  with	   the	  claim	  of	  Rosenzweig	  

(1974),	   who	   states	   that	   changes	   in	   structures	   and	   processes	   produce	   changes	   in	  

behaviours.	  

Regarding	   new	   structures,	   in	   some	   cases	   IMCs	   promoted	   the	   establishment	   of	  

permanent	  cross-‐functional	  boards	  to	  evaluate	  and	  follow	  up	  projects	  or	  ideas	  (Case	  1,	  

3,	  5),	  permanent	  cross-‐functional	  development	  teams	  (Case	  6),	  new	  report	  structures	  

(Case	  9)	  and	  even	  the	  establishment	  of	  liaison	  roles	  (Case	  1):	  changes	  not	  necessarily	  
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within	   the	   complete	   R&D	   or	   marketing	   organisational	   structure.	   The	   usefulness	   of	  

these	   changes	   was	   emphasised	   by	   C8,	   who	   commented	   that	   the	   lack	   of	  

implementation	   of	   organisational	   structure	   changes	   in	   Case	   8	   prevented	   the	  

achievement	  of	  more	  changes	  in	  the	  R&D/marketing	  relationship.	  

Several	   scholars	   (Griffin	   &	   Hauser,	   1996;	   Gupta	   &	   Wilemon,	   1990;	   Leenders	   &	  

Wierenga,	  2001)	  have	  recognised	  the	  implementation	  of	  such	  integrative	  management	  

processes	   as	   well	   as	   of	   organisational	   structures	   by	   managers	   as	   being	   useful	   in	  

improving	   R&D/marketing	   integration.	   Nonetheless,	   these	   research	   findings	   suggest	  

that	  the	  promotion	  and	  implementation	  of	  such	  processes	  by	  IMCs	  is	  possible	  and	  that	  

it	  contributes	  to	  promoting	  changes	  in	  the	  relationship,	  but	  requires	  top	  management	  

support.	  

In	  five	  case	  studies,	  a	  total	  of	  eight	  informants	  indicated	  that	  IMCs	  promoted	  changes	  

in	   organisational	   structures	   that	   helped	   to	   promote	   changes	   in	   the	   R&D/marketing	  

relationship.	  This	  was	  supported	  by	  65%	  of	  the	  survey	  respondents.	  However,	  during	  

the	  feedback	  interviews	  three	  participants	  questioned	  how	  frequently	  IMCs	  promoted	  

structural	  changes.	  Since	  this	  research	  is	  based	  on	  the	  analysis	  of	  a	  limited	  number	  of	  

IMC	   interventions,	   it	   is	   impossible	   to	   claim	   anything	   about	   the	   frequency	   of	   these	  

organisational	  structure	  changes	  and	  this	  may	  indicate	  a	  methodological	  limitation.	  

7.2.1.4 Changes	  in	  the	  R&D/marketing	  relationship	  at	  personal	  level	  

IMCs	  promoted	  changes	  in	  the	  R&D/marketing	  relationship	  mainly	  when	  they	  followed	  

a	  facilitative-‐participative	  approach	  and	  provided	  knowledge.	  However,	  such	  changes	  

were	   contingent	  on	  different	   contextual	   factors	   (analysed	   in	   Section	  7.2.2)	   and	   took	  

place	  only	  at	  personal	   level	  among	  the	  consultancy	  participants,	  not	  at	  departmental	  

level.	  

Changes	   in	   the	   R&D/marketing	   relationship	   were	   promoted	   deliberately,	   when	   the	  

conditions	  of	  the	  relationship	  prevented	  achievement	  of	  the	  final	  outcome	  (Case	  7,	  10,	  

12),	  or	  not	  deliberately,	  as	  a	  consequence	  of	  the	  activities	  and	  approach	  followed	  by	  

the	  consultant.	  	  
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Finally,	   it	   was	   observed	   that	   maintaining	   such	   changes	   depended	   not	   only	   on	  

continuing	  use	  of	   the	  methodologies,	  or	  activities	   that	   improved	   the	  R&D/marketing	  

relationship,	  but	  also	  on	  (i)	   implementing	  formal	  integrative	  processes	  recommended	  

by	   consultants,	   (ii)	   promoting	   the	   activities	   as	   well	   as	   their	   benefits	   outside	   the	  

participants’	   group,	   and	   (iii)	   keeping	   newly	   sensitised	   people	   within	   the	   company,	  

since	  it	  is	  very	  easy	  for	  people	  to	  revert	  back	  to	  their	  previous	  attitudes	  and	  behaviour.	  

7.2.2 Contextual	  factors	  

Different	  contextual	  factors	  that	  affect	  the	  possible	  impact	  of	  IMCs	  on	  R&D/marketing	  

relationships	  were	   identified	   through	   the	   cases:	   company	   characteristics,	   consultant	  

characteristics,	   and	   consultant-‐client	   relationship	   characteristics	   (see	   Figure	   7.5).	  

Interestingly,	   such	   factors	  were	  also	   identified	  as	   success	   factors	   in	  MC	  Services	  and	  

OD	   interventions	   (see	   Table	   7.1),	   since	   such	   factors	   were	   considered	   important	   in	  

facilitating	   activities,	   reducing	   conflict	   between	   parties,	   and	   encouraging	  

organisational	  change.	  

	  

Figure	  7.5	  Framework	  –	  Contextual	  factors	  
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The	  fact	  that	  company	  contextual	  factors	  are	  aligned	  with	  consultancy	  success	  factors	  

reported	  in	  management	  consulting	  and	  OD	  literature	  is	  encouraging,	  firstly	  because	  it	  

has	  been	   identified	   in	  this	  research	  that	  problems	   in	  the	  R&D/marketing	  relationship	  

often	  obstruct	   the	  success	  of	   the	  consultancy	  service,	   so	   the	  characteristics	   required	  

for	   improving	   the	   former	  may	   also	   be	   relevant	   in	   achieving	   the	   latter;	   and	   secondly	  

because	  such	   factors	  are	   recognised	  as	   important	  elements	   in	  generating	  changes	   in	  

social-‐behavioural	  aspects	  within	  organisations	  (Cummings	  &	  Worley,	  2009).	  	  

7.2.2.1 Company	  characteristics	  

The	   findings	   suggest	   that	   the	   effect	   of	   IMCs	   on	   the	   R&D/marketing	   relationship	   is	  

contingent	   on	   company	   characteristics	   such	   as	   clients’	   response,	   interest	   and	  

involvement	  as	  well	  as	  managerial	  support,	  since	  a	  lack	  of	  these	  could	  hamper	  the	  IMC	  

activities	  and	  the	  implementation	  and	  maintenance	  of	  the	  changes	  they	  promote.	  	  

The	  fact	  that	  the	  changes	  in	  the	  relationship	  depend	  on	  both	  factors	  is	  in	  line	  with	  the	  

findings	  of	  Jassawalla	  &	  Sashital	  (1998),	  who	  found	  that	  the	  characteristics	  of	  both	  the	  

company	   and	   the	   participants	   affect	   the	   level	   of	   cooperation	   between	   areas.	   Other	  

scholars	  working	  on	   the	   topic	  of	  R&D	  and	  marketing	   integration	  have	  also	   indicated	  

that	  different	  company	  factors	  affect	  integration	  (e.g.	  Gupta	  &	  Rogers	  (1991)	  mention	  

the	  importance	  of	  directive	  support).	  	  

OD	   interventions,	   which	   focus	   on	   the	   achievement	   of	   a	   specific	   goal	   though	   efforts	  

focused	   on	   human	   and	   social	   processes	   (Francis,	   Holbeche,	   &	   Reddington,	   2012),	  

mainly	   emphasise	   the	   need	   for	   managerial	   support	   and	   participants’	   commitment.	  

Results	  show	  that	   these	  elements	  are	   important	   in	  modifying	  relationships	  within	  an	  

organisation;	  however,	  other	  elements	  such	  as	  management	  style	  and	  the	  company’s	  

operational	   style	   or	   follow	   up/implementation	   or	   internal	   initiatives	   are	   also	  

considered	  significant	  in	  maintaining	  changes	  in	  the	  R&D/marketing	  relationship.	  

7.2.2.2 Consultant	  characteristics	  

The	   findings	   of	   this	   research	   show	   that	   the	   effect	   of	   IMCs	   on	   the	   relationship	   is	  

contingent	  on	  the	  IMCs	  characteristics.	  Studies	  of	  R&D	  and	  marketing	  integration	  have	  
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barely	  focused	  on	  external	  agent	  interventions	  for	  improving	  the	  relationship	  between	  

them.	  Consequently,	   the	  effect	   of	   consultant	   characteristics	   has	  not	  been	   studied	   in	  

detail.	   Only	   Gupta	   &	   Rogers	   (1991)	   have	   proposed	   that	   a	   change	   agent	   such	   as	   a	  

consultant	  will	  succeed	  in	  promoting	  changes	  in	  innovation	  decisions	  according	  to	  how	  

far	   he/she	   is	   perceived	   as	   competent,	   credible	   and	   trustworthy,	  makes	   an	   effort	   to	  

communicate	  with	  the	  client	  and	  shows	  empathy	  with	  the	  client	  and	  an	  ability	  to	  work	  

with	  leaders:	  aspects	  that	  were	  confirmed	  by	  our	  findings.	  Our	  findings	  are	  in	  line	  with	  

that,	   but	   also	   propose	   other	   consultant	   characteristics	   that	   might	   affect	   the	  

achievement	  of	  changes	  in	  the	  R&D/marketing	  relationship.	  

Many	   of	   these	   consultant’s	   characteristics	   identified	   as	   relevant	   to	   modify	   the	  

R&D/marketing	  relationships	  have	  been	  also	  identified	  as	  important	  characteristics	  to	  

generate	  changes	  and	  achieve	  consultancy	  goals	  by	  scholars	  in	  OC	  (i.e.	  Hamilton,	  1998)	  

and	   management	   consultancy	   (i.e.	   Werr	   &	   Stjernberg,	   2003)	   and	   to	   bring	   social-‐

behavioural	   changes,	   such	  as	   in	   relationships,	   during	  OD	   interventions	   (Cummings	  &	  

Worley,	  2009).	  

7.2.2.3 Consultant-‐client	  relationship	  characteristics	  

The	  existence	  of	  a	  collaborative	  consultant-‐client	  relationship	  was	  crucial	  in	  achieving	  

changes	   in	   the	  R&D/marketing	  relationship.	  The	   importance	  of	   this	  aspect	   lies	   in	   the	  

fact	  that	  if	  there	  is	  no	  rapport	  between	  the	  IMC	  and	  the	  client	  participants,	  a	  good	  and	  

trusting	  relationship	  is	  impossible,	  since	  participants	  are	  not	  open	  to	  participating	  and	  

sharing	   information	   with	   the	   consultant	   and	   there	   is	   resistance	   to	   the	   consultant	  

activities;	   consequently,	   the	  outcome	   is	   not	   generally	   positive.	   Conversely,	   if	   a	   good	  

relationship	  is	  achieved,	  IMCs	  can	  facilitate	  the	  process	  and	  client	  participants	  tend	  to	  

develop	  more	   commitment,	   so	   IMCs	   have	   the	   opportunity	   to	   understand	   the	   client	  

better.	   Consequently,	   client	   participants	   are	  more	   open	   to	   following	   the	   consultant	  

suggestions	  and	  move	  forward,	  as	  has	  been	  also	  observed	  by	  Bee	  &	  Bee	  (1998).	  

The	  importance	  of	  this	  aspect	   in	  modifying	  the	  R&D/marketing	  relationship	  has	  been	  

reported	  by	  Gupta	  &	  Rogers	   (1991),	  who	  state	  that	  positive	   interaction	  between	  the	  

consultant	   and	   the	   client	   (i.e.	   close	   rapport	   between	   the	   consultant	   and	   clients)	   is	  
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crucial	   in	   diffusing	   new	   ideas	   and	   promoting	   helpful	   changes	   in	   the	   R&D/marketing	  

relationship.	  Also,	   the	   literature	  on	  OD	   recognises	   such	  aspects	   as	   success	   factors	   in	  

promoting	  organisational	  development	  and	  change	  (French	  &	  Bell,	  1995).	  	  

Another	   aspect	   identified	   as	   relevant	   in	   determining	   the	   possible	   effect	   of	   IMCs	   on	  

R&D/marketing	   relationships	   is	   consultant-‐client	   relationship	   length,	   in	   other	   words	  

the	   amount	   of	   time	   that	   company	   participants	   spend	   working	   with	   the	   IMC.	  

Surprisingly,	  management	  consultancy	  literature	  has	  not	  widely	  mentioned	  this	  aspect	  

as	  an	  influential	  factor	  to	  achieve	  the	  consultancy	  goal,	  perhaps	  because	  each	  service	  

has	   a	   different	   goal	   which	   requires	   different	   amounts	   of	   work	   or	   resources	   to	   be	  

achieved.	  A	  few	  scholars	  such	  as	  Sinha	  (1979)	  or	  Wood	  (2002)	  have	  talked	  about	  the	  

importance	  of	  intense	  and	  sustained	  interaction	  between	  the	  client	  and	  consultant	  in	  

achieving	  success	  in	  a	  consultancy	  service.	  However,	  in	  the	  case	  of	  interventions	  that	  

seek	  to	  modify	  relationships,	  such	  as	  OD	  interventions,	  scholars	  suggest	  that	  long-‐term	  

processes	   and	   partnerships	   are	   required	   (Cummings	  &	  Worley,	   2009;	   French	  &	   Bell,	  

1995;	  Rosenzweig,	   1974;	   Schein,	   1969	   in	  Wood,	   2002).	   The	   research	   results	   support	  

this	   claim,	   since	   longer	   partnerships	   help	   to	   establish	   better	   R&D/marketing	  

relationships4,	  as	  participants	  have	  more	  time	  to	  perform	  the	  necessary	  activities	  and	  

to	   interact	   and	  develop	   informal	   social	   relationships.	  All	   this	   could	   facilitate	   learning	  

and	  the	  development	  of	  new	  behaviours	  and	  attitudes.	  However,	  one	  informant	  (C7)	  

suggested	  that	  longer	  relationships	  would	  not	  necessarily	  provide	  better	  results	  since	  

clients	   could	   lose	   interest	   over	   time.	   Therefore,	   the	   relevance	   of	   length	   should	   be	  

studied	  in	  detail	  in	  further	  research.	  

Related	  to	  the	  question	  of	  length,	  it	  was	  observed	  that	  reinforcement	  of	  the	  learning	  

acquired	  during	  the	   intervention,	  as	  well	  as	   the	  continuing	  use	  of	   relevant	  processes	  

and	   activities,	   could	  be	   very	   effective	   in	   promoting	   the	   relationship	   and	  maintaining	  

the	  improved	  relationship.	  

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
4	  	  As	  supported	  by	  AF	  who	  mentioned:	  “I	  think	  it	  take	  at	  least	  months	  {of	  work}	  to	  become	  sustainable.	  
Because	   you	   can	   bring	   people	   to	   have	   meetings	   or	   things	   by	   2	   days;	   and	   maybe	   there	   is	   a	   small	  
improvement	  but	  people	  generally	   tend	   to	  go	  back	   to	   the	  way	   they	  were.	  Usually	  people	   change	   the	  
way	   they	   interact	   with	   others	   over	   extended	   periods	   of	   time,	   before	   new	   parents	   of	   behaviour	   are	  
established”.	  
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7.2.2.4 Other	  factors	  

The	   feedback	   interviews	   provide	   complementary	   information	   that	   corroborates	   the	  

findings	  obtained	  from	  the	  analysis	  of	  the	  case	  studies.	  However,	  as	  was	  commented	  

in	   Section	   6.3,	   some	   company/consultant	   participants	   highlighted	   two	   aspects	   not	  

identified	  in	  the	  first	  stage	  of	  this	  research.	  

On	  the	  one	  hand,	  MM	  suggested	  that	  the	  cultural	  and	  geographical	  background	  of	  the	  

company	  participants	  might	   also	  be	   relevant	   in	   the	   framework.	   The	   case	   studies	  did	  

not	   suggest	   its	   relevance,	   despite	   involving	   companies	   and	   consultants	   from	   seven	  

different	  countries	  and	  three	  continents	  (VZ,	  MX,	  US,	  GE,	  UK,	  ES,	  IN);	  perhaps	  this	  was	  

due	   to	   the	   fact	   that	   cultural	   and	   geographical	   aspects	  were	   already	   included	   in	   the	  

factor	  of	  management	  and	  operation	  style	  of	  the	  company,	  or	  because	  the	  number	  of	  

cases	   analysed	   was	   limited.	   Some	   informants	   suggested	   that	   certain	   activities	   were	  

more	  useful	   in	  some	  organisations	  than	  others,	  and	  some	  researchers	  (Fain,	  Kline,	  et	  

al.,	   2011;	  Parry	  &	  Song,	  1993;	  Song,	  Dyer,	  &	  Thieme,	  2006)	  working	   in	   the	  R&D	  and	  

marketing	   integration	   area	   have	   found	   that	   certain	   strategies	   for	   improving	   the	  

relationship	   are	  more	   or	   less	   effective	   according	   to	   the	   geographical	   culture	   of	   the	  

company.	   It	  would	  be	  productive	   to	   carry	  out	   an	   in-‐depth	   study	  of	   the	   relevance	  of	  

cultural	  and	  geographical	  characteristics	  on	  the	  effect	  of	  IMCs	  on	  the	  R&D/marketing	  

relationship.	  

On	  the	  other	  hand,	  one	  informant	  (AF)	  talked	  about	  the	  importance	  of	  the	  number	  of	  

participants,	   saying	   that	   if	   many	   marketing	   or	   R&D	   people	   did	   not	   participate,	   this	  

would	  cause	  inertia	  and	  a	  failure	  to	  sustain	  any	  changes5.	  This	  is	  in	  line	  with	  the	  ideas	  

proposed	  by	  some	  micro-‐level	  change	  researchers	  (e.g.	  George	  and	  Jones,	  2001),	  who	  

have	  established	  that	  the	  activities	  of	  an	  organisation	  are	  the	  result	  of	  the	  activities	  of	  

its	   individual	  members,	   so	   individuals	   can	  determine	  changes.	   Informants	  during	   the	  

first	  stage	  of	  this	  research	  did	  not	  claim	  that	  the	  number	  of	  participants	  affected	  the	  

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
5	  AF	   claimed:	   “The	  people	   that	  never	  participated	   in	   a	   consultant	   session	   (…)	  don’t	  have	   the	   training.	  
Systems	   change,	   promotion	   people	   change,	   everyone	   change	   in	   this	   brand	   and	   they	   were	   never	  
involved	  in	  this	  consultancy	  process	  so,	  they	  come	  in	  with	  the	  old	  attitudes	  and	  process	  and	  culture	  and	  
beliefs	  of	  how	  the	  organisation	  should	  work	  or	  does	  work	  and	  so	  wherever	  changes	  occurred	  started	  to	  
disintegrate”.	  
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IMC’s	   impact	   on	   the	   relationship.	   Nonetheless,	   in	   several	   cases	   the	   number	   of	  

participants	  was	   significant	   (Cases	   1,	   4,	   7,	   9);	   in	   others,	  more	   people	  were	   involved	  

later	  through	  internal	  training	  processes	  (Cases	  1,	  11)	  or	  when	  new	  interventions	  were	  

performed	  by	  the	  consultant	  (Cases	  9,	  11).	  	  

Since	   the	  changes	  promoted	  by	   the	   IMCs	  are	  at	  personal	   level,	   it	  might	  be	   logical	   to	  

assume	  that	   the	   larger	   the	  number	  of	  participants	  whose	  knowledge,	  behaviour	  and	  

attitudes	  have	  been	  modified,	  the	  better	  the	  changes.	  However,	  in	  some	  cases	  where	  

only	  a	  few	  people	  participated	  out	  all	  the	  R&D	  and	  marketing	  staff,	  the	  changes	  were	  

more	  significant	  than	  in	  cases	  where	  there	  was	  a	  higher	  number.	  	  

Also,	   the	   number	   of	   participants	   might	   have	   certain	   repercussions	   on	   the	   type	   of	  

consultancy	   activities	   developed,	   like	   the	   promotion	   of	   informal	   relationships	   or	  

teamwork.	   In	   fact,	  Aspegren	  &	  Gustafsson	   (2006)	   report	   in	   their	  master’s	   thesis	   that	  

the	   participation	   of	   as	   many	   people	   as	   possible	   during	   management	   consultancy	  

services	  is	  important	  in	  order	  to	  increase	  commitment	  and	  achieve	  success.	  However,	  

there	  should	  be	  a	  certain	  balance	  since	  the	  involvement	  of	  too	  many	  people	  could	  be	  

detrimental.	  Therefore,	  this	  is	  another	  aspect	  to	  be	  studied	  in	  further	  detail	  in	  order	  to	  

determine	   its	   relevance	   to	   the	   possible	   effect	   of	   the	   IMCs	   on	   R&D/marketing	  

relationships.	  

The	  lack	  of	  identification	  of	  cultural	  and	  geographical	  aspects	  and	  of	  the	  relevance	  of	  

the	   number	   of	   participants	   during	   the	   cases	   may	   be	   due	   to	   the	   fact	   that	   all	   the	  

interviews	  were	  about	  one	  particular	   consultant	   intervention,	  and	   so	   the	   informants	  

did	  not	  have	  the	  opportunity	  to	  analyse	  how	  differences	  in	  geography	  and	  culture	  as	  

well	  as	   in	   the	  number	  of	  participants	  could	   influence	   the	  effect	  of	   the	  consultant	  on	  

the	  R&D/marketing	  relationship.	  On	  the	  contrary,	  during	  the	  feedback	  interviews,	  the	  

consultants’	  opinion	  was	  based	  on	  all	   their	  previous	  experiences;	  consequently,	   they	  

were	  able	  to	  see	  the	  possible	  effects	  of	  such	  factors.	  This	  may	  suggest	  a	  limitation	  in	  

the	   methodology	   of	   the	   first	   stage	   of	   this	   research.	   Perhaps	   (i)	   the	   case	   studies	  

conducted	  should	  have	  been	  focused	  on	  different	  consultancy	  services,	  in	  other	  words	  

on	  multiples	   cases	   with	  multiple	   units	   of	   analysis	   to	   enable	   informants	   to	   compare	  
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their	   experience	  of	  one	   intervention	  with	  another	   and	   to	   identify	   the	   importance	  of	  

these	  factors,	  or	  (ii)	  the	  number	  of	  cases	  analysed	  should	  have	  been	  larger.	  	  

Finally,	   information	   obtained	   from	   the	   case	   studies	   (Section	   4.3.6),	   the	   feedback	  

interviews	   (Section	  6.2.1.3)	   and	   the	   survey	   (Section	  6.5.3)	  did	  not	   show	  clear	   cause-‐

effect	   relationships	   between	   activities	   and	   results;	   therefore,	   it	   would	   be	   risky	   to	  

establish	   a	   cause-‐effect	   relationship	   between	   the	   different	   activities	   and	   the	   results	  

that	   form	   the	   proposed	   framework.	   Thus,	   the	   study	   of	   cause-‐effect	   relationships	  

should	  be	  addressed	  in	  future	  research.	  

7.3 Theoretical	  contribution	  

As	  discussed	  in	  Section	  2.6.2,	  this	  research	  stands	  at	  the	  intersection	  of	  four	  strands	  of	  

literature:	   R&D	   and	   marketing	   integration,	   organisational	   change,	   management	  

consultancy	   services,	   and	   conflict	   studies	   (see	   Figure	   7.6);	   likewise,	   the	   findings	   also	  

contribute	  to	  extant	  knowledge	  in	  these	  four	  strands	  of	  literature.	  	  

	  

Figure	  7.6	  Main	  strands	  of	  literature	  related	  to	  this	  research	  

7.3.1 R&D/marketing	  integration	  

The	  main	  contribution	  of	  this	  research	  is	  to	  R&D/marketing	  integration	  literature.	  The	  

extant	  literature	  mainly	  focuses	  upon	  understanding	  the	  nature	  of	  the	  problems	  within	  
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R&D	  and	  marketing	  areas	  and	  the	  organisational	  conditions	  that	  affect	  the	  relationship	  

(Griffin	  &	  Hauser,	  1996;	  Holland	  et	  al.,	  2000)	  and	  the	  impact	  of	  such	  a	  relationship	  on	  

the	  NPD	  success	   (Gupta	  &	  Rogers,	  1991;	  Gupta	  &	  Wilemon,	  1990,	  1991;	  Leenders	  &	  

Wierenga,	  2001,	  2002;	  Maltz	  &	  Kohli,	  2000),	  as	  well	  upon	  proposing	  and	  evaluating	  the	  

usefulness	   of	   certain	   strategies	   and	   activities	   in	   improving	   the	   R&D/marketing	  

relationship	   (Griffin	   &	   Hauser,	   1996;	   Gupta	   et	   al.,	   1986).	   Essentially	   all	   these	  works	  

emphasise	  the	  importance	  of	  managers	  in	  promoting	  or	  generating	  suitable	  conditions	  

for	  diminishing	   conflict	   and	   improving	   the	  R&D/marketing	   relationship	   (Gupta	  et	   al.,	  

1985,	   1986;	   Gupta	   &	   Wilemon,	   1991;	   Jassawalla	   &	   Sashital,	   1998;	   Weinrauch	   &	  

Anderson,	   1982).	   However,	   there	   are	   few	   studies	   in	   R&D/marketing	   integration	  

literature	   of	   the	   effect	   of	   external	   parties	   such	   as	   IMCs	   (see	   Section	   2.1).	   Gupta	   &	  

Rogers	  (1991)	  and,	  more	  recently,	  the	  work	  of	  Hernandez	  &	  Lee	  (2007)	  have	  explored	  

the	  intervention	  of	  an	  external	  agent,	  particularly	  a	  consultant,	  in	  order	  to	  improve	  the	  

R&D/marketing	  relationship.	  The	  former	  refers	  mainly	  to	  internal	  agents	  such	  as	  senior	  

managers,	   and	   only	   suggests	   that	   external	   agents	   such	   as	   consultants	   could	   assist	  

internal	  agents	  to	  perform	  the	  task.	  The	  latter	  is	  a	  theoretical	  study	  that	  explores	  third	  

party	   mediation	   and	   arbitration	   activities	   as	   a	   possible	   way	   of	   diminishing	   conflict	  

between	  R&D	  and	  marketing	  areas.	  The	  study	  suggests	  that	  the	  third	  party	  could	  be	  a	  

manager,	  the	  board	  of	  directors,	  or	  internal	  or	  external	  consultants.	  	  

This	  research	  provides	  empirical	  evidence	  to	  fill	  this	  gap	  of	  knowledge	  in	  the	  literature,	  

since	  an	  empirical	  framework	  has	  been	  developed	  which	  explains	  how	  IMCs	  promote	  

changes	   in	   R&D/marketing	   relationships	   in	   large	   manufacturing	   companies.	   The	  

framework	  describes	  relevant	  activities	  performed	  by	  IMCs	  as	  well	  as	  the	  results	  and	  

impacts	   they	   promote	   which	   help	   to	   generate	   changes	   in	   the	   R&D/marketing	  

relationship	   at	   a	   personal	   level,	   even	   though	   they	   are	   not	   explicitly	   hired	  with	   that	  

objective.	  It	  also	  indicates	  that	  the	  positive	  effect	  of	  IMCs	  on	  the	  relationship	  depends	  

mainly	   on	   the	   type	   of	   activities	   performed	   as	   well	   as	   contextual	   factors	   such	   as	  

company	   and	   consultant	   characteristics	   and	   consultant-‐client	   relationship	  

characteristics.	  	  
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The	  proposed	   framework	  points	  out	   that,	  as	  part	  of	   their	   consultancy	   services,	   IMCs	  

tend	  to	  conduct	  activities	  that	  generate	  certain	  results	  and	  impacts	  that	  contribute	  to	  

improving	  the	  R&D/marketing	  relationship.	  Many	  of	  these	  activities	  and	  contributions	  

have	  been	  further	  exploited,	  by	  managers	  in	  particular,	  to	  improve	  the	  R&D/marketing	  

relationship,	   and	   according	   to	   the	   literature	   they	   have	   proved	   to	   be	   effective.	   A	  

summary	   of	   useful	   consultant	   activities	   and	   contributions	   identified	   in	   this	   research	  

and	  those	  suggested	  in	  the	  extant	  literature	  are	  reported	  in	  Table	  7.2.	  	  

As	   can	   be	   seen,	   both	   managers	   and	   external	   agents	   can	   generate	   changes	   in	  

R&D/marketing	   relationships	   by	   conducting	   similar	   activities	   or	   generating	   similar	  

contributions,	  whether	  consciously	  in	  the	  case	  of	  the	  former	  or	  as	  a	  by-‐product	  of	  their	  

intervention	  in	  the	  case	  of	  the	  latter.	  	  

IMCs	   tend	   to	   conduct	   their	   interventions	   following	   a	   facilitative-‐participative	  

consultant	  style.	  Some	  of	  the	  activities	  identified	  as	  useful	  in	  promoting	  changes	  in	  the	  

R&D/marketing	   relationship,	   such	   as	   process	   facilitation,	   coaching	   and	   encouraging	  

the	   engagement	  of	   participants,	   are	   not	   commonly	   performed	  by	  managers.	  On	   the	  

other	   hand,	   activities	   performed	   by	   managers	   to	   improve	   the	   R&D/marketing	  

relationship,	  such	  as	  re-‐designing	  facilities	  or	  relocation,	   job	  rotation	  or	  promotion	  of	  

similar	  professional/bureaucratic	  orientation	  between	  R&D	  and	  marketing	  managers,	  

were	   strategies	   not	   commonly	   promoted	   by	   IMCs.	   This	   might	   be	   because	   these	  

activities	  were	  not	  relevant	  to	  the	  main	  objective	  of	  the	  intervention.	  

The	  outcomes	  of	  this	  research	  also	  contribute	  to	  R&D/marketing	  integration	  literature	  

by	   adding	   substantial	   qualitative	   empirical	   evidence	   that	   affords	   a	   comprehensive	  

understanding	   of	   the	   impact	   of	   IMCs	   on	   the	   R&D/marketing	   relationship,	   since	   the	  

vast	  majority	  of	  work	  done	   in	  the	  area	  has	  focused	  on	  the	  role	  of	  managers	  and	  has	  

been	  conducted	  following	  theoretical	  or	  quantitative	  approaches.	  

Finally,	   this	   research	   adds	   information	   about	   the	   effects	   of	   certain	   strategies	   on	  

improving	   the	   R&D/marketing	   relationship	   where	   the	   extant	   literature	   offers	  mixed	  

observations	   about	   the	   usefulness	   to	   that	   end	   of	   social	   interaction	   or	   common	  
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training.	  The	  findings	  of	  this	  research	  confirm	  the	  usefulness	  of	  those	  approaches	  (see	  

Section	  7.2.1.1).	  

Table	   7.2	   Summary	  of	   IMC	  activities	   and	   contributions	  which	   improve	   the	  R&D/marketing	  

relationship	   as	  well	   as	   possible	   solutions	   reported	   in	   the	   extant	   literature	   to	   improve	   the	  

relationship	  (mainly	  implemented	  by	  internal	  agents)	  

IMC	  activities	  and	  contributions	  identified	  as	  
useful	  in	  improving	  the	  relationship	  	   	   Possible	   managerial	   solutions	   recommended	   in	   the	  

literature	  
ACTIVITIES	   	   	  
Process	  facilitation	   	   -‐	  
Promotion	  of	  a	  positive	  climate	   	   Promoting	  positive	  inter-‐functional	  climate	  [9]	  
Encouraging	  participation	  and	  engage	  
participants	  

	   -‐	  

Convincing	  stakeholders	   	   Getting	  top	  management	  support	  [2,3,4]	  
Senior	  management	  involvement	  [3]	  

Playing	  a	  mediation	  role	   	   Mediation	  [11]	  
Multidisciplinary	  teamwork	  and	  common	  
activities	  

	   Encouragement	   of	   teamwork	   [1,3,4],	   Common	   activities	  
[3,5]	  

Promotion	  of	  physical	  interactions	   	   Promotion	  of	  informal	  social	  interaction	  [3,4,6,7]	  
Common	  knowledge	   	   Provision	  of	  technical	  or	  marketing	  knowledge	  [12]	  

Provision	  of	  common	  training	   	   Multidisciplinary	   or	   common	   training	   in	   techniques	   and	  
tools	  [1,3]	  	  

Coaching	   	   -‐	  
CONTRIBUTIONS	   	   	  
Alignment	   	   Promotion	  of	  common	  goals	  [13]	  
Establishment	  of	  new	  communication	  
channels	   	  

Continuous	  information	  flow	  [4]	  
Information	  and	  communication	  technology	  [6,10]	  

Establishment	  of	  Informal	  relationships	   	   Promotion	  of	  long-‐term	  relationships	  that	  foster	  trust	  [1]	  
and	  friendships	  [7]	  

Understanding	  of	  working	  processes	  and	  
roles	   	   Learning	  about	  other	  functional	  areas	  [4]	  	  

Establishment	  of	  a	  common	  language	   	   A	  common	  language	  [1]	  
Promoting	  recognition	  of	  the	  other	  area	   	   Promote	  appreciation	  [14]	  
Involvement	  in	  the	  decision	  making	  process	   	   Decentralisation	  of	  decision	  making	  [2,4]	  

New	  company	  processes	   	  

Formalisation	   of	   rules	   and	   procedures	   for	   functional	  
interaction	  [5]	  
New	  incentive	  and	  Joint	  reward	  system	  [7,2,4,3,6]	  
Formal	  integrative	  management	  processes	  [4,6]	  
Structure	   decision	   making	   process	   across	   functional	  
groups	  [4]	  

Changes	  in	  organisational	  structures	   	   Changes	  in	  organisational	  structures	  [1,2,3,6]	  
	   	   Facilities	  re-‐design	  or	  relocation	  [1,8]	  
	   	   Job	  rotation	  [4,6]	  

	   	   Promote	   similar	   professional/	   bureaucratic	   orientation	  
[2]	  between	  R&D	  and	  marketing	  managers	  	  

Source:	  Based	  on	  	  [1]	  Cotterman	  et	  al.	  (2009);	  [2]	  	  Griffin	  &	  Hauser	  (1996);	  [3]	  Gupta	  &	  Wilemon	  (1991);	  
[4]	  Gupta,	  Rag	  &	  Wilemon	  (1986);	  [5]	  Hernandez	  (2006);	  [6]	  Leenders	  &	  Wierenga	  (2002);	  	  [7]	  Li	  &	  Chien	  
(2010);	   	   [9]	  Moenaert	   et	   al.	   (1994);	   [10]	   Ruekert	  &	  Walker	   (1987);	   [11]	   Shapiro	   (1997);	   	   [12]	   Shaw	  &	  
Shaw	  (1998);	  [13]	  Xie	  et	  al.	  (2003);	  [14]	  Song	  &	  Parry	  (1993).	  
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7.3.2 Organisational	  change	  

Organisational	  change	   literature	  has	  given	   little	  attention	  to	  studying	  the	  unintended	  

effects	  of	  change	  agents,	  particularly	   IMCs;	   in	  this	  sense,	  this	  research	  contributes	  to	  

the	  literature	  in	  different	  ways:	  

Firstly,	   the	   results	   highlight	   that	  planned	   IMC	  Services	   can	  bring	  parallel	   unexpected	  

but	   positive	   changes.	   A	   framework	   has	   been	   developed	   based	   on	   an	   analytical	  

systemic	   approach.	   This	   provides	   a	   picture	   of	   the	   unexpected	   contributions	   of	   IMCs	  

and	   deconstructs	   the	   change	   process	   experienced	   by	   an	   organisation	   as	   a	  

consequence	  of	  an	  intervention	  into	  stages	  (activities,	  results	  and	  impact	  or	  changes)	  

that	  determine	  the	  final	  conditions	  of	  the	  R&D/marketing	  relationship.	  This	  framework	  

also	  presents	  the	  activities	  and	  conditions	  required	  to	  achieve	  a	  positive	  change	  in	  the	  

relationship.	  The	  basic	  premise	  is	  that	  the	  type	  of	  activities	  performed	  by	  an	  IMC	  will	  

determine	  possible	  changes	   in	   three	  main	  aspects:	   knowledge	  and	   ideas,	  behaviours	  

and	   attitudes,	   and	   structures	   and	   processes.	   The	   achievement	   of	   those	   changes	  will	  

determine	  the	  changes	  in	  the	  R&D/marketing	  relationship.	  	  

Secondly,	  evidence	  from	  the	  case	  studies	  shows	  that	  IMCs	  can	  promote	  changes	  in	  the	  

R&D/marketing	  relationship,	  even	  when	  this	  was	  not	   the	  main	  goal	  of	   their	  services.	  

This	   could	   be	   due	   to	   the	   fact	   that	   IMCs	   not	   only	   shared	   their	   expertise	   with	   their	  

clients,	  but	  they	  also	  tended	  to	  use	  similar	  dynamics	  and	  intervention	  styles	  to	  those	  

used	  by	  OD	  consultants,	  interventions	  largely	  focused	  on	  human	  relationship	  variables.	  

For	   example	   IMCs	   tend	   to	   use	   participative-‐facilitative	   and	   experience-‐learning	  

approaches.	  

IMCs,	   as	   in	   the	   case	   of	   OD	   programs,	   incorporate	   different	   activities	   into	   the	  

intervention	   process	   in	   order	   to	   achieve	   a	   specific	   goal	   (French	   &	   Bell,	   1995).	   For	  

example,	   they	   tend	   to	   facilitate	   the	  work	   through	  the	   inclusion	  of	  different	  activities	  

which	   give	   the	   participants	   the	   opportunity	   to	   interact	   and	   understand	   different	  

processes	   in	   the	   company	   and	   learn	   how	   to	   solve	   their	   problems	   (e.g.	   participative	  

workshops	  (Case	  3,	  4,	  6-‐7,	  9-‐12),	  team–work	  (Cases	  1,	  3-‐12),	  training	  (Cases	  1-‐3,	  5-‐12),	  

third	  party	  peace-‐making	  activities	  or	  mediation	  (Case	  7,	  8,12)	  or	  coaching	  (Cases	  1,	  3,	  
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5,	   6,	   9,	   11,	   12).	   These	   findings	   reveal	   the	   critical	   role	   that	   facilitation	   and	   common	  

activities	  play	  in	  modifying	  internal	  relationships.	  IMCs	  also	  tend	  to	  involve	  participants	  

in	   real	   problem-‐solving	   experiences	   rather	   than	   merely	   teaching	   them;	   this	   is	   an	  

approach	  that	  has	  been	  recommended	  for	  achieving	  success	  in	  OD	  interventions	  (Beer	  

&	  Walton,	   1987;	  Worren,	   Ruddle,	   &	  Moore,	   1999).	   All	   these	   activities	   are	   useful	   in	  

achieving	  the	  objective	  of	  the	  intervention,	  but	  also	  to	  promoting	  relationships	  due	  to	  

their	   characteristics.	   For	   example,	   workshops	   are	   an	   engagement	   mechanism	   for	  

group	   interaction	   (Kerr,	   Farrukh,	   Phaal,	   &	   Probert,	   2013),	   where	   participants	   are	  

interdependent	  and	  have	  to	  rely	  on	  each	  other	  (Shotola,	  2000).	  	  Again	  as	  in	  the	  case	  of	  

OD	   interventions,	   IMCs	   deal	   with	   aspects	   such	   as	   individual	   motivation,	   power,	  

perception,	   interpersonal	   relationships	   and	   intra-‐group	   relationships	   as	   described	  by	  

NTL	  (1970)	  in	  Francis	  et	  al.	  (2012).	  	  

IMCs	  also	  provided	  collaborative	  tools	  that	  were	  useful	  not	  only	   in	  achieving	  the	  end	  

goal,	  but	  also	   in	  forcing	  collaboration	  between	  R&D	  and	  marketing	  participants	  since	  

many	  of	  them	  are	  ‘human-‐centric’	  (i.e.	  roadmapping,	  brainstorming	  and	  other	  creative	  

tools	  and	   idea	  management	  tools,	  among	  others).	  As	  described	  by	  Kerr	  et	  al.	   (2013),	  

these	   provide	   an	   opportunity	   for	   company	   participants	   (here,	   R&D	   and	   marketing	  

people)	  to	  participate	  and	  engage	  with	  one	  another,	   leading	  to	  a	  co-‐created	  solution	  

as	   a	   result	   of	   their	   social	   interaction.	   Therefore,	   evidence	   highlights	   the	   power	   and	  

value	  of	  many	  of	  these	  NPI	  tools	  that	  contribute	  to	  both	  the	  technical	  and	  the	  social	  

sides	  of	  an	  organisation.	  	  

Scholars	   have	   pointed	   out	   that	   certain	   activities	   and	   conditions	   are	   required	   to	  

succeed	  in	  OD	  interventions,	  allowing	  the	  company	  to	  achieve	  their	  goal	  through	  the	  

modification	   of	   social-‐behavioural	   aspects	   of	   the	   company	   such	   as	   relationships	  

(Cummings	  &	  Worley,	  2009;	  French	  &	  Bell,	  1995).	  The	  results	  of	  this	  research	  indicate	  

that	   IMC	  Services	  commonly	  reflect	  all	  the	  activities	  and	  success	  conditions	  of	  an	  OD	  

intervention.	  	  

The	  first	  aspect	  is	  related	  to	  the	  need	  for	  effective	  management	  of	  the	  OD	  programme	  

(Cummings	  &	  Worley,	  2009).	  This	  activity	   includes	  motivating	  change	  by	  creating	  the	  

appropriate	  conditions	  for	  it.	  Here,	  as	  in	  the	  case	  of	  OD	  consultants,	  IMCs	  help	  clients	  
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to	   accept	   the	   need	   for	   change	   (e.g.	   through	   the	   provision	   of	   examples	   from	   other	  

companies	   with	   better	   R&D/marketing	   relationships	   and	   innovation	   performance,	  

making	   them	   aware	   of	   the	   importance	   of	   the	   relationship),	   generating	   high	  

expectations	   and	   commitment	   and	   trying	   to	   overcome	   resistance	   through	  

understanding,	  empathy	  and	  support,	  active	  listening,	  showing	  real	  interest	  in	  helping	  

the	  company	  and	  providing	  information	  about	  the	  change	  process	  and	  the	  steps	  that	  

are	  necessary	  in	  order	  to	  modify	  relationships	  	  and	  achieve	  the	  expected	  outcome.	  	  

IMCs	  also	  emphasise	  the	   importance	  of	  establishing	  a	  common	  goal,	  bringing	  people	  

together,	   and	   aligning	   them	   in	   order	   to	   improve	   the	   resourcing	   of	   their	   innovation	  

processes.	   Even	   when	   the	   purpose	   of	   the	   interaction	   was	   not	   to	   modify	   the	  

relationships,	   IMCs	  tend	  to	  determine	  the	  changes	  required	   in	  different	  aspects	  such	  

as	  relationships,	  and	  to	  develop	  political	  support	   for	  such	  changes	  between	  different	  

and	   powerful	   stakeholders;	   for	   example,	   IMCs	   invite	   directors	   from	   R&D	   and/or	  

marketing	   to	   meetings	   (Case	   3,	   6,	   7,	   12),	   to	   convince	   them	   of	   the	   importance	   of	  

modifying	  the	  process	  (as	  in	  Case	  1,	  7,	  8,	  12)	  or	  to	  establish	  a	  new	  reward	  system	  (as	  in	  

Case	   7,	   12).	   Finally,	   IMCs	   try	   to	   create	   and	   maintain	   momentum	   during	   the	  

intervention	   through	   the	   provision	   of	   the	   resources	   required	   for	   implementing	   the	  

changes;	   for	   example,	   IMCs	   help	   R&D	   and	   marketing	   people	   to	   develop	   new	  

competencies	  and	  skills,	  reinforcing	  new	  behaviours	  during	  the	  intervention	  activities	  

by	  asking	  them	  to	  share	  information	  or	  work	  together,	  e.g.	  during	  insights	  expeditions	  

in	  C6,	  or	  in	  the	  integration	  of	  project	  proposals,	  or	  in	  the	  evaluation	  of	  a	  new	  project	  in	  

C3.	  

The	  second	  aspect	  considered	  fundamental	  to	  achieving	  success	  in	  an	  OD	  intervention	  

relates	   to	   learning,	   since	   this	   helps	   to	  modify	   participants’	   behaviours	   and	   attitudes	  

(French	  &	  Bell,	  1995).	  	  As	  in	  the	  case	  of	  OD,	  IMCs	  create	  opportunities	  for	  learning	  and	  

provide	   or	   upgrade	   client’s	   knowledge,	   concepts	   and	   information,	   capabilities	   and	  

skills.	  As	  was	  mentioned	  in	  Section	  7.2.1.1	  (Providing	  common	  knowledge)	  and	  7.2.1.3	  

(Change	  of	  knowledge	  and	  ideas),	  learning	  contributes	  to	  improving	  human	  and	  social	  

relationships	   and	   behaviours	   since	   it	   enables	   participants	   to	   understand	   and	  

restructure	   their	   perceptions	   about	   the	   other	   area	   and	   its	   importance.	   Therefore,	  
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participants	  were	   able	   to	   realise	   how	   to	   change	   those	   relationships.	   As	  M3	   pointed	  

out:	  	  

“We	  had	  different	  learning	  experiences,	  but	  it	  was	  clear	  one	  thing	  and	  everybody	  knew	  it.	  This	  

was	  the	  main	  benefit	  of	  the	  interaction,	  and	  this	  generated	  an	  understanding	  with	  the	  other”.	  

Therefore,	  the	  evidence	  reveals	  the	  critical	  role	  played	  by	  organisational	  learning,	  as	  a	  

product	  of	  experiential-‐learning	  and	  formal	  training,	  in	  generating	  unexpected	  changes	  

in	   R&D/marketing	   relationships.	   Individual	   learning	   generates	   awareness	   of	   the	  

importance	   of	   the	   relationship	   and	   its	   benefits,	   which	   contributes	   to	   modifying	  

behaviours	   and	   attitudes	   and	   consequently	   to	   achieving	   changes	   in	   the	   relationship.	  

Thus,	  this	  research	  supports	  the	  connection	  between	  learning	  and	  the	  change	  process	  

proposed	  by	  Werr,	  Stjernberg,	  &	  Docherty	  (1997).	  

The	   third	   aspect	   refers	   to	   the	   consultant's	   personal	   skills	   and	   characteristics	  

(Cummings	   &	   Worley,	   2009).	   Cases	   clearly	   show	   the	   importance	   of	   consultant	  

characteristics	   in	   the	  achievement	  of	   changes	   in	   the	  R&D/marketing	   relationship.	  All	  

the	   important	   characteristics	   of	   OD	   consultants	   reported	   in	   OD	   literature	   were	  

identified	  in	  the	  case	  studies.	  

Due	  to	  the	  similarity	  between	  the	  IMCs	  interventions	  explored	  and	  OD	  interventions,	  

the	   research	   findings	   seem	   to	   support	   different	   models	   and	   theories	   of	   planned	  

change	   that	  have	  been	  used	   in	  OD;	   for	  example,	   Lewin’s	   three	  stage	  model	  which	   is	  

useful	   for	  understanding	  change	  situations	   (Lewin,	  1951	   in	  French	  &	  Bell,	  1995).	  The	  

evidence	   demonstrates	   that	   a	   process	   of	   three	   stages	   (unfreezing,	   moving	   and	   re-‐

freezing)	  can	  also	  describe	  IMCs	  effect	  on	  R&D/Marketing	  relationships.	  	  

In	   the	   first	   stage,	   the	   IMC	   generates	   the	   need	   for	   change,	   making	   participants	   feel	  

dissatisfied	   with	   the	   current	   situation	   of	   their	   relationship,	   providing	   them	   with	  

examples	  of	  other	  companies	  with	  better	  results	  and	  relationships,	  and	  showing	  them	  

how	   the	   condition	   of	   their	   relationship	   affected	   their	   performance	   and	   the	  

achievement	  of	  the	  consultancy	  goal.	  	  

During	   the	   second	   stage,	   the	   consultants	   provide	   information	   about	   how	   to	   achieve	  

changes	  in	  the	  relationship	  and	  generate	  conditions	  in	  which	  participants	  can	  interact,	  
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enabling	   them	   to	   learn	   new	   definitions	   or	   standards	   of	   work	   and	   identifying	   the	  

benefits.	  	  

Finally,	   during	   the	   last	   stage,	   the	   consultants	   help	   to	   implement	   new	  processes	   and	  

mechanisms	   that	   foster	   new	  behaviours	   and	   consequently	   improve	   the	   relationship.	  

The	   evidence	   demonstrates	   that	   there	   is	   a	   refreezing	   stage,	   where	   new	   processes,	  

structures,	   methodologies	   or	   reward	   schemes	   proposed	   by	   IMCs	   or	   internal	   people	  

(directors/managers)	  are	  implemented,	  and	  this	  contributes	  to	  the	  establishment	  of	  a	  

new	   environment	   that	   encourages	   new	   behaviours	   and	   points	   of	   view	   in	   the	  

participants.	  Even	  though	  the	  IMC	  plays	  a	  major	  role	  during	  the	  first	  two	  stages,	  during	  

the	  last	  stage	  the	  stabilisation	  process	  is	  a	  shared	  responsibility	  that	  tends	  over	  time	  to	  

fall	   exclusively	   to	   the	   company.	   Since	   changes	   in	   the	   relationships	   are	   at	   a	   personal	  

level,	  and	  not	  the	  actual	  objective,	  and	  since	  the	  permeation	  of	  new	  behaviours	  to	  the	  

rest	  of	   the	   company	   takes	   time,	  beneficial	   changes	   could	  be	  unmade	  due	   to	   certain	  

company	  decisions	  such	  as	  staffing cuts	  or	  the	  constant	  movement	  of	  people	  between	  

departments.	  	  

On	  the	  other	  hand,	  the	  findings	  support	  the	  socio-‐technical	  system	  theory	  proposed	  by	  

Tavistock	   researchers	   and	   show	   that	   it	   can	   be	   applied	   in	   the	   case	   of	   IMCs	  

intervention6.	  As	  recommended	  in	  this	  theory,	  IMCs	  also	  consider	  two	  interdependent	  

subsystems	   in	   an	   organisation:	   a	   social	   subsystem	   (e.g.	   roles,	   relationships,	   and	  

climate)	   and	   a	   technical	   subsystem	   (e.g.	   structures,	   strategies,	   processes,	   tools	   and	  

methodologies).	  	  

Even	  though	  the	  consultants	  were	  mainly	  hired	  to	  work	  on	  technical	  aspects	  (such	  as	  

promoting	   changes	   in	   an	   organisation’s	   technology,	   processes	   or	   structure),	   the	  

evidence	  demonstrates	  that	  during	  their	   intervention	  IMCs	  promote	  the	  modification	  

of	   processes,	   methodologies	   and	   the	   use	   of	   different	   tools;	   but	   they	   also	   promote	  

changes	  in	  social	  aspects	  within	  the	  company	  (such	  as	  changes	  in	  individuals	  and	  their	  

interaction	  processes,	  behaviours,	   informal	  or	   formal	  meetings,	  among	  others),	  since	  

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
6	  Theory	   generally	   applied	   in	   work	   redesign	   and	   organisational	   restructuring	   (Cummings	   &	   Worley,	  
1993;	  French	  &	  Bell,	  1995).	  
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they	  recognise	   the	  need	   for	  social	  changes	   in	  order	   to	  generate	  changes	   in	   technical	  

aspects7,	  realising	  that	  both	  types	  of	  change	  are	  needed	  to	  achieve	  a	  task	  or	  goal	  or	  to	  

improve	   performance	   (French	   &	   Bell,	   1995).	   Consequently	   they	   were	   also	   able	   to	  

generate	  new	  behaviours	  and	  outcomes,	  modifying	  the	  R&D/marketing	  relationship.	  

This	  is	  supported	  by	  JR	  who	  commented:	  	  

“(IMCs)	  want	  to	  change	  the	  social	  structure	  of	  the	  company	  to	  enable	  what	  you	  actually	  want	  

that	  is	  new	  processes	  and	  new	  outputs.	  The	  intention	  is	  actually	  put	  it	  a	  new	  process	  and	  that	  

process	  in	  a	  novel	  setting	  will	  generate	  the	  output.	  As	  opposed	  to	  when	  the	  process	  is	   just	  a	  

framework	  within	  which	  social	  structures	  are	  created	  (…).	  The	  process	  provides	  a	  framework	  

but	   the	   social	   structure	   produces	   a	   particular	   output.	   Unlike	   what	   most	   people	   think	   the	  

process	  generates	  the	  outcome	  irrespective	  of	  the	  social	  structure”.	  

IMCs	  modify	  both	  subsystems	  thanks	  to	  different	  activities	  such	  as	  the	  establishment	  

of	  work	  groups,	  facilitation	  of	  inter-‐group	  work,	  provision	  of	  training	  and	  provision	  of	  

common	  knowledge,	  among	  others.	  As	  JR	  commented:	  

“You	   got	  mechanistic	   components	   in	   here	   and	   social	   components.	   So,	   the	   consultant	   could	  

bring	  mechanisms	  and	  methodologies	  and	  the	  consultant	  can	  act	  in	  a	  secondary	  level,	  which	  is	  

in	   a	   social	   level”.	   (…)	   Consultant	   can	   (…)	   change	   how	   things	   are	   done	   and	   (…)	   how	   people	  

behave.	  

Additionally,	  this	  research	  contributes	  to	  a	  debate	  on	  management	  and	  organisational	  

development	   literature	   about	   the	   differences	   or	   similarities	   between	   OD	   and	   MC	  

Services.	  	  

On	  one	  hand,	  Cummings	  &	  Worley	  (2009)	  and	  Schaffer	  (1997)	  have	  claimed	  that	  OD	  is	  

different	  from	  other	  approaches	  of	  OC	  such	  as	  MC	  Services,	  since	  they	  seek	  to	  improve	  

organisational	   effectiveness	   by	   considering	   human	   aspects.	   On	   the	   other	   hand	  

McLachlin	  (1999)	  and	  Turner	  (1982)	  claim	  that	  MCs	  have	  changed	  and	  consultants	  are	  

now	  more	  focused	  on	  shaping	  client	  capabilities;	  consequently,	  many	  of	  the	  methods	  

and	  concepts	  of	  OD	  have	  been	  used	  for	  MCs	  in	  planned	  OC.	  Likewise,	  Church,	  Burke,	  &	  

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
7	  Since	  changes	  in	  one	  subsystem	  affect	  the	  other.	  	  
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Van	  Eynde	  (1994)	  also	  believe	  that	  OD	  services	  are	  changing	  and	  are	  now	  focus	  more	  

on	  business	  effectiveness	  and	  productivity	  than	  on	  humanistic	  issues.	  	  

The	   research	   findings	   support	   the	   view	  proposed	  by	  Church	  et	   al.	   (1994),	  McLachlin	  

(1999)	   and	  Turner	   (1982)	   since	  empirical	   evidence	   reinforces	   the	   idea	   that	   IMCs	  are	  

able	  to	  modify	  interpersonal	  relationships	  using	  an	  approach	  and	  dynamics	  commonly	  

used	  in	  OD	  processes.	  Cases	  revealed	  that	  consultants	  not	  only	  provided	  their	  clients	  

with	  expertise,	  as	  in	  the	  content	  consultation	  approach	  proposed	  by	  Schein	  (1978);	  on	  

the	  contrary,	   in	  almost	  all	  cases	  except	  Case	  2	  the	  consultants	  followed	  a	  facilitative-‐

participative	   consultant	   style,	   using	   several	   of	   the	   methods	   commonly	   used	   in	   a	  

process	  consultation	  approach	  such	  as	  encouraging,	  facilitating,	  supporting,	  coaching,	  

exploring	   and	   involvement	   (Newton,	   2010),	   as	  well	   as	   inter-‐group	   dynamics	   such	   as	  

team-‐work	   (Schein,	   1988	   in	   Caldwell,	   2003)	   since	   they	   were	   trying	   to	   facilitate	   the	  

involvement	  of	  the	  clients	  in	  the	  diagnosis	  but	  also	  in	  the	  solution	  of	  their	  problems,	  as	  

in	  OD	  interventions.	  IMCs	  encouraged	  and	  facilitated	  learning	  and	  change,	  as	  proposed	  

by	   Schein	   (1969),	   which	   allows	   group	   members	   to	   modify	   their	   behaviours	   and	  

improve	   their	   human	   processes	   such	   as	   communication,	   and	   consequently	   their	  

interpersonal	  relationships	  as	  proposed	  by	  Cummings	  &	  Worley	  (2009).	  	  

The	   results	   are	   also	   in	   line	  with	   Bessant	   &	   Rush's	   (1995)	   findings,	   who	   reported	   an	  

increasing	   interest	   of	   process	   consultation	   by	   IMCs;	   they	   observed	   that	   many	  

consultants	   involved	   in	   technology	   transfer	   sell	   their	   services	   on	   the	  basis	   of	   shared	  

problem	  solving,	  stressing	  learning	  and	  facilitation.	  	  

7.3.3 Management	  consulting	  

In	  the	  field	  of	  management	  consulting,	  this	  research	  augments	  knowledge	  about	  IMCs,	  

their	   activities	   and	   particularly	   their	   unexpected	   effects	   within	   client	   organisations	  

since	  this	  type	  of	  MCs	  has	  been	  not	  sufficiently	  explored.	  The	  focus	  of	  previous	  studies	  

has	  been	  to	  determine	  how	  specific	   types	  of	   IMCs	  work	  and	  contribute	  to	   improving	  

the	  company’s	  or	  system	  innovation	  capabilities	  and	  innovation	  results;	  so	  few	  studies	  

focus	   on	   their	   unexpected	   impacts.	   In	   fact,	   only	   Feldman	   &	   Boult	   (2005)	   have	  

suggested	  the	  contribution	  of	  this	  type	  of	  consultant	  as	  a	  catalyst	  of	  cultural	  change.	  	  
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The	   findings	   show	   that	   IMCs	   can	   have	   an	   unexpected	   influence	   on	   relationships	  

between	  managerial	  members	  when	   they	  are	  hired	   to	  perform	  an	   IMC	  Service	   since	  

the	   IMCs	   tended	   to	   involve	  middle	  managers	   and,	   to	   a	   lesser	   extent,	   top	  managers	  

during	  the	   intervention,	  modifying	  their	  behaviours	  and	  attitudes.	  This	   is	   in	   line	  with	  

the	   idea	   proposed	   by	   Tilles	   (1961),	   that	   MCs	   can	   modify	   managerial	   intra-‐

organisational	  relationships.	  However,	  this	  research	  also	  shows	  that	  IMCs	  can	  modify	  

relationships	   not	   only	   between	   managers	   but	   also	   between	   other	   active	   company	  

participants	   during	   the	   intervention.	  However,	   as	   Tilles	   (1961)	   suggested,	   promoting	  

changes	   in	   the	   managerial	   team’s	   knowledge,	   ideas,	   behaviour	   or	   attitudes	   is	   very	  

important,	   since	   managers	   can	   support	   changes	   and	   help	   changes	   to	   permeate	  

throughout	   the	   company	   and	   maintain	   them	   after	   the	   consultants	   leave.	   They	   can	  

promote	   suitable	   conditions	   for	   that,	   e.g.	   through	   the	   implementation	   of	   certain	  

processes	   and	   activities	   or,	   on	   the	   contrary,	   they	   can	   foster	   resistance	   to	   it	   in	   their	  

staff	  (like	  in	  Case	  9).	  	  

7.3.4 R&D/marketing	  integration	  and	  conflict	  

Regardless	   the	   intersection	   between	   R&D/marketing	   integration	   and	   conflict,	   no	  

studies	   have	   been	   found	   of	   the	   role	   of	   external	   agents	   and	   their	   techniques	   for	  

reducing	  conflict,	  except	  for	  a	  theoretical	  study	  conducted	  by	  Hernandez	  &	  Lee	  (2007).	  	  

In	  fact,	  such	  researchers	  have	  commented	  about	  the	  need	  for	  more	  evidence	  and	  have	  

called	  for	  further	  studies	  in	  this	  area.	  Therefore,	  this	  study	  contributes	  to	  this	  area	  of	  

knowledge	  by	  providing	  evidence	  about:	  

(i)	   The	  unexpected	  mediation	   role	   played	  by	   IMCs	  during	   interventions	   in	   improving	  

R&D/marketing	   relationships,	   especially	   when	   they	   notice	   friction	   between	   these	  

areas;	  	  

(ii)	  The	  type	  of	  mediation	  techniques	  used	  by	  IMCs	  as	  third-‐parties	  to	  reduce	  conflict	  

between	  R&D	  and	  marketing	  groups	  and	  	  

(iii)	  The	  usefulness	  of	  the	  process	  consultation	  approach	  since	  this	  involves	  facilitation	  

and	  intergroup	  dynamics,	  useful	  activities	  for	  reducing	  conflict	  between	  parties.	  	  
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7.4 Practical	  Implications	  	  

The	  results	  of	   this	  study	  have	  several	   implications	   for	   intervention	  design	   (activities),	  

as	   well	   as	   for	   the	   actors	   involved	   during	   the	   intervention	   (i.e.	   managers	   hiring	   or	  

working	   with	   IMCs,	   company	   participants	   and	   consultants	   providing	   this	   type	   of	  

services).	  	  

7.4.1 Firm	  perspective	  

This	   research	   provides	   potentially	   valuable	   information	   for	   managers	   who	   are	  

interested	  in	  hiring	  an	  IMC	  to	  improve	  their	  innovation	  capabilities	  and	  also	  improving	  

the	   R&D/marketing	   relationship,	   since	   it	   provides	   a	   series	   of	   parameters	   to	   be	  

considered	   at	   the	   moment	   of	   selecting	   an	   IMC	   and	   establishing	   an	   intervention	  

programme.	  

Firstly,	   managers	   should	   identify	   clearly	   what	   type	   of	   consultancy	   approach	   will	   be	  

followed	   during	   the	   intervention	   process	   and,	   if	   possible,	   involve	   people	   from	   both	  

areas	   and	   encourage	   participative	   and	   facilitative	   approaches,	   since	   this	   type	   of	  

approach	   provides	   participants	   with	   learning	   opportunities	   and	   enables	   interaction,	  

improving	   the	   likelihood	   of	   generating	   positive	   outcomes	   in	   terms	   of	   the	  

R&D/marketing	   relationship.	   Managers	   should	   also	   choose	   carefully	   who	   should	   be	  

involved	  during	  a	  consultancy	  intervention.	  	  

Secondly,	   when	   selecting	   an	   IMC,	   managers	   may	   consider	   evaluating	   certain	  

consultant	  characteristics	  such	  as	  technical	  and	  facilitation	  knowledge,	  experience	  and	  

expertise	   working	   with	   similar	   companies	   and	   the	   consultant’s	   behaviour	   and	  

personality,	  favouring	  trustworthy	  consultants	  with	  good	  interpersonal	  characteristics	  

as	  well	  as	  a	  strong	  sense	  of	  respectability	  and	  openness.	  They	  may	  also	  evaluate	  the	  

consultants’	  ability	  to	  persuade	  and	  motivate,	  to	  communicate	  with	  both	  areas	  and	  to	  

understand	  the	  company	  as	  well	  as	  the	  participants.	  Finally,	  they	  should	  determine	  if	  

there	  is	  a	  match	  between	  the	  company	  and	  the	  consultant’s	  working	  style,	  beliefs	  and	  

methodologies.	  These	  aspects	  seem	  to	  determine	  the	  possible	  impact	  that	  IMCs	  could	  
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have	   on	   the	   expected	   outcomes	   but	   also	   on	   the	   promotion	   of	   additional	   benefits	  

within	  the	  company,	  such	  as	  relationships.	  

Thirdly,	   this	   study	   reminds	  managers	   of	   the	   need	   to	   support	   consultant	   activities	   in	  

order	   to	   maximise	   outcomes.	   Top	   managers	   should	   demonstrate	   interest	   in	   the	  

project,	  provide	  resources	  and,	   if	  possible,	  be	  directly	   involved	   in	  some	  stages	  of	  the	  

intervention	   in	   order	   to	   motivate	   people’s	   involvement	   and	   the	   changes	   required.	  

Managers	   should	   be	   open	   to	   implementing	   certain	   IMCs	   suggestions	   and	  

recommendations	  within	   the	  company.	   Likewise,	  managers	   should	  provide	  adequate	  

working	   conditions	   for	   R&D	   and	   marketing	   participants	   and	   generate	   the	   most	  

hospitable	  environment	  possible	  in	  order	  to	  encourage	  the	  participants’	  involvement,	  

openness	  and	  interest	   in	  the	  consultancy	  services.	  All	  this	  will	   increase	  the	   likelihood	  

of	  an	  unexpected	  but	  positive	  result	  in	  the	  R&D/marketing	  relationship	  during	  an	  IMC	  

intervention.	  Additionally,	  the	  findings	  emphasise	  the	  importance	  of	  the	  participants’	  

commitment	  and	  disposition	  to	  participate.	  

It	   has	   been	   observed	   that	   positive	   changes	   in	   the	   relationship	   are	   not	   an	   exclusive	  

result	  of	  the	  consultancy	  intervention,	  but	  also	  a	  result	  of	  internal	  decisions	  made	  by	  

the	   company	   as	   a	   consequence	   of	   the	   learning	   acquired	   during	   the	   intervention.	  

Therefore,	  during	  and	  after	  the	  intervention,	  managers	  should	  try	  to	  find	  strategies	  to	  

strengthen	   and	   permeate	   the	   obtained	   outcomes	   and	   create	   a	   cooperative	  

atmosphere,	   but	   should	   also	   be	   open	   to	   hearing	   proposals	   and	   evaluating	   their	  

possible	  implementation	  within	  the	  company.	  

The	  results	   indicate	  that	  positive	  changes	   in	   the	  relationship	  might	  be	   limited	  or	   lost	  

through	  (i)	  the	  inertia	  of	  people	  who	  did	  not	  participate	  in	  the	  intervention,	  since	  they	  

neither	   acquired	   useful	   knowledge	   nor	   developed	   new	   behaviours	   or	   attitudes,	   (ii)	  

continual	  changes	  in	  company	  structure	  (like	  personal	  movements	  or	  the	  departure	  of	  

sensitised	   intervention	   participants),	   or	   (iii)	   the	   lack	   of	   systems	   to	   support	   and	  

maintain	   the	  consultants’	   recommendations	  and	  achievements.	  Therefore,	  managers	  

should	   consider	   the	   establishment	   of	   strategies	   to	   avoid	   or	   overcome	   this	   kind	   of	  

problem.	  
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7.4.2 Consultant	  perspective	  

This	   study	  presents	  evidence	  of	   the	  usefulness	  of	   certain	   consultancy	  approaches	  as	  

well	   as	   activities	   in	  modifying	   R&D/marketing	   relationships	  within	   client	   companies.	  

Consultants	  should	  be	  aware	  of	   this	   information	  and	  consider	  using	  them	   if	   they	  are	  

pertinent	  to	  the	  main	  goal	  of	  the	  intervention.	  	  

The	  evidence	  obtained	  during	  this	  research	  could	  be	  used	  by	  IMCs	  to	  claim	  additional	  

benefit	  in	  terms	  of	  improving	  intra-‐organisational	  relationships.	  This	  study	  can	  be	  also	  

used	   to	   formulate	   a	  better	   value	  proposition	  by	   a	   consultancy	   service	   for	  marketing	  

purposes.	  

Finally,	  the	  evidence	  also	  shows	  IMCs	  that	  if	  they	  want	  to	  modify	  the	  R&D/marketing	  

relationship	   in	  parallel	  with	  the	  achievement	  of	  expected	  benefits	   in	  an	   intervention,	  

they	  should	  not	  only	  work	  on	  methodological	  or	  mechanistic	  aspects	  but	  also	  on	  social	  

aspects	   and	   promote	   awareness	   among	   participants	   of	   the	   importance	   of	   the	  

R&D/marketing	  relationship	  and	  the	  usefulness	  and	  importance	  of	  both	  areas.	  	  

Therefore,	   if	   the	   IMCs’	   objective	   apart	   from	   creating	   a	   project	   is	   to	   create	   those	  

relationships,	  they	  must	  meet	  the	  characteristics	  and	  capabilities	  identified.	  Moreover,	  

they	   have	   to	   establish	   a	   positive	   and	   trustworthy	   relationship	   with	   the	   client	  

participants.	  These	  findings	  could	  be	  useful	  in	  designing	  an	  IMC	  training	  program.	  	  

7.5 Limitations	  and	  further	  research	  

This	   research	   has	   helped	   to	   understand	   possible	   unexpected	   effects	   of	   IMCs	   on	   the	  

R&D/marketing	  relationship,	  and	  has	  contributed	  to	  both	  academic	  understanding	  of	  

the	  subject	  and	  potential	  improvement	  of	  industrial	  practice.	  However,	  this	  study,	  like	  

any	  other	  research,	  has	  various	  conceptual	  and	  methodological	  limitations.	  	  

Methodology	  

One	  potential	  limitation	  of	  this	  research	  could	  be	  the	  ex	  post	  facto	  nature	  of	  the	  study.	  

Due	   to	   the	   time	   constraints	   of	   a	   doctoral	   submission,	   the	   investigation	   examined	  

consultant	   intervention	  characteristics	  and	  their	  effects	  within	  the	  client	  organisation	  
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in	  a	  retrospective	  manner,	  based	  on	  participants’	  recollections.	  Efforts	  were	  made	  to	  

involve	   different	   stakeholders	   in	   the	   company	   cases	   to	   address	   this	   concern.	   It	   was	  

encouraging	   to	   note	   agreement	   in	   perceptions	   among	   informants	   and	   so	   the	  

possibility	   of	   a	   lack	   of	   information	   or	   a	   lack	   of	   accuracy	   in	   the	   information	   was	  

ameliorated.	  Another	  approach	  that	  could	  have	  been	  followed	  was	  to	  investigate	  real-‐

time	   projects	   and	   conduct	   a	   longitudinal	   study	   that	   included	  measures	   both	   before	  

and	  after	   the	   intervention	   in	  order	   to	   see	   the	  consultants’	   immediate	  and	   long-‐term	  

effects.	   This	   might	   provide	   the	   richest	   detail	   and	   a	   deep	   perspective	   of	   the	  

phenomena,	   but	   the	   researcher	   does	   not	   see	   any	   a	   priori	   reasons	   why	   the	   effects	  

observed	  would	  be	  different.	  

Another	   potential	   limitation	   of	   this	   study	   lies	   in	   its	   reliance	   on	   self-‐reporting	  

perceptual	   and	   subjective	   informants’	   assessment	   of	   the	   changes	   in	   the	  

R&D/marketing	   relationship,	   since	   this	   introduces	   the	   possibility	   of	   bias.	   However,	  

following	  the	  recommendation	  of	  Podsakoff,	  MacKenzie,	  Lee	  &	  Podsakoff	  (2003),	  the	  

researcher	   adopted	   procedures	   to	   avoid	   bias	   which	   included	   anonymity	   of	  

respondents,	   use	  of	   counterbalancing	  questions,	   and	   collection	  of	  data	   from	  various	  

participants,	   so	   that	   different	   views	   were	   integrated	   and	   triangulated.	   It	   was	   also	  

encouraging	   to	   note	   that	   in	   almost	   all	   the	   company	   cases,	   the	   perceptions	   of	   the	  

respondents	   were	   relatively	   consistent. So	   this	   research	   delivers	   valuable	   insights	  

thanks	   to	   the	   integration	   of	   information	   from	   R&D,	   marketing	   and/or	   consultants	  

involved	   during	   the	   intervention	   process.	   This	   study	   could	   be	   complemented	   in	   the	  

future	   by	   the	   inclusion	   of	   people	   from	   the	   R&D	   and	   marketing	   areas	   who	   didn´t	  

participate	   in	   the	   consultancy	   activity	   but	   who	   had	   the	   opportunity	   to	   witness	  

interactions	   between	   R&D	   and	   marketing	   participants	   after	   the	   consultant´s	  

intervention,	  in	  order	  to	  determine	  the	  level	  of	  permeation	  of	  the	  personal	  changes	  at	  

area	  level.	   

Selection	  and	  characteristics	  of	  the	  sample	  

The	   proposed	   framework	  was	   derived	   from	   twelve	   cases,	   involving	   eleven	   company	  

informants	   from	   six	   different	   manufacturing	   companies	   and	   ten	   consultants.	   The	  
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framework	   was	   crosschecked	   with	   information	   obtained	   from	   eight	   informants	   and	  

forty	  survey	  respondents.	  This	  sample	  is	  considered	  adequate	  for	  making	  exploratory	  

observations	  about	  the	  effect	  of	  IMCS	  on	  the	  R&D/marketing	  relationship.	  However,	  it	  

could	  be	  argued	  that	   the	   lack	  of	   random	  and	  wider	  sampling	  may	  represent	  another	  

limitation	  of	  this	  research,	  since	  its	  internal	  validity	  might	  be	  prone	  to	  bias	  (Campbell	  &	  

Stanley,	   1963).	  However,	   this	   should	  not	  be	   considered	  as	   a	   limitation,	   since	   certain	  

innovation	   consultancy	   services	   were	   not	   preferred	   over	   others	   and	   all	   participants	  

who	  fulfilled	  the	  initial	  general	  parameters	  were	  given	  the	  opportunity	  to	  participate,	  

regardless	   of	   the	   specific	   type	   of	   consultancy	   service	   or	   any	   other	   aspect	   such	   as	  

intervention	   length	   and	   level	   of	   the	   informant	   and	   his/her	   responsibility	   in	   the	  

consultancy	  service.	  	  	  

Another	   limitation	   arises	   from	   the	   sample	   selected	   in	   conducting	   this	   research.	  

Although	   companies	   from	   different	   industry	   sectors	  were	   involved,	   those	   chosen	   to	  

construct	  the	  framework	  were	  all	  large	  companies,	  mainly	  multinational	  in	  scope.	  This	  

allowed	  the	  researcher	  to	  conduct	  an	  in-‐depth	  study	  while	  controlling	  some	  variables.	  

However,	  as	  a	  result,	  findings	  may	  not	  be	  generalisable	  for	  instance	  to	  SMEs,	  since	  the	  

characteristics	   and	   conditions	   of	   the	   R&D/marketing	   relationship,	   the	   scope	   and	  

characteristics	  of	  the	  consultancy	  activities	  and	  the	  characteristics	  of	  the	  relationship	  

between	  the	  company	  and	  the	  consultant	  could	  be	  different.	  Company	  size	  could	  also	  

affect	   issues	   such	   as	   physical	   closeness	   or	   the	  way	  marketing	   and	  R&D	  operate	   and	  

behave,	   since	   it	   has	   been	   proposed	   that	   small	   firms	   have	   greater	   internal	   flexibility,	  

less	   complexity	   and	   more	   informal	   communication	   structures	   linked	   with	   less	  

bureaucracy	  (Barclay,	  1991;	  Bommer	  &	  Jalajas,	  2004).	  	  

On	  the	  other	  hand,	  all	   the	  cases	  explored	   involved	   independent	  consultants	  or	  small	  

consultancy	   firms.	   This	   may	   due	   to	   the	   fact	   that	   a	   large	   portion	   of	   the	   consulting	  

industry	   is	   comprised	   of	   very	   small	   companies.	   For	   example,	   in	   the	   US	   it	   has	   been	  

found	   that	   the	   average	   consulting	   firm	   has	   fewer	   than	   ten	   employees	   and	   75%	   of	  

consultancy	   firms	   consist	   of	   only	   one	   or	   two	   people	   (Hoovers,	   2009	   in	   Penn	   State	  

University,	   2010).	   Consequently,	   our	   findings	   cannot	   automatically	   be	   extended	   to	  

large	  IMC	  firms.	  	  
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The	  previous	  limitations	  to	  generalisation	  for	  SMEs	  and	  large	  consultancy	  firms	  can	  be	  

overcome	   in	   future	   research	   by	   undertaking	   a	   comparative	   study	   involving	   different	  

sized	  companies	  from	  different	  industrial	  sectors	  as	  well	  as	  different	  sized	  consultancy	  

firms.	  Also,	   the	   results	  of	   such	   research	  could	  be	   interesting	  since	   little	   research	  has	  

focused	   on	   the	   study	   of	   the	   R&D/marketing	   relationship	   in	   small	   companies,	   as	  

suggested	  by	  some	  scholars	  (Fain,	  Schoormans,	  &	  Duhovnik,	  2011)	  and	  observed	  in	  the	  

literature	  review.	  	  

Geography	  	  

This	  study	  includes	  informants	  from	  seven	  different	  countries,	  in	  order	  to	  reduce	  bias	  

in	  cultural	  aspects.	  As	  was	  commented	  in	  section	  7.2.2.4,	  even	  though	  the	  information	  

obtained	   during	   the	   first	   stage	   didn’t	   suggest	   the	   importance	   of	   cultural	   geographic	  

aspects,	   during	   feedback	   interviews	  one	   informant	   suggested	   the	   importance	  of	   this	  

aspect	  as	  a	  contextual	   factor.	  Therefore,	   it	   could	  be	  useful	   to	  examine	   this	  aspect	   in	  

future	   research.	   For	   example,	   a	   comparative	   study	   involving	   consultants	   with	  

experience	  in	  several	  geographical	  areas	  could	  be	  performed,	  emphasising	  the	  study	  of	  

this	  variable	  and	  its	  impact	  on	  the	  consultancy	  activities,	  results,	  impacts	  and	  changes	  

in	  the	  relationship.	  

Isolation	  and	  cause-‐effect	  	  

This	  research	  aims	  to	   isolate	  causation,	  since	   it	  tries	  to	   identify	  the	  results	  of	  an	  IMC	  

intervention,	  but	  it	  overlooks	  the	  systemic	  nature	  of	  the	  organisation	  (Beer	  &	  Walton,	  

1987).	   In	   others	   words,	   other	   things	   could	   affect	   the	   R&D/marketing	   relationship	  

beyond	   the	   IMC	   intervention,	   such	   as	   internal	   company	   initiatives	   which	   are	   not	   a	  

product	  of	  the	  intervention.	  

One	   research	   limitation	   is	   its	   inability	   to	   establish	   specific	   cause-‐effect	   relationships	  

between	   the	   IMC	  activities	  and	   the	   results	  or	   impacts.	  Nonetheless,	   it	   could	  be	  very	  

useful	  to	  understand	  these	  types	  of	  relationships	  in	  order	  to	  provide	  more	  insights	  for	  

managers	   and	   consultants	   about	   how	   to	   influence	   the	   R&D/marketing	   interaction.	  
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Future	  studies	  may	  utilise	  quantitative	  approaches	  in	  order	  to	  establish	  and	  test	  causal	  

relationships.	  

The	  development	  of	  the	  framework	  from	  information	  obtained	  from	  12	  cases	  ensures	  

the	   capture	   of	   significant	   elements	   (activities,	   results	   and	   changes)	   and	   contextual	  

factors	  that	  describe	  how	  IMCs	  could	  affect	  the	  R&D/marketing	  relationship.	  However,	  

this	   does	   not	   necessarily	   imply	   that	   the	   list	   of	   elements	   or	   factors	   proposed	   in	   the	  

framework	   is	   complete.	   Nonetheless,	   during	   the	   feedback	   interviews,	   only	   one	  

informant	  suggested	  an	  element	  that	  could	  be	  another	  relevant	  contextual	  factor:	  the	  

number	  of	  participants	  involved	  during	  the	  intervention.	  Therefore,	  this	  is	  an	  aspect	  to	  

consider	  in	  future	  research.	  	  

Due	  to	  the	  exploratory	  nature	  of	  this	  research,	  a	  reasonable	  next	  step	  is	  to	  validate	  the	  

framework	  and	  its	  elements	  following	  a	  deductive	  approach.	  The	  framework	  proposed	  

in	   this	   research	   can	   be	   used	   to	   generate	   several	   propositions,	   similar	   to	   the	   ones	  

established	   in	   the	   small-‐scale	   survey	  performed	   in	   the	   fourth	   stage	  of	   this	   research.	  

These	   propositions	   could	   be	   tested	   following	   a	   quantitative	   research	   approach.	   A	  

similar	  approach	  to	  the	  one	  used	  to	  conduct	  the	  small-‐scale	  survey	  could	  be	  followed	  

here.	   R&D,	   marketing	   managers,	   innovation	   directors	   or	   IMCs	   could	   be	   invited	   to	  

answer	   an	   electronic	   survey.	   The	   invitation	   could	   be	   distributed	   on	   networks	   and	  

associations	  of	  consultants	  and	  R&D	  and	  marketing	  professionals.	  Respondents	  should	  

have	  participated	  in	  at	   least	  one	  IMC	  Service.	  Services	  could	  have	  been	  performed	  in	  

different	   industrial	   sectors	   and	   geographies.	   The	   aim	   could	   be	   to	   obtain	   at	   least	  

around	   400	   complete	   valid	   surveys,	   in	   order	   to	   have	   a	   statistically	   representative	  

sample	   with	   95%	   confidence	   level	   and	   5%	   margin	   of	   error 8 	  (based	   on	   the	  

recommendation	  of	  Gill	  &	  Johnson	  (2010)).	  	  

Linear	   regression	   analyses	   can	  be	  used	   to	   test	   the	  postulated	   relationships	  between	  

activities,	   results	   during	   intervention	   and	   impact.	   Additionally	   it	   could	   be	   useful	   to	  

validate	  the	  relevance	  of	  the	  different	  contextual	  factors	  on	  the	  relationship	  between	  
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
8	  Considering	  that	  there	  are	  995,407	  management	  consultancy	  firms	  around	  the	  world	  according	  to	  the	  

study	  performed	  by	  Ibis	  World.	  	  
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the	   attained	   level	   of	   R&D/marketing	   integration	   and	   the	   IMC’s	   activities.	   This	   study	  

could	  not	  only	  support	  the	  outcomes	  of	  this	  research,	  but	  also	  could	  help	  to	  establish	  

cause-‐effect	   relationships	   between	   the	   IMC’s	   activities,	   the	   results	   during	   the	  

intervention	  and	  the	  impacts.	  Also,	  this	  study	  could	  lead	  to	  evaluating	  the	  possibility	  of	  

extending	  the	  framework	  to	  IMC	  Services	  performed	  in	  other	  industry	  sectors.	  

Other	   areas	   for	   further	   exploration	   are	   situations	   not	   covered	   by	   the	   scope	   of	   this	  

research.	  For	   instance,	  the	  results	  may	  not	  be	  appropriate	  to	  explain	   IMCs	  delivering	  

services	   focused	   on	   aspects	   more	   related	   to	   HR	   or	   OD,	   like	   team	   building,	   or	  

specifically	   focused	   on	   the	   improvement	   of	   the	   R&D/marketing	   relationship.	   The	  

activities,	   the	   results,	   changes	  and	  contextual	   factors	  may	  be	  very	  different	   to	   those	  

described	   in	   this	   thesis,	   but	   further	   research	   will	   be	   required	   to	   define	   what	   the	  

differences	  are.	  

Two	   informants	   during	   feedback	   interviews	   (MR	   and	   AF)	   have	   suggested	   that,	  

considering	   the	   characteristics	   of	   the	   framework	   and	   its	   elements	   and	   the	   fact	   that	  

innovation	   activities	   involved	   more	   areas	   than	   R&D	   and	   marketing,	   the	   framework	  

could	  be	  a	   sensible	  basis	   for	  developing	  strategies	   to	   improve	   relationships	  between	  

different	  functional	  groups	  (R&D,	  marketing,	  operations,	  logistics)	  involved	  in	  an	  IMCS.	  

Further	  studies	  could	  therefore	  focus	  on	  the	  effect	  of	  IMCs	  on	  other	  functional	  areas	  

involved	   in	   innovation	  beyond	  R&D	  and	  marketing	   in	  order	   to	  see	   if	   IMCs	  could	  also	  

contribute	   to	   modifying	   the	   relationship	   between	   them	   (i.e.	   manufacturing-‐R&D	   or	  

R&D-‐operations	  relationships,	  among	  others).	  

Theoretical	  approaches	  

Since	   the	   evidence	   supports	   certain	   OD	   theories,	   subsequent	   studies	   aimed	   at	  

understanding	  and	  analysing	  the	  effect	  of	  IMCs	  on	  R&D/marketing	  relationships	  could	  

be	   performed	   from	   the	   perspective	   of	   the	   sociotechnical	   system	   theory	   or	   Lewin’s	  

model.	  	  

One	   possible	   future	   study	   to	   increase	   knowledge	   in	   this	   area	   of	   research	   could	   be	  

focused	   on	   the	   tools	   used	   by	   IMCs	   and	   their	   impact	   on	   the	   R&D	   and	   marketing	  

relationship,	   since	   the	   present	   research	   suggests	   that	   IMC’s	   tools	   play	   an	   important	  
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role	   on	   the	   promotion	   of	   R&D/marketing	   relationships.	   The	   objective	   could	   be	   to	  

identify	   the	   type	   of	   IMCs	   tools	   more	   useful	   in	   promoting	   changes	   in	   the	  

R&D/marketing	  relationship.	  	  

The	  research	  question	  driving	  this	  research	  could	  be:	  How	  do	  IMC	  tools	  contribute	  to	  

modifying	  the	  R&D/marketing	  relationship?	  

This	  study	  could	  be	  performed	  following	  a	  qualitative	  approach,	  through	  case	  studies.	  

Twelve	   case	   studies	   could	   be	   integrated	   from	   information	   obtained	   from	   semi-‐

structured	  interviews	  conducted	  with	  R&D/marketing	  managers,	  as	  well	  as	  IMCs	  who	  

have	   been	   involved	   in	   IMC	   Services	   in	   different	   industry	   sectors	   and	   geographies.	  

Cases	  could	  be	  selected	  based	  on	  theoretical	  sampling	  and	  pragmatic	  considerations.	  

The	  interview	  protocol	  could	  be	  designed	  based	  on	  the	  socio-‐technical	  systems	  theory.	  

The	  research	  could	  be	  based	  on	  the	  study	  of	  three	  main	  variables	  and	  their	  interaction:	  

(i)	  the	  social	  changes	  (communication,	  cooperation,	  emergence	  of	  new	  meanings	  and	  

visions,	   learning	  processes,	  among	  others)	  promoted	  by	  the	  use	  of	  different	   tools	  by	  

the	   IMC	   within	   the	   organisation;	   (ii)	   the	   technical	   changes	   (changes	   in	   processes,	  

methodologies,	   control,	   among	  others)	  promoted	  by	   the	  use	  and	   implementation	  of	  

new	   tools	   within	   the	   organisations	   and	   (iii)	   the	   changes	   promoted	   in	   the	   R&D	  

marketing/relationship.	   Analysis	   of	   the	   information	   could	   be	   performed	   following	  

within	  and	  cross-‐case	  analysis.	  	  

7.6 Concluding	  remarks	  

Having	   performed	   the	   research	   and	   discussed	   the	   theoretical	   and	   practical	  

implications	  of	  this	  research,	  three	  main	  aspects	  can	  now	  be	  highlighted.	  

1. The	   proposed	   framework	   comprises	   two	   key	   elements:	   process	   intervention	   and	  

contextual	  factors.	  	  

The	   framework	   indicates	   that	   specific	   activities	   like	   facilitation,	   promoting	   joint-‐

work	  and	  providing	  common	  knowledge	  and	  contextual	  factors	  may	  determine	  the	  

possible	  effect	  of	  IMC	  Services	  on	  the	  R&D/marketing	  relationship.	  It	  is	  postulated	  

that	   IMCs	   can	   have	   an	   impact	   on	   the	   relationship	   if	   they	   follow	   a	   facilitative–
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participative	   consultation	   approach,	   contribute	   to	   the	   generation	   of	   learning	  

through	   experience-‐learning	   experiences	   and	   training,	   and	   consider	   not	   only	  

technical	   but	   also	   social	   aspects	   during	   their	   intervention.	   However,	   certain	  

contextual	   factors	   such	   as	   company	   and	   consultant	   characteristics	   and	   the	  

conditions	   of	   the	   relationship	   between	   the	   consultant	   and	   the	   company	   will	  

influence	  the	  final	  changes	  in	  the	  R&D/marketing	  relationship.	  	  

2. The	   results	   show	   that	   IMCs	   are	   able	   to	   produce	   changes	   in	   the	   R&D/marketing	  

relationship	  even	  when	  this	  was	  not	  the	  main	  goal	  of	  their	  services,	  since	  they	  tend	  

to	   advocate	   similar	   dynamics	   and	   intervention	   styles	   to	   those	   used	   by	   OD	  

consultant	  interventions	  largely	  focused	  on	  human	  aspects,	  such	  as	  relationships.	  	  

3. The	   results	   provide	   implications	   for	   practice	   in	   different	  ways.	   For	   example,	   the	  

emerging	   framework	  could	  be	  used	  by	  companies	  who	  seek	  not	  only	   to	   improve	  

their	   innovation	   capacities	   or	   to	   solve	   certain	   innovation	   problems	   but	   also	   to	  

improve	  their	  R&D/marketing	  relationship	  in	  order	  to	  achieve	  innovation	  success,	  

since	  this	  framework	  provides	  valuable	  information	  about	  the	  factors	  and	  activities	  

that	   IMCs	   should	   consider	   beneficial	   to	   the	   R&D/marketing	   relationship.	  

Furthermore,	   this	   research	   provides	   a	   guide	   for	   IMCs	   about	   the	   aspects	   they	  

should	   consider	   in	   order	   to	   offer	   their	   clients	   parallel	   benefits	   in	   terms	   of	   intra-‐

organisational	   relationships	   while	   at	   the	   same	   time	   improving	   their	   own	   service	  

value	  proposition.	  

The	   next	   and	   final	   chapter	   presents	   the	   concluding	   elements	   of	   the	   research,	   an	  

evaluation	  of	  the	  methodological	  approach	  followed	  and	  the	  limitations	  of	  this	  study.	  
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In	  the	  previous	  chapter	  the	  major	  findings	  of	  this	  study	  and	  the	  main	  theoretical	  and	  

practical	   contributions	   of	   this	   research	   were	   presented,	   which	   leads	   to	   this	   final	  

concluding	   chapter,	   organised	   in	   four	   sections.	   Section	   8.1	   presents	   the	   main	  

conclusions	  of	  this	  research,	  with	  a	  discussion	  of	  the	  methodological	  approach	  utilised	  

in	  Section	  8.2.	  

8.1 Main	  conclusions	  

This	   research	   constitutes	   an	   exploratory	   investigation	   motivated	   by	   the	   lack	   of	  

empirical	   evidence	   about	   the	   possible	   effects	   of	   IMCs	   on	   the	   R&D/marketing	  

relationship	  when	  they	  are	  performing	  a	  consultancy	  service	  whose	  primary	  aim	  is	  not	  

to	  improve	  such	  relationships.	  

The	   development	   of	   this	   research	   involved	   a	   number	   of	   stages,	   starting	   with	   a	  

literature	  review	  in	  order	  to	  develop	  an	  initial	  analytical	  framework,	  which	  guided	  data	  

collection	   during	   the	   case	   studies.	   An	   analysis	   of	   twelve	   case	   studies	   led	   to	   the	  

development	   of	   a	   framework	   that	   describes	   how	   consultant	   activities	   may	   produce	  

changes	   in	   the	   R&D/marketing	   relationship	   during	   an	   intervention.	   Finally,	   a	   set	   of	  

feedback	   interviews	  and	  a	   small-‐scale	   survey	  were	   carried	  out	   to	  verify	  whether	   the	  

empirical	  framework	  was	  coherent	  and	  reasonably	  complete.	  	  

This	  thesis	  provides	  a	  novel	  contribution	  to	  R&D	  and	  marketing	  integration	  literature	  

since	   it	  provides	  empirical	  evidence	  of	   the	  effect	  of	   IMCs,	  as	  external	  agents,	  on	   the	  

modification	  of	  R&D/marketing	  relationships.	   In	  particular,	   the	   focus	  of	   this	   research	  

was	   driven	   by	   the	   following	   research	   question:	   How	   do	   IMCs,	   delivering	   an	   IMCS,	  

modify	  the	  relationship	  between	  R&D	  and	  marketing	  areas	  as	  a	  consequence	  of	  their	  

consultant	  intervention,	  when	  such	  services	  are	  not	  primarily	  focused	  on	  doing	  so?	  

The	  findings	  of	  the	  research	  suggest	  that	  IMCs	  can	  modify	  R&D/marking	  relationships	  

at	   a	   personal	   level	   if	   IMCs	   follow	   a	   facilitative-‐participative	   consultancy	   approach	  

during	   an	   intervention.	   Through	   this	   approach,	   IMCs	   involve	   both	   functions	   and	  

generally	  perform	  activities	  that	  are	  recognised	  in	  the	  OD	  field	  as	  useful	   in	  modifying	  
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the	  R&D/marketing	  relationship	  such	  as	  facilitative	  activities,	  promotion	  of	  joint-‐work	  

and	  provision	  of	  common	  knowledge.	  Nonetheless,	  the	  adoption	  of	  such	  an	  approach	  

does	   not	   guarantee	   a	   change	   in	   the	   R&D/marketing	   relationship	   since	   the	   ultimate	  

effect	   seems	   to	   be	   contingent	   on	   different	   contextual	   factors.	   Such	   factors	   include	  

consultant	   and	   company	   characteristics	   as	   well	   as	   the	   characteristics	   of	   the	  

relationship	  between	  the	  IMC	  and	  the	  client.	  

The	   findings	  mentioned	  above	  are	  synthesised	   in	  an	  empirical	   framework,	  which	  has	  

been	   effective	   in	   answering	   the	   research	   question	   and	   addressing	   the	   two	   sub-‐

objectives	  of	  this	  research	  project:	  

§ To	   identify	   the	   type	   of	   IMC	   activities	   that	   could	   promote	   changes	   in	   the	  

R&D/marketing	  relationship	  

§ To	   identify	   the	   factors	   that	   determine	   the	   consultants’	   effects	   on	   the	  

R&D/marketing	  relationship	  

Hence,	   this	   research	   covers	   the	   lack	   of	   empirical	   evidence	   about	   the	   role	   of	   third	  

parties	  or	  external	  agents	  on	  the	  R&D/marketing	  integration	  literature.	  	  

The	   framework	   comprises	   two	   sections.	   The	   first	   addresses	   one	   research	   sub-‐

objective,	   since	   it	   comprises	   the	   IMC	  activities	  conducted	  as	  part	  of	   the	   intervention	  

process	  that	  promote	  changes	  in	  the	  R&D/marketing	  relationship.	  These	  activities	  are	  

divided	  into	  three	  groups:	  facilitation	  activities,	  promotion	  of	  joint-‐work	  and	  provision	  

of	   common	   knowledge.	   Such	   activities	   contribute	   to	   generating	   alignment,	   new	  

communication	   channels	   and	   informal	   relationships	   between	   participants	   from	  

different	   areas.	   These	   results	   promote	   changes	   in	   the	   participants’	   knowledge,	  

behaviours	  and	  attitudes,	  as	  well	  as	  organisational	  structures	  and	  processes:	  changes	  

that	  are	  key	  in	  generating	  changes	  in	  the	  R&D/marketing	  relationship	  at	  the	  personal	  

level.	  	  

The	   second	   sub-‐objective	   of	   this	   research	   is	   also	   covered	   in	   the	   framework.	   Results	  

indicate	  that	  the	  effect	  of	  the	  IMCs	  on	  the	  R&D/marketing	  relationship	  depends	  on	  the	  

consultancy	   approach	   and	   the	   activities	   performed	   by	   the	   consultants,	   and	   also	   on	  
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contextual	  factors	  such	  as	  consultant	  and	  company	  characteristics	  and	  the	  relationship	  

between	  the	  IMC	  and	  the	  client.	  

Likewise,	  empirical	  evidence	  demonstrates	  the	  usefulness	  of	  certain	  strategies	  such	  as	  

promotion	   of	   social	   interaction	   or	   provision	   of	   common	   training	   to	   promote	  

R&D/marketing	  integration	  where	  extant	  literature	  offers	  mixed	  observations.	  

This	   research	   also	   contributes	   to	   organisational	   change	   literature,	   since	   empirical	  

evidence	  suggests	  that	  IMCs	  advocating	  similar	  dynamics	  and	  intervention	  styles	  to	  be	  

used	   by	   OD	   consultants	   are	   able	   to	   generate	   changes	   in	   intra-‐organisational	  

relationships.	   In	   fact,	   this	   research	   highlights	   the	   focus	   of	   IMCs	   on	   structural	   or	  

methodological	   aspects	   (technology	   subsystem)	   as	   well	   as	   social	   aspects	   (social	  

subsystem)	  during	   the	   intervention	  within	  an	  organisation	  to	  achieve	  the	  goal	  of	   the	  

intervention,	  promoting	  changes	  in	  the	  R&D/marketing	  relationship	  at	  the	  same	  time.	  

Therefore,	   this	   research	   contributes	   to	   an	   ongoing	   debate	   on	   management	   and	  

organisational	  development	   literature	  about	  the	  similarities	  and	  differences	  between	  

MC	  and	  OD	  interventions.	  

For	  management	  consulting	  literature,	  this	  research	  augments	  knowledge	  about	  IMCs,	  

their	   activities	   and	   particularly	   about	   their	   unexpected	   effects	   within	   client	  

organisations.	  

Finally,	  the	  results	  contribute	  to	  the	  intersection	  between	  R&D/marketing	  integration	  

and	  conflict	  literature,	  providing	  evidence	  of	  the	  type	  of	  mediation	  techniques	  used	  by	  

IMCs	  as	  well	  as	  the	  relevance	  of	  the	  process	  consultation	  approach	  to	  reduce	  conflict	  

between	  parties.	  	  

The	   explorative	   approach	   undertaken	   in	   this	   research	   has	   provided	   evidence	   about	  

other	  relevant	  aspects,	  since	  the	  results:	  

§ highlight	   the	   role	   that	   learning	   plays	   in	   the	   promotion	   of	   changes	   in	   intra-‐

organisational	  relationships	  as	  well	  as	  the	   importance	  of	  company	  decisions,	  since	  

changes	   in	   the	   relationship	   are	   shown	   to	   be	   not	   exclusively	   the	   result	   of	   the	  

consultancy	   intervention	   but	   also	   a	   result	   of	   internal	   company	   decisions	   as	   a	  

consequence	  of	  the	  learning	  acquired	  during	  the	  intervention.	  	  
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§ demonstrate	   the	   usefulness	   of	   ‘human-‐centric’	   tools,	   not	   only	   in	   generating	   an	  

expected	  outcome	  but	  also	  in	  modifying	  social	  aspects.	  

Moreover,	   this	   research	   contributes	   to	   improved	   practice,	   providing	   insights	   for	  

companies	   hiring	   IMCs	   to	   solve	   a	   problem	   or	   to	   get	   a	   specific	   capability	   that	  

additionally	  would	  like	  to	  improve	  their	  R&D/marketing	  relationship,	  and	  to	  IMCs	  that	  

would	  like	  to	  improve	  their	  services	  to	  their	  clients.	  

8.2 Evaluation	  of	  the	  methodological	  approach	   	  

The	  qualitative	  research	  design	  adopted	  in	  this	  study	  allowed	  for	  a	  deep	  understanding	  

of	  the	  way	  that	  IMCs	  and	  the	  activities	  conducted	  during	  an	  intervention	  can	  affect	  the	  

R&D/marketing	  relationship	  in	  large	  manufacturing	  firms,	  even	  though	  they	  were	  not	  

specifically	  hired	  to	  modify	  such	  relationships.	  

This	   research	   was	   carried	   out	   in	   four	   main	   stages:	   a	   literature	   review,	   twelve	   case	  

studies,	  eight	  feedback	  interviews	  and	  one	  small-‐scale	  survey.	  This	  research	  examined	  

cases	  involving	  five	  companies	  located	  in	  Europe	  and	  seven	  in	  America	  from	  different	  

industry	   sectors,	   as	  well	   as	   seven	   consultants	  based	   in	   the	  Americas,	   four	   in	   Europe	  

and	  one	  in	  Asia.	  Data	  was	  mainly	  collected	  through	  semi-‐structured	  interviews.	  

The	   findings	   of	   the	   cases	   were	   crosschecked	   with	   those	   obtained	   from	   two	   other	  

sources:	  feedback	  interviews	  and	  a	  small-‐scale	  survey.	  On	  the	  one	  hand,	  the	  feedback	  

interviews	   included	  consultants	   from	  Mexico,	  US	  and	  UK	  offering	  services	   to	   firms	   in	  

America,	   Europe	   and	   Asia;	   people	   from	   companies	   located	   in	   Mexico	   and	   US,	  

producing	   ceramic	   furniture	   and	   accessories	   and	   appliances;	   and	   people	   who	   had	  

participated	   in	   IMC	  Services	   as	   client	   participants	   and	   as	   consultants,	  with	   industrial	  

experience	   in	   the	   pharmaceutical	   and	   electronics	   sectors.	   On	   the	   other	   hand,	   the	  

small-‐scale	   survey	   included	   forty	   respondents	   located	   across	   the	   globe,	   mainly	   in	  

Europe,	  America	  and	  Asia.	  

Thus,	  this	  research	  has	  covered	  different	  geographies	  and	  sectors,	  which	  has	  helped	  to	  

reduce	   possible	   bias	   due	   to	   cultural	   and	   sectorial	   reasons.	   It	   also	   involved	  multiple	  
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sources	  of	   information,	  which	  are	  especially	  useful	   in	   this	  study	  since	  the	  research	   is	  

based	  on	  self-‐reporting,	  perceptual	  and	  subjective	  participant	  assessment.	  	  

The	  use	  of	  different	  types	  of	  consultancy	  services	  and	  informants,	  as	  well	  as	  analytical	  

approaches,	   allowed	   the	   researcher	   to	   develop	   a	   comprehensive	   framework.	   As	  

indicated	  by	  the	  informants	  during	  the	  feedback	  interviews,	  the	  proposed	  framework	  

offers	  an	  appropriate	  and	  complete	  description	  of	  how	  IMCs	  and	  their	  activities	  affect	  

the	  R&D/marketing	  relationship	  within	  their	  client	  companies.	  In	  the	  words	  of	  MC:	  	  

“It	  {the	  framework}	  is	  very	  good.	  I	  was	  very	  impressed	  when	  I	  look	  at	  this.	  Because	  again	  the	  

fact	   that	  you	  have	  broken	  down	  this,	  not	  only	   into	  activities,	   result	  and	   impact,	  but	  you	  are	  

also	  breaking	  it	  further	  into	  the	  activities,	  and	  then	  you	  break	  into	  the	  activities	  into	  alignment	  

and	  so	  on.	  So	  I	  think	  it	  is	  a	  very	  logical	  framework”.	  

	  

In	   summary,	   the	   results	   achieved	   meet	   the	   original	   objective	   of	   this	   research.	   The	  

proposed	   framework	   increases	   understanding	   of	   the	   effect	   of	   IMCs	   on	   R&D	   and	  

marketing	   relationships	   when	   they	   are	   performing	   an	   IMC	   Service	   whose	   main	  

objective	   is	   not	   the	  modification	   of	   this	   relationship.	   The	   framework	   describes	   how	  

IMCs	  affect	  R&D/marketing	   relationships	   and	  acknowledges	   influential	   factors	   in	   the	  

process.	   As	   discussed	   above,	   research	   on	   the	   impact	   of	   IMCs	   as	   external	   agents	   on	  

R&D/marketing	   relationships	  has	  been	   limited;	  hence,	   this	   research	   contributes	  new	  

knowledge	  to	  the	  understanding	  of	  the	  role	  of	  IMCs	  in	  influencing	  intra-‐organisational	  

relationships	  in	  their	  clients’	  organisations.	  
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APPENDIX	  1	  -‐	  INTERVIEW	  PROTOCOL	  

	  

1.1 Interview	  Section	  A	  	  

1.1.1 COMPANY	  	  	  

Name	   	  	  

Position	   	  	  

Responsibilities	  	  	  

	  

Initial	  interview	  

GENERAL	  INFORMATION	  

1. What	   kind	   of	   Innovation	   Management	   Consultancy	   Services	   (IMC	   Services)	   has	   your	  
company	  used	  in	  the	  last	  5	  years?	  

2. In	  light	  of	  your	  answer	  to	  the	  previous	  question,	  could	  you	  select	  one	  of	  these	  consultancy	  
services	  to	  discuss	  in	  greater	  detail	  in	  terms	  of	  its	  repercussions	  on	  the	  R&D	  and	  marketing	  
relations?	  	  	  

Case	  study	  interview	  

GENERAL	  INFORMATION	  

1. What	  was	  the	  purpose	  of	  this	  IMC	  Service?	  	  
2. Why	  did	  the	  company	  decide	  to	  hire	  a	  consultant?	  
3. Who	  was	  the	  person	  responsible	  for	  hiring	  the	  consultant?	  
4. Could	  you	  describe	  for	  me	  the	  organizational	  structure	  of	  your	  company?	  	  
5. Using	  a	  scale	  from	  1	  to	  5	  where	  1	  means	  very	  poor,	  2	  poor,	  3	  fair	  4	  good	  and	  5	  excellent.	  

How	  would	  you	   rate	   the	   collaboration	  and	   communication	  between	  R&D	  and	  marketing	  
staff	  before	  the	  consultancy	  service?	  	  /	  Why?	  	  	  	  

6. Before	   the	   consultancy	   service,	   were	   there	   any	   barriers	   to	   R&D	   and	   marketing	  
collaboration?	  

INPUTS	  

7. When	  did	  the	  consultancy	  service	  start?	  	  	  
8. When	  did	  this	  service	  finish?	  
9. What	  parameters	  were	  considered	  in	  selecting	  the	  consultant?	  
10. Has	  your	  company	  worked	  with	  this	  consultant	  previously?	  	  	  	  	  	  	  	  	  	  	  	  	  
11. What	  business	  functions	  were	  involved	  during	  the	  consultancy	  service?	  
12. How	  many	  consultants	  participated	  in	  this	  service?	  	  

ACTIVITIES	  

13. Could	   you	   describe	   chronologically	   the	   manner	   in	   which	   the	   consultancy	   service	   was	  
conducted?	  	  Please	  give	  details	  of:	  

§ Tools	  used	  
§ Participants	  and	  their	  roles	  
§ Activities	  conducted	  
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OUTCOMES	  

14. What	  were	  the	  outcomes	  of	  the	  service?	  	  
15. What	   were	   the	   main	   activities,	   processes	   or	   other	   aspects	   that	   were	   modified	   as	   a	  

consequence	  of	  the	  consultancy	  service?	  
16. What	   changes	   did	   you	   notice	   in	   the	   R&D	   and	   marketing	   staff	   AFTER	   the	   consultant’s	  

intervention?	  	  
17. What	  changes	  did	  you	  notice	  in	  the	  relationship	  between	  R&D	  and	  marketing	  staff	  AFTER	  

the	  consultant’s	  intervention?	  	  
18. Using	  a	  scale	  from	  1	  to	  5	  where	  1	  means	  very	  poor,	  2	  poor,	  3	  fair	  4	  good	  and	  5	  excellent.	  

How	  would	  you	  rate	  the	  R&D	  and	  marketing	  relationship	  after	  this	  consultancy	  service	  was	  
conducted?	  	  /	  Why?	  

19. Using	  a	  scale	  from	  0	  to	  4	  where	  0	  means	  Not	  at	  all,	  1	  little,	  2	  moderate,	  3	  great	  and	  4	  very	  
great.	   To	   what	   extent	   could	   these	   changes	   be	   attributed	   to	   the	   recommendations	   and	  
activities	  of	  the	  consultant?	  
	  

1.1.2 CONSULTANT	  

Name	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	   	  	  

Position	   	  	  

Brief	  telephonic	  interview	  

GENERAL	  INFORMATION	  

1. What	  kind	  of	  IMC	  Services	  do	  you	  offer?	  	  
2. How	  long	  have	  you	  been	  offering	  this	  kind	  of	  services?	  
3. How	  many	  consultants	  work	  in	  your	  firm?	  	  
4. How	  did	  you	  charge	  your	  service?	  	  

Proportional	  to	  the	  time	  	  /	  	  Flat	  service	  fee	  	  /	  	  Membership	  fee	  	  	  /	  	  	  Success	  fee	  %	  	  	  	  /	  	  	  	  Other	  
5. In	   this	   research	   I	  would	   like	   to	  explore	   IMC	  Services	  conducted	   in	  a	   large	  manufacturing	  

company	  at	   least	  6	  months	  ago	  and	  no	  more	  than	  5	  years	  ago.	  In	  light	  of	  this,	  What	  IMC	  
Service	  would	  you	  like	  to	  describe	  in	  terms	  of	  its	  repercussions	  on	  the	  R&D	  and	  marketing	  
relationship	  or	  collaboration?	  	  /	  Why?	  	  

Case	  study	  interview	  

GENERAL	  INFORMATION	  

SERVICE	  X	  

6. What	  was	  the	  purpose	  of	  this	  IMC	  Service?	  	  
7. Who	  was	  the	  person	  responsible	  for	  hiring	  the	  consultant?	  
8. Could	  you	  describe	  for	  me	  the	  organizational	  structure	  of	  your	  company?	  
9. Using	  a	  scale	  from	  1	  to	  5	  where	  1	  means	  very	  poor,	  2	  poor,	  3	  fair	  4	  good	  and	  5	  excellent.	  

How	  would	  you	   rate	   the	   collaboration	  and	   communication	  between	  R&D	  and	  marketing	  
staff	  before	  the	  consultant’s	  intervention?	  	  /	  Why?	  	  	  	  

10. Before	  the	  consultancy	  service,	  were	  there	  any	  barriers	  to	  collaboration	  between	  R&D	  and	  
marketing	  people?	  
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INPUTS	  

1. When	  did	  the	  consultancy	  service	  start?	  	  	  
2. When	  did	  this	  service	  finish?	  
3. Have	  you	  worked	  with	  this	  company	  previously?	  	  	  	  	  	  	  	  	  	  	  	  	  
4. What	  kind	  of	  services	  have	  you	  previously	  provided	  for	  them?	  
5. What	  roles	  or	  functions	  were	  involved	  in	  the	  development	  of	  this	  consultancy	  service?	  
6. How	  many	  consultants	  provided	  this	  service?	  	  
7. What	  were	  their	  main	  roles?	  

ACTIVITIES	  

8. Could	   you	   describe	   chronologically	   the	   manner	   in	   which	   the	   consultancy	   service	   was	  
conducted?	  	  Please	  give	  details	  of:	  

§ Tools	  used	  
§ Participants	  and	  their	  roles	  
§ Activities	  conducted	  

OUTCOMES	  

9. What	  were	  the	  outcomes	  of	  the	  service?	  	  
10. In	  addition	  to	  the	  agreed	  deliverables	  were	  there	  any	  extra	  services	  or	  solutions	  that	  you	  

provided	  to	  the	  company?	  	  
11. What	   were	   the	   main	   activities,	   processes	   or	   other	   aspects	   that	   were	   modified	   as	   a	  

consequence	  of	  the	  consultancy	  service?	  
12. What	   changes	   did	   you	   notice	   in	   the	   R&D	   and	   marketing	   staff	   AFTER	   the	   consultant’s	  

intervention?	  	  
13. Did	   this	   service	   modify	   the	   collaboration	   and	   integration	   between	   R&D	   and	   marketing	  

staff?	  Please	  give	  details.	  
14. Using	  a	  scale	  from	  1	  to	  5	  where	  1	  means	  very	  poor,	  2	  poor,	  3	  fair	  4	  good	  and	  5	  excellent.	  

How	  would	  you	  rate	   the	  relationship	  between	  R&D	  and	  marketing	  after	   this	  consultancy	  
service?	  	  	  /	  Why?	  

15. Using	  a	  scale	  from	  0	  to	  4	  where	  0	  means	  Not	  at	  all,	  1	  little,	  2	  moderate,	  3	  great	  and	  4	  very	  
great.	   To	   what	   extent	   could	   this	   change	   be	   attributed	   to	   your	   recommendations	   and	  
activities?	  /	  	  Why?	  

16. Did	  the	  company	  hire	  you	  again	  after	  this	  service?	  

	  

1.2 Interview	  Section	  B	  	  

1.2.1 COMPANY	  	  	  

CONSULTANT	  CHARACTERISTICS	  

17. What	   characteristics	   and	   skills	   did	   the	   consultant	  have	   that	   fostered	   the	   interaction	  and	  
communication	  between	  R&D	  and	  marketing	  participants	  during	  the	  consultancy?	  	  /	  Why?	  

18. What	  characteristics	  and	  skills	  did	  the	  consultant	  have	  that	  limited	  his/her	  possible	  effect	  
on	   the	   interaction	   and	   communication	   between	   R&D	   and	  marketing	   participants	   during	  
the	  consultancy	  service?	  	  /	  Why?	  

19. On	  a	   scale	   from	   zero	   to	   ten,	  where	   zero	   is	   very	  poor	   and	   ten	   is	   excellent.	  How	  was	   the	  
consultant’s	  commitment	  and	   involvement	  with	  the	  company	  during	  the	   intervention?	   	  /	  
Why?	  
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COMPANY’S	  CHARACTERISTICS	  

20. On	   a	   scale	   from	   zero	   to	   10,	  where	   zero	   is	   very	   poor	   and	   ten	   is	   excellent.	   How	  was	   the	  
commitment	  of	  participants	  during	  the	  consultancy	  service?	  	  /	  	  Why?	  

21. What	   were	   the	   characteristics	   of	   the	   people	   selected	   to	   participate	   in	   the	   consultancy	  
activities?	  	  

22. How	  would	  you	  evaluate	  your	  company’s	  support	  of	  the	  consultant’s	  activities	  in	  terms	  of	  
resources	  made	  available	  and	  acceptance	  of	  proposals	  and	  recommendations?	  	  	  

23. On	  a	  scale	  from	  zero	  to	  10,	  where	  zero	  is	  none,	  5	  is	  moderate	  and	  10	  is	  very	  strong.	  What	  
level	  of	  supervision	  or	  control	  did	  the	  company	  place	  on	  the	  consultant’s	  activities?	  

24. What	   organisational	   characteristics	   were	   important	   to	   encourage	   interaction	   and	  
communication	   between	   R&D	   and	   marketing	   staff	   during	   and	   after	   the	   consultancy	  
activities?	  

25. What	   organisational	   characteristics	   limited	   the	   impact	   of	   the	   consultancy	   activities	   in	  
terms	  of	  improvement	  of	  the	  relationship	  between	  marketing	  and	  R&D	  areas?	  	  /	  Why?	  	  
	  

CONSULTANT	  /	  CLIENT	  RELATIONSHIP	  

26. How	  was	   the	   relationship	   between	   the	   consultant	   and	   company	   participants	   during	   the	  
consultancy	  service?	  

27. Were	  there	  any	  problem	  or	  disagreements	  with	  the	  consultant?	  
28. How	   would	   you	   describe	   the	   relationship	   between	   the	   consultant	   and	   the	   company’s	  

directors/managers?	  	  

	  

1.2.2 CONSULTANT	  

CONSULTANT	  CHARACTERISTICS	  

29. During	  this	  type	  of	  consultancy	  service,	  which	  of	  your	  personal	  qualities	  and	  professional	  
skills	   are	   important	   in	   fostering	   R&D	   and	   marketing	   interaction	   and	   communication?	   /	  	  
Why?	  	  

COMPANY’S	  CHARACTERISTICS	  

30. On	   a	   scale	   from	   zero	   to	   10,	  where	   zero	   is	   very	   poor	   and	   ten	   is	   excellent.	   How	  was	   the	  
commitment	  of	  participants	  during	  the	  consultancy	  service?	  	  /	  	  Why?	  

31. What	   organisational	   characteristics	   were	   important	   to	   encourage	   interaction	   and	  
communication	   between	   R&D	   and	   marketing	   staff	   during	   and	   after	   the	   consultancy	  
activities?	  

32. What	   organisational	   characteristics	   limited	   the	   impact	   of	   the	   consultancy	   activities	   in	  
terms	  of	  improvement	  of	  the	  relationship	  between	  marketing	  and	  R&D	  areas?	  	  /	  Why?	  

33. How	  would	  you	  describe	  and	  evaluate	  the	  company’s	  support	  of	  your	  activities	  in	  terms	  of	  
resources	  made	  available	  and	  acceptance	  of	  your	  proposals	  and	  recommendations?	  	  	  

34. On	  a	  scale	  from	  zero	  to	  10,	  where	  zero	  is	  none,	  5	  is	  moderate	  and	  10	  is	  very	  strong.	  What	  
level	  of	  supervision	  or	  control	  did	  the	  company	  place	  on	  your	  consultancy	  activities?	  

CONSULTANT	  /	  CLIENT	  RELATIONSHIP	  

35. How	  was	  your	  relationship	  with	  the	  company	  participants	  during	  the	  consultancy	  service?	  
36. Were	  there	  any	  problems	  or	  disagreements	  with	  the	  company	  participants?	  
37. How	  would	  you	  describe	  your	  relationship	  with	  the	  company’s	  directors/managers?	  	  



APPENDIX	  2	  –	  CATALOGUING	  STAGE	  

	  

Example	  of	  the	  cataloguing	  processes	  followed	  in	  each	  interview	  

Interview	  C6	  
	   	  

Oh,	  yes	  very	  definitely.	  I	  don´t	  mean	  that	  our	  methodology	  …	  	  
when	  we	  say	  facilitation	  we	  just	  don´t	  mean	  facilitation	  of	  the	  
thinking	   process	   but	   also	   facilitation	   of	   the	   engagement	  
process	   between	   the	   team	   members.	   So	   when	   we	   work	   we	  
usually	  have	  a	  core	  team	  that	  we	  work	  with	  and	   in	   this	  case	  
the	  core	  team	  was	  3	  people;	  they	  became	  4	  later,	  one	  person	  
joined	  later.	  And	  then	  there	  was	  an	  extended	  team,	  "extended	  
team"	   has	   some	   12	   more	   people	   and	   a	   lot	   of	   these	   people	  
were	   from	   R&D.	   And	   when	   I	   say	   R&D	   it	   was	   R&D	   in	   any	  
places,	  R&D	   in	  Porsunlight,	  R&D	   from	  Netherlands,	  and	  R&D	  
people	   from	   India.	   So	   our	   methodology	   also	   involved	  
engagement	  with	  different	  people	  in	  a	  manner	  that	  they	  could	  
come	  together	  in	  a	  very	  ‘generative	  space’	  and	  work	  together.	  
Usually	  what	  happens	   is	   that	  you	  are	  dealing	  with	  the	  team,	  
different	   kind	   of	   people,	   in	   this	   case	   called	   R&D	   and	  
marketing.	  They	  live	  with	  different	  stances,	  so	  they	  have	  their	  
own	   way	   of	   thinking,	   their	   own	   perspective	   and	   they	   have	  
their	   own	  purpose	  of	   engaging.	   So	  what	  we	  do	   is	   re-‐engage	  
with	   each	   one	   of	   them	   …	   and	   then	   we	   engage	   with	   them	  
together.	   And	   even	   in	   workshop	   one	   we	   created	   an	  
atmosphere	   with	   a	   lot	   of	   trust	   but	   more	   importantly	   of	   a	  
collective	   purpose.	   You	   know,	   you	   don´t	   remain	   R&D	   and	  
marketing	   in	  the	  workshop.	  The	  workshop	   is	  a	  very	  -‐	  how	  do	  
you	   call	   it?	   -‐	   where	   everyone	   comes	   together	   on	   the	   same	  
platform	   and	   collectively	   they	   think	   of	   their	   aspiration	   or	  
purpose.	   Why	   are	   they	   in?	   And	   collectively	   they	   articulate.	  
Once	  they	  do	  it	  collectively	  the	  divorce	  that’s	  usually	  between	  
these	   2	   different	   teams	   goes	   away.	   They	   are	   not	   working	  
against	  each	  other	  and	  they	  are	  not	  taking	  stances,	  now	  they	  
are	   together,	   they	   are	   one	   team.	   So	   they	   collectively	  
articulated	   the	   aspiration	   and	   collectively	   they	   learned	   the	  
new	  methodology	  and	  applied	  it.	  And	  even	  in	  the	  workshop,	  in	  
the	  scenario	  that	  we	  worked	  out	  together,	  we	  broke	  the	  team	  
up	   in	   a	  manner	   so	   that	   even	   the	   small	   teams	   get	   fun,	   each	  
team	  has	  both	  marketing	  as	  well	  as	  R&D	  people.	  So	  therefore,	  
they	  are	  one	  small	   team	  working	  with	   the	  other	   small	   team,	  
it’s	  not	  R&D	  and	  Marketing	  anymore.	  So	  that’s	  how...	  It	  is	  not	  
just	  R&D	  and	  Marketing,	  we	  also...	  

	  

	  

	  

	  

	  
Facilitation	  	  
	  
	  
	  
	  
	  
	  
	  
	  
	  
	  
Positive	  climate	  
	  
	  
Barrier	  
	  
Engage	  people	  	  
	  
Positive	  climate	  	  
	  
	  
	  
	  
Common	  interest	  	  
	  
	  
	  
	  
Common	  interest	  
Common	  knowledge	  
	  
	  
Multidisciplinary	  
team	  work	  	  

	  





	  

	  

APPENDIX	  	  3	  –	  EXAMPLE	  DATABASE	  	  

	  

Example	  of	  the	  databases	  created	  from	  interviews	  
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CIA
Are
a

Position Service
Metho
dology

tools
Initial6
classification

Quotation Classification

1 D
New&Business&

Director

Innovation&climate&&&

Innov&Manag.&process&
Y Y

Conditions&

(directive&support)

The&president&of&the&company&and&the&directive&board&were&there.&&&

The&CEO&was&only&supporting&and&validating&this&process&from&the&

top&of&the&organization

Characteristics&

CIA

1 D
New&Business&

Director

Innovation&climate&&&

Innov&Manag.&process&
Y Y

Encourage&to&

participate
The&consultant&was&good&but&not&very&good&encoraging&people Activities&cons

1 D
New&Business&

Director

Innovation&climate&&&

Innov&Manag.&process&
Y Y Facilitation

His&role&was&as&expert,&providing&a&guide&on&the&theoretical&and&

conceptual&topics;&and&as&process&facilitator,&helping&and&guiding&us&

along&the&different&challenges.&He&was&the&leader&of&the&sessions&.&

His&job&was&to&stay&with&us,&giving&us&illustration&and&support.&&

Activities&cons

1 D
New&Business&

Director

Innovation&climate&&&

Innov&Manag.&process&
Y Y

Conditions&of&the&

relationship

Right&now&the&relationship&is&good&but&it&doesn´t&have&enough&

fluency.&
Changes

1 D
New&Business&

Director

Innovation&climate&&&

Innov&Manag.&process&
Y Y Methodology

In&some&of&these&tables&there&were&some&difficulties&to&reach&

consensus&…..&But&in&general&it&works,&the&methodology&was&very&

practical,&and&it&was&easy&to&have&a&fluent&communication.&The&

consultant&used&a&methodology&called&the&4&lenses&of&innovation

Activities&cons

1 D
New&Business&

Director

Innovation&climate&&&

Innov&Manag.&process&
Y Y No&reasons

If&the&company&doesn’t&have&enough&disposition&and&openness,&the&

consultant&won´t&be&able&to&be&successful.&Likewise,&If&the&company&

has&these&characteristics&but&it&can’t&find&a&competent&consultant.

Characteristics&

CIA

1 D
New&Business&

Director

Innovation&climate&&&

Innov&Manag.&process&
Y Y CommonUwork

Everybody&had&the&same&voice&and&vote.&&The&third&one&{objective}&

was&to&construct&together&and&people&felt&part&of&the&construction&

of&the&innovation&objectives&.&&People&are&very&happy&and&see&this&as&

an&opportunity&to&participate,&be&herd&and&have&a&more&active&role&

in&the&organization.

Activities&cons

1 D
New&Business&

Director

Innovation&climate&&&

Innov&Manag.&process&
Y Y practices&&&tools

He&used&different&methods.&One&very&important&that&I&remembered&

was&the&use&of&images.&Consultant&asked&us&to&work&during&the&

workshops&with&images&to&construct&concepts&and&people&stances&/&

The&four&lenses&tool&was&a&very&useful&tool&to&generate&participation.&&

This&generates&specific&questions&that&help&people&to&get&more&

excited&and&to&have&greater&clarity&of&how&to&generate&high&impact&

innovations&&

Activities&cons

1 D
New&Business&

Director

Innovation&climate&&&

Innov&Manag.&process&
Y Y Engagement&&&&&&&&&&&&

The&four&lenses&tool&was&a&very&useful&tool&to&generate&participation.&&

This&generates&specific&questions&that&help&people&to&get&more&

excited&and&to&have&greater&clarity&of&how&to&generate&high&impact&

innovations&&

Activities&cons

CHANGES(ON(THE(
RELATIONSHIP No Yes Yes(L/NS CHANGES(ON(THE(

RELATIONSHIP No Yes Yes(L/NS

Facilitation(activities
Climate 1 6 4 Promote(joint?work

Facilitation 1 7 3 Physical5Interaction/5work5
together

1 6 4

Freedom 1 1 Team5work 2 6 4
Non5area 1 2 Methodology 1 5 3
Non5area5language 1 1 Practices5&5tools 3 3 4
Non5power5E5Feel5
part5of5the5process

1 3 3 Integrate 1 1

Mentoring5or5
coaching

2 5 1

Encourage5to5
participate

1 2 2

Provide(common(
knowledge

Alignment

Training 1 7 4 Aligned5people 2 2
Common5knowledge 1 1 Common5interest 2 4 2

Same5approachEvision 1 5 2
Common5language 3 1



	  

	  

APPENDIX	  4	  –	  EXAMPLE	  OF	  A	  CASE	  STUDY	  

Case	  Study	  6	  

	  

Element	   Description	  

CONTEXT	  

One	   Co6	   category	   was	   looking	   for	   a	   firm	   that	   could	   help	   them	   to	   get	   disruptive	  
innovation	   ideas	   (opportunities)	   in	   some	  key	  areas	   [C6,	  R6].	   This	  was	   required	   since	  
there	  was	  a	  lack	  of	  expertise	  in	  Co6	  to	  launch	  disruptive	  innovations	  on	  to	  the	  market	  
[C6,	  M6,	  R6].	  

CONSULTANCY	  
SERVICE	  

Opportunity	  Identification	  

COMPANY	  Co6	  

Co6	   is	   a	  multinational	   fast-‐moving	   consumer	   goods	   company.	   It	   has	   been	  operating	  
for	   more	   than	   80	   years	   in	   several	   countries.	   Co6	   has	   always	   developed	   innovative	  
products	  and	  entered	  new	  markets.	  Co6	  innovation	  activities	  involve	  different	  areas	  of	  
the	   company:	   research,	  development,	  marketing,	   two	  areas	  of	   consumer	   insights	   as	  
well	  as	  other	  supporting	  areas	  like	  packaging	  or	  sales.	  

CONSULTANT	  	  

C6	   is	   part	   of	   a	   small	   Asian	   innovation	   consultancy	   firm.	   It	   has	   18	   years’	   experience	  
offering	   services	   across	   different	   sectors.	   In	   the	   opinion	   of	   M6,	   this	   consultancy	  
company	  was	  much	  more	  nimble	  and	  flexible	  than	  big	  consultancy	  firms.	  C6	  had	  not	  
worked	  with	  this	  Co6	  category	  before.	  

DURATION	   6	  months	  

RESULT	   The	  outcomes	  were	  specific	  opportunities	  and	  propositions	  for	  the	  category	  [C6,	  M6,	  
R6].	  In	  the	  opinion	  of	  M6	  and	  R6,	  this	  service	  also	  improved	  their	  relationship.	  

PEOPLE	  
INTERVIEWED	  

Senior	  Consultant	  	  	  [C6]	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
Project	  manager	  in	  the	  marketing	  area	  of	  one	  Co6	  category	  [M6]	  
Senior	  researcher	  working	  on	  the	  research	  area	  [R6]	  
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Case	  study	  6	  –	  Description	  
O
BJ
EC

TI
VE

	  

The	   objective	   of	   this	   service	   was	   twofold.	   Firstly,	   it	   was	   to	   provide	   Co6	   participants	   with	   a	  
methodology	  for	  identifying	  disruptive	  innovation	  ideas	  [C6,	  M6].	  Second,	  it	  was	  to	  facilitate	  the	  
methodology’s	  implementation	  [C6].	  

	   	  

IN
PU

TS
	  

Co6	  PARTICIPANTS	  
There	  was	  a	  core	   team	  of	  4	  people	  plus	  an	  extended	   team	  of	  around	  30	  people	   from	  different	  
areas:	   research,	   development	   and	   deployment,	   open	   innovation,	   marketing,	   consumer	   area,	  
finance,	  some	  senior	  people	   (VPs	  and	  directors)	  and	  people	   from	  an	  engineering	  design	  agency	  
[C6,	  M6,	  R6].	  Participants	  were:	  open,	  disruptive,	  and	  talented	  [R6,	  C6].	  	  	  
During	   the	   intervention,	   some	  people	  were	  more	  engaged	   (especially	   the	   core	   team	  members)	  
than	  others	  [R6,	  C6],	  but	  in	  general	  Co6´s	  team	  members	  were	  highly	  committed	  [C6].	  	  
DIRECTIVE	  SUPPORT,	  RESOURCES	  AND	  CONTROL	  
Consultants	  involved	  and	  got	  support	  from	  senior	  stakeholders	  [C6,	  M6,	  R6].	  Co6	  provided	  all	  the	  
resources	  required	  to	  conduct	  this	  service	  [C6,	  M6]	  and	  ensured	  that	  the	  required	  activities	  were	  
performed;	  however,	  it	  gave	  some	  freedom	  to	  the	  consultants	  [M6,	  R6].	  
C6	  PARTICIPANTS	  
Five	  consultants	  were	  involved	  in	  this	  project	  [M6].	  The	  consultants’	  commitment	  was	  very	  high	  
and	  they	  put	   in	  quite	  a	   lot	  of	  pre-‐work	  and	  effort	  [R6].	  However,	  as	  M6	  said,	  some	  participants	  
thought	  they	  were	  wrong	  or	  weak.	  
CONSULTANTS’	  PERSONAL	  CHARACTERISTICS	  AND	  SKILLS.	  
The	   senior	   consultant’	   personal	   characteristics	   that	   were	   mentioned	   by	   interviewees	   as	   being	  
relevant	   to	   promoting	   the	   relationship	   between	   participants	   during	   consultancy	   activities	  were	  
related	  to	  their	  behaviour	  [M6],	  intellectual	  ability	  [M6,	  R6]	  and	  experience	  [C6,	  M6].	  Regarding	  
the	  consultants’	  skills,	  they	  mentioned	  their	  ability	  to	  work	  with	  the	  participants	  (listen,	  mediate,	  
engage	  and	  establish	  a	  comfortable	  environment)	  [C6,	  M6,	  R6];	  their	  ability	  to	  understand	  both	  
areas	  [C6,	  M6,	  R6],	  their	  ability	  to	  communicate,	  persuade	  and	  motivate,	  their	  process	  skills	  (skills	  
to	  plan,	  structure	  processes,	  think	  and	  synthesise)	  and	  finally	  their	  project	  management	  skills	  [C6,	  
M6].	  
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CONSULTANCY	  ACTIVITIES	  
Entry.	  Co6	  marketing	  team	  chose	  C6	  after	  scanning	  many	  organisations	  around	  the	  world.	  In	  the	  
opinion	  of	  C6,	  they	  were	  selected	  due	  to	  his	  methodology.	  
Diagnosis.	   An	   analysis	   of	   current	   structure,	   operation,	   processes	   and	   metrics	   of	   Co6	   was	  
conducted	  by	  the	  consultants	  [C6].	  
Planning.	  Considering	  the	  diagnosis,	  C6	  designed	  the	  team	  and	  the	  innovation	  facilitation	  process	  
in	  a	  way	  that	  everyone	  could	  get	  involved	  and	  work	  together	  [C6].	  
Consultants	   also	   met	   with	   the	   various	   stakeholders	   in	   order	   to	   understand	   the	   business	  
objectives,	  expectations	  and	  agenda,	  but	  they	  also	  encouraged	  compromise	  on	  the	  top	  managers	  
[C6,	  M6,	  R6].	  	  
Implementation	   (education).	   This	   stage	   involved	   several	   meetings	   and	   workshops	   as	   well	   as	  
mentoring	   and	   coaching	   [C6].	   As	   the	   interviewees	   described	   first,	   the	   consultants	   provided	  
training	   in	   the	   new	   methodology.	   The	   consultants	   helped	   the	   team	   to	   set	   milestones	   and	   a	  
common	   goal.	   They	   also	   designed,	   facilitated	   and	   guided	   a	   series	   of	   interviews	   between	   Co6	  
participants	   and	   different	   experts	   in	   a	   specific	   area	   of	   interest.	   Secondly,	   they	   helped	   the	  
extended	   team	   to	   integrate	   an	   industry	   mental	   model	   map	   and	   to	   talk	   to	   different	   experts.	  
Thirdly,	   they	  organised	  some	  workshops	   to	  generate	  and	  select	  propositions	  and	   their	  business	  
models.	   These	   were	   presented	   to	   the	   board	   and	   prioritised.	   Finally,	   the	   extended	   team	   was	  
reduced	   to	   the	   core	   team	  plus	  2	  R&D	  participants	  and	  one	   logistics	  person	   to	   realise	   the	   ideas	  
selected.	  With	  this,	  the	  consultants	  finished	  their	  task	  [M6,	  R6].	  
Termination/	  Evaluation.	  According	  to	  M6	  this	  process	  has	  been	  considered	  as	  the	  best	  process	  
ever	  by	  the	  marketing	  director,	  and	  in	  the	  opinion	  of	  R6	  the	  consultants	  were	  very	  good.	  
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Case	  study	  6	  description	  (cont.)	  	  
AC

TI
VI
TI
ES
	   CHARACTERISTICS	  OF	  THE	  RELATIONSHIP	  Co6-‐C6	  

There	   was	   commitment	   at	   formal	   level	   and	   fun	   and	   friendship	   at	   informal	   level	   [C6].	   Their	  
relationship	  was	   good	   and	   professional	   [R6].	   The	   consultants	   tried	   to	   adjust	   their	   operation	   to	  
Co6	  characteristics	  [M6].	  
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PROCESS,	  TOOLS,	  SKILLS	  AND	  CAPABILITIES	  	  
C6	  brought	   a	  methodology	   to	   extract	   innovation	   ideas,	   and	  different	   tools	   and	   skills	   that	  were	  
established	  within	  the	  marketing	  and	  research	  teams	  [M6,	  R6].	  
OPPORTUNITY	  AREAS,	  PROJECTS	  AND	  PRODUCTS	  
The	  main	  outcome	  was	  the	  identification	  of	  opportunity	  areas	  [C6,	  M6,	  R6].	  Also,	  R6	  pointed	  out	  
that	  as	  a	  consequence	  of	  this	  work,	  some	  products	  would	  be	  on	  the	  market	  in	  the	  next	  couple	  of	  
years.	  
KNOWLEDGE	  AND	  TRAINING	  	  
The	  consultants	  brought	  knowledge,	  since	  they	  taught	  the	  team	  a	  process	  for	  finding	  opportunity	  
areas	   [M6].	   They	   taught	   them	  how	   to	   think,	   how	   to	   generate	   a	   situation	   conducive	   to	   gaining	  
insights	  [C6,	  R6].	  	  
MEETINGS	  AND	  NETWORKS	  
C6	  facilitated	  meetings	  and	  provided	  access	  to	  a	  broad	  network	  of	  experts	  [M6,	  R6].	  

	   	  

IM
PA

CT
S	  

IMMEDIATE	  	  
The	   participants	   acquired	   capabilities.	   As	   C6	   mentioned:	   “by	   the	   end	   of	   the	   project	   …	   their	  
capabilities	   to	   deal	   with	   these	   tools,	   techniques	   and	   skills	   were	   much	   higher	   than	   when	   we	  
began.”	  
ORGANISATIONAL	  LEARNING	  	  
Changes	  in	  Knowledge.	  The	  interviewees	  [R6,	  M6]	  recognised	  that	  the	  consultancy	  service	  helped	  
them	   to	  understand	   the	  work	  of	   the	  other	  area,	   the	  processes	  and	  work	   conditions;	  modifying	  
the	  ideas	  of	  participants	  about	  people	  from	  the	  other	  area	  [M6].	  
Behaviour	  and	  attitude.	  Consultancy	  services	  helped	  participants	  to	  understand	  other	  people	  and	  
appreciate	  their	  points	  of	  views	  [R6]	  and	  get	  the	  team	  to	  work	  together	  [C6,	  M6,	  R6].	  There	  was	  
an	  improvement	  in	  the	  relationship	  between	  research	  and	  marketing	  [C6,	  M6,	  R6].	  
Changes	   in	  Organisational	   structures.	  A	  dedicated	  team	  was	  established	  during	  the	  service	   [C6,	  
M6,	  R6].	  The	  core	  team	  has	  been	  working	  together	  for	  more	  than	  2	  years	  [M6,	  R6].	  Marketing	  has	  
more	   power	   in	   the	   company	   [C6,	   M6,	   R6].	   However,	   in	   the	   opinion	   of	   M6	   and	   R6	   as	   a	  
consequence	  of	  these	  activities,	  Research	  was	  empowered	  a	  little.	  
Changes	  in	  Processes	  and	  programs.	  A	  new	  communication	  avenue	  was	  established	  [C6,	  R6]	  and	  
a	  new	  innovation	  system	  was	  designed	  by	  the	  Co6	  team	  [M6].	  However,	  M6	  claimed	  that	  this	  was	  
not	  established	  as	  a	  result	  of	  the	  consultant	  intervention.	  
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All	  interviewees	  agreed	  that	  there	  was	  a	  change	  in	  the	  relationship.	  As	  M6	  and	  R6	  said,	  the	  
marketing	  and	  research	  people	  had	  the	  opportunity	  to	  work	  together	  and	  talk,	  and	  core	  team	  
participants	  are	  still	  working	  together	  [M6,	  R6].	  However	  this	  change	  was	  at	  personal	  level	  [M6].	  
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	  SECONDARY	  EFFECTS	  OF	  INNOVATION	  MANAGEMENT	  CONSULTANCY	  SERVICES:	  IMPACT	  

ON	  THE	  R&D	  AND	  MARKETING	  RELATIONSHIP	  	  

1.1 Background	  

Research	   about	   management	   consultancy	   services	   has	   been	   conducted	   extensively.	   This	  
research	  has	  explored	  consultancy	   services	   in	  general,	   and	  has	  been	   focused	  mainly	  on	   four	  
main	   aspects:	   the	   consultant	   role,	   the	   process	   consultation	   model,	   the	   client-‐consultant	  
relationship	   (that	   involves	   the	   consultant	   characteristics	   and	   clients	   expectations)	   and	   the	  
consultant	  performance.	  
	  
Different	   researchers	   have	   proposed	   that	   consultants	   could	   help	   companies	   not	   only	   to	  
achieve	   the	   objective	   for	   which	   they	   were	   hired,	   but	   also	   they	   could	   bring	   other	   changes	  
within	  their	  company	  clients;	  for	  example	  changes	  in	  organisational	  relationships	  (Gable,	  1996	  
and	  Phillips,	  2000).	  Therefore,	  the	  objective	  of	  this	  research	  is	  to	  study	  the	  effect	  of	  innovation	  
management	  consultancy	  services	  (IMCS)	  on	  the	  R&D	  and	  marketing	  relationship.	  

1.1.1 Innovation	  management	  consultancy	  services	  (IMCS)	  
In	  this	  research,	  IMCS	  refers	  to	  those	  consultancy	  services	  specialised	  in	  developing,	  facilitating	  
or	  managing	  firms’	  innovation1	  processes.	  	  
The	  Kearney´s	  House	  of	  Innovation	  (Diedrichs,	  Engel,	  &	  Wagner,	  2006)	  is	  helpful	  to	  categorise	  
the	  services	  that	  could	  be	  considered	  as	  IMCS	  (See	  Fig.1).	  	  
	  

	  

Fig	  1.	  Kearney´s	  House	  of	   Innovation	   (Kearney	  2006	  based	  on	  Diedrichs,	   Engel,	  &	  Wagner,	  
2006).	  

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
1	  Innovation	  here	  can	  be	  new	  products,	  processes,	  services,	  and/or	  business	  models	  
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1.2 PRELIMINARY	  FINDINGS	  FROM	  CASE	  STUDIES	  

A	  framework	  that	  depicts	  how	  IMCS	  could	  affect	  the	  R&D	  and	  marketing	  relationship	  has	  been	  
integrated	  (see	  Fig.	  2)	  based	  on	  the	  evidence	  obtained	  from	  12	  case	  studies.	  A	  study	  about	  the	  
consultant	   intervention	   and	   the	   changes	   promoted	  on	   the	   R&D	  and	  marketing	   relationships	  
was	   performed	   in	   each	   case.	   Cases	   were	   performed	   in	   large	   companies	   from	   different	  
industrial	   sectors	   (such	   as	   concrete	   and	   cement,	   paint	   and	   coating,	   glass	   and	   plastic	  
manufacturers,	   auto	   parts,	   fast	   moving	   consumer	   goods	   and	   pharma)	   that	   hired	   different	  
innovation	  consultancy	  services.	  	  
The	  framework	  is	  integrated	  by	  two	  parts:	  the	  process	  intervention	  and	  the	  contextual	  factors.	  
	  

	  

Fig	  2.	  Framework	  

1.2.1.1 Process	  intervention	  	  
This	   logic	   model	   shows	   a	   sequence	   of	   cause-‐effect	   relationships.	   This	   process	   intervention	  
includes:	   the	  activities	  conducted	  by	   the	  consultants	  as	  part	  of	   the	  consultancy	  services	   that	  
were	   considered	   useful	   to	   promote	   changes	   in	   the	   R&D	   and	   marketing	   relationship,	   the	  
immediate	  results	  and	  the	  subsequent	  changes	  observed	  in	  the	  company	  that	  contributed	  to	  
modify	  the	  R&D	  and	  marketing	  relationship.	  
Three	   different	   consultant	   activities	   could	   promote	   changes	   in	   the	   R&D	   and	   marketing	  
relationship:	   facilitation	   activities,	   promotion	   of	   joint	   work	   between	   R&D	   and	   marketing	  
participants	   and	   the	   provision	   of	   common	   knowledge	   to	   them.	   As	   a	   consequence	   of	   such	  
activities,	   consultants	   could	   generate	   alignment	   between	   participants,	   the	   establishment	   of	  
new	   communication	   channels	   and	   the	   establishment	   of	   informal	   relationships	   between	  
participants	  from	  these	  two	  areas.	  Finally,	  these	  results	  could	  contribute	  to	  promoting	  changes	  
in	   R&D	   and	  marketing	   participants	   knowledge	   and	   ideas,	   behaviours	   and	   attitudes	   and	   the	  
establishment	  of	  new	  structures	  and	  process	   that	  promote	  or	   force	   the	   interaction	  between	  
them,	  generating	  changes	  in	  the	  R&D	  and	  marketing	  relationship.	  	  
More	  detail	  about	  the	  activities,	  results	  and	  impacts	  can	  be	  found	  in	  table	  2.	  
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INTERVENTION!
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Table	  2.	  Elements	  of	  the	  framework	  (process	  intervention)	  

ELEMENT	   BRIEF	  DESCRIPTION	  
ACTIVITIES	   	  

Facilitation	  activities	  

§ Facilitation	  of	  the	  working	  processes	  and	  activities	  
§ Establishment	  of	  a	  positive	  climate	  
§ Encouraging	  people	  to	  participate	  and	  engaging	  them	  
§ Convince	  stakeholders	  
§ Mediation	  role	  

Promoting	  joint-‐work	   § Establishment	  of	  a	  multidisciplinary	  team-‐work	  
§ Promotion	  of	  physical	  Interaction	  between	  participants	  

Providing	  common	  knowledge	   § Provision	   to	   R&D	   and	   marketing	   participants	   with	   the	   same	  
knowledge	  through	  training	  and	  coaching	  

RESULTS	  DURING	  INTERVENTION	  

Alignment	   § Establishment	   of	   a	   common	   vision,	   purpose	   or	   interest,	  
approach	  and	  understanding	  

New	  communication	  channels	   § Establishment	  of	  new	  communication	  methods	  
Informal	  relationships	   § Establishment	  of	  informal	  relationships	  
IMPACT	   	  

Changes	  in	  knowledge	  and	  
ideas	  

§ Participants	   got	   a	   better	   understanding	   about	   the	   working	  
processes	  and	  the	  role	  of	  each	  area	  

§ Establishment	   of	   a	   common	   language	   between	   participants	   from	  
R&D	  and	  marketing	  

Change	  in	  behaviour	  and	  
attitudes	  

§ Recognition	  and	  acceptance	  to	  the	  other	  area	  
§ Power	  balance	  between	  R&D	  and	  marketing	  

Change	  in	  structures	  &	  
processes	  

§ New	  company	  processes	  
§ New	  organisational	  structures	  

CHANGES	  IN	  THE	  
RELATIONSHIP	  

§ Identification	  of	  changes	   in	   the	  R&D	  and	  marketing	   relationship	  at	  
personal	  level	  

1.2.1.2 Contextual	  factors	  	  
Even	  though	  information	  obtained	  suggested	  that	  consultant	  activities	  could	   impact	  the	  R&D	  
and	   marketing	   relationship;	   it	   was	   found	   that	   the	   characteristics	   of	   the	   company,	   the	  
consultant	   and	   the	   consultant-‐client	   relationship	   could	   limit	   the	   positive	   effect	   of	   the	  
consultant	  on	   the	  R&D	  and	  marketing	   relationship.	   Table	  3	  presents	  more	  details	   about	   the	  
characteristics	  that	  were	  considered	  important	  to	  determine	  the	  effect	  of	  the	  consultant(s).	  

Table	  3.	  Elements	  of	  the	  framework	  (contextual	  factors)	  

ELEMENT	   BRIEF	  DESCRIPTION	  

Company	  characteristics	  

§ Management	  style	  and	  company	  operation	  forms	  
§ Senior	  managers	  support	  
§ Characteristics	  of	  the	  participants	  
§ Follow	  up/implementation	  

Consultant	  characteristics	  

§ Expertise	  and	  broad	  knowledge	  
§ Behaviour	  and	  personality	  
§ Consultant	  working	  style	  match	  
§ Ability	  to	  communicate	  
§ Ability	  to	  persuade	  and	  motivate	  
§ Ability	  to	  understand	  

Consultant-‐client	  relationship	  characteristics	  
§ Consultant	  connection	  with	  the	  client	  
§ Length	  
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Figure	  1.	  Framework	  	  

1.1 PROCESS	  INTERVENTION	  

1.1.1 Activities	  
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Figure	  2.	  Activities	  

	  

§ Based	  on	  your	  experience,	  do	  you	  find	  all	  these	  activities	  appropriate?	  	  
§ How	  could	  these	  activities	  be	  developed	   in	  order	  to	  have	  a	  greater	   impact	  on	  the	  

R&D	  and	  marketing	  relationship?	  
§ Is	  there	  any	  activity	  that	  you	  consider	  to	  be	  irrelevant,	  in	  that	  it	  does	  not	  contribute	  

to	  improvements	  in	  the	  R&D/marketing	  relationship?	  Why?	  
§ Are	   there	   any	   other	   consultancy	   activities	   that	   have	   a	   positive	   effect	   promoting	  

relationship	  between	  participants	  form	  R&D	  and	  marketing?	  
§ How	   useful	   do	   you	   find	   these	   activities	   in	   promoting	   a	   relationship	   between	  

participants	  from	  R&D	  and	  marketing	  areas?	  Please	  evaluate	  on	  Table	  1.	  

Table	  1.	  Activities	  evaluation	  	  

	   Useless	  
Neither	  

useless	  nor	  
useful	  

Useful	   Very	  useful	  

FACILITATION	  ACTIVITIES	   	   	   	   	  
Process	  facilitation	   	  
Establishment	  of	  a	  positive	  climate	   	  
Play	  a	  mediation	  role	   	  
Encourage	  &	  engage	  participants	   	  
Convince	  stakeholders	  	   	  
PROMOTE	  JOINT-‐WORK	   	   	   	   	  
Multidisciplinary	  team	  work	   	  
Physical	  Interaction	   	  
PROVIDE	  COMMON	  KNOWLEDGE	   	  
Common	  Training	   	  
Common	  knowledge	  	   	  
Coaching	   	  

1.2 Results	  
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Figure	  3.	  Results	  

	  

§ Do	  you	  find	  all	  these	  results	  relevant?	  	  
§ How	   much	   do	   you	   think	   these	   results	   contribute	   to	   improvements	   in	   the	  

R&D/marketing	  relationship?	  Please	  evaluate	  on	  Table	  2.	  

Table	  2.	  Evaluation	  of	  the	  results	  contributions	  to	  the	  R&D/marketing	  relationship	  

	   Not	  at	  all	   To	  a	  little	  
extent	  

To	  a	  
moderate	  
extent	  

To	  a	  great	  
extent	  

To	  a	  very	  
great	  
extent	  

Alignment	  	  	  
(Common	  vision,	  purpose	  or	  interest)	   	  
Communication	  channels	  	  
(New	  communication	  channels)	   	  
Informal	  relationship	  	  
(Knowing	  people)	   	  

	  
§ Is	  there	  any	  immediate	  result	  that	  you	  consider	  to	  be	  irrelevant,	  in	  that	  it	  does	  not	  

contribute	  to	  improvements	  in	  the	  R&D/marketing	  relationship?	  Why?	  
§ Are	   there	   any	   other	   immediate	   results	   that	   have	   a	   positive	   effect	   promoting	  

relationship	  between	  participants	  form	  R&D	  and	  marketing?	  
§ I	  would	  like	  to	  know	  which	  of	  the	  activities	  considered	  in	  the	  previous	  section	  of	  the	  

framework	  could	  generate	  these	  results.	  Please	  mark	  on	  the	  following	  diagram	  the	  
results	   that	   can	  be	  obtained	   as	   a	   consequence	  of	   the	   activities	   listed	  on	   the	   left.	  
(Please	  mark	  on	  Table	  3)	  

Table	  3.	  Results	  obtained	  as	  a	  consequence	  of	  the	  activities	  

	   Alignment	   Communication	  
channels	  

Informal	  
relationship	  

FACILITATION	  ACTIVITIES	   	   	   	  
Process	  facilitation	   	  
Establishment	  of	  a	  positive	  climate	   	  
Play	  a	  mediation	  role	   	  
Encourage	  &	  engage	  participants	   	  
Convince	  stakeholders	  	   	  
PROMOTE	  JOINT-‐WORK	   	  
Multidisciplinary	  team	  work	   	  
Physical	  Interaction	   	  
PROVIDE	  COMMON	  KNOWLEDGE	   	  
Common	  Training	   	  
Common	  knowledge	  	   	  
Coaching	   	  
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1.3 Impact	  

	  

Figure	  4.	  Impact	  

§ Based	  on	  your	  experience,	  do	  you	  find	  all	  these	  changes	  relevant?	  	  
§ Is	  there	  any	  impact	  (or	  change)	  that	  you	  consider	  to	  be	  irrelevant,	  in	  that	  it	  does	  not	  

contribute	  to	  improvements	  in	  the	  R&D/marketing	  relationship?	  Why?	  
§ Are	   there	   any	   other	   impacts	   (or	   changes)	   that	   have	   a	   positive	   effect	   promoting	  

relationship	  between	  participants	  form	  R&D	  and	  marketing?	  
§ How	   useful	   do	   you	   find	   these	   changes	   in	   promoting	   the	   R&D	   and	   marketing	  

relationship?	  (Please	  mark	  on	  Table	  4)	  

Table	  4.	  Evaluation	  of	  the	  changes	  contributions	  to	  the	  R&D/marketing	  relationship	  

	  
Not	  at	  
all	  

To	  a	  little	  
extent	  

To	  a	  
moderate	  
extent	  

To	  a	  great	  
extent	  

To	  a	  very	  
great	  
extent	  

CHANGES	  IN	  KNOWLEDGE	  AND	  IDEAS   
Understanding	  of	  working	  processes	  &	  roles	  	   	  
Establishment	  of	  a	  common	  language	   	  
CHANGES	  IN	  BEHAVIOUR	  AND	  ATTITUDES   
Recognition	  of	  the	  other	  area	   	   	  
Power	  balance	  between	  areas	   	  
CHANGES	  IN	  STRUCTURES	  AND	  PROCESSES   
New	  company	  processes	   	  
Changes	  in	  the	  organisational	  structures	   	  
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1.4 Contextual	  factors	  

	  

Figure	  5.	  Contextual	  factors	  

§ Do	  you	  find	  all	  these	  contextual	  factors	  relevant?	  	  
§ Is	  there	  any	  contextual	  factor	  that	  you	  consider	  to	  be	  irrelevant?	  Why?	  
§ Are	  there	  any	  other	  contextual	  factors	  that	  have	  to	  be	  considered?	  	  
§ To	  what	   extent	   could	   these	   factors	   limit	   the	   consultant’s	   possible	   impact	   on	   the	  

R&D/marketing	  relationship?	  (Please	  evaluate	  on	  Table	  5)	  

Table	  5.	  Effects	  of	  the	  contextual	  factors	  

	   Not	  at	  all	   To	  a	  little	  
extent	  

To	  a	  
moderat
e	  extent	  

To	  a	  
great	  
extent	  

To	  a	  very	  
great	  
extent	  

COMPANY	  CHARACTERISTICS	        
Management	  &	  Company	  operation	  forms	   	  
Senior	  manager	  support	   	   	  
Participants’	  characteristics	   	   	  
Follow	  up	  /	  implementation	   	   	  
CONSULTANT	  CHARACTERISTIC	   	  
Knowledge,	  experience	  &	  expertise	   	  
Behaviour	  &	  personality	   	  
Match	  with	  company	  working	  style	   	  
Ability	  to	  persuade	  &	  motivate	   	  
Ability	  to	  communicate	   	  
Ability	  to	  understand	   	   	  
CONSULTANT	  –COMPANY	  RELATIONSHIP	  CHARACTERISTICS	  	  	   	  
Consultant-‐client	  connection	   	   	  
Length	  of	  the	  consultant-‐client	  
relationship	   	   	  
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§ Which	  of	  these	  factors	  are	  more	  important?	  Please	  allocate	  5	  votes	  on	  Table	  6	  (one	  

or	  more	  votes	  can	  be	  allocated	  to	  the	  same	  factor).	  

Table	  6.	  Importance	  of	  the	  contextual	  factors	  

	   Votes	  

COMPANY	  CHARACTERISTICS	   	  
Management	  &	  Company	  operation	  forms	   	   	   	  
Senior	  manager	  support	   	   	  
Participants’	  characteristics	   	   	  
Follow	  up	  /	  implementation	   	   	  
CONSULTANT	  CHARACTERISTIC	   	  
Knowledge,	  experience	  &	  expertise	   	  
Behaviour	  &	  personality	   	  
Match	  with	  company	  working	  style	   	  
Ability	  to	  persuade	  &	  motivate	   	  
Ability	  to	  communicate	   	  
Ability	  to	  understand	   	  
CONSULTANT	  –	  COMPANY	  RELATIONSHIP	  CHARACTERISTICS	  	   	  
Consultant-‐client	  connection	   	  
Length	  of	  the	  consultant-‐client	  relationship	   	  

1.5 General	  

§ Is	  this	  framework	  logical	  and	  adequate?	  
§ Are	  the	  labels	  used	  in	  this	  framework	  suitable	  and	  clear?	  
§ Does	  this	  framework	  have	  any	  limitations?	  
§ Are	  there	  any	  other	  aspects	  that	  should	  be	  considered	  in	  the	  framework?	  
§ What	  could	  be	  the	  practical	  implications	  of	  this	  framework?	  
§ Do	  you	  have	  any	  further	  comments?	  
	  



	  

	  

APPENDIX	  7	  –SURVEY	  PROTOCOL	  

INNOVATION	  MANAGEMENT	  CONSULTANCY	  SERVICES	  AND	  THEIR	  EFFECT	  ON	  THE	  R&D	  AND	  
MARKETING	  RELATIONSHIP	  

	  

The	   purpose	   of	   this	   survey	   is	   to	   identify	   the	   possible	   secondary	   effects	   that	   innovation	  
management	  consultancy	  services	  (IMC	  Services)	  may	  have	  on	  client	  firms.	  

If	  you	  have	  participated	  in	  at	  least	  one	  IMC	  Service	  (as	  a	  consultant	  or	  as	  a	  client),	  we	  would	  
like	  to	  hear	  your	  opinion.	  

To	  answer	  this	  questionnaire	  please	  select	  one	  IMC	  Service	  in	  which	  you	  have	  participated	  and	  
answer	   all	   the	   following	   questions.	   Please	   don’t	   consider	   an	   IMC	   Service	   whose	   aim	   was	  
specifically	   to	   improve	   the	   R&D/marketing	   relationship	   or	   to	   improve	   the	   performance	   of	  
teams	  integrated	  by	  R&D	  and	  marketing	  staff.	  

This	  survey	  contains	  sixteen	  questions	  and	  is	  divided	  into	  six	  parts.	  This	  questionnaire	  does	  not	  
require	   confidential	   information,	   and	   all	   the	   information	   supplied	   will	   be	   treated	   in	   strict	  
confidence.	  

In	  this	  survey,	  

§ IMC	  Services	  refer	  to:	  
…	  consultancy	  services	  whose	  aim	  is	  to	  improve	  some	  innovation	  activities	  or	  innovation	  
capabilities	  of	  a	  company.	  These	  types	  of	  services	  could	  include	  those	  related	  to	  innovation	  
strategy,	  innovation	  culture,	  training,	  project	  management,	  innovation	  process,	  etc.	  

§ R&D	  refers	  to:	  
…	  those	  specific	  parts	  of	  the	  business	  that	  perform	  research	  or	  development	  activities	  

§ Marketing	  refers	  to:	  
…	  those	  specific	  parts	  of	  the	  business	  that	  perform	  marketing	  activities	  

PART	  1.	  GENERAL	  INFORMATION	  

1. What	  was	  the	  focus	  of	  the	  IMC	  Service	  in	  which	  you	  participated?	  

	   Innovation	   strategy	   and	   planning	   (for	   instance	   technology	   planning,	   risk	   evaluation	   and	  
management,	  opportunity	  identification)	  

	   Innovation	  organisation	  and	  culture	  (for	  instance	  organisational	  structure	  redesign,	  innovative	  
climate)	  

	   Innovation	   life-‐cycle	   management	   (for	   instance	   idea	   management,	   innovation	   process	  
development,	  project	  and	  program	  management)	  

	   Human	  Resource	  management	  (for	  instance	  training	  to	  improve	  innovation	  capabilities)	  
	   Support	  to	  get	  external	  funding	  or	  financing	  to	  conduct	  innovation	  activities	  
	   Knowledge	  and	  IPR	  management	  
	   Other	  (Please	  specify	  the	  consultancy	  service	  objective)	  

	  
2. What	  was	  the	  size	  of	  the	  company	  where	  the	  IMC	  Service	  was	  conducted?	  

	   Small	  (less	  than	  50	  people)	  
	   Medium	  (between	  50	  and	  250	  people)	  
	   Large	  (more	  than	  250	  people)	  
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3. What	   was	   the	   industrial	   sector	   of	   the	   company	   where	   the	   consultancy	   service	   was	  
conducted?	  

	   Food	  and	  agriculture	  
	   Construction	  
	   Metal	  mechanic	  	  
	   Chemical	  
	   Consumer	  goods	  
	   Electronic	  
	   Biotechnology/	  Pharmaceutical	  /	  Healthcare	  
	   Other	  (Please	  specify)	  

	  

4. Did	  you	  participate	  in	  this	  consultancy	  service	  as:	  

	   Consultant	  
	   Participant	  from	  the	  company	  side	  

	  
5. Were	  both	  R&D	  and	  marketing	  participants	  involved	  in	  the	  consultancy	  service?	  

	   Yes	  
	   No	  

IF	  CONSULTANT	  

6. What	  was	  your	  role	  in	  this	  consultancy	  service?	  

	   Senior/lead	  consultant	  
	   Junior	  consultant	  
	   Other	  (Please	  specify)	  

	  

7. How	  many	  years	  of	  experience	  did	  you	  have	  when	  this	  IMC	  Service	  took	  place?	  

	   None	   Less	  than	  2	  
years	  

From	  2	  to	  5	  
years	  

More	  than	  5	  
years	  

	       
Consulting	  experience	   	  
Relevant	  industry	  experience	   	  

IF	  COMPANY	  	  

8. What	  was	  your	  position	  within	  the	  client	  company	  during	  that	  consultancy	  service?	  

	   Managing	  Director	  /	  President	  
	   Business	  /	  Area	  director	  
	   Middle-‐level	  manager	  
	   Other	  (Please	  specify)	  

	  

9. In	  what	  area	  were	  you	  working	  during	  the	  consultancy	  service?	  

	   R&D	  or	  areas	  involved	  in	  research	  and	  development	  activities	  
	   Marketing	  or	  areas	  involved	  in	  marketing	  activities	  
	   Other	  	  (Please	  specify)	  

	  



SURVEY	  PROTOCOL	   269	  
	  

	  

10. How	  many	  years	  of	  experience	  did	  the	  lead	  consultant	  have	  when	  this	  consultancy	  service	  
took	  place?	  

	   Unknown	   None	   Less	  than	  2	  
years	  

From	  2	  to	  5	  
years	  

More	  than	  
5	  years	  

Consulting	  experience	   	  
Relevant	  industry	  experience	   	  

PART	  2.	  CONSULTANT	  ACTIVITIES	  

11. Please	   evaluate	   how	   useful	   the	   following	   consultant	   activities	   were,	   when	   performed	  
during	  the	  consultant	   intervention,	   in	  order	  to	  promote	  communication	  or	  collaboration	  
between	  R&D	  and	  marketing	  staff.	  
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Ve
ry
	  

us
ef
ul
	  

Facilitation	  of	  the	  process	  (i.e	  consultants	  
provide	  guidance	  and	  helped	  to	  get	  consensus)	  

	  
	  

Establishment	  of	  a	  positive	  working	  climate	  (i.e.	  
establishment	  of	  a	  democratic	  environment,	  
promotion	  of	  openness)	  

	  
	  

Encouragement	  of	  participation	  and	  
engagement	  of	  participants	  

	  
	  

Persuading	  stakeholders	  of	  the	  importance	  of	  
the	  processes	  and	  activities	  to	  be	  performed	  

	  
	  

Mediation	  role	  between	  both	  areas	  (R&D	  and	  
marketing)	  

	  
	  

Promotion	  of	  multidisciplinary	  team-‐work	  that	  
involves	  R&D	  and	  marketing	  participants	  

	  
	  

Promotion	  of	  physical	  interaction	  between	  R&D	  
and	  marketing	  participants	  

	  
	  

Provision	  of	  common	  knowledge	  to	  participants	  
from	  R&D	  and	  marketing	  areas	  

	  
	  

Provision	  of	  common	  training	  to	  participants	  
from	  R&D	  and	  marketing	  areas	  

	  
	  

Provision	  of	  coaching	  to	  participants	  from	  R&D	  
and	  marketing	  areas	  

	  
	  

	  

12. What	  other	  consultant	  activities,	   tools	  or	  approaches	  used	  during	  the	   intervention	  were	  
useful	  for	  improving	  the	  communication	  and	  collaboration	  between	  R&D	  and	  marketing?	  
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PART	  3.	  RESULTS	  

13. Please	  indicate	  the	  extent	  to	  which	  you	  agree	  or	  disagree	  with	  the	  following	  statements	  
by	  ticking	  the	  appropriate	  box.	  
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Consultancy	  activities	  promoted	  the	  establishment	  
of	  alignment	  (common	  vision,	  purpose	  or	  interest)	  
between	  R&D	  and	  marketing	  staff	  

	  

Consultancy	  activities	  generated	  communication	  
channels	  between	  R&D	  and	  marketing	  staff	    
Consultancy	  activities	  generated	  an	  opportunity	  for	  
R&D	  and	  marketing	  staff	  to	  establish	  informal	  
relationships	  

	  
	  

14. Were	  there	  any	  other	  consultancy	  service	  results	  that	  helped	  to	  improve	  the	  relationship	  
between	  R&D	  and	  marketing	  staff?	  

	   Yes	  	  (Please	  specify)	  
	   No	  

PART	  4.	  CHANGES	  

15. Please	  indicate	  the	  extent	  to	  which	  you	  agree	  or	  disagree	  with	  the	  following	  statements	  
by	  ticking	  the	  appropriate	  box.	  

Consultancy	  activities	  helped	  to:	  
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Promote	  the	  R&D	  and	  marketing	  participants’	  
understanding	  of	  the	  working	  processes	  and	  
the	  roles	  of	  both	  areas	  

	  

Promote	  a	  common	  language	  between	  R&D	  
and	  marketing	  participants	  	   	  

Promote	  R&D	  and	  marketing	  participants	  
recognition	  of	  the	  importance	  of	  the	  
participation	  of	  staff	  from	  the	  other	  area	  
(marketing	  and	  R&D	  respectively)	  

	  

Promote	  changes	  in	  the	  attitudes	  of	  staff	  from	  
one	  area	  towards	  staff	  from	  the	  other	  area	   	  

Promote	  the	  establishment	  of	  processes	  that	  
stimulate	  communication	  and	  collaboration	  
between	  R&D	  and	  marketing	  staff	  

	  

Promote	  the	  establishment	  of	  new	  
organisational	  structures	  that	  stimulate	  
communication	  and	  collaboration	  between	  
R&D	  and	  marketing	  staff	  
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16. Were	   there	   any	  other	   changes	  promoted	  by	   the	   consultant	   that	   helped	   to	   improve	   the	  
relationship	  between	  R&D	  and	  marketing	  staff?	  

	   Yes	  (Please	  specify)	  
	   No	  

PART	  5.	  CONTEXTUAL	  FACTORS	  

17. Please	   evaluate	   the	   extent	   to	   which	   the	   following	   factors	   could	   limit	   the	   effect	   of	   the	  
consultant	  intervention	  on	  the	  R&D	  and	  marketing	  relationship.	  

Consultants'	  characteristics	  

	   Unsure	   None	   Little	   Some	   A	  Lot	  

Consultants'	  expertise	  and	  knowledge	  about	  
the	  consultancy	  area	   	  

Consultant's	  personality	  and	  behaviour	  during	  
the	  intervention	   	  

Consultant's	  working	  style	  (i.e	  ways	  to	  solve	  
issues,	  risk	  management,	  etc.)	   	  

Consultant's	  ability	  to	  communicate	   	  
Consultant's	  ability	  to	  persuade	  and	  motivate	  
company	  participants	   	  

Consultant's	  ability	  to	  understand	  participants	  
and	  situations	  within	  the	  company	   	  

	  

18. Please	   evaluate	   to	   what	   extent	   the	   following	   factors	   could	   limit	   the	   effect	   of	   the	  
consultant	  intervention	  on	  the	  R&D	  and	  marketing	  relationship.	  

Client	  company’s	  characteristics	  

	   Unsure	   None	   Little	   Some	   A	  Lot	  

Management	  and	  operation	  style	  of	  the	  
company	  (i.e.	  level	  of	  formality,	  leadership	  
style,	  evaluation	  processes,	  etc.)	  

	  

Senior	  management	  support	  to	  the	  consultant	  
activities	    
Characteristics	  of	  the	  participants	  (i.e.	  
openness,	  interest,	  time	  availability,	  etc.)	    
Follow	  up	  /	  implementation	  of	  consultants	  
recommendations	    
The	  nature	  of	  the	  relationship	  between	  the	  
consultant	  and	  the	  company	  participants	    
The	  length	  of	  the	  relationship	  between	  the	  
consultant	  and	  the	  company	  participants	    

	  

19. What	  other	   factors	   could	   limit	   the	  effect	  of	   the	   consultancy	  on	   the	  R&D	  and	  marketing	  
relationship?	  
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PART	  6.	  OTHERS	  

20. According	   to	   your	   experience	   in	   IMC	   Services	   please	   indicate	   if	   you	   consider	   that	   the	  
activities	  listed	  on	  the	  left	  of	  the	  table	  promoted	  any	  of	  the	  results	  suggested	  on	  the	  top	  
of	  the	  table.	  (You	  can	  select	  more	  than	  one	  option).	  

	  

Alignment	  
(Establishment	  of	  
common	  vision,	  
purpose	  or	  
interest)	  

Establishment	  of	  
new	  

communication	  
channels	  

Establishment	  
of	  informal	  
relationships	  

None	  of	  the	  
previous	  

Consultant	  facilitation	  
activities	  

	  
	  

Consultant	  promotion	  of	  
joint-‐work	   	  

Consultant	  provision	  of	  
common	  knowledge	   	  

	  
21. Would	  you	  like	  to	  comment	  on	  any	  aspect	  or	  issue	  not	  addressed	  in	  this	  questionnaire?	  

Thank	   you	   for	   participating.	   If	   you	  would	   like	   to	   receive	   a	   digital	   copy	   of	   the	   results	   of	   this	  
survey	  please	  write	  your	  name	  and	  email	  below.	  

	  

Name:	  

Email:	  

	  



	  

	  

APPENDIX	  8.	  DESCRIPTION	  OF	  THE	  CONSULTANCY	  SERVICES	  PERFORMED	  IN	  
EACH	  CASE	  STUDY	  

	  

Participants	   Case	  description	  

COMPANY	  CASES	   	  

Company	  1	  
(Co1)	  
CONCRETE	  &	  
CEMENT	  	  
	  
Consultant	  1	  
(C1)	  	  
INDEPENDENT	  
CONSULTANT
	   	  

Co1	   was	   looking	   for	   a	   consultant	   who	   could	   support	   them	   to	   develop	   their	  
innovation	  process.	  They	  selected	  C1	  after	  reading	  his	  book	  and	  attended	  one	  of	  his	  
innovation	  talks.	  Firstly	  C1	  gave	  a	  talk	  to	  provide	  innovation	  information	  and	  inject	  
enthusiasm	  to	  Co1´s	  senior	  managers	  and	  some	  people	   involved	   in	   innovation	  and	  
new	  business.	  Later	   the	  managerial	   team	  started	  designing	  their	   innovation	  model	  
and	   its	   implementation	   process.	   C1	   provided	   them	   with	   an	   initial	   workshop	   and	  
support	  them	  by	  phone	  or	  email	  to	  generate	  an	  innovation	  model	  proposal.	  A	  local	  
consultant	   facilitated	   another	   workshop	   to	   create	   the	   process.	   Senior	   managers	  
validated	   the	   proposal.	   Finally,	   C1	   ran	   a	   two-‐day	  workshop	  with	   120	   people	   from	  
different	   areas,	   in	   order	   to	   talk	   about	   innovation	   and	   share	   the	   new	   process,	  
structure	   the	   innovation	   architecture	   and	   identify	   areas	   to	   innovate,	   using	   one	  
consultant’s	  tool.	  Later,	  C1	  was	  hired	  to	  coach	  and	  train	  50	  innovation	  mentors	  from	  
different	   areas	   of	   the	   company,	   including	   R&D	   and	   marketing.	   Mentors	   would	  
deploy	  the	  innovation	  model	  throughout	  the	  different	  areas	  of	  the	  company.	  

Company	  2	  
(Co2)	  
AUTO	  PARTS	  
	  
Consultancy	  
Firm	  2	  (CF2)	  
SMALL	  CONSUL-‐
TANCY	  FIRM
	   	  

C2	  approached	  the	  president	  of	  the	  industrial	  holding	  of	  which	  Co2	  is	  a	  member.	  C2	  
offered	  his	  consultancy	  services	   to	  get	   funding	   from	  governmental	  R&D	  programs.	  
Since	  Co2	  had	  made	  a	  considerable	  infrastructure	  investment,	  the	  holding	  president	  
asked	  Co2	  director	   to	  work	  with	  C2	  and	  get	   some	  R&D	  funds.	  C2	  explained	  to	   the	  
company	   participants	   about	   these	   funds	   and	   other	   topics	   related	   to	   innovation.	  
Later	   C2	   had	   a	   couple	   of	   interviews	   and	   meetings	   with	   mainly	   3	   company	  
participants	   to	   identify	   company	   projects	   that	   could	   be	   considered	   in	   the	   funding	  
program.	   Under	   C2	   guideline,	   the	   main	   company	   participants	   prepared	   different	  
sections	  of	  the	  project	  proposal.	  C2	  integrated	  those	  and	  presented	  the	  proposal	  to	  
the	  funding	  body.	  Even	  though	  the	  company	  participants	  were	  very	  sceptical	  and	  did	  
not	  expect	  positive	  results,	  the	  project	  proposal	  received	  funds.	  

Company	  3	  
(Co3)	  
AUTOMOTIVE	  &	  
AUTO	  PARTS	  	  
	  
Consultant	  3	  
(C3)	  
INDEPENDENT	  
CONSULTANT	  
	   	  

Co3	   wanted	   to	   adjust	   its	   technology	   management	   process,	   integrate	   a	   formal	  
process	   of	   technological	   planning,	   and	   identify	   the	   most	   important	   technological	  
targets	   so	   that	   it	   could	   deliver	   innovations	   that	   would	   be	   attractive	   to	   the	  
customers.	   Co3	   started	   looking	   for	   a	   consultant	  with	   international	   experience.	   C3	  
was	   hired	   to	   construct	   a	   roadmap	   (RM)	   and	   establish	   a	   project	   portfolio.	   Co3	  
wanted	   to	   know	   the	   quality	   of	   C3’s	   work	   before	   hiring	   him	   to	   conduct	   other	  
services.	   C3	   conducted	   a	   small	   assessment	   of	   Co3.	   He	   also	   conducted	   a	   3-‐day	  
tutorial	   for	  all	   the	  participants,	  where	  he	  explained	   the	   technology	  RM	  and	  useful	  
templates	   and	   provided	   some	   training	   material.	   Participants	   were	   divided	   into	   2	  
teams	   and	   C3	  worked	   on	   a	   series	   of	   face	   to	   face	   and	   virtual	  meetings	  with	   them	  
every	  2	  weeks	  for	  around	  4	  months.	  Between	  consultancy	  meetings,	  teams	  obtained	  
information	   and	   conducted	   work	   sessions	   in	   order	   to	   construct	   the	   RM	   and	  
consolidate	  the	  project	  portfolio.	  After	  this	  service,	  C3	  continued	  working	  with	  Co3.	  
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Participants
	   	  

Case	  description	  

COMPANY	  CASES	   	  

Company	  4	  (Co4)	  
MOBILITY	  
SOLUTIONS	  	  
	  
Consultancy	  
Firm	  4	  (CF4)	  
SMALL	  	  
CONSULTANCY	  
FIRM	  

Co4	  was	  looking	  to	  diversify	  its	  products	  and	  services,	  so	  it	  wanted	  to	  get	  ideas	  from	  
participants	   from	   different	   areas.	   The	   New	   Business	   area,	   part	   of	   the	   marketing	  
area,	  is	  an	  area	  responsible	  for	  identifying	  new	  business	  opportunities.	  This	  is	  a	  very	  
recent	  area,	  so	  there	  were	  a	  lot	  of	  people	  who	  didn´t	  know	  about	  it	  or	  its	  activities.	  
C4	   and	  M4	  worked	   on	   the	   design	   of	   an	   opportunity	   identification	  workshop.	   This	  
session	   was	   led	   by	   C4	   and	   involved	   more	   than	   50	   people	   from	   different	  
organisational	   areas	   (marketing,	   innovation,	   R&D,	   commercial,	   distribution,	  
finances,	   HR,	   services).	   This	   one-‐day	   workshop	   involved	   some	   presentations	   and	  
multidisciplinary	   activities.	   Finally,	   C4	   provided	   a	   summary	   of	   the	   business	  
opportunities	  identified.	  

Company	  5	  (Co5)	  
PAINT	  &	  
COATINGS	  	  
	  
Consultant	  5	  
(C5)	  	  
INDEPENDENT	  
CONSULTANT	  
	   	  

Co5’s	   holding	   was	   a	   group	   of	   companies	   acting	   independently,	   with	   different	  
cultures,	  approaches,	  etc.	  The	  new	  holding	  CEO	  decided	  to	  improve	  the	  results	  and	  
make	  these	  companies	  more	  homogenous.	  He	  considered	  commercial	  excellence	  to	  
be	  an	  issue,	  so	  he	  hired	  C5	  to	  provide	  training	  to	  sales	  people	   in	  order	  to	   improve	  
their	  competences	  and	  be	  more	  innovative.	  Firstly,	  C5	  tried	  to	  get	  an	  understanding	  
about	  the	  company	  and	  he	  found	  that	  the	  real	  problem	  was	  a	  leadership	  issue.	  C5	  
designed	  a	  two-‐day	  workshop	  that	  involved	  giving	  information	  and	  training	  to	  sales	  
but	  also	  technical	  people	  about	  commercial	  excellence	  and	  innovation.	  But	  C5	  also	  
prepared	   a	   workshop	   on	   leadership,	   where	   he	   provided	   leadership	   tools	   for	  
different	   participants.	   Finally,	   C5	   facilitated	   a	   RM	   session	   to	   define	   innovation	  
projects.	   The	   outcomes	   were	   a	   company	   more	   sales-‐oriented	   than	   technically-‐
oriented,	   a	   new	   manager´s	   leadership,	   a	   RM	   and	   a	   series	   of	   further	  
recommendations.	  	  

Company	  6	  (Co6)	  
FMCG	  	  
	  
Consultancy	  
Firm	  6	  (CF6)	  	  
SMALL	  
CONSULTANCY	  
FIRM	  	  

One	  Co6	   category	  was	   looking	   for	   a	   consultancy	   firm	   that	   could	  help	   them	   to	   get	  
disruptive	  innovation	  ideas	  in	  some	  key	  areas.	  CF6	  was	  hired	  to	  provide	  them	  with	  a	  
methodology	  and	  help	  them	  to	  implement	  this	  in	  Co6’s	  category.	  
At	   the	   beginning,	   CF6	   conducted	   and	   analysis	   of	   the	   current	   structure,	   operation,	  
processes	  and	  metrics	  of	  Co6	  and	  met	  with	  the	  various	  stakeholders	  to	  encourage	  
compromise	   between	   the	   top	   managers.	   Later	   CF6	   provided	   training	   in	   the	   new	  
methodology,	  conducted	  several	  meetings	  and	  workshops,	  and	  arranged	  meetings	  
between	  participants	  and	  external	  people.	   Finally,	  CF6	  organised	   some	  workshops	  
to	   generate	   and	   select	   propositions	   and	   their	   business	   models.	   These	   were	  
presented	   to	   the	   board	   and	   prioritised.	   A	   team	   was	   established	   to	   realise	   the	  
selected	   ideas.	  The	  outcomes	  were	  specific	  opportunities	  and	  propositions	   for	   the	  
category	   as	   well	   as	   an	   implemented	   methodology	   for	   identifying	   disruptive	  
innovation	  ideas	  in	  one	  Co6	  Category.	  
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Participants
	   	  

Case	  description	  

CONSULTANT	  CASES	   	  

Company	  7	  
(Co7)	  
AGRICULTURE	  &	  
FOOD	  	  
	  
Consultancy	  
firm	  7	  (CF7)	  	  
SMALL	  	  
CONSULTANCY	  
FIRM	   	  

C7	   approached	  Co7’s	   president	   and	  offered	   his	   services	   to	   get	   governmental	   R&D	  
funds	  and	  he	  was	  hired.	  Firstly,	  C7	  had	  a	  session	  with	  R&D	  and	  marketing	  people	  to	  
get	   an	   idea	  of	   their	   project	   portfolio	   for	   the	  next	   2	   years.	   Then	  C7	  asked	   them	   to	  
establish	   project	   priorities	   and	   together	   they	   evaluated	   project	   feasibility	   and	  
probabilities	   of	   being	   funded.	   A	   project	   was	   selected	   and	   C7	   had	   several	   work	  
sessions	  with	   participants	   to	   integrate	   and	   review	   a	   project	   proposal.	   The	   project	  
was	  submitted	  and	  received	  funds;	  so	  C7	  followed	  up	  the	  project	  execution.	  During	  
the	  project	   integration,	  C7	   identified	  that	  progress	  was	  compromised	  due	  to	  some	  
differences	   and	   lack	   of	   understanding	   between	   R&D	   and	   marketing	   people.	  
Therefore,	  C7	  organised	  some	  working	  sessions	  with	  them	  to	  modify	  the	  technology	  
management	  process	  since	   their	  process	  was	  only	  partially	  working.	  Co7’s	  director	  
validated	   the	   new	  model.	   Then	   C7	   proposed	   an	   “integration”	  workshop.	   The	   first	  
day’s	   workshop	   was	   focused	   on	   integration	   activities	   and	   another	   consultant	  
conducted	   it.	   The	   next	   2	   days	   were	   focused	   on	   the	   new	  management	  model.	   C7	  
helped	   Co7	   to	   get	   funds,	   but	   also	   provided	   it	   with	   an	   improved	   technology	  
management	  process	  and	  training	  in	  this	  topic.	  

Company	  8	  
(Co8)	  
PHARMA	  
	  
Consultancy	  	  
Firm	  8	  (CF8)	  	  
SMALL	  	  
CONSUL-‐TANCY	  
FIRM	   	  

Co8	   hired	   CF8	   to	   organise	   its	   technology	   management	   activities.	   CF8	   conducted	  
some	  diagnostic	  interviews	  to	  evaluate	  the	  company’s	  situation.	  CF8	  started	  working	  
on	   the	   integration	   and	   validation	  of	   a	   technology	  management	   process.	   They	   also	  
integrated	   a	   manual	   to	   provide	   participants	   with	   some	   guidelines	   and	   tools	   to	  
conduct	   the	   different	   activities	   considered	   in	   the	   process.	   During	   these	   activities,	  
they	  had	  different	  interviews	  and	  meetings	  with	  the	  company’s	  people.	  At	  the	  same	  
time,	   they	   started	   providing	   training	   for	   multidisciplinary	   teams	   in	   technology	  
innovation	  and	   later	   in	   the	  new	  technology	  management	  process	  and	   the	  manual.	  
So	   CF8	   provided	   Co8	   with	   a	   technology	   management	   process	   and	   a	   manual	   for	  
conducting	  the	  different	  activities	  as	  well	  as	  people	  trained	  in	  innovation	  topics.	  CF8	  
was	  hired	  later	  to	  perform	  other	  consultancy	  services.	  	  

Company	  9	  
(Co9)	  
FOOD	  
	  
Consultancy	  
Firm	  9	  (CF9)	  	  
SMALL	  CONSUL-‐
TANCY	  FIRM
	   	  

The	  General	  Director	  and	  the	  R&D	  director	  of	  Co9	  wanted	  R&D	  to	  be	  more	  proactive	  
in	  proposing	   innovations.	  So	  they	  wanted	  to	  prepare	  R&D	  people	  to	  get	  new	  ideas	  
to	   start	  working	   on	   projects.	   The	   human	   resource	   director	   had	   heard	   about	   CF9’s	  
methodology	   to	   generate	   new	   innovation	   ideas	   and	   projects	   so	   he	   called	   CF9.	  
Initially,	  CF9	  interviewed	  and	  had	  meetings	  with	  different	  directors	  in	  order	  to	  learn	  
more	   about	   the	   organisation	   and	   to	   prepare	   an	   intervention	   plan.	   Later,	   CF9	  
structured	   different	   training	   groups,	   different	  modules	   and	   stages.	   CF9	   conducted	  
several	   workshops	   to	   train	   people	   in	   the	   methodology	   and,	   through	   practical	  
exercises,	   taught	   them	   different	   tools	   and	   the	   implementation	   process.	   CF9	   also	  
defined	   the	   roles	  of	  each	  department	   for	  different	  processes	  and	  advised	   them	  to	  
generate	   the	   internal	   process	   required	   to	   implement	   this	  methodology.	   Later,	   the	  
team	  worked	  on	  the	  company´s	  real	  cases,	  in	  order	  to	  use	  the	  results	  of	  this	  training	  
and	  implement	  the	  process	  with	  the	  help	  of	  CF9.	  The	  consultant	  trained	  initially	  R&D	  
people,	   later	   involving	  marketing	   and	   other	   areas.	   CF9	   had	   periodic	   sessions	  with	  
the	   board	   of	   directors	   to	   involve	   them	   and	   understand	   what	   was	   happening.	   A	  
follow	  up	  program	  was	  performed	  after	  1	  year.	  
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Participants	   	   Case	  description	  
CONSULTANT	  CASES	   	  

Company	   10	  	  
(Co10)	   GLASS	  
MANUFACTURING	  
	  
Consultancy	   Firm	  
10	  (CF10)	  
SMALL	   CONSUL-‐
TANCY	  FIRM	  

Co10	  was	  losing	  money	  so	  it	  wanted	  to	  find	  innovative	  ways	  to	  make	  profits.	  The	  
managing	  director	  contacted	  CF10.	  CF10	  conducted	  a	  free	  pre-‐proposal	  workshop	  
to	  understand	  the	  business	  and	  its	  problems	  and	  to	  present	  an	  action	  plan.	  CF10	  
was	  hired	  to	  conduct	  a	  strategic	  business	  model	  innovation	  and	  help	  Co10	  to	  think	  
different	   about	   its	   competitive	   strengths	   and	   to	   innovate	   strategically.	   Firstly,	  
CF10	   conducted	   a	   one-‐day	   executive	   workshop	   to	   get	   valuable	   insights	   for	   the	  
project,	   teach	  them	  some	  of	   the	  tools	   that	  he	  would	  be	  using	  and	  get	  executive	  
team’s	  compromise	  to	  support	  the	  process.	  Later	  CF10	  inspired	  participants	  from	  
different	  areas	  and	  levels	  of	  the	  company	  and	  stimulated	  their	  divergent	  thinking	  
in	  a	  series	  of	  workshops	  using	  different	  tools	  and	  techniques.	  Lots	  of	   ideas	  were	  
obtained	  and	   some	  of	   them	  were	   converted	   into	  prototypes	   in	  order	   to	   receive	  
feedback	   and	   analyse	   their	   feasibility.	   Finally,	   the	   participants	   implemented	   the	  
selected	   ideas.	   Additionally,	   the	   consultant	   worked	   on	   the	   structure	   of	   the	  
company	   and	   some	   cultural	   aspects.	   CF10	   provided	   a	   collaborative	   process	   to	  
identify	   new	   ideas	   or	   business	   processes	   and	   some	   recommendations	   for	  
organisational	  changes	  to	  get	  the	  organisation	  more	  customers	  facing.	  	  

Company	   11	  
(Co11)	  
PLASTIC	  
MANUFACTURING	  
	  
Consultancy	   Firm	  
11	  (CF11)	  
SMALL	  
CONSULTANCY	  
FIRM	   	  

Co11	  Managing	   director	   hired	   CF11	   to	   help	   him	   develop	   new	   products	   to	   solve	  
some	  Co11’s	  problems.	  CF11	  integrated	  3	  multi-‐role	  teams	  of	  8	  people	  according	  
to	   their	   profile.	   Each	   team	   worked	   on	   the	   development	   of	   a	   new	   product.	  
Consultancy	   included	  2-‐day	  workshops	  with	  different	  consultants	  every	  3	  weeks.	  
However,	   the	   participants	   interacted	   and	   worked	   during	   the	   week	   to	   perform	  
certain	   activities	   and	   implement	   in	   their	   project	   the	   knowledge	   acquired	   during	  
the	   workshop.	   Consultancy	   involved	   (i)	   an	   initial	   workshop	   where	   the	   senior	  
managers	   present	   the	   challenges	   to	   work	   (ii)	   an	   ideation	   workshop	   where	   the	  
teams	   captured	   data,	   analysed	   the	   strategic	   problems	   to	   be	   solved	   and	   learnt	  
different	   idea	   generation	   tools;	   (iii)	   a	  workshop	  where	   ideas	   and	   solutions	  were	  
transformed	   concept	   prototypes;	   (iv)	   a	  workshop	  where	   participants	  worked	   on	  
the	   design	   of	   a	   prototype,	   how	   to	   test	   it	   and	   the	   implementation	   plan.	   At	   this	  
stage	   teams	  started	   involving	   the	  rest	  of	   the	  organisation	   in	  order	   to	   implement	  
the	   new	   ideas.	   CF11	   helped	   participants	   to	   implement	   this	   process	   in	   the	  
organisation.	   During	   those	   workshops	   the	   participants	   worked	   on	   the	  
development	   of	   a	   new	  product,	   but	   also	   received	   training	   and	   learned	  different	  
tools.	  

Company	   12	  
(Co12)	  
CONSUMER	  
GOODS	  
	  
Consultancy	   Firm	  
12	  (CF12)	  
SMALL	  
CONSULTANCY	  
FIRM	   	  

R&D	   VP	   hired	   CF12	   because	   he	   found	   that	   even	   though	   Co12	   had	   a	   product	  
development	   process,	   they	   were	   spending	   of	   a	   lot	   of	   time	   doing	   market	   and	  
consumer	  research	  and	  get	  the	  product	  ready	  to	  launch	  and	  then	  the	  product	  dye.	  
CF12	  started	  to	  work	  with	  participants	  from	  different	  areas	  in	  the	  development	  of	  
a	   new	   product.	   So,	   CF12	   showed	   participants	   how	   to	   obtain,	   analyse	   and	  
understand	   information	   from	  customers.	  Also,	  CF12	  attended	  different	  meetings	  
at	  the	  company	  and	  set	  up	  office	  hours	  with	  the	  participants,	  to	  understand	  and	  
talk	   about	   some	   of	   the	   problems	   that	   each	   group	   was	   having	   within	   the	   new	  
product	  development	  process	  (NPDP).	  During	  those	  office	  hours,	  CF12	  suggested	  
group	   meetings	   to	   solve	   problems.	   During	   those	   meetings	   CF12	   (i)	   brought	  
everybody	  into	  the	  room;	  (ii)	  started	  talking	  and	  identifying	  problems	  in	  the	  NPDP;	  
(iii)	   taught	   and	   helped	   participants	   to	   use	   new	   tools	   and	   methodologies;	   (iii)	  
invited	   VP´s	   and	   senior	   people	   and	   show	   them	   the	   problems	   between	   groups,	  
provide	  them	  with	  feedback	  and	  convinced	  them	  to	  change	  certain	  processes	  and	  
organisational	  activities	  and	  (iv)	  assigned	  activities,	  recommended	  changes	  to	  the	  
current	   process	   and	   structured	   cross-‐functional	   teams	   as	   well	   as	   a	   process	   to	  
evaluate	   products	   and	   (v)	   helped	   R&D	   and	  marketing	   people	   to	   go	   through	   the	  
NPDP.	  Finally,	  CF12	  provided	  a	  process	  that	  allowed	  earlier	  evaluation	  of	  whether	  
to	  continue	  funding	  a	  new	  product	  development	  or	  not.	  CF12	  continues	  to	  work	  
with	  Co12.	  
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