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1 INTRODUCTION

Thisst udy was under t akrenmarketing inthe spniagoft2@16.0 s
The aim of the studys to investigate the role aharketing communications ineh
innovation commercialization process startup companiesThe inspiration for
research cam&om an IT stadup company in 2015 whictvas at the time facing
challenges in commercializing their product dudattk of experiencen marketing
The goal of the studyis to offer guiddines for startup companieson utilizing
marketing communicatiatools in the commercialization process ofnovative

products

The introduction chaptepresents the existing background for the topic of resgarch
t he s puwdsg, argunents for its importanceand the research questis
relevant to this study. Following that, we will discuss thesenresearch methods,

key concefs andthestructure of the study.

1.1 Research background

The significance of entrepreneurship and boess growth to commercial
broadcasting and the process of innovatisrclealy reflected incurrent media
coverageand researchThis view supports the idethat there is an obsrvable
gradually orgoingstructural changtaking placaen economic and industrial aeity.
The trend isthat certain pattern®f changehave begun to transfer from large
smaller companiedt is drategicallyimportant foran economic boonto coincide
with suitable conditions for the emergenof stadup companiegshat manage to
obtainleadership positions ithe internationalmarket. This isespeciallyimportant
for countries such akinland where the size othe domestic market isertainly
limited and possible growth is sougtitrough the international market(Sipola
2015:17)

The sartup boom andncrease in entrepreneurial fodosgan to emerge in Finland
after the turn of the millenniumrhe success of Angry Birds andg&ucell have
worked as role models fetartup companis. The tend has affected universities and

polytechnic schools, and various forwisstartup and entrepreneurial activibave

t

h €



found their place within the stamp community. Ideaifching events business plan
competitions anabther startup businesselated events and prograrhave become
more common(Sipola 2015135)

Finland is one of the top countsiknown for innovation Finland has several
strengths irboth existing innovation systems and furthesearch and development.
Companies in the prate sector have especiallypeessedthemselves in terms of
supportinginnovative research and developmeBten though mostinnovations
come from theindustry and public sector, starp companiestoday form
considerablesourcefor novel innovations.(Tilastokeskus 201 However, starup
companies can rarely act entirely independerdl/sometimes the success of an
innovation may require coordinated actions from several proponergach as
dusinessangeld6 f or financi ng, regoaimsnidtstandards, t o a
etc (Herdmanet al. 1995: 26). EventhoughFinland is considered to be one of the
most innovative countries in the worlihere are not amany highgrowth firms and

international sucess stories as one might expégipola 205: 21.)

Evenif corporations make great innovatiprieey cannot carry them overto the
consumer market withowt proper commercialization procesdommercialization is
how a company seek® profit from an innovation that is refined into products,
processes, oservicesused or sold in the markdHerdmanet al.1999 22.) Finland
and Scadinavia are the top countries in successfulgmmercializing new
innovations because of their highly educateorkforce anda wide range of know
how. As he grossamaunt of commercialized productprocesses and services is
difficult to calculate there is noexactnumber that can be giveithe numbers on
successful processes of commercialization can be meaBurexkamplethrough
patents which give a directionastimate of how many innovations have been

commercialized.(Tilastokeskus 2012
1.2 Importance of research topic
In the current era that is dominated by information technolsgytup companies

areconsiderable competitors in the field of innovati@artups are ofterseenas a

source for new innovations because theyassumed to be more innovative than
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more establishedifms. (Criscuolo et al. 2012). Criscuolo et al. (2phave found
that startups differ from established companies in their innovadictivities as star
ups have a higher probability to generate product innovations thanisstdbl
companies. However, even thougiartups are praised for their success in
innovation the commercializgon process has a vital role iestifying to the
potential benefits The process is complex and requigesariety of knowhow,
which is why starups may face challenges implemening their strengthsn a
successful way (Kajanus et al. 2011).gAod evidence for the existence of such
challenges ighe fact thatonly one in three thousand innovations auecessfully
commercalized (Stevens & Burley 19%7 Problems in the commercialization
processare often relaedto thec o mpani es é strategic zone

market creation ahsalescreation Aarikka-Stenroos & Lehtimaki 2004

Traditionally, marketing is seen as a mix or combinatiothe#P’s product, price,
place and pmotion. In this thesis, we concentrabe the role of marketing
communicationswhich refers to thggromotionof the 4P’s. According to Vuokko
(2003:11), companies are abws communicating, regardless of whettiexy do it
on purpose or not. Product, placalqrice are all signalsentto the communications
receiver but marketing communications orgonotion reérsto communicatiorthat

is done intentionallyvith predetermined goalsuch ago arouse interest dhe urge

to purchase the product, to budgbositive image about the company or to maintain a
relationship with stakeholders (Bergstrom & Leppanen 2@IR). We chose to
concentrate on markey communications because want to figure out howstart

up companiescould betterreach out to the potential customers and other
stakeholders. Athechallenges ithe commercializatioprocess of a new innovah
often relateto market creatiomnd sales, & believe that marketing communications
havea crucialrole inthecommercialization procestself. We believe that marketing
communications havé¢he potential toenhance the possibilitiesf a company to

successn theircommercialization process.

Start-ups have a major role in creatimpovations but they may have trouble with
commercializingthem This is whywe decided to investigafgocess ofnnovation
commercializationand the more detiled the role of marketing communicatson

within the process. We found no earlier studies on the relationship between the



11

process ofinnovation commercializationand marketing communicatisnwhich

greatly affectedur decisiorto choose thisesearch top.

1.3 Research questions

For this studywe formulated a singlenain research question and four gplestions.
The subquestionsare designed to support the main questibime main research

question is:

1. What is the role of marketing communications iman innovation

commercialization processf a start-up company?

The purpose of the main question isitwestigate what kind of role marketing
communications antities and actionsplay in a commercialization process in
general. Answering the main questiorequires answering the set of fowub

questions:

2.What stagesdoes annnovation canmercialization process include

3. What activities need to be considered in order tcexecute marketing

communications?
4.What marketing channels are included imarketing communicatiors?

5. What kind of challengesdo start-up companies face duringthe

commercialization process?

The purpose ofhe subquestions is to search far frameworkthat combinesthe
commercializationprocess and marketing communicasioiihe first sub-queston
focuses on mapping othie stages o commercializabn processThe fcond sub
guestionexamineghe activitiesor tools of marketing communications that are used
during the different stages od commercialization processhéthird subquestion is
concerned with thechannels that are used with different tools of marketing
communications. The fourth subquestion investigates the challenges af

commercialization process.
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All the research questions are consideredtwa differert levels which arethe
theoretical level thatoversprevious researchand the empirical levelconcerned
with the data that we gatheztfrom the conductedhterviews.Our aim is to combine
theoretical knowledge with empirical expancebasedknowledge sdhat we might
highlight culminaion poins, differencesor other emergingsstes that arise from
comparing theoretical knowledge with empiricklta. By doing so we are able to
present a empirically tested framework that caact as a guideline for staup

companies in their commercialization pro@sss

1.4 Research methods

This thesis follows the principles of qualitative reseasshour aim ido obtaina
holistic, descriptive and clarifying view of our research tofar research plam
short is to firstexamine previous research on the topiuild a theoretical
framewak, then gaher experiential knowledge toompare with the theoretical
framework, ultimately followed by the relevant conclusiofie primary datais
collectedusing semistructured intariews. The empiical research data consists of

four interviews. The exact methodology is discussed in further detail in chapter five.

1.5 Definition of key concepts

Innovationis the purposeful resulbfa c ompany 6 s aewikdowledge t
and apply itin product development, processes, organizational desagual
combinations of inputs and markets (Fagerberg et al. Z)0Bn innovation can be

a rather simple addition to existing knowledge the invention of radically new
technology(Hansen et al. A®).

The purpose ofan innovation commercialization processs to profit from
innovations which are transformeéto products, processes or servicesavoduct
development processand later sold to customers. Within @mpany the
commercialization process implies scaling up from prototype to volume
manufacturing andhllocating greater resources to marketing and sales activities.

(Herdman 199%00) An innovation commercialization process incladseveral

o

c
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stages and steps whichake the process challenging and compl®attia et al.
2014)

The concept of atart-up companyhas become popular only relatively recently.
There is no on@recise definition, buthere are common features that can be found

in manydefinitions According to Yankov, Ruskov and Haralempiev (2014), stigrt
companies create innovative products or services, which require brgnupf
investments in a situatowher e future returns are unceé
Lalil (2014) define stadup companies as ewly founded companiesor
entrepreneurial ventures that are in a stage of development and market research.
According to them, statips are often technag-oriented projects since thénave

the greatest potential for growttMoilanen (2013) from the Insttute for the
Languages of Finland describes stgrtcompanies as yourgpmpanies thaare at

most a few years old and whose existendeagsed a innovative ideas. Moreover, a
startup companys in the process afievelopingits first product anahot yet making

profit, but is seekingjuick gowth. Based on these descriptiong have forrad our

own suggested definitiorstartup companies are newly founded companies whose
business dea is based on some innovatiastartup companies” turnover and
personnksizeare not in the process of increasing enougméet the criteria o
high-growth enterprisgTyo- ja elinkeinoministerio 2013). Nonetheless, we argue
that startup companies are aiming goow rapidlyin the future.

Marketing communicationscomprie all the inteaction between a company ansl it
stakeholders, whose aim te positively affectthe productivenesef marketing
(Vuokko 2003:17). Marketing communicatics are intentional communication
which has predefined goals that are pursued to achveusing diverse
communications tools and channels. Traditional classification for marketing
communications mix tools includes personal selling, advertising, sales promotions
and public relations (Pickton & Broderick 2005: 16).

Digital marketing communicéions referto communication and interaction between
a company ora brand and its custometsy the use ofdigital channels (e.g. the
internet, email, omobile phones) and information techmgy (Merisavo 2008). We

proposea broadened understanding of teem based on Merisavo’s definition that
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includes all stakelolders of a company as recipierd§ any communcations or

interaction, as opposed to only including the customers in this category.

1.6 Structure of the thesis

Sofar, the introductiorchapterhas shed light on the background amgbortance of
theresearch topidNe have established the purpose,rsearch questions, methods
and key concepts of the studyo conclude the introductiome move on to building

a theoretical framework.

The frst theoretical chapter is focused theinnovation commercialization process.
Types and elements of innovatjannovation strategieshe creation of innovations
and productevelopment are themes that guide réneder towardan understanding

of theinnovation commercialization process aihé relatedchallenges

The ®cond theoretical chapter is abautirketing communicationg’he impactof
marketing communations, the planning andolsinvolved integration,and dgital
channel s f or key isshesThecdinaip to €angirgct a comprehensive

view of marketing communications.

Thetheoretical framework isnore thoroughlypresented in the fourth chapter of our
thesis. Itis built to combinetheoriesregarding theinnovation commercialization
process and marketing communications. Theoretical framework is the basis

which our research is built upon.

The fifth chapter covers our research methodalddne pilosophical assumptions
that guidel our methodolomal choices are discussed in the begig. This is
followed by an overview othe research methods, analysis processq reliability

and validity issues

The sixth chapter of our thesis comprises an analysis of our research data which is
presented in ghemaic order that followsrder ofour theoretical framework. In the

chapter, we draw comparisons between theory and empirical Alayarelevant
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quotations from thénterviews are presentedlearlyto enhance th&ansparency of

our analysis.

In the final chapter we presenta new startup-verified framework, answeto the
research questionsnd discuss the theoretical and managerial implications of our
study The startup-verified framework is formulatecdbased on our theoretical
framework but altered to meg¢he commercialization process afstartup company.

In other words, we combine tlieeoretical andrapirical knowledgegathered during

the research process. The stgrverified framework is applied in answering the
research questiongs we see it athe main result of our workAs long asthe
resarch questions can be answered with the help of theugtastrified framework,

we will have succeeded iulfil ling the purpose of our researchn the last part of
conclusion the limitations of the study, alog with further research questions are

presented.



16

2 FROM IDEA TO INNOVAT ION COMMERCIALIZATION

In this chapter we explain what an innovationwhat isincluded in an innovation
strategy, how ideas and innovations can be cremtddvhat stages are comprised

new product developmenprocess We also present a theory of innovation
commercialization based oDattad st al. (2014)framework for the innovation
commercialization process. We also examine different challenges companies may

encountewhencommercidizing their innovations.

One of the biggest challengder companies today is to copsith the rapid
development of technologgnd masteringcompéing innovatons. In the past,
companiesusedto direct new innovation development only tteeir research ah
development (R&D) department to ensure a continuing process of innovation
Today, innovation creatioand innovation consciousness are the responsibitfies

all departmentsin addition to the research and development department, innovation
may be theaesponsibility ofproduction, marketing and finandepartments. That is
why companies have been forced to change their operations stategies
(Tschirsky & Trauffler 201Q 3.)

A good process of innovation and product developrakmteare not enougto bring
innovations tathe market.Many studies suggestat effective commercializatiorof
innovationis vital for companies to realize the potential benefitmobvationand to
survive in a competitive market environment (Kajanus et al. 20112).
Commercialization is the procewough which companigsrofit from innovations
which are transformed to products, processes or services and later tha@ldnarket

to customers. Within a company, the commercialization process carries the
implication ofscaling up from a prototype to volume manufacturing and allocating
greater resources to marketing and sales activ{tteesdman 1995500, Innovaton
commercialization meansfinding potential products from innovations and
transforming theminto productsready for the market The @mmercialization
process sets multipleomplex challenges for companies, especially for thasine

field of high technologyCommercialization can be demanding for companies, as
different activities, resources and exteroganizations whose aim i® bring a new

product tothe marketare neededThe marketenvironment can already be highly
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competitive and the ability to commercialize new products is an important factor
that providesseveral benefits ta company. (Kajanus eal. 2011:1.) Bigger
corporations can establish innovation commercialization with internal actieisies
they have internal resources to do thair smaller companigst is common to
collaborate with others. Small technology companies especially ughdrnal
knowledge andcapabilityto create oracquireinnovationrelated network around
thenselves with the aim ofpeethg up their commercializatiorprocesses and
reducing riskand costs(Pellikka & Malinen 201412 13)

2.1 Innovation

Innovation studiebegan to emerge as a sepafahl of studyin the 1960sSince
then the development of @efinition of innovdion hasinterested people ithe field
of researchFagerberg et al. 2002). Thedefinition of innovation has changed in
several way®ver he yearsas researchers have investigtee nature of innovation
for decades. The main issue amaageachers is the overlap afarious definitions
of innovation there is a lack of clarity on the issas there is namne official
definition. A generadefinition of innovation that includedifferent disciplines and
coveed different aspects of innovatiowould ke benécial to have due tahe
frequent usef the termin current researct{Baregheh et al. 2009.

Earlyinthe 1996 s , Wsated thainnovation can beeenasa basic operational
change in a specific process or complex product aboentera wholenew market.
Innovation shouldalso be visible and must offer a lasting impa¢Webster 1990:
209) The concept of innovation has begevebped considerably over the last four
decades Researchers have considered innovation to beeparatearea of
development. Todaynnovation is seemather as g@roblemsolving process thatie
specific result of individual actions where several departsnehta company are

commonlyinvolved. (Hidalgo & Albors 20085.)

An innovation is commonly deribed as a creative idea whose intensity varies
depending orits impact on the consumer and any competitors.npvation can be

a rather simple addition t@n existing area oknowledge orthe invention of a
radically new technology(Hansen et al. 20151.) Fagerberg et al(2005) see
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innovationas t he purposef ul result of a compa
and apply it in product development, pesses, organizational design, and
combinations of inputs and markgtsagerberg et al. 2005%). From a profitability

point of view innovation is utilizing existing knowledge to createew product or

service thatthe customerwants. Innovation can aldoe an adoption of new idea

within organization even the idea itself might not be néAfuah 2003: 3.
Altogether,innovation can be ats simplest the improvement ah existing product,

process, method @ystem which is essentially the implementatiasf an idea into

action

Innovations have a great strategmportance in corporations because innovations
are seen aa part of the journeyto achievefuture success. Within aorganization
innovations are the source of creating value and sustaatogpetitive advantage
(Baregheh et al. 2009 0On the other handincreasinglydemanding competitive
circumstances force companies to maintain continuous innovation procesises
products, services and productiorogesses. (Hussey 1993.) Zahra andCovin
(1999 propose that innovation could be considered to be theblbied of a
company survival ability and growh. Bessan et al. (20D®valuatethat innovation

represergthe core renewal process in any organization.

2.1.1 Different types of innovation

Definitions for several types of innovation can be found within the field of
innovation studies, such agchnological innovation, market innovation, social
innovation, product innovation, process innovation, radial innovation, incremental
innovation etc. Qassifications depend on thesearché&rs poi nt stufly vi ew
theme Eventhe termdnnovatiod6 i s i n i tnsuli-tirhendionakcdnheept t o a
comprising variousypes (Prajogo 2036 In this chapter, we us&fuah6 s ( 240 0 3 :

15) classification of the nature of innovations as a hagiere innovations are sorted

into two classes: incremental and radical innovations. Another pofdaksifecation

for innovations that sees frequent use in both literature and research makes the
distinction betweenprocess and product innovations. These two dimensions are
presented infigure 1 as a matrix (dimension of innovation space) whtre

horizontal axis show$§ wh a t i s cthhaen gwedarot iacnadl axi s dis
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extenttoc h a n @esant et al. 19977.) Practical examples of different innovation

types are listethtable land pl aced i nto Bessantdas figu
In theseexamples, transformation and service innovations are not consizkradse

of focus onthe twomain types, process and product innovatiPrmjogo 201pin

the dimeion of incremental and radical innovationschinological innovatiaawill

be discussethter more detailed

Transformation

Radical

Perceived extent of change

Incremental

Product Service Process

What is changed

Figure 1. Dimensions of innovatia space (Bessant et al. 1997)

Table 1. Examples of different innovations

Process innovation Product innovation

1 Longer breaks fo 1 Remote contro

Incremental innovation operators in with extra button
manufacturing 1 Toilet paper with
Kaizen tool softer material
1 Automatization in 1 Tablet computer ir
o . lant the beginning of
Radical innovation P
1 The era of 2010.
outsourcing 1 New technology
manufacturing to like 5G network

submanufacturers
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Praduct innovation refers tadding new components, feetg and technologies to
the product Prajogo 201% The purpose of product innovation is to incregbe
performance characteristidsat addto thevalue of the objectively new oimproved
versionof the product Product innovation inades actiities like design, research,
developmentand also licensing technologies, patem@is trademarks. (Li & Pan
2015.)

Process innovation is the improvement ofproduction processes othe
implementation ohnew or remarkable improved delivery meth&igjogo 2016Li

& Pan 2015:136). Process inraiion has amssential strategic role as it cagrease
a firmds c a p a bsoniethihgy bettertban their campatiters (like
manufacturing). Making somethirggtter or totally different from others gives the
company a significantompetitive advaage anda powerful tool for corporationt
compete with. Through process innovatiortorporations can increase ithe
performance, be faster and obtain lower production codtis higher quality.
(Bessant et al. 19975.) Many corrations use process invation to reduce
production costswhereagproduct innovations used to improve the overall quality
of the produc{Prajogo 2016)

An innovation can be called radicaliifrequires new technologicahkwledge to
exploit it. Thetechnological knowledge eds to be very different from existing
knowledgeand makeearlier knowledge obsolete. Radical innovations create totally
new market situationsas companies are forcéd adapt to new knowledge and
technology, and utilize them. (Afuah 2003%.) For examp, theimplementation of

4G networks required telgperators to make new deals for mobione
manufacturers to produce mobilphones that could utilize 4G networks.
Additionally, teleoperators hatb change their product portfolio to offer 4G services
to consumers. Radical innovations contain higher levels of unugrthecause
radical innovations requirexploration activities. This is whgadical innovations are

a high risk project focompaniesAny links to an existing knowledge basise more
tenuous. (Bessant et al. 20\ Biterature has pointed out that radicatawvations are
necessarynce in the whileso that changes iknowledge can happen amdi r ms 6
ability to offer new productwill remain (Afuah 2003:1415).
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The major difference in dical and incremental innovations is thhé ideology in
radical i domgsvoanteit ochni nigsvhdd@dinfinereneental idnovation

i t doingt e s ame tliciememtal m@ovatioa rerdly concerned with

minor problem solving likekaizenculture inorganization. Kaizen is a tool dfie

Lean philosophy (Toyota), whose aim is tleentinuous improvement othe
organi zationds processes.ionCradiog mmovatiog t o i
requires anigher level of risk. (Bessant dt 2013) Eventhoughradical innovations

are hghlighted in literature to bgame changergshe benefits from incremental
innovations are also significant. Studies in incrementatgss development suggest

that the cumulative gains in process efficieacy much great over time than gains

from occasional radical changes. For example Japanese high standaédt ot a |
gual ity man argsalinoé many sustased intreamental innovations and
changes. That is why thedea of 6cont i rhasoacavedilatspof 0 v e me
attention in the past years. (Bessant et al. 189%)

Technolagical innovation is defined as tsaccessful adoption of a technolelggsed
invention for products and process&schnological innovation can leiher product

or process innovatignbut it must be somethingentirely new or a significant
improvement in the market, thedustryor at least for the company. Amvention is

not a technological innovation until the effect tdfe innovation is expandedo the
marketand it produces economic benefir the company. &chnological product
innovationcan be the adoption efew teehnology or devising new ways of use for
existing tchnology. In the case of a technological improvement to a product,
innovation can emerge, e.g., from applying a higperforming componenbr
materia) or involve a newsubsystem of the product. Tenological innovation can

be described as a new combination of components or a redesign of the relation that
was previous establishégtween component®OECD 2005 31) A goodexampe of
technological innovation ishe previously developed4G mobile network andhe

moabile phones which includéG networksupport

2.1.2 Elements of good innovation

Innovation alone may not always result in Imess or besuccestil. However, there
is evidencethat certain factors are more strongignrected to innovation success
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thanfor others. If the right business circumstances are not met, it is difficult to secure
the success of an innovation. To defeglements of good innovation, we also need to
clarify what factors needo be taken into consideration for an innovation to be
successfulThe real test for theucceskilness of innovatioms nota matter of shar

term observationbut it can be rather &m through sustained growth that invohaes
continuous process ofinvention and adaptation irthe long term. The right
combination of new ideas and receptive megkat the same time can make an
innovation a relatively easy success. It is an entirely @iffe matter to repeat good
performance consistently and make the overall innovation gsoand its
contribution to growth successfiiBessant e al. 19937.)

As innovation types differ from one another quite notalitlys challenging to answer
to whatthe elementsfagood innovation really ard hat is whyinnovation should be
considered more as a processt a single event, and managihgs suchThe most
important factor in the creation eficcessful innovationis routines thatre learned
over tme and lirough experience. Inmation routine development is strongly
connected to successful innovation managemethpanject leadership performance
Successfl innovation management coveats the departments of a company, as they

are all involved in thinnovation process. (Bessant e al. 1989)

Although Bessant et al. (1997) pomit that inn@ation should be considered to &e
process Cooper (200212 13) lists key drivers for productninovation. The ifst
driver istheincreased globalization of markets. Tod#eforeign marketsare more
accessible than evéefore which leads tosignificant gportunities for innovation
Product innovations havihe possibility to spread wordide by being targeted at
the global métets and thus may achieve international succass £conddriver is
increased competitivpressure. Nowadaysompanies are under a great deal of
pressure to secure or maintain a competitive advantage because of the highly
competitive nature of the mariseln addition to being a sustainable advantage over
competitors, aw product innovations are seen asessentiafactor in gaining a
market leadershipposition The third driver is theadvance of technology.
Technological innovations and the amount whimble knowhow are currently
increasing exponentiallyn number. This has resulted mew ways of solving

problemsandthe creation oproducs thatwe could nothaveeven dreamd abouta
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few decaes ago. Theevelopmenbdf technology has not been himddevenby the
slowing down of economic growtkvhich has added to the competitive presdore
companiesThe burth driver is the continuous changecimstaner needs. Customers
consistently awaihew product innovations. These circumstances are thet refsiine
market® influence on comparses @re rrequioed hoahave oar . C
continuous output ohew innovationsand improved solutions to satisfy consumer
needs. Companies thaan respond to consumeeeds by commemiizing new
innovationshave a great potential @ain aleadership position withirthe market.

The fifth driver is the shorteningof product lifeycles. Product development is
speeded up by the market. A new product no longer remains in use foo-tere

years as the life ofa product is these days closer téea years orevenmontts.
Companies are pushirmut new and improved products to the mada@ttinuously

The reason for changing from one product to another may be that the new one is
simply better, but it can also bat the improved product makes the old one
obsolete To make the lifeycle longer and keep competitors behiadtew product

must fulfill four requirements: value, rarity, inimitabiljtyand insubstititability.
(Cooper 2004: 13

2.2 Innovation strategy

In ealier studies seekingnnovations has been foumal be one of thenosteffective
competitive stategies in present day businesteTroleof strategy is not only to
produce a competitive advance, butdaiso sustain it(Prajogo 2016).Innovation
strategies can be definaabs successful implementatisrof creative ideas within
companies, whicldeliver value to cstomers (Hurley and Hult 1998 An effective
and successful innovation strategy gives a great advanite tcompany when an
innovation fulfills four conditions: it givewvalue to customers, it differs from
competitors, it is difficult to imitate and it cannot be substituidte four elements
of value, rarity, inimitability,andinsubstitutability formthe competitie value of a
innovation strategy in terms dlusiness performanc@r@jogo 201k Bessant et al.
(1997: 72) list threeessential ingredients for successfanmulating acompany s
innovation strategy. Theyare t h e companyos mar ket posi

capability,and the organizationgrocesses followed by the company.
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Innovations play an imponé and central role in companies, and act as a competitive
resource, yet they also formnaajor urce of uncertainty. This why corporations
should define and implemeatdetailed innovation sttagy. (Bessant et al. 19957)
Different kinds of frameworks fomnovation strategy implementation hakeen
presentedn both literature and research on innovation: innovations can be sorted
int o Arational i 3$tsd 0a hep [@Baskant@rab HMOOMIBA IAN
innovation strategy can be offensive, defensive, imitative, dependent, traditional or
opportunistic (Afuah2003: 126127). Additionally and usually strategies can be
categorized oprocess or product innotians. (Cooper 200491.) Examples of these
innovation strategy frameworks arpresented intable 2 Product strategies are

discussed in more detail next chapter.

Table 2. Examples of different innovation strategies (Afuah 2003: 30, AfuaB003: 127, Bessant
et al. 1997: 5761, Prajogo 2016.Garnsey et al. 2011)

Rationalist A linear model of rational actions for companies whtre
approach strategy consists of describing, analyzing and understandin|
environment, determining a discipdirof actions and carrying o
the decided actions. This approach helps firms to be conscig
trends ina competitive environment, to prepare the changing
future and ensurthatthefimés attenti on i
short term and the long term

Incrementalist| Incremental strategies doubt that firms can completely under
approach the complexity and change abusiness environment. Therefg
companies need to adapt new information and understandir
its strategy and make considered steps towards the set Tdrgg
firm evaluates and measures the effects of eachasteépadjsts
the objective if necessary.

Offensive Involves frst-movers in the market, high uncertainty, mar
strategy pioneers,and the possibilityto establish new standards (e
technology)
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Defensive A defensive str at e groduet toraachthe

strategy market and orrecs the mistakesof the previous producby
launchingan improved versian

Imitative An imitative strategy involves waiting for th@oneersto resolve

strategy technologicabnd marketelated uncertainties. Thesk is to miss
thefirst-mover advantage

Dependent The company takes a subordinate rtdea stronger firm. I

strategy commits itself toproduct changes only whehe customer otthe
superior request. E.g.,external manufacturing sites (EMS).

Traditional A firm makesfew changes to products with the primary aim

strategy offering thelowest cospossible.

Opportunistic | A company looksfor a niche market,and a segment wherg

strategy custaner needs have not yet been fulfilled

Process In a process innovation strategy the sourceanf competitive

innovation advantage is often hidden internally withthe organization

strategy which makes imitation difficult. The main focus is to deli
faster, cheaper, more flexibletc, goods.

Different innovation stratges showthat even the incumbent company is not first in

the market wh its groundbreakinghnovation,it may be because of ttteo mpany 6 s
innovation strategylf the company is succeeded to make right strategic decisions
early, it can build the rightompetences and complementary assets and even form

the ideal environment in which is going to operate on. (Afuah 2Z2®B:
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2.2.1 Product innovation strategy

Li & AtuaheneGima (200} definea product innovation strategy ageflection of a
companyoOs ¢toodaveioptandenratket products that are newheo firm
and/or the market. A similar definition comes fréddobert Coopr (2004:53): fa
product innovation strategy is a strategic master plan for new predéatry irto
the marked Product innovation hagceived more researettentionin the pasthan
process innovation because it is more visible to customers and has age=igal
to open new market&Essentially new product innovations offenultiple customer
valug not onlynovelty itself. New products meatbetter performance and features
compared to the products offered by gmtitors. The customaran sedettervalue
relatively clearly which is in part e result of product innovationProduct
innovation can be seen as to make it more likeiythe consumeto buythe product
manufactured by the company. Thisoise aspect athe competitive advantaginat

product innovatiorcan provide(Prajogo 2016

Researcherunda strong link between product innovation strategy and corporation
perfamancea | r eady i .nCoopen €98%) Yvas @rief the firstsearchers

who investigatedhe performance impact of product innovation strategiepended

how product strategy isied to performance resultdNystrom and Edvardsséns

studies orcompaty development strategies (1977, 1978, 1980) and Bdlen and

Hamilt o n 6 s New BréducoManagement for the 1980982)also give similar

results regarding theonnecdbn between new product strategsd performance.

These studies have proved thilaé product innovation strategy is omd the key
elemenstoac or por ati onds s BIETTEsSsS. (Cooper 20014

It is not always clear whethercarporation will succeed with itproductinnovation
strategy: e.g., a@trategy can emphasizbe wrong elementsnithe current market
situation This can potentially lead to poor decisions being made within the
corporation. InProduct leadership: Pathways to Profilablnnovations Cooper
(2004) evaluates six elements and their impact on product innovation stiEtegg

six strategybuilding blocks are helpful imew praluct introduction project#n high

performing businesses and provide a widetlook on theproduct innovation
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strategy processn the wholeThe elements are named and given short definitions in
table 3

Table 3.The elements of product innovation strategy (Cooper 2004: 582)

Goals and roles A product innovation sategy (PIS)
should include a cleafefinition of goals
and how they are communicated
throughoutthe companyHere we find
the links ketween the product innovatio
strategyandthe or por at i or
business strategiedt is importanto
understand how product innovations fi
into the existing business plan.

Arenas and strategic thrust The market area to which tinew
productis taigeted aneeds to be define
and analyzed. Knowing the market are
will increasestrategic thrustwhich is
the result of identifying and assessing
product innovation opportunities on a
strategic level.

Attack strategy and entry strategy Stepping intothe market must be
plamedbeforehandAn atack strategy
can bee.g, that of a firstmoveror early
follower into the marketEntry strategies
should be outlined and can include
licensing, joint venturingetc.

Deployment spending commitments, | The PIS musincludeadetailed
priorities, and strategic buckets description of the limits fonew product
developmente.g, budget, resources
etc.sothat resource commitment and
allocation can be made. Stgic
priorities are indicated iaccor@nce
with each arena of strategic focus.




28

Thestrategic product roadmd@pmajor | The managemeimas a roadmap view o
initiatives and platform development | how to achieve thdesred goal or how
to steer the company into the desired
direction. The roadmap incldes major
new product initiatives and their timing
in the new innovation process.

Tactical decisions individual process This element is needed to monitor that
selection. evely product innovation project is
headed in the desired direction
Individual projects are monitored to lea
themtowards a commostrategic goal.
Some projectsmayecei ve 0
decision.

One useful strategic tool for assessmagrkets of product innovatiaePor t er 6 s f i
forces which are introduced by Michael Porterin 1980. The forces under
considerationare suppliers, customers, competitors, substitutes and new entrants.
Por t er o6has conimendyrbgen used in research and literatudeescribe and
assess compani es 0 <sTheripeddrce theony belpe agparies 0 n me n
to understand their strengths and weaknesses and adsetherthe market area of

new product innovatiors profitable or not(Afuah 2003: 137138.)

The firsto f P ofortex thedssength ofthe supplier, takes into account that a
company neexlto know its suppliersThe company must be able ¢onsiderthe
opportuniies and threats involved with thefor example, some suppliers might be
very powerful and controlling which makesooperatingwith them possibly
unprofitable. The second force the power of customerswhich means the
customer8 c a p a c i buginess@and casleflaviTree third force ighe strength
and intensity of competitors. Highlyompetitive markets often involverice
competition which generally lads to a lower profitmargin. The fourth force is the
ease of entering into a new market. It refers to hudustriesthat can be easily
entered are less profitablslumber ofcompanies can easily increase in the same
market why competition might be heavier and profits lovidre last force is the

threat d& substitution. Substitutive companiesy step withinthe same market area
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with a new technological product thaan capture a part dhe market shareor
replace the existing products within the shamearket field. (Coope& Edgett 2009:
75/ 76.)

2.2.2 Technology innovation strategy

The echnology strategy ianoverall plan that includes he companyds
the development and usetbkir technologicakapability Technologicalnnovations
have an importantole in increasingincertainty andhe level of risk. Thisis why a
technologicallyunderlinedstrategyfor innovation is essentialVithin the framework
of such a strategglements ofuncertaintycan be monitoredh an organized way.
Different types of echnology strategies can be categorized similarlynnavation
strategies(table 3. E.g., in the case of alefensive strategy the company would
decideto waitfor a pioneer companfirst-mover companies) tstep within anarket

of interestwith new tecimology @ product). (Zahra 199§.

Performances limit for the technology

Performance obtained ==

———

Effort expended — >

Figure 2.F 0 s t ecurdesmod®| oster 1986

A strategic toothat sees common useunderstanithg and forecasng thelifecycle

of technologyi s F o scureernwdel. TIi® echnologicaldevelopmentprocess

starts off slowlywhich means thahe beginning stages in the process of developing

new technologyequire significaneffort withoutreadily achievablgreat progress.

dec

After a stage characterized by slow progression, technological advancement

progressesapidly, diminishing the distance to thphysical limts of the technology

under developmeniWhena company finds itself neachieving the physical linst
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of a technology, new technologies may already be under develofdraset] orthe

c 0 mp apreyiously developetechnology. (Afuah 2003117 112) The Scurve

allows companies to understand hehnologies evolve and how they displace each

other. Whera company reaches the litsiof utilizing a type of technology, it is quite

certain that the company in question, or its competitors, iis a position of
dominating theechnologp s us e, and already in the ea

new technology

Ortt et al. (2008) list alternativetrategies for coping with the uncertainty of
techrological inrovation. The strategies include niche market strategy, a mass
market stratgy and waHandsee strategy. Theiche market strategy means thta
company invests in small production facilities to manufactunlg a specificrange

of producs, only for a niche market The companyuses specific marketig and
distribution resourcesOn the contrary the mass market strategyonees are
investingin largescale production, distributiopmnd marketing facilities. Being the
first in the market witha large volumeof production can secure the compaamy
strongmarketposition as gioneer and leavany competitors behind. A prequisite

for this strategy ishe existence oh market situation which enablegelativdy fast
diffusion. The third stratgy is the wait-andsee strategy. In this strategy, the
company decides to be a followdihe mmpany develops the technology, prepares
for its marketing and distributiprand moni t ors competitorso
results.The companyvaits for the optiral moment to stejnto the marketwvhich is
when the r p r onttaductiod kecomes a commercially viable option. This
strategy carnwork with any breakthrough technologiesahfirstmovers may pull
from the market before the technology becomes a su¢€atiset al. 2008211.)

2.3 Creating innovations

Innovations are seen aspaweaful tool for securing a competitive advantaged
preserving astrategic market position (Bessant et al. 19970). All innovation
activities are normally derivefitom an already planned out process for innovation,
despite the fact that innovations can also emerge in an uncontrolled manner. There
are cases where success is achieved through uninteradsdand the coss from

several faikd innovations can be covered Uncderstanding and managing the
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innovation process hedgo manage the elementsragk and uncertainty. (Bessant et
al. 1997: 1113)) We will further discuss how firms can createw inno\ationslater

in this chapter

2.3.1 Innovative organization

An important faadr that affectsorganizational innovativeness the innovation
environment. The creation of an innovative organization begins within the top
management of the company, and is the result of their attitude towards innovation
and innovativeness. The focusionovation mayhave an impact othe flexibility of

the organizational strcture. (Ozsomer et al. 1997 Flexible structures lead to the
development and implementation of new idemisich is whyfirms that include them
tend to be better at innovatingypical featres of aflexible structure are
decentralization, informal decisiomaking, and flexibility in processes and
proceduresA flexible structure allows foopen channels of communicatjamhich

is vital factor for agile innovation sharing aady commenting betweethe different
departments within aorganization. A flexible organization structure makes for an
innovative environment that typically involvésgher rates of innovation than other
firms. (Ozsomer et al. 199%02)

2.3.2 Open and closed imvations

Nowadays abig trend for the companies is to prefer openoiration. An open
innovation is an idea developed in cooperatwith external sources. Appen
innovation connectglifferent organizations, groupand individuals from different
social, cultural and economic backgrounds togethsr that they can interact,
collaborate and solve problems by generating solutions and creating vRusseo
Spena & Mele 2012.Open innovation organizations magooperatewith, e.g.,
universities, competitorscustomers and users. Open innd¥an organizations
expand their knowledge and technology souggirexternallyto achievehidden
knowledge and managthe complexly of innovation. Open innovations may
conpose a challengegs nany counterparts are involved the innovation process.
Thisis whythere aresome underlying mechanisms for managing external knowledge

and open innovationfor example alliances and joint ventures, corporate venture
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capital, licensing, open source platfornagd participation to aggn cenmunities.
(Felin & Zenger 2013. There are several examples of open innovations: IT
programs like Mozilla Firefox anthe Linux platform where every user can modify
the code behind it, innovation forums like Dell ldeastomnd crowdsourcing

projecel i ke Aplan your own ice creamo by Mag

In aclosed innovatiomproces there is no involvement of aexternal environmest
meant for sharing knowledge mteraction. Likewith open innovation, the decision
to prefer closed innovation is one mabg an authority within the company
(Chesbrougt2003:30i 31.) A typical reasonto why a company may choos#osed
innovationis thatthe firm does not believthat idea can be found and developed in
cooperation with externaletworks The @mpary assumeshiat they alreadyave
the bes creative innovative workforce and choose pootect new ideas and
innovations bythe use ofintellectual property rights and paten (Sener &
Hobikoglu 2013 Closed innovation systems am®t very popular in researchs

there is a clear trend of preferring open innovation

2.4 Product development process

It is not enough that corporations have great intiona: they mustlevelop their
ideasinto physical products oservicesin order to profit from themThe aim of
product deelopment is to create and conmmuialize products or services fanhe
future marketslt is characteristics for product development to invaineertainty
and high risk becauseo onecan clearly forecasthe fuure. Companies need to
invest a significanamount of resources infwroduct development in the beginnjng
while any returns may onlgome years later whethe product or service has been
commercialized. Theproduct development processa large corporatiois usually
established irdifferent projects or in one department. In smaller organizations
whole firm can be involved in thdevelopment procesb®ut usuallyany product
development agtities are assigned to a specifiepartment or group. (Jaakkola &
Tunkelo 198787.)

There are a greatedl of different kind of descriptiongor product development

processes Most of them show great similarityOne description ofa product
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development praessisCr awf or dos (19 9 qiyinfl@v)of résouscdse p pr
(i) strategic planning(iii) concept generation(iv) pretechnical evaluation(v)
technical development(vi) and commercialization. Similar features doeind in
Ulrich and Eppinged 20071 13/16) 6 step description for aew produdd s
development procesdi) planning, (i) concept developmentjii) systemlevel
design (iii) detailed design(iv) testing, (v)refinement (vi) and production rampp.
Some details otlrich and Eppingey $2007 13/ 16) product development process
descrption can be found iteble 4 Eventhoughlinear sequencing iatypical way

to describethe product development procegdifferent stages of the proceasein
actuality active athe same time. For exampla Cra wf o r d 044) déstriptdrg :
atthe very beginning of the product developrprocessthe focus is oplanningat
the strategidevel in addition to other process levels, summmercialization and

pretechnichevaluation

Table 4.Product development process

Planning In this phase the corporation assesses technaegglopment ang
market obgctives to find opportunities for developing new prodt
or innovations. The output ¢iie planning phase ispaioject mission
statement where the target market for the product, business
and key assumptions are specified.

Concept In this phase the needs of the target market are evaluated, alte
development | product concepts are created and one or maenpal concepts ar
selected fofurther development. A concept could be a form, fea
or function of the produc

Systemlevel | This phase includes the definition of architecture, decompositic
design the product ito subsystems and componentnd preliminary
design of key component$he first plans foproduction and fing
assembly are usually considered. The outputs of this phasa
layout of the product, functional specifications of mystems and
process flow diagram of the productiprocess
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Detailed This phase includes a completeesification of features, both
design standard and unique parts in the product. The production proc
established anthe tools are designed fproduction system.

Testingand | The esting and refinement phase includdse evaluation of
refinement preproducin versions of the product. Prototypes will be testeq
whether the product willwork as planned and satisfyustomer
needs. Further prototypes malgo be tested by customers.

Production In this phaseproduction will be ramped up foine desighed product
rampup The purpose of the raryp is to trainthe workforce to manufactur
the product and tdest the production proces$he rampup is
preparation for manufacturing the product in mass

The currentbusiness environmenand shorter product lifecyclebave forced
companiedo seek effective and efficient product development proceaspsoduct
development occurs more frequently nowaday$ne solution available for
companies is to integrate new development practices wiaragers and resources
from various departments and units are connected to create product ideas and
transform them into design, prototypesd plans for product commercialization.
Integrated product development admitise company to respond quickly to

continuously changing customer requireme(kufteros et al. 2002.

2.5 Innovation commercialization process

Innovation commercialization is commonly known to be a critical and challenging
stage of the innovation procedse to thehigh risks and costsvolved (Chiesa &
Frattini 201). Dattaet al. (2014) have developed a framework for itleovation
commercialization processhich has beewollected from exgting literature. They
used 194 different articles from 62 journals to create irthénnovation
commercialization proess model. The framework is @mbination of several

entrepreneurial activities which are essential when commercializing new innovations.
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(Datta et al.2014) We utilize the framework in questiom this thesis. The
framework is premnted infigure 3 The framework shows how the six themes are
connected tdhe main activities of discovery, developmeand deployment. These
main activities are broadly describadthe process of innovation commercialization
in literature. The framewaris not ke linear as the commercialization presscan
start fromthe deployment of a prototypdeading togetting customer feedbac&nd
finally resulting indevelopment o&ininnovation. Stil| in severalcasesthe process

is distinctly linear andnvolvesall six subthemes (Datta et al(2014)

r
Entrepreneurial Activities to Commercialize innovations
L
r i : Development: Developand Y A
DII:WUBWI' Ma;: ’ Manufactﬂre the innwatli)on into Deployment. Sell and
ecognition for Distribute the Goods
| Innovation goods ) )
Sources of Types of Market Entry
. ypes (Competence | Protection Development | Deployment
Innovations Innovations & Capability)
- rd r
Organizaticnal Product Versus Enlry-time Effectivensss | N Launch T
Craativity Process Asgegsment & of Pratection Design and au me
y < < First Mover S—d]  manufaciuring >—<
Research and Radical Varsus Advaniage Fratection in-house vs. _
Development Incrermental Varsus collaboration Selling andior
(R&D) [ Arowecuraiversus )|  Competence Diffusion A | ‘ensing and
———— " omponenibased Analysis r ompatibility
Alliances and  ,_innovations__J d;:’k'i‘::ﬂw
Collabarations Competence ! ; Prics
\ Enhancing Versus ! innovation ) nerg
] compeatence '
Innavatian DE*alircq.ring Launch pad: Disleibilion
Engines A Innovalions Spinout,
.’ — Etl]l.'l.‘lﬂlﬂl’y’. ar i
Technology ! joint veniure Markating
Clusters ‘
Technology
Spillovers

Figure 3. Entrepreneurial steps to commercialization of innovations: themes fronthe extant
literature (Datta et al.2014).

2.5.1 Discovery

The first main activity is discoveryhich means thathe firm need$o occupy itself
with market recognition for innovatiopurposes,and then decide the form of
innovation. This includes tweubthemes the source of innovatioandthe typeof
innovation. The origin ofan innovation commercialization process lies in the
discovery of nnovations. The company needs to produce an innovatiorcdhabe

commercialized. Innovations can be originateternally or externally. Typical
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sources of innovationare organizational creativity,R&D, alliances and
collaborations, innovain engines, technology cluste@nd technology spillovers.

(Datta et al. 2014.Jhese sources are explained shortly in following:

1 Organizaéional creativity is formed fromindividuals, variety of social
processes, contextual factors and organizational routinestamture in that
way which maximizescreativity and idea generation processes that later
transforms ideas to commercialized produ(@satta et al. 2014.)

1 R&D (research and development) has typically a traditional role of creating
innovations. The intensity of corporations R&D functions has positive
correlations with sales of new product, sales growth rate and profitability.
(Datta et al. 2014.)

1 Alliances and cdaborations can help to create innovations through
knowledge sharing and transferring. The network with competitors, suppliers
and customers can be a valuable source of new ideas and such networks are
especially crucial in higitechnology sector where it iimprobable that a
company cammonitor all the necessary capabilities to commercialize the
innovation.(Datta et al. 2014.)

1 Innovation engines like universities and government are collaborating with
firms to develop innovations. Government agencies inwestheir own
research and offer support for other public or private research departments.
Universities are doing cooperation with firms and help to commercialize their
innovations(Datta et al. 2014.)

1 Technology cluster is the group of suppliers, buyeranufacturers and other
actors which are working in a geographical proximity and do cooperation and
have a good relationship. Cluster of companies who are working with high
innovationproductivity can head to new innovations and new firms to start
up. Ore example of technology cluster is Silicon Vall@yatta et al. 2014.)

1 Technology spillover is a positive externality from R&D results which are
formed by spread of knowledge across regional and organizational
boundaries. Spillovers have a significantluehce on innovation activities.
(Datta et al. 2014.)
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The secondsubtheme in discovery activities ithe type of innovation. In this

framework, innovations areclassified as followsproduct vs process innovations,

radical vs incremental innovations, aiteltural vs component innovations and

competenceenhancing vs competendestroying innovations. (Datta et &014)

Product, process, radi¢cand incremental innovationseadefined in more detaih

chapter 2.

2.5.2

Product innovation is development badding new components, features and
technologies to the new produ@&réjogo 201% whereas process innovation

is the improvement to production processes or implementation of new or
remarkable improved delivery methdeérgjogo 2016Li & Pan 2019.

Radical innovation are innovations which are totally different from prior
innovations and do not exist before. Incremental innovations are
improvements to existing products, services or delivery sysi@a#a et al.
2014.)

An architectural innovation ighe innovation which changes the overall
design of the product or system or the way how components interact with
each other. The compondmhsed innovation might not significantly affect
the whole system configuration as it is embedded to the syfbetta et al.
2014.)

Competence nhancing innovation is built
for example application updates in mobile phone. An innovation can also be
competencelestroying which means that innovation does not build on its
existing knowledgeor competence but instead head to new competencies.
(Datta et al. 2014.)

Development

The second main activity is developmemthich meansboth developing and

manufacturinginnovations into sellablegoods. D#ab set al. (2014 collected

literature onmarket entry assessment is concerned with main activities: entry

time assessment and firsiover advantage, and competency analysis.
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1 Entry-time assessment can be an advantageous fungtiena company is
assessingthe marketentry of a new innovation, lie state of enabling
technologies, the state of complemeritse threat of competitivemarket
entry, etc. Assessing thest-mover advantages at the core of discussing the
time of market entryfchaper 22). Firstmovers are also affected by certain
disadvantages, such as a high rate of failure causeR&Ly expenses and
consumer ambiguity, pooHgeweloped logistics with suppliers and
distribution channel|saandthe availability of goods(Datta et al. 2014.)

1 Competency analysis is focused amndyzing th e compca@y 0 s
competencies and integrated combinations of abilifiegse resources differ
from one company to anothéfrhe mmbination of resources and embedded
skills are a unique mix in each company, whictan be difficult for
competitorsto imitate This can translate to a competitive edge for the

company in questior{Datta et al. 2014.)

Protecting innovations is a crucialbtheme regarding market entrinnovations
need protection against duplication and repliash agpatents, trdemarks, etc.)
The potection theme includes twsubjectsof interest effectiveness of protection

and protection & diffusion. (Datta et al. 2014.

{1 Effective protection of innovations is crucial for comms. The term
Oappr opr i a bhow dqudkly dmpetidofsean smitatean innovation.
It is also understood as tdegree to which a comapy can collect rent for the
use of annnovation. Some innovations need more protedi@m othersas
they are more valuable to the industryh&e are thredegal mechanisms for
protecing innovations: patemig, trademarks and copyrightDifferent
mechanisms work better in thfent industries, dependingn the field of
industry and innovation type (process, prodatt.) (Datta et al. 2014.)

1 Protection vsdiffusion means thaimost companies do not exclusively
subscribe to a wholly open dsee chapter .3.2) proprietaryinnovation
strategy Successfully potectingany innovations means being able to collect
rent for the use of an innovation by other comparaesdithen being able to

re-invest the profit into th&e o mp a own éperations. On the other hand,
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technology diffusion connects multiple companies to promaotedistribute
technology amongst each other and increasespie@dupof technological
development. In many casediffusion is theopposite of protectigrand the
standard within the market playground awontrolled bya company in
managingof crucial echnology through déensing or by means of creatitite
dominant desigim the industry(Datta et al. 2014.)

2.5.3 Deployment

The third and final part of the innovation commercialization process is deployment.
The purpose of deployment is to make selling and distribution processes fluent.
Deployment is dividedinto two subthemes: development and deployment.
Developmengctivities include designing andanufaturing the product ifhouse vs
collaboratively and theprocess of developinghe innovaion anda launch pad,

which can be apinout,a subsidiary omjoint venture. (Datta et al. 2034.

1 The firm needs to maka decision if it is going tgoursuedesignng and
manufacturing the product-imouse or through collaboration. Choosing the
path ofindividual developmentan bethe reasonablehoiceif the company
hasthe necessary capabilities and resources to creatgradect,when the
company wants to laundhe product fasteror when the management has a
good reason to worry about produgtotection issuesAn advantage of
collaboratingwith other operators the field is being able to shattee costs
and risks by combiningvailableskills and resouwes. Collaboration can be
organizedthrough a strategic alliancea joint venture, by licesing, or
outsourcing(Datta et al. 2014.)

1 The importance othe innovation development processs highlighted in
literature. Succe$sl product development requires that the company can
fulfill three conditions: maximizedfit with customer requirementsa
minimized time of markegntry, and controlledlevelopment costs. These can
be achieved by inviting customers and suppliergauicipate in thgoroduct
development procesi this way,extra costs can be minimized and customer
requirements can be regized throughprocessoptimizing methods The

process and manufacturing cqstgoncurrent developentprocesses,
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marketing coordinatignthe manufacturingprocess,and R&D can all be
improved this way(Datta et al. 2014.)

1 The launch pad can mean a vayriet formsin which the innovation can be
brought to the market. Commonly, everew prodets are launched
individually by the firm. Companiesan launchinnovations as spiouts,
subsidiariespr jointventure . A s pi nout refersfit wh e
a section of itselto be a separate business, the new business taking along
assets, itellectual property, technologynd existing productsdm the parent
organization. A subsidiary is an entigpntrolled by a separate entitj
controlled entity isusuallyformed froma limited-liability firm and controlled
by the parent company. The choiokinnovation launch style is usually
based on the scope tfe innovation and the risk related to bringing it to
market.(Datta et al. 2014.)

The othersubtheme isthe deployment of an innovation tbe market This
theme is concerned wittaunch timing, licensing and compatibility, pricing
strategy, distribution andmarketing. These actions finalize successful

innovation commercializain process. (Dattet al. 2014).

1 There are several factors which affect the launch time ahaavation.
The frst is seasonal effects like trends dhdbusiness cyle. Thesecond
is the situation of production capacity andhe availability of
complementary gooddhe tird factor isanassessmerdf profit creation
within the framework of theexisting product generations vs the
advantages of cannibalizing existing produ(@atta et al. 2014.)

1 Selling outan innovation or licesing it can be a feasible strategy for a
companynot only becausef the availability of the assets recqegr for a
successful launghbut also becausef compatibility and backward
compatibility issues. Compatibility means the wayoducts of one
technological generation can work jdintwith prodwcts of another
technological generatiofDatta et al. 2014.)

1 The pricingstrategy affects how the markets reacth® emergence of a

new inrovation. There aretwo different commonly used pricing
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strategies:market skimming and penetration pngi Marketskimming
means setting high priceshich signalghesignificance otheinnovation
to the customers.Pricing penetration means aiming ftre maximum
market share by setting prices loyDatta et al. 2014.)

71 Distribution decisions are essentialbecause firms need to begin
distribution to customers as soon as possibiems ca sell products
directly to endusers via websites, mail order, online stpeds, or use
intermediaries andhiddle men. Intermediaries can have an important role
in accderating the distribution of innovationas they can fulfill several
crucial roles in the supply chainsuch asbreaking the bulk, carmg
inventory, logistics, salesaand various services, e.g., customer service
(Datta et al. 2014.)

1 Marketing is imporant to successfullyoringing the innovation tothe
market. There are different methodsmarketing and they are vary in
attributes ofcost, reach, information conterdand the ability to target

particularmarketsegments(Datta et al. 2014.)

2.6 Challengesin the commercialization process

A commercializatiorprocess playan essential role in realizirige potential benefits
of aninnovation.Becausdhe process is not simple and requiaegariety of know
how, commercialization presents compleixallenges foentrepreneursspeciallyin
the case ofmall and medium sizecompanies. (Kajanus et al. 20LNowadayshe
business environment is filled wittechnological, customeelated,and marketing
discontinuitiesbecauseneeds, market structures, businesslats and relationships
between factorsire unpredictableThis makes thecommercialization process more
complex and more prorte failure (Aarikka-Stenroos & Lehtiméki 2014One piece
of evidence forthe challenges of commercialization is thatyooneinnovation in
three thousands successfully commercialized into a goat (Stevens & Burley
1997. The major challenge aretisat irms face can be divided into threategories:
the strategic zone of commercializatiotme market creation and preparatiaone
andthesales creation and development zoAarikka-Stenroos & Lehtimaki 2014.)
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The first major challenges are relatedthe strategic zoneA marketing strategy is
the core ofthe strategic zone and the commeli@ation process. Companies
encainter challenges irchoosing a feasible marketing strategy because of the
uncertainty ofthe business environmentAérikka-Stenroos & Lehtimaki 2024
Compmanies maybe missing a systematic model farcommercialization process
which is why they may haveifficulty with its management and control. Small
companies donot necessarilyhave the variety d knowledge or theability to
understand and establish the commeradilin process. Thigs why firms can
sometimessuffer extracosts and unfavorable chasgéajanus et al. 2011 Firms
may also faceroblems withunderstandinghe customeso perspective which can
result in difficulty with formulating amarket strategy Aarikka-Stenroos &
Lehtimaki 214). Companies majail to access, gather and expltie market and
customer informationThe commercialization processould take more timeaunder
such circumstancesvith additional delaysn the time-consuming market launch
phase (Kajanus et al. 2011).

The secondet ofmajor challenges are relatedtbe market creation andreparation

zone. This midle zone is vital because of how thetivitiescontained araimed at
familiarizing the customer base with the product and changing custoimesets to

prefer thec ompany 6 s product 0 vodving aadh activatng mp et i
stakeholders is important at this stage. It may pose a challenge for the company to
get support fromthe stakeholders antheir network. As small firms depend dheir
networkfar more than larger onesince they may not have theaessarknow-how
themselvesgooperation with stakeholders is essential. (Kajanus et al. 2@tikka-
Stenroos & Lehtiméaki 201%. Stakeholders can support thfem in their
commercializatiorprocessn many wayshy offering distribution channels, cogn

with legislation and standards, developing broader solytetas Anotherchallenge

is the creation o€redibility for the innovation and the firm. As many teological
innovations are entirely new to market and there matybe any similar products
available, the firm musprove the usefulness and benefifstheir innovation and

show that they are@edible actor in the business environment. There istlaésoore
challenge of making consumers adopt the idea of buying the product. If a firm were
to successfully present a completalgw product category to the markatarge shift

in customer and stakeholder attitudeshavior and process are necessary to make
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the product vendible(Aarikka-Stenroos & Lehtiméki 2014.There may also be
challengeswithin the preparation zone related to the resources needed for the
commercialization process. Companiggy have problems with acquiring and
allocating both internal and xternal resources optimallyduring the
commercialization proceswhich is whercog overruns and delaysan be expected
Additionally, aregionallack of available andsufficient managerial and industrial
business experiencenay cause additional costsbecause ofa sloweddown

progression obringing the new innovation intthe market. Kajanus et al. 2011

The third area of challenges ielated to sales development aihe development
zone. Atthis stagethe firm begins to generate and increase saleghadgrowth
through new initial dealsThe deals are acquired through customeéerencing and
stakeholder mobilization in takingart in the commercializatioprocess The
chdlenge is to create salés early majority marketasa new innovation is still not
well-commercialized and earlier challenges may not have been thoroughdyl.sol
The company may need teturn their focusto earlier challengesgither strategy
development or market creation and preparation. Sometitihexe maybe special
difficulties related to initial sales creation and sales developmdmnth arecaused
by marketing discontinuities. The one paradoxical dilemma for small firms is that
they needhe support of earlynvestors and distribution partners to build salas
investors require evidence of future sales prdfarikka-Stenroos & Lehtimaki
2014)
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3 MARKETING COMMUNICAT IONS

Companies aralways communicating, regardless of whettiery do it on purpose
or not. Even thecompanyname,range of products, pricindocation ard offered

service communicate something to the rest of the wditiokko 2003: 11)

Marketing communications, however, areiarentionallyconducted enterpris@he

promotional mix of the four P’s iselatively oftenreferred towhen defining

marketing communicatian However, the current paradigm plagasreemphasis on
interadive communication, resulting inthe preference tospeak about
Acommuni c adtherhlgawi fi p b csomednéHughest& &ilb2007).

Ottosen (2001: 35/ 36) defines marketing communicatia to comprise all
communicatiorbetweerthe buyer ad the comm@ny about the market offerinfylore
recently the target audience of marketing communications has been understood to
contain allexternal and internatakeholders, not being restricteddicect buyers or
customersAccording to Vuokko(2003: 17), narketing communications include all
the elements whospurpose is to generate interaction between a company and its
stakeholders, in avay that it will positively affecproductivenes®f marketing In

other words, marketing communicai® is intentionalcommunicationthat has
predefined goals that can behawved by using diversmarketing communications
tools, actionsand channelsThe goals can heor example informing about and
improving the conspicuousnesf the company,their products, prices and
availability in an effort to stand out fromvals, to arouse interest arde urge to
purchase among potential customé&rdyuild a positive imagdor the company, or to

maintainrelationshi (Bergstrom & Leppanen 2015: 302).

3.1 The effects of marketing conmunications

Marketing communicatian seekto make a company and its marketioffering
visible (Bergstrom & Leppé&nen 2015: 300). Marketing offering is defined to cover
fieverything relevant to the buyer in connection with preparing to buy, carrying
through the purchase of, using andrsuming a company’s prodactn other
words, offering indicates to the buyer’s experienced value that can be gained from

the offering. (Ottosen 2001: B32.) Throughmarketing communications, companies
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seek to diminish lorenmove any companyelatedconspicuousnessr imageissues
(Vuokko 2003: 19). By removing these prablkg other challengesuch as the
creation of sales can be iméinced positively. Thay the function of markeng
communications is to use communicational nsda order to find and assutarget
groups about the attractiveness of the offeramgl abotithe value that cabe gained
by the customer omany other stakeholde(Vuokko 2003: 26)As noted by Schulz,
Tannenbaum and Lauterbofh994: 45) the realvalue of an offering exists in the
minds of customersThe mental networlstructured by the&e o n s u codlectived
minds which is created througbommunications, is the only trugifferentiating
featurein favour of the companysince all other marketingaviables, such as price,

product and distribution can be duplicated.

Marketing communications can hawn effect on three different levels: the
cognitive, affective and conative leselThe impact of theognitive level relateto
conspicuousnesgnowledg, and awareness about the companyitsyroducts. For
example peoplewill generally learn to recognizéhe name andthe logo of the
company or some of the variousechnical features of the produ@&n affective
impact can be observed in thlapinions, preferences and attituddweld by the
recipient For examplelearning to appreciatthe features of a product, preferring
one product over anotheor having theurge to try a new produdre affective
effects Effects in the onative level refer to moreisible impacts tdehaviour, such
as purchasbabits or produetelated inquiries(Vuokko 2003: 3¥38.) According to
Vakratsas and Ambler (1999), marketing communications should draedfecton
the mental cognitive and affective levels before it caaffect the behavioural

conative level.

The chronological point of origiand the durahlity of an effect achieved through
marketing communications can varhe mpact of marketing commigations can
be instant or only begiafter a varyingly long periodite. The s calledsleeper
effecb t heor y the spge ofttte méskagealso a partial cause in the
immediate effects gained through the usenafketing communications. If the source
is experienced as beingeasant, the message is an overkut if the source is
unpleasant, the impact is undesirabtenpared to a neutral soersituation. But as

time goesby, the impact of the source diminishes and the impact of marketing
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communications is more evidenthaed on the message itself. Foetmost part,
marketing communications ale o achieve longerm effects such as constant and
properimage,a positive attitude othe building-up ofa brand imagebut shat-term
effects can also be sought after. E@ample cheap pricegan be advertexd before
running down a business. (Vuokko 20081 45.) Ultimately all marketing
communicationsseek to eventually affect theargetc u s t o bugingspfocess
which includes their awareness, knowledge, liking, preference, convictiamd
finally the purchase. In order fanarketing communicatiomo be effective and a
purchase responge be reachedmarketing communications must be designed to fit
the staige in the buying process where tamget group is standing at the momenth
the consider&n of the goal position of the group in mingKotler & Armstrong
2016: 454.)

The target audience of a marketing communications message can be different from
one type of stakeholder to the ne8ome marketing communiéas might be
targeted to nearlgll stakeholderscovering a vast targetudience whereas some
other communicatiocsmight be targetetb only a narrowlimited group of peple. A
company may chooseither apush or pull strategyo be their communications
strategy (Bergstom & Leppane 2015: 301302.) A push strategy means that the
message is sent to an intermediary wihen passesn the message to the final
audience. (Vuokko 2003: 47.) For exammebrewery may contaétlko (a Finnish
governmenbacked alcoholic beverage retail corgtion) to get their products to the
market who will then market the prodwdio the end consumevgho will finally buy
the product for personal consumption. Conversalpull strategy means thdhe
message is targeted directly the final audience, mo then contactsthe
intermediary, who will theranswer the growing demand. For exam@ebrewery
may market their products directtp the consumerswho will then visit Alko in

order to buy théd r e w enodudss
3.2 Marketing communications planning
The purpose of marketing communtaas planning is to producea predefined

impact, so tha the message reaches the desired receiviireagénd of the process
The aim is for a predetermined goal to behieved as a response to the
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communications.The dfectivity of the communicatins is dependent of three
variables the stimulus, the receiver and the environment. When planning the
stimulus, thearget group of the message and nature of the environmentlsoidie
familiar to the one communicating in order the result to ban effective message.
(Vuokko 2003: 66, 131.)

Marketing communications planninghoud carry a strong connectioto broader
marketing planning andnoreovey to the companys strategic planning. Marketing
communications should refleahd supporthevision andthe values of the company
as well as be seen aminseparablgart of overall marketing planning. (Isohookana
2007: 92) 1t is also impaxnt that a mix of different marketirglements and tools

areutilized in parallel and isupport ofeach other (Vuokko 2003: 132).
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Figure 4. Marketing communications planning phases

Like any other marketing planning process, marketing communications planning
includes four main stage¢i) analysis of the current situatiofij) planning, (iii)
implementation (iv) and monitoring. Phases of marketing communications and
adivities related to those are gsented in figure 4Stages ofSituation analysis
means describing and analysing the current situation by gathering and modifying
data in oder to support decision makingccording to Winer and Dhar (2011: 61),
themajor marketing research functions #re scanningof opportunities and threads,
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risk assessment of future prograrasdthe monitoring of current programsBoth
internaland exérnd actors,such as the company and the product, ancpeeating
context and rivalsrespectively,must be analysedVarket research can help the
managerto develop an efficient marketing plan and competitive marketing
strategy. The magnitude of thenalysis must be put tm perspective with the
importance and complexity of the decision to be made. (Vuokko 20081385

As advised by Isohookana (2007: 94), only after reaching consensus thbou
current situationcan one move to the planning stagéhere the goals andthe
strategiesto meet those goals amet. As already notedhe goals of marketing
communications should follow the goals and strategies of the company and overall
marketing strategyThe gpals should also be realistic beghallengirgy enough.
Another important notion is that no matter whether the goals are qualitative or
guantitative, they must be measurable. (VuoRK®3: 138.)Various herarchy of
effect models can be utilized isetting the goals for marketing communications.
Suchmodels describe thaq@resgshatpeople go througiwhen exposed to marketing
communicationsThe nodels concerrthe kind of conspicuousness and awareness
that will finally leadinto action.The DAGMAR-model (awareness, comprehension,
conviction and adbn) andthe AIDASS-model (attention, interésdesire, action,
satisfaction, andservice) are examples of sucmodels (Isohookana 2007: 99
Bergstrom & Leppénen 2015: 303

One of the most important tasks in the planning stage define thetarget group,

asit is considered to be esgal for effective marketing communications (Vuokko
2003: 15). All stakeholders that influence the company’s productivity and efficiency
must beconsidered as target audience. In other words, the audience is not only
limited to direct customers, but also contains, e.g.ctimpany staffthe media,
investors and distriltion channels as target groufisis crucial to define and know

well all the target grups, so that the company has a good grasp on what the message
recipient is like,what kind ofa world the recipienbperates inand what knd of
information the recipienheeds.Segmentation of the target groups can be done by
using several different criteria. For exampldhen segmenting customer grouthse
stageof the customer relationship can be one criterion. Potential customers, new

customers, regular customeasid lost customers need different Isid information
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and communications. (Isohookana 2007: 103.) Another way to find target groups is
to analyse theroduct lifecycle. When the company is in the phase of entering the
market, their own employees, distribution chansednd partners play key roles in
boosing the entry proces&arly adopters are the best consumer audience to target at
this point. Whenhe com@any reaches a growth phase, the rangargkt groupsiso
expand and changes. Theaturity and decline stagealsohave their own key target
groups. (Isohookana 2007: 105.) During the same campaign, there might be multiple
target audiencethat ae being communicated toy using different channels and
tools. (Vuokko 2003: 142.)

The thrd maintaskin planningmarketingcommunicationss forming the message

At this stage of planningthe main message and supportmgssages are decided
upon The nessage is about what the company wants the target audience to
remember about it andhat the company wants to guaranteehe recipient It is
important to remembethat these message$old promises that must be delivered.
The message should be basedhmnttue strengths of the compathat differentiate

it from its rivals. (Isohookana 2007: 10807.) The focus of the message can either
be on the content or the form, whican also affedthe structure of the messadde
content of the message referswvithat is being said in themessage and how it is
structured within the form of the message. This can concern, e.g., effadnel is
chosen to baised. Ifthe customes is motivated and cagble ofunderstanthg the
messagethey form their opinion by evaluting boththe content andhe form. If the
customer isnot motivated or ioapalle of understanithg the message, orferms
opinion based on the form of the message only. (Vuokko 2003T&8.ontent of
the message can make useeither ratioml appeal oremotional appealKotler &
Armstrong 2016: 455)We would argue that rational appeals are suitable for
messages that are focused on the contemte emotional appeals are better suited
for messags that focus more on the foriivhen decisiongabou the nessage andst
structureand formatare made many factors, such aommunications objectives
target groups, rivaJsand the communicationgnvironment must be codered to
have influencé€lsohookana 2007: 106).

The next bigtaskis to form a marketingcommunicatios mix, which refers tathe

different marketing channels anodols used. When target group analysis is done
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well, it can be utilized when figing out good contact points for communicating
with different target groupsAccording to Kotler andArmstrong (2016: 457),
communicabns channels can be broadly dividedo personal and ipersonal
channels. A rough estimate isthat personal selling isthe most important
communications tool in B2Bnarketing and advertising in B2C marketing.
(Isohookana2007: 108.)Different channels and tools are dealt with more depth
underchapters 3.4 and 3.9he budgetof communicationss also defined inthe
planning stage.The budget should include thplanning, implementing and
monitoringexpenses involved imaketing commauications. In our thesis, the focus
Is onstartup companies, sthe relevant budgets are in actuatityse to zerpwhich
may result in some restrictions regarding filvenation ofa marketing mix Effective
use of resources is pursued throwifectivecoordination and integration. Integed

marketing communications adealt with in the next chapter.

After a phase of carefuharketing communicationglanning, thetime has comeo

plan the implementation arid eventually implement the plaifhe important issues

in this phaseconcern organizing, allocating resourcesd schedulingResoure
allocation means figuring ouvhat monetary, human and technical resources are
neededin orderto implement the plan. ésources can be acquired outsaiethe
company if needed: for examplé there is a lack of sufficienknow-how in the
company, it can be acquired throughbusiness associate. Fingliany necessary
resourcegrom outsideof the companys alsoa part ofthe plan. Organizing means
adjusing the marketing communications planfitomore concrete action$his can
include, br instance, who does and what, wheth@arketing communicationare
combinel with either the marketing or sales departments, or if they are operated by
an individual dpartment. Last but not least, the implementagilam is scheduled for
the master plan. Additionally, a timeline fandividual actions anduse of
communications tools is decided. It is important to schedule communication tools
in the right order to mak them support each other as well as possible. (Vuokko
2007: 160162.)

Monitoring and exploiting results is the last phas¢éheimarketing communicatics
planning process. Although this the last phase, it é8 not mean that one should

think that the results need to be measurednly after impémenting the plan.
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Monitoring should also take place durittge planning and implementation phase
because caref evaluation of data can be extremely helpful for the company in
managingany problems aany earlierstage before it is too late to make corrections
As alreadynoted monitoring includes measuring if the goals were reached and
tracking any made investmenth also includeghe analysis ofathered data and
exploiting the results. (Isohookana 2007: il16/.) Monitoring and collecting
feedback on marketing communications migtdduce results that urge the company
to make changes itheér communicationgracticesor even in the offered product
itself (Kotler & Armstrong 2016: 460).

3.3 Integrated marketing communications

Integrated marketing communications (IMC) is a marketing paradigm that has
increased 1its popul arity since early 19
communications tools and channels work in conjunction with each otloedén to
createa coherentset of images and effects in the recipientegrated marketing
management reflecta marketing paradigm that highlights customeporiented
approach to marketing. That is to stheprimary starting poinin IMC is to wonder

what the desirednpression amongst the recipient group is; not which tools are used
to achieve it(Vuokko 2003: 325). In the value creatipgocesstie most important

task of marketing communications is tcommunicate the chosen and generated
value. Despite that, it is #tiimportant to notice the connections betwethe
different phases of the value creating process and how those processes bundle
together different processes in the organization. (Vuokko 2003: 24.) According to
Finne and Grénroos (2009), customers recemnssages frorfive sources, which

are planned marketing communication, product messages, service messages,
unplanned communicatipnand absence of communication. Thubased on
traditional IMC, organizatios strive to implement communications from various
sources so that it would appear seamless from the receiver’s viewpoint. (Hartley &
Pickton 1999.)

By integrating marketing communications, companies try to seek synergy benefits.
Pickton and Broderick (2005: B89) describe synergetic benefits of @vby usng
4E and 4C mdels. The fourEds indicate to enhancing, economical, eéid, and
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effective benefits. The four CO s ar e ,cconsigteney,n em@inuity and
complementary communications. TheséEand @ depict the beng$ that can be
gained ly integrating marketing communications. To reach its full potential,
integration should consider strategic planning on the company level, all marketing
mix elements and tools, messages, target groups, internal and external marketing,
design managemerand vsual design (Isohookana 2007: 293 & Vuokko 2003: 328).

Even tough integration of marketing communications is recognized to create many
benefits for the company, it is not necessarily carried out because of the challenges
and barriers related to achievirigtegration within the company. Pickton and
Broderick (2005: 36) summarizéhe facbrs that discourage companies from
integration: mineset, taxonomy and language, stuwe of organizations, elitism,
magnitude ofthe task, adequacy of budgets, managalitgbagency remuneration
systemsand dimensions of integration. Over many years, specialization of practices
has been rewarded atite benefits of integration have been dweeked. This miné

set can be result in the companies featosg of control orchanges that might be
believed to be related to integration. Alte magnitude otheintegration task at its
widest scope may seenoverwhelming. Organizations that have traditionally
subdivided their tasks into many departments and under several nsartager
generate organizational barriers that should be lbrdksvn in order to coordinate

and manage organizational integration. In addition, organizations should have
managers with crosdisciplinary skillswho can master integration. Attitudes and
perceived elitism wihin specialist fieldshould be overaoe as well. Tie taxonomy

and language used to discuss marketing communications may aumsetional
activities to be seen as being separdtgegration on the whole should include
dimensions of integratn besides promotional activitiesuch as creative integration,
intra-organisation, information and database systeand geographical integration
(Pickton & Broderick 2005: 53%35). To achieve true integrationnarketing
communications budgets should been as long term investmergs that potential
strategic and longerm values of marketing communicatiomsn be properly
considered Challenges that are seen as hindrances emerging firdegration are
organisatimally driven. If managersee the wha potential of integrationjt
becomes clear thathese hindrances should be overne by the management.
(Pickton & Broderick 2005: 369.)
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Even though Vuokko argudbkat IMC is a custometoriented approach, Finne and
Gronroos (2009) criticize IMC fdacking a truly outsiden focus on the consumer,
sincein the traditional sense of IMC, the company is seen as a driving force for
integration that sendsonsistent message® tthe consumer through various
communicative efforts Consequently, they propose awn outsidein consumer
centric perspective calletthe Relationship Communication Model. The perspective
is built on theideathat, in reality, it is theactive consumethat performs the
integration of received communications messages. Finne and Gro888 argue
that communication messagean trigger integration aremlmeaning creon process
within the minds of the customers. However, thereddher additionalfactorsthat
have an essential part ihe meaning creatioprocess. Suckactors arecatejorized
within two dimensionswhich are the dimensions of time and situatibhe ime
dimension includes histimal and future factorbased the consumers” perceptions
about a given relationship with the company. Historical factors mafpbexample
experiences, memoriesr stories that are part ¢fie consumers” personal tosy.
Future factors can in turbe hopes, visions, expectatioms goals.The stuational
dimension includes external factpssich as trends, traditionthe situation, family

or alternatechoices offered by market competitordnother situational dinresion
includes internal factorsuch as attitudes, capabilities, identiy personal interest
related tothe consumer’s individual context. Since this model argues ttmat
consumer also integratethese elements and factors into the meaning creation
process, they should be also considevéeén planning communications and the use
of communication activities. Still, the traditional sense ofIMC that highlights

integration of otgoing messages from various sources is consideredimportant.

Communicatios should take into account thihie relationship between the consumer
and thecompany is established, maintainetid enhanced over timand that this
relationship has aonsiderable impact omhe integration ofmessage meaning
credion. When a company is successfufanming a mutual knowledge basisda
sharedstructure ofmeaning betwen the company and the consumetrs<an be a

good platform for future relationshipuilding communicatios. In order to predict

the meaning outcomes of communication messages and to develop more effective
marketing communicati@ a relationship communication model can be used to

identify the factors that influencine consumers” meaningreationprocess.Finne
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and Gronroos (2009) argue that marketers can only facilitate the circumstances
needed for the customer to intatg the communication messagésit it is the
consumer who decides whether and howdthintegrate and create meaningng

term and comprehensive communications that are rich in time and situational, factors
andalso consist of sequencesaafherent messages coming from variety of sources
may enhancé¢he integration andhe meaning creating process that tagkace at he

consumer level.

3.4 Marketing communicationstools

The taditional classification fothe marketing communicationsiix or promotional

mix tools includes personal selling, advertising, sales promati@msl public
relations (Pickton & Broderick 2005: 1Botler & Armstrong 2016: 462 Marketing
communicationareaways useful fothe companybut the goals and messages may
vary in the different phases of the company or the product lifecycle. These differen
marketing mix elements engagd#ferent target auéinces and channeksnd the best
mix of them nust be considered to be the one ftfigt the goals and contexts of

marketing communications. (Bergstrom & Leppanen 2015: 304.)

Personal sellings acommunicatioractivity between a company repesgative anc
customer through the use of personal channels, traditionally beingoféaee or
telephone communétions. In our opinionpersonal selling canowadays also take
place on the internet. E.gt,is possiblefor a Finnish citizerto askfor help from a
tax official fiscaltdéclardtionbyl usingga cbaservices online
(vero.fi). A customer servant may propose buyagghtbulb when ordering a lamp
by communicating througla chat box while a customer is engaged in online
shopping Personakelling is interactive twavay-communication by natureand the
message can be tailored to fit the needs of the situation. Personal selling is regarded
to be an effective tool for marketing commuations whose goal is to create short
termeffects. (Vuoklo 2003: 169.)

Advertisingis the most visible tool of marketing communications. By its definition,
advertising is paid communication to large target groups. Advertising is impersonal

by nature. It is onevay canmunication that does not establish any sdit o
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interpersonal contact betweehe message sendand receiver. Advertising can be
realizedby using several different channgelgcluding traditional media,such as
print, magazines, television, radio, amfirect advertising,or digital media. B
advertsing, a company aim® inform, persuadeor remind customers about their
products. Advertising can be used to purkwerterm or shorterm effects. It can
encourage making purchases, but alsoubed to buildup the brand image or
enhance recognition af product. (Vuokko 2003: 19395.)

Sales promotioms markethg communication whose goialto trigger anincreasan
demand or sales. ¢ian be targeted to actors operating indbmpany’s distribution
channels,the company’s own sales organization loe direced straightto the
consumer. Sales promotion is based on thetitkgtza product has antain price, and
by reducing that price or offering more of the product for the same price, the
company is able to affect demand practice, salepromotion is don®y offering an
incentive that agitatepurchase A typical feature to sales promotiois that the
incentive ofered is temporary, not permane8tles promotion uses both push and
pulls strategieso that demand is affectéy both the sker, e.g.,encouraging sales
personnel and istribution channelsand the buyer(Vuokko 2003: 277.)Like
advertising, sales promotion iglso a form of impersoml communication that
pursues ashort-term effect It is typically used as a supporting toogéther with
advertising and personal selling, since it is not often as effective \asteihg or
personal selling for building longerm relationships. (Kotler & Armstrong 2016:
463)

Public relationsare a marketing communications totllat ains to buid a positive

image or attitudeand goodwill towards the company. Public relats seeklong-

term effects such asthe building-up and maintainingo f the origagei zat.
amongt both internal and external stakeholdemsr enhancing interest in the

co mp a mprpduds PR messages are mabout content marketing, sending news

and events instead of sal@isect communications (Kotler & Armstrong 2016: 463).

This is why target audiences are more receptive to the messages that the company is
communicatng. Some examples of public relations are organizing company waisits f
students, givingeeminarspeechesgenerating positive media publicityr arranging

special events for regular customers. (Vuokko 2003i 2909.)
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Sponsorshipcanalso be seen as a way of utilizipgblic relations as a marketing
communications too(Vuokko 2003: 278), but it can also be considered to be a
supportive function to advertising, sales promatimneven a marketing mix tool of

its own (Karjaluoto 201055). Sponsiship is based on making use of the public
image of an externahediaactor. A company seeks to communicate about its values,
interestsand products biinking them to an external entitiPublicitygainis the key
factor that separates it frocharity. When executed effectively, sponsorship may

generate lods of positive publicity fothe company. (Vuokko 2003: 30304.)

Kotler and Armstrong (2016463) suggest one more tool for theomotion mix
direct and digital marketingThey describe déct marketing to be more targeted,
immediate, personalizednd interactive. We argue thatwlopments in technology
have broadened the variety dfannels that can be utilizéd the implementation of
different marketing toolsFor insance, advertisingan be executedirtually on the
internet by usingobanners, advertisements can be sent directly to mobile phones.
Some sales platforms are entirely digital systeimshe next chaptexe concentrate

on discussingligital marketing channels.

3.5 Digital marketing channels

Marketing and marketing communications have undergone a transformatithre
twentyfirst century. One of the most significant factors ardhe technological
advancements that have rapidly chantiegoowe structures of marketing.over is
shifting from the producers and manufactures to the hands of sogdtisti and
sceptic consumers andustomers, who can access unforeseen amounts of
information. (Kitchen & Proctor 2015.) This chanbas forced marketing to aim for

increasinglytargeted ad relevant communications.

Changes in marketing communications reflect majbanges inthe marketing
paradigm as wel|l which are reflected in theoncentrdon on relationships,
custometperceived value, maintaining customers and tailoring productsaldarp
2010: 16). Together witlthe paradignatic change, technological development,
information technology and new digital lsannels have changed the way that

companies communicate and maintain relationships with their customers. According
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to DiVia (2014), digital marketing is increasing its share of the total marketing
budgets in Finnish companies. Digital marketing channels are used to replace
traditional channels, for exangkxpensive Tvommercials mighbe replaced with
YouTubevideos. On the other hd, traditional media is still used isupportof

digital marketing campaigns (Karjaluoto 2010: 108).

According to Merisavo (2008), digital marketing communications is
ficommunication and interaction between a company or brand and its customers
usng digital channels (e.g. thenternet, email, mobile phones, and digital TV) and
information technology d'his definition emphasises important characteristifs
digital marketing communications such as interactivity and tweway-
communicationlt also highlightsthat many channelsan be used when performing
digital marketing, not onlyheinternet Another important feature isehpossibility to
personalizemarketing more accurately than wharsing traditional marketing

channelsvhich usually concentrate anarketing tahe masses.

Digital marketing channels are here stay. They are not necessarilyplacing
traditional channelvutt he changes i n p eforqes neatkaterstoe d i a
re-evaluate and change their marketing actions. Still, accotditige DiVia Digital
marketing barometer (2014), Finnish companies iar¢he process ofeplacing
especially print media, brochuresd catlogues with digital channels. There isca

an increasingressure agaihshe use otraditional electric channglsuch as TV or

radio. Using TV as amarketing communications channed especially under

consideration

Digital marketing channels have some major advantages compared to traditional
channels. One of the most important advantages tise alignment of he message.
Personalisation is possiélbecause new technology allows thenitoring of
individual preferencesand content can be tailored to meet those preferences. In
other words, in digital marketingneto-many communication can be transformed to
oneto-one communication, individualized marketingr mass customization.
Another importah feature is interactivity, which can facilitatbrect feedback and
dialogue between communicating parties and even between themselves. Customers

have more power thaever beforeand they e not seen as passive message
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recipientsanymore. Demandide thinking has become more important than supply
side thinking. Customers are seen as partners adding value to the brand. (Chaffey,
Ellis-Chadwick, Johnston & Mayer 2006:.26

According to Karjaluoto (2010: 12729), digtal marketing communications are
most efficient whenthe objectives of marketing are increasing brand awareness,
changing brand image or attitudes, stimulating customers to try new products
increasng cwstomer loyalty. One or mo& these objectiveshould be chosen as the
goal for digital marketing communications. The mosffeetive mediums for
customer relationship marketing atiee mobile andthe internet. Next, we will

discuss their significance inare detail.

3.5.1 Mobile marketing

Mobile marketing is marketing that is carried out by using itromedia. Mobile
media includeall wireless dewies that people carry with therauch as mobile
phonesor tablets. Mobile marketing utilizesobile telephone netwosk WLAN or
other internet netwosko reach its audience (Karjaluoto 2010: 151). In other words,
mobile marketingcan use different technologiégke SMS, multimedia messages,
mobile websitesor geographic information system®he message itself might be
text,animage, videpor even an application (Karjaluoto 2010:158). Accordinth&o
DiVia barometer (2014), mobilenarketing communications toolich as mobile
pages or arvices and mobile applicatiorfsve increased their popuwity amormy
Finnish companies. 12014, the popularity of mobile marketing tools was #he
same level ashe popularity of social media tools in 201R.is predictedthat the

popularity will grow in the next years to come.

Mobile marketing has certaimique characteristics thated to be understood when
planning mobile marketing communications. First of all, communication can be
highly personalized, since the device usually belongs to one specific pansbtine
person to whom the communication is &teglat is almost avays reached. In order

to beable to send relevant information to the customer, it is vital to iddmtify the
customers and their preferences. When persomializes completeguccessfullythe

return of the communications is corsidbly higher than if sending inaccurately
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targeted communications. However, bessmuwof the intimate nature ahobile
devices, companies must loareful as not to irritate the customer bsending out
communications. Mobile marketing also enables interdégtiand direct dialogue
betweenthe message sender and the recipient, but the the power to decide whether
engage ininteracton or notis in the receiving endt is argued that personalized
dialogue may enhance customer loyalyhich is why it is impatant to send
messages that encourage customerbetanteractive in their behaviauA third
distinguishing characteristic ithe flexibility and accessibility of mobile marketing
communications. Mobile devices are carried around by people wherever and
whenever they movabout,so the peopléhemselvesare accessible bthe use of
mobile messageat anytime and anywhere. Thizsakesmobile marketing achannel

that has access to people beyond the reach of any other media. (Sinisalo, Salo,
Karjaluoto & Leppé&niemi 2007.) In additioaccessibility can be botn advantage

and apotential challenge. E.gsending text messagasgging peofe to access
information about a new product in the middle of the night can be irritkdimtpe
message recipienOn the other hand, mobile marketing communications have the
potential to be @ntext or place specific. If person is aa nightcluh havirg a good

time, and the company knows thiscause the person is carrying a mobile device, a
mobile discountdrink coupon carbe a pleasant surpriséhe effect can be further
enhanced by extending the benefitttche r eci pi ent 6s | mmedi at

Mobile marketing messages have pueential to becomevenviral.

Responsive dégn has becomenore important than evdrecause peoplase so
many different devices. The inevitablmllection of a customer databader use in
digital marketing is a challge that companies currently fadelobile marketers
must have a permission from the receiver to send them any marketing
communications messages. Usually datdase is collected by using external
mediuns, such ascompany websites osaleslocations It is recommended that
permisson be askedight at the beginmg of the customer relationshipsually
customers expect to be ablecttoose the channels they use to communiwétethe
company. When a company is planning to initiate mobile marketing
communicabns, yet another challenge is to combine it with traditional and other
media, so that the message remains comsist8inisalo et al. 2007.) This is where

integration of meeting communications steps in. olfile marketing
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communications are not to la@proached as a separate project, but as a media that
acts with the support @ther marketing communicatiochannels

3.5.2 Internet

The nternet hakwecome wildly more readily accessible globally in the pasyeans.

As people spad a great deal of timen internet, ithasconsequentialljpecome an
essential place for marketirgg well According to Chaffey et al. (2006), internet
marketing refers to the use of internet technologies to achieve marketing objectives.
Karjaluoto (2010) regards targeting, irgetivity, impressiveness, versatilitgnd
measurability asdistinct advantages of internet marketing. Ore tbther hand,
information that becomes quickly edated, the potential to ann@andthe difficulty

of standingout are considered to ke chaléngesof internet marketingLike in

mobile markeanhg, different terminal devices with diffen¢ resolutions set challenges

for internet marketing. Again, responsive design is important. According to
Karjaluoto (2010: 129)he most important internet mating communications tools

are corporate web pages, branded web pages, search engine marketing (including
search engine optimization and paid search results), internet advertising (such as
banners, pojps), viral marketing, advergames, online seminarsjin®n
competitions and lotteriesand email marketing. According to DiVia (2014),
company administrated websitesmail newslettersand social media are the most
frequently used tools for digital marketing communications among Finnish
companies. We areogg to take a closer look at company administrated websites,
search engine marketing, social media marketing, viral marketing, advergames, email

marketing and marketing ionline communities or forums.

Company administrated websitean be categorised to corporate websites and
branded websites. Corporate websites are built around companies. Corporate
websites focus on informing the usefstloe website about the compangcluding

its values, mission, products, staff or otheevantinformation. Usudy the aim ofa
corporate website is not to be a platform for busirtesssactios or providing
services. Corporate websteanwork as a onjunctive actor between tleampany

and its brands or subsidiaries. Branded websites refer to sites that asgdunt a
specific brand.They are more focused on building thérand of a spefic product
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that the company has on offeBranded websites offer informatioabout the
offering, but may also mvide more interactive elemenssich as games, message
boards,newsletters or blogs. Branded websites that are built just for one campaign
are called microsites. They function separately from the main page and are short
lived. (Karjaluoto 2010: 130.)

People find information fronthe internet mainly by using search engines such as
Google. As people search information about products, compangservices by
using search enginesearch engine marketing a splendid way of advertising.
Search engine marketing based on the idgha the company and its products are
made easy to be found a@he internet. According to Jansen and Spink (2008)
percent of searchngine users will not evelook beyond the first page of research
results, so it is vitally important to get your companytte first search result page to
lure visitors to your site. Search engine marketing can be diwidedearch engine
optimization and paid search engine results. The target of optimization is to get the
wanted web site among the first search resultdinipng means adjusting search
results organically, for examplby editing the content of the web site, keywords or
backlinks. Search engine optimization is basically free and it is considered more
trustworthy than paid results by internet users. Paatickeengine results mean that
the organizations behind the search engineasklertising servicet corporations.

In a practical sensesearch engines are selling keywqrdad the highest biddes

with a sufficientamount of clicksreceivethe best advéising spaces wheverthe

paid keyword istyped into the search engine. UsiBgogle, paid ads can be seen
above the organatly produced results or on the right sidelld results. Paid search
engine advertising has major advantages. It is a cheapomaath internet users
worldwide, it is not perceived ding adrritating as traditional internet advertising
such as bannerand it is weHmeasurable. Seara@ngine marketings a common
form of advertisingbesides other marketing communicasiactivities. Usually other
activities function byarousing needs, while the function of search engine marketing
is to fulfill the need by offering the user a solutiddesides pid search engine
advertising, the nternet can be utilized as a platform fasther channels of
advertising such as AdSense, banners, jums or direct email marketing.
(Karjaluoto 2010: 133142.)
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Email marketing ca be used to seek both leteym and shosterm effects. Email
marketing campaigncan boost sales effectively, but tlepuld be seen as a part of
the whole communications ategy that aims to build a losigrm relationship with

the communicationsecipient(Perry 2015). On the other hand, if email marketing is
mishandled in a company, it has thetential to damagé h e ¢ o rogsimass 0 s
image and alienate customers. For exampl@ompany might commiitself to
spamming which meansending irritating and unsolicited commercial messages to
customers. (Watjatrakul & Drennan 2005.) In order to attméchegative impessions

that might ircur from spamming, marketers caise a permissiorbased marketing
communications strategyhen sending email messages. Threans thatthe
consumer imsked to agret® receive communications. Thsakesthe consumer feel
more controlover the communications process. Permission marketing highlights the
importance of personalized ongoing communicaiand dialogue that lead to
greater profitability. (Godin 1999: 44.) According to Kergnd Brandal (2003),
seeking permission in advancer f@endng marketing communications is a
worthwhile strategy dr any company since permissibased emails are more
effective, more frequently read, found to bamore interesting content, are more
likely to lead to apurchase than spabased mailsand hae higher clickthrough

rate. Sutton (2015) argues that in order toceed ateffective email marketing,
communications should be tailored to the individual. He emphasizes the importance
of creating interesting content that is delivered to the receivilseatommunications
exactly whenthey need it. Advancetechnology andhe growing amount ofdata
about customers enables marketéos make more effective and personalized

automatedrtgger communications that mébec ust omer sd6 real worl d

Accordingto DiViA (2014), social media marketinig the thirdmost popular digital
marketing channel in Finnish companies. Facebook, YouTubelaitter arethe
mostfrequentlyused channeldut alsothe more constrained Linkda, Foursquare

and Pinterest arouseterest amongompaniesvho see them as suitable platforms
Barwise and Meehan (2010) encourage companies to see social media as a tool for
engagement and collaboration. They argue that social media can increase brand
awareness, competition and salésit the most important possibility lies in the
customes” expertise and creativity product developmentvhich can be harnessed

through social media. They see social media as a channel to get unmediated customer
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insights immediately. In order to succeedsotial medh and to take full advantage

of it, a company should communicate a clear customer promise, buildbyust
delivering on anycommunicated promisg continually improve the promiseand
innovate even beyonthe familiar. The opportunity withisocial media lies in its
interactivity. The scale and speed social media development cdre a great
challenge to comparsebut if companies succeeddeliveling their promises, social
media may well amplify their reputatiohis, in turn, translateto great benefits
Social nedia is a productive platform for facilitatiregword-of-mouth, which has a
significant influence on purchasing befav (Chen, Fay & Wang: 2011%ocial
media can alsact as a good platform fatiral marketing Viral marketingrefers to
marketing messages that move from one person to another by exploiting peoples
existing social networks. Viral marketing differentiatedfrom word-of-mouth
(WOM), as itmeans sharing or spreadi an original message forward, whereas
WOM refersto sharing experiences and opinions. According to Karjaluoto (2010:
144 146), viral marketing is considered to ba effective and successful way of
mariketing communication®ecause marketing through frietwfriend channelsis
often the most powerful weto influence brand preference and purchasing decisions.
On the other hand, viral anketing is difficult to manage since it dfficult to
explain how and when it really works. Nonetheless, it is known that viral messages
spread most effectively isocid networks that share common interests. Thakes
knowing the target audiengmportant in orderfor a companyto succeed in viral
communications. Viral marketing has a greatential onsocial media platforms

where sharig content and recommendations arade easy and rapid.

Advergamesare a digital marketing channel that seelto draw attention tahe
product or to buildhe brand image by usingninteractive user experience. They can
also be used to train people or to introduce new products. Peaglaglergames
because of themusement or relaxation theffer. Advergames are not seen as
advertisements and companies dbdokeep advertising elements ltaw level so as
not to disturb the game experience. If advergames tieeteeds of the playersgeth
have a chance to go viral if players recommend the gathe their sociainetwork
(Karjaluoto 2010: 14i7150). Games can also offer a platform for marketing and
advertising inside the game. For exam@ereallife brand mayhave established a

virtual presence ira certainvirtual world called Second Life, which can be used to
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strengthen their reatorld brand. Virtual worlds can also be utilized when doing
marketing resealc or educating personnel who ageographically far away.
(Messinger, Stroulial.yons, Bone, Niu, Smirnov & Peregut 2009.) Virtual games
might al® be the offering itself with its own revenue model that turns usage of the

game into purchasing and profits (Mantymaki & Salo 2011).

We argue thabnline communitiessudh as online forumsr blogs canalso be
considered to beoteworthy marketing chanrssor startup companiesAccording

to Yang, Mai and Beftur (2012) marketers have begun to usdine communities in
order to each online opinion leaders, whkan have a greateal ofinfluence within
their social circlevhere information is searchdédr and shared. In other words, the
idea behind marketing insid@line communities is to encouragé/OM to spread
throughthe community This can be achieved throudiscussionabout the margt
offering and by makinghe producbetterknown. According to Homburg, Ehm and
Artz, (20195, acompany’s role in online commities can be eithexctiveor passive

A passive role means offering a platform for online conversations without engaging
in the conversations among consumers. When following thesiya role, a
company’s goal cabe, e.g., to gather information about consumeeds An active
role means that a company is in active and directaot®n with the members of an
online community Kozinets, De Valck, Wojnicki and Wilngj2009 highlight the
importance of transparency fdahose who market in online communitieas
community members want to know about marketers who approach Ty also
warn about engaging in ethically questionabl©M behaviours such as posting
fake blogs or hiring people to post positive ecoemts. Unethical behaviour céead

to attitudinalresistance and hostility towards the company. Yang, Mai andUBen
(2012) arguehat seeding strategies targetecdpinion leaders may turn out to be
more effective tha a general buzz strategy targeted at ¢femeral audience.
Companies cartry to attract thesupport of opinion leaders within an online
community forthe company’s produsitand to encourage key indivialsto generate
positive feedack about their producta a blog or forumenvironmentKozinets, De
Valck, Wojnicki and Wilner(2009 suggest that marketing in online communities
should be seen as a letegym interactive proposition that follows the mmiples of
relationship marketing. Different campaigns and agioan be chosen when aiming

for relationship building or immediate sales.
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Summary of he most used digital markegj channels are presented table 5.
Purpose of the marketing communicatiosiglso representedable aims tgresent
which digital marketing channels can be utilized to meet certain goals of
communications, such as making sales or arousing awaréxgesge can see, one
channel can serve multiple purposes ahdnnelsvork besttogether in conjunction

to each other.

Table 5.Which marketing communications purposes aresuitable for different channels

AROUSING SHARING BUINDING ENCOURA GOING

PURPOSE mmm=) | MAKING

CHANNEL SALES AWARENESS | INFORMATION RELATION- | GING WOM VIRAL
1 SHIP

MOBILE

WEB PAGES

SEARCHENGINES

EMAIL

SOCIAL MEDIA

GAMES

ONLINE
COMMUNITIES
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4 THEORETICAL FRAMEWOR K

From the theory of innovation commercialization and marketing communication we
havecreateda theoretical framework which is presentedigure 5 The framework
combinesthe process of innovation commercializaticed chapter 2)5andthemes
from market communicationchapter 3 As discussedbefore, the innovation
commercialiation process includes threeain stagesdiscovery, developmenand
deployment.The stagesand their themes mayot be linedy organized,as in some
cases a company may enter straigho the deploymentphase and finish in the
development phase, depemglion the context of innovatioifihe nmain stagesnclude
six different themes(i) the source and (ii) type of innovatiofii) market entry,(iv)
protection,(v) developmentand (vi) deploymentWe see that integr@d marketing
communications havean esential role in the whole process of innovation
commercializabn. Thisis why integrated marketing communicatioase situated
between thannovation commercialization process amghrketng communicatios
activities Marketng communicatioractivitiesare divided intahreedifferentroles
the plan, the target andfull action. The roles relate tothe role of markemg
communicatios in eachstep in theannovation commercialization procegelow the
marketng communicatios rolesare communicatiomadivities, which are needed to

implement market communicatisactions in practice.
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< INTEGRATED MARKETING COMMUMICATIONS >

COMMERCIALIZATION PROCESS

INMOVATION

MARKETIMNG COMMUMICATIONS

ACTIVITIES

CHALLENGES: Strategic zone, Market creation and Preparation zone, Development zone

Figure 5. Theoretical framework of innovation commercialization process andmarketing
communications

4.1 The Framework explained

In this chapter we are going &xplain our theoretical framework in more detail as
well as argue the reasons why each marketing communications activities are places
under each pls@ of commercialization proceas those placements dased on our
own logic, because there is no existisigidies combining theories of marketing
communications and commercialization proceldswever, & mentioned in the
previouschapter, the structure of the framewankthe figure 5is based ortheory
concerning theénnovation commercializatioprocess. Btailed explanations of the
main actios ofdiscovery, developmenand deployment and their themes are found
in the chapter 2.5 The theory of marketg communicatios from chapter 3is
combined with thetheory of the commercialization proces3he aforemetioned
marketng communications rotg(the plan, the target and full action) are meant to be
adapted for theifferent stages aheinnovation comrarcializaion process: the plan
role atthe discovery stagethe target roé at thedevelopment stagand the action
role at thedeployment stageDifferent communicatios activities help to confirm
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that the desiredctions can be implemented in practateevery stage of innovation
commercialization Activities help companiesto execute their markeg
communcations strategy.Companies also faceme challengegelated to strategy

market creationand development differentstages of commercialization

At first, it is important for a company to utilizetegrated marketing communicatsn
(see chapteB.3). This means thahe principles ofmarketing communicatianare
similar in both internal and extern@lommunicatios, as well as for thalifferent
marketing channelsviarketing communicati®arenot only markdhg departmeris
responsibility but a task for carried by the entire company withdepartmerdl
limits. It is essential thatllaoperators in the company deliver the same message to
externalparies, such as customers co-operatorsFor example, the worker ithe
material execution degarme nt r ef |l ect s t he exanditpueatoy 6 s
suppliersthe sane way the seller reflects them d¢astomersin order to assure that

all operators can deliver the same message extertlaé message and common
marketing communicatian practces (like value conmunication) must first be
successfully internallyadaped throughoutthe ©mpany. Integrated marketing
communicatios should always have a presence withie companyThisis why it
hasbeenmarkedinto the frameworkso thatall the stages of commercializatioare

covered

4.1.1 Planat the stage adiscovery

The role of marketing communicati®at thediscovery stage it participate in the
planning processThis means thagilanning ofthe base of markiety communicatios
should take placm the beginningf theinnovation commercialization process. Data
gathering from customers, competitors and suppliers, and other background work
including canpetition and situation analyses adene at this stage.Customer
orierted thinkingandthe promisemade to the customare essentially connecté¢al
innovation discoverpecausea company needs to consider these already wihey
arestill in the process afreating the commercialized innovatidrater, the customer
promiseformsthe basis for thenarketing communicatiosiplanand acts as the main
message incommunicationsactivities The gan creates a part of the basis for

marketing communicatiawhich is to be establishedater. In some casewalues
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and principles that are communicated internaliyhin the companycan trigger
innovation activitiesalthough the direction is typicallyice versaAs an example, a
company may havimternalzed marketing communication principleand R&D can
follow up on the same principles when creating new innovatiémstherexample
could be thathe customer promisexists before the innovationtself takes place
e.g, thecompany haspromisel to have the fastest delivery time the marketbut
one day a competitorbeats theirs This would force company to innovation
development of an even faster seniit@rderto beingable tokeep th& promiseto

the customers

The marketing communicatisistrategy and innovation strategy should be aligned to
fit the c o mp amajn &teategy. This means that elementtheimain strategylike

the companyision and missiojneed to be comered during the innovation process
andwhen planning markehg communicatios. Internal marketing communicatien
inside he company anthe networkshouldalreadyhave beermescribed in the main
corporate strategyo guaranteethat all the operators can act under the same
principles and later expand the uniform communicasiopracticesto external
customers. The company also needs to constidetarget group cd new innovation

at this point as the innovation commercialization process should be customer
oriented. Based on dagmthering and situation analysisis importantto recognize
not onlythe possible market niches and potentiadtamersbut alsocompetitors and
possible threatsso that the innovation commercialization will hava better chance

of success.

Companies magtruggle withtheir strategy at the discovery stage,they do noyet
know which kind of marketing strategy innovation strategy they shouidllow in
order to maximize the chance of successthe commercialization process.
Companies maglsofacechallenges because atack of a systematic modedor the
commercialization proces3his may lead tdifficulties on managinghe process
and conneatg it with marketing activities. Athis stage othe commercialization
processsmall companies @tartups may lack the relevakhowledge to understand
the commercialization processThis is how they might fail tomake the right
decisions to exploit thearkets and customemnd at the same timmeakingthe right

marketing communicatiachoices.



70

4.1.2 Target at thelevelopment stage

At the developmenstage the role of markeéthg communicatios is targeting. Atthis
stagethe purpose of markieg communicatios is to stir ugnterestamongpotential
customers towardshe inrovation, and tocreate positive attitudes towardke
innovation among customers andther stakeholderswithin the company’s
communicativenetwork. This makes public relations and adiising important tools
to use athis stage, since they produce letegm effects, such as product awareness,
stir upinterest in thgroduct and promotthe formation of morgositive attitudes.
The finishing touches to thenarketing communicati@plan should be madby the
time when products ready tobe sold and distributedo customersAt this point
marketing communicatianare typically performed on a small scdtevards the
customersandon a larger scale withithe companynd itsnetwork There may yet
be a small number o&xceptionswhere markeing communicatios are more
effective when performed to full capacity towards the custonkensexampleif the
company is using first-moverstrategy (offensive strategy) to laungmew product
(see chapter.2) the role of mark&g communicatios is much more significant at
this rather earlgtage. Firstnovers need to create and communicate visamalseven
securepre-ordersfrom customershefore the product is laundaheandconfirm their
successful entrinto the marketA good examplef such a casis the iPhoneApple
usesmarketing communicatianactivities to advertise aew version about year

before launching.

The marketingcommunicatios plan is finished at the development stagmngwith

a description of itgletals. Major concern the markding communicatios plan are
resouce allocation and scheduling. Thengpany neds to target the resources
reserved formarkeing communicatios. For example, whethethe markdng
communicatios planis establishe@dnd implementedith company”wn reserve of
resources or if the resourcesre acquired throught he ¢ o mp an,yod s
perhaps boughHtom an advertising agencyhe budget, the first draff the outline
of marketing toolsand channels, anthe marketing communicatiaschedule are
also included Companies acting througmetworks may utilize marketing
communicationstargeted toother actorswithin the same networlwhen seeking to

build beneficial relationshipsFor example appropriability issues such degal

net
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workforce, lead time and human resources can h@esequisiteof marketing
communication inside the network. Communicatiortsn be used to signal the
trustworthiness honesy and respectfuless of the companyBy usng the
appropriability issues as a basis foarketing communicati®) the company can
strengthen its positive image among cooperatorseaadfurtherwithin the reach of

their communicatig network.

The level of significance thathe role of marketing communicati®rplays at
development stage depends on the marfedtrategy of the companigee chapter
2.2). If the company chooses to usedfensive firstmover strategy, thbig picture

of the marketing ommunicaions strategyis supposedo be planned out in way

that allows forthe companyto implementconcordant marketing communicatgss
earlyon as possibleln such acasemarketing communicaticrtake the role 06 f u | |
a c t evemf dhe actualdeployment of the innovation (distribution, manutaitg,
pricing, etc.) has not beemplementedyet. If the company uses defensive
innovation strategythe employment othe marketing communicatisrplan can be
postponed until thennovation deployment stage. The company will wait for the
market pioneers to launch their product, and may prefeddéosome late dem
changes taheir own product and thereforebase thig marketing communicatian

pl an to expl oit wdaknesseg.g,dynoffexring a jpatter doluttohss 0
to any possible design flaws.

Companies may face certain challengelsited to meket creation and the market
preparation zone at this stage. Companies may, howeverfdraved a strategy to
maketheir innovationwell-known withinthe market andamongcustomers. Usually
the stakeholders and h e c¢c o mp a ny 6 snetwarknmave aniinspartant role
doing innovations welknown which makes small companiesoften highly
dependent on their suppoithe network can offer the company direct aidttoir
knowledgeat the differenstages othe commercialization process.g.,helping with
appropriability and legalissues. Theabsenceof a supporing network in the
commercialization process acommon challenge for companigsvhich can leave
especiallysmaler companies strugglingith a lack of information and knowhow.
This canlead to a situation wherethe company cannatreatecredibility for the

innovation and as a resylipotential customers mayot want tobuy the product.



72

Insufficient resources duringhe commercialization process aa#so a common
challenge as companiesnay sometimes fail tcallocate internal and external

resources i way that could save them from cost overruns and delays.

4.1.3 Action at thedeployment stage

The last marketing communicat®nole is the full action atthe deployment stage
This refers to how thenarketing communicatianplan is implemented to its full
extent. Marketing communicatianhave an importantole to play in innovation
commercializationacquiringnew customerand making sale#\ uniform marketing
communicatios message must laelivered tathetarget audénce through the use of
different marketing communication tools meant tnsure that all potdial
stakeholdersreceive the intendednessageAll marketing communications tools
(whether they aradvertising, pubt relations, sales promotion, personal selling)
are usedn combination withvariablechannels athis stagen orderto reach as man
target groupss possible. Advertisingnd public relations aratilized toseek long
term effects, such as buildirypositive brand or corporate imagad controlling
attitudes,and also used to share information,ai@useinterest and gairmpositive
publicity. Sales promotion and personal selling aspeciallytypical tools at the
deployment stage, since they specialize in causingrttime effects such as
increased salesThe role of marketing communicatisnis usually at its most
significant point at this stage. Duringearlier stagesthe role of marketing
communicatios is morefocused on planning and preparatory waiked towards a

deployment stage.

The customer promise acts as a basis for formulatinghtireetingmessage, which
supposediyfollowst he ¢ o mp any 0 sratagya Askegpainee beforeythe
message ira first-mover strategy maynot necessarilyneedany changesas it is
typically deliveredalready tocustomes during the previous stag&he message @f
defensive strategymay require several changes$or it to maximizeits market
potentialin comparison to the pione@roduct Marketing communications can be
used effectively by contrasting the two products and highlighting the improvements
made by the company that chose &edsive strategyFor example, if a firsmover
smart phone developer uses a Ildwrability battery anothercompany launching a
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new smart phone;anform a message thdtighlights t he product os
life. However, he messagewhich isreachingthe customersmustbe uniform in
everychannelused Some channels may already hdneen used at the development
stage, but there needs to beemarkablechange in the intensity of the message. The
purpose of marketing communications channels ideover both the main message
and supporting messages ttee chosen target group&larketing communicatian
actions, goals, resultand generalsuccessfulness amarefully monitoredat this
stage so that the company canensure the functionality of its miketing
communicatios actions If the chosenmarketing communicatiaactions fail to
generatethe desired results, the company megsexamine the various factors that
affect the result. lis evenpossible thafaulty analysis at thdiscovery stag@asled

to incorrectresults which may have resulted misunderstanding that there ever was

any demand for thenovation.

At this stagemostchallenges are related to earlrallenges not having been solved
properly The problem of creating salestime early majority markecannot be solved
beforethe companycan understand their past mistakes. For the deployment stage to
go fluently, earlier stages and their problems must have been thorodiggitywith

or the company might riskgoing backwardsthe commercialization process.
Sometimes the company may still be in the process of solving special difficulties at
this stage evethough previous stages have beecessfullyworked through. E.qg.,
marketing discontinuities may play a role in the probldrsades creation and sales

develgpment, whiclthe companycan do hardlhaboutanything
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5 METHODOLOGY

In this chapter waliscussour research methodologgnd methodsFirstly, we will
consider the philosophical assumptions that underlie the study. Theroweon to
a discussion of the more practical and empirical implications of research
methods and the interpretation of thecollected data. At the end of the chapter we

evaluatethe validity and reliability of our thesis.

5.1 Philosophical assumptions

The foundations for any study are laid by its philosophical considerations,
assumptions and an exploration of the understanding of relevant methodology. These
areas of interest are what allow thereadder i denti fy and ascerta
basic assuptions, which hold a special significance within the structure of the study

and the organization of research. In this chaptertake a closer look at the
ontological and epistemological foundations of our the€kstology refers to
philosophical questionghat deal with the natureand existenceof reality.
Epistemology is concerned witfuestions about knowledge, sudita origin, nature
andformation (Hirsjarvi, Remes & Sajavaara 2007: 126.)

Our thesis aimso clarify and describe how the processcommercialization could

work in the context of and to the optimal benefistdrtup cwmpanies. @Qr thesiss

a study of a process that is essentially a human creation, not a natural .process
Ontologicallyspeaking we see human beings e agents witim in the process of
interest. We assume that there is ore universaltruth to the processbut rather
consider there to be a collection of perspectives, which are essentially about different
agents confrontinglifferent ralities based on theiexperierwes and circumstances.

In other words, we see reality as besugially constructed. We claim further that
reality isa changing phenomenonot a stationaryone. On the other hand, we seek

the creation of singular framework that coubeénefit the majority of startup
companies, buat the same timbelieve thathe framework should be applicable to
actions with consideration gpecific situational elements. @gequently, we believe

in the existence omultiple contextual truths or realities rather thaname single

truth.
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Epistemologically we believe that knowledge is based on experiences and
perceptions. Walso realize that in some cagsasional deduction may be the only
possible way of gaining further knowledge, Ipuefer experience and observatas

a more accurate source of knowledigée believe that knowledge can be shared by
person to personbut that knowledge is not consisteritach person interprets
knowledge based aheir individual values and earlier experiends constructivists
argue, ve believe that human bjs”™ minds play an active role in construction or
creation of knowledge. Knowledgehat is based on impressiomsceived and
modified into, e.g., abstractions or concepts (Schwandt 1998: 224k see
interviewees as subjective inforants who shartheir subjective knowlege, and that
knowledge to be open for our further interpretatiQur goal is to understand the
process from the point of view of those who have experienced res&archers, we
interact with the informantswithin the interview eventWe are not independent
observers of the situation, bpersonaly takepart in the research. In conclusiome
categorize our philosophical assumptions to follow principles of empirical

constructivism.

5.2 A Qualitative case study

In our thesis, we aim to accomplish a holistidetailed ad comprehensive
understanding of theommercialization process istartup companiesn reallife
situations Thestartup companiesve chosdorm our group of research subjectr

goal is to understandnd describe a process that takes place in one point of time
during the lifecycle of a company. (Hirsjarvi et al. 2007: iI®X1.) We are not
interested in lcanges that happen during any extendiete period. (Cooper &
Schindler2008: 144) Based on thesarpmetersour thes is a case study, regardless
of the facttha our analysis is theofglriven and not as stronglgmpirical data-
driven. (Saarek&innunen & Eskola 2007: 185)

The instrunents of our research are people who have experienite @rocesthat

we are interested in, which vghy we see them as a valuable source of information.
We argue that deemterviews are the best way to transfer that experierzased
knowledye fromone person to another. Ths why wehave chosen to use theme
interviews to cdlect the research data froour informants. We believe that theme
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interview as a research method allows informants to reveal their perspectives and
stories well. The informants for this study wesslected adequately, not randomly.
According to Hrsjarvi et al. (2007: 160), these are all typical features of qualitative

research.

On the other hand, Higrvi et al. (2007:160pargue that qualitative research uses
inductive reasoning instead of deductisasoning. In our thesis, we take a more
theaetical point of view Our aim is to build a framework based on earlier theories
and then test howvell it fits to areal world environmentandfinally learnhow ©
improve the framework In other words, the aim is to tetste theory that we have

built for use ina new envionment or context. Based on all thise believe our
reasoning follows deductive reasoning. On the other hand, we are per se questioning
the framework and searching for alternatives. We see the topic as a complex issue
that has no rigt or wrong answers. According t8aaranetKauppinen and
Puusniekka (2006), the division of deductive and inductive reasoisintpo
simplistic According to them, it cannot be said that all qualitative research is purely
inductive or that quantitative resarch is purely deductive. Despite of these
contradictions with the reasoning, we have chosefoltow a qualitative research

strategy.

5.3 Semistructured interviews

For our experiencéased dataathering methadwe have chosen sessiructured
interviews coducted withindividual informants. Semstructured interviews suit our
research best, as thallows us more fredom than structured interviews. This way
we have a better chance to discover ribeme related issues that megme up
during the interviews. @ the other hand, unstructured interviews are not an option,
since we have a certain process that is built into a framework that we are
corcentrating on. In order to bable to make some conclusions based on the
comparison made between theoreticaframework and the empirical data, we must
gather some specific data from all the informants. The i@enframe is built to
follow the different phases ofthe commercialization process ajur theoretical
framework so that we are able to compatieeoretical ad empirical knowledge.
Under each theme we hapianned questions that are meemsshed some light on
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the questionsand issueshat we are interested in within egghasesuggested by the
theoretical frameworkSemistructured interviews allows as inteviewers to vary
the order of the questions to be asked to suit the situation thelhestvay,we are

also able to makelarifying questions if needed.

At a more practical level, we had plannedto hold three to fiveinterviews with
individuals who worked irdifferent staup companies thatave discoveredome

form of new techologcal innovationand utilize itin their product. In the end, we
interviewed a total of four company personndhterviews were held in Rnish
languageAll the startup companies operate ithe Oulu region and all interviews
were heldfaceto-face. Three of the interviews were held #ite offices of the
intervieweesad one was held at one. Thenterridwe t wo
laged betweeran hour and seven minutes to one hour and thirty seven miimaes.
informants were selected to meet our specificatisnsh as technical innovation
utilization experienceandthe possibility of participation in a fage-faceinterview.

This means that we used judgemeninpéing. The informants were acquired by
inquiring from acquantances whether they knew any suitable companies and through
researchinto local startup companiesonducted on the interneédn one occsion,

our informant suggésd another potential intervieweld to the creation of a
snowball effect in our samplingn lother words, our informants were selected by
using nonprobability sampling procedur&sopper & Schindler 2008: 379After
finding some interesting suitabandidates fothe interviews, we reachedut to

them by callingthemor sendingan email informing them about our thesis and our
interest ininterviewing them. After receiving a preliminary acquiescence from some

of the companies, the exact interviewiiges and placewere scheduled

During the interview we had predetermined roles: one of us acted as the interviewer
while the other took notedVe believed it to be most practicdlat only one of
actively interviewed the subjects, while the other omd twotes This way, we could
avoid speech overlap during the interviaiWe did not switch roles foany of the

interviews, butinsteadfollowed through withthe same rolesach time
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5.4 The Puzzle exercise

As a part of the interwe we useda projecive tecique of component sorting
(Cooper & Schindler 2008: 174yherethe informant ispresented with flash cards
containing the different components of our framework and asked to create
combinations of those component based on their experience about the
commecialization process. The idea is that tlhmervieweeswere given pre
determined partsof commercialization process and marketing communications
activities but informants decide the order and linkges between thenfor
themselves. Thenformants werelso encouraged to pbain the combinations they
madeand walk us through the process piece by piece. By doing thatiedeo
uncoverinformationthat might have remained hidden if we had only retiecisking
guestions. We also believe tHat using this visual technique, ounformants could
better perceive the commaeatization process that they hagbne through.We
especiallybelieve that the process and the bonds between diffehaisiep of that
process coulde better eamined by using this exesd. The interviewquestions
were designed to help us in our search to understand these phasa®idetail adh

to make sure that we had a setcoinmon themes that were discussedlinthe
interviews, 0 matter what the informantsld us during the puze exercise. We see
this exercse and the interviewing questions domplementeach other. Both deal
with thesame issuedut in different forns and concentrating on different aspects

In our opinon, the interviews went welllThe informants seemed dnisiastic to tell

us their storiesWe were espeally positively surprised withthe amount of
information that we were able to gather by doinggbezle exercise. Informants told

us surprisingly much during thexercise and seemed to enjoy doing it. Mames

we felt that most of the intervieguestions were answerddring the puzzle exercise
and that going through the interview questions was repetiti»e the otkr hand,
even though we believetiat we already had an answer to a specific question based
on the puzzle exercise, when asking the interview question, someiewpoints or
informationtypically came up. All in all, we feel that we were albbegainrather a

deep understandiraf the topic based aime informanté s har ed . percepti o



79

5.5 Analysisand interpretation of Data

The analysisof our research datheganwith transcribing the interviews into a
written form Half of the interviews wer transcribed by us and half were gone
through by a transcribing serviceTranscriptions were made in Finnigds the
interview tapes were in Finnish as wélhe transcriptions were not made with the
sort of exactnesthat would be needefor conversation analysis mind, andsome
irrelevant expletives were ignored. Whttte data had beemanscrbed, the second
stage was to beconiamiliar with the data by reading it many tim&3nce we were
familiar with the data, we begadifying it. The way of odifying our analysis data

is based on our theoretical frameworkhich means that our analysis is theory
driven. (Tuomi & Sarajarvi 2013: 113.) As our interview frame was based on the
theoretical frameworkthe themes of the interviews weaakso preliminary classes of
codifying. The classes were modified and combined based on the data that was

gathered.

As analysig tactics we have utilized thematising and d¢omg When thematising,
we examined issues that wazemmonbetween severahtervievees. On the other
hand, wecounted how many of our interviewsgrguedfor specific items of interest
(Hirsjarvi & Hurme 2@9: 172173.) Wken interpreting the data we reflected our data
against the theoretical frameworkwith the aim of finding similarities and
divergences itbetween. We also looked for similarities in tmeswes provided by
our interviewees. Theesults of ouanalysis are presented in multiple ways;hsas
descriptive text, graphs, figuseand tables. Graplasmdfiguresare used especially to

represent processes or relations, talwgspresent amounts or summarizagion

5.6 Validity and reliability

The validity of a studycorcerns how wellthe chosen researchmethods fit the
parameters set bghe reseath questions, or in othewords, whetheithe research
methods measure the qualities of the chosen research topic. Our thesis is a qualitative
study, whichmeans that iteim is notto makeany statistical generalizati@{Tuomi

& Sarajarvi 2013: 85), rather the results of our research are dependent on historical

and cultural context. We wish to form a comprehensive view regarding the
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perceptions, knowledgend experiences dfie informants that took part in the study,

but are aware thas researchersve inevitablyhave aninherentinfluence on the
formulation of knowledge, which affects everything all the way from gathering the
data to the analysis and empretatiorof the data.The attempt was made to make t
research process transparienorderto enhancé he st u d.yl@assparercyis di t y
accomplishedfor example by showing the reader our interview fraff@pendix 2)

and any quotations from thenterviews to show howthe interpretations have been
made.Quotations are translated to English but the original Finnish quotations can be
found from appendix The esarch strategies and methods were chosen so that they
could offer us answers to thheseach questions. (Hgjarvi & Hurme 2009: 188

189). The mterviewees were chosen so that they would have as much experience and
knowledge abaduour research interests possible, as Tuomaind Sarajarvi (2013:

85) advise researchers to.do

Reliability refersto the accuracyof the chosen research methoa.other words, it
means evaluating wheth#re results are reliable. Wancountered some challenges
concerning reliabilityssuesduring the researgbrocess. When analysirmg the daa,

we confrontedcchallenges, such as how we coble convinced thahe interviewees
had understood our question correctly. For examplben we asked whether they
had anythoughs oncustomer promise we assumed that both parties understood
that the subject of discussiovas concerned witthe stageof innovation discovery,

but there was no way to ascertain this at the time. We should have reached greater
precision in the planning of the interview frame and have understoadk more
specific questions during the inteews. Utilizing method triangulatin in our data
gathering provedisefulin the context of the previously described circumstances. As
we collected our data through both ihéerview questions and the puzzle exercise,
we were able tacombine data from botho make more precise interpretations.
Another reliability enhancing aspect of our work is that there viwie people

conducting thenterviews performing the analysis and discussingittierpretations.
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6 THE ANALYSIS OF THE ROLE OF MARKETIN G COMMUNICA -
TIONS IN THE INNOVATION COMMERCIA LIZATION PROCESS

In this chapterwe analyze the data frothe interviewsandthe puzzle exerciseve

had each interviewee go throudbur analysisbeginsby forminga comprehensive
understanding of thenovation commercialization procesbhis pat includesthe
puzzle exercise and twextensive interview questiong.hree themes fromthe
theaetical framework (see chapterdd) are examinedni more detailusing the
interview questions Each theme representse stagein the commercialization
process(innovation discovery, developmerand deployment) which arturther
divided into eighteensubtopics based otime structure of the interviewslhe three
main themesare innovation creation, innovation developme and market entry
The purpose of the chapter 6.1 concerning the innovation commercialization process
is to shed lighon the timing of marketing activities as themes one, two and three

(chapter 6.2are focusing talescribe the elements included ingbectivities.

Table 6is presentbasic hformation about theompanieghat our research subjects
representAll companies are staups and they arall only cauple of years old. The
amount of turnover varies from one company to another. Each corepghayworks
within a field of technological innovation, owith innovations that includeew

technology.

Table 6.Basic information of interviewed companies

Company A Company B Company C Company D
Established 2012 2014 2014 2012
Turnover( U 7500 XXX 250 000 50 000
Employers 5 8 2 6
. Wireless Electronic Health and
Field IT wellness
hardware development
technology
'”tsg‘;'ee"" 17.12.2015 18.12.2015 5.1.2016 28.1.2016

As the last question of interviewse asked the companies what they thought about
the role of marketig communications on the whole and within their innovation

commercialization processes. All companies responded that the role is absolutely
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necessaryThe interviews speak for the importance of marketing communications,
but we are interted in how companiasplementin practice It is essentiato know

the activities they favaio be themost successful ones in marketing communications

It is entirely possible, however, that while companies may see the benefit of
implementing marketingommunicationspractices, they do not necessarily know

how to put this knowledge into practice.

6.1 Innovation commercializationand the channels useduring the process

In this chapter we discugsnovation commercleation on the wholdefore moving
on toexamine each stage with precision. Wiscuss and analyskee following topics

in this chapter:

Theinnovation commercialization process
Thechallenges concernirtheinnovation commercialization process

Analysis ofthecommercialization process based ba puzzle exercise

= =/ 4 =4

Marketingcommunications channels

The innovation commercialization process

Interviewees were asHleto describe the commercialization thiir innovatios in
their own words. There was a great deavafiation in the answerdut a comman
feature was that threeut of the four companies concentrated on describing a
marketing channelthat they have feltto play an important role in the
commercialization processTwo companies mentioneccrowdsourcing as an
important tool in theicommercializatin process. wWo of the companies mentioned
telemarketing.This is how the companies described their respective innovation

commercialization processes

ARnAbout a year ago, we were quite ready
was notfully defined yet, that is when we decided to test the market potential

by doing a crowdsourcing campaign-][ And for thirty days we sold it

through Kickstarter and achieved ourgeal0 ( Company B)
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A Tel e ma Thiate tbout glthat we have don&hen we got the product
ready, we started calling to get someopitustomers and to tell what ar
product like. It was completely new product on markets and it still is. It was
challenging to get those first pilot customers, but when we got them, it made
things easier, also others joined in.

i did this commercialization a ©bit
campaign already a year ago. | have had two crowdsourcing campaighk. [
used it to get prerders, when | just had the idea:-][ It was a market
research, if there is any demanek] [| got such a pasive feedback from there
that it helped me to get company’s finances in ordet.l[engaged half a
dozen companies and about twenty employees last year. | act as a project

manager] am being reported to every week.

ASl owl y. Maybe where we started- it
but then we realized that our [product] was actually so good, that we hold up
on that. On the other hand, when we started to seele capital investors, we

got a message that this business should be scalakl&Ve started cold calls

on customers.-f] And sales should start even before the product is ready. So
that you are a bit ashamed--] You can sell a product as soon as yman
describe it. Try if anyone responds to your ideas. If nobody understands and
gets enthusiastic, then you know that something is wrong. Then it’s not worth
doing anything. o6 (Company D)

The dhallenges concerninghe innovation commercialization process

Companies weresked to describ¢he challengesthey hadconfronted during the
commercialization proces3he snall Finnish marketsand gainingcredibility were
mentioned ashallengs by two of the companies. Also patent issuask of money,
delays fromthe schedule, and understandiogstomer needs were mentioned as

challenges in the process. This is hicompaniegold us abouthe challenges:

ABad situation [for potenti al cust omert

Finland, Finland is a lousy ®iness country.-f] It has been a true challenge
that the product that we are offering has ever been seen in [Finland] before. So

to gain the credibility that It actua

(Company A)

AA basic pr obl e mdewlopmént ia that svd arepgoan chtu c t
inventing new technologies before checking if anyone is interested in that kind

of a technology. That.(CompanyBeé f undamen

AnA | ot . C h ant bnealh ¢-le Tardineds.i Tgngsadon’t happen as
quickly as you want or have planned. One of the biggest problems is patents. |
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have has two patent applications running for two years, nothing has been
granted yet. Complaints are made regularly [by big competing companies],
and whenever a complaint is madee patent is delayed for three months. That
is the biggest problem.-] Investments can’t be gained from investors or
banks as the patent has not been granted lyetauses a risk for them
(Company C)

Analysis ofthe commercialization process based dime puzzle exercise

Here we will analyse some of tHeey issues that we found usingthe puzzle
exercise during the interviemv The goal of this exercis&vas to gather a wide
perspective on theommercialization process thaketikompanies had gotlerough.
Using this exercise we aimed to find out the ordertlud different stages of the
process, whethehe process was linear or pnethich marketing actities were used

at eachstage of the procesand what théarget audiencewere

First we takea look at thestages of theommercialization proces®ur theoretical
framework suggestone specific orderfor the stages of the processit highlights

that the process is not necessarily linear. According to our framework, the order
would be as follows innovation discovery,innovation development,and finally
innovation deployment. All of the interviewed companies thought that innovation
discovery was the first stage of the commercialization process, but only one of them
continued the process as oumrfrework suggests by arguing that development
followed the discoveryand that the last stage was to bring the innovation to the
market. Two of the companies placed developing the innovation and deployment of
the innovation agaking placeat the same timeOne of the companies placed
innovation deployment before innovatialevelopment since a company can sell
based on made promises, even though the product itself does not yetnexibe
developmenprocess is still oigoing The followingfigure 6 showshow companies
placed the phases of commercializajwacess



85

Stagesofthe
commercialization Company C

processare marked
as following:

‘ﬂ. Innowvation

discovery

7 Innovation CompanvA

development

I
T T S S %% % %% %
=) Bringing INNOVAATION ] L\\\\\\\ INNOVAATION
SYNTYMINEN KEHITTAMINEN

innovationto |
market

CompanyD

_ verwawinkil

TIMELINE OF THE COMIMERCIALIZATION PROCESS

Figure 6. Stages of commercialization innovation process based on thazzle exercise

The companies provided some commentary as they placed the stages in order as

follows:

Alt i s iterative, r e al-Iys haréitp sagwhicHh t Es r
one of theséwo [innovation development or bringing innovation to market]

It was done iteratively. Started to market the idea for example to investors in a

really early stage, when we had no employees, and on the other hand to
prototype. o (Company D)

AWel | |, these we made side by side. T
(Company B)
A Wel | , weamhihshiddemik that developing minnovation is secularly

a long phaseBringing the innovation to market is phased. | mean, | could
place brihging innovation to market ovdrere and another version of that
same over there. o (Company B)

iltEs already on the market, even thou
ofcont acts and sal es. I am selling pr omi
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Interviewees were also asked to place cards under the stagetheof
commercialization process that representbd target audiences of marketing
communicationsTarget audiences of markegitrommunications in different stages
of innovation commercialization process according to thevi@es are presented in
table 7 whereA represents company A, B represents company B, C represents
company C and represents company. @ompanies highlightethat even though
they placed one target audience under one stage of the process, madkétiaiy t
target audience is a continuous process, and that the card onlytheaskge where
the communication was first startethe most frequently brought ugrget audience
among the companies wetee cusomers. All of the companies had been involved in
marketing communicationgrgetedto customersand two ofthe companies began
their outreachat the innovation discovery stage. Twid the companies began thsi

it at the innovation developmestiage while one company placed it on level with the
dewelopment and deployment stages which had been placetysglde. Three of
the companies targeted marketing communicationsother stakeholdersFor
example,investors were mentioned astarget audience. Two of the companies
started marketig to other stakeholdesed the innovaton discovery stage, one began
at the development stageand one compangnly after all threephases. Internal
marketing waghe least populamactivity among the cmpanies. Only two of them
admitted they hadlone some internal anketing communications that took plaae
the innovation discovery stage. Building a good teamrmaarketing the idea to one
self were mentioned as motivas for internal marketingommunication. At the
same time it was judgedto be irrelevantas the companies were so small. One
company placed internal marketing as a possibilityttie future when the company

would bebigger.

Table 7. Target audiences & marketing communications in different stages of innovation
commercialization process.

. Marketing Marketing
Internal marketing L L
O communications$o communicationso
communications
customers other stakeholders
Innovation discovery D,B B,C D, C
De_veloplng the D A A
innovation
Innovation deployment D
After the innovation
C B
process, future plans
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Interviewees were asked to place different marketintyiaes underthe different
stages ofthe commercialization proces®?lacements ofmarketing activities are
presented in table @/here A represents company A, B representsnpany B, C
represents company C and D represents compamfh® placementshow us that
the innovation discovery stage is the most popular stage arniengompanieso
engage irrival analysis, protect threinnovatiors, andto examine customer needs.
Thisis in line with our theoreticdramework whichsuggestshat the main focus of
marketing communicationat theinnovation discovery stage stuation analysis
which acts as a badisr marketing communications planning. On the other hand, our
framework phces appropriability issues, whiclare innovation protection
mechanismsat the stage of innovation developmenut lihree of the companies
placed itat the innovaion discovery stageThis means that they begahinking
about innovation protection immediately afterisdovering the innovation.
Additionally, half of the companies began outliningarketing resources at the
discoverystage. For examplemployees werdired based on their knetwow in
orde to assure that the company would have the human resources that it would come

to need

Marketing @mmunications planning, formulating thearketing message artte
creation of anarketing strateggreadivities that were most commonly performed

the development stag Half of the companies began thinking about marketing
resources during this phase. Thatiaties undertaken by the companies ardine
with our framework Within the framework the marketing strategyand
communications should be planned outiore detaikt this stage, whilsome actual
communications migtdlready take place

The nhnovation deployment stage was agbopular stage during which to engage in
marketing communications activitie©nly amme company placed three aftiies
under the innovabin deployment stage, but this waecause the company viewkd
developmeniand deployment stagds exist sideby-side. Thisis in line with our
framework in that no marketing actities were placedunder the innovation
deployment stage, since in our framework tpatticular stage is intended for

marketing communicatiomctivity implementation and monitoring, while all our
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adivity cards were concentratemh different tasks of nmrketing communication

planning.

Table 8.Placements of marketing activitieson different phases of innovéion commercialization

process
Marketing | Marketing | Rival Marke_tmg_ Innovation| Marketing Mapping
._| communicatios ) custoner
resources| strategy | analysis . protection| message
planning needs
'3.‘"0"6‘“0” B, D B B,C,D B B,C, D B B, C
iscovery
Developing
the A C C,D A A C D A A C,D A
innovation
Innovation D D D
deployment

Marketing communications channels

In this studywe ako take a closer look at thearkethg communication channels that

the companies haveaised in the past during thedifferent stages oftheir

commercialization process Channelspresented herare collectedfrom puzzle

exercise and, most of thementiored during the puzzle exercise. The chasnsed

at different points incommercialization process are presentedtable 9 The

channels highlighted in alark green color were mentioned by twoor more

companiesThe hghlighted channels atater analyzedn more detail.

Table 9.Channels in the commercialization process

DISCOVERY STAGE

DEVELOPMENT STAGE

DEPLOYMENT STAGE

Online communities

Online communities

Online communities

Internet Internet Pitching

Social media Third party E-mail

Networks Networks Traditional advertising
Telemarketing Webpages

Google advertising

Google advertising

WOM

WOM

Magazines

Startup events

Email
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Two ormore companies admitted to using crowdsourcinghpig and networks as
channels to stir up interest amopetential investorsluring the innovation discovery
stage. Such means were takdsoin order to domarket research related their
innovation process. At thearly stage ofhe innovation commercialization proces
Is essential to acquirknancial support and knodwow from investorsso that the
companiesthemselvescan continue their commercialization proceswéaals the
devdopment stage. Aghe differentstages inthe innovation commercialization
process might not be lindgarorganized,crowdsourang and pitchingwere also
mentionedat the development stage. Companies do not necessarily possess the
necessary resources duritig discovery stage, which is why they hawecontinue
finding investors and clarifyintheir market potential evethough they have already
begun developingtheir innovation with the already existingresources.The

companies memdned these channdlsthe following context

Ao kick-starter campaign came in the same time, because it was market
research at (Gommny<ame ti me. 0

0--we have hadhesepitching events etand we havebeenasked to present
[ pr od (Conpany &)

OProbably i n thevergldeginmiggFrenvteeretit infoimation
of product] spread to widen e t w dCGotpany D)

In thedevelopment and deployment stagmcial media s highlighted to bavery
important channel. Digitalization has madke possible to perform marketing
communicatios and usea range othannels witha zero budget. This is whiigital
channels are esseditifor startup companies. &ial mediaalso hasthe tendency to
strengthen the phenomenon of viral rkeing. All companies toldthat a great
chanrel for marketing communicatiantargeted at the customers during deployment
stage arahird party channels. Third parties mayave wider networks and better
customer portfolie than the companies themselves, whickhg strt-up companies
may find it so beneficial to collaborate withird partes Companies also mentied
that telemarketing works as an important channel reaching customers and
creatingsales. Companies commentatdthe use of channels during thevelopment

and deployment stagé the following way:
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AAnd then there are all social media channels like Twitter, back
Instagram, Linkedh. Facebook and Twitter arthe most importantones--ii
(Company D)

ASo yeswe want to create partnerships with thosbo are really good at
doing sales (BGampganyi@r keting. o

0And ma r k euni¢atiog is alsont@ppening through hi r d party
(Company A)

0 And selling is going todmore like doing telemarketingi ( Company C)

6.2 Theme I Innovation discovery

In this theme, we focusn the first stage ofhe innovation commercialization
process, which idisaovering the innovation. Theainfocus is orthe sourceandthe
type of innovationand any possible marketing communications iaities that take

place durig this stage. The ftowing concepts ardiscussed withithe first theme:

Source of innovation

Customer promise

Relationship betweetihe company main strategy and innovation

The plan of commercializing the innovation, market situation and rival
analyss

Challenges in the stage of innovation discovery

The ole of marketing communications at theanovation discovery stage

= =4 4 =4

= =4

Source of innovation

The urce of the innovation varied between the faompanes. Two begario
innovate whena needemerged fromoutside of the company. One company
discovered the innation with theencouragement from lecturer whena student
was doing their bachelod s d e gqumiversity. Anothercompany discovered the
need for a new innovation by directly looking at the market dothg market
reseach. Two of the companies expreddbat their original idea fathe nnovation
hadchanged along the way. Two of the companiere founded after having idea

about the innovation and based on that innovation. One innovation ptojadased
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acompany to develop a new individual product brandthe establishment of a new
company The different surces of innovidon were described as follows

AAfter the course, the lecturer asked us if we weterésted to further develop
our technology, in his opinion the technology has some business potential.
That’s it, we didn’t think it any further. Just started to do(Company A)

A[Company] told us about their need, that they will need this kind of a gadget

-. So, we developed that gaddet them here in this company That is how

we developed the first version of the product, but at the same time we realized
that the market potential is not too big[--] So, the further development idea
came from inside our companyCompany B)

i F it magket needs, that is from the faraway outside world. There was a lack
of solutions. Our idea was to develop services. | mean complete service system
offered by us, that was the first thought] [Then we realized that we can’t
offer the service, but weaust concentrate on the product to makso good
thatwecansellito ( Company D)

A-- my mothefin-law asked if | could develop this [gadget]l didn’t think it
actively, but sometimes it crossed my mind. Then, one night when | was going
tobedtoge some sl eep, | realized how to

Customer promise

We were interested iknowing whethetthe compnies had a customer promise, or in
other wordsa guaranteed solution to tBpecificcustomer need, wh#te vdue that

the company offerso the customer througtime productis, and what the customer
promise containsAll companies were able to describe their customer pronise.
companies mentioned possitdavings, but one of the interviewees said that he is no
longer marketing the produdased orsaving moneybut instead concentrates on
otherways to providevalue Otherwisethe customer promises were diffetefrom

one anotherNonetheless, the content thfe customer promises was nevair main

concern, butatherto know if it existel at all

f-- we promise them like time and monetary savings in customer services. We
can already prove that to a certain point. Plus our product makes additional
salespossibled ( Company A)
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f-- we enable individual people to make things that were plessibly for
|l arge companies before. o (Company B)

Relationship betweernthe companyd main strategy and innovation

We were interested ifearring aboutthe companies” main strategies in order to
understad what the relationshipetween the main strategy amthovationis. We

were especially interested finding out whether the main strategy amnthovation

support each other harmoniousagis recommended in our theoretical framework.

Three of the companies arguditht their main strategy, includirtheir values and

visions, supportednnovation. One of the companiesaisl that they are acting to

fulfill their values within ther main strategy, but because of the nature of their
market offering,some people might see contradictionthere We arguethat the
characteristics oinnovaton have played a major roleformulatingh e compani es
strategies, oat least in three of the cases among the companies we intervieaved

example his is how interviewees told us aboutth r compani esd mai n s

AiTo be a good place to work, and quality, to do thing in high quality, both
internally and to the customers. To show the world that these are the things,
and with this team we can take things further, all the way to international
business. But it can’t be takehere unless we use these strong visions and
values to guide our actiorts(Company D)

f-- we have to have values for customers. We want to be a reliable business
partner. [-] -- there might be a contradiction since our innovatmoight give

up a viewof downsizinghe need for employees][ On the other hand, as we
want to be a reliable company in many levels, we react to customers” needs
and requests.(Company A)

One themehatarose as the interviewees discussed tfieimp ani es 6 mai n st
was their goal to reacHor foreign marketsThis is in line with ourdefinition of a

startup companywhich argues that statip companies aim faiapid growth in the

future. Two of the ampanies expressed that they waveareof large international

compates havingthetendency to buput smaller compaies from the market. Here

is what the interviewees said on the matter
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fiLet’s say we go to Indiand there we will bump int@[r product]. Then we
know that we have accomplished something. Intention tootak&novation to
foreign market& (Company D)

fiTo harry the market so that [large companies] are irritated enough to licence
or buy the whole company with a big amount of man@ompany C)

AOur v itode aflagshipgn the future--[ For us Finand is only a test
laboratory for our product and technology (Company A)

The plan of commercializing the innovation, market situation and rival analysis

Within this theme we wanted to knowtife companies had planned how they would
commercialize an innovation alreadythe stage of innovation discovery. All four
companies said that they have planrtbdough the commercializationprocess
already at this stage, which is in line with our frarodw We were also curiss to
find out if the companies hadnalysedthe market situationthe possibilities of
commercializing thie innovation and if tey had done anyival analysis. These
questions about market situation analysis and commerciajmosgbilities seemed
to be somewhat challenging fthre companigsas their answers varied significantly
Still, the companies managed to tell us something about their commercialization
plans However, the question about rival analysis seem&d be clearer, as the
answers were more precise. Three of the fmmpanies explained that they had
done rival analysiswhile two performed rigl analysis on a regular basi®ne
companysaid that they did not engage in the analysis since they laokedeal

rivals.

fYes, we have planned. And as | told you, we have two business-m@dgls
From the very beginning when we started to develop this technology and had
the vision about how to utilize our technology, we have thought about the
commercialization since then (Company A)

nYes, we have thought about t hat [t he
out the market offering to customers. To test and ask, we trust that customers
tell us what they need and for what th

i-- the lackof a rival analysis is due to that theage no equivalent products
Usually everyone claims that, it is the biggest bull shit ever that they say that
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they don’t have rivals. But technically speaking, there is a long way to our
product from the closest pdactfran t he same sector . o0 (Cor

AWe have done our rival anal ysi s, al |
loads of competition in this market:][ In my opinion basic principle is that it

is not worth to concentrate on rival, but on own issaed customers. If the
customer buy from someone else, then you know that there is the rival.
(Company D)

Challenges atthe stage of innovation discovery

Three of companieshad confronted some challenges during innovation
discovery stage. Oneompanyhad rot confroned any clallenges at that
particular stage. There werenany dispaities in the answers between the
companies that hacdonfronted challenge$ut lack of moneywvasa common
challenge fotwo of them.

ANo, there were no tolead HH Wajgsewere atthe | ust
ight place at the right time. o0 (Compa

-~

AEspecially that when we hadthdrdale gene
needs of the user--| First challenge is that how to make the information flow

through this organizabn. | mean, how developer of the product makes what

the definer of the product wants:][How to make this feedback loop work? [

] And of course in hardware it is especially tricky that the product is so far

from the end user in the development phasaydin real customer feedback, to

know whether the product really meets the customer needs. Let’s say, there is

half a year to nine monthsf time when work is done in a vacuum without
contacttocustomers.t i s a chall enge. 0 (Company

0 The onlggwasthahlldidrétiave experience with patents databases,

if someone else has patented this. It was hard work, it was a challenge that |
immediately needed someone else to do it for jeMpney was of course it,

the more money, the faster everythinrg. Everything would be a lot easier if |

had moneyOnly fewhavet he money i n the beginning.

The role of marketing communications at thannovation discovery stage

Half of the conpanies that we interviewed had not engagedmarketing
communications during the stage of inaten discovery. Even though the

companies had natoneany marketing communications during the discovery stage,
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they had engaged iactivities that preparé them formarkding communications,
such asriva or market potentialanalyses.Still, we argue that for those two
companies the main role of meatlhg communications has been pregare
Nonethelessthe other two companies started marketing communicatiactions
already athe discoverytage and itheir opinion ithadplayed a major role. It seems
that the role of marketing communications was mostly in making the market offering
known and visible among different stakeholders in their emerging netwihnks is

how companies commented the role ofrketing communications in innovation

discovery stage:

AWel |, yes, it could have been-]i mport

When we started to develop our technology, it was like freaif movie, we
have worked really hard with it-{ | find it more important, as we were in a
situation where were able to develop it without any salaries for several years,

t hat when the product I's nearly read)\}

(Company A)

0We have b eewvorkspspeaking likenpgrrots whenever we have had
a chance to join some ews. [-] Conspicuousnesse have been building
right from the beginning.-f] Communications must be done everywhere, at
home to your wife in order to gite detached house as a guarantee for a loan.
All the time, everywhere, to family members and frienelsAJl that you do is

communicaton How you dr ess and treat peopl

(Company D)

6.3 Theme 2 Developing the innovation

The second #me is innovation development. As explained before, each company
found the commercialization process to be nonlinear. They thought that the
development of the innovation could take place -bigside with or even before
bringing the innovation to the matkéespite this, the companies had no significant
difficulty in answering the relevant questions. Within this theme we asked eight
different questions related to the following concepts:

Innovation strategy
The plan of bringing innovation to market

Protectng innovation

= =2 =4 =4

Allocating resources to magkng communication operations
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1 Marketing communication plan
1 Challenges in the stage of innovation development

1 The role of marketing in the stage of innovation development

Innovation strategy

Companies could not gv a str ai ght answer to the
i nnovation strategy?o, as they did not
needed to present different examples of innovadiostegies (chapter 2.2)ut after

this all four companies answered that they followdids&mover strategyHowever,

three companies explained that even though they followed anfoger type
strategy, they had not planned on it consciously. According to our theoretical
framewvork, only within a firstmover type strategy must the marketing
communications strategy be planned early enough for the company to be able to

perform concordant marketing communications as soon as possible.

AWe did not have defined, conscious stratiagy we would have been written
to paper and have a discussion because the nature of our operations is self
evident to all of us that we are firsto v e (Canpany B)

NRnYes we ar e-. We didsnot plan @ goascisusly that we need to be
firstinmaketo ( Company D)

The plan of bringing innovation to market

q

We asked the companies to answehe questoni Descr i be what kKind

have/had for bringing innovatontom&k et 70 The answers var.i
had adifferent planfor introducirg their innovation to the markefOne common
feature for all four companies was formiagpartnership witta third party which

actedas a channel ttheendcustomersThreecompanies also describe that they first
neecadto test the market potentiafith pilot programs or Kickstarter campaigns. All
companies mentioned marketing tools (suchP&s a marketing plan, marketing
campaignsand personal selling) as @art of thecommercialization plan. In our
theoretical framework PR and advertising are preseadezbpecially important tools

to use at this stage.

e
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i B a s i shatl simplification is thafirst need to get pilot customers and
major amount of feedback from them[Ther} we needas muchas possible
customers from Finlanthat we can test the technology in proper way and the
product.When the custoens start to give good feedbaake need to start to do
English version of the produat fast as possible. (Company A)

Aln the future the br i nsgthanwe are doing pr od u
partnerships with and via operators. Then we try to get them to engage
marketing activities, as we are doing products and operators are marketing
them as their own.o0o (Company B)

i Weare going to be as visiblas possibleMarketing @ampaigns from which
the newspapers and magazines are going

fA-- our product is good already that we can partner with biggeerators who
have existing customer portfol® -- this is the channel to reach end
customers (Company D)

Protecting innovation

We asked how the companies are protected their innovations. In our theory the
appropriability issues could communicate message about the company which is
trustful, honest and respectful. All the companies admitted to protecting their
innovations. The most common protective action was getting the innovation
patened Three of the companies had already patented their innovations, while one
company expressed that it would like to possess a patent. Otherwise, the answers had
contained sigificant variation, and the companies mentioned several ways in which

they protect their innovations:

APatent would be nice to have but it I
[--] However, perhaps bringing the innovation first to the market is also
protecting innovation?06 (Company A)

AOne protecting way [andschhomgypahibditlt s h my
can be classified to be protecting actiorssthis is how nane else carstop
me to do my own product. o6 (Company C)

N Pat e]n-twe hge a good service provider netwdmwhich is protecting
us from competitofs -- we have trustful rel ati onsh
(Company D)
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Allocating resources to marketing communication operations

We asked the companies if they allocated or plannedurees for marketing
communications at the development stage. We also asked them to define the
participants of their marketing communications planning process. All companies
explained that they had resources planned for usmarketing communications
opeations but three of them continued that they had to make it work with a zero
budget This means thathile the companies mayt have monetary resoes; they

can still make use of human resources. Three companies told that their entire team
participatedin plaming marketing communication©nly one company mentioned

that half of their team participated in marketing communications, while the other half
concentrated on product development. In theory, resources should be allocated to

marketing communicatits at this stage. Human resources can, however, be acquired

internally or externally, for example thi
AYes, butl sai d, we have had a ridiculous
(Company A)

AAIl the time we have so fepeople, oneor two, who can make. We have
strengthened little by littleMonetary resources we hakad all the timeonly a
very I|little. o (Company D)

AThe whole team is participating to p
all,prodct devel opers etc. 0 (Company B)

Marketing communication plan

We investigated whether the companies had a proper marketing communications
plan. We asked the companies whether they had thought about how, to whom and
when to implement marketing communications, to which the answer wabkélyailt

had considered these aspects of marketing communications planning. Despite of that,
there was significant variation among the different answers regarding marketing
communications planning, as each company had their own target group and a
specializé plan for implementing marketing communications. The companies also
mentioned if they already had established marketing communications practices. In
theory, the companies that have adopted-firaver strategy should already carry out
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marketing communicains and not simply have a plan for it. In a typical situation a
plan already exists at the development stage and the company already has
functioning marketing communications, which have already been implemented

internally and are gradually expanded toeoexternal agents as well.

AYes we h dhsa lott-hwe hayehat quite clear image how we are
going to bringthis product[to market and how, to whom and whep-] In
this stage [of developing innovation] it weessing thatwhat is profitableto do

-- we did not have actual plan that now we are doing. tf@é@dmpany A)

i Y e[we are thinking it all the time as continuous process. And we can make
fast changes of it.o (Company B)

1]

Do i n gaveimplememtednoret han pl anngd). 0 (Compan

A Fi r $otusedasell and meket to B2B service provider. And nave are
consciously focusing to do market communications to end customers. Our
service providers are a bit poortosedlspeci ally to compani
D)

Challenges in thestage of innovation development

The companies had already had to overcome types of difficulty in their innovation
development process. Three companies mentionedatkeof money (and other
resourcesand time estimations as being having been challengipgcts within their

processes. Two companies also claimed that feedback from the customers is
essenti al; it is difficult for compani es
respond to them within their inherently limited capabil@¢her challengethat were

brought up were, e.g., the location of the company and planning for the future
direction that the company would take. The theoretical framework takes into account

the possibility of a limited pool of resources. In small companies, the meartimg of

is expanded to include a more general lack of information and capability. Companies

commented their challengés exampleas following:

fiOne clear[challengé has been that we have worked all the time without
salary. o (Company A)



100

Al t need gstobdahathdeas,whicheounds fancy, might not be what
customers want-. So not satisfyingc u st o mer needs but en
product developersd needs. 0 (Company B

A[The challengeisfoget money, not |l oaning it. o (

ACommon ¢ halid tgpica) r starttupsdshthat processing things
onwards might take more time that hbsenplanned.[--] Costs are still
ongoing even incomes come slower.o (Co

The role of marketing in the stage of innovation development

To conclude our inquiryinto the theme of innovation development, asked
companies to describe the role of marketing at this stage. Three companies explained
that therole of marketing communicatisns very significant atthis point. One
company told us that marketing commuations had a central role in deciding
whether to invest in new innovation within their own company. Whether the role of
marketing communications is important or not in their business in terms of
innovation development was not entirely clear to the lastpeoyn Companies

commented the role of marketing communication as following:

Al't depends. I f the time of i nnovati ol
mar keting communication is really i mpo

AThe mnpostant role of Kickstartecampaign and its marketing
communications was to do the decision to invest in innava@m the other
words,because we made a successful campaign, we decided to set remarkable
product devel opment resources to finis

A T h e ofrmarkeéing communication is big, but it is underestimageahany
startups.The big part of product is that company can communicate what it is.

It is almost bigger than the product. The product can be really fancy but if
people do not know it, it neveomest o mar ket . 0 (Company D)

6.4 Theme3: Innovation comes to market

The last stage explored in our interview was the point in time where the innovation
enters the market. In our theoretical framework, thisisefdrr t 0 as t he o6de

st a ¢pw durirg the interview and on the form deployment was referred to as
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6taking the innovation to the market 6. T
the time of the innovationdés market entr
questions widely by usg many words and expressions. One company (C) has not
yet released its product physically to the market, but the product is already creating

sales. The interview questions are sorted and analyzed through the following topics:

Time when innovation came toarket
Marketing activities
The role of marketing communication

Message and target groups

=4 =2 =4 A4 -4

Measuring effectiveness of marketing communication

Time when innovation came to market

We asked the interviewees to describe the time when they publishehtiosmtion

in the consumer market, and place special focus on the successes and chaégnges th

had during that time. Aswers we received varied in content, and not all companies
managed to give @recise description of what done successfully or what was
chall enging duri ng t hpablicatiormEowevér, we baanoti nn o v
expect for such commonalities to necessarily emerge because of the circumstantial
variance between all four individual companies, their innovations and the wider
context the commercialization process involved. The answers do, however, reflect a
shared experience of uncertainty connect
According to our framework, the challenges at this stage are expected to be resultant
from any shortcomirgy in the way thatchallenges within the previous
commercialization procestagesvere managed-or example, if a situation analysis

or rival analysis was not properly carried through in a previous stage, it may
negatively affect future outcomes. At theplleyment stage, this can cause marketing
discontinuities, which can have the potential effect of creating trouble in sales
creation and sales development. It is important to follow through any plan of action
properly, which should also diminish any insetes that may takeplace within

company personnel close to the deployment st@gempanies had several successes

and challenges and they described them for example as following:
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AWe are stildl very invisible. So we
social media, get followers in twitter, blaa blaa bladl the time.We are very
bad of doing that.o (Company A)

0OAnd what we managed Iytkel fact thavwe atender s

achieving something like stream which is spreading with baby steps. fThat a
first we are happy for small attention but we are trying to build something

which will stay in |Iife and will sprea

i A nwdhat have been challengimgs @ll. The lack of time and thatemvould
like to do so much morefiCompany B)

A[ Thistime i§ black hole and one reason why | hired nhew CEGwow | do

not have understanding anymore or expe

Alt was i mportant t h[laltWewaconirmdtionshatf e w
we have a product that we can now gecitedabout (Company D)

Marketing tools and channels

The next subjeodf interest was how companies implement marketing activities and
actions in practice. The companies described the different tools and channels that
they used in their own marketing communications. The answers were extensive and
detailed. Marketing chanrgethat came up twice or more were social media, Reddit
blogs, crowdfunding campaignshe internet, corporate agpitching events and
content marketing. Othanarketing acbnsand channelshat were mentioned to be
helpful at the deployment stage werarsh engine advertising (Googlayebpages,

the telephone, @nail, and traditional marketing activities (such as TV, magazines
and theradio). Onecompany hadmplemented marketing #eities actively during

the entirecommercialization pragss and statetheir support for utilizing various
marketing channels and activities throughout the prodasthin our theoretical
framework, marketing channels play an important role in the successful deployment
phase of theammercialization processhTe ¢ o m pesaniptians aboutdtheir use

of various marketing activities during the deployment phase align well with our
theory.

AThis Redditcas bekeaccepted as a bl
(Company A)

S

c

og
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0-- find content, something valuabMl/e callit core contentSo it is something
valuable some other has done, and which has value for promoting and which

somehow is related to [company product

AMaybe i n someday we ar e heading
(Company C)

0 Ma y b evebpabes are the most important. And all social media channels
like Twitter, Facebook, Instagram, LinkedIn and Twitter is the most important
as we get most traffic to owvebpages via that. It is hard to say but perhaps

the most important channels atthee ar e B2B customer s.

The role of marketing communication

The next subject of inquiry was the role that marketing communications played at
this stage, which turnedut to bevery important.Threecompanies pointed that the

role of marlet comnunication is essential fospreathg information aboutthe
company andtheir product to consumersOne company told that it could not
identify the role yet, as their product had not yet been physically released. In our
theoretical framework, the role of arketing communications is essential in
acquiring new customers and making sales. It also now has a greater role than

previous stages.

AThe relationship is totally I|inear
shop, the sales are 10times bigger thanfiwe get 100 people to our shop
t he same tCompanyB) ame. 0

=]

A Rol e] mi ght lawarenessabdutncompany sred producs.
(Company D)

Similar chaos [than before], it canno

Al mportant, very A)mportant. o (Company

Message and target groups

Two interview questions were related to tinarketing messagand target groups
All companies were able to tell ushat messagghey wanéd to communicateo

their customers via marketing communications tools. In thethrg marketing
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message should be basedtba customer promise. Each company had the aim of
communicatingheir customer promise via marketing communicatioks such, the
answers can be seen as to support our theory. At the deplostagait is important
tha the company has clear definitionstbéir marketingnessagend target groups

so thatthey can address tinanarketing communicati@to the right audienceAll
companies were also able to identifyeir target groups and to whom they are

targeting the marketing communicatian

A-- we have two target groups. individual consumersdevelopers, not only
web developers-{] And other group- is big companies. 6 ( Company B)

inTo all stakehol der s. Cannot be cl assi

Measuring effectiveness of marketing communication

We asked the companies if they monitored the effectiveness of their marketing
communications. We also asked them to explain how and why they measured it
Three companies told that they were to some extent measingig marketing
communicatios activities Threecompanies pointk out that they already used or
planned to usé&soogle Analyticsin the future Other examples of measuring the
effectiveness of marketing communications were, for example, tracking the number
of emails and phone calls, and the number of viewers there were (for example for a

video or a blog post). This is how the companies commented on this topic:

nYes, we have foll owed. The basics, h
much we havpanysApl d. 0 ( Com

AYes, and we ar e gui te good of [ me a
communication] .6 (Company B)

AWe ar e not- Wefare hdt folmwing,dglit now when we get that
third guy, we have given this role to

i Ya[Googlelanal yti csDo (Company
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6.5 Summary

Shortly summaries are presented in this chapter offering a quick overview for results

of interviews.

Puzzle exercise

Doing the puzzle exercise as a part of the interview process allowed us to uncover
information especially about timing of different marketimggated actions within the
commercialization process. First of all, what became clear is that in augtart
contex, the order of commercialization stages is not linear, nor does it necessarily
follow the order of our framework. While we would advise that an innovation
commercialization process begin with innovation discovery, it is noteworthy that the
innovation devlpment and deployment stagésction asan iterative process
where innovation is developed based on the feedback from stakeholders. Our
interviewees found especially pilot customers and crowdsourcing campaigns on

Kickstarter worth mentioning as sourcdgeedback.

Pilot customers and especially crowdsourcing campaigns were also used to conduct
market research, test the product and to create actual sales. Even though the market
offering was not yet finished, it was already sold to a limited audiencagltire
development process. Deployment was sasm@ process with many phases and
audiences. For example, at the first phase the audience might consist of investors,
afterwards of pilot customers, ultimately followed by the general public or another
final customer At the innovation discovery stageotential investors and customers
form the most important target groug$e importance of end customers as a target
group increases as the process progresaede the importance of investors
gradually diminishes as resourcewithin the companyitself increase. Internal
marketing communications do not play a hugke in startup companiessine itis
considered irrelevant for small companidhe following figure 7 illustrates the

innovation commercializatioprocess for staip companies.
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Innovation
development

Innovation

Innovation
deployment

Figure 7. Innovation commercializationprocess for startup companies

After doing the puzzle exercise, we were able to examine the timing of the actions
that were made by companies in order to prepare for marketimgmunications,

such as acquiring and allocationg marketing resources, formulating a marketing
strategy, doing rival analysis, marketing communications planning, innovation
protection, formulating a uniform marketing message and mapping out customer
needs.The timing of these actions was compared to both our theoretical framework
and the results from the interviews. The following talferesents our findings. In

that tableA represents answers of company A, B represents answers of company B,
C representanswers of company C, D represents answers of company D. Marketing
actions timing according to theoretical framework are marked in blue background.
Red coloured letters indicates divergence between theoretical framework and data
from the interviews, greeletters indicate to congruence

Table 10. Placements of preparing marketing communications actions on different phases of
innovation commercialization process

Marketing | Marketing | Fival I\.-Iarke.nng, Innovation | Marketing Mappmg
.| comrumnications . customer
resources strategy | analysis ) protection | message
planning needs
Innovation | p , B B.C,D B B.C,D B B.C
discovery
Developing
the AC C.D A ACD A ACD A
mnovation
Innovation D D D
deplovment
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As already noted in previous analysis of the data, some of the actions were timed by
startup companies as our theorecial suggested, but there is also divergence between
the two. Especially rival analysis, marketing communications planning and mapping
out customer needs are conducted within the same phase as our framework suggests.
Differences are dund primarily in the cases of marketing strategy, innovation
protection, the marketing message and resource allocation. We argue that many of
these divergences can be explained by the fact that our theoretical framework was
directed at companies in genlerand for that reasont does not take into account

certain special features of stagt companies.

Startup companies are often founded based on and only after the discovery of an
innovation. This was the case with three out of the four companies that we
inteviewed Features of the innovation act as important guideline when planning

the innovation strategy, marketing strategy and finally the company’s overall
strategy. We believe that this is thpossiblereason to why strategiese formed

later in @mmercialization process compared to bigger companies in geAsral
there is no overall strategy what would form a basis for the marketing strategy, the
planning of the marketing strategy takes more time and can be done at the innovation
development stage, after carrying out situation and rival analyses, which typically

take place during the innovation discovery stage.

Based on our theoretical framework we argue that innovation protection is an
important issue when developing the innovatiokccording to our theory,
appropriability mechanisms play a role in building elationships through the
companyos riheyt cao striengtherm sompany’s positive image among
cooperators and even further in the netwétkwever, he interviewees highlighted

the protection aspect of appropriability issues. According to the interegw
innovation protection, especially patents, are a requirement for acting within a
network. Innovation protection enables companies to safely contact potential co
operation partners or even to advertise publically. For this reason, innovation
protectionbecomes crucial even right after the innovation has been discovered, as it
can enable a safer development phase with more potential financial anéh&mwow

resources that can be brought in from outside the company.
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Our theoretical framework places therfaration of the marketing message at the
stage of innovation deployment. Still, we must recognize that if the company has
chosen an offensive innovation strategy, a message is essentially delivered to the
customers at the stage of innovation developmeetdy. On the other hand, if a
defesive strategy is chosen, the message and innoeatiope adaptedaccording to
feat ur es o tlaumched pradeckllosourfinterviswtees agreed that their
companies followed a firshover strategy that encages marketing
communications planning and actual communications as soon as possible. The start
up companies that we interviewed were marketing the product to at least a limited
audience at the stage of innovation development, which made the marketsagenes

imporant at an earlier time.

We have been especially interested in the role of marketing communications in the
innovation commercialization process in siapt contexts. Our empirical data
suggests that changes must be made to our theoretical frantworake it suit

startup companies better.

Interview questions

The second part of intefew was to ask questions regarditige innovation
commercialization proces#hat is included in the different stages ofindwhat is

the role of marketingcommunications in all of this. As the puzzle provided us
answers to the question ofhen to do different activitieghe interview questions

were meant to find out what is included within these activitieable 11 presents a
summary constructed from thaterviews and certain theoretidaty issuesAs we

can see from the table, there are many similarities between the results of interviews
and the theoretical frameworkhe detailed explanatioof the summary is presented

after the table.
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Table 11 Summary from interviews compared to theory. Differences between theory and

practice are highlighted

Companies

Theory

Theme 1innovation discovery

Source of innovation

- From outside the company
- Original idea about the
innovation has changed along

theway

- Technology clusters and spillovel

-R&D
- Open organizations
- Collaboration

Customer promise

- All companies have defined
their customer promise

- Customer promise is created bast

on data gathering (consumers,
competitors, sudfers)

Rel ati onship
strategy and innovation

bet we

- Main strategy is supporting
compani esd i
- Innovation has played a majq

- The innovation strategy is aligned

companyo6s mai I

role of comps
formulation
Theplan of commercializing the innovation - Planexists - Data is gathered from consumers
- Companies have domwval - Situation analysis

analysis

- Potential market niches and
customers are explored

Challenges

- Lack of money

- Lack of knowledge to understand

- To form strategy
- Lack of systematic model of
commercialization process

commercialization process

The role of marketing communicatigm
discovery stage

- Marketing communicatics
has a visible role
- Marketing @mmunicatios
actions or preparmactivities
are started

- Discovery stage is preparing
marketing communicatian
operations
- Planning

Theme 2: Innovation development

Innovation strategy

- Firstmover strategy

- If first-mover strategy, company
should do marketing communicatio
in full capacity already in this stage

Plan to bring innovation to market

- Creating partnership with thir
party
- Testing market potential
- Marketing tools essential (PR
personal selling, marketing
plan, marketing campaigns)

- Marketing tools
- Entry time assessment

Protecting innovation

-Patent

- Protection (closed system)
- Diffusion (open system)

Resource allocation to marketing
communication operations

- All companies have allocate(
resources to marketing
communication operations
- Zero budget
- All team is participating

- Resources is targeted to marketin

communications

Marketing communication plan

- Companies have thought
about how, to whom and whe
they are implementing
marketing communication
- Not have official plan in pape

- Marketingcommunication plan is

- If first-mover strategy, marketing

done

communications in full action

Challenges

- Lack of money and other
resources

- Market creation and preparation

- Doing what customers want

- Lack of support from network
- Lack of resources
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The role of marketing communications in - Major role - Role is to stir up the interests of
development stage potential customers
- PR, advertising
- Minor role externally
- Major role internally
- Marketing communication
preparation
Theme 3: Innovatiorcomes to market
Time when innovation came to market - Feelings of uncertainty - Challenges connected to previou
unsolved problems
Marketingtools and channels - Social mediagnline - All marketing communication tools
communitiesjnternet, (PR, advertising, personal sales, sa
corporate or pitching events, promotion)utilized
content marketing, google
advertising, webpages,
telephone, enail, traditional
marketing activities
The role of markiéng communications - Very important - Important role to get new custome
- Role to spread informatio and make sales
about company and product - Marketing communicaticsin
action
Message and target group - Companies have defined the - Defined,messagéased on
target group andharketing customer promise
message
Measuring effectiveness of marketing - Marketing communications ig - Marketing communications
communications measured activities are measured and monitor|
- Google Analytics

The first theme, innovation discovery, has major differences between the interview
results and theory. While titbeory suggestthat the source of innovation is often
the result of cooperation or exploration conducted by a R&D department, the
interviews shows that in staups the idea often comes from outside of the company,
and that the original innovation might undergo charigecgathe way. This is why in
many cases the innovation has been first discovered and the company has been
founded only after. This means that stgrs may typically base their main strateg

on their core innovation. l@allenges in innovation discovery arsually connected to
strategy formation, the lack of a systematic model of commercialization, and a lack
of knowledgeput startups often feel that their major challenge is the lack of money.
This shows that stattps may not consider the commercializatprocess or strategy

to be crucial at this point. The role of marketing communications seems to be
controversial among stamp companies. Half of the case staps in thisthesiswere
already implementing preparing acgties, as our theory suggests.whver, the other

half was already executing marketing communications actions, and according to

them marketing communications played an important and visible role



111

There are also similarities in practice and theory within the first theme. The theory
suggest that the customer promise should be formulated early on in the innovation
discovery stage. The customer promise is based on data gathered from consumers,
suppliers, and competitors, so that company can be certain of the need for the
innovation and of howo develop it into a product. Théast-up companies frorthe
interviews claim havinghought about and formed theustomer promisefor their
product atthis stageTheinterviewees also commented that theirovationfollows

their main strategy evewhen the innovation was established before the strategy.
Innovation functioned as the trigger for the creation of a corporate main strategy. In
the discovery stage companies have considered what the commercialization plan for
their innovation might be likefor example, by doing rival analysis, but the plan
might not have been written down, nor been as detailed as our theoretical framework

would suggest.

Within the second theme, the connection between the theory and the interviews is
obvious. Almost all angers under the subtopics support our theoretical framework.

In accordance with our theoretical innovation strategy, the companies admitted to
having had a firsmover strategy, which is common in stapg companies. However,
companies expressed that thegymmot have thought about the strategy but rather
selfidentified as firstmovers. In reference to our theoretical framework, companies
should make the effort to define their innovation strategy, as it has an effect on the
time frame of the activities arattions involved in the innovation commercialization
process. For example, if a company were to use anfioster strategy, this should
have been planned out and implemented into their marketing communications
operations starting from the innovation deystent stage. In support of our theory,

the interviewees told they habloughtabout how, to whom and when they would
implement marketing communicati@ and had a plan for implemertbem
However, companies also noted that they might not have an offlaialgm paper,

but that they had had informal discussion concerningrihiter The companies had

also targeted resources for use in marketing communications. The primary resource
was t he company?o6s oupsn need déor [@am ramdeimplemeats st
marketing communications with zero budgets. It would apyleatthe companies

had not made aofficial marketing communicationplan, even though they were

already in the process of implementimgirketing communication actis during the
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innovation discoverystage This supportsthe notion ofa connection betweethe

first-mover strategynd marketing communications actions.

The companiewvere able tqroperly definedheir plan for bringing their innovation

to the market. According our theory, an entry time assessment and a clear definition
of utilized marketing tools should be made at this stage. Companies described a great
variety of different marketing tools to bring thénovations to market, which is in

line with the theory. Nevertheless, companies did not mention making an entry time
assessment, which could be explained by the nature cugtadmpanies: they may

lack the resources to wait for the right time ositmply push the innovation out into

the market within specific time frame. The challenges that the companies faced
during innovation development were related to a lack of resources. The companies
especially complained about their lack of money and othsourees such as
knowledge. Some companies also suggested that it can simply be too difficult to do
what the customers want instead of what the company can do. The role of marketing
communications is important during the development stage according taaner
Referring to theoretical framework, the role of marketing communications should be
internally significant ando lessextentexternally.As startup companies are usually
formed by small teams, they may not consider it necessary to engage inlinterna
marketing communications, as all the members of the team are already involved in

the implementation of external marketing communications.

The last theme of innovation market entry aligns quite well within our theoretical
framework. We first asked about aByperiencedchallenges or successes that the
companies faced during the time in question. The answénsotdirectly show any
similarities However, we realizednswergo reflect experiences of uncertaine

argue that this may be the result wisuccessfully solved challengaad badly
implemented marketing communicatioastivitiesin previous stagesvhich might

result in marketingattitudes marked by uncertaint®n a different note, we were
able to map the various marketing communications channels, actions and tools
utilized by the companiesas interviewees were able tprovide us detailed
descriptions of them Thus,the data wdts in support of our theory, which advises
the use of all marketing communications tools at this stage (PR, personal selling,

sales promotion, and advertising). Companies formulate their marketing message and
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define their target growp Our informants exg@lined that the role of marketing
communications isvital because of theimatural purpose to contribute to the
spreading of information about the company and protluthe target groupsThe
theoretical framework provides a definition for the ultimate afmmarketing
communications, which is tacquirenew customers and create sales. Companies
measure and monitor their marketing communications, for example, with Google
Analytics, which shows that there is an interest to follow both the impact and

efficiency of marketing communicatienThis, too, is in line with ouheory.

The answers we received within the -pletermined themes and subtopics through
the interviews werdnighly supportive of our theoretical framework. However, we
argue that the theoretical framework better addretses large corporation with
more resources and time. The disparibesween the interviews and our theory can
be explained by the fact that our anmfhants were employed in small stapg

companies.
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7 CONCLUSIONS

We will present the conclusions of our thesis in this final chajter will discuss

the starup-verified framework which we have created based on the theoretical
framework and the collecteemprical data. We will also answeesearch questions

and discuss the limitations and possible implications of the study, and explore

possible further research on the topic of our thesis.

7.1 Start-up verified framework and answers to research questions

INNOVATION
COMMERCIALIZATION PROCESS

[ pscovem ]\

Sources of Establishing

innovation comparty ’/-"'—\n
— W
PREPARING ACTIVITIES

[ DEVELOPMENT ] DEPLOYMENT ]
+  Protecting innovation [
+ Innovation as a base Market entry From i i b Distribaution Marketing
of company main planning 1o product

strategy
*  Situation analysis:

[ IMPLEMENTING ACTIONS

REPARING ACTIVITIES / Channels: Social media,

+ Challenge: Lack of
money

MARKETING COMMUMNICATIONS ACTIVITIES

Communication
planning / actions

networks, e-mail,
Google advertising,

rival analysis and IMEBLEMENTINGACTIONS crowdsourcing, third + Targetgroup
mapping customers’ party, pitching, .
d Marketing strategy . i galionicring
needs telemarketing, online o
Marketingr *  Communication
+  Targetgroup arketing resources communities, internet, actions

Challenge: Feelings of

el
\_ _/ Target group traditional advertising, uncertainty
- Marketing message web pages, WOM, start-
Channels: crowdsourcing, Challenge: Lack of up events
pitching, networks, online moneyandother \
communitias, internet, T
social media \ / /
PUBLIC RELATIONS
>
PERSONAL SELLING
>
SALES PROMOTION
>
ADVERTISING
>

Figure 8. Start-up verified framework

Our analyss of the reseach data showed thaémpirical data supported our
theoretical framework to a degree, but certain adjustments need to be made to the
framework for it to better fit the needs of and the nature ofctimemercialization

process in staip companies. We have defined stgt companies as newly
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founded companies that aim to create rapid growth in the near future, but do not meet
the turnover and personnel growth criteria of hggbwth companies yet. Walso
highlighted that the foundations of stagi companies lie in new innovations. During

our research process we have also discovered additional issue typical -tg start
companies,such as the difficult process of establishing the company only after
discovering idea of the innovation. Issues such as this affect the formation of our new

startup-verified framework which is presentedfigure 8.

Like in our theoretical framework, théhree main phases of the innovation
commercialization process remain in our stgriverified framework. However, we

have altered some of the stiliemes of the stages. The dulh e me o f O6sour (

i nnovationd within the iinedthesaneiinooarstarti s c o v
upveri fied network, but Otypes of innovat
company6. We discovered with the help of

startup companies are typically radical product innovationkjch lead to the
establi shment of a new company. O6éMar ket
entry planning6, which highlights the im
strat egy 6ha®beenoemevedtas seosnbtheme as we preferthetton of

the innovation should be considered already at the stage of innovation discovery and

we have rel ocated It i nto mar keting C
i nnovation to productd has replaced O&6proao
most important purpose of innovation development in the commercialization process

is to figure out how the innovation can be commercialized and transformed into a
sell abl e product . We have chosen 6di st
0devel opndeenptléo yanrecht & as t h-themase Rvodutts pré o y me |
brought to the market through the use of different distribution channels. The
distribution channels are planned in advance, but may be altered, for example, to
meet newly defined target groups draoges in the market situation. Moreover,
distribution channels can be developed according to the monitoring results gained
through marketing communications. Marketing actions hold great importance in a
successful commercialization process, which is theae to why their role has been

highlighted within the innovation deployment stage.
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Although the stages of the innovation commercialization process have remained the
same between the two frameworks, we have added arrows to represent direction and
the relatonships between the stages. Innovation discovery is the first step, which lays
foundation for to the entire process, but innovation development and deployment do
not necessarily follow in a linear order, but rather as an iterative process where an
innovaton is developed based on feedback received from different stakeholders. This
information comes from the deployment stage. However, a company remain at the
deployment and development stages simultaneously. Activities belonging to from

both stages may talpgtace coincidentally.

7.1.1 Preparing activities

The first marketingcommunications theme in our stagt-verified framework is
(oreparing activitie§ This refers to any marketing communications related activities
that need to be carried out in order to plml implement effective marketing
communications in future stages of the process. Std#lrtt-gp companies may
necessarilynot consider preparing tasks such as doing rival analysis or scanning for

business opportunities to be preparing activities withanketing communicatias

OProtecting innovationd has been moved
stage. Startip companies are usually based on new innovation, which forms the core
competence within the company. Innovation needs to be protestesbon as
possible in order for companies to begin networking safely. In the theoretical
framework we argued that marketing communications should be in line with the
corporate main strategy. This is still taken into accounthm starup-verified
framework. However, the collected empirical data exposes how innovation lays the
foundation for the corporate main strategy. In sigrcompanies, the innovative
idea is often discovered first, and the company established only afterwards.
Marketing strategy ahcommunications are developed to meet the need and goals of

the innovatiorbased product.

At the innovation discovery stage, the main target group of marketing
communications are investors whose involvement is meant to secure resources such

as money andriow-how for the company. Arousing customer awareness can also be



117

begun at this stage. A good example of a marketing channel at this istage
crowdsourcing campaigns that aim to collect funds from potential consumers for
developing the innovation. This cailso be employed as a situation analysis tool for
measuring the interest among potential consumers and to get new ideas for the
development phase of the commercialization process. Doing proper situation analysis
IS important, as it can offer valuable insiginto how the innovation could be
developed to meet customer needs better and while also standing out from any rival

products.

Channels that may be considered to be used in this stage are crowdsourcing, pitching,
networks, online communities, internendasocial media. These channels are suited

for reaching out to investors or increasing awareness about the innovation and the
newly established comparamong variety of stakeholder§hese channels can be

very helpful in managing public relations. Publ&ations are focused on building a

positive company image, enhancing interest in the innovation and the company, and
acquiring supporters and publicity. As can be destliédrom our empirical data, a

public relations campaign would be at its most effectideen begun immediately

after di scovering the i nnovation, as tr
likelihood of managing to acquire any external resources. Still, public relations are a

tool that ought to be in effect throughout the commercializatioregsoc

Lack of money is the biggest challenge that stgrcompanies confront at this stage

of commercialization process. Insufficient funds can easily translate to a lack of
know-how, since resources cannot typically be drawn from outside of the company
without money. According to our theoretical framework, sti@tcompanies do not
necessarily have a wide enough variety of knowledge, which in turn may show as a
critical lack of systematic mode of commercialization process. This is supported by
our findings in the empirical data, as stag companies displayed a lack of
resources to consider market strategy and product lifecycles thoroughly.

7.1.2 Preparing activities / implementing actions

The second marketing communications theme in our-gpaxterified franework is

the preparing of marketing communication activities, or implementing marketing
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communication actions. This theme replaces the theoretical framework theme of
Otarget 0. The theme i st hfeumetsheof doépi e@par
O0i mpl egnde nmatsi nbot h can be done during the ¢
marketing strategy. Because a finsbver strategy is most ofteexploited in the

case of product innovations coming from stgstcompanies, it is necessary to begin
marketing communid¢eon actions as early as possible. Nevertheless, companies
rarely have their marketing communicatiplan done inprint version although they

typically have somehow informally defined their marketing communications
outlines. In the development stage oé& tbommercialization process, the relevant

mar keting communi cati ons activities ar e
resourced planning, 6communi cation pl ann
and forming the Omar ket mapgproblanstendsgochéa At
lack of resources, typically funding.

The first activities mentioned were marKk
vs. defensive strategyod component of the
marketing strategy ahresource planning in the sta-verified framework, as start

up companies tend to be natural finsbvers. Starip companies should make sure

to define the outlines of their marketing strategy because ofabessityof careful

allocation of resource at this stage, which is due to the typically challenging
resource situation. This means that without having taken any action yet, companies
should make the effort to devise how minimal of resources can be allocated to
marketing actions with the optimuresult. The firsimover strategy also pressures
companies to engage in marketing activities, especially marketing communications
targeted at stakeholders, as early as possible. The company must stir up the interest

of investors and customers before gmpgective competitors do. Despite the
versionof an oral, informally defined version of the marketing communication plan,
companies should prepare an official plan in print that contains the basic principles

of how marketing communications happen in the fatiBecause statp companies

do not have the scale of larger companies and are based on innovatioputthey
greater emphasis on external marketing communications. They may not have defined
their internal marketing communications because it functioasirally within

companythe same people are involved in both product development and marketing.
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The target group and marketing message are a new addition to thepstarified
frameworkat the discovery stagét discoveryst age, Ot ar gatstaigr oup 0
ups must direct attention to investolositfocus is notstatic, as in this stage the focus
shifts gradually to the customers. The target group can include both investors and
customers as a starp company may still not possess thecessary fundg to
executdts operationsTo define target groups within the consumer base is essential,
so that the company can later sell its product and direct their marketing
communication actions properly to the right audience. The marketing message has a
major role in marketing communications and mugt defined before putting any
marketing communications into action. The-pstablished marketing message takes
care that the content of marketing communicationsustomizedappropriately for
different target grops, as several target groups may only be reachable through

different channels.

We reemphasize that the primary challenge in the development stage is typically a
lack of funding and other resources. Even if the company has some resources and
know-how avaable through their networks, this may not be enough. -Bfart
companies may feel that they need a regular workforce or specialists to carry out
certain operations that they do rfetel confident about implementintpemselves.

One example is that a groupf engineering might not know anything about
marketing, which is why they would rather like to hire a specialist for the job. The
difficulty is that they might not have the funds to do so, which would mean that they
would run risk of certain problems emarg along the implementation of the

commercialization process due to a lack of success with any marketing actions.

The marketing communication tools used from the beginning of development stage
are personal selling and sales promotion. The innovation and the product itself
should already create sales while still in the development phaseutawtnpanies

can sell thepromised of product (through Hickstarter campaign) or even an
unfinished product to pilot customers. The finsbver strategy supports the tendency

to sell the product even when it is not yet ready for the open consumer market. The
market entry processan include several steps: first, companies may sell and market
the promised product, secondly they might sell prototypes, and at the third phase sell
the completed product, or new versions of lit. development stageselling is























































































