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Abstract 
The purpose of this study was to investigate if small to medium sized biotechnology 
companies in Sweden are market oriented, or if they are research and technology orientated. 
Market oriented meaning being customer focused, having a strong competitor orientation and 
building customer solutions using a team approach; and the higher the marketing knowledge – 
the stronger the market orientation. The results are based on in-depth interviews with 
members of management groups in 10 companies. The findings indicate that biotechnology 
companies in Sweden are science and technology focused, since it is in their foundation to be 
so, but that they still can be market oriented. The marketing knowledge seemed to be rather 
high amongst the interviewed persons and managements spread information regarding the 
company’s situation, the customers and competition to all employees. Managers and 
employees met with customers, as well as did personnel from other departments. The 
regulations, followed by the majority of these companies, structure collection of customer 
information and its the diffusion into the development process, including using a team 
approach. Most of the companies are competitor oriented as well. The fundamental market 
resources were sometimes missing. The companies are research focused until an active 
decision is taken to change and become marketing focused, and until resources are 
rebalanced. 
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CHAPTER 1: PURPOSE 

1.1 Introduction 
Market orientation is considered as a well-known success factor. In the Biotechnology area 
companies often start to develop a research idea, and are therefore naturally quite research 
oriented or technology oriented.  With time, to achieve success they need to become more 
market oriented. About 60% of the approximate 500 companies in the field of biotechnology 
in Sweden are situated in the geographical area of Uppsala-Stockholm, according to the 
investigation of VINNOVA 2007 (13). This study is an attempt to investigate if these 
companies are market oriented, or if they have a strong science and technology focus. 
 
 

1.2 Background 
Market orientation is the foundation for building a successful marketing management and 
plan. Market orientation means more than customer focus. It also include a strong competitor 
orientation and a strong team approach in building customer solutions. Market orientation is a 
highly critical part to succeed with the commercialization of the product. Even with a 
technically good product it is not certain that it will make it to the market or have success, if 
the company is not permeated by a market orientation, and if the marketing strategies and 
marketing activities are not professional and professionally performed. Many are aware “that 
marketing is needed” but may not have an understanding of what marketing and market 
orientation really is, where is starts, that is very important from the very beginning in the 
research idea phase and all across the product life cycle. Neither do many understand that 
market orientation is not isolated to any person working in “the marketing department” but 
must permeate the whole company, every employee starting at the top.  
There are three fundamental forces that drive the degree of market orientation in a company, 
as R J Best describes in his book “Market-Based Management” 2005 (11): marketing 
knowledge, employee satisfaction and market orientation among management. The higher the 
marketing knowledge, the stronger the market orientation. Market knowledge can be spread in 
a company by direct training activities to all employees. This will enforce the market 
orientation in all departments and increase the chances that the product is successful on the 
market.  Management set the norms, trend and rules in the company and is thereby very 
important also regarding the company’s market orientation. Employees are the company. 
They are the contact to the customers as well as the company’s face towards all contacts. If 
they are not satisfied, they will not deal professionally with the customer and deliver customer 
satisfaction. 
 
Regarding companies in this area, the definition of biotechnology according to OECD is “The 
application of science and technology to living organisms as well as parts, products and model 
thereof, to alter living or non-living materials for the production of knowledge, goods and 
services”. This definition will include almost all companies in the life science, medical and 
biotechnology field; such as Drug discovery and development, Drug delivery, Diagnostics, 
Biotech medical technology, Clinical research, Drug production, Medical technology, Biotech 
tools and supplies, Bioproduction, Agrobiotechnology and Environmental biotechnology.  
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VINNOVA, the Swedish agency for Innovation System, has described the Swedish market 
2007 (13) and it is also described in BioTechSweden (16). Brännback and Mäkininen has 
described the evolution of the pharmaceutical industry (10). Approximately 60% of the close 
to 500 companies in the biotech area in Sweden are situated in the Stockholm-Uppsala area 
according to VINNOVA 2007 (13). The interviews in this study are done with companies in 
this geographical area.  
 
According to BiotechSweden, the Swedish life science and industry guide (16), there are 
around 500 companies in the area 2007 in Sweden, employing between 40 000 to 50 000 
people. This makes Sweden Europe’s 4’th largest life science country in size, with the highest 
number of life science per capita in the world despite only nine million inhabitants. The area 
has grown more rapidly in Sweden than in other countries the last five years, with an annual 
growth rate of 10% between 1995 and 2003. The Swedish life science industry today is also 
the largest in Europe in relation to its population and gross domestic product (GDP). Three of 
Europe’s strongest life science clusters are found in Sweden, Stockholm/Uppsala, Gothenburg 
and Malmö/Lund. Sweden has also been the birthplace for several groundbreaking biotech 
innovations, including the pacemaker and the first artificial kidney. This success is the result 
of several factors; a deep tradition in the biotech research, strong collaboration between the 
industry and academia, intense entrepreneurial activity, a law that lets scientists own their 
own research, and access to venture capital – amongst others. Sweden has several dedicated 
pharmaceutical and biotech funds. The Swedish Agency for Innovation Systems, VINNOVA, 
has funds used for research programs (2).   
 
Small companies in the biotech field are often research oriented and do not usually have a lot 
of sales or money, and as a consequence may not invest so much in marketing. Another 
reason for not investing much in marketing might be that the insight is missing, meaning that 
senior management or the directors of the board do not realize the need for it. Companies with 
launched and regular products have started their move from a pure research firm to a 
commercial firm. However, this transition phase may be long and demanding, and the process 
to the next phase may therefore take many years. Sometimes a revolutionary action by the 
board is needed, like a change of CEO. The entrepreneur from the research phase may no 
longer have the right qualities and qualifications to lead the company in the commercial 
phase. In the research phase, market orientation is usually not in focus. However, in the 
commercialization phase it should be in focus.  
 
 

1.3 Research problem 
Market orientation is essential to success, according to previous studies. Lately, studies in 
Finland shows that companies in the biotechnology field are very science and technology 
oriented and have a weak market orientation. This study aims to investigate whether 
companies in this area in Sweden are market oriented. 
 
Companies within the field of biotechnology often start out of a research idea and therefore 
they are quite research or technology focused. However, as described in Chapter 2 
Background and further in Chapter 3 Theory, market orientation is critical to success and 
therefore, as the companies grow and develop and launch products, they need to become more 
market oriented. Companies with launched products should be market oriented to gain 
success. If they want to continue growing in size and sales, then they must have routines and 
structures to become market oriented and do market oriented activities accordingly (see 
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Chapter 3 Theory). Developing a company from having a research focus to obtaining a market 
focus is an active process that competes with a lot of other time consuming activities in a 
small company. It requires insight, drive, designated activities, appointment of responsible 
persons, time and money – all of which a small company often have too little of. Therefore it 
is not surprising that maybe not all of the small companies have reached that point. As they 
become a bit larger, have more sales and profit as well as staff, they might have become more 
market focused. Some companies may never reach market orientation.  
 
Renko et al. in Finland did some studies that focus on if the Finnish companies in this area are 
market oriented and what market orientation in this field means (7, 8, 9). The results show a 
strong science and technological orientation of the biotechnology SMEs, along with weak 
market orientation. “Frequently top managers in small high technology firms are heavily 
biased towards technical disciplines such as science and engineering. Marketing and general 
management skills are often significant areas of small high tech firms, where entrepreneurs 
tend to over-emphasize the purely technological side of their business and neglect other key 
strategic issues.” It would be important to see if the biotech companies in Sweden are market 
oriented or comparable to the Finnish results. My own experience of over 20 years in the field 
in Sweden is that there is market orientation in the Swedish companies but that it varies a lot 
between companies; some companies are more research oriented and do not focus much on 
marketing and sometimes not even on the market needs and potential, but others are much 
more market oriented. I would like to investigate whether this is a correct view, and if I can 
find out what the differences are. This study investigates if the companies in Sweden, 
represented by Uppsala-Stockholm, are market oriented or have strong science and 
technological orientation along with weak market orientation. 
 
 

1.4 Purpose of the study 
The main purpose of this thesis is to investigate the level of market orientation within small to 
medium sized enterprises (SMEs) in the Biotechnology area in Sweden. Knowing how market 
oriented the companies are might help understanding the business; it can help understanding 
whether there is a potential still in the companies or if it has been fully evaluated and 
explored, it can give an understanding of whether there are enough focus and resources on 
marketing, and it can give a hint to the mind set in the companies and what is required to 
make a change in order to improve performance. This is a deductive study with the 
assumption that market orientation is critical to success and that it is seen through high 
customer focus, customer relationship management, strong competitor orientation and strong 
team approach in building customer solutions; through marketing knowledge, marketing 
leadership and employee satisfaction. Another objective was to try to find a relationship 
between market orientation of the companies and sales success of the products.  
 
Research questions: 

1. How market oriented is the development process of the products of small to medium 
sized (SME) companies in Uppsala, Sweden, in the biotechnology area? 

2. How much time, effort and money have they invested in market research, marketing 
and strategy? 

3. Are the companies market oriented as total (organization, routines, mindset)? 
4. Is it possible to see a relation between the degree of market orientation and the success 

of the products on the market? 
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1.5 Definition of terms 
• Biotechnology 
The definition to biotechnology according to OECD is “ The application of science and 
technology to living organisms as well as parts, products and model thereof, to alter living or 
non-living materials for the production of knowledge, goods and services”. 
• Biotech companies 
Biotechnology companies. 
Include almost all companies in the life science, medical and biotechnology field;  
such as companies sometimes titled or described as Drug discovery and development, Drug 
delivery, Diagnostics, Biotech medical technology, Clinical research, Drug production, 
Medical technology, Biotech tools and supplies, Bioproduction, Agrobiotechnology, 
Environmental biotechnology, Health and nutrition, Medical device, BioIT, CRO, Intellectual 
property and service etc. 
• AB 
Swedish abbreviation for “ aktiebolag” meaning a company owned by shareholders. 
 
 

1.6 Limitation of study 
The variety within the field is quite big and this investigation could not take all factors into 
consideration and do not intend to cover all sub-areas, but will take a sample of the companies 
in the largest area, Uppsala-Stockholm, and compare with the literature findings. The 
limitations of the study is the short number of interviews and that they are classified as 
unstructured interviews and therefore are subjectively analyzed. The study focuses on whether 
firms in this sector and in this specific geographical area are market oriented as opposed to 
research or technology oriented. There are no performance measures included so the data does 
not allow conclusions of whether there is a performance effect. However, as will be discussed 
later, previous studies have found links between market orientation of a firm and the firm’s 
performance. 
 
 

1.7 Outline of the study 
Chapter 2 describes the research design and methodology used, and explains why they are 
chosen. Here also information about the primary and secondary data is found.  
Chapter 3 explains more about the background theories to the study; general theory as well as 
specific biotech findings. 
Chapter 4 shows the study results. 
Chapter 5 is an analysis of the results in the context of literature findings and my own 
experience. 
Chapter 6 gives my conclusions and an idea of further studies. 
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CHAPTER 2: METHOD 

 

2.1 Research design and methodology 
The research design is descriptive. The study aims to give a picture of whether companies in 
the field are market oriented or research oriented. This study uses qualitative research 
methodology based on 10 unstructured in-depth interviews. The reason for choosing this 
methodology is that market orientation is a complex phenomenon, not easily understood. 
Written questions sent to the interviewees might be misunderstood. Interviewing people was 
also a way of getting richer information, and hearing in their own words from people what 
and how they do their market orientation. A list of questions was prepared as main questions 
to use during the interviews. The main questions were the focus but other questions around 
the main questions arose as well. The interviews were documented as notes. 
 
The secondary data (desk study) are collected from all the articles and the book in the 
reference list. As described in chapter 1 and 3, Market orientation is considered a well known 
success factor, or construct. Small and new biotech companies, though, are often described as 
research or technology focused, as opposed to being market oriented. However, current 
understanding of market orientation of an organization is based on research mostly conducted 
in an era of mass production, increasing consumption, excess supply over demand, and 
branding in established industries. The current theories may not be completely adequate for 
the small high-tech ventures in the biotechnology area. Secondary data was also collected 
from the Internet; from the companies’ web sites as well as from searches about the 
companies. 

 

2.2 Population and Data Collection 
The primary empirical data are collected through telephone interviews with one representative 
of the management in the company. Approximately 60% of the nearly 500 companies in the 
biotech area in Sweden are situated in the Stockholm-Uppsala area. The large amount of 
companies arose because of the long history of universities focusing in biotechnology, and the 
two previous major industrial players in the field, Pharmacia and Astra. The interviews in this 
study are done with companies in this geographical area, which will be representative for 
Sweden. I interviewed a member of the management group and in one case a business unit 
manager, of 10 companies; 7 in Uppsala and 3 in Stockholm. 
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Criteria for the selection of 10 interviewed companies*: 
*Adapted from the criteria used by the European commission  
(http://europa.eu.int ISPO/ecommerce/sme/definition.html) to define an SME. 

- The company must be a biotechnology company according to the definition in chapter 1.5. 
- The companies must not have more than 200 employees at the headquarter in Sweden.  
- The company must have research and development based in Sweden. 
- The company must have one launched product. 
- The company must be independent, which mean less than 25% owned by one 

enterprise (or jointly be several enterprises) falling outside the definition. 
- The selection of companies should cover several sub-classes of biotech companies; 

diagnostics, medical technology, biotech tools and supplies, biotech medical 
technology etc. 

 
Selection of companies (classification according to VINNOVA (2)) 
Based on the above criteria I found 10 companies.  
In Uppsala I interviewed:  

• 2 diagnostic companies: Mercodia and Svanova Biotech 
• 2 medical technology companies: Radi Medical Systems and Prostalund 
• 1 biotech medical technology companies: Doxa 
• 1 drug delivery company: Orexo 
• 1 biotech tools and supplies company: Gyros 

 
In Stockholm I interviewed: 

• 1 diagnostic companies: IDL Biotech 
• 1 medical technology company: Aerocrine 
• 1 diagnostic/drug discovery company in Stockholm: Athera Biotechnologies 

 
The companies were selected from the summaries of VINNOVA (13) and BioTech Sweden 
(16). 
 
Appendix A shows the main questions asked in the interviews. 
In practice, this study intends to study market orientation by looking at the following:  
What is the process from the research idea to a product in these companies? How much 
market orientation is there in the development process? Is it completely technically driven, or 
driven by scientific research? How well do these companies define the market? How much 
time, effort and money have they invested in market research, marketing and strategy? Does 
market orientation permeate the company’s routines and processes? Or is marketing just the 
marketing activities (producing brochures, attending congresses etc) that are done once the 
product is ready? What do they see as their strength? What do they believe makes them 
unique? On what do they spend most money? Which are their target customers? How do they 
make profit? What price strategy do they use? Do they measure customer satisfaction and 
employee satisfaction? How well do they know their competitors? The questions asked were 
selected to cover this area. 
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2.3 Short background information on the companies 
Based on the above mentioned criteria, the companies listed in the chart below were chosen. 
The selection gives a fair picture of the companies in the biotech arena in Sweden. Below 
follows a short summery about the interviewed companies, included to give the reader an 
understanding of the range of the companies, and the context and situation they have. First a 
chart to give an overview: 

Company No of 
employees 

Founded Years of 
existence 

Industry 
category 

Mercodia 50 1991 16 Diagnostics 
ProstaLund 35 1991 16 Medical 

technology 
Doxa 17 1987 20 Biotech medical 

technology 
Radi 360 * 1988 19 Medical 

technology 
Orexo 65 1995 12 Drug delivery 
Svanova 28 2001 6 Diagnostics 
AeroCrine 47 1997 10 Medical 

technology 
IDL 14 1989 18 Diagnostics 
Gyros 50 2000 7 Biotech tools 

and supplies 
Athera 20 ** 2002 5 Diagnostics/ 

Drug delivery 
*160 at headquarters in Sweden 
** About 20 persons involved in the company, many as consultants, and many not fulltime 
 
The companies above have existed for between 5-20 year. In the research phase, market 
orientation is usually not in focus. However, in the commercialization phase it should be in 
focus. It is tempting to make a correlation between years of existence and research orientation 
and respectively market orientation, and say that after a certain amount of time (for example 
3-6 years) a company should have passed the research phase and market orientation should be 
in focus. Are the companies that have existed for 16-20 years more market oriented than those 
that exist since 5-10 years?  
 

2.3.1 Mercodia AB 
Mercodia AB develops, manufactures and markets high quality diagnostic immunoassay kits 
for a global market. Mercodia specializes in ELISAs for research and clinical use within 
human and mammalian diabetes and cardiovascular disease. Mercodia was founded in 1991 in 
Uppsala and is a management-owned company. Mercodia started in small scale consulting 
and making development for other companies. Three years later the production and sales 
rights for three analytes (diagnostic kits) were bought from Pharmacia Diagnostics. This gave 
the company sales in the beginning and the money was used for developing own analytes. 
Today they have developed and are selling many analytes mostly used for research purposes. 
(available from http://www.mercodia.se , accessed 5/5/07) 
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Mercodia has 50 employees, 42 in Europe and 8 in the US. They started a sales company in 
the US recently and are just starting up a sales company in France. There are 8 employees in 
Marketing in Uppsala. 4 of the 5 persons in the management group have many years of 
industrial experience within the biotech business. (personal communication with Erling 
Holmlund, CEO, Mercodia AB, 23/5/07) 
 

2.3.2 Prostalund AB 
ProstaLund AB is a leading developer and producer of innovative urological devices and 
treatments, primarily for Benign Prostatic Hyperplasia (BPH), an ageing-related condition that 
causes urination problems for one in two men over 50. ProstaLund began to develop products 
for treating urological conditions and rapidly focused on thermal treatment of BPH. The 
company developed a new treatment that could be fine-tuned to individual patient's needs - 
CoreTherm®. Prostalund has established and maintains close links with key individuals and 
institutions in the world of urology. CoreTherm® has gained wide acceptance among leading 
urologists. This unique product is the platform for the company's ambition to provide a 
complete portfolio of patented treatments for BPH. The company's vision is to alleviate the 
quality-of-life-threatening problems associated with BPH through effective, minimally-
invasive, individualized treatment. (available from http://www.prostalund.se , accessed 
5/5/07) 
Prostalund is owned by 6 larger institutional shareholders that control approximately 85% of 
the shares. The company has currently 36 employees. There are 6 employees in marketing in 
Uppsala. All the members in the management group have many years previous industrial 
experience. Prostalund has existed since about 10 years. During last year the company is 
changing focus from research oriented to market oriented. At the same time the company also 
changed location from Lund to Uppsala. Most of the R&D is now not employed by 
Prostalund but by a consultant company for Prostalund thus enabling the change of focus to 
marketing and sales. The company is currently starting up with new personnel and new focus. 
(personal communication with Aleksandra Schenning, Business Unit manager, ProstaLund 
AB, 29/5/07) 
 

2.3.3 Doxa AB 
Doxa AB develops, produces and commercializes biomaterials for clinical use. Their strategy 
is through networking, partnering and alliances, develop, manufacture and commercialize 
products based on its proprietory bioactive ceramic technology. The products are based on the 
unique technology platform of calcium aluminate hydrate. The bioactive feature enables an 
immediate chemical integration between the ceramic material and the hard tissue in the body, 
resulting in several unique clinical advantages. The bioactive ceramic material can be applied 
both as an injectable material or used as a surface. The main business opportunities are within 
odontology and orthopedics. (available from http://www.doxa.se , accessed 5/5/07) 
Doxa was founded in 1987. The company is owned by two major shareholders and a lot of 
smaller ones. Doxa has 17 employees. There are 2 vacancies in marketing at the moment as 
well as a temporary CEO. Only 2 of the 6 members of the management group have previous 
industrial experience. The company is still to a rather high extent a research company. At the 
moment of the interviews both the CEO and the Marketing manager positions were vacant. 
One launched product had problems on the market and had to be withdrawn and go back to 
project phase. (personal communication with Erik Olaisson, Development manager, Doxa 
AB, 30/5/07) 
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2.3.4 Radi Medical Systems  
Radi Medical System develops, manufactures and commercializes medical devices for 
interventional cardiology for a global market. There are two business areas – intravascular 
sensors for pressure measurement and hemostasis management products to stop bleeding after 
interventional procedures. Product development is done in close cooperation with physicians 
worldwide. Radi Medical Systems was founded in 1988 and headquarters and production 
facilities are situated in Uppsala. The company is privately owned. Radi Medical Systems is 
headquartered in Uppsala, Sweden and has subsidiaries in Australia, Germany, Japan, 
Thailand, Switzerland, BeNeLux, the United Kingdom and the United States. It has 
representation in 42 countries. (available from http://www.radi.se , accessed 5/5/07) 
There are more than 100 employees in marketing and sales world wide. All members of the 
management group have many years previous experience from the medical device and biotech 
industry. The company started almost twenty years ago as a distributor within the field of 
interventional cardiology. It is privately owned and has been financed by internally generated 
funds, and has developed steadily to a growing fully integrated global company. (personal 
communication with Johan von Heijne, COO, Radi Medical Systems, 31/5/07) 
 

2.3.5 Orexo AB 
Orexo AB is a product focused drug delivery company that develops proprietary 
pharmaceuticals to address areas of unmet therapeutic need. Orexo exploits its 
multidisciplinary capabilities to assess areas of therapeutic need that can be met by 
developing proprietary pharmaceuticals based on well documented pharmacologically active 
compounds that incorporate Orexo’s proprietary drug delivery technologies. The company has 
commercialized one product, three product candidates in the clinical phase – where of one is 
out-licensed in North America and Japan – two product candidates in the formulation 
development phase and one project at an early research stage of development. (available from 
http://www.orexo.se , accessed 5/5/07) 
The company’s strategy is to look beyond drug discovery and focus on existing products. 
Orexo is owned by one major shareholder and a lot of small ones. The company has 65 
employees whereof one marketing resource. All members of the management group have 
many years previous experience from the pharmaceutical business and other businesses. 
Orexo is not trying to discover new drug candidates but is focusing on finding new and better 
ways of distributing existing substances, which makes the development process shorter. The 
customers are other pharmaceutical companies. (personal communication with Göran 
Smedegård, Orexo AB, 1/6/07) 
 

2.3.6 Svanova Biotech AB 
Svanova Biotech AB develops, manufactures and sells products for diagnosis of infectious 
diseases in livestock and companion animals to the global market. The majority of products 
are based on ELISA technology and marketed under the name SVANOVIR™. The method 
detects antibodies against different organisms such as viruses, bacteria, parasites or 
mycoplasmas in various animal species. Svanova was established in Uppsala in 2001 and 
originates from the National Veterinary Institute in Sweden. The company was established 
2001 and was founded on research activities, which have been ongoing since 1988, within the 
National Veterinary Institute's development and production entity for diagnostic tests. 
(available from http://www.svanova.com , accessed 5/5/07), accessed 5/5/07) 
The company is owned by two major shareholders and a lot of smaller ones. Svanova has 28 
employees. There are 5,5 persons in marketing. 3 of the 5 members of the management group 
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have many years previous experience from the biotech industry. The distributor network 
covers more than 80 countries. The have recently entered a strategic alliance with Labor 
Diagnostik Leipzig on the development and distribution of veterinary diagnostics. Svanova is 
into veterinary diagnostics. The market is less developed than the human diagnostics market. 
There is not as much testing done and there is not so much automation. (personal 
communication with Christina Frimodig, CEO, Svanova Biotech AB, 5/6/07) 
 

2.3.7 Aerocrine AB 
Aerocrine AB is a clinically based medical technology company that leads the way in the 
development of devices for monitoring inflammation through the measurement of gaseous 
markers. The company was founded in 1997 by scientists from the prestigious Karolinska 
Institute in Sweden and has its headquarters in Solna, the Stockholm area. The founders were 
the first to identify nitric oxide (NO) as a marker of inflammation. Today, this strong 
scientific heritage is supported by an international network of clinical advisors as well as an 
experienced and efficient management team, which is bringing innovative ideas into clinical 
practice. The Aerocrine technology gives people suffering from asthma a new way of 
monitoring their disease. Information on a patient's NO value helps the doctor better diagnose 
asthma, monitor compliance and response to treatment, as well as gives an early warning of 
loss of asthma control. Aerocrine holds a comprehensive patent portfolio, including eleven 
approved patents in the USA, with additional patents pending. The company is currently 
marketing two products NIOX® Flex and NIOX MINO®. (available from 
http://www.aerocrine.se , accessed 5/5/07) 
Aerocrine is a public company listed on the Swedish market place in Stockholm. The 
company has 47 employees. There are 5 persons in marketing. All members of the 
management group have many years previous experience mostly from biotech industry. 
(personal communication with Lena Kajland-Wirén, Marketing Director, AeroCrine AB, 
7/6/07) 
 

2.3.8 IDL Biotech AB 
IDL Biotech AB (publ) is a Swedish diagnostic company, focused on in vitro diagnostic tests 
within two main areas; Oncology and Bacteriology. IDL was founded in 1989 and is today 
situated in Bromma, just outside the Swedish capital Stockholm. The facilities harbor all 
company functions; management, sales & marketing, order & shipping, R&D; production and 
quality assurance. Together with high quality products, the staff (covering all necessary 
competence) form the backbone of the company. IDL is represented world wide via local 
distributors, with extensive knowledge of their respective markets. Also, license and OEM 
agreements form important distribution channels for the products. (available from 
http://www.idl.se , accessed 5/5/07) 
IDL Biotech AB (publ) is a public company listed on the Swedish market place Aktietorget. 
In total, approximately 2.200 shareholders are involved, the main holder being the Labbex 
Group. IDL has 14 employees. There are 2 persons and one vacancy in marketing. 4 of the 5 
members of the management group have many years previous experience from the biotech 
industry. The company was very research oriented until the current CEO came about a year 
ago. They are in the process of making the company more market oriented. (personal 
communication with Lars Skoglund, CEO, IDL Biotech AB, 8/6/07) 
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2.3.9 Gyros AB 
Gyros AB was founded in 2000 as a spin-out of Amersham Pharmacia Biotech (now GE 
Healthcare). After a decade of research and development, the time was right to strike out 
independently to become a leading supplier of microlaboratories based on its established 
expertise in surface chemistry and microfluidic technology. Today, Gyros has more than 15 
years of research and development experience in surface chemistry, microfluidics, 
microfabrication, software, system integration and assay development. Gyros is world leader 
in the miniaturization and integration of laboratory applications through its proprietary 
microfluidics platform, Gyrolab CD (compact disc) microlaboratory. The company offers 
clients early access to its unique, proprietary technology platform in which many laboratory 
processes can be integrated into client specific micro laboratories in the form of a CD. 
Processing nanoliters of sample through several different laboratory assays greatly increases 
the information content from a single run. Clients gain a significant increase in efficiency and 
cost-effectiveness as hundreds of samples can be run in parallel in an easy-to-handle format 
on the disposable CDs. Gyros holds a strong intellectual property position, with more than 75 
patent families, covering approximately 80 inventions and 29 issued US patents. 
In 2004, Gyros launched products for the protein therapeutics instrument market, aimed at 
superseding automated ELISA systems in terms of applicability, performance and quality. In 
the same year, the Company also entered into a collaborative IVD development project with 
Fujirebio Inc., Japan. Outside current strategy, Gyros has established proof-of-concept in 
other application areas such as high throughput screening, automated cell handling, molecular 
diagnostics and mass spectrometry. (available from http://www.gyros.com , accessed 5/5/07) 
Gyros is owned by investment companies. The company has 50 employees whereof 20 are in 
marketing and sales. 4 of the 5  members of the management group have many years previous 
experience from the biotech industry. The company has not been market oriented before, but 
since 1,5-2 years now they are in the process of making it more market oriented. (personal 
communication with Peter Lindqvist, Sales Director, Gyros AB, 12/6/07) 
 

2.3.10 Athera Biotechnologies AB 
Athera Biotechnologies AB develops diagnostics and drug candidates for risk assessment, 
prevention and treatment of inflammatory mediated cardiovascular diseases. The company 
started up based on findings of the critical role of anti-phospholipid antibodies (aPL) and 
natural   antibodies in the process of atherosclerosis and development of cardiovascular 
events. It was founded in 2002, to exploit innovations made by Professor Johan Frostegård 
and Professor Ulf de Faire at Karolinska Institutet, Stockholm Sweden. Athera develops a 
portfolio of diagnostic products, therapeutic targets and product candidates. The company 
consists of a team of nearly twenty professionals with experience in Diagnostic Test 
Development, Pharma R&D, Business Development and Finance. It is privately held with 
Karolinska Development as lead investor. Other investors are the Baltic Sea Foundation, and 
private investors. Athera is located at Karolinska Institutet, Stockholm Sweden, with a 
diagnostic development facility in Uppsala, Sweden. (available from http://www.athera.se , 
accessed 5/5/07) 
The company has existed for nearly 5 years but is in a start-up phase. Most of the personnel 
work part time with the company, and many are consultants. Totally there are more than 20 
persons involved whereof 5-6 in marketing (which may be equivalent to 1,5-2 fulltime 
employees). All members of the management group have many years previous experience 
from the biotech industry. (personal communication with Hans Grönlund, R&D manager, 
Athera Biotechnologies AB, 12/6/07) 
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CHAPTER 3: THEORY 
 
Market orientation is described since the beginning of the 1990’s in a lot of studies and 
literature. Its importance to organizations is widely acknowledged in that market orientation is 
critical for long-term success in the highly competitive environments of modern business.   
 
There are three fundamental forces that drive the degree of market orientation in a company, 
described by R J Best “Market-Based Management” 2005 (11): marketing knowledge, 
employee satisfaction and market orientation among management. The higher the marketing 
knowledge, the stronger the market orientation. Market knowledge can be spread in a 
company by direct training activities to all employees. This will enforce the market 
orientation in all departments and increase the chances that the product is successful on the 
market.  Management sets the norms, trend and rules in the company and is thereby very 
important also regarding the company’s market orientation. Employees are the company. 
They are the contact to the customers as well as the company’s face towards all contacts. If 
they are not satisfied, they will not deal professionally with the customer and deliver customer 
satisfaction. 
 
In general, all studies indicate that companies with high market orientation have higher 
performance and results. Most of the studies are based on multi-industry samples, as Appiah-
Adu & Ranchhod and Renko et al. summarizes (6, 8,10). Appiah-Adu & Ranchhod (6) 
summarized it well: “Market orientation is at the heart of the theory and practice of marketing 
management and is believed to be the foundation for a firm’s competitive strategy.  Its 
importance to organizations is widely acknowledged. It is described by Kohli and Jaworski as 
the gathering of market information about customers current and future needs; the 
dissemination of this information across organizational functions; and responsiveness of the 
organization to this information. Narver and Slater suggest that market orientation comprises 
three behavioral dimensions, namely: customer orientation; competitor orientation; and inter-
functional coordination. Shapiro’s three characteristics of market orientation are: permeation 
of information on purchasing influences throughout the firm; inter-functional strategic and 
tactical decision-making; and commitment to executing decisions across functions. Rueckert 
identifies the sharing of a common theme in these conceptualizations; first, market orientation 
leads to actions by employees towards the market served; second, these actions are guided by 
the information generated by the market-place; third, the actions cut across functional 
boundaries. “ 
 
The research on market orientation is mostly based on established industries, and as Renko et 
all (8) explains, the nature of market orientation varies depending on business type: “There is 
a large body of research addressing the concept of market orientation of a firm. It has been 
stressed that the nature of market orientation, i.e. its antecedents and “ingredients” varies 
depending on the type of business, market and company. Existing market orientation 
frameworks are, however, based mostly on studies of manufacturers in established industries.” 
Therefore it is interesting to look at results from studies made in the biotechnology field. 
There are a few studies focused on investigating market orientation in the Biotechnology 
companies, made by Benavides et al., Appiah-Adu & Ranchhod and Renko et al. (4, 6, 7, 8, 9).  
 
Renko et all in Finland focuses on whether the companies in this area are market oriented and 
what market orientation in this field means (7, 8, 9). The results show a strong science and 
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technological orientation of the biotechnology SMEs, along with weak market orientation. 
They suggest that the traditional components of market orientation – market intelligence 
generation, dissemination and responsiveness – need to be redefined in the biotechnology 
context.  
 
Benavides et al. (4) found that in small biotechnology firms functions are all interrelated and 
no marketing department exists, and that they sometimes focus too much on science and can 
forget about the business part. They suggest that there are two key elements needed to 
establish an early development marketing function; people – finding qualified people, and 
attention - a serious realization from senior management of the importance of marketing. 
Their conclusion is that these firms will be better positioned over the long run if they allocate 
human resources to the marketing function at an early stage in the development cycle.  
 
Appiah-Adu&Ranchhod’s exploratory empirical study (6) has investigated the connection 
between market orientation and performance. They found a significant and positive 
association between high market orientation and growth of market share, profit margins and 
overall performance (subjective measures) of the company. 
 
Soni and Cohen, Ernst as well as Cooper (1, 5, 12) have all clearly showed that market 
orientation is a critical focus to have in order to achieve success with new product launches. 
The findings of Cooper already 1994 found that the number one success factor is a unique and 
superior product: “The number one success factor is a unique superior product – a 
differentiated product that delivers unique benefits and superior value to the customer; 
comprising seven “ingredients”: 

1. Unique attributes and characteristics for the customer, not available from competitive 
products 

2. Good value for money for the customer (positive economic impact on the customer) 
3. Superior to competitive products in terms of meeting customer needs 
4. Excellent relative product quality, in terms of how customer measure quality 
5. Superior price/performance characteristics for the customer relative competitor 

products 
6. Product benefits or attributes easily perceived as being useful by the customer 
7. Highly visible benefits, very obvious to the customer 

Note that the definition of what is unique and superior, what is value and what is benefit must 
be from the customers perspective, it must be based on an in-depth understanding of customer 
needs, wants, problems, likes and dislikes. A strong market orientation, a market-driven and 
customer-focused new product process, is critical both to success and to cycle time reduction. 
This message comes out strongly: a thorough understanding of customers needs and wants, 
the competitive situation and the nature of the market is an essential component of new 
product success. The cross-functional team approach not only speeds products to market, it 
also enhances the success rate.”He connects market orientation and new product success. Also 
to achieve product success it is important that market orientation permeates the company. 
Appiah-Adu&Ranchhod did not find a significant association between new product launches 
and market orientation, however they concluded that this can be due to that new product 
launches are dependent on many factors.  
 
Ernst (5) has reviewed the findings of empirical work into the success factors of new product 
development.  He also finds a strong connection to market orientation: 
“A thread of the main results findings is how important market orientation is for the success 
of a new product, in a lot of aspects and steps during the development and introduction of the 
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product.”  The review comprises almost 30 years empirical new product development studies. 
One important conclusion is that in successful new product development projects, all steps in 
the necessary preparatory work are aligned with the market requirements and that market 
information is updated throughout the process. “Two aspects have had a significant positive 
influence on the success of new products: 1) the proficiency of activities carried out in the 
individual phases of new product development, especially in development, test marketing and 
market introduction, and 2) the use of market information along the entire new product 
development process (market orientation). “ Another conclusion is that there are four aspects 
that have a positive financial influence on the success of new products: 1) clear definition of 
the product before development begins – among other things, the product concept and the 
target market need to be clearly defined; 2) high-quality preparatory work on the project, in 
which the idea is initially broadly defined – subsequently, more detailed technical and market-
oriented feasibility studies, along with a commercial evaluation of the project must be 
conducted; 3) clear orientation of the new product development process to market demands, 
principally in the form of market research activity and observation of the competition; and 4) 
the existence of a high-quality new product development process. “ 
 
Another interesting finding, from Ernst’s summery, is also that customer integration not 
always has a positive influence on the success of new products. He found that “Customer 
integration into new product development is positive in the early phase (aligning the product 
concept with market requirements) and in the late phase (to test the prototype and support 
during market introduction).”  However, focusing on only a few customers has negative 
influence on success. Market orientation and customer integration into new product 
development, are two different aspects. 
 
One of the studies in the biotechnology context, Renko et all (9) states, regarding new 
products and market orientation: “ To develop successful innovations, commercialization 
should not be viewed as being a separate activity from the R&D process; new development 
involves a multi-disciplinary approach encompassing R&D, marketing, production, human 
resources and financial considerations.”  
 
In all three studies Renko et all (7, 8, 9) emphasize much on the importance of networks for 
the smaller firm, and concludes that “In biotechnology, a firm’s internal knowledge base is 
not adequate in and of itself to remain at the competitive front. Consequently, collaboration 
with external actors who possess complementary skills becomes an attractive proposition and 
even a prerequisite for staying alive. One of the most common forms of alliances in 
biotechnology is an agreement between a smaller biotechnology company and a major 
pharmaceutical company to share profits of a new therapy in development by the junior 
partner in return for periodic cash infusions called milestone payments.”  
 
Rautiaininen (14) verified that key success factors in Finnish biopharmaceutical companies 
were management skills, teamworking skills, unmet needs, early marketing and government 
funding of basic research as well as their support for start-ups. 
 
From these previous studies we would expect to find a weak market orientation in the biotech 
area in Sweden, together with a strong science and technology focus; seen by few employees 
in marketing, maybe no marketing department, and not a great understanding of the 
importance of marketing and market orientation. Customer focus, the first point of market 
orientation, would be low since we expect a research focus. Competitor focus, the second 
point of market orientation, would also be expected to be rather low, and mainly technological 
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oriented. A team approach, the third point in market orientation, is likely to be found though, 
since these are very small companies and in a small company there is a greater need for 
collaboration over department boarders since there are so few people, and everyone working 
closer. Another thing we would expect is that companies without market orientation have not 
succeeded well with their products on the market. However since much of the biotech 
business build on having unique products, market orientation could be seen in the respect of 
bringing in customers opinions in the product development. 
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CHAPTER 4: EMPIRICAL 
 
 

4.1 Interviews 
Below follows a short summary of the interviews, only the highlights of what was done. All 
companies gathered competitor and market information to some extent, and had routines for 
spreading it within the organizations and using it during the product development. That 
market information, including product information gathered through complaint handling etc,  
is structured and used in development of new products is a demand from the authorities and 
requirements for ISO certification, so this done by all interviewed companies but not 
mentioned in every summary from the interviews. The same goes for the routines for regular 
meetings between employees and managers regarding career development, appraisal and 
salary; employee satisfaction is partly checked this way. 
 

4.1.1 Mercodia AB 
Interview with Erling Holmlund, CEO, owner and founder: 
It is a small company, and competitor and market information is brought in from visits and 
contacts and openly shared at structured meetings. Customer satisfaction is known through 
contacts as well as through feed-back in connection to the complaint handling system and 
customer support. They consider the uniqueness of the company to be their unique products, 
and their strength to be the high quality of the products. Employee satisfaction is know 
through an assessment made by the company’s Health Care provider, and is very high. Also 
the fact that almost no one left the company in its 17 years of existence reinforces those 
positive results. All new employees get a marketing training (2+3 days) performed by a 
consultant company. Most important to be a market oriented company is considered to inform 
all employees about the company’s situation, sales, competition etc., and have a lot of the 
employees visit customers, congresses etc. It is critical to have engaged personnel.  
 

4.1.2 Prostalund AB 
Interview with Aleksandra Schenning, Business Unit Manager: 
Both marketing and sales follow competition in a structured manner. The information is 
spread to everybody in the company through education, trainings, meetings and activities. 
Competitor information is considered critical information. Market information and customer 
satisfaction is known through contacts and discussions with customers, as well as through the 
complaint handling system. The customers are also certified to use the product and through 
this activity information about their satisfaction comes in. They consider what makes them 
unique to be their unique top-competence and product, and that this is their strength too along 
with the close contact they have with the inventors. Most important to be a market oriented 
company is to have enough marketing resources and a well thought-through work-plan – 
analysis, execution, performance is most important, as well as close and frequent customer 
relations. The biotech business is special because of the strong regulations. Therapeutics 
regulations are more uniform between countries, whereas biotech regulations are more 
national, giving a bit more freedom, but on the other hand the reimbursement rules are not as 
clear and specific. 
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4.1.3 Doxa AB 
Interview with Erik Olaisson, Development Manager: 
Currently R&D brings in competitor information because at the moment there is no-one in 
marketing.  It is a small company so the information is easily spread. They follow what 
happens regarding bioceramics and patents. They are just starting a network of clinics that 
will bring in market information, customer information and product information. Employee 
satisfaction is known through structured development meetings between the manager and the 
employed since their opinion is that for a small company it is an absolute condition that 
everybody contributes, and a prerequisite for that is that they are satisfied. They consider their 
uniqueness to be their top-competence in bioceramics and that this is their strength as well, 
together with good network within the field of bioceramic competence. Another strength is 
their competence within regulatory. Most important to be a market oriented company is to 
understand the customer, the needs; and understand the competition, the situation the 
company is in - this is the foundation for marketing and strategies. The biotech branch differs 
from others through the high demands on quality both from customers and authorities. The 
regulatory demands are extensive. The production process must be perfect every single time. 
The customers examine the product and the company much. The demands on high scientific 
knowledge are extensive. 
 

4.1.4 Radi Medical Systems 
Interview with Johan von Heijne, COO: 
Market information is collected by both the marketing and the sales organization, and is 
spread to the rest of the organization in various project groups. Market information is 
collected by performing clinical studies and pre-market studies also. Usually, new products 
are developed in several steps where feedback from the market is taken into consideration in 
the development of each new prototype or version, before the final product design is set. 
Customer satisfaction is measured by performing post-market studies and market research at 
exhibitions and congresses, training courses and other activities. Furthermore, the complaint 
handling process is generating a continuous flow of feed back to the company regarding 
product performance. Radi has few competitors and is using limited resources into collecting 
competitor information. They consider their uniqueness to be: the products, the clinical 
education and training offered to the customers, and their top-competence within the area. 
They consider their strengths to be: the products, their top-competence, their level of 
innovation, the company’s set of clear values, the level of flexibility offered being a small 
company, their global reach, and that they have a stable ownership structure. Most of the 
customers are public hospitals and the prices are impacted by the level of reimbursement 
offered by public reimbursement systems. Radi’s price strategy is value based and includes 
discussions with the authorities and the customers about the value the products are offering. 
The sales force is organized so that the sales representative, that are taking care of the big 
hospitals, have a key account responsibility. They are working through customer relationship 
management. Employee satisfaction is well known through regular meetings between 
employees and managers regarding career development, appraisal and salary. Management 
also perform business reviews of sales companies and specific functions on a regular basis. 
All members of the management group have many years of industrial experience from the 
medical devices and biotech industries. All new employees get an introductory training where 
a certain amount of time is spent on learning about products and customer situations. All 
member of the M&S team get a one week clinical and product training in cooperation with a 
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hospital. The training program includes practical work. At the end of the program all 
participants have to pass a test and accomplish minimum 80% correct answers. Market 
orientation is very important. Most important to be a market oriented company is 1) knowing 
the products and the clinical environment, 2) Sales training, plan how to approach a hospital 
and how to maintain the relationship and 3) strategic marketing, lobbying for reimbursement, 
product visibility at congresses and exhibitions etc. The responsibility to develop customer 
relationships are taken mainly by the M&S organization but the members of the management 
group meet with customers on a regular basis. After sales activities are very important and 
done in many ways; visiting the customer regularly, offering educational and training 
programs, follow-up discussions regarding the situation at the hospital and the use of the 
products. The after sales activities have the objective to stimulate and promote more use of the 
single-use products at existing customer accounts.  
 

4.1.5 Orexo AB 
Interview with Göran Smedegård, Business Development Director:  
Both Business development (marketing) and the project organization bring in competitor 
information, and it is shared in the project groups. What makes them unique are their unique 
model of working with short development times and unique technologies. They build on an 
already existing substance. Their strengths are the way of working, the knowledge of the 
pharmaceutical market and their professional management and personnel. Prices are set with 
help of consultant firms, and by interviewing insurance companies and authorities. Most 
important to be a market oriented company is knowing your environment situation; trends, 
needs and competition. Customer relations exist on several levels, both at the top management 
level through committees and at other levels during the daily work. Market orientation in the 
biotech and pharmaceutical branch differs mainly because of the long development times (up 
to 8 years or more). 
 

4.1.6 Svanova AB 
Interview with Christina Frimodig, CEO: 
One person is responsible for scanning competitors web-sites and make a summary once a 
month. The summary is distributed to everyone in the company. Market information is 
collected by logging all customer related issues. A questionnaire is sent out sometimes, to 
evaluate the customers and distributors opinion regarding the company and the products. The 
market info is also used in the project development process. Customer satisfaction is known 
through assessments less than once a year, and through contacts with customers; support, 
complaints, meetings etc. What make them unique is their competence in making good 
products out of research ideas. Their strength is their knowledge of immunological diagnostic 
test development, finding the right combination of antibody-antigen and creating good stable 
products, as well as their way of handling customer contacts. Employee satisfaction is known 
through different activities. Most important to be a market oriented company: There has to be 
marketing experience in the company, not only entrepreneurship and researchers. To reach the 
market it takes marketing and production competence too, as well as capital.  
Market orientation in biotech may differ from other branches due to the need of building 
relations to make business. You have to create trust, build trusting relations and have 
scientific knowledge.  
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4.1.7 AeroCrine AB 
Interview with Lena Kajland-Wilén, Marketing Director: 
A questionnaire was sent out to all customers of new product to follow up the launch after 6 
months. This is repeated on a yearly basis to a selected number of customers. Market research 
is made for new products under development. Market info is fed into the development process 
through structured routines and procedures. They consider what makes them unique are the 
patented method to non-invasively measure the inflammation in the lungs in asthma patients, 
and the products with very advanced analysis technology. Their strengths are the competence 
and experience from the pharmaceutical industry, the knows how to work globally and in the 
clinical area; their strong and broad patent portfolio; and that they from the beginning 
outsourced the development and production. Price strategy was set by market research with 
help of a consultant firm specialized in price strategies; interviews with customers and 
authorities were made as well as health economy analyses. Most important is to find the 
perceived value and price accordingly. Employee satisfaction is checked with questionnaires. 
Twice a month there is an info-meeting for all employees regarding what happens in the 
market (incl. marketing and sales). A “Message proficiency course” is done by all in sales, but 
also offered to other employees, distributors and partners in cooperation with the company. 
Most important to be a market oriented company is that everybody knows the customer and 
the customer situation - every employee should meet customers; and that everybody 
understands the rest of the company is a support to marketing and sales (supporting sales of 
the product). In Pharma it is critical to always start getting acceptance and your message 
through with the opinion leaders.   
 
 

4.1.8 IDL Biotech AB 
Interview with Lars Skoglund, CEO: 
Market studies/concept studies are made and meetings with the distributors are held during 
the product development phase. Customer satisfaction is known by a questionnaire sent out 
once a year to all distributors. They consider what makes them unique are their unique 
products with no direct competitors, and the good quality, well documented and CE-marked.  
Their strengths are the flexibility of the small company and the many and wide spread 
distributors. Most important to be a market oriented company is to have competence in 
marketing; having strategic and marketing understanding is the foundation. Then resources, 
mandate and authority power must be given to Marketing. There is more marketing freedom 
outside the biotech business. The scientific context and background of people make many not 
want to be aware that they sell, they just want to inform about the product – too little focus on 
selling. 
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4.1.9 Gyros AB 
Interview with Peter Lindqvist, Sales Director: 
They are focusing on reaching customers and do not put a lot of effort in following 
competitors. Market information is collected through direct contacts with customers by key 
account managers and field application scientists. Customer satisfaction is occasionally 
checked by assessments. What make them unique are their unique technology and their 
strength is the small volumes of sample and reagents the products require, and the automation.  
Employee satisfaction was recently checked by an assessment made by a consultant firm. 
Most important to be a market oriented company is to have the right people onboard, meaning 
a lot of industrial experience and the right type of people. The biotech business is very much 
technology focused. 
 

4.1.10 Athera AB 
Interview with Hans Grönlund, VP Diagnostics Development & Operations: 
The CEO, CFO and consultants with a professional background in life science business have 
collected and summarized market and competitor information and it has been shared at 
information meetings with the whole company. New customers have been identified lately. 
What make Athera unique are their products, and their competitive edge is the personnel and 
their competence, and that the two founders of the company are opinion leaders within the 
field. The company is still in an early phase and the first product will be launched during the 
coming year. The organization is to a high degree built on consultants. 
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4.2 Summery 
Below is a summary of the results from the interviews, by question. 
 

4.2.1 Customer definition 
All companies had a very clear definition of their customers. They had pinpointed them down 
to what kind of doctor they targeted, both the specialty and rang for example urologists, 
cardiologists, specialists, opinion leaders etc, or down to what kind of lab at what type of 
institution, hospital, industry etc. Most of them also mentioned that they have different kinds 
of customers; the direct end-user, the opinion leader and the authorities. The end user being of 
course the direct customer which orders and pays for the product, but if the opinion leader 
does not mention the method in the guidelines the end user will not order it, and if the 
authorities does not accept the method as cost-effective and reimburse it the product will be 
too expensive for the end user and not ordered. 

 

4.2.2 Perceived uniqueness 
Almost everybody considered the product as the factor that make them unique.  
Another common thing mentioned as making the companies unique is the top-competence 
they have within their area. The way of working, the development process, as well as the 
patents the company is holding can also make the company unique. 

 

4.2.3 Perceived strengths 
High quality products are by many companies considered as one of their strength. Other 
strengths mentioned are the competence, the close contact with the inventors, the fact of being 
a small and flexible company, being innovative, having clear values, being a global company 
and being privately financed. Experience in the field, knowledge of the biotech market is also 
brought up as a strength, as well as experienced personnel and management, experience in 
working globally and in the clinical field. Ways of handling customer contacts, strong and 
broad patent portfolio, many and wide spread distributors and outsourcing of R&D and 
production are other perceived strengths. 

 

4.2.4 Collection and diffusion of competitor information 
All companies are very aware of that it is important to scan for trends on the market, in the 
science and technology, and among authorities’ decisions. They all know who their 
competitors are and follow them. This is done by employees from both M&S and R&D 
mostly, which shows the awareness of that the world around the company affects the 
company.  

 

4.2.4 Collection and diffusion of market information 
Market information is collected by M&S during visits to customers, congresses and other 
contacts, as well as through the questions and complaints the customers have. The biotech 
branch has demands from authorities to log all complaints and have action plans for them. 
Additionally, all companies that are ISO-certified have to have routines for logging questions 
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from customers, monitoring them and takeing action when needed. Many companies have 
brought up this channel as one important channel in collecting market information. The ISO-
certification also requests routines for the diffusion of market information into the 
development process. Many of the companies in the biotech field are ISO-certified.  
 

4.2.5 Price strategy 
Several different paths are taken in order to find a suitable price for the product.  
A price strategy can be set through relating to other products on the market and comparing to 
the total cost of the alternative for the customer, especially the diagnostic companies seem to 
start here. Pharmaceutical companies, where price setting is regulated by the authorities, and 
sometimes others (medical device, medical supply) start with discussions with customers, 
insurance companies and the authorities on the value of the product, long before launch. 
Sometimes health economy analyses are made. The price strategy is perceived value based. 
Trying to differentiate the offer by creating packages or having a niche strategy is also 
employed, as well as discounts for testing and for volume.  
 

4.2.6 Customer satisfaction  
How satisfied the customers are is known through discussions with the customers, at meetings 
with customers, at congresses, during training occasions; through assessments, questionnaires 
at exhibitions, and post-market studies; and through the feedback systems – complaint 
handling system, questions and issues log etc. – a requirement for the ISO-certified company 
in this field. 
 

4.2.7 Employee satisfaction  
How satisfied the employees are is known mainly through the regular and structured meetings 
regarding job- and personal development held between the employee and its manager. These 
kind of regular meetings are a requirement for a ISO-certified company in this field. 
 

4.2.8 Management experience 
Of the interviewed companies, a clear majority of the management groups have members with 
industrial experience, both from the biotech field and sometimes from other branches. There 
are though in some companies, a few with academic experience solely. Only one of the 
companies has a management group where the majority has academic experience, however 
this may be temporary due to that they currently have two vacancies. 
 

4.2.9 Customer relations 
Relations to the customers are mainly taken care of by M&S, but also R&D managers have 
relations to customers, and occasionally other employees (R&D specialists, Quality Assurance 
managers or personnel and CEO) have contacts with customers. Some companies have in 
plan, and perform it, that all employees shall visit customers. Customer relations exists on 
several levels, both at the management level and on a daily-working level.  
 

 27 



                                                                                                                 Market orientation in Biotech companies 

4.2.10 Key account manager positions 
The specific position “Key Account Manager” does not exist with any of the interviewed 
companies, however key accounts are designated specific persons. 
 

4.2.11 After sales contacts 
Some companies have a lot of after sales contact with the customers through trainings, 
installations and other activities, and are aware of the importance of these contacts for the 
relation with the customer and for future business.  
 

4.2.12 Resources Marketing 
Between 1,5% and 35% of the personnel are in M&S. Here is a great variation, however a 
clear trend is that those companies that had a change of focus from research oriented to a 
clearly stated market orientation have much higher percentage of the personnel in M&S than 
those that have not yet made such a change. It was not possible to compare the answers for 
other measures than number of employees since they were in different entities. 
 

4.2.13 Marketing training 
Only one company give a market training to all employees, a 2+3 days course from an 
consultancy firm. Some of the other includes market information in the introduction training 
for new employees. Many of the companies did not give any general market training. 
 

4.2.14 Most important factors to be market oriented 
The factor considered as most important for a company to be market oriented was: 

• Understanding the customer, the needs, the trends and the competition, and the 
situation the company is in; knowing the clinical situation and the product situation. 

o Have many employees visit customers; have close and frequent customer 
relations. 

o Keep everyone informed of the company’s situation, sales competitors. 
o Have an understanding of marketing and strategy, have marketing experience. 

Other factors that came up were: 
• Having enough resources for M&S. 
• Sales training in how to meet the customers and to maintain relations. 
• Strategic marketing; lobbying for reimbursement, product visibility at congresses and 

exhibitions and product used in clinical studies. 
• That everybody understands that the rest of the company is a support for sales. 
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4.2.15 Unique for Biotechnology companies 
In the biotechnology business there are: 

• high demands on quality both from customers and authorities, and as a consequence 
extensive regulatory demands 

• extensive demands on high scientific knowledge, and a need always to start with the 
opinion leaders’ acceptance 

• reimbursement rules affecting prices 
• long development times 
• need to build relations to make business 
• not so much marketing freedom and little focus on selling (technology focus) 

 

4.2.16 Networks 
Most of the interviewed persons considered networks important and valuable information 
sources. The type of information gained through networks for or between companies in the 
same field was related to: the market, the customers, the competitors, products, finding best 
practice, finding the right competence to recruit etc. Networking is also important globally. 
Other important networks are personal networks and networking with competitors.  
 

4.2.17 Investors and long-term growth for the company 
There was a unified answer regarding investors in the biotech business: It is important to get 
capital but, investors have too short time horizon for the biotech business. It takes time to 
grow value in this business. Investors often create discontinuity in the companies.  
Growing companies and private equity companies are not a good combination; venture 
capitalists are better for growing companies. The stock market can be even more short-term, 
but the advantage can be that there are many small owners, none big and dominating, so it can 
be easier to steer the company more long-term. Another common comment was that the 
boards often have only people with financial or scientific competence and no branch or 
marketing competence. This makes it difficult for the board to make the proper judgments and 
ask the right questions.  
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CHAPTER 5: ANALYSIS 

 

5.1 Introduction 
This chapter analyses and interprets the empirical results from the interviews, and compares 
them to the secondary data presented in the theory chapter. When reading the analysis, 
remember that the main purpose of this thesis and the study is to investigate how market 
oriented small to medium sized enterprises (SMEs) in Biotechnology are in Sweden. 
Indications of market orientation are considered, as the theory chapter shows: if market 
information is collected; spread in the company and used in the development process; 
resources invested in marketing and strategy aspects; a market orientation as mindset and in 
the routines, structures; (and organization of the company, and the success of the product 
sales). 
 
Market orientation means having customer focus (collecting information about the market and 
feeding it into the development process, measuring customer satisfaction, involving customers 
in the development process, etc), strong competitor orientation (collecting information about 
the competition and using it both for marketing purposes and during the development process) 
and a strong team approach in building customer solutions (several departments working 
together and contributing in the development process and in serving the customers). There are 
three fundamental forces that drive the degree of market orientation in a company (11): 
marketing knowledge, employee satisfaction and market orientation among management. 
 
 

5.2 Important Findings 

5.2.1 Management experience and marketing knowledge 
Many of the persons in the management groups have a lot of experience from other 
companies in the biotech business. The two previous major companies in Sweden in this field, 
Pharmacia and Astra, have given a lot of experience in marketing, strategy and sales 
positions, as well as R&D, quality assurance, production and other, as shown by Fridh (3). 
Many of the persons in the management groups of the interviewed companies have many 
years experience, especially from Pharmacia. 
 
The interviewed persons were very aware of the need for market orientation. The factors 
mentioned by the interviewed persons as most important for a company to be market oriented 
(understanding the customer, the needs, the trends and the competition, and the situation the 
company is in; knowing the clinical situation and the product situation) are amongst the core 
factors for market orientation according to all literature. 
 
The management actions also show upon that they want to spread this to the whole company, 
in order to make all employees more knowledgeable. They have information meetings to 
inform all employees about sales, the market, the competition and the company’s situation etc. 
Sometimes during these meetings a lecture is given regarding for example how to treat 
customers. However only a few generally train the employees in marketing. In the most 
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developed companies, market information is a part of the introductory training. Another factor 
that reveals market orientation is the measurement of employee satisfaction, which is done in 
some of the companies.  
 
One other important factor that was mentioned was to have enough resources for marketing. 
This is a fundamental request, but for a small company with little resources it may be hard to 
achieve. However, many times it is not connected to the money itself but to the mental 
attitude – the continuous balance between research and marketing. This may show upon the 
degree of market orientation in that company is not very high, or it can be dependent of the 
boards attitudes and knowledge about market orientation and marketing. 
 
At least one, and sometimes several, of the members of the management group had customer 
relations themselves, and visited customers. This indicates that they have an insight in the 
customers situation, which enhances the chances of market oriented decision making. It was 
not unusual to send employees from different departments to visit customers, or the 
congresses etc to give them a chance to meet customers.  
 

5.2.2 Product as uniqueness  
Almost everybody considered the product as what make the company unique. This is not 
surprising due to two reasons:  

1) It has been described earlier in the literature (7,8,9,14) that SMEs in the biotech 
field are technology focused and that the uniqueness of the product is a key success 
factor (12). 
2) Biotech companies usually start as a research company (more or less) with a new 
and unique substance or technology, or a further development of an existing substance 
or technology, and therefore their existence is mostly based on a unique product. Only 
later, when the company has come so far as to additionally developed a market focus, 
marketing competence might be mentioned as well. 

This shows the state of mind of the management in these companies. The question was very 
open "What makes you (the company) unique?”. Still the vast majority answered the product. 
This can be considered as an indication of that these companies are technology oriented. They 
probably are, and it can be explained by their background. This does not necessarily mean that 
they are not market oriented. In fact, I suggest that these companies can be both technology 
oriented basically, and also develop a market orientation.  
 

5.2.3 Marketing and strategy work 
All the interviewed persons had a very clear and specific definition of their customers, since 
the companies start from a research or product idea, and the product is unique. The product 
can be clearly defined, which enables the customers to be clearly and specifically defined. 
Defining the obvious customers is not so difficult and does not really require an extensive 
marketing competence. Unfortunately, this question did not reveal as much as expected about 
the marketing knowledge of the companies. 
 
Other questions made in order to get a picture of the marketing and strategy work were 
regarding price strategy and customer relations. The work put in setting a price strategy may 
represent the resources spent for many marketing activities, and this indicates great 
differences between the companies. Many of the companies set the price strategy only by 
comparing their offer with the common prices for similar products on the market. Some take it 
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a step further and also include the total cost for the customer with the their offer compared to 
others. A few companies really put a lot of work and resources into finding the right price, by 
using specialized consultants, discussing with many interest groups and making health 
economy analysis. The information attained in this limited study could not bring light to 
whether the difference depends on the market and the product, or on the marketing&strategy 
competence and experience of the personnel in the company. 
 

5.2.4 Top-competence as uniqueness and strength 
Competence seems to be a key factor. It comes back in many angles, as what makes the 
company unique, as their strengths, as an important factor in order to be market oriented and 
as a requirement in the biotech business. 7 of 10 mentioned competence, knowledge of the 
biotech market, experienced personnel and management, and experience in working globally 
and in the clinical field, as their strengths. 
 
A very common thing mentioned as making the companies unique are the top-competence 
they have within their area. In biotech it is very important to have a scientific knowledge in 
the area you are active in, to be able to have valuable discussions with the different kinds of 
partners, especially scientists and doctors. In order to get their respect and their ear, their 
confidence must be gained. They must trust that the company’s representative knows what 
s/he is talking about, s/he must be able to discuss with them on their level and s/he must have 
something to add, something valuable to discuss or inform them about. A genuine and up-to-
date competence in the specific area is requested, and therefore a very valuable asset for the 
company. Since the company usually is working in a narrow field of the market their 
competence is not common, on the contrary often there are very few people in the world with 
this specific competence, and therefore it is considered unique. 
 
Their top-competence, mentioned above, is also the foundation for building relations with the 
customers, which in this business is crucial. It is also a requirement in gaining acceptance 
from the opinion leaders, which is the first step in getting the product accepted within the 
hierarchy of the Health Care. Additionally it is a requirement in making the doctors and 
researchers interested in making a clinical study with your product. 
 

5.2.5 ISO certification demands and market orientation 
In the biotech field there are many regulations and a lot of pressure from customers and 
authorities regarding safety. The products must fulfill a lot of demands set by the authorities 
to be allowed to be marketed and sold. Additionally it is more or less a requirement to be ISO-
certified and CE-marked. Many customers have in their rules only to buy from ISO-certified 
firms and only buy CE-marked products. Most of the firms are ISO-certified. The regulatory 
demands and the ISO-certification goes parallel for many issues; if the ISO demands are 
fulfilled, much of the regulatory demands will be fulfilled. The ISO-demands makes the 
collection of market information and the diffusion of it into the development process 
structured, so the companies have this aspect of market orientation in their routines. It also 
structures the team approach within the development process, since it requires persons from 
different part of the company to be in the project together and that M&S is responsible for 
feeding in market information at different points during the project (more or less 
continuously). There are demands on routines for complaints and customer issues, and for 
regular meetings between the employee and its manager. This results in a lot of information 
and existing routines in the companies that are putting them on the market orientation track.  
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5.2.6 Collection of customer information and competitor information 
Collection of market information is made and passed on to the development through routines 
but still this can be done more or less structured, and the information can be collected actively 
and passively. An active collection includes planned actions like for example collection of 
customer needs more in detail before starting a development project. Passive collection can be 
just reporting what one has come across. Some companies have made structured assessments 
regarding measuring customer satisfaction, but generally the companies seem to do more 
sporadic attempts to measure customer satisfaction than really having a regular routine for 
this.  
 
Regarding competitor information, it is a requirement to be aware of your situation on the 
market. Most of the interviewed companies are very much aware of the importance of 
competitor information. The collection of competitor information is in many companies made 
by everyone, independently of department. In other firms there is a structured diffusion of the 
information to all departments.  
 
However, information about the market, the customer needs and the competition can be on 
many levels. The fact that it is done does not say how well it is done; how often or how 
structured it is collected, and how well and structured it is evaluated.  
 

5.2.7 Three different phases 
The companies in the study really represent three different phases; a research phase, a 
marketing phase and a globalization phase. 
 
Two companies are still in a research phase or at least still not focusing on the market 
activities, and they have no or very few M&S persons. This makes them differ from the other 
companies. One company is rather new and is just about to launch the first product during the 
year of the interviews. The other had launched a product but had to withdraw it due to 
problems caused by the customers using it for other purposes than it was aimed for. This 
company has existed for about 10 years but is still in the research phase. 
 
Three companies recently made a big organizational change, from research oriented to 
become market oriented. They have existed many years (7-10 years) but have not had a large 
sales development. They are still in the process of change. They are putting a lot more 
resources on M&S now compared to earlier, and much less on R&D. They have a clearly 
stated focus on M&S now.   
Two other companies also changed CEO in order to achieve a process towards more market 
orientation, some years ago. 
 
All newly started companies are in a research phase where they have focus on the research, 
the technology and product development. This phase must end and go over to a marketing 
phase where focus is on commercialization of the product. The development away from the 
research phase (or from solely being a research company) is very important for the company’s 
survival and successful future. However, the commercialization phase does not come 
automatically by itself with time but must be an active decision. Such a decision has 
consequences, many times uncomfortable consequences like big changes. Usually the 
company needs people with other competences than the existing, people with marketing 
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competence and experience. The dominance of the researchers must be balanced or 
diminished. Usually, it is the researcher who was the driving force for the start of the 
company and the product is their “little child”. They may have been dominating and felt like 
the company is “theirs”. Now other people should come in and be a big part of the company’s 
management and steering. There are a lot of emotions involved. Understandably, the decision 
regarding the change does seldom come by itself but must be an active decision, probably 
done by the owners. If the founder or researcher is amongst the owners it is more difficult to 
make such a decision. The other owners are influenced by the researcher and have a personal 
relation to him (her). This puts a lot of pressure and responsibility on the other owners to 
make the decision.  
 
When the commercialization phase has started, one of the decisions is to choose the way of 
selling, through own sales organization, through a distributor or by selling the license for the 
product to another firm. This is a balance. Selling the license does not bring so much money 
back but may be an quicker and easier way of getting revenues for further development. Using 
distributors gives more revenues long term than selling the license, but not as much as having 
your own sales organization. However, short term, building your own sales organization 
requires a lot of money, or a very slow development. A global sales organization owned by 
the company is a goal for many firms, and it can be considered as the third phase. 
 
One of the interviewed firms has lately developed their own sales organization and is now a 
global company with nine market companies spread over 4 continents. They also have a 
production facility in another country. Though they are not more than 160 employees in 
Sweden and still can be considered rather small, they have a global organization with 360 
employees and own market companies as a larger corporation, and they are still in a growing 
phase. The latest phase has developed during the recent years. 
 

5.2.8 Resources for Marketing and sales 
A clear trend is that those companies that had a change of focus from research oriented to a 
clearly stated market orientation have much higher percentage of the personnel in M&S than 
those that have not yet made such a change. This limited study could not, however, measure 
the effects on sales from this change of direction. There are generally not many employees in 
M&S in the investigated companies. Between 1 and 6 are most common, but a few companies 
have more.  
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5.2.9 Different business types, different situations 
Three companies were diagnostic companies. They differ from the others by not having as 
much after sales contacts as the other firms. There may not be as many natural possibilities for 
a small diagnostic company without instruments for after sales activities. Natural activities for 
other companies can be installations of an instrument, trainings etc. However, it may also be a 
chosen path. There are possibilities for after sales activities, even if they are not obvious. User 
days can be organized, for example. They give a possibility for customers to meet and discuss, 
a discussion that also the company is a part of – maybe bringing new product ideas, contacts 
for new co-operations, new names for optential customers etc.  
 
The diagnostic companies also seem to have their products using a simple and common non-
automated technology, which makes it difficult to differentiate the price. This might be 
possible though, but it requires marketing and strategy work. There are more factors making 
each situation unique and differing between the different types of companies within the field. 
 

5.2.10 Comparison with sales 
Market orientation depends on many factors and can be on many levels. To compare market 
orientation with sales would require grading the companies’ market orientation, and then 
comparing classes of market orientation against product success. The first difficulty is grading 
how market oriented the companies are, and the second problem is to grade how much of the 
products sales are depending on the market orientation, as oppose to other factors. This is a lot 
of work, requiring a lot of time. There was not enough time to attempt to do this comparison 
within this thesis. 

 35 



                                                                                                                 Market orientation in Biotech companies 

 

5.3 Comparison with Theory 
Market orientation means having customer focus (collecting information about the market and 
feeding it into the development process, measuring customer satisfaction, involving customers 
in the development process, etc), strong competitor orientation (collecting information about 
the competition and using it both for marketing purposes and during the development process) 
and a strong team approach in building customer solutions (several departments working 
together and contributing in the development process and in serving the customers). There are 
three fundamental forces that drive the degree of market orientation in a company (11): 
marketing knowledge, employee satisfaction and market orientation among management. 
 

• Renko et al. in Finland (7, 8, 9) found a strong science and technological orientation 
along with a weak market orientation.  

o This thesis’ study indicates that there is a science and technological orientation 
also in the biotech companies in Sweden, however it indicates that there is a 
market orientation also. It means that most companies’ starts out of a product 
idea, not a market need. The companies in Sweden though, seems to have 
gained the awareness of the importance of market orientation. The force of the 
market orientation depends on the stage the firms are in. In the early phase, 
there is a strong research focus and a weak market orientation. In the later 
stage of the SME, there is much less research and technology focus and a 
stronger market orientation. The early phase is not however correlated to years 
of the firm’s existence, only just states that the company is focusing on 
research, science and technology, and not on marketing. Maybe it should not 
be called the “early” phase but the research phase. It seems as the marketing 
phase occurs when an active decision is made, normally by the owners, to 
focus on marketing instead of on research, and put resources to marketing.  

 
• Cooper (12) found that the number one success factor is a unique superior product, a 

differentiated product that delivers unique benefits and superior value to the customer, 
including unique attribute for the customer and an excellent product quality.  

o The companies within the field of biotechnology all seems to consider the 
product as their unique thing. This is not surprising since it often is the product 
idea or prototype that starts these companies. Coopers findings indicates that it 
is not wrong either, since a unique superior product is the number one success 
factor. However, one should remember that it is not the uniqueness of the 
product alone that creates the success, and that it should be unique from the 
customers view. The fact that management of the firm consider the products 
unique does not say that the customers do. The product can be unique in 
different ways. It can be the only one of this type of product and unique in this 
respect. Or it can be considered unique by the customer, for example in how it 
solves the customer’s problem or by some other means. This study can only 
reveal these facts. 
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• Renko et al. (7) says that “High technology companies, including biotechnology firms, 
frequently rely on product- and technology-focus instead of the needs of the 
customer”. 

o As discussed above, this study also indicates this, but it is also suggesting that 
product- and technology-focus is the foundation of the biotech business and 
therefore must be expected. Additionally, this study shows that collection and 
diffusion of the customer needs are made within the firms in this field, so 
market orientation is always present in the firms to some extent. This study 
only found a very weak market orientation in the research oriented firms, not in 
the more developed companies. The difference may come from the background 
of the persons in the companies, especially in the management. In Sweden, 
Pharmacia and Astra were two major global companies in this field and 
fostered a lot of people. Finland does not have the same experience pattern. A 
university, research, background is more dominating. A guess is that in 
Sweden, there is more marketing knowledge and experience to balance the 
research entrepreneurs.  

 
• Cooper (12) also found that a thorough understanding of customers needs and wants, 

the competitive situation and the nature of the market is an essential component of 
new product success, and that the cross-functional team approach not only speeds 
products to market, but also enhances the success rate. 

o What is mentioned above are the components of market orientation. In other 
words he says that market orientation speeds product to market and enhances 
success. This study shows that the interviewed companies are market oriented 
but to different degrees, some very little and some very much. This study has 
not been able to compare the firms’ market orientation to product success. 

 
• The review of Ernst (5) made comprises almost 30 years empirical new product 

development studies. One important conclusion is that in successful new product 
development projects, all steps in the necessary preparatory work are aligned with the 
market requirements and that market information is updated throughout the process. 

o The companies in the biotech field have extensive regulations to follow and 
very many are ISO-certified. The demands make the firms structure the 
preparatory work so it is aligned  with the market requirements and update 
market information throughout the process. This part of the firms’ work is 
market oriented and should enhance chances of success for the products. 

 
• One of the studies in the biotechnology context, Renko et all (9) states, regarding new 

products and market orientation: “ To develop successful innovations, 
commercialization should not be viewed as being a separate activity from the R&D 
process; new development involves a multi-disciplinary approach encompassing 
R&D, marketing, production, human resources and financial considerations.”  

o This study indicates that the R&D process is partly viewed as a separate 
activity, and that commercialization is partly integrated in the development 
process. As described in the point above, market requirements are integrated. 
However, in the early phase of the companies there are seldom much 
marketing competence and experience involved. This can come in quite late, 
when there already is a working prototype for example. At this stage it can 
already be too late. If no professional marketing research and calculations have 
been made by competent and experienced marketing persons, a lot of money 
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can be invested in a product that may never succeed in commercialization or 
may be possible to commercialize but will demand a lot of time and money and 
never reach the potential. If these calculations and judgment are made, at this 
point there is a possibility to stop the project or change the direction. However, 
if it is not professionally made, the wrong impression is given to the owners 
and the wrong decision taken. (And after a while, instead of considering it as 
sunk cost, it is considered that the investment has to continue in order not to 
lose all previous invested money.)  

 
• Renko et all (9) have identified a number of components that can help managers of 

biotechnology SMEs in understanding issues that have to be tackled when developing 
their organization towards market orientation: 
1. Subscription to industry databases 
2. Consulting opinion leaders 
3. Using informal contacts 
4. Participating in industry associations 
5. Consulting universities 
6. Consulting partner companies 
7. Disseminating market intelligence in a network of firms 
8. Proactive responsiveness to market intelligence 
9. Educating the customers and end users  

o Many of these activities are already done by the interviewed companies in 
Uppsala-Stockholm, suggesting that this area have a higher degree of market 
orientation than the investigated Finnish area. 

 
• In all three studies Renko et all (7, 8, 9) emphasize much on the importance of 

networks for the smaller firm 
o This study indicates that networks are perceived as important for these SMEs, 

for keeping updated and informed about the market, the customers, needs, 
regulations, competitors etc, and for finding best practice and the right 
competences to recruit. 
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CHAPTER 6: CONCLUSION 

 

6.1 Introduction 
In this chapter, final conclusions of lessons learned during the research process are 
summarized. Market orientation is an interesting issue. It can be studied in different 
environments and situations. Here an attempt to study market orientation in a segment of the 
biotechnology environment, SMEs, was made.  
 
Market orientation is seen through high customer focus, customer relationship management, 
strong competitor orientation and strong team approach in building customer solutions; 
through marketing knowledge, marketing leadership and employee satisfaction. 
Revisiting the research purpose helps in understanding the conclusions and the 
recommendations listed below. The main purpose of this thesis was to investigate how market 
oriented small to medium sized enterprises (SMEs) are in the Biotechnology area in Sweden. 
One objective was also to try to find a relationship between market orientation of the 
companies and sales success of the products.  
Research questions were: 

1. How market oriented is the development process of the products of small to medium 
sized (SME) companies in Uppsala, Sweden, in the biotechnology area? 

2. How much time, effort and money have they invested in market research, marketing 
and strategy? 

3. Are the companies market oriented as total (organization, routines, mindset)? 
4. Is it possible to see a relation between the degree of market orientation and the success 

of the products on the market? 
Research question number 2 was answered in chapter 4.3.12 and research question number 4 
was answered in chapter 5.2.10. The other two research questions are answered throughout 
chapter 4, 5 and 6. 
 
 

6.2 Conclusions and discussion 
The literature indicated that the degree of market orientation in the companies in the biotech 
field in Finland is low. The finding of this study in Sweden indicates a rather good market 
orientation, even if the science and technology focus is rather high as a basis in this field. 
There is a general awareness of the need of market orientation and the role of marketing, 
probably because of the experience people have from the two previously Swedish big 
pharmaceutical companies, Pharmacia and Astra. In Finland peoples experience seems mostly 
to come from the university. This is also reflected by the fact that about half of the companies 
are very small, less then 10 employees. Finland has about half the amount of companies in 
this field as have Sweden, according to VINNOVA 2003 (2). Market orientation is also 
implemented in the Swedish companies. However, more can be done, and there is a variation 
between companies probably due to differences in experience and knowledge of the 
employees and on the company’s resources.  
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Smaller and newer companies are often more research oriented, naturally. However, the 
change to market orientation does not come by itself while the company is developing. 
To change from a dominating science and technology focus to having a marketing focus 
requires an active decision and usually rather big changes in the company.  
 
There is in general a rather good market orientation in the SMEs in Sweden, although it varies 
from weak, in research focused companies, to good, in the bigger and more developed 
organizations in the marketing focused companies. There are differences in competence and 
experience of marketing between the companies in the study, and there are differences in 
degree or quality of market orientation. This limited study could not grade the degree of 
market orientation nor measure the effect of market orientation has on sales. 
 
The science and technology orientation is strong in biotechnology since this is the foundation 
of the field – innovations, coming from science and technology. The innovations come from 
research aiming at bringing science and technology forward, and are not developed as to meet 
a need from customers. Many times the innovations bring improvements for the customers, 
but far from always. Sometimes they just bring a new way of doing the same thing to a higher 
cost, maybe quicker – but is it worth the cost? Some companies develop a maybe 
scientifically or technologically superb product, and then realize that the market is not willing 
to pay much for it or that the market is (too) small. Both the science push and the market pull 
are needed. 
 
In this science and technology focused field it is very important to bring in marketing 
competence early, to be able to make thorough and qualitative market research as a base for 
further decisions. This must be the responsibility of the owners, since they risk their whole 
investment if making the wrong decision. To some extent also the CEO has a responsibility 
regarding bringing in competence for marketing. With more strategic marketing competence 
maybe investigations about how the product fits the market could be done more frequently 
during the development, giving a better fit to the market, a better understanding of the markets 
size and interest, and a stop-decision earlier. 
 
There are different competences in marketing too. There is the direct marketing and sales, and 
there is the strategic marketing. Both are valuable competences, but very different. Strategic 
marketing comes first and marketing for sales later. It is the strategic marketing competence 
that is important during the early phases of a company in the biotech industry. If they make 
the wrong decisions in this phase, they might miss their market and invest in a product that 
has little (or no) potential, or it might take them 10 years (or many years) longer to reach real 
sales or profit. Strategic marketing competence is crucial but hard to identify. 
 
Sales in this field are not simply sales to the end user. Sometimes the end user is not even the 
customer, in the respect that they pay (patients). They have to be satisfied with the product of 
course, and the doctors must see an improvement. The health authorities are paying but there 
is a long and winding road of decision makers for sales, requiring scientific proof from 
persons that can deliver it with a competent discussion. Relationships are important to reach 
sales, and so is reaching the right influencing persons in the hierarchy. It is very important that 
relationships continue after sales. Sales are not simple and easy in this field, rather sales are 
quite strategic. 
 
The decision to change the company’s direction from research focused to marketing focused 
must come from the owners. It is the role of the owners, the board and the management to 
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decide the focus of the company. The owners and boards in this field usually have science and 
technology competence, along with financial competence, but strategic business competence 
for the biotech industry seems to be weak.  
Once the decision to change to a marketing focus is taken, resources for marketing are 
required. 
 
 

6.3 Recommendation for further studies 
Hopefully the results and analysis presented in this thesis will make management and boards 
consider including more strategic marketing/business competence in the board and 
management, to better meet the challenges facing a SME in the biotechnology industry.  
Hopefully also an interest has been developed to further investigate the degree of market 
orientation and the effect market orientation has on sales. Further research could mean to 
increase the scope of the companies investigated, or focus on factors that affect the degree of 
market orientation. Another interesting issue to investigate would be the strategic marketing 
competence, what parts it consists of, since it is a crucial influence in the companies. 
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Appendices 
 
 

Appendix A 
 
 
Main questions asked to the companies:   
 
- How do you define your customer target group?  
- What makes you unique?                
- What are your strengths?                
- Do you work on gathering competitor information? Who does this and how well does the 
rest of the organization know this information? 
- Do you gather market information, about customer needs etc? How is this spread in the 
company? To whom and how do they use it? 
- When you launched your first product, which price strategy did you use? 
- Do you measure customer satisfaction? Or have feedback mechanisms to get this 
information? 
- How do you get an opinion of if the employees are satisfied with the job and the company? 
- What is the background of the persons in the management group? Industrial experience? 
- Are the persons in the management group personally responsible for any customer relations? 
- Do they visit customers? Frequency? 
- Do you have a Key Account Manager? 
- What kind of After Sales contacts do you have? 
- How many employees are there in Marketing? 
- How is the relation, in %, between Marketing and R&D? 
- Have you performed any marketing training for all employees? Or for some? 
- What do you think is most important for a company in order to be market oriented? 
- Is there anything that is unique for the biotech branch regarding market orientation? 
- Do you consider market orientation important? 
- Do you consider networks and networking an important part to be market oriented?  
- What is you opinion about investors in connection to long-term growth for the company? 
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