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MARKETING 

Creating ~ ket orientation 
in local cotnpanies 
by Albert Caruana 

Market orientatation. which is the re
quirement for organisations to focus on 
the needs of customers in guiding their 
strategies. has been the focus of mar
keting eduction and training efforts for 
many years. Prosumably. the market ori
ented organisation will be more success
ful. whatever that means. Yet there has 
been little evidence that this is indeed · 
so. 

Few attempts 

For something supposedly so impor
tant as market orientation. there have 
been few serious attempts to measure 
the construct. an even less effort ex
pended on significantly linking it to per
formance criteria such as profitability. 
gro" th and market share. In short: does 
it really pay off for an organisation to be 
market oriented' In recent years. spurred 
primarily by the work of Ajay Kohli of 
the University of Texas and Bernie 
Jaworski of the Cnivority of Arizona. 

there has been a revival of interest in 
market orientation and what it involves. 

The market oriented firm is one which 
successfully applies the marketing con
cept. The term ·market' oriented is to be 
preferred to ·marketing· oriented because 
this highlights its organisation-wide ap
plication as opposed to something only 
marketing departments do. One view is 
that the marketing concept can be de
fined in three ways: as a philosophy. as 
a construct and a curently implmented. 
Much of the confusion m·er the years in 
defining marketing and in the under
standing of the marketing concept. re
sults from a failure to make these three 
distinctions between marketing as a cul
ture. marketing as a strategy and mar
keting as a tactic. 

Philosophy 

There is a broad agreement that mar
ket orientation as a philosophy consists 
of three core aspects. These are: 
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(a) customer orientation. This requires 
an understanding of the psychological 
and socal factors that determine the cus
tomer's action. Such an understanding 
enables the marketer to ask the market 
research questions that enable the iden
tification of core needs. which in tum 
w·ill give clear direction to basic research. 

(b) The integration effort which ena
bles the firm to provide the value to meet 
customer needs. It involvee the need to 
coordinate endeavour in terms of the 
elements of the marketing mix for each 
product or service. Moreover. because 
market orientation is an oranisation-wide 
prescription. it is necessary that the 
w·hole firm is organised and co-ordinated 
in the service of the customer. 

( c) Organizational objectives ( or. in the 
case of business firms . pro.fitability). 
Adopting the marketing concept seeks 
to serve customer needs in order to meet 
the requirements for achieving objec
tives;protit. This is essential for long-term 
survival. Market orientation, from the be
ginning, was formulated with a view to 
providing the organisation with long
term direction. Many managers however, 
especially in western firms, must balance 
this against the demands they face for 
short-term performance. 

1be search for market orientation is essential }or local companies 

Concept 

Kohli and Jaworski have contributed 
to our understanding by providing an 
operational definition for market 
onrientation as a construct. They do this 
by comparing the three core elements 
of market orientation as a philosophy, 
to the perceptions of practising manag
ers. This enables them to offer the fol
lowing denfinition: ·'market orientation 

is the oraganization-wide generation of 
market intelligence pertaining to current 
and future customer needs, dissemina
tion of the intelligence across depart
men ts and oranization-wide 
responsivenss to it." Market intelligence 
is seen to be not just based on ·verbal
ised customers opinions' but as ·a 
·broader concept' in that it includes con
sideration of such _factors as competitors, 
and political and legislative change that 
affect customer needs and performance. 
The current as well as future needs of 
customers are also considered. 

Implementation 

Philip Kotler asks: how many com
panies have actually implemented the 
marketing concept? Tho anwer is too 
few. Only a handful of companies re
ally stands out as master practitioners 
of the marketing concept. 
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Measure 

Recently,Jaworhi and Kohli have pro
vided researchers and practitioners with 
MARKOR, an instrument for measuring 
market orientation. This has attracted 
much research attention in the USA, and 
has also been used to measure market
ing orientation in firms in countries such 
as the United Kindom and elsewhere. 

At last, using MARKOR, organisations 
will be able to measure and assese their 
level of market orientation. An even more 
fundamental question is already being 
answered: and does it make a difference? 
Jawoski and Kohli suggest it does. 

Results from Malta also suggest that 
market oriented firms are more profit
able, enjoy higher levels of growth, and 
overall, exhibit better performance. 

Dr Albert Caruana is a lecturer in 
marketing at the University a/Malta. 


