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Abstract 

 

This research provides the first set of studies empirically examining the construct “market vi-

sion”, the mental model that helps focus organizational members on an important new poten-

tial market application for an advanced technology. This research enabled construction of 

scales to measure market visioning competence and market vision, demonstrated that these 

are two distinct constructs, and put these together in a model with an outcome measure using 

empirical data from a sample of radical technologies in the process of being developed into 

radically new, high-tech products. The results show that market visioning competence has a 

significant and positive impact on market vision, which in turn has a significant and positive 

impact on early success with lead users.  
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1.     Introduction 

With to-day’s rapid pace of technological advance, companies increasingly find themselves 

undertaking innovations that are radically new to the market and that involve unfamiliar and 

dynamic technologies. At the same time, firms that do not engage in radical innovation, rather 

focusing on “continuous” new product development (NPD), are plagued with short timeframe 

competitive pressures, incremental growth and stagnant product lines (Colarelli O’Connor & 

Veryzer, 2001). While found to be the basis for truly outstanding performance in terms of 

achieving competitive advantage and long-term profit (Kleinschmidt & Cooper 1991, Tush-

man & Anderson 1986), discontinuous innovations also entail the highest level of risk and 

likelihood of failure (Urban & Hauser 1993, Veryzer 1998). Risk is greatest at the front end of 

technology development not only due to the vast resources often at stake (i.e., capital invest-

ment and opportunity for profit), but also because of the high degree of uncertainty about the 

direction of the technology itself and, in particular, about its potential for market application 

(Burgelman & Sayles 1986, Ettlie 2000, Leifer et al 2000, Reid & de Brentani 2004). In con-

trast to incremental new product ventures (e.g., improvements, adaptations, etc.), where ac-

tivities and decisions are typically part of an overt plan geared to achieving relatively well-

understood and specific market applications, for discontinuous innovations involving ad-

vanced technologies, companies must depend on a much more complex and nebulous image 

of the future—a Market Vision (MV)—on which to base new product decisions. Further, it is 

at the front-end of radical innovation—i.e., the “fuzzy” front end of the NPD process—that 

establishing a MV is most difficult and where companies have the least capability in this re-

gard (Gupta & Wilemon 1996). Because the ability to create an image of direction and fo-

cus—referred to here as Market Visioning Competence (MVC)—during early NPD can help to 

reduce the level of risk and improve chances of success (Kleinschmidt & Cooper 1991, Leifer 

et al 2000), this study focuses on the concepts of MVC, resultant MV and its impact on per-

formance in developing radical, high-tech products. 

ANZMAC 2005 Conference: Entrepreneurship, Innovation and New Product Development 105



 

 

 

2. Theoretical Background 

2.1 What is Market Vision and Market Visioning Competence? 

Despite their importance in enhancing the potential for success of radically new products in-

volving advanced technologies, a review of the literature indicates that only a handful of stud-

ies have dealt with the concepts of MV and MVC. As stated by Brown and Eisenhardt 

(1995:370) in their meta-review of NPD, “…our understanding of exactly what vision is…is 

very weak”, and according to Crawford & di Benedetto (2000), surprisingly little research has 

been conducted to reduce this gap between need-to-know and the dearth of knowledge devel-

oped to date. Indeed, in the NPD literature, what appear to be two separate constructs, are of-

ten used interchangeably (e.g., Lynn &  Akgün 2001, Colarelli O’Connor & Veryzer 2001), 

and only limited theoretical and empirical evidence have resulted from past studies. Hence, a 

broader analysis covering not only the NPD literature, but also writings in economics, organi-

zation/management, and marketing was undertaken to provide a basis for defining and de-

scribing MV and MVC, and in developing a model for testing their relationship to each other 

and to NPD performance. 

 

Based on this integrated literature review, Market Vision can be defined as a mental model or 

image that is developed during the very early stages of organizational involvement with an 

advanced technology. Such a vision would serve to direct organizational members’ awareness 

to a market end-state or goal, thereby allowing them to focus attention on those market appli-

cation issues relevant for new products that stem from a given advanced technology (Hamel 

& Prahalad 1994, Lynn & Akgün 2001, Collins & Porras 1995). But, how do companies de-

velop a useful MV? Based on the literature (Burt 1992, Colarelli O’Connor & Veryzer 2001, 

Granovetter 1973, Howell & Shea 2001, Narver, Slater & MacLauglan 2000, Schoemaker 

1995), Market Visioning Competence is comprised of a set of organizational capabilities that 

enable the linking of advanced technologies to a given market opportunity of the future, and 

do so through a shared mental model of such a potential future product-market (the MV it-

self). Therefore, while MVC can be seen a set of capabilities within the firm linked to MV, 

MV is the market-related mental model that results of these capabilities. 

 

2.2 Developing Measurement Items 

2.2.1 The Concept of “Market Vision” 

The concept of “vision” can be viewed in broad to more specific terms and has been re-

searched in several literatures (see above). Within these disciplines, vision has been explored 

as it pertains to generic vision, organizational vision and project vision. Most of this research 

has been of a qualitative nature, with the exception of one, recent, small-scale NPD study by 

Lynn & Akgün (2001). Market Vision—the focus of this paper—has not been investigated. 

This limited background called for a combined literature-plus-exploratory-interview approach 

to develop a theoretical framework for empirically investigating these concepts. 

 

2.2.2 Extrinsic and Intrinsic Dimensions of Market Vision 

Previous research in organizational and project vision provide some clues about what factors 

comprise Market Vision. Most of these are of an extrinsic nature in that they describe ele-

ments that are external to the vision itself. Specifically, Lynn and Akgün’s (2001: p.375) 

study on project vision emphasizes vision clarity, especially for radical innovation projects, 

which refers to having “a well articulated, easy-to-understand target—a very specific goal that 

provides direction to others in the organization” (see also: Hamel & Prahalad (1994), Rice et 

al (1998)). Given the importance of MV to early guidance for NPD “programs” (i.e., many 

projects), vision clarity is seen as important for investigating vision in the market context. 

Further, Collins and Porras (1991, 1995), in their work on organizational vision, suggest that 
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for clarity to be achieved, a goal needs to be tangible. In other words, a vibrant, engaging and 

specific description of the firm’s mission or goal is needed—i.e., MV specificity—to help 

make it more alive and representative of what it will be when it is achieved. 

 

When considering the essence of the vision, itself, we speak of its intrinsic components. 

These denote what the vision or image looks like and what it represents to members of an or-

ganization. It is these intrinsic components of vision that have yet to be fully developed in the 

literature. Collins and Porras (1991, 1995), however, provide some clues. They propose the 

idea of “guiding philosophy”—i.e., core beliefs, purposes and values which can be linked to 

people, customers, products, management, business, etc—where the purpose is: to grab the 

“soul” of each organizational member. In order to tap into this concept, we developed items 

that were believed to be part of “MV magnetism”. Further, because the image inherent in a 

Market Vision is defined in terms of a desired target market—i.e., “the set of all actual and 

potential buyers of a product or service” (Kotler et al. 1999: p.13), this suggests the nature of 

the interface between product and market as a fruitful base from which to identify potential 

MV measures. Hence, we also include “MV scope” (Cooper 1981, 1985) and “MV form” 

(i.e., how the product and user interact, and what the system of interaction will look like) 

(Sengupta 1998, Tripsas 2000) as potential components of MV. 

 

2.2.3 Dimensions of Market Visioning Competence 

The research of Colarelli O’Connor and Veryzer (2001) was useful in constructing a frame-

work for developing items for Market Visioning Competence. Firms that are good at network-

ing, that have good market learning capabilities—both in terms of proactive market orienta-

tion and market learning tools—and that have people capable of overcoming resistance (idea 

driving), have a better chance of overcoming uncertainty with respect to understanding the 

product-market interface and, therefore, of developing an effective Market Vision. 

 

2.3  A Hypothesized Model for the Antecedents and Impact of Market Vision 

In addition to fleshing out the potential measures for the constructs based on the literature and 

interviews (MVC: Networking, Idea Driving, Proactive Market Orientation, Market Learning 

Tools and MV: Clarity, Specificity, Magnetism, Scope, Form), a second goal of our research 

was to examine the underlying pattern of relationships between MVC and MV (H1: MVC has 

a positive and significant impact on MV), and between MV and the early performance (EP) of 

radical new products involving advanced technology (H2: MV has a positive and significant 

impact on EP). Early performance (pres-sales) metrics, typically have not been developed and 

utilized in market models. They are however utilized in this study by examining the ability to 

be successful with early customers, or lead users, as a distinct outcome measure. Lead users 

are those who face needs that will be general in the market months or years before the bulk of 

the marketplace encounters them. Such users are positioned to benefit significantly by ontain-

ing a solution to those needs (von Hippel 1978). The model of hypothesized measurement and 

structural relationships is outlined in Figure 1.  

 

 
 

 

 
 

Figure 1.  Model of Hypothesized Structural Relationships 

 

+H1 +H2 

Market Visioning Competence Market Vision Early Performance:  

Early Success with Customers 

NW ID MO ML SC CL SP MA FO 
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3. The Research   

3.1 Three Phases of Research 

The first phase of the methodology was an exploratory phase. As described in the previous 

section, the domains for MV and MVC were defined on the basis of constructs and definitions 

available in the literature and these were refined with 20 in-depth interviews (content valid-

ity). In total, 98 items were constructed, comprising the 2 hypothesized domains each repre-

senting second order constructs which could be measured through first order constructs, as 

shown in Figure 1. Three items were utilized to measure early success with customers (the 

measurement of early performance for the purposes of this paper). These customers were 

called “early customers” in the survey and it was up to the respondents themselves to deter-

mine leading edge status (Morrison, Roberts & Midgley, 2004). The first sample was broad 

based aross several high-tech industries (n = 109; response = 28%). The survey, comprising 

the refined items, was then administered (some by face-to-face interviews, some by tele-

phone-plus-email) to a sample of respondents involved in the early stage development of 

“radical innovations” (as per Leifer et al., 2000, operational definition: any innovation that 

improves performance by at least 5-10 times, reduces costs by > 30%, and/or is considered 

“new-to-the-world). Using 7-point Likert-type scales, respondents rated the items measuring 

the first order constructs describing MV and MVC.  

 

In the second phase of the research, from the EFA and further expert interviews, the initial list 

of items was refined to 30 which were verified with CFA. MVC was measured using 13 items 

(3 networking items:  = 0.70; 3 idea driving items:  = 0.80; 3 proactive market orientation 

items:  = 0.79; and 4 market learning tools items:  = 0.77). MV was measured using 17 

items (3 clarity items:  = 0.88; 4 specificity items:  = 0.89; 3 magnetism items:  = 0.78; 4 

form items:  = 0.74 and 3 scope items:  = 0.86). Two separate CFAs were run with each 

construct utilizing two samples from the nanotechnology sector (n1 = 110, response = 36%; 

n2 = 117, response = 27%). In addition, an EFA and one CFA were performed in order to de-

velop a metric with three items to tap into early acceptance with lead users.   Finally, in the 

third phase of the research, from a total of 1034 initial contacts from the nanotechnology sec-

tor, 326 agreed to be surveyed (response rate: 32%); of these, 180 cases were usable for struc-

tural equation modeling (17% of the initial contacts).  

 

3.2 Testing the Measurement and Structural Model 

To test the model under consideration, a series of analyses were performed on each of the la-

tent constructs specified in the model in Figure 1 in order to ensure their psychometric proper-

ties. Exploratory factor analysis (PCA) on each individual latent construct suggested adequate 

dimensionality and reliability (all above 0.75). Confirmatory factor analyses (ML) were also 

performed on these latent constructs, with results (CFI for both samples > 0.96 and RMSEA 

for both samples < 0.05) suggesting a good fit to the data and the move forward to SEM. In 

order to facilitate the first objective of this research, discriminant analysis was performed be-

tween MV and MVC using a 
2 
difference test and the results showed a statistically significant 

difference between the two constructs, thereby showing that MV and MVC are indeed two 

distinct constructs.   Estimation of the model in Figure 1 was performed using EQS software 

(version 6.1). Model fit was measured using: (1) adjusted chi-square (Bollen, 1989) values < 

4 (Carmines & McIver 1981); (2) CFI > 0.90 (Hu & Bentler 1999); and (3) RMSEA < 0.07 

(Browne & Cudeck 1993).  

 
4.    Discussion of Research Results 

The overall measurement model produced a 
2
value = 754.97; 579 df (adj. 

2
 = 1.3); CFI = 

0.92; RMSEA = 0.041. All the standardized loadings on the respective latent factors were 

significant at the p < 0.05 level. This supports the quality of the measurement part of the 
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model as suggested by the previous individual factor analyses for each of the latent factors. 

Next, the structural model was evaluated by adding in the structural relationships between the 

variables. The structural model produced a 
2
value = 774.43; 580 df; adj. 

2
value = 1.3; CFI = 

0.91; RMSEA = 0.043. All the standardized loadings on the respective latent factors were 

significant at the p < 0.05 level. This supports the quality of the structural equation model and 

suggests that the structural model has a good fit to the data. The EQS standardized estimates 

of the parameters with respective t-values are presented in Table 1.  

 
PATH TESTED  STANDARDIZED ESTIMATE (t value) 

Market Visioning Competence to Market Vision (H1)   = 0.320 (t = 2.47; p < 0.05) 

Market Vision to Early Success with Customers (H2)   = 0.237 (t = 1.75; p < 0.05) 

FIT INDICATORS GENERAL MODEL 

CFI 0.91 

Adjusted chi-square 1.3 

RMSEA 0.043 

Table 1 Standardized Estimates for the General Structural Model 

As shown, the two main structural relationships were significant at p < 0.05 (t >1.645) (An-

derson & Gerbing 1988). These results support the existence of a complex model which links 

market visioning competence to market vision and, in turn, to early success with lead users, a 

measure of early performance (as hypothesized in H1 and H2). First, support for H1 provides 

important support to the idea that developing a market visioning competence within the firm 

is an essential precursor to developing a market vision. In order to develop the link between 

potential products and potential markets in people’s minds, it is necessary to first glean infor-

mation from the external environment by networking and market learning using a proactive 

approach and then drive these new ideas through the organization (e.g., market visioning 

competence). Second, because of the underlying dimensions of market vision, the focus of the 

vision is about delivering unique benefits and use to the customer in a unique environment. 

Therefore, if individuals in firms are focussed on this, it plays out in terms of early success 

with customers.  

 

6.    Conclusions 

Market vision is a complex marketing phenomenon. Understanding the components of market 

vision, the components of one of its antecedents (market visioning competence) and the im-

pact of market vision on early performance (early success with customers), were important 

objectives of this research. These objectives were successfully met and by doing so, an impor-

tant gap in the theoretical literature has been filled. Further, important practical outcomes in-

cluding developing “best practice” tools for enhancing market visioning competence and 

market vision, and an important analysis of a “real-time” emergent industry were provided. 

Lastly, this research opens the door to an entirely new research stream on market vision. 
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