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Abstract 

 

This thesis explores the influence of category management on the retailer–supplier 

collaborative relationship within private-label new food product development projects in the 

Saudi grocery sector. Category management is a process that involves collaboration between 

retailers and suppliers to introduce a variety of competitive new products to consumers. 

However, the category management literature and its influence on the retailer–supplier 

collaborative relationship is limited, especially relating to the roles of category management in 

new product development. Likewise, it’s influence on innovation has not been investigated in 

private-label projects. Based on these limitations, the objectives of this study are, first, to 

systematically examine the role of category management in the retail sector and, second, to 

explore its influence on the power balance within the retailer–supplier collaborative 

relationship in food private-label projects, and how this power might affect innovation.  

 

The findings reveal that identifying gaps in the industry is a key role of category management 

in order to develop new private-label products. This means that retailers need a collaborative 

relationship with suppliers to develop creative ideas for their products. However, category 

management benefits could be affected by several factors which impact the power balance 

between retailer–supplier collaborative relationship (e.g., category captain opportunistic 

behaviour, retailer as information gatekeeper, etc.). These implications inhibit the intended 

benefits of category management for the retailer–supplier collaborative relationship in private-

label and innovation in the retail sector. 

 

This empirical study is understood to be the first of its kind, investigating Saudi firms’ 

management of category management within their food private-label projects. This study 

provides an alternative perspective to previous category management studies: one where 

category management can be used by retailers to reinforce power over their suppliers in order 

to develop new food private-label products for them. 
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Chapter 1: Introduction 

1.1 Rationale and Importance of the Research 

The retail sector represents an important industry in today’s economy and plays a vital role in 

the market. Retailers are the link between suppliers and consumers because they offer a variety 

of suppliers’ products under one roof to meet customers’ needs. Therefore, according to 

Chimhundu (2018), the profits of retail enterprises are often greater than those of many major 

industrial companies. The main activity of retailers is to buy and sell different goods created 

by these companies (Chimhundu, 2018). Retailers build efficiency in the market by managing 

numerous food and non-food products within different categories. They require a strategic 

process to manage their ‘retail mix’, aiming to improve the product assortment and shelf 

presentation, and helping to develop new products through category management (CM) 

(Sharif, 2012).  

 

Fast-moving consumer goods (FMCG) is an extremely significant sector in terms of economic 

activity. CM is very important within this sector, where one of its main roles is to identify gaps 

in the market for new product development (NPD) (Ellström & Rehme, 2016). The FMCG 

sector has traditionally been dominated by large multinational suppliers, such as Procter & 

Gamble, Coca-Cola and Unilever. However, retailers’ private-label (PL) products are 

increasingly competing with these suppliers, meaning that NPD has gained importance for 

attracting and retaining customers (Steenkamp & Dekimpe, 2009). NPD is an important 

activity for FMCG brand owners who want to create a ‘win–win–win’ scenario for retailers, 

suppliers and consumers. NPD is adopted by business organisations so that they can keep up 

with market changes, product development and technological progress, enabling them to 

compete in the market (Unger & Eppinger, 2011).  

 

Baron et al. (1991) define FMCG products, sometimes referred to as packaged goods and 

consumer-packaged goods, as low-price items used on a single or limited number of 

consumption occasions. FMCG categories include food and drink, health and beauty, and 

household cleaning products from national brands (NBs) and PL brands (Bannock et al., 2003). 

CM is responsible for both branded and PL products. However, retailers have adopted CM to 

increase the development of PL products, which are cheaper than their branded equivalents and 

nowadays have the same, if not better, quality than branded products. Consequently, the market 
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shares of PLs have increased rapidly (Timmor, 2007). Nielsen’s report (2014) shows that 60–

70% of global consumers’ report feeling ‘very positive’ about PL products (see Figure 1.1). 

 

Figure 1.1: Global consumers’ perceptions of private-label brands. 

 

 

Over the last three decades, PL brands have developed dramatically in terms of quality, 

packaging, competitive price, shelf presentation and communication (Ailawadi & Harlam, 

2004). As a result, some customers are switching in large numbers from branded to PL 

products. There are many tiers of PLs (value, standard and premium), which ensures that PLs 

satisfy the needs of all consumer demographics and introduces a degree of retailer loyalty. 

Thus, retailers need suppliers to develop PL products for them. Both retailers and suppliers 

need to gain mutual benefits when developing PL products (see Table 1.1); as such, a good 

retailer–supplier relationship is required in PL NPD projects, particularly in the food industry. 

However, relatively few research studies have been conducted into PL NFPD and CM roles, 

despite them being key organisational activities for retailers and suppliers and their importance 

in generating new opportunities for retailers.  
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Table 1.1: The importance of private-label brands (Timmor, 2007). 

 

 

In examining the retailer–supplier collaborative relationship, there is a need to understand the 

roles and activities that category managers perform in the retail sector. However, the existing 

literature on CM roles is too narrow and provides few details (e.g., Alan et al., 2017; Hong et 

al., 2016; Musalem et al., 2018; Nakkas et al., 2020). None of these studies have focused on 

CM roles exclusively, which are important and critical to the retail industry. Thus, this 

highlights the need to examine CM roles and related activities to ensure that the resulting 

benefits are achieved in a practical way for retailers and suppliers. An additional focus should 

be on how CM influences the collaborative relationship between retailers and suppliers.  

 

This research explores CM roles within NPD, focusing in particular on the collaboration that 

exists within the retailer–supplier relationship in PL NFPD projects. The empirical evidence is 

derived from a study of market-leading firms in the well-established Saudi Arabian food retail 

sector. This study identifies the negative repercussions associated with many types of actions 

that can threaten the retailer–supplier collaborative relationship and hinder innovation in the 

retail sector.  

 

1.2 Overview of the Limitations of the Literature 

The majority of CM research comes from the marketing and retail literature (e.g., Araujo & 

Mouzas, 1998; Benson et al., 2019; Chimhundu, 2018; Dupre & Gruen, 2004; Guissoni et al., 

2013; Hogarth-Scott, 2015; Lindblom & Olkkonen, 2006). Other CM studies can be found in 

the NPD literature (e.g., Ernst & Young/ACNielsen, 1999; Francis, 2006; Francis et al., 2006; 

Francis et al., 2008; see also Chapter 2). These studies provide a useful overview of NPD 
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projects in the FMCG sector, especially of supplier and retailer activities within NPD. 

However, there is a gap in the literature because the role of CM in NPD has been overlooked, 

despite its importance. In particular, the literature lacks CM theory relating to PL NFPD 

projects. The current research therefore contributes to NPD literature through the synthesis of 

additional areas of literature, such as CM, PLs, network and marketing literature and innovation 

literature. These different areas all underpin the conceptual framework (see Chapter 4) and 

create a lens through which to understand the process of PL NFPD within this unique context. 

 

Authors such as Francis (2006, 2009) and Francis et al. (2008) refer to CM as a consideration 

during the food product development process but provide little detail on how it is incorporated 

into the overall development process. Consequently, there is a lack of detail on NPD and the 

role of category managers and their connection with suppliers within PL projects because NPD 

and PL projects are treated separately. There is, therefore, a need to link these projects together 

via CM. The literature has also mainly been written from the retailer’s perspective, revolving 

around the retailer’s strategy rather than including any aspects of the supplier’s strategy. 

Previous NPD literature (e.g., Lindblom et al., 2009; Lindblom & Olkkonen, 2006; Morgan et 

al., 2007) has encouraged the involvement of suppliers in the process of developing NPD. 

However, this is limited to considering their expertise in components and materials (González-

Benito et al., 2010). The current study thus seeks to extend the current understanding of the 

impact of CM on the retailer–supplier collaborative relationship through an empirical study of 

PL NFPD projects in the Saudi grocery sector. 

 

Despite the importance of retailer–supplier collaborative relationships within PL NFPD 

projects, no research has investigated the impact of CM roles on the retailer–supplier balance 

of power within collaborative PL NFPD projects from both the retailer’s and supplier’s 

perspective. Several studies (e.g., Brown et al., 2019; Hingley et al., 2015) have called for more 

research into how the balance of power could influence retailer–supplier collaboration in 

supply chains. Moreover, a few studies have done little to investigate the influence of CM on 

innovation (e.g., Kaufman et al., 2006; Gruen & Shah, 2000), despite the role of CM in PL 

product development being important in the retail sector. This is, therefore, addressed in the 

current study. 
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1.3 Research Context and Questions 

According to Abunar et al. (2016), the first supermarket in Saudi Arabia was established in the 

Eastern region in 1974 and was run by British management, owned by AlSouk Company 

Limited. Later, the supermarkets started to expand into the biggest cities in the Kingdom of 

Saudi Arabia (KSA) (e.g., Riyadh and Jeddah). In the beginning, the Saudi markets targeted 

affluent customers by adopting a high pricing strategy aimed at increasing profit margins 

(Abunar et al., 2016). Since then, the Saudi retail sector has continued to grow. The sector has 

grown from a value of 62 billion pounds in 2009 to 105 billion pounds in 2014 (Euromonitor 

International, 2015). Figure 1.2 shows the market sales of several categories of Saudi packaged 

food between 2009 and 2014. The growth of the Saudi food market and consumer activity rate 

is estimated at 14.21% since 2016. This has greatly added to the development of dynamic food 

retailing, involving the grocery industry in both supermarkets and hypermarkets (Abunar et al., 

2016). Supermarkets and hypermarkets are the main channels of distribution of food products 

in Saudi Arabia and accounted for more than 56% of the total market share in 2015 (Randheer 

& Al-Aali, 2015). 

 

 

There are many players in this dynamic market, which is dominated by modern retail chains 

such as supermarkets and hypermarkets. Saudi retailers are always looking for NPD 

Figure 1.2: Packaged food market in Saudi Arabia (adapted from Euromonitor International, 2015). 
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opportunities to promote and advertise their products. The retail market in Saudi, especially in 

the food industry, has rapidly transformed and grown during the last ten years due to the huge 

expansion with rationalisation and modernisation (Abunar et al., 2016). Technavio (n.d.), a 

market research analyst, predicted that the food retail market in Saudi Arabia would grow at a 

compound annual growth rate of around 5% by 2020. Saudi Arabia accounts for around 51% 

of the total food retail sales in the Gulf Cooperation Council (GCC) region (see Figure 1.3), 

thanks to the rising population and the increasing disposable income of people in the country. 

 

Figure 1.3: GCC supermarket sales growth, 2011–2016 (adapted from Alpen Capital, 2012). 

 

 

Consumers have a broad variety of options in Saudi food retail outlets, including domestically 

processed foods, imported speciality food products and organic food products. Supermarkets 

and hypermarkets are consumers’ favoured shopping destinations as these stores provide the 

opportunity for a family outing. Therefore, stores play a significant social role, with several 

Saudi supermarkets interested in expanding to include boutiques, cafés, barbershops and 

restaurants with large play areas for children (Alqahtani & Wamba, 2012). Store expansion 

offers the opportunity for increased market share and expansion of consumer segments. The 

rise in tourism, particularly the influx of tourists to Jeddah, Mecca and Madinah (because of 

pilgrims visiting throughout the year), means there will be tremendous growth in demand for 

packaged food in the coming years (Randheer & Al-Aali, 2015).  
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Abunar et al. (2016, p. 1) mention that the Saudi Government's five-year plan includes 

supporting its economy with SR 100 billion. “In return, this has contributed to a current 40% 

increase in consumer shopping at major retailers”. As a result of the government's injection 

of funding into the economy, Saudi Arabia’s market currently includes many international and 

local retail chains, making this sector highly competitive. Saudi retailers seeking to boost 

revenue growth over the next few years are expected to launch new PL offerings, enhance their 

PL portfolios and launch robust promotional offers to quickly move their own brands 

(Randheer & Al-Aali, 2015).  

 

PLs continue to be developed, which demonstrates the maturity of the retail industry, given the 

size of the market and expertise involved in developing viable PL product lines. The increasing 

use of PL brands is one of the latest trends in the food retail market in Saudi Arabia. Most 

Saudi supermarkets have PL brands (see Figure 1.4). Saudi retailers collaborate with suppliers 

to develop food products under their brand names locally and internationally using their label. 

This means that a good retailer–supplier relationship is needed. 

Figure 1.4: Hypermarkets/supermarkets in Saudi Arabia (adapted from Euromonitor International, 2015). 
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CM is seen as a joint process where retailers and suppliers manage product categories as 

strategic business units to improve retailing efficiency, returns and category performance to 

satisfy customers’ needs (Chimhundu, 2018; Han et al., 2014). CM strategies and tactics are 

developed based on corporate goals, the competitive environment and customer needs through 

establishing positive channel relationships. Specifically, retailers and suppliers establish 

collaborative relationships (e.g., activation of point-of-sales materials and developing new 

product projects) (Rajendran et al., 2012; Romat & Biliavska, 2018). CM leads to increased 

collaboration between retailers and suppliers through sharing of customer and product 

performance information as well as a higher level of joint decision-making between partners 

in NPD. This enables both the retailer and supplier to achieve mutual benefits (e.g., decreased 

costs, increased value, development of PL products) (Cohen & Cotterill, 2011; Han et al., 

2014).  

 

Abunar et al. (2016, p. 2) note that:  

 

“The review of the literature and the current state of the Saudi food retailing sector, 

evident in a lack of research in this area, suggest a huge gap in the literature covering 

the supply chain in [the] Saudi food retailing sector. The statistical data, be it from 

governmental or private associations, is very limited, and where it is available, it is 

ambiguous and loosely covers the entire retailing sector. The structure and nature of 

the relationship between the KSA’s supermarket and its suppliers, the degree of supply 

chain integration, as well as the conflicts within the sector have not yet been discussed 

in the literature of supply chain industry.”  

 

Moreover, there is no CM literature focusing on PL NPFD projects in the GCC region, of which 

Saudi Arabia is a part (see Chapter 3). According to Sharif (2012) that the previously conducted 

studies may not have relevance for the Saudi retail market, given the cultural, social and 

demographic differences (e.g., consumer behaviour, distribution of wealth, climate, size of the 

market, etc.) between the Saudi retail market and the European and American markets (which 

form the basis of the majority of CM studies). Therefore, the Saudi Vision 2030 (Kingdom of 

Saudi Arabia, 2017) focuses on supporting major national companies which have already 

gained a leading market share by promoting their products and services regionally and globally. 

There is a particular focus on the manufacturing and retailing sectors, assisting Saudi food 

brand producers to market themselves abroad and export their products. Promising growth 
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opportunities mean both retailers and suppliers can develop into new regional and global 

leaders in order to stimulate the economy and diversify revenues. In particular, the Saudi 

Government places demands on Saudi companies to facilitate access for data collection by 

researchers in this industry. Therefore, the Saudi Government encouraged and funded the 

researcher’s current study as the results will provide clearer insights into the Saudi food retail 

sector in order to attract the finest talent and the best investments globally (Kingdom of Saudi 

Arabia, 2017). As mentioned earlier, Saudi Arabia as key market of GCC, and GCC is an 

important rich. Therefore, Saudi Arabia’s market distinctiveness supports the case for a focused 

and specific study that evaluates key CM retail variables within this unique Saudi market. 

 

The above analysis gives rise to the following research questions:  

 

RQ1: How does category management influence collaboration between retailers and 

suppliers within private-label new food product development projects? 

 

RQ2: How does category management influence the balance of power between 

retailers and suppliers in their collaborative relationship within private-label new food 

product development projects? 

 

1.4 Theoretical Background 

This study draws upon a number of areas of theory pertaining to CM, marketing, PLs, retail 

relationships and NPD. Figure 1.5 shows the main areas of theory on which this study’s 

conceptual framework is based. 

  



 

 

Chapter 1: Introduction  10 

Figure 1.5: Theoretical framework foundations 

 

Note: SLR = Systematic literature review 

 

Chapter 2 reviews the NPD literature, revealing the significant omission of PL activities within 

existing NPD models (e.g., Ernst & Young/ACNielsen, 1999; Francis et al., 2006; Francis et 

al., 2008; Salnikova et al., 2020). Some of these models highlight CM as being important, but 

most provide little insight into the CM roles within PL NPD beyond food supplier activities. 

 

Chapter 3 provides insights into CM through a systematic literature review (SLR). This SLR 

was conducted to identify specific areas for study and to examine how other empirical studies 

considered the CM roles implemented by category managers/category captains (CCs) in NPD 

supply chain channels. Moreover, the review proposed a research avenue to enhance 

understanding of how CM has influenced the retailer–supplier collaborative relationship in 

previous studies. A literature review alone was not sufficient to understand the impact of CM 

on the retailer–supplier collaborative relationship in the retail sector. Thus, it was essential to 

conduct this SLR in order to gain a clear understanding of the literature on how CM influences 

the balance of power between the retailer and supplier in their collaborative relationship. The 

findings revealed that the category manager plays several main roles in the retailer’s activities: 

assortment management, pricing management, marketing management and inventory 

management. Two new roles were discovered from this study – category performance 

management and relationship management – which need to be taken into consideration in order 

to understand retailer–supplier relationship management. 
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None of the existing models provide detailed insights into the influence of CM roles on the 

power balance within retailer–supplier collaborative relationship. Moreover, there is a lack of 

research on the intended benefits from this relationship or on the integration of suppliers into 

CM within the PL NFPD process. NPD models within the FMCG industry and food and drink 

sectors adopt a stage- or activity-based perspective. This represents a weakness as the models 

lack insight into the iterative and concurrent nature of the process, as well as network inputs. 

Indeed, the balance of power between retailer–supplier collaborative relationships within NPD 

projects is largely overlooked, other than in those studies focused on the NPD process, in which 

only the primary product supplier is addressed. This may partly explain the lack of coverage 

on the balance of power within PL NPD retailer–supplier relationships, which may, in turn, 

affect the collaboration within PL NFPD projects and innovation.  

 

1.5 Contribution of this Thesis 

This thesis contributes to existing NPD literature by providing conceptually developed, 

evidence-based research. Exploring FMCG CM in the context of PL food products contributes 

to the existing literature in the field of CM and retail relationships in particular, but also more 

specifically to the fields of marketing, NPD and innovation management. 

 

The first contribution of the thesis is the development of a unique framework through which to 

understand the influence of CM on the retailer–supplier collaborative relationship within PL 

NFPD projects and on innovation. The framework provides insights into CM roles and CM’s 

benefits for collaboration within NPD. The framework offers new insights into the implications 

of retailer–supplier relationship for collaboration. These implications lead to unintended 

consequences that inhibit the intended benefits of CM. In this study, NPD and PL projects are 

link together via the category manager’s roles. 

 

The second contribution to knowledge is from the SLR, which aimed to identify the roles 

implemented by category managers to develop a deeper understanding of the key benefits of 

CM in the collaborative relationship in PL NFPD projects. The two new roles of CM were 

recognised by this research: category performance management and relationships 

management. 
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The third contribution of the thesis is that it builds upon two areas of existing literature: 

research exploring CM roles in NPD and models of retail relationships. Regarding NPD 

models, this thesis builds on these existing models on NPD in the FMCG industry (Ernst & 

Young/ACNielsen, 1999); Francis, 2006; Francis et al., 2006; Francis, 2009; Francis et al., 

2008). Regarding the models of retail relationships, this research builds on a number of studies 

(Chicksand, 2015; Ellström & Rehme, 2016; Gooner et al., 2011; Guissoni et al., 2013; 

Hamister & Fortsch, 2016) by providing further insights into CM roles in the retail sector. 

Original insights into the process of developing new PL food products are provided. This thesis 

also provides new insights into the dynamics and interrelationships between retailers and 

suppliers within PL NFPD projects and innovation in the retail sector. 

 

Another contribution for Saudi Arabia specifically is that the researcher is the only academic 

to have researched this particular area of the retail sector in Saudi Arabia, providing a new set 

of empirical data from leading Saudi firms from both retailer and supplier perspectives. This 

data set provides a rich description of new PL NFPD within the FMCG industry. Consequently, 

Saudi is a unique context relative to other studies given the cultural, social and demographic 

differences between the Saudi retail market and the other markets. These differences include 

consumer behaviour, the distribution of wealth, the rise in customers’ incomes, the readiness 

of traders, the availability of start-up funds offered by the Saudi Government, climate, market 

size, competitive dynamics, status signalling trends, shopping habits and other similar 

variables. For example, Abunar et al. (2016, p. 1) note that “the Saudi household unit is 

enormous when compared with that of a typical Western family. Hence, Saudis have a tendency 

to buy large quantities of consumer products and food stuffs (Culpan, 1985). Of course, such 

expenditure helped the super and hypermarkets expand and flourish all throughout the 

Kingdom, increasingly contributing to its overall economic activity”. Additionally, the 

dynamics that exist in the retail sector are different in the Saudi market compared with other 

markets. For example, industrial resources and technological reliability in developing countries 

such as Saudi Arabia, Latin America, parts of the African continent, Central and Eastern 

Europe and Asia, are very different from those of developed nations such as the UK and the 

USA. Therefore, developing countries were delayed in offering retail food services to their 

markets as they were focused on supplying only the basic necessities (e.g., sugar, eggs, oil, 

meats, poultry, and rice) (Abunar et al., 2016). This, in turn, has affected the development 

process in the food retail sector in these countries. Thus, this study provides unique insights 

that contribute to an under-studied context in the literature.   
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Moreover, this research has uncovered new insights for Saudi retail sector and shown that, 

within the Saudi retailer market, the role of category captain (CC) does not exist – despite 

currently being discussed in the literature. Moreover, the research highlights that suppliers 

could perform the CC role when they provide retailers with appropriate product 

recommendations, as this is currently what happens in practice in the Saudi market. 

Consequently, this research will also help retailers in the GCC countries as they have similar 

retail sectors to Saudi Arabia. Furthermore, the data also shed light on the reasons for the 

continued neglect of CM roles within the NPD projects, particularly in PL NFPD. Insights are 

provided by drawing on the perspectives of a variety of key informants from a cross-section of 

firms involved in the development of FMCG and PL products.  

 

These findings also offer a base on which to develop further research, enabling the 

development of PL food products to meet the needs of a broader variety of customers. 

 

1.6 Overview of the Research Approach 

Due to the limitations of previous research on this topic, this research study was exploratory in 

nature. The interpretive approach is frequently related to exploratory research. Therefore, this 

research adopted the interpretivist epistemological approach. Therefore, the purpose of this 

thesis is to explore the role of CM in the NPD process and how CM influences the balance of 

power between retailer–supplier collaborative relationship within PL NFPD projects and 

innovation. A conceptual framework is presented, which provides a unique vantage point from 

which to explore the collaborative nature of the retailer–supplier relationship. 

 

To address the research questions, the study focuses on CM within PL NFPD and is based on 

data gathered using an embedded case study approach involving seven firms within the FMCG 

sector: a leading retailer in Saudi Arabia and six food suppliers working with this retailer to 

deliver PL NFPD projects.  

 

Examining a cross-section of firms provides a broad overview of the perceptions of key 

managers within the food retail industry. Within each of the case study firms, specific PL NFPD 

projects are examined from both the retailer’s and supplier’s perspectives. Data were gathered 

using qualitative interviews and observations and by drawing upon a variety of additional 

evidence, thus achieving data triangulation. Interviews were conducted with decision-makers, 



 

 

Chapter 1: Introduction  14 

acting as key informants, involved in the PL NFPD projects (e.g., PL directors, category 

managers, buyers, marketing managers, NPD managers, key account managers, production 

managers, and quality managers). Findings from this study provide insights into how CM 

affects the balance of power between retailers and suppliers in their collaborative relationship 

within PL NFPD projects. 

 

The data gathered from this study provided findings that helped in developing the framework 

alongside the propositions. 

 

1.7 Principal Findings 

The following subsections highlight the principal findings of the research. 

 

1.7.1 Category Management within the Private-Label New Food Product 

Development Process 

Given the limitations of the CM literature, this research contributes to academia and to CM 

practice. In the current research, the CM literature is linked with NPD literature in order to 

present the benefits of CM for PL NFPD. The findings of this study demonstrate that CM has 

a distinct role within the overall NPD and PL development process from the perspectives of 

retailers and suppliers. The findings also emphasise that CM has many roles in PL NFPD 

projects, such as the category manager identifying the gap in each category when developing 

PL food products. Category managers can also recognise which PL products need 

improvements in order to increase sales and can identify weaknesses in national brands (NBs) 

and seek to avoid these weaknesses in PL NFPD projects. Moreover, the findings revealed that 

the category manager plays a role in creating new ideas in packaging and contributes to 

reducing the firm’s environmental impact. Therefore, CM roles could have a positive effect on 

innovation in PL NFPD projects. The findings of this study revealed insights into retailer 

information power influencing the ability of category managers to identify and exploit a variety 

of new PL product opportunities. Central to this ability is the retailer acting as an information 

gatekeeper. When retailers have information power and are in a strong position to help the 

supplier in their NPD projects, they can use this power to obtain exclusive PL products or to 

force suppliers to comply with their demands (see Section 1.7.3). 
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Suppliers need retailers for many reasons. The research findings revealed that suppliers need 

retailers to provide additional information on their brands as well as to share creative ideas 

about how to inform their customers of the special features of the NB products in order to draw 

customers’ attention to suppliers’ brands through the retailers acting as an information 

gatekeeper. Therefore, owning information gives retailers ‘information power’, which could 

influence the level of suppliers’ dependency on retailers in NPD. For example, suppliers 

depended on category managers to share data with them on customer shopping habits, which 

helped in developing new food products; however, the retailer used this information as a form 

of exchange to develop PL products with the supplier. Moreover, one of the category manager’s 

roles is shelf-space management. This leads to suppliers’ dependency on retailers in order to 

sell their brands on the retailer’s shelves, as shown in most of the research cases. This gives 

retailers power over suppliers (see Section 1.7.3). Consequently, category manager roles such 

as sharing information and shelf-space management can lead to collaborative relationships in 

developing a variety of new PL food products. More CM roles will be mentioned in the next 

sections. 

 

Moreover, previous studies (e.g., Kurtuluş et al., 2014; Tsafarakis et al., 2016) have noted that 

category managers can increase competition in the categories between retailers and suppliers 

due to shelf-space scarcity through their assortment management role. This leads to creating 

and developing more new products, particularly PL products, in order to meet the needs of a 

broader variety of customers. This enables the retailer to gain competitive advantage and 

power, improve their store image, and obtain greater margins and profits. However, the 

research findings revealed that category managers also used this role to wield power, 

controlling the shelf space in the retailer’s stores to coerce suppliers to develop new PL 

products. Suppliers’ perceptions of increased competition and conflict resulted in delaying the 

PL project, which inhibited the project’s success. 

 

Finally, the findings from this research contribute to an understanding of CM activities within 

the PL NFPD process that have an impact on PL NFPD projects and innovation. A more 

comprehensive analysis is given to the linkages between CM, the retailer–supplier 

collaborative relationship in PL NFPD projects and retail environments than in previous 

research, and a number of potentially fruitful areas for future research are highlighted. 
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1.7.2 Supplier Integration in Category Management within Private-Label New Food 

Product Development Projects 

This research has allowed for the exploration of existing themes within the NPD literature, 

such as the role of the supplier, supplier uncertainties and their technical uncertainties when 

looking to develop new products under the CM process within PL projects. The use of 

exploratory research has enabled theory building within these areas to provide insights into 

supplier collaboration within the NPD process and its effect on the relationship between 

retailers, suppliers, and category managers within PL NFPD projects. Therefore, the findings 

contribute to a more detailed understanding of supplier integration in CM within PL NFPD 

projects. 

 

The findings revealed a variety of ways in which supplier integration in CM can affect the 

balance of power between the retailer and supplier in their collaborative relationship within PL 

NFPD projects. For example, the research suggests that supplier integration in CM can lead to 

several benefits, such as substantially reduced costs arising from lower inventory levels and 

improved levels of quality and service, and thus to a sustainable competitive advantage. The 

findings uncovered that the CC role does not exist in the Saudi market and highlighted that 

suppliers can play an integral role within CM in the development of PL products for retailers; 

that is, a nominated leading supplier can provide retailers with recommendations that improve 

category performance in order to develop new PL food products. This increases the sales and 

profits for both firms, which has a positive impact on innovation. However, the findings 

revealed that the supplier’s position in PL NFPD projects enables them to monopolise the 

category in terms of providing their own-brand products at an advantage to achieve their 

interests. Therefore, the findings warn that suppliers could impede supply chain efforts through 

competitive actions to decrease collaboration, aiming to protect their products from being 

excluded.  

 

The findings illustrate that suppliers may collaborate at a point in time when they want to affect 

their competitors’ sales; that is, they use opportunistic behaviour to achieve competitive 

exclusion. However, the biggest loser would be the suppliers, as the retailers own most of the 

market and have relationships with many suppliers. Therefore, the findings provide insights 

into supplier integration in CM within PL NFPD projects and demonstrate that retailers can 

experience supplier opportunistic behaviour—in particular, suppliers may exploit their position 

regarding their own-brand products when they are developing PL NFPD projects for the 
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retailer. As a result of supplier opportunistic behaviour during the PL NFPD process, suppliers 

can often impede these projects, particularly when they are competitors in the market place. 

This is a major obstacle to the success of NFPD and reduces retailer–supplier integration and 

collaboration within PL NFPD projects. Subsequently, this hinders innovation. 

 

1.7.3 The Balance of Power between Retailer–Supplier Collaborative Relationship 

within Private-Label New Food Product Development Projects 

The research findings validated that the negative implications of the retailer–supplier 

collaboration (e.g., supplier’s opportunistic behaviour, retailer as information gatekeeper, 

retailer control of shelf space, etc.) inhibit the intended benefits of CM in PL NFPD projects. 

CM enhances the retailer–supplier coopetition relationship within PL NFPD projects (see 

Chapter 2, Section 2.6). This leads to a situation where one partner in the relationship could 

use their position and power to give their brand advantages to stay ahead of the competition. 

The research findings also revealed that competition with multiple partners in the retailer 

sector, particularly in the food industry, has important benefits for both partners. One of the 

important benefits is an improvement in NPD performance. However, the findings also 

revealed that competition with multiple partners in PL NFPD projects leads to information 

leakage and the development of copycat products. Some of these copycat products were 

developed as a competitive action to affect competitor sales, whether by NB or PL brands, and 

this inhibited innovation.  

 

Further, the findings revealed that a lack of a power-balanced relationship between retailers 

and suppliers negatively affects their collaboration through CM activities and, in turn, 

decreases the extent of joint decision-making within PL NFPD projects. Moreover, the research 

demonstrated that retailer has greater power and control through their category managers than 

suppliers within PL NFPD projects and that retailer could engage in opportunistic behaviour, 

applying punitive actions by their category managers against suppliers to coerce them into 

cooperation in order to develop PL food products. The retailer’s position as an information 

gatekeeper gives the category manager the power to withhold information in order to increase 

their control over the supplier in PL NFPD or to transfer the supplier’s brand to their PL. The 

findings also revealed that all suppliers needed the retailer’s shelves for their brands, which put 

the retailer in a strong position. The retailer is able to use shelf space as a form of exchange to 

encourage suppliers to develop PL products for them; this sometimes included the retailer 
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exercising opportunistic behaviour, employing punitive actions towards suppliers to coerce 

them into cooperation in order to develop PL products in response to a predefined brief. This, 

in turn, meant that the retailer’s control over the shelves led to an increase in PL NFPD projects. 

This opportunistic behaviour by the retailer increased the supplier’s commitment to PL NFPD 

projects whilst hindering the supplier’s ability to innovate in NPD, particularly PL food 

products. Consequently, the research contributes by explaining how the balance of power 

influences innovation among category managers, food suppliers and retailers, and addresses 

this gap in the literature by empirically investigating how CM influences the retailer–supplier 

collaborative relationship and how this might affect innovation and PL NFPD projects.  

 

Based on the above, the findings from this study offer new insights into the implications of the 

retailer–supplier relationship for collaboration, which lead to unintended consequences and 

inhibit the intended benefits of CM. These can be summarised as follows: 

 

• supplier opportunistic behaviour increases retailer punitive action in PL NFPD; 

• retailer information power increases supplier exploitation in PL NFPD;  

• retailer control of shelf space increases the competition and the retailer’s threats to 

suppliers in PL NFPD; 

• the risk of copycat products reduces the extent of trust/openness and collaboration in 

PL NFPD; and 

• coercion to fulfil a predefined PL NFPD brief hinders suppliers’ ability to innovate.  

 

1.8  Structure of this Thesis 

This thesis consists of eight chapters, including this introductory chapter (see Figure 1.6).  
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Figure 1.6: Structure of the thesis. Source: Author. 

 

 

Chapter 1 has presented an overview of the rationale for and importance of the research, the 

research context and questions, the limitations of the literature, the theoretical background and 

contributions to the field of study, an overview of the research approach, and the principal 

findings of the thesis. 

 

Chapter 2 with a literature review covering models of NPD in general and within the FMCG 

industry and food sector in particular, as well as PL NPD in the FMCG industry and CM within 

PL NFPD. Chapter 3 presents an SLR on CM and the methodology used to conduct studies in 
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this area. Chapter 4 discusses the current emphasis of studies on CM within NPD in the 

marketing literature, followed by presenting the theoretical framework. This framework is 

based on existing literature on PL NFPD, networking and relationship theories, supplier 

integration in NPD, and innovation.  

 

Chapter 5 describes the methodology, focusing on the study design and the selection of the 

case study method. The chapter also explains the rationale for the data collection methods and 

methods of analysis.  

 

Chapter 6 presents the research findings, including the results of 32 interviews with retailer 

and supplier participants. The conceptual framework is developed further based on these 

findings. Moreover, the chapter presents the findings of eight embedded case studies on PL 

NFPD projects from leading firms operating in the Saudi Arabian food retail sector. These are 

analysed based on the main elements identified within the conceptual framework. 

 

Chapter 7 presents a cross-case analysis of the findings presented in Chapter 6. It draws 

together, compares and integrates the findings from each of the companies studied.  

 

Chapter 8 details the conclusions, contributions to the literature and implications for further 

research within the fields of marketing, retail and NPD. It also provides recommendations for 

firms and discusses the limitations of the research.
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Chapter 2: Literature Review Part One 

(New Product Development) 

2.1 Introduction 

This chapter provides an overview of existing key models of product development. These 

models are critically reviewed in the context of the current study. The chapter explores some 

general models of new product development (NPD) stages and activities, providing a summary 

of the recognised models in the literature, such as network models and open innovation. It will 

then turn to focus on NPD models in the fast-moving consumer goods (FMCG) industry by 

briefly focusing on models of the NPD process in the food industry. Following this, factors 

affecting success in the new food product development (NFPD) process are analysed. The 

literature is then critically reviewed in the context of this study pertaining to private-label (PL) 

NFPD in the FMCG industry. Finally, the impact of category management (CM) on the 

retailer–supplier collaborative relationship within PL NFPD is discussed. 

 

These NPD models provide a useful summary of PL NFPD projects in FMCG, especially 

regarding retailer and supplier activities within these projects. However, there are gaps and 

limited insights into the role of CM and collaboration with suppliers within PL NFPD projects. 

Moreover, many previous studies have done little to investigate the influence of CM on 

innovation (e.g., Gruen & Shah, 2000; Kaufman et al., 2006), despite the importance of the 

role of CM in NPD, particularly in PL projects in the retail sector. Therefore, this study explores 

how CM influences the retailer–supplier relationship within PL NFPD projects and how this 

relationship might affect collaboration within PL NPD and innovation in the retail sector, 

especially in the food industry. Figure 2.1 shows the structure of this chapter.
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Figure 2.1: Structure of the NPD literature review chapter. 

 

 

2.2  New Product Development Models 

NPD is a vast topic that has gained the attention of organisations and academics. Business 

organisations are adopting the NPD strategy to keep up with market changes, product 

developments and technological progress, enabling them to compete in the market (e.g., 

Cooper, 1990; Moskowitz et al., 2009; Unger & Eppinger, 2011). Several research studies 

suggest that NPD projects lead to growth (e.g., Trott, 2008; Zirger & Maidique, 1990), such as 

growth in profitability (Cooper, 1990; Cooper & Kleinschmidt, 2007; Sethi, 2000) and building 

competitive advantage (Costa & Jongen, 2006; Francis et al., 2008). Academic researchers 

have developed NPD theories and models in order to make the NPD process more effective 

and efficient (e.g., Barclay et al., 2000; Booz et al., 1982; Cooper, 1990; Griffin, 1997). 

 

There are conflicts and disagreements in NPD models regarding which of the activities are 

vital. Francis (2006) highlights these variations (see Table 2.1). Additionally, the literature 

comprises a range of research into NPD. Many authors (e.g., Cooper, 2001; Francis, 2006) 

have identified the main models of NPD, focusing on three main areas: the stages or activities 

in the NPD process, the simultaneous nature of activities, and network models involved in 
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NPD. The NPD models have contributed to our understanding of the NPD process; however, 

each of these models has some weaknesses. 

 

The initial NPD models focus on a structured, staged approach to NPD (e.g., Cooper, 2001; 

Cooper & Edgett, 2008; Cooper & Kleinschmidt, 1994; Filippini et al., 2004; Troy et al., 2006). 

The aim of these models is to improve the NPD process in order to construct and plan the NPD 

approach (Nijssen & Lieshout, 1995; Schelker, 1976). These models have had a dominant 

influence on the literature. However, they provide little insight into how this approach should 

be used in projects with regard to how these models work in practice between firms within 

NPD projects in the retail sector. Other models also offer limited insights into industry 

technology, such as software development, which affects collaboration and the sharing of 

information between firms in order to implement NPD projects (e.g., Boehm & Bose, 1994; 

Su et al., 2007). Moreover, weaknesses have been identified in these models: 1) they fail to 

capture the simultaneous nature of activities (Fuller, 1994), and 2) they fail to take into 

consideration the importance of network interactions (Pittaway et al., 2004; Rothwell, 1983; 

Trott, 2001). The next section explains the stage-gate models in more depth.
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Table 2.1: The activity differences of NPD stage models (adapted from Francis, 2006). 
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2.2.1 Stage-Gate Models  

One of the most significant methods from the early models of the activity stage is the ‘Stage-

Gate’ model by Robert Cooper; it has become a common method for driving new products to 

market, and its benefits have been well documented (Cooper, 2008). Stage-gate models suggest 

that before moving to the next stage of the project process, relevant information and 

performance data should be provided. Each activity stage must be followed by an evaluation 

stage, and all project criteria must be met before the project proceeds (see Figure 2.2). The 

stage-gate method is widely used in organisations in several industries, including the food 

industry (Moskowitz et al., 2009). The structure of the stage-gate process comprises two paths 

of ‘work-flow/decision-flow’; it requires setting up supporting systems and practices to make 

sure the operation stage works smoothly. This type of model provides NPD managers with 

information on the chances of success of the NPD process (e.g., Barczak et al., 2009; Cooper, 

1993; Cooper & Kleinschmidt, 1986; Ettie & Elsenbach, 2007).  

 

Figure 2.2: Stage-gate model of new product projects (Cooper et al., 2002, p. 5). 

 

 

Cooper (1994) notes that the stage-gate model has several versions that have been developed. 

Each one has a different emphasis and tries to cover the weaknesses of the base method. He 

also proposed that these newer alternatives, as ‘third-generation’ process models, include 

numerous fundamental changes that revolve around the four Fs: be fluid and adaptable, 

incorporate fuzzy gates, provide a sharp focus on management and resources of the portfolio of 

projects, and be more flexible than before. He suggests that the results should provide firms 

with many additions (e.g., efficiency of road-map, produce products faster, and improved 

resources allocation; see Figure 2.3). However, these changes can make the process more 

complicated to manage for NPD teams. 
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Figure 2.3: Third-generation model (Cooper, 1994, p. 5). 

 

 

Several authors (e.g., Cooper, 1994, 2008; Ettie & Elsenbach, 2007) have mentioned that firms 

have developed variations of the stage-gate model based on requirements to make it adaptable 

and flexible to fit different varieties of projects. Thus, several firms have adopted methods 

dependent on the degree of risk; this method enables the risk of the process to be adjusted and 

scalable, such as the stage-gate ‘express’ model, which is planned for application to moderate-

risk projects (e.g., improvements and modifications to line extensions) and the ‘lite’ model, 

which is to be used for minor improvements (see Figure 2.4). 

 

Figure 2.4: The two variations of the stage-gate model: ‘express’ and ‘lite’ (Cooper, 2008, p. 223). 

 

 

Cooper, in several research studies (2008, 2014, 2016, 2017a), has presented a developed 

variation of the stage-gate model, called a ‘spiral’ method. This gives more accurate 

information on the NPD process, with a particular focus on the customer’s perspective. This 

information leads to product and design improvements and development by determining 

customer requirements in the spiral method (Cooper, 2017b). These iterative stages, whereby 
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continuous versions of the product are revealed to the consumer to obtain comments and 

verification, are displayed via the spiral arrows in Figure 2.5. Every repetition consists of 

building the product to show the customer a representation of the product, and each version 

gets closer to the final one. Each version of the product is tested with the customer. Feedback 

is then gathered on that version of the product from the customer or user. Finally, the value 

proposition, benefits and design are revised based on the feedback (Cooper, 2014).  

 
Figure 2.5: NPD spiral development “Build–Test–Feedback–Revise” with customers (Cooper, 2019, p. 40). 

 

 

This approach reduces market uncertainties; additionally, it can reduce technical uncertainties 

by looking for technical solutions (Cooper, 2019). However, it provides little insights into the 

collaboration within the NPD process, especially regarding the category manager role and their 

effects on the retailer–supplier collaborative relationship within PL NFPD projects.  
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2.2.2 Network Models and Open Innovation 

The innovation of new products is a key element for most firms that are trying to attract 

consumers to increase profits as well as trying to survive in a highly competitive market. 

Cooper (2019) states that as NPD projects are important, firms are trying to apply the right 

strategies to implement successful projects (e.g., open innovation and network strategies). 

Therefore, before developing a new product in the market, usually firms start by identifying 

consumer needs and assessing the market. However, several authors (e.g., Drechsler et al., 

2013; Johnson & Ambrose, 2009) have argued that market research fails to provide accurate 

and relevant information at the right time about the market’s and consumers’ needs in order to 

aid the decision-making process in NPD projects. In particular, they believe that the rate of 

NPD failure remains high because of the misunderstanding of what consumers want and what 

the market needs. 

 

Therefore, network interaction models have been explored to obtain further understanding of 

NPD; the importance of these interactions is given consideration in the networks and 

innovation literature (e.g., Chesbrough, 2003; Pittaway et al., 2004; Von Hippel, 2005). 

Rothwell (1983) provided the initial model on the network perspective, focusing on the need 

to cut costs in NPD and also on understanding the success criteria of NPD and ways to reduce 

the failure of NPD projects. Other network and innovation models were also produced (e.g., 

Berkhout et al., 2011; Chesbrough, 2004; Eppinger, 2011; Trott, 2008). The network and 

innovation models also considered the limitations and weaknesses of NPD, which negatively 

affect firms when they produce new products in the market.  

Schroder and Steinhoff (2009) mention that reducing market uncertainty for NPD projects is 

not an easy task. Therefore, many firms have turned to use an ‘open innovation’ strategy, which 

integrates external information into NPD projects; Figure 2.6 provides a representation of an 

open innovation model. Chesbrough (2003) mentions in his research that the ‘open innovation’ 

strategy leads firms to be open to their external environment, which can improve their NPD 

team’s ability to address and understand customer needs. This allows them to innovate by 

enabling them to leverage outside capabilities and follow environmental changes (Laursen & 

Salter, 2006). However, it remains unknown whether or not such openness will help firms to 

improve their NPD projects. Docherty (2006) notes that firms that used the open model as a 

strategic tool are looking for ideas, resources and technology inside-out and outside-in, through 

all parts of the innovation process (Fuzzy Front-End, development, and commercialisation). 
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Therefore, open innovation models have several benefits which lead to exploring new growth 

opportunities with less cost and risk through continued exposure and relationships with external 

innovators aiming to create a more innovative culture. 

Cooper (2019) mentions that an open innovation strategy may help NPD teams to obtain the 

resources, skills and knowledge which they need or are missing (Chesbrough, 2006; Docherty, 

2006). Schiele (2010, p. 138) notes that “interest in early supplier integration in new product 

development (NPD) has increased as an open innovation approach has become more common 

in firms”. Cooper (2019, p. 41) states in his research that “indeed resources from partner firms 

– from customers, other developer-firms, and even suppliers – may also have a positive impact 

on other success factors, such as effective cross functional teams (team members available 

from the partner), voice-of-customer work, and effective launches”. Therefore, firms may need 

to change their approach in their development projects; in other words, they need to change the 

way they collect and use the ‘data/resources’ in order to develop new products that match the 

market and customer needs.  

Figure 2.6: Open innovation model (Docherty, 2006, p. 14). 

 

The next subsections explore further the business-to-business (B2B) vs business-to-consumer 

(B2C) customer orientation in NPD projects. Open innovation enables valuable information to 

be gathered from innovative users and partners based on customer inputs in order to meet their 

satisfaction within NPD projects (Cooper, 2019). Retailer–supplier integration is hence 

important in order to access information within NPD projects. Kurtuluş, Nakkas and Ülkü 
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(2014) argue that CM could enable successful retailer–supplier integration, helping to access 

information within supply chains. Moreover, Aastrup et al. (2007, p. 523) put forward a model 

“of a trade-off between retailer benefits and sacrifices from moving to closer category 

management collaboration with suppliers”, with the aim of creating value. Many firms are 

involved in interaction and collaborative relationships in the supply chain (Grunert et al., 2008). 

Effective CM adoption requires the following factors: partnering, trust, coordination, 

commitment, and sharing and availability of information (Hoffman & Mehra, 2000). 

Collaboration is, however, limited between retailers and suppliers, especially in the food sector. 

This seems to result in few actual new innovations (Esbjerg et al., 2016). Aastrup et al. (2007) 

argue that successful ‘open innovation’ involves the necessary factors of integration, 

collaboration, networking, among others. However, the retailer–supplier relationship has 

several implications for collaboration (e.g., self-interest, power), which are seen as major 

obstacles for the success of NFPD. This study therefore explores retailer and supplier 

collaborative relationships within PL NFPD projects. 

2.2.2.1  Business-to-Business vs Business-to-Consumer Customer Orientation in New 

Product Development 

Contemporary businesses gain information from current/future customers about their needs 

and requirements as they are a crucial stakeholder group. This information is important for 

companies’ competitiveness, especially within NPD projects. Zhu and Nakata (2007, p. 188) 

state that “customer orientation is the organization-wide gathering, sharing, and use of 

intelligence about customers, and coordinated actions based on that intelligence”. They also 

note that a B2B consumer orientation helps NPD teams to obtain and use information from 

B2B consumers. Moreover, Wimalachandra et al. (2014, p. 350) mention that “B2C market 

research is valuable in developing new products because B2C customers’ needs at the end of 

the supply chain are a predictor of B2B customers’ future needs and because products 

accounting for these future needs can be sold more successfully”.  

In addition, applying a B2C customer orientation in NPD has benefits, as B2C consumers focus 

on product benefits (Zaltman, 2003). However, benefits cannot be derived from B2C consumer 

information in terms of meeting the criterion of quality. Therefore, industrial-product 

consumers need to collaborate with B2B customers to ensure quality in NPD projects (Harvey 

& Green, 1993). Wimalachandra et al. (2014, p. 354) agree that “supplementing B2B affective 

information management with information collected through B2C research indeed helps NPD 
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departments leverage implicit feedback from B2B customers to achieve higher product 

quality”. Thus, the B2B customer is an important factor that influences the success of the NPD 

strategy, which is to understand B2B customers (Homburg et al., 2007). 

 

As new products that meet customer needs tend to be more successful in the marketplace, the 

importance of information on B2B customers’ needs for developing successful new products 

has long been recognised. Therefore, Cooper (2019, p. 38) mentions that “the good ideas come 

from customers”. Consumer-orientation activities (e.g., consumer idea-generation, consumer 

ideas for product design, product performance test by consumers, and gauging the customer’s 

desires and purchase intent) are important in aiming to define unmet consumer needs or product 

problems, enabling the best ideas to be generated within NPD projects (see Figure 2.7).  

 

Figure 2.7: Consumer orientation actions from the initial stage to the end of the innovation process (Cooper, 2019, p.38). 

 

 

These ideas could be obtained from a B2C customer orientation via site visits to meet and listen 

to the voice of the customer and through ethnographic research (Cooper, 2019; Feng et al., 
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2011). However, B2B-oriented information could be collected via informal communication, 

such as face-to-face meetings, video conferences, social media, phone calls, and via formal 

communication, emails, faxes, web-based media and printed materials (McDonough et al., 

1999). Chen (2013, p. 522) notes that “Currently, B2B transactions are much more common 

than B2C and B2G [business to government] transactions”. However, NPD managers should 

be aware of the significance of a B2C orientation as it is an important factor for shortening the 

time-to-market of new products (Feng et al., 2011). 

 

Previous studies on both B2B and B2C markets (e.g., Guo & Wang, 2015; Hoejmose et al., 

2012; Sheth & Sinha, 2015; Zhu & Nakata, 2007) have been conducted to demonstrate that 

consumer orientation makes a significant contribution to business performance. These studies 

focused on the measures of business performance in terms of the number of me-too products 

launched, new product success, the number of line extensions launched and the number of new 

products launched. Moreover, Johnsen (2009) notes that early supplier involvement in the NPD 

process, by supplying substantial and missing resources, obtaining data about consumer needs 

and obtaining skills, all lead to the development of production efficiency in order to achieve 

consumer satisfaction. Cooper (2019, p. 41) notes that “the supplier may possess technology 

essential for the development of the new product and share it with their customer; and a 

supplier’s production capabilities may also be used to advantage to supply key components or 

ingredients”. For example, Procter & Gamble created software called ‘EDI’ to share firms’ 

data (e.g., customer and sales data) with outsiders (e.g., retailers). These resources are regarded 

as ‘resource collections’ (Håkansson & Waluszewski, 2002). Another example is the use of 

Agile methods in stage-gate software product development. B2B firms that manufacture 

products use this in their traditional gating models as it is one of the success tools of NPD 

projects due to its focus on the consumer orientation (Cooper, 2016; Ovesen & Sommer, 2015; 

Sommer et al., 2015). See section 3.4.2 for more in-depth information on the Agile method. 

 

Sharif (2012, p. 18) notes that: 

To understand the customer behaviour, access to detailed and up-to-date 

shopping data is fundamental. Hence a factor fueling the uptake and rapid 

progress of CM was the availability of detailed data from Management 

Information Systems such as Electronic Point-of-Sale and Enterprise Resource 

Planning. Precise customer profiling helped with targeted product placement, 

product display, short-term SKUs planning, and such other considerations 
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within the CM strategic framework. The evaluation of the information (such as 

basket analysis, shopper visitation frequencies, product placement, product 

clustering and so on) aided the positioning and arrangement of shelves to 

optimize product exposure to customers.  

 

Therefore, firms may use CM as one of the available consumer-orientation services. Indeed, 

one of the roles of CM is relationship management, which leads to collaboration between firms 

in the sharing of knowledge, information and skills to meet customer needs and gain their 

satisfaction. Figure 2.8 illustrates grocery retailing functions, key linkages and relationships 

through the CM process. 

 
Figure 2.8: CM activities (Naushad & Siddiqui, 2019, p. 12). 

 

 

CM allows firms to share and gain information between partners. It encourages firms to 

collaborate to establish good category assortment plans as well as to make better decisions on 

their NPD and PL projects in order to improve sales and profits (Arkader & Ferreira, 2004; 

Bandyopadhyay et al., 2009; de Araujo Gil et al., 2008; Evrard-Samuel, 2008; Free, 2008; 

Lorino & Mourey, 2013; Rashid & Matilla, 2011; Sharif, 2012). See Chapter 3 for more details 

on CM roles and activities. 

 

Cooper (2019, p. 42) states that “there is no strong evidence to suggest that partnering or 

collaborative NPD projects are more successful than those done alone (although some 

evidence exists that the project may not have been done at all were it not for the partnership)”. 

This lack of knowledge calls for the development of a more specific framework that identifies 

these relevant collaboration capabilities in order to understand the effects of CM on the 
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retailer–supplier collaborative relationship and the implications of the retailer–supplier 

relationship for collaboration. This will enable improvements in PL NFPD and innovation in 

the retail sector (Brown et al., 2019; Griffith et al., 2017; Hwang & Chung, 2018). 

 

Finally, Chen (2013, p. 519) notes that: 

In a conventional supply chain, each link focuses on its own benefit and acts 

with little regard to other channel partners. However, fiercely competitive 

global markets, short product lifecycles and rising customer expectations are 

forcing enterprises to cooperate to enhance supply chain synergy. The rise of 

SCM [supply chain management] has switched the focus of management from 

internal to external connections. Strategic partnerships between buyers and 

suppliers are essential to effective SCM. 

 

Therefore, Cooper (2019) agrees that suppliers may be happy to share their ideas within NPD 

with their partners (e.g., retailers, customers). However, collaborative relationships have risks. 

Therefore, an open innovation strategy is not always a “win–win” environment for all parties, 

and disagreements can happen due to misjudgements, cultural differences, and even a lack of 

trust. However, Cooper (2019, p. 43) states that “the tactics, systems, methods, and procedures 

that businesses put in place, and how well they are executed, often hold the key to new product 

success”. Therefore, a requirement of this research is to understand how CM as a strategy for 

NPD success impacts the retailer–supplier collaborative relationships within PL NFPD projects 

and how this might affect innovation in the retail sector. 

 

2.3 Research into New Product Development in the Fast-Moving Consumer 

Goods Industry 

The early stages of this chapter reviewed the most well-known NPD models. To narrow down 

the models, we focus on the FMCG industry and then the food and drink sectors. The general 

industries models cover the NPD process (e.g., Lager, 2000; Lager & Blanco, 2010), while 

other models focus especially on the FMCG industry (e.g., Francis, 2009).  

 

The majority of the existing NPD literature focuses to a greater extent on single-product 

development, particularly on the large automotive and electronic consumer goods industries 

(Francis, 2002). The variety of multi-product NPD in terms of high volume is very important 
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within the FMCG industry (Francis, 2002, 2004, 2009; Nancarrow et al., 1998). The next 

sections discuss the most important NPD models and the key models which the current research 

builds upon.  

 

Based on Francis et al.’s (2008) paper, the four key models of NPD within the FMCG industry 

which the current study builds upon are: Francis (2006), Francis et al. (2006), Francis et al.  

(2008), and Ernst & Young/ACNielsen (1999). However, these models offer limited insights 

into the role of the category manager and their collaboration with suppliers’ PL NPD, despite 

the importance of PL products and NPD within the FMCG industry (Francis et al., 2006). The 

following sections therefore examine each of the NPD models from the FMCG sector. 

Particular reference is made to findings relevant to the current study. 

 

2.3.1 New Product Development Models for the Fast-Moving Consumer Goods 

Industry 

2.3.1.1 The Efficient Product Introduction Wheel (Ernst & Young/ACNielsen, 1999) 

FMCGs are low-cost goods available in supermarkets or pharmacies (Dobson & Chakraborty, 

2015). One of the earliest studies on NPD in the FMCG category was the Efficient Product 

Introduction (EPI) Wheel by Ernst & Young/ACNielsen in 1999 (Francis et al., 2008). It was 

a project conducted between 1997 and 1999 by the European Efficient Consumer Response 

(ECR) Community (Figure 2.9).  
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Figure 2.9: The EPI Wheel. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

The EPI Wheel was created to facilitate collaborative development, launch and evaluate new 

products within FMCGs in all retail environments, including manufacturers and retailers in 

Europe. It also facilitated the effective development of the CM process within the ECR as a 

system used to manage similar groups of products in one category. This makes purchase 

decisions easier for consumers, which is of key importance for supermarkets. Moreover, it 

highlights the relationships between the customer and supplier and how they are critical to 

NPD (Francis, 2006). Indeed, relationships have value within PL NPD, as supermarkets do not 

develop their own products without connecting with suppliers; therefore, the connection 

between the manufacturer and retailer is permanently in place. Francis (2006) argued that firms 

were not performing all the activities included within the EPI Wheel: retailer–manufacturer 

collaboration was not occurring during the activities in the three stages (develop, launch and 

evaluate). Therefore, despite its importance, there is little detail on NPD and CM roles and the 

collaboration with suppliers within PL development.  
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2.3.1.2  Stage Model of Tesco and its New Product Development Suppliers (Francis, 

2006)  

Francis (2006) focused on understanding the series of stages for NPD projects in the FMCG 

area, especially the low/high levels of innovative products within NPD processes, which led 

firms to consider working with their partners to succeed in their NPD projects. The results were 

based on his observations of the nature of NPD in FMCG from five case studies of PL NPD 

projects by Tesco. He presented and analysed data from several suppliers to establish a new 

model to demonstrate the process. His attention was, in particular, focused on finding the 

retailer and supplier activities within PL NPDs. 

Francis (2006) clarified that the planning phase contained two product-independent process 

stages. The first one, from the retailer’s annual strategic planning exercise, involved 

constructing a Food Trading Plan document, which defined the performance objectives for all 

of the firm’s food product categories. The second, from the ECR CM process, defined the 

category performance objectives contributing to the higher-level performance objectives in the 

Food Trading Plan. There is a lack of detail on NPD and the role of category managers and 

their connection with suppliers within PL projects; in this case, NPD and PL projects were 

treated separately, leading to the need to link these projects together via the category manager’s 

roles. 

2.3.1.3  Need Pull and Technology Push Models of Asda’s Suppliers (Francis et al., 2006) 

A conference paper by Francis et al. (2006) (sponsored by Asda) focused on supplier 

association and the use of supplier-led NPD in the FMCG sector to improve Asda’s supply 

chain performance and encourage collaboration. This paper notes that Asda adopted supplier 

integration because of the high level of product failure and associated costs. Also, it highlights 

the CM aspect within NPD. Moreover, it suggests that supplier incorporation was quite popular 

within other industries; however, it was new within the FMCG area.  

Francis et al. (2006) proposed a new method for NPD activity mapping. The model identified 

various approaches implemented by Asda’s suppliers, including adopting a market-driven 

approach and a technology-driven path. Also, it revealed the failures: high levels of re-work 

and waste. As a consequence, the authors recommended that all parties need to get involved in 

the process to fix these problems. The model provides some detail on the supply chain practices 

in NPD within PL projects and a lack of collaboration with CM; both are important in the retail 

industry. 
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2.3.1.4  Bullseye Process within Asda (Francis et al., 2008)  

Francis et al. (2008) studied NPD for Asda’s PL products. The NPD followed Asda’s ‘Bullseye 

Process’ (Figure 2.10). This model focused, in depth, on product development, starting from 

the initiation of the new product and ending with the product’s arrival on the supermarket shelf. 

This model focused on two particular performance measures: when products are launched 

(success/failure) and the rate of success/failure of the development project in the process stage. 

The main purpose of the study was to understand the performance of the Asda Bullseye PL 

NPD process in order to achieve significant operational performance improvement. NPD for 

PL products was overlooked, and little insight was provided into the relationship types between 

retailers and suppliers. Furthermore, by focusing specifically on product development, the 

model also provides limited insights into the role of suppliers and category managers within 

PL NPD, despite being important. As such, the current research explores this in more depth. 

 

 

 

 

 

 

 

 

 

2.3.2 The Nature of New Product Development in the Fast-Moving Consumer Goods 

Industry 

The previous discussion has revealed the lack of collaboration between category 

managers/retailers and suppliers within PL NFPD in the FMCG industry. This influences the 

nature of NPD and is affected by the retailer’s demands and power. It also influences the 

development of NPD projects with suppliers who put in much of the work regarding NPD 

Figure 2.10: Asda’s Bullseye Process (Francis et al., 2008, p. 210). 
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development in PL products on the retailer’s behalf (Beckeman et al., 2013; Francis et al., 

2008). It also affects the NPD of national brands (NBs) by suppliers.  

 

Fornari et al. (2009) note that NPD projects focus on customer requirements and the demands 

of both the immediate and end customer. Therefore, retailers choose products that meet 

customers’ needs in order to achieve successful economic growth (Broniarczyk et al., 1998; 

Dreze et al., 1994). Consequently, the successful marketing of NPD projects within the FMCG 

sector depends on the retailer’s power (Corstjens & Corstjens, 1995); they can use this 

power/position with their partners to respond to their demands to provide customers with what 

they need. Cespedes (1993) notes the relationship that exists between the sales personnel who 

understand the retailer’s product demands (e.g., supplier/manufacturer) and the marketing 

personnel who provide consumer insights developed based on the brand owners’ need for the 

retailers. This integration is handled by marketing managers, cross-functional teams and 

category managers who have different orientations in the retail sector (Dewsnap & Jobber, 

2003). 

 

NPD within the FMCG sector is also marked by the low levels of success of innovative 

products within the industry. New products comprise up to 20% of the product total; these 

products are line extensions of packaging or enrichments of product content (Fornari et al., 

2009). The British retailer Asda only launched 35% of their new products developed by its 

supplier; within 84 days, 17% of these products were withdrawn and the rest continued in the 

market for more than 84 days. This outcome resulted from the lack of knowledge about the 

NPD process and from its weaknesses, as mentioned earlier (Francis et al., 2006; Truong et al., 

2017). 

Lastly, Sakkab’s (2002) study should also be noted. This study focused on the company Procter 

& Gamble, which had concentrated on a ‘connect and develop an open approach’ to innovation. 

Sakkab’s research focused on information technology used by the company to provide new 

product ideas and for NPDs. The next sections reveal that the food FMCG industry is usually 

considered to have somewhat low levels of collaboration. 

2.4 New Food Product Development 

Previous research has shown that a number of authors have developed NPD models within the 

FMCG sector, particularly in the food industry (e.g., Benner, 2005; Benner & Tushman, 2002; 
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Bigliardi & Galati, 2013; Menrad, 2004; Rudolph, 1995; Sarkar & Costa, 2008; Stewart-Knox 

& Mitchell, 2003; Suwannaporn & Speece, 2000; Van Kleef et al., 2005). These studies have 

identified a variety of factors that influence the success of NFPD projects. Nevertheless, there 

is little agreement within NFPD projects regarding the optimum process for these projects 

(Rudder et al., 2001). These studies provide only limited insights into the role of CM and 

suppliers within PL NFPD and the collaboration that occurs between retailers and suppliers in 

these projects 

The NPD literature on food and drink has received greater attention than the FMCG literature. 

Therefore, many important NFPD models are mentioned in the following sections. There are 

important factors and findings from previous research on NPD in the food and drink sectors 

that are worth considering. The following two sections describe the nature of NPD and identify 

the success and failure factors in NPD projects.  

Earle (1997) states that NPD projects in the food industry in the early 1990s developed 

dramatically following the boom in technology. There are several models that demonstrate the 

stage-based and sequential nature of the process of several NFPD models (Buisson, 1993; 

Steenkamp & Van Trijp, 1996; Stewart-Knox & Mitchell, 2003). However, Fuller (2004) 

suggests that while their presentation is sequential, they should not necessarily be viewed in 

this way. With respect to the current research, only a few of the above models explicitly 

incorporate marketing communications, corporate partners/objectives and strategic planning 

(sharing information) into the food product development process. However, none of the above 

models mention CM as one of the factors of the food product development process or the 

category manager’s collaboration with suppliers. 

Authors such as Francis (2006, 2009) and Francis et al. (2008) refer to CM as a consideration 

during the food product development process but provide little detail on how this is 

incorporated into the overall development process. Therefore, in the current research, CM is 

presented as a distinct role within the overall development process, and the research focuses 

on how CM might affect the retailer–supplier collaborative relationship within PL NPD 

projects (see Chapter 3). 

 

2.4.1 The Nature of New Product Development in the Food and Drink Sectors  

NPD is an important activity in the food sector. The importance of the product cycle within the 

food sector is also worth noting. The initial lifecycles of products are based on regular new 
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introductions within the food sector, which affect overall profitability (Fuller, 1994; Dekker 

and Linnemann, 1998). Suwannaporn and Speece (2010) highlight important factors affecting 

the food product development process, together with the need to look at the entire production 

system, specifically:  

• the maximum shelf life of the food product;  

• supplier integration for optimum performance; 

• consumer concerns regarding the food product quality, safety and the influence of 

the social environment; 

• the effective design of the food products by using technical design skills; 

• the food manufacturers’ need to focus on the development of economic efficiency; 

and 

• global consumers’ differentiation and the competition of several nations. 

Fuller (2004) highlights the corporate reasons and factors promoting the importance of NPD 

in the food sector (see Table 2.2).  
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Table 2.2: Summary of the factors contributing to the importance of NFPD (Fuller, 2004; adapted by the author). 

 

The knowledge of the integration of customer behaviours has been applied within food and 

drink NPD (De Rooij, 2000). As a result, new product opportunities and meeting market needs 

are very important and complex processes that need to be managed (Rudder et al., 2001). 

Integration between firms is needed in this process to improve performance; it requires 

information and sharing resources between partners (Suwannaporn & Speece, 2010). Wu et al. 

(2014) argue that advantageous retailer–supplier integration is achieved through category 

captainship; the category captain (CC) is usually responsible for the category strategies 

(Kurtuluş, Nakkas, & Ülkü, 2014). However, the supplier can exploit their position regarding 

their own-brand products through the CC’s self-interest. For example, they could exclude 

brands that compete with their own brand. This opportunistic behaviour by the supplier could 

affect the retailer–supplier collaborative relationship (Chicksand, 2015; see Chapter 3). 

Therefore, this study investigates this issue within PL NFPD projects.  
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There is generally low expenditure on research and development (R&D) in the food and drink 

sectors, despite innovation and NPD being important in the retail sector (Galizzi & Venturini, 

1996; Mark-Herbert, 2003). There is, therefore, a need to examine NPD further away from the 

food sector itself. Regmi and Gehlhar (2005) mention that sectors should respond to customer 

needs with consideration that the environment is changing very quickly, as is technology. Firms 

have been using these changes in technology development to create new and different products 

to respond to consumer demands, which benefits them in the long term (Gehlhar et al., 2009; 

Katz, 1998). Firms have been moving slowly with regard to NPD, but now they are 

concentrating more on innovation, especially in market development strategies, such as new 

products or packaging, new distribution channels or the creation of a new market segment by 

means of different pricing (Cooper, 2019; Siegrist, 2008). The next section explores in more 

detail the different types of new food products. 

2.4.1.1 Types of New Food Products 

Firms try to respond to market demands and customer needs by creating many types of new 

food product in newly developed ways, as illustrated in Table 2.3.  
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Table 2.3: New food product types (Da Gama, 2019, p. 41). 

 

 

Simms and Trott (2010) state that repositioned products and product line extensions can be 

categorised under types of new products. Moreover, they also note that ‘newly packaged 

products’, such as changes or developments in product packaging, can be seen as a type of new 

food product since packaging has a role in new product development. Firms used to consider 

the product as being new only in cases where the product had ‘never been seen before’ in the 

market (Rudolph, 1995; Rundh, 2009; Stewart-Knox & Mitchell, 2003). 

 

In view of the above factors, Rudder et al. (2001) suggest that the early models of NPD 

processes were ineffective, weak and imperfect. Rudolph (1995) notes that there are 
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weaknesses within NPD management: high product failure rates and low numbers of 

innovative products mean that only a handful of new products survive. Moreover, Anon (2000) 

notes that customers are unable to find some of the new products on supermarket shelves 

beyond their first year. The chances of success for NPD projects are reducing, and some NPD 

projects fail even to make it to the launch stage (Buisson, 1993; Rudder et al., 2001; Urban & 

Hauser, 1993). Stewart-Knox and Mitchell (2003) mention that an area of weakness of NPD is 

the type of products being developed, which results in a low innovation rate. The new products 

launched to consumers comprise only 7–25% of the total projects initiated (Lord, 1999; 

Rudolph, 1995). 

 

Although some NPD projects might be successes in the market, those projects have original 

concepts which are different from ‘me-too’ or ‘copycat’ products (Van Trijp & Meulenberg, 

1996; Hoban, 1998; Stewart-Knox & Mitchell, 2003). ‘Me-too’ and ‘copycat’ concepts 

negatively affect innovation. However, 72% of new products and 55% of line extensions fail 

(Lord, 1999). The outcome of the high level of NPD failures is that firms are not developing 

truly new products but are redeveloping existing products in an attempt to reduce the level of 

failure (Iiori et al., 2001; Van Trijp & Meulenberg, 1996). Indeed, the way in which this issue 

is dealt with leads to a continuation of NPD failures (Stewart-Knox & Mitchell, 2003). There 

is, therefore, a need to explore in depth CM roles, particularly assortment management, which 

provides a variety of new products. Moreover, there needs to be a focus on how these roles 

might influence the retailer–supplier collaborative relationship in NPD projects and how CM 

will affect the balance of power within that collaborative relationship as well as PL NFPD 

projects and innovation in the retail sector. 

Many research studies have found that new product introductions decreased from the middle 

of the 1990s into the twentieth century (Friedman, 1990; Harris, 2002). Indeed, organisations 

have tried to increase the quantity of their R&D alliances to find solutions for new product 

problems in order to increase the number of new product introductions (Tyler & Caner, 2016). 

Fuller (2004) explored several of the mediating factors that could be linked to the reduction in 

the number of new product introductions, particularly: 

• retailers focusing on their PL products and the shelf-space priority given to these 

products; 

• the consolidation of food firms;  

• some categories reaching saturation; and 
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• few products being introduced into the market because of poor market research. 

Many of the previous studies provide proof that there are issues with the NPD processes that 

have been used in the industry. Indeed, the NPD processes need to be more focused on 

increasing knowledge, and more research needs to be conducted (Jespersen, 2012). However, 

it is not clear if these problems have been addressed in recent years, which is reflected in the 

existing research. 

2.4.2 Factors Affecting Success in the Food New Product Development Process  

It would be useful to describe the important findings of several articles focused on the factors 

that influence NPD success; this is a key area of research.  

Current research has highlighted the key factors associated with the success of NPD: consumer 

and market knowledge, as well as retailer involvement (Buisson, 1993; Hoban, 1998; Stewart-

Knox & Mitchell, 2003). There is a need to consider the consumer’s knowledge at the 

beginning of the food supply chain process as it has great significance (as mentioned in section 

2.2.2.1) (Costa, Dekker, Beumer et al., 2001; Dekker & Linnemann, 1998; Lord, 1999; 

Moskowitz, 1994; Saguy & Moskowitz, 1999). Therefore, the consumer’s knowledge has 

become a key factor as consumers have a high degree of power due to having different needs 

and complex shopping habits (Costa & Jongen, 2006; Grunert et al., 1996; Linneman et al., 

1999). Research in this area, however, remains scarce within PL NFPD projects (Grunert & 

Valli, 2001; Jaeger et al., 2003; Beckeman et al., 2013). 

Collaboration in the food and drink sectors, especially within supply chains, has been 

mentioned as a significant factor in NPD success (Beckeman et al., 2013; Beckeman & Olsson, 

2011; Benner, 2005; Olsen et al., 2008; Van der Vorst, 2000), as has the importance of balanced 

relationships between firms (Hood et al., 1995; Hughes & Merton, 1996; Suwannaporn & 

Speece, 1998). In the FMCG industry, NPD processing and R&D have been imported into the 

food sector (Galizzi & Venturini, 1996). Moreover, there is a linkage between NPD processing 

and R&D as technological partners will create new processes in the commercial setting (Fryer 

& Versteeg, 2008). An additional key to success within NPD processes is the use of third 

parties, such as agencies and enlisting technical expertise (Stewart-Knox & Mitchell, 2003). 

However, sharing information and having a close relationship are not commonplace in NPD 

projects within the supply chain channels, especially in the food industry (Stijnen et al., 2002). 

The supplier is an important partner within the FMCG sector, particularly within PL NFPD 
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projects. Retailers need suppliers to produce PL products, and the next section explores this in 

depth. Manufacturers/suppliers use the retailer as a database of market information instead of 

gathering the information themselves (Parr et al., 2001). Indeed, there are a few other sources 

of market information used by food manufacturers; examples include business articles and 

journals, professional advisors, research companies and suppliers (Stewart-Knox & Mitchell, 

2003). 

Previous research has highlighted the significant research providing insights into the factors 

affecting NPD and product success (e.g., Fuller, 2004; Stewart-Knox & Mitchell, 2003). 

However, Fuller (2004) concentrated on the insights into aspects of the NPD process that 

required integration and its management. 

The Campden and Chorleywood Food Research Association Group (CCFRA, 2007), a well-

recognised reference in the sector, highlight six prerequisites to successful NPD, while Fuller’s 

(2004) study itself identifies five factors of importance to NPD success. Table 2.4 shows a 

summary of these factors which contribute to the importance of NPD success in the food sector.  

 

Table 2.4: Summary of factors contributing to the importance of NPD success in the food sector (adapted by the author). 

 

 

Moreover, a study by Costa, Dekker, and Jongen (2001) underlined the importance of the 

Quality Function Deployment approach within the industry to encourage firms to integrate 

different disciplines, expertise and consumers into the process. In general, previous studies 

highlight various factors that influence NPD. However, there are unique factors pertaining to 

this sector, particularly:  
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• the importance of the retailer, especially category managers; 

• high levels of product failure; 

• low levels of innovative products and an aversion to risk; 

• the significance of packaging; 

• product placement; 

• short-term orientation; and 

• the need for food technologist involvement. 

Finally, another factor studied in previous research (e.g., Cooper & Sommer, 2016a, 2016b; 

Karlström & Runeson, 2005) that affects the success of NPD is the Agile method, as mentioned 

earlier. It has been noted in previous research that Agile methods contribute to increasing 

productivity in NPD projects. Such methods act to eliminate existing time waste in the 

development process and try to reduce the effect of any changes in time on the new product 

process, as time is the stable variable in Agile methods. Cooper and Sommer (2018) mention 

that Agile methods are currently used by several manufacturers that aim to obtain these 

benefits. 

 

Sasidharan Pillai (2019) agrees that the Agile method highlights efficiency and adaptation to 

changes and contains iterative stages to meet customer satisfaction. The users of the Agile 

approach notably value the joint efforts to meet business objectives cooperatively (e.g., sales 

growth, profitability, market share and continuous product development). Cooper (2019, p. 44) 

mentions that: 

Agile software development is a group of software development methodologies 

based on iterative and incremental development, where requirements and 

software solutions evolve through collaboration between self-organizing, cross-

functional teams. Agile promotes adaptive planning, evolutionary development 

and delivery; utilizes a time-boxed iterative approach; and encourages rapid 

and flexible response to change. The Agile Manifesto introduced the term in 

2001 (Beck et al., 2001).  

 

Cooper (2019) also notes that there is a version of the Agile approach called ‘Scrum’, which is 

a software development project containing a number of repetitions called ‘sprints’; it is 

implemented over a short time period, usually two to four weeks. Every sprint creates an active 

product (software code) that can be confirmed by participants. Several sprints are needed to 
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release a new product or feature. Karlström and Runeson (2005) mention that information 

technology developers successfully integrated the Agile approach into their existing 

‘traditional’ gated development processes. Thus, the benefits of building Agile-Scrum into a 

traditional stage-gate system are many (Cooper & Sommer, 2016b). As mentioned earlier, the 

Agile method promises to improve speed to market and increase development productivity, as 

well as allowing for faster responses to changing customer requirements. Therefore, some 

manufacturers found the Agile approach quite attractive; however, on its own, it is not 

sufficient for supporting NPD.  

 

Cooper (2016, p. 21) states that “some manufacturers of products from food to machinery are 

turning to hybrid development processes that integrate Agile with Stage-Gate, even when no 

IT [information technology] development is involved. And some of these early adopters are 

finding that the benefits of adopting a hybrid Agile–Stage-Gate approach can be significant”. 

Furthermore, food sectors have been using the Scrum method for improving and developing 

the marketing of newly launched food product varieties (Sasidharan Pillai, 2019). 

 

It is interesting to note the short-term orientation, low levels of innovation, aversion to risk and 

high failure rates: all of these may be linked and suggest a need to ensure the NPD process is 

focused on longer-term development projects. As mentioned earlier, several systems, strategies 

and methods lead to NPD success (e.g., open innovation, stage-gate systems and collaboration). 

With respect to this research, it is evident that only a few of the above studies indicate supplier 

involvement within the NPD process as one of the factors contributing to NPD success. In 

addition, few studies mention the CM roles within PL NFPD projects which are important in 

the retail sector. 

 

2.5  Private-Label Brand New Product Development in the Fast-Moving 

Consumer Goods Industry 

As mentioned earlier, in the FMCG industry, brand managers depend on innovation strategies 

to develop new products in order to gain differentiation in the marketplace and increase 

consumer satisfaction. Doyle and Murgatroyd (2011) note that over the past few decades, PL 

brands, often also called ‘retailer brands’ or ‘own brands’, have grown and developed very 

quickly (for more terms used to describe own brands, see Appendix 2.1). These PL products 

have reached a high level of market penetration globally, enhancing the power of the PL in 
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marketing channels. Doyle and Murgatroyd also note that these products are produced by 

suppliers for retailers. Indeed, there are two ways in which retailers can introduce these 

products: 1) through suppliers that produce the PL products with the retailer’s ownership; or 

2) through outsourcing, which could be to use unbranded suppliers or suppliers of existing 

branded products. Therefore, retailers try to maintain their suppliers to collaborate with them 

in PL projects as PL products now bring them significant advantages in the retail sector. 

 

2.5.1 The Four Generations of Private-Label Products 

Sansone (2015) mentions in his research that there are four generations of PLs. These are 

determined by their development strategies and can be considered as a brand hierarchy. Each 

generation in the same ‘store/time’ has special characteristics. The first generation of PL 

products is described as a ‘generic brand’ by Laaksonen and Reynolds (1994) and a ‘cheap 

brand’ by Wileman and Jary (1997). In the first generation, the PL products were covered in 

plain-white packaging, with no information on the label except the ingredients (Hawes, 1982). 

Hughes (1997) stated that after the 1980s, there started to be a major shift in the nature of PL 

goods in terms of quality despite the initially introduced PL products mostly being low in 

quality and price.  

 

Cunningham et al. (1982) state that the first PL products were developed in 1979 by Carrefour 

in France. de Chernatony and McWilliam (1988) mention that in the United Kingdom (UK), 

PL products were described as a mistake; also, Fernie and Pierrel (1996) classified these 

products as less successful than the French PL products. In the British market, the PL strategy 

was initially seen as a tool to attack suppliers (McGoldrick, 1984). In the American market, PL 

products were introduced in 1977 (Faria, 1979). Harris and Strang (1985) state that the PL 

strategy was used by retailers in the American market as an ‘attacking or defending’ tool in 

relation to competitors.  

 

In addition, the retailers recognised that consumers preferred to purchase low-priced products; 

therefore, they recognised that PLs would give them power over the suppliers, and they used 

PLs as tools to control the shelf space (Business Week, 1981). However, some consumers felt 

less satisfied with the quality of the PL products, even with the low prices. Moreover, some 

consumers recognised that the reason for the low prices of PL products was the low advertising 

and marketing costs but felt retailers should not be lowering the product quality (Kleppner, 
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1979). Therefore, the second generation of PL products increased the quality level compared 

with that of the first generation, with the main aim of reducing manufacturers’ power. 

However, PLs still could not compete with suppliers’ brands because of their low prices, and 

they failed to reduce the power of suppliers (Laaksonen & Reynolds, 1994). Another 

improvement in the second generation was that PLs started to include the retailer-owned name 

on their labels in order to help consumers to recognise their products, remember them, and link 

them to the master brand (Aaker, 2003; Grunert et al., 2006). In the third generation, which is 

a distinctive phase for PLs, retailers focused on the quality of the PLs or ‘me-too’ products. 

These products could have a similar quality to supplier-brands; however, they still maintained 

low prices since retailers could eliminate much of the marketing costs (Wileman & Jary, 1997).  

 

From the previous PL generations, retailers gained much experience and skills. Even in terms 

of selecting their partners in order to develop PLs and update the quality and packaging, they 

were choosing the best partners in terms of technology, systems and strategies, and also 

increased investment in the PL development programme (Wang & Coe, 2018). However, 

Hughes (1997) mentions that retailers still cannot develop PLs without copy-catting the leading 

NBs and producing ‘me-too’ products. The leading suppliers state that retailers copy their 

products in terms of design, taste and colour (Sansone, 2015). 

 

The fourth generation is the final stage of PL evolution. In this generation, retailers invest in 

order to innovate PLs that can compete with the leading suppliers with regard to design, quality, 

packaging and promotions in terms of efficiency and effectiveness (e.g., premium brands) (Cho 

et al., 2013). The final-generation objective is to achieve success through improving the 

retailer’s store image and ensuring product differentiation from competitors (e.g., suppliers, 

other retailers).  

 

2.5.2 Characteristics of Private-Label Products 

PL products have developed dramatically over the last three decades in terms of quality, 

packaging and variety of shelf presentation (Ailawadi & Harlam, 2004; Apelbaum et al., 2003; 

Beckeman et al., 2013; Burt & Sparks, 2003; Richardson et al., 1994). ACNielsen (2005) notes 

that there are some PLs that are premium products with higher average prices than the 

manufacturer’s NB. At the same time, retailers have introduced similar PL products to NB 

products, and both have a similar marketing strategy. As stated by Kumar and Steenkamp 
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(2007a, 2007b), retailers have four different tiers of PL product brands (generic, copycat, 

premium, and value), as seen in Table 2.5.  

 
Table 2.5: Types of PLs (Kumar & Steenkamp, 2007a, 2007b). 

 

 

Each type of PL product has advantages for retailers, such as higher markups, control/power, 

brand management and promotion, improved bargaining positions, exclusive brands in their 

stores in order to gain customer loyalty, and close and direct contact with consumers 

(Chintagunta et al., 2002; Corstjens & Lal, 2000; Fearne, 1988; Sayman et al., 2002; Timmor, 

2007). Wang and Coe (2018) recognised that retailers have many different objectives when 
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they introduce PL brands. Therefore, each PL product has a role to play in achieving its 

objective. One of the objectives of PL products is to provide a greater variety of products in 

the retailer’s category in order to increase their profits and sales. To achieve this, retailers need 

the category manager to manage their categories. One of the category manager’s roles is 

assortment management, which involves introducing varied products such as PLs (see Chapter 

3; Dhar et al., 2001; Kurtuluş, Ülkü, et al., 2014).  

 

The next section explains in more depth the role of CM within PL NFPD projects and its effects 

on the retailer–supplier collaborative relationship, as well as its benefits for these projects. 

 

2.6 Category Management within Private-Label Food New Product 

Development and Relationships 

NFPD is a primary activity of FMCG retailer brand owners and international brands, as it is a 

highly competitive industry (Simms & Trott, 2010). Through NFPD, some British retailers, 

such as Marks & Spencer, Sainsbury’s and Tesco, have developed PL food brands that can 

compete effectively with manufacturers’ brands (Fernie & Pierrel, 1996). In the UK, the food 

retail sector is a mature market and now consists of multiple large players with many 

opportunities for growth. As Dussart (1998, p. 11) comments: “The development of private-

labels across the world is an established success at the heart of the battle for brand ownership”. 

PLs are becoming an integral aspect of retail. As a result, PL grocery products have increased 

their market share and differentiation, and producing PL goods is a significant retail strategy. 

Convenience has driven many of the developments in the UK’s food retail sector, including a 

broadening of products stocked, increased numbers of services provided under one roof, 

extended opening hours and convenient locations (Baltas, 1997; Desrochers & Nelson, 2006; 

Mitchell et al., 2012); thus, resulting in a shift in power and control towards the retailer because 

the focus of CM has changed from supplier products to retailer products (Dussart, 1998). 

Gomez‐Arias & Bello‐Acebron (2008) note that PL products are regarded by most 

manufacturers as ‘category killers’. These make consumers overly price-sensitive and result in 

reduced margins. However, manufacturers’ fear of private labelling may be mistaken because 

PLs now assume a wide variety of roles. Today, some PLs are ‘premium’ goods, which meet 

or exceed the quality of brand-name goods at a slightly lower price. Private labelling has largely 

destroyed ‘fighter brands’, but the logic behind them remains intact. If manufacturers supply a 
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PL, they can gain a stronger presence in many categories; offering a premium PL enables 

smaller manufacturers to compete with giants. Many manufacturers fear supplying PLs out of 

fear that retailers may dump them for rivals or because too much complexity is added by having 

to meet the necessary agreements (Dunne & Narasimhan, 1999). 

However, Chen et al. (1999) note that when the retailer and supplier are working with each 

other to the same end, they might be regarded as having a common awareness in business 

relationships concerning collaboration and exchange activities. ECR is a good example of 

efforts between retailers and manufacturers/suppliers to share information in the supply chain 

(Barry, 1996; Sparks, 1994). Free (2008) notes that supermarkets have performed several roles 

under the CM concept (see Chapter 3), such as their role in relationship management, which 

provides benefits for both parties.  

 

Occasionally retailers and suppliers may compete and collaborate simultaneously. For 

example, “if both the elements of cooperation and competition are visible, the relationship 

between the competitors is named coopetition” (Bengtsson & Kock, 2000, p. 415). The 

coopetition strategy can become clearer by viewing cooperation and competition as two 

separate levers of exchange that can be used at the same time (Bengtsson & Kock, 2000). 

Coopetition can hence be defined as: “…a paradoxical relationship between two or more 

actors simultaneously involved in cooperative and competitive interactions, regardless of 

whether their relationship is horizontal or vertical” (Bengtsson & Kock, 2014, p. 182). In 

previous studies on the coopetition strategy, the main focus was on the horizontal relationships 

among competing firms. The studies explored circumstances under which competitors 

cooperate to secure the needed resources (Tidström & Rajala, 2016). Food products can be 

developed more efficiently through these resources (Bengtsson & Kock, 2000).  

 

Dhar et al. (2001) suggest that when retailers adopt CM, competitors’ profits are affected by 

introducing a PL as a strong retail brand and competing with the leading brands; this is a cost 

of participating in the process, which can drive competitors to reduce their prices within a 

category. It is noted that product manufacturers/suppliers’ objective of profit maximisation is 

limited to their own brand, whereas it is extended to the entire product category in the case of 

retailers’ profit maximisation (Bandyopadhyay et al., 2009). Moreover, several authors have 

mentioned that the activity of assortment choice, in terms of CM, includes the choice of 

brands/products to display on the category shelf (Campo & Gijsbrechts, 2005; Cachon & Kök, 
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2007). Thus, category managers use the optimal PL position when they place the store/retail 

brand on the store shelves and allocate the PL brands close/next to the weaker NB. Category 

managers consider how to ‘play’ in the most favourable demand region, thereby reshaping the 

pattern of intra-category brand competition by operating four distinct types of retail CM 

strategies with a store brand: ‘Bridge’, ‘Focus’, ‘Attack’, and ‘Stimulate’ (Du et al., 2005) (see 

Table 2.6). 

 
Table 2.6: CM strategies (adapted from Du et al., 2005). 

 

Moreover, category managers use their position when setting the PL’s price; they choose the 

price based on the near-monopoly price of the supplier’s brand in the category. However, this 

is not possible when the NBs are highly differentiated, and the category manager finds it best 

to use the Bridge strategy, which impacts both the NB and PL brand sales (Du et al., 2005). 

Consequently, the PLs in the FMCG industry have value in the market because their shares 

grow. For this reason, suppliers may collaborate in developing and producing PLs with retailers 

that, at the same time, have their own-branded products created using the same knowledge and 

experience bases (Beckeman et al., 2013). However, they may face serious challenges with 

retailers, including the battle they must undertake with them, particularly if they compete with 

each other in the same category (Martos-Partal, 2012). Timmor (2007, p. 124) mentions that 

there is a positive technique when retailers and suppliers compete with one another and at the 

same time collaborate to produce PLs in the market: “however, their theory has yet to be 

examined by empirical studies”. Therefore, when suppliers collaborate with retailers to produce 

PL products for them, at the same time, they might compete with them in the same kind of 

product or in the same category. This poses a unique problem. Therefore, there is an interesting, 
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problematic, dynamic relationship between retailers and suppliers within PL NFPD projects. 

The current research investigates and helps to understand this problem. 

 

Consequently, the nature of collaboration between retailers and suppliers is changeable because 

there are various types of PL suppliers; for example, some make branded goods as well as PLs, 

whereas others solely supply own-brand/unbranded goods (Chimhundu, McNeill, & Hamlin, 

2015). Further, Wagner et al. (2005) highlight that all suppliers face difficulties when 

supporting retailer CM and own-brand strategies. Through CM adoption, the growth of own-

brands has necessitated a pro-active approach between retailers and suppliers to utilise 

information and market power in widening the scope of the buying activity (Johansson & Burt, 

2004). 

Despite this, according to Duke (1998), suppliers still need retailers to give them space on their 

shelves, but they have become wary of discussing their NPD strategies with retailers out of fear 

that retailers will steal their ideas to create similar PL products and copycat their brands (Duke, 

1998), which is a reason for low levels of innovative products (Hughes, 1997). Therefore, there 

are struggles for the retailer to create new products because of the secrecy and a lack of trust 

between retailers and suppliers in sharing NPD ideas. Thus, there are challenges in 

collaboration when the retailer is a downstream partner but also competes with a PL brand and 

becomes a ‘poacher turned game-keeper’ (Wagner et al., 2005). 

As mentioned earlier, several studies did not provide a useful overview of PL NFPD projects 

in the FMCG sector, especially concerning retailer and supplier activities within PL projects. 

However, there is very little that addresses PL NFPD success (Salnikova et al., 2020). 

Moreover, there are gaps and limited insights into the role of CM and collaboration between 

retailers and suppliers within PL NFPD projects (Chimhundu, 2018). Moreover, many previous 

studies have done little to investigate the influence of CM on innovation (e.g., Gruen & Shah, 

2000; Kaufman et al., 2006), despite the role of CM in PL brands being important in the retail 

sector. Therefore, as mentioned in Table 3.6, PLs have several roles, one of which is to improve 

the retailer–supplier relationship.  

 

Finally, Lindblom and Olkkonen (2008) reflect that CM plays a substantial role in attaining 

good collaboration between suppliers/producers, retailers and consumers. However, these 

arguments may not be appropriate for all retailer–supplier relationships, specifically in NFPD; 

there is some evidence that CM may hinder innovation within the food supply chain (Simms 
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& Trott, 2014). Hence, there is a need for greater understanding. Yeung et al. (2009) have 

called for further research on the relationship between dependence and supplier integration and 

how this relationship can be explained in different contexts. Consequently, there is a need to 

explain how the balance of power influences innovation among category managers, food 

suppliers and retailers. Therefore, the purpose of this research is to address this gap in the 

literature by empirically investigating how CM influences the retailer–supplier collaborative 

relationship, how it might affect the balance of power within that collaborative relationship as 

well as innovation and PL NFPD projects (Brown et al., 2019; Hingley et al., 2015; Palmatier 

et al., 2006; Runyan et al., 2007). 

 

The following chapter draws on the literature explored in Chapters 2 and 3 to create a 

conceptual framework outlining the key benefits of CM for collaborative PL NFPD, which 

affect the retailer–supplier collaborative relationships within these projects and innovation. 

 

2.7 Summary 

This chapter has revealed the significant omission of PL activities within the existing NPD 

models. These models fail to capture the CM roles within PL NPD beyond food supplier 

activities. Moreover, the limited insights of the studies by Francis (2006, 2009), Francis et al. 

(2008), and Ernst & Young/ACNielsen (1999) suggest that CM is important within the NPD 

process and that PL projects have received relatively little attention. None of the existing 

models provide detailed insights into the influence of CM roles on the retailer–supplier 

collaborative relationship and the intended relationship benefits or the integration of suppliers 

into CM within the PL NFPD process. 

 

Different parts of this chapter have revealed that the models focused on NPD within the FMCG 

industry and food and drink sectors adopt a stage- or activity-based perspective. This represents 

a weakness. These models lack insight into the iterative and concurrent nature of the process, 

as well as network inputs. Indeed, the input of retailer/category manager/supplier relationships 

within NPD projects is largely overlooked, other than in those studies focused on the NPD 

process, in which only the primary product supplier is addressed. This may partly explain the 

lack of coverage of the collaborative relationships and how the CM could affect the balance of 

power between retailer-supplier collaborative relationship within PL NPD, which may, in turn, 

affect collaboration within the PL NFPD projects and innovation.
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Chapter 3: Literature Review Part Two 

(Category Management) 

3.1 Introduction 

The purpose of this research is to examine category management (CM) roles within supply 

chain management and how these roles impact the retailer–supplier collaborative relationship 

in private-label (PL) new food product development (NFPD) projects (referred to as PL NFPD 

projects throughout). The retail sector has become large-scale in nature, concentrated and 

sophisticated globally because of the rapid changes in the technological environment that 

imposed distinct structural changes on the retail industry (Arkader & Ferreira, 2004; Harris & 

Ogbonna, 2001; Wileman & Jary, 1997). Consequently, the retail sector has become a 

competitive environment that includes large, centrally managed and powerful firms, such as 

chain supermarkets, category killers and other forms of intense competitive pressures (Chen, 

2013; Dupre & Gruen, 2004; Lindblom & Olkkonen, 2006). Spector (2005) notes that another 

term used for ‘category killers’ is ‘big-box’ stores. These retailers have a huge amount of store 

space, ranging from 20,000 square feet to more than 100,000 square feet, and concentrate on 

distinct categories of merchandise (e.g., office supplies, electronic items, toys, home 

improvement). They use a model which concentrates on self-service, wide product choice, low 

prices and plenty of parking space. Moreover, they provide offers and low prices every day 

with an extensive breadth and depth of goods. Spector also notes (2005, p. 107) that “they are 

called ‘category killer’ due to their distinct sustainable competitive advantage as they 

dominate the category and tend to kill the competition of any other format”. Thus, retailers 

need to gain some form of differential advantage in their stores by applying retail methods, one 

of which is CM, which offers a necessary competitive perspective that is important to retailers 

in order to improve their performance. CM also provides tools to meet new challenges, such 

as when a PL brand competes with a national brand (NB) in the same category (Harris & 

Ogbonna, 2001; Lindblom & Olkkonen, 2006). Glynn (2007, p. 2) states that the benefits of 

applying CM in the retail sector are “better category performance and inventory management”. 

Landale (2016) notes that in the 1990s, CM was an important topic that developed in the retail 

academic literature. It has become an important tactic and strategy for both retailers and 

suppliers, with the aim of improving the retail industry to bring about consumer loyalty (Dupre 

& Gruen, 2004; Gruen & Shah, 2000). 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To understand CM, Dussart (1998, p. 2) obtained many significant definitions of the concept; 

these are presented in Table 3.1 with additional updated definitions of CM. 

Dussart (1998) also examined some of these definitions and summarised CM objectives as two 

main strategic objectives:  

1. CM aims to outline the basic business unit as the product category rather than specific 

brands or product lines. 

2. CM attempts to achieve a geo-marketing approach by using local shopping patterns in 

the market.   

As a result of the massive increase in the number of products and categories, retailers have 

adopted the CM strategy, which has led retailers to deal with the products and categories as 

they would manage small business units. To apply this strategy, retailers must evaluate, 

develop and oversee their plans, implementation and progress to achieve customer loyalty and 

meet the fast-changing needs of customers in one retail outlet. This must be done at the right 

time and at a fair price, which leads to effective competition with competitors’ “suppliers and 

other retailers” through better differentiation (Dupre & Gruen, 2004; Gruen & Shah, 2000; 

Kurnia & Johnston, 2003).     
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 Table 3.1: Category management definition. 
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After finding out about retailers’ CM strategy in the 1990s, suppliers had to reassess all their 

business actions. Therefore, suppliers focused on expanding their brands and developing their 

pricing, advertising and promotion plans (Araujo & Mouzas, 1998). For suppliers, CM involves 

new types of partnerships with retailers. This means that suppliers need to cooperate with 

retailers to align their goals with their own objectives. This is achieved by being flexible with 

retailers and gaining more information about consumer needs. Traditionally, CM involves 

retailers and suppliers collaborating with each other; their working relationship focuses on 

developing and creating plans and new structures to operate their product categories (Araujo 

& Mouzas, 1998; Dupre & Gruen, 2004; Guissoni et al., 2013; Lindblom & Olkkonen, 2006). 

Lindblom and Olkkonen (2006) state that retailers and suppliers must collaborate in new and 

different ways to achieve category targets. Moreover, several research studies on CM (e.g., 

Castaldo et al., 2009; Free, 2008; Hogarth-Scott, 2015; Lorino & Mourey, 2013; Nielsen, 1992; 

Schwartz & America, 2011) have explained the concept of integrated communication in the 

retailer–supplier relationship (Figure 3.1).  

  

 

In highlighting this relationship between retailers and suppliers, previous studies have largely 

neglected the roles of the category manager – which have long been a central element in the 

retail industry in general. There is a need to understand the roles and activities that category 

managers perform in the retail sector. Indeed, the existing literature on CM roles is too narrow 

Figure 3.1: The new collaborative structure between retailers and suppliers (Lindblom & Olkkonen, 2006). 
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and provides few details (e.g., Alan et al., 2017; Hong et al., 2016; Musalem et al., 2018; 

Nakkas et al., 2020). None of these studies have focused on CM roles exclusively, which are 

important and critical to the retail industry. Thus, this highlights the need to examine CM roles 

and their related activities to ensure that the resulting benefits are achieved in a practical way 

for retailers and suppliers. An additional focus should be on how CM influences the 

collaborative relationship between retailers and suppliers. 

In general, evidence-based CM aims at providing benefits to retailers to improve supply 

management (Dhar et al., 2001). The CM roles which emerge from relevant studies may be 

integrated with the CM activities adopted by both retailers and suppliers. Conducting a 

systematic literature review (SLR) about CM roles aims to clarify features of this topic as well 

as highlight arguments relating to CM roles presented by various authors. An SLR enables the 

identification of specific areas for study and examines the ways in which other empirical 

research has considered CM roles and activities. Consequently, the SLR findings on CM 

activities will help to answer the following research question (RQ1): ‘How does category 

management influence collaboration between retailers and suppliers within private-label new 

food product development projects?’ 

3.2  Systematic Literature Review 

An initial review of the literature was not sufficient to decide upon what CM roles and activities 

to investigate in this study. Thus, an SLR was needed to identify what CM roles and activities 

have been empirically addressed by other researchers and used by retailers and suppliers. 

Researchers have provided general guidelines for SLRs in the management field (e.g., Seuring 

& Gold, 2012; Tranfield et al., 2003). The aims of an SLR are to assess and explain all obtained 

research that relates to certain research questions, phenomena and topics (Oates & Capper, 

2009; Voorberg et al., 2015). According to Boland et al. (2017), the goal of an SLR is to 

discover empirical research on a certain subject. Moreover, Kalinowski et al. (2014, p. 2, cited 

in Alotaibi, 2019, p. 44) note that SLRs enable a comprehensive literature review to be 

conducted without bias, giving the results scientific value. In addition, SLRs enable the 

researcher to identify rigorous criteria and synthesise the literature (Rothstein & Hopewell, 

2009; Silva, 2015).  

The choice of a systematic rather than the more traditional narrative literature review was 

motivated by three reasons:  
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1. The need to establish a foundation for the comparative analysis of CM in empirical 

research.  

2. The need to increase transparency and clarity by scrutinising the reviewers’ decisions, 

techniques and conclusions using a scientific and replicable process to minimise bias 

(Berman & Gershenwald, 2019).  

3. To ensure there is a close and continuing relationship between research questions and 

the identification of primary evidence that answers the questions (Pittaway et al., 2004).   

The next sections explain the SLR methodology and include the selection (inclusion and 

exclusion) criteria of studies, keywords and phrases, and search methods.  

3.2.1 Methodology 

This section provides an overview of the methodology that was conducted to answer the review 

question ‘How does category management influence collaboration between retailers and 

suppliers within private-label new food product development projects?’ This research focuses 

on all CM roles and activities used in managing retail categories. Therefore, the unit of analysis 

in this review was “category management roles, activities performed by both category 

manager/CC in the retail sector to manage projects and categories, and any collaboration 

between retailers and suppliers”. However, the review may find some other studies conducted 

on the activities of category managers when searching for information on all the CM roles; the 

studies which have addressed these issues will be used as primary studies in the review. It is 

worth remembering that this study is primarily based on articles from two specific selected 

databases; more information will be provided in the next sections. 

3.2.1.1 Search Strategy ‘Protocol’ 

In this research, a protocol was used to select and assess studies for potential inclusion. To 

ensure that the disciplines of this approach were followed, a review protocol was prepared in 

advance of the search (Pittaway et al., 2004; Tranfield et al., 2003). The details of the research 

strategy to be applied were also defined. The main purpose for selecting these specific methods 

was to provide empirical and practical comprehension due to the lack of data and literature on 

CM roles within the retailer–supplier relationship, especially in the retail industry, as 

mentioned above. 
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3.2.1.2 Key Words and Terms 

The key words and terms (see Table 3.2) used in the search comprised the following:  

1. Key words from the aims and research question of this study. 

2. Key words from the titles and abstracts from article papers already examined. 

3. Key words and phrases from other CM literature.  

4. The symbol (*) was used, given its function of including any variation in the terms 

searched. 

Table 3.2: Key words and terms used in the search. 

 

 

3.2.1.3 Inclusion Criteria 

The search used the ‘Preferred Reporting Items for Systematic Reviews and Meta-Analyses’ 

(PRISMA) approach (Moher et al., 2009) to identify eligible studies. The articles were required 

to meet the following five criteria to be included in the review:  

1. Publication Types: the search included only international peer-reviewed journal 

articles from top-ranking journals in the ‘Scimago Institutions Rankings’ based on 

Scopus data, and the best quartile for the journals was selected as Q1 and Q2. However, 

the search should not be limited to indexed journals to prevent publication bias, “due 

to the time required to publish, which precludes recent research to appear in the 

reviews” (Thomé et al., 2016). 

2. Language: the research location for this study is the Kingdom of Saudi Arabia. As 

such, articles written in Arabic in this area of study were considered in the literature 

search. However, no article was found about CM and private labels in Saudi Arabia. 

Therefore, only articles written in English were eligible for selection. It is believed that 
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English-language articles are more easily reviewed by academics looking for the 

study’s quality (Müller-Seitz, 2012; Söderlund & Borg, 2018).  

3. Timespan: the publications selected were published between 1990 and 2016. The year 

1990 was chosen because the topic of CM appeared in the academic retail literature in 

the early 1990s (Ellström & Rehme, 2016; Fader & Lodish, 1990; O’Brien, 2015). The 

researcher performed another search in June 2020 to cover any new papers and to check 

the quality of the initial search accuracy. There was one article dated in 2017, two 

articles dated in 2018 and one in 2020; these studies were included in the total as they 

fitted the reviewed topic. 

4. Study design: the selected papers are reported empirical studies or addressed CM in the 

empirical context because the aim of the SLR was to synthesise the empirical evidence 

instead of theoretical contributions.  

5. Topic: the studies included only those that provided details on category managers 

specific to their roles and activities. This criterion excluded studies that addressed CM 

not specifically related to either the retail sector or supply chain management (e.g., 

Azimont & Araujo, 2010; Mollà et al., 1998). Studies were also excluded that 

mentioned Efficient Consumer Response (ECR) models, such as operational 

arrangement activities or others without a strong connection to CM roles (e.g., Anders 

& Beye, 2015; Kalyanam et al., 2007; Li et al., 2014; Swoboda et al., 2012). Also, there 

were articles that made theoretical contributions to CM and provided significant 

insights; however, these were excluded from the review because they were not 

empirical research (e.g., Bandyopadhyay et al., 2009; Duke, 1998; Dussart, 1998; 

Harris & McPartland, 1993; Hingley, 2005a; Hingley et al., 2015; Hogarth‐Scott, 1999; 

Rashid & Matilla, 2011).  

3.2.1.4  Exclusion Criteria 

The search excluded books, book chapters, conference papers, and other non-refereed 

publications since the SLR process works as a mechanism of quality control that validates the 

knowledge such texts afford (Calabrò et al., 2019; Light & Pillemer, 1984; Ordanini et al., 

2008).   

Papers were excluded that did not meet the five inclusion criteria, together with those that were 

duplicates. All papers were examined using a detailed analysis protocol that was developed 

and gradually improved over the course of the research. In addition, articles were excluded that 
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did not relate to the literature review or narrative analyses of CM with no inclusion of CM roles 

or activities. Some articles did not present specific CM roles and activities at all, possibly 

because in some studies CM was not the main subject of study. Some authors presented the 

topic of CM merely as a factor to explain retailers’ role effectiveness. In order to avoid a mix-

up with related concepts, the full text of the selected articles relating to the search area was 

skim-read. The reasons for an article’s exclusion are as follows: 

• not English; 

• not an article; 

• duplicate; 

• not related; and/or 

• the journal selected. 

 

3.2.1.5  Database Search 

The search applied three strategies to identify eligible articles. First, an electronic search of the 

EBSCO Business Source database was conducted, searching for the title, abstract, keywords 

and full text using the search terms [(“category* Manag*”) AND (“role*”) OR “responsib*” 

OR “activ*” OR “area*” OR “issue*” OR “tactic*”) AND (“retail*” OR “suppl*” OR 

“relation*” OR “collaborat*” Or “coorporat*” OR “partner*” AND “NPD” OR “new product 

development”)] and not searching for related terms (e.g., “manufacturer”, “project*”) that 

could be considered synonymous or overlapping (see Table 3.2). After systematically 

narrowing down the results (see section 3.2.1.6), the sample relied on the five selection criteria 

to compile a credible and trustworthy sample of articles. The search from EBSCO yielded 446 

articles. Second, the same term strings were searched on Scopus. This strategy produced 228 

articles. The final stage of the literature search involved hand searching and citation tracking 

(Calabrò et al., 2019) to review the draft list of articles and to obtain additional studies. This 

helped to identify six further articles. 

By merging the results from hand searching, different databases and eliminating additional 

duplicates, the number of articles was refined to a total of 680 articles. These articles were 

manually screened to identify those that included CM roles. The selected articles were 

examined for their eligibility. They were screened according to title and abstract and, when 

needed, by reading the full text.  
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Two databases, EBSCO and Scopus, were chosen because these databases represent a 

comprehensive range of international academic papers, including titles from Emerald, Elsevier, 

Springer, Wiley, Taylor & Francis, JSTOR, among others. The search on EBSCO covered all 

fields related to the subject, while the search on Scopus was limited to social sciences and the 

field of ‘management, business, relationship’. These restrictions were employed because the 

objective was to find papers addressing the influence of CM on retailer–supplier collaboration 

within PL NFPD projects. 

 

3.2.1.6 Review Method and Coding Selection of Studies 

At this stage, the researcher paid attention to the articles focused completely on the topic; the 

search produced a total of 680 articles. The selection process is presented in a PRISMA flow 

chart diagram (Figure 3.2). The first stage involved assessing the articles to decide whether 

they focused on CM roles and activities by screening the titles and abstracts. The second stage 

involved screening the full text of the articles to evaluate whether the study would capture the 

retailer’s role, especially the category manager and CC roles in CM within the retail sector. 

The third stage involved reading the full text of the remaining articles to assess whether the 

inclusion criteria revealed CM roles and activities within the retail industry.  
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Figure 3.2: The process of the systematic literature review. 

 

The final stage of the process involved coding the remaining articles. Deductive and inductive 

approaches were used during the coding process. The initial coding book was constructed from 

the literature and was improved. The coding book is a list compiled using NVivo software that 

includes all the codes used in this review. Furthermore, during this stage of the process, the 

researcher and supervision teams reviewed and coded the same five articles independently 

based on the predefined themes and considered the reliability. They discussed the differences 

in the coding until they reached a result of 90% agreement. This adopted method has been 

practised in several SLRs as an analytical way to classify data from studies (see Keupp et al., 

2012; Nolan & Garavan, 2016; Stirman et al., 2012). The screening of all articles eventually 

led to the inclusion of 66 studies in the analyses (see Table 3.3).  
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Note: TX = Text, AB = Abstract, KEY = Keywords, Tit = Title 

 

 

3.3 Descriptive Review of the Literature 

In this section, general information is provided on some descriptive elements of the identified 

articles.  

 

3.3.1 Publication Year 

 

Figure 3.3 illustrates the evolution of studies over the selected time span of 1990–2020. The 

distribution of studies per year reveals that the topic is not a young one, with the earliest 

research published in 1991. While seven (10%) studies were published between 1991 and 1999, 

the number of studies rapidly increased after the year 2000, particularly in 2007. A total of 38 

(57.5%) studies were published between 2000 and 2010. Around 21% of the publications were 

published between 2011 and 2020. This shows that this topic is important as there are many 

papers have mentioned the CM. However, these reviewed papers have not investigated how 

CM influence the retailer–supplier collaborative relationship within PL NFPD projects which 

is important within the retail sector.   

Table 3.3: Number of relevant records found during each phase of the search. 
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Figure 3.3: Publication years of the reviewed articles. 

  

 

 

 

 

 

 

 

 

 

 

 

 

 

3.3.2 Journals 

The reviewed articles were published in 38 different journals (see Appendix 3.1). The three 

journals providing the most studies on the topic were: Journal of Retailing (6), Journal of 

Marketing (6), and Marketing Science (5). The best journal quartiles were Q1 and Q2.  

 

3.3.3 Countries 

Thirty-eight per cent of the reviewed articles were conducted in Europe (see Table 3.4). The 

United States of America (USA) was the second most-studied country (25.7%), while a limited 

number of multi-country studies (9%) were also found. No studies were conducted in Saudi 

Arabia, revealing a lack of such studies on this topic from this country within the literature.  
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Table 3.4: Countries of the reviewed articles in the systematic review. 

Country No. 

Europe 25 

USA 17 

Multi-country comparisons 6 

 

 

3.3.4 Methods Used 

In the reviewed articles, CM was largely examined using quantitative methods (50%). 

Qualitative methods used (33%) comparative case studies, including semi-structured or in-

depth interviews, and document analysis as the research approach. However, mixed methods 

were used much more rarely (1.7%). Among the 10 reviewed articles using different methods 

(e.g., game theory, comparative-statistics analysis, algorithms, testing and developing models), 

two used ethnographic methods. This reveals a lack of studies on this topic using qualitative 

methods. 

 

3.4  Analysis of the Literature 

3.4.1 Information Extraction 

An information extraction form was used containing the name of the author of each study, year 

of publication, the research methods, sector, roles and category manager activities. This 

enabled CM roles to be analysed by constructing a view of the previous literature on CM (see 

Appendix 3.2). CM roles and activities were mentioned in most of the reviewed articles. 

However, several disagreements still exist about which roles and activities to include. 

According to Ellström and Rehme (2016), “There are discrepancies concerning what activities 

and decisions should be included in category management”. For example, Ellström and Rehme 

discerned four CM activities: assortment management, pricing, marketing, and inventory 

management (see Table 3.5). Moreover, some articles (e.g., Basuroy et al., 2001; Collins, 1997; 

Dupre & Gruen, 2004; Gruen & Shah, 2000; Schemm & Legner, 2008) examined ECR 

implementations and mentioned CM in detail. According to Dupre and Gruen (2004) and 

Lindblom et al. (2009), CM is the most sophisticated, important and best-known business 
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process to emerge from ECR. Free’s (2008) literature review mentions CM, with an in-depth 

explanation and a focus on mediating factors that affect the role of category managers. In 

addition, certain articles studied the specific role of category managers and the impact of this 

on other roles (e.g., González-Benito et al., 2009). 

Based on the SLR, it can be stated that there is a need for research that covers all CM roles. 

The discovered roles and activities in the reviewed articles are not very consistent, and many 

roles mentioned strongly resemble one another. To limit the number of roles included and make 

the roles as mutually exclusive as possible, the findings discerned four CM roles related to 

assortment management, pricing management, marketing management and inventory 

management. Two new roles were identified by this research: category performance 

management and relationship management (see Table 3.5). 

 
Table 3.5: Category management roles and their related activities. 
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3.4.2 Synthesis of Information 

The focus of the review was on the consensus and disagreement between the reviewed articles 

in terms of CM roles and activities. This also led to the discovery of differences between studies 

regarding the criteria for the CM roles and activities. As mentioned above, the findings 

distinguished six CM roles and associated activities. The next section analyses these roles from 

the reviewed studies. 

3.5 Results of the Review 

3.5.1 Category Management Roles and Associated Activities 

CM is established as a key operational practice in contemporary supply chain channels for fast-

moving consumer goods (FMCGs) (Lindblom et al., 2009). The following six main sections 

report the answers to the research question regarding CM roles (see Table 3.6 and Figure 3.4).  

Table 3.6: The percentage of the mentioned CM roles in the reviewed articles. 
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Figure (3.4): The CM roles and its associated activates from the SLR results. 

 
 

 

3.5.1.1 Assortment Management  

A widely-cited CM role and key strategy for category managers is assortment management 

(Dupre & Gruen, 2004; Gajanan et al., 2007; Waller et al., 2010) and is the core competency 

of many retailers (Holweg et al., 2009). This role was reported in 46 (69.6%) articles. There 

are many sub-elements in the reviewed articles which relate to assortment management roles. 

Table 3.7 illustrates these elements and their activities within the category. 
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Table 3.7: The sub-elements of the assortment management role. 

 

 

Assortment management aims to define which products to delist some/old products and to sell 

from the shelf strategically within the category while adding new products to obtain a product 

variety that maximises category profits and is, therefore, a key part of CM (Gajanan et al., 

2007). The reviewed literature indicates that one of the most common types of activities 

relating to assortment management is providing a variety of products. CM can also uncover 

opportunities for new products and a wide product selection in groceries, which positively 

impacts NPD projects (Ellström & Rehme, 2016) and can increase consumer excitement 

(Collins, 1997; Kahler & Lingenfelder, 2006; Kurtuluş et al., 2014). However, the category 
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manager sometimes irregularly conducts planning activities within assortment management, 

which leads to several difficulties such as lower product variety, higher prices and significantly 

lower profits than is optimal (Cachon & Kök, 2007). Moreover, Lindblom et al. (2009) have 

argued that CM decisions do not essentially benefit customers but benefit their interests 

through the introduction of the most profitable items to retailers. 

 

According to Romat and Biliavska (2018), retailers are willing to improve assortment 

management through several strategies, one of which is the role of the category captain (CC). 

The CC role is developed by suppliers as an expert and advisor who provides a focal point for 

the retailer to seek ways to improve CM results (Section 3.5.1.6.1 provides more details about 

CCs). CCs are often able to project future category growth by accessing information about 

what customers want to purchase and using their knowledge and resources. CCs conduct 

consumer studies that are used in guiding both retailers and suppliers while introducing new 

products and improving the existing products (Kurtuluş & Nakkas, 2011; Lindblom & 

Olkkonen, 2008). This leads to significant benefits for both the retailer and supplier due to the 

sharing of information and resources, with each partner aiming to positively impact category 

performance (Cohen & Cotterill, 2011; Kurtuluş & Toktay, 2011). The category manager/CC 

plans an optimal assortment to target shoppers; these plans need to be free from the bias of 

either the retailer or the supplier (Gruen & Shah, 2000; Johnson & Pinnington, 1998). However, 

Kurtuluş et al. (2014) argue that when a supplier is assigned by a retailer to serve as a CC, the 

CC is then in an advantageous position to offer own-brand products on the retailer’s shelves 

while excluding competitors’ products. The outcome is a reduction in product variety, which 

has a negative impact on retailer–supplier integration and collaboration. 

In addition, assortment management is very important in giving the retailer “store power”, with 

consumers making their purchases in the retailer’s store and the sales contributing to the profits 

(Chen et al., 1999). However, the role of assortment management in CM could make customers 

spend more on one category through the large variety of products in that category; they would 

therefore be less likely to spend money on the other categories, which would affect the retailer’s 

overall performance (Hong et al., 2016). Indeed, category managers are trying to offer more 

varied product assortments by introducing PL products, which is a key ingredient in effective 

CM for retailers and suppliers. Since PLs are part of a strong store brand programme, this leads 

to a competitive edge between retailers and suppliers (Chun & Cadeaux, 2010; Cohen & 

Cotterill, 2011; Kurtuluş, Ülkü, et al., 2014).  
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Despite the competition between retailers and suppliers, Cohen and Cotterill (2011) state that 

the retailer still needs the supplier’s collaboration and their commitment to develop PL 

products for them. The reviewed articles do not mention the CM roles in PL NFPD projects 

where the supplier collaborates with a retailer to produce PL products, and, at the same time, 

they are competing with each other in the same category. This is considered as a limitation 

which this study will address by exploring in more depth the CM roles and how these roles 

could affect the retailer–supplier collaborative relationship within PL NFPD projects. 

 

3.5.1.2 Pricing Management 

A second noticeably clear role in CM is pricing. Most retailers set their product prices, and this 

often involves CM roles (Musalem et al., 2018). This role encompasses price management: 

monitoring of category indices and analytics on impending price changes. Nijs et al. (2007, p. 

482) note in their results that: “the category management price driver is associated with higher 

retailer margin. This finding lends support to the promise of increased retailer profitability 

from the adoption of category-management pricing practices”.  

Early research by Curry et al. (1995) notes that the category manager can use Bayesian Vector 

Auto-Regression (BVAR), which is a CM tool, when setting prices and promotions. This would 

provide them with important insights because BVAR focuses on multiple brands and their 

measures, which are the focus of the category manager’s task. BVAR fulfils two major 

requirements: 1) it predicts sales, market share and revenue; and 2) it provides insights into the 

competitive dynamics of the marketplace, which permits the category manager to understand 

this complex environment. Indeed, CM was adopted as a way of defending against offensive 

moves in the retail competition in the FMCG industry. Moreover, a limitation of the CM 

literature is that it focuses on the retailers’ perspective only (Dupre & Gruen, 2004). The 

category manager plays a role in pricing and typically has category crosses, which are essential 

to maintain a consistent strategic and tactical plan that provides cohesive market approaches 

regarding price and promotion to build the store image and attract consumers (Han et al., 2014) 

(see Table 3.8 and Figure 3.4).  
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Table 3.8: Category crosses (adapted from Han et al., 2014). 

 

 

 

 

 

 

 

 

 

 

 

Note: CR = category role 

Figure 3.4: Category roles and strategies (Han et al., 2014). 
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Retailers who implement CM strategies can affect product price decisions (Ellström & Rehme, 

2016; Lorino & Mourey, 2013; Waller et al., 2010). The category manager is responsible for 

decision-making in pricing, and this leads to an increase in ‘retail prices and operating margins’ 

and lower sales (Free, 2008; Hall et al., 2010; Romat & Biliavska, 2018). Moreover, the 

category manager works with brand representatives to determine the pricing, and this will 

impact the wholesale prices of both the retailer and supplier (Gooner et al., 2011). Indeed, 

retailers share information with suppliers in order to make decisions together about each 

category to improve performance (Cohen & Cotterill, 2011). Therefore, CM leads to the 

sharing of information between retailers and suppliers through a higher level of joint decision-

making in pricing, for example. 

As in the case of determining store choice by customers, product quality and competitive prices 

are very important (Chen et al., 1999). Category managers play a role in pricing called 

“activity-based pricing” to build price lists for all customers, based on customer purchase 

behaviour (Collins, 1997). Since category managers select the product prices depending on 

consumer preferences, they concentrate on category-level price elasticity studies, which are 

linked to changes in retailers’ overall economic performance to deliver the optimal pricing to 

the consumers. These decisions generate positive impacts on purchases (Gruen & Shah, 2000; 

Mulhern & Leone, 1991; Walters & Bommer, 1996).  

 

When category managers select the category prices, they set the prices at the brand level or at 

the stock-keeping unit (SKU) level (Shankar & Bolton, 2004). Retail competition increases the 

strategic actions by category managers on the product price. Therefore, the category manager 

plays a role in product competitive pricing (Moorthy, 2005; Nijs et al., 2007; Villas-Boas & 

Zhao, 2005). 

Category managers consider the competitive structure when they set the product and category 

prices (such as PL product prices) by using the price information to evaluate the competitive 

positioning of brands, which may be the main factor underlying CM success in retail stores 

(González-Benito et al., 2009, 2010). Glynn (2007) and Kamakura and Kang (2007) agree that 

retailers gain economic benefits from the CM strategy in a specific category, which involves 

focusing on the role of the brand in improving store outcomes, including store traffic, profits 

and sales volume due to the price sensitivity of brands within each category. Therefore, 

Basuroy et al. (2001) assert that CM is less useful when price elasticity is low. Moreover, there 

is an argument that retailers cannot efficiently implement CM strategies in pricing activities 
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due to a lack of both resources and capabilities. However, retailers can gain benefits through 

CC arrangements, but only when suppliers can access the retailer’s information (Han et al., 

2014). 

Indeed, CM leads to increased retailer–supplier integration through CC arrangements. The CC 

arrangement enables the retailer to gain access to the supplier’s knowledge and resources, while 

the retailer gives the supplier permission to access their overall plans (e.g., pricing, promotional 

and assortment plans on all the products in the category) to help with CM functions (Aastrup 

et al., 2007; Cohen & Cotterill, 2011). Consequently, according to Chimhundu et al. (2015), 

retailers and suppliers can use this integration to provide their own-brand products with an 

advantage to achieve their own interests (see section 3.5.1.6.1 for more detail), which 

negatively affects the collaboration between both parties. Therefore, this study explores this 

situation in more depth from both the retailer’s and supplier’s perspective.  

 

 

3.5.1.3  Marketing Management 

A number of authors reference different marketing activities. In this research, there are four 

main activities under marketing management mentioned in the previous literature: promotional 

activities, advertising, shelf management and merchandising (Ellström & Rehme, 2016; 

Moorthy, 2005; Subramanian et al., 2010). Table 3.9 provides further explanations of the four 

main activities under marketing management. 

The category manager plays significant roles in marketing strategies and tactics (Walters & 

Bommer, 1996). One of the CM foundations is the joint marketing capabilities of the retailer 

and their supply network. In addition, CM decisions can develop the marketing strategy for a 

category (e.g., promotion, pricing, and shelf management), and this depends on the accuracy 

of the market response estimation (e.g., Johnson & Pinnington, 1998; Kurtuluş, Ülkü, et al., 

2014). Also, category managers use a competitive map to optimise their marketing decisions 

for each product category (González-Benito et al., 2009). There is a system called ‘prototype’, 

which is designed for category managers to control all marketing-mix variables in a product 

category. The prototype system simplifies the process of using the BVAR tool and delivers a 

user-friendly interface for category managers. Therefore, through this system, category 

managers can improve the marketing activities for each category (Curry et al., 1995). 
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Kurtuluş, Nakkas, and Ülkü (2014) mention that the CM effort involves a balance of marketing 

strategies. Therefore, integrating CM into marketing strategies can lessen the negative impact 

on the manufacturer/supplier (e.g., stacked products) (Dapiran & Hogarth‐Scott, 2003; 

Mulhern & Leone, 1991). In addition, the category manager keeps prices lower for the 

marketing of store brands (PL products) to increase the retailer’s profits and succeed in dealing 

with double marginalisation (Cohen & Cotterill, 2011). Moreover, signage and visual hints, as 

mentioned by Kurtuluş, Ülkü et al. (2014), are labelled as marketing activities.
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Table 3.9: Details and explanations of the marketing activities. 
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Based on Han et al.’s (2014) study, category managers follow an eight-step process in 

developing their marketing strategies: define the category, assign a category role, assess a 

category, set performance and scorecard, create a market strategy, choose tactics, implement 

the plan and review. Consequently, when category managers assess the performance of the 

category, they keep an eye on the sales and authorise timely adjustments of marketing-mix 

elements through the implementation of algorithms on big scanner data (Tsafarakis et al., 

2016). Examples of marketing mix elements include promotion, shelf space and stock-outs, 

which fall under the marketing management role and are related to each other (Aastrup et al., 

2007; Campo & Gijsbrechts, 2005).  

In addition, Choudhary and Tripathi (2012) note that the category manager plays a role in 

developing the marketing category’s plan for supply chain channels. As Gooner et al. (2011, 

pp. 22–23) state, “CM [category management] often gains preferential shelf-facings, large 

assortments, promotional display space, and other advantages that increase its category 

share”. Hong et al. (2016, p. 47) agree that “each category manager is responsible for the 

performance of each assigned category on the basis of decisions relating to the choice of 

assortment, pricing, and promotions”. The decisions of the category manager regarding 

marketing-mix elements form the basis of the retailer’s competitive marketing strategy 

(Arkader & Ferreira, 2004; González-Benito et al., 2009; Shankar & Bolton, 2004). Despite 

these positive roles, several authors (e.g., Gruen & Shah, 2000) have argued that CM does not 

result in actual benefits in the long run; moreover, there are some cases in which CM has been 

confirmed to not be the main key to success within marketing management. Moreover, Arkader 

and Ferreira (2004) point out the limitations of CM from the retailer’s perspective in the studied 

context and raise issues that should be further investigated.
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3.5.1.4 Inventory Management  

Ellström and Rehme (2016) define inventory management as the role of bringing in products 

at specific quantities at the right time. CM has been considered as the demand-side strategies 

of ECR (Dupre & Gruen, 2004; Lindblom et al., 2009; Subramanian et al., 2010), and several 

authors argue that supply-side activities, such as inventory management, are not part of CM 

(e.g., Dupre & Gruen, 2004). However, others do not agree with this statement and believe that 

CM is a ‘broader management philosophy’ that can also include supply-oriented activities (e.g., 

Basuroy et al., 2001; Gooner et al., 2011). Thus, inventory management is seen by most 

retailers as the key to CM business success (Glynn, 2007).  

The remaining activities that the reviewed articles mentioned regarding CM can be included as 

part of inventory management, as the category manager is involved in inventory strategies (see 

Table 3.10). In this review, CM involves both supply- and demand-side activities, such as those 

of a business unit (Basuroy et al., 2001; Ellström & Rehme, 2016) – a perspective also adopted 

in this study. Consequently, inventory management is included in CM, even though it is mostly 

a supply-side activity. 
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Table 3.10: CM roles in inventory strategies. 

 
 

Strategic retail decisions in CM include optimising inventory management, supermarket 

stocking, and the cost of delivery and logistics, which affect the competitive advantage of a 

category (Beneke et al., 2013; Chun & Cadeaux, 2010; Romat & Biliavska, 2018). Category 

managers dispatch the inventory on the basis of need in each category at the retail stores to 

avoid stock-out (Hyvönen et al., 2010; Mulhern & Leone, 1991). They try to reduce the stock 

dramatically, which positively impacts inventories, by offering promotions to customers and 

controlling the products between the manufacturer/supplier and retailer (Collins, 1997; Dupre 

& Gruen, 2004). Therefore, category managers can stock each category with the optimal 

product mix using information that indicates customer purchases in the category (Desrochers 

et al., 2003).  
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A category manager’s role could involve maintaining stock and preventing product shortages 

and lack of availability. Moreover, Holweg et al. (2009) state that category managers use 

electronic point-of-sale data in order to develop the SKUs in each category. In addition, the 

category manager applies the CATMAN system, which is involved in stricter store operational 

strategies (e.g., restocking products), which significantly relates to store success. However, 

Choudhary and Tripathi (2012) argue that category managers may make mistakes in 

forecasting, which leads to a pile-up of inventories, thereby increasing the cost. They have 

suggested that category managers need proper techniques in inventory forecasting to prevent 

excessive stock, such as Economic Order Quantity, which improves the inventory cost and 

stock-order cost from suppliers. Therefore, Tsafarakis et al. (2016) suggest that differential 

evolution can support category managers in managing the optimal level of inventory and 

product variety. This, in turn, leads to a quick response, which refers to a form of cooperation 

between suppliers and the retailer for inventory management purposes. However, Hamister and 

Fortsch (2016) state that when a retailer has greater power and control than a supplier, this 

enables the category manager to use punitive actions against suppliers that decide not to 

cooperate under the CM functions. This study explores this situation in more depth. 

 

3.5.1.5  Category Performance Management 

Many contemporary retailers are placing a greater focus on their performance management as 

a means of achieving higher levels of performance in each category. To achieve this, the 

performance management system may need to be oriented to promote the category manager’s 

engagement. To this end, this section describes a new role of CM that includes category 

performance management.  

Several authors have mentioned that CM roles enhance category performance and grow the 

profits for the whole category based on their marketing strategy decisions, such as promotion, 

price and inventory (e.g., Choudhary & Tripathi, 2012; Chun & Cadeaux, 2010; Walters & 

Bommer, 1996). Therefore, features of the CM role, including the productive and innovative 

skills of category managers, their knowledge and recognition of the need to apply 

improvements and build a positive foundation for change, can optimise category performance 

(Romat & Biliavska, 2018). 

Therefore, the category manager finds new opportunities and develops new categories to 

enable profitable growth in category performance in the retail store. Indeed, the category 
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manager has a significant impact on category performance, whether positive or negative. The 

category manager influences the quality, profitability, growth, customer focus, margins, and 

inventory by coordinating buying, merchandising and pricing decisions for products in the 

category, which leads to enhancing a category’s performance (Cohen & Cotterill, 2011; Dupre 

& Gruen, 2004; Glynn, 2007). Waller et al. (2010) mention that there is a negative impact on 

supplier profitability when there is a reduction in shelf space. This means that the CM role 

affects profitability positively or negatively.  

The CM role is usually considered a strategy to increase profits, investment and sales, and 

reduce costs, as revealed earlier. The category manager can also be seen as having a role in 

improving category performance with strong PL products in order to allow the retailer to meet 

the needs of different types of customers (Dhar et al., 2001). Chen et al. (1999) note that the 

category manager assesses the category performance by the category profits. However, Dupre 

and Gruen (2004) have argued that CM holds out the promise of improving performance but 

rarely – if ever – includes predictions of increased margins and increased customer satisfaction. 

Therefore, the strategy of the category manager is to influence the retailers and suppliers to 

work together and act as one virtual entity to develop and emphasise the performance of both 

supplier brands and PL brands (Lindblom et al., 2009; Oubiña et al., 2007; Schemm & Legner, 

2008). Indeed, Corsten and Kumar (2005) mention that CM adoption in the retailer–supplier 

relationship leads to positive benefits for performance, sales, and development for both parties. 

Therefore, in CM collaboration, suppliers are able to improve the performance of an entire 

category through the CC (Lindblom & Olkkonen, 2008; Nakkas et al., 2020; Subramanian et 

al., 2010). However, opportunistic behaviour has a negative effect on perceptions of the CC’s 

objectivity and on overall category performance (Desrochers et al., 2003). The next section 

investigates in more depth the retailer–supplier relationship and how CM affects this 

partnership in the retail sector.  

3.5.1.6  Relationship Management 

CM presents the possibility for supply chain partners to work together to support their strategies 

for future success. It is believed that the CM strategy helps retailers and suppliers support their 

relationships, and they both invest in their relationship to achieve consumer satisfaction as well 

as cost reduction (Johnson & Pinnington, 1998). Therefore, there are significant benefits from 

CM adoption. As Oubiña et al. (2007, p. 1029) state, the benefits of CM in this relationship are 

that “manufacturers and retailers work together to develop the marketing strategies that (1) 
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better adjust to the aims, strategies and activities of manufacturers and retailers, (2) emphasise 

the performance of both manufacturer brands and store brands, and (3) contribute to the 

development of the best relationships between both agents to satisfy the customer's needs”.  

However, Gruen and Shah (2000, p. 483) state that the retailer–supplier agreement was 

originally thought to affect their objectivity and operation. However, “the internal conflict 

between [a] supplier’s brand management and sales/category managers had only a minor 

impact on objectivity, and that effect was mediated by the supplier’s overall opportunism”. 

Moreover, it has been argued that CM has yet to deliver on most of its promises, particularly 

in the sharing of detailed and timely information, a shift to win–win partnering relationships 

and efficient performance (Lindblom et al., 2009). 

The next section explains in detail from the reviewed articles the characteristics of the retailer–

supplier collaborative relationship and the factors that affect the relationship between both 

parties. 

 

3.5.1.6.1 Retailer–Supplier Collaboration 

It has long been recognised that collaboration is a major factor in building relationships 

between retailer and suppliers. Thus, the category manager plays the main role in the 

collaboration to take advantage of demand interdependencies which increase profits. CM needs 

cooperation between retailers and suppliers (e.g., joint training, exchange of category 

knowledge) despite the obstacles at the beginning of the cooperation (Holweg et al., 2009). 

Several retailers employ category managers to work with suppliers/manufacturers, for 

example, to set prices, arrange promotions, provide consumers with a varied product 

assortment, and product placement on the retailer’s shelves; this leads to collaboration between 

both. An example of such collaboration is producing and developing PL products (Cohen & 

Cotterill, 2011). Indeed, closer collaboration and better integration between retailers and 

suppliers create mutual dependency. However, there is a fear that close relationships will lead 

the weaker partner to become a victim of opportunism (Morgan et al., 2007). 

Gooner et al. (2011, p. 29) state that “the retail CM is an effective value-creating and claiming 

mechanism in which retailer–lead supplier CM relationships can be win-win—and that this 

can be accomplished without sacrificing the retailer’s relationships with its other suppliers”. 

Therefore, the category manager would need to gain the support and cooperation of the supplier 

in order to gain a competitive advantage and to emphasise the potential benefits (e.g., increase 
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the sales and profitability) as the supplier has the knowledge, ability and resources to perform 

these functions (Kaipia & Tanskanen, 2003; González-Benito et al., 2010). However, Hamister 

and Fortsch (2016) argue that CM can weaken the relationship between the retailer and 

supplier, particularly the retailer’s relationships with other suppliers if the retailer has a 

relationship with one leading supplier under the CM arrangement. This research explores 

further and in depth the effects of CM on the retailer–supplier relationship within PL NFPD 

projects.  

 

Collins (1997) mentions that category managers use their negotiation and dialogue skills to 

impact the atmosphere of the meetings between the suppliers/manufacturers and retailer. 

Therefore, the category manager plays a key role in increasing retailer–supplier collaboration. 

The category manager plays a role in connecting with customers and the community and using 

negotiating skills when dealing with suppliers and stakeholders. Furthermore, the category 

manager depends on shifting attitudes between the parties to bring about close collaboration 

and benefits from a win–win strategy (Aastrup et al., 2007; Basuroy et al., 2001; Dupre & 

Gruen, 2004). Therefore, the category manager has the potential to deliver substantial benefits 

for ‘competition and consumers’ through retailer–supplier collaboration in supply channels 

(Desrochers et al., 2003; Han et al., 2014). Dhar et al. (2001, p. 179) note that this is an 

“interesting finding given the competitive edge that a successful store brand program naturally 

adds to the more standard buyer-supplier relationship that exists between manufacturers and 

retailers”. This means that the close relationship between retailers and suppliers within the PL 

programme leads to competitive advantages for retailers and suppliers through effective CM.  

 

Indeed, the category manager increases the interest of collaborative partners through the 

introduction of new programmes of integration, such as CC arrangements, to maximise 

satisfaction in efficient cooperation (Desrochers et al., 2003; Romat & Biliavska, 2018). The 

main role of the CC is to support retailers with targeted marketing activities and to build better 

relationships with them (Shankar & Bolton, 2004). The next section explores this in depth. 

 

Advising (Category Captain or the Advisor) 

Desrochers et al. (2003, pp. 202–204) explain the CC as emerging in a situation “in which a 

single supplier in a category becomes a partner to the retailer and favoured resource that is 

relied on to provide input on both the marketplace and category decisions”. Thus, the 

implementation of a CM strategy is reliant on the firm’s ability to cover the integration between 
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firms from ‘marketing to the cross-functional domain’, involving sales, logistics, promotion, 

price, and all the retail management functions (Castaldo et al., 2009; Chimhundu, Kong, & 

Gururajan, 2015). Consequently, the CC ensures that the retailer and supplier are working 

together effectively. 

When the retailer and supplier collaborate in CM, the CC role will appear in the product-related 

domain (product visibility, product shelf space, product location, product launch, product 

stock) to have a positive effect on the category and to provide sufficient benefits for both parties 

(Chimhundu, Kong, & Gururajan, 2015; Kurtuluş, Nakkas, & Ülkü, 2014; Lindblom & 

Olkkonen, 2008). Some examples of the CC roles follow. CCs de-emphasise and phase out 

older brands or brands that perform poorly in the category; they may also provide a service that 

enhances demand for all brands in a category even though this is costly. For example, if there 

is a brand that cannot compete efficiently with other brands, it would be better to remove it 

from the retailer’s shelves (Subramanian et al., 2010). Ellström and Rehme (2016) note that 

CM is focused on managing all the brands in the category. However, supplier brands (i.e., NBs) 

are managed separately and with limited consideration of the consequences for competing 

brands within the same categories. 

CCs may increase traffic into the category through merchandising and promotion plans. 

Moreover, they decrease stock-outs, which leads to improved performance within a category 

through efficient product promotion (Alan et al., 2017; Kurtuluş & Nakkas, 2011; Lindblom & 

Olkkonen, 2008). Moreover, the category manager is responsible for the price-tier (e.g., value 

for money) brands (El-Amir & Burt, 2010). Subsequently, the CC’s roles are anticipated to 

reduce undue supply-side expenses (e.g., excessive inventory, ineffective promotion) to a large 

extent, thereby ensuring better cost-efficiency in the retail sector. 

 

An example of the integration of retailer and supplier activities is when category managers/CCs 

work to determine the placement of products on the retailer’s shelves (Cohen & Cotterill, 

2011). Both need to think about the retail layout that will be suitable for a consumer-focused 

retail offer. The CC has the ability to impact space allocation. Other roles include managing 

product visibility, shelf space of entire aisles, product location and product segment shelf space, 

as well as organising shelf space for different parts of the day (e.g., morning, midday and 

evening), managing the shelves for different occasions, improving in-store displays, and also 

managing product launches to increase traffic in the category (Chimhundu, Kong, & Gururajan, 
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2015; Kurtuluş & Nakkas, 2011; Lindblom & Olkkonen, 2008). Indeed, the allocation of shelf 

space practice has a greater impact on market share by the number of facings allocated to the 

product on the retail shelf (Waller et al., 2010). Nakkas et al. (2020) agree that suppliers create 

a unique CM perspective; for example, CC roles include: “improving category presentation 

and designing an innovative category display (planogram), sponsoring a consumer education 

program, and finding the optimal location for the category within a retailer’s store” (p. 268). 

As noted above, retailers who decide to apply CC arrangements will benefit as their plans 

depend on the data on consumers’ needs. Therefore, retailers need to work with the CC to gain 

knowledge and advice (Oubiña et al., 2007). Therefore, suppliers have access to information 

about the retailer’s overall plan, including pricing, promotional and assortment plans for all the 

products in the category (Morgan et al., 2007). This allows them to develop the plans for the 

retailer to enhance demand for all brands in the category (including a ‘planogram’ detailing 

shelf allocation and shelf space) and play a role in the competition through cross-price 

sensitivity (Kurtuluş & Toktay, 2011; Subramanian et al., 2010). Thus, the retailer and supplier 

compete for shelf space; therefore, bias within shelf-space competition is the element that 

affects the CC role (Hübner & Kuhn, 2012). However, Bucklin and Gupta (1999) mention that 

the CC role affords market power, which might impede competition between firms (Chicksand, 

2015; Desrochers et al., 2003). Therefore, Gruen and Shah (2000) argue that CCs may misuse 

data in their role, decide to focus only on what is in their own favour, which has a negative 

effect on retailer–supplier collaboration. Consequently, Chimhundu, Kong, and Gururajan 

(2015) agree that the category manager who works for the retailer should be the ultimate 

decision-maker about major pricing, promoting, and merchandising decisions. Chimhundu, 

Kong, and Gururajan (2015, p. 368) state that “despite CC input in merchandising decisions, 

it is the retail chains that have the final say on shelf matters. There is no risk of strategic loss 

of power in employing CCs to manage store product categories on behalf of, or in partnership 

with retailers provided the retail chains closely monitor the activities and 

decisions/recommendations of the captains”. However, Castaldo et al. (2009) state that CM 

practice needs to reduce the interdependence between retailers and suppliers in operations and 

turn to joint marketing decisions, sales, and procurement efforts. Moreover, CM is a vital 

business practice within a supply chain. Lindblom et al. (2009) argue that leading suppliers are 

more likely to have significant roles in CM decision-making, while other suppliers are more 

likely to have no explicit role in CM and to be excluded from CM collaboration; smaller 

suppliers can find that their brands are effectively managed by a competitor. This argument on 
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the effectiveness of CM collaboration shows that there is uncertainty about whether the 

advantages of CM are shared equally across all the partners in the supply chain. Suppliers often 

state that retailers are the main beneficiaries of ECR initiatives, particularly those relating to 

CM (Corsten & Kumar, 2005). 

Lastly, the concept of CM has attracted significant attention as a cooperative managerial 

practice between retailers and suppliers (Lindblom & Olkkonen, 2008) that is needed in the 

retail sector to reach their mutual goals. However, there are a few disadvantages of retailer–

supplier collaboration through CM practice (e.g., retailers will focus on what is most beneficial 

for them with no consideration of suppliers’ benefits, or suppliers are possibly able to restrict 

competition between firms, which leads to decreased product variety and damages consumer 

welfare) (Gooner et al., 2011; Waller et al., 2010). This research will explore further, and in 

depth, the effects of CM on the retailer–supplier collaborative relationship within PL NFPD 

projects.  

 

3.5.2 Discussion of the Results 

The SLR findings revealed that category managers play a main role in retailers’ activities: 

assortment management, pricing management, marketing management, inventory 

management, category performance management and relationship management. This needs to 

be taken into consideration in order to enhance understanding of the influence of CM roles in 

the retailer–supplier collaborative relationship in the retail sector. Consequently, CM is the 

structural key of the retailer–supplier relationship (Gruen & Shah, 2000). This has led retailers 

to increasingly use CM strategies, which shift the manager’s attention from individual brands 

to the general performance of a product category. 

 

Based on the SLR findings regarding the influence of CM roles on the retailer–supplier 

collaborative relationship in the retail sector, the most reported finding is that CM helps to 

achieve supplier integration through CC arrangements. This integration enables the retailer to 

gain access to the supplier’s knowledge, ability and resources, while the retailer gives the 

supplier permission to access their information and overall plans (e.g., pricing, promotional 

and assortment plans for all the products in the category) to help with CM functions. Therefore, 

both parties can take advantage of several benefits to maximise satisfaction through efficient 

cooperation (Chimhundu, Kong, & Gururajan, 2015). Indeed, the category manager plays a 
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role in the retailer–supplier collaborative relationship by facilitating the availability of 

resources and knowledge. 

 

The SLR findings show that CM leads to increased retailer–supplier collaboration through 

sharing of customer and product performance information as well as a higher level of joint 

decision-making between partners within the CM roles (e.g., assortment, pricing, inventory, 

and marketing management). This enables both the retailer and supplier to achieve mutual 

benefits (e.g., decreased costs, increased value, developing PL products) (Aastrup et al., 2007; 

Cohen & Cotterill, 2011; Han et al., 2014).  

 

The SLR found that CM can lead to greater retailer–supplier competition within the category. 

As discussed earlier, CM roles increase collaboration between retailers and suppliers in the 

category, which enhances the competitive advantage of both. As a consequence, there is a 

competitive relationship between retailers and suppliers, and both firms face the same degree 

of pressure. Therefore, retail competition leads the category manager/CC to consider adding 

competitive structure plans to the product-related domain, such as developing a new product 

with a competitive price and competitive packaging. This leads to an increase in the assortment 

of competing products on the retailer’s shelves to meet the needs of a broader variety of 

customers (Moorthy, 2005; Tsafarakis et al., 2016). 

 

CM leads to a win–win situation for both the retailer and supplier regarding goals and the 

responsibilities for category growth, which holds the potential for a significant positive impact 

on category performance for both parties (Cohen & Cotterill, 2011; Kurtuluş & Toktay, 2011). 

Indeed, CM enables the retailer and supplier to work together in a non-adversarial collaborative 

manner, achieving a more equal share of risk and rewards. This is founded upon trust and 

openness between the firms, which enables greater openness in communication by reducing 

concerns that ideas may be stolen (Chicksand, 2015; Glynn, 2007). 

 

Lastly, the results showed that CM increases cooperation and coordination between retailers 

and suppliers, which increases supplier commitment to PL NFPD projects due to the potential 

benefits (e.g., retailer preference, increasing sales volumes and market share, and utilising 

spare production capacity) (Alan et al., 2017). The category manager assists in uncovering new 

product opportunities, identifying gaps and the potential for category growth, thus benefitting 

NFPD projects (Ellström & Rehme, 2016). In turn, the retailer benefits from the development 
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of PL products that meet their objectives while ensuring low costs (Alan et al., 2017; Gooner 

et al., 2011). Consequently, CM increases supplier commitment to the development of PL 

products. This is because PLs are an essential aspect of the retail industry, and producing PL 

products is a significant strategy for retailers. Therefore, the category manager needs the 

support and cooperation of suppliers to develop PL products (González-Benito et al., 2010; 

Kaipia & Tanskanen, 2003). 

 

3.5.3 Conclusions 

The purpose of this systematic review was to identify the roles and activities implemented by 

category managers/CCs in the supply chain channels. Moreover, the review proposed a 

research avenue to enhance the understanding of how CM has influenced the relationship 

between retailers and suppliers in previous studies. A literature review alone was not sufficient 

to understand the impact of CM on the retailer–supplier collaborative relationship in the retail 

sector. Thus, it was essential to conduct this systematic review in order to gain a clear 

understanding of the literature on CM’s influence on this relationship. The findings revealed 

that the category manager plays a main role in the retailer’s activities: assortment management, 

pricing management, marketing management and inventory management. Two new roles were 

discovered from these previous studies – category performance management and relationship 

management – which need to be taken into consideration in order to understand the relationship 

management between retailers and suppliers. 

3.5.4 Limitations 

This systematic review has several limitations. For instance, the research focuses on Saudi 

Arabia, yet no Arabic articles exist about this topic. The literature review was based on a 

limited number of studies conducted within a large geographic area rather than focusing on 

Saudi Arabia, GCC countries or even Middle Eastern countries. Therefore, more research 

should be focused on this topic from these areas in the world. This study would have benefited 

from the analysis of further articles; however, the analysis of 66 articles from leading journals 

in the field of CM was deemed sufficient in scope. Also, there is a lack of insight into the roles 

of CM in NPD projects, with the literature failing to clearly delineate what is or is not truly a 

CM role. Moreover, there are limited insights into the influence of CM on the retailer–supplier 

collaborative relationship in PL NFPD projects from the perspective of the retailer and supplier, 

which may be a weakness in the literature. Finally, another limitation of the SLR is its focus 
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on the powerful retailers when analysing most of the CM roles as these firms have the power 

in the retail sector, as mentioned earlier. 

 

3.6 Summary 

This chapter has revealed the significant omission of CM roles within the existing retail 

academic literature. Moreover, none of the existing studies provide detailed insights into the 

influence of CM on the retailer–supplier collaborative relationship and the intended 

relationship benefits or the integration of suppliers into CM within the PL NPD process. 

Indeed, the input of category managers into the retailer–supplier collaborative relationship 

within PL NPD projects is largely overlooked. This may partly explain the lack of coverage on 

the implications of relationships within PL NPD, which may, in turn, affect PL projects and 

innovation in the retail sector. Therefore, the current research should focus on the management 

of retailer–supplier relationships and partnering and mutuality issues as they have not been 

fully explored by previous research.   
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Chapter 4: Conceptual Framework 

4.1 Introduction 

This chapter presents the conceptual framework of this research, which is based on the 

literature reviewed in the previous two chapters. The chapter explores category management 

(CM) within private-label (PL) new food product development (NFPD) projects and the 

linkages between CM roles and the benefits for the retailer–supplier relationship and the whole 

category in the retail sector. The aim is to identify the retailer–supplier collaborative 

relationship within PL NFPD and the implications of the retailer–supplier relationship for 

collaboration. Moreover, the chapter identifies how the balance of power between retailer–

supplier collaborative relationship might affect PL NFPD projects and the nature of the 

innovation.  

 

Chapters 2 and 3 provided details on the critical importance of CM within the PL NFPD 

process. The review of PL NFPD models in Chapter 2 revealed that existing models focus on 

the development of the core product (e.g., Ernst & Young/ACNielsen, 1999; Francis, 2006, 

2009; Francis et al., 2006; Francis et al., 2008). However, the impact of the importance of CM 

(and its roles) on the retailer–supplier collaborative relationship within new product 

development (NPD) has not been fully addressed within the existing literature. Chapter 2 

revealed the significance of recent developments in CM. CM roles and their effects on the 

retailer–supplier collaborative relationship and on PL NFPD projects have been essentially 

overlooked, despite the importance of PL products and NPD within the fast-moving consumer 

goods (FMCG) industry (Francis et al., 2006). Existing conceptualisations within both the 

FMCG industry and the food and drink sectors are dominated by stage- or activity-based 

models. These models are limited by their failure to connect CM to the NPD process 

(particularly the effects of the relationship itself) in PL NFPD projects and innovation. 

 

There is a need for research to be conducted on the retailer–supplier collaborative relationship, 

particularly in PL NFPD, as there are currently only limited insights into this relationship from 

both the retailer and supplier perspective; this appears to be another weakness in the literature. 

Moreover, a required area of focus is how CM might affect the retailer–supplier collaborative 

relationship within PL NFPD projects to increase innovation, which is an important factor in 

the retail sector. This research studies this area from both the retailer and supplier perspectives. 
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Figure 4.1 summarises the main areas of the reviewed literature that have contributed to the 

development of the conceptual framework used in this study. 

 

 

Figure 4.1: Theoretical framework for this study. 

 

 

It must be clarified that most CM activities are related to each other; they resemble an 

interlocking chain where no role can be left out. The category manager uses most of these roles 

within an NPD project; therefore, these roles influence the retailer–supplier collaborative 

relationship in NPD as well as the whole category in the retailer’s store.  

 

The next section explains the intended benefits of CM for NPD projects. In this study, the 

researcher has identified implications of the retailer–supplier relationship for collaboration 

which inhibit these intended benefits of CM for NPD projects. As described in the following 

discussion, it is worth mentioning that these implications all relate to each other and affect the 

retailer–supplier collaborative relationship in PL NFPD projects.  
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4.2 The Intended Benefits of Category Management and their Influence on the 

Retailer–Supplier Collaborative Relationship in New Product Development 

Mentzer et al. (2000) propose that a supply chain is a group of organisations that supply 

materials. Usually, numerous independent organisations are involved in developing a product 

and making sure it reaches the end user in a supply chain. The supply chain members are 

producers, product assemblers, wholesalers, shipping companies and retailers. Supplier 

relationship management and early supplier involvement in NPD have been subject to a large 

amount of research interest in recent years. According to Rajendran et al. (2012), it is important 

to have a successful retailer–supplier relationship within NPD projects to achieve a competitive 

advantage. This is because the retailer and supplier are able to gain benefits which are unlikely 

to be possible in traditional transactional relationships (Rajendran et al., 2012). Effective 

management of the potential supplier innovation means a greater likelihood of improved 

retailer performance (Cusumano & Takeishi, 1991; Lawson et al., 2009). The relationship with 

the supplier should be actively managed to exploit this potential and improve NPD 

performance (Håkansson & Snehota, 1989; Walter, 2003). According to Chesbrough (2003), 

suppliers’ knowledge and experiences are increasingly important sources of innovation for 

firms. 

 

Within the retailer–supplier collaborative relationship, retailers need suppliers’ knowledge and 

experience to develop new products. Therefore, retailers have increasingly used the CM 

strategy, which involves new types of partnerships with suppliers. Their working relationship 

focuses on developing and creating plans and new structures to operate their product categories 

(Guissoni et al., 2013). This means that suppliers need to work with retailers to complement 

their goals alongside their own objectives. Therefore, CM shifts the manager’s attention from 

individual brands to the general performance of a product category (Basuroy et al., 2001). 

Makkonen and Olkkonen (2017) state that CM is a good strategy for exploring and mapping 

the relationship between retailers and suppliers. Consequently, CM improves category 

performance, which is the structural key of the retailer–supplier collaborative relationship 

(Gruen & Shah, 2000) as it is one of the main benefits of CM for the whole product category 

(see Chapter 3, Section 3.5.1.5). Consequently, CM has several benefits for NPD and the 

retailer–supplier collaborative relationship within these projects (see Table 4.1).  The next 

section presents these benefits.  
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Table 4.1: Benefits of CM and the implications of the retailer–supplier relationship for collaboration. 
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4.2.1 Access to Additional Resources and Knowledge in New Product Development  

Sjoerdsma and van Weele (2015) note that in the present competitive context, firms 

increasingly innovate by taking advantage of external resources. They extend beyond their own 

organisational boundaries to develop strategic interactions, contracting out non-core activities. 

By doing so, they are able to invest in core competencies and internal resource quality. The 

CM function is important for enabling retailers to keep their resources up to date via 

organisational capability, data availability and analytical tools. Retailers integrate with 

suppliers to improve category growth (Wade, 2013), which is a win–win situation for both 

when achieved. 

 

In supplier integration, participating channel members access knowledge and resources; this is 

one of the benefits of CM for the retailer–supplier relationship within NPD (Ranganathan et 

al., 2011). In this study, the researcher conceptualises ‘integration’ as the arrangement and 

combination of activities within and across the firms in a supply chain, and hence follows 

Castaldo et al. (2009, p. 946). The integration process suggests that supply chain management 

must be managed as a single entity (Stevens & Johnson, 2016). The literature shows that 

supplier integration consists of different facets. Suppliers should be engaged early on in NPD 

so that the whole project can benefit from the supplier’s experience, knowledge and resources 

(Salvador & Villena, 2013). Therefore, according to Richey, Adams & Dalela (2012, p. 35) the 

collaboration definition is “a mutually shared process where two or more firms display mutual 

understanding and a shared vision, and the firms in question voluntarily agree to integrate 

human, financial, or technical resources with the aim of achieving collective goals”. The main 

objective of retailer–supplier integration is to decrease costs and/or increase market 

performance, thereby providing both partners with significant benefits (Anderson & Narus, 

1991; Bowles & Lu, 2014; Nakano, 2009; Wu et al., 2014). Several studies have been 

conducted on how suppliers work with category managers in the retail sector (e.g., Lindblom 

et al., 2009; Gooner et al., 2011), demonstrating that supplier integration is a significant 

strategy in this area (Aastrup et al., 2007; Dupre & Gruen, 2004). 

 

Certain studies have provided examples of successful supplier integration whereby retailers 

obtain recommendations on key CM decisions (e.g., Dupre & Gruen, 2004; Kurtuluş, Nakkas, 

& Ülkü, 2014). This practice is referred to as the category captainship arrangements. The 

category captain (CC) is usually responsible for the following: category strategies, such as 
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product assortment (recommending the inclusion and exclusion of certain products); 

contributing new NPD ideas; product promotions and pricing; product displays on retailers’ 

shelves; improved point-of-purchase materials; and the marketing programme, which involves 

developing a merchandising plan to improve the performance of the retailer’s categories 

(Kurtuluş, Nakkas, & Ülkü, 2014; Subramanian et al., 2010). Efficiencies are achieved in the 

distribution costs in vertical retailer–supplier partnerships via CM, involving collaboration and 

category managers/CCs accessing information within the channel partnerships. Category 

managers are able to manage the categories effectively through aspects such as category stock 

operations, reduction in average inventories, product trend information, and recommending 

prices and shelf-space allocation to improve supplies and update the manufacturers’ production 

plans (Desrochers et al., 2003).  

 

4.2.1.1  Category Captain Arrangements 

CCs can help retailers only if retailers give suppliers permission to access their overall plans 

on all the products in the category (González-Benito et al., 2010; Nijs et al., 2014). Supplier 

integration in CM results in a reduced failure rate in NPD projects by providing innovative 

ideas and solutions to problems. This is positively associated with collaboration between 

retailers and suppliers (Lindblom & Olkkonen, 2008; Castaldo et al., 2009; Sjoerdsma & van 

Weele, 2015). An example of retailer–supplier collaboration within NPD is the development 

of PL projects for retailers, which involves collaboration with suppliers (Cohen & Cotterill, 

2011). However, Arkader and Ferreira (2004) note that when retailers give suppliers 

permission to access their information and overall plans, they mostly feel uncomfortable and 

insecure as the supplier can take advantage of the situation through CC decisions. For example, 

suppliers’ opportunism increases ‘fighter behaviours’ among firms in the category supply 

chain, leading to competitive exclusion, which reduces retailer category performance. 

Therefore, a retailer could lose their other partners and customers and, thus, lose power/control 

in these channels (Morgan et al., 2007). Accordingly, Lindblom et al. (2009, p. 1009) agree 

that “larger suppliers are more likely to take a significant role in CM decision-making”, which 

means that the CC’s position can impact the supplier’s practices which are implemented to 

achieve their interests (Lindblom & Olkkonen, 2006). However, retailers are forced to work 

with the CC, as there are direct benefits for retailers’ category performance (Gooner et al., 

2011). 
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Previous studies have not observed CC ‘opportunistic behaviour’ as an outcome of retailer–

supplier integration that affects the retailer–supplier relationship within PL NFPD projects in 

the retail industry. Therefore, the purpose of the current research is to address this gap in the 

literature. Based on the preceding discussion, the following proposition is generated: 

 

P1). The CC arrangement enables the supplier to monopolise and utilise its position to 

provide its own-brand products with an advantage, leading to competitive exclusion 

and decreased product variety. This, in turn, is negatively associated with retailer–

supplier integration and collaboration within PL NFPD projects due to the lack of a 

power-balanced relationship. 

 

4.2.2 Increased Information Sharing and Joint Decision-Making in New Product 

Development  

Category managers have information as some of their roles involve defining and conducting 

go-to-market initiatives, primarily partnering and communicating with marketing and sales 

teams. These roles include everything that deals with understanding the firm’s market 

dynamics, defining a strategic business role for market categories, and integrating and 

understanding more consumer behaviour and insights than can be provided by scanner data 

(Desrochers & Nelson, 2006).  

 

Hingley (2005a) observed that the retailer–supplier relationship has internalised features of 

mutuality and collaboration. Hollensen (2003) considered partnership to result in exchange 

parties sharing information in working towards mutually achievable goals. Collaboration 

means that both firms share information with each other and face the same degree of pressures, 

and their relationship is in symmetry (Grewal & Dharwadkar, 2002). For example, the retailer 

could help the supplier to improve their national brand (NB) performance in the retailer’s stores 

through sharing information on their product performance; this would result in the supplier 

collaborating with the retailer and acting in a symmetrical manner to them (e.g., helping the 

retailer to produce their PL brands and vice versa). The ‘equal power balance’ is built on a 

collaborative balance in power through orientation and friendly personal relations between the 

retailer and supplier, and joint decision-making and collaborative agreement on objectives 

(Andersen & Munksgaard, 2009; Rehme et al., 2016).  
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Axelrod (1984) notes that the term ‘collaboration’ is regularly applied with no specific 

definition. Several authors (e.g., Contractor & Lorange, 1988; Ralston et al., 2017; Ring & Van 

de Ven, 1992) have defined ‘collaboration’ by listing the different strategies and relationships 

of ‘collaboration’. Phan et al. (2005, p. 178) provide a definition within the collaborative 

business partnership context: “each manager has to collaborate with the other manager and 

cooperate to succeed. Hence, the managers cannot show excessive ascendance nor take control 

of the entire partnership (e.g., making decisions for the other manager)”. Min et al. (2008, p. 

294) “collaboration requires more than just information sharing...Collaborative processes 

include joint decision making and problem solving”. Therefore, collaborative relationships in 

the supply chain are defined as “long-term relationships where participants generally 

cooperate, share information, and work together to plan and even modify their business 

practices to improve joint performance” (Whipple et al., 2010, p. 507, cited in Ralston et al., 

2017, p. 508). Previous studies have suggested many reasons for moving towards collaborative 

relationships: 

 

- an increase in promotional activity (Hudnurkar et al., 2014; Stank, Crum, & 

Arango, 1999; Stank, Daugherty, & Autry, 1999); 

- a change in demand patterns and an increase in competition (Christopher, 1992; 

Lambert et al., 1998; Mohr & Spekman, 1994; Soosay & Hyland, 2015; Stank, 

Crum, & Arango, 1999; Stank, Daugherty, & Autry, 1999); 

- the supply and demand must achieve maximum productivity with minimum 

wasted effort (Christopher, 1992; Soosay & Hyland, 2015; Stank, Crum, & 

Arango, 1999; Stank, Daugherty, & Autry, 1999); and 

- the supply chain must focus on a longer-term view (Lambert et al., 1996; Soosay 

and Hyland, 2015; Stank, Crum, & Arango, 1999).   

 

Despite the obstacles faced at the beginning of the retailer–supplier collaboration, CM can be 

regarded as a widely used and recognised strategy in the retail sector (Holweg et al., 2009). 

Barnes et al. (1995) state that the category manager could increase collaboration in the 

relationship through sharing information between firms, which would improve the NPD 

activities required to meet customers’ needs through jointly undertaking NPD activities (e.g., 

pre-decision, post-decision planning and process management; Salomo et al., 2007; Romat & 

Biliavska, 2018). In addition, several authors have mentioned that CM requires close 

collaboration between retailers and suppliers for them to achieve mutual benefits (e.g., Aastrup 
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et al., 2007; Basuroy et al., 2001; Dupre & Gruen, 2004). Therefore, firms have started to 

understand that their relationships with other firms, which have traditionally been adversarial 

in nature, must now be changed to relationships that are more ‘collaborative’ in nature (e.g., 

Richey et al., 2009; Skippari et al., 2017). These relationships are based upon mutual 

understanding (Moncrief & Marshall, 2005) and are labelled by many as partnerships.  

 

However, critics such as Hogarth-Scott (1999) and Dapiran and Hogarth-Scott (2003) contend 

that the development of CM has not necessarily increased collaboration in supply chains and 

that CM can be used by retailers to actually reinforce power. It has been noted that control of 

information by retailers is a source of power and has the potential to result in dependency on 

partners for strategically important knowledge (McDonald, 1999). Dobson (2004) describes 

this control as one in which the retailer effectively becomes the ‘gatekeeper’ for access to the 

consumer. For example, British food retailers have come to have ever-increasing levels of 

power, enabling them to exercise power over suppliers (Hollingsworth, 2004). Hogarth‐Scott 

(1999, p. 673) notes that:  

…power imbalance is related to the degree of one partner’s dependence on the other 

partner. Power influence[s] who gets what, when, and how. Access to scarce resources 

gives an organisation relatively more power than those highly dependent on those 

resources. Those in power can use this to make demands on the weaker party. 

Moreover, Rehme et al. (2016) provide evidence that the supplier greatly depends on the 

retailer, which creates a situation of retailer dominance. To some degree, all members of a 

supply chain depend on each other, and dependence is an important part of understanding 

supply chains (Stern et al., 2001). Hogarth‐Scott (1999, p. 673) notes that:  

 

…the dynamics of power and dependency are central to organisations and to 

interorganizational relationships. They offer a partial explanation of how channel 

structure may influence relationship performance. Power may be defined as the ability 

of one actor (A) to make another actor (B) do what they might otherwise not do. By 

implication B is dependent upon A, and B’s goals are mediated by A and so can only 

be achieved within that relationship. 

In imbalanced relationships, power and control are not equal between the retailer and supplier, 

which makes their relationship unequal. One partner has more power and control than the other, 
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suggesting that this partner has the authority when discussing NPD issues (e.g., Andersen & 

Munksgaard, 2009; Dapiran & Hogarth-Scott, 2003; Hogarth‐Scott, 1999; Stank, Daugherty, 

& Autry, 1999; Xiao et al., 2013). 

As a result, there is a conflict regarding the retailer–supplier collaborative relationship within 

PL NFPD projects (Dussart, 1998; Wagner et al., 2005; Wagner et al., 2010). Previous studies 

mentioned earlier in this section provide little detail on the features of the retailer–supplier 

collaboration within PL NFPD. Moreover, the results regarding the ‘retailer as information 

gatekeeper’ that affect the relationship within PL NFPD in the retail sector are also largely 

absent from the literature. Thus, this research suggests:  

P2) Where the retailer has a higher control of information in comparison to the supplier, 

this increases their power and leads to supplier dependence. This, in turn, decreases the 

extent of joint decision-making within PL NFPD projects due to the lack of a power-

balanced relationship. 

4.2.3 Competition Increases Variety of Products and Improved Products  

The company’s strategy could affect the retailer–supplier collaborative relationship. To 

increase understanding of this relationship, it is important to understand how the company’s 

strategy can impact longer-term collaborative behaviours in exchange relationships such as the 

firm’s performance and defensive strategy; all of these will affect NPD (Atkin & Rinehart, 

2006; Pauwels, 2007; Pauwels & Srinivasan, 2012). Barba (1993) describes marketing 

channels as “vertical value-adding chains” that create a competitive advantage. In addition, 

several authors have focused on the competitive relationships between retailers and suppliers 

(e.g., Babich et al., 2007; Dawson, 2000; Wang et al., 2015), while others have focused on the 

collaborative relationships (e.g., Fawcett et al., 2012; Skippari et al., 2017). Innovation 

resource-based theory asserts that the source of competitive advantage comes from firms 

owning differentiated or superior resources that cannot be easily imitated (Barney & Hansen, 

1994; Ren et al., 2010; Wernerfelt, 1984).  

Duffy et al. (2003) agree that CM in food supply chains has led retailers to prefer larger 

suppliers who dominate a product category. The same view was put forward by Bevilacqua 

and Petroni (2002), who argue that retailers usually streamline the number of suppliers to gain 

a competitive advantage and, in the process, upset other suppliers. Dhar et al. (2001) suggest 

that when retailers adopt the CM strategy, they can improve their category performance, such 
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as by introducing PLs as a strong retail brand and competing with the leading brands; this can 

drive them to compete within a category. For example, British grocery retailers (e.g., Marks 

and Spencer, Sainsbury’s and Tesco) have been tracking brand extension into traditional/non-

traditional product categories, proposing ranges in virtually every product class, and have 

developed brands that compete successfully with manufacturers’ brands in the British 

marketplace. They have achieved this through innovative product development initiated by 

their own in-house technologists (Burt, 2000; Ter Braak et al., 2014). Therefore, the retail 

competition leads the category manager to consider adding competitive structure plans to their 

own brands, such as developing unique PL products at a competitive price and with competitive 

packaging to improve performance (González-Benito et al., 2010; Moorthy, 2005; Nijs et al., 

2007). 

Moreover, Burt (2000) mentions that there is an issue with retailers regarding to what extent 

they can extend into new product categories under PL brands. This means that the competitive 

relationship between retailers and suppliers within the PL programme leads to the provision of 

several new brands on retailers’ shelves through effective CM. This meets the needs of a 

broader variety of customers, which enables the retailer to gain competitive advantage and 

bargaining power, improve their store image, and obtain greater margins and profits 

(Desrochers & Nelson, 2006; Kurtuluş, Nakkas, & Ülkü, 2014; Tsafarakis et al., 2016). Hence, 

CM is developed to enhance the retailer–supplier relationship as well as provide a strategic 

advantage to traditional retailers against their competitors, which includes various practices of 

the retail value chain (Jaervinen, 2010). 

According to Dhar et al. (2001, p. 179), this is an “interesting finding given the competitive 

edge that a successful store brand program naturally adds to the more standard buyer-supplier 

relationship that exists between manufacturers and retailers”. This is because PLs will increase 

the competition between products on the retailer’s shelf space, particularly where there is a 

lack of pre-existing competition in the category.  

In addition, Pulker, Trapp, Foulkes-Taylor et al. (2018, p. 2) mention that “globally, 

supermarket own brands have been most successful in high-purchase categories such as bread, 

milk and eggs; and the categories where consumers perceive little difference when compared 

with branded products (e.g., canned vegetables)”. Thus, retailers have developed PL products 

over time, and these now dominate new product launches in order to expand the category, as 

well as to increase sales through competition with suppliers to meet consumer demands, in 
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particular in the food industry (Ward et al., 2002; Pulker, Trapp, Foulkes-Taylor et al., 2018; 

Pulker, Trapp, Scott, & Pollard, 2018).  

Musalem et al. (2018, p. 1568) note that “if the goal is to place products trying to minimize the 

total time that it takes a shopper to find all products in her basket, products should be located 

taking into account the probability of joint purchase of each set of products”. Corstjens and 

Corstjens (1995) define supplier/manufacturer brands as being in an unceasing battle for 

retailers’ shelf space. This leads the retailer and supplier to compete for shelf space (Hübner & 

Kuhn, 2012). However, Kurtuluş and Toktay (2011) observed that there is a persistent scarcity 

of shelf space, which has two important implications. Firstly, using CM, the retailer will 

determine the category goals according to the category shelf space. As mentioned earlier, the 

category manager has the responsibility for making within-category decisions. Thus, category 

managers could use their position to secure an optimal shelf position for their PL brands (Du 

et al., 2005); category managers want to protect their PL products, which allows them to 

develop their plans to enhance demand for their PL brands in the category (Subramanian et al., 

2010; Kurtuluş & Toktay, 2011). Secondly, shelf-space scarcity intensifies manufacturer 

competition in the form of ‘store wars’. For example, if there is a brand that cannot compete 

efficiently with other brands, it would be better to remove it from the retailer’s shelves 

(Subramanian et al., 2010). Therefore, category managers can use a competitive exclusion 

strategy to protect their PL products from competitors (Gajanan et al., 2007; Leary, 2004; 

Wright, 2009). However, Kurtuluş and Toktay (2011, pp. 54–55) state that the category 

manager “should allocate more category shelf space to categories with higher demand 

potential or lower cost. Since these properties increase the profit potential of the category for 

the retailer, he should capitalize on this by allocating more shelf space to it. This results in a 

win–win situation for all the parties in the supply chain”.  

Kurtuluş and Toktay (2011) note that power is an element of any relationship and is present 

even when not activated. It can be surmised from the above discussion that there is a shift in 

power and control towards the retailer, which results in an unequal retailer–supplier 

relationship. Kumar and Gilula (1996) state that the vast majority of retailer–supplier 

relationships are power-imbalanced and that the power imbalance means that relationships are 

inherently unstable. However, suppliers are tied to relationships with powerful, dominant 

partners (Blois, 1997, 1998). Hingley (2005b) cites the dangers of such a power-imbalanced 

relationship between the retailer and supplier, where the retailer has control of the shelf space. 
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The dominant firm disadvantages the weaker firm, which leads to reduced collaboration 

between partners. As such, this research proposes: 

 

P3) The category manager’s desire to protect retailer PL products, combined with 

controlling the shelf space, enables them to provide PL products with advantageous 

shelf-space positioning. This leads to competition between each partner due to shelf-

space scarcity. This competition between each firm is negatively associated with 

retailer–supplier collaboration within PL NFPD projects due to the lack of a power-

balanced relationship. 

 

4.2.4 Greater Openness of Communication in New Product Development 

Retailer–supplier relationships must be based around trust and openness, and recognition of 

mutual dependence (Glynn, 2007; Lorino & Mourey, 2013). Barratt (2002, p. 79) states that 

“‘trust’ and ‘openness’ are not words that frequently populate conversations between 

practitioners in the supply chain, although it would appear that both issues are perceived as 

of paramount importance when it comes to collaboration between organisations”. Several 

authors have mentioned trust between retailers and suppliers within supply chain management 

(e.g., Arum et al., 2020; Panahifar et al., 2018; Salam, 2017; Zhang & Huo, 2013). Hoffman 

and Mehra (2000) note that effective CM involves partnering, trust, cooperation, coordination 

and sharing of information. Each partner is willing to share confidential information, which 

positively affects the NPD performance of both partners (Sjoerdsma & van Weele, 2015). The 

definition of trust applied in this research is that for CM to result in greater openness of 

communication in NPD, retailers and suppliers must have a joint willingness to partner only 

with those in whom they have confidence (Huang & Wilkinson, 2013; Nielsen & Evans, 2004). 

Morgan and Hunt (1994) conceptualise trust as existing when one party has confidence in an 

exchange partner’s reliability and integrity. A lack of confidence in the other partner is likely 

to prevent the sharing of information, and the relationship will not be an open and honest one 

(see Table 4.2). 

  



 

 

Chapter 4: Conceptual framework  109 

 Table 4.2: Communication, cooperation/coordination, trust and commitment definitions (adapted from Morgan & Hunt, 1994, pp. 22–23) 
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CM enables the retailer and supplier to collaborate, founded on trust and openness between the 

firms. More open communication reduces concerns that ideas may be stolen (Chicksand, 2015; 

Glynn, 2007). The main outcome is that retailers and suppliers share information and expertise, 

working together to develop quality and consistency in the functions of food supply chains. 

Suppliers can use their product knowledge when working with several retailers and, in turn, 

the retailers can use their information databases containing customer demand data when 

working with several suppliers. Collaboration between companies enhances their ability to 

successfully use NPD to improve category performance, which leads to increased profits 

(Castaldo et al., 2009). Morgan and Hunt (1994) state that trust is essential to collaboration, 

and if the retailer and supplier build this trust, it will result in long-term relationships. Wu and 

Chiu (2018, p. 6) mention that “information sharing refers to the extent to which critical and 

proprietary information is communicated to SC [supply chain] partners. Information sharing 

basically indicates the exchange of the different types of information among SC members, 

including operational, tactical, and strategic”. The sharing of information requires trust 

between retailers and suppliers, as well as the protection of sensitive information. Firms are 

worried about losing their positions, power and NPD project ideas.  

However, firms form relationships with other firms only when they are compelled to do so, 

despite wishing to maintain autonomy (Rehme et al., 2016). According to Duke (1998), 

suppliers are wary of retailers stealing their ideas to create similar PL products and copycatted 

brands; this situation leads to low levels of innovative products (Hughes, 1997). Suppliers 

avoid discussing their NPD strategies with retailers. Informing retailers about future products 

can seem like ‘briefing the enemy’. In addition, there are challenges in the retailer–supplier 

relationship when the retailer is a downstream partner but also competes in the PL market and 

becomes a ‘poacher-turned-gamekeeper’ (Wagner et al., 2005). Chicksand (2015) argues that 

buyers and suppliers entering highly collaborative relationships do not necessarily share gains 

equally. Therefore, the retailer faces difficulties in creating a new product because of the 

secrecy and lack of trust between retailers and suppliers in sharing NPD ideas and confidential 

information (Morgan et al., 2007). This leads to reduced trust and collaboration in product 

development (Castaldo et al., 2009); this, in turn, reduces innovation. 

Trust is evidently important in developing new products and retailer–supplier selection. 

However, limited research in the PL NFPD area has focused specifically on relationships with 

multiple partners or has defined the type of trust considered to be part of the selection criteria 
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in NPD. Research investigating the influence of trust on innovation outcome is also scarce 

(Bunduchi et al., 2011). As such, this research proposes: 

 

P4) Where a supplier collaborates with a number of retailers, or a retailer collaborates 

with a number of suppliers, this presents the risk of information leakage to competitors, 

potentially leading to the development of copycat products. This, in turn, is negatively 

associated with retailer–supplier trust and collaboration within PL NFPD projects. 

 

4.2.5 Higher Extent of Cooperation and Coordination in New Product Development 

Retailers are better placed to uncover opportunities for new products, especially retail category 

managers, as a role of CM is assortment management, which provides a variety of products; 

retailers and category managers can also identify gaps for new product categories (e.g., PL 

products) as well as improvements for existing products, aiming to increase consumer 

excitement (Ellström & Rehme, 2016; see Chapter 3 for more details). Doyle and Murgatroyd 

(2011, p. 639) mention that “retailers do in fact tend to develop PL products into categories 

where there is a ‘lack of choice, price competition or innovation’”. Indeed, Doyle and 

Murgatroyd (2011) have agreed that new PL products might possibly have a significant effect 

on the innovation level of the category.  

 

Category managers build relationships with suppliers to obtain their support and commitment 

to develop PL products (González-Benito et al., 2010; Kaipia & Tanskanen, 2003). According 

to Morgan and Hunt (1994), this partnering relationship must be based on trust and 

commitment, as it requires communication, cooperation and coordination among channel 

members. Table 4.2 provides definitions of these terms. Thus, retailers adopt CM since this 

strategy helps to identify suitable suppliers to work with and supports their relationship to 

reduce costs in order to achieve consumer satisfaction (Johnson & Pinnington, 1998). Suppliers 

are therefore encouraged to signal a long-term commitment to retail buyers, which in turn 

would build a trusting relationship, develop loyalty and create value. Hoffman and Mehra 

(2000) note that effective CM involves partnering, trust, cooperation, coordination and 

commitment; therefore, power abuse can hurt the relationship and CM efforts. 

 

Doyle and Murgatroyd (2011, p. 633) note that “at first glance, it may appear counterintuitive 

that manufacturers of branded products would also want to produce private labels given that 
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they would be creating additional competition for themselves at the retail level, but there are 

in fact a number of reasons why they may choose to do so”. For example, suppliers may 

collaborate with retailers in PLs depending on the benefits they derive from PL projects, such 

as utilising spare production capacity, retailer preference and positive effects on sales volumes 

and market share (Alan et al., 2017; Cheng & Wang, 2005; Gooner et al., 2011; Oubiña et al., 

2006; Verhoef et al., 2002). The retailer benefits from the development of PL products that 

meet their objectives while ensuring low costs (Alan et al., 2017; Gooner et al., 2011). Also, 

Doyle and Murgatroyd mention that suppliers “simply may not view private labels as being 

competitors to their own branded product” (2011, p. 633). 

 

Rehme et al. (2016) provide evidence that the supplier greatly depends on the retailer. In 

addition, retailers are independent of suppliers; as Rehme et al. note: “This creates a situation 

of buyer dominance” (p. 6). However, the supplier strategy of taking more responsibility, for 

example producing PL products for the retailer, means that it is possible to see a development 

where the retailer depends more on the supplier, leading to interdependence between the actors. 

Firms must identify the connections and collaborative relationships between component parts 

of the supply chain and ensure that their design, operational plans and the competitive strategy 

of the firms involved are a good fit (Håkansson & Snehota, 1989; Soosay & Hyland, 2015; 

Stevens, 1989). Ritter (2000, p. 317) suggests: “Each firm is dependent on resources controlled 

by other firms. Thus, firms are inter-dependent with each other through inter-organisational 

relationships”. 

 

Doyle and Murgatroyd (2011) have noted that when PL products have been introduced by 

retailers, they can “alter the balance of power in retailer’s favour when in negotiations with 

suppliers of branded products. Seen through the perspective of a bargaining framework 

between suppliers and retailers, this is likely to result from the fact that the ownership of a 

private label improves a retailer’s outside option in his negotiations with suppliers” (p. 646). 

This changed the balance of power in the UK from manufacturers and suppliers to the major 

retailers (Barratt, 2004). Numerous authors (e.g., Corsten & Kumar, 2005; Dapiran & Hogarth‐

Scott, 2003; Hamister & Fortsch, 2016) agree that CM gives retailers power and control, which 

leads to an imbalance of power between retailers and suppliers.
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Traditionally, suppliers had the most power in the supply chain, so when they suggested 

purchase prices, unit quantities and lead times, retailers might have had to accept these 

conditions without negotiation as their position was fairly weak. This kind of situation still 

occurs depending on the retailer–supplier relationship. Indeed, in recent decades, the food 

chains have shifted from manufacturer and producer power to retail power, given the presence 

of oligopolistic structures, monopsony elements, and growing market power (Ghosh & 

Eriksson, 2019). Dobson et al. (2003) note that the retail market could be distorted by the retail 

buyer power as well as the competition could be affected by immediate and detrimental, 

particularly in the food retail sector. Therefore, suppliers should give more attention to 

competition in the food arena. According to Sexton and Xia (2018, p.1) that “increasing 

consolidation and vertical coordination in the food chain have made the prospect of market 

power abuses by powerful food manufacturers and retailers an issue and a policy concern 

worldwide”. For example, in the USA, there are a few leading supermarket chains who the only 

nationwide supplier that operate largescale retail supercentres (e.g., Kroger, Albertson’s, 

Safeway and Wal-Mart). In Europe, Aldi and Lidl act as market leaders in retail competition. 

Therefore, in Germany in 2002, the top ten food retailers accounted for a market share of over 

86%, and commanded significant market shares in many national food markets. consequently, 

several studies review of antitrust analyses in the food-retail sector indicates that it is essential 

to conduct disaggregate research aiming to accurately analyse current trends in retail market 

power. 

 

Therefore, it is significant that the use of PL brands by retailers gives them bargaining power, 

especially during retailer–supplier negotiation when PL products become more of a threat to 

suppliers. Indeed, PL products are a critical tool to ‘offset the tyranny’ of leader suppliers when 

working together (Wang & Coe, 2018). PL products have increased their market share and 

differentiation, which is a significant strategy for retailers (Desrochers & Nelson, 2006; 

Dussart, 1998).   

 

Initiating PL agreements with chosen manufacturers/suppliers has potential consequences that 

retailers need to take into consideration. An issue that needs to be considered is whether the 

manufacturer/supplier can supply the required quantities for the PL in a continuous manner. 

This problem may be minor when contracting with a committed supplier. Retailers use different 

means (e.g., using their bargaining power and punitive actions) to coerce suppliers into 

cooperation in order to develop products in response to a predefined brief as well as to force 
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them to quickly respond to their demands (Cox, 2001, 2007; Mintu-Wimsatt & Gassenheimer, 

2000; Mintu-Wimsatt & Graham, 2004). Moreover, to make sure the suppliers need them all 

the time, retailers offer benefits such as retailer information and their shelf space. Also, when 

some suppliers are producing PLs, this can be an opportunity to increase their sales with no 

need for extensive investment in promotion (Burt, 2000; Burt & Sparks, 2003; Dunne & 

Narasimhan, 1999). However, Kim et al. (2017, p. 990) mention that “Coercive power, which 

is heavily based on competition and penalties, can be used because such power requires less 

time to implement… However, mediated power sources, such as coercive power, tend to exploit 

the supply chain and, thus, lead to dissension and underperformance.” Stern and El-Ansary 

(1992, p. 312) maintain that it is the practice of power that is critical for much coordination: 

“Power generally must be used in a marketing channel to ... gain cooperation and induce 

satisfactory role performance.” The question emerges as to why there is a focus on the retailer’s 

power? The answer is that retailers force suppliers to develop PLs according to their 

specifications. Therefore, coercive power increases the supplier’s commitment to producing 

PL projects according to the retailer’s demands, which hinders their ability to innovate in NPD 

projects. Based on the above discussion, this study posits the following proposition: 

 

P5) When a retailer has greater power/control than a supplier, this leads to the potential 

for opportunistic behaviour, which enables the retailer to use punitive actions towards 

suppliers to coerce them into cooperation in order to develop products in response to a 

predefined brief. This coercion increases commitment whilst hindering the supplier’s 

ability to innovate. 

 

4.3 Development of the Conceptual Framework 

The above discussion demonstrates that CM roles benefit the retailer–supplier relationship in 

NPD as well as the whole category in retail stores. However, these benefits could be affected 

by numerous internal and external factors, which impact the relationships needed to develop 

PL food projects within NPD and innovation in the retail sector. This will likely negatively 

affect PL NPD projects in the retail sector, particularly in the food industry. Each of the theories 

presented above intersects and is interconnected with the others.  

 

The conceptualisations from these parts of the literature have led to the development of the 

framework shown in Figure 4.2. The framework is divided into four main parts:  
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• Firstly, the left-hand box represents the six CM roles recognised by the author in 

Chapter 3 using the systematic literature review. Two CM roles have been identified 

that the reviewed articles did not include under the CM roles: ‘category performance 

management’ and ‘relationship management’.  

• Secondly, the framework includes CM benefits: the dotted box represents the key 

benefits of CM to collaboration in PL NFPD.  

• Thirdly, the central dotted box includes the implications of the retailer–supplier 

relationship for collaboration.  

• Lastly, the framework includes the potential unintended consequences of the retailer–

supplier collaborative relationship in PL NFPD. 
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Figure 4.2: The conceptual framework. 
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All these results have a negative effect on the retailer–supplier collaborative relationship within 

PL NFPD projects and innovation. 

 

This led to the following key propositions:  

P1) The CC arrangement enables the supplier to monopolise and utilise its position to 

provide its own-brand products with an advantage, leading to competitive exclusion 

and decreased product variety. This, in turn, is negatively associated with retailer–

supplier integration and collaboration within PL NFPD projects due to the lack of a 

power-balanced relationship. 

P2 Where the retailer has a higher control of information in comparison to the supplier, 

this increases their power and leads to supplier dependence. This, in turn, decreases the 

extent of joint decision-making within PL NFPD projects due to the lack of a power-

balanced relationship. 

P3 The category managers’ desire to protect retailer PL products, combined with 

controlling shelf space, enables them to provide PL products with advantageous shelf-

space positioning. This leads to competition between each partner due to shelf-space 

scarcity. This competition between each firm is negatively associated with retailer–

supplier collaboration within PL NFPD projects due to the lack of a power-balanced 

relationship. 

P4 Where a supplier collaborates with a number of retailers, or a retailer collaborates with 

a number of suppliers, this presents the risk of information leakage to competitors, 

potentially leading to the development of copycat products. This, in turn, is negatively 

associated with retailer–supplier trust and collaboration within PL NFPD projects. 

P5 When a retailer has greater power/control than a supplier, this leads to the potential for 

opportunistic behaviour, which enables the retailer to use punitive actions towards 

suppliers to coerce them into cooperation in order to develop products in response to a 

predefined brief. This coercion increases commitment whilst hindering the supplier’s 

ability to innovate. 

 

 



 

 

Chapter 4: Conceptual framework  118 

4.4 Summary 

This chapter has presented the development of a conceptual framework that provides a 

perspective on the influence of CM on the retailer–supplier collaborative relationship in the PL 

food industry. The chapter has examined the roles of CM, the effects of CM on the retailer–

supplier collaborative relationship and the benefits of CM for this relationship and the whole 

category in retail stores. Moreover, the framework developed in this chapter presents the 

implications of the retailer–supplier relationship for collaboration. The implications of their 

relationship prevent the intended benefits of CM from being realised within the retailer–

supplier collaborative relationship in PL NFPD projects. 

 

Using the presented framework to understand CM and the relationship roles of retailers and 

suppliers will generate new insights which are not currently available in the current linear 

research. Furthermore, when considering the development of PL projects, it is critical to 

understand the collaborative relationship between the partners and which factors might play a 

role in this relationship. Also, it is important to understand how firms use their positions to 

achieve their goals and objectives. This is particularly important in established collaborative 

relationships in the development of new products, such as PL projects in the food industry. 
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Chapter 5: Research Methodology 

5.1 Introduction 

The previous chapters focused on private-label (PL) new product development (NPD) and the 

category management (CM) literature and outlined the key areas of this research study. Chapter 

2 provided an overview of the research context within the NPD literature, with a particular 

focus on PL NFPD. A systematic literature review (SLR) was conducted in Chapter 3 to 

explore CM roles and activities which affect the retailer–supplier collaborative relationship 

within PL NPD. This chapter turns to explore methods previously applied to study similar areas 

of research and presents the research method design that was most suited for exploring this 

topic. 

 

The methodology of this research project can be described as following an abductive approach 

based on qualitative research. There is a limitation of this approach based on the systematic 

review which showed that there is a lack of qualitative methods research in the CM literature 

(see Chapter 3, section 3.3.4). Moreover, this study does not claim to be representative of the 

general population; instead, the case study methodology is exploratory in nature. Therefore, 

the findings have limited generalisability; which is limited to the number of the interviewed 

firms in this study. However, several authors have agreed that this approach is deemed 

appropriate due to the consensus in the literature (e.g., Blaikie, 2009; Bryman, 2012) that the 

abductive approach helps in the development of new or current theory by moving from the data 

to theory and then back again. A multiple case studies method was employed, which is an ideal 

method, especially when a “how” question is being asked in relation to describing relationships 

(Yin, 2003). According to Papakiriakopoulos and Pramatari (2010), case studies are a good 

consolidation tool between theory and practice. Consequently, this study adopted a case study 

approach, where the advantages of gaining an understanding of the research topic are viewed 

as more important than the possibility of broadly generalising the results. Eight embedded case 

studies in the fast-moving consumer goods (FMCG) industry were studied, each project 

involving collaboration between a food supplier and a retailer within a PL new food product 

development (NFPD) project. The focus of the case studies was on discovering the influence 

of CM on the balance of power that exists in the retailer–supplier collaborative relationship 

within NPD and to explore category manager roles in order to understand the factors affecting 

their decisions about the new products that they introduce. 
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This chapter systematically details and justifies each of the adopted data collection methods. 

The objectives of each aspect of the research design are established, followed by details of the 

data collection methods employed and the rationale for their selection. The research 

instruments utilised are then presented, followed by details of the research sample. Finally, the 

analytic procedures employed are described and conclusions drawn. The purpose of this 

chapter is to demonstrate the detailed consideration and rigour with which the research methods 

were selected. Table 5.1 presents a summary of the research design. 

 

Table 5.1: Overview of the research design. 

 

 

The research design strategy outlines the structure of the empirical study. The research design 

describes the overall plan, including sample selection and the data collection and analysis 

methods. It also provides researchers with the opportunity to control possible factors that could 

impact the reliability and validity of the research results (Burns & Grove, 2007). The first stage 

in the current research was to formulate the main research objectives, which concentrated on 

investigating the influence of CM on the balance of power between retailer–supplier 

collaborative relationship within PL NFPD projects in Saudi Arabia. Relevant research and 

studies were reviewed in order to understand CM roles. Existing theories and empirical studies 



 

 

Chapter 5: Research Methodology  121 

also clarified the study objectives and the research questions to ensure that the research would 

be able to answer the overall questions (Kitchin & Tate, 2000; Robson, 2002). Methods were 

selected by reading the literature and discovering which methods and methodologies have been 

applied in previous studies in terms of sample selection procedures, selecting relevant category 

managers and analysing the qualitative data using thematic analysis. The analysis was mainly 

performed using thematic content analysis. Braun and Clarke (2006) mention that thematic 

analysis in qualitative data focuses on classifying, investigating and interpreting themes or 

patterns of meanings. 

 

Saunders et al. (2012) created a ‘research onion’, employed in Figure 5.1, to illustrate the layers 

of research. The main layer is the essential philosophy, the second layer is the approach, while 

the next layer shows the choice of methodology. The methodology and the next onion layers 

have not yet been discussed, but the following sections will clarify the choices made. The next 

layer is the strategy applied in the interview stage, followed by the choice to make the study 

follow a cross-sectional design instead of a longitudinal one. The final layer consists of the 

specific methods applied to collect and analyse the research data. 

 

 

  

 

Interpretivist

Abductive 

Qualitative method
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structured interviews 
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Figure 5.1: The research onion layers of this research study (adapted from Saunders et al., 2012). 
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5.2  Purpose of the Research 

Saunders et al. (2000) note that academics have recognised three key purposes of research 

activities: exploratory, descriptive and explanatory. In this research study, the exploratory 

approach was adopted to identify what was happening, gain new insights, ask questions, and 

deal with issues of a qualitative nature (Saunders et al., 2000). Yin (2009) suggests that this 

type of method is appropriate where little theory or previous research exists. In the current 

study, it was particularly appropriate for the following reasons: 

 

• the lack of insight that currently exists regarding CM roles within the context of NPD; 

• the lack of a model or framework providing detailed insight into the influence of CM on 

the balance of power within the retailer–supplier collaborative relationship in PL NFPD in 

FMCG; and 

• the limited understanding of the impact of the retailer–supplier collaborative relationship 

on PL NFPD and innovation. 

 

Table 5.2 presents the overall research aim, the research questions and a summary of the 

propositions of this study. 
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 Table 5.2: Research aim, questions, and propositions.: Research aim, questions, and propositions. 
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5.3 Research Philosophy 

Saunders et al. (2012) observed that each academic research study has an underlying 

philosophy that influences the technique with which the researcher gathers, explores, examines, 

analyses and discusses the research data. The underlying philosophy is the starting point. 

Therefore, when a researcher designs a research study, it is important to recognise the potential 

influence of the philosophical approach on the results. Easterby-Smith et al. (2008) explain that 

weaknesses in the research design and philosophical issues can affect the quality of 

management research. Also, the type of epistemology and ontology will impact the research 

questions asked, as well as the methodology and methods employed. Crotty (1998) states that 

epistemology and ontology are the main focus of the research philosophy and provide the 

research with meaning and perspective. Epistemology covers the ‘ways of knowing’ – 

knowledge can be considered as information collected, generated and compiled about a specific 

phenomenon (Crookes, 2013). Ontology “specifies the form and nature of reality and what can 

be known about it” (Antwi & Hamza, 2015, p. 218). 

 

5.3.1 Epistemological Perspective 

Gray (2013) mentions that epistemological theories have several variations (e.g., positivist, 

interpretivist and critical thinking). Realism has also been considered by many researchers 

(Gray, 2013; Leitch et al., 2009). Taylor (2006) highlights the main and most commonly cited 

research philosophies as positivism, interpretivism, and critical realism. The three most 

commonly discussed theories are briefly summarised in Table 5.3.  
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Table 5.3: Epistemological theory, design and methods (adapted from Antwi & Hamza, 2015, pp. 218–219 with the addition of quotes to 
summarise each theory; and Bryman, 2016, p. 690). 
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Due to the limitations of previous research on this topic, this research study was exploratory in 

nature. The interpretive approach is frequently related to exploratory research. Therefore, this 

research adopted the interpretivist epistemological approach. Robson (2002) notes that the 

interpretive approach confirms the importance of achieving a complete, holistic and contextual 

understanding of experience and behaviour in context. This was the aim of this study, which 

sought to explore how CM can affect the retailer–supplier collaborative relationship within PL 

NFPD and how CM might affect the balance of power within the collaborative relationship as 

well as PL projects and innovation. Interpretivism emphasises the importance of viewing the 

meaning of experience and behaviour in context (Robson, 2002).   

 

Takhar-Lail (2014, p. xx) observed that “the interpretivist view believes that objects should be 

studied in their own natural environments because that is the only way that a true interpretation 

and understanding of their objects can be found”. Likewise, Greene (1994, p. 536) notes that 

interpretivist research involves “people’s interpretations and sense makings of their 

experiences in a given context”. According to Antwi and Hamza (2015, p. 219), interpretivism 

is based on the view that “sees the world as constructed, interpreted, and experienced by people 

in their interactions with each other and with wider social systems”. Moreover, Ennis and Chen 

(2012) mention that it is important to involve the participants in the research and to integrate 

their insights into the interpretation of the meaning of actions and the explanation and 

codification of qualitative research, as the data are based on the ability to understand the reality 

of social phenomena. These phenomena are also based on the connection between the 

interviewees and interviewer. 

 

The aim of this research is clearly linked to the philosophy adopted, which means it is important 

to understand participants’ experiences, perceptions and viewpoints. Therefore, the pivotal part 

of the interpretivist approach is to collect the data in more realistic contexts than the positivist 

approach would allow, providing greater insights into ‘how’ and ‘why’ questions (Rowlands, 

2005). The interpretivist philosophy is very unlike positivism, which uses different methods 

(Table 5.3). Antwi and Hamza (2015) mention that positivist and interpretivist academics argue 

that individual behaviour can be patterned and regular. They also mentioned that Neuman 

(2003) stated that the positivist approach views this in terms of the laws of cause and effect, 

while interpretivists see the patterns as developed by individuals who socially interact through 

‘evolving meaning systems’. Consequently, the interpretivist approach recognises the 

differences in the way people construct reality (Pandey, 2014). Hence, this allows the 
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researcher to gain access to in-depth understandings of different people’s opinions/experiences, 

which are not accessible in a positivistic approach. 

 

5.3.2 Research Paradigm (Abductive Approach) 

The complexity and limited current knowledge of the role of CM and collaboration with 

suppliers within PL NFPD projects and CM’s influence on collaboration and innovation 

(Kaufman et al., 2006) led to abductive research (Dubois & Gadde, 2002, 2014) being selected 

as the most suitable research method. This approach is useful for identifying the complex links 

between sets of inter-related variables (Suddaby, 2006). Lukka and Modell (2010) observed it 

is increasingly the case that the abductive approach is accepted as playing a significant role in 

interpretive research. In management studies, the abductive approach has increasingly been 

applied to case study research (Dubois & Gibbert, 2010). It also poses new challenges for teams 

conducting case studies in international business. In 1903, Peirce put forward the notion that 

discovery research is based primarily on abductive reasoning, which is viewed as a means of 

assigning “primacy to the empirical world but in the service of theorizing” (van Maanen et al., 

2007, p. 1149). Abduction is a continuous process, affecting all steps of the research process: 

“analysis proceeds by the continuous interplay between concepts and data” (van Maanen et 

al., 2007, p.1149). Novak (2001) characterises abduction as proceeding from the facts to an 

explanatory proposition. Furthermore, there is an argument that an abductive lens enhances 

very high levels of accuracy (Woodside, 2010).  

 

Van Maanen et al. (2007) state that the abductive approach depends on the interaction between 

theory and method and on the research process that moves back and forth between them. It thus 

takes into consideration acknowledging frameworks and cases within the research process 

(Dubois & Gadde, 2002). In the current study, the findings from empirical studies, theoretical 

studies, concept analysis and philosophical texts have been interpreted, enabling an abductive 

approach to be implemented. 

 

Dubois and Gadde (2002) identified the features of the abductive approach. First, to fully take 

advantage of the information obtained from a case study, the researcher must continuously 

move through the research process back and forth between the empirical data and theory. This 

recursive nature forces the researcher to proceed in a stepwise manner, working in specific 
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phases.  Four factors influence the research process through the abductive approach (Alrajeh 

et al., 2012), which are presented in Table 5.4. 

 

Table 5.4: Factors influencing the research process within the abductive approach (adapted from Alrajeh et al., 2012, p. 1). 

 

 

Thorkildsen et al. (2013) note that abduction does not just involve moving from an unexpected 

fact to an explanation. Instead, it involves the way that researchers strive for new clarifications 

based on theories and data needing explanation. This is often a long-term process, beginning 

with the discovery of somewhat unusual circumstances or phenomena. Abduction thus lays the 

groundwork for more in-depth knowledge discovery and understanding. It uses more than one 

source of evidence to identify new aspects of the research problem. The direction of this study 

is influenced by the theory, the literature review and an exploratory case study.  

 

An abductive approach was selected in this research study. This was used to understand the 

topic through the findings emerging from the primary data and the research framework on the 

influence of CM on the retailer–supplier collaborative relationship in PL NFPD projects. The 

reason for this choice was that the researcher’s starting point was a surprising fact – that the 

intended benefits of CM in NPD projects are affected by several factors which prevent and 
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inhibit these intended benefits from being realised, particularly when it comes to the retailer–

supplier collaborative relationship in PL NFPD. Matching theory and reality is achieved 

through transitioning between the research framework, empirical data and analysis. This 

approach meant that the resulting data were sufficiently detailed and rich to allow for 

exploration of the research phenomenon and to identify and explore themes and patterns 

regarding the impacts of CM on the retailer–supplier collaborative relationship. An attempt 

was then made to integrate these explanations into an overall conceptual framework, thereby 

to understand deeply the CM influence on the retailer–supplier collaborative relationship in PL 

NFPD projects within the FMCG sector. This could not be achieved using a purely inductive 

or deductive approach (Kakkuri-Knuuttila et al., 2008). As mentioned earlier, instead of 

moving from theory to data (as in deduction) or from data to theory (as in induction), an 

abductive approach moves back and forth, in effect combining deduction and induction 

(Suddaby, 2006). Hence, the focus is on qualitative issues, interpreting the gathered data, and 

formulating new theory applicable to the research. 

 

The essential standard for qualitative research is trustworthiness: research findings need to be 

reliable. Therefore, for research to be considered credible and authentic, it should be 

established on a sound rationale that provides justification for the specific methodology and 

the data collection and analysis procedures (Lincoln & Guba, 1985). Jootun et al. (2009) 

acknowledge the difficulty of neither influencing nor being influenced by the research 

participants. However, reflexive research accepts that research findings are the product of the 

researcher’s interpretation (Jootun et al., 2009). Therefore, reflexivity must form part of the 

researcher’s commitment. Every researcher must commit to identifying and sharing their 

reflexivity. This is important for learning purposes and for enhancing the understanding of the 

research topic. In the current study, this was reflected on appropriately, based on existing 

knowledge and the data of this research. The next section presents the research design strategy, 

which fitted within an overall abductive approach. 

 

5.4  Research Design Strategy 

This research started with the idea of exploring the influence of CM on the retailer–supplier 

collaborative relationship in PL NFPD projects in Saudi Arabian retailing firms. This idea was 

initially understood and transformed into objectives. Then, the researcher read related literature 

and conducted a systematic review of empirical studies conducted on CM roles and reviewed 
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the theoretical and empirical studies conducted on CM within PL NFPD projects within the 

FMCG industry. Therefore, an understanding of the literature enabled the research problem to 

be identified, the interview questions to be designed and the propositions to be developed. The 

researcher selected and justified the theoretical framework. The research methodologies and 

methods were then selected. Then, the researcher worked with the sample to set the interview 

questions. During this process of the project, the case selection criteria were determined and 

the cases were selected. These are the research preliminaries.  

 

The first stage was to identify the CM roles in supply chain management through the SLR, as 

there was a lack of relevant studies in the CM literature. By this stage, the researcher had 

identified the gap in the literature. The researcher then focused on qualitative data collection 

and analysis to identify the influence of CM on the retailer–supplier collaborative relationship 

within PL NFPD projects. Then, the researcher developed a framework version based on the 

worldview demonstrated in the participants’ interviews within each case. Later, the 

implementation gaps within the literature were identified. As this research adopted an 

abductive approach, this helped the researcher to move back and forth between the empirical 

data and the theory and the framework and the cases (see Figure 5.2). The next stage involved 

developing the new conceptual framework for the CM roles and how CM influenced the 

balance of power between retailer–supplier collaborative relationship within PL NFPD projects 

in Saudi Arabia, which was followed by writing up and discussing the results, and formulating 

conclusions. This process essentially followed that used by Awuzie and McDermott (2017), 

which is another aid to compare with other studies (see Figure 5.3). 
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Figure 5.2: Research process for the abductive approach (adapted from Dubois & Gadde, 2002, p. 555). 
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Figure 5.3: Research design strategy (adapted from Awuzie & McDermott, 2017, p. 366). 
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5.4.1 Qualitative Research Methods 

Since the level of CM influence on the retailer–supplier collaborative relationship within PL 

NFPD projects is unknown in Saudi Arabia (see section 2.3.3), this required the use of 

exploratory qualitative methods. 

 

The literature documents several researchers having applied qualitative methods (e.g., 

Chimhundu, Kong, & Gururajan, 2015; Ellström & Rehme, 2016), and some who have applied 

quantitative ones (e.g., Alan et al., 2017; Romat & Biliavska, 2018), while others have applied 

both methods (e.g., Dupre & Gruen, 2004). As mentioned earlier that the SLR showed that 

there is a lack of qualitative methods research (see Chapter 3, section 3.3.4). 

 

Oflazoglu (2017) describes qualitative data as data that take the form of descriptions and 

characteristics. The qualitative method provides in-depth and detailed information about the 

phenomenon being studied. Therefore, quantitative methods were not applied as their outcomes 

are mostly statistical explanations, which is different from detailed narratives. The key strategy 

of the qualitative method adopted was to follow Francis, Dorrington and Hines’ (2008) use of 

case studies. It was essential to apply a qualitative method to recognise what is going on in the 

food retailing sector, how category managers, retailers, and suppliers manage PL food projects, 

what techniques, process and tools they use, what are the roles of category managers and the 

influence of CM on the retailer–supplier collaborative relationship within these projects, and 

how CM impacts the balance of power that exists in their collaborative relationship, PL food 

projects and innovation. This exploratory approach was necessary to obtain a full picture of 

CM roles within PL projects and to answer the study questions. The qualitative approach was 

deemed suitable to study the research population and was viewed as preferable to the 

quantitative approach for understanding CM themes in Saudi Arabia. 

 

The qualitative approach was considered applicable to the current research, given the aim of 

exploring the topic in depth. This approach allowed one method to be applied to address the 

research questions; however, as Robson (2002) states, no one method is essentially best for a 

specific study. As mentioned earlier, the research aimed to explore the subjective area of the 

impact of CM on the retailer–supplier collaborative relationship and its influence on the power 

of balance that exists within this collaborative relationship; therefore, the method adopted was 

qualitative in nature. This method not only enabled the research questions to be addressed but 
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also obtained further detailed insights. The following section explores the research strategy, 

which involved the selection of a multiple case studies approach. 

 

5.5 Data Collection Methods  

Data collection has been described as the procedures of gathering, measuring and analysing 

data, enabling rigorous insights to be obtained to address the research questions, assess the 

results and test or explore propositions (Langford, 2012). Notably, for data to be considered 

reliable, it needs to be collected by utilising the appropriate standard techniques. The main 

objective of data collection is to ensure rich and reliable data are obtained. Data collection 

permits researchers to answer related research questions, evaluate results and make informed 

decisions. Correct data collection is critical to research reliability, quality assurance, and 

informed decision-making (Table 5.5).  

 

Table 5.5: Summary of the method adopted. 
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There are several data collection methods; these can be categorised into primary or secondary 

data collection methods. Primary data collection methods include questionnaires, interviews, 

focus groups and observations (Lowry, 2015). Secondary data are pre-existing data available 

in sources such as journals, magazines, books and newspapers. The current research relied on 

primary data. As mentioned earlier, the qualitative approach enables the understanding of new 

phenomena by exploring the social context around these phenomena (Cohen & Crabtree, 2008; 

Silverman, 2000). There are other types of sources available to a case study researcher (e.g., 

documentation, interviews, records, direct observations, participant observations). Indeed, Yin 

(1994) claims that including multiple sources of data is one of the greatest strengths of case 

study research. In this study, the primary data were collected in case studies using semi-

structured interviews (primary source of data) and direct observations (which involved 

attending NPD meetings with retailers, food suppliers and FMCG brand owners, as well as 

during the time spent at the manufacturing and retailing sites). Therefore, the data collection 

followed a triangulation methodology (Yin, 2009). 

 

Patton (2002, pp. 262–264) argues that human observations provide several benefits, including 

being able to “understand and capture the context within which people interact”, having less 

reliance on previous conceptualisations, and providing the chance to “see things that may 

routinely escape awareness among the people in the setting”. Moreover, the observations 

enable the researcher to “observe the many nuances and contingencies of human behaviour as 

they become manifest in a ‘natural’ setting (as opposed to closed-ended surveys or 

experimental designs)” (Marvasti, 2014, p. 355). Participant observations were conducted to 

provide supporting evidence and consolidation of the data collected via semi-structured 

interviews. Participant observations are “methods of generating data which entail the 

researcher immersing herself or himself in a research ‘setting’ so that they can experience and 

observe at first hand a range of dimensions in and of that setting” (Mason, 2002, p. 84). 

 

Observations were useful in providing further information on the main topic. In addition, 

documents were also collected (such as stage-gate or retailer–supplier documents, emails, 

communications, presentations, quality reports and external sources such as firm leaflets and 

social media items), which helped to back up the interview findings and informed later data 

collection (Petala et al., 2010). The documents gathered assisted in supporting the data 

collected from the participants. For instance, in some cases, copies of the project’s stage model 

permitted evaluation of the explained process, which confirmed that the participant had not 
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missed out any details of what had happened in the project. The next sections explain the case 

study strategy adopted in this study.  

 

5.5.1 Case Study Strategy 

Punch (2005) acknowledges the case study as “more a strategy than a method”, mentioning 

that:  

…almost anything can serve as a case, and the case may be simple or complex. 

But... we can define a case as a phenomenon of some sort occurring in a 

bounded context. Thus, the case may be an individual, or a role, or a small 

group, or an organization, or a community, or a nation. It could also be a 

decision, or a policy, or a process, or an incident or event of some sort, and 

there are other possibilities as well. (p. 144) 

Bryman (2004, p. 49) notes that: 

The most common use of the term associates the case study with a location, such 

as a community or organization. The emphasis tends to be upon an intensive 

examination of the setting. There is a tendency to associate case studies with 

qualitative research…  

Yin (2009) suggests that the case study method enables several aims to be accomplished: 

providing a description, testing theory or generating theory. It also enables exploratory and 

explanatory aims to be addressed (Yin, 2009). Stake (1995, 2005, pp. 443–444) states that: 

…case study optimizes understanding by pursuing scholarly research 

questions. It gains credibility by thoroughly triangulating the descriptions and 

interpretations, not just in a single step but continuously throughout the period 

of study. For a qualitative research community, case study concentrates on 

experiential knowledge of the case and close attention to the influence of its 

social, political and other contexts. For almost any audience, optimizing 

understanding of the case requires meticulous attention to its activities. 
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Therefore, the case study method was suitable for addressing the objectives of this research. In 

addition, Blaikie (2009) mentions that most case studies are recognised as aiding researchers 

in obtaining rich and in-depth data. 

 

There are four basic case study designs: single study, multiple case studies, holistic or 

embedded (Yin, 2014). The current research comprised a multiple case study design, which 

can create more convincing understanding when the propositions are grounded in multiple 

empirical evidence. Thus, Eisenhardt and Graebner (2007) note that multiple cases permit a 

broader exploration of research theoretical evolution and its questions. The next section 

explains the multiple case studies in more detail. 

 

5.5.2 Multiple Case Study Analysis  

Baxter and Jack (2008) state that the evidence obtained from a multiple case study has been 

found to be strong and reliable. Thus, Yin (2003) suggests that a multiple case study approach 

is an ideal method, especially when a ‘how’ question is being asked about describing 

relationships. Therefore, this approach was used as it enabled an in-depth examination of each 

case (Yin, 2014). The method selected was a multiple embedded (collective) case study 

approach, with each case composed of several units of analysis. This method was chosen as, 

according to Hanna (2005), it is regarded as being stronger and more replicable than other 

available methods. Also, it has been shown to be more robust and, therefore, more likely to 

support and improve the validity of the findings (Hanna, 2005). Moreover, it is preferable to 

conduct multiple case studies because these cases aid the data analysis and are more likely to 

overcome any bias (Yin, 2009). The multiple cases were largely exploratory in nature; hence, 

the research takes an exploratory approach (Yin, 2009). Because of the lack of existing 

knowledge about the phenomenon, research questions and theory provided guidance in the 

range of ideas and variables. 

 

In order to deliver greater insights, the study conducted several case studies (embedded) 

focusing on particular PL NFPD projects where possible within each firm. The researcher 

conducted eight embedded case studies of PL NFPD projects to find valid answers to the 

research questions. Using multiple case studies that are ‘strong’ and ‘robust’ improves theory 

building and provides a more rigorous assessment of the circumstances affecting the theory 

(Yin, 2003). Furthermore, using multiple perspectives and data sources enabled the data to be 



 

 

Chapter 5: Research Methodology  138 

triangulated and helped to contribute to the validity of the gathered data in this research. This 

facilitated the development of the multiple case study design as interviews provided important 

information which the literature review may have missed and provided in-depth insights about 

the topic of the case studies (Krusenvik, 2016; Simms and Trott, 2014). 

 

5.5.3 Semi-Structured Interviews for Multiple Case Studies 

The flexibility of semi-structured interviews made them suitable for the process of data 

collection and enabled further exploration of any relevant points that emerged (Nag et al., 

2007). The semi-structured interviews consisted of open-ended questions, as open-ended 

questions “give the respondents the opportunity to answer freely without being tied to a set of 

predefined alternatives” (Lindh et al., 2016, p. 5), which was appropriate for this research. The 

goal was to encourage the interviewees to answer as expansively as possible in their own 

words. Bryman (2008) mentions that one of the potential strengths of qualitative methods is 

the interactive connection between the researcher and participants. However, Silverman (2000) 

argues that this close connection could lead to a struggle in distinguishing between the 

researcher’s opinion and that of the participants. In other words, the researcher should be 

careful to guard against bias (Mayo et al., 2016). This triangulated the data and helped to 

contribute to the validity of the gathered data in this research (Yin, 2013). The interviews were 

conducted face to face, and the interview time depended on the length of answers given. The 

interviews were recorded using an iPhone recorder and were supported by note-taking to help 

with data analysis. Section 5.5.6 explains the interview structure, key themes, the sequence of 

the questions and the logic behind this.  

 

5.5.4 Gaining Access to the Interviewees 

Initially, all documents (invitation letter, information sheets and consent forms) were sent to 

the chosen firms and participants directly via email or LinkedIn to obtain permission to include 

the firms in a case study (see Appendices 5.1, 5.2 and 5.3). The researcher had already 

identified seven firms that met the inclusion criteria through information gathered from 

industry journals, social networks and the researcher’s personal connections within the retail 

industry, as mentioned earlier.  

 

The consent form was administered to firms whose employees were part of the research 

population. Each participant was given an information sheet, invitation letter and consent form 
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(Appendices 5.4, 5.5 and 5.6) to read and sign without pressure from the researcher. Moreover, 

the researcher explained the aims of the research and all the points covered in the information 

sheet and her role in this research. The researcher asked each participant for their consent for 

the interview to be recorded with an iPhone recorder. Signed consent forms were collected in 

person or via email prior to starting the interviews, which were conducted in person. 

Once organisational consent had been obtained, recruitment of individuals within the firms 

began. Snowball sampling was used, which is where participants suggested other persons 

within their firm who would be suitable for participation in the study (Ahmadzadehasl & 

Ariasepehr, 2010). Initial contacts/gatekeepers were asked to send the information sheet and 

participant invitation letter to suggested persons, who could then contact the researcher if they 

were interested in participating. 

 

The researcher was aware that consideration had been given to the confidentiality and 

anonymisation of the received information from participants and firms about any brands and 

products. This also gave the participants more freedom when they answered, and it was easier 

for the firms to agree more quickly to do the interviews. The decision was made to conduct 32 

in-depth interviews; all participants responded positively, and no one had to withdraw from the 

study. Due to the exploratory nature of the project, the participant sample was involved in the 

research. This enabled the researcher to analyse the obtained data in depth, with the aim of 

answering the research questions. The researcher was interested in gaining high-quality 

insights from those managers to fill the gaps in the literature. Therefore, the data obtained 

allowed for in-depth analysis and a better understanding of CM roles and their influence on the 

supplier–retailer collaborative relationship within PL NFPD. Moreover, the study’s empirical 

data explained how CM influences the balance of power within the collaborative relationship 

in the Saudi retailing sector. In addition, it identified innovation development through analysis 

of the PL food FMCG industry.  

 

5.5.5 The Sample and Case Selection  

As mentioned earlier, category managers, retailers and food suppliers within the FMCG 

industry in Saudi Arabia were targeted in this study and constituted the unit of analysis. The 

sample population was chosen using a purposive sampling method. “Purposive sampling 

enables you to use your judgement to select cases that will best enable you to answer your 

research questions and to meeting [sic] your objectives” (Saunders et al., 2009, p. 237). 
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According to Guarte and Barrios (2006), the purposive sampling method aims to select 

participants who are familiar with and beneficial to the topic being investigated. Numerous 

purposive sampling tactics that could be employed in qualitative studies have been recognised 

(Robinson, 2014). The homogenous sampling method is one such strategy in which the 

researcher can select participants who have similar roles. Researchers regularly apply 

purposive sampling when there is no need to calculate the sample size as they base their sample 

on how much data they gather and on whether the data answers the research questions (Guarte 

& Barrios, 2006). Although bias in the sample composition could impact accuracy, the depth 

of understanding is measured on the quality of the results in qualitative research. An 

appropriate sample size in the qualitative approach is one that yields many new perspectives 

from the interviews. Once interviews fail to provide any new viewpoints for discussion, then 

the saturation point has been reached, and no more participants are needed. Therefore, owing 

to the high levels of data anticipated from each interview, once theoretical saturation was 

reached in the current study, the interview process was ended (Guest et al., 2006). 

 

Thus, in this study, a non-probability purposive sampling method (Robinson, 2014) was 

applied, which was dependent upon the researcher’s judgement and the above-mentioned 

criteria. Guarte and Barrios (2006) state that the purposive sampling method gives the 

researcher the opportunity to deliberately choose their participants and cases based on the 

capability of the participants to provide essential information linked to answering the research 

questions. The majority of the selected cases provided ‘critical’ accounts of the firm; the cases 

were also ‘illustrative’ of the PL NFPD process and showed problems that unexpectedly 

occurred in these projects. The sample size in qualitative research does not directly impact the 

quality of the results (Holloway & Wheeler, 2002, p. 128).  

 

The purposive sampling of participants from seven firms was applied, with the aim of 

interviewing appropriate participants within the firms. The range of the firms was 

representative of those in the sector: one Saudi established leading retail chain and six Saudi 

food suppliers. All firms are based in Saudi Arabia. See Table 5.6 for further information based 

on firm documentation. Access to firms was obtained through information gathered from 

industry journals, social networks and the researcher’s personal connections within the retail 

industry from trade shows. The firms were selected if they met the inclusion/exclusion criteria 

addressed in the next section. Moreover, key contacts in the firms helped the researcher to 

identify an appropriate one-week period for each visit. The firms were reluctant to admit an 
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observer to a meeting about NPD; however, the researcher asked to observe old projects instead 

so as to enable the firms to keep their new ideas confidential. 
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Table 5.6: Summary of the case studies (firms) selected in the study 

Case/firm Firm details 

Retailer (R) 

 

- Established in 1978 as a privately held company with capital of SR 207.50 million. 

- One of the four leading retailers in Saudi Arabia. 

- Aims to be a leader in developing PL products (food/non-food). 

- Over 500 stores in Saudi Arabia and many stores in different Middle Eastern countries. 

- Over 18,000 employees. 

- Turnover in excess of SR 18.06 million. 

Supplier A 

(SA) 

- Founded in 1993 and is the largest integrated food industry in the Middle East.  

- Production of foul medames, peas and beans, evaporated milk, iced coffee and flavoured milk in cans, 

sweetened condensed milk, sterilised cream, milk powder in cans and pouches, UHT milk and flavoured 

milk, cream cheese spread, block cheese, tomato paste in cans and tetrapak, peanut butter in glass and PET 

jars. 

Supplier B 

(SB) 

- Established in 1988. 

- Production of chips, biscuits, popcorn and ma'amoul. 

Supplier C 

(SC) 

- Founded in 1979. 

- Production of cooking oil and sugar. 

- Turnover in excess of SR 272.89 million. 

Supplier D 

(SD) 

- Founded in 1981. 

- Production of bread, toast, ma'amoul, and rusks. 

Supplier E 

(SE) 

- Established in 1975. 

- Based in Saudi Arabia and several countries in Asia, Europe and Africa. 

- One of the largest food manufacturing companies in Saudi Arabia and the Middle East.  

- Over 1,000 employees. 

- Producing more than 250 products through four advanced industrial complexes. 

- Production of frozen pastry, vegetables, premium cheese, dried food, and natural honey. 

Supplier F 

(SF) 

- Established in 1969. 

- Provides more than 200 different products. 

- Based in Saudi Arabia with operations in South Africa and the United Arab Emirates. 

- Specialities: marketing management, sales planning, supply chain management, finance management, 

corporate marketing, innovation and design, NPD, organisation development, and food services. 

- Production of pasta, tuna, canned food and vegetables, mayonnaise, mustard, hot sauce, salad dressings, 

vinegar, syrup, nuts, popcorn, peanut butter, canned cream, nectar drinks, whole and sliced fruits. 

Supplier G 

(SG) 

- Founded in 1977. 

- Production lines of bakery, dairy, legumes, oil, coffee, water, cake, sweets, noodles, juice products and 

chicken stock. 
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5.5.5.1 The Inclusion and Exclusion Criteria of the Firms Selected 

In this study, there were several inclusion and exclusion criteria for the selection of 

interviewees from the firms (see Table 5.7). 

 

Table 5.7: Firm inclusion and exclusion criteria. 

 

 

As mentioned above, the target sample were category managers, food suppliers, NPD managers 

and PL managers working in the Saudi Arabian retailing sector. Defining the unit of analysis 

is an important factor in research because if the researcher fails to recognise the unit of analysis, 

then he or she would not be able to analyse the data (Zozus, 2018). In this research, the 

participants were selected to be the unit of analysis rather than the retailing firms because 

selecting firms as a unit of analysis may have diverted the researcher into focusing on 

organisational behaviours and activities rather than the activities of participants. This would 

have been a mistake since the participants are responsible for managing and running PL food 

projects in the field and are alert to what is going on in projects, such as communication, 

collaboration, sharing information and the CM practices in use. Consequently, the participants 

were targeted to participate in this research. The sample of participants can be summarised as 

follows: 

 

1. FMCG retailer (R1–7);  

2. FMCG food product suppliers (S8–32).  
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See Tables 5.8 and 5.9 for further participant details. The name of each participant and firm 

has been changed to ensure anonymity. 

 

Table 5.8: Retailer participant details (from the top four retailers in Saudi Arabia). 

 

 

Table 5.9: Food manufacturer/producer participant details (supplier of PL products to the leading retailer). 
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Hair et al. (2015) note that a case study involves the exploratory analysis of topics, individuals 

or firms. Therefore, eight case studies of PL NFPD projects were explored in Saudi retailing 

firms. Each PL project comprised one food supplier and one retailer. Interviews were 

conducted with category managers of different categories (dairy, cooking oil, pasta, tuna, dried 

tomatoes, chocolate spread, chips and toast) from one established leading retail chain in Saudi 

Arabia. Therefore, the chosen cases were each selected based on their “intrinsic value” (Stake, 

1995) to the research aims. Table 5.10 provides a summary of cases selected, the identifying 

letter for each and the research questions they addressed. The table also provides insights into 

the main aims of the research. The cases selected are examples of the following types of project: 

 

1. Projects focused on the CM roles and how they affect the retailer–supplier collaborative 

relationship within PL NFPD projects. 

2. Projects focused on how CM influences the balance of power between retailers and 

suppliers in their collaborative relationship to develop PL NFPD and how this affects 

innovation. 
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Table 5.10: Summary of cases selected, the identifying letter for each and the research questions they addressed. 
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This also helped determine the influence of CM on the retailer–supplier relationship and the 

network between them and to explore the stages of the CM process and roles. This enabled 

understanding to be obtained of the factors affecting participants’ decisions about the 

introduction of PL new food products. As mentioned earlier, for each case study, one retailer 

and one food supplier were working on the same food PL project. At the same time, each 

supplier had a national brand (NB) in the same category as that retailer (see Figure 5.4). The 

participants were interviewed to obtain information on the procedures and processes adopted 

in their daily work.  

 

Figure 5.4: Design of embedded case studies from Saudi firms. Each PL NFPD project comprised one food supplier and the 
retailer. 

 

 

The researcher aimed to be present for up to one week at each case study site and observe 

meetings related to the embedded case, aiming to observe how category managers, retailers 

and suppliers work within the PL NFPD process. The observations were subjected to the same 

data analysis process, supported by reference to the researcher’s notes. Observations were 

analysed through the process of “description as analysis” (Marvastia, 2014), whereby the 

researcher obtained information on the ambience of the setting through the observations and, 

through further abductive analysis, connected the observations with larger theoretical 

arguments. However, the firms accepted observation only in the old projects. In order to 
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conduct the observational studies, for up to one week in each case study site, the researcher 

was informed by the firms in Saudi Arabia about the new projects (see Appendices 5.1 and 5.2) 

in order to prevent disruption to them. Moreover, each firm was informed of their right to 

withdraw observation reports before the researcher started the data analysis, which was on 1 

October 2017.  

 

The design was narrowed by several factors that impacted the cases and projects (embedded 

cases) studied: 

1. limited access to firms, resulting in bias due to the purposively selected nature of each 

firm’s involvement; 

2. lack of access to data or individuals; 

3. selection of embedded cases depended on the interest of the firms and participants 

involved; 

4. confidentiality issues; and 

5. secrecy associated with some projects. 

 

As a result, the case studies should be viewed as providing abductive results and leading to the 

development of a framework version based on the worldview of the participants' interview 

within each case; that is, to understand the CM roles within PL NFPD projects and its benefits 

on the retailer–supplier collaborative relationship. Moreover, to provide an in-depth 

exploration of the influence of CM on the balance of power within retailer–supplier 

collaborative relationship within these projects, which leads to the study recommendations.  

 

5.5.6 Designing the Interview Questions 

Yin (2009) notes that multiple case studies are mostly exploratory in nature; therefore, as 

mentioned earlier, the current research adopted an exploratory approach. The research 

questions give direction to the selected concepts and variables since current information on the 

phenomenon studied is somewhat scarce. The participants’ input thereby supported filling the 

gap in the literature: providing exploratory insights and building understanding of the PL 

NFPD projects and CM impact on the retailer–supplier relationships in these projects. 

Therefore, collecting rich data enabled in-depth analysis and a better understanding of the 

influence of CM on the retailer–supplier collaborative relationship in the PL food retail sector. 

To ensure the questions addressed the research topic in the case study, interviews enabled the 
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research questions to be refined to contribute to theory (Yin, 1984). To achieve the research 

aim, the researcher prepared the interview questions by following the recommendations of 

Mason (2002, p. 72) for qualitative interviews through utilising a rigorous procedure (see Table 

5.11). Mason (2002) notes that the preparation of semi-structured interview questions leads to 

less misunderstanding than is the case for structured interviews. He argues that the interviewer 

must be more prepared to act correctly and quickly when any new point of discussion emerges, 

which may give relevant information; however, this might be missed if the interviewer is not 

sure how to act. As Brinkmann and Kvale (2014) mention, interviews are classified as a 

conversation between the researcher and participants. Interviews are mostly organised around 

the objectives of the research decided by the researcher. Utilising the interview method 

provides the researcher with the opportunity to listen to and understand the participants. 

 

Table 5.11: Interview guide built on Mason’s (2002) structure. 
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5.6 Data Analysis of Qualitative Data 

The research design and collection and analysis of data are simultaneous and continuous 

processes; therefore, qualitative research is considered as an incorporated approach (Hesse-

Biber & Leavy, 2010). There needs to be a clear connection between research theory and data 

analysis. This research applied thematic analysis, as mentioned in Section 5.4. As described by 

Castleberry and Nolen (2018, p. 808), thematic analysis “is used commonly because of the wide 

variety of research questions and topics that can be addressed with this method of data 

analysis”. According to Braun and Clarke (2006, p. 79), “Thematic analysis is a method for 

identifying, analysing and reporting patterns (themes) within data. It minimally organizes and 

describes your data set in (rich) detail”. Analysing open-ended responses from surveys or 

transcribed interviews enables a more in-depth exploration of the context of teaching and 

learning than is possible in quantitative analysis. Moreover, this method enables the data 

analysis to have flexibility and affords the possibility of interpretation. However, to ensure 

confidence in the findings, it should be undertaken with care, and special attention should be 

applied to the transparency of the method (Braun & Clarke, 2006). 

 

According to Eisenhardt and Gaebner (2007), the difficulty with qualitative research is that the 

researcher could be affected by early conclusions (e.g., interesting output or unusual data) 

which are not connected to the research questions and their aims. To resolve this issue, before 

beginning the analysis, the researcher defined the main themes/sub-themes and classified them 

systematically, following Braun and Clarke’s (2012) process for rigorous thematic analysis. 

 

As mentioned above, a rigorous approach was adopted to enhance the reliability of the research. 

The researcher adopted six steps described by Blaikie (2009), as shown in Table 5.12.   
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Table 5.12: The six steps of data analysis. 

 

 

The first step, according to Braun and Clarke (2006), includes a procedure of analysis when 

the theory has already been obtained from earlier research to build upon. In this research, 

thematic categories emerged from sensitising concepts identified in the theory and were used 

to analyse the qualitative interview and document data. Sensitising concepts are ideas that 

direct the process of research data collection, analysis and interpretation, in terms of providing 

“directions along which to look” (Blumer, 1969, p. 148). Blumer (1969) contends that 

sensitising concepts help to prevent the research perspective from becoming too broad by 

directing the researcher’s gaze. Such concepts function as an analytical gaze or foundation 

upon which analysis is conducted and new aspects are added to the researched phenomena. 

Therefore, early themes were recognised from the literature review as well as the SLR, which 

were developed into propositions and the conceptual framework. The researcher used these 

propositions to guide the thematic analysis. However, new and unusual ideas can emerge in the 

repeated stages. This permits exploration of the topic area, aiding to understand the whole topic.  

 

After recording the interviews, the interviews were transcribed and the researcher reread the 

transcripts to become familiar with the data (Braun & Clarke, 2012). During this stage, open 

codes were applied on a line-by-line basis. According to Khandkar (2009, p. 1), “In the analysis 

phase, when you are going through the data you often mark important sections and add [a] 
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descriptive name or ‘code’ to it”. Khandkar (2009) also notes that open coding involves 

identifying concepts and developing categories based on their properties which summarise the 

content. This was directed by propositions to highlight the related areas of data. An example is 

the role of CM in relation to PL NFPD. This section was open-coded as ‘Role of CM’ to draw 

attention to it while continuing to be open to more detailed coding in the next stage.  

 

Bernard (2006, p. 452) notes that analysis “is the search for patterns in data and for ideas that 

help explain why those patterns are there in the first place”. Therefore, the next step, 

recommended by Saldaña (2015), involved generating initial codes and organising the codes 

into emerging patterns and categories manually without the use of qualitative data analysis 

software. It is worth mentioning that Stewart (2012) states that it is critical for researchers to 

recognise that software is a tool (e.g., NVivo), not an analysis method; therefore, the thematic 

analysis process requires in-depth understanding to be obtained. In order to facilitate the 

generation of initial codes, the researcher took sections of transcripts and asked ‘what’ and 

‘how’ questions to help in describing the issue and ‘who’, ‘where’ and ‘when’ questions to pair 

the actors with their roles and the process undertaken. Within this stage, the researcher was 

able to think about which contributing issues led to the situation discussed and then to decide 

their relevance to the research topic. 

 

As mentioned earlier, the coding process was repeated to ensure accuracy; the process involved 

reading and generating codes in the first transcript based on its contents. Then, the second 

transcript was read, and the previously set codes were applied and new codes (if any) were 

created. If any new codes were generated, then the researcher reread all transcript(s) and coded 

them with the new code(s) if relevant. This practice continued until there were no new codes 

noted in this process. 

 

The fourth step involved searching for themes. As described by Ngulube (2015), this involves 

using research questions to develop broad themes. Then the process turns to capturing 

something important about these themes to see if the given codes fit with the theme or deliver 

more specific themes. To assess the potential themes’ applicability, they were applied to all 

transcripts to determine whether any codes did not fit or were misplaced under the themes. This 

ensured that the developed themes emphasised the significant parts of the data that helped to 

answer the research questions (Braun & Clarke, 2012). Then, the researcher was able to define 

and name the themes, which led to simplifying the last step of the analysis: writing up the 
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findings. Finally, after each case study report was completed, they were compared to assess to 

what extent each proposition was explained in each individual case as well as theorising why 

(Yin, 2013).  

 

5.7  Reliability and Validity 

Neuman (2011) notes that validity and reliability are necessary concepts for an academic 

researcher to design, conduct and analyse the research. Bashir et al. (2008, p. 36) state that 

“Rigor can be ensured only by considering validity and reliability in all kind[s] of research 

methods”. Neuman (2011) also notes that attaining complete reliability and validity is seen as 

impossible. Therefore, researchers struggle to certify that the collected data are both reliable 

and valid (Bannigan & Watson, 2009).   

 

The researcher employed several methods to achieve the best possible validity and reliability. 

By using the concepts of reliability and validity, Yin (1989) describes four frequently discussed 

tests related to the quality of the research design: construct validity, internal validity, external 

validity, and reliability. Table 5.13 provides an overview of these tests and their purpose, as 

well as how the research was planned to improve its reliability and validity and lessen the 

weaknesses in these four areas. Therefore, the researcher considered the constructs of reliability 

and validity when planning and conducting this study. The data collection tools were reliable 

according to these measures, and validity was identified through the homogeneity of the 

retailing industry in Saudi Arabia. Noble and Smith (2015, p. 34) mention that “there are 

ongoing debates about whether terms such as validity, reliability and generalisability are 

appropriate to evaluate qualitative research. In the broadest context these terms are 

applicable, with validity referring to the integrity and application of the methods undertaken 

and the precision in which the findings accurately reflect the data”. Therefore, Noble and 

Smith explain that what is essential with qualitative data is ‘credibility’: that “qualitative 

researchers aim to design and incorporate methodological strategies to ensure the 

‘trustworthiness’ of the findings” (p. 34). Table 5.14 shows the differences in terminology and 

the criteria of qualitative research that were used to evaluate the credibility of the research 

findings.  
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Table 5.13: Strategies to improve research validity and reliability to ensure the quality of data collection and analysis (adapted 
from Yin, 2009). 
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Table 5.14: Terminology of qualitative research that assesses the research credibility (adapted from Noble & Smith, 2015, p. 
34). 

 

 

To ensure the findings trustworthiness, Noble and Smith (2015) propose that the researcher 

should admit any personal bias that could have impacted the findings, clarify any sampling 

bias, make sure that records are kept, and implement some further procedures (e.g., the six 

steps followed by Blaikie, 2009), which have been used in the qualitative methods of this 

research. 

 

5.8 Ethical and Confidentiality Considerations 

“Ethical considerations: protection of participants’ rights is a fundamental aspect of 

conducting an interview” (Ryan et al., 2009, p. 312). The data collection included human 

participants and, therefore, particular consideration was given to the confidentiality of the 

received information from all firms, participants and any brands and products. Participants 

were informed of the purpose of this research, as well as how the data would be used. Their 

identities were kept anonymous by not referring to their names, while coding was used to 

further hide individuals’ identity; these codes are referred to in all transcriptions, data analysis 

and results (Yin, 2014). Data obtained from interviews, observations and documentation were 

stored on Google Drive and on the university’s N drive.  
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As this research is of an exploratory nature with clear aims and appropriate methodology, the 

researcher considered that there would be no adverse consequences for participants and/or 

firms. All participants were treated equally and fairly. All participants in this research had the 

right to refuse the provision of any information or request non-publication of information. Also, 

the participants had the right to leave the research at any time, without having to provide 

reasons. Before collecting data, the University of Portsmouth ethics form was completed and 

accepted following the university’s ethics guidelines (see Appendix 5.7 and Appendix 5.8). 

 

Bryman and Bell (2007) state that the results of case study research cannot easily be 

generalised. Although concentrating on a limited amount of case studies has been argued to 

limit the generalisability of results (Johnston et al., 1999), it has been noted to clarify interesting 

phenomena and deliver significant learnings (Flyvbjerg, 2006; Siggelkow, 2007; Woodside & 

Wilson, 2003), with previous research stressing the value of concentrating on a smaller number 

of cases (Bigliardi et al., 2010). 

 

5.9  Summary 

In this chapter, the research philosophy and its paradigm, research design strategy, research 

methods and data collection methods, and analysis procedures of this study were described and 

justified. The ethical framework and confidentiality considerations were also discussed in this 

chapter in detail. The chapter concluded with a discussion on the issues of reliability and 

validity.  

 

The next chapter presents the findings and analysis of the study from eight embedded cases 

from Saudi Arabia. 
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Chapter 6: Research Findings 

6.1 Introduction  

This chapter presents the findings from each of the embedded cases of private-label food new 

product development (PL NFPD) projects within the firms studied. Each project comprises one 

food supplier and Retailer R from Saudi Arabia. Additionally, this chapter identifies the 

process by which the food supplier produces PL NFPD projects for the retailer and the ways in 

which their collaborative relationship affects the NFPD projects through analysis of PL food 

fast-moving consumer goods (FMCG). Moreover, the role of category managers within PL 

NFPD projects and the benefits of category management (CM) for retailer–supplier 

collaborative relationship projects as well as the CM impact on the balance of power in their 

relationship are studied in this chapter. All of this is analysed on the basis of data collected and 

processed from the interview transcripts. An overview of each firm is provided, followed by 

descriptions of the embedded cases. 

 

6.2 Background of the Top Retailer in Saudi Arabia (Retailer R) 

Traditionally, the suppliers’ have been dominated in the FMCG, such as Procter & Gamble, 

Coca-Cola and Unilever. However, retailers are increasingly competing with these suppliers. 

Because the retailers have developed dramatically by the category managers in terms of their 

brands' quality, packaging, competitive price, shelf presentation and communication with the 

customers. Therefore, in the UK, the four biggest supermarkets dominate the retail industry 

which are Tesco, Sainsbury's, Asda and Morrisons, with Tesco ranking at the very top based 

on its annual sales of approximately 52.9 billion British pounds for 2020/2021. Indeed, the 

retailers in Saudi control 80% of the market and the have the most power over the food 

suppliers. Retailer R controls most of the market; likely controls 60% of it. Therefore, this 

gives Retailer R the power and control the market particularly in the Saudi markets.  

 

These case studies examine PL NFPD projects in one of the four leading retailers in Saudi 

Arabia. This retailer has over 500 Saudi stores and many stores in different countries. The 

retailer has a premium position in the market and wanted to be the first retailer in the market 

to have PL products. In 2004, Retailer R started PL projects with different local and 
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international suppliers. At the time, Saudi customers had not heard about PL products until this 

retailer stocked such products in their stores.  

 

Saudi customers have loyalty to leading brands and so do not switch to PL products easily : 

 

“Maybe people in Saudi are less acceptance of private-label products. We are suffering 

as a Private-Label department … In Saudi, the mother affects her daughters’ buying 

decisions in order to buy the leader brands regardless of its price…” (R6) 

  

Retailer R is a subsidiary of a publicly-traded company managed by a leading investment 

holding group company. This holding group company owns the outstanding stock and shares 

of other companies; in turn, it manages its companies under two entities in the food supplier 

and retail sectors, which are managed by the same board. This holding company controls these 

firms. It has many suppliers working under its management. One of its suppliers produces 

cooking oil and is the market leader for cooking oil in Saudi Arabia and several countries in 

the Middle East (section 6.3.6). The holding company owns many shares in this supplier. 

Within NPD, the company relies heavily on its suppliers to produce its products, as the 

following discussions reveal. 

 

Retailer R was following the leading retailer in the United Kingdom (UK) by offering PL 

projects, but Retailer R did not care about the product quality when they started their PL 

projects; all they cared about was that their name was on the product labels of PL projects. 

Therefore, they failed to gain customer loyalty and a good reputation. When the retailer started 

to change to PL projects, they suffered from customers’ bad experiences that all PL projects 

were very bad with no quality and cheap prices: 

 

“We are following the British retailer ‘Tesco’; we noticed that they own private-label 

products so we developed private-label products too but without focusing on the 

quality... the old PL team just wanted the retailer’s name on the product labels on the 

shelves.” (R5) 

 

PL products are of central importance to this retailer, particularly as a result of its new strategy, 

which is to develop PL products or to terminate PL projects that are of a poor/lower quality. 

Some of the new PL projects for the company’s products were suggested by the CM team, 
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while other projects were suggested by different suppliers. These suppliers provide the retailer 

with recommendations and suggestions in an effort to save their brands from their competitors: 

  

“Supplier products are competing with our PL products, and with the suppliers who 

develop PL for us, every firm wants to protect their position and space on the shelves. 

Therefore, each supplier will try to offer guidance to us to improve the category 

performance in which its products sit in order to be on our side. We are looking for any 

supplier with experience and knowledge who understand the customers’ needs and 

could make innovative recommendations for us to secure consumer loyalty.” (R4)  

 

All the suppliers within the category working with Retailer R were able to offer category 

recommendations. Retailer R could choose from any of the suppliers to help in their categories 

as a category captain (CC). The CC was therefore no longer exclusive to the large, branded 

supplier. However, the retailer had not heard about the CC role and did not know about the 

role’s existence in the retail sector: 

 

“I am the private-label director of this retailer and I haven't heard any of the supplier 

and PL teams mention the category captain role before. However, any supplier [that] 

wants to collaborate and provide us with the appropriate recommendations can work 

alongside with our category managers. Therefore, if experiences, knowledge, and 

resources are available in any supplier, the name of the role is not important. However, 

the important [sic] for any retailers is that the suppliers share these experiences, 

knowledge, and resources with them because there is no point accepting the role of 

category captain if [the] supplier is not going to make the investment of these input[s] 

with the retailers.” (R1) 

 

Retailer R changed their PL department, appointing a new PL director. This director was trying 

to improve the retailer’s reputation with new plans and new strategies. To date, however, he is 

suffering from the effects of the old PL projects and is struggling to gain customer loyalty: 

 

“Retailer R started to develop PL projects from 2004; from 2004 till 2011, we were 

suffering from the bad quality of PL projects. We are still bleeding from these projects 

till now and we are trying to heal this wound through introducing new PL products 

with high quality and by killing any PL products with bad quality. We even hired an 
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assistant manager who worked 30 years at Tesco with great experience in this field to 

help us in our new PL projects.” (R5) 

 

The new strategies involve including premium brands and value brands in the PL director’s 

plans and developing projects by improving the product quality or changing the product taste, 

size or packaging. Therefore, Retailer R is seeking to expand and diversify its portfolio of PL 

products, including a greater variety of product flavours and sizes to gain customer loyalty and 

to improve the reputation of its PL products: 

 

“After the lab test of all the PL products, all the members of the PL team, which includes 

the PL director, assistant manager, category managers, buyers, and the quality 

managers had to test all the PL products that we have at our stores; to be sure of their 

quality and taste… we sometimes had to use them at our home to be certain of their 

quality... and the PL product should get 80% to pass. The new PL director asked us if 

we can buy any of these projects and use them as a customer. So, if none of us couldn't 

buy any of the PL products, that means these PL products could be products with 

inferior quality or bad taste; therefore, we need to fix and develop these products, and 

if we couldn’t, then, we need to remove them from our shelves.” (R5) 

 

These embedded cases explore the influence of CM on the collaboration that exists within the 

relationship between the retailer and suppliers in developing PL NFPD projects. In addition, 

the cases examine the roles of category managers and food suppliers in these projects and how 

CM influences the balance of power that exists in their relationship and how this might affect 

PL NFPD projects and innovation, especially in the food FMCG sector in Saudi Arabia. 

 

6.3 The Embedded Cases of Retailer R with Different Food Suppliers within 

Private-Label New Food Product Development Projects 

The interviews indicated that the eight PL NFPD projects mostly fell into one of two categories: 

1. The development of existing products, in particular re-branding, size alterations 

(improvements) or new recipes (e.g., a new flavour within an existing product). 

2. The development of a new product within the retailer’s PL brand. New project ideas could 

be suggested by the retailer or supplier or by both working together on the project. 
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This study focuses on six PL NFPD projects which fall into the first category of development, 

in particular, focusing on re-labelling, size alterations (improvements) or new recipes (e.g., a 

new flavour within an existing product). The two remaining projects focus on the development 

of a new PL product (A and C in the following list). All these embedded cases are from Retailer 

R with different food suppliers. The projects are as follows: 

 

A. A new branded product line, focusing on the development of good-quality and low-

price tuna slices as a mass brand (the idea was suggested by the retailer).  

B. A copycat brand product line, focusing on the development of high-quality and high-

price dried tomatoes for salads as a premium brand (the idea was suggested by the 

retailer to the supplier and was a copycat from a different competing supplier).  

C. A new branded product line, focusing on the development of medium-quality and low-

price pasta as a value product (the idea was suggested by the retailer). 

D. Re-labelling a PL milk product called “long-life milk” with inferior-quality versions 

of a successful branded product (the idea was suggested by the retailer). 

E. A new flavour within an existing national brand (NB) as a PL potato chips product (the 

idea was suggested by a supplier). 

F. Improvements of size for cooking oil (the idea was suggested by the retailer).  

G. Improvements within an existing PL toast product (the idea was suggested by the 

supplier, which was a copycat product from another competing retailer).  

H. Transferring a supplier’s own brand (existing branded product) to PL versions of a 

chocolate spread product (the product idea was suggested by the supplier). 

 

Projects A, C, G, and H are very successful projects and resulted in product launches and were 

still available at the time of writing this thesis, while the remaining projects (B, D, E, and F) 

were not successful and were pulled from the retailer’s shelves (see Table 6.1).  
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6.3.1 Project A: Good Quality and Low Price as a Mass Brand (‘Tuna Slices’) 

Project A focused on the development of a new range of tuna slices. The process began with 

an idea being suggested by the category manager in order to increase the assortment of 

competing products on the retailer’s shelves, which will increase the customer’s traffic in this 

category: 

“We conduct a category review, interpret the analysis based on the trends, the quantity 

sold, the sales volume. We are competing with other brands internally and externally; 

we consider ACNielsen data too across the modern trade, the low trade, and high trade. 

And by this information we will decide to develop a PL product or not.” (R4) 

 

After reviewing the data, the category manager decided that the tuna category needed to 

introduce a new PL product: 

 

“When we notice in a category brand with low loyalty or there is a high promotion mix, 

or there are only little brands that control this category, we immediately know that this 

Table 6.1: Summary of cases selected. 
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category needs new products. So, we try to develop new private-label products because 

it is the right time to introduce them in that category.” (R5) 

Therefore, the category manager was looking for a supplier to produce a PL product within the 

tuna category: 

 

“We were dealing with a good experience[d] supplier who has a tuna brand in our 

shelves; therefore, we asked Supplier SF to develop PL products for us. However, we 

became the top brand in the tuna category.” (R4) 

 

The category manager asked Supplier SF to produce tuna slices as a PL product for Retailer R. 

The supplier accepted collaborating with the category manager to produce the PL product in 

addition to producing his own brand project: 

 

“We used to have different departments in our company. The PL department manages 

only the PL projects while another department manages the supplier’s brands; these 

departments work separately from each other to avoid any conflicts with our suppliers 

and our PL projects.” (R5)   

 

Following several weeks of brainstorming across various functions of the firms, and after 

receiving and reviewing the internal and external data, the PL team decided that the most 

successful way of promoting tuna products as being ‘popular’ would be to develop a product 

that allowed consumers to eat the tuna as easily and quickly as possible; it was also important 

that the tuna should taste delicious. Therefore, “we created tuna slices as a more convenient 

option for the customers” (R5). The idea for the product originated from the retailer who, from 

examining the consumer procurement habits data, recognised an increasing trend towards 

consumers buying ready meals and snacks in the Saudi market. This project targeted young 

family consumers with new tuna slices: 

 

“The average age of the Saudi population is under 30 years old, and they have become 

more aware about their health and they need products to make their life easier, 

products which can be eaten quickly and are healthy while at the same time being 

delicious.” (R4) 
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The PL team then conducted a visibility study to study the market; this took one week as they 

had the market information. The new product manager, research manager and category 

manager also shared the belief that this strong, underlying pattern detailed in the above 

quotation existed:  

 

“We needed to do something different and something that would add value and increase 

our market share; the beauty of developing a new product is to come up with something 

out of the box, so tuna slices are a new idea among the Saudi retailers.” (R4)  

 

The team also saw the development of tuna slices as a way of both firms increasing their market 

share: 

 

“We have a good relationship with the supplier who is dealing with us, especially in 

terms of applying our requests quickly in order to increase the volume. The reason for 

that is we guarantee the best shelf space for their own product; therefore, the supplier 

guarantees a new PL product for us; it’s a win–win situation.” (R5) 

 

These individuals formed the key team members at this early stage, alongside the chef working 

at the tuna supplier. The output of the first stage of the project was a specification for the 

product range, with the central concept that products would be: 

 

• “Fresh to eat” – forming part of a delicious meal. 

• “Easy to open” – helping consumers to easily open the product with good packaging.  

• “Ready to eat” – no cooking needed. 

• “Light to eat” – as part of a healthy lifestyle. 

 

In the market, the existing product range did little to focus on ready meals and snacks, 

especially in the tuna category. The tuna range consisted of canned tuna with different 

accompaniments, such as chunks of light tuna in water/oil (can), tuna chunks in brine pole and 

line, and tuna steak in water/oil (can). In addition, there are only a few brands focusing on 

ready meals and snacks in the tuna category. This project focused on a tuna slices product: 
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“We are working with the supplier to innovate a new product in the tuna category, with 

a new product of tuna slices in the Saudi market, which will increase the competition 

between brands in this category.” (R5) 

 

The director of the PL also believed that the tuna category in this retailer needed something 

new and creative in order to increase the competition between brands, as a huge number of 

customers prefer tuna products in Saudi Arabia, as mentioned above. As a result, the team 

tasked themselves with developing a product that could be positioned as easy and quick to eat 

while being light and delicious:  

 

“I believe where the competition exists in a category, the new differentiated innovated 

products will appear on our shelves; companies will focus on creating products with 

high-quality, unique packaging and [that are] safe to the environment, and at a good 

price in order to protect their products and guarantee their spaces on the shelf.” (R4) 

 

The category manager was focusing on introducing new PL products in his category to meet 

the needs of a larger variety of customers: 

“We want to introduce new and unique products with great quality that has our name; 

by this, we will have new customers that like to try our brands and we can maintain our 

existing customers, and to gain their loyalty we need new PL products which give us a 

good image and reputation in the Saudi market.” (R5) 

Then, the brand manager shared the nutritional value of the product with the retailer in order 

to make the right decisions about selling and marketing the product, including the labelling. 

He also mentioned that he had not previously heard of the CC role: 

 

“I am so confused…I am the Brand Manager here for the tuna products. I didn't hear 

about the CC before; did you mean category manager?...  is the CC roles similar to my 

role?... However, we are dealing separately with our branded projects and with the PL 

projects. We deal with each project along with its needs. I can say that our company is 

like a father who has many children, and when I mentioned ‘children’, I meant projects, 

whether our projects or the retailer’s projects… We try to help the retailer by providing 

recommendations related to the tuna category to protect our other projects.” (SF27)  
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After two weeks, the project team signed an agreement and confirmed the project with 

information on the cost, payment terms and quality certification, which must follow the Saudi 

Arabian Standards Organization (SASO), and every certificate had to be provided regarding 

this product. The category manager was responsible for this stage of the project and requested 

a sample from the supplier so that the quality assurance team could evaluate the product. In 

turn, they passed the product and returned it to the sensory evaluation team to test the taste and 

to the lab to test the quality. Following this, a preliminary decision was made on the products 

that would be most frequently included in the category. The project then progressed to 

finalising the cost and agreement. Both firms discussed the price and the quantity of the 

product: 

 

“What is our aim in each project? Cost? What is our target retail? How often we do 

forecasting? How much we are going to sell? What is the quantity for the whole year? 

So, we negotiate every single detail regarding the quantity with the supplier.” (R4)  

The next stage involved the category manager listing a stock-keeping unit (SKU) while at the 

same time design documents were prepared. The PL team were very strict with their design 

and logo in this project. The retailer has a design department for PL products which was 

responsible for this product’s design. This department worked with the marketing team to 

develop the product’s design and packaging.  

They sent the product’s design information and the type of easy-use packaging for each product 

to the PL team. The basic appearance, materials and design (logo, colour), photography, 

artwork, size and information about the product were detailed by the category manager. This 

team was also responsible for printing the whole product packaging. All design documents 

were sent to the supplier for them to follow the retailer’s project requirements. 

Later, testing was required to confirm if the packaging was suitable for the new product. The 

PL team found that the can’s ring pull was very sharp and could cut and hurt customers’ hands. 

Therefore, the category manager asked the supplier to improve the can packaging and develop 

a can that is safe for the environment, especially the ring pull. Changes in the packaging would 

have impacted the supplier’s production line. The supplier was not confident with the 

packaging changes. However, after two weeks, the supplier sent the new samples to the PL 

team for testing; the team found that the ring pull was not sharp, but it was not easy to open or 

that it broke without opening the can. Consequently, the PL team were disappointed: 
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“We both [retailer–supplier] established the critical path “timeframe” to meet the 

proposed launch date while the supplier’s packaging team were formulating error[s] 

in the product packaging. I think the supplier was trying to raise the flag on their own 

brands.” (R6)   

The PL director then decided to have an urgent meeting with the supplier manager to discuss 

the need to explore the other basic packaging options available, as well as to consult the 

packaging team to identify potential opportunities to meet the timeframe. However, the 

category manager believed that the supplier was trying to waste project time by making 

mistakes in the production process in order to give their products some time on retailer’s 

shelves before the PL product launch: 

“We make it very clear from the beginning that PL products have zero influence on our 

relationship even if they have [their] own products on our shelves. However, they are 

afraid of the competition ... they maybe have the angle of: ‘they didn’t have the same 

urgency’, or they are really wasting our time.” (R5) 

The category manager had a meeting with the supplier and requested a decrease in the project 

costs because of the project delays: 

“If there is an issue in the PL project, this leads to a delay. The retailer’s category 

managers never understand; they will just simply say: you’ve got a choice to fix the 

problem immediately or remove your products from the shelf. They are a very powerful 

beast. We had to act fast or they will take an action that we don't like.” (SF28) 

Later, the PL team asked the supplier to test the product packaging, especially the pull ring, to 

make sure there were no problems with it. Once the supplier had fixed the problems, both teams 

agreed on the new design idea and the quality of the ring pull. After the supplier obtained 

approval from the PL team, the category manager shared the print proof with them to start the 

production with the final brief. The production process took four months because of the delay, 

especially in the packaging stage.  

The supplier and the category manager developed a critical path to meet the exact launch date. 

However, the supplier was late in meeting this deadline. At this time, the importation team 

registered with the Saudi Food & Drug Authority (SFDA). After this, the category manager 

submitted the project to the marketing team for trading. Then the supplier shared the first 
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finished product with the retailer for them to make a decision. The PL director, assistant 

manager, category managers, product development manager, buyers, quality team, and 

merchandising manager were the decision-makers. The PL team included buyers, and the 

category manager played a key role in keeping costs and pricing low and ensuring a profit 

margin. They took care of the product presentation on their shelves, and the merchandisers 

focused on understanding how the product line would fit in the store. The planogram team had 

done the planogram, which shows where the product is going to be placed in each retail store. 

The category manager suggested that they should choose the best shelf-space location for the 

tuna slices, and they put the PL products on the first row of the shelf and next to the leading 

brands. However, they needed to remove the weaker brands from their shelves and, due to the 

shelf-space scarcity, retain only the strongest brands that could compete with other brands in 

the category:  

“There are limited spaces on our shelves. So, we focus on brands that customers want 

to buy; the selected brands know how to promote and sell their products, they know we 

are looking for the leader, challenger, and fighter brands.” (R5)   

At this stage, the supplier gained the retailer’s approval for the PL product. The category 

manager and supplier had already agreed on the overall costs. Thus, the agreement was passed 

to both teams: 

“Most of the suppliers if not all, they don’t collaborate with the retailers only if they 

get benefits for themselves or at least for their brands. No harm if they apply our 

demands.” (R4)     

When the supplier ensured that his products would be given a good space on the retailer’s 

shelves, the supplier sent the established products’ shipment to the distribution centre. The 

supply chains had to deliver the products to the stores. The supplier collaborated with the 

retailer: 

 

“We need to collaborate with the retailer in developing their brands and to provide 

recommendations that related to that category which our brands are sit. You need to 

be able to get onto that shelf to grow your product and to have the economies of scale 

that you need to be able to compete with other brands. We have some very strong brands 

in many retailers, so we’re in quite a lucky position because retailers need strong 
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brands. The problem is, we have another nine or ten brands, where we are largely 

dependent on the retailer’s category managers because they are very innovative in 

terms of the communication with customers. They are providing additional information 

regarding the production conditions to draw customers’ attention to the special product 

attributes. So, they can either activate or destroy your brands.” (SF27)   

Different project stages were implemented during the product’s development. These stages 

involved taste testing, the formulation of product ingredients, product packaging, investment 

and cost decisions, product quality checks and sampling, and gaining approval for production. 

Every stage of this project was implemented correctly except the product packaging process, 

which delayed the project and extended the project’s timescale in the search for the right 

solutions to the ring-pull problem. Then, at each stage, any final changes required by the 

supplier were implemented. 

The final stage involved managing the production of the final tuna slices and the product 

packaging for marketing in the Saudi test-market area by the retailer. The results of selling the 

product in the retailer’s stores were then reviewed. There were positive sales results, so the 

supplier and retailer agreed to scale-up production and marketing for the product.  

At each stage, the category manager largely handled the decision-making for the whole PL 

NFPD project. It was notable that there was a competitive and collaborative relationship 

between the supplier and retailer in this project: both wanted their brand to stay in the 

competition. 

6.3.1.1 Summary of the Project A Case Study  

The development of ‘tuna slices’ is a case in which there was considerable collaboration and 

competition between both the supplier and retailer regarding the new food product. This case 

sheds light on the collaborative relationship between the supplier and retailer within a PL 

NFPD project.  

The key roles of category manager, buyer, supplier and new product developer provide useful 

insights through which to further understand the retailer–supplier relationship and how 

collaboration between the two firms enabled the development of new products, especially in 

the food sector. Moreover, this supplier has multiple relationships with several retailers as they 

sell their brands in their stores; however, it doesn’t have a CC. In particular, this case illustrates 

the role of the category managers and their influence on the retailer–supplier collaborative 
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relationship in PL NFPD projects. It shows that the retailer had control of the shelf space 

through their category managers and was taking advantage of their position with regard to the 

PL products as they placed the PL products on the first row of their shelves next to the leading 

brand in this category. Moreover, the retailer used their power over the supplier by decreasing 

the production costs because of the project delay, which led the supplier to act quickly. 

Both firms in this case were able to take advantage of the benefits of collaboration and 

competition within the PL NFPD project. However, there were several conflicts in the PL 

project between the partners. The supplier had to collaborate with the retailer since the category 

manager used their power over the supplier due to the lack of a power-balanced relationship 

between both firms; this negatively impacted retailer–supplier collaboration and competition 

within this PL NFPD project. Figure 6.1 shows the project’s process.   
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Note: W = One week, 2W= Two weeks   

Figure 6.1: Summary of the PL NFPD process for Project A. 
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6.3.2 Project B: The Development of a Premium Brand (‘Dried Tomatoes for Salads’) 

Project B focused on the development of a new product (‘Dried Tomatoes for Salads’). The 

new product was created as a premium-brand project where the best-quality and high-price 

product was aimed at specific customers: high-income customers or those who prefer to buy 

premium products. This project was created as one of the solutions to fix projects that lack 

quality and sought to provide consumers with higher-quality premium products relative to the 

retailer’s previous offerings. Moreover, the retailer wanted to show the Saudi market that they 

can develop new products of a high-quality. In so doing, they would be able to gain a good 

reputation and customer loyalty. 

This project was a new strategy for PL projects controlled by the new PL director. This decision 

was based on the following: 

“We need new strategies, new plans, new ideas for products and a commitment towards 

excellent-quality products to build a good reputation and customer loyalty. Our CM 

team was looking for the best supplier for our projects with good experience in 

developing new products of excellent quality to collaborate with us to develop for us a 

new PL product.” (R7) 

 

The project was initiated from the category manager’s basic analysis of data:  

 

“It was very interesting regarding the new idea; it’s come from the internal data such 

as the customers’ preferences based on their shopping habits, and the sales in each 

category that need the development of new PL products. Moreover, it’s come from the 

external data such as the Saudi market data. We get this data from ACNielsen for free 

because we are the top retailer in Saudi. ACNielsen needs our data; so, we are 

exchanging the data between us. The important thing here is how to read the data and 

what is the opportunity. Sometimes we create SKUs, and none of the brands have had 

it before.” (R5)  

 

The project was also developed as a result of the information they gathered from several old 

and new NPD projects, international exhibitions and conferences, and also from meetings with 

category managers in international retailers that already have premium segments: 
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“We have a good relationship with many international and local suppliers as well as 

many international retailers; this enables us to work together in a collaborative 

manner. We don’t have relationships with local retailers as they are our competitors… 

However, we have visited many exhibitions around the world; we have an idea about 

what’s going on in retail, what is the recent technology in terms of the products, 

especially in private-label brands. It’s not only about the entry-level product, but it’s 

about also the premium ones and the big retailers like Tesco, Walmart, Aldi, and Asda, 

and also, how the suppliers produce the product for them.” (R6) 

 

In fact, the category manager suggested the idea to the chosen supplier, which was a copycat 

from an NB owned by a supplier who used to work with the retailer, and they shared 

information with each other: 

 

“After reviewing the market data and ours, we ask: ‘which category needs to introduce 

new PL products?’ We focus on the successful national brands; we have introduced PL 

products which are similar to these products; the supplier’s ideas are always inspiring 

for us within PL projects.” (R4) 

 

A project was initiated to generate a new luxury product as a premium-brand product. The 

main aim was to generate a product that could attract luxury restaurants, international hotels, 

and high-class customers to buy it and use it in their salads. Therefore, the category manager 

was looking for a leading supplier in this category to follow his product. Therefore, the basis 

for the new PL product idea, dried tomatoes for salads, came from an existing leader supplier’s 

product.  

 

The category manager was looking for a supplier who could develop it for the retailer. He had 

many potential and different types of suppliers that could produce dried tomatoes for a salad 

with best quality, best packaging, best taste, and at a good price, but: 

 

“We can easily find good suppliers but we want the leader suppliers, although they 

haven’t agreed to produce a private-label in their leader category. They said, ‘we don’t 

deal with retailers and produce for them a private-label brand product within our 

leader category; we don’t want to build strong competitors with our hands.’” (R7) 
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In the beginning, the category manager asked the leading supplier (Supplier X) to produce the 

PL product for them. However, the supplier didn’t accept the project as it was a copycat product 

of their product: 

 

“The leader suppliers don’t want to change their strategies and develop private-label 

products for retailers. They are focusing on their product’s quality and how they 

develop leader brands in the Saudi market.” (R2)  

 

Supplier X had a limited production-line capacity for their projects, so they asked another 

supplier to help them and use their production lines in order to increase production: 

 

“When the leader supplier doesn’t have the ability to produce what they need, even if 

they used their production lines 24 hours a day; due to the hyper demand in the market 

for their products their production lines have limited capacity, and they need one to 

two years to extend their production lines. They can’t wait and lose out in that period, 

so they went and asked for help from different suppliers to use their production lines as 

extended lines to produce for them the quantity of their products that they couldn’t 

produce. To make sure that these products have the same quality to that produced in 

their lines, they gave the supplier their exclusive recipes and their production process. 

So, the helper supplier has important information about the leader supplier’s product. 

And because any suppliers want to show off about who their clients are, they came to 

us and offered for us to develop a copycat PL product of the leader supplier. We didn’t 

believe them until they developed a sample for us, which was similar to the leader 

product with excellent quality and low costs.” (R5) 

   

Therefore, the supplier shared the project information with the category manager through 

communication via emails, phone, and face-to-face in regular meetings. This was based on 

transparency, and trust and openness of communication between both firms: 

 

“Transparency and trust are highly important in terms of our relationship with the 

suppliers, and they are strongly collaborating with us through open communication.” 

(R6) 
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The brand manager believed that they could use any information gathered from different 

projects to develop new products for any NPD or PL NFPD projects. The brand manager was 

responsible for providing the retailers with category recommendations:  

 

“We can benefit from the information and experiences gathered through our projects 

that we have implemented with many different companies. The ideas of any new 

products come through sharing the knowledge. If we will change this knowledge with 

the retailers in return, retailers need to give our brands good benefits… I [am] often 

[the person] who provide[s] the retailers [with] the recommendations for their 

categories… and no, I haven’t heard about the CC before.” (SE25) 

 

The category manager then agreed and accepted that this supplier could help them to develop 

the PL product as this supplier had different brands on the retailer’s shelves. Then, the NPD 

manager suggested adding a strong flavour such as chilli or vinegar to make the product 

different, while the buyer suggested adding a garlic flavour instead of chilli and vinegar. The 

supplier produced many different flavour samples of the product. However, the category 

manager refused to add any flavours to the product as he wanted to produce the exact same 

product as the NB product. Therefore, the category manager’s decision was made to select the 

plain-tasting option. Later, the PL director, category manager, and quality team were the 

decision-makers to select the “better” sample from each segment in terms of cost and quality, 

and they accepted the sample from Supplier SE. 

 

The PL team approved the acceptance of the chosen supplier and confirmed the cost, payment 

terms and arranged the quality certificates with the supplier. Then, the category manager asked 

the supplier to give them a sample for product sensory evaluation: “Some of the PL food 

products need only a sensory evaluation, which tests the product taste and colour. Some of the 

PL food products need both the lab test and sensory evaluation, such as cooking oil, tuna, and 

dairy products” (R5). This was developed through several tests until the taste and quality result 

was achieved. Then, the quality manager had to choose the right sample of dried tomato: “We 

are considered a sales department, so, we can just help in making decisions related to the 

product taste; because we want to sell and reach our sales target as soon as possible, which 

could affect the product-readiness decisions. So, only the quality department makes these 

decisions” (R5). The product was seen to provide each of the fundamental benefits required; 

testing with the decision-maker appeared to confirm the product’s final taste sample.   



 

 

Chapter 6: Research Findings  176 

An analysis of the project’s visibility study is used to determine the viability of the project idea, 

such as certifying that the project is legally and technically feasible as well as economically 

acceptable. This determines whether the project is worth the investment or may not be feasible. 

The category manager and the key account manager worked daily with the marketing team to 

put together a project brief, which was subsequently approved by the new PL director. A joint 

meeting was then held, at which the following key issues were outlined: 

 

1. Taste 

2. Size 

3. Price 

4. Quality 

 

The category manager was responsible for sending the information to the supplier members 

about the PL product, as mentioned earlier, as well as determining what specific outcomes 

would be achieved from this project and how they would measure these outcomes. Also, the 

boundaries were determined, for example, type of customers, when and where the product 

would be launched, which area would be covered (stores), quantity and type of packaging, and 

labelling of the product:  

“The more specific and clear you are with the supplier, the less opportunity there is for 

misunderstanding and error at a later stage in the project.” (R4) 

 

Later, the PL director wanted to add something different into the product. He asked the category 

manager to meet with the production manager; the PL director negotiated with the supplier’s 

manager concerning the product size, but the supplier refused to change the size. The category 

manager threatened the supplier by increasing the sales price of their NBs:  

“We only threaten the naughty suppliers. We try to never apply the actions; however, 

we applied some of them only to a few cases. Some of the suppliers are trying to inhibit 

the success of our PL brands so we need to show them some of our power to maintain 

our position.” (R5) 

The supplier suggested producing 200 g of the product while the category manager was 

unwilling to produce this size, so they had many meetings about the size until the supplier 

agreed to produce 400 g of the product: 
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“The retailer regularly keeps you guessing and afraid. They have taken power to the 

next level as they are fully aware how much we need them.” (SE26)  

Then, the category manager and the buyer finalised the cost and the agreement with the 

supplier. The design department for PL projects and the supplier were both working together 

and preparing all the details regarding the design and packaging of the product to send the brief 

to the PL team to obtain approval. Once the design department got the approval, they started 

to print the design and logos of the product for the supplier to produce a final sample for 

packaging testing, which was passed. The new PL team negotiated the product name as, 

usually, they named all their PL projects with their name ‘Retailer R’, but, in this project, they 

were worried about failing and that this failure would affect their name and reputation. The 

category manager insisted on naming the project with the retailer’s name as this is one solution 

for correcting the quality of their PL projects: 

“The benefit from this project is to help our PL brand projects to raise the quality, so 

how will the customers know the product is one of our PL brand projects if we use 

different names?” (R5) 

The category manager held a meeting with all the project teams to vote on whether the PL 

product should be named with the retailer’s name or use a different name. However, 85% voted 

that the PL product’s name should be under ‘Retailer R’. Therefore, the product ended up 

featuring the retailer’s name: 

“We believe that the concept of PL products is clear, which is the retailers have brands 

under their name and they are exclusive to their stores. So, customers should know that 

these products are your own brands. Therefore, every retailer should name their PL 

products with their name.” (R4) 

The supplier started the production with the final brief, which was received from the category 

manager. The production took three months as it was a complicated project. Both the PL and 

marketing teams were making decisions for trading the product. The category manager and the 

buyer were dealing with the cost and price of the product. They decided to sell the 400 g of 

dried tomato for £4.97, which was an expensive product, as a premium brand. Moreover, the 

category manager was in charge of the listing and took care of the product presentation on the 

retailer’s shelves, placing the product on their premium shelves: 
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“The first rows on the shelf go to the top leader brand in the category; however, once 

we introduced new PL products, these spaces go to the PL products, the second rows 

go to the top leader brand, so the PL products take the best shelf space on the stores, 

which is the first rows and next to the top leader brand. These shelves have a good size 

and placement for good presentation.” (R6) 

Each store of Retailer R has a specific planogram manager in that store who is responsible for 

the product’s presentation: 

“We have three different store sizes: hypermarket, supermarket and mini-market. Each 

one of them has a specific category manager responsible for the price, presentation 

and quantity of the category.” (R6) 

After launching the project, the sales results were positive, and the results were above 

expectations. The supplier and retailer collaborated and continued the project for nine months, 

and then the project’s sales decreased dramatically. The supplier and PL director had an urgent 

meeting with the category managers about the sales of this category. All teams suggested many 

solutions to fix the project’s failure. However, the category manager and the buyer failed to 

notice that the Saudi economy at that time was not stable, which affected the project. Although 

they tried to do lots of promotions and discounts, the product was still not selling. The PL 

director had to end the project, and they stopped producing the product. The main reason for 

the decrease in sales was explained as follows: 

“We started this project before the Saudi economy was getting worse. It was a 

successful project, and we lost it afterwards because of the financial conditions, and 

there were new competitors in this category. We should evaluate the market before 

starting premium-brand projects… The PL is a margin and profit generator of the 

company; if we can’t stand against that, we can’t survive and compete… it’s better to 

go out of this competition or we will be suffering in this war.” (R7) 

 

6.3.2.1  Summary of the Project B Case Study  

This case provides insights into several barriers to PL projects within NFPD projects, as well 

as methods that the PL team used to overcome these barriers. For example, the high-quality of 

PL projects was apparent in this case. This project was initiated in order to build a good 

reputation for the retailer and to be a good example of the quality of PL projects. There was an 
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argument between the project teams about the product name. However, the category manager 

insisted on naming the project with the retailer’s name as this is one solution for correcting the 

quality and reputation of their PL projects. 

 

In this case, the leading supplier would not collaborate with the retailer on PL projects in their 

leader category due to its clear strategy that only focuses on its brand quality. However, this 

supplier used a different supplier’s production lines as an extension to help them in their 

production process as their existing process was full and had limited capacity. The helper 

supplier shared the recipes and the production process information with the retailer to produce 

the PL product, which was a copycat product from the national product of the leading supplier. 

 

The helper supplier who developed this PL product didn’t collaborate with the retailer, 

particularly regarding the product’s size, because they were afraid of the competition. 

Therefore, the category manager used his position and power to force the supplier to apply his 

demands immediately, which led to a power-imbalanced relationship between the retailer and 

supplier.   

The category manager was the leader in this project and played many main roles, such as being 

responsible for the price, the quantity of the product, sharing information with the supplier and 

the presentation of the product on the store shelves. However, the category manager did not 

evaluate the market correctly before working on the new project, and the project failed. The 

collaboration and connection between the supplier and retailer meant that the category manager 

in particular derived benefits from this project. However, the project failed nine months after 

launching because of new competitors to the category and the fact that the Saudi economy was 

not stable. Figure 6.2 illustrates the project’s steps and stages in producing the dried tomato 

product for salads. In this case, the retailer and supplier hadn’t heard of the CC role, but the 

supplier performed a role similar to that expected of the CC.  
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Note: W = One week, 2W = Two weeks, 3M = Three months 

  

Figure 6.2: Summary of the PL NFPD process for Project B. 
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6.3.3 Project C: The Development of Medium-Quality and Low-Price Pasta as a Value 

Brand  

Project C focuses on the development of a new pasta product for Retailer R as a value brand. 

As mentioned earlier, Retailer R was suffering from the effects of the old PL projects because 

they were low in quality and had weak packaging; therefore, PL products had a bad general 

reputation in the eyes of customers. 

The project was initiated based on the new PL strategy, which was to develop new PL products 

with good quality, variety of flavours, and unique packaging to fix the old PL projects: 

“We decided to create many projects like value and premium-brand projects to correct 

the previous private-label team projects; we are still suffering from these projects.” 

(R7) 

The project was initiated by the category manager and the buyer of the pasta category. The 

project was managed by them, and they strongly believed in the importance of value brands in 

their category. However, despite agreeing to it, there was a concern on the part of the new PL 

team that any new PL projects must be of good quality.  

The first step involved a joint meeting between the PL team and the marketing team managed 

by the category manager, who also provided the key impetus for this meeting after he 

conducted a category review based on the data and the analysis. The meeting focused on four 

key questions and generated a number of points; the four main themes were: 

“When will we launch this product? Who are our main customers for this product? How 

to make PL cheap pasta of a good quality (which supplier)? And who is our competitor 

in this category?” (R4) 

These four main themes are explained in detailed detail below:  

• When will we launch this product? As the Saudi economy was not in a perfect 

situation, this period was suited to launching the product, especially at Ramadan, as it 

is a habit in Saudi Arabia for customers to buy lots of pasta. As Ramadan would start 

five months after the first meeting, the category manager was very strict about the 

project launching on the store shelves: “the best time to launch a new product is at 

Ramadan; we are always waiting for the month of Ramadan to launch our new projects, 
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and we are buying in very high quantity from the suppliers to cover customers’ 

requests” (R5). 

 

• Who are our main customers for this product? It was agreed that customers were 

looking for cheap products at this time. However, the new director of the PL department 

focused on the product’s quality even if the product’s price was cheap. The PL team 

provided value brands for the customers because “we excluded all the expenses of listing, 

advertising and the phasing fees, so our products are cheaper than the leading brands’ 

products, which have the same quality or maybe better” (R3).   

 

• How to make PL cheap pasta of a good quality (which supplier)? The main topic of 

this discussion became the fact that suppliers produce many types of pasta, and the team 

questioned: “why couldn’t you just produce plain pasta with good quality?” (R5). The 

buyer within the retailer had suggested producing a fast-cooking spaghetti pasta. The 

category manager was looking for resources and decided which supplier would produce 

for them. Then he communicated with this supplier as it had a good review and good 

selling results in this category. After the category manager and the supplier had 

negotiated the label type, cost and minimum quantity, “the idea of the PL project is much 

easier for suppliers because they don’t get the listing fees, they don’t deal with the 

marketing and the advertising teams; they just give us a net cost and our PL products” 

(R5). The category manager and the production manager then negotiated with each other 

about the product quality, “sometimes we make a sacrifice regarding an increase in the 

cost in order to provide our customers with the best quality and low pricing” (R2).  

 

• Who is our competitor in this category? The team contacted several pasta suppliers. 

Therefore, many of the supplier’s alternatives were evaluated, including two leader 

suppliers in this category. One of the leader suppliers refused to help the retailer with PL 

projects, while the other supplier accepted collaborating with them as this supplier 

produces PL products for different firms. The category manager suggested working with 

this supplier because their pasta is cheaper than the other suppliers’ with good sales 

results; moreover, this supplier was the closest to the PL requirements and price. 

However, it is the main competitor in this category: “my relationship will be affected if 



 

 

Chapter 6: Research Findings  183 

the supplier has his own brand and produces for us PL products; however, we have our 

war on the shelves, in the quantity sold by the promotions” (R6). The project team 

discussed whether this supplier could collaborate and deliver the required quality and 

cost to match their criteria to reach the retail target five months after the product launch 

as they would be competing with each other in this category. In addition, the packaging 

and cooking time were also considered, especially the pasta cooking time of within 10 

minutes.  

 

From this, the next phase involved the category manager coordinating and contacting this 

supplier to cooperate in order to initiate the PL project, and after several meetings and 

negotiations, they signed the contract: 

 

“It’s better for the supplier to utilise their production-line capacity; they can produce 

branded products for different firms, especially for the retailers. They should deal with 

the retailers as if they are clients not competitors. There are many benefits if the 

supplier develops PL products, for example preference and priority, growing sales 

volumes and increasing market share, and the important one is utilising spare 

production capacity. So, I believe they should develop PL products for us.” (R5)  

 

There were several benefits when the retailer and supplier worked together and collaborated 

on this project. For example, the supplier developed the PL products for the retailer to maintain 

its relationship with the retailer and became the retailer’s preferred supplier. This meant the 

supplier would maintain their own brands on the retailer’s shelves, and the supplier’s brands 

would be given priority when the category manager formulated the plans for this category. The 

supplier also gained other benefits, such as an increased market share and using spare 

production lines, text and picture materials in brochures, as well as short films at the sale point 

in the store for the NB products. For the retailer, the supplier developed PL products that met 

its objectives whilst ensuring low costs. Moreover, the retailer gained the supplier’s 

commitment to developing a PL project because of these benefits.  

 

Following this, both parties had regular meetings to discuss the product requirements. The 

supplier was cautious about their own product while at the same time collaborating in the PL 

project:  
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“They always keep you guessing: when will they remove your product from their shelf, 

how much will they let you pay for the shelf space, how will they treat you if you don’t 

apply their demands. They have taken power to the next level as they are fully aware of 

how much we need them and we don’t act proactively with them; we often fit into 

whatever the retailer’s category manager wants because [the] category manager has 

[a] dictatorship with most of the suppliers. However, they still need the supplier to help 

them with their PL projects.” (SF28) 

 

The next stage involved producing samples of pasta and the PL team evaluating the product. 

This process was repeated until the team agreed on the final sample. This was undertaken by 

the quality and project team due to the following:  

 

“There are 10 members in the PL team who have to try the samples and give feedback 

until we reach our goal; we do like a checklist of different angles of specifications.” 

(R5) 

 

At the same time, the supplier provided every certificate regarding the sample following the 

SASO standard. Then, the quality team had to visit the supplier’s factory, evaluate it and send 

the reports to the category manager. When the sample was approved by the teams, the category 

manager moved into approval and quotation, which is based on the quality of the sample. The 

PL team were willing to accept the quality but needed some improvements to be made; the 

supplier refused to make any improvements to the product because they felt that the cost was 

equivalent to this quality: “we won’t compromise the PL quality” (R2).  

 

This situation would suggest that taking a firm position like this would be challenged by the 

retailer. Therefore, the category manager insinuated to the supplier that he would withdraw 

from the project and remove the supplier’s product from their shelves immediately. 

Consequently, the key account manager contacted the category manager to arrange a meeting 

to discuss the retailer’s requirements. In addition, the supplier even wanted to provide the 

retailer with new ideas to innovate and develop the PL product with unique packaging and a 

different taste: 

 

“After analysing and studying the market, we define our PL product descriptions in 

brief (e.g., product taste, size, quality and quantity); these are given to the supplier to 
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implement in our PL projects. They should follow only our requests. They know that we 

have plenty of other suppliers lining up at our door and we don’t have space on our 

shelves for all the suppliers’ products. As we are the retailer, only we control the 

shelves; no one else can.” (R4) 

 

Therefore, the supplier’s concerns almost necessitated following the retailer’s demands. The 

analysis focused only on cooking time by the category manager. The results identified one key 

point: 

 

“We need the NPD team to work closely with the supplier to help them to produce a 

new format to develop the new fast-cook pasta, as the sample was good taste and good 

quality but not fast-cook[ing].” (R4) 

 

Having identified this concern, the supplier was worried about processing due to the long 

process to produce the pasta. Due to the lack of suppliers’ knowledge and experience with easy, 

fast-cooking pasta, the firm worked with the external NPD team: “we are developing the best 

pasta in this category; however, it was new for us to develop fast-cooking pasta. So, we asked 

the retailer to help us in order to exchange the knowledge and the experiences” (SF27). The 

category manager shared information and documents from the lessons-learned register with the 

supplier’s brand manager to deal with the external NPD team and help them with the NPD 

process: “usually the category manager [has] contact with our key account manager, but 

sometimes they contact me…I’m a brand manager, not a CC. We don’t have a CC and I don’t 

know what his role [is]!” (SF27) This register includes some of the previous experiences and 

documentation as a reference to help the team to use lessons learned as tools in this project. 

This allowed them to make the pasta at a lower cost; the NPD team were responsible for the 

pasta process and for devising a new way to make the pasta cook quickly. Hence, the supplier 

was concerned about the time plan for the project and wanted to be sure they could launch the 

product on time. The category manager convinced the supplier to continue with the project: 

 

“We are one of the toughest with our suppliers, but every supplier knows why; because 

we want the best results, so the suppliers understand this, and we are working together 

and cooperating to finally get the best results.” (R5) 

 

The result was good and showed a very significant difference in the pasta’s cooking time: 
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“In our strategies, we treat the suppliers professionally. We deal with them like sister 

companies to our company … but if they didn’t apply what we ask, we would have to 

intervene ... they better set their priorities straight before we have to set them for them.” 

(R5) 

 

Therefore, the supplier, NPD team and the category manager were working closely to 

investigate the costs and to develop the pasta product. The next stage involved the PL team 

agreeing about the product name, which is under the retailer’s name. Then the category 

manager decided to package the product with simple packaging using cheap packs and low 

material usage with no impact on the environment as they wanted to sell the product at a very 

low price. 

 

In terms of margins, the category manager performed a calculation to generate a 20% profit 

margin. Then, the supplier became very supportive of the PL product and was willing to help 

the design department to produce the label design samples of the new product after they took 

the final brief from the PL team since the retailer has a design team for PL products. When 

they finished the printing and packaging, the category manager listed the new product and 

asked the marketing team to make decisions regarding trading the product and activating the 

new product after the supplier sent them the key lines and the dimensions of the product. The 

category manager then had to submit the final design after reviewing the barcodes and listing 

the product on the systems. The category manager was coordinating with the warehouse to be 

ready to receive the new stock. The marketing team and the category manager were to ensure 

that the new product was in the stores and presented on their shelves in time for the launch 

date. 

 

The category manager had to evaluate the product’s performance through the performance 

review. The sales performance highlighted good results and the project was successful: 

 

“Once we put the product on our shelves it goes immediately, and we keep the project 

running as both the retailer and supplier get benefits from this project.” (R6) 

 

Despite this, the supplier believed that this retailer controlled the market and that they needed 

to work together even if their interests were in conflict. Since the retailer and the supplier 

collaborated and competed at the same time in the same category, both used defensive 
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strategies to maintain their products on the retailer’s shelves. The retailer used several strategies 

to make the PL products successful. The category manager applied promotions and took the 

good shelf space for his brands, while the supplier developed brands of good quality. However, 

the supplier developed the PL products for the retailer to maintain their relationship with them, 

which would maintain their brands on the retailer’s shelves. 

 

6.3.3.1 Summary of the Project C Case Study  

In this case, Retailer R was suffering the negative effects from the old PL projects because they 

were of low quality and had weak packaging; the customers perceived PL products in general 

to have a bad reputation. Therefore, a project was introduced based on a new PL strategy, which 

involved developing new PL products of good quality, with a variety of flavours and unique 

packaging to fix the old PL projects. 

The embedded case provides insights into the development process of PL food as value brands. 

The project provided benefits for both firms. In this project, the retailer and supplier were 

collaborating and competing with each other, and the supplier was the retailer’s main 

competitor in the pasta category. This supplier hadn’t heard about the CC role before. 

Moreover, the supplier did not collaborate with the retailer until the category manager used its 

power and position to force them to collaborate within the PL NFPD project.  

The supplier then became very supportive of the PL product and was willing to help the retailer, 

as there were several benefits from the development of the PL project for the supplier (e.g., 

retailer preference, increasing sales volumes and market share, and utilising spare production 

capacity). In turn, the retailer benefited from the development of PL products that met their 

objectives while ensuring low costs. Therefore, the retailer hired the NPD team to help the 

supplier in the pasta process due to their lack of knowledge and experience regarding the 

pasta’s cooking time. Consequently, the project was successful. The process is summarised in 

Figure 6.3. 
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Note: W = One week, 2W = Two weeks 

  

Figure 6.3: Summary of the PL NFPD process for Project C. 
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6.3.4 Project D: Re-Labelling a Private-Label Brand Milk Product Called “Long-Life 

Milk” 

Project D focused on the re-labelling of an existing NB product, “long-life milk”. The existing 

product was initiated by Supplier SA, which is one of the leaders in the dairy category.  

 

The category manager asked Supplier SA to produce a PL product. The supplier refused to 

produce a PL product for the retailer similar to their leader product of evaporated milk. 

Therefore, the category manager suggested to the supplier that they could re-label the milk as 

‘long-life’. Consequently, the supplier had many demands for the collaboration with the 

retailer, such as reducing their price for the planogram, issues regarding shelving space, and 

having priority space in the retailer’s leaflets each month.  

 

The above indicates that this supplier had relatively greater power than the other suppliers that 

this retailer had worked with before. The category manager accepted the offer and, in 

negotiations with the PL team, stated that the long-life milk product was a good idea and that 

the product was selling very fast in their stores. The private-label team agreed that the supplier 

had to produce a PL product for them that is similar to their existing product (the same smell, 

colour, taste, and quality); the majority of product development projects are driven by customer 

requests: 

 

“It’s all about how you read your data and how to analyse it based on what the customer 

wants. Therefore, in our PL projects, we deal with different suppliers: some of them are 

small suppliers, and the others are the large suppliers; therefore, our actions depend 

on their behaviours. For example: how they will react to our demands and how they 

will deal with us in our PL projects. Overall, we have good relationships with several 

suppliers who are collaborating with us.” (R4) 

 

The supplier asked the retailers about information regarding the customers’ shopping habits 

specific to the ice-coffee category as they wanted to go into this product line and produce ice 

coffee as an NB:  

  

“The large suppliers exploit their size in order to take advantage in terms of their 

product’s quality improvements, greater variety of their products, and sufficient growth 
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for their company through our information. They need information and data, and we 

have a great deal of both.” (R5) 

 

The category manager of the coffee category gathered information about ice-coffee products 

and discussed with the PL director whether or not he could share the information with them. 

The PL director asked the PL teams to collaborate with this supplier and give them what they 

needed: 

 

“A hand alone doesn’t clap; we need all hands in order to be able to develop new 

products. It is a strategic plan: we need to share the information between each other 

because if their brands are good, then the customers will frequent our stores, and thus 

we are beneficiaries.” (R1) 

 

The category manager shared the information with the supplier. After the supplier gained what 

they had asked for, they arranged a meeting with the PL team and quality managers as the 

decision-makers put the brief together. The scope of this project, defined within the brief, was 

restricted to the re-labelling of an existing product: 

 

“We can use our production-line capacity for the PL products and get paid for it. 

However, the PL projects don’t bring us great financial benefits but make us preferable 

for this retailer, and they share with us the information that we need, good shelf space 

for our products…etc.” (SA11) 

 

The supplier kept asking the retailer for more information about their competitors’ performance 

data in exchange for collaborating with them on the PL project. In this case, the retailer’s 

category manager was not flexible with the supplier regarding the shelf space for their NB 

products, which led the supplier to accept the retailer’s requests: 

 

“We can’t lose our relationship with the leader suppliers because we will lose out. 

However, if they couldn’t sell their products in our stores, they will lose out too. In fact, 

we are selling more than 40,000 brands and products in our stores; this supplier has 

only 1000 products. It’s a lose–lose situation, but I think the supplier is the biggest 

loser.” (R5) 
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Therefore, the category manager changed the product type from “evaporated milk” to “long-

life milk”, producing good quality versions of the successfully branded product:  

 

“They are acting like they care about their product’s quality, but they really don’t. They 

just want to build their own through whatever way they could use.” (SA12)  

 

The supplier was surprised that the category manager used this method to ask them to re-label 

the existing product. Moreover, the supplier did not have a CC role and believed that they did 

not need this role in their firm: 

 

“We are known in the Saudi market as we are one of the best suppliers in the dairy 

category. We are selling our brands in many retailers and we have [a] good 

relationship in the market that allows us to access information that we need without the 

CC [after the researcher explained the CC role]. We have the best NPD and R&D 

teams to develop new products for our clients. The retailers don’t want to develop new 

products; they just want to copycat the successful products; they need to try new things. 

However, we apply what the client asks as we get our benefits without harming our 

brands.” (SA10) 

 

The category manager asked the supplier to produce three samples of the product (sample A: 

high quality, sample B: medium quality, sample C: low quality). After the PL team tried the 

three samples, they chose sample C. The PL team was happy with sample C and gave approval 

to the supplier to start the production stage: 

 

“The retailer’s category manager asked us to produce samples of the quality; they 

wanted it to be similar in taste and colour to the existing product… they were 

comparing the samples with the national product brands. However, they had chosen 

sample C, which was the bad-quality sample. They were acting like they take care about 

the quality but actually, they don’t; they don’t want to pay more in their PL projects.” 

(SA8) 

 

The PL team discussed the product name and agreed to use the retailer’s name. The design 

department was responsible for the label design and sent it to the supplier for printing. Then, 

the category manager and the buyer were responsible for the product pricing, presentation on 



 

 

Chapter 6: Research Findings  192 

the shelves, and listing on the system. The marketing team was responsible for advertising and 

trading the new product:  

 

“I’m a category manager, not a category captain. Sorry, but I didn’t hear about it 

before!... I am dealing with the retailer’s category manager within own-brand projects 

as a customer, not as a competitor; we collaborate within their project without sharing 

information about our product. As a category manager, I advise them and provide 

appropriate recommendations for their categories, particularly their PL products. 

However, I don’t support their brand; I don’t promote their brand. It’s a win–win 

situation.” (SA12) 

 

A few months after launching this product, the leading supplier in many categories in the Saudi 

market produced “long-life milk”, which is similar to the PL product but with high quality, a 

cheap price, and very good taste. This supplier has the power and customers’ trust in many 

categories, and they were selling the new product at a cheap price just to gain customer loyalty:  

 

“Supplier X wants to be the leader in all categories. Even when he produced this 

product he was not selling very much and was losing millions, but because he is the 

leader from the other categories, he can improve this product with these categories’ 

profits.” (R5) 

 

One year later, the new long-life milk from Supplier X is the market leader: 

 

“The name of this supplier is known in the Middle East countries because of the 

excellent quality and delicious taste of his products. He uses his shares from the leader 

categories and spends it on his new projects, and promotes his product to a lesser extent 

than the other brands. This is the supplier killing every brand, even the PL brands; it 

goes below the cost market on a regular basis; this supplier does not only hit and run… 

no, this is his strategy, and because of this strategy, he becomes number one in many 

categories.” (R7)   

The category manager tried to do promotions, but their project was not able to survive, and the 

PL director had to end this project: 
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“The supplier and private-label team were working together and closely, and tried to 

find solutions to this project, but we could not beat this leader supplier even if we 

changed the PL product quality.” (R6) 

 

The supplier believed that if the retailer created and innovated new products under its name 

with a high quality, they could have been excluded the NB products from the competition, and 

they could be the leader in a category and gain customer loyalty: 

 

“The Saudi retailers are scared to go further and try new things. They have the data; 

they can develop new food and non-food products under their name, but they only like 

to copycat the leader brands with a bad quality and cheap price, so the costs will be 

small to them. They think this is a success, but no, it’s not... The Saudi customers like 

to try new products with an excellent quality.” (SA9)   

 

6.3.4.1  Summary of the Project D Case Study  

This project provided insights into the development of re-labelling an existing NB product. The 

process is summarised in Figure 6.4. The first insight is that the supplier would not produce a 

PL project for the retailer within their leader products. However, they could produce PL 

products in their other loss-leader categories, and they do not have a CC role. They would not 

collaborate with the retailer unless the retailer met their demands and shared information with 

them about the market and the customers’ requests. The supplier had bargaining power, so that 

gave them the power to ask the retailer to share information with them. The retailer shared the 

information with them because it needed a supplier to collaborate with and to produce the PL 

product. However, the category manager was using his position to narrow down the suppliers. 

The supplier accepted the retailer’s claim that he was re-labelling the existing national product 

with an inferior-quality product. Therefore, the supplier produced what the retailer asked them 

as they wanted to retain their brands on the retailer’s shelves. However, the PL project was not 

successful and failed, so the category manager had to pull the product from the shelf. 
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Note: W = One week, 2W = Two weeks  

Figure 6.4: Summary of PL NFPD process for Project D. 
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6.3.5 Project E: A New Flavour within an Existing Potato Chips Product which 

Became a Private-Label Brand Product 

Case E focused on the development of a PL project regarding an existing potato chips product 

with a new flavour. This project was initiated by the potato chips supplier (Supplier SB), which 

is one of the top suppliers of potato chips in Saudi Arabia and Middle Eastern countries. This 

supplier competes with the top potato chips supplier in the market.  

In this project, the supplier wanted to build a new competitor to the top supplier and get benefits 

from the retailer:  

“In our company, we don’t have CC; however, we are dealing with the retailer within 

the private-label brand project because when I benefit, I can continue to supply to the 

retailer. We do [service] favours for each other; in other words, we are helping each 

other.” (SB13) 

 

The key account manager had a meeting with the category manager and suggested that the 

supplier would like to produce PL potato chips for the retailer. The category manager was 

looking for this opportunity and suggested that the supplier could produce a new potato chips 

flavour for them as an exclusive recipe. The category manager knew that introducing a new PL 

product in the category would increase the competition between the brands, which would affect 

the brands’ sales:  

 

“The competition between brands on our shelves increases the number of customers 

who visit our stores because the brands will try to do something new to draw customers’ 

attention to their brands (e.g., promotions: buy one and get one free), which increases 

our profits and margins.” (R4)  

 

The PL team agreed with the category manager as they knew that the supplier wanted to 

collaborate with them just to affect their essential competitor. They knew this from the sales 

data that they had, which showed that the sales results were near to the supplier’s competitor’s 

sales results: 
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“We have the data and the information that shows this supplier wanted to affect their 

competitor’s sales; by hitting them from our side by private-label's price, and from their 

side by quality, team up to affect the common enemy.” (R5) 

 

The supplier was the second leader in the potato chips category; therefore, they tried to 

convince the retailer to collaborate and team-up by giving them recommendations related to 

the retailer’s categories (assortment, pricing and advertising). The aim was to affect their 

competitor’s sales by hitting them from the retailer side through the PL’s low price and from 

their side with the quality of the potato chips. Moreover, the supplier wanted the retailer to use 

their creative ideas to inform the customers about the special features of the national and PL 

products as they can communicate with the customers. 

 

Through this collaboration, the supplier could access shared information, resources, overall 

plans, and knowledge in order to gain the benefits (developing PL products, increasing sales) 

that would affect their competitor’s sales. Therefore, the key account manager had meetings 

with the research and development department to create the new flavour for the retailer. Then, 

the NPD manager, PL team and marketing manager had regular meetings to generate this 

product. Once they agreed on the project details, they requested a sample for evaluation and a 

taste test; when they approved it, they signed a contract outlining their agreement about this 

project regarding cost, quantity, quality and flavour.  

 

After that, the NPD manager sent the first sample to the PL and quality teams to evaluate the 

product. All the decision-makers were happy with the sample, which led them to start the 

production stage.  

 

The category manager was in contact with the design department to start designing the product 

and to send the labels to the supplier for packaging. The supplier collaborated with the category 

manager and was very supportive of them in this project. They gave the retailer samples for 

the customers and ideas for advertising the product in the retailer’s stores.  

 

Once the products were on the retailer’s shelves, the sales reports were very positive, and the 

customers liked the project: 

“We put our PL product on the first row of the shelf; we have priority, then the top 
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leader brand, then this supplier’ products.” (R6)  

After this success, the supplier negotiated with the category manager about the PL product size; 

they wanted to reduce it, but the category manager did not agree with their suggestions: “the 

retailer was acting like he was the leader in this category. He started to reject our suggestions 

and was asking for more. The retailer should know that we came to him in the first place with 

a specific plan” (SB16).  

 Later, the supplier was not collaborating with the retailer; for example, they delayed the stock: 

 

“The marketing team should receive the product and ensure it’s already in the stores. 

The customers react very quickly nowadays; if they want the product and don’t find it, 

they will buy another brand. If the suppliers delayed the stock, our shelves would be 

empty, and this is really ugly; it’s not good.” (R5) 

 

The supplier was arguing with the category manager that the PL product took up more shelf 

space than their products:  

 

“Retailer R monopolised the potato chips category, and they controlled us and squeezed 

our shelf space, and put our brands in the third row after the top leader brand who is 

our competitor.” (SB14).  

 

“When the supplier delays our PL products, we can’t leave our shelves empty, so we go 

back to the previous planogram, which is the top brand in the first row and then this 

supplier’s product. So, they win in this war… and they get our share in this period 

because we are not selling.” (R7)   

 

The category manager tried to find solutions with the supplier, but the supplier was finding 

other reasons to not collaborate with the retailer:   

 

“The supplier tried to lie about many issues related to his recommendations, especially 

regarding our product; we have their products’ sales data. Once we knew their plans 

regarding the PL stock delay, we asked them to double the usual quantity, so we have 

extra stock. Consequently, they found different ways to not collaborate with us. 
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However, we tried to deal with that, but the supplier was treating us like we are their 

first competitor.” (R5) 

 

The PL director had to end the project after the supplier raised the price and reduced the product 

size, and refused to collaborate with the retailer. The category manager was looking for a new 

supplier to produce the potato chips for them at the same price and flavour. 

 

Later, the retailer took the supplier’s potato chips product off the shelf for a period of time in 

revenge because they didn’t collaborate with the retailer in the PL projects: “this supplier won 

in this battle; we can’t deny it. However, we treated them as they treated us” (R4). 

 

The supplier was struggling in that period, and their sales were negatively affected. Therefore, 

they tried to reach the retailer’s shelves again: 

 

“We’re totally in a great position because suppliers need a strong and a leader retailer 

who has many stores and branches not only in Saudi but internationally; they still need 

a strong retailer. Anyway, if people won’t acquiesce to our demands, we can use our 

ways to make them comply with our demands. We need to show them how they can’t 

dispense from us and who has the most power.” (R5) 

 

6.3.5.1 Summary of the Project E Case Study 

This project shows that the supplier collaborated with the retailer on a PL project to build a 

new competitor to affect their essential competitor. The supplier was willing to collaborate 

with the retailer just to get their attention and to derive benefits. Moreover, there was no CC in 

this supplier. 

The category manager took any opportunities that emerged to produce PL products as exclusive 

recipes for them and had control in the projects as they had the information power. Moreover, 

the supplier would not collaborate on PL projects if it involved competition with their products 

and affected their sales. They made excuses to negatively affect the PL projects in order to 

break down the agreement between both firms. However, the retailer retaliated against the 

supplier by removing its brand temporarily from the retailer’s shelves, which affected the 

supplier’s sales. The process is captured in Figure 6.5. 
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Note: W = Week  

  

Figure 6.5: Summary of the PL NFPD process for Project E. 
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6.3.6 Project F: Improvements in Size for a Cooking-Oil Product 

Project F focuses in greater depth on the improvement of a new size for PL products and 

examines the management of this project. The ideas were initially identified in a  quarterly 

meeting with all PL members to review and analyse the information about customers’ needs in 

the food categories. One of the category managers immediately recognised the potential 

number of existing PL products that could be developed and became interested in investigating 

the need for a large-size cooking-oil product based on the data.  

 

This project focuses on the development of a large-size PL-brand cooking-oil product. The PL 

director asked the category manager to search for the right size based on customers’ buying 

reports of cooking oil. The category manager analysed the data carefully and recognised that 

the customer need was for 9 litres of the cooking-oil product instead of 1.8 litres: 

 

“The customers are looking for large-size products and cheap prices as they are big 

families in Saudi…” (R6) 

 

The category manager contacted the existing external oil supplier in Greece, who was 

producing the PL 1.8L corn oil, to develop the size and make it 9L. However, the external 

supplier was concerned about the importation costs as they had changed because of the new 

Saudi Vision 2030 policies (Kingdom of Saudi Arabia, 2017): 

 

“The main aim of the 2030 vision is focusing on non-oil investment to support the Saudi 

manufacturing sector, improving business retailers, supporting Saudi brands and to 

develop their products locally and internationally.” (R7) 

 

As the holding group owns a high number of shares in Supplier SC, the retailer’s CEO and the 

private-label director had held many earlier discussions with the CEO at Supplier SC regarding 

producing the PL 9L corn-oil product. However, the supplier’s CEO refused the project 

because they did not have the capacity to start producing PL projects: 

 

“The CEO manager was not supporting and collaborating with us; he just focuses on 

his products and he doesn’t want to produce a product that can compete with his brand 

based on price and quality.” (R5) 
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Later, the retailer’s board had a meeting with the top board of the holding group company in 

order to discuss the opportunities for retailer–supplier collaboration regarding the PL NFPD 

project. After many meetings and discussions about the PL project, the top board accepted that 

Supplier SC had started to develop a PL cooking-oil product for the retailer. Therefore, the 

CEOs asked the retailer and supplier teams to share the PL corn-oil project plan with each 

other. Consequently, the PL director had an urgent meeting with the PL team and asked them 

to contact the supplier team to arrange collaboration and production regarding the PL product. 

The supplier’s manager had a meeting with the production manager first to check the capacity 

in their oil production line: 

 

“We held a workshop and brainstorming session with our internal team because we 

have full capacity… and that results in the project having huge overheads, so we had 

to work on that, and we need to increase our capacity.” (SC17) 

 

The supplier team then contacted the category manager to discuss the project. The PL director 

asked the category manager to contact the external supplier to inform them that they would not 

renew the contract with them because of the difficulties regarding importation registration and 

costs. The PL team were confident that Supplier SC would collaborate with them because the 

top board wanted this project.  

 

The supplier manager was integrated into early discussions and had concerns about the 

investigations being undertaken. Firstly, the PL project would have an impact on their 

production-line costs because of their NB corn-oil product. The supplier’s main concerns 

related to the potential impact on its line capacity, whether additional lines would be required, 

and the direct costs of the packaging, ingredients and printing labels. Secondly, the supplier 

team undertook a number of evaluations of competitors, and the PL corn-oil product is one of 

their strongest competitors. As the retailer is competing on price, quality and size, the supplier’s 

manager agreed to look for possible alternatives through their ongoing discussions with the 

production team. They were aware of the new size of the product. The category manager 

considered this project to be important for the development of the PL projects, and he pushed 

the supplier to develop and create solutions for their production-line capacity problem: 

“The CEO managers have new strategies, and new projects, and they were following 

up most stages of the project. They were trying to help the supplier in their production-
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line capacity by giving them solutions. Because both managers wanted to develop the 

PL project with this supplier as both will gain the benefits.” (R7) 

The supplier team held meetings with their CEO to discuss the project cost, and the CEO was 

very optimistic about this project. The supplier team started the production of the PL product 

and sent the sample to the PL team and the CEOs, and applied many improvements to the 

sample until they agreed on the final sample. The supplier then signed the contract and started 

the production. The category manager was responsible for listing the product and the product 

price. In addition, both CEOs supervised the project until the product was delivered to the 

retailer’s shelves; all the project teams were working closely together and demonstrated 

collaboration in this project.  

The category manager helped the planogram team to choose the best space on their shelves for 

the new PL product, which led them to sacrifice some of the brands in order to provide their 

PL products with significant advantages. Therefore, the supplier team were not satisfied with 

the new changes: 

“The retailer puts our products in the first row on their shelves as we are a leader brand 

in this category. Now the new private label of cooking oil 9L is in the first rows and 

took up a large space; therefore, the category manager put our products in the second 

rows, and we negotiated with them to put our brands in a better place, but they refused 

to change our shelf space… Indeed, the retailer controls the shelves, while we control 

the production lines. So, we will hit them in their weak side.”  (SC18) 

Even the marketing team were certain about the product trade. The category manager asked 

the marketing team to make sure that the product was on the first page of the leaflet. The PL 

director made sure that the product was advertised on all the retailer’s social media accounts. 

Once the product was launched on the shelves, the customers were pleased with the product 

and the price, and the sales reports showed positive results. The new size had not yet been 

implemented by any other companies, and both the CEO and the project team considered this 

to be particularly unique and would benefit the process of differentiation. 

As soon as the new PL product entered the market, the supplier’s product was negatively 

affected, particularly its product sales. Subsequently, the supplier’s manager developed a new 

corn-oil 9L product like the retailer’s product and used the production lines in order to affect 

the retailer’s sales and to protect their brand from the competition exclusion: 
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“If we categorised the brands, there is [a] premium brand, follower brand, challenger 

brand, and there is a fighter brand and, recently, we have the private-label brands. If 

the fighter brand is the lowest price, and the perception of private-label is the lowest, 

it will be much cheaper than the fighter brand … traditionally, the retailers have the 

power as their strength lies in their control of shelf space, and they cannot relinquish 

this power to anyone, so they display their products in the first rows of the shelves in 

their stores, which is the best location to be visible and with a cheap price; we can’t 

negotiate with them about the product’s placement; however, we can affect their sales 

through developing the flanking products, and this is our strategy to beat our 

competitors.” (SC18) 

In addition, the supplier hadn’t heard of the CC role before: 

"We don’t have the CC role here… I believe I didn’t hear about the CC role before in 

the Saudi market”. (SC18) 

However, the retailer recognised that the supplier was developing small, high-quality brands 

at cheap prices just to affect the PL sales: 

“The holding group company is gaining the profits, whether from their national brands 

or from their PL brands. However, each of the CEO managers from each firm wanted 

to gain the profits and credits for his company, team, and brand. Therefore, each firm 

tried to solve their problems without the need to go to the top board of the company, 

and both used different ways to achieve that. We know that his supplier developed small 

brands under different names with a good quality and cheap price just to compete with 

the PL products.” (R5) 

This made the PL team increase their promotions for their PL product because they wanted to 

be the leader in this category. However, the PL product was unable to continue given the 

competition; therefore, the CEO stopped this project. 

 

6.3.6.1 Summary of the Project F Case Study  

This project has provided insight into the management of developing PL projects when the 

retailer owns shares in the supplier. The case study showed the collaborative and competitive 

relationship between the two firms that was in place in order to develop PL products through 

the CEOs in the holding group company, who tried to help the two firms to improve their 
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relationship and to work together. However, the supplier did not collaborate and tried to avoid 

developing the PL product – they were protecting their own product from the competition by 

pretending that they did not have enough production-line capacity. This supplier did not have 

a CC role. However, the supplier performed a role similar to that expected of the CC. 

Nevertheless, the power of the retailer had a key impact on the development, which led the 

CEOs to push the supplier team to find solutions to the production-line capacity problem. 

Moreover, the category manager developed a new size of the cooking-oil product in the 

category and used his position to control the shelf space and choose the best place for this 

product. Therefore, the PL product was a successful project which increased the retailer’s sales 

and negatively affected the NB’s sales. Consequently, the supplier developed a flanking 

product similar to the retailer’s product, which negatively affected the retailer’s sales as they 

were the supplier’s main competitor. This action inhibited the success of the PL. The PL 

process is summarised in Figure 6.6. 
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Figure 6.6: Summary of the PL NFPD process for project F. 
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6.3.7 Project G: Reducing the Size of the Toast Product ‘Mini Toast’ 

Project G focuses on the development of a PL toast product based on a feasibility study 

conducted by the category manager. The category manager wanted to apply new features to 

the PL toast product. Therefore, he held a meeting with the key account manager of Supplier 

SD who was producing the current PL toast product for them in order to develop the existing 

product. This supplier had not heard about the CC role before: 

 

“Our CEO manager is not very keen on private-label projects, but with the retailer, he 

cannot say no, especially Retailer R, even when we are close to maximum capacity, and 

even if we have to change all the operation stages from the initial stage because the 

recipe has changed, so, he will accept Retailer R’s private-label projects because we 

have a good relationship with him; beside that, many of our brands are on his shelves. 

So, basically, we need each other...We don’t have here a CC and I don’t think this role 

exists in the Saudi market.” (SD21) 

 

The category manager suggested an idea to the supplier, which was to reduce the product size 

to ‘mini toast’. He was inspired by the international exhibitions his teams attended:  

 

“Our teams travel to the UK, USA, and Dubai many times in the year and we visit many 

retailers in Saudi too, to discover new ideas. When they found out about the private-

label project idea and about any new products, we studied it with the marketing 

department even if the margin is not good and there are low profits. We suggested the 

ideas to the suppliers, so they could develop the ideas and then try to produce it for us.” 

(R4) 

 

The retailer discussed and shared information they gathered from different sources with the 

project team. Then, the retailer and the project team wrote the project brief together. However, 

in the beginning, the supplier was concerned about the production line changing costs and the 

capacity, and negotiated the expected volume with the PL team in this project: “as a 

manufacturer, any small changes in the production lines will cost the supplier a lot. We need 

to meet with the production manager and wait till he provides us with a new plan” (SD23). 

The category manager requested the production manager to look for possible alternatives to 

start the project. So, he and the production manager had many meetings to discuss the project 
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and to start producing the product samples. The category manager was in contact with the 

supplier team on a daily basis, via frequent meetings and via emails or through telephone calls:  

 

“We try our best to make our company and suppliers work together smoothly, and we 

are helping them to collaborate and communicate in order to share equally the risks 

and the rewards. Also, to share the information with us. However, we need to trust each 

other without being concerned that your PL NFPD ideas may be shared with your 

competitors.” (R6) 

 

Retailer R sent the quality manager again to visit the supplier’s manufacturer to evaluate it 

even after the first PL toast project and sent approval to both teams after the sample’s 

production stage. Then, the supplier team started creating the samples and sent them to the PL 

team and the quality manager to try them, and they decided and agreed on the sample: 

 

“The category manager contacted and informed us that the audit will come for 

evaluation and will come with specific parameters and give us the results to enable us 

to start the product production. When we work together in a non-adversarial 

relationship, the retailer is willing to share the information with us.” (SD22) 

 

The supplier’s manager discussed the operation stages and finalised the cost with the category 

manager, and discussed the new recipe with the PL team: 

 

“Our relationship with this supplier was based on trust; we were working together from 

when we started the PL toast product. We were helping each other as we were in the 

same boat.” (R6)   

 

The supplier’s manager then finalised the project’s agreements and signed the contract. The 

category manager sent the label design to the supplier for packaging after he listed the product 

on their systems: 

 

“… till the product reaches the packaging department … We have three types of 

packaging: retail packaging, Retailer R packaging because their procedures differ in 

packaging as well, and packaging related to our products. Retailer R is very strict about 

his label packaging.” (SD23)  
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While the category manager was doing these tasks, the marketing team from Retailer R traded 

the product by offering tasting events to draw customers’ attention and provide information 

about the products. Before the supplier finished the production of the product, they needed to 

obtain SFDA registration, which took three weeks for approval. Once they had obtained 

approval, they sent the products to be stocked in warehouses in both Jeddah and Riyadh. Next, 

the supply chain had to supply the products to all of the retailer’s stores.  

 

Three months after launching the product on the shelves of the retailer’s stores, the category 

manager evaluated the sales reports. They were very positive, and both firms obtained benefits 

from this project. Both firms tried to help each other and shared information from the initial 

stages of the project to make it successful: 

“Our relationship is very good as, in the end, the credit goes to the two parties. When 

my sales increase and their expiries decrease, the payment comes on time. It’s credit 

for my region, and I think the same for them.” (SD22) 

 

Within a couple of years, there was an SFDA registration order for any manufacturers/suppliers 

and retailers to put the manufacturer information on the product label: 

 

“After two years, the SFDA became very strict about the details of the manufacturer 

information on the product label. As a category manager, I tried to convince them that 

this order was not helping us, and I gave them an example of a Tesco PL product to 

show them that there wasn’t the name of the producer company for the PL products on 

the label. Anyway, I think now everything will be more obvious.” (R5) 

 

Later the category manager found that this supplier was also producing PL toast for another 

retailer. Retailer R was very disappointed in the supplier. Therefore, they were very strict with 

them and applied many punishments: 

 

“I saw on the label of a PL competitor retailer the name of our supplier who was 

producing our PL toast product. This means that they are producing the same as our 

product for them...We can’t trust them anymore and I believed that they should be 

punished. They were unpleasant, dishonest, hard to deal with; they deserve the 

punishments.” (R5)    
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This supplier had several products on the retailer's shelves. Therefore, the supplier collaborated 

with this retailer in developing their PL products in order to protect their brands: 

 

“We have many good brands in the bread category. Every time when we innovate new 

products, such as ma'amoul or rusks, this retailer asks us to develop similar products 

to our products which put our products in risk. We get threats from them to produce 

the product for a low price, we have to collaborate with them or they will find another 

supplier or we would be dismissed.” (SD22)  

 

The supplier also claimed: 

 

“We believe that retailers need to try the risk in which they put us into. However, our 

risk will be increased after this as the retailers don't like to lose market share and will 

fight us by holding information or by applying aggressive promotions and if they didn't 

get what they want, will remove our products from their stores.” (SD22) 

 

6.3.7.1 Summary of the Project G Case Study 

This project provided insight into the management of developing new features of the current 

PL product. It was notable that the category manager had roles in this project, such as 

recognising that the PL product needed some improvement and assisting the retailer and 

supplier to collaborate and work together based on trust, which helped in sharing information 

about new projects, new ideas, and project processes between both firms through 

communication. This led to both gaining mutual benefits.  

The sales reports were very positive, and both firms obtained benefits from this project. 

Therefore, it was observed that the increased collaboration positively affected innovation. 

However, later the retailer noticed that the same supplier who was producing the PL product 

for Retailer R copycatted their PL product’s ideas for a competitor retailer. This led to the 

retailer feeling that they couldn’t trust this supplier anymore, which made their relationship 

proceed in an adversarial manner. The category manager applied many penalties and wasn’t 

flexible with the supplier, forcing them to produce the PL product for a lower price. Moreover, 

the role of CC did not exist in this project. 
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6.3.8 Project H: Transforming from a National Brand to Private-Label Brand 

This embedded case explores the collaborative relationship between Retailer R and Supplier 

SG. In this project, Supplier SG had shifted their chocolate spread product into Retailer R’s PL 

line. Moreover, the case explores the roles of category managers and the supplier in this project 

and how the power balance might affect innovation.   

 

The project was positioned as a new product and was unique in the Saudi market. It is a 

chocolate spread for sandwiches and pastries, using cream cheese instead of oil. The shift from 

an NB to the retailer’s PL brand occurred after the failure of the existing product. This shift 

included an improved product formulation, as well as new packaging. PL brand projects 

typically focus on copying the leading supplier’s products: 

 

“Competition in the market of Saudi Arabia is not based on innovation as most of the 

products are already available in the market. Competitors of the firm can change the 

weight of the product or the design, but the firm has a separate department for the 

purpose of improving the current product range and developing new products. This 

department is dedicated to analysing the current customer needs and marketing trends 

for developing new products and the purpose of initiating improvement in the design 

or quality of the product.” (SG30) 

 

However, nowadays, the focus is on innovating new products, new ideas and how to 

differentiate product categories to have control over managing and promoting the brand, 

ensuring exclusivity when selling to customers and hence increasing customer loyalty to the 

store: 

 

“There has been no instance where a firm could develop the product similar to the 

original. The secret of innovation in the Saudi Arabia market is to keep the production 

practice confidential. The retailers don’t have experience in production, so they just 

hammer you!” (SG31) 

 

Another focus is on establishing closer contacts with consumers: 
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“In Saudi Arabia, you know that supermarkets such as Retailer R control most of the 

market ... the retailers likely control 80% of the market. They’ve realised the power 

which they have.” (SG31) 

 

In this case, the shift from an NB to a PL brand was designed to ensure the production line kept 

running for the manufacturer after the supplier’s product had failed. It was also a response from 

the category manager to consumer insight gathered regarding the existing product as the 

category manager had the product information. The category manager was trying to help the 

supplier to improve the product’s performance in the market through information sharing and 

joint decision-making in the NPD project, but the interview transcript reveals that the category 

manager was withholding information: 

 

“We are just giving them our requirements like nutrition facts, label information, and 

everything as per our agreement; this is all that they need. We don’t share important 

information with others; this is our way when we are working with suppliers.” (R4) 

 

Supplier SG noted that Retailer R, especially their category manager, was holding the product 

information and was not collaborating with the supplier in all their NB brands: 

 

“Category managers are selling the information and if you want to know the data for 

your market share, your category performance in their stores, you have to buy the 

reports and that time we were running out of money and they would not collaborate 

with us and we have lost our innovative product just because they didn’t share the 

customer and our product performance information. They usually do, but we knew that 

they wanted something from us, and they squeezed us to comply with their demands.” 

(SG32) 

 

Previously, the cost of the product was £5.18, and the product size was small and was not 

presented well on the shelves. The supplier tried to change the presentation of the product and 

fix the failure: 

 

“The retailer used several ways to threaten us through their category managers, such 

as penalties for delayed deliveries, increasing the feature leaflets cost, and increasing 
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the cost of any marketing support. They call it ‘the rebate other income’. Therefore, we 

had to keep operating the production line for the retailer’s private label; we needed to 

increase the benefit we derived from the production to cover the overheads. So, we 

surrendered. Our other brands are in a better situation than this product.” (SG31) 

 

The PL team wanted to gain the product from the supplier so they withheld information from 

them. Moreover, the category manager wasn’t flexible with supplier regarding delayed 

deliveries of their NB products and put in place penalties. The category manager also increased 

the brand’s feature leaflets cost, which meant that the supplier had to pay more to put their NB 

product picture in the leaflet, or the category manager would just put a small picture in the 

corner of the page or would choose to remove the product picture from the leaflet for a couple 

of weeks; this would negatively affect the supplier’s promotion sales. In addition, the category 

manager increased the cost of any marketing support for the supplier’s product. The retailer 

implemented all of the above because they wanted to develop this brand as their PL brand 

under their name: 

 

“They know that we need them. Basically, they are torturing the national brands in 

order to build their own.” (SG32) 

 

The PL team felt that they could sell it effectively on their shelves, providing customers with 

good product quality at a competitive price that was cheaper than before: 

 

“If you have a good brand image, customers will trust you; especially if there is a gap 

in price between the market leader and our brands; it has to be at least 10–15% lower 

than the market leader. This will encourage the customers to buy from us.” (R5) 

 

Supplier SG follows the approach of being the manufacturer/supplier of 10 brands to a single 

company under the PL of that respective company, as well as manufacturing a single product 

for 10 different companies with the supplier’s logo. The supplier’s approach involved both 

competing with and helping Retailer R at the same time. The supplier could help the retailer to 

produce the PL product for them while, at the same time, compete with the retailer in the same 

product category with their brands. Therefore, the supplier decided to sell the project to the 

retailer as they did not have the information on why the product had failed and wanted to run 

their own production line and make a profit from the sales: 
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“The firm has a different formula for different retailers. In relation to Retailer R, we 

had provided them with the same product but sold it under their name, which has higher 

sales. The reason behind this is that Retailer R is the strongest firm in the Saudi market, 

and this retailer has more than 10 million consumers who like to buy from them. 

Moreover, this retailer knows how to gain the customers’ attention about their PL 

brands…Actually We have to protect our NB products from the exclusion.” (SG30) 

 

The supplier has a portfolio of different strategies depending on the customer; that is, the larger, 

more powerful retailers compared with those that are smaller and less influential. Therefore, 

the supplier followed the retailer’s demands as the retailer has the most power in this project: 

 

“Retailer will consciously ruin relationships with suppliers who not collaborating with 

them immediately, because they always have one of the large suppliers in the front 

door, and one in the back door, since they know that, eventually, those suppliers will 

race to collaborate in order to protect their brands.” (SG29) 

 

After selling the product, the project (which involved shifting to the PL name) needed 

collaboration among various managerial personnel of both firms, such as the category 

managers, buyers, marketing managers, PL directors, NPD manager, production manager, and 

sales director. 

 

Both firms had different marketing approaches to this project to draw customers’ attention and 

provide information. The retailer offered tasting events and organised excursions where 

customers could visit the manufacturer. The retailer created their own logo to promote this 

product. The supplier was acting as a manufacturing firm/supplier for the retailer, which meant 

that the supplier needed to supply the quantity demanded by the category manager. The market 

analysis was conducted by the retailer’s marketing team in this project. The nature of the 

project thus created a collaborative relationship between the retailer and supplier. The category 

manager provided information about the importance of the relationship between the category 

manager and supplier: 

 

“It is a vital phenomenon to have friendly relations between category managers and 

suppliers due to various reasons. Humanity and cultural background are among the 
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prime reasons for developing a professional friendship. Developing friendly relations 

with suppliers can help in availing various promotional benefits. These promotional 

benefits can be anything that can prove to be beneficial for both the firms. It is 

acknowledged in Retailer R that maintaining good relations with the supplier can 

provide a retailing firm with various benefits, so it is the duty of category managers to 

develop this relationship.” (R6) 

 

The roles of category manager and food supplier became interdependent, which meant that the 

relationship intensified as the project progressed and during the implementation phase of 

shifting the project. In addition, the retailer’s managerial officers, such as the category manager 

and the buyer, indicated that they had good relations with the supplier after shifting the NB to 

the PL. As category managers update the food supplier with the required quantity of the 

products related to their category, the food suppliers process this information and formulate 

strategies for the purchase of raw materials, management of manufacturing costs and time, and 

the appropriate fulfilment of the demanded quantity. 

 

In this project, Supplier SG had no CC: “I believe I didn't hear about CC role before in the 

Saudi market.” (SG29). In addition, the supplier believe that many people misunderstand that 

private-labelling involves copying suppliers’ products. The data collected from the interview 

transcripts provided information on the perceptions of the supplying companies as well as the 

retailing company. The supplier’s managerial personnel gave the following perspective on the 

effect of PL brands or own-brand products on innovation:  

 

“There is a need for an efficient private-label firm that can provide high-quality 

products in the Saudi Arabia market. The firm cannot term private-label products as 

copying, as even we can innovate new products, but that would require approval from 

the various firms and included parties. In addition to this, it cannot be termed as 

competition because the firm is imitating the product with the private-label, not 

innovating [the] product. Though ideas are being innovated for private-label projects.” 

(SG32) 

 

It is evident from the perceptions of both firms that they have mutual trust regarding quality 

management and information sharing when the retailer and its category manager acquire 

complete control over a project. In addition, retailers like Retailer R can introduce innovative 
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changes to the products provided to them by food suppliers as they have the information power, 

so they can break various permissions and approvals that are required from parties included in 

the name of the PL NPD project. Therefore, the role of category manager in the private-

labelling of food products under an NPD project is quite influential:  

 

“There are instances when market leaders change their label with consideration of 

[the] latest market trends, the introduction of innovation in the market or for improving 

[the] current design. The retailer does not have a single category manager for whole 

firms ... These category managers have the right to provide suggestions and demand 

innovation in the products of their respective categories. The category manager can 

ask the supplier to introduce change/innovation, and that individual manager will be 

held responsible for the effects on the product of that category.” (SG30) 

 

6.3.8.1  Summary of the Project H Case Study 

The information retrieved from the interview transcripts from both firms has provided insights 

into a PL NFPD project that involves a shift of a supplier’s own-brand product to a retailer’s 

PL product. Moreover, this section has presented the relationship between the category 

managers and supplier, including information on who has the control and the power. Analysis 

of the available information shows that both firms will benefit from this project. However, the 

firm which has the power of information holds the higher bargaining power, so they get control 

of the whole project and take advantage of the benefits: a best brand image in the retail industry, 

high-quality products and efficient service. The implementation of this project will provide 

Retailer R with control over the product in their store outlets and branches, which will have the 

retailer’s name instead of the supplier’s name. The category managers withheld information 

and knowledge from Supplier SG. Because the supplier would not have been able to implement 

a successful NPD project, they shifted the project to the retailer. Shifting the product would 

develop brand-name awareness among customers and provide the retailer with an improved 

brand image and brand recognition. In addition, the retailer’s managerial personnel, such as the 

category managers, were encouraged to implement PL brand projects and improve their 

negotiation skills and knowledge.  

 

This supplier will also benefit from the implementation of this project as they will have a long-

term buyer in the form of Retailer R. Additionally, the supplier can also develop strategies to 

produce an indefinite quantity of this product as per the retailer’s demand, which will provide 
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them with stable financial benefits. Moreover, their relationship became collaborative after the 

product shifted to the retailer. In addition, the customer base of both firms will benefit from 

this collaboration as both firms aim to provide their customer base with high product quality, 

and the retailer’s strategy is to provide the product to the end customer at a competitive price.  

 

In this case, the supplier had not heard of the CC role in the Saudi market. Moreover, they 

believed that the Saudi retail sector needs firms/manufacturers that only produce PL products 

for retailers in order to avoid the competition actions between the two partners (the retailer’s 

category managers and supplier) and to maintain their collaborative relationship in PL NFPD 

projects. The process is summarised in Figure 6.7.  
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  Figure 6.7:  Summary of the process of shifting a NB to a PL brand process Project H. 
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6.4 Summary of the Chapter 

This chapter has presented findings from case studies exploring the PL NFPD activities of one 

retailer involved in the development of new FMCG products. The chapter provided insights 

into category managers’ understanding of the PL projects’ process and their perceptions of the 

retail market and their roles. The cases uncovered new insights that the role of CC does not 

exist in the Saudi market. The findings also revealed the influence of CM on the retailer–

supplier collaborative relationship and CM’s influence on the balance of power within this 

relationship during the PL NFPD process and factors influencing product development and 

innovation. This is an interesting, problematic, dynamic relationship to explore and presents a 

unique problem for the retail sector, particularly for the food retailing sector which is important 

in Saudi Arabia. The next chapter presents an analysis of these findings and explores in greater 

depth factors contributing to a firm’s ability to deliver value to the retail sector through PL 

NFPD projects. 
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Chapter 7: Cross-Case Analysis 

7.1 Introduction 

This chapter examines and analyses the findings from each of the case studies presented in 

Chapter 6. The analysis is guided by existing theories, the developed conceptual framework, 

and the data collected in this study. 

 

The cross-case analysis presented in this chapter focuses on understanding the influence of 

category management (CM) roles in the studied private-label (PL) food projects, with a 

particular focus on CM benefits, the practices within the retailer–supplier collaborative 

relationship, and the impact of CM roles on the balance of power in this relationship. 

Consequently, based on the framework (see Figure 4.2) and the cross-case analysis, a new 

framework has been developed. This revised framework reflects the updated implications for 

the retailer–supplier relationship during collaboration within PL new food product 

development (NFPD) projects that lead to potential unintended consequences in PL NFPD 

projects (Figure 7.1).  

 

Figure 7.1: The updated conceptual framework.  
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Figure 7.1 shows that the results are more broadly relevant of Saudi context particularly P1. 

However, the results could be generalisable as the Saudi retail markets is similar to the UK and 

USA markets in terms of the retailers have the most power through their category managers in 

the retail sector. 

 

Tables 7.1 and 7.2 summarise the embedded cases presented in Chapter 6. Table 7.1 presents 

key features of the embedded cases explored in order to support the discussion and demonstrate 

the variation in the cases examined. Table 7.2 presents a summary of the findings in support of 

the propositions and framework. The variables of the embedded cases include:  

 

• the type of new food PL product development;  

• the development of existing products (e.g., re-branding, size alterations/improvements, 

and/or new recipes, such as a new flavour within an existing product);  

• the development of a new product within the retailer’s PL brand;  

• who suggested the ideas (the retailer, supplier or both working together on the project); 

and  

• whether or not the projects successfully made it to market.  

 

 

The following discussion is divided into five updated themes based on the thematic analysis. 

Each is explored to highlight the relationships in the CM roles within NPD and their impact on 

the balance of power between retailer–supplier collaborative relationship in PL NFPD projects 

and innovation.  
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Table 7.1: Variation in embedded cases. 

 Embedded cases 

Project ID Case A (tuna slices) 
Case B (dried 

tomatoes for salads) 

Case C (low-price 

pasta) 

Case D (long-life 

milk) 
Case E (potato chips) Case F (cooking oil) Case G (toast) 

Case H (chocolate 

spread) 

Firms 
Retailer (R) & 

supplier (SF) 

Retailer (R) & 

supplier (SE) 

Retailer (R) & 

supplier (SF) 

Retailer (R) & 

supplier (SA) 

Retailer (R) & 

supplier (SB) 

Retailer (R) & 

supplier (SC) 

Retailer (R) & 

supplier (SD) 

Retailer (R) & 

supplier (SG) 

Project focus 

Development of a 

new excellent-quality 

and low-price tuna 

slices PL mass brand 

product 

A copycat brand 

product line, as a PL 

premium-brand 

product 

Development of a 

new medium-quality 

and low-price pasta as 

a PL value product 

Re-labelling of milk 

product called “long-

life milk”  

A new flavour within 

an existing national 

brand (NB) as a PL 

potato chips product 

Improvements in the 

size of the PL 

cooking-oil product 

Improvements of the 

small size of PL toast 

product 

Transfer of 

supplier’s own 

brand to PL 

versions of 

chocolate spread 

product 

Idea source  Retailer Retailer  Retailer Retailer Supplier  Retailer Retailer 
Retailer and 

supplier 

Result (e.g., 

success/failure) 

Successful: The 

project is ongoing 

Unsuccessful: 

Removed from 

retailer’s shelf, “an 

expensive product 

and new entry of a 

strong competitor”   

Successful: Delayed 

launch of PLs. The 

project is ongoing 

Unsuccessful: 

Removed from 

retailer’s shelf, “an 

inferior quality” 

Unsuccessful: Product 

successful in the 

market, but the 

producer “supplier” 

stopped the project 

Unsuccessful: PL 

sales were negatively 

affected slightly. 

Removed from 

retailer’s shelf. 

Successful: 

The project is 

ongoing 

Successful: 

The project is 

ongoing 

Category 

captain (CC) 

opportunistic 

behaviour 

No CC exists. 

Supplier stalled the 

packaging process, 

creating problems 

with the ring pull of 

the PL product 

No CC exists. 

Supplier refused to 

change the PL 

product size  

No CC exists. 

Supplier refused to 

make any 

improvements to the 

PL product quality 

No CC exists. 

Supplier refused to 

produce PL of their 

leader product 

Demands: reduced 

their price for the 

planogram, issues 

regarding shelf 

space, and having 

priority space in the 

retailer’s leaflets 

each month 

No CC exists. 

Supplier provided 

wrong 

recommendations to 

the retailer about PLs; 

delayed stocks of PLs 

Demands: asked for 

best shelf space in the 

category for their 

national brands 

No CC exists. In the 

beginning, the 

supplier refused to 

produce PL product 

for the retailer; 

developed a 

competing flanking 

product 

No CC exists. 

Supplier produced a 

copycat toast PL 

product for a 

competitor retailer 

No CC exists. 

Retailer as 

information 

gatekeeper 

Providing additional 

information regarding 

the supplier’s 

national brand (NB) 

to draw customers’ 

attention 

Sharing information 

gathered from the old 

and new projects 

between both firms  

Retailer shared 

information to help 

supplier to develop 

the PL product  

Providing 

information 

regarding the 

customers’ shopping 

habits specific to the 

ice-coffee category 

Creative ideas to 

inform their 

customers about the 

special features of NB 

Having information 

about the right size 

based on the 

customers’ buying 

reports of cooking oil 

Offering tasting 

events to draw the 

customers’ attention 

and provide 

information about NB 

Having important 

information about 

the product 

performance data 

and market 

information 



 

 

Chapter 7: Cross-case Analysis  222 

 Embedded cases 

Project ID Case A (tuna slices) 
Case B (dried 

tomatoes for salads) 

Case C (low-price 

pasta) 

Case D (long-life 

milk) 
Case E (potato chips) Case F (cooking oil) Case G (toast) 

Case H (chocolate 

spread) 

Retailer 

control of shelf 

space 

PL products first in 

flow in the shelf 

space 

PL products first in 

flow in the shelf 

space while the 

supplier’s product is 

in the second row 

PL products first in 

flow in the shelf 

space while the 

supplier’s product is 

in the third row 

PL products first in 

flow in the shelf 

space while the 

supplier’s product is 

in the second row 

PL products first in 

flow in the shelf space 

while the supplier’s 

product is in the third 

row 

PL products first in 

flow in the shelf 

space while the 

supplier’s product is 

in the third row 

PLs first in flow in 

the shelf space while 

supplier’s product is 

in the second row 

PL products first in 

flow in the shelf 

space 

Relationships 

with the 

multiple 

partners 

Retailer is presenting 

different brands on 

the shelf from several 

suppliers; supplier is 

selling their brands to 

different retailers 

Supplier used 

another supplier’s 

production line; 

retailer is presenting 

different brands on 

the shelf from 

several suppliers; 

supplier is selling 

their brands at 

different retailers 

Retailer is presenting 

different brands on 

the shelf from several 

suppliers; supplier is 

selling their brands at 

different retailers 

Retailer is presenting 

different brands on 

the shelf from 

several suppliers; 

supplier is selling 

their brands at 

different retailers 

Retailer is presenting 

different brands on the 

shelf from several 

suppliers; supplier is 

selling their brands at 

different retailers 

Retailer is presenting 

different brands on 

the shelf from several 

suppliers; supplier is 

selling their brands at 

different retailers 

Supplier has 

developed a PL for 

another retailer; 

retailer is presenting 

different brands on 

the shelf from several 

suppliers; supplier is 

selling their brands at 

different retailers 

Supplier is 

producing NB, 

PLs, and own 

brands; retailer is 

presenting different 

brands on the shelf 

from several 

suppliers; supplier 

is selling their 

brands at different 

retailers 

Retailer 

opportunistic 

and 

bargaining 

power 

Decreased the PL 

product production 

costs 

Raised the selling 

price of supplier NBs 

in the stores 

Insinuated removing 

the supplier’s product 

from the shelves  

Strict with the 

supplier about the 

shelf space 

Retaliated against the 

supplier by removing 

their brands 

temporarily from their 

shelves 

Changing the 

supplier’s product 

placement on the 

shelves 

Penalties for any 

restock delays; 

withholding 

information 

Withholding 

information, 

delayed delivery 

penalties; increased 

cost of feature 

leaflets; increased 

cost of any 

marketing support 

for NB 
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 Table 7.7.2: Evidence in support of propositions. 

Proposition 

Details of projects (embedded cases) 

Updated propositions based on 

findings 
Case A (tuna 

slices) 

Case B (dried 

tomatoes for 

salads) 

Case C (low-

price pasta) 

Case D (long-life 

milk) 

Case E (potato 

chips) 

Case F (cooking 

oil) 
Case G (toast) 

Case H 

(chocolate 

spread) 

CC arrangement and 

competitive exclusion 

P1). The CC arrangement 
enables the supplier to 

monopolise and utilise their 

position to provide their own-

brand products at an 

advantage, leading to 
competitive exclusion and 

decreased product variety. 

This, in turn, is negatively 

associated with retailer–

supplier integration and 
collaboration within PL 

NFPD projects due to the lack 

of a power-balanced 

relationship. 

Partial evidence: 

No CC exists in 

this supplier.  

 

-Supplier delayed 

the PL project’s 
timeframe. 

The retailer used 

its power over the 

supplier by 

decreasing the 
production costs. 

Partial evidence: 

No CC exists in 

this supplier.  

 

-Supplier refused 

to change the PL 
product size. 

Partial evidence: 

No CC exists in 

this supplier.  

 

-Supplier refused 

to make any 
changes to the PL 

product quality. 

Partial evidence: 

No CC exists in 

this supplier; 

however, there 

was a category 

manager who 
refused to 

produce a PL 

product of their 

leader product 

due to fear of the 
competition.  

The retailer was 

not flexible with 

the supplier 
regarding the 

shelf space. 

Partial evidence: 

No CC exists in 

this supplier.  

 

-Supplier 

withdrew from 
the PL project 

with the retailer.  

Partial evidence: 

No CC exists in 

this supplier.  

 

-Supplier 

developed a 
competing 

flanking product.  

The retailer used 

its position to 

control the shelf 
space and choose 

the best place for 

this product. 

Partial evidence: 

No CC exists in 

this supplier.  

 

-Supplier 

developed a 
copycat product 

for a competitor 

retailer.  

The retailer was 

very strict with 
them and applied 

many 

punishments. 

 

Insufficient 

evidence: 

No CC exists in 

this supplier.  

(Partially evidenced) 

Supplier’s opportunistic behaviour 

and retailer’s punitive actions 

P1). The supplier monopolises and 

utilises their position to provide their 

own-brand products at an advantage, 
leading to competitive exclusion and 

decreased product variety, which 

harms the retailer's performance. 

This, in turn, leads the retailer to use 

its power to apply punitive actions 
against them, aiming to force the 

supplier to collaborate and develop a 

PL product for them. The lack of a 

power-balanced relationship within 
PL NFPD projects leads suppliers to 

collaborate with retailers to decrease 

the punitive actions directed at them. 
Retailer information power 

and dependence 

P2) Where the retailer has a 

higher control over 

information in comparison to 

the supplier, this increases 

their power and leads to 
supplier dependence. This, in 

turn, decreases the extent of 

joint decision-making within 

PL NFPD projects due to the 

lack of a power-balanced 
relationship. 

Evidence to 

support: 

Controlled access 

to supplier 

product 

information for 

customers.  

Insufficient 

evidence 

The supplier has 

exclusive 

production 

information.  

Evidence to 

support: 

Retailer shared 

information to 

help supplier to 

develop the PL 

product. 

Partial evidence: 

Controlled access 
to information for 

NPD suppliers to 

dictate access to 

information in 

exchange for PL 
development. 

Partial evidence: 

Identified the 
supplier’s lies. To 

solve the delayed 

restock of PLs. 

Controlled access 

to supplier 
product 

information for 

their competitor. 

Partial evidence: 

Gained 
information for 

NPD to develop a 

unique size of 

PLs. 

Partial evidence: 

Controlled access 
to information for 

suppliers. 

Partial evidence: 

Controlled access 
to information for 

NPD suppliers to 

dictate access to 

information in 

exchange for the 
transfer of NB to 

PL. 

(Partially evidenced) 

Retailer’s information power and 

supplier’s exploitation 

P2) Where the retailer has a higher 

control over information in 

comparison to the supplier, this 

increases their power and leads to 
supplier dependence. This, in turn, 

increases the exploitation of the 

supplier to dictate access to 

information in exchange for PL 

development due to the lack of a 
power-balanced relationship within 

PL NFPD projects. 
Retailer–supplier 

coopetition 

P3) The category manager’s 
desire to protect retailer PL 

products, combined with 

controlling the shelf space, 

enables them to provide PL 

products with advantageous 
shelf-space positioning. This 

leads to competition between 

Partial evidence: 

Shelf-space 

priority for PL; 
best shelf-space 

location for PLs 

(next to the leader 

brand); removed 

weaker brands 
from the shelves. 

Partial evidence: 

Shelf-space 

priority for PL; 
best shelf-space 

location for PLs 

(next to the leader 

brand). 

Supplier refused 
to change the PL 

product size to 

Partial evidence: 

Shelf-space 

priority for PL. 
Supplier refused 

to make any 

improvements to 

the PL product 

quality to inhibit 
the success of the 

PL. 

Partial evidence: 

Shelf-space 

priority for PL.  
Supplier refused 

to produce a PL 

product of their 

leader product 

due to fear of the 
competition. 

Partial evidence: 

Shelf space 

priority for PL. 
Supplier’s 

withdrawal of PL 

projects with 

retailer to exclude 

the product as a 
competitor to 

Partial evidence: 

Shelf-space 

priority for PL. 
Supplier 

developed a 

competing 

flanking product 

to inhibit the 
success of the PL. 

Partial evidence: 

Shelf-space 

priority for PL. 
Supplier 

developed a 

copycat product 

for a competitor 

retailer to inhibit 
the success of the 

PL.  

Evidence to 

support: 

Shelf-space 
priority for PL. 

(Partially evidenced) 

Retailer’s control of shelf space 

leads to increased competition 

strategies 

P3) The category manager’s desire 

to protect the retailer’s PL products, 

combined with the control of shelf 

space, enables them to provide PL 
products with advantageous shelf-

space positioning. This leads to 
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Proposition 

Details of projects (embedded cases) 

Updated propositions based on 

findings 
Case A (tuna 

slices) 

Case B (dried 

tomatoes for 

salads) 

Case C (low-

price pasta) 

Case D (long-life 

milk) 

Case E (potato 

chips) 

Case F (cooking 

oil) 
Case G (toast) 

Case H 

(chocolate 

spread) 

each partner due to shelf 
space scarcity. This 

competition between each 

firm is negatively associated 

with retailer–supplier 

collaboration within PL 
NFPD projects due to the lack 

of a power-balanced 

relationship. 

Supplier delayed 
the PL project’s 

timeframe to 

inhibit the success 

of the PL. 

inhibit the success 
of the PL. 

their own-branded 
product.   

competition between each partner 
due to shelf-space scarcity. 

Therefore, the competition actions 

increase to protect retailer/supplier 

products from competitive exclusion. 

Trust and information 

leakage 
P4) Where a supplier 

collaborates with a number of 

retailers, or a retailer 

collaborates with a number of 

suppliers, this presents the 
risk of information leakage to 

competitors, potentially 

leading to the development of 

copycat products. This is, in 

turn, negatively associated 
with retailer–supplier trust 

and collaboration within PL 

NFPD projects. 

Partial evidence: 

Multiple 
relationships. 

Sell their brands 

with several 

retailers.  

Evidence to 

support:  
Supplier helped 

Supplier X in the 

production and 

shared Supplier 

X's information 
with the retailer 

on the 

development of 

copycat products. 

Insufficient 

evidence 

No evidence of 

information 

leakage and the 

development of 

copycat products. 

Partial evidence: 

Multiple 
relationships in 

the market led to 

information 

leakage and the 

development of 
copycat products. 

Partial evidence: 

Development of 
copycat products. 

Due to the 

competition. 

Partial evidence: 
Development of 

competing 

flanking product. 

Due to the 
competition.   

Partial evidence: 

Development of 
copycat products. 

Due to the 

competition.   

Partial evidence: 

Multiple 
relationships led 

to information 

leakage and the 

development of 

copycat products. 

(Partially evidenced) 

Competition leads to information 

leakage 

P4) Where a supplier competes with 

a number of retailers, and a retailer 

competes with a number of 

suppliers, this presents the risk of 
information leakage to competitors, 

potentially leading to the 

development of copycat products 

and competitor products in order to 

inhibit the success of the 
competitor’s sales. This is, in turn, 

negatively associated with retailer–

supplier trust and collaboration 

within PL NFPD projects.  

Coercion and commitment  
P5) When a retailer has 

greater power/control than a 

supplier, this leads to the 

potential for opportunistic 

behaviour, which enables the 
retailer to use punitive actions 

towards suppliers to coerce 

them into cooperation in 

order to develop products in 
response to a predefined 

brief. This coercion increases 

commitment while hindering 

the supplier’s ability to 

innovate. 

Evidence to 

support:  

Due to the 

punitive actions 

of the retailer, the 

supplier fixed the 
packaging 

problem fast. 

Due to the 

potential benefits, 
supplier’s 

commitment 

increased to the 

PL NFPD. 

Evidence to 

support:  

Due to the 

punitive actions 

of the retailer, the 

supplier 
developed PL as 

per a predefined 

brief (400 g plain 

flavour) 
Due to the 

potential benefits, 

supplier’s 

commitment 

increased to PL 
NFPD.  

Evidence to 

support:  

Due to the 

punitive actions 

of the retailer, the 

supplier 
developed PL as 

per a predefined 

brief (fast 

cooking time). 
Due to the 

potential benefits, 

supplier’s 

commitment 

increased to PL 
NFPD. 

Evidence to 

support:  

Retailer coerced 

supplier to 

develop PL with 

inferior-quality 
versions of 

successful 

branded products; 

inhibited the 
supplier’s 

creation of 

innovative new 

product concepts. 

Insufficient 

evidence 

Supplier’s 

withdrawal of PL 

projects with the 

retailer. 

 

Partial evidence: 

Retailer coerced 

supplier to 

develop PL with 

unique size. 

Partial evidence: 

Due to the 

punitive action of 

the retailer, the 

supplier develops 

PL product for a 
low price. 

Evidence to 

support:  

Due to the 

punitive action of 

the retailer, the 

supplier 
transferred the 

NB to PL. 

Due to the 

potential benefits, 
supplier’s 

commitment 

increased to PL 

NFPD. 

(Supported) 

Coercion and commitment  

P5) When a retailer has greater 

power/control than a supplier, this 

leads to the potential for 

opportunistic behaviour, which 
enables the retailer to use punitive 

actions towards suppliers to coerce 

them into cooperation in order to 

develop products in response to a 
predefined brief. This coercion 

increases commitment while 

hindering the supplier’s ability to 

innovate. 
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7.2 Supplier Opportunistic Behaviour Leads to Retailer Punitive Actions 

In most of the PL NFPD projects in this study, the category manager helped to achieve supplier 

integration. This helps in giving the retailer access to the supplier’s knowledge, capabilities 

and resources, while the retailer gives access to their overall plans (e.g., pricing, promotional 

and assortment plans for all the products in the category) to help with CM functions through 

the suppliers’ managers. This integration improves the performance of both supplier and 

retailer brands in terms of increasing sales and profits and developing new unique PL products 

(Projects F and G). This integration and collaboration between retailers and suppliers can be 

achieved through the category captaincy arrangements, as explained in Section 4.2.1.1. 

However, the findings in all case projects in this research revealed that the CC role does not 

exist in the Saudi market. The next section details this in depth. 

 

7.2.1 Lack of a Category Captain Role in the Saudi Retail Sector 

According to Alan et al. (2017), the CC arrangements are often beneficial for both suppliers 

and retailers. Suppliers become involved in confidential discussions with the retailer as they 

are often called to attend meetings in order to evaluate and examine the retailer’s data in order 

to provide them with the appropriate recommendations for the category. Therefore, this 

information is relayed back to the supplier, thus giving them a competitive advantage. One of 

the most prevalent themes arising throughout the literature is the collaboration between the 

supplier and retailer through the CC arrangements (as discussed in Chapter 4); in this research, 

the retailer’s participants reported that they had not heard of this type of collaboration before. 

This is contrary to much of the CM literature, as the extant literature often refers to the CC 

role. This was an interesting finding from the research: while the literature states that the CC 

role exists, the research findings revealed that it does not exist in the research context. 

Consequently, this is considered as one of the findings from the research cases and analysis, as 

it has implications for both theory and practice. In particular, this study calls for further research 

into the CC role using qualitative data. The literature contains largely quantitative data and is 

not in line with the current reality of practitioners in the Saudi context. 

 

Consequently, Retailer R deals with suppliers who develop PL products as if they were simply 

a manufacturer. Moreover, the retailer manages all their categories through their category 

managers without including the CC role in their process. However, any of the suppliers within 

the category working with Retailer R are able to offer category recommendations. Moreover, 
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Retailer R can choose from any suppliers to help them in their categories as a CC. Therefore, 

the participant's experience has shown that one or more suppliers from branded, private labels 

or both could fulfil the lead CM role, and the term ‘category captain’ is not used in the Saudi 

market. However, the findings discovered that the supplier manager aspires to the role of CC 

(all Projects). In Project D, there was a category manager working at Supplier SA who manages 

his brand with the retailer. There were brand managers in Projects A, B, C, E, F who managed 

their brand with the retailer. Projects G and H did not have a category manager, CC or brand 

manager role in the PL NFPD process. Consequently, suppliers manage their brands alongside 

the retailer’s category manager in Saudi retail stores. 

 

This is the opposite of what is mentioned in the literature; for example, Alan et al. (2017) and 

Gooner et al. (2011) argue that when one supplier collaborates with the retailer within the CM 

arrangement, this can be through the CC role. Moreover, Kurtulųs, Nakkas and Ülkü (2014) 

and Kurtuluş and Toktay (2011) agreed with the statement above. However, Benson et al. 

(2019, p. 10) do not agree, stating that “the term 'category captain' is not used very often now 

in UK CM despite the claims in the literature the role is still dominant”. Consequently, the 

current study supports this latter statement, finding that the CC role did not exist in any of the 

Saudi cases. In addition, the findings show that suppliers play a vital CM role within PL NFPD 

projects; that is, a nominated leading supplier that produces PL products can provide retailers 

with recommendations that improve the retailer’s category performance, which has a positive 

impact on innovation. However, the findings also revealed that the supplier’s position in PL 

NFPD projects provides them with the opportunity to inhibit the success of the PL product. 

Consequently, suppliers can impede supply chain efforts through competitive actions to 

decrease collaboration, aimed at protecting their products from being excluded from the 

market. Thus, the suppliers performed a role similar to that expected of the CC (see Section 

7.2.3). This supports the retailer rhetoric that any supplier could become a CC (see Section 

6.2).  

 

Therefore, the findings revealed that, in most of the cases, suppliers’ contributions still played 

a significant part in the collaborative relationship between retailers, category managers, and 

suppliers in PL NFPD projects. 
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7.2.2 Mutual Benefits from Retailer–Supplier Collaboration  

The case findings from Project C revealed that the retail managers believed that collaboration 

with suppliers in developing the PL would improve category performance, which would 

increase market share and profits. They also considered that suppliers who collaborate with 

them would gain benefits through preferential and priority treatment. The suppliers could also 

utilise their production-line capacity. Thus, through collaboration, both firms could reduce the 

rate of NPD project failures. Both the retailer and supplier could therefore gain significant 

benefits from these projects (e.g., Wu et al., 2014; see Section 4.2).  

 

In Project E, the supplier’s managers believed that their collaborative relationship with the 

retailer in PL NFPD projects could help them to negatively impact their competitor’s sales by 

hitting them from the retailer’s side through the PL’s low price and from their side through the 

quality of the potato chips, which would lead to competitive exclusion. Indeed, during the 

development of Project E, the supplier’s attention was only focused on the advantages for the 

supplier’s own brand. The potato chips supplier wanted to build a new competitor to the leading 

brand and obtain benefits from the retailer, so they developed a PL product to hit their main 

competitor in this category by offering a lower-priced product. The aim was to impact sales 

until the competitor’s brands were removed from the retailer’s shelves. However, the supplier 

noticed that the PL product had become one of their competitors in this category; therefore, 

they stopped collaboration with the retailer and displayed the opportunistic behaviour 

mentioned above to withdraw from the PL project until the competitor product (the retailer’s 

PL product) to their own-brand product was excluded from the market. 

 

Despite the suppliers in most of the cases claiming that they were working with the retailer to 

facilitate PL product development projects through the sharing of resources, knowledge and 

recommendations (Aastrup et al., 2007; Dupre & Gruen, 2004; Wu et al., 2014), the cases 

demonstrated the opposite. Evidence from these cases showed that the suppliers monopolised 

PL projects and utilised their position to provide benefits for their own-brand products instead 

of the PL products within the PL NFPD projects. The next section details suppliers’ displays 

of opportunistic behaviour. 
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7.2.3 Suppliers’ Displays of Opportunistic Behaviour 

The cases revealed several ways in which the supplier displayed opportunistic behaviour in the 

PL NFPD projects. Suppliers could delay the timeframe of the PL development process, as this 

gave them more time to gain benefits for their own brands, which could increase their sales in 

this time (Project A). Moreover, suppliers could refuse to collaborate with the retailer and reject 

any requests from the retailer to make changes to the PL product, such as making new products 

or more changes to the PL product size (Project B) or further improvements to the PL product 

quality (Project C). In addition, Project D revealed that the supplier’s managers would not 

develop a PL product for the retailer that was similar to their leader brand product in any food 

category, especially if they were competitors in the same category. However, suppliers could 

develop a copycat product of an existing PL version to negatively affect their competitor sales. 

In Project G, the supplier collaborated with Retailer R and developed a PL mini toast product. 

This supplier then produced a copycat of this PL product for another retailer who was the main 

competitor to Retailer R. Moreover, suppliers could develop a competing flanking product, 

which could inhibit the success of the PL. This occurred in Project F, where Supplier SC was 

forced to develop a cooking oil PL product for Retailer R. In order to negatively affect their 

sales, the supplier developed another cooking oil as a competing flanking product. 

Furthermore, the supplier in Project E provided and shared incorrect recommendations with 

the retailer about the PL products and the retailer’s category plan. The supplier also delayed 

the PL restock, aiming to affect PL sales in order to empty the shelves of the PL products to 

gain more time to increase sales and profits from their own brands (Project E).   

 

Where the supplier has the bargaining power over the retailer, as in Project D, this enables the 

supplier to display opportunistic behaviour to force the retailer to meet their demands, such as 

reducing the price for the planogram for the NB products, choosing the best shelf space at a 

good price, having priority space in the retailer’s leaflets each month, and sharing information 

about their brand’s performance and market information with them. This indicates that this 

supplier had relatively greater power than other suppliers that this retailer had worked with 

before. Therefore, the retailer collaborated with the supplier because they wanted the leading 

supplier to produce a PL product for them. However, Retailer R used its power and control to 

maintain its position in the Saudi and Gulf Cooperation Council markets by applying penalties 

to suppliers that do not collaborate with them and do not meet their demands. 
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7.2.4 Retailer Power and Punitive Actions 

Linking the case findings to previous research, studies (e.g., Lindblom & Olkkonen, 2006; 

Morgan et al., 2007) have noted that the retailer–supplier collaborative relationship can involve 

competition between the PL and NB products for the same supplier in the same category. 

Suppliers can use their opportunistic behaviour to benefit their own-brand products. 

Alternatively, they could break down agreements with retailers in order to negatively impact 

PL sales, which could otherwise exclude them from the competition or remove them from the 

shelves (Project D). Therefore, the category managers collaborated with the supplier because 

they wanted the leading supplier to produce a PL product for them (Projects D and E). 

However, in most of the cases, the category managers used their power and control over most 

of the suppliers in the case where they felt that the suppliers had gone too far with them. This 

led the category managers to apply punitive actions against these suppliers (Projects A, B, C, 

F, G, and H). This indicates that this retailer had relatively greater power than most of the 

suppliers through his category managers. They desired to sustain their power and to indicate to 

suppliers that they had the power to coerce them into collaborating and developing the PL 

product. Therefore, the suppliers collaborated with the retailer’s category managers because 

they had no other choice; they wanted this retailer to be on their side, providing them several 

benefits, such as selling their products at the most dominant and established stores (see Section 

7.6).  

These results partially support Proposition 1, providing evidence that the suppliers could use 

their power to impact their practices in the CM functions implemented to achieve their 

interests; no matter how strong the supplier is, the power of the retailer through his category 

managers is stronger and, even if the retailer loses, the biggest loser will be the supplier. This 

is, in turn, leads the retailer to use its power through the category managers to apply punitive 

actions against suppliers in order to force them into collaborating and developing PL products 

for them. The lack of a power-balanced relationship within PL NFPD projects leads suppliers 

to collaborate with retailers to decrease the punitive actions facing them.  

 

7.3  Retailer Information Power Leads to Supplier Exploitation 

According to Chacharkar and Iram (2019, p. 12), “retailers occupy a unique position in the life 

cycle chain of products as a ‘gatekeeper’ between producers and consumers and can therefore 

potentially play a major role in advancing the sustainability of consumption and production”. 
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All of the cases examined in this research show that retailers play an important role in product 

development as they can analyse basic data obtained through their category managers, who 

filter information and direct it to the right person at the right time. The category managers 

receive and review internal and external information, such as market information, customer 

information and product performance. This information enables the category managers to make 

informed decisions in their plans, such as applying seasonal store layouts to affect consumers’ 

purchasing behaviour by deciding what products are offered and what product information is 

provided. This leads to the development of NPD efficiency and an alignment with market and 

customer needs. Therefore, when category managers have information power and are in a 

strong position to help the supplier in their NPD projects, they could use this power to obtain 

exclusive PL projects or to force suppliers to comply with their demands.  

 

Previous research (e.g., Rehme et al., 2016) has shown that the power of the retailer leads to 

suppliers being dependent on them. In the current study, all of the PL NFPD projects provided 

evidence that suppliers and retailers primarily needed to collaborate because this collaboration 

enabled better decision-making in NPD through jointly undertaking NPD activities (e.g., pre-

decision, post-decision planning, and process management; Salomo et al., 2007; Romat & 

Biliavska, 2018), which led to mutual benefits. Suppliers need retailers because the retailers’ 

category managers have important information about suppliers’ product performance data and 

market information, and information gathered from old and new projects. This information 

enables category managers to identify the correct size that customers prefer to purchase, which 

new PL products to develop, as well as to make improvements to the existing product quality 

or taste based on customers’ purchase reports in their stores (Projects F and G). The cases 

revealed that suppliers need retailers—especially category managers—to draw customers’ 

attention by offering tasting events that include suppliers’ NBs (Projects A and G). In Projects 

C and E, suppliers depended on the retailer’s category managers to provide creative ideas to 

inform their customers about the special features of the supplier’s products through text and 

pictorial material in brochures and short films at the point of sale in-store. Moreover, when the 

supplier wanted to develop a new ice-coffee product, they needed the retailer’s category 

manager to provide information regarding the customers’ shopping habits specific to the ice-

coffee category (Project D). However, Project H revealed that the retailer category managers 

could withhold the information (e.g., regarding product performance, the market and 

customers’ shopping habits) in order to increase their control over the supplier, which led to an 

increase in the supplier’s dependence on them. Therefore, retailers’ category managers can 
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force the suppliers to quickly comply with their demands to gain benefits, particularly in 

relation to PL products (e.g., Cox, 2001, 2007; Mintu-Wimsatt & Graham, 2004; Section 7.6).  

 

These results partially support Proposition 2. The case findings of this research reveal that 

having information increases retailers’ power. They can either sell the information at a high 

price to suppliers or withhold information and knowledge from them through the category 

managers. This increases their power and leads to supplier dependence (e.g., Rehme et al., 

2016), resulting in a lack of a power-balanced retailer–supplier relationship and increased 

exploitation of suppliers in order to dictate access to information in exchange for PL 

development in PL NFPD projects. 

 

7.4 Retailer Control of Shelf Space Leads to Increased Retailer–Supplier 

Competition Actions 

The cases provide evidence that retailers can use their position via category managers to 

increase collaboration by sharing information on product performance, customers and the 

market to achieve a higher level of joint decision-making between partners. In addition, CM 

increases the competition between the retailer and suppliers within the category by increasing 

the assortment of competing products on the retailer’s shelves (e.g., Kurtuluş et al., 2014; 

Tsafarakis et al., 2016). Therefore, the actions of the category manager led to coopetition 

between the retailers and suppliers in PL NFPD projects. 

 

The cases have shown that suppliers need retailers’ shelves for their brands, which puts them 

in a weak position. While in this study the retailer’s category managers collaborated with the 

suppliers to develop more new PL products (e.g., an exclusive flavour of potato chips, unique 

size of cooking oil, and tuna slices as a ready meal), these PL products increased the 

competition between the NBs and PL brands on the shelves because of their low price and good 

quality. Therefore, retailers and suppliers developed competitive actions, aiming to maintain 

and protect their products from competitive exclusion. The findings revealed that suppliers 

used their power to hit their competitors through promotions and deals and by developing 

flanking products (Project F), new differentiated products and copycat products (Project G), as 

well as producing high-quality products and packaging. They also displayed opportunistic 

behaviours (see Section 7.2) to negatively affect the competitor’s sales, particularly in relation 

to PL products. Furthermore, the retail category managers developed competitive plans to 
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enhance demand for their PL brands in the category by placing them first in flow on the shelf 

space next to the leader suppliers’ brand products. Thus, the retailer controls the shelf space to 

maintain their power in order to secure the optimal shelf position for their PL brands, aiming 

to protect their PL products (Desrochers & Nelson, 2006; Kurtuluş, Nakkas, & Ülkü, 2014; 

Tsafarakis et al., 2016).  

 

In cases where the retailer controls the shelf space, this leads to suppliers complying with the 

retailer’s demands even if the supplier is not willing to develop PL products for the retailer, as 

occurred in Project F. Therefore, the retailer’s category managers can force the supplier to 

develop a PL product for them in response to a predefined brief (Projects A, C and D). 

However, the supplier could use competitive actions to affect PL brand sales (Projects F and 

G). This leads to competition between each partner to reach the retailer’s shelves and maintain 

their product placement in the context of shelf-space scarcity. 

  

The case findings revealed that the retailers replaced the weaker brand products on their shelves 

with new products in the category (Project B). Therefore, PL products could be expected to 

affect inter-brand competition. This will generally depend on whether they are close 

competitors to the branded products, and their presence may conceivably distort retailers’ 

incentives to sell rival-branded products. 

 

By having category managers control the shelf space, retailers can threaten suppliers who will 

not collaborate with them and meet their demands; this can be achieved by removing their NBs 

from the retailer’s shelves or by changing the NB placement on the shelves. These actions 

could give the retailer power and benefits, particularly in relation to their PL products (Projects 

C, D and E). In addition, the retailer’s category managers could use their power for the purpose 

of revenge and retaliation against suppliers by sometimes removing their brands from their 

shelves altogether (Project E). 

 

The above results provide partial support for Proposition 3: that retailers can use their position, 

power and strategies, combined with control of the shelf space through their category managers 

to negatively impact their suppliers (e.g., González-Benito et al., 2010; Moorthy, 2005; Nijs et 

al., 2007). This leads to an increase in competitive actions between each firm in order to save 

and protect their products from competitive exclusion from the retailer’s shelves. This, in turn, 
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increased the retailer’s threats to the suppliers in order to coerce them into collaborating with 

them in PL NFPD projects. 

 

7.5  Competition with Multiple Partners Leads to Information Leakage 

The cases revealed that retailers and suppliers have relationships with several different 

partners. Suppliers sell their brands and products with different retailers in the market, while 

retailers present and sell different brands and products on their shelves from several different 

suppliers as the category manager considers that customers visit their stores to buy products to 

meet all their needs in one store; that is, under one roof and one-stop shopping (Sharif, 2012). 

These relationships lead to gaining more information and experiences about the market and the 

new products in the retail sector.  

 

In most of the cases, retailers and suppliers used their relationships to share information and 

collaborate in a non-adversarial manner to achieve a more equal share of risk and rewards; the 

result was more open communication between retailers and suppliers within NPD projects. 

This increased the number of PL NFPD projects in the retail sector in Saudi Arabia, which has 

positively affected innovation in the Saudi food sector. Insight was also provided from the case 

findings into the importance of multiple-relationship collaboration between retailers and 

suppliers in order to share information, knowledge and experiences within the new product 

projects to achieve mutual benefits for both firms. 

 

Indeed, Project B revealed that the supplier had a relationship with a different supplier so that 

they could help each other in the production process when their production lines had limited 

capacity. They needed to work together to share information and knowledge in order to develop 

extra products. In this case, the supplier communicated with the other supplier and shared their 

exclusive recipes and production-process steps with them. However, this supplier had betrayed 

the other supplier and shared this confidential information with the retailer’s category managers 

to develop a copycatted PL product based on the NB dried tomato product. They did this in 

order to gain benefits such as preferential and priority treatment by the retailer, good shelf place 

for their brands and to utilise their production capacity. Therefore, the sharing of information 

regarding data capture or process monitoring requires trust between retailers and suppliers, as 

well as the protection of this sensitive information (Chicksand, 2015). 
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As such, firms are worried about losing their position, power and NPD project ideas due to 

retailers conducting projects with multiple commercial suppliers and vice versa. This is what 

happened when Retailer R collaborated with Supplier SD, who had developed a PL mini toast 

product. The retailer and supplier were working together in a non-adversarial, collaborative 

manner, and they were sharing information with each other to achieve mutual benefits for both 

firms. However, the supplier used the information shared by the retailer to develop a PL mini 

toast product for a different retailer who is the main competitor to Retailer R. This, in turn, 

negatively impacted retailer–supplier trust and collaboration within the PL NFPD project. 

Therefore, ‘multi-collaboration’ could affect the trust between retailers, category managers and 

suppliers within these projects. 

  

These findings highlight the need for firms to not only share information with partners, which 

positively affects NPD performance (Sjoerdsma & van Weele, 2015) but for there also to be 

trust between the partners in order to share confidential information. In addition to 

understanding the relationships with multiple partners, the conceptual framework presented in 

this study proposes that for firms to offer to develop new products through sharing information 

between partners, there must also be high levels of trust, openness and ethics between the firms 

through the category managers, thereby reducing concerns that ideas may be stolen. This would 

mean that each partner would be more willing to share confidential information, which would 

positively affect NPD performance. 

 

The findings revealed that the competition between firms, particularly between NB and PL 

products, leads to the development of competitor products/brands to inhibit the success of the 

competitor brand regardless of whether or not it is a PL or NB product (Projects E, F, and G). 

For example, in Project G, the supplier shared confidential information with the retailer’s main 

competitor to inhibit the PL’s success as they were competitors in the same category. In project 

E, the supplier asked the retailer’s category managers to share confidential information with 

them in order to develop an exclusive flavour of PL chips product, which was as a competitor 

brand for the supplier’s main competitor (the leading supplier of the chips category) to 

negatively impact their competitor’s sales, leading to competitive exclusion. These actions 

were taken in order to gain benefits for both partners. 

 

The above findings, therefore, provide partial support for Proposition 4, which argues that 

retailers and suppliers compete with different firms. This is one of the main reasons for 
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information leakage and product ideas being shared by another retailer/supplier, and copycat 

versions of the products being developed as competitor products to inhibit the success of their 

competitors’ products and to negatively impact sales. This reduces the trust and collaboration 

between retailers and suppliers within PL NFPD projects, which hinders innovation.  

 

7.6  Retailer Opportunistic Behaviour and Bargaining Power Leads to 

Coercion and Supplier Commitment 

The cases have revealed that the retailer, through their category managers, were assisting in 

uncovering new product opportunities (Romat & Biliavska, 2018) (e.g., tuna slices and dried 

tomato), identifying gaps and developing a unique size of the product (e.g., 9L cooking oil). 

The latter involves developing an existing product and increasing category growth by 

introducing the new PL product onto the retailer’s shelves, as was the case in the PL NFPD 

projects in this research.  

 

PL NFPD projects increase the potential benefits for the supplier, as mentioned earlier (e.g., 

retailer preference, increasing sales volumes and market share, and utilising spare production 

capacity). In turn, the retailer benefits from the development of PL products that meet their 

objectives while ensuring low costs to increase their profits and market share. Therefore, 

category managers increase cooperation and coordination between suppliers and retailers 

within PL NFPD projects, resulting in the gain of mutual benefits for both firms, particularly 

in increasing the supplier’s commitment to developing new PL products for the retailer. 

 

The findings from the PL NFPD projects revealed that the retailer’s category manager was 

surprised by the suppliers’ actions, with some of them acting as an equal power balance exists 

with the retailer, which led the category managers to apply punitive actions against these 

suppliers; the retailer’s category managers wanted to maintain their power and to show the 

suppliers that they have the most power in order to force them to collaborate and develop the 

PL products. For example, in Project C, the category manager had to insinuate that he would 

withdraw from the project and remove the supplier’s product from their shelves. However, 

suppliers used several methods to show category managers that they were not willing to 

collaborate with them in the PL NFPD projects, such as through their reluctance to make any 

improvements to the product, whether in product size (Project B) or product quality (Project 

C); this directly negatively affected the relationship between the parties. 
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When the supplier is not willing to collaborate with the retailer, the category manager uses 

different ways of demonstrating opportunistic and bargaining power over the supplier. For 

example, in Project B, the category manager raised the sales price of the supplier’s NBs in the 

retailer’s stores. Consequently, the supplier met the retailer’s demands in the PL project. Also, 

the category manager used their power and influence to coerce the supplier to develop the PL 

product (as a value product) in Project C. Another way in which the retailer demonstrated 

opportunistic power was through the category manager decreasing the PL product production 

costs with the supplier in Project A in order to force the supplier to collaborate with the category 

managers in the project. In another demonstration of power and control, the category manager 

was strict with the supplier over the shelf space for their brand products in Project D, which 

led the supplier to collaborate with them in the PL project. Also, the retailer’s managers, 

especially the category manager in Project E, retaliated against suppliers by removing their 

brands from their shelves, which negatively affected the suppliers’ sales. Therefore, the control 

shown by the category manager had a key impact on PL development. As well as changing the 

supplier’s product placement on the shelves to ensure they collaborated with them in 

developing PL products, the category manager applied penalties for any delayed restocks with 

Supplier SD. In addition, the category manager in Project H did not share important 

information (product performance data) with the supplier and applied penalties for delayed 

deliveries. He also increased the cost of the brand’s feature leaflets and increased the cost of 

any marketing support for the supplier’s NB product in order to force the supplier to transfer 

an NB product to the retailer’s PL brand.  

 

The above findings highlight a number of examples of opportunistic retailer behaviour used to 

exploit suppliers’ needs. Through this power, the retailer used their category manager’s 

position to use punitive actions to coerce the suppliers to accept their demand, which was to 

develop PL products in response to a predefined brief. Consequently, the supplier applied the 

category manager’s requirements immediately. This increased the supplier’s commitment to 

the PL projects while hindering their ability to innovate new products.  

 

Several of the embedded cases have highlighted the challenge of power-imbalanced 

relationships between retailers and suppliers within PL NFPD projects. These findings 

highlight not only the variety of new product opportunities that can emerge from opportunistic 

retailer behaviour but also how this coercion increases supplier commitment to comply with 
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their demands in the PL NFPD projects through their category managers, which hinders the 

supplier’s ability to innovate. The above findings, therefore, provide support for Proposition 5. 

 

7.7. Discussion 

7.7.1. Category Management within the Private-Label New Food Product 

Development Process 

Given the limitations of the existing CM literature, this research contributes to academia and 

to CM practice. It makes a contribution to the NPD literature by examining CM roles in NPD 

projects, specifically within the PL NFPD area, which is characterised by a competitive 

environment in the retail sector. The existing NPD literature is largely generic in terms of the 

stages or activities in the NPD process or focuses on the simultaneous nature of activities or 

the network models involved in NPD (Cooper, 2019; Cooper & Edgett, 2008; Frances, 2006). 

However, all of these models have some weaknesses and provide little insight into what the 

CM roles are or how these roles work in practice between firms within PL NFPD projects in 

the retail sector. 

 

Authors such as Francis (2006, 2009) and Francis et al. (2006, 2008) refer to CM as a 

consideration during the food product development process but provide little detail on how CM 

is incorporated into the overall development process. Consequently, there is a lack of detail on 

NPD and the role of category managers and their connection with suppliers within PL projects. 

This is because NPD and PL projects are treated separately; there is a need to link these projects 

together via the category manager’s role. Therefore, in the current research, the CM literature 

is linked with the NPD literature in order to present the benefits of CM in PL NFPD. The 

findings of the current study demonstrate that CM has a distinct role within the overall NPD 

and PL development process. In addition, the findings emphasise that CM has many roles in 

PL NFPD projects. For example, the category manager can identify the gap in each category 

for developing PL food products (Project A) and can recognise which PL products need 

improvements in order to increase sales (Project F). Moreover, the category manager can see 

the weaknesses in the NBs and act to avoid these weaknesses when developing PL food 

products (Project H). In addition, the category manager plays a role in packaging by generating 

new ideas and contributes to decreasing the firm’s environmental impact. Subsequently, CM 

roles could have a positive impact on innovation in PL NFPD projects. The findings of this 

study also provide insights into how the retailer’s information power influences the ability of 



 

 

Chapter 7: Cross-case Analysis  238 

category managers to identify and exploit a variety of new PL product opportunities. Central 

to this ability is the retailer’s role as an information gatekeeper (see Section 7.3). When retailers 

have information power and are in a strong position to help the supplier in their NPD projects, 

they can use this power to obtain exclusive PL projects or to force suppliers to comply with 

their demands (see Section 7.7.3).  

 

Previous research (e.g., Rehme et al., 2016) has shown that the retailer’s power leads to 

suppliers being dependent on them in NPD projects. Suppliers need retailers for many reasons; 

the research findings reveal that suppliers need retailers to provide additional information on 

their brands and to share creative ideas to inform their customers about the special features of 

NB products (Projects G and D). The aim is to draw customers’ attention to the suppliers’ 

brands, with the retailer acting as an information gatekeeper. Having ownership of information 

gives retailers ‘information power’, which could influence the level of the supplier’s 

dependency on retailers in NPD. For example, in Projects C and E, the suppliers depended on 

the category managers to share data with them on customers’ shopping habits, which helped 

them in developing new food products; however, the retailer also used this information as a 

form of exchange to develop PL products with the supplier (Projects D and H). Moreover, one 

of the category manager’s roles is shelf-space management. This leads to suppliers being 

dependent on retailers in order to sell their brands on the retailer’s shelves, as shown in most 

of the research cases. Retailers thus have power over suppliers (see Section 7.7.3). 

Consequently, category manager roles, such as sharing information and shelf-space 

management, lead to a collaborative relationship in which a best variety of new PL food 

products are developed. 

 

Moreover, previous studies (e.g., Kurtuluş, Nakkas, & Ülkü, 2014; Tsafarakis et al., 2016) 

mention that through their assortment management roles, category managers can increase 

competition in the categories between retailers and suppliers that results from shelf-space 

scarcity. This leads to more NPDs being created and developed, particularly PL products, in 

order to meet the needs of a broader variety of customers. In turn, this enables the retailer to 

gain competitive advantage and power, improve their store image, and obtain greater margins 

and profits. However, the research findings show that category managers used this role as a 

power move; by controlling the shelf space in the retailer’s stores, they could coerce a supplier 

to develop a new PL product. However, in some cases, the supplier’s perception of increased 
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competition and conflict resulted in opportunistic or disruptive behaviour (e.g., delaying the 

PL project), which inhibited the success of the PL products (Projects A and F).  

 

Finally, the research findings provide insights into CM roles during PL NFPD. The findings 

contribute to our understanding of CM activities within the PL NFPD process that impact these 

projects and innovation. These insights, therefore, provide a more comprehensive analysis of 

the linkages between CM, retailer–supplier collaborative relationships in PL NFPD projects 

and retail environments than previous research and highlight a number of potentially fruitful 

areas for future research (see Section 8.3). 

 

7.7.2. Supplier Integration in Category Management within Private Label New Food 

Product Development Projects 

Yeung et al. (2009) called for further research on the relationship between dependence and 

supplier integration in NPD and how this relationship can be explained in different contexts. 

Therefore, the current research allowed for the exploration of existing themes within the NPD 

literature, such as the role of the supplier, uncertainties of suppliers and their technical 

uncertainties in looking to develop new products under CM within PL projects. Previous NPD 

literature (e.g., Lindblom et al., 2009; Lindblom & Olkkonen, 2006; Morgan et al., 2007) 

encourages the involvement of suppliers in the NPD process; however, this was limited to 

considering their expertise in components and materials (González-Benito et al., 2010). 

Exploratory research has enabled exploring within these areas to provide new insights into 

supplier collaboration within the NPD process.  

 

Additionally, this research has uncovered new insights and shown that within the Saudi retailer 

market, the role of category captain (CC) does not exist, despite currently being discussed in 

the literature (Alan et al., 2017; Gooner et al., 2011; Kurtulųs, Nakkas & Ülkü, 2014; Kurtuluş 

& Toktay, 2011). Moreover, the research provides new insights that suppliers could act as a 

CC when they provide appropriate recommendations to retailers as this is what currently 

happens in practice in the Saudi market. This is an essential shift from the understanding in the 

extant literature. As the role of CC does not exist, this allows multiple suppliers to support the 

retailers and provide insight and recommendations within the category in order to improve the 

category performance where their brands are located (see Sections 7.2.1 and 7.2.2.).  
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The findings demonstrate a variety of ways in which supplier integration in CM can affect the 

retailer–supplier collaborative relationship within PL NFPD projects. For example, the 

research suggests that supplier integration within CM can bring about several benefits, such as 

substantially reduced costs arising from lower inventory levels and improved levels of quality 

and service, thus providing a sustainable competitive advantage. The findings also highlight 

that suppliers can play an integral role within CM in the development of PL products for 

retailers, providing retailers with recommendations that can improve category performance. 

New PL food products can then be developed to increase sales and profits for both firms, which 

has a positive impact on innovation. However, the findings also show that the supplier's 

position in PL NFPD projects enables them to monopolise the market by providing their own-

brand products to further their own interests (Projects D, E and F). Furthermore, the research 

findings also warn that suppliers can impede supply-chain efforts to decrease collaboration in 

order to develop new products.  

 

The findings illustrate that the stage at which suppliers collaborate during the development 

process can be when they gain the most benefits from PL NFPD or, alternatively, when they 

want to impact their competitor’s sales by using opportunistic behaviour in order to bring about 

competitive exclusion (see Section 7.2). Suppliers can also use opportunistic behaviour against 

retailers, which can negatively impact them. However, the biggest loser will be the suppliers 

as the retailers own most of the market and have relationships with many suppliers (see Chapter 

6). The findings provide insights into supplier integration in CM within PL NFPD projects and 

demonstrate that retailers can also face difficulties (Project E) when suppliers support retailer 

CM and develop PL products; suppliers can often impede these projects, particularly when they 

are competitors with the retailer. This is seen as a major obstacle for the success of NFPD and 

reduces retailer–supplier integration and collaboration within PL NFPD projects (Project D, E 

and F), hindering innovation. Consequently, retailer category managers use their power and 

control by applying punitive actions against suppliers (e.g., raising the selling price of supplier 

brands in the stores, retaliating against the supplier by removing their brands periodically from 

the shelves, applying penalties for any restock delays, and withholding information) when they 

will not collaborate with the retailer. These punitive actions are taken in order to force suppliers 

to collaborate and develop PL products for the retailer—suppliers collaborate with the retailer 

because they have no choice. Therefore, the lack of a power-balanced relationship within PL 

NFPD projects leads suppliers to collaborate with retailers to decrease the punitive actions 

taken against them (all Projects; see Section 7.2.3 and 7.6.). This indicates that the retailer in 
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this research had relatively greater power (enacted through category managers) than most of 

the suppliers.  

 

Indeed, this thesis provides new and innovative insights into CM and its effects on the balance 

power between retailer–supplier collaborative relationship within PL NFPD projects. 

Therefore, the findings from the current research contribute to a more detailed understanding 

of supplier integration in CM within PL NFPD projects. 

 

7.7.3. The Balance of Power of Retailer–Supplier Collaborative Relationship within 

Private Label New Food Product Development Projects 

There is a general agreement in previous research (e.g., Chimhundu, Kong, & Gururajan, 2015; 

Romat & Biliavska, 2018; Salomo et al., 2007; Sjoerdsma & van Weele, 2015) that the 

development of new products needs both retailers and suppliers to take a pro-active approach, 

involving activities such as sharing information, providing access to resources, open 

communications, and a greater level of cooperation and coordination. Cooper (2019) agrees 

that suppliers may be happy to share their ideas within NPDs with retailers. However, the 

research findings demonstrate that the implications of retailer–supplier collaboration have 

inhibited the intended benefits of CM in NPD projects. PL NFPD projects have risks and are 

not always a “win–win” environment for all parties; disagreements can occur due to 

misjudgement, power/control, opportunistic behaviour, and even a lack of trust. Guissoni et al. 

(2013) mention the need for research to study the relationship between retailers and suppliers 

under CM in the retail sector.  

  

Lindblom and Olkkonen (2008) mention that CM has played a substantial role in achieving 

good collaboration between suppliers/producers, retailers and consumers. However, this does 

not appear to correspond with the findings from the current research, specifically the retailer–

supplier collaborative relationship within PL NFPD projects: partners can use their position 

and power to give their brand a competitive advantage (Projects D, E, and F). Moreover, 

relationships with multiple partners in the retailer sector, particularly in the food industry, have 

useful benefits for both, one of the most important being an improvement in NPD performance. 

However, the findings show that having relationships with multiple partners in PL NFPD 

projects can lead to information leakage and the development of copycat products (Projects B 

and G). Some of the copycat products were developed as a competitive strategy to affect 
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competitor sales – regardless of whether these competitors were NB or PL brands – and this 

inhibited innovation (Section 7.5). 

 

Chicksand (2015) notes that the relative power between retailers and suppliers plays a 

significant role in developing long-term collaborative strategies such as CM. Several studies 

(e.g., Hingley et al., 2015; Brown et al., 2019) call for more research into how the power 

balance could influence retailer–supplier collaboration in supply chains. The findings of the 

current research show that the power imbalance between retailers and suppliers negatively 

affected their collaboration and, in turn, decreased the extent of joint decision-making within 

PL NFPD projects. Moreover, the research demonstrates that the retailer had greater 

power/control than suppliers within the studied PL NFPD projects. The retailer practised 

opportunistic behaviour, taking punitive action against suppliers to coerce them into 

cooperating with them to develop PL products (Projects A, B, C, D, F, and G). Moreover, the 

retailer’s position as an information gatekeeper gave the category manager the power to 

withhold information in order to increase their control over the supplier, coercing the supplier 

into developing PL NFPD products or transferring the supplier’s brand to the retailer’s PL 

brand (Project H; see Section 7.6).  

 

Finally, the findings also show that suppliers needed the retailer’s shelves for their brands, 

which strengthened the retailer’s position. As retailers control the shelves, this leads to an 

increase in the number of PL food development projects (see Section 7.4). This poses a unique 

problem, which is that the leading firm and the dominant firm ‘retailers’ will control the entire 

PL NFPD process in order to gain significant benefits for themselves. This coercion increases 

the supplier’s commitment to PL NFPD projects while hindering their ability to innovate, 

particularly regarding PL food products (Project D). This research makes a contribution to the 

literature by explaining how the balance of power influences innovation among category 

managers, food suppliers and retailers, and addresses this gap in the literature by empirically 

investigating how CM influences the retailer–supplier collaborative relationship and how this 

might affect innovation and PL NFPD projects. 

 

This research offers new insights into the implications of the retailer–supplier relationship for 

collaboration. These implications have unintended consequences in the collaborative retailer–

supplier relationship in PL NFPD projects, inhibiting the intended benefits of CM.  
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These can be summarised as follows: 

• supplier opportunistic behaviour increases retailer punitive action in PL NFPD; 

• retailer information power increases supplier exploitation in PL NFPD;  

• retailer control of shelf space increases the retailer’s threats to suppliers in PL NFPD; 

• the risk of copycat products reduces the extent of trust/openness and collaboration in PL 

NFPD; and  

• coercion to fulfil a pre-defined PL NFPD brief hinders the supplier’s ability to innovate.  

 

7.8.  Summary 

The cross-case analysis presented in this chapter provides an overview of the findings from 

Chapter 6. CM roles were documented in Chapter 3, which include assortment management, 

pricing management, marketing management, inventory management, category performance 

management and – the significant focus of this research – relationship management. Regarding 

their roles in relationship management, category managers play a key role in collaborating and 

maintaining good relationships with their partners in order to support each other in targeting 

all marketing activities to achieve their goals in each category, providing consumers with 

varied products and, finally, gaining competitive advantage in the retail sector. However, all 

these roles influence the collaboration between retailers and suppliers within PL NFPD 

projects. Evidence was presented confirming the validity of the conceptual framework 

presented in Chapter 4. Evidence from the embedded cases revealed the implications of 

retailer–supplier collaboration, which lead to potential unintended consequences in PL NFPD 

projects. These consequences might negatively affect innovation in the Saudi retail sector, 

especially in the food industry. Moreover, evidence was presented revealing that the CC role 

does not exist in the Saudi market. It does, however, appear in the literature. The research 

findings discovered that suppliers also could act as a CC when they provided appropriate 

recommendations to the retailer. 

 

Indeed, CM affects the balance of power that exists in the relationship between both parties. 

The leading firm demonstrates its power through adversarial behaviour, opportunism, 

controlling behaviour and competitive exploitation through the category manager’s negotiation 

and bargaining power. Thus, category managers use these behaviours as a tool to reinforce 

power and control in supply chains. When a weaker partner decides not to cooperate, category 

managers use this power to force them to comply with their demands as they have no choice, 
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so they must learn to live with unfair returns from CM adoption. Therefore, even if retailers 

and suppliers try to balance their relationship in PL NFPD projects, there is likely to be a loser; 

in Saudi Arabia, this loser is likely to be the supplier. 



 

 

Chapter 8: Conclusions  245 

Chapter 8: Conclusions 

8.1. Introduction 

In recent years, the retail sector has developed dramatically, with retailers offering more 

services and a wider assortment of products in the market. They are also playing a more active 

role in their relationship with suppliers through category management (CM) by setting product 

standards and supporting product marketing, placing products on the shelves, and collecting 

and sharing consumer information with suppliers on consumers’ tastes and behaviour. Their 

aim is to build a collaborative relationship with suppliers in order to gain mutual benefits (win–

win–win relationship), for example increased new product development (NPD) and more 

private-label (PL) products to improve category performance. 

 

Given the greater role of CM in the food retail market, it would be expected that it also plays 

an important role in achieving competitive advantage through increasing the number of PL new 

food product development (NFPD) projects. Fast-moving consumer goods (FMCG) have 

become a competitive industry, with both PL and national brand (NB) products competing on 

retailer shelves for consumer attention in order to increase sales and maintain shelf space. 

Therefore, CM has become increasingly significant within the competitive environment, driven 

by consumers’ need for new, differentiated, high-quality products at a good price. This has 

resulted in an increasing emphasis on the influence of CM on the retailer–supplier collaborative 

relationship in PL NFPD projects, particularly regarding CM’s benefits and roles in these 

projects. CM provides an opportunity for firms to increase their competitiveness and provide 

new customer benefits. In turn, retailers and suppliers use an increasing number of strategies 

and actions to protect their brands and products, using their position and power to stay in the 

competition. The retailer–supplier relationship has implications for collaboration, which could 

inhibit the intended benefits of CM in PL NFPD projects. 

 

The findings from this study were used to develop the theoretical propositions alongside a wide 

review of the relevant literature. Together these were used to develop a new conceptual 

framework (see Figure 7.1), which represents a significant contribution to the literature by 

exploring the different aspects of CM in greater depth than in the current literature in order to 

provide richer insights. 
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This empirical research study is understood to be the first of its kind, investigating firms’ 

management of CM within their PL NFPD activities. This study focused on two areas. Firstly, 

CM roles were investigated in order to understand their effect on the retailer–supplier 

collaborative relationship in PL NFPD projects. Secondly, a cross-case analysis of eight PL 

NFPD projects within the FMCG industry was undertaken to provide an in-depth exploration 

of the influence of CM on the balance of power within retailer–supplier collaborative 

relationship. The aim was to understand how firms manage PL NFPD projects and attempt to 

maintain the retailer–supplier relationship within CM.  

 

The next sections assess the research findings and the contributions to the literature and 

practice, examine the implications of the findings and discuss the study limitations together 

with recommendations for firms and future research. 

 

8.2.  Contributions to Theory 

8.2.1. Development of the Framework 

The conceptual framework developed in Chapter 7 (see Figure 7.1) represents a key output of 

this study. It was developed from the literature and the study findings, which both provided 

insights into this topic. It is interesting to note the short-term orientation, low levels of 

innovation, aversion to risk and high failure rates in NPD projects; all of these factors may be 

linked and suggest that there should be a focus on the longer-term collaborative relationship 

between firms within development projects. As mentioned in Chapter 2, several systems, 

strategies and methods lead to NPD success (e.g., open innovation, stage-gate systems and 

collaboration). NPD needs to be more focused on increasing knowledge, and more research 

needs to be conducted (Jespersen, 2012). It is evident that only a few of the previous studies 

indicate supplier involvement in the PL NFPD process as one of the factors contributing to 

NPD success. They also do not mention the CM roles within NPD, particularly within PL food 

projects, which CM roles are important in the retail sector (Chimhundu, 2018). It is not clear 

if these problems have been addressed in recent years.  

 

The framework builds upon many prior NPD models. Some of these models highlight CM as 

being important, but most provide little insight into the CM roles within this process (e.g., Ernst 

& Young, 1999; Francis, 2006; Francis et al., 2006; Francis et al., 2008; see also Chapter 2, 

Section 2.3). Moreover, weaknesses have been identified in the NPD literature: 1) the studies 
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fail to capture the simultaneous nature of PL NPD activities (Fuller, 1994), 2) they fail to take 

into consideration the importance of network interactions (Rothwell, 1983; Trott, 2001; 

Pittaway et al., 2004), and 3) they have done little to investigate the influence of CM on 

innovation (e.g., Gruen & Shah, 2000; Kaufman et al., 2006). The current research therefore 

contributes to the NPD literature by synthesising additional areas of literature, such as the CM, 

PL, network, marketing and innovation literature, in order to link together NPD and PL projects 

via the category manager’s roles. This underpins the conceptual framework (see Figure 7.1) 

and creates a lens through which to understand the role of CM in the PL NFPD process within 

this unique context (e.g., Ernst & Young/ACNielsen, 1999; Francis, 2006; Francis et al., 2006; 

Francis et al., 2008; see Section 7.7.2). 

 

Previous research has highlighted a lack of CM theory within the marketing and retail literature 

(Benson et al., 2019; Chimhundu, 2018; Dhar et al., 2001; Gooner et al., 2011; Guissoni et al., 

2013; Gruen & Shah, 2000; Sharif, 2012). In particular, the literature lacks CM theory relating 

to PL NFPD projects. Also, Cooper (2019, p. 42) notes that “there is no strong evidence to 

suggest that partnering or collaborative NPD projects are more successful than those done 

alone”. This lack of knowledge calls for the development of a more specific framework that 

identifies collaboration capabilities. This will enable an understanding to be developed of the 

effects of CM on the balance power between retailer–supplier collaborative relationship and 

its implications for collaboration, resulting in improvements in PL NFPD and innovation in the 

retail sector (Griffith et al., 2017; Hwang & Chung, 2018; Brown et al., 2019). Therefore, the 

current study contributes to the extant body of knowledge by providing conceptually developed 

and evidence-based research on how CM influences the balance of power within the retailer–

supplier collaborative relationship. In particular, the study has empirically revealed that CM 

roles (e.g., shelf space management) give the retailers the power and control in PL NFPD 

projects. This power increases retailers’ punitive actions towards suppliers, retailers’ 

exploitation of suppliers, and retailers’ threats to suppliers in PL NFPD projects. In turn, this 

coercion hinders the supplier’s ability to innovate in these projects, affecting the collaboration 

between retailers and suppliers which might also negatively affect innovation and PL NFPD 

projects (e.g., Chicksand, 2015; Guissoni et al., 2013; Hamister & Fortsch, 2016; see Section 

7.7.3). 

 

The new CM framework contributes to the existing NPD literature and increases understanding 

of the benefits of CM for the retailer–supplier collaborative relationship, particularly in PL 
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NFPD projects. The case study research method enabled the collection of rich insights with 

which to develop the framework using the theoretical propositions. The framework 

incorporates theories of CM and the retail sector, which recognise that the retailer–supplier 

relationship has implications for collaboration in NPD projects (e.g., supplier opportunistic 

behaviour, retailer information power, retailer control of shelf space, competition with partners, 

and retailer opportunistic and bargaining power). These implications illustrate the unintended 

consequences of the retailer–supplier collaborative relationship in PL NFPD projects (see 

Chapter 7). The framework incorporates concepts derived from the supply-chain relationship 

and network theories, such as supplier integration in NPD projects and power-balanced 

relationships between the channels. It is also underpinned by theories relating to innovation in 

the food sector. This research builds upon on these studies: Chicksand, 2015; Ellström & 

Rehme, 2016; Gooner et al., 2011; Guissoni et al., 2013; Hamister & Fortsch, 2016. The 

research findings, therefore, provide new insights into the growing body of literature 

demonstrating a variety of ways in which supplier integration in CM can affect the retailer–

supplier collaborative relationship within PL NFPD projects within the FMCG industry (see 

Section 7.7.2).  

 

The framework provides a lens through which to view the results of the systematic literature 

review (SLR) of CM roles and activities in the retail sector, particularly in the FMCG industry. 

This review revealed several limitations in previous studies, such as a lack of research on CM 

roles (see Sections 2.3.1 and 7.7.1), particularly in NPD projects, and a lack of such studies on 

this topic within a large geographic area; in particular, no studies have been conducted in Saudi 

Arabia and the Gulf Cooperation Council (GCC) or even in Middle Eastern countries (see 

Section 2.3.3). Moreover, the SLR showed that few studies on this topic have used qualitative 

methods (see Section 2.3.4). There are also limited insights into the influence of CM on the 

retailer–supplier relationship in PL NFPD projects from the perspectives of the retailer and 

supplier, which may be a weakness in the literature. Hence, the literature offers limited insight 

into CM within NPD projects and the potential contributions of PL NFPD projects and 

innovation. Therefore, the current study adopted a qualitative method to fill this gap. 

Consequently, the CM framework developed in this research constitutes a unique contribution, 

identifying four of the CM roles found in the research by Ellström and Rehme (2016)—

assortment management, pricing management, marketing management and inventory 

management—and a further two new roles identified by this research—category performance 

management and relationships management. These findings, therefore, support and build upon 
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those of Ellström and Rehme (2016). Applying these CM roles could build a new understanding 

of CM and its influence on the retailer–supplier collaborative relationship in PL NFPD. The 

framework presented in this study thus recognises the importance of CM roles in PL NFPD in 

the FMCG industry to a greater extent than do prior models. 

 

According to Hamister and Fortsch (2016, p. 691), “although managers discussed the risk 

associated for trusting suppliers, we did not include this threat in our analyses due to lack of 

data. It might be useful to design an empirical study regarding the trust between local retailers 

and their suppliers. This is especially important if the same suppliers are also connected to 

larger competitors in the same area… Furthermore, case study research on the exact nature 

of CM processes for both retail and manufacturing (supplier) would also be useful at this 

juncture”. In particular, no literature explicitly addresses the impact of CM on the retailer–

supplier collaborative relationship in PL NFPD projects. This highlights a need for research 

into CM roles within PL NFPD projects to move beyond the existing, limited view. Therefore, 

the framework presented in this thesis provides detailed insights into CM benefits for 

collaboration in PL NFPD projects (see Sections 4.2.1 and 4.2.2). The framework also 

recognises the power-balanced relationship between retailers and suppliers in the PL NFPD 

process and the potential impact of these projects on innovation (see Sections 4.2.3, 4.3.4, and 

4.3.5).  

 

This framework provides a unique perspective through which to understand the influence of 

CM on the collaborative retailer–supplier relationship. The implications of the retailer–supplier 

relationship for collaboration are considered in order to understand how these inhibit the 

intended benefits of CM for the retailer–supplier relationship in PL NFPD projects. Findings 

from the study provide evidence to validate the framework (see Section 6.3) (captured within 

the framework). A key contribution is the development of five propositions, also represented 

within the framework, which form the basis of an agenda for future research (see Section 8.3).  

 

The new framework demonstrates that previous studies have failed to fully uncover the role of 

CM in PL NFPD and its benefits, which impact the balance of power between retailer–supplier 

relationship within firms. Moreover, these studies fail to capture the implications of the 

retailer–supplier relationship for collaboration in PL NFPD projects and innovation. The 

unique framework provides new and more detailed insights, enabling a more-depth 

understanding of this subject. The literature has not yet examined the influence of CM and the 
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views of a range of suppliers and retailers within PL NFPD projects in a single study. Table 

8.1 illustrates the research questions, key literature and provides a summary of the research 

knowledge contributions. The next sections explain in more depth how the literature has not 

examined the influence of CM on the retailer-supplier collaborative relationship in PL NFPD 

projects.
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Table 0.1: Research questions, key literature, and knowledge contributions. 

RQs Key literature Summary of knowledge contributions 

RQ1: How 

does category 

management 

influence 

collaboration 

between 

retailers and 

suppliers 

within PL 

NFPD 

projects? 

Ernst & 

Young/ACNielsen 

(1999); Francis 

(2006, 2009); 

Francis et al., 

(2006); Francis et 

al., (2008) 

 

Ellström and 

Rehme (2016) 

 

 

 

  

Gooner, Morgan, 

Perreault Jr 

(2011)  

These studies focused on understanding the 

series of stages for NPD in the FMCG. 

However, there is a lack of detail on PL NFPD 

and the role of category managers and their 

connection with suppliers within PL NFPD 

projects. 
 

 

Their study discovered four of the CM 

activities. However, it did not focus on how 

CM influences collaboration between retailers 

and suppliers within PL NFPD projects and the 

food retailing FMCG sector. 
 

Their study adopts a retailer perspective only 

and states that CM is an effective value-creating 

and value-claiming mechanism in the FMCG. 

However, CM role in collaborative NPD is 

overlooked. 

The specific contribution is the development of a unique framework through which to 

understand the influence of CM on the retailer–supplier collaborative relationship within PL 

NFPD projects and innovation. This framework provides a novel lens through which to view 

the activities and cognitive frames which contribute to firms developing new PL food processes 

with the benefits of CM. The framework provides insights into the CM roles within NPD, 

particularly within PL food projects, as one of the factors contributing to NPD success. This 

leads to offer new insights into the implications of their relationship for collaboration. These 

implications lead to unintended consequences that inhibit the intended benefits of CM. In this 

study, NPD and PL projects are link together via the category manager’s roles. 

 

The next contribution to knowledge is from the SLR, which aimed to identify the roles 

implemented by category managers to develop a deeper understanding of the key benefits 

of CM in the collaborative relationship in PL NFPD projects. The two new roles of CM 

were recognised by this research: category performance management and relationships 

management.  

 

This study contributes to current knowledge in this area by building on two areas of existing 

literature: research exploring CM roles in NPD and models of retail relationships in PL NFPD 

projects within the FMCG sector. 

RQ2: How 

does category 

management 

influence the 

Guissoni, Consoli, 

and Rodrigues 

(2013)  

 

Their research shows the worth of CM from a 

supplier perspective, applied to a 

neighbourhood store environment in one small 

retailer in the FMCG. However, it did not 

This research contributes to the literature by explaining how CM roles (e.g., shelf space 

management, relationship management) influence the balance of power which gives the 

retailers the power and control in PL NFPD projects. This power increases retailer punitive 

action over supplier, supplier exploitation, the retailer’s threats to suppliers in PL NFPD 
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balance of 

power between 

retailers and 

suppliers in 

their 

collaborative 

relationship 

within PL 

NFPD 

projects? 

 

 

 

 
 

 
 

Brown et al. 

(2019); Chicksand 

(2015); Hingley et 

al. (2015)  

 

.   

 

 

 

 

 

 

 

 

 

 

 

Hamister and 

Fortsch (2016) 

investigate the effect of CM on both parties 

(i.e., suppliers and retailers), particularly in PL 

NFPD projects. 

 

 

The role that power plays in the collaborative 

retailer–supplier partnership is explored in 

Chicksand’s study without investigating the 

consequences and management implications of 

CM that influence the collaborative relationship 

in PL NFPD projects. Moreover, these studies 

call for more research into how the power 

balance could influence retailer–supplier 

collaboration in supply chains. 

 

 

 

Their study focused on small, local retailers of 

CM practice. However, it did not investigate 

trust or other factors between local retailers and 

their suppliers. This is especially important if 

the same suppliers are also connected to larger 

competitors in the same area in PL NFPD 

projects. 

projects. This coercion leads to hinder the supplier’s ability to innovate in these projects affect 

the collaboration between retailers and suppliers which might affect negatively the innovation 

and PL NFPD projects.  

 

CM increases the competition between the PLs and NBs this leads to apply competition actions 

by retailers and suppliers (e.g., develop a copycat product or flanking product to inhibit the 

success of competitor sales) in order to protect their brands from the competition exclusion. 

Moreover, the competition increases the information leakage which increases the copycat 

products. This reduces the extent of trust/openness and collaboration in PL NFPD projects, 

which affect negatively the innovation and PL NFPD projects (see Section 8.2.4.). 
 

Another contribution is that the researcher is the only academic to have researched this 

particular area of the retail sector in Saudi Arabia, providing a new set of empirical data from 

leading Saudi firms from both supplier and retailer perspectives. The Saudi retail sector is a 

unique context relative to other studies; thus, this study provided unique insights that contribute 

to the literature given the cultural, social and demographic differences between the Saudi retail 

market and the European, American, and other markets (e.g., consumer behaviour, distribution 

of wealth, climate, size of the market, competitive dynamics, status signalling trends, shopping 

habits and other similar variables). Additionally, this research has uncovered new insights and 

shown that within the Saudi retail market, the role of category captain (CC) does not exist, 

despite being discussed in the literature. Moreover, the research provides new insights that 

suppliers could act as a CC when they provide appropriate recommendations to retailers as this 

is what currently happens in practice in the Saudi market. 

 

These findings also offer a base on which to develop further research, enabling the development 

of PL food products to meet the needs of a broader variety of customers. 
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8.3. Recommendations for Firms 

This research study makes an important contribution to practice and builds a foundation of 

knowledge that practitioners can use to shape their processes. The research insights gained can 

better enable retailers and suppliers to adopt CM in order to maintain their collaborative 

retailer–supplier relationships in PL NFPD projects. Moreover, this study offers a number of 

insights for retail managers aiming to resolve conflicts between retail managers and suppliers, 

which will help to reduce the failure of PL NFPD projects. The Saudi and other retail sector 

could be gain benefits from this study’s recommendations. It provides category managers with 

a better understanding of how they can exploit potential NPD opportunities presented by 

collaborative relationships with suppliers. This may require an assessment of all their activities 

surrounding relationships, including continuous communication with suppliers, which is the 

category manager’s most important task to ensure the success of PL NFPD projects. In 

addition, there should be a focus on how retailers can influence suppliers to collaborate with 

them in order to take advantage of supplier absorptive capacity. Moreover, retail managers will 

benefit from the insights from this research. PL managers need to re-examine their PL NFPD 

activities to ensure that both sides of the project team – the PL and supplier team – address all 

levels of the project’s process based on the business case and benefits management plan to 

ensure that it runs smoothly. Further, retail managers should ensure that category managers use 

the most advanced software, particularly in PL NFPD projects. This will aid their collaboration 

in terms of accessing and sharing information between firms, which should be an easy and fast 

process in order to facilitate joint decision-making in PL NFPD projects. 

 

The research has highlighted that CM is a strategy for increasing competition and that it has an 

impact on the retailer–supplier collaborative relationship in PL NFPD projects. Therefore, it is 

not surprising that retailers use CM to apply pressure on suppliers to meet their demands 

regarding the development of PL products. Suppliers were also frustrated because the retailer 

focused only on their own interests, brands and position through demonstrating their power 

and control rather than working towards the goal of mutual satisfaction. They were also 

frustrated because they did not have an equal opportunity to have control over decision-making 

in the process of developing new PL products. Moreover, suppliers believed that CM was 

considered as a weapon by the retailer in PL NFPD projects. The research once again 

underlined these consequences, which both firms were aware of. Importantly, suppliers should 

be aware that retailers simply rely on their power to exercise control over them regarding 
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punitive actions. Suppliers should maintain their relationship with all retailers because this 

appears to be sufficient in attempting to reduce their motivation to behave opportunistically, 

particularly in the Saudi retail sector. 

 

With the growth of competition among retailers and suppliers, using the consumer satisfaction 

index, retail managers will be able to focus their attention on the critical success factors of CM 

in the enterprise. These success factors are associated with increased customer satisfaction, 

which retailer managers can bring about by providing customers with a varied and up-to-date 

product assortment. As in retail development, it has become clear that in offering the same 

brands on their shelves in the form of ‘copycat products’ or ‘relabelling products’, retailers risk 

losing their uniqueness in the eyes of the consumer. Moreover, poor-quality PL products 

increase the risk of losing consumer loyalty and trust. Therefore, retailers need to find their 

own distinctive features to differentiate themselves from competitors. In order to do this, they 

need to have a clear strategy for each category, which includes defining category manager role, 

ways of developing products, pricing and promotions. This can be achieved through attending 

more training sessions and international exhibitions, such as The Private Label Manufacturers 

Association exhibitions about PL NPD (which take place in the United States and Amsterdam), 

the Food Matters Live exhibitions (which take place in the United Kingdom), and exhibitions 

about food innovation (which take place in several places such as Saudi Arabia, Dubai and 

Europe). 

 

Saudi Suppliers collaborate with retailers, providing them with product and category 

recommendations. These recommendations should be unbiased and need to be fact-based, 

although suppliers also need to take an entrepreneurial perspective in order for both firms to 

gain mutual benefits that result in competitive advantages. The recommendations are also 

required to be flexible and quickly changeable in line with moving challenges. Retailers and 

suppliers need to be creative with their ideas and not use ideas from other categories and other 

countries within PL NFPD projects. Both need to be able to take the initiative rather than 

waiting to be asked. The collaboration needs to be mutual; suppliers expect retailers to be open 

and honest about what they require within the category and not focus only on their own brands.  

 

The Saudi suppliers in this study asserted that Saudi retailers pretend to be concerned with 

innovation and quality but are actually only thinking about producing PL products at a low 
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cost. Both retailers and suppliers understand consumer needs within the category and, by 

working collaboratively, they could share data and insights to plan for the future.  

In addition, the findings reveal that Saudi retailers have multiple suppliers for a product 

category and need to maintain good relationships with these suppliers; however, competitive 

relationships with suppliers in developing PL NFPD lead to information leakage as the firms 

share information with each other, particularly sensitive or exclusive information about PL 

NFPD projects in order to inhibit the success of the competitor brand’s sales. Therefore, Saudi 

retailers and suppliers should identify in advance in their commitment agreement the punitive 

actions and costs that will be incurred if one partner breaks the agreement and shares 

information with a competitor. According to Hyvönen et al. (2010), even under the trust 

concept and in closer collaboration between suppliers and retailers, firms need to agree in 

advance about all aspects of their collaboration. This ensures that each firm guarantees their 

rights when pursuing collaboration within PL NFPD projects (see Sections 4.2.4 and 7.5). 

Therefore, retailers should avoid sharing strategic information with suppliers. 

 

Based on the insights gathered during this study, it is argued that following these 

recommendations will aid retailers in delivering differentiated, high-quality products and 

packaging to consumers through PL NFPD development. 

 

8.4.  Limitations of the Research and Future Research 

This research has several limitations. One limitation relates to the representativeness of the 

sample. Companies took part in the research on a voluntary basis, depending on their 

willingness to participate. Therefore, it might be expected that they took part because of their 

interest in the topic. Firms could, therefore, have wanted to emphasise the importance of their 

roles in the PL NFPD process, highlighting the positive factors while ignoring some of the 

negative factors. At the same time, they could have highlighted the negative factors of rival 

firms. This potential limitation was minimised by including multiple participants and practising 

triangulation. Further research will be necessary to obtain greater input from firms that are 

more involved in PL NFPD projects, especially retailers. 

 

Another limitation relates to the access to participants for data collection, which was based on 

their availability. Not all key decision-makers could be involved in the research. Managers’ 

recollection of development projects may also differ from reality, which limited the selection 
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of qualitative interviews. This is a limitation of the interview method, which was addressed to 

an extent by engaging with different interviewees and using a variety of sources.  

 

The research findings indicate a need to further explore the impact of CM on relationships 

involving one supplier and other retailers within PL NFPD projects. The findings reveal that 

many retailers sell products supplied by multiple competing suppliers who could be developing 

PL products for several retailers. In these contexts, relationships with a single leading supplier 

can meaningfully impact a retailer’s relationships with others in the supply chain. These are 

academically vital and managerially related aspects that have not been sufficiently addressed 

in the extant literature. 

 

Moreover, the research findings revealed that the CC role did not exist in the Saudi market. It 

does, however, appear in the literature. Further research is needed to understand if the CC role 

exists or not in the American market as the CM literature was mostly produced in America; for 

example, Alan et al.’s (2017) results revealed the CC role in the American retail market. 

 

This study does not claim to be representative of the general population; instead, the case study 

methodology is exploratory and theory-building in nature. Therefore, the findings have limited 

generalisability. To test the developed propositions in different FMCG sectors, further research 

is required and quantitative research would be of particular benefit. For example, 

questionnaires using a larger sample of non-food household and beauty goods or of electronics 

products could be administered to survey the PL NPD processes and perceptions of the impact 

of CM roles on retailer–supplier collaboration.  

 

This study was conducted in Saudi Arabia, and all firms are Saudi firms. This research could 

be extended to involve international suppliers with local retailers to investigate the influence 

on the effective implementation and management of CM strategies and tactics in the 

development of PL NFPD products. Moreover, given the cultural, social and demographic 

differences between the Saudi retail market and the European, American, and other markets 

(e.g., consumer behaviour, distribution of wealth, climate, size of the market, competitive 

dynamics, status signalling trends, shopping habits and other similar variables), conducting this 

research in other countries could be of benefit. Furthermore, there are opportunities for 

comparative CM studies within the European region. In particular, CM’s influence on the 

retailer–supplier collaborative relationship within PL NFPD projects could be assessed across 
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different national grocery retail sectors, and the similarities and differences could be evaluated 

and reported. 

This study illustrates that offering services to small retailers, such as CM support, in order to 

help them manage their categories in terms of having a correct assortment, shelf-space 

management and marketing management can have an overall progressive impact on supplier 

profits and market share. Therefore, applying the benefits of CM roles to small stores could be 

an interesting strategy in an emerging market environment, particularly in Saudi Arabia and 

GCC countries.  

 

Research related to this topic would further validate the framework and may aid a variety of 

firms in identifying a greater number of new PL product opportunities. Studies examining the 

development of PL products within other industries would also contribute to NPD and the 

innovation management literature. Existing research in the FMCG industry has revealed high 

levels of NPD failure (see Chapter 2). Considering the significance of CM to NPD success (see 

Chapter 3), exploring potential links between new PL innovations and product success would 

provide a valuable avenue for future research. This would benefit our understanding of the 

potential role of CM in improving the low success rates in the industry and may also reveal a 

need for further research into how category managers can capture new opportunities for PL 

NFPD projects. 

 

Furthermore, as in many other industries, the supply-chain relationship between suppliers and 

retailers has changed dramatically in the grocery food industry. Therefore, PL food 

development requires the retailer to build the supply partner’s long-term business by exploiting 

the broad skills of its NPD team. This research revealed that the NPD literature offers limited 

insights into industry technology, such as software development. This affects collaboration and 

information sharing between firms in order to achieve joint decision-making when 

implementing quality management within PL NFPD projects, enabling the full benefits of CM 

to be realised (e.g., Boehm & Bose, 1994; Su et al., 2007). For example, they can apply aspects 

of the Agile method such as Scrum, Kaban, or eXtreme Programming. These practices include 

daily stand-up meetings with both teams, demonstrations and reviews of the PL NFPD project, 

retrospectives in order to ensure continuous improvement in the PL NFPD project process, and 

backlog refinement to focus on the important requirements in the PL NFPD project. Such a 

challenge necessitates a variety of research activities to understand the dynamics of this form 

of channel technology. Further research is required to identify more technological software so 
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that information can be shared between firms easily and quickly in order to develop more PL 

NFPD products. 

 

Notwithstanding these limitations, the research presented in this thesis significantly advances 

our understanding of the influence of CM on the retailer–supplier collaborative relationship 

within PL NFPD projects and on innovation. 
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 Appendices 

Appendix 2.1  

 

Different own-brand terms. 

 

Own-brand terms Reference 

Private-label brand/products Myers (1967); Burger and Schott (1972); McGoldrick 

(1984); Hoch and Banerji (1993); Nandan and Dickinson 

(1994); Raju et al. (1995); Parker and Kim (1997); Bhasin 

et al. (1995); Jonas and Roosen (2005); Chimhhundu et al. 

(2015) 

Supermarket brands Chimhhundu et al. (2015) 

‘Retailer brand’ or ‘retail 

brand’ 

Bhasin et al. (1995); Chimhhundu et al. (2015) 

‘Store brand’ or ‘store own 

brand’ or ‘store label’ 

Martell (1986); Raju et al. (1995); Baltas (1997); 

Richardson (1997); Chimhhundu et al. (2015) 

Generics Hawes (1982); McGoldrick (1984) 

Ghost brand Martell (1986) 

Own label Roussell and White (1970); Hawes (1982); Martell (1986),  

Own brand Caulkin (1987) 

Distributor’s brand de Chernatony and McWilliam (1988) 

‘Wholesaler’s brand’ or 

‘house brand’ 

Martell (1986); Chimhhundu et al. (2015) 
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Appendix 3.1 

Journals of articles included in the SLR (articles highlighted in green are from Q1 journals 

while those highlighted in blue are from Q2 journals). 

 

N Journal Count 

1 Journal of Retailing 6 

2 Journal of Marketing 6 

3 Marketing science 5 

4 The International Review of Retail, Distribution and Consumer Research 4 
5 International Journal of Retail & Distribution Management 3 

6 Industrial Marketing Management 3 

7 Production and Operations Management  3 

8 Journal of Purchasing and Supply Management 2 

9 Management Science 2 

10 Journal of Retailing and Consumer Services 2 

11 Asia Pacific Journal of Marketing and Logistics 2 

12 Decision Support Systems 2 

13 Journal of Forecasting 1 

14 Journal of Business Research 1 

15 Supply Chain Management 1 

16 Market Research Society. Journal 1 

17 Journal of Public Policy & Marketing 1 

18 Journal of Business & Industrial Marketing 1 

19 Applied Stochastic Models in Business and Industry 1 
20 Journal of Marketing Research 1 

21 International Commerce Review: ECR Journal 1 

22 Marketing Letters 1 

23 Australasian Marketing Journal 1 

24 Journal of Operations Management 1 

25 Journal of Marketing Management 1 

26 Accounting, Organizations and Society 1 

27 Journal of the Association for Information Systems 1 

28 European Journal of Operational Research  1 

29 Journal of Brand Management 1 

30 Academy of Marketing Science 1 

31 The Journal of Industrial Economics 1 

32 Manufacturing & Service Operations Management 1 

33 Journal of Services Research 1 

34 Omega 1 

35  Scandinavian Journal of Management 1 
36 Annals of Operations Research 1 

37 European Journal of Marketing 1 

38 Montenegrin Journal of Economics 1 

https://www.sciencedirect.com/science/journal/03772217
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Appendix 3.2 

Form of the main findings of the reviewed articles. 

N Author/Year Methods Sector Main Findings 

1 
Mulhern and Leone 

(1991) 
Quantitative FMCG 

• Category manager’s decisions on price have positive effects on purchase  

• Integrating CM into marketing strategies could lessen the negative impact on supplier  

2 Curry et al. (1995) Quantitative CPG 
Category manager could use the BVAR tool when setting the prices as it provides important insights and 

promotional variables to prevent the forecasting problems 

3 
Walters and 

Bommer (1996) 
Quantitative FMCG 

• CM focuses on studies of category-level price elasticities in brands’ prices 

• CM is playing an important role in the merchandising and marketing activities which positively impact 

purchases 

• CM is supervising the movement of products from supplier to point of sale ‘distribution management’ 

4 Collins (1997) Qualitative FMCG 

• Category manager plays a role in providing new ideas for new products, pricing called ‘activity-based 

pricing’, and reduces the stock dramatically, which impacts positively on inventories by offering 

promotions to customers  

• Category managers use their negotiation and dialogue skills to impact on the atmosphere in meetings 

between supplier and retailer 

5 
Johnson and 

Pinnington (1998) 
Qualitative 

Retail 

sector 

• The relationship between retailers and suppliers must be taken on at the highest levels and must involve 

cultural changes (sharing information between them). However, it is inherent within suppliers’ psyche to 

be protective of their information and aims, yet this can create a barrier to a CM partnership within one 

party 

• Category managers have key roles in merchandising activities to attract consumer’s attention  

6 
Bucklin and Gupta 

(1999) 
Qualitative CPG 

• CC improves the overall profitability of the category and affords market power 

• Category manager is responsible for decision making in pricing and consumer promotions (i.e., coupons) 

and trade promotions 

7 Chen et al. (1999)  

Quantitative 

Retail 

sector 

• Assortment category is very important to give the retailer the ‘store power’ by the competitive prices and 

the consumer making their purchase in their store choice 

• Category manager negotiates on the feature advertising space 

• Category manager assesses the category performance by the category profits 

• CM is responsible of procurement decisions 

8 
Gruen and Shah 

(2000) 
Qualitative 

Grocery 

sector 

• Category manager plans an optimal assortment for target shoppers; these plans need to be free from the 

bias of either the supplier or the retailer 

• The agreement between the retailer and the supplier founded to impact objectivity  

• The conflict between suppliers and category managers was mediated by the supplier’s opportunism 

• CM is responsible of timely deliveries  

9 
Basuroy et al. 

(2001) 
Qualitative   

Grocery 

sector 

• Category manager plays a role in price decisions for products in the category, leading to higher retail 

prices and lower sales  

• CM involves both supply- and demand-side activities and procurement decisions 

10 Dhar et al. (2001)  Quantitative CPG 

• Introducing PL as a strong store brand programme is a key ingredient of effective CM for retailers to 

improve the category performance 

• “Interesting finding given the competitive edge that a successful store brand program naturally adds to 

the more standard buyer-supplier relationship that exists between manufacturers and retailers” 

• Category manager organise promotional activities to support the supplier 
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• Displaying the product by the category manager influences category volume by leading to in-store 

purchase  

11 

Dapiran and 

Hogarth‐Scott 

(2003) 

Qualitative 
Retail 

sector 

• CM is a tool to reinforce power for retailers in supply chains 

• The category manager provides the expert/information power for retailer, and they use this power on the 

supplier who decide not to cooperate 

12 
Desrochers et al. 

(2003) 
Qualitative 

Retail 

sector 

• The category manager can stock each category with the optimal product mix through information that 

indicates customer purchases in the category 

• The role of CC may provide power to supplier which might impede competition 

• Category manager involves in merchandising decisions 

• The opportunistic conduct has a negative effect on perceptions of CC objectivity and on overall category 

performance  

13 
Kaipia and 

Tanskanen (2003) 
Qualitative 

Retail 

sector 

Category manager is improving the presentation of products, pricing strategies and services, and improves the 

collaborative relationship with suppliers through efficient information sharing and a quicker replenishment 

cycle as the supplier has the knowledge, ability and resources to perform these functions 

14 
Arkader and Ferreira 

(2004) 
Qualitative 

Retail 

sector 

• Category manager improves the marketing strategies by implementing new plans that would give the 

retail store an edge over competitors 

• The retailer has become large-scale in nature, because of the rapid changes in the technological 

environment 

• There are limitations of CM from the retailer’s perspective 

• One of CM objective would be increasing profitability and sales based on consumer information and the 

product category 

15 
Dupre and Gruen 

(2004)  

Mixed 

methods 
FMCG 

• CM has a strategic advantage of giving retailers a clear position on their shelves 

• CM objectives are to maintain control over their assortment and set them at a fair price to gain costumers’ 

loyalty 

• CM leads to close collaborations with suppliers, this will decrease stock-outs and costs, which leads to 

improved performance within a category 

• CM holds out the promise of improving performance but rarely – if ever – includes predictions of 

increased margins and increased customer satisfaction 

• CM literature focuses on the retailers’ perspective only  

• CM has been considered as the demand-side strategies of ECR 

16 
Shankar and Bolton 

(2004) 

Descriptive 

study 
CPG 

• Category managers set category prices at the brand level and sometimes at the SKU level 

• CCs support retailers with targeted marketing activities, and build better relationships with them 

• Category advertising has a positive effect on price consistency and price-promotion intensity 

17 
Campo and 

Gijsbrechts (2005) 
Quantitative  

Retail 

sector 

Marketing strategies like price, promotion, assortment, shelf management, and stock-out management are the 

main roles of category managers and they are related to each other 

18 
Corsten and Kumar 

(2005) 
Quantitative 

Retail 

sector 

• Category manager gives the retailer power so they become the main beneficiaries of ECR initiatives, 

particularly those relating to CM  

• CM leads to positive benefits for performance, sales, and development for both parties 

19 Moorthy (2005) 

Comparative 

statistics 

analysis 

Retail 

sector 

• Category manager takes the choices of assortment with respect to quality and look for opportunities to 

favour or protect the PL 

• Promotional activities are one of the marketing activities 

20 
Villas-Boas and 

Zhao (2005) 
Quantitative 

Retail 

sector 

Category manager plays a role in product competitive price, inventory replenishment and makes display and 

feature decisions 

21 
Desrochers and 

Nelson (2006) 
Qualitative 

Retail 

sector 

• Category manager is trying to match the strengths, or decrease the weaknesses, of their products with 

respect to store aisle locations in each category  

• Category manager offering smaller package size to meet needs of a greater variety of customers 

22 
Kahler and 

Lingenfelder (2006) 
Qualitative 

Retail 

sector 
Category manager plays a role in pricing and shelf presentation to increase consumer excitement 
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23 
Lindblom and 

Olkkonen (2006) 
Quantitative  FMCG 

• CM provides tools to meet new challenges, such as when a PL brand competes with a NB in the same 

category  

• CM involves retailers and suppliers collaborating with each other  

24 Aastrup et al. (2007)   Quantitative FMCG 

• Category manager activates in the marketing mix elements include assortment, merchandising, stock-

outs, assortment, shelf space, pricing and promotion 

• CM leads to close collaborations with suppliers through CC arrangements and depends on shifting 

attitudes between the parties  

25 
Cachon and Kök 

(2007) 

Game-

theoretic 

approach  

Retail 

sector 

Decentralised assortment planning, as in CM, where category managers are responsible for their own 

category’s profit, is likely to lead to lower variety, higher prices, and significantly lower profits than optimal 

26 
Gajanan et al. 

(2007) 

Game-

theoretic 

approach  

Retail 

sector 

It is necessary for the category manager to delist some/old products from the shelf strategically while adding 

new products as the product assortment is a key part of CM    

27 Glynn (2007) Quantitative 
Retail 

sector 

• In the CM, the commitment and trust in the retailer-supplier relationships focuses the relational benefits 

of both when they are working together  

• CM responsible to optimise overall category profitability, category performance and category growth 

• Inventory management is the key to CM business success 

• The economic benefits of CM are category specific because of the price sensitivity of brands within each 

category 

28 
Kamakura and Kang 

(2007) 
Quantitative 

Retail 

sector 

Category manager knows that each store covers a distinctive market with different price sensitivity in the 

various brands and categories  

29 Morgan et al. (2007) Qualitative 
Retail 

sector 

Retailer needs to maintain good relationships with suppliers through CM to provide consumers with a varied 

product assortment: “retailers require collaborative relationships with key suppliers to access needed CM 

resources and capabilities, yet fear that entering into such relationships will lead them to become victims of 

opportunism” 

30 Nijs et al. (2007) Quantitative 
Retail 

sector 

• “The category management price driver is associated with higher retailer margin. This finding lends 

support to the promise of increased retailer profitability from the adoption of category-management 

pricing practices” 

• Price influences the store traffic 

31 Oubiña et al. (2007) Quantitative 
Retail 

sector 

• CM leads the suppliers and retailers work together to develop the marketing strategies  

• Category manager influences the suppliers and retailers to work together to develop and emphasise the 

performance of both supplier brands and PL brands 

32 Free (2008) Qualitative 
Retail 

sector 
Each category manager has responsibility for several product categories and is responsible for pricing strategy 

33 
Lindblom and 

Olkkonen (2008) 
Quantitative 

Retail 

sector 

• The CM concept has received considerable attention as a new cooperative managerial practice between 

suppliers and retailers 

• When supplier and retailer collaborate in CM, the CC role emerges in terms of product-related aspects 

(product visibility, product shelf space, product location, product launch, product stock, optimal product 

mix) is clearly perceived to have a positive effect on the category 

34 
Schemm and Legner 

(2008) 
Qualitative 

Retail 

sector 

• Category manager responsible for quicker introduction of new products ‘key advertising strategy’ and 

improves new product introductions and promotions within the category  

• CM strategy influences the suppliers and retailers to work together  

35 
Castaldo et al. 

(2009)  
Qualitative 

Retail 

sector 

• Category manager practice “requires retailer and suppliers to reduce their independency when setting 

operations and shift towards a joint marketing, sales, and procurement effort”. 

• The relationship between retailer and supplier includes negotiation under CM 

36 
González-Benito et 

al. (2009) 
Quantitative 

Retail 

sector 

• Category manager can uncover opportunities for new products and make decisions, use the map 

information to evaluate the competitive positioning of brands and the competitive map to optimise their 
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marketing decisions in each product category and needs the support and cooperation of suppliers to 

develop PL products 

• Category manager estimates the effects of promotional price discount variations offered by different 

competitors 

37 Holweg et al. (2009)  Qualitative 
Retail 

sector 

• The high importance of the existing CM strategy ‘Optimise Assortments’ corresponds to the fact that 

assortment is the core competency of many retailers 

• “CMs optimising the number of stock keeping units (SKUs) in a category based on electronic point-of-

sale (EPOS) data” 

• CM needs cooperation between retailers and suppliers  

38 
Lindblom et al. 

(2009) 
Qualitative   

Retail 

sector 

• “One of the CM parts is the inventory replenishment”  

• “CM has been viewed as the demand-side strategies of ECR” 

• Larger suppliers are more likely to take a significant role in CM  

• CM has yet to deliver on most of its promises  

• CM decisions do not essentially benefit customers but benefit their interests 

• CM is established as a key operational practice in contemporary supply chain channels for FMCG 

39 
Chun and Cadeaux 

(2010) 
Quantitative 

Retail 

sector 

CM optimises inventory management, assortment, supermarket stocking, and the cost of delivery and logistics, 

which is indicative of competitive advantage within the category sales and performance 

40 
El-Amir and Burt 

(2010) 

Ethnographic 

study 

Retail 

sector 

Category manager is responsible for the choice-widening tiers in PL range brands, price tier brands; also 

focuses on customising buying operations and merchandising  

41 
González-Benito et 

al. (2010) 
Quantitative 

Retail 

sector 

• Category managers need information to support their decisions concerning displays and feature 

advertising 

• Category managers need the support and cooperation of their supplier to emphasise potential benefits 

• Category manager plays a role in competitive asymmetries so it can improve profitability 

42 Hall et al. (2010) Quantitative 
Retail 

sector 
CM affects the profitability in the category and develops optimal pricing and ordering decisions over time 

43 
Hyvönen et al. 

(2010) 
Qualitative 

Grocery 

sector 

• Category managers apply the active use of advertising 

• CM role involves the optimisation of promotions 

• Category manager dispatches inventory based on need in each category at the retail stores to avoid out-of-

stocks  

44 
Subramanian et al. 

(2010)  
Quantitative 

Retail 

sector 

• CC plays a role in assortment, category-expanding, pricing, competition through cross-price sensitivity, 

promotions, and shelf space allocation 

• In CM collaboration, suppliers can improve the performance of an entire category through the CC 

• Inventory management is the provision of demand-enhancing CM services 

45 Waller et al. (2010) Quantitative 
Retail 

sector 

• Assortment management is a key strategy for category managers 

• There is a negative impact on supplier profitability when decreasing the shelf space, however, the 

allocation of shelf space practice has a greater impact on market share; which means that the CM role 

affects the profitability positively or negatively 

46 
Cohen and Cotterill 

(2011) 
Quantitative 

Retail 

sector 

• Category managers work with suppliers to determine pricing and keep prices lower for marketing of PL 

brands, to increase the profits  

• Category managers coordinate between retailers and suppliers to share information aiming to make 

decisions together about each category to improve performance  

• PL leads to a competitive edge between retailers and suppliers 

47 Gooner et al. (2011) Qualitative 
Retail 

sector 

• Category manager often gains preferential shelf-facings for the PL brands, large assortments that increase 

its category share 

• Category manager negotiates the feature advertising 

• CM responsible of logistical activities   

• “CM often gains preferential shelf-facings, large assortments, promotional display space, and other 

advantages that increase its category share”  
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• “The retail CM is an effective value-creating and claiming mechanism in which retailer–lead supplier 

CM relationships can be win-win—and that this can be accomplished without sacrificing the retailer’s 

relationships with its other suppliers” 

• CC impact the wholesale prices of both the retailer and supplier 

• There are a few disadvantages of retailer–supplier collaboration through CM practice 

• CM is a ‘broader management philosophy’ that can include supply-oriented activities 

48 
Kurtuluş and Toktay 

(2011) 
Quantitative 

Food 

industry 

• CC has a role in category assortment and pricing and play a role in the competition 

• “he [retailer] should capitalize on this by allocating more shelf space to it. This results in a win–win 

situation for all the parties in the supply chain” regarding the implementation of CM 

49 
Kurtuluş and 

Nakkas (2011) 

Game-

theoretic 

model  

Retail 

sector 

• CC constantly conduct consumer studies that are used in guiding them while introducing new products 

and improving the existing products, and retail pricing  

• CC can collaborate with retailers to increase traffic into the category  

50 
Choudhary and 

Tripathi (2012) 
Quantitative 

Retail 

sector 

• Category manager optimises the merchandising and marketing plan of the category to enhance category 

performance and grow the profits   

• Category managers may make mistakes in forecasting which leads to pile-up inventories, thereby 

increasing the cost 

51 
Hübner and Kuhn 

(2012) 
Quantitative 

Retail 

sector 

• Category manager plays a role in assortment management and inventory replenishment 

• Supplier and retailer compete for shelf space 

52 Beneke et al. (2013) Quantitative 
Retail 

sector 

• CM leads to achieving assortment satisfaction, assortment benefits and minimising assortment costs 

• Category managers apply the active use of advertising 

• CM optimises inventory management and supermarket stocking  

53 
Lorino and Mourey 

(2013) 

Ethnographic 

study 

Retail 

sector 

Category manager plays a role in logistical activities and in assortment (type of packaging), pricing and 

commercial negotiation to cooperate in the merchandising department 

54 
Kurtuluş et al. 

(2014)  
Quantitative 

Retail 

sector 

• Category manager decisions, such as assortment selection and CC, has an impact on the breadth and 

appeal of retail assortment 

• Category managers take decisions to grow the category and develop a marketing strategy  

• CC affect the category performance 

55 
Kurtuluş et al. 

(2014) 
Quantitative 

Retail 

sector 

• Category manager plays a role in making the products more attractive, and adjusting the assortment, 

pricing and promotion to gain the largest investment to increase traffic 

• When CM is performed by the retailer, effort and variety are strategic complements; an increase in 

marketing effort leads to an increase in variety 

• The retailer relies on a supplier for CM by the CC so collaboration between the retailer and the captain 

result in sufficient benefits for both 

56 Han et al. (2014) Quantitative 
Retail 

sector 

• Category manager has category crosses (CRs), which are essential to maintain a consistent strategic and 

tactical plan that provides cohesive market approaches regarding assortment, pricing, market strategies 

and tactics 

• Retailers can gain benefits through CC arrangements, but only when suppliers can access the retailer’s 

information 

• Category pricing strategy should compare with competitors  

• Retailers have adopted a fundamental eight-step process to conduct CM 

• Category manager has a model ‘cross-category’ (CRs) 

• Category manager plays a role in shelf space allocation 

• CM plays an increasingly important role in retail management 

57 Chicksand (2015) Qualitative 
Retail 

sector 

Category manager plays a role in the power dynamics, which affects the supply chain relationships; partnership 

can help increase chain value  
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58 
Chimhundu et al. 

(2015) 
Qualitative CPG 

• “Despite CC input in merchandising decisions, it is the retail chains that have the final say on shelf 

matters” 

• Retailer-supplier integration provides their own-brand products with an advantage to achieve their own 

interests  

• When the retailer and supplier collaborate in CM, the CC role will appear in the product-related domain 

to have a positive effect on the category 

59 
Ellström and Rehme 

(2016) 
Qualitative 

Retail 

sector 

Category manager is responsible for four distinct activities, one of which is assortment management: decisions 

on what categories to carry, and what products and variants to sell within a category; pricing, marketing, 

including promotional activities, advertising, shelf management strategies and merchandising; inventory 

management activities by the category manager: decisions about logistics activities, such as stock-

replenishment tactics and order frequency 

60 
Hamister and 

Fortsch (2016) 
Quantitative 

Retail 

sector 
“Local retailers may benefit from leveraging suppliers through tighter relationships encompassed within CM”  

61 Hong et al. (2016) 
Econometric 

Model 

Retail 

sector 

• Assortment management provides a variety of products and wide product selection in groceries and this 

increases consumer excitement which could affect the retailer’s overall performance positively or 

negatively    

• Category manager is responsible for the performance of each assigned category based on decisions 

relating to pricing, promotions and shelf management  

62 
Tsafarakis et al. 

(2016) 
Quantitative 

Retail 

sector 

•  “PLs are considered as a powerful competitive tool, especially in periods of economic downturn, as they 

allow retailers to improve their service offering and store image, obtain greater margins and profits.” 

• If the category managers face a problem in the advertising scheduling, they need DEA and to keep an eye 

on the sales and authorises timely adjustments of merchandising and other marketing-mix elements 

through implementation of algorithms to big scanner data 

• Differential evolution algorithms can support category manager in managing the optimal level of 

inventory and product variety 

63 Alan et al. (2017) Quantitative 
Retail 

sector 

• CC improves the merchandising, pricing and assortment, which are all significant for both brands 

• CC improves category sales and category performance, and improves PL performance 

• PL benefits for both partners 

64 
Musalem et al. 

(2018) 
Statistical  

Retail 

sector 

The role or function assignment to each category is one of the most important steps in any CM process and is 

related to assortment, price, promotion policies, display and the design of the store layout 

65 
Romat and Biliavska 

(2018) 
Quantitative 

Retail 

sector 

• Category managers are improving assortment management techniques, pricing, principles of 

merchandising and organising and supervising promotional activities, optimise the costs of delivery and 

logistics, increasing the interest of partners in cooperation with the retailer and supplier through the 

integration, to maximise satisfaction in efficient cooperation 

• CM roles are to optimise product performance  

• The creative and innovative abilities of category managers, their awareness of the need to implement 

improvements, only create a favourable basis for change  

66 Nakkas et al. (2020)  

Game-

theoretic 

model  

Retail 

sector 

• Suppliers can bring a unique CM perspective as a CC  

• CC affects the category performance 
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Appendix 5.1 

Invitation Letter: Organisations                                                   REC Ref No: E454 
  

 

 

Study Title:  Understanding the Influence of Category Management on the Retailer–Supplier 

Collaborative Relationship within Private-Label Food New Product Development Projects: An 

exploratory study in the Saudi retailing sector 
  

Dear XXX,  

 My name is Khulud Alyafie. I am a PhD student at the University of Portsmouth and am 

currently conducting research about the influence of category managers on food suppliers and 

retailers within the development of private-label new food products in the retail sector. The aim of 

the research is to explore the nature of collaboration between category managers, food suppliers 

and retailers in private-label food new product development (NPD). The research will also examine 

the role of category managers and food suppliers in stimulating innovation within the food sector. 

 

 My research takes the form of a case study. This will involve conducting semi-structured 

interviews with people such as category managers, brand managers, food suppliers, production 

managers, and innovation managers who have worked together on food NPD projects at this 

organisation. The interview process will involve discussion of a range of topics covering my 

research subject. In addition, if possible, I would like to observe in relevant meetings over a period 

of one week and collect published documents such as any policies the organisation has on category 

managers and food suppliers. During this research process, any information collected from you and 

your organisation will be held securely. All data used in my study will be anonymised, including 

organisation name, participant names, job titles, products, and brands, and only anonymised data 

will be used in any report. At the end of the study, an anonymised report of the data collected can 

be provided for your benefit, at your request. 

 

 I attach a copy of an information sheet which explains in detail the purpose of this study 

and why your organisation's participation is important. Please contact me via email or telephone if 

you are interested in taking part in this research. Taking part in this research is voluntary, so even 

after granting consent participants can withdraw from the study until the start of formal data 

analysis which will be on 1st October 2017. Please feel free to contact me if you have any further 

questions. 
 

Kind regards, 

Khulud Alyafie  
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Appendix 5.2      

                                

Participant’s Information Sheet: Organisations   REC Ref No: E454  

Study Title:  Understanding the Influence of Category Management on the Retailer–Supplier 

Collaborative Relationship within Private-Label Food New Product Development Projects: 

An exploratory study in the Saudi retailing sector 

Dear Potential Participant,  

I would like to invite your organisation to participate in a research study I am conducting as 

part of my PhD study. Please allow me to explain a little about my research by providing as 

much information to answer any questions you may have. If you have any further questions 

please feel free to contact myself or my supervisor via the information provided above.  

1. What is the purpose of the research? 

This research explores the influence of category managers (CMs) on food suppliers and 

retailers within the development of own brand new food products in the retail sector. The 

research will examine the role of CMs and food suppliers in stimulating innovation within 

the food sector. The aims of this research are: (1) to explore the nature of collaboration 

between category managers, food suppliers and retailers in own brand food new product 

development (NPD), (2) to examine the role of category managers and food suppliers in NPD 

within the food industry and (3) to identify the innovation development through analysis of 

own brand food fast-moving consumer goods (FMCG). 

2. Why has my organisation been invited to take part? 

To achieve the research aims of this study and find answers to my research questions, I am 

interested in working with your company, as it has been identified as an established leading 

(retail chain or food supplier) within the food retailing sector.  

3. Does my organisation have to take part? 

Taking part in this research is entirely voluntary.  

4.  What will happen in our organisation and to our staff if we take part? 
If you agree to your organisation's participation I will ask you to sign a consent form, however, 

you can withdraw your organisation from the research until the start of formal data analysis 

(1st October 2017), even after the consent form has been signed. Once you have signed the 
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consent form this will guarantee that any data collected from your organisation will be kept 

confidential and that anonymity will be maintained throughout. I will provide you with a copy 

of the information sheet which explains in detail the purpose of this study and why your 

organisation's participation is important. Participants from your organisation will be asked to 

take part an interviews regarding their personal experiences in the food retailing sector. Each 

interview is expected to last for about one hour.  

 If you have any relevant documents such as retailing reports which would give 

additional information on my topics, I would appreciate copies of these and guarantee that 

these will be handled with rigorous confidentiality. Finally, I would ask to attend, if possible, 

any relevant meetings as an observer over a period of one week, in order to observe how 

category managers and food suppliers are working within own brand food NPD process. You 

can request a final report which will be anonymised. There will be no references to names, 

job titles or the organisations name and any brands or products. 

5. Expenses and payments 

There is no payment for participation.  

6. What will the company and staff have to do? 

After you have signed the consent form for your organisation to take part, I will contact you 

to arrange a suitable time to visit and make interview arrangements, furthermore I am flexible 

about rescheduling visit times. The interview time will be arranged to suit the organisation 

and individual participants’ schedules at the workplace for their convenience. The interview 

will be face to face and will not last for more than one hour. Furthermore, I would welcome 

your suggestions of other potential participants or organisations who you think may be willing 

to participate and be able to help me in my research. Moreover, if you have any relevant 

documents such as retailing reports which would give additional information on my topics, I 

would appreciate copies of these and guarantee that these will be handled with rigorous 

confidentiality. Finally, if possible, I would ask to join any relevant meetings as an observer 

over a period of one week, in order to observe how category managers and food suppliers 

are working within own brand food NPD process.  

7. What are the possible disadvantages and risks of taking part? 

There is no risk to your organisation or individuals in it by participating in this research. Also, 

there will be no sensitive issues discussed during the interviews. All information will be used 

for academic purposes only and will be anonymised and kept confidential. In relation to 
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commercial sensitivity, it would not be appropriate to make the data collected available for 

open access, but anonymised data will be stored on the university data repository at the end 

of the research study. 

8. What are the possible benefits of taking part? 

The possible benefits of this research that it seeks to develop strategies for retailers and 

suppliers in creating own brand products, especially in the food industry to achieve customer 

satisfaction. These strategies may improve category managers’ tactics in the retailing sector. 

The research will also contribute to further academic research which can develop models to 

support and improve food retailer processes in Saudi Arabia. Moreover, the research findings 

can help retailers in GCC (Gulf Cooperation Council) as they have similar food retailing sectors 

to Saudi. 

9. Will our participation be kept confidential? 

Yes, your organization and participants will be anonymized through the assignment of specific 

codes instead of names to enhance confidentiality. These codes will be used to identify 

consent forms, transcripts etc. The information sheet with the codes will be stored in separate 

files on the university computer system and password protected to enhance security. These 

codes will be used in transcription and references to individuals or company names. If the 

respective organisation has requested a copy of the final report, it will be available fully 

anonymised, using only codes in place of names and job titles. Moreover, verbatim quotes 

will only be used if there is no risk to the participant’s anonymity. Then, all original data 

(recorded interviews and paper notes) will be securely disposed of after completion of my 

thesis or any academic articles. 

10. What will happen if my organisation or any individual does not want to carry on with 

this study?  

If you wish to withdraw at any point prior to the start of formal data analysis (1st October 

2017), it will be accepted without further explanation from you. All information regarding 

your organisation will be deleted immediately from the study, whether the individual still 

wishes to continue participating or not. If I have started the data analysis, it will not be 

possible for you to withdraw your data from the study.  

11. What if there is a problem?  
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If you have any concerns or questions or complaints you should contact the researcher or the 

supervisor (their contact details are on page 1) who will do their best to answer any questions 

for you.  

If we are unable to help you to resolve your concern or complaint, you can contact Dr Judy 

Rich, the Faculty Research Degree Coordinator (02392 844048 / judy.rich@port.ac.uk). 

12. What will happen to the results of the research study?  

The results of this research will be used in the researcher's PhD thesis, and also may be 

included in academic conference presentations and published academic papers. Any data 

used in these publications will be anonymised as mentioned earlier. 

13. Who is organising and funding the study? 

This research is funded by the Government of Saudi Arabia. 

14. Who has reviewed this study? 

This research has been reviewed by Research Ethics Committee at University of Portsmouth 

and given a favourable opinion by the Committee. 

15. Further information and contact details 

If you would like to know the further details of research in the University, please follow the 

following link to the University of Portsmouth research website: 

 http://www.port.ac.uk/research/  

If you would like details on the research carried out in the Portsmouth Business School, please 

follow the following link to the Portsmouth Business School research website;  

http://www.port.ac.uk/departments/faculties/portsmouthbusinessschool/research/ 

If you would like further information about this project, please contact the researcher:  

Khulud Alyafie, Tel:  07426957308   Email: Khulud.Alyafie1@myport.ac.uk 
 

Thank you for taking the time to read this document. Hopefully it has answered all of your 

questions, but if not please contact me.  If you decide to participate in this research you will 

be given a copy of this information sheet to keep and you will be asked to sign a consent form. 

  

http://www.port.ac.uk/research/
http://www.port.ac.uk/departments/faculties/portsmouthbusinessschool/research/
mailto:Khulud.Alyafie1@myport.ac.uk
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Appendix 5.3                                       

Consent Form for: Organisations      REC Ref No: E454 
Company Code: ………………… 
 

Research Student: Khulud Alyafie,       
Portsmouth Business School Postgraduate Centre,     
University of Portsmouth,  
Portland Building, Portland Street,  
Portsmouth, PO1 3AH. 
Tel: 07426957308           
Email:  Khulud.Alyafie1@myport.ac.uk 
   

Study Title:  Understanding the Influence of Category Management on the Retailer–Supplier 

Collaborative Relationship within Private-Label Food New Product Development Projects: An 

exploratory study in the Saudi retailing sector 

Name of Researcher: Khulud Alyafie,                              Please initial box 

 

I confirm that I have read and understood the information sheet dated X/X /2017 for the above study.  I have had the 

opportunity to consider the information, ask questions and have these answered satisfactorily. 

 

I understand my participation is voluntary and that I am free to withdraw company consent at any time without giving any 

reason, up to the point where the data is being formally analysed beginning 1st October 2017. 

 

I agree to the information collected during the study can be shared with authorised people for academic purposes. 

 

I agree to the data I contribute being stored securely, until all academic publications (PhD thesis, journal articles, book 

chapters and conference presentations) have been completed. 

 

I confirm that I have the authority to give consent for the company to participate in this research. 

 

I agree to the following types of data being collected by the researcher: copies of documents (e.g., NPD briefs, etc); 

interviews with relevant company personnel. 

 

I agree to observation data being recorded in field notes.  The record will be transcribed and analysed for the purposes of 

the research only. 

 

I agree to the company …………………………………….………………... (insert name) taking part in the above study. 

 

Name of Participant: .................................................................................................. 

Signature: .......................................... Date: ........................................................ 

Name of person taking consent: ..................................................................................   

Signature: .......................................... Date: ......................................................... 

(When completed, one copy to be retained by participant; 1 copy for researcher’s file) 

First supervisor: Dr Nicholas Ford,  
Portsmouth Business School,  
University of Portsmouth,  
Richmond Building, Portland Street,  
Portsmouth, PO1 3DE. 
Tel: 02392 844141  
Email:  nicholas.ford@port.ac.uk 
 

 

mailto:Khulud.Alyafie1@myport.ac.uk
mailto:nicholas.ford@port.ac.uk
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Appendix 5.4                                       

Invitation Letter: Individual Participants   REC Ref No: E454 

 

Study Title:  Understanding the Influence of Category Management on the Retailer–Supplier 

Collaborative Relationship within Private-Label Food New Product Development Projects: 

An exploratory study in the Saudi retailing sector 

Dear XXX,  

 My name is Khulud Alyafie. I am a PhD student at the University of Portsmouth and 

am currently conducting research about the influence of category managers on food suppliers 

and retailers within the development of own brand new food products in the retail sector. 

The aim of the research is to explore the nature of collaboration between category managers, 

food suppliers and retailers in own brand food new product development (NPD). The research 

will also examine the role of category managers and food suppliers in stimulating innovation 

within the food sector. 

 

 My research involves conducting semi-structured interviews which will cover a series 

of questions regarding food retailing and food suppliers within own brand food NPD 

projects. Each interview is expected to take about1 hour. In addition, if possible, I would like 

to observe in relevant meetings over a period of one week. Any information collected 

during this research will be held securely. All data used in my study will be anonymised, 

including organisation names, participant names, job titles, products, and brands, and only 

anonymised data will be used in any report. At the end of the study, an anonymised report 

of the data collected can be provided for your benefit, at your request. 
 

 I attach a copy of an information sheet which explains in detail the purpose of this 

study and why your participation is important. Please contact me via email or telephone if 

you are interested in taking part in this research. Taking part in the research is voluntary, so 

even after granting consent, you can withdraw from the study at any point until 1st October 

2017 when I will begin formal data analysis. Please feel free to contact me if you have any 

further questions. 

 

Kind regards.  

Khulud Alyafie  
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Appendix 5.5 

                                       

Participant’s Information Sheet: Individuals Participants                REC Ref No: E454 
 

 

Study Title:  Understanding the Influence of Category Management on the Retailer–Supplier 

Collaborative Relationship within Private-Label Food New Product Development Projects: 

An exploratory study in the Saudi retailing sector 

Dear Potential Participant,  

I would like to invite you to participate in a research study I am conducting as part of my PhD 

study. Please allow me to explain a little about my research by providing as much information 

to answer any questions you may have. If you have any further questions please feel free to 

contact myself or my supervisor via the information provided above.  

1. What is the purpose of the research? 

This research explores the influence of category managers (CMs) on food suppliers and 

retailers within the development of own brand new food products in the retail sector. The 

research will examine the role of CMs and food suppliers in stimulating innovation within 

the food sector. The aims of this research are: (1) to explore the nature of collaboration 

between category managers, food suppliers and retailers in own brand food new product 

development (NPD), (2) to examine the role of category managers and food suppliers in NPD 

within the food industry and (3) to identify the innovation development through analysis of 

own brand food fast-moving consumer goods (FMCG). 

2. Why have I been invited? 

You have been identified as a potential expert participant due to your experience in the 

retailing sector. 

3. Do I have to take part? 

Taking part in this research is entirely voluntary.   

Research Student: Khulud Alyafie,  
Portsmouth Business School Postgraduate Centre,  
University of Portsmouth,  
Portland Building, Portland Street,  
Portsmouth, PO1 3AH. 
Tel: 07426957308           
Email:  Khulud.Alyafie1@myport.ac.uk 
 

 
 
 

First supervisor: Dr Nicholas Ford,  
Portsmouth Business School,  
University of Portsmouth,  
Richmond Building, Portland Street,  
Portsmouth, PO1 3DE. 
Tel: 02392 844141  
Email:  nicholas.ford@port.ac.uk 

 

mailto:Khulud.Alyafie1@myport.ac.uk
mailto:nicholas.ford@port.ac.uk
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4. What will happen if I take part? 

You will be asked to participate in an interview regarding your personal experiences with food 

retailing sector. The interview will last for approximately one hour. If you agree to participate 

I will ask you to sign a consent form. You can withdraw at any time from the research until 

the start of formal data analysis (1st October 2017), even after the consent form has been 

signed. Once you have signed the consent form this will guarantee that your data will be kept 

confidential and your anonymity will be maintained throughout. If you have any relevant 

documents such as retailing reports which would give additional information on my topics, I 

would appreciate copies of these and guarantee that these will be handled with rigorous 

confidentiality. Finally, I would ask to attend, if possible, any relevant meetings as an observer 

over a period of one week, in order to observe how category managers and food suppliers 

are working within own brand food NPD process. You can request a final report which will be 

anonymised. There will be no references to names, job titles or the organisations name and 

any brands or products. 

5. Expenses and payments 

There is no payment for participation.  

6. Is there anything else I will have to do? 

After you have signed the consent form, I will contact you to arrange a suitable time to visit 

you to conduct the interview, however I am flexible about rescheduling visit times. For your 

convenience, the interview time will be arranged to fit in with your schedule at your 

workplace. You will be asked to agree to allow me to record the interview if possible. The 

interview will be face to face and will not last for more than one hour. Furthermore, I would 

welcome your suggestions of other potential participants or organisations who you think may 

be willing to participate and be able to help me in my research. Moreover, if you have any 

relevant documents such as retailing reports which would give additional information on my 

topics, I would appreciate copies of these and guarantee that these will be handled with 

rigorous confidentiality.  

7. What data will be collected and/or measurements taken?  

I will conduct a semi-structured interview with you. A list of questions will be asked related 

to this study. If you agree, the interviews will be recorded by digital recorder, in order to assist 

with accurate recording, transcription and data analysis. All data collected will the saved on a 

personal computer protected with a password in a secured place, any paper documents will 
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be kept in a locked filing cabinet and once stored on the computer all recorded interviews will 

be deleted from the digital recorder to ensure confidentiality. Any questions you may have 

during the interview about the research will be explained. All information collected will be 

kept anonymous and consideration will be given to confidentiality of the received 

information. 

8. What are the possible disadvantages and risks of taking part? 

There are no risks to participating in this research for you as a participant. Also, there will be 

no sensitive issues raised during the interview. All information will be used for academic 

purposes only and will be anonymised and kept confidential. In relation to commercial 

sensitivity, it would not be appropriate to make the data collected available for open access, 

but anonymised data will be stored on the university data repository at the end of the 

research study. 

9. What are the possible benefits of taking part? 

The possible benefits of this research are that it seeks to develop strategies for retailers and 

suppliers in creating own brand products, especially in the food industry to achieve customer 

satisfaction. These strategies may improve category managers’ tactics in the retailing sector. 

The research will also contribute to further academic research which can develop models to 

support and improve food retailer processes in Saudi Arabia. Moreover, the research findings 

can help retailers in GCC (Gulf Cooperation Council) as they have similar food retailing sectors 

to Saudi. 

10. Will my participation be kept confidential? 

Yes, organisations and participants will be anonymized through the assignment of specific 

codes instead of names to enhance confidentiality. These codes will be used to identify 

consent forms, transcripts etc. The information sheet with the codes will be stored in separate 

files on the university computer system and password protected to enhance security. These 

codes will be used in transcription and references to individuals or company names. If the 

respective organisation has requested a copy of the final report, it will be available fully 

anonymised, using only codes in place of names and job titles. Moreover, verbatim quotes 

will only be used if there is no risk to the participant’s anonymity. Then, all original data 

(recorded interviews and paper notes) will be securely disposed of after completion of my 

thesis or any academic articles. 

11. What will happen if I do not want to carry on with this study?  
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If you wish to withdraw at any point prior to the start of formal data analysis (1st October 

2017), your withdrawal will be accepted without requiring explanation. All information 

regarding you will be deleted immediately from the study. If I have started the data analysis, 

it will not be possible for you to withdraw your data from the study. If your organisation 

wants to withdraw from the study before 1st October 2017, all data from all individual 

participants of that organisation would also have to be withdrawn, whether or not you 

personally still wish to continue participating. 

12. What if there is a problem?  

If you have any concerns or questions or complaints you should contact the researcher or the 

supervisor (their contact details are on page 1) who will do their best to answer any questions 

for you.  

If we are unable to help you to resolve your concerns or complaints, you can contact Dr Judy 

Rich, the Faculty Research Degree Coordinator (02392 844048 / judy.rich@port.ac.uk). 

13. What will happen to the results of the research study?  

The results of this research will be used in the researcher's PhD thesis, and may also be 

included in academic conference presentations and published academic papers. Any data 

used in these publications will be anonymised. 

14. Who is organising and funding the study? 

This research is funded by the Government of Saudi Arabia. 

15. Who has reviewed this study? 

This research has been reviewed by the Research Ethics Committee at University of 

Portsmouth and given a favourable opinion by the Committee. 

16. Further information and contact details 

If you would like to know further details of research in the University, please follow the 

following link to the University of Portsmouth research website: 

 http://www.port.ac.uk/research/  

If you would like details on the research carried out in the Portsmouth Business School, please 

follow the following link to the Portsmouth Business School research website;  

http://www.port.ac.uk/departments/faculties/portsmouthbusinessschool/research/ 

If you would like further information about this project, please contact the researcher;  

Khulud Alyafie, Tel:  07426957308   Email: Khulud.Alyafie1@myport.ac.uk 

 

http://www.port.ac.uk/research/
http://www.port.ac.uk/departments/faculties/portsmouthbusinessschool/research/
mailto:Khulud.Alyafie1@myport.ac.uk
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Thank you for taking the time to read this document. Hopefully it has answered all of your 

questions, but if it has not please contact me.  If you decide to participate in this research you 

will be given a copy of this information sheet to keep and you will be asked to sign a consent 

form.   
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Appendix 5.6 

 

Consent Form for:  Individuals Participants   REC Ref No: E454 
Participant Code: ………………… 
 
 
Research Student: Khulud Alyafie,       
Portsmouth Business School Postgraduate Centre,     
University of Portsmouth,  
Portland Building, Portland Street,  
Portsmouth, PO1 3AH. 
Tel: 07426957308           
Email:  Khulud.Alyafie1@myport.ac.uk 
 

   

Study Title:  Understanding the Influence of Category Management on the Retailer–Supplier 

Collaborative Relationship within Private-Label Food New Product Development Projects: 

An exploratory study in the Saudi retailing sector 

 

Name of Researcher: Khulud Alyafie,                              Please initial box 

 

I confirm that I have read and understood the information sheet dated X/X /2017 for the above study.  I have had 

the opportunity to consider the information, ask questions and have these answered satisfactorily.  

  

   

I understand my participation is voluntary and that I am free to withdraw at any time without giving any reason, up 

to the point where the data is being formally analysed beginning 1st October 2017.  

  

   

I agree to my interview being audio recorded, and to being quoted anonymously, using my original words, in reports 

of the research. 

  

   

I agree that the information collected during the study can be shared with authorised people for academic 

purposes. 

  

   

I agree to the data I contribute being stored securely, until all academic publications (PhD thesis, journal articles, 

book chapters and conference presentations) have been completed.   

  

   

I agree to take part in the above study   

Name of Participant: .................................................................................................. 

Signature: .......................................... Date: ........................................................ 

Name of person taking consent: ..................................................................................   

Signature: .......................................... Date: ......................................................... 

(When completed, one copy to be retained by participant; 1 copy for researcher’s file)                                  

First supervisor: Dr Nicholas Ford,  
Portsmouth Business School,  
University of Portsmouth,  
Richmond Building, Portland Street,  
Portsmouth, PO1 3DE. 
Tel: 02392 844141  
Email:  nicholas.ford@port.ac.uk 

 

mailto:Khulud.Alyafie1@myport.ac.uk
mailto:nicholas.ford@port.ac.uk
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Appendix 5.7 

 
12 July 2017 
 
Khulud Alyafie 
PhD Student, SEI 
Portsmouth Business School 
 
Dear Khulud 
 

Study Title: Understanding the Influence of Category Management on 
the Retailer–Supplier Collaborative Relationship within 
Private-Label Food New Product Development Projects: An 
exploratory study in the Saudi retailing sector 

Ethics Committee 
reference: 

E454 

 
Thank you for submitting your documents for ethical review.  The Ethics Committee 
was content to grant a favourable ethical opinion of the above research on the basis 
described in the application form, protocol and supporting documentation, revised in 
the light of any conditions set, subject to the general conditions set out in the 
attached document, and with the following stipulation: 
The favourable opinion of the EC does not grant permission or approval to undertake 
the research.  Management permission or approval must be obtained from any host 
organisation, including University of Portsmouth, prior to the start of the study.   
 
 
Summary of any ethical considerations: 
- 
 
Documents reviewed 
The documents reviewed by Peter Scott [LCM] + PBS Ethics Committee 
  

Document    Version    Date    

Ethics application form V1 11May 17 

Interview questions V1 11 May 17 

Invitation letter – Independent participants/organisations V1 11 May 17 

Participant Information Sheet – Independent participants/ organisations V1 11 May 17 

Consent forms V1 11 May 17 

Ethics application form V2 13 June 17 

Interview questions V2 13 June 17 

Invitation letter – Independent participants/organisations V2 13 June 17 

Participant Information Sheet – Independent participants/ organisations V2 13 June 17 

Consent forms V2 13 June 17 

Ethics application form V3 09 July 17 

Participant Information Sheet – Independent participants/ organisations V3 09 July 17 
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Statement of compliance  
The Committee is constituted in accordance with the Governance Arrangements set 
out by the University of Portsmouth. 
 
After ethical review 
 
Reporting and other requirements 
The attached document acts as a reminder that research should be conducted with 
integrity and gives detailed guidance on reporting requirements for studies with a 
favourable opinion, including: 

• Notifying substantial amendments 

• Notification of serious breaches of the protocol 

• Progress reports 

• Notifying the end of the study 

 
Feedback 
 
You are invited to give your view of the service that you have received from the 
Faculty Ethics Committee.  If you wish to make your views known please contact the 
administrator, Christopher Martin. 
 
 
    

Please quote this number on all correspondence:    E454 

 
Yours sincerely and wishing you every success in your research 
 

 
Chair  
Email:  
 
Enclosures: 

 
“After ethical review – guidance for researchers” 
 
 

Copy to:    
Dr Nicholas Ford 
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