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Overarching Dimension 1: Emphasis of development process and activities 

1. Focus of activities in the NPD process 

a. Extent to which 
developed/considered 
together/holistically 

“[packaging] Falls in new product 
development, [it] doesn’t really get 
considered as a central opportunity or 
task…” [P9].  
 
Within one retailer it was “generally 
considered ad-hoc” [R4]. 

 “Problems with communications are 
the biggest issue, therefore there is a 
need to know & define all the 
stakeholders to ensure 
communications…[but with regards to 
packaging there was].. bad planning” 
[P12] 

 [in the case of retailers this theme was 
clearly linked to their additional 
barriers] 

“Techniques can be applied to 
packaging, few firms do…packaging 
doesn’t get the same attention [as the 
core product]” [C16]. 
 
“the firms just want to find someone 
who can provide them with a quick and 
easy solution” [C21]   
 
 

“…given little consideration” [I26]. 
 
Packaging was considered when the product 
was “already developed”[M28], meaning it 
was not possible to explore ideal product-
packaging combinations. 

Packaging was considered when the product 
was already largely developed, which meant 
that “sometimes the product should be 
redesigned, for example there might be a bit 
sticking out that adds to the costs [of 
packaging], but although this often can be 
done they [FMCG manufacturers] don’t think 
about it as they only think about packaging at 
the end [of NPD]”, therefore design changes 
to the product were ruled out, due to the 
degree to which the product had been 
developed [I24]. 
 

b. Stage of consideration in 
process 

“traditionally [within FMCG firms] 
the focus is on the product, therefore 
the packaging is considered late” 
[P10] 
 
“[packaging is only] Considered once 

“having decided on the product, 
clients approach us with a brief [for 
the packaging]” [C20] 

 

“Packaging is often considered just before 
production” [M31].  

“[FMCG firms] are unaware of the 
importance [of packaging], and therefore 
don’t sufficiently focus on it” [I23]. 
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the product is specified” [R6] 

One own brand supplier described how 
“we get specifications for the product 
[from the retailer], and then look at 
the packaging for it” [P8] 

“…come up with the product, then we 
consider the packaging”[P11] 

 

c. Lack of internal process for 
packaging development 

Retailer “we have no specific 
packaging development process” [R1]. 

One packaging managers experience 
of working within FMCG firms had 
led him to find that there was often 
“bad planning [with regards to 
packaging]… for example the 
marketing team may specify three 
months for bottling plans, but nine 
months is the minimum required for 
due diligence”, as there was no 
structure and the team didn’t have the 
knowledge to understand this [P12]  

In a own brand food manufacturer “we 
buy packaging off the shelf”, by 
“looking through the brochures of 
packaging manufacturers”, thus there 
was little interest in actively 
developing or pursuing new types of 
packaging [P8] 

 In terms of packaging one interviewee 
suggested that FMCG firms “…processes are 
not sophisticated” indeed based on the 
organisations research and experience the 
process was “virtually none”, which meant 
that “very few companies have a meaningful 
funnel…”  [I24]  

“working together is what’s required”, as 
each member of the team is “good at different 
things”, otherwise “the process is costly and 
ineffective”, therefore there was a need for 
“cross functional design and development”, 
but too often this did not occur which meant 
firms “invest in the wrong packaging or don’t 
sort out packaging related issues early on in 
the new product development process” [I23] 
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2. Barriers to technological change 

d. Role of sunk equipment 
costs & production staff 

One interviewee described how the 
packaging for the product the company 
produced was “just a paper bag”, thus 
“we just focus on getting the 
cheapest” [P7] 

“The further we drive down costs for 
our packaging, the more we are 
constrained to our current format as 
the effect on our margin would be 
significant….” [P12] 

 “Innovations have to be pushed on to both the 
retailers and manufacturers, as the 
manufacturer will be happy with what they 
have got and want to keep costs low” [M27] 
“… sometime the only way a new 
development will be adopted by a supplier is 
if the retailer insists they will shift their 
contract if the packaging is not adopted”. 

One supplier described how in order to stand 
any chance of getting a new technology 
adopted they had to “develop a new product, 
but [the focus had to be on]… keeping costs 
low” [M37]  

One manufacturer highlighted the impact of 
this due to the high level of R&D time spent 
on “minimising changes to the production 
line associated with new technologies” 
[M27], for a technology to stand any chance 
of being adopted. 

e. Resulting focus on 
incremental change 
 

One interviewee described how the 
packaging for the product the company 
produced was just a paper bag, thus 
“marketing handles the label” and 
“…we just focus on getting the 

“[change] is focused on small 
incremental improvements, typically to 
reduce costs” [C15]  
 
 

One interviewee described the difficulties in 
own brand innovation, “Innovations have to 
be pushed on to both the retailers and 
manufacturers, as the manufacturer will be 
happy with what they have got and want to 
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cheapest” [P7] 

“it’s mostly about using an adopted 
format of packaging…. and applying 
that to a new product, the packaging 
doesn’t change much”. Thus in the 
case of new products the aim was to 
“utilise existing packs” with simple re-
labelling where necessary [P9] 

keep costs low” [M27] “… sometime the only 
way a new development will be adopted by a 
supplier is if the retailer insists they will shift 
their contract if the packaging is not 
adopted”. 

One supplier described how in order to stand 
any chance of getting a new technology 
adopted they had to “develop a new product, 
but [the focus had to be on]… keeping costs 
low” [M37]  

f. Influence of retailer “even recently in a development 
project, we were considering a change 
that might not go down well with the 
retailer,…. this was a topic of great 
debate” [P12] 

“any change that could impact on 
merchandising is considered to carry 
more risk, … we’re always concerned 
of upsetting them” [P7] 

“it’s often easier to maintain the status 
quo…. Any change that could affect 
display requires greater 
consideration” [P10] 

“…we’re often asked to take into 
account the impact of any changes on 
the display of the product,… many 
brands are concerned about how 
retailers will receive any change” 
[C18] 

“everyone’s scared of upsetting the retailer” 
[M33] 

g. Role & influence of own-
brand suppliers/NPD 

“the [retailers] focus is on the 
product, . . . [with a] technical 
manager creating a development brief, 
and the supplier comes back with a 
product and standard packaging. The 

 In the case of own brand products, that were 
produced by outsourced manufacturers, 
“innovations have to be pushed on to both the 
retailers and manufacturers, as the 
manufacturer will be happy with what they 
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process works by suppliers and 
commercial teams buying and 
developing products and packaging 
[together], [whilst] a separate team 
handles the design and artwork” [R1]. 

Choice of actual packaging for the 
product was largely down to the 
supplier as retailers “…are one step 
away as we buy the product from 
someone else, we are traditionally 
interested in the label…. And have 
little influence on the packaging itself.. 
[which was] handled by the suppliers 
of the [core] product” [R1]. 

It was pointed out that “…some of our 
suppliers are a larger organisation 
than we are…” therefore this meant 
that it was difficult for them to put 
pressure on the supplier to change the 
packaging due to their relative lack of 
“power” over a larger organisation 
[R2]. 

have got and want to keep costs low… 
sometime the only way a new development 
will be adopted by a supplier is if the retailer 
insists they will shift their contract if the 
packaging is not adopted” [M27]. 

“…many barriers exist….supermarkets [own 
brand] are hard to get into and difficult to get 
to change [their packaging]” [M28]. 

“..supermarkets are the most difficult to work 
with… they are cost and logistic focused”, 
and therefore had “..little interest in 
packaging or innovation… and typically just 
use standard packs on their products” [M34] 

II. Management of packaging within the team & role of decision-makers 

3. Skewed and limited focus 

h. Key members focus on 
core product 
 

“…traditionally the focus has been on 
the product [in retailers]” [R1] 

“…traditionally for most firms the 

“packaging innovation is not a 
priority,…. its always somebody else’s 
problem” [C15] 
 

“What they care about is the product itself in 
the bottle…. No one is interested in changing 
the bottle” [C15] 
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focus has been on the product…” 
[P10] 
 
One interviewee described how “we 
are experts in xxxx refining, that is our 
strength…” the packaging for the 
product the company produced was 
“just a paper bag”, thus “we just 
focus on getting the cheapest” [P7] 

 

i. Operational not strategic  “design specs are based on the 
preferences of marketing managers”. 
Which was considered to be “not a 
real basis for these” [P10]. 

 

One interviewee described how firms 
that outsourced development to design 
firms leads to the “lack of an internal 
network means don’t look at 
immediate needs, and… can look at the 
long term”, hence he described that 
outsourcing packaging it could become 
less “strategic” [P10]. 

[in the case of projects with agencies 
involved the focus was typically on 
design, as described in the section 
below]  
 
 

Packaging was “not strategic in most cases” 
and both “considered quite late on and given 
little consideration” [I26]. 

 “Innovations have to be pushed on to both 
the retailers and manufacturers, as the 
manufacturer will be happy with what they 
have got and want to keep costs low” [M27] 
“… sometime the only way a new 
development will be adopted by a supplier is 
if the retailer insists they will shift their 
contract if the packaging is not adopted”. 

One supplier described how in order to stand 
any chance of getting a new technology 
adopted they had to “develop a new product, 
but [the focus had to be on]… keeping costs 
low” [M37]  

An example was highlighted within one large 
category leading product manufacturer where 
despite having a strategically orientated head 
of packaging this “head of packaging spends 



 454 

2/3 of his time looking at why labels have 
fallen off… [this meant that] no one is looking 
into the future”, in many firms [I26]. 

j. Role of Marketing staff: A 
marketing communications 
focus 
 

Within a top four retailer, it was 
described how the firm “develop 
specifications for the packaging”, but 
their ”…focus is on the label, not so 
much the packaging”. [R6]. 

Marketing needs “...something to put 
our message on, . . [therefore]... the 
main focus is in terms of putting a 
promotional message on to the 
packaging” [R4]. 

“packaging design specs are based on 
the preferences of marketing 
managers”. Which was considered to 
be “not a real basis for these” [P10]. 

“Packaging is considered as a 
marketing communications tool”, the 
focus is on “carrying copy” [M32] 

 “…the focus is on the brand” [M35] 

“within many big brands the most attention is 
given to the label” [M28] 

k. Role of Design staff: An 
aesthetic design & graphic 
design focus 

“Our internal design team will develop 
a packaging concept or prototype, 
which is then taken to suppliers for 
costings” [P10] 
 
“[the] marketing team handing a brief 
to design, design responds, marketing 
looks at it and suggests changes, and 
the process keeps going…. until 
eventually it is ready for consumer 
research . . .often the design specs are 
based on the preferences of marketing 

[in the case of projects with agencies 
involved the focus was typically on 
design, as described in the section 
below] 

One supplier discussed how the larger firms 
that dominate the industry, are orientated to 
smaller aesthetic changed “High volume 
products tend to be about shape and 
packaging decoration with “little significant 
changes” being considered [M34] 

Firms with this focus were described as 
having, “Forgotten about packaging, [and 
were] more interested in graphic design” 
[I24] 
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managers” [P10]. 

[This orientation can also be linked to 
the findings with regards to design 
agencies, which are very commonly 
used by FMCG firms] 

4. Degree of willingness to take risks 

l. Risk Averse to packaging 
change 
 

One interviewee, a packaging 
manager, described how in the case of 
one innovation “despite the efforts of 
some members” of the packaging team 
to push the Category Manager to adopt 
the packaging for a product line, he 
was too “risk averse”[R3] 
 
R4 “the category managers and 
marketing have to be convinced and 
committed from an early stage to stand 
any change….. Sometimes I have to 
put my neck on the line to get them to 
try something new”. 

One interviewee described a “project 
for xxxxxxx, [where] they [the client] 
wanted to change the packaging for 
some of their food products, but 
despite consumer testing showing that 
the packaging was more popular than 
the leading brand, they were still 
unkeen to try the ‘risky’ new 
packaging…”. This was despite the 
fact that the packaging was actually 
“not that risky, but [was] quite 
different from what they were currently 
doing”. Thus packaging consultancies 
often had to “push clients to adopt… 
[new packaging] particularly for 
established products…as they don’t 
want to damage sales or the brand” 
[C18] 
 
“If they are willing to make change, 
then it is focused on small incremental 
improvements…. without risking the 
brand”, and “bigger changes 
represent a risk”. [C15] 

“High volume products tend to be about 
shape and packaging decoration”, with “little 
significant changes” being considered [M29] 

 
“the research the brand owners use [tends to 
lead them to] believe that if they add only 1p 
to the cost of a product, consumers won’t buy 
it”, therefore changes were often avoided 
[I26], but the interviewee pointed out that 
there were “many examples to prove this is 
not the case”. 



 456 

5. Role of powerful buyers 

m. Buyers and costs dominate 
decision-making 
 
 
 
 
 
 
 
 
 

 [there is a] “Great focus on cost 
cutting” [R4] 
 
Within the top 4 retailer, the “...focus 
was on cost saving….. [but] now it has 
moved [to]… packaging reduction” 
[R1]- inherent in this discussion was 
that this allowed the firm to combine 
environmental sustainability & cost 
aims. 
 
One firm’s focus was on “…looking 
for the cheapest” [P7]. 

One interviewee described how it was 
“hard to get [clients] to try a new type 
of packaging if its going to cost more” 
[C20] 

“they are unkeen (sic) to make changes, as it 
will put up the costs of the materials which 
can lower their bonuses…. even small cost 
increases are avoided” [M27]. 
 
“the buyers have no interest in the new 
technology as their focus is on cost reduction 
of existing formats… [but it was hard to] 
communicate the technology to other 
members of staff in the client firm” [M32].  
 
“packaging development is weak…. 
dominated by the buyer and a cost focus” 
[I26]  
 
“The focus is on price and cost cutting” 
[M32] 
 
Another interviewee described the focus of 
their recent projects had been on “driving out 
15-20% of costs… [whilst another]… drove 
out 6% costs on another part of the 
packaging”. [M28] 
 
Head of one packaging industry body 
questioned “how do you develop an 
innovation and R&D strategy [as an FMCG 
company] when you are focused on today and 
making cost savings?”….“the research the 
brand owners use [tends to lead them to] 
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believe that if they add only 1p to the cost of a 
product, consumers won’t buy it”, therefore 
changes were often avoided [I22]. 

n. Act as Interface: Packaging 
suppliers role mediated by the 
buyer-supplier interface 
 

 “We have little involvement with 
purchasing the packaging suppliers 
themselves, that is handled by our 
suppliers [as own brand retailer] 
buyers” [R2] 

The lack of relationship was also 
inherent in the comments of R1, who 
explained that “within [the firm] 
commercial teams buy… 
[the]….packaging”. 

 “The buyer interface is a big issue…. It is 
difficult to get past the buyer to speak to other 
staff for whom new packaging could 
potentially add value…… In some cases if we 
try to communicate with others within the 
firm we risk losing the contract, as the buyers 
get bonuses for buying packaging cheaply 
and therefore they do not want other staff to 
be pushing for more expensive packaging” 
the team was hampered in “contacting other 
members of the NPD teams in order to 
establish their interests….” [M30] 
 
The suppliers have little involvement in 
development of packaging their products as 
the “Main interface is with purchasing…. 
[which has a] cost focus” this “buyer 
interface is a big issue” [M33], particularly as 
“buyers get bonuses for getting packaging 
cheap”. Thus the focus was on costs, and the 
buyer interface got “In the way of effective 
communications.” [M33] 

“Packaging is bought by packaging buyers 
[within FMCG firms], whose aim is to save 
costs”, therefore the “buyer interface is a big 
issue” [M33] , as they get “in the way of 
effective communications”, and this situation 
was “frustrating” [M32], due to a lack of 
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insight into their FMCG customers. 

“closed door policies” to packaging 
manufacturers, and were “unwilling to allow 
them access” to [M27] 

Overarching Dimension 2: Capacity for technical change 

6. Lack of packaging champions 

o. Lack of packaging 
champions to initiate/drive 
development 

“Few firms have a packaging 
technology team” [R3]. 
 
“we have been trying to recruit two 
new packaging technologists…. [and] 
have held many interviews. But, it’s 
very hard to find people with an 
understanding of packaging 
technology” [R2] 

One packaging manager highlighted: 
“Category Managers to specify the 
packaging to be used on the product”, 
similarly P10 stated “I don’t have the 
decision-making power” [P10] 

One interviewee described how there 
“should be someone responsible [for 
change], but you can’t find them” 
[C15] 

FMCG firms have “forgotten about 
packaging, [and were] more interested in 
graphic design” [I23]. 

“there is no one inside the firm driving 
technology change” [Carol] 

“there are no staff to drive change in the 
packaging in the same way as there are for 
the product…” [M34] 

7. Lack of technical capabilities in NPD team 

p. Degree of knowledge and 
expertise in team 

NPD projects in FMCG firms vary in 
terms of how much they are “product 
driven, as opposed to packaging 
driven”, depending on “who is driving 
the project” [R4] 

  “Many firms simply lack staff with sufficient 
expertise with regards to packaging…. 
particularly packaging technology” [M33]  

“Few marketing or product development 
managers have the skills or knowledge to 
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“Most supermarkets only have a 
buying team for packaging”, and thus 
had no other internal expertise other 
than with regards to packaging [R2] 

develop packaging” [I23] 

 

q. Role and incorporation of 
packaging employees in NPD 

Within own brand development it was 
highlighted that“…it is up to the 
project manager whether…. or 
when…. They involve packaging [staff] 
in NPD projects” [R5] 

“... there is no requirement…. [so] we 
don’t have to be involved in NPD 
projects” [P10] 

“we tend to be involved once the 
product specifications have been 
established, ….or when testing has 
occurred and the proposal approved” 
[C20] 

Packaging was “not strategic in most cases” 
and both “considered quite late on” [I26]. 

Packaging departments were described as 
effectively being in a “backroom down the 
corridor”, and therefore separated off from 
the central new product process [M32] 

“sometimes we can speak to the packaging 
staff, but they have no role or involvement in 
decision-making” [M33] 

8. Meaning and language issues 

r. Different meanings attached 
to development 
 

“… we consider packaging from an 
early stage” However, later it 
transpired “our process focuses on 
understanding how aesthetic changes 
to our [existing packaging] influence 
consumer perceptions” [R2] 

In one product manufacturer, an 
interviewee described how “there is a 
person responsible for packaging 
constantly involved”. However it later 
became clear this person, a packaging 
buyer’s, “focus is on the label, not so 
much the packaging” [P7]. 

[See results on design agency & their 
focus, where involved] 

“they think they’re considering packaging 
change, but there attention is focused on 
graphics” [M33] 

“they don’t look at packaging in the same 
way as we do…. Its more about the label or 
changing the design” [Lee] 
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One member of marketing staff 
discussed “packaging is integral to 
development..” But later stated “we 
are focused on the communications 
[aspect] of the packaging” [R4] 

One member of design staff noted “the 
development of packaging is part of 
our responsibility” but “our focus on 
changes to the aesthetics and 
graphics” [P10] 

9.    Incorporation of supplier capabilities 
s. Packaging suppliers role 
mediated by the buyer-
supplier interface 
 

 “We have little involvement with 
purchasing the packaging suppliers 
themselves, that is handled by our 
suppliers [as own brand retailer] 
buyers” [R2] 

The lack of relationship was also 
inherent in the comments of R1, who 
explained that within the firm 
“Commercial teams buy… 
[the]….packaging”. 

 The suppliers have little involvement in 
development of packaging their products as 
the “Main interface is with purchasing…. 
[which has a] cost focus” this “buyer 
interface is a big issue” [M33], particularly as 
“buyers get bonuses for getting packaging 
cheap”, thus the focus was on costs. 

[the buyer interface gets] “In the way of 
effective communications.” [M33] 
 
“Packaging is bought by packaging buyers 
[within FMCG firms], whose aim is to save 
costs”, therefore the “buyer interface is a big 
issue” [M33], as they get “in the way of 
effective communications”, and this situation 
was “frustrating” [M32], due to a lack of 
insight into their FMCG customers. 

“closed door policies” to packaging 
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manufacturers, and were “unwilling to allow 
them access” to [M27] 

 “supermarkets are the most difficult to work 
with… they are cost and logistic focused”, 
and therefore had little interest in packaging 
or innovation and “typically just use standard 
packs on their products” [M34] 

t. Cost-transaction 
relationship 
 

P7 discussed the relationship with 
suppliers “generally we are just 
looking for the cheapest” [P7] 

“Once we have developed the 
specifications for the packaging we 
will contact suppliers for costings” 
[P11] 

 

 Packaging “suppliers have little involvement 
in development of packaging… [their] …Main 
interface is with purchasing” [M34] 

[the buyer interface gets] “In the way of 
effective communications.” [M33] 
“Packaging is bought by packaging buyers 
[within FMCG firms], whose aim is to save 
costs”, therefore the “buyer interface is a big  
issue” [M33] 

“closed door policies” to packaging 
manufacturers, and were “unwilling to allow 
them access” to [M27]. Thus the interviewee 
considered packaging manufacturers were 
effectively “tunnel-visioned [as all they do is] 
respond to a brief, and therefore there is no 
dynamic view or understanding” [M27] 

 “supermarkets are the most difficult to work 
with… they are cost and logistic focused”, 
and therefore had little interest in packaging 
or innovation and “typically just use standard 
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packs on their products” [M30] 

9. Role of design agencies: Skewed view towards design in development, and a lack of focus on technology 

u. Design agency ‘model’ & 
its narrow focus  
 
 
 
 

“..many firms use design agencies, as 
they are very good at coming up with 
attractive solutions” [R5] 

 

[utilising new technology was not a 
driver in the development of packaging 
as...] “clients will approach [the firm] 
with a brief, then ideas are generated 
from this brief internally….. using the 
designers creative minds”.  [C20] 

[the use of design agencies causes...] “issues 
[to] often arise due to “packaging that either 
cannot be manufactured or would be too 
costly to manufacture” [M34] 
 
“successful packaging designers need to 
know technology, but they do not… some do 
[technology based] training, but very few…. 
They aren’t really interested enough or 
knowledgeable enough [in terms of 
technology]”. [I23] 

v. Agencies act as a barrier to 
supplier collaboration 
 
 
 
 
 

 “the industry needs more partnerships 
and alliances”, and suggested that in 
general “little of this is occurring”. 
[C22]  
 
“… we contact suppliers to assess the 
cost of a new pack” [C13], hence their 
involvement was subsequent to 
development within the process. 

“secrecy means they [both FMCG 
manufacturers and design agencies] cant 
share future strategies…. and little is worked 
on collaboratively”, this meant there were 
“too many barriers to effective 
communication… [and the fact that FMCG 
firms]… wont share information” with 
packaging partners [I26] 
 
Packaging manufacturers “would like to get 
closer [to packaging designers], as 
opportunities are being missed” but 
“contracts may prevent [collaboration] 
unless they ask permission from their client” 
[M34]. 
 
Design agencies cause “issues [to] often 
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arise” [M35] due to “packaging that either 
cannot be manufactured or would be too 
costly to manufacture” being developed, 
without consultation with packaging firms. 


