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RÉSUMÉ 

Le management stratégique a toujours été au cœur des préoccupations des entreprises. 

(McGrath et al., 1995). De manière plus spécifique, la recherche d'un avantage 

concurrentiel durable permettant d'atteindre une performance supérieure à la 

moyenne représente un enjeu clé pour les entreprises qui ont non seulement besoin de 

se différencier de leurs compétiteurs, mais qui cherchent également à se positionner 

comme leader dans leur secteur d'activités. Conséquemment, les chercheurs dans le 

domaine du management stratégique ont développé différentes approches théoriques 

pour expliquer ce que les entreprises font et/ou devraient faire pour répondre avec 

succès à cet enjeu majeur. 

Parmi les différentes perspectives proposant l'intégration de différentes approches de 

la théorie stratégique, la perspective basée sur les ressources (Wernerfelt, 1984; 

Barney, 1991), et les deux autres approches qui en résultent -la perspective basée sur 

les compétences (Sanchez, 1996) et l'approche des compétences dynamiques (Teece, 

et al., 1997; Amit & Schoemaker, 1993) -, offrent un cadre cohérent qui sous-tend 

des concepts clés tel que les ressources, les compétences, les compétences 

dynamiques et l'avantage concurrentiel (Sanchez, 2000; Prahalad & Hamel, 1990). 

En conséquence, de nombreux chercheurs se sont penchés sur ces concepts afin de 

mieux comprendre en quoi ils pouvaient avoir une influence sur le développement et 

le soutien d'un avantage concurrentiel, et ultimement sur la performance des 

entreprises (Barney, 1995; Amit & Schoemaker, 1993). 

Si la majorité des recherches réalisées sur le sujet ont été conduites dans le secteur 

industriel, peu nombreuses ont été celles réalisées dans le secteur du commerce de 

détail bien qu'il s'agisse d'un secteur économique très dynamique et particulièrement 

concurrentiel (Morshett et al., 2006; Moore, 2005; Harris & Ogbonna, 2001). C'est 
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donc en ayant comme toile dc fond l'approche basée sur les ressources et les 

compétences que cette élude pose la question de recherche globale suivante: 

« Comment les compétenccs organisationnelles impactent-elles la performance des 

détaillants cn al imentation? ». Pour y répondre, la présente recherche a été structurée 

en trois étapes distinctes mais interreliées correspondant aux trois articles composant 

cette thèse. 

Figure i. 

Une démarche exploratoire 

ÉTAPE 2 ÉTAPE 1 ÉTAPE 3Appl ication empirique 
Théories et experts Application empirique Évaluer l'influence des 

Identifier les principales compétences Évaluer l'effet médiateur decompétences 
organisationnelles sur la la stratégie

organisationnelles 
pe/formance 

La première étape (Article 1) repose sur deux modèles génériques des compétences 

organisationnelles (Thompson & Richardson, 1996; Lado & Wilson, 1994). 

L'objectif est de recueillir l'opinion d'experts dans le domaine du commerce de détail 

sur la base de ces deux modèles. Ces experts, choisis sur la base de leur expérience et 

de leur expertise du secteur du commerce de détail, sont davantage à même de 

déterminer quelles sont les compétences organisationnelles de leur entreprise 

respective qui influencent la performance organisatioill1elle. 
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La deuxième étape (Article 2) porte exclusivement sur le secteur du commerce dc 

détail en alimentation et focalisc principalement sur l'une des trois principales 

chaines en alimentation au Québec, Métro. Trois objectifs sont poursuivis dans le 

cadre de cet article. Tout d'abord, nous voulons soumettre nos échelles de mesurc au 

test de l'application empirique. Puis, nous désirons évaluer l'influence de trois 

compétences organisationnelles spécifiques sur la performance de supermarchés. Ccs 

trois compétences organisationnelles sont: (1) l'orientation client, (2) lcs 

compétences de coopération externe, et (3) la loyauté / satisfaction des employés. Lc 

choix de ces trois compétences organisationnelles a été déterminé en fonction des 

entrevues réalisées préalablement auprès d'experts dans le domaine du commerce de 

détail et ayant fait l'objet de l'article 1. Comme dernier objectif, nous proposons une 

comparaison préliminaire de nos résultats obtenus chez Métro avec ceux issus d'un 

échantillon combiné de répondants employés chez Loblaws et Sobeys. 

La troisième étape (Article 3) est une analyse complémentaire de la seconde 

puisqu'elle intègre la stratégie comme troisième variable dans la relation entre les 

compétences organisationnelles et la performance. Tel que suggéré par Edelman, et 

al. (2005) dans leur étude, nous avons opté pour une perspective de médiation, 

laquelle apparait comme étant la plus pertinente pour déterminer la force de la 

stratégie dans le processus d'évolution des ressources et compétences vers la 

performance organisationnelle. Il s'agit donc, dans cet article, de tester cette 

hypothèse et de déterminer à quel point le choix de la stratégie influe sur l'impact des 

compétences organisationnelles dans la relation avec la performance d'entreprise. 

La contribution conjointe des trois artieles qui composent cette thèse fournit non 

seulement des indications pratiques et utiles sur la façon dont les compétences 

organisationnelles influencent la performance des entreprises œuvrant dans le 

domaine de la distribution alimentaire, mais permet également de déterminer et 

d'évaluer la relation entre les compétences organisationnelles et la stratégie. 
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A.	 Une perspective basée sur les ressources et les compétences des compétences 

organisationnelles et de la performance d'entreprise 

La plupart des études portant sur les compétences ont focalisé sur les ressources 

humaines et ont été menées pour évaluer les compétences individuelles ou 

collectives, les capacités et/ou les habiletés tout en gardant l'individu comme unité de 

mesure. Cependant, en terme de management stratégique, c'est ['organisation qui est 

la principale unité d'analyse. Jusqu'au développement de la perspective basée sur les 

ressources et les compétences (PBRC), l'organisation a été étudiée selon une 

approche outside-in en fonction de laquelle les facteurs externes à la firme sont les 

principaux déterminants de son positionnement stratégique. En d'autres termes, 

l'avantage concurrentiel d'une entreprise est fonction des menaces et opportunités 

présentes dans son environnement ainsi que de ses forces et ses faiblesses eut égard à 

ce même environnement (Porter, 1985). Avec la PBRC, l'accent n'est plus mis sur 

['environnement externe de l'organisation mais plutôt sur son environnement interne. 

La conviction prise pour acquis par les tenants de cette théorie suggère que l'avantage 

concurrentiel d'une entreprise soit plutôt basé sur ses actifs internes, ce qui inclut les 

compétences et capacités organisationnelles (Teece et al, 1997; Amit & Schoemaker, 

1993; Prahalad et Hamel, 1990). Bien qu'il n'y ait toujours pas de consensus dans la 

littérature à savoir laquelle de la théorie de l'organisation industrielle ou de la PBRC 

est la plus efficace pour expliquer la performance des entreprises (Henderson & 

Mitchell, 1997), cette thèse a été structuré sur la base de la PBRC et positionne le 

concept de compétence au niveau de l'organisation pour étudier son effet sur la 

performance des entreprises. 

Tel que suggéré par la PBRC, et illustré par de nombreux auteurs (Grewal & 

Slotegraaf, 2007; Zehir et al, 2006; Edelman et al, 2005; Brush & Chaganti, 1998), le 

développement et la pérennité des compétences organisationnelles comme source 

d'avantage compétitif a constitué une préoccupation permanente pour tous les 
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détaillants questionnés dans le cadre de notre recherche. Plus intéressant encore, les 

trois compétences organisationnelles, sélectionnées par les experts dans la partie 

qualitative de cette recherche, impliquent toutes des interactions humaines: (1) la 

relation entre le détaillant et le consommateur via l'orientation client, (2) la relation 

entre le détaillant et les fournisseurs détaillants par le biais des compétences de 

coopération externe, et (3) la relation entre le détaillant et ses employés à travers la 

loyauté / satisfaction des employés. Dans une perspective basée sur les ressources et 

les compétences, les résultats de notre étude contribuent à faire partiellement la 

lumière sur le rôle central joué par les ressources humaines au sein des compétences 

organisationnelles. En effet, dans le contexte de la distribution alimentaire, ce type de 

compétences organisationnelles répond non seulement aux exigences de valeur, de 

rareté, de non-substituabilité, et de non-imitabilité, mais réfèrent également à la 

notion de complexité sociale, inhérente aux interactions humaines, qui les rend plus 

difficilement imitables par les concurrents (Barney, 1991; Fiol, 1991). 

a.	 Identifier les compétences organisationnelles comme source d'avantage 

compétit~rpOllr les entreprises 

Le premier article, intitulé "Building on Organizational Resources and Competences 

to Reach Performance: The Case of the Retailing Industry", s'appuie sur une 

démarche déductive en suggérant au préalable une série de compétences 

organisationnelles (Thompson & Richardson, 1996; Lado & Wilson, 1994) à quatre 

experts dans la vente au détail' rencontrés lors d'entrevues d'une durée moyenne de 

deux heures dans leurs locaux respectifs. 

Techniquement, les entrevues ont été enregistrées et une copie le leur a été transmise 

en même temps que le verbatim de l'entrevue. Le tableau suivant présente quelques 

1 Voir Annexe A, p. 199. 
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caractéristiques d'intérêt pour chacun des experts. Tous les verbatim ont été traités 

avec le logiciel Atlas TI pour en assurer la codification et l'analyse. 

Scion Linco[n & Guba (1985), quatre critères doivent être rencontrés pour reconnaître 

la valeur d'une étude qualitative: (1) la crédibilité, (2) la transférabilité, (3) la 

dépendance, and (4) la confirmation. La crédibilité, ou la mcsurc dans laquclle les 

constructions multiples de la réalité sont représentées de manière adéquate - en 

fonction des opinions dcs personnes ayant eonstrnit ces réalités multiples d'originc - a 

été assuréc par plusicurs moycns. La position dcs pcrsonncs intcrrogées, leurs 

connaissances ct leur vastc cxpériencc dans le domaine a permis dc dessincr Lin 

portrait juste du contexte. Mon expérience personnelle de consultant externe pour le 

ministère québécois de l'industrie ct du Commerce m'a également aidé ù dévcloppcr 

une compréhcnsion globale du secteur de la vente au détail. En outre, les données ont 

été recueillies sur les mêmes phénomèncs ct ont été comparés pour tester la cohérence 

de ceux-ci. Les données ont cnsui te été analysécs en util isant des approches à [a fois, 

qualitatives ct quantitativcs. J'ai aussi profité d'une critique soutenue ct rigoureuse à 

la fois de la part de contacts personnels dans Je domaine ct d'examinateurs anonymes, 

qui ont évalué cette première partie de travail trois fois puisqu'elle a été soumise à des 

conférences au cours des deux dcrnières années. Ccci m'a aidé à clarifier mcs 

arguments et bicn documenter mcs eonelusions. Dcpuis que j'ai envoyé des copics 

des vcrbatim aux personnes interrogées qui ont été invités à fairc dcs corrections qui 

ont été dans l'ensemble mineures. Ces corrections et des clarifications ont été 

ajoutées aux verbatim et seules cs versions corrigées ont été utilisées pour mon 

analyse. 

La tran:,jérabilité, ou la mesure dans laquel1e les résultats peuvent être utiles pour la 

compréhension des compétences organisationnelles / dcs relations stratégiql1cs avcc 

la performance des détaillants, a été assurée par la variété dcs sous-secteurs de la 

vente au détail dans desquels proviennent les experts: matériel d'artistes, magasin à 
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rayons, détaillant en alimentation, ct magasll1 général. Puisque les conclusions de 

l'étude sont basées sur des conclusions communes énoncées par les experts, elles 

peuvent être partiellement appliquées à d'autres sous-secteurs du commerce de détail 

que celui de la distribution alimentaire. Le recours à plusieurs méthodes, tel que 

décrit précédemment, a contribué à assurer la fiabilité de l'étude. La combinaison de 

tout ce qui précède a permis de garantir un niveau acceptable de confirmabilité des 

résultats de J'étude, ce qui a été prouvée par l'enquête formelle qui a suivi. 

Table i. 

Détails sur les experts 

Poste 

Expert 1 

PDG 

Expert 2 

PDG 

Expert 3 

PDG Québec 

Expert 4 

Consultant 

Sous-secteur	 Matériel Magasin à Alimentation Alimentation 
d'artiste rayons 

Nombre de magasins 26 65	 l75 nia 
(Québec 
seulement) 

Zonees) Québec / Québec Québec / Québec 
géographique(s) Canada Canada 

Entreprise familiale Oui Oui Non Non 

Connaissance du 
secteur de Oui Oui Oui Oui 
l'alimentation 

Il est également important de souligner que cette première partie de notre étude (cf. 

Article 1) a fait l'objet d'une communication lors du congrès de l'AIMS (Association 

Internationale de Management Stratégique) de juin 2009 et a été publié dans les actes 

de colloque. Cette communication a donc bénéficié d'une évaluation par les pairs. 

En faisant l'a priori que les organisations possèdent des compétences tout comme les 

individus, même si certaines sont incarnées à travers les individus, ces compétences 

demeurent dans l'organisation bien que les individus qui la composent changent. Dans 
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cette optique, l'hypothèse centrale de cet aliicle suggère que les détaillants peuvent 

créer un avantage concurrentiel, basé sur des compétences organisationnelles, afin de 

générer dc la performance. Dans une perspcctive exploratoire, quatre experts de la 

vente au détail ont été invités à déterminer quelles compétences organisationnelles 

pourrait influencer positivement la performance des entreprises dans ce secteur. 

Les entrevues en profondeur réalisées auprès des experts ont révélé un choix unanime 

quant à l'identification des trois compétences organisationnelles ayant le meilleur 

potentiel pour fournir aux détaillants un avantage concurrentiel: (1) l'orientation 

client, (2) les compétences de coopération externe, et (3) la loyauté / satisfaction des 

employés. Du point de vue de la théorie basée sur les ressources et les compétences, 

nos résultats ne sont pas surprenants. Effectivement, plusieurs recherches antérieures 

ont démontré l'influence de l'une ou l'autre de ces trois compétences 

organisationnelles sur la performance des entreprises (Ganesan et al 2009; 

Huddleston et al, 2008; Paulraj et al, 2008; Brown & Lam, 2008; Merlo et al, 2006; 

Harris & Ogbonna, 200\). L'identification, parmi une liste de quinze, de ces trois 

compétences organisationnelles spécifiquement considérées comme ayant le plus 

d'influence sur la performance des détaillants demeure cependant d'un grand intérêt. 

Ces résultats représentent une contribution pragmatique pour les détaillants qui 

souhaitent investir dans le développement de leurs ressources et de leurs compétences 

afin d'améliorer leur performance. Selon les expelis, proposer une offre de service à 

la clientèle eUou de produits meilleurs que la moyenne, construire et maintenir de 

solides partenariats avec les fournisseurs, et contribuer à la satisfaction des employés 

dans le but de réduire autant que possible la rotation du personnel, représentent des 

investissements utiles pour les détaillants, davantage que dans tout autre domaine. 

Ce premier article a également une contribution méthodologique en plus du choix de 

la grande distribution comme champ d'investigation pour étudier les compétences 

organisationnelles. En effet, l'utilisation de la représentation graphique mentale, ou 
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carte mentale (en anglais mind mapping), pour l'interprétation et l'analyse du contenu 

des entrevues réalisées auprès d'experts, nous a permis, à la fois, d'identifier les 

compétences organisationnelles principales et secondaires et de proposer des liens 

perceptuels entre elles. De façon plus extensive, cet article a également contribué à 

mieux définir le rôle des compétences organisationnelles pour les entreprises du 

commerce au détail et à améliorer notre compréhension des interactions entre ces 

compétences, lesquelles favorisent une meilleure performance des entreprises. 

Comme point de départ de cette thèse, l'article 1 a permis d'identifier les compétences 

organisationnelles antérieures à la mesure empirique de leur impact sur la 

performance des détaillants québécois en alimentation. La stratégie d'entreprise a 

également été considérée par les experts comme un facteur d'influence sur la 

performance. Idéalement co-alignée avec les compétences organisationnelles, son 

impact a été mesuré dans le troisième article en tant que médiateur de la relation entre 

les compétences organisationnelles et la performance. 

b.	 Mesurer l'influence des compétences organisationnelles sur la performance 

des détaillants en alimentation du Québec: le cas de Métro 

Bien que le secteur du commerce de détail sOLt un domaine d'étude pertinent pour 

cette recherche, il s'agit d'un secteur trop vaste et trop hétérogène pour y réaliser 

cette seconde phase empirique. Pour ce second article, intitulé: "Organizational 

Competences as a Performance Lever for Food Retailers: An Empirical Study", nous 

avons donc décidé de nous concentrer sur le sous-secteur du commerce de détail en 

alimentation. Cette décision repose sur certaines raisons pratiques. D'abord, il s'agit 

d'un sous-secteur beaucoup plus homogène. Et, tel que nous l'avons mentiOlmé 

précédemment, les compétences organisationnelles sont souvent véhiculées par les 

ressources humaines. Les gestionnaires de première ligne, tel que les gérants de 

rayons et chef caissières, sont donc particulièrement bien positionnés pour évaluer ce 
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type de compétences et leurs effets alors que les directeurs de magasIn ont lIne 

meilleure perspective pour évaluer la performance des entreprises. Le choix de ces 

deux groupes d'employés pour répondre à nos questionnaires nous a permis d'éviter 

les problèmes de variance commune ct de recueillir des données pertinentes pour 

évaluer l'influence des compétences organisationnelles sur la performance des 

détaillants en alimentation. 

En plus d'opter pour deux groupes distincts dc répondants, nous avons également 

porté notre attention sur l'une des trois grandes chaînes québécoises de distribution en 

alimentation, Métro. Notre recherche a donc, comme échantillon principal, des 

répondants provenant de cette bannière, dont les résultats sont comparés par la suite à 

un second échantillon composé d'employés travaillant au sein des deux autres 

principales bannières présentes au Québec, Loblaws et Sobeys. 

Méthodologiquement, cet article a abordé le problème lié à la mesure dc 

caractéristiques non observables, dans le contexte de la PBRC, suivant la méthode 

suggérée par Escrig-Tena & Bou-Llusar (2005). Nous avons mesuré les compétences 

organisationnelles précédemment identifiées par le biais de variables de substitution 

et ainsi déterminer l'influence relative de chacune de ces compétences sur la 

performance des épiceries. Ce faisant, nous avons proposé des échelles de mesure 

pour chaque compétence, ce qui représente une contribution méthodologique en soi. 

Ce deuxième article présente également une évaluation statistique des trois 

compétences organisationnelles retenues en fonction de la bannière Métro et Loblaws 

/ Sobeys conjointement. Cette opération a été une occasion de comparer les chaînes et 

nous a donné un aperçu intéressant des différences et des similitudes liées aux 

perceptions respectives des répondants de ces bannières et de l'impact des 

compétences organisationnelles sur leur performance. 
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Selon les résultats obtenus par chaque échantillon de bannière, l'orientation client 

constitue la compétence organisationnelle expliquant le plus de variance de la 

performance. L'orientation client se traduit notamment par [a façon dont les épiciers 

mettent les clients au cœur des préoccupations de l'entreprise, les satisfont grâce à 

une offre de produits intéressante, mais surtout par un service de haute qualité. 

Alors que les répondants du Métro accordent plus d'importance à la loyauté / 

satisfaction des employés, ceux de Loblaws / Sobeys ont considéré plus influente la 

compétence de coopération externe. La loyauté / satisfaction des employés envers 

l'entreprise se réfère à des mesures prises par le détaillant en alimentation pour 

optimiser la rétention du personnel et ainsi réduire le taux de roulement. Pour ce faire, 

un distributeur en alimentation fournit à son personnel un environnement de travail et 

des avantages sociaux valorisés par les salariés. La participation des employés et leur 

engagement dans le processus de prise de décision ainsi que dans l'identification et la 

mise en œuvre des objectifs contribuent aussi à la performance des détaillants. Les 

compétences de coopération externe sont axées sur la relation entre le distributeur et 

le fournisseur, et les moyens par lesquels les épiciers peuvent améliorer leur 

performance grâce au partage de l'information, à la collaboration, au partenariat ou à 

l'échange de ressources et de compétences. 

Selon nos échantillons et nos résultats, et en regard de la PBRC, nous pourrions 

éventuellement affirmer que Métro est davantage tourné vers la valorisation de ses 

ressources et de ses compétences internes que Loblaws / Sobeys puisque la loyauté / 

satisfaction des employés représente une compétence organisatiOlUlelle entièrement 

orientée sur l'organisation elle-même. La compétence de coopération extérieure étant, 

quant à elle, davantage basée sur la qualité de la relation et la volonté des 

fournisseurs. 
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c. Évaluer l'effet médiateur de la stratégie 

Dans le troisième article, "The Mediator Effect of Stratcgy on Organizational 

Competences and Firm Performance: A Model for the Food Retailing Industry", la 

variable stratégie a été ajoutée à notre cadre conceptuel. Dans l'ensemble, le modèle 

proposé représente une contribution intéressante sur lc plan de la méthodologie 

pUisque sa structure et les échelles de mesure ont été correctement validées et 

pourraient donc être reproduites. 

Selon le PBRC, la stratégie est conçue non pas comme une adaptation à 

l'envirOlmement externe, mais comme un renforcement des ressources, des 

compétences et dc l'CXPCliisc accumulécs au scin de l'cntrcprisc. Il s'agit d'un passage 

d'une logique stratégique d'adaptation à une approche proactive où l'entreprise 

détermine elle-même les conditions, les ressources et les compétences nécessaires à 

son propre développement. C'est dans cette optique que les experts interviewés dans 

le cadre du premier article ont mentionné la nécessité de développer une stratégie en 

conformité avec les compétences de l'organisation. Cette idée est également soutenue 

par la littérature où est démontré la pertinence des tests de la relation entre les 

compétences organisatiolU1elles et de stratégie (Mullaly & Thomas, 2009; Rivard et 

al, 2006; Edelman et al, 2005; Slater et al, 2006; Zajac et al, 2000; Venkatraman & 

Camillus, 1984). Pour évaluer le rôle et l'influence de la stratégie dans la relation 

entre les compétences organisatiolU1elles et la performance, deux possibilités ont été 

envisagées: (1) la logique de médiation, et (2) la logique de modération. Si la plupart 

des études antérieures ont mesuré l'effet intermédiaire de la stratégie selon une 

logique de modération de la relation entre les actifs internes et la performance, nous 

avons plutôt suivi la suggestion de Edelman et al. (2005) qui ont préféré évaluer 

l'effet médiateur de la stratégie puisqu'ils considéraient cet ajustement plus précis et 

pertinent dans le contexte de la vente au détail. Nos résultats ont été mitigés. Bien que 

l'effet médiateur a été observé et prouvé statistiquement significatif, l'effet de co
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alignement a été marginal. En effet, nous avons obtenu une médiation partielle et la 

plus large part de la variance expliquée de la performance provient de l'influence 

directe des compétences organisationnelles. 

Même si nos résultats tendent à démontrer l'importance pour les détaillants en 

alimentation de se différencier de leurs compétiteurs, nous considérons cette 

conclusion plutôt paradoxale. En effet, il n'existe pas de possibilités illimitées pour 

les épiciers de mener une stratégie de différenciation puisque le degré de 

différenciation n'est pas infini. En d'autres termes, tout en suivant une stratégie de 

différenciation, les épiciers proposent des services similaires et offrcnt des produits et 

une expérience de magasinage comparables. Dans une perspective basée sur les 

ressources et les compétences, un détaillant en alimentation ne pourrait fonder son 

avantage concurrentiel sur une telle stratégie car, en quelque sorte, il serait trop facile 

pour ses concurrents de l'imiter. Comme nos résultats l'ont démontré, la nature 

idiosyncratique des compétences organisationnelles constitue un levier de 

performance plus fort que la stratégie. De plus, une offre de produits standardisée, des 

prix équivalents et des politiques de coûts similaires appliqués par les différentes 

bannières conduisent aussi à cette conclusion. 

Toutefois, le résultat principal de cet article concerne plutôt la faiblesse du lien trouvé 

entre les compétences organisationnelles et la stratégie, et entre la stratégie et la 

performance. En effet, malgré la médiation significative mais partielle de la stratégie 

de différenciation, la faiblesse relative de ces relations tend à démontrer une 

importance tout aussi faible de la stratégie d'entreprise sur la performance pour le 

sous-secteur de l'alimentation au Québec. On peut supposer qu'un meilleur co

alignement de la stratégie avec les compétences organisationnelles aurait peut-être 

conduit à un effet plus important sur la performance des entreprises. 
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B. Conclusion 

Il est devenu un truisme, en regard de la PBRC, de mentionner que les actifs internes 

des organisations sont des sources potentielles d'avantage concurrentiel. Bien que la 

littérature ait fourni de nombreux articles scientifiques critiquant cette approche 

stratégique et soulignant l'aspect tautologique de l'opérationnalisation des ressources 

et des compétences (Priem & Butler, 200 la; Priem & Butler, 2001 b; Williamson, 

1999), il n'en demeure pas moins que la PBRC reste encore l'une des deux 

principales approches stratégiques et donne un cadre théorique cohérent pour 

analyser, de l'intérieur de l'entreprise, les raisons du succès d'entreprise. 

Notre recherche s'ajoute à la littérature en management stratégique, et plus 

précisément à celle portant sur le secteur de la distribution alimentaire. Cette thèse 

suggère que les entreprises ayant la volonté de procéder à une identification proactive 

de leurs compétences organisationnelles et de développer ces celles-ci auront un 

niveau de performance supérieur. Si nos résultats ne démontrent pas l'importance de 

co-aligner ces compétences et la stratégie d'entreprise, il est permis de penser qu'un 

échantillon de meilleure qualité aurait pu nous présenter des résultats plus concluants. 

Néanmoins, cette thèse ne représente pas une fin en soi, mais une étape 

supplémentaire sur la route de la connaissance. 



ABSTRACT 

Strategie management has always been a core preoccupation for businesses (McGrath 

et aL, 1995). More specifical1y, the quest for a sustainable competitive advantage that 

leads to a superior performance reprcsents the key clement for the firms who necd not 

only to differentiate themsclves from their competitors, but to get a lcading position 

in their industry (Barney, 2007; Porter & Kramer, 2006). In response, researchcrs in 

the field of strategie management have developed theoretical approaches for 

explaining what firms should do to address this major issue. 

Among the diverse perspectives that propose a synthesizing integration of diffcrcnt 

approaches to strategy theory, the resource-based view (Wernerfelt, 1984; Barney, 

1991) and the two others perspectives resulting from it - the competence-based view 

(Sanchez, 1996) and the dynamic capabilities approach (Teece, et al., 1997; Amit & 

Schoemaker, 1993) - offer a coherent framework which underlies concepts such as 

resources, dynamic capabilities and competences as sources of competitive advantage 

(Sanchez, 2000; Prahalad & Hamel, 1990). Accordingly, numerous researchers have 

found relevant to understand how these concepts could have an influence on 

competitive advantage and, ultimately, on firm performance (Barney, 1995; Amit & 

Schoemaker, 1993). 

Tf most of these rescarches have been conducted in the industrial sector, little has 

been done in retailing even if it represents a very dynamic economic sector with a 

high 1evel of competition (Morshett et aL, 2006; Moore, 2005; Harris & Ogbonna, 

2001). Moreover, in order to be more specifie in our study of organizational 

competences, the focus has been on the food retailing sector. Since the food retailing 

field remains too large because of the several disparities existing at the geographical 

and socio-economical levels, the accuracy of our research field has focused on the 
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Quebec food retailing. Therefore, using the resource and competencc-based view as 

our overarching conceptual framework, the present study proposes to examine one 

global research question: "How organizational competences impact Quebec food 

retailers performance?". To do so, this study follows a three stcps structure. 

Figure i. 

An exploratory process 

STEP 1 STEP2 STEP3 
Field testing - Theories and 

experts 
' 

Empirical application Empirical application 

IdentifYing main 
organizational competences 

'-

Assessing the influence of 
organizationa/ competences 

'-------------

Assessing the mediation 
effect ofstrategy 

1 

v 
The first step (presented in Article 1) starts with two genenc models of 

organizational competences (Thompson & Richardson, 1996; Lado & Wilson, 1994). 

The objective is to highlight the opinion of sorne Quebecer experts in retailing in 

regard of these frameworks. Well-informed individuals, calling on their insights and 

experience and selected on the basis of their well-known expeliise in the context of 

retailing, and sorne in the food retailing sector, are better equipped to determine those 

organizational competences in their own organization that influence performance. 

The second step (presented in Aliicle 2) allns to evaluate the influence of three 

specifie organizational competences on the performance of one of the top three 

supermarket banners in Quebec: (1) customer orientation, (2) external cooperation 
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skills, and (3) employee loyalty / satisfaction. The choice of these three 

organizational competences has been determined by the qualitative results obtained in 

the previous interviews conductecl for the first article. Having questioned two distinct 

groups of respondents - Cl) store managcrs and assistant store managers, and (2) 

department managers, assistant department managers, heads of cashicrs, and assistant 

heads of cashiers - results were analyzed according to the three major grocery 

retailing banners in Quebec, taking Métro as our main casc study and proposing a 

preliminary comparison with a joint sample of respondents from Loblaws and 

Sobeys. 

The third step (presented in Article 3) proposes a complcmentary analysis while 

integrating strategy as a third variable in the relationship bctween organizational 

competences and performance. It must be noted that little has been done using 

quantitative methodology for studying this issue, and lesser when including strategy 

as one of the key variable (Kuivalainen & Taalikka, 2004). As for Edelman, et aL, 

2005 study, we opted for the perspective of a fit as mediation. It is the most relevant 

and testing it indicates the power of strategy in translating resources and competences 

into firm performance. The aim of this third al1icle is to test this hypothesis and 

determine to which degree the choice of competitive strategy can influence the 

impact of organizational competences on business performance. Again, we have 

proposed a preliminary comparison between Métro and Loblaws/Sobeys. 

The in-depth interviews allowed us to identify the three main organizational 

competences considered as potential sources of competitive advantage for retailers 

(customer orientation, external cooperation ski Ils, and employee loyalty / 

satisfaction). For assessing these qualitative results, two different samples of 

respondents were questioned (store managers, and department managers / head of 

cashiers) and we proceeded to our analyses in accordance with the Quebec grocery 

retailing banners. 
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Our main results confirm the positive influence of customer orientation for both 

banner samples. However, employee loyalty / satisfaction was considered relevant 

and significantly impacting performance only for Métro whereas respondents from 

Loblaws/Sobeys rather focused on external cooperation skills. Whcn integrating 

strategy as a mediating variable in the relation between organizational competences 

and performance, results were the same for both samples since none of them 

acknowledged strategy, cost leadership or differentiation, as a mediator in the 

organizational competences performance relation. 



INTRODUCTION 

A.	 The resource and competence-based view: An overview of a strategie 

management approach, the concepts, and the theoretical framework 

Since the beginning of the 1980s, we can identify two main theoretica1 approaches in 

strategie management who got interested in analyzing the firms' sustained 

competitive advantages: the industrial organization perspective (l0) and the resource

based view (RBY). In this section, the focus is on these two perspectives but mainly 

on the RBY, which constitutes the theoretical core of this thesis. The major concepts 

related to this specifie approach are discussed as well as the other strategie outlooks 

resulting from the RBY (i.e. the dynamic capabilities, the competence-based view 

and the core competences). 

a.	 One common objective, two different approaches 

The 10 perspective is an outside-in approach focusing on the industry structure and 

its effects on firms' performance. 

Within this framework the flrm is viewed as a bundle of strategic 
activities aiming at adapting to industry environment by seeking an 
attractive position in the market arena. The sustainability of rents 
stemming from such a position is critically dependent on the relative 
influence of competitive forces encountered by the flnn (Spanos & 
Lioukas, 2001: 907). 

According to Porter (1980), there are five external forces influencing the strategie 

position of a finn: (1) the threat of substitutes, (2) the entry barriers, (3) the power of 

suppliers, (4) the competitive rivalry, and (5) the power of buyers. Taking these 
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forces into consideration, the firm must adopt either a defensive or an offensive 

strategy: finding a protected position or trying to alter the forces in presence. 

Since a firm's activities are essential to its competitive advantage, resources are not 

isolated from the logic of competitive strategy perspective. Even though some 

theorists do not consider those as properly valuable, resources constitute 

intermediates in the activities and processes that lead the firm to performance (Porter, 

1980). This supports the premise that resources specifie to an industry are equally 

distributed and perfectly mobile, and the idea that competition rcsults from the 

characteristics of the industry and not from firms (Von Krogh & Roos, 1995). 

Essentially, the 10 perspective suggests that a firm's competitive advantage relies on 

the structure of the industry and the position of the firm within this structure, but also 

in its capacity to recognize opportunities and counter threats, and to influence 

external forces (Polier, 1985). 

If Porter's five forces framework is considered to be fundamental in the external 

environment analysis, and in strategie management in general, nevertheless, it 

remains questionable for several reasons. First, it underlies rhetoric of confrontation 

and focuses more on threats and opportunities, leaving little room for collaboration 

strategies. Second, it is an endogenous perspective that systematically excludes 

internai assets as potential sources of competitive advantage since strategy is the only 

result of the adaptability of the firm to its external environment. lt also tends not to 

recognize the idiosyncratic nature of businesses. While each firm is unique, the 

ana1ysis is the same for ail competitors on a given market. It could also be improved, 

adding public power as a sixth force. Finally, this framework is more or less relevant 

for SMEs and seems more adapted to large businesses. 

The RBV proposes an alternative founded on the idea that firms are ul1lque and 

composed of idiosyncratic sets of resources (Barney, 1991). It focuses on the firm's 
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assets for determining how competitive advantage is achieved and how it might be 

sustained over time (Amit & Schoemaker, 1993; Barney, 1991; Dierickx & Cool, 

1989; Werncrfelt, 1984). 

[. ..} competitive advantage, whatever ils source, ultimately can be 
attributed ta the awnership of a valuable resource that enables the 
company ta perfarm activities better or more cheaply than 
competitors. [. ..} Superior performance will therefore be based on 
developing campetitively distinct set of resources and deploying them 
in a well-conceived strategy (Collis & Montgomery, 1995: 120). 

More specifically, Barney (1991: 102) argues that the development of a competitive 

advantage can be carried out only in one quite precise case: "[ ... ) when aflrm is 

implementing a value creating strategy not sùnultaneously being implemented by any 

current ar potential campetitars". Therefore, if a competitive advantage represents a 

major strategic element for a firm, it is necessary that this advantage must be 

sustainable and that ail the firm' s competitors ceased their attempts for duplicating 

this advantage (Lippman & Rumelt, 1982). 

b. The question ofrents 

The main purpose of strategic management has always been the creation and the 

sustainability of a competitive advantage for the firm and both, the 10 perspective 

and the RBV, tend to define sources of such an advantage and determine how 

business can reach higher than average rents (Porter, 1985) "[ ... ) where rent is 

deflned as return in excess af a resource owner 's appartunity costs" (Mahoney & 

Pandian, 1992: 364). As shown in the following table, these rents can be of different 

types but, in each case, they result from an above-normal rate of returns. 

As mentioned previously, the 10 perspective suggests that competitive advantage 

takes root outside the firm and supports the idea that resources specifie to an industry 
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are equally distributed and perfcctly mobile (Von Krogh & Roos, 1995). The RBV 

rathcr tries to identify internai sourccs - resources and competences - of the firm's 

competitivc advantage (Barney, 1995; Lado et aL, 1992; Wernerfelt, 1984). 

Moreover, the RBV is based on two fundamental assumptions: the heterogeneity and 

immobility of the rcsources on the market (Barney, 1991). ln other words, various 

businesses have various resourccs and these resources are not easily transferable from 

one to another and such transfer wouldn 't be done without cost. The distribution of 

the resources is unequal and so is the efficacy of the firms in thcir capacity to 

mobilize thcir resources. Thus, the rents appropriated by a firm depcnd on the 

resources distribution and its use (Peteraf, 1993). 

Table a. 

Definitions and types ofrent 

Types of rent Definitions 

Ricardian rent Achieved by owning a valuable resource thal is scm-ce. 

Achieved by government protection or by collusive arrangements when 
Monopoly rent 

entry barriers to potential competitors are high.
 

Achieved by risk-taking and entrepreneurial insight in uncertain/complex

Entrepreneurial 

environment. Dependent on the development of new resources or to new
(Schumpeterian) rent 

forms of use. 

The amount that a finn may appropriate to achieve above-normal returos. 
Quasi-rent lt cornes from the difference between the value of acquisition of a 

resource and the value generated by its use 

(Mahoney & Pandian, 1992) 

ln addition to the heterogeneity and the imperfect mobility of the resources, it is also 

relevant to underline two other cornerstones that also contribute to the creation / 

preservation of the rents. Peteraf (1993) talks about ex ante limits to competition 

which help the firm to attain a competitive advantage - and ex post limits to 

competition - which help it to sustain this advantage (Wade & Hulland, 2004; Priem 

& Butler, 2001). Ex ante limits suggests that ''[. .. ] prior to any firm's establishing a 
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supenor resource position, there must be limited competition for that position" 

(Peteraf, 1993: 185). Ex ante limits "[ ... ] mean that subsequent to a firm's gaining a 

superior position and earning rents, there must be forces which limit competition for 

thosc rcnts" (Peteraf, 1993: 182). 

Figure a. 

The cornerstones ofcompetitive advantage 

Ex Post[~__H_et_e_ro_g_e_nc_i_tY__-,,] Limits to Competition 

Rents 
Rents sllstaincd (Monopoly or Ricardian) 

COMPETITIVE
 
ADVANTAGE
 

Rents sllstained Rents not offset 
wilhin the firm by costs 

Ex Ante
Imperfect mobility 

Limits to Competition 

(Peleraf, 1993: 186) 

c. Main concepts and theoretical perspectives 

If optimal resources endowments and deployments lead to a sustaincd competitive 

advantage for the finn, not al! the resources can be source of such an advantage (Lado 

& Wilson, 1994; Amit & Schoemaker, 1993; Barney, 1991; Grant, 1991). It is thus 

critical, in the context of the REV, to define the concept of resource and, at the same 

time, the notion of competence, which is tightly linked to it. 

Defining and analyzing these two concepts appear to be particularly important; since 

these notions suffer from a lack of common terminology (Kristandl & Bontis, 2007; 

Bontis, 2001), it is relevant to propose a clear comprehension. 
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One of the difficulties of the literature on skills-based management is 
the range of terms writers in this field use to describe their ideas. 
Similar terms strengths, skills, competencies, capabilities, 
organizational knowledge, and intangible assets - are used 
interchangeably by difJerent authors (Campbell & Sommers Luchs, 
1997: 5). 

Sorne authors also confer to these notions different significances according to the 

reference unit of analysis (individual!organization), the organizational structure 

(centralised/decentralised) or the desired aim (increase the performance or 

monopolize new markct shares for example) (Garavan & McGuire, 2001). 

It is admitted that the authors do not get along on only one definition, what involvcs 

important differences and somctimes contradictions (Arrègle & Quélin, 2000). 

However, the heterogcneity of the definitions and the instability of the framcwork of 

analysis are typical for an emergent theoretical field and testify the absence of a 

common criterion distinguishing the concepts of resource from that of competence or 

asset. Since the differences between these central terms are too often unclear, it 

contributes to the misunderstanding of this global strategic management theory 

(Freiling, 2004; Hafeez, et al., 2002). Indeed, confusion cornes not only from the 

various definitions attributed to these terms but also from the use of these central 

terms. In order to avoid an over extensive discussion, the following table presents a 

formai terminology corresponding to the resource and competence-based view 

(Freiling, 2004; Sanchez et al., 1996). 

Reading the fol1owing table al10ws establishing a ranking between these three 

concepts. Indeed, the broader and more general concept of asset includes the more 

specific concept of resource, which results in competence once deployed and 

combined. 
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Table b. 

Definitions ofcentral tenns 

Asset 
Homogeneous exlernal or internai factors, serving the finll 
added processes. 

as input for valuc

Result of successful asset refinement processes, producing sustainable 
Resouree heterogeneity of the owning finn in competition and enabling the finn to 

withstand competitive forces. 

OrganizaLional, repeatable, learning-based and therefore non-randol11 ability to 
Competence sustain the coordinated deploYl11ent of assets and resourees enabling the finn to 

reaeh and defend the state of cOl11petitiveness and to aehieve goals. 

This semantic problem contributes, to a certain extent, to support the confusion 

despite the numerous thcoretical works focused on the nature and definitions 

surrounding the concept of competence (Garavan & McGuire, 2001). Moreover, 

continuing in the subtle refinements that add to the confusion by redefining the tcrms 

of resource, competence and capability, or by creating new ones, causes erosion in 

the field and entails a risk of implosion (Arrègle & Quelin, 2000). 

l. The notion ofresource and the resource-based view (RB V) 

The RBV paradigm concentrates on sorne firm's specifie internai resources in order 

to understand performance gaps between businesses evolving in the same 

environment, and to identify the factors explaining these diffcrenccs. Penrose (1959) 

has been the first addressing this issue and using the term resource in its analysis of 

the firm which she considered as the firm 's productive components. The nature of the 

resources is human and material, and the firm 's growth is created by the interaction of 

the resources that it possesses. ln this sense, Penrose supports the ricardian rent and 

assumes that what drives performing corporations is not as much the choicc of an 

attractive industlY as the strategies being based on unique and rare resources. Almost 

30 years should have been waited before Wernerfelt (1984) got interested again in the 
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concept of resource. For him, resources constitute as many tangible and intangible 

assets for the firm embedding individual and collective competences. Referring to an 

important body of literature, Chatterjee & Wernerfelt (1991) classificd resources into 

three different categories: physical, intangible and financial. If there has been almost 

no disagreement over what encompasses physical and financial rcsources, defining 

intangible resources appeared to be more prob1ematic. 

Organizationally embedded intangibles have in earlier literature also 
been referred to as tacit knowledge (e.g. Polanyi, 1964); experiences, 
reputation and goodwill (e.g. Berg & Friedman, 1981; Duncan, 1982), 
organizational routines and skills (e.g. March & Simon, 1958; Nelson 
& Win ter, 1982) (Andersen & Suat Kheam, 1998: 164). 

Barney (1991) argued for a broader definition by suggesting the concept of 

capability. During the same decade, the REV has bcen developed and has constituted 

a major breakthrough for the strategie management field of study. Today, many 

researchers in the domain have adopted this strategie perspective and the concept of 

resource has profited from it in terms ofpopularity and relevance in explaining firms' 

performance without, however, being consensual on a definition. 

The table c. presents a list of definitions and typologies of the concept of l'esource in 

the context of the RBV. From this list, it is possible to underline three major elements 

for understanding the main essence of this concept. 

•	 First of ail, a resource is an asset of variable nature (tangible or intangible 

material, financial, human, etc.) used by a firm with an aim of achieving a 

goal; 
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•	 Secondly, a resource is used in the context of a strategy which must contribute 

to obtaining a competitive advantage; 

•	 Finally, a resource must be controlled by a finn without the obligation of 

being owned by this firm, which represents a mean for cxcluding the 

competitors. 

These conclusions raise an important question for the researchers of the RBV school: 

'What resources will generate rent for the firm?' 1 Thus, it becomes essential to 

determine which of the resources possessed by a firm are strategically important so 

they can be considered as a potential source of sustainable competitive advantage and 

of performance (Amit & Schoemaker, 1993). Therefore, attributes of resources that 

distinguish a strategie resource from an ordinary one must be identified. 

[. ..] typologies have been proposed by Amit & Schoemaker (1993), 
Black & Boal (1994), Col!is & Montgomery (1995) and Grant (1991). 
Although, the tenns employed across these frameworks are somewhat 
difJerent, al! attempt to link the heterogeneous, imperfectly mobile, and 
inimitable, firm-speciflc resources sets possessed by jirms to their 
competitive positions. (Wade & Hul!and, 2004: 115) 

According to Barney (1995; 1991), resources must meet four essential attributes in 

order to be considered as strategie, and thus confer a sustainable competitive 

advantage to the firm: (1) value, (2) rarity, (3) inimitability, and (4) non

substitutability. As presented in the following table, some authors have suggested 

1 At this point, it is important to understand that we do not intend, in this thesis, to determine who will 
appropriate the rent resliiting from the competitive advantage. We rather want to evaluate if, indeed, 
resources, and more precisely organizational competences, are source of competitive advantage and, 
1Iitimately generale a rent for the organization. 
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othcr attributes to complete or substitute those proposed by Barney (1991i. The latter 

still remains the most used. 

Table d. 

Typologies ofresources attribute 

Resource 
Terminology

attribute 

Ex ante limits to competition 

Value	 Value (Barney, 1991; Dierickx & Cool, 1989) 

Rarity	 Rare (Barney, 1991) 
Scarcity (Amit & Shoemaker, 1993) 
Idiosyncratic as sets (Williamson, 1979) 

Appropriabi li ty	 Appropriability (Amit & Shoemaker, 1993; Collis & Montgomery, 1995; Grant, 
1991) 

Ex post Iimits to competition 

Imitability	 Imperfect imitability: history dependent, causal ambiguity, social complexity 
(Barney, 1991) 
Replicability (Grant, 1991) 
Inimitability (Amit & Shoemaker, 1993; Andrews, 1971; Collis & Montgomery, 
1995) 
Uncertain imitability (Lippman & Rumelt, 1982) 
Social Complexity (Fiol, 1991) 
Causal ambiguity (Dierickx & Cool, 1989) 

Substitutability 
Non-substitutability (Barney, 1991)
 
Transparency (Grant, 1991)
 
Substitutability (Collis & Montgomery, 1995)
 
Limited substitutability (Amit & Shoemaker, 1993; Dierickx & Cool, 1989)
 
Substitutes (Black & Boal, 1994)
 

Mobility	 Imperfect mobility (Barney, 1991) 
Transferability (Grant, 1991) 
Low tradabiIity (Amit & Shoemaker, 1993; Dierickx & Cool, 1989) 
Tradability (Black & Boal, 1994) 

(Wade & Hulland, 2004) 

2 Among the various attributes exposed in table d., mobifity refers to the RBV assumption of imperfect 
mobifity previously discussed in the section A.b., p.3. 
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Value 

The value of a resource is determined by its contribution as weil to the firm's 

objectives as to the fulfillment of consumer's needs. Indeed, the value of a resource is 

function of both firm's internai and external environment: different firms confer 

different value to a resource. Changes in the environment such as technology, priee 

levels or consumer tastes can involve variations in the perceived value of a resouree. 

Hence, there must be a fit between the firm's ability to do something and the 

opportunity to do it (Russo & Fouts, 1997). 

At the internai environment level, a firm should ideally possess a resource in order to 

suppoli or enhance its efficieney and effeetiveness. In other words, the resource must 

add value to the firm by helping it to neutralize the threats and exploit the 

opportunities present in a specifie market environment (Amit & Schoemaker, 1993; 

Barney, 1991). Therefore, the finn must stay aware of the changing business 

environment in which it evolves. Moreover, the transaction costs related to the 

investment in the resource cannot be higher than the rent resulting from the 

acquisition of this resource (Mahoney & Pandian, 1992). Bence, the value of a 

resource must lead to lowered costs, increased revenues, or both. To be considered as 

valuable in the external environment, a resource must produce something valued by 

consumers (Bogner & Thomas, 1994; Verdin & Williamson, 1994) at a price they are 

willing to pay depending on their preferences, and the possible alternatives (Peteraf, 

1993; Barney, 1986). Consequently, the link between the value of a resource and the 

demand is essential (Collis & Montgomery, 1995). 

Rarity 

The rarity of a resource depends on its uniqueness. The less there are firms holding a 

resource, or the less it is avaiJable to numerous firms, the more rare the resource is 

eonsidered. (Amit & Schomaker, 1993). However, there is something pleonastic in 
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the sense that what is valuable is generally rare and what is rare is usually considcred 

valuable (Foss & Knudsen, 2003). 

As suggested in the strategie management literature, it is interesting to differentiate 

resources that help the finn attaining a competitive advantage from those that 

contribute to sustain this advantage (Wade & Hulland, 2004; Priem & Butler, 2001). 

Although rare and valuable resources lead to competitive advantage, it is not enough 

for a firm to consider this advantage as sustainable (Barney, 1995). Resources must 

also simultaneously rneet sorne other important criteria to be considered as 

sustainable. According1y, rarity and value can be considered as ex ante limits to 

competition but it remains necessary to add ex post limits in order to sustain a ftrm 's 

competitive advantage (Peteraf, 1993). 

Non-ùnitability 

The question of imitability refers to the replicability of the resources. A resource is 

considered not easily replicable by other firms when they must pay important costs 

for developing that resource or acquiring il. Barney (1991, 2001) identifies three 

different sources of imperfect irnitability: (1) causal ambiguity, (2) history, and (3) 

social complexity. 

•	 Causal ambiguity 

It indicates the difficulty for a competitor to know which are the resources at the 

origin of the performance of a firm (Lippman & Rumelt, 1982). It limits the 

identification and the understanding of the strategie resources that make firms 

successful (Arrègle & Quélin, 2000; Reed & DeFillippi, 1990; Dierickx & Cool, 

1989). In other words, causal ambiguity exists when the bonds between the 

resources controlled by a firm and its competitive advantage are not weil 

understood. In this case, it becomes difficult for a competitor, who tries to copy 
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the strategy of a suecessful firm, to know which resource it should imitate. 

Globally, causal ambiguity relies on three characteristics: 

Tacitness refers to the implicit and noncodifiable accumulation ofskills 
that results from learning by doing. Complexity results from having a 
large l1umber of interdependent skills and assets. Specificity refers to 
the transaction specifie skills and assets that are utilized in the 
production processes and provision ofservices for particular customers 
(Reed & DeFillippi, 1990: 89). 

•	 Social complexity 

Resources are considered very complex social phenomena, beyond the ability of 

firms to systematica11y manage and influence (Barney, 1991). Social complexity 

is related to ail the interrelationships established between people, space and other 

resources. Hence, certain resources such as interpersonal relations and firm's 

reputation for instance can be hue social phenomena, not easily imitable. 

•	 History / path dependency 

The present choices are conditioned by the choices carried out in the past (Nelson 

& Winter, 1982). Consequently, the inimitable character of a resource can be 

explained by the idiosyncratic historie conditions under which the resource was 

created or acquired. Indeed, a competitor can't easily enjoy the same environment 

and conditions that were necessary to the creation of the resource because firms 

evolve via a path dependency, which is hard to replicate. Hence, the history of a 

firm is impossible, or extremely expensive to reproduce for a competitor unless it 

takes an identical path over time (Bowman & Collier, 2006). 

•	 Time compression diseconomies 

The imitation of a specifie stock of assets can be long and/or costly (Dierickx & 

Cool, 1989). If the competitors want to catch up their delay on a firm possessing 
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the resources whose development required several years, thcy won't be able to get 

the same rcsult while allocating the same investments without waiting for thc 

same lapse of time; tempting to compress this lengtb entails lower rcsults (Prévot, 

2005). 

• Erosion 

To preserve the strategic value of resources, they must be maintained in time. It is 

therefore essential that firms invest in their maintenance and their rcnewal if they 

do not want to decline compared to their competitors (Dierickx & Cool, 1989). 

Ali these factors can increase the cost of imitating a firm's resource and consequently 

support RBV assumptions about resources heterogeneity and immobility. 

Non-Sllbstitlltability 

Even though a resource is considered valuable, rare and inimitable, it should not exist 

either a substitute to this resource so that it confers a sustainable competitive 

advantage to the firm (Barney, 1991; Dierickx & Cool, 1989). Resources cannot 

fui fi Il the same function. In other words, firms that do not possess this resource 

cannot use a different one or a comparable one to reach the same results as the firm 

who possesses it. 

Appropriability and non-appropriability 

It addresses two issues: the question of ownership and the question of rent. 

Appropriability can be determined by the ease with which a firm can appropriate a 

competitor's resource. It is also about the potential of rent earning by the firm and the 

importance for the finTI to appropriate the returns related to its competitive advantage 

(Collis & Montgomery, 1995; Grant, 1991). 
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Figure b. 

The conditionsfor the creation ofa sustainoble competitive advantage 

Resources 

Heterogeneity attributes 

of the linn 
Value 
Rarity 

Non-imitability 
Causal ambiguity Sustainable 
Social complexity competitive 

Hislory / Path advantage 
dependency of the linn 

Imperfect mobility 
rime compression 

diseconomies 
of the resources Erosion 

Non-substilutabil ily 
Appropriabilityand 
Non-appropriabilily 

The theoretical framework presented in the previous figure combines at the same time 

the main elements included in the respective models of Peteraf (1993) and Barney 

(1991), and some other important characteristics regarding the creation of a 

sustainable competitive advantage. Based on the assumptions of heterogeneity of the 

firms and the imperfect mobility of the resources between firms, strategie resources 

i.e. those who are valuable, rare, non-imitable, non-substitutable, non-appropriable 

lead to sustainable competitive advantage in the condition that the firm can earn the 

rent resulting from its advantage. 

ii.	 The notion ofcompetence / capability and the competence

based view (CB JI) / the dynamic capabilities approach (DCA) 

If there was confusion with the definition of the notion of resource, the situation is as 

problematic with the notion of competence (Schmiedinger et aL, 2005; Sanchez, 

2004; Freiling, 2004; Garavan & McGuire, 2001; Jubb & RoboLham, 1997; Nordhaug 
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& Gronhaug, 1994). Indeed, the literature does not propose any universally acceptcd 

definition for competence. On the contrary, several discrepancies exist in definitions 

that are duc to a semantic choice, the type of compctency, or the level of analysis. 

Three terms are used in the literature for defining the concept of compctcncy: (1) 

competence (s) , (2) competency(ies) , and (3) capabitity(ies) (Prévot, 2005). Some 

authors use them in an interchangeable way white sorne others draw clear distinctions 

between each one of these terms. 

Born at the crossroads of human rcsources management and strategie management, 

the notion of competence refers to different levels of analysis depending on the field 

of study; HRM tends to focus on the micro levcl (individual competences), and to a 

lesser degree on the meso level (collective competences), white strategie management 

is turned on the macro level (organizational competences) (Rouby & Thomas, 2004). 

Although sorne authors got interested in the concept of competence from an 

organizational perspective before the 1990s, it was initially developed from the 

perspective of the individual (McClelland, 1973; Boyatzis, 1982) and competences 

were defined as "[ ... ] a set of knowledge, abilities and attitudes that justify superior 

performance. There is also an assumption that better performance is based on 

intelligence and on personality of individuals. Competence is considered as the stock 

of an individual 's resources (Fleury & Fleury, 2005: 1641 )". Selznick (1957) is the 

first having introduced the term competency on the organizational level by using the 

concept of distinctive competencies ta define activities in which an organization IS 

really good at (Schmiedinger et aL, 2005). 

{. ..} Hall (1993) classifies intangible resources as 'assets' or 
'competencies ': Intangible assets include 'having' capabilities, which 
typically are regulatory (e.g. patents) or positional (e.g. reputation) 
white intangible skills or competencies are related to 'doing' 
capabilities, which include jimctional capabitity (e.g. know-how) and 
cultural or organizational capability (e.g. routines) (Andersen & Suat 
Kheam, J998: J64). 
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Likewise, competences have also been referring to firm 's capacity to develop and 

mobilize ail of its resources and network through organizational routines that rcflect 

accumulated knowledge (Grant, 1991; Teece, et aL, 1997). 

Then, the question of competences has been put sIightly asides durjng the 1970s and 

the beginning of the 1980s, leaving the room to new approaches such that of Porter 

(Campbell & Sommers Luchs, 1997). Although there have been few authors in the 

60s, 70s and 80s to address the issue on competences (Ansoff, 1965; Hofer & 

Schendel, 1978; Hitt & Ireland, 1986), it is only at the end of the 1980s that 

competences took ail their importance in the strategic management field. While the 

RBV becomes more and more the dominant approach in strategic management (Foss 

& Knudsen, 2003), Amit & Schocmaker (1993) suggest that REV should not only 

establish an endowment of firms in terms of assets and resources, but also highlight 

how different organizational capabilities will allow some of the firms building a 

significant and sustainable competitive advantage. Accordingly, firms must use 

competences in a more rapid and skilful way than the market itself (Eisenhardt & 

Martin, 2000). 

Prahalad & Hamel also added an important contribution in their seminal al1icle 

published in 1990, suggesting that some specifie capabilities, named core 

competences, are critical to an organization in order to achieve a competitive 

advantage. Rather then considering strategy in terms of strategie business unit, they 

rethought it in terms of development and valorization of core competences (Durand, 

2006). Essential1y, a core competence underlies five specifie characteristics: 

1. Lifetime exceeds that of any product; 

2. A single individual can possess in itself a core competence; 

3. Create value to customer; 

4. Make a differentiation from competitors; 



20 

5. Lever for entering new market. 

With their concept of core competence, Prahalad & Hamel (1990) and Hamel & 

Prahalad (1993, 1994) aimed to shed a light on how the creation and support of a 

competitive advantage depend on firm's capabilities to manage the creation and the 

use of resources and knowledge. The real breakthrough of this concept relies on the 

importance granted on the firm's ability to identify those core competences more than 

on the idea that competition is based on competences (Hamel, 1994; Tampoe, 1994). 

If several authors agreed over the time with the idea of embedding the concept of 

competence in the heal1 of the organization's competitive advantage (Garavan & 

.McGuire, 2001; Jurie, 2000; Hendeghem & Vendermeulcn, 2000; 

Bergenhenegouwen et al., 1996; Nordhaug, 1996; Lado & Wilson, 1994), to 

explicitly discuss the concept at the organizational level, authors have used various 

terms: distinctive competences (Reed & DeFil1ippi, 1990), core competences 

(Prahalad & Hamel, 1990) organizational competences (Lado & Wilson, 1994) and 

organizational capabilities (Col1is, 1994). The table e. presents various dcfinitions 

and typologies for the notion of organizational competence and clearly demonstrates 

this diversity. 

The reading of these definitions and typologies enables us to identify disparities, but 

more importantly, certain similarities. In almost every definition, competences refer 

to the capacity of an organization to deploy its resources and ensure their combination 

with an aim of achieving organizational goals, sustainable competitive advantage 

and/or above average performance (Grewal & Stolegraaf, 2007; Col1is, 1994; Grant, 

1991; Prahalad & Hamel, 1990; Dierickx & Cool, 1989). Indeed, the question of 

coordination of the resources is a major issue insofar as it enables a better 

operationalization of strategies (Lado & Wilson, 1994). 
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Therefore, competences must make it possible to carry out at the same time strategie 

activities but also sorne specifie organizational objectives. 

Over the years, two main streams in the RBV emerged; on one side, researchcrs are 

interested in "[ ... ] internai and external resources of a finl1, the economic perspective 

of market, hierarchies and networks, or the different implications of transaction cost 

theory. The other group of researchers emphasizes how to make the best use of the 

available resources [ ... ] (Franke, 2002)". The competence-based view (CBV) was 

developed in the wake of this second stream of the REV and the who le competence 

movement developed during the 90s (Hamel & Prahalad, 1990; Sanchez et aL, 1996; 

Teece, etai., 1997). 

According to this extension of the RBV, not only the discrete individual assets but 

also mainly the core competences of the finn represent the source of a sustainable 

advantage. The control of strategie resources - valuable, non-imitable, nOI1

substitutable and rare - is considered insufficient to provide the firm with a 

competitive advantage, contrarily to what Barney (1991; 1995) suggested. It's 

actually the combination and the coordination of these resources that constitute the 

source of such an advantage (Grant, 1991). Moreover, internai resources are not the 

only roots for firm-specific competences (Freiling, 2004; Hafeez et aL, 2002; Teece et 

aL, 1997). Following the logic of firm as an open boundaries system, firm

addressable resources (Sanchez & Heene, 1997) and relational competences (Dyer & 

Singh, 1998) are also necessary to attain the objectives. 

The dynamic capabilities approach (DCA) takes its roots in two fundamental aspects: 

(1) the notion of path dependency, i.e. the evolution of the firm is conditiol1ed by its 

decisions and the stock of resources accumulated in its history, and (2) innovation, 

i.e. the firm is a place for learning by experience, for constructing and acguiring new 

competences that enable Ï11J1ovation. While the RBV and the CBV are focused on the 
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analysis of competences operating modes, the DCA is more interested in the 

development of competences (Sanchez, 2000). Basically, the DCA takes into account 

the notion of flexibility, which refers to "[ ... ] the firm's capacity to integrate, build, 

and reconfigurc internai and external competences to address rapidly changing 

environment (Teece et al., 1997: 516)". As for thc CBV, the DCA argues for a 

competitive advantage based on the deployment of resourccs and competences and 

their coordination (Teece et al., 1997). The following table presents a summary of thc 

salient features of these approaches. 

Table f. 

Comparison of the contemporary strategie management approaehes 

RBV CBV DCA 

Concept of the A bundle of resources An open system of assel A system fonned by 
firm and capabi/ities stocks andj70ws processes, routines, and 

compnsmg comprising resources compnsmg 

Tangible assels Tangible assets Tangible assets 
Intangible assets Intangible assets Intangible assets 
Capabilities Capabilities Capabilities 

Ac/ivi/ies Managerial process Organizational/ 
Managerial processes 

Competitive Con/ro/ling and Deploying, pro/ec/ing Deploying and exploi/ing 
strategy exploiting strategie and developing capabililies embedded in 

resources manifested in competences resulted processes, and con/inual 
assets or capabilities from the integration of reshaping of the 

assets and capabilities portfolio assets 
Attributes of Valllable Valuable Vaillable 
resources 1 Rare Rare Rare 
competences Inimitable Inimitable Inimitable 

Non-substitutabk Non-substitutable Non-substitutable 

Robus/ (for new market) Dynamic 
Development Development of Development and Development and 
method intangible assets integra/ion of intangible integra/ion of intangible 

assets and capabili/ies assets and capabililies 

Development InternaI Internai and external Internai and ex/ernal 
environ ment 

(Hafeez et al, 2002) 
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Interestingly, some authors specifically differentiate these three perspectives arguing 

for a dynamic capabilities approach, a competence-based perspective or a resource

based view independent one from the other, whereas sevcral others propose an 

integrative approach of resources and competences (Freiling, 2004; Sanchez, 2004; 

Duscheck, 2004; Halldôrsson & Skj0tt-Larsen, 2004; Taylor Coatcs & McDermott, 

2002). Recognizing the contributions of the DCA and the CBV to the RBV, thcse 

perspectives shouldn't be regarded as mutually exclusive as they illustrate a 

progressive conceptual development. Therefore, there is theoretical support for a 

resource and competencc-based view (RCBV) as an integrative strategy theory 

proposing a systemic, dynamic, cognitive and holistic framework (Sanchez & Heene, 

1997). 

d. The challenge ofmeasurement 

In addition to the conceptualization and definition of competences, one of the main 

critics addressed by researchers in the field of strategic management about the 

resource and competcnce-based view (RCBV) is related to the operationalization and 

the measurement of competences since they are multidimensional constructs by 

nature (Dutta et aL, 2005; Camisôn, 2004). 

The quantification of internally generated intangible assets, for which 
there are as yet no commonly recognized and validated scales of 
measurement, is particularly complicated. At the root of this problem 
lies thefact that the most valuable competences are highlighted by the 
RB V, intangible assets, are by their very nature not directly observable 
(Camisôn, 2004: 27). 

As mentioned by Godfery & Hill (1995), three main strategic management theories 

are concerned by this problem: the transaction cost theory, the agency theory, and the 

RBV of the firm. According to this latest theory, the sustainability of competitive 
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advantage relies on the spced with which the changes in the environment occur and 

the capacity of the firm to renew its resources, the availability of substitutes and thc 

inimitability of the resource. Bence, the more unobservable is the resourcc, the highcr 

are the barriers to imitation and the more sustainable is the competitive advantage 

based on this resource (Godfrey & Hill, 1995). Howcver, it remains impossible to 

measure the level of unobservability of unobservable resources. Reed & DeFillippi 

(1990) addressed this issue determining the dcgrce of unobservability through 

observable variables. In other words, in order to measurc a construct such as a 

competence, one must proceed to the assessment of observable indicators related to 

this construct. Therefore, if a factor n: is fl.lnction of the degree of unobservabili ty of a 

resource (Jj and that this resource cP can be determined by a set of observable 

variables XI, X2 ... X, then it means that the factor n is function of the variables XI, 

and then, 

However, the use of proxies for evaluating firm-specific resources and competences 

requires scrutiny as for the construction of the proxies and the construct validity 

(Truijens, 2003). Since competences are the resl.llt of resources deployment and 

coordination with an aim of goal attainment (Sanchez et aL, 1996; Lado & Wilson, 

1994; Amit & Schoemaker, 1993), Escrig-Tena & BOI.I-L1l.1sar (2005) suggested that 

competences might appear in some activities or results. 

(. ..) competencies can be related to activities and can be deduced 
from the activi/ies themselves and from the consequences that arise 
from them. ln this way competencies can be operationalized by 
identifying and evaluating the activities and the results arising from 
them (Escrig-Tena & Bou-Llusar, 2005: 231). 
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The figure c. presents the theoretical model using proxies ln the measurement of 

unobservable competences. 

Figure c. 

Foc/aria! mode! of the mu!tidimensiono! construct 

ReslIlt Unobservable Proxies 
com pctcnces 

11 indicolor/ 

1 j 1 

~ Competence l ~ ,..- ... 

/ 1\ 
N indicOlor 

Performance k 
1/ 

, 

indicolor/ 

~ V1 
V
\J, Competence" ~ f-H ... 

1\
 
N ]ndicolor

" 
1 

According to Camison (2004), the literature offers two approaches to measure 

competences: (1) using quantitative approximation, or (2) using means of subjective 

self-classification scales. If both approaches seem to be used in empirical studies 

evaluating the impact of competences on performance, most of the researchers have 

chosen the self-classification scales as demonstrated in table g. The inherent difficulty 

to elaborate quantitative indicators and the limit imposed by the samples size can 

explain the predominant use of this scale of measurement type. Il is also possible to 

identify different subjective scales: (1) comparing objectives and results, (2) valuing 



28 

the possession or the characteristics of certain strategie assets, (3) comparing with 

competitors (Camis6n, 2004), and (4) analyzing the consequences for the firm of 

possessing a competence (Escrig-Tena & Bou-L1usar, 2005). 

B. Linking resources and competences with competitive strategy 

Strategie management has always tried to figure out what were the different 

determinants of firm's profitability. Both, ro and the resource and competencc-based 

view (RCBV), acknowledged the importance of acquiring a sustainable competitive 

advantage as an outcome of strategie choices and activities. For this reason, 

competitive strategies have been one of the most important subjects of enquiry in the 

field (Spanos & Lioukas, 2001; Spanos et al., 2000). 

According to the RCBV, firms possess limited resources and out of this bundle of 

resources, those considered as rare, valuable, inimitable, and non-substitutable can 

lead firms to achieve and sustain a competitive advantage (Barney, 1991; Wernerfelt, 

1984). However, firm's competences do not come only from resources per se; 

resources need to be accessed, deployed and combined (Fleury & Fleury, 2005; 

Moran & Goshal, 1999; ]üttner & Wehrli, 1994; Bogner & Thomas, 1994; Grant, 

1991; Reed & De Fil1ippi, 1990). Managers' challenge is thus to build organizational 

competences through interconnections of the firm's strategie resources (Mil1s et aL, 

2002). 

This resource and competence-based perspective has long been considered in 

opposition to the industrial organization approach, which rather supports the 

necessity for firms to have good understanding of their strategie positioning for 

developing their strategy formulation and ultimately improve their competitive 

position on the market (Porter, 1985). 
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Rescarches conducted in the recent years tend to demonstrate that both perspectives 

are not mutually exclusive since firms must analyze their intcrnal and external 

enviromnents for reaching a competitive advantage (FuITer, et aL, 2008). For Fleury 

& Fleury (2005) this supports the premise that the competences and resources of a 

firm command its strategy. Aligning strategic resources, and consequently 

organizational competences, with strategy then appears essential for explaining 

business performance (Black & Boal, 1994). 

a. Co-aligning reSOllrces and competences and strategy 

Introducing strategy as a variable in the equation linking resources, competences, and 

performance suggests the notion of 'strategic fit', which expresses the match between 

internai resources and competences, and the external business domains such as firm's 

competitive strategy (Rivard et aL, 2006; Venkatraman & Camilius, 1984). As 

mentioned by Andrews (1971), focusing on organizational competences needs to 

underlie the role of strategic fit since corporate resources and competences represent 

one of the four components of strategy. Indeed, resources and competences are 

considered as a basis for the e1aboration, the execution and the SUPPOlt of strategy. 

Likely, Teece et al. (1997) consider strategy formulation as a major organizational 

capability that must match the firm's environment and its strategic orientation in 

order to provide a competitive advantage. 

We begin with the premise that the quality ofajirm 's strategy cannot 
be judged independent!y of the jirm resources upon which it is based 
(Barney & Zajac, 1994). This is a contingency perspective, which 
argues that jinn strategies co-align or jit the corresponding interna! 
capabilities or resources (Venkatraman & Camillus, 1984) (Ede!man 
et al., 2005: 361). 

Contingency theory supports the idea that each strategic orientation corresponds to a 

configuration of organizational characteristics, i.e. resources and competences, which 
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should fit strategy for reaching higher performance (Slater et al., 2006; Zajac et al., 

2000). These capabilities can be either inside-out or outside-in focused to contribute 

to the strategie fit between the firm and its environment (Sharma et al., 2007). 

Contingency theory abandons the idea of one universal stratcgy and appropriate 

management styles and rather considers strategy as the result of an in-depth analysis 

of the internai factors and external context of the organization (Mullaly & Thomas, 

2009; Chorn, 1991). 

The resource-based school accepts that an organization 's history and 
experiences, its character and culture, and ils strengths and capabilities 
al! contribute to ils strategy and, indeed, are crucial in determining the 
success ofthat strategy (Campbel! & Som mers Luchs, 1997: 8). 

The notion of fit also supports the dynamic dimension of competitive situations. 

Since organizations as well as their environments are in constant change, corporate 

resources and competences, and the resulting strategy must also change in time 

(Mullaly & Thomas, 2009; Venkatraman & Camillus, 1984). For Miles & Snow 

(1984), successful and sustainable organizations are those able to assess the fit over a 

long term and define the changes to be made in order to keep their competitive 

advantage. A lack of attention toward changes can lead to a misfit and harm the 

firm 's position in its environment. Among the other reasons that could create a 

misalignment, we can identify the inadequate processes and structure, the bad interna! 

communication from the leadership, the incapacity to present a clear big picture to 

everyone in the organization, the inability to develop or acquire the necessary 

resources and competences that can support the strategy, and the inadequacy between 

the organization's time frame and some internai stakeholders' time orientation 

(Mullaly & Thomas, 2009). 

Even though there have been several studies verifying empirically the links between 

resources and competences, and firm performance, little has been done uSIDg 
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quantitative methodology and !esser when including strategy ln the equation 

(Kuivalainen & Taalikka, 2004). FUITer et al. (2008) explored with significant 

positive rcsults the parallels bctween resource-based and competitive strategy theories 

in new industry. Hughes & Morgan (2008) demonstrated a fit between strategic 

resources of marketing organizations and product-market strategy !eads to greater 

performance. Edelman et al. (2005) determined that small firms reach greater 

performance when fitting their strategies with availablc resources. ü'Regan & 

Ghobadian (2004) showed that organizational abilities aligned with strategic planning 

generated higher level of performance. Zajac et al. (2000) suggested a fit betwccn 

organizational and environmental contingencies through strategy. Chandler & Hanks 

(1994) demonstrated that a fit between available resources and strategy lead the firm 

to enhanced performance. Cool & Schendel (1988) concluded that firms with a fit 

between their strategy and their accumulated assets (resources and skills) are more 

effective than their competitors. 

b.	 The mediating influence of competitive strategy in the relatiol1ship 

between resources, competences and performance 

In the literature, the discussion about the importance of a fit between business 

strategy and internai competences started at the end of the 1980's (Amit & 

Schoemaker, 1993; Dierickx & Cool, 1989). As mentioned previously, the RCBV 

suggests that strategy selection and development should be primarily based on a 

meticulous evaluation of available resources and competences (Spanos & Lioukas, 

2001; Brush & Chaganti, 1998). Moreover, these resources and competences also 

need to be complementary (Trispass, 1997) and must interact with strategy inputs and 

outcomes to provide the basis for a sustainable competitive advantage and affect 

firm's performance (Hitt et al., 2001). 
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However, the business environment IS constantly changing thus managers must 

remain aware of the impacts on their strategie decisions. Therefore, it would be 

erroneous to fall into any deterministic rigidity over firm's strategie behavior. On the 

other hand, the firm's strategic options or alternatives will always be restrained to its 

idiosyncratic stock of available resources and competences. 

Furthermore, the value creating potential ofstrategy, that is the jlrJ11 's 
ability to establish and most importantly sustain a profitable market 
position critically depends on the rent generating capacity of ils 
under/ying resources (Canner, 1991). In other words, this 
perspective 's contention is that persistent differences in jirm 
profitability require that either the flnn 's product be distinctive (i.e. 
differentiated), or attain a low cost position relative to its rivais 
(Spanos & Lioukas, 2001: 910). 

For Venkatraman (1989), this contingent logic comes in six different perspectives of 

fit. 

a)	 Fit as matching 

The fit is represented by a simple interaction between two explanatory variables. 

b)	 Fit as moderation 

In a form of linear regression between an independent variable, a moderator, and 

a dependent variable, the fit is represented by the interaction bet\veen the 

independent variable and the moderator. 

c)	 Fit as mediation 

According to a causal perspective, in the process linking an antecedent factor to a 

consequent factor, the fit plays the role of the intermediate variable. 
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d)	 Fit as gestalts 

According to this holistic and systemic perspective, the fit emerges from the 

internai congruence between several variables. 

e)	 Fit as profile deviation 

The fit is considered as the degree of adherence of a standard profile. This form 

may be considered as too simplistic and reductive in regard to the firm's behavior 

and its strategy. 

j)	 Fit as covariation 

Ali factors simultaneously interact to influence performance. No factor precedes 

the other in the causal process, nor is the role of moderator. 

Figure d. 

Six perspectives offit 

Fit as Profile Deviation Fit as Gestalt 

c 
U1 

~ c: 
..0 0 
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Fit as Covariation ~ gFit as Mediation 
-~0
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::0 
Z 

Fit as Profile Moderation Fit as Matching 

Criterion-specirlc	 CriteriorHre e 

Choiee of anclloring the speciflcal10n of
 
Fit·based relatlonship
 

(Venkatraman, 1989) 
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A significant number of the research in strategic management explored the 

importance of fit by exploring differcnt forms of co-alignment putting in relation 

strategy and external environment (Griffith, 2010; Tan & Tan, 2005; Covin & Sclvin, 

1989), industry (McDougall et al., 1994), organizational structure (Vcliyath & 

Shortell, 1993), or information systems (Chan ct aL, 1997). Most of thc prcvious 

researches studying the co-alignment between organizational resources and 

capabilities, strategy and performance postulated a fit as moderating effect. However, 

the industry type may influence the choice of perspective to be adopted. 

Fragmented industries, such as retait and services, are characterized 
by low-entry barriers (Porter, 1980), low degrees of private or 
asymmetric information, and low levels of resources with limited 
strategie substitutability (Barney, 1991). In addition, these firms may 
be unable to develop the human capital of their employees to respond 
to dynamic changes in the environment (Meyer & Heppard, 2000) 
(Edelman et al., 2005: 361). 

The food retailing industry in Quebec doesn't totally correspond to this description. 

With three major players owning more than 90% of the grocery stores market shares 

(Hubert, 2003), the industry is rather characterizcd by high concentration, high-entry 

barriers, and high competition. 1 However, the issues related to strategic 

substitutability and human capital remain. In this context, the appropriability of the 

resources and competences is less important than their use through effective and 

efficient strategies (Brush & Chaganti, 1999; Chandler & Hanks, 1994). Accordingly, 

when facing a lack of strategic resources and competences, organizations cannot 

translate them directly into competitive advantage. Hence, "[ ... ] carefully selected 

strategies serve as generative mechanism through which resources influence firm 

performance" (Edelman et aL, 2005: 383). For Baron & Kenny (1986), fit as 

mediation explains how or why certain external events occur whereas fit as 

moderation focuses on when certain effects take place. This thesis follows the 

1 Voir tableau h. p. 40. 
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suggestion of Edelman et al. (2005), who consider more relevant to assess mediatLng 

hypotheses when studying the rctai! industry.2 

The mediation effect imposes three different paths for illustrating the causal relations 

as presented in the figure e. (KeI1l1Y, et al., 1998; Venkatraman, 1989; Baron & 

Kenny, 1986). The direct effects of the independent variable on the dependent 

variable (DI) are an efficiency effect and repoli the influence of the stratcgic 

organizational competences of the finTI on performance. The second path is the 

mediator cffcct (D2), which is related to the impact of strategy, either cost leadcrship 

or differentiation, on firm's performance (Rivard et aL, 2006). The next path (D3) 

refers to the impact of the independent variable on the mediator, i.e. the firm's 

capacity to use organizational competences to develop and design its stratcgy (Mata 

et al., 1995). Finally, the last path (D4), is the mediation path, which considers the 

mediating effect of competitive strategy in the organizational competences 

performance relationship. 

Testing the mcdiation effect can demonstrate either a complete mediation or a partial 

one. In the case of a complete mediation, strategy is necessary for firm's strategic 

resources and competences to influence performance. 

Complete mediation is the strongest test, indicating that, the mediator
jinn strategy plays a critical role in translating resource bundles into 
jinn performance (i.e. resources ~ strategies ~ performance) 
(Edelman et al., 2005: 371). 

The mediation can also be partial if there are both, direct effects between the 

independent variable and the dependent one, and indirect effects through the 

mediator. 

2 cf. Chapitre 3 - Article 3 p. 115. 
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Figure e. 

Co-a/ignment model (organizational competences, competitive strategy, and 

performance): fit as mediation 

Slrall'g)' 
(media/or)li1 

Firfil 
orgaoi7.:ltiol181 Performance 
competences (rlepi'/1de/l1 
(IIrdepmde/l1 )'{lriable) 

l'adah/es) 

C. The food retailing industry as a field of study 

This thesis examines the relationship between organizational competences, strategy 

and business performance of food retailers. Because the heterogeneity of the sector is 

very important, we focused our study on a very narrow segment. Indeed, the structure 

of the food retailing sector differs from one country to another and, in Canada, 

important disparities exist between provinces. For the purposc of this study we 

focuscd on indcpendent (affiliated or not), franchise or corporate Quebec food 

retai lers. 
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Figure f. 

Structural links in Quebecfood retailing sector (2005) 

Food prodllccrs / 
Food brokcr 

proccssors 
1 

1 

1 
1 

Spccialist distriblltor 
Pêcherie Nore! 

Courchesne-Larose 
Le Choix du Fromager 

1 
1 
1 
1 

Gcncral distrihutor / 
wholcsalcr 

Co/abor, J.B. Cardin. 
D. Berrrand 

Corporale wholesaler 
Sobeys, Melro, 

Loh/aw, Couche-Tard, 
Cos/co 

1 
1 

Corporatc or 
Indcpcndcnt rctailcr Indcpcndcnt rctailcr 

franchisc rctailcr 
non-affiliatcd affiliatcd 

Lob/mv, Cos/co,
Corneau-Canlin Metro group (50%) 

Sobeys, Couche-Tard.
Supermarchés GP Sobeys graup (95%) 

Me/ra 

Source: Table Agro-alimentaire de Chaudière-Appalaches, 2006 

Two major reasons explain the choice of Quebec food retailing sector as our field of 

study. First, it has been very few studied in academic research contrarily to other 

retailing subsectors and the manufacturing sector. Second, it has a major contribution 

to the global retailing sector of the province, but also to the whole Quebec economy. 

Overall, there are 9381 food retai1ers of all type in Quebec representing 22,4% of the 

global retailing market sales, and supermarkets specifically counts for 16,1 %.3 The 

food-retailing sector employs nearly 160 000 people for total sales reaching around 

17,3$ billions~. 

3 Statistics Canada, 2008. 
4 Statistics Canada, 2006. 
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Table h. 

Soles in supermorkets, grocery stores ond convel1lence stores with the type of 

property 

Canada without
Quebec Ontario Canada 

Qucbec 

Total sales (million$) l7335 23534 71 561 54226 

Canadian market shares 24,2 32,9 100 75,8 

Corporate and franchise 
36,7 62,5 60,7 68,4

market shares (banners) ('10) 
Afliliated independent market 

59,2 31,7 34,7 26,9
shares (%)
 

Non-affiliated independent
 
4,1 5,7 4,6 4,8

market shares (%) 

Source: Statistics Canada and Canadian Grocer, National Market Survey, February 2006 

It is also interesting to mention that the Quebec food retailing industry has the highest 

market concentration after Sweden and Norway. Indeed, three major batU1ers (Métro, 

Sobeys and Lowlas) own more than 75% of ail market shares in the sector. 5 Despite 

these important statistics, the sector remained an object little studicd by researchers in 

both strategie management and human resources. However, this service sector is 

central to many changes in our societies such as flexible working, rapidly changing 

technologies or competitive pressure. 

Most studies in strategie management have been conducted in the manufacturing 

industry and little has been done in regard of retailing yet it represents a particularly 

interesting and fertile field of study when focusing on sustainable competitive 

advantage (Harris & Ogbonna, 2001). It is also admitted that the structure of retailing 

and the retailer strategies have been more studied than the relationship between 

strategy and performance in this sector (Lewis & Thomas, 1990). However, the 

constant increase of competition in the retailing industry, both 10ca11y and 

5 Table Agro-alimentaire de Chaudière-Appalaches, 2006. 
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internationally, and the dynamism of the sector have led the retailers to give more 

importance to their competitive capabilities and strategies (Morshett et al., 2006; 

Moore, 2005; Harris & Ogborma, 2001). 

Table i. 

NUl11ber offood retailers in Quebec (2006) 

Superstores / 
SlIpermarkets 

Grocery stores Convenience stores 

Métro 

230 
Métro and 
Métro Plus 

107 

85 

Richelieu 

Marché Ami 812 

Gem 
SOS 
Ex[ra 

Budget 
56 Super C 2 Les 5 Saisons Main-Soir 

29 Tradition Omni 

Sobeys 252 
[GA and 
[GA Extra 

465 
Le Dépanneur 
Boni Soir 

83 Bonichoix Serlard 

106 Provigo 

37 Loblaws Axep 
Loblaws 35 lntermarché 294 Atout-Prix 

Maxi and Proprio 
112 

Maxi & Cie 

Costco 17 

COli che
Tard 

565 

Source: Table Agro-alimentaire de Chaudière-Appalaches, 2006 

a. Determining organizational competences for retailers 

Among the several different propositions of organizational competences typologies 

previously shown6
, we have chosen to apply to the retailing industry the models of 

Lado & Wilson (1994), and Thompson & Richardson (1999). Since the literature 

didn't offer any typology specific to the retailing sector, we chose these two models 

6 See table e. p. 21. 
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for their generic nature, i.e. their applicability to the manufacturing sector as that of 

retai!. Lado & Wilson's model appeared to be relevant to retailing since the suggested 

categories of competences - managerial, input-based, transformational, and output

based - reflect the systemic nature of organizations such as retailers and stores. 

Thompson & Richardson's model comprises a generic requirement for ail 

organizations. Organized into three global clusters, the suggested competences are as 

weil turned on the internai and external environments of the finn. 

With the intent of determining, for retailers, what are the most relevant organizational 

competences contained in the chosen models, we conducted interviews with experts 

in the domain.7 Over ail the organizational competences they were interrogated on, 

experts clearly mentioned three of them as essential for retailers: (l) customer 

orientation, (2) external cooperation ski lis, and (3) employee loyalty / satisfaction 

toward their organization. These organizational competences are well discussed in the 

literature and professionals in the retailing industry underline their potential as being 

a major source for competitive advantage. In the precise sector of food retailing, they 

are considered as core capabilities and performance levers that must be systematically 

translated into actions in the grocery stores. 

i. Customer orientation 

For retailers, responding to customers' needs in a more effective and efficient way 

than its competitors represents a major path to success. The objective of such an 

orientation is the customer satisfaction which influences attitude, purchase behavior, 

repurchases, customer retention, and ultimately profit (Huddleston et al., 2008). In its 

sense, the shopping - i.e. the retail mix of product offering, service offering, retail 

pricing, location, atmosphere, store marketing and hospitality - experience and its 

7 cf. Chapitre l - Article l, p. 61. 
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perceived and vallied qualities by the customers are highly related to customer 

satisfaction. 

For a grocery retailer, as for other types of retailcrs, customer satisfaction can be 

reached through service and/or product orientation. In other words, satisfaction will 

vary according to the type of services offered and the type of product offered, the way 

they are offered, the pricing, and the global shopping environment. Several authors 

consider the development of a high quality relationship with customers as a major 

source of competitive advantage (Merlo et al., 2006; Harris & Ogbonna, 2001; Rowc 

& Barnes, 1998; Hunt, 1997). The relationship can be expressed through customer 

service: if the customer's perception of the service quality is higher than the service 

quality he expected, then the service is considered excellent; if it's equal, the service 

is adequatc; if it's lower, the service is considered deficient (Vasquez et al., 2001). 

However, customer satisfaction cannot be reached through a single specific 

relationship with someone from the personnel; it is related to the whole shopping 

experience and the related retail mix. Being service-oriented rcquires more than 

individual behaviours ensuring the quality of the service, "[ ... ] it also requires a 

culture where deeply entrenched values reinforce a cllstomer focus and pervade the 

organization (Merlo et al., 2006: 1216)". 

The product orientation also aims to satisfy customers but instead of focusing on the 

relationship with the customer, it concerns the product offer. Following this approach, 

thc retailer proposes products valued by the customer, independently from the 

intrinsic quality of the products, as long as it corresponds to an adequate quality/price 

perceived ratio. For a supermarket retailer, offering new or innovative products, 

having a discount line of products or proposing products answering non-expressed 

needs represent as many ways as a retailer can be product-oriented. This said, it is 

very important to note that these two perspectives are not mutlially exclusive. Quite 
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the contrary, the majority of successful grocery retai1ers answer their customers' 

needs by proposing both a high quality service and an above average products offer. 

Îi. Externat cooperation skills 

The management of the supply chain represents a real challenge for grocery retailers, 

which tàce high competition, rapid expansion of mass merchandisers, and 

consolidation of the market. Hence, the firm's relational capacity to maintain good 

relations with its external partners represents also an important source of competitive 

advantage. 

[ ...] doser and more collaborative relationships allow buyers Clnd 
sellers to share resources and obtain mutually benejicial economic 
outcomes that are superior to those that each party may be able to 
achieve separately. In grocery retailing, the managerial literature 
echoes these relational exchange theory notions and advocates more 
collaborative retailer relationships with suppliers [. ..] (Morgan et al., 
2007: 513). 

These relationships may involve not only information sharing, but also core resources 

and competences exchange (Elg & Paavola, 2008). As stated by Ganesan et al. 

(2009), retailers need to integrate resources and capabilities of their suppliers and 

customers in order to create and maintain competitive advantage. 

In the Quebec global food retailing sector, almost 80%8 of the sales are done by 

supermarkets and three major firms possess more than 90% of the supermarkets 

market shares: Sobey's (23%), Loblaws (39%) and Metro (32%) (Hubeli, 2003). This 

represents a very high level of concentration in the food distribution and influences 

deeply the relationship between grocers and their suppliers. 

8 Comité sectoriel de main-d'œuvre du commerce de l'alimentation (CS MOCA), 2002. 
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The control held by these three compal1les on the food market in Quebec is 

particularly high and leads them to define the mies to bc applied in tcrms of quality, 

variety and origin of the products sold in the supermarkets. Consequcntly, in the 

supply chain the suppliers have experienced a strong dependency of thcir business 

from a few buyers. If supermarkets delist them, they are very often unable to find 

another outlet. At first sight, we could think that thc groccrs arc in powcr position and 

dictate the way business must be done in the sector. Actual1y, the reality is more 

subtle. Three reasons explain practical1y why grocers need to maintain good 

relationships with their suppliers. On a logistical point of view, both, the retailer and 

the supplier, control a part of the supply chain management. Bence, they have a 

common goal in optimizing the performance of the chain. That's an important reason 

why retailers and suppliers have integrated processes and systems that facilitatc the 

flow of products (e.g. just-in-time management). The second reason is of commercial 

nature. Once aga in, it starts with eommon objectives for the retailer and the supplier: 

sel1ing products as much as possible and maximizing the profit margins. To do so, 

grocers and suppliers use marketing tools that promote the banner and the product 

brand at the same time (e.g. grocery flyer). A third reason is about shopper marketing. 

The aim of shopper marketing is using marketing mix tools in such a way that it 

affects positively the shopper behavior and drives the consumption of a brand. This is 

a win-win situation for retailers and suppliers since it leads to the purchase of a 

specifie brand (Ailawadi et al., 2009). 

iii. Employee loyalty / satisfaction 

Workforce loyalty / satisfaction represent another major source of competitive 

advantage for retailers. It is expressed, in particular, through employee mobilization 

behaviours - i.e. (1) behaviours related to compliance with the work contract, (2) 

contextual performance behaviours directed towards the task, and (3) the behaviours 

of contextual performance relationship, direeted tO\vards others or the organization 
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(Tremblay & Simard, 2005; Tremblay & Wils, 2005) -. Howcver, not cnough retail 

studies got interested in the loyalty / satisfaction of employces toward their employer 

evcn if personnel turnover is an important issue for retailers since it involvcs 

important costs in terms of recruitment and training of ncw cmployecs for instance 

(Fos ter, et al., 2008; Peterson, 2007, Hendrie, 2004). Amongst a11 typcs of employees 

of grocery stores, turnover is mainly problematic for the frontlinc staff catcgory for 

several reasons. First of a11, working in retailing is considcrcd as a low-status 

occupation in Quebec. The vast majority of front-lîne workers are composed of part

time employees, often young and students, which do not want to start a career in this 

sector. Secondly, salaries are very low and grocers usua11y propose minimum wage 

for this job category. According to Booth & Hamer (2007), store managers must be 

aware of staff absences and keep attrition rates low in their assessment of 

performance, which is no more about sales only. 

Employee loyalty / satisfaction are relevant for retailers not only because it impacts 

labour turnover, but also because it influences customer satisfaction. In fact, several 

researches have focused on investigating the relationship between job satisfaction and 

customer satisfaction (Brown & Lam, 2008). By extension, it posits the question on 

the relative influence of job satisfaction, through workforce loyalty / satisfaction 

toward the firm, and customer satisfaction. A high level of loyalty / satisfaction 

would be positively related to customer satisfaction and a low level would lead to 

customer dissatisfaction. FoUowing this logic, Meyer & Allen (1991) proposed that 

firms should offer incentives that would increase their personnel job satisfaction and 

commitment such as career progression, pleasant workplace and interesting work 

conditions. Other studies in the retailing sector also suggested that perceived 

organizational support, employee satisfaction and personal achievement contribute to 

reduce turnover significantly (Eisenberger et al., 2002; Rhoads et al., 2002; Rhodes et 

a1.,2001). 
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Employee loyalty / satisfaction not only reduces workforce turnover and increases 

customer satisfaction, but it also benefits the banner promotion. Foster et al. (2008) 

talk about 'walking talking brand agents' for expressing the committed front-line 

staff willingness to deliver high quality service to customer and promo te the 

organization's values and image. I-Iowever, studies have also demonstrated that 

loyalty / satisfaction of employees are first expressed toward the store, to a 1csser 

degree to the retailer, and finally to the industry (Foster et al., 2008). In this context, 

the energies spent by the committed workforce in terms of promotion primarily 

promotes the store where he works, maybe the banner of the storc, but vcry few 

efforts will be done to promote the whole retailing industry. 

b. Competitive strategy in the context ofretailing 

As for the whole strategic management field, former researches studying the strategy 

selection, resources and competences, and business performance were principally 

focused on the manufacturing industry and fewer got interested in retailing (Megicks, 

2007; Moore, 2002). However, it would be an error to consider strategies applied to 

manufacturing sector being unchanged and used for retailing. Of course, typologies 

such as those of Porter (1985) and Miles & Snow (1978) may be appropriate for both 

sectors. But, the retailing and manufacturing environments are different and so is the 

application of strategies. According to Helms et al. (1992: 4), significant differences 

in the choice of strategy are based on "[ ... ] the advantage of relative size; the lack of 

traditional barriers to entry; differences in the effectiveness of traditional low-cost 

and differentiation techniques; and shifts in successful strategies, brought on by 

changes in industry structure and customer profiles". As a result, differences in terms 

of strategy may be identified not only between retailers and manufacturers, but 

between retailers of a same sector as weil and even retailers of a same banner. For 

instance, in the food retailing sector, it is possible to make distinctions between 

conventional and specialty format stores (Huddleston et al., 2008). 
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Among generic typologies of strategies proposed in the literature, Miles & Snow 

(1978) and Porter (1985) have probably proposcd the mostly studied. If thcre has 

been an extensive application of these typologies in the context of manufacturing, 

fewer studies have done so in the context of retailing. Over the years, and particularly 

during the 1990s, researchers have then proposed and tested empirically several 

rctailing strategies typologies (Morschett et al., 2006; McDowell Mudambi, 1995; 

Chandler & Banks, 1994; Conant et aL, 1993; Belms et aL, 1992; Ellis & Kelley, 

1992). 

In this thesis, we have chosen Porter genenc strategies: (1) cost leadership, (2) 

differentiation, and (3) focusing (anchored through one or the other type). The 

simplicity and the relative antinomie nature of the strategies suggested wou Id help 

respondents to answer and force them to position themselves on either strategies. We 

must also take for granted that the strategy adopted by supermarkets cornes from the 

headquarters of the banners and defines the global positioning of the stores on the 

market, in regards of their competitors. In this context, the evaluation of strategies 

inspired by the RCBV wouldn't be relevant. We have constructed a specifie scale of 

measurement with indicators totally oriented on retailing. If we can identify examples 

of retailers for each of these three strategy types, in the grocery retailing sector, cost 

leadership and differentiation are more relevant than the focus approach, which is 

considered as too narrow (Koistinen & Jarvinen, 2009), and have been consequently 

been discarded. But, even if Porter's typology has been applied in researches on the 

retailing sector, Morschett et al. (2006) underlined two limitations for this 

application: (1) Porter doesn't consider strategies combining several competitive 

advantages, and (2) limiting possible competitive advantages to two basic types is 

simplistic when it is admitted that differentiation advantages, for instance, can be 

reached through different ways. 
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IfPOlier doesn't argue for the combination of strategies, Helms et al. (1992) made the 

opposite hypothesis and suggested that a combined approach cou Id be relevant in the 

retailing sector. They actually found that retail businesses combining cost leadership 

strategy and differentiation were performing better than those focusing on only one 

strategy and this, in terms of financial and operational performance. Accordingly, it 

wou Id be erroneous to put these two strategy types in total opposition and one might 

admit the possibility that certain retailers could implement characteristics from one or 

the other. 

c. Measuring performance in the grocery retailing 

As for several other management fields of study, strategie management is concerned 

about performance measurement since it helps the organization establishing its 

objectives and determining its future actions in terms of strategy, tactics and 

operations. However, it is widely admitted that performance is not a unitary concept. 

As a multidimensional construct, researchers refer to a wide variety of variables. 

Sludies conducted in the retailing industry have also suggested several different 

measures of perfonnance from one single financial performance variable to more than 

a dozen variables related to financial and operational performance, at the firm, store 

and merchandise levels. 

The table j. shows some constant among several authors considering the same 

indicators of performance, i.e. sales per square foot, cash flow management, sales per 

employee, net income after taxes, total sales growth over the past three years, overall 

store performance/success. However, for the purpose of this thesis, the chosen 

performance indicators were mainly inspired by those used by Grewal & Slotegraaf 

(2007) because these indicators are more appropriate for assessing a retailer 

performance since most of them are specifie to the sector. However, instead of 

evaluating the firm performance - i.e. the performance of the banner - the focus 
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remained on indicators of store and merchandise management performancc because 

the initial intent was to determine thc performance in regard of the stores' 

organizational competences. In this context, traditional performance variables related 

to the external environment, such as market shares or catchment area, havcn't becn 

taken into account. Thereafter, it's been possible to have a broader view of the banner 

bascd on the aggregate mean ratio of the stores individual performance. This 

methodological choice has also been based on firm structure since the Quebec food 

retailing sector is mainly comprised of affiliated stores. 

Table j. 

Performance measurement for retailing 

Authors Year Performance variables / variables clusters 

Conant et al. 1990 Organization profitability toward its competitors 
Return on investment (ROI) 

Helms et al. 1992 Operational performancc 
Financial performance 

Smart & Conant 1993 Sales per square foot 
Cash flow management 
Effectiveness of cost containment 
Sales per employee 
Net income after taxes 
Total sales growth over past 3 years 
Overall store performance/success 

Conant et al. 1993 Sales per square foot 
Cash flow management 
Effectiveness of cost containment 
Sales per employee 
Net income after taxes 
Total sales growth over past 3 years 
Overal1 store performance/success 

Kean et al. 1998 Return on sales (ROS) 

Brush & Chaganti 1998 Net cash flow 
Change in employee size 
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Table j. (continued) 

Authors Year	 Performance variables / variables c1usters 

McGee and 2000 financial performance comparisons with compet itors 
Peterson o Gross pro lit 

oNet income after taxes, 
o Total sales growth over the past 3 years 
o Overall store performance and sllecess 

Eclelman et al. 2005	 Change in retllrn on sales (ROS) on a 4 years period 

Moore 2005	 Sales per square foot 
Cash flow management 
Effeetiveness of eost containment 
Sales per employee 
Net income after taxes 
Total sales growth over past 3 years 
Overall store perfonnance/success 

Grewal & Siotegraaf 2007	 Finn performance 
Store management performance 
Merchandise management performance 

Including measures on: 
Major competitor performance 
Growth rate objectives 
Return-on-investment objectives 
Market share objectives 

Ton & Huckman 2008	 Store performance 
o Overall customer service score 
o Profit margin 

D. A note on methods 

A detailed methodology section IS included in each of the three articles. The 

following note presents an overview of the study's design and explains the reasons 

supporting our methodological choices. The overall study design consists of in-depth 

interviews fo llowed by a field inquiry in the Quebec food-retai ling sector. 
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a. Choice ofmethod and design 

This thesis includes qualitative (Article 1) and quantitativc data (Articlcs 2 & 3). The 

objective of the first article was to determine which organizational competences, 

relevant for the retailing industry, could be considered as performance drivcrs. To do 

so, two different typologies of organizational competences have been chosen 

(Thompson & Richardson, 1996; Lado & Wilson, 1994). Since literature doesn 't 

offer any typology of organizational competences that have been specifically 

designed for the retailing industiy, the choice of these typologies is explained by the 

generic nature of the proposed organizational competences. After having made a first 

selection among the suggested organizational competences, rejecti ng those that 

focused mainly on manufacturing and not corresponding to the retail context, four in

depth interviews have been conducted with experts in retailing who were questioned 

on the value of organizational competences for their organization. Thc choicc of 

interviews provcd to be a suitable method to analyzc the construction of mcaning, the 

analysis of the processes describcd by thc cxpeiis, and dcvcloping constructs. 

Interviews allowcd going more into dctail and more accurately capture thc sentiments 

and nuances expressed by the experts. 

Out of the competences upon which interviews were conducted, three appeared to be 

especially relevant for the retailing sector. The notion of strategy was also considered 

of great interest to explain business success in retailing. To empirically verify the 

experts' statements, interviews were followed by a survey of retailers. However, the 

high degree of heterogeneity in the retailing sector has forced the investigation to be 

focused among the food retailing subsector only. Moreover, only supermarkets in this 

subsector were targeted in the sample. 

For the purpose of this survey, two questionnaires were used for two different groups 

of respondents: (1) store managers, assistant store managers, and (2) dep31iment 
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managers, assistant department managers, heads of cashiers, assistant heads of 

cashiers. Each group of respondcnts answered a survey of its own. Only the questions 

of control were the same. This methodological choicc cnabled us to avoid problcms 

of common-factor variance. Hencc, store managers evaluatcd strategy and 

performance and department managers and heads of cashiers evaluated organizational 

compctenccs. Store managers were chosen for their knowledge of the finn 

performance and strategy indicators and because they are well positioncd to self

report subjective feedback on these indicators. As prescntcd in the next table, these 

rcspondents answered the following clusters of questions: (1) control, (2) strategy, 

and (3) performance. 

Table k. 

Survey design 

Sample Quebec supermarkets 

Group 1 Group 2 

Respolldents Store managers Ocparlment managers 
Assistant store managers Assistant department managers 

Heads of cashiers 
Assistant heads of cashiers 

Questions Control (13) Control (13) 
Strategy (11) Organizational competences (17) 

Costleadership Customer orientation 
Differentiation External cooperation skills 

Performance (9) Employee loyalty and satisfaction 
Store management 
Merchandise management 

Control questions were about personal aspects (e.g. gender, age, studies, position), 

and organizational aspects (e.g. number of employees under supervision, storc's 

status, banner, rctail space). Strategy has been measured according to Porter's 

categories (cost leadership and differentiation). As proposed by Grewal & Stolcgraaf 

(2007), store and merchandise management has been used to evaluate performance. 

Indicators for the measurement of these organizational competences were based on 
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Escrig-Tena & Bou-Llusar (2005) and the interviews previously conductcd with 

experts in rctailing. Department managers and head of cashiers were asked to answcr 

the c1usters of questions related to (1) control and (2) organizational competences

i.e. (a) customcr orientation, (b) external cooperation ski Ils, and (3) employee loyalty 

/ satisfaction. They have been chosen on the basis of their understanding of firm's 

competences and their awareness about the organization's nccds in tcrms of resources 

and capabilitics. But aga in, for avoiding problems of common-factor variance, wc 

only used their answers cvaluating organizational competences. 

The global empirical process, qualitative interviews and quantitative survcy, IS 

described systematically in the following parts. 

i. Conduct ofthe interviews 

Interviews were done with four experts in retailing. 9 These interviews ail last around 

two hours. They took place in each expert's office. They have been record cd and a 

copy of the recording has been sent back to the respondent with the transcript. The 

following table presents some important characteristics of the experts. Ail the 

transcripts were treated with Atlas TI for codification and analysis. 

According to Lincoln & Guba (1985), four criteria must be met to establish the 

trustwOlihiness of qualitative studies: (1) credibility, (2) transferability, (3) 

dependability, and (4) confirmability. Credibility or the extent to which multiple 

constructions of reality are represented adequately - according to the opinions of the 

constructors of those original multiple realities - was assured by several mcans. The 

position of the interviewees, their knowledge and their long experience of the domain 

helped drawing a real portrait of the context. My personal experience of external 

consultant for the Quebec Ministry of Industry and Trade in the Trade and Retail 

9 See Annex A, p. 160. 
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department also [ed me into my overall understanding of the retailing sector. In 

addition, data \Nere collected on the same phenomena and were compared to test for 

consistency. Data were then analyzed using botb, qualitative and quantitative 

approaches. l also benefited from sustained and rigorous debriefing both from 

personal contacts in the domain and anonymous reviewers, who reviewed lhis first 

part of this work thrice since it has been submitted to conferences over the last lwo 

years. It helped me clarifying my arguments and properly documenting my findings. 

Since l sent copies of the transcripts to the interviewees, they were asked to make 

corrections, ail of which were minor. Tbese corrections and clarifications were added 

to the transeripts and the corrected versions were used for my analysis. 

Table l. 

Details on experts 

Expert 1 Expert 2 Expert 3 Expert 4 

Position CEü CEü CEü QlIebec Consll](ant 
operations 

Subsector Artist material Oeparlment store Food Food 

Number of stores 26 65 175 nia 
(Quebec only) 

Areas Quebec 1Canada Quebec Quebec 1Canada Quebec 

Family business Yes Yes No No 

Knowledge of the 
food retailing Yes Yes Yes Yes 
sector 

Transferability, or the extent to whieh findings can be useful for understanding the 

organizational competences / strategy relationships with retailers performance, was 

assured by the variety of retail subseetors in which experts come from: artists' 

material, department store, food retailing, and general retailing. Since the study 

findings are based on common conclusions stated by the experts they can be 

addressed to other retail subsectors than food retailing. The overiap of methods, as 

deseribed eariier, helped ensure dependability, i.e. reliability. Ali of the above in 



56 

combination helped guarantee an acceptable lcvcl of confirmability of the study 

results, which has been proved by the formai inquiry that followcd. 

It should also be noted that this first part of the study (cf. Aliicle 1) was prescnted at 

the AIMS (Association Internationale de Management Stratégique) conference 111 

June 2009 and publishcd in proceedings. It thus benefitcd from peer review. 

iL Conduct ofthe survey 

Fol1owing the construction of the questionnaires, they have becn presented a dozen of 

respondents per category for pre-test. No major adjustments were made thcreafter. 

Essential1y, changes were about simplifying the phrasing offew statements. 

In order to promote this study and get sufficient data, l tried to make it as simple as 

possible for the potential respondents. First of ail, a website has been created for 

explaining the nature of the studylO, and linking the two online questionnaires'l, one 

for each category of respondents. Questionnaires werc answered anonymously with c

mail protection. In order to reach potential respondents, faxes have been sent to every 

IGA, Provigo, Axep, Intermarché, and Lowlaws, and e-mails were sent to Metro and 

l2Super C supermarkets. Several phone calls have also been made in order to incite 

store managers to answer my questionnaire and transmit my demand to department 

managers. l also communicated directly by phone to several store directors. l have 

had direct communication also with both Metro and Provigo Directors of corporate 

affairs department. Our inquiry has been suppolicd by the one of Metro but rejected 

by the one of Provigo for several administrative reasons. l also contacted the General 

Director of ADAQ (Association des Détaillants en Alimentation du Québec / Quebec 

Food Retailers Association) who presented the study on the association website. l 

la See Annex E, p. ln. - URL:~v.~I.l)J:I.ÇJlt;jliOll-qllCbc(;.wcbS&.\l.i2:!
 
Il We llsed Queslback as for the online questionnaire platfonn. See Annexes B, p. 203, and C, p. 209.
 
12 See Annex D, p. 176.
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finally got in touch witb the General Director of the CSMOCA (Comité Sectoriel de 

Main-d'œuvre du Commerce en Alimentation / Food Retailing Labour Sectoral 

Committee) but haven't been able to make him committed to my research. Finally, 

several supermarkets in the metropolitan area bave also been visitcd directly and 

questionnaires were \cft in place and recovered three weeks later. 

Table m. 

Category ofrespondents per banner 

Respondents
Banner Category of respondents 

per category 
TOTAL 

Loblaw A 
Store director 
Assistant store director 

19 
Loblaws 
Provigo 
Intermarché 

B 
Department manager 
Assistant deparlment manager 

12 36 

Maxi 
Maxi & cie C 

Head of cashiers 
Assistant head of cashiers 

5 

Sobeys 
A 

Store director 
Assistant store director 

10 

lGA 
[GA Extra 
Bonichoix 

B 
Department manager 
Assistant department manager 

7 27 

Tradition 
C 

Head of cashicrs 
Assistant head of cashiers 

[0 

Métro 
Métro 

A 
Store director 
Assistant store director 

43 

Métro Plus 
Richelieu 
Super C 

B 
Dcpartment manager 
Assistant department manager 

23 80 

Les 5 Saisons 
Marché Ami C 

Head of cashiers 
Assistant head of cashiers 

14 

TOTAL A 
Store director 
Assistant store director 

72 

TOTAL B 
Department manager 
Assistant department manager 

42 143 

TOTAL C 
Head of cashiers 
Assistant head of cashiers 

29 
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Globally, data have been gathered on a 10 months period. The proeess has been long 

due to the slow pace in the questionnaires reception. Unfortunately, despite 

considerable efforts, it has not been possible to gather a samplc as large as we would 

have desired. The table m. presents the results of the data gathering aceording to the 

banner and the category of respondents. Among the descriptive statistics, it should be 

mentioned that more than half of the respondents in both categories are from Métro. 

This statistic reflects the faet that 1 had the support of the Métro's Director of 

Corporate Affairs and that she has passed an internaI e-mail urging the potential 

respondents to partieipate in this research. Accordingly, ifs been dccidcd to focus our 

study on Métro banner, using it as a specific case study, and suggestion a primary 

comparison with the two other major banners in Quebec, Loblaw and Sobeys. Indeed, 

the sample size and concentration data obtained from one of the three major banners 

wouldn't allow us to generalize our results to the whole food retailing sector. 

The number of respondents for each category of respondents is almost the same. 

However, in the department manager / head of cashiers category, two third of the 

respondents are managers and one third, cashiers. According to the answers, 

supermarkets directors are predominantly male. However, it appears that there are 

few more woman in the category of department managers / heads of cashiers. it is 

mainly because almost ail cashiers are woman. Considering department managers 

only, the ratio is quite different since men are three times more numerous than 

women. 

Following the data gathering, they have been processed in SPSS and several 

statistical analysis have been conducted in order to determine, furthermore, the 

internai validity, the reliability and the objectivity of our scales. 1 also proceeded to 

exploratory and eonfirmatory factor analysis. 1 finally used structural equation for 

assessing the mediation effect of strategy in the competence - performance 

relationship. 
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E. Conclusion 

The contribution of the resource-based Vlew (RBV) represcnts an important 

breakthrough to the strategic management field of study. By proposing and inside-out 

perspective of organizations strategy, it complements Porter's industrial organization 

perspective. The relevance of the REV has rcsulted in numerous theoretical 

discussions and the publication of numerous researches, which have led to different 

conceptual propositions al! trying to explicit the theoretical basis of the RBV with 

varying degrees of accuracy, scientific depth, quality and creativity. Out of these 

various propositions, this thesis integrates in one the classic resource-based view, the 

competence-based view and the dynamic capabitities approach. The suggested 

resource and competence-based view (RCBV) wish ta explain organizations 

competitive advantage through firm's intangible assets. 

In an effort of theoretical precision, the classic problem of semantic confusion has 

been faced. Too often researchers use concepts with taken for granted definitions 

white in fact the precision in the choice of words is essential ta the understanding of 

studies. This is especially true with common terms such as 'asset', 'resources', and 

'competences'. Therefore, in order ta avoid misunderstandings, meanings of the main 

concepts used in this thesis were clarified. Since the focus has been directed on the 

specific category of organizational competences as potential source of competitive 

advantage, Lado & Wilson (1994: 702) definition has been chosen; it considers 

organizational competences as "firm-specific resources and capabilities that enable 

the organization ta develop, choose, and implement value-enhancing strategies". 

Once the main concepts defined, it has been important to discuss how the challenge 

of measurement should be faced. Since competences are intangible, the relevance of 

having processed to their assessment through observable indicators related ta these 

competences has been demonstrated. 
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Because this thesis integrates the strategy variable in the equation between 

organizational competences and performance, it appeared relevant to discuss the 

status of this third variable. While most of the previous rescarchcs posit strategy as a 

moderation variable, it has been preferred to postulate a fit as mediating cffect. As 

suggested by Edelman et al. (2005), it is more appropriate to consider mediation 

when studying industries sllch as retail and services. 

Finally, the reasons why the retailing has been chosen as to be field of study have 

been specified. Even if it is an important sector of Western economies, retailing 

remains less studied than several other sectors. Moreover, the dynamism and the high 

level of competition make retailing a relevant field for studying organizational 

competences, strategy and performance. After proceeding to interviews with experts, 

it has been possible to identify three major organizational competences. At this point, 

the focused has switched to a more homogeneous part of the broad sector of retailing, 

namely the Quebec food retailing subsector, and more precisely supermarkets. An 

empirical inquiry has been conducted asking two types of respondents to answer 

online questionnaires: supermarket directors, and their assistants, for the strategy and 

performance questionnaire and department managers, chief of cashiers and their 

assistants, to answer the questionnaire on organizational competences. 

The following three articles present each step of the process and their respective 

analysis: CI) the interviews, (2) the organizational competences and performance 

evaluation, and (3) the strategy mediating effect. 



CI-IAPITRE 1 

BUILDING ON ORGANIZATIONAL RESOURCES AND
 
COMPETENCES TO REACH PERFORMANCE: TI--IE CASE OF THE
 

RETAILING INDUSTRy l
 

ABSRACT 

Adopting the resource and competence-based perspective, th is paper looks at how 
organizational competences can be considered as potential sources of competitive 
advantage for businesses in the retailing industry. The in-depth interviews of four 
experts in the domain demonstrates the utility of three major organizational 
competences: (1) the customer orientation, (2) external cooperation skills, and (3) 
employee loyalty / satisfaction. 

RÉSUMÉ 

En s'appuyant sur la perspective basée sur les ressources et les compétences, le 
présent article s'intéresse aux compétences organisationnelles comme source 
potentielle d'un avantage compétitif pour les entreprises œuvrant dans le secteur 
du commerce de détai 1. Sur la base de quatre entrevues en profondeur menées 
auprès d'experts dans le domaine, trois compétences organisationnelles ont été 
retenues comme étant incontournables: (1) J'orientation client, (2) les 
compétences de coopération externe, et (3) la loyauté / satisfaction des employés. 

Key words: resource and competence-based view; organizational competences; 
retailing; customer orientation; external cooperation ski Ils; loyalty; employee 
satisfaction. 

1 A previous version of the CUITent article has already been publ ished in the AIMS conference 
proceedings in 2009. 
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1.1. Introduction 

From the study of industry-level factors to the analysis of firm-Ievel attributes, 

strategic management has always focused on the ways businesses can reach a position 

of success. Since the beginning of the 1990s, nUl11erous researchers got interested in 

resources and competences as possible sources of sustainable competitive advantage 

for firms producing greater profits than their competitors (Escrig-Tena & Bou-Llusar, 

2005; Edelman et aL, 2005; 2002; Camisân, 2005; McGee & Peterson, 2000; Lado & 

Wilson, 1994). Several industrial contexts have been chosen as field of study. 

However, very few got interested in the retail industry even though it represents a 

dynamic sector for studying such a topic (Harris & Ogbonna, 2001), particu lariy 

because of its high and constantly increasing level of competition (Morschett et aL, 

2006). Taking the resource and competence-based view as the overarching theoretical 

framework, our aim is to determine if some organizationa! competences contribute in 

a particular way to the creation and the sustainability of a competitive advantage for 

retai lers. 

The retaiJ ing was chosen as our field of study bccause of its economic importance in 

the who le economy of the province and because few studies have focused on this 

industry even though the retailing industry is the second largest job provider in 

Quebec. It is a key driver to the vitality of the Quebec economy. With total sales of 

more than $ 94 billion per year, it generates over 450,000 jobs in Quebec in more 

than 56,000 commercial estabJ ishments located in ail regions of Quebec. The 

economic benefits generated by the presence of retailers in the economy of ail 

Quebec regions are also estimated in billion of dollars.2 

In order to achieve our objective, we have proceeded to interviews with experts in the 

retailing industry in Quebec and asked for their opinion about some resources and 

2 Conseil Québécois du Commerce de Détail, 20 Il. 
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competences embedded in two distinct but complementary typologies. Based on Lado 

& Wilson 's (1994) theoretical framework, Escrig-Tena & Bou-Liusar (2005) 

proposed a typology that highlights competences and resources related to quality 

management, which are considered as capable of sustaining a competitive advantage. 

Thompson & Richardson (1996) proposed a broader typology presenting 30 generic 

organizational competences applicable to the retail indllstry. 

1.2. A Resources and Competences Conceptual Integration 

Tenants of the resource-based view do the assumption that resources are distributed 

heterogeneously across firms and remained imperfectly mobile (Amit & Schoemaker, 

1993) while assuming that resources considered as valuable, rare, inimitable, and 

non-substitutable lead the firm to achieve competitive advantage (Barney, 1991). An 

established body of the literature suggests that competences, as the firm capability to 

use resources and create new ones (Sanchez, 2000), must also be taken into account 

when determining the sources of a competitive advantage. Tbis led to the emergence 

of the competence-based approacb, which occurred at the beginning of 1990s. 

According to tbis perspective core competences represent a unique combination of 

resollrces and capabilities for organizations and generate competitive advantage while 

creating value for customers (Hamel, 1994; Prahalad & Hamel, 1990). 

However, the distinction between the concepts of resources and competences remains 

narrow and blurred and may easily lead to confusion. Several authors consider a 

competence as a convenient combination of resources (Moran & Goshal, 1999; 

Jütlner & Wehrli, 1994; Bogner & Thomas, 1994; Grant, 1991; Reed & De FiJ1ippi, 

1990). Some others argue for an integration of resources in a broader definition of the 

notion of competence which could then be defined as assets, tangible or intangible, 

that enable organizations to develop and implement value-creating strategies 

(Sanchez et al., 1996; Lado & Wilson, 1994; Barney, 1991). At least three terms are 
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used in the literature for expresslllg the concept of competence - competence(s), 

competency(ies) and capability(ies) (Prévot, 2005) - adding to the confusion. lt even 

happens that some authors use these terms in an interchangeable way, whereas others 

assign them some different significances accol'ding to (1) the unit of analysis 

(individual / ol'ganizational), (2) the HR function (selection, l'emuneration or training 

for example), (3) the structure of organization (centralized / decentralized), or (4) the 

aim (to increase the performance or to monopolize new market shares for example) 

(Garavan & McGuire, 2001). 

This confusing situation partly explain the reason why most of the theoretical works 

that have been written on resources and competences tend to focus on the nature and 

the definitions of these concepts and, in a more restricted way, on their measurement 

(Garavan & McGuire, 2001). In order to clarify as much as possible the situation 

surrounding the concepts of resources and competences and avoid semantic 

wanderings, we have chosen to adopt the position of Lado & Wilson (1994) who 

cons id el' competences as finn-specific assets, resources and capabilities, knowledge 

and skills that permit the attainment of strategic objectives and value cl'eation. 

Table 1.2.1 

Firm 's distinctive attrihutes labels 

Label Authors 

Distinctive competencies Reed & DeFillippi (1990) 
Fiol (1991) 

Core competencies Prahalad & Hamel (1990) 

Firm-specific competencies Pravitt (1991) 

Organizational capabilities / Ulrich & Lake (1990) 
competences Stalk et.al. (1992) 

Resources and capabilities Lado & Wilson (1994) 
Barney (1991) 

Assets and capabilities Mahoney (1995) 
Kamoche (1996) 
Hooley, et.al. (1998) 

Harris & Ogbonna (2001) 
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Following the idea of an inside-out approach of strategie management as suggested 

by the resource and competence-based approach, it becomes essential that the finn 

develops and maintains its organizational competences so that it can coordinate 

effectively its resources and translate them into competitive advantage. Accordingly, 

the firm's efforts for coordination are as important as the resources themselves. 

Hence, if resources can be considered as strategie - i.e. valuable, non-substitutable, 

rare, and inimitable - by extension, organizational competences should also 

correspond to these specifie characteristics. For Prahalad & Hamel (1990), such type 

of competences are considered as core competences and must be distinctive, complex, 

difficult to imitate, durable and adaptable in order to provide sustained superior 

performance. It is also important that these competences are held by a small number 

of organizations in order to be considered as a potential competitive advantage (Lado 

& Wilson, 1994). This concern seems inherent to the nature of an organizational 

competence, which is structured on the basis of many resources that can hard ly be 

held in their entirety by another finn. It is recognized that resources may have some 

mobility between organizations; it is different for competences since they are not as 

easily transferable (Grant, 1991). Indeed, it would be particularly complex to transfer 

the internaI culture, the reputation or the routines from one business to another one 

(Lado & Wilson, 1994). 

The transferability of organizational competences represents a complicated process. 

This is due to ex post forces limiting competition and protecting organizations from 

imitation and substitution of their competences. The complex and intangible nature of 

organizational competences is one of these forces. They are not a product, which one 

can take and easily copy. Indeed, as we have previously mentioned, they are 

immaterial and structured with several resources, such as the firm 's organizational 

culture and its social structure. 
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The causal ambigu ity is anothel' barrier to imitation because the source of a 

competitive advantage is not easily identifiable (Reed & De Filippi, 1990). Because 

fil'ms are socially complex, in several cases, ol'ganizational competences and 

competitive advantage result from unique social relations and historical conditions, 

which cannot be duplicated by another fil'ln (Teece et al., 1997). This path 

dependency makes difficliit for competitors not having the same history to obtain the 

same strategic resources and competences. 

Finally, it is important to underline the possible erosion of ol'ganizational 

competences. They result from investments, which must be renewed timely. If they 

are not maintained, they are depreciated as time goes by (Tempoe, 1994). These 

barriers to imitation represent as many obstacles a fil'ln must overcome in order to 

copy the organizational competences of its competitor (Becker & Gerhart, 1996; 

Barney, 1991). Althollgh the development of a similar organizational competency 

remains possible, it is still necessary that it leads to comparable results. 

1.3. Two Distinctive Theoretical Frameworks 

ln an effort to determine the potential influence of human resource systems on 

facilitating and developing organizational competences, Lado & Wilson (1994) 

suggested four categories of competences managerial, input-based, 

transformational-based and output-based competences. 

Managerial competences "[ ...] include (a) the unique capabilities of the organization's 

strategic leaders to articulate a strategic vision, communicate the vision through the 

organization, and empower organizational members to realize that vision and (b) the 

unique ability to enact a beneficiai fil'ln environment relationship" (Lado & Wilson, 

1994: 703). Input competences are made of ail physical, organizational, human and 

financial resources as weil as firm's knowledge, skills and capabilities (Lado et al., 
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1992). The transformational-based competences encompass the firm's capabilities to 

change inputs into outputs in such a way that they create value to customer. Finally, 

output-based competences contain ail the intangible strategic assets such as firm's 

reputation or service quality (Lado & Wilson, 1994). 

Figure 1.3.1 

Iado & Wilson 's (1994) theoretical framework in the context ofquality management 

-----1 !VIanagcriaJ 

•Leadership 
•Enacting organizational environment 

-----1 Input-based 

• Employee know-how 
• External cooperation ski Ils 

----1 Transformation based 

•Creation of a collective mind 
•Organizational commitment 
•Enhancement of organizationallearning
 
·Speed and flexibility in the design ofnew products and services
 

Output-based )il .Reputation 

(Escrig-Tena & Bou-L1usar, 2005) 

Since the dynamic nature of environment requires finns to change their portfolios of 

competences over time today's core competences should evolve if the finn wants to 

keep its strategic advantage over its competitors. In order to survive in this constantly 

changing environment, Thompson & Richardson (1996) argue that firms must 

possess a threshold level of competence in certain areas. These organizational 

competences are manifested in firm's products and services, processes and people. 

Figure 1.3.2. shows their model, the clusters of generic competences and strategic 

leadership as hub. The outer rim categorizes competences in terms of content, 

learning and process. However, as mentioned by Thompson & Richardson (1996), 

this larger classification should not be seen as static because there are crossovers. 
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Figure 1.3.2. 

Typ%gy ofgeneric competences 

(Thompson & Richardson, 1996) 

1.4. Methodology 

The heterogeneity of the retail industry forced us to focus on a narrower segment of 

the retail industry. We have thus decided to study the food retailing subsector in 

Quebec only. Moreover, we only got interested in independent (affiliated or not), 

franchise or corporate Quebec food retailers. For assessing the relative influence of 

organizational competences on the performance of firms operating in the Quebec 

food retailing industry, four experts have been questioned on the two typologies with 

the purpose of identifying which ones may be considered as core competences, and 
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how they impact, directly or not, on firm's performance. Ail of them have a large 

experience in the larger domain of retail, but also have a good knowledge of the food 

l'etai 1ing industry in Quebec. 

1.4.1. The choice ofexperts 

The first expert is the CEü of a family business positioned in the field of artist 

material since 1980. In total, the company owns 26 stores, including 16 in Quebec 

and lOin the l'est of Canada. lt is one of the oldest chain stores in Quebec, with more 

than 100 years of experience. He has been a member of the board of Directors of the 

Conseil Québécois du Commerce de Détail (Quebec Council of Retail) for ten years 

and the family business subsidizes a research chair in retailing in a business school 

based in Montreal. In addition to its extensive experience in the domain of retailing in 

general, he is pretty much aware of the speciflc sector of the food retailing as a 

member of the board of Directors of Metro since 2002. 

The second expert interviewed is aJso owner and CEü of a family business 

established some flfty years ago. Working in the family business since the age of 7, 

he has held almost aH the positions in the company before becoming CEü. This chain 

of department stores includes in the product offer non-perishable food, clothing, 

heaJth and beauty, household products, tableyvare and kitchen accessories, gift items, 

toys and others. Today, the chain counts 65 stores across the regions of Quebec. 

The third Interviewee is President for operations in Quebec and Eastern Canada of 

one of the only two national grocery retailers in Canada. In Quebec alone, it 

represents one of the three major banners and it has 408 stores established ail over the 

province, excluding convenience stores. With 16-years of experience in the l'etai 1 

marketing and management, he owned several position of manager 111 other 

companies before eventually joining one of the three major banners. 
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Finally, the person interviewed is a consultant in the food retailing sector for over 

twenty years. He has worked for Provigo when it took over the Dominion banner and 

has been an external consultant For Metro. He later worked with the Conseil 

Québécois du Commerce de Détail (Quebec Retailing Council) and led the retail and 

trade department of the Quebec Ministry of Industry and Trade. He has an extensive 

experience in the field and a specific expertise in food retailing. 

1.4.2. The interviews 

Semi-structured individual interviews have been conducted. This methodological 

choice enables to obtain information on the same topics from all our respondents. It 

allows the respondent the time and scope to talk about their opinion on a particular 

subject and encourage new concepts to emerge (Dearnley, 2005). It also permits the 

interviewer to go more in-depth on certain questions and gives, at the same time, 

more flexibility than a standardized open-ended interview. The interview is like a 

conversation and the objective is to understand the respondent's point of view rather 

than make generalizations about behaviours. Conversely, this flexibility is someway 

limited by the structure of the issues treated in the interview guide. This method leads 

to a positive rapport between the interviewer and the interviewee (Yoshikawa, et al., 

2008). It is a simple and efficient way to get data about things that can't be easily 

observed. Since people are able to talk about something in-depth and in detail, it 

gives the method a high validity. It also enables to discuss complex questions and 

issues that would need to be clarified. 

Semi-structured interviews also comprise some limits. The quality of the interview 

relies on the skill of the interviewer and the articulacy of the respondent. The 

interviewer can also unconsciously give some signais or directions that would guide 

the interviewee in its answers (Diefencach, 2009). The reliability can also be 

questioned since it is difficult to replicate the interview the same way. Because it's 
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time consuming and usually costly, samples tend to be small. Finally, there is no real 

way to determine if the respondent is lying or not. It must also be noted that even if 

semi-structured interviews are flexible, nevertheless, issues beforehand selected tend 

to restrain them. 

Interviews were performcd over a period of six months. The interview guide 

contained 19 questions divided into four categories: the expert's experience, business 

strategy, organizational culture, leadership and future perspectives. For each one of 

these categories, there were questions related to organizational competences 

identified either by Escrig-Tena & Bou-L1usar (2005) in their application of Lado & 

Wilson' (1994) typology, or Thompson and Richardson' (1996). AlI these 

organizational competences are mutually exclusive and considered as potential 

sources of sustainable competitive advantage by the authors of these typologies. The 

interview guide has been elaborated on the basis of these two models and covers the 

entirety of the organizational competences exposed. 

The methodology conducted for this study is based on a content analysis. The 

information gathered during the interviews, once processed with Atlas TI software, 

led us to determine the experts' perceptual mapping of organizational competences. 

Several readings of the transcripts led to consolidation of information highlighting the 

matches existing between both typologies and the reality of the retailing industry in 

Quebec as presented by the experts. The first leveI of codification is thus exclusively 

reIated to organizationaI competences. However, it appeared necessary to use some 

other codes in order to faithfully reflect the interviewees' comments. ln other words, 

some important ideas or concepts mentioned by the experts were not organizational 

competences pel' se but rather determinants or additions to organizational 

competences. This second codification led us to a saturation level that alJowed us to 

capture the whole set of ideas and concepts expressed during the interviews. It also 

permitted to go from a descriptive analysis to a more understanding one. 
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1.5. Results 

According to the experts interviewed, three organizational competences fol' firl11s in 

retailing have been identified and qualified as core ones: the customer orientation, the 

external cooperation skills and the employee loyalty / satisfaction toward the 

company and conversely. This corroborates partially the above-mentioned 

frameworks used for the interviews. Indeed, whereas both frameworks proposed a 

numerous different competences, only three clearly emerged out of the comments of 

the experts. In the next pages, we discuss on each of these three organizational 

competences while presenting a perceptual mapping linking these competences to 

other concepts discussed in the interviews. Such links allow us to present a more 

detailed analysis of comments made by the experts. 

Table 1.4.1. 

Codes and description usedfor organizational competences 

Codes - Organizational competences 

Communication Il is related to information sharing inside the firm. 

Customer orientation Il focuses on both, the firm 's capacity to take his customers and 
products/services into the business offer. 

Ethics Il is about ethics and firm's social responsibility in its interactions with 
the environment. 

External cooperation It is the firm's ability to develop and sllstain good relations with 
skills sllppliers. 

Failure and cri sis Il is the firm's capacity offacing internai and external crisis. 
avoidance 

HR selection lt refers to the importance for the finn to choose the proper HR with the 
desired competences. 

Leadership Il is the capacity of the firm's strategie leaders to create, develop, apply 
and communicate the strategie vision throllghout the organization (Lado 
and Wilson, 1994). 

Learning process Il refers to the importance attached by the finn to employees' training or 
knowledge transfer between them. 

Loyalty Il focuses on worker's loyalty and satisfaction vis-à-vis the organization 
or the organization vis-à-vis the employees 
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Table 1.4.1. (continued) 

Marketing It is related to marketing aspects such as promotion and advertising 
activities. 

iVI ission and goals It refers to the employees' knowledge of the firm's mission and goals. 

R&D	 It is about the importance granted by the finn to R&D and innovation. 

Reputation It is related to the importance of reputation as a strategic asset for the 
firm. 

Strategic awareness ft is the firm's capacity to stay aware of its local, national and 
international environment. 

Strategy It refers to the strategy development and implementation and the 
implementation employees' participation in this process. 

Codes - Other than organizational competences 

Competitive strategy	 Tt is not a competence. It is raIller related to the retailer's competitive 
strategy based on tlle importance of having prices lower than its 
competitors (cost leadership) OR on the importance of being different 
from its competitors (differentiation). 

Core organizational It refers to the most important competency as mentioned by the experts. 
competency 

Family business It underlines the influence of being a family business on various aspects 
such as performance, service, employee loyalty and satisfaction, etc. 

Future perspectives Il is related to the possible or probable future developments in the 
retailing industry. 

Participation It refers to the importance granted by the organization to employees' 
participation. 

Workplace It is related to the quality of the working environment. 

1.5.1. Customer orientation 

It is true for every business that meeting the customers' needs is a maJor stake 

(Escrig-Tena & Bou- L1usar, 2005) and developing a high quality relationship with 

the customers to respond better than its competitors is an important source of 

competitive advantage (Merlo et aL, 2006; Harris & Ogbonna, 2001; Rowe & Barnes, 

1998; Hunt, S.D., 1997). For customer-oriented companies in the retailing industry, it 

means offering an above average qua1ity service while proposing the right business 

offer and develop consequent strategies in order to attract and retain customers, to 
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create recurrence in their purchasing patterns, to enhance their shopping experience 

and to develop their loyalty (Grewal et aL, 2008; Wallace et al., 2004). According to 

Rayport & Jaworski (2004), the specific relationship between the retailer and the 

customer represents the new frontier of competitive advantage. 

Customer orientation can be adoptcd through a product-oriented perspective, which 

aims to propose the customer with a quality and valued product offering. Such an 

orientation also tends to respond to non-expressed needs. According to this 

orientation, products are considered as a profit center and retailers must have the 

range of products that meets the customers' needs (Panygirakis & Theodoridis, 

2007). The objective is to sell more products in order to gain market shares. The 

service-oriented perspective is more focused on creating value for the customer by 

offering him a high guality service, answering its needs and preferences, and the 

relationship between the retailer and the client (Ryals, 2002). III the interviews, both 

schools were represented as shown in the figure 1.5.1. 

"[. .. ] major distribution companies are much more focused on 
customer service with the needs ofclients as a priority. " (Expert 4) 

"The key competence is a strong customer fOeLIs. Think customer. 
Start any reasoning from the client, that's the key competence in the 
organization. " (l:!.xpert 3) 

"f am not a tenant of the school which focuses on listening to the 
client. [ ... ] We create. And the l'etai/el' has considerable influence to 
create [the needs). " (Expert 2) 

"The basic reason is to make the product avai/able for the customers 
and the groundwork is to have a product that customer wants" 
(Expert 2) 

"Small independent retailers are more product-oriented. Theil' 
strategy is more product-oriented. ft doesn 't mean they don 't care 
about the client, but the strategy is firstly based on selling a product 
{...]" (Expert 4) 
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The business offer is structured on the basis of services and/or products and must be 

translated throughout strategies that take the competences of the firm into account 

and lead it to gain a competitive advantage over its competitors. 

"We define the strategy starting with the ojler proposed ta the 
customer. In other words what dejines the strategy is how we are able 
ta create a fit between the targeted offer and the jirm 's capabilities. " 
(Expert 3) 

Figure 1.5.1. 

Experts' perceptual mapping ofcustomer orientation 
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Moreover, it appears to be important for the firm to make sure that its customer 

orientation, and the associated strategies, are in accordance with its mission, goals 
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and that the employees know and understand these. As Kaplan & Norton (2004: 4) 

mentioned, "Successful companies have a culture in which people are deeply aware 

of and internalized the mission, vision, and core values needed to execute the 

cornpany's strategy". 

"It is probably what is the most fundamental [that employees know 
about the fin11 's mission and objectives). In a business, we would like 
our people to be in fine with customers. " (Expert 4) 

"The management of values. This is what's important. Learning ta 
manage the values in the direction of the organization. " (Expert 4) 

To ensure the employees' understanding about these fundamental elernents of the 

company's strategy, the internaI business communication must also be taken into 

account in the process (Kaplan & Norton, 2004). 

"We meet the employees once a year to expiain them where the 
company is going, the major elemenfs of the oJJer. {.,,} what is the 
oJJer that we want in our stores {. ..}. " (Expert 3) 

The company's offer in terrns of products and services must also be supported by a 

marketing effort. Such effort reflects the chosen strategie orientation of the finn. 

Product-focused tenants prefer adopting a classic marketing mix. On the other hand, 

service-oriented ones will focus on customer relationship management (Dennis et aL, 

2005). 

"Advertising is to create traffic. " (Expert 1) 

"Advertising serves as a business card. People come Jor the 
advertised products but once they are in the store we create new needs 
for them. " (Expert 2) 
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"[Marketing] therefore, il is to be the voice of consumers in the 
company and at the same time, there is a communication between us 
and the consumer. " (Expert 3) 

1.5.2. External cooperation skills 

The finn's relational competence to maintain good inter-organizational relationships 

with its external partners results from collaborative communication with the suppliers 

and can lead to competitive advantage for both, the retailer and the supplier (Paulraj 

et al., 2008; Harris & Ogbonna, 2001). lndeed, the impact of supply chain 

management on competitive advantage as weil as on organizational performance is 

partly based on strategie supplier partnerships (Li et al., 2004). Actually, "[ ... ] 

retailers look beyond their organizational boundaries to evaluate and integrate the 

resources and capabilities of their suppliers and customers and thus create superior 

value and a competitive advantage that they might sustain over time (Ganesan et al., 

2009: 84)." 

"Business relations are very important. [ ... ] It is based on confidence. 
[. .. ] When you ask invoices that helps confidence. What is important 
for us is to be well quoted by our suppliers. " (Expert I) 

Figure 1.5.2. 

Experts' perceptual mapping ofexternal cooperation skills 
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"We don't complicate things unnecessarily. We seek win-win relations 
.vith our suppliers. [. .. } We believe that, in a medium term, rather 
work with us than with others. " (Expert 3) 

Tt is also important to consider the relation between retailers and suppliers in the other 

direction since retailers have gained more control on the marketplace to such an 

extent that sorne of them are now largely bigger than several of their suppl iers 

(Skinner et al., 1992). Companies like Dell and Wal-Mart, for instance, clearly 

demonstrate this situation. 

"One parlicular feature in my case is that l'm one of the few in 
retailing industry which is bigger thon its suppliers. My sales are 
more important than the biggest ofmy supplier. " (Expert 2) 

"At one lime manufacturers were more significant than retailers in 
terms ofsize and sales. Now the distributors have the information. Sa, 
as a retailer, I can great/y help my suppliers giving them market 
information, preventing them from certain situations [. ..} Suppliers 
should have a good relationship with me as [ have interest in having a 
good relationship with them. " (Expert 4) 

The rapidJy changing business environment in retailing - new actors entering the 

market, some exiting, new technologies and practices - drives the retailers to build 

long-lasting win-win relations with suppliers in order to reach superior performance 

through brands, reputation, exclusive distribution or strategie information. 

"He told me Wal-Mart bought some and Rossy as weil. It works 
correct/y. [ln the end, you have privileged information.} Yeso " (Expert 
I) 

"When there is a deal, chances are that we ojJer first. [Do they give 
you strategie information when you have a privileged relationship like 
that?J Yes, ofcourse. " (Expert 2) 
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"[Do you ask for exclusivity for basic products?] Often. " (Expert 2) 

1.5.3. Employee loyalty / satisfaction 

Employee loyalty / satisfaction toward the organization are the third core competence 

underlined in the interviews. At this point, it must be noted that the term loyalty, as 

used by the experts, does not reflect the definition of the concept according to the 

literature, which refers to the promotion or defense of the business values and taking 

stand in its favour (Tremblay & Wils, 2005). HO\vever, when the experts discuss 

about employee loyalty, they do not talk about employees defending the banner, they 

rather link it directly to HR turnover and employees' intention to stay in the 

company. Consequently, they translate loyalty into HR policies or practices that 

enhance employee satisfaction and ultimately lead to a reduced turnover. Since the 

use of loyalty has naturally emerged for expressing the employee satisfaction idea, we 

have decided to use both terms jointly in our research in order to not denature the 

wording used by the experts while expressing at the same time the underlain 

meanll1g. 

Since the retailing industry expenences a very high turnover, staff retention 

represents a major issue (Peterson, 2007; Hendrie, 2004; Broadbridge, 2002; Good et 

al., 1988) because it involves important direct costs (e.g. recruitment and training of 

new employees) and indirect costs (e.g. operational disruption, demoralization of 

employees) (Ton & Huckman, 2008). For Booth & Hamer (2006) voluntary turnover 

- type of turnover that depends on the volition of the employee - can be based either 

on push or pull factors, i.e. employee has a lack of interest in its job or employee is 

attracted by another job. 

"Loyalty is something that is increasingly difficult and il will be a 
challenge increasingly important. There is such a high turnover in 
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refai!. We must give more and more to employees and it doesn 't 
necessarily mean wage. " (Expert 2) 

For retailers, the high staff turnover problematic is particularly true amongst front

line staff but to a lesser extent amongst middle and high managers (Foster et al., 

2008; Hendrie, 2004). Moreover, the corporate level uses to let stores internai HR 

issues to stores managers. 

''[.. .} the 1R-24, there is no loyalty. {.. .} They are there because they 
need money. They are here 3 days Cl week and study the l'est of the 
time, in another sector. {.. .} We need stability but the retail sector is 
increasingly part-time. " (Expert 2) 

"We lose very few managers year after year because people feel they 
have a lot ofautonomy. " (Expert 3) 

Figure 1.5.3. 

Experts' perceptualmapping ofemployee loyalty / sati,sjàction 
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"Grocers are in charge of staff or internai dynamics issues. We [the 
corporate level] support them but are not directly involved. " (Expert 
3) 

In order to suppOli employee loyalty and satisfaction, retailers propose valïOUS 

incentives to their personnel such as career progression, a pleasant workplace and 

interesting work conditions. [n other terms, increasing employee job satisfaction 

supports its commitment toward the organization (Meyer & Allen, 1991). 

Nevertheless, more commitment does not necessarily lead to loyalty, i.e. the interest 

of an employee toward the organization he works for does not mean he shares the 

values and gets a positive experience from it. 

Previous studies on retailing industry also mention that perceived organizational 

suppoli, employee satisfaction and personal achievement contribute to reduce 

turnover significantly (Eisenberger et aL, 2002; Rhoads et al., 2002; Rhodes et aL, 

2001; Eisenberger, et al., 2001). 

"The promotions, whether for buyers or supervisors, are always 
promotedfrom within. " (Expert 1) 

"Sometimes, 1 get suggestions. Then 1 send a letter to everyone. Weil, 
following the suggestion of an employee, that 1 don 't name, we have 
decided to do this change. " (Expert 1) 

"We have spent a lot of money to make the workplace suitable for 
retention. " (Expert 2) 

As mentioned in the literature, family members feel more loyal to their organization 

than employees in non-family firms (Beehr et al., 1997). This is supported by two of 

the interviewees who mentioned being a family business influences positively the 

loyalty oftheir employees. According to Foster et al. (2008), the loyalty expressed by 

employees goes firstly to the store, than to the retailer and finally to the industry. 
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"[Do they feel part ofa family?] Yeso And il provides stabiLily. [. .. ] ft 
allows me to have a long-term vision. Employees feel comforlable /0 

speak with me. " (Expert 2) 

The interviewed consultant views the relation between the retailer and the ell1ployee 

in another way, considering the loyalty relation in the opposite direction. 

"Whal the company is willing to do in order to be loyal to its 
employees? And 1 think in years to come when we will perhaps face a 
certain lack ofjobs and where employees will have more power thon 
what they have now, il will be difJerent. [. ..} lt's one thing lhat Wal
Mart asks ils employees to be loyal to Wal-Mart. But that Wal-Afart is 
loyal to its employees is more meaningful and, in myopinion, it would 
bring more money to Wal-Mart in the long-te 1'111. "(Expert 4) 

This perception refers to Eisenberger, et al. (1986) social exchange Vlew of 

commitment: the perception of employees regarding the commitment of the 

organization toward them leads to better work behavior since the finn recognizes the 

valuable contribution of its employees. 

Three out of four experts interviewed use to work at the corporate level and their 

sensitivity toward the stores front-line staffseems quite limited since the management 

of this category of employees is left to store managers. High turnover tend to be 

considered as an unchangeable phenomenon, inherent to retailing. Conversely, the 

consultant interviewed rather considers that front-line staff, and employees in general, 

are the most important vehicle of organizational culture and performance. According 

to him, employees must contribute to shaping organizational culture and not only be 

shaped by il. 

"Demonstrating consideration and recognition to employees is, 1 
think, more profitable for retailers lhan the opposite relation. [. .. ] 
Retail businesses need leaders who will be open and flexible, not 
leaders who will only reinforce the same organizational culture. A 
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leader must be an image of innovation and he must show his 
employees that he needs them to get there. " (Expert 4) 

This part of the analysis is interesting since it demonstrates that loyalty and 

satisfaction of employees are mainly related to the quality of the work environment 

and some other actions taken for allowing down to top communication. Surprisingly, 

even though and other important concepts such as vision, customer needs, values and 

managing through values, the leadership issue has not emerged as one of the major 

issue related to employee loyalty and satisfaction. However, the literature says that 

leadership is one of the main vectors of organizational commitment and loyalty, and 

can consequently lead to performance (Avolio, Walumbwa & Weber, 2009; Liao & 

Chuang, 2007; Joseph & Winston, 2005; Avolio & Bass, 1995). It must also be 

underlined that the term loyalty as used and discussed by the experts reflects more 

what relates to employee satisfaction. Indeed, three out of four expelis considered 

loyalty as the main result of employee satisfaction. Interestingly, the use of loyalty 

has naturally emerged for expressing organizational policies or practices linked to 

satisfaction. The consultant has been the only expert to express and discuss about 

loyalty as it is defined in the literature, i.e. focusing on the underlain values that must 

be embedded into the concept of loyalty. For the purpose ofthis research and with the 

objective of not denaturing the wording used by the experts, we have kept the term 

loyalty in our further analyses but did add employee satisfaction for specifying what 

exactly it was ail about. 

1.6. Conclusion 

This paper first argues for the integration of resources and competences under a 

global strategie perspective that recognizes the idiosyncratic character of the finn, the 

impOliance of its intangible assets and their influence on organizational performance 

under the uncertainty of a constant changing environment. Among these assets, 
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organizational competences constitllte an important source of competitive advantage 

and therefore, it becomes strategic for the finn to determine the value of 

organizationa\ competences. 

The main contribution of this article is to identify core organizational competences in 

the domain of retailing according to experts particlilarly familial' with the food 

retailing subsector. Based on the resource and competence perspective and two 

theoretical frameworks focused on organizational competences, interviews with three 

high managers and one consultant in this industry have been conducted. In the light 

of these interviews, it appeared c1early that the cllstomer orientation, the challenge of 

employee loyalty and satisfaction, and the external cooperation between a firm with 

its suppliers are core organizational competences for retailers. 

Figure 1.6.1. 
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Following this study, we have proceeded to the construction of a questionnaire based 

on the contribution of expert discourse. Remaining systematically linked to 

statements made by the experts, we have th us put into perspective what is suggested 

by the theory. 

This study also has some limitations. First, it would be hasty to generalize these 

conclusions to every retailer, in every sector of retailing. ln this sense, more 

interviews could have indicated us possible differences with our results. Second, even 

if the list of organizational competences on which the interviews relied on is based on 

the literature review and more precisely on Lado & Wilson (1994) as weil as 

Thompson & Richardson (1996) models, it cannot be considered as exhaustive and 

one cou Id have chosen to extend or restrict il. Third, a more experienced interviewer 

cou Id have been able to better target the concepts discussed and follow up the 

discussion. He could also have been able to avoid confusion about the concept of 

loyalty. Nevertheless, it represents an excellent starting point for further studies on 

the subjecl. Thus, the construction of an organizational competences theoretical 

framework dedicated to retail industry could be relevant to knowledge advancement 

as weil as its empirical application. 



CHAPITRE 2
 

ORGANIZATIONAL COMPETENCES AS A PERFORMANCE
 
LEVER FOR FOOD RETAILERS: AN EMPIRICAL STUDY
 

ABSRACT 

The present article proposes to examine the importance of some organizational 
competences for food retailers while fücusing on one of the three major grocery 
chain in Quebec, Métro. To do so we first tested measurement scales. Then, 
focusing specifically on (1) customer orientation, (2) external cooperation ski Ils, 
and (3) employee loyalty / satisfaction, we wanted to evaluate their cffects on 
grocery stores reaching performance objectives and satisfaction with 
performance. Finally, we suggested a primary comparison of Métro with the two 
other major banners, Loblaws and Sobeys. Study findings confirmed the existence 
of positive and significant relationships between organizational competences and 
performance while presenting some differences according to the banner. 

RÉSUMÉ 

Le présent article s'intéresse à l'importance relative de certaines compétences 
organisationnelles pour les détaillants en alimentation et focalise sur une des trois 
principales chaines en alimentation au Québec, Métro. Pour ce faire, nous avons 
d'abord testé des échelles de mesure. Nous avons ensuite évaluer les effets sur la 
performance des détaillants en alimentation de trois compétences 
organisationnelles spécifiques: (1) l'orientation client, (2) les compétences de 
coopération externe, et (3) la loyauté / satisfaction des employés. Les résultats de 
l'étude confinuent l'existence de relations positives et significatives entre les 
compétences organisationnelles et la performance tout en présentant des 
différences selon la bannière. 

Key words: organizational competences; customer orientation; external cooperation 
skills; loyalty; employee satisfaction; retailing; performance. 



87 

2.1. Introduction 

From the study of industry-Ievel factors to the analysis of firm-Icvcl attributcs, 

strategie management has always focused on the ways businesscs can rcach a position 

of success. Since the beginning of the 1990s, numerous researchers got interested in 

resources and competences as possible sources of sustainable competitive advantage 

for firms producing greater profits than their competitors (Escrig-Tena & Bou-Llusar, 

2005; Edelman et al., 2005; 2002; Camis6n, 2005; McGee & Peterson, 2000; Lado & 

Wilson, 1994). Scvcral industrial contexts have been the basis of these studies. 

However, very few chose the retail industry for research field even if it represents a 

dynamic sector for studying such a topic (Harris & OgbOlma, 2001) cspecially 

because of its high and constantly increasing level of competition (Morschett et al., 

2006). 

Starting with the resource and competencc-bascd view as the overarching theoretical 

framework, this exploratory research focuses on reJationships among organizationaJ 

competences and business performance in Quebec food retailing industry. More 

specifically we have focused on the Métro banner for some reasons. With annual 

sales exceeding $11 billion and over 65,000 employees, Métro is a leader in the food 

and pharmaccutical sectors in Quebec and Ontario where it opera tes over 600 food 

stores. Taking Metro as our reference group, we have also tried to compare the results 

with those of respondents from the two other major food retailing banners in Quebec: 

Loblaws and Sobeys. 

Following a qualitative research on the identification and analysis of core 

organizational competences for companies in retailing (Beauséjour, 2009), the 

purpose of this article is to determine to which degree the previously identified 

organizational competences - (1) customer orientation, (2) external cooperation 

skills, and (3) employee loyalty / satisfaction - impact food retailers' performance. ln 
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order to proceed to this assessment, it appeared relevant to compare respondents' 

answers according to their role in the firm. Two groups of respondents have thus been 

taken into account in this study: (l) store managers and assistant store managers, and 

(2) department managers, assistant department managers, heads of cashiers, and 

assistant heads of cashiers. Our aim is to identify to what extent the perception of 

these two groups toward organizational competences and business performance differ 

between Métro and the other two banners. Nevertheless, the main objective remains 

more to test a measuring instrument and verify its psychometric qualities than testing 

the model per se. 

2.2. Identifying organizational competences 

Since exeeutive behaviours are driven by competitiveness and that competitiveness is 

derived from within the organization through resources and competences 

management, focusing on organizational competences entails to adopt a firm-wide 

perspective, and to identify the knowledge, expertise and capabilities collectively 

learned by the company explaining its performance from that of its competitors. 

However, if the development and support of organizational competences represents a 

core source of competitive advantage, it remains a challenge for business managers to 

identify those organizational competences that really impact the firm performance. 

Even though several researches were made on the subject for demonstrating the 

positive relationships between organizational competences and performance (Escrig

Tena & Bou-Llusar, 2005; Edelman et aL, 2005; 2002; Camis6n, 2005; McGee & 

Peterson, 2000; Lado & Wilson, 1994), the identification of organizational 

competences refers at first to the definition of the concept of competence and the 

structure of organizational competences. 

In a semantic perspective, the concept of competence is slightly unc1ear since terms 

such as competence, competency, ability and capability are used interchangeably 
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(Ulrich & Smallwood, 2004). In addition to this wording issue, several domains got 

interested in the concept of competence, and more specifically in organizational 

competences, since it refers to industrial economy, theories of organizations, HRM, 

or strategie management (Prévot, 2005). This patily explains the use of differcnt 

words for explaining the concept (Rouby & Thomas, 2004). These two aspects 

contribute to confusion and therefore support the need for clarification. 

Several authors have defined differently the term competence (Fleury & Fleury, 

2005). For Bogner & Thomas (1994), it rcfers to firm's abilities and skills in the 

deployment of resources. Lado & Wilson (1994) define competences as resources and 

capabilities enabling the firm to develop, choose and implement value-enhancing 

strategies. More recently, Murray & Donegan (2003) consider competences as the 

result of the coordination between resources and people in the competitive advantage 

seeking. For Freiling (2004), competences are organizational, repeatable, learning

based and therefore non-random ability to sustain the coordinated deployment of 

assets and resources enabling the firm to reach and defend the state of 

competitiveness and to achieve goals. If definitions are numerous, organizational 

competences, in a strategie management point of view, always refer to the firm level; 

they are composed of collective ski lis and abilities, they are necessary in the 

combination and deployment of resources and other firm' s assets, and aim to give the 

organization a sustainable competitive advantage. 

2.3. Structuring organizational competences 

According to the resource and competence-based view, those competences that can 

lead to a sustainable competitive advantage must meet certain requirements. 

Furthermore, they need to create value for both, the organization and the customers. 

Their development must be done in such a way that they are rare and difficult for 

competitors to imitate besides being hardly substitutable (Teece et aL, 1997; Petcraf, 
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1993; Barney, 1991; Grant, 1991). The translation of these organizational imperativcs 

for a business is tailored to each particular sector of activities. Valuable, rare, non

imitable and non-substitutablc competences in the industrial context arc obviously 

different than in the service context. Even in only one sector, according to the type of 

product or service, the size of the company, or its environment (e.g. country, rcgion, 

cultl1re, social policies, regulations, cUITent practices), the desired competences will 

vary. 

In the food retailing context, offering products unused, basic customcrs' service, and 

a standard and easy to imitate shopping experience can't lead a supermarket to 

acquire a competitive advantage. In the attempt of developing a sustainable 

competitive advantage, supermarkets require, at first, to identify those competences 

that can be sources of competitiveness. If it may be easy to list potential firm-Ievel 

organizational competences allowing a company to offer unique products and 

services; it is more complicated proceeding to a fine targeting for reducing the 

possible sources. For Zehir et al. (2006), organizational competences integrate the 

following components of competitiveness. (1) First, customers' expectations must be 

met around low cost. Firms need the financial capability to lowering the cost and 

offering a product or a service that translates to customer value and competitivencss. 

(2) Second, firms must develop and support product divcrsity and service quality, and 

(3) finally they must innovate in order to propose regularly a renewed offer. 

The Quebec food retailing market is characterized by an oligopolistic situation, 

hlghly concentrated, with few important competitors, and high entry barriers. In such 

a competitive environment, retailers invest, create, and develop competitive 

advantage utilizing unique set of strengths, resources and competences. According to 

some experts in the Quebec retailing context (Beauséjour, 2009), three organizational 

competences are considered as essential sources of competitiveness: (1) the customer 

orientation, (2) the external cooperation skills, and (3) the loyalty / satisfaction of 
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employees toward the finn and the loyalty of the firm toward its employecs. 

Voluntarily ignoring financial capability and besides the choice of strategy, this study 

focuses on these three specific organizational competences <lI1d their effects on 

business performance. 

2.4. Hypotheses 

In this section, we first present the following hypotheses in a conceptual model 

presented in the figure 2.4.1. and then we discuss the different variables used in the 

model and the suggested relations that we study in this research. 

Figure 2.4.l. 

COl1ceptualmodel 

Customer orientation 

Objectives of 
performance 

External cooperation 
skills 

Satisfaction with 
performance 

Employee loyalty /
 
satisfaction
 

2.4.1. Performance 

Performance measurement, in retailing such as in manufacturing, is not a unitalY 

concepts and thus underlain several variables. Moreover, the nature of the 
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performance measured can vary (financial performancc or operational performance) 

and the type of measurement as weil (quantitative indicators or perceptions). For thc 

purpose of this research, we have chosen performance indicators lat·gely inspired by 

Grewal and Slotegraaf (2007) mainly because their indicators were particularly 

appropriate for assessing food retailcr performance. 

Our aim was to focus on the store and merchandise management performance and 

then aggregating our data to get a broader picture of the banner. Since we did not 

have access to official figures that could have been provided by the stores or even by 

the corporate level of each one of the three grocery retailing chain, performance was 

measured based on the perception of store managers in relation to their reach of 

performance objectives and their satisfaction with performance. 

2.4.2. Cus/omer orientation 

Product and service differentiation is a key source of competitive advantage (Porter, 

1980) and the interface of the retailer with the customer is where the customer service 

competence relies (Rayport & Jaworski, 2004). With three major food retailers in 

Quebec, offering similar products, priees, and hours of operations, it becomes 

difficult for each one of them to strategically and systematically differentiate itself 

from its competitors and thus reach an above average performance. In this context, 

proposing an overall shopping experience that fosters customer service has became an 

important lever of performance (Grewal, et aL, 2009; Grewal & Slotegraaf, 2007; 

Homburg, et al. 2002). Being service-oriented requires the retailer to focus on its 

relationships with its customers, providing them with quality service, required 

information, personnel availability, and pleasant communication and attitude. For 

reaching these objectives and transforming them into customer satisfaction, eus tomer 

orientation must be translated into values and behavioural norms in order to establish 

a common commitment based on customer service (Pettijohn, Pettijohn & Taylor, 
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2007; Merio, et al., 2006). Unfortunately, there is a lack of empirical research on 

customer orientation at the individual levcl even though the necessity of better 

understanding the high importance of customer-oriented sclling concept in today's 

business worid is widely acknowledged (Brown et al., 2002). Howevcr, sorne 

empirical studies explored this relationship betwecn customer orientation and 

pcrformance at different levels. Dunsen and Kilic (2010) revealed in their study that 

higher levels of customer orientation lead to higher levcls of relationships 

development and individual performance. In their rescarch, Stanfolih and Lennon 

(1997: 115) argued 'T .. ] as retailers strive to deve10p customer-oriented 

environments, the delivery of quality and value to the customer through customer 

service has been identified as a potential competitive advantage." In the sa me way, 

Zane (2000) indicated that enhanced levels of customer satisfaction provide the firm 

with a more loyal customer base and greater corporate profitability. More specifically 

in the domain of food retailing, Simon et al. (2009) found that employee attitudes 

positively influence customer satisfaction with service and thus affect sales 

performance. 

Customer orientation focuses either on customer perceived value of the serVice, 

product offering valued by customers, or both. Since customer needs change rapidly, 

organizations must answer the situation with a rapid pace of innovation and a 

continued effort to be able to satisfy customers (Zehir et al., 2006). For conventional 

grocery stores operating under a traditional supermarket format, it represents an 

important challenge in order to provide customers with more than a mix of general 

merchandise items in complement to a full1ine of groceries, meat, and fresh products 

(Huddleston, et al., 2008); it means developing a discount line of products, offering 

unstandardized products such as bio food, or proposing prepared food ready for 

takeout. For hypermarkets, it is also about an integrated offer of services in addition 

to foodstuff such as pressing, library, banking and insurance, traveling agency, and so 

on. Therefore, 
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Hypothesis 1: The customer orientation has a positive and significant influence on
 

supermarket rcach of performance objectives.
 

Hypothesis 2: The customer orientation has a positivc and significant influcncc on
 

supermarket satisfaction with performance.
 

2.4.3. Externai cooperation skills 

The classical relationship between the retaller an its suppliers suggests doing business 

in a we/they perspective, i.e. through traditional activities such as negotiation, 

hanging, pressure tactics, withholding of information, and p1aying off customers or 

suppliers against one another (Ashkenas, 1995). In a quality-seeking context, there 

must be a switch from relationship to partnership. However, for a retailer to bui1d a 

collaborative partnership can be diffîcult. Accordingly, there must be a social 

investment by the retailer to lead him from a strictly transactional market relationship 

to a 10ng-term partnership (Lindblom, et aL, 2009). The creation and the 

sustainability of long-term partncrships bctween a retailer and a supplier underlie new 

cooperative managerial practices such as information sharing, and resources and 

competences exchanges for reaching a mutually benefited cooperation, which results 

in an economic interest (Ganesan, et al. 2009; Elg & Paavola, 2008; Morgan, et al. 

2007). Hence, retailers must not only balance returns on assets, growth, and inventory 

turns but also need to develop the capability for collaborating with their supply chain 

partners to drive demand. 

Previous researches have shown empirical evidences of benefits for both, retailer and 

supplier, when developing and maintaining cooperation. Pramatari and Miliotis 

(2008) analyzed and evaluated the influence of collaborative store replenishment 

practice facilitating information and knowledge sharing between retail store managers 

and suppliers' sa1esmen over an Internet-based system. Theil' results showed a 

positive impact on retailer performance since the platform led to a reduction of out

of-shelf situations by more than 50% and no significant variation of total observed 
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inventory levels. The results of Li et al. (2004), in their research on the manufacturing 

sector, indicated that higher levels of supply chain management practice can lead ta 

enhanced competitive advantage and improved organizationaJ performance. 

Therefore, 

Hypothesis 3: The external cooperation skills have a positive and significant 

influence on supermarket reach of performance objectives. 

Hypothesis 4: The external cooperation skills have a positive and significant 

influence on supermarket satisfaction with performance 

2.4.4. Employee loyalty / satisfaction 

Workforce turnover in retailing represents a major issue for grocers because it 

involves high costs in terms of recruitment and training, but also indirect costs such 

as possible operations disruption, loss of knowledge, and even demoralization and 

additional work to be absorbed for employees who remain within the finn (Ton & 

Huckman, 2008; Foster, et al., 2008; Peterson, 2007). The nature of the job explains 

partly this reality. Retail provides a setting in which performance tends to depend on 

routines and repetitive tasks instead of innovation. This situation is even truer for 

frontline staffs, which is mainly composed of part-time employees, young, and often 

students not looking for a permanent job in this sector. In this context, retailers tend 

to provide their employees with a decent and pleasant work conditions and 

environment in order to limit the turnover as much as possible. There is an 

investment in terms of loyalty / employee satisfaction: the retailer enhances 

employees' job satisfaction, and the employees remain in the firm for a longer period 

of time (Meyer & Allen, 1991). Indeed, sorne studies in retailing suggest that 

perceived organizational support, employee satisfaction and personal achievement 

contribute to reduce turnover significantly (Eisenberger et al., 2002; Rhoads et al., 

2002; Rhodes et al., 2001). For Hurley and Estelami (2005), employee satisfaction 
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influences employee loyalty levels and is refleeted in the turnover indicators. 

Keiningham et al. (2005) have found that, depending the size of the store, there is a 

correlation between employee satisfaction and loyalty, and store profitability. The 

link between job satisfaction and customer satisfaction also necds to be investigated 

since it impacts directly on store performance. More satisfied employces tend to 

better serve customers (Brown & Lam, 2008) and also contribute to promote the 

banner (Fos ter, et al., 2008). Therefore, 

Hypothesis 5: The loyalty / satisfaction in the relationship bctween the cmployee and 

the organization has a positive and significant influence on supcrmarket reach of 

performance objectives. 

Hypothesis 6: The external cooperation skills have a positive and significant 

influence on supermarket satisfaction with performance. 

Following the results of the interviews conducted by Beauséjour (2009) on which is 

based the choice of these three organizational competences, it is important to 

underline the fact that when the experts discussed about employee loyalty, they did 

not talk about employces defending the banner, they rather linked it directly to BR 

turnover and employees' intention to stay in the company. Consequently, they 

translated loyalty into BR policies or practices that enhance employee satisfaction 

and ultimately lead to a reduced turnover. Since the use of loyalty has nalurally 

emerged for expressing the employee satisfaction idea, we have decided to use both 

terms jointly in our research in order to not denature the wording used by the experts 

while expressing at the same time the underlain meaning. 
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2.5. Method 

2.5.1. Sal11}Jle and data collection 

As presented earlier, the hypotheses were tested through two distinct groups of 

respondents: (1) store managers / assistant store managers, and (2) department 

managers / assistant department managers, and head of cashiers / assistant head of 

cashiers. Ail the respondents work in one or another of the three largest supermarket 

banners in Quebec (Loblaws, Sobeys or Métro). A total of 143 respondents answered 

the questionnaire (72 store managers and 71 department managers / head of cashiers). 

It is important to take note that store managers respondents were not necessarily 

working in the same store than department managers rcspondents. Indeed, more than 

135 stores were represented in this study by, at least, one of the two respondents 

types. 

The questionnaire was based on an extensive literature review of well-established 

constructs used in studies on retailing industry. The survey was pre-testcd with fifteen 

respondents from each group. After the pre-test, respondents were first able to 

respond directly to the questionnaire online in order to facilitate the data gathering. 

Unfortunately, the response rate hasn't been very high so it's been decided to also use 

hard copies deposited directly on the workplace. The added response rate has been 

relatively marginal. Globally, the online questionnaire allowed us to get 75% of total 

questionnaires and the hard copies, 25%. 

In order to avoid receiving more than one questionnaire from a single respondent, two 

control modes have been adopted. First, a valid e-mail address was asked at the very 

beginning of the questionnaire. Second, specifie characteristics concerning the 

grocery store where the respondents work were also asked (e.g. address, size, number 
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of employees, etc.). Moreover, ail the hard copies questionnaires were deposited in 

stores where no online questionnaires were received. 

2.5.2. Measures 

In order to avoid problems of common-factor variance, each group of respondents 

answered a questionnaire that was specifie. Store managers and assistant store 

managers answered the fol1owing c1usters of questions: (1) control, (2) strategy, and 

(3) performance. Department managers, assistant department managers, head of 

cashiers, and assistant head of cashiers answered two c1usters of questions: (1) 

control, and (2) organizational competences - (a) customer orientation, (b) external 

cooperation skills, and (c) employee loyalty / satisfaction. 

Ten points Likert-type scales were used to measuring organizational competences as 

independent variables. Respondents were asked to evaluate the degree of importance 

they grant to the different items in the context of their workplace (1 = not important at 

a11 to 10 = tota11y essential, with a middle anchor point of 5 = impoliant). 

Table 2.5.1. 

Resources ofscales 

Group of respondents 
Department managers, assistant department managers, head of cashiers, and assistant head of cashiers 

Dimensions Authors Number of items 

Control 14 

Personal aspects 7 

Organizalional aspects 7 

Organizational competences 16 

Customer orientation Merlo et al. (2006), Escrig-Tena & 6 
External cooperation skills Bou-Llusar (2005), Peccei & 5 

Employee loyalty / satisfaction Rosenthal (1997) 5 

TOTAL 30 
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Table 2.5.1. (continued) 

Grou p of respondents 
Store managers and assistant store managers 

Dimensions Authors NlImber of items 

Control 14 

Personal aspects 7 

Organizational aspects 7 

Performance 9 

Reaching performance objectives 5 
Grewal & Slotegraaf (2007) 

Satisfaction with performance 4 

TOTAL 23 

Business performance scale consists of nine items that inc1uded company's growth 

and overall business performance factors. Ten points Likert-type scales were used to 

measuring performance as dependent variables. Responc1ents wcre asked to evaluatc 

the performance of their store in terms of objectives reached over the past three years 

(1 = below average to 10 = beyond average, with a middle anchor point of 5 = 

average). Whereas they were asked to answer their degree of satisfaction toward their 

store performance again with ten points Likert-type scales evaluating their degree of 

agreement (1 = totally disagree to 10 = totally agree, with a middle anchor point of 5 

= somewhat agree). The table 2.5.1 presents the studies that helped constructing our 

sca1es of measurement and the number of items used for measuring each dimension. 

a. Factor analyses 

The exp10ratory nature of this research and the small sample size led us to conduct 

exploratory factor analysis in order to define the global composite construct of 

organizationa1 competences and verify that our scales were weil suited to measuring 

this construct, we submitted the items related to organizational competences and 

performance to principle component analysis with varimax rotation. As expected, we 

obtained a three-factors solution for composing organizational competences, and two 

for performance. In order to estimate the reliability of our scales we used the 
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Cronbach alpha. After omitting items with low factor loading, 10 items Icft for 

explaining organizational competences in the Métro banner, and 9 remained for the 

joint group of respondents from Loblaws and Sobeys. Both banner samples retained 9 

items to measure performance. l If Nuna11y (1978) argues that an alpha between 0.50 

and 0.60 is acceptable in the case of measuring hypothetical constructs, Comrcy 

(1973) tolerates a Cronbach alpha of 0.45 as the minimum acceptable. Howcver, it is 

possible to argue that 0.65 could be a base value low enough that it is legitimate to 

construct hypotheses such as those put forward in this study. Below 0.65, the scale 

reliability is considered too low. 

The results of factor analyses and the reliability test for both constructs, and each 

group of respondents, are presented in tables 2.5.2 and 2.5.3. Our results 

demonstrated that ail of our scales were reliable and the factor loadings demonstrate 

that ail the identified competences are unidimensional. 

In the case of Métro, four items were taken into account for explaining the customer 

orientation organizational competence, and three were kept for employee loyalty / 

satisfaction and external cooperation skiIls. Cronbach alpha are high, particularly for 

customer orientation and employee loyalty / satisfaction, and demonstrate a very 

good internai consistency. Results from the respondents of Loblaws and Sobeys are 

different. The Cronbach alphas are tota11y acceptable, but the composition of the 

constructs is unalike, i.e. items for measuring each organizational competence were 

not always the same. 

At Métro, eustomer orientation is the organizational competence that explains the 

most variance (33,07%), fo11owed by employee loyalty / satisfaction (22,79%), and 

external cooperation skills (18,86%). Globally, these three organizational 

1 As recol11l11ended by COl11rey (1973), we have rejected any statement with factor loadings below 
0,45. 
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competences explain 74,72% of the variance. For Loblaws and Sobcys jointly, the 

same organizational competences explain 71 ,34% of the variance. However, the 

exp1ained portion of the overa11 variance is shared more evcnly betwcen the threc 

organizational competences studied - customer orientation (26,16%), emp!oyee 

!oyalty / satisfaction (23%), and externat cooperation skills (22,21 %). 

The situation is more similar in what regards performance. The two groups of 

respondents kept the same items for explaining performance. For Métro, reaching 

pelformance objectives explained 42,69% of the global variance and satisfaction with 

performance, 34,93% whereas for Loblaws and Sobeys, reaching pelformance 

objectives explained 34,55% of the global variance and satisfaction with 

pelformance, 34,29%. 

With the a1m of exposll1g the relations among organizational competences and 

business performance dimensions, we have conducted a correlations analysis. As 

shown in table 2.5.4, results from Métro show a slightly high correlation between 

customer orientation and employee loyalty / satisfaction but not with external 

cooperation ski11s. Sincc there were only three independent variables, it's been 

decided to keep ail of them despite this score. So it is for reaching performance 

objectives, which do not appear to be correlated with external cooperation skills. 

However, satisfaction with performance is correlated with ail three of the 

organizational competences. Contrarily to Métro, joint results from Loblaws and 

Sobeys demonstrate a high correlation between external cooperation skills and 

customer orientation as weil as with both constructs of performance. On the other 

hand, employee Joyalty / satisfaction are not correlated with any other dimensions but 

slight1y with external cooperation ski11s. 
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Table 2.5.4. 

Correlations coefficients, reliability and descriptive statistics 

Metro Alpha Mean S.D. CUST COOP LOY OBJ SATIS 

CUST ,896 8,10 1,23 1 

COOP ,697 7,87 1,07 ,427** 

LOY ,803 7,74 0,83 ,567** ,295 

OBJ ,925 7,61 J,21 ,735** ,219 ,693** 1 

SATIS ,895 7,58 1,00 ,732** ,349* ,676** ,438** 

Loblaws / 
Sobeys 

Alpha Mean S.D. CUST COOP LOY OBJ SATIS 

CUST ,783 7,73 0,92 

COOP ,771 7,88 1,16 ,470** 1 

LOY ,735 7,32 0,76 ,208 ,345* 

OBJ ,864 7,50 0,85 ,627** ,642** ,301 

SATIS ,856 7,80 0,77 ,684** ,74l ** ,228 ,567** 

** p < ,001 ; * p < ,005 

a. Regression analysis 

To test our hypotheses, we employed linear regress\ons. Because department 

managers and heads of cashiers eva1uated organizationa1 competences and store 

managers, performance, we created a composite variable for each of the five 

constructs, based on the mean of ail the items used for explaining each one of them. 

As shown in table 5.5, the six hypotheses have been calculated for both banner 

samp1es: (1) Métro (M), and (2) Loblaws and Sobeys (LS). 

Globally, respondents from each of our two banner samp1es considered organizational 

competences as a whole having significant interactions on reaching performance 

objectives (M: F = 12,464; p < ,001 - LS: F = 8,069 ; p < ,001) or business 

satisfaction with performance (M: F = 14,055;p < ,001- LS: F = 12,309;p < ,001). 

According to the respondents from Metro, organizational competences explain 48,9% 

of reaching performance objectives variance, and 51,9% of the business satisfaction 
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with performance variance. Respondents from Loblaws and Sobeys granted littlc 1ess 

importance to organizationa1 competences for reaching performance objectives 

variance (44,7%), and 55,2% for exp1aining business satisfaction with performance 

vanance. 

Table 2.5.5. 

Regression analysis 

Adj
Hypothesized relationships p R2 F statistic HypotllesisR2 

Métro 
Customer orientation 

Hla	 ~ Reaching performance ,479 3,254** Supportee! 
objectives 
External cooperation skills 

H2a	 -+ Reaching performance -,149 -,964 
Not 

,489	 ,450 12,464*** supported
objectives
 
Employee loyalty /
 
satisfaction


H3a	 ,562 2,563* Supported 
~ Reaching performance
 
objectives
 
Customer orientation
 

H4a	 ~Satisfaction with ,457 3,204** Supported 
per fo rmanee 
External cooperation skills 

I-15a	 -+ Satisfaction with ,017 ,141 
Not 

,519	 ,483 14,055*** supported
performance
 
Employee loyalty /
 
satisfaction


I-16a	 ,346 2,564** Supported
~Satisfaction with
 
performance
 

Loblaws and Sobeys 

Customer orientation ~ 

Hlb	 Reaching performance ,436 2,831 ** Supported 
objectives 
External cooperation skills 

Not
I-12b	 ~ Reaching performance ,306 ,551 

,447	 ,391 8,069*** supported
objectives 
Employee loyalty / 
satisfaction Not

H3b	 ,080 ,306 
~ Reaching performance supported 
objectives 
Customer orientation 

I-14b	 ~Satisfaction with ,462 3,335** ,552 ,507 12,309*** Supported
 
performance
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Table 2.5.5. (continued) 

External cooperation skills 
H5b -+Satisfaction with ,414 2,865** Slipportcd 

performance 
Employee loyalty / 

H6b satisfaction 029 225 Not 
~Sa(isfaction with -, -, SlIppÜl1cd 
performance 

*p < ,05; ** P < ,01 ; *** p < ,001 

When looking at each organizational competence individually, it is possible to 

demonstrate that customer orientation has a significant effect on business rcaching 

performance objectives (M: t = 3,254; P < ,0 1 - LS: t = 2,831; p < ,0 1), and 

satisfaction with performance (M: t = 3,204; P < ,01 - LS: t = 3,335; p < ,0 1) in the 

case of Métro and Loblaws/Sobeys. Respondents from Métro also considered 

employee loyalty / satisfaction as an organizational competence having a significant 

impact on reaching performance objectives (t = 2,563; P < ,05) and satisfaction with 

performance (1 = 2,564; P < ,01). However, if the respondents from Loblaws and 

Sobeys did not consider the influence of employee loyalty / satisfaction significant, 

they considered that external cooperation ski Ils did have a significant impact on 

satisfaction with performance (t = 2,865; P < ,01), but not on reaching performance 

objectives. 

2.6. Discussion 

In a resource and competence-based Vlew, firms possess limited resources and 

competences and out of this bundle, those considered as rare, valuable, inimitable, 

and non-substitutable can lead firms to achieve and sustain a competitive advantage, 

and ultimately, greater than others performance (Barney, 1991; Wernerfelt, 1984). In 

this inside-out pcrspective, organizational competences represent a major strategic 

asset influencing business performance. 
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In an attempt to measure the int1uence of some major organizational competences on 

business performance, we focused on the Quebec grocery retailing industry. This 

sector is characterized by an oligopolistic situation with three major banners sharing 

more than 75% of ail the market shares. ' Taking Métro as our reference case study, 

wc have first determined how (1) customer orientation, (2) external cooperation 

ski Ils, and (3) employee loyalty / satisfaction impact supermarket performance. We 

have also suggested a preliminary comparison between Métro and respondents from 

Loblaws and Sobeys jointly. 

According to the results of each banner sample (i.e. (1) Métro and (2) Loblaws and 

Sobeys), organizational competences, when considered as one latent variable, 

significantly affect reaching performance objectivcs and satisfaction with 

performance. However, when taken separately, some disparities were identified 

between Métro and Loblaws/Sobeys. 

Before identifying and discussing the differences of answers between the two banner 

samples, it is impoliant to mention again the reasons why two different groups of 

respondents were chosen for this study. We have previously hypothesized that store 

managers were better positioned for evaluating business performance and getting a 

global view of the firm specifically in what regards numeric performance measures. 

Theil' great influence toward the store performance contributes to support this idea, 

and indeed the literature demonstrates that store manager work behaviour not only 

predict its individual performance, but also the success of the retail store (Arnold, et 

aL, 2009; Koene et aL, 2002; Lusch & Serpkenci, 1990). As managers with key 

leadership, their knowledge of important business issues, of strategy and objectives, 

should be transferred to the different business units, including departments, in order 

to leverage organizational competences that will contribute to the translation of these 

1 Table Agro-alimentaire de Chaudière-Appalaches, 2006. 
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Issues, strategy and objectives into value-adding activities (Rulke et al., 2000). 

Whereas department managers and heads of cashiers had a narrower perception of 

business issues and strategy, but a more accurate one in what regards to their 

respective department operations, and consequently, on the required and dcsirablc 

organizational competences. 

Most of the previous researches on eus tomer orientation tended to address the issue 

of customer orientation through the evaluation of customer satisfaction, trying to 

measure customer attitudes, perceptions or opinions (Williams and Naumann, 20 Il). 

In this research, our [ocus was put on front-line staff attitudes, perceptions and 

opinions for defining and measuring their own customer orientation. Results were 

then crossed with performance indicators assessed by storc managers. They 

demonstrate that customer orientation influences significantly business performance. 

According to both samples, indicators used for measuring satisfaction with 

performance were the same (i.e. BR management, average performance over the past 

3 years, store global management costs and stock management). Similarly, indicators 

used for measuring the reaching objectives for performance were also the same (i.e. 

Sales objectives, growth objectives, market share objectives, sales pel' square foot, 

and global performance in regards to competitors). Results suggest a relation 

according to which customer orientation, as evaluated by department managers and 

heads of cashiers, significantly impacts both grocery stores performance variables, as 

perceived by store managers. In other words, respondents from each sample think that 

customer orientation lead to greater sales payoffs, which confirms the current 

literature (Grewal, et al., 2009; Grewal & Slotegraaf, 2007; Gomez et al., 2003). For 

Métro respondents, customer orientation is translated through the flexibility toward 

customers, customer service, customer satisfaction and the products offer. The 

indicators retained by respondents [rom Loblaws and Sobeys were the same except 

that they do not integrate customer satisfaction for explaining customer orientation. 

Customer focus hence influences Quebec food retailing banners in their BR, supply 
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chain and costs management and the reach of important performance objectives 

(Pugh, et al., 2002; Jeong & Hong, 2007; Reiner, 2005). As front-linc managers, 

department managers and heads of cashiers have a direct and constant interface with 

clients and their assessment of impacts linked to customer service and product 

knowledge is important. Our results corroborate this idea that quality relationship 

between front-line staff and customers, based on customer service and satisfaction 

and products offer, positively effects store level performance (PettUohn, et al. 2007; 

2002; Wong & Sohal, 2002; Goff, et al., 1997). 

According to our main sample, the loyalty / satisfaction of Métro employees have a 

significant effect on reaching performance objectives and satisfaction with 

performance. For assessing employee loyalty / satisfaction, respondents referred to 

benefits for employees and their participation to decision-making process as well as 

for the identification and implementation of their supermarket goals. On the other 

hand, respondents from Loblaws and Sobeys didn't consider significant the influence 

of employee loyalty / satisfaction on supermarket performance. In the case of Métro, 

the importance granted to employee loyalty / satisfaction supports the idea that sorne 

quality human resources management policies and practices help the firm to reach its 

performance objectives (Jones et al., 2009; Edgar & Geare, 2005; Guest, 2002; 

Huselid et al., 1997; Delaney & Huselid, 1996). Indeed, sorne researchers claim 

employee involvement has a positive impact on job satisfaction, commitment and 

loyalty (Blasi & Douglas, 2006; Scott-Ladd & Marshall, 2004; Guthrie, 2001; 

Cappelli & Neumark, 2001). In a more extended way, it has a positive impact on 

business performance in the context of retailing (Christen et al., 2006; Keiningham, et 

al., 2006; Gelade & Ivery, 2003). 

Globally, the indicators used for composll1g the employee loyalty / satisfaction 

construct reflect more the concept of satisfaction than the one of loyalty since the 

notion of values underpinned by this concept has emergcd so parsimonious in the 
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interviews with experts on which this research is structured (Beauséjour, 2009). 

However, even if the indicators rathcr express the concept of employee satisjàction 

than the one of loyalty, we have kept both terms in our analyses in order to fully 

respect the wording used by the experts and the combined idea of satisfaction leading 

to loyalty. Nevertheless, the results obtained in our research didn't corroborate, in the 

case of the Loblaws/Sobeys, what the prevailing idea in the literature according to 

which employee satisfaction and loyalty represent key drivers of performance. 

However, our finding is not fully surprising. Silvestro (2002), in an empirical study of 

one of the UK's four large supermarket chains revealed similar results, i.e. an inverse 

correlation between employee satisfaction and loyalty, and profitability. In other 

words, the most profitable stores were those where employees were the least satisfied. 

The effect of external cooperation ski Ils on performance hasn't been significantly 

demonstrated by the Métro sample. Only respondents [rom Loblaws and Sobeys 

considered a positive impact on satisfaction with performance but not on reaching 

performance objectives. Out of the three organizational competences, cxternal 

cooperation skills are the competence that explains the less variance and has the 

weakest relationship with performance. Interestingly, important different differences 

were found between both samples in the indicators used for measuring external 

cooperation skills. Respondents [rom Métro evaluated this organizational competence 

according to the information sharing between the grocer and its suppliers, the 

cooperation with suppliers for proposing customers a better products/service than the 

competitors, and their awareness of their own reputation. Respondents [rom Loblaws 

and Sobeys focused only on the cooperation aspect between the grocer and its 

suppliers (proposing a better products/service to customers than the competitors and 

being the first to offer a specifie product) and between supermarkets of the same 

banner. Previous studies demonstrated that, in the food retailing sector, better 

cooperating with suppliers lead grocers to better manage their merchandise, and thus 

generate competitive advantage and cost savings (Ganesan, et al., 2009; Morgan et 
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aL, 2007; Li et aL, 2006). However, our results couldn't fully corroborate these 

researches. 

Few explanations could be found for justifying the results obtained for external 

cooperation skills. The size of a grocery store is one of them. If departments in 

hypermarkets / superstores can be considered as 'storcs in the store', with department 

managers fully assuming the management of their department, it is not the case for 

smaller sized supermarkets where decisions and external links are concentratcd in the 

hands of the store manager. Hence, it can't be taken for granted that every internal 

grocery store supply chain enables orders for merchandise going directly from 

department to suppliers. In these cases, department managers and heads of cashiers 

are less involved in the external cooperation with suppliers, and this situation can 

partly justify the absence of perceived significant relationship between business 

performance and external cooperation skills. The integratiol1 of heads of cashiers in 

the same group of respondents with department managers may also have contributed 

to dilute department managers' perception of business performance - external 

cooperation skills relationship. Further researches involving a greater number of 

respondents for each one of these positions could possibly demonstrate a significant 

effect of external cooperation skills on business performance. 

However, caution IS required in considering our results because, despite their 

statistical significance, the measurement of the different constructs was based on very 

small samples. Nevertheless, empirical researches in the food retailing area focusing 

on organizational competences remain few and it's been necessary to use indicators 

found in researches focusing on other economic sectors for evaluations our different 

variables. In this context, the data gathered may not be as numerous as we would 

have liked to for studying the whole grocery retailing sector, the fact remains that in 

the case study context of Métro, with a preliminary comparison with the two other 

major banners, their validity is high. 
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Among the contingent factors that have also influences our rcsults, the vanous 

supermarkets size may have had an impact. According to Silvcstro (2002), in large 

grocery retai1 chains, store performance tends to correlatc with store size: the larger is 

the store the greater is the profitability. Intcresting1y, the smaller is the store, greater 

is employee satisfaction and 10yalty. Staff prox.imity with managers can explain this 

relation. 

Possibilities for further researches are numerous. Some should focus on one specifie 

organizational competence and go more in-depth in order to better understand the 

impact of each one of them on performance. Focusing on only one chain and 

enlarging the samp1e size wou1d also be beneficial. It could give a better and broadcr 

picture of the chain situation and allow identifying more precise1y the levcrs of 

actions for managers who would like to improve their store performance. Moreover, a 

study per business unit (store) could allow managers of the chain to identify and 

analyze the contingent factors that can explain differences between the stores. 

Practically, our results, as those of Salvaggio et al. (2007) and Dietz (2005) should 

encourage practitioners to put more emphasis on service qua1ity and customer 

orientation to reach a greater than average performance while incrcasing the purchase 

frequency. As it has also been shown in this study, Yee, Yeung & Edwin Cheng 

(2010) and Foster, Whysall & Harris (2008), employee loyalty toward the 

organization represents a fundamental basis for performance since their satisfaction is 

directly linked to their level of commitment. In the same vein, Reiner (2005) and 

Jeong & Hong (2007) argue for a more integrated relationship between suppliers and 

retailers. Our results support this idea even though the link between such a 

cooperation with performance is not as strong as it is for customer orientation and 

Employee 10yalty / satisfaction. 
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2.7. Conclusion 

In this exploratory empirical rcsearch, we have modcled threc distinct organizational 

competences that have potential for cxplaining grocery store performance. It prcsents 

preliminary evidence of the impact of the studied organizational compctences on 

Quebec food retailers' performance. In a resource and competence-based perspectivc, 

which suggests an inside-out approach, internai resources and compctences can 

provide the finn with a competitive advantage and performance greater than its 

competitors. Our results suggest hat the RCBV is an appropriate framework for 

addressing shortcomings in retailing strategic management research, which has not 

addressed the issue of how organizational competences can contribute to performance 

for food retailers in an oligopolistic context such as thc one prevailing in Quebec. 

It empirically demonstrated positive and significant relations between customer 

orientation and performance for both banner samples, Métro and Loblaws/Sobeys. 

However, only respondents from Métro confirm the influence of employee loyalty / 

satisfaction on performance whereas external cooperation skills are positively related 

to performance for the Loblaws/Sobeys sample only. In this context, the evaluation of 

respondents' behaviours toward organizational competences in addition to the 

assessment of their perception could have given a more accurate perspective of the 

influence of the studied competences on performance. 

Our research also contributes to the RCBV by demonstrating the possibility of 

measuring theoretical constructs across grocery stores. We have empirically shown 

the reliability and the validity of customer orientation, external cooperation, and 

employee loyalty / satisfaction as weIl as grocers reaching performance objectives 

and satisfaction with performance. Although our sample was small, this research gave 

an accurate and relevant overview of the influence of organizational competences on 
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performance for the supermarket chain Métro and a comparable insight for Loblaws 

and Sobeys jointly. 



CHAPITRE 3
 

THE IVIEDIATING EFFECT OF STRATEGY ON
 
ORGANIZATIONAL COMPETENCES AND FIRM PERFORMANCE:
 

A MODEL FOR THE FOOD RETAILING INDUSTRY
 

ABSRACT 

It is generally assumed that the competences, once combined with strategy, lead 
businesses to above average performance. While most researches has studied this 
relationship through a contingency perspective, looking at strategy as a moderator 
of the relationship between competences and performance, this study rather 
considers strategy with a mediating raie. Taking Quebec food retailing sector as 
field for this study, with a sample of 72 grocery stores managers and 71 
department managers and heads of cashiers, our findings did not show any 
mediation. Interesting1y, strategy did not appear as having a positive and 
significant effect on store performance whereas organizational competences did. 

RÉSUMÉ 

Il est généralement acquis que les compétences, une fois combinées à la stratégie, 
entrainent une performance de l'entreprise supérieure à la moyenne. Alors que 
plusieurs recherches ont étudié cette relation sous la perspective contingente, 
considérant la stratégie comme un modérateur de la relation entre les compétences 
et la performance, la présente étude s'intéresse plutôt à la stratégie sous l'angle de 
la médiation. En se penchant uniquement sur le secteur du commerce de détail en 
alimentation, avec un échantillon de 72 directeurs d'épiceries et de 71 gérants de 
rayon et chefs caissiers, nos résultats ne démontrent pas de médiation. Il est 
cependant intéressant de remarquer que la stratégie n'apparait pas comme ayant 
une influence positive et significative sur la performance des épiceries 
contrairement aux compétences organisationnelles. 

Key words: organizational competences; customer orientation; external cooperation 
skills; loyalty; employee satisfaction; retailing; performance. 
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3.1. Introduction 

Over the years, many researchers in strategic management have tried to exp1ain why 

some organizations were more performing than others, what are the sources of 

organizationa1 performance or what creates a perfonning organization (Pehrsson, 

2000). Traditional answers to these strategie questionings suggest that firms need to 

seek opportunities and avoid threats, capita1ize on their strengths and work on their 

weaknesses. In other words, there must be a strategic fit between the externa1 

environment and the internaI resourees. However, a greater emphasis has been put on 

the firm's strategic positioning in its environment. Porter's five forces (1980; 1985) 

and the sehoo1 of industriaI organization stems direct1y from this idea according to 

which firms must adopt a defensive or offensive strategy: finding a protected position 

or trying to alter the externa1 forces in presence. 

Several empirica1 studies have tried to establish a clear link between industria1 

strueture and firm performance with inconsistent findings; some succeeding and sorne 

failing (Rume1t, 1991). Following these results, the [ocus of researchers has switched 

to internaI resources rathel' than externa1 environment as source of firm performance. 

In this context emerged the resource-based view (RBV) as one alternative way to 

conceive strategie management (Barney, 1991; Wernerfelt, 1984). Founded on the 

idea that firms are unique and eomposed of idiosyneratie sets of resourees (Barney, 

1991), the RBV focuses on firm's assets for detennining how competitive advantage 

is aehieved and how it might be sustained over time (Amit & Sehoemaker, 1993; 

Barney, 1991; Dieriekx & Cool, 1989; Wernerfe1t, 1984). 

Among firm's different internaI assets, organizationa1 competences and eapabi1ities 

represent a major source of competitive advantage onee interacting one with another. 

(Kaplan and Norton, 2004; Teece et aL, 1997; Lado et aL, 1992; Praha1ad & Hamel, 

1990). However, sorne researehers argued for the integration of competitive strategy 
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In the equation leading to sustainable competitive advantage. Accordingly, not 

aligning competitive strategy with organizational competences would bc limitative 

sincc they are complementary and generate a synergetic effcct for organizations 

(Eisenhardt & Martin, 2000; Benderson & Cockburn, 1994; Barney & Zajac, 1994; 

Venkatraman & Camillus, 1984). 

In the literature, the relationship between strategy and external factors and 

environment has led to numerous researches (Griffith, 2010; Tan & Tan, 2005; Chan 

et al., 1997; McDougall et al., 1994); the relationship between strategy and internai 

factors has been less weIl studied (Hughes & Morgan, 2008; Edelman et al., 2005; 

2002; Brush & Chaganti, 1999; Chandler & Banks, 1994; Mosakowski, 1993). 

For this study, we studied the Quebec food retailing industry and more specifically 

one of the three major chains, Métro. We also wanted to propose a preliminary 

comparison with a joint sample of respondents from the two other banners, Loblaws 

and Sobeys. Following previous researches on organizational competences l, the 

current focus is mainly on strategy and aimed to evaluate the vertical alignment 

(Kathuria et al., 2007) of specifie organizational competences with strategy as prior to 

the creation of a sustainable competitive advantage. Our main assumption is that 

organizational competences should be aligned with business strategy in order to 

provide retailers with a sustainable competitive advantage and generate greater 

performance. Even though most empirical studies on vertical fit between internai 

factors and strategy addressed the issue through a moderating effect, we followed 

Edelman et al. (2005) methodology, preferring to investigate a fit as mediation that 

allowed us to get a broader picture of the relationship between organizational 

competences and performance with competitive strategy variable as mediator. We 

thus suggest the necessity of strategy in the organizational competences 

1 See Chapitre l - Article l, p. 61 and Chapitre 2 - Article 2, p. 86. 
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performance relation for the expected effects of organizational competences on 

performance occur. 

3.2. Evaluating grocel's performance 

Over time, several scales have been developed and proposed for measunng 

performance, with a great variety of in terms of the nature of the performance 

indicators and the performance subject to measure. In this research, performance 

measurement has been based on Grewal and Siotegraaf (2007) work because of the 

quality and the adaptability oftheir indicators for the groccry retailing context. 

First, we tend to evaluatc the store global performance and then the merchandise 

management performance. Then, we proceeded to the aggregation of our data in order 

to get a broader picture of the banner Métro, and Loblaws / Sobeys. Ali measures 

were based on store managers' perceptions tü\vard reaching performance objectives 

and satisfaction with performance since we did not have access to official figures 

from banners' corporate level. 

3.3. Organizational competences for food retailers 

Organizational competences have been an important research topic in the field of 

strategie management over the past twenty years. However few studies got interested 

in the roles of organizational competences and their impact on performance in the 

retailing context (Megicks, 2007; Harris & Ogbonna, 2001) and even less in the 

subsector of grocery retailing. Since it would have been impossible to study an 

exhaustive list of organizational competences, this research has been based on three 

of them, which were considered as particularly impoltant for retailers, namely 

customer orientation, external cooperation skills, and employee royalty / satisfaction 

(Beauséjour, 2009). 
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3.3.1. Customer orientation 

One of the main objectives for food retailers remains the customer satisfaction. Thc 

related payoffs are important for grocers, for instance customer retcntion, 

repurchases, and promotion (Huddleston et al., 2008). In order to satisfy its 

customers, retailers tend to propose a high quality service, a consequent producl 

offering, or both. There is not only one way for a retailer to adopt a customer 

orientation; it can be done through a service approach, through its product offering, or 

with a mix of these two perspectives. Being service-oriented for food retailers means 

flexible personnel and processes, providing customers with a pleasant shopping 

experience, providing them with the required information, and adopting practices and 

values that focus on customers (Merlo et al., 2006). A product orientation translates 

into a product offering valued by customers. For hypermarkets, it means having a 

wide range of products combining general merchandise and specially products. For 

small formats, it rather means less variety but more specialities, or ensuring a basic 

offering (Huddleston et al., 2008). limovating by proposing new products is also an 

important aspect of this approach. This approach also requires that personnel knows 

about the products required by the costumers in terms of quality, price, and 

availability. 

3.3.2. Externat cooperation skills 

The prominence of technology has notably increased the flow of information in ail 

aspects of business. In retailing, as in manufacturing, it has led to vertical integration 

and intensive information sharing between players in the supply chain. The 

relationships between these players are tighter and more valued since the possession 

of information often results in a better market position; retailers can forecast the 

demand with sales data and manufacturers have an accurate understanding of the 

market and trcnds. Pooling the information improves not only the supply chain 
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logistics, but also impact directly benefits for each player (Hsu et al., 2008). In this 

context, retailers see the establishment of collaborative and long-term partnerships as 

an investment (Lindblom et al., 2009). The sharing of information and the 

development of partnerships with suppliers allow grocers to offer unique products not 

distributed by competitors or to offer products before thcm. In a context where the 

retailers hold oligarchie power, the profit incurred by certain suppliers in an exclusive 

distribution remains impoliant since its market penetration still represents about one 

third of the market.2 However, exclusivity is not a widely acccpted practice. The 

relationship is more based on the integration of resources, competences and systems 

that wou Id allow a greater fluidity of operations. 

3.3.3. Employee loyalty / satisfaction 

Efforts made by food retailers to ensure employees retention and loyalty are 

considerable since it implies significant investment for limiting personnel turnover. 

These costs are mainly related to recruitment and training (Fostcr et al., 2008; 

Peterson, 2007). Part-time jobs and low salaries contribute to accelerate the pace of 

turnover. This context leads to the establishment of a vicious cycle fuelled by 

uninterested front-line staff and low benefits for employees. On the contrary, 

personnel perception of a company concerned in retaining them is translated into 

loyalty toward the firm since it involves job satisfaction (Brown & Lam, 2008). Tt 

should be noted that employee loyalty not only has an impact on turnover, but equally 

on customer satisfaction; employee satisfaction has a direct impact on customer 

attitude toward the store (Foster et al., 2008). Personnel play a promotional agent role 

and tend to offer a better quality service. 

2 Three main firms companies (Loblaws, Sobeys and Metro) control more [han 90% of [he Quebec 
food retailing industry (Hubert, 2003). 
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3.4. Investigating strategies for retailers 

Among earlicr works in retailing, some authors suggested that certain stratcgy 

selections could influence performance and competitive positioning depending on the 

environment, the industry conditions and the entrepreneur's background (Brush & 

Chaganti, 1998; Helms et al., 1992; Wortzel, 1987). In order to idcntify and define 

these strategies, several typologies of strategie choicc have been developcd and used 

over the years as presented in table 3.4.1. 

The previous table presents more similarities than differenccs. Globally, almost ail 

the authors propose a certain number of generic strategies that can be applied to the 

retailing sector but also for other types of industry. However, what is particularly 

evident in this table is that ail the suggested strategies are market-oriented. Indeed, 

none of these typologies tend to propose resource or competence-oriented strategies 

or even suggest strategy-supporting levers that would strengthen the imp1ementation 

of the generic strategies. 

Table 3.4.1. 

Typologies ofretailing strategies 

Authors Year Strategy typologies applied to retailing 

Ansoff 1965 4 strategic choices 
Market penetration Market developmenl 
Product development Diversification 

Miles & Snow 1978 4 strategic types 
Defender Analyzer 
Prospector Reactor 

Wissema et al. 1980 6 productlmarket combination strategies 

Explosion Slip 
Expansion Consolidation 
Continuous growth Contraction 
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Table 3.4.1. (continued) 
Authors Year Strategy typologies applied to retailing 

Hawes & 
Criltenden 

1984 4 strategic groups for grocery retailing 
Non-participanls Conserv<Jlive reaclors 
Aggressive iniliators Submissivc defenders. 

Porter 

Wortzel 

1985 

1987 

4 generie strolegies 
Cost leadership 
Di fferentiation 

4slrategies 
Product differcnti<Jtion 
Price leadership 

Foclls (cost or 
diJTcrcntialion) 

Service and pcrsonality 
di fferentiation 

Walters & Knee 1989 Adapted Ansoffs matrix 10 retailing ancl prorosed existing, 
related, and new cuslomer base/markct scgmcnts with existing, 
related, and new retail ing producl packagc. 

Robinson & 
Clarke-Hill 

1990 In turn, changed Knee & Walters's modifiecll11atrix of AnsolT 
and integrated related or domcstic choices and new or 
international choices. 

Duke 1991 Aiso created a matrix for retailing strategie choiee wilh existing 
or new/modified outlet type, and existing or ncw/modifiecl 
offer type. 

Ellis & Kelley 1992 4 subscaies 
Product (variety in brands 
and sizes) 
Amount of promotion 

Promotion effectiveness 
Customcr service 

Helms et al. 1992 3 strategies 
Cost leadership 
Differentiation 

Combined approach 

Conant et al. 1993 7 generic competitive 
advantages 

Presentation and 
preparation 
Production variely and 
deplh 
Low price 
High-priced 
convelllence 

Inventory control and 
aclvertising 
Targeted incentives 
Traditional fashions and 
servIce 

Chandler & Hanks 1994 3 implementation strategies 
Qua 1i(y/customer sery ice 
Innovation 

Cost leadership 

Mlidambi & 
Mlidambi 

1995 3 strategy types 
Internai stratcgies 
Vertical strategies 

Migrational strategies 

Morschett et al. 2006 3 strotegies From the perspective of consumers 
Priee level Scope of convenience 
Quality 0 f performance 
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For this research, we have chosen the typology proposed by Porter (1985) for its 

simplicity and the relative antinomie nature of the strategies suggested. In the 

retailing context, these two characteristics have been judged as helpfu 1 for 

respondents to answer and position themselves on either strategies. We must also take 

for granted that the strategy adopted by supermarkets comes from the headquarters of 

the banners and defines the global positioning of the stores on the market, in regards 

of their competitors. Bence, the evaluation of strategies inspired by the RCBV 

wouldn 't be relevant. According to Porter, strategy represents a coherent whole or a 

configuration of activities with the objective of developing a competitive advantage 

either based on low cost or differentiation (Spanos et aL, 2004). 

White no two retail businesses have identical strategies, certain 
simitarities do exist. Primary in strategy selection is the ability of a 
particular strategy to provide the retail operation with a superior 
level of performance in the industry. Such competitive positioning 
commonly involves a singular approach emphasizing either cost 
leadership or differentiation (Helms et al., 1992: 3). 

A retailer may then decide to follow a cost leadership strategy by offering the lowest 

cost possible. This strategy underlies value chain activities performed at a lower cost 

than competitors, economies of scale, tight cost control and coordination of 

operations, reduced overhead and administrative expenses, limited investment 111 

R&D and marketing activities and, volume sales techniques (Porter, 1985). A retailer 

choosing this strategy also means having a logistic center, managing employees in a 

most effective way, managing merchandise to reduce wastes as much as possible, and 

opting for FIFO methods (Le & Nhu, 2009). A firm adopting this strategy also 

systematically proposes low priees while remaining profitable. Offering products at 

low priees enable the firm to attract customers from competitors and then gain new 

market shares. Usually, large retailers can achieve cost leadership in an easiest way 

than small retailers because of their capacity to generate economies of scale and their 

bargaining power over suppliers, which enable them to obtain better purchase priees 



124 

for their goods (Morschett et al., 2006). Impacts of cost leadership strategy on 

customers are important since selling priee is an important attribute for customers in 

their choice of store. Price comparison bcing easy for customers to carry out, large 

retailers ail tend to offer low priees. In the food retailing sector, hard discounters and 

some hypermarkets have mainly adopted cost leadership strategy (Ellis & Kelley, 

1992). In the Quebec food retailing market, as in the rest of North America, the 

number of hypermarkets and superstores has incrcascd over the past decadc. This 

tendency makes it more difficult for smaller retailers to compete on priees and forces 

them to build their competitive advantagc and structure their strategy on something 

more than only priees and thus try to differcntiate otherwise. 

As an alternative strategy, retailers may choosc to differentiate l'rom their 

competitors. Firms adopting a differentiation strategy tend to see themselves as 

unique regarding different aspects valued by customers and the industry. This 

strategy leads the firm to offer its customers products or services with high added 

value, possib1y more innovative and more responsive to their needs (Porter, 1980). 

The firm addresses a broad targe t, with 10w volumes but high margins. The 

advantages of differentiation require manufacturers to divide markets in order to 

target specifie segments, generating a price higher than average (Morschett et al., 

2006). Differentiation can be translated through customer orientation. The quality of 

personnel and service, the establishment of po1icies and practices motivating for 

employees, the development of an organizational culture that considers customer 

service make retailers hard to copy by their competitors (Bowe, 1990). This strategy 

can also be reached through product orientation. Retailer then proposes a product 

offer different from its competitors in terms of quality, choice, or promotion 

(McDowell Mudambi, 1994). For grocery retailers, it means offering providing 

customers with products (e.g. bio products, specifie variety of non-food products, fine 

food, etc.) and services different from their competitors (e.g. prepared meals, greater 

customer service, ancillary services such as drug store, pressing or photography, etc.). 
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One issue that has raised considerable debate in the extant literalllre is the question of 

low cost and differentiation being mutually exclusive or not. Porter (1980. L985) has 

generally urged against the simul taneous pursuit of both strategies on thc ground that 

each of these involvcs a different set of resources and organizational arrangements. 

Others, however, have shown that cost leadership and differentiation may bc 

compatible approaches to dealing with competitive forces (Miller & Friesen, 1986; 

Phillips et al., 1983), and postulated the pursuit of what has been termed 'hybrid', 

'mixed', or 'combination' strategies. As explained by Miller & Friesen (1986), cost 

leadership and differentiation shouldn't be considered as mutually exclusive 

strategies. In its sense, they argued on POlier's proposition of a focus strategy and 

proposed a hybrid strategy combining both. When a company cannot afford to take 

the leadership nor by the cost or by differentiation, a nichc strategy could be more 

appropria te. In this case, the firm concentrates its efforts and resources on a narrow 

and defined segment. The niche strategy is often employed by SMEs. With a focus on 

costs, a company aims to be the producer to lower prices on a niche or a particular 

segment. With a focused differentiation strategy, it creates a competitivc advantage 

by differentiation on a particular niche. However, in the food retailing sector, the 

focus strategy is quite rare, whereas cost leadership and differentiation are more 

relevant (Koistinen & Jarvinen, 2009). 

Table 3.4.2. 

Porter generic strategies 

Advantage
Target scope 

Law cast Prodllct lIniqlleness 

Broad (industry wide) Cast leadership slrategy Differentiatian strategy 

Narrow (market segment) Focus strategy (law cost) Focus strategy (differentiation) 

Starting with these two generic strategies, several researchers have tested Porter's 

framework. If some have confirmed Porter's assumptions and argued that the use of 
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only one strategy was profitable (Kumar et aL, 1997; Dess & Davis, 1984; Hambrick, 

1983), sorne others have been more critical (Morschett et aL, 2006; Spanos & 

Lioukas, 2001; Mintzberg, 1996; Miller & Dees, 1993; Wortzel, 1987). Even if 

Porter's generic strategies model has been elevated to the levcl of quasi-paradigm 

(Campbell-Hunt, 2000), Morschett et al. (2006) undcrlie two main cri tics that can be 

addressed to this mode!: 1) Porter doesn 't consider strategies combining several 

competitive advantages, and 2) the model is too simp!istic when empirical studies 

demonstrate that differentiation advantages can be reached in different ways. 

Answering these critics, the table 3.3 clearly presents the characteristics associated to 

Porter's strategies in the context of retailing in such a way that both strategies include 

a large scope of characteristics that can define each one of thcm. 

Table 3.4.3.
 

Porter 's generic strategies applied to retailing
 

Characteristics Types of store 

Cost Economies of sca le Hypennarkets and 
leadership Highly efficient supply chain operations orten large supermarkels 

based on limited assortmenl Superstores 
Tight cost focus i.e. customer operations, Hard discountcrs 
logistics, service and self-service equipment, 
product range, quantity and timing of buying 
High negotiation power over suppliers for 
securing low procurement prices for purchased 
goods 
Minimum investment in store design and 
ambiance 
Reduced customer service 
Reduction of waste and shrinkage 

Differentiation Adapting certain store attributes more closely to Supermarkets 
specific needs of chosen customer segments: Specialty stores 
target market segment Convenient stores 
Able to command above average prices for its 
outputs 
Often fashionable stores 
Specific promotion and choice of merchandise 
Strategic promotion of customer service: quality 
of personnel and service 
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3.5. A mediation effect 

The basic assumption of this study suggested that the force with which organizational 

competences can impact on performance cou1d vary depending on the competitive 

strategy adopted by the retail business. While most of previous researchcs argucd in 

favour of a moderating effect of strategies, the fol1owing framework rather proposed 

a fit as a mediating variable as suggested by Venkatraman (1989). Thus, it considers 

competitive strategy as a mediator in the relation between organizational 

competences and firm performance. 

According to Kenny et al. (1998), we need to demonstrate three different relations in 

order to verify a mediator effect: (1) bctween the independent variable (organizational 

competences) and the dependent variable (firm performance), (2) between the 

independent variable (organizational competences) and the mediating variable 

(competitive strategy) and, (3) between the mediating variable (competitive strategy) 

and the dependent variable (finD performance). Afterwards, it is possible to evaluate 

the mediating effect of competitive strategy in the relation between the independent 

variable (organizational competences) and the dependent variable (firm performance). 

The strength of the mediation explains the predictive capacity of the independent 

variable (organizational competences), capacity, which differs with the absence of the 

mediator variable (Venkatraman, 1989; Baron & Kenny, 1986). In the present case, 

strategies constitute an alternative way by which organizational competence is linked 

to performance. 

Among the numerous methods for testing mediation (MacKinnon et al, 2002), we 

have chosen the approach of Baron & Kenny (1986). According to their approach, 

testing the mediator effect of a variable ln (competitive strategy), needs initially to 

examine the relation between the independent variable x (organizational 

competences) and the dependent variable y (firm performance). Afterwards, we have 
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to determine at which degree this relation decreases when the mediator m is included 

in the equation. The figure 3.1 presents the relations between variables in a mediating 

cffect. 

Figure 3.5.1. 

The mediator effect of competitive strategy on the relation between orgonizotional 

competences andfirm 's performance: on adaptation jrom Lam et 01. (2004) 

A) Models specifications 

Direct model 

.....--~ 

Film " 
organÎLlltional 
competmces 

a Performance 
(dcpendl!l1f 

(indi![lI'nden! 
variables) 

~ariab!e) 

Indirect model 

a 

firm 
JJrganizationaI Perforrnan ce 
competences (dépendent 
(indepl'nlfent ~'aTiablc) 

1'llrillbles) 

B) Conditions 

The coefficient "a" must be significant in the direct mode!. 

The coefficients "b" and "c" must be significant in the indirect mode!. 

The coefficient "a'" must be inferior ta coefficients "b" and "c" in the indirect 

mode!. A perfect mediation exists jf"a'" is non significant in the indirect mode!. 
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Bowever, the choice of mcdiation rather than moderation as intermediary effect in the 

relation between the organizational competences and the firm performance must mcet 

certain conditions as exposed by Baron & Kenny (1986). First, variations of thc 

independent variable (organizational competences) must significantly involvc 

variations of the dependent variable (firm performance). Second, variations of the 

mediator (competitive strategy) must also significantly involve variations of the 

dependent variable (firm performance). Finally, when these first two relations are 

controlled, the effect of the independent variable (organizational competenccs) on the 

dependent variable (firm performance) is no longer significant. Bence, a decrease 

instead of the absence of relation significativity betwecn thc indepcndent variable 

(organizational competences) and the dependent variable (firm performance) in spite 

of the presence of a mediator (competitive slralegy) would indicatc the existence of 

other mediators. 

In order to test the mediating effect of competitive strategy, we have hypothcsized 

that competitive strategy could explain the impact of organizational competences on 

business performance. Thus, we used the approach suggested by Lam et al. (2004) 

who adapted the test for mediation of Baron & Kenny (1986) to data analysis with 

structural equations. This approach is then to specify two models and to verify four 

conditions as exposed in the figure 3.3.1. 

3.6. Methodology 

3.6.1. Hypotheses 

The global retailing sector counts for 6,4% of Quebec GDp3 with more than one fifth 

of the market sales for the food rctailing sector specifically.4 Despite this economic 

3 Institut de la statistique du Québec, 200Sl. 
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importance, the sector remains little studied. Therefore, it was believed that grocery 

stores offered an excellent opportunity for assessing organizational competences and 

competitive strategy alignment. In this context, the implicit assumption for this stlldy 

was thc belief that the chosen competitive strategy was an intcgral part for explaining 

the influence of organizational competences on groccry retailcrs' business 

performance. For testing this assumption, we have applied the modc1 of Baron and 

Kenny (1986) and assessed the various relations previollsly disCllsscd and presented 

in the figure 3.3.1. 

3.6.2. Sample and data collection 

In order to proceed to the measurement of our hypotheses, we have lOCllsed on onc of 

the major grocery retailing chain in Quebec, Métro. We have also gathered data from 

the other two main players in the Quebec food retailing market, Loblaws and Sobeys, 

and have compared the results obtained at Métro with the joint answers of Loblaws 

and Sobeys. 

In order to avoid common-factor variance problcm, we have selected two types of 

respondents that answered two distinct questionnaires. Out of the 143 grocery store 

employees, 72 were store managers and answered the questionnaire on strategy and 

performance. The other 71 were either department managers or heads of cashiers and 

answered the questionnaire on organizational competences. Ali of them were 

employed in one or the other of the three largest supermarket banners in Quebec. 

Following the questionnaire pretesting and revising, respondents had the possibility 

to answer a paper filed version at their workplace, or the online version. 

4 Statistics Canada, 2008. 
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3.6.3. Measures 

Although we structured our questionnaire on existing scalcs of measurcment (Grewal 

& Siotegraaf, 2007; Merlo et al., 2006; Escrig-Tena & Bou-Llusar, 2005; Spanos & 

Lioukas, 2001; Peccei & Rosenthal, 1997), we have adaptcd these scales to makc 

them fit with the food retailing sector. To measure organizational competences, we 

used a ten points Likert-typc scale based on importance granted and ranging from nol 

important at ail to tolally essentia!. Competitive strategy was measured with the same 

10 points Likert-type scale based on importance grantcd. 

Finally, business performance was measured through a 10 points Likert-type scale 

based on (1) objectives reached over the past three ycars ranging from below average 

to beyond average, and (2) satisfaction toward their store performance also with a 10 

points Likert-type scale evaluating their degree of agreement with specifie 

assumptions and ranging from totally disagree to totally agree. 

a. Factor analyses 

Because of the exploratory nature of this research and the small size of our samples, 

we have conducted only exploratory factor analyses for determining the global 

composite constructs of organizational competences, strategy and performance. 

To verify the validity of our scales for the measurement of our constructs, we have 

proceeded to principal component analysis with varimax rotation. 
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Table 3.6.1. 

Resources ofscates 

Group of respondents 
Oepartment managers, assistant deparlmenlmanagers, head of cashiers, and assislanl hcad of cashiers 

Dimensions Authors Nllmber of items 

Control 14 

Persona 1aspecls 7 

Organizaliona 1aspects 7 

Organizational competences 16 

Customer orientalion 6 
Merlo et al. (2006), Escrig-Tena & 

External cooperation skills BOll-L1l1sar (2005), Peccei & 5 

Employee loyally 1salislàction 
Rosenlha1(1997) 

5 

TOTAL 30 

Group of respondents 
Store managers and assistant store managers 

Dimensions Authors Nllmber of items 

Control 14 

Personal aspects 7 

Organizational aspects 7 

Strategy 1\ 

Cost Leadership 5 
Spanos & Lioukas (2001) 

Oifferenliation 6 

Performance 9 

Objectives 5 
Grewal & Siotegraaf (2007) 

Satisfaclion 4 

TOTAL 34 
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The results obtained show a three factors solution for organizational competence - (1) 

customer orientation, (2) external cooperation skills, and (3) employee loyalty / 

satisfaction - a two factors solution for strategy - (1) cost leadership and (2) 

differentiation - and another two factors solution for business performance - (1) 

reaching performance objectives and (2) satisfaction with performance -. Ali of our 

constructs showed good reliability indices. 5 Once low factor loading items 

eliminated, 1°(Métro) and 9 (Loblaws / Sobeys) items remained for explaining 

organizational competences. 7 (both samples) items left for measuring strategy and 9 

(both samples) items for performance.G 

According to our results, shown in tables 3.5.3., 3.5.4., and 3.5.5., customer 

orientation is the organizational competence that explains the most variance for Métro 

(33,07%) and Loblaws/Sobeys (26,16%). In the case of Métro, the second 

organizational competence explaining the most variance is employee loyalty / 

satisfaction (22,79%) followed by external cooperation skills (18,86%). Respondents 

from Loblaws/Sobeys almost considered external cooperation skills (22,21 %) and 

then employee loyalty / satisfaction (23%) equally for explaining organizational 

competences variance. 

In the case of strategy, differentiation appears to be the strategy explaining the most 

variance for Métro (38,05%) as weil as for Loblaws/Sobeys (38,28%). Cost 

leadership is less important with 34,84% of variance explained for Métro and 28,7% 

for Loblaws/Sobeys. 

5 According to NlInally (1978), ail constrllcts present a Cronbach alpha over 0.06.
 
6 As recommended by Comrey (1973), we have rejected any statement with factor loadings below
 
0,45.
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Finally, our results demonstrate a similar situation in what regards performance since 

thc two groups of respondents kept the same items for explaining both variables of 

performance. Reaching performance objectives explained 42,96% of the global 

variance for Métro and 34,55% for Loblaws/Sobeys whcreas satisfaction with 

perfonnance explained 34,93% for Métro and 34,55% for Loblaws/Sobeys. 

In order to show the relations between the different factors, we have conductecl a 

correlations analysis. As shown in table 3.6.5., for the Métro sample, customer 

orientation is highly correlated with the two other organizational competences. 

However, external cooperation skills and employee loyalty / satistàction are not 

correlated significantly together. Performance factors are also positively correlated 

together. I-Iowever, there is no significant correlation between the two strategies. All 

three organizational competences are correlated with reaching performance 

objectives. However, only customer orientation and employee loyalty / satisfaction 

are correlated with satisfaction with performance. The only organizational 

competence correlated with strategy is customer orientation with differentiation. 

Finally, only the differentiation strategy is positivc1y correlatecl with reaching 

performance objectives, but not with satisfaction with performance. 

According to the Loblaws / Sobeys sample, external cooperation skills are positively 

and significantly correlated with the two other organizational competences but 

customer orientation and employee loyalty / satisfaction are not correlatecl together. 

As for Métro, performance factors are highly correlated together. However, ther is no 

correlation between strategy factors. Finally, only the strategy of differentiation is 

positively and significantly corre1ated with reaching performance objectives of but 

not with satisfaction with performance. 
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a. Regression analyses 

Given our hypotheses, we used hierarchal regressions in order to compare the overall 

effect of blocks of variables. This is the preferential type of analysis to vcrify a 

mediator effect (Kenny, Kashy and Boiger, 1998; Schappe, 1998). Each step 

described in the section 4 will be included in this section for testing our research 

hypotheses. 

Results of the first regression analysis are presented in table 3.6.6. In the case of our 

main sample, Métro, they indicate that, globally, organizational competences are 

positively linked to reaching performance objectives and satisfaction with 

performance, and explain 64% and 60,3% of variance. Individually considered, only 

customer orientation and employee loyalty / satisfaction are significantly related to 

our factors of performance. According to the respondents from Loblaws / Sobeys 

organizational competences are also positively linked to reaching performance 

objectives and satisfaction with performance, and explain 52,9% and 65,8% of 

variance. However, they do not consider employee loyalty / satisfaction as 

significantly related to factors of performance, but recognize a significant relation 

with customer orientation and external cooperation skills. 

The second step is to demonstrate a relationship between organizational competences 

and strategy. According to our results in table 3.6.6., there is no positive link when 

organizational competences are taken globally but there is a significant relationship 

between customer orientation and the differentiation strategy only for the Métro 

sample. 
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The third regression step alms to determine the influence of strategy on business 

performance. As shown in table 3.6.7., the variance of reaching performance 

objectives cxplained by strategy is 15,9% for Métro whereas· it is 21,4% for Loblaws 

/ Sobeys. When strategies are individually considered, rcsults arc thc same for Métro 

and Loblaws / Sobeys. Differentiation clcarly appears to be the only strategy that 

influences reaching performance objectives but not the satisfaction with performance. 

Cost leadership strategy is not positively linked to any pcrformancc factor. 

The last regression analysis explains, for Métro and Loblaws / Sobcys, 8,3% and 

Il,1% of the performance objectives reaching but not satisfaction with performance. 

These results allow us confirm the presence of a partial mediating cffect of 

differentiation strategy in the relationship bctween organizational competences and 

reaching performance objectives because customer orientation and employee loyalty / 

satisfaction (Métro) and customer orientation external cooperation skills (Loblaws / 

Sobeys) are still significantly re1ated to reaching performance objectives despite the 

presence of the mediator. 

On the basis of our results, we can conclude, for the Métro sample, that: (l) customer 

orientation has a direct and indirect effect on reaching performance objectives, (2) 

customer orientation has a direct effect on satisfaction with performance, (3) 

employee loyalty / satisfaction has a direct and indirect effect on reaching 

performance objectives, (4) employee loyalty / satisfaction has a direct effect on 

satisfaction with performance, (5) cllstomer orientation has a direct effect on the 

strategy of differentiation, (6) differentiation has a direct effect on reaching 

performance objectives, (7) differentiation partially mediates the relationship between 

customer orientation and reaching pcrformance objectives, and (8) differentiation 

partially mediates the relationship between employee loyalty / satisfaction and 

reaching performance objectives. 
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The results, in thc case of Loblaws / Sobeys, lead us to conclude that: (1) customer 

orientation has a direct and indirect effect on reaching performancc objectives, (2) 

customer orientation has a direct effect on satisfaction with performancc, (3) external 

cooperation skills have a direct effect on rcachi llg pcrformance objectives, (4) 

external cooperation skills havc a direct effect on satisfaction with performance, (5) 

the differentiation strategy partially mediates the relationship bctween customer 

orientation and reaching performance objcctives, and (8) differentiation partially 

mediates the relationship between external cooperation skills and reaching 

pcrformance objectives. 

3.7. Discussion 

The aim of this study was to examine the effect of organizational competences and 

strategy as these influence retailer performance. We first tested the direct effect of 

organizational competences on business performance, then the direct effect of 

strategy on business performance, and finally the mediated effect of organizational 

competences on business performance, with strategy as a mediator. The results of our 

analyses led us to conclude to two main assertions that are discussed below. 

3.7.1. Differentiation as the strategie option to gain a competitive advantage 

It wou Id be erroneous to not consider cost leadership as a competitive strategy 

adopted by food retailers even if the results obtained tend to pretend so. Actually, the 

relative homogeneity of the three main banners in the Quebec food retailing sector 

tend to force them to gain a competitive advantage through resources and 

competences, or any ways that would contribute to differentiate from their 

competitors. Even if this strategy has made the success of hypermarkets and 

supermarkets and helped them gaining competitive advantage over smaller stores 
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(Koistinen & Jarvinen, 2009), competing and structuring a strategy on a cost saving 

basis (inventory methods, transport, purchasing practices, technological advances, 

efficient use of 1100r space, etc.) and low priees is not sufficient to develop and 

sustain a competitive advantage when competing with similar stores (ReIms et al., 

1992). This supposes an underlain bias by the questionnaire; questions on cost 

leadership were related to competitors, and respondents considered only comparable 

competitors, contributing to enhance the differentiation strategy orientation. 

Contrarily to Porter's considerations, which weren't in favour of mixed strategies 

between cost leadership and differentiation, we support the idea of hybrid or 

combined strategies. Since large retailers usually achieve economies of scale rcsulting 

from a cost leadership strategy more easily and often (Ellis & Kcllcy, 1992), we can 

assume that supermarkets and hypermarkets, such as those whose representatives 

have responded to our questionnaire l, have combined efforts not only to reduce their 

costs, but also to increase their sales in order to remain competitive. To compete with 

equally cost-efficient organizations is difficult and lead stores to win a competitive 

advantage on something else than cost only (Koistinen & Jarvinen, 2009). 

3.7.2. Co-aligning organizational competences and strategy 

Most studies in the literature got interested in the moderating effects of strategy and 

external factors. Fewer focused on the relationship between strategy and internai 

factors, moreover under the angle of mediation (Ede Iman et al., 2005). Traditional 

industries have also been weil more studied than other economic fields such as 

retailing. 

1 The average grocery store surface for this study was between 1500 and 2000 m 2 
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Our study supports the contingency perspective according to which internai co

alignmcnt between resources and strategies lead to greater performance, but in a very 

limited way. Effectivcly, for both samples, the direct effect of organizational 

competences on business performance was signifîcant. The direct effect of 

differentiation on reaching performance objectives was also significant, in thc case of 

Métro only. Finally, the relationship between organizational competences and 

business performance once mediated by differentiation also significantly computed. 

These results explained a partial mediation meaning that alone, organizationa1 

competences or differentiation, explain only partially food retailers reaching 

pcrformance objectives. However, their co-alignment providcd a very small but still 

significant additional performance. 

Whereas some prevlOus researches have been able to demonstrate a positive and 

significant impact of vertical alignment on performance (Hughes & Morgan, 2008; 

Edelman et aL, 2005; O'Regan & Ghobadian, 2004; Zajac et aL, 2000; Chandler & 

Hanks; 1994), our findings couldn't demonstrate a strong and highly significant 

impact of tit between the studied organizational competences, differentiation, and 

more broadly competitive strategy, on business performance. 

The choice of food retailing as our field of study can explain partly our results. 

Contrarily to sorne other traditional industries or retailing subsectors, the food 

retailing context is not a fragmented sector. It is strongly competitive and the few 

major p1ayers propose a similar business offer. The possible different strategic 

choices are limited, and the impact on performance seems restricted. For both studied 

samples, the mediating effect is very weak and in the case of Loblaws / Sobeys, the 

direct effect of strategy on performance factors is non-significant. 

In a resource and competence-based perspective, it is quite clear that the weak link 

between the corporate strategy and the intemal assets tend to dcmonstrate either that 
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supermarkets' management and corporate levcl is not much concerned about front

line staff, and front-line staff is not fully concclllcd about corporate strategy. This 

situation might appcar paradoxical because staff turnover is a major issue for food 

retailers. In that sense, not structuring or optimizing its stratcgy on the basis on its 

organization's resources and competences, not providing the necessary leadership, or 

not developing policies and practices that would lead to HR mobilization may cause 

high turnover. Interestingly, as it is shown by our results, strategy seems parachuted 

by the corporate level without being translated for and by cach supcrmarket's staff. 

This situation can be unfortunate. Moreover in a context wherc in both, Métro and 

Loblaws / Sobeys, the best performance indicator seems to be the staff customer 

orientation. 

Consequently, as presented in our results, the development and sustainability of 

unique organizational competences have an important influence on grocers. This 

supports Eisenhardt & Martin (2000) conclusion, which suggested that competitive 

advantages lie more in the company's capacity to use ils competences more rapidly 

and skilfully than the market, than it whatever else. 

3.8. Conclusion 

The purpose of this study was to investigate the mediating influence of competitive 

strategy in the relationship between organizational competences and business 

performance. To achieve this research, we have conducted a survey for food retailers 

on the Quebec market. The studied supermarkets operate in a highly competitive 

sector and have little opportunity to defend against imitation. They capitalize on their 

internai resources and competences, but do not rely on corporate strategy in order to 

reach performance greater than competitors. 



147 

The assumption we made about the necessary co-alignment of organizational 

competences and competitive strategy has been very partially proved only. Even if 

the fit has been validated, the mediation was weak and partial. Our results led us to 

the following conclusions: (1) for Métro, as weil as for Loblaws / Sobeys, cost 

leadership strategy is not considered as a fruitful strategy even though it seems 

inherent for food retailers, (2) differentiation is the main strategy but it's influence on 

performance is very relative influence, and (3) the creation and the support of 

organizational competences have more positive impact on food retailers performance 

than the strategy choice, regardless of the banner. Howcver, their fit leads to a small 

but positive effect on performance. 

Avenues for further researches are numerous. It would be interesting to explore a 

complementary model studying other organizational competences and/or empirically 

test a similar model with a different strategy typology than the one or Porter (1980). 

This study, as most of the studies in strategie management, focused on vertical 

alignment to explain business performance. Investigating more the influence of 

horizontal alignment on performance would be an interesting path to follow (Rhee & 

Mehra, 2006; Youndt et al., 1996). 

With respect to our data, our methodology, and the exploratory nature of our 

research, the samples size were small and any further research should ideally be 

supported and motivated by the studied corporations in order to ensure greater results 

accuracy and validity and being able to generalize the results to a whole grocery 

chain. 

Limitations notwithstanding, our study contributed to better understand interactions 

through mediation between organizational competences and competitive strategy, and 

the impact on business performance. Even if the resource and competence-based view 
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has resulted in several researches, there is still a lack of studies investigating the link 

bctween resources, competences and strategy (Barney, 2001). 



CONCLUSION 

The combined contributions of the three articles that compose this thesis not only 

provide meaningful and practical insights into how organizational competences 

influence business performance in the food retai ling context, they also plough new 

ground for the validation and fine-tuning of the relationship betwecn organizational 

competences and strategy. This section is focused on thc contributions that the three 

articles bring to our current understanding of the resource and competence-based 

theory, but more specifically on how organizational competences represent major 

internai assets and sources of sustainable competitive advantage according to 

resource and competence-based theory. 

4.1.	 Organizational competences and business performance through the 

resource and competence-based perspective 

When it cornes time to discuss about competences, most studies tend to focus on 

human resources, and were conducted for evaluating individual or collective ski Ils, 

abilities and/or capabilities while keeping the individual as the unit of measurement. 

In strategic management, the organization is the main unit of analysis. Until the 

development of the resource and competence-based view (RCBV), organizations 

were studied according to an outside-in approach. ln other words, an organization's 

competitive advantage was related to its positioning in the external environment in 

regards of the threats and opportunities, as weil as its strengths and weaknesses 

(Porter, 1985). With the RCBV, the focus has switchcd to organization's internai 

environment and the suggested assumption that competitive advantage was based on 

internai assets, which includes organizational competences and capabilities (Teece et 
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al., 1997; Amit & Schoemaker, 1993; Prahalad & Hamel, 1990). Although thcrc is 

still no consensus in the literalllre whether industrial organization thcory and market 

competition, or RCBV and internai assets, arc more effective for shaping and 

explaining business performance (Hcnderson & Mitchell, 1997), this thcsis has becn 

structured in the perspective of the RCBV, positioning the concept of competence at 

the organizationallevel for studying its effect on business performance. 

While purSUlJ1g an exploratory logic, ail thrce articles have a distinct but 

complementary contribution to this thesis. Article 1 offers insights into the repertoire 

of organizational competences that experts in retailing consider as the most important 

for retailers. The qualitative analysis also constitutcs the main basis of the two 

subsequent empirical articles. Article 2 considers to what extent thrce mostly relevant 

organizational competences - (1) customer orientation, (2) external cooperation 

ski Ils, and (3) employee loyalty / satisfaction - influence the business performance of 

food retailers. Finally, the article 3 integrates strategy as a mediator in the relationship 

between organizational competences and business performance, and tends to evaluate 

the influence of organizational competences and strategy co-alignment on food 

retailers performance. 

As generally predicted by the RCBV, and as of others have illustrated (Grewal & 

Slotegraaf, 2007; Zehir et al., 2006; Edelman et al., 2005; Brush & Chaganti, 1998), 

ongoing concern over the development and the sustainability of organizational 

competences as sources of competitive advantage was pervasive for all retailers 

investigated in the context of the present study. More interestingly, the three 

organizational competences selected by the experts in the qualitative part of this 

rcsearch, ail involve human interactions: (1) retailer relationship with customers 

through customer orientation, (2) retailer relationship with suppliers through external 

cooperation skills, and (3) managers relationship with employees through employee 

loyalty / satisfaction. According to the RCBV, the results of our study partly unravel 
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the centrality of human resources-focused type of organizational competences. 

Indeed, in the context of food retailing, this type of organizational competences not 

only meets the requirements of value, rarity, non-substitutability, and non-imitability, 

but they also refer to the notion of social complexity, inherent to human interactions, 

which makes them more hardly imitable for competitors (Barney, 1991; Fiol, 1991). 

4.1.1. Identifying organizational competences as source ol business 

performance 

The first article entitled "Building on Organizational Resources and Competences to 

Reach Performance: The Case of the Retailing Industry" is part of the deductive 

approach of this thesis by suggesting primarily a series of organizational competences 

(Thompson & Richardson, 1996; Lado & Wilson, 1994) to experts in retailing. It is 

based on the idea that organizations, as individuals, possess competences. Even 

though sorne are embodied through individuais, thesc competences remain in the 

organization even if individuals come and go. The core assumption of this article 

suggested that retailers could build a competitive advantage, based on specifie 

organizational competences, in order to reach business performance. Through an 

exploratory perspective, four experts 111 retailing were asked to determine which 

organizational competences could positively and mostly influence the performance of 

their company. 

In-depth interviews with these experts revealed their unanimous opinion regarding 

the identification of three organizational competences identified as having the 

greatest potential for providing retailers with a competitive advantage: (1) customer 

orientation, (2) external cooperation skills, and (3) employee loyalty / satisfaction. 

From the perspective of the resource and competence-based theory, the present 

findings are not surprising, as several previous researches have proved the influence 

of one or the other of these three organizational competences on business 
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performance (Ganesan, et al. 2009; Huddleston et aL, 2008; Palliraj et aL, 2008; 

Brown & Lam, 2008; Merlo et al., 2006; Harris & Ogbonna, 2001). However, the 

choice of these three specific organizational competences as the most influent on 

retailers' performance among a list of fifteen is of great interest. These findings 

represent a pragmatic contribution for retailers wishing to invcst in the development 

of their resources and competences in order to enhance their performance. According 

to the experts, proposing a better than average customer service and/or product offer, 

building and sustaining strong partnerships with suppliers, and contributing to 

employee satisfaction in order ta reduce as much as possible personnel turnover 

represent worthwhile investments for retailers, mare than any other area. 

This article also has a methodological contribution. In addition to thc choice of 

retailing as an original field for studying organizational competences, the use of mind 

mapping for interpreting and analyzing expert interviews content allowed us both, to 

identify main and secondary organizational competences and to link them together. In 

a broader way, it also helped defining the role of organizational competences for 

retailing organizatians and figured out how these competences interact one with 

another in order to lead the retailer being more efficient. 

As the statting point of the thesis, it contribllted to organizational competences 

identification and is antecedent to the empirical measurement of their impact on 

grocery retailers' business performance. Since competitive strategy has also been 

pointed out for influencing performance, and ideally being co-aligned with 

organizational competences, it's been measured as a mediator in the third atticle. 
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4.1.2. Measuring the h~fluence of organizationa! competences on Quebec 

food retai/ers' business performance 

If retailing appeared to be a relevant [Leld of study for conducting this research, it 

remained too large and too heterogenic for the empirical phase. That's why we 

decided to focus on a more restrictcd retailing domain for this second article cntitled: 

"Organizational Competences as a Pcrformance Lever for Food Retailcrs: An 

Empirical Study". The choice of the food, or grocery, retailing was based on several 

reasons. First, it answered the issue of heterogeneity. Second, and as wc mentioned 

earlier, organizational competences are often embcdded through hllman resources. 

Front-line managers (department managers and heads of cashiers) are particularly 

weil aware for evaillating such competenccs and their effects wh creas store managers 

have a greater perspective on business performance. The decision of choosing these 

two groups of respondents allowed us to avoid common-factor variance problems and 

to effectiveiy gather relevant data regarding the influence of organizational 

competences on performance. More than opting for two distinct groups of 

respondents, we also focllsed on one of the three major food retailing chains, Métro, 

as our main study sample and proposed a preiiminary comparison of our results with 

those of Loblaws and Sobeys jointly. 

Methodologically, this article addressed the issue of the measurement of 

unobservables in the context of the RCBV following the method suggested by Escrig

Tena & Bou-Llusar (2005). We have been able to measure the previously identified 

organizational competences through proxy variables and dctermine the relative 

influence of each one of these competences on grocery stores performance. Doing so, 

we proposed scales of measurement for each competence, which represents a 

methodological contribution per se. Finally, this second article presented a statistical 

evaluation of three organizational competences according to the banner Métro and 

Loblaws / Sobeys jointly. This operation was an opportunity to compare different 
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chains and gave us an interesting insight of the differences and similarities toward 

their respective perceptions of the impact of organizational competences on business 

performance. 

The results showed interesting figures. According to both banner samples customer 

orientation is the organizational competence explaining the most business 

performance variance. This refers to the ways grocery retailers put customers at the 

heart of the business concerns, satisfying them with an interesting product offer, but 

most importantly with a high qua lity service. 

Whereas respondents from Métro granted more importance to employee loyalty / 

satisfaction, those of Loblaws / Sobeys rather considered the influence of external 

cooperation skills. Employee loyalty / satisfaction toward the firm refers to the 

actions taken by the grocer for optimizing its personnel intention to stay and thus tend 

to reduce turnover. To do so, a food retailer pro vides its personnel with a good 

workplace environment and benefits valued by employees. Employee participation 

and involvement in the decision-making processes as well as in the identification and 

implementation of objectives also contribute to business performance. External 

cooperation skills are a competence focused on the relationship between the retailer 

and the supplier, and the means by which grocers cou Id improve their performance 

through information sharing, collaboration, palinership, or resource and competence 

exchange. According to our samples and our results, and in regards of the RCBV, we 

could possibly assert that Métro is more turned on to valuing its internaI resources 

and competences than Loblaws / Sobeys since employee loyalty / satisfaction 

represent an organizational competence fully oriented on the organization itself 

whereas cxternal cooperation skills is based more on the quality of the relationship 

and the willingness of suppliers. 



155 

4.1.3. Assessing the mediating effect ofstrategy 

In the third article, "The Mediator Effect of Strategy on Organizational Compctences 

and Firm Performance: A Model for the Food Retailing Indllstry", the competitive 

strategy variable has been added to om framework. As a whole, the conceptual mode! 

suggested represents an interesting contriblltion in terms of methodology since its 

structure and the scales of measurement have been correctly validated and could thus 

be replicated. 

According to the RCBV, strategy is conceived not as an adaptation to the external 

environment, but as an enhancement of resources, competences and expertise 

aCCllmlllated within the company. It is a shift from a strategic adaptive [ogic to a 

proactive approach where the company will draw itself the conditions, resources, and 

competences of its own development. In its sense, the necessity of developing the 

strategy in accordance with the competences of the organization was mentioneù by 

the experts. The literature also supports this idea (Mullaly & Thomas, 2009; Rivard et 

al., 2006; Edelman et al., 2005; Slater et al., 2006; Zajac et al., 2000; Venkatraman & 

Camillus, 1984) and proved the relevance of testing the relationship between 

organizational competences and strategy. Basically, two possibilities were 

considered: (1) the fit as mediation, and (2) the fit as moderation. If most of the 

prevJOlls studies measming the intermediary effect of strategy in a relationship 

between internai assets and performance opted for moderation, we followed the 

suggestion of Edelman et al (2005) who preferred evaluating the mediating effect of 

strategy since they considered this fit more accurate and relevant in the retailing 

context. Our findings were mixed. Althollgh the mediating effect was observed and 

proved statistically significant, the co-alignment effect was marginal. Indeed, we 

obtained a partial mediation and most of the measmed effect on performance was 

derived from the direct influence of organizational competences. 
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Even though our results tended to demonstrate the importance for grocery retailers to 

differentiate themselves from their competitors, wc consider this conclusion as 

paradoxical. Indeed, there are no unlimited possibilities for grocers to conduct a 

differentiation strategy and thus, the degree of differentiation is not infinite. In othcr 

words, white following a differentiation strategy, grocers propose similar services and 

product offer, and comparable shopping experience. In a resource and competencc

based perspective, a food retailer then couldn't base its competitive advantage on its 

strategy because, somehow, it would be too easy to imitate by competitors. As our 

results demonstrated, the idiosyncratic nature of organizational competences 

represents a stronger lever of performance than strategy. Moreover, a standardized 

product offer and equivalent price and cost policies applied by the different banners 

also lead to this conclusion. 

However, this article mall1 result rather concerns the weak link found between 

organizationa! competences and strategy, and between strategy and business 

performance. Indeed, despite the significant but partial mediating role of 

differentiation strategy, the relative weakness of the relationship tend to demonstrate 

an equally weak importance of corporate strategy on food retailers food performance. 

We can assume that a better co-alignment between strategy and organizational 

competences would maybe lead to a greater effect on business performance. 

4.2. Future researches 

This study made a number of noteworthy contributions previously illustrated. 

However, future researches on the subject could either proceed in a more accurate 

way or push the investigation further. The fol1owing are relevant suggestions that 

would contribute to the improvement of this research in terms of methodological 

structure or investigate complementary avenues. 
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4.2.1. Methodological improvements 

The first suggestion would be to increase the sample size. Ideally, further researches 

should benefît from the corporate support through a formai sponsoring from the 

chain. The possibilities to generalize fîndings to the whole chain with a la l'gel' samplc 

would then be greater. It wou Id also be relevant to integrate other types of grocery 

stores. This study was focused on supermarkets of the Quebec food retailing sector. 

However, it would be interesting to investigate smaller storcs as well as department 

stores with an important food department or warehouse stores (e.g. Wall-Mart, 

Costco). Taking into account those other store types would give a broader and more 

complete view of the sector. 

In all respect to the quality of the present study, it remains static and presents a 

perspective of a reality that is dynamic by nature. A longitudinal study would allow 

us to better understand the evo1ution of thc respondents' perception toward 

organizational competences, strategy, and business performance in time. According 

to the RCBV it could also be possible to identify the variations in terms of strategie 

assets and competitive advantage. A better assessment of this evolution cou Id help 

businesses to invest more accurately their organizational competences and build a 

more effective strategy on the basis of these competences. 

4.2.2. Complementary investigation avenues 

The following investigation avenues represent as many complementary ways to 

extend the current study or to focus on specifie aspects of it. 



158 

a. Combining internaI and externa1 factors 

A future study could examine the role of sorne external factors in combination with 

the studied organizational competences to evaluate the joint impact on business 

performance. Such a study wou Id be part of a combined approach incorporating both, 

the la and RCBV perspectives and would tend to demonstrate that both perspectives 

are not mutually exclusive (Furrer, ct aL, 2008; Fleury & Fleury, 2005). 

b. Ana1yzing hybrid strategies 

For the current study, the focus has been put on the two generic strategies suggestcd 

by Porter (1985), cost leadership and differentiation. As proposed by othcr authors 

(Morschett et aL, 2006; Dess et aL, 1995; ReIms et aL, 1992), somc hybrid strategies 

are possible depending on the industry, the type of organization, its culture, or the 

context. In a dynamic environment, strategy should evolve and can consequently lead 

to mixed strategies. The specific case of the studied grocery stores clearly 

demonstrate that such an hybrid strategy, underlying elements of cost leadership and 

differentiation, could probably have been considered as the most relevant strategy by 

the respondents. 

c. Focalizing on one organizational competence / Expending to 

other organizational competences 

Our study got interested into three distinct organizational competences - 1) the 

customer orientation, 2) the external cooperation skills, and 3) the employee loyalty / 

satisfaction. As a future study, a research that would focus on only one of these 

organizational competences could also be relevant even though sorne previous studies 

have already investigate these one to one relationship with performance. An in-depth 

analysis, still concentrated on the food retailing industry, could explain a more 
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important part of the influence of one of the organizational competences on business 

performance. Complementarily, the choice of other organizational competences as 

independent variables could equally be considered as totally relevant. We could 

consider HR selection, ethics, leadership, communication or failure and CnslS 

avoidancc, for instance, as important sources of competitive advantagc and thus, as 

having an impact of a grocery store performance. 

d. Investigating another retailing context 

Finally, it would be of great interest to replicate our study in a different retailing 

context. Retailing is a large field of study, and the food retailing reality is very 

specific. We argue that other contexts such as department stores, banking, restaurants, 

or any other could also be informative for the retailers. 

4.3. Closing 

It has become a truism of the resource and competence-based view that interna l assets 

are potential sources of competitive advantage. The literature has also provided 

numerous scientific articles criticizing this strategic approach and arguing about the 

tautological aspect of resource and competence operationalization (Priem & Butler, 

2001a; Priem & Butler, 2001b; Williamson, 1999). Nevertheless, the RCBV still 

remains one of the two main strategic approaches and gives a coherent theoretical 

framework for analyzing, from the inside of the finn, the basis of a firm success. 

Our study adds to the literature on organization, and more precisely on the food 

rctailing sector. It suggests that firm's willingness to undertake a proactive 

identification and development of organizational competences, and to co-align them 

with a coherent strategy, will perform in a greater way than their competitors. This 

dissertation doesn't represent an end, but an addiLional step on the road of knowledge. 



ANNEXES 

Annexe A Guide d'entrevue 

Montréal, le	 2008 

Madame, Monsieur, 

Dans le cadre de ma thèse de doctorat en administration des affaires à l'École des 
Sciences de la Gestion de l'UQAM, je désire rencontrer des experts dans le 
commerce de détail pour une interview confidentielle portant sur les compétences 
organisationnelles et leur influence sur la performance des entreprises dans le 
commerce de détail. 
Cette interview, d'une durée variant entre une heure et une heure et demie, pourra se 
tenir à l'endroit que vous désirez et à l'heure qui vous conviendra. Vous trouverez ci
joint: 

1.	 le guide d'entrevue lequel liste les différents enjeux dont j'aimerais discuter 
avec vous; 

2.	 l'ensemble des questions qui vous seront posées; 
3.	 un formulaire de consentement. 

Je puis vous assurer du sérieux de cette démarche et vous indiquer, par ailleurs, qu'à
 
titre de chercheur, je suis soumis aux règles et procédures relatives à l'éthique en
 
recherche tel qu'émises par l'UQAM.
 
Je vous remercie de votre collaboration éventuelle à cette étude.
 
Cordialement,
 

Vincent BEAUSÉJOUR
 
MBA, doctorant
 
ESG- UQAM
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GUIDE D'ENTREVUE 

Bonjour. 

Permettez-moi d'abord de vous remercier pour m'avoir alloué ce moment malgré un 
horaire que je suppose déjà très chargé. 

Comme vous le savez, dans le cadre de mes études doctorales, je m'intéresse à la 
stratégie dans le domaine du commerce de détail. De façon plus spécifique, ma thèse 
porte sur l'influence des compétences organisationnelles sur la performance des 
entreprises dans le commerce de détail. Il m'est donc apparu essentiel de consulter 
l'opinion d'experts dans le domaine afin de mcner à bien ce projet de recherche que 
je désire à la fois pratique et appliqué. 

Cette entrevue durera entre une heure et une heure trente. Les sujets discutés sont les 
suivants: 

a)	 Votre expérience à titre d'expert 
b)	 La stratégie d'entreprise 
c)	 La culture organisationnelle 
d)	 Le leadership 

THÈME 1 : Votre expérience à titre d'expert 

Avant d'entrer dans le vif du sujet, j'aimerais que vous présentiez votre parcours 
professionnel et ce qui vous a amené à œuvrer dans le commerce de détail et 
ultimement à occuper le poste que vous occupez présentement. 

THÈME 2 : La stratégie 

Il est acquis que la stratégie, au même titre que les opérations, soit essentielle au 
développement d'une entreprise. Les questions suivantes seront donc liées aux 
compétences organisationnelles différents aspects relatifs à la stratégie d'entreprise. 

Orientation consommateur / produit 
1.	 À partir d'exemples concrets, pouvez-vous nous décrire comment vous prenez en 

compte vos consommateurs et/ou vos produits dans votre développement 
stratégique? 

Veille stratégique 
2.	 Par quels moyens assurez-vous une veille stratégique des changements dans votre 

environnement d'affaires et de leurs implications pour l'entreprise? 
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Mission et objectifs 
3.	 Est-il important que vos employés connaissent et comprennent la mission et les 

objectifs de l'entreprise? 

Mise en œuvre de la stratégie 
4.	 À partir d'exemples concrets, comment décririez-vous le processus de 111lSe en 

œuvre de la stratégie dans votre organisation? 

5.	 Quelle est la contribution des employés dans le développement de la stratégie 
d'entreprise? 

R&D 
6.	 Quelle importance votre entreprise accorde-t-clle à la recherche et au 

développement? Dans quels champs se font les investissements en cette matière? 

Processus d'apprentissage 
7.	 Quel pourcentage de la masse salariale votre entreprise investit-elle dans la 

formation de ses employés? 

8.	 Quels types de formation sont privilégiés? 

THÈME 3 : La culture organisationnelle 

La culture organisationnelle réfère à l'environnement de travail, aux interactions entre 
les membres de l'organisation et aux valeurs et croyances qui sont véhiculées dans 
l'entreprise. 

Communication 
9.	 Quels sont les mécanismes internes qui favorisent les interactions et la 

communication entre les employés? Entre les employés et les gestionnaires? 

Loyauté 
10. Comment décririez-vous la loyauté des employés envers l'organisation? Quelle 

importance y accordez-vous? 

Il. Est-ce important que l'entreprise soit loyale envers ses employés? Pourquoi? 

Qualité et service aux consommateurs 
12. Comment vous assurez-vous de la qualité et d'un bon service au consommateur? 

Réputation 
13. En quoi la réputation de votre entreprise représente-t-elle un actif stratégique 

important? 
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Éthique et responsabilité sociale 
14. L'éthique et la responsabilité sociale sont-ils des enjeux stratégiques pour votrc 

entreprise? Comment cela s'applique-t-il concrètement dans votre cntreprise? 

CooJ!ération externe 
15. A l'aide d'exemples concret, indiquez comment vos relations avec vos 

fournisseurs vous aident à identifier et à acquérir de nouvelles ressources ou 
compétences? 

Tolérance aux crises et à l'échec 
16. Existe-t-il des processus internes qui vous permettent de faire face aux crises que 

peut vivre votre entreprise? Qui vous permettent de les éviter? 

17. Quelles seront les compétences recherchées chez les gestionnaires dans le futur? 
Votre organisation a-t-elle un plan pour les acquérir? 

THÈME 4 : Leadership 

Le leadership des gestionnaires au sein d'une entreprise témoigne souvent du 
dynamisme de l'entreprise. 

IS. Quel style de leadership est recherché par votre entreprise? 

19. Que considérez-vous comme les compétences les plus importantes pour votre 
organisation? 
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Annexe B Questionnaire - Directeur de magasin 

Bonjour, 

L'importance du commerce de détail dans nos économies modernes ne fait aucun 
doute. Pourtant, trop peu d'études on été réalisées dans ce domaine de manièrc à aider 
les acteurs de ce secteur à être plus performants. 

irecteur(trice) / ~ssistaIÎi(e)-directeur(trice) de .magasin . . . .:, 

INFORMATIONS 

Cette enquête s'adresse aux directeurs(trices) et assistant(e)s-directeurs(trices) dc 
magasins en alimentation du Québec et porte sur leur perception à l'égard des 
compétences de l'organisation, de la stratégie et de la performance de leur magasin. 

Cette enquête est d'une durée approximative de 15 minutes. 

Merci de votre participation. 

1) Consentement du répondant 

J'accepte de participer à cette enquête sur les détaillants en alimentation. À cette fin 
des données seront recueillies mais resteront confidentielles et à l'usage strict de cette 
enquête. Il est entendu que je pourrai, à tout moment, interrompre ma participation à 
cette enquête. 

o Oui o Non 

2) Bannière du magasin 

o Loblaws (Loblaws, Provigo, Maxi, Maxi & Cie, Axep, lntermarché) 
o Sobeys (lGA, IGA extra, Marché Bonichoix, Les Marchés Traditions) 
o Metro (Metro, Metro Plus, Super C, Marché Richelieu, Les 5 Saisons) 
o Autre, merci de préciser: _ 

3) Autonomie 

o Affilié D Corporatif 
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4) Genre 

DHomme D Femme 

5) Âge 

D - de 20 ans D 41-50 ans 
D 20-30 ans D 51-60 ans 
D 31-40 ans D + de 60 ans 

6) Depuis combien d'années occupez-vous ce poste? 

D - de 5 ans D 16-20 ans 
D 5-10 ans D + de 20 ans 
D 11-15 ans 

7) Depuis combien d'années travaillez-vous pour cette bannière? 

D - de 5 ans D 16-20 ans 
D 5-10 ans D + de 20 ans 
D 11-15 ans 

8) Quel est votre dernier diplôme obtenu? 

D Études secondaires non complétées 
D Diplôme d'études secondaires 
D Diplôme d'études professionnelles 
D Diplôme d'études collégiales 
D Baccalauréat 
D Maîtrise 
D Doctorat 

9) Quel était votre domaine d'études? 

D Parcours généraliste
 
D Spécialisation à préciser: _
 

10) Environ combien d'employés à temps plein travaillent dans votre rayon? 
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11) Environ combien d'employés à temps partiel travaillent dans votre rayon? 

12) Quelle est la moyenne d'âge de l'ensemble des employés travaillant dans 
votre rayon? 

13) Environ combien d'employés avez-vous sous votre supervision directe? 

14) Quelle est la superficie du magasin dans lequel vous travaillez? 

D -de 10001112 (10 765 pi2)
 
D 1000 1112 - 2000 m2 (10 765 pi2 - 21 530 pi2)

D 2001 m2 - 3000 m2 (21 531 pi2 - 32 290 pi2)
 
D 3001 m2 - 4000 m2 (32 291 pi2 - 43055 pi2)

D 4001 m2 - 5000 m2 (43 056 pi2 - 53 820 pi2)
 
D + de 5000 m2 (53 821 pi2)
 

INFORMATIONS - srRA rÉGIE 

Indiquez le degré d'importance que vous accordez dans le cadre de votre travail 
aux éléments suivants. 

(1: pas du tout important ... 5: important ... 10: totalement essentiel) 

15) Notre magasin doit offrir des produits (ex: produits bio) et/ou services (ex: 
caisses libre-service) innovants. 

D 1 D 2 D 3 D 4 D 5 D 6 D 7 D 8 D 9 D 10 

16) Notre magasin mise sur la variété de produits et/ou services offerts pour 
atteindre ses objectifs de croissance. 

D 1 D 2 D 3 D 4 D 5 D 6 D 7 D 8 D 9 D 10 
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17) Notre magasin doit offrir des produits et/ou services uniques par rapport à 
nos compétiteurs. 

D l D 2 D 3 D 4 D 5 D 6 D 7 D 8 D 9 D 10 

18) Notre magasin a une forte tendance à suivre les compétiteurs dans l'adoption 
de produits et/ou services innovants. 

D 1 D 2 D 3 D 4 D 5 D 6 D 7 D 8 D 9 D 10 

19) Les dépenses de notre magasin en matière d'innovation de produits et/ou 
services ne doivent pas représenter un pourcentage (%) élevé de nos ventes. 

D 1 D 2 D 3 D 4 D 5 D 6 D 7 D 8 D 9 D 10 

20) Notre magasin doit se démarquer de ses compétiteurs par la qualité des 
produits et/ou services offerts. 

D 1 D 2 D 3 D 4 D 5 D 6 D 7 D 8 D 9 D 10 

21) Notre stratégie doit d'abord être basée sur les bas prix. 

D 1 D 2 D 3 D 4 D 5 D 6 D 7 D 8 D 9 D 10 

22) Notre magasin doit minimiser ses coûts en matière de promotion interne. 

D 1 D 2 D 3 D 4 D 5 D 6 D 7 D 8 D 9 D 10 

23) Notre magasin recherche toujours à minimiser ses coûts quant à l'embauche 
de personnel. 

D l D 2 D 3 D 4 D 5 D 6 D 7 D 8 D 9 D 10 

24) Notre magasin recherche toujours à minimiser ses coûts quant à la gestion 
de sa marchandise. 

D 1 D 2 D 3 D 4 D 5 D 6 D 7 D 8 D 9 D 10 

25) Notre magasin doit offrir ses produits et/ou services à un prix plus bas que 
ses compétiteurs. 

D 1 D 2 D 3 D 4 D 5 D 6 D 7 D 8 D 9 D 10 
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INFORMATIONS - PERFORMANCE 

Indiquez le degré d'importance que vous accordez dans le cadre de votre travail
 
aux éléments suivants.
 

(1: pas du tout important ... 5: important ... 10: totalement essentiel)
 

26) En regard de nos principaux compétiteurs, notre performance globale a été 

D 1 D 2 D 3 D 4 D 5 D 6 D 7 D 8 D 9 D 10 

27) En regard des objectifs de croissance, notre performance globale a été ... 

D 1 D 2 D 3 D 4 D 5 D 6 D 7 D 8 D 9 D 10 

28) En regard des objectifs de ventes, notre performance globale a été ... 

D 1 D 2 D 3 D 4 D 5 D 6 D 7 D 8 0 9 D 10 

29) En regard des objectifs de parts de marché, notre performance a été ... 

D 1 D 2 D 3 D 4 D 5 D 6 D 7 D 8 0 9 D 10 

30) Nous sommes satisfaits de la gestion des employés dans notre magasin. 

D 1 D 2 0 3 D 4 D 5 D 6 D 7 D 8 D 9 D 10 

31) Nous sommes satisfaits de la gestion de la marchandise dans notre magasin. 

D 1 D 2 0 3 D 4 D 5 D 6 D 7 D 8 D 9 D 10 

32) Nous sommes satisfaits des coûts associés à la gestion globale de notre 
magasin. 

D 1 D 2 D 3 D 4 D 5 D 6 D 7 D 8 D 9 D 10 

33) En moyenne, la performance de notre magasin a été supérieure à nos 
objectifs au cours des 3 dernières années. 

D 1 D 2 0 3 D 4 D 5 D 6 D 7 D 8 D 9 D 10 
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34) En moyenne les ventes par mètre carré / pied carré de notre magasin ont 
augmenté au cours des 3 dernières années. 

o 1 0 2 0 3 0 4 0 5 0 6 0 7 0 8 0 9 0 10 

INFORMATIONS 

Pour les énoncés suivants, indiquez le pourcentage (%) correspondant. 

35) Par rapport à l'année dernière, la fréquence d'absence de tous les employés 
du magasin ... 

o a diminué de 0 à 10% o a augmenté de 0 à 10% 
o a diminué de Il à 20% o a augmenté de Il à 20% o a diminué de 21 à 30% o a augmenté de 21 à 30% 
o a diminué de plus de 30% o a augmenté de plus de 30% 
o n'a pas changé 

36) Par rapport à l'année dernière, le nombre de départs volontaires de notre 
magasin ... 

o a diminué de 0 à 10% D a augmenté de 0 à 10% 
D a diminué de Il à 20% D a augmenté de Il à 20% 
D a diminué de 21 à 30% D a augmenté de 21 à 30% 
D a diminué de plus de 30% o a augmenté de plus de 30% 
D n'a pas changé 

37) Je désire recevoir les résultats de cette étude. 

D Non
 
D Oui, me les faire parvenir à cette adresse courriel :
 

MERCI POUR VOTRE PRÉCIEUSE COLLABORATION 
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Annexe C: Questionnaire - Gérant de rayon / Chef caissier(ère) 

Bonjour, 

L'importance du commerce de détail dans nos économies modernes ne fait aucun 
doute. Pourtant, trop peu d'études on été réalisées dans ce domaine de manière à aider 
les acteurs de ce secteur à être plus performants. 

Gérant(e)s'de rayon / Chef caissier(ère) / Assistant(e) . " ',: : 

INFORMATIONS 

Cette enquête s'adresse aux gérantee)s de rayon, assistantee)s-gérant(e)s de rayon, 
chefs caissier(ère)s et assistantee)s-chefs caissier(ère)s de détaillants en alimentation
 
du Québec et porte sur leur perception à l'égard des compétences de l'organisation.
 

Cette enquête est d'une durée approximative de 15 minutes.
 

Merci de votre participation.
 

1) Consentement du répondant 

l'accepte de participer à cette enquête sur les détaillants en alimentation. À cette fin 
des données seront recueillies mais resteront confidentielles et à l'usage strict de cette 
enquête, Il est entendu que je pourrai, à tout moment, interrompre ma participation à 
cette enquête. 

D Oui D Non 

2) Poste
 

D Gérant(e) de rayon D Chef caissier(ère)
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3) Bannière du magasin 

D Lob1aws (Loblaws, Provigo, Maxi, Maxi & Cie, Axep, Intermarché)
 
D Sobeys (IGA, IGA extra, Marché Bonichoix, Les Marchés Traditions)
 
D Metro (Metro, Metro Plus, Super C, Marché Richelieu, Les 5 Saisons)
 
D Indépendant
 
D Autre, merci de préciser: _
 

4) Autonomie 

D Affilié D Corporatif 

5) Genre 

DHomme D Femme 

6) Âge 

D - de 20 ans D 41-50 ans 
D 20-30 ans D 51-60 ans 
D 31-40 ans D + de 60 ans 

7) Depuis combien d'années occupez-vous ce poste? 

D -de 5 ans D 16-20 ans 
D 5-10ans D + de 20 ans 
D 11-15 ans 

8) Depuis combien d'années travaillez-vous pour cette bannièl-e? 

D - de 5 ans D 16-20 ans 
D 5-10 ans D + de 20 ans 
D 11-15 ans 
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9) Quel est votre dernier diplôme obtenu? 

D Études secondaires non complétées 
D Diplôme d'études secondaires 
D Diplôme d'études professionnelles 
D Diplôme d'études collégiales 
D Baccalauréat 
D Maîtrise 
D Doctorat 

10) Quel était votre domaine d'études? 

D Parcours généraliste
 
D Spécialisation à préciser: _
 

11) Environ combien d'employés à temps plein travaillent dans votre rayon? 

12) Environ combien d'employés à temps partiel travaillent dans votre rayon? 

13) Quelle est la moyenne d'âge de l'ensemble des employés travaillant dans 
votre rayon? 

14) Environ combien d'employés avez-vous sous votre supervision directe? 

15) Quelle est la superficie du magasin dans lequel vous travaillez? 

D -de 1000 m2 (10 765 pi2)
 
D 1000 m2 - 2000 m2 (10 765 pi2 - 21 530 pi2)
 
D 2001 m2 - 3000 m2 (21 531 pi2 - 32 290 pi2)
 
D 3001 m2 - 4000 m2 (32 291 pi2 - 43055 pi2)
 
D 4001 m2 - 5000 m2 (43 056 pi2 - 53 820 pi2)
 
D + de 5000 m2 (53 821 pi2)
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INFORMATIONS - COMPÉTENCES ORGANISATIONNELLES 

Indiquez le degré d'importance que vous accordez dans le cadre de votre travail 
aux éléments suivants. 

(1: pas du tout important '" 5: important ... 10: totalement essentiel) 

16) Proposer souvent aux clients de nouveaux produits. 

o 1 0 2 0 3 0 4 0 5 0 6 0 7 0 8 0 9 0 10 

17) S'assurer d'avoir les produits demandés par les clients malgré le risque de 
surplus. 

o 1 0 2 0 3 0 4 0 5 0 6 0 7 0 8 0 9 0 10 

18) Mettre la satisfaction du client comme priorité numéro un dans notre 
travail. 

o 1 0 2 0 3 0 4 0 5 0 6 0 7 0 8 0 9 0 10 

19) Fidéliser nos clients par notre service à la clientèle avant tout. 

o 1 0 2 0 3 0 4 0 5 0 6 0 7 0 8 0 9 0 10 

20) Démontrer beaucoup de flexibilité pour aider la clientèle. 

o 1 0 2 0 3 0 4 0 5 0 6 0 7 0 8 0 9 0 10 

21) S'assurer que tous les employés de mon rayon connaissent les produits que 
les clients désirent. 

o 1 0 2 0 3 0 4 0 5 0 6 0 7 0 8 0 9 0 10 
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22) Déterminer l'ordre d'importance des éléments suivants (1 = l'élément le plus 
important de la liste ... 5 = l'élément le moins impol·tant de la liste) 

Satisfaire les besoins des clients 
Maximiser les profits bruts 
Offrir un service à la clientele de haute qualité 
Offrir de nouveaux produits 
Éviter les surplus 

23) Obtenir de nos fournisseurs des informations sur les produits et/ou services 
que nous devrions offrir. 

D l D 2 D 3 D 4 D 5 D 6 D 7 D 8 D 9 D 10 

24) Coopérer avec nos fournisseurs pour pouvoir offrir des produits et/ou 
services meilleurs que nos compétiteurs. 

D 1 D 2 D 3 D 4 D 5 D 6 D 7 D 8 D 9 D lO 

25) Coopérer avec nos fournisseurs pour pouvoir offrir des produits et/ou 
services avant nos compétiteurs. 

D l D 2 D 3 D 4 D 5 D 6 D 7 D 8 D 9 D 10 

26) Être conscient de la réputation de notre magasin sur le marché. 

D l D 2 D 3 D 4 D 5 D 6 D 7 D 8 D 9 D 10 

27) Collaborer avec d'autres détaillants en alimentation de la même bannière 
pour s'améliorer. 

D l D 2 D 3 D 4 D 5 D 6 D 7 D 8 D 9 D 10 

28) Avoir un excellent climat de travail dans notre magasin. 

D 1 D 2 D 3 D 4 D 5 D 6 D 7 D 8 D 9 D 10 

29) Les avantages qu'offre l'entreprise aux employés du magasin. 

D l D 2 D 3 D 4 D 5 D 6 D 7 D 8 D 9 D 10 
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30) La tlexibilité des employés à l'égard du temps supplémentaire. 

D 1 D 2 D 3 D 4 D 5 D 6 D 7 D 8 D 9 D 10 

31) La participation des employés aux prises de décision dans le magasin. 

D 1 D 2 D 3 D 4 D 5 D 6 D 7 D 8 D 9 D 10 

32) La participation des employés dans l'identification des objectifs du magasin 
et des façons de les atteindre. 

D 1 D 2 D 3 D 4 D 5 D 6 D 7 D 8 D 9 D 10 

INFORMATIONS 

Pour les énoncés suivants, indiquez le pourcentage (%) correspondant. 

33) Par rapport à l'année dernière, la fréquence d'absence de tous les employés 
du magasin ... 

D a diminué de 0 à 10% D a augmenté de 0 à 10%
 
D a diminué de 11 à 20% D a augmenté de Il à 20%
 
D a diminué de 21 à 30% D a augmenté de 21 à 30%
 
D a diminué de plus de 30% D a augmenté de plus de 30%
 
D n'a pas changé
 

34) Par rapport à l'année dernière, le nombre de départs volontaires de notre 
magasin ... 

D a diminué de 0 à 10% D a augmenté de 0 à 10%
 
D a diminué de 11 à 20% D a augmenté de 11 à 20%
 
D a diminué de 21 à 30% D a augmenté de 21 à 30%
 
D a diminué de plus de 30% D a augmenté de plus de 30%
 
D n'a pas changé
 

35) Je désire recevoir les résultats de cette étude. 

D Non
 
D Oui, me les faire parvenir à cette adresse courriel : _
 

MERCI POUR VOTRE PRÉCIEUSE COLLABORATION
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Annexe D: Lettre de présentation 

Madame, Monsieur, 

L'importance du commerce de détail dans nos économies modernes ne fait aucun 
doute. Pourtant, trop peu d'études ont été réalisées dans ce domaine de manière à 

aider les acteurs de ce secteur à être plus performants. C'est pourquoi nous avons 
décidé de faire une étude visant à définir et valoriser les compétences nécessaires à la 

réussite des détaillants en alimentation du Québec. 

Nous vous invitons donc personnellement, ainsi que tous les autres directeur(trice)s, 
assistant(e)s-directeur(trice)s de magasin de même que les gérant(e)s de rayon, 

assistantee)s-gérant(e)s de rayon, chef caissier(ère)s et assistantee)s-chefs 
caissier(ère)s, à répondre à un questionnaire en ligne ne nécessitant que 15 minutes de 
votre temps. 

Pour ce faire, VISiter notre site web à l'adresse suivante: www.alimcntation
quebee.webs.eom 

Il est important de noter que vos réponses et toutes les données obtenues lors de cette 

enquête sont confidentielles et que cette enquête répond en tout point aux impératifs 
d'éthique à la recherche stipulés par l'ESG de l'UQAM. Aucune information 

spécifique à une bannière ne sera transmise à une autre. Cependant, si jamais la 
demande était faite, nous pourrions indiquer sous toute confidentialité les résultats 

consolidés d'une bannière aux responsables de cette bannière. De plus, les 
participant(e)s ont la possibilité de recevoir l'analyse globale des réponses sous forme 

de synthèse exécutive en indiquant leur intérêt en fin de questionnaire. 

Merci sincèrement pour votre opinion car cette étude ne pourrait être réalisée sans 

votre support et celui de vos collègues. 

Vincent BEAUSEJOUR 
MBA, doctorant 

ESG- UQAM 
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Annexe E Site web 

ENQUETE SUR LES DÉTAILLANTS EN ALIMENTATION 
DU QUEBEC 

_ .. __._- ... _-----

BONJOUR, 

L'importance du commerce de détail dans nos économies modernes ne fait aucun 
doute. Pourtant, trop peu d'études on été réalisées dans ce domaine de manière à 
aider les acteurs de ce secteur à être plus performants. 

De manière spécifique, cette étude porte sur les capacités, la stratégie et la 
performance des détaillants en alimentation du Québec et s'adresse à deux groupes 
de répondants: 

- Les directeur(trice)s / assistant(e)s-directeur(trice)s de magasin 

- Les gérant(e)s de rayon / assistant(e)s-gérant(e)s de rayon / chefs caissier(ère)s / 
assistantee)s-chefs caissier(ère)s 

Directeur(trice)s, Gérant(e)s, Assistant(e)s, Chefs caissier(ère)s, 

Notre objectif est d'identifier certains facteurs de succès des magasins 
en alimentation et ainsi déterminer des pistes d'action permettant 
d'améliorer leur rendement. 

Votre participation à cette étude est importante pour nous et nous croyons que les 
résultats que nous obtiendrons le seront également pour vous. 

Nous nous engageons d'ailleurs à communiquer nos résultats à tous les 
répondants qui en émettront le désir en cochant la case appropriée à la 
fin du questionnaire. 

Si vous êtes intéressés à participer à cette enquête, cliquez sur le lien ci-dessous qui 
correspond à votre poste. 

Le temps de réponse à ce questionnaire est d'environ 15 minutes. 
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1) Les directeur(trice)s / assistant(e)s-directeur(tricc)s 

https: / /www.gucstback.com/liniversitelvan3setic/di recteu r/ 
(It LI 0': 111''''''' (I!!flll>ack.<:< lm !II niver.'ii1ç1 von '3"'1 icI" irecl tlll' Il 

lli!!p~:(IV.WW.01 \t 'sl h"lel.: .rom (li Il iversi te \von3sel icI ri i rcç Ic! 1rf) 

2) Les gérant(e)s de rayon / assistant(e)s-gérant(e)s de rayon / chef 
caissier(ère)s / assistant(e)s-chefs caissier(ère)s 

h.t1l:2s: / /w\V1A'.Qnestback.cam / li niversitelyal13setic / raya ncaisse 
Olt lrs: Ilww"'.9 \1 estbac!, .cOIn lu nivcrsi te!yo1l3setic/ravoncaissel / 

La participation à cette enquête est faite de façon anonyme et les 
données recueillies resteront confidentielles et à l'usage unique de cette 
étude. 

NOUS TENONS À VOUS REMERCIER DE VOTRE PRÉCIEUSE COLLABORATION 

Create a Free \Vebsite 

hu ):I/wwv.,'.alimcntatioll-( ucbcc. wcbS.com/ 
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