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ABSTRACT

Blue Ocean strategy is a consistent pattern of strategic thinking behind the creation of new markets and industries
where demand is created rather than fought for and the rule of competition is irrelevant. This paper proposes a
methodology to implement the Blue Ocean Strategy in a privately owned Jordanian industrial firm struggling in a
very competitive market using different tools and techniques such as value curves, strategy canvas, six path method,
four actions framework, utility matrix and conjoint analysis in addition to some statistical tools such as discriminant
analysis, cluster analysis, relative importance of Attributes for Targeting, and combination bundles analysis. The
results of the paper were built on the bases of customer’s preferences, opinions, and suggestions that have been
collected by different surveys. The main result shows that the company managed to identify a number of new
products that can develop its own new markets for it (Blue Ocean Markets).

Keywords: Blue Ocean Strategy, Strategic planning, Chocolate Industry, Case Study, Industry, Jordan.

INTRODUCTION

"Strategy is the direction and scope of an
organization over the long-term; it achieves advantage
for the organization through its configuration of
resources within a challenging environment to meet the
needs of markets and to fulfill stakeholder expectations"
(Ketchen et al., 1994). Strategic planning provides a
company purpose and direction with a roadmap for
success when well implemented and helps the various
work units within an organization to align themselves
with common goals. Everyone in an organization needs
to know what a company sell or do, who its target
customers are, and how it competes in addition to
balance revenue and productivity initiatives. There are
variety of perspectives, models and approaches used in

strategic planning. The way that a strategic plan is
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developed depends on the nature of the organization's
leadership, culture, complexity, environment, and size.
One of the current strategic moves is Blue Ocean
Strategy. It is a business strategy that illustrates the high
growth and profits an organization can generate by
creating new demand in an uncontested market space, or
a "Blue Ocean", than by competing head-to-head with
other suppliers for known customers in an existing
industry (Capon et al., 1994). It is reported that based on
reviewing 15 years of research, analyzing 150 successful
strategic moves, and spanning 120 years of business
history across 30 industries, the Blue Ocean Strategy
theory was brought to life (Kim and Mauborgne, 2005).
There are several driving forces behind a rising
Blue
technological advances have substantially improved

imperative to create Oceans. Accelerated
industrial productivity and have allowed suppliers to
produce an unprecedented array of products and
services. The result is that in increasing numbers of

industries, supply exceeds demand. The trend toward
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globalization compounds the situation. As trade barriers
between nations and regions are dismantled and as
information on products and prices become instantly and
globally available, niche markets and havens for
monopoly continue to disappear. While supply is on the
rise as global competition intensifies, there is no clear
evidence of an increase in demand worldwide, and
statistics even point to declining populations in many
developed markets (Abraham, 2006).

Recent industries reveal that for major product and
service category brands are generally becoming more
similar, as they are becoming more similar people
increasingly select based on price. Acceleration of
products and services commoditization, increasing price-
based competition, and shrinkage of profit margins has
created the problem which made people for example no
longer insist to stick on the overcrowded industries.
Differentiating brands becomes harder in both economic
upturns and downturns (Kim and Mauborgne, 2005).
Blue Ocean strategy provides a new way of thinking
without a clear structure for implementation, providing a
new challenge to come up with systematic procedures
and methodologies combining several concepts and
approaches depending on creative linkage between Blue
Ocean tools, supply chain studies, marketing and
strategy planning. There was a time when strategic
planning was done by the biggest companies, and those
who lead change. Now it is a requirement just to survive.
Leaders of business must be looking ahead, anticipating
change, and developing a strategy to proactively and
successfully navigate through the turbulence created by
change (Lawlor, 2006). Business environment in which
most strategies and management approaches of the
twentieth century evolved is increasingly disappearing.
This implies that managers of each organization should
find new strategies in this environment to survive (Pitta,
2009).
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Blue Ocean opportunities have been out there

accomplishing successes in different places and
industries. As they have been explored, the market
universe has been expanded also. This expansion, as
believed, is the root of the growth. Jordanian Industry is
in an urgent need for identifying new concepts and
techniques for growth and makes these concepts and
techniques tangibly recognized in the Jordanian market.
It is expected that through adopting the concept of Blue
Ocean and applying it in industrial companies, growth
beyond the existing level may occur. The main goal of
this research is to make Blue Ocean concepts recognized
The

objectives of this paper are to develop a practical

and well implemented in Jordanian market.
methodology that can lead to Blue Ocean, provide
techniques to enable a company to position itself and see
where it is compared to other companies, come up with a
new product based on Blue Ocean tools, and apply a

case study to a Jordanian industrial firm.

Blue Ocean Strategy: Theoretical Background

Blue Ocean has analytical tools and frameworks that
are essential for creating and capturing Blue Oceans.
Companies can make proactive changes in industry or
market fundamentals through the purposeful application
of these Blue Ocean tools and frameworks, which are
grounded in the issues of both opportunity and risk
(Kima et all., 2007). The Blue Ocean strategy (BOS) is
“a consistent pattern of strategic thinking behind the
creation of new markets and industries where demand is
created rather than fought for and the rule of competition
is irrelevant” (Kim and Mauborgne, 2005).

Blue Ocean versus Red Ocean

Market universe composed of two sorts of oceans:
red oceans and Blue Oceans. Red Oceans represent all
the industries in existence today. This is the known
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market space that is based on the competition and
competitive strategies. In the Red Oceans, industry
the
competitive rules are known. The companies try to

boundaries are defined and accepted, and
outperform their rivals to grab a greater share of existing
demand. As the market space gets crowded, prospects
for profits and growth are reduced. Products become
commodities, and competition turns the red ocean
bloody. Blue Oceans denote all the industries not in
existence today. This is the unknown market that is
based on stop trying to beat others and is focused on
developing new values. Blue Oceans, in contrast, are
defined by untapped market space, demand creation, and
the opportunity for highly profitable growth. Although
some Blue Oceans are created well beyond existing
industry boundaries, most are created from within red
oceans by expanding existing industry boundaries.
Table 1 summarizes the difference between Red Ocean

and Blue Ocean strategies.

Table 1. Red Ocean versus Blue Ocean, (Kim and
Mauborgne, 2005)

Red Ocean strategy

Blue Ocean strategy

Compete in existing market | Create uncontested

space market space.

Beat the competition. Make the competition
irrelevant.

Exploit existing demand.

Create and capture new

demand.
Make the value-cost trade- | Break the  value-cost
off. trade-off.

Align the whole system of a
firm's Activities with its

strategic choice of

differentiation or low cost

Align the whole system
of a firm's activities in
pursuit of differentiation
and low cost.
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Value Innovation

The most important concept in Blue Ocean is the
innovation of value. These two words must be combined
together since none of them will effectively work
without the other and it means to be differentiated with
low cost. “Value without innovation tends to focus on
value creation on an incremental scale, something that
improves value but is not sufficient to make you stand
out in the marketplace. Innovation without value tends to
be technology-driven, market pioneering, or futuristic,
often shooting beyond what buyers are ready to accept
and pay for (Leavy, 2005). Value innovation is a new
way of thinking about and executing strategy that results
in the creation of a Blue Ocean and a break from the
competition. Importantly, value innovation defines one
of the most commonly accepted believes of competition-
based strategy, i.e. the value-cost trade-off.

BO Market Analysis

The BO marketing analysis is based on describing
the two markets characteristics (Red and Blue Markets).
The Red Market analysis is needed to determine where a
company is and what are the important attributes that
customers care about, and where they can find it. The
Blue Market analysis is a potential goal to determine
which customers to serve instead of positioning. The
market analysis includes how to value the suggested
ideas/products and determines the best one to develop
for it the Blue market.

Strategy Canvas (Value Curve)

The Strategy Canvas depicts strategies as value
curves allowing the comparison and differentiation of
industries and competitors. Strategy Canvas is a
qualitative and didactic tool for understanding and
explaining, ex-post, the strategic deviation of high
incumbents in

performers from traditional market
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creating value (Raith et all., 2008). Strategy Canvas is a
valuable tool to spur creative thinking (Abraham, 2006).
It looks at rough quantitative characteristics of existing
players and focuses on the key elements of product or
service. Instead of precise metrics calibrated in decimals,
the strategy canvas measures high and low levels of
desired attributes and plots them on a graph. It can show
the overall picture of products and which of their
attributes need to change. Finally, it requires a great deal
of creativity (Pitta, 2009).

Six-Path process

The six path method in Blue Ocean involves looking
in and outside the industry for ideas, which include: 1)
looking across alternative industries, 2) looking across
strategic groups within industries, 3) looking across the
chain of buyers, 4) looking across complementary
product and service offering, 5) looking across
functional or emotional appeal to buyers, and 6)
participating in shaping external events over time to
discover whether there were systematic patterns for
reconstructing market boundaries to create Blue Oceans

(Butler, 2008).

Four Action Frameworks

To reconstruct buyer value elements in crafting a
new value curve, the four actions framework need to be
implemented (Kima et all., 2007). Four Actions provide
guidelines to create a new strategy profile and also
defines the characteristics of a Blue Ocean strategy. Four
Actions consisting of ‘eliminating’ those factors that
companies in one's industry have long competed on,
taken for granted by customers; 'reducing’ those
products or services that have been overdesigned in the
race to beat the competition, which the customer does
not value; raising by eliminating the compromises one's
industry forces customers to make by setting new
standards well above competitors and creating through
discovering entirely new sources of value for buyers thus
creating new demand and strategic price shifts (Kumar,
2005). The Four Action Frameworks (see Figure 1)
needs to be implemented for building, and later
communicating, a compelling Blue Ocean Strategy.

Reduce

Which Factors
should be reduced
wellbelow the
industry's standard?

Eliminate

Which of the
factorsthatthe
industry takesfor
granted should be
eliminated?

@

=

Create

whichfactors
shouldbe created
industry that the
has neveroffered?

Raise

whichfactors
shouldbe raised
wellabove the
industry's standard?

Figure 1. Four Action Framework (Sheehan and Vaidyanathan, 2009).
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Feasibility and Utility Steps

Companies need to build their Blue Ocean Strategy
in the sequence of buyer utility, price, cost, and
adoption. The starting point is buyer utility by finding
whether a company's offering unlock exceptional utility
with a compelling reason for the mass of people to buy
it. Absent of this, there is no Blue Ocean potential to
begin with. If this first test is passed (clear the
exceptional utility), then the second option it to set the
right strategic price taking into consideration that a
company does not want to rely solely on price to create
demand. The question whether the company's offering
priced to attract the mass of target buyers so that they
have a compelling ability to pay for the offering, need to
be answered. If it is not, they cannot buy it. These first
two steps address the revenue side of a company’s
business model.

They ensure that the company creates a leap in net
buyer value, which equals the utility buyers receive
minus the price they pay for it. Securing the profit side
brings up the third element which is the cost, i.e.,
producing the offering at the target cost and still earns a
healthy profit margin. When the target cost cannot be
met, then the suggested idea(s) must either be forgotten
because the Blue Ocean would not be profitable, or a
new business model must be innovated to hit the target
cost. The cost side of a company’s business model
ensures that it creates a leap in value for itself in the
form of profit. It is the combination of exceptional utility
and target costing that allows companies to achieve
value innovation. The last step is in the utility matrix
analysis is to address adoption hurdles. The formulation
of Blue Ocean Strategy is complete only when adoption
hurdles can be addressed in the beginning to ensure the
successful actualization of the suggested idea(s).

LITERATURE REVIEW

Since this is an applied research and probably the
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first of its kind in Jordan trying to look at the practical
use of BOS, literature on its application has yet to be
documented in the journals. Kim and Mauborgne (2005)
considered to be the founder of the concept of Blue
Ocean strategy. They introduced different methods and
techniques on how the BOS can help in creating an
uncontested market space and to stop trying to beat the
competition. They reported that the formulation of BOS
the
boundaries, focusing on the big picture of the strategic

essentially  involves  reconstructing market
canvas rather than getting too involved in the operational
details, looking at business from outside in. They
stressed the fact that, BOS companies are focused on
creating new growth and new value by addressing the
hassles and issues that surround the product rather than
by improving the product itself. Kima et al. (2007)
performed a case study of a third-party logistics (3PL)
provider to show how it aspires to be a leader in the
newly introduced 3PL industry in South Korea using
BOS frame works and practical application of Blue
Ocean in logistic industry.

Sheehan and Vaidyanathan (2009) implemented BOS
in bear toy industry using a value creation compass to
discover its impact in this industry. Pitta (2009) provided
an application of the Blue Ocean strategic approach to
develop new products and described a conceptual
strategy approach that can be applied to product
development. Butler (2008) conducted a pilot survey
with five managers in UAE about BOS. He tested how
small and large firms (according to their abilities)
managed to open up new and uncontested market space,
focus on non-customers to grow rather than existing
customers and focus on what customers have in
common. Burke et al. (2008) reported that Blue Ocean
Strategy seeks to turn strategic management on its head
by with
innovation’ as the primary goal, where firms must create

replacing ‘competitive advantage’ ‘value



Jordan Journal of Business Administration, Volume 8, No. 2, 2012

consumer demand and exploit untapped markets. They
found that Blue Ocean and competitive strategies
overlap and managers do not face a discrete either/or
decision between each strategy.

Raith et al. (2008) discussed the strategy canvas as a
quantitative tool for ex-ante strategy in its basic form as
an ex-post characterization of successful market
strategies and how the strategy developer can perform
ex-ante comparisons of strategy alternatives to select an
optimal strategy.

Trombetta (2008) reported that Blue Ocean Strategy
is not for implemented in commaodities environment only
but also it can be implemented in Business-To-Business
environments. Spara et al. (2008) investigated the role of
totally new value creation mechanisms in a company’s
sales strategy using value creation and strategic
marketing as theoretical approaches. They found that
active strategic networking aiming at creating totally
new network roles, value creation logics and benefits
feed into profitable growth among respondents. They
consider their investigation as an empirical verifications
of so-called ‘Blue Ocean strategies’ globally. Hsu et al.
(2006) applied the concept of chance discovery and
KeyGraph to discover hidden Blue Ocean strategy
(BOS) for decision makers who are not necessary
familiar with the concerned domains. Results show that
the subjects were not consistently recognized BOS with
traditional approach (used unstructured documents as
input documents of KeyGraph).

In Jordan, Aldehyyat and Anchor (2009) surveyed
the strategic planning tools that have been used in
Jordanian companies. They found that the most used
technique was financial analysis of own business.
Nothing has been said about Blue Ocean Strategy. As a
result, further investigation is needed to develop the
concept of Blue Ocean Strategy and its practicality in
industrial firms.
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METHODOLOGY

This paper follows the following methodology to
achieve its objectives by implementing it on a specific
company in the form of a case study:

Stage 1: Current Situation Analysis

I Test the Current Ocean: the methodology of
the paper starts with testing the ocean by determining if
the company industry within the Red or Blue Ocean
using a Red versus Blue survey.

1.
Curve): After this, the Strategy Canvas (a Blue Ocean

Develop Current Strategy Canvas (value

tool that helps the company to see visually the internal
value of actual factors affecting the red market) will be
obtained based on the company's managerial point view
and its historical data.

1.
market analysis needs to be performed based on

Analyze Existing Market: at this step the
customer involvement using a survey tool on a random
sample of individual customers. The collected data is

used to perform clustering and positioning analysis.

Stage 2: Creating the Blue Ocean

I Define fundamental changes using the Six
path method: At this step the fundamental changes that
will lead the company to a new market need to be
identified by using the six path method (A Blue Ocean
tool).

1.
then the four action framework (one of the BOS tools)

Implement the Four Action Framework:

will be used to determine the Eliminate-Reduce-Raise-
Create Grid. By doing this the potential ideas were
observed and as it is known that these ideas cannot be
recognized until they are tested by the customers.

1.
depends on conducting a second survey on different

Test New Ideas for Blue Ocean: This step

segment of customers in several places to obtain
customers remarkable interests about the new suggested
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ideas.
(AVA
curve): Based on the best selected ideas, a modified

Develop the modified Strategy canvas (value

value curve can be obtained. It shows the activities and
new activities on the other side which reveals the new
market.

CASE STUDY

In order to conduct the study related to the
implementation of the Blue Ocean Strategy, a Jordanian
chocolate manufacturing company was selected. The
company was established in 1996 and currently it
employees approximately 90 employees and its total
sales reaches 3.2 Million JD. The company's main
objective is to produce chocolate products for the
regional markets by offering a wide range of premium
chocolate products starting with real chocolate,
compound chocolate, wafer products, as well as biscuit-
chocolate products to satisfy the tastes of their
customers. The company has a special chocolate recipe
with special ingredients to produce its distinctive taste
and flavor. The company exports its products to many
regional and foreign markets.

Stage 1: Current Situation Analysis

I.  Test the Current Ocean (The Red vs. Blue
Ocean)

The initial step was to show where the company

competes. In order to do this, a survey was developed to
identify the ocean company swimming in by several
questions distinguishing Red Ocean from blue one
depending on the characteristic of each (based on
literature), such as the level of competition, focusing on
quality management and cost reduction rather than
innovative practice. The type of the ocean can be defined
by looking to the majority of the answers, but it was

- 396 -

preferable to go through a technical approach and give a
point for each choice, so that the determined score will
be an indication about the ocean. The scores used to
determine the current status of the company is as
follows: 1 point is for Red Ocean, 2 points for neither
Blue nor Red Ocean, and 3 points for Blue Ocean.
Summing the total marks is an indicator about the
company status. The maximum and minimum score
values are 43, 16, respectively. The level of scores is
divided into 3 regions, i.e. 16-24 is Red Ocean, 25-33, is
neither red nor blue, and 34-43 is Blue Ocean. The
survey was filled by the manager of the company and as
a result the company score was 20 which indicate that
the company is in the red ocean.

1.
Curve)

Develop Current Strategy Canvas (Value

In order to develop the strategy canvas, three main
brands were selected, i.e. the company brand (represents
the local chocolate industry), the private chocolate
shops, and foreign chocolate brands. Figure 1 shows the
value curve of the three brands that was developed from
the company's point view. The comparison was made
based on certain important characteristics such as
quality, design, capacity, marketing, price and brand
name. The figure shows that the company is behind
foreign companies in capacity, marketing activities and
brand name. However, the company has one major
advantage which is the lowest priced products compared
to others. For marketing, it is clear from the curve that
its efforts are much lower than that of foreign
companies. Regarding product's quality and packaging
designs, results show that the company is behind both
foreign companies and chocolate shops.
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Figure 2. Strategy Canvas (Value Curve) for Chocolate Companies in Jordan

Analyze Existing Market

For analyzing the existing market based on customer
involvement, a second survey was carried out with a
(150
respondents). The sample consists of 72 men (51%) and
70 women (49%), taken from several places, malls and

random sample of individual customers

hyper markets. The survey includes two parts: basic
information about the customers (age, gender, job, and
opinion (their

income), and customer

according to several attributes related to the company

preference

and its market). A seven-point Likert-type scale is used
in which 1 is for the lowest preference and 7 is for
highest preference. The selected survey variables are the
place of residence and the job analysis. The statistical
data was analyzed using Minitab software. Existing
market analysis was obtained based on customer
preference according to several attributes (price, quality,
design, and advertisement).
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These preferences were utilized to divide the
company's existing market, its position and attributes
that differentiate it compared to other companies. The
collected data was arranged in the form of respondents
versus attributes by taking the preference for each
customer. The result was four clusters/groups including
number of respondents that have the same preference
about the company and its market (See Figure 3). The
percentage of respondents from the existing market of
the company for each cluster was Cluster 1 (23%),
Cluster 2 (14%), Cluster 3 (30%) and Cluster 4 (13%).
This helped determine the group of majority of
respondents and their characteristics. At this point,
attention was paid to different characteristics of each
cluster based on five descriptive variables (place of
residence, age, job analysis, income and gender) that
might affect the results as shown in Figure 4.
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Dendrogram with Complete Linkage and Euclidean Distance
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Figure 3. Dendogram for existing market
The clusters are described by profiling them by using were segmented in their right clusters was 36.6%. To get
Discriminant Analysis technique based on the basic higher proportion, rearranging the data by segmenting
information about the customer's age, income, place of them based on some of the descriptive variable was
residence, and gender (see Table 3-a). It was found that performed. Several trials were made until a maximum
the proportion of customers segmented in cluster 1 was improvement of the overall proportion of 43.7% is
Place of Residence Age
-— M clusterd 26.8 28.75 M clusterl
center | —r— ’
T W cluster3 M cluster2
cast [ — m cluster2 ’ W cluster3
0 10 20 30 mclusterl 27.69 % W¥38.75 m clusterd
Job Analysis Income
private | H clusterd 830 53.9 H clusterl Figure 4: Cluster
house wives I W cluster3 ‘ M cluster2 Description (existing
officer m cluster2 ’ ® cluster3 market)
0 10 20 30 40 mclusterl 863.45 #7770 u clusterd
\ |
3
u female
2
m male
1
0 5 10 15 20 25 30 35 40 45
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Table 3. Discriminant Analysis for Existing market

True Group
Put into Group 1 Z 3 4
1 9 1 13 5
2 7 9 15 1
3 9 7 28 6
4 8 3 15 6
Total N 33 20 71 18
N correct 9 el 28 6
Proportion 0.273 0.450 0,394 0,333
N = 142 N Correct = 52
Proportion Correct = 0.366

True Group

Put intc Group 1 2 3 4
1 13 6 12 6
2 0 z il 0
3 11 8 42 7
4 9 4 16 5
Total N 33 20 71 18
N correct 13 2 4z 5
Froportion 0.394 0.100 0.592 0.278

N =142 N Correct = 62
Proportion Correct = 0.437

a) Before Modification

Positioning analysis was performed based on the
attributes and the three kinds of companies. Figure 5
shows three main points regarding positioning: the
companies’ positions in respect to each other, the
attributes and their relation to each other, and the
relation between companies and attributes. The customer
preferences for each kind are as follows:

- The company (value of priceorand name):
Customers find the company's price convenient and not

b) After modification

expensive according to its quality, plus they like its brand name.

- Foreign companies (availability/advertisement):
Foreign companies are distinct in their availability
everywhere in the market, in addition to their highly
advertisements power.

- Chocolate shops (quality/design): Chocolate
shops are distinct in the fine chocolate with high quality
and the special designs they offer per piece.

Symmetric Plot
0.15
roberts
0.10 Brand Name’alue of Prjce
Advertisement ® ®
0.05 ®
foreign companies
S o0.00 =
c Availability
8 ®
o -0.054 Design
E‘ private companies
8 -0.10 Quality
-0.15
-0.20 1
-0.25 4
T T T T T T T T
-0.25 -0.20 -0.15 -0.10 -0.05 0.00 0.05 0.10 0.15
Component 1

Figure 5. Positioning Map
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Stage 2: Creating the Blue Ocean

After analyzing the market where the company
competes, noticing the gaps, defining hurdles the
company faces in the Red Ocean, and knowing the
market competitive rules, the company needs to
outperform its rivals to grab a greater share of existing
demand taking into consideration the fact that when the
market space gets crowded, prospects for profits and
growth will be reduced.

The main step to get into the Blue Ocean is to
determine what the ideas are that will take the company
out of the competitive environment it sunk in. This can
be done based on Blue Ocean tools as follows:

I.  Define fundamental changes using the Six
Path Method:

The six path method is based on identifying business
trends and insights that will change value to customers
The

following is the results of applying this method to the

and impact the company’s business model.

company:
The
Company started looking at what the competitors who

Look across alternative industries:

produce the same kind of products are doing. It was found

that Galaxy, Cadbury, Today...etc. are the main
competitors are concentrating on producing chocolate bars,
with All
manufacturers are competing in this segment of the market.
Look

industries: The Company also looked at the other

chocolate nuts and wafers. chocolate

across strategic group within
competitors within industries following same strategy,
i.e. Chocolate shops. It identified what are their major
competitive advantages as companies produce different
types of chocolate other than bars or wafers.

- The
Company studied the supply chain by looking at

distribution networks between the company and its

Look across the chain of buyers:

customers, and how the chocolate is distributed to
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different places and who are the main buyers that the
company cares more about fulfilling it.

- Look across complementary product and
service offering: The Company looked at the current
status of the complementary items to the chocolate
products (either in the product itself or related to the
product like special offers, different designs, gifts...etc)
and identified what is missing.

- Look across functional or emotional appeal
to buyers: Chocolate becomes one of the most popular
desserts for all ages. It is considered as one of the
favorite commodities consumed, and this called to take
advantage of customer passion and desires to become
one of the key successes of any organization.

Look across time: It is known that once a

company creates Blue Ocean and its powerful
performance consequences are known, sooner or later
imitators appear on the horizon, so it is a function of
time. The company started thinking about the suitable
timing for design and production new items/products
before any other will be faster and produce it.

1.

To reconstruct buyer value elements in crafting a

Develop Four Actions Framework

new value curve, Four Actions Framework (FAF) needs
to be developed. The FAF grid pushes the company not
only to ask all four questions, but also to act on all of the
four to create a new value curve. After recognizing the
highly competitive environment the company is facing
and using the output of the six path method, the FAF
grid is developed to improve the existing potentials and
to come up with new creative ideas. After several
meeting and brainstorming session and analysis, The
Four Actions Framework grid suggests that

there is nothing to Eliminate,
- the company needs to Raise the capacity and
advertisement, and supply chain performance,

the company needs to Reduce price and waste,
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the company needs to Create new ideas.

After searching for new ideas in chocolate related
industry, four main new (does not exist in Jordan
market) ideas where found that can help the company in
reconstructing the market. These are:

1.
idea is about selling holiday chocolate in shops and

Holiday Chocolate in shops and malls: This

malls, as a useful point that attracts people to buy
holiday chocolate while shopping, which add value to
customers by saving time.

2. Special
chocolate for holidays mainly for religious occasion

Holiday Box: Specific box of
adds value. Since it is playing an important role on
customers' emotions, this causes the demand of this type
of products to increase in these seasons. Several new
packages designs were suggested for holiday specific
box for EI-Fiter, Al-Adha, Easter,
Graduation. This type of market did not exist before.

3. Fruit
conscious about the products their kids are having.

Christmas and

Chocolate: Jordan consumers are

Based on that, an alternative is to introduce some healthy
products (fruits with chocolate) with good taste that are
never used before is suggested. This chocolate filled
with fruits will help the company to penetrate new
market segment in Jordan.

4,
be utilized to change the way the company displays its

Chocolate Machine: Chocolate machine can

products by replacing the shelves with a self-service

machine in which anyone can get chocolate using coins.
Il.
Market clustering analysis was performed for testing the

Test New Ideas for Blue Ocean

new ideas to identify the customers' preferences. A third
survey was developed to test the respondents' preferences
about the new ideas in order to obtain how the market will
be divided so it can be understood in a way that helps to
target the appropriate clusters. The analysis of the results
show that there are three clusters of customers who have
similar preferences. The different characteristics of each
cluster are based on five descriptive variables that might
affect the results (see Figure 6)..
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The clusters can be described formally by using
Discriminant analysis using the basic information about
the customer age, income, place of residence, and gender
(see Table 4). It was found that the proportion of
customers segmented in cluster 1 is 37% for cluster 1,
50% for cluster 2, 60% for cluster 3, and the overall
proportion that all customers were segmented in their

right clusters is 45.1%. Cluster analysis using the results
of customers' preference tendency toward the new ideas
mentioned previously was conducted using “uniform or
equal weight” method to find the average preferences
per cluster based on each attribute, and the results were
shown in Figure 7.

Table 4. Discriminant Analysis for New Market

Put into Group
1

2

3

Total N

N correct

Proportion

N 142

True Group

1
26
29
15
70
26

0.371

Proportion Correct

2
11
29
17
57
29

3
3
3
9
15
9

0.509 0.600

64

N Correct

0.451

Cluster analysis divides related objects into groups to
examine the similarities of objects within their
corresponding groups and the heterogeneity of objects in
other groups. As presented in Figure 7, the first group
prefers the chocolate machine and fruit mix on the same
level, the second group prefers getting the holiday
chocolates from malls and specific box for each
occasion, and the third group is the lowest group that
show no specific preference to any of the adopted ideas.
For examining the trade-offs and to determine an
effective combinations of attribute levels that will
perform well in the market place, Conjoint Analysis is
used. The advantage of conjoint analysis is that it does
not ask the respondent directly what the importance of
different product attributes is, rather than the importance
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is based on sequential choices made in ranking of the
options. The conjoint is done according to the data
collected about the four attributes, the possible
combinations among them was 16 bundles as shown in
Table 5. The illogic combinations of attribute that can
never be together are excluded. The final possible
bundles that need to be tested are shown in Table 6.

The optimal segmentation method was performed to
solve the problem by abandoning the idea of estimating
individual utility functions and reducing the workload of
the respondent, but retaining information about the
individual respondents as sources of heterogeneity to
determine the preference of the customer for each

bundle.
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Relative Importance of Attributes chart

= C|uster 1

Axis Title

holiday inmall  specific box

machine

fruit

= C|uster 2

-Cluster 3

Figure 7. Relative Importance of Attributes for Targeting

Table 1. Possible Combination Bundles

Holiday in mall | Specific box | Machine | Fruit mix

Bundles

1 1 0 0 0
2 0 1 0 0
3 0 0 1 0
4 0 0 0 0
5 0 0 0 1
6 1 1 1 1
7 1 1 1 0
8 1 1 0 1
9 1 0 1 1
10 0 1 1 1
11 1 1 0 0
12 0 1 1 0
13 0 0 1 1
14 1 0 1 0
15 0 1 0 1
16 1 0 0 1
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Table 2: The Final Possible Bundle

Bundles | Holiday in Mall | Specific box | Machine | Fruit mix
5 1 1 0 1
6 1 1 0 0
8 0 1 0 1
7 0 0 1 1
9 1 0 0 1
2 0 1 0 0
3 0 0 1 0
1 1 0 0 0
4 0 0 0 1

According to this technique, the part worth for each
idea was calculated by summing up the preferences
above 4 alone and the preferences below 4 together, and
then finds the part worth by this equation (1):

Part worth= [Preferences (>4) - Preferences
(<=4))/Total Preferences
The calculated results are shown in Table 7. The

preference score was determined by multiply each

weight with the part worth of the attribute, then sum up
for the entire bundle. The result indicates that bundle
five has the most desirable one which includes chocolate
that is mixed with fruit to be delivered to the customer in
a well-designed package for different occasions and can
be bought from the malls rather than going to a certain
specific place to buy (see Table 8).

Table 3. The Part Worth for the ideas

Holiday | Specific box | Machine | Fruit mix
>4 92 110 111 77
<=4 50 32 31 65
142 142 142 142
attribute part worth 0.30 0.55 0.56 0.085

Table 4. The Preference Score for each combination

Bundles | holiday in mall | Specific box | Machine | Fruit mix | preference score | % of preference score
5 1 1 0 1 1.27 85%
6 1 1 0 0 1.10 74%
8 0 1 0 1 0.82 55%
7 0 0 1 1 0.85 57%
9 1 0 0 1 0.61 41%
2 0 1 0 0 0.65 44%
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Bundles | holiday in mall | Specific box | Machine | Fruit mix | preference score | % of preference score
3 0 0 1 0 0.69 46%
1 1 0 0 0 0.45 30%
4 0 0 0 1 0.17 11%
0.30 0.55 0.56 0.090 1.49

IV. Develop the modified Strategy canvas (value
curve)

All the suggested products are new to the company or
the market. The differentiation of the product is visually
represented in a new value curve. It has new factors such as
fruit mix, chocolate machines with fruits, holiday-chocolate
filled with fruits in specific box in malls, and chocolate

machines. These factors are entirely new creations for the
chocolate industry. In brief, the strategy canvas clearly
depicts the traditional factors that affect competition among
industry players, as well as new factors that lead to the
creation of new market space that shift the strategy canvas
of an industry (see Figure 8).

Foreign
Shops
Company
3 & N <&
(\)‘&6\ ef‘é b@‘b 2 3
<& &\Q &o <
& )
;(‘ 2
&
6"
R

Figure 8. New Value Curve

CONCLUSIONS AND RECOMMENDATIONS

In developing economies such as Jordan there will be
room for companies to adopt a Blue Ocean strategy and
entice customers with new ideas/products. The results
show that Blue Ocean concept can be implemented in
Jordan and in one of the most competitive markets. Blue
Ocean as a concept gives new way of thinking and many
creative and constructive tools, but without general
frame or clear procedure, which provides challenge to

construct a new methodology that attaches concepts and
approaches The paper
methodology of implementing Blue Ocean Strategy in

together. shows a new
chocolate industry sector, combining numerous tools in a
unique manner to reach its objectives. The implemented
case study helped a company to translate the introduced
ideas into real products so as to reach customer
delighting using several BO tools such as (value curves,

strategy canvas, six path method, six-path process, four
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It is

recommended that Blue Ocean strategy should be

actions framework, and utility —matrix).
implemented in different industries and Jordan industrial

companies should break out of the accepted boundaries
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