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Abstract 

 
The general objective of the paper is to analyze the influence market orientation on the business 
performance in commercial bank sector in Spain and Hungary. Market orientation (MO) is 
critical for commercial banks´ superior performance and long-term competitive advantages, in an 
increasingly multinational financial environment. 
 
To underpin the development of a single market for financial services and harness the full 
potential benefits of the Euro, the European banking industry (European Commission, European 
Central Bank and private financial institutions) is creating a Single Euro Payment Area (SEPA), 
with the belief that will efficiently contribute to economic growth of the European Union (EU27). 
In this sector, significant differences of development along Europe are analysed focusing this 
study in Spain and Hungary. 
 
Secondary objectives of this study are: 1) to review the concept of market orientation, 2) to 
analyse the banking industry in Europe, 3) to identify the model from the literature, defining the 
link between market orientation and business performance, 4) to identify the measure instruments 
of market orientation´s scale, 5) to estimate and test the structural equation model, and 6) to 
analyse the results. 
 
The nature of the research is positivistic, empirical, descriptive, and exploratory. In the 
descriptive and exploratory nature, a commercial bank industry sector analysis was made at 
Europe-wide level, as well as a bibliographic review of theoretical and empirical work related to 
the different components of market orientation scale. This paper has as a strength the widest 
market study of commercial bank in Europe developed considering all states members. 
 
Selection of the participating companies was carried out using the convenience sampling method. 
For the collection of data, a telephone survey supported by fax, email and telephone was designed 
and applied to the banks in four different countries, obtaining a total of 112 completed surveys, 
with the participation of banks of all sizes, located in Hungary and Spain. 
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In the design of the questionnaire and identification of indicators, the following focus was 
considered as the point of reference: the Mazaira´s et al. (2005) scale for market orientation. 
The contrast of the hypotheses suggested, direct and indirect relationships, was carried out 
through the Structural Equation Model (SEM), considering the statistical as well as the practical 
significance in the various analyses. 
 
This paper  shows the following as primary results/contributions: a) analysis of the relationship 
between market orientation and business performance in commercial bank sector in Hungary and 
Spain; b) by structural equation model, constructs that are significantly related to business 
performance are development and market share; the SEM suggest that market orientation is 
directly and indirectly related to business performance; c) the findings suggest the existence of 
positive and significant relationship between market orientation and business performance; and 
market orientation and development/market share; e) the results obtained can be generalized to 
the population studied. 
 
Data was collected through a survey of 110 banks in Hungary and Spain and was used to examine 
the application of the MO concept to banks and the factors that influence bank MO (i.e. 
antecedents to banking MO). The study used MO as an indicator of service quality and found that 
the MO concept can be successfully applied to banks. However, the study was conducted in 2006 
(before the consequences of economic and financial took effect in Europe) and was based on 
financial data of 2006-2008 to check ahead the long term effects on performance. This research 
has the advantage to have past and future objective data to study the consequences of market 
orientation in a present and future landscape, as a key factor to prove the effects of MO in 
business performance. 
  
Upon completion of a formal critique of current and relevant literature, an empirical analysis of 
bank MO will be implemented using a questionnaire-based survey that will be administered to 
marketing managers. Previous empirical studies on MO will inform the choice of methodological 
constructs and analysis. This includes the classic papers on MO by Kohli and Jaworski (1993), 
Narver and Slater (1990) and the study on banks by Martín y Cossío (2001). 
 
Secondary sources of information will also be used in the study in order to define bank industry 
in Europe, and collate key bank data. Primary data that is derived from the survey will be entered, 
along with the secondary data, into SPSS17 and Amos17, and will be analysed using a range of 
descriptive and statistical techniques (factor analysis and SEM, among others).  
 
The reason for using the Mazaira´s scale for this study was because, as it is proved, it is a 
parsimonious measure of market orientation with a higher robustness than MKTOR and 
MARKOR scales. The convergent, discriminant and nomological validity was provided for every 
scale of the model.  
 
As a contribution of this study, a new definition of market orientation is provided. Market 
orientation is considered the organizational culture that allows gather information from the micro 
and macro environment, disseminates and analyses the information through the organization, to 
elaborate the strategy which satisfies present and future needs and desires of clients, providing 
more valuable offerings than competitors and giving to the organizations higher performance 
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results. The effects of market orientation in business performance are proved and its relation is 
positive. 
 

Introduction 
 
Market orientation is critical for commercial banks´ superior performance and long-term 
competitive advantages, in an increasingly multinational financial environment in Europe. To 
underpin the development of a single market for financial services and harness the full potential 
benefits of the Euro, the European banking industry (European Commission, European Central 
Bank and private financial institutions) is creating a Single Euro Payment Area (SEPA), with the 
belief that will efficiently contribute to economic growth of the European Union of 27 members. 
The SEPA will mean cross-border bank payment systems, loans, deposits and others retail bank 
services working as a sole and unique market, instead of 27 different financial systems and 
markets. 
  
The retail banking sector in Europe has different levels of development among each member of 
the European Union (EU). The uneven and variable degree of European financial integration is 
more pronounced in the twelve Central and Eastern European countries that joined the EU in 
2004 (Bernal, 2006, 2008; Pita et al. 2006). The nowadays financial crisis is affecting the 
development of financial integration in Europe. This paper is focused in two countries: Hungary 
and Spain that belong to European Union since a different moment in the time. 
 
The concept of market orientation has become increasingly important to develop superior 
customer value within the organizations. From the literature, we can extract that in a previous 
stage marketing and market orientation were synonymous (Doyle et al., 1984, 1986; Brown, 
1987; Payne, 1988; Lichtenthal and Wilson, 1992; Golden et al., 1995). But in following works, 
the scientists realized that market orientation is a part of the concept of marketing orientation 
(Walker and Ruerkert, 1987; Slater and Narver, 1994; Shapiro, 1988; Webster, 1988; Kohli and 
Jaworski, 1990; Sharp, 1991; Mazaira, et al., 2005). It is possible to observe the evolution of 
market orientation concept (see Table I). 
 
Table I. Main Definitions of Market Orientation. 

Authors Definitions 

Kohli and Jaworski 
(1990) 

Market orientation is the organization-wide generation of market 
intelligence pertaining to current and future customer needs, 
dissemination of the intelligence across departments, and organization-
wide responsiveness to it based on that information. 

Narver and Slater 
(1990) 

Market Orientation is the organizational culture that most effectively 
and efficiently determines the needed behavioral to create superior value 
for customers. 

Kohli and Jaworski 
(1990) 

Market Orientation considers the stages of generating, disseminating, 
and responding to market intelligence as the essence of market 
orientation.  



 4 

Gatignon and 
Xuereb (1997) 

Market Orientation are the strategic directions implemented by a firm to 
create the proper behaviors for the continuous superior performance of 
the business. 

 
Table I. Main Definitions of Market Orientation (Continuation). 

Authors Definitions 

Ruekert (1992) 

Market orientation is the degree to which the business unit obtains and 
uses information from customers, develops a strategy which will meet 
customer needs, and implements that strategy by being responsive to 
customers' needs and wants. 

Deshpandé et al. 
(1993) 

Market Orientation is the set of cross-functional processes and 
activities directed at creating and satisfying customers through 
continuous needs-assessment. 

Day (1994) Market Orientation represents the superior ability to understand and 
satisfy the clients. 

Deng and Dart 
(1994) 

Market Orientation is referred to the generation of an appropriate 
market intelligence generation based on the future and present needs of 
clients, related capacities to satisfied them; integration and 
dissemination of that intelligence throughout   departments within the 
organization; and the design and coordinated execution of the strategic 
answer to the organization to respond market opportunities. 

Trespalacios et al. 
(1997) 

The Market Orientation consists on attending the needs and desires of 
clients efficiently, assuming greater comprehension of market 
atmosphere, and every other information that allows to the enterprise to 
bring forward the future needs, competitive changes or technological 
innovations. 

Deshpandé and 
Farley (1998) 

Market orientation is a set of inter-functional process addressed to 
satisfy clients through a continuously evaluation of their needs. 

Atuahene-Gima and 
Ko (2001) 

Market orientation brings about innovative behaviors to the 
productions oriented to the precise understanding of the consumer 
needs. 

Martín and Cossío 
(2001) 

Market Orientation is an intangible resource (of the organizational 
learning) that can cause sustainable competitive advantages that will be 
ran through the business strategy. 

Langerak (2000) 

Market Orientation is the business culture that commits to the 
organization in creating valuable offerings to the clients through the 
development of three behaviors related to the information processing 
within the organization from the market: client orientation, competitor 
orientation and inter-functional coordination. 
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Gray and Hooley 
(2002) 

Market orientation is the culture implementation or business 
philosophy that breeds the behaviors lead to gather, disseminate, 
disseminate and answer to the information about clients, competitors, 
and the general environment to get a superior value to the clients and 
other interest groups.  

 
 

Table I. Main Definitions of Market Orientation (Continuation). 

Authors Definitions 

Bigné and Blesa 
(2003) 

Market orientation could be defined as the coordinated behavior of 
different functions within the organization that looking for generating 
information, disseminating it within the organization and designing 
and implementing an answer to that information, based on the 
identification and the creation of organizational distinctive capacities 
with the aim to satisfy clients to give them a greater value. 

Mazaira et al. (2005) 
Market orientation is an specific business culture which has the aim the 
satisfaction of consumer needs through the generation of superior value 
for them. 

Source: Own elaboration. 
 
The main contributions of Market Orientation belongs to two the authors: Narver and Slater 
(1990), and Kohli, Jaworski and Kumar (1993), who also create the MKTOR and MARKOR 
scale, respectively. 
 
In one hand, Narver and Slater view market orientation as consisting of three behavioral 
components (customer orientation, competitor orientation, and interfunctional coordination) and 
two decision-making criteria (a long-term focus and a profit focus). 
 
In the other hand, Kohli, Jaworski and Kumar (1993) concluded that the market orientation is 
defined as the organization-wide generation of market intelligence, pertaining to current and 
future customers needs, dissemination of intelligence within the organization, and responsiveness 
to it. 
 
Figure I. The Market Orientation Model: Antecedents, Moderators, and Consequences 
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Source: Kohli, Jaworski and Kumar (1993). 
Analyzing both scales, we will see that both views should be used as a complementary approach. 
Indeed, both agree that market orientation is a concept that leads to a greater competitive 
advantage, business intelligence is a key prerequisite to build market orientation, and managers 
and staff members need to participate in creating and maintaining the market. However, the two 
scales and have been severily criticized:  MKTOR scale does not take into account the cultural 
dimension of market orientation, and MARKOR whish is largely consistent with its definition, 
but only one of their items measuring market, and its statistical validity is very questionable. 
 
Mazaira, Dopico and Gonzalez (2005) draw a conceptual proposal of the strategic capabilities of 
marketing and the design of the measure instruments degree, following the cultural perspective of 
Narver and Slater. Although their model is not used to explain the relation between MO & 
Profitability, their MO scale is the deepest one. Two reasons: robustness and completeness, 
support the election of this scale for our model.  

 
Discussion and Hypothesis 

 
In 2001, Armario and Cossío studied the spanish bank industry and applied a model to probe 
direct and indirect effects growth and market share, to achieve business performance. Doing that, 
this model has taken in account, that business performance in banks has to be compared with the 
firm sizes. This advantage fits the reality of the heteregoneity of the Hungarian and Spanish 
banks.  
 
The current study attempted to examine a structural equation model of market orientation effects 
in business performance. To test our model the hypotheses are formulated as follow: 
H.1.  Market orientation (OM) is an unidimensional concept with three components: customer 

orientation, competitor orientation, and interfunctional coordination.  
H.1.1.  Market orientation is directly influenced by customer orientation, and this influence is 

positive. 
H.1.2.  Market orientation is directly influenced by competitor orientation, and this influence is 

positive. 
H.1.3.  Market orientation is directly influenced by interfunctional coordination, and this 

influence is positive. 
H.2.  Business profits can be set in two interconnected dimensions: growth/market share and 

business performance.  
H.3.  Market orientation has direct and indirect effect over business performance (BP). 
H.3.1. Market orientation directly influences to Business Performance, and this influence is 

positive.  
H.3.2. Market orientation directly influences to growth/market (G/M) share, and this influence is 

positive. 
H.3.3.  Growth/Market Share directly influences to Business Performance, and this influence is 

positive. 

Organizational 
Systems Employee 

Responses 
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Procedures for Collecting Data 

 
Secondary sources of information were used in the study in order to define bank industry in 
Europe. 
 
Primary data that is derived from the survey to get the information of market orientation were 
gathered in 1-7 Likert Scale test, along with the secondary data, into SPSS17 and Amos17. The 
survey has taken place in Hungary and Spain, and they were analyzed using a range of 
descriptive and statistical techniques (factor analysis and Structural Equation Model, among 
others). The convergent, discriminant and nomological validity was tested for every scale of the 
model.  
 
To complete the data needed to this model, we have collated key objective bank data from their 
accountancy books for the scales market orientation and growth/market share, in three different 
periods (2006, 2007, 2008) to study the evolution of the relationship of these scales. 
 
Table II. Technical Information about Sampling Design of Market Orientation Survey 

Concept Sample Results 
Universe Retail banking in active activity in 2006, 2007 and 2008  

Population Size 568 commercial banks  
Sampling Method Random Simple  

Sample Size 110 

Gathering Information Method of  First contact by phone, and collect the survey by email, fax, 
mail and telephone  

Sampling Error for Finite 
Layered Samples 

Confidence Level = 95%, p = q = 0,5 
Confidence Level = 97%, p = q = 0,5 

8,4% 
9,3% 

Sampling Calendar and Number 
of Surveys Obtained by Country 

Hungary  41 surveys (39,42%)  From 04/03/2006 to  
07/10/ 2006 

Spain  63 surveys (60,58%)  From 10/02/2006 to 
12/18/ 2006 

Source: own elaboration.  
 

Results 
 

The model fit index NFI= ,761, CFI=,901, and RMSEA= 0,073 reflect a very good value of 
adjustment to market orientation model. The high regression coefficients S.E. obtained shows the 
proportion of variability in a data set that is accounted for by the statistical model, especially for 
the variable growth/market share.  
  
Figure II.  Market Orientation and Business Performance Model 
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Table III. Regression Coefficients Of Structural Equation Model 

   Estimate S.E. C.R. P Label 
Growth/Market Share <--- OM 17,720 4,283 4,137 *** par_25 
Business Perform. <--- OM ,161 ,182 ,881 ,378 par_21 
Business Perform. <--- Growth/Market Share -,003 ,004 -,796 ,426 par_23 
OIF5 <--- OM 1,000     
OIF4 <--- OM 1,015 ,161 6,308 *** par_1 
OIF3 <--- OM ,868 ,159 5,472 *** par_2 
OIF2 <--- OM ,990 ,159 6,241 *** par_3 
OIF1 <--- OM ,907 ,149 6,073 *** par_4 
OConc8 <--- OM ,596 ,132 4,501 *** par_5 
OConc7 <--- OM ,870 ,145 5,992 *** par_6 
OConc6 <--- OM ,946 ,166 5,686 *** par_7 
OConc5 <--- OM ,929 ,151 6,146 *** par_8 
OConc4 <--- OM ,960 ,163 5,893 *** par_9 
OConc2 <--- OM ,903 ,138 6,551 *** par_10 
OConc1 <--- OM ,935 ,145 6,435 *** par_11 
OC10 <--- OM ,765 ,149 5,127 *** par_12 
OC8 <--- OM ,880 ,148 5,968 *** par_13 
OC6 <--- OM 1,065 ,161 6,599 *** par_14 
OC5 <--- OM 1,093 ,160 6,822 *** par_15 
OC4 <--- OM 1,117 ,169 6,614 *** par_16 
OC3 <--- OM 1,047 ,155 6,740 *** par_17 
OC2 <--- OM ,976 ,147 6,627 *** par_18 
COSTINC06 <--- Business Perform. -11,322 2,436 -4,647 *** par_19 
ROAE06 <--- Business Perform. 9,660 2,052 4,707 *** par_20 
ROAA06 <--- Business Perform. 1,000     
C.MDO06 <--- Growth/Market Share 1,000     
Var.T.Assets <--- Growth/Market Share -,034 ,118 -,290 ,772 par_22 
T.ASSETS06 <--- Growth/Market Share 3497,74 113,24 30,88 *** par_24 
Source: own elaboration.  
 
 

Conclusions 
 
The primary results and contributions are followings: a) analysis of the relationship between 
market orientation and business performance in commercial bank sector in, Hungary, and Spain; 

Competitor Orientation 
 

Interfunctional Coordination 
 Growth/ Market Share 

S.E.=,004  p=,002 
 

S.E.=4,283 
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b) the findings suggest the existence of positive and significant relationship between market 
orientation and business performance; and market orientation and development/market share; e) 
the results obtained can be generalized to the population studied of commercial banks (private 
banks, cooperative banks, and saving corporations). 
 
As another contribution of this study, a new definition of market orientation is provided. Market 
orientation is considered the organizational culture that allows gather information from the micro 
and macro environment, disseminates and analyses the information through the organization, to 
elaborate the strategy which satisfies present and future needs and desires of clients, providing 
more valuable offerings than competitors and giving to the organizations higher performance 
results. 
 

International and managerial implications 
 
A previous commercial bank industry analysis was made at Europe-wide level to study the level 
of integration and development within the 27 members of the European Union (EU). The main 
conclusion of that study, is a huge difference between the old 15 members of the European Union 
(in which Spain is included) and the last two enlargements of the EU (in which Hungary has joint 
in 2003). In spite of significant differences in the level of concentration of the industry, 
development, integration, and its usage of payment systems (transfers, checks, payment cards, 
electronic money...), we would like to test the importance of an managerial strategy with 
objective data. Market Orientation is a strategy that increase the business performance, increase 
the total assets (as a measure of total sales in commercial bank industry) and increase the market 
share of the banks. We observe than in Hungary, foreign banks are more dynamic and apply more 
intensively the market orientation strategy, than in Spain, in which the market is more mature. 
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