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A B S T R A C T   

This study investigates the effect of base of the pyramid (BOP) orientation on new product performance through 
the mediating mechanism of imitation orientation. Using time-lagged data from 505 new ventures, the results 
revealed that (1) BOP orientation positively influences imitation orientation, (2) imitation orientation mediates 
the relationship between BOP orientation and new product performance, (3) competitive intensity has a negative 
moderating effect on the relationship between imitation orientation and new product performance, and (4) 
dysfunctional competition positively moderates the effect of imitation orientation on new product performance. 
These findings provide a nuanced understanding of the role of BOP orientation in the context of new product 
performance by introducing imitation orientation as a mediating mechanism. The implications for theory 
development and directions for future research are discussed.   

1. Introduction 

Since the mid-1990s, there has been a significant growth in market 
opportunities and entrepreneurial activities in developing and emerging 
economies, particularly at the base of the pyramid (Cavusgil et al., 2012; 
Dembek et al., 2020; Ramamurti and Singh, 2009). The term “base of the 
pyramid” (BOP) denotes the segment of the global population that lives 
on less than $2 per day (Prahalad, 2005; Prahalad and Hart, 2002). This 
market is characterized by illiteracy, poor health conditions, limited 
resources, inaccessibility to media, geographic isolation, and inexperi-
ence in consumption (Hammond and Prahalad, 2004; Prahalad, 2005). 
Nevertheless, it is also one of the biggest global market frontiers for 
firms today, encompassing around $9 trillion in assets and over $5 
trillion in purchasing power (Dembek et al., 2020; Nakata and Antalis, 
2015; Prahalad, 2012). 

Although it is well accepted that the BOP is a large and important 
market segment, relatively less attention has been given to under-
standing firm and industry factors that affect the performance of prod-
ucts in the BOP market. This is a critical limitation, as extant research 
suggests that a firm’s strategic orientation satisfies customer needs and 
creates customer value to yield competitive advantages (Jaworski and 
Kohli, 1993; Rodríguez-Pinto et al., 2011; Wei and Atuahene-Gima, 

2009). The ability of firms to develop products for BOP consumers not 
only improves the living standards of individuals in this underserved 
market segment but can also enhance product performance and firm 
success (Prahalad, 2009; Zhu et al., 2019). In other words, firms need to 
implement appropriate strategies to create value for BOP consumers, 
and thereby to enhance firm outcomes. Recent research suggests that 
satisfying the needs of BOP consumers involves value-laden innovations 
that focus on the idiosyncratic characteristics of the BOP market 
segment (Hall, 2014; Rosca and Bendul, 2019) and implicitly assumes 
that firms primarily adopt innovation strategies to serve the BOP market 
(Schuster and Holtbrügge, 2014). However, an emerging stream of 
literature suggests that firms could effectively adopt imitation strategies 
in the BOP market to enhance their performance (Adomako et al., 2021; 
Nagy et al., 2019). When developing products for the BOP market, the 
low income of the consumers must be accounted for, as well as other 
conditions such as inadequate housing, poor standards of living, and 
remote locations (Decker and Obeng Dankwah, 2022; Nakata and Ant-
alis, 2015; Ramani and Mukherjee, 2014). Imitation orientation, which 
can aid firms in lowering time and cost associated with new product 
development, can be effectively used to develop products tailored for the 
unique characteristics of BOP consumers. Accordingly, we argue that it 
is critical to investigate firm orientation specific to the BOP market 
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(Adomako et al., 2021; Nagy et al., 2019). 
Correspondingly, a vast body of literature highlights the effects of the 

industry’s competitive environment on firm strategies and outcomes 
(Auh and Menguc, 2005; Duanmu et al., 2018; Liu and Atuahene-Gima, 
2018; Tsai and Hsu, 2014). According to the industry analysis frame-
work (Porter, 1980), threat of new entrants and rivalry among existing 
firms can adversely affect the performance of firms. The underlying 
assumption is that increase in competition reduces the market share of 
the firms and consequently their profitability. The reduction in market 
share diminishes the ability of firms to attain the advantage of econo-
mies of scale, particularly in markets that are characterized by low profit 
margins (Hill, 1988). This is a critical issue in the BOP market segment, 
as these consumers have low income, and affordability is an important 
factor (Agnihotri, 2017; Prahalad, 2012). While firms could adopt 
imitation orientation to be successful in industries with low competition, 
it is likely that this strategy will be less effective in a high-competition 
industry (Giachetti and Dagnino, 2014). Likewise, institutional envi-
ronment could affect the type of competition that exists in an industry. 
Weak institutional environments offer low legal protection to firms and 
could give rise to dysfunctional competition, which could affect firm 
strategies and outcomes (Cai et al., 2017; Du et al., 2016; Liu and 
Atuahene-Gima, 2018). In such environments, competitors could engage 
in illegal and unfair practices (e.g., trademark violation, patent 
infringement, counterfeiting) and erode the profits of the firms (Liu and 
Atuahene-Gima, 2018; Qian et al., 2017; Zhao, 2006). Firms employing 
innovation strategy might be at a disadvantage in such environments, as 
competitors could cheaply copy their products without incurring the 
cost and time associated with R&D activities needed to develop inno-
vative products (Li and Atuahene-Gima, 2001). 

Building on prior literature,1 we examine the mediating effect of 
imitation orientation in the relationship between BOP orientation and 
new product performance. Imitation orientation involves mimicking the 
strategies of competitors instead of pursuing innovative strategies (Lee 
and Tang, 2018). This allows the firm to quickly replicate the actions of 
competitors and lower the cost of developing and commercializing new 
products. Moreover, this strategy allows firms to learn from competitors’ 
mistakes and increase their chances of success (Lieberman and Asaba, 
2006). This is particularly important given the limited resources new 
ventures possess (Lee et al., 1999) as well as the BOP consumers’ 
inability to pay a premium that is generally expected for innovative 
products (Agnihotri, 2017). Thus, developing new products in such an 
environment is not only challenging but may require a fundamental 
rethinking of the way firms operate, how they mobilize their resources, 
and which routines and processes they adopt (Agnihotri, 2017; Noote-
boom, 1994). While recent studies have examined the role of BOP 
orientation on firm performance (Zhu et al., 2019), our understanding of 
the mechanism through which BOP orientation affects firms’ outcome is 
very limited. Furthermore, we have limited insights on how firms’ 
orientation affects new product performance. New product success or 
failure is crucial because firms failing to benefit from new product 
introduction risk being shut out from the market (Story et al., 2015). 
Specifically, in this study, we focus on new product performance, which is 
defined as the degree to which “the firm has achieved its profitability, 
sales volume, and revenue objectives for new products” (Atuahene--
Gima, Slater, and Olson, 2005: 466). We also examine the moderating 
effect of competitive intensity and dysfunctional competition on the 
relationship between BOP orientation and imitation orientation. The 
intensity of rivalry among the firms is indicative of the actions and re-
actions of the industry players, which increases firms’ uncertainty and 
likely affects the strategies they adopt (Auh and Menguc, 2005; Gia-
chetti and Dagnino, 2014). Similarly, dysfunctional competition could 
impact the effectiveness of firms’ strategies, and firms will likely adopt 

strategies that enable them to mitigate the adverse effects of competi-
tors’ unfair and illegal behaviors (Cai et al., 2017; Liu and 
Atuahene-Gima, 2018). 

Our study makes three important contributions to the literature. 
First, we integrate insights from the BOP literature (Dembek et al., 2020; 
Kolk et al., 2014; Srivastava et al., 2020) and the imitation literature 
(Lee and Tang, 2018; Liao, 2020; Shenkar, 2010a, 2010b) to develop 
and test a conceptual model to enhance our understanding of how a 
firm’s level of BOP orientation affects new product performance through 
imitation orientation. Prior research has primarily emphasized the 
benefits of innovation strategies in BOP markets (e.g., Ramani and 
Mukherjee 2014; Sengupta et al., 2021). However, new and small firms 
generally lack resources and might not be able to pursue expensive 
innovation strategies. Indeed, scholars have noted that resource limi-
tations could hinder new and small firms’ ability to engage in experi-
mentation, and this adversely affects new product development (De 
Carolis et al., 2009; Nooteboom, 1994; Voss et al., 2008). Such firms 
could mimic the strategies of market leaders to develop less expensive 
products (Luo et al., 2011) and improve their performance (Lee and 
Zhou, 2012). By empirically examining the relationship between BOP 
orientation and new product performance through imitation orienta-
tion, we address a critical shortcoming in the BOP literature and 
emphasize the benefits of imitation orientation. Second, this study ex-
plores the roles of two external conditions (i.e., competitive intensity 
and dysfunctional competition) as moderators of the relationship be-
tween imitation orientation and new product performance, thus 
showing critical boundary conditions under which the impact of 
imitation orientation on new product performance is enhanced or 
reduced. Furthermore, by examining the strategies that new ventures 
adopt to serve BOP consumers, we complement the literature that ex-
amines BOP business models (Kolk et al., 2014). Finally, our study ex-
tends the BOP literature by examining the role of BOP orientation in 
driving new product performance of new ventures in a sub-Saharan 
African country—Ghana. Such emerging countries generally have 
weaker institutional environments compared to advanced countries (e. 
g., USA, UK) and the challenges that new and small firms face is com-
pounded in such environments (Ahsan et al., 2021). For instance, the 
lack of human capital and institutional support in such contexts could 
impede strategy implementation, and lead to unfavorable outcomes. 

2. Theoretical background and hypotheses 

2.1. BOP orientation 

For over two decades scholars have examined various aspects of the 
BOP market (Dembek et al., 2020; Kolk et al., 2014; Srivastava et al., 
2020). For example, previous research has highlighted the need to build 
new capabilities and develop innovative business models to successfully 
operate in BOP markets (see Table 1 for summary of key BOP empirical 
studies). As the needs of BOP consumers differ significantly from those 
of traditional consumers, firms adopt unique strategies to serve BOP 
consumers (Kolk et al., 2014; London and Hart, 2004; Prahalad, 2009). 
This requires firms to adopt a BOP orientation, which is a unique 
capability that guides firms in their strategic engagement and develop-
ment of products for the BOP market (Zhu et al., 2019). A BOP orien-
tation involves understanding the needs of the BOP market and 
developing affordable products that deliver value to BOP consumers. As 
BOP consumers have low income, firms serving this market need to 
adopt strategies that lower the cost of product development and satisfy 
the unique needs of these consumers. Researchers suggest that by 
imitating the actions of competitors, firms can minimize mistakes, lower 
the cost of product development, and deliver value to the target market 
segment (Lee and Tang, 2018; Shenkar, 2010a, 2010b). 

While a firm’s BOP orientation is considered a firm-level capability 
and it could enhance firm performance (Zhu et al., 2019), the success of 
products is also dependent on industry factors, including those that 

1 Table 1 provides an overview of some previous empirical studies on the 
base of the pyramid. 
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Table 1 
Summary of some previous empirical studies on base of the pyramid.  

Author (s)/year Independent variable(s) Dependent variable 
(s) 

Moderating variable Empirical 
setting 

Key findings 

Zhu et al. (2019) BOP orientation Firm performance Government support, legal 
inefficiency, competitive 
intensity, technological 
turbulence 

China  - BOP orientation positively relates to firm 
performance.  

- The effect of BOP orientation on firm 
performance is mediated by bricolage 
innovation.  

- The impact of BOP orientation on firm 
performance is strengthened when competitive 
intensity and government support are greater.  

- The impact of BOP orientation on firm 
performance is weakened when legal 
inefficiency is high but technological uncertainty 
has no moderating impact on this relationship. 

Hall et al. (2014) Qualitative Qualitative – Brazil  - Tourism entrepreneurship could increase the 
BOP market with opportunities.  

- Tourism entrepreneurship can cause wider social 
problems.  

- Government policies that address economic and 
social views can foster more productive 
entrepreneurial outcomes. 

Vassallo et al. 
(2019) 

Development levels - Hybrid 
organization form 
- Size of the 
financial inclusion 
sector 

BOP market India  - Quasi-profit hybrids have the tendency to 
become more prevalent and achieve greater 
usage in BOP markets overall.  

- Not-for-profit hybrids are more prevalent and 
achieve greater usage in markets with lower 
development levels.  

- Profit-making hybrids tend to become more 
prevalent and achieve greater usage in markets 
with lower social diversity when compared with 
other hybrid forms. 

Schuster and 
Holtbrügge 
(2014) 

- Cooperation with 
stakeholders including civil 
society, business and 
governmental partners 

Responsiveness to: 
- customer needs 
-market conditions 
-the institutional 
environment 

– BOP markets  - Firms rely on civil society organizations to 
capture customer needs.  

- Business sector partners are useful in responding 
to restrictive market conditions.  

- Institutional partners are critical when firms aim 
to respond to the regulatory environment. 

Prahalad (2012) BOP Radical innovation – India  - External challenges are a source of radical 
innovations in BOP markets.  

- Managers can focus on creating awareness, 
access, affordability, and availability for an 
environment innovation.  

- Global firms are participating in the BOP market 
by innovating. 

Schuster and 
Holtbrügge 
(2014) 

Environmental constraints of 
BOP markets 

Firm performance – Firms 
operating in 
BOP markets  

- Firms integrate local actors to cocreate products.  
- Firms cooperate with stakeholders to reduce 

dependency.  
- Partnerships with nontraditional and fringe 

stakeholders, and local capacity building, are 
positively related to firm performance. 

Getnet, O’Cass, 
Ahmadi, and 
Siahtiri (2019) 

BOP marketing capability Customer value - Ties with civil society 
- Ties with government 

Ethiopia  - The effect of bricolage on innovation is 
curvilinear.  

- The curvilinear relationship is weakened when 
social ties with government officials and civil 
society organizations are greater. 

Adomako et al. 
(2021) 

Proactive environmental 
strategy 

Firm performance - BOP orientation 
- Imitation orientation 

Ghana The impact of proactive environmental strategy on 
firm performance is moderated by BOP orientation 
and imitation orientation. 

Ansari et al. 
(2012) 

Conceptual Conceptual – –  - BOP firms fail to clarify their social welfare 
contributions to the population.  

- Without the ability to pursue new opportunities, 
social welfare cannot be improved.  

- An enabling context of knowledge transfer is 
critical for firms to build capabilities among the 
BOP.  

- Knowledge and capability transfer are dependent 
on the social context, which generates social 
capital to facilitate capability building in the 
BOP. 

Singh et al. 
(2015) 

Qualitative Qualitative  India  - Market development at the BOP can be improved 
by making the BOP market less risky, integrating 
CSR initiative as a pilot project, integrating BOP 
communities into the supply chain strategy of the 
firm, and adding government interventions to 
help scale up.  
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might be compounded by the institutional environment (Peng et al., 
2008). For instance, competitive intensity increases the actions and re-
actions of firms in an industry. An increase in the level of competition 
intensity could render firm strategies obsolete (Deshpandé et al., 2012) 
if the firms fail to revise their strategic orientations and develop unique 
strategies (Su et al., 2016). In a highly competitive context, it is critical 
for the firm to distinguish itself from its competitors to capture the 
required market share and avoid head-on competition (Porter, 1985). In 
doing so, the firm is able to meet the expectations of consumers as well 
as build and sustain its competitive advantage (Adner and Zemsky, 
2006; Boter and Holmquist, 1996). However, poor institutional envi-
ronments could adversely affect the firms’ ability to achieve superior 
performance, as such environments give rise to dysfunctional competi-
tion that could affect the effectiveness of a firm’s strategies (Cai et al., 
2017; Du et al., 2016). Insights from institutional theory (Peng et al., 
2009; Peng et al., 2008) suggest that dysfunctional competition emerges 
out of a lack of effective legal mechanisms in developing economies. The 
legal inefficiency in poor institutional environments provides weak 
protection to firms when other firms behave in a manner that can be 
construed as “opportunistic, unfair, or even unlawful” (Li and 
Atuahene-Gima, 2001: 1125). Building on the above arguments, we 
suggest that the relationship between firms’ imitation orientation and 
new product performance is likely contingent on competitive intensity 
and dysfunctional competition (Cai et al., 2017; Giachetti and Dagnino, 
2014; Zhu et al., 2019). 

These arguments are presented in our conceptual model (Fig. 1). 

2.2. BOP orientation and imitation orientation 

The unique characteristics of the BOP market have led to the 
development of new capabilities, business models, and strategies to 
better serve the needs of this market (Dembek et al., 2020; Kolk et al., 
2014; Srivastava et al., 2020). One key capability highlighted in recent 
literature is BOP orientation, which is described as a firm capability 
developed “to serve the needs of BOP consumers based on a thorough 
understanding of their unique characteristics” (Zhu et al., 2019: 4). BOP 
orientation emphasizes the importance of gathering and utilizing in-
formation on BOP consumers to develop products that meet the needs of 
BOP consumers. This is consistent with the BOP literature, which sug-
gests that firms can improve the living standards of individuals at the 
BOP by harnessing their resources to design products specifically for 
BOP consumers (Kolk et al., 2014; Prahalad, 2006, 2009, 2012). 

While it is noteworthy to develop products for BOP consumers who 
have been significantly underserved, firms could incur high cost to 
develop new products specifically for BOP consumers. Before firms can 
develop and offer a new product to consumers, firms generally need to 
undertake significant research to identify product-market opportunities, 
and they incur high R&D costs to develop the new product (Song et al., 
1996). As BOP-oriented firms have a deep understanding of the BOP 
consumers and are focused on satisfying their needs, they are likely 
motivated to make their products affordable, as this factor is important 
for BOP consumers (Agnihotri, 2017; Prahalad, 2012). To minimize new 
product development costs, BOP-oriented firms will likely rely on 
existing market knowledge and mimic the strategies of other similar 
firms to develop products that deliver value to the target market (Lee 
and Tang, 2018; Shenkar, 2010a, 2010b). Imitating the strategies of 
other firms in the industry would allow BOP-oriented firms to refine 
existing products to fit the needs of specific consumers and avoid the 
high costs associated with pioneering a new product (Liao, 2020). 
Imitation orientation can also help BOP-oriented firms to learn from the 
successes and failures of other firms and avoid costly mistakes. For 
instance, firms can learn which product markets to enter and how to best 
serve their target market by mimicking the strategies of other firms in 
the marketplace. Imitating the strategies and products of other similar 
firms could help in improving the product and lowering the cost 
compared to the original product (Schnaars, 1994), thereby delivering 

better value to BOP consumers. This strategy is especially prudent for 
new ventures as they have limited resources to engage in costly and risky 
experimentations typically associated with new product development 
(Lee et al., 1999; Owens, 2007). Therefore, we suggest that new ventures 
with BOP orientation are more likely to adopt an imitation orientation, 
as this allows them to develop and deliver products that are appealing to 
consumers who earn less than $2 per day. Accordingly, we propose the 
following hypothesis: 

H1. BOP orientation is positively associated with imitation 
orientation. 

2.3. BOP orientation, imitation orientation, and new product 
performance 

Recent findings indicate that BOP orientation is a key contributor to 
firm performance (Zhu et al., 2019). BOP orientation enables firms to 
better understand the needs of BOP consumers and develop products 
that best fit this market segment. Although researchers have highlighted 
the business model and strategy innovations that create value for BOP 
consumers (Dembek et al., 2020; Kolk et al., 2014; Srivastava et al., 
2020), the strategy of imitating other firms’ approaches to serve the 
needs of BOP consumers has received relatively less attention. Imitation 
orientation is a firm-level learning capability connected to imitation 
activities such as learning from rivals’ approaches (Lee and Tang, 2018). 
As previously noted, due to resource scarcity, firms seeking to better 
capture the value in this segment are likely to innovate in a cost-effective 
manner given that prices and affordability are vital to consumers in this 
segment (Agnihotri, 2017; Prahalad, 2012). Therefore, we suggest that 
imitation orientation is a viable strategy that BOP-oriented new ventures 
can use to minimize the cost associated with developing a new product 
and make the product affordable and appealing to BOP consumers. 

BOP-oriented new ventures adopting an imitation strategy can learn 
from other firms in the industry to refine existing products and lower 
development costs (Liao, 2020; Zhu et al., 2019). By learning from other 
firms’ strategies, imitators can develop new products frugally to reduce 
production costs (Wu et al., 2019) and be better able to compete on 
cost—a key factor for BOP customers. By offering cheaper and more 
refined products compared to existing products, new ventures can win 
BOP consumers with their price and value advantage (Adomako et al., 
2021). Indeed, evidence suggests that imitation enables firms to mimic 
rivals’ products, introduce them in a speedy manner (Shenkar, 2010a, 
2010b), and learn from their new product development and design er-
rors (Lieberman and Asaba, 2006). Moreover, it enables firms targeting 
BOP consumers to reduce or eliminate their R&D budget (Ofek and 
Turut, 2008). As affordability is a key factor for BOP consumers (Agni-
hotri, 2017; Prahalad, 2012), BOP-oriented new ventures adopting an 
imitation strategy will likely pass on the cost savings to the consumers 
due to their acute awareness of BOP consumers financial constraints 
(Zhu et al., 2019). This would make their products more appealing to 
BOP consumers and could help BOP-oriented new ventures attain a 
larger market share. As firms serving the BOP market operate on low 
profit margins (Kolk et al., 2014), attaining a larger market share can 
help them attain advantages from economies of scale (Hill, 1988), and 
this can further enhance new product performance. Thus, an imitation 
orientation is likely to offer a pathway for developing new products that 
offer better value to BOP consumers, and this will likely enhance 
product performance. Accordingly, we suggest that: 

H2. Imitation orientation mediates the relationship between BOP 
orientation and new product performance. 

2.4. Moderating role of competitive intensity 

In addition to the above hypotheses, we argue that competitive in-
tensity moderates the relationship between imitation orientation and 
new product performance. Competitive intensity reflects a condition of 
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rivalry among firms in the same industry, in which the firms’ behavior 
largely reflects the actions and reactions of industry players, ushering in 
conditions of uncertainty and unpredictability (Auh and Menguc, 2005). 
Simply put, competitive intensity is the degree of competition that a firm 
faces within an industry (Kohli and Jaworski, 1990; Zhou, 2006). We 
argue that competitive intensity moderates the relationship between 
imitation orientation and new product performance, since the value and 
performance implications of imitation orientation are likely to be 
reduced with increasing competition. In such conditions, it is critical for 
firms to create new knowledge to offset the competition that comes with 
a high competitive intensity (Bouncken et al., 2020). Indeed, Giachetti 
and Dagnino (2014) suggest that while a firm could mimic other firms in 
the industry and be successful in low-competition industries, such a 
strategy would be less effective in a high-competition industry. In such a 
situation, firms might need to differentiate their offerings to enhance 
their performance. That is, under conditions of greater competition, it is 
less likely that greater imitation orientation would be positively related 
to new product performance. 

New ventures that adopt an imitation strategy and develop products 
similar to other firms in conditions of high competitive intensity will 
likely have lower product performance because of the abundance of 
similar products available to customers. Increasing competition among 
undifferentiated products can lead to price competition and lower firms’ 
market share, making it difficult for them to attain economies-of-scale 
advantages (Hill, 1988). That is, BOP consumers would be split among 
the various firms offering a similar product at the same price, thus 
limiting the market share of each firm. In this case, the notion of an 
imitation orientation to defend their competitive market positions is 
defeated (Lieberman and Asaba, 2006). Indeed, researchers suggest that 
in a competitive environment firms must develop learning capabilities 
and an entrepreneurial orientation to differentiate their products and 
enhance performance (Hughes et al., 2007; O’Reilly and Tushman, 
2008). This is consistent with the business model innovations that firms 
develop to attain a competitive advantage in BOP markets (Kolk et al., 
2014). Thus, we reason that when competitive intensity is high, the 

effect of imitation orientation on new product performance would be 
low. 

H3a. Competitive intensity moderates the strength of the relationship 
between imitation orientation and new product performance, such that 
the relationship is stronger under a low level of competitive intensity. 

2.5. Moderating role of dysfunctional competition 

The inability of the legal framework in weak institutional environ-
ments to protect the interests of firms can result in dysfunctional 
competition (Cai et al., 2017; Li and Atuahene-Gima, 2001; Luo and 
Peng, 1999) and limit the strategic options available to firms (Gao et al., 
2017; Meyer and Peng, 2016). Dysfunctional competition reflects “the 
extent to which the competitive behavior of firms in a market is 
opportunistic, unfair or even unlawful” (Li and Atuahene-Gima, 2001: 
1125). In such environments, it would not be prudent for firms to un-
dertake expensive R&D activities to develop unique products, as they 
could easily be imitated by other firms that engage in unfair and illegal 
practices. Moreover, the inefficient legal mechanisms in such environ-
ments provide little protection to the firm when competitors adopt un-
lawful practices to copy the firm’s product. The high cost associated 
with pursuing an innovation strategy to develop unique products would 
require the products to have a high level of sales and profits to be 
deemed successful. However, dysfunctional competition could reduce 
the sales and profits of the new product by introducing similar products 
at lower cost to the market, thereby limiting the ability of the firm to 
capture value. In other words, firms will not be able to dominate the 
market through their unique products (that is, get a large share of the 
market) due to unfair and illegal competitive behavior (e.g., copycat 
products). 

In such conditions, it would be better for BOP-oriented new ventures 
to adopt an imitation orientation. Their acute understanding of BOP 
consumers could enable BOP-oriented firms to appropriately mimic the 
strategy of pioneers to refine and lower the cost of existing products 
(Liao, 2020). By offering a similar product at a lower price, new ventures 

Fig. 1. Conceptual model of the study.  
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could limit the economic incentive of competitors to engage in unfair 
and illegal practices. That is, new ventures adopting an imitation 
orientation would be able to mitigate the effect of dysfunctional 
competition by reducing the profits that the competitors can accrue by 
copying their products. Thus, we suggest that, in conditions of high 
dysfunctional competition, new ventures will be able to attain higher 
new product performance by mimicking other firms to develop new 
products. Accordingly, we propose that: 

H3b. Dysfunctional competition moderates the strength of the rela-
tionship between imitation orientation and new product performance, 
such that the relationship is stronger under high dysfunctional 
competition. 

3. Method 

3.1. Study setting: Ghana 

To test the hypotheses of the study, data were collected from chief 
executive officers (CEOs) and chief finance officers/accountants of 
manufacturing companies in Ghana. The questionnaire was designed in 
English, as it is the official language in Ghana. We focused on the 
Ghanaian manufacturing sector because this has been a major focus of 
the Ghanaian government to diversify its economy (World Bank, 2019). 
Ghana has championed contemporary market and industrial reforms in 
terms of privatization, deregulation, and liberalization to ease regula-
tory and political restrictions on businesses (Amankwah-Amoah et al., 
2018; Amankwah-Amoah et al., 2018). Consequently, these reforms 
have helped to cultivate an atmosphere for the development of the 
manufacturing sector. Although Ghana’s economy has attained many 
successes in recent years, it exhibits the characteristics of an emerging 
economy such as a weak institutional environment, weak legal 
enforcement system, poor financial credit availability, and limited 
market intermediaries such as venture capitalists (Ahsan et al., 2021). 
Estimates from the Ghana Statistical Service indicate that about 80% of 
the Ghanaian population works in the informal sector (Koto, 2015), and 
this can be considered a BOP sector of the economy (London et al., 
2014). Thus, the BOP sector is an important source of household income 
for Ghanaians who cannot find employment in the formal economy 
(Decker and Obeng Dankwah, 2022). Furthermore, although the eco-
nomic conditions in Ghana have improved over the years, a significant 
number of Ghanians still live under conditions of poverty.2 

3.2. Sample and data collection 

The sample consisted of 1100 new ventures derived from the Ghana 
Revenue Authority database. The Ghana Revenue Authority is a Gha-
naian government agency responsible for revenue collection. The firms 
in our sample are primarily business-to-consumer ventures that sell their 
products to local consumers (that is, they are nonexporting ventures). 
The questionnaires were designed such that CEOs provided information 
on BOP orientation, imitation orientation, competitive intensity, 
dysfunctional competition, and the control variables in wave 1, while 
the information on new product performance was provided by chief 
finance officers/accountants in wave 2. Due to the challenges of gath-
ering data in such a developing country (Hoskisson et al., 2000), each 
wave/stage of data collection took approximately two months. To elicit 
participation in the study, letters were sent to the CEOs of each of the 
1100 new ventures. The letter explained the purpose of the study and 

asked for their participation in the study. The letter requested that the 
respondents identify themselves only by their position in the company 
rather than by name. The data were collected by going door to door with 
a questionnaire in person. In the first wave, 567 responses were 
received. After discounting missing values, we obtained 561 useable 
responses, representing a response rate of 51% in wave 1. To gain 
confidence in the data, we investigated informant competency by 
capturing issues such as knowledge about firm resources, information 
accuracy, and confidence in providing answers to the survey questions 
(Morgan et al., 2004). We obtained a mean score of 5.75 (S.D. = 0.79) 
for knowledge competency, 5.24 (S.D. = 0.68) for response accuracy, 
and 4.10 (S.D. = 1.31) for confidence in responding to questions. 

In wave 2, finance managers/chief accountants of the 561 ventures 
were contacted in person to capture new product performance measures. 
We used this approach due to common method variance (CMV) issues 
associated with cross-sectional design and to attenuate the respondents’ 
ability and motivation to use responses to prior questions for subsequent 
responses (Chang et al., 2010; Podsakoff et al., 2003). Out of the 561 
ventures, 513 responded to the performance questionnaire. Subse-
quently, we dropped eight ventures after the wave 2 because a further 
verification found that the CEOs of these firms were also the finance 
directors, or some values were missing. Hence, 505 useable responses 
across wave 1 and wave 2 were used for the analysis. This represents an 
effective response rate of 45.90% (i.e., [505/1100] x 100). 

On average the firms employed five full-time employees, had been in 
existence for seven years, and had an average annual turnover of US 
$641,930. The average R&D expenditure as a percentage of total annual 
sales was 8%. The sampled firms are growth oriented as they reported a 
high average annual sales growth rate of 11.13% and profit growth of 
8.69%. Specific manufacturing industries the firms represented are food, 
beverage, and tobacco products (8%); textile, leather, clothing, and 
footwear (6%); wood and paper products (10%); printing (11%); pe-
troleum, chemical, polymer, and rubber products (23%); nonmetallic 
mineral products (25%); metal products (11%); transport machinery 
and equipment (4%); and furniture and other manufacturing (2%). 

3.3. Measures 

In line with the literature, all the multi-item measures were captured 
using established measures on a seven-point Likert scale. 

BOP orientation. We measured BOP orientation with six items from 
Zhu et al. (2019). The respondents were asked to respond in a way that 
reflected their firms’ orchestrated efforts to develop a better under-
standing of the BOP market features, characteristics, and needs of its 
consumers, and products/services that can potentially fulfill the needs of 
the customers. 

Imitation orientation. Imitating other firms allows the focal firm to 
understand and gain insights from pioneering firms in the industry. By 
learning from others, firms are able to refine existing products and 
reduce the cost of production (Wu et al., 2019). In line with Lee and 
Tang (2018), we conceptualized imitation orientation capability as the 
extent to which a firm mimics the actions of competitors. 

Competitive intensity. We measured competitive intensity with four 
items from Jaworski and Kohli (1993). This measure is indicative of the 
perceived level of competition in an industry. 

Dysfunctional competition. We measured dysfunctional competition 
(also referred to as legal inefficiency) by using three items from Li and 
Atuahene-Gima (2001). These items measure the degree of competitive 
behaviors that are opportunistic, unfair, or even unlawful practices over 
the last three years. 

New product performance. Previous studies have often used subjective 
performance as key new product performance indicators (Atuahene--
Gima et al., 2005). Similarly, we use subjective performance data 
because it is difficult to collect objective financial information from new 
ventures, especially in developing countries (Hoskisson et al., 2000; 
Malik and Kotabe, 2009). In addition, some researchers have argued that 

2 https://www.macrotrends.net/countries/GHA/ghana/poverty-rate; https 
://www.statista.com/statistics/1222084/international-poverty-rate-in-ghana/; 
https://www.gh.undp.org/content/ghana/en/home/presscenter/pressrelease 
s/2020/new-data-looking-at-poverty-in-different-dimensions-in-ghana-sho.ht 
ml. 
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small firms’ financial data are often unreliable and subject to managerial 
manipulation for tax avoidance (Dess and Robinson, 1984). Thus, we 
measured new product performance with five items by asking finance 
managers/chief accountants to evaluate their companies’ imitated 
product revenues, growth in revenues from new imitated products, 
profitability of new imitated products, growth in profitability of new 
imitated products, and growth in sales of new imitated products. These 
evaluations were compared with the company’s business objectives on 
imitated products. Each item was measured on a seven-point scale with 
anchors (1 = below average to 7 = above average). 

Control variables. Several control variables were added to account for 
their influence on our research model (Atuahene-Gima et al., 2005). 
These were firm age, firm size, prior growth, firm innovativeness, 
gender, industry type, education, and R&D expenditure. To measure the 
firm size, we used the total number of full-time employees, whereas for 
firm age we utilized the number of years since the firm was established. 
The prior growth was assessed by averaging revenue and the employ-
ment growth rate for three years before the survey data collection, and 
these were standardized and summed (Baum and Locke, 2004). Given 
that firm innovativeness influences new product performance in devel-
oping economies (Story et al., 2015), we controlled for this variable. 
Firm innovativeness was measured with a three-item scale developed by 
Miller (1983) and Covin and Slevin (1989) (“1” = “strongly disagree” 
and “7” = “strongly agree”). The firm innovativeness measure taps 
CEOs’ assessments of the firm’s level of innovation activity relative to 
competitors. 

We used nine manufacturing industry qualifications as control var-
iables (Karami and Tang, 2019): (1) food, beverage, and tobacco prod-
ucts; (2) textile, leather, clothing, and footwear; (3) wood and paper 
products; (4) printing; (5) petroleum, chemical, polymer, and rubber 
products; (6) nonmetallic mineral products; (7) metal products; (8) 
transport machinery and equipment; and (9) furniture and other 
manufacturing. To meet this stated objective, we then categorized these 
groupings into high- or low-technology industries based on R&D 
expenditure scores and the percentage of knowledge workers in each 
industry (Karami and Tang, 2019). These classifications were applied 
because firms operating in high-technology industries are more likely to 
perform better than firms in low-technology industries (Covin et al., 
1990; Thornhill, 2006). Petroleum, chemical, polymer, and rubber 
products; nonmetallic mineral products; and metal products industries 
were classified as “high-technology industry,” and this was coded as “0”. 
The rest of the industries were considered as “low-technology industry,” 
and this was coded as “1”. Gender was coded as “0” = male and “1” =
female. CEO/founder education was measured by asking the re-
spondents to record their highest educational attainment. This was 
coded as 1 = high school, 2 = bachelor’s degree, 3 = master’s degree, or 
4 = doctoral degree. Finally, we controlled R&D investments by taking a 
percentage of total sales between 2016 and 2019. This approach to 
measuring R&D expenditure is well established in the innovation liter-
ature (e.g., Adomako et al., 2021; Sciascia et al., 2015). 

4. Analyses 

4.1. Common method variance, validity, and reliability tests 

Although data were collected from multiple sources that effectively 
attenuate potential CMV, additional tests were performed. First, the test 
recommended by Lindell and &Whitney (2001) was used by choosing a 
marker variable that is not conceptually related to any of the model 
variables. Accordingly, we used “I am always optimistic about my 
future” as a marker variable. This item measures optimism. The corre-
lation between the marker variable item and new product performance 
(r = − 0.04; p > .10) was nonsignificant. Additionally, correlations be-
tween the marker variable item and constructs in the research model 
ranged from -.01 to 0.04. This indicates that CMV does not substantially 
influence the relationships between the constructs. 

Second, we followed Cote and Buckley (1987) and estimated three 
competing models: method, trait, and method–method models 
(Table 2). Under the method model (Model 1), we allowed all the in-
dicators to load on a single latent factor. Model 2 involved the estima-
tion of a trait-only model. In this model, we allowed each indicator to 
load on its respective latent factor. Finally, in Model 3 we combined the 
method and trait models in one model. In this model, we established a 
single factor to link the indicators in the second model. Next, we 
compared all three models to establish whether CMV influenced our 
data. The results show that the second model and third model performed 
better than the first model. Moreover, the third model was not materially 
superior to the second model. Overall, we are confident in concluding 
that CMV does not substantially influence the findings reported in this 
study. 

The reliability and validity of the constructs were assessed in 
confirmatory factor analysis (CFA) using LISREL 8.71. The coefficient 
alphas and composite reliability for the first order constructs are re-
ported in Appendix 1. Discriminant validity of the constructs was 
established; the average variance extracted (AVE) for each construct was 
larger than the shared variances (i.e., squared correlations) of each pair 
of constructs (Fornell and Larcker, 1981). In addition, various models, 
ranging from seven factors to one factor (seven factors combined to one 
variable) were performed. Table 3 reports the fit indices for the CFA 
models. The results of the CFA show that the full seven-factor model is 
substantially better than the one-factor model (Thompson, 2004). 

4.2. Empirical results 

The descriptive statistics and correlations of the key variables are 
presented in Table 4. We also assessed normality using a Kolmogor-
ov–Smirnov test (Massey, 1951). The result of our normality test sup-
ports the assumption of univariate normality. In addition, we used the 
White test (White, 1980) to show that our data do not suffer from het-
eroskedasticity. Before performing the regression, all the variables 
involved in the interaction were mean centered in order to prevent the 
potential multicollinearity associated with testing moderating hypoth-
eses (Aiken and West, 1991). The largest variance inflation factor (VIF) 
was 3.12, which is below the suggested threshold value of 10 (Neter 
et al., 1996), suggesting that multicollinearity is not a major concern in 
our data. Hierarchical regression was used to test the hypotheses. 

Table 5 presents the regression results. Imitation orientation is the 
dependent variable in Models 1–3. Model 1 tests the control variables, 
and the results show that prior growth (β = 0.14, p < .05) and firm 
innovativeness (β = -.04, p > .10) have no significant effect on imitation 
orientation. In Model 2, we added BOP orientation, and it has a signif-
icant positive influence on imitation orientation (β = .20, p < .01). This 
finding provides support for Hypothesis 1. Two moderators (competitive 
intensity and dysfunctional competition) are added in Model 3, and the 
influence of BOP orientation on imitation orientation was still signifi-
cant (β = .19, p < .01). 

The dependent variable in Models 4–8 is new product performance. 
The results in Models 4–8 test the mediating hypothesis. Based on Baron 
and Kenny’s (1986) approach, mediation is established when three 
major conditions are met: (1) the independent variable significantly 
predicts the dependent variable; (2) the independent variable signifi-
cantly influences the mediation variable; and (3) the simultaneous in-
clusion of the independent and the mediating variables in the regression 
equation allows the mediating variable to account for a significant 
variation in the dependent variable, and the influence of the indepen-
dent variable on the dependent variable is reduced or eliminated. 

First, as discussed in Model 2, the relationship between BOP orien-
tation and the mediating variable (imitation orientation) was positive 
and significant (β = .20, p < .01). Second, the results in Model 5 show 
that BOP orientation positively relates to new product performance (β =
.14, p < .05). Third, the results in Model 7 show that the influence of 
BOP orientation on new product performance becomes nonsignificant 
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(β = .03, p > .10) when the independent and the mediating variables are 
introduced simultaneously in the regression equation. These results 
suggest that imitation orientation mediates BOP orientation and new 
product performance. Thus, Hypothesis 2 is supported. 

Model 8 tests the moderating hypothesis. Accordingly, we added the 

interaction terms between imitation orientation and competitive in-
tensity (H3a) and dysfunctional competition (H3b). The interaction 
term between imitation orientation and competitive intensity is positive 
for new product performance (β = -.21, p < .01). This supports Hy-
pothesis 3a. In addition, the interaction term for dysfunctional compe-
tition and imitation orientation is positive for new product performance 
(β = 0.42, p < .01), suggesting that dysfunctional competition positively 
moderates the relationship between imitation orientation and new 
product performance. Thus, Hypothesis 3b was supported. To facilitate 
interpretation of the interactions, we followed the procedure suggested 
by Cohen et al. (2003) and plotted the interactions at ±1 S.D. Fig. 2 
depicts the stronger negative relationship between imitation orientation 
and new product performance when competitive intensity is high (vs. 

Table 2 
Common method variance nested models.  

Model χ2 Df χ2/df RMSEA CFI NNFI GFI AGFI NFI SRMSR 

M1: Method 1021.09*** 856 1.19 .17 .34 .34 .64 .24 .59 .13 
M2: Trait 1179.32*** 769 1.53 .04 .93 .91 .90 .95 .93 .07 
M3: Trait-method 1208.18*** 821 1.47 .06 .96 .95 .93 .94 .94 .06 

Note: ***p < .001; RMSEA = root mean square error of approximation; CFI = comparative fit index; NNFI = non-normed fit index; GFI = goodness of fit index; AGFI =
parsimony goodness of fit index; NFI = normed fit index; SRMSR = standardized root mean-square error. 

Table 3 
Results of confirmatory factor analysis.   

χ2/df CFI NNFI RMSEA SRMR 

Recommended values ≤3 ≥.9 ≥.9 ≤.08 ≤.08 
Full model CFA 1.4 .95 .95 .06 .07 
One-factor model CFA 2.5 .60 .70 .011 .18  

Table 4 
Descriptive statistics and correlations.   

Variables Mean S.D. 1 2 3 4 5 6 7 8 9 10 11 12 

1. Firm size 5.30 .98             
2. Firm age 6.84 1.30 − .04            
3. Prior venture growth 7.35 12.84 − .07 − .11           
4. Industry dummy .59 .48 .03 − .03 − .06          
5. Gender .85 .38 .00 .03 .00 .01         
6. Education 2.95 1.21 .01 .00 .06 .04 .02        
7. Firm innovativeness 3.12 1.63 .01 − .03 .12 .19** .01 .13*       
8. R&D expenditure 0.08 2.39 .14* .03 .11 − .05 − .02 .02 .14*      
9. BOP orientation 4.07 .68 .17* − .07 .22** .15* .04 .04 .05 .11     
10. Imitation orientation 4.01 .60 − .09 − .13* .15* .09 .02 .07 − .05 − .12 .25**    
11. Competitive intensity 4.22 1.31 − .04 − .05 .05 .02 − .01 − .04 .19** .15* − .05 − .09   
12. Dysfunctional competition 5.15 1.09 − .10 − .09 .19** .07 − .04 .02 .26** .13* .33** .28** .07  
13. New product performance 4.73 1.13 − .04 − .08 .14* .04 .03 .03 .05 .20** .14* .19** − .12 .07 

N = 505; *p ˂ 0.05; **p ˂ 0.01 (2-tailed test); S.D. = Standard Deviation. 

Table 5 
Regression results (N = 505).  

Control variables Models 1–3: Imitation orientation Models 4–8: New product performance 

Model 1 Model 2 Model 3 Model 4 Model 5 Model 6 Model 7 Model 8 

Firm size (employees) − .08a − .05 − .06 − .05 − .07a − .06 − .06 − .05 
Firm age − .09a − .06 − .05 − .05 − .10a − .07a − .06 − .06 
Prior venture growth .14** .12a .11a .12a .11a .10a .10a .09a 

Industry .04 .05 .04 .04 .04 .04 .03 .03 
Gender .05 .04 .05 .03 .03 .03 .02 .03 
Education .04 .07a .05 .05 .05 .06 .04 .05 
Firm innovativeness − .04 − .03 − .03 .05 .04 .04 .04 .03 
R&D expenditure − .10a − .09a − .08a − .08a .14** .14** .13** .12a 

Independent variable 
BOP orientation  .20*** .19***  .14** .13** .03 .11a 

Moderators 
Competitive intensity (CI)   − .11a   − .11a − .12a − .10a 

Dysfunctional competition (DC)   .20***   .08a .08a .09a 

Mediator 
Imitation orientation (IO)       .25*** .23*** 
IO a CI        − .21*** 
IOa DC        .42*** 
Model fit statistics 
F-value 2.65** 4.69*** 5.79*** 1.98a 2.82** 2.87** 5.58*** 8.39*** 
R2 .13 .15 .19 .12 .16 .19 .22 .28 
ΔR2  .02 .04 – .04 .03 .03 .06 
Largest VIF 1.44 2.63 1.22 1.73 1.89 2.68 3.12 3.05  

a p < .10.; **p < .05; ***p < .01; standardized coefficients are shown. 
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low competitive intensity). This further supports Hypothesis 3a. Further, 
Fig. 3 shows the stronger positive relationship between imitation 
orientation and new product performance in highly dysfunctional 
competitive environments (vs. lower dysfunctional competitive 
environments). 

Additionally, the approach suggested by Hayes and Preacher (2010) 
was used to test the significance of the indirect effect. Accordingly, the 
Sobel test and bootstrapping (Table 6) methods were applied. We found 
a significant indirect effect (Sobel z = 2.01, p = .05). The result of the 
Sobel test was confirmed utilizing the bootstrapping method. This was 
done by performing a 95%-corrected confidence interval (CI). We found 
that the bias-corrected CI was between 0.02 and 0.11, which did not 
include any zero values in the CI. Thus, we concluded that the hypoth-
esized indirect effect was different from zero. This result provides sup-
port for H2. 

To investigate further how the indirect effects are different with re-
gard to the moderators (competitive intensity and dysfunctional 
competition), the bootstrapping approach was used. The indirect effect 
was quantified at low (-1S.D.), mean, and high (+1S.D.) levels of the 
moderators (Preacher et al., 2007). Specifically, we investigated the 
conditional indirect effect of BOP orientation (via imitation orientation) 
at values of the moderators using the PROCESS macro (cf. Preacher 
et al., 2007). The results of the indirect effects at values of competitive 
intensity and dysfunctional competition are presented in Table 7. In 
addition, Table 7 provides 95% confidence intervals for the indirect 
effects. As shown in Table 7, the indirect effect of BOP orientation on 
new product performance via imitation orientation was conditional on 
competitive intensity and dysfunctional competition. In addition, we 
found that the indirect effect was stronger (− .05) and significant at a low 
level of competitive intensity (CI ranging from -.03 to -.15) but was 
weaker (0.00) and insignificant at a high level of competitive intensity 
(CI ranging from -.02 to 0.07). This result provides support for H3a. In 
addition, using dysfunctional competition as moderator, we found that 
the indirect effect was not significant (-.00) at low levels of dysfunc-
tional competition (CI from -.02 to 0.05) but was significant (0.06) at 
high levels of dysfunctional competition (CI from 0.04 to 0.15). There-
fore, H3b was supported. 

5. Discussion and implications 

In this study, we contended that BOP orientation adopted by new 
ventures in an emerging country would have a significant influence on 
new product performance via imitation orientation. We also proposed 
two moderators (competitive intensity and dysfunctional competition) 
as crucial boundary conditions on the imitation orientation–new prod-
uct performance relationship. The study employed data from 505 Gha-
naian new ventures to test the hypothesized relationships and found 
empirical support. Specifically, we found that BOP orientation positively 
influences imitation orientation, and imitation orientation mediates the 

relationship between BOP orientation and new product performance, 
suggesting that BOP orientation can enhance new product performance 
via imitation orientation. These observations are critical for the wider 
scholarly discourse on the role of businesses in poverty alleviation 
(Dembek et al., 2020). These findings indicate that for firms targeting 
BOP consumers, it is important to mimic rival firms in order to enhance 
new product performance. In contrast to “top-of-the-pyramid” con-
sumers (London and Hart, 2004), BOP consumers have low income and 
are acutely price sensitive, which forces firms to compete on price rather 
than quality (Zhu et al., 2019). 

The study further revealed that competitive intensity has a negative 
moderating effect on the relationship between imitation orientation and 
new product performance, and dysfunctional competition positively 
moderates the effects of imitation orientation on new product perfor-
mance. This complements prior literature that has emphasized the ef-
fects of an industry’s competitive climate on firm outcomes (Liu and 
Atuahene-Gima, 2018; Tsai and Hsu, 2014). Additionally, by proac-
tively targeting the BOP market, firms are better able to understand the 
requirements of BOP consumers as well as become part and parcel of 
inclusive development efforts that view the poor as current and future 
consumers. Such efforts also go a long way toward having social impact 
in terms of helping to alleviate poverty. Overall, our study has several 
implications for theory and practice, which we discuss in the sections 
that follow. 

5.1. Implications for research 

Our study provides an important theoretical implication for the BOP 
literature. In particular, because the BOP markets in developing and 
emerging countries are inherently becoming crucial to the global 
economy, researchers have called for studies to elucidate how new 
ventures could benefit from the opportunities in BOP markets (Morta-
zavi et al., 2020; Zhu et al., 2019). At the same time, scholars have called 
for a better understanding of how local ventures in developing/emerg-
ing economies can compete against their foreign counterparts in the BOP 
markets (Mortazavi et al., 2020; Prahalad, 2005). Our study is among 
the few to offer empirical evidence to explain the effects of BOP orien-
tation on imitation orientation in developing and emerging countries. 
Our findings show that BOP orientation positively influences imitation 
orientation. The finding sheds light on new ventures’ capability devel-
opment mechanisms (Liao, 2020; Luo et al., 2011), and this can drive 
imitation in BOP markets. For example, in developing/emerging coun-
tries where R&D capabilities and intellectual property protections are 
weak (Teubal, 1996), imitation orientation is considered a useful 
alternative to new product development (Malik and Kotabe, 2009). This 
approach helps firms to refine existing products and lower development 
costs (Liao, 2020). 

In addition, our study advances the understanding of the mediating 
role of imitation orientation in the BOP orientation–new product 

Fig. 2. Interaction on imitation orientation with competitive intensity on new product performance.  
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performance relationship (Ethiraj and Zhu, 2008; Malik and Kotabe, 
2009; Wu et al., 2019; Zhou, 2006). In particular, the finding shows that 
imitation orientation mediates the relationship between BOP orienta-
tion and new product performance. For example, previous research 
shows that imitation orientation influences the performance of 
emerging-market firms (Malik and Kotabe, 2009). Also, past studies 
have revealed that imitation orientation relates to new product perfor-
mance (Zhou, 2006) and productivity (Liao, 2020). By explaining the 
mechanism through which BOP orientation influences new product 
performance, we extend our understanding of the mediating role that 
imitation orientation plays in the relationship between BOP orientation 
and new product performance. 

Moreover, by responding to calls to integrate resources/capabilities, 
industry, and institutional-based views (Peng et al., 2008), our study 
shows that the potency of imitation orientation is bounded not only by 
knowledge resources but also by institutional and industry conditions. 
By doing so, we extend our understanding of the boundary conditions of 
imitation orientation. Though recent studies have examined the effect of 
imitation orientation on firm outcomes such as performance (Lee and 
Tang, 2018) and innovation (Wu et al., 2019), the conditions under 
which imitation orientation translates into product success remains 
unexamined. Specifically, competitive intensity is the industry force that 
influences the performance outcome of imitation orientation. Increasing 

competition generally motivates firms to innovate to differentiate from 
the competition (Aghion et al., 2001), as Bertrand competition will 
lower the new product performance. In such conditions, the market 
share is split among various competitors offering similar products at the 
same price (Bertrand, 1883), thereby limiting a firm’s ability to attain an 
advantage through economies of scale. Although it is likely that 
BOP-oriented firms would need to innovate to escape the adverse effects 
of competitive intensity, the characteristics of BOP consumers might 
constrain the type of innovations that firms pursue (Kolk et al., 2014). In 
particular, the affordability factor (Agnihotri, 2017) would limit the 
amount of capital the firms spend on product development to ensure that 
they can recoup their investments as well as keep the product affordable. 
In addition, dysfunctional competition serves as an institutional factor 
that affects the performance outcomes of imitation orientation. These 
findings extend our understanding of the moderating role of competitive 
intensity and dysfunctional competition in enhancing/attenuating the 
relationship between imitation orientation and new product perfor-
mance. Dysfunctional competition lowers firms’ incentives to pursue an 
innovation strategy, as the weak institutional environments in emerging 
countries provide little protection for firms against competitors’ illegal 
and unfair behaviors. As firms generally have limited strategic options in 
such environments (Gao et al., 2017; Meyer and Peng, 2016), it might be 
prudent for them to follow an imitation strategy in such environments. 

5.2. Implications for practice 

In addition to our theoretical contributions, this study offers useful 
recommendations for managers in emerging marke. The finding that 
BOP orientation positively relates to new product performance shows 
the importance of understanding BOP consumers to develop products 
that provide value to the target segment. Because the BOP market re-
mains strategic to small firms, effectively serving this segment could 
enhance the firm’s competitive advantage. Additionally, the outcome 
concerning how dysfunctional competition facilitates and inhibits the 
relationship between imitation orientation and new product perfor-
mance has crucial implications for new product development. The 
findings suggest that imitation orientation is likely to yield superior 
product performance in an emerging economy when the dysfunctional 
competition is greater. Accordingly, we recommend that managers and 
organizational leaders consider employing an imitation strategy when 
dysfunctional competition in the business environment is high. This is 
because, in a business environment characterized by dysfunctional 
competition, it would not be wise to engage in costly R&D activities to 
develop innovative products, as other firms could use unfair and un-
lawful practices to copy the products. In addition, the finding that 
competitive intensity negatively moderates the effect of imitation 
orientation on new product performance shows that SME managers need 
to not only sense and understand environmental factors but also to un-
derstand the limits of an imitation strategy in serving BOP consumers in 

Fig. 3. Interaction of imitation orientation with dysfunctional competition on new product performance.  

Table 6 
Indirect effect and significance using normal distribution.   

Value SE Z P 

Sobel .04 .03 2.01 .05 
Bootstrap results for indirect effect Effect SE LL 95% CI UL 95% CI  

.04 .03 .02 .11 

N = 505; Bootstrap sample size = 10,000; *p < .05; **p < .01. 

Table 7 
Findings of the moderated mediation for new product performance across levels 
of competitive intensity and dysfunctional competition.  

Moderators Level Profitability SE LL 
95% CI 

UL 
95% CI 

Conditional 
indirect effect 

Competitive 
intensity 

Low 
(− 1.06) 

− .05 .05 − .04 − .15 

High 
(1.06) 

.00 .02 − .02 .07 

Dysfunctional 
competition 

Low 
(− .96) 

− .00 .03 − .02 .05 

High 
(.96) 

.06 .03 .04 .15 

N = 505; CI = confidence interval; LL = lower level; UL = upper level; 10,000 
bootstrap sample size. 
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a highly competitive environment. This is critical given that each 
environment may have a different influence on the relationship between 
imitation orientation and new product performance. 

Although the reward for successfully developing and bringing 
innovative products to market is substantial, being a pioneer in the BOP 
market is considered risky and costly. Therefore, managers of firms 
operating in the BOP market should be cautious and not invest heavily in 
R&D to introduce unique products to the BOP market. Instead, they are 
better off turning to an imitation strategy to learn from competitors’ 
mistakes and improve product success (Lieberman and Asaba, 2006). 

6. Limitations and direction for future research 

As with any research study, our study is not with limitations. First, 
while our study provides useful insights on the relationships among BOP 
orientation, imitation orientation, and new product performance as well 
as the boundary conditions (competitive intensity and dysfunctional 
competition) in a developing market context, our study focuses on a 
single country, Ghana, which limits our ability to examine how various 
institutional and cultural factors impact the relationships. Our theoret-
ical model precludes us from investigating potential ways in which 
institutional and cultural factors, which are considered important 
drivers of managerial discretion, may have accounted for differences in 
new ventures’ BOP orientation, imitation orientation, and new product 
performance. For instance, to what extent do SME managers’ cultural 
orientations such as uncertainty avoidance and long-term orientation 
(Hofstede, 2001) influence their firms’ BOP and imitation orientations? 
Thus, it is recommended that future research explore the influence of 
various institutional and cultural factors on the BOP and imitation ori-
entations of developing-country new ventures. Such investigations 
could help provide a more nuanced understanding of the key relation-
ships that we examine in this study. 

In addition, technological capability is considered an important 
driver of innovation (Kusunoki, 1997; Zhou and Wu, 2010). However, it 
is not clear how a firm’s technological capability influences imitation 
orientation in the context of developing/emerging countries. Thus, we 
suggest that future research integrate a firm’s technological capability 
(Schoenecker and Swanson, 2002; Yiu et al., 2007; Zhou and Wu, 2010) 
into their analytical modelling to further extend our understanding of 
how technological capability interrelates with other factors to explain 
variations in imitation orientation. Specifically, future studies could 
extend the literature by highlighting which new ventures’ technological 
capability is more likely to moderate the imitation orientation–new 
product performance relationship. Furthermore, future research could 
extend our analysis to gain a deeper insight on when innovation orien-
tation might be better than imitation orientation to develop new prod-
ucts for BOP consumers. For instance, firms could adopt less formal 
innovation practices (Barros, 2015) to deliver superior value to BOP 
consumers (Kolk et al., 2014; London, 2020). 

Another limitation in our research model is that we did not 

investigate how resource availability influences the adoption of BOP 
orientation and imitation orientation. Most new ventures are resource 
constrained, more so in developing-country contexts, and this could 
affect the strategies they implement. Future studies should seek to 
explain the effect of resource availability on BOP and imitation orien-
tations in developing economies. Relatedly, we do not examine whether 
the firms in our sample target multiple market segments. For instance, 
for firms that do so, the BOP market segment might not be a priority for 
some of these firms. However, this is less likely to occur in our sample 
given the resource constraints new ventures in emerging markets face. 
That is, new ventures in emerging markets lack the resources to target 
multiple market segments. Indeed, Lee et al. (1999: 302) state that 
“given their resource limitations, new ventures should focus on select 
market niches.” Future research could extend our study by examining 
how the characteristics of entrepreneurs’ and firms’ affect strategic 
decisions (Adomako and Ahsan, 2022; Ahsan et al., 2022), including the 
target market segments and activities pursued. 

Our study also has some limitations pertaining to methodology. Due 
to privacy concerns, small and privately-owned firms are often hesitant 
to release their financial information. As such, we used subjective 
measures to capture new product performance. In view of this, there is a 
potential that the perceptual measures of new product performance 
from individual finance managers could be biased. Future studies should 
consider using objective data to measure new product performance. 
Furthermore, we sought to gather data from both the CEOs and the 
finance managers of the new ventures by adopting a multi-informant 
design (i.e., BOP orientation, imitation orientation, and new product 
performance was collected from different informants), which 
strengthens our confidence in alleviating CMV and avoiding inflated 
correlations in our study. However, the cross-sectional nature of our 
study constrains us from making causal claims from the findings. This 
limitation can be addressed if future studies obtain multiple data from 
the same sample over time in a longitudinal design. Such a design will 
help to improve confidence in inferring causality among BOP orienta-
tion, imitation orientation, and new product performance. 

7. Conclusions 

In this study we examined the relationships among BOP orientation, 
imitation orientation, and new product performance, and the moder-
ating effects of competitive intensity and dysfunctional competition on 
the relationship between imitation orientation and new product per-
formance. We found that imitation orientation mediates the relationship 
between BOP orientation and new product performance. In addition, we 
found that the effect of imitation orientation on new product perfor-
mance is strengthened when competitive intensity is low and when 
dysfunctional competition is high. We hope that the insights of our study 
motivate future researchers to further investigate the relationships 
among BOP orientation, firm strategies, and outcomes.  

Appendix 1 

Constructs, reliability, and validity   

Constructs and Measurement Loading (t- 
values) 

Cronbach’s 
α 

CR AVE 

BOP orientation (Zhu et al., 2019)  .91 .92 .67 
In the past three years, our firm has endeavored to explore market opportunities in the BOP market such as develop new products 

and formulate business strategies to serve this market. 
.79(1.00)    

In the past three years, our firm has invested in uncovering the BOP consumer characteristics. .75(10.58)    
In the past three years, our firm has thoroughly considered the needs of BOP consumers in serving this segment. .90(14.69)    
In the past three years, our firm has thoroughly considered BOP consumer product usage context in serving this segment. .83(12.11)    

(continued on next page) 
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(continued ) 

Constructs and Measurement Loading (t- 
values) 

Cronbach’s 
α 

CR AVE 

In the past three years, our firm has thoroughly considered BOP consumer affordability in serving this segment. .78(11.42)    
In the past three years, our firm has thoroughly considered BOP consumers’ education level to understand product-related 

information in serving this segment. 
.85(13.89)    

Imitation orientation (Lee and Tang, 2018)  .93 .94 .80 
We frequently follow the strategic moves of our major competitors. .80(1.00)    
We prefer to enter the market after our competitors. .94(26.12)    
We emphasize the value of mimicking competitors. .93(24.29)    
We consider ourselves a challenger rather than an innovator. .92(23.11)    
Dysfunctional competition (Li and Atuahene-Gima, 2001)  .87 .88 .72 
In the past three years, unlawful competitive practices, such as illegal copying of new products, have increased in our industry. .86(1.00)    
In the past three years, counterfeiting of products and trademarks was commonly found in our industry. .89(14.69)    
In the past three years, unfair competitive practices have increased in our industry. .78(11.26)    
Firm innovativeness (Covin and Slevin, 1989; Miller, 1983)  .85 .86 .67 
In our firm, we have a strong emphasis on R&D, technological leadership, and innovations. .78(1.00)    
In our firm, changes in product or service lines have usually been quite dramatic to achieve competitive advantage. .88(12.61)    
In this firm, one of the main goals is to launch many new lines of products/services in the next three years. .80(10.73)    
Competitive intensity (Jaworski and Kohli, 1993)  .89 .91 .73 
Price competition was a hallmark of our industry. .78(1.00)    
Any action that a company took, others made a response swiftly. .89(18.58)    
One heard of a new competitive move almost every day. .84(12.60)    
Competition in our industry was cut-throat. .91(20.29)    
New product performance (Atuahene-Gima, Slater, and Olson, 2005)  .89 .90 .64 
Revenues from new products compared with business objectives. .78(1.00)    
Growth in revenues from new products compared with business objectives. .90(18.04)    
Profitability of new products compared with your business objectives. .77(12.46)    
Growth in profitability of new products compared with business objectives. .80(14.66)    
Growth in sales of new products compared with business objectives. .76(11.76)    

CR = composite reliability; AVE = average variance extracted. 
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