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ABSTRACT

AN EMPIRICAL INVESTIGATION OF THE LATENT

AND AFFECTIVE STAGES OF THE CONFLICT PROCESS

IN CHANNELS OF DISTRIBUTION

By

Daniel C. Bello

The dissertation investigated the nature of the conflict

process occurring among members of a distribution channel. A

model of the conflict process was developed by integrating

prior theoretical and empirical work in the conflict and

attitude areas. The model's scope included the latent and

affective stages of conflict.

The latent stage was represented by variables thought

to cause conflict among social entities. Incompatible goals,

domains, and perceptions of the parties comprised the latent

preconditions to a conflict relationship.

Representing the affective stage was Fishbein's two

component compensatory multiattribute attitude model. In

his model, overall affect toward an object is a function of

a respondent's beliefs about the object and his evaluative

responses associated with those beliefs.

By integrating the variables comprising the latent

stage with the attitude model representing the affective stage,

an integrative model serving as the basis for the dissertation

research was developed. The central issue investigated was

the nature of the mechanism whereby the latent variables lead



 

 

Daniel C. Bello

to the affective stage of conflict. The question arises as

to whether a channel member's goals, domains, and perceptions

lead to affective conflict toward another member by influenc-

ing the belief component or the evaluation component of

attitude.

In order to determine which attitude component is a

mediator between the conflict stages an empirical test was

performedijlthe distribution channel for new automobiles.

A measure of the intensity of affective conflict held by

Ford dealers in the state of Michigan toward Ford Motor

Company was obtained. Additional measures were obtained from

the dealers for the other variables in the model including

goals, domains, perceptions, beliefs, and evaluations.

The data collection procedures included telephone pre-

notification and a three page mail questionnaire. A cover

letter further explaining the academic nature of the project

and containing the endorsement of the Michigan Automobile

Dealers Association was sent to the dealers along with the

questionnaire. These procedures resulted in usable responses

from sixty—seven percent of the Ford dealers in Michigan.

The principle findings were, 1.) the latent variables

were associated with the intensity of affective conflict,

2.) evidence was found for the mediating role beliefs play

in linking the latent and affective stages, 3.) the evalua—

tion component did not serve as a mediator in the conflict

process.
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The limitations of the research were, 1) the results may

not be generalizable beyond the particular channel system

examined, 2.) the field research approach did not allow for

the control of all variables influencing the conflict process,

3.) the statistical analysis utilized measured the degree of

association among variables but did not imply causation.

The final section of the dissertation examined the pos-

sible managerial implications of the integrative model.

Specifically, the section discussed the potential uses of

the model for establishing criteria for the selection of

conflict reduction strategies.
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CHAPTER I

INTRODUCTION

Historically, channels of distribution have been primar—

1 However, channel systemsily analyzed as economic entities.

are more than a series of markets and a full understanding

cannot be obtained by focusing solely on economic exchanges

between channel members. Increasingly, channel researchers

are viewing channels from an overall social system perspective,

treating economic relationships as one important subsystem.2

Such a perspective focuses analysis on additional social and

behavioral variables critical to the functioning of distribu—

tion channels. Of particular interest is the role conflict

plays in distribution systems.

Although it would appear that channel members, sharing

a common fate in system survival and growth, would benefit

through cooperation, conflict often does occur. In fact,

Rosenberg and Stern note, ”The process of conflict, however,

is pervasive and inherent in channel systems characterized by

behavioral interdependence for mutual ends.”3

The variables creating the latent or underlying condi—

tions for conflict and the manner in which the later affective

and behavioral stages of conflict find expression have been

treated by previous researchers and will be reviewed in the

l
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next chapter. However, questions remain as to the mechanisms

that contribute to conflict's pervasive and inherent nature.

In the following discussion of the dissertation's objectives,

the purpose of this research in terms of these unaddressed

issues will be specified.

Research Objectives
 

The dissertation will attempt to accomplish the following

three interrelated objectives:

1. Analyze evidence for a theoretical link between

hypothesized latent conflict variables and a

later stage of conflict.

2. Investigate the mediating mechanism between the

latent and affective stages of channel conflict.

3. Illustrate the managerial implications of estab-

lishing criteria based on the mediating mechanism

for evaluating conflict reduction strategies.

The first goal represents a contribution to distribution

channel research by empirically demonstrating the relationship

between variables posited to cause conflict and a measure of

affect toward other channel participants. As discussed in

the Latent Conflict section of Chapter II, theorists have
 

hypothesized a variety of antecedent conditions underyling

the channel conflict process. Of particular interest is the

typology of conflict causes developed by Stern and Heskett.4

The authors conceptualize incompatible goals, domain defini—

tions, and perceptions as the fundamental preconditions for

the conflict state between members of distribution channels.

Empirical evidence provided by Rosenberg demonstrated these
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three variables tend to vary for different structural levels

of the channel and are somewhat related to satisfaction with

reciprocal channel member performance.5 However, the linkage

between the hypothesized conflict causes and the degree of

affective conflict held toward another channel participant

remains largely untested. In addressing the first objective

the dissertation research will explicitly test the degree of

association between the latent variables and an attitudinal

measure reflecting the felt stage of conflict.

The second dissertation goal is an attempt to move chan-

nel research beyond descriptions of relationships between con—

flict stvges and focus on the mechanisms linking the stages.

By investigating the nature of the impact latent variables

have on a later stage of conflict, the research will address

the manner in which the conflict process develops from the

underlying covert phase to expressed overt conflict. Speci—

fically, the analysis will attempt to determine which component

of a social psychological model of the attitude construct is

systemically related to Stern and Heskett's typology of con—

flict causes. By identifying which attitude component is in—

fluenced by the latent variables, an improved understanding

of the mediating mechanism between the latent and affective

stage of conflict can be gained. Because the model has not

previously been applied in a channel conflict context, its

advantages and theoretical justification are discussed in the

Attitude Models section of Chapter II.
 

The third goal of the research is to illustrate the
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managerial relevance of identifying which attitudinal compo-

nent is influenced by the latent variables. Although manage—

ment has a variety of conflict reduction strategies available,

theoretically based criteria for strategy selection is notably

absent. The accomplishment of the dissertation's first and

second objectives provide a basis for specifying criteria use—

ful to management in evaluating various techniques for reducing

the level of conflict in channel relations. As investigated

under the project's first objective, the overt conflict manage—

ment observes in other channel participants is hypothesized to

be associated with the latent conflict variables. Therefore,

any conflict reduction strategy must address the latent condi—

tions that underly the conflict. Failure to consider the

causal variables may lead to a state of chronic conflict be-

tween the parties since managerial maneuverings are likely to

focus merely on the symptoms and not the cause of the channel

antagonisms.

Unfortunately, even a management cognizant of the under-

lying causal conditions may lack sufficient information to

effectively evaluate the appropriateness of conflict reduction

strategies. For as analyzed under the dissertation's second

objective, the latent variables may impact felt conflict

through either of the components comprising the attitude

construct. Since the particular attitude component influenced

may vary for different situations, management's criteria for

evaluating conflict reduction techniques should explicitly

include this dimension. Ignorance of the mechanism linking
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the latent to later conflict stages could result in insuffi—

cient criteria for strategy evaluation.

Justification for the Study
 

The term conflict is derived from the Latin confligere

meaning to strike together or to clash. However, as Alderson,

Mallen, and other marketing writers stress, channel systems

function best under conditions of sustained cooperation rather

than when the objectives and activities of participants clash

and members fail to work together as an integrated system.6

Yet as Rosenberg observes, conflict is a fundamental process

of channels and should be studied carefully:7

Because conflict is an inherent condition

of channel systems and can disrupt performance

organizations in a given channel need to under—

stand what conflict is and know how to deal

effectively with it.

The justification for the current research rests on the

need to better understand the functioning of the conflict pro-

cess in distribution channels so that management can effec-

tively develop strategies to manage it. This need guided not

only the specification of the research objectives but also

the development of the research strategy required for their

accomplishment.

As discussed hithe literature review contained in the

following chapter, the three specific research objectives are

based on viewing a channel as a social system. The social

system's perspective recognizes the inherent interdependency
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of channel participants leads to a variety of social and be—

havioral interactions. Although such relationships were

largely ignored by the earlier economic studies of distribu—

tion channels, these social system variables have the poten—

tial for dysfunctional effects on a channel's performance.

However, the effect these variables have on performance and

their cumulative impact on each other is complex and not well

understood.

In View of these considerations, the current research

program was designed and executed to contribute to the know—

ledge of the channel conflict process available to market—

ing scholars and practitioners.

Scope of the Study
 

As indicated in the discussion of the dissertation's

objectives, the thrust of the research is theoretical. The

rationale for the project is to develop and empirically test

fundamental channel relations having significance for the

management of distribution channels. In order to accomplish

this the nature of the channel and conflict constructs under

investigation must be determined.

As noted by Bucklin, consumers are excluded from the do-

main of the commercial channel; consequently, the study will

focus on the relationships between business organizations in

the channel setting.8 Since these organizations comprising

the channel specialize in performing functions, there exists
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a degree of operational interdependence among the channel

firms. As discussed in the Social Systems section of Chapter
 

II, the higher the degree of interdependency the greater the

tendency for conflictual relations among firms. Therefore,

the channel selected for analysis should reflect a high degree

of functional dependency among organizational participants.

In addition, member firms should have a high stake in the

particular channel system and to its product—market commitment.

Without a sufficiently high stake in the channel's operations

a firm might leave the system when a conflict situation deve-

lops, thus eliminating the opportunity to study the conflict

phenomena.

Since the degree to which relations among firms are struc—

tured can range from the formal patterns existing in corporate

channels to the loose, ephemeral patterns existing in some

traditional systems, the channel selected should contain a

balance between interdependency and stake in the system with

each firm's ability to pursue its own objectives. While mana-

gers in a corporate channel are employees of the same organi—

zation and those in an unstable, fragmented channel may lack

stake and interdependence, administered and franchise systems

on the other hand, may provide an adequate balance between

autonomy and commitment necessary for conflict to exist.

Consequently, the dissertation will examine the conflict

phenomena for a franchise distribution system. Research on

the relationship of channel type to conflict intensity indi—

cates a franchise system is a representative vehicle for the
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study of the conflict construct. Conclusions from Kelley and

Peters empirical study of various types of channel systems

indicate channels representing contractual and independent

system categories had about the same level of conflict inten—

9 In addition, Assael and Lusch have used franchisesity.

systems to investigate conflict and other behavioral dimen—

sions of distribution channels.10

Besides delineating the scope of the channel investigated,

the nature of the conflict phenomena under consideration must

be specified. The range of topics discussed in connection

with the conflict construct is wide and often includes ante-

cedent conditions, phases, economic and behavioral outcomes,

and resolution strategies. Given the dissertation's objec—

tives, the study will focus primarily on the relationship of

the antecedent conditions to selected conflict phases. In

particular, cognitive and affective phases of conflict will

be stressed. Considering the complexities involved in these

variables and the resource limitations of the project, neither

the behavioral dimensions nor modes of conflict resolution

will be explicitly treated. In this connection, it should be

stressed the third objective of the project involves illustrat—

ing the importance of establishing criteria for evaluating

conflict reduction strategies. The objective involves the

specification of a hitherto unaddressed set of theoretically

based criteria for the evaluation of techniques used by manage—

ment to reduce channel antagonisms. Application and empirical

verification of such criteria to the myriad of conflict
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reduction methodologies available is beyond the scope of the

present study. The tOpic is taken up again in the final

chapter's section on Implications for Future Research. Beyond
 

the dictates of proper scientific process requiring that

empirical development and verification occur on separate sam—

pling units, the accomplishment of the dissertation's primary

objectives require the scope of the conflict process consid-

ered be delimited.

As a final comment on the scope of the study, several

limitations inherent in the project should be stated. Since

empirical verification of the research hypotheses will be

restricted to a single channel system, caution must be exer—

cised in generalizing conclusions to channel systems differ-

ing in structure and mission. In addition, several methodo—

logical restrictions further limit the potential contributions

Of the study.

As explained in Chapter V, the methodology employed is

survey type field research. Consequently, the rigorous con—

trol over variables available in experimental laboratory re-

search is not present in the study. However, field research

does offer the advantage of studying the conflict process in

its natural channel setting, thus avoiding the contrived and

artificial environment often associated with the experimental

approach. If carefully designed and executed, the field re-

search should yield results that are both interpretable and

realistic. Additional methodological limitations associated

with the specific statistical tests utilized in the data
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analysis phase of the research will be discussed in

Chapter V.

Overview
 

While this chapter briefly stated the dissertation's

objectives, justification, and scope, the following chapter

will review the literature relevant to the study. Prior con—

ceptual and empirical work in the channel, conflict, and at—

titude areas will be reviewed for later development in a

model of the conflict process. Chapter III will introduce

the conceptual conflict model that will underly the disser—

tation's empirical research. In addition, the chapter will

specify the hypotheses that will be tested. The following

chapter will describe the methodology used to verify the hypo—

theses. .Topics discussed in this chapter include selection

of the distribution channel, development of the research in-

strument, and data collection procedures. Chapter V analyzes

the research results. The data will be applied to the hypotheses

in order to test the posited relations. Based upon the outcome

of the empirical analysis, the final chapter will specify the

conclusions that are warranted by the dissertation. In addi-

tion, the implications for channel management and for future

research generated by the study will be discussed.
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CHAPTER II

LITERATURE REVIEW

In order to address the dissertation's research issues,

the sources of relevant concepts for the study of channel

conflict must be identified. In this chapter the literature

related to distribution channels, conflict, and attitudes

will be reviewed and analyzed for the subsequent development

of a model of the channel conflict process.

Channels of Distribution
 

Alderson has shown that the essence of the marketing

process is sorting meaningless heterogeneity found in nature

into meaningful heterogeneous assortments.1 Distribution

channels are central to the sorting process since the commer—

cial channel consists, according to Bucklin, of the set of

institutions that perform all the activities required to move

a product and its title from the point of production to con—

sumption.2 The important role of channels in the sorting

process has been demonstrated through the commodity approach

for specific products, the institutional approach for speci-

fic marketing institutions and agencies, and the functional

approach for specific marketing activities and flows.3 Fur—

thermore, the complexity of the marketing process has resulted

12
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in many channels evolving beyond a loose coalition of insti-

tutions to a type of system organized along corporate,

administered, or contractual dimensions.4

Traditionally, the various types of distribution channels

have been studied as economic systems since the, ”...laws of

economics have been thought to coordinate the behavior of the

firms comprising the channel."5 The channel according to this

view, is considered solely an economic entity consisting of a

series of levels or markets. Firms only engage in transac—

tions with firms at adjacent levels and are unconcerned with

the institutions and functions occurring at more distant

levels. Not only are cost and revenue considerations thought

to be the motivating factors explaining the structure of in—

terfirm alignments, but as McCammon and Little point out,6

Stigler, Coase, Bucklin, and others who work

within the context of formal economic theory

’ postulate that channel linkages are forged by

rational profit—maximizing entrepreneurs who

are uninfluenced by social, political, and

psychological considerations.

However, such a myopic perspective can lead to an over-

simplification of channel relations and a misunderstanding of

the forces at work in channel systems.7

Social Systems

Although extremely important, economic relationships

represent only a single type of social interaction present in

distribution channels. Stern and Brown explain, ”Because
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social relationships underlie economic connections, the anal-

ysis of distribution channels as social systems should pro-

vide additional insights into the wide variety of interac—

tions within such channels."8 Viewed as a social system,

aspects of channels such as power, conflict, and communica-

tion become as useful as economic variables in explaining

channel phenomena.

Parsons and Smelser define a social system as, ”...the

system generated by any process of interaction, on the socio-

cultural level,*between two or more actors.”9 For distribu—

tion channels, Stern and Brown emphasize the business unit

is the actor of concern; ..."when the commercial channel is

the relevant system, the individual firm is the lowest level

of the system - a component."10 Thus, viewing channels as

social systems involves studying the process of interaction

between individual firms. In a broad sense, the firm and its

relationship to the environment become the focus of the anal-

ysis since as Hall and Fagen observe any system consists of

a set of objects with relationships between objects and their

11 This perspective is important in understandingattributes.

distribution channels since the behavior of a member in a

social system influences not only the condition of adjacent

components but the state of the system itself.

From a marketing point of view, channels can be consid—

ered social systems because of the interdependency among mem-

bers relative to the performance of distribution activities.

In fact, Stern and El—Ansary have characterized a channel as,
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"...a set of interrelated and interdependent components en—

gaged in producing an output."12 There exists much opera-

tional interdependence among firms in a channel because

members specialize in performing functions. The functional

specialization causes firms to depend on each other to ac-

complish tasks. For the network of firms comprising the

channel, Rosenberg and Stern conclude, "...two or more units

must take each other into account if they are to accomplish

their respective goals. This line of thinking leads to the

acceptance of a distribution channel as an operating beha—

vioral system.H13

Besides noting member firms are interdependent, McCammon

and Little identify five additional characteristics which

indicate a channel is a social system.14 They recognize a

single firm often coordinates most of the functions, functions

are performed sequentially, firms recognize the need for coop-

eration, sanctions are used to enforce behavior norms, and

participation in channel is voluntary. Similarly, Reve notes

that channels meet important criteria of social systems:15

1. Activities among members are aimed at

attaining both collective and self-interest

goals.

2. There is a division of functions and tasks

resulting in interdependent processes.

3. Integrated action takes place which results

in a unique identity separate from its members.

Based on his list of characteristics, Reve concludes

most channels are “organized forms of collective behavior,”
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while McCammon and Little conclude a channel is an ”organized

behavior system.”l6

Likewise, Stern and El—Ansary state distribution chan—

nels are what Alderson considered organized behavior systems

because of the explicit rules and policies existing in chan—

nels that result in routinization among firms.17 They explain

that through various forms of transaction routines involving

delivery, billing, order size, and other factors, rules

evolve which result in channels approaching the formalization

existing in individual organizations. In fact, these authors

feel formalization occurs to such a degree that channels are

really superorganizations since, ”...'superorganization' im—

plies that channels have characteristics of all complex organ—

izations, even though channels are comprised of collectivities

rather than individuals."18

Viewing a network of firms as a social system or super—

organization is also supported by Carlson and Kusoffsky who

consider an established relationship between a producer and

distributor as forming an organizational structure with the

firms being the organizational units.19 In a related manner,

Mallen developed an organizational extension concept where a

channel is considered to be an extended version of each mem—

ber firm's organization.2O

Describing a channel in organizational terms is further

justified by March and Simon who state,21

The distinction between units in a production—

distribution process that are 'in' the organi—

zation and those that are 'out' of the
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organization typically follows the legal

definition of the boundaries of a particu—

lar firm. We find it fruitful to use a

more functional criterion that includes

both the suppliers and distributors of the

manufacturing core of the organization.

Using Weich's summary of organization attributes,

Stern and El-Ansary continue this line of reasoning by identi-

fying several aspects of organizations common to distribution

channels.22 They note channels have structural complexity, a

division of labor among institutions, rules that routinize

transactions, collective goals, and a chain of command.

Given these factors, Drucker's argument against Viewing

a channel as merely a series of legal entities is reinforced.23

Furthermore, emphasizing a channel as a marketing.organization

even though it often is not a legal entity is critical since,

”...the relevant unit of competition is an entire distribution

system comprised of the entire network of int-rrelated insti—

tutions and agencies.”24

Besides recognizing the channel as the important unit

of competition in the economy, McCammon and Little identify

several other advantages of viewing channels as social

systems.25 They note a systems approach recognizes a channel

is not a random collection of firms but is purposeful and ra-

tional, that both cooperative and antagonistic behavior is

present, the social interactions reflect the aspirations of

participants, and that a systems view allows identifying the

dysfunctions that are system generated. These benefits and

their implication form the foundation for a more complete
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understanding of the processes inherent in distribution

channels.

Cooperation and Conflict

Mallen while finding both cooperative and antagonistic

interactions fundamental behavioral processes in channels,

concludes channels are, "...best off under conditions of op—

timum cooperation leading to a consumer and profit satisfac-

tion.”26 Similarly Alderson states,27

Marketing channels cannot function without

sustained cooperation in which each party knows

what to expect from his opposite member.

Economic processes involving marketing re-

quire cooperation and close coordination...

Stern and El—Ansary attribute the importance of coopera—

tion to two specific effects it has on distribution channels.28

First, it allows members to coordinate their planning, infor-

mation requirements, and decision-making. Secondly, coopera-

tion justifies joint goals since it has the effect of arrang—

ing payoffs so members can pursue common goals based on indi—

vidual criteria.

The need for coordination and the pursuit of common goals

are critical for overall channel effectiveness because as

Stern points out several forces operate in channel systems:29

1. Each member is dependent upon the behavior

of other channel members,

2. A behavior change at any point causes change

throughout the channel,

3. The whole channel must operate effectively
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if the desires of any one member are to be

realized.

However, McVey stresses that such channel—wide coopera—

tion is rare among channel members.30 Rather than concern

themselves with entire channel systems, members are only

interested in their immediate suppliers and customers. Con-

sidering himself as an independent market, a member performs

only, ”...those functions he deems inescapable in the light

of his own objectives, forming policies for himself wherever

he has freedom to do so...many of his choices are indepen-

dent."31

Labeling a channel as a ”derivative operating system,"

McCammon and Little recognize members are not primarily con—

cerned with channel growth or survival, but only with their

internal operations and rate of growth.32

Significantly, they conclude the systems concept must

be modified when applied to distribution channels since coop—

eration is not always present.33

The contention that marketing channels are

organized behavior systems should not ob-

scure the fact that they often consist of

independent and idiosyncratic intermediaries.

Alderson and McVey both emphasize this po-

tential source of channel disharmony in their

analysis. Alderson, for example, argues

that a channel is a group of firms that con—

stitute a loose coalition engaged in exploit—

ing joint opportunity in the market.

The behavior of firms in this loose coalition is ex-

plained in part by Stern and El—Ansary's observation that

channel members have mixed motives.34 On the one hand,
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members desire to cooperate since they recognize their inter-

dependencies, while on the other they want to maximize their

autonomy. Autonomy being used to refer to the tendency of

firms to operate in their environment in an independent and

dynamic manner.

Therefore, it is not surprising that while Rosenberg and

Stern feel existing channels reflect mostly cooperative rela—

tions they note, ”The process of conflict, however, is perva—

sive and inherent in channel systems characterized by behav-

ioral interdependence for mutual ends.”35 Similarly, Stern

and El—Ansary state, ”It is, therefore, possible to predict

with certainty that distribution channels will exhibit evidence

of conflict."36

Channel Conflict
 

Using a social systems perspective, Stern and Gorman ob—

serve a distribution channel initially in stable equilibrium

can experience a change in either its environment or within

a member's organization such that members perceive such change

37 In their attempt to resist or reverse theas frustrating.

change in channel conditions conflict can result. However,

the emergence of a conflict state is not an automatic result

of system disequilibrium.

Conflict Conditions

There are several conditions necessary in the relations

among channel members before a state of conflict exists. Mack
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and Snyder have identified five empirical preconditions to

social conflict.38

First, at least two analytically distinct units must be

involved. For marketing channels, PalamountxUIhas pointed

out the nature of the opposing unit is important in differ—

entiating different types of conflict.39 Intertype conflict

occurs when the opposing unit is another type of channel

system in the environment. If the unit is a competitive firm

of the same type within the channel, a horizontal conflict

exists. When the unit is in the same channel but at a dif-

ferent structural level, Palamountain refers to this as a

vertical conflict.

The second condition Mack and Snyder specify is that the

conflict arises from opposing values between the units of the

conflict. A major reason competing values can lead to con—

flict is the existence of resource scarcity. In fact, Bould—

ing adOpts the View that all conflicts are resource conflicts.4O

...only when there is scarcity in the economists

sense can there be issue conflict, for the only

thing that conflicts can rationally be about is

the distribution between two or more parties of

some good which is both scarce and valued.

The third condition is that the units can gain only at

each others expense. This condition is central to Goldman's

conceptualization of the conflict construct. He defines con—

flict as a state where there is:41

...a social relationship between two or more

parties in which at least one of the parties
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perceives the other as an adversary

engaging in behaviors designed to destroy,

injure, thwart, or gain scarce resources

at the expense of the perceiver.

The fourth condition requires that conflict involves an

interaction where each opposes the actions of the other.

Again, Goldman's emphasis on viewing the other unit as an

adversary illustrates the importance of this condition.

Mack and Snyder's final stipulation is that conflict

involves attempts to gain control of scarce resources or po-

sitions or to influence the other units behavior. Beier and

Stern have demonstrated that the attempt by one channel

member to gain control or influence the behavior of another

is common to distribution channels.42 An understanding of

why such behavior is typical is illustrated by Berg's analy—

sis of the strategic options open to channel members. Berg

states that members should try to,”...accumulate market power

which will then be exercised unilaterally to extract the com-

pliance of middleman.H43 Not surprisingly, such manipulative

attempts to control other members can result in frustration.

Thus, if a disturbance upsets the equilibrium of a chan—

nel system such that these five conditions are present a state

of conflict exists. When this state occurs, Fink notes mem—

bers would be, ”...linked by at least one form of antagonistic

psychological relation or at least one form of antagonistic

interaction.”44 Such interactions occur because as El-Ansary

and Robicheaux observe, conflict, ”...is, in essence, a state

of frustration of a channel member who perceives another
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member to be restricting his performance and his ability to

achieve his goals."45

Stern and Gorman further explain such restrictions in-

volve the blocking of a member's instrumental behavior pat-

terns.46 These patterns refer to the specific activities a

member performs in order to accomplish his goals.

The conflict state involves restricting these instru-

mental behaviors because during the disturbed equilibrium

the desires of specific components within a given channel

system are not sufficiently integrated. As March and Simon

note, such a state represents a ”malfunction of the system”

since there is a breakdown in the standard mechanisms of de—

cision making. 47 This view is shared by Dahrendorf who

concludes that in terms of motivations, all the relations

between conflicting parties, ”...involve an incompatible

difference of objective.”48 Walker shifts the emphasis from

motivation to behavior in explaining the breakdown. He

states it is the, ”...actions by one member which are incon—

sistent with the goals or objectives of some other member."49

Attitude and Behavior

Dahrendorf‘s focus on the motivations of members and

Walker's emphasis on their behaviors as an explanation for

the breakdown in a system's standard mechanisms represents

a general difference in focus existing in the conflict liter-

ature. Fink refers to those authors defining conflict as

essentially attitudinal in nature as the motive—centered

school, while those viewing overt activity a precondition as
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the behavior—centered school.50

Mack and Snyder represent the behavior—centered school

by defining conflict narrowly as active opposing behavior.51

In a related manner, Schmidt and Kochan consider conflict to

be explicit interference arising out of, "...a process in

which one unit seeks the advancement of its own interests

in its relationship with others.”52 Fink identifies Wright,

Kerr, and Coser as supporting the behavioral orientation.

However, as Stern and Gorman emphasize, for a member to

be frustrated it is only necessary that he perceive the be-

havior of another as restricting his instrumental behavior

patterns. This View is supported by Goldman who states con—

flict is a condition, ”...in which at least one of the parties

perceives the other as an adversary engaging in behaviors

designed to destroy..."53

In considering their concept of conflict, Stern and

Gorman note it, ”...does not attempt to tie overt responses

to frustration, since it does not associate, on a one-to—one

basis, conflict with the display of threatening behavior on

the part of the frustrated member.”54 Fink notes many au-

thors (i.e., Aubert, Galturg, and Stagner among others) do

not associate conflict, which he defines as psychological

antagonisms, directly with behavior.55 Rather, these motive-

centered authors consider conflict attitudinal and any beha-

vior a result or an after effect of the conflict. He states

Shepard and others, ”...restrict the terms 'conflict' to the

psychological patterns, referring to the consequent behaviors

as 'struggle', 'active opposition'.56 Singer, for example,
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cites Simmel as considering an actual behavioral struggle as

a form of solving the conflict rather than as an instant of

it.57

However, Fink concludes that the differences between

the motive and behavior-centered authors fails to have a sub-

stantive impact on theory since their opposing views repre—

sent, ”...merely a shift in the system for labeling different

stages of the same process..."58

Models of Conflict

The debate between the motive and behavior—centered con—

flict theorists suggests the conflict phenomena is too complex

for single dimension definitions. It would appear a valid

conceptualization of the conflict construct would have to ac-

count for both its attitudinal and behavioral components.

Wright develops such a framework by identifying several

sequential states in the conflict process.59 He breaks the

total conflict process into four distinct phases:

1. Inconsistencies in purpose or orientations

between the parties.

2. DevelOpment of social tensions.

3. Process of resolving the inconsistencies.

4. Open Violence.

Wright notes open violence, the behavioral stage, would

only occur if there was a failure to resolve the inconsisten—

cies developing from the social tensions, the affeCtive stage.

By making explicit the relationship between attitude and
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behavior, his framework helps to structure the conflict phe—

nomena.

Rosenberg and Stern offer a model of the channel con—

flict construct which also adds considerable insight into

the complex conflict process.6O Basically, the model states

the structural alignment of firms is associated with certain

causes which generate a level of conflict.

Causes Level Outcomes
 

Channel Behavioral

Structure Reactions

The level of conflict, in turn, results in behavioral re-

actions which lead to certain performance outcomes. The model

is a contribution because it highlights the relationship of

channel structure (manufacture, wholesale, retail levels) to

attitude and behavior.

Rosenberg, in a later article, expanded upon this model

by making explicit the causal chain operating within the Cause-

Level-Outcome paradigm.61 He notes marketing goals guide the

implementation of planned actions and unless there is agree-

ment and cooperation among members, a level of tension is

created. With members holding antagonistic attitudes an in-

cident may occur which could trigger a dramatic flare—up. Such

potentially damaging behavior between the parties leads to

conflict resolution attempts. Certain financial or behavioral

outcomes may, in turn, shape future goals and tensions between

the channel members.
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Other authors treat conflict along with other elements

of channel sentiments such as satisfaction, power, and leader—

ship in attempts to explain, in a wholeistic manner, the re—

lationships between channel structure and effectiveness. In

developing their models these authors not only focus on the

various stages of the conflict process but note the relation-

ship of these stages to other aspects of channel relations.

Reve, in his model of distribution channel functioning,

emphasized the effect the political substructure can have on

channel effectiveness.62 Various inter—organizational rela-

tionships, including conflict, are shown to affect the economic

performance of channel members as well as the competitive

effectiveness of the channel system. Reve, like Rosenberg,

emphasizes the relationship of structural dimensions to member

sentiments and behavior.

El-Ansary and Robicheaux develop a broad general model

for understanding channel member behavior.63 Although the

authors do not make explicit the functional form of relation—

ships they do organize a large number of behavioral constructs

and indicate possible linkages among them. Significantly, the

authors note the important role conflict plays in interorgan-

ization relationships and the potential impact conflict can

have on the viability of the channel. In their discussion of

the conflict construct they state:

Conflict between organizations is an inevitable

outgrowth of functional interdependence and the

scarcity of resources...When a channel member

perceives the behavior of another member as ob-

structing the progress of his goal attainment or
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behavioral patterns, an atmosphere of

frustration prevails. A state of conflict

may, therefore, exist when two or more

channel members become objects of each

other's frustration.

In a similar vein, Cadotte and Stern highlight the im—

portance of conflict in their process model of dyadic inter-

organizational relations.65 They incorporate a causal link

between variables which are posited to create a potential for

conflict. Once members perceive they are in a conflict state,

the conditions exist for various behavioral responses.

However, unlike Cadotte and Stern and other authors who

develop general schemes for explaining channel member beha—

vior, Pondy develops a detailed typology of the conflict pro-

cess. His analysis is based on the recognition that each

conflict episode, ”...exhibits a sequence or pattern of de—

velopment, and the conflict relationship can be characterized

by stable patterns that appear across the sequence of epi—

sodes."66

Specifically, Pondy identifies five stages constituting

a stable pattern appearing in conflict episodes.67

1. Latent conflict (conditions)

2. Perceived conflict (cognition)

3. Felt conflict (affect)

4. Manifest conflict (behavior)

5. Conflict aftermath (conditions)

Although he stresses the process may not always proceed

in a sequential manner and the entire process may stop at any
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stage, his analysis is extremely useful in structuring the

conflict construct and integrating the views of the motive

and behavior-centered conflict theorists. By explicitly

noting antecedent conditions underly both the perception and

feeling of tension, Pondy's framework provides a basis for

an improved understanding of the full range of behavioral

responses to conflict. For whether a specific conflict re—

sults in passive behavior or overt aggression, its origin

lies in much earlier interactions between the parties.

Stages of Conflict
 

Latent Conflict

A search of the literature reveals a plethora of antece—

dent conditions which theorists posit as underlying causes of

conflict. However, Assael in his nine industry study of con-

flict expresses a fundamental condition common to the views

of many writers:68

The underlying problem in these distribution

conflicts is one inherent to channel manage—

ment: the basic interdependence between

organizations that are nominally independent.

This interdependence must result in both co—

operation and conflict; cooperation for survival,

conflict because of different economic goals

and ideological motives.

While recognizing the need for interdependency, March

and Simon, in a manner similar to Assael, recognize that a

difference in goals is often a major cause of conflict be—

(

tween groups.63 In addition, the authors consider a
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difference in perceptions of reality and the need for joint

decision-making as critical conditions. Little also empha-

sizes the failings in the joint decision—making process, but

adds the problems created by misunderstood communications

and divergent functional specialization in the channel struc—

ture.70

After a review of the conflict literature, Pondy con-

cludes there are three basic types of latent conflict. He

identifies competition for scarce resources, drives for au—

tonomy, and divergence of subunit goals as the primary causes

of conflict.71 Schmidt and Kochan similarly reduce a long

list of possible causes to a few primary conditions.72 They

consider the perception of goal incompatibility and the oppor—

tunity for interference as the most basic preconditions. For

distribution channels, Mallen has perhmxsgone the farthest in

isolating the underlying causes of conflict by stating the

exchange act itself is the primary source.73

Although it is useful to reduce long lists of causal

variables to fundamental conditions, it is also important

for diagnostic reasons to be able to identify specific con—

flict causes. Along this line, Stern and Gorman specify

seven conditions which could cause conflict between channel

members:74

1. Role deviance from the expectations of others.

2. Disagreement over allocations related to

scarcity issues.

3. Difference in perceptions leading to di—

vergent behaviors.
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4. Expectations related to contingencies

which fail to develop.

5. Decision making attempts in another

member's domain.

6. Interdependency of member's goals.

7. Inadequate communication leading to uncoor—

dinated behaviors.

The authors developed their list from theoretical work

in social psychology, sociology, economics, and other disci-

plines. Assael, on the other hand, developed a list of cau-

sal factors from an empirical study involving nine major

industries.75

Based upon his data, Assael concludes conflict is caused

by (1) ideological differences between firms involved in as—

pects of production and those involved in distribution, (2)

functional absorption by one party of functions held by

another, and (3) differing economic objectives of parties

leading to different interpretation of roles.

While conflict causes developed empirically and based

on theoretical writings in other disciplines represent impor-

tant contributions to understanding the latent stage, a typo-

logy of causes which could serve as a guide to research

would be especially important. As indicated by Rosenberg,

Stern and Heskett's treatment of the antecedent condition is

particularly well suited for empirical research.76 Stern

and Heskett propose the dependency existing in channel systems

is expressed as conflict when there are:77

1. Incompatibility of goals among system members.
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2. Role incongruency within the system.

3. Differences in perceptions of reality.

As will be shown later, these three conditions can be

used to empirically investigate the latent stage of the con—

flict process.

Perceived Conflict

Perceived conflict is defined as the stage where the

parties become aware of the conflict situation.78 It is a

cognitive state. As indicated by Pondy, some latent conflict

situations may fail to reach the perceived stage because or-

ganizations are faced with an overwhelming number of con—

flicts.79 As a result, less critical conflicts do not gain

attention since organizations focus only on important ones.

As Boulding notes, situations important to an organiza-

tion are not necessarily determinable based on objective cri-

teria. Rather, he states, ”...it is not the 'objective' sit—

uation which matters, but the subjective images of partici—

pants."80 Along this line, Pondy discusses the effect a sup—

pression mechanism may play in influencing the subjective

images.81 He notes individuals tend to block out conflicts

that are only mildly threatening, but when they relate to

values central to an individual, such conflicts must be acknow-

ledged.

Felt Conflict

This stage refers to the affective dimensions of conflict.
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Authors such as Raven and Kruglanski View affect as central

to the conflict construct. They state, ”Social conflict is

defined as tensions between two or more social entities."82

To LeVine, social conflict is "...regularly accompanied by

certain feelings and beliefs of individuals who are partici-

83
pating in the conflict." Similarly, Rosenberg notes, ”...

conflict is felt when it makes the participants tense or

anxious and affects his attitudes toward the other party.”84

LeVine identifies two attitudinal concomitants of con—

flict.85 First, conflict has a significant hostility element

since the party engages in symbolic or fantasy aggression

toward the conflict object. Second, the party holds negative

images and unfavorable evaluations of the conflict object.

These lead to further distorted views of the other party and

focusing on negative traits.

However, conflict may be perceived but not result in the

tension, stress, hostility, and anxiety associated with the

felt stage. As stated by Lusch, ”An organization may perceive

that it is in disagreement with another organization over some

policy but this may not create an affective state of conflict

within the organization.”

Pondy notes that in order for a perceived conflict to be

”felt” it must be personalized, that is, the individual must

feel personally involved with the identified conflict situa-

tion.87
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Manifest Conflict

Brown considers the manifest or behavioral state to

arise when conditions in or outside the channel system exa-

cerbate affective tension to create apathetic, non—coopera—

tive, or aggressive behavior.88 Rosenberg in an empirical

study of executives from manufacturing firms, concludes man—

agement often equates the entire conflict process with the,

“...flare—up phase when conflict is disruptive and demands

attention.”89 His results indicate management tends to ignore

conflict before and after it erupts. However, the tendency

to disregard conflict during its ”invisible period” unduly

hampers effective conflict management since most of the con-

flict process is covert.

As Coser notes, hostile attitudes are predispositions to

engage in conflict behavior.90 However, social norms limit

their expression as open aggression such as physical and verbal

violence. Rather, behavior is likely to take the form of try-

ing to block opponent's plans, apathy, and rigid adherence to

rules.

Schmidt and Kochan identify two points at which blocking

91 Interference at the point of resourcebehavior could occur.

attainment occurs if one party blocks the other from gaining

resources. In addition, interference could occur where ac—

tivities of the conflicting parties are interdependent.

Pondy's conception of overt conflict supports these views, as

he defines it as behavior that intentionally frustrates the

goals of the other party.92
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Effects of Conflict on the Channel
 

The residual impact of manifest conflict on the channel

system constitutes the conflict aftermath stage. Pondy iden—

tifies three dimensions of organizational systems that are

93
affected by conflict. Conflict can have an impact on:

1. Productivity or efficiency in the system's

economic activities.

2. Stability in terms of organizational

cohesiveness.

3. Adaptability or ability to adjust to changing

internal and environmental pressures.

However, these three dimensions are themselves interde—

pendent since any conflict situation yielding a reduction in

system stability would concomitantly increase system adapta-

bility. Pondy observes such dependency makes it difficult

to determine whether the overealleffects of conflict are func—

tional or dysfunctional:94

It is argued here that a given conflict episode

or relationship may have beneficial or delete—

rious effects on productivity, stability, and

adaptability. Since these values are incom—

patible, conflict may be simultaneously func-

tional and dysfunctional for the organization.

Dysfunctional Effects

Stern and El—Ansary identify conflict as destructive or

dysfunctional when, ”...pathological moves are made that ulti—

mately impede the performance of the conflicting parties and

n95
the system itself. Stern and Heskett describe the sequence

of pathological moves resulting from high levels of conflict.96
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By reducing cooperation between the parties conflict leads

to a duplication of efforts which ultimately reduces per-

formance for the channel system. Similarly, Mallen finds

that if conflict outweighs cooperation the effectiveness of

the channel is reduced and distribution becomes less effi-

cient.97 In addition, Stern and El—Ansary comment that a

loss of cooperation and coordination can result in reduced

channel effectiveness, efficiency, growth, and long—run

survival. They conclude increasing degrees of independent

behavior by individual firms, ”...serves as a detriment to

the viability of the total interorganization network.”98

In an empirical study of the channel network for several

consumer products, Rosenberg identified three dysfunctional

aspects of conflict.99

1. Reduced efficiency in distribution and

increased costs.

2. Increased resistance to resolving future

conflict issues.

3. Emotional disruption and damage to business

relationships created through distorted judg—

ments.

A possible explanation for these empirical results can

be found in Stern and Gorman's observation that organizations

faced with a frustrating situation are likely to respond in

two general ways.100 A likely reaction to conflict is the

exercise of power by attempts to influence the behavior of

the other party. A second response would be some form of

intraorganizational change on the part of the frustrated
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member. However, as Stern and Heskett point out,101

In important conflict situations which have

become overt, frustrated parties are more

likely to exercise influence or power than

to change their own goals or operations.

The tendency of firms to re—establish channel equili—

brium by attempts to control other members behavior rather

than adjusting their own activities, partially accounts for

the pathological reactions to conflict.102

However, empirical tests of the effect conflict has on

various measures of channel performance produces equivocal

results. Pearson, in a study of fifty-eight channel seg—

ments in the grocery channel, found no statistical difference

in the operational performance of segments characterized by

conflict or cooperation.103 He reports the direction of his

data, although not significant, showed conflicting segments

as having poorer performance, using a product turnover mea—

sure. Similarly, Kelley and Peters, in a study involving

five different types of channel systems, report only weak

evidence that channel performance is negatively correlated

with conflict.104

In spite of the lack of clear cut empirical conclusions,

it would seem that conflict has the potential for a destruc—

tive impact on channel systems. For as Mack and Snyder warn,

”...conflict is, on balanace, dysfunctional to the extent

its positive functions are impaired or neutralized under cer—

tain conditions.”105
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Functional Effects

As Pearson observes, many authors including Palamountain,

Stern, and Galbraith, hold that some conflict is not neces—

sarily dysfunctional and can actually have positive system

effects.106 Supporting this View, Mack and Snyder identify

several aspects of social systems which serve as inherent

limitations to the destructive aspects of conflict.107 Con—

flict's dysfunctional effects are limited because of the,

1. Regulating effect of institutionalized norms

and procedures.

2. Functional interdependence and the continuing

need for communication.

3. Inertia and organizational inefficiency of

the parties.

4. Cost of conflict and the feasibility of cer—

tain modes of resolution.

In conjunction with these factors, Stern and Gorman's

observation that intraorganizational change is a possible

reaction to conflict partially accounts for conflict's posi-

tive effects.108 Faced with conflict, a channel member could

change his behavior instrumental to attaining his goals in

order to alleviate the frustration.

Since the new behavioral patterns could be more effec—

tive and efficient, the conflict could yield highly functional

system-wide effects. Functional results similar to shifts in

instrumental behavior patterns could occur even if channel

members made other internal changes in attempts to resolve

frustrating conflict. Although infrequent, channel members
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could reappraise and change their own goals which contribute

totflmiconflict situation. In addition, spontaneous changes

could occur within the firm such as selective recall which

would tend to alleviate the most frustrating elements of a

conflict situation.

Palamountain has pointed out vertical conflict can lead

to innovations that lower economic and social costs.109 In

an empirical study, Rosenberg identified several forces lead—

ing to functional results for channel conflict. He found con—

flict to be,110

...a strong motivating force for management

to remain active in reviewing and upgrading

its activities...a means of indicating the

need for change and evaluating management

performance.

Similarly, Mack and Snyder stress several benefits of

conflict.111 They note conflict strengthens group cohesive—

ness, clarifies objectives, and establishes group norms.

Threshold Concept

From the theoretical discussions and empirical studies

reviewed, conflict would appear to have both functional and

dysfunction effects. Stern and Gorman indicate this may be

the case since they note there are two fundamental forces re-

storing equilibrium once conflict has destabilized the sys-

tem.112 The tendency of parties to engage in behavior that

breaks their dependency relationship represents a force to—

ward system disintegration. On the one hand, there is force
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toward system disintegration. On the other hand, there is

force toward system unification which can result in the new

equilibrium falling anywhere between the extremes of inde-

finitely maintained frustration to complete elimination of

frustration.

The possibility of a threshold level of conflict above

which disintegration forces overcome the pressures toward

unification has been suggested in the literature.113 In ex—

ploring the possible application of the threshold concept to

channel conflict, Stern and Heskett refer to Boulding's em-

phasis on the need to,114

...identify the level of hostility above

which conflict processes will be malign (all

system members are worse off) and below

which they will be benign (all system mem-

bers increase their welfare).

Along this line, Rosenbloom has developed four graphical

models showing the possible relationship between the level

of conflict and channel efficiency.115 Three of the models

show efficiency as either decreasing, increasing, or remaining

constant as conflict increases. The fourth model represents

the general condition where efficiency remains unchanged at

low levels of conflict, increases as conflict becomes more

intense, finally a point is reached where greater levels of

conflict reduce channel efficiency.

Lusch examined these relationships empirically but found

no support for the claim conflict increased operating perfor-

mance nor did he find any evidence indicating the existence
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of a threshold effect.116 However, the hypothesis that

greater levels of conflict were associated with reduced

operating performance received partial support. Pearson,

in a related study, was unable to find any empirical support

for a relationship between conflict and channel performance.117

However, the inability to empirically demonstrate a con-

flict—performance relationship may reflect more the methodo—

logical deficiencies in performance measures used than the

absence of an underlying relationship. Although Reve notes

such indicators of a channel's economic performance as produc—

tivity ratios, return on asset measures, and perceived

economic effectiveness have been used, no generally agreed

upon performance measures exist and measurement problems re—

main largely unsolved.118

Besides, as El—Ansary and Robicheaux point out, channel

performance is a function of a great many other factors in

addition to the level of conflict present.119 Although they

accept performance as a function of conflict intensity, they

add that the degree of satisfaction and the outcome of chan-

nel control also determine the level of performance actually

achieved.

Regardless of the degree of influence conflict has on

operating performance, the conflict is likely to have a con-

tinuing impact on channel relationships. For as Coser ob—

serves, social conflict has no precise termination point since

the conflict process will continue to operate if no explicit

provision for stopping it is made.120 Similarly, Mack and
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Snyder note there may be a ”chronic recurrence of unsettled

issues” in the absence of agreed procedures for reviewing

relations.121 This may often be the case, since as Pondy

states, "...if inducements for participation are sufficiently

high, there is the possibility of chronic conflict in the

context of a stable relationship."122

El-Ansary and Robicheaux indicate this may be especially

true for conflict occurring between members of a distribution

channel.123 Stern and Gorman show the maintenance of con-

flictual stress may be a continuing feature of channel sys-

tems since a possible conflict outcome is the,124

...elimination of conflict behavior without

elimination of frustration. The parties to

the conflict decide that their other alterna—

tives cannot provide as much goal satisfaction

as that experienced in their present alignment,

and the relationship is sustained even though

the conflict has not really been fully resolved

...the maintenance of frustration indicates

potential for further conflict behavior.

Relationship of Conflict to Attitude

As previously indicated, Pondy's treatment of conflict

places affect as central to the conflict construct. The

stages of his model are conceived such that conditions and

cognitions lead to "felt conflict" and behavior and conditions

result from it, indicating conflict is essentially affective

with certain conditions preceding and following. This View

is reflected in the marketing literature, since many defini-

tions of channel conflict have a substantial affective
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emphasis. Studies defining conflict as a feeling of stress,

tension, or hostility toward another channel member, perceiv-

ing another as an adversary, or when a member is in a state

of frustration illustrate the importance of affect.125

These definitions employed by channel researchers are

similar to the social psychologist's view of attitude. To

Fishbein attitudes are, "...conceptualized as learned predis-

positions to respond to an object or class of objects in a

consistently favorable or unfavorable way.”126 Even Allport's

classic definition of attitude reflects the View toward af-

fective conflict adopted by some channel researcherslz7

An attitude is a mental and neural state

of readiness, organized through experience,

exerting a directive or dynamic influence

upon the individual's response to all ob-

jects and situations with which each is

related.

Therefore, when Pearson had retail grocery buyers eval—

uate their suppliers by rating them on a Staple scale along

bickering, bitterness, resentment, and similar dimensions,

he not only obtained his intended measure of channel conflict

but also of attitude.128 This occurred because an attitude

represents a respondent's general feeling of favorableness or

unfavorableness toward some stimulus object. Such a View is

consistent with Fishbein and Ajzen who intend, "...attitude

to refer solely to a person's location on a bipolar evalua—

tive or affective dimension with respect to some object, ac—

. 129

tion, or event.”
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Attitude Models

Although there are over a dozen important attitude

theories, two theoretical bases are especially useful in

understanding the construct.130 Learning theories of atti—

tude are based on the stimulus response approach of behavior

theory, while the second major school of thought, cognitive

consistency theories, are based on the cognitive approach of

field theory.131

Fishbein's attitude model represents the first approach

since it was developed within the framework of behavior

theory. The model accounts for the relation between beliefs

and attitudes in terms of the conditioning process. Fish-

bein's model is based on the proposition that a person's at-

titude is a function of an expectancy or belief component and

a value or evaluation component.132

According to the theory, a person's attitude

toward any object is a function of his be-

liefs about the object and the implicit

evaluative responses associated with those

beliefs. The central equation of the theory

can be expressed as follows:

where, A0 is the attitude toward some object, O;

bi is the belief 1 about 0, i.e. the subjective

probability that:

0 is related to attribute i,

ei is the evaluation of attribute i and n is the

number of beliefs.

Rosenberg's attitude model, on the other hand, is based
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on cognitive theory. His model is based on the need for

cognitive—affective consistency. For,as Rosenberg notes,

an attitude is, ”...accompanied by a cognitive structure made

up of beliefs about the potentialities of that object for

attaining or blocking the realization of valued states.”133

A0 = PI-VI

1”
M
D

i

where, A0 is attitude toward an object; a stable

affective response;

PI is the perceived instrumentality of the

object in attaining or blocking the in-

dividual's goals;

VI is the value importance of the goal;

the amount of affect attached to the

goal; and

n is the number of beliefs.

In spite of different theoretical bases, both Fishbein

and Rosenberg maintain, "...that attitudes are affective and

correlate with 'evaluative beliefs' as additive compo—

nents.”134 Furthermore, Harrell notes,135

In essence, Rosenberg's formulation of atti—

tudes toward objects could be considered almost

identical conceptually to Fishbein's AO formula

with the exception of the specificity of the

belief elements that are measured.

The exception refers to Rosenberg's use of thirty—five

valued states as belief elements for all attitude objects,

while Fishbein varies the specific belief elements depending

on the attitude object. However, even this difference may
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not apply when Fishbein belief elements have high evaluation

since they would be quite similar to Rosenberg's valued

states.136

In view of the similarity of the models and the addi-

tional flexibility inherent in Fishbein's treatment of belief

elements, the dissertation will utilize Fishbein's model of

attitude toward an object. Furthermore, since attitude and

affective conflict were shown to be similar constructs, the

AO element of Fishbein's model will be used to represent a

channel member's affective conflict toward another channel

participant. In this regard, the two components of the model

become central to the dissertation's research issue.

Components of Fishbein's Model

and e- are structuredThe model's two components, b 1,
1

according to a compensatory, miltiattribute approach. Their

structure is compensatory because of the manner in which the

attributes are combined and multiattribute since more than

one attribute of the object is included. Wilkie and Pesse-

mier explain the logic underlying the structure of the general

class 0f compensatory attitude models:137

Overall affect is posited to reflect the net

resolution of an individual's cognitions

(beliefs) as to the degree to which given

objects possess certain attributes weighted

by the salience of each attribute to the in-

dividual.

In terms of Fishbein's model, the bi component refers

to the cognitive belief that the attitude object possesses
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certain attributes i, while the ei component refers to the

evaluative aspect of each attribute.

Referring to the bi component, Fishbein has stated:138

A belief about an object may be defined

as the probability or improbability that

a particular relationship exists between

the object of belief and some other ob-

ject, concept, value, or goal.

In other words, a belief is a relational statement, link—

ing an object to some attribute. The component is cognitive

since it refers to the information a person has about the

attitude object.

Similarly, other writers have stressed the role of cog—

nitive elements in the attitude structure. Day has stated,

"...most theorists regard affect as the core of the attitude

concept and derived from the more specific cognitive compo-

nents.”139

However, Fishbein makes a distinction between belief

content, the identifying cognition that an attribute is as—

sociated with an object, and belief strength. Belief strength

refers to the subjective probability the object is associated

with an attribute. Fishbein explains,140

...the belief per se is the position that

an individual ascribes to the statement on

the probability dimension i.e., the pro—

bability or improbability that the particu—

lar relationship expressed in the statement

does exist.

In conjunction with Ajzen, he explains the implications

of this View of belief strength:141
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With respect to any object—attribute associa—

tion, people may differ in their belief

strength. In other words, they may differ

in terms of the perceived likelihood that the

object has (or is associated with) the attri-

bute in question. Thus we recommend that

”belief”, be measured by a procedure which

places the subject along a dimension of sub—

jective probability involving an object and

some related attribute.

The model's second component, ei, refers to the evalua—

tion of the attributes in a good—bad sense. The component is

intended as a measure of the desirability each attribute holds

for the subject. Although each attribute will have an evalua—

tive response, its contribution toward overall affect is de—

pendent on the strength of the belief that the object is asso—

ciated with the attribute.142

However, the results of several empirical studies have

raised doubts as to whether the evaluation component should be

included in the model.143 Certain studies have found that

inclusion of the component appear to have either a suppression

effect, where the explanatory power of the model is reduced,

or fails to raise the model's explanatory ability. After re-

viewing several of these studies, Wilkie and Pessemier con-

clude, ”...it appears that the importance or value component

”144

should continue to be included in the model. In addition,

Scott and Bennett conclude that the evaluation component is

important for cognitive models of attitude structure.145

In commenting on several of the empirical studies ques-

tioning the inclusion of ei component, Fishbein notes a cri—

tical methodological error which seriously confounds the
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actual role of the evaluation component. Fishbein and Ajzen

draw a distinction between what the ei component theoretically

represents, attribute desirability, and what some researchers

have misinterpreted it to mean, attribute importance:146

...measures of perceived importance of an

attribute have sometimes been substituted

for evaluation of the attributes (e.g.,

Bass and Talarzyk 1972; Sheth and Talarzyk,

1972; Hansen, 1969)...this measure of im-

portance is not equivalent to evaluation;

rather it will tend to be related to polarity

of evaluation.

They conclude that except for unusual situations where

evaluations are all positive or all negative, better estimates

of attitude are obtained by including the evaluative compo-

nent.

Recapitulation
 

This chapter has reviewed the literature related to dis-

tribution channels, conflict, and attitude. Due to the inter—

dependency among members, a distribution channel was recognized

as a social system with behavioral as well as economic varia-

bles playing key roles in the interactions between channel

participants. Conflict was found to be an inherent aspect of

intra-channel relations and as having the potential for des—

tructive as well as functional effects on channel performance.

A similarity was observed between the felt stage of conflict

and the social psychologist's attitude construct. Specifically,

it was found that Fishbein's model of attitude toward an ob-

ject could represent what channel researchers consider to be
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felt conflict toward another channel member. The following

chapter will integrate these observations from the literature

in developing a conceptual model_of the latent and affective

stages of channel conflict.
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CHAPTER III

CONCEPTUAL MODEL AND HYPOTHESES

Using concepts identified in the literature, this chapter

will develop a conceptual model of the channel conflict pro—

cess. By integrating conflict and attitude constructs, a

model having implications for the management of the conflict

process in distribution channels will be specified. In addi—

tion to model conceptualization, the chapter will delineate

specific research hypotheses which will be subject to

empirical verification in subsequent chapters.

Model Development
 

Conflict Causes

As previously noted, Stern and Heskett have identified

three basic causes of conflict between channel members. They

hypothesize the potential for conflict exists whenever

members hold incompatible goals, domain definitions, and

perceptions. Rosenberg empirically tested these latent stage

variables in a channel system for an expensive household dur—

able good.l

Importantly, the study demonstrated different levels of

the channel (i.e., manufacturer, distributor, and dealer)

hold, in general, different goals, domains, and perceptions.

Unfortunately, the study did not explicitly attempt to link

latent variables to the later perceived, felt, or manifest

stages of conflict. In terms of conflict aftermath, the study
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attempted to identify a relationship between the latent

variables and measures of financial performance. Rosenberg

concludes his data failed to indicate either a threshold

effect or any relationship to financial performance.2

However, he did find a limited relationship between the latent

variables and satisfaction with the reciprical member's per-

formance. Although significant for only two of the six

dyadic relations (i.e. 3 channel levels, 2 relationships per

level), it indicates the three latent variables tend to be

related to a subjective measure of channel performance.3

In spite of the limited evidence on the linkage between

the latent variables and later stages of conflict, several

authors have conceptualized a direct relationship. In Stern

and El—Ansary's recent text, Marketing Channels, the authors
 

state conflict is a function of the three causal variables.4

The degree to which the behavior of one

channel member could potentially destroy,

thwart, or hinder the goal attainment of

another is a function of goal incompatibility,

domain dissensus, and differences in percep-

tions of reality between them as well as the

extent of their interdependence.

In addition, the authors reproduce Cadotte and Stern's,

”Process Model of Dyadic Interorganizational Realtions,”

which specifically incorporates a direct relationship between

the three causal variables and conflict.5
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Figure 1

Conflict Portion of Cadotte and Stern Model.

Figure 1 illustrates the conflict portion of the model

in which the three latent variables are shown to create a

potential for conflict between channel members A and B.

Member A will recognize the conflict state when the potential

for conflict is sufficiently intense to the extent his induce-

ment—contribution balance makes the channel relationship

important. Depending on the power balance between the two

members, member A's perception of conflict with B will lead

to pressures on B's goals, domains, and perceptions to make

them congruent with A's. The actual aftermath of the conflict

depends on the resolution of the pressures on B's goals,
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domains, and perceptions precipitated by the conflict with A

along with other internal and external forces which affect B.

The model posits a series of causal linkages between

stages of the conflict process. It is structured largely with—

in Pondy's five stage typology since the three causal variables

form the latent condition which in turn lead to perceived

conflict and the conflict aftermath condition. However, the

model does not explicitly treat the affective or manifest

stages, focusing instead on the forces that feedback to alter

the latent variables.

Since the review of the literature revealed the conflict

construct to have important attitudinal dimensions, a model

explicitly incorporating the felt conflict stage would be use-

ful for understanding and analyzing channel conflict. Similar

to the Cadotte and Stern model, a new model should show the

vcausal connections betweentflmaconflict stages. Of particular

interest would be the mechanisms whereby the latent variables

lead to affective conflict.

Integrative Model

As previously discussed, the channel researcher's concept

of felt or affective conflict is similar to the social psycho—

logist's attitude construct. Specifically, it was noted

Fishbein's model of attitude toward an object could be applied

in a channel context to model the degree of affective conflict

one member holds toward another. Such an application, in

conjunction with Stern and Heskett's typology of conflict causes,
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yields an integrative model of the conflict process. The

model represents the latent, perceived, and felt stages in

Pondy's description of the conflict process.

Represented in Figure 2, the model integrates conflict

and attitude constructs in the following manner:

 
 

Pondy's Conflict Stages Components to be Integrated

Latent Conflict (conditions) Goals, Domains, Perceptions

Perceived Conflict (cognition) Expectancy or belief component, bi

Felt Conflict (affect) Attitude Toward Object, AO

In the model, Stern and Heskett's typology is incorporated

with Fishbein's two component, multiattribute model of the atti—

tude construct. The resulting model will be used to address

the dissertation's three research objectives discussed in

Chapter I by investigating the question:

"Which component of affective conflict,

belief or evaluation, is affected by the

latent conflict variables?”

 

  
 

 
 

 

Goals, Domains, Perceptions

Beliefs Evaluations

about other Channel of

Member's Characteristics Characteristics

    
 

 

Conflict Attitude

toward other

channel member

 

   

Figure 2

Integrative Model of Latent and Affective Conflict Stages
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The model contributes to the current level of knowledge

regarding the conflict process by examining the mechanism

in which one stage has an impact on another. This approach

advances the prior empirical work of Rosenberg and conceptual

development of Cadotte and Stern by focusing explicitly on

whether the three causal variables influence attitudes toward

other channel members by affecting beliefs about the channel

member or evaluations of the member's Characteristics.

Whether the conflict is influenced through beliefs or

evaluations would be important information for channel man—

agement in trying to reduce the intensity of conflict. As

will be shown in the chapter six section, Implications for
 

Channel Management, the various conflict reduction strategies
 

available to management tend to work through either the

belief or evaluation component. The implications of this

will be further discussed in chapter six.

Hypotheses
 

Since the integrative model has potential implications

for channel management, empirical verification of several

posited associations critical to its overall structure is

warranted. Five sets of hypotheses will be developed to test

key relationships in the model. Each hypothesis set will be

stated initially in theoretical terms in order to emphasize

the constructs under investigation. Each will then be restated

in operational terms using the variables which will be measured

in testing the theoretical hypothesis.
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Hypothesis Set I

 

Theoretical: Latent conflict variables are associated

with channel members' level of affective

conflict.

The hypothesis will test whether variables Stern and Heskett

theorize as underlying conflict are systematically related to

the degree of affective conflict. To the extent such a rela—

tionship exists, the goals, domains, and perceptions of parti—

cipants at one level of a channel should be related to

attitudes held toward firms at a different level.

Operational: A Channel member's goals, domains, and

perceptions are associated with attitudes

held toward members at other levels of

the channel.

 

Hypothesis Set II

Theoretical: Latent conflict variables are associated

with the belief component of attitude.

This set is designed to examine whether the underlying

conflict variables are systematically related to the cognitive

component of attitude. The three causal variables should be

related to the characteristics attributed to channel partici—

pants occupying other levels of the channel, if the hypothesized

association exists.

As noted in Chapter II's section, Components of Fishbein's
 

Model, the belief construct is defined as the probability or

improbability that a particular relationship exists between

the object of belief and some attribute or characteristic.

Therefore, to operationalize the belief component the position
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on a probability dimension an individual ascribes to statement

linking a reciprocal Channel member to characteristics will be

measured.

Operational: A channel member's goals, domains, and

perceptions are associated with the posi—

tion on a probability dimension ascribed

to relational statements, linking charac-

teristics to other channel members.

 

Hypotehsis Set III

Theoretical: Latent conflict variables are associated

with the evaluation component of attitude.

Similar to Set II, the hypothesis' purpose is to establish

whether the variables underlying conflict are systematically

related to a component of attitude. If so, the three causal

variables should be associated with the evaluation of charac-

teristics in a good-bad sense. Fishbein intended the evalua—

tion component as a measure of the desirability each attribute

possesses for respondents. Therefore, the latent conditions

should be associated with the value channel participants attri-

bute to characteristics of reciprocal Channel members.

Operational: A channel member's goals, domains, and

perceptions are associated with the de—

sirability of reciprocal channel member

characteristics.

 

Hypotehsis Set IV

Theoretical: Belief component of attitude is

associated with channel members' level

of affective conflict.

 

The hypothesis establishes whether participants' attitude
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toward members at other channel levels is related to a specific

component in Fishbein's attitude model. To the extent this is

the case, the position on a probability dimension that a par—

ticipant ascribes to relational statements should be related to

attitudes held toward reciprocal channel members.

Operational: Position on a probability dimension

ascribed to relational statements

linking characteristics to other

channel members, is associated with

attitudes toward those members.

 

Hypothesis Set V

Theoretical: Evaluation component of attitude is

associated with channel member's level

of affective conflict.

 

Similar to Set IV, the hypothesis will test whether atti-

tude toward reciprocal channel members is related to a particu—

lar attitude model component. If true, the value channel par—

ticipants attribute to characteristics of other channel members

should be associated with attitudes held toward the channel

members.

Operational: Desirability of reciprocal channel

member characteristics is associated

with attitudes toward those members.

 

Overall, the five hypotheses test the critical internal

relationships of the integrative model. To the extent associa—

tions posited are confirmed for a channel system, insights into

the functioning of the conflict process offered by the model

would be available for channel management.
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Recapitulation
 

In developing an integrative model of the conflict

process, delineating its managerial significance, and speci—

fying testable hypotheses of its structure, this chapter has

presented the conceptual foundation of the dissertation. The

following chapter will detail the research strategy necessary

to empirically verify the hypotheses developed in this chapter.
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CHAPTER IV

METHODOLOGY

Before the research hypotheses can be empirically veri—

fied, important decisions must be made regarding the methods

utilized to collect and analyze the data. This chapter will

discuss the procedures and criteria employed: 1) in select—

ing the channel system to serve as the empirical basis for the

dissertation, 2) in developing operational measures of the

research variables, 3) in designing the specific data collec-

tion format, and 4) in statistically analyzing the data. The

chapter will conclude_by assessing the limitations these pro—

cedures impose on the ability to draw conclusions from the

study.

Selection of the Channel
 

Candidate Channel Systems

As mentioned in the Chapter I discussion on the scope of

the channel system, administrative and franchise systems pro-

vide channel participants with a balance between autonomy and

commitment. In order for conflict to develop in distribution

relations, members must be able to pursue their own objectives

but still have a high stake in the particular channel and be

functionally interdependent with other members.

Initially, the institutional food distribution channel

was investigated as a candidate system to empirically test the

dissertation's hypotheses. However, the affective conflict
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restaurant owners hold toward their food wholesalers or dis—

tributors was found to be low. Separate personal interviews

with several restauranteurs and their distributors revealed

that the institutional food wholesale market is highly compe—

titive resulting in restaurant owners having a low stake in

particular channel systems. Restauranteurs tended to have a

multiple supplier policy, purchasing from several distributors

and frequently adding or dropping suppliers. In addition, the

deveIOpment and pre-testing of an instrument to measure the

channel's underlying potential for conflict revealed that the

limited stake and functional interdependence lead to an ab—

sence of conditions necessary for the study.

Similarly, the beauty supply channel was investigated

and rejected as a potential empirical system for the disserta-

tion. .Again, the low stake and interdependence of barber and

beauty shop operators with their suppliers lead to low levels

of overt conflict. Personal interviews revealed operators

terminate relationships with disagreeable suppliers. For ex—

clusive distributors of sought—after branded products, func—

tional interdependence was found to be limited to billing and

physical distribution functions. Operators reported few prob—

lems in these areas.

In an attempt to identify a channel fitting the theoreti-

cal criteria mentioned above, the franchised channel for the

distribution of new automobiles was explored. Personal inter-

views with dealers and manufacturer field personnel revealed

a high amount of affective conflict between the parties.
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divergence in member's goals is typical in distribution chan-

nels:2

Goals between and among vertically linked

firms are often different, and may be in—

compatible and even mutually exclusive...

one firm's goals may comprise another firm's

constraints so that conflict results.

Of course, as March and Simon point out, the reward

structure of money payments between participants is developed

especially to overcome differences in individual goals.3

However, they note the reward structure itself can stimulate

goal conflict if it places members in competition for scarce

resources. This appears to be the case in automobile distri—

bution since manufacturer's production requirements for a

large and steady output of all models Clashes with dealer

sales needs for large supplies of a few popular models.

Although dealers are rewarded by the gross margin received on

cars sold, manufacturers faced with a shortage of popular

models place dealers on allocations, thus limiting their ac-

cess to monetary rewards and cause tensions.

In order to examine the impact goals have on dealer atti—

tudes toward their manufacturer, the goal construct should

be carefully defined. To Perrow, goals define the ends de-

sired through operating policies.4 The goals are formed by

the unique problems and tasks the organization must emphasize

since these tasks determine the organization's success.

Furthermore, Perrow notes goals are important because they

reflect choices among competing values in selecting and
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defining the specific content of general business objectives

such as growth and profitability. Since decisions must be

made among many alternative ways of achieving these general

objectives, dealers are likely to have different sets of ac-

tive goals or at least have different preference orderings for

the same goals.

This possibility is critical for the analysis of conflict

since, as Simon states, goals are the, "...value premises that

can serve as inputs to decisions.H5 If dealers for a manu—

facturer hold a variety of value premises, it seems likely

that operating decisions made by the manufacturer would not

satisfy the goals of all dealers to the same degree. Similarly,

to the extent this condition existed, the various operating

policies adopted by dealers would be unlikely to uniformly

satisfy the value premises of the manufacturer.

Biddle offers a formal definition of the goal construct.

He states a goal,6

...is a cognition consisting of a value held

by a person which maps an end trace for the

behavior of an actor in a context.

According to this View, a dealer goal could be considered

a valued end to which daily operating activities appear to

tend. They reflect the dealer's value structure.

In View of these approaches to the goal construct, the

dissertation will adopt the following operational definition

of goal:

,Goal is a value premise underlying task elements or

Operating ends.
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Goal Statements

In order to translate the goal definition into a measure—

able variable, questionnaire statements reflecting the under—

lying value premises for important task elements had to be

developed. Personal interviews were conducted with the follow-

ing parties in an attempt to identify critical task elements

and their associated value premises.

1. Marketing and Finance Editors of Automotive

News (trade paper)

2. Officers of Michigan Automobile Dealers

Association (trade association)

3. Manufacturer headquarter and field personnel

4. Dealers, i.e., individuals holding franchise

agreements

Figure 3 lists the results of these discussions. The

five task elements represent critical features in the manufact-

urer-dealer relationship. During the interviews, the parties

mentioned these elements as being necessary for the efficient

distribution of new automobiles. For each element a specific

questionnaire statement was constructed that reflected the

major value premise associated with it. For example, in dis—

cussing selling effort, the interviewed parties recognized not

all dealers shared the same viewpoint. It was noted that some

dealers feel their time and effort is best spent on selling

only models with high degrees of consumer acceptance, where

as other dealers believe higher overall sales result from

aggressively selling the entire line. Shown in Figure 3, a

sentence explicitly stating a value premise for this task



  

 

 



Goal Topics
 

Selling Effort

Profit Reinvestment.

National Policies

Profitability Trade—Off.

Dealer Dependence.
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Questionnaire Statements
 

.When sales are slow for a model

that is difficult to sell, a

Dealer should devote more time

and effort to selling it.

.A Dealer should prefer to

reinvest the majority of his

profits back into the Dealership.

.Ford adoption of nation-wide

policies (as planned by Ford

personnel and outside experts)

is to be preferred to local

flexibility of Dealers.

.A Dealer should always be willing

to satisfy customer demand even

if doing so reduces Dealership

profitability.

.Having a Ford franchise is well

worth the accompanying restric—

tions on Dealer's independence

in operating his business.

Figure 3

Five Goal Topics and Related Questionnaire Statements
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element was developed.

Similarly, the underlying goal or value premise relating

to the other task elements were constructed from the inter—

views.7 Of course, whether these goals systematically in-

fluence a dealer's attitude toward his manufacturer remains

an empirical issue and will be explored in the next chapter.

Domains

A firm's domain refers to the role it occupies in the

channel of distribution. To Stern and Heskett, ”Roles con-

stitute the functions and the degree of functional performance

expected of a channel member by other system members.”8

Roles represent families of norms that are maintained by the

common expectations of other channel members. The behavior

of any position occupant in a channel system is prescribed

by the role expectations others hold for the firm.

These role prescriptions, by specifying expected beha-

viors, allow for the coordination of activities among channel

participants. When a firm considers an activity as falling

in its domain and the role expectations of others also attri—

bute the activity to the firm, channel members are able to

predict his behavior facilitating cooperation and enabling the

entire channel to function as an integrated system.9

However, as El—Ansary and Robicheaux observe, role

performance is a function not only of role prescriptions but

personalized expectations, situational factors such as

dependence and power tolerances, and organizational objectives.lO
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These latter factors could cause role performance to deviate

from role prescriptions. When this occurs, the domain of a

firm would be defined in a way which is incongruent with the

expectations of the other channel members. Such domain dis—

agreements serve as a major cause of conflict creating insta—

bility in the Channel resulting in inefficient resource allo-

cation and lowering performance. Stern and Heskett note,

”When roles are unclear or not performed as expected, conflict

is inevitable."11

In order to develop an operational definition of domain,

the construct must be examined more formally. Stern and

Gorman state,12

Each role in the channel represents a normative

model of conduct which defines the expected

contribution of the unit occupying the position

to the achievement of the system's task.

According to Sarbin, the model of conduct consists of

”rights” each member has in terms of expected behaviors from

others and ”obligations” which are expectations of performance

by others.13 Therefore, the dissertation will utilize the

following operational definition of domain:

Domains are rights and obligations held toward members

at other channel levels.

Domain Statements

Questionnaire statements reflecting rights and obligations

of channel participants were developed in a manner similar to

goal statements. During interviews, the parties described





 

Domain Topics
 

Performance Pressure.

Discretion Exercised.

Control Exercised

Inventory Requirements.

Additional Dealerships.
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Questionnaire Statements
 

In order to insure that all Dealers

perform adequately, Ford is justi—

fied in setting performance stan—

dards and insuring Dealers meet

them.

In developing marketing policies,

Ford has the right to determine

what is in the best interest of

the overall franchise system.

Because of the need for uniformity

throughout its franchise system,

Ford is entitled to control some

important Dealer operating deci-

sions.

In order to maintain production of

all models at an economic level,

Ford is justified in requiring

Dealers to take slow selling as

well as fast selling models.

Ford is entitled to determine the

number of Dealerships necessary to

satisfy consumer demand in a mar—

ket area.

Figure 4

Five Domain Topics and Related Questionnaire Statements
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several important domain elements operating at the manufac-

turer-dealer interface during the automobile distribution

process. Figure 4 lists the elements and the associated

questionnaire statement. Sentence construction utilized

information obtained in the interviews expressing the rights

and obligations of channel members relative to domain ele—

ments. For example, the discussions revealed performance

pressure was accepted by some dealers as a legitimate function

of the manufacturer in managing its distribution system. On

the other hand, other dealers were much less willing to attri—

bute this activity as a right.

Perceptions

Perceptions of reality refer to channel member's subjec-

tive interpretation of channel phenomena. Since information

is a critical ingredient in a firm's decision making process,

conflict between members can occur if information or an

abstraction of reality is interpreted in varying subjective

ways. In this regard, Stern and Gorman state,l4

Perception is the process by which an individual

selects and interprets environmental stimuli.

The interpretation need not, however, be con—

gruent with reality. Perceptual errors are

common occurrences...Thus, two decision makers

within the same system may observe the same

phenomenon in exactly reversed terms.

Differences in perception indicate that there

will be differing bases of action in response

to the same situation.

Divergent perceptions can have an important impact on the

relationships between channel participants. March and Simon
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observe that perceptions account for:

1. Criteria used to determine preferred

courses of action

2. Expectations of consequences from each

course of action

3. Knowledge of the existing alternative

courses of action

If members hold different knowledge, expectations, and

criteria for courses of action, they are unlikely to closely

coordinate their activities.

The following operational definition of perception will

be adopted:

Perception is the subjective interpretation of a

situation.

 

Perception Statements

Interviews revealed several critical perceptual topics

in the manufacturer—dealer dyad. Figure 5 lists these ele—

ments and their associated situational statements. Sentence

construction involved expressing situations which would

elicit respondent's subjective interpretation of the percep-

tual element under consideration.

Beliefs

In the Chapter II discussion on the components of Fish—

bein's model, belief was defined as the position a respondent

ascribes to a relational statement on a probability dimension.

A relational statement specifies an associated link between

the object and some attribute. The probability dimension





Perception Topics
 

Business Guidance

Manufacturer Support.

Car Design.

Advantageous Programs

Dealer Density.
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Questionnaire Statements
 

.The guidance and advice Dealer

receives from Ford is extremely

useful in operating a Dealership

profitably.

.Ford provides Dealer with adequate

support to enable Dealer to be

competitive with other brands in

his market area.

.Ford designs cars exactly the way

consumers want them.

.Ford has nearly always proved

trustworthy in introducing poli-

cies and programs which are of

mutual advantage to Dealer and

Ford.

.The number of Ford Dealers in

most market areas is few enough

to allow each to earn a satisfac-

tory profit.

Figure 5

Five Perception Topics

and Related Questionnaire Statements
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refers to the respondent‘s subjective probability that the

particular relationship expressed in the statement exists.

Of course, the selection of attributes to be included

in the study is critical. The objective is to include only

those characteristics of attitude objects which actually de—

termine the subject's attitude. Relational statements linking

the object to attributes subjects actually use in the forma-

tion of their attitudes are referred to as salient beliefs.

Fishbein and Ajzen have stated,16

...a person's attitude toward an object is

primarily determined by no more than five to

nine beliefs about the object; these are the

beliefs that are salient at a given point in

time.

Since only a relatively small number of beliefs serve

as determinants of attitude, the attribute selection procedure

must identify the few critical characteristics of attitude

objects from the large number of beliefs respondents hold.

Furthermore, the authors caution,l7

When belief statements are selected in an

intuitive fashion, many beliefs will tend

to be nonsalient, and they may also be

unrelated to the underlying attitude.

Belief Statements

Fortunately, prior research on automotive channel systems

provides an empirical basis for the selection of manufacturer

attributes. Lusch in a study of automotive manufacturer's

sources of power analyzed twenty-four manufacturer attributes.l8
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Through discussions with channel participants, Lusch ident-

ified sixteen noncoercive and six coercive characteristics

which functioned as the important manufacturer attributes

in manufacturer—dealer interactions. Since Lusch was

interested in examining the impact sources of power have on

intrachannel conflict, he obtained from dealers measures

of manufacturer characteristics and the frequency of dealer

disagreement with the manufacturer.

Through a national mail survey involving domestic and

foreign new car dealers, Lusch established a relationship

between each attribute and the level of perceived conflict.

Since the Fishbein model requires attributes that are related

to the respondent's attitude, the attributes Lusch identified

as having the greatest systematic association to conflict

will be used in the present study. Thus, manufacturer

characteristics bearing little or no relationship to the way

dealers perceive their manufacturer will be excluded.

The coercive and noncoercive attributes which will be

utilized in the study are:

Coercive

Slow payment on warranty work

Unfair vehicle allocation

Unnecessary bureaucratic red tape

Slow delivery of ordered vehicles

Threats of termination to get Dealer cooperation
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Noncoercive
 

Effective district sales representative

Excellent quality product warranty

Effective year-end inventory rebate plan

Worthwhile Dealer incentive programs

Excellent quality mechanic training

To incorporate these attributes into belief statements,

it is necessary to form an associative link with the attitude

object. To accomplish this, sentences were developed in

which each attribute was preceded by the noun, Ford. For

example,

”Ford has effective district sales representatives.”

Respondent's would register their belief strength for

this attribute on a probability scale. Scaling will be dis—

cussed in the section on questionnaire development.

Evaluations
 

The second component in Fishbein's model refers to the

evaluation of the attributes in a good—bad sense. The compo-

nent is intended as a measure of the desirability each attri-

bute holds for the subject.

The potential importance of the model's value component

in the analysis of Channel conflict is demonstrated in an ob-

servation by McCammon and Little,19

Research undertaken at all levels of the dis—

tribution system indicates that the firm's

behavior and decisions are strongly conditioned
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by the entrepreneur's value hierarchy.

Thus, the way a dealer evaluates manufacturer attri-

butes could influence the degree of conflict present in the

dyad.

Evaluation Statements

The ten attributes derived from the Lusch study will be

used to obtain evaluation measures. For the noncoercive

attributes respondents will register their evaluations accord—

ing to the degree they are perceived as beneficial. Similar—

ly, evaluations of the coercive attributions will be measured

in terms of the degree they are perceived as harmful.

Data Collection Procedures
 

In order to gather the data necessary for testing the

research hypotheses, a questionnaire had to be designed and

distributed to Michigan Ford dealers. The specific data

collection procedures utilized are described below.

Initial Research Activities

Officers and members of the Michigan Automobile Dealers

Association (MADA) were consulted regarding possible procedures

to be used in collecting information from Michigan Ford deal-

ers. During those discussions the following procedures were

deemed necessary to obtain an acceptable response rate.
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1. Develop and pre-test questionnaire format

by personal interviews with dealers.

2. Prenotify dealer of study by personal

telephone call.

3. Personalize mail questionnaire by hand

addressing envelope using dealer's first and

last name.

4. Include cover letter on Michigan State Uni—

versity letterhead signed by researcher and

endorsed by MADA. (see appendix A)

Using these procedures, it was felt an adequate response

could be obtained by mailing a questionnaire to dealers rather

than attempting to personally interview dealers throughout

the state of Michigan. A stamped pre—addressed return en—

velope was included in the mailing. Names, addresses, and

phone numbers of Michigan Ford dealers were obtained from the

1978 Yearbook and Directory of the MADA, and from a list of

dealers not currently members of the trade association.

Regarding the use of telephone prenotification, Jolson

identifies several important advantages over conventional

mail—only approaches:20

Differentiates the mailing piece from ”junk

mail” by alerting the respondent to its

impending arrival.

Stresses the importance of the respondent's

role and provides a medium for answering his

questions.

Introduces a dimension of intimacy and elicits

his promise to cooperate.

Furthermore, Jolson observes,21
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The use of a well—administered initial

phone contact in advance of the mailing

may offer the potential for a real

breakthrough — a doubling or tripling of

return rates...However, the effectiveness

of the method is highly dependent on the

design of the phone message and the skills

of the personnel who deliver it.

Adopting Jolson's telephone message format to the present

study resulted in the standard phone presentation shown in

Figure 6. The MADA generously agreed to support the research

by permitting the researcher to use the organization's phone

system to contact a sample of dealers. To enlarge the sample

and to call back dealers not initially available, additional

calls were made from the researcher's residence. Since the

phone calls were made during the last weeks of June, 1978,

several dealers were on vacation or otherwise unavailable.

Therefore, it was decided to include as many dealers as pos—

sible in the sample.

The following section discusses the specific content of

the mail questionnaire.
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Hello. I'm Dan Bello with the College of

Business at Michigan State University. I'm studying

the problems owners of car dealerships in Michigan

have with their manufacturers. Are you the owner?

I've randomly selected dealerships in Michigan

including yours, and will be sending a brief ques-

tionnaire to get dealer opinions about their

manufacturer. The questionnaire is endorsed by the

Michigan Automobile Dealers Association. You wouldn't

mind filling out the questionnaire would you, Mr.

?
 

Your name is not on the questionnaire and you

are asked to give your opinion to some questions by

placing an X. I'll mail the questionnaire today and

it will arrive in a Michigan State University enve—

lope.

I've called you in advance since we've found if

we don't call first, some dealers fail to return the

questionnaire and our results suffer. Your reply is

very important. Will you try to return the question—

naire soon after you receive it?

Thank you, Mr. . I appreciate

your help.

 

Figure 6

Standard Presentation

Used In Telephone Pre—notification
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Questionnaire Development

The statements associated with each measured variable

were organized into a three—page questionnaire shown in

Appendix B. Part I consists of ten belief statements

linking Ford to five noncoercive and five coercive

manufacturer characteristics. To encourage respondent

to consider each statement individually and avoid

possible response patterns, the statements are alternated

beginning with a noncoercive characteristic.

A seven-point response scale, anchored by the

descriptions ”strongly agree" and ”strongly disagree,” was

used to register dealer!s subjective probability for each

of the ten Ford—attribute associations.

1. Belief Statement

Strongly Strongly

Agree : : : : : : Disagree
  

Before this scale was selected, two other scales were

developed and pre—tested. However, dealers expressed

uncertainty in their interpretation and found them generally

confusing.

1. Belief Statement

Very Very

Unlikely —3 -2 —1 0 +1 +2 +3 Likely
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1. Belief Statement

Extremely Extremely

Improbable : : : : : : Probable
 

Parts II and III were designed to measure dealer

evaluations for the noncoercive and coercive attributes,

respectively. In each section, the five attributes were

listed and dealers were instructed to indicate their evalua—

tions on a seven—point scale. The end point descriptors for

the noncoercive statements were ”moderately beneficial” and

”extremely beneficial.” For the coercive statements, the

end points were ”moderately harmful” and ”extremely harmful.”

1. Noncoercive attribute

Moderately Extremely

Beneficial : : : : : : Beneficial
 

2. Coercive attribute

Moderately Extremely

Beneficial : : : : : : Harmful
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Again, prior to the selection of these scales, alterna—

tive versions were developed and pre—tested. For example,

the folloiwng noncoercive scale was judged to be too confusing

by respondents. (Coercive scales were similar in construction.)

1. Noncoercive Attribute

Least Most

Desirable —3 —2 —1 0 +1 +2 +3 Desirable

Part IV listed fifteen sentences which consisted of

alternated goal, domain, and perception statements. Dealers

were instructed to respond on a seven—point anchored scale

similar to the scale used in Part I.

Part V consists of a set of standard semantic differen—

tial scales. Following the technique pioneered by Osgood et.

al., a series of bipolar adjective scales were used to mea—

sure overall affect toward the attitude object, Ford.22 The

original studies by these authors on the nature of semantic

space identified the three major dimensions of evaluation,

potency, and activity. Since Fishbein considers the attitude

construct, ”...to refer solely to a person's location on a

bipolar evaluative or affective dimension with respect to

some object...,“ the evaluative dimension will be of primary

interest.23

Eleven sets of adjective pairs appear in Part V and

represent the following semantic dimensions. In the question—

naire the adjective pairs are placed in random order and are

occasionally reversed in direction to avoid possible pattern-

 ing of responses.
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Evaluation Dimension
 

Foolish - Wise

Awful — Nice

Unpleasant — Pleasant

Wrong — Right

Bad - Good

Cruel - Kind

Punishing - Rewarding

Potency Dimension
 

Weak - Strong

Activity Dimension
 

Passive — Active

In addition to these adjective pairs which were taken

from Osgood et. al.'s original Thesaurus study, two conflict

related semantic adjective pairs were developed and included

in Part V.

These additional pairs appeared on a priori basis to

be related to the channel conflict construct.

Conflict Related Descriptors
 

Frustrating — Helpful

Adversary - Partner

Following the usual semantic differential procedure, all

eleven adjective pairs were submitted to a factor analysis

procedure to determine the relevant dimensions for the speci—

fic context of the research. The results of the factor

analysis for the current distribution channel context are

discussed in the following chapter.

Additional questions were included in the questionnaire

to obtain the following descriptive information about the
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respondent.

1. Number of years holding Ford franchise

2. Additional automotive brands represented

3. Percentage of time spent operating Ford

dealership

4. Ford new car and truck unit volume in 1977

5. Comparative 1977 dealership profit perfor—

mance

General degree of Ford control over deal-

ership

O
)

7. General degree of satisfaction with Ford

8. Frequency of disagreements with Ford

Statistical Analysis of Data
 

To empirically test the research hypotheses constructed

in Chapter III, the operational measures just discussed will

be statistically analyzed in the next chapter. The data

collected on the automotive channel system will be investi—

gated in order to determine if the posited theoretical rela—

tions can be verified.

Multipleregression will be utilized to determine if

the associations proposed in the dissertation's conceptual

model and formalized in the research hypotheses exist for the

channel system under study. As Kerlinger and Pedhazner note,

multiple regression is an appropriate statistical technique

to investigate such theoretical relationships.21

Multiple regression is a method of analyzing

the collective and separate contributions of

two or more independent variables, X, to the
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variation of a dependent variable, Y. The

fundamental task of science is to explain

phenomena. As Braithwaite (1953) says, its

basic aim is to discover or invent general

explanations of natural events. The purpose

of science, then, is theory. A theory is an

interrelated set of constructs or variables

“that presents a systematic View of phenomena

by specifying relations among variables, with

the purpose of explaining...the phenomena.”

But this view of science is close to the de—

finition of multiple regression.

Therefore, the interrelated set of constructs comprising

the theoretical basis for the dissertation will be evaluated

by testing the strength and statistical significance of the

association between criterion and predictor variables. By

evaluating and measuring the overall dependence of a criterion

on a set of predictor variables, multiple regression can be

used to assess the strength of hypothesized associations.

However, beyond regression's ability to describe and summar—

ize existing relationships in the data, the question of

statistical inference can be addressed. The question of

whether the results of the sample observation can be general-

ized to the population is critical in drawing any conclusions

from the study. Both the F and t tests will be utilized in

testing the statistical significance of the regression analy—

sis.

The specific manner in which multiple regression will

be used to test the individual research hypotheses will be

discussed in detail in the next chapter.
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Limitations of the Study
 

Although the project attempts to examine hypothesized

relationships among selected variables of distribution

systems in general, the evidence is based on a single channel

of distribution. Consequently, the generalizability of any

study conclusions are limited to channel systems similar in

nature to the system used as the empirical basis for the

study. However, as discussed in Chapter I, research indi—

cates conflict intensity is fairly similar across various

types of channel systems which suggests insights gained from

the automobile franchise channel may have broader application.

Nevertheless, several important aspects of the study's

channel system serve as limitations. Since data was collected

in a restricted geographical area for a single manufacturer,

the study may not represent the complete automotive channel.

Furthermore, non—responding dealers reduce the thoroughness

with which even the one manufacturer's system was studied.

However, a follow up survey using an abbreviated questionnaire

suggests this is not a serious problem. In a general sense,

the conclusions may be influenced somewhat by the peculiari—

ties of the particular manufacturer and region. In addition,

the study was conducted at a point in time, the last weeks

in June, 1978, and may not be representative of other econo—

mic, political, and social environments.

Unlike a laboratory experiment where variables exogenous

to the process under examination can be controlled, field

research sacrifices such control for realistic settings. As
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a result, a controlled examination of the conflict process

and a complete understanding of the causal connections in

the dissertation's conceptual model is not possible with

the survey type field research utilized. Of course, this

limitation is offset by the fact artificial settings

associated with the experimental approach introduce biases

which are not operating when the study is conducted in the

environment natural to the process under examination.

Another limitation of the study is based on the statis—

tical tests used to verify the hypotheses. The regression

and correlation analysis utilized measures the degree of

association among variables but does not imply causation.

Furthermore, the techniques have certain mathematical assump-

tions which if not met can distort the data analysis.

Kerlinger and Pedhazur note that in order for regression

analysis to yield a meaningful test of statistical signifi—

cance the dependent variable should be normally distributed

and have equal variances.25 Also, the distribution of the

deviations from the regression should be random and normal.

Furthermore, the analysis assumes an interval level of data.

The scales utilized in the research were assumed to yield

interval data because of the way respondents perceive equally

spaced anchored scales. However, Kerlinger and Pedhazur

conclude the statistics used to test significance in the re-

gression model are fairly robust to deviations from the

underlying mathematical assumptions and, consequently, are

not likely to seriously distort the study's conclusions.26
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CHAPTER V

ANALYSIS OF RESULTS

In this Chapter the data generated by implementing the

previously described methodology will be analyzed. The

chapter begins with an assessment of how representative the

responding sample of dealers are of the dealer population

by evaluating information gathered on non—respondents. Next,

a profile of the responding dealers will be developed detail—

ing demographic and attitudinal dimensions of the sample.

The balance of the chapter will be devoted to a detailed

statistical analysis of the research hypotheses.

Analysis of the Sample
 

Non—Respondents

In order to investigate whether the dealers participating

in the study were representative of all Ford dealers in the

state, a shortened version of the original three—page ques-

tionnaire was mailed three weeks after the initial mailing.

The accompanying cover letter (Appendix C) reminded the dealer

of the academic and confidential nature of the project and

restated its endorsement by the trade association. The

letter further urged the dealer to complete and return the

original long questionnaire but asked, if that was not

possible, for the return of the shortened version.

Although containing only eight questions, the abbrevi—

ated questionnaire (Appendix D) requested both descriptive

and attitudinal information about the non—responding dealers.

101
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Questions were identical to ones asked in the long version.

Dealers were asked the length of time they had been Ford

dealers, the percentage of time spent running their dealer-

ships, their annual unit sales volume, and their relative

profitability.

Perhaps more important in a study of Channel conflict,

however, is whether respondents and non-respondents hold

similar attitudes and perceptions toward the manufacturer.

To assess these dimensions non—respondents were asked the

degree of control Ford possesses over the operation of their

dealership, their degree of satisfaction with Ford, and the

frequency with which they disagree with the manufacturer.

Table 1 compares the responses for the two groups of

dealers on the common descriptive and attitudinal questions.

A t-test was conducted to determine whether the groups dif—

'fered significantly on the items. Since none of the mean

responses differed for the two groups, it was concluded the

dealers responding to the original long questionnaire were

representative of the total Ford dealer population in Michi—

gan.
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Profile of Respondents

Table 2 compares the geographic location of dealers

who returned the questionnaire to the location of all Ford

dealerships in Michigan. The 149 responding dealers are

located in each of the major geographic subdivisions of the

state and represent 67% of the total number of dealerships.

Since the questionnaire was anonymous the postmark on the

return envelope was used to identify the dealers' location.

Although the originating location for twelve questionnaires

could not be identified, the sample of dealers appears to

be representative of the actual geographic distribution of

   

dealers.

Table 2

Geographic Location of Dealerships and

Responding Dealers in State of Michigan

Total Number Number of Respondents as

of Responding Percentage of

DealerShipsa Dealers Dealerships

Upper Peninsula 18 p 11 61%

Lower Peninsula

Upper Half 4O 17 43%

Lower Half 165 109 66%

Unknown Postmark —— 12 -—

Total: 223 149 67%

a From Michigan Automobile Dealers Association 1978 Directory and

non—member list.

b Location based on return envelope postmark.

C A few dealers operate more than one dealership either through partner—

ships or special franchise agreements.
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The average length of time dealers in the sample had

held their Ford franchise was 15.7 years. Table 3 shows the

distribution of dealers according to the number of years they

had represented the manufacturer. Response ranged from

several months to over fifty years. However, dealers' atti-

tude toward Ford was not related to their tenure with the

company.

The distribution of unit sales volume for the dealer

sample is shown in Table 4. Approximately half the dealers

sold between 200 and 550 new cars and trucks during the pre-

vious calendar year. Although the table indicates a broad

range of sales levels is contained in the sample, a dealer's

unit sales volume is independent of his attitude toward Ford.

Table 3

Number of Years Responding Dealers

have been Ford Dealers

   

Years as Number of Percentage of

Ford Dealer Respondents Respondents

less 3 17 11.4

3—5 22 14.8

6—10 23 15.4

11-15 24 16.1

16-20 20 13.4

21—30 24 16.1

31—50 8 5.4

over 50 7 4.7

no response _4 2.7

Total 149 100.0

Mean Years 15.7

Correlation with attitude .04a

a
not significant at .05 level
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Table 4

Annual New Car and Truck Unit Sales Volume

of Responding Dealers

 
  

lumber of Percentage of

Unit Volume Respondents Respondents

1 to 199 25 16.8

200 to 349 36 24.2

350 to 549 36 24.2

550 to 999 17 11.4

1,000 to 1,700 19 12.7

over 1,700 16 10.7

Total: 149 100.0

Correlation with attitude .04a

a not significant at .05 level

Table 5 displays dealer responses to a question asking

them to compare their profitability to all Michigan Ford

dealers. Approximately 24% of the dealers view themselves

Has earning below average profits, 28% as earning average

profits, and 48% as earning above average profits.

However, when profit responses were correlated with

attitude toward Ford only a relatively small correlation

coefficient (r = .16) was obtained. Since a dealer's profit-

ability accounts for less than 3% (r2 = .026) of the varia—

tion in attitude toward the manufacturer, the question arises

as to the nature of the forces which account for the unex—

plained variation in dealer's attitudes. Later in this

chapter, hypotheses derived from the dissertation's concep—

tual model will be empirically tested.

Table 6 shows responses to questions in three areas of
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Table 5

Responding Dealers' Perception

of Their Profitability

Compared to All Michigan Ford Dealers

  

Responsea Number of Percentage of

Measure Respondents Respondents

1 6 4.1

2 10 6.8

3 19 12.8

4 42 28.4

5 33 22.3

6 18 12.1

7 20 13.5

no response 1 —

Total: 149 100.0

Correlation with attitude .16b

3Responses were measured on scale ranging from ”Greatly

Below Average“ = 1 to ”Greatly Above Average” = 7.

bsignificant at .05 level

a dealer's relationship with the manufacturer. In terms of

the degree of control dealers feel Ford has over the opera—

tion of their dealership, 46% feel the manufacturer has little

or no control, 22% some control, and 32% attribute a high

degree of control. The perception of control was not signi—

ficantly related to dealers' attitude toward the manufacturer.

When asked how satisfied they were with their relation—

ship with Ford, 36% stated they were dissatisfied, 19% were

neutral, and 57% were satisfied. Since only a little over

half of the dealers were satisfied with their manufacturer

relationship, the impression obtained during the initial
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Table 6

Perception

of Their Relationship With Ford

Questions
 

1. In general how much control would

you say Ford has over the operation

of your Dealership?

2. How satisfied are you in general

with your relationship with Ford?

3. How frequently do you disagree with

Ford?

Response

Measure

1

2

Total:

Mean

Correlation

with attitude

asignificant at the .001 level

 

Control

(Question 1)

Freg. _j§_

5 3.3

33 22.1

30 20.1

33 22.1

33 22.1

13 9.0

__i; 1.3

149 100.0

3.7

-0.13

 
Satisfaction

(Question 2)

Freq. _;§_

3 2.1

13 8.7

20 13.4

28 18.8

33 22.1

38 25.5

_14_ 9.4

149 100.0

4.6

-o.4aa

 

No Control

Complete Control

Very Dissatisfied =

Very Satisfied

Very Infrequently =

Very Frequently

 

 

Disagreement

(Question 3)

Freg. _ZL_

8 5.4

20 13.4

28 18.8

33 22.1

31 20.8

22 14.8

__1_ 4.7

149 100.0

4.0

-0.318
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research phase that the channel exhibited conflict was con—

firmed.

Similarly, the responses to a question on how frequently

they disagreed with the manufacturer, dealer responses

indicate a substantial amount of channel conflict. Only 38%

report infrequent disagreement with Ford, 22% were neutral,

while 40% report they frequently disagree. Furthermore, both

the disagreement and satisfaction questions were significantly

correlated with dealer attitudes toward Ford indicating a

close association with the operational measure of affective

conflict used in the study.

Testing of Hypotheses
 

Although attitude toward Ford was independent of the

number of years the franchise was held, annual unit sales

volume, and the perceived degree of control Ford has over

dealership operations, the relationships posited between

latent causal variables, evaluations, beliefs, and affective

conflict may be demonstrable. The theoretical relations

identified in the literature, described in the dissertation's

conceptual model, and formalized as research hypotheses will

be empirically analyzed in this section.

Hypothesis I

The first hypothesis states goals, domains, and percep—

tions of participants at one level of a channel should be

related to attitudes held toward firms at a different level.
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Before the association can be tested the degree of

intercorrelation among the fifteen latent variables should

be assessed. Table 7 shows the matrix of correlation co—

efficients for these variables. The intercorrelations range

from a high of .47 for dealer dependence and advantageous

programs to a low of .004 for national policies and sell-

ing effort.

In order to assess the pattern of the intercorrelations

a factor analysis of the fifteen independent variables was

conducted. Four underlying latent dimensions were revealed.

Table 8 shows the latent variables having the highest load—

ings on each of the factors. An analysis of the question-3

naire statements for the set of latent variables associated

with each factor suggests the following factor interpretations:

Factor Interpretation
 

Policy Domain

Dealership Perception

Profit Goal

Support Perceptione
w
m
w

Each of the latent variables with high loadings on the

first factor refer to the manufacturer's right to establish

various policies in operating its franchise dealer system.

The highest loading variable, national policies, expresses

the value premise that manufacturer adoption of nation—wide

policies is to be preferred to local dealer flexibility.





T
a
b
l
e

7

M
a
t
r
i
x

o
f

C
o
r
r
e
l
a
t
i
o
n

C
o
e
f
f
i
c
i
e
n
t
s

f
o
r

1
5

L
a
t
e
n
t

V
a
r
i
a
b
l
e
s

S
e
l
l
i
n
g

D
i
s
c
r
e
t
i
o
n

B
u
s
i
n
e
s
s

N
a
t
i
o
n
a
l

P
e
r
f
o
r
m
a
n
c
e

M
a
n
u
f
a
c
t
u
r
e
r

P
r
o
f
i
t

E
f
f
o
r
t

E
x
e
r
c
i
s
e
d

G
u
i
d
a
n
c
e

P
o
l
i
c
i
e
s

P
r
e
s
s
u
r
e

S
u
p
p
o
r
t

R
e
i
n
v
e
s
t
m
e
n
t

 

 
 

S
e
l
l
i
n
g

E
f
f
o
r
t

1
.
0
0
0

.
1
1
0

.
1
8
3

.
0
0
4

.
1
7
0

.
1
0
0

.
2
8
4

D
i
s
c
r
e
t
i
o
n

E
x
e
r
c
i
s
e
d

.
1
1
0

1
.
0
0
0

.
2
2
8

.
3
5
7

.
3
4
8

.
1
8
9

.
0
0
8

B
u
s
i
n
e
s
s

G
u
i
d
a
n
c
e

.
1
8
3

.
2
2
8

1
.
0
0
0

.
3
2
6

.
3
1
4

.
1
7
6

.
2
0
0

N
a
t
i
o
n
a
l

P
o
l
i
c
i
e
s

.
0
0
4

.
3
5
7

.
3
2
6

1
.
0
0
0

.
3
5
5

.
1
8
3

.
0
6
5

P
e
r
f
o
r
m
a
n
c
e

P
r
e
s
s
u
r
e

.
1
7
0

.
3
4
8

.
3
1
4

.
3
5
5

1
.
0
0
0

.
2
8
9

.
0
5
5

M
a
n
u
f
a
c
t
u
r
e
r

S
u
p
p
o
r
t

.
1
0
0

.
1
8
9

.
1
7
6

.
1
8
3

.
2
8
9

1
.
0
0
0

.
0
3
4

111

P
r
o
f
i
t

R
e
i
n
v
e
s
t
m
e
n
t

.
2
8
4

.
0
0
8

.
2
0
0

.
0
6
5

.
0
5
5

.
0
3
4

1
.
0
0
0

C
o
n
t
r
o
l

E
x
e
r
c
i
s
e
d

.
1
7
5

.
3
2
9

.
2
7
0

.
2
2
5

.
4
6
9

.
2
2
1

.
2
0
7

C
a
r

D
e
s
i
g
n

.
2
6
3

.
1
4
0

.
1
8
0

.
2
5
6

.
2
8
3

.
2
4
9

.
2
2
6

P
r
o
f
i
t
a
b
i
l
i
t
y

T
r
a
d
e
-
o
f
f

.
2
6
5

.
2
0
4

.
1
8
3

.
1
8
5

.
1
2
8

.
0
7
3

.
2
9
6

I
n
v
e
n
t
o
r
y

R
e
q
u
i
r
e
m
e
n
t
s

.
0
7
6

.
2
6
1

.
2
8
4

.
3
0
4

.
3
0
6

.
2
7
8

.
0
1
6

A
d
v
a
n
t
a
g
e
o
u
s

P
r
o
g
r
a
m
s

.
2
9
3

.
2
7
8

.
3
8
0

.
2
7
2

.
3
3
7

.
2
6
2

.
2
1
8

D
e
a
l
e
r

D
e
p
e
n
d
e
n
c
e

.
2
4
9

.
2
4
4

.
3
0
9

.
1
3
6

.
2
6
1

.
2
6
9

.
1
4
8

A
d
d
i
t
i
o
n
a
l

D
e
a
l
e
r
s
h
i
p
s

.
1
4
7

.
4
1
4

.
2
7
0

.
2
1
7

.
3
1
1

.
0
1
5

.
1
3
9

D
e
a
l
e
r

D
e
n
s
i
t
y

.
1
2
8

.
1
6
5

.
2
8
9

.
1
3
5

.
1
1
7

.
0
4
8

.
1
2
7





S
e
l
l
i
n
g

E
f
f
o
r
t

D
i
s
c
r
e
t
i
o
n

E
x
e
r
c
i
s
e
d

B
u
s
i
n
e
s
s

G
u
i
d
a
n
c
e

N
a
t
i
o
n
a
l

P
o
l
i
c
i
e
s

P
e
r
f
o
r
m
a
n
c
e

P
r
e
s
s
u
r
e

M
a
n
u
f
a
c
t
u
r
e
r

S
u
p
p
o
r
t

P
r
o
f
i
t

R
e
i
n
v
e
s
t
m
e
n
t

C
o
n
t
r
o
l

E
x
e
r
c
i
s
e
d

C
a
r

D
e
s
i
g
n

P
r
o
f
i
t
a
b
i
l
i
t
y

T
r
a
d
e
—
o
f
f

I
n
v
e
n
t
o
r
y

R
e
q
u
i
r
e
m
e
n
t
s

A
d
v
a
n
t
a
g
e
o
u
s

P
r
o
g
r
a
m
s

D
e
a
l
e
r

D
e
p
e
n
d
e
n
c
e

A
d
d
i
t
i
o
n
a
l

D
e
a
l
e
r
s
h
i
p
s

D
e
a
l
e
r

D
e
n
s
i
t
y

C
o
n
t
r
o
l

E
x
e
r
c
i
s
e
d

.
1
7
5

.
3
2
9

.
2
7
0

.
2
2
5

.
4
6
9

.
2
2
1

.
2
0
7

1
.
0
0
0

.
2
4
9

.
1
7
4

.
3
7
2

.
3
1
9

.
2
6
4

.
2
9
2

.
0
7
8

T
a
b
l
e

7
(
C
o
n
t
'
d
)

C
a
r

D
e
s
i
g
n

.
2
6
3

.
1
4
0

.
1
8
0

.
2
5
6

.
2
8
3

.
2
4
9

.
2
2
6

.
2
4
9

1
.
0
0
0

.
2
6
1

.
1
8
7

.
3
6
8

.
2
4
9

.
1
5
6

.
1
6
5

P
r
o
f
i
t
a
b
i
l
i
t
y

T
r
a
d
e
-
O
f
f
 

.
2
6
5

.
2
0
4

.
1
8
3

.
1
8
5

.
1
2
8

.
0
7
3

.
2
9
6

.
1
7
4

.
2
6
1

1
.
0
0
0

.
1
7
6

.
1
5
4

.
2
3
7

.
2
4
8

.
1
2
6

I
n
v
e
n
t
o
r
y

R
e
q
u
i
r
e
m
e
n
t
s
 

.
0
7
6

.
2
6
1

.
2
8
4

.
3
0
4

.
3
0
6

.
2
7
8

.
0
1
6

.
3
7
2

.
1
8
7

.
1
7
6

1
.
0
0
0

.
3
6
4

.
3
6
5

.
3
3
5

.
1
7
7

A
d
v
a
n
t
a
g
e
o
u
s

P
r
o
g
r
a
m
s
 

.
2
9
3

.
2
7
8

.
3
7
9

.
2
7
2

.
3
3
7

.
2
6
2

.
2
1
8

.
3
1
9

.
3
6
8

.
1
5
4

.
3
6
4

1
.
0
0
0

.
4
7
4

.
3
9
4

.
3
2
5

112





S
e
l
l
i
n
g

E
f
f
o
r
t

D
i
s
c
r
e
t
i
o
n

E
x
e
r
c
i
s
e
d

B
u
s
i
n
e
s
s

G
u
i
d
a
n
c
e

N
a
t
i
o
n
a
l

P
o
l
i
c
i
e
s

P
e
r
f
o
r
m
a
n
c
e

P
r
e
s
s
u
r
e

M
a
n
u
f
a
c
t
u
r
e
r

S
u
p
p
o
r
t

P
r
o
f
i
t

R
e
i
n
v
e
s
t
m
e
n
t

C
o
n
t
r
o
l

E
x
e
r
c
i
s
e
d

C
a
r

D
e
s
i
g
n

P
r
o
f
i
t
a
b
i
l
i
t
y

T
r
a
d
e
—
O
f
f

I
n
v
e
n
t
o
r
y

R
e
q
u
i
r
e
m
e
n
t
s

A
d
v
a
n
t
a
g
e
o
u
s

P
r
o
g
r
a
m
s

D
e
a
l
e
r

D
e
p
e
n
d
e
n
c
e

A
d
d
i
t
i
o
n
a
l

D
e
a
l
e
r
s
h
i
p
s

D
e
a
l
e
r

D
e
n
s
i
t
y

T
a
l
b
e

7
(
C
o
n
t
'
d
)

D
e
a
l
e
r

D
e
p
e
n
d
e
n
c
e
 

.
2
4
9

.
2
4
4

.
3
0
8

.
1
3
6

.
2
6
1

.
2
6
9

.
1
4
8

.
2
6
4

.
2
4
9

.
2
3
7

.
3
6
5

.
4
7
4

1
.
0
0
0

.
3
9
2

.
3
5
9

A
d
d
i
t
i
o
n
a
l

D
e
a
l
e
r
s
h
i
p
s
 

.
1
4
7

.
4
1
4

.
2
7
0

.
2
1
7

.
3
1
1

.
0
1
5

.
1
3
9

.
2
9
2

.
1
5
6

.
2
4
8

.
3
3
5

.
3
9
4

.
3
9
2

1
.
0
0
0

.
4
4
9

D
e
a
l
e
r

D
e
n
s
i
t
y

.
1
2
8

.
1
6
5

.
2
8
9

.
1
3
5

.
1
1
7

.
0
4
8

.
1
2
7

.
0
7
8

.
1
6
5

.
1
2
6

.
1
7
7

.
3
2
5

.
3
5
9

.
4
4
9

1
.
0
0
0

113





114

Table 8

Factor Analysis of Latent Variables

Varimax Rotated Factor Matrix
a

 

Latent Variables
 

Selling Effort

Discretion Exercised

Business Guidance

National Policies

Performance Pressure

Manufacturer Support

Profit Reinvestment

Control Exercised

Car Design

Profitability Trade—off

Inventory Requirements

Advantageous Programs

Dealer Dependence

Additional Dealerships

Dealer Density

Eigenvalue

Percentage of total

Factor Variance

aLoadings above .5 are in parentheses.

-0

G
O
O

0
0
0

29.

Factor 1

.06493

(O.

0.

70292)

35054

.70544)
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.00215

.57370)
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8

A

0
0
0

A
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.24160
0
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.64748)
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63586)

07240

.16787

.10971

.06712

.27

7
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.78323)
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.43593

.14848
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.38304

—0.

—0.

17360

06166

.05
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Similarly, discretion exercised, performance pressure, and

control exercised express the legitimacy of the manufacturer

developing policies to control dealers. Since the Chapter

IV discussion of the domain construct concluded expressions

of a channel member's rights constitute domain statements,

the first factor can be interpreted as measuring dealer's

views on the manufacturer's policy domain.

The variables loading the highest on the second factor

refer to situations critical to the operation of a dealer-

ship. The highest loading variable, dealer density, asks

whether a respondent perceives there are too many dealers in

most market areas to allow each to earn a satisfactory pro-

fit. The other variable associated with the second factor,

additional dealerships, dealer dependence, and advantageous

programs require the respondent to make a judgement on mat-

.ters directly affecting his ability to successfully operate

his dealership. Since the prior discussion of perception

defined the construct as a subjective interpretation of a

situation, the second factor can be described as measuring

dealership perceptions.

The interpretation of the third factor as measuring the

dealer's profit goal is based on an analysis of the highest

loading variables. The variable, profit reinvestment, states

a dealer should prefer to reinvest the majority of his

profits back into the dealership. Similarly, selling effort

and profitability trade—off refer to statements identifying

what a dealer should do in situations affecting his
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profitability. Since the goal construct was operationally

defined as a value premise underlying task elements or op—

erating ends, the third factor can be labeled profit goal.

The perception variable, manufacturer support, loaded

the highest on the fourth factor. Since the variable asks

whether the manufacturer provides dealers with adequate

support to enable them to be competitive with other brands,

the fourth factor was identified as manufacturer support.

The four factors were treated as predictor variables

and regressedcnlthe attitude criterion as a test of

the hypothesized association between the latent variables

and dealer attitude toward Ford. As shown in Table 10, the

regression supports the hypothesis since the multiple corre—

lation coefficient is a significant .64. Furthermore, each

of the domain, perception, and goal factors were signifi-

cantly related to attitude.

The results support the hypothesis that the variables

Stern and Heskett proposed as causing conflict are systema—

tically related to an affective measure of expressed conflict.

The data analysis supports this conclusion since twelve of

the fifteen latent variables loaded highly on the factors

and all the factors significantly contributed to the associa—

tion with attitude.

Hypothesis II

According to Fishbein's attitude model, the various

forces which influence attitude work through either cognitive
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Table 10

Regression Equation: Attitude (Criterion)

Latent Factors (Predictors)

  

Latent Regression Significance

Factors Coefficient t value Level

Policy Domain 0.41 5.76 .001

Dealership Perception 0.45 6.33 .001

Profit Goal 0.19 2.73 .007

Support Perception 0.34 4.71 .001

Intercept 4.52

Multiple R = .64, (R2=.41, significant beyond .001 level)

beliefs about the object or affective evaluations of object

attributes. Since the preceding results indicate the level

of affective conflict a channel member holds toward another

is related to the member's goals, domains, and perceptions,

the question arises as to whether these latent forces influ—

ence attitudes by affecting beliefs or evaluations. Hypoth—

esis II posits the latent variables are systematically

related to the belief component while Hypothesis III states

the latent variables are associated with the evaluation

component.

In order to test the second hypothesis ten separate

regressions were performed. Each regression, in turn,

utilized one of the ten belief variables as the criterion

upon which the fifteen latent variables were regressed. This

procedure yielded an analysis of the degree of association
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between each belief and the latent variables. Table 11

summarizes the results of the analysis.

The results support Hypothesis II since nine of ten

beliefs show a moderate association, significant beyond .05

level, with a channel member's goals, domains, and percep-

tions. The strength of the associations ranged from an R of

.56 for the coercive belief, unfair vehicle allocation, to

an R of .41 for the non-coercive belief, excellent product

warranty. Only the coercive belief, slow vehicle delivery,

was not significantly associated with the latent variables.

However, the strength and significance of the associations

for all the non—coercive beliefs and for four of the coer—

cive beliefs support the posited relationship.

An examination of the ten regression equations identi—

fies the specific latent variables significantly associated

with each belief. Table 12 indicates on an individual basis

only a few of the fifteen latent variables are so related.

The number of latent variables significantly contributing to

the association with a belief ranges from three for the non—

coercive belief, threats of termination, to only one for the

non-coercive beliefs, effective inventory rebate plan,

excellent mechanic training, and excellent product warrnaty,

plus the coercive belief, slow vehicle delivery.

However, as previously discussed the fifteen latent

variables are reducible to four meaningful latent factors.

Further evidence regarding Hypothesis II was obtained by

performing ten additional regressions using the four latent
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Table 11

Summary of Multiple Correlation Coefficients:

Belief (Criterion) and Latent Variables (15 Predictors)

 

 

Signi—

2 ficance

Beliefs R R Level

Non—Coercive

1. Effective district sales reps .50 .25 .001

2. Effective inventory rebate plan .47 .22 .004

3. Worthwhile incentive programs .55 .31 .000

4. Excellent mechanic training .48 .23 .001

5. Excellent product warranty .41 .17 .049

Coercive

1. Slow warranty payment .45 .20 .009

2. Unfair vehicle allocation .56 .31 .000

3. Bureaucratic red tape .49 .24 .001

4. Slow vehicle delivery .37 .14 .148

5. Threats of termination .50 .25 .001

Note: Each regression, in turn, utilized a different belief

as the criterion upon which the fifteen latent variable

predictors were regressed. This procedure yielded a

multiple R for each belief, indicating its degree of

association with the predictors.
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factors as predictors and each of the ten beliefs, in turn,

as the criterion. The regression equations are shown in

Table 13.

All of the regressions are significant beyond the .05

level indicating the latent factors are associated with each

belief. Furthermore, for the noncoercive belief, worthwhile

incentive programs, and the coercive belief, unfair vehicle

allocation, all of the latent factors significantly contri-

bute to the association. For the balance of beliefs, two of

the latent factors significantly contribute to the associa—

tion.

In addition, Table 13 indicates the extent each latent

factor is related to beliefs held toward another channel

member. The factor, dealership perception, significantly

contributes to eight of the ten associations with the belief

criterions. The remaining factors, profit goal, policy

domain, and support perception significantly contribute,

respectively, to seven, five, and four of the ten associa—

tions.

The overall analysis of the data, both in terms of the

strength and significance of the associations, warrants the

acceptance of the second hypothesis.

Hypothesis III

In contrast to the second hypothesis, Hypothesis III

posits latent variables affect a channel member's degree of

affective conflict by influencing the member's evaluation
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Table 13A

Regression Equation: Noncoercive Beliefs (Criterion)

and Latent Factors (4 Predictors)

Noncoercive Beliefs
 

   

  

 

Latent Sales Reps. Inventory Rebate Incentive Programs

Factors Coef. t—value Signi. Coef. t-value Signi. Coef. t-value Signi.

Policy

Domain 0.39 2.98 .003 0.14 1.00 .319 0.29 2.26 .025

Dealership

Perception 0.55 4.27 .000 0.45 3.30 .001 0.52 4.05 .000

Profit

Goal 0.12 0.89 .375 0.31 2.28 .024 0.32 2.45 .016

Support

Perception 0.07 0.54 .592 0.25 1.84 .067 0.42 3.24 .001

Intercept 4.02 5.23 4.34

Rquuare .17 2.65 .000 .12 2.26 .001 .21 3.08 .000

Noncoercive Beliefs
 

  

  

Latent Mechanic Training Product Warranty,

Factors Coef. t—value Signi. Coef. t-value Signi.

Policy

Domain 0.33 2.47 .015 0.046 0.39 .695

Dealership

Perception 0.56 4.12 .000 0.401 3.51 .001

Profit

Goal 0.37 2.76 .007 0.317 2.77 .006

Support

Perception -0.03 -0.19 .852 -0.02 —0.20 .841

Intercept 3.93 4.47
 

Rquuare .18 2.77 .000 .12 2.25 .001
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Table 13B

and Latent Factors (4 Predictors)

Coercive Beliefs

 
 

Coercive Beliefs (Criterion)

  

 

 

 
 

  

 

Latent Warranty Payment Vehicle Allocation Red Tape

Factors Coef. t-value Signi. Coef. t—value Signi. Coef. t-value Signi.

Policy

Domain -0.37 —2.60 .010 -0.65 -4.74 .000 -0.28 -l.80 .073

Dealership

Perception —0.37 -2.61 .010 -0.41 —3.03 .003 -0.44 -2.90 .004

Profit

Goal -0.11 —0.74 .459 —0.33 -2.41 .017 —0.47 -3.10 .002

Support

Perception -0.03 -0.20 .845 —0.50 -3.68 .000 —0.25 -l.63 .105

Intercept 4.32 4.86 2.71

R—Square .09 1.88 .009 .26 3.57 .000 .14 2.45 .000

Coercive Beliefs

Latent Vehicle Delivery Termination Threats

Factors Coef. t-value Signi Coef. t-value Signi.

Policy

Domain -0.17 -l.40 .164 -0.46 -3.47 .001

Dealership

Perception 0.01 0.09 .930 -0.04 -0.28 .777

Profit

Goal ~0.24 —1.98 .050 —0.07 -O.53 .596

Support

Perception —0.34 -2.72 .001 -0.33 -2.52 .013

Intercept 5.65 5.17

Rquuare .08 1.82 .012 .12 2.16 .001
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of manufacturer attributes. The hypothesis was tested by

performing ten regressions where the fifteen latent variables

were predictors and each of the ten evaluations were, in turn,

used as the criterion. Table 14 also shows the results of

this procedure when the four latent factors were used as pre-

dictors.

Table 14

Summary of Multiple Correlation Coefficients:

Evaluation (Criterion) and Latent Variables

(l5 Predictors), Latent Factors (4 Predictors)

Latent variables Latent Factors
 

 

 

Signi. Signi.

R Level R Level

Non-Coercive

Effective district sales reps. .30 .626 .21 .181

Effective inventory rebate plan .35 .283 .14 .576

Worthwhile incentive programs .33 .414 .11 .792

Excellent mechanic training .32 .440 .18 .291

Excellent product warranty .38 .144 .15 .537

Coercive

Slow warranty payment .45 .012 .19 .263

Unfair vehicle allocation .33 .402 .06 .971

Bureaucratic Red Tape .39 .092 .20 .185

Slow vehicle delivery .28 .769 .21 .154

Threats of termination .24 .940 .18 .333

The data analysis does not support the third hypothesis.

Of the ten regressions nine lack any significant association

between the latent variables and the evaluations.

Only the evaluation of attribute, slow warranty payment,
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was significantly associated with the latent variables. For

this evaluation only one of the four latent factors, dealer—

ship perception, contributed significantly to the association.

Since the dealer perception factor measures dealer's subjective

interpretations of situations critical to the Operation of a

dealership, its relationship to dealer's evaluation of the

particular manufacturer's attribute is understandable. The

association can be explained by recognizing the way a dealer

evaluates slow warranty payments is likely to be related to

the perception of various matters affecting the Operation of

his dealership.

However, the general lack of any systematic relationships

between latent variables and evalutions leads to the rejection

of the third hypothesis. For the Channel system investigated,

a dealer's goals, domains, and perceptions are unrelated to

evaluations of manufacturer attributes.

Hypothesis IV

Since Hypothesis II positing an association between the

latent variables and beliefs was supported, the question arises

as to whether these beliefs, in turn, are systematically re—

lated to a channel member's degree of affective conflict. The

fourth hypothesis proposes beliefs are associated with dealer

attitudes toward the manufacturer.

Because both coercive and noncoercive beliefs were in-

vestigated the hypothesis can be tested utilizing each type of

belief separately, in addition to an overall test of both belief
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categories. Consequently, three regression equations were

calculated each using the same attitude criterion but with

different belief predictors. Section one of Table 15 summar-

izes the results of the procedure.

All three regression equations contain significant asso-

ciations, thus supporting the fourth hypothesis. While each

of the two separate regressions utilizing the five beliefs

from each category as predictors shows a moderate relationship

with attitude, a stronger association was found when both

categories of beliefs were used in a single regression. The

single regression resulted in a multiple correlation coeffi-

cient of .63 indicating the belief component of attitude is

significantly associated with channel member's level of affec-

tive conflict.

Additional insight into the nature of the association can

be gained by examining the specific beliefs that contribute

to the relationship with attitude. Table 16 contains the

three regression equations under discussion. In the separate

regression of the noncoercive beliefs, four contribute signi—

ficantly to the association while in the separate coercive

belief regression two are significant. Perhaps more important,

however, are the significant beliefs in the single combined

regression. Both coercive and noncoercive beliefs are signi—

ficant indicating the overall association holds equally for

both belief categories. While the two noncoercive beliefs,

effective inventory rebate plan and worthwhile incentive pro—

grams, are significant the two coercive beliefs, unfair vehicle
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Table 15

Summary of Multiple Correlation Coefficients:

Attitude (Criterion) with Beliefs, Evaluations as Predictors

Section 1: Beliefs as Predictors

Two Separate Regressions
 

Non—coercive Beliefs (5 Predictors)

Coercive Beliefs (5 Predictors)

One Regression
 

Non-coercive and coercive

Beliefs (10 Predictors)

Section 2: Evaluations as Predictors

Two Separate Regressions
 

Non—coercive Evaluations (5 Predictors)

Coercive Evaluations (5 Predictors)

One Regression
 

Non—coercive and coercive

Evaluations (10 Predictors)

.54

.51

.63

.24

.25

 

Significance

R2 Level

.29 .000

.26 .000

.40 .000

.02 .794

.06 .152

.06 .546
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allocation and bureaucratic red tape, also contribute signifi—

cantly to the association.

Because of the strength and significance of the belief and

attitude association the fourth hypothesis can be accepted.

However, as Fishbein conceptualized the attitude construct,

attitudes can also be attributed to respondents'evaluations of

object attributes. Examination of the following hypothesis

tests whether channel member's evaluation of manufacturer

characteristics is systematically related to affective conflict.

Hypothesis V

Section two of Table 15 shows the results of three regres—

sion equations relating to the fifth hypothesis. Regardless

of whether the coercive and noncoercive evaluation predictors

are used separately or combined in a single regression equation,

Hypothesis V remains unsupported. None of the multiple corre—

lation coefficients is significantly different from zero. Such

results indicate the degree of affective conflict dealers hold

toward their manufacturer is independent of dealer evaluation

of manufacturer characteristics.



CHAPTER VI

SUMMARY, CONCLUSIONS, AND IMPLICATIONS

The study proposed a theoretical structure of the con—

flict process with important managerial implications for

channel management. An initial exploratory test of the

model was undertaken and evidence compatible with its

structure was developed. The study was conducted in the

franchised system for the distribution of new automobiles.

Overview

In the channel system examined, dealers possessed a

wide range of affective conflict toward the manufacturer.

While some dealers held a positive attitude, others held a

very negative attitude toward the manufacturer. Furthermore,

such attitudes were associated with dealer satisfaction with

the channel relationship and the frequency of disagreements

with the manufacturer.

However, since these attitudes were only weakly asso—

ciated with dealer profitability and were independent of

sales volume and tenure with the manufacturer, the explana-

tion as to why only certain dealers were in a high state of

conflict is unclear. Furthermore, the inability of these

descriptive factors to aid in understanding conflict leaves

the manufacturer without guidance in developing conflict

reduction strategies.

132
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The dissertation's integrative model posited an

explanation of the conflict process which would be useful

to management in selecting strategies to reduce conflict.

The model integrated Fishbein's two component conceptuali—

zation of the attitude construct with Stern and Heskett's

proposal that goals, domains, and perceptions are latent

conflict variables. Specifically, the model proposed the

latent variables influence the affective conflict stage

either through Fishbein's cognitive belief or affective

evaluation component.

Furthermore, it was observed that conflict reduction

strategies tend to work either through changing the beliefs

or values antagonists possess. The implications of this

point for channel management will be developed later in this

chapter.

Since the relationship of the integrative model to

conflict reduction strategies is a major managerial impli—

cation of the dissertation, the topic will also be discussed

as a direction for future research. 0f more immediate

concern is the need to analyze whether the posited relation—

ships exist among the latent variables, beliefs, evaluations,

and affective conflict.

Five hypotheses were developed in order to test the

relationships contained in the integrative model. The follow-

ing section summarizes the purpose of the hypotheses and the

empirical results.
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Summary of Results
 

Hypothesis I

The first hypothesis stated the latent conflict variables

are associated with the degree of affective conflict possessed

by members. Measures for the latent conflict variables were

obtained by having dealers rate their degree of agreement or

disagreement to fifteen statements reflecting important goal,

domain, and perception issues. For affective conflict, a

measure was derived from dealer responses to a semantic differ—

ential instrument using the manufacturer as the attitude

object.

The hypothesis was tested through the use of regression

analysis. A regression equation utilizing the attitude mea—

sure as the criterion and the fifteen latent variables as

predictors indicated a significant association. The multiple

correlation coefficient was .71. However, thirteen of the

latent variables failed to contribute significantly to the

relationship.

Further analysis of the fifteen latent variables identi-

fied four underlying factors. Twelve of the latent variables

had loadings in excess of .5 on the factors. When the four

factors were used as the predictors the multiple correlation

coefficient was .64. Furthermore, each of the goal, domain,

and perception factors contributed significantly to the associa—

tion with the attitude criterion.

Since most of the fifteen latent variables loaded highly

on the factors and all the factors contributed to the
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association with attitude, the first hypothesis was supported.

Hypothesis II

An association between the latent conflict variables and

the belief component of attitude was stated in this hypothe—

sis. Since beliefs and evaluations are the two components

of Fishbein's attitude model, the second hypothesis posits the

latent conflict variables influence affective conflict through

the belief component. The third hypothesis states the alterna—

tive scenareo where the latent forces influence affective con—

flict through the evaluation component.

Since the data analysis for Hypothesis I indicated the

latent variables are, in fact, associated with the intensity

of affective conflict, the current theoretical question is

whether-this association is due to the belief component. Al-

though the study was not experimental and explicit causal

inferences cannot be made, supportive evidence for such a

linkage was derived.

Specifically, multiple regression analysis was conducted

utilizing beliefs as the criterion and the latent conflict

variables as predictors. The posited linkage would be support-

ed by the data if the latent conflict variables are associated

with dealer beliefs. However, if no relationship is found,

then beliefs would be independent of the latent variables and

fail to play a direct role in linking the latent to the affec-

tive stage of conflict.

The results of the multiple regression support the second
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hypothesis since nine of the ten beliefs showed a significant

association with the latent variables. The strength of the

associations ranged from a multiple correlation coefficient

of .56 to .41, indicating a moderate association. However,

only a few of the fifteen latent variables significantly

contributed to the association with the beliefs.

Since the fifteen latent causal variables are reducible

to four meaningful latent factors, the analysis was continued

using the latent factors as the predictor variables. Again,

the second hypothesis was supported since all the regressions

were significant beyond the .05 level. In addition, for two

of the beliefs all of the latent factors significantly contri—

buted to the association. For the balance of beliefs, two of

the latent factors contributed to the association.

Hypothesis III

In contrast to the second hypothesis, this hypothesis

states the latent conflict variables are associated with the

evaluation component of attitude. The component refers to

the desirability attributes of the manufacturer have for the

dealers. Dealers may differ in the value attributed to manu-

facturer attributes and such differences may be accounted for

by differences in dealer goals, domains, and perceptions.

The evaluation component was measured by having dealers

rate noncoercive and coercive attributes of manufacturers in

terms of how beneficial and harmful they were perceived, re—

spectively. In all, evaluation measures were obtained on ten  
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attributes.

To test the hypothesis ten separate regressions were

performed using each of the ten evaluations, sequentially,

as the criterion. The fifteen latent variables were used as

the predictors in all the regressions.

The results of the regression analysis did not support

the third hypothesis. Of the ten regressions nine lacked any

significant association between the evaluations and the latent

variables. Apparently, for the channel system investigated,

the goals, domains, and perceptions held by a dealer were un—

related to his evaluations of manufacturer attributes.

Hypothesis IV

The results of the second hypothesis indicate the beliefs

about the manufacturer held by dealers are associated with

the latent variables. Whether the beliefs are, in turn,

associated with dealer attitudes toward the manufacturer is

the subject of Hypothesis IV.

The fourth hypothesis states the belief component of

attitude is systematically related to a channel member's de-

gree of affective conflict. The degree of affective conflict

was measured using a semantic differential scale with bipolar

descriptive adjectives. The dealers were instructed to indi—

cate their feelings toward the manufacturer using the scale.

The hypothesis was tested through regression analysis.

Three equations were calculated using attitude as the criterion

but with noncoercive, coercive, and noncoercive and coercive
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beliefs together as the respective predictors. All three re—

gression equations contained significant associations, thus

supporting the fourth hypothesis.

Although the data indicates an association between beliefs

and attitudes, attitudes can also be based upon respondents'

evaluations of object attributes. This is the subject of the

next hypothesis.

Hypothesis V

The fifth hypothesis states the evaluation component of

attitude is associated with channel member's level of affective

conflict. The hypothesis will test whether the value dealers

attribute to characteristics of the manufacturer is systema-

tically related to dealer attitudes toward the manufacturer.

To test the hypothesis regression equations were calcu-

lated using attitude as the criterion and evaluations as the

predictors. The data analysis failed to support the hypothe-

sis. The absence of a relationship between attitude and

evaluation suggests the values dealers assign to manufacturer

attributes are independent of their attitudes toward the manu—

facturer.

Study Conclusions
 

Findings

The study was designed to accomplish three research

objectives. First, an attempt was made to analyze evidence

for a theoretical link between hypothesized latent conflict
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variables and a later stage of conflict. Second, the nature

of the mediating mechanism between the latent and affective

stages of channel conflict was investigated. Third, the man—

agerial implications of establishing criteria based on the

mediating mechanism for evaluating conflict reduction strate—

gies was discussed.

In light of these objectives and the statistical tests

of the hypotheses, several study conclusions can be made.

However, in View of the limitations discussed in Chapter IV

generalizations are necessarily constrained. The following

conclusions will be discuSsed.

l. The intensity of affective channel conflict

was shown to be related to the latent con—

flict variables possessed by channel members.

2. Supportive evidence for the mediating role

' beliefs play in linking the latent and

affective stages of conflict was found.

3. For the channel examined, the data indicated

the evaluation component of attitude did not

serve as a mediator between the latent and

affective conflict stages.

Discussion

The study has provided evidence for the theoretical link

between hypothesized latent conflict variables and a later

stage of conflict. The variables Stern and Heskett proposed

as underlying conflict were found to be related to the affec-

tive conflict stage. By empirically demonstrating the rela—

tionship between variables posited to cause conflict and a

measure of affect toward another channel participant, the study
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points to the need to consider the covert conflict processes

in developing strategies to manage its overt manifestations.

Since the goals, domains, and perceptions members pos—

sess are related to the intensity of conflict held toward a

participant at another channel level, these factors should be

explicitly considered in the conflict management process.

For the channel studied, the policies developed by the manu—

facturer should reflect the differences in dealer goals,

domains, and perceptions since these variables are related to

dealer attitudes.

However, without an understanding of the mechanisms

11 king the latent and affective conflict stages, prescriptions

for policy development cannot be made with confidence.

Because the attitude construct is complex the manner in which

the latent variables influence affect is not clear.

Utilizing Fishbein's two component model of attitude,

the study investigated the mediating process between the con-

flict stages. The results of hypotheses testing associations

between the latent variables and components of Fishbein's

model revealed a linkage. For the channel investigated, the

latent variables were associated with the cognitive belief

component of attitude.

Although demonstrating the existence of an association

between the latent variables and beliefs does not justify the

conclusion that latent variables influence the beliefs, it

does recognize a relationship between the phenomena. Further-

more, the association is compatible with the structure of the
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dissertation's integrative model in the sense that indepen—

dence among the variables would constitute evidence contra-

dictory to the model. Although not sufficient to validate

the model, the association would be necessary for it to be

valid.

Additional evidence compatible with the model is the

finding that beliefs, in turn, are associated with attitudes.

Thus, the study provides limited supportive evidence of an

exploratory nature that the latent variables may influence

attitudes toward another Channel member by affecting the

belief component.

Consistent with this evidence is the finding that latent

variables are independent of the evaluation component which,

in turn, is independent of attitude. The lack of any associa—

tion among these factors, in conjunction with the previous

evidence, is compatible with a possible mediating role for

the belief component.

In View of the empirical evidence, the implications of

the model for channel management will be examined next.

Implications for Channel Management
 

This section illustrates the potential usefulness of

the integrative model in establishing criteria for selecting

 conflict reduction strategies. First, the various types of

conflict reduction techniques available to management will

be reviewed. Then the prescriptive uses of the model for  
strategy selection will be discussed.
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Conflict Resolution Strategies

In stressing the managerial importance of conflict,

Stern and El—Ansary state,1

A central task in interorganization manage—

ment is to seek ways to manage conflict. In

other words, it is essential that ways be found

to keep conflict from becoming dysfunctional

and to harness the energies in conflict situations

to produce innovative resolutions.

Conflict theorists have suggested a variety of techni—

ques useful to management in resolving conflict. Mack and

Snyder identify a long list of potential modes of conflict

resolution applicable in a variety of cortexts.2

They note arbitration, mediation — conciliation, nego-

tiation, inquiry, legislation, judicial settlement, informal

consensus, the market, force, authoritative command, and

voting.are all useful strategies. Boulding considers the

principal methods of procedural conflict resolution to be

reconciliation, compromise, and award.3

In terms of distribution channels, Stern and Gorman

isolate four specific resolution procedures.4 They consider

bargaining, implicit mediation, cooperation, and self—

encapsulation as a means to restore equilibrium to a disturbed

channel system. Assael, in his nine industry study of

distributive conflicts, concludes political and self-

resolution are the primary means used to resolve conflict.5

Political resolutions refer to all activities directed to

power sources outside the Channel system, while self-resolution
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refers to the many activities internal to the Channel system.

However, the prescrnmjwmevalue of offering management

a lengthy descriptive list of conflict reduction techniques

is questionable. In order to be useful, prescriptions must

provide management with criteria to evaluate the appropriate—

ness of each strategy to specific conflict situations. The

growing body of conceptual and empirical research in the

channel conflict area make an initial specification of such

criteria possible.

As noted in the literature review, the conflict construct

has been conceptualized as consisting of an observable overt

phase and a covert phase, a phase which Rosenberg describes

as conflict's ”invisible period.” However, research on the

latent phase has specified variables that create the poten—

tial for conflict during this essentially unobservable phase.

The integrative model developed in Chapter III posits a mecha—

nism whereby these latent variables result in overt conflict.

The mechanism links the flare—up phase management observes

with its underlying cause. The integrative model suggests

the strategies to reduce expressed conflict would be most

effective if they operate through the same mechanism that

initially generated the overt phase. To do otherwise places

management in jeopardy of applying remedies that merely ad—

dress conflict symptoms rather than causes. This could result

in the chronic recurrence of conflict flare—ups. For as

Coser observes, conflict processes, ”...follow a law of





144

social inertia insofar as they continue to operate if no

explicit provision for stopping their course is made by the

participants."5

To illustrate the managerial implications of selecting

strategies using criteria based on the mediating mechanism,

several conflict resolution techniques reviewed by Stern

and El-Ansary will be discussed. The authors suggest manage-

ment could employ either a bargaining, interpenetration,

boundary or superorganizational strategy to resolve distri—

butive conflicts.7 Based on the integrative model, it is

proposed management should select a specific strategy depen—

dent on whether the latent variables influence the belief “r

evaluation component.

Criteria for Strategy Selection

Bargaining strategies refer to various negotiation tech-

niques that attempt to induce parties to accept a compromiSe

agreement. Since compromise depends on each party giving up

something in order to partially obtain some of its objectives,

the strategy will work best when the cognitive belief compo—

nent rather than the affective evaluation component is the

active conflict agent. In other words, when antagonisms are

due to channel participants holding differing beliefs rather

than divergent values a bargaining strategy will be most ef~

fective. In such situations conflict reduction occurs as

the different belief sets of the parties converge, for as
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Stern and El—Ansary note:8

The willingness to negotiate a compromise

depends, of course, on correct assessment

of the conflict situation; such assessment

and the following accommodation are possible

only if each party is aware of the relative

strength of others.

On the other hand, bargaining techniques would be inef—

fective in situations where conflict is due to channel

members holding incongruent ideological values. The authors

express this View by observing that ”One major limitation on

the scope of negotiation in channel relationships is the

difficulty of settling ideological differences through bar—

gaining."9 Bargaining is ineffective because the basis for

compromise, a shared system of values, is absent and addi—

tional time spent in negotiation merely serves to clarify

the incOnsistencies in each party's position.

Interpenetration refers to a different category of

strategies that depend on a variety of direct methods for

increasing the number of meaningful, constructive interactions

between parties as a means to reduce conflict. Cooptation,

an important interpenetration strategy, is the technique of

absorbing new elements into the policy determining structure

of an organization as a means to lessen antagonisms. The

technique is employed in many channel systems that have es—

tablished dealer and distributor advisory councils. Typi-

cally, a manufacturer in a state of conflict with other

channel members employs cooptation in attempting to reduce
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tensions through establishing interorganizational councils

that share decision making responsibility.

However, cooptation would be most effective in situations

where the evaluation component is the active conflict agent.

When latent variables result in overt conflict by influencing

member's values, this interpenetration strategy should be

selected. Thompson and McEwen state,10

By providing overlapping memberships, coopta—

tion is an important social device for increasing

the likelihood that organizations related to

one another in complicated ways will in fact find

compatible goals.

The reason cooptation works through the evaluation compo—

nent rather than beliefs is due to its tendency to converge

the values or goals of the parties. Stern and El-Ansary empha—

size this by observing, ”...cooptation of channel members

encourages their ideological transformation, so that they

subsequently tend to carry the ideology of the coopting unit

into their other membership groups.11

Similar to cooptation, the criteria for selecting other

interpenetration techniques should be based on the dominant

mediating component. This view is reflected in Stern and

El—Ansary's listing of specific aims for informational and

propaganda conflict management techniques.12

To enhance knowledge and understanding.

To shape attitudes among the personnel

of another firm so as to influence its

management to follow or not to follow a

certain course of action.
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Clearly, informational techniques aimed at enhancing

understanding work through the cognitive belief component,

while propaganda techniques focused on shaping attitudes have

their impact on the affective evaluation component.

Uncertainty absorption is an example of the informational

approach. The technique refers to one organization drawing

inferences from a body of evidence and communicating just the

inferences to other members of the channel. Both Ford and

General Motors utilize the technique by developing statistical

averages on dealer operating data, including sales and pro-

fits, which serve as performance norms for dealers. This

leads to a uniform set of beliefs regarding operating expec—

tations for all channel members. This is significant since

it serves, "...to achieve at least a relatively uniform per—

ception of the environment in which channel members operate.

Once perceptual consensus is established, one can expect at

least some reduction in conflict that was based on incongruent

views."13

In an opposite manner, propaganda activities work through

the evaluation component rather than beliefs. Stern and

El-Ansary note, “What the channel propagandist (or educator)

may be seeking is some sort of ideological 'conversion'."14

Such an approach has been implemented by manufacturers and

wholesalers when attempting to alter retailer evaluations by

urging them to adopt return-on-investment rather than gross

profit performance measures. Often occurring over several

years, such attempts focus on persuading retailers that one
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measure is better, in an evaluative sense, rather than merely

providing informationzuxnn:the measures.

Similarly, other conflict reduction strategies can be

shown to work primarily through either cognitive beliefs or

affective evaluations. Consequently, the integrative model

has a prescriptive dimension since it offers management

strategy selection criteria. Through a new conceptualization

of the conflict process, the model provides additional insight

into the management of distributive conflicts.

Implications for Future Research
 

Both the theoretical and empirical contributions of the

study suggest a new line of research in the analysis of dis—

tribution channels. Future research should focus on estab—

lishing the implied causal linkages of the model and the

prescriptive value of selecting conflict reduction strategies

based upon it.

As noted in the Chapter IV discussion of the study's

limitations, the survey type field research utilized does

not control for the effects of all the variables affecting

the phenomena under examination. The lack of control makes

it difficult to isolate the contribution a few variables of

interest have on a process. Experimental laboratory research,

on the other hand, does provide the opportunity to control

for the effects of extraneous variables so that conclusions

can be drawn about the causal effects of the variables under

study.
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Future research might attempt to isolate the causal

effects of the latent conflict variables on the belief and

evaluation components of affective conflict. By using exper—

mental techniques, researchers may be able to provide addi-

tional evidence for the mediating role played by beliefs and

evaluations in the channel conflict process. As this occurs,

additional research will move beyond merely establishing

associations among the variables in the integrative model

and establish their causal connections.

Another implication for future research resulting from

the present study is the need to develop supportive evidence

for selecting conflict reduction strategies based upon the

mediating mechanism between the latent and later stages of

conflict. The prescriptive value of linking strategy selec—

tion to the components of affective conflict should be empir—

ically determined.

Since an objective of the present study was to illustrate

the managerial implications of establishing criteria for

strategy selection, it remains for future researchers to test

the applicability of the integrative model in choosing con—

flict reduction'techniques. The prior discussion of utiliz—

ing bargaining and interpenetration strategies in particular

channel circumstances could be examined in future studies.

Future research could determine whether bargaining strategies

are, in fact, more effective in conflict situations where

the cognitive belief component is the active mediator in the

conflict process. Similarly, it could be determined whether
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interpenetration strategies are more effective when the

affective evaluation component is the active mediator between

the conflict stages.

By continuing research along the lines suggested by this

study, additional insight can be gained into the functioning

of the conflict process. An improved understanding of con-

flict in channels of distribution would be an important con—

tribution to our knowledge of the marketing process.
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Initial Cover Letter

MICHIGAN STATE UNIVERSITY

 

GRADUATE SCHOOL OF BL‘SINFSS ADMINISI RAMON I'AST LANSING ' \IICHIGAN ' 438.2%

Dl-ZPARTHENT OF \IARK[-.TI.’\C AN!)

TRANSPORTATION ADMINISTRAI |()\

June 20, l978

Dear Sir:

As a Ph.D. candidate in the College of Business at Michigan State University, I

would appreciate your assistance on my dissertation research project. Your deal-

ership was selected according to a statistical sampling technique and your reply

is important to the validity of my results.
 

This project, which is endorsed by the Michigan Automobile Dealers Association,

is concerned with dealer attitudes toward their car manufacturers. Although

trade publications such as Automotive News have highlighted the problems dealers

have with their manufacturers, little is known about the business practices which

either strengthen or weaken relations between dealers and manufacturers. Your

experience and judgement in these matters can contribute greatly to an improved

understanding of the dealer—manufacturer relationship.

 

The enclosed questionnaire for either GM, Ford, or Chrysler takes only a few min-

utes to fill out since most of the questions can be answered by simply placing an

X in the appropriate response. Your name does not appear on the questionnaire

since your identity is not important to the study. Won‘t you please fill it out

and return it to me?

Your cooperation will be most appreciated.

Sincerely, Endorsement,

Daniel C. Bello Gilbert L. Haley

Executive Vice President

Michigan Automobile Dealers Association

DCB/mw
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Initial Questionnaire

CONFIDENTIAL QUESTIONNAIRE

MICHIGAN STATE UNIVERSITY

Thank you for agreeing to participate in this study!

1. How many years have you been a Dealer for Ford ?

2. Place an X by any additional automotive brands you currently represent.

Mercury or Lincoln Import

DEALER OPINION SURVEY

years.

Other Domestic

3. Since Dealers sometime have additional businesses or represent several automotive brands. tell us what percentage of

your

PART I.

1. Ford

2. Ford

3. Ford

4. Ford

5. Ford

6. Ford

7. Ford

8. Ford

9. Ford

10. Ford

PART II.

time is spent operating your Ford Dealership.

DOES EACH STATEMENT ACCURATELY DESCRIBE FORD ? Place an X to represent how strongly you agree or disagreewith

each description of Ford. If you feel a statement is true place an X in a space close to "Strongly Agree" How—

ever, if you feel a statement is false place the X closer to “Strongly Diasgree. "

SAMPLE: Ford has consistently high product quality.

has effective district sales representatives.

is unfair in vehicle allocation.

has an effective year-end inventory rebate plan.

is slow to pay on warranty work.

has worthwhile Dealer incentive programs.

uses threats of termination to get Dealer cooperation.

has excellent quality mechanic training.

is slow in delivery of ordered vehicles.

has an excellent quality product warranty.

creates unnecessary bureaucratic Red Tape.

Below are five supposedly “good" things an automotive manufacturer could provie its Dealers.

beneficial _you feel each item would be to your Dealership if it were provided to you.

w0uld be 0. only slightgbenefit. place an X near nModerately Beneficial“.

cial" Give yOur opinion for all five items.of great benefit, place an X near 'Extremely Benefi

SAMPLE: Effective showroom promotion kits.

1. Effective district sales representative.

2. Excellent quality product warranty.

(
J

. Effective year—end inventory rebate plan.

4. Worthwhile Dealer incentive programs.

5. Excellent Quality mechanic training.

Strongly

Agree

Strongly

Agree

Answer all ten statements.

Strongly

Disagree

Strongly

Disagree 

Strongly

Agree

Strongly

Disagree
 

Strongly

Agree

Strongly

Disagree
 

Strongly

Agree

Strongly

Disagree
 

Strongly

Agree

Strongly

Disagree
 

Strongly

Agree

Strongly

Disagree 

Strongly

Agree

Strongly

Disagree
 

Strongly

Agree

Strongly

Disagree
 

StrOngly

Agree

Strongly

Disagree 

Strongly

Agree

Strongly

Disagree 

Moderately

Beneficial

Moderately

Beneficial

Moderately

Beneficial

Moderately

Beneficial

Moderately

Beneficial

Moderately

Beneficial __

However,

Tell us how

If you feel an 1tem

if you feel it would be

Extremely

Beneficial 

Extremely

Beneficial
 

Extremely

Beneficial
 

Extremely

Beneficial
 

 

Extremely

Beneficial

Extremely

Beneficial 
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PART III.

automotive manufacturer did them.

ately Harmful”.

your opinion for all five items.

1. Slow payment on warranty work.

2. Unfair vehicle allocation.

3. Unnecessary bureaucratic Red Tape.

4. Slow delivery of ordered vehicles.

5. Threats of termination to get Dealer cooperation.

PART IV.

SAMPLE: Ford's incentive programs get a Dealer

to work harder than normal.

. When sales are slow for a model that is difficult to sell,

a Dealer should devote more time and effort to selling it.

. In developing marketing policies, Ford has the right to

determine what is in the best interest of the overall

franchise system.

useful in operating a Dealership profitably.

. Ford adoption of nation-wide policies (as planned by Ford

personnel and outside experts) is to be preferred to local

flexibility of Dealers.

In order to inSure that all Dealers perform adequately, Ford

is justified in setting performance standards and insuring

Dealers meet them.

. Ford provides Dealer with adequate Support to enable Dealer

to be competitive with other brands in his market area.

A Dealer sh0uld prefer to reinvest the majority of his

profits back into the Dealership.

. Because of the need for uniformity throughout its franchise

system. Ford is entitled to control some important Dealer

operating decisions.

9. Ford designs cars exactly the way conSumers want them.

10.

II.

12.

13.

A Dealer should always be willing to satisfy customer demand

even if doing so reduces Dealership profitability.

In order to maintain production of all models at an economic

level, Ford is justified in requiring Dealers to take slow

selling as well as fast selling models.

Ford has nearly always proved trustworthy in irtroducing

policies and programs which are of mutual advantage to

Dealer and Ford.

Having a Ford franchise is well worth the accompanying

restrictions on Dealer's independence in operating nis

bu51ness.

. Ford is entitled to determine the number of Dealerships

necessary to satisfy consumer demand in a market area.

The number of Ford Dealers in most market areas is few

enough to allow each to earn a satisfactory profit.

However. if you feel it would be of great harm, place an X near "Extremely Harmful".

Now place an X to represent how hanmful these five supposedly "bad" items would be to your Dealership if an

If you feel an item would be of only slight harm, place an X near "Moder-

Give

 

 

 

 

 

In this section, place an X to represent how strongly you agree or disagree with each statement.

to consider the entire scale for each statement before placing an X. Answer all fifteen statements.

 

 

 

. The guidance and advice Dealer receives from Ford is extremely Strongly

 

 

 

 

 

 

 

 

 

 

Moderately Extremely

Harmful Harmful

Moderately Extremely

Harmful Harmful

Moderately Extremely

Harmful Harmful

Moderately Extremely

Harmful Harmful

Moderately Extremely

Hannful Harmful

sure

Strongly Stongly

Agree Disagree

Strongly Strongly

Agree Disagree

Strongly Strongly

Agree Disagree

Strongly

Agree Disagree

Strongly Strongly

Agree Disagree

Strongly Strongly

Agree Disagree

Strongly Strongly

Agree Disagree

Strongly Strongly

Agree Disagree

Strongly Strongly

Agree Disagree

Strongly Strongly

Agree Disagree

Strongly Strongly

Agree Disagree

Strongly Strongly

Agree _ Disagree

Strongly Strongly

Agree Disagree

Strongly Strongly

Agree Disagree

Strongly Strongly

Agree Disagree

Strongly Strongly

Agree Disagree
—___—____—_-———_—_.





155

PART V. 0n the scales below, please indicate how you feel about Ford. There are no right or wrong answers. only your

own feelings are important. Place only one X per scale and answer all scales.

IN MY OPINION, FORD IS

 

 

 

 

 

 

 

 

 

 

foolish : : : : : : wise

nice____: : : z 2 : awful

pleasant : : : : : : unpleasant

wrong : : : : : : right

passive : : : : : : active

adversary 2 : : : : : partner

good : : : : : : bad

kind : : : : : : cruel

weak 2 : : : : : strong

frustrating : : : : : : helpful

rewarding : : : : : : punishing
 

PART VI. Listed below are some questions that will be used for statistical purposes.

 

 

 

1. In general how much control would you say Ford No Complete

has over the operation of your Dealership? Control : : : : : : Control

2. How satisfied are you in general with your Very Very

relationship with Ford? Dissatisfied : : : : : : Satisfied

Very Very

3. How frequently do you disagree with Ford? Infrequently : : : : : : Frequently

4. Place an X by your approximate Ford new 1 to 199 550 to 999

' ' 7car and truck unit volume in l9.7. 200 to 349 1.000 to 1,700

350 to 549 more than 1.700

5. Compared to all Michigan Ford Dealers, Greatly Greatly

your l977 Dealership Profit Performance was Below Above

Average : : : : : : Average 

Thank you 1 Please immediately place the questionnaire in the return envelope and mail it. Complete confidentiality of

individual returns is assured.
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Follow—up Cover Letter

MICHIGAN STATE UNIVERSITY

 

GRADUATE SCHOOL OF BUSINI‘SS ADAIINIS'IRAIION I:r\SI' LANSING ' MICHIGAN ' 4582i

DEPAR'IHENT OF NIARKFI'ING AND

TRANSPORTATION ADMINIS'I R.\ I'li )\

July 14, 1978

Dear Sir:

A few weeks ago you received a questionnaire seeking your opinions about your

car manufacturer, as part of my Ph.D. dissertation research. The questionnaire

is completely confidential since dealer names do ggt_appear on it. The research

is endorsed by the Michigan Automobile Dealers Association.

Since your dealership was selected according to a statistical sampling tech-

nique, it is important to include some information on your firm in order for the

study to be valid. If you have not yet replied, I would appreciate your answer-

ing the original long questionnaire. If that isn't possible, I have enclosed a

shortened version (only eight questions) which I hope you will fill out and -

return.

Your cooperation will be most appreciated.

Sincerely, Endorsement,

Daniel C. Bello Gilbert L. Haley

Executive Vice President . .

Michigan Automobile Dealers Assoc1at1on

DCB/Ifiv'i
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Short Form Questionnaire

CONFIDENTIAL QUESTIONNAIRE

MICHIGAN STATE UNIVERSITY DEALER OPINION SURVEY

I. How many years have you been a Dealer for Ford ? years.

2. Place an X by any additional automotive brands y0u currently represent.

Mercury or Lincoln ______Import ~_____Other Domestic

3. Since Dealers sometime have additional businesses or represgnt several automotive brands, tell us what percentage of

your time is spent operating your Ford Dealership.

PART II. Listed below are some questions that will be used for statistical purposes. Place an X to represent how

you feel about Ford.

 

 

 

Strongly Strongly

SAMPLE: Ford has consistently high product Quality. Agree : : : : z : Disagree

1. In general how much control would you say Ford No Complete

has over the operation of y0ur Deaiership? Control : : : : : : Control

2. How satisfied are y0u in general with your Very Very

relationship with Ford? Dissatisfied : : : : : : Satisfied

Very Very

3. How frequently do you disagree with Ford? Infrequently : : : : : : Frequently

4. Place an X by your approximate Ford new I to 199 550 to 999

i ' ' ..._ ' 7

car and truck unit vc1u e in l9.7. 200 to 349 1.000 to 1.700

350 to 549 more than 1,700

5. Compared to all Michigan Ford Dealers, Greatly Greatly

your l977 Dealership Profit Per‘onnance was Below Above

Average : t : : : : Average
 

Thank you 1 Please immediately place tre Questionnaire in tte return envelope and mail it. Complete confidentiality of

individual returns is aSSured.
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