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As product sellers become more competitive by their
greater consumer orientation the need to understand their
markets becomes more important. This concept also applies
to trade associations whose ability to offer services
which satisfy their consumers (that is to say, their
members) 1is restricted by the increasing fragmentation of
associations which limits their resources. By providing
the information product sellers require, trade
associations can offer tangible satisfactions which,
because few others provide such services, can be discerned
from those of their competitors. The likelihood of
research services satisfying members depends on the
accurate assessment of their needs. Such assessments are
difficult because associations' staff generally lack
adequate knowledge and the literature offers little advice
about how needs can be assessed or what factors might be
important.

The G.I.M.A. study used an action research approach which
not only assessed managers' needs for information but also
the factors which affected their purchase decisions.
Important influences included their uncertainty about
using market research and the accuracy, relevance and cost
of the data provided. The approach also identified
G.I.M.A.'s major weaknesses 1in offering a service,
including their 1lack of knowledge about market research,
market researchers and the product fields to be covered.
By undertaking strategies to strengthen these weaknesses
it was possible to propose a programme of progressive
research. This enabled managers to experience basic trend
data at low cost and, with this experience to opt at a
later date for more complex and potentially more
beneficial information which involved higher costs. The
programme also allowed the Association to develop its
ability to co-ordinate the financial and advisory aspects
of a co-operative market research service.

As well as the practical aspects, the G.I.M.A. study also
has theoretical implications for organisational buyer
behaviour.

Trade Associations, Co-operation, Market Research, Buyer
Behaviour, Garden Industry.
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CHAPTER ONE

THE RESEARCH BACKGROUND

1.1 INTRODUCTION
This thesis examines the feasibility of a particular trade
association undertaking co-operative market research. The
examination is presented in the form of a case study in
which the principal actors are the researcher, the Garden
Industry Manufacturers' Association and the
Interdisciplinary Higher Degrees Scheme at the University
of Aston in Birmingham. The interaction of these actors
is perhaps best explained by the term 'action research'
which is commonly thought to meet eight conditions (Hult
and Lennung 1980). These are that the research:

(1) aims at action and research,

(2) provides a learning situation for the actors,

(3) is performed collaboratively,

(4) is undertaken within the problem situation,

(5) involves a cyclical flow of data,

(6) studies the problem as a whole,

(7) is used to implement change, and

(8) falls within an acceptable ethical framework.
The study was an interactive one, involving a cycle of
problem definition, data feedback and the implementation
of change. 1In writing this account of the work
undertaken, the emphasis has been to simplify the
concurrent nature of events without losing the importance
of the sequence in which they occurred.
The account begins in Chapter Two by examining the
relevant literature and appraising it where it 1is both
sufficient and insufficient. This 1literature forms the
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basis of the investigation into the feasibility of
co-operative market research which 1is described in
Chapters Three, Four, Five and Six. Chapter Seven
summarises the study and its implications for both
marketing practice and theory.

The rest of this Chapter considers the general background
to the problem situation. This includes details about the
sponsors, the study's origins, the garden trade and

researching the garden market.

1.2 THE SPONSORS

The Garden Industry Manufacturers' Association
(hereinafter "G.I.M.A.") was formed in 1977 with the
objective of promoting the trade of garden goods for its
members. In order to reach this objective G.I.M.A.
provided a forum for discussion between the various
sectors of the trade and ran a trade exhibition. These
activities were co-ordinated by the seventeen elected
Council members and a full-time secretary.

At the beginning of the study, in September 1981, G.I.M.A.
had 67 members a number which rose to 74 by the study's
completion in 1984. The member companies, whose annual
turnovers varied from £100,000 to over thirty-five
millions, paid membership subscriptions according to one
of three turnover bands. This constituted the main
revenue of the Association which amounted to £30,000 in

1981 rising to £70,000 in 1984.



1.3 THE ORIGINS OF THE STUDY
In April 1981, motivated by the interest of a hypermarket
in the Industry, the Council focussed its attention on the
need to collect market research data. In an attempt to
promote the Industry as a good investment, a number of
G.I.M.A. members offered the hyperstore management market
data. Unfortunately, the various data gave conflicting
views of the market, a factor which almost caused the
investment to be 1lost. As a consequence of this the
G.I.M.A. Council agreed that it was essential to seek a
common understanding of the Garden market. Three
proposals were considered, two from market research
companies and one from Aston University. All three were
based on the assumption that:

"G.I.M.A. members believe that there has been

insufficient effort in the past to quantify various

sectors of the market in a way that is acceptable to

companies operating in that market."

(G.I.M.A. Council Minutes 1981)

The proposal from the University of Aston in Birmingham
differed from the other two by addressing itself to ways
of researching the need for market research rather than
one method of collecting research data. In both the other
cases this method concerned gathering the opinions of 500
members of the trade about market sizes. The Council
rejected this methodology because it was uncertain that
the data collected would quantify the market in a way
acceptable to the members of G.I.M.A. They felt it was
necessary to (a) understand members' information needs,
(b) assess the potential of existing research to satisfy
those needs, and (c) recommend any additional research
required based on a firm understanding of the garden

trade.



1.4 THE TRADE OF GARDEN GOODS

The Garden Industry, like some other Industries, embraces
a variety of manufacturing processes and end products. In
common with other leisure markets the garden trade is
affected by factors such as the amount of leisure time and
disposable income. It 1is particularly influenced by
changes in the seasons and the weather and by certain
other factors which perhaps make garden products more
difficult to research than other products.

Firstly, many garden products have a low and fragmented
distribution, making the selection of a sample of retail
outlets for research difficult. This difficulty is
compounded by the fact that many products have very
different retail distributions. For example, seeds are
primarily sold through mail order houses but they can also
be bought in newsagents, supermarkets as well as the more
common garden outlets. Plastic flower pots, on the other
hand, are generally bought through Woolworths (Economist
Intelligence Unit 1980) but are available in most
department stores too. Some retail outlets only stock
certain items, for example Boots plc, a store which is
also notable because market researchers are not allowed
access to audit their stocks.

Secondly, many Garden products have a low penetration,
that is to say they are bought by few consumers. This can
cause problems in consumer sampling, and is complicated by
the very low purchase frequency of some products. For
example, a major survey (Schlackman 1979) of two thousand
consumers showed that for over half the seventy-four
products surveyed less than forty purchases were recorded.
These factors may require market researchers to use larger

R



samples than in 1less fragmented markets causing the
research costs to rise.

One final problem of researching the garden market 1is the
definition of the product markets. Except where
information is required at brand 1level (which is, of
course, expensive) managers need to be given data in
acceptable product groups. At the time the project began
the Council felt that no acceptable classification of
products had been defined.

These issues are considered 1later in the thesis. Our
attention 1initially focusses on the literature related to

the feasibility of co-operative market research.



This

1). The first considers market research for the

CHAPTER TWO

LITERATURE REVIEW

literature review

is divided into two parts (Figure

individual

company and relates the factors affecting its purchase to

a buyer-behaviour framework.

The second section considers

in particular, the problems

co-operative marketing and,

setting up co-operative

market research activities in trade associations.
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PART ONE

MARKET RESEARCH AND THE INDIVIDUAL COMPANY

One definition of market research which this author has
compiled to encompass the major themes found in the
literature is:
“The systematic gathering, analysis and
interpretation of information to help managers
understand their environment, identify problems
and opportunities, and develop and evaluate
alternative courses of action."
Market research can be thought of as a commodity being
exchanged between buyers and sellers (Deshpande and
Zaltman 1982) and, since most research is done for
organisations rather than individuals (Channon 1968), the
purchase of market research is considered here within an
organisational buyer-behaviour framework.
A brief review of some major buyer-behaviour models
introduces the factors affecting industrial purchases and
may help our understanding of the purchase of research

information.

Both general and specific models are considered.

vl | INDUSTRIAL BUYER-BEHAVIOUR MODELS

2.1.1 General Models

Webster and Wind (1972a) suggested that industrial buying
is a decision-making process carried out by individuals
(level 1) in interaction with other people (level 2).
This interaction (called the buying centre) occurs in the
context of a formal organisation (level 3) which, itself,
is influenced by a variety of environmental factors
(level 4). Within each level the authors identified "task"

e, T



(economic) variables which directly relate to the buying
problem and "non-task" (psychological) variables which
extend beyond it.

Sheth (1973), who offered a slightly different model of
industrial buying behaviour suggested that task variables
could be product or company specific. He also noted the
importance of situational factors.

These general models outline the major influences on the
industrial-buying process but suffer from a 1lack of
quantification of the task and non-task variables. They
are, therefore, of 1little practical use when trying to
predict organisational buying-behaviour (Commander 1978).
2.1.2 Specific Models

(a) THE BUYING CENTRE

The buying centre is a temporary organisational unit (Wind
1978) changing in its components and their functions from
one purchase situation to another (Fisher 1969; Cardozo
1980).

One important activity of the seller is identifying key
buying influences within the buying centre so that
resources may be concentrated on them (Kotler 1980). In
many cases the purchasing manager is a key influence
(Doyle et al 1979; Lister 1967; and Gronhaug 1977),
although this is not always the case (Brand 1962).
Robinson and Faris (1967) suggested that the buyers'
influence often arises from his role as "gatekeeper" to
information about a purchase decision.

(b) THE BUYING SITUATION

Robinson and Faris (ibid) defined the buying process in
terms of the buy-grid matrix. By identifying the phase
and class of a buyer's decision which form the matrix,

- -



sellers can transmit relevant
products and thereby increase

products' sale (Cardozo 1980).

Cardozo suggested that

situation were important in affecting industrial purchases

(Table 1).

information about their

the 1likelihood of their

dimensions of the buying

Table 1: A Four-Dimensional Classification of Buying
Situations (Cardozo 1980)

DIMENSION

SUB-FACTORS

BUYERS' FAMILIARITY
WITH THE BUYING TASK

New task
Modified Rebuy
Straight Rebuy

PRODUCT TYPE

Product Use
Degree of Standardisation

IMPORTANCE OF PURCHASE
TO THE BUYING ORGANISATION
(RISK)

Exposure to Loss
Uncertainty

PRINCIPAL TYPE OF
UNCERTAINTY PRESENT

Need Uncertainty
Technical Uncertainty
Market Uncertainty
Acceptance Uncertainty
Transaction Uncertainty

These were the buyer's
situation, the product

purchase and the

analysed their significance

vendors' marketing costs.

he suggested that sellers interested in obtaining business

presence

in

familiarity with the buying

type, the importance of the

of uncertainty.

Concerning the first dimension,

from buyers who are unfamiliar with either the product

Cardozo

terms of their affect on



new-task situation) or the supplier (a modified rebuy
situation) must be prepared to invest the time necessary
to see the customer through the phases of the buying
process. In addition, he proposed that the second
dimension, product type, may be important for two reasons.
Firstly, knowledge of the product's use may help the
vendor identify the appropriate contact within the buyers'
company. Secondly, the higher revenue earned from selling
non-standard, as opposed to standard, products may be
outweighted by the greater marketing effort required. In
the other two dimensions of the buying situation Cardozo
referred to six types of uncertainty. The first concerned
the degree of risk involved in making the optimal purchase
and the other five related to stages of the buying process
from defining a product need to the purchase transaction.
(c) THE BUYER-SELLER INTERACTION

Empirical studies have indicated that the most important
factors influencing a buyer's choice of seller are
low-price, reputation and information provision (Cardozo
and Cagley 971> Lehmann and O'Shaughnessy 1974).
However, since different types of product may be judged on
different criteria sellers are well advised to understand
them and those by which they, themselves, are judged if
they want to maximise their sales potential (Cardozo
1980).

SUMMARY

These models describe organisational buying processes but
lack quantification of the variables involved and,
therefore, 1lack utility. However, they suggest that
sellers of industrial products can maximise their
potential sales, by identifying:

- 10 -



(a) the key influences within the Buying Centre
and factors affecting their purchase decisions,
(b) the buyer's familiarity with the Buying
Situation and his uncertainties about it,
(c) the purchase and usage criteria of the product,
and,
(d) the criteria by which they, themselves,are
judged
Knowledge of these key areas enables the seller to
transmit relevant and sufficient information to purchasers
of industrial products.
It is hoped that this general understanding of industrial
purchase behaviour will add depth to the sparse literature
concerning the purchase of market research information.
One general note about this literature, which is described
in the following sections, is its bias towards the

activities of large American consumer-goods companies.

2.2 The Purchase of Market Research Information

Whereas industrial product purchases are generally defined
by precise specifications the product of market research
information is often more difficult to define. Managers
may buy market research because they expect it to reduce
uncertainties in their decision making (Krum 1968;
Deshpande 1982) and thereby make decisions more profitable
(O'Dell 1968; Enis and Cox 1972).

Although there is evidence to suggest that successfully
innovative companies possess a better understanding of
their consumers' needs than other companies (Saren 1980;
Peters and Waterman 1982) the relationship may not be
causal since Davidson (1972) showed that product failures

- 11 -



may have the benefit of just as much market research as
the successes.
In considering the purchase of industrial goods it was
suggested that an important, and perhaps primary, activity
of the seller was to identify the key buying influences
within the buying organisation and the factors affecting
their purchase decisions. These factors stem from the
buyer himself, the buying situation, the product and the
research seller (Sheth 1973).
2.2.1 The Research Buyer
In terms of market research purchases the buying centre
comprises the buyer, the user and other personnel involved
in the decision to purchase information. There is little
evidence concerning the roles of these buying centre
participants and most surveys confine themselves to
in-company research where the 'buyer' is wusually the
research user. As with industrial purchases the research
buyer appears to be influenced by environmental,
organisational, interpersonal and individual factors and
within these by task and non-task variables (Lawton 1976).
(a) ENVIRONMENTAL INFLUENCES
Kotler (1980) suggested that three environmental
influences have increased the need for market research
information. These are:

(1) the development of international markets,

(2) increased emphasis on satisfying consumer wants,

and

(3) greater use of non-price competition.
Some ad hoc effects, 1like recession, may also affect
market research purchases; the indications being that the
effects are stimulatory (Simmons 1982; Economists

- 12 -



Advisory Group 1983). Other positive effects may arise
from the type of industry, since, the major research
purchasers are in the fast-moving competitive industries
(Lawton 1976). Recent studies of American corporations
(Twedt 1973 and 1978) show that although companies in the
more rapidly changing consumer markets benefit from more
research than do industrial firms their actual research

activities are very similar (Table 2).

Table 2: The Most Frequently Undertaken Research
Activities by Consumer and Industrial

Companies

RESEARCH ACTIVITY % UNDERTAKING ACTIVITY
Consumer Industrial

Short Range Forecasting 90 98

Long Range Forecasting 87 96

Studies of Business Trends 79 97

Pricing Studies 88 93

New Product Acceptance and 94 93

Potential

Competitive Product Studies 93 95

Testing of Existing Products 95 84

Measurement of Market Potentials 2 Sy

Market Share Analyses 96 97

Determination of Market 92 97

Characteristics

Sales Analyses 96 97

Established Sales Quotas, 91 95

Territories

Source: Twedt, Survey of Marketing Research, 1978, p4l



Connell et al (1982) recently suggested that consumer and
industrial companies share the need for market size and
trends and that the collection of such data would be a
growth sector in the Market Research Industry.
(b) ORGANISATIONAL INFLUENCES
Company size and structure may also have an effect on
research purchase and use. Small companies, although
needing research (Davies 1977; Frantz 1978; McCracken
1980), spend proportionally less money on it than large
companies (Twedt 1978).
The under-achievement of research in small businesses is
generally attributed to either a 1lack of resources or
unfavourable management attitudes towards research.
Typically small firms lack:

(a) experienced marketing people (Sood 1980),

(b) time available to collect and use research

(Davies 1977), and

(c) funds (American Management Association 1957).
Small businessmen also regard research less favourably
than managers from larger companies (Bellenger 1979), a
product, perhaps, of their lack of training and experience
of 1€ (ibad).
In terms of company structure, Keane (1969) and Deshpande
(1982) agreed that the decentralisation of decision-making
authority and deformalisation of company activities
encouraged research wuse. Interestingly, Sheth (1973) also
noted the importance of the organisation's size and degree
of centralisation 1in his model of industrial buying
behaviour.
(c) INTERPERSONAL INFLUENCES
One particular interpersonal relationship - that between

Egn 1



decision makers and their company's salesmen - may
significantly influence the purchase of market research
information. The credence managers give to salesmen's
interpretations of the market may affect how much research
information is bought from external sources.
Indications from market researchers are that information
from sales representatives is inadequate (Crimp 1981),
biased and inaccurate (Simmons 1980). Managers may, of
course, think otherwise.
Channon (1968) suggested that because the client of
research is a coalition, research is needed not only for
the group to make better decisions but also to formalise
their common processes. He suggested four types of
formalisation:

(a) research as common ground,

(b) research as a collective memory,

(c) research as a stabilising factor, and

(d) research as reassurance.
These, he said, aided the decision-making process and,
therefore, were rational uses of research. This may be
particularly true of the first type of formalisation since
so many authors support the use of research in
conciliation (0O'Dell 1968; Samuels 1973; Ramond 1974).
The non-rational functions of research listed in Table 3
may also affect research purchases (e.g. Piercy 1982) and
can perhaps be equated to the non-task variables of

industrial situations.



Table 3: Some Non-Rational Functions of Market Research

LEVEL OF RATIONALE BEHIND RESEARCH AUTHOR
INFLUENCE PROJECTS (NON-RATIONAL
FUNCTIONS)
ORGANISATION Support or enhancement of de Koning 1966
market research department Deshpande 1980
Support of the Bernstein 1975
organisational system May 1981
INTER- Promotion of ideas to May 1981
PERSONAL higher management,
Justification of de Koning 1966
decisions already made Hardin 1969
INDIVIDUAL Confirmation of decisions Bernstein 1975

already made,
Replacement of own judge-
ment particularly in
innovation
Delay in making
decisions,
Enhancement of own
position

May 1981
King 1983
Samuels 1973

de Koning 1966

(d) INDIVIDUAL INFLUENCES

Before

research it would be

considering the

useful to

management decision-making.

It has

idiosyncratic

situation in

making

information

beliefs and if they fail in doing this

to avoid it

1957 ) -

been

(Lawton

understand

interaction between managers and

something of

suggested that managers create a simplified,

conceptualisation or
order to
1976).

Managers also

that

(theory of

model

try

they

of a problem

reduce the complexity of decision

to interpret

it is consistent with their existing

will attempt

cognitive dissonance; Festinger



Therefore, if research results disagree with a manager's
prejudgements of a problem situation their use can be
significantly affected (Hardin 1969). This effect can
occur on two 1levels; the initial reception and the final
interpretation of information (Lawton 1976). The initial
reception of information can be influenced by a manager's:
(a) fear that purchasing research implies
incompetence (0'Dell 1968),
(b) fear that his 'knowledge' will be proved wrong
(Newman 1962), and
(c) difficulty in replacing his intuition with
research (Deshpande 1980).
Concerning the acceptance and interpretation of research
we have already noted the influence of managers'
prejudgements. Another important factor is how fixed and
resistant to change these prejudgements are (Cardozo et al
L9972,
Some authors suggest that, because of the cognitive
dissonance phenomenon, managers feel more comfortable with
conservative research (Kover 1976), and prefer slightly
confirmatory results with a low surprise content
(Deshpande 1980). Deshpande (ibid) suggested that
surprise increased uncertainty which implied increased
risk - ironically the very thing research was trying to
diminish. He recommended that researchers can reduce
surprise by generating the various outcomes of research
before it is undertaken (Deshpande 1982). Other factors
affecting managers' attitudes towards research include
their personal characteristics like education, age,
intelligence, and experience (Starbuck and Bass 1967).
One survey indicated that managers felt market research

ey






