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Marketing Negotiations in France, Germany, the United Kingdom, and the United States The determinants of marketing negotiations in four cultures are investigated in a laboratory simulation. One hundred thirty-eigbt businesspeople from the United States, 48 from France, 44 from West Germany, and 44 from tbe United Kingdom participated in two-person, buyer-seller negotiation simulations. The American process of negotiation is found to be different from that of the Europeans in several respects.



What the U.S. does best is understand itself. What it does worst is understand others. —Carlos Fuentes (1986)



F



RANCE, West Germany, and the United Kingdom are America's most important European trading partners. During 1986, U.S. exports to the three countries amounted to $29.2 billion and imports were $52.7 billion (merchandise only). This trade comprises thousands of marketing transactions such as capital equipment sales, licensing agreements, distribution agreements for both industrial and consumer goods, and negotiation of service contracts. An integral part of all such commercial activities is face-to-face negotiations between American businesspeople and executives from each of the three countries. Despite the long history and large volume of trade, little has been written about marketing negotiations in the three countries. Moreover, Hall (1960, p. 131) admonishes:
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The Germans, the English, the Americans, and the French share significant portions of each other's cultures, but at many points their cultures clash. Consequently, the misunderstandings that arise are all the more serious because sophisticated Americans and Europeans take pride in correctly interpreting each other's behavior. Cultural differences which are out of awareness are. as a consequence, usually chalked up to ineptness, boorishness, or lack of interest on the part of the other [jerson.



The problem of marketing negotiations with European trading partners is both important and understudied. Hundreds of studies of negotiation behaviors have been conducted in the United States over the years (cf. Rubin and Brown 1975). Increasingly, buyer-seller negotiations are the subject of marketing studies (e.g., Clopton 1984; Dwyer and Walker 1981; McAlister, Bazerman, and Fader 1986; Schurr and Ozanne 1985), The associated theories are not yet well formed and seldom have been tested with subjects other than American college students, A few researchers have considered differences in negotiation behaviors across cultures (e.g,, Graham 1983; Hamett and Cummings 1980; Sheth 1981; Tung 1982, 1984). The primary purpose of our study is to examine business negotiations in the three European countries and compare them with those in the United States. The basis of comparison is a negotiation simulation involving more than 40 businesspeople from each country.
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Background and Hypotheses Theoretical Perspective The basic theoretical perspective underlying all hypotheses is drawn from social psychological (i.e., Rubin and Brown 1975; Sawyer and Guetzkow 1965; Thibaut and Kelley 1959) and exchange theories (i.e., Bagozzi 1978; Homans 1974). These theories, like most psychological and management research, are based on



the characteristics and behaviors of Americans (Adler 1983). Briefly, three classes of constructs—bargainer characteristics, situational constraints, and the process of bargaining—determine negotiation outcomes. The last construct is endogenous and includes the strategies and behaviors bargainers use during the bargaining process itself. Our work focuses on the influence of the similarity of negotiators (a characteristic of the bargainers) on bargaining strategies (a process measure) and negotiation outcomes (the dependent variables). Negotiation Outcomes



In the hundreds of bargaining experiments conducted by social psychologists, an often used measure is profit attained by bargainers in negotiation simulations (cf. Rubin and Brown 1975). Moreover, profit (both individual and joint) in negotiation simulations has been used as a dependent measure in business studies (e.g., Clopton 1984; Dwyer and Walker 1981; Graham 1983). Weitz (1981) advocates a seller's perspective to marketing negotiations, suggesting that the most appropriate measures of negotiation effectiveness are individual economic outcomes of sellers and satisfaction of their clients. He argues against the use of mutual negotiation solutions as the best measure of success, even though most studies have focused on joint outcomes as the dependent variable. The experimental paradigms in many of these studies have involved indistinguishable roles for bargainers, but our past research with a simple negotiation simulation has indicated that subjects typically impute roles to the respective positions of buyer and seller. This finding allows relatively straightforward application of Weitz' criteria for selling effectiveness: individual economic outcomes of sellers and satisfaction of their clients over the anticipated duration of the relation. We therefore consider two outcome constructs: seller's profit and buyer's satisfaction. Figure 1 represents the constructs and relationships examined in our study. We next briefly discuss the hypotheses. The purpose of our article is not to elaborate on a theory of negotiations, but to test a set of expected pairwise associations. Generally anchored by exchange theory and the results of related empirical work, the set of hypotheses is an appropriate
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starting point for a comparative analysis of negotiations in other cultures. Endogenous Constructs



Problem-solving approach. The problem-solving approach (hereafter PSA) to marketing negotiations involves first an emphasis on questions and getting information from clients about their needs and preferences. Second, once the buyer's requirements and circumstances are fully understood, the seller accommodates the product/service offering to the client's needs. The focus is on cooperation and an integrative approach, whereby the needs of both parties are honestly discussed and eventually satisfied. Hence, a PSA can be defined concisely as a set of negotiation behaviors that are cooperative, integrative, and information-exchange-oriented. Such strategies tend to maximize the number of altemative solutions considered, thus allowing negotiators to optimize outcomes. The relationship of a problem-solving approach and negotiation outcomes has been investigated frequently during the last 20 years. Different researchers have used different labels for the PSA concept (e.g., integrative bargaining strategies, Walton and McKersie 1965; cooperative orientation, Rubin and Brown 1975; problem-solving orientation, Pruitt and Lewis 1975 and Menkel-Meadow 1984; representational bargaining strategies, Angelmar and Stem 1978; direct/open infiuence tactics, Weitz 1981), but findings have been relatively consistent. Generally, PSA has been found to influence joint negotiation outcomes positively. Graham (1986) investigated relationships between PSA and sources' individual profit and targets' satisfaction. Consistent with several studies reviewed by Rubin and Brown (1975), statistically significant relationships were discovered between sources' PSA and targets' satisfaction with the negotiation and between targets' PSA and sources' individual profit. Our study is in part a replication of that work and therefore the following hypotheses are proposed. Hp Sellers' individual profit is related positively to buyers' using more problemsolving-oriented strategies. Hi: Buyer satisfaction is related positively to sellers' using more problem-solving-oriented strategies. In both cases, bargainers who encourage partners to provide information about themselves and their needs and preferences can be expected to achieve more favorable negotiation outcomes. The next relationship we investigate is the infiuence of the seller's approach (i.e., behavior and attitudes) on the buyer's negotiation approach. Several researchers report strong positive correlations between



FIGURE 1 Model of Buyer-Seller Negotiations



H9



Similarity of Buyer and Seller



H8



Antecedent (Bargainer Characteristic)



Concurrent (Process-RelatedMeasures)



Consequent (Negotiation Outcomes)



Subscripts: S = seller variables, B = buyer variables, J = joint or systems variable.
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strategies of negotiators and those of their partners. Gouldner (1960) explains that a "reciprocity norm" establishes a stable set of mutual rewards that guides interactions such as negotiations. Putnam and Jones (1982) report that reciprocity is more evident in integrative message pattems than in distributive strategies. Walton and McKersie (1965). Rubin and Brown (1975), and Pruitt (1981) all describe a tendency of negotiators to imitate or match one another's bargaining strategies. Hence, H3: Sellers' problem-solving-oriented negotiation strategies are related positively to buyers' problem-solving negotiation strategies. The mechanism involved here is reciprocative. When sellers give information about needs and preferences, buyers are likely to reciprocate. Graham and Lin ( 1987) and Adler, Schwarz, and Graham (1987) have demonstrated support for this correspondence of sellers' behaviors and buyers' behaviors in the United States and English-speaking Canada, but not in Taiwan or French-speaking Canada. Walton and McKersie ( 1965) suggest the opposite of PSA strategies to be distributive bargaining strategies, the goal of which is to change a target's attitudes, attributions, or actions. Promises and threats are examples of distributive or instrumental appeals (cf. Angelmar and Stem 1978). Williams and Lewis (1976) and Rubin and Brown (1975) suggest that distributive strategies induce concession-making by the other party. Consequently, bargainers using distributive or instrumental strategies can be expected to achieve higher individual negotiation outcomes. H4: Sellers' individual profit is related inversely to sellers' using more problemsolving-oriented negotiation strategies. Attractiveness of the seller. Another important endogenous construct is attractiveness of the seller. Graham (1985) has shown target attractiveness to influence source's satisfaction positively in a negotiation simulation. Simons. Berkowitz. and Moyer (1970, p. 9) suggest "the relationship between attraction to a source (like-dislike, friendly feelings, etc.) and attitude change has received scant attention." Rubin and Brown (1975). in their review of the negotiation literature, conclude that, generally, interpersonal attraction enhances bargaining outcomes. Therefore, to the extent that a person receives social rewards from a relationship with an attractive other, that person will be more satisfied with the relationship (or the negotiation agreement). H5: Buyer satisfaction is related positively to seller's attractiveness.



52 / Journal of Marketing, April 1988



Interpersonal attraction might be conceived as an exogenous construct, determined before negotiations begin as a part of the combination of the negotiators' characteristics. One also may argue that attraction is a consequence of the negotiation, a dependent construct. However, in our study attractiveness of the seller is considered a process-related endogenous construct, which is consistent with the views of Evans (1963) and Zunin and Zunin (1972). Exogenous Constructs



Negotiator similarity. Our study affords an excellent opportunity to test Evans' (1963) "similarity hypothesis." Evans' ideas—"the more similar the parties in a dyad are, the more likely a favorable outcome, a sale"—have stimulated a series of studies investigating relationships between buyer-seller similarity and a variety of negotiation and sales outcomes. Weitz (1979), in his excellent critical review of this stream of research, concludes that support for Evans' similarity hypothesis is weak and in some cases flawed by confounds. However, the previous work provides a series of hypotheses that can be tested here. McGuire (1968, p. 187) cites "a considerable body of evidence" and posits the mechanism underlying the influence of similarity. Presumably the receiver, to the extent that he perceives the source to be like himself in diverse characteristics, assumes that they also share common needs and goals. The receiver might therefore conclude that what the source is urging is good for "our kind of people." and thus change his attitude accordingly.



Mathews, Wilson, and Monoky (1972) conclude that "perceived" similarity leads to more cooperative behaviors during buyer-seller negotiations. Despite threats to the intemal and extemal validity of their study identified by Weitz (1979), their reasoning is consistent with that of Evans. That is, similarity affects the negotiation process—in this case, cooperativeness. H^: Greater similarity between buyers and sellers is related positively to more problem-solving-oriented strategies used by buyers. H7: Greater similarity between buyers and sellers is related positively to more problem-solving-oriented strategies used by sellers. Evans ( 1963), Davis and Silk (1972), and Bagozzi ( 1976) discuss at some length the relationships among similarity, attraction, and outcomes. Implied in Evans' work is a causal relation among the three constructs, with attraction intervening: similarity -^ attraction —> outcome. Both Bagozzi and Davis/Silk suggest a possible reversal of the attraction-outcome relationship. Neither they nor the several studies re-



viewed by Weitz (1979) empirically examine attraction as an intervening construct, but we do. Hg; Greater similarity between buyers and sellers is related positively to sellers' attractiveness. Finally, we consider the direct infiuence of similarity on negotiation outcomes. That is, Evans and others (cf. Weitz 1979) would predict that buyer-seller similarity leads to higher profit for sellers and higher buyer satisfaction. Greater similarity is related positively to sellers' profit.



H10- Greater similarity is related positively to buyers' satisfaction. Role of the negotiator. A relationship not represented in Figure 1 is between role of the negotiator (i.e., buyer or seller) and individual profit. Status (cf. Rubin and Brown 1975) and role (cf. Davis 1966) have been found to infiuence negotiations. For example, Putnam and Jones (1982) report differing strategies were used by students assigned to either labor or management roles in an intraorganizational negotiation experiment. Graham (1983) reports that Japanese buyers achieved significantly higher individual profit than did Japanese sellers in Kelley's (1966) simulation. That is, the role of the negotiator, a situational constraint, made a significant difference in individual outcomes. No differences were found between American buyers and sellers in the individual results achieved. Graham (1983) explains that for Japanese negotiators the role of the negotiator determines the outcome directly, by putting substantial constraints on the behavior of both sellers and buyers. That is, in Japan, sellers defer to the preferences and needs of buyers. Altematively, American buyers and sellers treat one another more as equals. H,,: Buyers achieve higher individual profit than sellers. Because few other researchers have considered such relationships directly and because the phenomenon was discovered in associated studies, this final hypothesis is more exploratory than the others. Differences Across Groups The literature on marketing negotiations in Europe is scant. The few sources we cite provide some ideas about hypotheses, but we state no formal hypotheses. Rather, one of the purposes of our work is to develop hypotheses for future testing by interpreting the findings in the context of what the other authors have suggested. Cateora (1983) hints at cultural differences when he suggests that British negotiators use a "soft sell"



and German negotiators use a "hard sell." He provides no information to support his suppositions, but his comments are consistent with those of executives interviewed during preliminary fieldwork. Weiss and Stripp (1985) provide several propositions about a French approach to business negotiations. They report, "To an American eye, the French seem to consider negotiation a debate . . . " ( p . 19). They go on to describe the French style as confrontational and competitive. They also mention that status is an important factor and formality is common practice. Weiss and Stripp's work is theoretical and encompasses a review of modem business literature and ancient French classics, both of which appear to infiuence the French style. However, no systematic studies are cited. Though the French and French Canadians would be the first to say that their two cultures are very different, a quick look at findings in a related study is worthwhile. In support of H7, Adler, Schwarz, and Graham ( 1987) report that French-speaking Canadians achieve higher profit in a negotiation exercise when they used more competitive negotiation styles. Such a finding seems to be consistent with Weiss and Stripp's (1985) descriptions of the French style. The best resource discovered that pertains to all three groups is a series of pamphlets developed by Schmidt (1979). He suggests that "during negotiations, the German will keep his distance. He feels a personal relationship might interfere with the performance of his job" (p. 13). He also advises the use of a "dogmatic air" in negotiations in Germany. The latter point seems consistent with Cateora's (1983) description of the "hard sell." A few of Schmidt's comments about the French are surprisingly consistent with those of Weiss and Stripp (1985); (1) "They will interrupt communications with countless arguments" (p. 3) and (2) ". . . French have not traditionally held selling in high esteem" (p. 4). Schmidt's discussion of the British approach to business negotiations is congruent with Cateora's "soft sell" characterization. That is, manners and calm are important: "A quiet, confident demeanor is nevertheless essential. In business, this demeanor is characterized by a measured approach. Emotions are vented cautiously" (p. 15). Another factor important in the U.K. is the status given sellers. Schmidt explains, "For example, some Britons view the process of buying and selling—the very concept embodied in the world trade—with misgivings. The visitor who has come to Britain to sell must overcome this attitude" (p. 5). High and low context. Hall (1976) describes a crucial dimension of culture to be the importance of the context of communication. By "context" he means a
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broad variety of what negotiation researchers (cf. Sawyer and Guetzkow 1965) would call "situational constraints," including the physical environment, status/fxjwer relationships, roles of participants, and even the nonverbal aspects of communication. The content of communication (usually the words used) can be understood only in the context of all these factors. Hall states, "In cultures in which people are deeply involved with each other . . i n which information is widely shared—what we will term high-context cultures—simple messages with deep meaning flow freely" (p. 39). Cateora (1983, p. 133) interprets Hall's ideas: "Communication in a high-context culture depends heavily on the context or non-verbal aspects of communication, whereas the low-context culture depends more on explicit, verbally expressed communications." A careful reading of both authors suggests the following continuum for the four cultures considered in our study. Low Context



High Context U.K.



France



U.S.



Germany



That is, context—or in our particular case, the roles of the negotiators—have the strongest influence on negotiation outcomes in the United Kingdom. Hall (1976) specifically states that the importance of context can be generalized to negotiation situations (cf. p. 129). In a high context country like the United Kingdom, the words used in negotiations (i,e,, process variables) are not as important as the role relationships of negotiators determined before bargaining begins (i.e., situational constraints). Deference is given English buyers because of the context/situation of bargaining.



Research Methods Participants The participants in the simulation were 48 French, 44 German, 44 British, and 138 American businesspeople. All had been members of executive education programs or graduate business courses and all had at least two years of business experience. Because Fouraker and Siegel (1963) report the bargaining behavior of students and businesspeople to differ, the sample was limited to experienced businesspeople. On average the 274 participants were 32.3 years of age and had 9,4 years of experience, and 46,1% of their work involved contact with people outside their firms, A detailed comparison of the groups on these characteristics is given in Table 1, Participants were paired randomly and assigned to play the role of either buyer or seller in a negotiation simulation. Four kinds of interactions were staged: 24 French/French, 22 German/German, 22 U . K / U . K , , and 69 U . S , / U . S .
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Negotiation



Simulation



The negotiation simulation, developed by Kelley (1%6) and used by Pruitt and Lewis (1975) and Clopton (1987), involves bargaining for the prices of three commodities (see Graham 1986 for details). Each bargainer receives an instruction sheet, including a price list with associated profit for each price level. Participants are allowed 15 minutes to read the instructions and plan their bargaining strategies. As is evident in the payoff matrices in Appendix A, the simulation has both competitive and cooperative characteristics. That is, the solution AEI produces the highest joint proftt (i.e., buyer profit + seller profit = 104); AAA and III maximize individual buyer and seller profit, respectively. Though simple to leam quickly, the simulation usually provides enough complexity for onehalf hour of substantive interaction. Within the onehour time limit, bargainers use face-to-face, free communication. No explicit rewards (e.g., grades, money) were associated with perfonnance or participation in the simulation. Several other negotiation and bargaining simulations were considered, but Kelley's game was selected primarily because it best simulates the essential elements of actual commercial negotiations observed in preliminary field research, including multiple issues and the potential for mixed concession strategies. Data Collection Instruments After the bargaining session, each individual completed a questionnaire. To ensure equivalence, the French and German translations of the simulation instructions and questionnaire were back-translated into English by different translators; the original and backtranslated versions were compared and discrepancies resolved. Bargainers conducted all negotiations in their respective native languages. We considered two negotiation outcome variables. Seller's profit ($s) was derived directly from the agreedupon bargaining solution (Table 2), Buyer's satisfaction (SATß) with the negotiation was measured on a 4-item scale included on the buyer's postsimulation questionnaire. (See Apf>endix B for the actual items,) Process-related measures also were derived from post-exercise questionnaires. Participants rated their own bargaining strategies and their opponent's bargaining strategies on several items. The items listed in Appendix B demonstrate good face validity for the PSA measure. The scales for PSA combine items from both the sellers' and buyers' questionnaires. Finally, buyers rated the interpersonal attractiveness (ATTs) of their respective sellers. See Table 2 and Appendix B for details. Similarity (SIMj) of buyers and sellers was measured by using an index wherein three dimensions of



TABLE 1 Comparison of Group fVleans (S,D,)



Variable Age Years of work experience Percentage of work involving contact with people outside



United States (N = 138)



France (N = 48)



31.9 (8.61 9,2 (8.0) 47.1 (30.1)



similarity are combined. The dimensions are generalized self-esteem, values, and work experience involving contact with people outside one's firm. Other researchers have argued the relative effects of a much broader array of both demographic and cognitive similarity measures (cf. McGuire 1968), so both kinds of variables are included in our index. Still others have specifically advocated the importance of self-esteem (Rubin and Brown 1975), values (Rokeach 1973), and work experience (Fouraker and Siegel 1963). Both buyers and sellers completed a 20-item Jackson Personality Inventory, which provides a reliable measure of generalized self-esteem (see Bagozzi



Germany (N = 44)



United Kingdom (N = 44)



33.4 (7.0) 7.3 (6.8)



31.5 9.9



(7.1) (7.8)



32.7 (6.3) 11.3 (8.0)



33.2 (17.6)



64.5 (26.1)



52.5 (23.1)



1976; Graham 1983). Self-esteem, as defined by Korman (1970), refers to "a relatively persistent personality trait that occurs relatively consistently across various situations" and is, in part, socially determined by others' expectations of competence. A modified form of Rokeach's (1973) Value Scale (RVS) was used to measure each participant's values. The "anchored" rating method used in our study differs somewhat from that analyzed by Reynolds and Jolly (1980), as well as from that described by Munson and Mclntyre (1979). A scale of 100 points for each item was used instead of the 7-point Likert format. Ratings on each item were standardized across sub-



TABLE 2 Study Variables Category Negotiation outcomes



Variable Seller's profit Buyer's satisfaction



Process variables



Symbol $s SATg



Buyer's problemPSAe solving approach (strategies)



Seller's problemPSAs solving approach (strategies)



Individual characteristics



Attractiveness of seller



ATTs



Generalized selfesteem



GSE



Values (1-36)



V,-36



Interorganizational contact Similarity index



IC SIMj



Description and Measure Seller's individual profit level associated with final agreement in Kelley's (1966) negotiation simulation, range = 0 to 80 Buyer's satisfaction with the outcome of the negotiation simulation, 4 items, range = 4 to 20, Cronbach a = ,77 Ratings of buyer's negotiation strategies as problemsolving-oriented, a combination of buyer's self-report (4 items, Cronbach a = .55) and seller's observations (4 items, Cronbach a = .61), range = 8 to 40, Cronbach a = .68, correlation of sums of buyers' 4 items and sums of sellers' 4 items = .311 (p < .05) Ratings of seller's negotiation strategies as problemsolving-oriented, a combination of seller's self-report (4 items, Cronbach a = .57) and buyer's observations (4 items, Cronbach a = .55), range = 8 to 40, Cronbach a = .65, correlation of sums of buyers' 4 items and sums of sellers' 4 items = .339 (p < .05) Attractiveness of sellers as rated by buyers, 3 items, range = 3 to 15, Cronbach a = .78 Generalized self-esteem, Jackson Personality Inventory (cf. Triki 1973), 20 items, range = 0 to 80, Cronbach a = .82 Ratings of relative importance of 36 values listed on Rokeach scale Interorganizational contact—percentage of work involving contact with people outside the participant's company, range = 0 to 90% Similarity of buyers and sellers, an index score for each dyad along the three individual characteristics listed (i.e., GSE, Vi 36, IC), missing cases recoded to equal appropriate group means
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jects by dividing each rating by the sum of all 18 ratings (for each of the instrumental and terminal values separately). Two of Rokeach's principal assumptions motivated the inclusion of the RVS in our study. One is that "the antecedents of human values can be traced to culture . . . " and the other is that ". . .the consequences of human values will be manifested in virtually all phenomena that social scientists might consider worth investigating and understanding" (p. 3). To our knowledge, no study has considered the influence of human values on business negotiation processes or outcomes. Therefore, our use of the RVS, a relatively simple approach, should be considered exploratory. Interorganizational content (IC) was measured by the following item on the postnegotiation questionnaire. How much of your work in your present position involves contact with people outside your firm? Please circle your response. 0% 10% 20% 30% 40% 50% 60% 70% 80% 90%



The Similarity Index was calculated by the following formula. SIMj. = 36



:fi '



/|GSEB-GSES|



V



MGSE



Mv



M IC



where: = GSEB = GSEs = MOSE -



Similarity Index for dyad x, JPI score for the buyer, JPI score for the seller, maximum of the difference scores across all dyads = 38, Vß = buyer's rating of value i, Vs = seller's rating of value i, Mv = maximum of the difference scores across all dyads = 1.39, ICB = buyer's interorganizational contact percentage, ICs = seller's interorganizational contact percentage, and M|c = maximum of the difference scores across all dyads = 90.



Results Quality of Measures



The reliability of the measures used in the study was assessed by using an intemal consistency approach. As can be seen from the Cronbach a coefficients in
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Table 2, the reliability of each measure is adequate (a > .65). Hypothesis Tests



The results for hypothesis tests are reported in Tables 3 and 4. As indicated, the support for the several hypotheses varies considerably across the four groups. Problem-solving approach. H, is supported for the American group (r^ = .516, p < .05), but not for the other three groups. Buyer's problem-solving approach is related positively to seller's profit for the U.S. negotiators. The relationship between seller's PSA and buyer's satisfaction is consistently positive across the four groups. However, the relationships are statistically significant for the American and German groups only (rA = 373, re = 576, both p < .05). Thus, Hj is partially supported by the data. Buyer's PSA is found to be related positively to seller's PSA only for the American group (r^ = .504, p < .05). H, is not supported for the other three groups. H4 is supported for the German and U.K. negotiators (re - -.508, ruK = - 4 1 4 , both p < .05). Seller's PSA is not found to be related inversely to seller's profit for either the American or French group. Attractiveness. Attractiveness of the seller is associated positively with buyer's satisfaction for three of the four groups (r^ — .180, p < .10; rp = .471, re = .422, both p < .05). The relationship is positive for the U.K. group, but not statistically significant. Thus, H5 is well supported by the data. Similarity. In no case is similarity found to be related to buyer's PSA. Therefore H(, must be rejected. H7 receives weak support. For both the French and German groups, similarity is associated positively with seller's PSA (rp = .309, re = .360, both p < .10). No relationship is discovered for the American and U.K. groups. H«, the similarity -^ attraction relationship, is supported only for the American group (r^ = .266, p < .05). A direct and positive relationship between similarity and seller's profit (H9) is discovered only for the French group (rp - .410, p < .05). A statistically significant inverse relationship is found for the German group (re, = -.458, p < .05). H,o is supported for the French group (rp - .349, p < .05). That is, similarity is related positively to buyer's satisfaction. H I, is supported strongly for the U.K. negotiators and weakly for the French negotiators. That is, buyers in the U.K. group achieved higher individual profit in the simulation than did their respective sellers and the difference is statistically significant (p < .05). Likewise French buyers did better than French sellers (p < . 10). No statistically significant differences are found between profits achieved by American and German buyers and sellers.



Results for H, Through Path



Hypothesis



H, Hi



Ha H« HB



H. H7



H. H. H10



TABLE 3 o (Pearson Correlation Coefficients)



United States (N = 69)



France (N = 24)



Gernnany (N = 22)



United Kingdom IN = 22)



.516»* .373»» .504** .010 .180* .096 -.044 .266»* .114 .125



.150 .155 .002 .220 .471** -.069 .309* .045 .410»* .349**



-.109 .576** .134 -.508** .422** .060 .360* -.259 -.458** .251



.123 .287 .259 -.414** .265 -.033 .212 .092 -.142 .068



PSAB



-$s PSAs ^ SATB PSAs - ^ PSAB PSAs - $ s ATTs ^ SATB SIMj ^ PSAB SIMj ^ PSAs SIMj ->• A T T s SIMJ - * $ s S I M J ^ SATB



•p < .10. ••p < .05.



Discussion and Conclusions Study Limitations Our laboratory simulation has several limitations and shortcomings. Perhaps the most important consideration is the validity of the principal outcome measure, individual profit. Kelley's (1966) negotiation game and such measures have been used in other studies, but how well the game represents actual business negotiations is problematic. The convenience sampling is also an important limitation. Any laboratory study is open to criticisms related to extemal validity. Causality is also problematic in our study. Measurement of independent variables such as PSA strategies was accomplished after the negotiation game, leaving open the possibility of reversal of the causal direction—that is, $s or S A T B -^ PSA. Finally, much of the evidence supplied for accepting and rejecting hypotheses is based on self-reports and judgments of participants. In particular, the reliability and validity of the process measures depend entirely on the participants' memory and impressions of events. Interpretation of Results The findings for the American negotiators fit well the model proposed in Figure 1 with two exceptions. First, sellers" behavior (i.e., PSA) appears to have no direct effect on sellers' profit. Instead, sellers' profit appears



to depend on buyers' reciprocating a cooperative approach to negotiations. Second, Evans' (1963) similarity hypothesis receives little support. Similarity is found to bear a direct relationship to sellers' attractiveness. However, the predicted relations between similarity and the other process variables and negotiation outcomes are not found for the American negotiators. Perhaps the narrowness of our similarity measure (i.e., including only three dimensions) may have affected the strength of the results for the Americans. The findings for the three European cultures demonstrate the need for comparative studies such as ours. Evidently marketing negotiations proceed somewhat differently in the three other cultures. For example, for the French group only one of the first five hypotheses is supported. Sellers' attractiveness appears to enhance buyer satisfaction. In contrast to the American model, for the French negotiators similarity seems to be a key construct. Similarity is related positively to sellers' PSA. sellers' profit, and buyers' satisfaction. Evans' similarity hypothesis is well supported for the French group. Finally, the role of the negotiator (buyer or seller), a situational constraint, seems to influence negotiation outcomes for French dyads. As Hall's (1976), Cateora's ( 1983). and Weiss and Stripp's ( 1985) comments imply, status or context makes a difference in France. The German model of marketing negotiations ap-



TABLE 4 Results for H,, (Role -^ $s) (t-Tests)



Statistics Buyers' profit (mean) Sellers' profit (mean) t-value One-tailed probability



United States (N = 69)



France (N = 24)



Germany IN = 22)



United Kingdom IN = 22)



46.6 43.8 -1.37 .088



49.0 41.6 -1.55 .068



42.8 39.0 -0.76 .227



50.3 44.3 -1.86 .039
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pears to be very different from either the American or the French. Though sellers' PSA and attractiveness are related positively to buyers' satisfaction, cooperativeness (or PSA) appears to have the opposite effect in the negotiation simulation for the Germans. When German sellers use a distributive or instrumental approach to negotiations (i.e., the opposite of PSA), their individual profit is enhanced. These findings are consistent with Cateora's (1983) description of the German "hard sell" and Schmidt's (1979) "dogmatic air." Further, no differences are found between buyers' and sellers' profits, suggesting the lack of importance of role or context. These findings provide support for Hall's (1976) characterization of Germany as a low context culture. Similarity had a limited role in negotiations between the German participants. Surprisingly, and contrary to Schmidt's and Cateora's "soft sell" description, British sellers achieved higher individual profit when using more distributive or instrumental behaviors. Similarity does appear to infiuence sellers' PSA, but that is all. Role of the negotiator is jjerhaps the most important infiuence on negotiation outcomes for the U.K. participants. Buyers achieved significantly higher individual profit than their counterparts. This finding suggests status relationships determined before the negotiations begin have a more important infiuence on outcomes than does the actual process. Such a finding is consistent with Schmidt's (1979), Hall's (1976), and Cateora's (1983) propositions about the U.K. The latter point warrants special attention. Notice the t-values listed in Table 4. Tlieir magnitudes fit exactly the low context/high context continuum suggested by Hall and Cateora. That is, role is least important in the German negotiations and most important in the U.K. negotiations. Management Implications



Ours is one of the first empirical studies of its kind. Executives should balance our findings with their own experiences when managing negotiations in the four cultures. As other researchers study similar issues in the same cultures, more confidence can be placed in empirical studies and associated prescriptions for action. In the United States the outcomes of marketing negotiations appear to be determined primarily by events at the negotiation table. Buyer-seller similarity appears to make little difference in outcomes. Sellers' taking a problem-solving approach (whereby information gathered about buyers' needs and preferences is emphasized) enhances negotiation outcomes in several ways. Both economic and personal rewards result for both buyers and sellers. Negotiator characteristics apparently have a key role in negotiations between French businesspeople. 5 8 / Journal of Marketing, April 1988



This finding implies that managers might consider choosing sales representatives who are similar in background and personality to their French clients. German sellers appear to walk a tightrope in negotiations. With the dual goals of high individual profit and high buyer satisfaction, German negotiators apparently must make a tradeoff between the two. Indeed, as the data reported suggest, the inverse relationship between seller's profit and buyer's satisfaction is very strong (re = -.630, p < .001) for the Germans. Status or role seems to be crucial in British negotiations. Sellers must carefully consider the context of the negotiations and behave according to the role prescriptions alluded to by Hall (1976). The problem-solving approach is one of the key constructs in the field of negotiation research. It has proven important in our study as a pivotal aspect of negotiation processes in the four cultures. Perhaps the most important substantive result of our work is the hint that the problem-solving approach works differently in different countries. Only with American bargainers do we find evidence of a strong reciprocity norm—bargainers' PSAs are strongly correlated. For the German and British groups, problem-solving negotiation strategies lead to lower individual profit. These issues warrant much closer attention, particularly among groups of businesspeople from countries that are our most important trading partners. Future Research



The several unanticipated results of our study suggest much more work must be done. Theories about the determinants of marketing negotiation outcomes are not yet well formed. Our findings also validate Pruitt's (1981) comments about experiments versus simulations. Correlational studies such as ours are most appropriate given present knowledge. Our study only begins to address the problems facing intemational executives. Business negotiations in other countries warrant systematic inquiry. Knowledge and experience in one foreign culture do not necessarily help negotiators understand other foreign cultures. The importance of specific factors may differ among countries. Other researchers have tried to generalize about doing business in "similar" cultures, but their contributions are limited. Our study might be improved upon or extended in several ways. First, larger samples would allow for more statistical power and the associated ability to analyze the structural, causal relationships hypothesized in Figure 1. Bivariate analysis precludes analysis of the more complex relationships suggested by our findings. For example, forthe British group, PSAs appears to act as a suppressor effect (cf Bagozzi 1980) on the relationship between PSAß and sellers' profit. Reciprocal causation of PSAB and PSAs also might



be considered by means of a structural modeling approach. Second, the performance measure—individual profit in a negotiation simulation—should be validated through comparison with actual negotiation or sales performance. Certainly negotiation skills are important in marketing and in other interorganizational transactions, but currently we have no way of adequately measuring such skills. Correlation between perfonnance in the simulation and performance in the field would aid not only in the research process, but also perhaps in the training of negotiators. Insight into the causal mechanisms is limited to inferences derived from quantitative analyses of participants' self-reports and further deductions by the researchers. The use of observational methods to measure negotiation process variables is a crucial next step. Content analysis techniques such as those employed by Pennington (1968) and Rogers and Farace (1975) or those described by Angelmar and Stem (1978), Bonoma and Felder (1977), and Soldow and Thomas (1984) should be used to analyze either negotiation simulations or real negotiations in the United States and other countries. Then the self-report and judgment measures (i.e., from questionnaires) can be validated against more objective and precise measures of interaction processes. Two obstacles stand in the way of such approaches. First, executives are unwilling to have actual marketing negotiations videotaped. Second, the expense and time involved in transcriptions, translations, and coding are prohibitive. For example, the cost of translation and transcription of one half hour of simulated negotiations between Germans is approximately $250 to $300, Detailed coding of that 30-minute negotiation, including recording of nonverbal behaviors and classifying verbal tactics, has taken up to 20 hours in other studies (cf. Neu and Graham 1987), Substantive issues that should be given special attention in future comparative studies are (1) the relative strength of the American reciprocity norm and the apparent complex relationships between negotia-



tors' problem-solving behaviors and (2) the relative importance of the high/low context construct and its influence on both negotiation processes and outcomes. Finally, the cultural differences discovered here pose the question, "What happens during mffrcultural as opposed to the more commonly studied mfracultural marketing negotiations?" That is, what happens when the negotiation partners are from different cultures? Graham (1985) reports that negotiators' behaviors differ between intra- and intercultural interactions. Few others have considered intercultural negotiations. Though the appropriate first step is developing an understanding of differences in negotiation styles within cultures—for example, the comparative studies Albaum and Peterson ( 1984) and others have called for—the most worthwhile subject of investigation is intercultural marketing negotiations. For example, if German businesspeople adjust their culture-specific approaches to negotiation when their client is American, do they adopt an American approach or some third approach? Bateson (1935) provides a still relevant theoretical perspective for studies of crosscultural negotiations. More recently. Moran and Harris (1982) have suggested that cross-cultural interactions can be synergistic, that is, cultural differences can be complementary. Because the study of intercultural marketing negotiations is new, another, more inductive research approach also may be appropriate. Graham and Andrews (1987) have applied methods first developed by sociolinguists to the study of Japanese/American marketing negotiations. Videotaped negotiations were viewed and reviewed by several researchers atid the negotiators. All reviewers independently identified short problem sequences for detailed analysis, including verbal and nonverbal coding and consideration of the comments and personal characteristics of the negotiators. The generality of the problems discovered and associated antecedents and consequences then was checked across several other interactions. The primary advantage of such methods is the broad array of theoretical perspectives that can be brought to bear.



APPENDIX A Payoff Matrices for Kelley's (1966) Negotiation Game* Buyer Profit Prices
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G H 1



Product 1 40 35 30 25 20 15 10 5 0



Product 2



Product 3



Product 1



24 21 18 15 12 9 6 3 0



16 14 12 10 8 6 4 2 0



0



2 4 6 8 10 12 14 16



Seller Profit Product 2 0 3 6 9 12 15 18 21 24



Product 3 0



5 10 15 20 25 30 35 40



•Profits are adjusted (multiples of those listed) to reflect realistic levels, given the products and currencies involved
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Indeed, even the naive theories of the negotiators themselves can be considered, as ethnomethodologists advocate (cf. Lincoln and Guba 1985). In emphasizing the face-to-face aspects of marketing negotiations, we obviously ignore a plethora of other important issues and infiuences or simply summarize them as environmental factors. Variables such as power relations, short-term versus long-term rela-



tions, market structures, and orders from higher authorities have been the subject of fruitful studies by American marketing scientists and should be considered with subjects from other countries. The crucial question is whether such findings, such knowledge, can be generalized to marketing negotiations in other countries,



APPENDIX B Measures Buyers' Satisfaction 1. If an agreement was reached, how satisfied were you with that agreement? satisfied dissatisfied 5 4 3 2 1 2. How satisfied are you with the agreement relative to your prégame expectations? satisfied dissatisfied 5 4 3 2 1 3. How satisfied were you with your individual profit level? satisfied dissatisfied 5 4 3 2 1 4. How satisfied were you with your performance during the game? satisfied dissatisfied 5 4 3 2 1 Attractiveness of Seller 1. How comfortable did you feel with the particular person with whom you were paired? comfortable uncomfortable 5 4 3 2 1 2. How interested were you in the person with whom you were paired? interested uninterested 5 4 3 2 1 3. How interested would you be in seeing the person with whom you were paired again? interested uninterested 5 4 3 2 1 Buyers' Problem-Solving Approach (PSA)* Self-report ratings from buyers' questionnaire: 1. Were you more interested in solving your mutual problem, or more self-interested? solving a mutual problem self-interested 5 4 3 2 1 Rate your own bargaining strategies on the following scales: 2. accommodating exploitative 5 4 3 2 1 3. honest deceptive 5 4 3 2 1 4. unbiased biased 5 4 3 2 1 Observed ratings from sellers' questionnaire: 5. Do you feel that the person with whom you were paired was more interested in solving your mutual problem, or more self-interested? solving a self-interested mutual problem 5 4 3 2 1 Rate your partner's bargaining strategies on the following scales: 6. accommodating exploitative 5 4 3 2 1 7. honest deceptive 5 4 3 2 1 8. unbiased biased 5 4 3 2 1 •Sellers' PSA was measured analogously, with the same eight items but self-report ratings from the sellers' questionnaire and observed ratings from the buyers' questionnaire.
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