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ABSTRACT

An abstract of the dissertation of Candace Petersen for the Doctor of
Philosophy in Systems Science: Business Administration presented

June 12, 1996.

Title: Salesforce Involvement in New Product Predevelopment Activities

of High Technology Firms.

The strongest correlate of new product success is understanding
of market requirements early in the new product development (NPD)
process. This is true in high technology environments where rapid
change and chaotic market conditions prevail. Although a firm’s
salesforce is viewed as one of many sources of new product ideas and
market information, the involvement of salespeople in NPD activities
varies widely across firms.

This study examines salesforce involvement in a firm’s NPD
predevelopment activities, i.e. idea generation and screening,

preliminary market assessment, and concept evaluation. Because of
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the limits of existing research in this area, a two-phase research
design was used. The first phase developed a scale for measuring
salesforce involvement in NPD predevelopment activities. This scale
was incorporated into a study model. The second phase tested the
study model, a linkage of salesperson involvement level to organization
and individual salesperson attributes.

The scale-development sample consisted of 136 sales
professionals. The resulting scale was a nineteen item, multi-
dimensional measure incorporating three factors of involvement:
involvement initiated by the salesperson, involvement initiated by NPD-
Organization, and a salesperson’s cognitive interest in NPD
involvement.

In the second phase of the study, a sample of 248 salespeople
from nineteen companies completed self-administered written surveys.
At the organization attribute level, the length of the NPD cycle was
significantly associated with involvement subscale measures. In
particular, the longer a firm’s NPD cycle for product improvements, the
less involvement the salesforce has in NPD-headquarters initiated
involvement activities. A similar signiiicant relationship exists between
a firm’s new product cycle time and the level of involvement in

salesforce-initiated NPD predevelopment activities.
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3
At the study model’s salesperson level, a series of factors were

associated to NPD team-initiated and salesforce-initiated involvement
subscales. These factors are a salesperson’s: customer orientation,
location distance from NPD, level of feedback from NPD, membership
on NPD teams, knowledge of where to send NPD-related information,
and belief that information communicated to NPD will be appropriately
used. Study findings suggest that organizations can affect the degree
of involvement that their salesforce or individual salespeople has in

early phases of NPD.
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CHAPTER 1

INTRODUCTION

This study focuses on the degree of salesforce involvement in the
initial activities of new product development (NPD) in high technology
and industrial industries. As such, the study defines the concept of
involvement from the salesperson perspective, develops a scale for
measurement, and tests a model of relationship between involvement
and select organizational and interpersonal variables.

A systems perspective (Lendaris 1986) is applied in this
investigation and views a firm’s salesforce as one system and the NPD
team and processes as another system. The relationship between the
two systems during the early stages of NPD defines the research
context. The systems perspective also facilitates and organizes the
dual-level study of the salesforce and salesperson as they interact with
the firm’s NPD efforts.

Chapter I discusses the purpose of the study and its context, the
dynamics of NPD in American businesses. A general model of NPD

process is presented that defines the concept of predevelopment
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activities. The salesforce role in NPD is introduced as a bounda;'y-
spanning function between market and firm, with the potential to
introduce market-oriented information into NPD predevelopment
activities. The information linkage between a firm’s salesforce and early
NPD activities is defined here as the involvement factor, the focus of
this research. The chapter concludes with presentation of the research
questions.

Research models and relevant literature are provided in Chapter
II. To establish the research context, the concept of salesforce
involvement in predevelopment activities is defined as using a multi-
dimensional model. Results of a pilot study and related academic
literature are presented as rationale for construction of an involvement
measure. Theories related to organizational and personal influences on
salesforce involvement are presented in support of a proposed model of
predictors of salesforce involvement. A recap of the study’s hypotheses
completes this chapter.

Chapter IIl presents the research methodology and the results of
scale development, which is the first of two study phases. The scale
development process which includes item generation, rating by expert
judges, and salesforce item evaluation is outlined for the measure of

two variables: salesforce involvement, and the degree of belief that a
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3
salesperson has that his* information will be used appropriately in the

NPD process. The two resulting scales are presented and discussed at
the chapter’s conclusion.

The methodology for testing the hypotheses generated by the
Phase Two predictor model is presented in Chapter IV. Sample
selection, research plan and data collection procedures are discussed.
Next, measures are described for each independent and control
variable. In concluéioﬁ, the data analysis plan for hypothesis testing is
reviewed.

Chapter V contains the results of the data analyses. First,
sample descriptive statistics are provided. Next, results of the
statistical analyses described in the previous chapter for the test of
hypotheses are presented. A recap of hypotheses-testing results
concludes this chapter.

The last chapter elaborates on the meaning of study results. In
addition to reviewing the salesforce involvement measure, the results
derived from testing the model are discussed as related to
organizational and personal attributes. Possible implications of study
results will be offered for business management interested in the

salesforce-new product development linkage. Finally, potential

" His is used for his/her personnel
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weaknesses of this study and suggestions for future research are

presented.

Purpose of the Study

The intent of this research is to understand the involvement of
the salesforce as a valuable and rich resource in the initial steps of new
product development. Prior research in this area has been limited.
Accordingly, this study first defines and explores the structure of
salesforce involvement within the context of early stages of a NPD
process. A metric for the notion of involvement and a model to explain
the metric’s variance were necessary starting points. This research
establishes a foundation for a clear understanding of the early stages of
NPD and the concept of involvement, within the context of this study’s
problem area.

The ability to develop new product ideas and offer new products
that reflect the ever-changing requirements of its customer base is a
key determinate of a firm’s long-term success. New product
development (NPD) is a high-risk endeavor. The risk occurs at several
levels. First, there is a significant attrition of new product ideas. For
various reasons, less than one out of ten ideas (10%)j initially

considered for development make it to the market. Second, an
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estimated 35 - 50% of all new products and product line extensions
introduced to the marketplace never reach commercial success (Booz,
Allen and Hamilton 1982, Angur 1991).

In addition to the risks, NPD is a high-cost undertaking.
Reported new product investment for industrial firms average
$800,000 in capital and 900 man-days of effort (Cooper and
Kleinschmidt 1988). In terms of sales, a typical industrial firm can
expect to spend 5% of its revenues on R&D, and closer to 10% on
overall new product development expenses (Cooper 1993). Such a
profile of risk and expense has prompted numerous researchers,
consultants and business people to investigate further into the

composition of NPD.

The Composition of NPD

There are three basic ideas central to the definition NPD: process,
spectrum, and synthesis. The first view is that NPD is a process: an
evolution of an idea into a tangible market offering (Moore 1987).
Second, NPD addresses a full spectrum of outcomes of NPD ranging
from modifications in existing designs to the development of

discontinuous innovations (Clark, Chew, and Fujimoto 1987). Finally,
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the NPD process is a synthesis of a firm’s technical capabilities and
market understanding.

It is the ability to synthesize a firm’s resources, technical
knowledge, and market understanding that renders NPD a system. As
a system, NPD manifests a solution to customer needs that can not be
duplicated by mere summation of the components. How the
components relate to each other is of equal importance when studying
NPD from a systems perspective. The variance in NPD results stems
from the dynamics of the NPD process as it balances technology,
resources and customer requirements.

A strong differentiator between new product success and failure
is a firm’s ability to couple initial NPD activities with a solid
understanding of the target market. Studies have noted that firms
which have a greater emphasis on market orientation in early stages of
product development reflect a higher rate of new product successes
(Crawford 1979, Maidique and Hayes 1984, Cooper 1988). Strong
market orientation is critical in high technology firms where rapid
change and chaotic market conditions prevail (Moore 1987, Beltramini
1988, Workman 1993).

There are numerous approaches in the domain of market

research that facilitate the monitoring of critical customer
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requirements for a proactive market-orientation. These approaches
range a spectrum from structured or quantitative data collection in
customer surveys and complaint reports to qualitative inputs from
customer visits, trade shows and user groups. In addition to these
direct customer inputs, other organizational functions are tapped as
indirect sources of market information. By the nature of their job, an
organization’s salesforce has the function of continuous interaction
with the marketplace. As such, salespeople have the potential to be a
source of customer information critical to early definition of market
requirements for proposed new products.

The role of the salesforce in initial stages of product development
varies greatly across both industrial and high tech firms (Pavia 1991).
Salesforce involvement in early NPD process activities such as idea
generation and assessment ranges from non-existent to full
participation on NPD committees and market study projects (Evans
and Schlacter 1985). Although it is widely assumed that salesforce
involvement in NPD activities is beneficial to companies, research that
measures salesforce involvement or links it to other factors is lacking
in research literature. Researchers have called for increased study and

understanding of the role of the salesforce as an information source in
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early phases of NPD (Grace and Pointon 1980, Rochford and Wotruba

1993).

Early Stages of New Product Development (NPD)

Both descriptive and prescriptive models have been developed
over the past three decades for outlining the NPD process from idea to
product launch. Early prescriptive models usually specified a series of
twenty or more steps that a company should take when undertaking a
new product project (De Brentani 1983). Many were derived from a
project management orientation which focused on ensuring technical
feasibility of the product rather than its market acceptance.

In contrast\, recent descriptive models (circa 1980s and 1990s)
are derived from extensive surveys and interviews of companies’ actual
experiences in new product development. This research found common
patterns in the activities and procedures firms follow from inception to
commercial availability for either new product or major enhancement.

Common to all descriptive models are three major process stages:

1. idea generation and screening,
2. product development,

3. testing and commercialization.
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Though few firms complete all steps identified within these stages,
survey results have identified activities associated with these steps that
are critically connected to product success.

From the early descriptive models Booz, Allen and Hamilton’s
(BAH) Six-step Model (Booz, Allen and Hamilton 1968), clearly is a
precursor to contemporary conclusions. In this BAH study of 51
firms, new product development was identified as passing through the
six stages of Idea Generation, Screening, Business Analysis, Product
Development, Product Testing, and Commercialization. In addition, the
BAH study revealed a pattern in comparing at each stage the number
of ideas or projects being pursued (e.g. the rates of project attrition)

and the cumulated NPD project expenditures (figure 1).
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= New Product Ideas Remaining Y

= = Cummulative NPD Expenditures ’

80% +

60% +

40% +

20% +

Cummulated NPD Project Expenditures

0% + } } } " —

Idea Generation Screening Business Analysis  Development  Testing Commer-
cialization

Time Sequence of NPD Phases

Figure 1. Stages in the new product process: rates of project attrition
and project expenditures (Booz, Allen and Hamilton 1968).

The graph clearly indicates that at the conclusion of Idea
Generation, Screening and Business Analysis stages, the number of
new product ideas are drastically reduced with a minimum of expense.
Subsequent research indicates these so-called predevelopment steps,
i.e. Idea Generation, Screening, and Business Analysis, are a critical
component of NPD success (Cooper and Kleinschmidt 1986, Cooper

1988). Furthermore within these predevelopment steps, the
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understanding of market - as opposed to technology - is the strongest

linkage to new product success (Maidique and Zirger 1984, Cooper
1988).

More recent models have varied only slightly from the BAH
findings. One example, the process description offered by Cooper
(1988), is the context model for this research (figure 2). Cooper’s
research led to development of a NPD model with greater emphasis on
those steps that assess and further define an idea before formal
development. In particular, Cooper collapsed idea generation and
screening into a single step while separating predevelopment analysis
into more definitive activities of assessment and concept/feature

analysis.

| Assessment

Predevelopment Steps

Figure 2. NPD process model (Cooper, 1988).
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Cooper further emphasized the importance and understanding

of market-oriented predevelopment activities by developing a sub-

model that illustrates the sequencing of these key NPD tasks (figure 3).

The sub-model outlines the flows of information between the technical

activities and market activities. The rectangles in the center layer of

the diagram represent key evaluation or decisions points in the process

such as initial idea screening or concept evaluation.

Stage 1: Idea

Technical Activities

Stage 2:
Preliminary Assessment

Stage 3: Concept

]

! !

I[Preliminary | Concept

1] Technical | Generation

||Assessment | A

: ' |

Idea I Prelimi
Generation\ refiminary Concept
— ' Evaluation I Evaluation
Initial
Screening |, | A
| + R | v
- Il Concept Concept
| {Preliminary oncept P
| Market |} Identification Test
o Assessment | Market Market
Market Activities l I Study Study

|
|

i

Figure 3. New product process predevelopment steps (Cooper 1988).

A detailed description of each of the so-named market activities

is provided in Table I (Cooper and Kleinschmidt 1988). By associating

predevelopment steps with specific activities, Cooper was able to study
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relationships between a firm’s NPD success and execution of

activities. Omission or poor execution of a particular activity could be

analyzed for linkage with the outcome of a specific NPD effort.

TABLE 1

A DESCRIPTION OF IDENTIFIED PREDEVELOPMENT ACTIVITIES

(COOPER 1988)

1. Idea Generation
2. Initial Screening

3. Preliminary Market
Assessment

4. Preliminary
Technical
Assessment

5. Preliminary
Evaluation

6. Concept
Identification

7. Concept
Generation

8. Concept
Test/Study

9. Concept
Evaluation

Mentally conceiving suggestions for new products.
The initial decision point of whether any resources
should be devoted to developing the idea.

A first, quick look at the target market, usually a
non-scientific approach to determining market
requirements.

A first, quick look at the feasibility and merits of the
product from a technical perspective.

A second evaluation, this time including quick
financial analysis.

Provides a definition of the product’s exact features
and value to the proposed market.

Translation of the concept into a technical
“breadboard” or paper prototype, with significant
emphasis on technical solutions to the identified
market needs.

A test or study of the market place to see if the
product is heading in the right direction before
development. It should be a confirmation that the
values and requirements are correctly reflected in
the product design.

Final decision point before moving into full scale
product development.

In his research, Cooper concluded that the primary cause of

product failure is due to inadequate market definition and analysis in

the predevelopment phase of NPD (Cooper 1988). Cooper’s research
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project NEWPROD II, surveyed over one hundred industrial firms and

found that a mere 2% of all NPD dollar expenditures and 5% of NPD
man-day efforts were focused on market-oriented predevelopment
activities (Cooper and Kleinschmidt 1988). Yet these same firms
indicated they were weakest in understanding and performing the
specific NPD activities (noted by shading in Table II) of idea screening-
generation, preliminary market assessment and predevelopment
market study.

Cooper and Kleinshmidt created the indices of relative proficiency
for each of the fourteen NPD activities listed in Table II by first working
with each of the participant firms to identify a number of new products.
Next, these products were classified as successes or failures depending
on a number of criteria such as return on investment, ability to achieve
proposed marketshare and revenue forecasts, and adherence to the
original NPD budget and timeline. Finally, company executives were
asked to rate their efforts for a particular product on each of the
fourteen activities using a scale of 1 to 10 (10 representing most
proficient or skilled, and 1 indicating little proficiency or effort to
perform the activity).

A firm’s perceived proficiency in many of the fourteen activities

were significantly related to the success or failure of a new product
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(Table II). In particular, perceived proficiency scores for each of the

seven predevelopment activities significantly differed depending on
whether the product was a success or failure. These results confirmed
earlier work done in 1972 and 1976 Conference Board studies and by
other research groups that the greatest area of need in NPD is more in-
depth and timely market information in the predevelopment phase of

the process.
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TABLE II

PERCEIVED PROFICIENCIES* OF NPD ACTIVITIES

Level of Proficiency of  Proficiency
Activity Statistical NPD Failures of NPD
Significance Successes

Predevelopment

Preliminary Technical .001 5.22 7.45
Assessment

Concept Generation .046 6.12 7.35

Product Development .001 5.45 7.13
Postdevelopment

In House Testing .003 6.23 7.31
Customer Product Tests N.S. 6.41 6.83
Test Market Trials .040 6.00 7.35
Trial Production N.S. 6.70 6.83
Pre-Commercialization N.S. 5.56 6.56
Business Analysis

Production Start-up N.S. 6.24 6.44
Market Launch .050 5.58 6.71

* Proficiencies of activities: successful products versus failures. Proficiency
of activity is measured on a scale of 0 to 10 rating as perceived by the
company (Cooper and Kleinschmidt 1986). Shading reflect firms’ self
assessment of weak skill in an activity.

A two-step process created an operational definition of
predevelopment activities for the context of this study. The first step

adopted the nine activities labeled as predevelopment in Cooper’s
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research (refer back to Table 1, page 13) as the overall operational

definition of predevelopment activities. This set was further reduced to
reflect the study’s focus on the role of the salesforce in NPD. As such,
only those predevelopment activities requiring a market or customer
orientation were considered. Consequently, the construct “salesforce
involvement in early stages of NPD”, is bounded within Cooper’s seven
activities that precede product development and involve market focus:

Idea Generation:
Mentally conceiving suggestions for new products.

Initial Screening:
The initial decision point of whether any resources should be
devoted to developing the idea

Preliminary Market Assessment:
A first, quick look at the target market, usually a non-scientific
approach to determining their needs.

Preliminary Evaluation.
A second evaluation, this time including quick financial
analysis.

Concept Identification:
Provides a definition of the product’s exact features and value
to the proposed market.

Concept Test/Study:
A test or study of the market place to see if the product is
heading in the right direction before development. It should be
confirmation that the market’s values and requirements are
correctly reflected in the product design

Concept Evaluation;
Final decision point before moving into full scale product
development.
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In summary, this is a study of salesforce involvement in NPD limited

to those activities that support idea generation, market-oriented project

evaluation, and product definition before product development begins.

Role of the Salesforce in Early NPD

The salesforce as a valuable piece of the early market
requirements puzzle has been identified in numerous studies and
research literature (von Hippel 1978, Shanklin and Ryans 1984, Angur
1991). Thirty years ago, Frederick Webster cited the potential
importance of salesforce involvement in early product development,
particularly in the areas of idea generation and early assessment
(Webster 1965). Furthermore, fxe pointed out singular advantages of
using the salesforce to obtain market intelligence. These advantages
included: low incremental costs, continuous customer interactions
and a greater likelihood for customers to be open with a salesperson
over some unknown market researcher or other company
representative.

From a systems perspective, the salesforce has a unique
boundary spanning role between the organization and its marketplace
(figure 4). Using the systems approach of Lendaris (1986), the

salesforce as a system is viewed from two perspectives. The first
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approach views the salesforce, firm and marketplace as components

of a supra-system: the matching of customer needs with a firm’s goods
and services. In this view, the salesforce demonstrates a unique
quality as the vehicle for transferring information and other assets
between the two entities. This study is particularly interested in the
relationship between salesforce and firm that impacts the flow of NPD-

related information from salesforce to firm.

Organization

Salesforce

Figure 4. Boundary-spanning role of the salesforce.

The second, or subsystem view, perceives the salesforce as a
system made of individual people and their unique character traits. The
relationship between salesperson and customer, and salesperson and

corporate processes such as NPD is a dynamic exchange of
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information, product and capital. This study is interested in

understanding what impacts the degree of NPD-related information
flow from salesperson to firm as a manifestation of a person’s
attributes and firm’s characteristics.

In contrast to the dynamic nature of the salesforce as a
information generating system, most other forms of market intelligence
can be viewed as static, or single time-stamps of market requirements.
Data collection tools such as surveys, customer visits by R&D, focus
groups, customer advisory councils, and interviews may have the
advantage of being tailored for specific intelligence gathering, but the
shelf-life of these studies can be rather brief. Furthermore, in terms of
closed-loop feedback, little connection is made between a particular
market research tool and the results of the research, i.e. a product
launch months or even years later. In comparison, the salesforce can
experience a loss in future sales if they are not effective in relaying new
customer requirements to the firm.

Despite the attractive positioning of the salesforce, the bias of
management is to focus the salesforce on present transactions between
firm and customer. In this role, the salesforce is widely used for
current product sales forecasts, customer satisfaction, and competitive

price monitoring (Chonko, Tanner, and Smith 1991). There are
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arguments on the merits and pitfalls of using the salesforce as a

conduit of information related to future product needs and capabilities
when its first priority is meeting today’s customer needs with today’s
products. Research is limited in this debate, although several studies
confirm a low usage of salesforce information in defining new product
requirements (Grace and Pointon 1980, Chonko, Tanner, and Smith
1991).

One aspect of this debate centers on the ability of the salesforce
or customers to define future requirements, especially in high
technology industries. Yet, extensive research by von Hippel has
indicated that the majority of new product ideas in industrial firms are
customer generated (von Hippel 1978, 1988, Angur 1991). Such
findings have led von Hippel to question why the salesforce is not more
often used as a “new-need/new-product idea reception area” (von
Hippel 1978).

In short, the boundary spanning role of the salesforce is an
underlying premise of this study, as is the call for more market-
orientation in the early stages of NPD. It is also noted that many
industrial and high technology new products stem from customer ideas
and dialogue on future needs. Since little investigation has directly

addressed this fit between salesforce and critical predevelopment
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activities of NPD, this study introduces the notion of involvement as

the surrogate for linkage.

Involvement Defined

The concept of involvement is multi-faceted in usage and
warrants specific definition in the context of this proposed research.
Involvement can range from physical participation in an activity
(Webster 1992) to the cognitive state of perceiving importance in an
object or event (Peter and Olsen 1994). Involvement also varies widely
in intensity and duration between individuals as a function of
personality, values, and experiences. In short, it signifies a
commitment of attention and energy to some entity.

This study uses the term involvement to integrate three key
premises:

(1) Greater knowledge of customers and markets is needed by

high technology firms in new product predevelopment
activities.

(2) The salesforce is a source of market understanding.

(3) There exists an information-transfer relationship between the
salesforce system and the system of NPD.

To link these premises in this study, involvement signifies a physical
participation in activities that are centered on opportunities for

communication and actual communication. Salesforce involvement in

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



23
predevelopment activities, therefore, is the mechanism that facilitates

transfer of salesforce perspective of market understanding into the NPD
process. Without such involvement, a salesperson’s customer insight
can not be transferred into a predevelopment activity.

The cognitive aspect of involvement is also important to this
study. Although physical presence in a brainstorm session or initiating
a phone call to R&D are indicators of involvement, such activities are
preceded by the perception of their value. The salesperson first
recognizes a need or value to transferring knowledge into the firm
before initiating the act.

Consumer behavior research supports this aspect of
involvement, and similarly defines it as cognitive awareness preceding
some behavior. Involvement by either consumer or salesperson is
marked first by a level of interest in the product or event (Bloch 1979).
A parallel cognitive activity evaluates the benefits of possible actions
and behaviors with respect to the product or event. In short, because
rational man first thinks then acts, involvement is a two-part
construct.

This study proposes that the degree of involvement can be
assessed by both physical participation and the interest level in

information transfer activities. In terms of physical involvement, this
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study proposes that there exists for the salesforce, a domain of

actions or activities that facilitates the transfer of a salesperson’s
customer/market perceptions to the predevelopment stage of NPD.
Through involvement, or participation in a activity, the opportunity for
transfer exists. Obviously, the spectrum of activities ranges from the
informal phone call or conversation to formal membership on a NPD
team. Without involvement in these activities, the information and
perspective of the salesforce can not be transferred into the NPD
process.

The cognitive aspect of salesforce involvement will also be
addressed in the construct domain. In particular, the interest in
information transfer in predevelopment activities will be assessed with
select items of the survey instrument. Together with physical
participation, involvement can be operationally defined and analyzed in
this proposal.

This definition of involvement also limits our perspective to that
of the salesforce. Since they fill the sending role in the transfer of
perceptions or knowledge into the NPD process, it is from their
viewpoint that involvement is measured. The variance in the degree of
salesforce involvement is the focal point of this study and reflected in

the research questions.
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Research Questions

Salesforce involvement in NPD predevelopment activities is a
concept with a limited research foundation. There exists substantial
academic literature that discusses the value of salesforce input into the
NPD process. Yet this research is without reference to definition or
measurement of this base concept. Consequently, any research of
value must first explore and define the structure of salesforce
involvement and then test hypotheses regarding the prediction or
explanation of the variable. Such a study is initially exploratory in
nature, requiring greater discipline in selecting operational definitions.

The systems approach outlined by Lendaris (1986) is valuable in
reducing these problem issues into research questions. The systems
approach focuses on the use of multiple perspectives to organize and
separate observed data and relationships into manageable subsets of
the problem. The enforcement of a minimum of two views of the
problem system ensures that the researcher is mindful of both “forest”
and “trees” in analysis and problem-solving.

This technique advises the researcher to view a problem area as
a system that must meet two criteria:

A) Operate as a unit with certain attributes perceived relative to
its environment.
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B) Operate as a unit that contains subunits that work together %
to create these perceived attributes (Lendaris 1986).
The first, or A level view of a problem area involves observing it as a
whole, defined with characteristics that can be viewed in the context of
its environment. The second view or B level sees the parts of the
problem area as they effect those prior observed characteristics.

Using a systems approach as a template, this problem area of
salesforce involvement in predevelopment activities translates into a
organizational system that is observed from three perspectives. The
first view concerns this system in the context of business research. The
next perspective examines the relationship between organizational
attributes and salesforce involvement, while the third views the role of
individual attributes in salesperson involvement. Each perspective in
turn, poses a broad-based research question, used to develop the study
model and hypotheses.

The first perspective produces the research question that deals
with the measure of salesforce or salesperson involvement in NPD
predevelopment activities:

Research Question #1
How can salesforce involvement be measured for research purposes?

A scale needs to be developed that will produce a relevant measure of

the salesforce system attribute of involvement. Its definition and
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measurement allows the researcher to observe changes in salesforce

involvement under various conditions and offer additional insight into
how the salesforce system functions.

A view of the system at the organizational level produces a
research question of what variables relate to the variance in degree of
salesforce involvement in predevelopment activities. Since the problem
area focuses on behavior and attitude in a firm, organizational theory
suggests one group of variables will stem from organizational
attributes, and the other from individual characteristics (Daft 1992).
These two classifications of influences divide the B-level perspective
into two separate research areas.

The systems view of salesforce involvement as a product of
various organizational attributes generates the research questions:
Research Question #2

How do organizational attributes relate to the degree of salesforce
involvement in NPD?

Each organization contributes a different composite of systems,
culture, and processes that should explain some of the variance in
salesforce involvement across firms. Therefore, this study identifies
those attributes most likely to correlate significantly with the level of

salesforce involvement in an organization.
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The last research question views how individual or personal
characteristics of a salesperson relate to his involvement in
predevelopment activities, that is:

Research Question #3

How do the personal characteristics of salesperson relate to degree of
involvement in NPD predevelopment activities?

Such a question will prompt investigation into differences between
salespeople as it relates to their involvement in early NPD. While
organizational traits such as systems or culture can relate to
differences of salesforce involvement across companies, individual
attributes explain variance within a firm. Together, the second and

third research questions deal with understanding the “how” of

28

salesforce involvement, while the first research question represents the

“what”.
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CHAPTER II

STUDY MODELS AND SUPPORTING LITERATURE

This literature review supports and explains choices of the study
model and its hypotheses. Selected studies and articles have
previously been cited (Chapter 1) in support of problem area definition
and research question development. In particular, the earlier work of
Cooper (1985, 1986, 1988) frames the research within the context of
NPD predevelopment activities.

This chapter initially introduces a model which depicts
underlying constructs of salesforce involvement in predevelopment
activities. Next, a second model is presented which associates
organizational and individual attribute variables to salesforce
involvement. Arguments are presented for each variable’s inclusion at
the organizational or individual attribute group and for that variable’s
associated measure. Research hypotheses are summarized at the

conclusion of the chapter.
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Phase One Model of Salesforce Involvement

This study of salesforce involvement in predevelopment activities
of NPD is lacking in quantitative research precedents. Workman (1993}
noted that while it is assumed in marketing literature that sales groups
should have significant role in NPD decisions, negligible empirical
research particularly in the realm of high-tech firms has evolved.
Consequently, the first step in researching this construct is clearly to
understand its dimensionality and develop a measure for its use in
subsequent research. Development of a model to represent the
structure of salesforce involvement serves two purposes: it will aid in
generating items for scale development and provide possible
explanations for the results of a factor analysis of the instrument.

Although literature specific to salesforce involvement in early
NPD is limited, larger research domains encompassing this topic have
been studied and documented. Such research provides a starting point
in defining this concept. For example, the parameters of
predevelopment activities have been extensively studied by Cooper
(1983, 1984, 1985, 1986, 1988, 1993), Cooper and Kleinschmidt
(1986, 1988, 1991, 1993), and Booz, Allen and Hamilton (1968, 1982).
These works define the activities and objectives of the predevelopment

phase of NPD as previously outlined in Table 1 on page 13.
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Other researchers have investigated the role of the salesforce in

NPD. The majority view a definite value of salesforce involvement
(Webster 1965, von Hippel 1978, Day 1991, Workman 1993}, although
specifics on the means and processes are vague at best. The literature
tends to be prescriptive as it recommends involving the salesforce as
another customer oriented information source to the firm.

Indeed, market orientation and intra-organizational information
transfer make the greatest contribution to understanding the human
dynamics of salesforce involvement in NPD. In particular, the scales
developed by Kohli and Jaworski (1993) are directly applicable to
predicting involvement as influenced by interdepartmental
relationships. The research of Macdonald and Williams (1993) of
information gatekeepers suggests variables such as an individual’s
perception of information usage by the NPD function will also relate to
involvement.

In order to provide specific insight into the integration of this
earlier literature, a qualitative pilot study was conducted. The pilot
study utilized a focused interview approach to generate items that
would be possible components of involvement. The study consisted of

thirty-minute interviews with fifteen employees of a Portland, Oregon
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