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ABSTRACT

From an instrumental view, corporate culture plays a role as an organizational
parameter influencing a company's competitive situation. Nevertheless, it has not been
included in the IMP-interaction model explicitly. Corporate culture can be regarded as
an intangible resource and in this indirect way, it is integrated into the model. The
guestion whether corporate culture has far-reaching influence on the interaction
process and should therefore receive more attention shall be traced. A focus is set on
the impact of corporate culture on the shift of the interaction process from transaction
episodes to a long-term relationship in the form of vertical cooperation. We
differentiate between a general willingness to perform such a shift and willingness with
respect to a specific vertical partnership in the form of Efficient Consumer Response.
Findings show the highest willingness in hospitals being externally oriented, i.e. market
and adhocracy type. To receive acceptance as a suitable partner, the perception as an
externally oriented culture type, especially an adhocracy type seems appropriate.
However, the influence of a cultural fit can be neglected.

INTRODUCTION
The relationship between supplier and buyer can aways been described by competitive
elements. Concentration processes and super sessions on both the supplier and buyer
dde, increesng system cogts (for CRM-systems) and increesing expectations of
customers characterize the scenery. These developments cause an aggravation of both
horizonta and verticd competition As both parties are dependent on each other and
share a common am in the need to meet customers demands, a shift to a verticd
partnership seems conceivable. Furthermore, the competitive environment requires a
high efficiency. However, the redization of effidency increesng opportunities within
its own vaue chan are limited, therefore, an interlocking of the vaue chains of vertica
partners can offer new opportunities. The superiority of verticd cooperation to
traditiond competitive vertical rdations has dready been dated (Wilson (1995).
Regarding the economy of the knowledge-driven future being a network society,
embeddedness in networks creates competitive advantages. Following Achrol and
Kotler (1999), network forms, understood as independent coditions of task or skill



pecidized economic entities, grow and multiply. Verticad market networks are likey to
predominate in markets in which competition demands leadership in production as well
as product innovation.
Such vaue adding-partnerships, performed by legaly independent partners, includes dl
the partners in the entire vaue chain as a unit. All actors depend on each other's success.
This requires a closer reationship. Therefore, cooperation in the didribution channd
requires a shift in thinking towards rdationship management. This paradigm shift in
marketing from a transaction-based exchange towards a relationship orientation is stated
by Gronroos (1997). As a result, indudtrid relations between manufacturers and their
customers have been the focus of a range of scholars including Dwyer, Schurr and Oh
(1987), Anderson, Hakansson and Johanson (1994), Anderson (1995) and Wilson
(1995).
Since buyer-sdler rdationships are the core issue in rdaionship management, the
underlying theoreticd tenant of this work is delivered by network-based, inter-
organisationd relationship marketing, that has its origins in transaction cost theory (see
Heide and John 1990, 1992), or to socia exchange theory (see Anderson and Narus
1984, 1990) and for an overview see Mdller and Halinen (2000).
Overcoming an episode-redtricted exchange of products, services, information,
monetary and socid contects, in favor of long term oriented, intensfied reationships
may offer arange of advantages:

a secure digtribution channd (by just-in-time concepts, ddivery commitments);

a cost reduction (caused by sock reduction, improvement in replenishment

routines, reduction of the new product failure rates); or

access to the partners technicad know how (customer demands, technologica

practicability)
Cooperation can be understood as “similar or complementary coordinated actions taken
by firms in interdependent relationships to achieve mutual outcomes’” (Anderson and
Narus 1990 p. 45). Efficient Consumer Response (ECR) embodies such a form of
cooperation in the digtribution chain. A reengineering of vaue chain processes serve to
gynchronize, improve and accderate the product flow and dl related transactions
(Whipple 1999; Joint Industry Project 1994; Kurt Salmon Associate 1993).
The ECR concept combines four basic srategies:



Efficient Replenishment optimizes the flow of goods and information dong the

supply chain by reconciling replenishment processes oriented on the factua demand

of the customers.

Efficient Assortment deds with the mdioraion of the range of products to gan

higher returns and a higher cusomer satifaction. For hospitds, the range of

products has to be trandated into the services offered: They consst of thergpeuticd,

diagnogtic, nurang, and hotd performance in an optimal organized form.

Efficient Product Introduction embodies a collaborative approach to develop new

products or services with regard to both meeting cusomers demands and following

technica and economic redtrictions.

Efficient Promotions intend to remove inefficiencies in sdes promotions and public

relations.
One criticd factor for successful ECR-activities is the traditiondly high barrier between
industria buyers and sdlers that has to be overcome (ECR Europe 2001). The step from
the episode-based exchange to a dable rdationship must be taken. Any action in
accordance with the theory of planned behavior (Ajzen and Fishbein 1980) is preceded
by the intention that again follows the willingness to take action. We invedigate the
willingness to undertake the shift to an intensfied collaboration. To shed light on our
sudy, we decided to peform our empiricd trid in an industry where no ECR-
partnership exists 0 far: the German hospitd sector, in cooperaion with its suppliers of
medical products.
The IMP interaction modd focuses the relationship between sdler and buyer. Based on
the sysem theory, organizations are regarded as socid sysems condgting of eements
that interact with each other and the environment. The interaction between the buying
and sdling companies is described and influenced by the parties involved (organizations
and individuas) and the interaction atmosphere (Hakansson 1986; Ford 1997; Turnbull
and Vdla 1986). Wilson (1995) offes a five-phase modd of the reationship
development process, where partner search and sdlection builds the first phase. As not
all actors are gppropriate partners for a cooperative partnership, Wilson sdlected a set of
variables that are supposed to be successful predictors of relationship performance.
In accordance with Wilson, we add corporate culture. Norms and standards of the

relational exchange exist prior to and are brought into socid exchanges. They exert



powerful influences on behavior and, furthermore, lead to commonly shared vaues
(Dwyer, Schurr and Oh 1987). As tangible resources “become less important to the firm
in terms of their contribution to value added and as a basis for competitive advantage”
(Grant 2000, p. 115), the meaning of corporate culture has risen. Ded and Kennedy
(1982) describe how corporate culture influences a company’s competitive Stuation.
This leads to the concentration of one of the intangible resources, culture,

In this paper, we concentrate on the corporate culture of the parties involved, namdy of
the own and the partne’s organization and the culturd influence on the interaction

process.

CORPORATE CULTURE AND COOPERATION
Grant (2000) classfies three kinds of resources. Besdes tangible (financid or physicd
assets) and humaen resources (skills, knowledge, moativation), he identifies intangible
resources where culture is included. According to Wilson (1995), “the atmosphere of
the relationship can be thought of as hybrid culture that develops between the buying
and the sdlling firm and reflects elements of both firms' culture but is different from
either firm's culture”. In an initigting State of cooperation, a common culture 4ill has to
deveop. So, in contrag to Wilson, we follow Grant's definition that leads to an
integration of the corporate culture within certain el ements of the IMP modd.
As a resource, culture has to be incorporated into the participants of the interaction
process. “The organizational culture is the organization itself” (Burton and Obel 1998).
Neverthdess when regarding the cultura fit of the participating organizations, culture
can be classfied as an aamosphere element of the interaction modd.
Based on anthropology, the cultural concept was transferred to the organizationd and
management research in the 1980's (Denison 1984: Schein 1984; Smircich 1984; Ded
and Kennedy 1982; Ouchi 1981). Following a pogtivisic perspective, culture is
regarded as one component of acompany besides others (Ebers 1985).
In accordance with Schein (1984), corporate culture can be understood as a “pattern of
basic assumptions that a given group has invented, discovered, or developed in learning
to cope with its problems of external adaptation and internal integration, and that have
worked well enough to be considered valid, and, therefore, to be taught to new members

as the correct way to perceive, think, and feel in relation to those problems’. (p. 3).



Deshpandé and Webster (1989, p. 4) define corporate culture as a “pattern of shared
values and beliefs that help individuals understand organizational functioning and thus
provide them with the norms for behavior in the organization”.

Both definitions ducidate the function of organizationa culture commonly shared
beliefs and vaues conditute the bads for; (1) the arangement of externd reaions, (2)
for internd coherence; and (3) for the mediation of sense, identity, and behaviord
norms to the members of an organization (Smircich 1983).

Based on a long-term horizon, corporate culture influences the ability of a socio-
economic system. In sum, norms and vaues build a sysem, which helps to achieve the
organizations purposes.

Thus, the above mentioned functions of corporate culture indicate their meaning for the
arrangement and successful performance of cooperation within the didribution channd.
Both phenomena are long-term oriented and should support the business, therefore we
propose an influence of a company’s corporate culture on the willingness to cooperate.
In a dyadic vertical cooperation, two counterparts are involved and thus the corporate
culture of the (potentid) partner has to be consdered as well. This consideration should
be taken in two ways.

In the first step, the influence of the own corporate culture and the percelved culture of a
particular partner on the willingness to cooperate is andyzed separately.

In the following sep, a fit of both the own culture and the perceived culture of the
potentia partner and itsinfluence on the willingness to cooperate is supplemented.

Quinn and Rohrbaugh (1983) presented the competing vaues approach based on an
empiricd  (multidimendgond  scding) andyss of the vdues individuds hold for
organizations. “These key dimensions represent a merging of two major theoretical
traditions from the organizational behavior literature, the systemsstructural
perspective (...) and the transaction cost perspective’ (Deshpandé, Farley and Webster
1993, p. 25; Burton and Obel 1998).

One axis opposes organic and mechanistic processes. The organic sde of the continuum
emphasizes flexibility, spontaneity and individudity, whereas the mechanidic process
dresses control, tability and order. On the second axis, interna maintenance and
extend pogtioning face each other. The fird implies smoothing activities and
integration, while the latter represents competition and environmenta differentiation.



The oppogtion of the two dimensons results in four clusters of culturd archetypes,
labeled — in accordance with Cameron and Freeman (1991) — clan, adhocracy, hierarchy
and market (Figure 1).

Figure 1. Thefour cultural archetypesand their dimensions
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(Adopted from Deshpandé, Farley and Webster 1993, p. 25)

In awareness of some shortcomings, (1) no commonly accepted definition and concept
of culture — as they are based on different perspectives — exists, (2) the concept leads to
limitations usng datisticadl methods caused by the scaling method. Since we choose this
way of conceptuaizing corporate culture, it tends to be the only one which has aready
been applied and repeatedly vaidated (Homburg 1998, p. 202; Deshpandé, Farley and
Webster 2000).



The culturd achetype named “dan” describes organizations diginct by a srong
solidarity and a familiar amosphere. Cohesveness, participation and teamwork, which
ensure the commitment of the organizationd members, are dressed. The adhocracy
culture embodies an archetype described by entrepreneurship, credtivity and
adaptability. Being flexible shows a predominant meaning resulting in a concentration
on finding new markets and new opportunities for growth. The third archetype, labeed
hierarchy culture is described by order, rules and regulations. The organization is kept
running by surveillance, evaluaions and directions to reach clearly dated gods The
culturd types are complete with the fourth, market culture. This last form emphasizes,
like the hierarchy type, god achievement, but in combination with competitiveness.
Market mechanisms govern the organizationa actions.

These four culture types — as they ae developed on the continuum of the two
dimensons — are not mutualy exclusve, but dominant ones. Most organizations can
and do have elements of several types of culture. However, over time, one type of
culture emerges as the dominant one (Deshpandé, Farley and Webster 1993, p. 26).
This overlapping aspect is accentuated by the broken lines (Figure 1). Moreover, an
organization does not necessarily have to show consgency over the organizationd
variables with respect to the dominant culture type. If this constancy exists, we speak of
a congruent culture; otherwise we observe an incongruent one (Cameron and Freeman
1991).

Empiricd invedigaions gplying the introduced modd covered the influence of
culturd congruence, strength, and type on organizationa effectiveness (Cameron and
Freeman 1991), its effect on business peformance in Jgpanese firms (Deshpandé,
Farley and Webgter 1993), the test of individua country differences of corporate culture
and peformance in five countries (Deshpandé, Farley and Webster 2000), and
individua country-specific differences of culturd types in US-American, Canadian and
British hospitas (Gerowitz et d. (1996). An overview is provided by Pflesser (1999).
We obsarve a range of sudies focusng on peformance what might be hepful to
evauate the willingness to cooperate. Similar to the companies performance, the four
culturd archetypes give the impresson of showing a vaying degree of willingness to
participate in a verticd patnership. A vertical partnership is from a transaction cost
view, seated between an internd and externd podtion, or, in Williamson's (1985)



words, between market and hierarchy. A step towards cooperation is taken when it
promises benefits. Compared with externd orientation, cooperation offer admission to
the market patners knowledge, whereas in difference to pure internal orientation,
cooperations promise the advantage of reduced supply costs. When knowledge builds,
the core competitive force, especidly in externa oriented companies, should show a
readiness for cooperation (Achrol and Kotler 1999). Moreover, the mechanic orientation
determined by order and dability seems to be more suitable for a sable vertica
partnership than an organic orientation characterized by flexibility. This leads to the
following hypothess for the generd willingness to cooperate, and furthermore for the
willingness to take pat in an ECR-patnership with a voluntarily chosen potentid
partner:
H1: The general willingness to participate in a vertical partnership is highest in
hospitals with a dominant
market culture, followed by
adhocracy culture and
hierarchy culture.
The lowest willingness can be observed in hospitals with clan type.
H2: The willingness to perform an ECR-partnership with a specific partner is
highest in hospitals with a dominant
market culture, followed by
adhocracy culture and
hierarchy culture.
The lowest willingness can be observed in hospitals with clan type.
With respect to H2, one can presume that this influence of the culturd type will be of
different importance concerning the eements of the ECR-willingness. Grounded on the
idea of the ECR globa scorecard, we split the ECR-willingness into three factors, where
“supply management” represents the drategy of Efficient Replenishment, “demand
management” combines Efficent Assortment, Efficdent Product Introduction and
Efficent Promotions, and “enabling technology” represents items that cover a
companies willingness to use technol ogies necessary to use the ECR concept.



To explore the effect of the culturd type in more detall, we expanded the hypothesis on
the factors of the ECR-willingness with the following hypothess
H2a: The dominant cultural types discriminate with regard to their willingness
in the particular domains of ECR, namely
supply management,
demand management,
use of enabling technologies.
In accordance with Cameron and Freeman (1991), addition to the dominant type, the
drength of corporate culture has to be taken into account, where information not only
about the most respected but the least appropriate cultura type, and dso the difference
between the types and their suitability for cooperation is ddivered. Smilar to H2, the
strength follows the same pattern as the dominant type. So we hypothesize:
H2bl: The stronger the market culture is presented, the higher is the willingness
to initiate an ECR-cooperation.
H2b2: The stronger the adhocracy culture is presented, the higher is the
willingness to initiate an ECR-cooperation.
H2b3: The stronger the hierarchy culture is presented, the lower is the
willingness to initiate an ECR-cooperation.
H2b4: The stronger the clan culture is presented, the lower is the willingness to
initiate an ECR-cooperation.
In an interaction process, a least two patners ae involved. This leads to the
enhancement of our analysis by the corporate culture of the (potentid) partner. We dsate
that the willingness to cooperate is higher the more a particular partner is consdered as
being suiteble for a patnership. Smilar to the own cultura type, a patner with a
perceived externa orientated culturd type gives the impresson of presenting a higher
willingness than interndly oriented ones. Furthermore, suppliers that are perceived
following a mechanidic orientation (determined by order and stability) seem to be better
patners for a sable verticd partnership than an organic orientation characterized by
flexibility. Therefore, a higher willingness to cooperate can be observed.
Hence, we add the following hypotheses for the willingness to participate in an ECR-

partnership:
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H3: The willingness to perform an ECR-partnership with a specific partner is
highest, when the supplier’ s corporate culture is perceived being
mar ket type, followed by
adhocracy type and
hierarchy type.
The lowest willingness can be observed in hospitas with clan type.
H3a: The perceived cultural types differ with respect to their willingness in the
particular domains of ECR, namely
supply management,
demand management,
use of enabling technologies.
Having induded the corporate culture of both partners and their suitability for a vertica
partnership, a third step is taken now to round off our investigation. This leads to the
amosphere-dlement of the IMP modd. Atmosphere can be described in terms of an
“overall closeness or distance of the relationship. There are reasons for the buying and
selling firm to both develop a high degree of closeness with their counterparts as well
as to avoid such closeness’ (Ford 1997, p.14). “An important reason for closer
connection with a counterpart can be to reduce the uncertainty’ (Ford 1997, p. 15).
“ Alliances success depends on an effective and efficient alignment between the partners
involved”, where culturd, besdes operationd and human fit is believed to be an
important component (Douma et d. 2000, p. 581). Closeness and a reduction of
uncertainty are obtained when the perceived corporate culture of a partner is smilar to
the own corporate culture. Therefore, in accordance with Cameron and Freeman (1991),
we findly integrate cultura congruence of both partners’ and the strength of thisfit:
H4: When the cultural types of both parties involved are similar, the willingness
to initiate an ECR-cooperation is higher than in partnerships with different
corporate cultures.
H4a: The closer the cultural fit, the higher is the willingness to initiate an ECR-

cooperation.
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METHODOLOGY
Data Collection and Sampling
The data was collected with a standardized questionnaire, which had been pre-tested on
representatives of the three occupationd categories that form the executive board in
German hospitds (adminidration, medicd and nursng directors). The questionnaire
was sent to the executives of German hospitals (in each hospital three persons were
addressed). Thisled to atotal sample of 668 executivesin our data .
For the purpose of this study, respondents seemed to be appropriate as key informants,
as they make draegic decisons, which include the decison for vertica cooperation
with the medicd industry. Some addressees forwarded the questionnaire to assstants
(medical managers, subgtitutes). As these groups prepare information for decisons, they
can be consdered as being pat of or influencing the decison center and therefore they
were not excluded from the evauation.
M easur ement
The proposed measures were  purified by assessng  ther  rdiability and
unidimengionality according to the methods described by Anderson and Gerbing (1988).
Messure vdidity was peformed in two steps. First, items developed for each construct
were examined for internd vdidity. Items with a low itemto-total correation were
reviewed for their theoreticd importance and deleted if they tepped no additiond,
diginct domain of interest. Second, scde rdiability was measured by the Cronbach
dpha coefficient and items were deleted as necessary to purify scdes if a didinct
theoretical domain was aready being adequately measured.
Then, an exploratory factor andyss was peformed on items from subsets of
theoreticdly related measures to assess the extent to which they reflected a sngle
dimenson. As a more rigorous test of reliability and validity, a second order factor
andysisusng AMOS 4.0 was performed.
Conceptualization and Validation
Corporate culture was operationdized usng a constant sum scale with four varigbles
(kind of organization, leadership, organizationa bonding, organizationa focus) adapted
from Deshpandé, Farley and Webster (1993), where 100 points had to be dlocated to
the four culturd items of each variable, depending on how appropriate the description of

the items were to the hospitd. Thus, in total 400 points were digributed. In the



12

evaduation, the dominant culturd archetype was specified by means of adding the points
of each culturd type over dl variables The archetype that recelved most points was
conddered the dominant type. Bi- or multimodd cases were excluded from the
evauation, as an assessment of adominant type was not possible.

Before building the dominant type, we evauaed the itemto-total correlation. A poor
correlation was shown for al leadership items. By excluding these items, the Cronbach
apha was improved. The poor vaues might be explained by a lack of distance, because
leadership style was generated by a sdlf-assessment. This resulted in 357 hospitds with
a dominant clan type, 50 hospitals with an adhocrecy type, 115 hospitds with a
hierarchy and 69 hospitds with a dominant market type. Table 1 gives us the vdidated
congructs and their characteristics.

Table 1. Item-to-total corréationsand Cronbach alpha of corporate culture

Clan Adhocracy Hierarchy Market
Kindof 05815 0.4232 0.5437 0.4082
organization
Leadership 0.2605 0.3644 0.3393 0.2395
Organizationd 0.5513 0.5536 0.5861 0.4146
Bonding
Organizationd 0.5233 0.5093 0.4997 0.4454
Focus
Cronbach dpha
(Gandacisa) 0.6923 0.6676 0.6975 0.5817
Cronbach apha
(o, lestiarship) 0.7400 0.6754 0.7363 0.6321
N 357 58 115 69

An exploratory factor anadyss confirmed the theoreticdly imputed culturd archetypes
by rdaing the specific item to the culturd factors (Table 2).

The four culturd factors explained 66% of the total variance. The number of factors has
been extracted by means of the Kaiser-criterion, where as many factors are included as
Eigenvdues > 1.0 are reported. This generdly leads to the integration of factors with
only low contributions to the total variance explained.

Here we unfortunately observe only smal contributions by the adhocracy and the
market factor. Communalities and factor loadings are above the 0.5 leve.



Table 2. Exploratory factor analysis on corporate culture
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Factor 1 Factor 2 Factor 3 Factor 4
(Clan) (Hierarchy) (Adhocracy) (Market)

Kind 1 0.725 - - -
Kind 2 - - 0.708 -
Kind 3 - 0.706 - -
Kind 4 - - - 0.673
Bonding 1 0.824 - - -
Bonding 2 - - 0.772 -
Bonding 3 - 0.706 - -
Bonding 4 - - - 0.868
Focus 1 0.607 - - -
Focus 2 - - 0.768 -
Focus 3 - 0.820 - -
Focus 4 - - - 0.542
Eigenvdue 3.10 2.49 1.25 1.06
Explained 25.83% 20.71% 10.41% 8.79%
variance

Perceived culture: For the measurement of the perceived corporate culture of a potential
partner, the relating four variables for each cultura type were bundled. Four clusters
were obtained. The respondents were first asked to sdect a medica supplier from a ligt
of four companies offered. If the respondents were not able or not willing to choose
from this lig, they could choose any other medicd supplier and give his name. In a next
step, the respondents had to decide, which bundle best described the selected company.
This procedure ends in the achievement of a categoricd varidble. Being aware that this
regricts the number of usable datisticd anadyses, we nevertheless decided in favor of
this approach.

The redtrictions were accepted, because a detailed assessment of the partner’s culture
gmilar to the determination of the own corporate culture was judged by producing
atifacts. As the respondents only have a genera opinion about the other company’s
corporate culture, a differentiated appraisal is supposed to creste only an atificd
degree of accuracy.

Cultural fit was computed in two ways. First, we opposed the own and the perceived
partner’s dominant type. Smilar types are defined presenting a cultura fit, whereas dl
others are labeled “nonfit”. A second approach takes the strength of the own culture
into account. With respect to the perceived patner’s culture, dl four variables of the
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own culture, presenting the type amilar to the patner’s, were summed up. The higher
the sum of this new fit-variable, the stronger is thefit.
Willingness to ECR-cooperation was measured by 22 items that were developed for this
dudy. A sx-point multiple-item scae was used. The items captured the willingness to
cooperate on the supply side, demand sde and in terms of enabling technologes. This
three-factor approach was developed on the basis of the ECR Globa Scorecard. An
exploratory factor andyss was performed to detect whether the data reflected the
theoretically postulated congtructs. The varidbles explaned a totd variance of 64%.
Four factors were isolated (Table 3).

Table 3. Cronbach alpha and item-to-total correation of ECR willingness

Rdiahility Item-to-total Correlation
Construct ltem | (Cronbach
apha) Mean Range
Supply Side 10 0.9107 0.6789 0.5514-0.7663
Demand Side
- Process 4 0.8357 0.6699 0.5774-0.7491
- Innovation 5 0.8434 0.6498 0.5881-0.6990
Enabling technologies 3 0.8642 0.7431 0.7062-0.8118

Factor 1 explained 39% of the variance. As expected, it presented variables concerned
with optimization in the fidds of ordering, stock keeping, internd logistics, budgeting,
cost-benefit analyss, bundling of purchase and ddivery and retro-didribution; the
supply side of Efficient Consumer Response.

The demand sde was divided into two factors. Factor 2 explained 10% of variance.
Here the items concerned the hospitals output; the Efficient Assortment aspects of the
demand sde congruct. In paticular, it integrated the optimization of processes in the
wards and surgicd fadilities, optimized organizationd structures and Specidizations on
selected indications.

Moreover, the demand side was represented by Factor 3. The third factor explained 9%
of vaiance with items rdaed to Efficent Product Introduction and Efficient
Promotions. This factor was composed of the joint detection of new diagnodtic,
thergpeutic,c, nurang and accommodating ways, and, coordinated proceedings
concerning public rdaions, advertisng and networking.
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As the demand sde congruct comprises the above-mentioned three basic drategies, a
differentiation between more (than one) factors was not unexpected. We don’'t observe
three factors - one for each demand sSde strategy - but a bundling of two Srategies on
Factor 3. As promotions can be regarded as innovative aspects in the German hospital
sector, Factor 3 integrates the introduction of innovations.

Thus, Factor 3 can be labeed “Innovation”, whereas Factor 2, since is represents core
processes in hospitals was named “ Process’.

With Factor 4, the ECR-enabling technologies (items concerning the employment of
electronic communication, eectronic data interchange and an interlocked ordering
system) were shown. This factor explained 6% of the tota variance.

All but one of the communalities and factor loadings are above the required 0.5 levd.
Only the varidble concerning collaborative introduction of new nursng opportunities
shows a communality of 0.47. Three items could not clearly be related to one factor, as
they loaded on two factors. This may lead to a digtortion of the results of a structura
equation model, because a drict reation of indicators to factors is required. As we
collected a aufficient number of indicators explaning eech factor, an dimination of
three items could be taken into congderation. Although their dimination leads to a
deterioration of the Cronbach dpha for the two factors concerned (Supply side: 0.8902,
Innovation: 0.8231), they are gill far below the criticd vaue. Therefore, we decided to
remove these items.

Integrating the remaining 19 items into a dructurd equetion model, we were presented
with a good fit of the theoreticaly postulated and the observed moded. Thus, we can
conclude, that our modd of ECR-willingnessis suitable for further analyses.

Summing up, the exploratory factor andysis confirms the theoretically stated constructs
of the willingness to ECR-cooperation with a split of the demand sde congtruct in the
process and innovation factor.

To vdidate the condgructs, we analyzed the item-to-total correlations and the Cronbach
apha of the ECR-willingness congtructs. The observed results can be regarded as valid
and rdiable (Table 4). Additiondly, we examined the rdiagbility and vdidity of the
congruct usng a confirmatory factor andyss. We can atest a good fit between the
model and the theoretica congtruct. Usng ANOVA, we computed the average of dl
ECR-items resulting in the mean ECR-willingness.
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Table 4. 2" order analysis of ECR-willingness

Global Modd Fit
X?/df =3.222 AGFI =0.910 IFI =0.951 RMR=0.082
GFI =0.932 NFI =0.931 CFl =0.951 RMSEA =0.058
Detailson 1% order level
. Factor Indicator Factor Mean
Congtruct | Indicator loading | relishility | relishility | Variance
Supply Side FO1 0.62 0.37
FO4 0.78 0.61
FO5 0.80 0.64
FO6 0.81 0.66
FO7 0.79 0.62 0.89 0.51
FO8 0.64 0.41
FO9 0.66 0.44
F10 0.55 0.30
Processes F11 0.66 0.44
F12 0.80 0.64
F13 0.62 0.38 0.81 0.53
F14 0.80 0.64
Innovations F15 0.59 0.35
F16 0.74 0.55
F17 0.80 0.64 0.82 0.54
F18 0.80 0.64
Enabler F20 0.78 0.61
F21 0.92 0.85 0.87 0.69
F22 0.79 0.62
Detailson 2"% order level
. Factor Indicator Factor Mean
Construct | Inaicator loaing | rdisbility | relicbility | Variance
Supply Side 0.69 0.48
ECR- Process 0.81 0.66
willingness [nnovation 0.86 0.74 0.80 0.51
Enabler 0.42 0.18

For al isolated factors, we computed the average of dl items tha load on the particular
factor. Thus we achieved a mean supply-gde willingness process-willingness
innovation-willingness, and enabler-willingness.

General willingness to cooperate with suppliers of medicad products was

operationdized as Sngular Sx-point item.
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RESULTSAND DISCUSSION
Own organizational culture
We fird examined the mean differences in corporate culture with respect to the
willingness to cooperate with the medicd indusry in generd and with a specific,
voluntarily sdlected supplier of medicd products concerning an ECR-cooperation.
Hypothesis 1 and 2 were for this purpose tested by usng ANOVA. Table 5 shows the
results.

Table 5. Mean willingness to general and ECR-cooper ation incl. significance

Culturd Type GmerdMV?/ﬁrI]i Ngness ECR—Q/AV?I?inngneSS
Clan 425 3.92
Adhocracy 4.69 4.07
Hierarchy 4.50 413
Market 4.58 4.20
F-satistic 2.626 3573
p-value 0.05 0.014

The generd willingness to cooperate with any medicd supplier and the ECR-
willingness showed dgnificant differences (p £ 0.05). As expected in the evaluation of
ECR-willingness, the dan culture presented the lowest mean willingness, followed by
the adhocracy and the hierarchy type. The highest mean willingness was demonstrated
by hospitds with a dominant market culture. The andyss of the generd willingness to
cooperate supports this range o far, as clan, hierarchy and market culture form the same
order. Only the adhocracy type turns out to be an outlier. This can be explained by the
inherent emphass on flexibility and spontaneity, which on one hand indicates an open
atitude towards new concepts. On the other hand, it can be interpreted as a clue for
lower loydty of adhocracy patners, as ther tendency against control and sability
collides with a steady partnership.

In a next gep, we investigated the single ECR-factors. In dl culturd archetypes, the
mean willingness to cooperate on the supply Sde was observed as being highest,
followed by the mean willingness to cooperate in processes. Joint innovetive actions
and the cooperative use of enabling technologies showed only lower willingness below
the average total ECR-willingness
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To shed light on the question, whether and how the dominant culturd groups show
differences concerning the sngle ECR-factors, we performed a discriminant analyss
proceeded by a test of multicollinearity. In a firs step, we esimated the discriminating
factors. Our data set led to three different discriminating factors for the four groups. All
factors together separate the four groups dgnificantly on the 1% level with a variance
explanation of 83% (Table 6).

Table 6. Results of the discriminant analysis

. . , Canonicd
0
Function Eigenvdue Y of Variance Corrdaions

1 0.046 83.1 0.209

2 0.009 15.6 0.092

3 0.001 13 0.027

Test of Wilks : _

e L ambda Chi-square df Sonificance

1-3 0.948 27.32 12 0.007
2-3 0.991 4.69 0.584
3 0.999 0.37 0.829

Neglecting the firs discriminant factor, the remaning discriminant potentil does not
separate the four groups ggnificantly, especidly snce the firg discriminant factor is
responsble for the dgnificant result. This factor covers 82% of the entire discriminant
potentia. The “trug’ discriminant potentid estimates only 5%, which can, following the
classfication by Cohen (1988), be consdered poor.

Neverthdess, with respect to
coefficients, the willingness to collaborate in the use of dectronic communication and

the ovedl dandadized canonicd discriminant
data exchange determines the largest difference between both groups, followed by the
willingness to co-operate on the supply side (Table 7). Cooperative demand side-actions
presented only smal differences between the groups.

To gan more detailed information, we subsequently performed separate discriminent
andyses for the two dimensons that determine the culturd types. Fird, we investigated
the continuum internd maintenance-externa pogtioning. A dgnificant separation of the
two groups was detected.
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Table 7. Canonical discriminating coefficient of the four factor analysis

Eactor Standardized
Canonica Discriminant Coefficient
ECR-Enabler 0.749
Supply Side 0.394
Innovation 0.213
Processes 0.150

Interpreting the single factors, the willingness to collaboratively use technology
ddivered the drongest differentiation, followed by the supply Sde-cooperation.
Cooperative action concerning the processes and performances presented only a smal
difference. The lowest was observed for joint innovative actions. Thus, the results are in
accordance with the four group-approach as far as the enabling technologies and the
supply side are concerned. Both demand side factors presented only a poor contribution
to a separation of the groups, where the innovative actions can be interpreted as having
no influence (Table 8).

Table 8. Canonical discriminant coefficient of the continuum internal
maintenance - external positioning

Factor Canonicd Discriminant Coefficient
ECR-Enabler 0.826
Supply Side 0.531
Processes -0.231
Innovation -0.073

Therefore, we can summarize that hospitals with a culturd gsyle based on competitive,
externd pogtioning as well as control, order and stability, show a higher willingness to
cooperate with their supplier of medica products. Lower willingness can be observed in
hospitds emphaszing internd  maintenance, flexibility, spontanaty, and individudity.
The differentiation between mechanic and organic processes did not show daidicaly
sgnificant results and is therefore neglected.

In a last step we examined the srength of the cultural types. Therefore, we anaysed
four separate SEM’s. As the culturd variables were obtained by usng the congtant sum
technique, the variables cannot be regarded as independent and uncorrelated from each
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other. Therefore, an incluson of al variables into one modd should be avoided, as an
enormous number of co-variances will be observed, which influence the results. So, we
decided for the sngle goproach. This led to the following results The sandardized
effects of the culturd types were dl smdl. With —0.03 respectively, —-0.04 clan and
adhocracy type present a smal negative effect, whereas the market and hierarchy type
have a smdl, but postive effect (0.03 and 0.06 respectively). Therefore, we interpret
that types oriented on control, order and stability have a samdl, but postive effect, in
contrast to hospitas with an orientation on spontanaity and flexibility, which leads to a
negdtive effect.

Hospitdls focusng on compstitive, externd podtioning are in contrast to hospitals with
an emphass on internd mantenance didinguished by a higher willingness to use
collaborative dectronic communication and data exchange and cooperative supply
chain management. Therefore, we can conclude if a supplier of medica products wants
to start an ECR-cooperation, hospitals with an externd orientation combined with an
emphass on control, order and sability should be sdected. Initiative projects should
concentrate on a joint eectronic communication, electronic data exchange and supply
management.

The perceived partner culture

Corresponding with the own corporate culture, we now investigate the role of the
perceved culture of a potentid partner. Usng ANOVA, a sgnificant difference of the
ECR-willingness (p £ 0.05) cameto light.

The willingness to dart an ECR-partnership is highest with firms perceved as being an
adhocracy type, followed by the market type. A lower willingness was observed for
partnerships with a perceved hierarchy culture. The lowest willingness was shown
concerning suppliers with a percaeived clan culture (Table 9).

Clearly preferred are partners with an externa, competitive orientation. When externdly
oriented on the continuum between organic and mechanidic processes, the willingness
is higher to cooperate with a flexible and spontaneous partner. With a perceived internd
orientation towards a frictionless running organization, a patner who emphaszes

control, order, and stability is preferred.
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Table 9. Mean willingness ECR-cooper ation incl. significance

Mean
Culturd Type ECR-Willingness

Clan 3.82
Adhocracy 4.09
Hierarchy 3.89
Market 4.00
F-saisic 2:338
p-vaue 0.073

Smilar to the evdudion of the own culture, we performed a discriminating andyss to
uncover the contribution of the sngle ECR-factors to the particular perceived corporate
cultures of the chosen supplier. No dSatigicaly sgnificant results were observed for the
four culturd types. A detaled invedigation of the two dimensons brought further

findings.

Whereas the continuum between mechanic and organic processes did not show
ggnificance, the perception of a supplier as oriented on internd mMaintenance versus
extend pogtioning presented a datidicaly dgnificant result & the 5% levd. Both
groups differed concerning ther willingness to cooperate (ordered by importance) on

the supply dde, the use of dectronic communication and data exchange, and on

processes.

Only co-operative innovative actions showed avery small sdectivity (Table 10 and 11).

Table 10. Results of the discriminant analysis

. . . Canonica
0
Function Eigenvdue Y% of Variance Corrdations
1 0.018 0.132
Test of . : _—
Function Wilks Lambda Chi-sguare Df Sgnificance
1 0.983 9.551 4 0.049
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Table 11. Canonical discriminant coefficient of the continuum internal
maintenance - external positioning

Factor Canonicd Discriminant Coefficient
Supply Side 0.713
ECR-Enabler 0.525
Processes 0.471
Innovation -0.103

This can be interpreted as follows: If a supplier of medica products wants to be chosen
as a patner in the mentioned fidds, he should underteke efforts to be perceived as
externdly oriented, preferably being an adhocracy type.

Comparing the discriminant coefficients of both the analyss of the own and the partner
culture, the supply dde and the enabling factor are important in both cases. This
emphasizes the above expressed recommendation to concentrate on the supply sde and
technologicd projects while initiating an intengfied vertica partnership.

Cultural fit of both partners

To round off the study, we added the combined interactive view on both culturd
measures. A MANOVA of the dominant own and perceived partner culture concerning
the overal mean ECR-willingness brought no daidicdly dSgnificant result. Two
groups, one with gmilar culture (the fit-group) and another group (the non-fit-group)
were t-tested concerning the willingness to initiate an ECR-cooperation. No significance
was found (F-datigtic = 0.73, p = 0.393). With regard to the srength, only a small
influence (0.03) of culturd fit on ECR-willingness could be observed.

IMPLICATIONSAND LIMITATIONS
Based on the results and reflections, some implications for theory and practice can be
deduced. We can advise medicd suppliers who intend to initiate a verticd partnership
on an ECR-based concept, to search for hospitals being market type and avoid hospitas
being can type. Control and sability combined with externa orientation seems to be
the superior type, wheress internd oriented hospitds with an emphass on flexibility
and spontaneity showed the lowest willingness to cooperate. Nevertheless, whether
these are the mogt attractive partner’s depends on more characteristics than corporate
culture. Among the market type hospitals, aspects like therr financid date and their
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purchase capacity should be taken into congderation. One must dso keep in mind, that
this paper focused on the willingness to start an ECR-cooperation. Which culturd type
in an ongoing partnership appears to be superior still has to be found out.

To receive acceptance as a suitable partner, the perception as an externaly oriented
culture type seems appropriate. Mogt dttractive partners were companies perceived as
adhocracy types. For initiating a partnership, stressing adhocracy characteristics can be
recommended; i.e, emphasizing innovativeness, competitive drength, entrepreneurship
and the advantages of those characteristics for a vertica partnership. However, the
influence of a culturd fit can be neglected.

Interaction effects between the culturd types have, in accordance with the empiricad
studies based on the competing values model, not been taken into consideration. Caused
by the congant sum scde method, multiple correations of variables could be observed.
SEM does not seem to be the appropriate instrument for detecting interaction effects in
this case. Further research using more rigorous methods, like PLS could provide deeper
ingghts.

The presented congtruct remains in a datic perspective. Further research can transfer
this concept into a dynamic approach. This could be caried out by integrating this
congruct in the relaionship life cyce mode by Jap and Ganesan (2000) and by testing
the influence of corporate culture on the willingness to initiagte (or perform) a verticd
partnership in the different phases of thelife cycle.

To test the connection between corporate culture and the willingness to initiate an
intensfied vertical partnership, we developed a new modd. Whereas the measurement
of corporate culture could be adopted, the measurement of the willingness to cooperate
had never been tested before. Therefore, further research should be performed to verify
our results.

As the shortcomings of the measurement of corporate culture have dready been
mentioned, a newly developed approach based on rating scales could overcome these
limitations. However, such a devedopment and its testing of vaidity and rdidbility
including a repeated verification seemsto be very chalenging.

Any further research has to take into congderation that the mode was tested in the
German hospitd industry. This sector is known for a range of specific features that
should not be hidden. The German hospitd sector is — despite an increasng competitive
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dtuation — Hill a regulated market. The sarvice hospitals offer — diagnosing, curing and
paliating dissases — touches human hedth; a sendtive and highly important asset.
These factors can influence the trandferability to other industries. Therefore, the modd
should be validated in other sectors.

Moreover, we tested with the ECR-concept the willingness to initiate a very specific
relationship.  Following the transaction theoretic nomenclaiure of exchanges on the
continuum between market and hierarchy (Williamson (1981), there are even more
forms of exchanges than the one presented here. The influence that corporate culture
exerts on other relaiona forms il has to be tested.

Findly, as mentioned before, corporate culture is only one eement of the IMP modd.
To illudrate redity more precisdy, further factors influencing the change from a
transaction episode towards a relationship exchange between vertica partners should be
taken into condderation. These factors can include drategies, capabilities, environment-
goecific dements such as  attitudes concerning the market or market orientation,
amospheric dements such as rdationship satisfaction, and, not directly a part of the
IMP modd vyet, individua factors, such as the respondent’s attitudes towards a vertica
cooperation. All additiona factors and their interactions should be set in the focus of

further research. This demonstrates an extensive range of needs for subsequent research.
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Appendix A (Corporate Culture)

1

Our hospital isavery

... personal and human place. It islike an extended family. People seem toshare alot of
themselves.

... dynamic and entrepreneurial place. People are willing to stick their necks out and take risks.

... formalized and structural place. Established procedures generally govern, what people do.

... production oriented place. A magjorn concern is with getting the job done, without much
personal involvement.

L eadership of our hospital is generally considered to be

... amentor, sage, or afather or mother figure.

... an entrepreneur, an innovator, or arisk taker.

... acoordinator, an organizer, or an administrator.

... aproducer, atechnician or ahard-driver.

The glue that holds our hospital together is

... loyalty and tradition. Commitment to this hospital runs high.

... acommitment to innovation and development. There is an emphasis on being first.

... formal rules and policies. Maintaining an smooth running institution isimportant here.

... the emphasis on tasks and goal accomplishment. A production orientation is commonly shared.

Our hospital emphasises

... human resources. High cohesion and morale in the firm are important.

... growth and acquiring new resources. Readiness to meet new challengesisimportant.

... permanence and stability. Efficient, smooth operations are important.

... competitive actions and achievement. M easurable goal s are important.

Appendix B (Perceived partner’sculture)
Which block describes the medical supplier chosen best?
The company

ispersonal, human, like afamily.
ismanaged by afather figure.
setson traditions.

sets its focus on human resources.

The company

is dynamic, takes risks.
isinnovative.
Setsits focus on growth and development.

The company

has many formalized structures and rules.
is sometimes beaurocratic.

runs smoothly.

setsitsfocus on stahility and efficiency.

The company

isambigios and active.
isstrictly oriented on competition.

sets its focus on productivity and
performance.



Appendix C (Willingnessto ECR-co-operation)

1
2
3.

9.

10.
11.

12.

13.

14.
15.

16.

17.
18.

19.

20.

21.

22,

| tend to a co-operation with the medical supplier chosen to optimise our supply management.
| am willing to co-operate with the chosen medical supplier to reduce the costs of utilities.

I am open for an integration of the chosen medical supplier in the realization of cost-benefit-analyses
of the procured goods.

| tend to work together with the chosen medical supplier to minimize our stockkeeping costs.

| am open towards an integration of the chosen medical supplier to jointly optimising the distribution
of goodsinside the hospital.

| am willing to co-operate closer to secure the adherence to purchase budgets.

I am open for abundling of purchasing activities together with the chosen medical supplier.

| am open to integrate the chosen medical supplier in the direct delivery of applying units in the
hospital.

The bundling of the delivery of several suppliers by the chosen medical supplier is conceivable.

A cooperative retrodistribution with the chosen medical supplier is possible.

I am willing to cooperate with the medical supplier chosen to detect opportunities for specializing on
selected indications.

| tend to a co-operation with the chosen medical supplier to secure an optimised selection of
departments and assi sting units.

To guarantee optimised processes in the surgery unit, | am ready for a co-operation with the chosen
medical supplier.

| promote joint activities to optimise processes in the wards.

The search for new therapeutical and/or diagnostical ways together with the chosen medical supplier
seems conceivable.

There is nothing to stop the search for new nursing care methods together with the chosen medical
supplier.

| see the opportunity to search for new hotelling amenities together with the chosen medical supplier.

| support joint and/or coordinated public relation or advertising acitivities with the chosen medical
supplier.

I am open for a consultation of the chosen medical supplier concerning building networks with
practicioners.

We are ready for the use of electronic communication, e.g. internet and intranat, to communicate
with the chosen medical supplier.

We are willing to perform data exchange with the chosen medical supplier on behalf of electronic
ways.

We are willing to connect to the chosen medical supplier’s order system.

Appendix D (General willingnessto cooper ate)

1

Altogether | am open towards a partnership with amedical supplier.



Appendix E

Hospital‘s
Own Culture

Supplier's
Perceived
Culture

30

Both Partners’
Cultural Fit

Yyvy

Willingness
to Cooperate




